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EVENT REPORT
Workshop Title: “Debriefing Workshop: Presentation of Preliminary Results — Feasibility
Study for the Programme "Conservation and Restoration of Catchment Areas of the Barak
River, India"
Date & Time: October 22, 2026 | 9:00 AM — 1:30 PM IST
Venue: NEC Conference Hall, Shillong, Meghalaya

Organised By: Feasibility Study Team (GFA Consulting Group, Germany) in association with
North Eastern Council (NEC) and NERCORMS

Key Stakeholders: Ministry of Development of North Eastern Region (MDoNER), North
Eastern Council (NEC), KW Development Bank, NERCORMS, and, Guwahati University,
Brahmaputra Board, Guwabhati, NIT, Silchar, NERWALM, Tezpur representatives from the
States of Assam, Manipur, Nagaland, and Mizoram.

1. Executive Summary

The Debriefing Workshop was convened on October 22, 2026, in Shillong to present the
preliminary findings of the Feasibility Study for the KfW-assisted programme on the
"Conservation and Restoration of Catchment Areas of the Barak River in the States of
Assam, Manipur, Mizoram and Nagaland". The session brought together regional policy
makers, state technical heads, and study consultants to review the field assessment findings
spanning 19 districts across four northeastern states, validate the proposed Theory of Change
(ToC), examine the modular intervention packages, and deliberate on the institutional
implementation framework and risk-mitigation measures.

The programme is designed as an 8-year, open/thematic initiative adopting a 6-year
implementation cycle per selected village/site. The overarching strategic premise
established during the workshop is anchored on "Community depth + Departmental scale
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+ Selective infrastructure,” prioritizing nature-based solutions, springshed and upper-
catchment restoration, livelihood strengthening, and disaster risk reduction.

2. Workshop Proceedings by Session

The workshop was chaired by Shri Satinder Kumar Bhalla, Secretary, NEC. Attended by Shri
Angshuman Dey, Joint Secretary, MDoNER, Shri Thanglemlian, Financial Adviser, NEC, Smt.
Sherry Laithangzo, Economic Adviser, NEC, Shri Kayio Kayina Th. Managing Director,
NERCORMS, other senior officers from NEC & NERCORMS, Feasibility Study team led by
GFA, Germany, Experts from NIT, Silchar, Guwahati University, Brahmaputra Board, etc. The
workshop was also attended by Senior Officials of the States of Assam, Nagaland, Manipur &
Mizoram through Video Conferencing.

Session 1: Summary of Field Assessment Results (9:20 AM — 10:00 AM)

The study team outlined the diagnostic assessment process across designated river reaches,
distinguishing between upper catchments (water/soil retention), middle reaches
(runoff/sediment retardation), and lower floodplains (storage and exposure management):
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e Geographical Coverage: 19 Districts across 4 States.

o Assam (4 Districts): Cachar, Hailakandi, Sribhumi (Karimganj), and Dima
Hasao; 4 district consultations, 27 site/village visits. Observations highlighted
extensive floodplain inundation, embankment breaching, wetland
fragmentation, and severe hill degradation/landslides in Dima Hasao.

o Manipur (5 Districts): Jiribam, Noney, Pherzawl, Senapati, and Tamenglong;
1 state consultation, 3 district consultations, 16 sites visited. Key issues noted
were river shifting and backwater flooding in lower Jiribam, alongside hill-slope
instability and sedimentation induced by road/rail cutting.
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o Nagaland (2 Districts): Kohima and Peren; 1 state consultation, 2 district
consultations, 6 sites visited. Characterized by drying springs, high gully
erosion, land subsidence, and reliance on customary village administration.

o Mizoram (8 Districts): Aizawl, Champhai, Khawzawl, Kolasib, Lunglei, Mamit,
Saitual, and Serchhip; 1 state consultation, 8 district consultations, 21 sites
visited. Challenges include monsoon runoff, steep-slope Jhum erosion, road-
cutting collapses, and riverbank scouring.

Core Takeaway: The programme boundary must explicitly filter out mega-structural
public works (e.g., massive embankments, primary highway stabilization) which
require separate statutory mandates and public finance, focusing instead on targeted
bioengineering, springshed rejuvenation, and decentralized community catchment
treatments.

Session 2: Intervention Logic & Theory of Change (10:00 AM — 10:40 AM)

The team articulated the overarching objective:

"The natural resources and ecosystem functions of sub-catchments of the Barak River are
restored, protected and managed in an inclusive and sustainable manner in selected
vulnerable areas.”

The intervention logic structures the programme around six interlinked outputs:

1.

Participatory sub-catchment planning and river basin governance capacities
strengthened.

Wetland, springshed, riparian, and catchment ecosystems restored and conserved.
Forests and agroforestry landscapes sustainably managed and rehabilitated.
Climate-resilient, conservation-linked livelihoods, land use, and value chains
developed.

