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SUMMARY - HELMANIC-AGGHANDPAB VALLEY

INTEGRATED FARMER-INTENSIVE DEVELODPMENT



The investment in the Helrand-Arghandab Valley has nyw
resulted in the establishment of a basic infrastructure - which after
years of problem s »f inadequale drainage - is capable of maintaining
satisfactory "water comman~" of the existing maj-r project areas.
At the same time, the region's farmers have taken the critical first
step requirec ts move from subsistence farming t» the management
of modern inputs - fertilizer, improve? seed, tractors, etc, -
required for commercial farming able to pro-uce a significant
surplus.

Success »f the improved zrain varieties and the development
of institutional facilities nnw beginning to deliver infrrmatinn,
credit and other requirements of commercial farming, have estab-
lishec the potential of the reginn to rapidly accelerate procuction
both in volume and divercsification intn higher value, exportable
crops.

The optimum potential of the Valley cannnt be achieved in the
rnear term (within five years), however, umless a concentrated
farmer-intensive, technical azsistance effort is undertaken, a2imed

at correcting the human res-urces deficiencies of the farmers and

the burcaucracy.
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This technical assistance would serve to ~npeed up the srowth
rate, increase the degree of capacity utilization. an- improve the
efficiency of resource allocation.

Employing the existing massive irrigation infrastructure
already in place, the Valley's farmers - ucing improved seeds
and fertilizer finarced in large measure through a recently
established credit fazility - have made a dramatic success of
the "grair revolution." The Valley ranke fir~t in the percentage
of trrigated croplanc émploying these and other new inputs such
as {ractors and farm machinery - to the extent of becoming a
major surplus grain exporting region for the rest aof the country.

Now, given an intensive effort at accelerating human resource
development, crop diversificatior, double cropping, land leveling
and better on-farm water management can be facilitated,

This "sccond gencration' chatge can rapicdly increase
agricultural output of high value, exportable crops.

The approsch to this goal is through establishing an ef-
fective farmer information system and upgrading the competence
of the HAVA staff,

At the same time capital project investments now being con-
sidered will be more closely scrutinizzd by providing technical
asczictance to HAVA'c project development, and the present un-
certaintics about the amount and location of feasible groundwater
resources will bz replaced with a rcliable data base to be

established by = grourdwatcer investigation program.,



This will provide access to additional water and enable
eventual pumping to supplement surface drainace required to
29nt-ol . salinzatisr ard avoid waterlogging.

There efforts will lead to a more rapid grawth rate of
regional income; more efficient allocation »f pre-ent ard newly
discovered resources, and a substantially greater and more rational
degree of capacity utilization of the entire irrigation system,

The Arst major implemeuting vehicle for the transfer of
agricultural technical assistance is a 14-man team tasked with
establishment of a vastly improved farmer information delivery
syster:, of which the establishment »f a new HAVA Manpower
Institutior is an integral part.

The zecond vehicle is a smaller (7-man) engiveering group to
advice on project development and groundwater investigation,

Appropriate third country and U.S. training grants, thgether
with the needed commodities to support the efforts of the two
technicians teams, w~ul? be required.

The forward capital requireme:ts for the Valley are expected
to be met by the Asian Development Bank.

The ADUB is now seriously considering financing the con-
structisn of the two flood diversion dams in the Chakhansur
recion, 7ajakai spillway sate: anc the completion of a road
to link the Helmand area with Ira: - te provide anather access to

the sea (Bandar Abass).
-iii-



ADB is also likely to give favoreble conrideration t7 a
$2 million equipment and vehicle Inan for HAVA, that USAID has
recommended to ADB, to include a tecimical as-istance component

for HAVA sperations and maintenance,
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I. A HITORY OF THE HELMAND AND ARGHANDAR

VALLEYS PROJECT



&
wT

1, THE PHYSICAL ENVIRONMENT

THERE EXISTS IN THE HELMAND-ARGHANDAB VALLEYS AN ENDRMHUS
POTENTIAL FOR EXPANDED AGRICULTURE PRODUCTIDN BECAUSE 2F

IDEAL CLIMATIC CONDITIONS AND AVAILABILITY OF WATER.



The Helmand-Arghandab river zystem 2overs the largest watershed area
in Afghanistan., The watershed, originating in the Hindu Kush mountain range
40 kilometers west of Kabul, is estimated t» cover 361,305 square kilometers
or about 40% of the country's total rum-off. Most of the river system'’s stream
flow accumulates in the headwater areas, either from rainfall at the intermediate
elevations in the winter and spring, or from snow melt at the bigher elevations
during late spring and early summeyr, The lower sections of the basin ar2
desert areas with little or no water flow, except for flash floods which result
from intense but usually localized rain storms.

Precipitation in the central section of the basin, at or near Lashkar Gah,
averages 135 millimeters with a minimum recorded precipitatior of 94.8
millimeters and a maximum of 195 millimeters. Frecipitation near Kandahar,
the principal city of the Valley, is slightly higher at 180-200 millimeters
annually., Almost all of the rain accurs from November to April. Thia fall
and spring rain supplies a marginal part of the moisture required for spring
crop production, while all the water supply for summer and fall crops must
come from irrigation.

The Helmand River i the largest river in Afghanistan, Although its water
flow varies from season to season and year to year, it is ore of the fow
peremial rivers in Afghanistan accounting for 5/6 of the Valley system's
total water flow. From its source in the Pagman range, it flows in a ssuth~

westwardly direction for 536 kilometers ints the desert plain where it joins
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the Arghsndab River bolow the city of Lashkar Gah, The Arghandab River, .
thomtharvmpor stream of the system, originates 250 kilometers northeast

of its junction with the Helmand River in the mountains south of Ghazni, From
the point where the Helmand and Arghandab Rivers join, the river continues

its southwesterly course never to reach exterior drainage but to be absorbed

{n the marshes and sinks of the Chakhansur basin,

The general climate in the Helmand Valley region is hot and' very arid,
particularly at the lower elevations, Swmnmers are bot and very dry, especially
during June, July and August. In the lower section of the basin terperatures
of about 52° centigrade have been reported. The wirters are mild with average
temperatures above freezing, However, minimun temper:tures reach such
levels as to make citrus and other subtropical crop production impractical.

The physical potential exists for agricultural protuction and the area is
in many respects ideal for irrigated farming -2 regular flow of water is
available ‘rom March-June of quality for irrigation; the slope of the:lgad and
the lay of the river terraces lend themselves ideally to land leveling aid irri-
gation; a growing season of ten warm months; and, siﬁce the area i3 high, dry
and fer ivland, water vapor i the atmosphere is low. Coneequently, the daily
period of ideel light intensity and climate for maximrui- plart growth is nearly
twice as long as is fouad in other parts of Afghanistan. Whereas the physical
environmen: is conducive o enormous production potential some adverae

conditions exist, i.e., high water tables in some areas, lack of soil structure,

3.



poor azriation, ! oh winds, and in large areas pcor drainage of clay s»ils, 1/
These conditions all play an important role in defining the production limits

of the area.

1/ H. Pillsbury, Afghanistan-The Greenhouse Nation, University o Wyoming-
Kabul University, 1948,




2. PRE-PROJECT AGRICULTURAL RISTORY
(THROUGH 19486)

THERE IS EVIDENCE JF A LONG HISTORY OF EXTENSIVE AGRICULTURAL
PRODUCTION IN THE AREA, BY THE 14TH CENTURY THE THRIVING
FERTILE CIVILIZATION WAS REDUCED TO RUBBLE ANC WILDERNESS
BY PASSH\YG”MADERS WHD DEPOPULATED ’E‘HE ;ZQUNTRY FOR CENTURIES,
JROM TEE TURN OF THE CENTURY IMPRESSIVE IRZIGATION SCHEMES
m ATTEMPTED TO BRING THE ONCE FERTILE AREA BACK INTO

PRODUCT.ON.



Archasological research ty date has touched only a fractisn of the area. 1/
Extensive ruins cover ~tretches of the vast lower watershed, called the
Chakhansur-Seistan basin, sugpesting the existence »f & properous and ex~
tercive agriculture society.

Thore is als> evidence that many parts of the Helmand-Arghandsb (H-A)
Valley were extensively cultivated centuries ago, but with the exception »f
the aree around Kandahar, much of the area in the Valley remained sparsely
populated with a few farms scattered along the river valleys.

Many theories are given to explait the disappearance of thie vast clvili-
zation but most historians argue that successive boards of invaders from the
north and the west destroyed the large cities and major irrigatioc canals., It
is widely believed that the depredation first by Genghis Khan fsllowed by
Tamerlane resulted in suct a loss of life and out-migration of the pspuletion
from the arca that the remairing inhabitants were unable to mobilize the
manpower required to keep the irrigation system in operation. Others add
that excessive forest utilizatior. for fual and brick firing resulted in the de-
terioration of the top soil, This combired with a possible long period of

drought summrarily wiped out the populatior or forced migration.

1/ Traces of civilization have been found ar early as the Bronze Age, Qala
Bist, gituated seven kilometers from the present day Leshkar Gah, is
mentioned in ancient history along with the earliest city of Nineveh,

While French archaeslogists, exploring near Kandashar, have found ruins
which they have dated back some 2500 to 3000 B,C., 8ir Kerr Fraser-Tytler
traces the history of the area from 500 B.C. in bis book, Afghanistan,
Oxford University Press, 1835
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Whatever the reason, what 7as once suppocedly the '"bread basket' of
Central Asia was by the 20th century vast barren or scantily vegetated lande
affected t» varying degrees by salts, alkaline, groundwater and erssfon.

Work on restoring and rehabilitating the H-A Valley prior to the 20th
century, elthough certainly attempted, is not anywhere recorded, It is with the
dawn of the 20th century that the earliest attemp:3 at restoring the irrigation
systems 18 recorded. 1/ Betwoen 1910 and 1914, the Afghans began tr
develop parts of an old canel 8Ystem in the Helmand Valley around the Seraj.
During this period, Governor Osman of Kandahar, inspired perhaps by the
tales of the ancient "Sughra Canal" ir the Secaj, just below the mouth of
Musa Kala, The canal extended southwards and eventually some of 1té
branches reached the Arghandab above Qala Bist (cee map).

In the 1230's ths Germans and later the Japanese, under contract with
the RGA, gave techrical assistazce and actua.ll{ help“ed in the cnunstruction of
new canals. In 1930 German engineers repaired the Seraj zanal and instalied
a siphon near the intake. Mohammad Zahir Shah, the present King, had threeo
jetties built ir 1241 to protect the Sersj intake, Late in the 1930's an attempt
was meade to extend the canal development. The RGA called in a team of

Japanese ergineers to improve the old Deh Adam Khen canal 2/ which had been

1/ Information prisr to 1946 from A.A. Michels, The Kabul, Kunduz, and
Helmand Valleys and the National Economy of Afghanistan, Washington, D. C.,
P. 48 and Louis Dupree, Afghanistan - Paleolitkic to Modern Time, (drait),
Princeton, 1871, Chaptsr IV, p. 76

2/ It the vicinity of the present Boghra Canal (ses map).



funetioning for some 200 years. The canal began above Girishk and irrigated
the lands on the eastern bank of the Helmand as far a~ the water could reach,
The Japanesc planned to enlarge the canal and change its alignment in order
to increase the area which it could irrigate, World War I interrupted this
program after ouly some 15 kilometers of new canal having been dug, using
hand methods.

In 1942, 2 joint British-Ruzsiar ultimatum forced the Japanese and the
Germans, along with ¢! 5 Axin porsainel,-4s cenoe ~~rk aad leavo the cnuntry.
After their departure the Afghans continued the work under the direction of
Mr. S. V. Shah (2 Cornell trained engineer) who had completed 25.7
kilometers by the year 1846, Mr. Shah not ouly continued the work, but
changed the plans. He relocated the proposed intake structure to its present

cition above Girishk and rerouted the canal onto higher land, prefen"ing
to cut and blast through the hard conglomerate of the terrace rather than to
£il1 the flood plaiv as the Japancse had dones The problems which arose from
having to fill ir. soils =ontainizg highly permeable gypsum phases not only
changed the course of the canal but initisted the need for heavy equipment
unavailable in Afghanistan.

By 1946 the scope of the proposed irrigatisn works had also enlarged sube
startially. The RGA intendec not only to irrigate the flood plath below Girighk
' but the Nad-i-Al and Marja tracts on the terraces or benches to the southwest

(sec map). This involved enlarging, partially rerouting and bifurcativg what
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is now called the Boghra canal, ruming separate branches to the flood
plain and terrace areas. This plan alsc necessitated the construction of a
much largsr diversion dam intake along with inanv reinforced concrete
outlets and drop structurs. All this work would require the use of modern
equipment and engineering techniques far beyond wha._t the Afghans themselves
could supply.

As ambitious as the proposed irrigation scheme seemed, it was but one
of many the RGA felt confident that it could implement and complete from
its own resources. By the end of the Second Woi'ldl War, the RGA had accu~
mulated substartial reserves of hard currency by selling foodstuffs t» the
allied armies in India and karakul on the London and New York markets,
This hard curreney reserve made the Afrhans feel confident that they could
not only finance several large infirastructural investments, but cduld effect
2 development takeoff independentiy. All that was lacking was the technical
expertise and the equipment, The defeat of Germany and Jepan ruled out
approaches to either nation which had hitherto provided most of Afghanistan's
engineering services. 7Of the victorious allies both Russia and Britain had
long been considered foes of Afghanistan, The Americans appeared sufficiently
remote, disinterested and well equipped to meet the need, so the RGA turned
to the Idaho firm of Morrissn-Krudsen (MK) to make proposéls for the con-

struction of major roads, clectrification and irrigation projects throughout

the country, including the H-A Valley.
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The MK engineers arrived in 1946, and carried out mary sﬁrveye in
Kabul and in various parts of tho country. Most cost estimates for electri-
fication and road construction were considered high by the RGA and were
sither postponed or awarded to other contract teams. 1/ Only in the H-A
Valley were the cost estimates considered reasonable, and consequently a
cortract was signed and work begun on the Helmand-Arghandab Valley

project. )

1/ MK was slated to build the Sarobi Dam in the Kabul River Gorge, but its
contract bid was too high and the RGA awarded the contract to Siemens-
Schuckert of West Germany. From Peter J. Franok, Obteining Financial
Aid for a Development, The Export-Import Bank of Washingtor Loan to
Afchanistan, U,S. Congress, 83rd Congress, 2nd Session, Committee
Trint, September 1953, Printed for the use of the Committee on Banking

and Currency (Washington, 1954), p. 14, footnote 25; in A, A. Michel,
p. 150,

10,



3. THE FIRST PERIOD OF CONSTRUCTION - MKA
(1946-1960) ;

THE MORRISON-KNUDSEN CONSTRUCTION YEARS WERE AT BEST A
CONTROVERSIAL: PERIOD CONDITIONING MANY OF THE ACTIONS OF FUTURE
U.S., TECHNICAL ASSISTANCE, IN RETROSPECT, THE PLANNING AND
ASSUMPTIONS IN PROJECT DEVELOPMENT BY THE RGA AND MKA ARE
CONSIDERED WEAK, BUT IMPORTANT LESSONS HAVE BEEN LEARNED
TOWARD FORMULATING A CONSISTENT STRATEGY FOR AN INTEGRATED
FARMER DEVELOPMENT PROGRAM USING THE BASIC INFRASTRUCTURE
LAID DOWN DURING THE DAYS OF MKA. |

i. PHASE ONE (1946-49) - SECOND MKA CONTRACT FOR CONSTRUCTION
OF DIVERSION DAMS AND ENLARGEMENT OF CANALS; RGA
FINANCING,

2, PHASE TWO (1949-53) - SECOND MKA CONTRACT FOR CONSTRUCTION
OF MAJOR STORAGE FACILITIES; FIRST EXPORT-IMPORT BANK
LOAN; SETTLERS ARRIVE,

3. PHASE THREE (1953-60) - THIRD MKA CONTRACT; SECOND EXPORT-
IMPORT BANK LOAN; WATER DELIVERY SYSTEMS CONSTRUCTED;
HYDROELECTRIC POWER PLANT INSTALLED; U.S. POINT IV
PROGRAM BEGINS; AFGHAN CONSTRUCTION UNIT ORGANIZED;

ICA UNDERTAKES INCEPENDENT ENGINEERING STUDY (TUDOR

REPORT).



1. PHASE ONE (1946-1949)

In 1846 the Morrison-Knudsen Company, confident of major construction
contracts in the H-A Valley with the RGA, established ar affiliate, Morrison-
Knudsen Afghanistan (MKA) in San Francisco to handle its work in Afghanistan.
The RGA turned over to MKA the old palace of Manzel Bagh, east of Kandahar,
for use as a base camp and administrative headquarters. The first contract
between the RGA and MKA in 1246 was for major transportation and cansi
system work exclusively in the H-A Valley,

In order to facilitate the movement of heavy equipment arriviog from the
United States via Pakistan, MKA aligned, widened and recounstruoted with
loose gravel the Chaman to Kandahar road prior to work on canal irrigation,
The MKA also improved the Kandahar-Girishk road to render it suitable for
rapid movement of men, material and equipment to the forward operations
camp which they established on the eastern bank of the Helmand a few miles
above Girishk. These constructions were deemed by MKA ac necessary pre-
conditions to efficient irrigation construction.

The first contract work in the H-A Valley was to build two diversion dams
and enlarge and extend the Boghra canal so as to provide water both for the
Nad-i-Ali and Marja terrace tracts and the Helmand flood plain (henceforth
called Shamalen arca, designating all the flood plain watered by the Boghra
canal). By 1948 construction of the diversion dams and the first 30 kilometers
of the Boghra canal were well underway.

12,



From the outset, the nroject was plagued by basic cross-cultural mis-
understandings and i:echnical miscalculations, Neither the Afghans nor the
Americans initially anticipated the problems which would develop in having
to ship all the nncessary equipment halfway around the world, and then move
it by rail and rcads through Pakigtan, The closure of the Afghan-Pakistan
border because of the unsolved "Pushtunietan'’ problem brought construction

to a virtual standstill severeal times.

Major human problems were ignored by both sides: who,
for example, would settle the reclaimed land, and bow would
those old villagers living in the areas to be affected be informed
of the project in order to prepare themselves for the additional
amounts of water which would flood the landscape; who would
control water distribution; how would the water be distributed;
who would pay for the water ? Afghans secused Americans of
cheating (Americans accused Afghans) and what little good
will that had axisted at the begirming began to disappear. 1/

It was at this point that the project was to take a dramatic shift -

By the fall of 1948, the Government (RGA) had mixed foelings
about further Helmand development. . . the diversion of water
Hibe tablelands during the low-water season would take water
away from bottom lands downstream unless an upstream reser-
voir stored flood water. While prestige considerations suggested
completion of the limited Boghra project, economic wisdom
seemed to advise an enlargement of its scope hefore continuation.
The growing shortage of exchange (FX) forced a decision,

MKA advocated an integrated valley development, including
a major reservoir dam upsiream at Kajakai; and completed
field surveys for the dam by September 1948, For a compre-
hensive project M=K was reluctant to count on more than 400,000
acres for irrigation and settlement until a thorough survey of the *
entire Valley had boen made. But the Afghans saw no need for such

1/ Louis Dupree, Draft, p. 78
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a survey. M-K 2nd "the mission' (Afghan ecoromic mission
to Washington) concluded that even a 2C percent margin of
error in estimating the acreage or water supply could not
detract from the project's intrinsic value,

M-K an? ‘'the mission' was estimated to cost $63. 7 million,
with $53, 7 millisn of it in foreign exchange. 1/

While this proposel was being mulled over, work on the Boghra canal

. -
¢"f" D

continued, With all the misgivings, it is uncertain to what extent loss of face
by both the RGA and MKA was critical in not calling to g halt the half~compietad
Boghra works, especially in view of the soil and drainage problems which were
becoming manifestly apparent, Nor is it certain to what axtent finanoial eon-
siderations forced MKA to continue work on the Boghra.

Delaying work might have meant operating at a level that

was uneconomical for MKA and thus ultimately for RGA, given

the facilities, equipment, material and manpower that had

alrcady been brought into the Valley. It appeared that a level

of spending of $4 million per year was necessary to keep MKA

operating at a break-even point, 2/

Ag of September 1, 1949, the Afghans had paicd MKA $11,1 million for
machinery from the United Statos and Pakistan and $8.9 million for services
and purchases in Afghanistan (inclusive of $1.3 million contracior's fees).
About $4.8 million of this was the value of locally purchased machinery,
equipmert, and costs of construction of camps and shops,

By the end of the first RGA-MKA contract 57 kilometers of the cansl had

1/ P. J. Franck, footnote 28, p. 17

.2/ A. A. Michel, p, 154
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been dug and the conorete siphons passisg under streams or washes were
comypleted. But it was becoming painfully clear that the major conatruction
work that was being proposed by MKA to accomplish the RGA's objectives for the
next phase could no longer be financed by domestic fimds alore.

