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Terms and Abbreviations

AACA
ADB
AIA
AIMS
ARTTS
CNA
FAO
GIS
MAAH
MIWR
MPW
MRRS
NDF
NGO
shura
UNDP
UNICEF
VFU

Afghan Assistance Coordination Authority

Asian Development Bank

Afghanistan Interim Administration

Afghanistan Information Management System
Agricultural Research and Technology Transfer System
comprehensive needs assessment

Food and Agriculture Organization

geographic information system

Ministry of Agriculture and Animal Husbandry
Ministry of Irrigation and Water Resources
Ministry of Water and Power

Ministry of Rehabilitation and Rural Development
National Development Framework
nongovernment organization

traditional governing committee

United Nations Development Programme

United Nations Children’s Fund

veterinary field unit

Currency Equivalents
(as of 30 April 2003)

Currency Unit — Afghani (Af)

Af1.0 = $0.0192
$1.0 = Af 52

NOTE: In this report, “$” refers to US dollars.



Foreword

ollowing the Tokyo Conference on Reconstruction Assistance to Afghanistan in January 2002, a mission com-

posed of representatives of external funding agencies, led by the Asian Development Bank (ADB), visited

Afghanistan for one week during February 2002 to initiate a needs assessment for the natural resources and
agriculture sector. This mission provided the foundation for, and recommended a more detailed analysis of needs by, the
current mission, which visited Afghanistan from 7 April to 7 May 2002.

The CNA mission was led by ADB and comprised Allan Kelly (ADB, Project Economist/Mission Leader), Ray
Shaw (ADB consultant, Agriculture Economist), Richard Smith (ADB consultant, Rural Development Specialist), Elayne
Gallagher (ADB consultant, Institutions Specialist), Ted Breckner (ADB consultant, Agriculturalist), Aziz Bouzaher
(World Bank, Natural Resource Specialist), Tony Garvey (World Bank, Water Resources Specialist), Rodney Kennard
(FAO consultant, Livestock Specialist), Abdul Salkini (International Centre for Agricultural Research in Dry
Areas, Agricultural Researcher), and Roma Bhattacharjea (United Nations Development Programme, Gender
Specialist).

The terms of reference of this mission focused on two requirements, namely (i) the preparation of project
profiles for quick-impact interventions, the so-called QIPs, and (ii) a medium-term strategy, policy, and institu-
tional development framework for the natural resource and agriculture sector to set the stage for sustainable
development into the medium term. For this purpose, the natural resources and agriculture sector is broadly
defined to include all aspects of natural resource management, utilization, and protection.

The mission consulted extensively with the concerned line ministries: the Ministry of Rehabilitation and Rural
Development, the Ministry of Irrigation and Water Resources (MIWR), and the Ministry of Agriculture and Animal
Husbandry. The mission also maintained a close working relationship with the Afghan Assistance Coordination Author-
ity (AACA), which maintains an overview of the sector. Discussions took place with all major international agencies and
external aid providers, and with key nongovernment organizations (NGOs) working in the sector. Field visits were
undertaken to Bamian province, the Panjshir Valley, and the Shamali Plains adjacent to Kabul. In addition, the mission
participated in a Water Resources Development Conference sponsored by MIWR and the United Nations Children’s
Fund, which was held in Kabul between 29 April and 1 May.

The mission is extremely grateful for the time accorded to its activities by the staff of all the various ministries and
agencies working in the sector, and whose views have helped to shape this report. The aim is that this report will provide
a basis to achieve a consensus on a medium-term vision for this sector, together with the policies, programs, and institu-
tional changes needed to realize that vision. Once agreement is reached, the sector framework will provide a basis to
ensure that individual projects are supporting priority activities and outcomes.

Y OsHIHIRO IWASAKI
Director General
South Asia Department



Afghanistan hasahistory of droughtsof varying sever-
ity and will continueto experience such periods. Tradi-
tional coping and mitigation strategies have broken
down under growing popul ation pressures, the collapse
of therural economy, and control by local elites. These
strategies must be rebuilt within the context of the com-
munity devel opment approach and effective natural re-
source management. In the future, vulnerability to
drought must be significantly reduced by incorporat-
ing arange of technologies and by strengthening off-
farm income-generating activities. Any tendency to
misuse natural resources must be countered by appro-
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In the Shamali Vialley, outside Kabul, a group of farmers follow a herd of sheep down a

village road.

priate environmental management institutions backed
by legidation. At present, no agency in Afghanistan has
overall responsibility for the protection of its natural
resources.

Theissuesoutlined above providethe basisfor for-
mulating strategic objectives, identifying short- and
medium-term needs, and deriving policy requirementsfor
anatural resource management devel opment framework,
whichissummarizedin Table 1.

Development Framework

Short-Term Interventions. Itisproposed that the
aboveissues be addressed within the context of anatural
resource management approach based onriver basin (wa
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tershed) planning and the basins’ subdivisions
(microwatersheds), as indicated in the NDF. At the
microwatershed level, management planswould beformu-
lated with full community participation; the communities,
through the allocation of tenure or user rights, would
become the custodians of the microwatersheds' natural
resources. The permitted level of natural resource usein
each microwatershed would be determined in collabora-
tion with the agencies responsible for overal natural
resource management (i.e., theriver basin authoritiesand
their parent organization). Pilot programs to test
microwatershed planning, building upon similar work sup-
ported by NGOs, should com-
BERRN mencewithinthenext 6 months. It
2l isenvisaged that thiswork will take
placewithinthebroader context of
community empowerment and
participatory planning programs.
Pilot socia forestry projects
should be established in those
aresswordt affected by community
fuelwood gathering. These activi-
ties could be initiated quickly
under the Rural Livelihood (short-
term employment generetion) Pro-
gram, and morewidely asacom-
ponent of the Community Devel-
opment Program. Urban greening
projectscould beinitiated quickly

o B i the Rural Livelihood Pro-

— g

gram.

Via a forest and rangeland
inventory, thegtatusof theremain-
ingforest areaand rangeland isto
be assessed using geographic information systems (GIS)
technology. Thepossibility of concluding agreementswith
loca commandersto help curbillegal logging will be con-
Sidered.

Medium-Term Programs/l nvestments. The Gov-
ernment should commititself to atarget of 5% forest cover
within 20 years. Thistarget should be allocated by water-
shed and be made the responsibility of the proposed river
basin authorities. A similar target should be set for the
rehabilitation of degraded rangeland, above aminimum
atitude.

Inthe medium term, forest policy and forest legisla-
tion, implementation of ingtitutional reforms, and social
forestry activitiesas part of the community devel opment
programswill bethe major focus. Policy and legislation
will berequired for community joint management of forest



Table 1. Natural Resource Management Matrix

Inadequate institutional
structures

Need for capacity
building

Demolished
infrastructure

A reformed DoF

Fully trained staff
focused on the new DoF
mandate

Effective working
environment

Conduct an institutional
review and analysis of DoF.

Implement NDF PAIGs at
national and provincial
levels.

Rebuild necessary DoF
office and facilities in Kabul
and provinces for revised
role.

cadastre.

Develop institutional
arrangements for
watershed management.

Develop training programs
based on approved
institutional review
recommendations.

Create a functioning,
reformed agency
responsible for natural
resource priorities.

- Needs Assessment
ey Issue Strategic Objective - Poli enda
teg ! Short-Term Program Medium-Term Development cy Ag
Severe depletion of Restored and enhanced  Assess state of remaining Prepare programs to Interim forest policy,
natural forestand quality of natural forests,  natural forest (using RS/ restore degraded forest including protection
biodiversity resources withalong-termtargetof ~ GIS). and reforestation. measures
5% forest cover
Conversion of pasture-  Improved productivity Assess status of rangeland  Develop programs to Grazing rights
land to cropland and sustainable use of resources and tenure restore degraded integrated into
rangeland arrangements. rangeland. microwatershed
plans
Timber demand rapidly  lllegal logging curbed Reach agreements with Reach agreements to Joint management of
increasing local commanders/ enforce off-take using a natural forests with
govemors. combination of community  communities
wardens and police.
Urban greening Reduced air pollution Initiate peri-urban tree Laborintensive
and more attractive planting/employment programs
urban environment program.
Demand for fuel- Anintegrated household  Establish social forestry Develop soil-forestry Rural energy policy
wood for household energy program programs in selected programs as part of
energy in excess of areas. community
supply microwatershed plans.
Lack of accountability Community-based Formulate pilot micro- Implement microwatershed ~ Community
for natural resource microwatershed plans watershed plans in plansincluding investment  responsibility for
management and management collaboration with in forest products. plantation forest,
communities. pistachio, and other
fruit tree forests
Unclear tenure/ Land registry linked to Assess existing rights and Compile acomputerized Land tenure policies
leasehold rights cadastre records. registry linked to a national

Policies on line
ministries’ role in
natural resources
management.

Policy on upgrading
skills of senior line
ministry staff

Policy on reconstruc-
tion of office
infrastructure.

Source: CNA Mission.

Notes: DoF = Department of Forestry; GIS =geographic information system; NDF = National Development Framework; PAIG =
planning and implementation group; RS = remote sensing.

resources, commercia logging, plantations, biodiversity,
and devel oping community forestry. The socid forestry
activitieswill involve community management of forest

activities.

Needs Assessment: Subsector Programs

resources. Classification and codification of all forms of
tenurerightswill be needed to effectively implement these
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The implementation of a participatory natural
resource management strategy inlinewith Al A policy will
requireinstitutional changeat thevillage/district, provin-
cial, and national levels. At thevillage/district level, the
representative committeeswill need to devel op planning
and management skills, in addition to their traditional
conflict resolutionrole. Atthe provincial level, lineminis-
try staff will haveto combinetechnical competencewith
skillsin participatory planning, and at the national level
therewill be mgjor reform and reorganization. Theinsti-
tutional and policy issuesare covered in moredetail in
Chapterslil and IV, respectively, of thisreport.

Water Resources

Current Status and Issues

Water resources are most precious
in Afghanistan and must be managed
efficiently and sustainably, asthey are
fundamentally scarceand droughtisa
common occurrence. At present, oppor-
tunities exist to make water planning,
use, and management more efficient:
only 15% of runoff contributesto aqui-
fer recharge, and irrigation system effi-
ciency levelsareabout 25%, whenalevel
of 40% should be the norm, and can be
achieved withfeasiblelevelsof invest-

and built by farmers, and operated and maintained accord-
ing to traditional communal customsand practices.
Theeffectsof war and neglect onthese systemshave
not been systemati cally assessed. Whilesubstantia finan-
cial and technical support for rehabilitation since 1989
has comefrom NGOsand United Nationsagencies, com-
prehensive dataon the scale and extent of successful and
sustainablerehabilitationisnot available. In 1997, FAO
estimated that about 1.7 Mharequired rehabilitation, and
another 0.68 M harequired improved water management.
A limited number of largeformal irrigation systemshave
also beenbuilt, operated, and maintained by the State, and
arein need of mgjor rehabilitation. Mot are currently not

Ry
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In the village of Qadam Joy, in Saram district, Sar-e Pol, a young girl waits her turn

ment. Moreover, demands on the re-
source havegrown and are expected to
continueto grow. The scopeal so existsto expandirriga-
tion area. The Food and Agriculture Organization (FAO)
has estimated that |ong-term water availability isabout
2,800 m® per head per year, enough to irrigate 4 Mha,
whichissignificantly higher than the current 2.6-Mha
command area.

