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Executive Summary 

1. The impact of the proposed Project is “is increased per-capita income and reduced poverty 
among rural and pastoral communities”, which is aligned with the stipulations in the Agriculture and 
Rural Development Cluster of the Afghanistan National Development Strategy (ANDS).  
 
2. The Project’s outcome is increased agricultural productivity in the Panj-Amu River Basin, 
which will be achieved through three project outputs, including: (i) water allocation and availability 
improved; (ii) command areas enhanced; and (iii) watersheds properly managed and protected. 
The outputs are expected to help increase irrigated areas, cropping intensities, and yields for 
wheat, rice, vegetable, and fruit crops as well as to enhance agricultural diversification in favour of 
high value crops in the medium and long term. 
 
3. Output 1 (Water allocation and availability improved) provides the capacity and 
resources for MEW, and associated River Basin Agency (RBA) and Sub-Basin Agencies (SBAs) in 
the Panj-Amu river basin to:  
 

(i) improve the conveyance and allocation of water to the irrigated farm systems through 
rehabilitating and upgrading (including climate proofing) of water conveyance infrastructure 
(head works and main canals) in priority schemes over 400 ha. 21 schemes have been 
selected as first priority schemes covering a command area of 74,500 in the Lower Kunduz, 
Taloquan, Kokcha and Lower Panj-Amu sub-basins. This will improve the availability of 
water, particularly for the tail end of schemes, increasing yields, cropping intensity and 
irrigated areas, as well as reducing water conflict in schemes. Gated headworks will help to 
reduce flood damage within schemes. Eligible candidate schemes/subprojects have been 
pre-screened, identified and prioritized based on provincial/sub-basin development 
priorities. (Sub-component 1: Water conveyance infrastructure rehabilitated and upgraded);  
 

(ii) establish and strengthen the capacity of water users’ associations (WUAs) to operate and 
maintain (O&M) conveyance infrastructure in these schemes thus improving sustainability, 
to distribute water between the head, middle and tail end of canals more equitably; and for 
them to work with RBA/SBAs to facilitate water sharing between schemes (Sub-component 
2: WUAs established and strengthened); and  

 
(iii) improve the capacity of MEW, RBA and SBAs and systems in place for more effective 

water allocation (i.e. sharing) between schemes, which will increase net benefits for 
downstream users due to improved water availability, resulting in reduced conflict between 
downstream and upstream users in river systems; as well as improving the planning and 
O&M for larger water resources infrastructure investment (Sub-component 3: Water 
resources planning and management strengthened). 

 
4. Activities for the implementation of output 1 are grouped under three sub-components as 
follows: 
 
5. Sub-component 1: Water conveyance infrastructure rehabilitated and upgraded 
 

 Activity 1: Tendering and contracting of a design firm 
 Activity 2: Preparation of TORs for call-down design services 
 Activity 3: Feasibility studies and detailed design of subprojects 
 Activity 4: Tendering and Contracting of Construction Firms 
 Activity 5: Construction and Construction Supervision 
 Activity 6: Hand-over and future O&M 
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6. Sub-component 2: WUAs established and strengthened 
 

 Activity 1: Continued Support, Capacity Building and Mentoring of Existing WUAs 
 Activity 2: Establishment of New WUAs 

 
7. In addition, the Project will support the construction or rehabilitation of rooms for 51 mature 
WUAs.  
 
8. Sub-component 3: Water resources planning and management strengthened 
 

 Activity 1: Strengthening the water resources planning system (including the purchase of 12 
staff gauges, 12 automatic rain and snow gauges, the relocation of 6 permanent guages, 
and the purchase of ArcGIS Spatial Analyst software); 

 Activity 2: Strengthened central-level inter-agency coordination; 
 Activity 3: Strengthening coordination between (S)RBA, DAIL and DRRD in river basin 

planning and management; 
 Activity 4: Support to Afghan members of the Afghan/Tajik transboundary technical working 

group to prepare for WG meetings (including the purchase of a boat and trailer).  
 

9. In addition to the above, the Project will construct a second floor of the RBA building in 
Kunduz. Additional equipment for the RBA and SBAs will also be purchased, especially for the 
RBA in Kunduz to replace equipment stolen by insurgents in September 2015. 
 
10. Implementation arrangements. MEW will be responsible for the management of output 1. 
A PMO will be set-up and embedded in MEW in Kabul, working as needed with other MEW 
departments. For sub-components 1 and 2, the RBA and SBAs will have an active role, while for 
sub-component 3 the Department of Water Resources under the DG Water Affairs (MEW) and the 
RBA and SBAs will have active roles. To coordinate activities (including financial management) at 
the field level, a PIO will be set-up an embedded in the RBA (i.e. within the same building), with 
finance staff also embedded in the SBAs, and reporting to the RBA PIO. The PIO Director will 
report regularly to the RBA (and SBA) Directors on progress. 
 
11. Existing government staff in the RBA and SBAs will have key responsibilities for day-to-day 
work. These will be paid under the tashkeel (government contribution) but per diems will be 
provided for long-days and overnight stays away from the office. RBA and SBAs will be supported 
from the Project through the provision of vehicles, equipment and office and vehicle running costs.   
 
12. To support day-to-day implementation, external national staff paid by the Project will be 
hired by the PMO (at NTA rates) (Project incremental staff – see Annex 3 in the Project 
Administration Manual). These will be embedded in MEW, the RBA and SBAs and will work 
directly alongside government staff to build their capacity through on-the-job training. This set-up 
will ensure that parallel structures are avoided, and that government institutions are strengthened 
leading to long-term sustainability.  
 
13. To help build capacity of MEW/PMO, RBA/PIO and SBAs and to provide oversight, a team 
of international consultants will be hired through an international firm (Implementation Support 
Consultancy (ISC) firm). Details are provided in Annex 2 of the Project Administration Manual. 
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I. Introduction 

14. MEW’s main tasks in relation to the irrigated agriculture sector are: 
 

 To support conveyance of water from rivers to irrigated areas along main canals; 
 To ensure infrastructure for such water conveyance is operated and maintained in a 

sustainable manner either by the RBA, SBAs or WUAs, with more equitable distribution 
between the head, middle and tail end of canals; 

 To ensure that water is allocated (shared) equitably between schemes and between 
competing users; 

 To develop new irrigation schemes and water storage infrastructure (reservoirs) for 
improved water availability. 
 

15. MEW’s remit effectively ends at the main canal at which point water is conveyed to farms 
through secondary and tertiary canals under the remit of MAIL (and irrigation associations (IAs) 
set-up and registered under MAIL). Use of water at the farm level (i.e. irrigated agriculture) is 
supported by MAIL through extension and on-farm water management activities. Activities to 
support MAIL’s work with regard to the above are included under Output 2.  
 
16. Activities to support MEW’s work are sub-divided into three sub-components as follows. 
 

 Sub-component 1: Water conveyance infrastructure rehabilitated and upgraded. This 
will involve infrastructure investment for headworks and main canal infrastructure in priority 
schemes over 400ha.   

 Sub-component 2: WUAs established and strengthened. WUAs will be established in 
schemes supported under sub-component 1, and their capacity strengthened to operate 
and maintain (O&M) conveyance infrastructure thus improving sustainability, and to 
distribute water between the head, middle and tail reaches of canals in an equitable 
manner. WUAs will also work with RBAs/SBAs to facilitate water sharing between schemes 
(see further in sub-component 3). WUAs already established under previous EU project 
interventions in the basin will also be further strengthened.  

 Sub-component 3: Water resources planning and management strengthened. The 
capacity of MEW, RBA and SBAs and systems in place for more effective water allocation 
(i.e. sharing) between schemes will be strengthened, and the planning and O&M for larger 
water resources infrastructure investment improved. 
 

17. Further details on each sub-component are provided in the sections below. 
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II. Sub-component 1: Water conveyance 
infrastructure rehabilitated and 
upgraded 

 
A. Selection of Priority Schemes 
 

18. To identify the irrigation schemes to be rehabilitated and upgraded (R&U), a list of projects 
was prepared in July 2015 by the RBA staff in collaboration with the six sub-basins.  
 
19. In November 2015, a long list of schemes was prepared by FS team using the RBA list and, 
in addition, MEW and other prioritized projects from other donors (FAO, USAID etc.). This list 
includes 408 subprojects covering all six sub-basins with an estimated total budget of USD 164m. 
Data on each subproject is scare and not considered as accurate.  
 
20. The MEW, RBA and SBAs were then asked to identify the priority subprojects for 
rehabilitation and upgrading on this list. This resulted in a list of 62 subprojects1 which was 
presented and agreed in December 2015 with stakeholders from MEW and MAIL. Since much of 
the data on these projects was considered inaccurate, a survey was undertaken of each subproject 
to determine the command area, location and a more accurate description of the R&U needs, and 
data on the list updated. This list was then evaluated against eligibility and prioritisation criteria by 
the feasibility study team. Details on the criteria used is included in Supplementary Document 1. 
Seven projects were considered ineligible leaving 55 eligible subprojects. These subprojects were 
then ranked to give a list of 22 priority subprojects (two subprojects being in the same scheme so 
21 schemes in total).  
 
21. A full list of subprojects and locations is included in Supplementary Document 1. Note that 
a subproject refers to interventions in an irrigation scheme in this case.  
 
22. Preference (i.e. additional scoring in the prioritisation) was given to schemes with a 
command area of over 400ha so that project efficiencies (economies of scale) could be achieved. 
Working on smaller schemes leads to greater logistical and operational expenses (per ha or $ 
investment) and the EIRRs of smaller schemes tend to be lower.    
 

B. Costs for Priority Schemes 
 

23. In order to estimate the costs of the priority schemes considered for R&U, a range of costs 
for various works in the main canal, and secondary and tertiary, plus the headworks, were 
estimated based on experience from P-ARBP and the three representative subprojects. Larger 
headworks are generally required for larger schemes. For main canal works, there are usually 
economies of scale for the size of the command area. For secondary and tertiary canals the cost 
really depends on the intensity of R&U to be undertaken.    
 
 

                                                           

1
 The RBA and SBAs were then asked to identify three priority subprojects as representative projects for which 

feasibility designs would be undertaken. The RBA and SBAs were asked to select projects that were of high priority (as 
these would be the first to be rehabilitated under the new Project) and in relatively secure and accessible areas. The 
three chosen were Laqi, Seyaab and Sharawan-Takhar schemes. 
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Table 1: Cost ranges used for R&U 

Command Area 
Headworks 

(US$) 

Main canal 

(US$/ha)* 

Secondary/tertiary 

structures (US$/ha)* 

< 400 ha 200,000 1,100 500-800 

400 < ha < 3000 350,000 700 500-800 

> 3000 ha 500,000 350 500-800 

* For main canals, this is the average cost per hectare. For secondary and tertiary canals this is the expected cost based 

on areas of schemes where intensive priority work will be undertaken. 
 

24. Applying these costs to the first priority subprojects gives total costs of US$36m for 
headworks and works on the main canal (MEW led works, except two pilot projects for MAIL 
costing approximately $1.7 million) (Output 1) and $7.5m for works on the secondary and tertiary 
canals (MAIL led works) (Output 2). Additional funds, which currently total approximately US$9.4m, 
could be used for R&U on second-ranked priority schemes. 
 

25. See Supplementary Document 1 for an estimated breakdown of costs for the priority 
schemes. 
 

C. Priority R&U within Schemes 
 

26. While water users’ views should be taken into account so that infrastructure R&U is 
participatory, the order of priorities for R&U will normally be as follows:  
 

(i) gated headworks (if not currently existing) to control water entering the canal to protect 
from flood damage and to improve water distribution between schemes along the river 
so that equitable water distribution can be achieved, benefitting downstream users who 
may currently have an inequitable share during the dry season. This will increase net 
benefits for downstream users due to improved water availability, resulting in reduced 
conflict between downstream and upstream users in river systems. 

(ii) off-takes to improve the water distribution and measurement among the branching 
(secondary) canals resulting in improved water distribution, benefitting water users in 
the tail (and middle) reaches in particular.  

(iii) main canal cross-drainage structures and bank protection to improve water conveyance 
and decrease water leakage. Cross-drainage structures will protect infrastructure from 
wash damage, while bank protection (e.g. lining) will improve water availability 
throughout the scheme.   
structures along the secondary and tertiary canals. These will be rehabilitated and 
upgraded under this Output 2 by MAIL. The type of R&U will depend on user priorities. 
During feasibility studies the economic viability of such works will be assessed. It is 
unlikely to be economically viable for example to undertake complete upgrading (e.g. 
full lining) of all secondary and tertiary structures.  

 
27. Water access points (for domestic and livestock use) will also be considered for all 
schemes on which the project works. Structures such as offtakes will be adapted as footbridges at 
appropriate locations along the canals to facilitate movements of human and farm produces. 
 

D. Proposed Activities 
 
28. Activities proposed are as follows: 
 

 Activity 1: Subproject identification and selection 
 Activity 2: Tendering and contracting of a design firm 
 Activity 3: Preparation of TORs for call-down design services 
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 Activity 4: Feasibility studies and detailed design of subprojects 
 Activity 5: Tendering and Contracting of Construction Firms 
 Activity 6: Construction and Construction Supervision 
 Activity 7: Hand-over and future O&M 

 

1. Activity 1: Subproject identification and selection 
 

29. As mentioned above, Supplementary Document 1 includes a list of pre-screened subprojects 
(divided by first priority, second priority, and third priority) and candidate subprojects (first priority) for 
the Project. It is recommended that work is undertaken (assuming feasibility as identified during the 
feasibility stage described in activity 4 below) in these subprojects. i.e., there should be no need to 
undertake additional subproject identification and selection.  
 

30. In case MEW wants to undertake additional subproject identification and selection however, the 
following eligibility and prioritisation criteria should be used. This uses an implicit least-cost analysis to 
select projects to ensure that significant environmental and social impacts are avoided, and that 
schemes are large enough to attain economies of scale.  
 

31. Eligibility criteria (If not eligible, cancelled): 
 

 An irrigation rehabilitation and upgrading project. i.e. Not for example a river training 
project, dam or building. 

 No significant potential environmental impact as outlined in the ADB Safeguard Policy 
Statement (June 2009). More specifically, GoIRA Category 1 subprojects, and Category 
2 subprojects for which NEPA requires EIA, are excluded from Project financing as are 
ADB Category A subprojects are excluded from financing. 

 Not in an environmentally protected area. 
 Approved by government (i.e. government priority). 
 No major social impact, i.e., no significant resettlement impact as outlined in the ADB 

Safeguard Policy Statement (June 2009) for category A for resettlement. 

 
32. Prioritisation criteria: 
 

 Command area size: Small - less than 400ha (0 points), Medium - 400-3000 ha (3 
points), >3000ha (6 points).  

 Command area of sub-basin (>3000ha, 3 points, <3000ha 0 points). 
 Accessibility: Within 2 hours of Sub-basin Agency (SBA) (1 point). 
 Accessibility: No major winter cut-off (1 point) 

 
33. Preference (i.e. additional scoring in the prioritisation) was given to schemes with a 
command area of over 400ha so that project efficiencies (economies of scale) could be achieved. 
Working on smaller schemes leads to greater logistical and operational expenses (per ha or $ 
investment) and the EIRRs of smaller schemes tend to be lower.    
 
34. In order to prioritise schemes that are grouped together and not geographically dispersed, 
prioritisation is also given to the command area of schemes in particular sub-basins. This 
prioritisation also brings important economies of scale making supervision easier without wasting 
time travelling.  
 
35. Note that the above criteria is to be used to determine subprojects on which to undertake 
further feasibility studies. Inclusion of subprojects as priority subprojects does not necessarily 
mean they are technical, environmentally, social and economically feasible. For this to be 
determined more detailed field surveys and analysis will be undertaken to determine that the 
subproject (i)  is pro-poor (i.e. benefits will mainly accrue to poor farming households); (ii)  has 
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demonstrated water availability in sufficient quantity and quality to ensure the intended benefits of 
the project can be achieved; (iii) works are technically feasible; (iv) has demonstrated commitment 
from local government authorities; (v) has commitment from water users to establish a WUA to 
operate and maintain structures post-project and to distribute water in an equitable manner; (vi)  is 
economically feasible (EIRR >12%). See further in Activity 4 below.  
 

2. Activity 2: Tendering and contracting of a design firm 
 

36. The feasibility, detailed design and preparation of tender documents of R&U works will be 
undertaken by a design contractor, contracted through a private company. A budget has been 
provided based on an estimated 8% of civil work costs. The PMO, with assistance from the 
Implementation Support Consultancy (ISC) firm, will prepare an RFP for tender2. This will be for a 
demand-led contract whereby the contractor will respond to TORs for specific design works which 
will be split into packages. The design firm will also assist MAIL in the design of works for the two 
pilot headwork and main canal projects for which it is tasked.  
 
37. This will be tendered as a QCBS contract, evaluated and contracted. Evaluation will be 
done by a tender evaluation committee comprised of MEW officials.  
 

3. Activity 3: Preparation of TORs for call-down design services 
 

38. The subprojects to be designed will be grouped into a number of packages. This can 
remain flexible until the ISC arrives and takes a decision but it is recommended that seven 
packages are prepared in total as follows: 
 

 Feasibility study and detailed design for priority subprojects in the Kokcha sub-basin; 
 Feasibility study and detailed design for priority subprojects in the Lower Panj sub-basin 

(x2); 
 Feasibility study and detailed design for priority subprojects in the Taloquan sub-basin 

(x2); 
 Feasibility study and detailed design for priority subprojects in the Lower Kunduz sub-

basin (x2). 
 
39. This will result in seven construction contracts each of a value between US$3 million and 
US$5.5 million. This is a manageable size for national contractors to bid for. Each contract will be 
for a specific sub-basin. This will ensure efficiency and ensure a more logical supervision structure 
since management of one contract will be tasked to one specific SBA (with support from the PMO, 
PIO and ICS firm).  
 
40. It will need to be decided how the work is phased. It is unlikely that a firm or the 
government will have the capacity to cope with the detailed design of all works at once. Thus the 
work could be phased per sub-basin and spread over a three and a half year period.  
 
41. An eighth contraction contract will be for the three representative subprojects prepared by 
the PPTA team, but this is not specific to one sub-basin. This will be the first construction contract 
to be tendered (for approximately US$2.4m).  
 
42. The TORs for the feasibility study and detailed design will be prepared by the PMO 
engineer and the ISC engineer. The TORs will detail the exact schemes on which R&U is needed 
and a draft list of priority structures within each scheme. The TOR will list the social safeguards 
and due diligence work that will need to be required, in line with ADB guidelines. For environmental 

                                                           

2
 Unless this is done by the PPTA consulting firm, Landell Mills, during support to start-up phase. 
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due diligence, the Project Environmental Assessment and Review Framework (EARF) will be 
followed, using examples for Initial Environmental Examinations (IEEs) conducted for the three 
representative projects. For resettlement and land acquisition due diligence, the Project 
Resettlement Framework will be followed, using examples for the RPs prepared for the three 
representative projects. Due regard will also be given to the Summary Poverty Reduction and 
Social Strategy (SPRSS).  
 

4. Activity 4: Feasibility studies and detailed design of 
subprojects 

 

43. The design of subprojects will be done in a participatory way with the involvement of water 
users, as has been undertaken under the EU-funded P-ARBP to date (2004-2016). As a conduit 
for water user interaction, WUAs will be set-up under sub-component 2.  
 
44. The responsibilities of the design contractor in the participatory irrigation rehabilitation cycle 
are described in the flow chart below. This details who is involved at each stage, what are the roles 
at each stage, and what are the outputs at each stage (e.g. an agreement between the WUA and 
government). The contractor will need to determine that the subproject is technical, 
environmentally, socially and economically feasible. For this to be determined more detailed field 
surveys and analysis will be undertaken to determine that the subproject (i)  is pro-poor (i.e. 
benefits will mainly accrue to poor farming households); (ii)  has demonstrated water availability in 
sufficient quantity and quality to ensure the intended benefits of the project can be achieved; (iii) 
works are technically feasible; (iv) has demonstrated commitment from local government 
authorities; (v) has commitment from water users to establish a WUA to operate and maintain 
structures post-project and to distribute water in an equitable manner; (vi)  is economically feasible 
(EIRR >12%).  
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Figure 1: Flow chart of subproject feasibility study and detailed design tasks 

 

45. For the topographical surveys, while MEW has its own survey department this is often busy 
with larger infrastructure projects. It is recommended that the design contractor uses its own staff 
or sub-contracts a national private firm, as was done during the PPTA.  

Step

1

Design Contractor Structures included on a scheme schematic

WUA

SBA

2

Design Contractor Topo surveys (maybe outsourced) (assistance from WUA as required)

WUA Hydrological surveys (determination of flood return period, canal capacity)….

Agricultural survey (determination of baselines; crop water requirements…)

IEE; social survey (interviews with water users)

3

Design Contractor Inclusion of domestic and livestock access points in design

PMO

4

Design Contractor EIRR calculated

PMO PMO to check and sign-off

5

Design Contractor List of structures further prioritised depending on EIRR and budget

WUA/SBA WUA and SBA involvement in this process

PMO PMO to provide agreement

6

WUA

SBA SBA undertakes supervision with PMO/ICS support

7

Design Contractor

PMO PMO to check and sign-off

8

Design Contractor

PMO PMO to check and sign-off

End of design contractor responsibility

Preparation of detailed drawings

Preparation of tender documents

WUA guarantees to assist the construction contractor and provides local  

materials, and to undertake future O&M 

Responsible 

Organization

Agreements 

Prioritisation of works

BOQs and economic analysis

Confirmation of Structures for R&U

Surveys

Design

Task

PMO to check and sign off
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46. For the design, the P-ARBP irrigation design manual and P-ARBP User’s Manual for the 
Design of a Cross-Regulator and Off-Take Structures on Permeable Foundations Using a MS 
Excel Spreadsheet should be used. See the feasibility studies for the three representative 
subprojects for further details.  
 
47. While specific site conditions may differ, it is considered that the selection of a 100 year 
design flood average recurrence period accommodates the findings of the climate change analysis 
undertaken during the PPTA, giving a theoretical risk of failure of 22% for the three representative 
subprojects for a design life of 25 years as a reasonable compromise between cost, risk and 
uncertainty. Attempting a lower risk by adopting a greater average recurrence interval would be too 
expensive because larger, stronger structures would be required for the larger design flood. It 
should be noted that for the type of structures proposed, a design taking into account a 100 year 
return period is considered as very conservative. 
 
48. If required resettlement plans (LARPs) will be prepared and IEES/environment 
management plans. 
 
49. While the feasibility study and detailed design will be outsourced to a design firm, it is 
useful that the SBAs, RBA and MEW understand the basics of this. Therefore a training course will 
be organised in Kabul by the PMO with assistance from the ISC and design firm. The basis for the 
course will be the P-ARBP user’s manual (with excel). Costs are estimated in the table below. 
Budget has been provided for up to 10 such courses, so that national design firms and construction 
firms can also be trained, although this is a conservative figure and less courses may be required.  

 
Table 2: Design Training Course Costs ($) 

Item Units No. Units 

Cost/Unit 

($) Cost $ Comment 

Venue Days 5 300 1,500 Assume need outside venue 

Materials Person 30 5 150   

Lunch Person day 150 10 1,500   

Per Diem Person night 75 35 2,625 30 total pax but only 15 from basin 

Local Travel Person 15 50 750   

    

  

6,525   

 

50. Tender documents should follow standard formats prepared during the PPTA. 
 

5. Activity 5: Tendering and Contracting of Construction Firms 
 

51. As detailed above, it is likely that eight construction contracts will be let in total (including 
the first one for the three representative subprojects). Values for each contract will be between 
US$2.4m and US$5.5 million. 
 

6. Activity 6: Construction and Construction Supervision 
 

52. Resettlement plans and provision of required compensation to project affected people will 
be undertaken before civil works start. Details will be included in the LARP.  
 
53. At the start of the implementation of the contract, the contractor will be responsible to 
provide the final design and detailed drawings and carry out detailed topographic surveys, based 
on the detailed design provided for each structure type as well as the typical drawings. The 
contractor’s detailed drawings will be approved by the PMO before construction proceeds. 
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54. In addition, changes requested by the community or new data becoming available will need 
to be taken into consideration. It is the contractor’s responsibility to verify the designs in the field 
and it will be required to do the necessary surveys and hydraulic calculations to ensure functional 
properties of the designed structures. Based on a better understanding of the local conditions, some 
designs might be simplified. 
 

55. At the end of the contract, the contractor will provide the As Built Drawings for all the hydraulic 
structures of the contract. 
 

56. Construction supervision will be undertaken by SBA engineers and project supervisors, with 
systems set-up following the P-ARBP supervision manual. These project supervisors will be contracted 
directly by the PMO. To ensure institutional sustainability they will be embedded in the SBA offices so 
can build the capacity of SBA engineers through on-the-job training. Support will be provided by a 
senior national engineer at PMO level and two international supervision engineers (recruited through 
the ISC firm), particularly to help set-up systems. Supervision will include monitoring of safeguard 
measures by the supervisors, with support provided by the environmental and social safeguards 
officers. An external monitoring agency will also be contracted by PMO.  
 

57. A training course will also be organised for the SBA engineers, using the P-ARBP supervision 
manual as a basis. It is proposed that this is run by Kabul Polytechnic. A budget has been provided for 
up to two such training courses per year. 
 

Table 3: Supervision training course costs 

Item No. Units Cost/Unit ($) Cost $ Comment 

Venue 5 100 500   

Trainer (Days) 10 150 1,500 Trainer from poly. Incl 5 days prep 

Materials 15 5 75   

Lunch 75 10 750 15pax x 1 wk x 5 days/wk 

Per Diem 50 35 1,750 Assume 5 from Kabul and rest from basin 

Local Travel 10 50 500   

  

  

5,075   

 
7. Activity 7: Hand-over and future O&M 

 

58. Following a defects liability period and signing of a Final Acceptance Certificate (FAC) the 
structures will be handed over to WUA ownership as per the above mentioned agreement. A hand-
over document (Irrigation Management Transfer) will be signed between the WUA and 
government.  The WUA will then be responsible for future O&M. 
 
59. The only exception maybe structures which are too large or complex for a WUA to 
reasonably expect to maintain. In this case the SBA (or RBA) will take on O&M responsibilities 
through signing of a hand-over agreement with the project.  
 
60. Such arrangements will institutionalise sustainable irrigation management and transfer 
arrangements.  
 
61. To provide assistance to the RBA and SBAs in the oversight of O&M needs (and future 

rehabilitation and upgrading), an asset management plan will be developed by the RBA with 

support from the ISC firm, building on the engineering atlas (with canal fiches) produced under the 

previous phase of P-ARBP.  This will preferably be linked to the GIS/knowledge base developed 

under sub-component 3. 
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III. Sub-component 2: WUAs established 
and strengthened  

62. WUAs will be established in schemes supported under sub-component 1, and their capacity 
strengthened to operate and maintain (O&M) conveyance infrastructure thus improving 
sustainability, and to distribute water between the head, middle and tail reaches of canals in an 
equitable manner. WUAs will also work with RBAs/SBAs to facilitate water sharing between 
schemes (see further in sub-component 3). WUAs already established under previous EU project 
interventions in the basin will also be further strengthened.  
 
63. Note however that some flexibility is needed as per the ground reality. If an irrigation 
association (IA) has already been set-up in a scheme and is undertaking the functions of a WUA, 
which may be the case in smaller schemes, then there is no need to set-up a WUA if this simply 
adds another administrative layer with no added benefit.   

 
 

A. The Rationale for Community-based Water Management 
 

64. The international financing agencies, such as the World Bank and Asian Development 
Bank (ADB), bilateral donors, and national governments have invested billions of dollars in 
irrigation development worldwide. Despite heavy investment, the performance of most irrigation 
systems is considered poor. It is mostly attributed to the attitude that farming communities as users 
of the irrigation water are “beneficiaries” instead of “partners” with no or limited role in planning, 
design and construction of irrigation schemes. 
 
65. To avoid further deterioration of irrigation infrastructure and decreasing productivity of 
irrigated agriculture due to deficient operation and maintenance (O&M) of irrigation systems, 
governments and financing institutions are now aware that effective farmer participation in the 
development and management of irrigation systems is required. 
 