At the national level Afghans at this point were experiencing foreign exchange
shortages, rising costs, and growing cr!ﬁcisms of expunditures on the MKA
projects. The Govermment, still coafident of the viability of the épheme, sub-
mitted a request to the Export-Import Bank for & loan of $55 million to finance
various capital projects plammed threughsut the country. T’hg Bank position
was that it would give priority to sgriculture schemes to eltminate the repeated
food shortages in Afghanistan. In November 1949 the Bank approved a $21
million loan to cover only the major investment proposals of the H-A project,
but critical groundwater and soil surveys proposed both by MKA and RGA
weré deleted from the loan,

2. PHASE TWO (1949 - 1853)

The first efforts of MKA in its second, contract were to tackle technical
problems arising from earlier canal work. Leakages from the ﬁogha canal
and its laterals combined with poor irrigation practices in the newly developed
areas soon brought the watsr table in the Nad-{=-All area up .fl;om a depth of
5.3 metérs to within 10 centimeters of the surface. Although no groumdwater
survey had been made, the increasing surfage salt ascumulations afforded

visual evidence of the pcor drainage characteristics of the tract and particularly,



of the seriousness of the problems of impermeable substrata which had pre-

viously been underestimated. The lining of canals and laterals, the installa~-
tion of drains, and particularly the training of scttlers ir botter water ucage

practices had now become critically important.,

Aside from canal construction and rehabilitation, a major portion of the
financial commitment of the first Export-Import Bank Loan was expended on
the construction of two major storage facilities (the first step toward an
integrated regional approach):

1. The Arghandab Reservoir, a combination storage and power dam,
situated 45 kilometors north of Kandahar, was begun in June 1950 and completed
by January 1952 at a total cost of $7,048,114, i/ with an estimated saving of
$2. 5 million over the original contract estimate. Storage capacity is given
at 481 millisn cubic meters - 390, 000 acre feet; gross irrigable acree under
commaeand of the reservoir, 191, 068 hectares or 475,000 acres.

2, The Kajakal Reservoir, situated 90 kilometers north of Lachkar Gah,
required major raod construction from Giriskk, The reservoir was begun in
May 1950 and completed by June 1952 at a total cost of $13,431,164,1 &/
Storage capacity is given at 1, 8 billlot cubic meters or 1,485,000 acre feet.
Grocs irrigable acres under commend of the reserwoir is stated as 325, 000
hectares or 500,000 acres.

During the period of the firct Ex-Im Bank loan, the division of tasks between

1/ No breakdown as between local end foreign ourrency evailable,
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the RGA and MKA began to go acskew, MXA's task, from the first, had been
to construct dams and intakes, main canals, waterways, latarals and sub-
laterals, y From these constructions, the RGA and the settlers were to con~-
struct feeders and farm ditches to bring water to land which had previously
been demarcated, leveled and prepared for crops. But the Afghans fell so

far behind with their part of the task that in 1951, they asked MKA to assume
the recponsibility of completing the job for 6,500 hectares in the Nad~i-Ali
tract,

Within a year, the contractor had completed drop structures and lateral
outlets on the Boghra canal to the end of the Nad-i~Ali tract and had aiso
completed th_e land preparation as requested by the NGA, The Afghans were
over the same perisd to begin moving settlers into three areas: Nad-i-Ali,
Marja, and Shamalan. 2/ But while 4,250 hectares »f new land were under
cultivation, only 10 percent was being wworked by sattlers., Large landowmers
wera farming 57 percent, the RGA had incorporated 19 percent {nto an experi-
mental farm and MKA was farming the remainder.

Telays ir settlement were caused by bureaucratic procedires. The pro-

cess by which 2 farmer coul2 octain land appeared simple on paper, but normal

1
Y The first RGA-MKA contract provided bsnuses for early completion dates,

This cxpensive clause was removed from the second MKA-RGA contract (1951),
2
&/ The Shamalan already contained seversal old villages; and the farmland,

along with that »f Darweshan farther down the Holmand, was swned

primarily by large lardowners. From Louis Cupres, Draft, o. 81,
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oureaucratic delays often expanded the application-acceptance time to monthe
and even years. Settlers desiring land would apply to the Ministry of Interisr
or directly to the Prime Minister's office. 14 The FPrime Minister would
decide whether the applicants would go north (to parts of Qatangan Province
and to other areas that were also being developed) or south {1 the Helmand
Valley,

Meanwhile, 15,000 settler applications had piled up due t» the lack of
administratrative machinery in pmcessing them, Finally, under pressure from
the Export~-Import Bank, the RGA established an autonomous Helmand Valley

iuthority (HVA) t» process settler applications, determine plot sizes, and
farm and village locations, The HVA was also designated to halp the settlers
construct their homes and prepare their land and to tcach improved cropping
and water use practices, HVA decided that each family should receive 30
Jirib (5. 8 heciares »f land), Z/ a ready~built house, agricultural implementis
(plows, shovels, hoes, etc.), one pair of oxen per two families, a grant of

2, 000 afghanis and enough seced for the first year, valued at an additional

1,000 afghanis, All the above was considered a loan peyable without interest

1/ Rarely did an individual apply other than a3 a member of a group.
Generally, local leaders wwould lead their pesple, Moses-liks, to the
promised land, The HVA, however, alvays informed the new settlers
they could choose new village leaders, to bs called wakil, if they so desired.
None did. From louis Dupree, p. 81,

2/ Experts from the Ex-Im Bank had advised an increase in the farm size

from 4 hectares to 5.8 hectares per settler and the adoption of irrigated
pasture for sheep and cattle with wheat sown only on ~ne fourth of the
acreage In any given year. The HVA agreed to increase the plot size as
recommended, but the task of converting grain~growing traditional farmers
to animal husbandry was to prove impossible.
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in 17 equal payments over a 2C year period, with a 3 ycar period of grace to
pormit the scttlexs to become adjusted, With the total debt of about 17,0C0
afghanis per family, annual payments would be about 1,000 afghanis, In
addition, a new villager was exempt from military service ‘or his first six
yeers of residence in the Valley, The Government also constructed a central
bazaar a1 1 mosque for the use of the seven villages, plus an administrative
center. In spite of attampts by the HVA to prevent absentee swnership,
large lardholders were in some instances able to pass off tensnts as genuine
applicants for land

Originally about 1,300 families moved into the area, 20 percent of whom
were impoverished kochis {(comads), welcoming the opportunity to become
icdependent landowners. But within a few years 300 kochi familias had departed,
Reasonsgiven wore that the land was »~f very poor quality ard plagued by a
high water table which, after plowing, resulted in sslts quickly nercolating
to the surface. The kochis were mot trained irrigation farmers, and bad
farm practices on marginal lards only aggravated the salt problem. The
Government further augmented the problem by forcing different tribal groups
to Iive in the same village.

By April 1953, the funds of the first Export~Import loan were nearly
exhausted. After seven sporadically interrupted yvears of work with the ex-
peuditure sver 1,6 billion afghanis, the RGA had storage dams on the Arghandab
and Helmand Rivers, a diversion dam and two lorg feader canals on the Helmand
River and some 7,500 hectares of partially developed, sparsely settled land

in the Nad-i~Ali terrace area. It had become »bvious that & system of desp



drains would have to be incorporated into the Nad=-i-All project and the East
Marja tract, as well as further lining of the Boghra to prevent leakages

jnto the Nad-i-Ali water table, The proposed West Marja project had been
completely abandoned, saving $844, 000, but this i turn oreated technical
coxplications. The Boghra canal had been designed to serve both the East
and West Marja tracts. By not developing one part of the land area, the

flow of water through the canal decreasad in this cage from 762 cubic meters/
second to 488 cubic meters/second, This in turn increased the silting rate

of the canal. Thus, in the case of the Boghra cansal not only were investments
misallocated on over specifications of the canal construction, but additional
expenditures would be required to sperate and maintain the canal,

3. PHASE THREE (1953 - 1960)

Whereas 1948, with the decision to construst two storage reservoirs,
was to mark the point where the project took a dramstic swing toward a re-
gionally extensive, capital intensive project, 1953 was the date from which
the project was to be inextricably labeled am American endeavor. In that year
under the United States Point IV Assistance Program two agricultural exten-~
sion advisers were sent to the H-A Valley, From that point on, the fate of
the Helmand Valley and the prestige of the American aid program became,
rightly or wrongly, tightly intertwined. Freviously MKA had maintained
agronomists, hydrologists ang soil technicians on its own staff, With the
agsignment of ICA agronomists, hydrologists, extension supervisors, com-

murity development specialicts, public health advisers and edministrative
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specialiets to asaist the HVA, the Afrhuns zould b rdly fafl ¢ interpret this
as a tacit endovsement by the United States Government »f the RGA-MKA
oontract.s over and abave that which had been impiied by the Export-Impset
Bank loan.

The project development was nnswhere near complation, An extension
of the MKA contract would be necessary, But with the first loan almost
exhausted and with little tangible benefits to show for the amotmt of money invasted,
some document was needed to justify added commitment to the Valley, Cone
sequently an optimistic 87 page prospective was propared {ncludirg economto '
justifications for eontinned investment with the projection of income fvom the
Helmand and Arghandab areas to the year 2060, The Helmand Valley Develop-
ment Frogram 4 projected the area to gross enormous increases in area
production upsn project completion but any substantive aralysis was egregiously
lacking,

Armed with the report, a proposal for a second loan of $38 millisn was
submitted by the RGA to the Export-Import Bank, The plan cailed fr dratnage
systems in East Marja and the Shamalan, and land development of the East

Marja tract. It simslarly proposed to build a new intake structure on the

Y The Helmend Valley Development Program, July 1053, written by & com=-
mittee chaired by Mr. Tolbert, Chief of the ICA for Helmand Valley
operation:, The committee was composed of ICA, HVA, Export-Import
Bank :nd MEA sepresentatives with some participation by the Food and
Agriculiurs Drganization of the United Natlons and the U, S. Embassgy {n
Kebul. 3ima n? the analysie by Claude L. Fly ia incorporated, but Me. My
staies erplicitly that the conclusiors are a result of the committee's work,
Slgeauen: to the 1953 publication, a similar publication appeared in
September 10EE, to be revised again in December 1955, Considerable
doubt remaing in the mind of the author as to the authorship of these
publications and the subsequent vercity of the analysis.
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Helmand, midway between Kajakai and Girishk, complete with eanals, laterals
anc trunk drains to serve the Seraj area., The proposal alss called far installa-
tion of generators on the Boghra drop structure near Girishk, and for the con-
struction of & complete pawer plant at the Arghandab dam, A diveresion dam
was to be built downstream on the Arghandab to serve canals extending ot both
sides of the stream. One of these proposed canals, the South Arghandab canel,
was to exterd as far as the Tarnak region south of Kandahar and between the
Arghestan and Tarnak Rivers (see map). The plan further called for develop-
ment of the barweshan flood plain aren downstream ‘rom the Shamalan and

the opposite bank of the Helmand and of part of the Chakhansur Basin at the

end of the river t» utilize éxéaas watcy stored in the Kajakal Reserﬁi&‘. All
these investments wers deemed necessary to reap the potential benefits of
increased irrigated land. Yy In July 1953, the Export-Import Bank granted a
loan of $18.5 million, roughly half the sum requested. The Bank speciﬁcﬁny
excluded Arghandab power, the right bank "North Arghandab Canal, " Tarnak
drainage and the entire Seraj and Chakhansur propossals, 2/

Between 1855 and 1958 work continued sn improving the water delivery

Y Included also in the RGA proposal was a request for assiz“ance in paving
the streets of Kabul, This wes excluded from the second loan, only to be
immediately acoepted by the Russians and to rerve as one of the Russians’
first successful public relations aid programs in Afghanistan,

2/ Development of the Lower Helmand pased o delieate political problem,

The RGA fusisted that the Lower Helmand devclopment was the only way

to reap full benefit of the investient in the rescrvoir, while the American

policy makers feared the political repercussionc of cutting a major
portion of the flow into Iran.,
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systems in the areas of first loan constrnctions. The Marja irrigation and
drainage outlet systems, the drainage outlet system for part of the Shamalan
area, and a portion of the drainage outlet system of tho Nad-i-All area were
comrleted. But work within the second Ex-Im Bank loan also expanded t» new
areas. Construction was begun for the area below the Shamalan (the Darweshan
area), wherein a diversion dam and drainage were instalied, In the Arghandab
River Valley, a diversion dam was constructed to divert water into the South
Arghandab Canal, A new csmal, which was t» be almost 17 kilometers long upon
completion, would bring water to feed five of the largert traditional canals in
the central Arghandab area as well ae to the new proposed Tarnak canal, The
Tarnak canal would trargport vater for 26 kilometers from the bifureation to
a point across the Tarnak River in the northeast corner of the Tarnak area
{see map). During this period of the second loan the first urit of the north branch
Tearnak irrigation canal was constructed. Y

During the same period extensive project and interproject road construction
was carried sut; two of the three generating units of the Girishk hydroelectric
power plant were installed anc transmission lires to Girishk and Ghaun-i-Angirs,
Nad-i-Ali, Marja, and Lashker Gah were completed as well.

The Afghan Construction Unit (ACU) was instituted under the 1254 Inan agree-~

ment to satisfy the RGA's decire to create an Afghan >rganization that would

Y It must be mentionad that this work in the ArghanZab River Valley was
simrilarly begun before adequate soil ard engineering surveys were com-
ploted; and the ramifications of this insuificient planming were to arise
only by the mid-1260's.
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aventually replace the American MKA. This organization wae planned as a
construction unit wherein Afghans would be trained in the various fields of
engineering constructiorn, equipment maintenance and administration, The
work planned for ACU during this period was primarily land development,
the development of the government-owned lande ard the tracts brought under
new Irrigation systems constructed by MKA. The work consisted of clearing,
leveling and the installation of sublaterals; and the farm irrigation and suriace
drainage systeme in the Marja and Shamalan areas. The ACU was aiso given the
responzibility for the operations maintenance of all canals and interproiect
roads,

By October 1957 the two Ex=Im loans had been exhausted with the
projects only 68 percent complete. It became evident progressively that
earlier costs were grossly underestimated and returns overestimated, Fore-
seeing the need to salvage H-A Valley which had become identified as an
American project and which hac absorbed an average of 19 percent of the
total Afghan development expenditures for several ycars, ICA decided to
undertake the first indepencent engineering study made of the Helmand Valley
project. The Tudor Engineering Company, under the leadership of the former
CGovcrnor, Leonard B, Jordan of Idahs, was called upon to make an "unbiaged" 1/

survey of the accomplishments and the problems which hed arigen t»r date.

1/ It may be merely coincidental, but both Tudor Engirecring Company

and the MKA were from Idaho.
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The field team arrived in Afghanistan for a six weeks' observation and stucdy

tour; with the subsequent report, The Tudor Beport,y submitted to ICA in

Nﬁvemberc b
The relatively short period spent in the field, combined with the complexity
of the project, compelled the team to rely on secondary source materials.

They were in no position to make an independent study but were heavily de-

pendent upon drafts of Soil and Water Resources of Southwest Afghanistay e/ )

4

for mo=t of their data. The Tudor Report brousght together into workable and
debatable form most of the relevant iuformation available to that date. It
presented its recommendations in the form of a two-phase program. Phase
one discussed the constructions that were nearing completion, while phase two
considered the work that could be deferred for a number of years. Tho report
thus formed the basis for the relative prioritics to be assigned to the-mioua
portions of the project and the resulting financing necesaary over the next five
years.

Under the third 3GA-MXA contract the Tudor Report sbserved that the

ing Company, Washlngﬁon, D. C. ’ Novemberleﬁﬁ, prepa.red for International
Caooperation Administration, Washington.

2/ 311 and Water Rosources of Southwest Afghznistan, International Engineering
Company (IECO), Land Development Division, Engineering Development
Division, Engineerirg Department, Morrisor~Krudaen Afghanistan,
September 1957, This publication represcnts the most complete survey
of the area, Urfortunately, most of the sriginal data has been lost; all
that remains arc several copies »f the final draft.
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primary irrigation and construction work wao proceeding at 2 much faster
pace than the correspording land development work for which the ACU was
regponsible. In order to narrow this gap, it proposed prstporring t~ the
second phase, certain development areac and concentrate effrrts of bath MKA
and ACU on a much smaller area. Specifically, it was recommended that:
Fhase I include construction and land development ic Marja,

Shamalan, and the upper two-thirds of the Darweshan areas,

with limited provigions for improving the cupply of water to a

portion ~f the Tarnak arca. Phase II would csver development

of the Seraj area and the lswer third »~f the Darweshan ares,

and might also include the Tarnak area, if and when the water

supply to the area has been proven adequate by better conservatisn
or more storage, or by g combinating of both, =

Analysis:

Whereas, consolidation of cynstructisn activities was justified »n technical
grounds, the analytic base for the study's assessment ~f the actual and prten-
tial benefits ~f such an approach t> the transition »f traditisnal agricultural
praduction is eonsidered weak., At first the rep-rt io candid in its ~bservati~n
that the past estimates of irrigable land and the potential increases ir the value
of erop producti-n which would eventually ~ccur, were "in the light ~f present
knowledge. . . very -ptimistic. " 2/ Likewige -

. « . estimates ~f producti>n which are presently being used t+

determine the economic feasibility ~f projects take frr granted

a high degree ~f farmer okill 21d efficiency which Afghen farmers

d> ot n)w pogsecs and are not likely to attain in the fareceeable
future, 3/

1/ Tudor Report, p. 6
2/ id., p. 1

% mia., p. 2



Zet, in a following paragraph it states that since its conceptinn, the project
land, irrigated acnually, has increased by about 42, 08¢ hectares, adding

205 million afghanis per year to the gross regional production. 1/ The only
way the Tudor Report could justify such enormouc gaias would be to arbitrarily
assume that there was no production {n H=-A Valley prior to 1946, At the

same time the Tudor Report attempts to demonstrate the great potential of

the project:

« + « Upon complction of the devolopment program now

authorized and underway, 81,805 hectares of land are

schoduled to receive irrigation water through newly cou-

structed distribution syctems, and an additional 136,651

hectares will receive an augmentsd and regulated water i

supply for use through exicting privatoly owned canale, %/

Juszt how the prajoct devalopments would accomplish such ambitiris results
is not eclaborated.

The Tudor Report, aware that thc achievement of their prnjected gains
depended upon esnsiderations sther than land development, suggested large
packagec of investments to remove various constrzints to increased praduc—
tion. hhcluded were an expanded extonsion program, rural development,
education, public health, farm credit program, public adminictration assigt-

ance, and the encouragement »f handicrat and industrial cxpancion. In all,

Y/ New inchome from the praject was estimated by Tudor at $10 millisn;

IECO rzport had estimate ~f $§ million, while the Afghan Director of
HVA at the time »f the Tudor Repart ectimated it at -»uly $1 million,
which he stated was a result mystly from backed up waters from the
Arghandab Dam cnzbling double crappicg around Kandahar., (from

G. K. Fitch Report, J-hi:3 Hopkins, State Department Program Course,
October 1958, p. 331.) The new ircome e-timateg are mot directly
comparable t~ data used in IRR aralysis that follows and are taken

t> be mere gucstimatcs.

2/ Tud-r Repsrt, pe 1



the Tud>r Raport recommended 14 pasitions for U,.8, cpecialists (included

were a social economist, rural dovelypment adviser, handicrait specialicte,
D&M specialist, public health tcam, irrigati~n evgineer, av agriculturist, and
plant patbhHlogist-entomologist) to assict HVA, 1/ No development mcthadslogy
was iccluded aside from the list »~f advisers required,

The nature »f capital irtensive approach t» regional development that
had spread over a relatively large arca, requiring a large package ~f heavy
machinery, was putting a ctrain on the transportation system, The Tudor
2eport recommended the creation of an infegrated transp-réation system
linking the Helmand Valley with Pakisgtar and the part »f Karacehi.

In view ~f the importance nf transportati~r. facilitics in ghe

development ~f the Helmanad Valley, it 5 pecompendec that

eff-rts be mads t> work out an in=-travsit teadec agreement with

Pakistan which might include a bonded warchouse in Karachi

and & railway spur over the barder at Spic Baldak with necessary

storagc and handling facilities, .2./

Subsequent to this recomrmendatisn, K-ebig and K-rebig of Lys Angeles
was crntracted to make a speocific survey of the problem of transits through

Pakistan, 3/ Their analysic esnfirmed the Tudsr view, ~utlicing a gpeific

1/ subsequent ICA hoc great difficulty in rocruiting men t» £ill those
pHsiti-ng; some were unwilling ty live iz the H-A Valley. Suggestions
were macc t> hire younger professionals mare willing to endure the
hardships (G. K. Fitch, p. 43), but irgteaz the project chnse ty change
the physical cnvironment and make the descrt c~mf-rtabic by Western
standards,

2/ Tud~r Report, Recommendation 11, p, 8

3/ Kscbig aud Knebiz,
Qotohor 1267

Facilitics of Af

gharistan, L~s Angcles
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program of road, rail and harbor improvement and rec-mrcended ir the
strongest terms that a trangit and trade agreomont be sigznod with Pakistan
as snon as passible to implement the project. V/ith the submiasion ~f the
reporrt in January 1968, ICA promised that if a bilateral ngreement could

be negntiated successfully, ICA whuld provide 2 grant for funding 21l Phase I

>f the pr-ject, 4 as ~utlined by the Tudor Repart.

