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Abbreviations 
�
ACSF:  Afghan Civil Society Forum 
AEIP:   Afghanistan Emergency Information Program 
AIHRC:  Afghan Independent Human Rights Commission 
ATI:   Afghanistan Transition Initiative 
AWD:  Afghan Women for Development 
AWEC:  Afghan Women’s Education Center 
AWN:   Afghan Women Network 
CAFÉ:  Central Asian Free Exchange 
CCA:   Cooperation Centre for Afghanistan 
CRS:   Catholic Relief Services 
DoE:   Department of Education 
DoWA:  Department of Women’s Affairs, provincial offices of MOWA 
GAA:   German Agro Action 
GIR:   “Grant Idea Request”, a document used for initiating all ATI projects. 
IDP:   Internally Displaced People 
IOM:   International Office for Migration, implementer of ATI 
IP:   Implementing Partner, generally refers either to NGOs or contractors 
IWPR:  Institute for Peace and War Reporting 
MoU:   Memorandum of Understanding 
MoWA:  Ministry of Women’s Affairs 
MPT:   Ministry for Post and Telecommunications 
MRRD:  Ministry for Rural Rehabilitation and Development 
NSP:   National Solidarity Program 
PRT:   Provincial Reconstruction Team 
PTCRO:  Pamir Training Center and Rehabilitation Organization 
PTG:  “Political Transition Grant”, a document stating the scope, objectives, 

means and mutual responsibilities of stakeholders for an ATI project. 
QIP:   Quick Impact Program 
TISA:   Transition Islamic State of Afghanistan 
UNAMA:  United Nations Assistance Mission for Afghanistan 
UNDP:  United Nations Development Program 
UNIFEM:  United Nations Development Fund for Women 
UNOPS:  United Nations Office for Project Services 
UNSECOORD: United Nation Security Coordination Department 
USAID/OTI:  USAID/ Office of Transition Initiatives 
WMC:  Water Management Council 
WRC:   Women’s Resource Centers 
WUA:  Water Users Association 
YCDP:  Youth and Children Development Program 
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The objective of this study was to assess the success of the ATI program in achieving its 
goals and objectives. This entailed examining the structural and social impact of ATI 
projects; management of ATI by IOM; internal monitoring and evaluation of projects; 
and best practices and lessons learned from ATI for future development programs in 
Afghanistan and other USAID/OTI programs. 
 
 
This study was carried out from February to May 2005. It entailed visits to 42 ATI 
projects in the 8 sub-offices of IOM – Kabul, Bamyan, Gardez, Herat, Kandahar, 
Kunduz, Maimana, and Mazar-i-Sharif. Attempts were made to visit and analyze a 
minimum of 5 projects per sub-office, covering each of the 5 thematic categories of 
projects. A combination of research tools was used to collect information from different 
levels and on the various aspects of the program -- documentation audit/reviews; focus 
group discussions; semi-structured interviews, and project site visits. 
 
Based on the findings of the field-work, this report has been organized in the following 
manner. First, ATI’s commitment – in terms of its goals and objectives, the Afghan 
context and its implementation framework, is reviewed. This is followed by the actions 
ATI took over the last three years and the challenges it faced during implementation. And 
finally, the report concludes with an assessment of ATI’s impact, and the best practices 
and lessons learned from the program. 
 
The highlights and key findings of this study are as follows: 
 
ATI’s Commitment 
 
ATI began in October 2001 as a two year program that later on got extended to June 
2005. While USAID/OTI has had several other implementing partners in Afghanistan, it 
currently works only with the International Organization for Migration (IOM) and 
Internews. Internews implements independent radio stations and provides technical 
assistance for media projects, and IOM implements the “Afghanistan Transition 
Initiative” (ATI) portion, which includes a variety of themes and projects.  
 
The overall mission of ATI was to increase citizen involvement and confidence in the 
process of recovery, rehabilitation, and democratic political development. To achieve this 
mission the following four sub-objectives were pursued: 
 
1. Increase the Afghan government’s responsiveness to citizens’ needs 
2. Increase the capacity of the Afghan media 
3. Increase citizen awareness of and participation in democratic processes 
4. Increase the capacity of Afghan civil society groups 
 
But, rather than being a demand-driven or a development program, ATI was more of a 
political program that had to maintain adequate flexibility to meet the varying needs of 
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USAID/OTI and the absorptive capacity of local stakeholders, especially the Afghan 
government. Therefore, in order to be flexible and to rapidly respond to the fast-changing 
context, the program did not start off with a concrete strategy in terms of a sector-based 
focus or programmatic design. It was only in retrospect, at the end of the program, that a 
programmatic structure became apparent and was organized into themes and phases.  
 
Table A: Themes and Phases 
 

T
he

m
es

 

– Infrastructure: To construct or re-construct community-based infrastructure  
– Government Support: To build government buildings and provide direct 

support to the government  
– Civic Education: To encourage political participation and civic education 
– Media: To develop an independent media 
– Gender: To engage women (and men) in the development process 

 

Ph
as

es
 

– Phase 1: Demonstrated the peace-dividends of a post-Taliban regime, by 
implementing visible projects and rehabilitating structures destroyed by 
Coalition Forces 

– Phase 2: Supported direct interaction between communities and the provincial 
government departments by involving the government in the identification and 
monitoring of grants provided to communities 

– Phase 3: Focused on integrating the strengthened central government into ATI 
grants. In this phase, ATI also began gender-specific programming and a focus 
on women’s participation and impact on all projects  

– Phase 4: Aimed at forging linkages between government and communities 
across all five themes. Regional and gender-specific strategies were developed 
to address the needs of war-effected communities and women.  

– Phase 5: Is focused on closing down the ATI program, by concentrating on 
completion of ongoing projects and fixing-up completed projects that require 
modifications and repairs. 

 
 
ATI’s Approach 
 
Trends in Grant Support 
 
As of February 2005, the ATI program had granted around $33.6 million to implement 
more than 550 projects. In terms of regional distribution, 30% of the total granted amount 
had a national focus; 24% was granted to provinces that fell under the Kabul sub-office; 
and each of the remaining sub-offices managed 5%-to-8% of the total granted amount.  
 
In terms of thematic focus, infrastructure grants were implemented at the community 
level and were therefore more dispersed, accounting for 44% of the number of grants and 
32% of the granted amount. On the other hand, the centrally managed media grants, 
though 14% in terms of numbers, accounted for 29% of the granted-amount. Government 
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support grants make up for most of the balance of grants at 20% in numbers, and 17% in 
value. 
 
In terms of grantees, ATI’s funding was extremely concentrated. Though many ATI 
grants were implemented directly with communities, the total amount granted on such 
projects accounted for only 20% of the total. In comparison, the top 10 grantees 
accounted for about 42% of the total money spent, even though they implemented just 
19% of ATI’s projects. The following ten grantees only added a further 10% to the total 
value. Amongst these grantees, IOM and media grants were ‘outliers’ since they received 
USAID/OTI technical assistance and directed grants1.  
 
Management of Grants  
 
As mentioned before, ATI had to maintain adequate flexibility to meet varying needs of 
multiple stakeholders. Therefore, ATI did not follow a set method in terms of 
identification of projects. Projects were either identified in a bottom-up process in which 
community needs were responded to; in a top-down manner reflecting the priorities of 
USAID/OTI or the national government; or in a center-up process that was initiated 
within ATI (at the sub-office level) and by NGOs.  
 
Monitoring of grants also varied, depending on the thematic focus of the grant. Multiple 
monitoring sources were tapped into by involving community, government 
representatives and at times by training external monitors. For non-infrastructure projects, 
like gender and civic-education projects, ATI often lacked theme-specific experts. 
Therefore, monitoring was neither substantive nor frequent on some of these projects. For 
projects being implemented by international NGOs, monitoring was weak because of the 
implicit assumption that they had the capacity and motivation to deliver.  
 
Though ATI is a short-term, rapid response program, it had to tackle sustainability issues 
and ensure positive mid-to-long term impact after the completion of the program. For 
infrastructure projects, ATI developed and put in place set-procedures to ensure a 
successful completion and handover. However, ATI faced a few difficulties in this 
process.  
 
 
Challenges 
 
This study identified four major challenges ATI staff had to face and find solutions for: 
 
- Security was a perennial issue, and wanton acts of violence affected operations. In 

September 2004, IOM’s Herat sub-office was burnt down by rioters, resulting in a 
loss of all documents, evacuation of staff and relocation of the office. 

 
- Corruption directly and indirectly affected ATI projects. Many stakeholders, 

especially government representatives tried to exert undue influence on projects and 
                                                
1 Please refer to the Top Grantees section on pages 23/24 for a detailed explanation regarding this. 
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extort money from contractors. Also, at times beneficiary selection was biased at the 
project level when local NGOs were implementing projects. ATI tried to mitigate 
these issues by following a participatory and transparent tendering process, and 
keeping financial decisions out of the hands of other stakeholders. 

 
- Low capacity of stakeholders, especially of government representatives and local 

contractors, made it difficult for ATI staff to involve the government, and to obtain 
quality labor and materials for the infrastructure projects.  

 
- Socio-cultural constraints made it difficult, initially, to get the support of male 

members of society on gender projects. In a similar way, for civic education projects 
there were certain misconceptions regarding democracy and issues like women’s 
rights. IOM addressed these issues by holding in-depth consultation with the potential 
beneficiaries and implementing projects based on the criteria recommended by 
community members.  

 
 
Impact 
 
The impact of ATI was assessed in terms of overall achievement of goals and objectives, 
operational processes and thematic achievements. 
 
Overall Impact 
 
- Rapid completion of projects:  

 
In terms of cost overruns, ATI ran a tight-ship. As of February 2005, 22% of the 
projects required cost-amendments, and the average percentage of the amended 
amount requested on these projects was 16%. Therefore, overall, the cost-
amendments resulted in an increase of 4.5% over costs estimated during project 
formulation. These cost amendments were driven by three main factors: external 
delays in projects, occasional erroneous estimates, and/or changes in the scope of 
work. 
 
Around 29% of the projects required time amendments. This can mainly be attributed 
to changes/additions required by the beneficiaries; unstable and insecure 
environment; seasonal constraints; delays in obtaining land deeds; and the low 
capacity of the stakeholders, especially the contractors. 
 
In a third of the infrastructure-related projects visited, structural quality was an issue. 
According to ATI staff and beneficiaries there were myriad problems in 
simultaneously ensuring timeliness, effective cost-control and quality of 
infrastructure. The general feedback was that it was easier to ensure quality in basic 
infrastructure projects such as wells, roads, culverts, etc. than in bigger technical 
projects like schools and clinics.  
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- Demonstrating the peace-dividends: Building stability 
 
During field visits, local leaders and community members were asked about the 
suitability of the projects, how it impacted their lives, and how they feel about the 
government and the stability of the country: 
- 95% stated that the projects met their priority needs 
- 68% believed that the projects reduced tensions and created a more stable 

environment, and 
- 80% found their opinion regarding the government to improve over the duration 

of the project 
 
 
- Linking communities and the Government 
 

Overall, ATI achieved moderate success in linking communities and government 
through the various thematic projects: 
- Around 55% of local leaders and community members saw government 

representatives participate in the projects.  
- In terms of espousing community ownership 47% of respondents stated that the 

community owned the project. Only 39% of interviewees stated that their village 
had contributed to the project.  

- 15% of villagers stated that they had frequent contact with the government before 
the project, while after the project, 33% responded that they had frequent contact. 
Furthermore, the percentage that said contact with the government was rare or 
nonexistent declined from 45% to 24% over the course of an ATI project 

 
 

- Horizontally and vertically linking the Government 
 
Most government officials stated that ATI was the only program to involve the 
government in the projects, and that many other NGOs or international organizations 
bypassed the government completely. As a result, government officials were pleased 
with the ATI program. However, there were several complaints that government 
involvement was more symbolic than real; government involvement often appeared to 
be treated as a box to tick, rather than any deep commitment of time and resources. 
Also, on the ground, the interaction between the central and provincial government 
seemed to be limited to ‘no objection’ letters, even though ATI staff made efforts to 
coordinate communication and prioritization between the various ministerial levels. 

 
 
- Reaching out to vulnerable groups 
 

The success in reaching these groups was evident from the discussions and interviews 
conducted in the field. In general, most infrastructure projects, especially related to 
water supply, were seen to benefit women. Housing projects on the other hand, were 
considered to be most responsive to the needs of returnees and IDPs. However, nearly 
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50% of interviewees said that women were not consulted during the identification and 
implementation of the projects. And, in terms of direct impact, 66% of the 
interviewees said that IDPs benefited from the projects, and 82% said that women 
benefited from the projects. 

 
 
- Awareness of the Afghan and US government role in ATI 
 

Nearly all projects visited had sign-boards displaying the support of the Afghan and 
U.S. government in the project. However, awareness regarding the Afghan and U.S. 
governments’ role in ATI was limited. Very few respondents, a mere 5%, were aware 
that USAID had funded their specific project. Therefore, despite the signs, 
beneficiaries did not perceive these projects to be brought to them by either of the two 
governments.   

 
 
Organizational Issues affecting Impact 
 
While most of the challenges ATI faced were external, certain internal issues also 
hampered ATI from achieving a resounding success. Most of these were concerns raised 
by ATI staff and some are trends observed by the evaluation team. 
 
– A disconnect between ATI goals and objectives and staff performance evaluation  
– Lack of national programmatic (non-technical) staff and low internal capacity- 

building 
– Frequent reshuffling of staff between sub-offices 
– Varied funding cycles and poor coordination between USAID/OTI, ATI-HQ and ATI 

sub-offices 
 
 
Impact of Infrastructure Projects 
 
Infrastructure projects adequately succeeded in meeting the objectives of fulfilling the 
needs of communities, creating a sense of stability, and improving community-
government linkages. The process it employed to achieve this had some issues in terms of 
tendering construction contracts, monitoring of project implementation, and post-
completion maintenance of the infrastructure: 
– 59% of interviewees responded that they felt that the local government authorities had 

helped in implementing projects 
– 62% responded that their local village had contributed to the project, which is low 

when all projects are expected to obtain contributions from the communities. 
– 12% of villagers stated that they had frequent contact with the government before the 

project, while after the project, 28% responded that they had frequent contact 
Furthermore, the percentage that said contact with the government was rare or 
nonexistent declined from 38% to 21% over the course of an ATI project.  
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Impact of Direct Government Support Projects 
 
These projects were more successful at improving the government’s visibility and 
interaction with people than at building the government’s capacity or strengthening the 
linkages within government. 
  
Constructing buildings for the government achieved average success in terms of 
providing immediately needed and quality buildings, and in involving the government in 
the implementation of building projects. While these projects were appreciated, some 
government representatives raised quality issues and the lack of active involvement on 
their part. 
 
In terms of providing operational support to the government, rather than funding one-off 
training and workshops or individual consultants, ATI would have been better off 
pursuing an integrated approach that included supporting government capacity building 
as a component of projects with specific outputs, such as building schools or providing 
women’s literacy courses. 
 
 
Impact of Media Projects 
 
The media projects of ATI were almost a part of a stand alone program with its own 
funding, its own set of objectives and a different way of operating. These projects were 
coordinated very well, and they succeeded in increasing the number of independent 
media outlets in the country and in boosting their coverage. In terms of enhancing 
professionalism in the media sector and improving the quality of media content, the 
success was tempered due to a late focus on capacity-building at the end of ATI program.  
 
 
Impact of Gender Projects 
 
ATI gender projects were perceived positively by the beneficiaries, and they had a 
marginal impact in increasing the contact with the government and in improving female 
beneficiaries’ opinion of the government. The most basic benefits derived from these 
projects were: 
– they challenged (and at times) changed public perceptions about gender roles  
– they increased the visibility of women in the public sphere, especially in rural 

locations, and  
– they increased the interaction between women themselves, and between women and 

the DoWA (Department of Women’s Affairs) 
 
ATI’s gender mainstreaming effort on the other hand lacked systematic planning and 
therefore its success varied by region. This initiative started at the tail end of the program, 
and was not consistently pursued across all regions, and therefore best-practices in 
achieving this were not applied across the board.  
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Impact of Civic Education & Political Participation Projects 
 
These projects increased community awareness about democratic processes and were 
instrumental in building the capacity of civil society groups. Though the numbers of these 
projects were few, they attempted to cover a wide variety of audiences through multiple 
and creative means of communication. Also, attempts were made to integrate civic 
education initiatives into other thematic groups. For example, ATI sometimes used its 
construction sites as “captive forums” for educating laborers and the community about 
elections and political developments.  
 
In terms of building capacity, ATI supported local NGOs in writing their proposals and 
designing their projects. Whenever it was necessary ATI also linked the NGO with 
UNAMA, which was taking the lead on all Civic Education activities. This enabled 
UNAMA to share its expertise with these NGOs.  
 
ATI also helped local organizations to liaise with the relevant governmental departments 
about their activities. Therefore, ATI took some steps towards encouraging a culture of 
collaboration with the local authorities amongst certain local NGOs. 
 
 
Conclusion 
 
ATI was successfully implemented by IOM despite the myriad challenges it faced in 
terms of maintaining flexibility, matching local capacities and working in a fast-changing 
and insecure environment. Overall, IOM was able to implement projects rapidly within 
reasonable bounds on cost overruns, time extensions and quality parameters. At the same 
time, interaction between communities and the government improved and a sense of 
stability and confidence in the government was infused through the projects. However, 
inclusion of vulnerable groups in designing projects, and beneficiary awareness regarding 
the role of the Afghan and US governments in ATI could have been improved. Also, 
certain organizational issues such as better monitoring structures (on non-construction 
projects) and inadequate internal capacity building of national staff hampered IOM from 
making ATI a resounding success.   
 
In summation, ATI was a challenging program whose successful implementation has 
yielded many important lessons and best practices.  These should not only guide future 
development work in Afghanistan, but also USAID/OTI programs in other countries. 
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Altai Consulting was commissioned by the International Organization for Migration 
(IOM) and by the U.S. Agency for International Development’s Office of Transition 
Initiatives (USAID/OTI) to conduct an analysis of the Afghanistan Transition Initiative 
(ATI) program and its implementation in Afghanistan over the last 3 years. This 
evaluation was conducted from February to May 2005.  
 
Approach 
 
This analysis and documentation highlights the impact of the Afghanistan Transition 
Initiative (ATI) program and analyzes the processes utilized by IOM. Specifically, the 
evaluation analyzes the following: 
– Achievement of ATI goals and objectives, 
– The social impact of 42 ATI’s projects, 
– The processes utilized during the program, 
– The efficiency of the utilized processes, 
– The Monitoring & Evaluation process set up within ATI, 
– The response of ATI to the mid-term evaluation report and the PMP (performance 

monitoring plan), and 
– The best practices and lessons learned for future programs in Afghanistan and for 

similar USAID/OTI programs in other countries. 
 
 
Methodology and Tools 
 
To achieve the above mentioned objectives, the research team used a combination of 
tools to collect information from different levels and on the various aspects of the 
program. 
– Documentation audit/review conducted at project, sub-office and IOM-HQ level 
– Focus group discussions  
– Semi-structured interviews  
– Questionnaires  
– Open meetings, and  
– Project site visits 
 
Altogether 42 projects were analyzed at a nationwide level. The evaluation was 
conducted in 12 provinces of Afghanistan where IOM / ATI sub-offices operated: Balkh, 
Bamyan, Faryab, Herat, Hilmand, Kandahar, Kapisa, Khost, Kunduz, Paktya and Takhar. 
 
Attempts were made to visit and analyze a minimum of 5 projects per sub-office, 
covering each of the 5 thematic categories of projects implemented by ATI. However, 
given that Kabul alone implemented 148 grants out of the total 556 grants, the research 
team, together with IOM management, decided to evaluate 10 projects in Kabul. Also, 
since Maimana only implemented a total of 20 projects, 2 projects from Maimana were 
included in the evaluation. Most of the projects were independently chosen by the 
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evaluation team. In some cases, either due to security issues or the status of the project, 
projects were chosen based on the recommendation of IOM staff.  
 
          Coverage of Study: 42 projects in 12 provinces                                                      

 
Because visiting a “representative sample” of projects would have taken much longer 
than the time allotted, a qualitative approach was adopted for this study. Therefore the 
results of this study cannot be claimed to be statistically relevant. This qualitative 
approach entailed pulling together information from various stakeholders, assessing 
impact based on their expectations and perceptions, and analyzing trends in terms of 
lessons learned and best practices.   

 

Audiences  
As the table below shows for different evaluative tools, different audiences were 
identified and approached. 

 

 
AUDIENCE 

Doc 
Audit 

Focus Group 
Discussion 

Semi-
Structured 
Interviews 

Interviews Open 
Meetings 

USAID/OTI Staff      
ATI HQ Staff      
ATI Sub-office Staff      
Gov Reps      
Implementing Partners 
(Contractors/NGOs)      

Community Leaders      
Female Beneficiaries      
Male Beneficiaries      
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USAID created the Office of Transition Initiatives (OTI) in 1994, and has since 
implemented OTI programs in more than two dozen countries. OTI’s unique mission is to 
help secure peace and democracy in the critical two or three years immediately following 
an end to conflict. OTI is motivated by the belief that choices made during this crucial 
period can have an enormous influence on a country's future, and by the realization that 
there was previously no established mechanism for meeting these rapid-response needs.2 
Operationally, OTI focuses on providing fast assistance that is flexible enough to respond 
to a rapidly changing environment and on working closely with other donors, NGOs, 
local governments, and local communities to establish a foundation for longer-term 
development.  
 
OTI moves quickly into post-conflict situations by partnering with an organization 
already conducting operations on the ground. This approach ensures that transitional 
assistance can start well before USAID establishes its permanent mission in the country. 
As a result, OTI country programs are only intended as short-term programs – usually 
two to three years in duration – that end once USAID is ready to pursue a longer-term 
development strategy.  
 
In Afghanistan, USAID/OTI’s program originally had a two year span that was extended 
to June 2005. The International Organization for Migration had significant experience 
implementing USAID/OTI small grants programs in other countries, such as Macedonia, 
Haiti, Guatemala, Albania, East Timor and the region of Kosovo. Therefore, since March 
2002, IOM has been implementing the Afghanistan Transition Initiative throughout the 
country from its headquarters located in Kabul, and seven other sub-offices in Bamyan, 
Gardez, Herat, Kandahar, Kunduz, Mazar and Maimana. USAID/OTI has had several 
other implementing partners in Afghanistan – such as the Voice of America (VOA), the 
United Nations Development Program (UNDP) and Ronco - but currently it works only 
with IOM and Internews. Internews implements the independent radio stations and 
provides technical assistance while IOM implements the “Afghanistan Transition 
Initiative” (ATI) portion, which includes a variety of themes and projects.  
 
For the sake of clarity, the USAID/OTI program implemented by IOM in Afghanistan 
will hereafter be referred to as the Afghanistan Transition Initiative (ATI). Also, all 
operational issues will be attributed to IOM as it was the implementing agency of ATI. 
 
