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1. Abstract

As part of the initial IFP/CRISIS response in Afgidan in 2001, the ILO supported the
Ministry of Labour and Social Affairs (MoLSA) to tadblish a pilot Employment Service Centre
(ESC) in Kabul to provide employment services t@kayers and Afghan job-seekers.

A larger project called “Expansion of Employmentnéees Centres in Kabul and nine
Provinces” was subsequently funded by the GoverbnménGermany in 2004 and was
implemented by MoLSA with the ILO as executing agemnd AGEF as the implementing
partner. The project commenced in May 2004 runttingugh until 28 February 2007.

The overall development objective was to contriliatéhe reduction of poverty and to the social

and economic development of Afghanistan by progdatcess to improved labour market

services at national and provincial level. Thejggbaimed to provide capacity building within
the MOLSA by providing training, equipment and neses to MOLSA staff in ESCs and direct
assistance to a range of unemployed jobseekers.

Its immediate objectives were:

1. to establish ESCs in Kabul and nine provinces, @adide capacity building activities that
would enable well-trained staff in these centresptovide specific advisory and labour
market services to assist employers and targetaggrof jobseekers;

2. identify employment and training opportunities aefer jobseekers to suitable employment
options, and

3. provide relevant and up-to-date advice and assistan training and self-employment
opportunities available in the local labour martiketargeted groups of jobseekers.

An independent evaluation was completed in Septe2d@7 to assess the impact and value of
the Project itself and to gather information andvdiconclusions that may be useful for future
similar projects.

Findings and Conclusions
1. The project has been successful in establishingthaank of ESCs which are now fully
operational. Very good collaboration exists witoIMSAMD and the ESC network has
been formally incorporated into the Ministry’'s stture and appears on its organogram
reporting to Manpower Department. A total of 8afsfrom the Ministry are now
working in ESCs in various roles around the country

2. The task of opening new ESCs and recruiting anditig staff to work in these offices
has been a major challenge for the project and mimted project activities during the first
two phases of the project.

3. All staff have received initial induction traininggn the job supervision and regular
follow up training. An ESC training manual is dable and other training materials
were prepared to support staff in their work atitgi

4. The project had to overcome a major cultural issdgaving ESC services accepted. The
heritage of patronage contradicts merit-based laboarket services and the ESC
network had to advocate the benefits of serviceenmindertaking promotional work
with employers. At the same time, many job seekessimed that a recommendation to
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an employer by the ESC was a sufficient requireni@fite selected for a post, just as it
was in the traditional family based system.

No Steering Committee was formed to oversight mtaj@plementation and, as a result,
the project did not benefit from potential inputerh external representatives or other
stakeholders or from the guidance and managem@mosuthat a Steering Committee
may have provided.

The absence of ‘backstopping’ support missions thadinability to organise inputs by
international experts on employment services placeduch greater onus on the CTA
and project technical staff to implement the prigetraining and work strategies without
access to other appropriate expertise envisagethdoproject. This is seen as a major
deficiency which impacted on the quality of theves being implemented.

The ESC has successfully introduced counselling infatmation services as well as
referral to vocational training courses and thimiseting a need that was not being met
previously.

In many respects, the ESC network in Afghanistaad&veloped along similar lines to a
traditional labour exchange system seen in morarssbd countries. However because
of limited resources the ESC has responded tontineediate vacancy demands coming
from a particular sector and its coverage of ofemtors remains low. On the jobseeker
side rather than registering large numbers of jekses the ESC used a screening process
and concentrated on registering jobseekers wittaicelevels of qualifications, skills or
experience that it was most likely to be able teisis The number of jobseekers from
vulnerable groups registering with the ESC remaery low.

A major justification for this project on the dendhride was the expectation that the
reconstruction program in Afghanistan would requlezrge numbers of workers

particularly in the construction sector and that BESC could play an important role in
meeting the demands for labour from these proje@tthile the pace of reconstruction

has not been as rapid as originally expected anty rother factors have also intervened,
scope exists for the ESC to selectively target mhésket more effectively and develop
collaborative arrangements or partnerships withdents to meet their recruitment and
training requirements.

Outcomes achieved by the project included an aeecddl2,000 job seekers per year
who went through a counselling, guidance or reféntarview, around 1,500 job seekers
per year who were successfully referred to trairdagrses, and around 500 job seekers
per year who were placed into jobs. In terms bfgtacements, ESC statistics show that
over the life of the project only 10% of all jobkees referred to positions were
successful in obtaining the job and only 10% ofvaltancies received by the ESC were
filled by ESC action. The ESC needs to have a nmatinger focus on measuring its
results and should more actively follow up with doyers and jobseekers to find out the
outcomes of its referrals to jobs.

. Although a wide range of activities were undertakeany ESC activities focus more on

the process rather than the outcomes. Jobseakstradion and data capture procedures
are cumbersome and the data base software althilighoperational is not user-
friendly. Individual databases are not linked mgksome tasks more time consuming



and standard reports are not automatically gereratel require considerable user
intervention to prepare.

12. ESC has developed good relationships with vocatiwaiming providers and refers many
jobseekers to courses that are available howeveastnot been so active in assisting
graduates of training courses into employment. Nioat the NSDP requires training
providers to establish placement units to helptiigénees to find work, there is an
opportunity for the ESC to develop stronger collation with NSDP and individual
training providers to offer placement assistanceotarse graduates.

13. The underlying assumption in the original projestuiment that the ESC would become
fully operational very quickly was overly optimisti In fact the project has done
remarkably well to achieve so much in the threeyed its operation. The logistics and
demands of opening a network of 10 offices anduitng and training staff for each
location should not be underestimated and in seilivas not until the third phase of the
project that it could claim to be fully operatioraid in a position to embark on further
development and improvements to its services.

14. There were many obstacles and constraints thairtiject faced along the way and key
issues listed in various progress reports included:

» The security situation in Afghanistan has not betable and has varied between
provinces.

e The project experienced some initial difficulties arranging with the Ministry for
suitable staff to be seconded to work in the ES@ there was some turnover of
staff.

» Staff working in the ESCs in such places as Kandalna Jalalabad experienced
greater restrictions in their activities, than dwit colleagues in Kabul or other
locations.

» The strength of local economies differed signifityan

» During the winter months, construction activitiesres often not possible.

* In summer the oppressive heat particularly in theattsern regions resulted in fewer
jobseekers attending the ESCs.

» Language was another challenge to achieving tfextites with the language of the
PMU being English, while that of the direct recitiewas Dari.

» While interpretation and translation were routieenponents of the project, it cannot
be claimed with complete certainty that the intehdeessages were the messages
received. This had implications for the profesalatevelopment of the ESC staff, as
well as for relationships formed with cooperatinigpistries and agencies.

» Also impacting on this project were cultural tréafits and beliefs, from notions about
the role of women in society, to perceptions ofpes with disabilities. In assisting
these two groups, the ESCs had to address londistaprejudices and biases and
become advocates for change, if Afghan women argbps with disabilities were to
avail themselves of the same opportunities as eabtbd male jobseekers.

Summary of recommendations

1. ESC should implement a ‘key clients’ strategy t@é¢h major employers, organisations and
projects likely to have major recruitment needspast of the reconstruction effort and
establish partnerships or collaboration arrangesneith them.



A stronger ‘service’ culture should be developedhwgreater focus on achieving results.
Jobseeker reception and registration proceduresldhie streamlined and better internal
procedures introduced to obtain results of refet@lacancies.

ILO should consider developing ‘best practice’ guliides for jobseeker reception, interview
and data capture which could be used when futumgeqs of this type are being
implemented.

‘Backstopping’ support missions and inputs by in&tional experts on employment services
are essential to ensure that the necessary guidexpertise and support is provided during
implementation and steps should be taken in fupuogects to ensure that these inputs are
delivered when required.

Further enhancements to the database software veayhificantly improve the usefulness
and efficiency of the database. The ILO has begalved in developing ES systems and
software in a number of different countries sucl8dad anka, Timor Leste and Banda Aceh
and drawing on that experience consideration shbealdiven to developing some generic
database design guidelines or even a software gacksat could be customised and
implemented in new situations without having toigethe system from ‘scratch’.

Now that the NSDP requires training providers ttalglish placement units to help its
trainees to find work, the ESC should develop sgesncollaboration and working
arrangements with NSDP and individual training julevs to offer placement assistance to
course graduates.

The ESC should expand its information and coumggBiervices to allow a wider range of
jobseekers including those from vulnerable groopsatin access to these services.

Summary of lessons learned

Short funding cycles can cause some uncertaimyefisas lack of continuity and planning at
certain points during a project particularly whantlier funding needs to be negotiated.
Where new offices have to be set up and capacitglibg is also required there are usually
significant lead times before the project becomaly bperational and assumptions should
not be made that proposed strategies or serviaesbeamplemented immediately at the
outset of the project.

Inability to organise inputs by international exgesn employment services can diminish the
intended impact of programs and services beingamphted and reduce the effectiveness of
staff training. Wherever possible, specialist igpghould be organised in advance and
delivered when required at key points during projeplementation.

It is important to ensure that suitably qualifiediaexperienced IT staff are used when system
software is being developed and that the functams system design requirements for any
ESC database are specified in advance and thattestéeng’ is carried out during the design
stage to maximise usefulness and relevance ofphiecation.

Use of a Steering Committee with external repredamts is an important way to ensure
more inputs come from other stakeholders and bgttetance and management support is
provided to project implementation team. Efforteowd always continue ensure that a
Steering Committee is established when implemergiogects of this nature.

Without leverage, the ESC will always face diffibess in promoting the claims of vulnerable
groups. Projects should include a component progidinancial or other incentives to
employers who recruit workers from vulnerable gsaup



2. Project Background and Logic

Following two decades of war and the removal of Tiadiban regime, the reconstruction and
rehabilitation program in Afghanistan was expedtedequire a large workforce of both skilled
and unskilled workers as well as technical andgssibnal personnel. In spite of the high level
of unemployment, preliminary assessments indictitatithere could be a significant shortage of
skilled and semi-skilled workers and many orgamsatwere offering a range of training courses
to equip workers with basic skills. Refugees framighbouring countries returned to
Afghanistan in large numbers, some to their villagat many also to the major cities, where they
looked for employment, adding to the existing nuralzd unemployed.

As part of the initial IFP/CRISIS response, theetnational Labour Organisation (ILO)
supported the Ministry of Labour and Social AffajffddoLSA) to establish a pilot Employment
Service Centre (ESC) in Kabul to provide employmservices to employers and Afghan job-
seekers. It was anticipated that the need for eynmnt services would continue to grow as
refugees returned from abroad, soldiers re-entdredabour force and the demographics of a
young population continued to produce more job sexkAt that time the Association of Experts
in the Fields of Migration and Development Co-opiers (AGEF) was implementing the
“Return to Employment in Afghanistan (REA)” progranan employment promotion initiative
funded by the Bundesministerium fiir wirtschaftlichesammenarbeit und Entwicklung (BMZ2),
through the ZAV-Zentralstelle fuer Arbeitsvermitilyy Germany. REA targeted Afghan refugees
(including internally displaced persons (IDPs), €oBorder Migrants, as well as locally
displaced) aiming to return permanently to Afghtaris AGEF agreed to provide technical
support to the pilot Employment Service Centre iabil and the ILO and AGEF signed a
Memorandum of Understanding with MOLSA to providssiatance to the pilot ESC.

A more detailed project proposal was subsequemigldped called “Expansion of Employment
Services Centres in Kabul and nine Provinces” i®30 The project was funded by the
Government of Germany in 2004 and was implememnyaddlSA with the International Labour

Organization (ILO) as executing agency and AGERhasimplementing partner. A description
of the technical services to be provided by AGEF iraplementing partner is shown in
Attachment 1. Phase 1 of the project commencédaiyn 2004 running until January 2005, with
two further 2 phases subsequently being approadihg the project through until 28 February
2007.

