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1. COUNTRY CONTEXT
Tajikistan faces some of the highest levels of water stress in Central Asia, with significant impacts on both agriculture and public health. Over the past 30 years, the country experienced severe floods and mudflows that led to considerable crop losses and economic hardships for households and farmers; in addition, there were numerous days of water restrictions in urban areas. It is projected that these droughts are expected to become more common as climate change increases hydrologic variability and without action in several years from now, some of the most water-stressed urban areas in Central Asia will be in Tajikistan.
The most vulnerable regions are the glacier-dependent river basins, such as Vakhsh, which provides crucial water for irrigation and hydropower and are prone to landslides and land degradation. Rural settlements and small-scale agriculture in these upper basins are frequently impacted by floods and mudflows, worsening poverty and expected to increase in severity. In the lower basins, inadequate infrastructure and reliance on agriculture and hydropower make populations vulnerable to climate extremes. Rising temperatures, combined with population and economic growth, will increase water and energy demands, potentially disrupting economic production and livelihoods, especially in rural areas. The frequency of both flood and drought extremes is projected to rise, leading to greater water stress and reduced irrigation productivity. Enhancing and modernizing irrigation infrastructure is essential to improve the resilience of these sectors and their dependent populations to future climate changes.
Water and irrigation management is a complex issue, involving many sectors and stakeholders and requires integrated policies and the involvement of various institutional stakeholders with direct and indirect responsibilities related to water and irrigation management. This necessitates increased coordination and active communication between stakeholders in Tajikistan. 
Water management affects everyone, and everyday choices, such as water usage in households and agricultural practices, can significantly impact water availability and quality. Achieving action at the individual level requires the development of trust, awareness, and commitment.
Different stakeholders exhibit varying degrees of influence and concern regarding water management. Frequently, individuals with a keen interest in the issue lack the authority to implement changes, while those in positions of power may be disinterested or resistant. This communication strategy aims to enhance engagement and commitment among critical institutional stakeholders, including local authorities and regulatory agencies, as well as the public. By unifying stakeholders around a common message and utilizing targeted communication to bolster support for initiatives, this plan seeks to drive meaningful action. 
2. [bookmark: _Toc197001463]PROJECT OVERVIEW
In June 2022, the World Bank jointly with EU approved financing for Tajikistan Strengthening Water and Irrigation Management Project. This project is part of the wider Rural Development Program Phase II (RDP II), which is co-financed by the European Union. The overall project management arrangements should take this into account to ensure alignment with EU requirements and standards. Coordination of the RDP II is entrusted to GIZ, which serves as the secretariat for the program and reports directly to the EU Program Manager.
Tajikistan Strengthening Water and Irrigation Management Project aims to accelerate national water supply reforms, strengthen capacity in water resource planning, and improve irrigation management, including by building resilience to climate change through improved access and utilization of water-sector data and information, strengthened river basin planning capacity and enhanced institutional framework. The Project will combine support for improved water policy, planning and management at the national and basin levels with infrastructure upgrades at the irrigation scheme level to improve the efficiency of individual irrigation systems. The Project contributes to the improvement of living conditions in rural areas, including improved food security indicators largely through the expected long-term outcomes related to increased area under double cropping, increased total value of agricultural productions through the shift to higher level crops. The institutional components are designed to restructure and strengthen the institutions responsible for water resources and irrigation management (including national authorities, basin organizations, SDLRI and water user associations). Sector strategies and systems will also be developed to establish, track and report key performance indicators for irrigation systems. These institutional aspects are fundamental to enable the sector to successfully cope with the projected impacts of climate change in the future. The introduction of infrastructure components will increase climate resilience by reducing the energy intensity of irrigation, improving the efficiency of water supply (thus increasing drought resilience), and reducing the vulnerability of irrigation systems to floods and mudslides.
The Project Development Objectives (PDO) are to: (i) strengthen capacity for water resources planning and irrigation management in Tajikistan and (ii) improve performance of selected irrigation schemes in the Vakhsh and Zarafshon river basins. 
Indicators for the two outcomes are as follows: Outcome 1 (Strengthen capacity…) (a) national and basin-level water planning institutions established and resourced, (b) ALRI and WUAs strengthened to enable effective management of targeted major schemes; Outcome 2 (Improve performance…) (a) area with improved water delivery in targeted large schemes, (b) energy intensity of water delivered in targeted large schemes, (c) value of production in targeted large schemes.
Table 1. Project Components: 
	Component 1.
	Water Sector Reform and Institutional Strengthening

	Sub-component A.

Sub-component B.
	Strengthening national and basin-level water resources policy and planning

	
	Improving irrigation planning and management

	Component 2.
	Irrigation Scheme Improvements

	Sub-component A.


Sub-component B.
	Improving large-scale irrigation schemes


	
	
Improving small- and medium-scale irrigation schemes

	Component 3
	Project Management

	Component 4
	Contingent Emergency Response Component
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3. OBJECTIVES

This document represents a strategic communication and visibility plan, implementation of which is expected to support the Tajikistan Strengthening Water and Irrigation Management Project (SWIM) by ensuring clear, consistent, and effective communication with all stakeholders, thereby facilitating long-term buy-in and advocacy for the reforms and activities included I the project scope. The plan is also expected to contribute to overall increased public awareness of the planned project results and project implementation progress, in an attempt to ensure transparency of donor-financed interventions in the sector and promote positive image of the Implementing Agencies and project donors through improved visibility measures.  
Each communication tool used, and activity conducted will aim at achieving at least one of the Project’s specific communication objectives indicated below:
1. Engagement of Stakeholders: the communication strategy focuses on proactive engagement with stakeholders, including government agencies, experts, researchers, civil society organizations, and international partners and donors. The strategy seeks to foster collaboration, solicit feedback, and involve stakeholders to enhance the Project’s work. 
2. Inform and update the primary target groups, i.e., stakeholders about the activities and their implementation;
3. Collaborate with the primary target groups in raising awareness of the Project’s activities, impact and achievements through their communication channels. 
4. Maintain effective communication and exchange with and among the primary target groups.
5. Ensure visibility of the project and increase public awareness about the role and advantage of the Project’s activities. 
6. Encouragement of private sector participation, particularly through the contractors outreach and bid conferences 
7. Promote activities by ensuring open access to information and visibility materials and public documents.
8. Build a positive public image of the Project’s achievements, Implementing Agencies and donors.
By focusing on these communication objectives, the overall goals of strengthening capacity for water resources planning and improving irrigation schemes can be more effectively achieved through targeted and strategic information dissemination and stakeholder engagement.
4. GENDER AND INCLUSIVITY CONSIDERATIONS
The Gender Action Plan for 2025–2027 under the SWIM project (available at: https://www.mewr.tj/?p=1832)  places strong emphasis on promoting gender equality and inclusivity within the water sector in Tajikistan. The plan is designed to address systemic barriers that limit the participation of women, youth, and vulnerable groups, and to create an enabling environment for their active engagement in water resource management. Key considerations include:
· Gender-Responsive Participation: All activities aim to ensure balanced representation of women and men, particularly in leadership and decision-making roles within Basin Councils and community engagements.
· Youth Empowerment: Specific focus is placed on engaging young professionals and students through internships, capacity-building initiatives, and innovation-driven platforms such as hackathons and job fairs.
· Support for Vulnerable Groups: Outreach and inclusion strategies will prioritize women from rural areas, members of marginalized communities, and economically disadvantaged groups to ensure equitable access to information resources, training, and decision-making process.
· Capacity Building with a Gender Lens: Trainings, forums, and educational events are tailored to recognize and address gender-specific needs, with particular attention to enhancing the technical and leadership skills of women in the water sector.
· Visibility and Motivation: Success stories of women leaders and professionals in the sector will be proactively highlighted through a range media and communication channels to raise awareness, inspire broader participation women, and contribute to elimination of gender stereotypes.
· Sustainability through Local Ownership: The development of local trainers (ToT) among active women ensures long-term capacity at the community level and encourages sustainable knowledge transfer.
These efforts collectively aim to foster a more inclusive, equitable, and resilient water management system in Tajikistan, where all stakeholders—regardless of gender or social status—can contribute to and benefit from improved water governance.
Detailed information about the planned activities to be conducted for women, youth, and students is provided below in Table 3.
5. [bookmark: _Toc197001465]TARGET AUDIENCES
There are two distinct categories of the project audience:
1. Project Affected Parties (PAPs)
These are individuals and groups, including local communities, who may be impacted by the project due to actual effects or potential risks to their physical environment, health, safety, cultural practices, well-being, or livelihoods.
2. Other Interested Parties (OIPs)
This term refers to individuals, groups, or organizations that have an interest in the project, which may be influenced by the project's location, characteristics, impacts, or issues related to public interests. For example, this may include regulatory bodies, representatives of government, the private sector, the scientific community, academia, professional associations, women's organizations, private sector players, student groups, other civil society organizations, and cultural groups.

