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Executive summary 
 

1. Mission objectives 

The mission objectives were laid out in the terms of reference (see Annex A), and the 

review mission achievements within that context can be summarised as follows: 

• The overall project rationale and efficiency were assessed. 

• The strategy and activities developed by the project to move from a highly 

subsidized supply driven seed programme towards a demand driven self 

sustaining seed business were analysed in depth. 

• Detailed recommendations to improve the project strategy (towards 

developing a sustainable seed industry) within the remainder of the life of the 

project are provided. 

• Recommendations for a follow up seed sector support project are made. 

 

2. Mission activities                                                                                                                                                                                             

The review mission was led by G J Cullen from the EC side, Dr E Mulatu from the 

FAO side and Mr W Nassery from the Ministry of Agriculture and Animal Husbandry 

(MAAH), and the team was in country from 8 November to 10 December (Dr Mulatu 

arrived 7 November and left 5 December).  A schedule of places visited, persons 

met, and activities carried out are included in the annexes.  Comprehensive 

arrangements were made for the review mission before arrival and full facilities were 

also provided by FAO, for which the team is grateful.  A list of documents consulted 

is also listed in the annexes. 

An initial round of meetings and briefings set the scene for the team, and this was 

followed by several days of official holidays (Eid e Fetr), during which time the team 

studied the documentation provided and the team leader prepared the inception 

report.  The team leader was able to collect some further information during this 

period, and a list of further information requests to FAO was prepared.  Some further 

meetings with key stakeholders followed before the team travelled to Herat for the 

first field visits.  The field visits included assessments of the facilities, the operational 

systems, the impact on the farmers and a range of other aspects.  No formal 

interview system or questionnaires were used, but for any aspect raised by 

interviewees, further corroboration was sought. 

The team returned from Herat to Kabul for just one night, before undertaking the field 

trips to Mazar and then to Kunduz before returning to Kabul on 30 November.  This 
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left just a short time to prepare the aide memoire and presentation of the results of 

the mission on 4 December before Dr Mulatu left on a pre-arranged schedule.  The 

team leader adjusted his original programme to be able to participate in the 

privatisation workshop organised by FAO seed programme, which took place from 6-

8 December.  This extra time in country reduced the time available for report writing 

to just six days, although this is not felt to have detracted from the scope of the report 

 

3. Conclusions and recommendations 

The current EC funding of the FAO seed programme started two years ago, although 

it would be more realistic to consider the programme as a continuation and evolution 

of the FAO seed programmes that have been going on for about the last fifteen 

years.  At times these programmes were organised and managed from outside 

Afghanistan, and relied very heavily on NGOs who were prepared to work in 

Afghanistan under often very difficult conditions.  The norms and standards for these 

seed programme activities were set many years ago, and within these norms and 

standards the seed programme has been working reasonably well and delivering 

seed to the farmers.  The seed programmes are mainly linked to the emergency relief 

programmes and the relationship between the relief programmes and the ongoing 

seed development programmes was analysed previously in an FAO internal review.  

The fall of the Taliban government and the rush to provide “seed” aid by many 

donors unfamiliar with the ongoing situation severely disturbed the coping structures 

that had been managed by FAO over many years, and many mistakes were made in 

the “emergency” seed programmes from 2002 onwards. 

The situation in Afghanistan has now changed, and new solutions and new structures 

are needed.  The opportunity should be taken within the existing FAO/EC seed 

programme during its final year to lay the basis for a long term intervention that will 

assist Afghanistan to build up a nationwide seed industry that follows the principles of 

private sector production and marketing of seed with an appropriate role for the 

government in terms of facilitation and regulation of the seed industry.  FAO needs to 

restructure the 2005 work plan now under consideration to include: 

• Development of a nationwide seed policy and strategy, endorsed by the 

government, taking into account the views and interests of the whole range of 

stakeholders.  Looking at the many views presented in the documents 

presented by FAO to the review team, it is not felt that it would be difficult to 

reach a consensus in any more than three to four months of concentrated 

work (see Annex C for suggestions on seed policy). 
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• There needs to be urgent concurrent action on the development of a seed 

law.  Some suggestions for the improvement of the present draft are provided 

in the text of this report of the review mission. (see Annex D)  The discussion 

of the seed law should be concurrent with that on the national seed policy, 

allowing a draft of the proposed seed law to be sent to the Cabinet by the end 

of April 2005. 

• The progress in the seed policy and in drafting the seed law would provide 

the basis for a seed sector development programme.  The review team has 

provided terms of reference for this seed sector development programme.  

(see separate section at end of report) 

• The seed policy and strategy will need to cover the whole range of seed and 

planting material, and should make reference to seed and food security and 

provision for relief seed distribution. The 2005 work plan needs to make 

provision for developing the National Seed Committee (or similar body), 

including training and study tours.  Other detailed comments on the draft 2005 

work plan are made (see Annex E) 
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1.  REVIEW OF OVERALL PROJECT CONTEXT  

1.1 Introduction 

The present EC funded seed project being implemented by FAO is best considered 

as a direct continuation of various seed programmes in Afghanistan that have been 

implemented by FAO since 1986 (see End of Assignment Report by NS Tunwar 

January 2003).  Continuity of approach was maintained by Dr Tunwar, who joined the 

FAO seed programmes in 1992 and continued until as Senior Technical Adviser from 

1995 until 2003. 

The perseverance of the FAO seed programme team during many difficult years is to 

be commended.  While the FAO programme provided continuity, the situation of the 

government in Afghanistan underwent many changes, until it could no longer provide 

the direction in agricultural development that the country needed.  FAO was the one 

organization that coordinated seed breeding, production and distribution during this 

time, as well as managing many other functions concerned with agriculture, and FAO 

is still looked up to by many in government to give a lead in developing and 

implementing agricultural policy. 

So the current project used well tried systems for development of new varieties, 

particularly wheat varieties, as well as production and distribution of seed through 

implementing partners.  While the fall of the Taliban and the formation of the 

transitional government brought in a lot of donor funding and import of seed, it could 

be argued that this was unnecessary and that all the seed could have been supplied 

by sources within Afghanistan developed and maintained by the FAO seed 

programmes.  Certainly, it now appears that all the seed required for various relief 

programmes in the country can be supplied by various producers within Afghanistan, 

most of whom are implementing partners of FAO. 

 

1.2 Assessment of project rationale. 

It could easily be argued that the primary objective of the EC programme has been 

met.  (....the primary objective of the seed programme is to meet emergency 

requirements and to promote and develop a healthy in-country seed programme by 

assuming leadership at a national level in all fields affecting seed production, 

processing and distribution. Project Document p4). 

The Minister and deputy ministers MAAH, and other ministries, donors and others 

accede to the leadership of FAO in the areas of seed production, processing and 

distribution; and the emergency requirements for seed all appear to be met.  FAO 
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has continued in the role it has created and nurtured over 18 years of activity in 

Afghanistan 

Of course, the objective as just stated, which probably more clearly states the 

thinking of FAO, is not the objective stated in the opening pages of the Project 

Document (1.5 Development Objectives and reiterated in the logical framework 

Annex C in the Project Document).  We need then to look at these overall objectives 

and the project purpose as explicitly defined in the Project Document, and in the 

logical framework, where these are all tabulated. 

When coming to this review phase, where the logical framework is looked at critically, 

it is clear that the logical framework is defective in its formulation.  The various 

aspects of the project document and the project logical framework are reviewed in 

section 2 of this report. 

    

1.3. Impact of other seed projects 

There is a multiplicity of seed projects being implemented in the country, and other 

projects where seed distribution is part of some larger programme, perhaps linked to 

resettlement of returning refugees.  The emergency programmes of FAO (2004 

funding from Germany and Switzerland) and other programmes of NGOs using donor 

funds for the distribution of seed are very important for the overall success of the 

seed production to date.  The funds provided for these other projects are recycled 

into the overall seed production businesses, so that there is an estimated $5 million 

available in various seed revolving funds (personal comment FAO).  Beyond that, 

these NGOs provide a ready market for the seed produced by the various 

implementing partners of the EC/FAO project.  While the implementing partners 

depend so much on sales to NGOs, and have little direct sales to farmers, and no 

seed marketing structures, it is impossible to consider “privatisation” as a route 

forward in the immediate future. 

Besides the FAO emergency seed distribution programme, and other donor funded 

seed distribution programmes, there are several other programmes that affect the 

EC/FAO programme.  Firstly, there are the programmes to import untested and 

unsuitable varieties of wheat from France and other countries, and to package 

various quantities of grain within the country and deliver it to farmers as seed.  These 

programmes are probably drawing to a close, but they have caused a lot of damage 

to the credibility of the seed production systems facilitated by FAO.   
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FAO itself has recently completed a seed programme with funding from the 

Netherlands government (FAO project 210), and some seed cleaning equipment 

provided under that funding was seen during the field mission.  There is also a 

German funded seed project (FAO project 025) being implemented by FAO at 

present, and some of the budget from that project is being used to implement some 

activities and pay some staff under the EC/FAO project (FAO project 018).  

Mentioning that fact here is not meant as a criticism; rather, there should be a greater 

integration of the seed programmes and this should be reflected in the work plans of 

FAO. 

 

1.4 Status and quality of work on crop improvement 

Crop improvement under the current circumstances of Afghanistan simply deals with 

introduction of advanced breeding lines, establishment of observation nurseries for 

performance evaluation, selection, and verification trial for release.  Breeding 

materials (advanced lines) are obtained from various sources including some 

International Agricultural Research Centres (ARCs) such as the International Maize 

and Wheat Improvement Centre (CIMMYT), International Rice Research Institute 

(IRRI), International Centre for Agricultural Research in the Dry Areas (ICARDA), 

International Potato Centre (CIP) through their representation in Afghanistan; foreign 

National Agricultural Research Systems (NARS) such as India, Pakistan, Iran, and 

some other NARS like France, for example. Thus far, selection and verification trials 

are largely handled by FAO led seed projects implemented at different times, IARCs 

country representations (CIMMYT for wheat, ICARDA for certain pulses and barley, 

for example). Recently (as of 2002/2003 season), the French Embassy has been 

making inroads in wheat crop improvement (germplasm introduction and selection at 

Urdokhan (Herat and Kunduz ARIA farms). 

Earlier seed projects as well as those currently run by FAO (GCP/AFG/018/EC and 

GCP/AFG/025/GER) have significant crop improvement components. Evidence 

suggests that the projects attempted to work in collaboration with the Agricultural 

Research Institute of Afghanistan (ARIA) though they remained to be leading 

programmes and activities even in the field.  The ARIA has network of research 

stations spread in Afghanistan Kabul (Darulaman), Balkh (Dehdadi), Kunduz 

(Kunduz), Herat (Urdokhan), Baghlan (Poza-E-Eshan), Nangarhar (Shisham Bagh) 

and Helmand (Bolan) provinces.  The evaluation team has visited the Urdokhan 

(Herat) and Dehdadi (Mazare Sharif) research stations (Table 1).  
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The ARIA research centres survive by conducting some observation nurseries, 

selection and variety trials (wheat through GCP/AFG/018/EC and CIMMYT), cotton 

and potato (through GCP/AFG/025/GER) and few more crops coming through 

various sources including the French Embassy (for wheat), vegetables (Italian 

programme in Herat ARIA farm), etc.  The centres receive some money to cover their 

operational costs incurred in handling the trials, but do not get money to cover any 

overheads, or rehabilitation of facilities.  For example the Urdokhan station in Herat 

receives USD 100 per trial set to conduct trials sent by the French Embassy.  The 

money is channelled to the station through MAAH from a fund allocated from the 

French Embassy for conducting wheat trials of French origin.  In any one season, the 

ARIA centres may, therefore, handle trials coming from different sources but not trials 

that are developed through their own initiative.  Under the current arrangements, the 

crop improvement programmes running in any one of the ARIA stations may collapse 

following the termination of respective projects.  For example, the FAO project 

GCP/AFG/025/GER had initiated crop improvement activities on cotton, potato and 

tomato using germplasm introduced from abroad.  Yet there is no clear insight to 

what will happen to the ongoing crop improvement activities launched by the project 

in Herat, Mazare Sharif, Kunduz and Helmand. The same holds true for an Italian 

funded FAO project on horticultural crops terminated in 2002/2003. The mission 

learned during its Herat-ARIA visit that crop improvement activities, which were 

launched by the same project, had an abrupt ending with no money to continue any 

of the activities.  The situation in Afghanistan in past years did not allow for the 

building of strong national agricultural research centres that would follow up on crop 

improvement programmes launched by foreign funded projects.  Now is the time 

more than ever before to improve on the situation for crop improvement work to 

become sustainable.  

The ARIA farms the review team visited in Herat and Mazare Sharif generate income 

through production and sales of breeder and foundation seed.  This activity is 

initiated and supported by FAO seed projects including GCP/AFG/018/EC for wheat 

and GCP/AFG/025/GER for cottonseed.  The availability of released improved 

varieties and promotion of improved seed production and supply schemes by earlier 

projects as well as the GCP/AFG/018/EC project created need for breeder and 

foundation seed.  Under such schemes, the centres were able to generate tens of 

thousands of dollars of revenue, which has been deposited in their account.  At this 

time, the centres we visited perform as decentralized provincial entities, but although 
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the income generated remains in the provinces, as the research centres still belong 

to the MAAH, the income generated cannot be put into use. 

Figure 1.  ARIA research centres visited  

Name of 

Research 

Station 

Province Region 

(Location) 

Land size (ha) No. Staff and level of 

training 

Dehdadi Mazare Sharif North 14 4 with B.Sc in Agric., 

no breeder 

Kunduz Kunduz North  No staff 

Urdokhan Herat West 200, only 50% 

cultivated 

6, some with B.Sc in 

Agric., no breeder 

In general, organized national agricultural research centres with trained national staff 

and with a national funding system to conduct crop research do not exist in 

Afghanistan at this stage.  The activities that are run in ARIA centres simply use 

breeding materials and funds solicited from projects. None of the ARIA centres are 

staffed with sufficiently trained and skilled human power. The centres, therefore, are 

not in a position to design and execute crop improvement, agronomic or any other 

crop research on their own.  In the absence of functional NARS in general, and crop 

improvement programmes in particular, it would be difficult to envisage a sustainable 

development and release of new varieties and subsequent seed production and 

supply to farmers.  This role has been played by projects (particularly FAO seed 

projects) including the project under review.  In the absence of NARS, a lot has been 

achieved by consecutive FAO seed projects in terms of wheat varietal release in 

particular.  What has been achieved by projects may, however, serve only an 

immediate purpose, while it may not guarantee sustainable development of a 

national seed industry in the future.  For that to be achieved, projects should give 

emphasis to rebuilding the national capacity and progressively tailor activities to the 

system.  Strengthening national crop improvement capacity should therefore be 

considered a prerequisite for private sector investment in the seed sector. 

 

1.5 Research and extension 

For a sustainable national seed industry development MAAH should develop and 

submit projects to donors considering the following: 
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Rebuilding National Agricultural Research Systems (NARS) through strengthening 

the national research capacity - This would mean: 

• Supporting MAAH to rehabilitate and coordinate the research system by 

focusing on the provincial ARIA centres, 

• Reorganizing research farms into a defined management unit with 

visionary leadership (see examples on mission’s observation below). 

Defined management units with mandate crops and mandate areas to 

serve may result in efficient resource use and better output delivery,  

• Support minimum office facilities for ARIA centres. During our visit, the 

ARIA research centre at Dehdadi (Mazare Sharif) did not have office 

facilities due to looting and damage following unrest. This has happened 

to several other ARIA centres too. Supporting the re-establishment 

process may be worth considering under the new administration, 

• Establishment of a central office at MAAH that overseas foreign funded 

projects and categorizes projects with similar objectives under the same 

activity line for enhanced efficiency, overcoming redundancies and 

efficient use of resources. In Dehdadi (Mazare Sharif), the United Nations 

Office for Project Services (UNOPS) is funding a building for sericulture in 

the same location that ARIA farm and a seedling nursery are found. This 

would have been better planned and implemented to serve the three 

departments under MAAH (ARIA-farm, forest seedling nursery and the 

sericulture program) with better coordination,      

• Training young research staff in higher degrees (M. Sc, at least) in major 

fields of crop breeding, protection, agronomy, soil science and weed 

science in foreign universities.  While India may be good option for 

training, thesis research should also be proposed on local farming 

problems.  Farmers listed several constraints that limit output. Among 

these, irrigation scheduling on different soils, lack of research supported 

crop rotation systems, wireworms in irrigated fields, wild oats in wheat 

fields and melon flies are worth citing. 

• Provision of minimum equipped laboratory facilities including soils and 

crop protection. 
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1.6 Other issues impacting on the project 

Any seed projects in the future will need to have a wider focus than is indicated at 

present.  While the EC/FAO project is moving towards production of a wider range of 

seeds, there is a need for wider research and adoption of techniques linked to the 

totality of the cropping systems now in place and which might be developed.  While 

any seed project should maintain a focus on seed activities, the effectiveness of any 

seed project will be diminished in the absence of research and extension with a wide 

systems approach that includes economic factors such as availability of markets and 

of credit, and social factors. 

Privatisation of the seed activities in Afghanistan is part of the overall government 

policy to allow maximum scope for the private sector in areas of production and 

marketing.   It is essential that more thought is given to the implications of 

“privatisation”, so the team leader altered his schedule to be present at the three day 

workshop pre-arranged by FAO to discuss privatisation of the seed businesses 

among the stakeholders.  As a result, a section of this report has been devoted to 

discussing some privatisation issues, particularly those issues considered important 

at the seed privatisation workshop. 

 

 

2. THE PROJECT LOGICAL FRAMEWORK 

2.1 Overall project objective 

The logical framework has as the overall objective, “To improve food security….”.  

This has a problem in that it does not define how much improvement qualifies the 

project as having reached the goal.   This objective is reached “by raising the 

capacity of the national seed sector“, which could be put more simply as “delivering 

more seed” for the lack of any better definition.  The objectives are further defined as 

in terms of improving quality standards and in facilitation of the expansion of quality 

seed production, the last phrase seeming to be a repetition of the earlier phrases. 

The availability of seed for farmers is a prerequisite for agricultural production, and 

the availability of improved seed is a factor in increasing agricultural production.  

However, improving food security involves many more factors than just increasing 

agricultural production. Many of these factors are not addressed in this project, and 

were never meant to be addressed in this project.  While there is not a lot of point at 

this stage of the project trying to clarify what were the original intentions of the 
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project’s sponsors in developing the project objectives and purposes, it is essential 

that clear objectives need to be set for the remaining year of the project and for any 

subsequent project.  The review team will provide some guidance in this area later in 

this report.  

 

2.2 Project purpose 01: variety screening and breeder seed production 

Underneath the Overall Objectives, there are five project purposes and five sets of 

results required, with seven sets of activities.  The first project purpose is defined as 

developing national capability in crop improvement through the screening of varieties 

and production of breeder seed, and the measurement is the number of varieties 

screened and the amount of breeder seed produced.  The measurements 

(objectively verifiable indicators of achievement) do not tell us much about the 

development of  “national capability”.  Because of the way FAO has managed the 

process of screening varieties, the research station staff have not learned to manage 

the variety screening process, although they know how to lay out fields and so on.  It 

is very unlikely that as of now the research stations could manage the screening of 

varieties on their own; it would be a question of providing more than funding in the 

future, but also hands on management experience. 

 

2.3 Project purpose 02: foundation seed production 

The second project purpose deals with the national capability to increase production 

of foundation seed, again measuring just the quantity of foundation seed produced.  

Again, the foundation seed has been produced in sufficient quantity, but the driving 

mechanisms for undertaking this task are the actual FAO mediated demands for 

foundation seed.  There remains a lack of sustainability in the process.   The 

development of a seed policy should define where responsibilities for foundation 

seed production should lie, and training should be included in the 2005 work plan in 

training the designated institutions in production planning techniques. 

 

2.4 Project purpose 03: Quality Declared Seed production 

The third project purpose deals with the national capacity for the production of quality 

declared seed.  FAO has dealt with this in the same way as for breeder’s seed and 

foundation seed; it has ensured that the seed is produced by itself delivering the 

seed orders.  It has supported this effort by the provision of an overall $55 per ton 
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subsidy on all seed provided by the implementing partners, has coordinated sales 

and has effectively managed a cartel that sets the wheat seed price at $350 per ton, 

a level which has ensured around $5 million have been accumulated in the various 

seed revolving funds under its supervision.   

The third project purpose limits itself to the capacity to produce and deliver seed, and 

does not enjoin on the project any duty to assist in developing the marketing 

capabilities of the various seed producers.  This development of marketing skills and 

mechanisms needs to be seriously addressed in the third and final year of the 

project.  This development of the marketing skills in the various production 

organisations also needs to be reflected in their organisational set up, so that the 

whole organisation is driven by market demand. 

 

2.5 Project purpose 04: raising MAAH capacity and industry technical 

standards 

This project purpose as laid out in the logical framework is particularly badly worded, 

containing as it does three separate project purposes and a description of activities. 

The first section deals with capability and technical knowledge of the MAAH on seed 

industry matters.  Objectively verifiable indicators should be the number of training 

courses successfully completed with MAAH staff and the number of MAAH staff 

successfully completed training courses.  The problem with this project purpose is 

that it is very vague on what the MAAH staff should know and what they should do 

with that knowledge.  There is also no definition of what group in the Ministry should 

receive this knowledge, and with an officially permitted establishment of 12,000 staff 

in MAAH, this is a serious practical problem. 

The next section of the project purpose deals with the capability of senior staff to 

communicate with all stakeholders in the seed industry through seed industry bodies.  

This wording does indicate that there should be some specific group in the MAAH.  

This is reasonable, but there are as yet no seed industry bodies.  It is therefore 

necessary for the issue of these “seed industry bodies” to be addressed.  This would 

be done by developing a seed policy and strategy that indicates what seed industry 

bodies are needed, what would be their role and how they would be set up.  As a 

matter of fact, there has been some initial work on seed policy development and on 

seed law development which would address these issues of “seed industry bodies”.  

The review team proposes that the completion of seed policy and seed strategy 

documents, and finalisation of a draft seed law be given priority in the 2005 work 
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plan.  Success on those issues will make it clear what these “seed industry bodies” 

were, and allow for focused efforts on capacity development. 

Continuing with the text of purpose 04, the next part was to encourage the 

Implementing Partners to raise the technical standards of the farmers through 

demonstration trials and farmer field schools.  No farmer field schools are reported 

has having been carried.  There appears to have been little or no improvement in 

cultivation practices seen while the review team was in the field, and no seed drills 

are in use by the ISE or pilot enterprise seed producers.  The use of seed drills is 

essential for obtaining high standards of field emergence and for field inspection. 

 

2.6 Project purpose 05:  preparation of legislation, seed certification 

standards and a seed certification and quality control programme 

The work on developing seed legislation did not progress during 2004, after a draft 

was prepared in 2003.  This was due to a UN no missions ruling at the time the seed 

legislation expert was due to come in July 2004.  Taking into that virtually all non UN 

activities in country were carrying on at a similar level as before, this seems an 

inadequate response from FAO, and any further delay on this important issue is 

unacceptable. 

