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Monitoring Review: Badakhshan, Afghanistan

Background

Oxfam first provided support to projects in Afghanistan in 1964. It has been providing direct humanitarian and development assistance to the most vulnerable populations of the country since 1991, even during the Taliban rule. 

Oxfam is operational with staff strength of 240 persons, working in 8 districts of two provinces (5 Programmes). Although Oxfam is implementing two sustainable livelihoods projects, covering 50 villages in 3 districts (in the central highlands and North East), it continues to respond to recurrent humanitarian emergencies in Afghanistan (drought of 2006 and the current food insecurity situation). 

Besides the above projects, Oxfam facilitates the Afghan government’s National Solidarity Programme in 400 communities from six districts of Daikundi province, supporting development projects led by elected community councils. From 2001-2007, Oxfam implemented a rural development and a water and sanitation project in Kandahar where it extended the water distribution network, built sanitation facilities, provided vocational training to women and trained the local authorities in improving provision and management of safe water and sanitation facilities and services to the people.

In accordance with its mandate in gender equity, gender mainstreaming is integral to all programmes. Oxfam strengthens local women’s organisations and works together with alliances to reduce domestic violence against women through the ‘We Can’ campaign.

Oxfam’s advocacy programmes in Afghanistan seek to achieve policy change to reduce poverty, promote rural development, support infrastructure reconstruction, and encourage stability. Oxfam has produced comprehensive briefing papers advocating for stronger arms controls, greater resources for and reform of the education system, international trade policies that support poverty reduction, need for concerted efforts towards peace building and aid effectiveness international assistance to Afghanistan.
.

Objective 

The objective of the Monitoring review was to share and reflect on the information emerging from regular monitoring conducted during programme implementation so that corrective measures could be taken. During the Monitoring Review, the team discussed the activities, outputs, logical model of the programme and related indicators, identified what worked well and what didn’t and shared team learning. 

The overall objective of the project is to strengthen food security and sustainability of livelihoods in Yawan and SIB districts of Badakhshan province of Afghanistan

The specific objectives of the project are: 

· Crop productivity increased, diet and crop diversification improved while using better agricultural practices

· The resilience of livestock and improve animal husbandry practices protected, restored and improved

· Environment degradation reduced through better management of natural resources

· Women’s’ productive role in the household economy and public spheres increased

· Local governance strengthened by provision of trainings and implementation of projects in partnership with local Gov. partners and village based institutions

Participants 

A two member facilitating team, comprising the Programme Manager and the M&E coordinator, along with the team members of the district field offices (2 field offices with 5 programme staff each) conducted the Monitoring Review (MR). After the monitoring information was reviewed along with the implementing teams, the facilitating team also shared the information with a select number of villages and beneficiaries through focus group discussions. The learning that emerged from the Monitoring Review was subsequently shared, among the wider programme team, during the country learning review. This learning has been detailed in the sections below.

Special Note. This is a report of the Monitoring review conducted for a three year Project which is part of a programme, comprising two projects: 

1. AGNA62: sustainable livelihoods project 
2. AGNA63: Pilot participatory Poverty Assessment 
The Facilitating Team conducted the Monitoring Review for the first year of project implementation. Since harsh winter blocks access to target project target areas for three months, the project is implemented only for 9 months each year. It is important to note at the outset that this is the first time that a Monitoring review is being conducted for programmes in Afghanistan, so there was no systematic monitoring information available.

Project Monitoring Frequency

In the current project, the monitoring frequency has been the following:

1. At least one team member of the Oxfam field teams (since Oxfam is operational) and villages are very remote), visits the beneficiary communities, for both implementation and monitoring, 5 times each month and stays 1 to 3 days each time in each village. 
2. Either the PC/DPC visits the villages randomly every month

3. One programme staff from Kabul (PM, M&E, Livelihoods, programme development coordinators) visits the field every second month

4. One support services staff from Kabul (logistics, finance, HR…) visits the field offices once in 4 months

MR Methodology: Step by Step

1. Facilitating team (FT) explained the objectives of the Monitoring Review

2. Participants elaborated the project activities and outputs and their monitoring methodology 

3. The FT field team discussed the baseline survey report with the team. The baseline survey was conducted among  185 households in 16 villages 5250 households 

4. tracked progress in each envisaged activity and output as against the work plan, milestones and indicators. 

5. The logic model of the project was analysed in order to understand the logical coherence of the project and the quality of processes undertaken for project implementation. The  following issues were discussed in details:

· programme context and trends 

· indicators and whether we can measure change against them 

· achievement of project outputs and outcomes

· timelines and achievability of work plan

· team ownership of the programme

· sharing responsibilities and task division

· budget allocation and spending

· methodology for implementing activities

· staff capacity and skills to implement projects

· staff satisfaction with project outputs and impacts 

· positive and negative changes observed

· participation of different stakeholders

· change in practices, beliefs and attitudes

6. FT also discussed the baseline survey results and whether indicators needed to be changed

7. The facilitating team conducted focus groups (10-15 persons in each group) with beneficiaries in 4 villages  (Shingan-e-Poyine and Nawabad villages in Yawan district Awais and Shahdasht villages in Shahr-I-Buzurg district) in order to understand whether:

· beneficiaries had knowledge of project activities and desired impact 

· project continued to be based on beneficiary needs and rights, their agreement and satisfaction 

· we were focusing on the right sectors and applying the right methodology

· we include beneficiary feedbacks into our programming

· there is beneficiary ownership of activities such that they would continue even if Oxfam exited

· changes were brought about in practices, attitudes and behaviours that they observe

· beneficiaries had new ideas they would like Oxfam to pilot or any special issues they wanted Oxfam to focus on 

8. The field teams discussed the feedbacks given by beneficiaries, studied the ways in which these could be integrated, agreed on the corrective measures and recommended changes to the wider country programme team, for consideration.