 Table 2 shows the corresponding audience:
	


Implementing Agencies and Implementation partners  

	Ministry of Energy and Water Resources of the Republic of Tajikistan (MEWR)

	
	Water Resources Management of Basin Zones (Vakhsh, Zerafshan Kafernigan)

	
	River Basin Council

	
	OJSC "Barki Tojik", Basin Association "Amudarya"

	
	Tajik NIIGiM

	
	Agency for Land Reclamation and Irrigation (ALRI)

	
	Regional and District Irrigation organizations of ALRI

	
	Sub-basin organizations

	
	Water Users Associations (WUAs)

	
	PMU FVWRMP

	
	PIU under MEWR

	
	PCU, consulting service providers, contractors, suppliers

	Beneficiaries/PAPs
	Regional and District Irrigation organizations of ALRI

	
	Sub-basin organizations

	
	Water Users Associations (WUAs)

	
	Regional and district hukumats, self-government bodies (jamoats)

	
	Regional subdivisions of Committee for Environmental Protection (CEP)

	
	Local communities-farmers, vulnerable groups

	
	Student Groups/Student Committee 

	Other Interested Stakeholders

	National Water Council (NWC)


	
	Ministry of Finance of the Republic of Tajikistan

	
Supporting government agencies
	Ministry of Agriculture of the Republic of Tajikistan

	
	Ministry of Labor and Social Protection of population of the Republic of Tajikistan

	
	State Committee for Investments and State Property Management

	
	Committee for Environmental Protection under the GoT (CEP)

	
	State Committee for Land Management and Geodesy of the Republic of Tajikistan

	
International financial institutions, development partners

	Socio-Economic Resilience Sustainable Project (SERSP), WB

	
	Rural Development Program (RDP-II) EU

	
	TRIGGER-II, GIZ

	
	Yavan Irrigation Scheme Project in the Lower Vakhsh, ADB

	
	Water Management in the Syr Darya Basin, SDC

	
	Food for the Future Project, USAID 

	Media
	Print and broadcast media - newspapers, TV channels, radio programs

	
	Electronic media - websites, news agencies

	
	Social networks - Facebook, Instagram, etc



6. [bookmark: _Toc197001466]KEY MESSAGES

Key messages are the foundation of effective communication in any project, and they play a critical role in ensuring that all stakeholders—ranging from farmers to policymakers, and from local communities to international partners—are informed, engaged, and aligned. In the context of the Tajikistan Strengthening Water and Irrigation Management Project, these messages serve as clear, concise touchpoints that help translate the complex goals of the project into actionable and relatable ideas for every audience.

Each message is carefully crafted to resonate with specific groups, addressing their unique concerns, highlighting the benefits of the project, and fostering a sense of ownership and collaboration. Whether it’s reassuring farmers about increased productivity, guiding policymakers on the importance of sustainable water management, or informing the media about the project’s progress, these messages ensure that communication is both effective and inclusive.

By consistently delivering these key messages, the project can build trust, encourage participation, and strengthen the collective effort towards achieving long-term success in water management and rural development. Ultimately, these messages help create a shared vision and understanding, turning every stakeholder into an active partner in the project’s success.

Below are key messages for each group involved in or affected by the project:

Official Use Only

Official Use Only

2Official Use Only


Key messages:
	Farmers and Local Communities
	- Key knowledge facts about WUAs:
· WUAs are membership-based organizations owned by water users to ensure joint operation and maintenance of the irrigation sub-system, ensuring irrigation water delivery, coordination of water use on the service territory and representation of water user rights. As a member of WUA you have rights and obligations, and your irrigation delivery is dependent on the effectiveness of this organization. 
· Success of each WUA is in reliable irrigation delivery. Keep your WUA representatives accountable. Stay informed and involved.
· Irrigation water is a shared resource, and need to be managed wisely.
· Joint measurement of water at the farm gate ensures fair distribution.
Paying irrigation bills on time allows for continued service and maintenance. WUA membership fees are your investment in the future harvest.
· Pay your bills on the go by using the billing app – ensure transparency of your payments.
· Your irrigation bill is only ___ % of the average harvest value, pay it on time to keep the irrigation running.
· Get to know your Mirob (through stories of good Mirobs), know what the membership fees pay for. 
· On-farm canals are your responsibility and your capital assets, contribute to a joint plan of keeping these assets operational.
· Results of the demo plots
· Laser land leveling reduces water use by up to ___%; with drip irrigation, water usage has dropped by __%, increasing crop yields by __%. Your investments in drip irrigation may drive yield of __- crop by XX times. 



	Local Authorities and Electricity Distribution Company  (SHTB)
	- Upgraded pumping stations now consume ___% less electricity.
- Coordination with water agencies helps schedule electricity use during off-peak hours.
- Energy-efficient motors have saved ___ GWh annually since installation.
- In the project area electricity arrears reduced by ____.

	Policy Makers
	- The project increased water productivity from $0.6/m³ to $1.05/m³.
- Since the Irrigation Management Information System was allowed to digitize ___ of all the records in the first year of its implementation. Innovations like remote sensing reduced illegal abstractions by ___%.
- WUAs established though the project has been enlarged to become professional farmer-owned organizations

Key messages from the Irrigation and Drainage Strategy 
- Project-supported energy audit study identified ___ mln in investments required to modernize pumping infrastructure which could lead to ____ % increase in energy efficiency of irrigation
-  Clear policies on water pricing (tariffs and subsidies) have improved cost recovery by __%.

Key messages from the Vakhsh River Basin Plan
- Integrated reservoir operations piloted in the basin have resulted in a ___% improvement in water availability forecasts and optimized releases, balancing irrigation needs and hydropower generation.
- Real-time operational data exchange has been established among BWO, RBO and irrigation authorities improving coordination.
- RBO-led dialogue platforms involving ----- (ministries/agencies) have resulted in defining priority basin investment plans, improving transparency and collaboration across agencies.
 - RBO has engaged local WUAs, environmental agencies, and energy planners in joint decision-making through basin committees, improving policy coherence and stakeholder trust.
- The RBO is leading the implementation of basin-wide water accounting and auditing, making data available to stakeholders via a basin dashboard, enhancing accountability.


