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Introduction 
 

This document has been formulated as an amalgam of recommendations from the current 

programme remit and from the wide range of previous work1 undertaken by past 

consultancies, projects and programmes where still relevant. As a result, many of the 20 

recommendations contained within are not necessarily new but are still pertinent in the 

current context. In addition, ARAZI can be confident that the recommendations and overall 

strategic approach have been validated by multiple analyses and perspectives, both 

international and Afghan.  

 

Indeed, the background and context has changed little in recent years, the challenges and 

opportunities remain more or less the same and a somewhat repetitive cycle of investigate, 

review, report and recommend2 has set in at ARAZI without any apparent subsequent 

actions. If this introspective cycle is to be broken, then a way must be found to start to 

practically apply and embed the recommended reforms within the organisation so that 

genuine progress towards a strong platform of operation can be achieved in the coming 

years. 

 

This document, once again, makes a series of fundamental recommendations for 

improvement in ARAZI’s operational capability. Whilst originally the differing 

recommendations were intended to be split between ARAZI and the wider audience of MAIL 

and GIRoA, the practical benefits of doing so now appear limited and as a result this paper is 

best presented to both ARAZI and MAIL in its’ entirety. 

 

At the request of the World Bank, this document also contains a selection of briefing papers, 

developed originally as standalone documents for ARAZI, and other elements of the 

programme output in the annex section. For the sake of completeness, the first draft of 

ARAZI’s revised 5 year strategic and operational plan is also set out in the annex section. It 

should be noted that this document is subject to constant review and development by ARAZI 

itself and should therefore always provide a rolling 5 year “forward look” at the strategic and 

operational priorities of the organisation. For this reason, the attached annex may be out of 

date if much time has elapsed since the publishing of this report. Readers seeking the latest 

strategic and operational plan should contact ARAZI directly. 

Background and context3 
 

The Government of the Islamic Republic of Afghanistan (GIRoA) has been engaged in land 

administration, primarily as a means of collecting taxes, since the early 1900’s and this 

activity has historically been the responsibility of the Ministry of Interior Affairs and the 

Ministry of Finance respectively, subsequently transferred to the Ministry of Agriculture, 

Irrigation and Livestock (MAIL). 

                                                           
1
 Almost 50 prior reports and analyses from earlier programmes and consultancies were examined as part of the 

back ground research for this project. 
2
 The findings of the last institutional review of ARAZI were published as recently as April 2012 by the USAID 

LARA project team. 
3
 Extracted from the USAID LARA Institutional Assessment of ARAZI, 17 April 2012. 
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There continues to be a presumption that the tax rolls contain the names of the true owners 

of the land, and this has been codified in the Land Management Law of 2008. 

Attempts to improve the accuracy of the tax rolls and increase tax revenues from time to 

time, by relying on voluntary declarations by landowners (Land Declaration Law of 1960), 

met with little, if any, success leading to additional attempts to improve revenue generation. 

In 1963 AMLAK (Land Affairs) and Cadastre Directorates were created under the 

supervision of the Ministry of Finance resulting in the first accurate multi-purpose land 

inventory. 

However, this land inventory did not involve the document registration of the courts. In 1973 

the Cadastre was separated from the Ministry of Finance and merged into the Afghan 

Geodetic & Cartographic Head Office (AGCHO) leaving AMLAK without direct access to 

cadastre maps. 

Land reform was assigned to AMLAK, which completed a survey and collected information 

regarding 800,000 landowners and established new land quality classifications. AMLAK was 

transferred from the Ministry of Finance to MAIL in 1978, and thereafter, under Soviet 

influence, land reform focused on expropriation of large landholdings and redistribution to 

poor and homeless persons, which was generally unpopular. 

In 1991 land reform came to a halt and AMLAK lost most of its personnel and support. 

Nevertheless, AMLAK Department had limited operation until it was merged in 2010 with the 

Afghan Land Authority (ALA) which had been created in 2009 within MAIL. The ALA was 

created within the MAIL to act as a one-stop-shop for leasing state land to the private sector 

in order to improve land use and increase revenues for the government.  

On 31 August 2009, the Cabinet of Ministers by decision #24 followed by Decision of the 

Cabinet of Ministers #23 [sic], dated August 2010, merged AMLAK with the Independent 

Commission for the Restitution of Illegally Occupied Land, which had been created by 

Presidential Decree # 638 dated 22 April 2010, and ALA, naming the resulting organization 

ARAZI and consolidating more than 900 AMLAK employees with 337 offices spread across 

all 34 provinces. These offices are located in the capital of each province and most of the 

rural districts. 

ARAZI was granted all the authority and the responsibilities of AMLAK, ALA, and the 

Independent Commission for the Restitution of Illegally Occupied Land and has a primary 

role in carrying out many of the directives of the Land Management Law4. 

ARAZI has responsibilities in the areas of: 

1. Land inventory 

2. Land registration through the land rights identification process 

3. Land rights identification and settlement of rights (also called “tasfia”) 

4. Land transfer and exchange (primarily to other divisions of government) 

                                                           
4
 The Land Management Law of 2008 was enacted prior to the creation of ARAZI, and, therefore, does not 

assign specific tasks to ARAZI. 
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5. Land leasing to the private sector 

6. Land dispute resolution (due to the merger of the Independent 

    Commission for Illegal Occupied Land with ARAZI) 

The Land Management Law of 2008 delegates the authority to administer government and 

public land to MAIL and AMLAK was responsible for this administration. Currently ARAZI is 

largely responsible for carrying out this mandate. Thus, ARAZI only concerns itself with 

issues for government and public land that is not within the jurisdiction of municipalities.  

Through the tasfia process ARAZI is registering government and private land. In creating a 

land inventory, ARAZI asserts a right to survey all of Afghanistan to a resolution of 10 meters 

in order to ascertain the extent of state land. However, this surveying function appears to be 

assigned to AGCHO by Article 16 of the Land Management Law and is [one of many 

examples] of the current administrative confusion surrounding the individual roles of the 

various departments and ministries involved in administering land in Afghanistan. 

WB Support to ARAZI programme5 
 

One of the immediate tasks ARAZI is faced with is the need to increase its human and 

institutional capacity. Current capacity is too limited to deal with the vast challenges of land 

management across the Resources Corridor within a reasonable time frame. Over the next 

five years, ARAZI plans to establish and operationalize 6 regional offices in Herat, Balkh, 

Nangarhar, Helmand, Kabul and Kunduz. By taking land inventorying, land clearance, land 

leasing, and land rights enforcement to the sub-national level, the regional offices will serve 

as a bridge from Kabul to the rest of Afghanistan as well as supporting economic growth and 

commercial activities. 

 

However, ARAZI is suffering from lack of technical expertise with regards to land 

management systems and several of the positions advertised for these departments remain 

vacant. The reforms that have taken place at the Kabul headquarters have not been fully 

disseminated to regional offices. The structure and capacity in the regional offices are as 

they were during AMLAK management. Given that most of the land which ARAZI is 

managing is located in provinces, lack of capacity and the inability to disseminate a new 

reformed system to these provinces poses a major challenge. 

 

The objective of World Bank Support to ARAZI programme is to support the management of 

ARAZI with the restructuring process and is aimed at enabling ARAZI to manage the 

exercise of eminent domain related to the development of Resources Corridors in an 

efficient, transparent, and consistent manner in accordance with the land policy and relevant 

laws. 

 

The primary tasks originally defined were to:  

 

1. Undertake a detailed institutional assessment of ARAZI 

2. Update ARAZI’s strategy 

                                                           
5
 Content extracted from the World Bank, Support to ARAZI Programme Terms of Reference document, 2012. 
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3. Develop an operational plan  
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Methodology 
 

The current legal and administrative arrangements of ARAZI were studied to enable the revised 

strategic and operational plan to be drafted and to incorporate lessons learned from earlier 

organisational assessments and recent practical experiences. The recommendations from that 

exercise are incorporated into this paper rather than being separately stated as originally 

envisaged by the terms of reference. Research was undertaken to establish best practice and 

guiding principles in land dispute resolution for ARAZI in order to rationalise the approach 

nationwide and improve institutional understanding of developing principles under various reform 

initiatives.  

 

Compensatory schemes currently in effect were studied and recommendations on the 

appropriateness of the existing approaches to compensation when land is forcibly acquired by 

the Government were established. A briefing paper was produced outlining several 

recommendations for reform and is set out at Annex 4. 

 

Research on the status of the relevant laws and regulations surrounding the land acquisition 

processes was undertaken by our legal experts. Enquiries into the way that the process is 

currently handled by ARAZI and other institutions were conducted and the information then 

utilised in conjunction with the revised and updated ARAZI operational strategy.  

 

An analysis of the current status of cadastre services identifying the challenges to be addressed 

before a working cadastre model with expanded coverage and national reach was undertaken. 

The analysis placed a focus upon prioritising the development of appropriate cadastral 

information for land in the National and Regional Resource Corridor Programme as set out in the 

project plan. A briefing paper was developed for ARAZI and is set out at Annex 5.  

 

Discussions on developing an updated Tashkeel was also undertaken but, since ARAZI has 

already developed a Tashkeel for 1392, updating was therefore deemed superfluous in the face 

of the more basic and fundamental challenges facing the organisation. Currently available 

Tashkil information is set out in Annex 7. 

 

Work was undertaken to build consensus for on-going reform, strategic recommendations 

emerging from this project and the operational implications of integrating the objectives of the 

National and Regional Resource Corridors Programme within the daily work of ARAZI. A 

workshop, involving the CEO and ARAZI directors and departmental managers, was held to 

discuss and document recommendations and issues to inform the development of the revised 

strategic and operational plan. This allowed fine tuning of our approach and the developing 

institutional strategy. The consultation workshop output is set out at Annex 8. 

 

ARAZI’s financial mechanisms were examined and the relationship between contracted staff and 

those staff on the Government Tashkeel assessed. Discussions were held with the Ministry of 

Mines to establish whether resources could be released from the NRRCP Secretariat to support 

ARAZI’s NRRCP related activity and improve communication between the two bodies.  
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Dependencies between ARAZI and other institutions were mapped and analysed as part of a 

wider institutional assessment process which also sought to identify the extent to which ARAZI 

preserves, or is currently capable of preserving, its institutional knowledge. 

 

Opportunities for ARAZI to expand its remit to improve operational efficiency were also 

integrated as part of the updated strategy for the agency. 

 

Procurement planning data for both ARAZI HQ and regional offices, including cost and revenue 

projections, was not available during the project investigative phase and in any event could not 

be verified at a provincial or regional level due to constraints of time and the prevailing security 

environment. However, a number of draft budgets relating to future planned expansions have 

already been prepared by ARAZI for the Ministry of Finance and are available for inspection. 

 

The full continuum of assessments, briefing documents and recommendations were finally 

incorporated in the updated strategic and operational plan. As a result, the content of the 

individual documents set out in the annexes will by definition contain elements of repetition as 

the documents are founded on the same information but developed for different purposes or 

audiences. Several elements of the original 2009-2014 strategic and operational plan were 

simplified or removed altogether as they were inappropriate or unnecessarily complex – an 

example of this is the monitoring and evaluation framework which was clearly too ambitious in its 

scope and complexity. 

 

A simplified monitoring and evaluation framework with only basic key performance indicators has 

been devised instead. This is explained in more detail later in this paper. 

 

ARAZI’s new strategic goals within the new strategic and operational plan are not definitively 

time bound. Past experience suggests that in difficult country contexts, time bound goals 

even in the medium term are impractical at best and indeed the ARAZI CEO readily admits 

that the organisation has struggled to keep to its own ambitious timetable for growth. 

Instead, strategic and operational goals have been organised into primary, secondary and 

tertiary classes to reflect their priority in ARAZI’s continuing development. Indicative 

timeframes for implementation are shown in the strategic and operational plan but the time 

frames are more to emphasise the relative priorities and approximate an implementation 

timescale than to provide a firm timetable. 

 

Roughly speaking, primary objectives are to be achieved over year 1, secondary from years 

2 to 3 and tertiary objectives thereafter. This tiered approach is thought most likely to 

succeed in the challenging development environment of Afghanistan. 

 

  



   

11 
 

Institutional responsibilities 
 

ARAZI’s institutional responsibilities are more fully examined in the institutional assessment 

report developed as part of the WB Support to ARAZI Programme and reproduced at Annex 

6 but, in brief, were defined by their directors as: 

 

 Enforcement of land law, policies and procedures  

 Implementation of presidential decrees  

 Distribution of state land to the public.  

 Leasing of state land and the collection and monitoring of revenues from land leases 

 Transfer and exchange of government and private land  

 Refinement of government or private land 

 Returning illegally occupied land  

 Contributing to land survey activities 

 Organizing and deployment of refinement teams to clear disputed land  

 Archiving land documents both private and government  

 Provide information to the courts about land ownership 

 Protection of state land and prevention of illegal occupation of land  

 Participating in land dispute resolution 

 Allocation of compensatory land in a methodical and transparent manner  

 

None of these goals can be achieved in isolation and the graphic overleaf vividly 

demonstrates just some of the key Afghan institutions, ministries and actors that have an 

interaction or interface with ARAZI. 
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As a result, ARAZI often finds itself struggling to co-ordinate the multiple interactions 

necessary to undertake the business of the day and can frequently find itself dependant on 

external factors over which it has no effective control. 

In the longer term however, ARAZI itself, as the central hub, may well become the 

mechanism by which interactions are simplified, priorities in land management are 

articulated and may ultimately prove to be the medium through which a more coherent and 

holistic approach to land management and administration in Afghanistan emerges. 

ARAZI, as both a concept and as an institution, is clearly the way forward for improvement in 

land administration in Afghanistan, but only if it can rise to the challenge. 

There is a real opportunity for ARAZI to develop its pivotal position and be in a position to 

establish and promote uniform standards of operation across the country thereby providing a 

greater likelihood of equality of opportunity and fair treatment for Afghan citizens. 
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In order to achieve this goal, ARAZI must concentrate on building a solid operational 

platform and prepare itself for the generational undertaking ahead. Key challenges exist right 

now that must be substantially addressed before ARAZI embarks on any further expansion. 

Key challenges 
 

ARAZI, as an emerging government entity, faces a plethora of challenges across the 

organisational spectrum. Far from being a fully developed agency6, a range of basic 

elements need to be defined, co-ordinated and implemented to place the agency on a sure 

footing for future expansion and the realisation of the original vision –  that of becoming the 

primary agency of land management and administration in Afghanistan. 

 

This recommendations paper examines the various facets of the challenges and makes 

recommendations for practical implementation of key components in the overall strategy. 

 

It is important to note that the vast majority of issues and challenges addressed during this 

assignment have already been identified in previous reports and consultancies in recent 

years. This report contains extensive references to previous material that has been verified 

against the current level of development at ARAZI and found still to be relevant. Indeed this 

intervention has discovered little that is new in terms of the problems faced by any land 

institution in Afghanistan, past or present. What is therefore required now is a relatively 

small, but fundamental, change in the way we use the outputs of those past reports and 

engage with ARAZI in the future to try to embed reform. 

 

The utility of the present assessment and planning exercise is to simplify this body of 

previous work and make implementable recommendations which are wholly-supported by 

ARAZI’s management. The ASI team has worked out the order of steps which will first 

permanently establish ARAZI as a coherent, sustainable and functioning agency, then focus 

on medium and long term priorities in a logical progression of ambition. 

 

Political 
 

Land as a broad issue is seen politically as a priority in Afghanistan, not only as a source of 

wealth and power but also as a critical component of security. Despite the apparent 

acknowledgement of that priority, and the creation of a national land policy in 2007, there is 

a lack of a coherent system wide vision for articulation of reform and improvement in the 

sector. 

 

Afghanistan has a long history of making specific arrangements directly from the government 

level to address what are seen as the political imperatives of the day. A classic historical 

example of this is the allocation of naqileen land. 

 

                                                           
6
 “There is a serious concern that in the main office as well as in the regions ARAZI lacks the capacity and the 

personnel to carry out all the functions it has defined for itself.” USAID LARA Institutional Assessment of Arazi, 17 

April 2012. 
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“Naqileen were land distributions that took place during the administration of King Zahir 

Shah, who led Afghanistan with various degrees of power through the mid-twentieth century. 

During his reign the north and northeast of Afghanistan were deemed to be under populated 

based on the extent of cultivation the land could support. 

 

The King resettled primarily Pashtun families from the south and southeast of Afghanistan to 

these areas to cultivate the land, and to extend his political reach. For generations, these 

types of distribution projects have resulted in conflicting land grants and multi-party disputes 

fuelled by ethnic differences and struggles for local power. Naqileen distributions are based 

on farman - decree of law or proclamation.” 

Extracted note from “Land Conflict in Afghanistan, 
Building Capacity to Address Vulnerability” 

– A. Roe and C. Deschamps, 2009 

 

Political exigency has played a major role in shaping the national land law and continues to 

do so, most notably in the use of presidential decrees to solve individual problems which 

then add a further layer of complexity to an already confused situation. 

 

Political will to undertake a fundamental review of land law in Afghanistan is still lacking and 

so ARAZI strategies in the near term will necessarily have to focus on dealing with the 

situation as it now, rather than depending on future improvements that may take years to 

eventuate. 

 

Political reach is a further constraint with the legitimacy of the central administration often 

being challenged in rural areas where the vast majority of the country’s population are 

based.7  

 

Policy 
 

The Government of Afghanistan has produced a National Land Policy (NLP) document 
which was approved by cabinet on 3 September 2007. Although developed without formal 
public consultation, which international practice now demands, the NLP evolved through 
substantial inter-ministerial consultation over two years. Important inputs were provided by 
practical projects tackling land tenure and administration issues in different parts of the 
country.8  Whilst the primary principles espoused in the 2007 NLP are laudable, the key 
challenge is to create and facilitate an environment where practical and appropriate 
articulation of that policy is achievable.9 
 
The policy is divided into land policy objectives, land policy principles and more detailed 
sections on specific issues and policy responses. Despite a clearly articulated rationale for 
the introduction of the policy, little has changed between 2007 and 2012. Indeed in recent 
times, with the proposed amendments to the Land Management Law 2008, concerns have 

                                                           
7
 “Over 75% of Afghan people live in rural areas” – The World Bank, Agriculture in South Asia, Afghanistan: 

Priorities for Agriculture and Rural Development. 
8
 Liz Alden Wily, October 2012 - Afghanistan Research and Evaluation Unit (AREU) Briefing Paper Series. 

9
 “…..most of these principles are such that few people would disagree with them. The key issue is how to give 

them practical effect and where there is conflict between them, how to resolve that conflict.” - Patrick McAuslan, 
2007 – Land management Law of the Islamic Republic of Afghanistan, A Commentary (produced for the World 
Bank). 
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been expressed10 that the content and thrust of the NLP have not been taken into account 
during the review of that particular law and that it has, to some extent, already become 
marginalised.  
 
It is not the intention of this document to examine the detailed content of the NLP, but rather 
to ensure that ARAZI is operating, or intends to operate in a way that complements the 
existing NLP and is helping to operationalise some of the core precepts through the 
implementation of its new strategy and operational intent. 
 
ARAZI clearly views itself as the best placed agency to articulate the majority of the NLP 
objectives but the fundamental lack of capacity, funding, organisation and technical skills to 
do so at this time are impediments that are unlikely to be overcome unless significant 
investment is made to improve organisation’s ability to realise that ambition. 
 
Notwithstanding those constraints, ARAZI’s revised five year operational plan and strategy 
has been carefully designed so that it is consistent with the provisions of the NLP and 
contains numerous elements that will enable policy statements to be translated into tangible 
action that will further those policies’ aims.  
 
The table below illustrates how the longer term strategic goals expressed by the CEO and 
senior staff of ARAZI relate to the NLP policy principles: 
 
 

Long term strategic objective 
Relevant policy principles of the 

NLP 

Institutional role: To become the primary agency 
for land administration, registration and 
management in Afghanistan in order to provide a 
better, joined up, service to citizens and investors 
alike. 

“1.4.5 Institutional coherence and 
efficiency is a necessary precondition 
for the achievement of all the above 
objectives.” 

“1.4.8 The private sector holds the 
key to economic growth and is 
dependent upon the establishment of 
clearly defined, enforceable and 
transferable property rights through a 
legal and efficient institutional 
framework.” 

Legislative reform: To assist and facilitate 
legislative reform in Afghanistan in relation to land 
administration, registration and management on 
behalf of the government and in conjunction with the 
relevant stakeholders. 

To make an active contribution to the simplification 
and harmonisation of Afghanistan’s land laws and 
decrees. 

“1.4.10 All forms of user rights to land 
should be formally recognized and be 
protected by law.” 

“1.4.14 The government shall 
distribute land ownership and user 
rights fairly to promote social 
harmony and protect the poor.”  

                                                           
10

 Liz Alden Wily, October 2012 - Afghanistan Research And Evaluation Unit (AREU) Briefing Paper Series. 
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Long term strategic objective 
Relevant policy principles of the 

NLP 

Sustainability: To become a financially sustainable, 
autonomous agency able to generate its own funds 
and make a positive financial contribution to the 
Government of the Islamic Republic of Afghanistan. 

Value for money: To establish the internal control 
system in order to objectively examine, evaluate and 
report on the suitability and efficiency of the services 
delivered in order to contribute to the management 
process and the continuing development of the 
effective use of resources. 

Operations: To establish and successfully manage 
an Operations Department which will provide ARAZI 
with appropriate organizational infrastructure such 
as finance, human resources, information 
technology support and development, archiving of 
records, logistics and procurement, transport and 
security. 

“1.4.9 Land resources should be 
used for the nation’s benefit and 
efficiency should be promoted 
through the facilitation of a 
transparent land market.” 

 

“1.4.13 The ownership and use of 
land may be subject to taxation by 
the Government and its authorized 
agencies.”  

 

Land Information System: To develop and manage 
a comprehensive computerised land information 
system to store and process information relating to 
government and private land, leases entered into by 
government and other related land rights and 
revenue information. 

“1.4.11. Information on land 
ownership and user rights should be 
generally accessible to the public at 
designated offices.” 

Land Lease Services: To provide easy, quick, and 
effective one-stop-lease services to local and 
international investors and defined social groups in 
line with national priorities and ensure timely, 
comprehensive and continuous lease execution. 

To manage existing leases effectively and to monitor 
revenues and returns from the government land 
lease portfolio. 

 

 “1.4.3 All Afghans should have the 
opportunity to legally access land 
resources and the right to maximize 
their social welfare. No individual or 
group should be barred from 
ownership.” 

 

 “1.4.4 Land is the most important 
resource to assist in achieving the 
visions and related goals inherent in 
the Afghan Constitution.” 

Land Registration System: To establish and 
manage an efficient system of land registration, 
ensuring the proper issuance of deeds and land 
titles for all properties, proper registration and filing 
of all land transactions occurring in the country, and 
resolving any conflicts emerging therefrom. 

“1.4.12 Land ownership and user 
rights have an economic value which 
should be transferable or disposable 
in return for payment or as a gift, 
bequest, or inheritance.”  
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Long term strategic objective 
Relevant policy principles of the 

NLP 

Communications: To establish credible and 
sustainable partnerships with stakeholders through 
the provision of accurate and timely information, 
creating awareness and imparting knowledge to 
understand ARAZI services, and to inform the 
national and international investors on the 
availability of opportunities to invest in land 
development in the country. 

To develop a full range of public and client focussed 
information to ensure ARAZI’s mission and 
operating procedures are understood and that 
awareness of ARAZI as an institution continues to 
grow. 

“1.4.6 Transparency, accountability 
and community participation are 
critical for effective land 
administration and must be applied at 
all levels, from communities to the 
highest levels of government. Local 
communities must take responsibility 
and the government must 
acknowledge its role to serve the 
people.” 

 

As the table clearly demonstrates, the NLP and the long term strategic objectives of ARAZI 

are closely aligned with the policy principles of the NLP as one would expect. The challenge, 

as spelled out earlier, is to make real progress in terms of establishing the organisational 

structure and capability to deliver those ambitions. 

 

 

“Strategically, the Government of Afghanistan is at a crossroads as ultimate land 

administrator and regulator. It may either go with this law, as geared to facilitate private 

privileged or investor access in ways which are not balanced with social equity for the 

majority, and which is also unlikely to be financially unsustainable in its approaches, or it 

may take the opportunity to lay the foundation for a more devolved and democratic land 

governance regime, and which would be in line with the broader national commitment to 

village and urban neighbourhood governance.” 

Extracted from “Social Impact Assessment of the Land Management Law, 2008 
– Liz Alden Wily, 5 July 2012 

 

 

ARAZI, obviously has a critical role in future of land administration in Afghanistan and if it is 

to assist the Government of Afghanistan in choosing the right path and following the best 

course of action as referred to above then it must first develop a sound operational base 

from which to proceed. 

 

The recommendations contained within this document, and summarised at Annex 1, detail 

how this may be realistically achieved and a comprehensive table at Annex 2 demonstrates 

how each of the recommendations relates to the land policy objectives, principles and 

policies. 
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Legal 
 

The legal landscape in Afghanistan concerning land law is as varied as the physical one with 

multiple pieces of often contradictory legislation. This makes navigating the wide expanses 

of Afghan land law a difficult, if not almost impossible task with overlapping legislation, 

confusing decrees and inconsistent national practice.11 

 

The graphic overleaf shows just some of the laws and legal constructs that combine to form 

the Afghan legal landscape in relation to land law and land administration. 

 

 

 

 

As a result, Afghan citizens often employ local informal practice and custom to resolve land 

disputes, transfer land or otherwise deal with land related matters. Whilst this increases the 

grass roots social legitimacy of land tenure at the citizen level, the obvious disconnect 

between the informal and formal processes simply produces another layer of complexity and 

opportunities for unjust enrichment and conflict. In many respects, and as in many 

developing country contexts, the formal and informal land tenure systems can be thought of 

as being in direct competition. 

 

                                                           
11

 “Land management in Afghanistan is governed by an ineffectual and inadequate legal framework. The strict 
application of existing laws is limited both administratively and judicially. In many respects the situation of land 
management and use is characterized by informality. While many provisions embodied in existing laws are 
useful, many other provisions have not been sufficiently adjusted to address the post conflict reality; these 
provisions require reform. Existing land issues dictate a strong imperative to formulate new, relevant and 
workable legal paradigms.” 2007 Afghanistan National Land Policy – Rationale. 
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Unfortunately, at this point in time, the formal system is losing the battle as trust in 

government still has yet to be effectively built. Rather than developing systems that suit 

central government, recognition and integration of customary practice and procedure should 

feature strongly in operational processes to increase legitimacy in the eyes of ordinary 

Afghan citizens.12  

 

ARAZI is now uniquely placed as an organisation to play a critical role in simplifying and 

unifying this complex legal landscape and as such this objective has been integrated into the 

long term vision for the organisation, articulated in the revised five year strategic and 

operational plan. A policy of encouragement of legal simplification and convergence13 and 

harmonisation with informal practice is believed to be the best option for longer term 

legitimacy and acceptance by Afghan citizens. 