This project’s overall development objective wasomtribute to the reduction of poverty and to
the social and economic development of Afghanigtarproviding access to improved labour
market services at national and provincial levEhe project aimed to provide capacity building
within the MOLSA by providing training, equipmentcresources to MOLSA staff in ESCs and
direct assistance to a range of unemployed jobsgekehe initial task was to establish the ESC
network to provide labour market services to jokeeg training providers and employers and in
the process to help reduce the level of unemploynpeamote the acquisition of skills in demand
and, more broadly, combat poverty.

Its immediate objectives were:

! AGEF, the “Association of Experts in the Fielddvgration and Development Co-operation” is a non-
profit making organization formed in 1992 and hastbactive in Afghanistan since April 2002.



1. to establish ESCs in Kabul and nine provinces, @adide capacity building activities that
would enable well-trained staff in these centresptovide specific advisory and labour
market services to assist employers and targetagpgrof jobseekers;

2. identify employment and training opportunities aefer jobseekers to suitable employment
options; and

3. provide relevant and up-to-date advice and assistan training and self-employment
opportunities available in the local labour maiticetargeted groups of jobseekers.

3. Purpose, Scope and Clients of the Evaluation

3.1 Purpose

Phase 3 of the ESC Project was completed at theoérkkbruary 2007. This independent
evaluation has been undertaken to assess the impactalue of the Project itself and to gather
information and draw conclusions that may be uskfufuture similar projects or other related

purposes.

The ESC Project (Phases 1-3) was composed of g components:

» establishment of the physical infrastructure fog #mployment services in Kabul and
nine provinces, e.g., refurbishment/reconstructiboffices, provision of computers and
equipment;

» training and capacity building activities for sta#conded from participating Ministries;
and

» delivery of labour market services to job-seekeith vegard to employment, training and
self-employment opportunities.

3.2 Scope and Clients

The scope of the evaluation was to focus on theesetcomponents: provision of physical
infrastructure, capacity building activities, ahe fguantity and quality of services delivered.

The principal clients for this evaluation are thiejpct donor and the ILO Kabul, SRO Delhi, and
ILO Head Quatrters. A copy of the Terms of Refeeefur the review is shown in Attachment 2.

4. Methodology

The evaluation was undertaken during September @0874ncluded interviews and consultations
with a wide range of stakeholders including repnéstéves from Ministry of Labour, Social
Affairs, Martyrs and Disabled (MoLSAMD) ILO senior officers and specialists in Kabul,
project technical staff and a number of ESC marsagad staff. The views of external clients
were also obtained and interviews were conductddl wirange of employers, Employer and
Union organisations, training providers, internasib agencies, jobseekers using ESC and
representatives of other major projects being imgleted in related fields. Visits were also
made to the ESC in Kabul, the ESC in the MinistihRefugees and Repatriation (MORR) and
the Manpower Department in the Ministry as welbdteld visit to Mazar | Sharif to review ESC
activities in that location. A full list of contec made during the evaluation is shown in
Attachment 3 and documents and reports examinefdagsof the evaluation are shown in
Attachment 4.

2 MoLSA was recently renamed MoLSAMD after a mieigal reshuffle and will be referred to by this
acronym in the remainder of the report
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Time constraints and security restrictions did altiiw for travel by road to visit other ESC sites
but the evaluator was able to attend the monthlgting of ESC Site Managers and obtained
useful views and insights from that group.

Two key personnel involved in the project over It two years had recently left Kabul and a
new CTA had only just arrived in the week priorthe evaluation. However, it was possible to
receive inputs and comments from the previous Cy fekephone and email.

The evaluation also included a desk review of abdé project documents, reports,
implementation plans and training materials reldtethe project. Statistical tables and analyses
presented in this report have been generated fromed statistical reports provided to the
evaluator. At the end of the mission, the evalugtmvided individual briefings to Deputy
Minister Bashiri MOLSAMD, Ms Ingrid Christensen @fér in Charge, ILO Kabul and Mr Paul-
Pieter Oosterbeek, Region Director Middle East @auhtral Asia, AGEF, on the preliminary
findings and draft recommendations of the evalumatio

A particular emphasis during this evaluation hasnbe examine the project performance from
an external stakeholders’ perspectives to assesgettiormance and impact of the project more
generally including its sustainability in the lomgerm.

5. Review of Implementation

Project implementation began in May 2004 with Phasef the project. A four day Joint

Planning Workshop was held in July 2004 to prepar@verall strategy for the implementation
of the project and the setting up of Employmentvi8erCentres in various locations throughout
Afghanistan. 63 participants attended the workshofuding Department Heads, Directors and
other staff from federal and provincial Ministriaad Departments of MOLSAMD, together with
AGEF and ILO officials.

The objectives of the workshop were to familiaddlepartners and stakeholders with the aims of
project, to develop a logical framework for phasendl 2 and to establish a detailed work plan for
Phase 1 of the project. The workshop also proviledpportunity to focus on changes that had
occurred between the time the project had beegediand its implementation.

The workshop adopted a participatory approach aitknsive discussion and contributions from
the smaller group sessions. It was conducted glifinand Dari with simultaneous translation
being provided. Sessions included situationalyeasl on issues, problems and constraints facing
job seekers, employers and employment service geoviwith solutions and measures being
proposed to address these needs. A stakeholdgsianaas also carried out resulting in further
clarification of the expectations, roles and obigias of the respective project partners and other
collaborating organisations.

This workshop resulted in a detailed work plan geileveloped and confirmed for Phase 1 and
Phase 2 of the project and it provided major moomartb project implementation.

The project document provided for a Steering Conemitto be established but this did not
eventuate. The CTA advised that the Ministry tesishe concept of the Steering Committee and
it was never established largely due to the Migisthesitance to involve too many parties. As a
result, the project proceeded without the bendfaidvice and inputs from external stakeholders
and monitoring of progress was left to ILO and AG#Bject staff working in consultation with
the Ministry. In terms of ongoing management, td@hnical staff from ILO and AGEF were co-
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located in the same Project Management Office, wemeking closely together and provided
regular qualitative reporting on progress with pobjimplementation.

In 2004, ESCs were opened in Kabul, Herat, Jaldlakanduz and Mazar. An additional four
ESCs were opened in 2005 at Gardez, Kandahar, Ralteri and Jowzjan. The remaining ESC
was opened in Ghazni in 2006

The inputs, as specified in the project documeotsebich phase, have largely been provided.
However it is significant to note that proposedutspof international expertise using short
missions by a labour market research specialisenaployment services specialist and a labour
market information specialist, did not take pladetotal of five ILO backstopping missions were
listed amongst the inputs but the evaluator wassadvthat these missions had not taken place.
Two associate experts proposed for recruitmenndyshase two of the Project did not eventuate
and a consultant was contracted for six weeksangbf the Junior Technical Advisor listed for
phase three of the Project.

The ILO Chief Technical Advisor (CTA) worked on tpeoject from its inception until February
2007 and AGEF used three different specialists aatous times to work in their Technical
Advisor position although the position was unstaffer approximately 6 months during 2004-05.

All national personnel were recruited as specifiedhe Project Document. In addition, an
English language teacher, a translator, a job egqiin training officer and an IT and finance
assistant were also recruited.

This evaluation did not include a financial auditproject expenditure, however based on a
review of monthly financial reports provided by tmeplementation partner and other internal
mid-term and final project reports available togettvith observations made at the ESC offices
that were visited, it was clear that the finanaigluts had been provided as planned to construct,
furnish and maintain the main and provincial ES@s@ with their operating and maintenance
costs. There was evidence that IT and communitauipment and systems had been put in
place and the necessary purchase or hire of tHeleghmaterials, equipment supplies, as well as
costs associated with staff training had been ceteg!

Although the project covered almost three yearsdifug was provided in three discrete phases
and this process caused some uncertainty partigutarelation to whether Phase 3 funding
would be approved. The short cycle nature of thding process was seen as a constraint in
terms of longer-term planning and implementatiorategies covering the final phase of the
project. When funding was approved for the thifthge of the project, it enabled further
consolidation and expansion of the training andymms which had been initiated earlier.

In January 2005 the project opened a special E®Cefarning refugees and IDPs to provide
labour market services for these clients to ask&t to achieve sustainable livelihoods. This
ESC is operated by Ministry staff and is basedhie Ministry of Refugees and Returnees
(MoRR) in Kabul. It caters specifically for refusgand IDPs and helps them to gain access to
vocational training programs, employment and selp®yment opportunities.

A pilot ESC was also established at the Ministryddmen’s Affairs (MoWA) to assist women

looking for work and its operations were subsedyertmbined with the main ESC office in
Kabul.
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6. Presentation of Findings

6.1 Relevance

The project has been successful in establishingetavartk of ESCs which are now fully
operational. There has been very good collabaratith MoLSAMD at the national level and
also in each Province where ESC were set up. ®@auking arrangements have been in place
throughout the implementation process and the ES®ark has been formally incorporated into
the Ministry’s structure listed on its organogramraporting to the Manpower Department. A
total of 87 staff from the Ministry is now working ESCs in various roles around the country.

An extensive staff training program has been dedidenith all staff receiving initial induction
training followed by on-the-job supervision and ukg follow up training. Staff training
materials have been developed including the ESGitlgamanual, which is used both for initial
training and as a guide to office procedures, atherjob training manual for use by the outreach
team, a training manual to provide guidance tostaéf working in the disability support unit and
a '‘Job Search Solution’ package — which was dewslofor use in two-day job preparation
courses for unemployed jobseekers. ESC staff agigutonduct these training sessions for
groups of jobseekers and topics covered includdedjnies for preparing a CV, how to write a
‘cover’ letter and how to prepare for job interveew

The project experienced some initial difficultiesdarranging with the Ministry for suitable staff
to be seconded to work in the ESCs and there wag $ornover of staff. All of the ESC Site
Supervisors were recruited specifically to work thve project and only one Supervisor is a
member of staff from the Ministry. All other stafforking in the ESCs are seconded from the
Ministry and each receives a monthly training almee which is an important incentive in
consolidating their learning and helping to maimtaontinuity.

The task of opening new ESCs and recruiting ariditg staff to work in these offices has been
a major challenge for the project and dominatedviies during the first two phases of the
project. The project also had to overcome a n@ajtiural issue in having ESC services accepted.
The CTA highlighted this issue in the 2005 Progri@sport ‘Afghan society is predominantly
organised along tribal lines. The heritage of gadige contradicts the merit based labour market
services. Because of this practice, the ESC né&tivad to put high emphasis on advocacy work
for the labour market services offered.On the other hand, as many of the potential eyeps

are still NGOs who are usually employing new shafed on experience and qualifications it was
also necessary to train job seekers on how to prekeir skills and experiences in a written
application. Many job seekers assumed that themeendation by the ESC is a sufficient
requirement to be selected for a post, just as ihithe traditional more or less family based
system.’

Another major constraint facing the CTA and projetaff was that none of inputs by
international experts on employment services nopgsed ‘backstopping’ support missions took
place, meaning that many of the project’s trairang work strategies were not fully developed or
adequately supported with appropriate expertiséhis TS seen as a major deficiency which
impacted on the quality of the service being immatad.

% Page 8, Expansion of Employment Services, Progkepsrt 2005, Kabul February 2006.
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Views of Stakeholders and Beneficiaries
During the evaluation, interviews were conductethvai range of stakeholders and beneficiaries
and the following is a summary of views expressed:

AGEF — Paul Peter Oosterbeek, Regional Director Midle East and Central Asia.

From AGEF’s point of view the project had achievisdaims. Some things could have
been done better or differently but overall a gémghdation has been laid for further
capacity building.

The early phase of the project concentrated orbkstiing the network of offices and
training of newly recruited staff to enable themktecome operational as quickly as
possible. It was an expensive structure and cgpaeis limited. Many of the objectives
are long term in nature and it is too early foritigll impact to be assessed. AGEF lost
focus and involvement at some stages because oflitfieulty in filling its Senior
Technical Advisor for a period of approximately &mths early in the project.

Some things are not possible in the short termalkay role for the ESC was to establish
links with other existing programs and projects antlaborate or develop partnerships
where appropriate and ESC needs to do more irathis He mentioned that the Ntional
Skills Development and Market Linkages Program (IREhich is now asking training
providers to use their own placement officers tip lseurse graduates to find jobs.

