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Summary of the main results and conclusions includi ng an 
assessment of the following aspects 

 
1.1 Short description of the project 

Deutsche Welthungerhilfe/German Agro Action (DWHH/GAA) has already been 
working in Nangarhar since 1996. The Food Security Project (FSP) in Eastern and 
Central Afghanistan carried out from 2002 to 2004 with a budget of 4.2 million DM 
must be seen as the direct predecessor of the Community Development (CD) Project 
to be evaluated here. This Food Security Project was complemented by the FSP 
Micro Credit Programme.  

The former FSP strongly focused on the improvement of agriculture and included 
strong components of distribution of materials and seeds, thus ultimately leading to a 
certain “wait for support”-mentality amongst the beneficiaries. One major 
consequence drawn from this was that the main emphasis of the ongoing project has 
been laid on self reliant community development issues making use of the 
longstanding rural support strategies of the neighbouring Pakistani provinces. 

The CD project (AFG 1073) is funded under the development-oriented emergency 
facility (EON) of BMZ with a budget of 2,021,765 Euro, including the DWHH/GAA 
contribution of 306.765 Euro. The project duration is scheduled from 05/2005 to 
04/2008. Social mobilisation is the CD project’s key element. This mobilisation is 
understood as a process and is scheduled to be carried out within three phases. The 
CD project’s distinct approach consists in a self help group (SHG) based mobilisation 
strategy in which the remaining project activities are embedded. Besides community 
mobilisation activities, the project also provides direct support in various sectors, as 
there are: 

·  Engineering and infrastructure:  This unit is in charge of the reconstruction of 
schools and hospitals. In addition, construction work of small roads, hydro power 
stations, water supply and distribution systems, well digging, etc. is provided. 

·  Basic health:  This department mainly provides training and counselling on issues 
like nutrition, hygiene, treatment of the most important diseases, family planning, 
maternal health etc. 

·  Income generation:  This unit provides training in small scale entrepreneurship 
and supports and promotes income generation activities like food processing, 
cattle breeding, fish ponds etc. 

·  Training department:  The training department organises and provides vocational 
training in the informal sector in various domains like mechanics, tailoring, 
embroidery, carpet weaving etc. 

·  Literacy unit:  This unit organises and provides literacy courses for men and for 
women in the respective villages.  

·  Village banking:  The village banking is the most complex instrument of the CD 
project. The funding is restricted to SHGs only. The essential precondition for 
obtaining a fund consists in savings of 10 % of the total funding amount on the 
part of the SHG. 
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1.2 Project holder analysis 

The project holder within the BMZ funded CD Project in Eastern Afghanistan is 
GAA/DWHH. There is no implementing partner in this programme. In Nangarhar, 
three DWHH/GAA projects are presently under execution, namely the National 
Solidarity Programme (NSP), the CD project, and the “Roses for Nangarhar” project. 
All three projects are based in Jalalabad and directed towards more or less the same 
districts of the Nangarhar Province. In addition DWHH/GAA is also supporting the 
Jalalabad sub-offices of the research NGO AREO and of ANSO, dealing country 
wide with security information. 

Since the project’s start in 2005, the expatriate project team in Jalalabad has been 
stable, and the financial management structure as a whole is clear and able to 
provide detailed financial information at short notice. Decision-making procedures are 
clear and properly documented as well. Unlike its predecessor, the CD project can be 
called a “soft ware project” which mainly deals with training, education, and advice. 
The clearly measurable hard ware input does not even add up to 20 % of the 
available budget. More than 37 % of total expenditures are staff expenditures.  

Most of the transport is carried out via temporarily hired vehicles. This increases 
security by avoiding any recognition of project vehicles from a distance, and it 
ultimately lowers expenses in comparison with the running costs plus investments for 
project-owned vehicles. For this reason, the project’s car park is rather modest. 

As a result of the monitoring workshop carried out in January 2006 and supported by 
a German moderator, a monitoring plan and a plan of operations have been set up 
and detailed progress indicators have been included. These documents have 
meanwhile been applied by the project’s monitoring unit. A second monitoring 
workshop is scheduled for spring 2007. 

