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1.   Executive Summary
The National Area Based Development Programme, NABDP, forms part of the architecture of national programmes designed both to help the Afghan people to rebuild their lives and their nation and to demonstrate that the Afghan government, with assistance, could develop the governance required to sustain them.   It was the first nationally executed programme to be supported by UNDP and consists of three components; immediate support for urgent recovery projects, capacity building for national, provincial and local authorities, and projects to stimulate local economies and generate sustainable employment. 

The evaluators examined the aims, achievements and drawbacks of each component two and a half years after the NABDP began.   This report looks at the issues which emerged, draws a series of conclusions and makes a number of recommendations for the future.   A full account of these can be found on pages 43-51. 

The main conclusions of the report are that it was the right decision to encourage and

support the capacity for a nationally executed programme, that the achievements of the

programme outweigh its weaknesses and that those associated with the programme 

have had to operate in an extremely challenging environment and have reason to be proud 

of the achievements of the NABDP.   The programme benefited from the full commitment of the Minister responsible for MRRD and it is clear that other national programmes could not have been developed without the initial investment in the NABDP and the hard work of its staff.   This deserves wider recognition. 

It is recommended that donors should commit to funding the NABDP for ten years in total.   During this time the programme should be further developed; consideration being given to reinstating a partial area based approach and enhancing the capacity development and mixed economy regeneration aspects of the work.   It is to be hoped that potential for sharing resources and management of the three complementary national programmes – the National Solidarity Programme, (NSP) the Afghanistan Stabilisation Programme (ASP) and the National Area Based Development Programme will be fully realised. 

Immediate Recovery

The projects completed under this component varied in quality and value and they, as well as similar projects undertaken by the NSP and ASP, would benefit from having management and oversight teams with technical competence to ensure the satisfactory completion of the work.   It may be that NSP and ASP take the lead in future recovery work.   The involvement of communities in the next stage of regenerating their lives is essential.   There is great scope for a participatory approach and collaboration with NGOs, including training of government staff. 

Capacity Building

NABDP has achieved a great deal in improving the national and provincial infrastructure of MRRD and in providing staff training.   Capacity development, the phrase preferred by the evaluators in line with UNDP’s own research in this field, should result in a real and sustainable transfer of the skills that are necessary to carry out the primary tasks.   This process has made significant progress in MRRD and, while there will continue to be a need for expatriate assistance, there has been an improvement in the performance of national staff.   A further review would be necessary to estimate how much has been achieved and the priorities for the next stage. 

Patience will be required as well as the involvement of the beneficiaries in the conception, design and evaluation of the programmes if they are to have a lasting impact. It will also be important to address the capacity of indigenous organizations, whether NGOs or contractors. 

Macroeconomic Regeneration

It is felt that the NABDP’s involvement in mid-scale enterprise promotion was promising and has revealed the potential for the programme to be involved in mixed economy regeneration; both community based and involving international markets. International aid and regulatory frameworks for business development are pre-requisites for the successful regeneration of the Afghan economy. 

Issues Discussed

Context – 

Security is fragile and there are current threats from the narcotics industry and an embryonic threat from the spread of Aids that NABDP will need to take into account in future programming.  

The distribution of assistance by donors to Afghanistan, as with other countries in transition, described as ‘fragile states’ has not always been equitable.   Their involvement in funding and capacity development has been uneven and this has contributed to some inter-ministerial resentment.   Expatriate ‘advisers’ are needed, but have not always passed on their skills or behaved well and national staff have resented their own low salaries and lack of career development. 

There has been a great rush to put programmes into operation and less time spent on gaining a full understanding of rural and urban economies and what affects them.   This has sometimes been because it is feared donors will lose interest and sometimes because of the immensity of the needs, but it has not always resulted in wise decisions or the best use of resources.   UNDP, through NABDP, could play a role in improving long term donor assistance to Afghanistan. 

Direct Execution and National Execution –

It was a brave and necessary decision to support national ownership and a nationally executed programme.   This requires technical, managerial, administrative, financial capacity as well as the ability to manage human and other resources and to be responsive to change. MRRD and UNDP should continue to pursue full national execution, with the development of staff and institutions by national and international staff and to transfer the lessons learned to other Ministries. 

Monitoring, Reporting and Evaluation – 

Consistent reporting is essential if monitoring and evaluation of programmes is to be possible and this in turn is to lead to more effective programmes.   Staff have the knowledge that is necessary to develop the systems although they will have to be creative in response to difficulties of security and communication.   Increased job satisfaction and the fostering of a learning environment are also likely to accrue from a better understanding of the work being done and its impact on people. 

Staffing – 

The value of national staff must be recognised; in fair salaries and terms and conditions of service, in clarity in their roles and responsibilities, in staff development and effective management, and also in providing opportunities to meet and contribute to the development of the programme.   International staff should be obliged to spend a proportion of their time passing on their knowledge and skills in an effective way and recognition given for their achievements.  


Equal opportunities – 

Progress in this field will take time, patience and sensitivity once real commitments have been made to address peoples’ needs.   The first stage should be an understanding of the complexities of the issues, which are addressed in recent reports and by civil society organizations and NGOs.   It is to be hoped that donors will be increasingly willing to fund these organisations. 

Co-ordination and Synergies – 

There are opportunities for co-ordination within and between the NABDP, MRRD and UNDP, and with their NGO partners, which have not been fully exploited.   Similarly there are opportunities for inter-Ministerial co-ordination, and, above all, between national programmes where the synergies have not been realised.   There is some evidence of personal commitment to collaborate which should be encouraged. 

The Area Based Concept – 

The decision to put the area based concept into abeyance while the capacity of MRRD was enhanced and projects were equitably distributed across Afghanistan was well founded.   There is now value in returning to the concept in some form provided that the objectives are understood by the public, that there is appropriate knowledge of the economy and politics of areas of need and that the criteria and processes for choosing areas are clear and transparent and the benefits substantial. 

The comparative advantages of UNDP, that is access to funds and expertise, could be utilised in collaboration with government staff but it is above all local men and women who need to be given the support to enhance the lives of their own communities. 

2.   Introduction

The idea for the National Area Based Development Programme (NABDP) was developed by members of the Afghan government who then held discussions on the concept with UNDP.    In 2002, as a result of these discussions, led by Ashraf Ghani in his capacity as the head of the Afghanistan Assistance Co-ordination Authority (AACA, the functions of which have now been subsumed into other government structures) UNDP was asked to support the design and management of the programme.   The design of the Programme was a collaborative effort between Government Ministries and UNDP, with advice from other experienced national and international people.   The Ministry for Rural Rehabilitation and Development, (MRRD), under Minister Haneef Atmar, was responsible for developing the programme and the policies and practices of NABDP have been evolving since this time.

NABDP formed part of the architecture of national programmes designed both to help the Afghan people to rebuild their lives and their nation and to demonstrate that the Afghan government, with assistance, could develop the governance required to sustain them.   The Afghans, their government and the aid community are facing a formidable task since the needs are so great and one could almost argue that any help that is provided would be worthwhile. 

MRRD manages five national programmes.   

· NSP - the National Solidarity Programme; to foster good governance and participatory reconstruction at the village level.

· NEEP - the National Emergency Employment Programme; to assist the most vulnerable with employment opportunities in public infrastructure.

· RuWATSAN - the Rural Water and Sanitation Program: to improve health, hygiene and the child mortality rate.

· MISFA - the Micro-Finance Investment Support Facility of Afghanistan; to improve the lives of the poor and vulnerable through the provision of microcredit. 

· The NABDP which is described as follows in the founding document: 
This project will support the establishment of the National Area Based Development Program strategy that contains three distinct components:

(1) immediate support for urgent recovery projects; 

(2) capacity building for national, provincial, and local authorities to enable them to plan, finance, and manage recovery and development interventions in an inclusive, participatory, transparent and accountable manner; and

(3) the formulation and management of medium and long-term development projects at the “macro” level to stimulate local economies and generate sustainable employment.

NABDP has become the first nationally executed programme to be supported by UNDP. In the brochure that introduces the programmes of MRRD it is stated that the objective of NABDP is

‘to develop the capacity of the government at national and local levels to formulate and manage recovery and development strategies and programmes through a participatory process to address key social and economic challenges in the country.’

The aim of this evaluation (for detailed Terms of Reference see Appendix E) has been to examine the achievements and drawbacks of the overall programme and its three components two and a half years after its inception, and to make recommendations for its future focus.   The midway point for NABDP seems an opportune occasion to make such an assessment - as weaknesses become clear and as it seeks to make a unique contribution to the rebuilding of Afghanistan. 

It is clear that the programme has generated a great deal of loyalty from its staff and has benefited from the personal leadership that the Minister has given to it.   NABDP is best known as the programme that built the capacity of MRRD and its provincial offices to facilitate reconstruction work throughout the country.   The staff of MRRD and UNDP is convinced that without the input of NABDP in equipping the Ministry, addressing emergency reconstruction needs and launching programmes for capacity building, MRRD would have been unable to run its other four national programmes. 


An evaluation of reconstruction efforts in a war-torn country suffers from many of the same constraints as the efforts themselves: inadequate time and resources, the inaccessibility of key sites, incomplete information and a tight work schedule.  Nonetheless, enough information and institutional memory were available for consultation in order to enable us to discover the strengths and shortcomings of the UNDP’s National Area Based Program (NABDP) and offer recommendations.  With more time and access, we could have provided a more comprehensive nation-wide review of the overall impact of NABDP and made more specific recommendations about correcting deficiencies in organizational dynamics.   It is also most important that the analysis, conclusions and recommendations made by the evaluators are considered within the context of the immense challenges faced by Afghanistan and its traditional culture as it recovers after decades of war.

The timing of the evaluation meant that many areas of Afghanistan were inaccessible because of security concerns.   In addition, some key staff members were absent.   The Provincial Directors of MRRD departments were on a training course in Bangladesh and the NABDP itself had been without a Programme Manager and Deputy Programme Manager for some time.   Other key staff, the Community Development Advisers, the Programme Officers and the Provincial Management Advisers had found their own travel within Afghanistan, and therefore their ability to do their work, to have been severely restricted at times. 

The timing of the evaluation is significant however in that it coincides with the process to agree a further set of National Priority Programmes and the evaluators have given some consideration to the possible linkages and synergies between the existing and new programmes that might be of value. 

3.   Overall Findings

The Minister for Rural Reconciliation and Development and his Deputies have been very committed to NABDP and, with UNDP’s support, have taken the important step of running the first nationally executed programme funded through UNDP in Afghanistan.    NABDP has gone some way to contributing to its stated objectives over 5 years and the staff are, with good reason, proud of the programme and feel, like the evaluators, that the strengths, achievements and potential of NABDP outweigh the weaknesses. 

It is right to take stock half way through the expected five years of the initial programme and it is important to remember how far the NABDP and MRRD have come when considering how far there is still to go.   It is clear that without the investment in the 

NABDP and the hard work of its staff in very difficult circumstances, it would not have been possible to develop other national programmes.   Two and a half years ago there was an empty Ministry building in Kabul, but none were operational in the Provinces. There was no furniture, no telephones, no plans or strategies, no job descriptions and no computers.   At the time of the evaluation MRRD was the only Ministry to have an active and nationwide presence in the provinces.  It had attracted funds and, with national staff assisted by international consultants, was responsible for four national programmes. 

The NABDP suffered from the loss of its Programme Manager, initially due to his combining the job with that of Adviser to the Minister of MRRD and then altogether due to ill health.   Difficulties were exacerbated by the departure of the Deputy Programme Manager at the same time and the resulting interruption in the development of Project proposals for donors led to a shortfall in funding for infrastructure projects and the suspension of training programmes for staff.   NABDP national and international staff did their best to overcome these problems, but it was noted that the credibility of NABDP was at risk with those Afghans who had previously taken part in a very successful planning process to choose and prioritise projects to rehabilitate their local infrastructure.   It is expected that with the appointment of a new Programme Manager this problem will now be rectified; security permitting as always.

Other priority tasks for the Programme Manager include designing the next phase of the programme and work plan and developing the NABDP staff (that is all national and international staff involved in the programme) as a team.   The programme had been on the threshold of establishing sustainable partnerships between UNDP and MRRD, the RRDs and local government officials, which in turn could engender credibility with the local population.   There is currently confusion amongst the public (at least in the places we visited) about who is running what programme, but there was recognition of the MRRD itself, through its provincial offices.   It can be argued that UNDP has positioned itself in the development scene with the NABDP, but the UNDP’s comparative advantages could be capitalized on further. 

