
 1 

 

 

 

 

 

 

 

 

Zardozi – Markets for Afghan Artisans 

 

Durable marketing solutions for women producers and entrepreneurs 

 

Oxfam Novib A-1939-3 

Quarterly Progress Report 

 

1
st

 July – 30
th

 September 2014 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

 

 

 

 

 

 

Zardozi client tracing a design in a Mazar manbeh 

 



 2 

Name of Project Durable marketing solutions for women producers and 

entrepreneurs 
 Kabul, Afghanistan 

 

Name of Organisation Contract partner 
 Oxfam Novib, Bureau South Asia 

 Mauritskade 9 

 PO Box 30919 

 2500GC The Hague, 

 Netherlands  

 

Implementing partner 

Zardozi – Markets for Afghan Artisans 

 Kerry Jane Wilson 

 Director,  

 Street 6, Taimoni Road, Kabul Afghanistan 

 

Project cost  Fifth quarter (1st July to 14th September 2012) 

  Transfer 5: Funding DfID – GBP 114,676 Received by 

Zardozi on 10th September 2012  

  Advanced funds by ON GPB 361,554 (as per 14th 

September 2012; amount to be reimbursed by DfID  

  Cumulative expenditures (15.09.2011-14.09.2012): GBP 

712,674 (excluding September 2012 Zardozi salaries).  

   

 

Project purpose Supporting poor women to become entrepreneurs and to find 

and maintain sustainable market linkages  

 

Project duration    15th September 2011 – 14th September 2014 

 

Type of agreement with DFID  Accountable Grant :  Supporting Zardozi ‘markets for  

     Afghan artisans’.  

     Component  nr 200898-106  PO 40050556   

 

Status of report  12th Quarterly report 

 1st July– 30th September 2014 



 3 

TABLE OF CONTENTS 

1. Executive Summary.......................................................................................................6 
1.1 Operational constraints................................................................................................................................................6 

2. Progress against outputs ...............................................................................................7 
2.1 Overview of progress.....................................................................................................................................................7 

2.1.1 Strategy developments and milestones ......................................................................7 
2.1.2 Staff capacity building ..............................................................................................7 

2.2 Product development and production...................................................................................................................7 
2.2.1 New production systems and business models.............................................................7 
2.2.2 Increased volume and value of production ................................................................10 
2.2.3 Product quality......................................................................................................11 

2.3 Business skills development .................................................................................................................................... 12 
2.3.1 Strengthening business support services ..................................................................12 

2.4 Marketing and market development................................................................................................................... 15 
2.4.1 Garments sector ....................................................................................................15 
2.4.2 New sectors ..........................................................................................................15 
2.4.2 Domestic retail events & trade fairs .........................................................................15 
2.4.3 Retail and service outlets........................................................................................15 
2.4.4 Trade visits for shopkeepers facilitated ....................................................................16 

2.5 Industry association development ....................................................................................................................... 17 
2.5.1 Institutional development ......................................................................................17 
2.5.2 Support to members ..............................................................................................19 
2.5.3 Civil society role development.................................................................................20 

3. Impact ........................................................................................................................21 
3.1 Income data.................................................................................................................................................................... 21 
3.2 FTE and earning data .................................................................................................................................................. 21 

4. Operational constraints...............................................................................................22 
4.1 Finding new clients...................................................................................................................................................... 22 
4.2 Monitoring & evaluation........................................................................................................................................... 22 

5. Risk management .......................................................................................................22 

6. Management and administration ................................................................................22 

7. ON Management ........................................................................................................22 

8. Security ......................................................................................................................22 

9. Lessons learned ..........................................................................................................22 
9.1 CBC utilisation rates and membership fee payment .................................................................................... 22 
9.2 Calculating number of women working with the Programme (NCE 7) ................................................. 23 

10. Innovative/new ways of working ................................................................................23 
10.1 Monitoring CBC utilisation rates............................................................................................................................ 23 
10.2 Calculating number of women working with the Programme (NCE 7) ................................................. 24 

ANNEX 1 Report against outputs and indicators in project logical framework .....................25 

Annex 2: Progress against recommendations - Mid-term Review........................................26 

Annex 3: Risk Matrix..........................................................................................................29 



 4 

Annex 4 Business Models and Production systems........................................................31 
 



 5 

Acronyms and explanation of terms 

 
Explanation of terms 

Nisfe Jahan (also Guild or ASK) The membership-based organisation established by Zardozi and 

now being guided to independent status 

Manbeh (also design resource access 

point or community business centre 

or CBC) 

Community level business resource centre within walking distance 

for every group of 30 to 35 Nisfe Jahan members. The CBC/CBC 

functions for half day a week and is located in an  NJ member’s 

home. Each CBC/CBC elects one NJ Executive Committee member 

who represents them to Zardozi and at NJ meetings 

Trade facilitation centre – now 

known as New Business Line. 

Business opportunities which Zardozi checks for competitveness 

using clients for production. The aim is to mentor clients to take 

over those opportunities which turn out to be competitive 

Guild Term still used by Zardozi in some places for Nisfe Jahan 

 
 
Acronyms 

NJ Nisfe Jahan 

CBC Community business centre 

ASK Anjuman e Sanya e Disti (previous name for Nisfe Jahan) 

TFC Trade facilitation centre – now known as New Business Line 

CDA Client demand analysis – meetings held with staff and NJ Executive Committee 

members to discuss feedback on services provided and requests for new services 
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1. Executive Summary  

The last quarter of the third and last contract 

year was the slowest quarter in the contract 

in terms of new clients. This was due to a 

general slowdown in the economy over fears 

about election related violence. 

 

The No Cost Extension (NCE) contract and 

budget was agreed with DFID through Oxfam 

Novib.  

 

Mazar Nisfe Jahan chapter established the 

first NJ regional office towards the end of 

September and recruited a salaried 

accountant to manage NJ accounts in the new 

office.   

 

Further work was done on assessing 

unemployment rates leading to a review of 

the classification of clients. Providing new 

business opportunities and services advanced 

with new sectors being opened up (livestock 

and poultry) and plans emerging for working 

with clients to set up small garments production workshops under client management. 

 

Staff capacity development was a focus during the quarter with the majority of staff receiving at least 

one new training on Zardozi as an institution as recommended by the staff capacity development 

consultant. 

 

During the quarter, only 118 women became new Nisfe Jehan members bringing the total number of 

members to 2,392 against a total target of 2,778 for the 3 year contract. New FTEs1 was 217 bringing 

the total of full time employment created, to 6,594 against a three year target of 6,720. 

 

The development of a relational database using SQL software continued with support from 

programmers in Sri Lanka who will visit Kabul in October to finally handover the system to the Zardozi 

M&E Unit.  

1.1 Operational constraints 

The perceived insecurity surrounding the coming elections seriously undermined efforts to bring new 

clients into the system.  

                                                
1
 Full time employment – a measure of achievement developed by DfID 

Now Anees has support from her husband 
Anees lives with her husband and their two daughters who go to the free 
Government university. Anees was always interested to work but felt she 
had insufficient tailoring skills; she then joined NJ and Zardozi, 
completed all trainings and within three months was earning at least Afs 
2,000 per month. Unfortunately Anees’ husband was uneasy about her 
trips to the manbeh and training at Zardozi; Anees was not sure she 
would be able to continue with her work. She took her problem to the 
Zardozi staff in the manbeh.   
 
Staff and NJ members decided to resolve the family tension in Anees 
home through a client celebration ceremony so that her husband could 
see that Zardozi and NJ are culturally acceptable organisations. The 
whole family therefore was invited to a ceremony where three successful 
clients were being celebrated. Anees’ husband was so impressed by the 
successful women that he requested to be allowed to speak himself. 
 