It is clear, that once the seed legislation is in place and the institutions are being set 

up, the project can turn to advising the Ministry on the best course of action and train 

the various staff implementing the seed certification and quality control programme.   

The project work plan for 2005 should reflect the need for these activities. 

 

2.7 Expected project results as per the logical framework 

Results of the project are characterised under five main headings.  Under the first 

three proposed results headings, the increased number of varieties available would 

generally be considered as a result of previous projects, within the two year time 

frame the project has so far run.  However, the system for screening potential 

improved varieties continues.  The quantity of foundation seed and quality declared 

seed appears to be well in line with requirements from the donor funded distribution 

projects. 

For item number four of the expected results, a corps of competent field monitors is 

not in place as might have been understood from this line item.  There are FAO staff 

who are supervising field activities, but these are not seed field inspectors.  These 
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would have to operate as part of a seed certification service under the seed law and 

regulations. 

Item number five of the expected results includes having the seed legislation in place 

and implemented, and national seed standards in place and competently 

administered.  The overall review team recommendations include taking up the need 

to finalise seed legislation early in 2005.  However, to have the law competently 

administered by a fully trained staff working in an established institution would not be 

possible within the time frame of the present project. 

The last part of item five of the expected results promises that a national network of 

registered seed laboratories will be functioning, with competent staff.  While there are 

several laboratories operating, staff is a mixture of FAO and ISE staff, and the final 

role of these laboratories within a seed certification service or other kind of 

institutional framework is not yet clear.  The arrangements for the laboratories should 

be indicated in the seed policy that has to be developed. 

 

2.8 Summary of responses to the project logical framework 

The logical framework could have been set out much more clearly.  This would 

perhaps have given the project clearer direction, and certainly assisted in the overall 

management and review.  Any proposed changes in the project direction might have 

been more susceptible to review. 

It is certainly not appropriate that the logical framework becomes a straitjacket for the 

project, and changes and adaptations can be made at suitable intervals in 

consultation with the stakeholders and the donors.  However, going through the 

document, it is clear that there was no concept of pilot seed enterprises being set up 

within the project.   This concept came up later and appears from discussion with the 

project staff that this idea developed partly from FAO having at its disposal six seed 

cleaners, three from each of two emergency seed projects, as well as some tractors 

and other equipment.  There has been no justification for these pilot seed enterprises 

as any part of a coherent seed policy and strategy, since the seed policy and strategy 

clearly does not yet exist.  Yet so pervasive has been this kind of idea of private 

sector seed enterprise that ICARDA have received funding from RAMP for setting up 

“village seed enterprises” that are similar in many respects to the FAO sponsored 

“pilot seed enterprises”. 

The review team made an immediate recommendation in the aide memoire for the 
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development of any more village seed enterprises to be halted immediately.  The 

wider issues of these pilot village seed enterprises are discussed at length later in 

this report, together with the development of other seed grower groups. 

 

2.9 Other comments on the original project document 

The comments in this chapter on the original project document relate, of course, to 

the rationale of the project.  This last chapter in this section deals with the remainder 

of the issues brought up in the project document, after which the rest of the report 

moves on to other matters. 

The project document gives a lot of background information, including a fairly 

detailed history of FAO involvement in the seed sector in Afghanistan, and seed 

production statistics from 1994-95 season onwards.  This shows a steadily rising 

seed production trend, with QDS reaching 7908 tons of seed in 2000-01.  These 

facts provide a useful background to the current project.  However, the project 

document then goes on to make inflated claims for the need for Quality Declared 

Seed.  It tempers this claim for seed needs by suggesting a target seed replacement 

rate which increases from a low level up to 10% for wheat by year five.  This resulting 

figure is not dramatic enough, so the five year total need is given for all species of 

QDS (pp4,5).  This playing around with statistics is very unhelpful.  While this 

exaggeration of the need for QDS might have been used as a ploy to elicit funds, 

looking at actual project performance two years later would suggest the project has 

under performed in terms of seed production.  For the last year of this project any 

explicit production quantity target can be abandoned as a measure of performance, 

as other objectives are more important.   

On page five of the project document, a list is given of functions which the 

government has no capacity to carry out.  This list is followed by a second list of 

activities the project proposes to carry out to deal with the issues mentioned.  

However, this second list does not relate to the first list, so what seems at first sight 

to be a set of reasonable propositions, is turned into a kind of gobbledegook. 

There are many discrepancies between what the project document says the project 

would do, and what has actually been done.  In any situation that is changing as 

rapidly as Afghanistan is changing, there are bound to be adaptations to the project.  

However, there are a couple of major changes to the original project concept that 

seem to have gone ahead almost unnoticed, yet have totally altered the whole thrust 

of the project.  The first one concerns the seed processing and storage facilities 
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which were estimated as being at 17 different sites nationally.  The project document 

(page 6) mentions extension of this seed production network in areas of significant 

need, with the highest priority being Faizabad, to service the provinces of 

Badakhshan and Takhar.  There does not appear to be any production facility set up 

by FAO in Faizabad, or in high altitude areas other than Bamyan.  The pilot seed 

enterprises being set up by FAO are all in non-remote areas, and the same can be 

said of the ICARDA village seed enterprises, they are all clustered in quite accessible 

areas.  The second major change compared to the project document is the sheer 

number of extra seed production units that have been set up, with the original 17 

having a further 8 from FAO and perhaps up to 20 from RAMP/ICARDA.  Some 

prospective solutions from NGOs for pulling out of direct management of seed 

production may have the effect of also producing more seed production groups, 

though this is not yet clear.  A section of this report is devoted to discussing the 

future role of these private sector seed enterprises. 

 

3. IMMEDIATE ACTIONS TO BE TAKEN BY THE PROJECT 

3.1 Recommendations for 2005 work plan 

The seed programmes are mainly linked to the emergency relief programmes and 

the relationship between the relief programmes and the ongoing seed development 

programmes was analysed previously in an FAO internal review.  The fall of the 

Taliban government and the rush to provide “seed” aid by many donors unfamiliar 

with the ongoing situation, severely disturbed the coping structures that had been 

managed by FAO over many years, and many mistakes were made in the 

“emergency” seed programmes from 2002 onwards. 

The situation in Afghanistan has now changed, and new solutions and new structures 

are needed.  The opportunity should be taken within the existing FAO/EC seed 

programme during its final year to lay the basis for a long term intervention that will 

assist Afghanistan to build up a nationwide seed industry that follows the principles of 

private sector production and marketing of seed with an appropriate role for the 

government in terms of facilitation and regulation of the seed industry.  FAO needs to 

restructure the 2005 work plan now under consideration to include: 

• Development of a nationwide seed policy and strategy, endorsed by the 

government, taking into account the views and interests of the whole range of 

stakeholders.  Looking at the many views presented in the documents 

provided by FAO to the review team, it is felt that it would be relatively easy to 
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reach a consensus in any more than three to four months of concentrated 

work.  Some detailed suggestions for the policy and strategy paper are laid 

out in Annex C. 

• There needs to be urgent concurrent action on the development of a seed 

law.  Some suggestions for the improvement of the present draft are provided 

in Annex D.  The discussion of the seed law should be concurrent with that on 

the national seed policy, allowing a draft of the proposed seed law to be sent 

to the Cabinet by the end of April 2005. 

• The progress in the seed policy and in drafting the seed law would provide 

the basis for a seed sector development programme.  The review team have 

included comprehensive terms of reference for this seed sector development 

programme in the final report, including indicative costs (see separate section 

at the end of this report). 

• The seed policy and strategy will need to cover the whole range of seed and 

planting material, and should make reference to seed and food security and 

provision for relief seed distribution. The 2005 work plan needs to make 

provision for developing the technical knowledge of the members of the 

National Seed Board (or similar body), including training and study tours.  

This is essential groundwork for management of a long term seed sector 

development programme. 

• The seed strategy should include reference to the need to set up a seed 

certification service, which should be laid out in the seed law.  While the seed 

field inspection could be carried out by licensed seed inspectors based at the 

regional seed production units (private sector solution), there needs to be a 

central laboratory, setting and maintaining standards. 

• The seed strategy will also indicate action to be taken in the setting out of 

standards for vegetatively propagated planting material, the control of fruit 

tree nurseries and so on; much of this capability can be developed under the 

EC Horticulture Programme, due to start in 2005. 

• There also needs to be phytosanitary regulation, which is a separate issue to 

that of the seed regulations, and hopefully there will be donors coming 

forward to assist on this and other regulatory matters concerned with 

agriculture and agricultural inputs. 
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• The system of funding the private seed sector enterprises has to be reviewed, 

with a clear separation of funding into grants and loans.  Grants should be 

limited to very specific seed initiatives.  Other money should be provided as 

loans.  Repayment should be to a specific entity, such a seed trade 

association.  This in turn has to be set up and registered. 

• Ownership of all the seed revolving funds has to be clarified and legal 

structures set up to hold these funds where for instance the NGO concerned 

is moving out of seed production.  There is particular concern where the FAO 

implemented seed project has been paying $55 per ton subsidy for wheat 

seed production yet the money has just been used to build up seed revolving 

funds.  This is a misuse of the project money, and the money should be 

returned for use for proper project purposes.  The FAO project should provide 

an accounting of this money and provide suggestions for its use, either to buy 

equipment for ISEs, or for use of the seed trade associations.  In any case, 

the use should be approved by the EC. 

The review team have scrutinised the draft 2005 work plan provided to the team 

by the project STA, and have provided a detailed review of that work plan in 

Annex E.  Within the limited time frame of the review mission, there has not been 

discussion of these recommendations, and it is up to the project management to 

prepare the final draft of the work plan that reflects the concerns expressed in this 

review.  This work plan would then be submitted to the donor and to MAAH in 

usual way. 

In the minutes of the Project Meeting of Saturday 28 February 2004, it was noted 

that there were budgetary problems in the (current) 018/EC project.  This was 

due to the low salary scales in the project document and huge payment in 

accordance with UN salary scales.  It is not clear to what level the donor (EC) has 

accepted these high salary levels.  There was the suggestion to merge the posts 

of STA Privatisation and that of STA-Seed/Project Manager.  With the retirement 

of Dr Tunwar, the two posts have been merged.   In terms of overall international 

TA, this will leave the project seven man-months short of that which was originally 

agreed.  The current US dollar/euro exchange rate should allow for rather more 

allocation of international TA than in the first draft of the 2005 work plan.  At this 

stage of the project this would be best allocated to specialist short term TA that 

gives back the breadth to the project that was originally envisaged.  Also the 

recommendation to drop the funding of two more seed enterprises frees up some 

money.  The abolition of the seed subsidy per ton of seed produced would also 
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be a good practical step on the way to privatisation of the seed enterprises, and 

this is also recommended by the review team. 

 

 

4. IMPROVED SEED PRODUCTION AND SUPPLY SYSTEMS 

4.1 Overview 

Although evidences suggest that an organized seed production and supply system 

existed in pre-conflict periods (before 1978-79), currently such system does not 

prevail in Afghanistan. From 1986 onwards, improved seed production and delivery 

was being undertaken by projects that are implemented by UN/FAO, NGOs, 

ICARDA, and some other agencies.  Literature review and interviews made at 

various levels revealed that improved seed production and delivery so far restricted 

to wheat, was achieved in the recent past due to projects (mainly FAO led, ICARDA) 

and humanitarian interventions (NGOs, French embassy, and some others).  Earlier 

FAO projects and the project under review are the major role players, not only in 

improved seed production and supply, but also in securing advanced breeding lines 

from foreign sources, leading selection, evaluation, and verification trials for releases.  

In doing so, the FAO project has restored, to a certain extent, the activities of the 

ARIA and the Improved Seed Enterprise (ISE) which otherwise, would have only a 

diminished presence. Moreover, the project engaged some NGOs as implementing 

partners (IPs) to produce, clean and supply seed to farmers. 

The FAO seed projects (earlier ones and the one under review) led almost all 

activities in the formal seed supply chain. These include introduction of advanced 

breeding lines from abroad (mainly CIMMYT), observation nurseries, varietal 

selection and verification trials, varietal releases, production and maintenance of 

breeder and foundation seed, seed multiplication, laboratory quality control and 

subsequent seed supply to farmers. The latter was largely achieved through 

purchases made by the FAO emergency seed unit and NGOs emergency seed 

interventions, which so far served as the largest assured market outlets (80-90% 

uptake of IP seed sales).  Direct seed sales to farmers represented 10-20 % of the 

seed sold by IPs in 2003/2004 production year.  Lack of organized and functional 

extension system, lack of marketing channels, high incentives from poppy cultivation, 

lack of new seed on alternative crops seem to undermine demand for improved seed.  

The MAAH, though expected to play a guiding role through its provincial and district 

extension departments, did not deliver much.  Failure to deliver is attributable to a 
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broken system manifested through lack of trained staff, absence of work plans, lack 

of operational budget, managerial inefficiencies and lack of visionary and competent 

leadership.   

 

4.2 Seed production systems 

Since 1986 FAO seed projects are leading improved seed production in Afghanistan. 

Under the GCP/AFG/018/EC, production of released variety seed starts with the 

production of breeder seed in the ARIA farms followed by production of foundation 

seed in ARIA and ISE farms.  In view of lack of trained staff working for ARIA and 

ISE, overall supervision is provided by FAO.  These include project assigned staff to 

work with ARIA, technical staff from provincial as well as Kabul offices.  The 

foundation seed is given to NGOs and the ISE, identified as Implementing Partners 

(IPs) for the seed production and supply programme.  The project allocates to the IPs 

US$55 per ton of seed produced to cover operational costs.  The NGO-IPs produce 

the seed in different villages by contracting some farmers whereas ISE produces the 

seed in its own farm as well as contract seed grower farms. The IPs and the contract 

seed growers are responsible for field quality control, whereas the project provides 

assistance in terms of knowledge (training) and field inspection.  Whereas formally 

trained national staffs in seed technology are inexistent, to ensure production of 

adequate quality seed, short-term training has been given to national staff, (MAAH, 

FAO, IP) and farmer seed growers.  

Raw seed is purchased from the contract seed growers by the IPs with a 10-15% 

premium over the market grain price. The IPs are responsible to clean and 

(process?) the seed using mobile seed cleaners made available to them by FAO 

(earlier as well as ongoing projects).  IPs are required to produce seed that meets the 

minimum standards of Quality Declared Seed (QDS), which will be verified in a 

laboratory rehabilitated by ICARDA but furnished and run under the FAO project.  

The provincial ARIA units, ISE, other IPs and the village level contract seed growers 

are, therefore, focal points in the seed production scheme promoted by FAO.  The 

evaluation team made observations on seed quality attributes achieved through the 

production scheme, and that will be highlighted later in the report.  At the same time 

ICARDA is also leading establishment of the same type of production scheme in the 

provinces of Kunduz, Baghlan, Jalalabad and Takhar. 
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4.3 Seed cleaning and storage systems 

Raw seed is collected from contract growers by the IPs and is transported for 

cleaning, storage and subsequent sale to farmers. Cleaned seed is bagged in 

polypropylene bags labelled in Dari and English and is stored in tents (Rubb halls) 

and/or proper warehouses (ISE only).  Following cleaning, seed samples are sent to 

laboratories for quality control. Seed sampling is done by trained technicians 

(project/FAO employees) employing procedures that guarantee proper lot 

representation, we were told.  In the quality control laboratory, submitted seed 

samples are examined for their analytical purity, germination and moisture content.  

The lots that meet the minimum quality standards specified for QDS are approved for 

sale. 

 

4.4  Observations and recommendations on seed production and storage 

Handling of breeder and foundation seed: The ISE stores visited stored breeder 

and foundation seed properly (labelled bags, labelled stacks of seed lots, allowance 

for ventilation, clean condition), 

Handling of QDS: QDS storage was proper in some IP stores whereas, was poor 

with others. Storing cleaned and bagged seed on dusty floors and outside under 

unprotected condition might damage seed quality, (comments on ASP store in 

Mazare Sharif), 

Machine efficiency: Variation in cleaning efficiency of machines (Agrosaw vs 

Petkus) was observed, the latter being the most efficient in removing other seed and 

inert matter. This would bring variation in quality of seed supplied to farmers, 

Recycling of labelled bags: Great suspicion that it might have caused erroneous 

seed handling and subsequent varietal mixing by store keepers, casual labourers, 

and machine operators, 

Use of broken bags: Raw seed storage and handling in the IP stores in broken bags 

can become cause for varietal mixing,  

Untrained storekeepers: Storekeepers lacked knowledge to identify varieties, 

presenting great risk to mix varieties. 
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4.5 Seed distribution – current practices 

Two major commercialisation outlets are identified: (1) The Afghanistan FAO 

Emergency Coordination Unit representing the largest share of seed purchases and, 

(2) NGOs emergency seed intervention operations, identified as second important 

improved seed purchasers. Direct improved seed sale to farmers is the third 

commercialisation outlet but with smaller magnitude. From review of secondary data 

the mission realized that the largest share of the seed produced and managed under 

the NGO-IP scheme has been sold to aid agencies (that is NGO to NGO), whereas 

little was sold directly to farmers.  In provinces such as Herat the seed produced by 

ISE was, however, largely sold directly to farmers in 2003/2004.  As the entire 

processed seed was not sold in any one year, IPs have to manage a certain amount 

of carry-over stock.  Lack of functional extension network, sales outlets, poor 

infrastructure, lack of credit facility and poor security conditions have contributed in 

failures of optimal stock management.  The fact that emergency operations are the 

major commercialisation outlets indicates that there still remains a lot to be done to 

create direct seed marketing opportunities to farmers. Reliance on assured market 

outlets is blamed for hampering the development of effective seed demand among 

farmers in many developing countries.  Some would, however, argue that the role of 

aid agencies in diffusing improved seed among farmers who otherwise use own seed 

or seed sourced from unaccredited sources should not be undermined.  Under 

Afghan condition use of own saved seed has a negative implication on the final 

harvest, as use of such seed may mean use of seed highly infested with weed seed, 

seed borne diseases, etc.  The need for specifically adapted varieties (dry land and 

irrigated growing conditions and fitting to various cropping systems) also necessitates 

supply of new varieties specifically adapted to different growing niches.  In the 

absence of extension and credit delivery to farmers and persistent drought conditions 

the role-played by aid operations in promoting improved seed use was inescapable.  

The question is, how could then farmers use the breeding gains made through crop 

improvement in the absence of seed supply network supported by extension and 

credit and persistent drought situation devastating farmers resources? 

Due to lack of regulatory framework, emergency operations also gave way to 

activities that might damage the endeavours of FAO towards farmers’ use of good 

quality seed. There are repeated occurrences in Afghanistan to supply farmers with 

untested poor quality wheat seed that might result in farmers’ resistance towards use 

of seed from external sources. The distribution of untested wheat seed imported from 

France directly to farmers in 2003/2004 and repeated distribution of wheat grain 
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purchased from market by NGOs for seed purpose were blamed for low yield, high 

weed incidence, susceptibility to rust diseases and poor market attraction of product. 

Such interventions may erode farmers’ trust on seed from external sources. 

 

4.6 Seed distribution - recommendations 

The improved seed supply scheme led by the FAO project was an endeavour that 

demonstrated the importance of growing wheat crop from good quality of improved 

varieties seed. Owing to the lack of a functional national seed supply system, the 

project employed available channels to increase farmers’ access to good quality 

seed. In the absence of such an alternative seed source, the emergency seed 

assistance operators (FAO emergency unit, NGOs, embassies, etc.) would have 

reverted to purchasing and distributing wheat grain of unknown quality and without 

any genetic merit. Improved seed production and distribution from earlier FAO seed 

projects also created awareness among development workers (MAAH, Ministry of 

Rural development) and, among farming communities yet served. Nevertheless, 

there still remains much to be done to serve the larger farming community, which for 

various reasons were, hitherto not served by the seed supply system in practice. The 

presence of such awareness is the basis for the development of effective demand for 

improved seed of new crop varieties. 

Whatever is achieved so far should, however, be seen as a short term strategy that 

created awareness among stakeholders related to the economic significance of 

improved seed use (increase in production) and laid the foundation that leads to the 

establishment of a functional seed industry. In the long term, the development of the 

seed supply system relies on: 

• The provision of a regulatory framework (seed policy, seed law) to control 

seed circulation as, for example the circulation of inferior quality seed would 

seriously jeopardizes the development of demand for improved seed,  

• The existence of a functional extension network that creates awareness and 

promotes use of improved seed, 

• The presence of marketing channels from the producers down to the villages,  

• The availability of credit to resource constrained farmers, 

• The development of a private seed sector that, in view of creating market for 

new seed, would invest and undertake planned, organized and aggressive 

popularisation schemes. 
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4.7 Seed quality in Afghanistan 

Difference in seed quality between farm-saved and improved seed is one of the 

major seed attributes that may motivate small-scale farmers to use the latter. In 

countries like Afghanistan where the use of farm saved seed and cheap seed 

obtained from un accredited sources is prevalent, the major incentive for farmers to 

use improved seed comes from increase in output and product quality attainable by 

the use of high quality seed of new varieties. This is particularly evident when the lion 

share of the seed produced and supplied is wheat seed, for which farmers have an 

age-old tradition of saving and planting own seed. Evidences suggest that once 

obtained from improved seed sources, wheat seed may well be recycled three to four 

generations without a significant degeneration in quality (particularly genetic purity). 

Seed quality should thus be given utmost attention to create demand for improved 

wheat seed in Afghanistan.  

The interviews we made in selected farming communities in Balkh, Herat, and 

Baghlan provinces revealed that farmers have a long standing culture of maintaining 

good varieties by producing and recycling own seed for range of crops including 

wheat, rice, barley, cotton, mung bean, onions, egg plant, melons, tomatoes and few 

others, once they acquire source seed.  With the exception of wheat, the crops 

receiving attention in terms of on-farm varietal maintenance and seed production 

vary across locations depending on the importance of the crop in farmers’ livelihood 

systems.  For example, whereas communities around Pule Khumri stress on rice, 

wheat and cotton, those in Dehdadi (Mazare Sharif) stress on wheat, onions, 

eggplant, cauliflower and some other vegetables.  Farmers also buy seed 

(particularly vegetables) from unspecialised input dealers operating in towns (in 

Herat, for example) who, however, do not bear any liability for any quality defects that 

may prevail after planting.  The vegetable seeds in the market include those that bear 

names of big companies like Peto seeds, Seminis Vegetables and some from 

companies of Asian origin. 