The ESC could do more to link unskilled workersoiskills training and into start your
own business training but new solutions needecetibbnd for micro financing which is
not easy to introduce because of the inabilitytarge interest on loans.

It is still too early to assess the real impactha project and longer term studies are
needed on the effectiveness of training and empdogrplacements to determine whether
people who were placed were still in employment.

On Labour Market Information (LMI) there was a ndedbetter targeting of companies
by size and industry group. AGEF have surveyed @0¢000 employers that employ 5
or more staff and use this to canvass job oppditisnfor trainees and to glean local
labour market information on skill shortages or amxgion plans. Scope exists for
partnership with ESC to share this information dadelop greater collaboration.

A major constraint not originally envisaged in thmject design was the difficulty in
identifying and providing suitable international pexts with experience in PES
operations to provide inputs and training to thejqmt.

There was very limited local expertise and althobghic training was good, there was a
lack of capacity to develop and modify strategied approaches and make them relevant
to local requirements. For example - identifyirgdl needs and gaps and tailoring
responses to suit.

There are institutional barriers, the slow pacerefbrm within the Ministry, slow
development of the economy and reluctance to chamgeraditional ways of doing
things.

MoLSAMD - Mr Bashiri Deputy Minister

Mr Bashiri stated that the ESC project had beenlémpnted smoothly with good
collaboration with the Ministry and no day to daglgems involved;

There had been strong interest from unemployed lpesanting to register but serious
difficulties in reducing unemployment because af #ttonomy and the failure of jobs
growth in the private sector;

Employers were not very aware of what services ES8@d provide and ESC had not
provided enough publicity about its services;
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e The Ministry lacked good LMIS and the proposed labmarket survey had not been
implemented,;

» The Ministry had benefited from staff being trairesttl the network of ESC offices had
been established with good links to training previ

» The Ministry continues to face problems with ladkfunding to expand the network of
offices further or to pay ongoing running costs fexisting ESC offices and he
appreciated the interim funding and the new Renatémn Support Project for Ex-
combatants (RSPE) which will continue to suppor thperations of the ESC. He
expected that staff will be well trained after alfer two years when the project ends;

» Mr Bashiri has taken a direct interest in the prbgnd personally been in involved in the
expanding network liaising with region Directorspimvide staff;

» He stated that the main target groups needingtasse were persons with disabilities,
youth and widows and that more effort was needduetp jobseekers to start their own
business and helping them to get access to micandi;

* He expressed the hope that there would be moreypdéivelopment and LMI capacity
building in Ministry.

Director MOLSAMD Mazar | Sharif - Ms Fawzia Hamidi

» The Director said there was a very good workingtirehship between the ESC and the
Ministry with regular meetings and the centre ofirgasmoothly under the MoLSAMD
organogram;

» The job application training courses conducted BZEtaff are highly regarded,;

e The Governor has given strong support and it wgsetdhat ESC services would be
expanded with further training and capacity buiigmithin the Ministry;

» Initiatives for women included 100 internees idwoed to training in tailoring and then
helped to start their own business; 200 women cetegltraining in computer skills and
fashion courses and 80 women referred to trainidgCGA tailoring courses;

» The Director is keen to improve access to ESC éduttant to advertise too widely as the
staff could not handle an inundation of jobseekers;

» All Government agencies in Mazar lodge their va@swith the ESC,;

» A register of ex combatants has already been dthdethe main target group are out in
the villages and ESC will need to go to them ag ttamnot afford transport to the city.

Acting Governor Mazar | Sharif
» The Governor actively supports the ESC project;
» He stated the main reasons for unemployment iatbe were:
0 The two year drought causing many rural folk to raig to the cities;
o0 Many Afghan refugees in other countries returniogtite northern part of
Afghanistan;
0 Some state owned businesses downsizing and beingtiped especially the
cotton, coke and construction companies;
o A large government transportation company closiogrdwith many losing their
jobs;

» There was a need for construction skills and hecskat ESC concentrate on providing
training and work opportunities and that local weyskshould have priority over outside
workers.

Employers

A small sample of employers who have been usingéngice were contacted and they generally
expressed their satisfaction with the servicesigeml/
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A construction company uses ESC for professioeahrical and office jobs and is very
pleased with the service provided. It made thatpthiat it does not need ESC help for
unskilled or semiskilled labour or day wage labaarthis is directly obtained from the
market square. The company also uses the Agenasd@ating Body for Afghan Relief
(ACBAR) to circulate vacancies as well as Universibticeboards

The Human Resources Officer from an NGO who hadipusly been a jobseeker who
found her job through the ESC 2 years ago was kappy with service provided. She
uses the website to lodge vacancies and said thaiew do not generally know about
ESC services and these should be advertised more.

A cooking oil merchant company has used the ESfedauit staff for office vacancies
but does not need the ESC to recruit unskilled exark

Employers Association — Afghanistan International @amber of Commerce

The Chamber has 7,000 members but believes thatitheot have a good awareness of
ESC services;

Many employers use foreign labour because loca&slamanding higher wages but are
not keen to work;

The Chamber is keen to strengthen links with ESE affered to provide space in their
premises for ESC to make contact with employers;

It hopes to strengthen the working relationshiphwite ESC and is willing to participate
in surveys.

Trade Unions — All Afghanistan Federation of TradeUnions; All Afghan Women Union;
The National Union Journalists of Afghanistan

Representatives expressed concern at the highdéuaemployment in the country;

One representative had received no information ath@uESC project and had not been
consulted,;

There were concerns that the Administrative Ref@ammission will retrench many
more workers from the public sector;

Unemployment was seen as the biggest problem iry paovinces and highlighted the
need for job creation projects to be established;

There was a need to educate workers about thaisrig

Trade Union assistance was offered to collabordte BSC to identify particular groups
of unemployed,;

Stressed the need for vocational training and esaifloyment opportunities to be made
available to jobseekers.

Training providers

Japan International Cooperations Agency (JICA) Kalses ESC website to search for
jobs, although jobs listed are only shown in EngliThey are keen to work with ESC in
locations where they are running training coursesihemployed workers and would like
to use ESC for job preparation classes beforenteogtraining courses;

Young Nak Training Centre obtains referrals foirtireg courses from ESC. It is happy
with the service but would like better screeningiagt the criteria and checking to see
availability and timing of courses before referripgpple.

JICA Masar uses ESC for client referrals to clasSdsere is a well organized screening
process and MoLSAMD staff work with JICA to find playment for trainees. They try

to include vulnerable groups on training coursasaith limited success so far.
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6.2 Effectiveness

The following analysis of ESC workload and perfonoe statistics (2004-2007) was carried out
to obtain a clearer understanding of which categoof jobseekers and employers had been
assisted and what results had been achieved.

Jobseeker registrations

Over the life of the project, ESC offices registeadmost 33,000 jobseekérsFemale jobseekers
comprised 10% of total registrations over the diféhe project but increasing from 8% in 2004 to
a high of 23% of new registrations during the fsstnonths of 2007. Persons with disabilities
represented 3% of total registrations, ex-combat&@b; internally displaced persons 2% and
refugees 11%. Table 1 shows registrations by oayeaf jobseeker over the life of the Project.

Table 1: Jobseeker Registrations by Category

2007
Category of jobseeker 52004 2005 | 2006| 5 Total i tpt‘?ll
mths mths Regist'ns

Total registered 1435| 16095 11918808 | 32755
Female 117 1196 1292 763 3368 10%
Male 1318 | 14678 106243045 | 29665 90%
Persons with Disabilities n/a 516 356 6D 941 3%
Ex-combatants n/a 607 335 105 1047 3%
Internally displaced persons n/a 247 218 81 606 2%
Refugees n/a 961 2054 504 3519 11%

Source: Statistical Reports generated by Projafft September 2007.

Although the statistics for new registrations mighggest that usage of ESC was low, the CTA
pointed out that this was not the case. He stht#d'candidates were only registered after a first
screening process in view of the high numbers afpfee coming to the ESCs. Instead of

registering everybody who came to the ESCS onlgdheere registered who had a certain level
of qualification, a result of the approach towasdtecting market segments. We wanted to avoid
the mistake many ES do, drowning in the registratib large numbers of job seekers without

being able to further help them. Those registereaewonly registered upon an extensive
couselling process. Clearly this resulted in atineddy low number of registered job seekers.

However, these job seekers enjoyed a fairly goaatlting process. It is admittedly a drastic

change of strategy as compared to the originalratidl project document.”

Job Seekers by Occupational Group
It is also useful to review the occupational categgoof jobseekers that were using ESC services.
» New registrations peaked in 2005 with 16,006 pess@gistering, dropping to 11,104
jobseekers in 2006 and only 3,257 for the firstdhths of 2007.
* 40% of all jobseekers were in the professionalftiéci/ clerical fields;
» Trades and semi-skilled workers represented 35eégi$trations;
» Office workers represented 12%;
» Unskilled workers were 15% of total registrations.
Table 2 shows registrations by occupational growgy the life of the project.

* The evaluator did not have direct access to thebdae and was provided with printed StatisticgidRs
for each year of the project. Statistical datavjgbed for 2007 covered the period from January tyM
2007.

17



Table 2: Jobseekers by Occupational Groups

Category 2004| 2005| 2006| 2007| Total | %
1 | Legislators, senior officials and managerg 0 3 5 3 11 0%
2 | Professionals 248 953 987 454 | 2642 8%
3 | Technicians 409 2987| 2564| 547| 6507| 20%
4 | Clerks 257 | 1345| 1734| 415| 3751| 12%
5 | Service workers, shop/market sales workers 28800 550 135| 1513 5%
6 | Fishery and agricultural workers 21 466 333 92 912| 3%
7 | Craft and related trades 914540| 2245| 312| 7188| 23%
8 | Plant and machine operators, assemblers 1P605| 1040 179| 3935| 12%
9 | Elementary occupations 223 2307| 1646| 574| 4750| 15%
10 | Others 546 546| 2%
Total 1388| 16006| 11104| 3257| 31755

Source: Statistical Reports generated by Projatit September 2007.

Job Vacancieseceived by ESC

The number of job vacancies received by the ES@ gapidly totalling 7,610 in 2006 compared
with 4,021 vacancies in 2005. This trend contindedng the first five months of 2007 with
3,666 job vacancies received.

However the number of job vacancies filled by th8CE(as recorded in the statistics) was
disappointingly low. Of the 15,834 vacancies reediover the life of the project, only 1,609
positions were confirmed as filled by the ESC. haligh a total of 15,615 jobseekers had been
referred to vacancies the ESC was able to confiahdnly 1,609 persons had been successful in
obtaining the job (or around 530 placements per)yaad a further 1,500 had been assessed as
unsuitable by the employer. The status of the e 12,506 persons referred to vacancies was
unknown and a better system is needed to monitaress in filling vacancies and in measuring
the results of its efforts. Similarly of the 1588acancies received by the ESC, only 1,609 were
confirmed as filled leaving 14,225 jobs unfilledafrunknown status. Table 3 shows vacancies
received, jobseekers referred and number of placenaehieved over the life of the project.

Table 3: Vacancies received and filled

2004 | 2005| 2006| 2007 | Total
No of vacancies received 5374021| 7610| 3666| 15834
No of jobseekers referred 113844909| 6678| 2894 | 15615
Number of placements 60 551| 679| 319| 1609
Number NSE 139 570| 526| 265| 1500
% of vacancies filled 11% 14% 9% 9% 10%

Source: Statistical Reports generated by Projafft September 2007.

Vacancies received by occupational and industry gup
Another factor to be considered when reviewing E@@ormance is the type of vacancies being
received by occupational group and by industryaectables 4 and 5 show vacancies received
by these characteristics. Main features are:
By occupational group

» 53% of all vacancies received were for professiteetnical positions;

» 16% were for clerical/office positions;

® Some small discrepancies was noted in the totabren of jobseeker registrations recorded in the
summary tables compared with total number of regfisins recorded by occupational group.
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» Vacancies for trades and semi-skilled workers isgreed 11% of the total;
» Vacancies for shop assistants and service workers 826 of the total;
» Vacancies for unskilled jobs were 13% of total vaxes received.