The RGA preferred th have a natisnal raflway (cven thrugh the K & K
ostimates were that a break-ecven operation w-uld! require a 70-f~1d increage
in volume); or at least a rail spur at Torkham with the raad paved to Kabul
instcad ~f between Quetta and Kandahar. I any case, in June 18568 an agree-
ment was ratified that would give Afghanistan §12 millin far a tws lacd
agphalt surface on the 104 kilometer Spin Baldak/Kandahar rrad, rebuailding
f roadbe! and structures and a one lane asphalt surfacing ~n the 445 kil~meter

Kandahar/Kabul road (¢t be expanded t~ a two lane highway at a later date)s 2/

1/ 6. K. Fitch, Report, J~hn Hopkins, State Cepartraert Program Courso,
October 1958

2/ July the portisc of the Spin Baldak/Kandahar road i3 included in the
investracnt achedule of the IRR. AlthHugh subscquent stutiec »~f the
Helmand-Arghandab praject ensés have excluded the Spin Baldek road
ag a project exporditure, it >an be argucd that the rHad esnstruction
iz an integral part of the project. The recrmmendatinn was brrn
»riginally from the Tudor Report and it stated that the "future pr~s-
perity ~f the Valloy would deperd in very considerable part upon the
smth and rapid transit ~f gords thr~ugh Pakiotan, and it is essen-
tial thot such transit be made as easy ac prssible. Exioting difficulties
and dzlays, partizularly in shipping go~ds ¢5 and from Karachi, e n-
ctitute a sericus burder up~n trade, increase the cHsot ~f develnpment,
and may well retard the Valley's ecHnonmic growth, " Tud-r Report, p. 167
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It was admittod that 1-cal currency f~r both roads (pearly 80 milli~n

a‘ghanis), would be a strain »n the ¢~untry's budget but -
Afghanistan will cow have freo accesns t» the sea, no transit

tax f>r gyods, vastly lower c-sts for exports and impyrts, and

a great saving of time sver the present 2-4 months transit time

required ts get the goos's from Karachi t5» Kabul, 174

Tho MKA era ended with the termination: of its third contract in 1859, 2/
When the contractual arrangement between the 2GA and MKA terminated,
the project could be ennsidered snly partially complete, Mast areas »f the
E-A Valley project, particularly the Shamalan, Darwechan, Central Arghandsd,
and Tarnak, were only ic constructisn. Efficicit irrizated agriculture was
not poasible sver much of the areas for which supply canals had been provided,
Although the Marja and Nad-i-Ali areas had becn provided fairly elaborate
distributisn systermg, and esnsiderable drairage work ts overc~me very bad
waterl~gging and salinizati-e problems, much work still had to be dHne.

Criticism ~f the MKA wrork in the H-A Valley had becn varied. The
company did not satisfy its contractual agreements. Tw- technically first

clase dams, a series of main and lateral canals and drains, a system ~f

roads licking the varisus prijects, and a small clectrificati~n pe~gram had

Y/ . K. Fitck, p 25
2/ The small hydroelectric plant »~f about 8000 KVA constructes ~n the

Boghra caral about mi“way between the diversisn dam and Girishk
was sne »f MKA's last Jobs in the H-A Valley,
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been accomplished in the fifteen years »f cortract construction, But MKA
was more than an engineering team contracted t» build specific structures;
it had general development responsibilities. |

The fault lay in the lack ~f understanding ~f the responsi-
bilities of a foreign company which introduces a major develop-
ment project on the landscape of a developing country. Since
the Helmand Valley project affected 40% of Afghanistan, I
suggest that the company involved had some responsibility
for what happened to its beautiful dams, canals and roads after
it departed. 1/

The MKA perind is a classic example of the backward appr-ach t» irri-

gation development. The darms built first, then attenti-n turned ¢~ preparatisn

of laxdds to be irrigated, then to testing of s-ils, then to teaching the settlers

hrw to irrigate, then to teaching the teachers. By the time MKA

left it was still oot certain who ~wned what.?-/ An important legson can be

learned. As long as the river flow can be used t» expand the irrigated area,
surface water development shyuld be in this area. Storsge dams are a last
resort.

It is true that MKA was not the only decision maker; they were contractors
trying to satisfy the contractees' demands which were, at times technically
and _economica}ly inexpedient. But the decision to build Kajakai Dam, to
continue work on land development before adequate soil surveys were complete,

the underestimatinn of gypsum deposits and the resulting dumps which occurred

1/ Louis Dupree, Draft, p. 85

2/ cadastral survey was really only begun in the late 1960's,



at various places tmderneath end beside the canals, among other decisions,
were MKA's respounsibility.

Over the 15-year period, the area under cultivation had increased, but
production had not increased appreciably {s2e IRR ansalysis), In some areas,
Nad-i-Ali, Marja, and Arghandab, waterlogging and salinity were having a
negative effect on yields. The provision of an assured supply of water might
have osused increased ylelds in years of major droughts (estimated at cne
year in seven), but that surely is a marginal benefit. Simiiarly, the damages
of floods that occurred in 1957 and 1959 were partially alleviated because of
the existent reservoir systems, oven though water did fiow over the dam
spillways (primarily because of a lack of coordination between HVA and the
Central Government in Kabul), But this is not too significant since the pro-
duction saved must be compared with the added repair costs to large capital
structures,

A generation of auto mechanics, machinists, truck drivers, bulldozer
and crane operators, electricians, cooks and other specialists were similarly
the legacy of m{A;'l"/ an exorbitant cost for a technical assistance program.

Finally, to defend their major capital investments to 1960 on the grounds

174 A by-prcdunt of 15 years of American presence was the spread of
th2 Dogtlish lonraage, Today meony people, particularly in the Kendahar

arca, ~ill ceinember the "Morrison-Knudsen Company, ' It was, fn
faci, the first inajor English language program in Afghanistan,
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that it would have been more expensive ¢5 build the dams and canals in
1860 than in 1953 {g a specious argument at best, What was true was
that by 1960 two major cepital investments (the Kajakaf and Arghandab
Dams) stood majestically in the desert, thely stored waters used to no
signifioant extent for irrigation nor electric powes.
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4. PROJECT DEVELOPMENT 1960-1971 -

USAID BEGINS ACTIVE INVOLVEMENT

WITH THE DEPARTURE OF MORRISON-KNUDSEN THE POORLY PREPARED

AFGHANS CARRIED FORWARD, LARGE SUMS AND ENERGY HAD BEEN

INVESTED IN THE AREA AND THERE WAS A "DETERMINATION TO SUCCEED"

BY BOTH THE AFGHANS AND THE U.S. UNNOTICED BY THE DEVELOPERS

WAS THE GRADUAL SHIFT IN THE SCOPE AND DIRECTION OF THE PROJECT

AND THE EMERGENCE OF NEW SOCIAL AND INSTITUTIONAL PROBLEMS,

1.

2,

INCREASED U, 8, INVOLVEMENT

FIRST ECONOMIC ANALYSIS HINTS AT A WATER DISTRIBUTION
FROBLEM

A SHIFT FROM STRICTLY TECHNICAL PROBLEMS TO SOCIAL
AND INSTITUTIONAL PROBLEMS

THE SHAMALAN STUDY

THE CENTRAL ARGHANDAB STUDY

SUMMARY
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1. INCREASED U. 8. INVOLVE@; NT:

Plated that the Construction of laterals, Secoundary and farm drains, and land
leveling, with the possible exception of some development of farms to be done
by landowners, could be done by the ACU, The ACU with its own financial
resources and with some gremt-in-aid funds advanced by ICA, carried work
forward to a limited extent. However, major problems affscted itg operations,
Not enough trained Afghans existed to supervise the extensive irrigation system

laid in place, equipment wag poorly maintained, and as equipment wore out it

activities, The RGA requested further assistance for the ACU, but ICA
declined to provide further funds until, fivst, an adequate study could te made
to determine a bettep strategy for project development, and second, the deval-
opment of an adequate O&M program,

In 1959, a new commitment for American involvement in the H-A Valley
was signed with the RGA, 1960, the U, 3, Bureaun of Reclamation was con-
tracted under 3 Participating Agenoy Service Agreement (PASA) to give HVA
assistance on critical problems of drainage and maintenance and on the design
and construction of irrigation systems, By the end of 1961 there were 13 BuRec
tecimicians in Afghanistan,

Y 1964 ACU was renamed Helmand-Arghandab Construction Unit (HACU)
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The BuRec immediately involved itself with improving maintenance
techniques. An example was the innovation in canal and lateral cleaning
introduced to the ACU by the BuRec - to drag a chain between two “'dozers",
driven on either side of a canal, dredging the ubiquitous flora which grows
rapidly and clogs the system, Y

While the ACU and BuRec persouncl tackled operations and maintenance
problems, HVA continued the settling of new villagers in Marja, the second
area on the terrace of the Boghra canal. The new settlers received from 4
to 6 hectares, 2 oxen per two families, agricultural implements, and 15
maund (Kandahar maund equals 4.4 kilos) of seed for the first year, all on
the ususl 20 year, no interest loan agreement, payments beginning after a
4 year period of grace. 2/ The new village plens placed the huts adjacent
to the fields, thus eliminating the distance to work - & problem of the Nad-
i-Ali, Each village was to have 30-40 families and 11 new rural schools
were planned to serve the whole Marja area,

Initially the new settlers at Marja gained excellent yiclds per hectare,
particularly when compared to Nad-i-Ali, but the yields progressively de-
creased as a result of misuse of the irrigation water, lack of adequate

drainage and other bad agricultueal practices.

1/ In the United States, chemicals are used to keep the canals free of
these impediments - an impossible procedure in Afghanistan, where
the water serves as drinking water for man and livestock, as well as
for irrigation.

2/ As at Nad-i-Ali, nothing to date has been paid back on these loans,
Louis Dupree, Draft, p 88-89
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Settlement was also attempted in the Shamalan arsa, By 1961, 30 new
families had been settled, but settlement problems were agravated by con-
frontatlbna with an already settled traditional agricultural community,
Sim;lar problems arose in the Darweshan area below the Shamalan. The
difficulties of moving new settlers into already settled areas was not antioi-
pated, L4

Not only was the BuRec involved in maintenance and operation assistance
to HVA, but it began to play an instrumental role in planning, As a prelimi-
nary to further project development, the BuRec recommended an economic
amalysis of the area. (After 16 years there was still very little farm data
pertaining to the Helmand Valley.) In 1963 HVA requested the BuRec's agri-~
cultural economist to develop an economic analysis of the Marja district for
the purpose of determining the optimum of size of an economic farm unit for
new settlers,

This Economic Analysis of the Marja Farm 2/ recommended that the
farm sizes given to new scttlers be increased to allow for agricultural surplus

creation. The land that was being distributed yiclded ouly subsistence living

Y/ These areas (Shamalan) had about 50% of the agricuitural land owned

by abasentce landlords. The local power elites regard the influx of new
independent land owners as a threat, and although they hope to benefit
from the additional water furnished by the dams, they resist the Govern-
ment's attempt to coliect land and water revemues." Louis Dupree,
Draft, p. 92

2/ L E. Stevens and K, Tarzi, Economic Analysis of Marja Farms,
Helmand Valley Regional Development Project, Bureau of Reclama-
tion, November 1964
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which would not keep settlers on new lands, i/ The study similarly suggested
that land of lower quality (MKA Classifications IV and V) should not be used
for regular crop farming. It suggested land classified as IV might be suit- )
able for pasture-livestock or a forgstry program; while land classified as V
should, for the most part, bc abandoned. The report was umique in providing
the first farmer cost-income profile in the H-A Valley, a methodology later
employed and expanded to estimate the cost-income profile of all the farmers
in the Helmand Valley region,

The second report by the same author, known as the Tarzi-Stevens
sy 2/ -

« « « Was undertaken to sepure badly needed information on crop

yields in the Helmand Valley . . . and factors affecting them;

also to compare production now and before the dams and irriga-

tion works were built, The data was obtained from interviews

with 495 families and village chiefs, and from observation of
farming practices throughout the Helmand Valley, 8/

L/ "Some cynics believe some in the Government do not want the farmers
in the Helmand Valley to develop into independent, commercial farmers,
in order to maintain tighter economic and political control of the region.
However, the articulated goals of the HAVA remain: to create a region
of independent, landowning commercial farmers." Louis Dupree,
Draft, p. 96-97

2/ I. M, Stevens/J. K. Tarzi, Ecoromics of Agg'cﬂmral Production in
Helmand Valley, Afghanistan, Bureau of Reclamation, Denver,
Colorado, 1965

2
~

Ibid., p ix
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2, __ANALYSIS HINTS AT A WATER DISTRIBUTION PROBLEM:

The study was rather extensive in its qualitative analysis of problems
encolmtered by farmers, but most observations were not substantiated by
any quantitative analysis.

The obvious and known factors cited for low yields were:

a) Capital, Farmers who had insufficient capital received considerably
lower yields than those with adequate capital supply.

b) Experience, Settlers without previous farming experieuce received
mbsta_ntially lower yields than settlers who had previous farming experience.
c) Domicile. Fairmers who were living on their land were receiving

substantially higher yields than farmers who were living in the villages.

Water or lack of water as 2 major constraint to increased production
was not mentioned, What was said about water supply seemed contradictory;
it was judged by farmers both as excessive and insufficient in the same
regions. In the Kandahar and Shamalan areas, some farmers said that they
had more water now, and were therefore more "happy and prosperous,
while othars in the Kandabar and Shamalan areas had less water now and
were therefore '"less happy and prosperous, " 1/ This was the first published
hint that a problem of water distribution existed. Although hinted at in the
qualitativ:: analysis, nowhere was the water distribution system menttoped

as a constraint to increased production.

"15/ Ibid., po 37‘38
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Those farmers whc indicated producticn had improved since the dams
were built cited, as the most important reason, that more water - was
available now, and, in some areas, that water was now also available late
in the senson, while those farmers whe said that their yields were lower
sircz tha Jams kad been built gawe various reasons depending on the area.

Just below Arghandab, farmers complained that silt which
haa form erly enriched their lands cduring the flood season each

year was now bdng trapped above the dam. In other sections,

fermers said the cotton that they were now required to grow,l/
weg taking fertility out of the soil. In some places the increased

wa’r sipoly wae accentuating the salt, water table, drainage,
ar3d weed prcklem. 3../

Ozher problems that were mentioned were the extremely difficult credit
situation and need for credit reform; the lack of managenﬂent know~how; and
lack cf educaticn and besic knowledge. "'All of these can be solved with
carel planning * and "hard work? 3/ What "careful plarming" and "hard work"
were necessary, was not elaborated.

As 8 major finding, the survéy purpcrtedly showed that larger farms
yielded greater production and therefore larger farms with increased

mecharizaticn should be encouraged.

1/ an RGA psaticnal program that required farmers tc devote 25% of
land under irrigati-n to cotton; abandoned in 1967.

2/ i M. Stevers/X. Tarzi, Economics of Agricultural Production in
Helmand Valley, Afghanistan, Bureau of Reclamation, Denver,
Colorade, 1985, p. x '

3/ 1bid., p. x
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The problems of low production can be overcome to some
extent by 1dreer acreages. Although the gross farm revenue in
Darweshan is lower then in any other district, the larre acreage
per farm makes the total gross revenue per farm higher then in

. ~any other district ~ $423. The opposits is t rue of Archandab
where gross farm revenue per acre is highest = $37, The smesll
acreags mekes the total gross revenue per tarm only a little
over half as much as that found in Darweshan, i

It is not quite clear what the statem ent proves; cbviously, other things
being equal, the larger the farm, the greater the groas revenue per farm.
The critical policy criterion, however, is the relationship between farm size
and return per hectare; this {s not provided by the study. Using the same
partial dats, 4 it car be argued that since the average gross return per jerib
in Darwesah is 348 afrhanis and in Arghandsab it 18 804 afghanis with the
former having larger farma, smaller farm s should be a policy goal.

The Tarzi~Stevens Study tried to explain the externalities of larpe forms-

Farms need to be of sufficient size and productfvity to
accomplish two goals - providing surpluses for urban develop-
ment and improving of living standards on the farm. Increasing
the size of the prosent subsistence farms and increasing theiy
productivity are neceasary to accomplish these goals.

Whereas, the objective of providing supluses for urban development is a
debatable peint, that farms should be increased in size to achieve this end is
not proved by the survey.

3. A SHIFT FROM STRICTLY TECHNICAL PR OBLEMS TO SOCIAL AND
INSTITUTIONAL PROBLEMS:

In the early 50's project m ovement was continually constrained by the

YV pid., p. x-xi

2/ mid., refer to Tekle 1, p. 6, and Table X, p. 40
4,



need to solve salinity in Nad-i-Ali and Marja which was absorbing a great
pertion of development funds and emergy. The digging of drains in the Marja
area had been hampered by contractdérs failing to fulfill their contracts.
According to government regulations, small construction jobs had to be
put out for bids to privete contractors. The HAVA 1/ had been following
this procedars : and had let contracts for several drains. But as the contractors
overshot their estimates.' they stopped work and reneged on their contracts.
The HAVA engtneers knew at the time the contracts were signed that the
work could not be done for the price bid by the contractors, but still allowed
the contract to be negotiated. The HAVA Technical Departm ent would have
liked to hire laborers and do the job themselves, but were prohibited by'
government regulations from doing this. As a result, the work on the Marja
project was progressiig at a snuil's pace, with slim prospects of ameliorating
the sftuation,” 2/

To drop the Nad-i-Ali and Marja project was from a policy point of view

impossible; both the Afghans and USAID wers "determined to succeed" -

¢ G chem - @ cummem - - Ce mmate. octutem

1/ Under anew charter with RGA, 1965, the Helmand Valley Authority

(H VA) was extended to cover the Kandahar area, becoming the Helmand~
Arghandab Vallgy Authority (HAVA)

2/ Ahmad Zia Morshidi/Richard ¥, Sawnders, Development Profect
Evaluation Report Helm and -Arghandab Valley Authority, Ministry
of Planning, November 19'67
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large sums had a’.vady been invested, and settlers had been breught from
various parts of Afghanistan (unstated reasons to sink more money into
drainage) - even though economic justifipation for further expenditures was
doubtful, 1/ Further out-migration, particularly from Nad-i-Al where
large numbers had settled, would have been an embarrassment for both
RGA and USAID.
The excessive involvement with the technical problems of the Nad-i{-All
and Marja areas (which did not comprise more than 12,5 percent of the
total crop land) caused a myopia to other development problems in the region,
A critic 2/ in 1961 found that although drainage was a major problem in the
H-A Valley, it was by no meaas the only problem, nor even the principal
problem. He regarded retarded agriculture and lack of proper operation
and maintenance of the irrigation system to be primary problems in the area.
Umnoticed by the developers was the gradual shift in the scope and

direction of the project and the emergence of new social and institutional

problems.

Yy Twice, in the Tudor Report (1955) and again in the Tarzi-Stevens
Report (1564), it was recommended that Nad-i-All be made into a
pasture land, (Our study confirmed that the Nad-i-Ali lands ard
conditions are so poor that people cannot hope to make a living
from cropping this land. In licu of large expenditures for drainage
and development of Nad-i-Ali, it should be used for a pasture-
livestock program, - Tudor Report, p xi) Although econgmically
a sound proposition, the political and social realities of relocating’
the new settlers made the proposal unworkable.

2/ C. R, Majerhofer, Drainage and Related Problems of Irrigation in
the Helmand Valley, Bureau of Reclamation, Denver, Colorado,
April 1961, as quoted by Shamalan Unit, Feasibility Report, Helmand-
Arghandab Valley Development Project, Bureau of Reclamstion, :
September 1968, p 19




When the project was first begun, there was a strong desire in the RGA
to develop the publicly owned desert lands to provide opportunities for
settling nomads and landless farmers. The project had provided water
to lands in private ownership and klready under irrigation, but that was
incidental. The emphasis on development of public lands was clearly
expressed_!n the "Rules of Procedure" adopted for HVA. The purposes
of the organization were stated to be:
Maintz2ining and operating the properties now owned by

the Government of Afghanistan in and near the Helmand

River drainage basin in the interest of national weifare and

for the conservation and development and use of the nation's

land angd water resources, and for land reclamation and

settlement and agricultural development . . . 1/
By the mid-1960's, the situation had completely changed. Apart from a
few minor areas of public 1ands, most of the 1and that could be success-
fully developed was in private ownership. New policies had to be establ-
ished for this new situation. Planning development on privately held land
would entail finding solutions to the problems of existing land titles and
water rights and the related problems of payment for water supplied.

W ith the changing nature of ithe project, and an increased involvement
with im proving water supplies to aiready settled 1andlords using tradi-

tional irrigation practice s and structures, new legzl and social problems

arose. Whereas, the technical problem s of irrigating flood plains are

L/ TudopReport, p. 59



less complex than irrigating terrace lands, the social and legal impli-

~ cation of providing private landlords with an assured and greater supply
of water demanded extensive study. (These social and legal problems
which were becoming apparent in the 60's, were by the early 70's still
a delicate subject in the underbelly of the H-A develcpment, as will be
explained in later sections)

With time, the bureaucracy grew with the general administrative
machinery becoming morse cumbersome, and less able to handle the ex~
panding project. O. Nervik and V. Noory Y sum maxrized the situation
succinctly. In the early astages of the Holmand V alley project, they ob-
served, the emphasis was on construction activities. Later, as serious
salinity conditions developed in Nad-i-Ali and Marja, major effort was
devoted to solving these. Under these conditions it is understandable

that little tim ¢ was left either for considering the removal of other con-

straints, nor the changing nature of the prcject and problems. For HAVA,

which had begun as an agency to expedite the settlement program, had

become by the mid-1960's an agency that coordinated utilities, education,

agricultural research and extension, housing, health and industrial enter-

2/

prizes, <~

V. A, Noory and O. Nervik, Renort on Fi eld Trip to Helmand Valley,

Robert R, Mathan Associates/Afghanistan.

=~  Under a new charter, 1964, between HAVA/RGA, HAVA was given
responsibility fox industrial development. )
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As the respcrsibilities of the HAVA grew, the administrative prcblems
were further aggravated by the involvement of three major decision making

bodies in the project, the foreign sponsor represented by USAID, the .

RGA },/ and the regional Afghan development authority, the HAVA. The
lines of communication and authority between the three often became

blurred, and the project goals nev.r quite became definite, with the result

that-

+ e+ +s ... number of programs and projects in the HAVA
program still do not adequately reflect well defined objectives
and goals. There is no agreed cverall plan defining exactly
the concrete results it is intended to gain, and how they are
to be gotten. Needs m ay not be foreseen in sufficient time
to plan and organize required programs effectively. Further-
more, administrators and technicians come and go, sach
new arrival, whether Afghan or American, having his own
views as to what should be done. Lacking clear overall 2/
guidelines, past programs have suffered from lack of continuity.