 
 

                                                
2 OTI website: http://www.usaid.gov/our_work/cross-cutting_programs/transition_initiatives  
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Events in Afghanistan over this three-year period have dramatically shaped the context in 
which ATI has had to operate. ATI started in March 2002, closely after the Coalition 
overthrew the Taliban regime. Soon thereafter, an Emergency Loya Jirga was convened 
in order to create a transitional government, which was responsible for stabilizing the 
country, working with Coalition forces to root out Taliban and Al Qaeda elements, and 
creating the foundation for a permanent government. At the end of 2003, a Constitutional 
Loya Jirga was organized to draft the founding document of the Transitional Islamic 
State of Afghanistan (TISA), and then in October 2004, Afghans voted in their first free 
election for president. Since October, the Afghan government has been preparing for the 
nation’s first parliamentary elections, now slated for September 2005. 

 
An understanding of the Afghan context was necessary for ATI to determine an 
appropriate aid response. Afghan society is very much associated with local communities 
that are often tribal or clan based, and despite the reduction of open conflict, the country 
still maintains a potential for internal conflict and violence. Therefore, it was important to 
help create a government able to retain control over the country’s different regions and 
armed groups. One way to achieve this was helping the government respond in a visible 
way to the needs of local communities. 
 

����������

Within the overall approach of OTI, each country program has the flexibility to develop 
unique and context-specific objectives. As discussed above, Afghanistan’s context led 
ATI to focus mainly on assisting the transitional government to be seen as actively 
working for the population. Hence, the ATI program aimed to increase the Afghan 
government’s credibility, visibility and outreach. The overall goal was to immediately 
support the processes of political stabilization, recovery and development by supporting 
the newly-established Afghan government whilst simultaneously supporting communities 
to define their needs in cooperation with their government.  
 
Therefore, while the overall mission of ATI was to increase citizen involvement and 
confidence in the process of recovery, rehabilitation, and democratic political 
development, USAID/OTI pursued four sub-objectives in Afghanistan: 
 

1. Increase the Afghan government’s responsiveness to citizens’ needs 
2. Increase the capacity of the Afghan media 
3. Increase citizen awareness of and participation in democratic processes 
4. Increase the capacity of Afghan civil society groups 

 
ATI employed at least four types of Political Transition Grants (PTGs) to accomplish the 
overall goals of the program and the above mentioned programmatic objectives:  
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1. Government Outreach Grants – these grants were meant to increase the ability of 
government partners to assist community improvement projects.  

2. Community Improvement Grants – these were given to communities to support 
the rehabilitation of community infrastructure or to meet other community 
identified priorities. 

3. Government Capacity Development Grants – these were strategically placed in-
kind grants to government partners for general capacity development. 

4. Transitional Opportunity Grants- these were used when opportunities arose 
outside of the scope of the above mentioned grant mechanisms and were meant to 
facilitate and develop the capacity of the Afghan Government, local NGOs, 
community groups and media but also were not limited to those categories. 

  
Given the flexibility and lack of narrowly defined strategic objectives of USAID/OTI’s 
rapid grant-disbursement mechanism, USAID was allowed to initiate operations fitting to 
the overall mission of the US Government by using OTI’s Transition Initiative funds. 
Thus, ATI’s small grants mechanism often responded to the demands and requests of the 
US government and not necessarily to the priorities directly voiced by the Afghan 
government, local NGOs or communities.  
 
Therefore, ATI had to pursue the above mentioned sub-objectives by implementing a 
wide variety of projects using different approaches and processes. In the subsequent 
analysis, these projects will be divided into five “themes”:  
 

1. To construct or re-construct community-based infrastructure  
2. To build government buildings and provide direct support to the government  
3. To encourage political participation and civic education 
4. To develop an independent media 
5. To engage women (and men) in the development process 

 
While this classification is extremely helpful for understanding and analyzing the impact 
of the overall program, these five themes did not play a role in ATI’s implementation. In 
fact, ATI’s senior management only recently introduced the themes as a way of grouping 
the projects for analytical purposes. Since ATI’s approach was to give local communities 
and the government the freedom to develop projects that they felt would address their 
most pressing needs, ATI did not set-up a structure to address each of these five themes 
in balance. Therefore, the extent to which ATI offices pursued the five themes varied 
significantly by region due to cultural differences and disparities in staffing resources. 
These issues will be addressed later in the document. 
 
The relative importance of each theme also shifted over time. As stated above, ATI was 
set up to be a flexible program, which could rapidly adjust to meet the changing context 
in Afghanistan, as well as the changing community, government, and donor priorities.  
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ATI’s experience over the last three years can be divided into five phases. However, it is 
important to highlight that these five phases were not developed at the outset of the 
program to guide operations but were rather characterized retrospectively to describe the 
major changes that occurred throughout the life of the program. Some of these changes, 
for instance the selection of beneficiaries, were more connected to funding, whereas 
shifts in ATI’s operational mechanisms reflected the increasing capacity of both IOM 
staff and the Afghan Government:3 
 
1. The first phase focused on providing visible projects that would demonstrate the 

“peace dividends” from supporting a post-Taliban regime. Such projects included 
procuring printing presses, distributing radios, reporting on the Emergency Loya 
Jirga4, providing logistical support to Afghan NGOs, and rehabilitating structures 
bombed by the Coalition. 

 
2. The second phase started after the Emergency Loya Jirga (June 2002) and focused 

on supporting direct interaction between communities and provincial government 
departments. IOM began discussing project prioritization with newly established 
departments and providing logistical support for direct meetings between the 
government and local communities. Beneficiaries were no longer dealt with directly. 
Instead IOM referred communities to their local government to voice their requests. 
IOM also involved the government in the design and monitoring of the resulting 
grants, most of which were small infrastructure projects. 

 
3. The third phase started after the Constitutional Loya Jirga (December 2003) and 

focused on integrating the strengthened central government into the ATI grants 
approval process. ATI played an integral role in the planning and implementation of 
the first national prioritization process to provide assistance to all areas in the country. 
ATI provided extensive logistical and staffing support to developing this process to 
MRRD. Therefore, in some instances, depending on the nature of the grant, ATI 
started requiring national and provincial level government sign-off before grants were 
approved as a way to improve interaction between the two levels of government and 
to ensure integration into the national programming and priorities. In this phase, ATI 
also began gender-specific programming and a focus on women’s participation and 
impact on all projects. In some instances, women started to be involved in the 
workforce of some of ATI’s Infrastructure projects.   

 
4. The fourth phase started in the run-up to the Presidential election (October 2004) 

and focused on forging linkages between government and communities across all five 
themes. Civic education projects during this period were mainly related to the newly-
approved Constitution and to voter registration for the presidential and parliamentary 
elections. Regional and gender-specific strategies were also developed to address the 

                                                
3 ATI Phases Document 
4 A traditional governance body 
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needs of war-effected communities and women. During this phase ATI was gender 
mainstreamed so all grants started to consider the inclusion of women in all aspects of 
the program. 

 
5. The fifth and final phase is focusing on closing down the ATI program as other 

long-term development programs are implemented. In order to do this successfully 
many initiatives are being followed: in February 2005 ATI held a workshop to ensure 
quality control monitoring and evaluation practices were disseminated and widely 
shared among sub-offices, ATI-HQ also started to meet on a bi-weekly basis with 
USAID/OTI to discuss the close-out and more emphasis was put on sending ATI-HQ 
staff to the field in order to monitor and help with the completion of projects. An 
important aspect of this phase is to “fix up” projects that were completed a while ago, 
had some inherent flaws during construction or were in need of essential repairs due 
to faction fighting. This is being done in order to ensure good relationships with 
communities, government officials and counterparts by leaving behind good quality 
projects.  
�
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While ATI’s approach was to involve the government and local communities in 
determining which grants to fund, this should not be confused with a “needs-based 
approach.” ATI was set up to fund projects that communities and governments decided 
were their greatest needs, not projects that actually were the greatest needs. The two may 
in actuality be identical, but it is important to note that ATI was not supposed to conduct 
its own needs assessment when determining which projects to fund. The objective was to 
empower local communities and governments to make decisions on projects together. As 
stated by ATI: “Linking viable government partners…with communities throughout 
Afghanistan as they attempt to address local needs will be a guiding principle of ATI”.5 
This was the guiding principle across all five phases, and as the government became 
stronger, ATI aimed to allow the government to take a stronger lead on developing 
projects and interacting with communities.  
 
Even though by nature ATI is a rapid-response political program, rather than a long-term 
development program, its focus was not only on delivering projects. The process itself 
was also of significant importance to ATI. Therefore, this required the involvement of the 
government in order to ensure that the process was optimal and that political and 
logistical problems were reduced.  
 
The ATI program was established in the belief that in a post-conflict situation the 
window of opportunity to stabilize the environment is very fleeting and small. Thus, the 
guiding principle of ATI was to provide a swift and rapid response in order to deliver 
immediate, tangible and visible results and build the people’s confidence in the benefits 

                                                
5 Internal document: “Community Improvement Governance Initiative for Afghanistan (ATI), February 20, 
2002. 
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of a post-Taliban regime. However, it was still imperative to involve both the 
national/provincial government and communities in order to strengthen the capacity and 
credibility of the Afghan government. In addition, it was also important to show 
communities the importance of holding their governments accountable and to avoid the 
passive acceptance of donor- or NGO-driven projects. This approach was also intended to 
give governments and communities a sense of ownership over their projects, and thus 
make it more likely that these projects would be maintained over the long term. By 
stressing an inclusive process in the creation of grants, ATI wanted the government and 
communities to feel that they had a say in which of their needs should be addressed first.  
 
But while this approach has clear benefits, it does introduce several unique challenges. 
These will be discussed in more detail later in the document, but in brief, the attempt to 
integrate the government and communities in all aspects of a project’s implementation 
forced ATI to contend with the low organizational and financial capacity of any post-
conflict government, the risks resulting from corruption, and the hesitation of many 
NGOs to relinquish control over projects. Truthfully, many of these issues arose because 
governmental agencies were not prepared to take the lead on development projects so 
soon. ATI, however, did recognize this constraint and attempted to fund improvements in 
governmental capacity at the ministerial, provincial and district levels.6 This support was 
rightly deemed to be crucial for enabling the government to work with local communities 
and for increasing the prestige of the government within the population.  
 
 
The Logic of ATI 
 
While a political program like ATI is clearly more difficult to implement than traditional 
humanitarian or emergency aid, such programs can also have larger and more far-
reaching benefits. By focusing on improving government operations and improving 
relations between communities and the government, USAID/OTI programs can play a 
crucial role in advancing the political development of a country with fragile institutions 
and internal tensions. The rest of this document will expand on and relate back to this 
section in an attempt to answer the broad question: “Did ATI achieve its overall goal of 
improving stability and advancing political development?” The document is structured to 
answer this question by addressing, in turn, the following points:  
 

• The actions ATI took over the last three years 
• The challenges ATI faced 
• The impact ATI achieved 
• The lessons and best practices ATI identified, and 
• The legacy of ATI in Afghanistan 

 
 
 
 

                                                
6 Ibid. 
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As of February 2005, the ATI program had granted around $33.6 million to implement 
more than 550 grants. Through IOM’s eight regional offices in Bamyan, Gardez, Herat, 
Kabul, Kandahar, Kunduz, Maimana, and Mazar, ATI was able to implement at least one 
project in all 34 provinces. Each sub-office covered several provinces: for instance, the 
Mazar sub-office delivered projects in the northern region of the country, covering the 
provinces of Balkh, Sari Pul, Baghlan, Jawzjan and Samagan. On the other hand, the 
Kabul sub-office had the widest geographic coverage, with Kabul, Parwan, Logar, Gazni, 
Laghman, Parwan, Kapisa, Nangarhar, Nuristan and Kunar. 
 
Additionally, the projects with a “national” scope that aimed at disseminating benefits to 
the whole country or at least to several regions were managed through ATI Kabul 
headquarters. Almost all the media projects, some civic education and gender projects fall 
into this category. The geographic breakdown is detailed in Figure 1: it shows how, the 
disbursement of grants did not vary hugely across the country. The “other” category 
refers to grants awarded during the initial phase when ATI was run from outside 
Afghanistan (mainly from USAID/OTI Washington and Islamabad). 
 
 

16%
30%

27%

24%
11%

8%9%

8%12%
7%

8% 6%
6%

5% 2%
8%

2%
2%4% 7%

Number of grants Amount granted

100% = 556
Other
Maimana
Kunduz
Kandahar
Bamyan
Mazar

Herat

Gardez

Kabul

Kabul-National

(1) Amounts granted, excluding cancelled and rejected projects

100% = $33.6 million (1)

 
 
As discussed in the previous section, ATI essentially was a flexible funding mechanism 
to expedite a number of grants that would not otherwise fit into narrowly-defined 
programs. At times, these grants included funding of sector specialists who could not 
otherwise be supported through other channels. These kinds of grants were ‘directed’ 
from USAID/OTI and they also included political initiatives like the building of the 

Figure 1:  Distribution of Grants by Regional Office
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Women’s Resource Centers. It is therefore necessary to distinguish the “directed” portion 
of the ATI program when analyzing the fulfillment of the objectives and the way 
resources were spent. These directed grants tended to be “large ticket” projects with very 
specific objectives. In general they did not follow the same selection, implementation and 
monitoring/evaluation processes. 
 
Much of the media program implemented through ATI is considered under this 
“directed” category, as it responded to its own set of objectives: “to increase the capacity 
of Afghan media”. As of the beginning of 2004 the media program was managed more 
tightly by sector experts at USAID and in many ways was programmatically 
disassociated from the rest of the ATI program managed by IOM. Government 
involvement in media projects was not sought as the intent was to develop independent 
media. 
 
As discussed above, ATI projects fell into five “themes”: Infrastructure, Direct 
Government Support and Government Buildings, Gender, Media, and Civic Education 
and Political Participation7. Figure 1.2 illustrates that roughly 44% of projects were 
classified as infrastructure and 20% as direct government support, while gender and 
media each accounted for 14%, respectively. Only 5% of the ATI projects were classified 
as civic education and political participation.  
 
 

3% 6%

44%
32%

14% 29%

20%
17%

14% 10%

5% 6%

Number of grants Amounts granted

100% = 556
Civic Education and Political        

Participation
Gender

Government Support and 
Government Buildings

Media

Infrastructure

N/A

(1) Amounts granteed, excluding cancelled and rejected projects

100% = $33.6 million (1)

 
 
However, this breakdown is entirely different if one examines the value, rather than the 
number, of the grants. Because the average media project cost $123,000, as compared to 
the overall ATI average of $60,000, media grants accounted for a disproportionate share 
of the money spent by ATI. Though only 14% of projects were classified as media, they 
                                                
7 Certain projects could not be classified into the five themes. They have been labeled as N/A  

Figure 2:  Distribution of Grants by Theme 
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accounted for 29% of the value (Figure 2). Conversely, since community infrastructure 
projects had the lowest average value, they accounted for 44% of the projects but only 
32% of the money spent.  
 
Thematic Focus by Region 
 
In terms of the thematic focus of the regional sub-offices of IOM, there is significant 
diversity (Figure 3). Only infrastructure and direct government support projects seemed 
to have ubiquitous presence in all the regions. Media on the other hand had a nation-wide 
focus, and civic education projects were implemented only in five of the eight regions. 
Additionally, as the above chart shows, some of the civic education projects, managed 
from Kabul, were nationally implemented. 
 
Figure 3: Number of Grants and Grant Amounts by Theme and Region: 
 

 Civic 
education 

Gender 
 

Government 
 

Infrastructure 
 

Media 
 

Other 
 

 Amount  
('000) 

No. Amt.  
('000) 

No. Amt.  
('000) 

No. Amt.  
('000) 

No. Amt.  
('000) 

No. Amt.  
('000) 

No. 

Bamyan $4 (1) $22 (3) $631 (13) $1,218 (29) $11 (1) - - 

Gardez - - $187 (4) $148 (4) $2,231 (52) $9 (1) - - 

Herat - - $399 (9) $862 (20) $625 (16) $157 (2) $30 (1) 

Kabul $129 (5) $1,219 (36) $1,401 (25) $3,114 (62) $2,801 (18) $84 (2) 

Kandahar $36 (2) $311 (4) $327 (8) $1,143 (28) $86 (1) $0 - 

Kunduz $15 (1) $151 (3) $112 (2) $821 (20) - - - - 

Maimana - - - - $152 (2) $355 (9) - - - - 

Mazar $58 (3) $306 (10) $677 (20) $1,030 (26) $21 (1) $92 (4) 

Other/DC $54 (2) $69 (3) - - $2 (1) $463 (6) $1,360 (9) 

Kabul 
(National) 

$1,884 (13) $825 (7) $1,355 (15) $114 (1) $6,155 (48) $333 (3) 

Total $2,180 (27) $3,488 (79) $5,665 (109) $10,652 (244) $9,704 (78) $1,899 (19) 

 
A graphical representation of the table above, in terms of thematic focus per region (% of 
amount granted) is as follows: 
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Figure 4: Thematic Focus by sub-office8 
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Top Grantees 
 
To a large extent, ATI’s funding was also extremely concentrated. Though many ATI 
grants were implemented directly with communities (about 30% of the grants listed 
communities as the direct grantees), these communities accounted for only 20% of the 
total money spent. In fact, the top 10 grantees accounted for about 42% of the total 
money spent, even though these grantees implemented just 19% of ATI’s projects. The 
following ten grantees only added a further 10% to the total value (Figure 5). This 
indicates that most high valued grants were provided to a select number of grantees. All 
of the top 10 grantees received “directed” grants from ATI. Amongst these grantees there 
were international and national NGOs, media companies, and government ministries.  
 
However, it is important to highlight that while government ministries were listed as 
grantees for numerous projects (such as constructing office buildings, paying staff 
consulting fees), the government did not receive any funding directly. For instance, ATI 
provided the construction and furnishing of 14 Women’s Resource Centers across the 
country to the Ministry of Women’s Affairs. The grants for these Centers totaled $1.8 
million.    
 
�

                                                
8 Data points under 10% have not been labeled. 
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TOP 20 Grantees: 129 grants, totaling $17.4 million 

 
Grantee 

No. of 
Grants 

 Grant 
Value  

 
Grantee 

No. of 
Grants 

 Grant 
Value  

IOM 9 
    

2,131,836  
 

Arman FM 1      421,200  
Tolo TV, Moby 
Capital Partners 8 

    
2,117,931  

 Ministry of 
Education 7      376,761  

Institute for War & 
Peace Reporting 11 

    
1,926,219  

 
ALTAI Consulting 3      369,500  

AINA 18 
    

1,869,398  
 The Afghan 

Electorate 3      356,294  
Ministry of 
Women's Affairs 18 

    
1,757,887  

 Afghan Civil 
Society Forum 1      353,850  

MRRD 22 
    

1,280,451  
 The Killid Media 

Group 2      334,877  

The Rendon Group 3 
    

1,006,600  
 

Internews 1      328,471  
Afghan Planning 
Agency 7 

      
910,540  

 Sayara Media and 
Communication 1      313,914  

MoPT 6 
      

523,558  
 Office of the 

President 1      311,727  

Ministry of Health 3 
      

432,855  
 Mercy Corps 

International 4      265,226  

TOP TEN 105 
  

13,957,274  
 

NEXT TEN 24   3,431,820  
 

Figure 5:  Grantee Concentration 
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42%
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It is worth mentioning that given the flexibility and swift character of ATI’s small grants 
mechanisms, IOM was able to facilitate the employment of USAID sector experts in the 
fields of health, gender, rural economic development, media and civic education to 
provide assistance to various Afghan Ministries. These grants, though directed through 
IOM, they were intended to track all costs associated with the technical assistance 
component of ATI (ATI TA), including housing, salary assistance and logistical costs for 
each sector. This explains why the IOM figures at the top of the list of grantees. Followed 
by three large media grants made to Tolo TV, IWPR and AINA. Again, the process of 
community and governmental interaction that ATI emphasized so strongly as an 
approach was not required from any of these large grants. 

�
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The different funding sources of ATI and the directed requests from USAID/OTI 
determined to a large degree which projects were funded and what was expected of these 
projects. The various funding components that supported the ATI program are the 
following: 

– ATI AEIP (Afghanistan Emergency Information Program): A special initiative 
undertaken in 2001/2002 to support and increase the capacity of Afghan NGOs and 
civil society groups. 

– ATI Leahy: An initiative from Congress led by Senator Leahy, these funds were 
implemented through ATI to provide visible and tangible quick-impact infrastructure 
projects, including housing, to war-affected communities in the south and east of 
Afghanistan. 

– ATI Media: These funds supported the emergence of an independent media in 
Afghanistan. This funding channel complemented the collaborative agreement 
between USAID and Internews. 

– ATI PWC: Based on a direct request from the Afghan government to the US State 
Department, these funds supported the construction and equipping of Women’s 
Resource Centers for the MoWA, as well as women’s empowerment activities. 

– ATI TA (“Technical Assistance”): Supported salaries and logistical costs for sector 
specialists for USAID in the fields of health, gender, rural economic development, 
media and civic education. 

– ATI WID (“Women in Development”): Supported literacy and economic 
empowerment projects mainly for women and young girls. 

– ATI Grants: The least constrained of all funding sources, this pool of funds amounted 
for nearly 50% of ATI funding. It had an upper granting limit of $300,000 and any 
grant above $100,000 was approved in Washington D.C. rather than Kabul. These 
were mainly used to fund infrastructure projects. 
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 Figure 6: ATI Funding Channels 

ATI Funding Channels

$ 0

$ 5,000,000

$ 10,000,000

$ 15,000,000

$ 20,000,000

ATI Grants AEIP Small
Grants
Fund

ATI/ Leahy ATI/ Media ATI/ PWC ATI/ TA ATI/ WID

�

�

������������	�6
�����

���������<����.�

As mentioned before ATI is a political program that had to respond to and engage 
multiple stakeholders. This meant not only balancing diverse stakeholder demands but 
their capacities. 
 
The key stakeholders within ATI were: 

 
 

 
Communities 

IPs 
(NGOs and 
Contractors) 

Provincial 
Government 
Departments 

 
National  

Ministries 

International 
Donor 

Community 

 
USAID/OTI 

 
IOM 
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Basically, projects were identified through 3 inter-related processes 
 

1) Bottom-Up (non-directed)  
2) Top-Down (directed) 
3) Center-Up (directed and non-directed) 

 
 
Bottom-Up 
Out of these, the most common was the bottom up approach. This process worked as 
follows: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
     
 
1. Communities approached their local government representatives (mainly the 

Governor) with their needs.  
2. These needs were then compiled by the respective government departments at the 

provincial level. 
3. These government departments shared the lists with various donors, who then chose 

the community-need they could respond to best.  
4. ATI sub-offices examined some of these requests and created a GIR (Grant Idea 

Request) 
5. Once the GIR was approved by USAID/OTI and ATI-HQ, the sub-offices prepared 

the PTG (Political Transitional Grant) and sent it to ATI-HQ for approval 
6. The project proposal was then cleared by USAID/OTI office and the respective 

national ministry. Usually, the ministry provided a no-objection letter. 
 
