








Opportunity - The high level of interest in
WEP today — what it is, its achievements, its
developmental value, how it is addressing
challenges, what we have learnt, its impact -
by DACAAR senior staff, regional management
and Board members, reflects a positive change
over the years. WEP is being perceived with
more strategic interest by the Organisation,
with intent to build on its successes and
addressits shortcomings. These developments
have been further influenced by the stellar
work done over the past few years in rolling
out a gender policy and strategies; raising
awareness through mainstreamed gender

®

Challenge - DACAAR 2009-2012 (strategic)
Programme Framework

Relevant activities in DACAAR's strategic plan
that have not yet fully benefitted WEP include
the need to further upgrade WEP M&E
systems and staff management capacities,
prioritise WEP staff for best practice and
training methods capacity building, and
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training; and providing tools to programmers
to enhance gender sensitive programming.
Momentum on gender mainstreaming needs
continuous reinforcement and support, for
which the new AGD&WE?*® Adviser, when
recruited, will help maintain. S(he) will also be
a valuable resource to guide WEP’s strategic
development, mentor the WEP Manager and
ensure the required organisational support is
being provided. Such organisational supports
present an opportunity to advance many of
the recommendations contained in this WRC
assessment.

increase WEP’s access to organisational
services and resources. There is dual need to
strengthen managers’ understanding of WEP,
particularly at Kabul level, through topical,
regular briefings that engage WEP field
staff and through doing so, give increased
recognition to the programme’s added value.

26 AGD& WE refers to the Age, Gender, Diversity & Women’s Empowerment Advisor currently being recruited in DACAAR.
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E. RECOMMENDATIONS

a) Expanding WEP’s scope and reach

DACAAR has played a key role to date in building
the WRC’s social mobilising capacity through
joint implementation and support. The WRC is,
therefore, in a prime position to expand its roles
as community “facilitator and coordinator” for
promoting social and economic empowerment
of its members, but equally for members of the

broader community. By extending awareness
raising and mobilising activities to the community
keeps the WRC relevant by adding value to
the community, and builds momentum in
the community for change. In this way WRC
membership and support grows.

As a Coordinator, the WRC has the potential to assume responsibility for a range of existing and new

activities.

Organise and coordinate
assessments and surveys, (vulnerability
mapping, LLHS, local economy, market
analysis, capacity building, awareness

community

raising issues, ) jointly with women/men’s
CDC where possible, so as to build capacity
and expand use of information generated,

and foster “cooperation” between men
and women’s CDCs with the hope of more
integrated decision-making e.g. deciding
vulnerability criteria for the community,
selecting people against criteria, planning
the assessments, etc

Organise & coordinate training, awareness

raising, promotional events for members
and the community

e Organise & coordinate public events, locally
and at the district level
Coordinate  inter-WRC meetings to go
beyond information sharing (currently
Faryab & Herat WRCs) to identify and
mobilise around issues of common concern,
and develop and launch advocacy strategies

e Coordinate formation, capacity building,
planning of interest groups (be they focused
on an economic or social activity), and
support their activities

As a Facilitator, the WRC’s support in the following ways could greatly facilitate women and girl’s well

being

Conflict resolution in families

Access to essential services through several
mechanisms: a) By providing information
e.g. lists of health clinics with female staff,
Organisations offering counselling services
in domestic abuse cases, legal aid services.
B) By establishing a fund to support those in

most need to arrange transport, pay medical
care, for educational materials. In some
WRCs the shop has provided shop items on
credit, or made loans to people in urgent
need which have been repaid at a later date.
C) By making contact and accompanying
members (if needed) on visits to services

e.g. medical, school management, legal.
Access to markets by assisting the WRC to
establish an internal marketing service
Perhaps more attention needs to be given
by the WRC (with DACAAR’s support) to
facilitating the enrolment of young female
literacy students in nearby schools (if
available), or if not, provide alternatives
for advancing their learning. For each girl
that does not advance to another level of
learning is dooming the next generation.
Literacy for girls and women will not only
advance their development, but also that of
their future children.

27 The GIRoA’s policy is that a private institution can provide only a 9 month literacy course in the community for which the learner receives a certificate, but after this she
must join a school to continue to advance her learning.
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If DACAAR is to expand its social empowerment
approach, it needs to better understand the
context at both household, community and
area levels, understand and target vulnerability
better, and generate information for baselining.
This will require more structured studies and
assessments to be conducted in the geographic
areas DACAAR is working or intends to work
prior to, and during, the establishment of a WRC,
association or interest group. Relevant tools
and methods include PRA (participatory rural
appraisal) approaches, vulnerability mapping and
targeting, gender analysis, stakeholder analysis,
household livelihood security assessment,
market analysis and local economies assessment.
There is need for WRCs, DACAAR staff and CDC
members (men/women) to build capacities to
jointly undertake these assessments. Equipping
both men and women CDCs with some of these
capacities may enable more formal cooperation
and bridge building between these decision-
making groups.

DACAAR has an opportunity to expand reach in
areas where it is less conducive to (immediately)
establish a WRC. Extensive experience with PAs,
women'’s groups and interest groups provides a
pool of experience for setting up such groups to
focus on a single activity or social interest area.
Although this group should still have the dual
role of social and economic empowerment®
and target the vulnerable, the support required
would be less complex and more focused. The
group would work under the umbrella of the
women’s CDCs. DACAAR would employ its social
mobilisation approach to prepare the community,
Organise the group, build its technical and
management capacity, and socially empower its
members through the standard group operations
and core trainings. Technical expertise would be
provided to support the group in undertaking
an economic activity, or pursue a specific social
or political empowerment activity. Possible
examples include: life skills capacity building,
advocacy responsive to community identified
women’s issues e.g. inheritance & property
rights, women’s access to justice, domestic
violence, marriage costs, delayed marriage,
girls education, capacity building of women CDC
members, integrated village and district CDCs.