	Development Partners
	This project is a model of collaborative financing of the WB and EU.
The European Union has played a pivotal role by co-financing the modernization of over ____ pumping stations, improving water use efficiency and resilience.
The EU’s co-financing enabled critical institutional reforms, such as the launch of a IMIS, improved irrigation billing collection, and training of over _____ staff in modern water governance tools.
Through EU-funded initiatives, gender-sensitive programming was enhanced, leading to a ___% increase in women's participation in Water User Associations and local planning committees.
Visibility and outreach efforts funded by the EU included:
· Farmer field days showcasing technology benefits
· Awareness campaigns on water conservation
· Bill settling through mobile apps
This collaboration demonstrates how EU development partnerships promote innovation, equity, and sustainability, ensuring long-term benefits for farmers, institutions, and local communities.


	Research and Academia
	- Partnerships with 2 universities promote student-led innovation in irrigation.
- More than ___ students took part in the project-supported internship program, summer schools and hakathons
- The hakathons brought together experienced practitioners, students, IT professionals for solving irrigation management problems resulting in ______.

	Water Management Institutions
	- Centralized monitoring has improved response time to complaints by ___%.
- Canal rehabilitation reduced conveyance losses by ___%.





1. For Farmers and Local Communities
“Reliable irrigation means that you are able to receive water when and in amount your crops need it. Reach out to WUA to plan your irrigation delivery in the beginning of the season ”
“Be an active member of your WUA, know your Mirob, pay your bills and participate in planning your irrigation delivery”
“Under increasing water stress, farming will adapt to growing more with less water”

2. For Local Authorities (Hukumats, Jamoats)
“Strong local leadership — fair water access for all.”
“You are key to fair water access and local development.”
“Your support helps communities get better water services.”

3. For Policymakers, Ministries and Implementing Agencies 
      “Water reform supports food security and jobs.”
4. For Development Partners
“Your support brings real change to farmers’ lives.”
“This project is a model of smart, inclusive water use.”
“Together, we are building water systems for the future.”
“Let’s join forces to create lasting impact.”

5. Research and Water Management Institutions
“Science and practice together — for smart water management.”


7. [bookmark: _Toc197001467]COMMUNICATION CHANNELS
The main communication channels for this project are the websites of MEWR (https://www.mewr.tj/) and ALRI (https://www.alri.tj/), where special pages dedicated to the project will be operated by a Social, Gender and Communication specialist hired under this project and the IA web managers. The specialist and web managers will be responsible for regularly updating information on the progress of the project, engaging with the audience and collecting feedback to improve communication and ensure transparency.
Other communication tools will include the following:
· Social media: A dedicated project page was created on the Facebook platform (https://www.facebook.com/groups/2214741868964495?locale=ru_RU) serving as a key communication channel for project updates, audience engagement, and feedback collection.
Messengers: WhatsApp and Telegram groups have been created to ensure sustainable and productive communication with students at all stages of project implementation. The link and QR code to access these groups are provided below. Separate groups for engagement and communication will be created according to the project activity schedule.
[image: ]
https://t.me/+Of3M4etHhZsxNmIy   

· In addition, the Ministry of Energy and Water Resources maintains a dedicated Telegram channel, through which all project achievements and activities will be shared. The link to this channel is provided below.
             
https://t.me/mewrtj 

· Traditional media including TV, radio, on-line, and print media will be used to raise awareness about the project among the population in targeted zones and across Tajikistan. Special emphasis will be placed on highlighting the EU & WB contributions to the country’s economy, particularly in the agriculture and water sectors. 
· Publication materials: press releases, brochures, leaflets, reports, press kits will be developed and distributed to provide local and international media representatives with accurate, first-hand information about the project and its key deliverables;
· Posters, billboards, and signs will be installed in the project implementation sites and facilities to raise public awareness about the EU & WB contribution to this project
· Promotional items:  pens, notepads, USB drives, T-Shirts & caps, and other materials featuring the  EU & WB logos will be produced to support  the project’s communication objectives and increase visibility;
All the publications will be designed in accordance with the EU visibility requirements and reviewed and approved by the designated EU representative prior to dissemination.
8. [bookmark: _Toc197001468]IMPLEMENTATION PLAN
The Communication Implementation Plan serves as a strategic roadmap designed to facilitate clear, timely, and effective information exchange throughout the lifecycle of the project. It outlines the key communication objectives, identifies target audiences, and specifies the channels and tools to be employed to ensure that all stakeholders are consistently informed and engaged.
By establishing structured communication protocols, this plan aims to promote transparency, foster collaboration, and support decision-making processes. It also helps to mitigate misunderstandings and align expectations, thereby contributing to the overall success and smooth execution of the project. Through a combination of regular updates, feedback mechanisms, and tailored messaging, the Communication Implementation Plan ensures that communication remains a cornerstone of project management excellence. 
Below is a detailed table outlining the stages of implementing the Project Communication Plan.

Table 3. Detailed Communication and Visibility Plan

	COMMUNICATION CHANNEL
	ACTIVITIES
	PROJECT PHASES
	TARGET AUDIENCES
	EXPECTED IMPACT
	IMPLEMENTER
	BUDGET

	Traditional media:

MEWRhttps://www.mewr.tj/ and ALRI https://www.alri.tj/         websites which possibly be the main source of information for other local and regional on-line and print media. Any information published on websites about the project will acknowledge the EU/WB support  
	1. Presentation of the project;   

                                                 2. Mid-term evaluation results; 
                                                 3. Final evaluation results; 
   
4. Press releases issued for main events;            
             
5. Photographs from the events;
6. Regular updates of the websites

	· At the beginning, of the project;
· In the period of 2026
· At the end of the project

· Ongoing throughout the project implementation period
	Visitors of MEWR and ALRI websites; 
Readers of local and regional on-line and print media that republished these articles
	· Up to 3000 people in total read these articles in MEWR and ALRI websites. This information will be republished by other local and regional traditional and new media. MEWR and ALRI websites acknowledge the EU delegation & WB support.
	· PMU/PIU staff in consultation with EU / WB press offices;
· Communication Specialist
	Do not require additional budget allocations.

	Traditional media:

National & local TV & Radio
	1. 1 report on national TV from the project presentation and closing acknowledging EU and WB support;
2. 1 report on local Khatlon TV   about the outcomes of the project and their impact on the lives of the local populations
3. 2 TV reports on the local trainings among farmers/WUAs at the local level 
4. 4 TV reports on the River Basin Councils and establishment of the Basin Women & Youth Forum of the Vaksh River at the basin level.
5. 2 TV reports on the Steering Committee at the national level.
	- At the project closing stage;


- In the period of 2026 


- In the period of 2026 



- In the period of 2026 - 2027





- In the period of 2026 - 2027
	· Population of Tajikistan;
· Local community institutions including WUAs, farmers and rural households of Vakhsh river basins;
	· From 1 – 2 million viewers for national TV programs are aware about the EU support;
· From 500,000 –800,000 population of Khatlon region are aware about the impact of project for their lives in general and the necessity of paying for used water
	· PMU/PIU staff in consultation with EU/WB  press offices;
· Local TVs under one-time contracts 
	The cost will be covered from the operational expenses of the PMU/PIU

	Traditional media:

Print media
	2 articles including interviews of the EU Ambassador and WB leadership in the state-run national papers describing the goals of the project, the importance of water reform and its impact on the Tajik economy (acknowledging EU & WB support);