The decision to broaden the scope of NABDP to cover all provinces rather than just concentrate on the ten areas of special need was taken for reasons of equity and to make the outreach of central government into the provinces a reality.   It is estimated that about a third of the funding originally intended for the infrastructure subprojects was diverted to pay for the building up of the Ministry’s capacity (although money earmarked by donors was spent as stipulated in their contracts).   This may have been a wise long-term decision, but it did dilute the original purpose of NABDP and left little to assist populations in the originally designated areas.   It may be appropriate now to include a modified return to an area-based approach alongside the continuation of the programme to build the capacity of MRRD and its provincial offices once the initial priority projects are completed.   Under these projects families have already benefited from the provision of 3,300 units of housing in the Shomali area (and 500 earthquake resistant shelters in Nahreen after the earthquake in 2003).   Those who saw the physical destruction in this area and the aftermath of the human rights abuses that took place may feel that the area is coming back to life.   However others visiting the area now will see the scale of the physical and social destruction that still exists there (and in Istalif) and conclude that a case can be made for targeted assistance.   This would not only help people in the area, but also contribute to the revival of the national economy. 

Engineers employed by NEEP (originally via NABDP) were taken on to work with the original intention to share the expertise. In practice this has not happened and this loss of technical expertise has had a deleterious effect on the programme.    Engineers and technical staff in Kabul are unable to travel the country to design and monitor small-scale infrastructure projects; there are standard designs and neither the time nor the capacity to modify them according to the particular needs of a site.   In addition, while participatory methods were used in the provincial planning exercise these have not, so far, been extended to discussing how structures are to be maintained and sustained. 

Whether the NABDP should continue in small scale infrastructure projects, after the completion of those already promised, will depend on whether the technical expertise will be available to do work of a satisfactory standard that will have an impact and be sustainable.   In theory NABDP and the two other national programmes that are also involved in small scale infrastructure should be complementary rather than overlapping. 

The National Solidarity Programme (NSP, also run by MRRD) operates at Community level and the newly arrived ASP (Afghanistan Stabilisation Programme under the auspices of the Ministers for the Interior and Communications) operates at District level while NABDP is working at Provincial level.    There are many ways in which resources in planning and operations could be pooled in order to maximize their effect and all the Ministers involved have expressed an interest in seeing this happen.   Some first steps have been taken to co-ordinate activities: a database of priority projects generated by all three programmes is being compiled and UNDP have appointed a consultant to advise on programme co-ordination.    Collaboration between the various programmes has been minimal so far (even within the same offices in the same Ministry), but if efforts were put into developing cooperation enable this to happen then the quality of the programmes will improve along with staff satisfaction. 

The Macroeconomic Regeneration component of the NABDP has made a slower start than the two others, but it has potential to both help re-establish aspects of local economies that existed before the war and develop new ones.   Investing in feasibility studies and the identification of investors is a good way forward as demonstrated by the Rose Oil study that looked at the development of an industry to extract oils and essences for the international market. 

It is also important to invest in understanding the way that the agricultural economy works in Afghanistan; the potential for reviving and supporting activity and the infrastructure that will be necessary to underpin it.   While there is a place for the investment by IFIs these can and should be complemented by more sensitive and indigenous solutions.   There are researchers working on improving the aid community’s understanding of the complexities of the rural economy; the NRVA, part of NABDP is one example and the publications of AREU.   However, this work is in its infancy and will require the continuing capacity development of Afghans to ensure the outcomes are realistic.

Those we spoke to varied in their estimate of a time frame for an exit strategy for UNDP. Five years would seem to be a minimum time in which to develop the programme and the national capacity to execute it and this was time frame initially envisaged by UNDP.   MRRD would prefer ten years and this does seem more realistic given the challenges that the country is facing.   One of the greatest of these is the deficit in education provision at all levels during the last 25 years which has resulted in a dearth of professionally qualified people.  However, there is no dearth of people with ability and a wish to learn and so NABDP’s most significant and lasting contribution may well be strengthening the capacity of MRRD and its staff at all levels. 

4.   Findings for each Component

4.1   Immediate Recovery

The goals of this component included the rehabilitation of the local infrastructure, construction of shelters for returning refugees and IDPs and the increase in agriculture production. 

The initial aim of the programme was to assist in the recovery of specifically chosen areas of need.   In the beginning projects were carried out by Direct Execution (DEX) in collaboration with other UN agencies and, following a provincial planning exercise conducted by MRRD and supervised by the Programme Management Advisers (PMAs), the projects were continued under National Execution (NEX).

The directly executed programme core management team and investment funds for UNOPS, FAO and UN HABITAT were provided by UNDP which also provided technical support services for the programme nationally executed by MRRD.  Local NGO partners are implementing this programme. A Trust Fund supports the National Surveillance Survey that is implemented by MRRD. 

The Provincial planning exercise was well executed and a considerable achievement given the difficulties of mounting such an exercise where all facilities are available, let alone in a country with challenges of capacity, distance, and lack of infrastructure and security.   Small-scale projects in school and hospital construction, water supply facilities, road construction and irrigation were identified. 

· 2002 - 70 projects were completed and NABDP staff concluded that they had benefited 70,000 people.

          - 3,500 metric tones of Urea were distributed to 70,000 vulnerable families in all 32 provinces.   This was a once-off intervention and it was not possible to assess the impact this may have had although the assumption is that there was an improved harvest that year as a result of the provision of the Urea.

           - 3,300 shelters were completed in 3 Districts of the Shomali plain

· 2003 - 69 projects were completed by agencies contracted by NABDP

         - A further 500 earthquake-resistance shelters were constructed in Nahreen following the earthquake there in 2003.

· 2004 - 174 projects in the 34 Provinces were funded, 21 had been completed by the autumn but UNDP expected that the rest would be by the end of 2004. 

The shelters were built by those who were to live in them, to a standard design with standard quantities of materials and seem to have been adequate for the job. 

When it comes to buildings some of them were solidly constructed and well used, but some of the structures, such as bridges and culverts, could have been better designed and constructed and some were wrongly sited.   The problems may have been partly due to the inability to modify designs rather than having ones tailor-made for each site.  We saw several examples of these problems during our field visits and NABDP staff took note of these. 

 It would therefore be advisable to review the current state of the projects and make adjustments where necessary rather than let the reputation of NABDP be questioned.

It was not possible in the time available to confirm whether there had been community participation in deciding on the details of a project once overall priorities had been set.  However, it was felt to be unlikely and certainly there was no evidence of participation in or commitment to maintenance of any structures. 

There is a shortage of well-qualified and experienced engineers in Afghanistan and, even were they available, it may be difficult to achieve an even distribution across the country.    Away from their families and often living in remote areas staff face many difficulties, especially where there has been a lot of devastation through drought or conflict, and in many areas security is poor.   Monitoring by technically qualified staff able to modify designs on the spot would help, but it may be some time before they become available.  In addition, there are other aspects of the work which require technical expertise – estimating quality and quantity of materials, load bearing calculations and the implications of terrain and weather etc. 

. 

The Afghan NGOs that we met which had been contracted to build these structures felt that they were not always allowed enough money for materials.  In some cases they said that had used their own money to finish a structure to a higher standard than designed rather than risk having their reputation damaged.   They were also frustrated at having to follow standardized designs when they knew that they were not as well suited to doing the job as one designed for that particular site. Staff in the Design department in Kabul felt that in some areas of the country the calibre of the NGOs contracted to do the work was the problem as well as the inability of NABDP to provide the technical oversight that was required to ensure the quality of the projects. Consideration should be given to providing oversight teams that can look at NSP, ASP and NABDP projects, rather than each programme having its own teams with the corresponding savings in time and money this could bring as well as a more comprehensive understanding of the needs, problems and their resolution. 

No doubt the calibre of contractors, whether NGOs or commercial organizations, will vary as will the capacity of the staff that they employ.   However, there are national and international NGOs which have had years of experience in providing work of high standard with minimum money wasted by using methods and systems of community participation (including socially acceptable ways of involving women), monitoring and accountability suited to the needs of the situation. The Code of Conduct being developed by the NGO co-coordinating body ACBAR will mean that early in 2005 it will be possible to distinguish NGOs from contractors. It may be necessary to develop minimum standards for all agencies providing technical services such as rural engineering. At present donors and communities contracting the services of organizations can only learn by trial and expensive error. A joint Commission of the Afghan government the UN and NGOs might set some minimum professional standards, preferably in collaboration with professional bodies representing the interests of relevant groups (such as Engineers). An initial informal meeting of the international NGOs contracted by MRRD to work on NSP and NABDP could discuss this and other ideas. 

Some of the experienced NGOs have training programmes for their own staff which could be expanded to ensure that people employed in government programmes can come up to the required standard. Until further education catches up with the need for professionally educated engineer’s aid agencies will have to rely on existing national and international staff. For some national engineers who have not been able to put their skills into practice, or keep up to date with modern methods, refresher courses should be considered, for both contractors and NGOs. Manuals have been produced which cover rural engineering and it would help if these could be more widely distributed.  Afghanaid and UNOPS produced manuals some time ago and Dr Lowgar of Afghanaid has now published a very comprehensive book that could be a standard reference for people engaged in engineering in Afghanistan. 

Since one of the aims of moving away from the Area based concept was to provide 
equity of assistance across all provinces it would be good for the programme to plan to provide at least one project per district, although this would require further funding from donors. For those districts where insecurity prevents projects being carried out the funds could perhaps the money could be “banked” and communities informed that it would become available once conditions allow. 

The quality and usefulness of some of the structures constructed under the NABDP that we were able to visit varied significantly and from the available monitoring reports it appears that this was true of the work in other provinces. 

Community involvement in the design, siting and maintenance of the structures through a more participatory approach could avoid some of these difficulties in future.  This would require training of staff in the provincial offices of MRRD.  It will take time to build up the capacity to do this and also to gain the trust of local communities.

4.2   Capacity Building 

In Afghanistan, as elsewhere, there is no agreed definition of Capacity Building.   Where the phrase is used it is often conflated with the provision of infrastructure and hardware (buildings, computers, telecommunications facilities and vehicles etc), and with technical assistance/co-operation, and training.  These all have a role to play in capacity building but they are distinct from one another and do not cover the whole scope of the activity. 

Internationally UNDP has made valuable contributions to explain and define the terminology and to recommend good practice.   However, as often happens, the findings and recommendations from major reports do not reach the people in the field who need them most.   For example, UNDP has undertaken a major initiative on ‘Reforming Technical Co-operation for Capacity Development’ and the findings from this work provide food for thought for anyone involved in capacity building, (Developing Capacity Through Technical Co-operation, Country Experiences published by UNDP and Earthscan in 2002).   Terms are defined and at least ten kinds of national capacity are identified as needing to be developed (interestingly evaluation is not one of those included).

There is also a very useful framework with action points known as the Accra Outcomes Statement that recommends:

1. 
Focus on capacity development to determine the role of technical co-operation.

2. 
Knowledge should be acquired and not merely transferred.

3. 
Reform of technical co-operation has been too slow.

4. 
Capacity development has to be guided by clear strategies that are nationally owned.

5. 
Distortions in public sector employment are major obstacles to capacity development.

6. 
‘Poor performers’ present particular challenges and require flexible responses

7. 
Governments and external partners must be primarily accountable to the people they serve

8.  
The terms of the North/South dialogue should be changed

9. 
Action is urgently required.

In theory UNDP, MRRD and therefore NABDP would agree with the majority of the above, particularly when it comes to national ownership.   The Minister of the Rural Rehabilitation and Development has worked hard, in line with the Cabinet’s plans as set out in the National Development Framework, to obtain outside assistance without forfeiting national ownership.  This has been impressive particularly when, for some time, the UN, NGOs and donors had been taking major decisions in the absence of a national government.   However the dilemma has been that there is urgent current work to be done and the government continually sets deadlines that put staff under great pressure.   There is therefore a tension between these imperatives and the need to allow people to develop skills over time by learning both on and off the job.   There is a shortage of people with the education and training, but no shortage of people with the capacity to achieve a great deal given the right input and sufficient time.  They in turn are then able to pass on new skills to others given the opportunity. 

Patience is required to achieve capacity development.   Definitions may be relatively easy to draft, but to bring these into practice is a far more complex task and there have been very mixed results worldwide.   Effective capacity development needs to involve the real beneficiaries in the conception, design and evaluation of programmes, (Stephen Browne op cit).   

As expected the staff of UNDP, NABDP, MRRD, the TISA and donors use a variety of definitions of capacity building in the documents they and their organisations produce and in meetings and discussions.   At the end of the evaluation fieldwork there was the welcome news that NABDP staff were working on a concept paper on Capacity Building and this should bring greater clarity to both the aims and objectives of this component and how they may best be achieved. 

