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Executive Summary 
 
This donor report is a strategic document aimed at highlighting lessons learned and providing 

recommendations based on the findings of the evaluation. The main goal of the evaluation team is to 
provide information that will be useful in strengthening the collaboration between the Government of 

Japan (GoJ) and the International Organization for Migration (IOM) and, as a result, the effectiveness 

of programmes funded to serve the needs of target populations in Afghanistan. This report will be 
circulated to the donor, while a separate and more in-depth internal evaluation report will be handed 

over to IOM staff. 
 

The proposal, also referred to as the project document, which was agreed on between 

IOM and the Government of Japan presents a set of challenges which have, from the 
onset, created constraints for project management and implementation. In short, the 

project document can be assimilated to a concept paper rather than a thorough technical proposal for 
funds. The main weakness of the proposal is the fact that its objectives and overarching goals are 

very broad (covering a range of activities from emergency relief to development assistance) and not 

well defined.  
 

The evaluation report provides suggestions to strengthen proposal content on strategy, 
design, implementation and information components. The GoJ, in its capacity as the 

donor, can set forth stricter proposal writing criteria and guidelines to ensure that (i) its 
funds will be spent effectively, (ii) its programmatic objectives can be fulfilled within a realistic and 

detailed timeline, (iii) the activities and overall programme design respond to the needs of the context 

and target population and (iv) its requests will not put unnecessary pressure on IOM staff and 
resources. As pointed out to the evaluation team by a UN employee in Afghanistan, who was 

consulted for his views on the proposal, “This is the type of proposal that one sees in emergency 
situations, to respond quickly to avert a crisis. It is the responsibility of the donor to be more rigorous 
and demanding; an organization will try to be the least constrained by terms of references in order to 
have more leeway to do what it wants.” 
 

In the end, many of the imperfections of the project proposal were overcome by the 
programme management’s strategy and the staff’s implementation efforts. IOM RARIP has 

met – and exceeded – certain expectations, notably in terms of beneficiary targets, which shows that 
some pragmatic choices made in the implementation phase have led to positive and successful 

results. As such, the report outlines effective ways in which RARIP management and staff have 

overcome obstacles and put in place effective mechanisms for implementation. 
 

The overall feedback received from beneficiaries interviewed was positive – but the 
impact is yet uncertain. It will be necessary to interview these beneficiaries again in 6 months 

time, to assess the sustainability of the RARIP programme activities. This evaluation could only go so 

far as the programmes had not yet ended and the results not fully visible at the time of the field 
work. Facilitating and implementing partners alike highlighted positive achievements of the 

programme such as its ability to effectively coordinate activities, support national programmes and 
ministries, reinforce existing programmes and integrating lessons learned in future programming.  

 

The findings of this evaluation provide key lessons learned for both GoJ and IOM to 
improve their partnership on future projects. Donor and organization alike have responsibilities 

to fulfil, most importantly regarding the adoption of realistic scope of work and timelines, the 
availability of resources and sufficient budget to support IOM staff and implementers, the provision of 

information & management tools, and the establishment of effective and systematic M&E processes. 
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1. Introduction 
 

1.1. Purpose of the Evaluation 
 

As specified in the contractual agreement between the International Organization for Migration (IOM) 

and the Government of Japan (GoJ), IOM is committed to providing the donor with an external 
evaluation of RARIP – Socio-Economic Reintegration Assistance for Returnees from Iran and Pakistan 

– to assess its effectiveness and provide recommendations for future IOM programming in 
Afghanistan. 

 
To this end, Altai Consulting was commissioned in July 2009 to conduct an external evaluation of 

RARIP. Given the fact that this evaluation was commissioned before the end of the project itself, a 

traditional impact evaluation measuring the outcomes and outputs could not be implemented. As 
such, the research team opted for a broader programme evaluation aimed at examining the 

modalities and processes put in place. Specifically, the evaluation aims at assessing the effectiveness 
of four main criteria of the RARIP programme: strategy, design, implementation and information.  

 

This evaluation report provides a review of RARIP activities falling under two broad assistance 
categories: individual reintegration assistance and community-based assistance activities.1 A concise 

picture of the successes and challenges of these components is drawn – with clear and actionable 
recommendations. The information presented in the main chapters has been collected in the field and 

voices the opinions of beneficiaries, staff members, implementing and facilitating partners; while 
general and background information on the programme and its beneficiaries are presented as an 

annex to the report. We refer to partner agencies and relevant line ministries and national 

programmes as facilitating partners; while implementing partners refer to the NGOs contracted by 
IOM RARIP to implement assistance activities at the field level. 

 
This donor report is a strategic document aimed at highlighting lessons learned and 

providing recommendations based on the findings of the evaluation. The main goal of the 

evaluation team is to provide information that will be useful in strengthening the 
collaboration between the GoJ and IOM and, as a result, the effectiveness of programmes 

funded to serve the needs of target populations in Afghanistan. This report will be 
circulated to the donor and IOM staff, to pave the way for improvements in future 

programming. A longer, more detailed report will also be handed over to IOM for internal 

use only. 
 

 

1.2. Methodology and Tools 
 

To understand how the data and findings presented in this report were collected and analyzed, this 
section will provide a review of the methodology used by Altai Consulting throughout its 6 years of 

experience in carrying out social research in Afghanistan. The evaluation was based on a combination 

of tools which have proven successful in the Afghan context, namely: secondary research, as well as 
quantitative and qualitative data collected at the field level by a team of international and national 

consultants and interviewers. 
 

1.2.1. Secondary Research 
 
The initial step included an extensive document review (RARIP project documents, agreements with 

implementing partners, interim and progress reports), as well as interviews in Kabul with key 
informants, whether IOM staff, facilitating and implementing partners‟ staff, UN agencies and relevant 

line ministries. In this initial phase, the project manager reviewed the following issues: 

 

                                                           
1
  Specifically components 3, 6, 7 and 8, namely: individual reintegration assistance, agricultural assistance, 

community relationship enhancement and communal infrastructure. 
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- Outline of the monitoring and reporting systems used by the IOM RARIP team, 

- Positioning of the programme within national strategies on returnees,  
- Perception on positioning and impact of RARIP by stakeholders and the local authorities. 

 

1.2.2. Quantitative Survey 
  
Locations. Given the GoJ‟s interest to focus more on returnees from Iran than returnees from 
Pakistan, the field work for this evaluation covered 2 provinces with high numbers of Iran returnees 

(Herat and Bamiyan), 1 province with high numbers of Pakistan returnees (Nangarhar) and 1 
province with a mix of both populations (Kabul). As such, 4 of the 7 RARIP provinces2 were covered 

in this evaluation.  In each province, 16 communities were chosen based on a random sampling 

methodology and covered both individual and/or community based assistance programmes funded 
under the RARIP programme.  

 
Timeline. A first field work phase covered the provinces of Kabul and Nangarhar (July 23 – 31, 2009) 

and a second phase focused on the provinces of Herat and Bamiyan (August 3 – 12, 2009). This two-
phased approach allowed for improved quality control and monitoring of the teams.  

 

Sampling. The sample pool consisted of 360 interviews, i.e. 90 interviews per province. The sample 
was randomly selected from each community by the research team, based on a list of individual 

reintegration assistance beneficiaries and a second list of community assistance beneficiaries provided 
by IOM. These lists were screened by the research team to identify the communities with secure 

access and with sufficient numbers of available beneficiaries. Within each province, 45 interviews 

were held with individual reintegration assistance beneficiaries and 45 with community assistance 
beneficiaries. 

 
Tools.  The survey questionnaire included 67 questions, lasting on average 45 minutes. A field test of 

the survey instrument was implemented in Kabul, the results of which were used to improve the 
questionnaire and methodology. The questionnaire allowed the research team to learn about the 

perceptions of beneficiaries on a number of issues, such as:  

 The immediate, medium and longer term needs of returnees, 

 The effectiveness of IOM in funding activities responding to the needs and profiles of 

returnees (covering both voluntary returnees and deportees), 
 The delivery and implementation process initiated by IOM, 

 The overall contribution of the activities to the returnees‟ household and/or community 

stability, 

 The beneficiaries‟ perceptions on the stronger and weaker elements of the assistance 

provided, and their suggestions for improved assistance. 
 

 

1.2.3. Qualitative Survey 
 

The quantitative field work outlined above was complemented by a combination of qualitative 
research tools aimed at (a) identifying key issues related to programme design, implementation and 

monitoring, and (b) reviewing the overall relevance of the selected activities within national 

development programmes.  
 

Locations. The qualitative field was carried out in 8 of the 16 communities identified through the 
quantitative survey. Two communities were selected in each of the 4 provinces.  

 
Sampling. These communities were chosen based on a purposive sampling approach, selecting 

communities, with low numbers (under 100) and high numbers of returnee households (above 100).  

The focus group participants were chosen according to their country of exile, their date of return and 
enrolment in IOM activities and their socio-demographic profile. 

 

                                                           
2
 The 7 provinces of the RARIP programme are Kabul, Nangarhar, Bamiyan, Kunduz, Herat, Farah and Nimroz. 
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Tools. The qualitative research consisted of 10 focus groups, 7 with male and 3 with female 

beneficiaries. In addition, 20 interviews were held with Community Development Council (CDC) 
leaders, in order to supplement the community member views with that of their community leader. 

This research also included field observations in communities where infrastructure has been built or 
where livelihood projects are currently being carried out.  

 

Key informant interviews. Throughout the duration of the project, the research team met with staff 
members at field offices of IOM, implementing partners, ministries and UN agencies to obtain their 

views and recommendations on the programme. A total of 40 key informant interviews were held in 
all 4 provinces. 

 

1.3. Limitations and constraints 
 
The major constraints of the evaluation were: 

 
i. Its timing: it was not possible to assess the impact of the assistance provided as the 

programme had not yet come to an end. Since most of the projects were launched at the 
end of 2008 or beginning of 2009, by the time this evaluation was commissioned (July 

2009), most of the projects had not yet been completed. 

ii. Its scope: in the 4 provinces surveyed, RARIP has worked with 18 implementing 
partners (15 NGOs, 2 ministries and 1 contracted company). To be able to deliver an 

accurate assessment of the modalities of implementation and the relevance of RARIP 
funded programmes, each organization should have been evaluated separately. Given the 

timeframe of this evaluation (limited by the allocated budget to 2 months), and the 

dispersion of activities through 18 partners, this was not feasible.  
 

Working at the village level presented problems regarding the initial gender breakdown of interviews. 
Although our teams consisted of 1 male interviewer and 1 female interviewer, most women in villages 

were not readily available for female focus groups. As such, the male focus group discussions 
outweigh those with women.  

 

Furthermore, due to security restrictions in Herat, the closure of the airport in the first days of August 
and the nearing of the elections, the start of the field work had to be delayed, causing logistical 

problems for our field staff and the inability for the international consultant to travel to Herat.  
 

Finally, and most importantly, is the issue of subjectivity. There is often a gap between quantitative 

and qualitative interviews. The reasons are two-fold: (1) In Afghanistan, beneficiaries rarely provide a 
negative perception of the assistance received, mainly because any help at all is seen as positive; (2) 

Quantitative questionnaires do not allow an in-depth look into beneficiary perceptions, as such we 
have complemented our approach using qualitative methods. When digging deeper, notably through 

focus groups, one unties the different levels of problems. It is therefore important to (i) not 
overestimate quantitative results and to (ii) give more weight to qualitative data and analysis. This 

will be reminded later in the report as an important element in analyzing beneficiary perceptions. 

 

1.4. Outline of the evaluation report 
 

Hereafter, the evaluation report will focus on the following elements with, as a constant, a focus on 
the 4 evaluation criteria, namely strategy, design, implementation and information. 

 Chapter 1 introduces the goals, methodology, limitations and constraints of the evaluation, 

 Chapter 2 presents the results from the quantitative and qualitative field work, with 

beneficiary and partner feedback,  

 Chapter 3 provides an assessment of 2 phases of the project: proposal design and 

implementation, 
 Chapters 4 and 5 offer the conclusions and lessons learned of the evaluation; and,  

 Annex 1 consists of an assessment of beneficiary profiles and needs, 

 Annex 2 provides a snapshot of activities from each of the 4 surveyed provinces, 

 Annex 3 presents the original IOM-RARIP project proposal/document. 
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2. Programme perceptions 
 

To evaluate programme perceptions, the research team interviewed beneficiaries and partners alike. 
This section provides a summary of the responses collected from these two groups. The highlights of 

the successes and challenges are detailed below.  
 

2.1. Beneficiary feedback  
 
Beneficiaries provided more insight into their assistance experience, under the RARIP programme, 

through the focus groups and qualitative interviews led in the field. Their overall feedback was 

positive – but the impact is yet uncertain. An impact evaluation was not the purpose of this 
evaluation; nor are there definite indicators in the RARIP project strategy or design that can allow for 

such an assessment to be conducted. Although it is important to assess beneficiaries immediate 
satisfaction, they will not necessarily reflect the real sustainability of a project, and can even be in 

contradiction with the structural and long term impacts of the programme (a classic example being 

the immediate satisfaction related to food distribution vs. its negative impact on local economic 
development).  