.]./ Here assumed to be not onl; e Czntral Government's policy planners,
but various m inistries: e,g., Ministry of the Interior and Ministry of
Planning .

2/ Raymend T. Moyer, Basic Assumption, Objectives, Immediate Goals
and Required Action for an Agricultural Development P rogram in the
Helmand-Arghandeb Valiey, A Draft Proposal for Review and Comment,
January 6, 1968, p. 2-3. The lack of coordinaticn between the RGA
and HAVA may have been aggravaied by some high gover nment officials
who believed that the project was 2 faflure and that development funds
would be better used if funceled to other areas, particularly the more
heavily populated, more fertile Turkestani Plain in northern Afghanistan.
But" whether this w as the reason, or because the administrative pro-
cedure imposed by the RGA on all agencies was at fault, is beyond the
purview of this paper. (For more detail on general administrative
problems encountered in agricultural development see R. Hughes,
ot al , Agricultural Sector Study, Asian Development Bank/Afghanistan,
July 1971




Throughout the 1960's soin e ohservers became move vociferous in
their warning that the project should not expand the area of land develop~-

ment, Lut rathe> should concentrate on area intensive improvements, In

1962 Renz end Holraezen 1/ recommended concentration on the area under
water commend gnd avoidance of extending irrigation to new areas.
R. H. Allen 2/1n 1963 similarly suggested a concentration of effort.

It should not be assumed that cage the water diutribu-

tion and drainage systems me installed and the land leveled

a highly productive agriculture will deveiop without farther

effort on the part of HVA, Many other elements are essenﬁal

for zuch en jn‘snsive agricultural economy to develop. ;/

By 1065, critice caw iittle change or improvement in the H-A Vallay
approach. "About half c* the area is still not adequately served becauss
of lack of laterals and farm ditches and lack of control of turn-cuts from
the laterals. Only a few thousand jeribs are fully developed. " 4/

As the controversy raged over the efficacy of extending the area to be
introduc2d to merdern irrigation structures versus concontrating and ro--
solving ‘ha prehlems of areas already developed, capital intensive develop-
ment woit vas continping in the Tavnak (in the Kandshar area) without any
econom 2 stidv or justification. Not only was some of the land of doubtful

quality lnt two factors further corulicated the m atter.

R XY —

3./ J. S Beaz/F N Holmgreen, Tae Helmand Valley - An Overall Reviaw,
2/

UBAID/Afghenistan, Noverher 362

R. H. Allen, Helmand Valley Development, Report R, Nathan Associates/
Afghanistan, November 1963

§/ Ibid., p. 4

4y /Vakil A. Noory and Ottar Nervik, Report on Field Trip to Helmand Valley,
Robert R. Nathan Associatés/Afghanistan, January 1964.




1) In the Arghandab Hivei' basin the flow of the water in some years
is not sufficient for irrigation of all the projected tand development in
North. Arghandab, central Arghandab and Tarnak areas. Detailed kanowledge
was nocessary to pick the areas that showed the most potential since 2all
couldn't be developed, By 1965 it had not beenproven that Tarnak was
the most promiding eandidate; wather, evidence hinted the opposite,

2) The afovision of water to "now" water users in @arnak, given 2
limded supply for "old" water users, would obviously result ia conflies.
Projeq plammers had not éonsidered this eventuality.

Similarly, land betterment work in Darweshan was in progresson 2
pilot basia, That Darweshan is downstream of Shamalan, Ssgic would have
dictated (given location closer tc L.ashkar Gah) that the latter should be
developed first (other factors being equal),

4. THE SHAMALAN:

It was this "helter-skelter" irrigation development approach of the
HACU in the early 60*s that prompted the BuRee tc add a feasibility plamning
teara in 1964, and to select an area for immediate study and subsequent
development, Selection was tc be made on the principle that areas with
potential for producing the greatest economic returns in the shortest pericd
of time should be given first pricrity. After careful consideration of such
salient factors as scils, remaining engingering and land deveiopment work,
qualification of fa¥rm populaticn, and economic returns that might be anti-

cipated after land development, the Shamalan area was selectod as the
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first unit of the H-A Valley project for the BuRec's feasibility studies.
Shortly aftexr the Shamalan area was selected, a demand arose fcr
completed stucdies on a portion as soon as pdshibie » 80 land could be avail-
able for developemnt. by HACU when a propcsed equipment 1oan became
available. This loan was anticipated at an early daﬁe; and g0 the western
portion of the Shamalan area was the one selected for coticentrated effort.
Even before the draft report 1/ was completed and with cnly aerial photo-
graphs for a mapping available, work was started on the West Shamalan,
It was not until September 1968, with the final publication: Shamalan
Repert, -2-/ that the overall plan for development of the Shamalan area finally
became clear. It was proposed that a completely m odern water distribution
system be constructed in the w..cea, to provide ample water at peak demands
to all portions of the project. This was to include not only lands classified
as irrigable (MKA Classification I-IV), but also lands classified as '"6W"
which are eliminated from the irrigable land class, but which have a history
of irrigation and probably had prior water righta. The work entailed changes
in the distribution and drainage systems as well as 2 major land preparation

program, and constituted a substantial extension of the capital intensive

Y Draft Feasibility Report, West Shamalan Division, Shamalan Unit,
Bureau of Reclamaticn/Afghanistan, December 1966. Later to be
updated by Shamalan Unit: Feasibility Repcrt, Helmand -Axghandab
Valley Development Project, September 1968

2/Sham alan Unit: Feasbility Report, Helmand-Arghandsb Valley
Development Prcject, Burezu of Reclamaticn, September 1968, p. 10
Prior tc the completicn of the report, HACU _. not only begun work
in the West Shamzalan but had done some land development work at
Zarest (the lower end of the Shamalan area). Scme of the work has
been ineffective as the areas have since proven to be unsuited for
irrigated agriculture.
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approach. Engineers in the BuRec claimed that the fallings of previous
irrigation construction in the H-A Valley were that they were only
partially complete. The Shamalan project proposed to give a complete
packege of 2 modern irrigation system.

The new distribution system would include an additional supply of
water tothe:area from the Boghra canal via the use of Nad-i-Ali wastewzy
and through the rehabilitation of the Shamalan canal: comstruction of 2
new lateral diverting from the Shamalan canal to supply the '‘water short"

West Shamalan; and the redesign and realignment of the remaining jui- p74
lateral and sublateral systems presently supplying water to the major land

segments of the Shamalan area.

The drainage system would also have to be .improved . Main outlet
drains and subsequent lateral and field drains would be added to the present
main drainage system to lower the high: water tables in localized areas,
and to ipusre proper future érainage of the prcject area when adequate
irrigation water is supplied.

The major innovation would be in the land preparation scheme. The
existing jui system would be completely eliminated, land cleared, leveled
and organized and redistributed in large, uniform, smooth land plots. The
water distribution system that existed in Shamalan, as in most of Afghanistan,

consists of a convoluted netwerk of ‘juis which cut the lands into small

Y/ Ditch or minor irrigation system
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i.rregular shaped tracts.

With project development accom panied by the adoption
of mechanical farming and modern irrigation m ethods,
establishment of a suitable irrigation system is necessary.
This will require broad -scale leveling and grading to obtain
fields of proper size, shape and gradient necessary to achieve
a high degree of irrigation efficiency. The existing jui system -
would be removed by leveling and replaced with a modern,
controlled distribution system.

The sequence of land preparation measures would be:
clearing trees from the jui banks, 1/ leveling the juil system, and
overall loveling or grading of the farm units to coincide with

the construction of ghg new project irrigation system. Lands
would be deep plowed or ripped as required. 2./

Also involved with the development program is the would~be de-
velopment in Shamalan of a new source of potable domestic water supply, 8/
the construction of access roads to provide better transportation to maxzket,
and the provision of assured flood and evosion control in locallzed arezss.

The decision to concentrate land development work in one area,
coupled with a detailed time schedule and work program, went part way
in satisfying critics' dem and for an organized area specific plan. But for

all their elaborate planning and economic feasibility study, the BuRec did not:

1/

= TFaced with strong farmer resistance, BuRec planners now content that
the trees can remain.

%/ Shamalan Unit: Feasibility Heport, p. 127-128, The total cost of land
leveling was est imated as being relatively low since a geod proportion
of the land leveling had already been accomplished by hidividuzl farmers
t achievez relatively high.degres of cffictency of water use, using

3/ OXen power,

~’ The potable water system would be accomplished by sinking wells.
This new drinking water system would nct caly cut the incidence of
dysentery and other disease, but would be a contributing factor to

increase O & M efficiency, because flora that line the canal walls
could then be killed by chemicals. What has not been considered by
the BuRec is the Afghan preference for running water over well water
(origins stem from the Koran)




(i) prove that the method employed was the most efficient means
bf mcr;asing aéric;lmral éuplus. |

(i) consider adequately the social implication of such a total
alteration of the farmers; physi “al environment.

The Shamalan Study lists the constraints to increased production:

a) non-availability of farm credit,

b) continued use of oxen

c) a feudal farm sha . :crcpper system,

d) fragmented holdings which conform tc oxen-sharecropper,
labor intensive farming,

e) rudimentary development of urban market and marketing
surplus, which results in low prices for farm products and high prices
for farm inputs,

f) low levels of education, sanitaticn and health,

g) a shortage of practical extension, demonstration training
personnel ﬂnﬂ-pmgrams.

The reascns why these conditions persist, according to the BuRec,
are because of "traditional attitude of the farmers, iack of incentives,
gnd a scanty understanding of scientific principles of farming." To change
these attitudes a " revolution in menial concepts' is needed. But just how
this revolution was going to happen was not elabcrated. The Shamalan
project, as cutlined in the repcrt, would eliminate constraints (b), (d),
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and partially (f) as a result »f large consrlidated farms, increassd
mechanization, feeder rnads and potable water system.
Analysis:

Tie Shamalan Repnrt, exhaustive as it 1s in technical details, is

sparse in its analysis »f the sncial implicatinns ~f such a drastic and
abrupt alteratirn of the farmers' envirnnment. As early as 1967 a lack
of concern for social problems was noticed.

There remain a number of unresolved questions nf a
policy nature that will need to be dealt with befare the
project (Shamalan) can be implemented successfuily.
Yet to be worked out is the problem of hhw t» handle the
people of the Shamalan area who will have t» be mved
ofif their land while the land betterment work is being
done; bow tn» redistribute the land to the penple after
the job is completed, and whether or nnt tn charge land-
~wners fhr the improvements, Alsn, there will be the
problem of praviding farmers with the necessary pro=
ductinn inputs including shnrt-and medium~term credit
if the benéfits assumed in the Shamalan feasibility repnxt
are tn be attatned, 1

5. THE CENTRAL ARGHANDAB:

Once the BuRec has onmpleted iis analysis of the Skamalan ares,
attenti~n turned immediately to remnving the phyeical constrai.nt_s th
improved agricultural penductien in the Kandahar area (the area irrigated
by the Arghandab River). As early ac 1965, prnblems in the Kandahar

area were being reported.

In snme of the very rica archard lamds near Kandahav,
Nnrth and Central Arglandab, serinus wateringging pr~blems

> >

Yy Ahmad Zia M~rrshidi/Richard F. Saunders, Dgvelnpment Prnject
Evaluatinn Report ~ Helmand-Arghandab Valley Authyrity,
N~vember 1967, p. 4
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have arisen along the canals from the Arghandab River

below the Arghandab diversion dam. On those canals,
intakes and canal banks have to be improved and water
conircl should be installed. Unless steps are taken soon
tn remedy this situation, valuable orchard land may go
Gut of production.

With the completion of the Arghandab Dam and the South Canal 2/
the wator supply to the Kandahar area was altered; whereas irrigation

water was once seasonal, it was noiw m ade available alm ost continnally.
This in. turn made good on-farm irrigation and agricultural practices more ™"
critical, and increased the amount of maintenance time required to keep
the juis in fair operating condition. In some instances, irrigation practices
did not change 80 as to use the increased water supply efficiently, and
maintenance was neglected at times to the point of hindering the water
supply. Gradually these coﬁditions coupled with inadequate drainage began
to raise the water table and have a net negative effect on area production.

In 1967 feasibility investigations were initiated by tlie BuRec on the

Central Arghandab Unit, which were completed by 1970. The final report,

The Certral Arghandsb Valley Unit S/ underlines the unfavorable conditions

1/ Ottar Nervik, Irrigation Development, Report R. Nathan Associates/
Aighanistan, August 1965, p. 27

2/ It will be recalled that the HACU between 1961-1965 constructed
ajjproximately 50 kilometers of laterals and 53 kilometers of drains,
and ieveled 800 hactares of 1and in the Tarnak area. But aside from
the construction of the reservc’r, the South and Tarnak canals and
the m inor land develonmont in Tarnak, little else in the way of develop-
ment took place in the “.rghandab River Valley.

3/ Central Arghandab Valley Unit, Bureau of Reclamation, U.S.
Department of ihe Interior, Afghanistan, December 1970.




that had resulted from an increased availability of irrigation water super-

imposed upon an inadequate and inequitable water control and distribution

gsystem, ineffic;ent irrigation practices end inadequata drainage.

At the present time, considarable portions of the
Central Arghandab area are badly in need of drainage
relief. Dating as far back as 1953, when some of the
initial investigations were in progress, a few isolated
areas were delineated as being marshy. Since comple~
tion of the Arghandab Dam in 1852, and the Suth Canal
in 1955, these areae have bacome increasingly larger
due to the increase in the dive rtible irrigation water
supply. Interviews with various landowners in the area
during the 19687-1969 period indicated that the visible
effects of waterlogged land had accelerated over the
past 5 years. During a 1964 interview, representatives
of the Zakir village (situated in the southeastern part of
the area) indicated that they had not particular damaging
water table problems. Howaver, a subsequent interview
in October 1987 revealed the existence of numserous
damaging water table problems both with respect to
agricultural land as well as deteriorating effects on the
buildings and homes in the village area itself. Today
many other areas are similary affected by high ground-
water levels. Numerous vineyards were destroyed; dead
vines were removed and trenches filled in, in an attempt
to grow grains when the production of grapes failed due
to high water levels and increasing salinity and alkalinity.l/

This deterioration of thousands of hectares of land productivity has resulted

in a 1970 eropland utilization only slightly in excess of the level that was

prevalent prior to the completion of the Arghandab Reservoir and the South

Canal.

The development plan for the Central Arghandab proposes to impreve

- e - emme. . e c— . — - e = A D wame -

1/

- mid‘c ’ po 138-139
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and modernize the water distribution system, provide adequate drainage
and develop a roed netwerk. The proposed plan provides for construc~
ticn of main canals and principal laterals. The plan alsc proposes to
combine several small laterals into a larger lateral to serve the area
more efficiently.
The propesed plan provides for main capals and

princinal laterals, but leaves the smaller laterals and

farm distribution system ag they exist, with such altera-

tions as are neesssary to join the old system with the new.

The existing distribution system s in the vineyards and

orchards are not to be changed, as escessive costc and

administrative problems would be im'r'plved and the bene-
fits to be gained would be very minor: 1

Similarly a river diversion is planned to replace the existing 5 major
aud 2 minor diversions in the Panjweai area of the Central 2rghandab.
To sclve the problem of a rising water table, the BuRec proposed 33
kilometers of drains to complste the drainage system work already begun
by the HACU in the 1232's. Finally, a rcad network wac proposed to link
the preject with the existing system of roads.

Most of the above activities, the BuRec concedes, are needsd mevely
to restore agriculturzl producticn to what was attained during the first
5 years after completicn of the Arghandab Reservoir and Scuth Canal,
Whereas the study arrives at a pesitive benefit/cost, it merely mentions
certain constraints that hove to be overcome if the project is to achieve
its proﬁssed increase in net regional production vlauc. Critienl to the

project's success in increasing production is the modenﬁization and

/4., p. 162
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improvement of the water distribution system. The study admits that this
is essential to realize the proposed benefits but assumes that the small
farmers will incur the extra costs of reorganizing and combinn;g their
small laterals. By what method they propose to induce farmers to make
this added on-farms investment is not explained. Similarly there is little
explanation of the method by which water rights are to be resolved once
the new canals and laterals are completed.

Given that little is known about the present water distribution rights
and methods along juis that have been in operation for hundreds of years, Yy
there is no reason to assume that the increased supply of water will be
used voluntarily by farmers to effect an inorease in uet area production.

An example will suffice to prove this point. If we assume that the distribu-
tion along a jui is by turn, with each farm being served in order of location
along the jul <o that when the water reaches a farmer he takes all that he
wants for a specified unit of time before the next farmer is served, then all
the added water supply may be absorbed by each farmer in turn, with no extra
water to expand cropland, and possibly the man at the end of the lateral who
complained about water prior to project construction will still face the same
constraint after project completion.

The Central Arghandab report excludes consideration of the externalities

%4 Many of the juis in the North Arghandab were built in 1777 as part of
a public works program during the reign of Ahmad Shah.
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of increasing water supply to one area upon the two nther areas (North
Arghandab and Tarnak) served by the same reservnir, There remain t» date
trn many unknnwns: the size of the reservair in relatinn tn maximum crop-~
land pntentially irrigable; the mle »f sedimentation and the resulting decreasing
storage capacity of the reservair; 1/ and the present water heeds as by canal
and lateral to echieve meximum efficiency, That the Arghandab Dam dried up
in 1971 was unexpected, crufirming the opininns of those whh have claimed that
the dam i8 tro small, 2/ The dam's drying up gave the Bullec a chance t»
nbserve the rate nf sedimentation, which wag nbserved t~» be . 8 percent per
year with 15 percent capacity lnst by 1971,

Prinr t» this -

Sedimentatinn samples ~f reservoir inflows were taken in 1950

indicating an annual siltatirn rate of approximately 0,36 percent,

A survey for the measurement ~f silfatior in Arghandab Reservair

was crnducted in 1962, The results ~f this survey, which were

inconclusive, indicated that the sthrage had been reduced ~n the

arder of 7 percent as the result »f siltatinn, ar at a rate »f
apprnximately 0.7 percent annually, 3/

1/ A new phep~men~n recently dieclnsed is the pumping ~f water fram the
reservair tn irrigate lands sbave the praject area, What impact this will
have on the area's p~tential cr~pland bel~w the reserv-~ir is still unkn~wn.

2/ It was never envisinned that the reservair wnuld dry up. A feasibility study
by R. W, Beck (Electrical P~wer Survey Rep~rt Helmand-Arghandab
Valley, Afchanistan, R. W. Beck & Assnciates, Afghanistan, 1964)
cnncluded that the e~nstructi~n ~f a prapnsed electrificatinn facility at
Arghandab w~uld be infeasible, even th~ugh the dam's c~nstructin
specificati~n had included an eventual hydraclectric facility.

3/ Wid., VAL 2, Part 3, p. 1-a, a8 qu-ted by Central Arghandsb Valley
Unit, p. 54
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It is still speculation a5 to the direct impact o’ secimentation on the li‘e
of the reservoir anc the relationchip betwzen decreasing meservoir.
capacity and net irrigable hectarages. To date there is still no accurate
estimate of water needs, given the inefficient water utilization within

the Kandahar region, and so the decreasing reservoir capacity may or
may not have a negative effect upon either the continued ability to irrigate
the lands presently cultivated and/or the ability to irrigate the projected
fncrease in hectarage.

Senaitive to the need to estimatw. the future life of the reservoirs,
the U.8. Geological Survey in 1967 tradea reconnaissance survey of the
Kajakal reservoir to observe the extent of silting and determine the optimum
method to be used for later detailed sediment studies which would be con-
ducted at each reservoir. The study's 1/ resul ts show that the "decrease
in capacity at spillway elevation for the period 1953-1968 due to sediment
deposition was 7.8 percent or 117, 700 acre feet. "8/ But as with the
~arghandab Dam, the total impact of this decrease in capacity is just not
known,

Summory:
The Central Arghandab report can be criticized on the sam e grounds

- as the Shamalan Ur‘t report and oiicer reports issued since the begiming

Y/Don Perking/J. K. Culberison, Hydrographic and Sedimentation
Survey of Kajakai Reservoir, Kabul 1968

2 /ibid., p. 1
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of the project. The social and institutional constraints to effective
project implementation are casually argued away.
It appeers that the best approach to the solution of the
water right problem is to establish water rights for the
land in the entire area, 8o that it may be resolved prior to,

or in conjunction with, the implementation of the proposals
included in this report. 1/

"E.g., what exactly are the implications of non~establishment of water rights
on the project's inftiation is not discussed. Crisis pericds can be expected
to result directly from lack of consideation of the social and poli tical
. constraints.
Aside from the major work in the Marja and Nad-i-Al area, and some
work in the Tamak and Darweshan, it wasn't untfl the Shamalan project
began that the major land develop ment program became revitalized.
‘When compared with the 1950's, the 1960's witnessed relatively lower ex-

penditures on land improvements and a greater proportion of expenditure

on urban development,

1/ Central Arghendab Valley Unit, p. 8
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.  AJRICULTURE

Prior to the development of the HA V4 irrization in‘ragtructure akout
two decades ago, arriculture b? the arez was ol a sutsistence leve!, It
was characterize d hy low yields and icle 'and, Even after the dan.ns and
canal®: were completed there lacked ‘or years o core of trained Afzhans,
incentive, and production inputs to gset agriculture movinz. There was
also a widespread absence of farmer knowlecce of Low to increage farm
procduction, The situation started chenging - slowly at first ~ approximately
a cera’e a~o. The chanze durin~ the past ecade can he pariially attriiated
to AID and it3 predecessor acencies. C primary importance was the traininz
o Azhan a~ricullurisis in the U,.S. ¢uring the late 59's and early #0's.

