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 Executive Summary I.

1. The impact of the proposed Project 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 shall 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 3 (Watersheds properly managed and protected) provides the capacity and 
resources for MAIL, and associated DAILs in up to five provinces (Kunduz, Takhar, Baghlan, 
Badakhshan and Bamyan), to improve community-based watershed management. This output 
includes  

(i) preparation of a community-based natural resources management technical manual and 
guidebook;  

(ii) training of DAILs’ staff as master trainers who will conduct training of communities;  
(iii) identification of watershed/rangeland sites for restoration and protection; 
(iv) creation of community forestry/rangeland associations;  
(v) preparation of natural resource management plans;  
(vi) implementation of natural resources management plans. These activities aim at improving 

management and protection of watersheds in the immediate vicinity of schemes identified 
under Output 1, reducing runoffs, thus decreasing siltation of irrigation canals and damage 
to infrastructure from flash flooding, thus protecting the value of infrastructure investment 
under both Output 1 and 2.  
 

4. Activities for the implementation of output 3 are as follows: 
 
 Activity 1: Preparation of a Community-based Natural Resources Management Technical 

Manual and Guidebook 
 Activity 2: Identification of Sites (approx. 21) 
 Activity 3: Training of DAILs who can train communities  
 Activity 4: Creation and strengthening of Community Associations 
 Activity 5: Preparation of Natural Resource Management (NRM) Plans 
 Activity 6: Implementation of NRM Plans (up to $100,000 per plan, with budget provided for 

additional plans if additional sites/schemes are identified). A Payment for Ecosystem Services 
(PES) initiative will be piloted with one association with a budget provided of US$40,000. 
 

5. Implementation arrangements. MAIL will be responsible for the management of output 3. 
A PMO (costed under Output 2) will be set-up and embedded in MAIL in Kabul, working as needed 
with other MAIL departments - including the NRM Directorate for this Output 3. This is preferred to 
setting-up a new PMO just for this output which would make administration and financing of the 
project too complicated. DAILs (in Kunduz, Takhar, Baghlan, Badakshan and Bamyan) will have an 
active role in the day-to-day activities. To co-ordinate activities (including financial management) at 
the field level, a PIO will be set-up an embedded in the DAILs (i.e. within the same building). The 
PIO Directors will report regularly to the DAIL Directors on progress. The PIOs for Bamyan and 
Baghlan will only be set-up if activities are to be implemented in these provinces – at the moment 
no priority schemes are located in these provinces so no work is planned for the moment. Instead, 
staff and resources can be redirected to other PIOs as on an as needed basis. 
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6. Existing government staff in the DAILs will have key responsibilities for day-to-day work. 
The DAILs may also work with the District Agriculture Offices (Agricultural District Officers (ADOs)) 
as required. Staff will be paid under the tashkeel (government contribution) but per diems will be 
provided for long-days and overnight stays away from the office. DAILs will be supported from the 
Project through the provision of vehicles, equipment and office and vehicle running costs.   
 
7. 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 MAIL and the DAILs 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.  
 
8. To help build capacity of MAIL/PMO, DAILs/PIOs and to provide oversight, a team of 
international consultants (see Annex 2 of the Project Administration Manual) will be hired through 
an international firm (Implementation Support Consultancy (ISC) firm). Procurement will be 
organised by MEW but with MAIL representatives on the evaluation committee. 
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 Introduction to Watershed II.
Management 

9. Watershed management is crucial in sustaining the basic needs of Afghan rural 
communities. As a spatial unit outlined by ridges that funnel rainfall or snowmelt into surface and 
groundwater, stream, and eventually draining in a common outlet like a river downstream, sound 
watersheds provide constant, clean water for household use and for the irrigation of farmlands in 
support of agricultural crops, ensuring food security. Healthy watersheds decrease soil erosion by 
controlling the flow of water downstream, mitigating the impact of flooding during wet periods. Sub-
surface water renews ground water reserves and is important during dry years. Watersheds can 
also be tapped to produce energy through micro-hydro power plants and maintain soil integrity for 
agriculture and livestock to thrive. Drainage patterns or the system of tributaries, streams or rivers 
that conducts the flow of water from the ridges to a larger river may vary depending on the 
topography of the watershed. In Afghanistan, a semi-desert, arid country with high mountains and 
steep slopes, the drainage pattern is generally characterised as a “parallel system,” a system with 
few tributaries that stretches in a parallel design and water flows along the slope in the same 
direction. This makes many lowland communities, particularly their rural livelihood, vulnerable to 
flash floods and more so, if the watershed is unstable or degraded. 
 

10. In the past, communities 
located in watersheds were able 
to face the challenge of 
managing water and other 
natural resources. A predictable 
climate coupled with hundreds 
of years of trial and error forged 
a traditional system of 
knowledge based on an intrinsic 
understanding of the 
interrelationship between land, 
water, and vegetation. Customs 
and traditions demonstrated the 
function of these natural 
resources when used for rural 
livelihood or productive 
purposes. Moreover, they 
indicated the trade-offs between 
social, economic, and 
environmental benefits of the 
watershed’s natural resources. 
Had conditions remained as 
they were, customary practices 
around natural resource 
management would have 
developed and deepened 
among members of these 

communities. However, the combined effects of decades of conflict and climate change 
characterizing today’s rural Afghan context have led to the loss of this traditional knowledge 
resulting in very unstable watersheds and poor management practices with consequences to 
downstream agriculture.  

© US Forest Services Research and Development 
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11. The effect of civil unrest has been to isolate communities and confine them to certain areas 

where an increase in competition over natural resources favours their exploitation, especially in the face 

of people’s everyday needs.  

12. Furthermore, in many areas, the growing population and increasing rate of return of displaced 

people have increased the pressure on limited land and water resources (including forests, rangelands, 

rain-fed agriculture land, particularly on steep mountain slopes, etc.). Illegal poaching of natural forests, 

which are critical components of watersheds, and the conversion of pastures into cultivated rain-fed 

land have granted immediate benefits to communities while threatening them into enduring the 

consequences of an unstable watershed. In addition to the physical depletion of "forested areas,” 

traditional management practices in woodcutting, nut harvesting and livestock grazing have been 

abandoned, lessening the likelihood of transferring traditional skills and knowledge. This is triggered by 

a need to survive in an unstable and unpredictable environment in which most people fail to consider 

their needs and those of their communities beyond a very brief time span. This unsustainable and 

uncontrolled exploitation and widespread environmental degradation poses a serious threat to people’s 

livelihoods
1
. Harsh climatic conditions have exacerbated the problem, particularly in upstream sub-

catchments, and it is commonly admitted that under the present circumstances, natural seeding, and 

thus natural forest and rangeland regeneration, is excluded for various reasons, among others, the lack 

of policy and governance programme, lack of awareness on the part of the upland communities and for 

the local communities – short term benefits outweigh the benefits of long term regeneration. 

13. Currently, Afghanistan’s agricultural communities are confronted with limited to almost no 

options in meeting the demand for firewood. The country faces severe flooding, widespread soil 

erosion, and reduced water retention in aquifers as a result of overgrazing and drought. Grazing lands 

are said to suffer loss in quality and quantity of plant cover as a result of overgrazing and the collection 

of bushes for fuel. Concentrated grazing on limited rangelands means less land is available for both 

Kuchis and non-migrating farmers. The result is the increased and widespread overgrazing, which is yet 

another unsustainable and harmful practice that demonstrates how poor watershed management can 

directly and negatively impact farming communities, particularly those downstream.  

14. As the Afghan rural population grows in vulnerability and bears the brunt of living in a fragile 

landscape, it is worth noting that all is not lost. There are key opportunities, among them proper 

watershed management, that can drastically reorient environmental outcomes in these areas. A 

rehabilitated watershed allows controlled grazing, terracing, improved and increased fodder production 

in irrigated areas, as well as rangeland regeneration, which under the current unsustainable practices, 

would not be possible. It also ensures that downstream communities are able to continue their 

agricultural way of life. 

15. This study focuses on the importance of shared and proper watershed management in 

sustaining the needs of rural Afghan communities. It is one solution that encourages a more meaningful 

partnership between a government that provides an enabling environment for rural communities to 

achieve self-determination and farming communities who are up to the challenge of protecting and 

preserving the watersheds that support their lives. 

                                                           

1
 UNEP, “Post Conflict Environment Assessment Report, Afghanistan”, 2003. 
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A healthy watershed in Badakshan province. A highly degraded watershed in Badakshan province. 
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 Situational Analysis III.

 A. Watershed Management in Afghanistan 

16. Managing watersheds is a crucial aspect of natural resource management in Afghanistan. 
As a unit of intervention, watersheds naturally bring together upstream and downstream 
communities who rely on each other for access to water. In the past decade, the Afghan state, 
through its policies down to its procedures, has also been cognizant of the importance of proper 
natural resource management and has sought to become a partner of communities in ensuring 
sustainable water flows. This section examines the relationship between policy and practice in the 
management of watersheds in Afghanistan. 
 
