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INTRODUCTION

PLACES

The International Organization for Migration’s (IOM) PLACES 
delivers area-based response in conflict- and displacement-
affected communities in Afghanistan. Area-based response 
puts existing communities’ capacities at the centre to avoid 
replication of structures, and provides integrated rather 
than sectoral assistance. Following in-depth assessments and 
engagement processes, PLACES implements multi-sectoral 
transition and recovery assistance building on existing 
governance, basic services and market systems. Such response is 
designed on the premise that evidence-based and participatory 
planning can give affected populations a meaningful voice in 
local socioeconomic recovery, build community cohesion 
and resilience, and create trust in local stakeholders through 
increased engagement and accountability.  

PLACES is an area-based approach, following five 
interconnected steps:  

1. Targeting: As a first step in the PLACES approach, data collected 
by IOM’s Displacement Tracking Matrix (DTM) on community 
needs across Afghanistan is used to provide a high-level overview 
of the current situation at national and provincial levels. The 
goal of this step is to inform the humanitarian community 
about existing services, facilities and needs so that response 
can be targeted to those most in need and opportunities for 
collaboration between actors can be identified.  

2. Spatial Profiling: As a second step, spatial profiles are developed at 
provincial level to provide strategic recommendations for a multi-
sectoral response. The aim is to analyse and identify gaps in the 
existing basic services networks and the market systems in order 
to select catalytic interventions. 

3. Community Assessment and Engagement: Building on the 
evidence developed in the previous two steps, IOM assesses and 
engages with communities. Through participatory and inclusive 
planning workshops, community members develop Community 
Action Plans (CAPs) that set out an overarching strategy with 
comprehensive actions for the immediate-, medium- and long-
term.  

4. Implementation: Upon the identification of CAP priority actions, 
IOM implements community-led stabilization, reintegration 
and resilience projects, and facilitates referrals to specialized 
partners. Communities are closely involved in all stages of the 
implementation, including in the detailed design of projects, 
through Cash-for-Work and in the monitoring and evaluation 
phase.  

5. Community-based Monitoring and Evaluation: Communities select 
quantitative and qualitative indicators to measure change, and to 
hold IOM and partners to account.  

COMMUNITY ACTION PLAN

The CAP is a planning tool developed by communities for 
communities. It sets out shared objectives and multi-sectoral 
actions for the short-, medium-, and long-term. Each CAP is 
tailored to the local context and designed as a living document 
that adapts to the changing conditions in the communities. It is 
developed, owned and updated by community members. The 
purpose of the CAP is to support resource mobilization and to 
guide inclusive investments in communities that serve the needs 
of and prioritize all social groups, particularly those whose 
voices may otherwise be unheard.  

https://dtm.iom.int/afghanistan#:~:text=DTM%20in%20Afghanistan%20is%20designed,returnees%2C%20IDPs%2C%20migrants%20and%20mobile
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INTRODUCTION

METHODOLOGY

The CAP is the final output of an in-depth community 
assessment and engagement process. Meetings and workshops 
are held with a representative group of community members, 
including returnees and internally displaced persons (IDPs). 
Depending on the cultural context, women are consulted 
separately from men.  

The workshops are divided into two key phases: (i) assessing 
and understanding, and (ii) prioritizing and planning. During 
the first phase, community members develop a shared 
understanding of the root causes of the problems affecting the 
communities, the social dynamics and vulnerabilities of different 
socioeconomic groups, as well as the existing resources and 
capacities that could be used to address certain needs. 

The second phase focuses on defining and agreeing upon 
a community strategy that serves all community members, 
particularly those who are most vulnerable. The community 
strategy sets out a vision, objectives and actions, which are 
then prioritized based on their estimated impact and feasibility. 
Considerations to estimate impact include whether the 
action would support the most vulnerable, whether it would 
contribute to multiple objectives in an integrated manner, 
and how many people it would benefit. Considerations to 
estimate feasibility include a reflection on the existing assets and 
capacities in the communities, the financial resources and time 
needed to implement the action, as well as long-term operation 
and maintenance needs.  

The findings of all exercises are compiled in the CAP and 
validated through a public display, including a ‘you said, we 
listened’ exercise that accountably presents how additional 
feedback from community members was incorporated into the 
final CAP.  