To strengthen targeting of vulnerable community
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members, four steps could be considered:

1. The criteria for vulnerability may not be the
same in all areas. HHLS assessments can be
used to identify from the wealth ranking
and other information location specific
vulnerability criteria.

2. Vulnerability mapping can be done by
applying these criteria across the cluster of
villages to identify who is most vulnerable.

3. Engage women and men’s CDCs together
with WRC members to lend credibility to the
process and promote cooperation.

4. DACAAR staff involve themselves at each
step of the beneficiary selection process to
monitor and support the WRC to become
comfortable with the targeting process, and
explain it convincingly to their members.

b) Building Opportunities for Increased
Decision-Making

For women to increase their “political
empowerment” at community and broader
levels, and to engage in public and decision-
making fora, requires more acceptance by
their men folk, and access to these fora.
This requires an incremental approach
that focuses first on enhancing men’s
awareness of the benefits of women’s
increased engagement. Co-opting influential
community leaders and male relatives in
this regard, while increasing women’s own
awareness of their rights and civic responsibilities
to engage, are ways to build a common
understanding. Engaging men in WRC activities
of benefit to the community is another step to
build a more formal platform of “cooperation”
and opening CDCs to more integrated (men
and women) decision-making. The WRCs could
build women CDC representatives’ capacities in
leadership, strategising and negotiation so as to
increase their effectiveness when participating
in public planning fora. The formation of
constructive advocacy and lobbying groups
is another approach. These strategies all aim
at enabling women to engage and influence
community development decisions from a
woman’s perspective as a basic civic right under
Afghanistan’s constitution.

28 The WRC has effectively enabled rural women members to broaden their social skills and improve their social status. This in turn enhances their ability to effectively
engage in economic activities. Equally, without increased economic engagement, women’s social status is unlikely to advance. Both need to be supported and both should
remain strategic aims of DACAAR’s WEP.
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c) Increasing Economic Returns

To address the rather slow rate at which WRCs
are able to increase the economic returns of their
IGPs, it is recommended to increase the rigour of
economic and market analysis during economic
activity identification and planning, and broaden
the strategies by which economic activities are
undertaken. These should be framed by a longer
-term goal that enhances women’s economic
empowerment as well as generates increased
income for the WRC.

There are innumerable market related challenges
and dynamics, that if not well understood can
result in selecting 1GAs that much time and effort
are invested implementing only to be suddenly
undermined by unforeseen changes in market
conditions. This we have already seen in some
WRCs. Some, not all, of these factors may be
more predictable than others, and it is these
that a rigorous market analysis tries to identify.
A two-step process, undertaken with DACAAR’s
technical support, is recommended for selection
of all economic activities and strategy options
(described below) to enhance understanding of
local area economies and their markets. In-depth
market analysis will help to inform strategies for
building greater linkages to different types of
market outlets®.

Once market analysis has helped the WRC to
select IGPs from a “market” perspective, there
is then need to assess the IGA from a technical
perspective. This must also be done by qualified
individuals. The above two steps will help the
WRC develop an informed business plan (BP)
and select the most appropriate strategies for
achieving the longer-term goal. Three strategies
(seeinsert), using modalities DACAAR already has
proven experience with, are recommended as
options. Three are additional to Option A which
is currently being successfully employed by the
WRCs and focused on small IGAs for individual
women (food security package, revolving loans,
etc). Combining any or all of these options, as
has been done in Herat saffron production and
medicinal distillation, is yet another option (see
Annex #5). These strategy options are not new,
and experience has already been gained on a
small scale in some WRCs. The business plan
needs to be minimally reviewed annually by the

WRC MC, examining progress against the plan,
and adjusted as needed. The BP must be a living
document and not relegated to the shelf.

Strategy Options

Option A - As entry point continue small
individual IGA (learning, skills/assets building)

Option B - Move beyond a focus on individual
women to collectives (PAs) for increased

production & quality

Option C - Slowly expand women'’s role in key
steps of an economic activity’s value chain for
control over production & marketing

Option D - Establish women Marketing, Buying
Associations to capture increased market share

d) Strengthening Capacities (Staff, M&E, WRCs)

The quantity and diversity of WEP female staff
will need to be increased to support WEP’s
expanded social agenda and strengthened WRC
economic empowerment strategies. As priority,
it is recommended a female technical team of
1 agronomist/1 livestock expert be recruited to
complement the hiring of 1 SSED expert® to support
WEP activities across the regions. Numbers of staff
need rationalisation across the regions given over-
burdening in some areas and the planned increase
in scope of activities these WEP field teams will need
to implement and facilitate in future.

In support of overhauling and strengthening WEP’s
MIS systems, a database expert is needed. The
support of DACAAR’s M&E unit will be required to
advise, conduct training, and guide the development
of an overall M&E framework linked to an overall
WEP programme framework that is awaiting
finalisation. Systematic and regular monitoring at all
levels will provide learning to be used for programme
strategy adjustments and dissemination internally
and externally.

The development of an overall WEP capacity
building strategy will give priority and focus to the
areas needing strengthening, and reinforce those
already effectively employed. Further engendering
the WEP approach by targeting more men in the
community for increased awareness raising and
expanding training opportunities (IGA, assessments,
ToT, teaching methods) through the men’s CDCs,

2% Examples include: women’s markets —to NGOs organising marketing and production related events — to chambers of commerce - to other producers and buyers - to
donors who support market or product exhibitions, etc.