 

 

RECOMMENDATION 1:  It is recommended that ARAZI adopt the longer term convergence 

and simplification of the Afghan land administration legal framework as a strategic goal. 

 

RECOMMENDATION 2: It is recommended that ARAZI actively seek custodianship of the 

Land Management Law and Land Expropriation Law consultation processes and planned 

enactment. This will provide ARAZI with an opportunity to play a pivotal role in shaping the 

legislative landscape of Afghanistan and to develop the skills and institutional capability to 

take on further refinement of land management laws.  

 

RECOMMENDATION 3: It is recommended that ARAZI undertake a detailed legal review 

and identify opportunities to deliver or facilitate on-going legal reform in relation to land 

administration and management. 

 

RECOMMENDATION 4: It is recommended that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land and wherever possible devise methodologies 

and practices that complement or follow existing Afghan custom. 

 

  

                                                           
12

 “The centre needs actively to engage with the informal local, not ignore it or override it. When devising laws 
and administrative systems, it may be easier to change national laws to accommodate what are seen as existing 
legitimate local rules and practices than legislate out of existence rules developed by the people themselves as 
reflecting their felt needs and concerns.” - Patrick McAuslan, 2007 – Land management Law of the Islamic 
Republic of Afghanistan, A Commentary (produced for the World Bank). 
13

 In this context, legal simplification and convergence is the term used to describe the bringing together of 
diverse legal instruments to produce a simplified, cohesive codex. 
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Organisational 
 

ARAZI is presently an agency14 

under the Ministry of Agriculture, 

Irrigation and Livestock but was 

originally formed from a 

HARAKAT funded project. This 

has led to a somewhat unique 

transitional structure where a 

significant proportion of ARAZI 

staff are still employed as 

contractors and are not funded 

through the government payroll 

or tashkeel. 

 

The adjacent graphic illustrates15 

both the relationship between the 

two workforce elements, donor 

funded external technical 

assistance and the magnitude of 

the production contribution they 

make.  

 

Informal skills transfer is reliably reported to be slowly taking place, but across the 

organisation a deliberate policy and practice of skills transfer is yet to be articulated. The 

documentary infrastructure relating to training and operation still has yet to be fully 

developed and implemented. 

 

These factors mean that at this point in time, ARAZI is heavily dependent on the contractor 

workforce to support both its core skills base, current operational activity and future plans for 

expansion. Any funding instability or uncertainty will lead to contractors leaving ARAZI and a 

significant loss of expertise and institutional knowledge. 

 

ARAZI will have to develop a coherent approach to the transfer of skills from the contractor 

workforce to the civil service cadre or develop a sustainable long term solution to the 

problem of continuing to attract the talent and skills necessary or run the risk of failing in the 

future to discharge its ambitious remit.  

 

RECOMMENDATION 5: It is recommended that operational manuals and detailed job level 

instructions be compiled for each contractor and civil service post to ensure that institutional 

knowledge and skills are preserved and to develop documented base material to assist in 

the development of a staff training programme. 

                                                           
14

 Created in September 2010. 
15

 Note also that in this graphic, the “drive” from the government staff is set in opposition to that of the contractor 
staff and external technical assistance inputs illustrating the typical drag effect of traditional institutional 
resistance to change. 
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RECOMMENDATION 6: It is recommended that as far as possible, deliberate, on-going 

training of civil service staff is undertaken to ensure an effective transfer of skills from the 

contractor work force. 

 

Financial 
 

As a result of the mixed 

contractor / civil service 

workforce (with the majority of 

skills and drive on the 

contractor side as previously 

mentioned), ARAZI is heavily 

dependent on external donor 

funding or other short term 

funding arrangements to 

support the contractor work 

force and maintain its current 

levels of effort and output. 

 

The issue is complicated by 

donor reluctance to fund 

contractors for the core work of 

an agency or ministry, 

preferring instead to use direct 

“on budget” funding mechanisms to the Ministry of Finance and thence onto the parent 

department, MAIL, with conditionalities to achieve the same result.  

 

ARAZI’s lack of financial independence forces such convoluted arrangements and as a 

result it is vulnerable to competing pressures within the wider Afghan government for donor 

resource allocation. ARAZI, at present, has little choice but to engage with this process as 

best it can as the majority of ARAZI’s innovative approaches and dynamism originates from 

the contractor workforce, directly funded by that external donor funded technical assistance, 

rather than the traditionally appointed civil service cadre working at the agency. 

 

HARAKAT funding came to an end on 30 June 2012 and replacement “on budget” 

conditional funding from the World Bank16 has yet to be finalised as has potential funding 

from USAID, emphasising the precarious nature of the current staffing and funding 

arrangements.  

 

ARAZI has yet to develop a coherent approach to attracting future donor funding and has no 

sustainable longer term solution to the problem of funding the contractor workforce and 

continuing to attract the talent and skills necessary to discharge its ambitious remit. In the 

immediate future, the funding deficit must be addressed in a way that recognises the current 

staff schism between contractor and government payroll staff either through extended 

                                                           
16

 Funded through the Ministry of Finance. 
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external donor funding or, more preferably through the existing intra-government funding 

channels17. 

 

In the medium to longer term though, a more sustainable approach to funding must be found 

to prevent the obvious problems of declining staff morale and the sheer amount of work and 

resource involved in securing short term funding that detracts from the daily work of ARAZI 

and the consideration of longer term strategic objectives. 

There are three potential longer term funding models for ARAZI that could be appropriate 

other than the current arrangement with MAIL: 

Option 1  
 

ARAZI could remain administratively within MAIL as an agency but with a defined 

and separate budget directly negotiated with the Ministry of Finance. This would 

provide a degree of autonomy for ARAZI but ensure that the administrative links to 

MAIL remain to continue to provide the institutional connection with the single largest 

land owning ministry in Afghanistan. 

 

Option 2 
 

ARAZI could remain administratively within MAIL as an agency but could operate as 

a true executive agency with a trading fund, rather than a traditional Afghan 

departmental budgetary arrangement. Since, in the longer term, ARAZI is likely to 

become a consistent net contributor the the Afghan exchequer, a trading fund 

arrangement where a proportion of the monies raised were retained for ARAZI’s 

recurrent expenditure and future planned development, could be a realistic solution 

that has been used successfully in both developed and developing countries18. 

 

Option 3  
 

ARAZI could become a ministry in it’s own right, in effect a Ministry of Land. Given 

the assets that it intends to manage, this is a reasonable step and most countries 

have some form of a ministry of land so this would be a quite unremarkable step in 

the global context. 

 

 

Whilst all of these options are realistic and achievable they will nevertheless require a 

deliberate change of approach from GIRoA and therefore should be a medium term strategic 

goal. An expectation, expressed by the ARAZI CEO, of possible plans by the government to 

regrade the CEO role to deputy minister level though is an encouraging sign that GIRoA 

thinking may already be moving in this direction. 

                                                           
17

 “ARAZI clearly lacks the financial means to carry out its mandate. ARAZI’s senior management should explore 
appropriate, alternative financial support mechanisms……The sustainability of ARAZI depends on the willingness 
of the GIRoA to fund ARAZI in the absence of the Harakat funding” - USAID LARA Institutional Assessment of 
Arazi, 17 April 2012. 
18

 The United Kingdom Land Registry and Lagos State Ministry of Land both operate similar financial 
mechanisms and are self-funding, net contributors to their respective central exchequers. 
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RECOMMENDATION 7: It is recommended that a stable, short term financial solution for a 

minimum of 12 months be sought from MAIL (potentially with donor support) to provide 

ARAZI with a degree of certainty for the future and to prevent the potential loss of skilled 

contractors prior to an effective transfer of skills to the remaining staff. 

RECOMMENDATION 8: It is recommended that with the short term financial solution in 

place, ARAZI secures a more sustainable financial position having regard to the options 

outlined previously. 

 

Operational 
 

The day to day operations of ARAZI are characterised by a demand led production process 

with little formal delegation of authority or decision making. Virtually all transactions are 

eventually personally approved by the CEO himself and practically all communications to or 

from the organisation pass across his desk. 

As a result, a considerable amount of the CEO’s working time is spent dealing with mundane 

issues that detract from the ability to take a more strategic view of the organisation’s longer 

term development.19 

Whilst this is not unusual in the Afghan context, from a global best practice perspective, it is 

clearly an unsustainable way of managing an organisation of its size. With only a modest 

increase in activity the CEO will become completely overwhelmed by the volume of work. 

Effective delegation of responsibilities, and therefore decision making, must be seen by 

ARAZI as a priority if the organisation is to develop and expand as it aspires to. 

In order to assist in the delegation of authority whilst still maintaining a degree of control and 

oversight by the CEO, ARAZI could develop departmental actions plans for each of its 

directorates and key function areas. These action plans would be dynamic documents20 that 

would reflect the immediate tasks of the organisation and the outputs expected. 

The individual action plans will 

address the primary, secondary 

and tertiary strategic and 

operation objectives as they 

impact the individual 

directorates or key function 

areas. 

In effect, the action plans would 

be the documented operational 

steps required to meet the 

strategic and operation 

objectives. 

                                                           
19

 “At the same time due to nature of work, the staff of ARAZI is [sic] overloaded with the daily operations and 

that gives the leadership of the entity less time to focus at policy level.” Extract from the revised SWOT analysis 

undertaken as a participative workshop consultation with ARAZI staff as part of this project. 
20

 A “dynamic document” in this context is a working document that is regularly updated as circumstances dictate. 
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RECOMMENDATION 9: It is recommended that ARAZI develop departmental actions plans 

for each of its directorates and key function areas.  

 

Documentary infrastructure  

 

ARAZI has a limited and fragmented documentary infrastructure that needs development if it 

is to become fit for purpose. For any government agency implementing statutory powers 

there is a generic documentary infrastructure model which can be readily adapted to the 

country context.  

The model builds a continuum of information that can be used by all user levels and relies on 

a derivative product concept that minimises and harmonises the information. 
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In short, statutory instruments define the scope and legal authority for operation, legal 

interpretation informs the Courts, lawyers and the organisation itself. Practical application 

defines the internal operational procedure manuals and therefore the staff training needs. 

External customer information, such as public guides and general public outreach material, 

is generated from the internal operational procedure manuals so that customers bring the 

right forms, fees and evidence for successful processing. 

 

At this point in time, ARAZI has some procedures documented and some public outreach 

prepared but a significant investment in qualified expertise will be necessary to produce the 

full continuum of material.  

 

As well as the simple creation of the documentary infrastructure, the needs to be a 

realisation within ARAZI that these are working documents that must revised and updated as 

the legal environment evolves or practice is changed. The documentary infrastructure is not 

just there to tick a box, it is the means by which the organisation defines its purpose, values 

and objectives. It preserves the institutional knowledge, standardises practice and forms the 

• Civil Code 

• Land Management Law 

• Land Expropriation Law 

• Other relevant legislation 

Statutory 
instruments 

• ARAZI's legal responsibilities 

• Legal practice 

• Advice to Courts 

• Advice to lawyers 

• Advice to other ministeries 

Legal 
interpretation 

• Strategic and operational plan 

• Departmental action plans 

• ARAZI's procedural manuals 

• ARAZI's training material 

• Public guides 

• Public outreach material 

Practical 
application 
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basis of a training induction path for new recruits. A full documentary infrastructure also 

informs the public of ARAZI’s mandate and modus operandi and as such contributes to 

building consent and understanding. Without this core of active material, ARAZI’s processes 

remain locked within the minds of key members of staff, inaccessible to others and 

vulnerable to change. 

 

RECOMMENDATION 10:  It is recommended that ARAZI develop a full and detailed 

documentary infrastructure detailing the full spectrum of necessary information, both internal 

and public. 

 

Monitoring and evaluation 
 

“Effective monitoring and evaluation will add significantly to ARAZI’s learning and capacity-

building goals because it facilitates the use of best practices to monitor the improvements 

and changes sought by the program in the ARAZI focal areas, and it ensures the 

development of monitoring and evaluation skills across the organisation. The entire ARAZI 

organization will become progressively more cost-effective by building on the lessons of both 

successes and failures.” 

Extracted from the existing 2009-2014 ARAZI Strategic Plan 

 

ARAZI’s monitoring and evaluation framework should be a simple, readily understandable 

system with a very limited number of key performance indicators and business values that 

are directly related to the core activities of the organisation. 

 

ARAZI’s original monitoring and evaluation framework, contained within the 2009-2014 

Strategic Plan contained over 57 monitoring and evaluation report types divided amongst 3 

management levels and as such was far too ambitious and abstract in nature.  

 

Key performance indicators need to be accessible by the ordinary citizen as well as 

government and so should not be complicated in nature, unnecessarily convoluted or be 

defined through overly complex calculations. 

 

Regular reports of performance and impact indicators and client compliance should be 

issued after having conducted assessments. This data could then be published to promote 

transparency and to demonstrate the progress of the organisation. 

 

It is recommended that simplified key performance indicators that will form the basis of the 

monitoring and evaluation framework would be far more likely to gain traction both within the 

organisation and with the general public. 

 

A set of suitable key performance indicators, grouped by functional area, are set out 

overleaf. 
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Using these straightforward key performance indicators will allow both government and the 

general public to readily understand the operational effectiveness of ARAZI. Within the 

organisation, more complex methods may be employed to analyse trends and issues. 

 

RECOMMENDATION 11:  It is recommended that ARAZI develop and adopt simplified key 

performance indicators that will form the basis of the monitoring and evaluation framework.
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Land acquisition and dispute resolution 

 

Land rights in Afghanistan are ruled by a number of intersecting legal frameworks including 

constitutional law, state law, religious law, civil law and customary law, thus making the 

regulatory environment exceptionally complex.21  ARAZI’s role in land acquisition and 

dispute resolution centres around its operational remit in respect of land clearance22 

activities. Often, at the heart of any dispute in this context are the questions of value and 

compensation. 

 

Whilst many Afghan citizens are prepared to accept the need to provide land for investment 

purposes, the degree of utility and access they enjoyed is difficult to quantify in the real 

world. Unrealistic expectations and a systemic practice of under declaration of property 

values to reduce tax liability compound the problem of providing an acceptable 

compensation settlement. 

 

On many occasions, land offered by the responsible expropriation committee as 

compensation is not accepted by land rights owners. In case of the Aynak mining project, a 

number of factors contributed to dissatisfaction with the expropriation process: 

 

 inadequate or inappropriate compensation 

 inter-community disputes about ownership 

 delays in disbursement of compensation 

 improper distribution of compensation in cases of joint ownership 

 problems in distribution of agricultural land to households who do not have land 

ownership papers but will still be displaced due to the Aynak development 

 problems in allocation of residential plots to displaced families at the resettlement site 

 

Ongoing insecurity23 concerning the Aynak site and the further concerns relating to the 

historic monuments located there continue to prevent the principal social and economic 

benefits of the development from materializing as anticipated. 

 

ARAZI’s part in land acquisition and dispute resolution is essentially an administrative one 

and in the first instance appears to act almost in a mediation role between the government (a 

key party to the dispute as the expropriating authority) and the land rights holder. A failure to 

successfully conclude an administrative agreement for compensation is referred to the 

courts for settlement as a consequence of Article 2324 of the Land Management Law 2008. 

                                                           
21

 “From Dispute to Resolution: Managing Land in Afghanistan” Stefanie Nijssen, Civil-Military Fusion Centre, 
October 2011. 
22

 Land clearance in this context is the process of identifying rights relating to a parcel of land to establish 
ownership, rights of use and other easements, community interest, etc. as a preparatory step to compensation 
and expropriation by the government. 
23

 “Afghan officials are battling to convince nervous Chinese investors to restart work at a landmark $3 billion (1.8 
billion pounds) mine project and not to worry unduly about insurgent rocket attacks to salvage one of the 
country's big hopes of economic independence” reported by Jessica Donati and Mirwais Harooni - Reuters, 27 
September 2012. 
24

 “Land-related disputes and claims, if cannot be settled by the settlement commission shall be referred to the 
court for settlement.” - Article 23, Land Management Law 2008. 
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A more detailed analysis of the proposed revisions to the Land Management Law 2008 was 

developed for the World Bank in August 2011 by Patrick McCauslan and for the purposes of 

this briefing paper some of the salient text is set out here. In the following extract, 

McCauslan argues that the tasfia (or tasfeya) process of adjudication and expropriation 

should not be led from central government but rather be based on community practice and 

long established custom: 

 

“It is much better to accept the existence of customary tenure and if there is to be a policy of 

elimination or assimilation, to establish process of land adjudication under which over a long 

period of time, persons holding land under customary tenure can have their rights in land 

adjudicated. Adjudication refers to the process of finding out who has what rights in what 

land and recording those rights. It enables disputes about boundaries and conflicting claims 

to land to be ironed out. It is an essential pre-condition to the recording or registration of 

rights in the land. These rights may be customary rights or they may after adjudication, be 

converted by the law into statutory rights. It is participative process: the community has to be 

involved in the exercise. 

Now it may be that Tasfeya is meant to provide for land adjudication but articles 14 – 20 [of 

the proposed new Land Management Law] do not provide for land adjudication. They do not 

provide for a participative process by the local community which involves a hearing and an 

adjudication or determination of the rights claimed in the land by various claimants; Tasfeya 

is more of a registration process carried out by officials and professionals. 

The give-away here is article 18: the landowner is obligated to co-operate with the Tasfeya 

Commission, a high-powered body from the centre as it does its work on and about the land. 

It is a process of what ‘we’ the officials do to ‘you’ the landowner; not a process in which 

officials work with landowners and others to reach an agreement if possible on land rights 

and interests. Disputes are referred to the court (unspecified) rather than as with 

adjudication being part of that process. 

Articles 25 and 26 deal with Tasfeya of land on the basis of traditional distribution and of 

commonly held land. Although not at all clear, these provisions appear to deal with 

customary communal ownership. Again this is precisely the kind of land tenure arrangement 

which if it is to altered or converted to statutory arrangements can only be done with any kind 

of equity, effectiveness and finality via a process of adjudication and not as is proposed here 

by the Commission and on the basis of legal documents.“ 

 

Patrick McCauslan, August 2011 

 

The Aynak mining project has yielded many recent, practical examples of the land clearance 

and expropriation process in action and, mindful of the lessons learned during that process, 

ARAZI is still formulating and refining a best practice approach to this difficult area of field 

work. ARAZI senior staff recommended establishing a formal documented record of land 

clearance activities to date to provide an evidence base for future refinement of these 

processes. 
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Global best practice examples are difficult to apply outside of their specific country contexts 

and acceptable practices for expropriation are not readily translated in the literal sense. 

However, most global best practice in state expropriation or acquisition of land do have a 

consistent common theme as illustrated in the graphic overleaf: 

 

 

 

These key steps closely mirror the outline situation in Afghanistan, though differing emphasis 

is often placed on each stage in the Afghan context. Problems arise therefore, not in the 

concept of exercise of eminent domain per se, but in the practical application, the 

expectations of citizens and the consistency and equity of the processes. 

 

In terms of compensation options, “land for land” is a persistent feature of resettlement offers 

made as part of the compensation for expropriation. The International Finance Corporation 

(IFC) offers the following guidelines25 for such offers which could inform ARAZI’s 

development of compensation mechanisms and advice to other expropriating ministries:  

• New land should be equivalent or superior in productive potential to the land from 

which people will be displaced 

 

• Compensation rates should be applied consistently throughout the life of the 

project to protect the sponsor from unjustified and exaggerated claims 

 

• New land should be located in reasonable proximity to land from which people 

will be displaced 

 

                                                           
25

 International Finance Corporation, Environment and Social Development Department - Handbook for 
Preparing a Resettlement Action Plan 

There is a project or proposal involving the use of land  
that brings a significant economic benefit to society at large 

The decision to exercise eminent domain is only taken 
when absolutely necessary and if no other alternatives 
are available 

A significant period of public consultation takes 
place to explore issues and gain popular consent 

An administrative process takes place to 
offer compensation for expropriation 

In the event of a dispute with the administrative process 
or compensation offered the matter may be escalated 
to a judicial level 
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• New land should be provided free of any “transaction costs” such as registration 

fees, transfer taxes, or customary tributes 

 

• New land should be prepared (cleared, levelled, and made accessible) for 

productive levels similar to those of the land from which people will be displaced 

(preferably, affected people should be paid by the project to do this work) 

 

IFC guidelines go on further to emphasise that compensation should be paid to those who 

also have informal, rather than formal or legal, title to land where those rights are evidenced 

by virtue of occupation or use of those land rights. 

Consistency in compensation is also cited as the overriding factor to promote equity and 

lessen the potential for conflict between differing interest groups being compensated for land 

rights loss. 

 

Additionally, in the Afghan context, there is a long tradition of community based mediation 

through well recognised cultural processes. ARAZI should explore the practical integration of 

these cultural norms in dispute resolution26 with a view to incorporating them into the land 

clearance and acquisition processes.  

 

Ultimately though, it must be recognised that introducing additional levels of administrative, 

quasi-judicial and judicial oversight and settlement can simply add unnecessary delays and 

costs and encourage land rights owners to continually have their cases reviewed by 

successive hierarchical processes until they achieve the outcome they desire or the process 

is exhausted. As such, any final system established should, whilst providing an appropriate 

opportunity for genuine appeal, be limited in the number of times the same case may be 

adjudicated. 

 

This recommendations paper therefore offers the following overarching guiding principles as 

a basis to inform the development of ARAZI’s best practice model: 

 

 Recognition of land acquisition as last resort rather than first option – wherever 

possible, alternatives to the exercise of eminent domain by the state should be 

sought. Land acquisition should be seen as a last resort rather than the first option 

when identifying land suitable for investment or state sponsored development. 

 

 Ensuring constitutional and legal compatibility of processes – If land acquisition 

is absolutely necessary then any processes must be consistent with the constitution 

of the Islamic Republic of Afghanistan and in full accordance with the law. 

 

 Confirming consistency of processes – The processes relating to acquisition 

should be applied in a uniform and consistent manner to ensure an equitable result. 

In the context of ARAZI’s activities, this is best achieved through documented, 

                                                           
26

 “What are the keys to creating an effective, efficient and equitable system of land administration in a post-
conflict country such as Afghanistan?…..build on local systems of laws, practices and locally developed 
institutions…..place effective and fair dispute settlement at the heart of national policy” – Patrick McAuslan, 

Commentary on the Land Management Law, World Bank Briefing Paper, August 2011. 
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standardised practice that is set out in public information material and verified 

through an audit stage. 

 

 Examining cultural and social compatibility of processes27 – wherever possible, 

Afghan customary practices in dispute resolution should be employed to ensure 

social legitimacy and acceptance. 

 

 

RECOMMENDATION 12: It is recommended that ARAZI adopt the principles of: 
 

 Recognition of land acquisition as last resort rather than first option 
 

 Ensuring constitutional and legal compatibility of processes 
 

 Confirming consistency of acquisition processes 
 

 Examining cultural and social compatibility of processes  

 

RECOMMENDATION 13: It is recommended that ARAZI regularly review the land clearance 

and acquisition processes to ensure constitutional and legal compatibility. 

 

RECOMMENDATION 14: It is recommended that ARAZI develop and maintain a 

comprehensive land acquisition and expropriation procedural manual and publish 

information to educate and inform the general public concerning their rights, reasonable 

expectations and likely outcomes of the processes. 

 

RECOMMENDATION 15: It is recommended that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land expropriation and wherever possible devise 

methodologies and practices that complement or follow existing Afghan custom. 

 

  

                                                           
27

 “…..institutions that are legal but do not enjoy social recognition may make little difference to the lives of 
ordinary people, and have therefore often proven to be highly ineffective. Bringing legality and legitimacy together 
is a major challenge for policy that cannot be solved in the abstract.” – Land Policies for Growth and Poverty 

Reduction, World Bank, 2003. 
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Provision of cadastre services28 
 

The Land Management Law of 2008 delegated the authority to administer government and 

public land to MAIL and originally Amlak was therefore responsible for this activity. As the 

successor organisation to Amlak, ARAZI is now largely responsible for carrying out this 

mandate. ARAZI therefore concerns itself primarily with issues for government and public 

land that is not within the jurisdiction of municipalities.  

 

Through the Tasfia process ARAZI is registering government and private land. In creating a 

land inventory, ARAZI has been asserting a right to survey all of Afghanistan to a resolution 

of 10 meters in order to ascertain the extent of state land. However, this surveying function 

appears to be assigned to AGCHO by article 16 of the current Land Management Law 2008 

(LML 2008). 

 

It is apprehended that, despite article 16 LML 2008, ARAZI should still be able to undertake 

its own registration activities in parallel to those of AGCHO. The following is therefore 

predicated on the understanding that either ARAZI may undertake cadastral activities under 

its current remit or that it may do so if, as is anticipated, the Cadastral Unit of AGHCO is 

transferred to ARAZI’s control. 

 
An analysis of the current status of cadastre services identifying the remaining challenges to be 

addressed before a working cadastre model with expanded coverage and national reach was 

undertaken.  The analysis placed a focus upon developing appropriate cadastral information for 

land in the National and Regional Resource Corridor Programme in accordance with the 

objectives of the project.  

 

Current cadastral activity29 
 

One of ARAZI’s core functions is to establish for the government, the class of title, type, 
volume and location of all land in Afghanistan. For this purpose, ARAZI established the 
Directorate of Land Inventory and Registration. 
 
The Directorate of Land Inventory and Survey has been assigned the role of classifying over 
800,000 hectares (8,000 sq. km) of land during the next 10 years, with the specific goal of 
identifying areas that are undisputed and not already occupied and that may be leased to 
Afghan citizens and businesses. ARAZI is also tasked to grant land to landless people as 
well as create revenue through the collection of land taxes.  
 
However the mapping of urban/rural commercial and municipal land, though possibly within 
the current capability of ARAZI, has been excluded from the land inventory of state land. 
ARAZI is therefore confined to dealing with undeveloped rural land only. 
 
The Directorate is working with other government agencies, including local governments with 
the objective of establishing a nationwide inventory of all lands, particularly to identify and 
inventory government and public lands available for the land leasing program to be 
established in line with the Land Management Law 2008. The Directorate is developing 

                                                           
28

 Extracted from the World Bank / ASI ARAZI cadastral briefing paper produced as part of this project. 
29

 Extracted from the World Bank / ASI ARAZI institutional assessment produced as part of this project. 
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standardized technical procedures to commence the work of inventorying the land and to 
make the information available to other government agencies. 
 