ATI’s role therefore was to select and develop projects emanating from government 
bodies that responded to community needs and met the objectives of ATI. Approval of 
projects was shared between USAID/OTI and ATI. Ultimately USAID retained signatory 
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approval of all GIRs and PTGs and therefore retained authority over the direction of the 
program. 
 
Most community infrastructure projects were identified and approved in this manner. 
Some government support projects that aimed at building community-level infrastructure 
too were developed in a similar way. However this was not completely a community 
demand-driven process. It was also governed by priorities and capacities of government 
and IOM.  
 
 
Top-Down 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Contrary to the non-directed process described above, in the top-down approach ATI had 
to respond to needs identified and coordinate with at the top by USAID/OTI, the national 
ministries, or international agencies. Many of the direct government support and some 
civic education and gender projects came under this category. For example, construction 
of post-offices was in response to the request from the Minister of Post & 
Telecommunications; and the Women’s Resource Centers were in response to an original 
request made by the Government of Afghanistan to the US Department of State. 
Therefore in partnership with the Ministry of Women’s Affairs, USAID allocated specific 
funds for this venture (PWC and WID). Also, for gender projects, there was a lot of close 
interaction with Ministerial representatives at the headquarters level to discuss national 
policies. ATI Kabul attended monthly meetings with MoWA, UNIFEM, UNAMA, 
USAID/OTI Gender Specialist, and others for information sharing and better 
coordination of gender activities.  
 
Most of these projects were designed and approved in Kabul by USAID/OTI together 
with ATI-HQ; and therefore at times there were coordination issues between Kabul, the 
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sub-offices and local government departments. For example, on the Support to Human 
Rights Commission Office in Maimana, the local direct beneficiaries felt they were left 
out of decision-making process, and there was poor internal coordination within ATI in 
terms of funding allocation. 
 
Center-Up 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
This process was mainly initiated by NGOs and ATI itself. Solicited and unsolicited 
proposals from NGOs were considered in this process to meet ATI priorities. Most of the 
media, gender and civic education projects fall in this category. This process was very 
useful in fulfilling two ATI objectives: to strengthen Afghan media and to increase 
capacity of Afghan civil society groups9. 
 
Unlike the other two approaches, government involvement was minimal in this project 
selection process. Proposals were vetted and approved mainly by ATI, and consultations 
with other stakeholders were limited. This was an issue raised by a few government 
representatives, for example the DoWA representative in Gardez, the DoE in Kapisa and 
in Mazar-i-Sharif. For instance, Kapisa’s Department of Education felt that they had been 
left out and no attempts had been made to coordinate with them when CRS received ATI 
funding to carry out accelerated learning courses and teacher training in the province.  
 
While the number of grants approved in this manner was few, the amounts of these grants 
were large. Some of the large ticket projects approved in this manner were Tolo TV 
(media), AINA (media), IWPR (media), and ACSF (civic education). Most of these big 
projects were implemented through ATI-HQ.  
�

                                                
9 PMP document 
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Figure 7: Approval Time 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
The ultimate approval of every grant rested with USAID/OTI international staff based in 
Kabul except for grants that exceeded $100,000. Both GIRs and PTGs required approval 
and/or rejection within 48 hours of receiving them. However as Figure 7 demonstrates 
this was rarely the case. In fact only 20% of grants were approved within five days of 
receiving them. In all fairness, USAID/OTI has had a very high turnover of staff since the 
beginning of the program and in addition, the team has never comprised of more than two 
international staff members at a given time. Also, due to security constraints unique to the 
Afghan context (discussed further in Part C), USAID/OTI staff’s movements were also 
largely restrained to Kabul, limiting their perception and first-hand knowledge of the 
reality in the provinces. This explains why a large portion of the grants exceeded the 48 
hour approval limit. 
�
USAID/OTI staff expressed their discontent with the 48 hour limit for approval times. In 
their belief, GIRs in particular require a longer time for analysis in terms of the intended 
impact; grant cost-effectiveness; the potential for government and community 
engagement; and possibilities for effective implementation. The tight deadline could at 
times jeopardize the decision-making process and therefore USAID/OTI staff felt that 
extending the deadline was often necessary.  
 
USAID/OTI and IOM mainly communicated decisions via e-mail and meetings. Weekly 
meeting were attempted between the two in Kabul to discuss grants status, clear 
outstanding issues and to transmit feedback regarding grant approval and grant 
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cancellation. Hence, while stakeholders like the government and communities were 
involved in formulating and assessing the demand, approval was in the hands of IOM-HQ 
and USAID/OTI. Having said that, once projects were approved and contractors hired 
(especially on infrastructure projects), IOM ensured utmost transparency by inviting 
communities and government representatives to participate in the tendering and bidding 
process. The tendering process varied depending on the type of project and also the 
experience gleaned by the respective sub-offices over time. For the initial round of 
projects, when IOM did not have adequate knowledge of good contractors, open 
tendering was widely followed. Later on, with better knowledge of local contractors, sub-
offices began inviting selected contractors to bid in order to avoid awarding bids to 
inexperienced contractors. And, in a few cases, based on a need for expediency and 
specific expertise, sole sourcing was also exercised.  
 
Initially, the open-bid process was beset with problems such as bad contractors winning a 
bid because grant amounts were public knowledge before the open tendering process 
began. But this was later rectified by selective tendering and a point system to assess 
contractors. These processes are assessed later in the impact section. 
�
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Given that a large majority of projects were related to construction, IOM field staff 
mainly consisted of engineers. This naturally skewed monitoring efforts towards 
infrastructure projects. For some of these projects, the main issue was monitoring remote 
and insecure projects and IOM managed to deal with them by providing capacity support 
on monitoring and evaluation to local Afghan organizations. For instance, a local NGO 
“Afghans for Afghans” received on job training on NGO management, strategic 
planning, communicating with communities, and monitoring and evaluation in order to 
assist IOM in monitoring projects in insecure areas. In addition to this, IOM used 
multiple monitoring sources, such as involving community representatives and 
government officials in project overseeing and monitoring. These were good mitigating 
options available to IOM, but it was still very difficult for IOM to control for the low 
quality of contractors and materials available. 
 
On non-engineering projects, like gender and civic-education projects, monitoring was 
not as substantive or as frequent as in infrastructure projects. For the former projects no 
concrete monitoring framework or indicators were developed. Also, most ATI sub-offices 
did not have enough theme-specific experts. For example, due to the difficulties in hiring 
female national staff, Mazar, Herat, Kunduz and Kabul (under Afghans For Afghans) 
were the only four offices that had female staff that could do the monitoring and consult 
women’s opinions and views on the project. Otherwise monitoring had to be done by 
men. For example in the weaving centre in Maimana communities complained about the 
fact that ATI had male staff visiting the project and consulting female beneficiaries. Thus 
they demanded ATI to not consult their women, unless it was done by female ATI staff.  
 
While there was monitoring documentation at ATI offices some of the NGOs visited 
mentioned that active monitoring and follow up was rare beyond the submission of 
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reports. For instance, this was the case of CAFÉ in Balkh province. During the eight-
month period, CAFÉ only received two monitoring visits. This was mainly the case with 
international NGOs because of the higher degree of latitude vested in them. Based on this 
trust, in some gender and civic education projects, reports submitted by the grantees were 
the only form of supervision undertaken by ATI.  
 
For media, the monitoring effort focused on holding grantees accountable for expenses 
and in some cases ensuring effective coordination between media organizations and other 
elements of the ATI program. For instance, as part of the initial agreement with the 
Morsal magazine grantee, editors were told to report on USAID initiatives and opening 
ceremonies. The magazine was also meant to be made available to the WRCs. However, 
as regards to content, ATI did not have the motives to closely monitor the nature of 
articles and broadcasts produced by its grantees. Indeed, the intent was to promote 
independent media so that grantees were not held accountable for content, even though 
all PTGs contained an undertaking to provide “neutral and objective” content. 
 
Furthermore, in some cases, monitoring was done by external organizations through an 
ATI grant (e.g. Monitoring and Evaluation of Media Investments granted to Altai 
Consulting). 
 
Stakeholder, especially government participation in the monitoring process was also 
considered to be minimal by ATI sub-office staff, community members and government 
representatives themselves. This was mainly due to lack of resources and capacity within 
government departments and partly due to the lack of coordination between ATI and 
government representatives. However, involving local authorities in monitoring visits 
was quite instrumental in increasing the visibility and profile of the government. 
According to a DoWA representative in Bamyan, accompanying ATI staff on monitoring 
visits afforded them opportunities to travel around and better understand the needs of 
people. 
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Though ATI is a short-term, rapid response program, it had to tackle sustainability issues 
and ensure positive mid-to-long term impact after the completion of the program. Some 
projects like civic-education programs by their very nature were short-term and event-
specific, whereas certain projects such as community infrastructure and media projects 
required longer term planning. 
 
For infrastructure projects, ATI developed and put in place set-procedures to ensure a 
successful completion and handover. This entailed a closing evaluation by ATI; signing 
off by all stakeholders at the end of the project; a retention period during which part 
payments to contractors were withheld to ensure quality of the structure; and a handover 
document where the direct beneficiaries took responsibility to maintain the structure. 
However, ATI faced quite a few difficulties in this process. In one out of four 
construction-related projects visited, quality issues cropped up and the beneficiaries were 
reluctant to take responsibility of the project. This was the case with the Women’s 
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Resource Center in Gardez, and in Omara Khan School in Wasil Abad, Kabul. Both 
projects were due to complete respectively in February 2005 and September 2004. 
However, at the time of writing, quality flaws had held up completion of works. In other 
cases, after the project was handed over, the beneficiaries would not adequately maintain 
the infrastructure and it would soon run into disrepair. Therefore, as part of phase 5, ATI 
has created a program whose primary focus is to rectify and refurbish damaged 
structures. At the time of this study 34 (out of 244) infrastructure projects required 
refurbishment. 
 
Another set of projects that have been beset with the issue of sustainability are media 
projects. Many organizations – both for profit and non profit -- were provided with media 
equipment to get their operations off the ground. While this spawned a large media 
network across the country, sustainability remained a concern like any other country. 
While this definitely was outside the purview of ATI, attempts were made to include 
capacity building of media organizations in terms of exploring marketing and other 
revenue generating options, as done for AINA and the “Women and Law” Magazine.  
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Throughout the three years of ATI’s implementation a series of external challenges 
hindered the success of the programme. However, it is important to highlight that overall 
ATI managed to overcome a great deal of challenges and continued to work with remote 
communities despite difficulties in accessing them.  
 
This section explores the set of challenges that at times limited the impact of ATI. The 
ATI evaluation identified four major challenges (security, the low capacity of 
stakeholders, corruption and socio-cultural constraints) that ATI staff had to face and find 
solutions to overcome. 
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The security situation in Afghanistan has greatly improved throughout the country in the 
past three years. Initially, the secure areas of operation did not extend far out of the urban 
centers under control of the coalition forces. Nevertheless, gradually, the Afghan state 
began to assert its presence. As of today, security continues to challenge the work of 
international organizations: 
 

- Systematically in a few sensitive regions: Kunar, Nuristan, Paktika, Khost, Zabul, 
Uruzgan, Nimroz and Helmand.  

- Sporadically in most regions 
- Rarely in the most secure regions, such as Bamyan, Herat, Kabul, Mazar.  

 
However, using its long established presence in Afghanistan, IOM was able to offer 
opportunities for ATI to operate in areas that remain outside of state control regardless of 
security constraints. 
 

� Constraints on operations was the norm 
 
IOM was obliged to abide by a strict security protocol, which hampered the 
implementer’s ability to operate in a flexible, spontaneous, rapid and reactive way. 
Abiding by the security rules and regulations of the United Nations required traveling in 
convoys of two vehicles with redundant communications, all movements to be planned 
48 hours in advance and adherence to all travel restrictions imposed by UNSECOORD. 
These restrictions required a lot of planning and organization by IOM staff teams in order 
to establish their presence throughout the country, build relationships with local 
communities, implement projects and carry out field visits and monitoring. Nonetheless, 
ATI managed to overcome this difficulty as IOM was already well connected with 
communities, even in remote areas due to the nature of their work with refugee and IDP 
communities. 
 
Furthermore, given the insecure and unstable environment of the country, USAID/OTI 
had strict restrictions and security regulations that severely limited OTI staff’s 
movements. This, in turn, impeded their ability to extensively travel, visit and interact 
with IOM sub-offices and develop crucial relationships at community level.  
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� In unstable regions, security was a real challenge 
 
In regions where insurgent attacks were regular occurrences, the security protocol was 
ramped up to a point where frequent interaction with communities was all but impossible. 
In these unstable regions, which are also remote and more conservative, it was more 
challenging to implement gender and civic education projects, both of which imply a 
certain degree of openness from the recipient and intense involvement from the 
promoters. 
 
As a result, IOM sub-offices in more unstable regions like Kandahar or Gardez 
implemented mostly construction grants: 91% of monies disbursed by ATI Kandahar 
were related to construction; likewise ATI Gardez devoted 85% of its grant 
disbursements to community infrastructure projects.  
 
Within these regions, there were zones where any foreign presence or even Afghan 
nationals associated with international organizations were viewed with suspicion. Only 
local contractors could operate as they were embedded in the local culture. In general, 
given that there were costs and quality control implications to implementing complicated 
engineering project in insecure environments, the projects that ATI could implement in 
these regions had to be less sophisticated in nature for monitoring to be easier to carry 
out10. 
 
In order to overcome security constraints ATI had to find successful alternatives. ATI 
created some ways to continue programming in insecure environments. One solution was 
to build the capacity and delegate responsibilities for community consultation, contractor 
supervision and to a certain degree project design to local NGOs. The most prominent 
example of such co-operation was the agreement between IOM and the Afghans for 
Afghans NGO. This allowed the Kabul sub-office to implement grants in remote regions 
such as Nuristan and Kunar. However, this did not translate into outright outsourcing 
monitoring to consultants, but while it ensured that sites were frequently monitored by an 
external agency it also reinforced the monitoring process by having different sources look 
at the same project and ensure quality control and effectiveness.  
 
Another innovative solution was to organize Shuras11 and large Jirgas with community 
and religious leaders, village elders, the district leaders and other partners that could 
travel to the province centre and make commitments on behalf of communities, identify 
projects and disseminate information to later on take back to the communities. This was a 
solution often used in Gardez when ATI staff had to reduce the frequency of their travel 
to the provinces under the jurisdiction of the Gardez sub-office. 
 
A final solution was to rely more on the Afghan government and encourage their 
participation in projects. Government officials became key partners in conducting the 
monitoring, providing technical assistance, resolve property disputes and other issues. 
Therefore, even though ATI would generally travel together with the relevant authorities 
                                                
10 See Internal Document “ Working in Insecure Environments” 
11 A traditional assembly of community leaders 
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to project sites, in insecure environments, government officials would be requested to be 
involved even more. Thus, ATI would provide travel stipends in order to cover the costs 
incurred by government officials when monitoring and visiting ATI projects. The daily 
rate was agreed in coordination with the Ministries in Kabul. 
 
Hence ATI succeeded in engaging government officials with remote and most vulnerable 
groups regardless of the security situation throughout the country. It is important to 
highlight that ATI managed to fund and implement projects in every single province of 
Afghanistan. For instance, it managed to implement eight projects in Nuristan, where 
only another international organization is now working. 
 

� Flashpoints: wanton acts of violence affected operations 
 
In September 2004, local unrest flared up in Herat after the replacement of Ismail Khan 
as governor of the province. UNAMA was blamed for that government decision and 
foreign organizations were attacked by rioters. The IOM office was the object of an arson 
attack. All archives were burned, therefore IOM had to find an alternate location and 
international staff was forced to leave. However, within ten days IOM operations 
resumed in a new location. Within two months after the event, international staff 
returned. 
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Sources of corruption abound in post-conflict situations, owing to the lack of clear 
allegiance to a well-established state authority. In the case of Afghanistan, the potential 
for corruption is exacerbated by entrenched allegiances to local powers that compete 
among themselves and with the state. There was no established state until the emergency 
Loya Jirga, and the legitimacy of the state is contested to this day. 
 
The principal potential source of corruption affecting ATI is the discrepancy between 
incomes at similar levels of competence between government officials and their 
counterparts in NGOs and contractors since the latter earn better salaries than government 
officials. 
 
For ATI, the challenge was to conciliate between two potentially contradictory 
objectives: on the one hand, government authorities were meant to be involved in 
clearing grants and monitoring their execution, while on the other hand ATI had to make 
sure those authorities did not use such powers to extort bribes and favors from 
communities and contractors. In numerous interviews with different stakeholders the 
extortion for bribes by government officials was said to be common. For instance, in 
Mazar, both the contractor and the headmistress of Sultan Razia Girls’ School 
highlighted the fact that officials from the Department of Education would frequently 
solicit from them payments for monitoring the project. In general, ATI staff said to have 
always taken a very firm stance on this regard. If either contractors or governmental 
officials showed signs of corruptive nature, warnings would be given and threats of 
halting the process would be made. However, this was not the case on Sultan Razia 
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School, the construction continued and according to the above mentioned stakeholders 
ATI was not involved in reconciliating these events. 
 
In order to address transparency issues and corruption between different stakeholders in 
the future, USAID/OTI implementers must be prudent and be transparent as to the cost of 
projects. If ATI/IOM had publicized the total cost of projects to all: stakeholders, 
community leaders and intended beneficiaries, opportunities for corruption would be 
reduced. It is important to be clear as to how much it costs to implement a specific 
project, so that all parties understand that no one is keeping a large share, even the 
contractor working for benefit. 
 
In addition, another process that was often flawed in several projects implemented by 
local NGOs was the selection of beneficiaries. This evaluation found several examples of 
arbitrary and flawed selection processes, whereby either the local NGO, Shura members 
or the government authorities favored and/or received bribes from the selected 
beneficiaries. For instance, the beneficiaries from the micro-enterprise for honey-bee 
production in Bamyan were intended to be the most vulnerable women in the village. 
However, few minutes into the focus group discussion with the village elders it was soon 
clarified that their wives had been the beneficiaries of this venture. ATI did not identify 
this to be an issue therefore ATI staff could not respond. A solution to avoid this in future 
is to ensure a three-party consultation between the USAID/OTI implementer, the local 
NGO and the village leaders when selecting project beneficiaries. This will encourage the 
process to be transparent and limit possibilities for corruption and favoritism.  
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The lack of capacity of stakeholders, both government staff and local contractors has 
been one of the biggest constraints to the ATI programme. ATI had to face the challenge 
of working in a post-conflict environment with a newly-established government, in a 
country where obtaining quality labour and contractors was an ongoing limitation and 
where the lack of coordination between stakeholders, particularly NGOs often hindered 
some of ATI’s work.  
 
Resource gaps in Ministries 
 

� Lack of experience within the Ministries 
 
Afghan Ministries had limited experience of undertaking projects both at the macro level 
and at the micro level. They had simply not undertaken this volume of projects at any 
time in their history and had very little perspective on how aid programs are designed, 
how priorities are determined and how resources are allocated accordingly.  
 
Furthermore, at the micro level, there were many instances where local government 
representatives did not have a clear “terms of reference” to abide to. Thus, many 
government officials were reluctant to being involved in design, implementation and 
monitoring of projects. One of the reasons for this gap in knowledge is the, still today, 
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lack of communication between national, provincial and district governments. Mandates 
from Ministries in Kabul would take time in reaching their counterparts in the provinces. 
Anecdotal evidence suggests that at the micro level, this gap may have been partially 
breached in the past three years, as government officials realize what their role in projects 
ought to be. ATI staff had to therefore closely collaborate with their local government 
counterparts and explain the advantages in their involvement in projects.  
 

� Lack of qualified government staff  
 
In addition, the lack of engineers to act as real counterparts in project design is another 
reason that undermined the government’s ability to assume a meaningful role in the 
design of construction related projects. Part of the problems stems from the fact that 
salaries for most ministerial staff pale in comparison with their counterparts at NGOs and 
international organizations. And so, qualified engineers choose to work for the 
international development community leaving less experienced staff working for 
governmental departments. For instance, in Kandahar, an official expressed his 
disappointment at not being consulted on the design of a public building (reservoir) and 
on the choice of a contractor, even though the same official recognized his staff did not 
have the qualifications for such tasks but that he was doing all in his power to rectify this 
situation. 
 
In addition, rapid turnover of government staff was another major obstacle to ensuring 
effective follow-up of tasks within the ministries.  
 

� Lack of female staff in Ministries 
 
In Afghanistan, gender discrimination in education and access to employment is 
particularly pronounced, which is part of the explanation for the lack of qualified female 
staff in ministries. This created an additional obstacle to the implementation of gender 
projects or even for inclusion of women in projects of any kind: without female staff to 
carry out consultation, it was almost impossible for government authorities to reach out to 
women in communities. 
 
The presence of a female director in the planning unit of MRRD in Herat was especially 
useful, as it created a link between DoWA and the various ministries responsible for the 
implementation of projects in rural areas. This person had enough authority to encourage 
the creation and sanction the existence of women’s Shuras. However, the presence of 
such a person in a position of responsibility is rather more an exception than the rule. 
 

� Lack of transport facilities 
 
Most ministries did not have adequate transport facilities and had to rely on ATI for 
transport. ATI was aware of this, therefore it provided stipends to government officials to 
visit and monitor projects. This, however, was not always the case, thus it undermined the 
ability of ministries to monitor works independently of ATI and to be perceived as more 
than token representatives. 
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� Lack of equipment 

 
Ministerial Departments lack the necessary equipment to perform area surveys, technical 
appraisal and evaluation of grants. One example of such shortcomings was evidenced 
during an interview with a Ministry of Water official in Herat, who claimed that his 
department was not familiar with the information technology used in designs of new 
structures. He claimed his colleagues would particularly appreciate courses on the use of 
GPS, electronic monitors of water levels and other hydraulic systems.  
 
 
Lack of qualified contractors 
 
IOM/ATI gradually built up the database of contractors to a level which could be 
described as acceptable. However, at the outset, there was a very thin base of contractors 
with which to work. Based on observations of construction projects (mostly in support of 
government infrastructure or community infrastructure), it appears that the award of 
contracts was done in a discretionary manner to begin with and became more 
sophisticated as the pool of contractors increased. Given the relatively low level of 
sophistication of most construction grants, ATI was able in the latter stages to select 
multiple contractors with relevant experience and reasonable assurances of quality. 
 
