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1 Background 

1. The Capacity Development of Irrigation Department of the Ministry of Agriculture, 
Irrigation and Livestock of the Islamic Republic of Afghanistan (GCP/AFG/078/JICA) is 
a three and a half-year project reaching its NTE in May 2017. It is funded by the 
Japanese International Cooperation Agency (JICA) (USD 5.2 million) and implemented 
by the Food and Agriculture Organization of the United Nations (FAO) in 
collaboration with the Government of the Islamic Republic of Afghanistan. This 
project falls under the umbrella of the larger JICA’s programme in Afghanistan 
“Capacity Development and Institutional Strengthening (CDIS)”. JICA’s stated purpose 
for its CDIS Project is the “Agricultural support service delivery to farmers is improved 
in the target areas”.  

2. The AFG/078/JICA project adopted CDIS’s purpose as long-term impact and it is 
meant to contribute to CDIS’s Output 2.1 The project was designed to support and 
strengthen the Irrigation Department in developing the required technical and 
administrative capacity to manage irrigation sector as per its mandate. In particular, 
the project aims at addressing the capacity gaps related to: (a) irrigation systems 
management; and (b) national water resources management. 

3. The project has been structured around eight main activities, which were originally 
defined in the Project Design Matrix and then updated in 2015,2 as illustrated in the 
table below. Overall, capacity development activities have been implemented within 
the framework of on-the-job-training Programmes, which represent an important 
project component (point IV). In the project design this component is also meant to 
inform the formulation of technical manuals (point VII) and the Roadmap and 
capacity development plan for the Irrigation Department (point II). 

Table 1: Main activities revision at project extension 

Project Main Activities as per Project 
Document in 2013 

Project Main Activities as per Revision in 2015 

1) Institutional analysis and 
capacity assessment of the 
Irrigation Directorate; 

Continued updating of the institutional and capacity 
status of the irrigation staff under the Irrigation 
Directorate and the DAIL offices 

2) Roadmap for institutional 
strengthening and capacity 
development plan for the 
Irrigation Department; 

3) Political and technical 
consultation regarding policies 
and upper level plans of the 

Organization and participation in national and regional 
level consultations on irrigation policies, plans and 

                                                
 
1 The capacity of the Irrigation Directorate of the Ministry of Agriculture, Irrigation and Livestock is 
improved in formulating, implementing and monitoring and evaluating irrigated agricultural 
development projects. 
2 See Appendix 1. 
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Irrigation Department; programmes. 

4) Implement pilot project(s), 
mainly rehabilitating existing 
irrigation facilities, aiming to 
train trainers in formulating, 
managing, monitoring and 
evaluation (M&E) of irrigated 
agricultural development 
projects through on-the-job-
training  

ü Implementation of pilot projects, aiming to 
train irrigation staffs on formulating, 
implementing, managing, monitoring and 
evaluating irrigation sub-projects through on-
the-job trainings. 

ü Practical demonstration of appropriate on-farm 
water management technologies and best 
agricultural practices through conduction of 
pilot demonstrations. 

ü Conduction of formal and informal trainings to 
irrigation staff of Irrigation Department and 
provincial DAIL offices for their knowledge and 
skill enhancement in English language, 
computer skill as well as in all relevant topics 
related to irrigated agriculture. 

5) Trainings in Japan and/or in third 
countries to complement the 
OJT; 

Conduction of trainings and observation tours related to 
modern irrigation technologies and irrigation planning 
and policy formulation in Japan and third countries to 
complement the on-the-job-training. 

6) Formulate a strategy to establish 
a database regarding irrigated 
agriculture based on experience 
of the OJT and relevant training 
programmes; 

 

7) Formulate, accumulate, and share 
technical manuals on irrigated 
agriculture for the ID's officers 
and farmers based on lessons 
learnt through the OJT and 
relevant training programs. 

Preparation of technical manuals on irrigation sub-
project implementation procedure, technical 
specifications and training manuals on various relevant 
topics of irrigated agriculture. 

8) Conduct training to the officers 
of the ID, provincial DAIL(s), and 
farmers in the target areas. (The 
trained trainers through TOT 
(Training of Trainers). 

Establishment of a Resource Center that is equipped 
with database/documents/reports/books on irrigated 
agriculture in general and with more focus on irrigated 
agriculture in Afghanistan. 