 
The numbers in the section below should be used with caution and with the understanding that 

beneficiaries cannot fully rate the impact provided to them or their community as many of the 

programmes under review were not completed when this field work was done. As such, beneficiaries 
shared more of their perceptions of what the assistance will bring to them, rather than a real output. 

 
The overall feedback from beneficiaries, whether individual or community assistance 

beneficiaries, is positive: 
 

 90.4% perceive IOM as having had an overall positive impact on their community; 

 

 86.0% consider the assistance provided to have been well adapted to the needs of the 

individuals and communities  
 

 85.7% judge the activities as enabling them to successfully reintegrate their community; 

 
 49.3% consider the activities to have been well adapted to their skills. However, 20.4% 

mention that they have not acquired any skills and 14.0% consider that the assistance was 

not adapted to their skills. 

 
 At the time of the interview, the beneficiaries were not considering migration as a viable 

strategy, preferring to stay in their communities and finishing up the assistance programmes 

they had been enrolled in. 99.4% indicated their overwhelming preference to stay in 
Afghanistan. However, they all also indicated that, should the assistance not be sustainable, 

and should there not be an overall improvement of their communities, they would be 
prepared to leave again – this time alone.  

 

 
Among certain challenges and areas for improvement, beneficiaries highlighted the 

following: 
 

 Beneficiaries requested a more thorough assessment of their individual needs and community 

context by the implementing partner or directly by IOM, in the hope that future programmes 

could be better tailored to their profiles and skills; 
 

 The overwhelming response was that the duration of the projects was too short and that 

such a limited timeline could not properly ensure long term results; 
 

 The level of interaction between IOM and the implementing partner, community leaders and 

members would benefit from being further strengthened; 
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 The majority of beneficiaries have requested additional awareness raising and public 

information sessions to improve information sharing throughout the community. 
 

 
It will be necessary to interview these beneficiaries again in 6 months time, after the end 

of the programmes, to see how many of them are continuing to use the skills and training acquired 

through the RARIP-funded activities and how many of the community based projects are still 
operational and relevant to the needs of the population. This evaluation can only go so far – as the 

programmes have not ended and the results were not to be seen at the time of the field work.  
 

 

2.2. Facilitating and implementing partner feedback 
 

Altogether, 40 key informant interviews were held with representatives of partner institutions, at the 

central level (Kabul) and field levels (Bamyan, Nangarhar and Herat), to obtain feedback on their 
cooperation with IOM on RARIP. The information provided below provides highlights of common 

successes and challenges shared by partners during these interviews. These are presented in order of 
importance: from the most to the least common elements of feedback. 

 

Among the successes and positive highlights reported by facilitating and implementing 
partners are the acknowledgement that: 

 
 IOM RARIP staff has successfully improved the cooperation and coordination efforts of 

the organization with its partners and various stakeholders. This has notable been highlighted 

by UNODC and UNHCR; 
 

 IOM RARIP has intervened at the right time on certain key emergency assistance 

and crises such as the assistance to deportees, NFI distribution to returnees and the 

rehabilitation of the Jangalak drug treatment center; 
 

 IOM RARIP funds were best perceived when responding to a crisis or when adding to 

ongoing activity and project cycles. NGOs such as CRS and Zardozi underlined the fact 
that IOM RARIP funds allowed for more in-depth assistance to beneficiaries, thus improving 

organizational capacity and end results; 

 
 

 IOM RARIP has provided ministries and national programmes with increased and 

positive visibility, thereby improving their relationship with beneficiaries. MoLSAMD and 
MRRD felt that this visibility provided more legitimacy to their national initiatives and 

structures, specifically referring to NSDP and NSP; 
 

 IOM RARIP funds were needed and welcomed by the structures selected and that capacity 

building of local authorities, albeit in mainly informal processes, were valuable and should be 

strengthened in future programming initiatives. 
 

 
Partners also underlined a set of problems and challenges which should be resolved and 

addressed by IOM on future programmes: 

 
 The limited duration of most of the IOM RARIP funded projects was the main 

obstacle identified by the majority of partners. Partners consider that the unrealistic 

timeframe for intervention has compromised the quality of the assistance provided and the 
sustainability of results. This has been noted in interviews with SAB, HOW and DACAAR, 

among others; 
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 An untimely delivery of funds, difficulties in implementing logistic and finance 

procedures, as well as an uneven capacity between the IOM field offices have 

proven to pose a significant challenge to all partners interviewed in the evaluation. The issue 
of human resources and financial schedules has been said to have a negative impact on 

organizations, with delays in their assistance to beneficiaries and lack of needed support; 
 

 The broadness of the scope of work resulted in a confusion over the IOM RARIP 

mission and mandate, rendering partnerships more difficult, both at central and sub-

national levels. Although information sharing and joint committee meetings have contributed 
to alleviating misunderstandings over the IOM RARIP overall strategy, the scope of work – 

from humanitarian to development efforts – has inevitably led to confusion among 
stakeholders. This confusion has been noted by MoRR and UNHCR, to name a few. 

 

3. Programme design 
 

3.1. Presentation of RARIP: Scope of Work 
 

Table 1. Overview of the IOM RARIP Project document and scope of work 
 

Project name Socio-Economic Reintegration of Afghans Returning from Iran and Pakistan 

(RARIP) 

Donor Government of Japan 

Timeframe March 2008 – August 2009 

Budget $ 9 million  

Provinces Kabul, Herat, Farah, Nimroz, Kunduz, Bamiyan and Nangarhar 

Target group Afghan returnees from Iran and Pakistan  

Activities 1. Immediate humanitarian assistance: 

Assistance and transportation to deportees, non food items, household, clothing 
packages, kitting and packing, emergency shelter 

2. Temporary dwelling assistance: 

Shelter programme 
3. Individual reintegration assistance:  

Vocational training, business start-up training, marketing, provision of tool kits, 
stationary and training materials 

4. Return of Qualified Afghans (RQA):  

Installation grant, transportation, employer assistance, salary, emergency fund, 
incentive for female candidates 

5. Outreach in Iran:  
Information campaign and support to Afghan consular offices 

6. Agricultural Assistance:  
Seed multiplication, equipment, irrigation 

7. Community Relationship Enhancement 

8. Communal Infrastructure: 
Community projects, training for contractors, strengthening of drug addiction 
treatment centers 

9. Capacity building of local authorities 
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Overall 

objective 

Population stabilization through individual assistance and community based 

socio-economic reintegration activities in conjunction with provincial and district 

government agencies as well as traditional councils (Shura), Community 
Development Councils (CDCs), civil society and the private sector.  

Specific 

objectives 

 To support the immediate socio-economic reintegration needs of returnees 

through a multifaceted approach, 

 To support the process of recovery, rehabilitation and economic development 

through the implementation of community identified projects, thereby 
empowering citizens to address basic community needs,  

 To integrate lives and livelihoods in communities receiving large numbers of 

returnees, 
 To promote the mobilization of talents and resources that returnees and 

stakeholders at the communal level have to promote post-crisis 

reconstruction and reconciliation, 

 To provide a visible humanitarian platform oriented to promote social 

development and community stabilization. 

 

Table 1 summarizes the main elements of the RARIP project document, and is available in full in 

Annex 3 of this report. To understand the strategy behind such a programme, our team interviewed 
the public information officer who, at the time, was in charge of the proposal writing. The reasons 

given for an approach combining humanitarian assistance and development components was the 
following: “The source of funding for this project is called the supplementary budget 2008. Under this 
scheme, hundreds of millions of dollars were allocated for activities related to counter-terrorism along 
the borders with Pakistan and Iran, by the Government of Japan. Considering the mandate of IOM, it 
was decided that livelihood assistance to returnees from Pakistan and Iran, particularly in border 
provinces for the ultimate purpose of community stabilization would suit the theme for the funding 
scheme. The logic behind it is that if vulnerable returnees were left without assistance, they could fall 
into the wrong hands and could fuel terrorism.” The next section will provide an in-depth look into the 
strengths and weaknesses of the initial project document and the efforts provided by the RAIRP 

management and staff to improve the project launch and implementation phases.  

3.2. Project proposal: room for improvement 
 
The proposal, also referred to as the project document, which was agreed on between IOM and the 

Government of Japan presents a set of challenges which have, from the onset, created constraints for 
project management and implementation. In short, the project document can be assimilated to a 

concept paper rather than a thorough technical proposal for funds. The main weakness of the 

proposal is the fact that its objectives and overarching goals are very broad (covering a range of 
activities from emergency relief to development assistance) and not well defined.  

 
As such, the project proposal would have benefited from additional strategy, design, implementation 

and information elements which were either missing and/or incomplete in their formulation. The 
findings – summarized in a checklist format in the graph below – can be used to improve proposal 

writing between IOM and the GoJ, for future programmes.  
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3.2.1. Strengthening proposal content 
 

A. Strategy 

 
Adding prior assessments. The proposal submitted by IOM was built on the basis of macro 

objectives (e.g. socio-economic reintegration, population and community stabilization, visible 
humanitarian platform, etc). Tackling such wide ranging concepts should have required a more 

extensive look into (i) the context of return – the geographic scope of returnee flows presenting 

different challenges in different parts of the country, (ii) the needs target beneficiaries and their 
communities – to better tailor assistance activities, (iii) the indicators that would best help 

programme management and implementation teams to monitor and evaluate the progress achieved 
in reaching the overall stated goals. The project proposal could have benefited from more extensive 

profile and needs assessments in order to define field level targets.  

 
Improving indicators. The project document defines the target population and the target number 

of beneficiaries for the programme: 9,000 Afghans from Iran and Pakistan (7,000 and 2,000 
respectively), with a breakdown of 1,000 families through emergency assistance, 500 families through 

temporary housing assistance, and 1,000 returnees through reintegration assistance. However, 
specific indicators to measure the effectiveness of these targets are missing. For example, it would 

subsequently have been useful for the RARIP staff to have information on the target number of 

families per province/community or the target percentage of returnees who should hold employment, 
6 months after the end of their vocational training. We will come back to this question of indicators in 

the recommendations section of this report. 
 

B. Design 

 
Providing a more thorough explanation of the geographic scope and target population. 

The proposal names the provinces to be covered but does not systematically address the 
implementation strategy for each – nor does it provide an in-depth understanding of the target 

population, referred to broadly as “returnees”. On page 4 of the project document, the geographical 

1. Strategy

2. Design

Vision (GoJ & IOM)

Mission (IOM)

Strategic Drivers

Strategic Objectives

3. Implementation

Critical assessment process

Operational Drivers & 

Gap Analysis

Operating model

4. Information

Communications strategy

M&E strategy
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coverage is detailed, with an explanation of the programme focus on Herat, Farah, Nimroz, Kunduz, 

Bamiyan, Kabul and Nangarhar; as well as some outreach campaign and counseling in Iran (Tehran, 
Mashhad and Zahedan). As such, activities in 2 countries and 10 provinces are suggested to be 

lumped in the same approach – regardless of their specificities and profiles. The same gaps are found 
in the description of the beneficiaries: the project document regroups voluntary returnees and 

deportees in one overall category of returnees, with little specification on how each group‟s needs 

and profiles will be addressed.  
 

Presenting a detailed timeline for the project cycle. The proposal presents the request of the 
GoJ to spend the $9 million budget in a 18-month timeframe. The detailed budget offers a breakdown 

of the costs of the project, by component; however, a detailed timeline is absent from the proposal. 
It would have been valuable to better understand from the onset how the timeline would integrate 

the different elements of the project cycle: from the staff recruitment process (HR), to needs 

assessments and selection processes of target areas and provinces, implementation, monitoring & 
evaluation etc.  

 
C. Implementation 

 

Detailing implementation methodology. The proposal states a willingness to work within 
national processes, with relevant line ministries, as well as UN agencies and NGOs in the field but 

clear guidelines are not given on how these partnerships will be framed, what the roles and 
responsibilities of each stakeholder will consist of, and the types of agreement that would be 

designed to implement activities. Preliminary talks with the ministries and other partners could have 
been useful at this stage, not only to inform the donor of the overall strategy, but to facilitate the 

work of the programme management by providing direction, establishing initial contacts and setting 

the frame for future agreements. 
 

D. Information 
 

Providing resources for a communications plan. With $ 9 million and 7 provinces, RARIP is a 

large programme spread out across Afghanistan and covering various groups of returnees. To provide 
clarity and effective information sharing, a communications plan should have been funded within the 

overall budget to ensure clarity and visibility of the strategy for all stakeholders.  
 

Providing resources for monitoring and evaluation processes. M&E was based on field visits 

to monitor activities and an external evaluation to assess the effectiveness of the programme. 
Monitoring of the programme design, mid-term review or submission of guidelines for M&E were not 

included in the budget of the proposal, while this could have brought better guidance to the 
programme.  

3.2.2. Recommendations for future proposals 
 

Recommendations for the donor. Given the above mentioned technical gaps in the proposal, the 

evaluation team has highlighted several responsibilities that could be fulfilled by the donor to improve 
proposal writing for future programmes. The GoJ, in its capacity as the donor, can set forth stricter 

proposal writing criteria and guidelines to ensure that (i) its funds will be spent effectively, (ii) its 
programmatic objectives can be fulfilled within a realistic and detailed timeline, (iii) the activities and 

overall programme design respond to the needs of the context and target population and (iv) its 

requests will not put unnecessary pressure on IOM staff and resources.  

