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Executive Summary 
 
The objective of this study was to assess the success of the EU-RQA program in achieving 
its goals and objectives. This task entailed examining IOM’s process and implementation of 
the program and the impact of EU-RQA on beneficiaries, government institutions, private 
companies, and the small business sector, and lessons learned from EU-RQA for the 
development of similar programs involving the Afghan Diaspora, capacity building, or small 
business grants. 

Key Findings 
 

Key findings of the evaluation, as elaborated in this report, are as follows: 
 

• The EU-RQA outreach effort met its goals in terms of design and implementation 
of the project, as judged by the basic indicators developed by the evaluating 
team. 

 
• The salary offered as part of the assistance package was not a deciding factor or 

obstacle to participation in the program, but the availability of affordable housing 
was a substantial problem for beneficiaries. 

 
• Colleagues and supervisors of EU-RQA program participants generally expressed 

a high level of satisfaction with the qualifications of the beneficiary and the 
quality of his or her work.  

 
• Program participants sometimes had difficulties finding an appropriate job role 

when they arrived to begin work in government institutions, as the institutions 
were unprepared to receive or utilize an EU-RQA beneficiary as an employee. 

 
• IOM observed its own rules and procedures and maintained a productive 

relationship with the EU-RQA beneficiaries. Beneficiaries, on average, were 
pleased with the level of interaction they had with IOM. 

 
• The return to Europe of program participants had a positive localized affect on 

Afghan EU community, many of whom become more interested in returning to 
Afghanistan. Participation in the program, however, had little influence on the 
employability of the beneficiary back in Europe. 

 
• The impact of the program in terms of improving the quality of institutions, 

building capacity, and transferring expertise was greater in the case of the self-
employed businesses grant recipients and private sector employees than with the 
beneficiaries working in the public sector. 

 
• Former beneficiaries and their supervisors and colleagues think that 6 to 12 months 

is an insufficient time period to effect meaningful changes on the efficiency and 
ability of a company or institutional department. 
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Introduction to the Evaluation 

Framework 
 
IOM contracted Altai Consulting, a Kabul based research, communication, and consulting 
firm, to perform this project evaluation of the EU-RQA program. The evaluation was 
completed in 7 weeks, and formally began on the 7th of September, 2005. Altai’s 
evaluation team included an international project supervisor, an international project 
manager, two Afghan national consultants, and Altai’s network of local resources such 
as regional coordinators and translators.  

Goals 
 
The goals of the evaluation, as described by IOM in the evaluation’s terms of reference, 
were to measure the impact and relevance of the EU-RQA program to the reconstruction 
process of Afghanistan, as well as to assess IOM’s implementation strategy and 
processes. The specific purposes of the evaluation were: 
 

• To assess the impact of program beneficiaries in building up the capacity of the 
Afghan administration and other employers 

 
• To evaluate the program beneficiaries performance and the skills and know-how 

transfer to local employees and employing institutions 
 

• To assess the contentment of employers/direct supervisors with the skill levels 
and performance of the program beneficiaries 

 
• To assess the contentment of local employees / colleagues with the beneficiaries 

and the added value of their cooperation in the institution 
 

• To analyze the design of the assistance package given to beneficiaries and its 
efficiency to cover their expenses and basic needs and attract a strong pool of 
talent 

 
• To assess immediate and long term effects of the added skills and know-how of 

experts to the administration and management of the employing institutions  
 

• To assess employment effects and income generation of local employees and 
beneficiaries, and the overall business success of self-employed candidates as 
well as the relevance of the businesses to the overall reconstruction process 

 
• To analyze IOM’s implementation strategy and results in comparison to the 

outputs indicated in the project proposals 
 

• To assess the appropriateness and effectiveness of IOM’s monitoring and control 
mechanisms and procedures 
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• To assess the strategies and actions taken to ensure donor visibility 
 

• To analyze strength and weaknesses of the project and draw lessons to prepare 
for similar projects in the future 

Limitations and Scope 
 
The scope and reach of this evaluation was defined by the allotted time frame and 
budgeted funds. Significantly, these factors did not allow the evaluating team to contact 
all actors associated with the project, and hence do not allow for conclusions based on 
statistical data drawn from interaction with every beneficiary. IOM’s own internal 
evaluations provide quantitative data taken from questionnaires filled out by 120 
beneficiaries and 20 hosting employers. The intention of the evaluation was never to 
contact every beneficiary and every employee or supervisor associated with the EU-RQA 
in Afghanistan, but rather to utilize different, more qualitative tools of analysis to build 
upon IOM’s quantitative data. To this end, the evaluation sought to interact with up to 
15-20% of all beneficiaries and around 50% of targeted employing institutions, as well 
as 4 different IOM offices (2 in Europe and 2 in Afghanistan).  
 
Some of the initial evaluation goals were modified or discarded because they exceeded 
the intended scope of the overall evaluation. These objectives were generally too broad 
to fold into the context of an evaluation of one project, but were more appropriate for a 
wider evaluation of many different projects.  
 
One such objective was to assess the overall importance of local human resources 
transfer to the capacity building process in Afghanistan. This objective would have 
required an extensive analysis of several private and public institutions, focusing on their 
structure and dynamics. Another such objective was to analyze the impact of the self-
employed beneficiaries to the overall revitalization of the private sector. This would have 
required an extrapolation of all EU-RQA self-employed successes and failures onto the 
entire Afghan private sector. Instead, the analysis was limited to the immediate 
externalities of the surveyed projects. Additionally, an initially requested goal that could 
not be met due to the scope and limitations of the project was an overarching 
assessment of IOM’s outreach strategy to the Afghan community in Europe, and this 
community’s degree of familiarity with the EU-RQA program. This goal was modified and 
limited to analysis of the messages and channels used during the outreach phase, 
observations, suggestions, and comments from beneficiaries and intended targets of the 
campaign. 
 

Methodology and Tools of the Evaluation 
 
To achieve the stated evaluation goals, the research team developed and utilized a 
combination of tools to collect information and feedback from a wide range of sources 
and actors associated with the EU-RQA program: 
 

• In person interviews with 6 beneficiaries who have returned to Europe 
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• Telephone interviews with 10 beneficiaries who have returned to Europe 

 
• Meeting with IOM EU-RQA team in Brussels 

 
• Meeting with IOM EU-RQA team in The Hague 

 
• Meeting with IOM EU-RQA team in Kabul 

 
• Review of IOM internal documents and internal processes 

 
• 6 case studies conducted in Kabul; 3 in public institutions, 1 in a private 

company, 2 self employed business projects 
 

• Quantitative interviews in 25 public / private institutions and self-employed 
business projects 

 
• Field visit to Herat to conduct 2 case studies and review IOM processes 

 
• A focus group in Kabul with 9 former participants in the EU-RQA program 

 
The chart below details the utilized tools and their application to the framework of the 
evaluation: 
 

General approach and tools

TOOLS Location
Documentation review Afg / EU
IOM Databases analysis Afg
Questionnaire analysis Afg
Meeting with IOM teams Afg / EU
Face to Face ITV / Beneficiaries Afg / EU
Telephone ITV / beneficaries Afg / EU
Cases studies Afg
Face to Face ITV / Colleagues Afg
Face to Face ITV / Supervisors Afg
Face to Face ITV / Employees Afg
Field visits / Observations Afg

Iinitial 
guidelines & 
objectives

IOM 
Implementation 
Process

Beneficiaries
skills & core 
mission

Capacity 
building in
institutions

Context of implementation

Other 
elements of  
impact

"After RQA"
    Social 
Outcome

Impact of self-
employment
component

 
 
The project fieldwork began in The Netherlands, with face to face interviews with former 
program beneficiaries who had settled back in Europe following their stay in 
Afghanistan. Each interview was conducted in the home of the beneficiary in different 
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parts of the country and lasted approximately 1.5 hours. The focus of these discussions 
was the beneficiaries’ experiences and impressions of the program.  
 
Likewise, the telephone interviews with former beneficiaries were designed to gather 
feedback on strengths, weaknesses, and potential recommendations for the program’s 
processes and proposed goals, as well as to assess the broader social impact of the 
program on the Afghan community in Europe. 
 
Meetings with IOM staff in Europe and Afghanistan and internal document review 
provided insight into the program’s structural organization and allowed for a better 
understanding of the projects constraints. 
 
Each case study was conducted by an international consultant and involved visits to the 
selected beneficiary’s place of work. The case studies were based on observation, 
interviews with beneficiaries, colleagues, and supervisors, as well as the collection and 
analysis of relevant information such as business plans and the measures of success of 
the placement. 
 
The quantitative interviews were conducted by national consultants, and involved 
interviewing 60 different colleagues and supervisors of 30 different beneficiaries, 11 of 
which were public sector employees, 12 private sector, and 7 self-employed grant 
recipients. This ratio of interviews reflects the time constraints of the project. For 
reasons further elaborated in this report, public sector interviews were generally much 
more time consuming to organize and conduct. Hence, public sector interviews are 
underrepresented in relation to the actual breakdown of participant placements. The 
purpose of these interviews was to gauge the effectiveness and suitability of the 
beneficiary to the job assigned, and to establish what, if any, knowledge transfer, 
reform, and capacity resulted from the placement.  
 
The field visit to Herat allowed for the examination of the coordination between IOM 
Kabul and a provincial sub-office. Additionally, 2 focus groups were conducted on 
beneficiaries placed in Herat.  
 
The focus group consisted of 9 former beneficiaries who were still residing in Kabul at 
the time of the evaluation. It served as an opportunity for the beneficiaries to discuss 
their experiences and share opinions and suggestions on the program. For the 
evaluating consultants, the focus group was an opportunity to explore themes and ideas 
that arose during the rest of the field work phase.  
 
This mixture of quantitative and qualitative research tools ensured that the final analysis 
for the report was based on contact and interaction with a wide variety of participants in 
the program.  
 
Because the evaluation’s chosen methodology relied heavily on in-person interaction 
with beneficiaries and their current or former co-workers, the ability to quickly identify 
and contact beneficiaries (in Europe and Afghanistan), and their employers and 
colleagues was crucial to completing field work in a comprehensive and timely manner. 
Altai was aided in this task by staff at IOM Kabul. Nevertheless, high turnover at 
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employing institutions, lack of record keeping at government ministries, outdated phone 
numbers of beneficiaries in Europe, and other such constraints made flexibility a 
necessity when choosing which beneficiaries and institutions to target. Consequently, 
the individuals interviewed or contacted for this evaluation were not chosen at random, 
but by the willingness and likelihood with which they could be located. Little analysis 
could be conducted on beneficiaries who could not be located, nor on colleagues and 
supervisors of beneficiaries that no longer worked at the same place of employment as 
they had during the program, or on business that had shut down operations. 
Nevertheless, the fact that a large number of potential interviewees were difficult to find 
is a finding in and of itself and should be kept in mind when assessing the conclusions of 
this report.  

Part-A Goals and Initial Commitments: EU-RQA 

Framework 
 
The establishment of the Afghan Islamic Transitional Administration (later the 
Administration of the Islamic Republic of Afghanistan), following the ouster of the 
Taliban government in 2001, paved the way for Afghan returnees living abroad to begin 
returning to Afghanistan. IOM, the International Organization for Migration, helped 
facilitate the return of educated and highly skilled Afghans from around the world to 
their native country through the “Global-RQA” program. This program sought to identify 
Afghan nationals living abroad with desired qualifications and backgrounds and facilitate 
their employment in different sectors of the Afghan economy.  
 
The EU-RQA (Return of Qualified Afghans from EU-Countries Program) began in March 
of 2003 with co-funding from the European Commission. The EU-RQA lasted for 28 
months and ended June 30, 2005. Afghans residing in a European Union member state 
and meeting pre-determined criteria for educational and professional background were 
eligible to participate in the program. This program was designed to facilitate a 
voluntary, temporary (6 or 12 month) return to Afghanistan, though participants were 
free to stay in their native country if they so chose. Significantly, because the program 
was not designed as a tool to repatriate Afghans permanently, the percentage of 
beneficiaries who stayed in Afghanistan is not an indicator of the success or failure of 
the project. 