The inventory process is time consuming and this has meant a phased approach to 
development. 
 
The first phase of the inventory is to concentrate on land that is currently under lease with 
the government and less challenging land, free from disputes, that is unoccupied and not in 
use. Land with endorsement from provincial and district governmental offices and 
communities with governmental property rights will also be among the priorities. Other 
priorities include irrigated lands and lands for which land lease applications have been 
received over the past decade. ARAZI recognizes that the completion of the land inventory 
may require a decade or more to complete. 
 
The creation of ARAZI’s National Data Centre30 is an essential element in this phased 

development as it is the intention to act as a single portal for all GIRoA land related 

information, providing a shared central data base for use by all other governmental 

departments and agencies. However, although some key elements of hardware and 

software are in place within the Directorate, there are several significant deficiencies namely: 

 The technical staff in this department are primarily contractors whose funding is 

currently dependant on short term finance arrangements (often through donor 

funding). 

 

 The lack of a clear information technology strategy plan for the ARAZI main office. It 

is possible that the USAID funded LARA project, aimed at developing technical and 

infrastructure methodologies for the provinces, may assist progress in this area in the 

future. 

 

 The system has yet to be tested effectively. 

 

 Uncertainty continues to surround the acquisition of the AGCHO Cadastre 

Department preventing a more unified approach to registration. 

 

In addition, though the Directorate currently operates with equal amounts of contractor and 

government staff, the strong technical element to the work undertaken is, in the main, carried 

out by the contract staff alone. 

The contractor staff are well trained and appear to be competent and understand the 

technical needs of the Directorate but the transfer of skills to established civil servants is 

minimal. The lack of documented operational process descriptions within the Directorate is 

not assisting such progress. There is also a lack of a consistent, coherent training 

programme to enable the existing lower grade government staff to readily adapt to the 

changing needs of ARAZI. 

                                                           
30

 There is an existing data centre which currently requires the appropriate licensing, to allow operational 
commencement. 
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Planned move of AGHCO’s Cadastral Department 
 

Continuing reference31 is made to ARAZI subsuming the Cadastral Department of AGCHO 

in order to assume the role of the principal cadastral agency in Afghanistan but, to date, this 

still has not been achieved despite determined political lobbying and administrative effort. 

This recommendations paper therefore assumes that whilst such a move may occur in the 

future, an interim approach to registration is required that should be fully compatible with the 

eventual integration of AGCHO’s current remit. 

 

It should also be noted that incorporating AGCHO’s Cadastral Department within the 

functions of ARAZI is not in itself without significant challenges. AGCHO itself has a number 

of operational deficits, dysfunctional equipment and an insufficient skills base to discharge its 

statutory duties.32 Subsuming AGCHO’s Cadastral Department may solve some of the 

problems of survey jurisdiction and allow access to substantial legacy data surrounding land, 

but will bring with it the need for yet another long term development programme. 

 

Defining an appropriate cadastre system33 
 

The cadastre system for ARAZI’s needs at present differs from the ultimate objective of a 

uniform, single source, nationwide cadastre. The current strategy has been to try to do 

everything at once, to record and classify all land, to map everywhere at the highest available 

resolutions and to resolve all competing ownership claims to land. 

 

Whilst those are laudable ambitions, the practical realities of implementation in a difficult country 

context with limited infrastructure, security and levels of public education and understanding 

make it impossible to achieve in the near future. Even well developed countries do not have full 

cadastral coverage34 and recognise that attaining full coverage in in modern times is a 

painstaking and time-consuming process with significant challenges and can take generations to 

achieve. 

 

The costs of ARAZI’s current approach also need to be taken into consideration. The USAID 

LARA Institutional Assessment of ARAZI undertaken earlier in 2012 estimated that to 

successfully implement a full coverage, high resolution imagery based mapping methodology 

would cost $50-100 million USD over a ten year period. 

 

Add to that the reluctance of AGCHO to release its Cadastral Department with its existing 

associated information and their statutory hold on survey activity in the country and it becomes 

clear that a fundamental change in approach is going to be necessary, at least in the short to 

medium term. 

  

                                                           
31

 The earliest documented reference to incorporating AGCHO’s Cadastral Department within ARAZI was found 
in the existing 2009-2014 ARAZI Strategic Plan. 
32

 Summary of findings from the USAID LARA Institutional Assessment of AGCHO, 17 April 2012. 
33

 For the purposes of this briefing paper, the cadastre in question is that of state land only, generated to serve 
the state land lease process. 
34

 As at the end of 2011, Switzerland for example had only 64.8% of its cadastre fully digitised and verified. Even 
the UK’s Land Registry for England & Wales (which holds the largest transactional land database in Europe and 
has been operating for 150 years) only has actual registration coverage of 80% of available land. 
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Demand led cadastral development 
 

ARAZI clearly needs some form of cadastre to undertake some of its core functions, specifically 

land clearance and subsequent leasing of state land. Once land is leased, a cadastre becomes 

important for monitoring and enforcement of those leases and for the collection of rental 

revenue. 

 

A more manageable approach to the development of a digital cadastre model would therefore 

be to collect data on a demand led, case by case basis rather than attempting to capture all land 

related data for the country. 

 

In practice, to fulfil its 

principal objectives of 

being a one stop shop for 

investment land and state 

land for leasing, ARAZI 

only needs to develop a 

pool of suitable 

government investment 

land at a rate that is 

sufficient to exceed the 

dynamic demands of the 

emerging market. 

 

That ready supply pool 

does not therefore need to 

encompass the whole of 

Afghanistan, particularly 

since much state land is 

actually unsuitable for any 

form of economic activity 

including low level 

agriculture. 

 

The development of the cadastre therefore, would by necessity be demand led and therefore 

more closely focussed on the actual needs of investors and potential tenants rather than on an 

abstract ambition to “inventory all land”. In the current country context, much of the high value 

demand is expected to come from the NRRCP and therefore this programme should form the 

focus of the land clearance and cadastral registration activity. 

 

Of course, as spare resource becomes available, a systematic approach to cadastre 

development can readily be used be used to “fill in the gaps” and make progress towards a more 

complete cadastral coverage but the demands of the day must provide the primary focus for 

effort. 

 

The concept of systematic registration as a background activity with demand led registration 

taking priority will enable ARAZI to make best use of its finite human resources as demand for 

ALL 
GOVERNMENT 

LAND 

Land being 
cleared 

Ready supply 
pool 

Demand for 
land 
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“live” registrations fluctuates over time. Indeed many land registration agencies use this 

methodology to ensure that downward trends in substantive registration do not negatively impact 

on staff output or cost effectiveness35. 

 

In terms of the information to be recorded in each registration, ARAZI should define its own 

cadastral model that contains the information it is required to document through statute together 

with the practical elements that are process specific and required for it to effectively discharge its 

remit. At the most basic, all that is really required is a system that is capable of distinguishing 

one lease extent from another and allowing the retrieval of digital copies of documentation to aid 

devolved administration at the provincial and district levels in the future. 

 

At this point in time, and particularly since ARAZI’s total number of active leases is quite low, that 

cadastral model could be extremely straightforward and could simply geo-reference scanned 

paper documents such as: 

 

 a basic paper survey map 

 land clearance evidence documentation / reports 

 customary title information 

 a copy lease (once granted) 

 a financial record of payments made 

Seed point geo-referencing36 
 

Using a seed point methodology as an “anchor” for the scanned data the physical distribution of 

data sets could easily be overlaid upon a base layer of relatively low resolution satellite imagery 

and in rural areas where individual lease density would be quite low and individual registrations 

reasonably large, even hand held GPS positions could be accurate enough to provide the seed 

point co-ordinates with sufficient resolution to differentiate between leases in the GIS system. 

 

Higher value land areas could still be registered 

using more mainstream polygon based 

methods within the GIS as ARAZI is doing now. 

 

As part of the land clearance process, the 

extents of community interests and common 

property resources are also identified and these 

could be incorporated into the GIS using either 

traditional polygonal mapping or through the 

use of seed points to help assist future land 

clearance efforts in the same area in the future. 

  

                                                           
35

 Staff simply switch from “live” work to the background task of systematic registration during any seasonal or 
temporary down turn in “live” application numbers ensuring that the workforce is always fully employed. 
36

 Sometimes referred to as “dots for plots”. 
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As the capability of ARAZI to digitise, catalogue and geo-reference its core data develops, 

income from leased land will also increase providing  the potential for a proportion of the funding 

to be re-invested in a more sophisticated, transactional GIS database system and paving the 

way for the more complex and complete coverage that the organisation aspires to. 

 

 

RECOMMENDATION 16:  It is recommended that ARAZI digitises as much of its core data 
as possible to facilitate geo-referencing of information and the devolution of processing and 
authority necessary to operate successfully at the provincial and district levels. 
 
RECOMMENDATION 17:  It is recommended that ARAZI does not, at this time, focus on 
trying to implement a comprehensive cadastral coverage programme but instead 
concentrates effort on a demand led registration model. If additional resource becomes 
available in the future, it is further recommended that a systematic background registration 
programme be used in increase coverage over and above that created by the demand led 
approach. 
 
RECOMMENDATION 18:  It is recommended that ARAZI explores the options for simplified 
cadastral registration including seed point and a blended seed point / polygon approach. 

 

 

NRRCP 

Plan for ARAZI’s intended role in the National and Regional Resource 

Corridor Program37 
 

ARAZI’s primary function centres on the leasing of state land to private investors in order to 
increase government revenue. Secondary to this function is the acquisition or identifying 
governmental lands in order to support the leasing process. 
 
In many respects the core skills and competencies required by ARAZI to process NRRCP 
related cases are no different to those required for normal operation and so no real special 
emphasis is thought to be required for NRRCP related work but in order to perform the those 
tasks that will be required there will have to a refocus of strategy and commitment across the 
organisation. 
 
For example, ARAZI was involved in a previous Ministry of Mines initiative; the Aynak copper 
mine. Although heralded by some as a good example of inter-departmental cooperation and 
practice and although ARAZI completed their element of the project for Ministry of Mines, the 
process took considerably longer than anticipated. There were constant delays and the 
project was not completed in the timeframe originally requested by the ministry. 
 
Therefore, in order for ARAZI to have a successful involvement in NRRCP related lease 
grant and registration, existing administrative processes need to be streamlined and made 
more transparent. Bottlenecks or other impediments to operation that were created or 
identified during the Aynak copper mine project should be actively addressed. 
 

  

                                                           
37

 Extracted from the ARAZI institutional assessment produced as part of this project. 
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Creation of an NRRCP Task Force 
 
Relationships between the appropriate government entities need to be strengthened and 
there needs to be an appreciation that more inter-ministerial cooperation and mutual 
understanding is necessary to achieve these cross-cutting initiatives. For this purpose it is 
recommended that there should be a task force created within ARAZI, embedding where 
possible, representatives of other government departments to ensure closer co-operation 
and understanding. Preliminary discussions with the Ministry of Mines NRRCP Secretariat 
have indicated a strong willingness to directly assist ARAZI (even offering to supply 
embedded staff, funded by the MoM, to work closely with ARAZI on NRRCP related 
activities).  
 
The task force could also look at the lessons learned from Aynak copper mining project and 
use those lessons to streamline and simplify the ARAZI processes, especially in the Land 
Clearance Directorate, where the process still requires much refinement. 
 
The streamlining of these processes should not be to the detriment of due process or 
outside the scope of the current laws and land policy, but should incorporate simple step by 
step processes without the hindrances of ministerial interference or causing provincial or 
district level discord.  
  
 
RECOMMENDATION 19:  It is recommended that ARAZI’s general operational capability be 
improved as this will implicitly assist the organisation in providing an appropriate level of 
service to NRRCP related work in the future without detracting from their wider institutional 
remit. 
 
RECOMMENDATION 20:  It is recommended that an NRRCP Task Force should be 

established to focus effort on NRRCP related work and learn lessons from past experiences. 

The Task Force should include members of related departments and ministries actually 

physically embedded within ARAZI to foster closer working relations and understanding. 
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Annex 1 – Summary of recommendations  
 

The following list is a summary of the recommendations from this paper: 

Legal 
 

RECOMMENDATION 1:  It is recommended that ARAZI adopt the longer term convergence 

and simplification of the Afghan land administration legal framework as a strategic goal. 

 

RECOMMENDATION 2: It is recommended that ARAZI actively seek custodianship of the 

Land Management Law and Land Expropriation Law consultation processes and planned 

enactment. This will provide ARAZI with an opportunity to play a pivotal role in shaping the 

legislative landscape of Afghanistan and to develop the skills and institutional capability to 

take on further refinement of land management laws.  

 

RECOMMENDATION 3: It is recommended that ARAZI undertake a detailed legal review 

and identify opportunities to deliver or facilitate on-going legal reform in relation to land 

administration and management. 

 

RECOMMENDATION 4: It is recommended that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land and wherever possible devise methodologies 

and practices that complement or follow existing Afghan custom. 

 

Organisational  
 

RECOMMENDATION 5: It is recommended that operational manuals and detailed job level 

instructions be compiled for each contractor and civil service post to ensure that institutional 

knowledge and skills are preserved and to develop documented base material to assist in 

the development of a staff training programme. 

 

RECOMMENDATION 6: It is recommended that as far as possible, deliberate, on-going 

training of civil service staff is undertaken to ensure an effective transfer of skills from the 

contractor work force.  

 

Financial  
 

RECOMMENDATION 7: It is recommended that a stable, short term financial solution for a 

minimum of 12 months be sought from MAIL (potentially with donor support) to provide 

ARAZI with a degree of certainty for the future and to prevent the potential loss of skilled 

contractors prior to an effective transfer of skills to the remaining staff. 

 

RECOMMENDATION 8: It is recommended that with the short term financial solution in 

place, ARAZI secures a more sustainable financial position having regard to the options 

outlined previously. 
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Operational 
 

RECOMMENDATION 9: It is recommended that ARAZI develop departmental actions plans 

for each of its directorates and key function areas.  

 

Documentary infrastructure 
 

RECOMMENDATION 10:  It is recommended that ARAZI develop a full and detailed 

documentary infrastructure detailing the full spectrum of necessary information, both internal 

and public. 

 

Monitoring and evaluation 
 

RECOMMENDATION 11:  It is recommended that ARAZI develop and adopt simplified key 

performance indicators that will form the basis of the monitoring and evaluation framework. 

 

Land acquisition and dispute resolution 
 

RECOMMENDATION 12: It is recommended that ARAZI adopt the principles of: 

 

 Recognition of land acquisition as last resort rather than first option 

 

 Ensuring constitutional and legal compatibility of processes 

 

 Confirming consistency of acquisition processes 

 

 Examining cultural and social compatibility of processes  

 

RECOMMENDATION 13: It is recommended that ARAZI regularly review the land clearance 

and acquisition processes to ensure constitutional and legal compatibility. 

 

RECOMMENDATION 14: It is recommended that ARAZI develop and maintain a 

comprehensive land acquisition and expropriation procedural manual and publish 

information to educate and inform the general public concerning their rights, reasonable 

expectations and likely outcomes of the processes. 

 

RECOMMENDATION 15: It is recommended that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land expropriation and wherever possible devise 

methodologies and practices that complement or follow existing Afghan custom. 

 

Provision of cadastre services 
 

RECOMMENDATION 16:  It is recommended that ARAZI digitises as much of its core data 
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as possible to facilitate geo-referencing of information and the devolution of processing and 

authority necessary to operate successfully at the provincial and district levels. 

 

RECOMMENDATION 17:  It is recommended that ARAZI does not, at this time, focus on 

trying to implement a comprehensive cadastral coverage programme but instead 

concentrates effort on a demand led registration model. If additional resource becomes 

available in the future, it is further recommended that a systematic background registration 

programme be used in increase coverage over and above that created by the demand led 

approach. 

 

RECOMMENDATION 18:  It is recommended that ARAZI explores the options for simplified 

cadastral registration including seed point and a blended seed point / polygon approach. 

 

NRRCP 
 

RECOMMENDATION 19:  It is recommended that ARAZI’s general operational capability be 

improved as this will implicitly assist the organisation in providing an appropriate level of 

service to NRRCP related work in the future without detracting from their wider institutional 

remit. 

 

RECOMMENDATION 20:  It is recommended that an NRRCP Task Force should be 

established to focus effort on NRRCP related work and learn lessons from past experiences. 

The Task Force should include members of related departments and ministries actually 

physically embedded within ARAZI to foster closer working relations and understanding. 
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Annex 2 – Summary of recommendations related to Afghanistan’s 

draft 2007 National Land Policy   
 

The following table illustrates how the recommendations made relate to the 2007 draft Land 

Policy Objectives (LPOs), Land Policy Principles (LPPs) and policies. 

Legal 

RECOMMENDATION 1:  It is recommended 
that ARAZI adopt the longer term 
convergence and simplification of the Afghan 
land administration legal framework as a 
strategic goal. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs – 1.4.3, 1.4.5,1.4.7, 1.4.8,1.4.9, 1.4.10, 
1.4.11, 1.4.12 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 2: It is recommended 
that ARAZI actively seek custodianship of 
the Land Management Law and Land 
Expropriation Law consultation processes 
and planned enactment. This will provide 
ARAZI with an opportunity to play a pivotal 
role in shaping the legislative landscape of 
Afghanistan and to develop the skills and 
institutional capability to take on further 
refinement of land management laws. 

RECOMMENDATION 3: It is recommended 

that ARAZI undertake a detailed legal review 

and identify opportunities to deliver or 

facilitate on-going legal reform in relation to 

land administration and management. 

RECOMMENDATION 4: It is recommended 

that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land 

and wherever possible devise methodologies 

and practices that complement or follow 

existing Afghan custom. 

Consistent with: 

LPOs – Provide every Afghan access to 
land, Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs – 1.4.1, 1.4.3, 1.4.5,1.4.7, 1.4.8,1.4.9, 
1.4.10, 1.4.11, 1.4.12 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 
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Organisational  

RECOMMENDATION 5: It is recommended 
that operational manuals and detailed job 
level instructions be compiled for each 
contractor and civil service post to ensure 
that institutional knowledge and skills are 
preserved and to develop documented base 
material to assist in the development of a 
staff training programme. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8 and 1.4.9 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 6: It is recommended 
that as far as possible, deliberate, on-going 
training of civil service staff is undertaken to 
ensure an effective transfer of skills from the 
contractor work force.  

Financial  

RECOMMENDATION 7: It is recommended 
that a stable, short term financial solution for 
a minimum of 12 months be sought from 
MAIL (potentially with donor support) to 
provide ARAZI with a degree of certainty for 
the future and to prevent the potential loss of 
skilled contractors prior to an effective 
transfer of skills to the remaining staff. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8 and 1.4.9 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 8: It is recommended 
that with the short term financial solution in 
place, ARAZI secures a more sustainable 
financial position having regard to the 
options outlined previously. 

Operational 

RECOMMENDATION 9: It is recommended 
that ARAZI develop departmental actions 
plans for each of its directorates and key 
function areas. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8 and 1.4.9 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 
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Documentary infrastructure 

RECOMMENDATION 10:  It is 
recommended that ARAZI develop a full and 
detailed documentary infrastructure detailing 
the full spectrum of necessary information, 
both internal and public. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8, 1.4.9 and 1.4.11 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

Monitoring and evaluation 

RECOMMENDATION 11:  It is 
recommended that ARAZI develop and 
adopt simplified key performance indicators 
that will form the basis of the monitoring and 
evaluation framework. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8 and 1.4.9 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

Land acquisition and dispute resolution 

RECOMMENDATION 12: It is recommended 

that ARAZI adopt the principles of: 

 Recognition of land acquisition as last 

resort rather than first option 

 Ensuring constitutional and legal 

compatibility of processes 

 Confirming consistency of acquisition 

processes 

 Examining cultural and social 

compatibility of processes  

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration, encourage the optimal 
use of land resources. 

LPPs – 1.4.4, 1.4.5, 1.4.6, 1.4.8, 1.4.9, 
1.4.10 and 1.4.14 

Policies – 2.1.1, 2.1.2, 2.2.1, 2.2.2, 2.2.5, 
2.2.7, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 13: It is recommended 

that ARAZI regularly review the land 

clearance and acquisition processes to 

ensure constitutional and legal compatibility. 
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RECOMMENDATION 14: It is recommended 

that ARAZI develop and maintain a 

comprehensive land acquisition and 

expropriation procedural manual and publish 

information to educate and inform the 

general public concerning their rights, 

reasonable expectations and likely outcomes 

of the processes. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration, encourage the optimal 
use of land resources. 

LPPs – 1.4.4, 1.4.5, 1.4.6, 1.4.8, 1.4.9, 
1.4.10 and 1.4.14 

Policies – 2.1.1, 2.1.2, 2.2.1, 2.2.2, 2.2.5, 
2.2.7, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 15: It is recommended 

that ARAZI actively pursue the integration of 

Afghan customary practice in relation to land 

expropriation and wherever possible devise 

methodologies and practices that 

complement or follow existing Afghan 

custom. 

Provision of cadastre services 

RECOMMENDATION 16:  It is 
recommended that ARAZI digitises as much 
of its core data as possible to facilitate geo-
referencing of information and the devolution 
of processing and authority necessary to 
operate successfully at the provincial and 
district levels. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Establish an efficient system 
of land administration. 

LPPs –1.4.5, 1.4.8 and 1.4.9 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.6 and 3.1.8. 

RECOMMENDATION 17:  It is 
recommended that ARAZI does not, at this 
time, focus on trying to implement a 
comprehensive cadastral coverage 
programme but instead concentrates effort 
on a demand led registration model. If 
additional resource becomes available in the 
future, it is further recommended that a 
systematic background registration 
programme be used in increase coverage 
over and above that created by the demand 
led approach. 

RECOMMENDATION 18:  It is 
recommended that ARAZI explores the 
options for simplified cadastral registration 
including seed point and a blended seed 
point / polygon approach. 
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NRRCP 

RECOMMENDATION 19:  It is 

recommended that ARAZI’s general 

operational capability be improved as this will 

implicitly assist the organisation in providing 

an appropriate level of service to NRRCP 

related work in the future without detracting 

from their wider institutional remit. 

Consistent with: 

LPOs – Promote and ensure a secure land 
tenure system, Encourage the optimal use of 
land resources, Establish an efficient system 
of land administration. 

LPPs – 1.4.4, 1.4.5, 1.4.8, 1.4.9 and 1.4.11 

Policies – 2.1.1, 2.2.1, 2.2.2, 2.2.3, 2.2.5, 
2.2.7, 3.1.2, 3.1.3, 3.1.4, 3.1.5, 3.1.6 and 
3.1.8. 

RECOMMENDATION 20:  It is 

recommended that an NRRCP Task Force 

should be established to focus effort on 

NRRCP related work and learn lessons from 

past experiences. The Task Force should 

include members of related departments and 

ministries actually physically embedded 

within ARAZI to foster closer working 

relations and understanding. 
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Annex 3 – Process mapping brief  
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Process mapping – the rationale 
 

Institutions that start by process mapping individual processes frequently end up mapping 

much of their operations. This is perhaps the greatest evidence that institutions value 

process mapping as a tool. 

 

In some cases, the responsibility to update and maintain processes has been formally 

incorporated into job descriptions. One additional incentive for institutionalising process 

mapping is that it is a key component of international quality standards such as ISO 900139. 

 

Put simply, process mapping is a technique for making workflows visible. A process map is, 

in essence, a flowchart which shows who is doing what, with whom, when and for how long. 

It shows how operational decisions are made and the sequence of events. Process mapping 

can also include the rationale for actions, citing statutory and regulatory authority. 

 

 

Process maps are good for streamlining work activities and explain to new people, as well as 

internal and external customers, what the nature of the business is. They also can help in 

the effort to reduce cycle time, avoid rework, eliminate some inspections or quality control 

steps, and prevent errors.  

The benefits of process mapping 
 

Many positive results can be achieved from process mapping exercises. The absence of a 

reliable mechanism to review processes can be detrimental to the growth of an organisation.  

The benefits from process mapping are derived from improved, more efficient processes or 

processes which are better able to manage or control for risk. Such benefits operate at 

strategic, managerial and operational levels.   

                                                           
39

 ISO 9001 is the internationally recognised standard for the quality management of businesses and applies to 

the processes that create and control the products and services an organisation supplies. It also prescribes 

systematic control of activities to ensure that the needs and expectations of customers are met and is designed 

and intended to apply to virtually any product or service, made by any process, anywhere in the world. 

 

STEP 1 
Identify processes are 

currently being 
performed 

STEP 2 
Identify how 

procedures should be 
done according to 

policies and procedures 

STEP 3 
Redesign processes to 
improve efficiency and 

reduce risks 
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Process mapping therefore forms an essential part of the documentary infrastructure of an 

organisation and allows critical analysis of procedures. The institutional assessment of 

ARAZI found a lack of documented processes. The assessment also highlighted out of date 

policies and procedures and policies and procedures being inconsistently applied. 

Insufficient or inadequate training on policies and procedures often means there are frequent 

delays within certain processes and also highlight communication problems within ARAZI. It 

is these highlighted areas, in particular, where effective process mapping can be most 

beneficial.  

 

The first step in process mapping is to show how processes are currently being performed. 

The second step is to show how the prescribed procedures should be done in line with the 

organisation policies and procedures manuals. The third step is to show how the processes 

could be redesigned to improve efficiency and reduce risks. 

This briefing paper maps and explains the current land acquisition process employed by 

ARAZI as an example of process mapping, highlights some of the issues and outlines some 

potential solutions in a manner consistent with a critical review following the process 

mapping exercise. 

ARAZI’s legislative mandate 

 
Property rights are considered in the Afghanistan Constitution and these are addressed in a 

number of key articles. 

Article 3840 states that, “Personal residences shall be immune from trespassing, and 

requires permission from a court to enter and search a private residence.” 

Article 4041 states that, “Property is immune from invasion or violation. No person 

shall be forbidden from acquiring and making use of property except within the limits 

of the law. No person’s property shall be confiscated without the provisions of law 

and the order of an authorised court. 

                                                           
40

 Chapter 2 Article 38, Constitution of The Islamic Republic of Afghanistan. 
41

 McCauslan, P. Para. 2  ‘Land Expropriation Law of the Islamic Republic of Afghanistan: A Commentary’ 
(2011). 
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Acquisition of a person’s property shall be confiscated without the provisions of law 

and the order of an authorised court. Acquisition of a person’s property, in return for a 

prior and just compensation within the bounds of law, is permitted only for securing 

public interests in accordance with the provisions of law. 