Anees’ husband Anwar then proceeded to quote Islamic principles 
supporting women’s work. He said that now he felt quite happy about his 
wife working. Anees says these days her husband reminds her when it 
is manbeh day. Anees’s business continues to expand, she recently 
took a loan to purchase a heavy duty sewing machine and she has 
already accumulated Afs 10,700 in savings. They are also a happy and 
united family. 
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2. Progress against outputs 

2.1 Overview of progress 

2.1.1 Strategy developments and milestones 

Progress was made in producing more sections of the 

operational manual for regional teams including 

translation of completed sections. 

2.1.2 Staff capacity building 

As recommended by the Consultant in April, an 

‘Introduction to Zardozi’ training course was 

developed and the majority of staff attended one of 

the many courses held in Main and Regional offices 

during the quarter. Staff were very appreciative of the 

new course which, as a result, will be held regularly in 

future so as to cover all new staff.  

 

The same process was followed for Gender training; 

the Core Values training module was developed but 

training was not started due to the need to not 

overload staff.  

2.2 Product development and 

production 

2.2.1 New production systems and business 

models 

New Business Models 

During the quarter Zardozi sought clarity on what constitutes a ‘new business model’ and a ‘new 

production system’ (Indicators A1 and A2). The final list of business models and production systems is 

given in Annex 4. Out of the 22 business models given in Annex 4, 11 relate to working exclusively 

within the community and neighbourhood and 11 involve engaging in the public market system. 17 of 

these models have been developed over the contract period. Although 70% of clients are engaged in 

the original business models, the percentage of Nisfe Jehan clients adopting one or other of the new 

business models is slowly increasing particularly now that the programme is supporting women to 

move into new sectors such as livestock and food processing. 

 

New Production Systems 

As with business models, there has been some developments in our understanding of what constitutes 

a new production system over the contract period. Annex 4 outlines 6 production systems within the 

programme, 3 of which are new for Nisfe Jahan members since the beginning of the contract. An exact 

figure for the number of NJ members using a new production systems is difficult to calculate, what is 

given below is based on the best estimates given by staff. 

 

 

Mohsina has courage and resilience 
Mohsina (M1402) lives in Kampe Sakhi an IDP 
resettlement area outside Mazar city. Men from this area 
try to find day labouring work in Mazar city but the cost of 
travel is high and work is hard to find. The inhabitants 
tend therefore to be poor with little disposable income 
and Zardozi finds it hard to link women from Kampe 
Sakhi profitably to markets – either within the camp or in 
Mazar.  
 
Soon after her marriage, Mohsina moved to Kampe Sakhi 
with her husband who unfortunately died soon after; she 
now lives with her brother who is also a day labourer. 
Mohsina started tailoring for her neighbours as she 
knows how little money her brother has to support his 
own family. She was not very successful as a tailor until 
Zardozi’s support services allowed her to use her own 
strengths to earn a living. First she improved her skills, 
then Zardozi staff motivated her to fill orders for the black 
clothes needed for the Shia festival of Muharam. Mohsina 
made a good profit from this but it only whetted her 
appetite for more success, so she was introduced to the 
wholesale market in Mazar. Now she has started working 
with another client who has large orders but not the 
capacity to complete them. These days Mohsina’s 
ambition is almost limitless and she is ready to keep 
expanding her business as far as it is possible.  
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Table 2.2.1 Calculation of the number of NJ members using new production systems (Indicator A2) 

New Production systems Mazar Herat Kabul Jalalabad Total 

Using apprenticeship labour 50 0 0 0 50 

Using workshop labour 1 4 0 0 5 

Selling production of another NJ member 0 0 3 0 3 

 51 4 3 0 58 

 

New Business Lines 

The sales income from new business lines (NCE 6) in the past quarter is low compared to previous 

quarters and again this seems to be due to sluggish regional  economies due to election insecurity. The 

number of clients employed in new business lines also fell (NCE 3 and NCE 4). During the quarter 

surveys continued on small garments production workshops in Kabul, Jalalabad, Mazar and Herat. This 

garments production system is fast expanding and, after discussion with Executive Committee 

members in Kabul it was agreed to try working with clients to establish their own workshops in Herat. 

Herat was selected as some clients in Herat have already established small workshops providing a pilot 

project which can be used as an example for other clients. The Herat economy is also the most 

dynamic of the 4 regions of the programme even given the current economic slowdown. 

 

Number of women working with the programme (NCE 7) 

See Section 9.2 

 
OUTCOME A Ability of female producers and entrepreneurs to develop and market competitive products is improved 

Achieved 
Outcome 
Indicator 

 
Qtr 1 

Oct-Dec 
13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 
Total 

Target 
Year 3 

A1 Number of NJ members with new 
production systems 

0 3 2 53 58* 10 

A2 
Number of NJ members with new business 
models 

0 1 0 700 700* 8 

 282 328 408 217 1,233 2,870 
Male 0 0 0 0 0 0 A1.3A 

Number of FTEs created for 
men and women by the 
program Female 282 328 408 217 1,233 2,870 

NCE 3 
Total number of clients employed in new 
business lines  

10 79 98 56 56 na 

NCE 4 
Total number of home workers employed in 
new business lines 

24 129 122 26 26 na 

NCE 5 
Number of new business lines handed over 
to client management 

0 0 0 0 0 na 

NCE 6 
Total quarterly sales income from new 
business line incubation ($) 

1,216 20,829 26,048 3,933 52,026 na 

NCE 7 
Total number of women working with the 
programme (NJ members plus home 
workers) 

7,111 7,023 8,486 7,931 7,931 8,000 

*This figure represents a new understanding of what constitutes a business model (see section 2.2.1) 
 
 
OUTCOME A Three year achievement  - Ability of female producers and entrepreneurs to develop and market 

competitive products is improved 

Achieved 
Outcome 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

A1 Number of NJ members with new 0 13 11 58 58 25 
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Achieved 
Outcome 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

production systems 

A2 
Number of NJ members with new business 
models 

0 14 11 1 26 19 

 na 2,822 2,539 1,233 6,594 6,720 
Male  0 0 0 0 0 A1.3A* 

Number of FTEs created for 
men and women by the 
program Female  2,822 2,539 1,233 6,594 6,720 

 

See Section 3.2 for a discussion of FTEs (A1.3A). 

 
Design development  

Quarterly achievement  

Design collections continue to be popular (A1.1) but it is also difficult 

to satisfy this need for new designs as the internet is only partially 

useful for finding new designs appropriate for Afghanistan. Zardozi 

continues to try out new ideas, at present clients in Mazar and Herat 

are eager to use Iranian fashion magazines which Zardozi is sourcing 

directly from Iran and selling in the CBC. 

 

Design workshops are not as popular as they once were (A1.3), it is 

not entirely clear why, nevertheless the two workshops remaining in 

the target will be completed before the end of the year. Altogether 

during the quarter, 19 new CBCs were established in order to 

accommodate new clients.  
 

OUTPUT A1 Product types and styles developed respond to customer preferences 
Achieved 

Outcome 
Indicator 

 
Qtr 1 

Oct-Dec 
13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 
Total 

Target 
Year 3 

A1.1 
Number of design input collections 
developed 

6 6 6 5 23 10 

A1.2 Number of NJ members utilising design 
resources (new) 

32 202 234 143 611 450 

A1.3 Number of design workshops facilitated 3 5 3 1 12 14 

A1.4 
No of design resource access points for 
NJ members established (new) 

8 7 3 1 17 16 

 
Three year achievement 

Over the three year contract period, 57 new CBCs were established making a current total of 67 

including the 10 already set up before the start of the contract (see A1.4). 
 