Tota developedirrigated areain 1978 wasestimated
tobe2.63Mha,* consisting of (i) 1.32 Mhairrigated by
traditional methodsfrom perennial rivers; (ii) 0.98 Mha
irrigated by traditional methodsfrom ephemeral streams,
kareze (underground water channels), and arhads (akind of
spring); and (iii) 0.33 Mha by modern systems from
perennial rivers. Only 1.44 Mhahad sufficient water sup-
ply to support double cropping. Approximately 2.3 Mha,
or 90% of total area, usestraditiona schemesdevel oped

1 As reported in the Afghanistan Agricultural Strategy, FAO,
1997.
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to draw water at akanga, or well. Water resources are precious in Afghanistan.

functioning. Theselargeforma schemesraisesignificant
technical, indtitutiona, and social issues, becausethey will
requireinfrastructure rehabilitation, and repairsto dams
and other magjor structures; many, particularly thoseinthe
plainsand in the South, have seriouswater management
problems, including waterlogging and sdlinity.

The Government needsto devel op appropriate poli-
ciesto manage and monitor groundwater devel opment and
useeffectively. Groundwater, whether apart of annual re-
charge or the nonrenewabl e reserves, could serveasthe
most important safeguard intimes of drought or low water
availability (aprinciplementionedinthe 1981 Water Law).
Legal and regulatory approachesrequire effective public
ingtitutionsand obedienceto theruleof law. A more prom-
ising approach being appliedin many areasof thedevelop-
ingworldistoinvolvecommunitiesdirectly injoint use
and management of surfaceand groundwater, in somecases



by forming specia groundwater management districtsin
which all water users (surface and groundwater) havean
effectiverolein decision making.

Whiletheincreasein vulnerability tolow rainfall can
betraced to unsustainable land use practicesinvolving
overgrazing, deforestation, and cultivation of marginal
lands, these practices are an outcome of increased popul a-
tion dendity, ashrinking natural resource base, and limited
opportunitiesfor alternative employment and income.
When prolonged drought occurs, farmers depl ete assets,
produceless, and incur increased indebtedness; low food
supply, poor health, and increased uncertainty sustain a
downward spira fromwhichitisdifficult to recover when
rainfal returnsto normal. For thisreason, providing sup-
port to the off-farm rural economy isahigh priority: effi-
ciently targeted and implemented | abor-intensive inter-
ventions to rehabilitate rural infrastructure, including
roads, provide needed employment and livelihood
improvement.

Giventhecountry’ svariableclimatic conditionsand
vulnerability to drought, information systemson current
and expected weather, rain, and water accumulaioninwin-
ter snowpack areimportant, both at theindividua level of
farmer decision making and cropping enterprises, and at a
macro level in preparing short- and long-term strategies
to reduce vulnerability to drought. Such strategies may
involvewater conservation and efficient water use, water
harvesting and watershed management, small storagedams,
and river basin planning and management. In Afghani-
stan, dataon the amount of water storedinthesnowpack is
especially important, because snowmelt isthe primary
source of spring runoff and river flow. Snow surveysto
measure such water storage and forecast runoff arecom-
moninriver basinsin many countries.

Theriver basin (and subbasin asappropriate) should
bethe basic unit for planning and management. To man-
age multisector and often conflicting demands, anational
water coordination agency should be established with
responsibility for guiding all aspectsof water use across
al ministries(planning and regul ation), aswell asmoni-
toring, protection, and conservation of theresource base.
Sustainable management of riversand their usefor irriga:
tion and hydropower, and management of flood hazards
andrisks, aswell asother uses, areand will beimportantin
determining the prosperity of the country.

Thereisscopefor transfer of themanagement of larger
irrigation schemesto the beneficiaries. The State owns
about 0.4 Mhawithin such schemes. Their rehabilitation
should be based on gpproachesthat result from active com-

munity participation, sincethe community groupswill take
over themanagement.

Theissuesoutlined above providethebasisfor formu-
lating strategic objectivesidentifying short- and medium-
term needs, and deriving policy requirementsfor thewater
resource subsector devel opment framework, whichissum-
marizedinTable 2.

Development Framework

Short-Term Interventions. Developing a long-
term strategy to manage water resources and reduce vul-
nerability to drought isagovernment priority. The strategy
should focus on increasing water capital and improving
water useefficiency. Specifically, the strategy shouldin-
clude
- water harvesting and watershed management, includ-

ing more water storage structures, both small and

large;

effectivecontrol of groundwater use;

better information systemsonwater availability;

elimination of unsustainableland use practices,

improved intake structuresand corresponding on-farm
water management;

management transfer of state-owned schemes; and

extending theirrigated command area.

Inthe short term, the emphasi s of the strategy and pri-
oritieswill beoninvestment in therehabilitation of tradi-
tional small and medium irrigation schemes, with such
programsto play akey roleiningtitutional restructuring
and capacity building, planning for the rehabilitation of
formal and large-scale schemes, establishment of database
and information systems, and initiating theinstitutional
change process. Moredetailed provisions:

- Conduct water conservation and harvesting through
soil, vegetation, and forest cover management; con-
struct check dams, contour bunds, and other facilities
to conservewater; and enhance groundwater recharge
indl watersheds. Globd experience hasdemongtrated,
inarid environmentssimilar toAfghanistan's, that wa
ter harvesting measures are effective. Water harvest-
ing measures are al so labor-intensive and offer the
Government an opportunity to generate short-termem-
ployment. Construction of storage reservoirs in
selectedriver basinsand watersheds, focusing initialy
onsmdl reservoirs, would support moreefficient wa
ter useinirrigation by improving farmers’ control of
water supply.

Rehabilitate small- to medium-scale irrigation

schemes requiring infrastructure repair work that

Needs Assessment: Subsector Programs 9



Table 2. Water Resource Management Matrix

. L Needs Assessment .
Key Issue Strategic Objective - Policy Agenda
Indicator Short-Term Program  Medium-Term Development
(1-2 Years) Framework (2-5 Years)
Large number of Maximized scale and Address critical rehabilita- Expand rehabilitation Water rights formally set

inoperable, damaged
small-scale irrigation
schemes

efficiency of small-scale
irrigation

tion needs in traditional
small-scale systems.

Poorly functioning or Fully functioning major Conduct technical

nonfunctioning major irrigation schemes assessment and feasibility

informal and formal studies.

irrigation schemes

Inadequate water Rebuilt knowledge base  Assess status of hydrologic

resources knowledge stations and irrigation

base systems systematically.

Lack of holistic Community-based Devise pilot schemes to

microwatershed microwatershed develop management

management management models.

Groundwater depletion Sustainable use of Monitor tubewell develop-

groundwater ment and impact; if

necessary, initiate interim
licensing requirement or
ban on tubewells.

Lack of appropriate A coordination agency Formulate proposals and

water resources with an overall view of options.

management/coor- the many demands on

dination mechanisms  water resources

Mostmajorriversare A setof internationally Conduct discussions/

international, requiring  binding riparian negotiations with neighbors;

riparianagreements.  agreements take up seats in existing
regional forums.

Outdated ministry roles Reform of the rolesand  Initiate the Planning and

and organizational functions of core Implementation Group

structures ministries concept and undertake full
institutional analysis.

Damaged physical Adequate working Implement reconstruction

infrastructure of line environment for program in selected

ministries at the reformed line ministry provinces according to

national and provincial  staff agreed reforms.

levels

Shortage of skilled Full complement of Devise appropriate

technicians skilled staff incentives to attract
retumees.

program progressively
based on detailed
assessment.

Make major investment in
medium/large schemes,
including appropriate
institutional restructuring.

Build comprehensive river
basin system databases
using latest information
tools.

Replicate approved
models.

Arrange for formal
application process to be
approved by river basin
planning and monitoring
mechanism.

Establish coordination
agency with subordinate
river basin authorities.

Draw up a clear set of
water allocations for each
major river basin.

Implement approved
recommendations of the
institutional analysis.

Complete reconstruction
program based on
institutional assessments.

Restart training programs.

in legal framework

Policy on ownership and
transfer of management
of medium/large-scale
systems to user group

River basin institutional
structures

Formalized concept of
community-based
microwatershed
management

Policy on the use of
groundwater

Regulation on terms of
reference for the
coordination agency and
river basin authorities

Existing agreements
reviewed, negotiating
politions prepared

Guidelines on the role
and core functions of
Government and transfer
of responsibilities to
private sector

Higher education training

Source: CNA Mission.

extends beyond routine preventive maintenanceand
needsresources (funds, technica knowhow and skills,
construction materials) and that farmersand villagers
are unableto mobilize. Therehabilitation program

10 Rebuilding Afghanistan’s Agriculture Sector

will bebased on asystematic technical assessment of
problemsand consultation with mirabsand farmers.
All systemswithin the basin or subbasin should be
systematically surveyed and assessed beforepriorities



are selected and specific projectsformulated, in order
to ensurethat traditional water rightsand all ocations
arepreserved, and that upstream and downstream im-
pactsand conflictsare minimized and mitigated. The
rehabilitation of these systemswill be undertaken
withinacommunity devel opment framework, and are
likely to be linked and associated with rural liveli-
hood activities. Filot projectswill aso beimplemented
to support community management of watershedsand
water harvesting.
Plan therehabilitation of formal and large-scaleirri-
gation schemes. Initial assessment work has com-
menced in MIWR, with schemesidentified and pre-
liminary technical assessments to be undertaken.
Complementary effortswill be needed tofacilitatethe
management transfer of these systemsto the benefi-
ciaries. Userswill haveto beorganized into an appro-
priateingtitutiona framework and water delivery con-
tractsagreed upon. Thiswill includeawater charging
policy and callection mechanism. Inaddition, detailed
designwork should continue on partially devel oped
or new schemes.
Databaseandinformation system establishment should
commence as soon aspractical. Rebuilding thewater
resources knowledge basewill beacollaborative ef -
fort of all core ministries and agencies, coordinated
by the Afghan Information Management System
(AIMS). Theintroduction and use of moderninfor-
mationtechnology, including remotesensingand GIS,
hasthe potential of greatly increasing the capacity of
the corewater sector ministriesto plan and manage
therecongtruction program. A government task force
including AIM Swill berequired to devel op standards
and protocolsto enableefficient sharingand use of a
widerange of datafor different purposes. Coordina-
tion of thiswork by the Government isessential to
ensure that all studies contribute the overall goal.
Reestablishing the hydrol ogic and hydrogeol ogic net-
work (including stationsto monitor snowpack) isa
high priority, though it should be undertaken within
thecontext of earlier network designs. Thehistorical
knowledge base of maps, reports, and studiesispartly
logt; every effort should be madeto reassembleit.
Appropriate institutional arrangements for water
resource management are an essential prerequisite. These
options should be assessed in the context of the broader
review of required sector agenciesand their respective
roles. International experience has shown that theriver
basin isnot only the best unit for planning but also for
management of both water supply and demand and con-

servation of natural resources. The Government iscon-
sidering aninstitutional mechanism for management of
each mgjor river basin of the country. However, an addi-
tiona congderationisvery important for Afghanistan: each
of its major river basins is shared with its neighbors.
Negotiating and monitoring agreementswith each of its
neighborsto ensurethat Afghanistan hasan equitableshare
of theresourcewill beademanding task, and will require
establishment of acommittee or specia body with appro-
priate specidized technical staff .

Medium-Term Programs/Investments. The
medium-term interventionswill involve expansion of the
investment program and implementation of ingtitutional
and policy reforms, viathefollowing key activities:

Expansion of thetraditional small and mediumirri-

gation system rehabilitation program under the com-

munity devel opment program;

Implementation of aninvestment program for reha-

bilitation of formal and large-scaeirrigation schemes,

therehabilitation program to be based on feasibility
studiesfor each schemeand selection criteriafor pri-
oritizing individual schemes;

Institutional reform and capacity building (see Chap-

ter IV for more detail); and

Policy and legidlative reform for water policy and

rights, water charges, community-based watershed

management and irrigation system transfer to users,
and groundwater and intercountry water transfers.