In wheat, farmers’ preference for seed originates, among other things, from high 

genetic merit, rust resistance, adaptation to production systems (irrigated, dryland), 

to cropping systems (crop rotation schemes), market attraction of grain, and freedom 

from weed seed.  One may thus realize that seed quality attributes (genetic as well 

as physical) are important considerations for stimulating demand for wheat seed.  For 

example, due to delayed cotton harvest and time required for paddy fields to drain for 

subsequent land preparation for wheat, late maturing winter wheat varieties 

(requiring early planting) may not be wanted in Kunduz irrigated production systems 
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where cotton-wheat or rice-wheat are produced in rotation.   Under such conditions, 

genetic and physical seed quality may only have diminished value for varieties that 

do not fit to the traditionally defined cropping systems.   The three winter wheat 

varieties from France mentioned elsewhere in the report demonstrated this situation. 

 

4.8 Seed quality control in the field 

In Afghanistan wheat seed production must stress on field quality control. The high 

level of wheat field infestation with ‘difficult to separate’ weeds like wild oat, rye and 

disease build up makes field quality control of paramount importance.  Repeated 

cultivation of wheat in the same field and use of farm saved and seed obtained from 

non-accredited sources has contributed to heavy soil weed seed bank and disease 

prevalence.   In certain locations, farmers explained that they sometimes abandoned 

planted wheat fields due to high levels of wild oat infestation.  Repeated distribution 

of grain purchased from traders for seed purposes under emergency situations seem 

to have aggravated the problem.  Subsequent FAO seed projects have created 

awareness on seed quality and contributed towards farmers’ access to adequate 

quality seed.  Under the seed production scheme promoted by GCP/AFG/018/EC, 

project staff, IPs and contract seed growers are responsible for field quality control. 

FAO provided training to IP staff as well as to contract growers on field quality control 

procedures.  The implementation strategy assumes that IPs as well as FAO staff 

should guide and supervise field quality control, whereas the contract seed growers 

undertake quality control activities in the field.  In the absence of a functional and an 

independent certification scheme there was no choice to be made other than to 

follow on with the above arrangement.  It would also be unrealistic to expect the IPs 

and contract growers to comply with standard field inspection procedures.  For 

example, none of the IPs interviewed (ISE, ISRA, Mercy Corps) were able to reveal 

to the mission documented field quality control procedures, seed production field 

records, etc. based on which a field was accepted or rejected.  Field inspection 

seems to be restricted to visual observation of fields from outside to get a general 

impression.  The level of impurities (weed seed, seed of other varieties, etc.) that we 

observed in the raw seed collected by certain IPs does not indicate that fields were 

inspected as per prescribed walking patterns.  Had proper inspection procedures 

been followed, we would assume that some of the seed production fields would have 

been rejected. 
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Despite FAO efforts, the production scheme in place gave production of seed of 

inadequate quality seed because of the following: 

• Lack of technical capacity:  IPs interviewed indicated that they have few staff 

to inspect fields.  For example, ASP-Mazar indicated that it has only one 

person to inspect all fields.  The staff did not demonstrate sufficient 

knowledge. As a result, field inspections were not done properly resulting in 

what might probably be considered as varietal mixture, 

• Lack of motivation: ISE staff, like any other Government staff in Afghanistan 

are less paid and probably not motivated to travel through villages and walk 

through fields to undertake inspections, 

• Scattered seed production schemes: The ISE provincial units, despite owning 

sufficient land for seed production, preferred producing seed under contract 

seed grower schemes.  This happened because the land under their 

ownership has structural problems (land requiring levelling, irrigation scheme 

requiring rehabilitation, etc).  The scattered production schemes has brought 

managerial difficulties, as seed is produced on fields that ISE has no control 

over, and due to understaffing ISE could not properly follow-up the entire 

seed production field, 

• Efficiency of seed cleaning machines: ‘Petkus’ seed cleaning machines were 

preferred for their cleaning efficiency compared to ‘Agrosaw’ machines.  This 

means different IPs using different machines will deliver different end 

products.  We learned that ‘Agrosaw’ machines are purchased due to their 

lower prices compared to ‘Petkus’.  Although price is an important 

consideration for projects in making purchases, it should not be 

overemphasized when purchase decisions are made, especially on machines 

that have a direct bearing on seed quality. 

The above discussion is not meant to imply that farmers were supplied with sub-

standard quality seed. Contrary to what might have happened in the field, the seed 

project was able to make sure that adequate quality wheat seed was supplied to 

farmers.  This was achieved by subjecting the seed produced by the IPs to laboratory 

quality control before any sales were made.  This made the IPs stress seed cleaning, 

the only option left to them to ensure the quality of the seed in their store.  From the 

QDS that we examined in different IP stores it is fair to conclude that the FAO-led 

seed production scheme has delivered better quality seed than would have been 

used by farmers in the absence of the project. 
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4.9 Recommendations to improve seed production quality 

• Rehabilitation of ISE seed production farms: Although ISE has its own farms, 

sometimes up to 2000 ha as in Herat, it could not fully utilize its farm due to 

structural problems (levelling, damaged irrigation scheme) and claims from 

warlords (persistent in Mazare Sharif).  In 2004, ISE-Mazar harvested highly 

shrivelled wheat seeds from its own farms due to poor irrigation at reproductive 

growth stage.  Producing seed at ISE’s own farm would reduce the managerial 

difficulties associated with scattered production arrangements.  Due to this, 

rehabilitation of the farms should be a primary task for ISE.  FAO may advise 

MAAH to let the provincial ISEs to use part of the money they generated in the 

past to rehabilitate the farms, as the money is still in their private account, 

• Seed production fields and field quality control: Be it under farmer contract seed 

grower schemes or other forms of seed production, identification and approval of 

seed production field prior to planting is mandatory.  The presence of high levels 

of weed seed and other physical impurities in the raw seed collected from contract 

seed growers (observations at ISE-Kabul and Mazar and ISRA seed cleaning 

plants) indicates high level of weed plants in seed production fields during harvest.  

It means that the seed production arrangement in practice did not allow the 

rejection of weed-infested fields for seed purpose.  We also learned that there is 

limited option to get weed free fields, as most wheat production fields are already 

highly contaminated.  It also indicates that inspection procedures that would have 

led towards rejection of fields that did not comply with the minimum quality 

standards were not followed by the IPs.  Many of the IPs the team interviewed, 

indicated that to create demand for improved wheat seed, the seed industry 

should be able to offer seed that is higher in quality compared to what farmers 

might obtain from the local seed supply system or other unaccredited sources.  

Farmers may not have incentives to pay higher prices for new seed if it does not 

demonstrate higher quality standards compared to the seed that they may source 

from other sources for lower prices.  In 2005 FAO has to offer practical training on 

seed production, field selection and field quality control to the newly established 

seed enterprise members and extension department staff that may assist the 

community seed enterprises while contracting farmer seed growers.  Field quality 

control should start with field inspection prior to planting leading to approval of 

seed fields (field history, preceding crop, soil conditions, availability of irrigation 

water, slope, etc. should all be checked).  Standard number of inspections and 

time of inspections should be followed from planting to harvesting and storage. 
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Implementing proper seed field inspection scheme with trained inspection agents 

will lead seed growers to appreciate the difference between seed and grain 

production and thereby comply with seed production discipline.  The wheat seed 

that the mission observed at different IP stores (particularly at ISE and ASP store 

in Mazare Sharif) did not indicate that such procedures were followed. The 

mission has observed extremely shrivelled seeds being cleaned at ISE-Mazar and 

seed highly suspected to be of mixed varieties in ASP-Mazar compounds.  Seed 

production fields managed by contract seed growers should be rejected when they 

fail to meet prescribed standards to let seed growers to comply with prescribed 

seed field management.  The seed we observed at ISE-Herat was however 

indicative of appropriate field follow-up. 

• Field books in which field inspection records that lead to acceptance or rejection of 

seed production fields should be kept,  

• Proper use of foundation seed by growers should be checked at planting.  In the 

absence of inspection during planting growers may mix bags of different varieties.  

This is especially important for farmers that the newly established enterprises are 

to contract for seed production, 

• Row planting must be followed. All seed production fields were broadcast planted, 

a planting method that is not appropriate in seed production fields.  Conducting 

proper inspections in broadcast planted fields is difficult and does not enable to 

achieve the required quality level.  The newly established enterprises should be 

provided on credit, row planters that they can use in their seed production fields 

and may also rent to those they contract to produce seed. 

• Crop rotation: Proper crop rotation scheme must be established and followed in 

the enterprises’ seed farms as well as in contract seed growers farms.  Crop 

rotation is useful to (1) control the spread of soil borne diseases, (2) reduce soil 

weed seed banks, (3) improve soil fertility, etc.  Crop rotation schemes that take 

into account the cropping system practiced in a location should be established and 

promoted for farmers to better exploit the breeding gains made in improved seeds.  

This implies that for the envisaged seed sector development to come true the role 

of agronomic research should not be undermined.  This may be achieved by 

strengthening the national research capacity as recommended elsewhere in the 

report.  The national extension capacity should also be strengthened by 

rehabilitating the extension department of the MAAH. 
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4.10  Recommendations for improved laboratory quality control 

The FAO seed project has renovated (opened) seed testing laboratories in selected 

locations across the country, provided laboratory infrastructure and enforced quality 

control procedures. The procedures followed are that of ISTA but as applied to QDS. 

The review mission has visited the laboratories opened in Kabul, Herat, Mazare 

Sharif (not yet functional) and Kunduz (not yet functional). During the review period 

the laboratories in Kabul and Herat were actively engaged in seed quality control 

work.  Due to FAO initiatives a seed Code of Conduct has also been agreed upon 

and an agreement has been reached between all parties that any seed produced by 

IPs or others shall be tested before any commercialisation.  Proper seed sampling 

procedures have been introduced to guarantee lot representation for quality testing 

and this has also been followed by project employees.  Although commendable, in 

the absence of a seed policy and a seed law, the attempts might not have a far-

reaching effect.  Despite the issuance of the Code of Conduct, breaches of seed 

discipline by certain organizations were reported at several discussion forums.  

Enforcement of the Code of Conduct was not possible due to diminished national 

institutional capacity. 

The quality control provisions practiced under the FAO seed project initiatives have 

proved worthy in terms of ensuring supply of seed that meets QDS purity (physical), 

germination and seed moisture standards.  Genetic purity and seed health testing are 

not yet taken care of.  This relates, among other things, to lack of trained personnel 

and laboratory equipment.  Post quality control plots are not yet established to check 

conformity of genetic purity of the seed supplied by the IPs with the standard checks. 

Upgrading laboratories: In view of the number of crops grown in Afghanistan and the 

magnitude of improved seed that would be circulating in the future, the laboratory 

quality control facilities need to be strengthened in terms of equipment and 

technicians trained in seed technology. In 2005 seed health specialists and 

competent laboratory supervisors have to be employed by the MAAH with a top up 

salary from the FAO project. 

Post control plots should be established in certain locations: establishment of post 

control plots in ARIA or ISE farms should be considered as an immediate task in 

2005.  Wheat seed inspected in ISE-Mazar store and lentil seed we examined in 

Herat-ISE seed laboratory do not exclude risk of varietal degenerations.  In the 

absence of post control plots whereby each year’s production is evaluated against 

standard checks for varietal distinctness, uniformity and stability, it is difficult to 
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ensure the supply of genetically pure seed to farmers.  Physical inspection of seed to 

determine varietal purity as we saw in Kabul laboratory might not be the best option 

when the staff handling the job have only limited experience.  FAO in collaboration 

with the MAAH concerned department has to develop a separate variety register list 

under its 2005 work plan.  The register list has to contain all varietal descriptors for 

use in future varietal identification and control of the seed in circulation, 

 

5. CONCLUSIONS AND RECOMMENDATIONS FOR LONGER TERM SEED 

PROGRAMMES 

5.1. Local seed enterprises 

FAO is currently moving forward with a plan to set up ten local seed enterprises, 

formed by local entrepreneurs.  So far, eight of these enterprises have been 

identified, so FAO just has two more to identify to complete its agreed programme.  

(Note that ICARDA, under the USAID RAMP project, is developing up to twenty 

similar schemes).  The setting up of these seed schemes elicits some questions, 

which need to be answered.  For instance:- 

• What is the place of the Improved Seed Enterprise in this scheme of private 

seed companies?  How can the government seed company be privatised, or 

commercialised when there is so much competition nearby? Here one notes 

that the local seed enterprises in Herat are ten, forty and fifity kilometres from 

the town, and the two in Mazar are six and forty kilometres from the ISE, yet 

there is some seven hundred kilometres between Mazar and Herat with no 

other seed enterprises planned. 

• Each seed enterprise is set up with a large capital investment for relatively 

low volumes of seed, but even that volume of wheat seed would represent 

twenty per cent to thirty per cent or more of the wheat seed needed for 

replacement every year, within their natural marketing area.  The truth is that 

these businesses will struggle to sell the seed that they are planning to sell.  

The present seed enterprises in formation seem to expect to sell most of their 

seed to NGOs, or even some to the ISEs, which can only be a very short term 

solution.  There appears to be very insufficient provision for market 

development by the new private sector seed enterprises. 

• The seed enterprises are thought of by the founding subscribers as having 

some more general function, which is encouraging, as the production and 
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sale of wheat seed will be insufficient.  However, the people starting these 

seed enterprises have limited experience of running businesses, and little in 

the way of business skills and technical knowledge.  They will need 

substantial support for a long time, and it is not clear that FAO has made 

provision to make these skills available within the 2005 work plan.  It is also 

rash to go into this sort of long term business development at this stage of the 

project, which has just one year enterprises. 

• The village seed enterprises are provided with a lot of capital investment, with 

a relatively small investment on their side.  The ratio quoted is up to $150,000 

investment from the project to match $10,000 investment from the company 

promoters.  The persons founding these companies are all relatively well off, 

with substantial landholdings.  Some of the contract growers for these 

enterprises will be tenants or sharecroppers of the company founders.  While 

it may be necessary to find some entrepreneurs who have some capital of 

their own, and can take a leading role in the community, there must be some 

mechanism for participation of the local communities in these companies, and 

for sharing in the profits and other financial benefits. 

• These seed companies have been founded very much on the initiative of 

FAO, and there is very much a suspicion that the whole development is very 

artificial and cannot last.  The provision of a tractor to one group, where the 

local cooperative had already received four tractors from the government, 

seems to be an unnecessary use of project funds. 

• None of the groups have gone through a process of working together before 

receiving these substantial grants.  There are no proper business plans, there 

has been very little training of the persons involved in these local seed 

enterprises, and the economic justification from the side of FAO had not been 

prepared before committing the project to their support. 

• ICARDA, with funding under the USAID/RAMP, is also setting up village 

enterprise seed businesses.  The review team discussed the programme with 

ICARDA staff in Kunduz and with one of the village enterprise leaders.  It was 

noted that the capital investment provided by ICARDA was limited to around 

$40,000, but the amount of seed to be produced was smaller.  In terms of 

coverage of the country, it appears that there is some overlap with the FAO 

effort, although mostly different parts of the country are being focused on.  
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Twenty groups should be set up according to the agreement between RAMP 

and ICARDA. 

It is recommended by the review mission that the setting up of the last two village 

seed enterprises is halted until there is an overall review of seed policy and strategy 

for the whole country, agreed to by all the stakeholders, and especially the MAAH. 

It is also recommended by the review mission that a wider community than that 

represented by the small group of farmers who have founded the village seed 

enterprises are tied into the seed enterprises in a way that will provide them 

permanent benefit (such as becoming share partners in the enterprises). 

The review mission also recommends that FAO provides training and guidance in 

business skills and marketing skills to these village seed groups that are already set 

up.  (For instance, each enterprise should have a business plan and a marketing 

plan). 

 

5.2 Seed production by NGOs 

The NGOs that served as IPs to the FAO seed project have thus far played a vital 

role by contributing to the volume of QDS produced and supplied.  Had they not been 

involved in the production scheme, it would have been difficult to produce, process 

and supply such a high volume of QDS in one production season.  In the absence of 

an organized formal seed production and supply system, mobilizing the NGOs as IPs 

was the best choice made by FAO to increase farmers’ access to QDS of improved 

varieties.  An increase in the quantity of QDS that was made possible wouldn’t have 

come true otherwise.  Such mobilization of IPs may be the only way, at least at this 

stage, to get the problem of sub-standard seed use by farmers back in check shortly. 

The strength of the NGOs as IPs is that, using their close work relations with farming 

communities, they were able to organize and manage village level contract seed 

production schemes.  As organized institutions, NGOs were able to collect raw seed 

produced under scattered production scheme, to clean it and to manage seed stores 

and making seed available to purchasing partners (other NGOs) or farmers.  NGOs 

also provided decentralized seed collection and processing points in the areas of 

their operation, which in a way minimized transaction costs, as raw seed was not 

transported to remotely located central cleaning plants. They also provided better 

accountability for the money generated from QDS sales. 
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The weakness of NGOs as implementing partners originates from their lack of 

experience in seed production and quality control.  These were institutions that were 

sometimes blamed for distributing sub-standard quality grain for seed purposes in the 

past.  They do not have the qualified staff that could monitor seed production and 

processing.   Although FAO trained their staffs in seed technology, from the raw seed 

that we examined in certain stores, that does not seem to be sufficient to guarantee 

the production of high quality seed.  Moreover, NGOs are volatile institutions with 

frequent change of activities depending on the availability of funds.  Due to this, they 

may only serve as short-term partners with limited contribution towards seed sector 

development. 

 

5.3 Government seed enterprises – Improved Seed Enterprise (ISE) 

Compared to the NGOs, the ISE presented an organized entity with experience in 

seed production and supply.  Being present at provincial levels and having its own 

farms, seed cleaning and storage facilities it provided opportunities for decentralized 

seed production and supply at locations relatively nearer to farmers.  The ISE thus is 

one of the major contributors towards achievement of project objectives. 

ISE however suffers from lack of competent staff, creative and visionary leadership 

and policy support.  In some provinces the institute is neither able to reclaim land 

forcibly taken by warlords nor to rehabilitate and use fully the part that it still owns.  

Lack of policy support and a seed law made the institute to have a diminished 

presence, simply as an IP for externally funded projects like from FAO, French 

embassy and other sources.  The institute does not operate against business plans; 

it rather functions against the work plans of projects, which does not demonstrate 

sustainability of its activities. 

The theoretical structure of ISE and the structure as apparent in the few sites visited 

is quite different.  Even in the day to day conversation of the FAO seed project staff it 

is considered that the ISE in each province is a different entity and not branches of 

one organisation.  What is already happening is that each ISE has its own seed 

revolving fund, and is fairly self contained in its own activities.  Taking into account 

the widespread nature of the organisation and organisational development so far, it 

seems clear that the eventual division of ISE into separate regional companies would 

be an option well worth considering. 

The present ISE provincial branches are not at present strong enough to operate on 

their own, and the management and marketing systems are rudimentary.  FAO 
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provides most of the facilitation that a centralised company structure would normally 

provide, as well as that of a seed certification service, providing supervision of 

standards, liaising with customers, and organising variety release and breeder seed 

production.  It is only because of the FAO support that the ISE operates at all.  

Therefore, FAO should lead the debate among the stakeholders as how to 

strengthen the ISE branches.  This includes setting up a system of self funding, with 

local management responsibility for the whole range of company activities.  

Management and marketing training would be needed for these staff. 

However, at the moment, there is no clear policy and strategy for the seed industry.  

The current emphasis of FAO and also ICARDA/RAMP on setting up these the pilot 

private sector seed enterprises seems to undermine the ISEs as much as to 

strengthen them.  A primary consideration is the long term replacement rate for 

wheat seed.  The current investments in seed production and processing capacity 

suggests a seed replacement rate of 20%-30% is being aimed at around the main 

seed production areas.  As 80% to 90% of the seed produced is being distributed for 

relief and resettlement schemes by NGOs and others, there is no evidence that 

building facilities to meet this seed replacement rate goal would be a viable option. 

In the absence of any national seed policy, it is not clear what would be the 

relationship between the ISEs and the village seed enterprises.  There is discussion 

about the ISEs supplying foundation seed to the village seed enterprises, but on a 

reasonable 40 times multiplication rate for wheat seed (planting 125kg/ha to produce 

5 tons/ha), the ISEs would be limited to producing just one-fortieth of the seed of the 

village seed enterprises.  This is not a reasonable business proposition.  Instead, the 

ISEs will need to produce certified seed as well as foundation seed, and certainly 

should be able to extend into as wide a business field as the village seed enterprises.  

While it may be sensible to gradually privatise ISEs, it is not sensible to cripple them 

commercially by unduly limiting the breadth of their business activities. 

Any privatisation of ISEs will be long and difficult.  There are widely different set ups 

in the different provinces, with the ownership of property by the ISE not clearly 

defined, or the basic facilities lacking, or shared with other departments.  In some 

cases where there are no proper facilities, it may be better to close down the ISE and 

allow some other private sector initiative to replace the role of the ISE. 

It is suggested that the ISEs be strengthened technically as well as managerially, so 

that one or more ISEs can be responsible for the maintenance of breeder’s seed of 
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government released varieties, supplying to other ISEs and private sector 

companies. 

 

5.4 Seed regulatory systems 

In the final report the review mission will make some specific suggestions as to the 

text of the draft seed law to strengthen and improve it.  The law should include 

defining specific responsibilities for the Minister of Agriculture and Animal Husbandry 

to develop the seed industry for the benefit of the farmer and the country.  To assist 

the Minister in carrying out these responsibilities he will appoint members of a 

statutory National Seed Committee (or more appropriately, a National Seed Board or 

National Seed Council), with representation from different sectors of the seed 

industry.  This National Seed Board would then supervise the operation of a National 

Seed Certification Service and also appoint technical committees to advise it on 

specific matters.  One permanently constituted committee would be the Variety 

Release Committee.  This National Seed Board would also act as the Steering 

Committee of any donor funded seed projects. 

It is clear that if this law is developed that certain facilities for seed testing would have 

to be allocated to this National Seed Certification Authority.  The review mission will 

make some recommendations in its report, but it is up to the stakeholders to develop 

the policies and the strategies for ratification and promulgation within the 

constitutional system of the country. 

The review mission strongly recommends that the FAO, within the EC funded project, 

moves forward quickly to achieve consensus on the development of seed policy, 

seed strategy and seed law. 

 

5.5 FAO seed project and research 

Within the framework of the first two project years, benefiting from what has been 

generated by earlier FAO seed programs, the project has met its varietal 

development work plan, production of breeder and foundation seed. These 

achievements of the project were necessary to meet short term and pressing needs 

of the country. They, however, did not demonstrate sustainability of crop 

improvement endeavours upon termination of the project. 

• In the last project year (2005), the project should do the groundwork that lead 

towards attainment of ‘the gradual exit strategy (orderly disengagement)’ (see 
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Tunwar, end of assignment report) that transfers the lead on crop improvement 

from FAO to the NARS. 

• The 2005 work plan should include assistance to the MAAH in terms of project 

preparation for donor funding to rehabilitate the crop research system 

• The FAO has a role in encouraging donors to come forward to continue facilitation 

work on varietal testing for some more years as any disengagement before the 

NARS become functional means collapse of ongoing crop improvement activities 

led to date by FAO.  The ADB proposal for investment in Agricultural Research 

and Technology Transfer Systems provide a good basis for moving forward. 