By industry sector:
» Vacancies lodged by NGOs accounted for 54% ofadbwcies received;
» Vacancies for Government policy administration esginted 11% of all vacancies;
» Finance, education and health sectors represetédivacancies received;
» 10% of vacancies were from the building and comwsivn sector;
» 3% of vacancies were from the manufacturing sector.

Table 4: Vacancies received by occupational group

Category 2005| 2006 2007 Total %

1| Legislators, senior officials and managers 21 62 23 106 1%
2 | Professionals 1460 2060| 1115| 4635| 30%
3 | Technicians 816 1958| 539| 3313| 22%
4 | Clerks 468| 1202| 832| 2502| 16%

Service workers and shop and market sales
5 | workers 69| 324 45 438 3%
6 | Fishery and agriculture 44 94 23 161 1%
7 | Craft and related trades 471 579| 227| 1277 8%
8 | Plant and machine operators and assemblers 1424 43 416 3%
9 | Elementary occupations 369 800| 803| 1972 13%
10 | Others 154| 307 16 477 3%
4021| 7610| 3666| 15297

Source: Statistical Reports generated by Projatit September 2007.

Table 5: Vacancies received by industry sector

2005 | 2006/ 2007 Total %
A | Construction, building , grounds maintenance 70698 | 837 1605| 10%
B | Customer service restaurant food services 1114 22 153 1%
C | Education, sciences 45 550| 287 882 6%
D | Finance, banking economics 66 308 | 245 619 4%
E | government policy administration 638 935| 196 1769| 11%
F | Health care 7% 344| 101 520 3%
G | IT, communications 1% 217| 198 430 3%
H | Manufacturing and production 190 229 88 507| 3%
| | Media 45 57 38 140 1%
J | Non-profit 2656 3871| 1766 8293 | 54%
K | Sales, distribution 2 101| 114 217 1%
L | Supply chain logistics 137 186 25 348| 2%

3956| 7610| 3917| 15483

Source: Statistical Reports generated by Projaift September 2007. (Figures for 2004 not
available).

It was not possible to undertake a detailed armlg$iindividual vacancies received but the
indications are that a very significant proportimfiithese vacancies were for positions requiring
qualifications and experience of a professiondakohnical nature. Similarly there was a trend for
international agencies and non government orgaoisato lodge their vacancies with the ESC as
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an additional method of advertising and circulatragancy information. This in turn meant that
the ESC, in responding to the vacancy demands these formal sector employers, concentrated
on registering those jobseekers more likely todmapetitive for these vacancies. While this may
be regarded as a legitimate area of activity ferESC it represents only a small proportion of the
total labour market. More significantly this fociended to exclude jobseekers who did not have
the necessary education levels or experience (wifielm included a knowledge of English) to
compete for these vacancies in the private sector.

On this issue, the CTA pointed out that “vacanciédh the requirement for higher levels of
specialization were lodged with the ESCs becauseetivas a demand and very few qualified
candidates in the market. It is exactly for thias@n that the ESCs specialised on this market
segment as employers needed help in this segnmespite of the fact that the mismatch was so
bad the ESCs were able to successfully serve th&eta a considerable number of cases.
Vacancies with the requirement for lower skillsfar helpers were usually filled on the spot, e.g.
construction sites.”

Outcomes achieved by the project included an aeeofd 2,000 job seekers per year who went
through a counselling guidance and referral inawyiaround 1,500 job seekers per year who
were successfully referred to training courses, armdind 500 job seekers per year who were
placed into jobs The counselling interviews and referrals torfiraj courses are important
intermediate outcomes on the path to employmentrmre direct ESC assistance could also be
offered to this group when they have completedrttraining courses. Regarding placements
into employment, it is possible and even likelytttree ESC may have been more successful than
the figures indicate in placing jobseekers in theancies it received but it does not have effective
measures in place to quickly establish the resilits vacancy referral efforts. The ESC needs to
have a greater emphasis on the results it hasvachfeom all these efforts and one of the most
effective measures of its success is number oflpgiaced in employment.

The ESC has recently introduced more intensivertsffm follow up on vacancy referrals and
staff are telephoning jobseekers who have beemreef¢o find out the results of their interviews
with employers. Nevertheless, given its limitedaerces and the high workload in servicing its
current vacancy market for very low return when soead by jobs filled, a major dilemma for
the ESC in the longer term is whether it shouldtiooie trying to service whatever vacancies are
being lodged regardless of their degree of speaititin or the qualifications needed or the sector
they came from (a high proportion of vacancies ivexk called for specialised qualifications,
skills or experience with 69% of vacancies receilmng for professional/technical/office
positions) or whether it should redefine the tagyetups of employers and jobseekers it aims to
assist. A further question relates to whetherhibudd expand its efforts to provide more
employment related advice and information servioeswider range of jobseekers.

Employer Visits

As the economy in Afghanistan began to recovemnvas expected that there would be an
increasing demand for workers on major reconstacind rehabilitation projects and where skill
shortages existed, there would be opportunitigsaio workers through training courses as well
as on the job. A key role for ESC staff was ttaklish links with other existing programs and
projects and collaborate or develop partnershipth wimajor employers and projects being
implemented.

® Page 7, Table 2.2, TERMINAL REPORT Expansion ofpfsyment Services AFG/06/01M/GTZ
Jacqueline Paul, Kabul, May 2007.
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In 2005, the ESC implemented an ‘outreach’ progmaith specifically trained ESC staff
undertaking regular field visits to employers arairing institutions in their area. The objective
was to advise employers of the services availaepurage them to use ESC services and to
gather local labour market information. Over thstlthree years more than 4,416 employers
were visited and 605 training institutions contdcteHowever, apart from a major successful
recruitment exercise with a construction companyatalabad, the ESC does not appear to have
succeeded in establishing key partnerships with l@yeps especially in relation to major
construction and rehabilitation projects.

Considerable scope exists for better targeting ahganies by size and industry group and
stronger links could also be developed at natitenadl with Government and donor coordinating
organisations to identify new projects as they approved to enable swift follow up with

implementing contractors or employers regardingr thecruitment and requirements. In this
context, the ILO experience in supporting the immatation of employment service

arrangements in other countries is relevant. ImddaAceh for instance, the ILO-supported
Employment Services for the People of Nanggroe ABehussalam Province (ESPNAD)

introduced a ‘key client’ approach to improve itk and services to major employers in the
construction sector and such an approach couldoata® beneficial in Afghanistan.

ILO’s Key Client Approach — Banda Aceh
With the construction boom in Aceh gathering pdt€) revised its operational approach |to
providing employment services and vocational tragnin order to maximize its effectiveness|in
the changing environment. A new ‘key client’ aprb was developed that involves a reduction
in the generic provision of ILO assistance to ‘@mers,” and a more concentrated, tailofed
provision of ILO assistance to fewer organizationshe objective is to secure greater impact
from existing resources by providing a better serip those large organizations that are critical
to the success of the reconstruction effort.
Who are key clients, and how are they identified?
‘Key clients’ in this context referred to selectlage organizations in the construction segtor
(housing and infrastructure) with significant ogemas in ILO’s focus districts of Banda Aceh
and Aceh Besar. Potential clients were identifigdlLO’s technical team. Discussions were
then held with these organizations to ascertaiin thierest in pursuing a closer relationship with
the ILO, and if this was positive, individually sttured agreements were reached. It was
expected that ILO’s key clients would change owmetas construction schedules and recruiting
requirements changed.
What services are offered to key clients?
The following outlines a broad framework for ILQigegrated service:
1. Provide a more intensive, tailored service to sewand place labour for key clients - ES
resource allocation will shiftowards key clients andcaway from the generic provision of
employment services to all organisations
2 Provide specific, targeted short-course vocatidrahing to workers or employees of key
clients (including those sourced by ILO’s employinearvices component) as appropriate
and feasible, with a view to contributing to greateality and efficiency of construction.
3 Increasingly over time, deploy the expertise ofeothO components such as Enterprise
Development and Local Economic Development in stppiokey clients to help rebuild th
local economy.

D
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Assistance to Vulnerable Groups

In order to assist specific target groups of jokeeg the original project document proposal had
included funding for an employment promotion paekadt was envisaged that employers may
receive subsidies where they provide on the jahitrg for up to two months and a further wage
subsidy up to four months when they employ eligjbleseekers. A bonus may also be paid to an
employer where additional new equipment has beechpsed for new staff. ‘An employment
promotion fund of US$100,000 will be available tmyide incentives to employers to assist
eligible job seekers with training and work placeite

This component of the project did not eventuate witkdout the leverage which comes with the
incentives or subsidies that would have been adailainder such an active labour market
program (ALMP), the ESC had an extremely diffidalék to intervene in an advocacy role with
employers to encourage them to employ jobseekera frulnerable groups, particularly those
who lacked skills or were illiterate.

For jobseekers who were not qualified or compaetitier vacancies received by the ESC, staff
offered counselling and employment-related adviwdiaformation as well as referral to training
courses where appropriate. However the statistdtisate that very few clients from vulnerable
groups came to register at the ESC with personk disabilities representing 3% of total
registrations, ex-combatants 3%; internally dispthpersons 2% and refugees 11% (Table 1).

Ex-Combatants

The original project document included ex-combatast specific target group to be assisted with
ESC to provide group information sessions on jodrcde skills and employment options and
direct employment assistance to this group. It emgisaged that the ESC would work on the
reintegration phase with UNDP’s Afghanistan’s NewgBinings Programme (ANBP) which
involved the disarmament, demobilisation and rgragon of approximately 55,000 ex-
combatants; however the project did not develomébrarrangements with the program which
meant that it did not have direct access to ex-@tartis during their reintegration phase.

There were a number of reasons for this. FirstyBR was initiated in 2003 and was well

underway by the time the ESC project began its emgintation some 18 months later. The
reintegration process itself focussed primarilytlog agricultural sector, with most ex-combatants
trained through the ANBP receiving informal traigiim small workshops and many starting their
own business with the toolkit provided at the emdhe training. More than 70% of the ex-

combatants returned to their villages or farms uppsert their families and they had no easy
access to the limited number of ESC offices incentry.

Under a new phase of operations, the ESC will impetded under the Reintegration Support
Project for Ex-combatants and their families (RSRHE)jch aims to provide this group with
specific assistance. However, new strategies méled to be developed and registration
procedures should also be streamlined to ensur&®@ services reach this group. Mobile ESC
services may also need to be developed to ensatréhibse jobseekers living in villages and rural
areas are able to access these services.

Advice and Information
The ESC with its limited resources and sparse emeenf Afghanistan has made significant
progress in establishing a presence in the madatpl An important aspect of its services has

" Page 14, Project Document: Expansion of LaboukstaBervices to nine Provinces in Afghanistan,
January 2005.
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been to provide advice and information to jobseelanrd this access to good labour market
information is an important first step in their sgafor work. As improved access to labour

market information becomes available from a varighysources including the Labour Market

Information and Analysis Unit in MOLSAMD, the ESGauld expand the range and availability

of the advice and information it can offer to joblsers.

Vocational Training Courses

One of the original objectives of the project wagtovide employment assistance to graduates
of training courses and the ESC has not developedific strategies to do this. Nevertheless,
staff have established good working arrangementis wtal vocational training providers and
ESC have referred almost 8,000 jobseekers to wwtiraining courses during the 3 years of
the project with a total of 4,561 persons beingepted on these courses. While these are not
‘placements’ as such, they are successful intermbediutcomes on the path to employment with
the expectation is that these jobseekers will aeqiinproved skills to make them more
competitive in the workforce.

Although it had developed good links with trainipgoviders in referring potential trainees to
their courses, the ESC did not have well-develope@dngements to provide employment
assistance to course participants after they hatpleded their training. One reason given was
that “Unfortunately, the majority of training opponities available so far in Afghanistan were of
a short term nature (three to six months) andesefiore of limited use with regard to placement
into jobs after successful completion of the tnaini® Lack of ESC resources was also a factor.