Goals 

Project Steps 
 
According to the agreement between IOM and the European Commission, the EU-RQA 
project was to be structured in the following successive stages: 
 

1. Potential EU-RQA candidates were located and contacted through a public outreach 
effort in Europe  
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2. Afghan businesses and government bodies were informed of the program and 
asked to identify human resource needs 

 
3. Interested candidates in EU member states applied to the program and registered 

their qualifications in the database, which was then shared with potential 
beneficiary employers in the public and private sector 

 
4. IOM matched the identified human resource needs with the profiles in its data base 

and shared the profiles with interested government and private sector employers 
 

5. Once a candidate was selected by a host institution in Afghanistan, IOM organised 
and funded the transportation of selected candidates from their host countries in 
the EU to Afghanistan. An assistance package consisting of a lump sum settlement 
payment and monthly salary disbursements was provided to the beneficiary 

   
6. Apart from the above process, IOM assisted 30 selected EU resident Afghan 

entrepreneurs to receive financial grants of up to €5000 in order to start small-scale 
businesses. These grants targeted sectors of the local economy identified as being 
key to the reconstruction process, such as the construction and food processing 
industries  

 Measurable Goals 
 
The broad goal of the EU-RQA was to contribute to the recovery, rehabilitation, and 
reconstruction efforts in Afghanistan. By facilitating the employment in Afghanistan of 
skilled and qualified Afghan nationals residing in the EU, the program sought to promote 
the transfer of expertise and know-how from the EU-Afghan community to key public 
institutions and private sector entities.   
 
The following is a list of measurable project goals pertaining to both the process and 
impact of the program: 
 

• To coordinate the work of the steering committees and offices in Brussels and 
Kabul and efficiently involve the EU member states and the European Commission 
in the implementation process 

 
• To contact the appropriate segments of the Afghan Diaspora in Europe, and 

interest them in the program 
 

• To inform potential private and public sector employees of the opportunity to 
recruit an EU-RQA beneficiary 

 
• To offer an assistance package to beneficiaries sufficient to cover expenses and 

basic needs and to attract a strong pool of talent 
 

• To monitor and control the implementation mechanisms and procedures for the 
project 
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• To properly ensure donor visibility among beneficiaries and employers 
  

• Match employers with beneficiaries of appropriate skill levels and job performance 
 

• Transfer skills and know-how to local employees and employing institutions 
 

• Create long term effects through the added skills and know-how of experts in the 
administration and management of the employing institutions 

 
• Aid in the revitalization of the private sector through the placement of beneficiaries 

as self-employed grant recipients 
 

• Create employment and income generation of local employees employed through 
self-employed candidates 

 
• Foster business success of self-employed candidates with businesses of relevance 

to the overall reconstruction process 
 
The indicators used to evaluate these goals are integral to the evaluation that follows 
and are discussed in detail in parts B and C of the report. 

Limitations and Scope 
 
A project involving 150 beneficiaries returning to Afghanistan for 6 or 12 months cannot 
be expected to have an immediate and widespread impact on either the reconstruction 
efforts in Afghanistan, a country of some 25 million people. Nor is it likely to dramatically 
alter the attitudes and perception towards Afghanistan for the Afghan-EU community 
that numbers near a hundred thousand people. The impact of this program is, therefore, 
measured on a local scale: in specific departments of ministries, within a small 
neighborhood surrounding a self-employment grant project, within a construction sub-
contracting firm. A small numbers of returnees are unlikely to influence the community 
at large, but the programs effects on the immediate social networks of beneficiaries can 
be gauged through interviews and discussions. 

Part-B EU-RQA Process: Analysis and Evaluation 

Step-1 Design of Project 

Organization of Project Responsibilities: Kabul, Brussels, Sub-offices 
in Afghanistan 
 
The EU-RQA program was designed and proposed jointly by IOM Kabul and IOM 
Brussels, and built upon the basic design of the Global-RQA program. IOM Afghanistan 
oversaw project activities in Afghanistan through its headquarters in Kabul and its 
network of field offices in other cities and provinces of Afghanistan. IOM Brussels served 
as project headquarters for all project activities in EU member states and coordinated 
the outreach and matriculation of potential beneficiaries with IOM Kabul, which then 
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assumed responsibility for their settlement and employment of the beneficiaries. IOM 
Brussels dedicated other IOM offices in Helsinki, London, and The Hague to help with 
outreach and processing of applicants.  
 
Based on interviews with beneficiaries and IOM staff in Brussels and The Hague, the 
overall design of the project was logically consistent and successfully utilized available 
resources within Europe. Because of administrative cost in EU member states, IOM 
allocated less than one full time staff member to the project in each involved office in 
Europe for the duration of the project. According to staff, this created strains on the 
resources of the other offices in countries with larger potential beneficiaries and 
applicants, such as The Netherlands (home to 51 of the beneficiaries, in comparison to 
the UK, with only 18 beneficiaries).  
 
The assignment and allocation of resources to different involved offices in Europe likely 
influenced the matriculation and application patterns of candidates. The Afghan 
community in Germany is among the largest in Europe, but Germany was not allocated 
a sub-office for the EU-RQA project. Though IOM offices in Germany sometimes helped 
with specific tasks and efforts, Afghan candidates in Germany had to contact the 
Brussels office for assistance and information. Though the number of beneficiaries from 
Germany (44 beneficiaries) was high compared to other nations, the lack of a dedicated 
office in the country likely affected the ability and inclination of Afghan-Germans to 
participate in the EU-RQA. That said, Germany had a very high number of program 
applicants, but a statistically smaller percentage of participants. Besides not having a 
dedicated office in Germany, this discrepancy may be partially explained by the 
availability of several competing return programs for Afghans in Germany.  
 
In Afghanistan, sub-offices required very little extra resources to accommodate EU-RQA 
beneficiaries, as few beneficiaries were placed outside of Kabul. With only 20 
beneficiaries returning to locations outside of the capital, a large IOM sub-offices such 
as those in Herat or Mazar-i-Sharif was responsible for receiving and settling around 4 or 
5 beneficiaries. Based on interviews with IOM staff in the Herat sub-office, 
implementation of the EU-RQA program presented no particular difficulties or resource 
shortfalls in the sub-offices. Contact between IOM Kabul and field offices was frequent, 
and IOM Kabul handled much of the documentation, while the field office’s role was 
mostly limited to occasional monitoring visits and salary disbursements.  

Coordination with Member States 
 
In addition to implementing EU-RQA program activities in the European Union, IOM 
Brussels sought to involve and inform the donor, the European Commission, and European 
Union member states on the recruitment, placement, and return of beneficiaries. IOM 
reported to the donor on the progress of the project through periodic updates to the 
European Commission. Representatives of the European Commission and some EU 
member states sat on the project Steering Committee in an advisory capacity. An additional 
Steering Committee in Afghanistan was comprised of the local EU member states’ 
representatives, the Kabul-based EC representatives, and IOM Kabul. This committee 
oversaw cooperation between organizations in Afghanistan. 
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Because many beneficiaries were either non-citizens or recipients receiving some form of 
social assistance from the government, or both, coordination between IOM offices and the 
governments hosting Afghan EU-RQA participants was crucial to a smooth process for the 
beneficiaries and their families. Interviews with IOM staff in Europe and beneficiaries who 
returned to Europe indicated that the level of member state cooperation with IOM was 
strong at high levels of government, but that cooperation did not always filter down to 
lower levels of government. Specifically, in the more politically decentralized EU member 
states such as Germany, where local municipalities and provincial governments often 
control the allocation of housing subsidies (as is the case in The Netherlands) and social 
benefits for immigrants, coordinating the participation of a local Afghan resident with the 
local government proved burdensome to IOM. Social welfare benefits and residency status 
was a major concern for many EU-RQA applicants, who often had to turn to local and 
national government bodies for explanation of what participation in EU-RQA might mean 
for them in terms of legal status and social assistance. That each beneficiary in certain 
countries such as Germany and The Netherlands had to deal with a different authority was 
a headache for IOM staff who often attempted to explain the program and its arrangement 
with hosting national governments on behalf of the beneficiaries. According to IOM staff 
and beneficiaries, some local governments were extremely accommodating to the program 
while others were not. 
 
 It should be noted that IOM was under no obligation to intervene on behalf of program 
candidates with government authorities, but often did so in the interest of a smooth 
experience for the beneficiary. Nevertheless, time consuming coordination with so many 
different government bodies exposed the weaknesses of a system that assumed that 
cooperation from the highest levels of government would trickle down to the lower levels. 
The contract between IOM and the participant makes no claims or offers to intervene on 
behalf of beneficiaries in cases of problems arising from residence or social welfare status. 
Despite this, numerous interviews clearly indicated an assumption on part of the 
participants that IOM had special authority to intervene with host government authorities. 
Because a broad campaign to educate local and national governments about the program 
was impractical given the time and budgetary constraints, it would have been advisable for 
outreach and promotional materials targeting potential beneficiaries to emphasize the 
limitations of IOM’s commitment. This strategy would have no doubt suppressed initial 
interest in the program among some targeted Afghans, but would have checked the 
unrealistic expectations that many had of IOM’s reach and obligations.  

Step-2 Outreach 

Objectives of the Step (including Donor Visibility) 
 
The objective of the outreach phase was to contact the appropriate segment of the 
Afghan community in different EU member states, and inform them of the opportunity 
to participate in the EU-RQA program. IOM also intended to inform the target audience 
of the European Commissions role as project donor. 

Process 
 
To accomplish this goal, IOM Brussels developed a variety of media materials, which were 
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made available to other offices as well. Much of the outreach budget went to the 
manufacture and placement of radio, internet, television, and print advertising, as well as 
to organize seminars and conferences for interested parties. IOM Brussels and other IOM 
offices relied heavily on Afghan community associations to spread information about the 
program and frequently involved Afghan Embassies in the outreach process.  
 
Review of randomly selected EU-RQA promotional materials (newspaper advertisements, 
posters, internet sites, brochures, project updates) clearly demonstrated that donor 
visibility was a priority for IOM. All materials prominently displayed the EC logo and 
generally mentioned the role of the EC in funding the project. 

Feedback of Beneficiaries  
   

Based on the testimony of program participants in interviews and focus group 
discussions, the EU-RQA website was the most effective tool for advertising the project. 
“Internet searches” was the most commonly cited method for discovering the program, 
and links to the program page from websites popular with Afghans in the EU were 
effective in driving web traffic to the site. BBC Persian was one website that was 
apparently not utilized by the outreach efforts, but feedback suggested that it is one of 
the sites most visited by educated Afghans in the EU. 
 
The second most commonly cited tool for spreading the word about the project was 
word of mouth through informal social networks or community organizations. Many 
community leaders were directly contacted by IOM and took it upon themselves to tell 
colleagues and relatives about the program.  
 
Very few beneficiaries mentioned print, radio, or television advertising as the method by 
which they learned of the EU-RQA, though most were aware that such advertising 
existed.  

 
Strengths / Weaknesses 
 
The IOM strategy relied heavily on community leaders and organizations to spread the 
word about the program. Given the budgetary restraints, this tactic was very efficient 
and economical. Yet some beneficiaries suggested that such a strategy had distinct 
weaknesses. Specifically, younger beneficiaries often stated that Afghan community 
organizations were divisive elements in the Afghan community, as some were allied with 
certain political beliefs while others were associated with different factions from 
Afghanistan’s past. Furthermore, these beneficiaries suggested that as many Afghans 
involved in the community organizations were unemployed in Europe, they were more 
likely to seize the EU-RQA opportunity for themselves and their friends rather than share 
the information with the best potential candidates. Most Afghans interviewed agreed 
that the younger generation of Afghans living in Europe, those below the age of 40, has 
less contact with the Afghan community organizations.  
 
The outreach strategy may, in part, explain why such a small percentage of EU-RQA 
beneficiaries were young or female. (10% of program beneficiaries were women, and 
over 70% of the total was over 40 years old.) Feedback from some of the youngest 
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participants suggests that the program missed an opportunity to attract the younger 
generation of Afghans living in the EU. They suggested that the program could have 
been an excellent chance for Afghan in their twenties to reconnect with the country of 
their birth. In their opinion, the self-employment and private sector portion of the 
program could have been marketed more as an internship type opportunity for recent 
graduates in economics, business administration, and similar disciplines. Nevertheless, it 
should be noted that the younger generation of Afghans living in the EU are less 
emotionally connected to Afghanistan, and less inclined to interrupt their career paths 
than older Afghans who are either unemployed or approaching retirement age.  
 