OUTPUT A1 Three year achievement - Product types and styles developed respond to customer preferences 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

A1.1 
Number of design input collections 
developed 

0 6 23 23 52 24 

A1.2 
Number of NJ members utilising design 
resources (new) 

70 982 1,218 611 2,811 970 

A1.3 Number of design workshops facilitated 0 6 20 12 38 30 
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Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

A1.4 
No of design resource access points for NJ 
members established (total) 

10 22 28 17 67 44 

 

2.2.2 Increased volume and value of production 

Quarterly achievement 

During the reporting period the volume of trade per client was significantly lower than in previous 

months (A2.1) reflecting the downturn in trade as a result of election uncertainty. This is also reflected 

in the low average of home workers actively employed (A2.3). 

 
OUTPUT A2 NJ members have increased volume and value of production 

Achieved Outcome 
Indicator 

 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 

Total 

Target 
Year 3 

 20 35 17 9 81 150 

Male 0 0 0 0 0 0 A2.1 

Number of lead NJ member 
business women receiving 
performance coaching to obtain 
and successfully complete 
contracts above 50 pieces per 
working month Female 20 35 17 9 81 150 

 74 63 65 8 210 200 
Male 0 0 0 0 0 0 A2.2 

Number of NJ members trained 
in order management 

Female 74 63 65 8 210 200 

A2.3 
Average number of home workers actively 
employed by NJ members** 

4.92 4.34 5.0 4.03 4.03* 10 

*This is not a cumulative figure, it is the quarterly average calculated at the end of the 4th quarter  
**This figure refers to clients whose business model includes employing other women (bronze) thus it does not include 
neighbour tailors  
 

Three year achievement 

Over the contract period the average number of home workers actively employed steadily decreased 

(A2.3) as the number of clients in Mazar and Herat increased at a faster rate than in Kabul. In Mazar 

and Herat the large numbers of women looking for work in the market means that buyers tend to give 

smaller orders to more women who, in turn, employ fewer home workers. 

 

Table 2.2.3 Average number of home workers employed by clients working in the bazaar market (Bronze 
business category), by region, Jul-Sep 2014 

Region Average number of home 
workers actively employed 

Herat 0.29 
Mazar 1.00 
Jalalabad 6.55 
Kabul 8.26 
Overall 4.03 
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OUTPUT A2 Three year achievement - NJ members have increased volume and value of production 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

 30 129 135 81 345 310 
Male 0 0 0 0 0 0 

A2.1 

Number of lead NJ member 
business women receiving 
performance coaching to obtain 
and successfully complete 
contracts above 50 pieces per 
working month 
 

Female 30 129 135 81 345 310 

 0 110 215 210 535 500 
Male 0 0 0 0 0 0 A2.2 

Number of NJ members trained 
in order management 

Female 0 110 215 210 535 500 

A2.3 
Average number of home workers actively 
employed by ASK/NJ members 

8.0 9.64 5.98 4.03 4.03 10 

*This is not a cumulative figure, it is the quarterly average calculated at the end of the 4th quarter  
 

2.2.3 Product quality  

Private sector suppliers 

One additional client started the business of selling tailoring supplies such as: needles, 

thread, buttons etc to women visiting CBCs (A3.1). 

 

Skills training 

During the quarter finding new clients became even more difficult, it seems this is a 

result of the uncertainty generated by the prolonged election process (A3.2). Over the 

contract period a total of 5,591 women have been trained by the programme in skills 

upgrade in tailoring and various types of embroidery (A3.2).  

 

Branding products 

Zardozi supplies merchandising materials i.e. labels and printed cellophane packets, to 

Nisfe Jahan members at cost price. The brands consist of three clothing labels:  

 

• Parwana (butterfly) brand label for clothes made by Copper tailors and for school 

uniforms. There is also a printed cellophane packet 

• Fashion Garment label for high quality ladies shirts being produced for the Kabul 

retail sector 

• Tawus (peacock) branded cellophane packets to be used for kandhari 

embroidered pieces – this brand already exists as labels for peron 

tumban produced by the Trade Facilitation Centres 

 

The cellophane packets are generally sold to clients through the CBC, labels are provided free. Staff 

assess the quality of product and reliability of the client before allowing her access to branding 

materials. A list of clients authorised to use the brands is maintained in each regional office. The 

cellophane packets are the most popular and are used by clients with a variety of business and 

production models (see Annex 4). 
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OUTPUT A3 Product quality satisfies buyer requirements 
Achieved Outcome 

Indicator 
 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 

Total 

Target 
Year 3 

A3.1 Number of private sector suppliers 
sourcing materials according to NJ 
members' needs (new) 

3 4 1 1 9 8 

A3.2 Number of women satisfactorily 
achieving agreed skills standards through 
skills training (new) 

297 631 469 293 1,690 1,870 

A3.3 Number of NJ members branding 
products based on NJ production 
standards (new) 

36 56 38 22 152 120 

 
 
OUTPUT A3 Three year achievement  -  Product quality satisfies buyer requirements 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

A3.1 Number of private sector suppliers sourcing 
materials according to NJ members' needs 
(new) 

0 4 9 9 22 15 

A3.2 Number of women satisfactorily achieving 
agreed skills standards through skills 
training (new) 

1,110 1,121 1,670 1,690 5,591 4,400 

A3.3 Number of NJ members branding products 
based on NJ production standards (new) 

0 24 150 152 326 275 

 

2.3 Business skills development 

2.3.1 Strengthening business support services 

Basic business training 

In total 1,944 women have completed at least 6 

basic business courses – approximately 20 hours 

of training in total per person. Training modules 

are continuously reviewed and adjusted to keep 

up with strategy development. Training skills are 

also continuously reviewed by the Kabul-based 

Training Manager who has a number of tools to 

monitor and mentor trainers including: audio 

records of sample trainings, feedback records 

from trainees for each training held, effect and 

impact surveys and regular attendance at training 

sessions. 

 

Opening accounts at formal institutions 

During the quarter the Herat Regional Manager 

asked a local Bank Manager to send female staff 

to talk to clients about the advantages of opening 

bank accounts. The talks were so successful that 

Shinkai supports the family 
Shinkai is from Behsud district, Nangarhar, she is 30 years old and 
unmarried, with three sisters and four brothers. All the brothers and 
one sister are married and living separately, not supporting their 
parents. One brother - married with two children - tried to migrate 
and now he is in jail abroad. Not only do Shinkai and her sister 
have to provide for their elderly parents, they also must look after 
the jailed brother’s young family and send him money for his 
survival in jail.  
At first Shinkai made simple designs, but after joining Zardozi she 
learned more sophisticated, market led designs. Now she has set 
aside a room for herself and her sister for tailoring and embroidery. 
Shinkai is now also well known for her skill in tracing embroidery 
patterns and many women come to her for this. Shinkai and her 
sister can no longer cope with all the orders they are receiving so 
Shinkai’s niece has started purchasing the fabrics needed and 
delivering orders. Their elderly parents are very supportive and do 
all they can to help. 
With Shinkai’s monthly income of around Afs 13,000 she is able to 
cover all the needed expenses and is even planning to purchase 
some new furniture. She also wants to purchase some gold 
jewellery as an investment for herself as she has now lost the 
chance of marriage and is therefore likely to have no one to support 
her in her old age.     
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40 clients opened accounts (A4.3). 

 

Zardozi Financial Services  

Number of loans disbursed (NCE 4.4) 

remains relatively small at 173 for the full 

contract year 3 and 282 since the start of 

the project. Number of loans in Year 3 is 

more than twice the Year 2 total and if this 

expansion continues then the number of 

loans in the coming 6 months will be 

around 150. In fact the women Zardozi 

works with are extremely risk averse and it 

takes time for them to feel confident 

enough to take a loan. Encouraging women 

to take loans also has to be carefully 

balanced with the need to ensure that loans 

are only taken for business purposes and 

with the real intention of repaying. 