It was noted during the evaluation that the NSDRictvis being implemented by MoLSAMD, is
now contracting vocational training providers taitr Afghans for wage and self-employment. To
ensure that this skills training is labour markeiveh, it requires all participating training
providers to place at least 75% of their gradu#iesither waged or self-employment on the
completion of their training. It is also helpingining providers to set up their own placement
units to give employment assistance to these waiméhen they complete their courses. This is
an obvious area for potential collaboration betw®&8DP, the ESC and individual training
providers and the ESC should explore improved waykirrangements with these organisations
to achieve greater placements into work.

In a recent study conducted by the Labour Markftrination and Analysis Unit of MOLSAMD
which is being developed as part of NSDP, theiessment of ESC performance stated:

“The ESC system is not well utilized by its varialients, including enterprise managers, the
Chambers or the unemployed. Its services do natpaobably never will, reach the people who
are in most need of advice and assistance. Thergleoensensus is that more must be done by
MOLSA if it intends to be a major force in whataisknowledged as a key component of the
economic development of the country and the region.

This report only came to the evaluator’'s attentiarthe last day of the mission and there was no
opportunity to discuss the basis for this assessmigh the LMI Unit in MOLSAMD. However,
steps should be taken to clarify the expected oblthe ESC in assisting its clients, including
scope for collaboration with individual trainingomiders where appropriate.

8 Page 4, Expansion of Employment Services CentgeRrovinces and Kabul. FINAL REPORT 30 April
2006.

° Page 54, ‘A Study of Human Resource Supply anduaMarket Demand’ conducted by: The Labour
Market Information and Analysis Unit of MOLSAMD arsdipported by The National Skills Development
Programme. July 2007.
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On this issue, the CTA advised that “it should lo¢ed here that the NSDP only became fully
operational in 2006. The first graduates left cesr®mwards the end of 2006. Of course the ESC
network is expected to respond to these opporasitiThe CTA also advised that it was
expected that the ESC network would have a cldarwithin the NSDP, evolving later during
the project implementation, to assist VET providersorienting their training more towards
market needs. This role was identified by all tteksholders in view of the fact that most of the
VET carried out during 2004 - 2006 did not realke into account the market requirements,
which was one major justification for the creatmfrthe NSDP.

6.3 Efficiency

Jobseeker Registration

Jobseekers visiting the ESC office in Kabul musttfimake an inquiry and be ‘screened’ at an
external grilled window to determine their needshere may be good reasons for this step,
including security considerations, but it does nmike for good service or easy access for
jobseekers. Each potential client is asked to ¢etmm four page Jobseeker Registration Form
before being scheduled for an appointment withRleeement Unit which will then offer either
general counselling or an interview for a specifaicancy as part of the pre-selection process.
Completed registration forms are then given toRlegistration Division where the data on the
jobseeker is entered into the database. Thesequoes involve double handling and may be
manageable when the number of registrations ishlotwvould not be able to cope if there was a
surge in jobseekers wanting to visit the ESC.

Scope exists to review the reception procedurespdeck greater emphasis on service to the
clients rather than processes to be followed. rEuggstration form and the related registration
procedures could be streamlined and some multirekibf staff introduced to avoid double-
handling of forms, e.g. the person conducting tleegment interview has a computer on their
desks and could enter the required data duringt éheaend of each interview. ESCs would
benefit from introducing some ‘best practice’ gliides relating to jobseeker reception,
interviews and data capture to provide a moreiefitcservice to jobseekers.

ESC Database

The Access database being used in the ESC is ogrexiain its basic functionalities but is limited
in its present form. The CTA advised that the glesif software and the provision of hardware
used by the ESC were done locally to ensure tlegtwould be sustainable and well maintained.

Each ESC has its own database using an Accessasefapplication which includes data sets
covering Jobseeker registrations, employers, tigimroviders and micro-finance institutions.
The database is rudimentary in design and retrievaross-referencing of records is not easily
achieved. A demonstration of the software shoviag job seekers are found to match against
particular vacancies also appeared difficult torafeand non user-friendly. There was no easy
way to ‘archive’ records of jobseekers that werdammer looking for work and, as the database
continues to expand, capacity limitations may begiaffect its performance.

Statistical reports are prepared by individual E®&sh month and sent to the project office by
email or disc where monthly reports are aggregatedne of the project staff to present the
overall report. These ESC reports require useriention to compile using a simplified ‘click

and drag’ query function but some simple enhancésngauld enable the reporting process to be
streamlined and more efficient with reports beintpenatically generated using the capability of
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the software. A copy of the database for each E$faintained in the project office and updated
monthly but there is no single aggregated databdseh would enable wider job search and
matching options. The complete ESC database itabie&aon only one computer in the project
office and is updated monthly.

It is considered that some further enhancementddagignificantly improve the usefulness and
efficiency of the database. The ILO has been wealn developing ES systems and software in
a number of different countries such as Sri Lafkanor Leste and Banda Aceh and drawing on
that experience it would be very useful to have esgeneric database design guidelines or even a
software package that could be customised and imgtéed in new situations without having to
design the system from ‘scratch’.

6.4 Impact

In many respects, the ESC network in Afghanistaropgrating in a manner similar to a
traditional labour exchange systems in more adwdnoantries and this may explain its appeal to
NGOs and other private sector employers needingetwuit well qualified technical and
professional staff and other ‘white collar’ workerdHowever, given the very high levels of
unemployment and very large informal economy, & hat been as responsive to the needs of
these other groups. Nevertheless, the ESC hasessfally introduced counselling and
information services as well as referral to voaadidaraining courses and this is meeting a need
that was not previously being met.

A major justification for this project on the dendarside was the expectation that the
reconstruction program in Afghanistan would reqléarge numbers of workers particularly in the
construction sector and that the ESC could playngortant role in meeting the demands for
labour from these projects. While the pace of metrmiction has not been as rapid as originally
expected and many other factors have also intedyesmpe exists for the ESC to selectively
target this market more effectively.

The following assessment was noted in a recentystatbased by The Labour Market
Information and Analysis Unit of MOLSAMD.

“The efforts of the Employment Service Centres @ ®€Cthe MOLSAMD to balance supply with
demand, is also recorded. However it is felt ttrat large numbers of semi-skilled and rural
people in need of income earning opportunitiessammewhat overlooked by the existing network.
Alternatives to the ESCs that recognize the inférooping mechanisms that have traditionally
found employment should be investigated as a m&fagathering real time labour market data.
Privatization of some segments of the employmewiceeshould also be assessed, especially for
foreign worker placement, and as a means of traexpptriate worker numbers internally®

Gender

Women constituted one of the target groups of jekees under the project and in order to
encourage women to seek assistance from the ES@isgveooms were made available and
female vocational counsellors provided. ESC swfén visiting training providers, employers
and other agencies advocated for the educationeamaloyment of women. Women are also
employed in the ESCs themselves, ensuring that'dagacity building” in MoLSA includes
female staff. The training delivered to all ES@ffstmale and female, included a section on
gender and ESC staff were made aware of the situatid interests of Afghan women and the

19 page 8, ‘A Study of Human Resource Supply and uaidarket Demand’ conducted by: The Labour
Market Information and Analysis Unit of MOLSAMD arsdipported by The National Skills Development
Programme. July 2007.
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assistance they need. All data collected on jdesseetraining providers and employers can be
disaggregated by gender.

In 2005, an ESC was established in the MinistrWaimen’s Affairs in Kabul and staff from that
Ministry were trained to provide services to femaleseekers. The office operated separately for
a period of 8 months before being incorporated thi functions of the main ESC in Kabul.
Following a meeting with the Deputy Minister MoWAIrthg the evaluation, the Ministry is keen
to initiate ways of working more closely with ESChelping female jobseekers to find work.

6.5 Sustainability

A key feature throughout the life of the projectshbeen the active involvement of the
MoLSAMD and its staff during implementation. Thefuty Minister has personally supported
the project from its inception and the operatiofighe ESC have been incorporated into the
organogram of the Ministry. In Kabul, 32 stafffidhe Ministry work on the ESC project and a
further 55 staff work in ESC in the other ESC limas. Nevertheless, capacity building will be
achieved only over the long term and although §iamit and successful foundations have been
laid for the ESC network, the capacity of the Minjistself also needs to improve. Staff from the
Ministry who work in the ESCs receive a monthlyirag allowance which is an attractive
incentive to help consolidate their learning anpesience and to maintain continuity. Whilst this
is beneficial in the short term, long term susthiliy remains questionable both in terms of
capacity and funding. Considerable progress kas Imade over the last four years to improve
the Ministry’s human resources and technical cap#écit much work still needs to be done.

ILO is providing MOLSAMD with technical assistande restructure the Ministry and to
introduce a strategic planning approach to its atpmns and this together with the Government’s
wider Civil Service reforms may better equip thenlidiry to take over the running of the ESC
network when the current project is completed. @ter determining factor will be its ability to
continue funding the operations of the ESC fronbitdget.

A number of specific issues will need to be addrdssver the next phase of the project:

» It will be important for the Ministry to develop sirategic approach to integrating ESC
activities into it overall Manpower operations;

» Clarification of the ongoing role of the Ministryjsublic sector recruitment activities.
MOLSAMD still maintains its public sector recruitmteoffices but the bulk of this work
simply involves the process of certifying the aaaitecredentials of applicants who have
already obtained a position with another Governnsgggncy. There is no longer any
compulsory requirement for Agencies to lodge thecancies with the Manpower
Department and most agencies recruit their owrf stiaéctly and send them to the
Manpower Department simply for the certificatiorogess (according to the Director,
80% of all applicants coming to the Kabul ManpoWwepartment have already obtained
a job with a Government Agency;

* The need for continuity in the management of ESiites. At present, all of the ESC
Managers have been recruited externally by theeptopre not members of staff from
MoLSAMD and are relatively well paid compared torisitry staff (although Kabul
office was previously managed by a Ministry staff).

* The need to clarify the long-term role of the ESM ¢he sectors and target groups it will
serve. As ESC operations move into a new phaser REPE, there will be a stronger
focus on providing employment services to ex-combist and their families and this will
divert resources from other activities.
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7. Conclusions

1. The project has been successful in establishingtaank of ESCs which are now fully
operational. There has been very good collabaratith MoLSAMD at the national
level and also in each Province where ESC werauget Good working arrangements
have been in place throughout the implementationgss and the ESC network has been
formally incorporated into the Ministry’s structund appears on its organogram
reporting to Manpower Department. A total of 8afsfrom the Ministry are now
working in ESCs in various roles around the country

2. The task of opening new ESCs and recruiting andit@ staff to work in these offices
has been a major challenge for the project and mimted project activities during the first
two phases of the project.

3. An extensive staff training program has been dedidewith all staff receiving initial
induction training followed up with on the job supigion and regular follow up training.
Staff training materials have been developed innolythe ESC training manual, which is
used both for initial training and as a guide tficef procedures, an on-the-job training
manual for use by the outreach team, a trainingualaio provide guidance to the staff
working in the disability support unit and ‘Job 8daSolution’ — which was developed
for use in two-day job preparation courses for upleyed jobseekers.

4. The project had to overcome a major cultural issdgaving ESC services accepted. The
heritage of patronage contradicts merit-based laboarket services and the ESC
network had to advocate the benefits of serviceerwitindertaking promotional work
with employers. At the same time, many job seeksszamed that a recommendation to
an employer by the ESC was a sufficient requirentefte selected for a post, just as it
was in the traditional family based system.

5. No Steering Committee was formed to oversight gtaj@plementation and, as a result,
the project did not benefit from potential inputerh external representatives or other
stakeholders or from the guidance and managemgpioguthat a Steering Committee
may have provided.

6. The absence of ‘backstopping’ support missions taedinability to organise inputs by
international experts on employment services placeduch greater onus on the CTA
and project technical staff to implement the prigetraining and work strategies without
access to other appropriate expertise envisagethdoproject. This is seen as a major
deficiency which impacted on the quality of theves being implemented.

7. The ESC has successfully introduced counselling infatmation services as well as
referral to vocational training courses and thisneeting a need that was not being met
previously.