Source: Project Result Matrix as per July 2015 

4. The figure below shows the project impact pathway, defining the areas under and 
beyond the project’s control. 
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Figure 1: Project Impact Pathway 

 

Source: Derived from the Project Result Matrix 

5. The main project target are the staff of Irrigation Department of the Ministry of 
Agriculture, Irrigation and Livestock but during project implementation the target 
group was expanded to also include staff of DAILs, line ministries, projects and 
farmers of the on-the-job-training pilot sites. Pilot sites for the on-the-job-trainings 
are: 

• Badam Bagh Agriculture Research Farm – Piloting of Precast Parabolic 
Segments (PCPS) canal lining 

• Shaheedullah Irrigation Canal, Mir Bachakot – Piloting of Plain Cement 
Concrete (PCC) canal lining 

• Zir Darak Irrigation Canal, Deh Sabz – Piloting of boulder masonry canal lining 

6. This project is meant to contribute to: 

a) FAO’s Strategic Objective (SO) 2, in particular Outcome 201 “Producers and natural 
resource managers adopt practices that increase and improve agricultural sector 
production in a sustainable manner”. 

b) Regional Initiative supporting SO2 “Countries in the Asia Pacific address water 
scarcity in agriculture and strengthen their capacities to improve the water 
productivity of agricultural systems and water management.” 

c) CPF’s pillars two and three, “Support to better water and irrigation management” 
and “Support to agricultural policies and institutional capacity building” 
respectively. 

9) Figure 1 below presents project management arrangements. Project activities 
implementation is coordinated by FAO Afghanistan through the Project Manager 
and the Chief Technical Adviser while the Joint Technical Working Group (JTCG) is 
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the highest decision-making body for the project. It is chaired by the Deputy 
Minister of Irrigation and Natural Resources Ministry and involves representatives 
from JICA, Ministry of Agriculture, Irrigation and Livestock and FAO. The 
organigram below is articulated within the CDIS implementation framework; more 
details are available in Appendix 2. 

Figure 2: Project management organigram 

 

Source: Appendix 5 to the Project Document 

10) Through its JTWG, the project is also meant to foster coordination with other FAO 
and non-FAO projects, supporting Irrigation Department during project 
implementation, as mentioned in the Project Document.3  

1.1 Context of the project 

11) The Afghanistan National Development Strategy (ANDS) provides a framework 
for development in Afghanistan over a transition period ending in 2020. The 
ANDS recognizes the role that irrigated agriculture will play in increasing 
agricultural production and as one of the economic drivers in the stabilization of 
the country. 

12) Agriculture is a key sector of the National economy, contributing to over half of 
the gross domestic product (GDP) and employs about 66 percent of Afghanistan's 
workforce. The irrigation infrastructure and other water supply systems have been 
severely damaged as a result of war. This situation is further complicated by the 
climate conditions, including severe and recurring droughts. According to World 

                                                
 
3United States Agency for International Development (USAID) Afghanistan Water, Agriculture and 
Technology Transfer (AWATT) project; the USAID Irrigation and Water Management Programme (IWMP); 
the World Bank-funded three year On-Farm Water Management Project; JICA-funded projects 
implemented by FAO and others as detected during the preliminary desk review. 
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Food Programme (WFP) estimates (2016),4 9.3 million people are severely and 
moderately food insecure. 760 000 people affected by conflict (73 percent) or 
natural disaster (27 percent) are targeted for food assistance, and 1.1 million 
children need treatment for acute malnutrition. 

13) Afghanistan is relatively rich in land and water resources, however three decades 
of conflict and a series of drought/flood cycles has reduced the 3.3 million 
hectares of irrigated land in the early 1980s to approximately 1.8 million hectares 
today. Of the 1.8 million hectares, only 10 percent is irrigated using properly 
engineered systems. The overall efficiency of the irrigation network is only 25-
30 percent. Thus, the rehabilitation of irrigation structures as well as improved 
capacities at ministerial level to manage water resources and irrigation systems 
are key areas of development in the country. 

14) FAO’s interventions under the CPF’s Priority Area 2. “Support to better water 
resource and irrigation development and management” contribute to the efforts 
undertaken by the Government within its National Development Strategy in the 
water and irrigation sector. FAO irrigation-related assistance covers all the 
provinces of Afghanistan through seven regional offices in Kabul, Jalalabad, 
Kandahar, Herat, Kunduz, Mazar-e-Sharif and Bamyan. 