	· In the period of 2026 - 2027
	· GoT, NWC, MEWR & ALRI leadership;
· district irrigation authorities, RBCs, RBOs, jamoat WRWG; WUAs;
· Readers of the newspapers (mostly from among of Tajik authorities) 
	· Irrigation system management at the national and basin levels understand the importance of the reform and accelerate its implementation;
· district irrigation authorities, RBCs, RBOs, jamoat WRWGs; WUAs, farmers and household are aware about the project and EU / WB support

	· PMU/PIU staff in consultation with EU/WB press offices;
· Contracted journalists
	The cost will be covered from the operational expenses of the PMU/PIU

	Traditional media:

On-line media
	· 2 reports including interviews of the RDP II Program Manager (on behalf of EU) and Project Technical Team Leader (on behalf of WB) in the state-run and independent on-line media informing population about the project and its impact on their lives (acknowledging EU & WB support);
	· In the period of 2026 
	· Readers of the on-line media from Tajikistan and abroad
	· Population of Tajikistan are aware about the project deliverables and recognize the EU and WB as main development partners of Tajikistan
	· PMU staff in consultation with EU/WB press offices;
· Contracted journalists
	The cost will be covered from the operational expenses of the PMU/PIU

	New Media:

Facebook account will be created in FB to promote PDOs & CDOs. The account will acknowledge the EU/WB support



	1. The FB account will inform readers and subscribers about the project updates, publish announcements, collect feedbacks from direct and indirect beneficiaries and will be the main source for promoting MEWR and ALRI websites;

	· The account   established during the mid-term phase of project implementation and being updated regularly, with updates occurring no less than once per week.
	· MEWR & ALRI leadership;
· district irrigation authorities;
· jamoat WRWGs;
· WUAs, farmers and household
· Journalists & bloggers & civil activists;
· General population
	· MEWR & ALRI leadership are updated on the project progress;
· District irrigation authorities; jamoat WRWGs; and WUAs are aware about the latest events including the grant opportunities which allows them to more actively participate in the project implementation process;
· Journalists & bloggers & civil activists use the information from this account to write reports about the project;
	· PMU/PIU staff supported by Communications Specialist
	Do not require additional budget allocations.

	WhatsApp & Telegram groups will be established to communicate with the specific target groups
	Separate WhatsApp & Telegram groups will be created for each specific group of project beneficiaries in each project implementation zones. These communication groups will be used as a tool for: 
·  citizens engagement in needs assessments, investment prioritization and feedback;
·  hosting the project-level and national – level GRMs;
- youth and woman engagement activities.
	· In the period of 2025 and 2026
	- Beneficiary groups of Zarafshan and Vakhsh river basins;
- Young professionals and students who will be engaged within the framework of the Youth Concept;
- Women who will be involved in the Women’s Basin Forum of the Vakhsh River.
	PMU/PIU staff use these communication groups to monitor citizen, youth, and women engagement indicators such as beneficiary satisfaction (including farmers) with the services provided; student-involved activities (such as organization and conduct of internships, summer camps, job fairs, and hackathons); the holding of Women’s Basin Forums; the effectiveness of feedback mechanisms from beneficiaries; as well as complaints and the responsiveness of the PMU/PIU
	PMU/PIU staff
	Do not require additional budget allocations.

	CAMPAIGNS AND REGULAR PUBLIC DIPLOMACY ACTIVITIES/EVENTS
	2 press tours to the large-scheme and small-scheme rehabilitated facilities in Upper and Lower Vakhsh river basins for local and international media representatives will be organized. Participants will be given press kits that contain all the information about the project including EU & WB support
	· In the period of 2026 - 2027
	Journalists from governmental and private media, popular bloggers, influential civil activists
	Reports about the project implementation process appear on press that indicate EU & WB support;
 Citizens of Tajikistan and other countries will know how EU and WB supporting Tajik economy
	PMU staff
	The cost will be covered from the operational expenses of the PMU/PIU

	INFORMATION PRODUCTS
	· The following information products and interaction information will be published under the project: 
·  100 copies success stories on 2 active women of brochures/leaflets/newspapers/ and etc.;
·  300 copies of leaflets/factsheets (three languages);
·  4 pieces (Russian/English) rollups;
·  300 pieces of promotional items (pens, notepads, folder, USB drives, bag shoppers, T-Shirts & caps, etc.)
	·  In the period of 2026 – 2027 
	·  Journalists, bloggers, influencers;
·  Project beneficiaries;
·  General population;
	· Journalists, bloggers, influencers have the first-hand information about the project and will acknowledge UA & WB while producing their reports;
·  Project beneficiaries and citizens are aware about EU and WB support to improve their lives
	· PMU/PIU staff in consultation with EU/WB  press offices;
· Contracted companies
	The  cost will be covered from the operational expenses of the PMU/PIU


	
	· The following video products and interaction information will be published under the project:
· 1 video about the history of the Vakhsh River,
· 2 success stories of active women in sector (3-5 minutes),
· 1 short video on implementation youth engagement concept (3-5 minutes),
 
	·  In the period of 2026 – 2027
	· Journalists, bloggers, influencers;
·  Project beneficiaries;
·  General population;
	· Journalists, bloggers, influencers have the first-hand information about the project and will acknowledge UA & WB while producing their reports;
·  Project beneficiaries and citizens are aware about EU and WB support to improve their lives
	· PMU/PIU staff in consultation with EU/WB press offices;
· Contracted companies
	The cost will be covered from the operational expenses of the PMU/PIU

	EU Delegation & WB websites

	1. Press releases issued for main events;                       
2. Ambassador’s op-eds;     
3. EU / WB officials visits;
4. Photographs from the events                              
	·  Ongoing 
	- EU & WB Institutions and International Community;
- Local & international media;
	· EU / WB officials are aware about the spending of the funds; 
· Local and international media use the information to initiate reports;
· Population know EU / WB as reliable development partners
	· EU delegation & WB press offices
	Do not require additional budget allocations.



9. [bookmark: _Toc197001469]MONITORING AND EVALUATION
Monitoring and Evaluation (M&E) are integral elements of this communication plan, offering a structured and systematic approach to track progress, evaluate the effectiveness of communication efforts, and support evidence-based decision-making throughout the project lifecycle. By applying M&E principles, the project team can determine whether communication activities are achieving their intended objectives, identify areas for improvement, and adjust strategies in real time.
The use of SMART indicators (Specific, Measurable, Achievable, Relevant, Time-bound) ensures that communication efforts are aligned with project objectives and deliver measurable value to stakeholders.
1. Objectives of M&E in Communication
The M&E framework is designed to:
· Track the implementation of communication activities against planned outputs and outcomes.
· Evaluate the effectiveness and reach of messaging and tools.
· Ensure compliance with EU and World Bank visibility and branding requirements.
· Facilitate adaptive management and continuous improvement.
2. Table 4. SMART Indicators and Targets
	Indicator
	Type
	Target
	Timeline

	Reach through social media platforms (Facebook, Twitter, LinkedIn)
	Outcome
	Reach 10,000 people cumulatively
	By project completion

	Number of communication materials produced (brochures, factsheets, banners, videos)
	Output
	· At least 
· 300 copies of brochures, leaflets/factsheets;
·  4 pieces of rollups
 300 pieces of promotional items developed and distributed. 
	Throughout the project implementation

	Engagement rate on social media (likes, shares, comments)
	Outcome
	Achieve an average engagement rate of 5% per post
	Monitored quarterly