Community Development
Programs

Current Status and Issues

In Afghanistan, thelarge number of individual com-
munities (about 18,000) hastraditionally had akeeninter-
estintheuseand protection of natural resources. Commu-
nal management, risk mitigation, and coping strategies
were acommon feature of these traditional agricultural
systems. Such community mechanisms have been weak-
ened by yearsof conflict and alegacy of displaced people,
widowsand orphans, and disabled and uneducated groups.
Toreestablish socia cohesion, village/digtrict-level deci-
sion-making structures must be rebuilt with appropriate
policiesand sensitive programsand projects.

Different communitieshavedistinct socid characteris-
ticsand different level sof participation by their members,
but itisacharacterigtic of Afghan communitiesthat there

Needs Assessment; Subsector Programs 11



be broad consensus on mattersthat affect all members.
Theshuraisprimarily ameansof achieving broad under-
standing and agreement among the leading members of
society to avoid conflict. Theshuraisnot necessarily fully
representative of thecommunity, and democratic principles
of equality and mgjority rule are not the basisfor deci-
sions, which come about through extended discussion.
Shurasare valuableresourcesfor reducing conflict and
encouraging cooperation and collaboration. Whether the
views of minorities, women, or the poor become part of
the discussions depends very much on thelocal shura.
Thosein the community with thefewest resourcesarethe
least likely to contribute to discussions or benefit from
economic opportunitiesfor thevillage. In some places,
powerful minoritiescontrol much of theland andthelocal
political processes.

Community development approaches may conflict
with these groups, sometimesto the exclusion of partici-
patory approaches. NGOs have been activein Afghani-
stanworking with rural communities, and have devel oped
anumber of approachesto facilitate community partici-
pation and development. For example, the Aga Khan
Devel opment Network hasaclear method for facilitating
growth of inclusive, participatory mechanismsbeginning
with close collaboration with the shura. In Badakshan, for
example, increasing successand responsibility onthepart
of shurashasgivenriseto expanded programsmanaged by
committeesand interest groups operating with approval
of the shura. The “community forums” working with
United Nations Habitat in Bamian isanother approach

At a market in Sar-e Pol, grain, oil and other goods are for sale.

Tl
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to expanding aternative devel opment-oriented groups. As
the shurasbecomeacentral feature of devel opment pro-
gramming, it will beimportant for theinternational com-
munity to remember that (i) thereisno stereotype shura,
(ii) socia differencesexist between regionsthat must be
taken into account, and (iii) the status of women varies
acrossthe country andisreflectedintheir roleinthe shura.

Thevast mgjority of communitieslack basic services,
especidly communications, clean drinkingwater, and hedth
carefadilities. Whileagricultureisthebasisof theeconomy,
adviceon new technol ogiesand varietiesisavailablebut lim-
ited, andindtitutional credit facilitiesare absent. Community
infragtructurerel ated to agricultural production, such asirri-
gation systemsand water impoundments, bridges, and roads,
arebadly degraded. Community participationineconomic
development decision making hasbeenrd aively narrowly
focused, but there are strong village consensus reckoning
devicesintheshurasand rdiable mechanismsto hepvulner-
ablegroups. Thecommunity-based gpproach todevel opment
will require (i) strong support programsto assist empowered
communitiesto developtheskillsto participatefully in deci-
sion-making processes, and (i) funding mechanisms, sothe
processeswill havepractica outcomesthatimproveliveihoods

At present, theMRRD hasfewif any resourceswithwhich
toasss communities Aspart of theAlA palicy, itwill needto
redefineitsroleand functions, and restructureto effectively
assist communities. MRRD haslittlerecent experiencein
designing, surveying, or implementing and managing com-
munity-based programs. Itstraditiona styleof operationwill
beinappropriatefor goproachesthat require partnershipwith
communities. Provincia offices
havebeendestroyed, and only afew
aredtill functioning through bud-
getary and programassigtancefrom
United Nations agencies and
NGOs. Consequently, thedatabase
onthegtatusof community infra-
structureand community organiza:
tionsishighly fragmented.

Theroleof theseofficesinthe
context of increased decentraliza-
tion of decision making and
enhanced community empower-
ment hasyet to be defined. The
scaleof infrastructure rehabilita:
tionwill be determined by identi-
fied requirements of therevised
roles, and the human resource
development and capacity build-
ing needswill be designed to sup-
port therevised functions.



Table 3. Community Development Program Matrix

Rehabilitation of
water delivery
infrastructure for
drinking and irrigation

Strengthening com-
munity skills in plan-
ning and implement-
ing projects

Redefining line
ministry (MRRD) roles

Damaged physical
infrastructure of
MRRD

Weak institutional
capacity

Redefining role of
MRRD provincial level
office

Inadequate village-
level data to apply
selection criteria

All villages to have a
reliable source of water

Communities capable of

full participation in local
natural resource

management decissions

A clear statement of the

role and functions of a
reformed MRRD

An appropriate working
environment

A strong MRRD capable

of supporting and
monitoring community-
based programs

A clear understanding of

reformed MRRD staff
role in participatory
planning

Village-level databases

Start a community-based
program, including criteria for
identifying villages and
surveys of required works.

Start community training
programs in project design,
planning, and implementa-
tion.

Include MRRD in the
broader institutional
assessment of sector line
ministries.

Repair MRRD physical
infrastructure in accordance
with reforms.

Undertake initial training
programs in needs assess-
ment, databases, project
planning, and finance.

Carry out short-term
reorientation training.

Carry out sample village-
level assessment, e.g.,
build on WFP work.

and natural resource
management decisions.

Develop a formal small-
scale irrigation program
managed by empowered
communities, using a
combination of village labor
and NGO expertise.

Develop intermal MRRD
training programs to
enhance community skills.

Implement approved
recommendations of the
institutional assessment.

Repair and reform national
and provincial offices.

Formalize and internalize
training programs for MRRD
staff.

Develop a clear mandate
based on the detailed
institutional assessment.

Establish an annual village
survey based on a fixed
sample and including each
district.

Needs Assessment
Key Issue Strategic Objective Policy Agenda
Indicators Short-Term Program  Medium-Term Development
Framework (2-5 Years)
Degraded community  Self-reliant village and Initiate community Build a community Communities
infrastructure and district community empowerment and development model that empowered to
essential services community-based public empowers communities to undertake ownership
works program. manage local investment and management

policy formulation

Precise role of
empowered com-
munity representa-
tives (shuras) in
project designand
implementation
defined

In-service training
programs

Public sector role in
empowered com-
munity development
programs

Human resources
development policies

Sector information
base; future of AIMS

Source: CNA Mission.

Notes: AIMS = Afghanistan Information Management System; MRRD = Ministry of Rehabilitation and Rural Development; NGO =
nongovernment organization; WFP = World Food Programme.

Theissuesoutlined above providethe basisfor for-

mulating strategic objectives, identifying short- and

medium-term needs, and deriving policy requirementsfor
amedium-term community devel opment subsector frame-

work, whichissummarizedin Table 3.

Development Framework

Short-Term Interventions. One of the major
requirementsto help implement the proposed community
programsisamoredetailed village-level database. Inthe
short term, theWorld Food Programmeannud villagesur-
vey based on asample of about 1,250 villagesistheonly
significant database. This survey data requires more

Needs Assessment: Subsector Programs 13



Fruits and vegetables abound at the Kandahar market.

in-depth analysi sthan has been possible, and further re-
finement of the questionnaire to enable additional data
collection. Inthe medium term, theannua village survey
should becomeanintegra part of the sector’sinformation
base

AlA identifiescommunity empowerment and theuse
of participatory planning mechanismsasacornerstone of
itsdevel opment framework. The concept of community
devel opment, empowerment, or participation in Afghani-
stan requiresel aboration, asit meanscommunitiesbecome
involved with community needsassessment, program plan-
ning, implementation, and management. The concept of
community development and the model may be country-
specific or even region-specific and may evolvewith expe-
rience and experimentation. Assistancewill be provided
to support community empowerment and the devel opment
of effectivedevelopment models.

NGOs have been implementing community devel-
opment projectsfor many years. The CNA missioniden-
tified morethan 120 ongoing devel opment projectswitha
community-based approach and atotal annual budget of
morethan $40 million. To utilizethisexperienceand avoid
duplication, MRRD programswill need careful coordi-
nation. A major initial step will beto reorient MRRD
staff to the changed rel ationship with communities and
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NGOs. MRRD staff will need formal and informd train-
ingin participatory approachesandinworkingwith NGOs
a thevillage/didtrict level. All communitiesmust bemade
aware of the changestaking placeand of the opportunities
that the changes offer them.

Medium-Term Programs/Investments. The
medium-term program will involveinvestmentsin com-
munity empowerment and organization and village plan-
ning and decision-making processes; and formalizing
relationshipswith government agencies, NGOs, and com-
munitiesthat had started on apilot basisto formul ate com-
munity development models. The models should be
devel oped by implementing agreed-upon prioritieswithin
the context of the communities’ use of microwatershed
natural resources. Activitiescould includerehabilitation
of rural roads, water storage or small-scale irrigation
infrastructure, reestablishing fodder and agroforestry plots,
livestock and agricultural activities, creation of off-farm
small enterprises, and related training courses.

Agriculture

Current Status and Issues

Thearableagricultura resourcebaseisabout 7.5Mha
of cultivableland, whichisdividedintorainfed andirri-
gated land. Therainfed area, largely located in the north-
ern provincesand dominated by cereal production, isesti-
mated at about 4 M ha, but the areaactualy cultivatedina
givenyear variescond derably, depending upontheclimatic
factors, such asprecipitation, and thearealeft fallow. The
recent succession of dry years hasreduced the annually
cultivated rainfed areato lessthan 0.5 Mha

Inrecent years, partly asaresult of thedrought, rainfed
cereal productivity level shave been low, averaging some
0.6 tonnes/ha. At present, rainfed cereal production has
fallen to about 10% of expected production inanormal
rainfall year. Asaconsequence, food security, especially in
thenorthern areas, isthefirst priority. Recovery strategies
for these areas must be predicated on the assumption of
highly variablerainfall and risk mitigation. Farmersmust
be ableto respond to favorablewegather conditionsquickly
and, sinceyieldswill alwaysberelatively low, in acost-
effectivemanner.

Farmersmust have accessto quality seed, fertilizer,
and draft or mechanica power. In addition, they need tech-
nical advice on recent developmentsin dryland farming
systems, including water harvesting, and accessto effec-
tive plant protection and disease control systems. Toavail



themselves of quality inputs, farmerswill need to have
accesstorura finance. Inthelast 10 years, NGOs, United
Nationsagencies—in particular, FAO—and the externa
funding community have beeninvolved in agricultural
rehabilitation, devel oping farmer-based seed multiplica
tion programs, promoting technology transfer, and sup-
porting agricultural servicedelivery systems. Thelessons
learned need to beincorporatedin planned strategiesand
futureprograms.

Congderablepotentid for productivity improvements
exists, even allowing for the low and variable rainfall
regime. The International Centre for Agricultural Re-
searchin Dry Areas has promoted drought-tolerant vari-
etiesand culturd practicesfor ceredls,
legumes, and forage cropsthat would
significantly increasereturnsand could
doublecurrent yields. With extensive
and well-designed micro-watershed
management and the adoption of
microwater-harvesting techniques, the
potential for further yieldincreasesis
avalable.

Thispotential toimproverainfed
cered yieldsmeansthat rainfed farm-
ing could play animportant rolein ag-
riculture sector recovery. Inthelonger
term, the possibility of Afghanistan
being ableto produce around 1.5-2.0
milliontonnesof ceredlsannually from
itsrainfed farming areaswould trans-
formagricultural development. Food
security concerns could berelegated
to very specific marginal areas, and
high-valueirrigation water could be
used, for the most part, to grow high-value cash crops. A
further advantage of such astrategy isthat itisbased on
the careful management of microwatersheds, which means
that communitiesare drawn into an integrated approach
to resource use combining water, forestry, rangeland, and
crops. Thisisthetraditional Afghan approach, which has
largely broken down inthe course of thepast 20 years.