8. In many respects, the ESC network in Afghanistadeveloped along similar lines to a
traditional labour exchange system seen in morarssbd countries. However because
of limited resources the ESC has responded tontingediate vacancy demands coming
from a particular sector and its coverage of ofemtors remains low. On the jobseeker
side rather than registering large numbers of jpksies the ESC used a screening process
and concentrated on registering jobseekers wittaicelevels of qualifications, skills or
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10.

11.

12.

13.

14.

experience that it was most likely to be able teisis The number of jobseekers from
vulnerable groups registering with the ESC remsaéry low.

A major justification for this project on the dendheide was the expectation that the
reconstruction program in Afghanistan would requlezge numbers of workers

particularly in the construction sector and that BESC could play an important role in
meeting the demands for labour from these projegthile the pace of reconstruction

has not been as rapid as originally expected and/ mother factors have also intervened,
scope exists for the ESC to selectively target thésket more effectively and develop
collaborative arrangements or partnerships withdents to meet their recruitment and
training requirements.

Outcomes achieved by the project included an aeecdgl2,000 job seekers per year
who went through a counselling, guidance or reféntarview, around 1,500 job seekers
per year who were successfully referred to trairdagrses, and around 500 job seekers
per year who were placed into jobs. In terms bfgtacements, ESC statistics show that
over the life of the project only 10% of all jobgees referred to positions were
successful in obtaining the job and only 10% ofvaltancies received by the ESC were
filled by ESC action. The reality may be much &ethan these figures suggest but the
ESC needs to have a much stronger focus on megsitsimesults and should more
actively follow up with employers and jobseekerdinal out the outcomes of its referrals
to jobs.

Although a wide range of activities were undertakeany ESC activities focus more on
the process rather than the outcomes. Jobseakstradion and data capture procedures
are cumbersome and the data base software althilighoperational is not user-
friendly. Individual databases are not linked maksome tasks more time consuming
and standard reports are not automatically gereratedl require considerable user
intervention to prepare.

ESC has developed good relationships with vocatimaming providers and refers many
jobseekers to courses that are available howeveastnot been so active in assisting
graduates of training courses into employment. Nioat the NSDP requires training
providers to establish placement units to helptiigénees to find work, there is an
opportunity for the ESC to develop stronger collation with NSDP and individual
training providers to offer placement assistanceotarse graduates.

The underlying assumption in the original projestuiment that the ESC would become
fully operational very quickly was overly optimisti In fact the project has done
remarkably well to achieve so much in the threayed its operation. The logistics and
demands of opening a network of 10 offices anduitng and training staff for each
location should not be underestimated and in seglivas not until the third phase of the
project that it could claim to be fully operatioraid in a position to embark on further
development and improvements to its services.

There were many obstacles and constraints thatrifject faced along the way and key

issues listed in various progress reports included:

* The security situation in Afghanistan has not bstable and has varied between
provinces.
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» The project experienced some initial difficulties arranging with the Ministry for
suitable staff to be seconded to work in the ES@ there was some turnover of
staff.

» Staff working in the ESCs in such places as Kandalna Jalalabad experienced
greater restrictions in their activities, than dwit colleagues in Kabul or other
locations.

» The strength of local economies differed signifityan

» During the winter months, construction activitiesrer often not possible.

* In summer the oppressive heat particularly in thettsern regions resulted in fewer
jobseekers attending the ESCs.

» Language was another challenge to achieving tfextites with the language of the
PMU being English, while that of the direct recitiewas Dari.

» While interpretation and translation were routieenponents of the project, it cannot
be claimed with complete certainty that the intehdeessages were the messages
received. This had implications for the profesaiafevelopment of the ESC staff, as
well as for relationships formed with cooperatinigpistries and agencies.

» Also impacting on this project were cultural tramtiis and beliefs, from notions about
the role of women in society, to perceptions ofpas with disabilities. In assisting
these two groups, the ESCs had to address londistaprejudices and biases and
become advocates for change, if Afghan women argbps with disabilities were to
avail themselves of the same opportunities as sabted male jobseekers.

8. Recommendations

1. A good basic foundation has been established f&@ Bfgerations but a more strategic and
well targeted approach should be developed. Om¢ineand side, ESC should implement a
‘key clients’ strategy to target major employersgamisations and projects likely to have
major recruitment needs as part of the reconstmictiffort and establish partnerships or
collaboration arrangements — The ILO ‘key clierstisategy developed in Banda Aceh could
be used as a guide.

2. A stronger ‘service’ culture should be developedhwgreater focus on achieving results.
Jobseeker reception and registration proceduresldhie streamlined and better internal
procedures introduced to obtain results of refet@lacancies.

3. ILO should consider developing ‘best practice’ guliides for jobseeker reception, interview
and data capture which could be used when futumeqs of this type are being
implemented.

4. The absence of ‘backstopping’ support missions teddifficulty in identifying suitable
international experts to make appropriate inputs emnployment services were major
deficiencies which impacted on the quality of thervice being implemented. It is
recommended that specialist inputs should be osgdniin advance and appropriate
‘backstopping’ missions scheduled to ensure that nkcessary guidance, expertise and
support is provided during implementation.

5. Further enhancements to the database software veayrificantly improve the usefulness
and efficiency of the database. The ILO has begolved in developing ES systems and
software in a number of different countries suctBad.anka, Timor Leste and Banda Aceh
and drawing on that experience consideration shbaldiven to developing some generic
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database design guidelines or even a software gacksat could be customised and
implemented in new situations without having toigeshe system from ‘scratch’.

ESC has developed good relationships with vocaltitiaining providers and refers many
jobseekers to courses that are available howevémast not been so active in assisting
graduates of training courses into employment. Nbat the NSDP requires training

providers to establish placement units to helptrigénees to find work, the ESC should
develop stronger collaboration and working arrangeisiwith NSDP and individual training

providers to offer placement assistance to couragugtes.

The ESC is already providing some information amaihselling services to jobseekers but
this should be expanded further to allow a widegeaof jobseekers including those from
vulnerable groups to gain access to these services.

Lessons Learned

Short funding cycles can cause some uncertaimyefisas lack of continuity and planning at
certain points during a project particularly whantlier funding needs to be negotiated.
Where new offices have to be set up and capacitglibg is also required there are usually
significant lead times before the project becomely bperational and assumptions should
not be made that proposed strategies or serviaesbeamplemented immediately at the
outset of the project.

Inability to organise inputs by international exgesn employment services can diminish the
intended impact of programs and services beinggmphted and reduce the effectiveness of
staff training. Wherever possible, specialist igpghould be organised in advance and
delivered when required at key points during projeplementation.

It is important to ensure that suitably qualifiedlaexperienced IT staff are used when system
software is being developed and that the functems system design requirements for any
ESC database are specified in advance and thattesteng’ is carried out during the design
stage to maximise usefulness and relevance ofphiecation.

Use of a Steering Committee with external repredamts is an important way to ensure
more inputs come from other stakeholders and bgttetance and management support is
provided to project implementation team. Efforteowd always continue ensure that a
Steering Committee is established when implemenmiogects of this nature.

Without leverage, the ESC will always face diffibess in promoting the claims of vulnerable
groups. This becomes even more difficult when ldi®our market itself is not growing
rapidly and new job opportunities are not being egated. Projects should include a
component providing financial or other incentiveseimployers who recruit workers from
vulnerable groups.
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10. Annexes

Attachment 1: Description of Technical Services pro vided by Implementing
Partner

Description of the technical services by the implem enting partner including
the activities not completed as per the service con tract dated 29 April 2004
including the addendum dated 26 March 2005 “Associa  tion of Experts in
the field of Migration and Development Co-operation (AGEF)”

Project Title: Expansion of Employment Service Centres to nine
Provinces in Afghanistan

Duration: Phase 2 - 11 monthsto 31 March 2006
Starting date: May 2005
1. Implementing partner

The implementing partner AGEF, the “Association of Experts in the Fields of Migration
and Development Co-operation” is a non-profit making organization formed in 1992 and
has been active in Afghanistan since April 2002. AGEF Afghanistan is registered since
10" August 2002 under number 953-638 at the Ministry of Planning of the Islamic
Transitional Government of Afghanistan.

At present, AGEF implements the program “Return to Employment in Afghanistan
(REA)” an employment promotion initiative funded by the Bundesministerium flr
wirtschaftliche Zusammenarbeit und Entwicklung (BMZ), through the ZAV-Zentralstelle
fuer Arbeitsvermittlung, Germany. REA targets Afghan refugees (incl. IDPs, Cross
Border Migrants, as well as locally displaced) aiming to return permanently to
Afghanistan. Program activities are carried out in the major Afghan cities (Kabul,
Jalalabad, Herat, Mazar, Kunduz, Paktia, Bamyan and Kandahar) and consist of job
placement, salary support, business start-up support and a large number of short-term
training-on-the-job (mainly aimed at construction trades) and qualification courses.
These qualification courses include i.e.: basic & advanced English skills, English
correspondence, office management, Project Cycle Management, secretarial assistance,
bookkeeping, basic & advanced Computer Skills, network administration, methods and
didactics for trainers, etc.

2. Objectives
This project will contribute to the reduction of poverty and to the social and economic
development of Afghanistan by providing access to improved labour market services at

national and provincial level.

It intends to achieve this by implementing the following three immediate objectives:
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1. Establishing Employment Service Centres (ESCs) in nine provinces and ensuring
that there are well-trained staffs in these centres able to provide specific advisory
and labour market services to assist employers and targeted groups of
jobseekers.

2. Identifying employment and training opportunities and referring jobseekers to
employment with major projects, private sector employers and other employment
options.

3. Providing targeted jobseekers with relevant and up-to-date advice and
assistance on training and self-employment opportunities available in their local
labour market.

This project deals specifically with phase 2 covering activities up to the end of March
2006 and has been prepared on the assumption that the project will have funding after
the completion of the on-going project.

3. Duration of the services

The duration of the services is for a period of 11 months. The presumable project start is
1 May 2005 and will build on the activities started under phase 1.

4, Operational support

The implementing partner will deliver following operational support regarding local staff,
vehicles, equipment and maintenance.

Local staff

The implementing partner’'s personnel are AGEF officials and subject to the AGEF staff
regulations; the staff will be responsible exclusively for the existing project. Accordingly
the implementing partner will be responsible for all expenditures in connection with the
assignment of personnel, including allowances and local transport. The recruitment of
the staff will be done by AGEF.

Vehicles
 The two vehicles purchased under phase 1 for AGEF staff at the Project
Management Unit will be maintained by AGEF.
e Two vehicles will be hired by AGEF for 11 months and used by the ESC team
Kabul.
* Nine vehicles will be hired by AGEF for up to 11 months and used by the ESC
teams of the nine provinces.

Equipment and Maintenance

Project Management Office

The implementing partner will continue with the arrangements for the Project
Management Unit as under phase 1. This service done by AGEF includes the
maintenance of purchased equipment, furniture, generator etc. and replacement of
equipment wherever required.
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ESC offices

a) The implementing partner will continue with the arrangements for the ESC offices
in Kabul and in the nine nominated provinces. This service done by AGEF
includes the purchase and maintenance of equipment for the Kabul ESC and
ESCs in up to nine provinces with office furniture, photocopiers,
computer/printers, air-conditioning and generators. Where ever the government
is unable to provide office space free of charge, AGEF will, in consultation with
the ILO, either rent, reconstruct or newly construct office buildings at government
premises and will pay water, electricity and fuel. AGEF will make available a
communication structure including internet access and stationery.

All equipment and vehicles purchased under the project will remain property of the ILO
and will be, upon conclusion of the project, disposed off according to ILO rules and
regulations.

5. Reports

The implementing partner will provide within the first week of each month a financial
report on the previous month expenditure and on a quarterly basis a narrative report on
the previous activities against work plan.