	Website traffic (unique visitors to project site or section)
	Outcome
	Reach at least 3,000 unique visitors
	By end of project

	Media coverage (articles, TV/radio features)
	Output
	Secure at least 5 media mentions in national/local outlets
	By end of project

	Visibility compliance (correct use of EU/WB logos and branding)
	Compliance
	100% of communication materials comply with branding guidelines
	Continuous monitoring

	Feedback collection (from events, partners, beneficiaries)
	Output
	Feedback collected from all major communication events
	Within 1 month of each event


3. Roles and Responsibilities
· The PIU Social, Gender and Communication Specialist will oversee day-to-day tracking of communication activities and outputs.
· The PMU and PIU M&E Specialists will analyze data and integrate findings into broader project monitoring reports.
· The PMU and PIU Project Managers will ensure integration of communication results into donor reporting.
· Partner organizations and subcontractors will be briefed on and held accountable for communication standards and visibility compliance.
4. Reporting and Use of Results
Monitoring findings and evaluation results will be:
· Incorporated into bi-annual project reports.
· Shared with the EU Delegation, World Bank, and key stakeholders.
· Used to adapt the communication strategy based on evidence and lessons learned.
· Stored as part of the project’s knowledge and learning repository for replication or scale-up.
5. Frequency
· Monitoring: Ongoing, with data collected on a monthly and quarterly basis.
· Evaluation:
· Mid-term evaluation (if applicable, depending on project duration).
· Final evaluation at the close of the project.





10. [bookmark: _Toc197001470]ROLES AND RESPONSIBILITIES
Effective communication for the SWIM project requires close coordination between the two Implementing Agencies (IAs) — MEWR and ALRI — along with the Project Management Unit (PMU), the PIU, and the Communication Specialist. Each entity has distinct roles but shares a joint responsibility for ensuring visibility, stakeholder engagement, and public awareness.
Here is a structured approach to assigning these roles:
1. Ministry of Energy and Water Resources (MEWR)
Role: MEWR is the overseeing body responsible for ensuring that the project aligns with national water policies and strategies. They are key in ensuring high-level communication with government stakeholders and providing direction on policy aspects of communication.
Responsibilities:
· Lead policy advocacy for the SWIM project at the national level.
· Ensure that project communication aligns with government water sector strategies.
· Approve high-level communication materials.
· Coordinate with ALRI and other stakeholders to ensure communication efforts are well-aligned with broader water sector goals.
2. Agency for Land Resources and Infrastructure (ALRI)
Role: ALRI plays a critical role in the SWIM project as one of the two Implementing Agencies (IAs). ALRI is primarily responsible for the planning, implementation, supervision, and technical oversight of all project components related to infrastructure development and land resources management. These components are fundamental to achieving the project’s goals related to sustainable water and land use, climate resilience, and improved rural livelihoods.

Responsibilities:
· Oversee technical communication for infrastructure and land resource components.
· Provide input on technical materials, reports, and communication activities.
· Collaborate with MEWR to align the communication plan with technical and policy aspects.
· Ensure timely updates and project reports on technical progress.
3. Project Management Unit (PMU)
Role: The PMU manages the project as a whole, ensuring that tasks are completed on time and within budget. They coordinate activities among all stakeholders, including MEWR and ALRI. 
The PMU also plays a role in capacity building, identifying training needs, facilitating technical assistance, and promoting knowledge sharing among project stakeholders. The PMU acts as a co-coordinator in the implementation of the Project Communication Plan. In collaboration with the Social and Gender Specialist and the PIU Social, Gender and Communications Specialist, the PMU will ensure the effective execution of the planned communication activities.
Responsibilities:
Co-Coordination of the Communication Plan
· Act as a co-coordinator of the Project Communication and Visibility Plan, working closely with the Communication Specialist of PIU, and Implementing Agencies (MEWR and ALRI).
· Ensure communication activities are integrated into the overall project work plan and implementation framework.
Stakeholder Engagement and Public Representation
· Support high-level stakeholder engagement and public communication events, including official launches, media visits, and donor missions.
· Represent the project in public forums and support the dissemination of key messages.
Ensuring Compliance with Donor Visibility Guidelines
· Oversee adherence to visibility and branding requirements established by the donor and national regulations.
· Ensure that logos, signage, and communication materials are correctly used across all platforms and events.
Support for Crisis or Sensitive Communication
· Provide leadership in managing communication during crises or sensitive issues, in coordination with the Communication Specialist.
· Ensure that messages during such situations are coordinated, accurate, and timely.
4. Project Implementation Unit (PIU)
Role: The PIU is responsible for the overall implementation of the project's communication activities. A key function of the PIU is to coordinate and support effective communication and collaboration across all agencies. It convenes regular coordination meetings to track implementation progress, resolve inter-agency issues, and make adjustments to project plans where necessary. The PIU ensures that information flows smoothly between MEWR, ALRI, and the PMU, while also managing relations with donors, national authorities, and development partners.
The FVWRMP PMU is responsible for establishing and maintaining a robust Monitoring and Evaluation (M&E) system. Data for the communication plan will need to be supplied by the PMU on timely basis with the communication plan and its messages to be vetted for publishing. 
In support of communication and visibility activities, the PMU/ PIU will work closely with the Communication Specialist to integrate visibility goals into the broader project work plan. It ensures that all outreach efforts are supported with accurate data and field access, and that messaging is coordinated across all the partners.

Responsibilities:
Support Implementation of the Communication and Visibility Plan
· Assist the Communication Specialist in operationalizing the Communication and Visibility Plan at the field and regional levels.
· Ensure that communication activities are integrated into day-to-day project implementation.
Ensure Consistent Information Flow
· Act as a communication bridge between the field and the PMU, MEWR, ALRI, and the Communication Specialist.
· Provide timely updates, field reports, and success stories from the ground to feed into broader communication efforts.
· Share feedback and concerns from communities and stakeholders with central project teams for follow-up.
Stakeholder Engagement 
· Support the identification, engagement, and mobilization of local stakeholders, including farmers, community leaders, NGOs, and local government entities.
· Ensure that communication is inclusive and accessible, especially to vulnerable groups (e.g., women, youth, marginalized communities).
Support Media and Field Visits
· Coordinate logistics and stakeholder participation during field visits by media, donors, or government representatives.
· Prepare briefing materials and ensure that key project messages are communicated effectively during such visits.
Ensure Visibility Compliance
· Ensure that all communication and visibility materials used in the field comply with the project’s branding and visibility guidelines, including those required by donors.
· Display logos, banners, and signage on infrastructure and in events as appropriate.
5. Communication Specialist
Role: The Communication Specialist is the focal point for all communication activities. They are responsible for the development and implementation of the communication and visibility plan, ensuring that messaging is clear and consistent across all levels.