In Safi Kot, PLACES implementation began in March 2022. 
Community assessments and engagements were conducted 
during the week of 7 March 2022. Separate sessions were 
held for women and men from the community. Due to the 
sensitive nature of consulting with women in this conservative 
neighbourhood, the most of the women consulted were from 
three families only. The following groups were represented:

 î Women – 20 participants 

 î Young girls – 5 participants 

 î Men – 26 participants 

 î Young boys – 1 participant
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DISTRICT CONTEXT

Safi Kot community sits within Deh Sabz District, which 
covers land north-east of Kabul city and includes some urban 
sprawl from the city itself. From the IOM DTM Community 
Based Needs Assessment (CBNA) carried out in November-
December 2021, the Deh Sabz District population is reportedly 
around 447,000. Much of the population is spread through 
smaller rural settlements and around 45 per cent of income 
generation within the district is from agriculture and livestock 
farming, followed by unskilled/daily labour, services (13%) and 
production/manufacturing (11%). Unemployment is high, with 

an estimated 90 per cent of men and 97 per cent of women 
unemployed within the district.

Proximity to Kabul city means that services are available to 
the population within the district, with a low proportion of 
households lacking access to health care. At the time of the last 
CBNA assessment, it was reported that around 10 per cent 
of children were out of school. There is phone and internet 
coverage within the district with 90 per cent of households 
having access to a phone and 50 per cent having access to the 

internet. Public electricity was also partially accessible, generally 
in areas closer to Kabul city. 

Access to water remains an ongoing issue within this district. 
Insufficiency of agricultural and drinking water were issues faced 
by households across the district. The main source of water for 
the majority of households were dug wells. 

Figure 3. Estimated proportion of households with insufficient 
water*

Figure 2. Estimated proportion of households living in damaged 
buildings

Figure 1. Average proportion of community members out of 
employment

*Question phrasing:

What percentage of your community did not have access to enough drinking water?

What percentage of those who farm in this community do not have adequate access to water for agriculture/farming?

What percentage of those who have livestock in this community do not have adequate access to water for their livestock?

https://dtm.iom.int/reports/afghanistan-baseline-mobility-and-community-based-needs-assessment-november-december-2021
https://dtm.iom.int/reports/afghanistan-baseline-mobility-and-community-based-needs-assessment-november-december-2021
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COMMUNITY LOCATION WITHIN KABUL CITY NEIGHBOURHOOD CONTEXT

Safi Kot is an informal urban settlement, located in PD 21 of Kabul Province 
on the outskirts of the city. It is considered to be an area with high numbers of 
returnees; from focus group discussions with the community in March, community 
representatives estimated there were a total of 28,000 individual community 
members; of these 3,500 were returnees and 1,350 were IDPs.

Kabul city has an elevation of 1,791m and is bounded by mountainous terrain. 
Much of the growth of Kabul city over the previous 30 years has been informal, 
beyond the limits of the last city plan. The Kabul river traverses the city east to 
south. Safi Kot community sits on a largely flat plain and abuts the Kabul River on 
its northern edge. The settlement is flood prone and experiences regular seasonal 
flooding. 

Power supply poles have been installed in the community and residents have access 
to electricity. There is currently no formal waste management system, and informal 
waste dumping is common.

Most residents of this community speak Pashto language and belong to the same 
tribe – Safi. They share the same culture, values and beliefs. There are no major 
issues that challenge their coexistence within the community.

Farmland is unavailable within this urban settlement and residents are employed 
predominantly in daily wage labour in Kabul city, a small number of households 
also depend on remittances. Income across the community is generally low and 
employment issues were exacerbated by the COVID-19 outbreak and associated 
lock-downs, and the economic impacts following August 2021.

Residents have limited access to sanitation, education, health services, potable 
water, paved roads and public transportation.
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THE COMMUNITY ACTION PLAN
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THE COMMUNITY ACTION PLAN

COMMUNITY STRATEGY

The second phase of the engagement process focuses on 
‘prioritizing and planning’. Building on the findings of the 
previous exercises, the community members defined a 
community strategy, including a shared vision, objectives and 
relevant actions.

Community Vision

Community Objectives

Actions

Safi Kot should be a self-sufficient 
community with good living standards

A stable economy All community members 
are in good health

All community members 
have access to clean 

water

Well-educated 
community with job 

opportunities



Lower unemployment 
rates



Secure livelihoods



Have a high school-
attendance rate



Improved access to 
health care, especially for 

women and (newborn)
children



Raise the level of 
education



Improve access to 
education (including 
related to hygiene)



Improve access to good 
quality water



Improve hygiene and 
sanitation facilities



Improve road 
infrastructure for better 
access to social services, 
education, health care, 

markets and jobs



Improve existing bridge 
to enhance access to 

quality transportation

All groups in the 
community are 

represented and have a 
voice in decision making

All community members 
can access the goods and 

services they need



Establish a women’s 
Shura



0 500250 M eters

Much of Safi Kot community is currently 
unoccupied. Households have bought land 
and built compound boundaries, but are not 
yet living in the community. Facilities and 
residents are concentrated in the north-west 
of the community, around the proposed road 
improvements. 