Major changes brought about by the project

Since this project is a continuation of a previous three-year project, the changes are not attributable only to activities undertaken in the 9 months for which the monitoring review was conducted:

· Reduction in water borne diseases. Provision of safe water to villages and health education activities have contributed to reducing the number of people suffering from water borne diseases. People’s knowledge on safe hygiene has increased and this is evident in the new demands for safe water that neighbouring villages are making to Oxfam. The water supply project has made water available within the village, especially for women and children who had to walk half an hour up rugged mountain slopes, five to eight times a day, to fetch water. With the water reaching their village, risks of injury to children and livestock has decreased, burden on women has decreased, children can go to the school regularly and women can dedicate time to other activities. 

· Establishment of shura-s leading to increase in group solidarity for addressing common problems. Establishment of village based community groups or shura-s, both men and women, and their capacity building has contributed to conflict resolution, reduction in child marriages, increase in enrolment of girls in schools, increase in women’s interest towards economic participation. The shuras are now an organised group, their chief is accepted and respected by the entire village. S/he is a person known in the village for their honesty and capability in being impartial while solving problems. The shura-s have meetings even when Oxfam is not facilitating it. Women who are shura members also meet the men when required. If there is any conflict in the community, they solve it among themselves so as to facilitate Oxfam’s work. 

· Literacy Classes leading to greater enrolment. Funding literacy classes and paying women teachers to teach in the remote areas has improved literacy levels of women and increased girl’s enrolment in schools. In the past, students (both boys and girls) studied under a tree or in the open, amidst dust, cold and wind, 

· Greater and more proactive participation of women in community life. When Oxfam started to establish the women shura, many women were not happy. Now they think differently and they express the need and value of being organised as a group. Women are more aware of their needs, how to address them and the support they require to address these. They now ask the men and NGOs for help and contribute with new ideas. When we first established shura-s, people hesitated in talking to each other - they have now learnt how to solve problems and ask for assistance, if required. 

· Beneficiary selection. The selection of beneficiaries is done along with the shura-s through transparent processes and according to pre-established criteria.

· Community meetings. Community meetings about different issues have contributed to increasing awareness among people. The team meets people in the mosque of the village which is a neutral place. They talk about the programme and its objectives, programme status. The women and men social organisers inform the communities in details about planned activities and pave the way for all the programme activities- establishing groups, beneficiary selection, etc.  They talk about sustainable development, importance of shura, education, health, gender equity, ways to resolve conflicts, how to form civil society groups. 

· Change in attitudes among people. Shura-s have contributed to changing practices and attitudes of the people. For instance:

· Women were earlier not allowed to go outside the village, even to visit a doctor. The shura-s have helped people to overcome the barriers of conservatism and take women for medical visits. 

· There was early marriage among girls and now the women’s shura discusses the importance of the right child bearing age and the consequences of early marriages on the health of their daughters. 

· Even the religious leaders, or mullahs, discuss  about health and education needs of the women and children and assist Oxfam in implementing the activities. 

· Women go to clinics if possible to have children. Families go to health clinics to get their children vaccinated. 

· In Khasar village, for instance, villagers have changed their opinion about NGOs. One of the elders who was totally against the NGO working in the villages has now understood the value of education. His wife teaches in literacy classes and is encouraging others to do this. 

· People participate in projects with labour, material and work. 

· People vaccinate their animals now. Earlier, they believed it would reduce the milk quantities. Now they come often come to the clinics of para-vets

· Women now say their names while earlier they wouldn’t

· Increase in capacities of shuras. Forming shuras, conducting regular meetings among women and discussing various issues related to health, education, participation, development, etc. have built the capacities and confidence of women in the village. Shura members have done village level surveys and have records of livestock, agriculture, etc. in the village. The government now refers to the shura for census data on the villages and seeks their support in becoming an active part of their village based development programmes.

· Education. Only some girls used to attend religious lessons given by the mullah and only the primary school. Since Oxfam has provided incentives (over and above government salaries) for women teachers to teach in remote schools, number of girls going to schools has increased from 70 to 715. People have started realising the benefits and advantages of literacy and schools. Literacy classes organised by Oxfam have helped adult learning and also girls to graduate from literacy classes to schools.

· Gender sensitisation. After various gender sensitisation workshops and celebrating women’s day every year, not only government authorities but also women in the villages celebrate events like the international women’s day.