#hile traininz continues, this early program led to a core of trained Afghans
in wxtensicn and research.

Wheat growing is the num™er one crop in the HAVA area. Ir the summer
of 1272 abeut 47, 000 hectares, nearly one balf of the total wheat acreace of
the entire are 2 (including the areas that have not “ear under exte:nsion sur-
veillance), 2re of the hich yielding varieties. Some 14, 300 meiric tons of
fertilizer were distributecd for this crop. The wheat acreages in several
project areas will ranze from 85% to 5% improved 'This is a sionificant
conversicn tz the srowing of improved wheat when one considers that the
first farmer cemonstration plots were started in the {all ot 1957,

The new technology of using improved seed and chemical fertilizer is
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spreacins to corn and cotton but at = slower rate. Some prosressive farmers
are applyins ‘ertilizer to fiuit and veyete:le ~rops.

With the advent of 2 year - roun< water supply , fruit tree anc vine
hectarage, particularly in the ¥ andahar area, increased an? the new prastice,
for the HAVZ area, of Jouhle croppiny was ushered ip.

Fermer incomes have increased, cultivable land is in great demand,
ard HAVA farmers are in 2 mood for change. A few hizhlizhts drawn from

3

the 127C Farm Ecoromic Survey ~ show trends:

RGN . - -

Over 30% of the wheat crowers of the area usec improve:
seed and fertilizer.

- In 3 years in the Helmand area, over 22% to 33% o~ the
‘arms used some improvec seed corn in 185¢/70.

- WVhereas 3 years ayo fertilizer and improved seec¢ were
urknowr and unaccepted technicues, initially most
farmers todasy know and accept their use -~ subject to

their availability,

.
]

- Use of tractors and tractor related implements has ; - .
growr from 1 trasctors in 1854/85 to over 330 in
1e7Y/7°,

- Doukle croppin~ expanded two to three times in the

perioc 1£34/7C (althouch it still amounts to only ahout

13, 500 hectares in 1871/79).

1/ G. P. Owens, Farm Economic Survey




- In 1969/70, the average farm in 10 of 14 project
areas was found to have sales exceeding 20% of the value
of production, (For 6 project areas, sales exceeded
25% of the value of production, and in 2 fruit growing
areas in Kandahar, sales exceeded 50% of the produc-
tion value.)

2. Agricultural Staff

Extension: The extension staff is well {rained in extension methods
used to date in the Valley. Most of the staff have served in the Helmand
area from 10 to 15 years., They know the area and are respected by the
farmers but their effectiveness is affected by numbers. The extension
organization is rounded cff at about 290 positions. Of this number, about
90 are ''civil service'' and the rest work on a yearly contract basis, The
latter group consists largely of laborers for nurseries and forest areas,
for guards, drivers and warehousemen.

The bard core staff mumbers about 75. Of this group 53 are in the
field, responsible for extending information and teaching farmers.
Currently there are 2 extension administrators and 4 subject matter spec-
ialists (in training) at the head office,

The extension organization stabilized at its present strength at least

5 years ago. Restricted budget allocations have prevented inoreasing the

field staff during the past 2 years as planned,
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The extonsicn staf? is compsien® in ozicnsion mattors relziad to
the Intensiva Cerarl Grein proerom. Howsver, the present stafl naasds
inservice troinine in the new technolcgies assc cieted with crop dversifi-
catiom,.

b. Rasearch 2n? sead innrecse

The HAVE research prosrem hig concsntrated on the improved
whent tmé ccrn provrams during the past 7 gacrs. Durin~ this samo peried,
gomo testing wos 2ome cn cotton, subr, jute, cnd bemef, mune berns, pecmuts,
scybecnn, suztr beets and sunflewers.

Yor sever:l yenrs prior to 1223, rother extenaive veriety tosts
were ccnductesd oo ¢ wide range of vezetobles sud witermelens, Limited
sead increzse o7 selacted items and some tromsfor of seed to fermars resulted

‘rcm this t-sting efort and basg coatinue” to the present time. The effort
showad the B/ V4 sres to be ideelly suited for the growine of 2 wids range
cf vegatobles, hcth for frod rnd seed crops.

The Zase~rsh Divisicn is headcd by ~ Dirarcr General, currently
having ths adiilicne) respcnoibility of “Acting Berl ¢f the HAVZ. Copertment
of Agficulhxra ond Pural Davelcpmamt, The Ii rector Genernl slsc hag ths
responsibtlity &r th: Seed Inrrecse ond Farm Shop Secticns of BAVE aori-
culturzl ~ctivily.

£ rsoent survsy o the sto'dne pattern folling wnder the Director

Ganernl ghowed obout 82 Yeivil sarvise! positicas snd cver 300 yeorly

"
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eontract jobs., The latter are primarily employesd 23 laborers on several
large seed increass farms, the Bolan Research Staticn and 8 substations.

The' Research Division has 8 good corps of research agsistants,
station managers, farm foremen, lahorers who are skilled in their respective
johs. The Dirsctor Gemoral i8 the only member ¢f the research staff,
however, who hed degree training in research methodology. Advisory
assistance would ke essential in order to pursue new directions in research
activity. The research and seed increase physical plants and farms are
ecnsidered good, the farm s being particularly well located with excellent
provision for irrigation water.

¢, Crop diversification

National demands {or an intensive wheat program starting severat
years ago precluded expanded research and extension activity towazd fruit
anc vegetatle production, although procressive farmers have started on their
own to diversify into fruit and wgetable crops. Thay have sought advice
and it is apparent that many farmers ars re ady to'apply improved pratices,
as they have done in the cereal grains (and cotton in a limited way) to an array
o? othef cTrops.

HAVA, assisted by American advigsers, has taken limied steps

during the past year that will lead into programs emphasizing diversification

and hizh value crops. The trellising of grape vines and the pruning and sprayinz

of fruit trees has been initiated on 2 small scale demonstration basis.



d. _4Anima! hughandry

The HAVA Livestock Department was orranized over 1 vears ago
to prémote the improvement of cattle ané sheep in the ares. Little has heen
done with sheep. A good Brown Swiss dairy herd has heen meintained at
about tho S0 milkins cow level, built up from the orizinal import of U.S.
caitle from Heifers Project Incorporated.

Netursl hreedine prozrams in the villages, crossing Brown Swiss
aulls 7ith local cowé, has proven the popularity of the "erosshred" animals,
both for milk an?d for farm bullock purposes. During the past 2 years an
active artificiel insemination program has gotten underway with Peace Corps
Vohmteer aesistance,

US2ID assistance during the past 4 years has been limited to
advisory essistance in developing the lan? of the (82 hectare HAVA -
dairy farm near Lashker G h, limited oommodity procurement and several
porticipant erants,

c. . _Arricultural credit

_The Helmsnd Arghandeb Acricultural Finance Agency (2 FA) was
chartzred in Auerust 1270 as a fully owned subsidiary of the Aoricultural
Bank of £frhanistan. Its purpose is to develop an ingtitation and to support
agriculturel development in the private farm sector.

4F4 is still 2 fledeling orzanization and closed its first loan just

18 months azo. During its first year of operation, 1 tractor and implement
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loans, 8 water pump, 350 corn fertilizer and 720 seed wheat loans were
closed. Racently 20 additional t ractor-imp lement- loans were cl osed.

AFA and Extension worked closely durine the past year organizing
local "farm er a2ssociations! as a means ¢ providing collective security for
sma!l production l,oana. By this means nearly 12, 000 farmers were enrolled
last fall in 278 associations for wheat fertilizer loans.

f. Prohlems

The HAVA agriculturel program is presently in serious troutle
for lack of transportation. The four-wheel vehicles (mostly pickups) and
motorcycles that have served Extension and Rasearch during the past 3 to
4 years ave, for 2ll practical purposes, worn out. Some vehicles are down
because of ‘hadequate maintenance and insufficient spare parts. The overall
problem 'is aggravated because of the fact that replacement vehicles have

not been provided.

Turine the past 3 or 7 years mes: cf the vehiclzas have been
supblied by USAIDC. The last new units provided, however, consisted of
four-pickups secured during FY 88. HAVA has providad the recuired
trucks and motorcycles and Juring the past 2 years has procured four small

USSR vehicles.
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2. WATER RESOURCES, ENGINEERING AND OTHER TECHNICAL

CAPLBILITIES

General:

Both HAVA and HACU have American university -~ecuczted personnel
in the top management positions. These are capable men well qualified in
their respective fields. The majority of the hicher ¢rade technicians and
engineers are Eabul University or Afghanistan Technicel Institute graduates,
some of whom have had training in the U.S. or third countries. At present
they ere working on designs, surveying, 2nd inspection for the Shamzlan
prcject, Babajee drainage, Darweshan and Lui Manda dikes, and the Chak-
hansur project. The technicel com petency of this group has been consistently
im proved through cut ~of-country anc¢ on -the=job=training. However, addi-
tional training and trainable personnel are required if the needed institutional
capacity is to be obtained.

Attention nas begun tc focus on wzater use efficiency and some progress
hzs been achieved. The problems of water use efficiency, ar the farmers
understand them, relate to inequitable distribution, too much water, not
enough water, night irrigation, basins too small for tractor farming, fields
needing leveling, and on~-farm drainage, While a successful start has been
mace in a pilot area, overail improvemsnt in the numerous projects with
varying ccnditions will be a graduel process requiring concentradd offort
and leadership by HA VA and farmer groups organized for a continuing co-
operative acﬂv’ity.
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Prior to construction of the present infrastmcture, farmers in the
Helmand and Arghandab Valleys received irrigation water on a "run of the
river' basis. Crop yields were low (wheat 6 to 7 bushels per acre) due
to lack of soil fertility, intermittent watoer supply, and poor farmer practices.
(Some 70 t» 75% of the land was left fallow each year.)

With the present infrastructure a reliable water supply can be furnished
to the 360, 000 acres presently under cultivation. In addition some 150, 000
acres of land presently undeveloped can be brought under the water system,
The climate, land and quality of water are all good and with proper watar
management, drainage and farming techniques will produce excellent yields.

The principal thrusts and accomplishments in past years have been in
relation to the infrastructure. Land development, proper water distribution
system Qamgemeﬂ. on-farm irrigation practices, and operation and main-
tenance activities have not proceeded at a comparable pace. Consequently
HAVA is at a point in time when, if the infrastructure investment is to
properly pay off, and regression avoided, more attention must be directed
toward these activities.

Shortage of funds and obsolete equipment have especially hampered
the O&M Division in carrying out its responsibilities. Much of the heavy
equipment is 20 years or older. Its lighter vehicular stock is also overage
aud not dependable, Spare parts and/or replacements have not been made

available and consequently HAVA maintenance operations are inefficien:
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and reletivily ineffectual, Heavy 2guipment aveilahility durine the past
year is estimated et only 19 to 15% of totzl inventory. Cancis and drains
are not being adequately maintained and unless meintenence is stepped up
and water conirol instituted, serious weterlogging and selinizztion can be
expectell 25 additional land comes into production and dcuble crepping
increesses.

To stimulate the development of the Sham alan project &' $4. 6 million
lran was granted to HACU (AID Lozan #912) to provide for the rehabili-
tation of equipment mostly transferred to HA CU on completion of the
Kzjakai Dam and for the purchase of naw hesvy eguipment plus the related
services recuired. Under the lozn, HZ CU has hired an American office
manzger, field superintendent, master mechanic and three mechonics.

By mid-1973 HACU will be adequately equipped and with the capsability of
constructing all irrigation and related werks designed by HAVA. Table

II gives 2 listing of equipment scheduied for rehabilitation and new equip-
ment purchased.

3. CLPITAL RESOURCES

1 Fajakai and Arghandab Dams, the two dams described in earlier
sections, were constructed primerily for flood control and storage of
irrigation waters. Specifications for these are shown in Teble III.

(1) Electric power:

Installetion of two hydroelectric generating units is now underway

70.



at ¥ajakai, Tho network is intended to serve power requirements of
I;r;ndahar.. Lashkar Gah and intermediate ccmmunities.

Xandahar i{s presently supplied throurh two diesel electrie gen-~
erators of 1, 562 kw each while Lashkar Gah is bupplied by the hydroelectric
plant on the Beghra canal ot Girishk with a capacity of 3,000 kw. In addition
there is a standby diesel electric plant at Lashkar Gah with a 1, 000 kw
capecity.

The power generated for the Kandahsr area is totally in gdequate
and only the city area is served. Lashkar Gah with 2 much smalier popula-
tion has adequate power: except during the peak load periods of winter when
sections of the city are cut off on 2 rotating basis.

(2) “Water and irrization system:

Construction of the two storage dams has allowed for 2 regulated
flow and extended farm acreace. The extent of the irrigation system of canals,
ditches, laterals, drains anc relates irriration fg¢ifitieg- is shown on Table IV,
(Lateral roads necessary for maintenance and movemsant are 2lso given a8
part of the project facilities operated and maintained by HAVA.)

(3) Trongportstion smstems:

Develcpment activities have resulted in expansion an< deveciopment
of other capital resources, The modern highway and improvecd rosds connsct
this region with cther regions of Afrhanicten, Pakistan and Irsn. 2 modern
international airport at ¥andehar offers sreat potential for transport of agri-

culture commodities to other parts of the world.
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v The present key persomnel in HAVA and HA CU are given in Takle V,

4. _OTHER RESOURCES

2) Helmand:

4 full inventory of the soeial capital has not heen token, such as
pavad streets, movie houses, parks, poeial service, telephone, telegraph,
and the whole array of social services available to the people but the area is
far ahead of the rest of the country and could serve as a bzsis for ereating 2
model of regional davelopment.

Educntional facilities have im proves are expsnded pertly with U, S.
assistance. Within the HAVA thore exist 17 village schools, 9 elementary
schools, 1 junior high and 1 high school plus a preschoo! kindercarten. Some
cf ths new schools are coeducational (unique in Afghanistan). 4dult educatiox'a
vocational and technical programs are underway with a goal of expanding
gkills and attainment of near total literacy.

Uncer a putlic health program the U,S. provided Leshker Geh with o
modern 50 bed! hospital which serves as the public health center for the entire
revion. In zddition there are seversal hasic health clinics in the cutlying
Zistricts,

Laghkar Gah has been additionally provided with 2 piped supply of good
water obtzined from deep wells, and a modern sewage system. Zn industrial
section has developed in the city ‘with 2 cotton gin and oil mill plant and 2

merble factory opérating 28 a govercment enterprige. 4 woodworkins plant
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manufactures household and office furniture. Indamer Industries are in the
process of establishing a tractor and farm implement maintenarce and repair
faoility,

b) Kondahar:

Expansion and improvement of the educationa} facilities fn Kandahar
aud outlying villages in the area have been similar to those in Helmand Province.
Kandahar has 2 high schools for boys and 1 for girls, plus an aeronautics
training program for boys, 8 teacher training center, a technical training
schoel and a cadastral survey school,

There are mmerous fruit drying facilities in the Kandahar avea,
primarily for processing of raisins from the vast acreages of grape vineyards
that abound in this area. Grain storage silos near Kandahar receive and store
crop harvests and the ity acts as the center for import and export of commodi-
ties for the entire region.

There is an ice plant in Kandahar that produces ice for local use plus
shipping to Lashkar Gah and other cities in the region. A fuel storage depot
just outside Kandahar stores and distributes imported fuels that are brought
in from Iran, Pakistan and Russia. Several privately owned auto and truok
repair shops operate in Kandahar plus motorcycle sales and repair facilities.

5. GOVERNMENT

a) HAVA/HACU administration:

An assential element in creating the institution to carry out develop-

ment and regional coordineation is a well developed and disciplined central
orgenization. The 'organizational development’ of tha HAVA/HACU has been
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plagued by many prablems, many ~f them yet t/\ be defined. Difficulties
have ariscn fr»;m 1) 1ack r;f cr;nsensus among central gr;vemment administra-
trs ;ncritlcal cnmprnents f;t phil~s~phy and p«:ncy: 2) a lack ~f cormmitment
th develrpment ~r inv~lvement and continuity am-;ng HAVA/HACU authnrities;
3) the lack ~f a capacity t~ crrdinate the vari~us resnurces including frreign
end U, S. instituti~ne; and 4) a basic c~nflict of values, ~rientati~ns and
definiti~ng ~f what nceds t~ be dne In develf;pment and hww between HAVA/
HACU and USAID »fficials,
*,  Reverues:

At present the farmers pay »nly a t~ken 'tax’ f~r use ~f the infra-
atructure acd n~» D&M ~r additi~nal drainage c~nstructian charges.

The governrment rcvenues in the Helmand and Kandahar regi~ns are
egregi~usly lInw and urabie tn supp~rt regi~nal gr;vernment devel~pment expendi-
tures. In 1349 (latcst available data) f~r Helmand and HAVA c~mbined revenue
t~talled appr~ximately 34 milli~n afs, ~¢ less than 34% ;f HAVA's budget i~r
that year, Inc~rme tax ar~unted th 4% ~f tnta.l regi~nal revenue, while real
estate tax am-~unted tn 20% r;f reglq;nal revenuc, The maj~r s~urces ~f regir;nal
revenue were the sale ~f mineral and agricultural pr~ducts, which equalled
29%, while the c~lecti~n »f back revenues, repayrment f;f advances, repayment
—;f erpl~yee l~ans, refunds ~f ~nverpayments, and riscellane~us n~n-revenue

receipts cqualled 21%. Whereas total revenue f+p combined Helmand and HAVA

increascd suddenly in 1349 after 3 years ~f fluctuating ar~urd 26,5 milli~n afs,
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mr;st r;f the gain was fr~m increased sale ~f mineral and agricultural praducts,
while incr;me and real ostate taxes remained constant,

The range ~f farmer inc~mes in the Helmand and Aryghandab Valleys
is frrm srme Hf the highest returns per hectare in the cruntry tr s~me »f the
Inwest. Highest net incrme per farm is in Durd-Darman with 102, 000 afs and
1Inwaat is Klanishin, 3,420 afs. The highest pet tnc~me in Helmand Pravince
{s in the Girishk area at 40,397 afs, Net farm incrmes are c~ngiderably higher
in Kandabar than in Helmand, urd~ubtedly because much »f Kandahar is an
established fruit gr-;wing area, whereas large ares ~f Helmand are dev~ted
t~ the prductinn i extensive field cr~ps, Off-farm inc~me in snme areas is
substantial, ranging from a law :;f 135 afs per farm per year in Khanighin
£+ a high Af 46, 413 afs per farm per year. The lattor is due primarily t~
lrezge am;vnts ~f rental incafne frAm Kandahar property held by s~me farmers.l”

As a measurc o:;f the extent t~ which the farms are iutegrated int;
the m~oetary ecrnnmy, farms in Dund-Darman had an average ~f 58% sales as
a percent ~f the value ~f i~tal farm prnducti~n and Khanishin was lhwest again
at 10%. Nad-i-Ali, Marja, Shamalan, Darweshan and Girishk all ranged
between 25 and 38%, 2/

No stat._..cs nn rural savings in the Kandahar and Helmand areas

are yet available,

«

Y/ FES, Table 23, p. 50

2/ Iid., Table 30, p. 61
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1, PROPISAL'S NBJECTIVES

A. General:

HAVA has propased a rather ambitirus Fourth 5~-Year Plan, The
overall nbjectives quoted from the plan are as follows:

(a) Technical and echrnomic research and investigations with the purpnse
of benefiting from the natural resources in this area.

(b) Improvement of the praductivity »f the producers and the raising
of praduction per unit »~f land,

(c) Elevation of frod production standards, especially in wheat, in
;rder to meet the needs of thir area and ~ther parts of the chuntry.

(d) Impmving the present irrigation system and building new irrigation
and drainage facilities and constructing flond control facilities.

(e) Research repraduction and improvement ~f animal husbandry for
prevention of digsease, in osrder ty increase the inchrme of farmers
and cattlemen in this area.

(  Elevation of agricultural productisn for expnrt and for in-country
use, particularly in cntthn.

() Reclamation of more land for the settlement of pe~ple nrw withhut
land.

(h) Raising the educatio-nal standards ~f people in the area.

(1) Improvement ~f health pragrams fc;r preventinn ~f disease and

raising the standard of health.
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(1) Expansion and dsvelopment of the incustries located in thid area
utilizing slectric ener~y 2nd more axploitation of the natural
mineral resources such as Rikham ( a type of high quality marble)
thus providing work and sliminatins anemploy ment and encourasing

local handicra'ts hagsed o the azricultural! and minersal production
of this Valley.

Most Afrhan and {creign officials who have been close to the scene
acree that substantia! progress has been achioved and that a significant impact
on total agricul tural production is now possible. Hence they reason mean-
ingful returms on the large copital investments mede on the Vzlley irrigation
infrastructure over the past two decadas now, for the first time, may be
"in sight."

B. Agriculture:

HAVA Agriculture has developed its fourth Five-Year -Plen strategy
with the idea of acceleratine yields and the production momentum achieved
during the past 4-5 years through the cercel grain program. It plans .o extend
its extension program te 21l proiect arsas and to influence increesing numbers
o° farmars. The HAVA plan, in essence, is to build upon present activities
while 'gearine up" to em phasize other important axes of production and the
new cpportunities for farmers resulting from tractor power, additional fertilizer
and othsr prochqtion inputs that a rc bzcoming availahle,

Thus HAVA plzns to continue the cerczl grain programs and associated
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activities frr 2-3 years in oullying areas that have received little or no assist-
ance to date. The plan emphasizes enttn préductic;n, particuiarly in relatirn
to increasing yields. Increased druble cr~pping with emphasis on sec~nd

ernp alternatives is t» be promoted, HAVA plans to continue its livestrck
program (but with no significant assistance from USAID).