17. The right regulatory environment and governance scheme grants communities better 
access to the management of resources, according to their needs and customs, while also 
protecting their rights to water. Afghanistan’s policy framework and legal instruments partially 
demonstrate how this is made possible. First, the national policy or strategy states the 
government’s objectives and describes the approach or process of implementing a particular 
strategy in order to achieve an objective. In the case of natural resource management, the Afghan 
National Development Strategy of 2009-2013 (ANDS) provides the comprehensive programme 
and approach toward Afghan nation building, of which agricultural development is a key 
component. Second, laws or decrees exist that serve as legal instruments to give the policy effect. 
Pertinent documents include the Rangeland Law 1971 and the Draft Rangeland Law 2009, the 
Forestry Law 1997, 2013, the Environment Law of 2007, and the Water Law of 2009. Apart from 
granting protection to Afghanistan’s natural resources, these laws also form an integral part of the 
comprehensive Agriculture Development Strategy as they tackle land use and delve into issues 
like land ownership and conversion. Aside from laws, further contextualization to address specific 
concerns occurs in sectors wherein policies or strategies are developed by agencies like the 
Ministry of Agriculture, Irrigation, and Livestock (MAIL), formerly the Ministry of Agriculture and 
Animal Husbandry (MAAH). Third, in order to guarantee the implementation of these policies, 
regulations (Moqarara) and procedures (Tarzulamal) are set to provide guidelines and 
administrative methods within the scope of the legal instruments. 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. This model of 
public administration grants shared responsibility among the different levels of government –
national, provincial/basin, district, and village—as well as the citizenry. It also clearly articulates a 
division of responsibilities between the public and the private sector, encouraging better 
coordination between the two.  
 
18. The table below is a listing of the progress of national policies, laws, regulations and 
procedures related to natural resources and watershed management in Afghanistan. 
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Table 1: Brief timeline of the various legal instruments and gaps related to natural 
resources and watershed management in Afghanistan 

National 

Policy/strategy 

 National Development Strategy 2002 I Afghanistan National Development 

Strategy 2006 

 Afghanistan National Development Strategy 2009-2013 

Law or Decree  Rangeland Law 1971 

 Environment Law 2007 

 Water Law 2009 

 Draft Rangeland Law 2009 (pending) 

 Forestry Law 1997, 2013 

Sectoral Policy or 

strategy (MAAH used 

to be MAIL) These 

ministries had direct 

impact on water. 

Pronouncement, not 

legally bound.  

 MAAH: A Strategy for Agriculture and Livestock Development 2002 

 MAAH: Making Agriculture and Productive Management and Sustainable 

Use of Natural Resources the Engine of Socio-Economic Development 2004 

 MAIL: Policy and Strategy for the Forestry and Range Management Sectors 

2005 

 MEW: Water Resources Management 2007/08-2012/13, 2008 (IWRM Policy 

prepared in consultation with other Ministries) 

 MAIL: Final Strategy: National Agriculture Development Framework 2007 

(specifies Community based NRM) 

 MAIL: Draft Rangeland National Plan 2012 

 MAIL: NRM Policy (Draft 2015 will incorporate MAIL Rangeland plan of 

2012) 

Moqarara 

Regulation 

 Draft Moqarara for Social Forestry Management (2014) 

 No draft Moqarara for implementing CBNRM 

Tarzulamal 

(Procedures) 

 

 Tarzulamal for Harvesting and Sharing for Pine Nuts in Government Lands 

(2008) 

 Tarzulamal for Harvesting and Sharing for Pistachio Nuts in Government 

Lands (2008) 

 Interim Tarzulamal for Protected Areas Management (2008) 

 Tarzulamal for establishing Social Committees for Natural Resources 

Management and Protection (2009) abandoned  

 Tarzulamal for Harvesting and Sharing for Medicinal Plants in Government 

Lands (2013) 

 Tarzulamal for Registering Forestry Association 2014 

 Tarzulamal for Registering Rangeland Association (in process 2015) 

 Interim Tarzulamal for Protected Areas Management Association (2015) 

 

19. Afghanistan was recovering from a period of rapid change when these policies and legal 
instruments were crafted. There was immense pressure put upon the new leadership to develop 
rehabilitative measures and begin the process of rebuilding institutions. The resulting rules and 
regulations contained general thrusts and directives that were theoretically sound, often reflecting 
global development trends, but lacking the benefit of being reviewed in context because these 
were new laws set in a post-conflict environment. In addition, strategic planning led to the re-
engineering of the state structure that created new offices and government functions that had not 
previously existed. Government offices were challenged to undergo change management, fulfilling 
certain duties despite not having a clear scope of work set out for them. These conditions posed 
difficulty to policy-making bodies and the sectors represented alike, but the effects were, no doubt, 
most felt by the communities themselves. In natural resource management, a move to regulate 
resources properly directly impacts their water supply and livelihood. In recognition of this, the 
government has always been keen to adopt a community-based natural resource management 
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(CBNRM) scheme that places communities at the forefront, overseeing the use of the natural 
resources closest to them. However, because of inexperience and the lack of some technical 
assistance, CBNRM has not quite been fully communicated and practiced at scale. 
 
20. Taking all of this into account, the policies outlined above do demonstrate the state’s 
success at and commitment to nation building. After all, the government’s careful consideration of 
agricultural policies assures citizens that food security and the economic wellbeing of Afghans is a 
priority. However, in the decade that has passed, fieldwork done in natural resource management 
has produced evidence that suggests room for improvement where natural resource management 
is involved. The lack of experience and examples from which to glean insight has been the primary 
hindrance to improvement causing CBNRM guidelines and processes to remain unarticulated. 
Looking at the past ten years provides an opportunity to do evidence-based policy review that 
enables government to be more responsive to the needs of communities while also instilling a 
sense of responsibility among citizens and communities. 

 B. Improved Regulatory Environment for Watershed 

Management in Afghanistan 

21. Based on the policies and laws specified above, the main considerations for improving 
policy on watershed management revolve around three concerns2: 
 The prioritization of rangelands as they contribute more to Afghanistan’s gross domestic 

product (GDP). 
 The emphasis given to watersheds as the intervention that preserves the ecological integrity of 

rangelands and sustains communities. 
 An integrated approach where, if watersheds are the intervention, then there is a need to 

preserve a natural relationship between upstream and downstream communities. In this case, 
management of natural resources is best done through a community-based approach.  
 

22. Specific to the management of watersheds, the Afghanistan National Development Strategy 
of 2009 – 2013 already mentions CBNRM as an approach that can be complemented by benefit 
sharing strategies among upstream and downstream communities and the government, provided 
that there is some capacity-building that occurs. The policy also makes mention of integrated 
management activities at the watershed level - however the indicators are disaggregated for forest 
and rangeland. While introducing CBNRM as a viable approach, ANDS does not speak of 
complimentary activities in forest and rangeland rehabilitation and protection. Neither does it 
mention management to mitigate soil erosion and improve ground water capture in a watershed, 
which are indicators of improved or better management of watershed. The ANDS discusses 
integrated management at the watershed level but forestry and rangeland activities tend to be non-
complementary in a watershed. It does not specify new policy work and regulations to harmonize 
forestry and rangeland activities. Lacking in an integrative way of thinking, the approach has been 
to treat forests and rangelands separately even as watersheds, by nature, already encourage a 
more comprehensive approach to natural resource management.  
 
23. Though forests are undoubtedly important, especially to the life of a watershed, the 
synonymous treatment with rangelands has not allowed resources to be optimized. Programme 4 
of the National Agriculture Development Framework 20073 (NADF) on Natural Resource 
Management (NRM) places equal importance to forest and rangeland resource sharing. However, 
rangeland occupies 48% of land area and supports ~28M in livestock contributing roughly 30% 

                                                           

2
 Personal communication with MAIL NRM counterparts. 

3
 This policy was reviewed in 2009 and remained in draft form “The MAIL Natural Resources Management Programme 

Review Document, 2009”. The review document essentially affirms Programme 4 of the 2007 policy. 
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GDP4 to Afghanistan’s coffers. As such, priority must be given to rangelands as they are also the 
predominant natural resource. The best way to protect them is to emphasize proper management 
of watersheds because more people depend on it. The NADF re-emphasizes CBNRM using a 
watershed approach, even going as far as asserting that by 2010, CBNRM is to be put into practice 
and priority watersheds identified. 
 
24. Specific to the laws mentioned above, challenges abound in terms of the implementation 
and interpretation of the laws. For instance, Article 34 of the Environment Law requires inter-
ministerial planning for integrated watershed management. As theoretically sound as this article is, 
the prevailing paradigm is not the integrated approach but rather one that allows people or 
Ministries to specialize and focus narrowly on concerns without often seeing the bigger picture. 
The law likewise prioritizes the rehabilitation and conservation of riverine areas. Grazing of 
livestock is to be managed and controlled by MAIL in cooperation with National Environmental 
Protection Agency (NEPA), Provincial, District and village councils to minimize impact on and 
optimize use of vegetation cover. These require no grazing in areas segregated for natural 
regeneration and vegetation cover to be restored using indigenous vegetation. There are also 
designated corridors for nomadic pastoralists along traditional routes5 and the law attempts to 
integrate such corridors in land use and NRM plans. There are enough provisions in the 
Environment Law to guide a detailed management plan for rangeland and forest resources and 
yet, such a plan either does not exist or has yet to be implemented. 
 
25. The Forestry Law on the other hand has the forestry sector policy proposing a stewardship 
agreement with communities registered as associations following the MAIL “Procedures for 
Registering Forestry Associations” and the different MAIL procedures related to harvesting and 
sharing agreements in government owned orchards. The procedures do state improved rural 
income and food security, which are important practical features. However, more consideration 
needs to be identified for the role of forestry in watershed management, controlling soil erosion 
caused by wind and water, and reducing sedimentation of streams and irrigation canals 
downstream. Income from established forests do not indicate reinvesting the revenue for 
reforestation. Unlike the harvesting sharing agreement for pine and pistachio nuts, there is no 
sharing of revenues between the government and the association when it comes to timber trees. 
This only reinforces the lack of a recognized relationship between upstream and downstream 
communities. Under the “Procedures for Registering Forestry Associations” permits are granted, 
legally recognizing the capacity of communities to plan and manage the forest and water resources 
in order to preserve its biological diversity, regenerative capacity, economic productivity and does 
not harm other ecosystems. Similarly, the Water Law specifies the Integrated Water Resources 
Management. This is yet another reiteration in legislation that could spell constraints in 
implementing these laws as they are all written to address particular sectors but are not able to 
respond comprehensively, through an integrated approach.  
 