Transfer of the crop improvement activities on high value crops undertaken by 

GCP/AFG/025/GER to GCP/AFG/018/EC, as the project is going to close in February 

2005. Crop improvement activities on cotton, potato, tomato and some other 

vegetables has led to the identification of some promising lines that, with few more 

years testing, might be recommended for release.  Providing alternative crop choices 

to farmers is one of the strategies promoted in the counter narcotics endeavours in 

Afghanistan. 

While the research system has suffered substantially during the years of conflict, 

there has been a continuing flow of improved wheat seed varieties coming into the 

seed production systems.  Without these improved varieties, the justification for 

investment in setting up a seed distribution system would be diminished.  With the 

current CIMMYT programme of support to the research, there is even some crossing 

of wheat lines within Afghanistan in order to provide the start of an Afghan based 

variety development programme.  The remainder of the adaptive research work 

consists of screening varieties and lines of material supplied from outside the 

country.  There is very little work on other agronomic, economic or social aspects of 

crop cultivation, and there is very little extension work being carried out either.  The 

ADB has prepared a document containing a set of policy, strategy and programmes 

under the Agricultural Research and Technology Transfer Systems (ARATTS) TA.  

This document lays out a basic programme of work on a Farming Systems Research 

Programme which would encompass the current adaptive research programme and 

would widen it to include other relevant agronomic, economic and social aspects that 

will become increasingly important. 
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5.6 Present and future seed projects 

It is often difficult for outsiders to grasp just how much the institutions, the facilities, 

and the knowledge and skills of the people have been affected by 25 years of 

conflict.  There are still tens of thousands of refugees being resettled, soldiers 

demobilised, large areas of land still to be demined and irrigation canals to be rebuilt.  

There is almost complete lack of documentation of previous research and a general 

lack of what is called institutional memory.  There is no easy way out; there is no 

quick way out; there are no short cuts. 

FAO and the rest of the donor community have acted with commendable speed to 

ensure that seed for planting, particularly wheat seed, has been available.  These 

achievements have depended very much on FAO and others taking over functions 

that belong with the government or Afghan private sector enterprises.  The present 

objectives must include strengthening the government function so that the 

government can take back its rightful responsibilities.  Part of this process includes 

assisting the government with the formulation of a seed policy and seed strategy that 

sets out the long term framework for the seed industry.  This seed policy and strategy 

needs to reinforced by the bringing in of appropriate legislation. 

 

5.7 The role of the government 

The Ministry of Agriculture and Animal Husbandry has the main responsibility for 

ensuring that there is a healthy seed industry that meets the needs of the farmers.  

The government needs to bring together representatives of all the various interests in 

the seed industry into the National Seed Board(Committee).  This needs to have it 

functions set down by law, as an advisory body to the Minister of MAAH, who is the 

person responsible to Cabinet.  The immediate task of this Board would be to 

develop a national seed policy and strategy, which would include aspects of 

research, regulation, a regulatory organisation and seed production.  The policy on 

seed production should emphasise the need for commercial considerations to be 

taken into account, as well as the need for food security.  There needs to be freedom 

for the private sector to operate in the seed business on an equal footing with the 

government seed enterprises, with eventual withdrawal of the government from seed 

production and marketing being the optimal solution. 
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5.8 FAO and the current seed project 

The review team considers that FAO has met the current project objectives in the 

following areas: 

1. Variety screening and production of breeder seed 

2. Production of good quality foundation seed 

3. Increased capacity of QDS seed production to the limit of demand by 

training and mobilizing organized bodies as IPs for the seed program, 

4. Establishing seed quality control laboratories and enforcing quality control 

procedures that is agreed upon in a Seed Review Group made of all 

stakeholders, 

5. Increased availability of QDS for emergency seed operators which 

otherwise would have purchased and supplied sub-standard products to 

farmers, 

6. Increasing farmers’ access to adequate quality seed compared to what 

they might have used in the absence of project achievements.  Our 

interviews with farmers revealed that harvests from ordinary recycled 

wheat seed was between 1-2 Mt/ha, whereas harvests of particularly 

irrigated improved wheat varieties in certain locations were 4-5 Mt/ha.  

Wheat being the major food crop in Afghanistan, this has a direct bearing 

on attainment of food self-sufficiency.  As a result of such achievements, 

there is now increased awareness on the importance of seed quality for 

better output among all actors involved in seed including emergency seed 

operators.  The interviews we made revealed that the achievements made 

in dryland wheat varieties are limited. 

7. Establishing community based seed enterprises that may carry on seed 

production and supply activities in the future.  The enterprises, which 

during the review period were establishing their first year seed production 

fields, are technically and managerially not strong enough.  They therefore 

require training support from FAO in terms of land selection, land 

preparation, field quality control, harvesting, pre-storage seed drying, 

seed processing, seed storage and seed marketing.  FAO has to involve 

more extension staff in 2005 project final year to supervise activities of the 

enterprises.  Operating against business plans and planning seed 
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marketing are among the weakest links observed among the newly 

formed enterprises. 

The review team considers that at this time FAO has not met the current project 

objectives in the following areas: 

1. FAO has not developed the capability and technical knowledge of the 

MAAH on seed industry matters; it has not developed the necessary 

institutions.  This should be addressed in the final year of the project, 

when the basis for a longer term project is established. 

2. FAO has not established the sound foundations for a national quality seed 

industry by preparing appropriate seed industry legislation.  A start on this 

has been made, and again this should be a priority for the final year of the 

programme.  Progress on setting in place appropriate legislation could be 

made part of the conditions for some elements of long term donor funding. 

3. Technical standards may have been raised over the first two years of the 

project, but overall the systems to maintain and improve standards are not 

yet in place.  There are as yet no field inspection systems and no post 

control plots planted.  Initial steps should be taken in this regard in the 

coming year. 

      

5.9 The move towards private seed business 

The FAO seed project has plans for 2005 to assist the privatisation of the seed 

production and supply programs that prevailed in Afghanistan under its initiatives.  

Whereas privatisation of the seed sector is a move in the right direction, this may 

probably be better achieved under conditions where there is a well organized seed 

production and supply system including a crop improvement programme, an 

extension programme, and credit facilities that stimulates farmers’ use of improved 

seed.  One other major requirement for private seed sector development is the 

promulgation of a seed policy and a seed law that gives direction for the sector’s 

development and safeguards the interest of all stakeholders.  For the above reasons 

privatisation cannot be considered an immediate priority. 
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5.10 Other seed projects 

As was demonstrated above, the present level improved seed production and supply 

was achieved due to FAO seed projects that were run in Afghanistan at different 

times, the latest being GCP/AFG/018/EC. The seed projects that were implemented 

by FAO at different times since 1986 were building on what has been achieved by 

projects implemented earlier. This has resulted in introduction and maintenance of 

2477 wheat, 197 barley, 77 lentils, 168 cotton and few lines of other crops that serve 

as future parental materials.  FAO projects also made possible the conduct of 

selection, varietal testing, release of varieties, production and supply of QDS of 

wheat. All these were achieved in the absence of a national public or private seed 

sector.   

It is not possible to review all the other seed projects past and present, and all the 

various activities in seed being undertaken by a range of NGOs throughout the 

country.  However, in making any recommendations for the future, it is necessary to 

take these activities into account.  FAO has had a large influence on seed projects 

throughout the country, not so much in the current project under review, but by 

operating relief seed distribution projects and coordinating various other seed 

initiatives over many years. 

The team leader was able to participate in a Seed Industry Privatisation Workshop on 

6 & 8 December in Kabul at which most of the organisations involved in seed 

production activities were able to present their seed activities, with particular 

emphasis on making these seed production activities self sustaining (“privatisation”).  

The NGOs with major seed production activities who made presentations included 

Mercy Corps, VARA and ISRA.  These organisations are working on various 

developments of their seed activities, forming grower groups and organisations that 

will undertake their own marketing and management and aim to be self sustaining.  

The enterprise models they are working with vary widely, but all will have the same 

needs for support in business and marketing training, together with technical support 

in the growing of wheat seed and seed of other crops. 

At some stage, the “parent” NGOs will gradually pull out of the supervision of these 

projects as funding ceases, and it is envisaged that a national seed industry 

development project will take over the support of these new seed enterprises, with 

technical, business and market training. 
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5.11 Afghanistan Seed Industry Development Project 

The review team feel that while there are some changes in direction that can be 

made in the current project in its final year, altogether there will have been little 

enough achieved of a long term nature to create a self sustaining seed industry in 

Afghanistan that meets the needs of the farmer and the country as a whole.  It is 

therefore felt that another seed project of five years duration should follow on from 

the current project when it finishes at the end of 2005. 

In order to maximise usefulness of this proposal, the proposal is set out as a full 

scale project proposal at the end of the report.  It can then be extracted for use as 

necessary. 
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 ANNEX A: TERMS OF REFERENCE 

DESCRIPTION OF THE ASSIGNMENT 

 Beneficiary(ies) 

This evaluation should review the achievements of the project and provide guidance for 
improving its efficiency which will directly benefit the Afghan farmers, as well as the 
private sector and the MAAH. 

Global and specific objectives 

The overall objective of the joint evaluation mission is to review progress of the project 
with a view to providing an input to its future direction. 

The specific objectives of the joint mission will comprise the following: 

- Assess the achievement of objectives as detailed in the project document and relevance 
of the project to development priorities and needs; 

- Assess the clarity and realism of the project's development and immediate objectives 
including specification of targets and identification of beneficiaries and prospects for 
sustainability; 

- Evaluate the strategy the project has developed so far to promote the development of a 
sustainable private sector led seed business. 

-- Assess the extent to which the project has strengthened the national seed production   
capacity and suggest ways in which this could be improved and sustained; 

- If appropriate, provide concrete recommendations on future efforts that could build on 
achievements already made. 

Requested services 

The EC funded team leader is supposed to review the following specific aspects: 

1. Efficiency and adequacy of project implementation including availability of funds as 
compared with the budget, the quality and timeliness of input delivery, managerial and 
work efficiency, implementation difficulties, adequacy of monitoring and reporting, the 
extent of national support and commitment, and the quality of administrative and 
technical support. 

2. Effectiveness of seed industry privatization efforts already made by the project. This 
includes reviewing the development of the legal framework, capacity building activities 
directed towards government and non government staff, and assistance to the MAAH in 
developing adapted policies and reforming government institutions involved in the seed 
business. 

3. Methods of privatization envisaged for the Improved Seed Enterprise and the NGO 
Implementing Partners. 

4. The capability and commitment of the Implementing Partners (IPs) to structural reform 
and commercialization of seed operations. 

5. The likely effectiveness of community-based seed business being encouraged by the 
project as part of its privatization strategy. 

6. The prospects for sustaining the project's results by the beneficiaries and the 
Government institutions after termination of the project. 

7. Prepare the draft joint report of the mission findings highlighting the progress and 
future directions. The mission leader will integrate contributions from the other mission 
members and finalize the report taking into account comments received from EC, FAO 
and the Government. 
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Expected results 

The team leader will deliver the following: 

1. The project overall rationale and efficiency is assessed 

2. A detailed analysis of the strategy and activities developed by the project to move from 
a highly subsidized supply driven seed programme towards a demand driven self 
sustaining seed business is provided. In particular, the following aspects will be deeply 
analyzed: 

a. the government readiness and effort developed in the establishment of a private sector 
seed business (comparing the de jure and the de facto situation). 

b. The progress made so far in the development of a legal framework and the level of 
understanding and involvement of the Afghan institutions in the process. 

c. The impact of the project on government and non government staff understanding and 
capacities to develop a private sector led seed business. 

d. The adequacy of the strategy developed by FAO in comparison with the international 
best practices and the local conditions/government development framework 

e. The readiness and capacity of the IPs in undertaking the privatization 

3. Detailed recommendations to improve the project strategy in developing a sustainable 

seed business are provided. 

4. The opportunity for the project to be extended is analyzed and specific 
recommendations for an eventual next phase are provided. This includes 
recommendations on the project strategic directions, activities and expected results, 
duration, benchmarks to be addressed by the government, forecasted budget. 

5. Draft and final reports are produced. 

REPORTING 

An inception report in English, of not more than 10 pages, will be prepare jointly with the 
FAO appointed expert and the government appointed facilitator and submitted to the 
MAAH and the EC delegation and FAO for approval 6 days after the arrival of the 
Consultant in Kabul. The inception report should present the final proposed work plan to 
achieve the mission objectives and the mission time-schedule including a tentative 
appointment and  travel schedule. 

Before departure from Afghanistan an oral presentation of the main findings will be 
carried out by the team leader and the FAO expert for the Government, the EC, and the 
FAO. On that occasion, an Aide memoire of not more than 10 pages will be provided in 
both English and Dari languages. 

The mission will also complete the FAO Project Evaluation Questionnaire 

Ten days following the debriefing in Kabul, a Draft Final Report in English will be provided 
to the EC Delegation in Afghanistan, detailing the findings and recommendations of the 
mission. The report won’t exceed 30 pages + Annexes. The Afghan government the EC 
and FAO will provide comments within a delay of 4 weeks. 

The Final Report in English should be delivered 7 days after reception of the comments. 
Once finalized, 7 hard copies should be provided to the Task Manager in Kabul. The 
report will also be submitted in electronic version. 
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Activity Schedule 
Date Means Location 

7/8 November Air TL travel UK to Kabul (arr guesthouse 3pm). (Dr Mulatu arr. 7Nov) 

Tues 9 November Car 8.30 Meeting with HE Mohammad Sharif (Deputy Minister of 
Agriculture) 
9.00 Meeting with Mr Panjshiri, Adviser MAAH and head of seed 
committee 
10.00 Meeting with Mr Prem Sharma FAO Programme Director 
11am Meeting with Mr Serge Verniau, FAOR 
12.00 Meeting with Ken Niels, RAMP (USAID) 
2pm Meeting with Tim Vaessen and Emergency Relief team FAO 

Wed 10 November Car 9.00 Badam Bagh Seed Testing Laboratory, Kabul and ISE Kabul 
10.00 Meeting with HE Sayed Hussain Anwary (Minister of 
Agriculture) 
10.30 Meeting with CIMMYT director, Dr M. Osmanzai 
11.30 Meeting with ICARDA O.I.C Mr A Manan and staff 
12.30 Meeting with ISE Mr A Hadi and staff at Darulaman seed 
cleaning plant 
2pm  Meeting with Dr B Homeyer FAO seed programme funded 
by Germany (cotton and vegetable seeds) 

Thu  11 November Car 
 

9.30 ISRA Seed Processing and Storage Facilities, Kabul 
2 pm meeting with Mercy Corps, Dee Goluba (re seed 
programme) 

Friday 12 November 
Sat 13 November 
Sun 14 November 
Mon 15 November 

 Kabul 
Kabul (eid holiday) meeting A Fitzherbert re previous FAO seed 
review 
Kabul (eid holiday) 
Kabul (eid holiday) 

Tue 16 November  Kabul  discussion Sam Kugbei FAO sed proejct 
11.30 Meeting with Mr Serge Verniau, FAOR 

Wed 17 November  9.00 Meeting with HE Jawad (deputy Minister of Agriculture) 

Thu 18 November 
Fri 19 November 
Sat 20 November 
Sun 21 November 

Air 
 
 
 

Kabul to Herat (Herat Seed Centre, ISE) 
Herat Darakhshan pilot seed project Kushkarabad district 
Herat Dir of Agric meeting; visit Sheikh Maruf Karukhi pilot seed co 
Herat Urdo Khan trial station; veg seed dealer in town; visit 
Hmabastegi seed enterprise 

Mon 22 November Air Round up meeting FAO staff 
Travel Herat to Kabul 

Tue 23 November 
Wed 24 November 
Thur 25 November 
 
Fri 26 November 
Sat  27 November 

Air 
 
 
 
 
Car 

Kabul to Mazar (introduction to FAO Mazar seed activities) 
Mazar ISE visit; visit Shirabad pilot seed enterprise 
Mazar, visit Dehdadi research farm.  Visit Chemtal, Baba-i-Dehqan 
pilot seed enterprise 
Mazar; round up meeting with FAO staff; report writing 
Travel Mazar to Pul I Khumri ; visit Sultan pilot seed enterprise at 
Pul I Khumri, visit ISE warehouse Pul I Khumri 
Travel Pul I Khumri to Kunduz  

Sun 28 November 
 
Mon 29 November 
 
 
Tue 30 Nov 

 
 
 
 
 
Air 

Kunduz, visit research station; visit Kundiz ISE; visit ISE contract 
seed growers at Sarak e Now, Khanabad district 
Kunduz; visit IFDC input dealers workshop; visit ICARDA 
programme to discuss their pilot seed enterprises; discussed 
ICARDA seed enterprise with one enterprise leader 
Kunduz to Kabul (flight delays due to technical details 

Wed 1 Dec 
 
Thur 2 Dec 

 Kabul; draft Aide Memoire prepared for review and input by team 
members 
Kabul 

Fri 3 Dec 
Sat 4 Dec 

 Kabul 
Presentation findings review mission/submission aide memoire 

Sun 5 Dec 
Mon 6 Dec 

 Kabul (Dr Mulatu departs) report writing 
Seed privatisation workshop 
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Tues 7 Dec 
Wed 8 Dec 

Seed privatisation workshop 
Seed privatisation workshop 

Thurs 9 Dec  Report writing, final meeting with EC 

Fri 10 Dec Air Travel UK (11,13-16 Dec Report writing) 
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ANNEX B: LIST OF DOCUMENTS CONSULTED 

1. Project document for GCP/AFG/018/EC (Strengthening National Seed 
Production Capacity in Afghanistan) 

2. Bi-annual progress reports (2003 and 2004) 

3. Quarterly Project Implementation Reports (2003 and 2004) 

4. 2004 Work Plan and Budget 

5. 2005 Work Plan and Budget (draft) 

6. Minutes of Seed Review Group Meeting and other project meetings 

7. End of Assignment Report (GCP/AFG/018/EC) by N.S. Tunwar, 
January 2004 

8. Annual Report of Crop Improvement and Seeds Components, January 
2002 

9. End of Assignment Report of Trust Fund Projects by N.S. Tunwar, 
January 2003 

10. Seed demand survey 2004 (draft) 

11. Reports of consultation workshops on privatisation and selection of 
pilot community seed enterprises  

12.  Report of visit by implementing partners to view Indian seed industry in 
2004 

13. Reports of trip reports to project sites 

14. Presentations at project meetings/workshops 

15. Seed Business Handbook (in preparation) 

16. Draft Seed Law 

17. Seed Aid: The Afghan Experience by Anthony Fitzherbert, presentation 
to the seed ‘Code of conduct’ workshop May 2002 

18. Guiding Principles- seed production, distribution and import of seed 
and planting material field crops for Aghanistan (May 2002) Mercy 
Corps internal document 

19. Workshop on Guiding Principles for Seed Regulatory and Seed System 
Support Interventions for Afghanistan N.S Tunwar, STA Seed 
AFG/00/015 FAO, Kabul 21-23 May 2002 

20. Mid-Term Review of the Emergency Agriculture Input Distribution 
Programme in Afghanistan – First Mission Report 31 March 2003 by Mr 
Olivier Cossee, Evaluation Officer & Prof Abdul. Q. Samin, National 
Consultant 

21. Wheat Seed and Agriculture Programming in Afghanistan; Its Potential 
to Act on Livelihoods, Afghanistan Research and Evaluation Unit, 
Alexia Coke, April 2004 

22.  Proposed Afghanistan National Seed Policy FHC/ICARDA draft Dr Bill 
Gregg (undated, in FAO files) 
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Annex C Review of draft National Seed Policy 

An undated draft of a National Seed Policy was provided to the team leader.  Some 

comments on this draft law may be found useful. 

This draft policy (Proposed Afghanistan National Seed Policy, FHC/ICARDA Draft by 

Dr Bill Gregg, undated) tries to provide for a legally binding policy.  This in 

inappropriate and there is no mechanism to achieve it. 

The policy has to be first set out by the MAAH, with the cooperation and support of 

donors and advisers if need be, and consultation with all interested parties.  Only 

then can a strategy be initiated which will include setting out a legal framework for 

developing the seed industry in the country.  The policy should be very simple and 

not more than one or two pages of text, with the strategy to follow. 

The seed law will provide the legal framework for a number of institutions, and for 

activities to be carried out by those institutions.  These institutions are likely to 

include the National Seed Board, the National Seed Certification Service, and a 

Variety Release Committee.  This structure would advise the Minister and provide the 

means of implementation of the law. 

The seed policy would indicate the structure of the industry and the relationship 

between the government regulatory systems, the research and extension systems 

and the private sector.   

The strategy then derives from the policy and the following suggestions for areas to 

be covered are set out below: 

 

1.  Justification – Explanation of benefits of improved seeds 

On a national level, the justification for a strong formal seed sector is the potential 

that it offers for increasing the national income by increasing agricultural productivity.  

The main benefit is in the higher yield potential per unit area of improved varieties.  

There is increased food security by introduction of varieties with less susceptibility to 

pests and diseases.  Improved varieties with higher yield potential also allow for a 

higher margin of return on other factors of production such as irrigation water, 

fertiliser and labour.  Further benefits are obtained by reducing seed use per unit 

area by making available seed of higher germinating ability. 
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2.  The strategy should define the determinants of seed programme success 

The genetic improvements that can be made to varieties, the speed of uptake of 

these improved new varieties and the spread of these new varieties throughout the 

country are the major factors interacting to determine the contribution of improved 

seeds to agricultural productivity.  Additional benefits can be obtained by the use of 

seed of high germination and purity which is treated against pests and diseases, and 

which is available at the right time and in the right place at a reasonable price. 

The cost at which seed is produced is also critical, particularly for wheat and rice 

seed, where the farmer has realistic options of saving his own seed. 

 
 
3.  Some general principles for seed programme design should be put forward 

The following principles are put forward as a guide in reaching proposed solutions. 

• Farmers throughout the country should have access to sources of improved seed 

at reasonable cost near to their farms. 

• These improved seeds should be of many and different sorts that are adapted for 

the various Afghan climatic and market conditions. 

• Supply of seeds should be on a commercial, private sector basis within an 

institutional framework that ensures sustainability. 

 

4.  A review of resources available can be made 

FAO can describe the funds they and other projects are providing for seed production 

and processing facilities, as well as training for staff who will be involved in the seed 

business.   Reference can be made to the need for investment in the government 

research stations for breeding new varieties and developing improved methods for 

the best use of these varieties; and of the need for investment in the extension 

services that will promote the use of improved varieties and methods. 

 

5.  The next part of the strategy should cover an ISE action plan 

Decisions have to made about whether there will be a single ISE company or 

different companies based around the country, which latter would probably be the 
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better option.  There needs to be work on sorting out the assets of each ISE and 

ensuring the ISEs have full title and possession of the seed farms, buildings and 

equipment.  Arrangements have to be made for the use of the working capital 

provided by the seed revolving funds on a commercial basis.  There also needs to be 

a change in management outlook and structure within the ISEs to a more 

commercial, marketing led approach. 