Proposed road improvements linking to the 
Kabul-Jalalabad Highway

While there are four schools in the community, 
the girls school is currently not functional and 
there is no secondary education facility.















Boys school 

Girls school

Mixed gender school (both 
genders at different times)

Bridge

functional

partially functional

non-functional

Proposed road 
improvements

COMMUNITY ACTION PLAN

Immediate-Term Projects

The communities identified projects that they want 
to prioritize in the immediate term (0 - 6 months). 

Access to services was one of the most 
significant challenges faced by the community, 
with implications for health and education access as 
well economic success through access to jobs. They 
proposed the development of 5km of concrete road 
to address this challenge.

Access to healthcare was another challenge 
raised by the community. To meet their needs, 
they proposed the development of a BHC to 
provide access to healthcare in the community, 
addressing the current need to travel significant 
distances to existing facilities. They also proposed 
equipping existing facilities with medication and staff 
to improve capacity.

Through the CAP process, the community 
highlighted gaps in access to education. The 
construction of an additional school building is 
proposed, as is technical and vocational training 
to allow training of youth and adults to improve 
employment, with links to businesses.

Access to water within the wider district as 
well as in the community itself is a challenge. 
The community proposed water projects to help 
address water shortages. The arrival of returnees 
in the community has added an additional strain on 
already limited supplies. 
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IMMEDIATE-TERM PROJECTS

Community Objective Action Cost Estimate Project Delivery

All community members can safely 
and efficiently access the goods and 
services they need

Construction of 5km of concrete surfaced road, replacing the main arterial dirt road 
that provides access from the community to Kabul 

Financial Resources: 700,000 USD

 

A stable economy AND

Well-educated community with job 
opportunities

Construction of an 8 or 12 class school building for boys and girls. Land will be provided 
by the community, and the project will be coordinated with the Ministry of Education 
(MoE)

Financial Resources: 350,000 USD for 
the school building. MoE to provide 
teachers and teachers’ salaries

A) Short-term trainings for unskilled and semi-skilled with final tool kits support (TVET) 
including literacy classes specifically for women

B) On-the-job training/placements to link IDPs and returnees with the market 
(apprenticeship)

C) Support local small and medium enterprises (SMEs) 

D) Nursery/preschool setup (complementary to action A, as this will allow women to 
participate in the trainings while their children are in the nursery)

Financial Resources: not yet defined

All community members enjoy 
good health

Construction of a Basic Health Clinic (BHC) to provide quality health care, and to 
reduce the mortality rate among the pregnant women and children aged younger than 
five years old. Furnish nearest clinic to improve its capacity

Financial Resources: 350,000 USD 
(BHC)

120,000 USD for clinic 
improvements, medication, 
equipment and staffing

Implementation of  a Water, Sanitation and Hygiene (WASH) project in the Safi Kot 
community to provide access in clean water, and increase knowledge of effective 
sanitation and hygiene practices in order to decrease water-borne diseases 

Financial Resources: 80,000 USD for 
water supply project

10,000 USD for WASH awareness 
campaigns

THE COMMUNITY ACTION PLAN
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Proposed bridge enhancements

Heavy vehicle crossing point when river level is low. This is 
an alternative location for the addition of a bridge, should 

enhancements to the existing bridge not be possible.

Second link bridge from Kabul-
Jalalabad Highway to Safi Kot

Proposed flood barriers to 
protect the land east of the 
existing bridge from flooding. 

COMMUNITY ACTION PLAN

Medium-Term Projects

The communities identified projects that they want to prioritize in 
the immediate term (6 - 12 months). 

Access in and out of Safi Kot community is constrained by 
the Kabul River. Currently, the main access route in and out of 
the community is a small bridge that is unsuitable for heavy vehicles 
and trucks. Trucks must cross the riverbed to the south-west of 
the community when the water level is low in order to bring heavy 
goods into Safi Kot. Community members also wish to address the 
seasonal river flooding challenges.

There is currently no Women’s Shura in the community to 
provide women with a role in decision-making. Establishing one 
would help redress this imbalance. 
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MEDIUM-TERM PROJECTS

Community Objective Action Cost Estimate Project Delivery

All community members can safely 
and efficiently access the goods and 
services they need

Improvement of existing bridge and protection wall to allow easy 
access for families in Safi Kot community to the main Kabul Jalalabad 
highway and to Policharkhi Bazar.