Responsibilities:
· Develop communication materials (e.g., brochures, press releases, social media content).
· Design and lead public awareness campaigns.
· Ensure stakeholder engagement is effective and that messages reach the target audience.
· Coordinate with MEWR, ALRI, PMU, and PIU to ensure consistency in messaging.
· Monitor and evaluate the effectiveness of communication efforts.
Table 5. Responsibility Matrix (RACI):
	Task / Activity
	MEWR
	ALRI
	PMU
	PIU
	Communication Specialist

	Develop Communication and Visibility Plan
	R
	I
	A
	R
	R

	Approval of Communication Materials
	R
	I
	C
	R
	R

	Coordinate National Stakeholder Engagement
	R
	C
	A
	R
	R

	Coordinate Technical Communication
	R
	I
	A
	R
	R

	Design and Implement Public Awareness Activities
	C
	I
	R
	R
	R

	Community Engagement and Local Communication
	C
	I
	R
	C
	R

	Monitoring and Evaluation of Communication
	C
	C
	A
	I
	R

	Report Communication Outcomes
	C
	I
	A
	R
	R

	Ensure Consistency of Messaging Across Platforms
	C
	C
	C
	R
	R


RACI Key:
· R = Responsible: The person/team who is responsible for executing the task.
· A = Accountable: The person/team ultimately accountable for the task's completion.
· C = Consulted: The person/team whose input is needed before the task can be completed.
· I = Informed: The person/team who should be kept updated on progress but does not actively participate in the task.
This structure ensures a collaborative effort in implementing the communication and visibility plan, maximizing the project's outreach and stakeholder engagement.
11. FEEDBACK AND REPORTING
Effective communication and successful implementation of project activities rely heavily on systematic feedback, ongoing dialogue, and the timely submission of high-quality reports that accurately reflect progress and outcomes. Feedback and reporting related to communication and stakeholder engagement will be conducted continuously throughout the project lifecycle.
The effectiveness of communication and interaction mechanisms will be evaluated based on the planned activities outlined in the Communication and Visibility Plan. The following reporting mechanisms will be used to ensure accountability, transparency, and strategic adjustment where necessary:
Table 6. Structured Reporting Mechanism
	Report Type
	Frequency
	Content Focus
	Recipient
	Format /
Content Expectations

	1. Biannual Communication Report
	Every 6 months
	Comprehensive review of communication plan implementation
	- European Union, World Bank
	Format: PowerPoint Presentation or Word/PDF report

	
	
	
	
	

	
	
	
	
	Content Expectations:

	
	
	
	
	- Evaluation of communication effectiveness

	
	
	
	
	- KPI analysis and metrics (e.g., public awareness activities, media impact, visibility)

	
	
	
	
	- Success stories and key achievements

	
	
	
	
	- Challenges faced and lessons learned

	
	
	
	
	- Recommendations for future communication activities

	2. Final Project Report
	At project completion
	- Summary of communication and PR outcomes
	- European Union, World Bank, Government bodies
	Format: Comprehensive report (Word/PDF)

	
	
	
	
	

	
	
	
	
	Content Expectations:

	
	
	
	
	- Summary of all communication activities

	
	
	
	
	- Evaluation of communication objectives met

	
	
	
	
	- KPI analysis and impact assessment

	
	
	
	
	- Key success stories and lessons learned

	
	
	
	
	- Recommendations for future projects

	
	
	
	
	- Overall impact of the communication plan on project success



Key Performance Indicators (KPIs) to Include in Reports
1. Media Coverage: 6 articles, TV segments, or online mentions related to the project.
2. Stakeholder Engagement: 2000 of stakeholders engaged (meetings, workshops, events).
3. Social Media Metrics: Achieve an average of 5% per post, engagement rate, shares, and comments related to project posts.
4. Audience Reach: 10.000 audience reached through communication materials and activities.
5. Success Stories: 2 specific examples of positive community engagement or impact stories linked to communication efforts.
The Monitoring and Evaluation Specialist, in collaboration with the specialists of the PMU and PIU on social development and communications, will be responsible for the overall preparation of reports. These reports will encompass all interactions and promotional activities related to this plan.
Upon the completion of the engagement activities, a review of the results and achievements will be conducted to assess the effectiveness of the mechanisms for implementing and integrating the Project Communication Plan.
12. [bookmark: _Toc197001472][bookmark: _Hlk196387631]EU VISIBILITY REQUIREMENTS (EU/WB EMBLEMS AND FUNDING STATEMENT, BROCHURE/FACTSHEET/BANNER TEMPLATES, ETC.)
The European Union (EU) places strong emphasis on ensuring that its financial support is clearly acknowledged in all communication and promotional activities related to EU-funded projects. Visibility requirements are designed to ensure transparency, raise public awareness of the EU’s role in development and cooperation, and enhance the impact and credibility of EU-funded actions. All beneficiaries of EU funding are obliged to comply with these visibility and communication rules.
1. Purpose of EU Visibility Requirements
EU visibility requirements are intended to:
· Make the EU’s contribution visible to the general public and target stakeholders.
· Ensure accountability and transparency regarding the use of EU funds.
· Strengthen the image and recognition of the EU as a global actor in external cooperation and development.
· Promote mutual understanding and shared ownership among implementing partners, beneficiaries, and stakeholders.
2. Use of the EU Emblem and Funding Statement
All communication materials produced in the context of EU-funded projects must display the EU emblem (flag) prominently and include a standard funding acknowledgment. The correct format for the funding statement depends on the funding arrangement. Examples include:
· “Funded by the European Union”
· “Co-funded by the European Union and [Partner Name, example: World Bank]”
· “This [publication/activity/event] was produced with the financial support of the European Union. Its contents are the sole responsibility of [Organization Name, example: Project Implementation Unit] and do not necessarily reflect the views of the European Union.”
The EU emblem must not be modified in any way. It should appear in its official colors, be placed in a prominent position, and must be of equal or larger size compared to other logos used.
3. Required Communication Materials
EU visibility rules apply to a wide range of communication tools and platforms, including but not limited to:
· Printed materials: Brochures, factsheets, reports, training manuals, newsletters, and promotional items must include the EU emblem and funding statement.
· Digital materials: Project websites, social media pages, online publications, videos, and presentations must clearly acknowledge EU support.
· Events: Any public events such as workshops, conferences, launches, or press briefings should visibly display the EU emblem on banners, backdrops, invitations, and speaking materials. The EU’s support should also be acknowledged in speeches or opening remarks.
· Infrastructure and equipment: Where applicable, the EU emblem and a funding statement should be displayed on buildings, vehicles, equipment, or other visible assets financed by the project.
4. Design and Branding Guidelines
All visual materials must adhere to the EU’s branding and identity standards, including:
· Correct use of the EU emblem with appropriate size, color, and spacing.
· No alteration of the emblem or incorporation into other logos.
· Positioning of the EU emblem in a prominent and visible location.
· Use of official templates when provided.
For projects co-funded with other institutions, such as the World Bank or UN agencies, logos of all partners must appear in a way that respects the visibility of the EU emblem, following the agreed hierarchy and sizing standards.
5. Language and Audience Considerations
All visibility materials should be adapted to the local context and target audience. This means:
· Using local languages for materials intended for community-level use.
· Using English or French versions for reports, presentations, or communication at regional and EU levels.
· Ensuring materials are culturally sensitive and accessible.
6. Monitoring, Reporting, and Compliance
EU Delegations or managing authorities may monitor and assess visibility and communication activities as part of project evaluation and audits. Beneficiaries must:
· Include visibility activities in project work plans and budgets.
· Document visibility efforts and submit evidence in reports (e.g., photos, links, media coverage).
· Ensure subcontractors and implementing partners are also aware of and comply with EU visibility rules.
In projects co-funded by the European Union and the World Bank, ensuring clear and consistent visibility of both partners is essential. Proper recognition of the EU’s financial contribution, alongside the World Bank's role, reflects the joint commitment to transparency, accountability, and partnership in delivering impactful development outcomes.
All communication materials, public events, and project outputs must adhere to the visibility and branding requirements of both institutions. This includes the correct use of logos, funding acknowledgments, and compliance with each organization’s communication guidelines. The EU emblem and the World Bank logo must be displayed in accordance with agreed standards to ensure balanced and prominent visibility for both partners.
Effective visibility not only enhances public awareness of the support provided by the EU and the World Bank but also reinforces the transparency, legitimacy, and impact of the partnership’s efforts on the ground.
13. GRIEVENCE REDRESS MECHANISM (GRM)
An integral part of the strategy for each project is the communication and consideration of the opinions of communities and individuals affected by the project. During the implementation of the project, beneficiaries may have questions related to economic, social, environmental, and other issues that need to be addressed within the framework of the project.
In accordance with the requirements of the World Bank SES №10, the project will implement a Grievance Redress Mechanism (GRM) and other forms of appeal. This feedback mechanism will be established as one of the main tools for preventing social risks and conflicts. These mechanisms are essential to ensure that beneficiaries have the opportunity to submit their appeals in the form of complaints, suggestions for improving project activities, or proposals for resolving issues at all stages of project implementation, without any costs and with a guarantee of timely resolution. Effectively implemented GRM and feedback mechanisms will help avoid legal disputes.
The project includes a three-tiered implementation of the GRM. Component 1.2 will support the GRM at the national and basin levels, which will be based on the existing mechanisms of the MEWR and ALRI. It is expected that user participation in water resource planning and distribution will enhance transparency and accountability in the sector.
Main Objective: To obtain timely and objective information for the consideration and assessment of appeals received from beneficiaries at all stages of project implementation, aimed at further improving operations.
Types of Appeals: complaint/claim, suggestion, inquiry, positive feedback/appreciation.
Appeals directly related to the implementation of the project are subject to consideration, where their compliance with the eligibility criteria will be determined. Beneficiaries can also apply anonymously if they consider it acceptable. Each complaint must be monitored and assessed. As an indicator for measuring the success of the project, a parameter can be included - the number of complaints filed and resolved.
Channels for submitting appeals:
· By telephone: through the dedicated hotline at short number 3553, available seven days a week;
· In written form: feedback collection boxes have been installed at each project site to enable beneficiaries and stakeholders to provide their complaints, suggestions, or concerns, thereby enhancing transparency and community participation throughout the project implementation.
· Orally: during official information sessions or by visiting the office of the local Project representative. 
· Incoming correspondence to the reception or via email of the PMU/PIU;
· Websites of the MEWR and the ALRI.
Appeals may be either individual or collective. Complaints and suggestions will be considered free of charge. Complaints and feedback may be submitted anonymously, and confidentiality will be ensured in all cases, including when the person submitting the complaint/feedback is known. Information about the project and implementation of the GRM, including quantitative data on complaints received and resolved, will be posted on the websites of the executive agencies ALRI and MEWR.
Here is the contact information through which project beneficiaries can submit complaints or appeals:
Contact information for submitting appeals to the central office of I/A
Ministry of energy and water resources of RT: 
734064, Dushanbe, str. Shamsi 5/1, fax: 236 03 04, phone: 235 35 66, 236 03 04
e-mail: info@mewr.tj, website MEWR: https://www.mewr.tj/ 
Agency for Land Reclamation and Irrigation under the Government of the RT:  
734064, Dushanbe, str. Shamsi 5/1, fax:235-35-54, phone:236-04-47, 
e-mail: info@alri.tj, website ALRI: https://alri.tj/en/director

