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HI GHLI GHTS OF Rl!:POI\'.l'

A. Summary of Findings and Conclusionl-i

1. The Royal Government of Afghaniutan' u (BGA) cu.puc I Ly to
plan, de1i""elop and implement projects in limited H/lei Ltu
financial resources to contribute to j.ts own development
similarly are limited. Lack of continulty among high level
RGA officials complicates project planning and implementa~

tion. There is a hesitancy on their part to engage in
developreental efforts which may involve chang8s in the
socio-political structure--and a reluctance on the part of
the Mission to recognize this hesitancy. These diffi
culties, which reflect Afghanis+.an's current ~:;tate of
development, run l;I.S a thread through the whole
USAID/Afghanistan program and contribute to difficult
implementation problems.

2. The Mission is making satisfactory progrujs in respondirlg
to the Agency's reform program calling for greuter use of
intermediaries in lieu of direct-hire pr()Jcct
implementation.

3. USAID/Afghanistan' s involvement of int.erlllediar:tes :in
planning, implementation and evaluation of exist:tng and
planned technical assistance projects is fT,ood.

4. The projects reviewed reflect chronic over optimism ill
progress expected and attained. rrhe Mission tends, in
planning and evaluating projects, to overestimate RGA
willingness and capacity to perform. Miss ion p.Lanrdng has
resulted in projects for which unrealistic goals, purpose~j,

outputs and RGA inputs are set in eXCE:SS of those which
could be met. Also time frames for performance are too
short and unrealistic for accomplishment. The RCA has
come to know what kind of promises USAID/Afghan:istan \{ill
expect and makes adjustments not to rc'ali ty bu L La the
Mission's expectations. In keeping wi th tL:; uri I') 11<1] over
optimism, the Mission, in itr. review prOct.'su, undcrGtuL<.':;
and tolerates RGA nonperfo.•:'munce further o.J:'i'ecti nf~ l.ht,

reality of nGA commitments.

The MissjonPs over optimism in pla.llnjnr; and eVI1JUL.lL l lW

projects may be due in part to the perception by Lheo;
Mission (rightly or wrongly) that it has to "dre:j:3 up it

project" in order to get initial or continuing approval i iY
A. I. D. /W which may not appreciate the diff'erent cost)bene
fit ratio of a project in one of the 25 relatively less
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developed countries (RLDC) as compared t.o n 81.Il1IJnr
project in a more developed LDC. In any event, the VSAID
credibility with A. 1. D. /W has been affe cLeO. and has
resulted in an undue amount of frictton between the USAID
and A. 1. D. /w •

5. USAID!Afghanistan has not sought sUfficiently to involve
the RGA in project planning to insure (a) a realistic Get
of goals, purposes, outputs and RGA inputs 9 end (b) an
adequate commitment to the project.

6. The Mission's record of preparatioll v.nd sulJmisf::lion of
Project Appraisal Reports (PARs) is good. How~ver, the
evaluation process does not attack the real issues and
downplays lack of host country performance and other prob
Jems. The process is inadequate as un analytlcal tool
leading to proble'u resolution or replanning. The Evalua
tion Officer had received no training. (Pursuant to
AG/OAS recommendation, he has since been 6~nt to A.I.D./W
for training. However, his transfer out of the USAID to
another post is under consideration.) His many other
duties dictated that eva:uation could not be given the
necessary priority. ~he Mission has had three Evaluation
Officers since the installation in the Mission of the new
methodology for improved noncapital project evaluation,
for which tte Logical Framework (Log Frame) is the key.
As a result, the effect of the installation team had
largely worn off, thereby reducing the qualit.y of the Log
Frame. The Mission's Log Frames appear to be a pro fOlwa
completion of an A.LD. /W reql'.irement rnthc)r thana tool 
for developing and evaluating projects with greater pre
cision and realism.

B. Principal Recommendations f?r USAID/Afghanist'ln Action

1. USAID/At'ghanistan should seek increased collaboration 01'
the RGA in project planning in order to i.nsure a greater
commitment on the part of RGA to a set of realistic tar
gets which they could be reasonably ~xpected to attain.

2. The Mission, to assure more objective anal;YG:i s, should
make greater use of the PAR process as a device for prob
lem identif'ication and resolution and for restructuring
and replanning projects ..

3. USAID/Afghanistan should request an A.I.D./W team from the
Office of Program Methods and Evaluation to pxoovJde
further training to Misnion personnel in the need 1'01' and
appllcation of better evaluation techniques Jncluding bet
ter preparation and use of the Log Frame. (A,I.D./W now
plans to send su~h a team to the USA1D in March or Sep
tember 1973.)
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4. other duties of the Evaluation Offj.cer G11Ou:.Ld be l.i llIj t.l~d,

consistent with USAID/Afghanistan manpOI-vel' availabilLtJeu,
to allow him adequate time to carry out his evaluation
duties. He should hEwe more direct aCCef:38 to the MJnsion
Director in carr,ying out these duties.

5. USAJD/Afghan1stan should give morc attenticn to the
preparation of Log Frames to intlure their effective use HU
tools in developing realistic and precise projects.
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TEXT OF REPORT

A. Background and Scope

This examination of selected development grant projects in
Afghanistan,completed in early August 1972, was made to test.
whether the Agency's technical assistance pro,ject planning and
evaluation system is reasonably operative and effective there.
We also sought to a6sess USAID!Afghanistan'o progreus in impJu
menting the Agency's reform policies f'or technical assistance,
as provided for in the Deput.y Administrator's transit jon
planning message of February 16, 1971, to USAIDs and sub~~equent

A.I.D.!W guidance.