30 A male is recommended for this position who can work closely with the female WEP team largely because this position needs to undertake good market analysis in
markets which are dominated by men. Women may encounter greater difficulty conducting such assessments.
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may further build bridges and strengthen
cooperation between men and women community
leadership. It may also meet greater interests of
men thus reinforcing the WRC’s added value to the
community. Strengthening WEP staff capacities
in various assessment tools® ; project cycle
management (PCM) steps (proposal writing, M&E
and report writing); use of the OCI tool (or similar
organisational capacity assessment tool); external
linkage areas (advocacy, public relations, fundraising
and coordination); best practices development;
new training methods including ToT and technical
areas (agronomy, livestock, environment). These
capacities are essential to support the WRCs
to develop or strengthen capacities in these
same areas. Links to current research or studies
highlighting innovations and new learning regarding
women’s empowerment is important to keep staff
updated.

Empowering WRCs to assume some of DACAAR's
key functions is key for their sustainability and
relevance to members. To date, a large part of
the technical capacity to implement social and
economic empowerment activities has been
dependent on DACAAR’s trainers and facilitation.
WRCs acknowledge that they have just begun to
build this technical capacity, but need DACAAR's
support to accelerate the establishment of a WRC
Training of Trainers (ToT) capacity for core training.
The menu of core training should be developed
based on training that has been most effective to
date in advancing women’s empowerment. This
menu will be delivered to new WRC members, and
refresher or advanced training provided to existing
members. Training a pool of MC and WRC members
to become competent “Master Trainers” for their
WRCis a priority.

Encouraging WRC members to assume
responsibility to share their learning with a
specified number of other members has been
successfully employed with hygiene messages,
but could be introduced as a requirement of all
members who attend WRC sponsored training/
awareness raising activities. This would indirectly
expand the reach of these WRC sessions and
courses to other members, but also non-members.
By non-members indirectly benefitting from this
knowledge transfer may increase the adoption or
application of this new knowledge, and possibly
increase their interestin becoming a WRC member.
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WRC Core Training Modules

Safe motherhood

Basic child health & diarrheal control
Hygiene and safe water

Nutrition

CMST

Business Planning, book-keeping,
procurement, market analysis, etc
package

PRA methods and tools

Social Organising

Gender & Human Rights

Conflict Resolution

Literacy

Interactive teaching methods

ToT skills

Leadership

e) Strengthening Linkages — GIRoA, NGOs, others

Strengthening the WRC’s linkages with key
stakeholders is of paramount importance for their
viability and effectiveness. The WRC'’s profile,
and the opportunities it presents for women’s
empowerment, needs to be known by a maximum
set of eternal actors for funding, technical support,
advocacy, coordination and networking purposes.

e By GIRoA to link, support, fund

e By district CDCs as above and to influence
district decision-making and planning (CDPs)

e By other NGOs, UN & donor agencies, CSOs
to link, support, fund, network, advocate, etc

Simple strategies in these areas, that can be used
by WRCs as a step-by-step guide, could help them
establish these external linkages early on. Analysis
of “what is needed, to achieve what purpose,
using which activities” to develop an overall WEP
strategy will help strengthen this approach.

f) Funding & Management Support
WEP funding should seek a minimum 3

and preferably 5 years to enable social and
economic empowerment strategies to have

the increased impact they could from this
assessment’s recommendations. WEP  staff
must engage in proposal preparation so

that any future proposals are based on
the overall WEP programme framework.

31 These tools should include: economic and market analysis, household livelihood security, vulnerability mapping, gender and stakeholder analysis.
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Accelerating staff capacity building, particularly
the WEP Programme Manager in project
cycle management, and engaging the team to
represent DACAAR in national and global fora,
will help promote and contribute DACAAR’s
valuable experience to that of others working on
women’s empowerment in Afghanistan. But this
must also start at home. DACAAR management
staff’s understanding of WEP and its pivotal role
in DACAAR’s programme strategy, can be further
built through a WEP “learning series” of topical
presentations/discussions that engage WEP
staff and senior managers in regular exchanges.
Such briefings will also give recognition to WEP’s
valuable work and provide a “practice ground” for
making presentations to more formal audiences.
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F. CONCLUSION

The WRC model of DACAAR’s Women’s
Empowerment component of its Programme
(WEP) has proved to be an effective approach for
ruralwomentoattaingreatersocialempowerment
and the means for stronger economic
engagement. These in turn have provided the
leverage for “increased participation in family,
community and societal decision-making”. Key to
these changes has been the confidence and sense
of self-worth women have gained through active
engagement in the WRC’s activities. Women'’s
new found knowledge and additional income
has brought very tangible benefits to women and

their families including increased respect. The
opportunity for further innovation in DACAAR’s
WEP strategy is considerable. The social and
human capital foundation WRCs have fostered
can be taken to the next level of “collective
mobilisation” around issues of importance to
women in their communities. The WRC is, in
essence, a foundation or springboard to set in
motion other mechanisms to promote women'’s
social, economic and political empowerment.
DACAAR'’s role will be to convince others of the
value of coordinated and collective support for
such initiatives.
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Annexes attached to this report:

Sorfa gul’s story

Strategy option c, value chain examples

WRC proposed exit strategy

Market linkages

WRC'’s current & future use of economic strategy options
WEP synergies with DACAAR’s organisational competencies
Case stories

Reference materials

1.
2.
3.
4.
5.
6.
7.
8.