66. Successful implementation of community-based water management (CBWM), also referred 
to as participatory irrigation management (PIM), can achieve the following benefits: 
 

 Better functioning irrigation systems due to “sense of ownership” among water users 
due to their active involvement in the planning, design and construction supervision of 
the rehabilitation/modernization works; 

 Improved O&M of the irrigation schemes as water users have full control over the 
planning and execution of the maintenance works and water distribution; 

 Lower O&M costs as water users are able to undertake the works at cheaper rates with 
their own (financial) resources (cost awareness); 

 More efficient and equitable distribution of irrigation water as water users have better 
control over irrigation supply and distribution, and less conflict over water use due to 
transparent distribution and (conflict mitigating) mechanisms; 

 Improved payment of irrigation service fees (ISF) as water users are allowed to keep a 
significant portion of the collected fees for the O&M of the irrigation and drainage 
facilities; 

 Less dependency on government budget for development and O&M of irrigation and 
drainage systems as water users will share in the costs. This lessens the burden on 
often over-stretched public funds; 
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 More transparent and accountable relations between water users and the irrigation 
agency as water users will only pay for the services provided in accordance with the 
terms and conditions of service contracts; 

 Increased irrigated area and higher yields due to more adequate, timely and equitable 
supply of irrigation water; 

 Less corruption and favouritism with regard to the allocation and distribution of irrigation 
water; and 

 Provision of adequate irrigation extension services. 
 
67. There are many forms of arrangements that are made between government agencies and 
community-based water user groups (e.g. water user associations (WUAs) / irrigation associations 
(IAs)) i.e. shared responsibilities and fully handed over schemes to community-based water 
management organisations. Examples can be found from around the world and include: 
 

 Philippines: Creation of secondary canal IAs which worked fairly well but the water and 
infrastructure remained with the government. 10 to 15% of schemes have so far been 
handed over to IA management. 

 Mexico: IAs were established with government assistance and they have much more 
management functions, employ their own technical staff, engineer (manager), 
technicians, accountants and office support staff as well as agronomists. The IAs can 
cover between 3,000 to 80,000ha and have between 500 to 5,000 members. The 
government has transferred 95% of the irrigation schemes to 427 IAs. Prior to the 
transfer the water charge collected was only 15% but now it is 80%. 

 Chile: Physical irrigation infrastructure was transferred to the water user (farmer) 
associations which are communidades de agua (secondary canal level), associaciones 
de canalistas (higher level canal association) and junta de vigilancia (central 
committee). They are composed of various water users along the river basin and 
coordinate water allocation. 

 Sri Lanka: Not fully handed over yet. 
 Turkey: The government has transferred 80% of its irrigation systems to WUAs. ISF 

collection has now increased to 80% of the required needs (with the rest subsidised by 
the government). 

 India: The state government of Andhra Pradesh has the political will with a strong legal 
backup and the formation of water user groups is working well. 

 Japan: O&M is mainly done by local development districts and the farmers. 
 USA: Water user organizations collect 100% of the fees through farm taxation. 
 Asia: In Asia as a whole, government are transferring O&M to water user groups. 
 Central Asia and South Eastern Europe: Irrigation scheme management is changing 

from an old centralized government management Soviet system to one reliant on 
community based management. 

 Public-private partnerships (PPPs) for the O&M of irrigation schemes are gaining more 
traction but have yet to be scaled-up. Pilot projects are ongoing in Bangladesh, while 
good examples exist in Morocco (the Guerdane scheme). 

 
68. In Afghanistan community-based water management mechanisms have existed for 
hundreds of years – the ‘mirab’ system – but their power has been weakened due to the conflicts 
of the past 30 years. This is mainly because their roles have been taken over by powerful landlords 
or commanders.  
 
69. Therefore, it is recommended to set-up community-based water management organisations 
to reactivate the mirab system. While the mirab systems should be built on, so as not to destroy 
the social structures in communities, it is proposed to formalise this structure into registered water 
user organisations (WUAs, IAs and water user groups (WUGs)).  While the mirab structure 
provides some or all of the benefits listed above, forming registered community-based water 
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management organisations helps to improve the democratic governance of water distribution (due 
to the elective process in WUAs/IAs/WUGs which gives a voice (vote) to all water users regardless 
of their social status or wealth) which in some cases is lacking in mirab based structures, water 
distribution is improved because it is not influenced and dominated by big landowners and 
commanders since WUAs have control over the whole scheme and an elected association is 
generally more incorruptible than a structure dominated by one leader, and groups formally 
registered with the government are legal entities which can set-up bank accounts and receive 
grants (e.g. from NGOs or the government) or loans (e.g. from a bank). 
 
70. Evidence from the EU-funded Panj-Amu River Basin Programme shows that such 
organisations are providing a positive benefit to water users in Afghanistan through: 

 
 More equitable distribution and reduced conflict: 

- “Before WUA establishment in our community, there were conflicts induced by 
water sharing every year….Now, three persons control water day and night and 
share it equally amongst farmers according to their irrigated lands…There was 
no big conflicts linked to the water and the few conflicts were easily managed by 
the WUA” (Cashier of Adalat WUA) 

- “I used to have conflicts with my neighbour over water…(now) we understand 
how water can be effectively distributed to the benefit of everyone” (member of 
Nahreen Canal WUA) 

- A mechanism was set-up to distribute water (e.g. in drought years) between 
irrigation schemes (agreement between WUAs and sub-basins) (e.g. 2008/11) 

 A group focus for other activities: “Currently, we have a real opportunity to resolve our 
problems together, not only those related to irrigation, but also other agriculture and 
community-related issues” (member of Abdullah Canal WUA); 

 Accepted governance structure by water users and the government e.g. WUAs set-up 
in the Panj-Amu basin have been able to access to additional funds plus training; and 

 There has been an increase in cropped areas (e.g. 11% increase in cropped area 
increase for wheat due to infrastructure rehab and improved water distribution through 
WUAs. 
 

71. Due to these perceived, and in some cases observed, benefits the government in 
Afghanistan (with the support of donors) is committed to setting up command munity-based water 
management organisations (WUAs, IAs, WUGs). The establishment of such institutions is a key 
step in establishing IWRM in Afghanistan as promulgated by the water laws, various policies and 
strategies, as they represent the main water users (farmers).  
 

B. The Regulatory Environment for CBWM 
 

72. The government of Afghanistan has recognized the merit of CBWM in the 2009 Water Law. 
The Ministry of Energy and Water (MEW), at the national level and at the sub-national level 
through the River Basin Agencies (RBAs) with their respective Sub Basin Agencies (SBAs), and 
the Ministry of Agriculture, Irrigation and Livestock (MAIL) at the national level and at the 
Provincial and District level through Department for Agriculture and Livestock (DAIL) are the 
agencies responsible for the implementation of CBWM. The 2009 Water Law mandates and 
provides a legal framework for Water User Associations (WUAs) and Irrigation Associations (IAs) 
to operate and manage irrigation water as well as maintain the irrigation systems. 
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73. The relationship and coordination between MEW and MAIL should be as follows: 

 
 

MEW 

 

RBA 

 

Sub Basin Agencies 

 

WUAs 

(Main Canals) 

 

MAIL 

 

Provincial DAILs 

 

District DAILs 

 

Irrigation Associations 

(Secondary Canals) 

 

Water User Groups (WUGs) 

(Tertiary Canals) 

 

     *Note: WUAs should in theory include other water users in command areas such as micro-hydropower producers. 

74. Water User Groups (WUGs): These are generally formed at the tertiary canal/ village level 
and they are responsible for the O&M within this area. Once they have been formed, they elect a 
person to represent their interests in the IA at the secondary canal level. They are also in charge of 
OFWM and agricultural extension activities conducted by the DAILs. In most occasions they 
usually coordinate with the Community Development Councils (CDCs) as well. 
 
75. Irrigation Associations (IAs): IAs are composed of all the elected WUG representatives and 
they are formed at the secondary canal level and are responsible for its O&M. The members the 
can elect a person to represent their interests in the WUA formed at the main canal level. IAs have 
been formed by the DAILs according to the 2009 New water Law and so far there has been no 
linkage with the WUAs as this is the responsibility of MEW. In the P-ARBP area, the WUGs directly 
selected persons to represent their interests in the WUAs. 
 
76. Water User Associations (WUAs): Ideally these should be composed of all the elected 
secondary canal IA representatives who then elect their management board and different 
committees. The WUAs are responsible for the O&M of the main canal. As indicated above, in the 
P-ARBP area, the WUAs consist of elected WUG representatives and there are no IAs in between. 
WUA members can then elect a person or persons to represent their interests in the future Sub 
Basin Councils or form a Federation of WUAs in large schemes such as the Khanabad Irrigation 
Scheme. WUAs should also represent the interests of other water users such as micro hydropower 
plants, flour mills, small industries and domestic (kitchen gardens). 
 
77. MEW is responsible for the establishment of the WUAs and MAIL is responsible for the 
establishment of IAs (and WUGs), for on-farm water management (OFWM) including through 
agricultural extension. 
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78. However, in terms of hierarchy of support, the institutional framework is as follows: 
 

 

 

 

 

 

 

 

 

 

79. Schematically the relationship within in irrigation scheme is illustrated as follows: 
 

Figure 2: Schematic showing areas of responsibility of WUAs, IAs and WUGs in irrigation schemes 

 

80. To date the above institutional framework has not been put into practise due to limited 
coordination between MEW (represented by Sub-basin Agencies (SBAs)) and MAIL (represented 
by DAILs). The reality has been that DAILs have been working in some schemes setting-up IAs 
(e.g. under the World Bank funded On-Farm Water Management Project such as in the Lower 
Kunduz sub-basin and the Upper Kunduz sub-basin) while SBAs has been working in other 
schemes setting up WUAs (e.g. under P-ARBP). To the best of our knowledge, in no scheme in 
Afghanistan are there WUGs which are represented in IAs which are then represented in WUAs.  
 
81. Better coordination is therefore required between MEW (Water Affairs Management 
Directorate) and MAIL (Directorate of Irrigation) at the central level, the RBA and provincial DAILs, 
and the SBAs and district DAILs (plus District Development Assemblies). At the field level IAs 
should co-ordinate with DAILs and their respective WUAs and vice-versa. 
 

River Basin Agency 
(Basin level) 

 

Sub Basin Agencies 
(River level) 

 

Water User Associations 
(Main canal level) 

MEW 
______________________________________________ 

MAIL 
Irrigation Associations 
(Secondary canal level) 

 

Water User Groups 
(Tertiary canal level) 
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C. The Establishment and Strengthening of WUAs in the 
Panj-Amu Basin 

 

1. WUA establishment 
 

82. The EU-funded Kunduz River Basin Programme (KRBP) (2004 to 2009) started the 
formation of WUAs with NGO implementing partners. The EU-funded Panj-Amu River Basin 
Programme (P-ARBP) (2009 to 2016) has continued the formation of WUAs and strengthening.  
 
83. To date, 91 WUAs have been established with a total of 736,629 water users covering a 
total irrigated area of 169,073 ha. The following table below summarizes this. 
 

Table 4: Number of WUAs established per Sub Basin to Date 
Sub Basin Nº of WUAs Nº of Water Users Command Area (ha) 

Upper Kunduz 23 13,544 9,536 

Lower Kunduz 13 65,372 58,565 

Taloqan 26 638,429 49,936 

Kokcha 15 6,602 4,550 

Upper Panj 0 0 0 

Lower Panj 14 11,682 46,486 

Total 91 736,629 169,073 

 
84. During this period, of the total 91 WUAs established, 74 of them have been officially 
registered by MEW (as per provisions of the Water Law).  
 
85. P-ARBP and its NGO implementing partners generally used the following procedures for 
the establishment of WUAs. 
 

1. Conduct awareness campaigns. 
a. Introduce the project to local government authorities, village elders and other 

institutions working in the area. Explain the New Water Law. Gain their support. 
 

2. Study the traditional mirab (water master) system. 
a. How the mirab manages water distribution and canal maintenance. 
b. Diagnose any major problems with operation and maintenance of the traditional 

system. 
c. Suggest improvements by forming irrigation associations and water user 

associations. 
 

3. Formation of water user groups at the tertiary canal level.* 
a. Introduce the advantages of IA and WUA formation. Organization of fair elections 

for the WUG representatives. 
 

4. Formation of irrigation associations at the secondary canal level.* 
a. WUG representatives elect members for their IA. 

 
5. Formation of a WUA at the main canal level.* 

a. IA representatives elect the members for the WUA. 
 

* Under the MEW, Water User Groups (WUGs) were organized at the tertiary canal/village level and then each WUG 

would elect a representative to represent it in the WUA at the main canal level. These should have been established 

by MAIL with the WUGs then electing their representatives to represent them in the IAs at the secondary canal level. 

To date, WUAs and IAs have been established in different areas in Afghanistan and there has been no or little 

coordination between MAIL and MEW. Thus in schemes supported under P-ARBP no IAs have been established. 
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86. Elections were held in order to establish the water user associations. These elections were 
for the WUA management board and its committees which consist of 
 

 WUA Management Board. 
- Chairman 
- Vice Chairman 
- Treasurer 
- Secretary 
- Mirab 
- Kokbashis (or secondary canal level irrigation associations (IA) representatives). 

 WUA Committees.  
- Disciplinary and Conflict Resolution Committee. 
- Water Distribution/Allocation Committee. 
- Canal Maintenance Committee. 
- Infrastructure Committee (construction and supervision). 
- On Farm Water Management (OFWM) Committee. 
- Irrigation Service Fee Committee (collection). 
- Audit Committee. 

 
87. Throughout the WUA formation process, a great deal of training was under taken. The 
following table shows the typical trainings, workshops and advisory topics. 
 

Table 5: Typical WUA Training, Workshops and Advisory Topics 
1 Elections for the WUA Management Board and 

Committees. 

12 Budgeting, Book Keeping and Record Keeping 

2 WUA and IA Membership Lists. 13 Management Training for WUA/IA Management 

Board. 

3 Preparation of By Laws and Charters for each WUA. 14 Conflict Resolution and Management. 

 

4 GPS Mapping of the Primary, Secondary and Tertiary 

plus the WUA Command Area. 

15 Community Based Works. 

 

5 Preparation of Canal Flow Charts. 16 Project Proposal Preparation. 

6 Training on the use of GPS Maps for each WUA. 17 OFWM/FFS Training. 

7 Workshops with each WUA to determine: 

1. The present water distribution/allocation. 

2. The present canal maintenance procedures. 

3. Identify major canal infrastructure problems. 

18 Climate/Weather Forecasts. 

 

8 Water Distribution and Allocation (Operation). 19 Opening and Managing a Bank Account. 

9 Canal Maintenance. 

 

20 Contacts, Liaison and regular Meetings with the 

corresponding Sub Basin (SBA) and River Basin 

Agencies (RBA). 

10 Rehabilitation and Upgrading of the Canal Infrastructure. 21 Requesting Financial Support from the SBA, 

RBA, NGOs, and other Donors. 

11 Introduction of an Irrigation Service Fee (ISF). 22 Office registration with MEW. 

 
88. WUA establishment and operational procedures have been set out in practical Guidebook 
entitled ‘Guidebook for the Establishment and Operation of Water Users Associations’ which was 
produced by the P-ARBP TA in August 2013, translated into Dari and Pashto and distributed widely 
across the sub catchments of the Panj-Amu river basin.  
 

89. P-ARBP is currently in a ‘transition period’ and is continuing with WUA tailored trainings, need 
based follow-up activities and community based works of the 91 WUAs with the same NGO 
implementing partners and Sub Basin Agency staff. This started with a maturity assessment of the 
WUAs already established to determine their current status and additional capacity building needs. The 
results of the maturity assessment are as follows: 
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Table 6: Results of the maturity assessment of 91 WUAs 

WUA Maturity Assessment 

Scores* 

Number of WUAs 

75 to 100 51 

50  to 75 20 

25 to 50 6 

0 to 25 14 

 91 

*Range = 0 to 100. 100 points = Highest Score. 

90. The current approach is that, instead of the NGOs supporting WUAs directly, support is 
now given to SBAs, through a training-of-trainers approach, so that they have the capacity to train 
(and establish) WUAs themselves. The following training topics are currently provided based on 
feedback from the maturity assessments.  
 

Table 7: Training of trainer topics 
Water Module Sustainability/Institutional Module 

1 Crop water and irrigation requirements. 1 Financial management and book keeping. 

2 Flow discharge from river to main canal. 2 Conflict management. 

3 Water measuring and rating curves. 3 Irrigation service fee (ISF). 

4 Operation and maintenance. 4 Budget development. 

5 Community based works. 5 WUA governance and planning. 

 

 
WUA members being trained on flow measurement → more equitable water distribution 
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An example of a rating curve prepared by P-ARBP that will be used by all the WUAs after completion of the 
tailored trainings → more equitable water distribution 

 

2. O&M Capacity and Financial Sustainability of WUAs 
 

91. For centuries the traditional mirab system has been responsible for the schemes’ O&M. 
The mirab (main canal water master) and his kokbashis (secondary canal water masters) are 
usually paid in kind (rice or wheat grain) for their services in distributing and allocating irrigation 
water. Regarding canal maintenance, water users contribute to this by providing their free labour or 
if they cannot, they pay for someone to take his place. The box below shows an example of mirab 
payments in the Khanabad Irrigation Scheme (KIS).  
 
 
 
 

 

 

 

 

 

 

 
92. If equipment or construction material is required for canal maintenance, the mirabs and 
kokbasis collect money from the water users. 
 
93. During the last several years, P-ARBP and its NGO implementing partners have been 
trying to improve the O&M of the WUAs with some success. The normal procedures for O&M 
improvement were to first of all to conduct workshops with the WUA mirabs where the traditional 
water distribution is explained by them. What are the major problems and constraints and how 
could these be solved? By the use of GIS maps and field visits, project staff together with the WUA 
members identify the problems and come up with solutions for improvements. Water distribution 
has improved a great deal over the traditional mirab system because it is not influenced (and 
dominated) by big landowners and commanders when managed by the WUA. Due to better water 
distribution there are less conflicts amongst water users and cropped area has increased for the 
tail end farmers. Before each irrigation season, water distribution and management plans are 
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Traditional Mirab Payments in KIS 

In the Khanabad irrigation scheme, mirabs are paid in the following manner: 

 For each Qulba they are paid 6 sirs of wheat. 

 A Qulba is the traditional water allocation unit which varies between 25 to 30 jerib 

(5 to 6 ha).  

 One sir is 7 kg which is (6 x 7) 42 kg for 1 Qulba. 

 Thus for 1 ha (5 jeribs) they have to pay 8.4 kg 

 So for 1,000 ha x 8.4 kg = 8,400 kg = 8.4 MT 

 The price for 1 sir of wheat is Afs. 150.-  

 US$ 1 = Afs. 65. - and 1 sir = 7 kg. 

 Thus the price for 1 kg of wheat is US$ 0.32 = US$ 320/MT. 

 US$ 320 x 8.4 MT of wheat = US$ 2,688 for 1,000 ha. 

 = US$ 2.69/ha x Afs 65 = Afs. 174.7/ha divided by 5 = US$ 0.54/jerib = Afs. 

35/jerib. 
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drawn up. This also applies to the canal routine and annual maintenance plans. Project staff are 
continually working on these aspects with the WUAs conducting training and workshops. 
 
94. The same procedures will be followed in the new project both with WUAs and IAs. Support 
and training will be provided by the SBAs and DAILs respectively, working in co-operation with one 
another. 
 
95. The introduction of Irrigation Service Fees (ISFs) has gradually started under P-ARBP with 
the more mature WUAs.  At the moment, it is very difficult to implement irrigation service fees (ISF) 
with the WUAs because they claim that they already have to pay land taxes to the government and 
are forced to give food and grain to the insurgents.  The idea of ISFs is gradually being introduced 
by the program in more peaceful areas of implementation. Of the 91 WUAs already established, 
only a few have adopted the collection of ISFs. Tailored trainings are now ongoing on this subject 
with the WUAs. Once the water users (farmers) are fully convinced that water distribution has 
improved within their canals and crop production has increased they would be more willing to pay.  
 
96. As an example, estimated O&M costs were calculated for the Khanabad Irrigation Scheme 
by the German Consultancy Firm Agrar und Hydrotechnik (AHT), P-ARBP Landell-Mills and two 
independent consultants. These are summarized in the table below.  
 
97. Costs are calculated by summing up costs and dividing by the command area which gives 
the cost per ha or jerib. This is the simplest form of calculating the O&M costs and for the time 
being the most suitable for WUAs compared to crop or water flow based calculations. 
 

Table 8: Calculations used for Annual O&M Cost Estimates (US$)  
in the Khanabad Irrigation Scheme 

Description AHT estimate P-ARBP 

estimate 

O&M Consultant 1 

estimate* 

O&M Consultant 2 

estimate 

Annual operation costs 32,400.00 186,000.00 189,500.00 88,900.00 

Annual maintenance 

costs 

53,000.00 95,880.00 256,707.00 115,960.00 

Annual administrative 

costs 

26,640.00 Included 

above 

Included above Included above 

Annual running costs 21,040.00 Included 

above 

Included above Included above 

Annual office  running 

costs 

Included 

above 

25,600.00 Included above 37,060.00 

Total cost per year  133,080.00 289,000.00 446,207.00 240,960.00 

Cost per ha in US$ 3.70 8.03 12.39 7.00 

Cost per jerib in Afs 37.00 80.00 125.00 70.00 

Cost per jerib (Mirab 

payments) 

68,760.00.- The average traditional current cost paid by HH to Mirabs is 19.00 

Afs per jerib 

Cost per jerib WUA 

suggestion 

. Some KIS WUAs have suggested that the annual O&M fee that their water 

users/members should pay is 20.00 Afs/jerib (=72,000.00) 

 
98. Costs range from US$3.7 to $12.39. This compares with $2.69/ha for traditional costs. 
However, this takes into account farmer’s free labour. 
 
99. Estimates from AHT were used, together with additional budget lines, to estimate an O&M 
cost to be used by the project.  The estimated O&M costs are $5.9/ha. Details are provided in a 
separate O&M requirements and sustainability plan.  
 
100. To cover the O&M costs it is proposed that an ISF is levied by the WUA onto water users. 
However, it will still be a long time before the WUAs will be able to fully collect ISFs because the 
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farmers have to be convinced that by paying an ISF his water supply has improved and 
consequently his crop yields and his income. The project can play a role here in convincing 
farmers of the benefits. 
 
101. As regards to capital cost recovery, it is too early for the time being. Once WUAs are fully 
financially sustainable as regards to O&M, then a capital cost recovery amount could be added to 
the ISF gradually. 
 

3. WUA involvement in irrigation infrastructure rehabilitation 
 

102. P-ARBP adopted a participatory infrastructure rehabilitation process whereby water users 
(through the WUAs) have been involved in the selection and prioritization of works for 
rehabilitation, the checking of designs, and assistance in construction supervision. Before works 
commence agreements have been made between the project, government (RBA or SBA) and the 
WUAs such that once construction has been completed ownership of the works, and subsequent 
O&M, becomes the responsibility of the WUA. This has not been the case for larger works at the 
river level (e.g. the Khanabad barrage) where O&M is undertaken by the SBA. This participatory 
process ensures greater user ownership which, in theory (although not yet proved in practice) 
should also improve on-going O&M of the works.  
 
 

 

WUA members discussing  the location of works to be rehabilitated 
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Inspection of the works by members of a WUA → involvement in irrigation rehabilitation work 

D. Proposed Activities 
 

103. After consultations with the P-ARBP NGO implementing partners, the RBA director and two 
SBA directors as well as the Directorate of Irrigation in MAIL, the results of a SWOT analysis (see 
Appendix 1) and  a review of lessons learnt (Appendix 2) the following activities are proposed for 
the implementation of sub-component 2. 
 

 Activity 1: Continued Support, Capacity Building and Mentoring of Existing WUAs 
 Activity 2: Establishment of New WUAs 

 

1. Activity 1: Continued Support, Capacity Building and 
Mentoring of Existing WUAs 

 

104. To date, a total of 91 WUAs have been established by P-ARBP and its NGO implementing 
partners. Of the 91 established WUAs, 74 have officially been registered by MEW. The remaining 
17 still have to be officially registered namely 16 in the Khanabad Irrigation Scheme and 1 for the 
Sharawan canal where both are within the Taloqan Sub Basin. 
 
105. After over 10 years of continued working in the establishment and formation of these 91 
WUAs by P-ARBP and its implementing NGO partners, they still require more tailored trainings, 
need based follow-up activities and mentoring before they become fully sustainable. Their main 
requirements are support in the development of their respective annual O&M plans, preparing 
budgets for these and calculating the ISFs to be collected from their members. Apart from these 
main topics, some still require more support in general management, conflict resolution and the 
implementation of community based works. If this support does not continue, there is a danger that 
they would either revert back to the traditional mirab system or completely disappear. 
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106. The prime responsibility is that of the SBAs. Most of the NGOs under P-ARBP claimed that 
on many occasions there was little cooperation from the SBAs or vice versa. For the 
implementation of this activity, it is proposed that the SBAs be responsible for this task. For this to 
happen it is essential that the SBAs fill any vacant positions as per the Tashkeel so that staff are in 
place.  
 
107. During the present P-ARBP transition phase, a total of 12 SBA staff have been trained in 10 
WUA training topics and are now working hand-in-hand with the NGOs in providing tailored 
trainings to the WUAs. They are now gradually taking over more of the training and the NGOs are 
their advisors. At the same time, at the request of MEW’s Director of Water Affairs, Mercy Corps is 
coordinating with the other NGOs and preparing training manuals for different topics appropriate 
for the WUAs. Once these manuals are complete and approved by the MEW, they will be handed 
over to the SBA staff for use under the new Project.  
 
108. It is also recommended that Maturity Assessments of all the existing WUAs be undertaken 
on a regular basis. The NGOs should coordinate and come up with a unified approach and 
methodology on how to conduct these WUA maturity assessments during the P-ARBP transition 
phase. 
 
109. For the implementation of this component’s activity, it is recommended that a national WUA 
specialist specialized in irrigation water management and with many years of experience in the 
establishment of WUAs be recruited. He/she should be based in the RBA and, in close 
coordination with the person in charge of WUA affairs (counterpart), supervise and coordinate with 
the 6 SBAs’ water affairs officers (two in each SBA).   
 
110. Right at the beginning, these SBA staff will receive intensive training on the establishment 
and strengthening of WUAs. They will also be provided with WUA training materials, manuals and 
guide books prepared by the former P-ARBP. Each SBA will be provided with DSAs for field work 
and vehicles (and a taxi allowance), small amounts for equipment and office supplies and for the 
training and mentoring of the existing WUAs plus funds for conducting these trainings.  
 
111. There is a demand for small offices for the WUAs. However, caution needs to be taken in 
providing offices for WUAs that do not have the financial sustainability to maintain them. Therefore 
we propose a budget for small office buildings for the fully mature WUAs only. This means that the 
WUAs should be fully self-sufficient and have implemented community based works successfully. 
Of the 91 existing WUAs, 51 of these have high maturity assessments scores undertaken by the 
NGOs in May – June 2015. A modest budget of $5000 max for each of these WUAs will be 
provided to cover the cost of at least a meeting room. Such works could include an extension to 
existing community buildings or the refurbishment of derelict ones. The WUA should contribute in 
labour and locally available materials with the project financing the rest plus supervision.  
 
112. The key staff involved with this activity are: 
 

 1 Senior WUA Officer based in the RBA (project incremental staff); 
 Junior WUA Officers (5) based in SBAs (project incremental staff). First 3 yrs. only to 

build capacity of 5 SBAs (not Upper Panj as not enough work to justify a permanent 
presence) before going on Tashkeel (or until capacity built); 

 SBA government WUA staff (government contribution); and 
 International On-farm Water Management Specialist (42 months shared between MAIL 

(80%) and MEW (20%). 
 
113.  Their main activities would be: 
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1. The WUA officers, with support from the component international specialist, will 
undertake a Training of Trainers Course for SBAs on WUA establishment and formation 
(using the WUA manual). See estimated cost below. 