At the time of our exami,nation, in July 19'ft?, UnA1D/Afghuulul,ull
was financing eleven active technical asslntunce project-o. We:
selected for in~depth reviews some seven of these pro,}ectu
embracing three fields of activity: education (4), agriculture
(2), and management (1).

We also reviewed the Mis r:d on t s planning for follow-on assistance
in the education and agricultt~e sectors.

In light of Agency trends toward greater use of intermediarie[j,
six of the projects we selected are activitjes which are being
implemented in whole or in part through intermediaries. The
se',,-enth project is one which is imrlemented through the use of'
U. S. direct-hire staff. It lTB.S selected b~cause the Misrdon
was considering follow-on assistance.

In addition to the seven technical assistance projects, we a] ~;o

r~viewed the Helmand-Argbandab yal~e~.Authorit Helmand-
Ar andab Construction Un!t Equipment Loan \ 30 -H-012
HAVA~HA(JJ because of its large technical assistance component

which is an integral part of the Helmand Arghanda,b Vallel
Regional Development project (306-11-995-090).

Our review was a detailed study of the progress and problems of
program plannl~g and monitoring for each project activity.
This report is an assessment of the current quality of project
planning, monitoring, and evaluation sys'vem and the Mission' B

progress in implementing A.I.D./W's reform policies.

In examining technical assistance project planning and monitor
ing for Afghanistan, we talked with A.I.D./W officlalf3,
USAID/Afghanistan staff members, host government officials,
and employees of the intermedi~ries. Our work was performed
:i.n A. I. D. Iw and in Afghanistan, includinc; visits to the relo.
vant project sites. It included observations on "interactions"
between the above-mentioned interested parties. We looked at
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the various project documents and files--e.g., the NoncapitaJ
Project Proposals (PROPs), PARs, the Log Frame approach, ctc.
We examined the Mission's pl'ogram submission und j 't:~ reGponseEi
to A. I. D. /W reform messages. Where the Mi.ss ion was cons i<h'r
ing follow ...on or related new activities, we examined plallLiJlI"
documents and corre6 pondence tl see if the planning pl'OCer;:3

was responsive to the (lew reform gUhiunee.

rrhe Area ft,udi tor General for the Near gust, l.ogether l:ri th
Resident AUditors, have conducted a 50r1eo 01' u.udits of
USAID/Afghanistan-financed activitien over l.hc past neveral
years--Le., 38 audits in FY 1971 and 35 Il\"d..it~, :in li'y 1972.
He reviewed audits of technical aSoJstnnec pru,il'ets (J:':> j n
FY 1971 and 13 in IT 1972) and find th~'y ,'OC:I:; pdlwlpal1,Y Ul}

operational problems 3.n Afgho.l\Jstall 1rl COIlt.l'/l.; I. 1.0 uur ny:,;-l.l·lI':;
emphasis. The Mission hus been rcupUl1n:lVl.: to 1.111:; ltudiL Hurl,
and has put forth a good effort in uvcreolid Ilf~ pruIJ:ll'lIl:; di:;
closed by audit reviews.

For readeI's who are interested in further ob~;ervations on
Agency progress and problems in applying the new methodolo{T'>y
for planniag and evaluating noncapital projects, \-Je invite
attention to a similar AG-/OAB report we issued in April 1972
entitled "An Evaluation of the Managewcnt of ':C~~chnical

Assistance Prcjects in Three African Countricf; u" We also have
prepared a companion report on selected project~3 ill
Turkey. Collectively, we believe thcs!-" three reports may be
useful in stimulating overall :1.mprovemcntr; j n the application
of the new methodology.

B. Pro~ct Planpf_ng and Monitor}~

RGA t s capacity to plan, develop and .implement pl'o,je C1..L; L;
limited and its fina.ncial resources to con1Jr j butl' to i LG
own develor-ment similarly are limited. :,t:i.d\. ut' ('(JtltinuHy
among high level RGA officials colt1p.LicaLc:3 pro<jecL pla.nninlr,
and implementation. There is a hesitancy on their part to
engage in developmental efforts \orhich may involve changes
in the socio-political structure. These difficulties,
which reflect Afghanistan' D current state of development,
run as a thread through the whole USALD!Afghanistan prolr,ram
and result in diffj~ult implementatiOl"'. problems.

Notwithstanding these lindtatioW:l, we beliE-:ve that then'
is not sufficient involvement of t..he 1\GA :ill project.. plm111 i llg
and this generally results in an oversi~Hi;erl!ent by
U[3AID/Afghanistan of the host government I ~j commitment.
Anticipated RGA policy char?;es, and OUdi';Cl,ary awl mnnpow( '1'
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inputs are chrcnically overestimated. statements of
proJect purposes generally are too broad 1'01' accomp1ish'"
tnent within the project's planned lifetime and U.S. i.nputa
are inadequate for their accomplishment. As a result,
most pro'jects suffer from chronic lmplementation problema.
For specific instances see C. ~eview ~f Selected Projects.