The evaluators prefer the phrase ‘capacity development’ which acknowledges that people in Afghanistan do have capacity and knowledge to bring to the table.   The working definition of capacity development used for this study is:

“Within the national staff there will have been an increase in the skills and understanding that are necessary for an organization to carry out its primary tasks and a corresponding and decreasing need for outside assistance to accomplish these.”

This implies a real and sustainable transfer of skills, confidence and a pride in the work that will continue after expatriates, Afghan or non-Afghan, leave the country.  
Given the range of definitions of capacity building and that NABDP itself does not yet have an agreed specific definition; the programme has achieved a great deal in its cooperation with the MRRD.   Beginning in 2002, the first level of need was for rehabilitation of the Ministry’s physical infrastructure - a building, office equipment, and supplies.   Not only did NABDP provide these materials; it did so using a flexible funding process that may have been unorthodox, but which provided the necessary credit for a fledgling ministry.    For example some workers explained that they lacked stationery for reporting and other basic tasks, but were able to obtain money out of the NABDP fund to cover these supplies.  This flexible use of funding arguably gave the MRRD the capacity to do its job, although clearly financial systems are necessary to ensure that this facility is not abused. Financial safeguards are in place but the team were not able to assess these and a review would be advisable at this stage of the programme. 

The next level of capacity development; that of human resources was achieved through:

· direct contact with Provincial Management Advisers (PMAs) and Capacity Development Advisers (CDAs),

· the support of the Project Officers in the regions and provinces,

· through a series of special international sectoral advisers employed at the Ministry.  

The sectors covered by the advisors included, amongst others, Monitoring and Evaluation, Financial Management, Water and Sanitation, Reintegration and Rural Livelihoods.   Early documents written by the Programme Manager describe capacity development through a “learning-by-doing” approach, which may be the case in some instances.   However most human resource capacity building has comprised training and information exchange and teaching core English, computer and administrative skills, often beginning from scratch with literacy.  

In the time available for this evaluation it was difficult to assess the lasting impact of human resource development, but there is no doubt as to the number and variety of training exercises carried out for government employees. 

WFP, CARE, UNOPS and NABDP have all provided training under the auspices of the Capacity Development Department of MRRD.   The training department felt that the quality of the training through NABDP by UNDP had been high with good consumer satisfaction.    Half of the 300 surveyors used in the NRVA study were MRRD staff who had been given a week’s training in the provinces and were performing extremely well.   For the Programme staff at the provincial level various organizations, including NABDP, have provided courses in Accounting, Financial Management, Microfinance, Basic Management, Management, Computer Skills, Community Mobilisation, English Language and Literacy, Leadership, Monitoring and Evaluation.   Courses in Contracts and Bidding are due to start.   A gap that the training department has said that it hopes to fill next is gender training.  
For Director and Provincial Director staff training has been given in Organisational Management.   The biggest investment however has been in sending the MRRD Directors to Bangladesh for five months training in all the skills thought necessary to do the job. These include Basic Communicative English, Computer Literacy, Community Development, Office Management, (General, Human resources, Procurement and  Financial Management), Project Management, Micro-Finance Management, Enterprise development and Field Trips to Rural Communities. 
Unfortunately due to a shortfall in the budget some of the training at programme level could not be carried out and will either be taken on by other agencies or provided when money has been raised.

We obtained anecdotal evidence that the training was valuable (25% of MRRD staff are said to be computer literate now whereas there were very few two years ago), but also that it was time for this to be reviewed more formally.   Alongside this it will be important to review the job descriptions and person specifications for the NABDP staff involved in capacity building.   These will include the CDAs, PMAs, POs, the Programme Director and Deputy post.   It is also a good time to review how these posts complement each other, can cross-fertilise their work as well as being mutually supportive and growing into a more cohesive team.

While the aim of UNDP /NABDP is that capacity building within the MRRD follows the National Execution (NEX) modality, with the Ministry enabled to run itself, it is currently very reliant on international staff.   For example the Minister noted how much the staff of MRRD have to learn about the procedures of the donors funding the programmes.  This situation is not surprising at this stage and will change if there is an effective effort to pass on expertise and develop indigenous capacity that is sustainable.   Some of the advisers focus on policy development; others have established a system of monitoring and reporting.   Most seem actively engaged in outputs (and are under pressure to be so from the demands of the Ministries and the deadlines given for policy and proposal documents for the ever-increasing number of programmes), leaving little time for passing on their expertise. There are some notable exceptions to this and they serve as mentors to encourage Afghan staff as they learn to do the work. 

Several reviews of the short and long term capacity development needs of the MRRD and RRDs have been made, and these should continue at regular intervals.   There was an impressive and detailed strategic plan in draft at the time of the evaluation.   It contains an assessment of current strengths and weaknesses, the facilities and opportunities for capacity building and SMART objectives, (that is Specific, Measurable, Achievable, Realistic and Timebound), as well as the criteria for future success and the organisational strategies to achieve them.   This confirms our view that much information and understanding resides with the staff of organizations.   What is needed to utilise this resource is the establishment of processes for sharing information and analysis, discussion and development of the ways forward using existing capacity.   Once such processes are successfully established there should be a diminishing need for outside assistance. 

What is still missing is a review of the impact of the existing training on capacity of those who have received it; especially from the trainees’ point of view.   Such a review would make it easier to make plans and develop strategies to meet training needs.   MRRD staff reported a high level of satisfaction with the training courses that had been completed as well as a thirst for more.   The improvement in the performance of MRRD centrally and in the Provinces was noted by UNAMA officials in Bamyan and in other provinces areas it was felt to have improved in the Governors’ offices too. 
It is not unreasonable to expect that Ministries will need outside expertise for decades to come, although this can cause resentment if there are qualified Afghans who could do the jobs at least as well. A greater cause for concern however is the conflict caused by salary differentials between Afghan nationals supported by the programme or with top-ups to their salaries and the salaries of Ministry staff who are trying to subsist on government salaries that are too low to live on let alone afford a reasonable quality of life.  Not only are these differentials a cause for resentment among staff, but there is evidence that employees of a Ministry who have succeeded in developing skills through capacity building training are then hired away by NGOs and other aid agencies.   The urgent challenge is build capacity by establishing a career structure and a reasonable and equitable salary scale that retains trained and experienced ministry staff as a productive and appreciated resource.  (See also section on Staffing, page 27)   In the meantime NABDP, like other national programmes, will have to employ creative non-monetary incentives to attract and retain staff. 

The Priority Reform and Restructuring Programme (PRR) may resolve some of these problems. PRR will eventually reach all Ministries, but it is starting in the seven priority departments of MRRD, with the support of UNDP/NABDP.    The aim of the programme is to increase institutional capacity with an emphasis on:

(a) investment in staff capacity and development

(b) recruitment of national and international consultants in key areas

(c) extensive reliance on contractors for programme oversight and implementation 

(information drawn from the brochure explaining the work of MRRD)

All Ministries have already had some input that falls under the broad definition of ‘Capacity Building’.   Some of this has come from UNDP itself and some from resources that Minister Atmar has been able to provide.   The support has included:

· An inter-Ministry initiative for women in senior leadership

· A grant of US$4 million to MOLSA to provide resources to allow it to operate for a year

· A grant ofUS$1.1million to the Ministry of Agriculture

· Provision of an Adviser to the Ministry of Tribal Affairs for a year

· Funding for the Livelihoods and Social Protection Consultative Group

· Provision of some of the MRRD’s Financial Adviser’s time to some Ministries.  

The last is crucial given the lack of people with even a basic understanding of finance and it may be that UNDP/NABDP should consider a greater input into this facet of capacity development. 

In addition to the PRR programme, plans are being developed for a Public Administration Institute which, over time, should lead to a professional civil service in which staff will be proud to work. 

It was not possible in the time available for the evaluation to discover all the capacity building programmes that have been operating in other parts of the government and civil society.    However, but we heard about many and predictably most did not seem to be in accord with the Accra Outcomes (see Page 13) or to have been assessed either by the ‘beneficiaries’ or the providers.   It would seem sensible now to implement a review of what has been provided, the impact, and the current needs and strategies for reaching planned goals.  A good start was made in February by NABDP at a planning workshop that identified many of the positives in the programmes to date, the constraints and some solutions to overcome these. 

It is clear that capacity building at MRRD has involved four phases; human skill/concept development, material capacity, systems capacity, and financial capacity.   In the Capacity Building training exercise conducted by an MRRD Program Officer in Parwan province, participants were introduced to the core documents behind the Afghan reconstruction program.  Sixteen topics for capacity building - a combination of training and information delivery - were identified, including monitoring and evaluation, management and administration, contracts, finance, micro-credit, procurement, planning, 

and concluding with program and service delivery and leadership.  Throughout the SWOT assessment the shortage of qualified staff, low pay scale, and a cumbersome administrative system that denied many benefits to staff (such as clothes, transport, sick leave) repeatedly emerged as issues.  (the identification of strengths, Weaknesses Opportunities and Threats has been used to improve programmes; with the word ‘Threat’ being replaced recently by ‘Constraints’, thus SWOC)

Also focusing on Capacity Development is the Water and Sanitation (WatSan) programme, funded by USAID for capacity building in water, sanitation and public hygiene.  This program, working with MRRD, and the Ministries of Health, Education, Irrigation, and six other ministries along with four UN agencies and several NGO IPs offers a good opportunity not only to demonstrate inter-agency coordination but to share capacity building strategies and training programs.   

It is clear that some capacity has now been built within MRRD and that there is still a thirst for knowledge amongst Afghan staff at all levels which could yield dividends if encouraged. This will require a study of progress so far and an estimation of current needs. It would also be of benefit to include training in team building at all levels, once roles and responsibilities have been clarified, to foster a sense of ownership of the programme. 
Capacity Development Advisers employed through NABDP have two key tasks:

1. to assist MRRD to execute programs to enable the government to deliver essential reconstruction and 

2. to transfer appropriate knowledge, skills and attitudes to government staff, enhancing their ability to plan and manage reconstruction and development of the nation.

In order to avoid an ongoing reliance on international advisers, an emphasis on human resource capacity building through mentoring would he helpful. It is most important that staff of a high calibre are retained by the Ministry. Capacity building of the administrative system needs to take place in order to overhaul the ministry in a way that makes policy, processes, and procedures more uniform and streamlined.  There are several capacity building initiatives now in practice by different organizations that can offer a range of options.
  Those which are more effective has not yet been assessed.

Successful capacity building methodologies seem to stress participatory models.  NABDP used such a framework in Provincial Planning but not in project implementation.

In addition, capacity development was meant to involve five components: coordination, planning, consultation, capacity development, and monitoring and evaluation. Least evident were its efforts in coordination, which remains an overall challenge for the UNDP (See section on co-ordination and synergies, Page32)

There is a case for building the capacity of indigenous organizations, Afghan organisations that style themselves as NGOs but which elsewhere would be described as contractors, and which are needed by Afghanistan, or those that are following the norms of non-governmental organizations and are valued partners in implementing programmes. UNOPS and International NGOs have developed the skills in areas that Afghan organizations need (bidding, costing, estimating time and materials etc) Offering course in the skills that are necessary to rebuild and develop Afghanistan would increase the chances of success for national programmes like NABDP and improve the capacity of the workforce overall. Dr Lowgar of Afghanaid has produced a comprehensive manual for rural engineering, in Dari, which could be a standard textbook for any organization providing rural engineering. A basic UNOPs manual is also in existence and it may be that the production of a new set of manuals and policies and procedures for a participatory approach to projects in rural areas could be considered. This could produce a better understanding of the strengths and weaknesses of existing projects and could be used as a training opportunity as well. 

Since MRRD (and other Ministries) wish to improve their capacity in these technical fields it would be good to explore the possibility of selected experienced NGOs passing them on in training programmes and then being on hand to monitor progress and ‘trouble shoot’. It will be a long time before education in Afghanistan reaches the levels that are needed to provide technically qualified people and an interim scheme like this could fill some of the gap. 

4.3   Macro-Economic Regeneration 

Within the economic regeneration work of NABDP and MRRD there are positive examples to be built upon in planning, administration, monitoring, reporting and evaluation.    NABDP’s involvement in mid-scale enterprise promotion is promising and a good way for the programme to distinguish itself and raise its profile through projects that other agencies have ignored.   It also seems the most versatile way of promoting integrated economic activity in different regions.