Therdatively low and variablerainfal regimeplaces
apremiumonirrigated land. It isestimated that 85% of
all agricultural output isderived fromtheirrigated aress.
The generd management of water resourcesand the effi-
ciency of irrigation systems are therefore of critical
importanceto thewholefood economy. Whilethe poten-
tia irrigable areahas been estimated at 5 M ha, thetotal
developed areaat present isaround 2.6 Mha. Under nor-
mal conditions about 1.4 Mhahave sufficient water for

double cropping. Irrigation systemsincludetraditional
systemsusing informal river diversion structures main-
tained by the users, which account for about 55% of the
total irrigated area; traditional systems based on natural
springs, kareze, or arhads, which account for about 30% of
theirrigated area; and moremodern forma river diversion
structures, which were built in the 1960sand 1970s, and
whichaccount for theremaining 15%.

A key feature of theseirrigation systemsisthevery
low efficiency rating of about 25%, which meansconsider-
able scope exists for reducing the waste of water and
increasing theirrigated area. Reliabledataonthe current
extent and productivity of irrigated agricultureisfrag-
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A small irrigation project near Kabul; most irrigation works in Afghanistan are
informal river diversion measures maintained by users.

mented, mostly because of the combined impact of recent
conflictsand the prolonged drought. Many systemshave
been damaged or have not been maintained. A number of
the more modern systems and larger traditional systems
also suffer from salinity and waterlogging problems.

The productivity of all types of systems can be
improved subgtantidly. First, improved on-farmwater man-
agement and appropriateinputswill substantially increase
yields. Theaverage national yield of irrigated wheat in
recent yearshasbeen around 1.3 tonnes’ha. Withimproved
water management and inputs, a long-term goal of a
nationa averageyieldfor irrigated whest of 3.0-3.5tonnes/
haisfeasible. For acomparison, theaverageyield of bread
wheat lines by the International Maize and Wheat
Improvement Center in the period 1995-2000, under a
range of agroclimatic conditions, varied from4.6t0 5.7
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tonnes/ha. In addition to yie d improvements, better wa-
ter management will contributeto higher croppinginten-
dities, whichareafunction of water availability andlength
of growing season. Better water management should make
possibleanincreasein the proportion of theirrigated com-
mand areathat can be double-cropped from 50% to at
least 65%—although the second crop enterprise may be
restricted toforage.

Theprincipd output of theirrigated systemsiswhedt,
accounting for about 80% of production, and arange of
horticultural crops. Itisexpected that irrigated whest area
will decline asrainfed wheat cultivation becomesmore
productiveand farmers contribution to the cost of water
increases. Thedeve opment and rehabilitation of irrigated
agriculture require significant investment, which hasto
berecovered, and asinglecrop of whest, evena ayidd of
3.0tonneg’ha, isprobably insufficient to enablethisre-
covery. A much higher proportion of theirrigated area
could support high-value cash crops. Agroforestry and
horticultureareasmall but previoudly highly productive
subsector, at onetimeaccounting for 40% of export earn-
ings. Thesecrops, plusothersthat have not traditional ly
been grownin Afghanistan, should be assessed and where
feasiblepiloted.

Theissuesoutlined above providethe basisfor for-
mulating strategic objectives, identifying short- and
medium-term needs, and deriving policy requirementsfor
amedium-term agriculture subsector framework, which
issummarizedin Table4.

Development Framework

Short-Term I nterventions. Theconflict and drought
of recent yearshavehad adevadtatingimpact onthehorticul-
tureindustry. Precisefiguresarenot available, but observa:
tion and small surveyssuggest that approximately 50% of
orchardshavebeen destroyed. Thefeasihility of rehabilitat-
ingtheindustry will bedetermined by the potential to com-
peteininternationa markets. Other playershaveenteredthe
marketsvacated by Afghanistan, and regaining former mar-
ket sharewill bedifficult. A detailed survey of potentid mar-
ketsand their requirementsshould beundertaken.

The present status of irrigated agriculture raisesa
number of policy issuesrelated to maximizing the effi-
cient useof availablewater. System efficiency levelsare
reportedly as low as 25%, and the potential exists to
improve on-farm water management efficiencies. If the
systemimprovementsareto be sustainable, farmerswill
haveto accept the concept of water charges. Oneoption
may beto havethisdone obliquely, by including awater
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chargeinalandtax, aconcept withwhich Afghan farmers
arefamiliar. Further, such astax could a so be made pro-
gressive, which would minimize social discord. Sucha
policy would send price signalsto farmersthat would in-
crease pressure to improve water use efficiency, extend
doublecropping, and produce higher-vaue cropsand crops
withlower water requirements.

Inputs such as seed, fertilizer, and agrochemica sare
being provided by anumber of external funding agencies,
including NGOs. In someinstances, inputsare being pro-
vided free of charge. Tight coordination of input provision
isneeded to ensurethat both quantity and quality issues
areadequately addressed. In particular, formation of acon-
sensusisneeded on astrategy that movesthe current situ-
ation toward the government vision of private sector-led
distribution networksfor themaininputs. Such astrategy
will needto addresspolicy issues, whichincludetherole of
thepublic sector in plant protection programsand the need
for regulation of quaity control of seeds, fertilizers, and agro-
chemicasprovided by theprivatesector.

Afghaniganformerly produced anumber of indugtria
cropssuch ascotton and sugar beets, whichwerelinked to
substantia processing facilities. Thesefacilitiesarelargely
moribund. Feasibility sudieswill beneeded to determinethe
prospectsfor theindustries and, based on the outcomes of
thesestudies, investment requirementsidentified. Futurein-
vestment will bebased on private sector involvemernt.

Therecovery of commercid agricultureand much of the
cered subsector will requirefinance, whichisnot reedily avail-
able. At present, farmersin need of credit are dependent on
informal sources. Itisvitdly important to the successof the
proposed community-based goproach thet dternaive sources
of financebemade available. Thereestablishment of agricul-
turd credit facilitiesrequiresdetail ed assessment of thefeesi-
bility of introducing both community and asset-based lend-
ing. Commerdid fundsarenesdedinagriculture whichmeans
ast-based lending using landtitlesascollatera andrdlated
bankruptcy procedures. Theingtrumentsfor asset-based lend-
ingarenot well established; andsinceit isestimated that less
than 25% of landholdershave clear legd titletotheir land,
collatera will beaconstraint. A review of therurd financia
sector isreguiredtoidentify an gppropriateinditutiond frame-
work; thiswill includean assessment of exigting functioning
and nonfunctioning bank and nonbank financid indtitutions.

The AlA-outlined strategy inthe NDF that public
institutionswill berestructured to undertake core func-
tionsrepresents asignificant departure from the tradi-
tional roleof MAAH. A sector institutional review and
analysisisrequired. In arestructured institution, core
responsibilitiesarelikely to encompass policy and plan-



Table 4. Agriculture Subsector Matrix

Kev1 s - Needs Assessment . .

ssues trategic Objective oli enda
=/ tli%icatojrs Short-Term Program Medium-Term Development cyAg

(1-2 Years) Framework (2-5 Years)

Inadequate and Rainfed area output Transfer latest dryland farming  Implement programs to Technology transfer
outdated dryland maximized methods and mitigate risksof  transfer dryland farming mechanisms
farming technology low rainfall. methods.
Availability of drought-  Uptake of approved Multiply distribution of seed Set up a private sector-led Seed certification
resistant cereal, varieties via network of contracted seed production and and quality control
legume, and fodder fammers. distribution network.

varieties

Fertilizer distribution

Inadequate farm
power

Plant protection
against selected
major pests

Poor on-farm water
management

Badly damaged
horticulture industry

Inadequate market

knowledge

Moribund industrial
crops

Inappropriate
institutions with large
numbers of staff

Capacity building

Lack of agricultural
credit

Adequate supplies
available at world
prices

Appropriate technol-
ogy available as
needed

Minimal risk of crop
losses from major

pests

On-farm water
management
efficiencies improved
by 20%

A rejuvenated,
competitive industry

Private sector trade
associations

Competitive private
sector industries

Areformed MAAH

Well-trained MAAH
staff

Commercial and
nonbank financial
institutions

Ensure adequate supplies
without undermining private
sector activities.

Promote farmer organizations
and undertake detailed needs
assessment in consultations
with farmers’ recommenda-
tions.

Support MAAH efforts to
control pests on an interim
basis.

Rehabilitate small-scale
irrigation schemes that include
design measures to improve
on-farm water management
and technology transfer.

Reestablish nurseries to
provide rootstock on a
commercial basis.

Conduct marketing studies for
horticulture and other
potential high-value crops.

Evaluate and, if necessary,
conduct feasibility studies.

Conduct institutional review of
MAAH role and functions.

Conduct short-term
reorientation programs.

Review financial sector,
develop framework for
community and asset-based
lending.

Privatize the fertilizer factory
and support private sector
distribution.

Promote machinery hire and
machinery coops.

Establish an efficient public
sector capacity to control
locusts, etc.

Make irrigation system
investments that incorporate
improved agreed on-farm
water management tech-
niques.

Establish private sector
nurseries with bank financing.

Promote pilot programs for
innovative crops, especially in
pOppy-growing areas.

Finalize approved investment
packages with significant
private sector partners.

Implement approved
recommendations of
institutional review.
Establish training and study
programs.

Set up commercial bank and
nonbank financial institutions
lending to agriculture.

Policies on private
sector services
delivery

Rural coops and
enterprise start-up
incentives

Scope and funding of
public sector plant
protection service

Water pricing, cost
recovery, and
technology and
irrigation manage-
ment transfer policies

Rural finance and
private sector policies

Trade policies, start-
up incentives, and
poppy substitution

Investment policy in
agriculture and
agroprocessing

Public sectorfline
ministry roles
In-service training
policies

Landownership and
bankruptcy legislation

Note: MAAH = Ministry of Agriculture and Animal Husbandry.

Source: CNA Mission.

tural extension serviceswill be assessed to determine
the most effective and efficient delivery system, beit
private or public provision. Thisinstitutional reorga-

ning, plant disease and pest control, certification sys-
temsfor agricultura inputsand products, animal health,
and applied agricultural research. Delivery of agricul-

Needs Assessment: Subsector Programs 17



nization will result in a smaller organization. The
infrastructure support and staff retraining programswill
be based on these new roles.

M edium-Ter m Programs/I nvestments. The key
medium-term programs of the agri culture subsector will
includethefollowing:

- Private sector provision of agricultural inputs (fertil-
izer, chemicals);

A private sector-led seed industry, building on exist-

ing private seed multiplication farms;

Public sector provision of plant protection and dis-

ease control monitoring systems, seed certification,

and regulatory systemsfor fertilizer and agrochemi-
cds,

A farmer-based comprehensivetechnol ogy transfer

program for dryland and irrigated farming systems,

improving production and water use efficiency;

Community-based and large-scal erehabilitation pro-

grams,

Private sector-led investmentsin horti culture produc-

tion, processing, and marketing systems, and in

industrial crops;

Alternative and innovative crop pilot program

(undertaken aspart of the Agriculture Research and

Technology Transfer System[ARTTS)).

Livestock Programs

Current Status and Issues

Traditiondly, livestock activitieshavebeenanintegral
part of most farming systemsin Afghanistan; livestock and
their productscontributetofarm draft power, family nutrition,
theraw materidsfor household goods(woal, hair, hides dung),
andtradableproducts. Livestock activitiesoften provided the
householdwithitsonly sourceof cashincome. Previoudy the
livestock subsector accounted for 40% of total export earn-
ings, but itisestimated that livestock numbersare now about
haf theleve of adecadeago.