The Mission I s over optimism in planning und evaluating
projects may be due in part to the perception by the
Mission (rightly or wrongly) that it has to "dress up a
projectJl in order to get initial or continuing approval by
A.I.D./W which may not appreciate the different cost/bene
fit ratio of. a project in one of tl1'" ~~~) relat.ively 1e::;[;
developed countries as compared to a n:Lmi In.r proJect :in a
more developed Lne. In a1'W event, Llle U:;I\I.D erl~lUu.i l:iLy
with A.I.D.7T.tl has been affected and hun resulted in un
undue amount of friction between the UI:;Al D and A. .l •D. /W.

a. PROPs - The Selection c,f "Quality" _Projects and Host
~ountrr Participation

The limitation of U.S. funds avai.lable for Afghani
stan's deYelopment means that A. 1. D. should select and
finance only projects whic~ are supported firmly by
the RGA and which have the highest development payoff
potential. Weak projects should be terminated as
recommended by the "Transition Planning for Technical
Assi.stance" Memorandum of February 16, 1971.

Except for the Statistical Inform~!,ion Sys Lem Develop
ment project (306..11-780-121+J and tlw Gurri culum and
TeX'tbook project (306-11-690-0;:)1), l.hc projects revim.rcd
and other Mission documentation rajsC' some doubt regard
ing the Mission's success in searching out "quality' II

development targets with "host country part:i.clpation" as
defined by the transition reform guidance. We observed.
USAID/Afghanistan's tendencies towards (a) unilateral
(rather than joint) project planning; (b) an over
generous assessment of RGA' s ability and willingness to
make the inputs and carry out the responsibilities to
i'rhi.ch they agreed; (c) excusing RGA nonperformance
because of initial unrealistic performance criteria, and
(d) a relu.ctance to recognize the hesitancy of the RGA
to go ahead with developmental efforts which affect the
socio-political structure. (See C. Review of Selected
ProJe cts for examples.) .
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Recommendation: USAID!A L'ghl.udu Lun
should seek increaccd culiuhor/.~LiuJI
of the RGA in project pJu.nn:llll.': ] /I urden'
to insure a greater conunJ tnll'l1'L on "LIL('
part of IDA to a set of realistic tur
gets which they could be reasonably
expected to attain.

b. Role of the I nte~eftiary

Intermediaries are utilized by the M:L fjsion in all
proje'Jts reviewed except for the d5.rect-hire imple
mented ~:tional A~ri.c}11.tu;re, peyelopment project
(306-11-190-002) .and~ t~t.pa~t of the Helmand
Ax handab Valle Re ional Develo ment project

3 -11-995-090 HAVA assisting agriculture. (Assis
tance to HAVA in water resource development is pro
vided through a Participating Agency Service Agreement
(PABA) wtth the Bureau of Reclamation (BJREC).) For
ward planning for both the above direct-hire imple
mented projects contemplates the une of intermediaries.

USAID/Afghanistan also now utilizes intermediaries :Ln
the planning process. A good example of intermediary
participa.tion in planning i.8 the statistical Informa
~npY6te~ peY~lr~~en~ project which the Bureau of
the Census developed j oint1y ,vi th the RGA from the
project's inception. The RGA requested assistance in
1970 for the improvement of its statistical development
capacity. USAID/Afghanistan brought in a Census Bureau
advisor from Pakistan whose report result in the RGA's
establishing a National Statistical. Ad,,ri aory Conunittee.
A Census Bureau TDY team then helped prepare el:.abling
legislation, an organizational plan, a work plan, and
a training program. After the RGA adopted these p1anu,
USAID/Afghanistan commenced the project with a Census
Bureau team.

An exception to the involvement of irl'terrnediuries in
planning--on the Kabul University follow-on project-
was corrected after the Mission received A.I.D.7w's
commen.ts on the follow-on Preliminary Project Proposal
(ppp). (See C. Review of Selected Projects.)

Forward planning currently going on in the Mission to
assist i.n the Helmand-Arghandab Valley fully involveD
the pre:3ent intermediary, the BUREC. The Mission also
plans to involve a potential intermediary in the early
stages of a follow~on activity as vrell as on future
National Agriculture Dev~lopmel~ sub~~ojects. In



addttion, USAlD/Afghanistan liUG urged eu.l'ly c0JrLraeL.
ing and on-sit.e involvement. of the munue;eInrmL 'Leu,m
which will help implement the J:'ertJl.i1.l~r ] OWl J

presently in the proceDs of A,uLhorJ7.Hl.il)ll.

2. Project Evaluation

USAID/Afghanistun'fJ low priority given evaluation is indj
cated by the fact that it has had three succeeding Evalua"
tion Officers since the installation of the Log Frame in
February 19'""(1. As a result, the impact of the installation
team has been substantially eroded. Further key Mission
management chanGes have occurred since our return from
Afghanistan reduc::lng even further the residual impact of'
tte installation.

The current Evaluation Officer had no training in evalua
tion. (Pursuant to the recommendation of the AG/OAS team,
subsequently he was sent to A.I.D./W for training; but is
currently being considered for another post.) As a
relatively junior member of a busy Pr')gram Office, he does
not normally have direct access to the Mission Director.
His duties include programming responsibility for Education,
Private Enterprise and Public Administration and he is
responsible for public relations activities and coordina
tion with other donors. During the AG/OM review, the
Evaluation Officer 1ms Acting P:eoject Officer for four
education projects in the absence of the Project Officer.
A meani.ngful evaluation process under these circumstances
is, at best, difficult.