Financial Resources: 60,000 USD

 

All groups in the community are 
represented and have a voice in 
decision-making

Establish a Women’s Shura in Safi Kot community to increase women’s 
role in decision-making on social and development activities

Financial Resources: 5,000 USD to 
provide the Shura equipment and to 
provide trainers to help the women 
set up the group

THE COMMUNITY ACTION PLAN
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Latrines and water supply systems are proposed 
for the north-west of Safi Kot community where 

the population is already established.









Bridge

functional

partially functional

non-functional

Legend

Long-Term Projects

The communities identified projects that they want to prioritize in 
the long-term (12 - 18 months). 

The community proposed projects on access to latrines to 
improve sanitation and hygiene. The latrines are to be spread 
across the community to provide equal access to facilities. Their 
construction also provides employment opportunities.

The community also proposed literacy training for adults. 
At present, many women and some men living in Safi Kot 
are illiterate. Building these skills provides greater employment 
opportunities for all. Education for women typically improves family 
health outcomes. Construction of a women’s marketplace provides 
the opportunity for women to learn new skills through TVET and 
benefit from them through access to safe marketplaces.

COMMUNITY ACTION PLAN
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LONG-TERM PROJECTS

Community Objective Action Cost Estimate Project Delivery

All community members have 
access to clean water

Provision of water supply in Safi Kot community to provide regular 
access in clean and safe water.

Financial Resources: Undefined

Community offered to provide land and 
5-10 per cent of the overall budget. 
In addition to this, the community will 
contribute to maintenance of the water 
supply project.

All community members enjoy 
good health

Construction of 200 latrines across the community Financial Resources: 57,000 USD  

All children and adults have access 
to quality education.

Provision of literacy and numeracy classes for illiterate community 
members, including women

Financial Resources: 36,000 USD

All adults in the community have 
employment opportunities

Construction of a women’s marketplace Financial Resources: 40,000 USD

THE COMMUNITY ACTION PLAN
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SAFI KOT NEIGHBOURHOOD, DEH SABZ DISTRICT
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SAFI KOT NEIGHBOURHOOD

Challenges

  Access to employment opportunities.

  Access to education.

  Access to healthcare services.

  Drinking/potable water.

  Affordable transportation.

  Access to latrines and sanitation facilities.  

  Absence of women’s role in community decision-making 
due lack of Women’s Shuras.

  Absence of women in the market because there isn’t 
a facility suitable for them to use for selling goods and 
products.

  Lack of functional factories and manufacturing 
companies. 
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COMMUNITY ENGAGEMENT FINDINGS
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ROOT CAUSES

PROBLEMS

Lack of TVET 
Centre 

Poor access to 
services in Kabul

No access to 
nearest clinic

No water reservoir

Lack of school 
access

Poor roads
Economic problems

Water scarcity

Limited engagement 
from government

Increase in the number 
of returnees

COMMUNITY ENGAGEMENT FINDINGS

PROBLEM TREE 

Community members began the engagement process with a series of exercises to 
create a common understanding of the local context across the community cluster, 
before identification and prioritization of solutions. The Problem Tree facilitated shared 
agreement on key problems in the communities, their root causes and their effects.

What is a Problem Tree?

A Problem Tree is a graphical representation of an existing problem, its causes and 
effects and aims to get a clear and shared understanding of the issue. Colleagues 
carrying out the CAP public engagement exercise discussed with participants the root 
problems in their communities and their effects. Two sessions were carried out, one 
with female participants and one with male participants. The problem tree on the 
right side of this page shows the result of the workshop; the root causes and effects as 
identified by the participants.
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STAKEHOLDER ANALYSIS 

The stakeholder analysis aims to identify and improve the 
understanding of socio-cultural dynamics in the community 
cluster. Community members discussed and explored 
which social groups were most and least powerful, as well 
as what divides and connects community members.

Stakeholders in the community cluster

 î The Ulma Shura and community elders are the 
most powerful stakeholders in the community and 
have direct influence on all men, women, children, 
IDPs and returnees.

 î The district office, Mullahs, Ulma Shura and 
community elders are in direct contact with each 
other. 

 î IDPs and returnees are the most vulnerable groups 
and are influenced by all stakeholders including the 
district office, Mullah, community elders and Ulma 
Shura. NGOs have no presence in the community.

Guzar Head 

(village leader)

NGOs

Madrassa

Women

Religious leaders

People with 
disabilities

Youth

Returnees

Children

Men

IDPs

Teachers
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NEEDS AND ASSETS 

During the last phase of the ‘assessing and understanding’ phase 
of the workshops, community members discussed how the 
needs and vulnerabilities identified in the Problem Tree affect 
different social groups identified in the Stakeholder Analysis. 