Additional annexes available on request:
WRC assessment approach
WRC selection for the assessment
Assessment participants
Draft WEP programme framework
WRC & WEP organigram
Organisational capacity index (OCI) scores of WRCs
OClI tool description
Analysis of WRC business plans
OCI maturity descriptions
OCl assessment guide
WRC activities and IGA income overview
WEP monitoring & evaluation challenges
Training recommendations
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ANNEX

One Small Step — One Giant Leap!
Sorfa Gul

Sorfa Gul has been a member of the Robat Sangi
WRC in Herat province for many years now.
She finds it hard to believe that just 5 years ago
women barely ventured outside their homes or
engaged in activities in her village other than their
routine household ones . Women participating in
activities outside the family home was considered
by their men as shameful and not in keeping with
the traditions surrounding respect for women.
Attending a literacy course was unthinkable
back then, although secretly Sorfa Gul dreamed
of going to school and learning. But this all
changed with the coming of the WRC to Robat
Sangi! And our men, after much discussion in
the village Community Development Committee
(CDC) decided to give their full support to its
establishment. My prayers, and those of many
other women, were answered.

When the WRC started its activities, there were
many of us who wanted to take literacy classes.
This was one of the many training activities the
WRC conducted, and | was fortunate to be chosen
for it. We were so excited! | was able to follow
my classes up to grade 3, and thanks be to God,
| was then able to join the village girl’s school. |
studied hard and made good grades up to grade
7. But this was as far as our school could go. There
were no female teachers for us to continue with
high school. And we were also experiencing a
shortage of teachers in my primary school. This is
how | became a teacher. Because of this shortage,
and due to my good performance in school, | was
recommended to teach at my school.

And now | not only teach but work part-time
for the WRC as their cashier. See how far my
1%t literacy course has taken me! My 3,500 Afs
(570) monthly income makes a big difference
in my family situation. And now we women in
the village sit together outside our homes in the
sanctity of the WRC, and discuss what training
and economic support we will organise next to
benefit the many other members of Robat Sangi
WRC. | have gained not only a skill (literacy) that
has changed my life, but also gained a profession
and the self-confidence that will never leave me.

Sorfa Gul is but one of 5,500 girls and young
women who have graduated from the 232 literacy
courses conducted across 32 WRCs since 2006.
Others such as Fauzia from Banafshak WRCin Obe
district, became a shopkeeper at her WRC after
she successfully completed her literacy course,
earning 1,000 Afs ($20) per month. She was
fortunate to also receive a sewing machine loan
from the WRC enabling her to start a tailoring
class in her home from which she generates even
greater income.

For others who have gained some literacy, this
means being able to pass knowledge on health
issues to protect their children, being able to read
prescriptions and labels on medicines. It means
being able to help their young children in their
early studies. It means being able to read signs on
the streets, in shops, prices in the markets, and
write down messages on the phone. It means
being able to read simple writings and know what
the newspaper headlines say. It opens up all new
facets of everyday life we so take for granted.
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ANNEX

INCREASING ECONOMIC RETURNS FOR WRCs OR
INDIVIDUAL WOMEN

Strategy Option #C — Increasing Women’s Role in the Value Chain

The relatively slow progress of WRCs in generating
new capital large enough to expand and multiply
economic and social benefits to an increased
membership, and generate bigger economic
returns, necessitates exploring other strategies
to meet these aims.

One option is, based on good market analysis,
to select IGAs that are agriculturally or livestock
focused that expand women'’s role in all steps of
the value chain of a particular production activity,
thus giving them eventual control of the entire
process. Two examples of this strategy are already
underway in 2 WRCs — 1) saffron production
through a woman’s saffron association linked
to Roshnan WRC in Ghoryan district, and 2) a
medicinal distillation project linked to Barnabad
WRC, also in Ghoryan district.

In saffron, women are generally engaged in the
picking and processing end of the production
chain while the men do the land preparation,
cultivation and marketing. In the women’s
Saffron Producers’ Association (PA), the women
have been newly trained in the actual cultivation
of saffron, relying on their men to continue to do
the land preparation. At the same time, they have
been trained on how to improve the processing
of the saffron to produce higher quality. This
has involved the provision of equipment which
the women have shared access to through their
association. The 2" step will be strengthening the
marketing linkages, particularly given the timely
launching of the AWSA (Afghanistan Women’s
Saffron Association) which will provide technical
support, market outlets and a buying and selling
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service for women saffron producers. The 3™step
will be increasing production at this higher quality
enabling the women'’s saffron products to capture
a larger share of the internal and external saffron
market. This generates large income returns to
individual women producers while strengthening
the association and its support to the WRC to
support other associations to mobilise and form.

The medicinal distillation project at Barnabad
WRC follows a similar strategy. It has 3 stages
in production: producing the plants or buying
them, processing and marketing the product. The
aim is for women to eventually do all 3 stages.
Assessments have focused on determining what,
how, when etc for undertaking these 3 stages.
Currently, women in the WRC are involved in
processing and marketing the distilled product
locally, as well as in Herat city, for a mark-up price.
The next step will be for them to engage in setting
up a buyers’ association to channel a maximum
amount of these herbs to their processing centre
to get a better price and expand their processing.
Once this is mastered, the final stage will be for
the women to engage in the actual growing and
production of the plants. This would complete the
value chain and give the women control of each
step in the production process of this product.

If in future we analyse and design new income
generating projects (IGPs) with a similar aim and
strategy, we could greatly expand the scope and
reach of IGPs in supporting WRCs and individual
women to advance their social and economic
empowerment.
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ANNEX

PROPOSED DACAAR EXIT STRATEGY FOR WRCs

In order to provide an objective guideline to assist
DACAAR to know when to phase out support to
WRCs, a recommended set of criteria against
which decisions can be taken is provided below.
The criteria fall into two categories:

a. Criteria related to an organisational
development maturity level of the WRC
based on the six management competencies
discussed in the report, and

b. Criteria related to the financial health of the
WRC.

The specific description of each criterion defining
the levels of “(E) Developing” and “(F) Expanding”

maturity levels are provided in Annex #11. These
will need further discussion and adaptation by
the WRCs and WEP staff to finalise them, as will
the participatory assessment tool to undertake
these capacity assessment exercises (see Annex
#12).