Inspection and disclosure of a private property are carried out only in accordance 

with the provisions of law.” 

Article 41 states that, “Foreign individuals shall not have the right to own immovable 

property in Afghanistan.”42 (Article 41 does, however, allow lease of immovable 

property for the purpose of capital investment in accordance with the law). 

 

Alongside the constitutional articles, there are several laws that deal primarily with Land 

Management and Land Expropriation (which have been reviewed extensively by both Patrick 

McCauslan43 and Liz Alden Wily44 including a report on the compatibility of the existing laws 

with World Bank Operating Policies (OP) 4.1245). These coupled with the National Land 

Policy46 form the framework within which ARAZI operates.  

There are several stages in the land acquisition process:  

 Land clearance 

 Expropriation of land 

 Land transfer 

 Land exchange 

 

This process mapping brief will map the land clearance, land transfer and land exchange 

processes as an example of process mapping. 

  

                                                           
42

 Chapter 2 Article 41, Constitution of The Islamic Republic of Afghanistan. 
43

 Op. Cit. No 2 and McCauslan, P. ‘Land Management Law of the Islamic Republic of Afghanistan: 
A Commentary’ (2011). 
44

 Wily, A. W. ‘THE LAND MANAGEMENT LAW, 2008: Social Impact Assessment’ (2012). 
45

McAuslan, P. ‘Land Acquisition in Afghanistan’ The World Bank (2007). 
46

 Approved in 2007 by the Cabinet of Ministers. 
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Land Clearance process narrative 
 

If a dispute arises during the land clearance process Article 20 of the Land Management 

Law does allow for a provincial commission to be formed under supervision of the governor 

to give advice and direction to the land clearance teams in order to resolve any dispute and 

to provide effective solutions. 

The provincial commission should be composed of the following: 

 The Governor (Chairman) 

 Head of the Provincial Department of Agriculture, Irrigation and Livestock (Vice 

Chairman) 

 Head of the Appeal Court (Member) 

 Mustowfee (Member) 

 Head of the Provincial Department of Energy and Water (Member) 

 Head of the Provincial Department of the General Department of Geodesy and 

Cartography (Member) 

 Head of the Provincial Land Management Department (Secretary and Member) 

The Commission is meant to meet once a month but may meet more frequently if necessary. 

On the face of it, the system of land clearance appears to be quite simple and logical. 

However, several of the steps within this process are extremely time consuming and in 

practice very difficult to implement with any degree of certainty. 

An example of this is that every request for a parcel of land has to be signed for individually. 

Therefore if several plots of land are contained within a request for clearance then each plot 

has to be signed for separately, there is no overarching promissory system. Similarly every 

clearance team is assembled in Kabul with little or no provincial or district input and 

communication between the teams and the central office is at best patchy. There are no 

specific timescales for progress and as a result, the land clearance process can be arbitrary 

and illogical with little scope for flexibility. 
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The Land Clearance process map 

 

Land clearance is requested or 
forms part of an agreed 

development plan 

Outline proposal by ARAZI 
presented to the MAIL Minister 
for signature and forwarded for 

land clearance decree 

ARAZI is then responsible for 
forwarding appropriate letter to 
the various related Government 

agencies and assembling the 
Land Clearance Team 

ARAZI is responsible for 
introduction of the land 

clearance team to the relevant 
province and district 

The MAIL directorate 
communicates with the land 

owners through various media 
about the land clearance team 

The land owner is referred to the 
Land Clearance Team 

The land clearance form is 
completed by the land owner  

Land Clearance Team undertake 
a field visit 

The land plot is reconciled with 
the cadastre map  

The boundaries of the land plot 
are identified, water rights 

located and these transferred 
using an area calculation form by 

the land clearance team 

Tax identification, water rights, 
court rulings and any associated 
ARAZI book registration number 

or court registration number 
relating to the cleared plot are 

recorded 

The land clearance documents 
are then prepared for the  

'Qabala' or the  the existing 
'Qabala' is confirmed and sent to 

the relevant court  

The 'Qabala' is then sent by the 
court to the relevant 

government agencies for 
recording 

The land clearance documents 
are then submitted for archive at 
the relevant province (Article 91 
of the Land Management Law) 
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Land Transfer process narrative 

 

According to law, the transfer of state lands to government organizations and institutions 

takes place after the determination of the land price in an agreement between ARAZI and 

the user organization or institution after endorsement by the Ministry of Agriculture, Irrigation 

and Livestock and approval by the President. 

The process map relating to land transfer is set out overleaf. 
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Land transfer process map 
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Land Transfer Request issued 
from the province 

Agriculture, Irrigation and 
Livestock Directorate consider 

merits of request 

Consideration of the request 
under the General Management 
of Land Department in Province 

Representative requests from 
the related Government 

agencies (AGCHO, MAIL, MoF, 
Ministry of Energy and Water 

and Ministry of Culture) 

Field visit 

Report compiled and form No. 1 
of the evaluation and 
assessment process is 

completed  

Consideration of Form No. 1  by 
General Management of Land 

Department in Province 

The  evaluation and assessment 
form  is sent to ARAZI 

Land Clearance and Planning 
Directorate (ARAZI) considers 

and identifies the relevant lands 
to be transferred 

ARAZI is responsible for the 
General Management of Land 

Department  transfer and 
exchange  

ARAZI evaluates and assesses all 
the documentation lodged in 

support of the application and 
prepares formal suggestion for 

presentation 

The suggestion is then presented 
to MAIL for futher consideration 

After consideration the MAIL 
Minister can approve or dismiss 

the suggestion 

If approved the  suggestion is 
then presented to GIRoA 

Approval or dismissal of the 
suggestion by GIRoA 

On approval the transfer 
protocol is signed by the 

President 

The GIRoA decree is sent to to 
the expropriating agency 



   

59 
 

Land Exchange narrative 
 

According to law, a person who owns land plots in several locations can exchange his 

respective plots with state lands. 

Exchange of land between government and individuals takes place by mutual agreement 

between the parties, taking into consideration the grade and price of the land with the 

proviso that the lands which would be exchanged are not farm land or under a project.  

The process map relating to land exchange is set out overleaf. 
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Land Exchange process map 
 

 

Authorisation for exchange 
issued from MAIL 

ARAZI receives and considers 
application 

Land Clearance and Planning 
Directorate identifies the land 

with Land Survey and 
Registration Directorate   

The Land Clearance and 
Planning Directorate is 

responsible for the 
management of "tahsil aqsat 
naqileen" and exchange form 

The first part of exchange 
form is completed by General 

Management of Land 
Department in Province  

Representations requested 
from government agencies 

(Cadastre, MAIL,  MoF, 
Ministry of Energy and Water 

and Ministry culture) 

Field visit 
The land is evaluated and 

assessed and exchange form 
updated 

The General Management of 
the Land Department transfer 
process occurs in the Province 

Documents collated and sent 
to ARAZI for processing and 

assessment 

Land Clearance and Planning 
Directorate assesses and 
validates documentary 

evidence 

ARAZI is responsible for 
finalising the applicaton 

The application is presented 
to MAIL 

The application is approved 
by MAIL Minister 

The application is presented 
to GIRoA for approval 

The application is approved 
by GIRoA 

The protocol is signed by the 
President of the Islamic 
Republic of Afghanistan 

GIRoA’s decree is sent to to 
the expropriating agency 
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Observations from process mapping exercise 
 

The absence of procedural manuals and the lack of effective departmental level 

documentation that set out policy has meant that it has not been possible to produce more 

detailed process maps showing how the procedures should ideally be completed by ARAZI. 

However, as can be seen from the flow charts that have been generated from personal 

interviews with directors and staff members, the current systems of land clearance, land 

transfer and land exchange employed in Afghanistan appears to be cumbersome and 

unwieldy with little scope for flexibility. There are many steps involved in each process many 

of which are time consuming, difficult to execute and lack fluidity.   

Areas of particular concern that contribute to bottlenecks include the need for every 

transaction to be executed sequentially. This is onerous and unnecessary, particularly in 

light of the poor communication and transportation networks and results in longer processing 

times than would otherwise be strictly necessary. 

Partial devolvement of authority to provincial or even district levels would assist in this area. 

Similarly, since ARAZI is responsible for the Land Clearance teams, and these teams are 

currently despatched from Kabul HQ, there is little or no input from provinces or districts in 

the management or direction of these teams. One remedy could be to form specific teams in 

each of the provinces/districts with direct accountability to ARAZI in Kabul.  

The sequential step approach currently utilised throughout the existing processes does lend 

itself to abuse and each process level can be used as a gateway, potentially encouraging 

the use of bribes to advance to the next stage. Streamlining and reducing the sequential 

step procedures by allowing some parallel processing would allow for early intervention in 

particular problematic areas and give greater accountability and transparency. 
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Annex 4 – Land dispute resolution and compensatory schemes brief

  
 

 

 

 

 

 

 

 

 
ARAZI Land dispute resolution and 
compensatory schemes brief 
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Land acquisition and dispute resolution 

 

Land rights in Afghanistan are ruled by a number of intersecting legal frameworks including 

constitutional law, state law, religious law, civil law and customary law, thus making the 

regulatory environment exceptionally complex.47  ARAZI’s role in land acquisition and 

dispute resolution centres around its operational remit in respect of land clearance48 

activities. Often, at the heart of any dispute in this context are the questions value and 

compensation. 

 

Whilst many Afghan citizens are prepared to accept the need to provide land for investment 

purposes, the degree of utility and access they enjoyed is difficult to quantify in the real 

world. Unrealistic expectations and a systemic practice of under declaration of property 

values to reduce tax liability compound the problem. 

 

On many occasions, land offered by the responsible expropriation committee as 

compensation is not accepted by land rights owners. In case of the Aynak mining project, a 

number of factors contributed to dissatisfaction with the expropriation process: 

 

 inadequate or inappropriate compensation 

 inter-community disputes about ownership 

 delays in disbursement of compensation 

 improper distribution of compensation in cases of joint ownership 

 problems in distribution of agricultural land to households who do not have land 

ownership papers but will still be displaced due to the Aynak development 

 problems in allocation of residential plots to displaced families at the resettlement site 

 

Ongoing insecurity49 concerning the Aynak site and the further concerns relating to the 

historic monuments located there continue to prevent the principal social and economic 

benefits of the development from materializing as anticipated. 

 

ARAZI’s part in land acquisition and dispute resolution is essentially an administrative one 

and in the first instance appears to act almost in a mediation role between the government (a 

key party to the dispute as the expropriating authority) and the land rights holder. A failure to 

successfully conclude an administrative agreement for compensation is referred to the 

courts for settlement as a consequence of Article 2350 of the Land Management Law 2008. 

 

                                                           
47

 “From Dispute to Resolution: Managing Land in Afghanistan” Stefanie Nijssen, Civil-Military Fusion Centre, 
October 2011. 
48

 Land clearance in this context is the process of identifying rights relating to a parcel of land to establish 
ownership, rights of use and other easements, community interest, etc. as a preparatory step to compensation 
and expropriation by the government. 
49

 “Afghan officials are battling to convince nervous Chinese investors to restart work at a landmark $3 billion (1.8 
billion pounds) mine project and not to worry unduly about insurgent rocket attacks to salvage one of the 
country's big hopes of economic independence” reported by Jessica Donati and Mirwais Harooni - Reuters, 27 
September 2012. 
50

 “Land-related disputes and claims, if cannot be settled by the settlement commission shall be referred to the 
court for settlement.” - Article 23, Land Management Law 2008. 
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A more detailed analysis of the proposed revisions to the Land Management Law 2008 was 

developed for the World Bank in August 2011 by Patrick McCauslan and for the purposes of 

this briefing paper some of the salient text is set out here. In the following extract, 

McCauslan argues that the tasfia (or tasfeya) process of adjudication and expropriation 

should not be led from central government but rather be based on community practice and 

long established custom: 

 

“It is much better to accept the existence of customary tenure and if there is to be a policy of 

elimination or assimilation, to establish process of land adjudication under which over a long 

period of time, persons holding land under customary tenure can have their rights in land 

adjudicated. Adjudication refers to the process of finding out who has what rights in what 

land and recording those rights. It enables disputes about boundaries and conflicting claims 

to land to be ironed out. It is an essential pre-condition to the recording or registration of 

rights in the land. These rights may be customary rights or they may after adjudication, be 

converted by the law into statutory rights. It is participative process: the community has to be 

involved in the exercise. 

Now it may be that Tasfeya is meant to provide for land adjudication but articles 14 – 20 [of 

the proposed new Land Management Law] do not provide for land adjudication. They do not 

provide for a participative process by the local community which involves a hearing and an 

adjudication or determination of the rights claimed in the land by various claimants; Tasfeya 

is more of a registration process carried out by officials and professionals. 

The give-away here is article 18: the landowner is obligated to co-operate with the Tasfeya 

Commission, a high-powered body from the centre as it does its work on and about the land. 

It is a process of what ‘we’ the officials do to ‘you’ the landowner; not a process in which 

officials work with landowners and others to reach an agreement if possible on land rights 

and interests. Disputes are referred to the court (unspecified) rather than as with 

adjudication being part of that process. 

Articles 25 and 26 deal with Tasfeya of land on the basis of traditional distribution and of 

commonly held land. Although not at all clear, these provisions appear to deal with 

customary communal ownership. Again this is precisely the kind of land tenure arrangement 

which if it is to altered or converted to statutory arrangements can only be done with any kind 

of equity, effectiveness and finality via a process of adjudication and not as is proposed here 

by the Commission and on the basis of legal documents.“ 

 

Patrick McCauslan, August 2011 

 

The Aynak mining project has yielded many recent, practical examples of the land clearance 

and expropriation process in action and, mindful of the lessons learned during that process, 

ARAZI is still formulating and refining a best practice approach to this difficult area of field 

work. ARAZI senior staff recommended establishing a formal documented record of land 

clearance activities to date to provide an evidence base for future refinement of these 

processes. 

 

Global best practice examples are difficult to apply outside of their specific country contexts 

and acceptable practices for expropriation are not readily translated in the literal sense. 
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However, most global best practice in state expropriation or acquisition of land do have a 

consistent common theme as illustrated in the graphic overleaf: 

 

 

 

These key steps closely mirror the outline situation in Afghanistan, though differing emphasis 

is often placed on each stage in the Afghan context. Problems arise therefore, not in the 

concept of exercise of eminent domain per se, but in the practical application, the 

expectations of citizens and the consistency and equity of the processes. 

 

In terms of compensation options, “land for land” is a persistent feature of resettlement offers 

made as part of the compensation for expropriation. The International Finance Corporation 

(IFC) offers the following guidelines51 for such offers which could inform ARAZI’s 

development of compensation mechanisms and advice to other expropriating ministries:  

• New land should be equivalent or superior in productive potential to the land from 

which people will be displaced 

 

• Compensation rates should be applied consistently throughout the life of the 

project to protect the sponsor from unjustified and exaggerated claims 

 

• New land should be located in reasonable proximity to land from which people 

will be displaced 

 

• New land should be provided free of any “transaction costs” such as registration 

fees, transfer taxes, or customary tributes 

 

                                                           
51

 International Finance Corporation, Environment and Social Development Department - Handbook for 
Preparing a Resettlement Action Plan 

There is a project or proposal involving the use of land  
that brings a significant economic benefit to society 

The decision to exercise eminent domain is only taken 
when absolutely necessary and if no other alternatives 
are available 

A significant period of public consultation takes 
place to explore issues and gain popular consent 

An administrative process takes place to 
offer compensation for expropriation 

In the event of a dispute with the administrative process 
or compensation offered the matter may be escalated 
to a judicial level 
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• New land should be prepared (cleared, levelled, and made accessible) for 

productive levels similar to those of the land from which people will be displaced 

(preferably, affected people should be paid by the project to do this work) 

 

IFC guidelines go on further to emphasise that compensation should be paid to those who 

also have informal, rather than formal or legal, title to land where those rights are evidenced 

by virtue of occupation or use of those land rights. 

Consistency in compensation is also cited as the overriding factor to promote equity and 

lessen the potential for conflict between differing interest groups being compensated for land 

rights loss. 

This briefing paper therefore offers the following overarching guiding principles as a basis to 

inform the development of ARAZI’s best practice model: 

 

 Recognition of land acquisition as last resort rather than first option – wherever 

possible, alternatives to the exercise of eminent domain by the state should be 

sought. Land acquisition should be seen as a last resort rather than the first option 

when identifying land suitable for investment or state sponsored development. 

 

 Ensuring constitutional and legal compatibility of processes – If land acquisition 

is absolutely necessary then any processes must be consistent with the constitution 

of the Islamic Republic of Afghanistan and in full accordance with the law. 

 

 Confirming consistency of processes – The processes relating to acquisition 

should be applied in a uniform and consistent manner to ensure an equitable result. 

In the context of ARAZI’s activities, this is best achieved through documented, 

standardised practice that is set out in public information material and verified 

through an audit stage. 

 

 Examining cultural and social compatibility of processes52 – wherever possible, 

Afghan customary practices in dispute resolution should be employed to ensure 

social legitimacy and acceptance. 

 

Additionally, in the Afghan context, there is a long tradition of community based mediation 

through well recognised cultural processes. ARAZI should explore the practical integration of 

these cultural norms in dispute resolution53 with a view to incorporating them into the land 

clearance and acquisition processes. 

 

                                                           
52

 “…..institutions that are legal but do not enjoy social recognition may make little difference to the lives of 
ordinary people, and have therefore often proven to be highly ineffective. Bringing legality and legitimacy together 
is a major challenge for policy that cannot be solved in the abstract.” – Land Policies for Growth and Poverty 

Reduction, World Bank, 2003. 
53

 “What are the keys to creating an effective, efficient and equitable system of land administration in a post-
conflict country such as Afghanistan?…..build on local systems of laws, practices and locally developed 
institutions…..place effective and fair dispute settlement at the heart of national policy” – Patrick McAuslan, 

Commentary on the Land Management Law, World Bank Briefing Paper, August 2011. 
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Ultimately though, it must be recognised that introducing additional levels of administrative, 

quasi-judicial and judicial oversight and settlement can simply add unnecessary delays and 

costs and encourage land rights owners to continually have their cases reviewed by 

successive hierarchical processes until they achieve the outcome they desire or the process 

is exhausted. 

 

As such, any final system established should, whilst providing an appropriate opportunity for 

genuine appeal, be limited in the number of times the same case may be adjudicated. 
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Annex 5 – Cadastral brief  
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Acronyms and abbreviations 
 

  

AGCHO   Afghan Geodesy and Cartographic Head Office  

AIMS    Afghanistan Information Management Services  

ALCO    Afghanistan Land Consultancy Organization  

AMLAK   Land Management General Directorate of the 

   Ministry of Agriculture, Irrigation and Livestock 

CEO    Chief Executive Officer  

GIS    Geographic Information System  

MAIL    Ministry of Agriculture, Irrigation and Livestock  

USAID   United States Agency for International Development 

AGCHO   Afghanistan Geodesy and Cadastral Head Office 

ARAZI    Afghanistan Land Authority  

ASI   Adam Smith International  

LARA    Land Reform in Afghanistan   

NRRCP  National and Regional Resource Corridor Program 

  

                                                           
54

 Page numbers do not correspond as these are standalone documents reproduced here for convenience. 
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Background and context55 
 

The Land Management Law of 2008 delegated the authority to administer government and 

public land to MAIL and originally Amlak was therefore responsible for this activity. As the 

successor organisation to Amlak, ARAZI is now largely responsible for carrying out this 

mandate. ARAZI therefore concerns itself primarily with issues for government and public 

land that is not within the jurisdiction of municipalities.  

 

Through the Tasfia process ARAZI is registering government and private land. In creating a 

land inventory, ARAZI has been asserting a right to survey all of Afghanistan to a resolution 

of 10 meters in order to ascertain the extent of state land. However, this surveying function 

appears to be assigned to AGCHO by article 16 of the current Land Management Law 2008 

(LML 2008). 

 

It is apprehended though, that despite article 16 LML 2008, ARAZI should still be able to 

undertake its own registration activities in parallel to those of AGCHO. This briefing paper is 

therefore predicated on the understanding that either ARAZI may undertake cadastral 

activities under its current remit or that it may do so if, as is anticipated, the Cadastral Unit of 

AGHCO is transferred to ARAZI’s control. 

Methodology 
 

This briefing paper has been formulated as an amalgam of recommendations from the 

current programme remit and from the wide range of previous work56 undertaken by past 

consultancies, projects and programmes where still relevant. As a result, many of the 

recommendations are not necessarily new but are still pertinent in the current context. In 

addition, ARAZI can be confident that the recommendations and overall strategic approach 

has been validated by multiple analyses and perspectives, both international and Afghan. 

 

An analysis of the current status of cadastre services identifying the remaining challenges to be 

addressed before a working cadastre model with expanded coverage and national reach was 

undertaken.  The analysis placed a focus upon developing appropriate cadastral information for 

land in the National and Regional Resource Corridor Programme in accordance with the 

objectives of the project.  

 

Current cadastral activity57 
 

One of ARAZI’s core functions is to establish for the government, the class of title, type, 
volume and location of all land in Afghanistan. For this purpose ARAZI has established the 
Directorate of Land Inventory and Registration. 
 

                                                           
55

 Extracted from USAID LARA Institutional Assessment of Arazi, 17 April 2012. 
56

 Almost 50 prior reports and analyses from earlier programmes and consultancies were examined as part of the 
back ground research for this project. 
57

 Extracted from the World Bank / ASI ARAZI institutional assessment produced as part of this project. 
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The Directorate of Land Inventory and Survey has been assigned the role of classifying over 
800,000 hectares (8,000 sq. km) of land during the next 10 years, with the specific goal of 
identifying areas that are undisputed and not already occupied and that may be leased to 
Afghan citizens and businesses. ARAZI is also tasked to grant land to landless people as 
well as create revenue through the collection of land taxes.  
 
However the mapping of urban/rural commercial and municipal land, though possibly within 
the current capability of ARAZI, has been excluded from the land inventory of state land. 
ARAZI is therefore confined to dealing with undeveloped rural land only. 
 
The Directorate is working with other government agencies, including local governments, 
with the objective of establishing a nationwide inventory of all lands, particularly to identify 
and inventory government and public lands available for the land leasing program to be 
established in line with the Land Management Law 2008. The Directorate is developing 
standardized technical procedures to commence the work of inventorying the land and to 
make the information available to other government agencies. 
 
The inventory process is time consuming and this has meant a phased approach to 
development. 
 
The first phase of the inventory is to concentrate on land that is currently under lease with 
the government and less challenging land, free from disputes, that is unoccupied and not in 
use. Land with endorsement from provincial and district governmental offices and 
communities with governmental property rights will also be among the priorities. Other 
priorities include irrigated lands and lands for which land lease applications have been 
received over the past decade. ARAZI recognizes that the completion of the land inventory 
may require a decade or more to complete. 
 
The creation of ARAZI’s National Data Centre58 is an essential element in this phased 

development as it is the intention to act as a single portal for all GIRoA land related 

information, providing a shared central data base for use by all other governmental 

departments and agencies. However, although some key elements of hardware and 

software are in place within the Directorate, there are several significant deficiencies namely: 

 The technical staff in this department are primarily contractors whose funding is 

currently dependant on short term finance arrangements (often through donor 

funding). 

 

 The lack of a clear Information Technology Strategy Plan for the ARAZI main office. It 

is possible that the USAID funded LARA project, aimed at developing technical and 

infrastructure methodologies for the provinces, may assist progress in this area in the 

future. 

 

 The system has yet to be tested effectively. 

 

 Uncertainty continues to surround the acquisition of the AGCHO Cadastre 

Department preventing a unified approach to registration. 

 

                                                           
58

 There is an existing data centre which currently requires the appropriate licensing, to allow operational 
commencement. 
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In addition, the Directorate currently operates with equal amounts of contractor and 

government staff, but the strong technical element to the work undertaken is, in the main, 

carried out by the contract staff alone. 

The contractor staff are well trained and appear to be competent and understand the 

technical needs of the Directorate but the transfer of skills to established civil servants is 

minimal. The lack of documented operational process and job descriptions within the 

Directorate is not assisting progress. There is also a lack of a consistent, coherent training 

programme to enable the existing lower grade government staff to readily adapt to the 

changing needs of ARAZI. 

Planned move of AGHCO cadastral department to ARAZI 
 

Continuing reference59 is made to ARAZI subsuming the Cadastral Department of AGCHO 

in order to assume the role of the principal cadastral agency in Afghanistan but, to date, this 

still has not been achieved despite determined political lobbying and administrative effort. 

This briefing paper therefore assumes that whilst such a move may occur in the future, an 

interim approach to registration is required that should be fully compatible with the eventual 

integration of AGCHO’s current remit. 

 

It should also be noted that incorporating AGCHO’s Cadastral Department within the 

functions of ARAZI is not in itself without significant challenges. AGCHO itself has a number 

of operational deficits, dysfunctional equipment and an insufficient skills base to discharge its 

statutory duties.60 Subsuming AGCHO’s Cadastral Department may solve some of the 

problems of survey jurisdiction and allow access to substantial legacy data surrounding land, 

but will bring with it the need for yet another long term development programme. 

Defining an appropriate cadastre system61 
 

In defining an appropriate cadastre system for ARAZI it is useful to go back to basics and ask a 

few simple questions: 

 

 Why do we need a cadastre established within ARAZI?  

 What information are we recording? 

 Why are we recording it? 

 How will we use that information? 

 

The cadastre system for ARAZI’s needs at present differs from the ultimate objective of a 

uniform, single source, nationwide cadastre. The current strategy has been to try to do 

everything at once, to record and classify all land, to map everywhere at the highest available 

resolutions and to resolve all competing ownership claims to land. 

                                                           
59

 The earliest documented reference to incorporating AGCHO’s Cadastral Department within ARAZI was found 
in the existing 2009-2014 ARAZI Strategic Plan. 
60

 Summary of findings from the USAID LARA Institutional Assessment of AGCHO, 17 April 2012. 
61

 For the purposes of this briefing paper, the cadastre in question is that of state land only, generated to serve 
the state land lease process. 
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Whilst those are laudable ambitions, the practical realities of implementation in a difficult country 

context with limited infrastructure, security and levels of public education and understanding 

make it impossible to achieve those ambitions in the near future. Even well developed countries 

do not have full cadastral coverage62 and recognise that attaining full coverage in in modern 

times is a painstaking and time-consuming process with significant challenges and can take 

generations to achieve.  