At present, livestock raisershave serious problems:
lossof livestock, decreased productivity dueto declining
feed and overgrazing, and the effects of animal diseases,
which arenot being adequately treated. Much of theirri-
gated land that formerly supported livestock isnow with-
out water. Thesmal poultry flocksthat wereamost exclu-
svey owned and managed by women havefor many house-
holds a most disappeared, whilethe smallest and poorest
farmers, who formerly kept at [east one cow to providefor
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their subsistence needs, are now without animal's. Disease
problemsare only being partialy contained. Rangelandis
overgrazed; nomadic and semisedentary shegpherdersare
experiencing highlivestock mortdity rates. Improvements
inthesmall ruminant sector, evenin nondrought times,
arehampered by traditional user rightsand grazing prac-
ticesand apreoccupation by raiserswith livestock num-
bersrather than productivity.

Over thelast decade, inthe absence of MAAH provi-
sion of animal health and livestock services, anumber of
development partners (the United Nations Devel opment
Programme[UNDP], FAO, bilateral funding agencies,
and NGOs) have supported anumber of project activities.
Theseincludethe establishment of an alternative system
of veterinary field units (V FUs), which have been estab-
lished in every provinceand in most districts. Whilethe
objective of these unitswasto become financially self-
sufficient, in most | ocationsthe drought and conflict have
reduced both livestock requirements and farmer client
capacity to pay for the services. Other key externdly funded
activities haveinvolved vaccination programs and de-
worming trestments. Whilethese activitiesare beneficial,
the present coverageisinadequate.

Inthe commercial and semicommercia sector, most
herds and flocks have been substantially reduced, and
investmentsin assets such asfeed millsand commercial
poultry and milk processing facilitieshave beenlost. To
reestablish these activities, investments in the
semicommercia poultry and dairy sectorswill beimpor-
tant if prospective producersareto accessbreeding stock,
breeding material, commercia feedstuffs, and equipment.
Considerableinvestment isal so required for reestablish-
ing feed millsand poultry and milk processing plants. Pri-
vate sector investment isneeded for poultry, red meat, and
dairy production. Investments are needed in production
and processing facilities, which add va ueto livestock prod-
uctsfor domestic consumption or export. Theseinclude
operations such asabattoirs, dairy processing plants, tan-
neries, wool processors, and fattening operations. The
reestablishment of thesefacilitieswould also cresteamar-
ket inthat areafor smallhol der-produced livestock prod-
ucts, towhich most smallholders now haveno access.

Within MAAH, two subdirectoratesare responsible
for livestock. Currently, both areineffective, lacking re-
sourcesto undertake existing functions. Mogt if not al of
thestaff would requireretraining. Further, significant wesk-
nessesin private and public sector skillsin commercia
and semicommercial poultry and dairy production also
need to be addressed. Thefacilitiesthat the Government
formerly maintained to support livestock production are



no longer operational and are mostly inappropriatefor the
anticipated new core functions of government agencies.
The current absence of reliableinformation, particularly
with respect to livestock numbersand location and fodder
resources, limitsthe capacity for planning devel opment
interventionsin thesector.

Theissuesoutlined above providethe basisfor formu-
lating Strategic objectives, identifying short- and medium-
term needs, and deriving policy requirements for a
medium-term livestock subsector framework, whichis
summarizedin Tableb.

Countryside scene: a farmer drives a herd of camels along the road near Kandahar.

Development Framework

Short-Term I nter ventions. The development of a
medium-terminsgtitutional framework to encourage small-
holder and commercial livestock development will be
influenced by the outcome of the government review of
public sector roles and the subsequent restructuring of
MAAH. Oncethisroleisclear, an appropriate structure
and staffing schedul e can be devel oped, and personne can
be trained to perform the tasks for which they remain
responsible. Appropriate regulationsand legidation will
haveto be devel oped to support the new structure. This
allocation of responsibilitiesisparticularly important in
thelivestock subsector, asimportant animal and public
heslthissuesneed to beresolved.

Akeyinitid activity will bealivestock inventory, which
will providedatafor planning activities. [t will involvea
rapid rural appraisal of all provinces, focusing on live-
stock numbersand distribution, feed resources, husbandry
and livestock offtake strategies, and livestock support ser-
vices. A number of activities will be implemented to
improve smallholder livestock productivity; these are
likely to encompassfodder production, artificial insemi-
nation, vaccination and disease control, and animal health
and livestock support services. Theseactivitiesareto be
supported within acomponent of acommunity-based de-

velopment program. Ad-
] ditional support for the
smallholder sector should
target poultry producers,
with expanded village
poultry distribution and
improved production ca-
pability for semicommer-
cia producers, including
improved disease contral,
deworming, and supple-
mentary feeding for
female breeding stock.
Further support to the
dairy sector through an
expanded program of ar-
tificia inseminationusing
deep-frozen semen, liquid
nitrogen storage and dis-
tribution, and improved
fodder productioninirri-
gated areas will be
required.

Studies will be required to determine the most
effective and efficient systemsfor livestock vaccine pro-
duction and delivery, and for provision of animal health
and livestock support services. A vaccine quality con-
trol laboratory isrequired, and it will be necessary to
define sentinel service needs against transboundary dis-
eases and diagnostic laboratory functions and needs,
and to identify the requirementsfor functioning animal
health laboratories.

Training to support the new corerole and functions of
government agenciesin animal health services, in meat
inspection, and in public healthisneeded. Thiswill aso
involveinfrastructure and equi pment support. Theinput
should include postgraduate training for key government
positionsin epidemiol ogy and technical |aboratory posi-
tions, and training for strengthened and properly supported
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Table 5. Livestock Development Matrix

propriate structure of
animal production and
veterinary directorates

Rangeland overgrazing

restructured, resourced,
and administered with
regard to new roles
supporting the sector

Livestock numbers in
balance with seasonal
feed availability on
rangeland, destocking
mechanisms introduced
through development of
off-take strategies

needs, facilities, and training

requirements.

Survey owners, livestock
numbers, and land area;
assess rangeland carrying

capacity.

by providing equipment,
training to retained core
facilities and department
staff.

Involve key international
organizations in rangeland
management and
planning; establish strong
rangeland research
structure.

Kev Issue s ic Obiecti Needs Assessment Boli .
T i i n
=/ ; atngti:catg?cwe Short-Term Program Medium-Term Development olicy Agenda
(1-2 Years) Framework (2-5 Years)

Lack of reliable Up-to-date database on  Rapidly appraise all Conduct regular surveys Policy on collection of
subsector database,  livestock numbers, provinces as to livestock to update livestock livestock statistics;
hence no basis for distribution, systems, numbers, feed resources, databases. establishment of a
planning livestock performance, and distribution, husbandry, off- central Department of
programs resource use take strategies. Statistics
Investment in the Commercial dairy industry  Conduct market surveys in Invest in processing and Agricultural finance and
dairy industry supported by breed most urban areas; imple- marketing supported by private sector

development, processing  ment expanded private availability of formal investment

facilities, and milk sector Al service delivery, credit.

collection services supported by fodder

demonstrations.
Livestock raiserswith ~ Reestablishment of Carry outassisted restocking  Create credit facilities for Policy regarding lend-
toofewresourcesto  individual livestock for poultry raisers, extend restocking new breeding ing to smallholders with
restore animal and holdings animal health services, base; establish soundly little collateral; policy
poultry numbers including supply of vaccines based animal health field  regarding VFUsas
without assistance and medications through service through VFU or suppliers of veterinary
VRUs. similar. services

Unclear policy with Roles of public and Review govermment Conduct progressive Policy re private and
respect to roles of private sectors clearly functions, rewrite and update  review of regulations and public responsibilities
private and public defined; private provision  regulations, and ensure that  policies to update in line promoting private
sectorsindeliveryof  of services regulations have backing of with evolving sector sector, passage of new
services lawv. needs. regulations into law
Lackofgovemment  Clearlydefined VFUrole  Survey VFUs to determine Government to subsidize Appropriate policy and
field service; status as providers of user-pays  viability and status; Govern-  VVFUs if necessary, other regulations re private
and function of VFUs  veterinary services; ment to determine “owner- services, to operate sector deliverers of
unclear private sector ownership  ship” of VFUs. without competition from veterinary services

and delivery of services free service providers;

promoted promote private sector.
Ineffective and inap- ~ Both directorates soundly  Determine restructuring Build longer-term capacity  Institutional roles and

functions of MAAH

Policy with repect to
rangeland use and
transfer of communal
property to individual
users; regulations
governing rangeland
use

regulatory units. Longer-termingtitutional strengthening
of government roleswould include permanent and strate-
gically located quarantine points manned by well trained
and supported staff, and astrengthened central epidemio-
logica capability, with field and quarantineactivitieslinked
toacentral epidemiologist. Other objectivesin animal
hedthincludelinkagesbetween the veterinary department
and theinternational referencelaboratories of neighbor-
ing countries. Thesewould lead to an ability to comply

withimporting countries’ animal health requirements so
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astofacilitate devel opment of export marketsfor sheep
and mutton.

Development of rangel and management policy and a
rangel and research structure and extension capability in
nomadi c sheepherder areasare required. Thesewould per-
mit investigation of offtake strategiesand seasond value-
adding practices, such asfattening for rangeland produc-
ers, andintimeshould leadto areductionin grazing pres-
sureand improved nomadic flock productivity.




Table 5. Livestock Development Matrix (continued)

Weak livestock disease
prevention capability in
face of transboundary
disease risks and high
endemic disease
prevalence

Public health and
environmental hazards
associated with locally
produced meat, milk,
and poultry

Lack of properly
trained technical
personnel in livestock
subdirectorates

Sound local disease
prevention and control
capability on part of
Government

Hygienic and environmen-
tally sound processing and
marketing facilities for
livestock products

Both directorates soundly
structured, trained, and
resourced for new roles

Immediately implement
sentinel services against
rinderpest; identify require-
ments for long-term
institutional support for
improved animal health
capability; devise short-term
project measures supporting
diagnostic capability and
sentinel functions.

Identify staff requirements for
meat inspection and public
health services; survey
existing facilities to determine
needs.

Assist with inventory of staff
resources and recommend
training needs; conduct
recruitment program for key
positions.

Establish properly
functioning epidemiology-
driven diagnostic capability
supported by working
laboratories, livestock
movement controls, and
quarantine services.

Invest in modern
processing facilities.

Institute overseas and on-
the-job training where
necessary.

s - Obiecti Needs Assessment
Key Issue tfatfgé‘i:cat gfc""’e Short-Term Program _ Medium-Term Development /iy Agenda
(1-2 Years) Framework (2-5 Years)
Investmentin Soundly based, self- Conduct study tours for key Make credit facilities Appropriate importand
commercial poultry financing poultry industry technical/management staff;  available for feed mills, export and quarantine
production, inad- continue organization and processing plants, and regulations
equate breeding stock support for poultry farmers’ large and smallholder
associations through projects.  poultry producers; create

supportive regulatory

environment.
Significant weakness in  Useful cadre of trained Conduct study tours for key Create supportive Regulations supporting
technical skills of private technical staff management/technical regulatory and animal quarantine, cross-
private and public capable of usefully personnel to relevant health environment. border livestock
sector staff regarding managing and advising in production facilities in region. movement
poultry and dairy these industries
production

Policy re government/
private sector control
of slaughter and
processing; regulations
governing meat and
milk processing and
marketing

Source: CNA Mission.

Notes: Al = artificial insemination; MAAH = Ministry of Agriculture and Animal Husbandry; VVFU = veterinary field unit.

Formal credit facilitieswill be required to support
private sector investment for processing facilitiessuch as
abattoirs, feed mills, and semi/commercia poultry pro-

duction.