The proposed timeframe for DACAAR’s support
is four years broken into two phases of 2 years
each, with a 5" year to monitor further evolution
of the WRC. This would require funding to be
secured for a minimum of 3 years and preferably
the full 4 years. The 5 year should be a DACAAR
M&E unit function with support from WEP.

“ Categories & Criteria Steps to be Taken

Organisational Maturity Level

1  Strategic Direction: The CBOs vision, mission
goals and time frame of their planning and

activities
e Mission/Goal
e Long-term, strategic planning

Note — the Annexes referenced below

can be found in the WRC full assessment

report.

1. Refer to Annex #9 for the OCI
description, Annex #11 for the OCI
scorecard maturity level descriptions,

2 Structure & Governance: The CBO’s status in
terms of registration/ legal benefits, governance
/ oversight structure, management and the
degree and nature of participation of its
constituency
e Legal status
e Governance/oversight structure
e Management
e Constituency participation

3  Internal Systems: The nature of operations for
human resources, operations, communication,
financial policies/ procedures and documenta-
tion
e Human Resources
e QOperations
e Communication
e Financial policies, procedures, documenta-

tion
4 Finance: The ability and degree of financial

management and planning and the viability of
the Organisation to support itself

¢ Financial management, planning

e Financial viability

and Annex #12 for the OCI
assessment tool.

2. There is need to further adapt the
guestions in the assessment tool, and
the indicators in the maturity level
descriptions to better reflect WRC
realities & capacities. This should be
done through a meeting with select
WRCs and WEP staff.

3. It will be important to consult WRCs
at different levels of development/
maturity when fine tuning these OCI
indicators and questions.

4. The maturity level recommended for
phasing out of DACAAR’s financial
support (2 years or less) should
reach level E “Developing” (see
Annex #11 blue highlighted column).
If the WRC has only reached level D
“Foundational”, then a specific plan
to fast-track strengthening the WRC'’s
capacity to reach level E within one
additional year should be developed.
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5  Technical Capacity: The ability of the CBO to 5. The maturity level recommended
develop and implement projects, the degree of for DACAAR’s final exit after an
technical expertise gained and the impact of the additional 2 years of DACAAR
CBOs activities. technical capacity, strategy and
* Project development linkages support should be F
e Technical expertise “Expanding” (see Annex #11
e Impact purple highlighted column).

6  External Relations & Advocacy: The activities 6. DACAAR should maintain a
and efforts of CBOs in their coordination and monitoring role during a 5% year
collaborations with other CBOs, Government, & to observe if the WRC continues
their efforts to advocate for their constituency to evolve to higher maturity levels
e Public relations of i.e. G “Consolidating” and H
e Relationships with other CBOs “Sustaining”.

e Government relationships 7. Seethe Annex #11 for definitions
e Advocacy of each of these other maturity
levels.
Financial Health Indicators
1 Additional financial criteria could include: 1. Adapt the financial viability
1. Ability to cover running costs questions and indicators for OClI
2. Maintain at any one time a reserve or savings of #4.2 (financial viability)
10% of total WRC budget 2. The level recommended for

3. WRC has capacity to prepare financial budgets phasing out of DACAAR’s financial
for activities, source information, prepare support (2 years or less) should
cash-flow projections, prepare market financial reach level E “Developing”. If
forecasts, the WRC has only reached level

4. WRC has capacity to extract information from D “Foundational”, then a specific
books to prepare regular reviews to assess plan to fast-track strengthening
financial health of project and WRC the WRC's capacity to reach level E

5. Checks and balances are in place to minimise within one additional year should
fraud risks and meet donor requirements for be developed.
financial accountability. Relates to procurement, 3. The level recommended for
financial transactions, approvals, cash handling. termination of an additional

2 years of DACAAR technical

capacity, strategy and linkages

support should be F “Expanding”.
4. DACAAR should maintain a

monitoring role during a 5%

year to observe if the WRC

continues to evolve to higher

financial competency levels of

i.e. G “Consolidating” and H

“Sustaining”.
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BUILDING MARKET LINKAGES

WEP has invested much time and energy
implementing a range of initiatives to foster
external linkages. Some have shown good
results, and others less so. In Herat the WEP
team has devoted considerable effort to
building market linkages at all levels through
the following initiatives:

Established a women’s economic
empowerment coordination network
(MOoWA/NGO) that meets regularly
(effective),

As a result of this coordination, established
a separate women’s market space (buying
and selling) in a newly built four-storey
building, in which a provincial WRC market
outlet/store has been set up, (effective but
needs strategic expansion)

Continuously surveying and identifying
contractors/stores, jointly with the WRCs,
who are willing to sell WRC products
particularly embroidery, carpets, saffron,
distilled medicinal product, (effective but
WRC needs to increasingly manage)
Building a network of buyers for saffron,
both regionally and internationally, through
the recently established (2010) “Afghan
Women’s Saffron Association” (AWSA).
DACAAR has played a key advisory and
support role to this private initiative, (likely
to be very effective)

Annual conferences held from 2007 to 2010
to link saffron PAs with key stakeholders. The
2010 women’s conference added emphasis
on women’s empowerment activities,
challenges, and progress conducted in more
of a workshop style. (effective if part of a
strategy & if linked to follow-on actions)
Workshops & Forums with similar purposes
to conferences but with more intensive
group work and recommendations

emerging. In 2011 a Marketing workshop
was held in Herat engaging donors, GIRoA
and Associations from the district levels.
In 2010 a Forum was also held in Herat to
link women saffron associations with key
stakeholders with the aim to foster direct
funding links between the two. (effective if
part of a strategy and fulfilling a specific
purpose)

