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Overview

Over the past years, NAC has supported rural communities, those in the most
vulnerable situation to natural disasters, in Badakhshan, Daikundi, Faryab and
Ghazni in reducing the risk for and impact of climate change through, among
other things, the construction of protective infrastructure. The support has
included the construction of gabion walls, water reservoirs, aqueducts, syphons,
check dams, diversion dams, intakes, water dividers, sandy dams, local water
schemes, protection and retaining walls, and other infrastructure construction or
rehabilitation that focused on protecting land, soil, and trees from the effects of
natural disasters or climate change.

Recently, we conducted a rapid assessment of a few of these projects to learn
about their status and outcomes and to see how things have changed since the
projects were completed. Our teams visited the project sides, talked to
community members, and re-assessed the vulnerability status. As part of this, we
looked back at the disaster history of each site - what type of disasters are
common and what has happened since the protection was put in place.

This report brings together what we found from four of those sites. For each
one, we explain why the community was chosen, what they were going through
before the project, and what their situation looks like today. The four infra
projects covered here are:

* Acheck dam in Khaar Khasha village, Andar District, Ghazni

e Aprotective wall in Bedaki and three neighbouring villages, Qaisar
District, Faryab

e A protective wall along the Shinya stream, Shahristan District, Daikundi

e A protective wall in Bazar-e-Etifaq, Yaftal-e-Payan District, Badakhshan



Community and site selection

A core part of our work in supporting Afghan communities to reduce the risk and impact of
natural disasters is to partner with and strengthen the capacity of community-level NRM and
DRR committees. We
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NRM and DRR committee members serve as key actors beside NAC engineers in managing
the day-to-day works in the project sites.

A key part of this approach is ‘community contracting’, a process where the sourcing of
materials and labour is based on the partner community to the extent possible. Where
materials such as stones, gravel, or sand are locally available, residents are engaged to
gather them. Skilled and unskilled labour is likewise sourced from community members
(often through a cash-for-work modality) injecting additional economic benefits into the
community and further promoting ownership and sustainability of the infrastructure.

After the completion and handover of the projects, the communities -particularly the NRM
or DRR committees - take responsibility for their care and maintenance.

Overall, these processes aim to build community self-reliance by strengthening local
capacity, promoting ownership, and ensuring communities can manage risks and maintain
infrastructure independently when NAC is not there.



Case 1: Check Dam in Andar District, Ghazni Province

Project details

Project code GZN_INFRA 003 2024

Type of project Stone masonry check dam - 35m long, 8.5m high, holds up to 13,000
m3 of water

Total cost USD 33,478 (including USD 1,200 community contribution)

Completed date June 2024

Funded by Norad - Addendum to ERA 1|

Villages covered Khaar Khasha, Akhundkhel, Khozaei and neighbouring villages

Location (GPS) Latitude: 33.432144°, Longitude: 68.339903°

Before the intervention

Akhund Khel, Khaar Khasha, and Khozaei are villages in the western part of Andar District in
the foothills of the Waghaz mountains in Ghazni province. For years they were facing two
related problems: low rainfall and sudden floods. According to community members, these
problems have become more severe over time and have worsened since 1396 [2018], as dry
periods have lasted longer due to climate change. With less snow and rain, vegetation on the
hillsides disappears, leaving the soil dry and hard. When rain finally falls, the ground cannot
absorb the water, so it runs quickly down the slopes and causes flash floods'.

The impacts of the intervention have been considerable. Community members estimate that
at least 500 Jeribs [100 hectares] of agriculture land were being impacted by flash floods and
drought in this area. Wheat, potatoes, beans, and grapes are the main sources of livelihood
like many other parts of Afghanistan, and they were regularly hit by either flood or drought.
In one sudden flooding incident in August 2022, for example, more than 20 mud-brick houses
and hundreds of jeribs of agricultural land and orchards were submerged, as reported by
farmers.

For decades, the karezes? were the main source of irrigation water but in recent years, many
karezes in these villages have stopped functioning due to prolonged drought, which has
lowered groundwater levels, and damage caused by flash floods. As a result, farmers have
switched to other ways of getting water, mainly deep wells with solar pumps. This has made
the problem worse: as more people pump from the same groundwater, the water level
keeps dropping, and wells have to be drilled deeper and deeper to provide access to both

1 Prolonged dry periods reduce vegetation cover and harden soil, significantly lowering its capacity to absorb rainfall. When
rain eventually fell, runoff increased sharply, raising flash flood risk even from moderate rain events. See: IPCC Sixth
Assessment Report (2021), Chapter 11: Weather and Climate Extreme Events. Available at:
https://www.ipcc.ch/report/aré/wgi/downloads/report/IPCC_AR6_WGI_Chapterit.pdf

> Afghan karezes (or qanats) are ancient, sustainable underground irrigation systems.
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irrigation and drinking water. The excessive digging of wells depletes the aquifer and has a
long-term negative impact on the environment. The fact that the check dam has helped
replenish ground water is a major positive impact on the environment.