The original NABDP aim was to advance Afghan development through a participatory process integrated with other provincial rehabilitation efforts.   Various earlier plans were reviewed including President Daoud’s Seven-Year National Development Plan (1975), the UNDP Afghanistan Rehabilitation Strategy (1993), and the ADB/UNDP/ World Bank Afghanistan Preliminary Needs Assessment for Recovery and Reconstruction (2002). This last report had identified manufacturing based on local agricultural and mineral resources and public infrastructure as the prime areas of opportunity for economic development.  

Analysis of completed NABDP projects shows three relating to macro-economic activity.   In addition, two feasibility studies were conducted; for a cotton gin in Spinzar and for rose oil extraction. 

The March 2003 feasibility study conducted by NABDP (through the Central Asia Development Group) on the revival of the Spinzar Cotton Gin identified as prerequisites the privatisation and the modernisation of the cotton industry.   Key issues are:

· Whether the project would be cost effective given the price of cotton as a commodity and the quality to be produced.   A market assessment is required to answer this.

· Whether the government is willing to privatise the industry.  The Ministry of Light Industries and the Privatisation Commission are considering their options, but it is too early to estimate how long a restructuring might take, or what obstacles may be encountered.  Privatisation is closely linked to broader public sector reform, which has been delayed by the electoral process.

Similar issues were raised by a UNIDO mission looked at the textile industry in Kunduz, the food processing industry, and the grain silo in Kabul as possible targets for intervention.    However, in addition to the antiquated technology and resistance to privatisation, the study also raised the question as to whether these enterprises could be competitive against the quality of products available from neighboring countries.

On a more positive note, also in 2003, Altai Consulting and German Agro Action were contracted to assess the potential for rose oil and other natural essences for export.  The UNDP’s Private Sector Development Program Officer pursued the initial research on the project and developed a market survey and business plan. This recommended that the cultivation of ‘fragrance crops’ was very suitable for Afghanistan  and the distillation of a wide variety of essential oils would be possible, not just rose oil, although that provided the best business opportunity in the first instance. There is also scope for the drying of spices and production of medicinal plants, which could be suitable for income generation for women. 

Additional feasibility studies, market research and the setting up of a mobile distilling unit as a marketing tool were recommended and would seem ideally suited to development by UNDP/NABDP. It was also recommended that the approach should be both ‘bottom up’ and ‘top down’ and involve some international NGOs that had shown interest in this sector. A second report is due in June 2005. 

Reviving moribund industries is usually a task for large-scale investors with technological expertise who can modernize and realign the industrial sector for the modern international marketplace. Other UN agencies have considered rehabilitation of large-scale enterprises, but donors seem unwilling to become involved in their upgrading until they are privatised.

The feasibility study of the Cotton Gin encountered the problems that most industries face in this country: antiquated machinery functioning at minimal capacity, a state-owned industrial model, and sub-standard quality for competitive market placement. However investment in reviving the cotton industry might be worthwhile if it could be made possible for cotton textiles and clothing to be produced, thus increasing the positive effect on the economy and keeping control and profits within Afghan hands

At present most of the projects under consideration in the NABDP would target a few investors who would deal directly with the communities where their enterprises would be located.   However the original aim of this NABDP was to use a participatory process with stakeholder input and to promote multi-sectoral economic regeneration.  This involves projects larger than micro-finance and cottage industries, which MISFA and other programs are sponsoring, but smaller than reviving large-scale state industries, which require foreign direct investment (and a credit assurance facility like MIGA).

The NABDP’s Private Sector Development Programme Officer estimates that around 200 Afghan entrepreneurs are looking for opportunities of this scale for investment within the country.   So far, that UNDP office has focused on feasibility studies for potential investors that include surveys of the export market.   This is a level of promotion of economic life that the NABDP could include in its programme for area-based economic revival. It would be helpful if studies were to be made of income generation schemes that existed pre-war, and how they could be revived, as well as ideas for new schemes. Those with a multiplying effect would be particularly valuable, (examples include the value added in making T-shirts as well as producing the cotton to make the material, and the Ministry of Finance was looking at this at the time of evaluation). 

The role the NABDP can play in generating overall economic activity should be developed further.   Often projects that focus on stimulating investment and economic activity also produce a range of ancillary benefits that are currently the target of specific reconstruction projects.   For instance, projects that focus on processing agricultural produce and by-products for the market or for export, in the process generate new employment, encourage the construction of secondary and tertiary roads that connect the village with the market, introduce new technology, expand communication networks, etc.  It is a much more dynamic and sustainable process than single project execution, and remains a prime opportunity for an area-based intervention by the UNDP.

As the aim of economic regeneration is for poverty reduction and to promote political and social stability, this should be a consideration in selecting feasibility studies for regional economic revival.   NABDP could take a dual approach by fostering community-based enterprises, probably focusing on processing agricultural produce and other basic goods for local markets.   A second role might be to identify international markets for Afghan niche products, such as rose oil, minerals and other natural resources. 

This also suggests a role for NABDP in creating the groundwork for government capacity to support an environment conducive to this level of investment.   Firstly, transition economies are not favourable to investment or to promoting domestic savings and the business elite may look to invest overseas.  As a result a key factor in the regeneration of economic life is international aid.   

A second key factor is the establishment of a regulatory framework for business development; this needs to be established with the appropriate Ministries.    This would comprise regulations and laws to provide a legal framework for those wanting to start a business including safeguards for their interests.   It would, of necessity, require capacity development to provide support to institutions and to establish the regulatory framework. As yet, there appears to have been little progress in the development of such a framework for this scale of business and financial activity.

The government has recognized that revision of its financial sector will make investment in the country more attractive.  It acknowledges that factors likely to deter investors are the absence of a commercial legal and regulatory environment and the absence of established markets and basic services.  Issues such as the lack of a registration and regulatory framework, land ownership and use, and foreign investment approval are being addressed. Progress has been made ‘most notably in trade and financial sector reforms’ (according to the Country Economic report ‘Afghanistan – State Building, Sustaining Growth, and Reducing Poverty’) 

The necessary tasks of conducting market assessments, field feasibility studies, business plans, and identifying investors and buyers, the UNDP could all be done through its Private Sector initiative, on a limited scale.  This is not a traditional area of work for the UNDP but would be valuable.   In the meantime, the NABDP could map out other stages in infrastructure and capacity development needed, within the government and the locales, in order to make economic regeneration more attractive and sustainable. It would perhaps be more accurate to describe such a programme as ‘mixed economy regeneration’.  

5.   Discussion of Issues

5.1   The Context

Any assistance programme in Afghanistan has to confront one of two major challenges; 

either those responsible for it have the best interests of Afghanistan and its people at heart, in which case they are so conscious of the needs that their impulse is to do everything as fast as possible with the concomitant risk of mistakes, 

or they are more concerned with their own personal short term gain at the cost of the country’s regeneration in the longer term.

There have been many selfless Afghans prepared to live in difficult conditions and to expect their families to do so too.   In situations of conflict however there are always others who become corrupted by the experience and it is up to honest people and institutions to put in place policies and systems that will minimize temptation and impunity and maximize transparency and accountability. 

Apart from the lack of ongoing and unlimited funding, the Capacity Building programme  of the MRRD faces some problems of a political nature.  First, because the Minister has a good reputation with the international community dating from his work in the NGO community, he has been a visible and trusted partner for donors. While a Ministry for Rural Rehabilitation and Development might be seen as a logical choice for aid agencies that seek to rebuild rural infrastructure, other ministries have expressed resentment at the unbalanced investment in capacity building in and through MRRD. 

In addition, as MRRD among all Ministries holds a disproportionate number of resources, other Ministries resent its infringement on their activities. The Ministries of Education and Health wonder why MRRD is building schools and clinics, which they see as within their direct mandate. MRRD officials, in turn, insist that there is adequate coordination with concerned ministries on those projects, and that they only do ‘their’ work with the Ministries’ agreement, in writing. MRRD points out that it has indicated there will be a review of the situation. 

One could expect that input from advisers would assist other Ministries in upgrading their capacity.  How donors have developed the capacity of other ministries remains a matter for a comparative study, as part of the monitoring and evaluation of best practices in this important field.

At the time of the evaluation the Presidential election was due to take place and there was great uncertainty about the security in the country for both national and international UN and NGO staff.   Parliamentary elections were postponed at least until the Spring of 2005 and the prediction was that the number of triggers for trouble would be far greater leading up to these than for the presidential elections.   In the event, the Presidential election was relatively peaceful but there were numerous attacks before and after this.  Government Ministers have been working under particular difficulties, some receiving constant death threats, and some out of their depth with the technical complexities of their Ministries. There has been an uneven distribution of donor money across the Ministries, based partly on Ministry of Finance and donor perceptions of the capacity to programme the money and partly on the perceived honesty or otherwise of Ministry staff.   The uneven distribution of funds has caused some inter-ministerial jealousy. 

Security for the population in general and for aid workers in particular has deteriorated since the middle of 2003 and in this atmosphere it has been difficult to retain staff and to plan travel outside Kabul for both national and international staff. NABDP will need to plan for a further deterioration up to and perhaps after the Parliamentary elections since staff and programmes will need to be protected.   If engineers and Community Development Advisers are unable to travel in much of Afghanistan then other methods will have to be found to ensure technical competence in and monitoring of the projects and capacity development for provincial staff. 

A further difficulty in keeping staff has been the differentiation in salary rates; the driver working for the NRVA earns more than the analyst working on the survey results. Anomalies like this mean that people who want to provide for their families are often persuaded to take higher paid jobs which do not utilize their skills and training, which is a loss to the country. Salary scales and terms and conditions of service need to be realistic and provide career development.   The PRR may assist in the emergence of a competent civil service cadre that takes pride in working for the government with hierarchical management giving way to a more modern and responsive system, but if not then the expatriate and younger Afghans will continue to prefer working with non-Afghan expatriates or leave the country altogether (for examination of these issues see Staffing Page 27) 

Researchers and writers are only in the early stages of examining the rural economy and prescribing measures to rebuild and develop it. The next stage will be a preliminary step towards a Poverty Reduction Strategy. Poverty is complex as it includes financial and social exclusion, low levels of education, insecurity and poor health and inequities which can be masked by the overall picture.   The NRVA (part of the NABDP) may be a resource, because although there has been some criticism by ‘experts’ it did manage to gather an immense amount of data under difficult circumstances that was still being analysed at the time of the evaluation.   One worrying aspect is that in 2003, when the NRVA survey was made, the harvest was exceptionally good; 2004 is not expected to reach anything like the same levels. 

However it is clear that broad based growth is fundamental, there is a need for investment in basic services, infrastructure and improved management systems, and enhanced income generation that reduces the role of poppy cultivation in the economy. An urban survey would be a valuable addition, particularly if it could elicit the links between the rural and urban economies. What is also required is an examination of the embryonic Aids threat and the drugs economies in each area of Afghanistan and how the various methods of dealing with them may impact on the rural economy and therefore the work and policies of the NABDP. 

5.2   Direct Execution (DEX) and National Execution (NEX)

NABDP is unique in the UNDP portfolio of programmes in Afghanistan in that it is nationally executed through MRRD. It was a brave and forward looking and necessary strategy devised to develop the capacity of the MRRD staff and to extend the visibility and influence of central government into all provinces. This occurred at the same time as MRRD was being re-oriented to directing policy and implementing programmes through partners in the private sector and NGOs rather than implementing directly. 

The responsibilities of the Ministry include; the formulation of rural development policies, strategies and guidelines, the co-ordination and monitoring of other implementing agencies working in rural development as well as mobilizing the resources for it. The UN guidelines for NEX projects states that the UNDP and the government will together ensure that the capacity is available for successful project implementation. What is required includes:

· Technical capacity; the ability to monitor the technical aspects of the programme, including project visits, monitoring and reporting.  Further training is needed to realize this aspect, although the security situation has increased the difficulties

· Management capacity; the ability to plan and co-ordinate activities from the annual work plan to the basic administrative and logistical capabilities that are necessary. While there is still room for improvement on staff management there is now considerable capacity in the other managerial aspects. 

· Administrative capacity; that is an ability to procure goods and services in a transparent and competitive manner.   There is probably some way to go with this but it was not possible to evaluate it in detail. 

· The ability to prepare, authorize and adjust commitments and expenditures which became necessary both when there was a gap in the funding and a change in priorities set for the programme.

· The ability to manage and maintain equipment and to recruit and manage the best qualified personnel; which also requires further development, partly because of the lack of sufficient numbers of qualified people and partly because there is still some way to go in establishing a meritocratic society. 

· Financial capacity; the ability to budget, disburse and report on financial transactions still requires building up. 