2. Complete the registration formalities for the 17 WUAs which are still not officially 
registered by MEW. 

3. Strengthen the WUAs through on-the-job and formal training. Estimated at 2 
events/yr/WUA for yrs 1-3, then 1/yr for yrs 3-6 (total = 819). Estimated costs of $200 
per course = $163,800.  

4. Organise the construction of WUA offices/rooms for the 51 mature WUAs. Estimated at 
$5000 each. 

5. Coordinate with the provincial and districts DAILs for the establishment of IAs within the 
existing WUAs (output 2). 

 
Table 9: Training of trainers course cost 

Item Units 

No. 

Units 

Cost/Unit 

($) Cost ($) Comment 

Venue (Kabul) Days 15 200 3,000    

Materials Person 25 5 125    

Lunch Person Days 375 10 3,750    

Per Diem Person Nights 330 35 11,550  

12 SBA, 10 DAIL staff and 3 

MEW/MAIL  

Local Travel Rtn 22 100 2,200    

        20,625    

 
114. Benefits: It is expected that the benefits of this activity after seven years of implementation 
will be: 
 

 That the 91 existing WUAs will be more self-sufficient and sustainable (with ISF 
covering O&M costs and WUAs no longer be dependent on government/donor funding); 

 The SBA staff will be fully trained and experienced to undertake this task in the future; 
 The overall irrigation efficiency through better O&M will have improved; 
 Because of this better water distribution, the irrigated area will have increased. 

 
115. Expected targets/indicators: By the end of the project the expected targets/indicators for 
this activity are: 
 

 91 WUAs are officially registered with MEW and are fully functioning. 
 SBA staff knowledge has increased and are able to manage WUA affairs without 

depending on outside assistance. 
 91 WUAs are charging their water users an ISF. 

 

2. Activity 2: Establishment of New WUAs 
 

116. New WUAs will be established in the 21 priority irrigation schemes identified under the 
Project. Note however that some flexibility is needed as per the ground reality. If an irrigation 
association (IA) has already been set-up in a scheme and is undertaking the functions of a WUA, 
which may be the case in smaller schemes, then there is no need to set-up a WUA if this simply 
adds another administrative layer with no added benefit.   
 
117. This task is the responsibility of the MEW, RBA and SBAs. The staff are the same staff 
mentioned in Activity 1 above for the continued work with the existing WUAs. 
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118. They will be responsible for the following activities: 
 

1. In coordination with the DAILs, undertake awareness campaigns in the 21 new irrigation 
schemes (district governors, village elders, shuras ,mirabs and kokbashis) to explain 
the  new 2009 Water Law and the advantages of forming WUAs along the main canals. 
Gain the authorities assistance. The involvement of women membership in WUAs and 
specific training for men where appropriate to raise awareness on the importance of all 
gender involvement in WUAs will be promoted. (Once positive agreements have been 
obtained from all concerned, the SBA and DAIL staff should form WUGs at the tertiary 
canal level and IAs at the secondary canal level – see output 2 – see not above 
however about being flexible based on the ground reality and user’s wishes).   
 

2. Once all the IA representatives have been elected, the SBA staff should then start 
forming the WUAs for the main canals and they should also take into account other 
water users (MHP, flour mills, domestic use, small industries etc.). In case the IAs have 
not yet been established, the process of setting up WUAs can still proceed. 

 
3. The IA and other water user representatives should then elect the management board 

and different committees for the WUAs. 
 

4. Prepare the bylaws, charters and the documentation for the official registration of the 
WUAs with MEW. 

 
5. Both the SBA and DAIL staff should conduct WUA and IA (see output 2) trainings at the 

same time as the topics are essentially the same. Specific training will be provided for 
women members to increase their skill sets. Five events/WUA in yr 1-2, three in yrs 3-4, 
and two in yrs 5-6 (total = 420). Estimated costs of $200 per course = $84,000. 
Suggested training topics are: 

 

- The New 2009 Water Law and the River Basin setup. 
- Governance and planning. 
- Conflict resolution. 
- Equitable water distribution. 
- Canal Maintenance. 
- Budgeting. 
- Financial Management and Bookkeeping. 
- Introduction of Irrigation Service Fees. 
- Proposal writing. 

 
6. Official registration of the WUAs with MEW (and IAs with MAIL). 

119. The SBA staff will receive intensive training on the establishment and strengthening of 
WUAs. They will also be provided with WUA training materials, manuals and guide books prepared 
by the former P-ARBP.  
 
120. Benefits: The benefits of this activity to be obtained after 7 years of project implementation 
are: 
 

 21 new WUAs have been established and are functioning. 
 21 new WUAs will have received appropriate training. 
 5 SBA staff fully trained and experienced in managing WUA affairs. 
 21 new WUAs officially registered with MEW. 
 Coordination between the SBAs and DAILs has improved considerably. 

 



 

27 

 

121. Expected Results/Indicators: The expected results/indicators of this activity are: 
 

 21 new WUAs have been established and are functioning. 
 21 new WUAs have been officially registered with MEW. 
 At least 5 SBA have been trained and experienced in management of WUA affairs. 
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IV. Sub-component 3: Water resources 
planning and management 
strengthened  

122. Under this sub-component the capacity of MEW, RBA and SBAs and systems in place for 
more effective water allocation (i.e. sharing) between schemes will be strengthened, and the 
planning and O&M for larger water resources infrastructure investment improved. Work will follow 
the principles of integrated water resources management (IWRM).   
 

A. The Enabling and Institutional Framework for IWRM in 
Afghanistan and the Panj-Amu Basin 

 

123. The current environment for IWRM in Afghanistan and the Panj-Amu basin is a result of 
profound water sector reforms undertaken over the last decade. These are outlined in detail in 
Appendix 3.   
 

1. Policies and Legislation 
 

124. The current institutional structures for water resources management in Afghanistan and the 
Panj-Amu basin are a result of profound water sector reforms undertaken over the last decade. 
Relevant policies and legislation include the following: 
 

 The Constitution of Afghanistan (Article 9); 
 The 2002 ‘Kabul understandings’; 
 The Strategic Policy Framework for the Water Sector (2008) 
 Water Sector Strategy (1387-91) (2007/08-2012/13)  
 In 2005, a policy coordination body, the Supreme Council of Water (SCoW), was 

established together with its supporting technical secretariat. This has since been 
renamed as the Supreme Council on Land and Water (SCLW); 

 A revised Water Law 2009 (updating that from 1991).  
 Specific regulations or procedures 

 

2. Institutional Framework 
 

125. The institutional framework for water resources planning and management is set out in the 
Water Law, 2009. Following enactment of the Water Law, and the above approved procedures, the 
MEW and the provincial water management departments were restructured to enable better 
implementation of Integrated Water Resources Management (IWRM). The restructuring started in 
2011 and is still ongoing, and is based on the following institutional set-up. 
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Figure 3: Institutional set-up for water resources management 

 

126. Development and management of water resources is the responsibility of MEW while 
development and management of agriculture, irrigation and livestock and rangelands and the 
protection of the environment is the responsibility of the Ministry of Agriculture, Irrigation and 
Livestock (MAIL). The Ministry of Rural Rehabilitation and Development (MRRD) Is in charge of 
rural water supplies and sanitation, as well as being responsible for small scale irrigation.  
 
127. In practise this means that MEW is responsible for water conveyance from the river to the 
main canals; and MAIL for conveyance of water from the main canals to the fields (i.e. secondary 
and tertiary infrastructure and support at the farm level on for example on-farm water management 
and improved agronomic techniques.  
 
128. As yet the institutional setting is not completed although some implementation and capacity 
development has been achieved under P-ARBP in the P-ARB and through other programs.  
 
129. The key institutions with regard to river basin management are as follows (with further 
details given in Appendix 3): 
 

 Supreme Council for Land and Water - established to bring together the interests of the 
8 ministries and 2 other national stakeholders in river basin planning and management. 
River Basin Agency and Sub-Basin Agencies in the Panj-Amu Basin 

 River Basin Agencies (RBAs) and Sub-basin Agencies (SBAs) - decentralised entities 
responsible for implementing IWRM based plans and managing water allocations. The 
RBA and the SBAs are composed in line with MEW and act in a technical advisory role 
to the RBC and SBCs. So far a Panj-Amu RBA has been set-up in Kunduz and six 
SBAs.  
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 River Basin Council and Sub-Basin Councils - RBCs and SBCs are to be established 
for each river basin (and sub-basin). None has yet been established.  

 Water User Associations (WUAs) and Irrigation Associations (WUAs). 
 Catchment Management Agencies. 

 
3. Trans-boundary Issues and Agreements 

 
130. Further details on trans-boundary issues and agreements are shown in Appendix 4. A 
summary is given below.  
 

a) Existing Agreements among Amu Dayra Basin Riparian Countries 
 

131. There is, as yet, no comprehensive agreement covering water resources planning and 
management issues within the Amu Darya Basin, but there are a number of existing agreements 
and conventions which have been signed by some, but not all, of the riparian countries. 
 
132. Possibly, paramount among the agreements is that concerning water sharing. The existing 
agreement on water sharing for the Amu Dayra was affirmed by the Agreement of 1992 and Nukus 
Declaration of 1995, is shown in the table below. Afghanistan is not included in the agreements 
and hence has not been assigned a share of diversions from the Amu Darya. 
 

b) Current protocols and agreements for the Panj-Amu Darya 
 

133. The following trans-boundary agreements on Afghan water resources have been noted. 
The list may not be complete and is focussed on the Panj-Amu Darya. 
 

 Agreement between the Government of Republic of Tajikistan and the Government of 
Islamic Republic of Afghanistan About Cooperation for Development and Management 
of Water Sources in the Panj and Amu Rivers signed in October 2010 by the MEW of 
Afghanistan and the Ministry of Foreign Affairs (MFA) of Tajikistan.3  

 Agreement on cooperation on water development and administration (hydrologic 
monitoring, bank protection, operational information for flood and drought management, 
research cooperation and consultation on irrigation of land near the Panj River/Amu 
Darya) between Afghanistan and Tajikistan (October 2010 – October 2015)4. 

 An outcome of the above Agreement is the formation of a joint Afghan/Tajik technical 
working group on hydrological monitoring (2013 - ). The first meeting was held in 
Dushanbe in March 2013 supported by the Organisation for Security and Coordination 
in Europe (OSCE) and the United National Economic Commission for Europe 
(UNECE). The Afghan part of the working group was represented by MEW. The second 
meeting was held in Dushanbe in October 2014. The third and fourth meetings were 
held on 24th-25th November 2014. The main agenda of these meetings was to agree 
and discuss a practical framework for the exchange of hydrological data and other 
water and environmental information, and a joint monitoring program. The framework is 
intended to last from 2015-2017, with possible extension to 2020. 
 
 
 

                                                           

3 
This document has not been sighted . It is mentioned in notes of a meeting between Ministry of Foreign Affairs, 
Tajikistan and consultants for ADB TA-6486 REG Improved Management of Water Resources in Central Asia during 
their mission from 13-21 August 2013,in Dushanbe, Tajikistan. (Draft Final Report, page 53). It may be the same 
agreement as that mentioned in the following bullet point. 

4
 We believe that Article 9 means this agreement is automatically renewed at the end of 5 years unless one of the 

parties notifies in writing a desire to terminate it. The English expression in this Article is poor. 



 

31 

 

c) Proposed Pyanj River Basin Commission 
 

134. The ADB PPTA 8647-TAJ: Water Resources Management in the Pyanj River Basin has 
proposed the establishment of a Pyanj River Basin Commission5, as a joint coordination body for 
water resources management and development in the basin, to be discussed and agreed at a joint 
Afghan/Tajik technical working group meeting.  
 
135. Technical assistance to support the development of the Commission is proposed through a 
separate ADB TA project financed through the Japan Fund for Poverty Reduction.  
 
136. While investments under the Project will have negligible impact on Tajikistan, with no 
infrastructure planned along the main Panj-Amu river, the Project is in a good position to assist in 
the process of setting up the Commission.  
 
137. The Project could also provide assistance to the ongoing hydrological data collection and 
joint monitoring along the river through the purchase of a boat and trailer. While MEW has 
measuring devices, the lack of a boat (and trailer to move the boat) is currently preventing MEW 
from assessing flows in the river.   
 

B. Analysis of RBOs in Afghanistan 
 

138. In order to plan support activities to the Panj-Amu river basin organisations, an analysis of 
RBOs in Afghanistan, and the Panj-Amu Basin in particular, was undertaken. This included an 
analysis, carried out following a request from MEW, to investigate how community-based 
organisations, in particular those promoted by MRRD under the National Solidarity Programme 
(NSP) such as CDCs, could be more involved in water resources management. Details are 
provided in Appendices 5 and 6. 
 
139. To identify the capacity building needs of the Panj-Amu River Basin Organization (RBO), 
and hence proposed activities under the project, the Network of Asian River Basin Organizations 
(NARBO) assessment process was used, although in a ‘lite’ manner, since there was no 
opportunity to fully consult and hold workshops to discuss the analysis and assessment. Details 
are provided in Appendix 7. 
 

C. Proposed Activities  
 

140. Proposed activities to be implemented under the Project are as follows: 
 

 Activity 1: Strengthening the water resources planning system; 
 Activity 2: Strengthened central-level inter-agency coordination; 
 Activity 3: Strengthening coordination between (S)RBA, DAIL and DRRD in river basin 

planning and management; 
 Activity 4: Support to Afghan members of the Afghan/Tajik transboundary technical 

working group to prepare for WG meetings.  
 

141. In addition to the above, the Project will construct a second floor of the RBA building in 
Kunduz. Additional equipment for the RBA and SBAs will also be purchased, especially for the 
RBA in Kunduz to replace some of the equipment stolen by insurgents in September 2015. 
 

                                                           

5
 Under component 2 of output 1. 
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1. Activity 1: Strengthening the water resources planning 
system  

 

142. The eventual aim will be for a decision support system to be developed so that future water 
supply forecasts can be used to determine the most appropriate planning responses, both in the 
short-term (seasonal but eventually monthly or daily) and long-term.  
 
143. At the moment, annual flood and drought forecasts are being prepared by the Department 
of Water Resources (under the Water Affairs Directorate of MEW). Data is then disseminated to 
the RBA and SBA level and acted upon. This system is described in the figure below.  
 
144. Data is taken from the US Geological Service (USGS) and the Famine Early Warning 
System Network (FEWS NET) which estimate the amount of snow water equivalent (SWE) based 
on models (using estimates from satellite measurements). SWE is important since in the Panj-Amu 
River Basin (P-ARB) river flows are highly dependent on melting snow pack on the high mountains. 
Estimates are currently available for two watersheds within the P-ARB in close to real time – 
upstream of Atiq (Kunduz River) and upstream of Sang-e (Kotcha River) 
(see http://earlywarning.usgs.gov/fews/imagemap/143)6. Correlating the estimates of historic SWE 
(which are available for 2001 to 2014) with the historic river flows allow a relationship between 
snow water content and river flow to be determined. The relationship can then be used to forecast 
water available in the coming season for irrigation and other purposes from the remotely sensed 
snow pack data. Results can then be categorised into an expected flood year, above average, 
average, below average and drought year. 
 
145. Such results are then disseminated to the RBA/SBAs through an annual meeting (although 
in future this could be through email or a website/intranet). The results provide the SBAs with 
information necessary to implement actions. For example: 
 

 to inform farmers/WUAs (through stakeholder meetings…etc) so they can change farm 
management practises (e.g. if a dry season or drought is expected, then to plant less 
rice), and to redistribute water in systems based on rating curves (e.g. how much gates 
should be closed to allow sufficient water to flow downstream to other irrigation 
schemes);  

 to control water distribution between main canals (by opening and closing gates at 
headworks) based on rating curves…etc. 

 
146. In the future the information could be used:  

 
 to control distribution between water users e.g. to ensure that enough water remains in 

the river for the environment and to meet any transboundary agreements;  
 to ensure that water for drinking is prioritised over irrigation;  
 and to change the management priorities of dams/hydroelectric schemes (e.g. what the 

release protocols should be and for multi-purpose dams, whether water should be 
prioritised for power or other uses [e.g. irrigation or water supply]).  

                                                           

6
 Data on snow water content in the Taloqan River watershed is not currently published. It may be possible to request 

additional analysis and data on snow water content in all mountain areas of the P-ARB, and particularly, to provide 
information from which forecasts of water availability in the Taloqan River can be made. It may be possible, in the 
absence of such additional data and information, to make estimates from the data currently available, although with 
lower reliability. 
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Figure 4: Current water resources data collection, storage, processing/analysis and 
information dissemination steps 
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147. The current system is working to some extent. For example, an agreement was reached 
between WUAs and the SBA to distribute water (e.g. in drought years) between irrigation schemes 
as happened in 2008 and 2011. 
 
148. However, it needs strengthening as detailed below. 
 

a) Data collection and storage systems 
 

149. The system should be detailed in a manual as a number of steps, with responsibilities at 
each stage defined (for data collection and storage, as well as processing/analysis and 
reporting/dissemination). On-the-job training should then provided to staff, especially to the 
Department of Water Resources in Kabul, on their responsibilities and tasks. JICA is also already 
providing training to the Department, but in Delhi, so it will be necessary to ensure there is no 
overlap. Excel training will be an important first step.  
 
150. At the moment there are approximately 40+ guages installed in the Panj-Amu basin. Some 
are in insurgent areas, but most are working and being used for the above mentioned forecasting 
purposes. Additional gauges are proposed as follows: 
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 12 guages for unguaged river tributaries (e.g. in Upper Panj) (approx. $600 each i.e. 
$7200) 

 Relocation of six existing permanent guaging stations (approx. $3500 each i.e. 
$21,000) 

 12 automatic rain and snow gauges (total cost approximately $66,000), the purchase 
and installation of which should be conditional on proof that staff can collect, analyse 
and use existing data, effectively and efficiently, as per the proposed system mentioned 
above. This will be determined by the implementation support consultancy (ISC) team.  

 
151. The accuracy of forecasting would be greatly improved with the installation of automatic 
weather stations in the basin. Approximately six would be needed. The total cost would be 
approximately US$420,000. At this stage it is not recommended to proceed with such a costly 
purchase. While such stations may be needed for the weather service their additional benefit for 
the project could not justify the large cost, and using such data would be complicated. There is 
already a weather station at Kunduz airport while MAIL have Agromet measuring stations for crop 
production requirements but are not sharing data. Working with MAIL to ensure they share the data 
would be a much better investment (see further in information dissemination section below).  
 
152. The data storage methods can be improved. It is recommended to set-up a knowledge 
base (KB), building on that already set-up for the Panj-Amu basin in the Water Resources 
Planning Unit (WRPU) under MEW, with support from the World Bank Afghanistan Water 
Resources Development Project (AWARD).  
 
Figure 5: Knowledge Base and Water Resources Information System set-up in MEW under 

the AWARD project 
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153. The knowledge base (KB) is an effective environment to store and manage the data 
required for GIS, spatial modelling, river basin modelling…etc, but also to provide a simple and 
efficient environment for managing the data in the long term – because datasets will become larger 
and therefore the file based systems using Excel or “Shape File“ become difficult to manage, 
hence confirming the need for relational data bases. The knowledge base could also house the 
asset management data (linked to an asset management plan) so that it is GIS based. i.e. data on 
each scheme including current structures (inventory). 
 
154. There are four components in the system set-up in the WRPU, as noted in the figure above, 
with the following content and functionality:  
 

1. The core of the KB is the GeoDatabase in ArcGIS format with the ArcHydro functionality 
for the schematic data management and other hydrological data processing (basin 
delineation etc).  This component also includes additional data such as remotely 
sensed imagery (Landsat national coverage, or local coverage for river structures etc...) 
as well as regional data for studying or presenting trans-boundary river basin issues. 

2. Time series databases (hydrometeorological data, population data etc) are stored in a 
relational database (Access 2010) which can be directly linked to the spatial data 
layers. Functionality of this component includes import from raw data sources and 
export facilities into various formats (for charting and further analysis), including file 
formats required for modelling. 

3. The modelling requires an extensive set of parameters related to water extraction and 
water uses which is difficult to store in a structured format. These data are stored in 
Excel sheets. 

4. An extensive amount of parameters on water resources facilities is available from pre-
feasibility and design studies.  These documents are stored in a “Publication Database” 
with links to the features in the spatial database, from where it can be retrieved easily. 
 

155. The core of the KB system is the GIS where all components are linked with each other. For 
instance, the “Water Resource Facilities” GIS feature layer is connected to the Publication 
database, and the interface will provide automatic retrieval to the publications from the GIS. In the 
same way, hydro-meteorological data can directly be visualised or exported from the GIS interface, 
even if the data is stored in another component. 
 
156. One of the key inputs into the KB will be list of infrastructure assets (irrigation schemes…) 
in the basin. Some of this data already exists but information on additional schemes can be 
obtained from the previous phase of P-ARBP (2009–2016). 
 
157. Biophysical data should also be inputted, including maps of watersheds and details on 
land-use, including from work carried out in component 3.  
 

b) Data analysis/modelling 
 

158. Once the Departmental staff are at a sufficient level to confidently use the existing (MS 
Access) data analysis system, a river basin model can be set-up, linked to the knowledge 
base/GIS. Data inputted into this can come from the gauging stations and other data sources, 
eventually replacing the need to use USGS and FEWS NET data). It should be noted that data 
requirements are significant and updating data in the model will require cooperation from several 
Ministries. The model will make the drought and flood forecasting process quicker and more 
accurate. While this will be a Departmental activity at central level, training could be undertaken at 
the RBA level to explain what a river basin model is, how it can be applied to water resource issues 
and how the results of modelling can be used for evaluating water resource development 
proposals, water resource policy proposals and proposed water management activities.  
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159. It is recommended to use the WEAP7 model to allow monthly forecasting during the 
irrigation season. The model, particularly if with add-on rainfall-runoff and/or snowmelt functionality 
(e.g. the SWAT model), can be used to prepare annual, seasonal, and eventually monthly 
water availability forecasts. One issue is that since WEAP usually calculates water balance on a 
monthly time step it could deliver rather coarse results for developing water sharing rules as the 
model outputs from a monthly model would miss water shortages of a few days within a month. It is 
possible to choose weekly or even daily time steps for WEAP and, if analysis shows that within a 
month water shortages are an issue, a time step shorter than a month could be undertaken as long 
as all necessary data is available for the shorter time step. It is noted that a new version of WEAP 
(WEAP 2015) is now available which brings many improvements including improved catchment 
hydrology and glacier modelling, and better rice irrigation modelling.  
 
160. In the longer term, additional functionalities could be added to the model once capacity has 
been strengthened. Training would be primarily by on-the-job training. 
 
161. The WEAP model is recommended since it is free for users in developing countries and is 
relatively easy-to-use compared to other models. A WEAP model has already been prepared for 
the Panj-Amu Basin by the WRPU under the AWARD project mentioned above, and can be built 
on. Staff in the WRPU have been trained in its use. Rather than having two departments with 
similar remits, we propose that the WRPU and the Department of Water Resources are combined 
into one unit.   
 

c) Information dissemination 
 

162. The information dissemination system mentioned above should be continued. Once the 
overall water resources planning system has improved to a sustainable level, then future 
dissemination of data from the central level to the RBA and SBAs could be done through the use of 
an intranet or website using real-time data. Dissemination of information by SBAs to WUAs/farmers 
could in the future be done by radio, although face-to-face meetings are still encouraged.  
 
163. Water resources information may also be of use for other government agencies. It will need 
to be decided if such information is public or confidential. In some countries, all water resources 
information is public. What resources information should be made public, and how to release 
specific information (e.g. via radio to farmers) needs to be agreed upon as part of a water 
resources data management and dissemination policy and plan, to define the rights and 
responsibilities of the agencies operating under the following water resources data management 
groupings: data collector, data custodian and data user. This will require an analysis of the data 
roles of agencies involved in the water sector using these groupings. 
 

d) Field-level actions 
 

164. As highlighted above, the information can be used by farmers to change farm 
management practises (e.g. if a dry season or drought is expected, then to plant less rice), and to 
redistribute water in systems based on rating curves (e.g. how much gates should be closed to 
allow sufficient water to flow downstream to other irrigation schemes). These activities can be 
undertaken as part of output 2, sub-component 2.3. 
 
165. The information also allows SBAs to control water distribution between main canals (by 
opening and closing gates at headworks) based on water sharing arrangements. Appendix 9 
sets out some ideas on water sharing, which include determining the water balance in each river 
reach within the P-ARB. Hence the selection of river reaches for water sharing and river basin 

                                                           

7
 http://www.weap21.org/index.asp?NewLang=EN (English) and http://www.weap21.org/index.asp?NewLang=FA (Farsi) 
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modelling should be the same. The location of river gauging stations will be an important, possibly 
controlling, factor in selecting river reaches. 
 
166. Water sharing will require establishing and recording a basis for determining shares of 
individual irrigation and other water off-takes, and a priority order to be set for different water uses 
like irrigation, industry, environment and town water supply. Appendix 9 makes some suggestions 
including that the water sharing basis for a water off-take should ultimately be recorded in a water 
licence, thus legalising that water use. It is suggested that rating curves along with flow height 
records for each main canal could be used to estimate water diverted. Water licenses should only 
be introduced however once the water sharing system is seen to be working.   
 
167. The riverine environment baseline (see below) will provide information on the status of the 
water environment in the P-ARB. Depending on that status, water sharing might seek to maintain 
the current flow regime in the basin’s rivers, or modify it, when determining water shares. WEAP 
has functions available for assessing the sensitivity of riverine environment to changes in the flow 
regime. These functions may be useful when assessing the desirability of additional water resource 
developments and water use. 
 
168. Tasks required will include: 
 

(i) Prepare a briefing for MEW on issues to be considered in setting priorities for water 
supply for different uses. The paper will need to explain reasons for the highest 
priority to be given to drinking water and livelihood purposes as required in the Water 
Law and to propose a rationale for lower priorities to be given to other uses which 
could be grouped into animal watering, industry (including hydropower), permanent 
crops like fruit and nut trees which take some years to bring into production, and 
annually planted and irrigated crops such as rice, cotton and wheat. The briefing 
paper should seek direction from MEW on water supply priorities to be adopted in a 
water sharing plan. 

(ii) Establish a basis for water entitlements to be specified in a water usage 
license/permit as specified in the Water Law (Article three, nineteen, twenty, etc.).8 

 
169. For each sub-basin in the P-ARB:  

 
(iii) Obtain estimates of irrigated area for each irrigation scheme for years when water 

availability was not a restriction on crop planting (possible sources of this information 
include FAO mapping, satellite imagery and rural survey.) 

(iv) Obtain estimates of irrigation command areas for each irrigation scheme – these 
areas will need to include all existing irrigation schemes in the river basin 

(v) Calculate two crop water demands for each offtake/scheme using the estimates of 
cropped area and command area and the P-ARBP adopted crop water demand 
estimate (2.51 m3/ha) 

(vi) It is recommended that the irrigated area be used to determine the base allocation for 
the offtake/scheme, since this will provide equity with current water use. Expansion of 
irrigation to the command area could be allowed through water saving from increased 
irrigation efficiency.  

(vii) Calculate the monthly water balances for each river reach. The recorded monthly 
flows will already have been reduced by irrigation diversions and so it will be 
necessary to estimate ‘natural flows’ by adding back in the net historic diversions. Net 
diversions are the estimated diversions less the return flows which occur through 
drainage and seepage/return groundwater flow. The water balance for each reach can 

                                                           

8
 Note there is inconsistency in the use of ‘permit’ and ‘license’ in the Water Law. This may only be a translation 

problem. 
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then be calculated using the ‘natural flows’ and the base allocations.  It will probably 
be better to make this calculation using a river basin model. 

(viii) Using the calibrated river basin model constrain diversions not to exceed the base 
allocations. Allow diversions up to the base allocation and share the available water 
by calculating a seasonal percentage allocation to provide the required minimum flow 
at the end of the river basin. 
 

e) Investment plans 
 

170. The model, together with a decision support system (also prepared by the WRPU under the 
AWARD project) can also be used for longer-term investment planning E.g. which dams to build. 
Such an exercise has already been undertaken for large dams but could be repeated for small and 
medium dams.  
 