Round-tables were experimented with for
which experienced resource persons were
assembled for the WRCs to discuss progress
and challenges they face and seek advice
from. The discussions would help establish
future linkages between these actors.
Although good in theory, this mechanism
was reported as less effective due to a
number of reasons®?. Two such round-tables
were conducted in Faryab and one in Herat
in 2011. (not effective)

Market  exhibitions, particularly  for
agricultural products, to advertise and
sell WRC products and see the scope of
competition from other sellers, have
been held in all 3 regions and Kabul. These
also have been felt to be less effective
marketing mechanisms. (effective if part
of a marketing strategy. Not effective as a
single mechanism)

Establishing inter-WRC linkages through
facilitating periodic meetings of MC members.
This has been effectively done in all 3 regions
for information sharing, gaining new ideas and
problem solving. It could, however, be used
more strategically to establish PA networks,
develop advocacy positions targeting the
district or provincial authorities, derive lessons
learnt for strengthening new strategies, etc
(very effective if strategic use is made of this
network power)

32Some reasons cited for its limited effectiveness were the weak experience levels of the resource persons and limited involvement of WEP in recommending and selecting
this as a viable mechanism.
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CURRENT AND FUTURE USE OF ECONOMIC STRATEGY OPTIONS

The following is a matrix describing where the 4
strategy options listed below have already been
employed in WRCs, as well as suggestions where
they might be initiated.

Strategy Options:

Option B - to move beyond an individual economic
focus to a collective one for either increased
production and/or quality in order to secure a
higher economic return.

Option C - to incrementally expand women'’s role
(individually or collectively) in all key steps of the
value chain of a particular production activity. This
would give them eventual control of the entire
production and marketing process.

Option D - to establish women marketing or
buying associations to capture increased market
share.

Combination - of any of the above strategies

STRATEGY HERAT FARYAB
OPTION

CURRENTLY BEING IMPLEMENTED

B Combined with other strategies below

C All WRCs — Shops engage
shopkeeper in all steps of assessing,
buying, negotiation, displaying,

All WRCs — Shops engage
shopkeeper in all steps
of assessing, buying,

All WRCs — Shops engage
shopkeeper in all steps
of assessing, buying,

selling. negotiation, displaying, negotiation, displaying,
selling. selling.
D Established a central shop in Herat
public women’s market centre
through which all WRCs sell their
products (embroidery, small carpets,
crochet, candles, saffron, etc)

Combina- Sabool WRC - Milk Processing in Najaran WRC - Bead work
tion of  which 2 staff employed, all women on clothing that is sold
above in area sell milk to WRC group who to a contractor shop in

strategies use milk machines to separate and Jalalabad. Similar to Herat
B&C  produce milk by-products (krut, “do”, and Faryab approaches.

butter, yogurt, “chaka”, etc) which Unfortunately, contractor
they sell locally and in Herat. Income shop lowered his prices
to WRC. and now WRC is seeking
an alternate contractor
with DACAAR’s help.
C&D Barnabad WRC — Medicinal
Distillation, already described in
Annex #2.
B&D Carpet & Embroidery — a group WRC Andkhoy & Maimana WRCs
members employ a trainer/marketer - Carpets - Same approach
who collects, designs & orders from as in Herat but involving
a contractor shop in main bazaar 3 women who collect on
in Herat. WRC members produce behalf of 12 WRC members
at home to design and orders that producing carpets and sell on
marketer collects, takes to contractor, contract to contractor shops.
collects money, gets new orders, buys
new materials and distributes money
to individual producers.
FUTURE CONSIDERATION

B Saffron — Animal Husbandry e.g. sheep (hire grazer and pool sheep) — Machine Embroidery —
Nurseries to produce quality seeds — Wool processing — Milk processing and by-products

C Saffron (with more focus on quality processing, packaging, & marketing) — Medicinal distillation
(all steps) — Embroidery (want to get women involved in all steps of securing designs, training,
buying materials, producing bead work, marketing products) — Bead work — Thread production
(for carpets to complete the value chain steps)

D Poultry eggs — the marketing step for all of the above activities
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WEP SYNERGIES WITH DACAAR Organisational
COMPETENCIES

The figure below shows current main areas of competence in the 2013-2016 Programme
competency within DACAAR. This diagram is Framework Parametres & Process:
drawn from DACAAR's areas of organisational

e WEP is highlighted in purple. lower linkage but where a strong relationship

e Thecircles highlighted in green show areas of is needed to support monitoring and
competence WEP has drawn heavily on over evaluation, action research, knowledge
the years partnerships and the like.

e The circles highlighted in pink is an area of
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SOME CASE STORIES FROM HERAT PROVINCE

Breaking with Tradition

Gul Bibi is the elected Deputy Chairperson for the
Kariz Sabz WRC in Herat province. She is a strong
woman wanting the best for her children. For this
reason, she engaged her young son of 8 years of
age to a respectable young woman of 22 years
by name of Majawbin in the village. This was the
tradition!

It was just good luck that around that time all the
WRC Management Committee representatives, of
which she was one, were invited for a training on
gender and human rights. This was organised with

other WRC representatives. This training had
great impact on Gul Bibi, so much so that when
she returned from the training she went straight
to Majawbin’s family and asked for the marriage
agreement to be cancelled. Majawbin in particular
was extremely happy! Gul Bibi explains that she
just could not live with the feeling that she was
committing her son to a marriage that would bind
him for the rest of his life. She recognised from
the training that her son had equal right to select
his bride. She should not take away that right!