However, there are still no norms to regulate the use of materials in the construction 
sector, nor are there recognized certificates or diplomas for construction workers. 
Additionally, there is virtually no infrastructure in place within the country to supply 
basic construction materials. For example, in Herat, contractors that were short-listed and 
eventually chosen were deemed to be of good quality because they used imported 
cement, which is indicative of the low level of expectation and of the fact that all cement 
processed inside Afghanistan is of sub-standard quality. Hence, obtaining quality 
materials was also a constant constraint that not only undermined high quality 
construction work but also had an adverse impact on the duration of projects and the 
long-term sustainability of infrastructure related projects. 
 
Lack of coordination amongst NGOs 
 
Lack of coordination among NGOs also posed constraints on ATI projects, particularly 
gender ones. For example, female participants of CAFÉ’s literacy projects in Dawlatabad 
district, in Balkh province, started leaving the program because another NGO started 
providing literacy courses and distributing oil, wheat and pulses to the participants in its 
courses. Now CAFÉ runs 12 courses in the centre of Dawlatabad where they used to have 
67. 

 
In order to avoid this in the future, the local governmental departments should have a 
greater control and knowledge of NGOs operating in the area. This way NGOs will not 
compete and governments will be able to have a greater input on their work rather than 
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the current situation where NGOs work independently from each other and their 
government counterparts.  
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Gender issues  
 
Although Afghanistan is a very conservative country were women play a limited role in 
the public sphere, it is important to highlight that grants that directly addressed women 
and encouraged their return to work, their participation in the economic world, their 
education and participation in political processes were generally welcomed and supported 
by the entire community. ATI staff explained that throughout the three years of 
implementation signs of behavioral change in attitude towards gender projects already 
were becoming visible. ATI senior management also felt that this behavioral change was 
also visible in ATI staff. For instance, one of ATI’s senior engineers, who initially was 
hesitant about gender mainstreaming explained at ATI’s workshop in February 2005: 

 
“You see the combination of having women’s involvement as part of the 
tendering point system and then using government representatives as 
outreach has made many poor women benefit from the ATI projects in 
Kunduz”. 

 
When visiting the rehabilitation of the Hait Bacha Canal in Takhar Province, ATI staff 
explained how this same senior engineer was now actively engaged on the ground to 
encourage women’s involvement. Recently, he challenged a contractor about women’s 
involvement and the fact that they were still awaiting the salary for their work as gabion 
cage weavers.  
 
However, there is still much apprehension among field staff about gender mainstreaming, 
especially in the more conservative areas like Kandahar, Faryab and Gardez.  
 
Projects are more likely to succeed when community members (particularly men) are 
actively involved from the beginning, from project conception and design. In most cases, 
ATI gender projects were deemed more successful when fathers, brothers and husbands 
were not only consulted but encouraged to participate in meetings. For example, in the 
Accelerated Learning Courses in Kapisa, parents were, from the beginning, actively 
involved in the project. Once they realized the positive impact on their young daughters 
and wives in receiving literacy classes, village men supported the project and would 
encourage others to let their wives and daughters attend. In most cases, men object 
because of held misconceptions about the content of workshop or activities. However, if 
this is clearly laid out from the beginning and men are encouraged to participate 
opposition to the project will be very small, if not null. 
 
As long as traditional gender roles are not greatly challenged, i.e. literacy courses in other 
women’s houses, carpentry or gabion cage weaving training in only women spaces were 
greatly supported. In addition, it is worth mentioning also that men, generally, did not 
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object to income generating activities because of indirect financial benefits for their 
families. However, ATI recognized this early and took advantage of the ‘captive 
audience’ by requiring all income generation projects to introduce literacy and health 
education components for the beneficiaries. 
 
Resistance to Civic Education and Political Participation 
 
There were instances when civic education and political participation grants faced 
negative reactions from some of the intended beneficiaries, primarily because of the 
generally held misconceptions about ‘democracy’ and what it means. Particularly 
Mullah12s and community elders disagreed with or were suspicious of Western concepts 
of human rights and women’s rights, however agreed with “Islam-based” human rights 
concepts. 
 
Therefore, constraints were soon overcome after encouraging participants to not judge 
and allow time and space for the new ideas to be shared with them. The key is to relate 
democracy to Islam and highlight its advantages and benefits.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                
12 Religious leader 
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The success of ATI should be evaluated based on the goals and objectives which the 
program set out to accomplish. However, in the absence of predefined performance 
indicators for many of these goals and objectives, this study measured success with 
reference to what the stakeholders, beneficiaries and ATI staff believed the projects 
should have achieved vis-à-vis what was actually achieved. Also, attempts were made to 
determine the common trends in terms of shortcomings and best practices in order to 
assess the success of not only the outputs and outcomes, but also the processes employed 
within the projects. 
 
Part A described the ATI mission in detail, but the main idea to remember is that ATI 
was a political program. The overall aim was to increase citizen involvement and 
confidence in the process of recovery, rehabilitation, and democratic political 
development. ATI laid out the following four sub-objectives:  
 

1. Increase the Afghan government’s responsiveness to citizens’ needs 
2. Increase the capacity of the Afghan media 
3. Increase citizen awareness of and participation in democratic processes 
4. Increase the capacity of Afghan civil society groups 

 
This section discusses how successfully ATI was able to get communities and 
government to work together, build an independent media, increase citizen awareness of 
the democratic process, and increase the capacity of Afghan civil society groups.   
 
For the purpose of the analysis, this section is divided into six parts:  first an overall 
discussion of the overall program impact and organizational issues, and then a discussion 
of impact for each theme (infrastructure, government support, gender, civic education, 
and media).   

�
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The overall impact of ATI was evaluated in terms of processes, outputs and outcomes.  
Also, where appropriate, efficiency and effectiveness performance indicators were 
developed to quantify this impact. This is supplemented by a qualitative analysis on 
organizational issues.  
 

�������������
���

The key success measures that were assessed as part of this study were: 
1 Rapid completion of projects 

2 Demonstrating the peace-dividends: building stability in the country 
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3 Linking communities and governments 

4 Horizontally and vertically linking government institutions  

5 Reaching out to vulnerable groups 

6 Awareness of Afghan and US government role in ATI 

 
1. Rapid completion of projects 
 
Success on this measure was core to achieving the macro objectives of the ATI program. 
This achievement was assessed by looking at (a) cost overruns of the projects, (b) timely 
completion, and (c) the quality of the outputs. These indicators are mainly associated 
with infrastructure projects. 
 
Cost overruns:  
 
ATI was successful in running a tight-ship. During the design phase of every project, the 
cost of the project is estimated and approved. However, occasionally during 
implementation, cost amendments are required to meet unforeseen expenditures due to 
external delays in projects, occasional erroneous estimates, or changes in the scope of 
work. However, it is important to highlight that IOM systematically refused to accept 
contractor claims for revised cost estimates. As of February 2005, 22% of the projects 
required cost-amendments, and the average percentage of the amended amount requested 
on these projects was 16%. Therefore, overall, the cost-amendments resulted in an 
increase of 4.5% over costs estimated during project formulation. The breakdown of the 
cost amendments by sub-office are as follows: 
 
Figure 1.7: Cost Amendments 

 

Sub-Office 

Number 
of 

Projects 
Amount 
Granted 

Projects 
with 
CA* 

CA 
Amounts 

% of 
Projects 

with 
CA 

CA 
Amount as 

% of 
Amount 
Granted 

Bamyan 47  1,884,952  11 $138,345 23% 7.3% 
Gardez 61 2,575,590  3 $40,760 5% 1.6% 
Herat 48  2,073,311  12 $98,111 25% 4.7% 
Kabul (incl. National) 235 19,414,013  65 $1,001,242 28% 5.2% 
Kandahar 43  1,903,145  7 $33,409 16% 1.8% 
Kunduz 26  1,098,926  12 $69,918 46% 6.4% 
Maimana 11    506,652  3 $28,133 27% 5.6% 
Mazar 64  2,183,533  9 $100,812 14% 4.6% 
Other: DC/Islamabad 21  1,949,135  1 $5,451 5% 0.3% 
Total 556 33,589,258  123 $1,516,181 22% 4.5% 

 
*CA = Cost-amendments (Source: ATI database) 
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Timely Completion:  
 
Around 29% of the projects required time amendments. This can mainly be attributed to 
long delays in obtaining land deeds13, land disputes and changes/additions to the project 
largely due to seasonal constraints such as halting the construction process due to heavy 
rains and continuous snow storms. However, changes were also required by the 
beneficiaries, the unstable and insecure environment and the low capacity of the 
stakeholders, especially the contractors. Also, at times, the mismatch of staff expertise 
within ATI contributed to this issue. For example, mechanical engineers within ATI had 
to work on construction and hydraulics/water projects.  
 
At the onset of this study in February 2005, close to 10% of projects slated to have been 
completed by December 2004, were still under implementation. Therefore as part of 
phase 5, the focus is now on completion and review of projects. In the absence of external 
benchmarks it is difficult to judge the efficacy of ATI in terms of time and money. 
 
Quality of outputs:  
 
The impact analysis for this indicator was done qualitatively based on field visits rather 
than any documented data. In a third of the infrastructure-related projects visited 
structural quality was raised as an issue. According to ATI staff and beneficiaries there 
were myriad problems in simultaneously ensuring timeliness, effective cost-control and 
quality of infrastructure. The general feedback was that it was easier to ensure quality in 
basic infrastructure projects such as wells, roads, culverts, etc. than in bigger technical 
projects like schools, clinics, etc. For example, the retaining wall in Kocha Khel village, 
Khost, was successfully completed ahead of schedule, whereas the Razia Sultan School 
in Mazar and the Women’s Resource Center in Gardez took longer than anticipated and 
faced multiple infrastructural quality issues. 
 
 
2. Demonstrating the peace-dividends: Building stability 
 
To avoid the post-conflict situation from transitioning into chaos, ATI had to move in 
rapidly and fill in the initial gap in rehabilitation efforts while other donors and NGOs 
were setting up. This required rapid implementation of projects that met the needs of the 
communities and also built a sense of stability.  Therefore, during field visits, local 
leaders and community members were asked about the suitability of the projects, how it 
impacted their lives, and how they feel about the government and the stability of the 
country.  While it is difficult to establish a direct causal link with ATI projects, the 
response to all these questions was positive when asked in the context of ATI projects. 
 
– 95% of the interviewed beneficiaries stated that the projects met their priority needs 
– 68% believed that the projects reduced tensions and created a more stable 

environment 
                                                
13 This was particularly the case of all 14 Women Resource Centers. 
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– 58% of the interviewees felt that the projects had a significant impact on improving 
the quality of life in their village, and  

– 80% of the beneficiaries found their opinion regarding the government to improve 
over the duration of the project (see Figure 8) 

 
         Figure 8: Opinion Regarding the Government (Overall) 
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3. Linking Communities and Government 
 
In phase two, after the Emergency Loya Jirga in June 2002, and during the fourth phase 
of the program, ATI focused on developing better linkages between the government and 
communities. This was attempted through all projects, except those that were directed 
and top-down in nature.  
 
To assess ATI’s success on this front, a multiple set of questions were asked of 
government representatives and community members through group discussions and 
interviews. Overall, ATI achieved mixed success in linking communities and government 
through the various thematic projects.  
 
Around 55% of local leaders and community members saw government representatives 
participate in the projects. Also, many local government representatives considered their 
participation to be perfunctory. Therefore most projects were viewed by the beneficiaries 
as belonging to international donors and NGOs (addressed in detail later under 
awareness). 
 
In terms of espousing community ownership 47% of respondents stated that the 
community owned the project. Only 39% of interviewees stated that their village had 
contributed to the project, and 52% stated that it had not. Given the emphasis on 
community participation and contribution, this was low. However, it should be noted that 



 46 

these results varied across the different themes (for instance, on community infrastructure 
projects, the local village involvement rate was 62%); this difference will be addressed in 
the individual thematic sections. 
 
On the positive side, contact between the community and the government increased over 
the duration of the projects.  In the interviews conducted, only 15% of villagers stated 
that they had frequent contact with the government before the project, while after the 
project, 33% responded that they had frequent contact. Furthermore, the percentage that 
said contact with the government was rare or nonexistent declined from 45% to 24% over 
the course of an ATI project (see Figure 9).  
 
          Figure 9: Contact with the Government (Overall)                                             
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Also, compared to projects implemented by other NGOs and donors, ATI was considered 
much better by survey respondents. A full 60% of those interviewed stated that ATI 
projects involved villagers better than the projects from other organizations. Only about 
5% of people felt that ATI was worse.   
 
In addition to the increased interaction between communities and government, the direct 
beneficiaries were also quite satisfied with the way projects were planned, implemented, 
and maintained. Of the beneficiaries and local leaders interviewed, 87% were satisfied or 
very satisfied with how the project was planned, while 83% felt this way about how the 
project was implemented. However, there was a slight drop in satisfaction to 71% when 
asked about how the project is currently being maintained; which is consistent with some 
of the qualitative concerns with maintenance discussed in the Infrastructure section 
below.  
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4. Horizontally and vertically linking the government 
 
During phase 3, the focus of ATI was to involve the central government in the ATI grant 
process and thereby increase interaction between and within ministries and their various 
levels. 
 
ATI’s involvement of the government was quite unique. Most government officials stated 
that ATI was the only program to involve the government in the work, and that most 
other NGOs or international organizations bypassed the government completely. As a 
result, government officials were pleased with the ATI program. However, there were 
several complaints that government involvement was more symbolic than real; 
government involvement often appeared to be treated as a box to tick, rather than any 
deep commitment of time and resources. Also, on the ground, the interaction between the 
central and provincial government seemed to be limited to no objection letters, even 
though ATI staff made efforts to coordinate communication and prioritization between 
the various ministerial levels. 
 
Though government capacity building was not the focus of ATI, several projects -- the 
training programs for the Ministry of Women’s Affairs and the Municipal Water System 
project in Khanabad city -- showed that it was possible to successfully involve the 
government and build its capacity. However, this was specific to certain projects, and was 
not integrated into the processes of other mainstream projects. Therefore, though 
government representatives accompanied ATI staff on monitoring visits and were often 
present for contract signings and handover ceremonies, it is unlikely that the government 
is now in a position to create, supervise, and implement development projects without the 
help of NGOs and international organizations. Hence, projects that did not integrate 
softer capacity building components into the hard, outputs-oriented process may have 
missed out on the opportunity to ensure a more robust and sustainable handover of the 
projects. 
 
 
5. Reaching out to vulnerable groups 
 
In phase 3 and 4, partly based on the targeted funding received from USAID/OTI, ATI 
specifically began looking at projects that covered vulnerable groups like returnees and 
women. The success in reaching these groups was evident from the discussions and 
interviews conducted in the field. In general, most infrastructure projects, especially 
related to water supply, were seen to benefit women. Housing projects on the other hand, 
were most considered to be most responsive to the needs of returnees and IDPs. Also, a 
majority of the interviewees, 52%, said that women were consulted during the 
identification and implementation of the projects. And, in terms of direct impact, 66% of 
the interviewees said that IDPs benefited from the projects, and 82% said that women 
benefited from the projects. 
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6. Awareness of the Afghan and U.S. government role in ATI 
 
Nearly all projects visited had sign-boards displaying the support of the Afghan and U.S. 
government in the project. There were instances where IOM staff had decided to remove 
the signs in order to reduce tension and avoid the threat of attacks in insecure regions like 
Gardez or Logar. Overall, awareness regarding the Afghan and U.S. governments’ role in 
ATI was limited. While most contractors 
were aware that ATI was being funded by 
USAID, a majority of local government 
officials and community beneficiaries 
(including local leaders) identified “an 
international organization” as the 
implementer and provider of funds. Very 
few respondents, a mere 5%, were aware 
that USAID had funded their specific 
project. Instead 45% believed that an 
international organization was providing 
the funds, followed by 13%, who believed 
IOM was the donor and a small 3% who 
thought the Afghan government was. 
Therefore, despite the signs that 
USAID/OTI required to be posted at the 
project site to inform beneficiaries about 
the collaboration between the US and the 
Afghan Government in responding to the 
people’s problems, beneficiaries did not 
perceive these projects to be brought to 
them by either of the two governments.   
 
 

2
����?���������������

“Everyone at ATI knows things take time, and that we shouldn’t 
compromise government involvement, but there’s still a lot of pressure 
to finish projects” 

[IOM staff] 
 
IOM had the arduous task of being responsible for implementing a fast and flexible and 
fast-implementing program that at the same time had to employ participatory and 
enabling processes to ensure better interaction between the two fundamental stakeholders 
– the government and the citizenry. All this had to be done in an insecure and volatile 
environment. This required balancing varied and at times divergent priorities. How these 
priorities and processes were managed within IOM is assessed here.  
 
As seem from the discussion above on success measures, IOM effectively implemented 
ATI on many fronts. While most of the challenges IOM faced were external, certain 

Sign in front of Sultan Razia School 
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internal issues also hampered IOM from achieving a resounding success in implementing 
ATI. Most of these were concerns raised by IOM-ATI staff and some are trends observed 
by the evaluation team. 
 
• A disconnect between ATI goals and objectives and staff performance evaluation. 

When ATI sub-office staff was asked how they were evaluated regarding their 
performance, it came down to ‘finishing projects’. On probing further, it became 
evident that issues such as working with the government were seen more as 
‘interacting’ rather than ‘involving’ the government in the processes of the project. 
Also, in terms of assessing the social outcomes at the end of projects, ATI national 
staff relied on the international staff to fill out the completion reports and seemed to 
be unaware of how to assess the social impact of the projects. Therefore simple 
survey tools to gauge social impact and explicitly linking the outputs of these tools to 
staff performance would have enhanced the national staff’s understanding and 
motivation regarding issues like community contributions, community-government 
interactions, etc. 

 
• Lack of national programmatic (non-technical) staff and low internal capacity 

building. A majority of national staff were technical engineers, and though they 
monitored non-technical projects, the knowledge and responsibility to ensure proper 
implementation of these non-technical projects remained in the hands of international 
staff. For example the gender officers in Mazar and Gardez were former radio officers 
(one with UNOPS), and had not received any training or support to carry out their 
tasks. Therefore, while monitoring of soft projects is documented, according to many 
implementing partners these visits were few or perfunctory.  

 
This was also a prevalent sentiment with ATI staff, and it is encapsulated by the 
following quote from an ATI sub-office staff.  
 

“Even within the organization, emphasis was not given to building staff 
capacity, the pressure was on “let’s get the job done”… we were 
running and then working out the mechanisms. More internal capacity 
building should have happened. The workshop in February was great 
but it came too late" 

 
 
• Reshuffling of Staff: At many ATI sub-offices, it was difficult to find staff (both 

international and national) that had been at that office for a long period of time. While 
this transferring of staff between offices was considered by ATI HQ as sharing of 
expertise, staff at the sub-offices, and at times government representatives and 
contractors, complained that this disturbed the continuity of the projects. This could 
also have affected the timely completion of projects, but the limited time of this 
evaluation did not allow an assessment of this issue in depth. 

 
• Varied funding cycles and coordination between USAID/OTI, IOM-HQ and IOM 

sub-offices: Another common complaint amongst ATI sub-office staff was that the 
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availability of ATI funding was highly inconsistent. At times, the ATI headquarters 
would send the message down to the sub-offices that funding was available, so they 
should try to push through as many projects as possible. Other times, funding would 
dry up and headquarters would tell the sub-offices not to bother putting in grant 
requests. This was highly frustrating to sub-office staff, and according to many, led 
on several occasions to the approval of less worthy projects, and the rejection of more 
worthy projects. Figure 10 shows the number of projects ATI funded over 60 day 
time-periods.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 

 
 
 
 
 
 
For example, in the 60 day period from May to July 2004 when approvals were put on 
hold because the database had to be cleaned up and rearranged, staff in the field were not 
informed about this. Future OTI programs should regularize the funds available, to ensure 
staff can safely plan projects without the uncertainty that comes when headquarters 
appears to arbitrarily cancel or reject projects. Improved consistency will also ensure 
projects are implemented during more ideal times (i.e., building projects in the summer, 
irrigation projects in the late winter, etc.). 
 
Summary of Overall Impact 
 
This evaluation found that overall ATI was successfully implemented by IOM. Even in 
the absence of a comparable reference, cost overruns and delays on project outputs 
seemed to be within reasonable bounds. Quality of infrastructure projects was as an issue, 
but this can largely be attributed to external factors and is currently being addressed by 
IOM as part of phase 5. Success on improving government-and-community linkages was 
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Figure 10:  Number of Grants Approved in Each 60 Day Period  
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Distribution of Infrastructure by sub-office
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moderate, but the overall impact on improving people’s opinions about government was 
comparatively significant. Nevertheless, in terms of raising the awareness of the Afghan 
and US government role in ATI was low. It should however be noted that this evaluation 
did not consider the cost-efficiency of projects. It was assumed that the approval required 
from USAID/OTI on all projects, negated the need to reexamine the cost effectiveness of 
the projects.  
   
In the next five sections, an attempt will be made to pull out some of the key impact 
indicators for each theme, and to discuss some of the key lessons learned and best 
practices.  
�
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As discussed in section B, community infrastructure was the most common theme in the 
ATI program, accounting for 44% of grants. This plurality was relatively even across 
IOM’s sub-offices.  
                                                         Figure 11:  
 
ATI classified a project as 
community infrastructure if it 
was a small grant (<$100,000) to 
help fulfill a specific 
construction need within a 
community. Also the final 
ownership of these projects was 
in the hands of the communities 
themselves. Examples included 
irrigation canals, bridges, 
retaining walls, and hydro-power 
mills.14  
 
 
ATI pursued infrastructure projects in the belief that such grants would provide direct and 
highly visible benefits to communities. There was some tension, however, regarding the 
underlying rationale behind these projects: Should ATI build infrastructure that 
 
� responds to the priority needs of the communities, or  
� has the best chance of linking communities together with the government or (e.g., 

highly strategic roads and bridges), or 
                                                
14 Community infrastructure projects were distinct from direct government support – which included 
schools, clinics, and ministry offices – since such buildings were entirely owned and operated by the 
government upon completion. However, in most cases community infrastructure and government support 
projects followed the same grant-making and monitoring processes.  
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� Has the maximum number of beneficiaries?  
 
It seems ATI generally favored projects that specific communities could own and operate 
(such as irrigation canals or hydropower mills), since achieving interaction between 
stakeholders was harder on large public projects, which often lacked clear community 
beneficiaries.  
 
Classification 
 
Community infrastructure projects can be divided into roughly six categories:  
 
1. Water: This category includes any project that focused on providing villages with 

water for drinking or irrigation. Examples include irrigation canals, wells, aqueducts, 
reservoirs, gabion cages, and storage tanks.  

2. Transport: This category includes projects like roads, culverts, and bridges, which 
had the aim of linking a region together. The benefit of these projects came from 
reducing transport costs and encouraging economic activity.  

3. Power: This category includes building hydro-power mills and urban electricity 
networks. Some projects also provided generators for key public service institutions, 
such as clinics.   

4. Protection: This category includes constructing structures to protect lands or other 
buildings, mainly from river flooding. These protection structures included retaining 
walls, dams, dikes, and canal covers.  