 

Further efforts were made to review 

options for an NJ savings service. The 

Director visited OXUS an international MFI 

to take their advice and the Programme 

Director visited Aga Khan women’s savings 

project staff in Tajikistan. As a result it was 

agreed to again delay a consultancy on 

savings and instead to invite an experienced 

staff member from Aga Khan Rural Support 

Programme (AKRSP) in Pakistan to make a 

presentation to staff in Main Office on the 

highly successful AKRSP financial services project in the Northern areas of Pakistan. After this 

presentation options for a savings service will again be reviewed. Together with the need for a 

consultancy. 

 

Table 2.3.1 Loan Fund – Monthly performance indicators, Jan-Aug ‘14 

2014 Delinquency* Portfolio 

at risk 

Loan loss 

rate** 

Loan re-

payment rate 

Jan  0.3% 1.0% 0.0% 99.9% 

Feb 1.0% 1.7% 0.0% 99.4% 

Mar 0.8% 0.8% 0.0% 99.6% 

Apr 0.6% 1.2% 0.0% 99.7% 

May 0.3% 0.3% 0.0% 99.9% 

Jun 0.0% 0.0% 0.0% 99.9% 

Jul 0.0% 0.0% 0.0% 100.0% 

Aug 0.0% 6.8% 0.0% 98.2% 

*delinquency defined as a loan repayment which is more than 4 days late 

**Loans are written off if not repaid within 12 months 

 

The life of Sima Gul (K0294) 
Sima Gul is the daughter of her father’s second wife; her father 
married her to her cousin when she was 13 years old because he was 
old and sick and the sons of his first wife were hostile to the family of 
his second wife. Sima Gul’s cousin was a day labourer and violent 
towards all the women in his family. In addition he would not allow his 
children to attend more than a few years of school and instead forced 
them to weave carpets. One day he took Sima Gul’s small amount of 
gold that her father had given her and went to Iran, he has not been 
seen since. 
 
Sima Gul was thankful that now she could send four of her children to 
school, for the two eldest it was too late as there was no facility for 
older children to return to school. Sima Gul was in great difficulty 
however to feed her children; she started making embroidered 
products which one of her brothers found her the opportunity to sell to 
foreigners in an office. The income was very small and irregular 
however and the family had to continue weaving carpets. Even with 
this, the children were cold and hungry. Their only heating in winter 
was almond shells - the poor in Dashte Barchi shell almonds for no 
payment except the shells.  
 
Sima Gul joined Zardozi six years ago, today the family has thankfully 
abandoned carpet making, their income is at least Afs 8,000-9,000 
per month, the house is properly furnished, no one is hungry and the 
four younger children are doing well in school. Her success has 
penalties however, Sima Gul says that she has to be very careful to 
constantly explain from where she gets her income. For example she 
attends every possible family function because, if she doesn’t, her in-
laws may say that she is ashamed to show her face because she is 
earning money from inappropriate activities. 



 14 

Table 2.3.1 indicates a general improvement in the quality of the loan portfolio since reporting started 

against internationally recognised portfolio indicators in January 2014. The high PAR in August is the 

result of resolving a issue from 2012 where a defaulted loan was partially repaid with stock and the 

shortfall was not entered correctly in the system.  

 

Reintegration of clients into markets  

Average quarterly unemployment rates have steadily dropped since monitoring started (NCE 4.6). 

However, now that the rate is below 5% it is clear that many of those remaining are not unemployed 

so much as dormant or graduated (see Section 9).  

 

Clients per CBC 

Average clients per CBC (NCE 4.8) is gradually increasing as other women from the same geographical 

area hear about the programme and seek to join and as the programme opens up new opportunities in 

new sectors for clients within the CBC area (see section 2.4.2).  

 
OUTPUT A4 Business development support strengthens NJ members' business performance 

Achieved Outcome 
Indicator 

 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 

Total 

Target 
Year 3 

 180 192 244 118 734 935* 
Male 0 0 0 0 0 0 

A4.1 Number of NJ members 
completing basic business 
training (6 courses) (new) Female 180 192 244 118 734 935* 

 76 65 73 0 214 165 
Male 0 0 0 0 0 0 

A4.2 Number of NJ members 
completing advanced business 
training (4 courses) (new) Female 76 65 73 0 214 165 

A4.3 Number of NJ members registering for 
accounts at formal institutions (total) 

14 31 8 40 93 60 

NCE 4.4 Number of loans disbursed 20 66 37 53 173 na 
NCE 4.6 Average quarterly unemployment  8.5% 8.4% 6.4% 4.7% 4.7% 5% 

NCE 4.7 
Average quarterly CBC/CBC utilisation rate (% 
of registered clients using CBC/CBC at least 
once in the quarter) 

55% 61% 57% 53% 53% na 

NCE 4.8 
Average number of clients registered to each 
CBC/CBC 

30 31 34 35 35 40 

*Target revised upwards from 400 to 935 
 
 
OUTPUT A4 Three year achievement – business development support strengthens NJ member business 

performance 
Achieved 

Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

 220 227 983 734 1,944 960 
Male       

A4.1 Number of NJ members 
completing basic business 
training (6 courses) (new) 
 

Female 220 227 983 734 1,944 960 

 166 157 435 214 806 397 
Male       

A4.2 Number of NJ members 
completing advanced business 
training (4 courses) (new) Female 166 157 435 214 806 397 

A4.3 Number of NJ members registering for 
accounts at formal institutions (total) 

6 47 43 93 183 125 

NCE 4.4 Number of loans disbursed 0 36 73 173 282 na 
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2.4 Marketing and market development 

2.4.1 Garments sector 

Average volume of monthly trade (A5.1) has dropped probably because of the poor economic situation 

as a result of election uncertainty. The number of buyers contracting with clients continues to increase 

as new clients develop new products and enter new markets (A5.2). 

2.4.2 New sectors 

New sectors were a focus during the quarter – 11 clients 

were facilitated to diversify their business model to include 

the livestock sector, 4 were given training and equipment 

and purchased chickens for egg laying and 7 purchased 

sheep to take advantage of the Eid-ul-Adha market for 

livestock. The full list of sectors in which clients are now 

engaged is given in Table 2.4.1 below. 

 

Table 2.4.1 Summary of business sectors in which Zardozi clients are engaged 

 Business sector Contract year in which sector 

started by Zardozi clients 

1. Garment production  Year 1 

2. Retail Year 1 

3. Services – beauty parlours Year 1 

4. Food processing Year 2 

5. Livestock Year 3 

 

2.4.2 Domestic retail events & trade fairs 

Retail events and trade fairs carried on through the 

summer (A5.3 and A5.5). A new style of trade fair was 

held in Herat to generate interest and orders from 

schools for school uniforms. The Herat regional office 

worked with staff designers and clients to produce a 

range of school uniform designs and then invited 

school heads to a trade fair to view the designs and 

prices. It was a most successful event and resulted in 

over $12,000 worth of orders through the TFC. 

2.4.3 Retail and service outlets 

Three more retail outlets (home shops) were 

established during the quarter (A5.4) making 16 for 

the year and 29 for three years. In the first year, 3 

shops failed as staff had little experience with retail, 

in the past year no shops have failed although for 

some, profits are small particularly if the client is not 

willing to invest in sufficient stock. In the past quarter 

8 women started 3 months of beauty parlour training 
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arranged by Zardozi. This is a lucrative sector but many communities are unwilling to allow beauty 

parlours to be set up, particularly in Jalalabad region, as engaging in the beauty sector is often seen as 

sha meful for women.  

2.4.4 Trade visits for shopkeepers facilitated 

When the indicators for this project were developed, it was expected that one way to develop the 

market for women produced products, was to facilitate exchange visits for shopkeepers between 

different markets. Unfortunately this has not been a useful exercise, in fact it proved very difficult to 

persuade shopkeepers to make exchange visits. Some visits were arranged in Years 2 and 3 by the 

trade consultant working for Zardozi who motivated rural shopkeepers to visit the Zardozi Mazar trade 

facilitation centre to purchase peron tumban for distribution in the rural market. This was not cost 

effective however and peron tumban have since been sold to larger traders with their own distribution 

networks. Over the NCE period, Zardozi will arrange trade visits for clients or request an adjustment to 

this indicator. 
 