26. The Draft Rangeland Law of 2009 authorizes community based planning and management 
of the rangeland resources. The law is pending approval in Parliament due to unresolved issues 
between MAIL, the Parliament and the Independent Land Authority (ILA). These issues relate to 
land ownership and conversion of public and common lands to private freehold. The ILA was 
recently reconstituted with a new Director General to review these issues with MAIL. The newly 
reconstituted Independent Land Authority is also mandated to review the law. There are 
unresolved issues between MAIL and the ILA and it will take time for the ILA to acquaint itself with 
the myriad of land issues in the country. As such, there is no indication of what land issues it will 
prioritize: will it be urban or rural land issues? The higher number of procedures is perhaps an 

                                                           

4
 In MAIL, P ARBP, et al., Proceedings of the Workshop on Harmonization and Strengthening of Policy and Approaches 

in Sustainable Community based Watershed Management in Afghanistan. March 2014, Funded by the European 
Delegation in Afghanistan. 

5
 Policy guidelines defining traditional routes. 
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alternative strategy of MAIL NRM to legally enable them to address their perceived issues in the 
field such as the lack of any regulation to register rangeland associations. The drafting and 
approval process for Tarzulamal that takes place only in MAIL is less complex and time 
consuming. However, this is only a short-term remedy until the revised Rangeland law is passed. 
 
27. Regarding the passage of the Rangeland Law, MAIL NRM has proposed revisions to the 
law which was forwarded to MAIL’s Policy Analysis and Legal Advisory Department (PALAD) for its 
comments during the first quarter of this year. There has been no response from MAIL PALAD to 
date. This so far has been the only step the ministry has taken towards the passage of the law. 
 
28. The new draft NRM policy (2015) that is pending and under discussion in MAIL requires 
attention as there is a need to revisit this policy to see if a key decision has been made by 
government, such as directing more ecological research and restoration work in rangelands and 
balancing sustainable use and protection of natural resources using CBNRM as an approach in 
integrated watershed management. Furthermore, this policy has to take into account the strategy 
for rehabilitation of rangelands or forest. How much will the government allow for the use of fodder 
species to rehabilitate rangelands at the expense of biological diversity? Biological diversity is 
particularly important for habitat recovery and an important factor when reseeding rangelands. Are 
rangeland seeds imported from neighbouring countries alien species? 
 
29. In summary, an integrated/ecological approach necessitates that there be policy support 
dealing with relationships between upstream and downstream communities. The central, provincial 
administration and the “rural” communities must plan upstream land uses that significantly benefit 
downstream irrigation farmers using a watershed approach. The central and provincial 
administration can implement a community-based approach in managing the forest and rangeland 
resources that includes the transfer of management responsibilities to communities (Policy and 
Strategy for the Forestry and Rangeland Management Sectors 2005). 
 
30. While the national regulatory framework for watershed management recognizes the 
important role of rural communities in planning and managing the country’s natural resources, 
there is no regulation, procedure, or manual detailing how CBNRM is to be implemented6. These 
should include comprehensive regulations, guidelines or a manual on watershed rehabilitation and 
management. Watersheds are also seen as interventions yet it is not specified as a planning and 
management unit, rather the policy states that the management unit is “within defined community 
geographical areas.”7 There is also no clear MAIL plan to identify natural resources management 
issues or subjects for drafting policy, regulation or procedures. 
 
31. In addition, policy has not reflected an ecological approach that takes into consideration the 
many parts of a whole. Perhaps in the beginning the goal of NRM was to address particular needs, 
however, in the implementation of the aforementioned laws, evidence demonstrates that an 
ecological approach was most cost-efficient and sustainable.  
 
32. In terms of NRM policies being relevant to the public, it is also apparent that there is no 
MAIL guideline explaining to its staff or the public how policies, laws, regulations and public 
administration functions. There is also no explanation for how natural resources management 

                                                           

6
 Round table discussion with MAIL NRM counterparts and In MAIL, P ARBP, et al., Proceedings of the Workshop on 

Harmonization and Strengthening of Policy and Approaches in Sustainable Community based Watershed 

Management in Afghanistan. March 2014, Funded by the European Delegation in Afghanistan 
7
 It should be noted that the term ‘watershed’ incorporates a number of different land types/uses; the most predominant 

being rangelands (some estimates suggest 75-80% of Afghanistan can be considered rangeland), next cultivated rain-
fed lands, then forest lands, mountainous areas etc., in MAIL, P ARBP, et al., Proceedings of the Workshop on 
Harmonization and Strengthening of Policy and Approaches in Sustainable Community based Watershed 
Management in Afghanistan. March 2014, Funded by the European Delegation in Afghanistan 



11 

 

relates and forms an overall structure for the management of natural resources8. The Water Law, 
for instance, requires that water flows, which are defined by watersheds, must be considered in 
this natural resource management structure.   

 C. Institutional set-up for watershed management 

33.       As previously mentioned, national and sector policies for natural resources 
management identifies watersheds as the planning unit for integrated watershed management. 
Various laws dictate the role and responsibility of each ministry for a particular sector, for example 
the water sector. The inter-ministerial cluster approach of the ANDs could have been the 
opportunity to learn integrated watershed management. However, it did not take place. MAIL or 
NEPA speakers in several workshops have recommended better inter-ministry coordination but 
there is no regulation and procedure that articulates the institutional arrangement to facilitate 
coordinated planning, protection and management of watersheds. Watershed Management 
projects of MAIL are largely forestry activities in a watershed9, perhaps due to the fact that in the 
MAIL and DAIL organogram, watershed management is under the Forestry and Watershed 
department (see figure below). There is no separate department for watershed management. MAIL 
and DAIL are sufficiently staffed for the forestry management work, but not particularly for 
watershed management. 
 
34.       The Figure below shows MAIL NRM Directorate indicating that the watershed is 
integrated into the Forestry Department. 
 

 

 

                                                           

8
 In MAIL, P ARBP, et al., Proceedings of the Workshop on Harmonization and Strengthening of Policy and Approaches 

in Sustainable Community based Watershed Management in Afghanistan. March 2014, Funded by the European 
Delegation in Afghanistan 

9
 Personal communication with MAIL NRM counterparts 

Figure 1: Organisational Structure of the GD of Natural Resources, MAIL 
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 D. Review of watershed conservation works in P-ARBP and 

elsewhere (interventions)  

35. Watershed conservation projects were initially spearheaded by NGOs that identified 
specific watersheds for management and conservation. What started as post-conflict 
reconstruction model evolved into projects that included rural interventions testing various 
approaches to watershed management, rehabilitation, and protection. MAIL was initially involved 
as an observer and as their capacity to manage increased, their participation in the process has 
also expanded to include community mobilization, granting of Community Forestry Association 
Licenses and monitoring watershed management activities. Watershed-type projects in 
Afghanistan start with mobilizing communities followed by integrating complementary activities to 
control soil erosion and improve surface and sub-surface water management, using physical 
structures and/or vegetative restoration methods in village rangeland or forest zones. Community 
management plans are drafted and agreed upon by community members prior to the completion of 
the project. All these measures are also intended to improve agriculture productivity and rural 
income. The MAIL NRM Rangeland officer reported that to date the following had been 
accomplished:  the “regeneration of rangelands through 20,000 hectares of qurugh (fallow) areas, 
the restoration of 50 hectares of rangelands in Helmand, the establishment of ‘production and 
propagation’ centers for rangeland plant species in 5 provinces, and production of 1,373,000 
saplings of rangeland species”10. 
 

Table 2: Watershed rehabilitation projects in the Panj-Amu Basin (not exhaustive) 
Implementing 

Organization 

Project Location 

AfghanAid Participatory Watershed Management and Upland 

Catchment Rehabilitation and Management (under P-

ARBP) 

Badakshan 

Province 

Aga Khan Foundation Participatory Management of Irrigation Systems (under 

P-ARBP) 

Baghlan, Bamyan 

and Takhar 

Provinces 

Catholic Relief Services Sare Ahangaran Watershed Project Bamyan Province 

Concern Worldwide Integrated Development, Environment and 

Sustainability, Sustainable Management for Improved 

Livelihoods and Environment, Social Water and 

Integrated Management Project (under P-ARBP)  

Takhar province 

Helvetas Building resilience through Integrated Watershed 

Management 

Bamyan Province 

Lapis Lazuli Sky Karasti Village Watershed Project, Province Badakshan 

Province 

Solidarite International Panj-Amu River Basin Project Bamyan Province 

UNEP Dash tok Village Integrated Micro-hydro Power 

Watershed Management Project, Tagab e keshim, 

Badakshan province 

“Qabre Zagak Small Catchment Village Project, 

Kushkak Valley, Bamyan District, Bamyan Province” 

Badakshan 

Province 

Bamyan Province 

 

                                                           

10
 Proceedings of the Workshop on Harmonization and Strengthening of Policy and Approaches in Sustainable 

Community based Watershed Management in Afghanistan. March 2014, Funded by the European Delegation in 
Afghanistan 
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36. Five non-governmental organizations (NGO) were selected and funded by the Panj-Amu 
River Basin Programme (P-ARBP) specifically to improve water and land resources management 
in the upper catchment areas through registered and institutionalized community based 
associations. The NGOs were: Aga Khan Foundation, AfghanAid, Concern Worldwide, Mercy 
Corp, Solidarite International.  To date 35 Community Forestry Associations and 27 Community 
Rangeland Associations have been set-up and registered under P-ARBP. It is worth noting that 
Community Rangeland Associations (CRAs) were registered at the Department of Agriculture, 
Irrigation, and Livestock (DAIL) without any regulations being provided by MAIL. CFAs can be 
registered with MAIL however as per the forestry law.  
 