6. Inputs of the implementing partner

In order to reach the three immediate objectives following inputs must be fulfilled by the
technical activities of the implementing partner:

1. Maintenance of the operational project implementation capacity

2. Maintenance of operational ESC offices in Kabul and in the already established 4

provinces

Establishment of ESC offices in a further 5 provinces

Strengthening of the staff capacities around labour market services

Strengthening of the ESC capacity to undertake promotional visits to employers

and training institutions

Establishment of links to training institutions and local support network

Collection, analysis and distribution of relevant local labour market information

Identification and assistance of jobseekers about to complete skills training

courses

9. Implementation of programs to assist specific target groups

10. Establishment of group information sessions for different target groups of
jobseekers

akrw

© N

7. Activities of the technical services by the impl ementing partner AGEF
to fulfil the immediate objectives

Immediate Objective 1
ESCs established in Kabul and nine provinces with the capacity to provide a range of
labour market services.

Input Establishment of an operational project imple mentation capacity:
Activities:
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1. Purchase and install office furniture, equipment, computers, printers and other
requisites for the office of the Project Advisory Committee;
2. Maintain project management unit;
3. Develop Project Work Plan;
4. Develop a plan to monitor progress;
5. Evaluate the project.
Input Establishment of operational ESC offices in K abul and in 9 nominated
provinces:
Activities:
1. Confirm the locations of each ESC;
2. Select premises and complete renovations for the ESC site in each location;
3. Purchase and install office furniture, equipment, computers, printers and other
requisites;
4. Select ESC staff and conduct induction training;
5. Establish management, administrative and financial reporting arrangements;
6. Install registration and referral services for targeted unemployed jobseekers;
7. Identify and agree on communications and exchange of information requirements

between the ESC and the ministry;

Completion of outstanding deliverables of 1* Phase contract:

1. Construction of ESC Centres in Heart,Kunduz and Mazar
2. Expansion of ESC Centres in Gardez,JauJuan,Pullhi Khumri and Kandahar
Input Strengthening of the staff capacities around labour market services:
Activities:
1. Design and prepare introductory workshop for all staff on overall objectives and
functions of the ESC,;
2. Conduct workshop for nominated staff;
3. Design and develop a training program on interviewing skills and vocational
guidance methods;
4. Select staff to undertake training courses;
5. Organize and conduct the training courses for nominated staff;
6. Develop ESC operations manual to assist staff in their work;
7. Implement methods to assist job seekers to make realistic job choices in line with

their experience and skills.

Immediate Objective 2
To identify employment and training opportunities and refer jobseekers to major projects,
private sector employers and other employment options.

Input Strengthening of the ESC capacity to undertak e promotional visits to
employers and training:
Activities:
1. Design and prepare training workshop on operations of the labour market,
marketing and promotional skills and establishing links with other players;
2. Conduct training workshops for staff in marketing and advocacy skills in
preparation for employer visits;
3. Conduct follow-up training for staff including field visits and role play exercises;
4. Establish links with local area based development initiatives and organizations;
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5. Maintain regular contact with relevant international agencies, employers and
NGOs to identify vacancies and skill shortages;
6. Actively promote the skills of trainees who are completing training courses;
7. Establish and maintain contact with other local agencies and organizations
providing support to job-seekers;
8. Develop networks with relevant local Ministries and organizations to encourage
collaborative responses to meeting identified needs.
Input Establishment of links to training institutio ns and local support network:
Activities:
1. Provide specific advice to local training providers to customise courses for
jobseekers in areas of demand;
2. Establish regular communication and coordination meetings with local agencies
and partners to promote ESC and share information;
3. Develop and maintain a register of local service providers in the areas of small
business development and vocational skills training;
4. Assess micro-credit possibilities and identify potential partners to support small
business development initiatives;
5. Provide information on employment related options including skills training and
self-employment.
Input Collection, analysis and distribution of rele vant local labour market
information:
Activities:
1. Establish a labour market database for jobseeker records, vacancies and other
labour market data;
2. Design and develop a training course for staff on labour market information
collection, analysis and dissemination;
3. Select staff and conduct training course on LMl
4. Using local labour market surveys and other sources of information, prepare local
regional profiles, employment and training options and entrepreneurship and
small business development opportunities;
5. Develop brochures on specific labour market information topics;
6. Arrange printing and publication of pamphlets and brochures.

Immediate Objective 3
To provide relevant and up-to-date advice, information and assistance to jobseekers on
training and self-employment opportunities available in the local labour market.

Input Identification and assistance of jobseekers a bout to complete skills training

courses:
Activities:
1. Obtain details of trainees attending training courses being provided by MOLSA,
NGOs and other Ministries;
2. Arrange group information sessions for trainees about to complete their training
courses on job search techniques and employment options;
3. Match trainees from local training courses to potential job vacancies and arrange
interviews with employers;
4. Liaise with major projects to secure employment opportunities for graduating

trainees;
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5. Provide advice and assistance to trainees on employment prospects, self-
employment opportunities and other issues.

Input Implementation of programs to assist specific target groups
Activities:

1. Collaborate with ANBP to provide labour market services and information to ex-
soldiers under the new beginnings program;

2. Provide assistance to ex-soldiers under timetable agreed with ANBP;

3. Develop, in collaboration with MMD, programs to provide training and
employment assistance to persons with disabilities;

4. Implement assistance to specific groups in line with agreement with MMD;

5. In collaboration with MWA and Afghan Ministry of Commerce, provide targeted
assistance to meet the special needs of women seeking employment or small
business opportunities;

6. Implement employment assistance programs for women as agreed with MoWA.
Input Establishment of group information sessions f or different target groups of
jobseekers:

Activities:

1. Prepare a training workshop on skills and techniques to deliver group information

sessions for jobseekers;

2. Conduct training workshop for nominated staff from each ESC;

3. Arrange information campaigns to attract specific jobseekers from nominated
target groups to the ESC;

4. ldentify local employers, NGOs and training institutions to provide input and
participate in group information sessions;

5. Conduct group information sessions for selected jobseekers in each ESC,;

6. Develop material on specific topics relevant to the target groups;

7. Arrange printing and publication of material and brochures.

36



Attachment 2: TOR for Independent Evaluation
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TERMS OF REFERENCE
FOR

Final Independent Evaluation

of

Expansion of Employment Services to Nine Provinces in
Afghanistan
(AFG/03/03M/FRG & AFG/06/01/GTZ)

GEOGRAPHICAL COVERAGE: Afghanistan (Gardez, Ghazni, Herat,
Jalalabad, Jowzjan, Kabul, Kandahar,
Kunduz, Mazar, Pul-e Khumri)

WORK PERIOD FOR EVALUATION: 5 to 20 September 2007

EXECUTING AGENCY: International Labour Organization (ILO)
SOURCE OF FUNDS/DONORS: Government of Germany

DONOR CONTRIBUTIONS: USD 3,455,686

TOR PREPARATION DATE: July 2007
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Introduction and rational for evaluation

Following the removal of the Taliban regime, Afghanistan was confronted with the
devastation rendered by two decades of war and conflict. Poverty, illiteracy, destruction
of infrastructure, unemployment and underemployment were, and are, pervasive.

It was in this context that the project “Expansion of Employment Services in Kabul and
Nine Provinces” was initiated in 2003. With the ILO as the Executing Agency and AGEF
as the Implementing Partner, with funding from the German Government,
implementation began in May 2004, with an envisaged timeframe of three years. The
Project was conceived as a contribution to the collective national and international effort
to eradicate poverty and promote socio-economic development.  The total project
budget is USD 3,455,686.

The independent final evaluation have not been conducted before the project phase 3
ended in March 2007 due to some changes and certain limitations faced by the project
i.e. new funding arrangements, changes in senior project personnel and difficulty in
identifying an independent evaluator willing to travel to Afghanistan. The proposed
evaluation has been postponed to be undertaken in September 2007 and the project is
currently in its fourth phase.

The evaluation shall be complied with the UN evaluation norms and standards and
OECD/DAC Evaluation quality Standards™.

Background on project and context

The project location is in Afghanistan'?>. The implementing partner was AGEF. The
project rational was that jobseekers, training providers and employers could be linked
through the provision of labour market services by Employment Services Centres
(ESCs). Such linkages could help reduce the level of unemployment, promote the
acquisition of needed skills and, more broadly, combat poverty.

In its conception the Project defined three objectives. These were the:

a) establishment of Employment Service Centres (ESCs) in Kabul and nine
provinces, accompanied by capacity building activities at the participating
Ministries such that there would be well-trained staff in these centres able to
provide specific advisory and labour market services to assist employers and
targeted groups of jobseekers;

b) identification of employment and training opportunities and referral of jobseekers
to employment with major projects, private sector employers and other
employment options, and

c) provision of relevant and up-to-date advice and assistance on training and self-
employment opportunities available in the local labour market to targeted groups
of jobseekers.

1 See http://www.ilo.org/eval/policy
12 The Project Main Office is located in Kabul, with Employment Services Centres (ESCs) in Gardez, Ghazni, Herat,
Jalalabad, Jowzjan, Kabul, Kandahar, Kunduz, Mazar and Pul-e Khumri.
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The Project sought to realise these three objectives during three years for which funding
was provided, with Phase 3 concluding at the end of March 2007.

Management of the Project lies with the Project Management Unit (PMU), which
comprises the Chief Technical Advisor, Finance and Administration Officer, and Trainer
as the international personnel. The national staff include an IT Officer, an
Interpreter/Translator and English Language Teacher, Field Officers, a Job Application
Training Trainer and a Finance and Administration Assistant. The Project Site Officers
(PSOs), of which there are eight, manage the ESCs in the provinces. Project
management and implementation involved close consultation and cooperation with the
MOLSAMD.

From its commencement in 2004, the Project proceeded from the physical establishment
of ESCs and their being supplied with necessary furniture, equipment and materials, to
the selection and training of staff who progressively acquired the skills, knowledge and
abilities required of vocational counsellors, along with administration and management
duties. In 2004 ESCs were opened in Kabul, Heart, Jalalabad, Kunduz and Mazar.
2005 saw the opening of an additional four ESCs, in Gardez, Kandahar, Pul-e Khumri
and Jowzjan. The tenth ESC was opened in Ghazni in 2006.

For specific groups of people to receive focussed attention, basic structures and
operations must first be in place. Accordingly, the Project concentrated on building the
physical infrastructure, equipping the offices and providing basic training to the staff.
After the acquisition of generic skills, the specialisation of services was then able to
proceed.

Thus, jobseekers, in the provinces where the ESCs are operating, have access to free
information and guidance on training, employment and self-employment, with referral to
training and wage employment vacancies.

In its implementation, the Project combined technical assistance with concrete activities
that build capacity, provide physical infrastructure, and educate and train individuals in
employment, administration and management functions. This holistic approach to aiding
the development of the labour market was pursued as a means of empowering the local
actors and promoting sustainability.

The Project has entered a Fourth Phase. This fourth phase, is however, limited to the
provision of a CTA. Due to the new funding arrangements, with UNDP as the executing
agency and the ILO as the implementing agency, the ESC Project has become the
Reintegration Support Project for Ex-combatants (RSPE).

1. Purpose of the Evaluation

Given the recent completion of the three phases of the Project, an independent
evaluation is required to (a) assess the impact and value of the Project itself and (b) to
gather information and draw conclusions that may be of utility for similar projects in the
future or other related purposes.
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2. Scope of the Evaluation

The ESC Project (Phases 1-3) was composed of three major components:

a) establishment of the physical infrastructure for the employment services in Kabul
and nine provinces, e.g., refurbishment/reconstruction of offices, provision of
computers and equipment;

b) training and capacity building activities for staff seconded from participating
Ministries; and

c) delivery of labour market services to job-seekers with regard to employment,
training and self-employment opportunities.

Thus, it will be the scope of the evaluation to focus its attention on these three
components: provision of physical infrastructure, capacity building activities, and the
guantity and quality of services delivered.

Clients

The principal clients for this evaluation are the project donor and the ILO Kabul, SRO
Delhi, and ILO HQ.

3. Aspects to be Addressed by the Evaluation

The evaluation shall adhere to the OECD/DAC quality standards for evaluation
guidelines.

The following aspects to be addressed by the evaluation are presented as a series of
guestions and instructions to aid inquiry and assessment.