M edium-Term Programg/I nvestments. Thekey
medium-term programsin the livestock subsector will
includethefollowing:

- Sugtainablesmdlholder livestock production systems,

Development of private sector-based livestock pro-
duction and animal health input supply and support
SEIVices,

Establishment of aregulatory environment for live-

and

asanintegral component of community devel opment

programs;

Private sector commercial livestock enterprises, with
accesstorural credit;

stock production, quality assurance systems, and ani-
mal disease control, and for animal public health;

Livestock quarantine servicesand control systems.
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Agricultural Research and
Technology Transfer

Current Status and Issues

Inthepad, prior totheconflict, theART TS systemwas
subgantia, though not dwaysfocused onthered needsof the
Afghanfarmer. Thissystem nolonger functionsduetowide
spread destruction of theinfrastructureand lossof skilled hu-
man resources. When operationa, the Department of Agri-
cultural Research condsted of 11 subdepartments; it carried
outitsfunctionsthrough 24 research gaions(7 mainand 17
submain), coveringthegeographicand agrodimeaticvariahility
of thecountry. Thetota areaof thegtationswasabout 1,750
ha. Befarethe degradation of thesystem, theseresearch sta
tionshad 1,020 gaff members, of whom 25% weretechnica
research Saff (graduates).

Inthefuture, the ARTTSnetwork will focuson adap-
tiveresearch and technology transfer directly related to
agricultural development and will not beinvolvedinbasic
research. Internationally, awealth of new technol ogies
developed for dryland areasareavailable. ARTTS magjor
rolewill beto test, adapt, and disseminate technol ogies
suitabletoloca conditions. Demand-driven on-farm par-
ticipatory approachesto research and development will be
employed, and will usethefarming systemsapproach to
agricultural research and development, and theintegrated
watershed planning approach to natural resource manage-
ment. Ingtitutional and policy innovationswill support an

In the Kandahar market, a pushcart is laden with cabbages and other greens.
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enhanced contribution of research and technology trans-
fer to agricultural devel opment. Human capacity should
be strengthened to contribute to institutional innovation
inagricultural research and technol ogy transfer for devel-
opment. Thisrequiresnew management training method-
ologies, technology transfer, and dissemination techniques.

Theissuesoutlined above providethe basisfor for-
mulating strategic objectives, identifying short- and
medium-term needs, and deriving policy requirementsfor
amedium-term agricultural research subsector framework,
whichissummarizedin Table6.

Development Framework

Short-Term Interventions. It is essential that a
review, part of thelarger MAAH institutional review, be
undertaken to assessthe needs, policy, functions, andinsti-
tutional structure to establish and operate an efficient
ARTTSthat will respond to farmer-identified priorities
and to future farming needs. The principlesunderlying
thefuture shape of ARTTSincludethefollowing:

I ntegrating on-farm participatory research and tech-

nology transfer activitiesinto practical devel opment

programs,

Developing demand-driven, community-based

research and technol ogy transfer programsthat rec-

ognizethe special needsof therural poor, especially
rural women, children, and thedisabled;

Adopting innovative methodol ogical approachesthat

utilize the farming systemsapproach to research and

development, integrated natural resource research
sites, and integrated watershed man-
agement; and incorporate Soci 0eco-
nomic aspectswith technical and bio-
phys cal research programs, and

Determining themost effectivein-

stitutional framework for linking

research with extension delivery
agenciesand organizations.

Programs will be directed at
important research and technology
transfer areasthat previoudy wereei-
ther neglected by ARTTSor not given
dueattention. Such areasinclude natu-
ral resource management (conserva-
tion and use of soil, water, and vegeta-
tion cover), biotechnology and infor-
mation technol ogy, socioeconomics,
monitoring and eval uation, and adop-
tionand impact research. TheARTTS



Table 6. Agricultural Research Matrix
Needs Assessment
Key Issue Strategic Objective Short-Term Program Medium-Term Deveolopment Policy Agenda
Indicator (1-2 Years) Framework (2-5 Years)
The scope of the Arelevant, fully sup- Undertake study of the Set an agreed scope of A policy document
future agriculture portive ARTTS, usingon-  scope of research and public sector responsibility outlining the options for
research and farm partici- extension. for agriculture research funding and managing the
technology transfer patory research based on study recommen- ARTTS
system (ARTTYS) dations.
Damaged and looted  Restored research Take interim measuresto  Restore facilitiesin linewith ~ Asabove
facilities facilities in line with allow core work programto  agreed reforms and scope
reformed role continue. ofwork.
Potential loss of A gene bank in Kabul Implement recommenda- Conservation of genetic
genetic base tions of research study. resources
Inappropriate Effective research and Conduct a study to deter-  Asabove. The role of extension in
extension service extension service delivery mine cost-effective and community-based
systems meeting efficient delivery options. planning and program-
community needs ming of investment
Source: CNA Mission.

agenda will include gender mainstreaming and rural
women’sneeds and their rol ein resource management.
Based on assessed priorities, aparticular focusmay begiven
to research for devel oping the vast rainfed areasin the
northern and northeastern provinces, wherethe potential
existsfor great productivity improvement. I nstitutional
and policy innovationswill support timely and cost-effec-
tive servicesto strengthen agricultural research and tech-
nology transfer for the poor.

ARTTSpoliciesand institutiona arrangementswill
ensure appropriate use of new technologiesforincreasing
food security and reducing poverty. Managing modern tech-
nologies, intellectual property, information systems, and
strategic planning through decision support methods
should beconsdered. Theaimwill beto ensurethat stake-
holdersare active participantsin determining the research
and extension agenda, and involved in monitoring and
evd uating theeffectivenessof theprograms. Thiswill need
partnerships and networks, negotiation and conflict reso-
[ution, effective governance bodiesand management prac-
tices, and decentralized and well-coordinated research and
extension activities. Farmersand theemerging private sec-
tor, including NGOs, will beimportant partnersin gen-
erating new relevant knowledgeresponding to socid needs.

Asmost research work will be applied research, with
ARTTSactivitiesto beimplementedinfarmers fidds, it
will beimportant to determinethe most effectiveingtitu-
tional framework for linking research with extension
ddivery agencies, both public and private, and sector or-
gani zationsto devel op these linkages. The appropriate-

nessof thisframework will be assessed and determined as
part of theinstitutional review of MAAH.

Medium-Term Programs. In the medium term,
ARTTSpalicy and therequired institutional reformswill
beimplemented. Theseinstitutional and policy issuesare
coveredinmoredetail in Chaptersli and 1V, respectively,
of this report. Implementation of these reforms will
requirelargeinvestmentsininfrastructure, equipment, and
human resourcetraining to establish an effective and effi-
CientARTTS.

Off-Farm Employment

Current Status and Issues

Off-farmincome generation activitiesareanintegral
part of rural production systems. Itisgenerally accepted
that familiesin most parts of Afghanistan that have less
than 0.5 haof irrigated land havedifficulty earning aliving
solely from agriculturd production. Thismeansthat about
65% of farming familiesrely on off-farmincome-generat-
ing activitiesto achieveamodest living. Inaddition, farm-
ing hasawaysbeen margind in someareas. Traditionally,
themain sourcesof off-farm income have been hired labor,
small-scal e enterprises, and use of forest products other
than timber. Principal small-scale enterprisesincludecar-
pet weaving, beekeeping, cheesemaking, skin processing,
sericulture, other handicrafts, and rural repair shops.

A key feature of many of theserurd enterprisesisthat
they operateinvillagestha arerdatively inaccessible. This
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impactson boththecost of externd inputs, market opportuni-
ties, and the pricefor products. In supporting programsto
assig suchenterprises, financid feasibility will beakey factor.

Development Framework

Short-Term Interventions. For small-scalerura
enterprisesto flourish will require asupporting package
of services, which should include the provision of raw
materids, training, and market outlets. Itisproposed that
themost feasible sol ution to meeting these needswould be
arural cooperative with alinked marketing armin the
main urban centers. In the short to medium term, such
devel opment could be supported by an NGO with experi-
enceinthisarea. Thisinitiativewould haveastrong pov-
erty reductionimpact.

Thistype of organization and its activitiesiswell
suited to promoting and being promoted by enterprises
undertaken by women. A range of activities could be
supported by individual rural cooperatives run by
women for women, but the key to successisthe organi-
zation of the marketing function. Therural cooperative
becomesthe vehiclefor extending arange of benefits,
including training in particular craftsand skills, aswell
asamedium for microfinancefacilitiesand thetransfer
of information from educated women to those lesswell
educated.

Theissuesoutlined above providethe basisfor formu-
lating strategic objectives and | ead to theidentification of
short- and medium-term needs and policy reguirements
for amedium-term community devel opment framework,
whichissummarizedin Table7.

Table 7. Off-Farm Employment Matrix
Needs Assessment
Key Issue Strategic Objective Short-Term Program  Medium-Term Deveolopment Policy Agenda
Indicator (1-2 Years) Framework (2-5 Years)
Lack of support A community/NGO-led Form a consortium as an Integrate work programswith  Existing facilities, e.g.,
services small enterprise independent organization, = community development sericulture and apiculture,
support service e.g., acooperative plans, especially the role of ~ privatized/transferred to
women. consortium
Training programs Supplied by above Allow consortium to con- Set up rural women’s Rural cooperative
solidate expertiseandrun  cooperative movement. legislation
training programs.
Supply of raw As above To be considered by As above As above
materials consortium.
Marketing outlets An apex marketing Establish rural coopera- Link apex marketing Status of the apex
organization tives. organization to a group of organization
rural coops.
Start-up finance Rural bank Pilot microfinance Create fully functioning Rural finance/credit
projects. village-based credit
schemes.
Source: CNA Mission.
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CHAPTER IlI

Needs Assessment: Institutional
Reforms and Capacity Building

| A presented thedraft NDF to the Implementation

A(?roup of external funding agenciesin April 2002.

hisframework setsout key principles, policies, and

Srategiestoguidetheformulation andimplementation of the
Afghanistan Recovery and Reconstruction Program. This
framework isespecialy relevant tothenatura resourcesand
agriculturesector. Theindtitutionsin thesesectorsarefaced
withdevelopinganew visonof their futurerole, revisngthe
policy andingtitutional framework for the sector, and carry-
ing out themassivetask of ingtitutional restructuring and
cgpacity building to enabletherespectivelineministriesand
provincid and digtrict officestolead therecovery and recon-
struction program. The Government’ sguiding principlesin
thisregard areasfollows:

- The line ministries and other state entities will be
responsiblefor overdl natural resource planning, poli-
cies, and related management parameters, and thefor-
mulation of programsto deliver agreed public services
tothecommunity level, including technology transfer,
theregulation of private sector activities, and themoni-
toring of performanceof deve opment programs.
Implementation, to the extent possible, will be
entrusted to the private sector, including beneficiary
communities. Inthisregard, the Government will cre-
atetheenabling environment for the operation of na-
tional and international firms(in particular for engi-
neering and construction).

Loca communitieswill beempowered to decidether
development priorities, to contributeto implementa-
tion of their projects and activitieswhere possible,
and to monitor thework of government agenciesand
the private sector. The Government’s strategy will
focusin the near term on creating employment and
supporting livelihoods at the community level.
These principlesindicatethe need for acompletere-
view of thecurrent institutional structure governing the
natural resourcesand agriculture sector at al levels, from

thenational tothevillagelevel. Theexisting structureisa
legacy of several highly centralized administrationswhose
viewswere diametrically opposed to the decentralized
approach of the present administration. Intheshort to me-
diumterm, theline ministrieswill undergo aprocess of
change management to moveaway fromtheir current all-
encompassing functionsto onethat reflectsaset of core
functionsfor public sector agencies.