OUTPUT A5 Opportunities for marketing handwork products improved 

Achieved 
Output 

Indicator 
 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 
Total 

Target 

Year 3 

A5.1 
Average volume of monthly trade 

per NJ member 
49 56 55 34 47 42 

A5.2 
Number of buyers contracting with 

NJ members (total) 
244 259 282 345 345 100 

A5.3 
Number of domestic retail events 

facilitated through NJ 
0 3 0 1 4 8 

A5.4 
Number of domestic retail outlets 

facilitated through NJ (new) 
6 2 5 3 16 8 

A5.5 
Number of domestic trade fairs 

facilitated 
0 2 2 2 6 11 

A5.6 
Number of trade visits for 

shopkeepers facilitated 
0 0 0 0 0 8 

NCE 5.7 
Average number of business sectors 

per CBC 
   1.11 1.11 na 

 
 
OUTPUT A5 Three year achievement - Opportunities for marketing handwork products improved 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

A5.1 Average volume of monthly trade per 

NJ member 
30 44 39 47 44 42 

A5.2 Number of buyers contracting with NJ 

members (total) 
50 113 241 345 345 236 

A5.3 Number of domestic retail events 

facilitated through NJ 
0 10 7 4 21 16 

A5.4 Number of domestic retail outlets 

facilitated through NJ (new) 
0 6 7 16 29 19 

A5.5 Number of domestic trade fairs 

facilitated 
5 5 13 6 24 29 

A5.6 Number of trade visits for shopkeepers 

facilitated 
1 2 7 0 9 17 
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2.5 Industry association development  

In September the Small Enterprise Education and Promotion (SEEP) Network profiled Zardozi (B1) at its 

Annual Conference entitled ‘Scaling Impact in Inclusive Market Systems’. The Zardozi Director 

participated in the presentation on  ‘Incorporating Women into Markets using Push/Pull in Ghana, 

Afghanistan, Pakistan’ during the conference which provided an inspiring perspective on the market 

development sector and a unique networking opportunity.  

 

During the quarter the Guild Manager left and although a thorough handover process was carried out 

in each regional office, it was not possible to recruit a replacement for her despite several attempts. As 

a result no feedback survey on member satisfaction with NJ services was completed during the quarter 

(B2 and B2.2). The percentage of satisfaction reported for the year has therefore been given as 

between 95 and 100% (B2).  

 
OUTCOME B Industry association is recognised as a formal institution representing members' in civil society 

and providing services responsive to women's business needs 

Achieved Outcome 

Indicator 

 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 
Jul-Sep 

14 

Total 

Target 

Year 3 

B1 Number of times that NJ is 

profiled by external 

organisations 

1 1 0 1 2 4* 

B2 Percentage of female 

producers reporting 

satisfaction with NJ 

services 

100% 97.5% 100% na 95%-100% 85% 

*Target increased from 3 to 4 to include target not achieved in Year 2 
 

 

OUTCOME B Three year achievement - Industry association is recognised as a formal institution 

representing members' in civil society and providing services responsive to women's business 

needs 

Achieved 
Outcome 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

B1 Number of times that NJ is profiled by 

external organisations 
0 1 1 2 4 6 

B2 Percentage of female producers 

reporting satisfaction with NJ services 
75% 100% 95% 97% 95%-100% 85% 

 

2.5.1 Institutional development  

New NJ members 

During the reporting period an additional 118 women became NJ members (B1.1) bringing the total 

number of new members in Nisfe Jehan to 2,392 against a planned total over 3 years of 2,730. The 

balance will be made up over the NCE period. 

 

 

 

Democratic processes 



 18 

During the quarter, Kabul Nisfe Jahan chapter held elections within the Executive Committee, for office 

bearers. The NJ/Zardozi system is  to hold general elections for the Executive Committee as a whole 

(one member per CBC). Then the new Committee takes 3 months for capacity building including new 

members shadowing Zardozi staff through a range of activities to give them a chance to understand 

the kind of responsibilities they are taking on. This helps to ensure that when it is time to vote for 

office bearers within the Committee, members vote based on merit rather than any other basis. 

 

Handover of responsibilities 

The Mazar NJ chapter finally found a suitable building 

for the regional NJ chapter office and recruited a female 

book keeper to help them run the office. Handover of 

responsibilities and shifting of meetings to the new 

office will take place early in  October; meanwhile the 

new bookkeeper is under training in the Mazar office.  

 

Zardozi has been trying to register Nisfe Jahan with 

either WIEGO or Homenet (B1.6) for several years with 

little success as Homenet does not respond to phone 

calls or e mails and WIEGO although more responsive, is 

reluctant to register Nisfe Jahan as NJ does not 

represent any other home worker associations in 

Afghanistan. WIEGO are more interested in registering a 

national association which represents all other 

associations in the country. Zardozi is therefore now focusing again on Homenet and a contact made 

at the SEEP conference promised to help with this.  

 
OUTPUT B1 Industry association has progressed in institution building 

Achieved 
Outcome 

Indicator 
 Oct-Dec 

13 

Jan-Mar 

14 

Apr-Jun 

14 

Jul-Sep 

14 
Total 

Target 

Year 3 

B1.1 Number of registered NJ members (new) 180 192 244 118 734 935 

B1.2 NJ is registered with GOA 0 0 0 0 0 0 

B1.3 
Number of NJ elections for office 

bearers facilitated 
0 4 4 2 10 7* 

 174 188 245 118 725 745* 

Male 0 0 0 0 0 0 
B1.4 

Number of  NJ members 

receiving training in 

institution building, 

democratic principles and 

leadership 

Female 174 188 245 118 725 745 

B1.5 

Percentage of NJ management and 

accounting tasks for which ASK office 

bearers have responsibilities 

30% 30% 30% 30% 30% 15% 

B1.6 
Number of memberships obtained with 

global handcraft / homework affiliates 
0 0 0 0 0 1 

 
 
 
 
 

Robina has ambition and courage  
Robina has aged parents and 11 younger siblings, 
6 of whom are still in school. Her father earns 
around Afs 7,000 per month as a carpenter, 
Robina tried to help by tailoring and embroidery 
but with little success.  
 
Once she joined Zardozi however she used the 
manbeh and became good at producing new 
designs. So much so that when her little sister 
took a dress sample to school, Robina received 
40 orders for dresses for graduation day. Now she 
is famous all around the area, she is earning Afs 
7,000 monthly and covering all the family 
expenses – the family is even able to occasionally 
eat meat. 
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OUTPUT B1 Three year achievement - Industry association has progressed in institution building 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

B1.1 Number of registered NJ members (new) 48 1,098 987 307 2,392 2,730 
B1.2 NJ is registered with GOA 0 1 0 0 1 1 

B1.3 
Number of NJ elections for office bearers 

facilitated  
0 3 5 8 16 11 

 0 443 1,094 725 2,262 540 
Male       B1.4 

Number of  NJ members receiving 

training in institution building, 

democratic principles and leadership Female 0 443 1,094 725 2,262 540 

B1.5 

Percentage of NJ management and accounting 

tasks for which ASK office bearers have 

responsibilities 
0% 30% 30% 30% 30% 20% 

B1.6 
Number of memberships obtained with global 

handcraft / homework affiliates 
0 0 0 0 0 1 

 

2.5.2 Support to members   

New member service 

During the quarter Zardozi started a new service (B2.1) for clients – technical expertise to support 

women to purchase chickens for egg laying and sheep to fatten for the Eid ul Adha or the Muharam 

market. 

