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n March, 2002, two of our team members sat on the side of a beautiful and breezy mountain in 
therwise steamy East Timor to talk with the people of Lepo about the water tanks they had just 
onstructed and a market they were planning. The village leader had big ideas for this small town 
ith an extraordinary view. He envisioned a market that would bring people together and spur new 
evelopment. The village farmers chimed in with their own plans and hopes for the market. At the 
onclusion of the discussion, we asked if they had questions for us. “Bring this to someone,” one 
an said. We promised to try. 

he following study of the International Organization for Migration’s (IOM) community assistance 
rojects in East Timor is the product of countless discussions on the nature, focus and scope of our 
ssessment, consultations with IOM and other experts in a variety of fields, and intensive, albeit 
rief, fieldwork. Without the valuable and forthcoming contributions of the program’s participants, 
taff and leadership, none of this would have been possible. IOM staff members in East Timor and 
ew York have facilitated our work in numerous ways. Chief of Mission Christopher Gascon in Dili 

nd the East Timor team supplied feedback throughout the process, provided accommodations, 
ransportation and guidance in the field, gave us lengthy interviews, and furnished internal 
ocuments. In recognition of the impressive commitment and work ethic of the IOM team, we 
emain grateful to all those who put their work aside to respond to our many requests. Robert Paiva, 
n the New York office, deserves a special word of thanks for his patient engagement in this project, 
roviding guidance and serving as a crucial liaison.  

his project is one of ten Applied Workshops which form the heart of the Economic and Political 
evelopment Program at the School of International and Public Affairs of Columbia University in 
ew York City. This unique opportunity to engage in a combination of professional and academic 

ndeavor is due to the vision and hard work of Professor Coralie Bryant, Director of the program, 
nd Fida Adely, Workshop Coordinator. Their guidance and support has been invaluable. A key 
ctor in every step of this process has been our faculty supervisor, Dr. Ron Waldman.  A leading 
pidemiologist and Director of the Forced Migration Program at the Mailman School of Public 
ealth, Dr. Waldman has been generous with his time and guidance despite his demanding 

chedule.  He has challenged and reassured us, serving as a constant source of clarity and 
otivation. 

            
 Cara Chester 

Eben Forbes 
Tasha Gill 

Heather Kelly 
Heather Kulp 

Jeff Merritt 
Sharon Otterman 

New York, May 3, 2002 
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This report, the product of a four-month study by graduate students at Columbia University’s 
School for International and Public Affairs, is an assessment of the International Organization for 
Migration’s (IOM) post-conflict reintegration and community assistance activities in East Timor.  By 
differentiating between process and outcome within our analysis, this study goes beyond 
compilation of indicators met and obstacles encountered.  In addition, based on an analysis of the 
data collected from observations, interviews and participatory rapid appraisal tools, we have created 
a catalogue of good practices and recommendations that we hope will serve to guide future 
reintegration and community assistance programs in similar post-conflict settings. 
 
IOM’s activities in East Timor have had tremendous impact – this is clear from the time one walks 
into almost any East Timorese village.  The organization’s extensive reach, thanks to its field offices’ 
positive reputations and well-equipped infrastructures, has significantly contributed to 
reconstruction throughout the country.  Even in the most remote regions, it is impossible to 
overlook the significant numbers of returnees who, without IOM’s assistance, might still be living in 
one of West Timor’s many refugee camps.  Furthermore, East Timor’s small cities and countryside 
display revitalized infrastructure, new water systems, roads and bridges and sports facilities in active 
use as a result of IOM’s community rehabilitation programs.  
 
IOM faced considerable operational constraints in this post-conflict setting and pressure to move 
quickly from relief to rehabilitation.  Yet IOM has clearly contributed to stabilizing East Timorese 
society.  This study seeks to build on the foundation of IOM’s successes to investigate areas for 
improvement. With a focus on IOM’s Community Assistance for Population Stabilization (CAPS) 
and Building Empowerment, Leadership and Engagement (BELE) programs, the assessment 
stresses five primary areas of analysis: (1) program outcomes, (2) program management, (3) decision-
making processes, (4) program implementation, and (5) reintegration of refugees and displaced 
persons. 
 
Findings in these areas stem primarily from two separate periods of fieldwork in East Timor 
conducted during January and March of 2002, with additional research and analysis carried out from 
New York.  During the team’s fieldwork in East Timor, 33 structured interviews, 35 key informant 
interviews and 8 participatory rural appraisal activities were conducted in a total of 18 different 
communities within the targeted districts of Aileu, Ambeno (Oecussi enclave) and Cova Lima.  In 
addition, over the four months of this study, 25 in-depth interviews were conducted with key 
individuals from IOM, the United Nations Transitional Authority for East Timor (UNTAET) and a 
range of other related international organizations in both East Timor and the United States.   
 
IOM’s diverse range of projects offered numerous good practices, of which the following merit 
highlighting: 

! Rapid turnaround and follow-up on community proposals; 
! Coordination of assistance in districts; 
! Clarifying expectations and obligations with communities; 
! Regular and sustained community visits; 
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! Integrated training by local skilled labor; 
! Rotating labor; and 
! Incentives for coordination and timely completion. 
 
Following are the key findings from field research and analysis: 

# IOM achieved its outcome objectives, responding well to communities’ functional 
needs with essential infrastructure projects that are widely used. 

# The management of IOM East Timor could be strengthened in three key areas: 
greater communication between the central office and the sub-offices in clarifying 
program goals and project objectives; increased internal capacity building; and 
enhanced evaluation and monitoring systems at the national level. 

# Instituting standardized guidelines could bring even more IOM attention to the 
project identification process in the field.  More coordinated outreach mechanisms 
can help ensure an equitable spread of information about community programs.  

# Community participation in the implementation of projects was generally high, due 
to both IOM efforts and local leadership, and could have benefited from increased 
training.   

# In light of IOM’s global mandate, increased monitoring of returnee reintegration in 
post-conflict assistance programs should be considered. 

 

Following from these key findings, recommendations and strategies have been suggested for 
improvements in program design and implementation in the following areas: 

I.   Increase clarity of program objectives and strengthen internal organizational 
capacity, through staff orientation/training programs. 

II. Improve the existing monitoring and evaluation plan by developing flexible, ongoing 
monitoring mechanisms and performance indicators that are meaningful for staff, 
beneficiaries and donors.   

III. Make the decision-making process for project identification more participatory 
through specific guidelines, and the site selection process more equitable through 
improved coordination. 

IV. Ensure the maintenance and sustainability of projects through site-specific training 
for designated community members, assistance in the design of maintenance 
schedules and an extension of the monitoring and evaluation period beyond the 
completion of projects. 

V. Ensure that IOM projects more closely reflect the interests of all members of the 
community and specifically promote the inclusion of women and displaced persons. 

The intention of the following report is to explore at greater length the good practices and insights 
from the specific experience of East Timor’s reconstruction, and to contribute, where appropriate, 
to future post-conflict reintegration and reconstruction programs. 
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