UNDP should continue to put resources into developing the capacity of MRRD. It may also help to examine and improve its own bureaucratic processes which some people complained that they found slow and which were impeded by shortage of staff in departments with a heavy workload.   The overall aim of this would be that MRRD is able to manage its tasks without outside assistance. To reach this goal MRRD and UNDP will need to have a shared understanding of the programmes and a strategy.   A successful experience gained with MRRD could be exported to other Ministries.   The lessons learned are that it will require clear aims and commitment from UNDP and the Government and Ministry concerned, a good Programme Manager with a commitment to capacity development, to technically qualified staff and trainers and reviews of progress. 

There has been criticism of the NEX modality in that it is expatriates who are thought to be running things. This is not only inaccurate and patronizing but it also rather misses the point, which is that it should be a collaborative effort to achieve the ultimate goal and that if the capacity was already there then this would not have been necessary. NABDP should therefore continue with a capacity development programme, after a review of the current needs, and a process to achieve full National Execution. 

5.3   Monitoring, Reporting and Evaluation

As in most programmes in Afghanistan little attention has been paid to monitoring and evaluation of the NABDP by programme staff. In order to be able to do this effectively good reporting systems are needed as well as mechanisms for gathering and analyzing essential information. This was beginning to be rectified with the appointment of someone responsible for reporting on NABDP who is based in the MRRD. Her first task has been to ensure that there is an up to date archive of material and that reports have been submitted to UNDP so that reports to donors can be made in turn. 

However if the programme is to be effective, and to develop in the best way, consistent reporting using a consistent format is necessary. Quarterly reports have been submitted to the Programme Manager by the CDAs and there are reports on the field visits made to monitor programmes. Some excellent reports have been written which are extremely informative; they would allow the Programme Manager and staff to know what is going well and what needs attention and adjustment or a policy discussion to determine a way forward. It would be helpful if a standard format could now be devised for each staff group to ensure that essential information is gathered and it is crucial that they are dated so that comparisons can be made over time. 

These could be developed by the current staff after looking at existing reports and working out what is required by them and the Programme Manager, as well as donors. This could be done in a Workshop with an outside consultant to assist if necessary although the staff do have the knowledge that is needed. These standard formats should include a section for thoughts that do not fit in to the standard format and one on unintended consequences, good or bad, of the programme. The formats can then be piloted and refined over time, with the assistance of staff and beneficiaries, male and female.  Insecurity in Afghanistan may mean that reporting will have to be done in a variety of ways – by telephone, email, using digital cameras.

The purpose of gathering information and writing reports is primarily to ensure that a programme is achieving its goals, not for the sake of masses of statistics. It is far better to gather a few categories of information from which the right analysis can be made that people will be able to use. It is more likely that staff will report honestly and accurately if they can see the purpose of doing so and do not feel that the work will just gather dust somewhere. It would also be good if all staff could do ‘exit reports’ when they leave their jobs (including through promotion) which can be discussed with colleagues and help to foster a learning and development culture in NABDP. 

The appointment of an information officer should be considered. This could allow for improved public information about, and therefore understanding of, the NABDP. The person filling this post could also have a role in improving the facilities of the small library that was set up by NABDP staff in MRRD. The current staff of the library are all male at the moment, which is not necessary, and they have no access to the internet or computer skills, which should be rectified. 

A more difficult task is to assess the impact of programmes but again staff can suggest ways of doing this by working out simple indicators, with outside advice if necessary. Technical assessments will also be needed and these will need to be done by those with the necessary technical skills. If national programmes are to have a positive impact on the lives of people in Afghanistan then they will need to be consulted both about their needs and how to meet them and about how they have experienced the actual programmes. 

5.4   Staffing

Now that the NABDP has been going for more than half its originally allotted time it would be helpful to review the roles and responsibilities of key staff and see that their job descriptions, person specifications and terms and conditions of service are adjusted to match.   The achievements generated by both national and international staff and their value to NABDP, and therefore Afghanistan, need to be recognized.   Management systems need to be put in place that will include standard procedures such as regular sessions with supervisors, appraisal annually and goal setting.   Some staff have been better at promoting themselves than others and this has led to some frustration.   There is a need to develop a merit based system but this will take time both in fostering a change in attitude and to put the necessary procedures in place. 

For MRRD staff working on NABDP within the Ministry there is still a considerable difference between their pay and terms and conditions of service and those given to staff employed by the NABDP programme itself; even after the recent salary review.   At the time of the fieldwork for this evaluation the average pay of a civil servant was $40 a month whereas an employee of NABDP earned $250-300 to do the same job.  Engineers were earning $50, but if they worked on NABDP projects their pay was $5-600 a month (and expatriates $800-2,000).   It is not possible to live on $40-50 a month and poaching of engineers is rife as other organizations pay premiums to attract them (UNOPS was said to be ‘unscrupulous’ in this) although MRRD fights hard to attract them back.  32 engineers (Programme Technical Advisers) were originally funded through NABDP but were intended for NEEP/UNOPs and became part of that programme when it started. Both NEEP and NABDP have great need for engineers. 

These salary differentials are demotivating and results in the loss of staff to NGOs, where the rates of pay, the UN, where the rates are higher, and some will join the American based contractors at very high rates. (Lack of job satisfaction does sometimes result in a small reverse flow) 

As well as having fair terms and conditions of service staff need to feel secure and valued.   This feeling is partly fostered by good management systems and partly by staff having a clear idea what is expected of them.   Job descriptions for the key staff in NABDP are currently very general and do not reflect the complementarities of the jobs of other members of the team.   All staff would benefit from having a career structure, with prospects for the future and incentives to work well.   It would be helpful if the Human Resources Department of UNDP could assist in ensuring the review is done well but at present it was felt that this department is understaffed.   NABDP staff will eventually have to be incorporated into the civil service structure if they wish. 

If work is enjoyable then this makes up to some extent for poor pay and conditions.   Lack of effective management (caused by too many demands on the Programme Manager in his dual role and then his leaving compounded by his deputy going at the same time) frustrations at seeing the needy not getting assistance, and working in isolation due to lack of opportunities for teamwork have all contributed to the need to rebuild staff morale and a sense of pride in where NABDP is headed.   It is essential that there are regular meetings for each staff group, regular inter group meetings, clarity about who people report to and responsibility taken for staff by their supervisors. 

Target review meetings in which people can be frank, are essential as are systems for reporting. These systems are necessary at headquarters and provincial level (where structures for project execution and management as well as co-ordination need to be improved. An important incentive for staff in Afghanistan is training; this has the dual function of making people feel that they are worth investing in and providing technical skills that are transferable and enhance satisfaction in the work. A review of staff training needs has been done but should be updated to ensure that all staff members are included in the training plan.

There are some stresses and strains on staff that are independent of management and terms and conditions of service.   It is said that the PMAs spend a considerable amount of time in Kabul rather than in the field.  Reasons given for this include the ‘cumbersome administrative and financial systems and procedures of both NABDP and UNDP’ which result in the PMAs having to wait a long time until salary and payment requests, procurements and so on are processed.  Other factors may also play a part; that some of their families are in Kabul, that some people in the provinces have been less than welcoming or have expected to be bribed, and above all when funds dried up they felt they had nothing to offer the communities and in fact were the focus for discontent about broken promises.   Clarity in the job description and the reasons for and expected outcomes from the Kabul visits should assist with this. 

PMAs were in charge in the absence of the Programme directors and it is inevitable that there will be a period of adjustment on their return.   This will require sensitive management. PMAs have been in a key role; required to be diplomats, to teach and to learn and those who have done well should be considered for further career development. The same is true of Project Officers; their worth has been recognized in MRRD where they are constantly required to assist with other tasks that are essential to the functioning of the Ministry.   UNDP may need to review whether to provide more dedicated staff for these jobs so that the integrity of the NABDP staff team can be preserved. PMAs and POs should be considered for refresher courses, study tours and exposure visits

The role of the Capacity Development Advisers has not always been clear; they are facilitators, capacity developers and indirectly educators.   They have tended to work in isolation rather than sharing their expertise, (as a result of a management deficit) and being rewarded by a sense of team endeavour and support. CDAs have therefore each interpreted their job in their own way and according to their own inclinations.   They are expected to relate to all stakeholders; the government, national and local, UNDP, Area Based and UNDP staff and the Afghan people.   It will be important to decide what role they can usefully play now; a new draft job description has given them the role of representing UNDP in the provinces, which was not part of the original, far more comprehensive, job description and in the original job description a role in assisting the Provincial governor was provided for, which was not in the new draft. 

Contracts are ending at the end of the year, and since capacity building remains a key component of NABDP it will be necessary, once the job descriptions have been clarified, in consultation with all relevant parties, that there should also be clarity in the skills required to do the job. It is expected that not all CDAs will renew their contracts and if new people are to be recruited then a stimulating job description will help. The role of a CDA is transferable to other Ministries and it could therefore be valuable to develop with this in mind, in the first instance for those Ministries that are responsible for sectors that are related to MRRD’s work. 

The production rate for MRRD would not have been as high if it had not been for the international consultants, some of whom are funded through NABDP, who have been   employed to increase the Ministry’s capacity. The Ministry earned the nickname ‘Ministry of Advisers as a result. However the ones who are good at their job were not only productive but also passed on some of their expertise to Afghan staff. Consideration should be given to making this a condition of employment for them all in future. The fact that they are highly paid has caused some jealousy amongst lower paid Afghan staff and also in other Ministries not so adept at raising funds from donors. However at this stage in the nation building programme it is inevitable and desirable that consultants are taken on. At these early stages, because of their higher education and skills in written and spoken English and use of computers it is also inevitable that they are the drivers of programmes and in demand from senior staff in Ministries who need to provide documents to the Cabinet or donors in a hurry. 

What might be appropriate however is to build a probationary period into their contracts in the future. This might seem unwise given the difficulties there are in persuading people to come to Afghanistan in the first place but it would emphasis the seriousness with which their contribution is viewed.   There are some consultants, whether Afghan or not, who have little insight into their effect on others and who can be patronising to Afghan staff who are tasked with managing them.   When they leave then the Afghans have to learn a whole new way of operating from the replacement, and if they leave early, as in NABDP, the difficulties can be immense if the senior Afghan staff have not been kept fully in the picture.  There is another factor which contributes to the difficulties and that is what appears to be an uneven workload in some departments in UNDP; finance, information technology and human resources may be examples.   In MRRD, as in other Ministries, the problem is the culture of working long hours every day and coming in on non work days.   These are management issues which need some examination. 

It is not easy to work in Afghanistan nowadays even in Kabul; increasing insecurity has gradually diminished the number of opportunities there are to live a ‘normal’ life, traveling without worry or curfews, and visiting friends and restaurants. For new arrivals it would help if they could have a handbook to refer to. While the consultants for this evaluation received help from a variety of people it was at a cost to their time and a simple manual containing basic information that all newcomers need to have would save

time and anxiety.   The initial work on this would take time (and perhaps a consultant) but once set up, for example in a loose leaf format, it should be relatively simple to keep updated. 

5.5   Equal Opportunities

Equal opportunities or gender were only mentioned twice during this evaluation.  The first time was when we were told that no gender training had been carried out so far, although it was a priority for the next phase of training, and the second time was in relation to NABDP funded project to enhance the capacity of senior Afghan women, based in MRRD.   Other Ministries have been encouraged (by the World Bank for example) to mainstream gender into their work.   This is a pious hope and deserves some comment.    It has taken rich countries in the West many years, starting from a much more solid base in terms of female emancipation and education, to reach the situation today, and there is still a fair way to go.   Patience, a willingness to cope with setbacks, and a sensitive approach over a long period of time (which is not the same as a willingness to accept the hindering of the process) will be required by both men and women in the UN and NGOs.

While there are dedicated and effective people working on this issue in Afghanistan there has also been much misguided, opportunistic and fruitless work done too.   Male UN and NGO staff appointing young women, without staff, policies, budget or influence, as ‘gender focal points’ is a case in point.   These gaps are sometimes caused by an un-willingness to address questions of inequality but a more frequent cause is the inability of people to understand the issues let alone the best way to address them.   Men have been known to say that the whole area frightens them, that they might do something inappropriate and tend therefore to do nothing.   It could be worthwhile to consider taking an Equal Opportunities approach; this would have the advantage of introducing the question of equity for those with disabilities and consolidating the rights based approach.

Interestingly equal opportunities in general and gender issues in particular were not addressed in the original project documents and are not mentioned in either the Note by the Administrator for 2004 – 5, (op cit) or in the UNDP programme document for October 2004 (op cit) which indicates it has not been seen as a priority.   A programme has been initiated, through NABDP, for an Afghan women’s’ leadership course run by and expatriate Afghan woman.   This has taken a long time to get going, partly because of bureaucratic constraints in UNDP and MRRD (in recruiting a Programme Officer for example) and partly because the person in charge was in demand for other work.   The programme aims to train 25 women for 6 months so that they can increase their capacity and be promoted to higher grades in the civil service.   This is a worthwhile aim since there are so very few women at decision making in the civil service today. 