2 Evaluation purpose 

7. This Final Evaluation, requested by the donor, serves a twin purpose of accountability 
and learning. In particular, it will provide lessons learned and suggestions that will 
inform JICA’s decisions process on a possible additional extension of this project or 
other follow-up activities, as well as other future similar FAO projects. 

8. This evaluation will also serve as a pilot for the newly Office of Evaluation (OED) 
Capacity Development Evaluation Framework (CDEF) which will outline sound 
methodology to assess capacity development interventions. 

9. Primary users of the Final Evaluation will be JICA, target beneficiaries and 
counterparts in the Irrigation Department and DAILs of Ministry of Agriculture, 
Irrigation and Livestock, Project Task Force and FAO itself. Secondary users are 
population living in the project pilot sites of the on-the-job-training, various line 
ministries in the Government of Afghanistan and any another concerned local 
organization both public and private. 

3 Evaluation scope 

10. The Final Evaluation will assess the full implementation period of the project i.e. 
December 2013 up to end of April 2017 (when the investigation phase will take place 
in Afghanistan). The project benefited in 2015 from a two-year extension but no 
major changes occurred in the project logical framework as the original project 

                                                
 
4 WFP Country Brief, 2016 
http://documents.wfp.org/stellent/groups/public/documents/ep/wfp269062.pdf 
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document set vision, background and activities for a possible extension. However, the 
eight main activity areas were revised with approval of the JTCG meeting held on 22 
July 2015. 

11. To the extent possible, the evaluation will examine the project achievements at both 
ministerial and local level based on evidence from the field. It will focus, in particular, 
on the soundness of the capacity development intervention framework, results 
achieved and their replicability as well as on ascertain lessons learned. 

4 Evaluation objective and key questions 

12. The evaluation objectives have been identified by the FAO Office of Evaluation (OED) 
in consultation with the Project Task Force, donor and national counterpart’s 
representatives in order to address needs and priorities identified by primary users of 
evaluation findings. 

13. The main objective of the evaluation is to assess project results and their value to 
identified stakeholders at both ministerial (Irrigation Department and DAILs) and 
community level (farmers living in the on-the-job-training areas). The evaluation will 
and also document important lessons for potential upscaling, replication or follow-on 
through projects that may use similar approaches, target beneficiaries, tools and 
programme design elements. 

14. The Final Evaluation will determine what worked in the project and what didn’t, from 
its design to its exit strategy, focusing on the capacity development intervention 
framework, inter-ministerial coordination and support to the reform of the Afghan 
Irrigation Sector. 

15. In doing so the Final Evaluation will also identify project contribution to Strategic 
Objective 2, providing the upcoming SO2 evaluation with an example of how FAO is 
addressing capacity development under this strategic area. It will also present project 
contribution to the national CPF. 

4.1 Evaluation questions 

16. The Final Evaluation will answer to the following evaluation questions (EQ) through 
systematic gathering of evidence and indicators under each sub-question. Main 
questions listed below are meant to assess project results by addressing evaluation 
objectives and focusing at the same time on the eight project key areas of 
intervention. The Office of Evaluation (OED), in consultation with primary users and 
evaluation team, decided to structure the EQs after the FAO systematic approach to 
capacity development, even though the project logical framework has not been 
explicitly designed after it. In doing so particular attention has been given to 
appropriateness and relevance of project design, inclusiveness and long-term 
sustainability of the interventions. 
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17. Capacity development5 is at the core of FAO’s work and is mainstreamed throughout 
FAO’s Strategic Objectives. Key principles of the FAO Corporate approach to capacity 
development6 have been outlined in the cover note of the 104th Session of the FAO 
Programme Committee7 and are as follow:  

ü integrated approaches that address the three dimensions of capacity, namely 
the enabling environment, organizations and individuals; 

ü approaches that address “Functional” capacities as well as “Technical” ones, 
that enable national actors to plan, lead, manage and sustain change 
initiatives in agriculture and rural development; 

ü a focus on programme and project design to encourage country ownership in 
development processes; 

ü sustained engagement in dialogue with capacity development partners and 
stakeholders in countries, regions and globally; 

ü longer term approaches to interventions in country and (sub)regional 
programmes/projects.  