After the intervention

Floods still come, but what communities experience now is different. The constructed check
dam holds back floodwater and stores it for later use as irrigation water. Recently in April
2026 (between 1-6 April) Andar district experienced continuous heavy rainfall, which caused
significant flooding and damage in other parts of the district. However, no flooding or
damage was reported in Khar Khasha, Khozaei, and Akhund Khail, which are protected by
the dam. Instead, the check dam effectively retained the excess water, preventing
destructive flows downstream and storing water that is expected to support agricultural use
during the dry season.

Impact — Results of the investments

e First and foremost, no casualties or injuries have occurred in the covered
communities due to flooding since the project was completed.

e More than 500 jeribs of agriculture land that had been impacted by floods and
drought are back in use and contributes to improved food security capable of
producing at least 185 tons of wheat, enough to feed more than 1,750 people
(FSAC, 2025).3

e The water level reportedly has come up by 5 to 8 meters in the communities
around the dam. It means, farmers no longer need to deepen their wells each year,
and some Karez channels are beginning to recover.

e The access road to the Kabul-Kandahar Highway has stayed intact through every
flood season since the dam was built. The annual repair costs that were paid by
communities are gone.

e The constructed check dam now reservoir roughly 13,000 m3 and provide a shared
water storage for smallholder farmers and for Kuchi (nomadic) herders.

e Farmers are collecting the fine and nutrient rich sediment that builds up behind the
dam and using it to improve their soil. Something that used to cause damage is
now helping fields produce more.

e The estimated AFN 850,000 [equivalent to USD 13,100] that communities used to
spend every year rebuilding after floods now can be invested in other areas.

3 World Food Programme (WFP). FSAC. CASE STUDY - Impact evaluation of FAQ’s wheat input package programme in
Afghanistan. Available at:
https://fscluster.org/sites/default/files/documents/FAO_Afghanistan%20wheat%20cost%20benefit%20case.pdf#:~:text=With%
20the%20certified%20wheat%20seeds,on%20the%20local%20market%20and
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e The project has also contributed to the reduction of tension and conflict over
water, as reported by community members.

e There was areturn of the investments of USD 33,478 within 30 months as
community members no longer had to invest USD 13,100 in annual repairs. This
does not consider the stable yield due to protection of arable land. The 185 tons of
wheat farmers can grow with less risk of the impact of natural hazards has a
market value in Kabul of over USD 85,000 (with USD 465 per ton).

“Since the dam was built, | have not had to lower my pump once. The water is closer to
the surface now. That has never happened before”.

- Hazarat Gul, Farmer, Ghazni
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Case 2: Protective Wall in Qaisar District, Faryab

Project details

Project Code FYB_Infra_o02_2024

Structure Stone masonry protective wall - 140m long, 3.5m high (including
1.5m foundation)

Total cost USD 24,667 (including 10% community contribution)
Completed May 2024

Funded by Norad - Addendum Il

Location (GPS) 35.60349° N, 64.24886° E

Before the intervention

Arkalik, Bedaki, Khawaja-e-Zafara, and Zafaran are four villages in Qaisar District that share
the same Selro s (lw- a seasonal flood channel running through the middle of their land,
with houses, agricultural land including irrigation canals, gardens, and trees on either side.
For most part of the year the channel is dry, just an open rocky corridor. But when heavy rain
or snowmelt comes from the upper parts of the district, water rushes down into the channel
and turns it into a fast-moving flood pathway straight through the community.

Two things made it particularly dangerous. In several places along the Selro, the edge of
channel sat at the same level as the road and lands beside it - so when water rose, it spilled
straight over with nothing to hold it back. The channel also bends near the villages, and that
bend pushed floodwater sideways toward homes and fields rather than carrying it safely
downstream.

The result was massive damage every year, as documented in the community disaster
history. Of roughly 3,000 households in these four communities, nearly 600 houses were at
direct risk during the flooding season and about 1,250 jeribs of irrigated agricultural land,
along with the road and the school near to the Selro.

As reported by the community members a disaster occurred in 2023, when heavy rain in the
upper catchment sent water surging through the Selro and into the community. Ten houses
were destroyed and fifty more were damaged. Nearly half of the affected households were
displaced. In this incident, one of the community members told us that he lost 12 jeribs of his
agriculture land because the flood water covered the land with rocks and stones. Another
farmer reported losing 100 trees in that particular disaster incident.

As one community member put it, this one flood set back years of work and left many
families with nothing. Without a protective structure, there was nothing to stop it from
happening again.