The new Seed Companies (ISEs) will be the basis of a national seed industry.  They 

will be run from the beginning on commercial lines, with their primary purpose being 

to satisfy the needs of all Afghan farmers for improved seeds.  It must set in place a 

seed distribution system model that could cover all the country, with distribution down 

to the lowest level.  Such a distribution network will involve cooperation of the private 

sector, which will need to be given appropriate incentives, as well as training and 

promotional support. 

The new ISEs will however only be a small part of the total seed industry, leaving 

room for various pilot seed enterprises and village based seed enterprises to 

develop.  However, it could better to link the ISEs with the village seed enterprises in 

their areas, particularly for the purposes of project implementation under the 

proposed Afghanistan Seed Industry Development Project. 

The main source of varieties for the new Seed Company will be the national research 

programmes.  Contractual arrangements for the supply of the new varieties from the 

national research programmes to the ISEs should be made.  In addition, protocols 

should be drawn up between the ISEs and the research stations for the division of 

function in terms of provision of breeder’s seed, foundation seed, maintenance of 

cultivars and inbred lines and for the allocation of costs and calculations of payments 

from the ISEs to the research stations in respect of services and materials provided, 

where these have not been paid for by other budget allocations or donor 

contributions.  Payment of royalties in respect of new varieties can only be 

considered if there is a Plant Variety Protection law in place.  Without Plant Variety 

Protection, a seed company paying royalties would be at a competitive disadvantage 

with other private seed companies who would be free to sell the same varieties 

without the expense of paying royalties.  In addition, the seed company would be free 

to initiate its own breeding and selection programmes and to undertake seed 

production under license from outside companies and contract seed production. 
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The new ISEs would be run on commercial lines.  An outline business plan needs to 

be developed for each ISE.  There is a need for a considerable change in the culture 

of the new ISEs from that of the present ISEs.  The appointment of general 

managers with substantial private sector seed company experience would be ideal, 

though training could be given to otherwise suitable persons.  Recruitment of other 

staff should then follow under normal private sector terms, with all obligations to the 

MAAH staff being discharged at the time of transfer.  

The new seed companies will have to be marketing led.  This means that it is the 

needs of the farmer that have to be met.  However, it will also have limited resources 

and cannot do everything immediately. A key to the success of the new seed 

companies will be its success in delivering seed of the right quality at the right time to 

farmers all over the country.  A countrywide private sector seed multiplication and 

distribution network will need to be set up.  The task will be much bigger than any 

one single company might be expected to achieve, and a variety of approaches will 

be needed.  It is clear, therefore, that if the formal seed sector is to meet the needs of 

the farmer, the government will continue to be concerned at a policy level with the 

production, processing and marketing of seed.  A private sector solution that meets 

the needs of the country and of the farmers will not develop instantly nor inevitably 

from the present situation. 

 

6.  The strategy should outline the Seed Company role and objectives 

The ISEs will be used to multiply breeder’s seed from ARIA in sufficient quantity to 

meet the needs of other seed enterprises for foundation seed in their programmes.  

More than sufficient facilities already exist at the seed farms to meet those 

requirements and there is sufficient land available on the farms to produce that 

quantity of seed even before any increases in yield due to improved methods. 

There is a problem in that the present and planned projects will not themselves 

generate sufficient demand for foundation seed.  In order for the ISEs to keep their 

fields full of seed crops it will be necessary to include the production of certified seed 

on its farms.  This will necessitate an extra marketing operation to sell this seed to 

farmers.  This could cause clashes with the role of other enterprises, which would in 

a sense be competitors in the production of certified (QDS) seed. 
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The private sector are being encouraged and assisted in setting up seed businesses 

in the country, and that at some time in the future the ISEs will eventually be 

transferred to the private sector. 

 

7.  Passing a Seed Law needs to be a part of the seed strategy 

A draft Seed Law has been partly prepared.  It would be sensible to ask the Minister 

MAAH to convene a small working group to go through this draft and also collect 

opinions for further additions and amendments before it goes back to the Minister to 

submit to the Cabinet for approval.  Urgent action is needed, otherwise the election of 

a parliament in Spring 2005 will necessitate a much longer wait before the seed 

could be submitted to parliament 

The Seed Law envisages the formation of a National Seed Board (NSB) to oversee 

all matters of seed policy and seed regulation.  A Variety Release Committee would 

be set up as a technical committee of the NSB.  The NSB would also supervise the 

National Seed Quality Control Service (NSQCS), which would also be set up under 

the Seed Law.  The NSQCS would be responsible for field inspection of seed crops 

and laboratory testing of seeds and issuing of certificates to approved lots of seed. 

 

8.  The Seed Law would also set up a seed certification system 

There is presently no seed certification system in Afghanistan and the system set up 

should reflect the needs of the country.  The National Seed Quality Control Service 

will set national standards for field inspection and seed testing but with a system of 

delegated powers in terms of field inspection with centralised verification.  For the 

time being, it is proposed that NSQCS will apply the FAO Quality Declared Seed 

norm whereby 10% of the seed crops in approved projects are field inspected. 

 

9.  Identification of Badam Bagh Seed Quality Control Centre 

The National Seed Quality Control Service would run a national seed testing 

laboratory, undertake field testing of varieties prior to release, and field test all lots of 

seed in a post-control grow out trials.  There will be a need for this regulatory body to 

have its own laboratory, office and large scale field testing facilities, preferably on 

one site. 
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The more accessible stations have been reviewed for their suitability as a site for the 

seed quality control service.  Badam Bagh laboratory has already been developed 

and appears to be a suitable site.  However, there is no land available unless the 

adjacent horticultural areas can be utilised.  With the current rapid expansion of 

Kabul City, there will be increasing pressure to remove to some other area away from 

Kabul. 

 

9.  Continued development of Seed Policy 

It is obvious that the provision of improved seed and planting material would be a key 

part of future agricultural development.  Improved seed not only can improve the 

livelihoods of the farmers and their families, but by giving increases in output per unit 

farmed area offers the prospect of diversification into crops such as vegetables, 

increasing the nutritional status of families. 

In order to develop seed policy it is necessary that full and timely information about 

seed requirements, seed stocks, seed production programmes, seed imports, seed 

prices and so on are collected on a regular basis.  The need for a specialist post for 

collation of information (Market Information System Specialist) will be needed to take 

over from the role now undertaken by FAO.  As the government sets up the ISEs as 

self governing companies and eventually privatises them, the President of Seed 

Department would be responsible for this policy function, and would also have the 

role of head of the National Seed Quality Control Service, reporting in both functions 

to the National Seed Board.  (The President of Seed Department would not have any 

post within the ISE at this stage.) 

The National Seed Board would be responsible for the development of seed 

schemes and facilitating the increased use of improved seeds by farmers.  It would 

also be responsible for defining a policy on security seed stocks to counteract the 

effects of flooding, pest attacks and other natural disasters that might leave sections 

of the population without seed for planting in the following season. 

The National Seed Board would also have input into encouraging the introduction of 

a wide range of improved varieties into commercial sale for the benefit of the farmers.  

Where there was no adequate introduction from the private sector or special needs 

were otherwise not met, then it should find sponsorship for variety breeding and 

introduction programmes. 
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10.  The strategy should include an approach on genetically modified 

organisms 

There should be no inherent objection to the use of genetically modified plants in 

Afghanistan, and some types such as Bt gene modified cotton may be very 

advantageous to the farmer in terms of reduced pesticide spraying and consequent 

increase in profitability and in safety.  However, there are many bodies who object 

unreasonably to any type of genetic modification and a policy on this subject is best 

developed before a problem arises before it becomes a problem.  This subject should 

be a concern of the National Seed Board when it is formally constituted. 

Conclusion: 

The above outline of a seed strategy is much simpler than the draft provided to the 

review team.  Simplicity and clarity are the key elements for getting everyone in 

agreement and to provide flexibility in a rapidly changing situation. 

Further explanation of the seed strategy can be by way of diagrams and tables, thus: 

Diagram showing seed production in Afghanistan according to the Seed Strategy 

document 

Diagram showing Seed Industry Institutions and their relationship to ARIA & MAAH 

Wheat crop areas, with calculation of foundation seed and breeder’s seed demand 

Seed multiplication targets for wheat 

An annex on variety breeding, screening, introduction and maintenance strategies 

could be useful 
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ANNEX D: Review of draft seed law 

The draft of the seed law was looked at by the review team and some suggestions 
are made below. 

The law has a wider purpose than just regulation, and the following preamble could 
replace the Article 1 of the draft, with renumbering as necessary. 

 
The Seeds Act 2005  

An Act to promote the use of improved seeds and other planting materials for the 
benefit of the farmers of Afghanistan 

1.  Short title - This Act shall be known as the Seeds Act 2005. 

2.  Purposes of the Act -  

a) to conserve, preserve and develop the plant genetic resources of the country. 

b) to encourage the development of the seed and planting materials industry in 
Afghanistan to international standards of quality for the benefit of the Afghan farmers. 

c) to ensure the security of seed supply to the farmers. 

d) to provide the means to regulate the standards of purity and quality of all seed and 
planting materials in commercial trade in the country, whether imported or produced 
for export or re-export. 

 

It is suggested that the membership of the National Seed Board is varied as follows: 

National Seed Board 

a)  A National Seed Board is hereby created to advise the Government on matters 
arising out of the administration of this Act and to carry out other functions assigned 
to it under this Act. 

b)  The National Seed Board shall consist of the following members, namely: 

i)  Deputy Minister, MAAF, who shall be also be Chairman of the Board (thus a 
specific duty is given to the Deputy Minister)  

ii)  Head of the National Seed Quality Control Service, who shall act as Secretary to 
the Board 

iii) a nominee of the Minister for Economy and Finance  (to ensure government 
funding as necessary) 

iv) a nominee of the Minister of Rural Rehabilitation and Development (to have a 
wider view of the issues) 

v) Director of Research 

vi) Director of Extension (omitting Director of Plant Protection) 

vii)  upto five other nominees of the Minister of Agriculture, Forestry and Fisheries, 
who shall represent a range of relevant interests including farmers, millers, seed 
breeders, seed producers and seed traders.  These nominees shall hold office for a 
term of three years from appointment, unless they otherwise resign, and shall be 
eligible for re-appointment.  

c) The National Seed Board shall advise the Government on all matters related to 
seed and planting materials in the country, and shall consider all regulations for the 



Evaluation of EC/FAO Seed Project GCP/AFG/018 Afghanistan 

  

   

 52 

control of the seed trade in the country and shall make recommendations to the 
Government for the enacting of such regulations.  The Board shall monitor the seed 
availability for the major food and industrial crops and advise the Government in 
respect of any serious shortfalls in seed supply and recommend to the Government 
measures to counteract the effects of such shortfalls.  The Board shall make 
recommendations to the Government in respect of seed security, for instance, in the 
provision and funding of seed security stocks. 

d) The National Seed Board shall make recommendations to the Government for the 
eventual transfer of all seed production, processing, and marketing of seeds and 
planting materials to the private sector, provided that the Government research 
stations and institutions may continue research and breeding of new varieties and 
distribution of breeder’s seed of such varieties to the private sector. 

e) The National Seed Board shall monitor the state of the plant genetic resources in 
the country and make such recommendations to the Government and propose such 
laws and regulations that shall preserve and utilise the plant genetic resources in the 
country for the benefit of its people. 

f) The National Seed Board shall hold regular quarterly meetings; provided it may 
hold special meetings to consider pressing matters at the written request of three 
members.  The presence of five members shall constitute a quorum.  The members 
may receive reasonable compensation for expenses incurred in attending the 
meeting. 

g) The National Seed Board shall be able to appoint one or more Technical 
Committees to consider any aspects of seed policy as it sees fit, or as directed by the 
Minister of Agriculture, Forestry and Fisheries; and to appoint such members of the 
committee as can best address the matters in hand. 

h) The National Seed Board shall supervise the functions and activities of the 
National Seed Quality Control Service. 

i)  The National Seed Board will ratify such decisions of the Variety Release 
Committee as are made according to proper rules and procedures and these 
decisions will thenceforth have the force of law. 
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Annex E: Recommendations for 2005 Work Plan 

The views of the review mission regarding further development of the current seed 

project are considerably different from the current management of the project.  It is 

not the role of the review mission to write the work plan for 2005, although the 

proposed changes make for an almost total rewriting of the draft 2005 work plan 

provided to the review mission by the project STA, Dr Sam Kugbei.  What has been 

done therefore, is to include the draft work plan in this annex and make a line by line 

analysis with recommendations, and send it back to the project team for them to 

submit a revised draft for approval through the usual channels. 

Analysis of draft 2005 work plan and recommendations 

• Goal: the goal is not just relatively better than today, but is some kind of 

absolute; also, the means to reach the goal are written elsewhere, thus: 

“Goal: An Afghanistan National Seed Industry that meets the needs of the country for 

food security and for the development of agricultural productivity.” 

The performance indicators are thus quite simply sufficient seed in the country at all 

times for food production, and increases in agricultural productivity due to the use of 

improved seeds.  There will be complex interactions with other factors that may or 

may not affect population movements, but they not relevant to measuring the 

success of this project.  The overall production is a factor of productivity and 

production area; production area is a function of response to markets, prices and 

resources, so should be left out of the verifiable indicators. 

• There are several project purposes (as per the original project logical 

framework), which can be clearly identified and laid out. 

• Restoration of the national capacity in crop improvement is rather wider a 

purpose than the project is actually meant for. 

• Purpose 1. Development of a national seed policy and seed strategy 

• Purpose 2. Development of a regulatory framework for the seed sector in 

Afghanistan 

• Purpose 3.  Development of an institutional framework for the public sector 

supervision of the seed sector in Afghanistan 

• Purpose 4.  Development of a seed industry in Afghanistan that follows 

commercial principles 
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• Purpose 5.  The basis is laid for future action to privatise the government 

owned seed production enterprises in Afghanistan 

• Purpose 6. Provision of continuity for variety screening and introduction to 

maintain programme of release of improved varieties 

The remainder of the outputs and activities for the 2005 work plan should be grouped 

and numbered as per the above purposes, and provided with some logical order of 

priority 

Some comments are made about specific activities that where amendments to the 

proposed activity are felt necessary: 

• The privatisation strategy (Output 3) cannot precede a national seed policy 

and strategy: it is unlikely that all the issues pertaining to the privatisation of 

the government seed enterprises could be sorted by the end of 2005. 

• No new pilot seed enterprises (Output 4) should be set up in 2005.  There is 

still no clear presentation of the economics and justification of the present 

seed enterprises (see comments earlier in this report). 

• Much more work has to be done on seed quality and field inspection systems 

(Output 5).  Consideration should be given to the bringing in of a practising 

seed field inspector from one of the national seed inspection services in 

Europe to train persons in field inspection.  These persons should be selected 

from the provincial extension services or from ISEs; these persons are 

potential seed inspectors in any future seed inspection system.  Provision 

should also be made for commencing post control plots in the 2005/2006 

season. 

• The ISE and private seed enterprises (Output 7) need to be taught how to 

promote the benefits of improved seed, not just FAO do all the work. 

• The output “capacity of Afghans strengthened” (Output 8) is far too vague for 

any kind of action.  There needs to be an input from a Human Resources and 

Training Specialist and a thorough training needs assessment carried out 

(including a Gap Analysis).  A programme of training and human resource 

development would then be put forward for carrying out over several years.  

(Annex H provides a partial outline of a gap analysis that can be adapted and 

added to for the project in Afghanistan). 
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• A study tour to Thailand has to be questioned for relevance to the persons 

who are proposed to be sent.  The very different environment and climate 

means that the relevance can only be extrapolated to the Afghanistan 

environment.  A more equivalent area in terms of crops and climate would be 

more suitable.  At the present time Turkey should be considered as the most 

favoured area; it has many similar agro-ecological zones, it is a centre for 

CIMMYT wheat breeding, it has developed its agriculture recently and its 

seed regulatory systems are being lined up with the EU system. 

• Progress in the various parts of the project (Output 9) will need much more 

intensive sets of meetings than are identified in the draft work plan.  The 

target is seed policy, strategy and draft seed legislation all completed by end 

of April.   

The activities defined in the work plan will follow on from the outputs.  However, just 

a few comments are made here. 

The project/FAO should refrain from chairing or being seen to chair meetings and 

coordination committees where the chair function belongs to the government and the 

government institutions foreseen to be set up by the proposed seed policy, strategy 

or seed legislation. 

Similarly, for the private seed enterprises, the project/FAO should not appoint 

contractors to build buildings; it is up to the seed enterprises to do that themselves. 

It should be taken as a general principle in the 2005 work plan that the project/FAO 

should be mainly advising, assisting and training. 

In the training situations, the project/FAO should make provision for other institutions 

such as universities develop capacity for continued training in the future, by sharing 

the training tasks in the project.  Some teaching materials and equipment could be 

provided to participating institutions. 
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NARRATIVE SUMMARY OF 
OBJECTIVES 

PERFORMANCE INDICATORS MEANS OF VERIFICATION ASSUMPTIONS/RISKS 

GOAL       
Improved food security and enhanced 
capacity of the national seed sector 
through setting up and upholding quality 
standards for seed of wheat and other 
food crops and expansion of quality seed 
production. 

Reduced out-migration from farming 
areas. 
 
 
Greater market potential for surplus food 
production beyond subsistence 

Census records 
 
 
 
Market reports 

Favorable policies introduced that 
encourage agriculture and development. 
 
Continued peace and stability 

    
  Increased export of food and other 

agricultural products 
National accounts General economic development favoring 

both domestic and international trade 

PURPOSE       
Restored national capacity in crop 
improvement, production of quality seed 
of appropriate varieties for marketing to 
farmers nationwide. 

Increased private enterprises in seed 
production and marketing 
 
Improved access to seed and other 
inputs by farming communities 

Baseline, monitoring and impact 
assessment reports. 

Reduced effects of drought. 
 
 
Farmers perceive benefits of using 
quality seed and other inputs 

OUTPUTS       
1. Quality Declared Seed produced and 

sold  

 

1.1. 6,000 tons of QDS wheat seed and 
700 tons summer crop seed 
produced by IPs in July 2005, and 
over 90% sold by end December  

1.1. Workplan 2005 
1.2. 1

st
 2005 Progress Report  

1.3. 2
nd

 QPIR of 2005 
1.4. SRG meeting report  

Improved security permits effective 
technical backstopping by project staff 

2. Several lines and varieties tested  

 

2.1 390 varieties and 982 lines tested 
under irrigated conditions in 3 agro-
ecological locations in the country for 
the 2004/05 season. 

2.1. Quarterly Progress Reports 
from Herat, Kunduz and 
Mazar Area Offices  

  

  2.2. 330 varieties and 1113 lines tested 
under rainfed conditions in 3 agro-
ecological locations in the country for 
the 2004/05 season. 

2.2. Quarterly Progress Reports 
from Herat, Kunduz and 
Mazar Area Offices 

  

3. Privatization strategy formulated and 
discussed at government level. 

3.1 Advisory Committee chosen by end-
January 2005 

3.1. List of Committee members Government gives priority and support to 
the seed industry privatization 
programme  

  3.2. Privatization strategy available with 3.2. Minutes of meeting to   
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government officials by 15 February 
2005. 

handover document  

4. Pilot group enterprises functional and 
new ones established 

4.1. 8 pilot enterprises functional in 5 
provinces by June 2005 

4.1. May SRG meeting minutes  Continued interest in commercial seed 
production in communities 

 4.2. Up to 1000 tons wheat seed sold by 
pilot enterprises by end Nov 

4.2. October SRG meeting 
minutes 

 

 4.3 3 new pilot seed enterprises 
identified by mid-July 2005 

4.3. Project progress report Jan-
Jun 2005 

 

5. Seed lots tested for essential quality 
attributes. 

5.1. All fields rogued and officially 
inspected by end of May 2005 

5.1. Field inspection records and 
reports 

  

 5.2 Up to 1200 samples equivalent to 
6000 tons of wheat seed tested in 4 
laboratories across the country by 
end of October 2005 

5.2. Laboratory test records  

6. Seed Legislation and Policy enacted 
by the Government 

6.1. Documents accepted as final by the 
Government 

6.1. Minutes of meetings and 
official correspondence 

Government gives priority to seed 
legislation 

 6.2. Documents signed by government 
authorities 

6.2. Signed documents  

7. Value and merits of varieties and 
quality seed promoted 

7.1. A total of 29 field days organized 
before harvest, and during seed 
processing and storage 

7.1 Field day reports of NPPPs Continued interest of farmers in new 
varieties and quality seed  

 7.2. Up to 2600 participants attend the 
field days. 

7.2 Field day reports of NPPPs  

8. Capacity of Afghans strengthened  
 

8.1. One study tour organized for 20 
participants mainly from pilot seed 
enterprises by end April 2005 

8.1. Study tour reports Thai visas available for Afghan 
participants  

 8.2. 8 traveling workshops organized for 
up to 200 participants at 8 locations 
by end of September  

8.2 Workshop reports  

 8.3. 12 specialized training courses 
organized for about 142 participants 
including farmers and staff by end 
December 2005 

8.3 Training reports and QPIRs  

9. Project progress discussed with 
partners 

9.1. One Seed Review Group meeting 
organized in May and another in 

9.1 Minutes of meeting  



Evaluation of EC/FAO Seed Project GCP/AFG/018 Afghanistan   

   

 58 

 October 2005 for all IPs 
  9.2. One Seed Committee meeting 

organized in June 2005 
9.2 Minutes of meeting   

  9.3. One Coordination meeting organized 
in March and another in September 
2005 with MAAH 

9.3 Minutes of meeting   

ACTIVITIES       
1.1. Organize internal planning workshop 

with staff and Ips 
1.1. IPs and staff meet in February for 

summer crops and end September 
for winter crops 

1.1. Report of meetings Optimum quantities of good breeder and 
foundation seed of required crop 
varieties available to complete the  

1.2. Negotiate seed production LOAs with 
Ips 

1.2.1 Four LOAs signed with 4 IPs in 
May for summer crops and total of 
16 LOAs signed with IPs in 
November for winter crops. 

1.2.1 Signed LOAs  seed multiplication cycle. 

 1.2.2 1
st
 TA installment of about 

US$20,000 (for about 700 tons QDS 
summer crops) paid to IPs in June 
and 2

nd
 installment (same amount) 

in Dec.       

1.2.1 Copies of cheques, 
signed fund release orders 
or bank transfer notes 

 

1.3. Arrange technical assistance for IPs 1.3.1 1
st
 TA installment of about 

US$66,000 (for 2400 tons QDS 
wheat) paid to IPs in December 
2005. 