In the future, the GoJ should require more information on: 

1. Staffing 

2. Geographic scope 

3. Target population needs and profiles 
4. Detailed timeline 

5. Implementation methodology and approach 
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6. Indicators for success 

7. M&E procedures 

It is also the responsibility of the GoJ to provide IOM with: 

1. A realistic scope of work  

(e.g. focusing on either an emergency and humanitarian agenda or a development agenda, 

but not both as it was the case with RARIP) 
2. A timeline that fits with the scope of work  

(e.g. an 18-month timeframe cannot sustainably fulfill the needs of a humanitarian and  a 
development agenda) 

3. A requirement to include monitoring & evaluation procedures 

(this was not included in the initial proposal not by omission but because the GoJ did not 
express interest in such a component) 

Organizational responsibilities. The shortcomings of the proposal proved to be an obstacle for 

the RARIP management and implementation staff. What this meant was that tasks which could have 
been taken care of prior to the start date by IOM were left to be sorted out by the programme staff, 

within what was an already insufficient timeframe for the project cycle.  

A member state driven organization. RARIP fits with the IOM mandate, as IOM is tasked with 
the operational challenges of migration. However, IOM staff struggles when donors have their own 

agenda in mind, requesting specific programmes with little flexibility. In this case, the scope is broad 
and the range of activities, although not new to IOM, is wide and programmatically difficult to 

implement. The right balance between responding to donor interests and fulfilling realistic programme 

goals represents a challenge for IOM in Afghanistan. Donors need to be more considerate of IOM 
overall organizational strategy and the national context when requesting specific programme 

components. 

 

      

Female beneficiary focus group in Bamyan,          Savings box and accounting system for the same 
Self-help group set up by CRS                               women‟s self help group, CRS, Bamyan 
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3.3. Project launch and implementation: overcoming initial challenges 
 

With the initial proposal in hand, the main question for the RARIP team was the following: How to 
define a strategy that would allow for development in a relief type schedule? The programme 

manager took on the responsibility to define the strategy, design the approach, implementation 
methods and information initiatives that would overcome the initial challenges outlined above. 

Specific efforts were put by the staff to respond to the lack of information available in the project 
proposal and particularly to understand how to best serve the needs of the different target 

populations (voluntary returnees vs. deportees). 

3.3.1. Strategy 
 

Building a strategy based on existing structures. The programme manager‟s first task was to 
provide a framework for the project and its three distinct portfolios: emergency assistance, individual 

assistance and targeting communities that absorb returnees. After consultation with the donor, IOM 

staff, field staff and other agencies, assessments and research reports, the decision was made to 
fund already existing activities and processes, to avoid reinventing the wheel in a limited time frame 

and to aim for activities that would continue after the end of IOM RARIP funding. Partners were 
sought and their capacity assessed according to this strategy and based on (i) already existing 

presence at the field level and availability of resources, (ii) records of solid and good implementation 

of similar type of projects, (iii) integration in national programmes, (iv) flexibility and ability to adapt 
to the needs of the RARIP programme and the different profiles of its beneficiaries. The prior 

experience of the programme manager (7 years of experience in Afghanistan in returnee 
reintegration programmes) contributed in determining the best modalities of implementation. This led 

to a series of agreements with implementing partners that are further described in section 2.3.3 

(Implementation). The process of consultation, research, discussion on and finalization of agreements 
meant that the programme implementation incurred unavoidable delays. 

 
Addressing the different profiles of returnees. Although returnee reintegration programmes in 

Afghanistan have focused predominantly on voluntary returnees, the programme strategy provided a 
more refined approach by targeting both voluntary returnees and deportees. This proved more 

relevant to the local context, although it presented new challenges since deportees are more difficult 

to find and to identify than voluntary returnees: they do not have identification cards and are less 
willing to be tracked. As such, the question was: how to find and target deportees? The availability of 

statistics on deportees was limited; however, statistics on dense areas of return (notably in Herat and 
Kabul) were used to target communities. The strategy was then based on consultations at the 

community level, talking to leaders and local authorities and carrying out field assessments. Since it is 

very difficult to target deportees through individual assistance, the implementation strategy prioritized 
community assistance in these areas, with the aim of providing a sustainable response to the needs 

of deportees and the communities that absorb them. 
 

Meeting – and exceeding – initial targets. The project document estimates the number of 
beneficiaries to reach 9,000 Afghans returning from Iran and Pakistan (7,000 and 2,000 respectively). 

Of this total, 1,000 families (approximately 6,000 returnees) would be assisted through emergency 

assistance; 500 families (approximately 3,000 returnees) through temporary housing assistance; 
1,000 returnees through reintegration assistance. Looking at the figures provided by IOM in July 

2009, these targets were exceeded with 11,362 individual beneficiaries, 4,911 families and 257 
communities. The breakdown favors returnees from Iran, over those from Pakistan, as shown in the 

geographic reach of the RARIP programme (Table 2) and as requested by the donor. The same donor 

was funding other agencies to implement similar projects in the east. Given the high deportation 
figures from Iran, the assistance was naturally more heavily focused on areas of high deportee 

presence, namely the provinces of the western region (Herat and Nimroz) and the capital city (Kabul). 
Assistance figures in Farah, Kunduz and Bamiyan are lower due to security and logistical constraints 

which render implementation difficult, if not impossible. 
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Table 2. Geographic reach of RARIP funded activities, by type of beneficiary. 

 Individuals Families Communities 

Kabul 1097 425 18 

Herat 2062 2050 175 

Nangarhar 111 1351 0 
Bamiyan 635 250 24 

Nimroz 7186 999 22 
Farah 450 500 0 

Kunduz 340 500 18 

Total 11881 5575 257 

3.3.2. Design 
 

Finalizing the staffing plan. When the contract was signed with the Government of Japan, the 
RARIP staff had not yet been recruited. The start of the project had contractually been scheduled for 

March 1, 2008. The programme manager was hired in May 2008, resulting in a 2-month gap without 
any activity or staff. The first national staff in Kabul arrived in August 2008, 5 months after the official 

start of RARIP; the field staff was then recruited and offices reopened in Bamiyan to start working on 

project implementation.  Overall the recruitment had to be made “on the go” while the project was 
already started, due to the specific constraints built in the programme timeline. Since posts needed to 

be advertised, the recruitment process took some time. Recruitment of external staff (CTG staff) was 
less problematic and done quickly. Some staff – Kunduz, Herat, Nangarhar – were already in place 

and were taken over from other IOM projects or were involved on several projects in order to speed 

up the implementation of RARIP and not fall behind on schedule. As much as possible, alternatives 
were found to respect the programme timeline and delivery schedule. 

 
Start of activities. Notwithstanding HR delays, certain programmes were launched within the first 

quarter, such as the shelter projects in Nangarhar. However, the bulk of activities were launched in 
late 2008 and beginning of 2009, further reducing an already tight timeline for programme 

implementation. This again shows that a “start up phase” or a buffer timeline should have been 

planned in the initial project document, to make project launch and phasing more realistic and to take 
off pressure from the programme management, support and field staff. 

3.3.3. Implementation 
 

Respecting the original approach. When the project document was conceived, the idea behind it 

was to: first identify villages hosting large number of returnees; second to establish a relationship 
with shura / CDCs to secure an understanding and cooperation for the project; third, to decide 

whether IOM should assist the returnees and implement the community infrastructure work itself or 
ask a partner to implement it, depending on the location and type of activities – specifically looking at 

whether IOM has a comparative advantage and existing resources to implement these activities; and 

fourth, to monitor implementation by IOM itself or a partner. The start up phase respected this 
approach, albeit with an increased reliance on implementing partners rather than direct 

implementation. As such, IOM RARIP acted as the overall umbrella under which activities were being 
implemented rather than the direct implementer. 

 
Building relationships with community actors. In most cases, relationships were already 

existing with departments and community IPs such as CRS, NSP, NSDP, CESVI and Zardozi. IOM, 

through joint meetings with community leaders and IPs, established and strengthened its 
relationships with communities. According to field reports, this happened in most locations surveyed. 

 
A revised approach based on partnerships. Without the proper time frame to recruit and train 

staff internally to implement activities directly in the 7 provinces, the strategy was built on 

partnerships with the government, UN agencies such as UNHCR and UNODC, and NGOs at the field 
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level. The reliance on partners proved to be the adequate solution given the limited timeframe and 

large budget dedicated to RARIP: facilitating partners (whether government ministries or UN 
agencies) have the advantage of offering the presence, knowledge / expertise, and proven track 

record to deliver. To this end, the strategic partnerships were three-fold: 

1. Step 1: Aligning RARIP on existing national programmes and strategies.  
 

 Ministry of Labour, Social Affairs, Martyrs and Disabled (MOLSAMD) /  

National Skills Development Programme (NSDP): 
A Memorandum of Understanding (MoU) was signed between IOM and MOLSAMD on 

December 15, 2008 of an amount of $ 1,196,200 for the training of 2,571 returnees 

for a duration of 8 months. As agreed with IOM, NSDP used the existing body of 
tenders, from previous NSDP-supported contracts, and organized tender evaluation 

and recommended selection of training providers. The procedure for the selection 
was done according to NSDP procurement guidelines. Final selection of the training 

providers was approved by IOM. The technical aspects of the cooperation were 

covered by NSDP; the contractual and financial components were handled by IOM, 
directly with the training providers. Through this system, 6 training providers were 

selected: Herat (SDO and Area), Kabul (ADVTP and HWO), Farah (SDO and SEO),  
Nimroz (SDO), Bamiyan (SAB) and Kunduz (Jack). Nangarhar was not included in this 

agreement; but Zardozi, through a separate agreement, covered this component in 
Nangarhar 

 

 Ministry of Rural Rehabilitation and Development (MRRD) / Ru-Water, Sanitation and 

Irrigation Department (WATSAN Department): 
A Memorandum of Understanding (MoU) was signed between IOM, MRRD and the 

Ministry of Finance (MoF) on October 15, 2008 of an amount of $ 360,000 for the 
stabilization of returnee areas through provision of community infrastructures and 

joint implementation of water supply and sanitation activities in the seven provinces 

where IOM RARIP is operating. The project includes the development of water 
facilities such as dug wells and/or drilled wells fitted with hand pump, spring 

development, rehabilitation and/or expansion of existing schemes, construction of 
gravity and pipe schemes. A total of 114 water points and 342 demonstration latrines 

were planned, with the appropriate combination of hygiene education, community 
based operation and maintenance. Some 20,000 persons were estimated to be direct 

beneficiaries of the project. 

 
 Ministry of Rural Rehabilitation and Development (MRRD) / National Solidarity 

Programme (NSP): 

IOM started discussions with NSP in late summer 2009 to propose channeling funds 
through CDCs. The process did not match the usual procedures adopted by NSP, it 

was therefore agreed by both parties that IOM RARIP would directly contract NSP 

facilitating partners and work through the Community Development Councils (CDCs) 
set up by NSP. This was done in order to avoid delays with release of funds, which 

would have taken longer to reach communities through NSP/MRRD. At the time, 
given the timing of these discussions, it proved to be more time and cost efficient to 

connect directly with FPs in the field, by following guidelines set by NSP, rather than 

signing an MoU with MRRD/NSP. This was welcomed by both parties, as long as 
CDCs were used as a delivery mechanism for RARIP funds, alongside community 

contribution. 
 

 
 Step 2: Selecting other Implementing Partners (IPs).  

 

 Most of the funding was spent through IPs – some within national programmes, 

others independently. This allowed for built-in flexibility to select large scale as well 
as small scale projects but followed an ad-hoc process: in certain cases, NGOs were 
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contracted through national programmes; in others NGOs were approached directly 

by IOM; and finally certain IPs approached IOM for funds. Some NGOs had already 
existing activities; while in other cases IOM funds initiated the start of activities.  

 
 IPs approached by IOM RARIP staff based on experience and assessment of their 

similar programmes: Under this category fall agriculture programmes implemented by 

CRS in Herat and Bamiyan; water and sanitation activities by DACAAR in Nangarhar; 

drug treatment services through WADAN and Nejat which were already working 
under other funds; and CHA in Herat, taking care of the transportation of deportees, 

which had already been covered by IOM under other funds.  
 

 IPs who requested IOM RARIP funds: This is the specific case of Zardozi, in 

Nangarhar and Kabul, which approached the IOM RARIP management to look for the 
possibility to be funded. One contract was signed on  December 2008 and a second 

one in April 2009. The programme already existed and RARIP funds were added to 

previous funding. 
 

 
 Step 3 : Cooperation with other UN agencies.  