 

Feedback surveys  

The balance of feedback surveys (B2.2) will be made up during the NCE period.   
 

OUTPUT B2 NJ members have improved understanding of their business needs and are able to design NJ 

services accordingly 

Achieved Output 

Indicator 

 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr 3 
Apr-Jun 

14 

Qtr 4 

Jul-Sep 

14 

Total 

Target 

Year 3 

B2.1 Number of services provided by NJ to 

members (total) 
16 16 17 1 18 18 

B2.2 Number of member feedback surveys on 

specific services 
1 4 1 0 6 8 

 

 

 
OUTPUT B2 Three year achievement – NJ members have improved understanding of their business needs 

and are able to design NJ services accordingly 

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

B2.1 Number of services provided by NJ to 

members (total) 
12 14 16 18 18 18 

B2.2 Number of member feedback surveys 

on specific services 
0 5 7 6 18 20 

 



 20 

2.5.3 Civil society role development 

 

Successful women celebrations 

The consultancy to build on achievements so far with Successful Women celebrations was finally held 

in mid-September and the report will be available later in October. The consultant was satisfied with 

achievements so far but suggested that the impact of the celebrations could be strengthened and 

expanded by: 

• More guidance to staff on ensuring that the invitees fully meet agreed criteria 

• More guidance to staff on issues that should be raised in speeches during the celebration 

• Extending staff understanding of the purpose of the celebration to include strengthening 

community social capital rather than simply assisting women to earn an income 

• Moving the celebrations to the community from the Regional Office in order to strengthen the 

focus on the community and the women rather than on Zardozi 

• Working with Zardozi female staff to improve their own confidence and understanding of gender 

issues 

• Working with NJ members to initiate childcare projects to enable clients to cope with the pressure 

of home responsibilities 

 

 
OUTPUT B3 NJ members have improved understanding of their rights and role in civil society   

Achieved 

Outcome 

Indicator 
 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr  3 
Apr-Jun 

14 

Qtr  4 

Jul-Sep 

14 

Total 

Target 

Year 3 

 191 69 26 21 307 220 
Male 0 0 0 0 0 0 

B3.1 

Number of NJ 

members trained on 

rights, gender and civil 

society 
Female 191 69 26 21 307 220 

B3.2 

Number of NJ members 

contributing to civil society 

events 

0 2 4 10 24 21 

B3.3 
Number of civil society events 

organised by NJ 
1 3 3 3 10 4 

 
 
OUTPUT B3 Three year achievement - NJ members have improved understanding of their rights and role 

in civil society   

Achieved 
Output 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

 0 136 264 307 707 525 
Male       

B3.1 Number of NJ members trained on 

rights, gender and civil society 
Female 0 136 264 307 707 525 

B3.2 Number of NJ members contributing to civil 

society events 
0 10 16 24 50 47 

B3.3 Number of civil society events organised by NJ 0 2 4 6 12 10 
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3. Impact   

3.1 Income data  

Average client income increase over baseline by quarter, Year 1, Year 2 and Year 3 

Ave ra ge  c lie nt inc ome  -  Ye a r 1,  Ye a r 2  a nd 
1st Qua rte r Ye a r 3
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The chart given above demonstrates that average income varies considerably during each year. 

Although there is a recognisable trend across the three years, it is not clear which of the many 

variables affecting women’s sales income, is responsible for this trend of increased income in the Jul-

Sep period.   

 
Impact Female producers and entrepreneurs enabled to obtain increased income through a strong 

industry association 

Achieved Impact 
Indicator 

 

Qtr 1 
Oct-Dec 

13 

Qtr 2 
Jan-Mar 

14 

Qtr  3 
Apr-Jun 

14 

Qtr  4 
Jul-Sep 

14 

Total 

Target 
Year 3 

1 Average increase in income of 
NJ members 

374% 590% 629% 728% 728% 50% 

2 Average increase in income of 
lead NJ member business 
women 

1,268% 1,811% 1,271% 1,283% 1,283% 60% 

 

 
Impact Three year achievement – Female producers and entrepreneurs enabled to obtain increased 

income through a strong industry association 

Achieved 
Impact 
Indicator 

 Baseline 
Year 1 Year 2 Year 3 Total 

Total 3 
year 
target 

1 Average increase in income of NJ members 42% 836% 254% 728% 728% 265% 
2 Average increase in income of lead NJ 

member business women 
0 >200% 1,221% 1,283% 1,283% 160% 

 

3.2 FTE and earning data 

The total FTEs for the second quarter was 217 (A1.3A) bringing the total for the contract year to 1,233 

against a target for the year of 2,870. It has been clear since January that the final FTE achievement 

would be lower than target as regional teams found it increasingly difficult to find new clients to join 

the programme. It is expected however, that now the election uncertainty is over, it will be possible to 

recruit the balance of clients by end of the NCE period. 

 Year 1 Year 2 Year 3 
Quarter 1 
October - December 

123% 178% 374% 

Quarter 2 
January -March 

130% 248% 590% 

Quarter 3 
April - June 

132% 178% 629% 

Quarter 4 
July - September 

836% 413% 728% 
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4. Operational constraints 

4.1 Finding new clients 

During the quarter finding new clients was particularly challenging as families and women themselves 

were nervous about going into public space where insecurity, due to tensions over the elections, was 

viewed as at a high level. 

4.2 Monitoring & evaluation 

The programming experts continued to work from Sri Lanka with M&E on setting up a relational 

database using SQL. During the quarter, RSI Ltd continued to work on assessing the quality of Zardozi 

M&E data, Zardozi M&E continued to cooperate with RSI. 

5. Risk management  

No new risk issues – see Annex 3 

 

6. Management and administration 

Work continued on registering Zardozi Enterprise as an incorporated charity in the UK; the Board was 

consulted and agreed and a UK Chartered Accountancy firm was selected through quotations for the 

job of registration.  

 

DFID agreed the NCE proposal submitted earlier in the year and adjustments to the contract were 

drafted.   

 

7. ON Management  

Oxfam Novib continued to work as the coordinating agency between DfID and Zardozi.  

 

8. Security 

No new security issues.  

9.  Lessons learned 

9.1 CBC utilisation rates and membership fee payment 

In late 2013 Zardozi started a drive to improve use of the CBC by clients through a better 

understanding of which clients use the CBC and for what services. Pressure was also put on regional 

teams to improve CBC utilisation rates. The results of researching client use of CBCs indicate that client 

business model is the major factor in determining use of CBC business support services. For example, 

clients working in the neighbourhood bespoke tailoring sector have significantly more frequent need 

for CBC services than clients working for shopkeepers in the market. The difference seems to be due to 

the fact that in bespoke tailoring, customers rely on the tailor to offer fashion and design advice and to 

have a wide range of cutting and fitting skills whereas clients working for the market are more likely to 

be given needed design and fashion updates by the shopkeeper they are working for and, in addition, 

this type of piecework generally involves simple tailoring tasks. In bespoke tailoring clients are not able 

to compete with male tailors working in local bazaar without regular support from the CBC. 
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Although the CBC system is therefore a successful method for distribution of services for the majority 

of Zardozi clients more than 50% of whom are neighbour tailors, the role of the CBC in providing 

services to the remaining 50% with different business models, is now the focus. 

 

9.2 Calculating number of women working with the Programme (NCE 7) 

There are a number of issues regarding the calculation of this figure.  