5. Housing: This category includes providing individual households with direct 
rebuilding grants, constructing shelters for displaced individuals, and rebuilding 
destroyed public marketplaces.  

6. Sanitation: This category includes building drainage systems in cities and cleaning 
public spaces. 

 
Across ATI, water projects were the most common, accounting for roughly 45% of all 
infrastructure grants and 34% of the granted amount for this thematic category. Transport 
grants were second with the same amount of granted funds and housing projects were 
third with 10%. 
 
Infrastructure 
Classification 

Number of 
Grants 

Amount 
Granted 

% of Amount 
Granted 

Housing 11 1,075,064 10% 
Power 11 517,241 5% 
Protection 26 913,049.83 9% 
Sanitation 9 879,419 8% 
Transport 79 3,647,339.02 34% 
Water 106 3,619,933.46 34% 
Total 244 10652046.31 100% 
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However, to a large extent sub-offices reacted to local needs. For instance, in Bamyan, 
the major need was to build transport linkages between extremely isolated communities, 
and so 62% of infrastructure grants were for transport. In Kunduz, the major need was to 
reestablished irrigation channels and to protect communities from flooding, so 79% of 
projects were either water or protection projects. 
 
Projects examined 
 
The evaluation of ATI entailed visiting and examining 13 infrastructure projects, 
covering at least one infrastructure project for each of ATI’s eight sub-offices. Five of 
these projects were in transport, three in water, two in protection, two in housing, and one 
in power. Below is a list of all 13 projects arranged in terms of their classification: 
 
Infrastructure 
Classification 

Projects Examined 

Construction of Three Bridges and One Culvert, Balkh  
Rehabilitation of Alchin Bridge, Kunduz 
Construction of 20 culverts for road in Dand District, Kandahar 
Reconstruction of a 15m Bridge in Kol/Nashin Village, Herat  

Transport 
  
  
  
  Construction of Bridge & Protection Wall in Aqrabat Village, Bamyan  

Rehabilitation of Hait Bacha Irrigation Canal Intake, Takhar  
Construction of a Ground Reservoir, Kandahar  

Water 
  
  Construction of Sluice Gates & Spillway for a Canal in Gozara, Herat  

Reconstruction of houses and shelters for vulnerable returnees, Gardez Housing 
  Reconstruction of the Yakawlang Market, Bamyan  
Power Rehabilitation of Water Mills into Micro-Hydropower Plants, Kabul  

Construction of protection walls for the Gaomali canal, Takhar  Protection 
  Construction of a retaining wall in Kocha Khel Village, Khost  

  
As discussed earlier in the introduction to the study, several interviews and focus groups 
were conducted for each project. The following section will discuss the quantitative and 
qualitative findings from these discussions and interviews with community beneficiaries 
and local leaders, followed by an overall analysis of the impact of ATI’s Infrastructure. 
  
 
Beneficiaries Feedback 
 
Government and community engagement was expected to be varied and simultaneously 
emphasis changed throughout the different phases. According to interviews with 
beneficiaries and local leaders, ATI’s infrastructure program had similar level of success 
in involving the government and local villagers in the implementation of projects and at 
encouraging interaction between government and communities. 59% of interviewees 
responded that they felt that the local government authorities had helped on the 
implementation of projects, though 23% responded that that the government had not. 
However, the majority of respondents could not name the government officials that had 
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visited the project and/or had been interacting with them or the governmental department 
they belonged to. 
 
Conversely, regarding community participation in project implementation, 62% 
responded that their local village had contributed to the project, versus a 30% whom 
responded that they had not. In brief, communities agreed when signing ATI’s PTGs to 
contribute to the construction in a variety of ways, either provided unskilled labour, space 
for material storage during the construction phase, and/or as cooks. However, field visits 
revealed that though PTGs required this community contribution these undertakings were 
not always fulfilled. Explanations for this are given below. However, this did not 
undermine the feeling of ownership of ATI’s beneficiaries. A high 81% of respondents 
argued to own the infrastructure projects. This feeling of ownership was consistent across 
all infrastructure projects examined, from irrigation canals to bridges, culverts and 
retaining walls 
 
Given that community infrastructure projects by their very nature required participation 
of the government and communities the beneficiaries found government and their own 
involvement a lot higher on these than on other projects. In addition, compared to 
projects implemented by other NGOs and donors, for instance UNOPS and PRT, ATI 
was considered much better by beneficiaries and local leaders. A full 68% of those 
interviewed stated that ATI projects involved villagers better than the projects from other 
organizations. Only 1% of people felt that ATI was worse. 
 
ATI was also successful in improving the contact between villages and the government. 
According to the interviews, only 12% of villagers stated that they had frequent contact 
with the government before the project, while after the project, 28% responded that they 
had frequent contact (see figure 12). Furthermore, the percentage that said contact with 
the government was rare or nonexistent declined from 38% to 21% over the course of an 
ATI project.  
 
                Figure 12: Contact with the Government (Infrastructure) 
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Thus, the ATI Infrastructure program was successful at ensuring interaction between 
government and communities. The majority of interviewees were positive, both at 
government interaction and involvement.  
 
Interviewees’ opinion of the government changed over the course of the project. Before 
the implementation of projects, only 20% of respondents rated the government as very 
good, while 17% felt that it was bad or very bad. After the project, 55% of respondents 
rated the government as very good, and only 1% rated it bad or very bad (see figure 13) 
As discussed above, ATI attempted to ensure that the community felt the government was 
involved on a project, and so it is not surprising that communities who saw their needs 
addressed expressed improved opinions about the government.   
 
       Figure 13: Opinion of the Government (Infrastructure) 
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In addition to the increased interaction between communities and government, the direct 
beneficiaries were also satisfied with the way infrastructure projects were planned, 
implemented, and maintained. Of the beneficiaries and local leaders interviewed, 91% 
were satisfied or very satisfied with how the project was planned, while 88% felt this way 
about how the project was implemented. A slightly lower 77% was satisfied or very 
satisfied with how the project is currently being maintained; which is consistent with 
some of the qualitative concerns with maintenance expressed below. In addition, 60% of 
interviewees stated that the project improved the quality of life in their village. For 
instance, in Char Sang village (in Balkh province), all beneficiaries interviewed (the 
village Wakil15, the school headmaster, teachers and parents alike) were very satisfied 
with the constructed bridge in their community. Prior to this, the old wooden bridge had 
to repair every year. Similarly as seen during the field visit in Khost, the retaining wall in 
Kocha Kel was very useful in protecting the village from seasonal flooding. This was 
visibly highlighted by the villagers.  
 
                                                
15 Traditional legal representative 
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Summary of Beneficiaries Feedback 
 
In summation, community beneficiaries showed appreciation of the selection and 
implementation of ATI projects. In fact 99% of respondents stressed that the 
infrastructure project implemented in their community was their most pressing need. 
ATI, however, was less successful in closely involving communities and the government 
on their projects, even though ATI did help improve many peoples’ opinion of and 
interaction with the government. These quantitative findings are also supported by the 
qualitative results discussed below. 
  
To analyze ATI’s impact on infrastructure projects, this section will discuss government 
involvement, community involvement, tendering, monitoring, and handover/ 
maintenance.   
 
 
Government involvement 
 
ATI should receive significant credit for involving the government in its development 
projects. Nearly every government official said that ATI was the only program to even 
inform government agencies about projects, much less involve them in the work. Most 
officials stated that no other NGO or international organization sought government 
contribution, approval, or support for their projects.  
 
Many government officials still complained, however, that their role in ATI was more 
symbolic than real, and argued that they should be more substantively involved in every 
aspect of a given project. Most communities also recognized that government 

Retaining Wall in Kocha Khel Village, Khost 
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involvement was not very substantive; finding a more substantial role for the government 
would thus be an effective way to improve community opinions. As it is, one large NGO 
argues that their ATI projects actually undermined the prestige of the government, since 
people saw that donors and NGOs were really the ones getting things done. 
 
With that said, involving a new and weak government on development projects is a 
significant challenge. Clearly, closer government involvement would have required ATI 
to work much more intimately with government officials, and would probably have 
slowed the deployment of grants. Nevertheless, adopting this more challenging approach 
would have better served ATI’s core mission, and thus should be attempted on future OTI 
programs.  
 
For example, in the project identification phase, ATI depended too much on the 
government’s list of priorities, without inquiring into how this list was made. At the 
national level ATI provided logistical and in-kind support to MRRD staff in order to 
carry out a national needs assessment. Furthermore, at the field level the ATI Herat sub-
office did help the provincial government agencies construct these lists by taking 
government officials on field visits to communities. Ideally, ATI should have done these 
in all its sub-offices, and taken it a step further and provide training on how to prioritize; 
and jointly determine with them projects for ATI to support for a six-month or one-year 
period. Working with the provincial government to conduct such a community outreach 
and prioritization process would make the government a true partner on ATI, and would 
make beneficiaries more likely to credit the government, rather than NGOs and donors, 
with reconstructing their communities. Such a process would also help build the planning 
and grant-making capacities of the government, so they would eventually be prepared to 
lead development efforts.   
 
 
Community involvement 
 
As mentioned above, most ATI infrastructure project had to include a community 
contribution or it was not approved. The idea behind this rule was that by contributing to 
the work, the community would be more likely to feel ownership of the resulting well, 
dam, or bridge. The community contribution varied, but it usually took the form of 
providing free unskilled labor, donating land, or building complementary structures (e.g., 
walls surrounding schools or clinics). In insecure areas, the community also committed to 
providing security for contractors and ATI staff.   
 
On many projects, however, ATI had some difficulty making the community fulfill its 
contribution. In several cases, communities verbally pledged certain activities, and then 
failed to follow through, or even denied making the commitment. Some sub-offices, 
however, drafted a Memorandum of Understanding (MoU) that documented in detail the 
community’s responsibilities. While the MoU was not legally binding, it did give ATI 
something official to show communities that reneged on their commitments.  
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In addition, ATI sometimes used the community to help plan and design projects. In 
certain areas, especially with irrigation, communities can be an invaluable source of 
design knowledge since they have provided stopgap solutions to their own problems for 
decades. For example, the irrigation projects in Takhar province were, to a large extent, 
planned and designed with the community, and ATI found that they had the best 
knowledge about which vulnerable areas had to be reinforced against flooding. This 
principle also applies in some cases to government officials. After a clinic was built in 
Shahidan district in Bamyan, the Director of the Ministry of Public Health pointed out 
many design requirements that ATI had not anticipated, such as installing a washable 
floor and drainage system in the delivery room, and building a door directly between the 
delivery room and the toilet. 
 
 
Tendering 
 
The tendering process evolved over the three-year life of the program and between 
various sub-offices. However, an IOM standardized template was developed and shared 
with all sub-offices to use as a starting point. For example, in Kunduz, the process at the 
start of ATI was to issue an advertisement for the project, then to take bids, create a 
short-list of candidates, and conduct detailed interviews. About a year into the program, 
Kunduz moved to an open bidding and points system, where points were allotted for: low 
cost (40 points), quick implementation (30 points), experience (20 points), and female 
participation (10 points).  
 
The Kunduz staff discovered, however, that this emphasis on low cost and fast 
implementation often led to low quality of work and frequent cost and time amendments. 
So the office adjusted its system by removing speed of implementation and rebalancing 
the point allocation to: reasonable and realistic cost (55 points), strong experience (35 
points), and participation of women and disarmed former combatants (10 points). 
  
Mazar, on the other hand, though it also employed IOM’s standardized system, it 
awarded points to a slightly different criteria, i.e. experience and history, track record for 
quality, references, technical staff, cost estimation, and time to completion. Though the 
actual categories differed from the Kunduz system, both were designed to make sure ATI 
did not just select the contractor with the lowest cost, but instead tried to find a company 
capable of high quality work. There are many other international organizations funding 
very similar reconstruction projects in Afghanistan, like for instance UNOPS and the 
PRTs. However, in the eyes of a contractor in Balkh province, ATI in Mazar had the best 
approach in the region, because it did not only look for cheap contractors that offered 
very low cost for their services, but used a very professional tendering process that 
ensured that awarded contractors would carry out good quality construction work rather 
than merely less expensive work. 
 
So clearly, ATI sub-offices adjusted their tendering processes in response to their 
experiences and regional differences. However, this at times, still could not mitigate the 
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issue of low quality contractors and materials. Hence, IOM has now in phase five, 
allocated extra funding to repair 34 infrastructure projects. 
 
One area where ATI had less success was in encouraging government involvement on 
tendering decisions. In many cases, the government presence was considered more 
symbolic than substantive by both ATI staff and government officials. Also, government 
officials complained that undeserving contractors were favored because of their lack of 
involvement. However, this evaluation did not find empirical evidence of this. Though 
the current capacity of the government precludes granting them sole power over 
tendering decisions (as discussed above), involving them more in the decision-making 
process would greatly increase transparency and likely cause a decline in suspicions and 
false accusations.  
 
 
Monitoring 
 
ATI monitored construction to ensure infrastructure was structurally sound and safe for 
community use. Overall, communities and contractors were pleased with ATI’s 
monitoring efforts. There were some instances where ATI had to halt construction 
because contractors were using lower-mark concrete or because the ongoing work was 
shoddy, but overall, ATI engineers were able to identify and resolve construction issues 
quickly. Thus, not only monitoring was done periodically but also responding and 
following up on monitoring reports was also taken seriously. Several contractors, 
however, did complain that the ATI engineers were not qualified to monitor all projects 
conducted in a given sub-office. For instance, in some cases, ATI had mechanical or 
irrigation engineers monitoring civil engineering projects; contractors were then able to 
use this fact to disparage the quality of ATI’s monitoring efforts. 
 
As alluded to above, close monitoring was needed because Afghanistan largely lacked 
qualified and professional local contractors, especially at the beginning of the program. 
ATI ensured quality control by using a variety of monitoring mechanisms. For instance, 
there are sub-offices that offered stipends to government officials to ensure that local 
authorities not only were meaningfully involved in projects, but also a way to encourage 
their independent participation. In addition, as mentioned in the Part C, particularly in 
insecure environments, ATI trained independent and local NGOs to conduct part of the 
monitoring. This ensured that construction sites were visited more frequently by an 
external agency, to compensate for the less frequent visits by ATI engineers due to 
security constraints. 
 
Even with active monitoring, contractors would frequently try to change the price of the 
job or place requests to extend the deadline. The contractor on one of ATI’s school 
projects won the bidding at $235,000, but thought he could raise the price once 
construction started; he later demanded $300,000, claiming that material costs had 
increased. The ATI process stipulated, however, that the “bill of quantity” and “scope of 
work” could only increase with an official approval from ATI, so the increase was not 
paid.  
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Involving government officials on monitoring visits is vital to avoiding and resolving 
these disputes with contractors. However, ATI sub-offices sometimes had problems 
convincing government officials to participate on visits. One issue was that the 
government agencies did not have enough qualified engineers to send out for monitoring, 
especially when ATI was constructing several projects at once. Weak government 
capacity is a major constraint, since qualified engineers have mostly been poached by 
NGOs and international organizations, which pay much higher salaries than the 
government.  
 
A related issue was that government agencies would frequently send different engineers 
to visits of the same project. Rotating engineers in this way made it very difficult for ATI 
to help government officials establish relationships with the project’s beneficiaries. One 
reason why agencies rotated engineers was because ATI usually provided some incentive 
for participating on the visit (e.g., providing lunch), and agencies wanted to spread such 
benefits to all its staff members.  
 
Another issue was that, in many cases, ATI did not closely monitor projects implemented 
by large NGOs. For example, CHF spent six months reconstructing the central market 
place in Yakawlang (Bamyan Province), and ATI only sent monitoring visits two times. 
ATI did not spend time with the community on these visits and did not work to make sure 
the government and the beneficiaries were interacting. It appeared that on projects 
implemented by large international NGOs (e.g., Mercy Corps), ATI trusted the 
organizations enough to leave them unsupervised, and instead focused its monitoring 
efforts on projects done by local contractors. As a result, ATI was unaware of problems 
occurring on NGO-driven projects, and the beneficiaries of these projects were often 
unaware of the ATI program or of USAID funding.  
 
 
Handover/Maintenance 
 
First, the biggest problem with infrastructure is that the government commits itself to the 
maintenance of the structure, but then has no budget to follow through. Therefore, for 
most of ATI’s community infrastructure projects, the community was primarily 
responsible for maintenance. Water project maintenance was the easiest for ATI to set up, 
since most Afghan villages have a designated Mirab, who is trained to maintain the water 
infrastructure of a village and to regulate water usage. The Mirab is paid by all the 
villagers, and has the ability to raise funds for necessary repairs or upgrades. While this 
community tradition made the maintenance and management of water projects easier, 
ATI did have to take additional steps to ensure that the Mirab would be able to do his job 
effectively. These steps included making sure the Mirab was involved with the 
construction, and paying the contractor to train the Mirab on project maintenance. (See 
case study bellow for more information) 
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Case Study: Construction of Sluice Gates & Spillway for a Canal in Gozara, Herat 
Province 

 
 
The spillway and sluice gates built by ATI in Gozarah District (in Herat province) 
provides a valuable example of how new structures can be integrated into an age-old 
social organization. The irrigation canal takes water from the Hari Rod River and serves 
up to 24,000 people in the vicinity. One of the key power levers exercised by local 
leaders is to determine the share of water taken from the main canal to each of its 
subsidiaries. Local leaders also order villagers to work on seasonal clean-up and on 
building protection walls to guard against flooding. Therefore, it is Shura members, who 
every three years determine who will become the future Mirab.  
 
In the village of Rabat Now the Mirab was responsible for the intake from the river and 
the first stretch of villages downstream. It was also important for him to control the 
volume of water so as to ensure optimal use of land when the precipitations allow for 
greater intake. This area is particularly vulnerable to flooding and experienced 
widespread destruction in the winter of 2004 (up to 80 houses and a school were 
destroyed). Apart from the damage, villagers were loosing valuable farming time 
building traditional flood protection structures. The Mirab had a vested interest in 
requesting a more modern structure, as he would be seen to be responding to needs. 
 
It was therefore vital to maintain the traditional link of ownership and responsibility 
between villagers and the Mirab. The challenge was to ensure that a person versed in 
tradition would be able to understand how to maintain a modern structure or at least to 
delegate the responsibilities of maintenance to a technician where the situation required. 
 
ATI made its offer to build the sluice gates conditional upon the villagers accepting to 
excavate 250 cubic meters of earth. The need for such a protection structure was so acute 
that the Mirab had no problem in enforcing the provision of free labor. The villagers 
agreed to excavate an additional 175 cubic meters when it became apparent that the 
foundations would have to be deeper. 
 
The Mirab was present throughout the construction of the sluice gates and was 
introduced to an official from the Ministry of Irrigation with whom he now shares 
responsibilities for maintenance. The ministry has established an office to provide 
technical assistance to communities such as Rabat Now. 
 
Recently, following the advice of the ministry official, the Mirab used funds raised from 
the community to purchase chains and locks so that children would not be able to 
interfere with the gates. 
 
 
Other community infrastructure projects lacked such a ready-made solution, but the steps 
ATI took with the Mirab could and should be replicated for other types of infrastructure. 
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Distribution of Direct Government 
Support by sub-Office

Kabul, 37%

Kandahar, 7%

Gardez, 4%

Kunduz, 2%

Herat, 18%
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Bamyan, 12%

Maimana, 2%

It would not take much time or effort to have communities select a single person who 
would be responsible for the maintenance of any new structure. This person could work 
closely on the construction of this structure and receive training on maintenance from the 
contractor. The village would then be responsible for paying this person a nominal 
amount and for making sure this person periodically monitored the structure and made 
needed repairs. This person would also be responsible for contacting the government or 
construction company in case any serious damage was sustained. This plan for 
maintenance could also be integrated into the MoU outlining community responsibilities.   
 
Another idea would be for ATI to outsource the “soft” stuff – setting up a management 
and maintenance system – to another organization, especially for complex projects. The 
model for this would be the water system ATI developed in Khanabad (see Government 
Support). On this project, German Agro Action (GAA) was brought in to help set up an 
elected Water Management Council (WMC), which was responsible for setting the price 
of the water, collecting fees, and performing and paying for maintenance. GAA also set 
up Water Users Associations (WUA), which communicated customer complaints or 
issues to the WMC. Outsourcing management and maintenance capacity building could 
be used on other complex projects like schools, markets, or large roads. 
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About 20% of ATI projects, both in terms of numbers and disbursed amounts, targeted at 
providing direct support to the government. The distribution of these grants by sub-
offices was as follows:  
                                                            Figure 14  
In the first and second phase, the 
majority of projects were in the 
relatively developed provinces of 
Kabul, Mazar and Herat, since 
the government had a stronger 
presence and the security was 
better in these regions. The 
objective of the direct 
government support grants was to 
improve the capacity and 
visibility of the government, 
which would allow it to interact 
more substantively with 
communities.  
�
�
�
�
�
�



 63 

Classification 
  
ATI’s support to the Government can be classified into 2 main categories: 
1) Infrastructure Projects: These projects are related to building…  

a. service-oriented government infrastructure like schools, clinics, and post-offices16 
that provide direct services to local communities;  

b. administrative buildings and provided equipment to various ministries and 
government institutions; and  

c. community-structure, like reservoirs, municipal water systems, etc., that are for 
the direct benefit of communities, but which are maintained and managed by the 
government 

2) Operations support projects: These consist of projects where ATI provided 
consultants, workshops, staff-salaries and training to help the government improve its 
operations 
 

The break down of projects into these categories is as follows: 

Direct Government Support 
Classification 

Number of 
Projects 

Granted 
(USD) 

Percentage 
Of Amount 

Granted 
Infrastructure/ Buildings        94   4,327,805  76% 
Operations Support        15   1,337,601  24% 
Total       109   5,665,406  100% 
�
�
The amount of support each ministry received from ATI was as follows: 

Ministry of … 
Number of 
Projects 

Disbursed 
(USD) 

Granted  
(USD) Percentage 

Refugees and Repatriation 1  5,621   5,621     0.10% 
Agriculture 1  16,972  16,972  0.30% 
Planning 3   20,515   20,515  0.36% 
Communication 2  13,335   22,635  0.40% 
Finance 1   65,378   65,378  1.15% 
Frontiers and Tribal Affairs 1  65,500   65,500  1.16% 
Irrigation 2  32,768  100,080  1.77% 
Judicial Commit 2  96,104   120,000  2.12% 
Women's Affair 3  114,317  120,080  2.12% 
Public Health 6  368,454   305,109  5.39% 
Post & Telecommunication 7  345,773   533,318  9.41% 
Office of President 3  368,413  583,301  10.30% 
Rural Rehabilitation and 
Development 

23   932,042  1,316,991  23.25% 

Education 54  2,309,619   2,389,905  42.18% 
Total 109  4,754,811 5,665,406  100% 
                                                
16 Women’s Resource Centers have not been included in this category since they are viewed as part of the  
Gender thematic group 
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Projects Examined 
 
As seen above, three-fourths of projects (76%) within the theme of Direct Government 
Support went towards building government infrastructure and only 24% was for 
operational support and capacity building. For this evaluation, these main categories were 
studied by visiting the following nine projects: 
 
Government 
Support 
Classification 

Projects examined 

Infrastructure / 
Buildings 

� Shahidan Clinic, Bamyan 
� Jami High School, Herat 
� Kabul Center Post Office Building 
� Construction of Training Facility, Laskar Gah 
� Sultan Razia Girls School, Mazar  
� MRRD Building, Khost 

Operations 
Support 

� Municipal Water System, Kunduz 
� Advisors/Consultants for MRRD, Kabul 
� Support for Afghan Independent Human Rights Commission 

(AIHRC)17 
 
 
Summary 
 
In general, ATI’s government-support projects attempted to achieve the following 
objectives: 

1. Improve the government’s visibility and interaction with its citizens 
2. Horizontally and vertically link government institutions and  
3. Improve the government’s ability to respond to its citizens’ needs 

 
As discussed below, ATI was more successful at improving the government’s visibility 
and interaction with people than at building the government’s capacity or strengthening 
the linkages within government. 
 
