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IDENTIFICATION DATA 
A. 	Reporting A..ID. Unit: B. Was Evaluation Scheduled In Current FY C. Evaluation Timing 

Office of AID/Re Annual Evaluation Plan? 

Mission or AID/W Office Afghanistan Yes rg] Slipped ED Ad Hoc Interim M Final 
_ IES# Evaluation Plan Submission Date: FY - Q Ex Post El Other 

D. 	 Activity or Activities Evaluated (List thI following Information for project(s) or programis) evaluated; if not applicable, list titleand date of the 
evaluation report. ) 

Project No. Project /Program Tit'e 	 JFirst PROAG 'Most Recent Planned LOP Amount Obligated 
or.Eqouialent PACD 	 Cost (000} to Date (000) 

306-0204 Agriculture Sector Support Project (FY) 1/92 Cs(000 tDae( 
1987 12/92 60,000 55,689
 

V.I.T.A. ARS Cooperative Agreement 1990 12/92 11,799 11,799
 

(subproject)
 

ACTIONS
 

E. Action Decisions Aporoved By Mission or AID/W Office Director Name of Officer Re- Date Action 
Action(s) Required sponsible for Action 'Zobe Completed 

1. ARR activities will be coordinated with other AID/Rep projects to allow for Ray Renfro 3-15-92
 

follow-up agricultural interventions. A project advisory and site selection
 
committee will be formed comprising the appropriate AID/Rep Chiefs of Party
 
and Afghan agricultural and infrastructure specialists to advise VITA and
 
O/AID/Rep on subproject site selection.
 

2. The contractor will strengthen the data collection and information analysis Ray Renfro 6-1-92
 
system, including the training of monitors so that impact can be measured.
 
Appropriate data collection forms will be developed.
 

3. Improve VITA field office management and operations through training, better Ray Renfro 8-1-92
 

systems of accounting and monitoring checks. In this connection, better schedule
 
the engineering works with cash flow, materials and manpower planning.
 

4. Increase the involvement and contribution of local populations inVITA's Ray Renfro 10-1-92
 
infrastructure work, from the current 25% to 40% and more, as possible.
 

(Attach eatra sleet If necessary) 
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Name (Typed) 
Ray enfr Mowiq _ ____ 	 Jonat 

Signature / 

Date 
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ABSTRACT 

H. Evaluation Abstract (Do not exceed the space provlded) 

This is the second evaluation of the cross-border rural works activities (mainly minor irrigation and tertiary road 

improvement) of the Agricultural and Rural Rehabilitation (ARR) project implemented by Volunteers in Technical 

Mainly for purposes of comparison similar activities inside Afghanistan undertaken by CARE, 
Cooperation (VITA). 

Mercy Corps International and International Rescue Committee are also evaluated. The evaluation is based on a review
 

of project documents and interviews since the team was not able to travel inside Afghanistan. The major findings are:
 

- VITA enjoys good relations in a politically difficult environment. Its widespread activities are effective and 

Staff are technically competent.appreciated. 

- The single-purpose of nature of VITA's interventions provide little scope for continuing involvement with 

This is contrasted with CARE's more diversified involvement in fewer localities. 
beneficiary communities. 

- VITA's narrow infrastructure focus doesn't lend itself to analysis of program impact, which can only be 

determined with reference to improvements in agricultural production and marketing. 

- Monitoring of technical implementation is satisfactory, but staff of VITA are not trained to evaluate impact. 

There is need in all four PVOs for better training of monitors. 

- Coordination of PVO operational activities is almost non-existent, and USAID supervision of the various PVO 

programs is highly compartmentalized. 
VITA 

- Afghan PVOs represent an important resource to be used in future rehabilitation inside Afghanistan. 

should establish a collaborative relationship with Afghan PVOs to acquire agricultural competence and also 

to attract outside funding. 