 

 IOM and UNHCR: 

The IOM RARIP staff has closely worked with UNHCR in various provinces to 
complement activities, such as for instance the shelter project in Jalalabad, 

distribution of NFis, the WATSIP (UNHCR was in the JTC). IOM also took over the 
caseload of Extremely Vulnerable Individuals (EVIs) and deportees at the western 

border with Iran. The emergency assistance component of the contract was thus 
fulfilled by continuing already existing activities which were, until then, taken care of 

by UNHCR. Since these activities fall under IOM mandate, such an evolution was 

welcomed by all parties involved, and monitoring was ensured jointly by IOM, UNHCR 
and the relevant line ministry. UNHCR kept responsibility over protection monitoring.  

This close cooperation between IOM and UNHCR is to this day unparalleled by other 
programmes. 

  

 IOM and UNODC: 

Under component 8 – community infrastructure – the IOM RARIP staff approached 
UNODC to work together on strengthening drug addiction treatment centers. A total 

of $200,000 was transferred to an UNODC initiative to assist drug addicts (mainly 
returnees from Iran and Pakistan) in Kabul. Based on this fruitful relationship, IOM 

and UNODC are now looking into continuing their cooperation at the border with 
Iran, in Herat.  

3.3.4. Information 
 

Providing a structure for monitoring and evaluation (M&E). The RARIP M&E approach had to 

be built from scratch, as no clear outline was provided in the project document, nor was there any 
budget for a specific staff member or unit tasked to systematically monitor and evaluate all activities 

throughout the seven provinces. This is partly because an M&E strategy was not specifically 

requested by the GoJ nor was it included in the proposal; the only budget line for M&E covered the 
need for a formal assessment towards the end of the project. As such, the M&E gap was overcome 

but was also inevitably fragmented since the funds and resources were insufficient. Given this reality, 
the system put in place was two-fold: outsource the M&E to implementing partners and set up joint 

technical committees – at the central and field levels – to bring together all stakeholders involved, 

such as meetings on a monthly basis, to discuss challenges and provide solutions for improved 
programme implementation. These committees regrouped representatives from the government 

(relevant line ministries), UNHCR, implementing partners and IOM. In addition, the implementation of 
programmes through IPs was accompanied by IOM involvement in the proper identification of 
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beneficiaries, timely identification of problems and assistance to IPs, presence of IOM staff in solving 

problems and in some cases in increasing capacities of IPs through the recruitment of engineers and 
other technical staff. 

3.3.5. Conclusion 
 

Setting the wheels in motion through effective management and team work. This 

introduction has provided an overview of project document & start up phase, that reveals a number 
of shortcomings, but the targets above are an indication that IOM RARIP has met – and exceeded – 

certain expectations, notably in terms of beneficiary targets, which shows that some pragmatic 
choices made in the start-up phase have led to positive and successful results. Although structural 

impediments have been highlighted by the staff themselves, their team work and dedication, 

perseverance and resilience have been noted by the research team. 
 

Overcoming initial constraints and challenges. Many of the imperfections of the project 
proposal were overcome by the programme management‟s strategy and the staff‟s implementation 

and monitoring efforts. The following points summarize how problems were solved and solutions 
provided to improve the overall programme process and results: 

 

 Staffing: the lack of an HR plan was solved by a multi-angled strategy: advertising positions 
through a recruitment process, hiring CTG staff and capitalizing on sub-office IOM staff 

involved on past or current IOM projects, to minimize delays in implementation; 
 

 Timeline: notwithstanding the fact that the initial timeline did not include the buffer time 

necessary for recruitment of staff to be finalized, several programmes were launched in a 
short period of time after the start of the contract, illustrating the management‟s commitment 

to programme implementation and service delivery; 
 

 Geographic scope: consultations with partner agencies and assessment of returnee areas 
allowed for the distribution of assistance programmes in the west (Herat, Nimroz, and Farah), 

central regions (Kabul and Bamiyan), north (Kunduz) and south (Nangarhar) to mirror the 

donor‟s interest in focusing on returnees from Iran first, and returnees from Pakistan second. 
This was achieved while keeping in mind security and logistical constraints; 

 
 Target population: the population of returnees – although not precisely defined in the 

project document – was broken down into two distinct groups: voluntary returnees and 

deportees. Extensive efforts were made to understand the profiles of these two returnee 
groups, tailoring assistance efforts to best address their needs; 

 
 Strategic approach: the original approach contractually agreed on with the donor was 

respected and further elaborated on through the establishment of partnerships with FPs and 
IPs, thus enhancing and reinforcing IOM‟s commitment to national programmes and avoiding 

duplication of aid efforts; 

 
 M&E: The M&E gap of the project proposal – with no inclusion of M&E staff or strategy – 

was overcome through IOM staff field monitoring, reporting and the establishment of joint 
technical committees with relevant stakeholders, for increased transparency and information 

sharing. 

 
The next section will review the project outcomes as well as perceptions from beneficiaries and 

partners alike (whether facilitating or implementing partners).  
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4. Conclusion 
 
The main lessons learned and detailed here will be built on in the next section to provide 

recommendations for future programming: 

 The major problem with the IOM RARIP programme was the lack of a clear 

project proposal or project document. The first element in ensuring an effective 
programme has to be the coherence of the proposal – in this case the resources budgeted 

and the technical proposal did not match the broad goals of the project. Too many different 

components – from emergency assistance to community development – were planned in one 
single programme. This is the responsibility of the organization drafting the proposal, as 

much as it is the responsibility of the donor receiving and approving the proposal. The terms 
of references, project document and project proposal should provide clear details on the 

strategy and implementation mechanisms to be adopted.  

 
 Without the existence of a solid proposal, the RARIP foundations for 

implementation and information were also compromised. Such a document should 

in effect contain some clear guidelines on: 
 

o Strategy (assessment of local context and needs, discussions with all stakeholders 
to avoid duplication of efforts and fill in the assistance gaps),  

o Design (staffing / HR issues, field office responsibilities, timeline),  

o Implementation (outsourcing vs. in house programming, identifying internal 
capacity and resources as well as partner‟s strengths and weaknesses), and  

o Information (sharing the strategy with the relevant line ministries and 
organizations, establishing a follow-up phase as well as an M&E procedure all along 

the project to avoid confusion and maximize partnerships and results);  

o Alternatively the key elements could be specified in an inception report, that is 
delivered 2 to 3 months down the road, and gives a better framework and detailed 

work plan to the programme. 
 

 Successful programme management: However, this report has outlined effective 

ways in which the RARIP management and staff at the central and sub-national 

levels have overcome obstacles and put in place effective mechanisms for 
implementation. The staff was able to respond to the shortcomings of the proposal 

through an effective ad-hoc programme strategy. This strategy focused on three important 
pillars: 

 
o Reflecting the geographic scope of returnee flows and addressing the specific profiles 

and needs of voluntary vs. enforced or induced returnees; 

o Partnering with FPs and IPs with the end goal of supporting national programmes 
and existing project cycles that had a proven track record, ability to cater to the 

needs of the target population and deliver services in the provinces covered by 
RARIP; 

 

o Building an M&E process without the necessary budget or funds for a thorough M&E 
structure but alternatively based on the involvement and technical expertise of IOM 

field staff and the establishment of joint committees with relevant stakeholders.  

Table 3 summarizes the positive and negative findings of the IOM RARIP programme by the 
evaluation team. 
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Table 3.  

Overall positive and negative highlights of the IOM RARIP programme 

Positive Negative 

 Effective coordination between IOM 

RARIP and UN agencies / NGOs, with 
new partnerships developed at the field 

level, indicating possibilities of further 
cooperation on future IOM programmes  

(e.g. IOM and UNHCR; IOM and 

UNODC). 

 An unrealistic timeline cause delays 

in the schedule of activities: for some 
activities it was reduced from an 18 

month programme to 4-6 month long 
activities, as recruitment of staff and 

signing of agreements took a lot of time, 

which had not been integrated in the 
initial proposal. 

 
 Legitimization of national initiatives 

and integration of activities into 

national programmes with the help of 
relevant line ministries (e.g. NSDP, and 

use of NSP structures).  

 
 Reinforcing existing programmes 

and providing NGOs with flexibility thanks 

to additional funds. This has been highly 
welcomed by NGOs as it provides them 

more leeway in using funds and 

opportunities for creative revisions of 
programme strategies, ultimately 

allowing them to better serve 
beneficiaries (e.g. Zardozi, CRS). 

 
 Integrating lessons learned on 

partnerships in future programming. 

The RARIP programme has served the 

purpose of showing the pitfalls of broad 
project documents and has provided its 

managers with the incentive to specialize 
future programmes on more specific 

components. 

 

 An ad-hoc approach and “damage 

control” process rather than a solid 

programme design: there was not 
enough thinking integrated in the 

proposal writing, with little harmonization 

of activities throughout the project 
components and 7 provinces. 

 
 Difficulties in logistical, finances and 

contractual arrangements, with  

delays in disbursing funds to IPs. 

 
 Too short a timeframe for most 

activities, limiting the impact of the 

assistance and negatively impacting 
NGOs/ beneficiaries. 

 
 This timeframe did not allow for a 

proper follow-up phase to be 

included in the activity design. This 

follow-up is missing from both 
implementing partner and IOM RARIP 

frameworks.  
 

 Delayed data collection, information 

gathering and database to keep 

track of beneficiary names and 
locations. This has partly been caused 

by technical problems and the incomplete 
information sharing by partners. The 

database should be completed by the 
end of September 2009. 
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5. Lessons learned for future programming 
 
The GoJ and IOM have a long lasting relationship and have worked together on providing 

programmes that are relevant to the needs and to the Afghan context. The different components 
covered in the IOM RARIP programme fit with an overall strategy that is in line with GoJ interests and 

IOM expertise. The findings of this evaluation provide key lessons learned for both GoJ and IOM to 

improve their partnership on future projects. 
 

5.1. Donor responsibilities 
 
The donor has a role in funding projects “the right way” by providing effective direction and ensuring 

that results are met in a way that best benefits all parties involved in the chain of project 

implementation and service delivery: IOM, facilitating partners, implementing partners and most 
importantly, beneficiaries. 

 
A. Strategy and design 

 

The main shortcomings of the RARIP programme stem from an unrealistic scope of work and an 
unadapted timeframe for implementation. This has caused increased pressure on IOM staff and 

resources, as well as on FPs and IPs. All partners involved, and beneficiaries, have highlighted the 
negative effects of insufficient project duration and the resulting limited sustainability of activities.  

 
The GoJ should have, in this particular case, split its commitment in separate projects:  

 

 One project addressing immediate and humanitarian needs: transportation and assistance to 

deportees, provision of NFIs, emergency shelter, temporary dwelling assistance; 
 

 A second project responding to reintegration needs: individual reintegration assistance 

through vocational training, business start-up and marketing training, agricultural and non-
agricultural work tool kits, business start-up grants, assistance to the return of qualified 

Afghans; 

 
 A third project focusing on a development agenda: community stabilization assistance 

through agricultural assistance, community relationship enhancement projects, infrastructure 

projects and capacity building of local authorities.  
 

Such an approach would have limited the scope of work of each project, rendering it more feasible 
under specific timelines and prioritizing the sustainability of efforts. 

 

Furthermore, each project timeframe should include: 
 

 A buffer period of 2-3 months for staffing purposes to avoid delays in the launch of activities. 

The donor has to keep in mind the lengthy process of staff recruitment and the inherent 
difficulty of finding high skilled local staff in the Afghan context; 

 A follow-up period of 4-6 months to assess the impact of the activities on the beneficiaries 

and to evaluate the sustainability (or lack thereof) of the programme.  

 
These two elements should be set as definite requirements of any future programme requests – with 

implementation of activities being planned for separately in the overall timeframe. 
 

B. Implementation and information 
 

The implementation approach can be two-fold: either through direct implementation by IOM, or 

through the outsourcing of implementation activities to NGOs and ministries. In the case of RARIP, 
the second option was selected as it was the only viable choice for the programme staff to respond to 

the multitude of components in such a limited timeframe. This strategy has proven relevant in 
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supporting national programmes (NSDP, NSP) and processes (ongoing activities by and expertise of 

NGOs).  
 

However, in order not to allow IOM to be more than an institution delegating funds or outsourcing 
activities, additional resources and budget have to be allocated for the recruitment of additional 

support and technical staff in charge of the design of activities and monitoring & evaluation practices.  

 
The GoJ, as the donor, can have a more effective input if it provides IOM in the future with: 

 
 More flexibility on the allocation of financial resources to be allocated to hiring additional 

support and technical staff, 

 A stronger interest in setting up an effective communications strategy, that would benefit 

both IOM and the GoJ in terms of increased visibility and improved “marketing” among 
stakeholders, 

 A specific requirement on establishing an M&E procedure that would allow for the staff to 

implement a harmonized and strategic M&E approach on a regular basis, including mid-level 

evaluation and impact evaluation. 
 

 

5.2. Organizational responsibilities 
 

Although IOM RARIP staff managed to overcome challenges and difficulties to implement a useful and 

so far well-rated programme, the resources and information available to the staff were insufficient. 
The recommendations outlined below are aimed at serving overall IOM programming design and help 

to improve future projects funded by the GoJ and other donors. Some of them overlap with donor 
responsibilities, as they are inherently shared responsibilities. 

 
These recommendations have been extensively explained in the internal report to IOM; as such a 

more concise version is reported here. 