Recommendation: a) Other dut1.es of
the Evaluation Officer should be
limited, consistent with USAID/
Afghanistan manpow6r availabilities,
to allow him adequate time to carry
()ut his evaluation duties. He should
have more direct a0.cess to the Mission
Director in p'3rforming evaluation
duties 0 b) USAID!Afghanistan should
request an A.I.D.!W ~taluation Team to
provide further training to Mission
personnel in the neeo. for and applica
tion of better evaluatj,on techni,ques
includj.ng i~he Log Frame. (A. 1. D, /W
no'w plans to senlt such a team to the
USAID in March or Septembel' 1973.)



a. Project Appraisal Repurts

The Misslon' s record of preparation llnd submisoion u"
PARs is good. PARs for all projects reviewed were Lil!U

mitted inFY 1972 with the exceptl.on of PARs for twp
of the three subprojects of the National A~riculture

Development projec·c. USAID/Afghanistan also held
mideyear project reviews. The Mission has also made a
good effort in involving host country officials and
intermediaries in the PAIt proce13s. In fact, the recent
and unusual apprui8al review of the Industrial Develop..
ment project (306-1l-9JO-IIG) held i7~the office of'
~Mini8ter of Connnerce, with the Minister and the
Mission Director presiding, including representat.1.veu
of the RGA, USATD/Afghanistan, the tntermediary, otht)r
donors and industrialists from the private sector.
Reports of the sessions indi.cate a wholcBome dialoe;ue
on project issues. A wide variety of problems in the
entire sector ~ere raised.

However, project appraisals of' most projects reviewed
by us did not attack the real iSliues and downplayecl
the lack of host country performan~e Hnd other prob
lems. There is little evidence of un attempt to
restructure projects to meet those problems wh:Lch were
identified. Ident:lfied problems arc generally
accompanied b'y hopeful statements of fu.ture improve
ment. U8AID/Afghanistan's appraisals for the most
part, appeared to be an exercitie in advocacy or justi
fication of projects rather than an analytical assess
ment serving not only to identify and resolve problems,
but as a tool for replanning. Specific instances are
discussed in detail in C. Review of' Selec;ted Projects.•

Recommendat'ion: The Mission, to
assure more ob,}ective analysis,
should make greater l'se of the PAR
process as a device for problem
identification and resolution and
fo't" restructur1ng and replannJnp;
projects.

b. Logical Frameworlt

A.I.D. developed the Log Frame lirst as a tool for
comprehensive and effective evaluation and subsequentl,Y
applied the methodology to project prep~ration so as
to QchieV0 more precise and real:Lstic projects.
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The Log Frame system "'o18sinstalled in USAID/Afghani ...
stan by an A.I. D. /W team on February 21-26, 19'""(1.
That team helped prepare Log Frames for two of the
three sUbprojects (Development Services and Extenstoll)
ot "the National A~ricul~y!e De~elopmen~project as
part of the FY 1971 PARs for these subprojects.

Log FTames have oince been prepared on most ongoing
projects revj.ewed by us.

Log Frames were also submitted to A. 1. D. /W for PPPr.
as,,,.i'ollpw"'on projects tQ t.he three Kabul University
projects e.nd to the .lJa.tl.:..~A.€iricultu.~e. Developme.ll.t:.
project.

Of interest, is the preparation by the Program Of'fiee
of a Log Frame for a five-year projection of the
entire USATD/Afghanista.n f S technicalass:lsiullce pro
gram. Although prinrl:tive in content and not further
utilized by USATD/Afghanistan, it repreGent::.; an inno
vative effort to broaden the use of the Log Frame.

USAID/Afgha.nistan f S preparation and use of the Log
Frame generally leaves much to be desired as a tool
for project preparation and evaluation. Preparation
of the Log Frame appeare<: to be a pro forma completion
of an A.I.D.hJ requirement. USAID7Ar"ghanistan f s Log
Frames are patently optimistic in their asslllnptions and
are insufficient1y p:rec:ise to be used for the purpose
int8nded., to "wj.t: for charting a course of action and
for subsequent measurement of progress along the
course.

~0!!l}1!;e.~~.~~: USAID/Afghanistan
should give more attentlon to the
preparation of Log li'raroes to insure
their effective use as tools to
develcp realistic and precise
pro,jects.

Specific instances of the preparation and use of the
Log F'rame by' U:3AID/Afghanistan ure di::>eusscd in detail
under C. Reviei-r of S.~e.c.t.ed Projects 0
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c. Review of S~ected .ProJect~.

Previous sections have referred to problemH eneowrLered ill
USAID!Afghanistan planning, implementation and evaJuuU.Oll.
This section revie'W"s selected projects which illustrate tHese
problems •

1. KabuJ Uni.v!:.rsity

Kabul University is a rapidly growing institution without
conti.nulty of leadership (eight Rectors since ,1965) ,
receiving spotty moral and. financial support from the RGA,
troubled by strikes and student dissent, with a po()rly pre
pared student bod~Y'~ a.nd an undel1Jaill, undersupported
faculty. A nttmber of aid donors are assisting various
Faculties. In this framework the U.S. hau expended over
$30 m.ill~on. Continued U.S. assistance is proposed on the
grounds that{ as stated :1.n the 1974 Development Ass!.stance
Program (DAr», "it requires assistance j,f it io going to
have any hope whatsoever of paying off on our already large
investment and that we should worlt wi thj.n this unstructured
milieu until our" intel~ediate activities can be displaced
by something mor.e structured, something more target-oriented-
in other words, until there are people in Kabul University
who not only have the willingness and the understanding to
formulate a plan for academic development but also have the
authority to develop, neGotiate and implement j.t."

