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ACRONYMS 
 

 

  

ACBAR  Agency Coordinating Body for Afghan Relief 

AREA Agency for Rehabilitation and Energy Conservation in 

Afghanistan 

CA/EO  Christian Aid/Ecumenical Office 

CPAU   Co-operation for Peace and Unity 

DACAAR  Danish Committee for Aid to Afghan Refugees 

ECHO   European Community Humanitarian Office   

FoodAC  Food for Assets Creation 

FFW   Food For Work 

IEA   Islamic Emirate of Afghanistan (Taliban authority) 

MOP   Ministry of Planning 

MOPH   Ministry of Public Health 

NCB NGOs Coordination Body  

NPO/RRAA Norwegian Project Office/Rural Rehabilitation Association for 

Afghanistan 

OMAR  Organisation for Mine Clearance and Afghan Rehabilitation 

OI   Ockenden International 

OV Ockenden Venture (OI’s earlier name, changed in 1999) 

PCP Principled Common Programming (UN led programming for 

Afghanistan) 

PRA   Participatory Rural Appraisal 

RCB   Regional Coordination Body 

RRA   Rapid Rural Appraisal 

RRD   Rural Rehabilitation Department (of the IEA) 

SSD   Social Serviced Department (of the IEA) 

TBA   Traditional Birth Attendant 

UNHCR  United Nations High Commissioner for Refugees 

UNCHS (Habitat) United Nations Centre for Human Settlement 

UNDP   United Nations Development Program 

UNHCR  United Nations High Commissioner for Refugees 

UNICEF  United Nations Children’s Fund 

UNOCA/UNOCHA  UN Office for the Coordination of Humanitarian Assistance 

VHV   Village Health Volunteer 

WFG   Women Focus Group 
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GLOSSARY 
 

 

 

Arbab Village leader, functioning as the representative of the village in 

relation to the government. Malik refers to the same, but arbab is 

preferred in the centre and the north of Afghanistan 

 

Burkha Full cover dress for women, complying with IEA dress code 

 

Jerib   Land measure, equals 0.2 hectare 

 

Jirga The assembly in Pashtun areas (see shura) 

 

Mahalla  Neighbourhood or block in a village or city 

 

Madrasa  Higher religious school 

 

Mahram Characterizes legitimate relationships between a woman and a 

man, includes (consanguineously) the immediate family of the 

woman, and (affinally) the spouse, spouses of children, and their 

children. Opposite are namahram relationships, which implies 

segregation. 

 

Mawlawi   Religious scholar (Alim) 

 

Murabahah Principle for making profit without having to charge an interest. 

The one who possess the capital buys goods that are sold (to the 

“lender”) at a higher rate 

 

Muhajir Refugee. Refers to the group of Muslims who left Mecca for 

Medina to avoid religious persecution 

 

Mullah   Muslim priest at the local level 

 

Qaum Group of primary loyalty, whose basis could be extended family, 

clan, village, ethnic group or profession 

 

Shura   Consultative assembly, council 

 

Talib   Student of Islam at madrasa 

 

Taliban Plural form for Talib, also the term used by the current authorities 

in Afghanistan (IEA) for its organization 
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EXECUTIVE SUMMARY 
 

 

 

This is the report from an independent mid-term review of the community development 

programme that Ockenden International (OI) has been implementing in ten villages of 

Enjil district, Herat province, since early 1999. The report will focus on the role and 

representativeness of development shuras; on the gender dimension in the context of the 

organization as well as within the programme; on data-collection and on the use of 

Participatory Rural Appraisal (PRA) techniques. It will also briefly assess five of the 

project components in the programme, and finally discuss some of the challenges 

associated with scaling-up the programme. The executive summary draws attention to the 

main findings and conclusions in the report.  

 

 

METHODOLOGY 

 The review is based on document review, observations and project visits, as well as 

interviews. Interviews were conducted with: OI-staff; development shuras; 

community members, as well as with representatives of the authorities and other aid 

organizations. The review team selected locations and respondents, the latter were 

granted anonymity.  