One Strong Woman & Five New Benefits

Atifa, from Ghoryan district was widowed during
the war and left with 5 children to raise — 1 son
and 4 daughters. She was determined they all
go to school. But that meant working tirelessly
at whatever jobs she could find in the village -
washing clothes, cooking bread, cooking. She was
strong, was able, and had some basic skills, but
she was never able to make enough money. It
was when her village women’s CDC put her name
forward to receive a food security package given
her vulnerable situation, that she joined the WRC.
Atifa became the proud owner of 2 sheep! She
busied herself in fattening them, caring for their
health as she had learnt through the training, and
they soon multiplied to 6! What luck! The lambs
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they could sell for a grand sum of 2,000 Afs (S40)
and the milk she converted into yogurt for both
her family’s consumption and the rest for sale.
Atifa’s skills were many which the food security
package supported to maximise the family’s
benefit. She benefitted from 40 fruit trees, seeds,
materials and training for a kitchen garden, whose
produce benefitted the family’s own consumption
of fruits and vegetables and the rest sold. But
Atifa’s ambition and energy knew no bounds.
She secured a loan from the WRC of a spaghetti
machine. Now Atifa produces noodles for sale in
her village where she is one of few providing such
services. Atifa has fulfilled her promise — and all
her children now go to school.
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A Harrowing Journey to Success

Asiaisa35-year-old widow with 3 children.Sheand
her husband were fortunate in the 10 acre of land
they owned. On this land they began cultivating
saffron with DACAAR’s help in provision of the
saffron “corms” or bulbs, some basic tools and
training to get them started. Saffron production
is a tedious affair but with good returns on
relatively low inputs. It’s economic advantage to
growers is its relative simple cultivation (usually
by men), harvesting and processing (by women),
minimal water requirements (for dryland
cropping), continuous corm multiplication and
high market value make saffron a viable income
generation activity . One gram of saffron fetches
5,000 Afs (5100). A kilo is over $1,000 locally, and
can double on the international markets. Thisisa
high return product!

One day tragedy struck Asia’s family. Her husband
was on the way to check their saffron cultivation
when he suddenly suffered a stroke. Neighbours
rushed him to the hospital but it was too late.
Asia lost her husband, but if this was not enough,
when in the hospital thieves also stole his money

and important documents related to his saffron
crop. To make matters worse, Asia’s husband was
in debt 400,000 Afs. Asia not only felt hopeless
and depressed, but she truly did not know where
to find the required income for her family to
survive, and repay their debts.

One day she was invited to a Saffron Women’s
Association meeting in the village. It was one of 2
associationsthat had recently beenestablished. As
DACAAR was seeking corms to provide to women
in the Association, Asia seized this opportunity
to inform the group that she has seeds she could
sell to them. After some discussion, the Chairlady
agreed and Asia sold her some of her corm seeds
for a total of 320,000 Afs. This enabled her to
settle her late husband’s debts. Asia joined the
Saffron Women’s Association and benefitted
from an additional 30 Kilograms of corm seeds
provided by DACAAR which when planted on
her land, yearly multiplied producing increasing
quantities of saffron. With such high returns on
such small amounts of this precious crop, Asia
managed to generate a healthy income to raise

Finding the Right Markets

Finding the right markets for “market crops”
should be the first step in selecting a viable IGA
to support farmers, be they men or women, to
produce. As women face even greater barriers
in mobility, experience, literacy and awareness,
being trained and oriented on market assessment
and negotiation is one of many capacities the
WRC'’s can introduce to women.

In Herat the Ministry of Women’s Affairs,
supported by the PRT, built a central market
for women to buy and sell at. Although largely
catering to handicrafts, the same could be set

up for agricultural products, or livestock similar
to how markets are run in other bazaars in the
provincial capitals. If products are of a competitive
quality, and women are sufficiently savvy in their
marketing skills, this could attract buyers and
provide needed “safe” outlets for women sellers
and buyers. Women’s producer associations have
a potentially significant role to play in serving as
these market bridges or linkages.

For high value products such as saffron, marketing
requires even more sophisticated modalities as
we are about to learn from this next success story.

Summary Report | 30



DACAAR WRC Assessment 2012

The Power of Strong Leadership

This is a remarkable story about leadership, a
woman leader by the name of Sima Ghoryani. A
native of Ghoryan district, Sima has, for some 18
years now, been a champion of women’s rights
through her passion for saffron. Her fascination
with saffron production was put to the test on her
family’s return from Iran when she went to work
applying and experimenting with what she knew.
Her initial production was surprisingly good.
Encouraged by this she invited other women in
the village to join her, and in 2009, the Ghoryan
Women’s Saffron Association was born with
100 members. Within a year (2010), and with
considerable material and technical support from
DACAAR, MAIL, the PRT and the women, Ghoryan
Women’s Saffron Association (GWSA) began
producing a higher quality saffron, making it an
attractive and competitive market commodity.
Not only did membership more than quadruple
to 600, but 3 other women saffron producing
associations in Pushton Zargoon district sought
out Sima’s technical and marketing support.
Seizing this opportunity, in 2010 Sima, brought the
5 existing women saffron producing associations
(3 in P.Zargoon and 2 in Ghoryan) together under
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one umbrella , which became known as “the
Afghanistan Women'’s Saffron Association”. Its
purpose is to promote quality saffron production
amongst women, and access external markets
which it does by providing technical support to
producers, finding the best saffron markets ,and
buying and selling the women’s saffron being
channelled through AWSA.

AWSA has gone from being a good idea to a serious
saffron competitor, now making linkages to
international markets, . This is benefitting not only
the village women of Ghoryan and P.Zargoon, but
is boosting Afghanistan’s image as a quality saffron
producer. As evidence, Sima has just returned
from the 15th Annual International Exhibition
held in Moscow. Although the sole woman on the
team, she returned with a signed international
contract valued at Simillion. The vision is clear.
The path is set. Sima is now taking this vision to
the next level — expansion to other provinces
in Afghanistan! And all because of one woman’s
passion, strong leadership and commitment to
women’s economic empowerment.