 

Table 9.1.1 Description of categories of women working with the programme 

Description Included in the 
calculation of 

women working 
with Zardozi  

NCE 7 

How women are 
classified in the 
Zardozi M&E 

system 

Clients – women who have completed business training with Zardozi and who directly 
engage in the market 

√ Clients 

Women who work for clients as: family labour, own-home producers or in a workshop 
situation 

√ Home workers 

 
Clients who are Nisfe Jahan members 

√ 
Client – NJ 

member 
Clients who have been trained and linked to the market by Zardozi but who chose not to join 
Nisfe Jahan* and therefore do not receive on-going business services 

√ 
Client – non NJ 

member 
*This no longer occurs as women must join NJ before starting training 
 
Clients who no longer work with the programme because they have: moved to another area, 
got married and are no longer able to work, returned to education etc √* 

Drop out 

Clients who have been trained and linked to markets and who due to their success in 
business feel they no longer need Zardozi 

√ 
Graduated 

Clients who are temporarily not working because use they are: ill, pregnant, busy with family 
events 

√ 
Client - Dormant 

Clients who are out of work because they have lost their usual market linkage and need to 
find a new one 

√ Client - 
Unemployed 

*At present these women are included in the final count of women working with Zardozi. It is planned that by the end of the 
NCE they will have been dropped from this calculation and replaced with new entrants. 
 

10. Innovative/new ways of working 

10.1 Monitoring CBC utilisation rates 

It is now clear that the CBC is a vital resource for neighbour tailors to be competitive but although it is 

still useful it by other sectors, it is needed on a far less frequent basis for example, some clients may 

need the CBC only once in 6 months. As a result, in future, CBC utilisation rate data will be broken 

down by business category to make it a more sensitive monitoring tool for monitoring the 

effectiveness of the delivery model for various services to clients across the full range of business 

categories. 

 

Zardozi will hold a strategy workshop in October to discuss the current business service distribution 

system for business services and whether services to business categories other than neighbour tailors 

should be provided through a different distribution model. 



 24 

10.2 Calculating number of women working with the Programme (NCE 7) 

The calculation of NCE 7 currently includes all categories of clients including those categorised as ‘drop 

out’. By the end of the NCE period Zardozi plans to adjust the criteria so that there are two over 

arching categories, the first will be ‘women linked to markets’ which will include those who were at 

one time linked to markets by Zardozi but subsequently dropped out and those who chose not to join 

NJ. The second over arching category will be ‘women working with the programme’ which will include 

only those working with NJ in the market. This latter category will include those who are ‘dormant’ and 

‘unemployed’. Zardozi is currently working on how to continue working with women who are currently 

designated ‘graduated’ through provision of business services at a higher level than those provided 

through the CBC for example. 
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ANNEX 1 Report against outputs and indicators in project logical framework 
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Annex 2: Progress against recommendations - Mid-term Review  
Since it is now 15 months since the mid-term review, the recommendations for 3-9 months and 6-12 

months have therefore now been summarised below and, after this report, will no longer be reported 

against. 

 
Business categories 

The MTR recommended: 

Formalising and documenting systems for identifying services needed for each business category and 

implementation processes. 

 

Zardozi continues to develop the process of identifying services for each business category as the categories 

themselves evolve. Documentation has been started but not yet completed. 

 

Trade Facilitation Centres 
The MTR recommended: 

Improving marketing with more focussed trade fairs etc and finding a way to handover TFCs to client 

partners. Develop a model for reaching national and other regional markets. 

 

It has taken 12 months to see how to do this but since  small, commercial production workshops in urban 

areas has become commonplace it has been possible to see how to facilitate clients taking over TFC 

production (see 2.2.1) and a process for commercialisation of TFCs has been documented. Meanwhile a new 

style of product focussed trade fairs has also been successfully piloted. New TFCs are being started using 

clients as partners from the beginning as a pilot. This may be a suitable model for reaching national and 

regional markets. 

 

Loan Fund  
The MTR recommended: 

Bringing the Loan Fund policies, monitoring systems and record keeping processes up to international 

standard; complete documentation and develop Nisfe Jahan capacity to manage the Loan Fund. Expand the 

loan fund and ensure that clients are aware of loan fund availability. 

 

The Loan Fund was audited, brought to international standard and documented. Nisfe Jahan continues to 

have some responsibility for management but their role has not been expanded as Zardozi continues to 

develop systems for improving management and monitoring health of loan portfolio. The loan fund 

continues to the increase in loans made demonstrates a higher level of client awareness of loan availability. 

 

Nisfe Jahan 
The MTR recommended: 

Starting a voucher system for fee payment.   

Instead of a voucher system Zardozi is promoting a range of payment models suited to different business 

categories starting with a workshop discussion in Oct 2014. 
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Recommendations for be completed in 18 months 

  Recommendation Timeframe 18 months Progress up to end Sep 2014 

LA1 Setting clear and realistic expectations of what the Executive Committee can do and 
contribute will assist in the development of NJ. Consider developing a document which 
outlines the short and medium term objectives of NJ and the Executive Committee 
Members’ roles and responsibilities; identify the skills needed to manage those 
responsibilities and outline specific trainings or strategies to transfer the necessary skills to 
the NJ Executive Committee Members. In the medium term, consider creating a paid 
position within NJ which could be held by a strong or talented ECM in each regional 
chapter. This would help mitigate some of the transient nature of the ECMs who may come 
and go and leave capacity gaps within the Executive Committee. It would also continue to 
move the ownership of the organization from Zardozi to the members.  

The capacity building of NJ 
ECMs can be designed and 
started within the next 18 
months.  

LA2 Set clear intermediate goals for NJ and separate Zardozi services from NJ services. Create 
an internal MOU which outlines roles and responsibilities for each organization (step 3 in 
the process found in the next recommendation). It may not be realistic in the near to 
medium term for NJ to be able to coordinate services such as trainings or market linkages, 
but they could, for example, start to manage more aspects of the Manbehs, exhibitions and 
the loan fund.   

The strategic decisions of 
which services to allocate to NJ 
(as opposed to maintaining 
them within Zardozi) as well as 
the establishment of the plans 
for transfer can be achieved in 
the next 18 months. 

Nisfe 

Jehan 

LA3 Develop a process for setting reasonable objectives for Nisfe Jehan and delivering results, 
grounded in a realistic understanding of the environment and capacity of the members. 
Figure 3, outlines a potential process for transfer of responsibilities to NJ ECMs.  The 
process begins by assessing the capacity of members, establishing short and medium term 
goals for NJ, and clearly delineating the roles and responsibilities for NJ and Zardozi. The 
process continues based on the identified roles and responsibilities of NJ, the capacity 
needed to manage these, and a capacity development plan for ECMs. As the ECMs are 
shepherded through the process by Zardozi and gain capacities, Zardozi can start to 
transfer full responsibilities for specific activities and services to NJ. Once the stated goals 
are achieved or well on the way, the process starts again with the evaluation of the 
enhanced capacity of NJ members.  

This process can be 
established within the next 18 
months and continue to be 
used in an iterative fashion into 
the next project phase. The 
previous recommendation 
outlines some of the short to 
medium term responsibilities 
which could be initially 
evaluated and transferred. 

Formal discussions on capacity 
development started with Kabul 
NJ chapter (see section 2.5.1) a 
strategy workshop scheduled for 
NCE period. Mazar NJ regional 
Office established in Sept 2014. 
 

 LB1 Membership fee payments may be more consistent if fees are directly linked to access to 
services. A potential approach to this would see the ECMs involved in the month-to-month 
collection of fees, and designation of fixed amounts to specific services. For example, 75 
Afs per week per Manbehs could be earmarked for the weekly Manbeh services (cutting, 
patterns, use of space, etc). Every month, the ECM would be responsible to sign over the 
payment to Zardozi. This would clearly establish that services have costs, as well as the 
purpose of the fees. Remaining funds could then be allocated to activities or services as 
decided by the ECMs such as exhibitions. Here, NJ could contribute a portion of the costs 
of an exhibition while Zardozi would still need to co-fund such activities for the foreseeable 

This strategy will require 
planning and capacity building 
of ECMs, but can be 
accomplished within the next 
18 months. 