171. In order to build capacity of the Department of Water Resources and the RBA/SBAs in the 
above tasks, on-the-job training will be carried out by consultants, and more formal training 
courses organised. Approximately two will be organised per year i.e. 14 in total. The estimated cost 
of each course is as follows: 
 

Table 10: Costs of training on design and use of data collection, storage, processing/analysis and 
reporting of water resources data 

Item No. Units Cost/Unit ($) Cost ($) Comment 

Venue 2 300 600   

Materials 15 5 75 13 from Kbl and 2 from RBA 

Lunch 30 10 300   

Per Diem 4 35 140   

Local Travel 2 100 200   

  
  

1,315   

 
172. In addition, excel training will be organised for Department staff at an approximate cost of 
$1000 per person for four people (one in the RBA and 3 in the Department of Water Resources in 
Kabul) and ArcGIS Spatial Analyst software will be purchased. 
 

2. Activity 2: Strengthened central-level inter-agency 
coordination 

 

173. Governance support for the RBO through inter-agency coordination requires strengthening. 
An early action should be for the SCLW to host a seminar at which the Water Law is described, 
analyzed and explained to senior staff from related Ministries. Estimated costs for the seminar are 
as follows: 

Table 11: Costs for SCLW-led seminar 
Item Units No. 

Units 
Cost/Unit 

($) 
Cost 
($) 

Comment 

Venue 
(Kabul) Days 1 1500 1,500    

Materials Person 35 5 175  
5 SCLW; 5 MAIL; 5 MEW; 5 MRRD; 15 other. Senior 
people only 

Lunch 
Person 
Days 35 20 700    

Per Diem 
Person 
Nights 0 35 0    

Local Travel Rtn 0 100 0    

        2,375    
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174. The role of SCLW in Water Law implementation should be explored and its active 
participation sought in developing river basin management and smoothing implementation issues, 
such as the concern that river basin institutions are overlapping with socio-economic development 
institutions. 
 
175. Following on from the initial SCLW hosted seminar, bi-annual meetings should take place in 
Kabul between MEW and MAIL senior staff. These is required in order to improve coordination 
between the two institutions, with agreements then passing down to the basin level (and then 
discussed further in monthly meetings (see activity 3 below). Estimated costs are $2250 per 
meeting (see breakdown below) for 14 meetings equals $31,500. 
 

Table 12: Costs for Bi-annual MEW-MAIL meetings 
Item Units No. 

Units 

Cost/Unit 

($) 

Cost ($) Comment 

Venue (Kabul) Days 1 1500 1,500    

Materials Person 30 5 150  10 MAIL; 10 MEW; 10 other. Senior people only 

Lunch 

Person 

Days 30 20 600    

Per Diem 

Person 

Nights 0 35 0    

Local Travel Rtn 0 100 0    

        2,250    

 
3. Activity 3: Strengthening coordination between (S)RBA, DAIL 
and DRRD in river basin planning and management 

 

176. The Panj-Amu RBA has been set up in Kunduz. New offices have been provided and 
equipped. An officer has been appointed to head the RBA and staff training has been delivered to 
increase the capacity of staff transferred from Departments of Water and Energy. The staff is 
growing to understand that the responsibilities of the RBA are broader than previous functions of 
the provincial MEW offices, particularly in that basin water resources management is responsible 
for all water uses and needs including water quality and meeting environmental requirements. The 
current set-up for the RBA is largely a function of the focus of the previous P-ARBP work and the 
existing responsibilities of the provincial MEW offices. But even where P-ARP had work in 
watershed management, the RBA has had little involvement, and interaction with DAILs and other 
relevant departments is weak.  
 
177. As such monthly meetings between RBA and provincial DAIL and DRRD are proposed to 
plan and monitor implementation of P-ARBP activity, specifically IA establishment and 
strengthening, watershed management planning and irrigated and dryland agricultural extension 
activity in subproject areas. The approximate cost per meeting is $150 for 84 meetings equals 
$12,600. Supplementary monthly interagency meetings at sub-basin level will also be undertaken 
at an approximate cost per meeting of $150 for 504 meetings equals $75,600. A breakdown for 
each meeting is shown below.  
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Table 13: Estimated costs for monthly meetings 
Item Units No. 

Units 
Cost/Unit 

($) 
Cost 
($) 

Comment 

Monthly Meeting - RBA (1/2 
day)           

Venue   1 0 0  RBA meeting room 

Materials   10 5 50    

Lunch   10 10 100    

Per Diem   10 0 0    

Local Travel   10 0 0    

        150    

Monthly Meeting - SBA (1/2 
day)           

Venue   1 0 0  SBA meeting room 

Materials   10 5 50    

Lunch   10 10 100    

Per Diem   10 0 0    

Local Travel   10 0 0    

        150    

 

178. It will be necessary over time to review and revise the organizational structure of the RBA 
to undertake the wider scope of responsibilities. Such revision might take place towards the end of 
P-ARBP, once the needs are clearer, coordination arrangements with relevant departments (e.g. 
NEPA) have been agreed and staff capacity has further developed. 
 

4. Activity 4: Support to Afghan members of the Afghan/Tajik 
transboundary technical working group to prepare for WG 
meetings  

 

179. The ADB PPTA 8647-TAJ: Water Resources Management in the Pyanj River Basin has 
proposed the establishment of a Pyanj River Basin Commission, as a joint coordination body for 
water resources management and development in the basin, to be discussed and agreed at a joint 
Afghan/Tajik technical working group meeting.  
 
180. It is proposed that under the Project activities are undertaken to assess whether additional 
members should be included in the working group from the Afghan side (such as from the Ministry 
of Foreign affairs), and to provide training to technical working group members on transboundary 
issues, in particular on agenda points that will come up in meetings, including providing assistance 
to the working group to review and comment on the agreement. Such training could be undertaken 
by a short-term consultant, and undertaken twice per year for four years prior to the working group 
meetings taking place. First training will be provided over a two day period, and then a pre-working 
group meeting will take place over 2 days. Approximate costs for the 2 day training are $400 (for 
eight times equals $3200) and for the meeting $200 (for eight times equals $1600). A breakdown is 
shown below. 
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Table 14: Estimate costs for transboundary training and meeting 

Training           

Venue   0 0 0  MEW 

Materials   20 5 100  10 pax for 2 days 

Refreshments/coffee   20 5 100    

Lunch   20 10 200    

Per Diem   0 0 0    

Local Travel   0 0 0    

        400    

Meetings           

Venue   0 0 0  MEW 

Materials   10 5 50  10 pax for 2 days 

Refreshments/coffee   10 5 50    

Lunch   10 10 100    

Per Diem   0 0 0    

Local Travel   0 0 0    

        200    

 

181. The Project will also provide assistance to the ongoing hydrological data collection and joint 
monitoring along the river through the purchase of a boat and trailer (estimated cost of $57,000). 
While MEW has measuring devices, the lack of a boat (and trailer to move the boat) is currently 
preventing MEW from assessing flows in the river.   
 

5. Additional Interventions 
 

182. In addition to the above, the Project will construct a second floor of the RBA building in 
Kunduz. Additional equipment for the RBA and SBAs will also be purchased, especially for the 
RBA in Kunduz to replace some of the equipment stolen by insurgents in September 2015. 
 

6. Recommended Activities to be carried out by the ADB R-
CDTA Strengthening IWRM in Mountainous River Basins 

 

183. See Appendix 8 for further details on this TA and proposed complementary activities. 
These will largely be to extend the benchmarking exercise undertaken, but in more detail as per a 
full NARBO assessment. 
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V. Implementation Arrangements 

184. MEW will be responsible for the management of output 1. A PMO will be set-up and 
embedded in MEW in Kabul, building on the existing PMO set-up for other ADB projects. The PMO 
will work as needed with other MEW departments. For sub-components 1 and 2, the RBA and 
SBAs will have an active role, while for sub-component 3 the Department of Water Resources 
under the DG Water Affairs (MEW) and the RBA and SBAs will have active roles. To co-ordinate 
activities (including financial management) at the field level, a PIO will be set-up an embedded in 
the RBA (i.e. within the same building), with finance staff also embedded in the SBAs, and 
reporting to the RBA PIO. The PIO Director will report regularly to the RBA (and SBA) Directors on 
progress. 
 
185. Existing government staff in the RBA and SBAs will have key responsibilities for day-to-day 
work. These will be paid under the tashkeel (government contribution) but per diems will be 
provided for long-days and overnight stays away from the office. RBA and SBAs will be supported 
from the Project through the provision of vehicles, equipment and office and vehicle running costs.   
 
186. To support day-to-day implementation, external national staff paid by the Project will be 
hired by the PMO (at NTA rates) (Project incremental staff – see Annex 3 of the Project 
Administration Manual). These will be embedded in MEW, the RBA and SBAs and will work 
directly alongside government staff to build their capacity through on-the-job training. This set-up 
will ensure that parallel structures are avoided, and that government institutions are strengthened 
leading to long-term sustainability.  
 
187. To help build capacity of MEW/PMO, RBA/PIO and SBAs and to provide oversight, a team 
of international consultants will be hired through an international firm (Implementation Support 
Consultancy (ISC) firm). Details are provided in the Project Administration Manual (Annex 2). 
Procurement will be organised by MEW but with MAIL representatives on the evaluation 
committee. 
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Appendix 1: Strengths, Weaknesses, 
Threats and Opportunities (SWOT) 
Analysis of WUAs 

 
188. After interviewing the RBA Director, the Directors of the Lower Panj and Taloqan Sub Basin 
Agencies, staff of the Irrigation Directorate of MAIL and the five NGOs that have been 
implementing WUA establishment under P-ARBP, the following Strengths, Weaknesses, 
Opportunities and Threats (SWOT) analysis of WUAs and IAs and identified grounds for 
improvement are shown, in a summary form, of their opinions and views: 
 
189. Strengths: Since the 91 WUA were established by the NGOs and P-ARBP, the following 
strengths of WUA establishment were pointed out: 
 

 More water user (farmer) representation including the head, middle and tail canal end 
water users and women. 

 WUAs have become legal and registered entities. 
 Water distribution has improved a great deal over the traditional mirab system because 

it is not influenced (and dominated) by big landowners and commanders. 
 Due to better water distribution there are less conflicts amongst water users and 

cropped area has increased for the tail end farmers. 
 Small scale in-canal infrastructures stimulates the formation of WUAs and IAs 
 WUA/IA linkages with government agencies (SBAs, DAILs and DDAs) are gradually 

improving. 
 WUA technical knowledge has increased. 
 There is a better understanding of MEW and MAIL policies. 
 WUAs are opening their own bank accounts.  
 WUAs are able to continue working in insurgent areas whereas government staff and 

NGOs cannot. 
 Some WUAs have started to collect ISFs from their members to pay for O&M. 

 
Weaknesses: 
 

 On various occasions there was poor coordination and relationships between the SBAs, 
DAILs and DDAs. 

 Poor information sharing such as water availability forecasts, flood and drought 
warnings from the SBAs. 

 Lack of media for information sharing e.g. leaflets, radio and T.V. broadcasts especially 
from the SBAs and DAIL on improved seed distribution and pest warnings and their 
control from the DAILs. 

 The absence of working SB Councils. 
 Lack of staff responsible for WUA affairs within the SBAs. 
 DAIL offices are under staffed. 
 Social conflicts between different ethnic groups and up and downstream water users 

hinder project implementation. 
 Insufficient funds and time available to establish sustainable WUAs and IAs. 
 Long delays and difficulties in registering WUAs with MEW (up to 4 years). 
 Political problems in the districts, while big land owners and commanders hinder project 

progress. 
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 A long time is required to change the mindsets of water users/farmers and gain their 
confidence.  

 Seasonal flood damages to irrigation infrastructure. 
 Lack of funds in the SBAs for their staff to implement their activities. 
 Lack of funds in the DAILs for their staff to implement their activities. 
 Some SBA staff are unwilling to cooperate. 
 Long delays in infrastructure approval by SBA staff. 

 
Opportunities: 
 
1. Continue work with the existing WUAs. 

 Continue with more mentoring and capacity building. 
 More capacity building on ISFs, O&M, financial management & bookkeeping, 

budgeting, conflict resolution, internal audits, organization, update bylaws, water 
distribution plans, cropping patterns and improved crop production, social audits, flow 
measurements, proposal writing and obtaining grants. 

 Provide the WUAs with small grants and funds for infrastructure. 
 Mitigation measures to protect the schemes from flood damage. 
 Capacity building and support of government institutions (SBAs, DAILs) to improve their 

involvement in assisting the WUAs. 
 More time to bring the WUAs to a sustainable level. 
 Training on membership in the future SB Councils. 
 Conduct WUA maturity assessments to define further training needs regularly.  

 
2. Establish more IAs and WUAs. 

 There is a demand for this from the SBAs. 
 Irrigation infrastructure rehabilitation and upgrading. 
 Establishment of new IAs and WUAs. 
 Capacity building. 
 Community based works. 
 OFWM and improved crop production and fruit tree production. 
 Official IA and WUA registration with MAIL and MEW respectively. 

 
Threats: 
 

 The worsening security situation. 
 If the capacity building and mentoring of the existing WUA does not continue, there is the 

danger that they will dissolve. 
 Water users (farmers) could become less interested if only soft activities are 

implemented without irrigation infrastructure. 
 Local institutions (SBAs, DAILs, DDAs) unwilling to take over the task of WUA and IA 

establishment. 
 A potential prolonged gap between P-ARBP phase one and two. 
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Appendix 2: Experiences and Lessons 
Learnt in the formation and establishment 
of WUAs 

 When coached properly, WUA members gradually become more enthusiastic about their 
formation 

 WUA formation should take into account and respect the traditional mirab system which can 
be improved upon (and ethnic differences in command areas) 

 WUA involvement in the selection, design and construction of irrigation rehabilitation work 
can improve the relevance of such works and improve ownership (willingness for O&M) 

 Evidence that WUAs help improve equitable water distribution and reduce water conflicts. 
Less evidence so far of improved lifetime of works (although is assumed) 

 For day-to-day operations WUA have legitimacy with the Taliban and can continue their 
work where government (and maybe private companies) can’t – has implications on PPP 
models in Afghanistan 

 RBAs/SBAs are new to their role in supporting WUAs 
 The roles and responsibilities between WUAs and IAs not clearly defined which creates a lot 

of tension in the field. Even though this is accepted at the ministry level (MEW & MAIL), this 
is usually not the case at the district (DAIL) level and at the sub basin level (MEW). Here, 
further training has to be undertaken for the MAIL and MEW field staff.  

 Difficult to implement irrigation service fees at cost-recovery levels – already have to pay 
land taxes, food and grain to the insurgents…..being introduced in more peaceful areas 

 Need improved linkages between lower catchments and upper catchments with a Payment 
for Ecosystem Services approach – need a direct link between the two to engender a 
willingness to pay by WUAs for UC services. But maybe it is too early for this.  

 Government and donors (especially the multilateral banks) don’t like spending money on 
‘soft’ components – combine with hard components as an incentive to set-up 

 Keep things simple. Donors/projects have a habit of overestimating capacity/timelines…etc 
 P-ARBP (through its predecessor KRBP) started top-down but now moved to bottom-up 

which has been more effective (i.e. start forming WUAs first, then councils….etc not the 
other way around). 
 

Positive Experiences include: 
 

 When coached properly, IA and WUA members gradually become more enthusiastic 
about their formation.  

 WUA members are willing to learn about new ideas and methods.  
 Throughout the P-ARBP WUA formation phases, the traditional mirabsystem was 

always taken into account, respected and improved upon.  
 WUAs are willing to participate in the Sub River Basin Councils meetings.  
 WUA members willingly participate in the rehabilitation/upgrading or construction of in 

canal structures.  
 WUA members willingly participate in improved on farm water management (OFWM) 

practices such as the system of rice intensification (SRI).  
 

Negative Experiences include: 

 The worsening security situation within the program areas of intervention which hinders 
the progress on WUA establishment. For example, field staff cannot conduct workshops 
and trainings in the field and the WUA members are unwilling to take part in trainings 
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conducted within the River Sub Basin agencies for fear that they will be accused of 
collaborating with the Afghan government. 

 River Basin and Sub Basin Agency staff are relatively new and do not really understand 
their roles in the establishment of WUAs which has caused delays in WUA registration. 
They require further on the job training. 

 It is very difficult to ISF with the WUAs because they claim that they already have to pay 
land taxes to the government and are forced to give food and grain to the insurgents.  
The idea of ISFs is gradually being introduced by the program in more peaceful areas 
of implementation. 

 Ignoring the traditional mirab system, which is now fragile, big land owners (usually 
armed commanders) take charge of water distribution which makes it very difficult to do 
this equitably with the WUAs.  

 Information is required on:  
 

- Institutional issues. (Responsibilities etc.)  
- Water resources issues (water use /withdrawals, discharges etc.) 
- Reporting on progress or lack of it based on accepted indicators (water 

requirement, construction schedule etc.). 
 

These must be (i) shared, (ii) free, (iii) and meet the needs of the different groups of users in 
formats they can (iv) understand and (v) make use of. 
 

 Information on stakeholders needs to be through the channels they normally use, not 
dependent on major upgrades of sophisticated means.  

 The essence of IWRM is to be achieved mainly (only) through well organised WUAs / 
IAs:  

 The sustainability of the IWRM approach & social control of its components can only be 
achieved through WUAs/IAs offering: 
 

- Efficient water use & distribution within the irrigation scheme.  
- Transparent water distribution.  
- More reliable in-canal water supply.  
- Increase of irrigated area.  
- Increase of cropped area.  
- Solutions to conflicts on water distribution.  
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Appendix 3: The Enabling Environment 
for IWRM in Afghanistan and the Panj-
Amu River Basin 

190. The current environment for IWRM in Afghanistan and the Panj-Amu basin is a result of 
profound water sector reforms undertaken over the last decade.  
 

A. Policies and Legislation 
 

191. The current institutional structures for water resources management in Afghanistan and the 
Panj-Amu basin are a result of profound water sector reforms undertaken over the last decade. 
These include the following: 
 

 The Constitution of Afghanistan (Article 9) emphasizes that national resources are 
public property, to be managed and protected by law. 

 
 Water sector reforms started with the 2002 ‘Kabul understandings’ when the 

government adopted the IWRM approach within the physical boundaries of major river 
basins for the planning, management and development of water resources; 

 
 In May 2004 the Ministry of Irrigation, Water Resources and Environment (MIWRE), 

which has now been incorporated into the Ministry of Energy and Water (MEW), 
developed an overall policy framework, ‘Strategic Policy Framework for the Water 
Sector’, providing principle directions for the water sector in Afghanistan.  The policy 
indicates that the basin community is expected to take the major responsibility for 
planning and management of the basin’s water resources, supported by, and 
coordinated with, MEW. This follows the basic principles of Integrated Water Resources 
Management (IWRM). This policy, approved in 2006, remains the overarching water 
sector policy, and has been used in the formulation of the relevant ANDS document - 
the ‘Water Sector Strategy (1387-91) (2007/08-2012/13), which in turn has helped 
define NPP1 (further details below); 

 
 The vision of the Water Sector Strategy (1387-91) (2007/08-2012/13) is ‘to manage 

the Nation’s water resources so as to reduce poverty, increase sustainable economic 
and social development, and improve the quality of life for all Afghans and to ensure an 
adequate supply of water for future generations.’  The outcomes of the strategy are: 

- Improved water sector legal and governance structures and institutions in place 
- Sustainable water resource management strategies and plans covering irrigation 

and drinking water supply developed and implemented. 
- Water resources for drinking and irrigation purposes improved as well as poverty 

reduction and employment creation. 
- Infant mortality decreased and life expectancy increased as result of higher 

access to clean water.  
 

192. The strategy adopts the IWRM approach for planning and developing water resources. The 
strategy promulgates the setting up of RBAs/SBAs, RBCs/SBCs and WUAs. Specific activities 
proposed in the strategy include: Set-up of the new institutional structure with capacity-building; 
Drafting of additional national and local regulations to support IWRM; Information gathering and 
building capacity to analyse / interpret the data with special attention given to the rehabilitation of 
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the hydro-meteorological network as this data is of crucial importance for future planning and 
development of water resources (river basin management / investment plans); implementation of 
river basin management / investment plans. Long-term desired outcomes of the strategy (year 
2023) include: 
 

- River Basin Management institutions are established and functioning in all five 
river basins, with proper gender balance in River Basin Agencies and River 
Basin Councils. 

- Continuous investment in water resources infrastructures (both for large 
schemes and traditional schemes) from private and government sector, based 
on the plans and designs prepared according to a National Water Resources 
Development plan. 

- The improvement of water resources management and introduction of 
alternative crops, new irrigation technologies and different agricultural systems 
increased the food security, improved the environmental conditions and reduced 
the cultivation of poppies significantly. 

- Staff of Ministries and River Basin Agencies is fully capable of leading the 
developments and management of the water resources in the country and 
informing and advising the public and private sector accordingly. 

- Information systems operational for proper prediction of droughts and 
forecasting of floods. 

- Flood management systems in all river basins are functional. 
- SCWAM and its Technical Secretariat are functioning as an Apex body, with a 

pool of part-time contracted experts as advisors 
- Proper curriculum in all aspects of the water sector is developed at local 

Universities and Technical Colleges. 
- Gradual increase to 25% of private water supply companies in large irrigation 

schemes. 
- O&M of large (irrigation) infrastructure fully carried out by service providers from 

private sector; 
- Full cost recovery of water services from users; 
- Financial Autonomy of RBAs and other public utility organizations. 

 
 In 2005, a policy coordination body, the Supreme Council of Water (SCoW), was 

established together with its supporting technical secretariat. This has since been 
renamed as the Supreme Council on Land and Water (SCLW); 

 
 To support the above policy, a revised Water Law (updating that from 1991) was 

enacted in 2009. This paves the way for actual implementation of River Basin 
Management;  

 
 Specific rules for various elements of integrated water management that will facilitate 

practical application of the water law have been formulated in regulations or 
procedures, while others are in draft form.  

 
 
 
 
 
 
 
 
 



 

49 

 

Table 15: Summary of relevant laws/policies/strategies 
Law/policy/strategy Status Year 

Policy and strategies   

Strategic Policy Framework for the Water Sector Approved 2006 

Water Sector Strategy (1387-91) (2007/08-2012/13) Approved 2008 

ANDS Agriculture and Rural Development Cluster National Priority Programme 1 

(NPP1) (2011-2015) 

Approved 2010 

National policy for transboundary water  Draft 2013 

Water sector capacity building strategy framework  Approved 2013 

Draft groundwater management policy  Draft 2013 

Laws (and regulations (Moqarara) / procedures (Tarzulamal)
9
   

Afghan Constitution (Article 9) Approved 2004 

Water Law  Approved 2009 

Framework for Water Resources Management in the River Basin 

regulation/procedure 

Approved 2011 

Establishment and Activities of River Basin Agencies regulation/procedure Approved 2011 

Establishment, Registration, Strengthening and Manner of Activity of Water Users 

Associations regulation/procedure 

Approved 2011 

Principles and Guidelines for the Establishment and Functioning of River Basin 

Councils and Sub-Basin Councils 

Draft 2012 

Regulation/bylaw for water usage and permitting  Draft 2014 

 

B. Institutional Framework 
 

193. The institutional framework for water resources planning and management is set out in the 
Water Law, 2009. Following enactment of the Water Law, and the above approved procedures, the 
MEW and the provincial water management departments were restructured to enable better 
implementation of Integrated Water Resources Management (IWRM). The restructuring started in 
2011 and is still ongoing, and is based on the following institutional set-up. 

                                                           

9
 Moqarara’s are typically regulations set by agencies involved in implementing the law while Tarzulamal’s are intra-

ministerial procedures that function as instructive documents for ground application 
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Figure 6: Institutional set-up for water resources management 

 

194. Development and management of water resources is the responsibility of MEW while 
development and management of agriculture, irrigation and livestock and rangelands and the 
protection of the environment is the responsibility of the Ministry of Agriculture, Irrigation and 
Livestock (MAIL). The Ministry of Rural Rehabilitation and Development (MRRD) Is in charge of 
rural water supplies and sanitation, as well as being responsible for small scale irrigation. The 
complete analysis of agency responsibilities in the Afghan water sector is in the table below. 
 

Table 16: Responsibilities of organisations directly involved in the water sector10 
Institution Responsibility 

Supreme Council on Land & Water 

(SCoLW) 

Until early 2015, was the Supreme Council on Water with its technical secretariat 

in MEW.  However the Land Authority has been given responsibility for developing 

the structure and terms of reference for the new body. 

Ministry of Energy and  

Water (MEW) 

In charge of development and management of water resources and water 

resources infrastructures (diversion and conveyance of water) and hydro-power. 

Establishment of River Basin Agencies and Sub-Basin Agencies. 

Ministry of Agriculture, 

Irrigation and Livestock (MAIL) 

In charge of development and management of irrigated agriculture and 

livestock, on-farm water management, crop and water extension. Also 

responsibilities for catchment management and reforestation 

                                                           

10
 Data for this table and the next are from the Draft Water Sector Strategy, Jan 2008. (Draft Water Sector Strategy - V7 - 
26 Jan 08 English.docx). However, the names of some Ministries and agencies have been updated. 
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Ministry of Urban Development 

Affairs (MUDA) 

Policy-making and legislation for urban water supply and sanitation  

Afghanistan Urban Water Supply 

and Sewerage Corporation 

(AUWSSC) 

Manages and operates urban water supply and sewerage systems in urban 

areas under regulatory supervision. 

Ministry of Rural Rehabilitation and 

Development (MRRD) 

Rural water supplies and sanitation as well as small-scale irrigation (village 

level) and rural micro-hydropower projects. 

Ministry of Public Health (MoPH) Regulating and monitoring quality of (drinking) water 

Ministry of Mines and Petroleum 

(MoMP) 

A major user of surface and groundwater.  Previously included Hydrogeology 

Department, but this has now moved to MEW 

National Environment Protection 

Agency 

Regulating and monitoring activities related to environment, including water 

quality. 

Kabul Municipality As representative of the capital, it is a member of the Supreme Council of Land 

and Water (SCLW) 

National Hydrology Committee for 

Afghanistan (NHCA) 

Advisory, research activities and capacity building support to water sector.  

Under MEW 

Dehsabz City Development 

Authority (DCDA), under MUDA 

Feasibility study and design of water supply and discharge systems for the New 

City at Dehsabz (north of Kabul) 

River Basin Councils (RBCs) Develop overall basin strategy in accordance with the national water policy, 

devise, manage and monitor water allocation, issue permits and where 

necessary impose penalties for non-compliance, resolve disputes, oversee the 

activities and decisions of the sub-basin councils.  No RBC has been 

established to date 

River Sub-Basin Councils (SBCs) Similar responsibilities to RBCs in their respective sub-basins 

Water User Associations (WUAs) Established by MEW to assist in the management and operation of the main 

systems of irrigation schemes 

Irrigation Associations  (IAs) Established by MAIL to assist in the management and operation of the 

secondary and tertiary systems of irrigation schemes 

Catchment Management Agencies  Catchment management including functions for forestry, rangeland, water use 

and agriculture. 

Community Development Councils Created under the National Solidarity Program established in mid-2003 through 

MRRD.  Implement local projects in WSS, irrigation, roads and community 

infrastructure under grants of up to $60,000 

 

195. The agencies which have responsibilities and functions which are supportive and facilitate 
the normal operations in the water sector are given in the following table. 
 

Table 17: Government institutions indirectly involved in the water sector 
Institution Responsibility 

Ministry of Foreign Affairs Any issue related to international affairs. 

Ministry of Interior Any dispute on water related conflicts that are referred to this ministry. 

Ministry of Justice Any dispute on water related conflicts that are referred to this ministry. 

Ministry of Finance Proper funding of activities will be of essential importance. 

Ministry of Economics 
Evaluation of the impact of water resources development on national economy and 

prioritization of projects.  

Ministry of Women’s Affairs 
Necessary inputs and technical guidance as to how to address women’s issues 

and gender agenda within the water sector 

Ministry of Counter Narcotics 

Funding of several projects in the water sector; advisory support and capacity on 

counter narcotic issues and providing input to National Water Resources 

Development Plan 

Provincial Governments and 

Development Committees 

For the establishment and functioning of the proposed River Basin Management 

the cooperation of and support from the Provincial Governments and Development 

Committees is expected to be of essential importance 

Ministry of Higher Education Developing curriculum for water resources management, support human resources 
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development in the water sector 

Meteorological Dept. Data collection of precipitation and weather forecasts 

Academy of Science Advice and research for the water sector. 