COSTS 

I. 	Evaluation Costs 
Contract Number OR Contract Cost OR 

1. Evaluation Team 
TDY Cost Source of Funds 

Name Affiliation 	 TDY Person Days (U.S. s) 

Chemonics
Frederic C. Thomas 
 1 1PDC-5517-I-
Chemonics 11-0103-00 86,778 306-0200Helen A. Cruz 

3Chemonics
Radun S. Laban 


(all grantees)3. BorrowerlGrantee Professional 
2. MissionlOffce Professional Staff 

Person-Days (Estimate) 12 	 Staff Person-Days (Estimate) 41 
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A.I.D. EVALUATION SUMMARY - PART il 

S U M M A 11Y 

J. 	Summary of Evaluation Findings, Conclusions and Recommendations (Try not to exceed the three (3) pages provided)
 

Address the following Items:
 
* Purpose of evaluation and methodology used 	 * Principal re ,ommendations 

* Purpose of activity(les) evaluated e Lessons learned
 

e Findings and conclusions (relate to questions)
 

Mission or Office: Date This Summary Prepared: Title And Date Of Full Evaluation Report: 

Afghanistan: Agriculture Rural
O/AID/Rep --	 March 18, 1992 

1
Rehabilitation Evaluation, December 12, 19
(Afghanistan) 	 I
 

The purpose of this evaluation was twofold: First, to provide a comprehensive evaluation of the Agricultural 

and Rural Rehabilitation sub-project that Volunteers in Technical Assistance (VITA) has been implementing 

under the Agricultural Sector Support Project (ASSP); and second, to review the progress and performance 

of each of l.heother rural rehabilitation programs supported by the mission in terms of their discrete
 

objectives. The evaluation was also to compare different approaches taken, problems faced, and
 

accomplishment of each activity, indicating the lessons learned; and provide AID with a series of
 

recommendations to improve the effectiveness of each presently supported activity.
 

The activities that were evaluated are several programs designed to rehabilitate agriculture-related 

infrastructure, e.g. small scale irrigation systems, farm to market roads, small bridges. 

The evaluation covers the crbss-border programs of four private voluntary organizations (PVO) supported by 
the Office of the AID Representative for Afghan Affairs. Since the mid-1980s this support has been made 
available as targets of opportunity presented themselves. VITA was among the first PVOs to establish an 
effective rural works program in liberated areas of Afghanistan. At Present the Agricultural and Rural 
Rehabilitation (ARR)/VITA project focuses strictly on the rehabilitation of infrastructure, mainly minor 
irrigation works and farm-to market roads in 16 provinces. 

Beginning more recently, CARE's activities are concentrated in two provinces next to the Pakistan border
 
which have experienced a large outflow of refugees, and a key objective of the Afghan Village Assistance
 
Program (AVAP) of CARE has been on refugee repatriation. Working within concentrated areas has
 
permitted Care a more continuous involvement with local leaders and communities.
 

MCI supports karez cleaning and the rehabilitation of small irrigation canals and drains directly linked to the 
rehabilitation of vineyards and other agricultural activities. In fact, irrigation activities are not begun until 
after other agriculture subprojects have been initiated. This integrated approacta is an attractive feature of 
the MCI program. 

The Rural Assistance Program (RAP) of the International Rescue Committee (IRC) differs from the others 
in that, rather than implementing projects, it funds the activities of PVO sub-grantees. Consequently, special 
attention is given to improving the quality of programming, implementation, monitoring and evaluation of 
impact.
 

Unable the travel inside Afghanistan, the evaluation team relied on project documents and interviews with 
PVO staff and others to determine the effectiveness of these programs. Much attention was given to what is 
realistically possible and the processes that have been developed to work under abnormal conditions. 
particular emphasis was given to VITA in accordance with the team's terms of reference. The principal
 
findings include the following-


VITA's strengths lie in the political sensitivity and judgement of its Afghan leadership and 
widespread network of relations. Staff are technically competent, even overqualified for the level of 
engineering that is usually require. Project identification, approval and implementation procedures 
were felt to be appropriate under the conditions. 

AID 1330-5 (10-87) Page 3 



S U M M A R Y (Continued) 

While monitoring of technical implementation is good, VITA staff are insufficiently trained to 
evaluate impact. They lack baseline data and training in data collection and analysis. Moreover, 

VITA's narrow infrastructure focus doesn't lend itself to analysis of impact, which can only be 
determined with reference in changes in agricultural production, marketing, etc. 

The single-purpose, scattered nature of VITA's interventions offer little opportunity for continuing 

relations with village leaders. On the other hand, CARE has an advantage in working in a more 
CARE is able toconcentrated area. With an agricultural component in addition to rural works. 

elicit more active village participation and provides useful training in operational requirement. With 

its focus on refugee repatriation and reestablishing farming activities, CARE has attempted to 
determine program impact. 