 
1.3 Analysis of situation and target group 

According to international estimates, 70 to 80 % of the Afghan people totalling 
approximately 28 million live below the poverty line. More than two-thirds of 
Afghanistan’s population live in villages and small provincial towns. The rural 
population is largely crowded into small arable zones situated in the oases and 
valleys in the mountainous highlands where land can be used for agriculture. Of the 5 
million hectares of land under cultivation in 1979, 50% were irrigated (predominantly 
in Eastern Afghanistan), while fields fed by rainfall predominated in Northern 
Afghanistan. Regularly occurring natural disasters, such as droughts, render 
agricultural production extremely vulnerable.  

Some additional facts and figures may complete at a glance the general situation in 
Afghanistan: More than 80 % of the women and about 50 % of the men are unable to 
read and write. The educational structure has been almost completely destroyed by 
the civil war. Only about one quarter of the urban population has access to medical 
supply and clean drinking water, while in rural areas this figure is as low as 19 % 
(WHO/Unicef 2002). Polluted drinking water is one of the main causes of child 
mortality. One out of four children dies before reaching the age of five years. Average 
life expectancy lies between 43 and 46 years (CIA World Fact Book). 

During a planning workshop, the number of 147 villages to be covered by the project 
has been reduced. Similarly, the number of self-help groups to be founded and 
supported by the project decreased from originally 360 to a number somewhere 
between 90 and 120. Given Afghan traditions and restrictions that treat men and 
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women differently and limit their interactions in public life, any development agency 
needs to make special efforts to work towards equitable access to and control over 
project resources for men and women in each community to be covered. This 
requires the consideration of gender issues and principles throughout the whole 
programme cycle. 

Poppy growing has been increasing over the last few years, as various statistics from 
the Afghanistan Opium Survey clearly indicate. In certain parts of the project’s 
intervention zones, only poppy is produced during the first growing season in early 
spring. The Afghanistan Opium Survey estimates that at least 10 % of the Afghan 
population (2.3 million people) produce poppy. For those families, poppy production 
contributes to more than 50 % of their yearly monetary income. Poppy growing and 
dealing with opium add up to 60 % to the Afghan Gross Domestic Product GDP). 

Most traditional structures have suffered or have even been seriously deformed by 
many years of armed conflicts, as well as by displacements and re-migration 
processes of more than 6 million people. On the whole, the self-help structures 
existing in the country today can be considered rather weak. As far as women are 
concerned, there is no traditional self-help structure at all. 

 
1.4 Analysis and assessment of project preparation 

From today’s point of view, the longstanding project concepts of emergency 
responses have at one point no longer fit the existing situation in the rural districts 
around Jalalabad since 2001/2002. As a response to this slowly improving situation, 
DWHH/GAA submitted project proposals to BMZ for the Food Security Project in 
Eastern and Central Afghanistan (AFG 1028-01) and for the accompanying small 
scale credit fund (FSP). The experiences made during the implementation of these 
two projects carried out from 2002 to 2004 in five districts of the Nangarhar Province 
strongly influenced the concept of the ongoing CD project. 

For the former food security project, the original number of beneficiary households 
was amounted to 31.796. Project activities had been scheduled for five districts of the 
Nangarhar Province. Out of these, three districts (Achin, Nazian and Dari Noor) have 
been selected as the intervention zone of the CD project. The number of beneficiary 
households has been reduced to a total of 4,680. Despite the fact that the direct 
participation of the target population in the CD project’s planning procedure could 
only be organised to a very limited extent, a much more participatory project concept 
has been chosen. 

 
1.5 Analysis and assessment of planning / project p lanning matrix 

As already mentioned before, the BMZ funded GAA/DWHH project in Nangarhar 
directly follows the former food security project (FSP) in three of the initially five 
intervention districts. The project-planning matrix aims at social and economic 
community development. This change in planning and within the project-planning 
matrix of the BMZ-EON project proposal of 2004 is also a result of the changing 
situation in the project intervention zone. This is shown by the following extract of the 
project objectives. 
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Overall Goal 

A contribution to improve the living conditions of the rural population in the 
Nangarhar Province in East Afghanistan. 