 

196. As yet the institutional setting is not completed although some implementation and capacity 
development has been achieved under P-ARBP in the P-ARB and through other programs.  
 

197. Decisions on water resource planning options and water management issues are to be made by 
the basin (or sub-basin) community representatives meeting at a river basin (or sub-basin) council and 
are implemented by the RBA and Sub-basin agency (SBA). The RBA and SBA are provided with advice 
from the councils, on one hand, and the provincial departments of the ministries and municipalities on 
the other hand. Links between water resources planning and management and general development 
and infrastructure planning are provided by representation and advice from the Provincial 
Development/Management Committees. 
 

198. Currently, RBA and SBA have been created but RBC and SBC are not yet established. The lack 
of RBC and SBCs mean that the required links with Provincial Development/Management Committees 
do not yet exist. At the lower level, water user associations have been set up and trained through 
project support but Watershed Office (WSO) and Satellite Office (SO) do not yet exist.  
 

199. The River Basin Management Areas and the River Basin Management Organisations will be 
revised when needed for the purpose of better management of activities of the river basin. MEW may 
change name or water management area of the river basin or river sub-basin management 
organizations or completely disestablish them. 
 

200. There is some overlap and confusion in responsibilities for water issues, particularly for 
irrigation. MEW and MAIL seem to have agreed on demarcation based on major (primary and 
secondary) and minor (tertiary) canals, but further overlap is created by MRRD’s stated responsibility 
for small-scale irrigation. Unfortunately, it seems that discussions and agreements in preparing the Law 
were insufficient to reach a common understanding and agreement on some important issues in IWRM, 
such as the means to achieve cross-sectoral integration, clarity of roles and separation of resource 
management and resource development responsibilities, and management within watershed 
boundaries. 
 

1. Supreme Council for Land and Water 
 

201. The Supreme Council for Land and Water (SCLW) has been established to bring together 
the interests of the 8 ministries and 2 other national stakeholders in river basin planning and 
management. The SCLW is supported by a technical secretariat (TS-SCLW). The decisions of the 
SCLW are implemented through MEW which instructs river basin and sub-basin agencies. 
 
202. The SCLW is chaired by the First Vice President of the Islamic Republic of Afghanistan. 
Ordinary members are the senior national stakeholders in river basin planning and management: 
1) Minister of Energy and Water 2); Minister of Agriculture, Irrigation and Livestock; 3) Minister of 
Urban Development; 4) Minister of Rural Rehabilitation and Development; 5) Minister of Health; 6) 
Minister of Mines and Petroleum; 7) Minister of Economy; and 8) Mayor of Kabul. The roles of 
SCLW are: 
 

 To coordinate water related developments and activities of Government institutions. 
 Recommend the National Water Sector Development Plans and Strategies for approval 

by Cabinet. 
 Recommend any newly drafted legislation and regulations for approval 
 Monitor the implementation of the development plans by the individual member – 

ministries and agencies. 
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 Function as a dispute resolution body for disputes related to water between ministries 
and/or agencies. 

 Ensure proper compliance of the Water Law by the member ministries and agencies. 
 

203. The first meeting of SCLW following the formation of the Unity Government was on 12 
February 2015. The President’s special representative for reforms and good governance, Ahmad 
Zia Massoud, said following the meeting the Unity Government had the intention to resolve 
Afghanistan’s water crisis and effectively manage available water resources. The Deputy Water 
and Energy Minister Eng. Shujauddin Ziayee, representing as the Minister for Energy and Water, 
said currently only three percent of water was properly used in Afghanistan and 97 percent of 
Afghanistan’s water flowed unused to neighbouring countries. He called for “something big” in 
managing and utilizing water resources. 
 

2. River Basin Agency and Sub-Basin Agencies in the Panj-Amu Basin 
 

204. The River Basin Agencies (RBA) are decentralised entities responsible for implementing 
IWRM based plans and managing water allocations. The RBA and the SBA are composed in line 
with MEW and act in a technical advisory role to the RBC and SBCs. 
205. RBAs are being established and strengthened as leading professional and managerial 
organizations for water management within each of the five river basin areas. An RBA has three 
main objectives: 
 

 integrated planning of water resources 
 developing and protecting water resources  within their river basin management area 
 monitoring, assessing, coordinating and regulating of water resources. 

 

206. The RBA has the power to manage, monitor, conserve and protect the water resources in 
its river basin management area. The RBA is responsible to develop the river basin management 
strategy and to develop a water allocation plans and make the rules to allocate the water and to 
regulate the use of water within this area. According to the Water Law, the RBA’s power is to be 
executed with the participation of the water users living in the area and all other water institutions 
and the social and cultural institutions with responsibilities for the area. However, while in theory 
the RBAs have power in this regard, this has not been executed in practise to enforce decisions 
taken, such as equitable water sharing and water availability forecasting. Such processes would 
enhance agricultural production decisions taken by individuals. 
 
207. The core of the RBA is to be staff from the provincial water units of MEW in the river basin. 
 
208. The figure below presents the new organogram of MEW. The importance of the RBAs, here 
referred to as authorities, can be deduced from the grading of its managers (grade 1) which is the 
same as for general directorates. The RBAs’ prominent position in the organogram, directly 
reporting to the Deputy Minister of Water, also indicates the importance of basin planning and 
management. 
 
209. Details of the responsibilities of the positions shown in the organograms have not been 
provided. These responsibilities should be clearly defined and available for MEW, RBA and SBAs 
as part of commitment to openness with stakeholders. 
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Figure 7: Organisational Structure of MEW (2012) 

 

 
210. The river basin management structure in the Panj-Amu Basin consists of a River Basin 
Agency (RBA) in Kunduz, and a SBA in each sub-basin as follows: 
 

 Upper Kunduz Sub-Basin located in Bamyan 
 Lower Kunduz Sub-Basin located in Baghlan 
 Taloqan Sub-Basin located in Taloquan 
 Kokcha Sub-Basin located in Faizabad 
 Upper Panj Sub-Basin located in Ishkashim (construction to be concluded in January 

2016) 
 Lower Panj Sub-Basin located in Dasht e Qala 

 
211. The Sub-Basin Agency (SBA) is the equivalent of the RBA established at the sub-basin 
level. SBAs are to be established in all 31 sub-basins, six of which are in the P-ARB.11 The SBA is 
to provide technical advice to the SBC on water allocation, including ecosystem maintenance, and 
general advice on water resource policy, planning, and management of water use and wastewater 
discharge in the sub-basin. It is also to collect and maintain water resources data, provide 
administrative support services to the SBC and to promote and maintain the WUAs in the sub-
basin area. 
 
212. Core SBA staff are from the provincial and lower level water units of MEW in the sub-basin. 

                                                           

11
 Note that no sub-basin office is yet planned for Shortepa. The irrigation area here is minimal (although the potential 
new irrigation area is large – through pumping from the Panj-Amu River, or a new dam, both of which would be 
expensive) and no rehabilitation or other activities have been undertaken here by P-ARBP to date. 
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213. Prior to the creation of a River Basin Council, Article 8 (1) of River Basin Agencies 
Procedures says “Based on Article 13.2 of the Water Law the River Basin (and Sub-Basin) Agency 
at the initial stage is responsible for all river basin affairs until the establishment of the River Basin 
Council. In case of formation of the River Basin Councils, their tasks and responsibilities carried 
out by River Basin Agencies, will be transferred to RBCs”. This is confusing. It literally means that 
after the formation of RBCs, all tasks and responsibilities of RBAs will be taken over by RBCs. This 
is unlikely to be the correct interpretation. An interpretation which is more likely to be intended is 
that, once RBC are formed they will make decisions based on advice from river basin agencies 
and other sources, and instruct river basin agencies to implement these decisions. 
 

Map 1: Location of Panj-Amu RBAs and SBAs 

 

3. River Basin Council and Sub-Basin Councils 
 

214. River Basin and Sub-Basin Councils (RBC and SBC) are to be established for each river 
basin (and sub-basin): 
 

 To broaden stakeholder participation and coordination in water resources 
management; 

 To ensure effectiveness and sustainability in development and management of water  
resources; 

 To strengthen the linkages and information exchange between water resource users, 
the RBAs and MEW. 
 

215. Membership of RBCs and SBCs are to represent water users, social organizations, and 
other relevant stakeholders in the river basin in a voluntary, non-salaried capacity, although they 
may be paid meeting attendance fees. The non-salaried RBC/SBC members will be supplemented 
by representatives of relevant central and local departments of the line ministries. 
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216. Over time, and as capacity of RBC/SBCs develop, MEW will delegate some of its powers. 
 
217. The RBC/SBCs are to be responsible for: 
 

 Use of water resources 
 Water resource protection & development, including cooperation with NEPA on water 

quality management 
 Advising the RBA and subsidiary SBAs 
 Financial management of the Council and its subsidiary SBCs, and the RBA and its 

subsidiary SBAs 
 Water allocation between use classes, sub-basins and users 
 Establishing a system of water use licences 

 
218. The functions and powers of the RBC/SBCs, in accordance with national water policy and 
strategy and in consideration of the conditions and needs of the basin, are: 
 

 Develop a water resources management strategy for its river basin 
 Determine water allocations and water rights 
 Issue permits and, if needed, refuse new permit applications 
 Manage, evaluate and amend permits, and monitor their use, including establishing 

water use fees existing permits,  
 Solve disputes related to water distribution and use 
 Decide on rules and regulations under Water Law and enforce them 
 Supervise SBCs, review and revise their decisions as needed 
 Review, and revise as needed, decisions of urban councils and water services 

providers 
 Request analysis and decision support from the RBA 
 Supervise Water Law compliance on a daily basis 
 Enhance the economic sustainability of the RBA through income-generating initiatives 

 
219. Membership of the Panj-Amu RBC shall be a provincial development committee (PDC) 
representative for each of the 7 provinces in the river basin (probably the PDC member from 
Department of Agriculture Irrigation and Livestock), two representatives from each SBC, a 
representative of the religious council and a member nominated by the Ministry of Woman’s Affairs 
– total 23. Directors of the RBA and SBAs may attend but have no voting right. 
 

4. Sub-Basin Councils 
 

220. Sub-Basin Councils are to be composed of members elected by water users, social 
organizations, relevant government organs, and other stakeholders in the sub- basin. The core 
functions of a SBC are to: 
 

 Approve a water resources management strategy for its sub-basin 
 Determine water allocations and water rights 
 Monitor use of water rights in the relevant sub-basin 
 Implement permit management, as directed by the RBC 
 Resolve disputes related to water distribution 
 Make decisions, supervise and enforce rules and regulations in accordance with Water 

Law; 
 Request data information and decision support from the SBA 

 
221. Membership of the SBC is to be decided in a two-step process: first by appointing an 
interim council of 15-25 from representatives of community organizations directly or indirectly 
working in water management; then the interim SBC determines an equitable number and 



 

57 

 

distribution of seats on the SBC based on the types and location of water use in the sub-basin.12 
The SBC is also to have a seat for a representative of each Provincial Development Committee in 
the sub-basin,13 a seat for a women’s representative and a seat for a representative of natural 
resource use groups.14 
 
222. Provincial Development Committees from each province having some area in the sub-basin 
are also invited to provide advice to the SBC, which in term is required to keep the PDCs informed 
of its decisions. 
 
223. It is understood that the delay in establishing the RBC and SBCs relates to the lack of 
expected capacity and concern over delegating responsibility and power to agencies which may be 
influenced by local “strongmen”. The suggestion made here is that the Councils be established in 
the first instance with only advisory functions, and that decision making power be retained in MEW 
until capacity has been developed and effective functioning has been shown. 
 

5. Water User and Irrigation Associations 
 

224. A Water User Association (WUA) is an officially recognized organization established with 
the objective of enhancing the social, economic and vocational uses of water. The WUA is 
registered with MEW and provides a wide range of services and makes stronger connection 
between water users and the Government, and other important organizations, such as international 
NGOs and the United Nations. 
 
225. The function of a WUA is at the main canal level, planning and controlling the use, 
allocation and distribution of the water and protecting it from being misused or wasted. The WUA is 
also responsible for maintaining the canal infrastructure. The WUA can make local rules and 
impose fines and fees for water use. The WUA can elect an executive committee, and open and 
operate a bank account. The members of the WUA are all the water users of the different canals 
taking water from the main canal. These water users themselves members of different groups, 
including Irrigation Associations, village domestic water user committees and other groups with a 
direct interest in water use. 
 
226. An Irrigation Association (IA) is a group of water users from a secondary or lower level 
canal which is registered with MAIL. The IA directly oversees irrigated farm land, encourages the 
careful use of water to meet the requirements of different crops and operates and maintains the 
secondary and lower canals. It may also provide other agricultural services like bulk purchase of 
seed and fertilizer. 
 

6. Catchment Management Agencies 
 

227. Community-based committees and groups have been formed for a range of natural 
resource management functions in the Panj-Amu River basin (P-ARB). These functions include 
forestry, rangeland, water use and agriculture. Most of the groups and their activities are organized 
on the basis of administrative areas such as a village, as are the CDCs. Catchment management 
associations, however, need to assess the effect of their management of land use on water flows 
and so must consider the management of catchment areas. 
 
228. The management of catchment areas is largely an exercise in coordinating and modifying 
the land use management performed by other individuals and groups, and should not be 

                                                           

12
 MEW. Sep 2015. Principles and Guidelines for the Establishment and Functioning of River Basin Councils and Sub-
Basin Councils (draft). Article 23.5(d). 

13
 Ibid. Article 23.5(g). 

14
 Ibid. Article 23.5(h). 
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understood only as direct implementation of subproject activity such as strengthened forestry 
management, village water supply, livestock management and improved agriculture, although such 
activities could well be part of a catchment management plan. Catchment management is thus 
likely to require coordination of activities managed by groups organized on the basis of village 
areas since catchment areas are often larger than village areas and even when no larger will be 
geographically different. 
 
229. The earlier work on upper catchment management undertaken by P-ARBP made useful 
recommendations on institutional development: 
 

 “Catchment management associations could be formed that combine all Water User 
Groups, Water User Associations, Community Forest Associations, Community 
Rangeland Associations, and other community natural resource management groups in 
a catchment. 

 Catchment management associations need a constitution and by-laws, a committee (at 
least chairperson, cashier and secretary and about 5 other members) and probably 
membership fees. 

 Simple methods of selecting office holders of catchment management associations are 
needed and complex voting systems should be avoided. 

 Criteria for executive committee membership developed using participatory methods 
(e.g. 15 % women participation, level of education, willingness, good track record etc.) 
are advocated.”15  

                                                           

15
 PARBP. May 2011. Upper Catchment Conservation Report. Page 62. 
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Appendix 4: Trans-boundary Issues and 
Agreements 

A. Agreements on water sharing 

230. There is only one international treaty on water sharing between Afghanistan and its 
neighbouring countries. That agreement is between Afghanistan and Iran for sharing water in the 
Helmand River. Both parties to this treaty have agreed that the sharing arrangement is to be 
proportional to the natural flow of the Helmand River. There are no water sharing treaties with 
other neighbouring countries, including the Central Asian Republics concerning the Harirod-
Murgab and Panj-Amu River basins. This is notable because the P-ARB contains Afghanistan’s 
second largest water resource and hence there is an immediate need for Afghanistan to be 
integrated into the Central Asian Republic’s existing regional cooperation frameworks for water 
resources. Afghanistan’s contribution to the flow of the Amu Darya to the Aral Sea is estimated as 
0.62 billion m3/yr or 7.8% of the total.16 The Aral Sea and its adjacent region suffer severe 
environmental impacts because of reduced inflows resulting from water diversions from rivers 
within its basin. 

B. Amu Darya Basin and the Aral Sea 

231. The downstream countries, Turkmenistan and Uzbekistan, have by far the largest irrigated 
areas in the Amu Darya basin, and are the main consumers of the water. The irrigated crops of 
Uzbekistan and Turkmenistan include highly lucrative cotton, and it is this that drives the strong 
past, current and future demand for irrigation water. In the era of the Soviet Union, water sharing 
quotas among the republics were established with the support of central authority. The respective 
economies are still largely scaled to make use of the quotas as they stood in the Soviet era but 
new demands are arising.  
 
232. The major issue confronted by this endorheic basin is to meet the growing demand for 
water in the basin while accommodating adequate environmental flows to the Aral Sea to minimize 
the environmental disaster of the disappearing sea. The area of the Aral Sea, whose original area 
was 68,000 km2, has shrunk by about 95% and the eastern area of the Sea is now known as the 
Aralkum desert. The cause of loss of area is water use within the basin. 
 
233. Expansion of irrigated areas started in the 1960s under the Soviet policy of self-sufficiency 
in strategic agricultural crops. Planting these crops, such as cotton, resulted in the area irrigated 
doubling, to 3.8 million ha. In parallel with this expansion, extensive irrigation infrastructure was 
developed, and use of fertilizers and pesticides increased to obtain higher yields. This intensive 
agriculture increased soil salinization, water logging and land degradation. Much of the Irrigation 
water used was abstracted from the Amu Darya (the other source is the Sry Dayra) which in turn 
led to decreased water flow to the Aral Sea. The Aral Sea has been shrinking since these 
developments have taken place. 

 
 
                                                           

16
 Krutov, A., Rahimov, S. and Kamolidino, A. 2014. Republic of Tajikistan: Its Role in the Management of Water 

Resources in the Aral Sea Basin. In River basin management in the twenty-first century: understanding people and 
place. CRC Press, 2014 
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234. Maintaining flow to the Aral Sea and adjusting the agricultural economies to achieve higher 
flows to the Sea require close collaboration between the countries in the basin to improve water 
resource management. The mechanisms existing in Central Asian countries, and some initiatives 
commenced after the independence, are being used to address water sharing, water management 
and water/energy trade issues. However, although Afghanistan generates a quarter of the water of 
the river and plans increased water use from its northern rivers, it has not participated in these 
collaborations. 
 

1. Existing Agreements among Amu Dayra Basin Riparian 
Countries 

 

235. There is, as yet, no comprehensive agreement covering water resources planning and 
management issues within the Amu Dayra Basin, but there are a number of existing agreements 
and conventions which have been signed by some, but not all, of the riparian countries. 
 
236. Possibly, paramount among the agreements is that concerning water sharing. The existing 
agreement on water sharing for the Amu Dayra, affirmed by the Agreement of 1992 and Nukus 
Declaration of 1995, is shown in the table below. Afghanistan is not included in the agreements 
and hence has not been assigned a share of diversions from the Amu Darya. 
 

Table 18: Agreed Water Diversions from the Amu Darya River 
Country Share of water from Amu Darya 

Volume billion m3/yr Percentage 

Kazakhstan - 0 

Kyrgyzstan 0.04 0.6 

Tajikistan 0.95 15.4 

Turkmenistan 2.20 35.8 

Uzbekistan 2.96 48.2 

Total 6.15 100.0 

Source: Updated Concept for Integrated Use and Protection of Water Resources of the Amu Darya (1987). 

237. Protocols and Memoranda of Understanding on water resource matters, other than water 
sharing, were signed by Afghanistan with the Soviet Union in 1946, 1958, 1968 and 1978 on 
border and cooperation issues including flood warning, navigation, fishing, water quality and data 
exchange in relation to the Panj-Amu River and its tributaries. Each of these Protocols and 
Memoranda of Understanding continue in force notwithstanding the political changes since they 
were signed, but of  these, the only protocol on regional water governance is that of 1958 
concerning prevention of water pollution, exchange of information and data, adoption of a flood 
warning system and prevention of changes of course of frontier rivers. 
 

2. International Conventions on Water Resources 
 

238. International governance frameworks on water resources cannot replace national or 
regional agreements but they do support the development of trans-boundary water resources 
management where national or regional governance arrangements do not exist or are weak.  
 
239. There are two relevant conventions: the Convention of the Law of Non-Navigational Uses of 
International Watercourses (UN General Assembly, May 21 1997) and The Convention on the 
Protection and Use of Trans-Boundary Watercourses and International Lakes (UN General 
Assembly, March 1992). Uzbekistan is a signatory to both Conventions, Turkmenistan is a 
signatory to the 1992 Convention. Tajikistan and Afghanistan are signatories to neither. 
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240. The 1997 Convention covers the use, management, protection and development of 
international water courses. It recommends that watercourse states enter into agreements for 
equitable sharing of trans-boundary waters and to protect, preserve and manage the resources of 
international watercourses. The right to use the watercourse and the duty to cooperate in 
protecting and developing the watercourse define each state’s role. Physical, social and economic 
factors must be considered in deliberating and deciding on use of the watercourse and water 
resources. States must give timely notification of planned measures, share information and data on 
the watercourse status, and not cause significant harm. If harm is caused, consultation on 
mitigation measures and compensation options is required. Article 33 proposes means for 
settlement of disputes. 
 
241. The 1992 Convention obliges states to take appropriate measures to prevent control and 
mitigate trans-boundary impact using legal, administrative, economic, financial and technical 
means. States must also implement programs to monitor trans-boundary waters, cooperate in 
research and development, exchange information, support principles of responsibility and 
reliability, consult in good faith and resolve disputes through negotiations, establish 
communication, warning and alarm systems, and protect information related to national security. 
States should enter into bilateral and multilateral agreements to support the convention leading to 
the establishment of joint bodies. 
 
242. The difference between the two Conventions is a matter of detail and emphasis and both 
Conventions deal with the same subject matter and provide packages of norms. The Conventions 
reinforce and complement each other. Differences to note are the 1992 Convention recognises the 
public’s right to “information on the conditions of trans-boundary waters, measures taken or 
planned to be taken to prevent, control or reduce trans-boundary impact, and the effectiveness of 
those measures” while the 1997 Convention is silent on this issue; and the 1997 Convention 
contains a detailed and inclusive list of factors affecting the equitable and reasonable use of water 
resources, which the 1992 Convention disregards. 
 

3. Current protocols and agreements for the Panj-Amu Darya 
 

243. The following trans-boundary agreements on Afghan water resources have been noted. 
The list may not be complete and is focussed on the Panj-Amu Darya. 
 

 Agreement between the Government of Republic of Tajikistan and the Government of 
Islamic Republic of Afghanistan About Cooperation for Development and Management 
of Water Sources in the Panj and Amu Rivers signed in October 2010 by the MEW of 
Afghanistan and the Ministry of Foreign Affairs (MFA) of Tajikistan.17  

 Agreement on cooperation on water development and administration (hydrologic 
monitoring, bank protection, operational information for flood and drought management, 
research cooperation and consultation on irrigation of land near the Panj River/Amu 
Darya) between Afghanistan and Tajikistan (October 2010 – October 2015)18. 

 An outcome of the above Agreement is the formation of a joint Afghan/Tajik technical 
working group on hydrological monitoring (2013 - ). The first meeting was held in 
Dushanbe in March 2013 supported by the Organisation for Security and Coordination 
in Europe (OSCE) and the United National Economic Commission for Europe 
(UNECE). The Afghan part of the working group was represented by MEW. The second 
meeting was held in Dushanbe in October 2014. The third and fourth meetings were 

                                                           

17
 This document has not been sighted. It is mentioned in notes of a meeting between Ministry of Foreign Affairs, 
Tajikistan and consultants for ADB TA-6486 REG Improved Management of Water Resources in Central Asia during 
their mission from 13-21 August 2013, in Dushanbe, Tajikistan. (Draft Final Report, page 53). It may be the same 
agreement as that mentioned in the following bullet point. 

18
 We believe that Article 9 means this agreement is automatically renewed at the end of 5 years unless one of the 
parties notifies in writing a desire to terminate it. The English expression in this Article is poor. 



 

62 

 

held on 24th-25th November 2014. The main agenda of these meetings was to agree 
and discuss a practical framework for the exchange of hydrological data and other 
water and environmental information, and a joint monitoring program. The framework is 
intended to last from 2015-2017, with possible extension to 2020. 
 

4. Proposed Pyanj River Basin Commission 
 

244. The ADB PPTA 8647-TAJ: Water Resources Management in the Pyanj River Basin has 
proposed the establishment of a Pyanj River Basin Commission

19
, as a joint coordination body for water 

resources management and development in the basin, to be discussed and agreed at a joint 
Afghan/Tajik technical working group meeting. A roadmap to establish the Commission is proposed as 
follows: 
 

Figure 8: Roadmap to establish a Pyanj River Basin Commission 
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245. Technical assistance to support the development of the Commission is proposed through a 
separate ADB TA project financed through the Japan Fund for Poverty Reduction. This will include 
(i) consultancy costs for preparing a proposal and draft agreement for the Commission, including 
its institutional structure and implementation plan and regulations on administrative and technical 
operational procedures, (ii) costs for strengthening the Commission’s capacity to implement the 
agreement and (iii) costs for continuing technical working group meetings until the Commission is 

                                                           

19
 Under component 2 of output 1. 
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set-up (2 meetings per year from 2016-2020), including travel and per diem costs for Afghan 
working group members.  
 
246. While investments under the Project will have negligible impact on Tajikistan, with no 
infrastructure planned along the main Panj-Amu river, the Project is in a good position to assist in 
the process of setting up the Commission. It is proposed that under the Project activities are 
undertaken to assess whether additional members should be included in the working group from 
the Afghan side (such as from the Ministry of Foreign affairs), and to provide training to technical 
working group members on transboundary issues, in particular on agenda points that will come up 
in meetings, including providing assistance to working group to review and comment on the 
agreement. Such training could be undertaken by a short-term consultant, and undertaken twice 
per year for four years prior to the working group meetings taking place.  
 
247. It is recommended that the working group is encouraged to begin talks on actual proposed 
investments along the river, of which many have been provisionally planned for many years 
(mainly large hydropower projects). This will ensure that meetings are then centred on actual 
projects, rather than being caught up in theory.   
 
248. The Project could also provide assistance to the ongoing hydrological data collection and 
joint monitoring along the river through the purchase of a boat and trailer. While MEW has 
measuring devices, the lack of a boat (and trailer to move the boat) is currently preventing MEW 
from assessing flows in the river.   
 
249. Other proposed component 1 activities will also contribute to transboundary water 
management in an indirect manner as follows: 
 

 Improved water information storage and sharing protocols; 
 Increased number of rainfall and snow gauges to improve data collection; 
 Development of river basin management plans which could form the basis for 

transboundary dialogue on water resources management. The existing Panj-Amu 
investment plan should already provide a good starting point.    
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Appendix 5: Development Planning 

A. Merging Community-based Planning and Management 

250. A key aspect of the recommended approach, which is in line with the Water Law, is 
promoting community based irrigation and watershed planning and management supported by 
MEW and MAIL. This irrigation and watershed planning and management needs to be merged with 
the community based development planning promoted by MRRD under the National Solidarity 
Programme (NSP).  
 
251. Currently there are three different organizational structures, that of NSP community-based 
planning, the WUA and IA water and irrigation system management, and the watershed 
management organizations in the upper catchment areas, each meeting rather different needs. 
The NSP is arranged around the administrative units of village, district and province, with grouping 
as needed according to population clusters. The irrigation organizations, WUA and IA, and the 
watershed management organizations (catchment management associations - CMA, community 
forest associations - CFA, rangeland management associations - RMA) have been organized 
mainly around the physical entities in which the association members have an interest (irrigation 
schemes, watershed areas, forests, rangeland areas), although also taking into account 
community organization and access. It is recommended that effort be given to establishing better 
coordination among the lowest levels of these different organizational structures, possibly by giving 
membership in the relevant natural resource user association to a representative of each village-
level Community Development Council within the watershed or irrigation system area. Links should 
also be established at the WUA and Catchment Management Association level in the river basin 
organization as shown in the figure below to Provincial Development Committees. This will assist 
information on development needs and plans to be properly informed and included in the provincial 
budgeting process. 
 

Figure 9: Interaction of Community-based development planning and water resources 
management 
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B. Community Development Councils 

252. The NSP has created gender-balanced CDC at the village level (known as shura) through a 
secret-ballot, universal suffrage elections. Once constituted, CDCs have drafted community-
development plans and developed proposals for village-level development projects that, subject to 
basic criteria being met, have been funded by NSP through the disbursement of block grants. 
 