18. The EQs have been organized around the three dimensions of capacity development 
as per FAO corporate approach to capacity development, addressing key principles 
presented above (sub-questions are presented in Appendix 1). The outline report will 
organize results according to the structure outlined below. The questions are: 

Design 

EQ1: To what extent has the project responded to pre-existing needs and capitalized on 
existing capacities? 

Results 

Individual level 

EQ2: To what extent did project target beneficiaries to enhance their skills and 
knowledge? 

Organizational level 

EQ3: To what extent has the project improved the performance of the Irrigation 
Department and DAILs of the Ministry of Agriculture, Irrigation and Livestock in 
formulating, managing, monitoring and evaluating irrigation management systems 
development projects? 

Enabling environment 

                                                
 
5 Capacity development definition as per FAO Corporate Strategy: “The process whereby individuals, 
organizations and society as a whole unleash, strengthen, create, adapt and maintain capacity over 
time”. 
6 More information on the FAO Capacity Development Framework can be found at the following links:  
http://www.fao.org/capacity-development/en/  
7 Link to the 104th Session of the FAO Programme Committee: http://www.fao.org/3/a-k8908e.pdf  
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EQ4: What are the outcomes of political and technical consultations, conducted within 
the project framework, at policymaking level?  

Sustainability and lessons learned 

EQ5: How sustainable are the project’s achieved results at enabling environment, 
organizational and individual levels? 

EQ6: What lessons learned can inform future similar FAO and/or JICA’s projects? 

19. The above evaluation main questions and sub-questions will be fine-tuned and 
further developed by the ET. The ET will also be responsible for developing the 
evaluation matrix, related indicators, tools and methods. 

5 Methodology 

20. The evaluation will adhere to the United Nations Evaluation Group (UNEG) Norms and 
Standards8 and be in line with the Office of Evaluation (OED) Manual and 
methodological guidelines and practices.  

21. The methodology for this Final Evaluation will be defined by the evaluation tea. These 
Terms of Reference (ToRs) suggests an overall approach for conducting the 
evaluation and potential tools that will likely yield the most reliable and valid answers 
to the EQs within the limits of resources.  

22. Final decisions about the specific design and methods for the evaluation should 
emerge from consultations among the project team, the evaluators and key 
stakeholders about what is appropriate and feasible to meet the evaluation purpose 
and objectives and answer the EQs.  

23. The evaluation will adopt a consultative and transparent approach with internal and 
external stakeholders throughout the evaluation process. Triangulation of evidence 
and information gathered will underpin its validation and analysis and will support 
conclusions and recommendations. 

24. The overall methodological approach will reflect the new CDEF structure methods and 
tools. The investigation will make use of both qualitative and quantitative tools, 
meant to complement each other. The evaluation team will be free to use two or 
more of the tools/methods listed below having also the possibility to choose others 
as deemed fit to answer EQs: 

- desk review, interviews and focus groups with project stakeholders; 

- stakeholders’ mapping and analysis (identify the degree of their power, 
opposition and support to the intervention); 

- visits to on-the-job-training project pilot sites; 

- timeline series analysis of interventions undertaken and skills applied; 

                                                
 
8 http://www.uneval.org/document/detail/21 
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- capacity questionnaire; 

- knowledge, attitude and practices (KAP) survey; 

- network analysis; 

- outcome harvesting/mapping 

- descriptive/inferential analysis of survey results; 

- quantitative comparative analysis (QCA); 

- individual capacity building index (ICBI), indicators of sustainable capacity 
development (ISCD) and national capacity index (NCI), etc. 

25. To the extent possible, this Final Evaluation will also refer to the Project Result Matrix 
(its objectively verifiable indicators) and Risk Management Matrix to frame the 
investigation. 

6 Roles and responsibilities 

26. This section describes the different roles that key stakeholders play in the 
design and implementation of the evaluation.  

27. The Office of Evaluation (OED), in particular the Evaluation Manager 
develops the first draft ToR with inputs from Project Task Force and 
Evaluation Team Leader.  

28. The FAO Budget Holder and Lead Technical Officer assists the Evaluation 
Manager in drafting the ToR, in the identification of the consultants and in 
the organization of the mission. The Evaluation Manager is responsible for 
the finalization of the ToR and of the identification of the evaluation team 
members.9 The Evaluation Manager shall brief the evaluation team on the 
evaluation methodology and process and will review the final draft report 
for Quality Assurance purposes in terms of presentation, compliance with 
the ToR and timely delivery, quality, clarity and soundness of evidence 
provided and of the analysis supporting conclusions and recommendations 
in the evaluation report.  