1.3.1 Copies of cheques, 
signed fund release orders 
or bank transfer notes 

  

 1.3.2 About US$65,000 (for 2600 tons 
QDS) TA for processing paid to ISE 
and ARIA Branches by end 
September 

1.3.2 Signed fund release 
orders 

 

 1.3.3 120,000 bags distributed to IPs 
by end June to package 6000 tons 
wheat QDS 

1.3.3 Signed store release 
orders and store vouchers 

 

 1.3.4 14,000 bags distributed to IPs by 
end Sep to package 6000 tons 
summer crops QDS 

1.3.4 Signed store release 
orders and store vouchers 

 

1.4. Organize input distribution to IPs 1.4.1 At least 260 tons foundation 
seed, 260 tons DAP and 260 tons 

1.4.1 Signed store release 
orders and store vouchers 
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Urea distributed to IPs by mid 
October 

 1.4.2 30 tons thiram distributed by end 
June to treat 6000 tons QDS 

1.4.2 Signed store release 
orders and store vouchers 

 

1.5 Carryout seed inspection on all fields 1.5. Up to 20 seed inspectors identified 
mid March and contracts signed 

1.5 Signed contracts  

1.6 Monitor seed recovery by IPs 1.6 Up to 50% target seed recovered by 
end mid August and about 100% by 
end October 

1.6 Trip and progress reports  

1.7 Monitor seed processing and storage 
by Ips 

1.7. Up to 50% seed processed by  mid 
Oct and 100% by early Nov 

1.7 Trip and progress reports  

1.8 Conduct quality control on all seed 
lots 

1.8.1 Up to 1000 samples collected 
and submitted to 4 seed laboratories 
by early October 

1.8.1 Laboratory sample 
register  

 

 1.8.2 1200 sample tested for quality 
attributes by early November 

1.8.2 Laboratory test 
certificates 

 

1.9 Monitor seed sales by IPs 1.9.1 Up to 50% of seed sold by mid 
Nov and 100% by end Nov 

1.9.1 Trip reports and sales 
reports 

 

 1.9.2 Sale proceeds deposited in 
respective bank accounts weekly 

1.9.2 Updated bank account 
statements 

 

2.1. Select variety trials to be undertaken  2.1. Meeting held with ARIA and IARCs in 
October for evaluating and planning 
trials  

2.1. Minutes of meeting and list of 
trials 

Advance germplasm available from 
CGIAR Centers for trail in Afghanistan 

2.2. Provide technical guidance in trial 
design and sowing methods 

2.2. All trials sown by end of Nov. 2.2 Trip reports of NPPP Crop 
Improvement 

  

3.1. Appoint Privatization Advisory 
Committee 

3.1. Committee chosen in February 3.1. Minutes of meeting and list of 
members 

Staff from key organizations available to 
serve on Committee 

3.2. Discuss and finalize draft 
privatization strategy 

3.2. Draft strategy agreed upon at 
meeting in mid-March 

3.2. Minutes of meeting and draft 
strategy  

  

3.3. Present strategy to Minister of MAAH 3.3. Committee meeting held to present 
strategy by end of March 

3.3. Minutes of meeting  

4.1. Issue contracts for constructing 
enterprise buildings 

4.1. Contracts issued and signed by end-
January 

4.1. Signed contracts Good companies available to undertake 
construction contracts 

4.2. Allocate machinery and equipment to 
enterprises 

4.2. Loan agreements signed for 
buildings, machinery and equipment 

4.2. Signed loan agreements with 
lists of machinery and 
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by end July equipment 
4.3. Monitor first production of enterprises 4.3. At least 125 tons seed processed by 

each of 8 enterprises by end-
September 

4.3. Processing and Inventory 
records 

  

4.4 Monitor first seed sale of enterprises 4.4. Over 80% of seed sold by 
enterprises by mid-November 

4.4. Sales reports from 
enterprises 

  

4.5 Identify 3 new enterprises 4.5 Workshops held in at least 15 
communities to screen potential new 
enterprises by mid-April 

4.5 Reports of community 
interview workshops and list 
of selected enterprises 

 

4.6 Order processing plants for new 
enterprises 

4.6 Tenders placed for machinery by 
mid-February 

4.6 Tender documents  

4.7 Select contractors for building new 
enterprises 

4.7 Three contractors selected by mid-
June 

4.7 Tender documents and list of 
selected contractors 

 

    

5.1. Organize sampling of processed lots  5.1. Casual sampling staff selected by 
mid-August 

5.1. Signed contracts   

5.2. Monitor testing of samples in the 
laboratory  

5.2. Test results made available weekly 
to STA  

5.2. Summarized results of Head 
of seed laboratory 

  

6.1. Arrange visit of Legal Consultant 6.1. Draft finalized by Consultant by mid-
March  

6.1. Mission report and final draft International consultant available to 
travel to Afghanistan 

6.2. Coordinate discussion and 
submission of final draft 

6.2. Roundtable meeting held with key 
stakeholders and authorities  

6.2. Minutes of meeting   

7.1 Organize promotional activities in the 
field with farmers 

7.1. Field days organized with farmers at 
different growth stages before 
harvest 

7.1. Progress and trip reports of 
NPPPs and visiting staff 

 Keen interest of farmers in new 
varieties, quality seed, new technology 
and technical knowledge 

7.2 Demonstrate varieties and technical 
aspects of seed production to 
farmers  

7.2 On-farm demonstrations visited by 
farmers throughout the season  

7.2. Progress and trip reports of 
NPPPs and visiting staff 

 

7.3 Organize visits to processing, 
packaging and storage sites  

7.3 Processing, packaging and storage 
demonstrated to farmers 

7.3. Progress and trip reports of 
NPPPs and visiting staff 

 

8.1. Select participants for study tour, 
training courses and traveling 
workshops 

8.1. Meetings held to select participants 8.1. Minutes of meetings and lists 
of participants 

 Farmers available to participate in study 
tours and visas obtained   

8.2. Undertake a study tour, organize 
training courses and traveling 

8.2. Study tour, specialized training 
courses and traveling workshops 

8.2. Reports of study tours, 
training courses and 
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workshops organized for staff and farmers traveling workshops 

9.1. Review and plan activities with staff, 
IPs, MAAH,  and other stakeholders 

9.1. Seed Review Group meetings held 
twice a year 

9.1. Minutes of SRG meetings  

9.2. Discuss policy and regulatory 
matters with government authorities 
and other stakeholders  

9.2. Seed Committee meeting held 9.3. Minutes of meeting  

9.3. Inform and coordinate activities with 
MAAH periodically  

9.3. Coordination meetings held with 
MAAH 

9.3. Minutes of meeting  
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ANNEX F: Estimate of seed market in Afghanistan 

FAO undertook a survey of 3508 households selected at random in 6 provinces 

(presented at Seed Privatisation workshop 6 December 2004).  Some relevant 

conclusions are presented below: 

Sources of seed 

• Farmers’ own sources of seed are most important for all crops, particularly 
wheat and rice.     

• The  local market seems an important source of seed for potato, cotton and 
pulse crops. 

• The local market seems a main source of vegetable seed in Herat and 
Nangahar provinces. Cross border trade in vegetable seed may be an 
important factor.  

• Farmers in Herat and Bamyan obtain significant quantities of seed potato 
from their own sources, other farmers, as well as buy in the local market and 
from other suppliers.  

• Although households obtain seed from other farmers for all crops, these 
sources do not account for a large proportion of seed used by farmers.  

Buying motivations 

• Households seem to buy seed from the local market mainly because the 
capacity to meet their own needs is limited and there are no other sources 
they could go to.     

• They consider quality considerations especially non-admixture with other 
seeds when they purchase from other sources such as growers or dealers 
and aid agencies that may be selling quality declared seed. 

• It is possible that farmers would consistently buy seed if there are reliable 
suppliers that could make good quality seed available.  

 
Buying price 

• The prices farmers pay for seed they buy in the local markets and other 
sources are about the same for ordinary grain but half that for quality declared 
seed.      

• The question is whether this price difference is inhibiting farmers’ demand for 
quality seed or whether they would buy seed at this price margin because 
they are assured of high quality standards. 

• The challenge would be to convince farmers about the quality status of good 
seed such that they are willing to pay a high price for it which would enable 
seed enterprises to make reasonable profit and survive 

 

The analysis of the survey results then attempts to make some estimate of the 

market potential for QDS wheat seed based on a combination of the buyers usual 

buying and willingness to pay premiums for seed. 
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Seed bought in local market as percentage of total seed used: 

 Baghlan Balkh Bamyan Herat Kunduz Nangahar Overall 

Wheat 36 21 39 48 32 15 31% 

Rice 38 7 - 40 65 7 36% 

Potato 94 - 77 67 - - 78% 

Cotton 84 80 - 59 85 38 77% 

Pulses 58 48 - 42 67 - 46% 

Oil Crops - - - - - - - 

Vegetables 16 3 - 82 22 88 25% 

 

The analysis continues with an estimate of the nationwide wheat and rice seed 

market in an average year: 

Market reqt (tons) Replacement rate  Total ha Seed 

rate 

kg/ha 

Total 

seed 

reqd 
Total Quality 

seed 

Total Quality 

seed 

Irrigated 

wheat 

969,000 175 169,571 52,568 8,818   

Dryland 

wheat 

797,000 83 66,151 20,507 3,440   

Total 

wheat 

1,766,000   73,075 12,258 31% 5% 

Rice 185,000 116 21,460 7,618 2,275 36% 11% 

 

These figures need to be used with caution, since there is very little “quality” seed on 

the free market on which to base these figures.   One advantage of high germinating, 

high quality seed is that seed rates can be reduced, and the demand figures should 

be adapted accordingly.  While the use of lower seed rates to some extent depends 

on the use of proper seed drills and improved sowing techniques, a sensible long 

term projection of seed use should not be more than 125kg/ha for irrigated wheat, 

50kg/ha for dryland wheat and 50kg/ha for rice (hybrid rice seed use would be as low 

as 15-18kg/ha).  This reduces the need for improved seed of irrigated wheat to 6,300 
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tons per year, dryland wheat to 2,100 tons per year (total wheat seed requirement of 

8,400 tons per year).  The requirement for improved rice seed drops to just under 

1000 tons per year. 

These seed production figures are well within the installed seed cleaning capacity in 

the country, and the FAO project should not increase the installed seed processing 

capacity in the country at this time by starting new pilot seed production enterprises.
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Person 
Responsible 

Development Strategy and Competency Levels. Training/Process Duration Timing Outputs/Resources 

 1. SEED COMPANY MANAGER     
 Development Strategies:     
      
 Accept responsibility for the good governance     
 of the company on behalf of the owners     
 To provide professional guidance and training      
 to the seed company general manager to enable him or      
 her to undertake their specific responsibility in      
 leading and guiding the company.     
 Specific Competencies 

� Incorporation of Company 
     

 � Role & duties     
 Legal     
 Policy     
 Planning     
 Monitoring & Supervision     
 � Financial     
 Budgeting     
 Management accounting     
 Asset management     
 Risk management     
 • Organisational & Planning     
 • Understanding of Agribusiness & Company     
       Structures in:     
 Legal     
 Business     
 Social context     
 • Understanding differences between sectors in     
 Agriculture     
 Public sector     
 Private sector     
 NGOs     
 Communities/Associations/Industry Associations.     
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Person 
Responsible 

Development Strategy and Competency Levels. Training/Process Duration Timing Outputs/Resources 

 2. MARKETING MANAGER     
 Development Strategies     
 Establish sound procedures and practices for the      
 management of the marketing function of a 

commercial private sector company. 
    

      
 Develop the capacity of the Manager to      
 provide leadership and professional     
 management of the staff, dealers, and contract 

growers 
    

 Specific Competencies     
 � General Management     
 Planning     
 Information technology     
 HRD     
 Language skills     
 � Contract management:      
 Registered Seed Dealers     
 � Financial     
 Budgeting     
 Management accounting     
 Asset management     
 Risk management     
 Pricing     
 � Marketing     
 Seed marketing & promotions 

(under the following detailed headings) 
    

 Strategic planning     
 Market planning     
 1. Sales territories     
 2. Physical distribution     
 3. Discounts & Incentives     
 4. Staff functions     
 5. Dealers and agents     
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Person 
Responsible 

Development Strategy and Competency Levels. Training/Process Duration Timing Outputs/Resources 

 Seed promotion     
 1. Posters, signboards     
 2. Leaflets     
 3. Radio programming     
 4. Demonstrations     
 5. Field Days     
 6. Public Relations     
 Seed pricing     
 1. Price sensitivity     
 2. Depreciation costs & cost of money     
 3. Price calculation methods     
 4. Transfer pricing     
 Links with production/production planning     
 Sales planning     
 Product development     
 1. Product definition     
 2. Product development     
 3. Product life cycle     
 4. Variety screening and introduction     
 5. Variety maintenance     
      
      
 � Organisational & Planning     
 � Seed production & Post harvest Technology     
 � General Knowledge     
 � Understanding of Agribusiness in:     
 Legal     
 Business     
 Social context 
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Person 
Responsible 

Development Strategy and 
Competency Levels. Training/Process Duration Timing Outputs/Resources 

 3. SEED PRODUCTION TECHNICIAN     
 Development Strategies     
 Develop production capabilities in the company     
  Specific Competencies     
 � Seed production function in the Seed 

Company  
 

Role, links across the Seed 
Company activities 

(a) On-going; 
(b) New staff 
inducted.  

 All seed production team 
familiar on general placement 
& position within Seed 
Company  

 � Budgeting & expense control Cash budgets, expense control, 
line items, management controls 

(a) Specific 
needs / set 
duration; (b) 
Other - 
ongoing 

Key 
elements: 
annual 
budgets, 
reviews.  

(a) Established budgeting & 
control protocols respected; 
(b) Deviations are within 
recognized & agreed 
tolerances.  

      

 � Seed production process     

 Field production Agronomy, & specific practices for 
“seed” production. 
 

(a) HRD set 
courses; (b) 
On - The – 
Job training  

 Company seed production 
team regularly meet & often 
exceed seed production 
targets.   

 Contract seed grower management 
 

Thorough understanding of Seed Production 
Agreement, limitations, and future possibilities. 
Alternatives. Links to Seed Quality Assurance, & 
future “Seed Certification”.  

 

 (a) Farmer 
training; 
 (b) On - The 
– Job training 

  (a) Initial – “standard” 
approaches; (b) Gradual move 
to company specific needs. 

 � Seed processing (conditioning & storage) Process: Registered seed grower 
field to Seed Centre, conditioning, 
storage, to delivery.  
 

(a) Farmer 
Training;    
(b) On - The 
– Job training 

 Raw & conditioned seed 
quality is consistently 
maintained, & in cost effective 
manner.  

 � Staff supervision 
Field officer – Seed Production 
Seed processing Supervisor 
Seed processing factory – maintenance 
person /s 
Seasonal /casual labour 

What is the training ?? 
Limitations of responsibilities; 
People management (include 
“issue management”, “conflict 
resolution”); preparing job 
descriptions, scheduling inputs 
 

 When ?? Staff appreciates a positive 
work environment; issues 
raised are consistently & 
positively resolved.   
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Person 
Responsible 

Development Strategy and 
Competency Levels. Training/Process Duration Timing Outputs/Resources 

 

� Seed Production Manager (cont)     
 � Occupational health & safety 

 
 
 
 

Provide training In OH&S ??? 
 

How long When ??  “Occupational Health & Safety 
Plan & Procedures” 
documented. Regular drills 
confirm adoption & skills; (b) 
Officer / s designated & trained 
in First Aid.  

 � Quality assurance 
 
Why, what for, how, links, procedures, support 
equipment, training, documentation 
 

  When by 
??? 

(a) “Quality Assurance” Plan & 
Procedures” documented, & 
practiced.  
(b)  All seed prepared for 
market meets company 
standards. 

 
 
 
 
 
 

� Inventory management 
 
Why, what for, how, links with marketing, 
procedures, support software, training, 
documentation 
 

 
 
 
 
 
Computer training in stock 
inventory database. (linked to 
period contractor) 
 
 

 
 
 
 
 
?????? 

 (a)  “Inventory Management” 
Plan & Procedures” 
documented, & practiced.  
(b) Stock Management 
Database installed and 
effectively used.  
(c) SPT is competent in use of 
the computer for inventory 
management.  
 

 � Information technology skills 
 
 

Windows XP, Ms Word, Excel and 
MS Access 
 

  Relevant SeedCo. staff 
computer competent in use of 
computer and software 

 � Seed Production Procedures 
 
Documentation: all relevant practices – used, 
expected to be used. Cost effective approaches. 
Key chapters: Planning; Seed Grower 
Management; Field; Factory; Quality Assurance; 
Organisation & Management; HRD; Reporting. 
Use: text, figures, photos, forms, etc.  
 

 
 
What training or Processes are to 
be used 
 
 

 
Put in real 
times 

(a) Adviser? 
(b) Seed 
Company – 
ongoing.  

Up to date Manuals produced 
which includes: 
(a) Seed Production;  
(b) Inventory Management:  
(c) Quality Assurance;  
(d) Occupational Health & 
Safety;  
(e) Equipment operations & 
maintenance;  
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Person 
Responsible 

Development Strategy and 
Competency Levels. Training/Process Duration Timing Outputs 

 4. ACCOUNTANT/ADMINISTRATOR     
 Development Strategies     
 Develop the accountancy function in the 

company 
    

 Specific Competencies     
 � Overall responsibility: Monitoring & 

reporting- all financial systems of the Seed 
Company 

    

 � Accounting system     
 � Data bases     
 � Budget preparation & control     
 � Inventory     

 Preparation     
 Reporting     
 � Debtor & creditor control     
 Invoices     
 Payments     
 � Banking     
       Cash management     
 � Administration services     
 Staff payments/allowances     
 Office cleaning     
 Security services     
 Office procedures & records     
 � Information technology     
 Backup     
 Security     
 � Vehicles:     
 Maintenance     
 Records     
 � Board of Directors     
 Company Secretary     
 Prepare Board Financial reports     
 Minutes of board meetings     
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Person 
Responsible 

Development Strategy and 
Competency Levels. Training/Process Duration Timing Outputs 

 5. FIELD OFFICER - SEED SALES   AND 
PROMOTIONS  

    

 � Understanding of agribusiness (socio-
economic) 

    

 � Product knowledge Self-learning (from demos etc) 
concepts 

 
2 days 

  
Knowledge 

 � Communication skills-presentation Practice & concepts 2 days  Skilled, forceful presentations 
 � Time management & planning Practice & concepts 2 days  Number visits per day/week 
 � Report writing & timeliness Practice & concepts 2 days  Report quality 
 � Registered Seed dealer liaison Practice & concepts Practice in 

field 
 Effective dealers 

 � Motor cycle maintenance     
 � Invoicing – collection of money 

� Inventory management at dealers 
 Practice in 

field 
 No money outstanding/ 

maximise sales 
 6. FIELD OFFICER- SEED PRODUCTION     
 � Understanding of agribusiness (socio-

economic) 
    

 � Product knowledge     
 o Varieties     
 � Technical knowledge     
 o Agronomy     
 o Post harvest     
 � Contract seed growers management     
 � Communication skills-presentation     
 o HRD Farmer training     
 � Time management & planning     
 � Report writing & timeliness     
 � Supervise casual labour     
 � Motor cycle maintenance     
 � Invoicing contract growers     
 Inventory movement/ monitoring     
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NOTES ON THE SCHEME FOR SEED INDUSTRY TRAINING 

 
This scheme was developed for a group of small seed companies where the general manager is the main marketing manager.  It is not clear 
how it would fit with any one of the seed companies in Afghanistan.  The complexity of the job of managing a company is brought out in the 
above lists of managerial staff duties, though specific companies will vary in their needs. 
 
The actual scheme to be followed would be different for each company, but by defining the various competencies needed in each company, 
training programmes can be tailored to each company’s needs without duplication of training inputs.  This scheme would thus be very suitable 
for running training under the project.  The layout both defines needs and provides monitoring and evaluation measures in detail, and is thus 
very responsive to the donor requirements for accountability. 
 
Some of the training schemes are partially filled in, using examples from actual cases.  These examples can be used as guidelines for 
completing the whole matrix for use in the Afghanistan seed industry. 
 
Other functions such as seed breeders and researchers are not included in the scheme and training schemes for persons in these functions 
would also have to be developed. 
 
No attempt was made to define competencies and training needs in any of the specific Afghan seed businesses.  To fill in for the above data for 
each company and devise training programmes for each area would probably take one month input time from a consultant training specialist.  
Actual delivery of the training represents several man months of input at least.  Some of the training resources needed can be found in 
Afghanistan, but other specialist input would also be needed; also, some element of study tours and other broader experience would be 
beneficial to broaden the training. 
 
The complex needs of seed companies, as demonstrated above, means that new seed companies should not be set up lightly.  The eight seed 
companies set up in the private sector, together with the various ISEs, mean that the FAO/EC project has an enormous amount of work to 
ensure that these companies can become effective. 
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PROPOSAL FOR A PROJECT TO FOLLOW ON FROM THE CURRENT EC 

FUNDED PROJECT 

 

The current project comes to an end at the end of 2005.  A new project to support a 

privatised seed industry in Afghanistan is proposed to commence in 2006.  The 

approach to the new project will be radically different to the approach of the current 

project, and will be based on providing the government with capabilities to oversee a 

private sector that will have the resources to provide improved seed and planting 

materials to increase agricultural productivity, provide alternative licit and profitable 

crops, enhance rural livelihoods and ensure food security. 

The proposed project is described in the following pages in a self contained 

document format for use elsewhere as necessary.  The project document is provided 

complete with summary document.  
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Afghanistan Seed Industry Development Project  

    
Region: Afghanistan 
Project: Afghanistan Seed Industry Development Project 
Duration: 60 months (five years) 

Project Budget: €9.44 million 

 

1. Background 

1.1 General:   

Cereals, particularly wheat, represent the staple food for the Afghan population.  In 

good years, wheat production can provide sufficient grain to meet demand in the 

country for food.  However, these good years have been very sparse in recent years 

due to lack of rainfall exacerbated by damage to the watersheds by uncontrolled 

cutting of forests and other factors.  The whole state infrastructure and institutional 

basis for progress and development has been severely disrupted by continued civil 

war and conflict over a 23 year period.  Average wheat yields of 1.13 tonnes/ha were 

recorded in 1978 and 1.3 tonnes/ha in 1998. 

Since the end of 2002, there has been relative peace and stability, and the normal 

democratic institutions are beginning to be set up.  There have been many 

interventions to supply seed and other agricultural inputs, as well as directly supply 

food aid, since the fall of the Taliban government.  Much of these efforts to provide 

seed from Afghan own production was successful because FAO had developed and 

maintained a wheat variety improvement programme and sponsored and coordinated 

various seed production and seed distribution initiatives.  The EC supported some of 

these initiatives, most particularly through the current project “Strengthening National 

Seed production Capacity in Afghanistan” which is running from beginning 2003 to 

end 2005. 