Project Management Unit of the Agency for Land Reclamation and Irrigation (PMU/ALRI):
734064, Dushanbe, str. Shamsi 5/1, 
e-mail: fvwrmp@mail.ru, phone/fax: (+992 -372) 36-62-08
World Bank Grievance Redress Service
The complaint can be sent directly to the Bank through the World Bank Grievance Redress Service at the following link: https://www.worldbank.org/en/projects-operations/products-and-services/grievance-redress-service, or to the World Bank Resident Mission in Dushanbe at the address: Ayni 48, Business Center "Sozidanie", 3rd floor, phone: 992 48 701-58 10
e-mail: tajikistan@worldbank.org

14. CRISIS COMMUNICATION

Crisis Communication and Negative Publicity Management Protocol
While the communication strategy primarily focuses on promoting the project's positive impact and maintaining transparency, it is equally important to have a clear and proactive crisis communication protocol in place. This ensures the project is prepared to respond quickly, consistently, and responsibly in the event of negative publicity, controversy, or unforeseen incidents during implementation.
1. Types of Potential Crises
Potential situations that may require crisis communication include, but are not limited to:
· Environmental incidents (e.g., pollution, land degradation, or biodiversity harm resulting from project activities).
· Community opposition or protests due to project impacts, perceived lack of inclusion, or misinformation.
· Accidents or safety incidents involving project personnel, contractors, or community members.
· Allegations of mismanagement, corruption, or non-compliance with donor guidelines.
· Negative media coverage or social media backlash.
· Delays or failure to deliver key project outputs, particularly when publicly announced.
2. Designated Spokesperson(s)
The following specialists will be engaged on behalf of the project to proactively prevent potential crises and ensure effective communication management:
· Primary Spokesperson: PIU Communications Specialist
· Backup Spokesperson: PMU and PIU Project Managers
· Technical Spokesperson: PMU and PIU M&E Specialists
All spokespersons of the Project will be informed, trained and authorized to speak on behalf of the Project.
3. Internal Coordination & Approval Protocol
Before any communication is issued to external parties, the project team must first complete the necessary actions such as:
1) Reporting:
Field staff report incidents to the PIU Project Manager, who alerts the PMU Manager and PIU Communications Specialist within 1 hour.
2) Assessment:
Project Managers and M&E Specialists assess the situation and provide verified information.
3) Drafting & Review:
The PIU Communications Specialist drafts the response. M&E Specialists review technical content; Project Managers approve messaging.
4) Approval & Release:
Final message is approved by Project Managers and released by the Communications Specialist.
 Spokespersons:
· Primary: PIU Communications Specialist
· Backup: PMU & PIU Project Managers
· Technical: PMU & PIU M&E Specialists
 Follow-Up:
All actions documented; post-crisis review within 72 hours.
Only after approval is communication disseminated externally.
4. Pre-approved Messaging Templates
Preliminary templates ensure timely responses while allowing room for incident-specific customization. Below are the examples of pre-approved message templates:
Example – Environmental Incident:
“A spill occurred during [activity] at [site]. Immediate containment measures were implemented, and we have engaged environmental specialists to assess and mitigate any impact. We are cooperating fully with regulatory authorities and are committed to full transparency throughout the resolution process.”
Community Protest or Concern
“We acknowledge the concerns raised by members of the community regarding [issue]. We are committed to listening, engaging in dialogue, and taking appropriate action. The project values respectful and inclusive engagement with all stakeholders.”
Apology for Incident or Mistake
"We sincerely apologize for the recent incident involving [issue]. We take full responsibility for the situation and are committed to taking corrective actions to ensure it does not happen again. We are implementing new procedures and will keep you informed of any further developments."
Emergency Response Update
"Our team has taken immediate action in response to the emergency at [location]. Emergency protocols have been activated, and we are coordinating with local authorities to ensure the safety and well-being of all individuals involved. We are monitoring the situation closely and will provide further updates as needed."
Media Backlash or Negative Press
"We are aware of recent media reports regarding [issue]. We take these concerns seriously and are committed to addressing them transparently. Our team is currently reviewing the situation and will provide further details shortly. We appreciate your patience as we work to resolve this matter."
5. Table 7. Response Timeline and Reporting Chain
	Time from Incident