It is also important to note that Afghan government institutions were probably less likely 
to choose young candidates for reasons of cultural and professional preferences for 
older, more experienced candidates. Yet based on the positive experiences of the 
youngest of the beneficiaries, one of whom worked in the private sector at the 
Afghanistan International Bank in Kabul, the other who started his own IT company, 
young, highly educated Afghans can offer very tangible skills and knowledge to the 
reconstruction of Afghanistan. Furthermore, marketing the program to the younger 
generation of Afghans would have attracted more females to apply to the program, as 
older women were often unable to participate because of prevailing social mores in the 
Afghan community and the need to care for children, factors less relevant to women in 
their twenties and early thirties. Even this approach may not have led to more actual 
placements of female candidates with employers, as the employers themselves made 
the final selection of candidates, not IOM. 
 
Donor Visibility 
 
Despite blanketing its outreach material with European Commission logos, identifying 
the EC as a donor on the beneficiary contract, and distributing stickers stating the EC’s 
role to beneficiaries in Afghanistan, most beneficiaries could not recall the identity of the 
project donor. Staff in the IOM Brussels office expressed their fears that potential 
candidates might interpret prominent European Commission involvement as proof that 
the program was actually some form of deportation from the host country. These fears 
proved largely unfounded, as most interviewed beneficiaries stated that they neither 
knew nor cared who funded the project. When the subject was raised in the focus group 
of former beneficiaries, only one of nine participants correctly identified the EC as the 
donor. The rest thought that IOM funded the project through its own sources, or that 
the United Nations paid for the program.  

Conclusion / Lessons Learned  
 
The EU-RQA outreach effort met its goals, as judged by the basic indicators developed by 
the evaluating team: Applications and interest in the program from qualified applicants 
exceeded program capacity, and a variety of media and techniques were employed to 
access the Afghan community, within the budgetary constraints. Beneficiaries expressed 
satisfaction with quality and comprehensiveness of information provided to them regarding 
the program, and potential beneficiaries generally stated that they had access to staff and 
resources to inform them of program guidelines and procedures.  
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One feature of concern of the outreach campaign was its failure to attract young 
candidates. The low number of young beneficiaries is likely due to career obstacles, weaker 
cultural and emotional links to Afghanistan, and less interest from employers in 
Afghanistan. But in addition to the media and methods IOM employed, it was suggested by 
young beneficiaries that IOM use university websites and message boards and Afghan 
music and cultural websites popular with young Afghans in Europe to advertise the 
program to the younger generation. Young beneficiaries stressed that outreach efforts 
directed towards the younger generation should be done in the local language of the host 
country rather than in Dari or Pashtu, as younger Afghans living in Europe had difficulty 
reading the Arabic alphabet. 
 
The efforts to ensure donor visibility were extensive, yet beneficiaries either did not know 
or did not remember that the EC funded the program. One possible explanation was that 
as most beneficiaries were aware that the program was for Afghans living in EU countries 
only, they assumed the European Commission logos were in recognition of that fact, rather 
than the EC’s direct involvement. 

Step-3 Registration / Matriculation 

Objectives of the Step 
 
The purpose of the registration process was to form a database of program candidates 
that could then be analyzed and searched for qualified applicants whose profiles could 
then be shown to potential employers. With the information in the application materials, 
the employers could make an informed choice about which potential employee could 
most benefit his department or firm. 
 

Process 
Following the outreach phase of the program, interested candidates could fill out program 
applications online or on paper. The applications solicited information about the applicant’s 
professional background and academic qualifications.  
 

Feedback of Employers and Beneficiaries 
 
Strengths and Weaknesses 
 
If necessary, IOM staff in Brussels and other involved European missions assisted in the 
completion of the forms. At the program’s onset, IOM Brussels and IOM The Hague both 
hired a local employee of Afghan origin to assist with the implementation of the program. 
This decision proved to be very successful in the opinion of the program beneficiaries. 
These employees were credited with simplifying and explaining the process to many 
applicants in their own language.  
 
According to IOM in Europe, the Afghans who applied for the EU-RQA were a very self-
selecting group, and well over 90% met the established criteria for participation. In 
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Afghanistan, most employers found the applications easy to utilize in their selection of 
potential employees. It is significant to note, however, that many employers were 
skeptical of the reliability of the stated qualifications of the applicants. Employers were 
often suspicious of claims that beneficiaries made regarding work experience and often 
suggested to the interviewers that IOM should somehow test the skill level of the 
beneficiaries before passing on their profiles, which IOM did by checking supporting 
documents such as certificates and diplomas. That they did not automatically trust the 
beneficiaries’ qualifications is indicative of the general skepticism that pervaded many 
employing institutions regarding returnee Afghans. This subject will be discussed in 
more detail later in the report. 

Conclusion / Lessons Learned 
 
The application and registration process was easy and accessible for the beneficiaries. The 
process was made even simpler and user friendly in IOM offices with an employee of 
Afghan origin. Employers, however, were sometimes not willing to accept beneficiaries’ 
qualifications as genuine. IOM made an effort to cross check verifiable information such as 
degrees earned, but apparently did not tell employers this. Telling employers about internal 
checks on applicant claims might have helped allay concerns over fabricated qualifications. 

Step-4 IOM Contact and Information Exchange with 
Beneficiaries 

Objectives of the Step 
 
Contact and information exchange with beneficiaries was primarily to answer questions 
about the program and to prepare selected beneficiaries for their return to Afghanistan.  

Process 
Mainly through office visits and telephone calls, IOM explained the rules, scope, and 
procedures for the program to potential beneficiaries.  
 

Testimony of Beneficiaries 
 
Again the decision to hire staff of Afghan origin proved wise, as beneficiaries who dealt 
with IOM Brussels and IOM The Hague praised the quality, comprehensiveness, and 
consistency of the information they received and stated that IOM staff was readily 
available and disposed to help them with their questions and problems. Others stated 
that the program information was clearly displayed on the EU-RQA website, so very little 
interaction with IOM was needed at all.  
 
One common complaint, however, was that once applications were completed, 
prospective beneficiaries often waited several months for news on the status of their 
applications.  
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Step-5 Assistance Package 

Objective of the Package 
 
The EU-RQA program offered beneficiaries an assistance package to facilitate their 
return and resettlement in Afghanistan. The goal of the package was to offer a package 
to beneficiaries sufficient to cover expenses and basic needs and to attract a strong pool 
of talent.  

Process 
Each public and private sector employed beneficiary received a round trip ticket from 
their EU host country to Afghanistan, a one-time settlement allowance of €600 (or 
equivalent in dollars) and a monthly salary of €300. Women beneficiaries were offered 
€50 extra per month as an extra inducement. Self-employed grant recipients received 
the tickets and the settlement allowance but were not paid the monthly salary. Instead 
they received up to €5000 in two installments in the form of purchased equipment or 
supplies for their start-up businesses. Newly arrived beneficiaries were allowed to stay in 
an IOM guesthouse in Kabul for a week for free, after which IOM charged $5 USD per 
night.  
 
For the purpose of this evaluation, the following indicators were used to gauge the 
effectiveness of the assistance package at meeting its goals:  
 

• Beneficiaries cite assistance package as obstacle to participation in the program 
 

• Beneficiaries were paid promptly and fully 
 

• Beneficiaries could not find housing compatible with their earnings 
 

• Beneficiaries paid basic expenses out of their own pockets 
 

• Beneficiaries relied on families to assist with their expenses 
 

• Beneficiaries had to return to Europe for lack of accessible medical care  
 

• Lack of insurance deterred participation in program 
 

• Acceptance of assistance package negatively affected beneficiary or family 
income 

 
• Beneficiaries requested substantial augmentation and alteration to their packages 

Testimony of Beneficiaries 
 
Almost every beneficiary who participated in the focus group or was interviewed stated 
that the amount of their compensation in Afghanistan had no bearing on their decision 
to participate in the program. Nevertheless, the perceived shortcomings of the 
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assistance package were the most common cause for complaint among the 
beneficiaries.  
 
Strengths and Weaknesses 
 
Aside from a small minority that complained that the payment process was laborious, all 
beneficiaries stated that they were paid promptly and fully by IOM staff. Beneficiaries 
generally spent their €600 lump sum settlement cash on cellular phone access, rent, and 
basic furnishings for their residence. The consistent comment was that the settlement 
bonus was useful for defraying moving costs, but that the monthly stipend was enough 
to guarantee an austere existence at the most. Personal satisfaction with the monthly 
stipend was linked to the housing choices available to the beneficiary. Those who 
needed to pay for rent in Kabul found themselves with little cash to cover basic 
expenses. But even beneficiaries who found accommodations with relatives often felt 
obliged to provide food and basic goods for their hosting relatives, which in the case of 
large families, could constitute a considerable expense. Aside from rent and expenses 
relating to living with relatives, most expenses were for transportation and 
communication (mobile phone credit to call home), and food.  
 
A significant minority of the interviewed beneficiaries stated that they had to request 
money from their families back in Europe for basic expenses, while the majority stated 
that they sometimes paid for basic expenses out of their own personal savings.  
 
In the opinion of almost all beneficiaries contacted for the evaluation, the biggest 
problem encountered by beneficiaries was the lack of affordable housing in Kabul. The 
rapid inflation of housing costs in Kabul over the last 4 years is well documented, and 
the EU-RQA beneficiaries were often victims of this trend. For the week following their 
arrival, beneficiaries were allowed to stay in the IOM guesthouse for free, after which a 
fee of $5 USD per night was applied. Beneficiaries stated that they were asked to leave 
after the first week to try to make room for other arrivals, though IOM emphasized that 
all program participants were aware that the IOM Guesthouse was only available to 
them on a temporary basis. During this period they were responsible for finding 
alternate accommodations and were asked to leave the guesthouse after the week 
concluded. Many sought to live with relatives, many of whom they had not seen in 
decades, but some returnees considered a stay of 6 months to a year a large imposition 
on their distant family members. Some beneficiaries arranged to live together in rented 
houses or apartments, but cheap housing in Kabul (with a monthly rental price of 
around €150, half of the monthly subsidy) is exceedingly difficult to find.  
 
Beneficiaries interviewed felt that the cost of housing made living on the €300 monthly 
stipend very precarious. They requested that future programs incorporate a housing 
subsidy, and some suggested that IOM help arrange for cheap housing through a bulk 
deal with a local rental agent.  
 
The housing problems encountered by beneficiaries in Kabul were generally not 
mentioned by beneficiaries who lived and worked in other regions of Afghanistan. 
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Access to quality medical care was a top concern for older returnees and beneficiaries 
with pre-existing medical conditions. When participants came to IOM with concerns, IOM 
Kabul handled such inquiries on a case-by-case basis, and offered beneficiaries 
information on local doctors and hospitals.  Beneficiaries interviewed were generally 
aware that IOM did not offer access to medical care for EU-RQA beneficiaries and could 
not reimburse them. Nevertheless, participants accustomed to European health care 
were often uncomfortable accepting local medical care.  
 
Faquiri Rateb, a participant interviewed by the evaluating team in The Netherlands, 
returned home after several months in the program because he was concerned a 
preexisting condition might worsen, which would have left his health at the mercy of 
local hospitals. IOM advised him on options available to locals, but apparently not 
options available to the international community, though he had full Dutch citizenship. 
At the time of his interview in The Netherlands, he was still unaware of the options 
available to him through the Dutch consular section or the NATO sponsored medical 
facilities.  
 
Linked to the confusion over access to medical care, a minority of beneficiaries 
interviewed felt that the lack of health and life insurance made their participation in the 
program a risky proposition from the viewpoint of their family. Because death or illness 
in Afghanistan could leave the family without a primary earner, some beneficiaries 
thought that the lack of basic insurance for program participants constituted and 
unacceptable risk for some potential candidates. A large majority, however, felt that the 
lack of insurance had little bearing on the beneficiaries’ decision whether or not to sign 
up for the program. 
 