There remains a continued need for development of the seed sector.  The 

widespread use of improved varieties of seed with higher yield potential, together 

with the use of better quality seed free from injurious seed borne diseases and weed 

contaminants, will be a key contribution to increasing of agricultural yields.  The need 

for increased yields is very pressing, to generate sufficient income for farmers, so 

there is less pressure to grow illegal opium poppy crops; to achieve levels of wheat 

production approaching self sufficiency in the country; and to allow for alternative 

uses of the very limited amount of irrigated land for the production of oilseeds crops, 

legumes and industrial crops which can be the basis of added value employment 
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within the country.  The whole thrust of the forthcoming EC Horticulture Programme 

is to encourage the planting of high value horticultural crops for generating export 

income, and this programme also depends on the area allocated to cereal crops 

being reduced. 

The capacity for improving average yields with existing varieties of improved wheat 

seed is very high, with many farmers using less than best methods claiming yields of 

five tons per hectare, and the improved varieties having the genetic potential to 

produce over seven tons per hectare.  While these higher yields will mean better 

equipment and techniques, based on more agronomic research and extension, the 

use of improved seed will be a key factor.  The project proposal is for a focussed 

seed industry development project that builds on the current EC funded project that is 

being implemented by FAO.  The approved work plan of the current project will be 

adapted to provide the best possible foundation for the ensuing long term 

development project. 

1.2 Specific:   

The seed sector in Afghanistan has been strengthened by support to seed production 

activities and by the distribution of seed.   Many private sector seed production units 

have been set up by FAO and others, and support given to the various units of the 

government owned Improved Seed Enterprise.  All these enterprises still depend 

very heavily on FAO and other donors for direction and guidance, and in many cases 

are not yet fully equipped. 

The government policy is to privatise the Improved Seed Enterprise and this 

privatisation process will need careful support in the coming years. 

FAO, in the current EC project, is developing seed policy and strategy in conjunction 

with the main stakeholders.  FAO is also assisting in the development of an 

appropriate Seed Law which will regulate the industry and provide equal treatment as 

between private and public seed enterprises, and will enjoin on the government the 

task of privatising the seed production and distribution functions as presently being 

undertaken by the Improved Seed Enterprise. 

This Seed Law will also establish the institutional framework for the development of a 

range of seed regulatory services. 
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2. The proposed project will undertake: 

2.1 Development of  seed & planting materials certification and 

phytosanitary systems 

• Amplification of legislation – laws and regulations; 

• Training in crop certification procedures and skills; 

• Training in the running of relevant trials; and, 

• Training in phytosanitary controls and plant health. 

2.2 Seed industry development and food security 

• Support and training for the National Seed Board 

• Temporary salary support 

• Support and training to private sector through seed industry associations 

2.3 Seed sector privatisation 

• Commercialisation of existing government seed enterprises including 

business training, marketing training 

• Provision of adequate equipment to create commercial operations 

• Assistance in the privatisation process, including finding partners, legal costs 

etc 

 

3. By the end of the five year project, Afghanistan should have in place: 

3.1 Certification and phytosanitary systems 

• Seed and planting materials marketing regulations to guarantee quality of 

cereal and vegetable seed, potatoes and fruit tree, vine and ornamental 

planting materials to the farmer/horticulturalist; 

• Phytosanitary and plant health systems to ensure that Afghanistan is able to 

monitor and control the movement of seeds and plant materials; 

• Appropriate variety testing procedures to test for agronomic performance that 

are agreed and are being implemented; 

• A seed certification scheme that is being implemented so that certified seed 

can be produced and marketed locally; 
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3.2 Seed industry development and food security 

• A National Seed Board that can oversee and direct on behalf of the 

government on issues of seed security, seed law and regulation development, 

seed industry development of behalf of the farmer and the industry investor. 

3.3 A private sector seed industry 

• A seed industry that is fully private sector and commercially oriented, with 

only very limited and transparent government subsidies and support, that 

meets the needs of the farmer for seed and planting materials that improve 

agricultural productivity and enhance food security. 

3.4 Existing Project 

Through the current project Strengthening Seed Production in Afghanistan, the 

following are expected to be achieved by project completion at end 2005, and form 

the basis for the development of the new project: 

• Afghanistan National Seed Policy and Strategy developed and agreed by 

stakeholders; this policy and strategy will include provision for 

commercialisation of all government sector seed production and marketing 

with a view to eventual privatisation and a regulatory framework for 

government supervision of the seed and planting materials industries 

• Seed Law will have been drafted and approved by the Cabinet as law; 

• Production systems are in place and seed is being supplied to farmers; 

• The EC Horticulture Programme is being implemented (start early 2005) and 

developing a horticultural planting materials industry (among other activities) 

and is creating the foundations of a planting materials industry which will need 

planting materials legislation. 

 

4. Problems to be addressed:  

4.1 Seed and planting materials laws and regulations  

• There is no expertise available in the MAAH to develop the institutions 

necessary to implement the Seed Law. 

• There is no expertise in the MAAH to develop and implement the regulations, 

and the protocols, forms and instructions that need to be put in place to make 
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the seed law effective in controlling the quality of seed sold commercially in 

Afghanistan. 

• There is no expertise in the MAAH to develop and implement the regulations, 

and the protocols, forms or instructions/guidelines that need to be put in place 

to make the seed law effective in controlling the quality of planting materials 

of fruit, vines, nuts, vegetables and ornamental plants traded commercially in 

Afghanistan. 

• There is a need to train Seed and Plant Health Inspectors and key members 

of the seed industry in the implementation of the regulations relating to seeds, 

fruit, vines and vegetables. 

• There will be a need to continue equipping the government regulatory bodies 

in order for them to carry out their regulatory functions. 

• There is no information service for the industry on how to comply with the 

regulations.   

4.2 Organisational structures in MAAH 

• There needs to be a development of the seed certification system and the 

plant quarantine systems out of the current MAAH departmental structure.  

• There still has to be clarification of roles, staffing levels, gender and age 

structures inside within the relevant departments in the MAAH.    

• A clear budget system has to be put into place in the relevant MAAH 

departments in relation to their new regulatory activities. 

4.3 Private sector 

• The newly formed National Seed Board will require support in liaising with 

other donors, and encouraging initiatives that specifically support the private 

sector.   

• MAAH does not have the expertise to develop approaches relating to the 

commercialisation and privatisation of seed production enterprises. 

• The many seed enterprises formed by FAO (under the EC/FAO project), 

ICARDA (under  RAMP/USAID) and by the various NGOs as they hand over 

ownership to their contract seed producers, will need business and marketing 

training and support. 
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• The various ISEs (government seed enterprises) and the private seed 

producers will need access to capital for investment. 

• The National Seed Board will need assistance with the privatisation process, 

in finding investors and mediating the privatisation process. 

4.4 Technical training 

• Staff at the Department of Plant Protection and Quarantine require technical 

training (skills and back-stopping knowledge) in the different laboratory 

techniques needed to provide effective back-up to the front- line 

Phytosanitary Officers and Plant Health and Seed Inspectors.  (Note that 

while specific training is planned to be provided under this project, the general 

background level of knowledge is probably of an insufficient level at the 

present time and some more technical capacity building knowledge is 

deemed desirable). 

4.5 Regional and international issues 

• The necessary information relating to phytosanitary and other controls 

relating to import and export is not available and knowledge of quarantine 

pest and diseases is inadequate, and systems to verify plant health for export 

do not meet other countries’ standards.    

• Currently, there is no registration of seed companies and plant breeders from 

outside Afghanistan.  Similarly, in Afghanistan there are no rights of seed 

companies and plant breeders to the ownership of varieties in line with OECD 

and EU regulations and precedents. 

• There is a need to introduce the staff of MAAH into the regional network and 

to harmonise labelling and documentation of seed and planting materials 

moving between Afghanistan and regional neighbours.   

 

5. Project Objectives, Purpose  

5.1 Wider objective:  

The wider objective of this project is that there is a private sector seed and planting 

materials industry in Afghanistan that produces and markets seeds and planting 

materials in Afghanistan to meet the needs of farmers for materials that enhance 

agricultural productivity and ensures food security.                 
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5.2 Purpose:  

The project would achieve this wider objective through: 

• Development of a monitoring and supervision role for government in seed and 

planting materials production and distribution; 

• Development of quality control services to ensure all seed and planting 

materials meet minimum quality standards; 

• Development of a sustainable capacity for government regulatory services. 

• Privatisation of government seed activities 

• Support to private sector seed enterprises 

The immediate objectives are to: 

• Achieve consensus among stakeholders on project objectives and 

programmes; 

• Create policy options and strategies for continued support and further 

development of the seed industry in Afghanistan; 

• Establish institutional and legal arrangements for the regulation of seed 

quality; 

• Develop professionally trained staff and management able to implement 

regulations; 

• Ensure sustainability of regulatory systems. 

• Assist in the privatisation procedures 

• Develop a support system to the private sector seed enterprises, eventually 

through the formation of local seed trade associations and a national seed 

trade association. 

 

5.3 Expected Beneficiaries, Project Partners 

The final beneficiaries of this project will be farmers and their families throughout 

Afghanistan of all ethnic groups. 

Intermediate beneficiaries of this project will be: 

• Staff of the MAAH throughout Afghanistan; 

• Academic staff of various training institutions;  
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• Management and technical staff of commercial seed companies in 

Afghanistan; 

5.4 Project Partners 

The project partner will be the various departments of MAAH.   The project will liaise 

primarily with the Department of Plant Protection and Quarantine, and the Improved 

Seed Enterprise, but will also maintain the strong links with staff in the departments 

covering research and extension. 

The project is expected to work mainly with the main ISE units around the country.  

For assessing the budget for the proposed project, six sites are considered the main 

sites, namely Herat, Mazare Sharif, Kunduz, Jalalabad, Kandahar and Kabul.  The 

seed industry policy and strategy, when developed, may require changes to this 

scenario, which will be reflected in the preparation of the project inception report. 

The project will also work closely with academic staff of selected training institutions 

to be slected when the project is initiated, actual and emerging commercial seed 

companies, business associations (eg input dealers, seed trade associations) and 

commercial farmer groups. 

 

5.5 Project Location:   

The main office for the project will be in MAAH, Kabul, but will also be based in 

regional ISE offices.  There has been substantial rebuilding within MAAH and office 

space should not be a problem.  There is also the ISE seed laboratory at Badam 

Bagh, Kabul, which is likely to be designated as a Central Seed Testing Laboratory. 

The main training facilities for the project will be located at the Badam Bagh seed 

testing laboratory and other available sites around Kabul.  Practical training activities 

will be undertaken at regional locations dependent upon need.  These will include the 

various ISEs, border inspection posts and various  conference facilities around the 

country. 

5.6 Relation to other EU projects and co-ordination with other donors 

The project will complement, strengthen and further develop specific EU and other 

donor programmes that are supporting the development of agriculture and rural 

communities in Afghanistan.  These include the cotton industry regeneration 

programme of the French Cooperation, where access to improved cotton seed will be 

important.  The main part of the programme relates to seed, but the small part of the 
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project that relates to the horticultural planting materials represents vital regulatory 

support to the EC Horticultural Development Programme to start in 2005.  The 

privatisation aspects of the project will closely follow the government policy in 

general, and will form part of overall plans to redevelop agricultural markets in 

Afghanistan, evidenced in such projects as the USAID/RAMP.  The activities of the 

IFDC project funded under RAMP to support and train the agricultural input supply 

sector will provide invaluable support to the ISEs and private sector seed producers 

in their effort to market their seed. 

ADB has supported policy, strategy and programme development in agricultural 

research and extension.  These programmes include proposals for strengthening the 

research with a farming systems base, looking at diversification of the cropping 

systems in line with a livelihoods approach.  The development of a wide range of 

seed production capabilities will be a strong contributory factor in the success of such 

programmes once they find donor support. 

The establishment of a strong and diverse commercial seed industry will ensure 

continued availability of seed for resettlement and relief projects and in case of 

natural disasters, contributing to overall food security in the country. 

The diverse private sector approach will stimulate the introduction of new and 

improved varieties of crops, supporting the overall approach to increased agricultural 

production and improved rural livelihoods through the growing of a widening range of 

legitimate food and industrial crops. 

 

6. Description of Main Activities 

6.1 Inception Phase 

The ongoing EC project “Strengthening Seed Production in Afghanistan” will develop 

its 2005 work plan to assist in preparing the basis for this new proposed project.  

However, it is intended that the new project will develop new initiatives and will not be 

merely an extension of the previous project.  Substantial thought will thus be needed 

to set up the new project, and the inception phase will be an important part of the 

whole project.  This inception report should therefore be prepared by the main team 

of international advisers, which includes the  Team Leader, the HRD/training 

specialist and the seed and plant legislation expert.  The Inception Report will adapt 

the project design in the light of progress made in the current EC project, and the 

expressed needs and wishes of the stakeholders at the time.  The Inception Report, 
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with associated Work Plan and Cost Estimate, will be submitted for approval within 

three months of the project commencement (thus by end March 2006.   This will 

include the detailed input schedule, named short-term experts and dates for inputs 

agreed with the MAAH for the first year of the project implementation, with less 

detailed projections for the following years. 

6.2 Regulations 

Contractor staff will develop draft regulations relating to seed, fruit, vines, vegetables 

and ornamentals under the seed law and will recommend and develop further laws 

and regulations over the project period and will facilitate discussions with MAAH and 

Ministry of Justice staff on these laws and regulations.  The finalised documents will 

be translated into Dari and Pashto and passed to the Ministry of Justice for scrutiny 

before they are submitted to the Minister MAAH for legislative action.   

6.3 Monitoring 

The project team will prepare monitoring and evaluation guidelines and will provide 

quarterly reports detailing achievements against the project targets. 

6.4 Training topics 

Training will be delivered in the following subject areas: 

• Protocols, procedures and guidelines for implementing regulations relating to 

seed, fruit, vines, vegetables and ornamentals; 

• Seed laboratory management and seed testing procedures; 

• Management and maintenance of seed cleaning equipment; 

• VCU and control plots layout for cereals, cotton, potatoes and other important 

food and industrial crops as determined by the National Seed Board.  

• Business planning, sales, marketing and production 

• Financial management, credit and banking 

• Corporate governance 

• Other areas as needed to complete the project objectives 

6.5 Training delivery 

All presentations will be supported with PowerPoint modules in Dari, Pashto and 

English.  Specimens and colour photographic materials will be bound and distributed.  

Dari, Pashto and English language sets of all the training materials in hard copy and 
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electronic format will be lodged with MAAH and the training institutions identified as 

partners in the training sessions.  

6.6 Institutional development 

This will consist of: 

• Development of the role of the regulatory and related institutions in MAAH;   

• Development of an HRD plan for seeds regulatory staff in MAAH and its 

relevant constituent departments. 

• Development of participatory adult teaching skills in relevant staff groups. 

• Development of seed trade associations (national organisation and provincial 

branches) 

• Development of commercial private sector seed businesses 

• Development of commercialised public sector seed production company or 

companies, followed by privatisation of these companies. 

• Development of self accounting systems for the government regulatory 

bodies 

 

6.7 Provision of grants and loans 

The project will implement the regulatory part of the seed industry development 

project through MAAH departments and will pay salary supplements to staff 

nominated to these certification tasks.  In the future, the government will have to re-

adjust its salary scales to pay these staff at a living wage level through its normal 

salary system. 

However, for the Improved Seed Enterprise and for the private sector seed 

companies, proper salaries should be paid out of the proceeds of seed sales.  The 

ISEs have varying amounts of money in the seed revolving accounts in the various 

provinces.  The project will seek to develop proper accounting systems, and the 

government will have to agree to adjust the rules for paying salaries so that the ISEs 

can pay salary supplements out of the seed revenues.  There is sufficient money 

(around one million dollars) in the various ISE accounts to provide working capital for 

the production of around 4,000 tons of wheat seed (at $250 per ton).  There is the 

need, however, to redistribute some of the funds among the different ISE units.  

Following a thorough review of the ISE facilities in the different provinces, decisions 
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should be made on which production units will be viable, and which should be closed 

down.  Some storage facilities in towns are shared with the government owned 

Fertiliser Distribution company, which is planned to be dissolved by the Ministry of 

Finance during 2005.   Once it is clear what remains available to the ISEs, these can 

be re-organised, probably as separate provincial companies.  These companies own 

nearly 11,000 hectares of land, and in the long run, with suitable added value 

enterprises such as seed production, these companies could have a turnover of 

$25million per year.  In order to assist in the reorganisation and re-investment in 

these companies, a grant fund of €1.2 million ($1.6 million) is proposed for 

investment in the facilities.  Together with previous investment and the value of the 

land and buildings, the ISEs would represent a total equity value of around $US4 

million.  This amount of equity investment would need to be matched by outside 

investors for a 50:50 joint venture arrangement with the government, leaving room for 

the rest of the required capital (including working capital), to be raised from bank 

lending. 

The current EC project being implemented by FAO, the ICARDA village seed 

enterprise scheme, and the various long standing NGO seed production enterprises 

have invested, or will invest in seed processing and field equipment for the 

enterprises that they are setting up in the private sector.  Much of the equipment is 

provided with a loan scheme, although often it is not clear to whom the money should 

be paid back.  In many cases, loans could be paid back to the local communities for 

general development purposes.  For specific seed cleaning machinery it is felt that 

grants are a more appropriate way to move forward.  It is proposed that the current 

EC project being implemented by FAO sets up a loan fund in the name of the 

national seed trade association that should be set up.  This will receive the loan 

repayments from the seed enterprises set up by FAO.  This scheme would then 

provide the basis for a loan scheme for the new project, which would also be run in 

conjunction with a grant scheme for the private sector seed.  The use of the funds 

would eventually be decided solely by the Afghan seed traders themselves, but 

during the life of the project they would be advised by the project steering committee, 

with disbursements to be assented to by the EC programme manager in country.  

The project has allocated €150,000 to the grants scheme and €200,000 to the loan 

scheme.  The grant element is particularly intended for the provision of joint facilities 

for the use of all seed trade association members, including perhaps office facilities.  

The project will provide also a grant for annual running costs of the associations and 

the grant and loan elements.  
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The costs for the VCU and DUS trials will also be covered in the project.  The 

implementing agency, normally the research farms, will calculate a fixed fee for these 

services.  This avoids the project concerning itself with salary supplements and other 

individual charges.  The project will also provide funding for the purchase of 

specialised equipment for the carrying out of these trials, and for post control trials 

plots. 

6.8 Future manpower needs 

This will involve the development of an induction training programme for new recruits 

to the certification services through a chosen training institution.  A similar review of 

long term training needs for the private sector seed businesses will be organised 

under the aegis of the seed trades associations. 

 

7. Role of Project Partners in Implementation  

The project partner will be the MAAH.   The project will liaise primarily with the 

Department of Plant Protection (if that is where it is decided to place the seed 

regulatory services) and with the Improved Seed Enterprise, but will also maintain 

links with the research and extension departments and the planning department. 

The project partner will support the active participation of the major stakeholders in 

the seed industry in a project Steering Committee (ideally, perhaps, the National 

Seed Board should act as the Project Steering Committee).  In the same way the 

project partner will encourage close collaboration with the management of the Plant 

Protection and Quarantine Department to ensure that their border quarantine staff 

are included and provided with relevant training.  

The project partner will also encourage a close relationship with staff of the relevant 

training institutions, actual and emerging commercial seed companies, business 

associations (such as input dealers) and commercial farmer groups. 
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Table 1. Key Project Benchmarks 

Expected Results Timeframe 

Inception report that identifies details of a comprehensive training  
programme for the target groups 

April 2006 

Academic staff collaborating in the delivery of training 
 

June 2006 on 

National Seed Board leading in seed industry development  
 

June 2006 on 

HRD plan accepted for relevant departments of MAAH and resources in 
 Place 

March 2007 

A networked system in place for effectively communicating between 
Border and regional phytosanitary structure 

March 2007 

VCU, DUS systems in place July 2007 
VCU, DUS systems run fully by local staff July 2010 
Seed regulations fully in place 2008 
Seed certification service set up  December 2006 
Seed certification service recognised internationally July 2010 
Government seed production commercially organised December 2007 
Privatisation of government seed production approved July 2008 
Government seed production privatised July 2010 
Private sector seed production viable –profits being made July 2008 
Private sector seed association formed and productive June 2006 
Crop yields increased and cropping diversity increased Continuous 

       

Table 2. Risk Analysis 

Risk Likelihood  Impact Counter Measures 

Lack of leadership by MAAH in 
developing new departmental 
structures. 

High Moderate Explanation to stakeholders of project 
benefits a constant priority of the 
project implementation team. 

Slow development of legislative 
procedures to pass appropriate 
measures into law 

High Moderate Project to use influence to have 
stakeholders fall in line on a voluntary 
basis until laws are passed. 

Failure to change financial systems in 
ISE to allow for self accounting 

Moderate High Continued influence to point out the 
fundamental pre-requisite for any kind 
of privatisation. 

Competent staff cannot be retained 
within the service.  

Moderate High Proper terms and conditions of service 
are in place, relevant materials 
available and high quality training 
delivered 

Research and extension fail to get 
funding to generate new varieties and 
technologies, and to disseminate these 
technologies, including use of 
improved seeds. 

Moderate High Regular contact maintained with all 
donors associated with seed industry 
and associated services 

Failure of private sector seed 
enterprises to be viable 

High Moderate Continued emphasis on business and 
market training; many businesses 
supported. 

Failure of ISEs to be viable ahead of 
privatisation 

High Moderate Sensible pricing allows privatisation to 
go ahead under different 
circumstances 

Various enterprises not viable and staff 
not sufficiently trained or experienced 
at end of project 

Moderate High Some aspects of limited further training 
should be considered at the end of the 
project. 