4.1 Project design

» Is the original justification for the project confirmed by its project design?

» Were the project objectives, as stated in the project document, clearly formulated,
describing the solutions to identified needs?

» Were the indicators of achievement clearly defined, describing the changes to be
brought about?

» Has the project document provided the general framework and strategy for managing
project implementation?

» Has the project design built on lessons learned from previous activities that are
relevant to project objectives?

» Were the project assumptions correct? What, if any, divergence is there between
project assumptions and reality?

4.2 Implementation (delivery process)
» Have the inputs (human, financial and material) to the Project been provided as
planned?

» Have the planned activities been carried out, and the outputs produced, with the
expected quality, quantity and timeliness?
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» Has the overall execution of the project focused on the attainment of the objectives?

« What activities have taken place, outputs produced and impacts realised over and
above what is stated in the project documents?

» How does this Project relate to other ILO projects in Afghanistan?

4.3 Performance

4.3.1 Relevance:

» Describe the needs addressed by the Project as stated in the project document, and
determine whether these needs still exist

» Indicate the views of the intended beneficiaries and/or direct recipients on the
usefulness of the outputs of the project and whether the progress made towards the
achievement of the objectives has contributed to meeting their needs

» Describe alternative ways to meet the needs of the intended beneficiaries and/or
direct recipients, if any.

4.3.2 Effectiveness:

» Were the objectives of the project clear, realistic and likely to be achieved within the
established time schedule and with the allocated resources?

» Describe the progress made towards the achievement of the objectives and specify
major accomplishments and/or drawbacks.

» Describe the intended beneficiaries and/or direct recipients. Terms such as policy
makers, workers and rural poor are not specific enough. Information regarding their
characteristics, such as geographical location, economic sector, income level,
gender, age and decision-making level should be provided, as appropriate.

e Describe whether the number and/or type of intended beneficiaries and/or direct
recipients have been reached according to plan. Explain the reasons for and the
nature of changes, if any.

» Describe the effects of the project on the situation of the intended beneficiaries
and/or direct recipients.

» Describe any internal and/or external factors that have (positively or negatively)
influenced the achievement of the objectives.

» Describe the ways that the effectiveness of the Project could have been improved, if
any.

» How was knowledge shared within and between employment creation projects?

» Has the Project contributed to improved knowledge sharing and management in the
ILO in general and if so, how?

« To what extent has the Project contributed to promoting gender awareness and
gender mainstreaming? Are women participating in the planning, implementation
and monitoring of project activities? (For details of the evaluation of the gender
dimension of the project, please see guiding questions listed in 3.3.5).

4.3.3 Efficiency:

» Explain whether the Project's results have justified the costs incurred.

» Describe alternative ways in which the efficiency of the Project could have been
increased, if any.

» Was the project an appropriate means to achieving the stated objectives?

4.3.4 Sustainability:
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» Were institutional arrangements made to ensure the continuation and/or further
development of activities initiated under the Project? Describe the ways in which
project clients were equipped to assume responsibilities after the completion of the
Project.

» Were the required personnel and other resources provided to ensure the
continuation and further development of relevant activities initiated under the
Project?

4.3.5 Gender Dimension:

* What activities were undertaken to mainstream gender by the Project?

» Were specific studies and analyses of gender issues, of relevance to the Project,
used?

« Did the project obtained technical advice on gender equality issues (e.g. from local
gender experts, ILO gender specialists, ILO Bureau for Gender Equality or other)?

»  Were women-specific or men-specific activities designed and implemented to enable
women and men to participate in, and benefit equally from, the Project?

 How did the Project’'s monitoring and evaluation system explicity measure any
differential effects on women and men, girls and boys?

« Did the Project collected relevant gender disaggregated data?

5. Main outputs of the evaluation

The outputs of this evaluation will constitute a draft report, a final report and an
evaluation summary according to ILO templates (see annex 2). The quality of the
report will be determined by conformance with the ILO quality checklist for evaluation
reports.

When preparing the evaluation report, the independent evaluator should follow the ILO
Evaluation Unit's recommended structure®®, being:

» Cover page, with key project and evaluation data
1. Abstract

2. Brief background on the project and its logic
3. Purpose, Scope and Clients of the Evaluation
4. Methodology

5. Review of Implementation
6. Presentation of Findings, Regarding Project Performance
7. Conclusions

8. Recommendations
9. Lessons Learned
10. Annexes

In addition, a summary evaluation is to be produced adhering to the ILO template, a
copy of which is provided at the end of this document. Example summary evaluations for
other ILO Projects can be found at
http://www.ilo.org/public/english/edmas/eval/reports/project.htm

'3 Guidance information as to the content of each section in the evaluation report is provided in Annex 1.
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6. Evaluation methodology

6.1 Information Sources

The independent evaluation will have access to the following sources of information,
which will be made available by the RSPE Programme Officer and the ILO Liaison
Office:

e project documents

e progress reports

» Initial Assessment of Phases 1-3 of the ESC Project
» ESC resource materials

Field visits and consultation will be organised for the evaluator to interview and collect
information from relevant stakeholders.

6.2 Consultations
The following consultations are advised and will be arranged by the ILO Liaison Office:

e Liaison Officer, ILO Kabul

e CTA, ESC Project (currently based in Geneva)

* other project personnel

* Deputy Minister Bashiri, Ministry of Labour, Social Affairs, Martyrs and Disabled
(MoLSAMD)

e other staff from the MoLSAMD, at the central and provincial levels

¢ MOLSAMD staff seconded to the ESCs

* individual job seekers, employers and vocational training providers

Data should be sex-disaggregated and different needs of women and men be
considered in evaluation process.

The first draft of the evaluation report is to be submitted to the ILO evaluation manager
appointed to this evaluation, who will circulate, collect comments and forward all the
comments to the evaluator. It is expected that both the final evaluation report (in soft
and hard copy) and the summary report be available for dissemination within one month
of the independent evaluator's departure from Kabul.

7. Management arrangement and time frame

It is expected that the independent evaluator will work 7 days a week. The ILO Liaison
Office in Kabul will assist with accommodation and domestic travel arrangements. The
ESC/RSPE Programme Officer, together with the RSPE/ESC CTA, will assist with the
scheduling of field visits and consultations, as well as provide logistical support, such as
with provision of transportation and office space.
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The independent evaluator will report to the appointed ILO evaluation manager. While in
Afghanistan, the independent evaluator will also report to the ILO Officer-in-Charge.

Timetable and Itinerary

Ideally, the independent evaluation should be undertaken in September 2007, with a
timetable approximate to the following:

14to 15 September: travel to Kabul
16 to 18 September: orientation and consultations in Kabul, including a visit to
the Kabul ESC
19to 23 September: travel to selected ESCs outside of Kabul
24 t0 26 September: final discussions and consultations in Kabul
27 September: travel from Kabul

Depending on the availability of the independent evaluator, this timetable of two weeks

may be extended. There is also flexibility with respect to time spent in Kabul, relative to
the other provinces.

8. Evaluator — Qualifications and Experience

The independent evaluator is expected to have the following qualifications and
experience:

» A post-graduate degree in a relevant field, such as the social sciences;

» At least 7 years professional experience the field of monitoring and evaluation,
including demonstrated success in conducting independent evaluations;

» Effective written and verbal communication skills, including proven ability to produce
written, results-focused reports in English;

e Sound analytical and organisational skills;

» Excellent inter-personal skills and ability to work in a multi-cultural/multi-
national/multi-stakeholder setting;

» Excellent command of English, with knowledge of Dari and/or Pashto being
desirable.
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Appendix 1

Structure of the Evaluation Report

Cover Page, with Key Project and Evaluation Data

Key Project Data: Project title, project number(s), donor(s), project start and
completion dates, budget, technical area, managing ILO unit,
geographic coverage.

Key Evaluation Data: Type of evaluation (e.g., independent or internal, interim or
final), managing ILO unit, start and completion dates of the
evaluation mission, name(s) of evaluator(s), date of
submission of evaluation report.

1. Abstract

e Maximum 3-5 pages

» Focuses on key findings and recommendations, and should be understandable
as a stand-alone document.

* When preparing the abstract, it should be kept in mind that the abstract will
appear in the evaluation database, which is accessible on the ILO’s intranet and
public website.

2. Brief Background on the Project and its Logic

» Brief description of the project’s objectives and rationale.

* Project logic and strategy at approval and during implementation, including
agreed revisions.

» State of implementation and delivery of the project.

3. Purpose, Scope and Clients of the Evaluation

* Type of evaluation.

» Brief description of purpose and scope of the evaluation.
» Clients of the evaluation.

» Analytical focus of the evaluation.

4. Methodology
» Brief description of the methodology used.
» Information sources, including remarks on the gaps and limitations.

 Remarks on the limitations of the methodology and problems encountered in
data gathering and analysis, if any.
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5. Review of Implementation

Brief review of the main stages in implementation of the project, highlighting main
milestones and challenges.

6. Presentation of Findings

Based on key evaluation questions in the analytical framework.

Covering all key evaluation criteria, but concentrating on key issues:

- relevance and strategic fit of the project;

- validity of the project design;

- project progress and effectiveness;

- efficiency of resource use;

- effectiveness of management arrangements;

- impact orientation and sustainability; and

- special concerns (if applicable).

It can be useful to order findings by these categories, but it is not mandatory.

7. Conclusions

Concluding assessment(s) derived from findings.
Main message(s) to remember.

8. Recommendations

Worded in a constructive manner and aimed at improving the project, future
projects, the programme, and general ILO strategies.

Presented in a clear, concise, concrete and actionable manner, making concrete
suggestions for improvements. (i.e. “Who should do what to improve what?")
Specify who is called upon to act; it can be useful to group recommendations by
addressee.

9. Lessons Learned

Observations, insights, and practices extracted from the evaluation that are of
general interest beyond the project sphere and contribute to wider organisational
learning.

Highlight good practices, i.e. experience about what has been tried with a good
result. Good practices are a way to make lessons learned more concrete. It
must be possible to generalise or replicate them in other projects or work
contexts, otherwise they are not interesting. (“What has worked particularly well
and why?” “How can it be generalised or replicated?”

10. Annexes

Should include the ToR and list of persons contacted.
Can include any other relevant information, e.g. tables with supplementary datsa,
survey questionnaires etc.
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Attachment 3: List of Persons Contacted

For a list of persons contacted, email eval@ilo.org
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Attachment 4: List of Reference Documents and Papers

1. DAC Criteria for Evaluating Development Assistance OECD
2. DAC Network on Development Evaluation DAC Evaluation Quality Standards

3. Project Document Phase: 1 Expansion of Employment Services Centres to 6 Provinces in
Afghanistan September 2004

4. Project Document Phase: 2 Expansion of Employment Services Centres to nine Provinces
in Afghanistan, January 2005

5. Project Document Phase: 3 Expansion of Employment Services Centres to nine Provinces
in Afghanistan. September 2005

6. Progress Report — January to December 2005 Gregor Schulz February 2006
7. Semi Annual Progress Report — January to June 2006 Gregor Schulz July 2006
8. Consultancy Report Jacqueline Paul August 2006

9. TERMINAL REPORT Expansion of Employment Services AFG/06/01M/GTZ Period
Covered: 1 April 2006 to 31 Mar@007 Jacqueline Paul Kabul, May 2007

10. FINAL REPORT.Expansion of Employment Services Centre in 9 Provinces and Kabul.
AFG/03/03M/FRG Gregor Schulz, May 2006

11. Internal Evaluation Report Expansion of Employment Services Centres to 9 Provinces in
Afghanistan Gregor Schulz, Jacqueline Paul, September 2006

12. Project Document: Reintegration Support Project for EX-Combatants /Employment
Services Centre Project

13. Project Document: The National Skills Development and Market Linkages Program
(NSDP)

14. Minutes of the Presentation on the Findings of the external evaluation on DDR and
Commanders Incentive Programme UNDP August 2007

15. ‘A Study of Human Resource Supply and Labour Market Demand’ conducted by: The

Labour Market Information and Analysis Unit of MOLSAMD and supported by The
National Skills Development Programme. July 2007.
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