 

Specific Objective 

The rural population of Achin, Nazian and Dara-I-Nur has identified and increased 
their self-help potential and thus effectively improved their income and nutritional 

situation. 

The following project components represent the four  attended results: 

Project Result 1 

Parts of the rural population in the target districts have been mobilised and 
organised in SHGs on the village level. 

Project Result 2 

The target group has received counselling concerning income generation and 
income security and attended relevant training courses. 

Project Result 3 

Interested members of self-help groups have received financial counselling and 
access to additional financial resources from the fund for agriculture and small 

business. 

Project Result 4  

Measures to improve basic health provision, education, and rural infrastructure 
have been implemented. 

The project’s direct target group is defined as fol lows: 

4,680 households in the districts of Achin, Dari Noor, and Nazian 

Unlike its predecessor, the Food Security Project (FSP), the CD project can be called 
a “soft ware project” that is mainly dealing with training, education and advice. It 
therefore devotes only 20 % of the total available budget for funding of hard ware 
projects. Despite formal qualifications and university degrees the level of 
professionalism of qualified staff in Afghanistan is very low. And, the ambitious 
community development approach necessitates a lot of additional training in 
mobilisation techniques, which can only be provided in the neighbouring provinces of 
Pakistan. 
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1.6 Analysis and assessment of project implementati on 

The CD project’s concept is the copy of the Rural Support Programmes (RSP) 
applied in Pakistan since 1984 and focusing on the mobilisation of communities in 
rural areas. For years, the Pakistani NGO Rural Support Programme Network 
(RSPN) has carried out the rural support programmes in close cooperation with 
government activities all over Pakistan. And, this NGO has initially been foreseen as 
a strategic “think tank” and a platform for the exchange of ideas between ongoing 
RSPs in Pakistan and the project approach proposed for Afghanistan.  

The mobilisation of the population via self-help groups is of crucial importance for the 
CD project’s concept, as the majority of project activities are intended to be 
developed and also partly implemented through and in the self-help groups. At the 
same time, the already existing traditional structures of the so called Shuras are 
considered an important precondition for strengthening self-help mechanisms at 
village level. 

In general, all planned project activities have been fully carried out so far. This is as 
well underlined by the appropriate use of the major budget lines in proportion with the 
total number of scheduled months for project implementation. This is mainly the 
result of clearly planned and defined activities to be carried out within a certain period 
of time.  

The organisational setting of the CD project is clear. Although the funding restrictions 
of BMZ with their yearly balancing hinder flexible project implementation the project 
management’s decision to exclusively reserve the last funding phase for 
consolidation of former project executions in view of their sustainability is highly 
appreciated. Besides, the CD project does not provide any support without local 
contribution. 

 
1.7 Impact with regard to development 

Afghanistan has suffered from war and violence for almost 25 years, which led to an 
increasing brutalisation of Afghan society. The destruction of the Buddha statues of 
Bamyan was only one of the sad highlights of socio-cultural impoverishment. In 
addition, nearly one generation grew up with a very limited access to mostly poor 
education facilities, and precisely this generation nowadays forms the most 
productive and decision-making part of the society.  

The CD project in Nangarhar aims at long-term behavioural changes, is mainly based 
on education and training, and includes some aspects of a “re-education” 
programme. To make one thing clear, however, unlike in similar projects, this does 
not lead to a neglect of material and economic aspects. And, to mention a second 
positive aspect, the project management clearly recognised existing potentials of 
individual entrepreneurship, which lead to a more flexible use of the originally rather 
dogmatic Pakistani RSP concept strictly based on a mere group approach. Although 
the CD project does not provide support to groups only but to certain interested and 
dynamic individuals as well the project does not provide any support without a 
previous local contribution. 