 

The costs of ARAZI’s current approach also need to be taken into consideration. The USAID 

LARA Institutional Assessment of ARAZI undertaken earlier in 2012 estimated that to 

successfully implement a full coverage, high resolution imagery based mapping methodology 

would cost $50-100 million USD over a ten year period. Add to that the reluctance of AGCHO to 

release its Cadastral Department with its existing associated information and their statutory hold 

on survey activity in the country and it becomes clear that a fundamental change in approach is 

going to be necessary, at least in the short to medium term.  

Demand led cadastral development 
 

ARAZI clearly needs some form of 

cadastre to undertake some of its 

core functions, specifically land 

clearance and subsequent leasing of 

state land. Once land is leased, a 

cadastre becomes important for 

monitoring and enforcement of those 

leases and for the collection of rental 

revenue. 

 

A more manageable approach to the 

development of a digital cadastre 

model would therefore be to collect 

data on a demand led, case by case 

basis rather than attempting to 

capture all land related data for the 

country. 

 

In practice, to fulfil its principal 

objectives of being a one stop shop 

for investment land and state land for 

leasing, ARAZI only needs to 

develop a pool of suitable 

government investment land at a rate 

that is sufficient to exceed the dynamic demands of the emerging market. 

                                                           
62

 As at the end of 2011, Switzerland for example had only 64.8% of its cadastre fully digitised and verified. 
Even the UK’s Land Registry for England & Wales (which holds the largest transactional land database in 
Europe and has been operating for 150 years) only has actual registration coverage of 80% of available land. 
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That ready supply pool does not therefore need to encompass the whole of Afghanistan, 

particularly since much state land is actually unsuitable for any form of economic activity 

including low level agriculture. 

 

The development of the cadastre would therefore, by necessity, be demand led and ultimately 

more closely focussed on the actual needs of investors and potential tenants, rather than on an 

abstract ambition to “inventory all land”. In the current country context, much of the high value 

demand is expected to come from the NRRCP and therefore this programme should form the 

focus of the land clearance and cadastral registration activity. 

 

Of course, as spare resource becomes available, a systematic approach to cadastre 

development can readily be used to “fill in the gaps” and make progress towards a more 

complete cadastral coverage, but the demands of the day must provide the primary focus for 

effort. 

 

The concept of systematic registration as a background activity with demand led registration 

taking priority, will enable ARAZI to make best use of its finite human resources as demand for 

“live” registrations fluctuates over time. Indeed many land registration agencies use this 

methodology to ensure that downward trends in substantive registration do not negatively impact 

on staff output or cost effectiveness63. 

 

In terms of the information to be recorded in each registration, ARAZI should define its own 

cadastral model that contains the information it is required to document through statute together 

with the practical elements that are process specific and required for it to effectively discharge its 

remit. At the most basic, all that is really required is a system that is capable of distinguishing 

one lease extent from another and allowing the retrieval of digital copies of documentation to aid 

devolved administration at the provincial and district levels in the future. 

 

At this point in time, and particularly since ARAZI’s total number of active leases is quite low, that 

cadastral model could be extremely straightforward and could simply geo-reference scanned 

paper documents such as: 

 

 a basic paper survey map 

 land clearance evidence documentation / reports 

 customary title information 

 a copy lease (once granted) 

 a financial record of payments made 

 

                                                           
63

 Staff simply switch from “live” work to the background task of systematic registration during any seasonal or 
temporary down turn in “live” application numbers ensuring that the workforce is always fully employed. 
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Seed point geo-referencing64 
 

Using a seed point methodology as an “anchor” 

for the scanned data the physical distribution of 

data sets could easily be overlaid upon a base 

layer of relatively low resolution satellite imagery 

and in rural areas where individual lease density 

would be quite low and individual registrations 

reasonably large, even hand held GPS positions 

could be accurate enough to provide the seed 

point co-ordinates with sufficient resolution to 

differentiate between leases in the GIS system. 

 

Higher value land areas could still be registered using more mainstream polygon based methods 

within the GIS as ARAZI is doing now. 

 

As part of the land clearance process, the extents of community interests and common property 

resources are also identified and these could be incorporated into the GIS using either traditional 

polygonal mapping or through the use of seed points to help assist future land clearance efforts 

in the same area in the future. 

  

As the capability of ARAZI to digitise, catalogue and geo-reference its core data develops, 

income from leased land will also increase, providing  the potential for a proportion of the funding 

to be re-invested in a more sophisticated, transactional GIS database system and paving the 

way for the more complex and complete coverage that the organisation aspires to. 

Conclusion 
 
ARAZI needs to focus on the tasks in hand and the demands of today rather than trying to 
implement a comprehensive cadastral coverage programme which even few modern, highly 
developed countries have managed to accomplish to date. 
 
Focussing on a demand led cadastre development model is an entirely appropriate 
approach that recognises that development will necessarily occur in an incremental and 
sustainable way and that the ambition of a fully developed cadastre is a goal to work towards 
but will probably take several generations to achieve. 

  

                                                           
64

 Sometimes referred to as “dots for plots”. 
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Annex 6 – Institutional assessment 
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Abbreviations and Acronyms  
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AMLAK  Land Management General Directorate of the 

Ministry of Agriculture, Irrigation and Livestock  
 

HOO   High Office of Oversight  

IDLG   Independent Directorate of Local Governance 

GIRoA  Government of the Islamic Republic of Afghanistan  
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Introduction and summary  
 

The primary purpose of the institutional assessment is to provide a short review of the 

current processes, procedures, operational systems, human resources, legislation and other 

organisational resources and capacity of the Afghan Land Authority (known as ARAZI). Past 

issues identified by previous agencies working with land institutions in Afghanistan were 

used to inform the process and to assess whether proposed changes and recommendations 

were achievable in the country context. 

In particular, past institutional assessments of ARAZI and AMLAK (where considerably more 

time and resource was applied than this intervention allowed) were used to develop a full 

picture of those challenges and issues and assess the organizational response to 

recommendations over time. That background information has been used to develop the 

core concepts of the more comprehensive recommendations paper produced as part of this 

assignment. 

The methodology and approach used to conduct this institutional assessment included 

interviews with departmental directors, written desktop surveys with directors and other staff 

members, a review of existing documentary infrastructure and proprietary information, 

coupled with the development of an understanding of regional and provincial operations, 

though without the benefit of actual field visits to verify the information received.   

This institutional assessment report therefore details the current functions, staffing and 

critical processes of each department and subordinate unit, discusses the major challenges 

facing ARAZI and offers recommendations for improvements to address those key issues. 

Background 
 

It is widely accepted that well administered land resources actively contribute to productivity, 

economic development, political and cultural stability, health, community and family 

cohesion, and the overall prosperity of a nation. The private sector is able to play a major 

role in realizing these objectives where the legal and administrative framework for land 

administration support secure private land tenure and allow and encourage open market 

land transactions. Secure private land tenure allows a person to make his or her own long 

term decisions regarding the best use of the land and to derive valuable economic benefit 

from its use. 

Since the government level land administration institutions in Afghanistan are not well 

structured, private sector development faces many obstacles when seeking to invest in land. 

This is, in part, attributable to the concern for increasing government revenues and the 

continuing realignment and reorganisation of institutions over decades. In addition, policy 

considerations to remedy displacement, land usurpation, and to provide for equitable 

redistribution of land have confused security of tenure and have led to an increased 

emphasis on identifying land parcels, settling claims to the land, and creating a record of the 

existing rights to land. 
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This has resulted in the establishment of committees and commissions represented by the 

various governmental organizations at the central level as well as at the provincial level, with 

concurrent and often conflicting responsibilities in an effort to settle the use and 

management of land parcels. Land records are also not well organised. Various 

governmental organizations are charged with establishing land records and there is little or 

no coordination among them. The result has compromised the cohesion among institutions 

that is required for good land governance. 

The GIRoA has been engaged in land administration, primarily as a means of collecting 

taxes, since the early 1900’s and this activity has historically been the responsibility of the 

Ministry of Interior Affairs and the Ministry of Finance respectively, subsequently transferred 

to the Ministry of Agriculture, Irrigation and Livestock (MAIL). 

There continues to be a presumption that the tax rolls contain the names of the true owners 

of the land, and this has been codified in the Land Management Law of 2008. Attempts have 

been made to improve the accuracy of the tax rolls and increase tax revenues, by relying on 

voluntary declarations by landowners (Land Declaration Law of 1960), met with little, if any, 

success leading to additional attempts to improve revenue generation. In 1963 AMLAK 

(Land Affairs) and Cadastre Directorates were created under the supervision of the Ministry 

of Finance resulting in the first accurate multi-purpose land inventory. 

However, this land inventory did not involve the document registration of the courts. In 1973 

the cadastre was separated from the Ministry of Finance and merged into the Afghan 

Geodetic & Cartographic Head Office (AGCHO) leaving AMLAK without direct access to 

cadastre maps. 

Land reform was assigned to AMLAK, which completed a survey and collected information 

regarding 800,000 landowners and established new land quality classifications. AMLAK was 

transferred from the Ministry of Finance to the MAIL in 1978, and thereafter, under Soviet 

influence, land reform focused on expropriation of large land holdings and redistribution to 

poor and homeless persons, which was generally unpopular. In 1991 land reform came to a 

halt and AMLAK lost most of its personnel and support. Nevertheless, the AMLAK 

Department had limited operation until it was merged in 2010 with the Afghan Land Authority 

(ALA) which had been created in 2009 within MAIL. The merged organization was named 

ARAZI.66 

Brief history of ARAZI 
 

In September 2010, the Ministry of Agriculture, Irrigation and Livestock67 (MAIL) created the 

Afghanistan Land Authority68 (ARAZI), to develop and implement a strategy to lease land for 

agricultural, agro-processing, and industrial purposes. ARAZI has been given the 

responsibility for inventorying all government-owned land and establish fair and transparent 

                                                           
66

 Extracted from the USAID LARA Institutional Assessment of ARAZI, 17 April 2012. 
67

 MAIL is the ministry with the broadest jurisdiction on land matters within Afghanistan with the exception of the courts. 
68

 The principal land-regulating department within MAIL is the ALA or ARAZI. ARAZI is the name often used for ALA and 
follows the Arabic word for ‘land’. ARAZI is the main regulatory authority under the Land Management Law. ARAZI also acts 
as trustee of government owned land and in that capacity ARAZI manages state land including leasing of that land to 
private persons for business, agricultural and other purposes. ARAZI is also a generator of revenue, contributing to the 
national budget. ARAZI often becomes involved in policy-making functions with respect to land. 
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procedures for its leasing and set up a one-stop window that makes leasing attractive to both 

domestic and foreign investors. 

ARAZI was initially established as a project and developed into a semi-autonomous entity 

under the control of MAIL and aimed at to remove a major national economic constraint by 

improving access to governmental lands for commercial activities. The intention was to 

establish standardized, efficient and transparent land management services. ARAZI was 

designed to be a single reference point to both Afghan and foreign investors, interested in 

investing in any legal business in Afghanistan. 

ARAZI’S responsibilities 
 

ARAZI is tasked with a wide range of responsibilities69 relating to land and its administration. 

Specifically, ARAZI has responsibility for:   

 

 Enforcement of land law, policies and procedures  

 Implementation of presidential decrees  

 Distribution of state land to the public.  

 Leasing of state land and the collection 

and monitoring of revenues from land leases 

 Transfer and exchange of government and private land  

 Refinement of government or private land 

 Returning illegally occupied land  

 Contributing to land survey activities 

 Organizing and deployment of refinement teams to clear disputed land  

 Archiving land documents both private and government  

 Provide information to the courts about land ownership 

 Protection of state land and prevention of illegal occupation of land  

 Participating in land dispute resolution 

 Allocation of compensatory land in a methodical and transparent manner  

 

At this time, ARAZI is quite aware that it lacks the manpower and administrative reach to 

discharge all of its administrative responsibilities and is planning a significant expansion over 

the next five years. 

  

                                                           
69

 The responsibilities outlined here are based on interviews with Departmental directors and information collected from 
questionnaires completed by said directors and selective staff. 
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Organisational Structure 
 

ARAZI is directly governed by MAIL in conjunction with a Board of Directors (also referred to 

as the Board of Management) with representatives from several ministries and independent 

departments within government, specifically: 

 MAIL (Chair) 

 MoF (Member) 

 MoJ (Member) 

 MoIA (Member) 

 MUDA (Member) 

 AGCHO (Member) 

 IDLG (Member) 

 Member of Anti-Corruption High Commission (Member) 

The Board primarily acts as a governing body for ARAZI, ensuring the CEO manages the 

organisation effectively and is following established settled land strategies and policies. The 

Board also acts in a supervisory capacity reporting the activities and progress of ARAZI 

directly to MAIL and ultimately to the President of Afghanistan. 

However, it is unclear if these functions are being carried out effectively by the current Board 

of Directors70. The existing Land Management Law (2008)71 does provide for Central 

Commission and Provincial Commissions but the precise duties and responsibilities in 

relation to MAIL and ARAZI are unclear. 

This has meant that there is institutional, procedural and reporting uncertainty which in turn 

has given rise to poor land management and administration. The lack of definition and clarity 

leads to confusion not only within MAIL and ARAZI but to those institutions or organisations 

that have to deal with them. 

The authority for providing effective leadership and day to day supervision lies with the Chief 

Executive Officer and the Deputy CEO. They are also responsible for developing and 

delivering strategies and plans that ensure ARAZI provides an effective, efficient and 

transparent service and overseeing the daily operations of the main Directorates 

accordingly. 

  

                                                           
70

 “The express functions of the Board of Directors of ARAZI should be clarified and the Board should regularly meet to 
execute its functions.” - USAID LARA Institutional Assessment of Arazi, 17 April 2012. 
71

 Article 19 and Article 20 of The Land Management Law (2008). 
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ARAZI is organised as follows: 
 

 

Supporting the main office in Kabul are 34 Provincial Offices each with a Provincial 

Manager. However, the provincial reporting lines are unclear, with Provincial Managers 

sometimes reporting directly to the CEO or Deputy CEO of ARAZI and at other times 

reporting through Provincial Agriculture Directors of MAIL through to ARAZI or directly to 

MAIL, blurring both the lines of communication and reporting and presenting a confused 

picture of the devolved authority of ARAZI in the wider Afghan context. 

Assessment of Institutional Capacity  

Contracted staff 
 

ARAZI currently has around 68 contracted staff in the Kabul headquarters office (HQ) and 

they form the majority of the active production effort. Civil service staff account for 

approximately 132 of ARAZI’s current complement giving a total number of staff employed in 

the Kabul HQ of approximately72 200. 

There are no contactors employed by ARAZI operating outside the Kabul HQ. The contract 

staff currently provide the majority of the technical expertise and impetus within the 

organisation and have previously received comprehensive training from the Afghanistan 

Information Management Services (AIMS)
73. 
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 Actual staff complement is in flux as new vacancies arise or are filled. 
73

 AIMS originated in 1997 with the creation of the Project Management Information System (ProMIS) under the direct 
supervision of the United Nations Officer for Coordination and Humanitarian Affairs (UNOCHA)becoming the UNDP Project 
(Afghanistan Information Management Services) in July 2002. AIMS then become a national independent non-
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The contract staff form an essential element of the organisation as, although there has been 

some limited skills transfer to established Civil Service staff, the majority of technical 

expertise and impetus for change is still provided by the independently contracted staff. 

Reduction in the numbers of contract staff would be immediately detrimental to ARAZI’s 

future and would seriously undermine the organisation’s ability to cope with planned projects 

such as the National and Regional Resource Corridor Programme (NRRCP)74.     

Directorate of Land Dispute Resolution 

Directorate responsibilities 
 
The Directorate of Land Dispute Resolution was established during the merger of AMLAK, 
the Afghan Land Authority (ARAZI), and the Independent Commission for the Restitution of 
Illegally Occupied Land in 2010. 
 
The Directorate comprises of: 
 

 an executive office 

 the State Land Protection Unit 

 the Affairs and Implementation of Decisions Unit 

 the Monitoring and Analysis Team 

 
Primarily the department has responsibility for resolving land disputes between individuals 
and the government where governmental lands are an issue.  
 
The department is also responsible for the prevention and identification of land grabbing, the 
restoration and protection of state land and to develop measures to reduce and prevent 
potential land disputes between government and individuals. This function is unique to 
ARAZI as previous authorities lacked this responsibility. 
 
Although titled ‘dispute resolution’, the directorate lacks to the power or authority to actually 
resolve disputes per se. The main task of the directorate is actually to act as a mediator or 
facilitator during cases of dispute. It assesses cases that are referred to it from provincial 
authorities, courts and other related government agencies. For example, from the Qazayaa-

                                                                                                                                                                                     
governmental organization in July 2008, registered with Ministry of Economy. Since its inception, AIMS has served the 
Government of the Islamic Republic of Afghanistan, humanitarian organizations and the international donor community as 
a provider of information management services including the development of geospatial information, software 
applications, database solutions, and country maps.  
74

 National and Regional Resource Corridors Program (NRRCP), a USD 3 billion program, is currently being promoted in 
Afghanistan and comes at a critical juncture in Afghanistan’s transition to a  sovereign state that can manage its own 
development resources. It lays the foundation for a spatial development program leading to significant returns in economic 
growth, revenue mobilization and medium to longer‐term employment generation across large parts of Afghanistan, 
especially rural areas.  The overall goal of the NRRCP is stated to be progressing Afghanistan’s financial independence 
through strategic and prioritized infrastructure development that enables private sector investment. The purpose of 
NRRCP is to ‘connect Afghanistan to the region and the rest of the world through the promotion of inter‐state resource 
corridors as a means to realizing Afghanistan’s natural resources, growth, revenue and employment potential. 
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e-Dawlat75 at the Ministry of Justice, an important institution providing legal representation to 
the government in cases involving state land. 
 
The Directorate facilitates resolution of land disputes by analysing the issues regarding the 
dispute, developing a clear and deep understanding of the causes of the conflict, the nature 
of the dispute and any special characteristics of disagreement. Particular attention is paid to 
the parties involved, their positions, attitudes, behaviour, interests, needs and motivations, 
and their relationship with each other.  
 
Mediation meetings are encouraged between the parties concerned with the intent of 
resolving their issues without the requirement more formal intervention, the Directorate will 
try to intervene early to prevent serious conflict and avoid escalation. 
 
The Directorate refers cases, post assessment, to the appropriate judicial authority with their 
recommendations for settlement. 
 

Observations 
 
The State Land Protection Unit is primarily concerned with protecting state land from illegal 
settlement by land grabbers, and restitution of land to rightful owners, including the 
government, where illegal occupation has occurred. The unit monitors land that has been 
officially identified as state land in order to prevent unauthorized occupation and settlement. 
This unit works closely with the judicial institutions to protect state land. 
 
The Affairs and Implementation of Decisions Unit prepares analyses of civil cases involving 
land disputes, identifies parties, compiles documents, assists in resolving disputes, and 
coordinates with the courts and other judicial institutions in enforcing decisions. 
 
The Monitoring and Analysis Team, examines documents, assesses the issues, provides 
legal rationale for resolving disputes, appoints decision making delegations for assisting in 
resolving conflicts in disputed areas, and designates cases for referral to the courts and 
enforcement agencies. The team refers contested cases to the Director with 
recommendations for a decision. (It should be noted that these documents and issues would 
have already gone through a similar examination and assessment processes in other 
governmental departments and organisations). 
 
The executive office, as in all other directorates, is responsible for preparing all internal and 
external correspondence, dissemination of case determinations and recommendations, 
communicates decrees and orders of the Directorate to other institutions having a role in the 
dispute resolution process, keeps all files in both a hard and soft copy filing system, and 
prepares reports for the Directorate. 
 
Approximately 800 cases of various types have been referred to the Directorate since its 
establishment. In total some 111,000 jeribs of illegally occupied governmental lands have 
been recovered. However, due to the complexities of particular cases, insufficient personnel, 
and time consuming processes, the specialists report that they have been unable to keep up 
with the workload. 
 
In order for the Directorate to fulfil its mandate an increase in staff is required. There are 
currently only 16 staff members in this section with no personnel in the provinces or districts. 
The director has indicated that a protocol has been signed with LARA that would see the 
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 Government Cases Directorate 
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staff grow to 34 in 2013 and he would like 365 personnel in the districts to facilitate the 
dispute resolution process. However, the assessment did not reveal any corroborative 
evidence to support a LARA ‘protocol’ for this section. Similarly no evidence of a procedural 
work plan mentioned in an earlier institutional assessment76 could be located. 
 
The dispute resolution function of ARAZI appears to significantly duplicate the work of other 
external agencies and institutions and it is unclear whether ARAZI should be performing this 
activity at all.77  
 
There is a single document outlining operating procedures, but the information contained in it 
does not clarify or support ARAZI continuing this function in its current form. There does not 
appear to be any legal basis for its existence other than the decision of the Cabinet of 
Ministers when it was issued for the merger of the Independent Commission for the 
Restitution of Illegal Occupied Land. 
 
In addition, ARAZI is having difficulties filling positions in this Directorate and maintaining the 
staff to engage in an activity that may not be necessary. ARAZI also currently lacks the 
provincial/district personnel to successfully engage in this activity something that has also 
been previously noted.78 
 

Recommendations 
 

 It is recommended that ARAZI should undertake a critical review of the dispute 
resolution activity and actively consider eliminating this work stream, since it appears 
to duplicate the work of other agencies. Indeed, possible conversion of this 
Directorate to one focussed upon case management and legal analysis would be 
helpful and avoid any confusion from involvement of ARAZI in dispute resolution. 

 

 Establishment of land case management and legal analysis units at the provincial 
level to address local land disputes and to reduce the workload of the directorate 
main office is recommended. 

 

 The establishment of enforcement and protection groups is recommended in each 
province (with the help and coordination of MoIA), since the enforcement of extant 
decisions still remains a significant challenge with regard to land related disputes. 

 

 It is recommended that ARAZI initiate better documented official safety, security and 
transparency measures regarding the duties of Directorate personnel to allow 
employees of the directorate to carry out their duties without threat from local power 
groups and individuals, including warlords, who continue to play a significant role in 
land disputes. 

 

 It is further recommended that consideration be given to establishing special 
provincial courts for land related disputes between the citizenry and government. 
These courts would reduce the current work load of the courts of general jurisdiction 

                                                           
76

 p. 30 - USAID LARA Institutional Assessment of Arazi, 17 April 2012. 
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 “The dispute resolution function of ARAZI duplicates the work of other agencies and institutions. It is questionable 
whether this activity is needed at all. The dispute resolution directorate does not have any specific written operating 
procedure. The only legal basis for this Directorate is the decision of the Cabinet of Ministers when it was issued for the 
merger of the Independent Commission for the Restitution of Illegal Occupied Land. ARAZI is having difficulties filling 
positions in this Directorate and maintaining the staff to engage in an activity that may not be necessary.” - USAID LARA 
Institutional Assessment of Arazi, 17 April 2012. 
78

 p. 31- USAID LARA Institutional Assessment of Arazi, 17 April 2012. 
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and reduce the time it takes for the resolution of land disputes. It would also ensure 
that discretionary decision making remains with the courts rather than within 
governmental institutions which should ensure a more equitable outcome. 

 
 
 

Land Clearance Directorate 

(Formerly the Directorate of Land Rights, ‘Tasfia’ and Planning) 

 Directorate responsibilities 
 

This Directorate has assumed most of the traditional responsibilities of the Directorate of 

Land Dispute Resolution. As a member of the Land Settlement Commission79 ARAZI carries 

out the duties and obligations set out for land settlement under Article 1580 of the Land 

Management Law (LML) these duties are included under Article 16 of the LML and include 

but are not limited to:  

 identification of land rights and rights of ownership with governmental requests 

prioritised 

 

 highlighting of any legal issues including identification of land rights identification 

using the ‘Tasfia’81 process and assist in conflict resolution 

 

 land transfer/exchange and distribution or reallocation of state land 

 

Observations 
 

This Directorate is key to ARAZI being able to perform its core functions effectively and 

efficiently and is particularly relevant to the early stages of any inward investment in land 

under the NRRCP process. Despite the lack of resource and level of technical expertise 

available, the Directorate maintains a reasonable throughput of cases on a daily basis. 

There is some monitoring and reviewing of work flow and methodologies, but the systems 

lack uniformity and coherence. More importantly, there are no specific job instructions, 

operational manuals or training methodologies in place which would assist to enhance the 

performance of the Directorate which contributes to the arbitrary nature of decision making. 

There are real issues with the compensatory schemes in place, as mentioned above, 

decisions appear to be arbitrary and lack consistency and as a result, precedents are 

therefore difficult to establish and compensatory processes are often long-winded and time 

consuming. At the time of writing, this Directorate is responsible for land clearance, land 
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 Note that ARAZI is not specifically referred to in the current legislation. 
80

 Full translation of Article 15 and 16 can be found at p.128-129 IBP, USA ‘Afghanistan Land Ownership and Agricultural 
Laws Handbook’ Volume 1 Strategic Information and Regulations’ International Business Publications USA, Washington DC 
(2011). 
81

 Note that since the adoption of Presidential Decree #83 ‘Tasfia’ has been suspended country wide.  
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exchange and land transfer. In the near future, the intention is to create separate 

directorates for each of these functional areas and this change is currently under discussion 

within ARAZI. 

Recommendations 

 

 Operational manuals, together with individual level job instruction manuals, are 

needed as a matter of urgency. 

 

 There is a real need for a comprehensive training programme, aimed at improving 

the level of expertise and knowledge in certain areas particularly amongst the Civil 

Service cadre. 

 

 There is a greater need for accountability. Both efficiency and productivity need to be 

effectively measured and managed with appropriate metrics developed. 

 

 An effective reporting structure that is easily understood and implemented needs to 

be established. 

Land Inventory and Registration Directorate 

Directorate responsibilities 
 

The Land Inventory and Registration Directorate has a wide range of responsibilities 

including: 

 Updating and collating the land inventory requirements cited in the current Land 

Management Law. 

 

 Developing and implementing a strategy for land registration including archiving 

existing AMLAK documentary evidence. Registration includes private, personal and 

government information. Priority is given to government departments in line with 

policy. 

 

 Surveying and identifying state lands in cooperation with the Cadastral Department 

of the Afghan Geodesy and Cartographic Head Office (AGCHO). The Cadastral 

Department currently plays a major role in land inventory activities, which includes 

the surveying of the land and production of maps. 

 

 Digitizing and scanning archive documents in order to facilitate greater accessibility, 

eventually creating web based methodologies to simplify the process of leasing state 

lands.  