Natural Resource and
Agriculture Sector National
Institutional Structure

At present, three ministriesare primarily involved in natu-
ral resource and agriculture sector management. They are
MRRD, MAAH, and MIWR. In addition, the Ministry
of Water and Power (MWP) has considerableinfluence
over river regimes by virtue of its hydropower schemes,
and the Ministry of Public Works (MPW) isinvolvedin
construction and work schemesinrural areas. Theroles
and functions of these ministries do not form acoherent
structure capable of delivering the sustainable and effi-
cient useof natural resources, especialy water. Functions
overlap, particularly with regard to irrigation programs,
and significant management gapsexit. It will benecessary
toreview the mandatesof these ministriesand to formulate
amoreholigtic view of natural resource management that
will ensure efficient resource all ocation to the variousus-
ersof natural resources.

The process of internaizing the new vision of the
Afghanigan Government inreshaping therolesof public sec-
torinditutionsat thecentra, provincid, and digtrict level swill
begradud, but should beginimmediately, becausemany as-
pectsof theshort-term strategy depend directly onamessure
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Near Qadam Joy, a little boy poses with his donkey beside
adried-up stream bed.

of reorgani zation and reorientation of theminigtriesand their
provincia offices. Ineffect, therearetwo pardld processes
required: oneistoredizethevison of areformed administra-
tivegtructureinaccord withthe NDF principlesset out above
and theenvisaged gpproachto natura resource management;
the second isthe more pragmati c process of beginning the
change processintheexigting agenciesandinfluencing the
attitudesof gaff to thefuture shape of the Government. The
latter processisthemoresenditive, but requiresclear direc-
tion based onthefirg.

The current composition of sector agencies, their de-
tailed functions, and staff complementswill bethe subject
of review. Inthe context of the current structure of sector
agencies, such areview should takeinto account thefol -
lowing observationsand their implications:

- Agricultura activity isdependent on natural resource
systems, which need to be sustained. Afghanistan has
no agency responsiblefor ensuring that level sof natu-
ral resource usearesustainable.

The protection of a sustainable level of natural

resources must beapriority and cannot be entrusted

to one of themgjor users.

In Afghanistan, 80% of agricultural output isdepen-

dent on someform of irrigation system.

A distinction should be drawn between the largely

environmental role of natural forestsand the produc-

tionroleof commercia forestry and agroforestry.
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Development prioritieswill bedetermined at thecom-
munity level, but theaggregation of community demands
must bematched to natura resourceavailability.
Theddivery of agricultural serviceswill beled by the
private sector.
The scopefor technology transfer is substantial, but
must be responsiveto community priorities.
Inbroadterms, aclear ingtitutiona distinctionisrequired
between agencieswith dlocativeresourcefunctionsand those
withuser functions. Inaddition, theingtitutiond arrangements
should reflect the community-based approach. Thewater
subsector providesakey exampleof theneed for significant
ingtitutional reform. In Afghanistan, no custodian of water
resourcessetsalimit onthevarioususers. Totheextent that
availableresourcesareassessad, thisisdoneby MIWR, which
isasothemajor user of water. In these circumstances, the
demands of sustai nable ecosystems cannot be determined
objectively. The findings of the recent MIWR-UNICEF
water conferenceworkshop (Kabul, April 2002) did notindi-
cate any commitment to significant ingtitutional restructur-
ing, and showed only limited recognition of thecurrentingti-
tutional structures' lack of abjectivity in alocating water
resources. Without Sgnificant changesintheingitutiond struc-
tureof naturd resourcemanagement, especialy that of water,
inthenext 2 years, only limited scopewill remainfor asus-
tained recovery of theagriculturesector. The NDF promotes
the concept of river basin authoritiesthat link together the
microwatershedsmanaged by their respectivecommunities.
Itisimportant that theconcept of river basin management not
beinterpreted asaone-dimensiond focusonwater. Rather,
thisconcept should encompasstherangeof naturd resources
utilized by thecommunitiesat themicrowatershedlevel. In
thisway, themandateof theriver basin authority isconsstent
with therangeof natural resourcesactually being used and
needing supervison.

Individual Ministry
Structures and Organization

Thecurrent structure of ministriesreflects past pref-
erencesfor ahighly centralized form of administration,
whichisthe antithesisof current guidelinescalling for
decentralized decision-making processes. The organiza-
tional structures often incorporate separate subsidiary
structures, such asinput supply and construction compa-
nies. Considerable scope existsfor divesting ministriesof
such activitiesand privatizing the assets.



Thekey first tepinthisrestructuring and reform pro-
cesswill betheestablishment of planning and implemen-
tation groups? in the headquarters of theline ministries
andinprovincial offices. Thesegroupswill beanintegral
part of aministry’ sorganizationd structureand internal
operations, working with and alongside the reorganized
or new functional units. Their missionwill betotrandate
policy and programsinto projects, and to build new man-
agement capacity and therequired skillsinthe ministry
and provincial offices. Implementation of projectsand
related activities (e.g., preparation of technical designs,
surveys) will be outsourced to the private sector, to the
maximum extent possible. The groupswill be staffed first
through open recruitment from the staff of the respective
ministry, based ontechnica competence, experience, merit,
clear termsof reference, and job descriptions.

In the short to medium term, one outcome of thein-
stitutional review and reorganization will be a leaner
organization structure, and it isanticipated that the num-
bersof existing staff will bereduced. Theinfrastructure
support and capacity building that will berequired will be
for the staff that will beimplementing these new roles.
Theministrieswill be staffed by highly qualified and ex-
periencedindividuals, clearly focused ontheir new role,
whowill bepaid competitivesdaries.

Provincial Natural Resource
Management Structure

Provincid officeswill havedifferent rolesand regpons-
hilitiesin adecentralized system. Planning andimplementa-
tion groupswill be establishedinthe provincial officesto
undertake program and project management. Theofficeswill
requireinfrastructure support and staff training to carry out
their new functions, induding thefollowing key activities:

Thegaff of provincid officeswill bekey partnersinthe
participatory planning processbasad onmicrowatersheds.
Community representatives(shuras) will play afull part
in determining community needs.
Provincid officeswill hdptorank thevillage/digtrict-
level proposal sthrough consultationswith shurasand
their knowledge of the areas. They will coordinate
varioustypesof assistance, and guide NGOsand gov-
ernment agenciestoward communities most in need
of specifictypesof assistance.

2 Thetermsof referencefor these groupsare being developed by he
Afghanistan Ass stance Coordination Authority.

Provincial officesshould also havearolein project
finance, at least to the extent of putting together bud-
getsfor each of thedistricts, ensuring that investment
is equitable, and monitoring the flow of funds and
completion of projects.

Provincia officeswill play arolein contracting engi-
neering servicesdirectly, ng proposasfromthe
private sector and NGOs to undertake work, and
ensuring that only technically qualified firmsandin-

This generous watering hole, the product of an irrigation
project near Kabul, belies the country’s persistent drought.

dividualsobtain contracts. Digtrict-level consultative

groups consisting of representativesof all communi-

ties, or aprovincid group consisting of district repre-

sentatives, should participatein project selectionand

performance monitoring.

Provincial offices should establish and maintain up-

to-date sector databases and management information

sysems

Aswith the national institutional framework, at the
provincia level therewill need to bethesamedigtinction
between the agenciesresponsiblefor allocative and user
functions.
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Table 8.

Institutional Development Matrix

organization of
individual agencies

mandates for all key
agencies

institutional analysis and
initiate planning and
implementation groups in

structures for all sector line
agencies.

Kevl Needs Assessment
€y Issue Strategic Objective - Policy Agenda
Indicator Short-Term Program Medium-Term Development
(1-2 Years) Framework (2-5 Years)

Structure and allocation A coherent set of Undertake detailed Implement approved Number and
of responsibilities agencies with clear institutional analysis and recommendations of mandates of public
among natural resource  mandates in line with provide options for institutional analysis. agencies
sector agencies government principles reshaping existing agency

for the public sector structure.

and private sector

delivery of noncore

functions
Role, functions, and Government-approved Undertake detailed Approve new organizational Terms of employ-

ment and incentive
schemes

line ministries.

Large surplus staff Reduced staff numbers Implement human Fully implement reorgani- As above
resources in existing appropriate for new resources plan based on zation with trained
agencies roles new structure. professional staff.
Functions and structure A coordinated Initiate planning and Approve new organizational As above
of provincial offices approach to natural implementation groups in structures for all provincial
responsible for the resource management provincial cities. offices.
natural resource sector
Functions and Clear decision-making Develop decision-making Fully integrate decision- Community empow-
procedures of village/ processes at village/ processes around the making processes based erment policies
district level shuras district and provincial concept of micro- on community-determined

levels watershed plans. priorities.

Source: CNA Mission.

Village/District-Level
Structures

Initial collaboration between the Government,
NGOs, and communities emphasi zesthe flow of mate-
ria, cash, and technology fromthe outside agenciesto the
communities. It tendsto begin by operating through well-
understood local institutions such asthe shuras, placing
themincreasingly inanew, developmentd role. Thesecom-
mitteesareaprerequisitefor broad acceptance and adop-
tion of community-based programs, but over timethey are
likely to evolve increasingly toward more specialized
formsof representative and el ected development bodies.
Thisprocessdoesnot replacethetraditiona shuras, butis
apredictablemovetoward more specialized, focused, and
skilled groups charged with economic advancement of an
area. One possible outcome of thisprocessisthat indi-
vidual community-based organizationswill link together
inmultivillagecommittees; district-level bodiesmay even
formakind of elected council.
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Theaboveissuesprovidethebasisfor formulating stra
tegic objectives, identifying short and medium-term needs,
and deriving policy requirements for a medium-term
institutional development framework. The summary
framework isoutlinedin Table8.

Capacity-Building Needs

Both government institutions concerned with agricul -
tural development and rural and community organizations
have been weakened during thelong period of conflict.
Ministries have suffered damageto buildings, havelost
skilled resources and equipment in Kabul and the prov-
inces, and generally lack the capacity to undertake their
functions. A number of servicesare currently being under-
taken by NGOsand community-based organizations. For
along period, theingtitutionswere not exposed to change
or tointernational best practicesin public sector manage-
ment. The NDF emphasizes the AIA’s commitment to
establishing an efficient ingtitutiona framework inthe sec-



Table 9. Capacity-Building Matrix

e . o Needs Assessment
< Strat?géci:cggsctwe Short-Term Program Medium-Term Development Policy Agenda
(1-2 Years) Framework (2-5 Years)

Shortage of sector/ A highly qualified, Provide incentives Develop a stable, lean, and Civil service
program managersfor ~ motivated public service package for retumees motivated civil service. employment terms
the public services and those with good and conditions

qualifications and/or

experience.
Senior manager In-service training courses Set up interim joint Set up independent Postgraduate
training program conducted by accredited venture between management training center,  training and funding

institutions international institutions possibly part of the

and Kabul University. university.
Technical sector Well-founded vocational
training training

Community-based

Community empower-  Well-equuipped communi-  Pilot programsinselected  Initiate national program to development
ment skills develop- ties capable of full areas, as part of upgrade community
ment participation community development participation in the

projects. development process.

Womenin
Women in develop- Upgraded and enhanced Set up specific training Establish training programs development
ment income-generating courses aimed at off-farm  through a gender-specific policies
capacity for women employment for women. organization.

Source: CNA Mission.

tor, which will involve small, streamlined government
institutions providing the appropriate policy and regula-
tory environment for community-driven devel opment, based
onprivatesector growth and delivery of services Todevelop
the capacity to achievethisobjectivewill requireextensive
human resource devel opment and skill retraining.

At present, only arelatively limited number of
highly skilled professionals are availablein technical
and management areas to meet the rapidly increasing
demand, asthe number and scal e of the devel opment
programs and projects are expanded. These existing
resourceswill befully utilized, and a strategy should
be devel oped to address the anticipated shortfall. Key
aspectsinclude establishing capacity to providetrain-
ing, reestablishing training institutions, and encourag-
ing thereturn of skilled Afghan professionals. Thelat-
ter have the potential to provide an excellent resource
in modern management and economic and technical
approaches. Planned technical assistancethat requires
foreigninputs should focus on maximizing the employ-
ment of Afghan professionalsto the extent possible.