 Towards the conclusion of the stay in Herat, the review team held feedback 

workshops with OI-staff (separately for male and female), as well as with 

representatives of the shuras from all villages. The workshops were also useful for 

testing or developing preliminary conclusions. 

 The review team is pleased with the comprehensive response to the recommendations 

made in the report by OI staff at the Afghanistan Country Office and the Asia 

Regional Office. This response indicates a strong will to act on the findings 

presented. 

 

BACKGROUND 

 Enjil district was heavily affected by war during the 1980s. The project villages had 

all suffered from severe war-destruction, and were totally depopulated. 

 A significant portion of the people returned from 1992 onwards. Most of the people 

had gone to Iran, and had been exposed to a different culture, a different 

infrastructure, and a different level of welfare services. Labour migration to Iran is 

now used as a coping mechanism by most families who are in a position to do so. The 

recent drought and migration disaster has had some, but not dramatic, impact on the 

project villages. 

 The project area may be characterized as semi-urban, located close to Herat city. This 

implies easy access to markets and job opportunities, as well as to welfare services.  It 

also implies that people are relatively open to education and female rights. 
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 OI started its programme in early 1999, conducting a PRA exercise in ten villages. 

OI’s aim is to run a development-oriented community development programme. In 

terms of building organization, OI works closely with village shuras. In addition there 

are sectorial committees operating at the programme level, as well as Women Focus 

Groups (WFG) in every village. A range of projects has been launched on the basis of 

the PRA.  

 At an overall level, OI’s ambition is to ensure the self-reliance of returnees and 

vulnerable people. OI aims at gaining influence through practical and pragmatic 

programs on the ground, rather than through advocacy and political campaigns. OI 

emphasizes financial freedom in order to be able to follow its own defined objectives. 

The Enjil programme is a pilot project for OI Afghanistan, and is regarded as a 

potential model project for OI globally. 

 

DEVELOPMENT SHURAS 

 Taking the traditional village shura as its starting point, OI works with these to 

convert them into village development associations. While there are certain dilemmas 

related to different mandates, the village shura is a familiar and legitimate concept. 

OI has proven its ability to deal with the dilemmas through a flexible approach. 

 The population overwhelmingly sees the shuras in the Enjil programme as being 

representative, in the sense of working for the best of all villagers. The identification 

of the beneficiaries of the projects also appears unbiased, adding to the overall 

positive impression. There may be a need to regulate shura elections, relieving OI-

staff of the risks associated with getting closely involved in shura composition. 

 In addition to shuras, OI has encouraged the establishment of sectorial committees at 

the programme level. The committees complement the shuras well, and play an 

important role in developing standardized guidelines for projects. 

 OI has also encouraged the now emerging cluster shura, which has representatives 

from all ten villages. The emerging cluster shura may carry the potential for taking 

over the programme upon OI’s withdrawal, given that OI is willing and able to 

continue supporting it in an advisory role. 

 There has been some investment in capacity-building with the shuras, but mainly on 

an informal basis. Further investments, not the least in terms of basic organizational 

skills and systems development, are warranted. 

 The population beyond the shura was heavily involved during the PRA-stage, and is 

occasionally called upon for information meetings on particular projects at later 

stages. More frequent community meetings would strengthen accountability and 

project robustness. 

 The shuras in the OI programme are formally registered with the authorities. 

Ensuring official recognition of the shuras is constructive as it promotes their ability 

to engage in direct discussion with the authorities, and strengthens overall 



Strengthening the Self-reliance of Returnee Communities: The Enjil Community Development Programme, Herat Province, 

Afghanistan 

 

 vii 

sustainability. The shuras are civil society bodies, increasingly gaining in strength 

and independence. 