  

 Provision of information to all other ARAZI departments particularly in relation to 

conflict resolution.  
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Observations 
 
One of ARAZI’s core functions is to establish for the government, the class of title, volume 
and location of all land in Afghanistan. For this purpose ARAZI has established the 
Directorate of Land Inventory and Registration. 
 
The Directorate of Land Inventory and Survey has been assigned the role of classifying over 
800,000 hectares (8,000 sq. km) of land during the next 10 years, with the specific goal of 
identifying areas that are undisputed and not already occupied and that may be leased to 
Afghan citizens and businesses. ARAZI is also tasked to grant land to landless people as 
well as create revenue through the collection of land taxes.  
 
However the mapping of urban/rural commercial and municipal land, though possibly within 
the current capability of ARAZI, has been excluded from the land inventory of state land. 
ARAZI is therefore confined to dealing with undeveloped rural land only. 
 
The Directorate is working with other government agencies, including local governments with 
the objective of establishing a nationwide inventory of all lands, particularly to identify and 
inventory government and public lands available for the land leasing program to be 
established in line with the Land Management Law 2008. The Directorate is developing 
standardized technical procedures to commence the work of inventorying the land and 
to make the information available to other government agencies. 
 
The inventory process is time consuming and this has meant a phased approach to 
development. 
 
The first phase of the inventory is to concentrate on land that is currently under lease with 
the government and less challenging land, free from disputes, that is unoccupied and not in 
use. Land with endorsement from provincial and district governmental offices and 
communities with governmental property rights will also be among the priorities. Other 
priorities include irrigated lands and lands for which land lease applications have been 
received over the past decade. ARAZI recognizes that the completion of the land inventory 
may require a decade or more to complete. 
 
The creation of ARAZI’s National Data Centre82 is an essential element in this phased 

development as it is the intention to act as a single portal for all GIRoA land related 

information, providing a shared central data base for use by all other governmental 

departments and agencies. However, although some key elements of hardware and 

software are in place within the Directorate, there are several deficiencies namely: 

 The technical staff in this department are primarily contractors whose funding is 

currently dependant on short term finance arrangements (often through donor 

funding). 

 

 The lack of a clear Information Technology Strategy Plan for the ARAZI main office. It 

is possible that the USAID funded LARA project, aimed at developing technical and 

infrastructure methodologies for the provinces, may assist progress in this area in the 

future. 
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 There is an existing data centre which currently requires the appropriate licensing, to allow operational commencement. 
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 The system has yet to be tested effectively. 

 

 Uncertainty continues to surround the acquisition of the AGCHO Cadastre 

Department preventing a unified approach to registration. 

 

In addition, the Directorate currently operates with equal amounts of contractor and 

government staff, but the strong technical element to the work carried out is, in the main, 

carried out by the contract staff alone. 

The contractor staff are well trained and appear to be competent and understand the 

technical needs of the Directorate but transfer of skills to established civil servants is 

minimal. The lack of documented operational process descriptions within the Directorate is 

not assisting such progress. There is also a lack of a consistent, coherent training 

programme to enable the existing lower grade government staff to readily adapt to the 

changing needs of ARAZI. 

Recommendations 

 

 The appropriate software licences to allow the operation of the National Data Centre 

should be obtained. 

 

 Operational manuals and detailed job level instructions are required. 

 

 Training material based on the operational manuals and detailed job level 

instructions should be developed to assist in the transfer of skills from contractor staff 

to the established civil servant cadre. 

Land Lease and Enforcement Directorate 

Directorate responsibilities 
 

The Land Lease and Enforcement Directorate has four main functions: 

 Leasing: leasing of state land for agricultural projects and other commercial enterprises 

under Article 64 of the land management law.  

 Collection: this function collects the revenues from the leased land in the provinces and 

districts.  

 Monitoring: this function evaluates the lease documents and papers including the 

assessment of business plans and the collection of revenues and ensures that they are 

in accordance with the leasing terms & conditions.  

 Administrative Affairs:  responsible for processing the requests, letters and other 

documents regarding land lease process and submitting them to the CEO of ARAZI and 

for Ministerial approval.   
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Observations 
 

The Land Lease and Enforcement Directorate was established to produce and register 

commercial leases. Initially, the lease programme was passive in nature and only concerned 

itself with the lease processing mechanism as demand fell due. In recent times however, 

and particularly as a result of a adopting a more proactive approach, the programme has 

seen the revenue generated from the lease programme grow exponentially from $500,000 

per annum to almost $5 million USD. ARAZI also claims a direct benefit to the Afghan 

economy citing the creation of over 6,000 jobs and, as a result of the increased turnover and 

the organisational challenges that has brought, a more effective lease registration system. 

The main increase in revenue has been directly attributed to reducing the level of 

bureaucracy. The land lease process was a lengthy one, consisting of up to 30 steps83 

before completion, the current system is now is more streamlined and the amount of steps 

reduced to 9, this has resulted in a much improved system of registration and provided 

ARAZI with a positive example of internal reform. 

Despite these improvements however, there are still problems with the land lease 

registration system that need to be addressed. The amount of time taken to complete is still 

quite lengthy, particularly where amendments have to be made to the lease contracts and 

correspondence to deal with corrections and amendments is protracted and inefficient. 

Application tracking is a critical problem absorbing significant amounts of resource simply to 

locate a pending application before any action may be taken in respect of the particular 

case. Continued problems in locating specific applications and the lack of ability to keep 

track of the registration process is a significant drain on resource that could be easily 

remedied using simple tried and tested bulk application processing methodologies. 

Further problems are encountered in the receipt of payments for rents, as it is not currently 

possible to track payments and accurately record the amount of deposits made by 

individuals as a result of the lack of direct control over the provincial office bank accounts 

and corruption at this level therefore remains an issue. Reconciliation of accounts through 

the use of dedicated bank accounts controlled by ARAZI and audited by MAIL could help 

alleviate the issue, at least in part.  

In common with many Afghan government departments and ministries there is a lack of 

legally backed enforcement mechanisms. For example, it is not currently possible for ARAZI 

to check on whether the land is being used for the purpose applied for in the original lease 

contracts. Even where land usage is clearly found to contravene the original intended 

purpose, it is still not possible to provide or enforce an effective remedy, this is primarily due 

to the lack of resource within ARAZI and an ineffective judicial process. 

As with other directorates in ARAZI, the absence of training and operational manuals also 

prevents the dissemination of information, skills development of staff and hinders the 

development and utilisation of the existing civil service resource within ARAZI. 
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 USAID, Bearing Point report ‘Assessment of the Land Management Department, Ministry Of Agriculture, Irrigation And 
Livestock’ (2009)  
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Recommendations 

 
 It is recommended that in order to achieve effective management and control of the 

land lease process, simple software to enable tracking and prioritising of the 

casework flow be developed. 

 

 The development of training manuals is recommended to empower staff, standardise 

procedures and facilitate the introduction of desk training for all civil servants. The 

evolution of operational manuals within the Directorate, coupled with the introduction 

of an effective training programme, will allow the existing civil service staff to develop 

their skills base and raise standards thereby increasing efficiencies and improving 

customer service. 

 

 It is recommended that an effective enforcement and recovery policy be developed 

that whilst recognising the constraints of the present country context, allows an 

improvement in accountability. 

 

 It is recommended that a separate government lease bank account with access at 

provincial and district level be created to provide ARAZI with the capability to monitor, 

audit and regulate payments made to officials. 

 

 A further reduction of complexity in the lease grant is recommended to build on the 

work done so far.  

 

 It is recommended that an investigation be undertaken and, if possible, a 

methodology devised, to allow the ‘signing off’ of leases at the district or provincial 

level to further reduce the time scale for completion of the land lease process. 

 

Operations Directorate 

Directorate responsibilities 
 

The directorate is currently staffed by contractor staff and was originally set up to support 

Harakat contracted staff. The directorate now has responsibility for both contractor and civil 

service staff in the following areas: 

 Finance 

 Human Resources 

 Logistics and Procurement 

 Information Technology 

 Transport and Security 
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Observations 
 

Finance 

The Finance Department carries out and documents financial tasks in line with proscribed 

public administration and ARAZI internal financial procedures and policies. However, there 

are no finance staff in the provinces and this task is delegated to the finance department 

within MAIL. There are 3 contractor staff only in this section. 

Human Resources 

The Human Resources Department is responsible for the recruitment, leave and attendance 

of all staff. The recruitment of staff is in line with GIRoA standards and there are monthly 

reports submitted to MAIL. 

Logistics and Procurement 

The Logistics and Procurement Department operates within accepted GIRoA standards and 

internal ARAZI policies and procedures. It is responsible for the maintenance and support of 

the main and provincial offices, the sections tasks include office space cleaning, 

installations, food supply and messenger services. The department is staffed by 2 contractor 

staff. 

Information Technology 

The Information Technology Department is responsible for ensuring that all IT protocols 

developed by ARAZI are adhered to. The section is responsible the implementation and 

monitoring of all IT security policies and procedures. It is also responsible for the installation 

and maintenance of all the servers, software and hardware for all the ARAZI offices. There 

are no provincial information technology staff, however, the provincial offices generally lack 

any internet and computer equipment and it is unclear how this section will operate when 

USAID LARA assistance comes on line at the provincial level. This section is manned by 1 

contractor only at present. 

Transport and Security 

The Transport and Security Department is responsible for ensuring that standing policies 

and procedures are employed at the main and provincial offices. This section also issues 

security clearances for ARAZI personnel employed on field trips and provides personal 

security for those dealing with land lease dispute cases with customers directly. 

The relationship between the relevant national and international security organisations is not 

clear. Transportation for ARAZI personnel carrying out official business is also provided, but 

with the withdrawal of Harakat funding, vehicle transportation availability is now extremely 

limited. This section is manned by 5 civil servants and 1 contractor. 
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Recommendations 
 

This department now deals with both civil servants and contract staff and is soon to be 

integrated into a new directorate. Information obtained during this assessment indicates that 

this new directorate will be responsible for the management of the financial, administrative 

and personnel issues of ARAZI. 

However, after discussions with both HR and finance departments at MAIL, it is still unclear 

how this system will operate under the new directorate. ARAZI still lacks independent 

funding and despite additional monies obtained from the GIRoA budget for contracted staff, 

on-going funding for those staff has yet to be secured beyond December 2012.  

The recommendations are: 

 Further integration of contracted staff functions into the day to day operational work 

of ARAZI currently undertaken by civil service staff together with contractor staff also 

actively contributing to the development of provincial and district office staff as 

appropriate. 

 

 A more coordinated approach is recommended between provinces/districts and 

ARAZI HQ, specifically in relation to human resources matters with better 

communication and reporting lines being developed to create a more  distinct identity 

separate from that of MAIL.  

 

 It is recommended that an IT policy be developed for use in the provinces/districts 

with an emphasis on disseminating central training methods and standards 

developed in Kabul84.  

 

 A detailed transport needs assessment is recommended to identify and define the 

transportation requirements and options to allow the land clearance teams to operate 

at a provincial and district level more effectively. 

 

 It is recommended that a security risk assessment by undertaken and mitigation 

measures be identified to help ensure the safety of land clearance teams operating in 

volatile situations particularly those involving land disputes that could readily escalate 

into violence. 
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 This may be provided by the USAID LARA project. 



   

96 
 

Communications Directorate 

Directorate responsibilities 
 

The Communications Directorate is charged with management of internal and external 

communications including public information, marketing the land lease service and 

accountability to Afghanistan citizens. 

Whilst the responsibilities are clear, there is little evidence that this directorate is operating in 

accordance with its own current Communications Strategy. An example of this is the failure 

to maintain the ARAZI dedicated website which has not been updated since 2010. 

There was no indication that this directorate was operational during this assessment. 

Monitoring and Evaluation 

Responsibilities 

 
The Monitoring and Evaluation manager is mandated to: 

 Collate monthly directorate reports from each directorate within ARAZI 

 

 Collate provincial reports 

 

 Provide key progress reports to Harakat, MAIL and the Ministry of Finance on a three 

month cycle. 

Key performance indicators were reportedly being used to monitor and evaluate 

performance in line with the Afghanistan Rural Department’s Transparency and Governance 

Programme. 

Observations 
 

Currently the Monitoring and Evaluation Manager is a contractor, unsupported by any other 

staff. Despite the fact that documents exist to outline the implementation85 and strategy and 

procedures86, in reality the system does not appear to be as robust as envisaged, primarily 

due to the lack of staffing in this particular section. 

The current 2009-2014 Operational Plan, previously developed by a consultancy based 

intervention, recognised the need for an effective system of monitoring and evaluation but 

then went on to recommend a system of 57 separate reports organised into a 3 tier reporting 

system for the Monitoring and Evaluation Directorate to generate – far beyond the actual 

capacity of the single individual currently tasked with that workload. 

                                                           
85

  Majidi, Sayed Rohullah ‘Land Authority Monitoring & Evaluation Set Up’- Kabul, June 15, 2010. 
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 Majidi, Sayed Rohullah ‘ARAZI Monitoring and Evaluation Strategy and Procedures Monitoring & Evaluation framework 
OF THE AFGHANISTAN LAND AUTHORITY (ARAZI)’ Kabul 23 June 2010. 
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In addition, due to the lack of a dedicated computer system, any reports generated have to 

be manually prepared. Consideration has been given to finding ways to streamline and 

develop online automatic reporting capability but little tangible progress has been made to 

date. 

There are currently plans to merge this section into a new directorate but the exact 

composition and the responsibilities of the new directorate has yet to be decided. The 

Monitoring and Evaluation function is not reflected in the current, planned 1392 Tashkeel. 

Recommendations 

 
 Electronic recording of basic management data is recommended to ensure that the 

Monitoring and Evaluation of ARAZI becomes fully effective. 

 

 It is recommended that additional staff with a clearly defined work plan be recruited in 

order to provide an appropriate level of service. 
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Overall Assessment 

Leadership 

ARAZI has strong leadership under the direction of the CEO. He is supported by all the 

subordinate directors who all share MAIL’s vision of ARAZI; working towards creating an 

efficient and transparent ‘one stop shop’ for all land management services in Afghanistan.  

However, the lack of a cohesive administrative system and appropriate devolution of 

authority precludes the CEO from managing the organisation more effectively as he has to 

involve himself in the more mundane administrative tasks which could be devolved to others. 

Strategic planning 
 

There is an existing strategic plan that covers the years 2009-2014, it appears to be a 

comprehensive document outlining ARAZI’s vision, mission statement and organisational 

values. It also provides a comprehensive situational analysis, including a detailed SWOT 

analysis, and outlines the organisation’s long term goals and strategies. In many other 

respects however, the existing strategic plan is hopelessly ambitious given the realities of 

the Afghan context. 

In addition, since the plan was drafted, there has also been some significant re-alignment of 

the phased implementation set out in the document and it is therefore unclear from this 

assessment whether all the goals articulated in this plan have been achieved on time. This 

is, of course, the rationale for updating the five year operational plan and reviewing the 

overall strategy of ARAZI. 

Governance  
 

ARAZI’s parent ministry is MAIL. There is an existing board of directors to which ARAZI is 

directly accountable and they are responsible for representations and recommendations to 

MAIL. This system of accountability and reporting should be cohesive and robust but 

communication between these entities does appear to lack cohesion particularly with the 

practical difficulties of finding time for all the members of the board to come together and 

meet on a regular basis. 

The existing board of directors also need to be more proactive in their support of ARAZI to 

ensure sufficient on-going funding for the contractor workforce to ensure that planned 

initiatives such as the NRRCP are able to be supported. 

ARAZI has struggled to implement its current strategic plan effectively despite the fact that it 

defines the objectives and priorities of each department reasonably succinctly and clearly. 

That said, the need to have clearly defined directorates, with an effective management 

structure, responsibilities and objectives coupled with effective monitoring and evaluation 

and a motivated well trained workforce is still recognised as the long term key to success in 

ARAZI.  

The planned new strategic and operational plan will therefore need to be simpler, easier to 

implement and in keeping with the current constraints imposed by the current Afghan modus 

operandi. 
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Decision making structure and staff 
 

The vast majority of day to day decision making is undertaken personally by the CEO. The 

CEO is also responsible for signing virtually all the communications that leave ARAZI and 

very little effective delegation of authority is evident. As a result, little time is left to address 

longer term strategic or planning issues. 

There appears to be a move toward greater involvement of the directors in major decision 

making but this is still in the embryonic stage. Each directorate has its own responsibilities 

and has good lines of communication to the CEO but it is not clear that direct interaction and 

communication between individual directorates is particularly effective. 

Within each directorate, each department is staffed with both civil servants and contracted 

staff. However, there is a distinct division between the contractors and the civil servants and 

therefore a lack of teamwork is evident. This is exacerbated by the majority of technical 

expertise being held by the contracted staff who do not readily share their skills and 

knowledge with the civil service cadre. 

This again hinders ARAZI’s progress, and is further compounded by the continuing 

uncertainty regarding longer term funding for contracted staff. The creation of a unified 

Human Resource department dealing with both civil servants and contract staff appears to 

be a step in the right direction, however much more work needs to be done to fully integrate 

both groups of employees.   

 

Infrastructure and technology 
 

The current building houses the full staff complement. With the anticipated planned growth in 

staff numbers in 1392 there have been discussions about ARAZI moving to a larger, purpose 

built, building, but details of this proposal have yet to be approved. The present facility is 

adequate for the time being and could accommodate a small number of additional staff with 

some basic re-organisation. 

However, the segmented nature of the current building does appear to contribute to the 

disjointed administrative flow and in the longer term a purpose built, more open plan building 

may well be more appropriate.  

ARAZI is trying to develop a modern, technological approach to its administration and 

certainly at its headquarters appears to be well on the way to achieving that goal. Much work 

however still needs to be done to ensure that IT expertise is retained, that the appropriate 

licenced software and hardware is in place and that skills and expertise in the daily use of 

the equipment is fully embedded in both contractor and civil service staff groups. 

In the provinces and districts, the challenge will be all the greater as limited infrastructure 

and skills will impact severely on the implementation of fully computerised processes 

devised in the relatively more stable environment of Kabul. 

As a result, a blend of paper based traditional land administration methods coupled with 

simple computerisation that significantly adds value to processes will be required. 
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Sources of funding 
 

Funding for the contractors was initially provided by Harakat  but this income stream ended 

on 30 June 2012. ARAZI has since secured temporary funding from Ministry of Finance for a 

period of 4 months (currently until the end of December 2012). The majority of funding for 

the contractor element has focussed on the payment of salaries only. Civil servants within 

ARAZI are funded centrally from government through the usual tashkeel approval process. 

Finance  

 
Current central funding from the Ministry of Finance via MAIL is not presently sufficient to 
enable ARAZI to move constructively forward. Whilst civil service staff recorded on the 
Tashkeel have a degree of security, contractor staff are funded by individual, and rather 
temporary, arrangement. Under current arrangements at the time of writing this report, 
funding for contractor staff will stop in December 2012. 
 
In addition to the sufficiency of funding, there is also a need to improve the financial 
accounting position of the organisation as a whole, by having and using an organisation-
wide budget within the normal budgetary architecture of GIRoA. This would normalise 
ARAZI’s financial accounting methods and would be an important step in achieving 
autonomy as a government entity as it aspires to do in the longer term. 
 

Overall assessment recommendations 
 

 Detailed job level instructions need to be created and compiled to form a 
comprehensive operational manual for ARAZI. 
 

 Additional process mapping needs to be undertaken to eliminate responsibility 
overlaps and double handling of information. Currently there are tangible overlaps in 
procedures within departments which have been difficult to identify without the 
requirement for much more detailed and on-going analysis, beyond the scope of this 
limited intervention.  
 

 Staff should be given opportunities to train and continuously improve their skills. 
ARAZI will benefit from having a highly skilled and motivated staff and this will aid 
staff retention and assist recruitment. The introduction of an effective training 
programme with a defined development path would greatly aid this process and 
would also assist in the development of a training induction path for the anticipated 
new recruits. 

 

 Leadership skills should be emphasised both in development of current staff and in 
new recruits, in order to develop a strong line management team that does not rely 
exclusively upon the CEO or director level staff.  

 

 The creation of practice manuals for practitioners and public information leaflets or 
guides for the general populace. By disclosing this information incorporating 
procedures, law and practice into a coherent and understandable way will ensure 
continuity and transparency and limit the potential for corruption. 

 



   

101 
 

 Over time and particularly if the organisation expands, a better gender balance 
should be sought among core staff.  

 

 Additional staff should be brought on board as funding allows, ensuring a broadening 
of the resource available into such critical areas as land clearance, enforcement and 
communications. 

 

 The need to develop an effective internal and external reporting structure, this 
includes provincial managers of ARAZI whose roles and reporting mechanisms 
should also be reviewed and clarified. 
 

 A stronger bond and connection should be engendered between the ARAZI central 

office and the provinces. The recent visits by the CEO and team to Badakhshan, 

Takhar, Kunduz, Baghlan, Samangan, Balkh and Jowzjan improved communication 

and understanding with the provinces and helped to carry ARAZI’s vision into the 

wider country context. Further planned visits to Herat, Ghor, Badghis, Farah and 

Nimruz should further improve understanding and develop further lines of 

communication. Additional consideration of the findings from the recent Afghanistan 

Research and Evaluation Unit on Local Governance87 would also inform ARAZI’s 

provincial and district interaction. 

 Lines of communication and reporting should be established between the provinces 
and the main Kabul HQ, with defined procedures and methodologies to exchange 
information. 
 

 With better training, policy and practice established at the Kabul HQ could be better 

emulated at provincial and district offices. Local Land Clearance Teams (with 

sufficient resource and manpower to provide an effective local service) would then 

have a uniform approach improving the possibility of centralised performance 

monitoring. 

 

 Ad hoc donor based funding is not sufficient to sustain contractual staff in the longer 

term. More direct budgetary support is required from Ministry of Finance to shore up 

ARAZI’s finance until a more sustainable funding model can be implemented. 

Executive agency status with a trading fund financial mechanism or indeed ministry 

status could both be appropriate solutions. 
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 Afghanistan Research and Evaluation Unit (AREU), Local Governance for Local Needs: Key Findings and Policy Options for 
Afghanistan, July 2011, available at: http://www.unhcr.org/refworld/docid/4e1d52b02.html [accessed 14 September 
2012] 
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ARAZI and the NRRCP  
 

ARAZI’s primary function appears to centre on the leasing of state land to private investors 

in order to increase government revenue. Secondary to this function is the acquisition or 

identifying governmental lands in order to support the leasing process. 

In many respects the core skills and competencies required by ARAZI to process NRRCP 

related cases are no different to those required for normal operation and so no real special 

emphasis is thought to be required for NRRCP related work but in order to perform the those 

tasks that will be required there will have to a refocus of strategy and commitment across the 

organisation. 

For example, ARAZI was involved in a previous Ministry of Mines initiative; the Aynak copper 

mine88. Although heralded by some as a good example of inter-departmental cooperation 

and practice and although ARAZI completed their element of the project for Ministry of 

Mines, the process took considerably longer than anticipated. There were constant delays 

and the project was not completed in the timeframe originally requested by the ministry. 

Therefore, in order for ARAZI to have a successful involvement in NRRCP related lease 

grant and registration, all existing administrative processes need to be streamlined and 

made more transparent, bottlenecks or other impediments to operation that were created or 

identified during the Aynak copper mine project should be actively addressed. 

Relationships between the appropriate government entities also need to be strengthened 

and there needs to be an appreciation that more inter-ministerial cooperation and mutual 

understanding is necessary to achieve these cross-cutting initiatives. For this purpose it is 

recommended that there should be a task force created within ARAZI, embedding where 

possible, representatives of other government departments to ensure closer co-operation 

and understanding. Preliminary discussions with the Ministry of Mines NRRCP Secretariat 

have indicated a strong willingness to directly assist ARAZI (even offering to supply 

embedded staff to work closely with ARAZI on NRRCP related activities).  

The task force could also look at the lessons learned from Aynak copper mining project and 

use those lessons to streamline and simplify the ARAZI processes, especially in the Land 

Clearance Directorate, where the process still requires much refinement. 

The streamlining of these processes should not be to the detriment of due process or 

outside the scope of the current laws and land policy, but should incorporate simple step by 

step processes without the hindrances of ministerial interference or causing provincial or 

district level discord.  
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 Aynak Copper Project Ministry of Mines, Mining for a Sustainable development of Afghanistan found at 
http://mom.gov.af/en/announcement/10785 accessed on 18 August 2012. 

http://mom.gov.af/en/announcement/10785
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Recommendations 
 

 Addressing ARAZI’s operational capability will implicitly assist the organisation in 

providing an appropriate level of service to NRRCP related work 

 

 An NRRCP Task Force should be established to focus effort on NRRCP related work 

and learn lessons from past experiences. The Task Force should include members of 

related departments and ministries actually embedded within ARAZI to foster closer 

working relations and understanding. 
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Annex 7 – Tashkil paper 
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Introduction  
 

One of the tasks of this intervention was to update and assist in development of ARAZI’s 

Tashkil.  The Tashkil represents those members of staff on the government payroll and 

therefore does not include the significant number of contract staff transferred from the 

HARAKAT funded element of ARAZI’s evolution. 

The institutional assessment carried out as part of this assignment has already highlighted 

that ARAZI is in the process of restructuring and that although submitted for approval, the 

Tashkil for 1392 has yet to be finalised.  

Observations 
 

Currently there are approximately 200 staff based in Kabul with 68 of these being contract 

workers. Of those 200 staff, there are 22 female members of staff comprising 15 civil service 

and 7 contracted staff. The future status of the contract workers is still unclear as funding for 

them has only been secured until December 2012. Therefore, the staffing budget for ARAZI 

for 1392 onwards does not include a provision for contract staff, even though they form a 

critical component of the organisation. 

In light of the organisational restructuring process it has not been possible to provide exact 

staffing numbers for each department. The Tashkil for 1392 is under consideration by 

Ministry of Finance, but this had not been approved at the time of writing. Therefore, 

although accurate staffing costs have been prepared for MoF by ARAZI for the next three 

years and specific staffing grades have been requested. Exact areas of responsibility and 

specific job descriptions have yet to be finalised.  

Similarly, although the Tashkil for 1392 has been submitted, it has been difficult to establish 

what posts remain unfilled from the 1391 Tashkil, accurate forecasts of actual staff numbers 

is therefore impossible to achieve. It does appear that there may be recruitment and / or 

retention difficulties in staffing ARAZI. Several key members of staff have left recently due in 

part to the on-going uncertainty regarding contract staff funding and it is doubtful whether 

these posts will be replaced. 

Given the raft of fundamental recommendations concerning ARAZI’s current operational 

capacity produced as part of this project, further detailed updating or analysis of the Tashkil 

at this time would be unlikely to add any value to, or further understanding of, the staffing 

issues. 