“Season after season, floods damaged our roads, agricultural land, irrigation canals, our
gardens, shops, and our school. We lost something every year”.

- Community member, Qaisar district

After the project constructed

The 140-metre protective wall was built along the Selro to cut across the dangerous bend
and redirect floodwater back toward the centre of the channel. It also raised the barrier at
the spots where the channel edge had sat level with the road. Two full flood seasons have
now passed since the wall was completed.

Impact - what has changed

The flood seasons in 2024 and 2025 both passed without a single reported case of
damage to homes, agriculture land, or community infrastructure in all four villages
protected through this wall. According to the community members:

e Allthe 600 houses that had been at direct risk every year came through both
seasons safely - no homes damaged, no displaced as the result of flooding.

e About 50 jeribs of agriculture land that had been destroyed and left degraded by
years of floods are slowly being back under cultivation. Farmers are clearing the
debris and working to bring the soil back. They are optimistic about what the next
few years will bring.

e Land valuein the area have gone up. People who used to see the land in these
areas as unreliable are now willing to invest in it.

e Institutionalisation and ownership: the DRR committee with 15 members has
established and trained. They are responsible to look after the project and its
maintenance after handover in 2024.

e Theroad that used to be damaged or blocked every flood season has remained
safe through both 2024 and 2025.

“We have 35 jeribs of agriculture land with my brother. Before, most of it remained
uncultivated because it was not safe. Since last year we have cultivated 24 jeribs. The
remaining 11 jeribs are still filled with stones and sediment from past floods and need
further work to be restored”.

- Abdul Majid, a smallholder farmer




Case 3: Protective Wall Constructed in Shahristan District, Daikundi

Project details

Project code DKN_Infra_004 2024

Structure Stone masonry protective wall - 29om long, 3.5m high
(including 1.5m foundation)

Total cost USD 41,341 (community contributed sand and gravel)
Completed June 2024

Funded by Norad - Addendum to ERA Il

Location (GPS) Latitude: 33.793067°, Longitude: 66.471152°

Before the intervention

The Shinya stream flows through Shahristan district in Daikundi with strong currents every
spring, and unpredictable flash floods can occur at any time of the year. Nine communities
with more than 2,000 households live along this stream.

Before the construction of a protection wall, flooding from the stream caused recurring
damage each year to community assets on which all families relied. The most serious one, as
community members told us, was the community health clinic, the only health facility serving
mothers and children in this remote area of Daikundi. The clinic had been built by the
community beside the stream, with no protection from flooding. During the rainy season,
when water levels rose (sometimes in the middle of the night), clinic staff and healthcare
workers had no choice but to evacuate the facility. At such times, sometimes for several
days, the clinic remained closed, leaving families, especially women and children in need of
care, with nowhere to go. In addition, the destruction and damage of the road connecting
Jawuz Olya and Jawuz Sofla to the clinic and the local market was another issue that came
up in almost every conversation with community members. During every flood season, the
road was washed out or blocked, cutting off both communities for several days.
Furthermore, agricultural land across the stream was also at direct risk. According to
community members, at least 10 jeribs of farmland, with more than 500 fruit trees, lay
directly in the flood path.

The intervention

290-metre protection wall along the Shinya stream was constructed in 2024. The wall was
designed to mitigate the impacts of seasonal currents and unpredictable flash floods, which
as discussed had previously caused extensive damage to agricultural land, road
infrastructure, and public facilities.



Impact - what has changed

e The clinic has not closed once during the rainy season since the wall was
completed. Staff stay, the clinic stays open, and patients can always get care.

e Because the clinic is no longer at risk of flood damage, additional investments have
also been made. A WASH facility has been added, including separate toilets for men
and women, a water well, a solar power system, and handwashing points. These
have made the clinic safer and more practical for both patients and staff.

e Midwives at the clinic now delivers between 6 and 12 babies every week, without
interruption, serving more than 2,000 households across nine communities.

* Theroad connecting Jawuz Olya and Jawuz Sofla to the clinic and the market is
now protected from flood damage, so both communities have reliable access
throughout the year - including during emergencies.

e Around 10 jeribs of farmland and 500 fruit trees that were at risk are now
protected.

e Land that was previously part of the flood stream has become usable. Some of it
has already been turned into farmland.

“Now we work through the whole rainy season without any fear. We deliver 6 to 12
babies every week. These communities depend on us, and we are here for them”.