The impnrtant new activity in HAVA's plan involves diversificatin
and the pramotinn of high value craps, same »of which will fall in the frreign
exchange earning category. Applying the Oommc;nly used impraved practices
employed in other cnuntries to the already existing hectarages ~f pomegranates
and vineyards will be the starting point. With respect th vegetables, there is
much raom for yield improvement as well as the introduction of more kinds,
both far local markets and the large market centers of Kandahar and Kabul,

Other activities that have recently been inaugurated in the HAVA
and planned f»r prominent pasitinns in programrmiag prio.rities include farm
mechanizatinn, sn-farm water management and agricultural credit.

HAVA cnnsiders that the best way to induce its farmers to adopt
impraved agricultural practices »n a sustained and expanding basis is through
its extension survice, Extensinn programs axe to.bta‘t;p'erating in all pn;ject
areas by 1975. Extension "strength" is t» be built up t» about 100 field agents
by 1978 or 1979, The extension plan is ant only Qf expansinn in numbers but
call for upgrading, training and re~rienting its program to the new n@r-

tunities for farmers in the Helmand area.
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The Director General for Research considers that a sznsible
approach for meeling the wide raunging future research need in the HAVA
area is {0 "tie in" with the Afghanigtan Agricultural Research Program,
currently being considered by the RGA and USAID/A. The apparent value
of this plan would be the sharing in the HAVA area of the considerable
resources and xesearch capabilities of the national organization.

C. HAVAlg detailed proposals for the Fourth 5~Year Plan in the
Project Develermeant, Operations and Maintenance, and Engineering and
Construction arcas are as follows:

1. Prolost Development:

HAVA proposes to expend somse afs 83, 700 plus 3916, 000 from
ocut-of-country sources (presumably grant or loan funds) »n the preparation
of feasibility reports which include: Two diversion dams on thz delmend
and Muen Qala Rivers; soil and watzr siudies on #ome 95, 000 hectares of
land in the Helmand, Kandahar and Chakbansur area plus flood control
studies in the lower Helmand and Ckakhansur.

2, crations and Maltenan:e:

HAVA has programmed afs 100, 000,000 and $800, 000 for operating
and maintaining present facilities and the additional structures tn» be con~
struoted during the 4th Plan period. The dollar expenditures would be from
out=of-country sources pringipally for spare parts and new equipment.

3. Engincering and Construction:
The HAVA has planned an ambitious engineering and construction
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program for the Plan period. It estimates expenditures of afs 488,575,000
and $5,540, 000 for these undertakings which include: Countinuation nf the
Shamalan project, coMn of drains, rehabilitation of the Seraj canal,
and constructicn of the diversion dams An the Helmand and Musa Qala
Rivers and in the Chakhansury, A feasilbuiiy study has been oompleted for
crustrueticrn of gates on the Kaaakai Dam With cast estimatés at afs 85,000, 000
not including dt;llar cost of 1,200, 000.
2. ANALYSIS

| A, Adminigtrative:

The attainment of project goals of HAVA's Five-Year Plan 18 oon-
tingent upon solving a whole range of pvnblems, T» meet the necessary and.
sufficient conditions for nptimum develspment HAVA must address itself t»
(1) optimum mobilizatinn of resrurces, (2) optimum allocation of res~urces,
(3) optimum efficiency in implementation, and (4) ~ptimum efficiency in use
of reshurces in place. HAVA, :;t oenurse, has fallen down badly ;n all thur
of these tasks. Indeed, it can be argued that failures in (2), (3) and (4) are
as bad or worse than failure in (1), Itiscommc;nlmﬁwladgathatthe
Helmand-Arghundab Valley project has been expensive, as well as manifest
of & general imbalance as between infrastructural and directly pr;ductive
expenditures.

The deﬂciencies in implementatirn and util{zati-n are perhaps mnre
egregious than thnse in mebilizatisn and allrcation. There are leakages in

both srdinary and development budget expenditures, which may range fram

10-16% »f the HAVA budget. There is considerable evidence that part of the



development hudaet is drained oft into non-Zdevelopment purposes, There
are also losses due to neglizence and inefficiency.

This general deficiency in implementation is matched by deficiencies
in utilization., The present infrastructure in the Helmand - Archandab Valley ig
still:. grogsly underutilized.

I? deficiencies in allocation, im plementation and utilization had
not existed, incicates that perhaps “etween “~4 times the output from past
development expenditures could have actunlly been realized. If this assump-
tion is ccrrect, and if these deficiencies are still existent.,, then emphasis
on revenue should be on par with other sectors., The concemtration in the
HAVA proiect design is on generaiing sufficient revenue support {from the
RGA. Indeed, the undue emphasis by HAVA on the lack of the necessary
budget clouds the issue. "If we cnly had the necessary development budget
we :could achisve results (a). (¥). {c). (¢). etc.! This is = rather myopic
view of 'the protlem. Indeed, knowledpe of the other deficiencies in the
Helmand-4Arghandab Valley appears to have an effect on opposition in the
Jirea to increase revenues to the Vzlley, The question is raised, '"Vhy
should Parliameni vote more ravenues when there is such poor use of the
revenues already at the disposal of EAV A ?" In political terms the conflict
is tetween the bureaucracy and oiiicials en one side who want creater
revenues, anc vested interests in the Parliament, that is, the landlord
class who want to hold onto what they have/
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The real problem has been the lack of a willingness to demand \/

expenditure perfsrmance or accountability. There will alwnys be a shortage

of financial resources as long as projects are never completed, as long ac

the administration of the ordinary budget i8 mismansged, and as long ac the
ordinary budget expenditures are directionlese. More emphasis has to be
placed on expenditure performance. Without performance, additional revenues
leading to an increase in the same kind of expenditures will do very liitle for
the development of the Helmand-Arghandab Valley.

As long as the efficiency of the public administration is not increased,
there is little chance for a fundamental improvement in the region's perform-
ance, If the projects, for their effective implencentation, demand an enormous
input by HAVA, and HAVA does not change its performance, there is little
chance for the attainment of these objectives. What is necessary 1s to lock
for development projects that will be (a) quick yielding, and (b} given the
preseat prevailing conditions have a high probability of being enforced.

B. Budget:

The possibility of HAVA receiving irom the RGA the necessary
increase in budget for expenditures projecwd. over the next five years is very
siight. The presecnt national budgetary deficit with balance of payments
pmbléms and inadequate growth in domestic revenues makes the possibility
of increasing developmental expendifiires over the next five years marginal,
With national ordinary expenditures growing at such a quick rate, the RGA

82.



for the next ‘ive yezrs mey have cnly resources “or ordinary expenditures
with little left over for developmental ervenditures. For the pzst “ive years
allotments to the HA VA have been about 109,020, 000 a®s/yezr. This seems
to have heen zllossted as regional allotment rether than compl yine with

any specific cr Jelineated project investment plan - that is, Nan~aher area
re ceived epproximately 100, 000, 009 afs 2nd the Paktia project similerly
received an cllotmen: cf the s2me gize. To expect any hudret considerably
larger than 105, 202,000 ais woul d presuppose “ramstic charres at the
national level in “udveting ard plannins and access to develcpment resources.
(For further elucid-tion see RN2A Final Repcrt.)

C. HLVE's dificulty in effecting chanse:

In the {in2l a2nalysis it is the impact upon farmers and their resulting
increase in yiclds =nd revenue that is the measure of the effectiveness of
an agricultural development prcject. HAVZ as 2 develepment institution has
not encenderz¢ ths ccnfidence 2nd trust of the farmers. Senticn IV below
gives an 23zassment in detail of the farmers' aititudes.

D. SUMMAZY:

The ccncept in the Fourth Plan cf seekins immediats chances
through the existines institutions is questionatle since (1) HAVA is not ad-
ministratively ceopatle cf doing it; (2) there ara'nct suficient national develop-
ment r2sources (XGA) to ef’ect the implementaticn of all project propesals;
(3) it is ousasticne-le how much the target orcup weuld accept innovations

imposed upon them v an instituticn in which they have little confidence.
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E. Ihvestmen: anelysis:

In 187 two independen: stu<ies asgesse? the prasen’ situa tioo
in Helmaad and Argbandat- Villeys an? evzlusted HAVA ‘s Caveloyment
plans,

In the Helmand-Arshandah Valiey Project - Ar Evzaluation and

Feasibility Analysia, _1./ conclusions ars thet the project's inteinsl rate of
return (IPR) on projected investments by HAV A for the next 1) yerrs ¢s

not mu-h oresters than zero: i.e., the projacted investment packoze is at*
beat marcinelly fazaible. In 2 sensitivity 2nzlysis (Table VIII) *correlating
assumptions of length of project life, investm ent cost, projected cxowth

in aori-uliurs! procdustion 28 a result of project investments, end asgump»
tions oi-rezicnal srowth in agricultural procuction if there were to be no
revional Jevelopment ‘ffvestments, is sttomnted. At the "optimum
optimorera'" the IRR is 12,4 percent; “ut~ -y merely acjustin~ the projected
rerional ~eing gli~htly downward or 2ssuminc the project hes less then 3¢
yesrs cn the present infrastructure (which is now srestar then 22 yesrs

old) or 2ssumin= thet the ares will not merely ste-ncte i there =re no
future investments, the IRP rzapicdly appreeches zero.

Ths project to dete hes shown that there i8 2 positive

/,
1/ =loyd 3cron, TheHelmsand - Archernich Valley Project - An Evelustion
tns Peegiility Analysis, (drz’t), ¥Xsdul, June I, 1973

*  Ta>le VIII - Helmandé Archendo™ Vallgy Project Investment Faesgibility
£nelysig - Fareent2re Apnnucl Raturn on Investmant Sensitivity Analysis
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ezt iz renlcimine the degart leng (“ui not necagsarily o

posiitve “eneiit/cost rel-tionship) “ut zza yat to prove that

by marcly eraftine . more modern irrization systam ca

trfxi“icn"l ‘armad cnd {rrigatad lanca will necasaorily

1308 to fnor2ased gross procuction valus for the recica. )74

Ths st udy ohgerves that -

¥ Phile verhal attention, 2n2 some effort, i now “eing turned to
the methocs o rem oving a brond ronce of constraints to tronsition rem
a traditiérel aoriculture! soclety, invastm ents to the end of the project
life axe still concentrated fnte 2 ecpits! intersive, zrea - extensive mix,

W Thie v major project stucies are »2 plormed, they ~re <1l en-
Zireering fn negure, ond portilly ares -extencive in thety. “Mas.

3) The removst o ths watar consireint which hﬂs, since the incep~
ticn o the prefect, teen proved to e reurh with tochnien! eomp'=xittss
snd uncerteinties i3 stitl, a’tee 25 yeexs of eroject davelopment, ohgerkin~
much o7 the profect plennars’ enersies ond investment in solvinz much the
3ame prozlomsa, lgc .+ tha rededgn, rzcltemment, racopstructicn ~nd
fmprovement of cana!a.@: Ie.harala enc “rains stil! continues into the future
whits two su:ed techuieal wimomms erag scad to-fhe. metrix,

2} AH} the m anpower 2nc resource capabilitias of
O&M be suIciant to kesep the pregent cnd pro~-
z2eted frrigation systcms in optimum opsration 7

¥} Whet role wi'l the loss ef Wie reasevoir's capacity

THE., (iredy, IOR Gindy - -~ Entrecuction

57 3
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play an the effective life of-tne irrigation
infrastructure ?

4) There is serious doubt whether the RGA could support such
an ambitious development scheme. Present RGA comthitment ranges
sbout 100 million afs/year. This proposal would require up to a 300 percent
budget incrense over tho' next 8 years. Given the national revenute problems)
it seems unlikely that the HAVA development budget could be supported
without drametio national institutional reform or intensive regional revenus
generation., Although the latter is referred to, no effective legal framework
and timetable 1s specifiod for implementation of water usee, tax and/or
O8M operatiors levies,

5) No critical path is delineated; f.e., what if HAVA's proposed
budget is tut by 10%, 20%, 50% or 75% 7 What specific projects would be
abandoned, curtailed or postponed ? If tho history of the Valley teaches us
anything, it is that given the heavy iuvolvement with land development, amd
its relatively simnpler implementation (i.e., it is easier to build canals
than reorganize sdministrative and farmer instifutions), budgetary cuts
will result in the program following the ling of least resistance - f.e., the
operational budgets for agricultars! and institutional sectors will suffor most.

The recent HAVA Audit Repyrt /

of October 1972 summarizes
the sccomplishments to date, the problems extant, and gives five recommenda~

tions.

Y Battle Hales' Audi mn Comgrebensive Review g U. 3, Assistance




for the HAVA Five- Year Plan which had been either neglected or supplied
inadequate emphasis. In a summary of- accompliishments the report notes
that technical assisted programs, and not the capital investments bave
accounted ‘or recent regional production gains.

« » «+ Due to a combination of fortuitous circumatences
and limited but effective USAID agricultural tecimical
assistance and some improvement in drainage systems
during the past five yearas there has been a tremendous
increase in crop production and improvement in the farm
anc regional gcomomy.,

Agricultural credit, combined with a sizeable increase
in mechanized farming, has encouraged double cropping
and improved cultural practices. The firmers have also
been able to buy increasing quantities of fertilizer to meet
theirneeds . . .

Lue to success of the agricultucal technical agsistance
program and an improved economic position, ‘armers have
become more innovative and willing to try new methods.

At this point, some farmers now appear to be ahsad of
HAVA and RGA officials in their willingness= to 2ssume
obligations for improvements which directly bensfit them. .4

‘In a summary of problems, the author notes that it is the technical
problems of a capital intensive irrigation system, and the administrative
ineificiencies of HAVA that stiit plague the project's effective implementation.

The Shamalen land development project is not pro-
ceeding according to schedule, and supplemental
financing could be required to complete the project
according to the initial concept if delays aze not overcome.
The new Shamalan canal will be completed anc ersa
problems will be multiplied unless HAVA, A ID and

l/Il:vic"., pP. 12
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BuPer iake prompt action {0 ascurs thet laz7 development
procescs ¢t the same pece.

"H&YL and 5ACU have goosd orrenizetional stru-tures
ruat lack o' gooc manarement practioss and adminisirative
proce:u 38 have made the or—anizetions reletively in-
e'factual,

HA VA avd HACU Have not developec equipment main--
tenance ceonahility without continue? U.3. tachnicsl assictance
enc forei m axchanoe for - om mocitiss, nor do they hava
su“li~ian: capecity in enginesxing.

Althou+h some pro~ress has heen mads,- in‘ormation
and stetistica in all evess are deficient, Aarial photovraphy
plzened ‘or the Sprin~ of 1973 is expected o provise some
reliatlo statiatica and in‘ormetion of 2rmine petterns. but
the Mizsion should consider Turnishine ¥ract technical
asaistance to achieve the total statistizs whkich 2o urr~antly
neadoad ‘or {ntellizent applir.ation o further U.S, pro~rams
in the Vallsy,

Oparztions snd meintenancs ¢f renels, laterels ans
"raing hes “een sericusly behind schacule axcept ‘ov Umited
~ut impregsive drainage improrement cchieved undor the
Food ‘or Vork protram. Mz2in “rcins o some Irterals
ara chokel with we:7s ond siltin-,

HLVE ans HACU remain heavily “cpen-=nt on U.S.
essistoncas with 12¢k of o 2ctive 3 Fort made to hecomo golf-
suficiant,

HEVE Zoes not iztend to stituts chor-es for services,
exagpt ia the uturs or lond in the Shamnslion 2 ter itbacomesn
utlly developsd, Due to slow provracs o lnnd development,
implemantriion o” thiz poltoy will rot improve the HA VA
finmecicl position wi.kip the “oressechle future.

£= expart morket ‘or the rerioris procuce hzs not Seen edequately
exploites, 1/

Thz ive recommendations riven arae:.

yﬁ?ié,. p. I3 88,



i. .. . continued American bresence and technical assistance;
USAIU should stimuiate the RGA, HAVA and farmer benefi~
ciaries to establish and carry ~ut capital impranvements nn a

er! J-supporting basis. 1/

2, It is recommended that USADN/A, In agrcement with HAVA,
prapose to AID/W the esteblishment of 2 program ts prvide a
contract team, or other appropriate means, t» train HAVA sd
HACU executive, middle and lower level managers in manage-
ment techniques end decision making, 2/

Ty acsomplish an overall devolopment plan with clearly defined

physioal gnals the report recommends -

3, That USAID/A propnse th AID/W that formnl recagnition be
given to the high cost and long-range nature of any large recia-
mation and irrigation project and this project in particuiar, and

the necessity for countinued technical assictance t» fulfill the
humanitarian needs and assure success of the heavy U.3. invest-
ments in effort, money and reputation. Based on this prlicy,

thet interim AID goals and planning be established within the
framework of the Five-Year Plaus of HAVA, HACU and the RGA . 3/

If future USAID lpans are to be a benas’ * tn the RGA, then they

must bear 2 direct ralatisnship to an immediate increase in foreign exchange

income.

-

4, That USAID/A provide in future project pr-pnsals that as
a condition to further U, 8. capital assistance in connection
with the irrigation system in HAVR, HAVA must make sub-
stantial conerete progress in the establishment of an overall
realintic system of chiarges for services in comaction with
delivery of water and for aperations and maintenance, aund
egtablish an effective system of water ¢nrntrol. S

e

bid., Recom.aendation Nn, 1, p. 26
bid. , Recommendation No, 2, p. 29
Ibid., Recomumendation No, 5, p. 50
wid., Recnmmendation No. 4, p. 51
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Mnellv, the development plzn muet make 2 sharp Zistincetion

betwean U.S, copital aspistance for the irrigction system nd thot ‘or

technical 2v .iznce In the flelds o7 sgriculturzl production sn¢ marketine,

particulerly o the assistance relates to horticulturs) products such 28

‘ruits and other exportabla items.

It is recommeaded that -

3¢ » » o &0 incrazsed AID technicel cssist.:.ce, conmodities
and trainines program be continued with emphasis on incressing
egricultursl preductivity despite the problem s of 2n impe=iect ir-
rigation system. U.S. asricultural technical agststance
where feasitle, end pert of the enginesring services reguired

to increcsce 27vicultural productivity under oxistiny circum-
stences, should te /provided through o contract tecm cf
speciclisis . . . 1,

-1-/ Ibit., Rzcommendation No. 3, p. 33

g0,



l.  SUMMARY OF REPORTS ON AFGHANISTAN'S DEVELOPMENT

The literature on sgricultural devealopment in Afghanistan is replete
with the errors of past investment progirams and consisten’ in what is
needed now to remove the constrafuts t« agricultural surplus creation.

a. In Currcut Economic Positior and Prospects of Afghanistan, Y
the general observations are that (1) because there has been an overemphasis
in {he past on infrastriuocture investments and on largs-scale, slow maturing
projects, what is nceded now ic iuvestment in a series of short-term and
quick-yielding projects; (2) the government agencies lack the tecimical
capabilities to identify such projects; (3) programs are necessary that ensure
an effective chamnel of communication with farmers to ensure that they recgive
tiie guidance they need in changing the current farm praciices. Among the
impedimeits to growth are -

(a) inadequate supply anc distribution of farm requisites, ¢.g.,

fertilizers;
(b) shortage of water and impozfect irrigation systems resulting
each year in a high proportion of fallow land;
(c) inadequacies in the extension services, combined with a failure
to communicate effectively with farmers;
(d) failure fo develop a strategy for development and undue emphasis

on large~gcale, long-term projects in successive Five-Year Plang;

1

Y Current Economic Position aind Prospects of Afghanistan, Volume I,
Development Prospects in the Agricultural Sector, International Bank
for Reconstruction and Development and International Development

Association, November 9, 1971,
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(e) Failure of Goverument to give adeouate recognition in the
past to the im portance of the livestock sector;

() high cost of credit;

(2) system of sharecropping in which the landowner has little or
nec obligation to the tenant; fragmentation of holdings;

(h) Government pricing policies which discourage higher
production; and

(1) failure to develop cooperative associations. 1/

The list is not exhgustive Lut illustrative of the circumstances that
combine {0 impede the expansion of production by the Afghan farmer.

The IBRD assesses the present capabilities in agricultural education
extension training and inservice training as '"'seriously deficient. " 2/These
deficiencies need to be reviewed and programs introduced for upgrading the
gystem at all levels. The Government must also be urged to introduce
legislation to expedite the removal of constraints on production and provide
a necessary legal basis which is consistent with development needs.

Legislative actions are needed to improve landlord-
tenant reiations, as a first ster in a more comprehensive
reform of 'the land temire system, to establish cooperatives,

to regulate water rights, to provide chattel mortgage, etc. 3/

Finally, in reference to the large-scale irrigation schemes, the IBRD

1./ ibid, , Summary and Conclusions, p. =i~
2/ mid., p. -ii-
2’/]}3‘:{3., p. “‘iii"
9.



feels that the time is m;w ripe for a major effrrt to intensify prnduction
nn landéu already under praductinn even at the c~st of delaying capital
prajoots such as extending the area Af tmpr~ved crapland through the cane
struction ~f expersive new canais and othor ixrigatinn systems.

The return from intensive prﬁd%ﬂﬂh drive in
existing irrigated arcas would almanst cortainly come
earliexr than from an entirely new irrigation scheme
thrugh, in the long-term interest of Afghanistan, brth
may bo needed. The success ~f the Paktia Develnpment
Autbarity 1/ stoms in part, at least, from its cancentra=
tinn f effort nn sound advice at the farm level and the
prvisinn of the services needed th back up that advice,
In nther wards, its aims have been eminently practical,
not grandinse, and it is u~t withrat significance-that
s~me ministers, and shrme ~f their advisers, now regard
the Paktia apprrach th develrpment as the mndel ¢t~ be
repr~duced in ~ther regi~ns, 2/

b. g the ADB mntes the need

f~r renrientati~n of irrigatirn and land develrpment pragrame by shifting
emphnasis ¢~ high, quick pay-v_;tf prajects, Resourcos f~p rehabilitatinn and
impr~vement of existing %igatinn systems sh-;uld be increased and large
prnjects already under c~nstructi~n sh~uld he cnntinued but new such pr~jects
shruld be delayed. What is f;f urgent need is a basic survey tn determine

water balance ¢nnditi~ns prevailing f~p bath surface and grrundwater ressurces.