37. Below is a diagram indicating the process leading to the registration of associations and on-
going training needs.  
 

 

38. Community Forestry and Community Rangeland Associations are legally registered and 
recognized group of household members with a particular stake in their local forest or rangeland 
resources. It has a constitution, by-laws, a complement of officers and a plan to protect and 
manage the local resources. Annual membership fees range from 50Afs to 100Afs and decided by 
the members. Total membership can range from as low as 20 to 1000 household members. 
Interestingly, female membership is proportionately equal to male members. Association meetings 
can be classified into two categories – the annual general assembly meetings and quarterly 
meetings, with usually issue based agendas. Accrued association fees are usually earmarked for 
general operations and maintenance.   
 
39. As an association, it is granted a license by MAIL as stewards and has usufruct rights to the 
forest or rangeland area described in their license. CFA forest areas can range from 6 to 1000 
hectares, while CRAs tends to be larger from 60 to 2000 ha. These areas are a combination of 
strict protection zones and those dedicated for their livelihood, such as woodlots or pasture areas. 
Associations are obligated to practice soil and water conservation measures in managing the land. 
Initially, licenses are granted on a probationary period of 5 years after which time the management 
plan is audited. If it passes the audit, the license is renewed for a longer period. 
 
40. In terms of partnerships, at the Workshop on Harmonization and Strengthening of Policy 
and Approaches in Sustainable Community based Watershed Management in Afghanistan in 
March 2014, the MAIL Forestry Director mentioned that NGO partners “should follow MAIL NRM 
strategy” and more coordination is needed between the NGO and MAIL to share best practices 

Figure 2: Process for establishing community-based NRM associations 
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and lessons learnt in order to harmonize policies and approaches for watershed management. One 
of the NGOs considered that there had been a “misinterpretation of CBNRM as a concept” which 
then reinforces the need for a national guideline for implementing CBNRM11. Again, the 
commitment to communities is there but much remains unarticulated where procedures and 
guidelines are concerned. In solving this, a regulation or detailed procedure for the MAIL NRM 
strategy can be articulated in a national guideline using CBNRM projects as an approach. Such a 
guideline may articulate the following in a watershed context: the operative concepts for CBNRM 
including the use of local or naturally occurring species to be used for rangeland rehabilitation, and 
the use of traditional practices complimented with scientific information in soil and water dynamics. 

 1. Mobilizing Communities 

41. There is an agreement between MAIL and the P-ARBP NGO partners that community 
based management of watersheds is the right approach and is an effective method to rehabilitate, 
manage and protect the community’s natural resources12. In many cases, the rehabilitation works 
in degraded watersheds, forests, wetlands and rangelands are driven more by the agenda of 
assisting NGOs rather than the communities. Since communities have no incentive to develop the 
resources, the assisting NGOs often resort in providing cash subsidies or food-for-work schemes 
to mobilize community members to participate. This is often unsustainable. 

Figure 3: NGO Support Process 

 

42. The MAIL Reforestation projects on the other hand, mobilize communities by 
communicating the government’s policy that values the communities’ current traditional practices 
that are not damaging to their local natural resources and the devolution of shared responsibility 
between the community and the government to rehabilitate, protect and manage the natural 
resources in the form of a Community Forestry Association License. This license allows the 
community association several things: stewardship rights over the area involved; share in the 
harvest of forest products such as nuts and timber; access to funding; and access to training and 
capacity-building. 

                                                           

11
 A water fund is a dedicated financial pool, or platform, to support investments in a watershed’s nature-based functions 
and services. Fund financial support and investment targets are governed by straightforward economic logic: 
beneficiaries should pay for the services they receive at levels to cover the costs of provision, and investments should 
be made to maximize outcomes with available financial resources. Fund-supported interventions often use incentive-
based and outcome-based tools and mechanisms like Payments for Ecosystem Services (PES). 

12
 Proceedings of the Workshop on Harmonization and Strengthening of Policy and Approaches in Sustainable 
Community based Watershed Management in Afghanistan. March 2014, Funded by the European Delegation in 
Afghanistan. 
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Figure 4: MAIL Support Process 

 

 

43. A limitation of the license however, is the assumption, on the part of the MAIL, that the 
statement of “intent to protect and properly manage the resources” could be substitute for a 
detailed natural resources management plan13. The section in the license does not provide the 
detailed description of activities, outputs from these activities and indicators of progress towards 
improved sustainable management of the community’s natural resources, which are required in a 
natural resource management plan. 
 
44. The license serves as an additional incentive for communities in protecting their investment 
in time and hard work in rehabilitating and managing their local natural resources. By legally 
recognizing the associations, they have a stake in the improvement of the management of their 
natural resources. With this recognition, communities begin to perceive government’s policy as 
vital in sustaining and enhancing their livelihood. Furthermore, MAIL’s mobilization strategy is 
especially important in showing the community the government’s presence in the field, their 
concern for the conditions of the people who live there and provide an alternative to the possible 
“shadow” government in an unstable political situation. 
 
45. Participatory tools such as community mapping, illustrate the history and use of their local 
natural resources14 and is important to give the community the time to internalize the condition of 
their local environment, the changes that have taken place, their traditional spatial area, the 
ecological restoration works that have to be done. It also highlights the difficult choices to be 
decided by the community in managing the resources. Facilitated effectively, the community can 
come to a conclusion on whether their area is moving towards instability or not. The end result is a 
visual representation that delineates the management unit, the location for physical and vegetation 
works. It also indicates what has to be protected and allows the community to determine the 
desired condition of the natural resources. Also three-dimensional maps (which are relatively easy 
to produce using google earth) or landscape transects together with the community maps are 
particularly useful to show communities the different water management scenarios and its impact 
to the downstream ecology and community. 

                                                           

13
 Affirmed by FS MAIL NRM counterparts. 

14
 Referred to as knowledge mapping in the Environment Law. 
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Community map and activity. 

 

46. Participatory tools are in fact the first step to identify what needs to be done and establish a 
joint management responsibility among community members and with the government. The output 
is essentially a glimpse of the management plan post-project life and a contract between the 
community and the government. It is a negotiating tool of the work ahead and it outlines the roles 
and responsibilities between the community, the government or an assisting organization. 
  
47. Most NGO trainings for watershed management have concentrated on the soft 
components, such as organizational development to improve the capacity of the association to 
implement their by-laws and boost the confidence of the association in liaising with the government 
through their officers, essentially internal governance. There have also been numerous workshops 
in financial management in the form of bookkeeping skills to ensure accountability around 
association fees. Skills training in conducting community meetings to arrive at a consensus needed 
for members to use the local natural resources in their area have also fallen within the purview of 
non-governmental organization seminars. While these training programs are important to fledgling 
institutions, it is not clear from the training provided what services specific to the task of sustainable 
land and water management the associations would be able to provide to its members. For 
example, can members of associations who received physical and biological erosion measures in 
their farm plot from projects and who benefitted with higher crop yields be obliged to pay back 
without interest the investment within a reasonable period? Both Community Forestry Associations 
(CFAs) and Community Rangeland Associations (CRAs) might also be encouraged to open two 
bank accounts. One of these accounts could be dedicated to accumulating and disbursing 
membership fees to cover the CFA’s or CRA’s operating costs. The other fund could be used to 
receive funds to be spent carrying out physical works and training on land and water management. 
This fund could also receive payback amounts for physical and biological erosion control and 
productivity improvement measures (in materials only) as invested in a farmer’s plots. This latter 
fund could evolve into a ‘water fund’ receiving payments from beneficiaries downstream of the 
managed watershed once downstream benefits have been demonstrated from the restored 
catchment services resulting from the watershed management work. The membership fees bank 
account (or governance fund) can be an association fund for meetings and when coordinating with 
DAIL, Water User’s Associations (WUAs) or Sub Basin Agencies (SBAs) while the accrued 
payback fees (or Payment for Environment Services (PES)) can be an association livelihood fund. 
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48. MAIL could pilot a PES management system according to the following pre-conditions. The 
pre-conditions for testing PES projects in a watershed as the project unit are: 
 
 PES mentioned in the new draft NRM policy 
 New CBNRM regulation specifies merger and legal recognition of existing CFAs and CRAs as 

an association of natural resources users in a watershed. 
 An established sector association (i.e. Forestry or Rangeland association) with a history of: a) 

good executive governance, evidenced by a series of high maturity indices15 ratings, b) passing 
monitoring reports by MAIL indicating successful compliance to the NR management plans in 
their locality, and c) an association that has existed for a minimum of 3 years. 

 In micro catchment as an initial unit to test the PES schemes. 
 

49. Support to the first two pre-conditions are programmed activities in this feasibility study. 
The third pre-condition can be used to do a shortlist of potential associations that can be engaged 
to test the PES scheme. An established association will most likely be more prepared, in a position 
of strength and clarity to present, discuss and negotiate what natural resources or land care 
services it is willing to charge for the commodity it will produce, such as seasonal flow or volume of 
water and mitigating soil erosion and sedimentation. Soil and water management or land-care 
services in a micro watershed scale is easy to locate, describe, and understood by the lowland 
buyer of the services, most likely a farmers association can relate easily considering it does it sown 
land care activities in their immediate area. 
 
50. A couple of CBNRM watershed projects in Afghanistan have been piloted for PES to date.  
One is the UNEP Qabre Zaghak CBNRM project in Bamyan Center, Bamyan province. In this 
project, payment for water allocated for farmers plots are pro-rated. Accrued funds are used for 
supporting the new land care management implemented by the community in their micro 
watershed. Another is the UNEP Dash Tok CBNRM Integrated Micro-hydro Power Watershed 
project in Dash Tok, Tagab e Keshim, Badakshan province. Households pay an additional Afs 10 
per light bulb per month from the monthly utility rate as payment for “environmental services” in the 
form of enhanced rangeland management in their watershed to ensure the correct volume of water 
going into the micro-hydro power plant. 
 