	Action
	Responsible Party

	0–1 hour
	Incident reporting and initial internal alert
	PIU Project Manager, 
PIU Communications Specialist

	1–2 hours
	Team meeting and preliminary assessment
	Project Managers,
 M&E Specialists
Communications Specialist

	2–4 hours
	Draft holding statement
	Communications Specialist

	4–6 hours
	Final approval and media release
	PIU Project Manager
PIU Communications Specialist

	6–24 hours
	Ongoing updates and stakeholder engagement
	Designated Spokesperson

	24+ hours
	Post-crisis reviews and reporting
	Project Managers,
 M&E Specialists
Communications Specialist


15. [bookmark: _Toc197001474][bookmark: _Hlk196387882]RISKS AND MITIGATIONS MEASURES
There are various risks involved in implementing a communications plan, including:
· interaction with stakeholders,
· alignment of the project's objectives,
· resource constraints in implementing activities,
· inconsistent and vague messaging,
· technological issues,
Mitigation measures include stakeholder mapping, defining clear objectives, proper resource planning, identifying appropriate key messages, technological backups, and cultural sensitivity. By purposefully addressing these risks, the visibility of the Project can be enhanced, and its communication goals can be effectively achieved:
1) Lack of Stakeholder Engagement: Stakeholders may not engage with or respond to visibility efforts, leading to reduced impact and potential misalignment.
Mitigation Measures:
· Stakeholder Mapping: Identify key stakeholders’ needs and preferences to tailor communication efforts.
· Personalized Communication: Use personalized messages and channels to reach different stakeholder groups effectively.
· Feedback Mechanisms: Implement feedback channels to measure stakeholder interest and adjust strategies as needed.
2) Misalignment with Project Objectives: Visibility activities may not align with the project's core goals, causing confusion or dilution of the project's message.
Mitigation Measures:
· Clear Objectives: Ensure that the visibility plan is closely aligned with the project's objectives and overall goals.
· Internal Alignment: Regularly review visibility activities with project teams to ensure consistency with project goals.
· Approval Processes: Establish approval processes for communication materials to ensure alignment with project objectives.
3) Insufficient Resources: Limited budget, time, or personnel may constrain the execution of visibility activities.
Mitigation Measures:
· Resource Planning: Develop a detailed resource plan that includes budget, time, and staffing needs for visibility activities.
· Prioritization: Prioritize key visibility activities and allocate resources accordingly.
· Efficient Use: Optimize resource use by leveraging cost-effective tools and platforms for communication.
4) Inconsistent Messaging: Different messages or conflicting information could confuse audiences and undermine credibility.
Mitigation Measures:
· Messaging Framework: Create a clear messaging framework that outlines key messages and ensures consistency across all communications.
· Training: Train team members on the importance of consistent messaging and provide them with guidelines.
5) Technological Issues: Technical problems with digital tools or platforms may disrupt visibility efforts.
Mitigation Measures:
· Backup Plans: Develop backup plans for critical digital platforms and tools.
· Testing: Test digital tools and platforms thoroughly before major visibility activities.
· Redundancy: Implement redundant systems to minimize the impact of technological failures.
16. [bookmark: _Toc197001475]PROPOSED BUDGET
The following budget outlines the estimated financial resources required to implement key communication and stakeholder engagement activities under the project. These activities are designed to enhance visibility, promote active participation—particularly among youth and women—and ensure continuous feedback from beneficiaries.
The proposed budget includes costs related to video production, the development of informational materials, promotion through media channels, support for public engagement events, as well as basic administrative and monitoring needs. All planned expenditures are aligned with the project’s communication strategy and do not require additional budgetary appropriations beyond the existing project framework.
The table below outlines a comprehensive budget allocation for communication materials, reflecting the planned activities and associated costs in support of the project's outreach and visibility efforts:

Table 8. Budget Allocation Table for the Communication Plan
	#
	Communication Item
	Implenmentation period
	Number
	Amount (in TJS)
	Total (in TJS)
	Budget Coverage

	National & local TV and Radio
	 

	1
	Report on national TV from the project presentation and closing acknowledging EU and WB support;
	At the project closing stage;
	1
	1500
	1500
	The cost will be covered from the operational expenses of the PMU/PIU

	2
	Report on local Khatlon TV   about the outcomes of the project and their impact on the lives of the local populations
	In the period of 2026 
	1
	1000
	1000
	

	3
	TV reports on the local trainings among farmers/WUAs at the local level 
	In the period of 2026 
	2
	1000
	2000
	

	4
	TV reports on the River Basin Councils and establishment of the Basin Women & Youth Forum of the Vaksh River at the basin level.
	In the period of 2026 - 2027
	4
	1000
	4000
	

	5
	TV reports on the Steering Committee at the national level.
	In the period of 2026 - 2027
	2
	1500
	3000
	

	Print Media
	 

	6
	Printing articles including interviews of the EU Ambassador and WB leadership in the state-run national papers describing the goals of the project, the importance of water reform and its impact on the Tajik economy (acknowledging EU & WB support);
	In the period of 2026 - 2027
	4
	500
	2000
	The cost will be covered from the operational expenses of the PMU/PIU

	On - line Media
	 

	7
	Reports including interviews of the RDP II Program Manager (on behalf of EU) and Project Technical Team Leader (on behalf of WB) in the state-run and independent on-line media informing population about the project and its impact on their lives (acknowledging EU & WB support);
	In the period of 2026 
	2
	1000
	2000
	The cost will be covered from the operational expenses of the PMU/PIU

	Campaign and Regular Public Diplomacy Activities / Events
	 

	8
	Press tours to the large-scheme and small-scheme rehabilitated facilities in Upper and Lower Vakhsh river basins for local and international media representatives will be organized. Participants will be given press kits that contain all the information about the project including EU & WB support
	In the period of 2026 - 2027
	2
	2000
	4000
	The cost will be covered from the operational expenses of the PMU/PIU

	Information Products
	 

	9
	Printing success stories on 2 active women in brochures/leaflets/newspapers/ and etc.;
	In the period of 2026 - 2027
	100
	5
	500
	The cost will be covered from the operational expenses of the PMU/PIU

	10
	Printing leaflets/factsheets (Tajik, Russian, English);
	In the period of 2026 - 2027
	300
	3
	900
	

	11
	Printing rollups (Russian/English);
	In the period of 2026 - 2027
	4
	850
	3400
	

	12
	Notepads 
	In the period of 2026 - 2027
	100
	15
	1500
	

	13
	Pens
	In the period of 2026 - 2027
	100
	10
	1000
	

	14
	Folders
	In the period of 2026 - 2027
	100
	20
	2000
	

	15
	USB drivers
	In the period of 2026 - 2027
	50
	60
	3000
	

	16
	Bags/Shopers 
	In the period of 2026 - 2027
	80
	60
	4800
	

	17
	T - Shirts
	In the period of 2026 - 2027
	50
	100
	5000
	

	19
	Vacuum flasks
	In the period of 2026 - 2027
	50
	45
	2250
	

	Production of Video Materials
	 

	20
	Video about the history of the Vakhsh River,
	In the period of 2026 - 2027
	1
	6000
	9000
	The cost will be covered from the operational expenses of the PMU/PIU

	21
	Success stories of active women in sector (3-5 minutes),
	In the period of 2026 - 2027
	2
	5000
	10.000
	

	22
	Short video on implementation youth engagement concept (3-5 minutes),
	In the period of 2026 - 2027
	1
	5000
	6000
	

	Total Estimated Budget: 68.850 TJS
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