 
 

A. Strategy and design 
 

1. Adopt a more realistic – and achievable – scope of work. 

 
Without closing the door to creative project ideas, the programme would benefit from a more limited 

number of components and a less ambitious scope of work. This would allow for a reduction of the 
number of partners involved (both FPs and IPs) and: 

- Economies of scale / optimization of resources (for IOM as for the IP) 
- Learning process, from one province to the other 

- Expertise development / capacity building  

- Easier monitoring & evaluation and measure of impact 
 

2. Provide programme staff with sufficient resources and support 
 

The shortcomings of the initial proposal meant that the programme staff did not have the resources 

or support it needed to effectively fulfill its responsibilities. Unnecessary pressure could be avoided by 
providing IOM management, support and field staff with: 

 
- A buffer between the launch and implementation phases: the start up phase could 

include (and resources should be planned for) an in-depth assessment exercise of 2 
to 3 months, contracted to an external agency / consultant if need be, that would 

allow to refine the program strategy and its design, while the implementation team of 

the program is recruited. This would be the opportunity to take advantage of the 
natural delay of recruiting a project team, and experience shows that a well designed 

and well staffed program of 15-16 months can give better results than a 18 months 
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program launched with a lack of design and an incomplete team hitting the ground 

running. 
 

- On the human resources aspect of the programme, a preliminary search for key 
management positions and a strengthening of sub-office human resources. The 

programme management had to respond to the lack of capacity of local offices: for 

example, recruitment for local office and technical staff had to be started from 
scratch, causing delays of a few months with the first local administrative position in 

Kabul being fulfilled in August 2008. In addition, the budget was not well broken 
down with no computer equipment and a low salary for local staff (not exceeding 

$1,200). The insufficient capacity of sub-offices capacity was a notable hindrance 
with the absence of an efficient management structure in Jalalabad and the lack of a 

head of office in Herat. Finally, no budget or human resources were provided for 

monitoring and evaluation.  
 

3. Create a checklist of indicators to systematically track results 
 

Independently from the programme components selection, indicators need to be provided in the 

initial proposal to allow for both donor and IOM to measure the progress and success of activities. 
The table below includes examples of indicators for specific programme components. 

 

 
 

4. Integrate information & management tools and resources to support programme 

implementation 

 
In dedicating a small portion of the programme funding to the set up of innovative information 

management tools, in partnership with local expert agencies (e.g. AIMS), IOM could position itself in 
a strategic manner, while serving the direct interest of the programme design itself.  

 
To effectively design a programme – across multiple provinces and components – it is key to have 

specific tools to use in each context. These include initial needs assessments, maps of projects 

implemented in each location and “who does what where” and statistics on the number of 

Examples of Indicators

Immediate humanitarian assistance

No. of EVI beneficiaries

No. of NFI distributed

No. of food items distributed

Number of shelters built

Number of beneficiaries assisted 

Occupancy rate

Temporary dwelling assistance

Occupancy after 6 months & 1 year

No. of weeks needed to build shelter

Amount of sums invested by beneficiaries

Agricultural Assistance

Number of demonstration plots

Number of farmers trained

Number of farmers who find the training 

relevant

Increase in the revenue of beneficiaries

Level of financial input from beneficiaries

Number of seeds/fertilizers distributed

Capacity Building of Local Authorities

Community Relationship Enhancement

No. of patients per doctor

No. of returnees reunited with families

No. of communities benefiting from 

treatment facilities

No. of CDCs / Shuras involved

No. of community leaders identified as 

partners

No. of community member beneficiaries

No. of ministry staff trained

No. of ministries targeted

Existence of SOW per employee

Split between admin vs. technical staff

Evolution of career of trainees

Autonomy of an M&E department

No. of technical staff per 100 people

No. of dollar spent per beneficiary

Breakdown of each dollar spent
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beneficiaries that fall within the SOW and the number of beneficiaries to be targeted for a sustainable 

impact on the communities.  
 

- In the coming years, innovative and useful software and maps will be developed and 
released to help improve programme planning and implementation. AIMS 

(Afghanistan Information Management Services) is currently working on a knowledge 

management system that would consolidate information on “who does what where” 
and integrate it on visual maps at the provincial level (current plot in Nangarhar 

province). IOM can, as of now, link up with AIMS and OCHA who have albeit limited 
but relevant information on the various socio-economic and development activities 

throughout the country. 
 

- If IOM does not have the resources internally, it could budget funding to have pre-

assessments of returnee profiles and needs to be carried out in each selected 
province. This will allow the programme manager to identify the strengths and 

weaknesses in IP proposals and provide expertise on return and reintegration 
patterns. This has in effect been implemented in offices where staff was available; 

but it was not done systematically. All of the IPs have the technical knowledge to 

implement their activities (whether vocational training or agricultural assistance); 
however, they could use IOM‟s expertise – and information from pre-assessments – 

to better tailor their activities to returnee needs. 
 

5. Build on RARIP staff’s experience and expertise for an integrated approach on 
IOM programming 

 

Capitalizing on the RARIP support and field staff will allow for a quicker project launch, more effective 
management and monitoring of activities, including an established network of contacts with other 

partners and stakeholders. 
 

There is a timely opportunity to reinforce the existing capacity of IOM staff by providing the RARIP 

team with the prospect of developing their knowledge, using their contacts and benefiting from new 
resources on other programmes. As the turnover in international staff is a common issue in 

Afghanistan, building up a solid local staff base will improve overall programming. 
 

This is the opportunity for IOM to develop a strong expertise on deportee issues when 

most of the reintegration assistance framework in Afghanistan has evolved around voluntary returns. 
Important flows of deportation in the West, and a trend for cyclical and continuous irregular migration 

to Iran, represent new challenges in terms of protection and reintegration assistance which should be 
addressed by IOM, as the main agency responsible for migration and population movements in 

Afghanistan.  
 

 

6. Streamline finance schedules and payments 
 

This evaluation has highlighted problems related to delayed finance schedules and payments. In a 
number of cases, this seems to be due limited human resources; other technical / administrative 

roadblocks are probably also to be lifted.  

 
Although Altai did not have a mandate to dig into financial & administrative processes in this mission, 

it seems that a specific focus should be put on streamlining these tasks, especially in the case of IOM, 
which is known to have rapid & efficient processes to kick-start programmes and move funding 

around the country, and has built on this reputation.  
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7. Establish effective and systematic M&E processes and resources 

 
The key to understanding the real perceptions and impact on beneficiaries is to create an objective 

assessment process, based on indicators defined by IOM and an M&E implemented by 
IOM (an example of a checklist of indicators has been provided in recommendation 4). At this stage, 

official surveys and M&E have been compiled by the implementing partners, thus providing only a 

subjective assessment of the programme‟s success and progress. 
 

 IOM should include, for each programme, a budget line to cover a specialized M&E staff 

member. This M&E should be built within a broader knowledge and information management 
system relying on a database of all information collected (socio-demographic profile of 

beneficiaries, types of activities, progress of activities etc.). 
 

 A program of this size and calibre should also include an impact assessment and follow-up 

component (up to 4-6 months following the end of activities) to ensure that the objectives of 

RARIP have been met.  
 

 

 
 

 
8. Improve communications and policy initiatives for increased coordination with 

partners and stakeholders 
 

Once a strategy has been built, the design has been finalized and the implementation plan has been 

sorted out, we recommend to then focus on a simple communications strategy to publicize 
programme objectives and mandate to all stakeholders involved – from the top (ministries, agencies, 

NGOs) to the bottom (community leaders and members). This will avoid (i) confusion on the 
programme goals, resulting in improved cooperation and coordination, and (ii) duplication of efforts, 

and a better use of donor funding. 

 
IOM can further take on the responsibility of influencing decisions at the policy level. 

More systematic interactions and dialogue with relevant line ministries (MoRR, MRRD, 
MoLSAMD) and partners (UNHCR) at the organizational level will ensure better 

cooperation and coordination of activities. 
 

One of the successes of RARIP has been the ability of the staff to work more closely with UNHCR and 

national programmes (NSDP, NSP). This can be capitalized on to develop a more systematic working 
relationship with these partners, across all programmes. 

Monthly 

Quarterly

Annual

Mid term

End of project

Tracking (Monitoring) Outputs Assessing (Evaluating) Outcomes 

Frequency

Type and level 

of information

Research 

methods

Audience

Results/outputs of project activities; what 

was done and what were the 

immediate results

Longer-term changes occurring as a result 

of completion of all project activities

Recording information using participant 

questionnaires, journals, activity 

evaluation forms (e.g., workshop, 

focus group, feedback form)

Formal: combination of document review, 

key informant interviews, focus 

groups, survey, etc., depending on 

project research resources

Donor

Internal stakeholders, project staff

Partners 

In-depth report, with executive summary 

Internal and external stakeholders, 

including donor
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Annex 1: Beneficiary profile assessment 
 
The information provided in this annex is intended to shed light on the socio-economic profiles of 

current RARIP beneficiaries, their migration history and conditions of return. This assessment is being 

shared with IOM in the hope that it will provide background information useful for future 
programming purposes.  

 

Socio-economic profile 
 

Age groups 
The highest percentage (37.7%) of beneficiaries surveyed fall under the “25 and below” 

age group, and the majority (62.8%) are under 35 years of age, as illustrated in graph A-
1. Out of the 363 people interviewed in Kabul, Nangarhar, Herat and Bamyan, ages range from 15 to 

80, with a median at 30 and a mean at 33. 

 
Graph A-1. Age group of beneficiaries at the time of interview (%) 

 
 

Gender breakdown and marital status 
In line with the original target of integrating a gender focused approach, 54.3% of the beneficiaries 

interviewed are men, and 45.7% are women. The majority of beneficiaries (63.6%) is married, with 
28.4% who are single, 1.7% engaged and 6.3% widow/widowers. The single category is mostly 

represented by single adult men, representing 70.9% of the single category and one fifth (20.1% of 
the overall population surveyed. 

 

Country of exile vs. Current province 
The breakdown of beneficiaries having lived in exile in Iran and Pakistan reflects 

geographical proximity and religious/cultural affinities: beneficiaries in Nangarhar all sought 
refuge in neighboring Pakistan, while nearly all Herati interviewees (98.9%) had lived in Iran. Kabul 

and Bamyan reflect a more balanced breakdown: 76.9% of Kabul interviewees had gone to Pakistan, 

and 72.8% of predominantly Shiite Bamyan had gone to Iran. 
 
Graph A-2. Breakdown of beneficiaries living in exile in Iran / Pakistan, by current province of residence (%) 
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Province of origin and ethnic group 
The provinces of origin follow closely the current province of residence with, in order of 
importance, Bamyan (26.2%), Herat (22.3%), Nangarhar (22.0%) and Kabul (18.7%).  

The remaining 10.8% are split between: Kunar (1.9%), Ghor (1.7%), Ghazni (1.4%), Maidane 
Wardak (1.4%), Laghman (1.1%), Logar (1.1%), Paktia, Panshir, Parwan, Pakisa and Mazar, 

representing less than 1%. 

 
It is interesting to note that the ethnic breakdown favors Pashtos (41.6%), followed by Tajiks 

(26.7%), Hazaras (24.5%), Turkmen (2.5%) and other groups (4.7%). As such, the sample chosen 
for this evaluation survey mirrors the ethnic distribution across the country (graph A-3). 

 
Graph A-3. Ethnic breakdown of surveyed population (%) 

 
 
Level of education 

56.5% are illiterate. Out of the 43.5% literate beneficiaries, 31.6% have reached lower secondary 
school, 28.5% have finished primary school, 23.4% graduated from high school, and 5.7% from 

university. The remaining 10.8% have enrolled in informal education, such as religious schools or 

vocational training. 
 

Household situation 
Only 38.0% of the beneficiaries interviewed are heads of their household. This is naturally 

the case since only 10.8% of women are heads of their household compared to 60.9% of men, 

therefore bringing the overall average down to a little more than one third of the population 
surveyed.  

 
The average household is composed of 9 family members. In most cases, the beneficiary 

interviewed is the sole breadwinner of the family (53.2%). Only 37.2% of these households 

have 2 income generating HH members, 6.9% have 3 income generating HH members, 2.2% have 4, 
and 0.6% have 5. 

 
Sector of Activity 
12.7% of the interviewees were unemployed at the time of interview. This is in line with 
other surveys done on the topic of return and reintegration in Afghanistan.3 Given the focus on 

female beneficiaries in this evaluation, 21.8% of the surveyed population was recorded as „working at 

home‟. 
 
Out of the active population, 49.6% work in professional, scientific and technical activities; 13.4% in the 

construction sector and 13.4% in the agricultural sector (table A-1). 

 

 

                                                           
3
 The December 2008 report on Afghan deportees from Iran (Altai Consulting) included 12.9% unemployed interviewees. 
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Table A-1. Activity sectors of beneficiaries (%) 

 
 
Assessment of skills 
35.3% state not having any marketable skills. The majority 64.7% has at least one marketable 
skill. When asked to name their strongest skill, beneficiaries mentioned the following: tailoring 

(14.6%), agriculture/farming (5.5%), embroidery (3.9%), mobile repair (3.9%), carpentry (3.6%), 
driving (3.6%), beautician (3.3%), carpet weaving (2.5%), masonry (2.5%), metal workshop (2.5%). 

