MEMORANDUM Mareh 5, 1975

TO Mr, Vineent W, Brown, USAID/A Director

FROM : ErnestdJ, Barbour, A/D

SUBJECT: Central Helmand Drainags apd Irrigation Bnprovement,
No, 306-11-120-146
REF : Project Paper dated 14 February 1976

Since your departure for coasultations in AID,/W, the USAID staff has
had time to study the referenced paper and to make comments oa it
Hopefully, these comments will be useful for the reasons that we now
understand that new projects in the Helmand will generally conform to
the newly approvad DAP strategy and project criteria; the NESA Advisoxy
Comraittee has approved the project "in principle” meaning, probably,
that there remain substaptive questions on the project design; and John
Wilson's impending TDY to work on the two Helimand papers represents
an opportunity to modify the project dasign for the purposes of making
it a more aitractive projoct to the Afghans aad ourselves as well as
increasing the probability of success during implementing.

This memorandum is in two parte: the first presents eritical comments
on the Project Paper; the second contains a proposal for a medified
project design. In addition, there are attached memoranda from in-
dividunal officers on particulay points which they feel hear clossr exam-
ination than is provided in this memoranium,

PART I.- COMMENTS ON THE PROJECT PAPER

1. Definition of the Project in Phages I and II, Thore are many
parts to the problem of definition. The first 18 that several officers

suggested that it will be necessary to define the geograpbic area in

which we intend to work in the relatively limited and very short Phase L
They believe the Project Papor ought to specify that we are going to work
in a well-defined area, &.g., Darweshan or Matrja or Nad-i-All or
Shamalan, but not in all four acress ths board in Phase 1. The second
definitional problem fs whether project work, e.g., the coastruction of
farm drains and the improvement of major drains, will take place on
"project (meaning HAVA) land”, "mon-project' land or both. I work
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will take place on son-project land to any significant extent, then some
officers suggested that the updating of the master drainage plan must

be accomplished before any physical work can be undertaken lest the
drainage and eanal eystem be overloaded by ad hog designs and construc-
tion.

Further, USAID should be certain that it is not now being drawn tato
a situation where we are attempting to drain and tmprove land that has
been classed sinoe the 19508 as being unsuitable for either development
or {rrigation, Rersons for such classiftcation inclede varying thiek~
nesees of top soil with an underlying, impermeabls layer of conglomerate
causing high water table, major seepage from canals and draine aggra-
vating the above problem, large scattered deposits of gypsum, large
variations in soil qualities, and, in some areas, high salt conteat in
sub-gofls, Some of the recently settled areas between Nad-t-Al and
Marja in need of drainage appareritly fall into this category.

2, The Isherent Comploxity of the Project Design, Cne part of the
project purpose is to conatruct "100 kme of farm drains"”. The text of
the PP makes it clear that this construction will occur on settled lapds
rather than on lands being readied for settlement. Unfortunately, HAVA's
vecord in relating to or sscuring the voluntary participation of farmers
ie very poor, HAVA has neither the experience mor a model of HAVA-
farmer participation ready for testing. This is true for both on-farm
drain construction and water management at the farm level, Thus, it
was suggested that in order to increase the probability of success of a
drainage program and also to gain experience in relating to farmers,
HAVA ought to undertake the construction of drains on land whieh is
about to be geitled rather than on land already settled,

' The Helmand Valley is uot in any sense homogeneous in geography,
 sofls, people, agricaltare production or levels of development, If
drainage work is proposed by HAVA in settled areas where the farmers
 do not perceive a major drajnage problem and do grow what they consider
io be a good crop, there will be major problems of implementation vig-g-
| ¥ig the people, A possible exception to this statement would be to work
. with some of the khans who appear to have slightly higher production
| expeotations than some of their poorer neighbors who can ill afford to
| expertment, even om credit,



K farm drain work is proposed by HAVA in gettled areas where pro-
duction is very poor, due te a poor clase of land ard ‘or poor drainage, we
could resgonsbly expeet farmer cooperation. The farmers have litle

' choice,

f In any case, it would be useful in the early stagss of the project, to
lnnit fnvoivement in the construction of farm draing to areas where
Ql) the land classifications ave favorable and (2) the farmers are de~
manding kelp from HAVA, Under these conditions, medels of farmer
partiefpation could be developed and fested,