Recommendations 
 

 

 The new organisational structure of ARAZI needs to finalised as soon as exact 

staffing numbers are known. A further assessment of ARAZI’s Tashkil could then be 

carried out once that has taken place and the 1392 Tashkil has been approved. 
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 The Human Resources section at ARAZI Headquarters should play a more active 

role in assessing the recruitment requirements for civil service staff at ARAZI, to 

ensure ARAZI has sufficient resource and capability to deliver an effective service. 

 

 Only 10% of the current staff are female, with only 1 female member of staff in a 

senior position. Consideration should be given to addressing this issue particularly at 

management level if the ARAZI work force is to become more representative of the 

citizens it serves. 

 

 A comprehensive, documented training programme should be introduced to improve 

the overall effectiveness of ARAZI. This should include a specific modules aimed at 

improving the level of computer literacy of the existing staff and any future recruited 

staff in ARAZI. 

 

 Improved operational manuals and fully documented job instructions are required as 

a matter of urgency. 

 

 Improved reporting structures and better lines of communication will greatly assist 

ARAZI if the organisation manages to grow as anticipated. 

 

 Specific consideration should be given to developing an NRCCP task force within 

ARAZI to focus effort and provide sufficient cleared land to satisfy anticipated 

investor demand. 

Summary of Tashkil work force by function and year 
 

Function/ Directorate 1391 139289 

CEO 1 1 

CEO office administration 14 51 

Land Clearance and Planning 75 127 

Land Conflict Resolution 15 30 

Land Survey and Registration 20 51 

Land Lease 8 34 

Operations, M&E – new directorate 1 29 

TOTALS 133 322 
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 1392 Tashkil already submitted to MAIL / MoF. 
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Summary of Tashkil work force by post and grade for 1391 
 

Directorates / Positions Grade 
No. of 
staff 

General CEO Office   

CEO 1 1 

Chief Executive Manager 4 1 

Executive Officer 5 1 

Customer Service Manager 5 1 

Customer Service Officer 6 1 

Research and Policy 3 1 

Land Research Manager 5 1 

Library Officer 6 1 

Deputy Director of Arazi Issues 2 1 

Land Documents Monitoring 2 1 

Land Documents Monitoring General Department 5 1 

Study And Control Corruption Specialist 3 1 

Executive Manger 4 1 

Monitoring and Evaluation  3 1 

Evaluation and Analysis Specialist 4 1 

Land Survey and Registration 
  

Land Inventory Director 2 1 

Executive Manager 5 1 

Survey Manager 3 1 

Control and Survey Technical Issues Controller 
Manager 

5 1 

Survey Team 6 3 

IT Manager 3 1 

GIS and Mapping Manager 5 1 

Mapping Officer 6 1 

Mapping Officer 6 1 

IT Officer 6 1 

Land Registration General Manager 3 1 

Land Archive Manager 5 1 

Land Archive Officer 6 1 

Land Registration Manager 5 1 

Land Registration Officer 6 1 

Land Registration Officer 6 1 

Parcelling Forms and Documents Manager 5 1 

Parcelling Forms and Documents Officer 6 1 

Land Clearance and Planning  
  

Land Clearance and Planning Director  2 1 

Executive Manager 5 1 
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Directorates / Positions Grade 
No. of 
staff 

Executive and Computer Operator Officer 2 1 

Land Classification and Problems Collector 5 1 

Land Classification and Problems Collector 
Management 

6 1 

Land Classification Officer 6 1 

Land Usage Planning Manager 5 1 

Land Preparation Manager 5 1 

Land Lease Appraisal and Land Price Manager 5 1 

Land Lease Rent Appraisal Officer 6 1 

Land Price Officer 6 1 

Land Clearance Director 3 1 

Organs Communication Manager  5 1 

Land Clearance Team General Manager  4 1 

Land Clearance Team Manager  5 3 

Land Clearance Team Administrative Officer  6 6 

Land Clearance Team Officer  6 6 

Land Clearance Officer 6 30 

Land Transfer and Land Exchange General Manager 3 1 

Land Transfer and Land Exchange Manager 5 1 

Land Transfer Officer 6 1 

Land Transfer Officer  6 1 

Land Exchange Officer 6 1 

Land Distribution Management 5 1 

Resettlement Management 5 1 

Resettlement Officer  6 1 

Land Lease Director 2 1 

Executive Manager 5 1 

Executive and Computer Operator Officer 6 1 

Marketing Manager 5 1 

Marketing Officer  6 1 

Business Plans General Manager 4 1 

Business Plans Manager 5 1 

Business Plans Manager 5 1 

Land Lease 
  

Land Lease and Contract Validate General Manager 3 1 

Land Lease Contract Manager 5 1 

Land Lease Contract Officer 6 1 

Data Base Manager 5 1 

Contract Validation Manager 5 1 

Contract Validation Officer 6 1 

Contract Validation Officer  6 1 

Contract Validation Officer 6 1 
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Directorates / Positions Grade 
No. of 
staff 

Land Conflict Resolution 
  

Land Conflict Resolution Director 2 1 

Executive Manager 5 1 

Database and Reporting Officer 6 1 

Database and Reporting Officer  6 1 

State land Restoration And Preservation General 
Manager 

3 1 

Land Preservation Specialist  4 1 

Justice Pursuit Manager  3 1 

Justice Pursuit Specialist  4 1 

Land Analysis General Manager 3 1 

Land Analysis Specialist  4 1 

Cadastre Specialist  5 1 

Cadastre Specialist  5 1 

Cleaners  7 3 

 
TOTAL 133 

 

 

Summary of contractor work force by post for 1391 
 

Directorates/Positions No. of staff Department 

Operations Directorate   

Operations Director 1 Operations 

Operations Deputy Director 1 Operations 

Human Resources Manager 1 Operations 

Human Resources Officer 1 Operations 

Finance Manager 1 Operations 

Finance Officer 1 Operations 

I.T Manager 1 Operations 

I.T officer 1 Operations 

Logistics Officer 1 Operations 

Procurement officer 1 Operations 

Receptionist 1 Operations 

Office Cleaner 4 Operations 

Customer services manager 1 Operations 

Customer services officer 1 Operations 

Handyman 1 Operations 

Electrician/Technician 1 Operations 

Cook/Chef 2 Operations 

Gardener 1 Operations 

Messenger 1 Operations 
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Directorates/Positions No. of staff Department 

Photocopy operator 1 Operations 

Media and Public Relations Directorate 

Media and P.R Director 1 Media and Public Relations 

Media and P.R Deputy 
Director 

1 Media and Public Relations 

Media and P.R Manager 1 Media and Public Relations 

Monitoring and Evaluation Directorate 

Monitoring and Evaluation 
Director 

1 Monitoring and Evaluation 

Monitoring and Evaluation 
deputy director 

1 Monitoring and Evaluation 

Land Lease Directorate   

Customers Relations officer 1 Land Lease 

Land lease inspection 
specialist 

1 Land Lease 

Database officer 1 Land Lease 

Contract manager 1 Land Lease 

Business plan evaluation 
officer 

1 Land Lease 

Audit task force officer 2 Land Lease 

Marketing officer 1 Land Lease 

Customer relations officer 1 Land Lease 

Land Inventory and Registration Directorate 

GIS mapping senior officer 
1 

Land inventory and 
registration 

GIS mapping officer 
1 

Land inventory and 
registration 

GIS/MIS officer 
2 

Land inventory and 
registration 

GIS database officer 
1 

Land inventory and 
registration 

Junior record room officer 
1 

Land inventory and 
registration 

Survey quality assurance 
officer 

1 
Land inventory and 

registration 

Surveyors 
6 

Land inventory and 
registration 

Land Clearance and Planning Directorate 

Policy and Planning 
specialist 

1 
Land clearance and planning 

directorate 

Land use planning officer 
1 

Land clearance and planning 
directorate 

Lease enforcement 
manager 

1 
Land clearance and planning 

directorate 

Land clearance manager 
1 

Land clearance and planning 
directorate 

Land valuation expert 
1 

Land clearance and planning 
directorate 

CEO Office   

CEO Executive Assistants 2 CEO office 
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Directorates/Positions No. of staff Department 

CEO office coordinators 2 CEO office 

CEO office clerks 2 CEO office 

Consultants   

Land inventory expert 1 Consultants 

Proposal/Business plan 
expert 

1 Consultants 

Land clearance specialist 1 Consultants 

Dispute resolution specialist 1 Consultants 

IT (e-governance)expert 1 Consultants 

TOTAL 68  
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Annex 8 – Consultation workshop output 
 

 
 
 
 
 
 
 
 
Consultation workshop output 
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Introduction 
 

As part of the World Bank Support to ARAZI Programme, consultation meetings held in Dari 

were undertaken with the Chief Executive Officer (CEO) and the directors and senior staff of 

the various ARAZI directorates and departments. 

The sessions were lively and wide ranging and sought to highlight some of the goals, view 

and issues of the senior staff and to record those to inform the development of the strategic 

and operational plan and to help develop the recommendations paper produced as part of 

this programme. 

 

The documented summaries of the topics discussed during the workshop are outlined below. 

General recommendations and issues 
 

 Establishing, refurbishing and modernisation of the ARAZI regional and provincial 

offices. 

 

 Achieving financial stability of ARAZI through the use of its own revenue. 

 

 Fund raising in order to construct the new ARAZI central office at the location 

allocated by Ministry of Agriculture near the stadium. 

 

 Regular capacity development programmes for ARAZI. 

 

 Changing ARAZI’s Finance & Administration Section staff contracts from contracted 

status to civil service status. 

 

 Delegation of contract signing authority from Minister of Agriculture to CEO of ARAZI. 

 

 Standardisation, simplification and embedding of procedures. 

 

 Recruiting fresh graduates of universities as interns at ARAZI. 

 

 Preparing information packages and handouts for staff of ARAZI as well as clients 

and other ARAZI’s stakeholders for awareness purposes. 

 

 Promote further coordination between ARAZI and other stakeholders. 
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Land Conflict Resolution Department 
 

Departmental vision: “To become the only institution responsible for providing 

   information related to land grabbing to legal and judicial entities.” 

The main activities of this department are: 

1. Collecting files/documents related to land conflict. 

2. Analysis and review of collected documents. 

3. Follow up documents and cases sent to legal institutions 

and coordination with other stakeholders. 

Recommendations and issues 

 
 Lack of coordination and follow up mechanism within the legal/judicial sector of 

Afghanistan. 

 

 Lack of coordination in issues related to Ministry of Interior. 

 

 Interference of other ARAZI stakeholders in ARAZI affairs. 

 

 Lack of a land specialised police force at the Ministry of Interior. Ministry of Interior 

should consider putting all these on their annual plans. 

 

 Establishing a special directorate within the Supreme Court structure with a focus on 

land conflict cases. Role of the Supreme Court to be decreased in keeping the land 

deeds90 and ARAZI’s role to gradually increase on deed registration related affairs. 

 

 A unit to be established in the Land Conflict Resolution Department of ARAZI to 

issue licenses to lawyers specialising in land conflict resolution. 

 

 Mobile teams providing legal services by travelling to different parts of the country 

and arranging events at the mosques and community development councils. Main 

topic of the events would be mediation and arbitration on conflict cases. 

 

 Establishing a commission in charge of land conflict resolution, comprising of 

governors of provinces, head of district, civil society and private sector. These 

commissions would play the role of an intermediary between the provinces and the 

centre. 

 

 All paperwork and documentation of events related to land conflict resolution should 

be registered and kept in a database in order to use them for future procedures, 

codes of conduct, etc. 

                                                           
90

 Land deeds are registered and retained by the court in Afghanistan. 
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Land Clearance and Planning Department 
 

Departmental vision: “To become the only authorised entity responsible for 

   determining ownership rights in Afghanistan” 

The main activities of this department are: 

1. Determining rights of ownership through the land clearance process. 

2. Land transfer (though this activity may be transferred to another unit within ARAZI). 

3. Determining value of land and land acquisition compensation. 

4. Land classification. 

5. Coordination in the land acquisition process. 

6. Land distribution. 

 

Recommendations and issues 

  

 Land Clearance Department to be divided into two departments: 

 

o Land Distribution Department 

o Land Clearance Department 

 

 Land survey to be undertaken of all Afghanistan lands for better security of 

ownership rights. 

 

 Establishing teams to do simultaneous survey and clearance. 

 

 Delegation of clearance authority from the President to Minister of Agriculture. 

 

 All the land clearance documents to be collected from year 1354 onwards to be 

analysed. 

 

 Land Clearance result, which at the moment is administrative, to be changed and 

become semi-legal in nature. 

 

 Committees, which will be established at provincial level for intermediary purposes, 

to also be given the authority of presenting views in land clearance process. 

 Establishing a land specialised court. 

 

 Issuance of land deeds to become the responsibility of ARAZI in future as currently it 

is the responsibility of the courts. 



   

116 
 

Land Affairs Management Department91 
 

Departmental vision: “To become the only entity authorised for land zoning and distribution, 

   and oversight of the land acquisition process in Afghanistan.” 

The main activities of this department would be: 

1. Authorising the land acquisition process. All government entities would apply to this 

department for any land acquisition purposes. 

2. Land transfer authority for the purposes of any development and NRRCP projects. 

3. Establish a sustainable system for land use planning. 

4. Land zoning and classification. 

5. Preparing relevant policies and procedures. 

6. Land distribution. 

7. Collecting revenue coming from distribution of governmental lands. 

Land Management Monitoring/Oversight Department 
 

Departmental vision: “To become the only entity responsible for providing 

   statistics relevant to land in Afghanistan.” 

 

The main activities of this department would be: 

 

1. Collection of information, data and figures related to ARAZI. 

2. Assuring transparency and accountability of land management processes. 

3. Creating indicators for M&E purposes and follow up of indicators and work results of 

ARAZI’s different departments. 

4. Evaluation and analysis of the entity’s plans and assuring their effectiveness and 

efficiency. 

5. Review of the entity’s expenditures. 
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  This department will be established when Land Clearance Department is divided into two departments in 
future. 
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Land Lease Department92 
 

Departmental vision: “To become the one stop shop for leasing 

   government owned land in Afghanistan.” 

 

The main activities of this department are: 

 

1. Bidding process for land including the processes concerning advertisement, bids 

collection, evaluation of bids and contract award. 

2. Establishing land lease systems and determining money value of land per jirib. 

3. Contract enforcement inclusive of contract oversight, review of taxation process, 

good neighbourly relations and other relevant aspects. 

4. Collecting revenues such as payment instalments for land, penalties, etc. 

 

Recommendations and issues 

 

 Creating online lease application process for future use. 

 

 The authority for business plan evaluation to be transferred from the Private Sector 

Department of the Ministry of Agriculture to ARAZI. 

 

 Evaluation of all provincial business plans at the central level. 

 

 Establishing a committee responsible for evaluation and assessment of business 

plans. Committee will comprise of representatives from the Land Lease Department, 

Business Plan Unit, an AISA representative and a representative from the Private 

Sector Department of the Ministry of Agriculture. 

 

 Bids evaluation meetings should be held at the regional level, with the representative 

of the governor’s office and Ministry of Finance present. 

 

 Opening a bank account for the land lease revenue collection purposes to improve 

accountability. 

 

 Coordination between Land Lease and Communications Departments on topics 

relevant to marketing of available land plots for lease. 

 

 A follow up mechanism for the purpose of contract enforcement. 

 

 All provincial plans and programmes to be decided at the central level. 

 

 Leasing 25,000 hectares land to private sector per year. 
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 The name of this department may be changed in the near future. 
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 Increasing the land lease revenue to a billion Afghanis by the end of 2014. 

 

 Deployment of three Land Lease Department staff to the Customers Service Unit. 

Land Inventory Department 
 

Departmental vision: “To become the only entity responsible 

   for land survey in Afghanistan.” 

The main activities of this department are: 

1. Running the activities of the technical archive including sorting and keeping of 

relevant documents. 

2. Identifying and archiving all the properties owned by the Ministry of Agriculture at the 

provincial and central level. 

3. Registration and archiving of the properties after the clearance process. 

4. Recording the land deeds of private owned properties. 

5. Scanning the previous 33% surveyed documents and archiving them. 

6. Maps preparation using the available photographs. 

7. GPS survey for collection of technical and social data. 

 

Recommendations and issues  

 

 Merging the Cadastre Department of AGCHO with the Land Inventory Department of 

ARAZI. 

 

 Connecting the available land data electronically at the central, regional and 

provincial level. 

 

 Starting to use the LRS system and establishing the Central Cadastral Information 

System. 

 

 Digitalisation of all the existing Land Books covering Afghanistan. 

 

 Starting cadastral survey activity after merger of AGCHO’s Cadastre Department with 

ARAZI. 

 

 Delegation of authority to issuing decrees for land survey from the President to the 

Minister of Agriculture. 

 

 Better coordination between ARAZI and other stakeholders (MRRD, Ministry of 

Urban Development, Municipalities, Ministry of Mines, etc.) 

 

 Regular capacity building programmes. 
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 Establishing an Institute of Cadastral Survey. 

 

 Amending the land survey law as a whole. 

  



   

120 
 

Annex 9 – 5 year strategic and operational 

plan 
 

 
 
 
 
 
 
 
 
ARAZI Strategic and 
operational plan 
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Acronyms and abbreviations 

 

  

AGCHO   Afghan Geodesy and Cartographic Head Office  

AIMS    Afghanistan Information Management Services  

AMLAK   Land Management General Directorate of the 

   Ministry of Agriculture, Irrigation and Livestock 
  

 

BoD   Board of Directors 

CEO    Chief Executive Officer  

IDLG    Independent Directorate of Local Governance  

LIS    Land Information System  

MoU    Memorandum of Understanding  

MAIL    Ministry of Agriculture, Irrigation and Livestock  

MoF    Ministry of Finance  

MoJ    Ministry of Justice  

MoI    Ministry of Interior  

MoUD    Ministry of Urban Development  

USAID   United States Agency for International Development 

LML   Land Management Law 

LEL   Land Expropriation Law 
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Introduction 
 

ARAZI’s first strategic and operational plan was conceived in 2009. This new simplified and 

updated plan now includes the latest organisational challenges and will be used as a 

working, dynamic document, subject to regular on-going review and change, as 

Afghanistan’s vibrant land administration environment evolves. 

 

The ARAZI strategic and operational plan defines ARAZI’s vision, mission, and scope of 

business, accompanied by a supporting set of objectives, goals, strategies, and key 

performance indicators. The vision describes the intent and direction of ARAZI. The mission 

explains the purpose and is augmented by the scope of business, goals and strategies. 

These guiding principles and key performance indicators shape ARAZI’s values and the 

resulting actions that are important in the conduct of the services to be provided. 

Collectively, they describe what ARAZI strives to accomplish via their people, their products 

and the services they intend to provide.  

 

The updated situational analysis describes ARAZI’s current challenges in 2012. The 

organisational strengths, weaknesses, opportunities and threats, have all been updated to 

reflect the current ground reality. The updated strategic objectives once again, attempt to 

define a path to success, identifying the way towards a successful and sustainable business 

model. This business model continues to be backed by a range of stakeholders and strategic 

partners. 

 

In order to achieve the strategic objectives, key organisational strategies and major goals will 

still be defined in much more detail in supplemental documentation generated by ARAZI 

itself including departmental action plans, for example. This strategic and operational plan is 

therefore, only a high level guidance document. Budgetary forecasts for the operating and 

investment elements of the on-going work of ARAZI will also therefore be detailed in 

separate documentation.  

 

To ensure the successful implementation of this strategic and operational plan, the ARAZI 

Board of Directors is committed to the following and agrees that: 

 

 the ARAZI strategic and operational plan shall document and guide all current and 

planned ARAZI initiatives 

 

 ARAZI strategic and operational plan covers a rolling five year period and, as such, 

will be adapted to respond to changing factors through regular reviews, on at least a 

six monthly basis, that will provide a continuous five year forward view of the planned 

operational strategy 

 

 progress towards achieving the objectives will be reported regularly and reviewed at 

Board of Directors meetings 

 

 the strategic and operational plan is to be made available to all interested customers, 

business communities and wider stakeholders 
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Vision and Mission Statements and Organisational Values 

Vision Statement  
 

An entity enabling economic activities through effective and efficient provision of land with 

cleared ownership rights. 

Mission Statement  
 

ARAZI defines its mission as: 

 

1. Acting to remove barriers to access to land for any type of legal commercial activities, 

simplifying procedures to improve customer satisfaction and working to attract further 

investment and increasing revenues to government 

 
2. To be a proactive and responsive authority which will significantly ease the process 

of land management, for the direct and indirect benefit of key stakeholders as 

elaborated below: 

 

 large parts of the Afghan population, directly through the increased access to 

public land for lease and indirectly through activities promoting private sector 

development 

 

 the Government of Afghanistan through increased revenue and positive 

reputation via the means of successful land reforms 

 

 international investors, through access to public governmental land for 

various legal business purposes 

 

Organisational Values 

This chapter sets out the nine core organisational values which build ARAZI’s understanding 

of how to conduct operations, to take decisions and to execute any land management 

related activity with the public. ARAZI will ensure each of these nine core values are 

communicated and understood by their staff and clients and that they form an intrinsic part of 

operations.  

Commitment  
 

We are committed to service delivery of the highest standard. We are determined to inspire 

confidence in investors and clients through our streamlined, simplified, reliable and legally 

assured land management services.  
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Client Orientation  
 

We are dedicated to our clients’ satisfaction. We believe in respecting our clients, listening to 

their suggestions and understanding their expectations. We strive to exceed their 

expectations in terms of expedient, quality service delivery.  

Equity  
 

We will treat customers, colleagues and other stakeholders equally and with respect. We 

value diverse opinions as it enables our personnel to achieve their full potential for the 

benefit of the organization.  

Integrity & Accountability  
 

We act with integrity and accountability. We take responsibility for our actions and results, 

and follow the highest ethical principles, including honesty and fairness in all aspects of our 

services.  

Transparency  
 

We operate in a transparent and inclusive style. We believe that the organisation is internally 

strengthened by open dialogue leading to a clear understanding of the services we provide.  

Operational Excellence  
 

We seek to achieve operational excellence for our clients across the entire service value 

chain, optimising efficiency and maintaining the appropriate balance between cost and 

service level.  

Adaptability  
 

We thrive on innovation. To assure long term sustainability we follow the principle of 

adaptability and flexibility to maintain our effectiveness in an ever-changing environment.  

Privacy  
 

We respect privacy and confidentiality. We are dedicated to protecting the privacy of our 

stakeholders and clients in the course of all our operations.  

Environmental Friendliness  
 

We promote environmental sustainability. We strive to constantly consider the efficient and 

environmental friendly use of natural and physical resources, so as to help safeguard the 

environment for future generations. 
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Situational Analysis 

Background and context94 
 

The Government of the Islamic Republic of Afghanistan (GIRoA) has been engaged in land 

administration, primarily as a means of collecting taxes, since the early 1900’s and this 

activity has historically been the responsibility of the Ministry of Interior Affairs and the 

Ministry of Finance respectively, subsequently transferred to the Ministry of Agriculture, 

Irrigation and Livestock (MAIL). 

There continues to be a presumption that the tax rolls contain the names of the true owners 

of the land, and this has been codified in the Land Management Law of 2008. 

Attempts to improve the accuracy of the tax rolls and increase tax revenues from time to 

time, by relying on voluntary declarations by landowners (Land Declaration Law of 1960), 

met with little, if any, success leading to additional attempts to improve revenue generation. 

In 1963 AMLAK (Land Affairs) and Cadastre Directorates were created under the 

supervision of the Ministry of Finance resulting in the first accurate multi-purpose land 

inventory. 

However, this land inventory did not involve the document registration of the courts. In 1973 

the Cadastre was separated from the Ministry of Finance and merged into the Afghan 

Geodetic & Cartographic Head Office (AGCHO) leaving AMLAK without direct access to 

cadastre maps. 

Land reform was assigned to AMLAK, which completed a survey and collected information 

regarding 800,000 landowners and established new land quality classifications. AMLAK was 

transferred from the Ministry of Finance to MAIL in 1978, and thereafter, under Soviet 

influence, land reform focused on expropriation of large landholdings and redistribution to 

poor and homeless persons, which was generally unpopular. 

In 1991, land reform came to a halt and AMLAK lost most of its personnel and support. 

Nevertheless, the AMLAK Department had limited operation until it was merged in 2010 with 

the Afghan Land Authority (ALA) which had been created in 2009 within MAIL. The ALA was 

created within the MAIL to act as a one-stop-shop for leasing government land to the private 

sector in order to improve land use and increase revenues for the government.  

On 31 August 2009, the Cabinet of Ministers by decision #24 followed by Decision of the 

Cabinet of Ministers #23, dated August 2010, merged AMLAK with the Independent 

Commission for the Restitution of Illegally Occupied Land, which had been created by 

Presidential Decree # 638 dated 22 April 2010, and ALA, naming the resulting organization 

ARAZI and consolidating more than 900 AMLAK employees with 337 offices spread across 

all 34 provinces. These offices are located in the capital of each province and most of the 

rural districts. 
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ARAZI was granted all the authority and the responsibilities of AMLAK, ALA, and the 

Independent Commission for the Restitution of Illegally Occupied Land and has a primary 

role in carrying out many of the directives of the Land Management Law95. 

ARAZI has responsibilities in the areas of: 

1. Land inventory 

2. Land registration through the land rights identification process 

3. Land rights identification and settlement of rights (tasfia) 

4. Land transfer and exchange (primarily to other divisions of government), 

5. Land leasing to the private sector, 

6. Land dispute resolution (due to the merger of the Independent 

   Commission for Illegal Occupied Land with ARAZI). 

 

The Land Management Law of 2008 delegates the authority to administer government and 

public land to MAIL and AMLAK was responsible for this administration. Currently ARAZI is 

largely responsible for carrying out this mandate. Thus, ARAZI only concerns itself with 

issues for government and public land that is not within the jurisdiction of municipalities.  

Through the tasfia process ARAZI is registering government and private land. In creating a 

land inventory, ARAZI asserts a right to survey all of Afghanistan to a resolution of 10 meters 

in order to ascertain the extent of government land. However, this surveying function 

appears to be assigned to AGCHO by Article 16 of the Land Management Law and is 

another example of the current administrative confusion surrounding the individual roles of 

the various departments and ministries involved in administering land in Afghanistan. 