 
Monthly income and monthly expenditure levels 
As illustrated by the graphs below, the income and expenditure levels recorded by each 

beneficiary is almost identical, with most interviewees being able to live off of their 
income to provide for his/her and their family’s needs. The average monthly income is close 

to $155, with a median at $120. In almost identical proportions, the average monthly expenditure 

level is closer to $151 with a median at $120. 
 
Graph A-4. Monthly income level (%)                       Graph A-5. Monthly expenditure level (%) 
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Migration history 
 
Duration of exile and date of return 
Almost half of the beneficiaries (48.2%) have spent 10 years or less in their country of 
exile, with the highest group (25.9%) under 5 years (graph A-6).  

 

74.3% decided to return after 2001, with a natural return peak recorded in 2001 
(18.2%) and 17.8% returning since 2007 (graph A-7). 

 
Graph A-6. Time spent in exile (%)                               Graph A-7. Year of return to Afghanistan (%) 

     
 
Province of return 
Overwhelmingly – 84.8% of the sample interviewed – these refugees decided to return 
to their province of origin; after which 86.8% stayed in the same district, with only 

13.2% being affected by secondary displacement trends.  
 

Of these 13.2% people, about half have left again due to economic hardship, while the other half 

relocated to have better access to services, a better security environment, a stronger support network 
(graph A-8).  

 
Graph A-8. Reasons for secondary displacement (%) 
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Voluntary vs. enforced returnees / deportees 
70.0% returned to Afghanistan and 30.0% describe themselves as deportees. The majority 
of these are people who left with their families under perceived threat or pressure from the 

neighboring governments, with a peak of deportees reported first in 2007. 
 

As illustrated in the graph below (A-9), most of the induced returnees / deportees are now located in 

Nangarhar, followed by Bamyan, Herat and Kabul. This raises two interesting points: first, that Herat 
and Kabul are a hub through which induced returnees / deportees travail, but where they do not 

permanently relocate; second, that Nangarhar is specifically affected by trends of refugees returning 
under pressure due to the Pakistani government or authorities‟ harassment, the deteriorating security 

condition in some areas of Pakistan and 2008 camp closures.  
 
Graph A-9. Breakdown of voluntary vs. enforced returnees / deportees by province of residence (%) 

 
 
In addition, a higher number of induced returnees admitted that the activities they were enrolled in 

through the IOM RARIP programme (such as vocational training) were not adapted to their skills (as 

illustrated in graph A-10). 
 
Graph A-10. Relevance of activities for returnees skills: voluntary vs. enforced returnees (%) 
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Conditions of Return 
 
Immediate assistance upon return 
68.0% of returnees received assistance in the immediate stages of their return, mainly in 
the form of UNHCR assistance towards their repatriation. Only one of the returnees mentioned having 

received immediate assistance from IOM.The type of assistance received was very specific to 

immediate humanitarian needs, such as water, food, emergency shelter, or financial assistance in the 
form of the UNHCR cash grant.  

 
Graph A-11. Immediate assistance received upon return (%) 

 
 
Assistance in the location of return 
28.9% consider not receiving enough (or any) information on the assistance available in 
their location of return. The majority (55.2%) relies on word of mouth to informally obtain 

information on assistance opportunities, 13.2% are informed by local organizations and 2.2% by the 

government.  
 
Graph A-10. Information about available assistance (%) 

 
 
 
Access to services 
The majority of beneficiaries – 59.5% – report not having access to adequate services. 

The remainder reporting having access to training opportunities (10.5%) and educational services 
(4.1%). Access to loans, health services or employment services are marginal, and close to none, as 

they represent less than 1% of the population surveyed. 
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Graph A-11. Access to services (%) 

 
 
Major difficulties and immediate needs upon return 
The lack of access to housing (47.9%), poverty (25.5%) and unemployment (20.1%) are the top 
ranked difficulties faced by returnees interviewed, right upon their return. Poverty and the lack of 

employment combined are at par with the need for housing. 
 

When asked to mention their most immediate need for reintegration, beneficiaries highlighted the 

need for long term housing / shelter programme (61.2%), immediate and short term assistance 
(8.0%) in the form of water, food, shelter and transportation.  

 
Medical treatment is not the first need mentioned by beneficiaries; however, when asked what their 

second and third most important needs were, 4.7% and 7.7% of beneficiaries rated medical 

treatment as their main need upon return. 
 
Graph A-12. Major difficulty upon return (%)                  Graph A-13. Most immediate needs upon return (%) 

      
 
Duration of time needed to find employment 
Of those who were employed at the time of interview, the majority (51.9%) had to wait 

over a year to find employment, with the second biggest group (16.5%) spending between 3 to 6 
months before finding a decent employment opportunity. 
 
Graph A-14. Time spent finding employment (%)                   
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Annex 2: Snapshot of activities, by province 
 
To provide a context to the comments made in previous sections, we have decided to include here a 

snapshot of activities, choosing 1 activity per province: Kabul, Nangarhar, Herat and Bamyan. These 

4 examples provide concrete examples of the IOM RARIP project strategy, design, implementation 
and information processes. The evaluation of these activities‟ strengths and weaknesses are to be 

taken as representative of other activities – the list of all activities being too long to be covered in this 
report.  

 

For each province, we have chosen to highlight one programme which stands out in quality and in its 
capacity to respond to the context, the needs and the particular framework of RARIP. After each 

activity presentation, we will assess the important „next steps‟ for improved programmeming on the 
part of IOM. 

 
 

Kabul: Jangalak rehabilitation center for drug addicts (Nejat & WADAN) 
 
Abdul Matin, Gholam Hassan, Habibullah, Reza, Golagha and Mohammad are aged between 25 and 

36; and beyond their drug addiction, they share an experience of migration and return. Most of them 
were exiled in Iran, between 6 and 24 years, until they were deported back to their country of origin. 

Golagha and Mohammad lived in Pakistan for 4 and 5 years respectively, returning voluntarily in 2005 

and 2009. These six men come from different provinces in Afghanistan – Kabul, Panjshir, Sare Pul, 
Daikundi, and Balkh – one of them was born in Iran and had never lived in Afghanistan before being 

deported.  
 

Their addiction determined their path of return: they all resorted to a homeless and destitute life, 

squatting an old Russian Cultural Center in Kabul, either due to a lack of family and network in 
Afghanistan (primarily for those deported alone from Iran, separated from their families), or due to 

the social taboo surrounding their addiction (forcing returnees from Pakistan to dissociate themselves 
from their loved ones). 

 
In 2009, more than a 600 drug addicts were living within the walls of the old Russian Cultural Center. 

Their situation entered an emergency phase in the winter. The Russian Embassy claimed to want the 

premises back and the Afghan national parliament took an interest in rehabilitating the building; the 
president‟s office was informed of the basic assistance needed to protect these men from starvation, 

cold and death. An emergency committee was organized by the Ministry of Public Health (MoPH), and 
UNDOC took the lead to mobilize UN agencies and the government, along with support from IOM, 

WHO, UNICEF, UNHCR and NGOs.  IOM RARIP was involved from the onset of this response 

programme. UNODC drafted a short term strategy and called on NGOs to provide for emergency 
funding. Biweekly meetings were organized in the winter 2009 and a treatment facility was 

inaugurated in February 2009. 
 

In May 2009, IOM RARIP committed $200,000 to implement the following activities: 
 Basic Rehabilitation of the Jangalak center into a treatment center for drug addicts, 

 Pretreatment motivation, 

 Provision of residential treatment services, 

 Aftercare services, 

 Detoxification, 

 Rehabilitation and re-integration, 

 Nutrition, 

 Referral services to vocational training centers for patients. 

 

This funding covered 4 months of activities for 400 beneficiaries through 2 implementing partners: 

 
 NEJAT has been active in Afghanistan since 2002, as an independent Afghan NGO, 

implementing various drug dependent rehabilitation projects in different parts of the country. 

Its staff is running a day care center and a residential programme with 10-bed facility, a 
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community home based detoxification programme for women and children in Kabul‟s Old City 

(Kharabat), a community youth center with HIV prevention and education and an outreach 
programme. These initiatives have been respectively funded by Caritas Germany, Norwegian 

Church Aid, UNODC, UNESCO and DOI. 
 

 WADAN (Welfare Association for the Development of Afghanistan) has been active in 

implementing various drug dependent rehabilitation projects in Afghanistan. WADAN has 

been delegated by the Ministry of Counter Narcotics (MCN) and MoPH to implement drug 
dependent rehabilitation projects. The NGO runs give comprehensive drug treatment centers 

in Gardez, Kandahar, Helmand, Maidane Wardak and Khost provinces with outreach 
community-based and home-based services for drug addicts. WADAN also runs two drop in 

centers in Logar and Ghazni provinces and implements several drug awareness projects in 
different parts of the country.  

 

 Both Nejat and WADAN started, with their own funds, the treatment of drug addicts of the 

Russian Cultural Center. Before IOM intervened through RARIP funds, these two NGOs had 
already treated 200 individuals. 

 
Impact. The overwhelming response from beneficiaries met at the Jangalak center was positive: the 

immediate needs had been successfully addressed. “The first few days were very difficult: we were 
losing it and were insulting the nurses and doctors. Little by little, our mental and physical health 
improved. Now we receive rehabilitation and religious classes. We understand better the impact and 
risks. I feel like a human being again.” 
 
Mohammad, 26, explains that “most of the beneficiaries here didn‟t want to come; we didn‟t 
understand the opportunity offered to us. We were forced to leave the Russian center and come 
here. Now that we have been through the programme, it has changed our lives; for now at least. But 
who knows what will happen next?” 
 

Sustainability. The assistance given to them was a timely intervention to respond to what UNODC 
called an emergency situation, but it is not a full-fledged treatment programme. This activity falls 

under the IOM umbrella as more than 90% of the beneficiaries are returnees from Iran and Pakistan. 

However, it falls short of the population stabilization and reintegration objective at the heart of 
RARIP. It is a first step in the right direction; one that needs to be supported through a an increased 

provision of financial resources. With the amount budgeted in the RARIP financial proposal, this was 
the extent of the intervention possible at this time. 

 
 All six men said that with no other assistance after this 1-month programme, they will most 

likely relapse and go back to square one, not having the networks in place to move on from 

rehabilitation to reintegration. 

 
 The 4 deportees from Iran stated their intention to go back to Iran, illegally, upon leaving the 

programme, to reunite with their families. 

 
 They explained that the help provided corresponded to their immediate need; but that the 

duration was short of a full programme and that certain activities were missing: e.g. 

vocational training activities and employment placement programmes. These were supposed 

to be provided by Wadan and Nejat through their ongoing programmes – and hence were not 
duplicated by IOM RARIP funds. 

 
 The facility has limited space, with ten patients in one room: they get bothered by the noises 

of others, and do not have enough privacy at difficult times during the treatment phase. 

 
 Drug addicts wait in the shelter area to move up to the 2nd floor for treatment. A suggestion 

was made to accommodate the first floor to start treatment activities there as well. The 

demand is overwhelming compared to the response. 
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Looking ahead.  The current contribution contract for service delivery by NEJAT and WADAN will 

end on August 31, 2009. To avoid the fall of this newly established drug treatment facility center, 
additional sources of funding are needed to respond to the basic needs of these men, mainly 

returnees from Iran and Pakistan. This falls under the responsibility of UNODC – as the agency in 
charge of this joint effort. To also avoid the relapse of the 400 men treated through this programme, 

the assistance will have to – in the future – be more broadly designed to incorporate a mechanism for 

training and employment opportunities. Otherwise, the chances of relapse and illegal migration back 
to Iran or Pakistan will remain high; defeating the overall purpose and objectives of the RARIP 

programme. On this note, IOM RARIP staff tried to link them to other agencies working for the 
rehabilitation of drug addicts, such as NSDP.  

 

     
Nejat Center Residential Programme,        Wadan Center Residential Programme, 
Jangalak Treatment Center, Kabul                    Jangalak Treatment Center, Kabul 

 

Bamyan: self-employment support for returnees (SAB) 
 

On 31 March 2009, IOM RARIP entered in an agreement with Solidarité Afghanistan Belgique (SAB) to 
fund and implement an individual reintegration assistance programme aimed at selecting, training 

and linking returnees from Iran and Pakistan for self or wage employment opportunities in Banyan. 

The contract was signed for an amount of $82,308, with the initial plan to start on February 1st, until 
31 July 2009 (6 months), and targeting approximately 300 Afghan returnees. A month and a half 

later, on 17 May 2009, IOM, NSDP and SAB signed an amendment to this agreement for an additional 
$64,045 to fund a second group of VT and BDS 335 beneficiaries.  

 
As such, the programme changed and was organized in two phases which were launched 

simultaneously, as both contracts were dated to 31  March 2009.  