29. The Office of Evaluation (OED) also has a responsibility in following up with 
the Budget Holder for the timely preparation of the Management 
Response and the Follow-up Report to the Management Response.  

30. The Project Task Force, which includes Budget Holder, the Lead Technical 
Officer and the Team of the project to be evaluated, are responsible for 
initiating the evaluation process, providing inputs to the first version of the 
Terms of Reference, especially the description of the background and 
context chapter, and supporting the evaluation team during its work. They 
are required to participate in meetings with the evaluation team, make 
available information and documentation as necessary, and comment on 

                                                
 
9 The responsibility for the administrative procedures for recruitment of the team will be decided on a 
case-by-case basis. 
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the terms of reference and report. Involvement of different members of the 
Project Task Force will depend on respective roles and participation in the 
project. The Budget Holder is also responsible for leading and coordinating 
the preparation of the FAO Management Response and the Follow-up 
Report to the evaluation, fully supported in this task by the Lead Technical 
Officer and others members of the Project Task Force. Office of Evaluation 
(OED) guidelines for the Management Response and the Follow-up Report 
provide necessary details on this process. 

31. The evaluation team is responsible for further developing and applying 
the evaluation methodology, for conducting the evaluation and for 
producing the evaluation report. All team members, including the 
Evaluation Team Leader, will participate in briefing and debriefing 
meetings, discussions, field visits, and will contribute to the evaluation with 
written inputs for the final draft and final report. The evaluation team will 
agree on the outline of the report early in the evaluation process, based on 
the template provided by the Office of Evaluation (OED). The evaluation 
team will also be free to expand the scope, criteria, questions and issues 
listed above, as well as develop its own evaluation tools and framework, 
within time and resources available and based on discussions with the 
Evaluation Manager, consults the Budget Holder and Project Task Force 
where necessary. The evaluation team is fully responsible for its report 
which may not reflect the views of the Government or of FAO. An 
evaluation report is not subject to technical clearance by FAO although the 
Office of Evaluation (OED) is responsible for Quality Assurance of all 
evaluation reports.  

32. The Evaluation Team Leader guides and coordinates the evaluation team 
members in their specific work, discusses their findings, conclusions and 
recommendations, and prepares the final draft and the final report, 
consolidating the inputs from the team members with his/her own.  

7 Evaluation team composition and profile 

33. The evaluation team will be comprised of two experts, one international and one 
regional or national expert, with an appropriate balance of relevant technical 
expertise and experience in evaluation. The team will have expertise in: 

a. evaluation of capacity development interventions; 

b. project/programme management; 

c. regional/national experience; 

d. institutional/governance-related issues; 

e. irrigation systems and national water resources management; 

f. gender and social inclusion issues and approaches; 

g. qualitative and quantitative analysis skills in assessing empowerment and 
capacity development. 
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8 Evaluation products (deliverables) 

34. This section describes the key evaluation products the evaluation team will be 
accountable for producing. At the minimum, these products should include: 

a. Evaluation Matrix.  

b. Outline report. 

c. Draft evaluation report - the project team and key stakeholders in the 
evaluation should review the draft evaluation report to ensure that the 
evaluation meets the required quality criteria. 

d. Final evaluation report: should include an executive summary and illustrate 
the evidence found that responds to the EQs listed in the ToR. The report 
will be prepared in English with numbered paragraphs, following the 
Office of Evaluation (OED) template for report writing. Supporting data 
and analysis should be annexed to the report when considered important 
to complement the main report. Translations in other languages of the 
Organization, if required, will be FAO’s responsibility.  

e. Evaluation brief and other knowledge products or participation in 
knowledge sharing events, if relevant. 

 

9 Evaluation time frame 

35. The evaluation is expected to take place between end of March and June 2016. The 
timetable in the box below shows a tentative programme of travel and work for the 
evaluation team. It will be finalized upon the recruitment of the evaluation team. 