-Atifa, Midwife, Family Health House



Case 4: Protective Wall: Yaftal-e-Payan District, Badakhshan Province

Project details

Project Code BDK_INFRA_011_2024

Structure 110m protective wall

Total Cost USD 27,500 (including 10% community contributions)
Completed June 2024

Funded by Norad

Location Latitude: 37.301537 Longitude: 70.354681

Before the project - the problem

Bazar-e-Etifaq, with nearly 100 households, is one of the most disaster-prone communities in
Yaftal-e-Payan district of Badakhshan. The village faces different natural hazards, but
seasonal flash floods have been the most serious, threatening different parts of the villages.
A flood channel runs along one side of the village, separated by a soil barrier (S 4£) that
has been weakening over time due to erosion. With each flood, the barrier became thinner,
increasing risks and leaving people in constant fear of losing their homes and livelihoods.

This issue was first identified by DRR committee in 2019 as part of the community hazard
mapping, facilitated by NAC DRR team in Badakhshan. To reduce this vulnerability, and with
financial contribution from the community (10%), NAC constructed a 7om protection wall;
however, due to limited

Bazar - I- Etifaq Hazard Map %
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enough to protect the entire
community and only covered

part of the village — the upper

part of the village where flood
damage is usually higher. For
the remaining areas, the
community built temporary
stone barriers every year

before the flood season, : e 5w N

spending about AFN 150,000

annually, as reported by community members. These barriers were not strong and were
often destroyed by heavy floods. For example, in 2024, floods destroyed about 10 jeribs of
land in unprotected areas, along with livestock and houses.
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Continuing the interventions

Given that the initial wall only provided partial protection, the need for further intervention
remained. After the severe floods in 2024, the community, supported by NAC, re-assessed
risks and updated their hazard map. As a result, the protective wall was extended by an
additional 40 meters in 2024 under ERA Il to cover more vulnerable areas. Although this
expansion still does not protect the entire village, it has significantly reduced flood risks, as
seen during flooding events in 2026.

Impact - what has changed
e As adirect result of these interventions, the upper part of the community is now
protected, including:
o about 200 shops in the local bazaar
o 100 residence houses
o three schools/madrasa
o one community clinic

e Atleast 100 Jeribs of land have been protected.

* Soil erosion (as one of the core goals in construction of protective infrastructures)
has been reduced, helping prevent further land loss.

e The community has now an active DRR committees who can work on maintenance
of the constructed project as well as building on community resilience to flood and
natural

Despite these improvements, gaps remain, as about 50% of the community (however less
populated part) is still at risk. Therefore, further action is needed to fully protect Bazar-e-
Etifag. In line with NAC’s focus on community self-reliance, continued support will be
provided-especially to the DRR committee-to help mobilise local resources and manage
future improvements. This can be supported for example through establishing a community
savings system, enabling the community to maintain and expand the protective wall for
long-term resilience.
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Badakhshan: The upper part of
Bazar-e-Etifaq IN Yaftal-e-Payan is
now protected.

Faryab: 600 houses that had been at direct
risk in Qaisar are protected.

Please scan this QR code to watch a short video on how we implement these
community-led infrastructure projects.
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What we learned

Across all four cases, the problems were essentially the same. People were losing their
agriculture land and crops, their homes, their roads and clinics - not once, but every single
year. The findings from all project sites were consistent and highlight important lessons that
can inform the effective design and implementation of similar interventions in rural
Afghanistan.

A community-driven approach creates ownership, create self-reliance, and increases
sustainability: When communities are meaningfully involved in mapping, designing, and
taking responsibility during implementation, they develop a sense of ownership that outlasts
the project itself. This is not simply about participation for its own sake; it is about enabling
communities to build self-reliance by gaining the skills, confidence, and capacity to utilise
locally available resources, and to independently develop, manage, and maintain such works
overtime.

Infrastructure projects must be complemented by training and institutional support to
achieve its full potential: Physical infrastructure is essential, but it does not work in isolation.
The evidence from these four cases as well as our studies throughout ERA programme
consistently showed that protective structures achieve their intended objectives most fully
when they are combined with other supports and investments including investment in
institutional and governance such as CDMCs and DDMCs.

Climate change awareness at the community level shapes better design and
implementation: When communities particularly the NRM and DRR committees understand
why climate change is affecting them — not just that it is - they become better partners in
identifying solutions and planning appropriately for the future, as we saw throughout the
four cases. Climate change awareness helps communities articulate what is happening,
prioritise where protection is most needed, and anticipate how conditions may worsen.

Protective infrastructure is a cost-effective investment in creating livelihoods
opportunities: Across all four sites, the cost of not having protective infrastructure was
massive, paid every year in destroyed homes, flood affected land, and lost harvests. Just in
three community in Ghazni for example, they were spending an estimated AFN 850,000
yearly on flood recovery. It means that the total cost of the project will be return by less than
three years of recovery cost. While these projects not only protected but have actively
expanded livelihood and livelihood opportunities. Because most communities in these areas
are agro based, stabilising their land and water directly increases agricultural output and
create job opportunities.
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