253. A CDC can be formed in a village where a minimum 25 families are settled, and 
communities with less than 25 families are encouraged to join with others to establish a CDC. The 
boundaries of a village in the framework of CDCs are determined by the concerned district. The 
NSP counts 24,000 “communities” for the purposes of establishing CDCs although the Central 
Statistics Office counts 40,020 rural villages. 
 
254. A CDC (shura) consists of minimum 10 and maximum 30 members depending on the 
population of the community who are elected for 3 year terms and are prevented from being 
elected for more than 2 terms. The CDC must compromise of equal numbers of men and women, 
who may meet separately but in any decision making process have equal rights. Members of 
national assembly and provincial council are not eligible for election to the CDC. The CDC may 
establish committees to assist its work. Community Development ‘agencies’ have also been 
established at district and provincial level, as discussed below. 
 
255. In addition to preparing community based development plans and managing their 
implementation including funding, CDCs: 
 

(i) Encourage establishment of successful community-level agricultural and industrial 
initiatives;  

(ii) Cooperate in the implementation of government and non-government programs; and 
(iii) Assist in the resolution of disputes between community members. 

 
256. “While elected councils can improve governance, overlapping mandates between new and 
existing institutions may result in increased rent-seeking”.20 “The NSP has achieved considerable 
success in bringing development to previously untouched areas. However, its inherent 
contradictions and weaknesses have left it vulnerable to politicisation and a source for extracting 
rents. The programme undermines local government by bypassing it. Fragmented and piecemeal 
development prevents achievement of the synergies that derive from coordinated district planning. 
Community Development Councils (CDCs) cannot be seen in isolation from the deeper village 
structures in which they are embedded.”21 Further, in relation to irrigation projects implemented by 
the CDCs, it has been found that “NSP-funded infrastructure projects in irrigation and 
transportation, however, appear to be less successful. Specifically, irrigation projects have no 
impact on the ability of land-holding villagers to access sufficient irrigation.”22 

                                                           

20
 Beath, A., Fotini, C., and Enikolopov, R. 2013. Do Elected Councils Improve Governance? Experimental Evidence on 
Local Institutions in Afghanistan Social Science Research Network 
http://papers.ssrn.com/sol3/papers.cfm?abstract_id=2202563 

21
 AREU, July 2011. Local Governance for Local Needs. Key Findings and Policy Options for Afghanistan 
http://www.areu.org.af/Uploads/EditionPdfs/1117-
Local%20Govenance%20for%20Local%20Needs%20PN%20July%202011.pdf 

22
 Beath, A., Fotini, C., and Enikolopov, R. 2015. The National Solidarity Programme: Assessing the Effects of 
Community-Driven Development in Afghanistan. International Peacekeeping Volume 22, Issue 4, 2015 Special Issue:   
Development Assistance for Peacebuilding p307 http://www.tandfonline.com/doi/pdf/10.1080/13533312.2015.1059287  
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C. District Level Development Planning 

257. District level government has not been developed in comparison to village and provincial level 
government. There are 398 rural districts in the 34 provinces of Afghanistan. Planning functions have 
been developed at the district level under several donor projects. “There is a lack of clear policy on 
what district-level representation should look like and which authorities are responsible for it. 
Subsequently, there is a tension between the Independent Directorate of Local Governance and the 
Ministry of Rural Rehabilitation and Development (MRRD), with each running parallel district-level 
representative bodies: District Community Councils (DCCs) and District Development Assemblies 
(DDAs), respectively. This failure to determine effective representative mechanisms at the district level 
is damaging all concerned. The situation is being further exacerbated by a mixture of uncoordinated 
and competing donor funding.”

23
 District governors vary in their interaction with CDCs from “close 

functional cooperation to having no interaction”.
24

 
 

D. Provincial Level Development Planning 
 

258. “During 2005-06, Provincial Councils (shura-e wolayati) were elected and seated, Provincial 
Development Committees (PDCs) were established, public administrative reform efforts 
expanded.”25 “[Provincial councils] advise and oversee the development projects with the purpose 
of boosting the quality and quantity of governmental services.”26 “The Provincial Governors shall 
prepare a provincial development plan together with the Provincial Councils and submit it after 
verifying with the Provincial Council. The Provincial Governors shall provide … for all activities of 
the Provincial Councils including oversight of the implementation of law, balanced development, 
reform and other important sections.”27 “PDCs are not constitutionally mandated but were 
established to bring order to the disparate coordination and rudimentary planning activities 
springing up around the country by 2005, and to create a structure for provincial input into national 
planning processes.”28 However, “Provincial Development Plans …have largely been ignored by 
central planners in Kabul”29 and research completed in early 2011 covering 49 districts in 
Samangan, Jawzjan, Sar-i-Pul, Laghman, Wardak, Day Kundi Helmand Provinces, reported: 
“Development planning and budgeting at the provincial level is dysfunctional. … The planning 
functions of Provincial Development Committees are largely being ignored or underused.”30 
 

 

                                                           

23
 AREU. Jul 2011. Local Governance for Local Needs: Key Findings and Policy Options for Afghanistan. 

24
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 

25
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 

26
 Afghan Government. 2007. Provincial Council Law. Article 8: Para. 13. 

27
 Afghan Government. 2007. Presidential Decree, Number 862. 

28
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 

29
 AREU. June 2011. District Councils: The Missing Middle of Local Governance. page 3. 

30
 AREU. Jul 2011. Local Governance for Local Needs: Key Findings and Policy Options for Afghanistan. 
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Appendix 6: Recommendations for New 
Institutional Framework for IWRM 
Involving MRRD Entities (PDCs, DDAs 
and CDCs) 

A. Introduction 

259. The aim of this Appendix is to present a proposal for linkage between community based 
planning, as promoted by the Ministry of Rural Rehabilitation and Development (MRRD) in the 
National Solidarity Programme (NSP), and water management as set out in the Water Law, 2009. 
The Appendix also makes recommendations on initial establishment of the River Basin Council 
and Sub-Basin Councils. 
 
260. Community based planning is essential to achieve sustainable development and stability in 
rural areas of Afghanistan. But sustainable development must be based on a sound knowledge of 
resource availability, and specifically, given the harsh and arid climate in Afghanistan, availability of 
water resources and ecological restoration of forest and rangeland resources necessary to 
maintain water resources. 
 
261. The Water Law sets out processes to conserve, equitably distribute, and secure the rights 
of the water users to encourage efficient and sustainable use water resources to strengthen the 
national economy. It is therefore essential to have clear and comprehensive arrangements to link 
water resource planning, sharing and management with community-based development planning. 
 

B. Community-based development planning 
 

1. Community Development Councils 
 

262. The NSP has created gender-balanced Community Development Councils (CDC) at the 
village level (known as shura) through secret-ballot, universal suffrage elections. Once constituted, 
CDCs have drafted community-development plans and developed proposals for village-level 
development projects that, subject to basic criteria being met, have been funded by NSP through 
the disbursement of block grants. 
 
263. A CDC can be formed in a village where a minimum 25 families are settled. Communities 
with less than 25 families are encouraged to join with others to establish a CDC. The boundaries of 
a village, which provide the framework of CDC work, are determined by the concerned district. The 
NSP counts 24,000 “communities” for the purposes of establishing CDCs although the Central 
Statistics Office counts 40,020 rural villages. The exact number of ‘administrative’ villages has not 
yet been fixed. 
 
264. A CDC Shura consists of minimum 10 and maximum 30 members depending on the 
population of the community. The Shura are elected for 3 year terms and members are prevented 
from being elected for more than 2 terms. The Shura must compromise of equal numbers of men 
and women, who may meet separately but in any decision making process have equal rights. 
Members of national assembly and provincial council are not eligible for election to the CDC Shura. 



 

68 

 

The Shura may establish committees to assist its work. Community Development ‘agencies’ have 
also been established at district and provincial level, as discussed below. 
 
265. In addition to preparing community based development plans and managing their 
implementation including funding, CDCs: 
 

 Encourage establishment of successful community-level agricultural and industrial 
initiatives,  

 Cooperate in the implementation of government and non-government programs, and 
 Assist in the resolution of disputes between community members. 

 

2. District level development planning 
 

266. District level government has not been developed by comparison with village and provincial 
level government. There are 398 rural districts in the 34 provinces of Afghanistan. Planning 
functions have been developed at the district level under several donor projects. “There is a lack of 
clear policy on what district-level representation should look like and which authorities are 
responsible for it. Subsequently, there is a tension between Independent Directorate of Local 
Governance and the Ministry of Rural Rehabilitation and Development (MRRD), with each running 
parallel district-level representative bodies: District Community Councils (DCCs) and District 
Development Assemblies (DDAs), respectively. This failure to determine effective representative 
mechanisms at the district level is damaging all concerned. The situation is being further 
exacerbated by a mixture of uncoordinated and competing donor funding.”31 District governors vary 
in their interaction with CDCs from “close functional cooperation to having no interaction”.32 
 
267. This Appendix assumes that DDAs are the selected agency to further community based 
development planning at the district level and that the DDAs will be supported by District 
Governors in recommending coordinated, community-based development plans to higher 
authorities for funding consideration. 
 

3. Provincial level development planning 
 

268. “During 2005-06, Provincial Councils (Shura-e wolayati) were elected and seated, 
Provincial Development Committees (PDCs) were established, and public administrative reform 
efforts expanded.”33 “[Provincial councils] advise and oversee the development projects with the 
purpose of boosting the quality and quantity of governmental services.”34 “The Provincial 
Governors shall prepare a provincial development plan together with the Provincial Councils and 
submit it after verifying with the Provincial Council. The Provincial Governors shall provide … for all 
activities of the Provincial Councils including oversight of the implementation of law, balanced 
development, reform and other important sections.”35 “PDCs are not constitutionally mandated but 
were established to bring order to the disparate coordination and rudimentary planning activities 
springing up around the country by 2005, and to create a structure for provincial input into national 
planning processes.”36 
 
269. This Appendix assumes that the PDCs continue to be strengthened and the effectiveness 
of their planning is improved through inputs from the DDAs within the province. It further assumes 

                                                           

31
 AREU. Jul 2011. Local Governance for Local Needs: Key Findings and Policy Options for Afghanistan. 

32
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 

33
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 

34
 Afghan Government. 2007. Provincial Council Law. Article 8: Para. 13. 

35
 Afghan Government. 2007. Presidential Decree, Number 862. 

36
 AREU. Feb 2008. The Changing Face of Local Governance: Community Development Councils in Afghanistan. 
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that the provincial development plans prepared by the PDCs are effectively considered in the 
annual national budgeting process. 
 

C. Water resources planning and management 
 

270. Water resources planning and management is undertaken on the basis of river basins 
rather than on the basis of administrative areas. This is necessary because upstream activities in a 
river basin affect the resources that are available for use in the downstream areas. The Water Law 
requires integrated water resources management and development in order to sustain water 
supplies, conserve water resources and protect the environment. It vests power in the government 
to manage water resources on the behalf of the people of Afghanistan. The Law specifies that river 
basin management is implemented under the decision making powers of River Basin Councils, 
with advice and implementation provided by an executive agency – the River Basin Agency. Water 
resources planning and management at the river basin level by the River Basin Agency is 
supported by agencies at the sub-basin and irrigation scheme levels. The institutional 
arrangement, which has been developed and agreed by MEW is shown in the figure below. 
 

Figure 10: Institutional arrangements for river basin planning and management 

 

 
1. The River Basin Agency 

 

271. River Basin Agencies (RBA) are being established and strengthened as leading professional 
and managerial organizations for water management within each of the five river basin areas. An RBA 
has three main objectives: 
 

 integrated planning of water resources 
 developing and protecting water resources within their river basin management area 
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 monitoring, assessing, coordinating and regulating of water resources. 
 

272. The RBA is to have the power to manage, monitor, conserve and protect the water 
resources in its river basin management area. The RBA is responsible to develop the river basin 
management strategy and to develop a water allocation plan and make the rules to allocate the 
water and to regulate the use of water within this area. According to the Water Law, the RBA’s 
power is to be executed with the participation of the water users living in the area and all other 
water institutions and the social and cultural institutions with responsibilities for the area37. 
 

273. The core of the RBA is to be staff from the provincial water units of MEW in the river basin. 
 

2. The Sub-Basin Agency 
 

274. The Sub-Basin Agency (SBA) is the equivalent of the RBA established at the sub-basin 
level. SBAs are to be established in all 31 sub-basins, six (later 7) of which are in the P-ARB. The 
SBA is to provide technical advice to the Sub-Basin Council (SBC) on water allocation, including 
ecosystem maintenance, and general advice on water resource policy, planning, and management 
of water use and wastewater discharge in the sub-basin. It is also to collect and maintain water 
resources data and provide administrative support services to its Sub-Basin Council. 
 
275. The core of the SBA is to be staff from the provincial and lower level water units of MEW in 
the sub-basin. 
 
276. Prior to the creation of a River Basin Council, Article 8 (1) of River Basin Agencies 
Procedures says “Based on Article 13.2 of the Water Law the River Basin (and Sub-Basin) Agency 
at the initial stage is responsible for all river basin affairs until the establishment of the River Basin 
Council.”38 Thus it is intended is that once RBC are formed they will make decisions based on 
advice from river basin agencies, and instruct river basin agencies to implement these decisions. 
 

3. Catchment Management Agencies  
 

277. Community-based committees and groups have been formed for a range of natural 
resource management functions in the Panj-Amu River basin (P-ARB). These functions include 
forestry, rangeland, water use and agriculture. Most of the groups and their activities are organized 
on the basis of administrate areas such as a village, as are CDCs. Catchment management 
associations need to assess the effect of their management on water flows and so must consider 
the management of catchment areas. This may require coordination between activities arranged 
on the basis of village areas. 
 
278. The earlier work on upper catchment management undertaken by P-ARB programme made 
recommendations on institutional development: 
 

 “Catchment management associations could be formed that combine all Water User 
Groups, Water User Associations, Community Forest Associations, Community 
Rangeland Associations, and other community natural resource management groups in 
a catchment. 

 Catchment management associations need a constitution and by-laws, a committee (at 
least chairperson, cashier and secretary and about 5 other members) and probably 
membership fees. 

                                                           

37
 MEW. April 2011. Procedure on Establishment and Activities of River Basin Agencies. Kabul (Procedures for River 
Basin Agencies as approved.doc). 

38
 Ibid. 
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 Simple methods of selecting office holders of catchment management associations are 
needed and complex voting systems should be avoided. 

 Criteria for executive committee membership developed using participatory methods 
(e.g. 15 % women participation, level of education, willingness, good track record etc.) 
are advocated.”39  
 

4. Water User and Irrigation Associations 
 

279. A Water User Association (WUA) is an officially recognized organization established with the 
objective of enhancing the social, economic and vocational uses of water. The WUA is registered with 
MEW and provides a wide range of services and makes a stronger connection between water users 
and the Government, and other important organizations, such as international NGOs. 
 

280. The function of a WUA is at the main canal level: planning and controlling the use, allocation 
and distribution of the water and protecting it from being misused or wasted. The WUA is also 
responsible for maintaining the canal infrastructure. The WUA can make local rules and impose fines 
and fees for water use. The WUA can elect an executive committee, and open and operate a bank 
account. 
 

281. The members of the WUA are the water users of the different canals taking water from the main 
canal. These water users themselves are members of different groups, including Irrigation Associations, 
village domestic water user committees and other groups with a direct interest in water use. 
 

282. An Irrigation Association (IA) is a group of water users from a secondary or lower level canal 
which is registered with MAIL. The IA directly oversees irrigated farm land, encourages the careful use 
of water to meet the requirements of different crops and operates and maintains the secondary and 
lower canals. It may also provide other agricultural services like bulk purchase of seed and fertilizer. 
Elected representative members of the IAs should be members of their respective WUA. 
 

5. River Basin Councils 
 

283. River Basin and Sub-Basin Councils (RBC and SBC) are to be established for each river 
basin (and sub-basin): 
 

 To broaden stakeholder participation and coordination in water resources management; 
 To ensure effectiveness and sustainability in development and management of water  

resources; 
 To strengthen the linkages and information exchange between water resource users, 

the RBAs and MEW. 
 

284. Membership of RBCs and SBCs are to represent water users, social organizations, and 
other relevant stakeholders in the river basin in a voluntary, non-salaried capacity, although they 
may be paid meeting attendance fees. These non-salaried RBC/SBC members will be 
supplemented by representatives of relevant central and local departments of the line ministries. 
 
285. Over time, and as capacity of RBC/SBCs develop, MEW will delegate some of its powers to 
these councils. 
 
286. The RBC/SBCs are to be responsible for: 

 
 Use of water resources 
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 PARBP. May 2011. Upper Catchment Conservation Report. Page 62. 
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 Water resource protection & development, including cooperation with NEPA on water 
quality management 

 Advising the RBA and subsidiary SBAs 
 Financial oversight of the RBA and its subsidiary SBAs 
 Water allocation between use classes, sub-basins and users 
 Establishing a system of water use licenses 

 
287. The functions and powers of the RBC/SBCs, in accordance with national water policy and 
strategy and in consideration of  the conditions and needs of the basin, are: 
 

 Develop a water resources management strategy for its river basin 
 Determine water allocations and water rights 
 Issue permits and, if needed, refuse new permit applications 
 Manage, evaluate and amend permits, and monitor their use, including establishing 

water use fees existing permits,  
 Solve disputes related to water distribution and use 
 Decide on rules and regulations under Water Law and enforce them 
 Supervise SBCs, review and revise their decisions as needed 
 Review, and revise as needed, decisions of urban councils and water services 

providers 
 Request analysis and decision support from the RBA.  
 Supervise Water Law compliance on a daily basis 
 Enhance the economic sustainability of the RBA through income-generating initiatives 

 
288. Membership of the Panj-Amu RBC shall include a provincial development committee (PDC) 
representative for each of the 5 provinces in the river basin (probably the PDC member from 
Department of Agriculture Irrigation and Livestock), two representatives from each SBC, a 
representative of the religious council and a member nominated by the Ministry of Woman’s Affairs 
– total 19. Directors of the RBA and SBAs may attend but have no voting right. 
 

6. Sub-Basin Councils 
 

289. Sub-Basin Councils are to be composed of members elected by water users, social 
organizations, relevant government organs, and other stakeholders in the sub-basin. The core 
functions of a SBC are to: 
 

 Approve a water resources management strategy for its sub-basin 
 Determine water allocations and water rights 
 Monitor use of water rights in the relevant sub-basin 
 Implement permit management, as directed by the RBC 
 Resolve disputes related to water distribution 
 Make decisions, supervise and enforce rules and regulations in accordance with Water 

Law; 
 Request data information and decision support from the SBA 

 
290. Membership of the SBC is to be decided in a two step process: first by appointing an 
interim council of 15-25 from representatives of community organizations directly or indirectly 
working in water management; then the interim SBC determines an equitable number and 
distribution of seats on the SBC based on the types and location of water use in the sub-basin.40 
The SBC is also to have a seat for a representative of each Provincial Development Committee in 

                                                           

40
 MEW. Sep 2015. Principles and Guidelines for the Establishment and Functioning of River Basin Councils and Sub-
Basin Councils (draft). Article 23.5(d). 
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the sub-basin,41 a seat for a women’s representative and a seat for a representative of natural 
resource use groups.42 
 
291. Provincial Development Committees from each province having some area in the sub-basin 
are also invited to provide advice to the SBC. The SBC is, in turn, required to keep the PDCs 
informed of its decisions. 
 

D. Comments on WUAs and CDCs 
 

1. Comments on CDCs 
 

292. CDCs are responsible for village level planning and development projects which are funded 
by the NSP.  
 
293. Numbers of CDCs established in the P-ARBP area is not known but nationally in the 
country’s 34 provinces, the National Solidarity Programme counts 24,000 “communities” for the 
purposes of establishing CDCs. This is an average of 706 CDCs per province. If that average was 
maintained for the 5 provinces of the P-ARB, around 3,530 CDCs could expected in the P-ARBP 
area. 
 
294. CDCs may establish committees to assist in its work. CDC water committees could be 
established and members of these water committees could become members of IAs or WUAs. 
Even without ‘water committees’, CDCs could request information or advice from WUAs, attend 
meetings or request a CDC representative become a WUA member. 
 
295. CDCs could also be responsible for oversight and M&E of WUAs and IAs. We understand 
that this is the current proposal from the government.  
 
296. CDC sub-accounts (which apparently is possible through Azizi bank) could also be set-up 
as a conduit for the flow of funds to WUAs, IAs and catchment management associations for 
community-based works. The signatories of the sub-account could be a representative from the 
CDC (preferably the treasurer) and a representative from the WUA/IA/CMA (preferably the 
treasurer). However, pursuing such an approach should be taken with caution as it may not work 
effectively or efficiently, and options to contract through the private sector be kept on board. As an 
alternative to contracting through CDCs, contracting through other community-based organizations 
such as WUAs and IAs themselves is an option, as has been pursued under the P-ARBP 
interventions (2015-2016).  
 
297. CDCs at the village and district (DDA) level could be members of the future Sub River 
Basin Councils although the current draft suggests a limit to the number of seats on the Council 
which would significantly restrict representation unless it were by means of election of a CDC 
member through the PDC or WUA membership.  
 

2. Comments on WUAs 
 

298. WUAs are responsible for water management, particularly irrigation canal operation and 
maintenance in irrigation schemes, which in many cases have large command areas. These 
command areas can cover, or partly include, various village level CDC areas. From the 91 WUAs 
already established in the P-ARBP area, the average main canal length is 14 km long; the average 

                                                           

41
 Ibid. Article 23.5(g). 

42
 Ibid. Article 23.5(h). 
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command area per WUA is 1,859 ha. Almost 18% of the P-ARB population are members of newly 
established WUAs. 
 
299. When the WUA policy is fully implemented, it is estimated there will be 225 WUA within the 
P-ARBP area. This compares with an estimated 3,530 CDCs in the same area. 
 
300. The WUAs will soon self-finance operation and maintenance (O&M) in their scheme area 
through the implementation of an irrigation service fee (ISF) which will be charged to their 
members. Therefore, there is no need to use CDC funds for O&M. 
 
301. The draft “Procedures for WUA” currently requires all members of a WUA General 
Assembly to be water users (Article 6.4(a)). This could be amended to permit membership from 
interested members of the rural community of the command area, since the duties of the WUA 
include “To provide training and other support services to water users and members of rural 
communities residing in the area under WUA responsibility”. 
 
302. It could be possible that WUAs/IAs might request funding from the CDCs for small in-canal 
infrastructures to further develop irrigation within the command areas. 
 

3. Comments on Catchment Management Associations 
 

303. Catchment Management Associations (CMAs) are responsible for planning and 
implementing sustainable rural land management throughout the river basin area in order to 
promote the maintenance of important catchment characteristics and hence quality and quantity of 
streamflow to lower areas. CMAs also cover large extended areas that can contain various CDCs 
areas. As with the WUAs, the CDCs members could be members of the CMAs. 
 
304. So far, Natural Resource Management (NRM) Committees have focused on NSP village 
areas. Usually NRM committees’ membership overlaps with CDC membership. CDC areas may 
often not be the best NRM units since these are defined by natural features and traditional land 
management systems. 
 
305. However Concern has stated that in villages where NRMCs and WUAs are working closely 
with CDCs and village shuras, there is a greater participation of communities, and particularly 
where NRM committees are combined with WUAs. This is a model that could be usefully copied. 

 
 

E. Comments on the RBA/SBAs and RBC/SBCs 

306. The powers to be given to River Basin Councils (RBC) over water management are 
significant. The level of control which could be exercised by the national government over these 
Councils is limited as the majority of members are locally elected. The RBC is to be set up to take 
decisions and to direct the River Basin Agency (RBA) in its water management actions, which are 
required to align with the Water Law and national water policy. The Government, through MEW, 
gives advice to the RBA, but in current proposals is not able to direct the RBA or over-rule RBC 
decisions. 
 
307. The Supreme Council of Land and Water (SCLW), which is intended to determine and 
direct the implementation of national high level policies for development and use of land and water, 
is structured so that it must work through the member ministries, including MEW. MEW’s lack of 
any directive powers over river basin management calls into question the power of SCLW. Should 
the SCLW consider an RBC has not followed national water policy, the current recourse may have 
to be through the courts. 
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308. The membership of the RBC is from the river basin and mainly from water users. Decisions 
on water sharing must consider obligations to downstream transboundary river systems and to the 
riverine environment. By international conventions, obligations arising from international 
agreements take precedence over national obligations, and the principles of IWRM give the 
highest water use priority to direct human consumption and to environmental requirements. 
Allocating water to these international and environmental demands will reduce water available to 
water users in the river basin. RBC members may not consider that reducing water available for 
use in their river basin is in their interest. 
 
309. Water and natural resource user members of RBC and SBCs are not salaried. Other RBC 
and SBC members, representing government agencies, are salaried. Thus there may be perceived 
inequality. All members attending RBC and SBC meetings and contributing to the decision making 
process will expect some financial compensation. All members are proposed to receive meeting 
attendance fees. The costs incurred require a source of finance, and this has not yet been 
identified for the post project period, although draft proposals suggest the main fund sources will 
be government, membership fees and cross-financing from other RBCs. These proposals 
recommend establishing a reserve fund from which the RBC’s normal running costs of transport, 
per diems and accommodation for members and costs of purchase of equipment and defraying 
emergency expenses should be met. 
 

1. Comments on River Basin and Sub-basin Councils 
 

310. The main purpose of RBCs and SBCs is to equitably share water resources. This 
responsibility requires both long and short-term planning and operational oversight of water 
resource management decisions and the implementation of these decisions. 
 
311. The currently proposed arrangements for SBCs limit membership to groups that are directly 
involved in water resources management for practical reasons of organizational efficiency. The 
arrangements also provide for other groups, specifically District Development Assemblies (DDAs) 
and provincial government agencies, to provide advice to the SBCs. The tasks of the DDAs and 
the CDCs are different to the SBA and SBC, since they focus on development opportunities in a 
range of areas. SBA and SBC focus on management of water by existing developments. Of course 
the two groups need to interact. This interaction is represented in the figure below. 

 
Figure 11: Interaction of Community-based development planning and water resources 
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312. Development Committees at the provincial level (PDC) are proposed to be members of the 
River Basin Council when in future these are set up. (This is specified in the draft Principles and 
Guidelines for the Establishment and Functioning of River Basin Councils and Sub-Basin Councils, 
September 2012 Article 7(1)). 
 

Figure 12: Membership of River Basin Council 
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313. A representative of all the CMA/NRUGs in a sub-basin is also to be a member of the Sub 
Basin Council. As in the case of RBCs, representation of CMAs on SBCs is limited by practical 
considerations of the number of seats on the Council. Under the currently proposed rules, 
CDCs/DDAs in upper catchment areas could also be members of the Sub Basin Councils if they 
were selected to represent the CMA/NRUGs or the upper catchment WUAs on the SBC. 
 

F. Relationships between MEW, MAIL and MRRD. 
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G. Similarities and Differences between WUAs and CDCs 
 

Table 19; Comparison of WUA and CDCs 
 Water User Associations 

(WUAs) 

Community Development 

Councils (CDCs) 

Remarks 

Similarities Construct and manage in-canal 

infrastructures 

Propose and finance small in-

canal infrastructures 

 

Undertake on-farm water 

management 

Undertake on-farm water 

management 

WUA benefit from links to 

expertise from Provincial 

DAIL and projects  

Members of a WUA can be 

members of a SB Council 

Irrigation farmers in a CDC 

developed system can be 

members of a SB Council 

 

Cooperate in the implementation 

of government and non –

government programs. 

Cooperate in the implementation 

of government and non –

government programs. 

