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Recommendation 1. 

IDS projects need to be 

designed with a longer 

lifespan, and, when 

possible, accounting for 

concrete follow-up actions 

beyond the project 

lifespan, considering the 

complexities and 

difficulties in building milk-

processing facilities and 

developing competent 

management structures to 

sustainably operate and 

generate profits. 

Accepted Dairy unions own it and are equipped with trained 

manpower in milk collection, processing, and 

marketing. The entire facility has been set up with the 

active and comprehensive participation of the 

beneficiary farmers who are the owners of commercial 

enterprises supported by the project. On the other 

hand, Afghanistan's political, economic and security 

conditions are not stable, and with the change of 

government and even the minister, all policies and 

strategies have changed, and as a result, the public and 

private sectors have suffered. Newly inexperienced 

unions cannot adapt to changing conditions in a short 

time. However, additional two years of support would 

strengthen further their capability and it is needed to be 

taken actions as follows: 

i. Enhancing marketing networks and market 

promotion campaigns for dairy products. 

ii. Train, advice, and support unions/association 

leadership in management, governance, 

accounting, networking, marketing, and other 

aspects to improve the dairy industry business. 

iii. Assistance to help develop and strengthen the 

technical capabilities of manpower working in the 

dairy sector to especially implement the integrated 

dairy programs including how to set up a dairy 

business, business management under cooperative 

ownership, and overall dairy development 

practices. 

Additional support was sourced from a number of 

partners to ensure long term sustainability and the 

impact of that was also follow on and larger scale 

The deteriorated security before 

August 2021 and after political 

turmoil on in Afghanistan; there was 

a huge downturn of the economy as 

well as socioeconomic situation 

worsened in the country, adversely 

affected the purchasing power of the 

majority of the population. 

Consequently, there has been a 

decrease in the demand for dairy 

products. Additionally, IFAD stepped 

back to provide support to the 

project funded by IFAD. However, 

despite these challenges, Kabul and 

Balkh dairy businesses have 

managed to sustain their operations 

and have even expanded their 

presence in the dairy market using 

their own resources. Recognizing the 

need for support, the FAO has 

provided training and advice to the 

leadership of the dairy union to 

address their specific needs and 

challenges. 

In a nutshell, the socioeconomic 

situation and the overall external 

environment are not very conducive 

these days for international 

communities to further finance the 

development programme 

particularly dairy processing plants. 

Advancing Despite the 

challenges 

following the 

political changes; 

the dairy unions 

have been trying 

to keep continue 

their businesses 

and recently found 

some new 

opportunities for 

scaling up. 
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investments based on the small Kabul model with larger 

scale facilities in milk processing and long term local 

institutional development, funded by the Government 

of Italy in Herat, IFAD in Nangarhar and Kabul (value 

USD 16.1 million). 

Though there is no restriction to 

emergency assistance. Therefore, 

the pipeline proposals are still in 

mothball. 

After political turmoil in August 

2021, Afghanistan faced significant 

socio-economic challenges, leading 

to a difficult business environment, 

and hindering long-term agricultural 

and food development efforts. The 

country's instability and uncertainty 

have made it tough for businesses to 

operate efficiently. Moreover, the 

lack of support for agriculture has 

limited access to livestock and 

animal health services, modern 

farming practices, and markets. 

These factors have impeded 

agricultural productivity and 

farmers' livelihoods. 

The country is also adversely affect 

by strict rules of de facto authorities 

like  Basic rights and freedoms were 

stripped from girls and women, 

suppressing their organization and 

ban their working in the public 

offices/ministries. The already fragile 

economy, heavily now reliant on 

external aid, contracted by 25% over 

the past two years. Coupled with the 

impact of a severe drought, 
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Afghanistan currently ranks among 

the world's poorest nations. The 

events of 2021 and subsequent 

shocks have further deteriorated 

living conditions for Afghan 

households, while the  restrictive 

policies of de facto authorities on 

women's education and 

employment hinder the country's 

recovery prospects. 

Recommendation 2. 

Projects focused on IDS 

need to assess and account 

for the impacts of climate 

change and climate-

induced risks such as water 

scarcity, feed quality and 

diseases. 

Partially 

accepted 

The approaches and investments promoted by the 

project are environmental-friendly and tailored to the 

local production environment with available local 

resources. Improved fodder production and the 

introduction of more efficient livestock breeds help 

reduce the pressure on the natural resource base and 

take into account climate change issues. Recurrent 

natural hazards such as severe drought can endanger 

prospects of sustainability and would have to be 

mitigated. Project activities also generated a number of 

side benefits such as cow dung which is used for both 

fuel at the household level (and thereby reduces the 

need for firewood), and also a replacement for artificial 

fertilizer for other crops and vegetable production. 

The agricultural approaches promoted by the project 

are suitable in a context of a rapidly changing climate. 

Droughts (and floods) and livestock disease outbreaks 

are possible climate change situations that can the 

sustainability of interventions in the long run. 

The following actions should be taken place: 

After the political upheaval in August  

2021; most of the development 

projects/programme either put on 

hold or suspended. 