· Livestock. There is a reduction in the number of livestock deaths because of treatment and vaccinations received from Oxfam, para-vets and Basic Veterinary Workers trained by Oxfam. There is an increase in awareness on livestock diseases and people come directly to Oxfam for help when they face problems. Observation shows the mortality rate has probably decreased by 25%.

· Having trained BVWs in the village is extremely useful because they advise, treat simple diseases and vaccinate the animals. In the past, they ahd to go all the way to the Oxfam office in the district headquarters.

· Diversified diet. Women have been trained in vegetable gardening and the village now understand the benefits of vegetables and a diversified diet. 

· Food security. In the past, food insecurity forced people to eat up a part of the improved wheat seeds that Oxfam distributed to the communities. With improvements in the awareness, this rarely happens anymore. People have started requesting for help on alternative options of income generation

· Local skills development.  Oxfam has developed skills among communities by giving them on-job training. People in the Shekhan village for instance learnt from Oxfam how to bring water from springs and install pipes that reach villages. They installed in one part of the village, 3800 m pipes with a reservoir of 6 cubic metres and they collected money from the community. And the other part of the village the villagers contributed to install 2200 cubic meters with 32 cubic meters. 6 kms of pipes were also installed by the communities from Barikham district. In the villages of Pittau and Razak, communities decided to do a water shed

· Orchard Farming. Although farms have been identified and prepared along with the orchard farmers,  they will receive saplings only in spring next year. The farmers have learnt the importance of preparing the land and sowing saplings scientifically 

· Livestock. A para-vet has been appointed in the village and trained in vaccinating, treatment and livestock husbandry. The impact of livestock activities (vaccinating, treatments and training on animal husbandry) is considerable. This year, as compared to last year, fewer animals have died because of diseases. Para-vet activities will be privatised in the future.

· Other changes:

· Participation and interest by communities in development activities as compared to past requests for pure service delivery 

· Trust and cooperation of communities in Oxfam has increased

· Improved 

· Team is working together

· There is good coordination with external stakeholders

· Team now has good knowledge about project objectives, outcomes, results and activities

· Establishment and training of civil society groups is proceeding well

· Communities are becoming open to changes

· Cultivation and livelihood habits are changing

· Community understanding of gender equity has improved

· Kabul staff (PD team, M&E) now consults teams for programme development

· Water supply problems have been solved for 80% of the villages where we work

What can be done better 

· Monitoring formats need to be developed and information must be entered into these formats regularly

· Monitoring needs to be more regular and planned, especially in remote areas 

· Important indicators must be measured regularly 

· Training must be conducted for field staff in updated techniques, especially in new approaches to sustainable livelihoods

· Standard criteria of beneficiary selection must be flexible according to village population (farmers groups) 

· Oxfam must utilise modern techniques even in its own demonstration farms 

· Alfalfa cultivation needs to promoted more

· Sustainability of our activities is still fragile

· Reduce delays in budget approvals and allocations 

· Delays in logistic procurements

· Improve impact of activity on upgrading livestock  

· Improve planning and clarity on budget allocations

· Expand to other villages and not continue focusing on the same ones 

· Need more innovative ideas on reducing poverty

· Make gender mainstreaming a part of performance objectives 

· Have more women as technical staff (agriculturist, M&E officer) so that women’s needs are addressed better 

· More horticulture activities since these are a source of cash income

· Common understanding between Kabul and field staff on seed banks, farmer’s groups, farmer field schools and other development activities 
· Better protection of water supply systems in winter since water becomes ice and doesn’t flow in the pipes
New ideas 

· Water supply for schools 

· Address sanitation needs, especially for women 

· Introduce innovative ideas like poultry incubator, social forestry, income generation activities, growing barley, distribution of improved breeds of goats, silk worms, Micro hydel power, social management of water resources, fish breeding, cultivation of cumin, pistachio and mulberry plantation, spinning yarn
· Contribute to economic empowerment of women and help reduce violence against women 

· Undertake literacy activities also for men

· farmers might not return the bags. In some areas, things work.

· Purchasing certified seeds give better result and distributing them in the right time. 

· Staff focuses essentially on activities and needs to start thinking about outcomes and impacts

· Skills development for better waged employment (mason, metal craftsmen, goldsmiths)
Open Issues

· Water supply. The community needs more pipes and a reservoir for reaching more people in the village

· Infrastructure development. Roads and clinics are required but there are no funds available. 

· Livestock. Oxfam must equip the BVWs with more medicine for the winter months 

· Diversified sources of cash income: need for exploring various options for additional and diversified income generation, especially for women

· Vocational training for men and women

· Vocational training. 

· Safe sanitation: no latrines exist in the village and this is a source of concern

· Income generation activities: people would prefer improved goats and poultry

· Employment opportunities

· Strengthening agriculture, horticulture
This Monitoring Review Report has been presented to the wider team during the country learning review and has fed into the process of national change strategy. This Report will also be utilised to identify the corrective measures to be taken and will be integrated into the annual work plans for the implementing teams.

Monitoring formats must be developed, based on indicators of outputs and activities and the project teams must fill information in these formats on a regular basis. A select number of indicators at the outcome and impact level must also be measured towards the end of each implementation year. 