A final complaint concerning the assistance package was the impact their income had on 
the overall financial situation of their family in Europe. IOM’s internal evaluation 
questionnaire states that around 70% of EU-RQA beneficiaries did not leave a job to 
participate in the program. If over 2/3rds of beneficiaries were unemployed prior to 
returning to Afghanistan, then it can be assumed that a large percentage of this sub-
section were receiving some variety of social welfare benefit from their hosting EU 
member state or municipality. Conversations with beneficiaries confirmed this 
assumption. Beneficiaries were often surprised to find that their family’s subsidies from 
the government were reduced after they began receiving a salary through EU-RQA. In 
Holland, a typical Afghan couple with 2-3 children might receive around €1100 per 
month as social assistance. After the beneficiary returned to Afghanistan, his family 
often received the same assistance minus the amount of his salary in Afghanistan. While 
the beneficiary spent his entire stipend in Afghanistan, the family in Europe had to make 
do with a deduction of €300.  Some beneficiaries were aware that this might happen, 
and stated that this fear led some potential candidates to reconsider program 
participation. Others were unaware that this might happen and thought that IOM might 
have the power to intervene on their behalf. 

Conclusion  
 
Not surprisingly, beneficiaries were almost unanimous in their request for a larger 
monthly stipend. While most maintained that the salary had little to do with their 
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decision to participate, they conceded that the cost of living, particularly in Kabul, meant 
that the salary payments only guaranteed a basic level of subsistence. Either extra cash 
or a cheaper, IOM-sponsored housing option was the most common recommendation.  
 
IOM made it clear to beneficiaries that it could offer no medical care or reimbursement 
and indeed provided assistance on how they could access local care. It was a 
recommendation of several beneficiaries that IOM offer a list of healthcare options, both 
in Kabul and in Europe to allay beneficiaries’ fears about health care in Afghanistan. 
Because many of the EU-RQA beneficiaries were full EU-citizens, this list should include 
options available to beneficiaries with EU passports.  
 
 

Step-6 Placement of Beneficiaries with Employers 

Objective of the Step 
 
While EU-RQA candidates registered with the program in Europe, IOM Kabul was to 
facilitate the placement of applicants with employers in Afghanistan. The goals of this step 
were to inform potential private and public sector employees of the opportunity to hire an 
EU-RQA beneficiary, and to match employers with beneficiaries of appropriate skill levels 
and job performance. 

Process 
 
Following the registration and application of potential EU-RQA beneficiaries in Europe, a 
database of compiled applications and profiles was maintained by IOM Kabul. IOM Kabul 
then solicited a list of desired qualifications and skills from contacts in government 
ministries, municipal and provincial governments, private corporations, contractors, and 
institutes. Using these requested qualifications as guidelines, IOM Kabul could then propose 
lists of potential employees from the database to the employers. Ideally, the functionary at 
the hiring institution in charge of human resources could then choose a prospective EU-
RQA beneficiary for his institution. In this way the program was designed to be demand 
driven, rather than supply driven. 
 
The success of the goals of this process was judged through interaction with beneficiaries 
in conversations and focus groups, and also in interviews with their superiors and 
colleagues. The indicators designed by the evaluating team were: 
 

• Employers of beneficiaries learned of program through IOM Kabul outreach efforts 
rather than job solicitations of beneficiaries or their acquaintances 

 
• Employers were aware of the coming arrival of the EU-RQA beneficiary 
 
• Satisfaction level of direct supervisors 
 
• Satisfaction level of colleagues 
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• High correlation of beneficiary skills to tasks of the job into which he she was 
placed 

 
• Adequate knowledge and consideration of candidate’s skills and involvement in 

placement process by IOM 
 
Exceptions 
 
It should be noted that IOM Kabul occasionally received a request from an employing 
institution in Afghanistan for one particular Afghan living in an EU member state who 
was said to possess a very specific skill relevant to the hosting institution. In the interest 
of facilitating the employment of EU based Afghans, and providing human resources to 
the institutions, IOM Kabul would sometimes pass on the request to the responsible IOM 
mission in Europe, which would then help register the requested beneficiary. One 
example of this was the case of the Afghan national airline requesting to hire a trained 
pilot living in the United Kingdom who was not, at the time, registered with the 
program. In this case the request was granted. Exceptions such as this one proved 
beneficial to the program, as it allowed for special circumstances to be accommodated. 
While sometimes this flexibility was expeditious and useful, interviews with some 
beneficiaries and colleagues of beneficiaries indicated that such exceptions created 
sometimes the perception of abuse or nepotism, and increased general resentment of 
the returnees among some locals.  

Testimony of Beneficiaries and Employers 
 
Based on interviews, focus groups, and visits to employing institutions, the placement 
process was logically designed, but relied very heavily on the managerial and 
administrative capacity of the employing institutions.  
 
Strengths and Weaknesses 
 
Many government bodies and companies had a high level employee in charge of human 
resources who dealt with IOM directly. In smaller ministries such as the Ministry of 
Culture and Information, the head of ministry’s Department of Foreign Affairs or the 
ministry’s Chief of Staff would choose employees from the EU-RQA database based on 
the need for a specific skill set and job opening. In these cases the arrival of the EU-
RQA beneficiary was well planned for and his or her job description clear. In the case of 
some large ministries such as the Ministry of Interior, IOM often dealt with contacts 
either too highly placed in the ministry to have any real knowledge of needed skills or 
too busy to be able to find a clear function for the beneficiary. Several ministries clearly 
failed to delegate the responsibility of finding specific functions, or even find office space 
for the beneficiary.  
 
This specific problem led to major confusion for some beneficiaries who arrived from 
Europe to find that the ministry or governmental agency employing them had only a 
vague idea that they were coming and no prepared job description or place to work. 
According to IOM, for all positions funded, the government agencies had to develop a 
job descreiption with the assistance of IOM. This was a precondition for funding the 
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position. The evaluation demonstrated, however, that said job descriptions were either 
ignored, not respected, or lost by the employer, or by the employee. The more fortunate 
and resourceful beneficiaries sometimes resolved these problems through personal 
contacts or by locating the departmental director whose work area most closely matched 
their background. This human resources mismanagement on the part of some ministries 
partially explains why so many returnees were made “advisors” rather than assigned a 
specific job title.  
 
At least 3 contacted beneficiaries were never accepted at their original jobs. Typically, 
the official with which IOM signed the agreement to host the EU-RQA beneficiary was a 
Minister or Deputy Minister. In Afghanistan, these positions have a high turnover rate, 
and particularly did so during the period of EU-RQA implementation. If the official who 
signed the letter of acceptance with IOM was no longer employed at that ministry, the 
beneficiary often found that the new leadership did not consider itself obliged to honor 
the old agreement. In a few cases, EU-RQA beneficiaries were flatly rejected at the 
institution at which they were supposed to work. Possible reasons for this rejection are 
that the new leadership was suspicious of the international community or disliked the 
notion of Afghan returnees from Europe working for them, or that the beneficiary and 
the employer had conflicting social or political affiliations from decades ago.  
 
One beneficiary, Djabbarkheel Shahjahan of The Netherlands, stated that he sat in the 
hallways of the Ministry of Civil Aviation and Tourism for months while waiting to have 
an audience with the new minister, who never accepted his documentation. He left 
Afghanistan in frustration after 4 months of attempting to find a different job. Another 
beneficiary, Dahi Mohamad Sepeher, also of The Netherlands, described a similar 
situation in the Ministry of Rural Rehabilitation and Development. He expected to work 
in the irrigation department of the ministry but was never allocated a job title or an 
office, or assigned to any particular department. Mr. Sepeher claimed that he spent 
months writing to the minister to be given an official role, and was finally rebuffed on 
the grounds that the minister did not know who had signed the job offer authorization. 
In the cases where the situation was brought to the attention of IOM, IOM attempted to 
fix the problem or find the beneficiary a new job, but could do little if the new leadership 
had decided he did not want to host the beneficiary. When asked in interviews, these 
rejected returnees were the only program participants who felt the EU-RQA was a 
failure. 
 
Incidents such as these were unknown in the private sector, but in one case, an elderly 
doctor was placed with a construction company for no apparent reason. Based on an 
interview with the man, Dr. Bahador Ali of Germany, it seems likely that he was 
supposed to be given a job with a medical clinic, but that the clinic either could not 
accommodate him or closed prior to his arrival. Interviews with the construction 
company revealed that they had little use for the doctor, so they asked him to translate 
documents, a task he evidently did not enjoy. Consequently he spent much of the 
program period with his wife and served little purpose for the program.  
 
In the cases where beneficiaries and employers deliberately coordinated their hiring 
through the IOM process, other beneficiaries and colleagues suggested that they 
suspected a form of cronyism which reflected poorly on the returnees and the program. 
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These cases almost exclusively occurred in large government ministries and very seldom 
among the private sector placements. Typically a beneficiary in Europe would register 
for the program and then have an acquaintance working in the ministry ask someone in 
a position of authority to request that IOM hire that EU-based Afghan. Or, conversely, a 
functionary at the ministry would hear about the EU-RQA program, advise his relative in 
the EU to register with the program, and then request that IOM sponsor his friend or 
relative to work at the same ministry. According to IOM, such practices were acceptable, 
so long as the applicant possessed the needed skills and qualifications. It should be 
noted that in all cases, IOM had to approve the registration of the applicant with the 
program and thus verified that the applicant’s qualifications were within the established 
guidelines of what constituted a “Qualified Afghan”.  

Conclusion  
 
Incidents of hiring of beneficiaries by ministries through personal contacts and the 
occasional mismanagement of human resources contributed to the perception among 
some colleagues that the program was being misused. But it is important to note that in 
almost all of the private sector cases, and the majority of public sector cases, no such 
problems occurred, and consequently the perception was markedly better. Colleagues 
and supervisors broadly supported the program and were impressed with the expertise 
of the beneficiary with which they worked. Even in cases where colleagues and 
supervisors were unprepared or unaware of the arrival of the beneficiary, they generally 
expressed a high level of satisfaction with the qualifications of the beneficiary and the 
quality of his or her work.  
 

Step-7 IOM Support in Afghanistan and Internal Processes 
and Monitoring 

Objectives 
 
The goal of this step was to monitor and control the implementation mechanisms and 
procedures for the project, as well as to maintain constructive contact with beneficiaries 
for the duration of their participation in the program.  

Processes 
 
IOM Kabul was responsible for administering the project implementation in Afghanistan 
and making sure that contractual obligations to the donor and beneficiary were met. To 
this end the following indicators were developed to measure how effective IOM was in 
meeting its goals: 
 

• Processes and procedures consistent with the contract with the donor were 
observed 

 
• Exceptions to standard procedures were beneficial to the project 
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• Beneficiaries and employers had frequent, constructive contact with IOM  
 

• Beneficiaries satisfied with level of support in solving problems 
 

Testimonials and Analysis 
 
Based on reviews of IOM documentation in Europe and Afghanistan, as well as 
interviews with beneficiaries and IOM staff in four different offices, IOM was successful 
in implementing the project to the requirements and standards established by the donor 
and IOM itself when designing the program.  
 
Strengths and Weaknesses 
 
IOM was particularly vigilant about monitoring the self-employed business projects and 
making sure that the grant money was used to buy tangible assets. The €5000 grant 
was never disbursed as cash, but rather was awarded in kind in two €2500 payments. 
IOM was very consistent in their application of the rule that the self-employed 
beneficiaries make purchase requests for equipment and supplies that were then 
purchased by IOM. This level of financial control demonstrated the hands-on approach 
IOM took to the self-employed business ventures in particular.  
 
Other positive indicators mentioned by beneficiaries include the prompt and full payout 
of promised benefits, as well as the high marks IOM earned for assisting with travel to 
and from Afghanistan.  
 
The weaknesses of the implementation and support of IOM were minor. One 
observation of some beneficiaries was that the monitoring of beneficiaries and their 
workplace was somewhat erratic. Some projects or beneficiaries recounted being visited 
by IOM staff numerous times for monitoring and check-ups, while others stated that the 
only contact they remembered was to collect pay. IOM documentation, however, 
indicates that monitoring reports based on visits with the beneficiaries were performed 
regularly, roughly once every three months. Additionally, IOM staff stated that the 
paydays were used as opportunities to inquire about the applicants’ situation. 
 