 

GENDER 

 The Enjil programme is outstanding in the current Afghan context for its inclusion of 

women, not only as beneficiaries of the programme, but also as active participants in 

decision-making and in the execution of project activities. 

 OI has a female department with competent and committed staff. The female staff 

spends most of their time in the villages. To comply with IEA restrictions, female 

staff work separately from male staff. This generally hampers organizational 

communication  and female influence in particular. OI has a very concise plan of 

action for the female department. Some elements of this plan have not yet been fully 

responded to. 

 A Women Focus Group (WFG), called group-e hamkari (cooperative group), exists 

in each of the ten villages. The WFG's function as a linchpin for the projects that 

target the women in the village, but also provide important venues in which the 

women can meet. 

 OI has the permission of the authorities to operate women’s projects and employ 

female staff. At the same time, OI is extremely careful in marketing its success in 

relation to women. This carefulness is well founded, considering both the risks to OI 

staff, and the risks to the programme that would follow from a more aggressive 

approach. 

 

DATA-COLLECTION & PRA 

 OI has successfully conducted PRA in all the project villages, identifying needs and 

capacities, and engaging the communities in prioritising the project interventions they 

see as most useful. This has secured the relevance of the projects launched; hence, it 

also forms the basis for the existing sense of ownership, ultimately for sustainability. 

 Prior to, and following PRA, the approaches used for collecting data are less 

systematic. There is a need for OI to develop new means of monitoring change in the 

communities throughout the project period through complementary data-collection. 

 OI is currently considering the use of “entry projects” as a basis for preliminary data 

gathering, prior to selecting communities for PRA. The basic idea is that this would 

give easier access, and strengthen trust through the meeting of expectations. These 

arguments have considerable validity, but the approach may also have drawbacks in 

opening up for dependency-type relationships, and in undermining participation. 
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PROJECT ACTIVITIES 

 The review team has briefly assessed five project types that have been implemented 

as part of the Enjil programme: culverts; irrigation; health education; loans; and 

home-based schools. At a general level, the projects were found to be relevant to the 

needs of the people (safeguarded through PRA); to have significant impact (relating 

to project objectives); and to largely include sound sustainability arrangements. 

 A sustainability concern arose in relation to some of the projects, where the income 

potential was obviously too little to cover running costs. In those cases, a concrete 

discussion with community representatives on long term sustainability is required. 

 Monitoring of beneficiaries could be strengthened for some of the projects, and would 

in any case form a solid base for learning and further improvement. 

 

SCALING UP 

 In relation to current plans for expanding by establishing community development 

programs in new areas, OI has important lessons to draw from its engagement in 

Enjil. Most importantly this includes the ability to be responsive and develop the 

programme in close partnership with the community rather than by imposing 

externally defined blueprints. 

 Moving from a community development programme in one defined area, to work in 

several areas, while also engaging in relief, requires a different organizational set-up. 

There is a need for a thorough assessment of the organizational challenges, 

potentially involving external expertise that could assist in developing alternatives. 

 Financial freedom has been secured by filling in gaps in donations with money from 

an OI fund that was based on the sale of property in the UK – an option that runs out 

in 2002. OI has faced severe difficulties in securing programme funding for Enjil. 

The ability to scale-up hinges on OI’s ability to get the commitment of new donors to 

support its development-oriented and participatory approach to reconstruction. 

 

 

CONCLUDING REMARKS 

 

The community development programme run by OI in Enjil is an outstanding 

achievement in the context of assistance to Afghanistan. OI has managed to launch a 

truly participatory programme with a long term ambition in the midst of armed conflict 

and short sighted donor perspectives. On top of that, the organization has successfully 

developed a set of projects involving women. OI, as well as other agencies operating in 

similar contexts, have a lot to learn from the Enjil programme. The ultimate lesson 

remains that a successful development-oriented programme is not so much about that 

actual content of the programme, as it is about the people and organizations that 

constitute the programme, and about the process through which the programme is 

formed.  