Before going into details of the project’s impact it must be clearly said that an 
essential precondition for any impact is continuity in project implementation. And this 
continuity is regularly interrupted in Nangarhar as a result of a very poor security 
situation leading to frequent warnings and to seriously reduced project activities in 
the field. 
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The risk of direct negative environmental impacts during the execution and even after 
the completion of the CD project is considered very low. Neither the rather low 
material project input nor the more ore less punctual project interventions will have 
significant environmental effects. This does not mean that environmental problems 
do not exist in the project region. But they mainly have natural reasons and may only 
be influenced by the project to some extent. 

The National Solidarity Programme in Afghanistan is entering its second phase 
setting up so called Community Development Councils (CDCs) in most of the 
country’s communities. From a pure functional point of view, the CDCs fulfil to a large 
extent the same tasks as SHGs in the context of the CD project. But, the CD project’s 
approach goes much more into detail and allows a more individual and specific 
beneficiary support than the NSP does. This is the main reason why the CD project in 
the long run can be considered a complementary and deepening support of the NSP. 
In addition, synergy effects also will be strengthened by additional DWHH/GAA 
projects working simultaneously and in a complementary way in the same 
intervention districts (e.g. “Roses for Nangarhar”). 

 
1.8 Project management 

The start of the CD project in 2005 also meant a totally new beginning in view of the 
staff structure. Newly recruited staff had to be trained intensively in order to fully 
understand the projects methodological concept. Most of the trainings have been 
provided by SRSP in Pakistan or by Pakistani trainers coming to Jalalabad, as the 
applied CD concept is a copy of the Pakistani rural support strategies. At first, it was 
a real challenge to gradually build up the different working units, as there are the 
engineering and infrastructure unit, the basic health department, the units for income 
generation and training, village banking and community mobilisation, the literacy unit, 
and the monitoring section. 

Nowadays, project management is clearly structured. The six project units are fully 
operational and headed by competent local staff. There is clear leadership in 
management, and the project as a whole is based on the principle of delegation of 
responsibilities to expatriate and local key staff at all levels of project management. 
The project team as a whole is professional and highly motivated. Weekly team 
meetings every Thursday, as well as regular discussions and reflections to mutually 
share experiences have created a good working climate and allow for a transparent 
decision making process. Project monitoring still is mainly result-based and needs to 
be more impact-related in the future. 

The financial administration and accounting unit and the project manager were able 
to provide the evaluator with all documents requested within a very short time and 
seems well organised. Project visits are carried out regularly. All controlling 
instruments for transport, purchase, services rendered in the field etc. are easy to 
handle and provide a fully sufficient information feedback for an adequate project 
management. 

 
1.9 Conclusions and recommendations 

·  The GAA/DWHH Community Development (CD) project has a highly motivated 
project team, a good working atmosphere, and transparent decision-making 
structures. Certainly, women are fully accepted and integrated in any decision 
making. These positive characteristics should be sustained. 
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·  In a first step of social mobilisation, the project offers support to so-called self help 
groups (SHGs) mainly to be established in the remote villages of the intervention 
districts. But, in the course of further cooperation with a village, project support is 
not only directed towards groups but also to innovative individuals. This strategy 
highlights individual best practice activities and should therefore be maintained 
and even expanded 

·  The CD project does not provide any support without a previous local contribution. 
This practice should consequentially be kept up. 

·  The project in Nangarhar includes certain pre-conditioning and controlling 
components of a “re-education programme”. They should be replaced, wherever 
possible, in favour of more services upon request. But, on the whole, the ongoing 
CD project fully meets the requirements with regard to sustainability and self-help 
support. This ambitious approach should therefore be retained and even 
elaborated in the future. 

·  The practice of exclusively providing grants to SHGs according to the principle of 
“savings first” shall be retained in the future. However, the strong controlling 
procedure of the SHGs internal loan practices and reimbursement agreements 
should be reduced to a certain extent. On the other hand, technical advice should 
be subsequently intensified. 