 
SAB is now in the follow-up stage of its programme. By August 2009, its staff had fully reached its 

target of 635 beneficiaries: 
 70 vocational training beneficiaries, who started with no skills and are now able to use some 

of the learned skills towards an income generating activity; 

 565 business development support beneficiaries, with prior skills, of which 

o 225 are women, and 

o 340 are men. 
 

The research team met with six women participant of the phase 2 projects. These women were 
chosen for their ability and willingness to make an investment in cash or kind to a new enterprise 

they wished to start and for their characteristic as female household breadwinners. The initial output, 

as outlined in the agreement, was for 75% of the returnees in phase 2 to be selected for self-
employment training operating small business within six months of the project commencement. 
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The key element of the project is the provision of a skill enhancement programme (including literacy 

courses) in combination with an in-kind grant (toolkit) designed to meet the specific needs of the self-
employed activity. This is a one-on-one approach suited to the individual needs of each beneficiary.  

 
Impact. The village in Hajdar valley, Bamyan, selected for the focus group, has seen an important 

inflow of returnees since 2002. Five years ago, there was no village, or houses in this area. Everyone 

in the village is a returnee, having received land through the government. SAB has chosen the 
neediest among the population for its training programme. 

 
The six women interviewed for this focus group – Fatima, Basbi, Soghra, Sadigha, Banoo and Anisa – 

all lived in Iran, between 13 and 25 years of exile, before returning to Afghanistan and their province 
of origin, Bamyan, in 2004 and 2005. They are now aged between 18 and 36, with some level of 

formal or informal education, and readily available to give us information on their reintegration 

process. 
 

They have all received training from SAB to use their skills in machine and hand embroidery for an 
income generating activity to support their households. They are very vocal about the benefits of the 

training received, but more skeptical about the post-training phase of the support. 

 
 On the content of the training, the response is unanimously positive. The beneficiaries have 

acquired knowledge of production cycles and marketing skills. “Before this training, we did 
not know anything about training or business: now we understand that we can cover our own 
costs, buy raw materials, make some embroidery and save the money made from their sale 
to earn profit. It is a cycle through which we will be able to then buy more materials, produce 
more and earn more.” 
 

 One of the major added values pointed out by these women beneficiaries is the ability to 

build on skills they already possessed to develop their business. They had not taken the 
initiative on their own because of poor planning skills. “The content of the training was very 
beneficial mainly because I had never understood before how to use my skills. Now I know 
how to plan ahead and make money. It was important to learn about seasonal work, when to 
expect income and how to plan the future based on estimates of our cash flow.” 

 
Sustainability. The project approach is based on targets of sustainability and ownership. Through 

10-day BDS training, participants have learned how to make a step from a non-commercial, 
unorganized and unstable activity toward a more customer oriented and viable activity. In this 

particular case, the sustainability goal was tainted due to the fact that the women beneficiaries had 
not received their toolkit, containing the equipment needed for their embroidery activity.  
 

 Untimely aid delivery has compromised the sustainability of SAB training efforts. As one of 

the focus group participants explains, “We should have received the equipment by now: we 
do not have the raw materials we need to use our skills and earn an income. We had a little 
bit of materials ourselves, but we have used it up, and now we don‟t have any money to buy 
more. We are waiting for the first investment to be given to us, as we were told, so that then 
we can build on this donation to make profit and buy more materials, as we were taught 
during the training.” 

 

 For the interviewees, the fact that they have not received their toolkit means an inability to 

put in practice lessons learned from the training. Sadigha explains that “we had a lot of 
weddings this season but we missed the opportunity to sell our embroidery and earn an 
income because the equipment was missing. It has now been 2 months since our BDS course 
has ended and we are still waiting – this is counterproductive, given the teachings we had 
received on how to plan our work seasonally.” 

 
Looking ahead. “We knew how to work but we did not know of the opportunities to use our skills. 
SAB has led us to a world of opportunity which we now know we can have, provided that we are 
given the first push of help needed to start our activity.”  This testimony from one of the beneficiaries 
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sums up the successes and challenges of this RARIP funded programme. Looking ahead, it is 

important to put more weight on the timely and efficient delivery of goods and services. It has been 
highlighted as one of the weakness of the RARIP approach in the quantitative survey – and is again 

mentioned here, by the beneficiaries and IP staff alike.  

 

Herat: Expand and improve sustainable agriculture-based livelihood (CRS) 
 
IOM RARIP has added funds to a 3-year, ongoing programme of the Catholic Relief Services (CRS) in 

Herat and Bamyan, namely the Agroenterprise Development Alliance (ADA) which aims to enable 
rural and peri-urban households to expand and improve sustainable agriculture-based livelihood 

through market-oriented agricultural development. The current ADA programme started in 2007 and 
will end in 2010, with funding from USAID, CAFOD, FAO, CRS private funds and most recently, since 

December 2008, IOM funds. The RARIP funds ($949,918) have allowed CRS to expand its coverage 

to include deportees and returnees from Iran and Pakistan. 
 

Overall, the IOM grant targets 3,000 rural households in seven districts of Herat Province (Injil, 
Gozara, Zenda Jan, Pashton Zarghon, Karukh, Obeh, Kushk) and one in Bamyan (communities in the 

vicinity of Bamyan Center). In March, IOM approached CRS about the provision of $150,000 in 

additional funding for community infrastructure. An amendment to the original contract is being 
signed during first week of June, with work having already begun on activities starting in March and 

April. 
 

IOM grant funds are being used by CRS/ADA to implement the following activities:  

- Greenhouse Cultivation and Marketing of Winter Crops, 
- Multiplication of Quality Varieties of Seed, 

- Extension Support of High Value Crops, 
- Improving Water Systems and Watershed Management, 

- Supporting Small-Scale Dairy Production and Marketing, 
- Promotion of Women‟s Livelihoods through Self-Help Groups and Poultry-Raising. 

 

In Zenda Jan district, Herat province, our research team held a focus group with 6 beneficiaries 
enrolled in the greenhouse production and seed multiplication programmes of CRS. These men – all 

returnees from Iran, are aged 28 to 44, all voluntary returned from Mashhad in Iran after 5 to 11 
years of exile. They are a community of farmers and as such, the help received from CRS matched 

their needs and profile, individually and for the community. 

 
Impact. The help provided by CRS has been beneficial for the people of the community in general. 

Agriculture training was new for the beneficiaries who, in their own words, had never really 
understood how to grow their plans, increase their production, acquire knowledge of new varieties of 

vegetables and link their production for sale on local and regional markets. The focus group 
participants highlighted the achievements below. 

 

 Timely and efficient delivery of services: “We received efficient and timely help from CRS 
during the winter season: we were able to have good vegetables even during the toughest 
times of the winter thanks to our training in greenhouse production.” 
 

 Beyond agriculture training, farmers have received seeds and training in proper seed 

multiplication techniques, with practices on specific vegetable crops. The increased availability 

of quality seeds has benefited not only for the farmers producing them, but nearby 

communities and farmers accessing local and regional markets. For the farmers multiplying 
seed, it has proven to be a profitable enterprise, as there is often high market demand for 

quality seeds. “CRS gave us seeds to continue our work: this benefited directly 20 families in 
the community but the impact was larger because everyone benefits from our products and 
others learn from us and are able to reproduce certain production patterns.” 
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 In Herat Province, many farmers will sell their seed to Noor Brothers, a seed processing and 

packaging company that purchases seed from CRS supported farmers at 20% higher than 

market prices if seed meets agreed-to quality criteria. As a result, farmers have been able to 
multiply seed as an enterprise activity, while local availability of quality seed is increased. 

“Now, we can link our production to the local market as CRS has successfully built a 
contractual relationship between us and the buyers in the market.” 

 
Sustainability. The main added value of working through CRS‟ ADA programme is its duration: 
beyond the 8 months of the IOM RARIP grant, CRS will be continuing its activities until 2010, with the 

same communities and beneficiaries.  
 

 This help has not only benefited the selected beneficiaries, but the community at large. Other 

community members have learned from the direct beneficiaries to improve their own farming 
skills. As one community member explained to us, “The benefit of CRS‟ work is not only 
restricted to the direct beneficiaries: we all can live off their work, and learn from each other, 
to improve our production and to live off of it throughout the year, regardless of the 
seasons.” 
 

 This ADA approach guarantees hands-on practical training as well as follow-up. In Herat, the 

training on proper greenhouse structure and installation as well as greenhouse cultivation 

ensures optimized production and crop calendar for better marketing results.  

 
Looking ahead. The IOM RARIP decision to fund the CRS ADA programme happened half way 

through a 3-year programme. These funds allowed CRS to initiate a pilot experience, bringing 
together agriculture and watershed components, especially with self help groups. The impact of IOM 

has been to encourage CRS to expand its activities to integrate returnees and has allowed the 
implementing partner to take on a more integrate approach in its programming. The fund was a great 

push, allowing for more flexibility and meeting the goals of CRS in terms of funding. These are the 

type of grants the organization look for with, in the future, the hope to see such grants extended 
beyond short term timelines (here 8 months) to cover 2-3 year programming to focus on 

sustainability and ownership. This category of funds, nearing $1 million, could have typically been 
used for a longer duration of programming. 

 

 
Greenhouse cultivation, Herat Province                   Wheat demonstration plot, Herat Province 
CRS           CRS 
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Nangarhar: Training and employment of women returnees (Zardozi) 
 
IOM and Zardozi (Markets for Afghan Artisans) signed their agreement for $60,000 in December 2008 

for an 8-month project. On 22 April 2009, a second agreement was signed for $80,000 from 1 April 
2009 to 31 August 2009) for the expansion of Zardozi programmes in Kabul and Nangarhar.  

 

At the time, Zardozi had running programmes involving returnees in Jalalabad and Kabul, with funds 
from Oxfam, Novib and GTZ. The two agreements therefore built on the already existing marketing 

infrastructure of Zardozi to focus on covering the capital and training costs of a new manufacturing 
center to train and employ women returnees from Pakistan and Iran. The second agreement is a 

different kind of project, linking skilled women to higher value markets. 

 
The goal of the second agreement with Zardozi is to work with women sales agents and home 

producers to: upgrade design, improving quality of products and connecting producers to forge 
market linkages through the capacity building of women intermediaries. Trainings are provided to 

them on tailoring, embroidery, quality control, order management and sizing, after which prospective 
markets for finished products are located for the sale of the produced items.  

 

The targets of the two agreements were to: 
 100 women returnees to be trained in tailoring and embroidery, and eventually employed 

with Zardozi, 

 200 female home producers in Kabul and 50 families in Nangarhar to be linked to markets 

where they can sell their products at a higher price through female sales agents, 
 50 women tailors supplied with tools and equipment packages to improve their capacity to 

provide village-level tailoring services in Nangarhar, 

 17 female sales agents selected, trained and mentored from among the returnees, 

 17 female sales agents provided with marketing support, 

 3 capacity building training courses for 50 women tailors in Nangarhar, 

 5 new products designed to be developed and introduced to the home producers. 

 
Impact. The IOM RARIP grant provided Zardozi with more flexibility and a great financial base to 

expand its programme and reach its goals more efficiently. The funds received from Oxfam had 

financed a 3 year programme but the funds were tight.  
 

 The added value of Zardozi is the training complemented with market linkages: producers are 

now directly linked to the market through sales agents. As explained to us by a Jalalabad 
women beneficiary, “we are professionalizing our skills and having a direct impact on the 
economic well being of our family first, and of our communities second, as we sell our goods 
on the local market.” 

 

 This programme builds on great community participation and an indirect cooperation with 

other local NGOs: the women selected already have some training through other NGOs such 
as AWBF and EMDH. They had already enrolled in literacy classes, and were selected by sales 

agents from their area, to ensure a close working relationship and monitoring. As explained 

to us by a Jalalabad women beneficiary, “The assistance was very beneficial: it has provided 
us with new opportunities in tailoring, building our own skills and knowledge acquired 
through other programmes. Having followed literacy classes, I am now able to apply my 
ability to read and write to an income generating activity.” 
 

 Beneficiaries are provided with the initial impetus to work: Zardozi gives them the designs, 

the training and marketing knowledge, as well as the equipment to use their skills in a 

productive way. “Zardozi was very good at counseling and advising us about the benefits of 
this programme and how this programme could improve our household‟s financial situation.  
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Sustainability. Zardozi‟s programme is well established, through a clearly defined strategy, 

implementation process and M&E.  
 

 An external evaluation completed in 2009 allowed Zardozi to adapt its training to the market. 

This evaluation has been used to better understand the fashion industry in post-conflict 
settings and the functioning of local market structures in Afghanistan. Zardozi is now working 

\towards improved market research, the development of new designs and talents, in Kabul 

and Jalalabad, which are the right urban centers to implement this model: there is a high 
demand in these locations, dynamic influence from Pakistan and easy access to inputs and 

traders.  
 

 The impact of the Zardozi programmes goes beyond individuals and their households; their 

communities are also benefiting, directly or indirectly. Beneficiaries have integrated the 
lessons learned and built a system by which their knowledge can be shared. As an example, 

Wahida, one of the focus group participants in Jalalabad stated that “whenever one of us 
learns a new skill or how to better make or sell a design, we teach all the other beneficiaries 
and other women in our communities. People now know that they can benefit from putting in 
more efforts to learn and apply their skills and use that to buy equipment for themselves.” 
 