Immediate challenges96 
 

One of the immediate tasks ARAZI is faced with is the need to increase its human and 

institutional capacity. Current capacity is too limited to deal with the vast challenges of land 

management across the Resources Corridor within a reasonable time frame. Over the next 

five years, ARAZI plans to establish and operationalize 6 regional offices in Herat, Balkh, 

Nangarhar, Helmand, Kabul and Kunduz. By taking land inventorying, land clearance, land 

leasing, and land rights enforcement to the sub-national level, the regional offices will serve 

as a bridge from Kabul to the rest of Afghanistan as well as supporting economic growth and 

commercial activities. 

 

However, ARAZI is suffering from lack of technical expertise with regards to land 

management systems and several of the positions advertised for these departments remain 

vacant. The reforms that have taken place at the Kabul headquarters have not been fully 
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disseminated to regional offices. The structure and capacity in the regional offices are as 

they were during AMLAK management. Given that most of the land which ARAZI is 

managing is located in provinces, lack of capacity and the inability to disseminate a new 

reformed system to these provinces poses a major challenge. 

 

The inaccessibility to governmental lands remains a major barrier for investors mainly due to 

opaque policies and procedures. Consequently, obtaining land to use for commercial 

purposes remains one of the most significant constraints to economic growth in Afghanistan. 

Potential investors face considerable uncertainty concerning the availability of suitable land, 

its cost and the time required to secure the land after it is identified.  

 

It is well known that access to land is one of the most frequently cited obstacles for 

investors. The lack of workable mechanisms for making land suitable at market cost 

significantly discourages existing and potential businesses from undertaking new 

investments and effectively impedes new investors from entering the market.  

 

Millions hectares of government owned, uncultivated, arid land remains available and still 

unused. The opportunity cost in terms of employment and economic development not 

realized, and governmental revenues not collected, is significant and clearly one of the main 

drivers for ARAZI’s strategic approach. If businesses are to invest they must have assurance 

that they will be able to effectively utilize these investments.  

 

 

Strength-Weakness-Opportunity-Threat – SWOT Analysis 

The SWOT analysis process is used to develop a clear understanding of ARAZI’s aims and 

achievements to date and to develop a deeper insight into the entity’s advantages and 

constraints of operation. ARAZI’s strengths, weaknesses as well as the threats and 

opportunities have been analysed using the SWOT concept. The strengths and weaknesses 

are essentially internal to the organization and relate to matters concerning resources, 

programmes and organisation in key areas. This analysis should be repeated and updated 

every six months or as frequently as necessary. 

 

The objective is to build up a picture of the achievements and failures and other critical 

issues within the organisation and to maintain that picture to inform decision making. In 

doing so, the external threats and opportunities confronting ARAZI will be highlighted and 

those which develop in the entity’s own sector, where structural changes are occurring or in 

the marketplace which alters due to legal, economic and/or social factors will be reflected.  

SWOT analysis findings 97 

Strengths 
 

ARAZI has expanded rapidly in a relatively short time frame and has developed a framework 

for operation including human resources, leadership, governmental relationships and 
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support as well as growing reputation and awareness within the Afghan government, 

international community and private sector. One of the key strengths of ARAZI is the 

ambition to take on more responsibilities from other organisations (such as AGCHO and 

courts) in order to improve the area of land management in future. 

 

ARAZI is now an established government entity, backed by regulations and policies of the 

government of Afghanistan, and is working to establish the necessary streamlined 

organisational structures and is working to develop best practice, clear procedures and good 

reporting lines in the national context. This executive agency has a nationwide remit and it 

aspires to develop a clear service strategy to serve the interests of the people of 

Afghanistan. ARAZI continues to concentrate efforts to ensure that it becomes financially 

independent in the future.  

 

Personnel at the management level represent some of the best that Afghanistan has to offer 

with good educational backgrounds and an established track record in related fields of 

endeavour such as the civil service, NGOs, UN and international institutions in the private 

sector at different managerial levels and so they provide a good starting base of capacity for 

ARAZI.  

 

Weaknesses  

Despite the management team having some clear strengths, it lacks the ability to effectively 

coordinate the multiple interfaces with its external stakeholders. There is some level of 

cooperation but that is not enough in order to perform operations at the high standards the 

organisation sets for itself. The interaction is hampered by the sheer number of external 

interfaces with associated institutions and agencies. 

 

Despite a number of initiatives being tried to ensure ARAZI becomes financially 

independent, at this time, ARAZI is still lacking sufficient funds for the organisation’s daily 

operation and is therefore hampered by a restrictive budget which skews priorities. This is 

mainly as a result of the current government legal and fiscal frameworks that do not allow 

direct re-investment of fee incomes outside of the normal annual budgetary cycle. At the 

same time due to the current volume and complex nature of work, the existing staff of ARAZI 

are overloaded with the daily operations and that gives the leadership of the entity less time 

to focus at a policy formulation and strategic level. 

 

Opportunities  
 

ARAZI believes that the political will and commitment of the Afghan government to increase 

transparency and accountability in relation to land and the drive to simplify and increase the 

efficiency and the effectiveness of governmental service providers are factors that work in its 

favour.  

 

In spite of the fact sufficient funds are not fully available from government, significant donor 

interest exists which could be directed towards supporting the development of ARAZI in the 

near to medium term. Since investor interest is beginning to build as security improves, land 
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for development purposes is increasingly in demand and ARAZI is the primary agency for 

ensuring such land is free from competing claims and ready for transfer to investors. 

 

 

Threats  

Land in general is a very sensitive and highly political topic in Afghanistan where many 

household livelihoods are dependent upon access to land. In addition, existing legislation, 

policies and procedures are often deficient, ineffective and contradictory.  

 

Though there is a high public and private sector willingness to invest, there is little or no 

awareness about the contribution ARAZI makes in the land management and rights 

identification processes. To make matters worse, certain parts of the general public 

deliberately resist ARAZI’s activities due to their own negative experiences relating to 

privatisation exercises in the past. ARAZI recognises these threats and is working to 

engender a proper understanding of privatisation within the general populace. 

 

Although there is no doubt of a need for an effective working land lease management facility, 

some of ARAZI’s internal and external partners still maintain a reluctance to engage in open 

assistance and good working relationships, fearing a loss of influence, control or autonomy.  

 

ARAZI is struggling to both deal with the development of internal systems and working 

procedures and the challenges raised by having to cope with daily work flow and the 

increasing land lease demand of investors and citizens. Afghanistan as a whole faces a 

dearth of highly skilled technical staff in areas such as land mapping, survey and land 

information system and this will mean further challenges as ARAZI tries to recruit sufficient 

technical personnel to continue to conduct land inventory and leasing activities as demand 

for their services grows. 

 

Other serious obstacles to effective performance include: 

 

 an overall level of insecurity 

 large amounts of land being grabbed by influential individuals 

 high numbers of land conflicts and conflicting attitudes among tenants 

 threats to life or general harm to ARAZI field team members  

 

Another critical topic based on the level of insecurity is the lack of international land experts 

or firms with the requisite skilled technical staff who will work under these conditions. Since 

ARAZI’s core functions are quite technical in nature, the expansion of operations will face a 

formidable challenge if the required national and international technical resources and 

expertise cannot be integrated. 

 

Finally the overall financial sustainability of the ARAZI development programme still needs to 

be guaranteed as it currently has to rely on external, donor sourced funding and/or limited for 

further development. A summary of the SWOT analysis findings is set out overleaf. 
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Summary of the SWOT-Analysis Findings  
 

The following table gives a complete overview of the revised SWOT analysis: 

 

Strengths Weaknesses 
 

 Developing capacity to take more relevant 
responsibilities from other stakeholders such as 
AGCHO’s Cadastre Department and courts 

 Long term vision at the leadership level 

 Strong and dynamic leadership 

 The only obvious nationwide public entity for land 
management 

 Good reputation of the entity within government, 
international community and private sector 

 Team awareness of each unit’s objectives and 
approach 

 Intense team commitment and loyalty 

 Able to achieve results with limited resources 

 Qualified consultants to formulate policies and 
design interventions 

 Objectives based on the society’s needs 

 Favourable political relations with support of MAIL 
and Board of Directors 

 

 Staff overloaded with daily operation and unable to 
spend more time on developing policies 

 Coordination mechanisms only partly in place 
inside ARAZI and does not exist with its external 
stakeholders 

 ARAZI unable to spend a portion of its revenue 
due to its current legal status being a General 
Directorate of MAIL 

 Financial base for the entire project not achieved 
so far 

 Lack of sufficient and adequate funds right now 

 Restrictive budget in view of priorities 

 Inadequate office facilities at provincial and district 
level 

Opportunities Threats 
 

 Political will and commitment of Afghan 
Government to improve land management 

 Political commitment to simplify and increase the 
efficiency and effectiveness of Government  

 Commitment at the executive level of ARAZI to 
ensure transparency and accountability 

 High donor interest 

 Able to support public and private institutions to 
increase investment in Afghanistan 

 Huge amount of land unused and suitable for 
investment 

 High potential for an increase in future economic 
development 

 High potential for an increase of employment 
opportunities for Afghan citizens 

 High potential to increase government revenues 

 Significant opportunities for improving current 
service delivery structures 

 

 Land is a highly sensitive and politicised issue 

 Competing interests between different parties and 
interest groups 

 Insufficient regulatory and legislative framework 
(land management law, land courts, land 
enforcement agencies) 

 Lack of an existing blueprint or model for 
executive agencies within the current Afghan legal 
and fiscal framework 

 Possibility of resistance to engagement from 
certain communities 

 Difficulties involving legal clarification of the status 
of land and property 

 High number of existing land conflicts  

 Insecurity on all levels 

 Large amount of land being grabbed by influential 
individuals 

 Conflict among existing leaseholders 

 Security threats towards the ARAZI field teams 

 Possibility of resistance from general public due to 
negative attitude towards privatization 

 Possible huge land lease demand to manage 

 Low or zero awareness by the general public 
ARAZI’s remit 

 Reluctance of some internal and external partners 
to engage in assistance and good working 
relationships 

 Poor accessibility of services at district level 

 Less availability of international land experts/ firms 

 Sustainability of programmes reliant on external 
and /or limited funding 
 



   

133 
 

ARAZI’s Strategic Partners  
 

ARAZI’s institutional interfaces are numerous, involving a range of governmental actors 

including different ministries, provincial authorities, cadastral office representatives, 

community development councils, etc. and land competencies are spread among a 

significant number of public entities.  

 

The following are the key roles of the main actors of the project:  

 

 Ministry of Agriculture, Irrigation and Livestock is the parent ministry of ARAZI and 

provides the strategic direction  

 

 Ministry of Justice ensures the appropriate legal framework is in place  

 

 Ministry of Urban Development is responsible for the land zoning and inventory 

exercise for plots allocated inside cities and urban areas  

 

 Ministry of Finance deals with land tax definition and plot prices determination  

 

 Ministry of Energy and Water is participating in the definition of water rights of land 

plots and the provision of infrastructure services  

 

 AGCHO’s Cadastral Office plays a main role in land inventory activities  

 

 Provincial Development Councils are key to defining land zoning maps for the 

provinces and mitigating conflicts arising therefrom 

 

 Community Development Councils play a part during the land zoning and land 

property rights definition and maintenance  

 

Ensuring a positive partnership between so many actors requires strong leadership from 

MAIL to assist ARAZI along with support and endorsement from the highest levels of the 

Government of Afghanistan. 

 

The work and development of ARAZI is considered a national priority, with direct 

involvement of the Cabinet and the President of the Islamic Republic of Afghanistan in 

monitoring its progress and ensuring cooperation from all the public offices involved.  

 

As previously explained in this document a transitional Board of Directors (BoD) has been 

established which the following governmental and non-governmental members represent:  

 

 Minister of Agriculture, Irrigation and Livestock (Chairman of the BoD)  

 Minister of Finance  

 Minister of Mines  

 Minister of Water and Energy  
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 Minister of Urban Development  

 Minister of Commerce and Industry  

 Minister of Economy  

 Minister of Justice  

 Independent Directorate of Local Governance (IDLG) - General Director  

 Afghanistan Investment Support Agency (AISA) - CEO  

 Afghanistan Chamber of Commerce & Industries (ACCI) - CEO  

 Afghan Women Business Council (AWBC) - Country Director  

 Afghanistan National Seed Organisation (ANSOR) - Director  

 Afghan Civil Society Forum Organisation (ACSFO) - Executive Director 

 

Local public institutions as well as the provincial governors and municipal mayors play also a 

key role by addressing the organizations requirements into the respective levels and by 

making sure obstacles are dismantled. Donor organization involvement is still fundamental to 

ARAZI’s planned development. 

Monitoring and evaluation 
 

Effective monitoring and evaluation will add significantly to ARAZI’s learning and capacity-

building goals because it facilitates the use of best practices to monitor the improvements 

and changes sought by the program in the ARAZI focal areas, and it ensures the 

development of monitoring and evaluation skills across the organisation. 

 

The entire ARAZI organization will become progressively more cost-effective by building on 

the lessons of both successes and failures. 

 

Regular reports of performance and impact indicators and client compliance will be issued 

after having conducted comprehensive assessments. This data will be published to promote 

transparency and to demonstrate the progress of the organisation. 

 

ARAZI’s monitoring and evaluation framework should be a simple, readily understandable 

system with a very limited number of key performance indicators and business values that 

are directly related to the core activities of the organisation. Key performance indicators 

need to be accessible by the ordinary citizen as well and so should not be complicated in 

nature, unnecessarily abstract or be defined through overly complex calculations. 

 

The simplified key performance indicators that will form the basis of the monitoring and 

evaluation framework are set out overleaf. 
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Using these straightforward key performance indicators will allow both government and the 

general public to readily understand the operational effectiveness of ARAZI. Within the 

organisation, more complex methods may be employed to analyse trends and issues. 

  

•Total number of managed leases 

•Number of government leases granted 

•Area of government leases granted 

•Time taken to grant lease 

Government leases 

•Total area of land available for investment Land for investment 

•Revenue theoretically due 

•Actual revenue collected 

•Recovered revenue (through enforcement action) 
Revenue 

•Number of staff 

•Staff in / out during year 

•Total salary cost 

•Total operational costs 

Costs and staff 

•Number of investment land enquiries 

•Number of complaints 

•Number of compliments 
Customer focussed 
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ARAZI’s long term strategic goals  
 

ARAZI’s long term strategic goals are not definitively time bound but instead are defined as 

primary, secondary and tertiary objectives, reflecting their relative priority in the 

organisation’s development. Detailed operational and strategic planning is still relevant in the 

shorter term however and indeed is absolutely necessary for budgetary purposes. 

 

ARAZI’s long term strategic goals are set out below. 

  

Institutional role: To become the primary agency for land administration, registration 

and management in Afghanistan in order to provide a better, joined up, service to citizens 

and investors alike. 

 

Legislative reform: To assist and facilitate legislative reform in Afghanistan in relation to 

land administration, registration and management on behalf of the government and in 

conjunction with the relevant stakeholders. To make an active contribution to the 

simplification and harmonisation of Afghanistan’s land laws and decrees. 

 

Sustainability: To become a financially sustainable, autonomous agency able to 

generate its own funds and make a positive financial contribution to the Government of the 

Islamic Republic of Afghanistan. 

 

Land Information System: To develop and manage a comprehensive computerised 

land information system to store and process information relating to government and private 

land, leases entered into by government and other related land rights and revenue 

information. 

 

Land Lease Services: To provide easy, quick, and effective one-stop-lease services to 

local and international investors and defined social groups in line with national priorities and 

ensure timely, comprehensive and continuous lease execution. To manage existing leases 

effectively and to monitor revenues and returns from the government land lease portfolio. 

 

Land Registration System: To establish and manage an efficient system of land 

registration, ensuring the proper issuance of deeds and land titles for all properties, proper 

registration and filing of all land transactions occurring in the country, and resolving any 

conflicts emerging therefrom.  

 

Operations: To establish and successfully manage an Operations Department which will 

provide ARAZI with appropriate organizational infrastructure such as finance, human 

resources, information technology support and development, archiving of records, logistics 

and procurement, transport and security. 

 

Communications: To establish credible and sustainable partnerships with stakeholders 

through the provision of accurate and timely information, creating awareness and imparting 

knowledge to understand ARAZI services, and to inform the national and international 
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investors on the availability of opportunities to invest in land development in the country. To 

develop a full range of public and client focussed information to ensure ARAZI’s mission and 

operating procedures are understood and that awareness of ARAZI as an institution 

continues to grow. 

 

Value for money: To establish the internal control system in order to objectively examine, 

evaluate and report on the suitability and efficiency of the services delivered in order to 

contribute to the management process and the continuing development of the effective use 

of resources. 

 

Primary Strategic Objectives 
 

The primary strategic objectives are the steps necessary for ARAZI to take to: 

 

 build a solid platform of operational effectiveness 

 begin to address longer term financial sustainability 

 develop a documented core of institutional knowledge and information 

 put in place the necessary training structures to enable new staff to be effectively 

recruited and trained 

 focus activity on actual demand such as NRRCP activity 

 

Meeting these objectives as early as possible will place ARAZI in a strong position to expand 

operations as it aspires to do. The primary strategic objectives are set out below: 

 

Securing short term funding for operation 

 

ARAZI will take action to secure a stable, short term financial solution for a minimum of 12 

months. This financial solution will be sought through MAIL (or other relevant Afghan 

ministries) and also possibly through donor agencies to provide ARAZI with a degree of 

certainty for the future and to prevent the potential loss of skilled contractors prior to an 

effective transfer of skills to the remaining staff. 

 

Development of departmental action plans 
 

ARAZI will develop departmental actions plans for each of its directorates and key function 

areas. These action plans will be dynamic documents that will reflect the immediate tasks of 

the organisation and the outputs expected. The individual action plans will address the 

primary, secondary and tertiary strategic and operation objectives as they impact the 

individual directorates or key function areas.  
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Systems and procedures analysis 
 

Land clearance procedures for clearing the governmental land which is to be leased as well 

as lease monitoring and termination systems and procedures of the leases will be 

documented, mapped and critically reviewed by the ARAZI senior management team. Other 

functional areas as Finance, HR, Communications, etc. will also have their systems and 

procedures documented, mapped and critically reviewed. 

 

Development of operational manuals 

Operational manuals and detailed job level instructions be compiled for each contractor and 

civil service post to ensure that institutional knowledge and skills are preserved and to 

develop documented base material to assist in the development of a staff training 

programme. 

 

Development of training material 
 

Detailed staff training material will be compiled using material from the operational manuals 

and job instructions (once developed). Staff posts currently vacant will be filled and staff 

trained using the newly produced training documentation. 

 

Transfer of skills 
 

On-going training of civil service staff will be undertaken to ensure an effective transfer of 

skills from the contractor work force and to provide ARAZI staff with the capability it needs to 

discharge its duties effectively. 

 

Production of customer information  
 

External customer information, such as public guides and general public outreach material, 

will be generated from the internal operational procedure manuals to improve transparency 

and communication and so that ARAZI’s organisational responsibilities become better 

understood by citizens. ARAZI’s website will be regularly updated and all public guides and 

public outreach material will be published online. 

 

Regular review and update of strategic / operational plan 
 

ARAZI will undertake a quarterly review of this strategic and operational plan, updating any 

relevant areas as circumstances require. 
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Digitisation of information 
 

ARAZI will digitise as much of its core data as possible to facilitate geo-referencing of 

information and so facilitate the devolution of processing and authority necessary to operate 

successfully at the provincial and district levels in the near future. 

 

Production of a simplified cadastre model 
 

ARAZI will define a simple cadastre model to meet its current needs and incorporating 

available digitised information relating to its government land leasing activities and daily 

operations. 

 

Demand led registration 
 

ARAZI will continue to focus on demand led activity based on the actual needs of investors and 

potential tenants rather than the systematic inventorying of all land in Afghanistan. High value 

demand for services from NRRCP related activity will be prioritised.  

 

Establishment of NRRCP Task Force 
 

ARAZI will establish an NRRCP Task Force to focus effort on NRRCP related work and 

learn lessons from past experiences. The Task Force will include members of related 

departments and ministries actually embedded within ARAZI to foster closer working 

relations and understanding.  

 

Production of a pool of available investment land 
 

To fulfil its principal objective of being a one stop shop for investment land and government land 

for leasing, ARAZI will develop a pool of suitable government investment land at a rate that is 

sufficient to exceed the dynamic demands of the emerging market. 

 

Facilitation of LML and LEL 
 

ARAZI will actively seek custodianship of the Land Management Law and Land 

Expropriation Law consultation processes and planned enactment. This will provide ARAZI 

with an opportunity to play a pivotal role in shaping the legislative landscape of Afghanistan 

and to develop the skills and institutional capability to take on further refinement of land 

management laws 
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Secondary strategic objectives  
 

The secondary strategic objectives are those steps necessary for ARAZI to: 

 expand the scope of its operational effectiveness 

 establish long term financial sustainability 

 exploit its documented core of institutional knowledge, information and training 

structures to enable new staff to be effectively recruited and trained and for the 

organisation to grow 

 begin work to facilitate the simplification of the legal and institutional environments  

 

Meeting these objectives will allow ARAZI to leverage the solid operational platform 

developed under the primary strategic objectives and begin to gain traction at the regional 

and provincial levels. 

The secondary strategic objectives are set out below: 

 

Establish a long term sustainable financial model 
 

With the short term financial solution (as set out in the primary strategic objectives) in place, 

ARAZI will then secure a more sustainable financial position which could include:  

 

1. ARAZI could remain administratively within MAIL as an agency but with a defined 

and separate budget directly negotiated with the Ministry of Finance. This would 

provide a degree of autonomy for ARAZI but ensure that the administrative links to 

MAIL remain to continue to provide the institutional connection with the single largest 

land owning ministry in Afghanistan. 

 

2. ARAZI could remain administratively within MAIL as an agency but could operate 

as a true executive agency with a trading fund, rather than a traditional Afghan 

departmental budgetary arrangement. Since, in the longer term, ARAZI is likely to 

become a consistent net contributor the the Afghan exchequer, a trading fund 

arrangement where a proportion of the monies raised were retained for ARAZI’s 

recurrent expenditure and future planned development, could be a realistic solution 

that has been used successfully in both developed and developing countries98. 

 

3. ARAZI could become a ministry in it’s own right, in effect a Ministry of Land with its 

own budget and the reporting responsibilities of any other ordinary ministry. 

 

 

Establishment of regional offices 
 

With systems and procedures documented and in place at ARAZI Headquarters the 

operational platform can now be expanded to provide regional ARAZI offices in selected 
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provinces. ARAZI will formulate a simple expansion plan for introducing regional based 

operations and then execute that plan to developed administration of their core functions. 

 

ARAZI Headquarters in Kabul will continue to monitor and control systems and procedure 

development to ensure a uniform and consistent service is provided at the regional offices. 

 

 

Legal review 
 

ARAZI will undertake a detailed legal review, mapping the various statutes and items of 

legislation that impact upon the management and administration of land in Afghanistan and 

identify opportunities to deliver or facilitate on-going legal reform in relation to land 

administration and management. 

 

ARAZI will actively pursue, wherever possible, the integration of Afghan customary practice 

in relation to land management and wherever possible devise methodologies and practices 

that complement or follow existing Afghan custom to ensure easier understanding and 

cultural acceptance. 

 

 

Development of a comprehensive IT solution 
 

An integrated IT solution will be designed and implemented incorporating the digitised 

information developed under the primary strategic objectives. This will include a 

comprehensive hardware and software infrastructure, and will seek to integrate all the 

operational and public services activities of ARAZI. Specifically the platform will integrate 

and connect two principle data sets:  

 

1. Land Information System, including: 

 

 a land inventory database, with detailed plot information including maps, water rights, 

size, GPS coordinates, land zoning codes, tax information, price information, etc.  

 

 a lease contract management system, with detailed recording of all lease 

applications, contracts, contact information, date of execution, date of contract 

termination, tenant's proposal details, the lease enforcements reports as well as the 

payment history of the tenant customers. 

 

 a client database, with detailed recording of all relevant information about clients who 

are received, oriented, helped in proposal development or who register their interest 

and proposals with ARAZI. 

 

2. ARAZI’s operational database, a record keeping system containing details of internal 

operations including finance transactions, staff database, contract management, audit and 

monitoring and evaluation, etc.  
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AGCHO to merge with ARAZI 
 

As one of ARAZI’s long term strategic goals is to “become the primary agency for land 

administration, registration and management in Afghanistan in order to provide a better, 

joined up, service to citizens and investors alike”, AGCHO’s Cadastre Unit will be 

incorporated into the organisation.  

 

 

Tertiary strategic objectives 

 

The tertiary strategic objectives further refine the work of ARAZI and expand the scope and 

reach of its services. In practice, implementation of many of the earlier strategic objectives 

will add to and inform the tertiary phase of development. 

By the end of this development phase ARAZI will be a stable and mature organisation with a 

diverse service provision, national coverage and representation and well on its way to 

achieving its overall vision. 

 

Diversification of ARAZI services 
 

ARAZI will further secure its financial resources through the development of additional 

diverse revenue streams such as rental valuation services, service fees, bespoke map 

production and similar services.  

 

Establishment of a systematic cadastral registration programme 

 

ARAZI will develop a programme of systematic expansion of the demand led cadastral 

coverage. This will improve the information available to ARAZI and will help identify and 

catalogue a further supply of “cleared” government land for future investment and use. 

 

Expansion of institutional responsibilities 
 

ARAZI will explore the options available to expand its land administration and management 

remit as appropriate. This may include supplementing or providing registration service for 

central court deeds records or similar land record sets. 
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Indicative timetable for implementation 
 

Indicative timeframe YEAR 1 Year 2 Year 3 Year 4 Year 5 

Primary Strategic Objectives 
                              

Securing short term funding for 
operation 

                              

Development of departmental action 
plans 

                              

Systems and procedures analysis 
                              

Development of operational manuals 
                              

Development of training material 
                              

Transfer of skills 
                              

Production of customer information 
                              

Regular review and update of 
strategic / operational plan 

                              

Digitisation of information 
                              

Production of a simplified cadastre 
model 

                              

Demand led registration 
                              

Establishment of NRRCP Task Force 
                              

Production of a pool of available 
investment land 

                              

Facilitation of LML and LEL 
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Indicative timeframe YEAR 1 Year 2 Year 3 Year 4 Year 5 

Secondary strategic objectives 
                              

Establish a long term sustainable 
financial model 

                              

Establishment of regional offices 
                              

Legal review 
                              

Development of a comprehensive IT 
solution 

                              

AGCHO to merge with ARAZI 
                              

Tertiary strategic objectives 
                              

Diversification of ARAZI services 
                              

Establishment of a systematic 
cadastral registration programme 

                              

Expansion of institutional 
responsibilities 

                              

 

 

 

 