·  The project’s decision to exclusively reserve the last funding phase for the 
consolidation of former project executions in view of their sustainability is highly 
appreciated and should not be changed. 

·  The project’s selection process of partner communities is based on the criteria of 
remoteness and neediness. In the future, the preparedness and willingness of the 
villagers to cooperate should serve as an additional criterion for support.  

·  The methodological approach of the CD project in Nangarhar is a copy of the one 
applied in the Rural Support Programme (RSP) in Pakistan. However, the general 
situation in Nangarhar is not comparable with the one in Pakistan. A process of 
creative adjustment to the situation in Afghanistan has already started and must 
be kept up by the project’s key staff. 

·  The development of the very high ratio of female SHGs (37 %) should be strictly 
followed-up by the female project staff in order to avoid any form of exploitation of 
those groups by the husbands of certain members. 

·  Project implementation in Nangarhar is carried out in a cost-efficient way. 
Compared to similar projects GAA/DWHH is working with a rather limited number 
of fully employed staff. Employment conditions are adequate. Consequently, the 
project’s running costs are comparatively low. This practice as a whole ought to 
be maintained. 

·  All major budget lines are used appropriately, which will not cause any obstacles 
to a proper project implementation. There is no doubt that this practice can be 
maintained in this manner.  

·  The internal evaluation and monitoring (M+E) unit has meanwhile become 
operational and works independently of the project execution units. But, additional 
training will be needed to guarantee a more impact-oriented and systematic 
follow-up of its activities.  
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·  Training in the informal sector constitutes an important component of the project 
activities. For any vocational training and literacy course initiated by the project, 
the quality of outcomes should be evaluated systematically. 

·  The initial project proposal, as well as the project’s planning matrix, has been 
properly elaborated. But, some of the quantitative indicators set up have proven 
rather unrealistic. During a project initiated planning workshop, more realistic 
indicators have been established. This “defence” against an inappropriate 
planning component is highly appreciated and should be maintained. 

·  There is a clear leadership in management and the project as a whole is based on 
the principle of delegation of responsibilities to expatriate and local key staff at all 
levels of project management. This should be maintained. 

·  Unfortunately, there is no active and decisive coordination of NGO interventions in 
the Nagarhar Province. But, there are ongoing activities in the field carried out by 
different organisations on the basis of completely different project approaches (for 
example, approaches without any requested community contributions). In 
comparable situations, GAA key staff should try to establish direct contacts with 
other NGO activists thus forming a “coalition of opinion leaders” for setting up at 
least some basic and informal standards in the medium-term. 

·  The CD project Nangarhar is funded by BMZ within the concept of development 
oriented emergency aid (EON). The criteria for this funding facility designed for 
post-conflict and/or post-disaster situations do not foresee any additional project 
phases and the maximum funding period is limited to three years. In this context, 
the decision to completely adopt the distinctively long-term support strategies 
applied in Pakistan for the methodological approach in Nangarhar cannot fully be 
judged as appropriate. 

·  The DWHH/GAA-concept in Afghanistan, namely to concentrate GAA 
implemented projects by clustering (GAA/NSP, Roses for Nangarhar, and CD 
project), is highly appreciated, should be maintained, and can be considered a 
best practice model for other countries as well.  

·  The increasingly commonplace practice of DWHH/GAA and other NGOs to 
implement co-funded projects certainly includes the risk of subordination to donor 
criteria. Co-funding, however, also allows the simultaneous use of different 
donors’ funding in order to sustain and achieve central DWHH/GAA development 
goals. From this perspective, it may be asked why DWHH/GAA so far has not 
been trying to acquire additional funding to prolong CD support in Nangarhar. 

·  In general it can be said that the CD project’s concept aims towards behavioural 
changes amongst the beneficiaries which constitutes a long term goal. Hereby the 
question arises why the co-funding facility of the development oriented emergency 
aid of BMZ has been chosen as this BMZ funding facility is limited to a total 
funding period of three years only. However a clearer definition of DWHH/GAA 
internal project objectives might be useful in future. 

 
 