There are major constraints however, which are outlined in a Human Rights Watch Briefing Paper (Between Hope and Fear, Intimidation and Attacks against Women in Public Life in Afghanistan, October 2004).   The report shows that many Afghans live in fear and that ‘Women suffer disproportionately’ and concluded that while there have been notable improvements for women and girls they ‘mask the more depressing reality’ that ‘continuing religious and cultural conservatism, and a dangerous security environment, mean that women still struggle to participate in the country’s evolving political institutions’……and ‘women active as government officials……and humanitarian aid workers’ are threatened.   These threats constitute threats also to the development of programmes like NABDP. 

The role of women in both the urban and rural economies is important now and could be even more valuable in the future.   Some research is now being done on this which is showing that some of the conceptions people have are misconceived and that while in many areas women are restricted to their compounds in others women have in some cases been responsible for travelling quite widely to generate and collect income (Deniz Kandiyoti, unpublished paper).   As Grace has observed (in Gender Roles in Agriculture in Afghanistan, AREU, March 2004) while gender roles are often attributed to ‘culture’ it is not static or unchanging, ‘especially after years of turmoil’ and ‘some women become the main income earners in the family…..(as) economic reasoning can sometimes play a larger role than cultural norms in determining the allocation of labour’ Grace recommends that there should be a gender equity approach in all programmes, not necessarily through separate programmes for women and recognizing that it will take years to achieve and that the first step is understanding gender relations in order to design the most effective programme, perhaps with the help of NGO staff. . 

The macroeconomic regeneration component of NABDP should take these recommendations (and those of other writers she cites) into account for the next phase of the programme. 

In an AREU report to be issued in December ‘Gender and Local level decision Making: Findings from a Case Study in Mazar-i-Sharif’ is of interest for NABDP programming. Although based on urban experience its findings are relevant for rural areas and for the urban areas from which NABDP will be organized, especially in relation to the role it may have in the regeneration of the economy.   Perhaps not surprisingly the most marginalized men and women continue to be excluded from the few participatory organizations that exist as well as the traditional ones, and even when they were women were subject to greater pressure than men to produce tangible results.   The report recommends ways in which these issues can be addressed in future, including the increase of women’s’ participation in decision making processes.   One of these addresses the issue of the management of conflict in communities undergoing social change and transformation which is particularly relevant for the NABDP.   Donors are becoming slightly more interested in funding programmes that support the building of civil society, including peace building, and it would be beneficial for NABDP staff to consider how they can link with some of the civil society organizations that are working in these fields in order to learn from and collaborate with them to enhance each others’ programmes. 

5.6   Co-ordination and synergies

Effective co-ordination of programming in all sectors in Afghanistan will improve the chances that the programmes will be effective.   In the rush to design and initiate new programmes co-ordination, internal and external, has often been overlooked. 

The synergies and linkages that could be utilized by all Ministries with national programmes are clear, (not just in capacity development).   There is interest from the four main Ministries involved in these in working more closely together to increase effectives and reduce overlap and uneven provision of programmes.   The Ministers of Finance, Interior, MRRD and Telecommunications have all said they are prepared to discuss how this might be achieved (and it is to be hoped that if they have successors in the new Cabinet then they will be committed to this too).   There are other possibilities of co-ordination between the Ministries involved in rural reconstruction and poverty reduction but any attempt at this needs to start informally with a small number of people, move slowly, perhaps with skilled facilitation, looking first at what is possible in the least sensitive areas.   Once trust has been established and the value of this can be seen there should be benefits to all.

Within the NABDP the opportunities to bring people together to share their experiences and insights into the programmes, and therefore improve them, have been missed. It is important that regular meetings are held of the POs, the PMAs and the CDAs as groups as well as meetings across the groups.   There should be meetings which bring together staff working on NABDP in UNDP and MRRD.   We were struck by how separately they functioned (although this may no longer be the case under the new Manager who was planning to improve teamwork within NABDP) and how little time or thought had been given to how people might work together to their mutual enjoyment and benefit.   A joint understanding and ownership of the programme should be the goal. 

It would also be helpful if staff had knowledge of the budgets for which they are responsible since this, with appropriate checks and balances, is necessary for transparent financial accountability. 

There are undoubted advantages that would result if the synergies that exist within the national programmes were to be exploited.   This is particularly the case with those that are run by MRRD since the knowledge and skills required were very similar in many cases. NSP is based at community level yet the projects chosen by the communities for this programme were on the same sectors and of the same size.   Projects identified for the newly emerging Afghan Stabilisation Programme (ASP) were similar again.   We understand that efforts are being made to bring these together in one database which will be a step forward. Projects should be integrated as the needs of rural communities are integrated. The Afghan New Beginnings Programme (ANBP), which is dealing with the reintegration of demobilized fighters, is also operating in some areas and should be incorporated into any co-ordination mechanisms. 

What would also be sensible is if the resources of at least NABDP and NSP, (and perhaps NEEP) could be shared. NSP has communications facilities for example that in the offices we visited we were told are not shared with other MRRD staff, including those of NABDP, and neither did there seem to be much interchange about what each programme was doing.   There is a shortage of qualified and experienced engineers and those that exist could be used across the programmes to advise and monitor all programmes.

Co-ordination with communities is also important and if some time and thought is put into this then projects will be more likely to be useful and sustainable, at least for the maintenance of structures.   There are NGOs with considerable experience in this field and their expertise could be brought into the national arena.   Perhaps a pilot programme of training for government staff could be initiated by NGOs in collaboration with MRRD and expanded if it proves to be valuable.  

The geographical location of the three national programmes; NSP, ASP and NABDP should be complementary; NSP at the community level, ASP at district level and NABDP at provincial level but at the time of the evaluation there were no mechanisms to co-ordinate them.   This may be changing now as we understand that UNDP have appointed a consultant to address the question of inter-programme co-ordination and the World Bank are also to address the issue.    

However there are other factors to take into account such as the Minister of the Interior being responsible for local administration, and a collaborative structure being envisaged for security, governance and development within the ASP which the Urban Development and Housing Ministries will be expected to backstop according to documents available at the time of the evaluation.   There has also been a suggestion that the ASP may try and co-ordinate all programmes under the Presidents’ office. 

ASP is seen as ‘top down’ in comparison to NABDP and, since the programme will be decided by the Governors, less transparent.   If ASP brings in administrative reforms and technical advisers in the field of administration then this could benefit all programmes. 

If the three Ministers involved in these three major programmes; Interior, Communications and Rural Reconciliation and Development, were to be able, with their staff, to put mechanisms in place to capitalize on these synergies then it would enhance the national programming effort greatly.   Co-ordination and collaboration are almost always based on the personal interest and commitment of individuals rather than policies, however sensible.   The limiting factor will be providing the facilitation of the necessary meetings that ensures that they take place, that decisions are minuted, actions taken and then reviewed.   One advantage of Afghanistan’s traditionally hierarchical systems is that if the Ministers gave instructions that this was a priority then it is likely to happen.  

Expectations should remain realistic and they should not rest on their laurels but people should be allowed some satisfaction with the achievements of their programmes (backed up by appropriate reporting mechanisms and monitoring and evaluation).   Simple formats for this which will allow real knowledge of the intended and unintended effects of the programmes would give people a realistic view of what they are doing and where it might need to change.  (See section on Monitoring, Reporting and Evaluation). 

The best co-ordination starts with information sharing, develops into collaboration and is followed by co-ordination.   In a situation of uncertainty, multiple needs and scarce resources it is unsurprising that there has been competitiveness and an unwillingness to admit to faults. It is healthier to admit to difficulties and find solutions in collaboration. 

5.7   The Area Based Concept

One aspect of the rationale for the NABDP was to increase the reach of national government into the provinces.   This is still necessary according to one senior government Minister who told the team that ‘we are on the cusp of losing the confidence of the Afghan people’.   It is important for the confidence of both the people of Afghanistan, and those prepared to invest in their future in a variety of ways, that there is a visible peace dividend and the same Cabinet Minister said that he had hoped that the NABDP would ‘heal the country’ by staying committed to those in priority areas, building their identity and convincing them that they are part of the nation. Areas such as Istalif and Paghman could have been rebuilt as a place for relaxation.   This vision, together with truth and reconciliation, remains an objective as yet unfulfilled.   Further progress will require a strategic plan underpinned by long term commitment 

In discussing the nature of the next phase of the NABDP and its future it is necessary to examine the ‘area based’ concept itself. The title of the programme has not changed either during the first phase or in documents discussing the next phase. The Note by the Administrator – Assistance to Afghanistan (2004-2005) refers to the NABDP as ‘encompassing development activities in10 vulnerable areas of Afghanistan while building government capacity to lead and co-ordinate participatory development in all provinces’ and the list of achievements consists of capacity building initiatives that ‘facilitate the management and implementation of other national programmes’. 

In the document describing UNDP’s Promotion of Sustainable Livelihoods Programme, 31st October 2004 the NABDP aims given are ‘to promote urgent recovery and longer term development in priority areas while building the government’s capacity to lead and co-ordinate participatory approaches to development in all provinces.   It would seem from our findings that while some projects to promote urgent recovery have taken place the scope of this aspect of the work has been widened ‘to all provinces of the country in response to the recovery needs of the people and the expansion of capacity’ (‘Promotion of Sustainable Livelihoods Programme, op cit) and that the idea of fostering a development programme in priority areas is in abeyance. 

The rationale for this seems to have been partly due to a recognition that the original ten priority areas may have needed further investigation and rationalisation to ensure that they were indeed the most needy areas and secondly due to issues of social justice and an equitable distribution of assistance.   On the assumption that the original priority projects will be carried out, one project per district, and that the capacity development of the MRRD infrastructure and staff has resulted in the ability to address the needs of priority areas it is important to re-examine the concept itself. 

Some disappointment has been expressed externally with the decision to spread the efforts and resources of the NABDP across Afghanistan rather than concentrating on areas that are particularly damaged (for example as a result of war or the drought) and this has been compounded by the lack of information made public about this decision. However since the areas originally nominated may not have been chosen on the basis of well thought out criteria, and the MRRD did not have the capacity either to make the assessments or to initiate a participatory approach with the population in the chosen areas, it seems to have been a wise decision to opt for a nation wide approach to capacity building in the first instance.   Further capacity development will be required for the training of staff in participatory techniques and in the development of criteria for and assessment of any future areas singled out for further development by the programme. 

Other organizations involved in aid have made use of an area based concept in their work; Actionaid, an NGO which pioneered this work is now using it as a secondary method, taking a multi dimensional approach and factoring in that people are organised according to an area.   They would argue that service delivery needs to be equitably delivered, although there may need to be an evening out process in the first instance. While there may be an inequitable distribution of power and exploitation in a given area there is a community of interests and this needs to be recognized by conducting work across administrative boundaries and facilitation of people to mobilise themselves. There can be a peace-building aspect to this work (Habitat’s programme to bring together those in conflict across boundaries had some success). 

Many international NGOs continue to use the concept where political difficulties can be avoided.   The World Bank and the Asian Development Bank do too and much international bilateral aid is still area based.   The key to successful use of the concept is to be clear about the objectives of the programme and then see if the area based concept is suitable.   Examples of programmes where this could be the case include those in watershed management, re-forestation, places where there is instability through production of narcotics and indebted farmers, an off farm project such as drying of fruits and nuts where the scaling up of the process across boundaries could be more cost effective and likewise a pottery and craft industry.   The work is issue based therefore but can still benefit from a locational anchor.

For some observers who saw areas like the Shomali plains (one of the original 10 areas identified as being in special need of the NABDP) at their most devastated and contrast it with the return to some local economy in some districts, considerable improvement has already been seen.   Other observers would argue that there is still a long way to go and that as the people of these plains, particularly the women, suffered greatly and the area could once again offer a highly fertile region to benefit both the local and national economy the investment would be worthwhile. 

Choices have to be made but the evaluators would suggest that if the criteria for an area based investment programme were clear to the public, and the assessments for the areas chosen were carried out in a transparent manner and if the benefits for the local and national economy were predicted to be substantial then an argument can be made for inclusion of an area based strategy, transcending local boundaries, as part of the second phase of the NABDP. 