1/ A profect ~f the Federal Republic ~f Germany

mid. * p. 9

Asian Devel~pment Bank, Agricultural Sect~r Planning Study, Kabut 1971;
?eviewed by Raym~od W. Hwker (USAID/A Pr-~gram Economist) in

"ADB Study Recrmmendatirus and the USAID Prwgram™ mem~ tr A. Reich,
December 1872,
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This has priority ever irrigation construction work.

What is needed now is a concentration on on-farm improvaments anc
communication with the farm érs. 'i‘hare is a need to concentrate on increasing
access to farmers by enlarging field staff, improving m obility, modérntzing
demonstration capacity, ahd increasihgr farmers' confidence in extension in
general. —1-/ |

A feuit yield improvem ent program ranks highest among the post-grain
self-sufficiency programs. The study notes that fruits are efficient converters
of fertilizer, giving high yield and having a high potential ‘ for export eamil}ga
and thereforé of great effect on national income.

The PACCA program 2/ demonstrates large potential for yleld and quality
improvenent of grapes and raisinsz. Such a program should be applied mere
widely. With improved inpiuts of fertilizer, insecticides and fungicides and
cultural practices increases in acreage would, however, socon glut traditional
markets (India, Palistan). Therefore it would be necessary to develop new
export markets,

To exploit the expor! potential of fruits quality improvement and control

are needed ior increased export earnings. The success of promotional

l/lbid.. p. 40 _ :
2/A UN FAO development project that has also been instrumental in creating
the first credit cooperatives and forcing the necessary legislation for the
first national cooperative law.
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.acti'vitles abroad, especially Western markets, depends heavily on the
ability to offer a dependal‘e supply of products of consistently high quality.
More export market devei.p. ent programs are needsd to increase and
standardize quality for raisin8 and other dried fruit. Improved foreign
market intelligence could increase export earings,

The vehicle to achieve this surplus generation in the agricultural sector
would be the establishment of area development authorities in the more im-
portant farming areas. Thsse authorities would be responsible for operating
integrated programs of irrigation system m aintenance and small-scale re-
habilitation, fertilizer and crop production practices, marketing procedures,

new concepts of livestock breeding, etc.

¢« In the Final Report: Economic Advisory Services Provided to the

Minietry of Planning, RGA, Y/ the report stresses that the agricultural sector

is the area to be given highest priority. The strategy of sgricultural develop-
ment shoulc include a phased program that emphasizes:
1. The adoption of fertilizer and improved seeds (especially’
for wheat and cotton) on all existing irrigated land;

[
2. The improvement of on-farming irrigation systems;

1/Robert R. Nathan Associates, Inc. Final Report: Economic Advisory
Services Provided to the Ministry of Planning, RGA, Wasnington, D. C.
July 1972, reviewed by R. Hocker ( USAID/2A Program Economist).
"*The USAID Program and the Recomm endations in the RRA Final
Report, " memo to A. Reich, Kabul, November 1972
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3. The adnption of druble cropping and fimproved cultural practices;

4. The introduction and adnption of higher value cr-pe and new
varieties;

5. The constructinn of s'torage and distribution 'systems with prinrity
t§ small-seale and quicker-yielding Incal prnjects;

6. The improvement of marketing facilities and practices which
should receive special emphasis at all phases;

7. The design of an agricultural research program t» suppnxt the
strategy at each stage and t~ anticipate the mnve from phase
to phase.

That self-suificiency in wheat is imminent, prnductinn and marketing

programs should be designed tr maximize the flow of prnducts to export markets.
Priorities in irrigation shnuld be focuscd, for at least the next five
years on:

1, Utilizing to the maximum existing storage and distribution systems;

2. Improving existing river irrigatlon systems;

3., Suppiementing present systcmns with shallrw and tube wells;

4, Educating farmers to use watsr supplies properly;

5. Getting the optimum use of water on land now under water cnmmand,
When this phase has progressed satisfactorily, attenti~n can
then be turned to construction of additinnal water storage and
distributinn systems and new land devel~pment.

To expedite this agricultural development the establishment of regional
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development organizations should be supported. These organizations should
have a great deal of autonomy to formulate and im plement comprehensive
snd integrated program s for the regions they serve; should arrange for
technical and professional persomel to work directly and closely with farm
operatérs; and must have resources they can draw on with a minimum of
restraint from the central administration,

If development efforts are to be turned from transposing the physical
environment to anergies directed at the farmer, what information exists
that explains in detail the Afghan farmer!s social and economic environment ?
Surprisinzly little,

It is a widely held assumption in bureaucratic and administrative levels
of Governm ent that because technology is prim itive and unchanging, religious
fatalism ig strong, and fan;ﬂy and tribal allegiance all prevasive and
stronger than economic vaines, ali innovations in technology will directly
affect human relationships and religious traditions and will thus be accorded
culturally based resistance.‘and obsiruction. Whatevcr studies have been
done in the country seem to-.cantradict this assum ption; and find, on the other
hand, that the major pi;oblem 8 of Afghan agriculture do not le in the psyches
of individual farmers, but in simple practical p@lems of the physical en-
vironment, of suppliés. credit and markets.

d InThe Afghan Farmer; Report of a Survey, 1/ Whiting and Hughes

Y The Afghan Farmer; Report of a Survey, research conducted for
Robert R. Nathan Associates, Inc., under contract from USAID/A, 1970
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in collaboration with Afgharg, undertook a survey of seven selected villages.
The villages sedected were not representative of the nationai picture in
geographic terms, as the western and northwestern areas were not in the
sample. Nor were the farms chosen representative of 1and tenurs concen-
tration. The farms chosen were strongly skewed in favor of areas of highi
agricultural nctential, favorably located relative to irrigation resources,
roads, marke!~, and 2gricvltural extension centers. (However, even in
these areas, ‘ha agricultural potential has not even been scratched. )
summavy of {ini'ngs:

Wa believe that the clearest result of this study is the
paramoscuit and prior importance of the situation in vhich
the farm er must operate. . . . in our sample, at least,
attitudes toward technological change are al ready nighly
positive, farmers do not appear to suffer mental irflexi-
bility and their personal characteristics do not scem the
important impediments to the spread of innovations . ., .
About half of the farmers who had not tried the inicovaticns
and to whom they were relevant said they had not tried
ti:cm because supplies ¢ ould not be obtaincd. Another
qua~tier gase as their reason for non-trial, the lack of
mceney or credit to purchase inputs required for inzova-

tion. A final quarter indicated that they were not con~
vinoed of the innovation's valua or had not heard of it. . .
What im pedes adoption is the lack of supplies and credit
to adopt the few innovations ciiat have surfaced. Y

What is clearly lacking is effective programs in agricultural research,
extension, credit and modern farm production suppiies.

2. THESOCIAL AND POLITICAJ. STRUCTURE 2/

General: This section outlines and illustrates the general socio-

1/id., p. 52-55

2/ Scott, Richazd B., USAID Prcgram Analyst, memo to Levintow,
] / December 1972



political context ‘within which USAID must iunction in the Helmand Valley.
The outline cannot be considered complete but more of working hypothesis
with room for variztion in the patterns described and in interpretation.

The system of social action outlined is a kind of montage consisting of
general patterns gleaned ‘rom the literature on Islamic and Afghan 'soclal
structure and history (especially Ottoman which ths buresucrasy tends to
resemble), and from even’s and attitudes witnessed, studied and recorded
aver 8 period of nearly two years in the Helmand.

Uhvdaraianding a system: Our counterparts have frequently and con-

sistenciy reaisted any sort of major public informafion scheme, statirg that
they uncer:eud their own people better than foreigners can, and that they
must u.2 teadition! methe iz to inform and gain local support for their actions.
Their methcd was defined, by U.S. trained psrscnnel, as being low~-key
graduai but tharough, acneptable within our frame of reference. Study of

the loca! situation has shown that information astivitics between government

and far.cer are highly selective, limited in. scope and froquently inaccurate.

Given cur courierparts* definition of methold, however, numercus farmer
actions and oicer unpradicatable svents, for which ocur counterparts have
their own explanations, tend to support their statements that imply an
inscrutable social context for foreigners. I suggest that this inscrutability

is a prudvet of two related factors: the explanations of events and their causes

given us by our counterparts are not accurate but = kind of (1) interpretation

99.



of events aimed to_inform USAID of nothing in detail;and (2) tha USAID has

not developed on its own a clear picture of the frame of reference withis
which events take place, the system of relationships betwsen Government

. and farmer. To understand the context within which we must operats we
must understand the systess of omMom between farmers, local bureaun-
cracy and central governmeat. We must further undorstand the tactics used
by the different groupe in deiling with esch other in the context oﬁhe eéxpec-
tations. We must begin to snalyse andunderstand sctions sad unpredicted
events as parts @f & system of related eléments, of patterned action that can
be phadicted.

As a basis for discugsiop a number of points shiouid be introduced in
understanding the total system:

i. Government incomes, taxes of various soxis are low aad are poorly
collected at the provincial level,

2. Government expenditures in terms of civil servaat salaries and
general services for e population are low.

3. Expsctations for action and innovalitn zmong civil servants are
lew, and condemad ifthe actions infringe on or are likely to disrupt local
and indigenous semi-sutonom ous systems of power~ aad influence (to be
discussed belowj.

4. "Fees" of an unofficial nature are expectad and accepted as part

of the system by both'the peuple and the Government, as are minor rake-offs
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of government resources so long as they ahr ved and do net reach a

point of being disruptive to the system. As with all systems on the ground,
the definition of the term "corruption' (which is much used here) iz a matter
cf definition and levels.

In any case, the low salaries of government civil servants should not be
viewed a8 a cause of the bgkshish system (which is coramonly done) but a
part of a larger, informal system of social expectations and actions. This
is perhaps a moot point but an important one if we are to understand the
nature ;)f the system with wiiicn we must work in our search for slternative
actions that will result in basic institutional changes.

‘The nature of relationships:®Baatcally the relations between Government

and the farmers ars both paternalistic and distant. Ag the system fumctions,
these two elements are not in contradiction. The “overnor holds the chief
paternalistic role to which farmers, large and smczll, may turn for final
decisions cn events, usually government actions or demands that v. .1 a'fect
some aspects of their lives. This is not to say that the Governor will always
make himself available for such confrontations; such decisions will be situ-
ational. The range of topics brought to the Go~. _.nor is also highly selective,
village commun! tics norm ally preferring to keep internal issues to themselves.
For som e major issues of government, farmers have pointed out that they

have refused to ceal with lesser officials but have gone directly to the

Governor for a decision. -“And to some' unknown degree, the Governor is truly
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. where the final anthority les twrthe provincial bureaucracy. To varying
degress. lowar~ level goveenment oiilcials take on the trappings and atti-
tudes of the patsrnalistic role but with much less power. The paternal
relationship is one that combines potential power, respect, and therefore
socially distant.

This distant relation~hip between provincial anthorities and locals is

respectad on both sides. Villages are left, to a great extent, on their owi

in terms of control of most everyday activity. In the case of the Helmand,
local Khans or large landowners in the villages hold the power aud control
through vacious systems of patronage and economic dependence. They also
control some lsvel of force to back up their position. They tend to control
much, ifnot most, of the land. They either oppoint the mirab (the indigenous
water master who controls the ivrigation water dstribution system), have a
strong vote in his selsction or hold the office themselves. The same pattern
applies in the selection of the malik (village headman) whose role has the
function of representing the village or any of its m embers in all situations

of official contact vis-a~vis the Govermment. The villages frequently carry
the name of the local Khau, To some degree, these Khans are beid respomsibis
for the a<tions of their "neighbors, " i.e., those who are under some form

of patronage, by the Government. They are also allov>? - great deal of
freedom In their indigenous political activities, l.e., _ .chaps inieuse of the

water distribution system, which they control, to their own advantage or as
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e woapon against others; as long as osrder is generally maintained and the
functioning system of taxes, etc., is not disrupted. A threat to the larger
system of government authority and the maintenance of order should be
dealt with rather harshly or with foxce. Little official interest is shown
on the part of the Government in the everyday activities of village life and
organization because many such activities would call for official astion, a
confrontation with local power structures, and perhaps and embarragsment
to 21l partics concerned,

In sbort, officially at the provincial level there is a strong central
authority with a great deal of potential power. Functionally, social distance
between Government and local units »f organization reduces the frequancy
of situations ic which this central anthority must be exercised. These
local units, e.g., villages, maintain a high degree of authnomy in governing
themseives.

Major changes in the directions of land reform or water control
under government authority are a clear threat to the Khars and the estab-
lished system of order. These, along with other similar issues, are problem
areas government cficials would prefer to leave alone. A canal right-of-
way, inr examplé, affects few individuals directly and is not a true threat
to the Xhans. The new water source, a canal, alsne is 2 means to greater
production and a potential source of more power, depending sn how its use
can be manipulated. Land registration and consolidation are also likely
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defined locally as a possible infringement on local rights, one reason being
that it requires the payment of "fee." |

The advance communication of information about the details of projects
requiring farmer cooperation is a need being unmet'by our counterparts who,
from time to time, hawe seemingly convinced AID of the logic of -this inaction.
The tactic of no, misleading or ambiguous information is used effectively
when dealing with the farmers in reducing the likelihood of serious con-
frontation, organized resistance and .he distmiption of order. It does not lead
to farmer cooperation or trust. The example of the Shamalan seems appropriate.

Early com munication of information and exchange on the issue of the
Shamalan cznal was apparently limited to a number of X hans who no doubt
represented considersble power in the area. Based on receat reactions of
some of these Khans relative to the land development aspects of the project,
however, we can only speculate that this was not part of the early communica~
tions. Smaller farmer-landowners contact has been ever more limited and
recant right-of-way opposition has been Loaded by such individuals, some of
whom have taken their cases to the Governor. In terms of detailed information
an the Shamalan project, ! have yet to fird an individual who could clearly
explain .any one fac-t of the project althouzh he m ay have been in cortact with
governmext officizls; the reason being th«t clear explanations are not given
by the offici:dz who are faced with the tazk of sxplanation. Again, the tactic

is understandakie. LUctaiied explanation early in a project in a face-to-face
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copfrontation covdd lead to hostility which could be organized or at least
solidified on a wide front, Khana supporting their neighbors in opposition.
This would lead to disruption of bagic relations and order. Something
similar to this occurrad this past September when final agreement was
sought on beginning land developme.ﬁt in the first 200 acres of the Sh@aiw.
~ Vague, contradictory and ambiguous explanations lead only to confusion

of what is likely to happen, and1cave opan the possibility of something
acceptable to tha farmers. Reality is faced only when the bulldozer, for
example, actually appears at the door to begin making its path through the
village. Nothing can be done to orgsnize against it, nor to stop it but only
short delays caused by individual protest. Promises of compensétion (hope)
are made to rediice the tension over ihe inevitable. Officials can claim
ignorance cf tha plen which is stated to be the work of the foreicrer. Order
is maintained.

The relaiiciiship between the provincial and central Governments is
gimilar to that between the provincial Governm ent and the farmers; that is,
a system oi ralalive antoromy. Officially the country has a highly centralized
form of goveynmensi; something, wheu scen by foreign advisers, concidered
dysfunctioaal tc initiative and inmovation, Functionally 4nd wmofficiaily the
central Government allows a great deal of power to rest with the Governor
and to a great exiznt success or fallure is probably measured in terms of
maintaianing order, the status quo, no trouble. The central Government
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will suppozt his astions directly oi'ﬁ!;lireetly o this basis. If order 18
malitiined, taxes are collected and forwarded, and soldiers reoruited (not
necosaary from all segments of society) the provlneg il sucoessful. 'ms in
a close pmlled to tho expectations of the: Otbommbn:é;ilcru!c syetem oﬂhu '
past, which the A{ghans apparently md as a model,

‘In any cass, this functional autonomy takes the form of the central
authorities not monitoring provincial events .very cloui;y in the same way the
provi- +ial authorities become involved in village aifairs oaly when thsy ave
agked or when order is disrupled,

The fmcttonal role of the Naifonal. Assembly representstives from the
local areas is not yet clear but they can be viewed osrtatuly as eloments of
the looal'powar structure who elected thems, They have the ability to call the
attentton: of the -o'emal Gowrm to events or the potsntial of svents resulting

from undasirable local Governmeat (the Governor) acttviy. In this way, the
representative is a check on the Governor's actions as they are viewed by the

local indigenous power structure. He does not fimction in a political vecnum.

.~

3, ACCEPTABCE OF CHANGE

Intqumalreportonth P aktia projact a farmer survey by Professor
Herbert Kotter L wag included. The premise of his mrvey was that fechmicel
economic davelopment slways mcia&} gocial change. Since the teckmical

change i8 accepted more readily than changs in the gocial system, ths survey

1
‘/med in K, H. Hendrickson, et al., Report, Kabul, 1967, p. 45-48
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wished to m easure the nature of this cultural lag. Hs attempted to show
to what extent certein minimum eritical economic actions for social develep-
ment have been fulfilled in the region; which elements of the soeial structure
work in accelerating, neutralizing or inhibiting economic and social change;
and finally, what profections can be m ade of the probable impact on the
social structure by modermizing technical snd economic procedures/
Rregarding the society in Paktia, one cammot axajr in
principle that the values binding to religion and family

are standing in the way of the principle of income
increase. 1

The population, or at least the leaders, realize that their economic ocadition
will deteriorate if there ls no change, and are therefore, in pﬁnciple, pre-
pared to take advice and econom ic risks.

Among the factors that inkibit economic development are an inclination
to "conspicucus consumpticn” 2/ and an "exorbitant" 3/ credit system. Hgh
expenditure or weddings and family festivais are customary forms of expiring
the agricultural surplus. Weddings can put a family in debt for a whole
generation. The prevailing credit system leads to continued comcentration
of wealth where the solidarity of the tribe does not sesem to inhibit exploita-

tion of fellow members.

1/bid., P. 45

2/ Term used by H. ¥otter (op'. cit., p. 45) to descrbe the situation of

a subsistaxice economic equilibrium where-tiie marginel prodictivity.
of investment i3 very tow.

3/ Although H. Koater is not explicit as to what "exorbitant” means,
interest rates of 25% and higher are not uncommon.
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That the individual farm ownership dominates the economic consti-
tution i8 a promising factor for economic development. At the upper
income scale many of thé Khans who, from surplus gleaned from agricultural

holdings, have expanded into the wholesaling and transport contract business,

stretching beyond their village and tribal frontiers. Yet these men have not

lost their desire to belong to their tribe or village, and gensrally, even
though they have left the narrow limits of the village, the villagers will
continue to accept them as leaders.
If, however, the wealth diffsrentietion becomes too
great, there is a mutual slackening in relatiins, starting

from the wealthy m an as well as from the poorer villagers.
The original agricultural democratic mentality is oppossd

to . . . negativo plutocratic development. 1

The tribe as 2 unit of order must be accepted. The tribal organization
is a security, not caly for the individuality of the member but also as a
saving from proletarianization. Any introduction of innovation should try
to work within the given tribal order unt{l new institutions can be matroduced..
Government officials in Paktia, especially the higher ranking ones, are, as
a rule, not from the province, and are treated as sirangers by the resident
population. This does not mean rejection, but it does mean that these strangers
cannot be the pinions upon which a developm ent program can be built.
Rather it is “working through and with the given prestige nicrarchy of the

village that projects will have the greatest success.

1/ bid., p. 29. The assum ption being that the extent of rural democrecy -
in Afghanistan {8 negatively correlated with variance in income distribution.
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In summary, the argument whether or not traditicnal farmers are
efficient is all but passe’, but how to get the farmers to operate at the outer
frontier of their producticn possibility curve is of vital importance.

Although the Afghan farmer manifests certain social and economic
behavior patterns that are barriers to the tr ansition from traditional ways,
it can be taken as a given that the responses of farmers in Afghanistan to
im provements in economic opportunities are generally rational in economic
terms. Their responses to changes in product and factor prices are signi-
ficantly positive. Moreover, the observed lag in these responses compares
favorably with the observed lag in the farmers from Western countries.

Assuming that theie are a dozen or more necessary conditions, all
of which must be simultaneously satisfied to bring abcut the modernization
of agriculture, or neither Afghanistan nor any other ccuntry develcping,
could achieve its goal. If we are to assume that although rural com munity
development, land reform, new laws governing landlord~tenancy arrangemest,
systematization and legalization of water distribution, intrcduction of new
seed, fertilizer and peaticides, farm cooperatives, farm credit reforms,
overhauling market facilities, adcditional feeder roads and transportation
facilities, soils and hydrological analysis, irrigation and drainage facilities,
effective agricultural extension agents, modern farm machinery and organized

agricaitural experimental stations, cannct be met at cnce, attention must

now L2 focused on two critical points.
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a. How can we determine the priorities and the sequence
that eifects the m ost efficient transition ?
b. Can the failure to satisfy any one factor be critical

to the transition of a traditional sector ?