Another criticism that beneficiaries occasionally leveled at IOM was that they did not 
honor promises they made about providing extra supplies or financial supports to the 
workplaces of beneficiaries. Documentation shows, however, that IOM spent over 
$26,000 USD on extra equipment such as computers and printers for the workplaces of 
24 different EU-RQA beneficiaries. Given that IOM was not obliged to extend this 
support, the complaints about un-kept promises were more likely the result of jealousies 
of beneficiaries who did not receive such extra support.  
 
A recommendation concerning this step is that IOM maintains better contact with 
beneficiaries and employers. The whereabouts and contact information of returned 
beneficiaries in Europe could be very useful in the future for other projects concerning 
the Afghan community, but little effort was made to maintain contact or working contact 
information with beneficiaries once they returned from Afghanistan. In Afghanistan, 
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where sometimes the only contact information is a cellular phone shared between 
relatives, reaching beneficiaries and their former superiors and colleagues proved to be 
extremely laborious. IOM’s reliance on key contacts in certain institutions to keep track 
of beneficiaries was problematic because of high turnover at the ministries. The chain of 
communication between IOM and the beneficiaries or their superior was often severed if 
one phone number was changed or certain employees were transferred or left the job.  

Conclusion / Lessons Learned 
 
On the aggregate, IOM observed its own rules and procedures and maintained a 
productive relationship with the EU-RQA beneficiaries. Beneficiaries, on average, were 
pleased with the level of interaction they had with IOM.  
 
Ironically, exceptions to the rules (as in the cases described) and the extra support for 
certain employers of beneficiaries generally lowered many beneficiaries’ opinions of the 
program, as beneficiaries sometimes felt that others received special treatment at their 
expense. By clarifying and publishing the procedures and motivations for such 
exceptions and extra support might have helped IOM avoid this perception. 

Step-8 Return to Europe  

Objective of the Step 
 
This step involved the return of program participants to their European Union member 
state host countries. The objective was a smooth transition and reintegration. One hope 
of the program was that the program experience would make them more marketable 
professionally in Europe and that the Afghan community would become more interested 
in returning to aid in the reconstruction of Afghanistan. 
 
Process 
 
In Kabul, beneficiaries were assisted with travel arrangements by IOM staff. Sometimes 
IOM assisted with obtaining necessary passports and travel documentation from both 
the EU host country and the Afghan government. Before leaving, beneficiaries were 
instructed to fill out a questionnaire on their experiences, which formed the basis for 
IOM’s internal evaluation. 

Testimonials and Analysis 
 
Of the large majority of beneficiaries who were eligible to return to their host countries, 
very few mentioned any difficulties with the return process.  
 
One hope for the project was that the EU-RQA would create some lasting positive 
externalities in the Afghan community in Europe. Though a project involving 150 people 
likely had little effect on the Afghan community as a whole, interviews with beneficiaries 
and their relatives in Europe suggested that while interest in returning to Afghanistan 
was heavily linked to local perceptions of security and political stability, many program 
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applicants became interested in the program through word of mouth about the positive 
experiences of a beneficiary that they knew. This notion, and the fact that the outreach 
effort relied heavily on word-of-mouth, would explain the trend described by IOM 
Brussels and The Hague staff where-in interest in and applications to the program 
snowballed significantly towards the end of the program duration, after many early 
program participants had returned to Europe and recounted their experiences to 
neighbors and friends. 
 
Because around 70%1 of beneficiaries were unemployed when they left the EU for 
Afghanistan, it was hoped that their period of employment would help make them more 
marketable in the EU job market upon return. Very few beneficiaries indicated that they 
thought this was the case. Most stated that they could not find work in the EU because 
their qualifications were considered outdated and not to European standards. In the 
eyes of the beneficiaries, returning to work in Afghanistan would not change their 
desirability to employers in Europe.  
 
All EU-RQA beneficiaries had the option to stay in Afghanistan after their tenure with the 
program expired. Many did. The exact percentage that did is difficult to know, as many 
now tend to travel back and forth from Europe to Afghanistan and maintain a presence 
in both places. Those who left Afghanistan without the intention of returning generally 
did so for family reasons such as the unavailability of decent schools in Afghanistan, but 
many who were offered a formal contract with their employer following the program 
decided to stay on indefinitely.   
 
Post-program Evaluation 
 
Before leaving, beneficiaries filled out a questionnaire designed to build a more 
comprehensive profile of the participants. While not capable of extracting more 
qualitative information like that presented in this evaluation, the internal questionnaires 
were extremely helpful for understanding the situation facing beneficiaries back in 
Europe. And because almost all beneficiaries completed a questionnaire, more 
comprehensive statistical analysis could be drawn from this sample. Additionally, 20 
employers completed a different questionnaire. 

Conclusions  
 
The resettlement process in Europe went smoothly for most beneficiaries. The 
immediate effect on the Afghan community in the EU was through word of mouth about 
the success of different beneficiaries, who reported the conditions in Afghanistan to their 
friends and acquaintances.  
 
Participation in the EU-RQA program did not make beneficiaries more employable in 
their host countries, according to their own assessment. However, the offer of an 
extension or formal contract with their new job (often at the local salary level) was often 
enough to entice beneficiaries to stay longer or indefinitely in Afghanistan.  

                                                           
1 Assumption based on the answers provided by participants in the internal evaluation conducted by IOM: 
“Did you quit your job in Europe in order to participate in the EU-RQA programme?” 72% no, 28% yes. 
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Part-C Impact: Analysis and Evaluation 
 
The purpose of this phase of the evaluation was to gauge the impact of the program in 
relation to its broader goals of building capacity in Afghanistan, improving the functioning 
of Afghan institutions, and fostering private sector growth and expansion. The impact and 
success of the EU-RQA in meeting these goals was evaluated through the use of specific 
indicators. These findings in regards to these indicators are taken from the application of 
the project tools described earlier, such as focus groups, interviews with beneficiaries, case 
studies, and interviews with the colleagues and supervisors of beneficiaries. 

Goals and Indicators for Private Sector Companies and 
Organizations and Public Sector Institutions 
 
The goals that IOM had for private companies and public sector institutions were 
essentially the same:  
 

• Create long term effects through the added skills and know-how of experts in the 
administration and management  

 
• Transfer skills and know-how to local employees and employing institutions 

 
To assess the success of the EU-RQA in meeting these goals, the following indicators were 
used and the results assessed primarily through the 60+ interviews of the colleagues and 
supervisors of 30 beneficiaries. The indicators were:  
 

• Beneficiary implemented new initiatives / techniques / methodology / tools 
 
• Presence of beneficiary led to increased efficiency / capabilities at work 

 
• Reforms were maintained after the departure of the beneficiary 

 
• Beneficiaries made concerted efforts to train and inform colleagues formally or 

informally 
 

• Beneficiaries possessed skills and experience in demand from colleagues and 
employers 

 
• Beneficiaries were aware that knowledge transfer was a goal of the project  

 
• Beneficiaries often interacted with colleagues 
 
• Colleagues capable and willing to absorb and implement new tasks and techniques 

 
• Beneficiaries performed vital or significant roles in the institutions 

 
• Improved profitability, efficiency, market share, quality of service or product, etc. in 

the relevant department or business 
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Goals and Indicators for Self-Employed / Small Business Sector 
 
For the business projects of self-employed EU-RQA grant recipients, IOM had these basic 
goals: 
 

• Create employment and income generation of local employees employed through 
self-employed candidates 

 
• Foster business success of self-employed candidates with businesses of relevance 

to the overall reconstruction process 
 

• Aid in the revitalization of the private sector through the placement of beneficiaries 
as self-employed grant recipients 

 
As with public institutions and private companies, the success of the program in reaching 
these goals was evaluated through indicators such as the following: 
 

• Beneficiaries were qualified and capable of setting up and running the proposed 
businesses 

 
• Business models are well adapted to the local Afghan conditions 

 
• Businesses provided a service or product in demand in the reconstruction sectors 

 
• Businesses use techniques, strategies, technologies that are new or unique to 

Afghanistan 
 

• Businesses are profitable and capable of growth 
 

• Businesses are still functioning at the time of the evaluation or successfully sold or 
transferred to new ownership if beneficiary gone 

 
• Employees learn skills applicable to starting their own businesses 

 
• Businesses offer competitive wages to local staff 

Impact on Private Sector Companies and Organizations 
 

Testimonials and Analysis 
 
Considering that the legacy of state ownership and economic hardship has left the 
country with very few medium to large homegrown privately owned Afghan companies; 
it is noteworthy that IOM has a solid network of contacts in the nascent private sector. 
Nevertheless, IOM was successful in creating interest in EU-RQA returnees among 
private companies and organizations and utilized its contacts to place beneficiaries in 
companies that are generally relevant to the reconstruction efforts.  
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Of the 20 beneficiaries placed into private sector businesses, this evaluation visited the 
workplaces of 12. A disproportionate amount of these businesses were construction 
companies, while others were loosely-labeled “humanitarian organizations” 
implementing development and infrastructure projects.2 Other companies hosting 
beneficiaries included the only private airline in Afghanistan, a private medical clinic, a 
pharmaceutical production company, and a private bank. The core activity of each of 
these businesses was focused on or contributing to the reconstruction of Afghanistan or 
the introduction of new services and products to the local market.  
 
Furthermore, field evaluation demonstrated that almost all beneficiaries were given 
important positions within the companies. Typically, EU-RQA beneficiaries were 
employed as construction engineers or project monitors, IT specialists, doctors, mid to 
high level management, or technical trainers. (One notable exception was the previously 
mentioned elderly doctor, Bahador Ali, who was placed with the construction company 
that subsequently attempted to use him as a translator). Furthermore, few private 
companies involved with EU-RQA have more than 50 employees; hence beneficiaries 
were usually exposed to many different aspects of the company and in interaction with 
many employees, rather than just a specific department or sub-office.  
 
In accommodating and absorbing EU-RQA beneficiaries, private sector companies were 
much more prepared and adept than their public sector counterparts. When the 
supervisors and colleagues of beneficiaries were asked if they were aware that the EU-
RQA beneficiary was coming to work with them, almost all were aware. Beneficiaries in 
private companies very rarely stated that their employers were unprepared for their 
arrivals or that they felt that their skills were not utilized.  
 
Analysis of interviews with colleagues and supervisors of beneficiaries in the private 
sector reveals that the majority of EU-RQA beneficiaries were well-matched to their 
positions and possessed needed skills that they had learned in similar positions in the 
past. In the technical fields, beneficiaries were credited with introducing new 
techniques, methods, and technologies. Among management and administrative 
professions, beneficiaries were usually said to have brought professionalism and 
exactitude to tasks such as accounting and record-keeping.  
 
When asked about specific initiatives or reforms, the picture is more mixed. Some 
interviewed colleagues could give examples of specific improvements enacted by the 
beneficiaries, such as new quality control procedures at the pharmaceutical company 
and the establishment of a public relations office at a development sub-contractor. 
Others struggled to recall any particular changes that the beneficiary enacted beyond 
establishing a higher than normal standard of professionalism and work quality. Hence, 
beneficiaries differed on a case by case basis as to whether they took it upon 
themselves to implement reforms at work.  
 
The same is true of beneficiaries’ attitudes towards training their colleagues. Most 
colleagues stated that they learned good habits and new skills through working with 
                                                           
2 Many local organizations in Afghanistan that describe themselves as NGO’s are more similar to private 
sub-contractors with a profit motive. 
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beneficiaries, but according to colleagues, less than a third of all beneficiaries in the 
private sector formally trained their co-workers, and this number includes those 
beneficiaries whose job title officially identifies them as trainers in a specific field. The 
majority of colleagues of beneficiaries, however, stated that the beneficiaries attempted 
to share their expertise through informal tutoring on the job.  
 