 

Task Dates Responsibility 
ToR finalization 24 March 2017 Evaluation Manager 

(EM) with Project Task 
Force (PTF)  

Team identification and recruitment  17 March 2017 EM with PTF 
Reading background documentation 20 March-7 April 

2017 
EM for ToR 
development; 
Evaluation Team Leader 
(ETL) and evaluation 
team (ET) for 
preparation of the 
evaluation 

Briefing of ET 28-30 March 2017 EM, when necessary 
supported by PTF 

Mission to Afghanistan End of April 2017 ET 
First draft for circulation End of May 2017 ETL with support from 
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NC and EM 
Final draft for circulation Early June 2017 ETL with support from 

NC and EM 
Final Report  Mid-June 2017 ETL and EM 
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10 Appendices 

Appendix 1. Evaluation sub-questions 

1. Sub-questions are presented below under each main question. 

Design 

EQ1: To what extent has the project responded to pre-existing needs and 
capitalized on existing capacities? 

ü Did the project adequately address the constraints, mainly regarding staffing, at 
central and local level? 

ü Is the project work plan appropriate to address identified capacity needs and 
goals in irrigation systems and water resources management as well as in 
irrigation project implementation? 

ü Does the project design cover the three dimensions of capacity development 
(enabling environment, organizations and individuals) establishing virtuous 
connections among them? 

ü Were project beneficiaries clearly identified? 
ü Were gender equality and youth participatory dimensions addressed in the 

project design? 
ü Did the project capitalize on other projects on irrigation or irrigation-related 

capacity development interventions (FAO or non-FAO)? Have overlaps been 
avoided and synergies established? 

ü Did the project document include detailed Project Result and Risks Management 
Matrices? 

ü Was the activities revision in 2015 the result of the project effort to adapt to 
changed Irrigation Department and national needs? 

Results 

Individual level 

EQ2: To what extent did project target beneficiaries to enhance their skills and 
knowledge? 

ü Which new knowledge and skills have Irrigation Department, DAILs staff and 
farmers acquired? 

ü What new skills in planning, implementing and monitoring irrigation-related 
projects did the participants value most? 

ü To what extent have they used in their work the new knowledge/skills acquired? If 
so, what examples can be identified? 

ü Did the participation in training sessions improve target beneficiaries 
coordination and leadership skills? 

ü To what extent did the on-the-job-training and technical manuals produced, offer 
to target beneficiaries comprehensive experience, guidance and knowledge 
material ensuring replicability of good and quality practices? 
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Organizational level  

EQ3: To what extent has the project improved the performance of the Irrigation 
Department and DAILs of the Ministry of Agriculture, Irrigation and Livestock in 
formulating, managing, monitoring and evaluating irrigation management 
systems development projects? 

ü What partnership has the project established, with particular reference to national 
organizations (non-governmental organizations, research institutes, private 
companies)? 

ü To what extent the roadmap for institutional strengthening and capacity 
development plan for the Irrigation Department contributed to Irrigation 
Department and DAILs of the Ministry of Agriculture, Irrigation and Livestock 
empowerment? 

ü To what extent the on-the-job-trainings contributed to Irrigation Department and 
d DAILs capacity development needs? What were the outcomes achieved in the 
on-the-job-training pilot sites, in terms of improved on-farm water management 
technologies? 

ü To what extent has the established database regarding irrigated agriculture 
contributed to improve Irrigation Department capacities in the planning and 
development of irrigation plans and programmes in the country? 

ü Does the organization perceive itself as better positioned and skilled to cover its 
role and perform its duties? If this is the case, what examples in this respect could 
be identified? 

ü To what extent other government institutions and donors perceive this change? 
ü Have other institutions expressed interest in capacity development opportunities 

due to their involvement in the training? 
ü Did the Irrigation Department make efforts to mobilize further human and 

financial resources as a result of a better planning? 
ü How and to what extent did the RM lessons learned from the other project 

activities?  
ü To what extent have women been involved in the above-mentioned capacity 

development process and benefited from it in terms of access to capacity 
building and employment opportunities? 

Enabling environment 

EQ4: What are the outcomes of political and technical consultations conducted 
within the project framework?  

ü How are the identified results at policymaking level enhancing the enabling 
environment? 

ü Is this in line with national needs and priorities on irrigation systems 
management? 

ü Has there been any improvement in the capacities of stakeholders in designing 
and implementing policies and regulations? 

ü To what extent has inter-ministerial coordination and institutional integration ben 
promoted, in terms of irrigation policy/programme development and 
implementation? 
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ü Did the project contribute to cooperation among key actors in the country in 
irrigation management systems? 