DACAAR WRC Assessment 2012
ANNEX e

REFERENCE MATERIALS

Anderson, Erna, “Lessons Learnt and Best Practices — (DACAAR) Rural Development Programme”,
DACAAR, September 2010

Azarbaijani-Moghaddam, Sippi, “A Study of Gender Equity through the National Solidarity Programme’s
Community Development Councils”, DACAAR: 2010

AREU (press release), Kanto,P & Pain,A, “Decline and Stagnation: Why Rural Afghans are Staying Poor”,
Kabul, November 27, 2010

AREU, “Running Out of Options: Tracing Rural Afghan Livelihoods”, Kabul, January 2011

AREU, Nazimi,B & Kanto,P, “Afghanistan Livelihood Trajectories: Evidence from Faryab”, Kabul,
September 2010

AREU, Kantor,P & Pain,A, “Rethinking Rural Poverty Reduction in Afghanistan”, Kabul, October 2011

AREU, Kantor,P & Pain,A, “Understanding & Addressing Context in Rural Afghanistan — How Villages
Differ and Why”, Kabul, December 2010

AWN, “Afghan Women’s Declaration for International Conference in Bonn”, December 2011

DACAAR, HRD, “Organisational structure organigrams — all regions & Kabul”, 2012

DACAAR, “Programme Framework Document 2009-2012”, July 2008 (October 2010 updated)

DACAAR, “Parameters & Process for Development of DACAAR’s Programme Framework 2013-2016”

DACAAR, “RDP Operational Strategy”, March 2010

DACAAR, “Saffron Operational Manual”, 2010

DACAAR, “Saffron Concept Note”

DACAAR, “Report on (EC/NSA) National Conference linking WRCs with GolRA and Civil Society”, Herat,
September 25, 2011

DACAAR, “Round Table Conference on Rural Women”, Herat, October 12, 2011

DACAAR & ENNA, “Women, Security & Economic Development in Rural Afghanistan & beyond 2014”,
April 27, 2012, conference draft agenda

Richardson, Meredith, “HR Development in DACAAR — In support of DACAAR’s Programme Framework
2009-2012 and National Staff Career Development” report, June 2009

WCLRF, “Annual narrative report, “Empowerment and Participation through WRCs”, (January-November
2011)

Wood,G, “Towards Gender Equity — The Road Ahead for DACAAR”, Kabul, December 2007

Evaluations of DACAAR programmes (WRC component)

DACAAR M&E Unit, “Impact Assessment of project Alleviating Poverty through Productivity & LLH
Enhancement”, Kabul, January 2010

GHK & TANA, “Evaluation of the Danish Region of Origin (Rol) Support to Afghanistan — 2nd Draft
Report”, Ministry of Foreign Affairs of Denmark, January 8, 2012

TADBEER, “Impact Evaluation of ICCO Projects 2004 -2010 report”, Kabul, April 2011

DACAAR Gender Mainstreaming Documents
Gender Action Plan, March 2010-February 2011
“Gender Mainstreaming in DACAAR — Status & Way Forward”, Kabul Annual Meeting, May 23-24, 2011
Gender Policy July 28, 2010
List of Gender Focal Points for RDP & WASH, October 2011
Gender Checklists for OD, WASH, RDP, October 2011
WASH Gender indicators

Summary Report | 32



DACAAR WRC Assessment 2012

DACAAR Donor Reports & Logframes

DACAAR Annual Report 2011, March 2012

World Bank, “Final Report Supporting Female Saffron Producers in Value Addition Activities in Heart
province” (February-December 2010), Herat 2010

EC, Final Report “Rehabilitating Rural Production Systems in Central Region” (September 2004-June
2009), September 2009

EC Food Security programme, Final Narrative Report “Alleviating Poverty through Productivity and
Livelihood Enhancement”, November 2008

EC/NSA, Final Report “Empowerment and Participation through WRCs” (December 2009-December
2011), March 2012

ICCO, Final Report “Rural Development Programme in Five provinces of Afghanistan” (November
2005-October 2008), December 2008

ICCO, Final Report “Explore on Project Impact, Conflict Transformation and Integrated Management
Systems” (December 2008-April 2011), July 2011

RNE, Final Report “Enhance Safe Water Supply and Food Security in Faryab province” (March
2007-March 2010), July 2010

DACAAR Proposals & Logframes

Danida, Rol, “Support to Sustainable Reintegration of Returnees, IDPs, & Vulnerable Host Communities
in Afghanistan”, (January 2012-December 2013), November 2011

EC (concept note), “Protection & Promotion of Women’s rights and Women’s social and economic
empowerment”, January 2012 (not submitted)

ICCO, “Enhancing Food Security & Livelihoods through NRM” (November 2011-October 2013), May
2011

RNE, “Enhanced Safe Water Supply & Natural Resource Protection based Rural
Development in Northern Afghanistan” (April 2010-December 2012), March 2010

DACAAR WRC reports & documents

“WRC Internal Review”, Kabul, 2009

“Position Paper — Women Resource Centres”, 2011

“Practical Guidelines for WRCs”, 2009

“List of WRCs”

“WRC Monthly progress monitoring format, Tracking sheet”

“Report on WRC Monitoring Workshop”, October 25, 2011

“Herat 13 WRCs Financial Reports” 2008-2012

“WRC Business Plans” 2006-2012

“WRC Baseline analysis reports” for Pushtonkot & Shireen Tagab WRCs (Faryab), Kalakot & Najaran
WRCs (Laghman), July & October, 2011

Summary Report | 33