At the time of the review" U.S. assistance to Kabul Uni
versity included Uu.'ee projects assisting (1) the Faculty
of Agriculture, (2) the Faculty of Engineering, and (3) the
University'~; Central Administration. Subsequent to our
return to Washington, A.I.D./W approved a "three-year
interim" follow'-on project for implementation "until the
Government of Afghanistan and Kabul University cun bee;in
to identify its priorities and develop the rudiments of a
development plan." (PROP Approval Memorandum of August 18,
1912.) This project, Hi~~er Education _ Kabul University
(306-11-660-121), is intended to supplant the aforementioned
three pro(jects 0

Cons; dering the problems facing Kabul Univers i ty,the
projects which offer assistance to the Faculties of Agri
culture and Engineering have shown adequate progress.
This is due principally to the desire on the part of the
Afghans to develop these individual Faculties.
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Present relationships between the M:t.::wJon and the two
implementing intermediaries (United Btateo Engineering
Team and the Unive~csity of Wyoming) nss:btlng these IN.lGul
ties are good. Implementat:J.on is left in the handn of the
intermediaries who find responsive and cooperative count.0:r''''
parts in their respective Faculties.

Although no Log .fl'rames were prepared for these two proj<''3cts,
the PROPs, later PARs and. mid-year reviews, involving all
interested parties, set fairly definitive targets, surfaced
and resolved. most tactical problems • Howeve:,::" in the a:r.ea
of fo~vard planning and reprogramming, serious differences
developed between the intermediaries (United states
Engineering Tee~ and. the University of Wyoming) and
USAID/Af'ghani.stan and are discussed hereinafter under
Post-73 A~si?~ance to Kap'~~.Univer~Jty.

a. K.B.pt:l UnlversitY. ~dmi!list.:r:.ation. ~mp'!.o'yement (306-11-680-013)

Historjca11y Kabul University, in the style of a tradi
tional European university, has been a confederation of
loosely knit and autonomous Faculties.

An inherent conflict has existed between the many
successive Rectors of the Unl.versity and the FaCUlty
Deans as to whether central University admdnistrative
structure shoulQ be strengthened at a cost of' the sur
render of autonomy by the Fa(~ult:t.es •

Following a report in 1966 by the Chancellor and Vice
President of Indiana University, USAl.D/Afghanistan
decided to support the then U.S.-trained Rector in his
efforts to strengthen central ad.mi.nistration through a
contract with Indiana university. Beyond the support
of the transient Rector, there proved little real host
country initiative to implant this American concept.

The issue of host country initiative versus an "Ameri
can project" is highlight.ed in the FY 1968 E-l narra
tive with language sueh as "move toward a more American
pattern" and "introduce features of an American land
grant college." The Action Memoranduhl for approval of
the 1969 PROP adds: "Implicit in the project design is
the emergence of an Aw.ericUL': style university wherein
a strengthened central administratioYl will assume
adDl1nist:t'ative and acadeUlic pol:Lcy authority presently
held by the separate F'acultieG. II



The firf '. PAR (April 17, 1969) noted the inherent
instability at the University and it~ adverse effeqt
upon the projact and also notod the mixed recepti'VtiW
"-00 new ways. It WhiIe i.ndi co.tine II unGe.t i fJ fa ctory
progress" in one section, the PAR rates overl;l,ll
achievement as highly satisfactory, actual impact of
the project on program goals 0.8 satisfactory, and over
all implemerrtat:l.on as being "superior." I t concluded
by recommending continuation of the project 0.8 planned.
This PAR accompanied the initial PROP to A.I.D.7w,
which cond1tionall:y approved the'PROP in November 1969.
However, A. I. D. /H noted the aforementioned probleJDJ-'
and lack of real progress tmmrd th,,-~ l?joalsand purpOHes
and. (Erected. an in~depth joint A. I. D. fUSAIn/Afghanistan
fIeld review.

r.l'he subsequent PAR (May 1, 1970), in spite of the warn
ing flag ratsed by A.I.D./w in conditionally approving
the PROP, also rated overall achievement as highly
satisfactory. This PAR stated that: "This is a
project in which Afghans are a1.ncerely interested and
deeply committed. The Miss:l.on believes that this
pro'ject should continue as planned wLth no chanp;e tn
purpose or design."

The aforementioned joint review was then held and
A.I.D./W approved a revised PROP (MarchI, 1971),
which delimi.ted the purpose to improving the housekeep
ing capability of the Central Administration. Nonethe
less, the intermediary's efforts to meet even the
limited goals of the revised project have been inhibited
by instability of this higher institution characterized
by the lack of Rector continuity, two lengthy student
strikes, and a difficult battle over the approval of a
constitution for the University.