To assess the overall impact of this knowledge sharing, supervisors and colleagues were 
asked their opinion of the reforms and initiatives of the colleagues and if the changes, 
skills, and knowledge brought by the beneficiaries was still in use at the place of work. 
Not surprisingly, the co-workers of beneficiaries who enacted formal training courses 
were more likely to claim to work better or more efficiently, and to claim to still be using 
the beneficiaries’ suggestions. In comparison to public sector colleagues and 
supervisors, the private sector interviewees were less likely to be skeptical of the 
beneficiaries’ qualifications or the overall utility of the program than their public sector 
counterparts. A minority felt that the qualifications of the beneficiary were no better 
than could be procured locally, but the majority expressed appreciation at the 
contribution of the beneficiary to the company. The fact that private sector interviewees 
expressed less animosity could be due to the fact that in a private company, local 
salaries are more in line with the salaries of the EU-RQA beneficiaries and that 
promotion is less related to connections and length of time on the job, two probable 
sources of tension in the government institutions.  
 

Conclusions  
 
The private sector portion of the project performed moderately well based on the 
established indicators. In summary, private companies were fairly adept at absorbing 
the talents of the EU-RQA beneficiaries. Employers, with the assistance of IOM, with few 
exceptions, performed well in placing highly qualified individuals in important positions 
with companies of relevance to the emerging private sector in Afghanistan. The amount 
of knowledge transfer and capacity building associated with a placement depended 
heavily on the motivation and initiative of the beneficiary, some of whom took it upon 
themselves to introduce new ideas and techniques to the workplace, and some of who 
did not. In the very least, Afghan companies performed better because of the presence 
of a skilled EU-RQA beneficiary. In some cases the experience left lasting impacts on the 
capacity and knowledge of fellow employees.  
 

Impact on Public Sector Institutions 
 

Testimonials and Analysis 
 
In comparison, the major constraint on the impact of the program in the public sector was 
not with the beneficiaries but with the government institutions themselves. Human 
resource management at government bodies, particularly the larger ministries that 
employed the most EU-RQA beneficiaries, was often insufficient for properly allocating and 
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utilizing skilled professionals from the EU.  
 
The first indication at the depth of the problem was in the difficulties encountered in 
locating supervisors, subordinates, and colleagues of past employees, some of whom 
worked in the institution within the previous 4-8 months. Generally, no administrative 
records could be produced to suggest the exact supervisor or department of a named 
beneficiary, or sometimes if the beneficiary had even ever worked there. IOM should be 
commended for maintaining reliable and durable contacts within government bodies, but 
even these contacts had difficulties locating colleagues within their own ministries, as 
turnover and constant shuffling of positions made finding former co-workers of 
beneficiaries problematic. That co-workers of beneficiaries often no longer worked at the 
institution or held other positions is a sign that whatever knowledge transfer or capacity 
building that occurred during the tenure of the beneficiary could be easily nullified by high 
departmental turnover (although it could be said that this capacity and knowledge were 
simply transferred elsewhere). 
 
Additionally, many beneficiaries were dismayed at the lack of preparation at their arrivals 
on the part of the government institutions. Only a slight majority of colleagues and 
supervisors of beneficiaries stated that they knew the beneficiary was coming to work with 
them prior to his or her arrival. During the focus group and interviews, very few former 
beneficiaries in public institutions stated that they received a very clear job description 
upon arrival at their place of work. The problems some encountered with finding a place to 
work and a specific job are chronicled in part B.  
 
Similar to the beneficiaries placed in the private sector, the majority of the EU-RQA 
beneficiaries placed in the public sector were well qualified to perform the job they ended 
up doing. Because of their qualifications, most ended up with fairly important jobs within 
their respective departments. Many were promoted to head departments, some supervised 
technical processes, and others were given important managerial and administrative duties 
such as procurement or accounting. Despite this, public sector co-workers and colleagues 
were more skeptical of the program than their private sector counterparts. When asked if 
they felt the program was productive and if they favored bringing back educated Afghans 
to work in the government, most coworkers answered in the affirmative but added that it 
should not be taken for granted that returnees were experts, or more qualified than locals. 
Many would also add that such talent could be found locally, but all qualified Afghans 
worked at high-paying NGOs and international organizations and could not be attracted 
with government salaries.  
 
Based on interview answers, beneficiaries in the public sector helped train colleagues and 
introduce changes at roughly the same rates as their private sector counterparts. Again, 
the most successful capacity builders in terms of co-workers still using skills and know-how 
acquired from the beneficiary were those cases where the official job function of the 
beneficiary mandated formal training of others. Public sector employees’ reactions to the 
efforts can be described as tepid in comparison to the private sector employees, and they 
were less likely to state that employees still used beneficiary implemented changes or ways 
of operating.  
 

 31



Conclusions  
 
Many government ministries, particularly the larger ones, were poorly equipped to manage 
effectively the addition of new talent and skills, and often squandered the potential 
resources offered by the EU-RQA program through lack of preparation. Though 
beneficiaries were qualified and skilled, and were almost always given important positions, 
their impact was limited by factors such as turnover of coworkers, jobs that involved little 
contact with colleagues and subordinates, suspicions regarding the program, and a lack of 
initiative in consciously sharing their knowledge with coworkers.  
 
That notwithstanding, most IOM beneficiaries in the public sector were able to make the 
most out of their positions and were almost universally praised for their professionalism 
and motivation in their new jobs. Even more so than in the private sector, beneficiaries 
were motivated by a desire to help contribute to Afghanistan, and so provided a 
hardworking and skilled employee to their department or office. Those whose roles 
mandate formal training of others as a job requirement generally left the greatest impact in 
terms of knowledge transfer. Those beneficiaries who served in an advisory role served an 
important function in that their ideas and expertise were injected directly into the decision 
making bodies of the department of institution. But advisors rarely worked directly with 
colleagues and subordinates and thus had less opportunity to share their knowledge. 
 
IOM fulfilled its obligations in terms of providing high quality employees to government 
institutions. That the institutions were often poorly equipped to facilitate the beneficiaries 
was a limiting factor for overall impact of the program, but largely beyond the control of 
IOM. The most successful cases in terms of impact involved highly motivated beneficiaries 
who took it upon themselves to implement changes and to train colleagues themselves 
rather than seek the assistance of the employing institutions. 

Impact on Self-Employed / Small Business Sector    

Testimonials and Analysis 
 

Self-employment business projects were heavily geared towards IT and computer based 
businesses. Of the businesses contacted for the evaluation, a large percentage were either 
computer training centers, IT services providers, computer sales shops, or internet cafés. 
Other projects included bakeries, brick factories, a furniture store, a film and media 
production firm, a media placement firm, an auto repair shop, and a carpet weaving 
company. Most all of the funded self-employment projects were directly applicable to 
reconstruction oriented sectors, such as food processing, communications, and 
infrastructure. Furthermore, most involved the manufacture or sale of products and 
services with high levels of demand, such as construction supplies, modern home 
furnishings, and media content. Hence, the choice of products to sell was consistent with 
the goals of the project, except in the case of the IT sector. 
 

Reservations about the IT sector concern the level of existing competition among small 
business selling computer courses and internet access. While the demand for these 
services is high, the market of companies providing these services is very crowded, 
particularly in Kabul. Of the businesses surveyed for the evaluation, the only two that were 
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completely closed down were an internet café and a computer training school.  
 
IOM indicated that beyond an assessment of the merits of the applicants business plan, 
IOM sought out applicants who presented themselves as adept at anticipating and solving 
problems that they might encounter in Afghanistan. According to the employees of the 
grant recipient, the beneficiaries were almost always experienced in the field of their new 
enterprise. These factors, combined with the workshops on small businesses organized by 
IOM in Europe, helped ensure that most beneficiaries selected for grants were prepared 
and resourceful. Based on the low rate of business closures per businesses surveyed (2 out 
of 8), IOM’s strategy of choosing candidates with good qualifications to run a business was 
a success. In one instance, a grant recipient apparently assumed that reliable city electricity 
would be available by the time his computer courses commenced, and budgeted nothing 
for a stable generator. His business failed. But examples like this, wherein EU-RQA grant 
recipients were clearly unaware of existing market conditions, were rare.  
 
A few companies interviewed and analyzed genuinely provided a product that was either 
unavailable locally or unique in some way. The media placement and design company, the 
film production firm, and the European car repair shop clearly offer products that few 
competitors can provide. These firms also utilized skills and techniques that are very 
difficult to find in Afghanistan. The same cannot be said for the furniture store or the brick 
factory, neither of which utilized any technological advantage in the manufacture of its 
product. 
 
Yet even in these cases that did not meet the goals concerning new technique and 
technologies, the income effects and positive externalities associated with a successful 
small business are clear. All the surviving companies employed at least 4-5 locals, and pay 
was generally in line with local rates. The high numbers of technology oriented companies, 
with very specific human resources needs, also meant that salaries offered were quite high 
by local standards.  
 
Capacity building indicators are much higher among the self-employed grant recipient 
businesses than among those placed in government institutions and even private 
companies. The main reason for this is that the EU-RQA business owners were forced to 
rely on their own employees and train them to fill in any human resource gaps. In 
interviews, employees of EU-RQA grant projects almost unanimously credit the 
beneficiaries with training them on the job in both technical skills and practical knowledge 
concerning the business such as customer service, finance, and accounting, and sales and 
marketing. Many employees cite these skills as the ones they may need should they decide 
to start their own business in the future. 
 
Given the time constraints of the evaluation, it was not possible to perform a substantive 
analysis of each business contacted, but as the vast majority of the businesses are still in 
operation, it can be assumed that these projects are profitable, or at least not operating at 
a loss. Some, such as the media placement firm and the car repair shop, have experienced 
rapid growth through an expansion in the customer base. Others, such as a few IT services 
companies and the brick factory are often just breaking even.  
 
Many small business grantees are still in Afghanistan working with their businesses. Some 
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grant recipients returned to Europe after a year or so, but one unambiguous success of the 
program is that beneficiaries have generally been able to hand off their operations to 
relatives and business partners and still play a roll in the business by returning back to 
Afghanistan periodically. According to beneficiaries and their employees, almost every 
business project ended up needing a significantly larger amount to start than the €5000 
provided by EU-RQA. IOM stipulate that the grant money could only go to equipment and 
supplies, and not to overhead costs such as rent. This required personal investment 
obviously made the fate of the project much more important to the beneficiary. Hence 
even the beneficiaries who returned to Europe remain involved with the company by 
communicating with their relatives or partners running the business. 
 

Conclusions 
 
The self-employment component of the EU-RQA was successful in transferring knowledge 
and building capacity because of the beneficiaries’ need for qualified staff, which they 
generally had to train themselves. The majority of projects involved the need for some 
skilled labour, which created high quality jobs for locals that one day may allow them to 
start their own business.  
 
The businesses themselves were largely successful, and all but a few still are in operation; 
some are thriving. During the focus group, grant beneficiaries stressed the importance of 
local market knowledge, and IOM mostly was successful in choosing candidates who were 
aware of and prepared for the local conditions.  

Part-D Lessons Learned and Best Practices 
 

IOM Processes 
 
IOM earns high marks for its design and implementation of the project, as agreed in the 
contract with the European Commission. The project cycle was based on the positive 
experience of the Global RQA and followed a manageable, logically consistent process. 
The major faults and complaints about the EU-RQA process concern the assistance 
package and its lack of an affordable housing option. Confusion over access to medical 
care was a major drawback of the program for some beneficiaries.  
 
One area for improvement is in the application of the hiring procedure. The hiring of EU-
RQA beneficiaries by relatives or acquaintances within the ministries created a negative 
perception of the program and beneficiaries among some parties.  

Impact 
 
A principal finding of this report is that the impact of the program in terms of improving 
the quality of institutions, building capacity, and transferring expertise was much greater 
in the case of the self-employed businesses grant recipients and private sector 
employees than with the beneficiaries working in the public sector. Private businesses 
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and small enterprises were much more willing and able to capitalize on the resources 
offered to them by the EU-RQA. In contrast, public institutions sometimes were ill-
prepared to properly utilize the beneficiaries and other factors such as high turnover 
limited the effect of the transfer of knowledge from the beneficiary to the institution. 

Expectations of Key Actors 
 
A major theme that emerged during the evaluation process was that each of the different 
key actors involved in the project (beneficiaries, IOM, the employers) had different 
expectations regarding the purpose and goal of the program.  
 