 
Infrastructure/Building Projects 
 
There were two sub-types of projects in this category -- buildings that were service-
oriented in terms of providing services like education, health, etc. to communities; and 
administrative buildings that helped the government set-up and strengthen its presence 
across the country.  
 

                                                
17 This project does not actually fit into the Direct Government Support. However, it was initially identified 
and evaluated as such. 
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• Service-oriented buildings: In every project visited within this category, government 
representatives were actively involved at the onset and the end of the project. In cases 
like the Shahidan Clinic, the Ministry of Public Health even provided the plans and 
the design for the clinic, based on standard designs. However, on a few projects this 
involvement consisted solely of interaction at the ministry level in Kabul, and intra-
ministry interaction was limited to a “Letter of No Objection.” Also, on many of these 
projects there were complaints from local government representatives about project 
implementation and monitoring. Many officials felt that they were sidelined once 
implementation began, and that they were not given the opportunity to improve their 
capacity to monitor and manage their own projects. 

 
In terms of the impact on communities, these projects were reasonably successful. 
Community beneficiaries were very satisfied with the projects, and were appreciative 
not only of the donors but also of the respective government departments. These 
projects met their dire needs and it improved their interaction with and their opinion 
of the government.  

 
• Administrative Buildings: The projects in this sub-category ranged from providing 

supplies and equipment to gender units within MRRD to providing drilling equipment 
to the Ministry of Irrigation. These projects not only tried to fill the government’s 
infrastructure needs, but also had the aim of improving linkages between various 
levels of government.  

 
For the two projects evaluated in this category, ATI had mixed success. While 
beneficiaries, both direct and indirect, were very satisfied with the impact the project 
had in their community, there were several issues with government coordination.  
 
The Human Rights Center built in Maimana was very well received by the 
community. After this project was constructed and the human rights commission 
started its activities, there was close cooperation with the police department, judicial 
department and other relevant government departments. In the words of the local 
police chief “The AIHRC has been very helpful for our department. It has brought us 
a lot of materials related to Human Rights.” But, during the implementation of the 
project, the direct beneficiaries (HRC staff in Maimana) felt that they were not 
consulted or informed about time and fund amendments. There seemed to be limited 
communication between AIHRC in Kabul and Maimana, and ATI staff. AIHRC staff 
was not aware of several amendments made by ATI HQ and according to ATI 
documentation there was excess funding was provided to AIHRC. At the time of this 
study, ATI was in the process of resolving this issue.  
 
The MRRD office in Khost was also well received by the provincial level 
government staff and local community members. Before this project, MRRD did not 
have a functioning office in the province, even though it was quite active with rural 
development projects in the region. Therefore, building this office fulfilled an 
important gap. However, there were two main objections with this project. 
Government representatives at the provincial level complained about the building’s 
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design and construction, and they stated that they were excluded from the design and 
the bidding process by MRRD in Kabul. According to them, even if a project is 
sanctioned by the ministry in Kabul, it is important to consult and involve local 
government representatives because they are better aware of local specificities in 
terms of design-needs and local contractors’ capacities. 

 
These examples highlight that ATI faced a fundamental trade-off on these projects. It had 
to immediately provide needed government infrastructure, while attempting to make the 
process as participatory as possible. It achieved average success for both objectives.  
 

 
 
 
Operational Support Projects 
 
The majority of these projects provided ministries with various consultants and experts, 
and a few projects provided ‘soft’ components, such as training or workshops. Most of 
these projects were very directed and hard to assess because of two factors: 
 

• The projects did not have clearly defined objectives. Though the projects aimed at 
building government capacity, USAID/OTI did not consider capacity building and 
long-term development as an ATI objective, and 

• ATI funded consultants/experts were no longer employed by the ministries or the 
workshops were one-off and of limited time duration  

 

MRRD Building in Khost 
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However, one exceptional project in this category that was adequately assessed was the 
Municipal Water System project in Khandabad City. It had a strong capacity building 
component that, in theory, was to be well integrated with a technical component.18 The 
soft component of this project not only strengthened the municipality’s capacity to run 
the water system, but it also helped set up community structures, like Water Users 
Associations, to make the project sustainable (see case study below for more 
information). Compared to this project, it seemed that providing consultants and one-off 
trainings may not have been as productive because of the limited engagement of the 
consultants and the disassociated nature of the workshops. Therefore, in terms of 
providing operational support to the government, ATI would have been better off 
pursuing an integrated approach that included supporting government capacity building 
as a component of projects with specific outputs, such as building schools or providing 
women’s literacy courses. 
 
Case Study: Capacity Building for Municipal Water System in Khanabad City 

 
 
This Municipal Water System project has the unique potential of successfully showcasing 
the integration of beneficiary capacity building into an infrastructure project.  
 
This project was requested by the Khanabad municipality through the district government 
and MRRD. Based on this request, IOM engineers undertook a needs & feasibility study, 
and recommended that the project should have two parts -- a hard component (laying the 
water pipes, building public pumps, creating linkages to homes) and a soft component 
(how to operate and maintain the system, collect fees, etc.). The hard component is being 
funded through QIP (another USAID program), while the soft component is being funded 
through an ATI grant of around $96,000.  
 
IOM sole-sourced GAA, a well-established NGO to undertake the soft-component of this 
project; but there were some difficulties in securing an implementing partner for the hard-
component, and at the time of this study, construction of the water system had not begun. 
 
GAA started the project with a social feasibility survey to check for willingness to pay 
and other social structures required to make the project viable. Based on this survey and 
in consultation with the community members, a Water Management Council (WMC) and 
a Water Users Association (WUA) were created to operate, maintain and collect fees for 
the Water System.  
 
A focus group and interviews with the members of WMC and WUA and government 
representatives revealed that this setting up of management structures and the training 
provided to maintain the water system was not only appreciated but was also considered 
crucial to the sustainability of the project. And more concretely, this has resulted in 
creating joint, democratic structures between the government and the citizens.  
 

                                                
18 Due to problems with the contractor, the construction of the water system was significantly delayed. 
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Beneficiary Feedback  
 
This analysis is based on the interviews with community-level beneficiaries of direct 
government support projects. It can be divided into the following four categories: 
 
Need: From the perspective of direct and indirect beneficiaries, most government support 
grants were considered a priority need. However, close to half of these interviewed 
beneficiaries were ambivalent or doubtful about the effective use of the funds.  
 
Perception of Government Capacity: In most communities, confidence in the 
government and the perception that it is the legitimate provider of public goods is 
growing. While no baseline data was collected, when community members were asked 
about who should provide public services, 44% identified the Afghan government and 
32% identified international donors. Also, in terms of funding assistance nearly all 
interviewees viewed the international community to be the main provider, indicating 
reservations about the government’s ability to fund development. 
 
Government Participation: Beneficiaries perceived the government’s participation on 
these projects to be limited. Very few interviewees believed that government 
representatives were involved in the design or implementation of ATI’s government-
support projects. However, it was evident to them that once these projects were 
implemented, the government would be responsible for taking over and maintaining the 
service One good sign was that a sizeable majority 63% (out of 109 interviewees) stated 
that the government helps with new projects in their villages. While this cannot be 
attributed to ATI only, it is an indication of the government’s growing participation in the 
overall development process. 
 
Some beneficiaries, however, were confused about the ultimate ownership of these 
projects. While close to half of the interviewees identified the government as being the 
owner, about 15% believed that international donors had ownership. Though this is not 
such a high number, there are instances when such opinions can undermine the 
government’s legitimacy. For example, many beneficiaries of the Khanabad Municipal 
Water System project viewed the project as an international organization’s initiative, and 
thus would likely go to the donors in case of any difficulties.  
 
Satisfaction: Overall satisfaction with ATI government-support projects was high. 
However, the quality of infrastructure was an issue for nearly every project. The main 
criticism has been that because local government representatives have not been involved 
in the planning, design, or monitoring process, projects tend to be of poor quality. For 
example the beneficiaries19 of the Sultan Razia School in Mazar complained about both 
the design and the quality of construction.  Community grievance was even more 
pronounced when it came to maintenance of government buildings. 
 

                                                
19 School teachers and the Director of DoWA 
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Government and Community Interaction: As seen from the chart below (see Figure 
15), building infrastructure for the government improved community interaction with the 
government. In discussions with government representatives, schools, clinics and post 
offices were perceived as increasing the capacity of the government to provide services, 
and administrative buildings were seen as creating a more dignified presence for the 
government. 
 
             Figure 15: Contact with the Government (Direct Government Support) 

Contact with the Government

25%
44% 48%

26%

21% 18%

0%

20%

40%

60%

80%

100%

Before Project During Project After Project

No Contact

Rarely

No Opinion

Sometimes

Very
Frequently

 
 
 

��4�����	���.���/
�8�����

 
As stated before, media projects almost constitute a stand alone program, with its own 
funding approval mechanism, its own budget, set of objectives and way of operating. The 
main difference with other themes was that media projects, strategically focusing on the 
development of an independent media community in Afghanistan, could not by essence 
involve the Afghan government. Almost all media grants were directed from IOM in 
Kabul and did not engage in direct consultations with communities; however this 
responsibility was given to the different media organizations receiving ATI grants. 
 
The objectives of ATI’s media program, in terms of outputs and outcomes20, were: 

1. Number of media outlets – radio stations, TV stations, and print media promoted 
2. Number of media professionals trained 
3. Percentage of population covered by various media channels, and 
4. Improved quality of media content in terms of greater objectivity and 

professionalism. 
 
                                                
20 USAID/OTI Afghanistan Performance Management Plan  
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Therefore, unlike the other themes within ATI, media projects engaged actively in 
capacity building of media agencies and professionals in the country. A sector specialist 
was also hired by IOM on behalf of USAID/OTI in 2004 to enable this. This component 
of the media program complemented the work done by Internews -- the other current 
implementing partner of USAID/OTI -- that was in charge of establishing local 
independent radio stations in the provinces. 
 
ATI’s media grants account for $9.7 million, or about 29% of the total amount granted. 
This amount was spread over 78 projects, which is roughly 14% of the total number of 
grants. If one were to consider grants as truly separate entities, with their own purpose 
and grantee, there would in fact be significantly fewer grants. Bundling together projects 
where the grantee, means of support, and ultimate goals are identical (e.g. grants for Tolo 
TV, all radio programs produced by AINA with the title “between us”), left the ATI 
media program with 50 grants. 
 
 
Timing 
 
ATI’s media program was particularly active in phase I and in phase III, with the specific 
objective of supporting the political process in the run-up to the emergency Loya Jirga 
and the presidential elections (see figure 16). 
 
Figure 16: Timeline Analysis 
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Geography 
 
Initially, the main media grants were processed centrally, through Islamabad and 
Washington (5% of the total in these two locations), and then through Kabul (92% of the 
total granted). Even the projects implemented in Herat (Campus Radio, training of 
journalists by Sayara) and in Kandahar (Independent Radio), were actually approved and 
monitored from Kabul. Only one project classified as media was managed by a sub-
office: the Internet Club in Balkh University (Mazar) 
 
While these projects were managed in Kabul, the benefits extended well beyond the 
capital. For instance: 
 

• Radio content produced with ATI support was distributed through the Internews 
networks to 29 regions. 

• ATI supported the largest printed media distribution network, which covers 7 
provincial locations (Ghazni, Jalalabad, Mazar-i-Sharif, Pul-i-Khumri, Herat, 
Kandahar and Bamyan). 

 
Classification 
 
Media grants can be classified into 4 categories: 
 

• Assistance in building infrastructure: Around 50% of the amount granted to media 
projects went towards supporting media agencies to build their infrastructure and 
technical equipment 

• Capacity building: Projects in this category funded international and local media 
agencies like IWPR, AINA and Sayara to train journalists and build a cadre of 
media professionals 

• Content production: These projects provided funding directly to media outlets in 
helping them develop objective and professional content. 

• Other: A variety of projects such as equipment support for the government and 
communities and media surveys fall into this category. 

 
 
 
 
Media Classification 

Number of 
grants 

Amount 
Granted 

 

Percentage of total 
granted 

Assistance in building 
infrastructure 

20 4,523 47% 

Capacity building: Training 
etc 

11 3,018 31% 

Content Production 13 1,102 11% 
Other 6 1,059 11% 
Total 50 9,704 100% 
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Projects examined 
 
ATI’s projects in the media thematic group were assessed by analyzing project-related 
documents and media surveys done through ATI, and by examining the following six 
projects. 
 
Classification Project Title 
Infrastructure & 
Equipment 

• Tolo TV, Kabul 
• Afghan Independent Radio, Kandahar 
• Internet Club at Balkh University 

Capacity Building • Novice Journalism Training Program (Nangahar, 
Kandahar, Khost) 

Content Production • Morsal Magazine for Women 
 
 
Impact Analysis 
 
Promoting media agencies 
 
USAID/OTI helped establish media outlets through its partnership with IOM and 
Internews. Through ATI grants managed by IOM, 17 media agencies – that were outlets 
for audio, video and print media – were funded. These outlets ranged from remote radio 
stations in provinces such as Bamyan and Gardez to the first local commercial television 
station in Kabul that currently reaches approximately 3 million people. Initially, because 
of the dearth of adequate infrastructure in the independent media sector, most of the 
support was in the form of infrastructure and equipment procurement. This was timely 
and was greatly appreciated by the grantees.  
 
But, now that many of these grants have been spent, some of the grant-recipients raised 
the issue of their agencies financial viability. For some projects, like the internet café at 
Mazar University, it was relatively easy to find a revenue source, like charging usage fees 
to the students, but for many the agency’s existence depended solely on donor funds. 
Therefore, packaging additional funds and capacity-building along with infrastructure 
support would have been a prudent approach to boost media-providers’ ability to develop 
their income-streams. This was the case with a grant provided to Killid Media Group. 
 
Building capacity of media professionals 
 
ATI’s media program also had a strong focus on training. ATI projects gave Afghan 
journalists the opportunity to not only study but also work in professional environments 
by linking trainees to ATI funded media providers. ATI funded 16 training programs that 
helped over 250 journalists and technical staff gain practical skills in a number of areas, 
including reporting, editing, filming, editing image and sound material and production. 
The ATI media projects also provided training on technical skills and journalism to 
around 500 students through Sayara’s Novice Journalists Training Program (NJTP). 
Many of these students are now working with Internews radio stations, Pajhwok Afghan 
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News, Arman, etc. In aggregate, 41% of the total media grants were channeled to training 
programs or programs that involved considerable training. 
 
 Figure 17: Training grants through time 
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Despite this large focus on capacity building, training was surprisingly at the tail-end. As 
the chart above shows, most of the training-related media grants (93%) were awarded in 
the last year of the program. Therefore, only in 2004, with the IWPR package of grants, 
did the training component start to link up with other elements of the program. While this 
anomaly may be an artifact of the funding schedule, a better linkage between 
infrastructure / content support and capacity building could have been planned.  
 
In terms of the actual training process, feedback from journalists (at Morsal) and training 
providers (Sayara) highlighted that even though it was possible to cover large numbers of 
participants through short courses and workshops, their impact was low in terms of 
building capacity and improving the quality of journalism. Rather, the recommendation 
was that a longer-term approach should have been taken right at the beginning of ATI, to 
provide comprehensive and continuous training over longer durations. Hence, grants like 
NJTP that integrated training, mentoring and internships over longer periods would have 
had a larger cumulative effect on building journalistic capacity. 
 
Improving the coverage of media agencies 
 
Prior to this assessment, a study of media coverage was commissioned by ATI. This 
study showed that:  
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- while country-wide coverage of independent local radio stations is low, they are 
the most trusted source of information on local news as well as on various social 
themes   

- television coverage was increasing slowly, but this was mainly due to 
satellite/cable TV in the leading urban areas of the country; and  

- print media had limited circulation because of the low levels of literacy and lack 
of adequate distribution networks 

 
However, while consumption of local media was still slow in picking up, interviews 
conducted with ATI beneficiaries during this study showed that media coverage had 
definitely increased and independent media was considered as a useful tool for 
developing the awareness and advocacy of Afghan citizens:  
 
• 79% of respondents said their access to independent media had increased over the 

past three years  
• 74% of respondents agreed with the proposition that “local media gives people an 

opportunity to express their views on the government” 
• 81% of respondents agreed that local media had increased their awareness of 

government actions. 
• After the UN’s civic education campaign, radio and print media were cited as the 

most valuable source of information on elections.  
 
 
Improving the quality of media content 
 
In the words of one grantee, this was the most daunting objective ATI had to achieve, 
given that ATI was a rapid-response, short-term program. Also, success on achieving this 
was adversely affected by the late start on capacity building (as mentioned above) and its 
limited integration into the overall media strategy. However the general feedback was 
that while quality media content still had a long way to go, it had already come a long 
way in recent years. 
 
ATI set about improving the quality of media content in multiple ways -- by providing 
technical assistance, covering alternative issues, and funding innovative communication 
formats. Some of these grants were for: 
• Producing radio content. The content varied from women’s issues to elections to 

humanitarian information for IDPs. The formats for this content also varied – news 
bulletins, guest-talk shows, and quizzes.  

• Publications like Erada Daily and Morsal. They were provided with funds for 
printing, staff salaries, low-cost printing facilities, assistance to develop business 
plans, etc. 

• Producing films for mobile cinema and television on topics like Government 
reconstruction programs and women’s issues. This also included training women to 
be camera operators and film technicians. 
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Distribution of Gender by sub-office

Kunduz, 4%
Gardez, 5%

Kandahar, 5%

Bamyan, 5%

Herat, 11%

Mazar-i-Sharif, 
13%

Kabul, 54%

Figure 18 

Through field visits and interviews, it seemed that these content-oriented projects were 
quite effective in engaging audiences and in changing perceptions: 
• The independent radio station in Kandahar claimed to receive more than 50 letters a 

day (10 from women). The station’s interactive current affairs program “You ask, we 
will answer” won an Internews award for content quality. 

• The radio station in Kandahar is an important way to promote regional identity: one 
of its popular programs is a poetry reading program that promotes the Pashto 
language. 

• At Morsal Magazine for example, a full page is dedicated to letters from readers. 
Based on feedback form its audience, the Magazine decided to remove its fashion 
pages and replace them with cooking tips. 

• The 12 female journalists of Morsal, operating from the Kabul headquarters and 5 
regional centers, report on a variety of societal issues that affect women. At the time 
of our survey, they were investigating the criminal justice system, gaining access to 
prison officers and imprisoned women. The more complex issues are often treated as 
stories and serialized, so as to make them more accessible to their audience.  

 
Overall, ATI’s media program was very well coordinated in terms of spreading resources 
and helping media agencies network and work with each other. In the words of one 
grantee, “Haven’t seen work done [in media development] that is so coordinated”. The 
only issue that came up was the late focus on capacity building and its resulting 
disconnect to other components of the media development strategy. And this may have 
hindered ATI’s effort in a promoting a more objective and professional media. 
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ATI granted gender thematic 
projects a total of $3.5 million 
dollars, or about 10% of the total 
value of grants. Of this amount 
approximately $ 2 million had 
been disbursed at the time21 of 
writing, spread over a total of 79 
projects and the majority (54%) 
managed and coordinated from 
Kabul. The distribution of these 
grants by sub-offices is shown in 
the following pie chart. (See 
Figure 18) 
 
       

                                                
21 It is important to highlight that large part of the funds are still un-disbursed because of the long delays in 
constructing the Women’s Resource Centers.  
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Classification 
 
ATI funded a wide range of gender-focus ventures, but it always focused on the priority 
areas identified by the Ministry of Women Affairs’ (MoWA). The main focus areas were:  
 

� Education/literacy;  
� Economic empowerment & skills training; and  
� Political participation/women’s rights.  
� Support to MoWA and other Ministries on gender issues 

 
Given that one of ATI’s main objectives was to increase government’s capacity and 
credibility during the reconstruction and rehabilitation process then it also prioritized 
providing exclusive support to MoWA and other Ministries on gender issues 
 
ATI grants focused on these four areas:  
  
Gender Classification Number of 

Grants 
Amount 
Granted 

Percentage 
of total 
granted 

Education /Literacy  
31 504,047.00 

 
14% 

Economic Empowerment / Skills 
Training 

 
11 789,331.48 23% 

Political Participation / Women's 
Rights 

 
13 324,861.00 

 
9% 

Support for MoWA and Other 
Ministries 

 
24 

 
1870031.5 

 
54% 

 
Total 

 
79 3,488,270.00 

 
100% 

 
 
Projects Examined 
 
Within these categories, the following projects were visited as part of this study: 
 
Gender Classification Projects Examined 
Education / Literacy – Accelerated Learning for Youth and Young Women in 

Kapisa.  
Economic 
Empowerment / Skills 
Training  

– Women’s Market Garden in Herat  
– Micro-enterprise (Honeybee production) for Vulnerable 

Women in Bamyan 
– Women’s Association and Weaving Centre in Maimana, 

Vocational Agricultural Education in Helmand  
– Carpentry Training for men and women in Kabul 
– Computer, Internet and English Training in Herat. 
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Political Participation 
/ Women’s Rights 

– Supporting Women’s Programs and Training in Paktya 
– Capacity building for Women in Balkh province.  

Support for MoWA 
and Other Ministries 

– Construction of Provincial Women’s Centre in Gardez. 

 
 
Impact Analysis 
 
The most basic benefit derived from ATI’s gender projects was that they required or 
encouraged women to leave their homes. This had the positive effect of: 
 

• Challenging (or even changing) public perceptions about traditional gender roles,  
• Increasing the visibility of women in the public sphere, especially in rural 

locations  
• Increasing the interaction between women themselves, and between women and 

the DoWA (Department of Women’s Affairs). 
 