The Mission prepared a Log Frame in January 1971. With
the exception of indicators for outputs, the objectively
verifiable indi~ators are v88ue, thus making it diffi
cult to ascertain progress toward project purpor·wr; und
to make an ultimate decision 01' project BucceUB. lror
example, End of' Project status expects "trai.ned Afghan
staff" and "improvement in institutional practices and
institutional management in the thro(' target RreeB,"
I t is also difficult from the L()r~ Frame to relate uU L
puts to inputs; i.e., the extent to which olxLput.
accomplishment::; are the res1l1t of') or j IJdependcllt of',
U.S. inputs. Imprecise terms relaLing to goals .. pur
poses and outputs such as "Improvement in," "To
assist,1I "The development of," are used. An example
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of the kind of problem we found with thJ G Log Framl:' l!l

that, in spite of the pro,ject't1 history, It lJsts Up

an Important Assumption "1i'irm RGA commitment to a.
unlfi-ed university."

The issue of continued assistance to Kabul Uni-versity
has been the subject of' i.ntense Mission consideration
for a number of years.

In May 1971 the Mission s11bmitted a PPP to A. 1. D. /W.
The proposal suggested that the assistance to Kabul
University be continued through :EiY 1978 vri.th a U.S.
contribut:i.on of $5) 018, 000. The Log Frame attached
was as imprecise as the earlier one, discussed above.
Assumptions, in the face of admitted problems, still
were over optimi.sti c.

RGA participation in the preparation of this PPP was
minimal. .AlElo, Indiana University was the only inter
mediary involved in the Mission planning proceGs. rrhe
other two intermediaries and the other donors were not
consulted at that time.

A.I.D./W criticized the PPP as lacking the involvement
of Kabul Dnivel'S i ty and as rr)t reflect :Lng a clear sense
of direction within the University as to theUniver
sityt s role or its development as an institution. rEhe
President of Kabul University also comn~nted critically
to the Mission on the PPP. He, together with the inter
mediaries on the FaculU.es of Engineering and Agri
culture) wanted greater continued assistance to the
Faculties themselves.

Following A.I.D./w co~nents on the PPF, the Mission
involved all of the intermediaries in the planning
process and attempted El closer collaboration with Kabul
University. However, a student strike from December
1971 to May 1972 and the resulta.nt re:.;j [';natiors of the
President of Kabul University and the Minister of Educ/:l
tion made such collaboration tUfficult. 1 n any evcnt ..
A.I.D./W's expressed desire for the development by
Kabul Unlvers ity of a I'udirnen l.ary p] all Cor i t.ri OWll
future growth did not evolve.

The Mission prepared and submittr>d (June 5, 19'{i-I
) It

ne\{ PROP Lo A. 1. D. IVl, \-7ho approved j L on AUi':L.<; L :I B,
1972 (Higher Education -~ Kabul Universitx project
number-3-0b-ll ..6bO-J.21r:-- j:f.lhe thru'"'St"*of the new PROP is
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on continuing current programs in selected faculties
and in administration improvement on a limH~ed interim
basis while the RGA prepares an overall development
plan for Kabul Un:i.verf31ty. As of August 3, the new
Rector (appointed early in July 1972) has rot yet
responded to the Mission concerning acceptability to
him of the Tl8\{ PHOP.

Although 'the PROP tried to follow the r,og Frame con
cept, assumptions were made inconsistent with the
realities of past history, and conditlons at end of
project "rere hopeful expectatlons. rrhe strategy of'
the Mission is best characterjzed by USAID/Afghanistan'u
statement in t.he 1974 DAP J cj ted 011 page ]J.

2. Agri culture

Our review of the planning, implementation, and evaluation
process of pro~}ects in the agriculture sector also surfaced
the problems of over optimism in setting project goals and
assessing host country commitment.

a. !'!.at.ional Agric~lture_..p~~~.1..EEmel?:.t (306-11-190-002)

This project was begun in 1954 as an umbrella project
but in 1966 waG limited to achievement of self-sufficiency
in wheat production. The 1969 PROPs for subprojects on
Agriculture Research, Extension} and Development Services
added the building of institutional Hud poliey Infra
structures as primary objectives. Implicit in the PROPs
were assumptions that the RGA could and would make ade
quate manpower and budgete,ry input::, develop the requ:Lred
administrative and management capacit;y, and give a high
priority to accomplish:l.ng t.he reforms agreed upon. :::1ulJ
sequent review of Mission documentation gave evidence
that. t.hese assumptions did not prove valid.

A Log Frame was prepared in conjunct:i.on ''lith the sub
mission (May 23, 1971) by USAID1Afghanistan of a PPP
for follow-on projects in research and extension. Impor
tant A0sumptions, such as ade~Jate RCA budget~ry alloca
tions, are overly opti.mistic and unrealistic in light of
previous experience. The PPP itself is equally over
opt imisti c.

In l?ebruary 1972 A.I.D. /W provided USAID/Afghard DtUIl

w:Lth an Agri eulture Review Team (AH1l1
) subsequent to

USAID/Afghan:i.stan 1 s submission of the aforementioned
PPP. The ART concluded that, although the goal of

-15'"



self-sufficiency of wheat was in striking distance
(later drought conditions adversely affected this
goal), the project would fall far short of i tI,:; other
primary objective of creating soundly functioning and
efficiently administered institutions in research,
extension and other development services to assist the
farmer.