The beneficiaries of the program generally believed that the purpose of the EU-RQA was to 
allow them to return home country through a structured plan and contribute to the 
reconstruction efforts. Their motivations for participation were (according to the 
beneficiaries themselves): to help Afghanistan, to see how the country has changed, to 
explore the option of returning on a more permanent basis, and to reconnect with family.  
 
The employers’ expectations were basically limited to receiving and utilizing a qualified 
worker who was already being paid a local salary. Employers usually chose to host an EU-
RQA beneficiary because the cost was minimal and the quality of the work was thought to 
be high.  
 
IOM emphasized capacity building and on the job training as a key expectation and 
component of the program.  
 
Interestingly, in interviews and focus groups, when returnees were asked if they were 
aware that knowledge transfer and capacity building were major goals of the project, 
almost all said no. It seems likely that more beneficiaries would have made a more 
concerted effort to build capacity if it were stressed as a project goal. 

General 
 
Several general lessons can be drawn from this project experience. The limitations of 
the government institutions to aid in the placement and utilization of beneficiaries is first 
and foremost. Also, negative attitudes towards returnees are still prevalent, and can 
create a skepticism and lack of acceptance that limits the receptivity of the colleagues to 
new ideas.  
 
Interviews with former beneficiaries and their supervisors and colleagues indicate that 
most feel that 6 to 12 months is an insufficient time period to effect meaningful changes 
on the efficiency and ability of a company or institutional department. And to effect a 
transfer of knowledge capable of positively impacting co-workers, most feel at least a 
year is needed. This opinion was shared by both beneficiaries and their supervisors and 
colleagues.  
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Part-E Case Studies 

Case Study of Ali Beheshti: Self-Employed Beneficiary in 
Herat 
 
Ali Beheshti returned to his home city of Herat from Denmark after an absence of more 
than a decade. As a beneficiary of an EU-RQA grant, Mr. Beheshti became involved in 
the production of construction materials, primarily bricks. Both before and after leaving 
Europe, he studied and worked as an engineer, though it seems he was unable to utilize 
fully his skills in this field while in Europe. At the time of the evaluation visit to his facility 
in Herat, Mr. Beheshti was again in Denmark, where he still has relatives, but the brick 
factory continues to function. Relatives were expecting Mr. Beheshti to return to Herat 
again in the near future, though no one knew for sure when. 
 
The brick making facility sits on the dry plains in the vicinity of Herat airport and is run 
by Mr. Beheshti’s brother-in-law, Mr. Gul Mohammad. Currently the factory employs 
around 4 full time employees, 15 temporary workers for a special project. The 
temporary and most of the full time employees earn around $100 USD per month, 
though the foreman, who is experienced in operating brick making equipment, earns 
almost ten times that amount because of the demand for his skills. According to Gul 
Mohammad and the employees, the facility produces around 1.5 million bricks in one 
year, which they then sell wholesale to construction companies and private 
homebuilders for roughly 2.5 Afghanis each. The factory expands and contracts 
production to fill specific orders. 
 
According to Gul Mohammad, Mr. Beheshti involvement with the brick making facility 
was critical to making it what it is now. Gul Mohammad already operated the brick 
making factory before the return of Mr. Beheshti; it was not, in fact, a new company or 
facility. Even though Mr. Beheshti has a background in engineering, he had little 
technical input into the brick making process. Rather his contribution seems to be in 
marketing and selling the product. He established a sales office in downtown Herat and 
employed two assistants to help him target and reach a much broader customer base, 
including local NGOs. He also successfully launched television and radio advertising for 
the company. His financial contribution, which included his own personal savings as well 
as the €5000 Euro worth of equipment purchased by IOM, went to expand Gul 
Mohammad’s production capacity and essentially made Ali Beheshti an equal partner in 
the business. Previously, the business possessed only 2 furnaces to make bricks, but the 
cash infusion allowed the business to purchase 3 more and operate 5 furnaces. 
 
The expansion in production due to the grant and the expansion of the customer base 
due to Mr. Beheshti’s sales acumen constitute a major success, as the business has 
grown and now employs more people locally. But beyond employment benefits, the 
project has serious flaws that merit examination. In addition to the fact that this 
business was not, in fact, a new business, it produces bricks in a manner that is 
outdated and technologically rudimentary, even by local Afghan standards. Instead of 
more expensive coal burning furnaces that also require more land, Gul Mohammad 
makes bricks with cheaper hay-burning furnaces. No only is this material less reliably 
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sourced, but the method more is more inefficient and produces lower quality bricks than 
the competition, which exclusively uses coal burning furnaces. Consequently, Gul 
Mohammad and Mr. Beheshti are forced to try to undercut the competition on price. The 
ad-hoc nature of their orders meant that little consideration was given to the marginal 
cost of brick production, but it seems likely that in order to maintain its expanded 
market share, the factory sometimes sold bricks below production cost. There are plans 
to upgrade the brick production technology through further investments from Mr. 
Beheshti’s savings, but the sales offices remains closed after many months while Ali 
Beheshti is in Denmark. Hence the training his assistants received in bookkeeping and 
sales and marketing may be lost to the company if they are not rehired in the same 
capacity soon.  
 
Based on the stated goals of the EU-RQA program in regards to self-employed grant 
recipients, this project has a mixed record. The products, bricks, and construction 
materials are certainly in demand in Herat. The beneficiary, Mr. Ali Beheshti, brought 
innovation and skill in sales and marketing. Furthermore, the business continues to 
function and has expanded significantly. With an upgrade in technology, the business 
will be more profitable and sustainable. Yet the business represents no innovation in 
production, and actually produces a product inferior to most on the local product, by the 
owner’s own admission. The factory provides a reasonable wage to its employees, but 
the vast majority of the employees are unskilled manual laborers who have no particular 
technical knowledge. While the assistants of Mr. Beheshti were trained in sales, 
marketing and bookkeeping, it is unclear if they will again be employed utilizing these 
skills.  
 
Expanding production of a low-end product helped generate income and jobs, but did 
little to transfer know-how to locals. If the beneficiary had started a new factory with 
new technology, and applied his marketing skills to a high end product, a needed niche 
may have been filled and employees may have needed to learn more advanced skills to 
operate the machinery.  
 
 

Case Study of Farida “Marzia” Yaqubi: Public Sector 
Beneficiary in Herat 
 
Marzia Yaqubi and her husband Mohammad Yaqubi were both were employed through 
the EU-RQA program. After living for almost five years in northern Holland, the Yaquibi 
were not granted Dutch citizenship and they and their three children resettled in Herat 
with the assistance of a different returnee program, the Assisted Voluntary Return. In 
Herat, Marzia and her husband contacted IOM about any potential programs for 
returnees of their profile. Mohammad was a former professor and lawyer, while Marzia 
had teaching experience in Afghanistan and an advanced degree in history and 
geography. Neither had worked formally in Holland, though Marzia volunteered and 
gave courses at a community center for Afghan refugees.  
 
Through EU-RQA, Marzia began her job as a high-school teacher at the Amir Ali Sher-e-
Nawae Maktab  in May of 2004. Her primary duty was to teach English to high school 
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girls. It is unclear why the school administrators allocated her this subject, as her level 
of English is quite low, and her qualifications in other subjects much stronger. 
Nevertheless, Mrs. Yaqubi appears to have performed admirably in her roll as teacher, 
because she was recently promoted to principal of the women’s school. She manages a 
school of 4000 female pupils with 107 staff members. In addition, she teaches 8 hours a 
week.  
 
Mrs. Yaqubi has instituted a series of initiatives at the school that were praised by her 
colleagues. An adequately stocked first aid room was dedicated, and for the first time, a 
women’s sports program was instituted so that the girls now have access to basketball, 
karate, volleyball and other activities. Mrs. Yaqubi had yet to organize or implement any 
formal teacher trainings, but her colleagues expressed their satisfaction with her 
professional attitude and punctuality; traits that set her apart from her predecessors and 
made her a good example to follow. She was also praised as hard-working, motivated, 
and organized. Her experiences in Europe made her more receptive to contact with the 
foreign NGO community, and she has been a tireless advocate for the school, able to 
effectively solicit assistance from both the government and charities. 
 
Despite her successes at the school, Mrs. Yaqubi’s promotion seems to have created 
some departmental friction, as other candidates with longer tenure at the school were 
passed over. In an interview at the Herat branch of the Ministry of Education, Mrs. 
Yaqubi’s supervisor echoed a popular sentiment about returnees when she stated that 
more than enough qualified Afghan were living in the country, but the government 
salaries were too low to attract them to work. She felt that IOM money could be better 
spent on direct training of existing teachers and augmentation of teacher salaries. That 
suggestion notwithstanding, the supervisor spoke highly of Mrs. Yaquibi’s ability to 
manage and improve the Sher-e-Nawae High School. 
 
Fellow teachers have only benefited indirectly, as no formal training process was 
conducted. Furthermore, the initial placement of Marzia as an English teacher seems to 
have been a misallocation on the part of the employer. Yet the success of this 
placement is evident in the improved level of efficiency and organization of the high 
school. Marzia has brought new ideas and techniques to the Herat school system, and 
served as a positive example for her colleagues and supervisors in the process.  
 
 

Case study of Aslamy Mohamad Alam: Private Sector 
Beneficiary in Kabul 
 
Engineer Alam left Afghanistan a quarter of a century ago and spent much of his adult 
life in Germany, where he now enjoys full citizenship. Engineer Alam left a lucrative and 
steady career as an industrial engineer specializing in metal working to enroll in the EU-
RQA because of a desire to return and contribute to the reconstruction of Afghanistan. 
He returned to Afghanistan in December of 2004 for a 6 month contract, but decided to 
remain in Kabul with the same employer. 
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Engineer Alam’s employer, the Humanitarian Services Organization for Women (HSOW), 
is a small (33 employee) sub-contractor for various development projects, and 
specializes in small construction projects in the Kabul, Parwan, and Kunduz provinces. 
The head of HSOW, a young businesswoman named Breshna, learned of EU-RQA 
through professional contacts at other reconstruction organizations. Mrs. Breshna 
requested an engineer for irrigation or road and building projects, but never specified 
that she needed a construction or irrigation specialist when she arranged to hire an EU-
RQA beneficiary. Consequently, the arrival of Engineer Alam presented a dilemma for 
HSOW. Engineer Alam is trained in working metals, but has no experience in 
construction. 
 
For the first months of his employment with HSOW, Engineer Alam was in charge of 
inspecting projects in the field and reorganizing office functions in Kabul. According to 
Breshna, Engineer Alam was responsible for overhauling procedures for reporting to 
donors and preparing financial statements. Fortunately, HSOW and Engineer Alam 
recognized that the obvious mismatch of qualifications could be an asset to the 
business. To capitalize on Engineer Alam’s expertise in metallurgy, HSOW put together a 
successful proposal to implement a metal working training course together with the 
Ministry of Education. The project leverages Eng. Alam’s considerable experience in 
Germany and trains 280 teenage boy apprentices in the recycling of scrap metals and 
manufacture of iron tools such as anvils, hammers, and crowbars. The products 
produced by the students are sold for profit on the local market. The project is viewed 
as a success by HSOW and the Ministry of Education, as well as the apprentices. 
 
After the conclusion of the EU-RQA program, HSOW raised its contribution to Engineer 
Alam’s salary in appreciation for his work. Engineer Alam has decided to stay in Kabul on 
a more permanent basis, primarily because he is convinced that he has found an 
opportunity to contribute to Afghanistan’s development through utilization of his very 
specific talents. Engineer Alam clearly possesses skills that are in demand and difficult to 
find in Afghanistan. 
 
This case was an unambiguous success because the nature of the employer allowed for 
flexibility in the utilization of the beneficiary. HSOW had little use for a metallurgist at 
the onset of the program, but was able to turn his experience into an unexpected 
windfall. This case demonstrates the superior ability of small, private enterprises to 
capitalize on the human resources offered by EU-RQA in comparison to large institutions 
or ministries, where talent and experience was sometimes squandered. 
 