Furthermore, the project area has 

been affected by drought, and there 

is a lack of control measures for 

animal infection diseases, 

particularly Lumpy Skin disease and 

FMD. As a consequence, a significant 

number of dairy animals have been 

affected by these diseases. 

FAO support the dairy union by 

provided vaccine for control of the 

LSD and FMD. 

In addition, FAO, developments 

partners and resource partners  

strictly followed the Environment 

and Social Framework in projects 

designing and implementation. 

Advancing The vaccination 

program's success 

in preventing 

mortality, lowering 

treatment costs, 

reduced instances 

of abortions, and 

mitigating 

infertility 

contributes to 

improved cattle 

productivity. 



Ex-post evaluation of the project “Development of Integrated Dairy Schemes in Afghanistan” – Follow-up report 

4 

Ex-post evaluation of the project “Development of Integrated Dairy Schemes in Afghanistan” – Follow-up report 01/2024 

Evaluation 

recommendation 

Management 

response 

Accepted, 

Partially 

accepted or 

Rejected 

Management plan 

Actions to be taken, and/or comments about partial 

acceptance or rejection 

Description of actions actually 

taken, or reasons for actions not 

taken 

MAR Score Impact of, or 

changes resulted 

from taken 

actions 

i. Vaccinations and internal and external parties are 

some of the measures that can be used to combat 

these possible hazards. 

ii. Demonstrate drought-resistant improved varieties 

of fodder, and will encourage farmers to raise 

productivity by adopting better feeding practices. 

iii. Assistance in improving winter animal feeding (hay, 

silage, and urea treatment) and housing will also be 

provided. Timely and affordable delivery of 

concentrate feed to dairy farmers will be facilitated 

either through the dairy unions’ feed mills or 

private feed mills. 

iv. Develop marketing Infrastructure for improved 

fodder crop seed and concentrated feed. 

v. Developing a ration balancing program to improve 

productivity and quality of animal production 

optimizes feeding costs and enhances the farmers' 

income. 

vi. In times of need, the feed manufacturing units were 

also a source of shared and essential income for the 

co-operatives and enabled them to ensure that 

their members and surrounding communities were 

able to maintain productive animals and thereby 

ensure resilience in incomes.  

All feed mills operate based on locally available 

materials and, as the co-operatives developed longer 

business experiences, they were able to benefit from 

economies of scale in the sourcing of inputs and 

participating in improved market opportunities for 

income for their members. This proved very sustainable 
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and profitable for the co-operatives and most had 

healthy cash reserves by the end of the project. 

Additional follow on investments enable some 

upscaling of these facilities with equally good resulting 

profits, economic sustainability, and importantly, also 

environmental sustainability based on the optimised 

use of locally available materials versus imported food 

or feedstuffs.  

Recommendation 3. 

Projects focused on IDS 

should extend assistance to 

private dairy enterprises 

and support province-level 

dairy unions. 

Partially 

accepted 

During the implementation period of the 

GCP/AFG/040/GER project, very few private dairy 

enterprises existed in the project targeted area. Only 

micro-scale milk processors (50 – 200L/day capacity at 

shop level) existed and produce yoghurt, cheese, quark, 

and butter. The IDS  resulted in the encouragement and 

creation of new and expanded dairy enterprises.  

Under the ongoing project (UTF/AFG/080/AFG) at the 

national level, the Afghanistan Dairy Producers 

Association (ADPA) was established. The Association is 

an umbrella organization for all dairy private sector 

processors, dairy unions, suppliers of dairy inputs, and 

other stakeholders. 

Using this umbrella group, the below actions are 

needed to address the mentioned recommendation: 

i. Strengthen the management skills of the 

Afghanistan Dairy producer association to manage 

the dairy business and especially marketing. 

ii. Development of independent staff and 

management structures for the dairy schemes 

including their dairy and feed processing plants. 

As stated above, the political 

situation, narrowed down the donor 

community’s focus on the 

emergency response and there is no 

more funding for development 

sector. But FAO technically 

supported and provided emergency 

assistance to both Dairy unions and 

private dairy enterprises to keep 

continue their business. 

Advancing With extension of 

assistance to 

private dairy 

enterprises and 

province-level 

dairy unions 

enable them to 

keep their 

business continue 

and keep their 

livelihoods in the 

challenging 

period. 
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iii. Creation and development of structures for 

financial management and performance 

monitoring of the dairy scheme. 

iv. Upgraded and diversified dairy processing capacity 

and facilities of milk into UHT and pasteurized milk, 

yoghurt, buttermilk, butter, cream, cheese, and 

other market-based products. 

v. Enhanced dairy market linkages for increasing 

volumes and efficiencies of selected local dairy 

value chains. 

vi. Significantly expand the forward and backward 

linkages in the dairy value chain. 

vii. Strengthen dairy producer organizations (milk 

producers, provincial unions, central associations, 

and private sector) for increased marketing of dairy 

products. 

viii. Improve food safety issues and procure Veterinary, 

HACCP and ISO certificates. 
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