 

Differences Jurisdiction over a (usually large) 

command area 

Jurisdiction only at village level WUAs have large 

command areas which 

can cover various village 

level CDCs. From the 91 

WUAs already 

established in the P-ARB 

area, the average main 

canal length is 14 km 

long; the average 

command area per WUA 

is 1,859 ha 

Links of WUA to an SBA 

give greater assurance to 

water supplies 

Manage water distribution and 

canal maintenance 

Village level planning and 

development 

 

Self financing through irrigation 

service fees (ISF) 

Obtain funds from NSP  

Water use for irrigation and other 

purposes. throughout the scheme 

area 

Water used at village level (small 

scale irrigation and domestic 

purposes) 

Further, in relation to 

irrigation projects 

implemented by the 

CDCs, it has been found 

that “NSP-funded 

infrastructure projects in 

irrigation and 

transportation, however, 

appear to be less 

successful. Specifically, 

irrigation projects have 

no impact on the ability of 

land-holding villagers to 

access sufficient 

irrigation.”
 43

 

Conflict management within the 

command area 

Conflict management at village 

level 

 

                                                           

43
 Beath, A., Fotini, C., and Enikolopov, R. 2015. The National Solidarity Programme: Assessing the Effects of 
Community-Driven Development in Afghanistan. International Peacekeeping Volume 22, Issue 4, 2015 Special Issue:   
Development Assistance for Peace building p307 
http://www.tandfonline.com/doi/pdf/10.1080/13533312.2015.1059287  
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Officially registered with MEW Officially registered with 

MRRD/NSP 

 

 

H. Proposal to strengthen River Basin Management 
Institutions 

 

314. River Basin Councils are yet to be established and the potential members of RBCs and 
SBCs need to develop capacity to fulfil their responsibilities in these agencies. At present, as 
prescribed by the Water Law, MEW carries out the responsibilities of RBCs. The Water Law 
appears to assume that once members are appointed to RBCs and SBCs they will be able to take 
on the full extent of their duties, replacing the decision services which are being supplied by MEW. 
It is suggested that a step-wise approach should be adopted to make this transition, and further, 
that a decision could be taken after some 2 or 3 years of experience whether the currently 
proposed arrangements and structures for river basin management decision making are 
appropriate for Afghanistan or require modification. 
 
315. The arrangements proposed for the interim phase, which take into account the need for 
coordination with community-based development planning, are shown in the figure below. Figure 
13. The roles, functions, responsibilities and processes which are set out in the Water Law and its 
draft procedures would apply to this suggested arrangement, except that the RBC and SBCs would 
be limited to an advisory role with all decisions on water management being forwarded by the RBA 
to MEW for confirmation. 
 

Figure 13: Proposed Institutional Arrangements for River Basin Management 
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Appendix 7: Assessment of River Basin 
Organization Performance 

316. To identify the capacity building needs of the Panj-Amu River Basin Organization (RBO), 
the Network of Asian River Basin Organizations (NARBO) assessment process was used, 
although in a ‘lite’ manner, since there was no opportunity to fully consult and hold workshops to 
discuss the analysis and assessment. 
 
317. The assessment was made of the current performance of the Panj-Amu river basin 
organization, consisting of all current agencies responsible for water resources planning and 
management in the P-ARB. The assessment was made on the basis of available reports and 
discussions with consultants involved in implementing the Panj-Amu River Basin Management 
Project using the NARBO (Network of Asian River Basin Organizations) process. 
 
318. The NARBO assessment process gives a performance ranking in 14 different areas that 
are placed in 5 groups: mission, stakeholders, learning and growth, internal business processes, 
and finance. Scores between 0 and 4 are to be assigned. 
 
319. The normal NARBO process is to hold a series of workshops with staff, members of the 
different agencies in the RBO and stakeholders to explain the assessment process and develop a 
consensus on the performance rankings. The assessment of the river basin management in P-
ARB shown below was made and presented at the stakeholder workshop on 2 December 2015. 
Those present at the workshop raised only one objection, being that river basin planning had been 
commenced for P-ARB and hence the ranking should not be zero. The PPTA team decided, 
however, not to change the ranking as planning undertaken to date has not been used in any 
development decision making process.  
 
320. The benchmark scores reported here are given for the P-ARB Organization which is taken 
to consist of all water related organizations in the river basin. 
 
321. The average assessment over all the criteria given is 0.7 out of maximum rating of 4. The 
assessment is summarized in the table and figure below, with further detailed results of the 
assessment is in the tables in Annex 1 at the end of this appendix. 
 

Table 20: NARBO Benchmarking for the Panj-Amu River Basin Organization 

Critical performance 

area 
Objective Criteria 

P-ARB RBO 

Score 

Suggested 

target 

Mission IWRM 
1 RBO Status 1.0 2.0 

2 RBO Governance 0.75 2.5 

Stakeholders 

Customer 

satisfaction 

3 Customer involvement 1.5 3.0 

4 Customer feedback 1.0 1.5 

Environmental 

conditions. 
5 

Environmental Audits 0.5 2.0 

Livelihoods 6 Basin Livelihood 1.1 1.5 

Learning and Growth 
Human resources 7 

Human Resources Development 1.0 2.0 

Infrastructure 8 Technical Development 1.0 2.0 
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Systems 

development 
9 

Organizational Development 0.0 1.5 

Internal Business 

Processes 

Planning 10 Planning maturity 0.5 1.5 

Resource 

management 
11 

Water Allocation 1.0 1.5 

Information 

management 
12 

Data sharing 0.5 1.5 

Finance 

Financial 

independence 
13 

Cost recovery 0.0 0.5 

Financial 

performance 
14 

Financial efficiency 0.5 1.0 

 
 

Figure 14: Benchmark and target scores for P-ARB Organization 

 
322. An aspirational target has been given for each indicator to guide the recommendations for 
capacity building in management of the P-ARB. A task recommended for implementation by an up-
coming ADB regional technical assistance project (R-CDTA - Strengthening IWRM in Mountainous 
River Basins), which is believed will be tasked with supporting river basin organisations in the Panj-
Amu basin, is to reapply the NARBO benchmarking process and reassess performance in river 
basin management in P-ARB. The assessment could then be used as performance benchmark for 
monitoring implementation of the proposed Project.   
 
323. The NARBO assessment of river basin organization performance was used as a basis to 
identify weaknesses and thus to propose strengthening activities. As described above the 
assessment was divided into 14 categories. Recommended strengthening activities against each 
category are shown in the table below.  
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2. RBO Governance
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Table 21: Required strengthening needs for river basin management and planning 
NARBO 

assessment 

area 

Current 

scoring 

assessment 

Suggested target 

scoring 

Proposed activity area 

RBO Mission    

RBO Status 1.0 2.0 Activity 3: Strengthening coordination between (S)RBA, DAIL and DRRD in river basin planning and 

management 

 

Monthly meetings between RBA and provincial DAIL, DRRD to plan and monitor implementation of P-

ARBP activity, specifically IA establishment and strengthening, watershed management planning and 

irrigated and dryland agricultural extension activity in subproject areas. Supplementary monthly interagency 

meetings at sub-basin level also. 

 

Costs: Meetings, travel costs, per diems. 

 

Organised by RBA/SBAs. 

Governance 

support for the 

RBO 

0.75 2.5 Activity 2: Strengthened central-level inter-agency coordination 

 

SCLW seminar to discuss the water law. 

 

Following on from an initial SCLW hosted workshop, bi-annual meetings should take place between MEW 

and MAIL senior staff, possibly as ‘retreats’ outside Kabul. This is required in order to improve coordination 

between the two institutions, with agreements then passing down to the basin level (and then discussed 

further in monthly meetings (see activity 1 above).   

 

Costs: Meetings, travel costs, per diems. 

 

Organised by MEW PMO with support from MAIL PMO. 

 

 

It should be noted that the analysis concludes that the regulatory environment is quite sound. While of 

course improvements can always be made to laws and regulations, it is felt these are adequate for the 

purpose of IWRM, and spending time and money on trying to improve these would not provide value for 

money to the EU, ADB or the government, or to the Afghan people. Efforts should be made instead in 

putting the proposed approaches and actions proposed in the various laws, regulations and strategies into 

practise with concreate actions, particularly at the basin level, as has been proposed. 

RBO 

Stakeholders 

   

Customer 1.5 3.0 Establishing a River Basin Council and a pilot Sub-Basin Council (proposed for the Taloquan sub-
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involvement basin). If successful, to set-up SBCs in other sub-basins - recommended activity under the ADB R-

CDTA ‘Strengthening IWRM in Mountainous River Basins’ 

 

Provide for direct customer input to water resources planning and management 

 

Establish RBC & SBCs in advisory mode to the RBA and SBA. Decision making retained at MEW. Start 

with establishment of the RBC and one SBC (proposed in Taloquan) 

 

Bi-annual meetings in Panj-Amu RBA office (incl OTJ training) 

 

Bi-annual meetings in Panj-Amu SBA office (incl OTJ training) 

 

Training. RBC and 1 pilot SBC (Taloquan). At least one training workshop per year 

 

Customer 

feedback 

1.0 1.5 Improving communications to water users and on the IWRM (and WUA) concept to CDCs - - 

recommended activity under the ADB R-CDTA ‘Strengthening IWRM in Mountainous River Basins’ 

 

Radio programs for water users (6 slots per year). Leaflets for CDCs (500). 

 

Note that a grievance redress mechanism will be set-up under the project (as part of the social safeguards) 

which also contributes to customer feedback.  

Environmental 

audits 

0.5 2.0 Riverine survey to establish baseline – recommended activity under the ADB R-CDTA 

‘Strengthening IWRM in Mountainous River Basins’ 

 

Riverine corridor environmental baseline; Upper catchment work will establish baselines and monitor 

environment in some upland areas; Undertake an environmental survey of the major rivers in the P-ARB, 

publish summarized finding and recommendations. 

Basin 

Livelihoods 

1.1 1.5 Increased rural incomes and reduced conflicts over resource use achieved through other 

components/outputs 

 

Actions to directly improve the livelihoods of stakeholders in the P-ARB are to be implemented under other 

components of P-ARBP. The work to rebuild the irrigation systems and to implement and provide training in 

social water management will directly lead to increased rural incomes and reduce conflicts over resource 

use. This work will increase water productivity and incomes in lowland areas. In the upland areas where the 

project implements Component 3, developing and implementing catchment management plans will both 

improve livelihoods and provide benefits of reduced erosion and more resilient stream flows to downstream 

areas. The details and costs of infrastructure design and construction and of social mobilization and 

capacity building needed to use and maintain the infrastructure are included in other project components 

Learning and    
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growth 

Human 

resources 

development 

1.0 2.0 Capacity building needs identified and a capacity development action plan developed - 

recommended activity under the ADB R-CDTA ‘Strengthening IWRM in Mountainous River Basins’ 

 

Review competencies specified for RBA and SBA staff & define capacity building needs. Capacity 

development in various areas. 

Technical 

development 

1.0 2.0 Activity 1: Strengthening the water resources planning system  

Activity 1.1: Strengthening data collection and storage systems 

Activity 1.2: Strengthening data analysis/modelling 

Activity 1.3: Information dissemination 

Activity 1.4: Water use and sharing 

Activity 1.5: Investment plans 

 

Costs: Staff guages, automatic rain and snow gauges, training courses, workshops.  

Organizational 

development 

0.0 1.5 Transparent appointment and performance review procedures developed - recommended activity 

under the ADB R-CDTA ‘Strengthening IWRM in Mountainous River Basins’ 

 

Review, improve and disseminate transparent human resource management procedures for RBA and 

SBAs. 

Internal 

Business 

Processes 

   

Planning 

Maturity 

0.5 1.5 Activity 1: Strengthening the water resources planning system  

Activity 1.1: Strengthening data collection and storage systems 

Activity 1.2: Strengthening data analysis/modelling 

Activity 1.3: Information dissemination 

Activity 1.4: Water use and sharing 

Activity 1.5: Investment plans 

 

Costs: Training courses, workshops. 

Water 

allocation 

1.0 1.5 (Training might 

address indicator 

value 3.0) 

Activity 1: Strengthening the water resources planning system  

Activity 1.1: Strengthening data collection and storage systems 

Activity 1.2: Strengthening data analysis/modelling 

Activity 1.3: Information dissemination 

Activity 1.4: Water use and sharing 

Activity 1.5: Investment plans 

 

Costs: Training courses, workshops.  

Data Sharing 0.5 1.5  Activity 1: Strengthening the water resources planning system  
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Training might 

address indicator 

value 3.0 in view of 

the planned activity 

on water resource 

forecasting 

Activity 1.1: Strengthening data collection and storage systems 

Activity 1.2: Strengthening data analysis/modelling 

Activity 1.3: Information dissemination 

Activity 1.4: Water use and sharing 

Activity 1.5: Investment plans 

 

Costs: Training courses, workshops.  

 

Finance    

Cost recovery 0.0 0.5 Actions to strengthen cost recovery are included in other components of P-ARBP. To commence water and 

natural resource management pricing irrigation service fees are proposed to be introduced and these fees 

are proposed to be collected by WUAs from their members. Catchment management associations are 

proposed to recover some land management costs once benefits are observed. The details of the 

necessary actions and the costs of introducing these cost recovery mechanisms are included in other 

components. 

Financial 

efficiency 

0.5 1.0  

 

Training activity 

might aim to 

address an indicator 

value of 2.0 

RBA and SBA financial management capacity strengthened through involvement in the PIO. Financial 

management training provided by the PMO.  

 

Other projects and MOF to provide training on PFM systems and procedures.  
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Annex 1: RBO Assessment Against Critical Performance Areas 

                                                           

44
 BSC – Balanced Score Card is a structured report which focuses on the strategic agenda of the organization and uses 
indicators to monitor both financial and non-financial data. 

BSC44-Critical 

Performance Area: 

Mission 

Objective: Integrated water resources management. 

Objective description: Our mission is to deliver safe and reliable water supplies and services within an IWRM 

approach. 

Indicator: River Basin Organization Status 

A measure of the River Basin Organization development and extent of stakeholder involvement in, and quality of, 

the organization’s decision making process. 

Indicator values How to evaluate RBO performance Assessment 

(1) Status of development 

of River Basin 

Organization 

No organization exists 

(Indicator value = 0.0) 

 

A river basin organization has been 

formed; its mandate and operational 

responsibilities, however, are not well-

defined 

(Indicator value = 0.5) 

 

Organization meetings are infrequent; 

committee decisions have little or no 

impact on the water allocation, 

investment decisions, or daily 

operations by stakeholder agencies  

(Indicator value = 1.0) 

Ranking: 1.0 

 

The P-A River Basin Agency is formed but the P-

A River Basin Council does not yet exist. 

The mandate and operational responsibilities are 

defined but the capacity to implement these is 

weak. 

 

Meetings are held and, in absence of RBC, 

discussions held with water users; however, 

decision making is ineffective. 

There is no evidence of RBA decisions feeding 

into the operational decisions of other 

government agencies in the P-ARB. 

 

 

 

 

(2) Evidence of feedback 

of organizational decisions 

into operations of 

stakeholder agencies 

Organization has clear mandate, meets 

regularly, and makes relevant 

decisions. However, these decisions do 

not influence plans and operations of 

line agencies 

(Indicator value = 1.5) 

 

Organization decisions have direct 

impacts on investments planning, water 

allocation, and daily operational 

decisions in all stakeholder groups 

(Indicator value = 2.0) 

 

 

 

 

 

 

 

 

 

 

The proposals for membership of the RBC and 

SBCs give reasonable representation to water 

users and other stakeholders in water resources 

management, however, these arrangements are 

not in place. 

 

The full range of issues which could be expected 

to impact on water security in the P-ARB have 

not yet been studied: focus is currently on 

reducing maintenance costs for irrigation systems 

and assessing water resource availability, with 

the next priority to be overall water sharing. 
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(3) Acceptable 

representation of all 

stakeholders engaged in 

the Organization 

Organization includes civil society 

representation; not all stakeholders are 

adequately represented 

(Indicator value = 2.5) 

 

Organization includes members that 

are accepted by all valid stakeholder 

groups as representative of their 

interests. Decisions are reached by 

majority voting  

(Indicator value = 3.0) 

 

(4) Evidence of dialogue 

and consensus-based 

agreements in basin-wide 

planning and management 

to balance all user needs 

for water resources and to 

provide protection from 

water- related hazards 

The committee generally uses 

consensus to finalize decisions; 

however, some sectors continue to use 

financial and political strength to force 

decisions 

(Indicator value = 3.5) 

 

RBO uses multi-stakeholder dialogue 

to arrive at win-win decisions in all but 

the most difficult cases. A culture of 

collaboration and precautionary 

principles guides decision making 

(Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Mission 

Objective: Integrated water resources management. 

Objective description: Our mission is to deliver safe and reliable water supplies and services within an IWRM 

approach. 

Indicator: RBO Governance 

A measure of the national, regional, and organizational framework that support good governance. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Local and national 

governance 

There is no stability in the national 
governance structure 
 (Indicator value = 0.0) 
There is some stability in the national 
governance structure but regional 
structures are not yet in place 
 (Indicator value = 0.5) 
A stable regional and national 
governance structure broadly 
supported by the people exists 
 (Indicator value = 1.0) 

Ranking: 0.75 

National and regional governance could be 

destabilized by external forces. This threat 

distracts governance support for natural 

resources management. 

Legislation for natural resources management 

has been enacted and implementation at the 

river basin level has commenced. 

Mandate of RBO for water resources 

management is not yet understood by all 

stakeholders and has not been disseminated to 

the public. RBO’s current focus on single sub-

sector does not help. 

Governance support for the RBO is lacking, 

such as facilitating inter-agency cooperation. 

The legislation to purchase land and to charge 

for water has been passed but issues in 

implementation exist as a result of traditional 

procedures continuing in parallel. 

(2) Natural Resources 

legislation 

There is some work toward organizing 
basic natural resources responsibilities 
for the region 
 (Indicator value = 1.5) 
There is evidence of legislation to 
enact natural resources management. 
There is some evidence of institutional 
arrangements for basin management 
that specify roles and responsibilities of 
different entities and stakeholders and 
provide power to supply water 
 (Indicator value = 2.0) 

(3) Organizational 

responsibilities 

 Additional powers, such as the power 
to purchase land, charge for water, and 
build structures, are beginning to 
emerge 
 (Indicator value = 2.5) 
Responsibilities of natural resources 
organizational bodies are clearly 
specified, and water policy and law are 
being developed 
 (Indicator value = 3.0) 
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(4) Authority of RBO to 

operate 

There is an understanding that 
responsibility and authority are not the 
same. Well-developed national water 
policy and law ensure organizational 
authority for water resources 
management 
 (Indicator value = 3.5) 
Well-established water law and policy 
ensure that RBO has the authority to 
carry out appropriate demand 
management for the benefit of all 
stakeholders. The legal framework 
includes definition of extraordinary 
powers during extreme events, e.g., 
droughts. There is evidence of a 
central control or checking authority 
with the power to oversee regional 
decisions 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Stakeholders 

Objective: Customer satisfaction 

Objective description: Customers will be fully satisfied by the services provided by the RBO 

Indicator: Customer involvement 

A measure of the level of customer involvement in the decision making of RBO and, therefore, their acceptance of 
the organizational goals and operation. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) No planned customer 

communication 

No awareness of customer 
communication 
 (Indicator value = 0.0) 

  An awareness of the importance of 
customer communication but no 
plans to deliver 

  (Indicator value = 1.0) 

Ranking: 1.5 

There is a limited amount of information on 

water resources and water resources 

management available to customers, such as 

the brochure on water users associations. 

Meetings are not open to customers, nor is a 

schedule of meetings available. 

Proposals to establish River Basin and Sub-

Basin Councils are on hold (membership from 

water and natural resource users and 

development planners). 

(2) Customer information Some information are available to 
customers on request 
 (Indicator value = 1.5) 

  Information relevant to 
customers is readily available 
and prominently displayed in a 
place of public access 

  (Indicator value = 2.0) 

(3) Open meetings There is an awareness of the 
importance of open and two-way 
communication with customers but so 
far no routine open meetings take 
place 
 (Indicator value = 2.5) 
There is a schedule of open meetings 
and evidence of invitations for 
customers with opportunities for 
customers to voice their concerns and 
air their views 
 (Indicator value = 3.0) 

(4) Customer 

contributions to decisions 

Customers are encouraged to provide 
feedback in many forms appropriate to 
themselves 
 (Indicator value = 3.5) 
There is evidence that the customer 
feedback is carried forward to strategic 
planning and that organizational 
decisions incorporating customer’s 
views are made 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 

Stakeholders 

Objective: Customer satisfaction 

Objective description: Customers will be fully satisfied by the services provided by the RBO 

Indicator: Customer feedback 

A measure of the level of customer involvement in the decision making of RBO and, therefore, their acceptance of 
the organizational goals and operation. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) No planned customer 

communication 

There is no awareness of the 
importance of customer communication 
 (Indicator value = 0.0) 
There is awareness of need for 
customer communication but no 
process 
 (Indicator value = 0.5) 

  Information is provided to customers, 
but the communication is not two-
way, i.e. there is no feedback 
 (Indicator value = 1.0) 

Ranking: 1.0 

Some information is available to customers. 

As yet, customers are not encouraged to 

provide feedback and processes for receiving 

comment and complaint are not in place. 

(2) Ad hoc customer 

surveys 

Customer complaints are logged 
 (Indicator value = 1.5) 
There is infrequent and ad hoc 
surveying of customers 
 (Indicator value = 2.0) 
 

(3) Routine surveys There is an awareness of the 
importance of open and two-way 
communication with customers but so 
far no routine surveying takes place 
 (Indicator value = 2.5) 
There is a schedule of customer 
surveys 
 (Indicator value = 3.0) 

(4) Customer contributions 

to decisions 

Customers are encouraged to provide 
feedback, through surveys and other 
appropriate means.  Surveys are 
standardized so that trends can be 
identified 
 (Indicator value = 3.5) 

  There is evidence that customer 
feedback from surveys is fully 
integrated into management 
decisions 
  (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 

Stakeholders 

Objective: Environmental conditions 

Objective description: Aiming for a positive improvement in environmental indicators. 

Indicator: Environmental Audits 

A measure of the level of environmental awareness and intention to protect against environmental degradation. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Environmental auditing 

recognized as necessary 

No environmental auditing or 
monitoring is carried out by RBO 
 (Indicator value = 0.0) 
Some environmental indicators 
monitored 
 (Indicator value = 0.5) 

  Infrequent Environmental Audits 
undertaken in the basin by NGOs 

  (Indicator value = 1.0) 

Ranking: 0.5 

There is no environmental monitoring 

undertaken by the RBO but NEPA does collect 

some water quality data. 

Additionally some projects such as FAO land 

use assessment have provided data on natural 

resource conditions in the basin. 

(2) Ad hoc independent 

environmental audits exist 

but are not integrated into 

RBO objectives 

Environmental Audits undertaken by 
other organizations, but RBO not 
actively involved or responsive to 
findings 
 (Indicator value = 1.5) 
Environmental Audits undertaken by 
other organizations, with findings 
reviewed by RBO 
 (Indicator value = 2.0) 

(3) RBO has its own 

environmental audit 

scheme 

RBO engaged in ad hoc Environmental 
Audits and reports on findings 
 (Indicator value = 2.5) 

  RBO supports regular Environmental 
Audit and is responsive to findings 

  (Indicator value = 3.0) 

(4) RBO and civil society 

conduct collaborative and 

effective environmental 

audits and appropriate 

responses 

RBO and civil society actively engaged 
in collaborative monitoring of 
environment of basin 
 (Indicator value = 3.5) 

  Environment is recognized as core 
value; civil society and RBO work 
effectively to manage basin for 
environment and human use 

  (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Stakeholders 

Objective: Livelihoods 

Objective description: Measures improving quality of life for basin communities 

Indicator: Basin Livelihood 

A measure of the overall change in livelihoods in the basin 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Livelihoods of basin 

population cause for 

increasing concern 

Significant numbers of persons suffer 
deteriorating livelihood with respect to 
water supply, sanitation, and economic 
conditions 
 (Indicator value = 0.0) 
Water supply, sanitation, and economic 
activity not increasing 
 (Indicator value = 1.0) 

Ranking: 1.1 

There are very significant numbers of people in 

the river basin who are suffering from poor 

water supply, sanitation and economic 

conditions. 

Project work has resulted in some increase in 

water productivity through rehabilitation of 

irrigation schemes. 

The RBO focus is on irrigation supplies and 

management, not on securing domestic supplies 

and sanitation, thus the impact on achieving 

MDGs is minimal. 

(2) Water- related 

livelihood issues remain a 

concern for sections of 

basin population 

Overall basin livelihoods improving, 
with substantial parts of the basin 
community not served with adequate 
water and sanitation 
 (Indicator value = 1.5) 
Overall basin livelihoods improving. 
Isolated parts of the basin community 
not served with adequate water and 
sanitation will not meet MDGs 
 (Indicator value = 2.0) 

(3) Basin on track to meet 

MDGs for water supply 

and sanitation; however, 

economic activities remain 

constrained by water 

supply and treatment 

problems 

Basin will almost meet MDGs on water 
supply and sanitation; however, some 
communities will remain poorly served 
 (Indicator value = 2.5) 
Basin will meet, and possibly exceed, 
MDG on water supply and sanitation, 
with few areas with substantially 
improved services 
 (Indicator value = 3.0) 

(4) Basin livelihoods 

improving strongly, 

socioeconomic conditions 

such that environmental 

protection recognized as 

critical objective in basin 

Basin communities all have effective 
water and sanitation services; water 
does not constrain economic activities 
significantly 
 (Indicator value = 3.5) 
Basin communities all have effective 
water and sanitation services, water 
does not constrain economic activities 
significantly, and communities actively 
support RBO environmental 
conservation and protection activities 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Learning and Growth 

Objective: Human resources 

Objective description: RBO with effective and well-trained staff to deliver Mission 

Indicator: Human Resources Development 

A measure of the maturity and effectiveness of HRD system within RBO reflecting its likely contribution 
to achievement of organizational objectives. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) No formal 

commitment to staff 

development 

There is no appreciation of the benefits 
of strategic human resources 
development, with possible resistance to 
staff self-improvement. 
 (Indicator value = 0.0) 
 There is a culture that does not 
discourage self-improvement. 
 (Indicator value = 1.0) 

Ranking: 1.0 

There is no plan which defines the competency 

requirements for staff at levels below the 

director within the RBO. 

Individual staff value training and training 

opportunities but seemingly as an opportunity to 

seek positions elsewhere. 

Training that is provided is designed and 

delivered externally, with agreement by the 

RBO. 

(2) Evidence of ad hoc 

and/or opportunistic use 

of capacity development 

initiatives 

Staff and management are positive 
about the benefits of improving staff 
skills and competencies, but few training 
opportunities are allowed within work 
time. 
 (Indicator value = 1.5) 
Staff does go on training courses during 
work time but in response to externally 
promoted training; there is no database 
of current skills and competencies and 
no commitment to development of 
personnel and organizational 
competency. 
 (Indicator value = 2.0) 

 

(3) Targeted capacity 

building not fully 

integrated with strategic 

management objectives 

There is an understanding that HRD can 
bring benefits to the organization and 
there is someone with HRD 
responsibilities and a budget 
 (Indicator value = 2.5) 
Updated information on current staff 
skills and competencies is available; 
appropriate training is planned to fill the 
gaps that prevent carrying out 
immediate objectives 
 (Indicator value = 3.0) 
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(4) Fully operational 

human resources 

development program 

Staff is recognized as an important 
asset, and HRD understands the long-
term objectives of the organization 
 (Indicator value = 3.5) 
Staff satisfaction is considered 
important; staff surveys, peer reviews, 
and mentoring are probably in evidence. 
There is good communication between 
senior management and HRD 
department; HRD knows and 
understands long-term organizational 
objectives and a planned training 
approach is available to deliver skills 
and competencies needed and to 
achieve long-term objectives 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Learning and Growth 

Objective: Infrastructure 

Objective description: RBO with technical infrastructure to achieve Mission 

Indicator: Technical Development 

Measure of the level of commitment to adopt appropriate technology solutions that will aid in the delivery of the 
mission. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) No formal mechanism 

to identify appropriate 

technology advances 

RBO has no records of technical 
assets or infrastructure 
 (Indicator value = 0.0) 
RBO has register of infrastructure and 
management assets, but no plans for 
operation, maintenance, or 
replacement 
 (Indicator value = 0.5) 
 RBO has register of assets, but 
replacements are made in response to 
critical failures resulting in numbers of 
failed equipment and continued 
incompatibility of equipment and 
systems 
 (Indicator value = 1.0) 

Ranking: 1.0 

The RBO relies on inputs from projects to 

identify appropriately technical advances. 