A further assumption in making this recommendation would be that MRRD and UNDP collaborate in ensuring that they develop a greater understanding of the rural economy and agricultural markets than appears to be the case now.   Adam Pain (in his studies for AREU and at a talk given at the School of Oriental and African Studies, autumn 2004) argues that markets are deeply embedded in the social structure of Afghanistan, that we understand little about them (although AREU is conducting significant research in trading, power, land ownership and livelihoods) yet aid agendas are being set on the basis of assumptions people are making without the analysis being done to engender such confidence. 

Adam Pain further argues that the SAF implies a free market when in his view they are heavily regulated, not by the state but by non-state organizations.   He gives the example of the once indigenously managed carpet industry which is now being integrated into the world economy, with a decline in the use of traditional materials, and designs, and in the autonomy of the artisanal producer, at the expense of women and small producers.   In northern Afghanistan this has worked in the favour of three or four traders, 70% of materials used having not originated in Afghanistan and decisions now being made by outsiders, and instead of the producers of the carpets receiving 20 – 30% of the sale price this has fallen to 5-6%. 

It is important for NABDP to understand these processes to at least this level of detail in any aspect of the economy that the programme may seek to address.   It could be argued that such ‘progress’ is inevitable but it is now that thought needs to be given to safeguarding indigenous arts, crafts and industries and any added advantage that Afghanistan could have in competitive markets.   This is especially true in the agriculture sector. Afghanistan’s grapes, melons and dried fruit and nuts were renowned before the war and could regain this position over time.   Much work was done at that time on the protection of indigenous varieties, for example of apples, and with the assistance of research institutes (such as Henry Doubleday in the UK) which were involved in this some of the knowledge could be reintroduced to Afghanistan.   An added advantage could be the development and protection of organic status, for which a premium will be paid, and the resistance to the introduction of genetically modified crops. 

These are areas in which the comparative advantage of UNDP, with its access to funds and development expertise, could be utilized in collaboration with Afghan farmers and agricultural specialists.   Some of this knowledge has already been lost as older Afghan experts retire, but it is not too late to ensure that the expertise of others is recorded and passed on, and much of it resides in the NGO community.   Closer collaboration between NABDP and national and international NGOs with such knowledge could prove fruitful. 

It would also be helpful if some flexibility were to remain in the use of the NABDP funding, within parameters that enhance the overall concept, and with a rational process for making decisions about how the money is to be spent. 

It is to be hoped that better public information (though not propaganda) about the NABDP achievements to date and plans for the future.   The spokesman for UNAMA is anxious and willing to have accurate information that he can make available, and this could assist both MRRD and UNDP in their strategic positioning in playing a part in the rebuilding and development of Afghanistan. 

6.   Conclusions & Recommendations

Overall Conclusions

There are immense challenges facing Afghanistan and those trying to assist in building a future for the country and its people.   It has been riven by a war which has resulted in destruction of lives and infrastructure, a drought which has been the worst in living memory, two generations which have missed out on education of all kinds and a population that continues to experience every sort of insecurity. 

The National Area Based Development Programme has an important place in the reconstruction of Afghanistan and, its shortcomings notwithstanding, neither its achievements nor its potential have been given the recognition they deserve.   It was a good decision to move to a nationally executed programme.   The staff of NABDP is loyal to the programme with good reason; they have built recognition for the MRRD outside Kabul and begun to develop capacity within its national and provincial staff that has enabled the implementation of national programmes and will eventually result in the nationally executed programme no longer requiring outside assistance.   It is recommended that donors should continue to fund the programme for a minimum of a further three and preferably for seven more years. 

It is noteworthy and perhaps unfortunate that the value of the programme is not recognised by others since knowledge of it is limited.   The recent World Bank Country Economic Report (op cit) mentions NSP and ASP, but not the complementary NABDP which predated them, yet the recommendations in this report are of great relevance to all three programmes. 

To some extent UNDP has positioned itself strategically through the NABDP and it could be a stepping stone for further development programmes.   The original purpose of the NABDP may have been diluted in favour of other outcomes such as building the capacity of MRRD and its staff, but this could be rectified by returning to the area based concept for a proportion of the programme. 

The planning process was conducted in a participatory manner, but this approach now needs to be incorporated into the next phase of NABDP, ensuring ownership of the process, and its sustainability, with the views of all sections being taken into account.   It may be that once the small scale infrastructure projects that communities have chosen as their priorities are completed (and the money should be held in trust for those projects that cannot be carried out until security conditions improve) further projects should be carried out under the auspices of NSP and ASP.   However assistance could be given on an area basis once clear and transparent criteria have been set.   There are complementarities between these three programmes; ASP, NABDP and NSP, and an increase in joint planning and the pooling of resources could allow for all three to be more effective. 

For NABDP to succeed there is a need for greater investment in and understanding of the rural economies in each area in Afghanistan.   It would be valuable to have analysis of where there is potential for developing aspects of these economies as well as how they might be affected by returning refugees and IDPs, by the predicted increase in Aids and by the repercussions of the efforts to deal with the narcotics problem. 

The national ownership of this programme is not in doubt but full national implementation will take time.   Staff who have been working in NABDP have a valuable contribution to make in ironing out the weaknesses of the current programme and in developing the next phase. 

The future programme and exit strategy will depend partly on NABDP itself and partly on the speed, scope and effectiveness of other national programmes. 

Overall Recommendations

* That NABDP continues to receive financial and other support from donors and UNDP 

* That this support continues for a minimum of three further years and preferably, subject to satisfactory regular reviews, for seven years

* That the present phase of the Recovery Component be completed.

* That a review be undertaken of the provision for recovery through other national programmes and therefore the role that NABDP can play in this in future.

* That mechanisms be set up to establish the complementarities of the ASP, NSP and NABDP programmes and to develop a collaborative relationship between them which will enhance the effectiveness of all three through the pooling of information, resources and planning

* That the Area Based Concept be revisited and that consideration be given to reinstating it within the programme

* That the components of capacity development and mixed economy regeneration be further developed

* That greater investment is made into understanding the rural and urban economies in Afghanistan both be ensuring studies and analysis are done and by ensuring that the existing information is made available to staff 

* That steps be taken to ensure that there is greater knowledge and understanding of the work of NABDP

* That the NABDP team is consolidated and plays a role in discussing and developing the future role of the programme, through workshops etc

* Be patient

Recovery 

The recovery component of NABDP has achieved part of what it set out to do but security and financial constraints have meant that there is still some way to go.   The projects chosen by communities as their priorities have yet to be completed and the credibility of NABDP and its staff are dependent on this happening; it is expected that they will be completed by the end of 2004.   Equal commitment should be given to ensuring that the infrastructure will last and this will necessitate a technical review, with adjustments made when necessary. 

It may be that ASP and NSP will take the lead in such projects in future while NABDP conducts research into mixed economy regeneration, with real community involvement. All programmes will need to take on board the results of the increase in poppy cultivation as well as the implications of any actions put in place to eradicate this crop.  A role for NABDP must be presumed. 

Recommendations on the Recovery Component
* That the projects agreed with the communities should be completed

* That money for areas in which the projects cannot yet be completed because of insecurity should be held in trust until they can

* That the projects already completed should be reviewed to ensure their quality and maintenance through a participatory process

* That workshops of the NABDP team should be conducted and discussions then held with ASP and NSP to establish whether there is a further need for NABDP projects for recovery

* That the future applicability and impact of an area based approach be considered and if the outcome is positive then decide on criteria for the selection of areas and a ways in which a participatory approach can be taken

* That discussions are held with long term NGOs about the transfer of their expertise to government staff

* Ensure the distribution of relevant publications to enhance professional skills 

Capacity Building

UNDP has made valuable contributions to definition and development of the terminology and methodology for technical assistance, training, capacity building and capacity development.   This knowledge is not always made available in the field and this is certainly true in Afghanistan.   Nonetheless, significant capacity development has been taking place by all definitions and the raw material, people, are available and thirsty for improvement. 

It is important that a review is now conducted of the progress and impact made so far, incorporating consumer satisfaction, and that the refinements are made that will ensure that a real transfer of skills, relevant to the work of MRRD, is taking place.   It is hoped that funding will be found to complete the current programme and the next phase which should include components in financial management, gender management, co-ordination, monitoring and evaluation and teamwork.   Mentoring should be tried. 

The development of indigenous NGOs, and private contractors, which are current and future implementing partners of MRRD, is important.   NGOs with relevant competence and experience could be employed to pass on their expertise in a structured manner. 

Recommendations for the Capacity Building Component
* That definitions are agreed for the terms used – capacity building, capacity development, technical assistance and training

* That the planned programme is completed

* That the programme continues and includes regular reviews of the needs for further technical assistance, training, mentoring and capacity development as well as consumer satisfaction with what is provided

* To find ways to involve international NGOs in passing on skills to government staff, contractors, and national NGOs, meeting for informal discussions in the first instance

* To lobby, insofar as it is appropriate, for improvements in salary scales and terms and conditions of service, a career structure and  the development of an Institute of Public Administration for civil servants 

* To arrange MRRD/NABDP workshops on priorities and ways to involve beneficiaries in the concept, design and evaluation of programmes in future, once the definition of capacity development has been agreed. 

* To ensure that international staff are only employed if Afghan candidates are not available, and that their role in capacity development is clear 

 To ensure that seminal documents (such as the World Bank Country Economic report, op cit), are made available to staff

.

Macro-Economic Regeneration

This has been slow to start but there is potential in this component which should be developed.   It would perhaps be more accurate to describe the sort of programme that is within the scope of NABDP as mixed economy regeneration; that is studying pre-war methods of income generation, carrying out feasibility studies in how to revive them and in how to create new ones.   Macro-economic regeneration is more the province of the IFIs. 

The feasibility study for the production of rose and other essential oils that has captured the interest of an investor is an example of how this approach could work.   Pilot studies could also be initiated under the auspices of NABDP and micro credit schemes launched with the assistance of agencies with experience of these in Afghanistan. 

Recommendations on the Macro Economic Component
* This component should be further developed to facilitate the regeneration of a mixed economy

* Feasibility Studies and Pilot projects should be undertaken in order to revive pre-war methods of income generation and to develop new ones

* The development of the production of natural essences, medicinal herbs and spices should be supported by NABDP in collaboration with NGOs which have the interest and capacity to be involved

* Studies should be undertaken of enterprises with a multiplier effect and support given to those with potential, whether in agriculture, off farm activities or small scale industries. 

The Context 

The context in which NABDP has had to operate is extremely challenging

Recommendations in Relation to the Context
* UNDP should consider developing the capacity of the Ministries most closely related to the work of MRRD

* Methods should be developed to ensure that programme can continue effectively and be monitored despite the insecurity in Afghanistan

* UNDP should support the undertaking of a survey of the urban economies of Afghanistan, to complement those being conducted on rural economies

National Execution

It was the right decision to encourage and support the capacity for a nationally executed programme

Recommendations on National Execution
* That support for the National Execution of programmes by MRRD should be continued through sensitive and appropriate capacity development

* That a refined version of the model used for MRRD be adapted to other ministries as appropriate

Monitoring, Reporting and Evaluation

This is an area that requires further development to build on the work already done by the Reporting Officer

Recommendations for Monitoring, reporting and Evaluation
* That standard reporting formats and systems be devised for NABDP by staff, using an outside consultant if necessary, and piloted and refined so that the relevant information and analysis is systematically collected and acted upon

* That appropriate systems also be designed by staff, with an outside consultant if necessary, to measure the impact of the programme

* That staff be asked to prepare exit reports on leaving a post

* That consideration be given to appointing an Information Officer

Staffing

Expatriate advisers and consultants are currently necessary and will be for some time, but it is important that the best use be made of them. A manual for incoming consultants (and new staff) would be helpful. 

The achievements of the staff need to be recognised and a sense of team developed between them. Standard management procedures need to be put in place and realistic workloads. Salary differentials currently militate against a contented and efficient working staff team. 

With the development of the NABDP staff team and the lessons learned from the introduction of National Execution it could be that the NABDP methodology could serve as a blueprint for capacity development in other Ministries. 

Recommendations on Staffing
* To review the roles, responsibilities and workload of existing staff. 

* To ensure that job descriptions and terms and conditions of service are accurate, relevant, equitable and complementary

* That the management systems be reviewed to ensure that they are in line with a merit based system that appreciates and values staff and results in good work from them 

* To ensure that the various staff groups meet regularly 

* To ensure that staff development at all levels is given due importance and that training needs are reviewed

* To continue to use international staff where essential, but with a probationary period and on the understanding that an important part of their role is to develop the capacity of national staff

Equal Opportunities

This is a difficult field to understand and make a meaningful contribution to and, because in the past it has not always been well handled, sensitivities have increased. Rather than singling out gender consideration should be given to taking an equal opportunities approach which may be more comprehensive and fruitful. There should be greater understanding of gender and disability issues and rights based programming in NABDP.