Intermsof reestablishing training facilities, one pos-
sible strategy would be to upgrade these facilities and
coursesin Kabul Universty or related ingtitutions, through
aform of joint venture with aninternational university.

Univerdty or training indtitute staff woul d benefit and train-
ing capacity would be enhanced. | ncentive structurescould
be provided to encourage participation by government and
private sector staff.

NGOsemploy large numbersof technicaly qualified
peoplewith relevant experienceworkingintherural sec-
tor, so mechanisms need to be devel oped to utilize this
expertise and strengthen linkswith local linegovernment
agencies. In this manner, NGO staff could provide on-
the-jobtraining, and at the sametimefacilitate closer work-
ing implementation groupsin each ministry to createa
greater awarenessof the need for change. Oncethe Trand-
tional Government isestablished, areview of public sec-
tor administration isplanned. The Civil Service Commis-
sion isexpected to recommend wide-ranging changesin
both the overall composition of sector agenciesand their
individual structures. Thisisan areaof reformwherethe
international community has high expectationsfollowing
the statements of the Al A and the contentsof theNDF. It
will havemajor implicationsat the sector level.

Nongovernment agenciesareestablished asvita ele-
mentsin the delivery of awiderange of servicestothe
villageand digtrict levels. Theestablished NGOshave pro-
fessond staff, mostly Afghan nationds, who have acquired
skillsworking with village communities. Thechallengeis
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to ensurethat these skillsremain availablewhiletherole
of the NGOsisadjusted to the existence of functioning
lineministries, whichwill have overall responsibility for
monitoring their activities. To date, lineministry person-
nel at the provincia and digtrict levelshave not been pro-
vided with clear responsibilities consistent with the new
vision of the public sector, and are a so hindered by their
lack of facilitiesand budgets. However, it isimportant
that the process of adjustment begin early intherecovery,
to establish defacto rolesand to ensurethat line ministry
staff realizethat their new rolewill includeworking with
NGOsthat have been delivering key servicesfor many
years. In discussionswith the mission, NGOsindicated
they haveaready begun to adjust their programsto draw
ministry staff more closdly into their activities. However,
clearer policiesand operational guidelines, especialy at
theprovincial and district levels, would be hel pful.
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Theneed will beto create aframework withinwhich
communitiescanplay their envisaged roleand interact with
district and provincial agenciesusing participatory meth-
ods. Asthisoccurs, careful considerationwill haveto be
given to the adjustments needed to existing rel ationships
between communitiesand NGOstha may have beenwork-
ing together for several years, and to the relationship
between empowered communitiesand lineministry staff.
Atavery early stagetherewill beaneedtoformulatea
“blueprint” that definestheseevolving rdationships, at least
in broad terms, so that all concerned have aclear under-
standing of their responsibilitiesand functions.

Theaboveissuesprovidethebasisfor formulating stra
tegic objectives, identifying short and medium-term needs,
and deriving policy requirements for a medium-term
capacity-building framework. Thesummary framework is
outlinedin Table9.



CHAPTER IV

Needs Assessment: Policy

Reforms

subsector indicate the need for anumber of key

policy reviews, and for preparatory work on a
policy reform agendaduring thecoming 2 years. Theleg-
idativeand regulatory aspectsof the policy reform agenda
will beundertakeninthemedium term. A medium-term
timeframeisrequired, sinceinstitutional and enforce-
ment capacity isminimal at present and will need to be
established beforean effectiveregulatory framework can
bedevel oped.

In order for an efficient sector framework to be de-
veloped that will enableimproved livelihoods and sus-
tai nabl e resource management, the policy requirements
inthe short to medium termwill besignificant. To ensure
thedevelopment of policies, legidation, and regulations
that are harmonized across the subsectors, a dedicated
natural resources policy unit to undertakethiswork is
required.

Specific subsectorswherethepolicy framework needs
tobereviewed areoutlined in Table 10, with theidentified
policy issuesand potentid legidativeand regulatory needs
detailed for each subsector.

The development frameworks prepared for each

Implementation
Strategies

Toward a Development Framework
Consensus

The medium-term devel opment framework outlined
inthisreport isbased on identified subsector priorities
and short- and medium-term needs. It detailskey strate-
giesand interventionsrequired to achieve agreed sector
objectives, and providesaframework for prioritizing and

coordinating recovery and rehabilitation activities sup-
ported by thedevel opment partners.

Thedraft framework isthe outcome of awide-ranging
consultationwith al key stakeholdersand should betreated
asthe start of aprocess. It hasbeen revised following ini-
tial comments, and theintentionisthat it befurther dis-
cussed withthenew Transitional Government inlate June
2002, and that the Government takethelead onreachinga
consensuson theframework. The consensuswill involve
both internal and external aspects. Theinternal aspect is
critically important, because agreements and support are
required from sector ministriesontheprioritiesand frame-
work. Theexternal aspect will involvethe Government
and AACA taking thelead and reaching consensuswith
theexternal funding community ontheframework, sothat
sector interventionswill be coordinated and support iden-
tified priorities. It isexpected that the consensus on the
programming aspects of the devel opment framework will
belessproblematic, asthisreport and the appendicescover
the substantiveissuesin detail.

Thepast 20 years of activity inthe sector have been
dominated by NGOsand asmall number of United Na-
tionsagencies, epecialy FAO. Most of thework hasbeen
doneby acadreof Afghan nationals, many of them basedin
Pakistan, with relatively limited resources. With the enor-
mousexpangoninsupport, theresourcesavailableexceed
absorptive capacity and may well exacerbate social ten-
sions. Inthese circumstances, anew institutional order is
essential. A new equilibrium incorporating the private sec-
tor, lineministries, rura communities, NGOs, and exter-
nal funding agenciesmust befound.

A significant gap existsbetween the public sector role
asarticulated by the AIA in the NDF and the views of
many senior membersof thelineministries. A short-term
strategy to bridge thisgap is critically needed, and the
Government has initiated the concept of planning and
implementation groupsin each ministry to createagreater

Needs Assessment: Policy Reforms 31



Table 10. Policy Agenda

Subsector

Policy Issue

Comments

Natural resource
management

Water resource
management

Community devel-
opment programs

Agriculture (crops)

Forestry laws and tenure

rights

Microwatershed
planning

Rural energy
Environmental protection

Watershed (river basin)
planning

Water law
Groundwater depletion

Irrigation management
transfer

Community empower-
ment and organization

Agricuftural trade
Rural cooperatives

Plant protection

Seed certification
Land tenure

Agricultural finance

New policy and law are needed. Policy and legislation should draw upon experience of
countries like Nepal, where joint management of forests by communities is working well.

A regulation/law is needed prescribing the concept of microwatershed planning and the
functions of those involved, especially the communities.

Social forestry provisions should be incorporated into microwatershed planning.
A law on natural resources protection, including protected areas, is needed.

The concept should be legalized and institutionalized within the broader framework of
natural resource management.

The 1981 law needs amendment; in addition, traditional water rights should be codified.
Groundwater extraction should be regulated and controlled by water basin authorities.

A law is needed to permit transfer of irrigation management and specify conditions.

A law is needed prescribing the rights, roles, and functions of community organizations
within the context of the community-based approach.

Trading regulations covering all major commaodities should be promulgated.

The current law should be reviewed and amended if necessary.

Regulation is needed to cover public sector role, standards, funding, and operational
procedures.

Regulation is needed covering certification process and enforcement of quality standards.
Regulation is needed on registration and codification of tenure rights.

Comprehensive legislation is needed on prudential and operational guidelines for

commercial banks and nonbank financial institutions.

awareness of the need for change. Oncethe Transitiona
Government is established, a review of public sector
adminigtrationisplanned. The Civil Service Commission
isexpected to recommend wide-ranging changesin both
theoverall composition of sector agenciesand their indi-
vidual structures. Thisisan areaof reformwherethein-
ternationa community hashigh expectationsfollowingthe
statementsof theAl A and the contentsof theNDF. It will
have magjor implicationsat the sector level.
Nongovernment agenciesareestablished asvita ele-
mentsin the delivery of awiderange of servicestothe
village and district levels. The established NGOs have
professional staff, mostly Afghan nationals, who have
acquired skillsworking with village communities. The
challengeisto ensurethat these skillsremain available
whiletherole of the NGOsis adjusted to the existence of
functioning lineministries, whichwill haveoveral respon-
sibility for monitoring their activities. To date, lineminis-
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try personnel at the provincia and district levelshave not
been provided with clear responsibilities consistent with
thenew visionof thepublic sector, and arealso hindered
by their lack of facilitiesand budgets. However, itisim-
portant that the process of adjustment begin early inthe
recovery, to establish defacto rolesand ensurethat line
ministry staff redizethat their new rolewill includework-
ing with NGOsthat have been delivering key servicesfor
many years. In discussionswith themission, NGOsindi-
cated they have already begun to adjust their programsto
draw ministry staff moreclosdly intotheir activities. How-
ever, clearer policiesand operationa guidelines, especidly
at theprovincial and district level s, would be helpful.
Theneed will beto createaframework withinwhich
communitiescan play their envisaged roleand interact with
district and provincial agenciesusing participatory meth-
ods. Asthisoccurs, careful consideration will haveto be
given to the adjustments needed to existing relationships



Table 10. Policy Agenda (continued)

Comments

Regulation is needed covering procedures for the introduction of new technology by the

Regulation is needed on enforcement of quality controls.

Regulation is needed on quality controls and licensing of imports.

A law is needed prescribing the extent of public sector responsibility for the prevention,
monitoring, and eradication of transboundary livestock diseases, quarantine, and meat
Regulation of private veterinary services is needed.

Review of grazing rights and enforcement is needed.

Regulation on preservation and collection is needed.

Policy on the scale of public commitment to ARTTS should be developed.

Develop policy amd mechanism for commercialization and privatization of state assets.

Develop framework and regulations for viable systems.
Enabling legislation should be reviewed.

Develop mandates and charters of sector agencies to undertake core functions in line with

A formal gender policy is needed.

Subsector Policy Issue
Agriculture (crops) Technology transfer
(continued) private sector.
Fertilizer distribution
Production and import
of vaccines and semen
Livestock Animal and public
health
inspection.
Veterinary services
Rangeland grazing
Genetic resources
ARTTS ARTTSnetwork
Off-farm Employ-  Privatization of state-
ment owned assets
Microfinance
Tax status of rural SMEs
Institutional Role of the public sector
development government policy.
Womenin Gender policy
development
Note: ARTTS = Agricultural research and technology transfer system; SME = small and medium enterprises..
Source: CNA Mission.

between communitiesand NGOsthat may have beenwork-
ing together for several years, and to the relationship
between empowered communitiesand lineministry staff.
Atavery early sage, a“blueprint” will beneeded to define
theseevolving relationships, at least in broad terms, sothat
all concerned haveac ear understanding of their responsi-
bilitiesand functions.

Asserting Government Ownership

Afghanistan isreceiving unprecedented attention
and offers of assistancefrom theinternational commu-
nity. To ensure that resources are used efficiently and
effectively, itisessentia that efficient aid coordination

and management mechanismsbe established. The CNA
mission noted that various coordination mechanismsare
in place, but is concerned that, at least in the natural
resources sector, the coordination to dateis not being
led by the Afghan authorities, especially theAACA. To
ensure that government ownership isasserted and that
activities support government priorities, and to mini-
mizetherisk of duplication withinthe major externally
funded programs, it isessential to have aprocess estab-
lished with regular aid provider meetings chaired by
the Government and/or its representative body. It is
envisaged that such meetings should be held and deci-
sions taken within an agreed devel opment framework,
such asthe one proposed in thisreport.
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