51. PES schemes can generate new sources of cash and business opportunities for an 
association complemented by a deeper understanding of their natural resources. It may also be an 
added incentive to strengthen their association and another step to operate as a business entity. 
There are associated risks that have to be considered too. Loss of customary rights to resources 
(i.e. summer pastures) or income (i.e. summer employment managing the livestock), both for 
lowland and upland stakeholders are likely in a PES schemes. Additional revenues for the 
association must be managed transparently to prevent any internal conflict. 

 2. Civil Works 

52. Civil works in this context are community-driven efforts to physically maintain and manage 
watersheds. Here one can observe, through the various examples provided, the readiness of 
communities (upstream and downstream) to become more engaged in natural resource 
management. These include stonewalls and rock piles, common features in village farmlands or 
grazing areas in hilly or mountain spaces. These were either placed to demarcate small farm plots 
as a deterrent for animals damaging their crops, or it was the closest and easiest place to pile the 
rocks. Other civil works include check dams and water harvesting infrastructure. The following 
examples given below are not exhaustive. 
                                                           

15
 Regularity of association meetings and attendance, 60% success rate of agreed upon actions per meetings, and 
complete financial records 
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53. Rock piles are an existing asset in farmer plots that can be used for stonewall structures. 
Stonewall structures when spaced at intervals along contour lines can be used to demarcate 
terraces for cultivation, and is effective in preventing soil erosion and increasing ground water 
infiltration. An A-frame can be used to mark contour lines - a method easily adopted by the 
villagers. As an added measure to protect and strengthen these stone walls, a one-meter buffer 
zone on both sides of the stone wall can be established, banning any rain-fed farming activity but 
allowing for the planting of local vegetation for trees. A demonstration project by CRS in 
Ahangaran, Bamiyan province showed how a rain-fed plot outside the buffer zone improved crop 
yields16.  
 
54. In small villages with micro-watersheds, the source of water comes from a chisma, a spring. 
The water is conveyed along a gully and collected in a village pool called a nawor. The flow of 
water along the gulley is controlled by bandaks or gulley plugs. The system can be improved by 
imposing a strict no use zone around the spring, making the gulley plugs more robust, spaced at 
given intervals to minimize siltation, increase water infiltration and replacing the retaining walls of 
the village pool with concrete. At a UNEP-CBNRM project in Qabre-Zaghak, in Bamiyan Province, 
villagers reported an increase in water collection enabling them two harvesting cycles of lucerne, 
increasing fodder stocks for their livestock and reducing grazing pressure around the spring. Less 
grazing pressure also improved results of assisted natural regeneration of the existing vegetative 
cover in the area.17 Dakas are traditional tri-pod like wooden gabions used by rural communities in 
upper watersheds to protect the riverbanks. This technology can be improved with tougher 
materials and strengthening its assembly. The location and number of dakas per location must be 
based on a good understanding of the river’s behaviour or fluvial geomorphology. Parallel villages 
along each side of a riverbank have worked together using dakas and applied fluvial 
geomorphology to protect their farmlands, rehabilitate the riverbank.18 

Figure 5: UNEP-CBNRM Micro Watershed Project (2009) 

 

                                                           

16
 Magno, Dripchak M. eds, “Community-based Natural Resource Management Selected Experiences and Practices in 
Afghanistan, BSP/NEPA, 2010. 

17 
UNEP-CBNRM project 2009, Qabre-Zaghak, Bamyan Province. Project cost USD 1.500 

18
 UNEP-CBNRM project 2009. Boon e Ferroz bahar, Bamyan Province. Project cost USD 7,000 
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Dakas - UNEP CBNRM Project, Bamyan Province 

55. Check dams (or gully plugs) are small, sometimes temporary, dams constructed across a 
wash/torrent or waterway to counteract erosion by reducing water flow velocity. 
 
56. Bunds are used to bring sloping land effectively into strips of land to allow for cultivation. 
They are usually made of earthen material or stones and linearly constructed along contour lines. 
Plant material is sown along either side of the bunds to hold the soil and reinforce the structure. 
Soil materials washed during a rain are deposited along the bunds. Earthen bunds are applied on 
steeper slope (>25%) while bunds made of stone are constructed at slopes less than 25%. 
Average cost for the construction of bund is USD 0.25 per liner meter (0.4X0.5M)  

Figure 6: Bunds 

 
 

https://encrypted-

tbn1.gstatic.com/images?q=tbn:ANd9GcTLGn1EtfkDXiFqm0JvQjThdIpjMZQFgFEaHScy78Bm6tP2S-ws_g 

57. Rainwater harvesting structures are those that accumulate and store rainwater for reuse 
on-site, rather than allowing it to run off. Rainwater can be collected from rivers or roofs, and in 
many places the water collected is redirected to a deep pit (well, shaft, or borehole), or a reservoir 
with percolation. Its uses include water for gardens, livestock, irrigation, and domestic use. The 
harvested water can also be used for longer-term storage and for other purposes such 
as groundwater recharge. 

https://en.wikiversity.org/wiki/Rainwater_harvesting
https://en.wikiversity.org/wiki/Rainwater_harvesting/Surface_water
https://en.wikiversity.org/wiki/Rainwater_harvesting/Rooftop_rainwater_harvesting
https://en.wikiversity.org/wiki/Rainwater_harvesting/Groundwater_recharge/Wells,_shafts,_and_boreholes
https://en.wikipedia.org/wiki/Livestock
https://en.wikipedia.org/wiki/Irrigation
https://en.wikiversity.org/wiki/Rainwater_harvesting/Groundwater_recharge
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58. In Dash-tok, Tagab e Kishim, Badakshan Province, UNEP-CBNRM19 used a micro-hydro 
power plant to encourage communities to protect their area which had a considerable stand of 
juniper woodlands. In exchange for the small power plant, the village agreed to draft and 
implement a watershed management plan. A small surcharge for each light bulb per household 
funded the implementation of the watershed plan. This is perhaps one of the few CBNRM projects 
that integrated a micro-hydro power plant to a watershed management plan. As proof of concept, 
this example illustrates how watershed management can be done on a community-level with the 
guidance and support of government. It also demonstrates how communities can be motivated by 
incentives that maintain better relationships between and among upstream and downstream 
inhabitants, making the government’s role necessary but without adding burden to the state, as 
communities begin to manage themselves.    

Figure 7: UNEP-CBNRM Integrated Micro Hydro Watershed Project 

 

                                                                

 3. Vegetative Restoration Works 

59. Assisted natural regeneration implies further the need for better coordination and improved 
partnership between the government and communities, and among communities themselves. From 
a management perspective, demarcating areas in a watershed under different administrative 
regimes was a new idea for communities. It is now an accepted practice introduced by MAIL and 
other agencies. However, opportunity losses for communities to assign areas under strict 
protection or limited use must be offset by alternative sources of income or improving the existing 
land use practices.   
 
60. Once under protection, it is easier for reseeding rangelands or reforestation to take place. 
One criterion for seed selection is the plant’s characteristic of establishing itself under harsh 
conditions, such as seeds that come from the remaining surviving plants in the denuded areas. 
Another is to broadcast Lucerne seeds. Assisted natural regeneration is more effective if native 
and indigenous plant species are used for reforestation and reseeding. It is not clear if the seeds 
selected under previous projects were representative of the rangeland in its natural state. 
 

                                                           

19
 UNEP CBNRM Integrated Micro-hydro power project. Project cost - USD 29,000  
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61. The ecological approach to modifying the community’s traditional practices on: a) soil and 
water management activities, b) the “quruq20” or fallow system when rotating grazing areas and c) 
silvicultural practices21, combines scientific methods and tangible monitoring indicators. This has to 
be explained and demonstrated to the community in order to show the inter linkages between the 
components of the ecosystem and the positive impacts, especially if the components are used by 
the community with preventive measures or limits. The ecological approach must be required by 
MAIL prior to the issuance of a Community Forestry/Rangeland Association License. It will also 
validate to the community the interactions between ecosystem components, the wisest ways they 
use them, the resulting ecological services, and the institutional perspective or policy of MAIL. 
Validating further planning processes by the community will likely take place enabling them to 
balance between the needs of the community and natural ecosystem. It is they who are the 
primary beneficiaries followed by downstream communities and the government. 
 