General security deteriorates Low High The project itself contributes to food 
security and good governance. 
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Table 3. Building Blocks of Competence in Seed Regulation & Seed 
Business 
Much of the training will be organised in modules, as building blocks of an overall 
competence development programme 
 

AREAS OF 

COMPETENCE 

  BUILDING BLOCKS 

 

 

   Posters & 

leaflets 

 Discussion 

leading 

Broadcasting 

skills 

HUMAN 

RESOURCE 

  Report 

writing 

 Client 

Relations 

 Teaching 

skills 

SKILLS 

 

   Giving talks  Teaching 

lessons 

 

 

 

  Media Selling 

benefits 

Negotiation  Public 

relations 

 

 

 

   

Yield 

trials 

 

Checking 

documents 

 at borders 

 

Sampling 

& sample 

collection 

 

Seed drill 

calibration 

 

Trials 

analysis 

TECHNIQUES 

AND 

  VCU  Laboratory 

seed testing 

Field trial 

agronomy 

Wholesaler 

inspection 

LABORATORY 

SKILLS 

  DUS Regional 

harmonisation 

 Plot 

harvesting 

Sales outlet 

inspection 

 

 

  National 

Lists 

 ELISA 

 testing 

Seed 

cleaning 

techniques 

 

 

 

 

   Cotton    

CROP 

REGULATIONS 

  Vegetables Sunflower Legumes Soft fruit Forage crops 

 

 

   Oats Fruit trees  Lucerne 

 

 

  Wheat Barley Potatoes Vines Ornamentals 

 

 

   

Crop 

production 

Production 

Planning 

Foundation 

seed 

production 

Promotional 

plans 

 

Logistics 

BUSINESS 

TECHNIQUES 

   Breeder seed 

production 

Farm 

machinery 

Seed 

Pricing 

Invoicing 

& 

SKILLS 

  Seed 

treatments 

 Seed 

Processing 

Banking & 

Credit 

 

 

 

  Stock 

control 

Accounting Marketing  Seed 

marketing 
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8.  Requirements 
 
8.1 Key experts 
 
The following key EU expert team should be provided by the contractor 
 
TA team leader    50 months 

Human Resource Development expert 30 months 

Financial & Accounting specialist  20 months 

Seed business and marketing specialist 20 months 

Seed machinery specialist   20 months 

Field machinery specialist/agronomist 20 months 

Seed legislation expert   20 months 

VCU/DUS trainer cereals     6 months 

VCU/DUS trainers potatoes, cotton etc   6 months 

Field inspection trainer     8 months 

Seed sampling & laboratory trainer    8 months 

Plant diseases trainer    10 months 

Plant pests trainer      8 months 

ELISA trainer       6 months 

Potato seed field inspection trainer    8 months 

This is a total of 240 man months of technical input to cover the whole range of seed 

industry inputs.  The team can be varied depending on the range of skills that can be 

offered by the individual specialists.  The range of expertise is needed to cover all the 

different crops that will be subject to seeds and planting materials legislation and 

regulation.  Any other skills needed should be provided for by re-arranging the inputs 

shown above. The team leader should be an experienced adviser with a proven 

record of management success in excess of 10 years.  He or she should be an 

International Seed Industry / Business Development Specialist with experience in 

national seed policy as well as substantial commercial seed industry experience.   

Besides leading the technical advisory team, he should be able to deliver training 

modules on institutional strengthening and management, and other areas to 

complete the training programmes.  He will also be responsible for liasing with MAAf 

on the recruitment of the seed certification staff.  The team can be adjusted to reflect 

the skills the team leader can offer. 

The HRD/training specialist should have experience of designing, managing and 

evaluating participatory adult development programmes over more than 10 years.  

He or she will produce and implement a Human Resources Development Plan that 
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will ensure the continued sustainability of the regulatory services.  The specialist will 

develop and manage detailed training inputs during the life of the project.  The 

specialist will prepare a report which will also indicate the areas in which further 

training and other human resource development for the relevant regulatory and other 

institutions will be needed after the project is finished. 

The seed & planting material legislation expert will provide a series of draft 

regulations and protocols as the project progresses.  He will then be responsible for 

progressing these draft regulations and protocols through the various legislative 

processes and will train MAAH official and other stakeholders in the application and 

practice of these regulations.  

The Financial & Accounting specialist will assist the MAAH, the ISEs and the private 

sector seed companies in devising and implementing suitable accounting 

procedures.  He will also advise on raising finance and credit and will assist the seed 

enterprises in preparing business plans to attract investment. 

The Seed business and marketing specialist  will assist all the private sector seed 

enterprises in drawing up marketing and promotional plans, and will train the 

companies and otherwise assist them in developing marketing campaigns to sell 

seed through the private sector distribution system. 

The Seed machinery specialist will assist the six or seven ISEs, the eight seed 

producers set up by FAO, the twenty or so seed producers or so set up by 

ICARDA/RAMP and other seed enterprises being set up by various NGOs to run 

their seed cleaning machinery efficiently, advise on maintenance schedules and in 

particular with the larger scale ISEs, advise on the upgrading of their seed cleaning 

machinery. 

The Field machinery specialist/agronomist will advise the forty or so seed enterprises 

on the purchase, use and maintenance of farm machinery, landlevelling and irrigation 

in order to maximise the return on the investment in the equipment. 

The VCU/DUS trainer cereals will work with seed certification officers to train them in 

organising a trialling system for official testing of new varieties for Value in Cultivation 

and Use (VCU) testing and Distinctness, Uniformity and Stability (DUS) testing as 

part of the registration process for new varieties and the reference mechanism for 

monitoring varieties in the certification system. 
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The VCU/DUS trainers potatoes, cotton etc  will be one or more persons with 

specific training duties in VCU and DUS for these and other crops subject to the seed 

certification system. 

The Field inspection trainer, the Seed sampling & laboratory trainer, the Plant 

diseases trainer, the Plant pests trainer, the ELISA trainer, the Potato seed field 

inspection trainer will all be people involved in this work on a day to day basis for a 

recognised seed certification institution from within the EU, and will be able to 

communicate to the trainees the practical steps needed to carry out their functions 

effectively as part of a seed and plant health and certification inspectorate. 

 

The contractor should provide for all translations, training materials, per diems for the 

specialists within the budget allowed per man month of input. 

 

The implementing partners (MAAH and its departments) should provide for training, 

suitably qualified staff, who are likely to remain on a permanent basis in the roles for 

which they are trained.  Contractual arrangements should be made to ensure this 

occurs.
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LOGICAL FRAMEWORK:  AFGHANISTAN SEED INDUSTRY DEVELOPMENT PROJECT 

PROJECT GOAL MEASURABLE INDICATORS 
MEANS OF VERIFICATION ASSUMPTIONS  

Private sector seed and planting materials industry in 
Afghanistan producing and marketing seeds and 
planting materials in Afghanistan that meet farmers’ 
needs for materials that enhance agricultural 
productivity and ensures food security. 

Seeds and planting material of nominated crops 
inspected, tested and labelled 

Border inspections; crop inspection and 
certification records; inspections of wholesale 
and retail outlets 
 

Resources allocated to regulatory 
services 

SPECIFIC OBJECTIVES MEASURABLE INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 

To develop seed and planting material regulatory 
services that include: 
A monitoring and supervision role for government in 
seed and planting materials production and 
distribution. 
Quality control services to ensure all seed and 
planting materials meets minimum quality standards 
A sustainable capacity for government regulatory 
services 
Commercialisation of government seed enterprises 
and their privatisation in an orderly manner 
A strong private sector seed industry 

Legislation and regulations in place 
Government structures in place 
Trained Seed and Plant Health Inspectors in place 
Trained field support and laboratory staff in place 
System of budget allocations and cost recovery in 
place 
 
Government seed enterprises operating commercial 
systems and providing seed through market systems 
Private companies producing seed at profitable levels 

Gazetted laws and regulations 
Training programme reports: training 
assessment reports: end of training 
examination reports/certificates 
Licences/seed and plant health inspection 
and certification reports and certificates 
issued. 
Budgets and financial receipts. 
Company budgets, reports, sales figures; 
articles of association; privatisation 
documentation 
Company budgets, sales, accounts 

Political, social and economic stability 
will be maintained 
Government committed to regulate trade 
in seed and planting materials 
Trust and cooperation retained and 
developed between stakeholders. 
Suitable staff can be recruited and 
retained.  Private sector investors come 
forward. 
Markets available for seed produced.  
Breeding and variety introduction 
continues in government sector 

OUPUTS MEASURABLE INDICATORS 
MEANS OF VERIFICATION ASSUMPTIONS  

Seed and planting materials legislation developed  
National Seed Board(NSB) developed and 
strengthened  
Seed & Plant Health Inspectorate functioning with 
trained staff to required capacity commensurate with 
needs. 
Government seed enterprises privatised 
Private seed companies supported 

Seeds and planting materials draft legislation 
submitted to government and parliament 
Agreements, proposals, initiatives for development of 
seed industry 
Number of trained staff; amount of seed (& planting 
material) inspected/tested/ certified 
Private sector companies identifiable 

Policy document 
Documents 
NSB minutes and documents 
Reports: numbers of applications, certificates, 
labels etc 
Business and central records and statistics 
 

Seed policy and strategy agreed prior to 
start of project. 
Competent advisers can be recruited 
and retained 
MAAH willing to reorganise 
Extension and research services 
redeveloped in the country 

INPUTS 
MEASURABLE INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 

Specialist technical assistance to support policy 

making, training, information and field advice  

Study visits, training, information and demonstration 

programmes organised 

Priority training and other equipment supplied 
Grants provided to government seed enterprises 
Grants and loans provided to the private sector seed 
trade 
Salary supplements provided for regulatory staff 
Running costs provided for trials 

Tendering and contracting process completed 
Quality of technical specialists employed 
The training, study visit and demonstration 
programmes implemented 
Equipment specifications, tenders and purchase 
Equipment purchased 
Loan agreements 
Trials results provided 

Signed contracts  
Consultant/auditor reports 
Interviews with beneficiaries 
Supply tender dossier and contract 
 
Invoices, receipts 
 
 
 
Trial reports 

Experienced and appropriate 
consultancy company management is 
available 
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Implementation Timetable and costs: 

    Year 1 Year 2 Year 3 Year 4 Year 5 Total  

  Item  Units/% No of units unit cost Total No of units unit cost total No of units unit cost total No of units unit cost total No of units unit cost total 
No of 
units Total 

1 Support to MAAH                   

1.1 PCU & organisational development                   

  TA team leader Months 10 18,500 185,000 10 18,500 185,000 10 18,500 185,000 10 18,500 185,000 10 18,500 185,000 50 925,000 

 Human Resource Development expert Months 8 18,500 148,000 8 18,500 148,000 6 18,500 111,000 4 18,500 4 18,500 30 555,000 

 Financial & Accounting specialist Months 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 20 370,000 

 Seed business and marketing specialist Months 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 20 370,000 

 Seed machinery specialist Months 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 20 370,000 

 Field machinery specialist/agronomist Months 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 4 18,500 74,000 20 370,000 

 Senior counterpart staff: salary support & allow. Months 36 1,000 36,000 36 1,000 36,000 36 1,000 36,000 36 1,000 36,000 36 1,000 36,000 180 180,000 

 Other staff Months 36 500 18,000 36 500 10,200 36 500 18,000 36 500 10,200 36 500 10,200 180 90,000 

 Support staff Months 72 100 7,200 72 10 7,200 72 100 7,200 72 100 7,200 72 100 7,200 360 36,000 

  Vehicles PCU  Kabul No 5 30,000 150,000         3 150,000 

  Vehicles, provinces No 10 20,000 240,000         7 240,000 

  Motor cycles etc No 24 1,200 28,800         1 28,800 

  Office furniture & equipment, inc provinces LS 1 20,000 20,000 1 20,000 20,000       40,000 

  Running costs vehicle all vehicles LS  45,000  45,000  45,000  45,000  45,000 225,000 

  Running costs office  Month 12 1,200 14,400 12 1,200 14,400 12 1,200 14,400 12 1,200 14,400 12 1,200 14,400 60 67,200 

  Local flights/extra per diems Month 12 2,000 24,000 12 2,000 24,000 12 2,000 24,000 12 2,000 24,000 12 2,000 24,000 60 144,000 

1.2 Support for MAAH regulatory systems        

 Seed legislation expert Months 6 18,500 111,000 6 18,500 111,000 4 18,500 74,000 2 18,500 2 18,500 20 370,000 

 VCU/DUS trainer cereals Months 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000   6 111,000 

 VCU/DUS trainers potatoes, cotton etc Months    2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 6 111,000 

 Field inspection trainer Months 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 8 148,000 

 Seed sampling & laboratory trainer Months 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 8 148,000 

 Plant diseases trainer Months 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 10 185,000 

 Plant pests trainer Months 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 8 148,000 

 ELISA trainer Months   2 18,500 37,000 2 18,500 37,000 2 18,500 37,000 6 111,000 

  Potato seed field inspection trainer Months  2 18,500 37,000 2 18,500 92,500 2 18,500 37,000 2 18,500 37,000 8 333,000 

          

  Support to 36 technical staff Months 432 300 129,600 432 300 129,600 432 300 129,600 432 300 129,600 432 300 129,600 2160 648,000 

  Office & support expenses, per diems Months 432 150 64,800 432 150 64,800 432 150 64,800 432 150 64,800 432 150 64,800 2160 324,000 

1.3 Support for institutional development        

 Training LS  20,000  20,000  20,000  20,000  20,000 100,000 
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    Year 1 Year 2 Year 3 Year 4 Year 5 Total  

  Item  Units/% No of units unit cost Total No of units unit cost total No of units unit cost total No of units unit cost total No of units unit cost total 
No of 
units Total 

0 Study tours LS  20,000  20,000  20,000  20,000  20,000 100,000 

 Workshops/seminars LS  10,000  10,000  10,000  10,000  10,000 50,000 

1.4 Support for seed certification equipment            

 Specialised seed drills LS  35,000         35,000 

 Harvesting equipment LS  15,000         15,000 

 Tractors & other equipment LS  25,000        25,000 

1.5 Support  to VCU, DUS & certification        

 Running costs of field work & trials LS  20,000  25,000  30,000  30,000  30,000 135,000 

                    

1.6 Support to Improved Seed Enterprises        

 Irrigation wells and equipment LS  100,000  100,000  100,000   300,000 

 Stores and workshops LS  100,000  100,000  100,000    300,000 

 Offices and other facilities LS   50,000   50,000   50,000     150,000 

 Upgrading seed processing equipment LS   100,000   100,000   100,000     300,000 

 Field equipment LS  50,000  50,000  50,000    150,000 

           

1.7 Support to private sector seed industry             

 Grant scheme for trade association LS  50,000  50,000   50,000     150,000 

 Loan scheme through trade association LS   50,000   50,000  50,000  50,000   200,000 

 Trade association running costs LS   10,000   10,000   10,000   10,000   10,000 50,000 

              

1.8 Support for Privatisation of ISEs             

  Workshops & training    10,000  10,000  10,000   10,000 40,000 

  Study tours    20,000  20,000  20,000  20,000 80,000 

  Legal advisors & due diligence    10,000  10,000  20,000  20,000 50,000 

          

Total Cost (constant 2006 prices)    2,402,800   1,983,200  2,031,500  1,306,200  1,256,200 9,253,000 

Total cost with inflation at 3% per year    2,402,800   2,042,696  2,155,218  1,427,320  1,413,864 9,441,899 
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Project Summary 

Project   : Afghanistan Seed Industry Development Project (ASID) 

Duration  : 60 months 

Project Budget : €9.44 million 

Background 

The seed sector in Afghanistan was severely damaged during the continued 23 years conflict 
and civil war ending with the collapse of the Taliban government at the end of 2001.  Prior to 
2001, the FAO maintained various seed production, variety screening and introduction 
systems in country from its operational base in Pakistan, using various implementing 
partners in country.  While these programmes were stepped up from the end of 2001 and all 
immediate seed needs have been supplied by various relief programmes, there are still 
problems of limited amounts of good quality seed being available.  There are also still 
substantial quantities of below standard seeds and planting materials being marketed from 
production within the country.  More importantly for the long term, these seed programmes 
are all being run by NGOs and donor supported organizations working outside the 
government systems and without any sustainable commercial focus. 

The EC has funded the “Strengthening Seed Production in Afghanistan” project from January 
2003, with an expected project completion in December 2005.  This project has achieved, or 
will achieve, the following in terms of strengthening seed production in Afghanistan: 

• Increased production of Quality Declared Seed by setting up further production 
enterprises 

• Continued variety screening and introduction of improved crop varieties, particularly 
wheat varieties 

• Assisted stakeholders in setting up permanent national institutions such as the 
National Seed Board 

• Assisted in preparation of a draft Seed Law 

• Provided seed laboratory and other training for seed certification and quality control 

• Coordinated seed production and sales for relief and resettlement projects 

The current project “Strengthening Seed Production in Afghanistan” is being implemented by 
FAO, who have a long history of involvement with the provision of high quality seed to the 
Afghan farmers, coordinating efforts of many bodies.  In this respect they have taken over 
many functions, which more properly belong with an elected government in terms of 
regulation, and with the private sector in terms of production and marketing of seed.  To this 
end, and bearing in mind the steady progress of Afghanistan towards stable elected 
governments, the EC has decided to propose a new Seed Industry Development Project in 
line with the present realities and aspirations of the people of Afghanistan.  This project will 
place in the hands of the government, systems and tools to regulate a private sector seed 
industry in Afghanistan that meets international standards and will provide food security and 
a key to increased agricultural productivity and improved rural livelihoods. 
 
While the new Afghanistan Seed Industry Development Project (ASID) will follow on from the 
Strengthening Seed Production in Afghanistan Project, it will be very different in scope and in 
method of execution.   Unlike the FAO project, the ASID project will be implemented by the 
Ministry of Agriculture and Animal Husbandry (MAAH) and will have national scope, 
impinging on all seed projects that are being implemented within Afghanistan.  The MAAH 
will continue to develop policies and strategies, laws and regulations, institutions and 
facilities that will affect all working in the seed industry.  Beyond that, the project will seek to 



Afghanistan Seed Industry Development Project 

ii 

provide continued support for the private sector seed industry, while not itself setting up any 
new seed enterprises, which will be left to private initiatives.  The third major aspect of the 
project will be first to rationalise and strengthen the government seed production enterprises, 
then put those enterprises on a commercial footing in order to privatise them in an orderly 
way.  The privatisation process should be completed during the lifetime of the project, but the 
aim will be to obtain full value for the government assets, and also to safeguard the seed 
production capability to meet the vital aims of food and seed security and to provide the basis 
for improved agricultural productivity and enhanced rural livelihoods. 
 

Project Objectives, Purpose  
Wider objective:  
The wider objective of this project is that there is a private sector seed and planting materials 
industry in Afghanistan that produces and markets seeds and planting materials in Afghanistan 
to meet the needs of farmers for materials that enhance agricultural productivity and ensures 
food security.                 
Purpose:  
The project would achieve this wider objective through: 

• Development of a monitoring and supervision role for government in seed and 
planting materials production and distribution; 

• Development of quality control services to ensure all seed and planting materials 
meet minimum quality standards; 

• Development of a sustainable capacity for government regulatory services. 
• Privatisation of government seed activities 
• Support to private sector seed enterprises 

The immediate objectives are to: 
• Achieve consensus among stakeholders on project objectives and programmes; 
• Create policy options and strategies for continued support and further development of 

the seed industry in Afghanistan; 
• Establish institutional and legal arrangements for the regulation of seed quality; 
• Develop professionally trained staff and management able to implement regulations; 
• Ensure sustainability of regulatory systems. 
• Assist in the privatisation procedures 

• Develop a support system to the private sector seed enterprises, eventually through 
the formation of local seed trade associations and a national seed trade association. 

 

Relation to other EC projects and coordination with other donors 

ASID will provide the regulatory backing of horticultural planting materials for the EC 
Horticulture Development Programme starting in 2005.  ASID will provide the basis for seed 
production for the comprehensive cotton industry development programme sponsored by the 
French government.  The project will utilise the agricultural market development initiatives 
under the USAID Rebuilding Agricultural Markets Program (RAMP). 

 

Description of Main Activities  
ASID will provide a range of technical support in preparing legislation, in setting up the 
relevant institutions to implement the legislation, in providing all staff training, facilities and 
equipment to carry out this legislation.  ASID will provide equipment and training support to 
private sector institutions, and will support the government in all the steps necessary to first 
commercialise, then privatise, the government seed production operations. 
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LOGICAL FRAMEWORK:  AFGHANISTAN SEED INDUSTRY DEVELOPMENT PROJECT 

PROJECT GOAL MEASURABLE INDICATORS 
MEANS OF VERIFICATION ASSUMPTIONS  

Private sector seed and planting materials industry in 
Afghanistan producing and marketing seeds and 
planting materials in Afghanistan that meet farmers’ 
needs for materials that enhance agricultural 
productivity and ensures food security. 

Seeds and planting material of nominated crops 
inspected, tested and labelled 

Border inspections; crop inspection and 
certification records; inspections of wholesale 
and retail outlets 
 

Resources allocated to regulatory 
services 

SPECIFIC OBJECTIVES MEASURABLE INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 

To develop seed and planting material regulatory 
services that include: 
A monitoring and supervision role for government in 
seed and planting materials production and 
distribution. 
Quality control services to ensure all seed and 
planting materials meets minimum quality standards 
A sustainable capacity for government regulatory 
services 
Commercialisation of government seed enterprises 
and their privatisation in an orderly manner 
A strong private sector seed industry 

Legislation and regulations in place 
Government structures in place 
Trained Seed and Plant Health Inspectors in place 
Trained field support and laboratory staff in place 
System of budget allocations and cost recovery in 
place 
 
Government seed enterprises operating commercial 
systems and providing seed through market systems 
Private companies producing seed at profitable levels 

Gazetted laws and regulations 
Training programme reports: training 
assessment reports: end of training 
examination reports/certificates 
Licences/seed and plant health inspection 
and certification reports and certificates 
issued. 
Budgets and financial receipts. 
Company budgets, reports, sales figures; 
articles of association; privatisation 
documentation 
Company budgets, sales, accounts 

Political, social and economic stability 
will be maintained 
Government committed to regulate trade 
in seed and planting materials 
Trust and cooperation retained and 
developed between stakeholders. 
Suitable staff can be recruited and 
retained.  Private sector investors come 
forward. 
Markets available for seed produced.  
Breeding and variety introduction 
continues in government sector 

OUPUTS MEASURABLE INDICATORS 
MEANS OF VERIFICATION ASSUMPTIONS  

Seed and planting materials legislation developed  
National Seed Board(NSB) developed and 
strengthened  
Seed & Plant Health Inspectorate functioning with 
trained staff to required capacity commensurate with 
needs. 
Government seed enterprises privatised 
Private seed companies supported 

Seeds and planting materials draft legislation 
submitted to government and parliament 
Agreements, proposals, initiatives for development of 
seed industry 
Number of trained staff; amount of seed (& planting 
material) inspected/tested/ certified 
Private sector companies identifiable 

Policy document 
Documents 
NSB minutes and documents 
Reports: numbers of applications, certificates, 
labels etc 
Business and central records and statistics 
 

Seed policy and strategy agreed prior to 
start of project. 
Competent advisers can be recruited 
and retained 
MAAH willing to reorganise 
Extension and research services 
redeveloped in the country 

INPUTS 
MEASURABLE INDICATORS MEANS OF VERIFICATION ASSUMPTIONS 

Specialist technical assistance to support policy 

making, training, information and field advice  

Study visits, training, information and demonstration 

programmes organised 

Priority training and other equipment supplied 
Grants provided to government seed enterprises 
Grants and loans provided to the private sector seed 
trade 
Salary supplements provided for regulatory staff 
Running costs provided for trials 

Tendering and contracting process completed 
Quality of technical specialists employed 
The training, study visit and demonstration 
programmes implemented 
Equipment specifications, tenders and purchase 
Equipment purchased 
Loan agreements 
Trials results provided 

Signed contracts  
Consultant/auditor reports 
Interviews with beneficiaries 
Supply tender dossier and contract 
 
Invoices, receipts 
 
 
 
Trial reports 

Experienced and appropriate 
consultancy company management is 
available 

 