Projects have also been used to identify 

technical assets and infrastructure, and to 

prepare a register of irrigation infrastructure 

assets. Other water related assets are not yet 

identified in the register. 

No plan has yet been prepared for asset 

maintenance. 

(2) Ad hoc or opportunistic 

use of technical advances 

to address deficiencies 

RBO recognizes the need to maintain 
infrastructure and operational assets, 
but without allocated budget to allow 
strategic replacements 
 (Indicator value = 1.5) 
 RBO recognizes the need to maintain 
infrastructure and operational assets; 
however replacement and upgrades 
are ad hoc and opportunistic resulting 
in continued incompatibility of 
equipment 
 (Indicator value = 2.0) 

 

(3) Formalized asset 

development plan aimed 

at technical infrastructure 

to fully support IWRM 

RBO has asset maintenance and 
replacement plans designed to achieve 
efficient and cost-effective operational 
infrastructure; however, replacement 
and upgrades are not budgeted so ad 
hoc replacements continue 
 (Indicator value = 2.5) 
RBO has asset maintenance and 
replacement plans designed to achieve 
efficient and cost-effective operational 
infrastructure; assets will be fully 
compatible within 5 years 
 (Indicator value = 3.0) 
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(4) Active commitment to 

R&D to generate 

appropriate new tools, 

techniques, and 

technologies to address 

emerging and forecast 

issues. 

RBO has asset management plan and 
is actively seeking new and better 
technology to support achieving 
Mission 
 (Indicator value = 3.5) 
RBO assets are state of the art; RBO 
supports R&D to improve basin 
management 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Learning and Growth 

Objective: Systems development 

Objective description: Continuous improvement of RBO operations to deliver Mission 

Indicator: Organizational Development 

Measure of the commitment to quality management through application of QMS or similar management 
improvement tools. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Systems for defining 

management procedures 

exist 

No transparent systems for defining 
management procedures 
 (Indicator value = 0.0) 
Some areas of management are 
committed to transparent procedures; 
however, staff and external 
stakeholders remain largely unaware of 
how decisions are made 
 (Indicator value = 1.0) 

Ranking: 0.0 

There are no clear systems which define 

management procedures. 

(2) Management systems 

procedures remain 

ineffective 

RBO has defined operational 
procedures, which with little 
transparency or provision for 
communication, have remained 
ineffective 
 (Indicator value = 1.5) 
Operational procedures are well 
documented yet frequently ignored 
 (Indicator value = 2.0) 

(3) Management 

procedures are well 

known and operational but 

allow little room for staff 

collaboration 

Operational procedures are well 
documented and staff has received 
appropriate training in the use of such 
procedures; no feedback mechanism is 
provided for staff 
 (Indicator value = 2.5) 
Operational procedures are well 
documented and staff has received 
appropriate training in the use of such 
procedures. Some feedback is 
accepted but not incorporated in a 
transparent development of the 
organization 
 (Indicator value = 3.0) 

(4) An effective QMS 

operates, including 

adoption of best practices, 

evidence of adaptive and 

responsive decision 

making, and a 

commitment to continuous 

improvement 

RBO has adopted transparent 
performance improvement systems 
based on recognized management 
systems; well-trained staff are 
committed to the organization 
 (Indicator value = 3.5) 
RBO has adopted transparent 
performance improvement systems 
based on recognized management 
systems; staff contribution to 
development of the RBO’s 
effectiveness is actively encouraged 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Internal Business Processes 

Objective: Planning 

Objective description: Maximizing effective utilization of resources 

Indicator: Planning maturity 

To identify the level of planning operating within the RBO and its likely impact on delivery of mission. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Operational plans 

exist 

No operational or strategic plans exist  
 (Indicator value = 0.0) 
Plans focus only on current and 
operational activities, identifying 
intended delivery and reactive to the 
expected budget 
 (Indicator value = 0.5) 
Plans are beginning to look to the 
medium-term future but are still inward 
looking and provide no strategic 
guidance for RBO 
 (Indicator value = 1.0) 

Ranking: 0.5 

RBO plans are prepared and implemented 

under guidance of projects, with objectives and 

strategies set by national government. 

While the national water strategies are long 

range, because implementation is in a project 

structure, plans focus on outputs and results 

required by the project. Thus, while strategy 

development and implementation remain at the 

national level, the RBO lacks a strategic 

approach to planning. 

(2) Strategic planning is 

carried out but has 

limited influence on 

routine operations and 

decisions 

RBO management recognizes need for 
strategic planning but lacks the skills, 
tools, or framework to develop a viable 
plan 
 (Indicator value = 1.5) 
RBO management is committed to 
strategic planning to provide guidance 
on long-term goals and considering 
outside influences. Organizational 
framework is not developed to monitor 
or carry planning decisions through to 
operations 
 (Indicator value = 2.0) 

 

(3) Strategic planning 

focuses on the mission 

and guides routine 

operations but is not 

necessarily supported by 

stakeholders 

Strategic planning uses appropriate 
methods to identify and respond to the 
operational environment. There are 
plans to develop the organization to 
deliver the RBO Mission and goals at 
the operational level 
 (Indicator value = 2.5) 
Strategic planning is comprehensive and 
includes analysis of stakeholder 
concerns but does not incorporate 
stakeholders in the planning process 
 (Indicator value = 3.0) 
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(4) Strategic planning is 

a mature process with 

stakeholder involvement, 

broad stakeholder 

support, incorporating 

realistic goals within a 

realistic financial 

framework and aligned 

to best deliver IWRM 

Staffs and stakeholders understand and 
are fully committed to the strategic 
plans. The framework exists to define 
the plans and responsibilities at 
operational level and the organization is 
measuring its performance and reacting 
to results through adaptive objective 
development 
 (Indicator value = 3.5) 
RBO incorporates multi-stakeholder 
dialogue into the strategic planning 
process. The plans have the support of 
stakeholders and staff; RBO is striving 
to continuously improve operational 
performance 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Internal Business Processes 

Objective: Resource management 

Objective description: Effective management of available basin water resources 

Indicator: Water Allocation 

Measure water resource allocations in the basin that determine delivery and performance of water services. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) No formal water 

allocation system in use 

No water resource allocations are made. 
Users take water with no coordination, 
resulting in frequent disputes and failure 
to provide services 
 (Indicator value = 0.0) 
No formal water allocation system in 
use; local authorities provide ad hoc 
control of abstractions 
 (Indicator value = 1.0) 

Ranking: 1.0 

Water is allocated with and between in irrigation 

schemes on the basis of traditional rules. These 

rules operate reasonably well under average 

conditions but fail under stress in drought 

conditions. These rules and procedures are also 

under threat under growing demands (such as 

increasing populations) and changing 

development and climate conditions.  

There are incomplete processes for water 

allocation between agencies. Lack of 

coordinated development plans, particularly 

between agencies, and failure to include 

traditional water allocation in these plans 

subverts local power for conflict resolution. 

Water balance assessment is needed 

throughout the river basin as a basis for later 

proposing formal water allocation and water 

sharing procedures which can be invoked in 

drought conditions and linked to water resource 

forecasts. 

(2) Agencies share 

responsibility for water 

resource allocations 

Responsibility for water resource 
allocations fall under different agencies 
with no formal exchange of information 
leading to over allocation of resources 
 (Indicator value = 1.5) 
Responsibility for water allocation is 
divided among different agencies that 
share information; water stress remains 
a problem in some areas in some 
periods 
 (Indicator value = 2.0) 

(3) Spatial and temporal 

water allocation plans 

are in use 

Responsibility for water allocation 
remains divided among agencies. A 
framework for both spatial and temporal 
water allocations is in place but does not 
operate efficiently 
 (Indicator value = 2.5) 
Responsibility for water allocation 
remains divided among agencies. A 
framework for both spatial and temporal 
water allocations is in place, and 
generally, few operational problems 
result from over allocation    
(Indicator value = 3.0) 

(4) Fully integrated water 

resource management 

plans guide water 

allocation in both space 

and time 

RBO has full responsibility and capacity 
to implement integrated water resource 
planning which guides all water 
allocation decisions 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Internal Business Processes 

Objective: Information management 

Objective description: Provision of reliable and relevant information for management and stakeholders 

Indicator: Data sharing 

A measure of the commitment to and implementation of effective data management and information dissemination. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Poorly organized 

data collection and no 

quality control 

procedures 

No data is collected 
 (Indicator value = 0.0) 
Data are collected on an ad hoc basis 
and with no quality control 
 (Indicator value = 0.5) 
Planned data collection focuses on 
information to support both 
organizational and operational 
objectives but with no concept of quality 
control 
 (Indicator value = 1.0) 

Ranking: 0.5 

The water resource data collection systems are 

designed to meet the basic needs of river basin 

management. 

The data collection and storage currently lacks 

effective quality control: this is largely because 

additional capacity building is required. 

Stream flow data collection is the responsibility 

of the RBO but currently processing and storage 

is a national responsibility.  

The data dissemination system is highly 

bureaucratic and data dissemination is in 

conflict with the institutional culture. Transfer of 

the processed data back to the RBO is not 

guaranteed. Dissemination of data to other 

agencies relies on personal contacts or formal 

request to the ministerial head. 

Duplication of data collection, processing and 

storage is occurring and is likely to increase 

unless issues in data dissemination are 

resolved. 

There is no public dissemination of water 

resources data. 

(2) Some basic data 

quality controls are in 

use 

There is an understanding of the value 
of quality control (QC) but formal QC 
procedures are not implemented and 
resources are not available 
 (Indicator value = 1.5) 
QC procedures are developed and data 
collected to support both organizational 
and operational decision making 
 (Indicator value = 2.0) 

(3) Data is quality-

controlled and routinely 

available for operations 

and to stakeholders on 

request 

Stakeholders can access information 
that is not in a readily useable format 
 (Indicator value = 2.5) 
Data quality control is a standard 
process that allows stakeholder access 
to useable information 
 (Indicator value = 3.0) 

(4) RBO’s fully 

transparent data 

management system 

provides high-quality 

information on all 

aspects of the basin to 

all interested parties 

There is evidence of proactive and 
efficient data management procedures; 
data are freely available; appropriate 
data transfer protocols are used; and 
there is a commitment to identify new 
ways of communicating information to 
enhance service and providing 
appropriate information for 
organizational decision making 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Finance 

Objective: Financial independence 

Objective description: Operational independence and accountability 

Indicator: Cost recovery 

A measure of customer service and strength of budget management. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Operational costs 

recovered 

RBO income does not cover operational 
costs 
 (Indicator value = 0.0) 
RBO recovers about 40% of operational 
costs from water users 
 (Indicator value = 0.5) 
RBO recovers about 70% of operational 
costs 
from water users 
 (Indicator value = 1.0) 

Ranking: 0.0 

Currently the RBO does not cover costs 

and relies on project funds. 

Some maintenance activity in irrigation 

schemes is provided through in-kind 

contributions. 

It is proposed that Water User 

Associations will collect water service fees 

to cover the cost of maintenance in the 

WUA scheme. 

(2) Operational costs 

recovered from customers 

RBO recovers about 90% of operational 
costs from water users. Basic accounting 
procedures used do not show use of 
financial resources 
 (Indicator value = 1.5) 
RBO recovers 100% of operational costs 
from water users. There is a customer 
database and all users have license for 
water abstractions. There are clear  
processes for billing customers and 
accounts are audited annually and 
compliant with local financial regulations 
 (Indicator value = 2.0) 

 

(3) Full operational costs 

and a proportion of 

development costs 

recovered from customers 

Operational costs plus some strategic 
maintenance costs are recovered from 
users. Fully audited accounts are available 
for review by stakeholders 
 (Indicator value = 2.5) 
Operational, maintenance, and some 
development costs included in financial 
plans are recovered through revenue. 
Budgeting and accounting are available to 
stakeholders 
 (Indicator value = 3.0) 

 



 

103 

 

(4) Basin operation and 

development costs fully 

covered by the operational 

revenue stream 

There are fully audited and compliant 
accounts.  Internal financial management 
supports the development of plans 
typically including cost benefit analysis 
and based on discounted cash flow. 
Financial management ensures the 
projected revenue covers the O&M and 
capital costs of Organizational plans to 
ensure sustainable IWRM in the basin 
 (Indicator value = 4.0) 
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BSC-Critical 

Performance Area: 
Finance 

Objective: Financial performance 

Objective description: Maximize the effective use of financial resources 

Indicator: Financial efficiency 

A measure of the commitment to most efficient use of financial resources in pursuit of delivery of the mission. 

   

Indicator values How to evaluate RBO performance Assessment 

(1) Annual budget is 

utilized 

Budget overruns are common 
 (Indicator value = 0.0) 
Annual budget is consumed as planned 
but has no flexibility to respond to 
changes during the year 
 (Indicator value = 0.5) 
Annual budgets are available and 
control mechanisms allow some 
flexibility to changing needs 
 (Indicator value = 1.0) 

Ranking: 0.5 

Financial management and budgeting is 

developing under capacity building through the 

project. 

(2) The organization aims 

at cost reductions that are 

not tied into performance 

improvement 

Financial management systems 
successfully control the organization’s 
budget 
 (Indicator value = 1.5) 
Advanced financial management 
processes respond to organizational 
operation. Cost control is a recognized 
organizational goal. The financial 
manager is one of the most senior 
managers 
 (Indicator value = 2.0) 

(3) The organization 

targets financial 

efficiency to enhance 

organizational 

performance 

There is an understanding that finance 
and technical planning have to operate 
together for organizational efficiency 
 (Indicator value = 2.5) 
There are integrated financial and 
technical plans for the organization, 
and management systems operate to 
achieve high performance 
 (Indicator value = 3.0) 

(4) The organization is 

committed to 

maximizing and 

continuous improvement 

of IWRM benefits 

through efficient use of 

organizational 

resources 

Financial planning is fully integrated 
with operational and strategic planning.  
Strategic decisions incorporate 
financial modeling and financial 
decisions fully support strategic goals. 
Open information systems within the 
organization enable finance to support 
operations and vice versa 
 (Indicator value = 4.0) 
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Appendix 8: Recommendations for R-
CDTA Strengthening Integrated Water 
Resources Management in Mountainous 
River Basins 

A. Introduction 
 

324. The proposed TA is to provide assistance to governments of mountainous river basins in 
the Asian region: Afghanistan, Bhutan and Nepal to strengthen their management of land and 
water resources in line with the principles of IWRM. The TA is proposed to have three outputs: 
Output 1, institutional strengthening of the target river basin organizations and their relevant 
agencies for improved IWRM; Output 2, individual technical capacity building training to relevant 
agencies to accelerate implementation of IWRM; Output 3, cross-cutting knowledge products 
based on TA outcomes and lessons learnt prepared and effectively disseminated amongst target 
countries. 
 
325. The TA has a budget of US$1.9m (approximately US$500,000 for Afghanistan) and a 
duration of 3 years.  
 
326. The target river basins in the countries are: Afghanistan, Panj-Amu River basin; Bhutan, 
Wangchhu River basin; Nepal, Bagmati River basin. Each of these target river basins are part of 
larger, trans-boundary river basins which extend into neighbouring countries. The Panj-Amu is part 
of the larger Amu River basin. The Wangchhu is is a tributary of the Brahmaputra River, and a 
trans-boundary river. The Bagmati River is a tributary of the Koshi River, joining it in India before 
the Koshi joins the Ganges River. 
 

B. Proposed Activities in the TA Paper and this Study’s 
Recommendations 

 

1. Output 1 
 

a) Proposed Activities in TA Paper 
 

327. Afghanistan: introducing and customizing RBO performance benchmarking as a tool for 
performance monitoring of the Panj Amu River Basin Agency (RBA); supporting the Ministry of 
Energy and Water and the RBA to undertake their institutional mandates including establishing an 
RBA advisory board and a River Basin Council; pilot implementation of the national Irrigation 
strategy. 
 
328. Bhutan: supporting the National Environment Commission Secretariat (NECS) and the 
Wangchhu River Basin Committee (RBC) and its secretariat with implementing the river basin 
management plan developed under TA8623; facilitating the development of water user 
associations within the Wangchhu River basin; supporting NECS and the RBC to institutionalise a 
water security index within the government’s 5-year planning cycle; expanding the database 
developed under TA 8623 to maintain water resources data and information of water user 
associations in the Wangchhu River basin; and introducing and customizing RBO performance 
benchmarking as a tool for performance monitoring of the Wangchhu RBC. 
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329. Nepal: supporting Water and Energy Commission Secretariat (WECS) and the High 
Powered Committee for the Integrated Development of the Bagmati Civilization (HPCIDBC) and 
the Bagmati River basin organization (RBO) to prepare a river basin master plan through the 
provision of an external advisory team, and introducing and customizing RBO performance 
benchmarking as a tool for performance monitoring of the Bagmati RBO.  
 

b) Our recommendations 
 

330. We agree on the proposal for introducing and customizing RBO performance benchmarking 
as a tool for performance monitoring of the Panj Amu River Basin Agency (RBA). Activities could 
build on the benchmarking activities carried out under the PPTA, but in more detail as per a full 
NARBO assessment. We also propose some additional activities to build on the benchmarking 
exercise as follows: 
 
331.  Improving communications to water users and on the IWRM (and WUA/IA) concept 
to CDCs. For better communication with RBA stakeholders, it is recommended to establish a 
regular radio program for water users. In addition, since it is proposed that CDCs will be more 
involved in the water development process (see Appendix 6) it is recommended that leaflets are 
produced for them on the concepts of IWRM/RBM and WUAs.  
 
332. Environmental audits. The in-depth benchmarking exercise should include establishing an 
environmental baseline for water management. This is recommended to be defined through a 
riverine survey of the major rivers in the P-ARB. This environmental baseline for the river should be 
supplemented by surveys in areas where upper catchment work is proposed. These upper 
catchment surveys will establish a baseline to monitor the environment improvement in upland 
areas. The results of all surveys should be published as summarized findings and 
recommendations. The work could be sub-contracted to a local survey company. 
 
333. Human Resources Development. See output 2 below. 
 
334. Organizational Development. To achieve effective staff performance, properly defined 
positions must be supported by transparent appointment and performance review procedures. 
Appointment on merit should be recommended with staff performance assessed using clear 
procedures and criteria. Existing human resource management procedures will need to be 
reviewed, and strengthened procedures developed and recommended for approval. Once 
approved, the new procedures should be disseminated within MEW, RBA and SBAs and MAIL. 
 
335. Technical development tasks recommended for Component 1 are likely to require review 
and revision of RBA and SBA structures to provide for the wider range of responsibilities than 
currently undertaken. These technical tasks include water permitting/licencing, water allocation 
(ensuring equitable share of water for all needs in the basin) and water availability forecasting, 
flood warning, water quality management, environmental management, support for social water 
management, support for watershed management. 
 
336. We also agree on the proposal to establish a river basin council. This could be extended to 
set-up a pilot sub-basin council. Our proposals for this are as follows. 
 
337. Establishing a River Basin Council and a pilot Sub-Basin Council (proposed for the 
Taloquan sub-basin). In line with the Water Law, mechanisms need to be provided for direct 
customer input to water resources planning and management through River Basin and Sub-basin 
Councils. 
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338. River Basin Councils are yet to be established and the potential members of RBCs and 
SBCs need to develop capacity to fulfil their responsibilities in these agencies. At present, as 
prescribed by the Water Law, MEW carries out the responsibilities of RBCs. The Water Law 
appears to assume that once members are appointed to RBCs and SBCs they will be able to take 
on the full extent of their duties, replacing the decision services which are being supplied by MEW. 
However, we recommend that RBC and SBCs should be developed in a stepwise process, which 
commences with these agencies acting in a consultative role only. These interim councils will act 
as a focal point for the river basin or sub-basin stakeholders in water resources management. The 
RBA and SBAs will have a responsibility to present water resource development and management 
issues to the interim councils and to consider the views given in response. The interim councils 
should have the right to take their views on water resource development and management issues 
to the relevant ministries and/or to the national government. As capacity of the interim councils 
grows, decision making power could be given to determine annual water allocations and the 
management of water licenses and permits, then later for issuing water rights. The final stage of 
deciding on water resource development planning could be delegated once full capacity is 
reached. 
 
339. The arrangements proposed for the interim phase, which take into account the need for 
coordination with community-based development planning, are shown in the figure below. The 
roles, functions, responsibilities and processes which are set out in the Water Law and its draft 
procedures would apply to this suggested arrangement, except that the RBC and SBCs would be 
limited to an advisory role with all decisions on water management being forwarded by the RBA to 
MEW for confirmation. 
 
340. At the request of MEW for a new institutional framework for IWRM, the framework proposed 
involves entities supported by MRRD – notably Commune Development Councils (CDCs) 
(including Cluster CDCs) – in their interaction with user organisations (Water User Associations, 
Irrigation Associations, Water User Groups, Catchment Management Associations and Natural 
Resource User Groups).  
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Figure 15: Proposed Institutional Arrangements for River Basin Management 

 

 

341. The RBC might meet twice each year, and once all 6 SBCs are established, with two 
meetings a year of each SBC, there could be 14 RBC/SBC meetings each year. It is proposed that 
to start with the RBC and a pilot SBC are set-up, recommended for Taloquan sub-basin. 
 
342. Customer involvement can also be improved through community based planning and 
management. Significant work has already been done to provide institutions for community based 
planning and management. However, since this work has proceeded under different Ministries and 
donors, there is a need to establish links between the processes. It is recommended that 
development planning groups and natural resource user associations be linked.  
 
343. The lowest levels of the community based planning and management associations/councils 
should be involved in the lowest level groups in the river basin organization. Areas covered by 
natural resource user associations are larger than the village and village unit areas used in 
community based planning. A representative of each village level Community Development 
Council within the area managed by the natural resource user association (IA, CMA, CFA, RMA) 
could be appointed as a member of the natural resource user association. 
 
344. Because water management boundaries are not aligned with administrate boundaries, an 
irrigation scheme or watershed may be partly in more than one district. WUA and CMA must 
regularly inform and coordinate with the relevant Provincial Development Assemblies.  
345. River basins similarly overlap provincial boundaries. Development planning is coordinated 
at the provincial level by Provincial Development Committees (PDC). Representatives of each 
PDC in the P-ARB are proposed to be members of the River Basin Council and provide advice on 
development proposals. 
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346. Development planning continues to be driven by development partners in consultation with 
the national government agencies. Government institutional structures and processes for 
development planning are largely dysfunctional: funding is established and maintained through 
project implementation and remains divorced from the annual government budget process. In 
addressing this situation and developing on-budget processes, duplication of the work of 
development planning committees should be removed, and the needs for integration met. Analysis 
and some further recommendations toward this end are made in Appendix 6. 
 

2. Output 2 
 

a) Proposed Activities in TA Paper 
 

347. Afghanistan: capacity building programs including GIS mapping, water resources data 
management and water resources allocation; preparing a human resources capacity development 
action plan which is in line with the capacity development policy and strategy for the water sector. 
 
348. Bhutan: training for at least 30 government officers and stakeholders in the principles of 
IWRM and GIS mapping; and supporting Wangchhu RBC in preparing its human resources 
capacity development plan. 
 
349. Nepal: IWRM training for at least 30 water engineers, government officers and stakeholders 
through capacity-building programs including sustainable operation and maintenance of the 
decision support system (DSS) developed under the Bagmati River Basin Improvement Program 
for both working and decision making level; improving water monitoring facilities for DSS; and 
preparing the RBO human resources capacity  development plan with the aim to maintain the 
capacity of the RBO and its operational staff to keep the required standard in spite of frequent 
human resources rotation. The target government agencies for the capacity building program 
include HPCIDBC, WECS, Ministry of Irrigation, Department of Irrigation, Department of Hydro-met 
and Bagmati RBO. 
 

b) Our recommendations 
 

350. We agree with the proposed activities. Appropriate incentives are needed for human 
resource capacity development in the RBA and SBAs. An issue with current staffing of the RBA 
and the SBAs is stability of staffing. Skills, once developed, are often lost since these staff either 
move to opportunities outside government service or are ‘poached’ to meet needs at the national 
level or in other river basins. Reasons for this include the limited pool of skilled staff in MEW and 
the lack of clear career progression for government staff. Providing strengthened human resource 
development within MEW may allow an incentive of individual government service career paths to 
be identified by staff of the RBA and SBAs. 
 
351. Each position in the approved RBA and SBAs structures should have clearly defined 
responsibilities and competencies, as should the positions held by MAIL staff to be involved in the 
P-ARBP II watershed management work.  
 
352. Staff currently engaged in positions within the RBA and SBAs should be assessed to define 
capacity building needs and a capacity development action plan developed, in consultation with P-
ARBP, to cover the most important areas of shortfall, and then implemented.  
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3. Output 3 
 

a) Proposed Activities in TA Paper 
 
353. The activities will include regional workshops and conferences and the preparation and 
dissemination of two knowledge products. The knowledge products will address formulation of 
RBO and consensus making mechanism in mountainous river basins that are vulnerable to climate 
change and have diverse stakeholders; and river basin planning with climate change adaptation 
and disaster risk management. 
 

b) Our recommendations 
 
354. We have no comment on the proposed activity at this stage. It will be important that the 
workshops, conferences and knowledge products are relevant to the target audience, and that the 
right participants are involved.   
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Appendix 9: Water Sharing 

355. A process for water sharing needs to be developed for the P-ARBP. Currently in most years 
there is sufficient water available for all water users to take the water they need. However, water 
demand is growing as redevelopment takes place. Additionally, there is insufficient water available 
in drought periods and these are forecast to become more frequent with on-going climate change. 
Water sharing arrangements should be based on water entitlements, which in accordance with the 
Water Law should be recorded in water use licenses. 
 
356. Existing water rights under past ‘traditional’ management are required by the Water Law to 
be converted to water entitlements which are to be specified in water use licenses. These 
traditional rights will, however, be difficult to determine as traditional water management practices 
have broken down and many water use scheme have fallen into disrepair. Additionally, 
reconstruction of water use schemes has resulted in expansion of irrigated areas and enlargement 
of offtakes and channels. The tasks suggested below provide a process for equitable allocation of 
water entitlements given information on the current water use schemes. 
 
357. Water entitlements, once determined and agreed, should be used with water forecasting to 
enable equitable sharing of water resources. In line with the Water Law, water requirements should 
be divided into prioritized groups with water for drinking water and livelihood purposes being given 
the highest priority. Advice shall be sought from MEW on whether other uses need to be 
differentiated in priority, such as giving higher priority to industry and permanent crops, like fruit 
and nut trees, over annual irrigated crops such as rice, cotton and wheat. 
 
358. Available water is not all the water which is forecast to flow in the river. Some water must 
be set aside to be used for drinking water and livelihoods, river environment and commitments to 
downstream sub-basins. Estimates of these needs and provisions to ensure that they are met must 
be made during the process of determining available water. 
 
359. Once the amount of available water in an irrigation season has been calculated, it is shared 
among the irrigation schemes in a sub-basin in proportion to the water entitlements. 
 
360. All rivers in the P-ARB contribute water to the transboundary Amu River (Amu Darya). Thus 
in the longer term there will need to be an assessment, negotiation and agreement on the residual 
contribution from each sub-basin to this transboundary river after water is taken to meet the water 
use needs in that sub-basin. In addition, to provide equitable water sharing with reasonably 
equivalent levels and frequency of water restrictions, the Upper Kunduz and Taloqan Sub-basins 
will need to provide a flow at the lowest point in the sub-basin to meet some of the water needs in 
the Lower Kunduz sub-basin. 
 
361. The suggested method of implementing water sharing in the P-ARB is by specifying 
restrictions on water diversion to irrigation schemes by reference to river heights at flow gauges: if 
the river height is greater than a specified upper limit water may be diverted; if the height is less 
than specified upper limit but greater than the specified lower limit, water may be diverted after 
obtaining clearance from the SBA; if the river height is below the specified lower limit, water may 
not be diverted. Where possible, the reference river gauge should be in the river below the 
irrigation scheme offtake. 
 
362. The basis for water rights will need to be decided. Area should be used as a proxy for the 
historical amount of water used is likely to be inaccurate in current contexts. 