62. P-ARBP contracted NGOs doing watershed works were successful implementing 
community forestry and agro-forestry schemes. Survival rate of saplings under community forestry 
activities were 82% while survival rates of saplings through agro-forestry schemes were recorded 
at 84%.22 
 

Table 3: Typical cost for vegetation works under P-ARBP (per ha) 

Items/Activities Unit Total Cost/unit ($) Cost $ 

Land Preparation 

    Land clearing (stone collecting…etc) man-day 14 5 70.0 

Ploughing ox-day 2 20 40.0 

Animal manure donkey-load 100 3 300.0 

Harrowing ox-day 1 20 20.0 

Farrowing ox-day 2 2 4.0 

sub-total 

   

364.0 

Planting Materials and Transport 

    Planting material Seedling 

 

5000 5,000.0 

Transportation saplings Truck 1 100 100.0 

Labor loading sapling man-day 5 5 25.0 

sub-total 

   

5,125.0 

Planting of Saplings 

    Free labor 

    sub-total 

   

0 

Inputs, Tools, Transport 

    Fertilizer (DAP) bag 1 40 40.0 

Mineral fertilizer (urea) bag 1 17 17.0 

Barb wire kg 75 1.2 90.0 

Wooden pole  pole 52 5 260.0 

Nails (3") kg 3 1.6 4.8 

Shovel each 1 3.5 3.5 

Shovel handle each 1 1.2 1.2 

Pickaxe each 1 4.5 4.5 

Pickaxe handle each 1 1.5 1.5 

                                                           

20
 Fallow system of rotating grazing areas 

21
 Conservation and use of woodlands, coppicing of poplar trees particularly along streams and woodlots  

22
 12

th
 P-ARBP Six- monthly report. 
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Rake with the handle each 1 3 3.0 

Iron bucket each 1 3 3.0 

Meter tape (5m) each 1 1.5 1.5 

Sledgehammer each 1 12 12.0 

Jabal (long iron ) each 1 17 17.0 

Watering can each 1 7 7.0 

Wheelbarrow each 1 35 35.0 

Transportation purchase of inputs 
 

1 60 60.0 

sub-total 

   

561.0 

Total 

   

6,050.00 

 

Table 4: Typical cost for tree planting under P-ARBP (per association) 

Items/Activity Unit Total Cost/unit ($) Cost ($) 

Land Preparation 

    Land clearing (stone collecting…etc) man-day 14 5 70.0 

Ploughing ox-day 2 20 40.0 

Animal manure donkey-load 100 3 300.0 

Harrowing ox-day 1 20 20.0 

Farrowing ox-day 1000 0.5 500.0 

sub-total 
   

860.0 

Planting Materials and Transport 

    Poplar Saplings Sapling 4444 0.4 1,777.6 

Transportation saplings Truck 1 100 100.0 

Labor loading sapling man-day 5 5 25.0 

sub-total 
   

1,902.6 

Planting of Saplings 

    Free labor 

    sub-total 
   

0 

Inputs, Tools and Transport 

    Fertilizer (DAP) bag 1 40 40.0 

Mineral fertilizer (urea) bag 1 17 17.0 

Barb wire kg 75 1.2 90.0 

Wooden pole  pole 52 5 260.0 

Nails (3") kg 3 1.6 4.8 

Shovel each 1 3.5 3.5 

Shovel handle each 1 1.2 1.2 

Pickaxe each 1 4.5 4.5 

Pickaxe handle each 1 1.5 1.5 

Rake with the handle each 1 3 3.0 

Iron bucket each 1 3 3.0 

Meter tape (5m) each 1 1.5 1.5 

Sledgehammer each 1 12 12.0 

Jabal (long iron ) each 1 17 17.0 
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Watering can each 1 7 7.0 

Wheelbarrow each 1 35 35.0 

Transportation purchase of inputs 
 

1 60 60.0 

sub-total 
   

561.0 

Total 
   

3323.6 
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 Proposed Activities IV.

63. Proposed activities for output/component 3 are as follows: 
 Activity 1: Preparation of a Community-based Natural Resources Management Technical 

Manual and Guidebook 
 Activity 2: Identification of Sites (approx. 21) 
 Activity 3: Training of DAILs who can train communities  
 Activity 4: Creation and strengthening of Community Associations 
 Activity 5: Preparation of Natural Resource Management (NRM) Plans 
 Activity 6: Implementation of NRM Plans (including one Payment for Ecosystem Services 

(PES) pilot). 
 

64. Note that while support is required for the policy and regulatory environment this is outside 
the scope of the project. It is recommended that other projects provide support to MAIL to help get 
the draft rangeland law enacted; to finalise the draft MAIL NRM Policy of 2015; to prepare a 
community-based NRM (CBNRM) regulation; and to finalise the draft social forestry management 
regulation. However, activities implemented by the project at the field level will provide useful 
experience to help in policy and legislation drafting.  

 A. Activity 1: Preparation of a Community-based Natural 

Resources Management Technical Manual and Guidebook 

65. A lasting deliverable from this project will be:  
 
 a comprehensive technical manual for MAIL, DAIL, and Agricultural Development Officers 

(ADOs) tailored as a field manual for MAIL and DAIL NRM staff, ADOs and other implementing 
agencies. The manual will describe CBNRM policies and regulatory frameworks, a 
methodology for mobilizing communities and establishing and registering associations, 
requirements for a NRM management plan, a menu of civil works and vegetative rehabilitation 
in a watershed, plan implementation guidelines, the documents necessary for awarding 
licenses to manage watersheds, and monitoring and evaluation measures. The manual is 
envisioned as a tool to expedite a “steep learning curve” for MAIL and DAIL NRM staff, ADOs 
and other implementing agencies to acquire functional knowledge to perform the task helping 
communities rehabilitate, protect and manage its watershed. 

 a simple guidebook for watershed communities on how to go about CBNRM (using the 
guidebook prepared for WUAs under P-ARBP as a reference) – this will be distributed to 
associations set-up under the Project plus to those previously set-up under P-ARBP. Both 
documents should be printed in Dari, Pashto and English.  
 

66. The manual and guidebook will be prepared by the MAIL NRM General Directorate with 
support from a Senior NRM Co-ordinator hired by MAIL PMO for the project (project cost) and an 
international Community-based Watershed Management Specialist (hired through the ISC firm).  
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Table 5: Estimated Costs for preparation of a CBNRM Technical Manual and Guidebook 

Unit 
No. 

Units 
Cost/Unit 

$ Total $ Comments 

          

Manuals 210 
                   

10  
                 

2,100  
10 for MAIL, 3 for each DAIL (x5), 3 for each ADO 
(10 approx). 15 extra = 70 x 3 languages 

Translation 1 
             

3,000  
                 

3,000    

Guidebooks 500 
                   

10  
                 

5,000  
21 new associations + 62 associations set-up under 
P-ARBP = 83. 5 each.  Total = 415, plus 85 spare.  

Translation 1 
             

1,500  
                 

1,500    

 

67. Training will be provided on the use of these manuals to MAIL (approx. 5 staff) and 
DAILs/ADOs in the project area (estimated 25 pax total) through a training of trainers approach. 
Booklets and training will then be provided to the associations by DAILs as part of activities 
mentioned below. 

Table 6: Estimated costs for training on the manual and guidebook 

Item Units 
No 

Units 
Cost 

$ Total $ Comment 

Venue 
(Kabul) Days 2 200 

           
400  2 days 

Materials Person 30 5 
           
150  

5 MAIL; 3 x 5 DAILS; 1 x 10 
ADOs 

Lunch 
Person 
Days 60 10 

           
600    

Per Diem 
Person 
Nights 50 35 

        
1,750    

Local 
Travel Rtn 25 100 

        
2,500    

        
        
5,400    

 

 B. Activity 2: Identification of Sites 

68. The watershed sites will be sites adjacent (but not downstream) to the selected priority irrigation 

schemes (sub-projects) so that there is a clear observed link between the work under this upper 
watershed component, and the work under components 1 and 2 to support work in irrigation 
command areas (essential so that water users begin to understand the importance of upper 
catchment work (and vice-versa) and can put a value on this, paving the way for future PES.  
 
69. A full list of priority sub-projects and locations is included in Supplementary Document 1. 21 
schemes have been chosen in total, although one scheme has been divided into two sub-projects 
so 22 in total.  
 
70. Work could be done for example on hillsides next to an irrigation scheme where there are 
clear problems from washes and general run-off/flash-flooding/siltation issues from the hillside. 
Another consideration shall be their proximity to the sub basin offices. Due consideration shall also 
be given to watersheds with year-round accessibility in terms of security, and road conditions 
allowing access to the sites. However, these factors should already have been taken into account 
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in selection of the sub-projects under component 1. The component will not necessarily work at all 
the sub-project sites. This depends on the physical characteristics, whether there is potential for 
conservation activities, and whether there is willingness from communities.  
 
71. Since the watershed areas should be linked to the sub-projects selected in component 1 for 
rehabilitation, this component can only progress once sites for engineering works are definitely 
chosen. Such work can start in the three representative sub-project areas, all of which require 
adjacent watershed protection. 
 
72. MAIL, through DAIL, and assisting agricultural district officers (ADOs), are challenged to 
initially start the process of determining the readiness of communities in the proposed sites to 
either get registered as associations, if they accept the challenges required of a Community 
Forestry Association or Community Rangeland Association. If communities are not prepared, then 
no activities will be undertaken. Thus while a budget has been prepared for up to 21 sites (with 
additional budget for up to 5 extra if additional priority schemes are chosen under the project), the 
final total may be less. 
 
73. In determining the readiness of communities, DAIL has to acquire a practical understanding 
of the community’s socio-economic context, location, customary access and use of the natural 
resources and, finally, assess or challenge the community’s readiness to be registered as a CFA or 
CRA in MAIL or not. Finally, they must also find the right balance between short term and long-
term objectives.23 
 
74. For the communities themselves, community based watershed management is essentially 
change management. The implications of this are: first, the use of natural resources will not be 
business as usual for communities, second, a community’s customary access and the use of 
natural resources will be redefined according to the conditions set out in the registration license of 
the association. Communities will also have to define for themselves, through the creation of a 
watershed management plan, how they intend to go about doing NRM. Community organization 
will also lead to changes in social relations and impact traditional elites whose positioning may be 
threatened.   
 
75. In light of this, MAIL, DAIL, and ADOs must be cognizant and effectively skilled to play the 
role of facilitator in aiding communities to manage this change. 
 
76. The task of identifying suitable sites (and for follow-on activities mentioned below) will fall to 
the DAILs, through government watershed staff. Support will be provided by a Senior NRM Co-
ordinator based in the NRM Directorate of MAIL, and a Senior Community based Watershed 
Management Officer based in the NRM Directorate or one of the DAILs (e.g. Takhar). Support will 
be provided by five Junior Watershed Management Officers based in the DAILs. Note that while 
budget has been provided for one junior officer for each DAIL, the MAIL PMO should allocate staff 
based on the work. At present there are no priority schemes in Bamyan or Baghlan, and over half 
in Takhar. 