Before many of these projects were implemented women had very few opportunities to 
meet with women other than their close relatives. Coming into contact with other women 
gave them the opportunity to talk with each other and to share and discuss daily life 
issues. Thus, many of ATI’s gender projects served as excellent platforms to boost the 
confidence of women and to encourage sustained dialogue between them and DoWA. 
 
Education / Literacy 
This category of grants has helped to increase the literacy level in some districts, has 
introduced young girls and boys into mainstream formal education, and has even helped 
increase employment opportunities for some beneficiaries. For instance, in Kapisa, young 
women received electoral registration jobs because of their participation in an accelerated 
learning course funded by ATI. The faces of many such beneficiaries were filled with joy 
when recounting their achievements. Furthermore, women who have become literate 
through these projects are now demanding education facilities for their children.  

 
Teacher training projects have helped women to learn and expand their latent skills, to 
gain increased income, and in some cases, to obtain regular employment. For instance, 
due to the work of CAFÉ (an NGO in Mazar-i-Sharif funded by the ATI) rural women 
have started teaching literacy in their own homes to other girls from their communities. 
These women are also encouraging other women to allow their daughters to receive an 
education. And most importantly, the value placed on acquiring knowledge has increased 
significantly in these communities. 
 
Economic Empowerment / Skills Training 
Many ATI offices were initially apprehensive about funding income generating projects 
for women, since they often have a small impact and lack sustainability. Therefore, from 
April 2003, ATI decided that vocational training projects could only be funded if they 
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included a market analysis and generated sustainable income for women22. It is for this 
reason that ATI has steered away from funding traditional schemes, such as tailoring and 
embroidery, which were regarded as too labor-intensive and time-consuming for the 
limited markets available.  
 
Instead, ATI chose to fund more innovative ventures such as cheese and poultry farming, 
carpentry training, food preservation and canning, and honeybee farming. These ATI 
funded ventures have had strong benefits for limited cost. In addition, ATI encouraged 
local NGOs to both teach the necessary skills and to provide the needed materials and 
equipment so that women could continue their enterprise once the project ended. Income 
generating projects not only gave women the opportunity to earn an income, but also 
made them feel proud of themselves when they acquired a new skill. Their status within 
the family also increased, since they could now contribute financially to the household.  
 
Even ATI’s most challenging grants, such as those that trained women to perform tasks 
traditionally viewed as male in Afghan society (e.g., carpentry or gabion cage weaving), 
faced very little opposition. When ATI projects received the required support from male 
community members, it was often because the NGO had engaged in long consultations 
with the village leaders prior to project implementation (see case study below for more 
information) 
 
 
Case Study: Pamir Training Center and Rehabilitation Organization – Carpentry 
Training for 40 Men and Women in Deh Mazang (District 3), Kabul. 

 
  
The six-month carpentry training course for 20 men and 20 women conducted by PTCRO 
(Pamir Training Center and Rehabilitation Organization) serves as a ground-breaking 
model for an effective marketable skills training venture. This case study illustrates how 
it is possible to be innovative in implementing vocational training for women even in 
conservative Muslim societies with the correct approach. 
 
PTCRO is a newly established agency with experience in conducting training courses in 
tailoring, embroidery, hair dressing and gabion cage production. Given that nowadays 
there is a great deal of construction work in Kabul, PTCRO identified the need to train 
men and women to become skilled laborers as the amount of work superceded the 
number of skilled laborers available. For the director of PTCRO it was imperative to not 
only provide training, but to address the gaps in the local economy and ensure training 
participants could learn a marketable skill that would later on provide them with a 
sustainable income. Thus, training in carpentry skills was followed by a business 
management week long course.  
 
At the outset of the project many meetings took place between the director of PTCRO 
and the community leaders of Deh Mazang. The initial reaction was to reject the proposal 
primarily because carpentry was regarded to be a very male occupation and local leaders 
                                                
22 Internal document “Requests for Gender Focused Proposals” 
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could not understand why women had to also partake in the training course. In addition, 
community leaders were apprehensive towards the idea because attending the training 
would mean that women’s mobility and visibility in the community would increase. After 
several discussions local leaders understood the advantages of women also participating. 
Therefore, they accepted the project with the condition that the course respected 
traditional Afghan values and norms. Hence, it was agreed that training would be 
segregated and the trainer would be an elder.  
 
The local community provided a site whilst PTCRO, with ATI’s funding ($29,600), 
provided a trainer and the equipment. In turn, project beneficiaries were selected by the 
local Shura and community members together with PTCRO. In the end, 20 women from 
the ages of 18 to 40 participated in the programme. The local NGO whenever possible 
accepted family members, given that it would be easier for brother and sister to start a 
carpentry business venture together, rather than women on their own 
 
At the time of the field visit, both men and women expressed their satisfaction with the 
course. Not only had they learnt new skills and how to use big machinery, but they had 
started selling some of their produce. In addition, the course was complemented by basic 
literacy and numeric lessons daily for an hour in order for participants to later on follow 
the business marketing course. 
 

 
               Young Woman at PTCRO Carpentry Training, Deh Mazang, Kabul 
 
 
 
Political Participation / Women’s Rights 
ATI also funded several NGOs that offered workshops on legal and constitutional 
awareness; seminars to encourage women to voice and defend their ideas on Afghan 
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democratization, human rights, women’s rights; female-sensitive radio programs 
informing listeners about voter registration and the elections; and the promotion of 
female Shuras. Women would rarely have had an opportunity to discuss these topics, and 
many of the ideas and issues were entirely new to them. Workshops and seminars were 
most effective because they created the space to interact, to hold extended discussions, 
and to ask questions. Community based work of this kind can be much more effective 
than “mass media” campaigns in communicating new and complex material to illiterate 
women.  
 
However, based on interviews and documents of two projects it came across that male 
and female participation in workshops that discussed human rights, women’s rights and 
gender equality was not achieved as desired. Attempts were made, but follow up did not 
happen in time to ensure that the implementing NGOs were actually involving men. If the 
local culture does not allow for co-participation then workshops should have taken place 
in separately locations, to make sure that these messages reach both men and women of 
all ages. In many cases, female participants told ATI that learning about women’s rights 
was not useful unless their men were taught these concepts as well. 
 
Even in conservative areas like Gardez, the demand for women’s development was 
definitely perceptible. ATI implemented four gender projects in the region. The one that 
stands out was AWEC’s women Shura in Ahmad Abad district. According to the 
participants, the AWEC-Shura helped women to improve their status in the community, 
to learn useful civic information, and to help UNAMA with their voter registration 
campaigns. Due to the Women Shura project, the community now plans on nominating a 
woman candidate for the coming Wulusi Jirga (lower National Assembly). 
 
Supporting the Ministry of Women’s Affairs (MoWA) and other Ministries 
ATI funded advisors to support and to help MoWA and other Ministries identify ways to 
increase female community participation, and to provide women (especially widows) 
with sustainable livelihoods. Given that both MoWA and the DoWA offices across 
Afghanistan are still very fragile and young, ATI financed a one-week Management 
Training for Provincial Representatives, and an Administration and Finance Training for 
Provincial Staff.  
 
In early 2003 ATI received $ 2.25 million from USAID to construct, furnish and equip 14 
Women Resources Centers (WRC) that would directly support MoWA’s capacity to 
reach out, identify, and respond to women’s needs in response to an original request from 
the Afghan government made to the US Secretary of State. By mid May 2005 seven out 
of the fourteen WRCs were expected to have been completed but only three out of the 
total WRCs have been handed over to the MoWA (Helmand, Herat, Badakhshan, 
Badghis, Parwan, Paktya and Farah) 23. Despite the delayed construction process, WRCs 

                                                
23 The process was slow due to a variety of reasons, though the biggest obstacle was the procurement of 
land titles. Long interaction and negotiation took place between authorities, relevant Ministries, ATI and 
USAID regarding the land title requirements. In April 2003 President Hamid Karzai had to sign a Decree in 
order to approve the transfer of titles to MoWA, and again in May 2004, he had to issue a second Decree to 
transfer land deeds to MoWA prior to construction.  
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have given more visibility to the DoWA in the regions where they are being built. 
Though it is difficult to assess at this stage the impact of these women’s centers, many 
women have highlighted the need for devoted spaces where women can congregate for 
workshops, trainings, or seminars. Not having a permanent place for women to gather is 
clearly a problem, so once WRCs are completed, they should have a positive impact. 
 
Gender Mainstreaming 
On March 2004, ATI officially gender mainstreamed its program. This required that sub-
offices made efforts to ensure contractors employed women as laborers and encouraged 
women to participate on community infrastructure projects. In some areas, particularly in 
the North and Western provinces, projects succeeded in employing female laborers. 
Attempts to gender mainstream projects were most successful when the entire 
community, men and women alike had been involved at the conception stage. Records 
show that women were very satisfied to have been employed on projects as gabion cage 
weavers, stone shapers, and cooks. The benefits of gender mainstreaming have arguably 
been to: 
 

• Broaden the income possibilities for women 
• Demonstrate that women can do more than their traditional tasks 
• Force contractors to consider hiring women 
• Allow women to interact with each other and with DoWA – women then know 

who to talk to request other projects (e.g., literacy courses) 
• Bring more diversity to the process of development 
• And in the long-term, maybe to change societal opinions about what women are 

capable of doing 
 
However, in more conservative areas like Kandahar, Faryab and Gardez, communities, 
contractors and even ATI staff were reluctant to pursue gender mainstreaming too 
aggressively. Some within ATI have criticized the gender mainstreaming approach, based 
on the negative reaction some female laborers experienced, such as being looked down 
upon by other community members. One ATI staff said that  

 
“Generally widows, out of desperation would participate, but husbands 
would rarely allow their wives to work openly with other men”. 

 
Given the societal and traditional constraints in Afghanistan, few women have been 
willing to take construction work in certain areas. Therefore while trying to be innovative 
and progressive by gender mainstreaming the ATI programme, it may have had a 
negative impact in reducing the social status of some women. Some within ATI argued 
that income generating projects far more successfully helped women increase their 
economic status and confidence in themselves, while also being more acceptable to their 
communities.  
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Beneficiary Feedback 
 
Satisfaction: Out of the total number of female beneficiaries interviewed 90% stated that 
they benefited from ATI’s gender specific projects. Overall, there was a great level of 
satisfaction with ATI’s projects, as the chart below demonstrates. Both women and men 
believed that the IP had succeeded in project design, planning and implementation.  
 
Figure 19: Project Planning and Implementation 
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Gathered data showed that 90% of the intended female beneficiaries interviewed had 
requested the project, and in turn, that 86% had been consulted prior to project 
implementation. However a large majority was disappointed to have not been involved in 
designing the project. In most cases, if there had been any community involvement at 
design level, it was solely village elders and Shura-members who were able to 
participate. However, it is interesting that both men and women believed that future 
gender-specific projects should more meaningfully involve female beneficiaries at all 
levels. Nevertheless, overall, communities where gender projects had been implemented 
were proud to see the status and situation of women improve. 
 
Selection of Beneficiaries: ATI did not play a role in selecting beneficiaries for their 
projects. Instead, this task was often left to the IP and DoWA, under the assumption that 
they would select the most vulnerable women; IDPs, returnees or widows. However on 
certain projects the selection criteria were quite arbitrary, and did not always ensure that 
beneficiaries were the most vulnerable in the community. Instead, in some instances, 
community leaders were found to, favor their family or friends. As a result, many of the 
grants that set out to benefit IDPs, returnees and widows did not necessarily accomplish 
this goal. Out of the 112 beneficiaries and community leaders interviewed for gender 
projects, about 30% stated that the most vulnerable women had not been selected for the 
projects. Thus, ATI should have been more involved, together with DoWA and the IP, in 
order to ensure the selection process is transparent. 
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Women’s Political Participation: From, both interviews and women’s focus groups, it 
seemed as if women had become aware of new political developments. It is important to 
highlight that many of the above projects (i.e. literacy or income generating projects) had 
a component to promote female voter education. Out of the total ATI female beneficiaries 
interviewed, 98% of women had voted in presidential elections (some had even worked 
during the registration process thanks to the literacy courses) and 90% were looking 
forward to participating in the parliamentary elections. Only 9% of women did not know 
whether they would participate.  
 
Women’s Opinion Regarding the Government: ATI female beneficiaries appeared 
pleased with the government and the current political situation: 89% held a good opinion 
of the government and 98% believed that the Central Government was getting better. But 
most importantly, the opinion of women regarding the Afghan government changed over 
the course of ATI projects. Although beneficiaries’ change in government perception 
cannot be solely attributed to ATI the improvement was nevertheless striking. As the 
chart below illustrates, those beneficiaries responding that their opinion of the 
government was “very good” went from 20% to 44% over the course of the project.  
 
         Figure 20: Women’s Opinion of Government 
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Involving the government from the beginning of a project undoubtedly increased 
government visibility and increased interactions between the two parties.  
 
Women’s Contact with the Government: As the chart below shows contact with 
government officials also increased over the course of a project. Out of the total number 
of female beneficiaries interviewed during the evaluation 40% had had no contact at all 
with government officials prior to the ATI project versus a decreased 20% after project 
had ended. 
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      Figure 21: Women’s Contact with Government 
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However, these figures are still small. Unfortunately, most local government departments 
still have no female staff. Therefore, since male government representatives cannot meet 
or consult with women, female contact with the government is much lower than for men.  
      
MoWA’s Involvement in Gender Projects: Some ATI sub-offices made a strong effort 
to involve the DoWA representatives, but in some regions this resulted in merely 
involving them in opening and closing ceremonies for gender projects. The difference in 
government participation across ATI’s Gender program reflects the inherent difficulty of 
involving a young government in a post-conflict situation. Also, there were inherent 
differences in capacity and focus in some ATI sub-offices to engage with DoWA. 
 
In the communities where ATI did involve DoWA, the profile of the department has 
increased dramatically. On monitoring visits to these communities DoWA officials were 
able to interact with participants and to inform them about DoWA’s future plans in the 
area. In addition, in ATI’s final phase, once MoWA was better established, ATI helped 
the Ministry make better linkages with communities through structures like Women 
Shuras or NGO consortiums (e.g., the Afghan Women’s Network (AWN)). 
 
AWN proved to be a successful structure for women, though it was mostly limited to 
Kabul. Women’s NGOs and the Ministry were able to interact, network, share 
information and generate new ideas. AWN started to function throughout Afghanistan, 
thanks to the initial support from ATI in January 2002. As discussed above, ATI also 
tried to promote such a coordination committee on national scale by funding 14 Women 
Resource Centers. These examples demonstrate that concerted effort is needed to support 
and encourage women’s networks, like Shuras or consortiums of NGOs working on 
women’s issues. 
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In addition, future USAID programs should encourage all government ministries to 
increase communication with each other, especially with the Ministry of Women’s 
Affairs. This will further dialogue and increase interaction between women and 
government officials for all of USAID’s projects. For example, the ATI sub-office in 
Kunduz created a Gender Task Force in mid 2004 in order to gender mainstream the 
entire ATI program. This task force was comprised of an ATI Gender Specialist, a 
representative from the Department of Women’s Affairs (DoWA), and gender focal 
points from the Rural and Rehabilitation Department (RRD) and the Ministry of 
Refugees (MoR). This group visited ministries and consulted with women in advance of 
all ATI projects in Kunduz. The task force helped with project development, design, and 
monitoring to insure women were involved24. Such an initiative should be replicated in 
future USAID programs in Afghanistan and future USAID/OTI programs where 
appropriate. Further, the fact that other ATI sub-offices did not replicate the Gender Task 
Force innovation shows that communication between the sub-offices and from the 
headquarters was not sufficient to integrate best practices and lessons learned across the 
program.  
�
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ATI has funded 27 small grants to raise the public’s awareness of political issues, such as 
the Afghan democratic process, to provide logistical support to the Government during 
important political events, and to build capacity for NGOs and Government staff. These 
grants have been very context specific and timed to key political events (e.g., in advance 
of the emergency Loya Jirga held in June 2002, the Constitutional Jirga in December 
2003, the presidential elections in October 2004 and the parliamentary elections planned 
for September 2005).  
 
During the first phase of the program, ATI aimed to assist Afghan NGOs and civil 
society groups operating in Pakistan to relocate and establish operations in Afghanistan in 
order for them to participate in and support reconstruction efforts (linked to which 
category). An example of this is the continuous assistance that ATI has provided to the 
Afghan Women’s Network (AWN). During the interview with the Director of AWN, she 
expressed her content and satisfaction with ATI: 

 
“AWN has had a very good relationship with ATI throughout these three 
years. We have always been treated as true partners unlike with other 
donors. ATI was supportive, had a good system when disbursing funds 
and always assisted us in developing a good format for applying for 
grants.” 

 
Though this was undertaken through a special funding initiative within ATI (Afghanistan 
Emergency Information Programme – ATI AEIP) during the first year of implementation, 

                                                
24 Information gathered from ATI Kunduz monthly report on May 2004. 
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ATI continued to support and increase the capacity of civil society organizations. The 
majority of NGOs and civil society organizations interviewed stressed their satisfaction 
with ATI staff and highlighted their collaborative approach. For instance, one NGO 
recalled designing the project, writing the proposal and working out effective strategies 
for implementation together with ATI staff.  
 
Overall, Civic Education grants are small in number and in value compared to the overall 
ATI program. This is understandable, however, given that UNAMA undertook the bulk 
of civic education and political participation activities in Afghanistan. ATI’s approach 
was to complement organizations already working on raising awareness about key 
political events, on capacity building and on providing logistical support to the new 
government. These organizations were mainly working on programs to explain the 
Constitution, the election process (both presidential and now parliamentary), the concept 
of human and women’s rights, and the measures taken for peace-building and conflict 
resolution. However, three grants went beyond voter education. For instance, one of the 
grants provided funds for the printing of publication by a civil society organization called 
“Democracy Magazine”. This magazine challenged and explained the theory behind 
democratic ideas and inquired as to how to resolve contradictions between western and 
eastern political thought. These three grants have been classified in the table below as 
“Other”. 
 
Classification 
 
 
Civic Education Classification Number of 

Grants 
Amount 
Granted 

% of 
Amount 
Granted 

Awareness Raising (Public Issues 
and Democratic Processes) 

9 $560,663 26% 

Support to Key Political Events 4 $275,378 13% 
Support to Government 6 $1,161,368 54% 
Capacity Building 5 $7,802 0% 
Other 3 $140,799 7% 
Total  27 $2,146,010 100% 

 
 
In addition to specific civic education projects classified in the above table, ATI 
attempted to integrate civic education initiatives in other thematic groups. For example, 
ATI sometimes used its construction sites as “captive forums” for educating laborers and 
the community about elections and political developments. However, as someone in CCA 
(the NGO that adopted this approach in Northern Afghanistan: Mazar and Kunduz) 
mentioned the bundling of infrastructure and civic education is somewhat controversial, 
because it can appear that ATI was indoctrinating communities in exchange for the 
construction of infrastructure. The program did not want to have any appearance of 
trading off reconstruction for political support for the new government. 
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Projects Examined 
 
The findings discussed below come from an evaluation of five civic education grants: 
two workshops on democratic participation (one for women and one for mullahs and 
elders), a community theatre managed and implemented by a youth organization, the 
printing and publication of a democracy magazine, and an art contest between four 
schools in Kabul on the theme of “Peace in Afghanistan.”.  

 
In the interviews and focus groups held for each project, many beneficiaries stressed how 
valuable it is to create forums for discussing and debating ideas on how Afghanistan 
should develop politically. Many of the beneficiaries agreed that the situation in 
Afghanistan will not ultimately improve unless people are able to discuss and challenge 
each others ideas and beliefs.  
 
Increasing Community Awareness and Participation in Democratic Processes 
 

“Afghanistan has a long history of tyrannies and despotism. For this 
reason we (Afghans) were in need of learning and becoming aware of 
the importance of ‘democracy’ and its ideas. We have been waiting for 
something like this (reference to Democracy Magazine) for a long time. 
We needed a magazine like this…it has enlightened us” 
 

[35 year old volunteer at Civil Development Foundation’s School and 
reader of Democracy Magazine] 

 
Beneficiaries stated that ATI civic education projects (like workshops, theatre, and/or 
printed media) taught valuable material. Women learned about their rights and how to 
exercise them, men realized that their wives and sisters could vote in segregated spaces 
for women only, and Mullahs learnt how to disseminate this information to people in 
their communities. Mullahs who participated in civic education workshops expressed 
surprise and pleasure upon learning that the new Afghan Constitution was set up 
according to Islam and that the government was not ignoring the importance of Islam. 
 
ATI also funded civic education grants directly aimed at young people and children. 
From these grants young people were able to learn about democracy, and children were 
allowed an opportunity to express what they wanted for the future of their country. 
 
Outreach  
 
The ability of ATI to reach a wide range of audiences was project dependent. Some 
managed to involve large numbers of people from all levels of society and from very 
remote areas. In many cases, NGOs wanted to target communities with no electricity, no 
access to TV or radio broadcasts, and high illiteracy rates. Educational workshops and 
events that discussed the democratization process, peace building issues and community 
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development were much appreciated in these areas. For example, the community theatre 
project reached a total of 23,000 people.  
 
Some projects, however, were not ambitious enough in scope, such as the art contest in 
Kabul: “Peace in Afghanistan”. The profile of this competition could have been much 
higher if it was broadcasted through the media. The distribution plan for the posters was 
also not ambitious enough. According to ATI, 5,000 posters were printed and were 
distributed nationwide, yet no one in the focus group had ever seen a poster displayed 
outside their school. Thus, more posters should have been printed and posted throughout 
Kabul. By broadening the scope of distribution and placement the poster contest could 
have played a more significant role in changing popular opinions.  
 
Targeted Audiences 
 
Workshops generally targeted community and religious leaders. There are obvious 
advantages to conducting encouraging discussions with community leaders first. Most 
importantly, targeting community leaders can be a cost-effective way to widely 
disseminate accurate information on political developments. Since in traditional societies 
community leaders still hold powerful and influential roles within communities they can 
be a good conduit for bringing new ideas to the rest of the community. 
 
In addition, as mentioned above, efforts were made to reach traditionally neglected and 
marginalized groups like women, young people and children. The member of a youth 
association explained that,  

 
“Before coming to the centre and reading ‘Democracy Magazine’ I 
had the wrong perception of what democracy was. People told me that 
democracy meant liberalism, doing anything one wanted to do. But 
when I read democracy every month I discovered that I had a 
misconception. I now know that… democracy means to distribute 
power and share it with our fellow human beings. Democracy is the 
system that legitimizes power and allows all citizens to exercise it.” 
 
[20 year old student from the Civil Development Foundation school in 

Dashti Barchi] 
 
However, such initiatives cannot afford to work only with religious and community 
leaders. Most of these leaders are challenging to work with because of their conservatism 
and traditionalism. Young people and children can play a larger role in transitioning 
country towards democracy, stability and development. ATI made some efforts in this 
area by supporting ventures like the “Peace in Afghanistan Art Contest” and the 
“Community Theatre Project”. 
 