! A second alternative would he to concentrate on-farm drain construc-

| tion in uninhabited areas that are being prepared for settlement, This

| could bo done in places like Darweshan or sections of the central Shamalan,
areas of apparent development priority for BAVA, This would provide an
opportunity to develop farmer-HAVA relationship models from the very
beginaing of settlomont, ¥ desived, it could allow far the development of
a more comprelensive model for velationships involving not only farmer

| education on improper drainage but also in proper water comtrol,

] The conatruction of major drafus across farmers® land will result

in problems shmilar (o those encountered but mot solved in the Shamalan
Land Develspment Project. In thoso cases where farmers lose land to
pew main dzalng, care must be taken by HAVA that those affected are paid
for their loss, HAVA 'S poor historical performance in this area ie
related, in part, to the lack of land titles and, in pari, to buveaueratic
indifference.,

An sducation program to demonstrats the need for drains to farmers
coupled with a financial zechanism for medium to long term credits to
farmers for tuilding drains and water control structures appear to he
mintmum conditions for starting on tho problem of direct farmer partici-
patfon in the project. The project 28 curvently desigred in the PP over-
looks these probleme by propoeing 2 rather paternalistic, or werse,
authoritarian approach: BAVA will agres with AID to do work, contract
with HACU for the exscution of that work, and iavolve the farmers by
paying them (or perbsps rural day laborere) for their lzbor in making
capital improvements to their own land., This doee not appear to be a
feasible approach in terms of huilding HA VA -farmer relationships which
would maxin:ize developraental prograce in the Valley and farmer partiol-
pation in thiz progreas,
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The points to be stressed are that the focus in the early phages of
the project should be ob sslected hut limited areas where there is a
warimuge potentinl for farmer cooperstion {conditions noted above) and
with an eye to developing medsls for farmer cooperation and participation,

The production gains expected from the project assune farmer coopera-
tion on drafaege copstruction and on irrigation water mansgement, R is
a well-known and frequently decmnented fact that BAVA doos not aad has
not attempted to introduce programe to manage tle flow of water on
farmers' ficlds below the macri~irrigation systems level, This important
eloment of agricultural preductivity fn the Hehnand is governed solely by
indigencus social systems. Yet the Project Paper (p,19) efates:

"The project also would provide for frrigation plans to
ba set up. The plan would determine the water needs for
each farm amd irrigation schedules wounld be laid down in
such a manner that {hey would have to be followed. A
program of edu eation and training to feach the farmers
when and how to frrigate will be necessary, "

The PP, unfortunately, does not explain what this "plan" ig or how
it will operate. We therefore are unable to apsess whethsr HAVA or
anyone in USAID has a workable solution to the on-farm waier manage-
ment pioblem, We do note that no provision of technical assistance ie
made for social anthropologiats cr small-geale irrigation specialists or
others who might address these critical questions, Nor is there any
suggestion that HAVA has efther any expertise or interest In the problem
of water management,

3. Anineremental, Phased Approach, ¥ the DAP approach were
followed, the sequence of events might be gomething like the following:
(a) test out the on-farm drainsge construction elemant in a pliot effort
uslng the fixad coat reimbursement wathod; () aftsr the successful
test, expand the program perhaps taking or a more complex problem
(l.e., drainage on settled land rather than on nonsettled); and (¢) ex-
pansion futo a full-blown perhaps loan-financed stage, If the FCR
method of financing were usod through every phass, the cooperating
agency would bs accumulating foreign exchange with which it could
purchage whatever it wished, Lut certainly equipment, spares, and im-
ported materials. In the cage of the veforenced PP, the sacond part of
the Phase I project purpose is the ", , - improvement of 80 kms of major
drains..." & is not clear (a) that drainage improvement should he
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censtrucied hefore the updating of the niaster drainage plang (b) why
USAID ghould grant-finance new equiptoent and sparas wken neither the
new equipment yor the spares can be procured, shipped, or usad in the
rehabilitatton of old equipment in time for the draipage !mprovement

in Phase I; or (c) since the USAID i proposing the FCR method, why
HAVA couldn't purchase its own equipment and/or spares with the U, 8,
dollar proceeds it will earn from the construction, In sum, the project
as proposed appears to be out of phase with the evoluticnary procoss
envisaged fn the DAP. At leasi one possible, improved sequence would
be: to updste the master drain plan firsi; improve the main drains;
test the on-farm, preferably unsettled, drainage conatruction program;
and if all of the foregoing were sucoessful, make a loan for an expanded
FCR drainage project. But since FCR uses foreign exchange payments
ae a performanoe incentive, there appsars to be no justification for a
separate grant to buy equipmert and spares -- especially before HAVA's
performance has been demonstrated,