 C. Activity 3: Training of DAILs who can train communities  

77. The objective of the training of trainers is to improve the knowledge of select MAIL and 
DAIL staff, and some association officials, in terms of functional knowledge, community facilitation 

                                                           

23
Agha Khan Foundation presentation in Proceedings of the Workshop on Harmonization and Strengthening of Policy 
and Approaches in Sustainable Community based Watershed Management in Afghanistan. March 2014, Funded by 
the European Delegation in Afghanistan 
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skills and value formation. These skills are envisaged as requirements to implement the CBNRM 
guidelines and the CBNRM demonstration projects. This will be a follow-up training in a sense to 
the training on the guidebook and manual undertaken at start-up. 
 
78. For CBNRM to be effective, there must be a transfer of knowledge that empowers 
stakeholders to better identify and address their own needs. The training of trainers allows 
communities to now breed a panel of experts within their ranks who are technically equipped while 
also retaining their links to traditional knowledge systems. The hope is that the new batch of 
trainers is able to transfer skills and knowledge around watershed management to a wider 
audience and make CBNRM relevant to all members of a community.    
 
79. The preliminary course topics include Policy, Law, Regulations and Procedures, 
Community Based Natural Resources Management, and Values as these subjects form the basic 
knowledge sets that trainers and implementing partners ought to know and embody. Second, a 
refresher course or in-country study tour on watershed management should be undergone once 
every 5 years. While it would be beneficial to also have an overseas study-tour on watershed 
management this is viewed as not a value-for-money intervention so is not proposed.  
 
80. MAIL, DAIL, and ADOs must anticipate the need for tailored training or mentoring of 
associations (both new ones and those set-up under P-ARBP) to directly address needs, issues, or 
opportunities that arise as the communities go through the process of CBNRM implementation. 
Since CBNRM involves change management, a disruption of existing social structures, and new 
relations with government and downstream communities like WUAs, it is important that 
communities have access to the proper support mechanisms in the form of tailored training and 
mentoring. The introduction of new technology and scientific knowledge to complement traditional 
wisdom will also entail assistance to communities.  These tailored trainings are envisioned to 
positively impact the community’s capacity to fulfil its obligations based on the written community 
management plan.  
 
81. The training of trainers course will be held in Kunduz (or security permitting) or Kabul for 
MAIL, DAILs and ADOs. The consultants and the MAIL PMO will provide the training. The course 
will last for 2 days and will repeated in year 5. In the meantime on-the-job training will be provided.  

Table 7: Training of DAILs: Training topics and modules 

Training Topics Training Module Participants 

Policy and Legal 

Framework for Community 

based Natural Resources  

 National Agriculture Development Framework 

 Forestry law and Draft Rangeland Law 

 New Draft NRM policy 

 Tarzulamal for CRAs and CFAs  

DAIL, ADOs, RBAs, 

SBAs, (possibly 

association reps.) 

  

Community based Natural 

Resources Management in 

Afghanistan 

 Lessons from CBNRM projects 

 Implementing CBNRM projects guided by new 

Draft NRM policy 

 Change Management in CBNRM: New roles for 

MAIL, DAIL and ADO and key association 

members 

 Conflict Management 

 Facilitations skills and values formation 

Association Contract 

Management 

 Reporting Obligations 

 Progress  
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Table 8: Estimated cost of training of trainers course 

Item Units 
No 

Units Cost $ Total $ Comment 

Venue 
(Kabul) Days 2 200 

           
400    

Materials Person 30 5 
           
150  

5 MAIL; 3 x 5 DAILS; 1 x 10 
ADOs 

Lunch 
Person 
Days 60 10 

           
600    

Per Diem 
Person 
Nights 50 35 

        
1,750    

Local 
Travel Rtn 25 100 

        
2,500    

        
        
5,400    

 

 D. Activity 4: Creation and strengthening of Community 

Associations 

82. DAILS/ADOs will assist in the creation of Community Forestry/Rangeland Associations in 
the identified project areas, with support from externally contracted staff as mentioned above. 
Steps to set-up associations will follow those listed in the manual and guidebook, building on P-
ARBP experience (see above).  The involvement of women membership in associations and 
specific training for men where appropriate to raise awareness on the importance of all gender 
involvement in associations will be promoted. 
 
83. DAILs will mentor selected associations to facilitate organizing of communities and the 
drafting of required documentation to register them in MAIL. The required documents are the by-
laws of the association and the rehabilitation and protection management plan for their local 
watershed (see next activity).  
 
84. On-going support will be provided to associations based on identified needs. Specific 
training will be provided for women association members to increase their skill sets. A per diem 
and travel budget for DAILs have been provided so they can go to sites to support associations, 
while additional budget has been provided for specific events to help with association 
establishment and strengthening. This is based on three events per year for 4 years for an 
estimated 21 associations, at a cost of $200 per event equals $50,400. 

 E. Activity 5: Preparation of Natural Resource Management 

(NRM) Plans  

85. DAILs will provide support to associations to develop and improve plans, to then be 

implemented with project funds, with support from externally contracted staff as mentioned above, 
including a Senior Rural Livelihood Officer based in the NRM Directorate or one of the DAILs (e.g. 
Takhar). Steps to prepare plans will follow those listed in the manual and guidebook.  NRM plans 
prepared with due regard for the role of women in watershed activities, particularly income-
generating activities. 
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86. Up to $100,000 has been budgeted for each plan for up to 21 plans (correlated with the 
number of priority sites), with a budget provided for five extra (plus up to $40,000 for one PES 
pilot).  This is based on typical costs under P-ARBP as included in the table below. Note that the 
hectares relates to actual hectares on which planting will be done. The actual area which will be 
rehabilitated and/or protected through improved management techniques and investment is 
estimated at 500ha per association.   

Table 9: Example costs of an NRM plan 

Item $/ha No. ha 
Total 

($) 

Veg works (rangeland rehabilitation): 6,050 4 24,200 

Tree planting 3,300 10 33,000 

Civil works     34,000 

Admin costs (10%)     9,120 

      100,320 

 

87. Eligibility for use of project funds will be as follows: 
 Who are eligible – associations in selected sites that are registered with MAIL, have signed 

stewardship agreement with the Ministry to manage the proposed site, and which have 
watershed management plans approved by the MAIL CMO;  

 What are eligible activities: 
- Assisted natural regeneration activities for rangelands which should also have a rural 

livelihoods (income generation) aspect. The collection and selection of seed species forms 
a part of the technical support MAIL and DAIL provide to communities. The criteria for 
selecting seed species for restoring the rangeland reserve are hardiness to germinate and 
thrive under harsh conditions and usefulness as fodder. Lucerne and local, naturally 
occurring species have been used. The former was adopted due to prevailing practice and 
the latter because of availability in the immediate locality. The singular objective of 
regenerating the rangeland for fodder has to be weighed against the objective of 
ecologically restoring rangeland to a more natural state, which can support complex and 
sustainable ecological units and at the same time provide nutritional value for livestock 
grazing. In its capacity as facilitator, MAIL, DAIL, and ADOs can lead a conversation 
allowing the community to determine which to prioritize (regeneration for increased fodder 
production or for the maintenance of the ecosystem) given their contexts, the opportunities 
available to them, and the constraints they must contend with. The intention is to also 
inform the community that these concerns are dynamic and regardless of what they opt to 
prioritize they will keep having to make these decisions as they progress in their CBNRM. 
Should they choose, however, to prioritize the restoration of natural ecosystems, an in-situ 
germplasm of original rangeland species, either in the field at the village level or in 
controlled nurseries at various DAIL offices is necessary for restoring rangelands to a 
quasi-natural state.  

- Civil works – see examples in the section above. Civil works are likely to be small-scale. 
- Other activities which are in line with project objectives. Examples include bio-digesters for 

household heating (which would reduce the need to cut trees for firewood), solar panels, 
and alternative livelihood activities (particularly women-led activities) which are 
environmentally sustainable (bee keeping, medicinal plant production…etc). 

- Training activities on implementation of the above, and specific association strengthening 
activities. 

- Public awareness activities in line with the scope of the project, and targeted at watershed 
communities in the watershed of the irrigation scheme. 
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88. The management plan will include: 
 A description of the watershed (including assets), socio-economic conditions, and the 

association. 
 Proposed activities/tasks (with rationale of how these link to watershed rehabilitation and 

protection resulting in downstream benefits) including key results and outcomes;  
 Social and environmental impacts and how these will be mitigated. The PMO can recommend 

if a LARP or IEE/EMP is required. 
 A description on how the association intends to ensure accomplishment – how the proposed 

management approach and implementation strategy will contribute to the sustainable 
management of the watershed. A delineation of responsibilities among stakeholders (including 
the association, DAIL and the community) for tasks is needed;  

 Budget estimates for each component of the management plan.  The plan should include a 
table of costs for civil works, vegetative rehabilitation works, production cost for fodder, timber, 
fruit trees…etc and any administration costs; 

 A timeline for implementation of the plan;  
 M&E plan including simple reporting; 
 Proposed procurement and contracting mechanisms. 
 An agreement letter signed between the association, project, and government (DAILs) stating 

that any works to be constructed under plan implementation will be operated and maintained 
post-construction by the association.  
 

89. Apart from serving as facilitators, MAIL, DAIL and ADOs also play advisory and regulatory 
roles. Their tasks include the assessment and resolutions of any inter or intra community conflict in 
the access and use of the natural resources. MAIL, DAIL and ADOs must also advise the 
association on best practice in land management, agriculture, and animal husbandry to increase 
production while minimizing impact on natural resources. As the face of government in 
communities, the combined functions of MAIL, DAIL, and the ADOs serve to harmonize the 
engagement of communities with other agencies such as the Sub Basin Agencies.  
 