FORMULATION OF A CONSISTEHT STSATEGY FOR
AN INTEGRATED FAS I ER-INTEZNSIVE DEVELOFPIVENT FRIOGIAM

IN THZ EELMAND-ARGHANDAB VALLEY

This analysis is inteuded as a working paper for discussi~n, USAID/

Afghanistan would welcome cymments and suggestions,

The opecific ~bjectives »f the study were:

1. T> expand the understanding of the history ~f the perject,
its problems and its promise.

2, T~ acsess the regults of U, §. involvement in terms »f
assioting the nati~n ty reach i¢s stated grals,

3. To develop an acalytical appeoach and evaluate alternative

solutions t5 probleme encountered at varipus stages,

David Levintow

Asgsictant Directorr
Helmrand-Arghandab Valley Regi-n
UBAID /Aighanistan
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1.  REVIEW OF USAID ANALYSIS AND CONCLUSIONS:

Given the status and extent of th® existing capital investment in the Valley;
the demonstrated respoﬁs&eness of the ared s farm ers to new ieehinblogy
(notahly improvec seeds, fertilizer, tractors and double crupping); the favorable
- natural resource endowm ent; and, despite the continuing RGA preference “or
additional capital investment, the awareness of deficiencies In {nstitutional
performance of HAVA =~ (i.e., itiopt. administrative procedures, the reve;ae
shortfall, budget constraints) - the mest promising assistance strategy appears
to be ome that:

- of’ers the earliest prospect for a significant short-term

pay-ofi;

- applies certain remedies to address the institutional weaknesses;

- encourages the willingness of other, espe)cta!ly mulitiiateral,
donors to participate in HAVA‘s development efforts:

- is well coordinated with other major elefnents of USLID?s
assistance to A ghanistan's national programs;

- acknowledges the existence of communication, credibility and
confidence barriers characteristic of this Blamie culture and
government officialdom, in snch 2 ‘#ay as to establish new
chennels to override those which have been blockagd,

The meain >omponents of this new HAVA/USAID strategy, which takes

cognizance of the foregoing, are:
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(1) A significant jrereassd farmer information/extension effort,
em ploying both subject-specific technicians (horticulture,
farm machinery, on-farm water management, credit, en-
tomology) and zrea-assigned extension advisers detailed to
particular areag(North - Girishk, Sanguin, Sersf ahd South -
Shamsglan, Darweshan). |

(2) Botp the larger number of extension advisers and their access

tothe proposed multipurpose HAVA Manpower Development
Institute, where they can train not only HAVA extension agents
but groups of farmers directly, represent the distinct¥e
features of the new agriculture program.

(3) The implementing agency for this farm er-intensive offort is
proposed to be a 14- man contract team, 4 of whose members
will be primarily concerned with helping to establish the in-
stitute; develop curricula and materials; train staff and conduct
initi~l seminars and workshops. The balance of the group will
be largely the agricultural specialists deseribed above.

(49) This institute's client groups will range from farmefs to exten-
sion agents; HAVA administrative, budget and fiseatl officers;
HAVA operations and m aintenance technicians; water masters_
and ditch riders; as well as senior department heads and policy-
lewl HAVA/HACU officials.
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(5) The other m aj or component of the tecknical assistance effort '
will be 2 7-man project developraent/groundwater investigation
team comprised of a designs/estimates civil engineer; a survey
civil engineer; a soil scientist; economist; geologist; and well
driller, under the guidance of a team leader.

Their principal task will be to guide and sustain an ongoing
program of groundwater assessments; and to review and help
evaludte the varfous capital inveist ment and im provement
projects being considered in the Valley.to determine their
comparative advantages; and help H AVA select and rank in
priority order various alternative investments being considered
f§r implementation during the 4th Five-Year Plan.

2. ASSUMPTI ONS:

The major assumptions are:

- that the RGA will provide sufficient budget and manpower
resources; sgree to pormit specific adniinistrative reforms
anc carry out recommendations for im provements which arise
from the institu‘te's program; to permit operation and
strengthening of the key functional elements of HAVA;

- the farmers will continue to fespond to economic incentives,
will accelerate their adoption of innovaticn practices, and

will vary their techniques and cropping patterms as they have
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done in the past, to triprove the marginal productivity of
the 1and, and that existing entreprencurship and marketing,
transport and storage facilities will ~ nd to absorb and
dispose of the larger volume of high value crops that will

be produced;

the major muitilateral doners - the IBRD (assisting t he
Agricultural Development Bank - AFA); the Agian Develop-
ment Pank (assisting highway development and flood control -
prcjects in the Lower Helmand) will continue to provide
capital and technical assistance in areas relevant to the
neceds of KHAVA;

that the various national rural agricultural development
programs of USAID, notably revenues, provincial develog-
ment/ Food-for-W ork; naticnal agricultural research; and
the Afghan Fertilizer Corporation, will ccntinue to have
their pclicies and programs clesely coordinated with and
suppcrtive of HAVA/USAID cbjectives;

that cther doners, especially Peace Corps and CARE/Medico,
continue to provide specific support in selected specialty areas;
that the new national Government or its successor, continue
to provide leadership, guidonce and support to the HAVA

pregram, and particularly assure a level of local leadership,
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competence and probity to enable HAVA to effectively carry
out ‘ﬂ:s objectives;

- that the short-term pay-off of a farmer-intensive effort
will he sufficiently dramatic and visible, 8o as to encourage
a graater allocation of resouxces in this direction rather
then more area-extensive new project area development.

3. A NEW DIRECTI ON:

What 18 being undertaken is g basic shift of U.S. support from large
scale infrastructural installation to a policy aimed to bonefit the target group
toward whom all previous efforts often fell somew hat short - the farmer.

The tactic i3 to establish and sustain new information channels to
farmers, to provide them with both knowledge and advice in new techmiques,
and to assure that m echanisms exist to nelp finance the cost of the inputs
required by these techniques - land leveling; tractors and farm machinery; im-
proved seed; fertilizer.

There still remains considerable momentum ty the RGA to continue
the thrust of past and present area-extensive capital mvestn; <nt, and mounting
concern about regression of farm land and irrigation structures through
neglect of routine ma.intenanée and promiscuous misuse of water in areas
where the system has made it plentiful, The expectation is that this momentum
will be first slowed, then checked as capital projects now in process or in the
pipeline are initiated and then completed. At the same time, more

concerted efforts to improve operations and maintenance should arrest
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the rate at which the existinc system is being degraded. z.m’fﬁ'wnt *YB%:MOG
a new secular trend of focusing on the exploitation of existing investment rether
than making further capital expenditures with distant and slow starting cash
flow of returning benefits.

4. COMPARISON OF THE FOURTH PLAN AND THE NEW HAVA/USAID

STRATEGY:

The RGA's 4th Five-Year Plan chapter for the Helmand and Arghandab
Valleys is ambitious, comprehensive and basically congruent with the proposed
USAID assistau.ce strategy.

1t is, hovs;ever, somewhat inconsistent’ in that aster initially addressing
the m ain requirement to exploit the existing investment and focus on increasing
crop yields,a seem ingly disproportionate amount of atiention is paid to surveying
further capital investment potentials.

The 4th Plan narrative shares the USSID concern for the need to coordinate
agricultural research, and expanded extension effort and the speeding up of
mechanization, together with an appreciation of the ‘ormidable task of main-
taining the extensive network of structures, canals, laterals, drains and waste-
ways. Attainment o’ procuction goals is concitioned on the caveat ithat the
required fertilizer will be made available.

The Afghan narrative also addresses animal care and stock breeding as
fvell as a continuing program jor the settlement and rohabilitatics of [Endless e

Afzhans, topics on whi -h the USAID proposal is silunds

7.
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The most significant divergence, however, s the RGA {nelusion
of a notable st of new projects, pa:ticularly a diversicn dam and 30 km canal
at Garmak to sexve the Sanguin and Sera} areas, which when added to the already
projectod Chakhansur and Kefakal spifiway projects, Centra? Arghandeb snd
Darweshan activities, sum up to a substantial package of eapital nvestment
which far cutweighs the proportion of resources ptanned to be spent on in-
creasing existing capacity utilization. (The Kajakat hpdroelectric plant and
assocfated transmission lines, already underway, are only acknowledged
briefly tn passing.} |

One could say, therefuro, that the RGA intentions as spelled cut in ths
Plan narrative for the Valley, are somewhat ambiguous, and do not clearly
pose 2 ehoias Between farmer intensivity and area extonsivity.

If the USAID strategy is apprcved within the parametery of the propesed
magnitude, cne could expect that tﬁeee inputs could effect 2 significant shift
in Afghan rescurces as the cutccme of the PrcAg negctiations with HAVA,

Recently, the RGA has indicated to USAID in a letter that they share our
percepticn of the basic goals and objactives for tke Valley, but of ecurse the
detailed negotieticns cculd eventuate in 2 scmewhat different emphasis or

thrust than that stressed in this sector analysis.
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3.

SECTOR GOAL DEFI NED:

a)

b)

* aise the st andard of living for the former pcpulation in the
Helmand Arghandab Valley by exploiting the extensive infrastructure
laid 1n place by past investments,

Provide farmers with economic incentives; adequate supplies of
yield increasing production inputs, snd competent tachnical assist-
ance.

Focus Helmand-Arghandab Valley Authority (HAVA) energies toward
regional agricultural development and the efficient maintenance of

the existing irrication system .

PURPOSE STATED:

a)

b)

Increase awareness and induce selected farmers to voluntarily

accept m odern farm practices; wet er management practices, land
leveling and conscli&ation. as well as cther modern farming tech-
niques central to increasing net farm inccmes.

Stimulate the HAVA to establish und carry out improved managemenss

and administration of the area's resocurces to the benefit of the farmer

OUTPBUTS:

a)

Training Institute:

Prcvides (1) short-term agriculture courses
(2) management and administration training -
throcugh ~ fcrm al classrcom instruction, lectures, audio-visual

aids, seminars, discussicn sessions.

Directed at - farmers, extension and research engineering and

- M



b)  Trained Statt:

- Capable cf - Prcviding instructicn, developing curricula, lesson
plans and evaluaticns in extensicn, research and hydro-
agﬂculture technclcgy. ‘

¢) F-rmer informati on service/public affairs anit :
Provides - On-farm intensive agriculture extensicn and suppcrted
by infermaticn program premceting medemn farm practices-
with direct links tc the training institute.
d)  Cocrdinated agriculture prcgram with Netional Extensicn, Research
Units ¢f M. A.I. and agriculture faculty cf Fabul University.
€) Tachnical capability in hy drc-agriculture technclogy:

(1) Prcject Develcpment Unit ~ prewides traihed pei'sonnel B LT
capahle of conducting prcject development studies plus
grcundwater investigations, scil and water surveys, and
other water related feasibility. designs.

(%) Oneraticns and Maintenance Unit - provides trained
perscnnel in water management, ccntrel and maintenance,

(3) Engineering Unit - provides trained perscnnel in design and
specifications for supply, disiributicn and drainage systems.

f) H/: CU - prevides efficient suppert in irrigation system constructicn.

4. PIRECT INPUTS:

a) UBLID -

(1) Technical adviscrs; Extensicn (5), Research (3), Engineering (3)
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(3)

(4)

(5)

b) RGA -
1)
(2)
(3)

Project Development (6), Operations and Maintenance (3).

(onsultants - as required

Commodities - vehicle, laboratory equipment, training
materials and equipment, well drilling equipment, engineering
supplies.

Anmal participant programs - Extension (12), Research (3),
Engineering (3), Project Development (5), Operations and
Maintenance (3).

Loan - ( possible Asian Development Bank financing ~ $1.8

million equipment loan)

Budgetary suvport
Personnel

Training {acilities

c) Other donors -

@)
(2
(3)
(4)

ADB - capital loan
IBRD capital loans and grant assistance
UK - advisory assistance

Peace Corps - advisory assistance

5. COURSE OF ACTION:

Preconditions: 1) Formal agreement at the highest RGA level on concept

anc objectives
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2) Budgetary analysis ef funding necessary vto imple~
ment HAVA/USAID pyqgram
Basic steps to implement: (See Flow Network)* (Annex)
Phase 1 -
1) Contractor/intermediary selection
2) Indepth analysis ef existing data by contractor intermadiary
3) Develop detailed work plan and schedule to be a»péroved
by RGA/HAVA/USAID
Phase II -
4) Develop Training Institute-facilities, curricula, ete.
5)  Organize farmer infermation/public affairs organization
8)  @oordinate with engoing RGA/HAVA/cther donor programs
Fhase II -
7) Plan surveys and develop statistical base
8) Develop partieipent programg and nominate participants
9) Define logislation required

Phase IV -

project development on-the~job training

* A time phased program will be developed for the fmplementation of each
phase not later then six months after contractor selection.
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TABLE . §.

_KEY PERSONNEL IN HAVA AGHICULTYRE DEPARTMENT

Position

Head
Acting Director General - Research
Direetor - Agriculture Credit
Director General Extension
Director General -Livestock
Assistant Directer General - Extension
Assoeiate Director - Forestry & Horticulture
Directer. ~ Plant Protection Service
Seed Multiplicatisn Officoer - Gawragal
Seed Multiplication Officer - Tarnak
Director General - Land Settlement Division
Head - Tractor Shop
Acting Director General ~ Farm Productioa Division
Head - Irrigation Division
TOTAL

No. of Key
Personnel

xlwwwuawwuwuwgﬁuu-
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No. of

TABLE 1II

EQUIPMENT SCHEDULED. FOR REHABILITATION
HAVA/HACU LOAN 306-H-012

(Abstracted fiom revised liet of April 20, 1971)

' Estimated Equipment l&a.lte. Mbdsl; Description
Units Yr. of Mig. S SN PP
8 1949-52 Tractor and scraper, Caterpillar - DW-13, 706
3 1949-52 Tractor and scraper, Caterpillar - DW-15,45C
, 5 1943-52 Tractor, Caterpiliar - D8
5 1849-52 Grader, Caterpillar - 12
1 1549-52 Traxcavator, Catorpillar -977
3 1949-3 Crane, P&H Model - 955A
2 194952 Crane, Northwest Model - 8
3 1949-52 Crane, Northwost Modei -80-D
2 1949=~32 Crane, Northwest Model - 25 (3 for Dart truek)
1 - 1849-52 Stcam Cleaner, Malsbury
o 194952 Land Plane
3 1949-52 Truck-Tractor, Peterbilt Model-351
1 1949-52 Truck, Dart, Model 200/456
4 1962 Truek, IHC Model F1800D
4 1949-52 Forklift, Clark Model - M~6024
3 | 1949-52 Ditcher, Briscoe Model - M48-STD
1 1949-52 Ditcher, Buckeye Model 160

(Continued) /02 {



TABLE

11 (Continued)

No. of Estim ated Equipment Make, Model, Description
‘Units Yr. of Mfgz., e .
1 1949-52 A ggregate Plant
1 1966 Concrete Pipe Machine; Hyrotile
1 194952 Wo lding Machine; Mstco, Automatic
1 1949-52 F oundry

)
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TABLE. = III

SPECIFICATIONS FOR ARGHANDAB AND KAJAKAI DAMS

 Pseraiard e oS Do s s e

Arghandab Reservoir @eciﬁcatigm

Height: 50 meters
Length along crest: 520 meters
Volume of fill: 2,500,000 cu, meters
Storage capacity: 481 million cu. metérs (390,000 acre feet)
Maximum valve release: 1,880 Cusecs
Power potential: 9,500 kw
Gross irrigable acres under command of reservoir. 191,088 hectares
(225, 000 acres)
Net irrigable with proper controls to provide adequate water: 74,262 hectares)
(183,500 acres)
Normal water inflow: 987 million cu. meters (800, 000 acre feet)
Maximum recorded inflow: 1,675 billion cu, meters (2, 358,280 acre feet)
Minimum recorded inflow: 570 million cu. meters (462,170 acre feet)

Kaj 'akai..aésg rvoir Spée g icatiyns

Heieht: 94 meters

Length a’.ng crest: 293 meters

Bdse width: 400 meteids

Volume of fill: 3,225,000 cu. meters j

Storage 8apadity: 1,844 billion cu. meters ,455, 000 acre faet)

With spillway gates: 3,084 Billion cu; metets (3,500,000 acre feet)
Maximum valve release: 8,500 Cusecs

Power pdfential: 120,000 kw
Ifrigable Area imder command of redervoit iao;ooe«dﬁkgém hdetares
{450, 000--800, 00 déres)

(27



TABLE IV

IRRIGATION SYSTEM OF CANALSl/

Feature Canals Wasteways  Laterals Sublaterals 2/ Farm Ditches 2/ Drains Project Roads
km km km km km km km
Boghra Canal 75.10 - - - - - - 150, 20
Darweshan Project 54.70 45,10 20,11 48,89 28,52 88,15 365, 22
Marja Project 31.06 4,90 35,72 133.52 - 545. 65 494,94
Nad-1-Ali Project - 8.00 49,19 - - 322, 82 236,590
Skamalan Project 73.04 5.68 12,42 - - 120,67 359.67
Ceutral Arghandab Pro. 43,70 1.56 0.32 - - 30,48 151.48
North Tarnak Project 1058 . 0.60 9.17 - - 9.18 40.92
South Tamiak Project 21.32 - 5.16 24.79 26,65 53. 22 160,27
Babajee Area .- - - - - 7.07 -
Arghandab Dam
Kajakal Dam
Boghra Diversion Dam
Darweshan Diversion Dam
Arghandab Diwrsicn Dam
Flood Control Dikes (5)
Interproject Roads 362,
TOTALS 311.60 66,93 130,09 224.41 58.17 1,177.31 8/ 2,321,20

|

yAs of April 1, 1972
2/ Maintained by farmezs
8/ Includes interproject roads

Re
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C.

TABLE \'4

KEY ENGINEERING AND TECHNICAL PERSONNEL IN HAVA & HACU

ENGINEERING DIVISION

Position No. of Key
Persomel
Director General 1
Office Engineering 19
Field Enginesring 10
TOTAL 30

PROJECT DEVELOPMENT DIVISION

Direntor General
Civil Engineer
Geologist
Economist

Land Classification

m'»o—-r—nwa-

TOTAL

OPERATION & MAINTENANCE DIVISION

Director General

Assgistant Director Gemneral
Chief Irrigation Cpezziion
Asgsgistant Chief Irrig‘atzon Dperﬂtion
Chief Water Master

Assistant Chief Water Master
Water Masizr

Assistant Water Master

Dam Superiutendent

Assistant Dam Superintendent
Director, Arghandab Area
Program Director

Director Maintenance

Equipment Repair Superintendent
Foremen (Repair Shop

w
NImHNMHHNNwHwaMw

TOTAL

(Contimzed)
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TABLE __V (Coutinued)

d. HACU

Position No. of Key
Personnel

General President

Legal Officer

Vice Presidcnt (Administration)
Vice President (Technical)
Director - Ceuneral Supply
Director - General Services
Director - Finance Management
Director - Personnel

Director - Epgineering
Director - Coastruction
Director ~ Maintenance Shops
Assistant Director

Senior Engineer = TCN

Supply Advisor -« TCN

Cost Engineer - TCN

Office Equipment Repair Man - TCN

Pt hed (ob b e Db fud (et b b Peb pud fed B (e Pt

Funded under loan.306-H-012:

Field Juperinteudent ~ American
Office Msnagzr - American
Master Mechanic - American
Mechanics - American

&l
CICO = 1 e

TOTAL

NOTE: In additicn there s an adequate complement of Afghan
Field Superintendeats, foremen, and approximately
900 craftsinen and laborers.



Actual-Expendi-
fures from 1349
(1970/71)
D&M 8.4
Agriculture 15.0
Projoct Studies 5.0
Other land/wat%r
-develcpment b/
Other 11,6
TOTAL 86.8

a/ Afghan year begins .fa:ch 21

HAVA ANNUAL BUDGET (FROJECTION)

TABLE

Vi1

Estimated Ex-
penditures 1350 1361 & 1352

A971/72)
In milliong of afs
15 20 22
15 16 18
& 8 14
50 38 80
8 3¢
15 10 10
100 1008 118

13563

1354

20

18

80.
10

232

20
80

- 80
10

238

1356

(1972/73) (1973/74) (1974/76) (1975/176) (1976/77)

28
24
20
80

90
10

242

spillway gates (8. r “lon afs), and a nominal sum of 20 million afs to start the Arghandab,

in the MOI/MOPH budgets.

/%]

5 Yra,
1352 1356
55 (1977/7
129 30
100 25
- 80 20
358 80
292 80
_50 10
1000 235

Cther land /watex ~3°melopmen.§ includes drainage (120 million afs), Sera} development {70 million afs), and Kajakai

Level approved by Cabinet. Does not include fumds foer public health and eduoation which apparently are included



N.P.V. Growth with Project

N.P.V. Growth with Profect

HAVR

Adjust-
ment

HAVR

Adjust-~
ment

o~
W

.-

TABLE

VII

HELMAND-ARGHANDAB VALLEY PROJECT INVESTMENT FEASIBILITY

ANALYSIS

Percentage Annual Return on Investment Sensitivity Analysis ‘

Project Life to 2003

Original Costs

Net Productior Growth Without Project

% Judgement 1,5% 2%
12,44 8.52 7.52 5.38
7.00 2,74 0 (1]

Project Life to 1993

Original Cests

Net Production Crowth. VWithout Profect

0% Judgem-nt 1.5% 2%
9.24 4,15 2.96 0
1,88 0 0 0

Project Lifc to 2003

fé 15% Contingency Costs

a1_Net Prodiuction Growth Without Project

.y 0% Judgement  1.5% 2%
- ,

¥ HAVR 10.41 6.87 5.84 8.77
g Adjust-

5 ment  5.38 0 0 0
c

&

“

“ .

S Project Life to 1993

£ 15% Contingency Costs

R Net Productisu Growth Without Frojcel

& 0%  Judrcineat 1.5% 2%
B "

'§ HAVR  6.65 1,92 () 0
o

S| Adjust- -

o ment ¢ 0 0 0
A
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