ü Are the targeted institutions better positioned to assess their own needs and 
request ad hoc support? 

Sustainability and lessons learned 

EQ5: How sustainable are the project’s achieved results at enabling environment, 
organizational and individual levels? 

ü Are there any changes in enabling environment, individuals’ capacities and 
Irrigation Department/DAILs performance that are likely to foster sustainability 
and replication of project activities, after the project completion? To what extent 
is this attributable to the project? 

ü Have national and local institutions been prepared to carry out the activities after 
project completion? What financial arrangements have been made to carry out 
the activities after the project? 

ü What are the plans/strategies of the Irrigation Department in coordination with 
the Ministry of Agriculture, Irrigation and Livestock to continue the improvement 
of the capacity and results of the Directorate? 

ü Are capacity development (in all forms) activities embedded in the planning of 
the Ministry of Agriculture, Irrigation and Livestock? 

EQ6: What lessons learned can inform future similar FAO and/or JICA’s projects?  

ü What priority needs should still be addressed in the country in terms of inter-
ministerial coordination and support to the reform of the Afghan Irrigation 
Sector? 
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Appendix 2. Project Result Matrix 

Project Name: The Project for Capacity Development and Institutional Strengthening of the Ministry of Agriculture, Irrigation and Livestock (Capacity 
Development and Institutional Strengthening CDIS)) 
Project Duration:  five years (2012/05/30 ~ 2017/05/29)   
Target Areas: Kabul Province 
Output 2/GCP/AFG/078/JICA: Capacity Development of the Irrigation Department of the Ministry of Agriculture, Irrigation and Livestock of the Islamic 
Republic of Afghanistan. 
 

PDM (Version 1: February 2014) Revised (22 July 2015) 

Activities 
Objectively Verifiable Indicator 

(O.V.I.) 
Activities 

Objectively Verifiable Indicator 
(O.V.I.) 

2-1 Conduct institutional analysis 
and capacity assessment of 
the Irrigation Department. 

 2.1 Continued updating of the 
institutional and capacity status of 
the irrigation staff under the 
Irrigation Directorate and the DAIL 
offices. 

2.1 The 'Roadmap' for Irrigation 
Department's institutional 
strengthening and capacity 
development is prepared and 
updated based on 
institutional analysis and 
capacity assessment 

2-2 Prepare a roadmap for 
institutional strengthening of 
the Irrigation Department and 
a capacity development plan 
for the Irrigation Department. 
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2-3 Hold political and technical 
consultation regarding 
policies and upper-level plans 
of the Irrigation Department. 

 2.2 Organization and participation in 
national and regional level 
consultations on irrigation policies, 
plans and programmes. 

2.2 Various contributions are 
made to formulate and 
substantiate the National 
Irrigation Policy and 
Programme. 

2-4 Implement pilot project(s), 
mainly rehabilitating existing 
irrigation facilities, aiming to 
train trainers in formulating, 
managing, monitoring and 
evaluation (M&E) of irrigated 
agricultural development 
projects through on the-job-
training. 

2-2 X% of the Irrigation Department 
officers is trained and certified as 
master trainers by May 2017. 

 
2-3 Y% of the Irrigation Department 

officers is trained on irrigated 
agriculture development 
techniques by May 2017. 

 
2-4 Z% of the Irrigation Department 

officers is able to prepare 
specification documents and check 
the quality of works contracted out 
regarding 
installation/rehabilitation of 
irrigation facilities by May 2017. 

2.3 Implementation of pilot projects, 
aiming to train irrigation staffs on 
formulating, implementing, 
managing, monitoring and 
evaluating irrigation sub-projects 
through on-the-job-trainings. 

2.3 30 technical staffs of the 
Irrigation Department and the 
DAILs are trained on 
formulating, implementing, 
managing, monitoring and 
evaluating irrigation sub-
projects through on-the-job-
trainings in implementation of 
pilot projects. 

2.4 Practical demonstration of 
appropriate on-farm water 
management technologies and best 
agricultural practices through 
conduction of pilot demonstrations. 

2.4 20 staffs of the Irrigation 
Department and the DAILs 
are trained through different 
field demonstrations on 
appropriate on-farm water 
management technologies 
and agricultural practices to 
play their role as trainers of 
these subjects. 
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2.5 Conduction of formal and informal 
trainings to irrigation staff of 
Irrigation Department and provincial 
DAIL offices for their knowledge and 
skill enhancement in English 
language, computer skill as well as 
in all relevant topics related to 
irrigated agriculture. 