90. In line with the community’s customs and traditions, MAIL, DAIL and ADOs ensure that 
traditional practices occur while complementing this knowledge with the science behind soil and 
water dynamics. In terms of soil erosion simple soil traps downstream from treated and untreated 
plots can be set up to measure soil loss. Trained community members can measure vegetative 
regrowth from sample plots taken from treated and untreated areas.  
 
91. The government must show the villagers a method to scientifically demonstrate, measure 
and document the changes of the interventions. They shall also assist in establishing and 
operating a forest and/or rangeland-monitoring system, which can be used both for evaluating plan 
effectiveness and for guiding adaptation measures. 
 
92. These responsibilities entail the active engagement of MAIL, DAIL and ADOs in all the 
stages of CBNRM projects. Their accessibility and readiness to engage community members 
elicits trust and encourages the community to participate harmoniously in an otherwise potentially 
volatile political atmosphere. The visibility of the government is politically and strategically 
important in a “post-conflict” situation in which the potential for a “shadow” government exists. 
 
93. A Payment for Ecosystems (PES) initiative will be piloted with one of the associations and 
will be included either as a separate plan or as an integral part of the NRM plan. Examples of PES 
activities are given in above sections while other examples are provided across the world.  Pre-
conditions for testing PES projects in a watershed would include: 
 An established community association (i.e. Forestry or Rangeland association; water users 

association) with a history of: a) good executive governance, evidenced by a series of high 
maturity indices ratings, b) monitoring reports approved by MAIL as indicator of successful 
compliance to the NR management plans in their locality, and c) an association that has 
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existed for a minimum of 3 years. In case such an association does not exist in the priority 
schemes then one of the ones previously supported under P-ARB could be chosen. 

 Previous successful experience of such a PES model elsewhere, preferably in Afghanistan but 
if not in comparable locations.  
 

94. In addition to the above pre-conditions, those that will be involved in defining and 
implementing a PES scheme will have undergone knowledge and skills training on the what and 
the how of PES including training on valuing environmental services using best practices.  This is 
critical for the adoption of a PES scheme that would be acceptable to both parties involved in the 
negotiations, and to ensure an equitable distribution of benefits derived from the environmental 
services.  
 
95. The following steps are recommended for staff to consider: 
 A comprehensive desk review of the proposed community in accordance to the 

abovementioned pre-conditions; MAIL registered and operating watershed associations with 
membership profiles, defined watershed boundaries where rehabilitation, protection and 
management activities are taking place to sustain environment/ecosystems service. For the 
downstream communities: registered water users association, association membership profile - 
the stakeholders, defined water users management unit and plan, indicators of efficient use of 
water and its value. 

 Independently interview watershed association to confirm preliminary checklist: 
- Confirm watershed management unit for sustaining ES 
- What are the conditions and cost towards sustaining ES of the watershed  
- Function for both upstream and downstream communities and the indicators of a stable 

watershed 
- Role/responsibility of watershed association to downstream communities 

 Independently interview and water users association to confirm preliminary checklist: 
- Confirm different water users and the total spatial management unit 
- What are the conditions and cost of efficient use of water by different association members 
- Function for both upstream and downstream communities and the indicators of a 

successful management unit 
- Role/Responsibility of the WUA to upstream communities 

 Hold a workshop(s) for both associations with the following agenda: 
- Presentation of PES like schemes from the region and in-country so the association 

members can directly hear what happened in other places 
- Watershed association and Water users association identify relevant information or best 

practices from the above presentation and integrate if applicable to their management 
plans 

- Watershed association and Water users association present separately their management 
plans and the desired outputs but more important are tools to identify immediate indicators 
for the desired outputs. 

 Preparation of a PES action plan 
- Watershed and Water users association separately develop methods to determine ES 

values, the total cost of their separate actions for water conservation and soil protection 
based on their management plans and the indicators. 

- Both associations discuss and negotiate an agreement to the ES values and determine if 
they benefit from it. 

- Both associations identifies comparable or different costed activities towards a common 
goal and the corresponding indicators 

- For different costed activities towards a common goal and the corresponding indicators, 
both associations engage in voluntary transaction as to who pays for the differential in 
cost. 
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 F. Activity 6: Implementation of NRM Plans (including one 

Payment for Ecosystem Services (PES) pilot) 

96. NRM plans will be assessed and approved by an evaluation committee set-up by the MAIL 
PMO. Evaluation criteria will be drawn up. Approval will be based on the feasibility of the detailed 
management plan and reasonableness of implementation and administrative costs. The committee 
may reject plans outright or ask DAILs for revisions to be made.  
 
97. Entire plans or specific aspects of plans (as detailed in the plans themselves under the 
procurement section) will be contracted for implementation. These will either be contracted out to 
the private sector (national firms, NGOs…etc) or through community-based contracts (in a similar 
way to output 2 for community-based works). Contracts will preferably be performance based 
contracts, depending on the type of service, goods or works. In such cases a % could be paid in 
advance upon contract signature, a % upon satisfactory accomplishments of deliverables; and the 
remaining % paid upon submission by the association of the final financial and technical reports 
and other requirements provided in the agreement and accepted by MAIL PMO. 
 
98. If tendered through private construction firms, it will need to be decided how the tenders are 
packaged and phased. It is recommended that rather than packages are based on DAILs since 
these will be the entities providing oversight. Following the table above there could be one works 
package for Badakshan for approximately $400,000 (4 sites x $100,000), one for Takhar for 
approximately US$1.1m (11 sites x $100,000), and one for Kunduz for approximately US$700,000 
(7 sites x $100,000). Or alternatively one package could be tendered for $2.1 million although this 
may be difficult as plans will not be ready at the same time. 
 
99. An alternative to contracting through private firms is for community-based contracting. The 
preferred government modality is for this to be done through CDCs. CDC sub-accounts (which 
apparently is possible through Azizi bank) could also be set-up as a conduit for the flow of funds to 
community associations. The signatories of the sub-account could be a representative from the 
association (preferably the treasurer) and a representative from the IA (preferably the treasurer). 
 
100. DAILs will be responsible for monitoring whether the plans (contracts) are being 
implemented effectively. CDCs may also have a monitoring role, especially for community-based 
contracts. The oversight and monitoring responsibilities between DAIL and the CDCs will need to 
be established so there is no overlap. It is recommended that a monitoring committee is set-up 
comprised of representatives from DAIL/MAIL, ADO, CMO, CDC and other concerned 
stakeholders will be formed to monitor performance against the objectives and tasks detailed in the 
plan. 
 
101. For any works implemented under the plan, at the end of the construction period watershed 
users (through the associations) will sign hand-over agreements with the project and government 
(DAIL). This will engender sustainable management and transfer of works.   
 
102. It is estimated that through implementation of the plans at least 500ha per association could 
be rehabilitated, protected and managed by legally licensed associations (i.e. 10,500ha in total). 
The output will ensure a stable watershed downstream from irrigation schemes constructed by the 
project. A stable watershed supports not only the livelihood of watershed communities but also 
downstream agriculture. For government policy makers as well as donor agencies, the 
corresponding cost to undertake watershed work relative to the area of the watershed will result to 
a baseline of the cost effective ratio to place watershed under a management regime. Moreover, 
organized and licensed communities will serve as a foundation to initiate a broad based support at 
the grass roots level for government sponsored watershed management projects.  
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103. For support to implementation of the PES pilot a 3-day (4 including travel) in-country study-
tour to UNEP sites in Badakshan or Bamyan for the association piloting PES will be organised. 

Table 10: Estimated costs for PES study-tour 

Item Units 
No 

Units 
Cost 

$ Total $ Comment 

Bus Days 4 200 
           
800    

Lunch 
Person 
Days 60 10 

           
600  20 pax 

Per Diem 
Person 
Nights 60 20 

        
1,200    

Miscallaneous Provision 1 500 
           
500    

        
        
3,100    
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 Implementation Arrangements V.

104. MAIL will be responsible for the management of output 3. A PMO (costed under Output 2) 
will be set-up and embedded in MAIL in Kabul, working as needed with other MAIL departments - 
including the NRM Directorate for this Output 3. This is preferred to setting-up a new PMO just for 
this output which would make administration and financing of the project too complicated. DAILs (in 
Kunduz, Takhar, Baghlan, Badakshan and Bamyan) will have an active role in the day-to-day 
activities. To co-ordinate activities (including financial management) at the field level, a PIO will be 
set-up an embedded in the DAILs (i.e. within the same building). The PIO Directors will report 
regularly to the DAIL Directors on progress. The PIOs for Bamyan and Baghlan will only be set-up 
if activities are to be implemented in these provinces – at the moment no priority schemes are 
located in these provinces so no work is planned for the moment. Instead, staff can be redirected 
to other PIOs as on an as needed basis. 
 
105. Existing government staff in the DAILs will have key responsibilities for day-to-day work. 
The DAILs may also work with the District Agriculture Offices (Agricultural District Officers (ADOs)) 
as required. Staff will be paid under the tashkeel (government contribution) but per diems will be 
provided for long-days and overnight stays away from the office. DAILs will be supported from the 
Project through the provision of vehicles, equipment and office and vehicle running costs.   
 
106. 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 in the table below). These will be 
embedded in MAIL and the DAILs 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.  
 
107. To help build capacity of MAIL/PMO, DAILs/PIOs and to provide oversight, a team of 
international consultants (see Annex 2 of the Project Administration Manual) will be hired through 
an international firm (Implementation Support Consultancy (ISC) firm). Procurement will be 
organised by MEW but with MAIL representatives on the evaluation committee. 