Disaster preparedness and targeted flood/erosion risk reduction enhanced.
Programme management, Environmental & Social (E&S) safeguards, monitoring, and
knowledge management institutionalized.
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Session 3: Components, Delivery Modalities & "No-Regret" Measures (10:40 AM - 11:40
AM)

e Phased Roll-out: An 8-year duration structured into:

o Pilot Phase (Years 1-2): ~100 villages implementing immediate entry, no-
regret interventions.

o Main Phase (Years 3-6): 560 villages scaling holistic treatments.

o Consolidation/Completion Phase (Years 7-8): Final 460 villages, phase-out,
and sustainability handover.

e Village Implementation Cycle: A standardized 6-year operational model per village
transitioning systematically through: (1) Mobilization & Diagnhosis (2) Early
Implementation (3) Integrated Roll-out $\rightarrow$ (4) Consolidation (5) Handover
Preparation (6) Exit & Community Sustainability.

e No-Regret Interventions: Early-entry investments that provide immediate socio-
economic and environmental returns independent of future climate uncertainty. Key
examples include rooftop rainwater harvesting, springhead recharge pits/chambers,
community seed and bio-input resource centers (BRCs), solar lift irrigation, and
paravet training.

e Core Technical Packages:

o Component |: River Basin Management & DRR (Gully plugs, porcupines, geo-
jute slope stabilization, early warning systems).

o Component [I: Landscape Restoration & Conservation (Springshed
rejuvenation, wetland ecological restoration, sediment traps).

o Component llI: Soil & Water Conservation (Contour brushwood terraces, SALT
systems, field bunding, mulching).

o Component IV: Livelihood & Value Chain Enhancement (SHG revolving funds,
NTFPs, handloom/weaving, post-harvest processing).

o Component V: Community Development & Customary Governance (NaRMG
formation, community natural resource protocols).

Session 4: Area ldentification & Site Selection Approach (11:50 AM - 12:20 PM)

Recognizing that the programme can directly cover less than 20% of the 3,000+ basin villages,
a 3-Step Selection Funnel was presented:

1. Step 1 - Priority Intervention Zones (10,000-15,000 ha): Macro-delineation of sub-
catchments using GIS multi-layer overlays (forest density, Jhum concentration,
wasteland/erosion severity, wetland status).

2. Step 2-Village Prioritisation (Excel Ranking Tool): Ranking villages in paired uphill
and downhill lots based on degradation intensity, water stress, road-market
connectivity, and line-department convergence potential.
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3. Step 3 — Selection of Pilot Villages (up to 4 per cluster): Selection of manageable
sites (low conflict risk, presence of community reserves, strong local readiness) to
establish model demonstration hubs.

Session 5: Institutional Set-Up & Implementation Architecture (12:20 PM — 12:50 PM)

The programme adopts an independent implementation structure under the aegis of MDONER
and NEC, operating through NERCORMS as the regional implementing agency:
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Session 6: Risks, Safeguards & Climate Screening (12:50 PM - 1:10 PM)
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o Environmental & Social Safeguards (KfW Sustainability Guidelines / World Bank
ESS Framework): Rated as Category B+ (Substantial Risk). Mandatory safeguards
frameworks to be finalized prior to appraisal include:

o ESS1/ESS2: Environmental and Social Impact Assessment (ESIA),
Environmental & Social Management Plan (ESMP), and Labor Management
Procedures (LMP).

o [ESS5/ESS7: Livelihood Restoration Plans (LRP) and Indigenous Peoples
Planning Framework (IPPF) ensuring Free, Prior, and Informed Consent
(FPIC) under customary land tenures.

o ESS10: Stakeholder Engagement Plan (SEP) and village-to-basin Grievance
Redress Mechanisms (GRM).

o Climate Risk Profiling: Baseline screening indicated high vulnerabilities to extreme
rainfall pulses, landslides, and extended dry-season water stress across all states. All
engineered and bioengineering assets must be screened against CMIP6 / CORDEX
projections (SSP2-4.5 to SSP3-7.0) to avoid constructing on active geohazard
pathways.

4. Key Deliberations and Stakeholder Feedback

1. Customary Land Tenure & Local Ownership: Representatives from Nagaland and
Mizoram emphasized that because land is communally or privately held under
customary councils, formal MoUs and upfront benefit-sharing frameworks are vital
before initiating physical works or tree planting.

2. Infrastructure Boundaries: Consensus was reached that while road-cutting spoil and
highway landslides cause immense damage, the project cannot absorb civil
engineering costs for public transport corridors. Inter-agency coordination must instead
mandate spoil management by infrastructure developers.

3. Execution Capacity & NGO Quality: Participants noted uneven village institution
capacities. NERCORMS must roll out structured, modular capacity-building
programmes for supporting NGOs and line department field functionaries early in the
pre-inception phase.

4. Key Recommendations and Next Steps

1. Pre-Inception State MoUs: Finalize Memoranda of Understanding between
NEC/NERCORMS and the four State Governments outlining site selection criteria,
inter-departmental convergence mechanisms, and operational staffing for
SPMUs/DSTSs.

2. Refinement of Detailed Project Report (DPR): Integrate field assessment notes
into state-specific DPR annexures, incorporating the calibrated 3-step GIS site
selection methodology.

3. Finalization of E&S Instruments: Expedite the formal preparation of the ESMP,
IPPF, and GRM protocols required for final KIW appraisal clearance.
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4. Readiness for the 100-Village Pilot: Complete spatial delineation of the initial pilot
clusters to initiate community entry and roll out no-regret measures immediately upon
programme effectiveness.
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