2.5 120 staffs of the Irrigation 
Department and the DAILs 
are trained through different 
formal and informal trainings 
in various topics related to 
job performance including 
irrigation technologies, 
English language and 
computer skill. 

2-5 Conduct training in Japan 
and/or third countries to 
complement the on-the-job-
training 

 2.6 Conduction of trainings and 
observation tours related to modern 
irrigation technologies and 
irrigation planning and policy 
formulation in Japan and third 
countries to complement the on-
the-job-training. 

2.6 25 staffs of the Irrigation 
Department and DAILs are 
trained in Japan and/or third 
countries on modern 
irrigation technologies, 
irrigation planning and policy 
formulation. 

2-6 Formulate a strategy to 
establish a database 
regarding irrigated agriculture 
based on experience of the 
on-the-job-training and 
relevant training programmes. 
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2-7 Formulate, accumulate and 
share technical manuals on 
irrigated agriculture for the 
Irrigation Department's 
officers and farmers based on 
lessons learned through the 
on-the-job-training and 
relevant training programmes. 

2-1 Manuals (compilation of case 
studies) for irrigated agriculture 
development are drafted and 
revised through actual use by May 
2017. 

2.7 Preparation of technical manuals on 
irrigation sub-project 
implementation procedure, 
technical specifications and training 
manuals on various relevant topics 
of irrigated agriculture. 

2.7 10 manuals (Technical, 
Procedural and Training 
manuals) are prepared in 
various relevant subjects of 
irrigated agriculture. 

2-8 Conduct training to the 
officers of the Irrigation 
Department, provincial 
DAIL(s), and farmers in the 
target areas (the trained 
trainers through Training of 
Trainers) 

2-5 α% of the farmers in the target 
areas is trained on irrigation 
management at the demo farms by 
May 2017. 

 
2-6 β% of the farmers in the target 

areas tries the learned irrigation 
management on their own farms 
by May 2017 

2.8 Establishment of a Resource Centre 
that is equipped with 
database/documents/reports/books 
on irrigated agriculture in general 
and with more focus on irrigated 
agriculture in Afghanistan. 

2.8 A well-equipped Resource 
Centre with digital database, 
documents, reports and 
books etc. on irrigated 
agriculture is established. 
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Appendix 3. CDIS project implementation structure 

 

H.E. Minister, 
Ministry of Agriculture, Irrigation and Livestock(MAIL),

The Chairman of Joint Coordination Committee(JCC)
JICA Afghanistan Office

JICA 
Expert 
Team

�Project Management Unit�

Project Implementation Structure (Draft) Ministry of Energy 
and Water�MEW)

�Beneficiaries�

Ministry of Rural 
Rehabilitation and 

Development�MRRD)

�Joint Coordination Committee�

Farmers, Rural Communities, Afghan Nationals 

Other Development 
Partners

MAIL Officers in PPDG ,PGD, 
ID, RD, and EDG

Researchers  in BBAES and 
other regional stations

Kabul DAIL Officers  
and others

Director General,
Planning & Policy General 

Directorate (PPGD) 
The Head of JTCG for �Output 1�

Director,
Irrigation Directorate

(ID)

Director General,
Program General Directorate

(PGD) 
Director General, 

Agricultural 
Extension
General 

Directorate
(EDG)

Director, 
Agricultural 

Research 
Directorate

(RD)

Chief of Staff Office

�Relevant organizations, ARD Cluster m/o, etc�

Head of Badam Bagh Agricultural 
Experimental Station (BBAES)

Joint Technical 
Coordination 
Group (JTCG)  

for �Output 1�

Joint Technical 
Coordination Group 

(JTCG) for �Output 3�

H.E. Deputy Minister 
(Irrigation & Agricultural 

Infrastructure) 

The Vice chairman of JCC, 
The Head of JTCG for 
�Output 2�

H.E. Deputy Minister
(Technical Affairs)

The Vice chairman of JCC,
The Head of JTCG for �Output 3,4�

Joint Technical 
Coordination Group 

(JTCG) for �Output 2�

Joint Technical 
Coordination 
Group (JTCG) 

for �Output 4�
Director, Kabul Provincial DAIL (and others)

Annex IV

Output 2 
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