4, Fixed Cost Reimbursement. The Project Papsr proposes to involve

. U.S, techuniclans in the design, construction sapexvision and monitoring
phages of project implementation aslng the FCR method. The UUSAID had
pravicusly determined In the caser of Rural Works, Rural Schools, aad Basic
Health Services that when the FCR method ig employed for construction we
should not provide techni¢al agsistance to solve the host country's design,
englneering or construction superviston problems. Our rationale was that
the GOA could then claim that the V.S, was responslble for any deficiencies
in the construction which had resulted in the U,S. not paying the agreed sum.
By contrast to our other new proposed projects, the technical assistance
clement in the Central Helimand project Is very heavy and inserted at every
stap of the process from design through final inspection. This suggestis that
either the fixed cost reimbursement method cannot be used for draloage
construction ox, if an emphasis on HAVA performance and rospousibility is
degired, that the U, S. technical aggistance component would have to be
reduced. Put another way, using the FCR plus the heavy technical agsistance
implies that the designers of the project do not have confidence i thalr
frequent staterents that HAVA and HACU aye among the best aud most
techuically competent organizations iu the country. In any eveunt, USAID must
be concerned that the people who are luvolved In the design are anot alse
direetly supervising construction and monitoring, inspecting and certifying
for USAID. USAID PASA or contract advigors might help with the des ign
problems in the master dralns study but only check HAVA's on-farm drainage
plans. Counstruction supervision should remain HAVA's problem while the
process of monitoring inspection and certification of completed work should
remain the respounsibility of CDE's Chief Eugineer. Any other method would
appear to compromige either the FCR methed or Individual officers,

5. HAVA/HACU Capacities and Requirements, In the absence of an
independent check there are several officers who arve concerned that HACU -
the prime coniractor under the proposed project -~ may not have the slack
capactty to take on the additional work. HACU's contemplated involvement in
the ADB-financed Kajakat Gates, the road projects, the current contract work
on the Chakbausur canal and other projects in the region may be near the limit
of HACU's capacity. With respec: to equipment and spare parts, some ofticers
believe that an inventory of the kind, condition and physical location should be
taken before any decision i made on 1. S, grant or loan financing. In this
regard HAV has failed to provide reports required by loan 306-H-012 which
would help answer these busic questions (though some tnformation was provided
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M. Tysch du-ing the jolnt project development exercise). Based on very
sketchy Information it would appear that poor maintenance and the physical
dispereion of equipment, koth operational and deadlined, iz as serious a
probium as the lack of spere parts (many of wileh were provided under Loan
012 and which ghould be verified by fuvestory). When a complete inventory
of eguipment znd tis condition is in haud plus the fnveutory of gpare parts
ecompleted, tha USAID would be tu a boiter pozition to determine equipment
and apare paris requirements though, per the discussion in 3. and 4. above,
there Is still a good case for uot floancing these parts at all or at lesst not
in advance of HAVA's demonstrated performance. Some officers have argued
that it would be unwise to order any equipment until the master drain plan is
updated, since it ig only then that sotual work requirements will be known.

PART IIl. PROPOSAL FOR A MODIFIED PROJECT DESIGN

We believe that the Central Helmand Drainage and Irrigation Improvement
project can be an excellent ons, producing quick, high returns per dollar/
afghant expended. We believe, however, that the projact desligun as it now
stands ean be improved In the sense of increasing the likelihood of the project
belng a succers, the erlteria for the latter belag those set forth in the DAP
plus the additional criterion of increased food production. We believe that
the PP is most weak in developing a mechanigm for involving farmer partici-
pation in the project. We accordingly offer the following abbreviated project
dealon for congideration,

A. Summary of the Eezsentlal Froject Deslgn Blements

Seleot two areas where project actlvity will be concentrated in constructing
farm dralng on lands classlfled as irrigable that are: (1) unsettled, waterlogged,
salted land, and (2) settled land of very low productivity because it is water-
logged and salted and where farmera demoustrate a clear demand for assistance
In dralniog thetr land. ‘The demand could be indicated by a signed statement
from each of the affected farmers that he wants assistance and will In return
for asslstance agree to participate In & water manageraent program upon
completion of dralnage ditch constructlon. We would be Inclined to encourage
the GOA to provide grant assistance (or at least in an amount equal to USAID's
FCR) to farmers during the first phase of the project In order to:



1. obtain leverage la securing farmer participation io a (largely
experimental} water managementi program;

2, provide a demonstration effect. The grant can be consldered as
a cost: of the educational/public information program required for modexra
water manageraeunt In which farmers voluntarily participate;

3. generate information and quantitative data upon which' HAVA~farmer
partlcipation models, (n both drainage and water management development,
can be baged;

4. glve the HAVA/GOA time to work out credit arrangements through
which farmers can finauce their own drain construction after Phase I.