 

Case Study Haroun Rachid: Self-Employed Beneficiary in 
Kabul 
 
Haroun Rachid left Afghanistan during the rule of the Taliban, making his way to Russia, 
and eventually settling in France for three years. Before his departure from Kabul, Mr. 
Rachid and his brother Najib worked as auto mechanics. Najib also fled, and continued 
his trade in Iran.  
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While living in France, Mr. Rachid worked in an auto repair garage where he was 
exposed to more complicated and sophisticated types of engines, wiring, transmissions, 
and fuel systems. Through friends, he learned of the EU-RQA program for self-employed 
grant recipients. With the aid of IOM in Brussels, Mr. Rachid put together an application 
for the EU-RQA grant, emphasizing his acquired expertise in European cars. IOM 
recognized the potential of his proposal; Mr. Rachid possessed a skill that is rare and in 
demand in Kabul, and his former contacts and clients in the business were likely still 
interested in his services.  
 
Mr. Rachid returned to Kabul in October of 2004. His business strategy is simple and 
effective. He and his brother Najib, recently returned from Iran, opened a small 
workshop in an industrial district of Kabul and passed out business cards advertising 
their specialty in European cars to parts dealers and to other more general service 
mechanics. They also reconnected with former customers who spread the word through 
referrals. With the IOM grant installments, Mr. Rachid purchased expensive tools, 
diagnostic machines for fuel pumps, and a generator to power his workshop. He and his 
brother also paid rent upfront on the workshop, in total investing several thousand 
dollars of their own money.  
 
Presently, the small business is thriving. Audis, Mercedes-Benzes, BMWs pack the lot 
awaiting repair, primarily to their transmissions and fuel systems, services that run from 
$50 to several hundred dollars. Mr. Rachid plans to move the business to a larger facility 
in the more upscale Shar-e-Now neighborhood soon. The company employs 9 people, 
mostly relatives and neighbors. None had relevant experience in car repair prior to 
employment with Mr. Rachid. Each employee is trained on the job and earns around $40 
monthly for the work. Haroun Rachidhas taken one teenage boy, Baram, as his personal 
assistant and apprentice. Because Baram is an orphan, he is paid several hundred 
dollars a month to support his siblings. In addition to basic mechanic skills, Baram now 
knows how to open and repair engine heads and fuel pumps, skills that he suggested he 
may one day use to open his own shop.  
 
The success of this project is due to the flexible interpretation of the concept of 
“qualified returnee”. Unlike most other EU-RQA beneficiaries, Haroun Rachid has little 
formal education. Furthermore, he had almost no association with the more affluent 
segment of the Afghan community in France. Six of his friends also applied for 
placement in the program and were rejected. Yet Mr. Rachid’s experience in Europe 
gave him a clear competitive advantage in his field in Kabul. The ability of IOM to 
recognize and accommodate someone of Mr. Rachid’s profile was an asset to the overall 
success of the EU-RQA program. Furthermore, IOM staff visited his business several 
times and assisted in the acquisition of his tools. 
 
 

Case Study of Dr. Alham Wardak: Public Sector Beneficiary in 
Kabul 
 
Dr. Alham Wardak returned to Kabul in October, 2003 after 19 years in exile in 
Germany. Like many beneficiaries in the public sector, he returned to the same ministry 
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or institution that he left years ago, in this case the Ministry of the Interior. Prior to his 
departure from Afghanistan, Dr. Wardak studied technical logistics in St. Petersburg, and 
later earned a Doctorate and Master’s degree in procurement and logistical 
management.  
 
Dr. Wardak, like a sizeable minority of public sector beneficiaries, used his personal 
contacts at the ministry to procure a letter of request from officials in the ministry to 
present to IOM, who then facilitated his repatriation and employment. While his 
qualifications and utility to the ministry are evident, his initial experience demonstrates 
the confusion that greeted many returnees upon arrival at the large ministries. Dr. 
Wardak was evidently shuffled between several departments where he either was ill-
suited for the work or simply unaccepted, before he finally arranged to be put in a 
useful position in the logistics department, a change more due to his personal 
motivation and tenacity than a thoughtful human resources allocation process. 
 
But once in his role in the logistics department, Dr. Wardak’s qualifications proved 
valuable to the ministry. His immediate superior detailed his considerable responsibilities 
in equipping and supplying tens of thousands of police across the country, drastically 
slashing procurement costs on basic items and modernizing accounting techniques. Dr. 
Wardak was praised by colleagues and supervisors for his professionalism and 
motivation, as well as the success of his reforms in the procurement process. In a 
demonstration of the limitations of EU-RQA beneficiaries working in large ministries, his 
superior was quick to point out that as an advisor and liaison, Dr. Wardak had little 
authority to change cumbersome bureaucracy or regulations, but could only improve 
and modernize existing structures.  
 
Based on his performance as an EU-RQA beneficiary, the Ministry of Interior offered Dr. 
Wardak a permanent position in the department as a logistical advisor to the head of 
logistics for the whole department. Dr. Wardak is content with his job, but his personal 
situation makes his stay in Afghanistan difficult. His family still resides in Germany, 
where they all enjoy citizenship. Now that he earns only the regular salary of a 
government functionary (in the range of $100 USD per month), he cannot afford to 
bring his family to Afghanistan, and he himself lives in a backroom behind his office.  
 
In addition to the personal problems associated with leaving his family in Germany, Dr. 
Wardak suffered a confusing placement process, as the ministry made little attempt to 
place him in an appropriate position. Despite these difficulties, Dr. Wardak’s tenure at 
the Ministry of Interior has been a success in that his expertise has led to improvements 
in efficiency and quality of work. Though he has few employees directly under him to 
train, colleagues have learned new methods in logistics and procurement.  
 
 

Case Study of Nangialai Homayoun: Public Sector Beneficiary 
in Kabul 
 
Nangialai Homayoun, a professional musician and music teacher, is the son of the horn 
player for legendary Afghan musician Ahmad Zahir. The rise of the Taliban provoked a 
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general exodus of professional musicians like Nangialai, who settled in Holland until his 
participation in the EU-RQA program. Through the program, he was selected for 
employment by the Ministry of Information and Culture, a ministry with extensive 
contacts with IOM.  
 
In his position with the ministry, Nangialai was responsible for teaching music to 
students and organizing teachers to teach them how to read and compose music based 
on the Western system of musical notation, a skill apparently few in Afghanistan 
possess. Additionally, Nangialai helped young musicians record and produce their own 
music, and worked on the production of music for radio. According to one superior, 
Nangialai was also instrumental in the formation of an orchestra under the sponsorship 
of the ministry. At the conclusion of the EU-RQA program, Nangialai decided to stay as a 
regular employee of the ministry and not return to Holland. He was promoted and now 
controls a department that is involved in the certification and training of professional 
musicians such as those who are hired to perform at weddings. Former supervisors and 
colleagues credit Nangialai with professionalizing and modernizing the department, 
which they see as important to the reestablishment of music as a profession in 
Afghanistan.  
 
Though the leadership of the Ministry of Information and Culture was among the most 
eager to utilize the EU-RQA program, this case exposed the deep acrimony that 
sometimes existed in regards to the employment of returnee Afghans. Supervisors and 
some colleagues praised the program for helping to bring back someone of Nangialai’s 
qualifications, but his placement and promotion also created internal political divisions. 
Informally, some colleagues expressed dismay at the extra pay and incentives offered to 
Mr. Nangialai, and insisted that many returnee “experts” were not deserving of the title, 
and suggested that Mr. Nangialai’s knowledge of Western musical notation was 
exaggerated. Furthermore, these employees were resentful of the success of Afghan 
musicians abroad, and felt their own work was being plagiarized and commercialized.  
 
Comments like these make an objective evaluation of such a case difficult. Yet they 
serve to illustrate the tensions that can exist within institutions regarding returnees, who 
are often given high-level jobs and much higher pay than their colleagues who may 
have served for many years in the same position, as referenced earlier in the report. 
 
 

Case Study of Aseer Abdul Manan: Public Sector Beneficiary 
in Kabul 
 
Aseer Abdul Manan participated in the EU-RQA program for 12 months, starting at the 
beginning of September, 2003. He has since returned to Germany, where he resided for 
most of his 18 years away from Afghanistan. From Germany he registered with IOM and 
was selected for employment by the Ministry of Higher Education based on his previous 
work experience at Kabul University and the Department of Foreign Affairs of the 
ministry, though he no longer had contacts within the ministry itself.  
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Once installed in his job, Mr. Manan was responsible for establishing exchange programs 
with foreign nations and authoring proposals for various educational initiatives, generally 
in cooperation with the Ministries of Education of foreign governments. In this role, Mr. 
Manan’s ability to speak English, German, Pashtu, and Dari were critical to his success. 
Described as punctual and hardworking, Mr. Manan is credited with establishing new or 
dormant links to foreign governments, standardizing proposal writing, and using internet 
and multimedia to reach potential donors and sponsors. Colleagues stated that he 
informally counseled them in letter and proposal writing protocol, and that he was 
frequently consulted on matters pertaining to foreign relations by other ministry staff. 
For these reasons he was promoted to head of the department after 6 months. 
 
As head of the department, Mr. Manan had a large impact on the work of the ministry. 
And despite being universally praised by his supervisors and colleagues, many fellow 
employees who were interviewed voiced dissatisfaction at the duration and focus of the 
program. Most felt that in order to effect a large change in the procedures and capacity 
level of the department, a longer duration of employment was needed. Several weeks 
passed before Mr. Manan adjusted to his new role, and the last months were spent 
preparing for his departure. Furthermore, some stated that as Mr. Manan did not 
formally train anyone, and few possessed his background and language skills, most of 
his expertise was lost when he departed. Though all spoke highly of Mr. Manan 
personally, some felt that his skills could be found locally, but all Afghans with such 
qualifications were paid exorbitant salaries by international NGOs and would not work on 
a government salary. 
 
Mr. Manan’s tenure at the ministry was clearly successful, based on the quality of his 
work and his suitability for the job. Furthermore, his departure did not mean a total loss 
of expertise, as colleagues indicated that they had learned certain professional skills 
through working directly with him. But the colleagues’ comments raise the point that 
such short durations of work limit both the efficiency of the beneficiary to do his 
assigned job, and the knowledge transfer process. 
 
 

Case Study of Noorzai Daud: Self Employed Beneficiary in 
Kabul 
 
Noorzai Daud’s profile is unique for an EU-RQA beneficiary. At only 27 years old, he is 
much younger than the program average. Though he was born in Afghanistan, he spent 
25 of his 27 years in Germany. Following his education in Germany, he pursued worked 
with Deutsche Bank and gained expertise in business and information technology (IT). 
Following the stabilization of the political situation in Afghanistan, he decided to explore 
business opportunities in Afghanistan together with several other Afghan-European 
colleagues.  
 
Mr. Daud was actually brought into the EU-RQA program when he was already living in 
Afghanistan. Together with his EU-RQA grant of €5000, he invested some $10,000 USD 
of his own money into establishing an IT, networking, and communications firm in 
Kabul. The IOM distributed money primarily went to purchase printers, computers, and 
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office supplies. The company is split into two divisions, and the other is run by a fellow 
EU-RQA self-employed beneficiary, who invested his €5000 EU-RQA into a different 
company that later merged with Mr. Daud’s company. The company provides IT 
consulting to local and foreign clients in Afghanistan, and also designs and places media 
content for private and public sector clients. One recent project involves creating and 
placing billboard advertisements for the national police. Clients are contacted through 
referrals and social networking. Here Mr. Daud enjoys a distinct advantage over his 
rivals in communicating with both foreign and local clients as he is familiar with both 
Afghan and Western business and social customs. 
 
The business currently employs 10-12 full time employees, from janitors to IT 
specialists. The pay ranges from $80 to $600 USD. For designers and network 
specialists, the company hires from the local universities. The IT specialists and their 
assistants design websites and create promotional materials for the clients. Mr. Daud 
and his partner have trained most of the employees personally on subjects such as 
design, bookkeeping, and software applications. Because the business model is project 
based, overhead costs such as rent are a large consideration, given the erratic nature of 
business development in Afghanistan. Nevertheless, successful business networking has 
meant that the company is expanding its client base and growing. Media, IT, and 
communications are fast growing sectors of the Afghan economy, and Daud Noorzai’s 
business proposal capitalized on this trend and his own personal expertise.  
 
This project has created positive externalities through job creation and income 
generation, and filled a niche in media placement in a growing segment of the local 
economy.  
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