Pilot project expanded to include 
2 more CBCs. Workshop to 
develop strategy planned for 
October to be followed by further 
discussions with NJ 
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  Recommendation Timeframe 18 months Progress up to end Sep 2014 

future. ECMs would be expected to assess the needs or expectations of their Manbeh 
members for these services and therefore represent them when fund-allocation is decided.  

 LB2 Support talented women who are willing to invest and to become neighbourhood service 
providers. Upgrading the skills of potentially strong service providers would allow for 
increased income flow to these clients, while at the same time providing women with 
access to needed services within their own neighbourhoods in a culturally acceptable 
manner. This transfers the onus of responsibility for operation, maintenance and quality 
control of services to market based operators who are generally better positioned to 
respond to market demand.   

This activity can be launched 
within the next 18 months, but 
will require time in the next 
phase of the project to be 
solidly established and 
replicated. 

Pilot project on-going 

 LB3 In order to strengthen the representative nature of the ECM’s role, the Mazar/Jalalabad 
model of ECM selection should be applied in all regions. Having one ECM per Manbeh 
makes it easier for all clients to at least know their ECMs and be able to access and pass 
feedback more easily. As membership grows there may eventually be too many Manbehs 
and corresponding elected representatives to have an effective committee in each region. 
If or when this number is reached (recommended 20 to 25 committee members should be 
the upper limit) different strategies should be evaluated, by looking at governance 
approaches of other membership-based organizations. One potential approach would be to 
create a two-tiered approach with a larger general committee which meets less often and a 
smaller executive committee which meets once a month – a variation on the current model 
of EC and office bearers.   

The standardized approach 
can be rolled out across all 
regions within the next 18 
months. 

Completed during NJ elections in 
2013 

 LB4 This new development should be clearly identified as a pilot to avoid rolling it out in other 
areas before establishing if it presents a stronger model than the mixed union approach. If 
it is judged to be a more beneficial approach, a clear plan will need to be prepared for 
those women who are not Copper Tailors.  

The Copper Tailors’ Union pilot 
should run for up to a year with 
a thorough evaluation of the 
strengths and weaknesses of 
this alternative model. 

Copper Tailors Union idea 
dropped 

 LB5 As described above, the executive committee for NJ needs to be introduced to basic 
financial responsibilities. These should include costs of services, monthly fee collection, 
contribution to the payment of certain services, costs of activities such as exhibitions etc.  
Financial understanding is a crucial first step towards financial management. Zardozi will 
still bear the responsibility of funding the majority of costs for NJ. 

In the next 18 months, capacity 
building of the ECMs in financ-
ial management can be achie-
ved and a concerted effort to 
normalize monthly fee payment 
may be accomplished. 

Formal discussions on capacity 
development started with Kabul 
NJ chapter (see section 2.5.1) a 
strategy workshop scheduled for 
NCE period. 
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Annex 3: Risk Matrix  
 

Risk Probability Impact Mitigation Measure 
Residual 

Risk 

Update Quarter 12 

Strategic Risks  

1. Deteriorating security 

situation. 

Medium High • Zardozi will follow security developments on a 

daily basis and provide an adequate security set-

up for its staff and consultants 

Medium Security remains unchanged in 

operational areas  

2. Destabilising macro-

economic situation. 

Low Medium • Linked to the security situation, but female 

micro-entrepreneurs have a low profile (and 

demand for traditional products is generally 

high) to continue operating even in worsening 

economic conditions. However, income growth 

potential could be affected. 

Low Macro-economic situation is 

showing stagnation due to election 

uncertainty 

3. GoA retracts support for 

female entrepreneurship 

Low High • Linked to security situation and government 

regime. Mobility restrictions on women would 

slow and/or stall recruitment of female sale 

agents and reduce retention of sale agents. 

Medium GoA continues to support female 

entrepreneurship 

• Operational Risks  

4. Insufficient interested 

semi-skilled women can be 

located to recruit as sale 

agents 

Low High • Linked to security situation. There is an 

abundance of semi-skilled women all over the 

country keen to earn an income. 

Medium In the past quarter women less 

interested due to security concerns 

5. Unable to recruit 

sufficiently qualified male and 

female staff at central and 

regional levels 

Low Medium • Zardozi already has a capacity development 

system in place and will refine and emphasize 

staff mentorship models as needed; consultants 

will be brought in to support staff mentorship as 

needed 

Low Experienced female staff reluctant 

to be posted to regional offices  

6. Programme approach 

found to be incompatible with 

the cultural and/or economic 

context of new areas 

Low Medium • Zardozi will assess the cultural and economic 

context prior to expansion and new office 

establishment. A new area will be selected 

and/or a new approach determined to fit the 

context as necessary 

Low No such problem encountered so 

far 

7. Sale agents take 

advantage of home workers’ 

Low Medium • ASK will include an ombudsman for home 

workers. All ASK members will ensure that their 

Low This has occasionally occurred with 

new NJ members – each time 
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Risk Probability Impact Mitigation Measure 
Residual 

Risk 

Update Quarter 12 

lack of access to markets to 

increase their own share of 

profits over 30% 

home workers have access to the ombudsman problem is solved through 

discussion 
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Annex 4 Business Models and Production systems  

 
Business Models – Types of business model in MHPP 
 
Home production and neighbourhood sales 

 Business Model Example New 

1. Filling bespoke tailoring orders from neighbours and community Copper tailor  
2. Selling to neighbours and community through home-based shop  New 
3. Selling to community through shop in local area but not in home  New 
4. Running a bespoke tailoring shop in local area but not in home  New 
5. Piecework for Zardozi managed bespoke embroidery orders – supervision of quality done through CBC Clare’s orders New 
6. Piecework for a Zardozi managed order for a new business line managed through Regional Office peron tumban  
7. Cooperating with another client to run a bespoke tailoring workshop in local area but not in home  New 
8. Processing food for sale in the locality – neighbours and through local shop • Biscuits 

• Yoghurt etc 
New 

9. Cooked food produced at home and sold on the street through a male family member Samosa sold to 
school children 

New 

10. Backyard farming of chickens and selling to neighbours and local shop Egg production 
 

New 

11. Backyard farming of chickens and selling to neighbours and local shop and to wholesale market Egg production 
 

New 

 
Piecework - Bazar sales – retail and wholesale 

 Business Model Example New 

12. Tailoring for shopkeepers on piecework system using home producers Bronze  
13. Own account tailoring for shopkeepers on piecework system – using family labour Bronze  
14. Embroidery for shopkeepers – kandhari embroidery (using home producers) Bronze  
15. Embroidery for wholesalers using home producers Beadwork   
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Own production - retail 

 Business Model Example New 

16. Designing own clothes and finding orders from shopkeepers against samples   
17. Selling own design and production in exhibitions  New 
18. Selling own production through others who attend exhibitions  New 
 
Other 

 Business Model Example New 

19. Selling commercial items through bazaar shop Selling bathroom fittings  New 
20. Buying sheep and fattening them for Eid market – can be sold to neighbours or taken to wholesale market  New 
21. Selling tailoring items to clients in CBC  New 
22. Henna painting of customer hands in the park  New 
 
 
New Production – Production systems in MHPP 

 

 Type of production Examples in MHPP New 
1. Own account production work • Neighbour tailor 

• Egg laying chickens 
• Fattening sheep 
• Producing yoghurt 
• Designing and making clothes for retail 

 

2. Own account production work plus family labour • Neighbour tailor 
• Egg laying chickens 
• Fattening sheep 
• Producing yoghurt 
• Designing and making clothes for retail 

 

3. Own account plus apprentices • Copper tailor New 
4. Sale agent system (home producers) Bronze  
5. Using workshop system for production Bronze New 
6. Having production done by another client • Selling another client’s products at an exhibition New 
 