 Building on lessons learned through GTZ-funded programmes, Zardozi is now using the IOM 

RARIP grant to add in more training and equipment (toolkit) components. This assistance is 

in the process of being improved, as there is still room for progress: “The assistance does not 
fully respond to our needs: we now need more elaborate machines for tailoring, as we 
currently only have plain sewing machines at our disposal.  This will allow us to make better 
designs using different embroidery techniques.”  
 

 Beneficiaries have asked for additional literacy courses. Most of them are illiterate and have 

benefited from some level of informal education. They want to pursue this further, as pointed 

out by Ghodsia, a 20-year old female beneficiary recently deported from Pakistan: “If only I 
could write the sizes of the dresses I make and take notes, I could use them again later. If 
we start having a good business, with a lot of work, we will need to keep records of customer 
sizes and orders. Otherwise we will be under a lot of pressure.” 

 

Looking ahead. As seen in the case of CRS in Herat and Bamiyan, the addition of IOM RARIP funds 

to already existing activities ensures a stronger impact and sustainability of programmes and a more 
efficient framework for reaching the reintegration and stabilization goals of individuals, households 

and communities. Moving forward, and as will be detailed in the next sections of this report, this is 
the type of activity that should be more broadly harmonized and fitted into an overall IOM operational 

strategy.  
 

 

       
Woman home producer, Zardozi    Final product for sale at the local market, Zardozi 
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Annex 3: Project document 
 

 

Socio-Economic Reintegration of Afghans 
Returning from Iran and Pakistan 

 
 

Context 

While positive indicators of the rebuilding efforts as seen in the health and education sectors are on 

course, major challenges are seriously undermining popular support to President Karzai‟s government. 

The security situation is volatile in general and extremely volatile in specific provinces with hundreds 
of  thousand of skills and unskilled refugees and labor migrants from Pakistan and Iran  expected to 

return voluntary and involuntarily in the remaining months of 2007 and in 2008.  Most Afghans 
refugees and labor migrants choosing or forced to return to Afghanistan generally wish to return to 

the places of origin which they have left or were forced to flee. Returning home, where this is 

possible for individuals is often a key step in their reintegration process. However, returning Afghans 
may find their land or homes occupied by others, and a weak Afghan economy as well as dismal 

productive capacities and livelihoods which led to the impoverishment of much of the Afghan 
population. 

 

Objectives 

IOM overall objective seeks to promote population stabilization through individual assistance and 

community based socio-economic reintegration activities in conjunction with provincial and district 
government agencies as well as traditional councils (Shura), Community Development Councils, civil 

society and the private sector. IOM‟s efforts will support the Afghan National Development Plan in 

general with emphasis on security and social and economic development while supporting the 
endeavors of UNAMA and the UN Specialized Agencies in Afghanistan. The specific objectives of the 

programme include the following:   
 

- To support the immediate socio-economic reintegration needs of returnees through a 

multifaceted approach.  

- To support the process of recovery, rehabilitation and economic development through the 

implementation of community identified projects, thereby empowering citizens to address 
basic community needs.  

- To integrate lives and livelihoods in communities receiving large numbers of returnees. 

- To promote the mobilization of talents and resources that returnees and stakeholders at the 

communal level have to promote post-crisis reconstruction and reconciliation.  
- To provide a visible humanitarian platform orientated to promote social development and 

community stabilization.  

 

IOM response 

The IOM proposal aims at supporting and further strengthening the community based socio-economic 

reintegration efforts of the Government of Afghanistan and the international community. The current 
40% unemployment rate, the fact that 53% of the population lives under the poverty line coupled 

with an estimated 33% housing deficit makes immediate socio-economic reintegration assistance to 

returns from neighbouring countries key to the Government‟s peace efforts and within the Afghan 
National Development Strategy (ANDS).  IOM‟s reintegration activities will be linked to its past and 

ongoing projects in areas such as assistance to returnees from non-neighbouring countries, 
community based quick impact projects, assistance to internally displaced populations and to civilian 

victims of military operations, migration technical cooperation and return of qualified Afghans. 
Particularly, the programme will build on IOM‟s experience with emergency assistance for over 5,000 

Afghan families recently deported from Iran. Among others, IOM will carry out the following activities:  
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Individual Assistance:  

 
    1. Immediate Humanitarian Assistance 

a. Transportation assistance within Afghanistan to final destination  
b. Distribution of Non Food Items‟ packages 

 

2. Personalized and community based economic reintegration through livelihood assistance 
a. Outreach, information campaign and assisted voluntary return from Iran  

b. Information, counselling and referral services  
c. Assessment on economic situation (market demand, skills and industries needed for 

economic reconstruction per target area)  
d. Vocational training and on the job training  

e. Grants for individuals and small to medium enterprises  

f. Training on business start up and marketing  
g. Agricultural and non-agricultural work tool kits.    

 
3. Return of qualified Afghans from Iran 

a. Identification of critical positions within ministries, government institutions or private 

sector in Afghanistan 
b. Outreach, information campaign in Iran   

c. Merit-based recruitment  
d. Assisted voluntary return from Iran  

e. Placement based on human resources gaps, identified by the employer   
f. Post-arrival support (equipment, refresher course etc.)  

 

4. Provision of temporary shelters for the most vulnerable returnee families 
a. Distribution of constructions kits designed to build dignified 30 square meter  

temporary housing 
b. Monitoring and technical assistance for construction  

 

Community Assistance:  
 

5. Agricultural assistance disbursed swiftly in amounts proportional to the progress made toward 
achieving opium free communities.  

a. Development of community seed multiplication projects to ensure agricultural 

diversity  
b. Acquisition of main agricultural machinery (i.e. grain mills, silo storages, tractors, 

towing tools) for communal use  
c. Construction of communal irrigation systems, storage warehouses, silos, greenhouses 

and market places 
d. Provision of alternative livelihoods to lower opium poppy cultivation 

 

6. Community Relationship Enhancement  
a. A shared transport system to deliver community products to other localities for better 

sales opportunities and/or facilitate school and healthcare access for vulnerable 
population such as children, women and the elderly 

b. Establishment of village work tool banks and a shared use system for tractors   

c. Training of shura or/and Community Development Councils (CDC)  for the 
management of above-mentioned activities 

d. Monitoring of the shura/CDC activities to ensure that the donated goods are used 
effectively  

 
7. Communal infrastructure projects   

a. Building or rehabilitating basic social structures (i.e. drinking water facilities, roads, 

healthcare facilities and irrigation canals) and industries (i.e. textile, water purification 
and paper production), based on community needs   

b. Conducting training for local contractors and transferring knowledge  
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c. Creating local employment opportunities  

d. Strengthening and expanding existing programmes designed to prevent and remedy 
drug addiction (Drug use is much higher among returning refugees and labor 

migrants from Iran and Pakistan than among the general population) 
 

8. Capacity-building of local authorities  

a. Training of local government officials in the management and monitoring of 
community projects  

b. Refurbishment of local government facilities, if necessary  
c. Provision of essential office equipment  

 

Geographical Coverage:  

The programme will focus primarily on Herat, Farah, Nimroz, Kunduz, Bamyan, Kabul and Nangarhar 

provinces based on data on returnees‟ common places of origin; however, with regard to the 

individual livelihood assistance, it can be expanded beyond above mentioned provinces, depending on 
the returnees‟ place of origin. The returnee will approach one of the eight IOM sub-offices in 

Afghanistan for counselling and reintegration assistance. In order to support voluntary returns, IOM 
will also conduct an outreach campaign and counselling in Iran, particularly where the Afghan 

Consular Offices are present in Tehran, Mashad and Zahedan, with the support of IOM office in 

Teheran. Community project will target villages in the afore-mentioned provinces, based on the 
number of returns from Iran and Pakistan, vulnerability of the community, urgency of needs and 

security situation.  
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Beneficiaries:  

 

According to the UNHCR statistics, some 357,859 Afghans (both Proof of Registration card holders and 

non-holders due to “grace period”) were assisted to return from Pakistan between 1 March and 31 
October 2007 while 7,054 Afghans (Amayesh II card holders) were assisted to voluntarily repatriate from 

Iran.  
 

The return of Afghans in 2007 has been mostly triggered by two factors: a camp closure in Pakistan 

and massive deportations of irregular migrants (non-Amayesh II card holders) carried by Iranian 
authorities. Total deportation figures in 2007 stood at 363,123 individuals, including over 5,000 

families.  
 

2008 is expected to see further inflows of Afghans from Pakistan as a result of closures of three camps in 
Baluchistan (total number of inhabitants: 159,039) that have been initiated but rescheduled for the 

upcoming spring to enable families to prepare for their return or relocation. On the Iranian side, the 

Government of Afghanistan has indicated that the Iranian authorities will   continue with the deportation 
of Afghans nationals and may soon carry out larger-scale deportations.  The Government of Iran also 

assigned the provinces of Sistan and Baluchistan as “NO-GO” areas for foreigners in the fall of 2007 and 
this may result in more returns of Afghans residing in those areas.   

 

Given the above projection, IOM seeks to assist a total of approximately 9,000 Afghans returning 
from Iran and Pakistan (7,000 and 2,000 respectively) with emergency and livelihood assistance 

through Information, counselling and referral services. The breakdown by the type of assistance is as 
follows:  

 
- 1000 families (approximately 6000 returnees), through emergency assistance  

- 500 families (approximately 3,000 returnees) through temporary housing assistance  

- 1000 returnees through reintegration assistance including counseling, referrals, vocational/ 

on-the-job training, business start-up (of which 200 will also be assisted with voluntary 

returns from Iran. A total of 20 will be specifically recruited as Afghan experts for the Return 

of Qualified Afghans component in Iran.)  
 

The significantly smaller number of voluntary returns from Iran in 2007 implies the greater reluctance 
for returns among Iran-based Afghans. AREU 2007 research Second-Generation Afghans in 
Neighboring Countries shows that the majority of Afghans in Iran are still considering the option to 

return but have cited education or employment opportunities as their primary concerns. Through an 
outreach information campaign, IOM seeks to offer Afghan workers in Iran assistance to which they 

do not know they are entitled and encourage informed decisions.        
 

Communities with high concentration of returnees in seven provinces will also benefit from the 
community stabilization projects which will be selected jointly with community and in line with the 

Provincial Development Plans.   

 

Institutional framework and project partners:  

IOM will work with Afghan line ministries such as the ministries of Refugees and Repatriation, Rural 

Rehabilitation and Development, Agriculture, Labour and Social Affairs and Public Health and their 
provincial and district representatives, community members and its representatives, as well as the 

community‟s civil society, UNAMA and Specialized UN Agencies, mainly with UNHCR, UNODC, WHO, 
FAO and UNICEF as well as national and international NGOs. IOM will closely coordinate especially 

with those agencies carrying out activities in the same areas in order to ensure efforts are not 

duplicated.   
 

Further, IOM will build a strong tie with the Shura or Community Development Councils where the 
National Solidarity Programme exists and jointly implement community projects in accordance with 

their own priorities.  
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The Ministry of Refugees and Repatriation has welcomed the proposal and expressed its willingness to 

support the programme implementation at all national, provincial and district levels as well as through 
its Consular representations in Iran.   

 
 

 

Monitoring, Visibility and Reporting:  

 

IOM financial assistance for socioeconomic reintegration will primarily go towards purchasing goods 
and equipment that will contribute to the establishment and subsequent operations of individually 

tailored projects, mostly start-up assistance of small to mid size businesses. No monetary transactions 

take place between returnees and IOM. Instead, IOM directly identifies service providers, in relation 
to the assistance required through the completion and approval of the returnee‟s business plan. 

Business premises are systematically inspected prior to project approval. For training activities, 
training tuitions are directly paid to the training institution by IOM. This way IOM will ensure the 

correct use of funds and seek to maximize the effectiveness of the programme. Approved and 

implemented projects are monitored by IOM staff on a regular basis. Through such visits, ongoing 
sustainability and development are carefully assessed. This also allows IOM to develop an accurate 

picture of current economic opportunities in Afghanistan and improve assistance provided to other 
returnees.  

 
With regards to the community stabilization projects, IOM will train and fully engage the community 

members and leaders known as Shura and/or CDCs. This will ensure the communities ownership and 

lasting impact of the projects. Participatory implementation and collective management of the 
projects will also support harmonious human relationship among communities, thus contributing to 

Afghanistan‟s peace-building effort.  
 

Throughout the programme implementation, IOM will ensure donor visibility by putting visibility items 

such as stickers on equipment purchased with the Japanese funding and proactively informing 
beneficiaries as well as partners about the generous contribution from the Government of Japan.    

 
IOM will provide the Government of Japan (GoJ) with narrative reports and pictures on status of the 

programme on a quarterly basis. Further, an external evaluation will be conducted to ensure the 

effectiveness of the programme and the results will be reviewed carefully for future programming.  
  

Budget:  

USD 9 million (Please see Annex B for detailed budget), 18 months duration 

 

 

 
 

 
 

 
 

 

 
 

 
 

 

 
 

 
 