MCI, like VITA has established specific self-help contributions, usually in labor, expected from local 

communities. With support from UNDP and other sources in addition to USAID, as well as food 

aid from WFP, MCI can operate with more flexibility than VITA in responding to priorities of 

particular communities. 

IRC/RAP is of particular interest for the guidance and training it provides to its sub-grantees, 
particularly Afghan PVOs. RAP training of monitors and local Afghan leaders suggest how 
collaboration could greatly benefit the other PVOs, all of which lack staff capability to collect and 

analyze baseline data and conduct post-project evaluations of impact. 

Informal feedback from influential people inside Afghanistan is probably as important as any formal 

monitoring system, USAID monitoring for verification purposes should be kept entirely separate 

from PVO monitoring systems for operational purposes. 

PVO coordination of operational activities at the field level is almost non-existent. While there is 

little USAID can do by itself to correct this situation, it should hold regular meetings of USAID
funded PVOs and contractors engaged in trans-border programs. 

Afghan PVOs represent an important resource, especially in rehabilitating interior regions of 
Afghanistan which have been relatively neglected so far. USAID should make arrangements to fund 
their project identification and formulation costs. 

VITA operates under restrictions which do not apply to other O/AID/Rep-funded PVOs, which are 
probably a holdover from the days when VITA was an O/AID/Rep contractor. VITA's 
cooperatiave agreement should be allowed more latitude with regard to the type of projects it 
implements, its staffing, and the support it can draw on from other sources, induding WFP food aid. 
VITA should consider establishing a collaborative relationship with an Afghan PVO to provide the 
complementary agricultural component that is presently lacking. With enhanced competence in rural 
rehabilitation, the Afghan PVO would have the standing to warrant support from multilateral and 
bilateral donors who would be unwilling to provide funding to VITA alone. 

USAID should consider re-linking the Agricultural Development and Training (ADT) staff (under 
the Private Sector Agribusiness component of the Agricultural Sector Support Project) with VITA's 
engineering staff in order to provide the essential grass-roots agricultural dimension. 

Involvement in larger-scale, more complex projects should not be allowed to divert VITA from 
participatory, appropriate technologies involving a high level of cost sharing, for this iswhat VITA 
does best. 

Lessons 	learned 

1. 	 An effort should be made to establish a country-wide set of construction standards for public works 
infrastructure projects to assure uniform quality, ease future maintenance, and to facilitate inspection 
by a future government public works agency. 
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ATTACH M ENTS 

K. Attachments (List attachments submitted with this Evaluation Summary; always attach copy of full evaluation report, even if one was submitted 

earlier: attach studies, surveys, etc., from on-oolno" evaluation, If relevant to the evaluation report.) 

N/A
 

COMMENTS 

L. Comments By Mission, AID/W Office and BorrowerlGrantee On Full Report 

The mission was pleased with the results of the evaluation and generally concurs with the findings cited in 
the report. The mission was primarily interested in evaluating the performance of the grantee, VITA, in the 
Agricultural and Rural Rehabilitation sub-project of Agricultural Sector Support Project. 

A number of other organizations funded by the mission (CARE, MCI, IRC/RAP) are also engaged in rural 
rehabilitation work. The mission was pleased that the evaluation could review these other organizations and 
offer comparisons in terms of efficiency, limitations and advantages for each of them. 

It should be noted that there are severe difficulties in conducting evaluations of projects inside Afghanistan. 
US. personnel are not permitted to enter Afghan territory. In addition, there are major difficulties in 
communication, travel and data collection inside Afghanistan caused by the continuing hostilities, that limit 
the ability of any activity to be closely monitored or evaluated. The evaluation team was effective in making 
use of the available resources under these constraints. 
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G U M M A R Y (Continued) 

2. 	 Engineering/Construction organizations need to establish better management programs including 
scheduling, cash flow planning, materials acquisitions scheduling, etc. Existing organizations seem to 
be well versed in construction technology but are lacking in a management and control element that 
would allow them to function with greater efficiency. 

3. 	 Coordination between project organizations at both the field and headquarters level is non-existent. 
Coordination by USAID projects should be encouraged to facilitate follow up activities in 
agriculture, health, education etc. Project activity site selection should involve input and 
participation from other projects in other sectors. 

4. 	 The rural rehabilitation organizations are not able to evaluate the impact of these projects due to 

the exclusive focus on engineering & construction received. Monitoring staff have received little if 

any training. Data collection forms are not well designed. Monitoring staff rarely have access to 
project transport. 
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