The ART noted significant RGA inBtitutional restraints
including laek of sufficient priority' given to eco
nomic development, limited management sk.ills, no sound
development planni.ng and failure to provide inputs for
mutually-agreE~d..upon projects.

The .AR.r also 1mB critical of the Misslons t phllosophy
of program selection a.nd project devt:lloprnent becauoc
it did not take sufficiently into account the RGA's
passive involvement; because Afghan oTf:l.cialB were not
involved in project conception but "presented with
full-blown programs and even the d.ocuments and words
they will need to sell the rest of the RGA;" and that
the RGA therefore accepts these programs as "a gift"
without substantial commitment of its own. The ART
report goes on to point out the many difficult imple
mentation problemB resulting from such planning.

Review of the PARs did not reveal a similar realistic
USAID/Afghanistan assessment of the project. Although
the PARs manifest various degrees of frustration with
progress, they still appear over optimistic in antici
pating resolution of problems rather than analyzing
and resolving them. We believe that the Mission did
not use the PAR process adequately au a tool for
Mission problem resolution and, more especi.ally for for
ward planning.

We conclude that the Missioll IdstorJ cally ha:, (1) insuf
ficiently involved the RGA :in plannine; the pro.ject,
(2) overestimated the RGA's commitment and implementa
tion capacity, (3) set sector goals and project pur
poses too broad for accomplishment within l.he time
frame set.

b. Helmand Arghandab Va1~e¥ Regional Development (306-1.1-995-090)

The U.S., since 1952, has prOVided technical a8sistance
to the RGA i.n its efforts to utilize more effectively
the water and land resources of the Helmand-Arghandab
River Valley basin of over a million acres of land•
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USAID/Afghanistan's principal efforts, under the grant
project, have been d:i.rected to bUildlng and. strengthen
ing the RGA organization} Helmand-Arghandab Valley
Authority (HAVA) , charged with this reeional develop
ment program. 'rhe interrelated loan (306-:H-012),
HAVA/HAOJ Eq,ui.pment Lean, is presently providing equip
ment and technical assistance to the Construction Unit
cf HAVA (HAW) f'or land irrigation improvement in the
valley.

':f.lhe Bureau of Heclam.ation, through a PABA, provides
technical assistance under the loan and assists HAVA,
under the gra.nt project, in improving water and land
management. A dll"'ect·..hire toam provides technical
assistance in the field of agriculture development.
USAID/Afghf.mistan is considering foJ low-on t:w:dotancc
to the valley through an intermed.Iary.

A comprehensive review of U.S. m;Bili1.anCe in the
Helmand...Arghandab Valley Region by the Area Auditor
General for the Near East was in process concurrently
with this appraisal. The Audit Report No. 5-306-73-16
was issued October 31, 1972. We are in general agree
ment with the findings and recommendations of that
perceptive report. Our review focuses more narrowly
on an examination of host country initiative and
commitment and concludes that the Mission, us with
other pro'jects, has tended to extruct ul11'caliul.,j c
commitments from the RGA.

USAID/Afc;hanistan accomplishmr;nt:i :i n this :i mpori,ant
regional development effort have hec'n signH':i cant in
real terms, but, when measured agaim;t the targetB,
the projects fall short j,n many regards.

Our review of loan and grant documentation revealed
unrealistic planning and a miscalculation of the RGA'a
w:l.llingness and ability to perf'orm. In most cases,
the Mission's over optimistic targets could have been
corrected initially, and 'VThen later recognized, should
have resulted in project restructuring. Draft Log
Frames prepared early in 1971, assume away thorny
issues, such as RGA budget commitments, of which
USAID/Afghanistan was already awnr('.

Although tmbsequent PARs often id(:lntlfy host country
nonperformance, the resultant act.lon taken 18 to COll

tinue to chide and pressure the RGA year after year,
while moving ahead with the project without restruc
turing it more realistically.
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In une case USAID/Afghanistan while recognizing a
problem, replanned in a manner inconsistent with the
problem. The Mission-approved PAR of June 30, 1970
(Water Resources Advisory" Group), noted the· severe
difficulty being encountered by HAVA in recruiting,
training and retaining adeq~ate Afghan personnel for
the development and management of irrigation systems.
The PAR in commenting on the HAVA counterparts further
noted the insufficiency of skilled managers,
administrators and technicians.

A week later USAID/Afghanistan (F1'OAID A-303, dated
July 6, 1970), over the objection of the intermediary,
proposed to reduce the grant ... funded intermedjary
technicians for this project from ten to five, and to
reduce the interrelated loan ... fullded technicinno frOtll
eight to five on citi.ng, as a basIs, conc~lu:;JonfJ con
trary to those contained in the PAn:

liThe Mission feels both HAVA and HArn
are capable of performinc; a greater
percentage of the work involved in
the project than was envisioned when
the PI07T was first drafted. Since
that date HAVA and HAW have upgraded
the general level of ski.lls avai lable
in both organizations and filled
formerly vacant positions.

"The improvement of HAifA and HAW
capabilities makes it possible to cut
back on the number of U. S. pel's onneJ.
needed. for the project.

"The proposed reduction in total U. S.
personnel will not weaken pro,ject
implementation and will oupport Lhe
institution building aspects of the
project by forcing the local organi
zation to do more of the work."