Community members considered how existing community 
assets and capacities could be leveraged to address the 
identified needs, before proposing actions.

COMMUNITY ENGAGEMENT FINDINGS
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A: Understanding needs and vulnerabilities B: Identifying existing assets and capacities Remaining needs and possible actions

Sector (based on MMICD) Needs and vulnerabilities Most affected social group Physical Social Natural Human Capital Economic Remaining needs Possible actions

Education Lack of secondary schools Children, especially girls who cannot 
travel to schools further away (e.g. 
in Kabul)

Existing madrasa buildings

Employment Lack of factories and employers Youth and returnees Shops, Community Development Council 
(CDC) centre

Community Social Networks (community elders, 
Mulahs and Ulma Shura members)

Availability of granite stone locally, with 
opportunities for employment related to 
mining/processing

Unemployed youth Extraction of granite creates job 
opportunities

Providing short term skilled training apprentices 
for youth 

Provision of SMEs, TVET, 
apprenticeships and Cash for 
Work project creates employment 
opportunities for youth

Environment & Climate Change Lack of protection from seasonal 
flooding

Water pollution, lack of latrines, lack 
of waste management

The residents whose houses are near 
to the river and flood-prone areas 

Skilled labour, availability of construction stone Engaging in the construction of protection wall 
provides short-term job opportunities for returnees 
and host community members

Availability of stone for construction of 
protection wall  

Skilled and non-skilled labour Construction of a flood protection 
wall avoids yearly damage and 
reconstruction of properties

Water diversion and construction of small 
culverts

Construction of water diversion and 
construction of culverts to areas that 
need it

Governance  No formal CDC; women are not 
included in decision-making (no 
Women’s Shura)

Women

Health (including physical and 
mental health, access to food and 
water etc.)

1. Lack of health centres (clinic and 
hospital)

2. Lack of potable water

All community members

Maternal health, labour deliveries 
(women have to walk long distances 
and have sometimes given birth on 
the way to the hospital) 

Availability of lands Construction of clinic and water supply project to 
supply all residents with clean water

Availability of land for health clinic and 
potential for a water supply project

Midwives, doctors, nurses, skilled and unskilled 
labour available in the community

Construction of both (clinic and water 
supply) project create sustainable job 
opportunity for midwives and doctors 
along with short-term employment for 
skilled and unskilled labourers.

Training of midwives and doctors. Equipment 
for the health clinic

Delivery of trainings and provision of 
equipment

Urban/rural development Poor roads and limited access to 
facilities and services in Kabul

Young women (who cannot attend 
university)

Existing unpaved roads in the community  Taxi rental companies nearby Unemployed youth who could run transport 
services
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COMMUNITY ENGAGEMENT FINDINGS

PRIORITISATION MATRIX

After having identified all actions that would support the 
achievement of the community’s strategy, community members 
prioritized actions based on their impact and feasibility. 

Considerations to estimate the impact included whether the 
action would support the most vulnerable, whether it would 
contribute to multiple objectives in an integrated manner, and 
how many people it would benefit, among others. 

Considerations to estimate feasibility included a reflection 
on the existing assets and capacities in the communities, the 
financial resources and time needed to implement the action, as 
well as long-term operation and maintenance needs.  

Actions were divided into short-, medium-, and long-term. 

Low
Impact

High
Impact

Short-term priority

Medium-term priorityLong-term priority

Medium-term priority

Feasible
Less

Feasible

Establishment of 
Health Clinic

Safe drinking water 
through construction 
of water reservoirs

Bridge improvements

Establish Women’s 
Shura

Construction of roads 
and paving of the 

streets

Apprenticeships with 
SMEs 

Establishment of 
schools and learning 

courses

Trainings for teachers

Construction of 200 
latrines

Literacy/numeracy 
lessons

Construction of 
marketplace for women

Water supply 
system
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CONCLUSION

The community engagement process led to 
the Community Strategy and the Community 
Action Plan (CAP) set out from page 10: 
A set of integrated, multi-sectoral projects 
and interventions to meet the needs of the 
community. The CAP was validated by the 
community members, both men and women.

Community members have the most comprehensive 
understanding of their needs and interventions that can best 
address them, and direct engagement ensured their buy-in 
and ownership of the CAP. The CAP has been translated 
and handed over to the community, and is being used to 
guide future interventions.

IOM will move forward with a number of community 
identified projects, as set out in the CAP. The remainder will 
either be implemented by the community itself or referred 
on to partner agencies with specialist experience.
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