Recommendations in Relation to Equal Opportunities 

* Consideration should be given to taking an Equal Opportunities approach in future rather than singling out gender issues for attention

* Documents addressing Equal Opportunities issues should be made available to staff

* Training should be given to staff in gender, disability, participatory and rights based programming

* Monitoring systems should be put in place to assess progress in rights based programming in NABDP

* Participatory approaches should be incorporated into NABDP in future 

* Consideration should be given to linking with civil society organisations working in relevant fields

Co-ordination

There are many opportunities for the co-ordination of programmes within MRRD and, with priority given for this; there is also the need for and possibility of co-ordination within the three complementary programmes of NSP, ASP and NABDP. Joint planning and sharing of resources and expertise could bring benefits to all three programmes. 

Recommendations for Co-ordination and Synergies
* Internal and external co-ordination of the NABDP programme should be improved, starting with information sharing, progressing to collaboration and ultimately co-ordination

* That internal co-ordination should be initiated first, to ensure that programme staff are confident in their shared understanding of the programme areas and opportunities both within their own staff groups and as a whole team. 

* That co-ordination with MRRD programmes should follow

* That informal external co-ordination should be initiated next, firstly with the Ministries responsible for ASP and then with the relevant sectoral Ministries (once the new cabinet structure is in place)

* That ways in which co-ordination with communities can be fostered should be explored, with the assistance of experienced NGOs

* That the aim should be for joint planning and the pooling of resources

The Area Based Concept 

Consideration should be given to a return to this original concept for a proportion of the programme. It will require commitment and strategic planning, with well thought out and transparent criteria for designating an area for special attention and skilled technical assessments for programmes to address the needs. This is predicated on having a greater understanding of the rural economy, past and present, and markets as well making better use of indigenous knowledge and processes.

Recommendations in relation to the Area Based Concept
* That consideration be given to reviving this concept 

* That criteria are developed for designating areas in need of special assistance and that these are transparent

* That a full understanding is obtained of the local economies in these areas

* That pilot studies and programmes are initiated in the first instance so that any programme will start small and be aware of the roles of other agencies and programmes

7.   Appendices                                                  

Appendix A   Evaluation Methodology

Among the constraints we faced were of time and access.  The original schedule for this evaluation was intended to be two months, including writing the final report, with one full month of field visits. However this was reduced to one month, although the extensive Terms of Reference remained the same. 

The field visits included those regions at the top of President Karzai’s original list of areas requiring priority assistance: Kabul, the Shomali Plains, the Panjshir Valley, and Bamian as these happened to be areas felt safe enough to visit at the time.  

We received a great deal of help from UNDP and MRRD staff in locating documents. We were assured that key documentation existed in English, and only referred to documents in Dari for project monitoring and evaluation training. Some documents appeared to be the original drafts for discussion, without mention of author or date, and it was unclear whether they were approved and if so by whom. Many of these documents were probably written by the first Programme Manager. UNDP took on a monitoring and reporting officer for NABDP, to ensure that all relevant documents were archived. Other documents informed our thinking, as listed in the Bibliography. 

We interviewed a wide cross-section of key informants within the UNDP, the NABDP, MRRD and other Ministries.  We sought out the views of beneficiaries and implementing partners, as well as the opinions of professional peers. In field visits, a Programme Officer/Engineer, the UNDP Programme Officer for the NABDP, and the MRRD/NABDP Monitoring and Reporting Officer accompanied us. 

We divided tasks between the two evaluators in order to cover more ground but in the time available it was not possible to do full justice to the Terms of Reference.   

Information was obtained from:

· Review of project documents, including agreements with donors, job descriptions, program proposals, policy documents, monitoring reports, and training materials.

· Individual meetings with UNDP and Ministry staff of the NABDP.

· Semi-structured interviews with NABDP’s UN and other partner organizations.

· Group discussions with CDAs, Programme Officers, and PMAs.  

· Field visits to Shomali Plains, Panjshir and Bamian, and semi-structured interviews with beneficiaries, provincial and district administrators and local members of the Loya Jirga.

· Semi-structured interviews with CDAs individually.

· Semi-structured interviews with international advisors at various Ministries.

· Group discussion with donors.

· Discussions with professional peers of NABDP and staff of other MRRD programs.

· Discussions with research organizations.

· Sharing of draft report with UNDP officials and major stakeholders and incorporation of feedback. 
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Appendix D   Field Visits

The evaluation team made visits to field offices and projects, insofar as time and security allowed. Visits were undertaken to the Shomali Plains, Istalif, the Panjshir Valley and Bamian, and to the Provincial and National offices of the Ministry of Rural Rehabilitation and Development in Kabul. 

Discussions were held with officials from the Provincial Offices of MRRD, on both the NABDP programmes and NSP, with officials from the Governors’ offices and other aid organizations, contractors implementing the projects and, where possible, with beneficiaries. 

The projects the team saw seemed typical of those requested during the planning process held throughout Afghanistan; the building and renovation of RRD offices, schools and health clinics, and relatively small scale rural engineering such as culverts, bridges, retaining walls and irrigation projects. Shelters constructed in the Shomali Plains under the Recovery component were also visited. 

Appendix E   Terms of Reference

TERMS OF REFERENCE

National Area Based Development Programme

Evaluation

1. Introduction

In January 2002, the Government of Afghanistan identified ten geographical priority areas of based on severe war damages, large numbers of returning refugees and internally displaced people (IDPs), and/or earthquake damage. In February 2002, the Government led Afghan Assistance Coordination Authority (AACA) invited UNDP to take the lead role in supporting the programme’s design and management. UNDP National Area Based Development Programme (NABDP) together with other UN and international agencies is endeavoring to assist the Ministry of Rural Rehabilitation and Development (MRRD) to plan, manage and coordinate local and regional recovery and development efforts in the selected areas. 
NABDP aims to respond to both immediate recovery and longer-term development - while building government capacity to lead and coordinate participatory approaches to development in all 32 provinces of Afghanistan.  There are three main components of the program: Immediate Recovery, Capacity Development and Macroeconomic Regeneration.

NABDP has received $28.7m against commitments of $32.3m from Italy, Malaysia, Canada, Japan, UK, USAID, Sweden, EC, UNHCR and UNDP.  NABDP is implemented through two “projects” distinguished by their execution modalities: (i) under Direct Execution (DEX) by UNDP which funds the core program management team and through which investment funds have been contracted to UNOPS, FAO and UN Habitat; and (ii) under National Execution (NEX) with the Ministry of Rural Rehabilitation and Development (MRRD) executing and implementing with technical support and services from UNDP, through which the bulk of investment, capacity development and macro-economic support is provided. 

2
Achievements

Under Component I:  Immediate Recovery

Rehabilitation of shelters for 3,300 families in Shamali Plains; distribution of fertilizers to 70,000 farming families across the nation; implementation of over 314 public infrastructure projects i.e. water and sanitation, building construction, shelter, irrigation, agriculture, public administration, road, health and income generation projects across the country; constructing earthquake resistance houses for 500 families in Nahreen district of Baghlan province; identifying 790 priority subprojects all over Afghanistan of which 407 technically assessed; and rehabilitating 15 provincial offices of the MRRD.

Under Component II:  Capacity Development

The National Area Based Development Programme introduced a provincial coordination mechanism and planning process, through which each of the 32 provinces in Afghanistan has a Development Plan identifying four priority projects in each district. Provincial Management Advisers were assigned to all provinces to facilitate the planning process and to help coordinate projects. Regular joint monitoring exercises were undertaken, and MRRD staff members have received training in monitoring and evaluation. NABDP has also enabled organizational reforms within MRRD and the rehabilitation of MRRD provincial offices. Capacity building initiatives are increasingly expanding beyond MRRD to reach other ministries whose mandates also relate to local development. The MRRD Provincial Assessment completed in August 2003 provided the first comprehensive assessment of MRRD province office physical and human resources that helped formulate a framework for training in capacity development.

Under Component III: Macroeconomic Regeneration

NABDP conducted a feasibility study of Spinzar Cotton Gin in Konduz province outlining the potential for investment and scenarios for privatization. Since then MRRD, in collaboration with UNDP, has initiated a study into the feasibility of cultivating and processing rose oil and other fragrance industry inputs. The study’s objectives include assessing the international market, assessing local agronomic and socio-economic/feasibility, drawing together business plan and sourcing investors and international buyers.

3
Objective of the Evaluation

NABDP has been in operation for two of its projected five years. Already USD30 million has been disbursed. NABDP is also one of the key capacity building projects in the UNDP Afghanistan portfolio – the backbone of the UNDP country strategy. In the light of this, the evaluation is timed to ensure that lessons learned from the first two years are clearly articulated for the benefit of NABDP and other similar or related projects.

4
Scope of the Evaluation

The evaluation of NABDP will assess:

Overall results:

· The overall programme achievements and results, both directly by UNDP and its project, as well as indirectly by the Government, NGOs, UNOPS, FAO and Habitat, etc.;

· The effectiveness of the programme from a results-based perspective;

· The extent to which the project established sustainable partnerships with the local government and local authorities; and

· The extent to which the project contributed to promoting stability in the area and building the recognition of, and trust in, the role of national institutions by the communities. 

Strategic positioning

· The extent to which UNDP and the project positioned themselves in the development scene in Afghanistan; and   

· The extent to which this positioning enabled the optimal use of the comparative advantages of UNDP and the project.

Outputs:

· The extent to which NABDP’s outputs to date have contributed to achieving stated objectives;

· The sustainability of outputs with specific focus on project efforts to build capacity alongside other activities; and

· Linkages/synergies with other national programmes or projects.
Delivery efficiency

· The progress of NABDP relative to the work plan, budget and timeline;

· The implementation, coordination, monitoring and reporting mechanisms; and

· Overall management arrangements.

· The extent to which the project adopted a participatory approach in planning and implementation of the activities, thus ensuring ownership by the people at community/local level; and
· The extent to which the projects have promoted women’s advancement and fostered gender equality in the target communities.

· Whenever necessary, the evaluation will also make specific recommendations, in particular on:

· The need for adjustments to the thematic focus, overall goals, strategic positioning including partnership strategy, delivery mechanisms including project staff, profile of expertise, organization, and systems; and

· Exit strategy and timeframe.

Methodology of Evaluation

The evaluation team leader will be provided with the available written documentation (programme documents, evaluation reports, progress reports, monitoring and evaluation data…)

The team leader will be requested to prepare and submit to UNDP country office, and the focal point in MRRD, an outline of the methodology that will be followed for the evaluation. 

Upon arrival of the evaluation team in Kabul, a meeting will take place among all concerned to review and finalize the proposed work plan and methodology.

Upon arrival in Kabul, the team leader will meet with UNDP and MRRD project management staff to receive answers to possible particular questions that the mission would like to look into prior to the field visit.

Following these initial meetings the mission will travel for four weeks to the project areas and hold discussions mainly with the beneficiaries, national project staff, local authorities and implementing partners, if necessary.

Upon return from the field visits, the team will spend one week in Kabul to allow drafting of preliminary conclusions and to receive – in meetings with all concerned- reactions to these observations and conclusions. A particular effort will be made to obtain the views of MRRD project management team and UNDP staff during these meetings.

A participatory approach will be used throughout the evaluation. 

Expected Outputs

Prior to its departure from Kabul, the evaluation team will debrief UNDP and MRRD project management on evaluation conclusions. Within two weeks of its departure from Kabul, the mission will submit its final independent report with its conclusions and recommendations to UNDP Country Office and MRRD project management. 

Implementation arrangements (please also see Annex I)

UNDP, in consultation with MRRD, will be responsible for organizing and facilitating the evaluation, with support from the regional officers of both MRRD and UNDP.

UNDP will provide all related documents and logistical support, arrange meetings and facilitate the field visits. NABDP’s project staff within MRRD will also assist the evaluation team in performing their tasks.

Evaluation Team

The evaluation team will consist of the following members, with specific responsibilities and tasks mentioned below:

Team Leader (1)


Specialist in monitoring and evaluation and responsible for finalizing the report.

Consultant (1)

Extensive experience in monitoring and evaluation

Review documents

Undertake field visits

Interviews

Prepare draft report

UNDP Staff (1)

Provide related documents

Arrange meetings

Facilitate field visits

Provide logistic support

NABDP/MRRD Staff (2)

Provide related documents

Facilitate field visits

Arrange meetings 

Provide logistics support

� Evans, Anne, et al., A Guide to Government in Afghanistan. World Bank and AREU, 2004, p. 66-67.
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