Later documentation attests to the failure of this
move to force the local organi.zation to do more of the
work and. to the fa.ct that implementation was weakened.
At the time of the AG/OAS review, USAID/Afghanistan
was seeking RGA approval to increase the number ot'
intermediary technicians.
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The Mission, in c~tting back, "~s responding to
OPRED. We cannot comment on relative M:i:3fl:ton man
power priorities in making this cut. However, the
rationale, as indicated from the above, was faulty.

other examples of chronic problems which represent
over optimism .in planning and failure to reprogram
more realistically in terms of IDA abillty and 'vill
ingness to pCi:i'orm are as follO'ivn:

(1) Inadequate Th..lA budgetary and pCl'uonnel :mpporL
to KAVA.

(2) Inability of HAVA to impl'ove ,mtor JllllnHI·~cmUlrL
to eliminate salinizaU.on and. wuLcr-logg.lnl-~ .i 1\

Soroe areas and ,"h1 ch w1.11 res ulLin j lLml.c~q\lU I.v

water for other areas.

(3) I nadequate effort to i.ncrease HAVA' s revenues
by assessing benefi.tted farmers.

(4) HAVA has been loath to proceed with intensive
development of areas of the Shamalan Valle;}'
now supplied with elementary irrigation systems
because to do so will entail substantial dis
ruption to existing farmer~~. HAVA would much
prefer to extend its irrigation systems into
new ullcultivated. properties 'fliich would be
politically more beneficial and l.e:~s costly
though developmentally less productive.

'These problems are long-standing. fl'he MJuuion, untLJ
recently, has not tak.en to heart .i tn own assessment Lu.;

contained in the PAR (March 29, 19(9) on HAVA. (Wat(~r

Resources Advisory Group) project 090 when it
commented:

"The experience of the WRf\.G highlights
the ne cess:I. ~y for making a thorough
and detailed analysis of' the capa
bilities of the host country to provide
personnel and. resources before enter
ing into an assistance agreement. A
stipulation of the extent of' host
country contributions introduce delayl)
between a feasibility study and imple
mentation of a final agreement. To do
less, however, can lead to an obvi
ously untena.ble or unreasonable posi
tlon. On the other hand, once having
made a reasonable Judgment as to host
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country capability to furnish pel'''
sonnel and other resources AID
should not proceed with implementa
tion of a project until satiE}fied
that the agreed host country per
sonnel and. other resources are
avai.,la.ble or wD.l be available at
the specifled time."

USAID/Afghanlstan's programming efforts in Helmand
Valley are an example of an inadequate analysis of
host country commitments and priod.ties. They assumed
that Afghanistan can and. will take steps which, for jt,
are politically difficult in order to obtain obvious
developmental benefits. Afghanistn.n, au doeu any
traditional society, views ita pre carl OU::1 polJt j coJ
stability £1.;; puramount and ,.,.\ J.1 1101. Lalcc dl~VL<! opmcnl.n.1
steps which may result in undue politi.cal incrl.a.bl1ity.

Therefore, the RGA is reluctant to force water con
trol reasures on farmers.; institute measures to charge
fanners for benefits received from irrigation; and
move ahead rapidly with intensive water development on
presently farmed land that will temporarily move
farmers off their land and may eventually redistribute
different land parcelB to them.

The Mission's planning for future asslstance to th1.s
important regional proje et. (see TtY 197)+ DAP) faces up
to these problems and is predicated on 0. Gcd, of pro
conditions related to the RGA' s acroemcnt t.o :;uppurt
HAVA with adequate finances and personnel und l.o
provide for farmer contribution through increased
taxes and assessments. In vie,., of' PUBt problems w:lt.h
RGA bUdgetary manpower, institutional and political
limitations, the Miss ion f3hould tWGCGG more l'cu.li~J

tically the real willingness and capability of the RGA
and its institutions to meet these preconditions;
tailor the project to these realities; and then insist
that the ROA's performance meet the planned targets
and goals.
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Name of Project

National Agriculture Development

He1mand Arghandab Valley Regional
Developrr.ent

Statistical InforrJation Syste~

Development

Kabul University Administration
Improvement

I
I\) Elementary and Secondary Education
~ (Cur".cicu1um & Textbook Project)

Agriculture Education
Tec~~cal Education

Higher Education - Kabul Univers~~~~

illiNEX

List of Projects Reviewed

Final
1:) • + Year of.L rOJecv

Project Number Initiated F-unding

306-11-190-002 6/52 6/73

306-11-995-090 1/54 6/74

306-11-780-124 ~/72 6/76..J •

306-11-680-013 6/66 6/72

306-11-690-091 "i /52 6/72.J..j

306-11-690-092 2/56 6/72
306-11-660-093 2/56 6/72

3'J6-11-660-121 8/'73 7/75

u.s. $ Grants
( 000)

FY 1972 Life of
Obligations Project Auth.

$888 $11,814

707 19,737

58 2,674

341 1,647

1'761"'\ 19,208i v

447 6,283,

532 9,956 (Est.)

2,087

Loan

HAVA-HAaJEqui'Pment (Land ~eclamation)

* PROP recently aP'Proved.

Prpj;=,c-::'. Numb~!

306-H-012

Date of
Ob1i,gation

, t • t

5/68

Disbursed as of
Amount Sep. 30,:::"972

$4,600,000 $482,329
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