For the land to be drained for settlement, a prerequisite to settlement
might well be an agreement to participate In a water management program.
Sueh a stipulation is not likely to be viewed with disfavor since the new
settlers would need advice on water use anyway.

A project designed as suggested above would present an excellent oppor -~
tunity to begin work on farm water management, an area that has been
essentially closed to entry in search of solutlons.

The design would also present excelleut opportunities for developing
HAVA participation models, Includiug an educational/information compounent.
In this regard, Phase I should include some very small on~farm drainage
construction demoustration projects on land in other locatlons in the Valley
and on land in differing degrees of salinlzation and waterlogging.

B. Project Phasing

Phage I, Elements (from approximately the eud of FY 75 through the
end of FY 76)

-~ update the 19508 master drafnage atudy

-~ ideuntify areas to be worked in over the next 5 years

-=- gelect one or two project areas, preferably on unsettled lands which
are classified as irrigable and require drainage structure before settlement
can take place, with care takeun that the resulting irrigation requirements
would not have a detrimental effect ou adjacent seitled lands (note: this Is an
issue which would bs addressed in the overall requirements study of soil and
water resourceg In the Helmand Valley
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= begin the collection of wociological data on areas Identifled for
development;

-- execute an agreement with HAVA using fixed cost reimbursement
for the counstruction of farm drains, proferably using Iabor-intensive rather
than machlne-intensive methods under HACYU supervision in the above
identified selected project areas;

=~ undertake a compleie inventory of HAVA and HACU construction
equipment and spare parts including physical loeation, operational condltlon
and commitment to future jobs and concurrent review of HACU costs and
charges for equipment use, labor, material and supervisory work, Upon
the completion of the updating of the master dralnage study it would then be
possible to corplle a list of equipment and spare parts requirements based
upoun current iuventories and future work requirements.

Phase 1. Elements (approximately Flscal years 77 and 78)

-~ loan-finance HAVA's and HACU's equipment and spare parta requirements;

-- loan-finance the construction of new and the improvement of old major
drains using the fixed cost relmbursement method per the priorities and
gpecifications of the master drairage study (and develop and test a right-of-way
payment methed);

=~ loan-finance the construction of on~farm dralns for unsettled project
areas uslug the experience galned in Phaze 1;

-- develop a model and test it with grant finaneing to galn the financial
and labor participation of farmers in the construction of on-farm dratus_ in
gettled areas. This could be done using the FCR method with HAVA; however,
the more important element would be to develop a model for farmer partici~
patlon, testing, evaluatiou and redesign of the model until a workable process
of HAVA -farmer cooperation ls found.

Phase . Elements (approximately Fiscal Years 79 and 80)

-~ contioue to loan fivance the coustruction or improvement of major dralus
using the FCR method; :

-- loan finance a share of the cost of constructing on~farm dralns in
settled project areas using the farmer participation model developed in Phase .
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Uunder this three-phase scheme the USAID would grant-finance the
services of the direci~hire project mavager, the short-term services
of a PASA or contract group for assisting fa the updating of the master
drainage study, the services of small-ucale irrigation specialists and
an anthropologist for the development of farmer particlpation models, and
the gervices of engineers to accomplish the review of designs and speci-
fications and the monitoring and luspection of construction work under the
FCR method. Ia addition, part of the $ U,S, dollar proceeds of the fixed
cost reimbursement method of financing might be placed tu a special letter of
credit for the use of HAVA and HACU in replenishing thelr spare parts.
Beyond the graunt-financed experimental phases, all costa of construction
and equipment procurement would be loan finapced except for U.S. overhead
for a direct-hire project manager and engineering monlitoring and faspection
services.

Attachmeuts

A. Rellly/Standish memo dated 2/10/75
B. Mitchell/Barbour memo dated 2/23/%5
C. Rellly/Brown memo dated 2/25/75

D. Standish/Johnson memo dated 3/1/75
E. Scott/Barbour memo dated 3/3/75

F. Rellly/Files memo dated 3/4/75

G. McMahon/Johnson memo dated 3/4/75
H, Wlilson/Johnson memo dated 3/5/75

I. Tyson/Wilson memo dated 3/5/75

Drafted by: Charles W. Johnson, AD/DP
Raymond W. Hooker, DP
Richard B. Scott, DP

Clearances:
CDE: D.Rellly (draft)
CDE: J.Standish (draft)
AGR: J.Wilson (draft)