Other projects, however, failed to reach certain intended groups. For example, AWD’s 
women’s rights workshops in Bamyan originally set out to have both male and female 
participants. However, AWD did not do the necessary advance work to secure support 
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from the men in the community, and ATI failed to force AWD to follow it’s commitment 
to male and female sessions. Many female participants were disappointed that men did 
not participate in these sessions, since “it would have been helpful for them to know about 
women’s rights as well”. 
 
Means of Communication 
 
Communicating issues such as human rights, democracy and election processes to rural 
communities proved to be quite complicated, given the low literacy levels and differences 
in learning capacities amongst the Afghan population. ATI met this challenge by 
experimenting with more creative ventures, such as community theatre and art contests, 
as well as a variety of workshops where participants could have discussions and ask 
questions with experienced facilitators. 
 
Community Theatre was an effective tool for communicating in rural areas with high 
illiteracy rates and low TV and radio penetration. YCDP’s25, Community Theatre reached 
a wide audience through their performances, encouraging widespread interaction and 
participation from all its spectators. In addition, the theatre allowed government officials 
and local authorities to give speeches and hold discussions with villagers after a 
performance (see case study below for more information).  
 
 
Case Study: Community Theatre in Balkh Province 

 
 
The Community Theatre was the most notable of ATI’s civic education grants, due to its 
success in promoting collaboration and coordination between the community, the 
implementing partner, and the local government. This grant also included marginalized 
groups such as women, and presented educational content with an innovative approach. 
 
ATI provided YDCP the local IP, with almost $40,000 to cover the costs of 42 
community theatre performances in 14 districts of Balkh province (e.g., salaries of staff 
members, administrative costs, transportation, and communication equipment). The plays 
were meant to raise awareness about the importance of political participation, and 
explored issues of solidarity, unity, peace, and nation building.  
 
YDCP had to negotiate with government authorities, district police, UNAMA, UNOPS, 
local Mullahs and community leaders to set up its performances. All parties played a key 
role in identifying and reaching out to remote communities, which, due to isolation, have 
traditionally been marginalized from the political sphere. Performances were usually held 
on bazaar days, where as many as 550 people would gather from far and isolated villages. 
These performances played a key role in bringing different ethnic groups, such as 
Uzbeks, Turkmen, Hazara, Tajik, Hrab and Pashtun, together to discuss the importance of 
building a nation regardless of ethnic or cultural differences.  
                                                
25 Youth and Children Development Program it’s a social, educational and development foundation created 
in 1995 by a youth group. Its headquarters are based in Mazar-i-Sharif, Balkh province. 
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Since some districts did not allow women to attend public events, YDCP had a female 
outreach worker who would gather the women in the school or local clinic to put on 
performances and discuss these issues in a women-only space. Students, both boys and 
girls, were also beneficiaries of this project. For example, the highest reported 
participation was at a girls’ school in Dhdahi, Balkh, where 700 women and girls and 10 
men attended a performance and discussion. 
 
Overall, performances were very well received in all districts. The awareness and 
understanding of the country’s changing political situation greatly improved in the 
communities where performances were held. In addition, the project enhanced the 
visibility of the district and provincial governments, and facilitated interaction between 
the government and these isolated communities.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
                   YCDP’s Community Theatre Performance in Balkh province 
 
 
 
Capacity building of local NGOs 
 
ATI provided support to local NGOs in writing their proposals and designing their 
projects. Whenever it was necessary ATI also linked the NGO with UNAMA, which was 
taking the lead on all Civic Education activities. This enabled UNAMA to support local 
NGOs and to share its expertise.  
 
ATI also helped NGOs liaise with the relevant governmental departments about their 
activities. In four of the five projects evaluated, ATI encouraged government 
participation with departments as varied as DoWA, DoE, Department of Culture and 
Information and Department of Haji-wa-Awqaf (Islamic Affairs). Therefore, ATI took 
some steps towards encouraging a culture of collaboration with the local authorities 
amongst certain local NGOs. 
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Beneficiary Feedback 
 
Out of the total number of civic education beneficiaries, 92% found the information they 
received to be interesting and useful. A substantial 60% highlighted that ATI funded 
projects were better implemented than others. But most importantly, 98% voted during 
the presidential election and a 90% plan to vote on the parliamentary election. Though 
this cannot be attributed solely to ATI’s civic education grants, it is encouraging that 
beneficiaries (both male and female) voted at such a high rate.  
 
Once again, in communities where ATI funded projects, contact with the government 
increased substantially. Before ATI projects, only 15% of respondents stated that 
government contact was very frequent, and after the project, this number increased to 
30%. Similarly, the percentage that responded that there was no contact with the 
government at all declined from 34% to 23% (see figure 22).  
 
Figure 22: Contact with Government (Civic Education) 
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This section will highlight lessons learned in terms of opportunities lost and issues that 
could have been addressed differently, and “best practices” in terms of strategies and 
methods that were implemented by IOM with a high degree of consistency across offices 
and throughout the duration of the ATI program.  
 
Given the thematic breakdown of ATI, the first part of this section will outline the overall 
best practices and lessons learned followed by theme-specific ones. This section, rather 
than being evaluative in nature, is meant to be more of a guide for future OTI programs 
and for development-practitioners who implement community infrastructure, government 
support, gender, media or civic education programs.  

2,�
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Best Practices 
 
Requiring government consent and interaction during the need-identification and 
handover phases of a project is a best practice because it addresses possible dissent 
from local authorities upfront. Specific tools like asking local government departments 
to identify and list community needs and requiring no objection letters from ministries 
improved interaction between ATI, the government and the communities. However, this 
practice could have been developed further since local government representatives felt 
they were left out of the actual implementation process, and communities viewed 
government involvement in the projects to be perfunctory. Also, this approach was 
mainly applied to non-directed projects and therefore had a limited impact. 
 
Requiring community contributions on infrastructure projects is a best practice 
because it increases community involvement and ownership on projects. ATI 
projects required community contribution in many forms -- labor, materials, monitoring, 
etc. This increased awareness and satisfaction with the projects. 
 
Requiring managers at the Head-Quarters to work at sub-offices and gain first-
hand field experience is a best practice. This ensured that the management was privy to 
field level challenges and needs.   
 
Involving stakeholders in the bidding and tendering process is a best practice 
because it ensures transparency and mitigates corruption issues. IOM successfully 
promoted transparency by holding open tendering processes and inviting all stakeholders. 
However, this could have been taken a step further by sharing project costs with the 
beneficiaries. This would have prevented corruption problems outside the purview of 
IOM, such as community members being charged by their local representatives for 
services paid for by ATI. 
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Engaging varied actors and methods for monitoring is a best practice because it 
introduces multiple checks and balances in the implementation process. IOM was 
innovative in complementing various monitoring sources such as IOM-ATI engineers, 
outsourced NGOs, government representatives and communities. In some cases external 
monitors were necessary because of security issues, but methods like bringing in the local 
press and random visits from USAID/OTI introduced greater accountability. 
 
 
 
Lessons Learned 
 
Developing a more strategic approach during implementation, in terms of 
identifying priority areas and thematic focus would have improved the program. By 
concentrating on remaining flexible and reactive, ATI failed to capitalize on its growing 
field experience to develop a strategic plan. Identifying priority areas and developing 
thematic strategies as was done for media would have helped in better acquisition and 
allocation of expertise and resources. At times, success on certain themes, like gender, 
was stymied because either field offices were not aware of what to concentrate on and/or 
they lacked adequate staff to carry out their thematic tasks. 
 
Though government capacity-building was not an ATI objective, not including it in 
project implementation methodology was an opportunity lost. ATI was in the unique 
position to observe gaps in government capacity and on some occasions IOM 
demonstrated that capacity building of government officials can successfully be 
integrated into projects. Therefore, despite ATI being a short-term program, future OTI 
programs should require capacity-building components to be built into implementation 
methodology. 
 
Similar to the lesson learned about government capacity-building, sustainability, though 
not an objective, should be taken into consideration when designing projects. In 
many cases, including sustainability into project design entails developing innovative 
methodologies that do not require additional resources. For example, integrating the 
concept of interns working at the independent radio stations would have ensured low-cost 
staffing as well as long-term capacity building. On the other hand, not including 
sustainability in project design may lead to a sudden collapse of projects and 
disenchantment with the transition process of the country once the transition-program 
ends.  
 
Pairing of national and international staff and parallel sharing of responsibilities 
between them would have ensured better implementation and greater capacity-
building of national staff. On certain issues, especially to do with community 
mobilization, government interaction, soft component projects, etc., national staff who 
were the face of ATI in the field lacked the capacity and responsibility to ensure a more 
rigorous approach. Therefore, as demonstrated at the Kandahar sub-office, building 
national staff capacity and sharing responsibility with them is not only possible but is also 
more effective. 
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Staff performance assessments should have been better integrated and aligned with 
the goals and objectives of the program. Field staff mainly viewed completion of 
projects as their primary responsibility. They lacked tools and indicators to assess their 
success in ensuring a more participatory implementation process, and at times lacked a 
larger understanding of the goals and objectives of the program.  
 
Funding should have been more consistent throughout the program in order for 
ATI staff to be able to better plan projects. This will help future USAID/OTI programs 
to safely plan projects without risk that they will be cancelled or rejected. It will also 
ensure projects are planned better and implemented during more ideal times. Funding 
fluctuated far too much. As a result, less worthy projects were approved when funding 
was plentiful and more worthy projects were rejected when funding was tight. 
 
Feedback on funding criteria and approval process should have been better shared 
with sub-offices. USAID/OTI and IOM-HQ should have made an effort to communicate 
why certain grants were chosen and why others were rejected. This is especially 
important for directed grants, which are generated at the headquarters level but monitored 
by the sub-offices. In particular, reasons as to why projects were rejected were often not 
clear to staff on the ground. This was very frustrating for ATI staff because they could 
not justify delays or project cancellation to the stakeholders. 
 
Better sharing of experiences would have ensured more successes across offices. The 
initial years of ATI, lacked a concerted effort in bringing together staff and sharing 
lessons learned and best practices. This was especially true in terms of bringing together 
Afghan staff and building their capacity. Therefore, successful practices, such as creating 
a gender task force with the government, did not spread across sub-offices. 
 
The “48 hours approval deadline”, while necessary for PTGs, was 
counterproductive for GIRs. Staff at USAID/OTI believed that such a short deadline 
undermined their efforts in effectively assessing whether GIRs and PTGs fitted into the 
overall programs objectives. The GIR approval process in particular required more time, 
given that often additional information would be needed from sub-offices to clearly 
understand the context of the need.  
 
Anticipating and analyzing possible negative outcomes during pre-project appraisal 
should have been incorporated into the initial review of GIRs. It is important that 
projects do not inadvertently have a negative impact. Therefore, assessing the negative 
ramifications and not just the positive outcomes of projects should have been done. This 
was done for a few projects, like the Sultan Razia School in Mazar. However, this should 
be made standard practice as it would mitigate implementation hurdles. For example, 
according to a contractor who constructed a retaining wall, the project ran into trouble 
due to the negative impact the wall would have on a neighboring village. 
 
It is important to implement formal measures that hold stakeholders accountable 
for their commitments. In many cases, communities verbally pledged certain activities, 
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and then failed to follow through, or even denied making the commitment. On some 
projects this was mitigated by using a Memorandum of Understanding (MoU) to 
document agreements.   
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Best Practice 
 
Allowing enough flexibility for tendering systems to be adapted to local realities 
instead of mandating a standardized process across offices was a good approach. 
IOM create a tendering process that had a standardize rules and regulations but a flexible 
framework for sub-offices to be able to adapt to the local context.  
 
Outsourcing complex infrastructure projects to more experienced organizations is a 
best practice because it takes advantage of existing expertise outside the 
organization and ensures better implementation. In provinces like Bamyan and 
Kunduz, IOM engaged well-established NGOs like Solidarité and GAA to implement 
complex projects.  
 

 
 

Lessons Learned 
 
Community and government knowledge could have been better integrated into the 
planning, design and maintenance of infrastructure projects. A few projects 
employed an inclusive design process thereby benefited greatly from firsthand, local 
knowledge. Taking advantage of existing structures, as it was done for irrigation schemes 
by appointing a Mirab26, was an effective way of handing over maintenance 
responsibilities to communities.  
 
Disclosing grant amounts at the time of signing the PTG (before the tendering 
process) can lead to contractors finding out the Bill of Quantity27 thereby adversely 
affecting the selection of contractors. Therefore, the process should be change so that 
cost estimates do not become public knowledge before the tendering process. This will 
ensure better selection of contractors, especially for open bids. 
 
Contractors should have been provided with copies of their project’s final 
evaluation. This would have enhanced the understanding of contractors regarding the 
quality of their work, and can also be used by as verifiable references of completed jobs. 
This would also create a ‘certified’ and competitive market for local contractors, which is 
a key gap in many post-conflict countries. 

                                                
26 Mirab: community leader, entrusted with the upkeep of certain community facilities such as irrigation 
canals 
27 The Bill of Quantity is an internal cost and quantity estimate made during the preparation of the PTG. 
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Best Practice 
 
Keeping the flow of funds outside the reach of the government is a best practice (in 
this case) because of the possibility of graft and also the wariness of many 
stakeholders regarding undue government influence. Some communities and 
contractors complained about government authorities attempting to influence who should 
be the beneficiaries or asking for bribes.  
 
Routing requests for community projects through government channels is a best 
practice because it creates interaction between communities and the government, and 
creates new roles and responsibilities for government representatives.  
 

 
  

Lessons Learned 
 
Government participation should be planned systematically and accounted for in 
project budgets. As the government lacks resources to participate, it is difficult to 
involve them thoroughly in projects. Also, this can become an excuse to exclude them 
from project implementation. Hence, by including their participation cost in the project- 
budget there will be resources set aside for this, and the ‘participation account-head’ can 
also become an indicator of how and how often government officials have participated in 
the process. Additionally, this will improve community’s awareness and perception about 
the role of the government in future USAID/OTI programs. 
 
The concept of ‘ownership’ varies between the different levels within the 
government, therefore better efforts should have been made to engage government 
representatives at all levels. On a few projects, IOM’s coordination with the 
government was skewed towards the higher echelons. While interaction with the 
Ministries in Kabul was systematic, this was not the case at the sub-office level. This 
resulted in local government authorities being disengaged from the process. This can then 
undermine the sustainability of the project. 
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Best Practice 
 
When known or reliable media providers are non-existent, the strategy of first 
spreading the net wide, and then narrowing down and supporting only the good 
performers is a good practice. ATI successfully diversified its support to media outlets 
in the initial stages. Subsequent efforts were concentrated and coordinated to support 
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those media outlets and agencies that had demonstrated their potential to succeed as 
commercial ventures or as providers of socially useful content. 
 

�

Lessons Learned 
 
Certain inputs, particularly capacity building, require time and should therefore be 
provisioned for at the onset of the program. Given that the program had to 
demonstrate results within a tight timeframe, there ought to have been more resources 
devoted up-front to training. Unfortunately, partly due to the fact that few agencies were 
actively involved in training prior to 2004, the cumulative effects of the considerable 
effort devoted to improving standards of journalism will only be felt well after the close-
out of ATI. 
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Best Practice 
 
Gender mainstreaming the ATI program was a best practice since it was a more 
holistic approach rather than pursuing stand-alone gender projects only. Though it 
countered local practices, initiatives such as including women in construction work led to 
finding innovative ways for women to work. However, inclusion of women in the 
needs/feasibility process of projects was limited and therefore certain projects may have 
missed out on optimizing the benefits for women. Also, while gender mainstreaming 
should question gender roles, they should avoid creating incentives that may lead to 
forceful inclusion of women.  
 
Supporting capacity building of female staff in the government was a best practice 
because it also created institutional capacity. ATI funded several initiatives to support 
and strengthen MoWA’s capacity to best assist Afghan women. Workshops varied in 
content, approach and scope to bridge the capacity gap of working women, particularly 
female government staff.  
 

�

Lessons Learned 
 
ATI gender projects should have requested male support and participation through 
the whole process -- from project conception to completion. IOM always ensured to 
consult with men from the communities where gender projects were to be implemented. 
In conservative Muslim societies like Afghanistan support and participation from male 
community members (fathers, husbands and brothers) for projects with gender 
components must be sought from the very beginning, when the project is being 
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conceptualized.  
 
Creating Gender Task Forces to coordinate with all government ministries should 
have been incorporated as a national strategy. Kunduz ATI sub-office successfully 
established a gender task force to coordinate with the provincial government on how to 
best involve women in all aspects of the ATI program. However, ATI should have 
attempted to set up similar task forces across the country. This would have enabled sub-
offices to introduce the concept and ideas behind gender mainstreaming to all ATI 
operations, and more importantly it would have improved community and government 
interaction around gender issues. 
 
Supporting the promotion of culturally acceptable female consultative structures 
should have been part of ATI’s gender strategy and widespread. Empowering women 
requires long-term involvement and support. Therefore, given the short life nature of ATI 
more culturally acceptable mechanisms for consulting women should have been put in 
place by the end of the program. ATI funded a local Women’s Shura in Gardez but 
similar efforts were not promoted elsewhere. More funds should have been directed 
towards establishing solid structures and social institutions that would listen to female 
voices and encourage women to engage and demand accountability and resources from 
their local authorities.  
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Best Practice 
 
Targeting wide audience groups through varied means was a best practice. Initially, 
IOM supported projects that transmitted and diffused ideas to religious and community 
leaders. However, it also ensured that other groups like youth, women, children and men 
were not neglected. Also, the means of communication were innovative and varied: from 
workshops, printed media to community theatre. 
 
The ‘captive audience’ approach was innovative and productive because it 
incorporated civic education into infrastructure and gender projects. IOM used 
construction sites, local Shuras, economic empowerment and literacy projects for women, 
as valuable forums to diffuse information on the country’s political developments, 
election process and the importance in citizen political participation. 
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The ATI program has undoubtedly made a difference in Afghanistan. During the 
evaluation it became clear that efforts throughout the three years resulted in the provision 
of hundreds of small grants in communities that otherwise would not have been reached; 
in diverse government entities receiving support of various kinds; in the development of 
Afghan independent media; and in civic education information regarding the changes in 
the political processes reaching many.  
 
Based on survey analysis and on discussions with beneficiaries, local leaders, 
government officials, and NGOs, ATI mostly achieved its goals of providing quick-
impact projects to communities and bringing communities and governments closer 
together. Because ATI sought to involve communities and the government in their own 
reconstruction, beneficiaries frequently stated that they have become more politically 
active and hopeful about the future, and that they have gained the confidence to demand 
action from their government. As one beneficiary put it, “ATI has built ideas into the 
community.”   
 
Governments and NGOs also praised ATI for being a reactive program that stepped up 
quickly to needs, and that was flexible enough to work with different organizations on a 
variety of projects. Almost every village was satisfied with how ATI planned and 
implemented projects, and most praised ATI for seeking local opinion, providing 
villagers with work opportunities, and monitoring contractors to ensure engineering 
standards were followed.   
 
 
ATI provided visible help, but also revealed the depth of needs 
 
ATI projects were designed to create as widespread an impact as possible with limited 
cost, while striving to respond to needs within communities and government entities. The 
result of such an approach was that while beneficiaries were satisfied at the delivery of 
projects, they were simultaneously made more aware of other basic unfulfilled needs. A 
measure of this sense of unfulfilled needs is given by the fact that 76% of respondents 
said that their community had not received sufficient support over the past three years.  
 
 
Provision of schools and water-related infrastructure are a priority 
In most cases, basic failures in infrastructure continue to be at the forefront of people’s 
preoccupations: people identified the provision of schools and water-related infrastructure 
as the items their community needed most, Health (provision of clinics), roads or bridges 
and electricity were cited slightly less frequently as immediate needs by communities. 
 
Women’s Needs: Literacy and Income-Generating projects 
Similarly, much work still needs to focus on the empowerment of women and young 
girls. The situation of women in Afghanistan is still critical. ATI took the valuable step in 
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engaging with, listening to and encouraging participation of both women and men in 
identification of projects, design and implementation. In a similar way, as part of this 
study, 40% of the total number of the interviewees identified and suggested income 
generation projects and non-formal literacy courses to be the most needed for women. 
Also, many respondents agreed that women need to receive the training and support to 
start their own economic ventures. However, such income generating projects need to 
have integrated elements of sustainability and market analysis; and not just focus on 
building women’s capacity and skills on traditional trades.  
 
 
Cooperation and coordination with Government  
 
ATI demonstrated a crucial development lesson regarding the importance of not 
bypassing government structures but in fact cooperating and coordinating efforts with 
them. This is particularly necessary during the critical phases of a country’s transition 
towards stability and recovery. ATI’s implementing partners have learnt that it is best to 
cooperate and receive government’s support in their activities right from the get-go. 
Today, this practice is being replicated and mandated by many of these organizations. 
 
However, the government should not have overarching control over the work of NGOs 
but the key is to cooperate and coordinate efforts, as to not duplicate and/or over fund 
certain regions or groups over others. For that reason, collaboration is core.  
 
Higher visibility of government 
It is also interesting to note that a slight majority (53%) of respondents considered that 
the government should provide help, ahead of the International Donors (40%), with 
NGOs very much marginalized (6%). This underscores the progress achieved by the 
emerging Afghan state. It would be speculative to attribute this positive trend to the 
efforts of ATI alone. But, the trend does indicate, however, that future programs will 
need at least to replicate the efforts of ATI in including and coordinating efforts with the 
government. 
 
 
Interaction between civil society and Government 
 
Through ATI, new channels of communications between civil society and government 
emerged at the local level. Women Shuras have proven to be particularly useful in 
gathering the opinions of women in communities. These Shuras are a socially acceptable 
structure to bring women together and give weight to their concerns. In addition, ATI 
contributed to the establishment or the revival of committees charged with the 
maintenance of community facilities (example: Kunduz Water Association, Herat Sluice 
Gates). Thus, it is important to create and integrate social structures into development 
projects to ensure participation and sustainability of projects. 
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Developing an Independent Media 
 
The media program of ATI was the single largest initiative to support the emergence of 
independent media in Afghanistan in the past three years. Despite the short timeframe 
and the inevitable issues of sustainability inherent in the media sector, ATI successfully 
put in place the building blocks of a truly independent media. Its well coordinated 
strategy linked and networked the key media players in Afghanistan, ensuring future 
synergies in the sector.  And these media agencies, in turn are likely to create and 
maintain a transparent dialogue between the citizenry and the government, making 
Afghan decision-makers more accountable to society. 
 
 
Conclusion 
 
ATI was successfully implemented despite the myriad challenges it faced in terms of 
maintaining flexibility, matching local capacities and working in a fast-changing and 
insecure environment. It has yielded many important lessons and best practices that 
should not only guide future development work in Afghanistan, but also USAID/OTI 
programs in other countries. 
 


