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PROGRAM SCHEDULE SHAMALOW UNIT (31,399 Acres)

SUMMARY

The accompanying schedule and this descriptiwe report cover work of
~ the Program Scheduling Spacialist of The J, G, White-Engineering Corpora-
tion for the two-year period starting November 10, 196%, completing
scheduling services for the U, S, Agency for International Development
{USAID) under Contract ATD/nesa - 1kl {Afghanistan), as amended, and the
?elm§nd Arghendab Vallay Authority (HAVA), Royal Government of Afghanistan
RGA

The schedule shows the major elements of projected operations thought
by most to be necessary in the Shamalon Unit for achieving full irrigation
development and early economic returns, The projected operationa and
programs are tabulated in the left colamn of the schedule with bar lines
superimposed on the seven-year quarterlywdivided calendar to the right
' showing when each particular action is to teke place,

‘The Shemslon Unit is located on the west bank of the Helmand River in
the Helmand Arghandab Region, in the vieinity of Lashkar Gah in Southern
Afghanistan. It consists of 31,399 acres of irrigable land on the first
and second terrace levels bordering the river in a gro®s area approximately
40 miles long by 2-1/2 miles widee

- The schedule has two phasea dealing with development of the Shamalon
Unit, Phase I is concerned with the physical betterment of lands, including
congtruction, resebtienent of the developed lands following construction,
and the operation of the irrigation system. Phase II deals primarily with
programs for implementation afbter construction and resettlement are
complete, so that prompt and effactive utiliaation of the developed land
may be made.,

Unrasolved Tssues, Certain issues remein to be resolved. The issues

consist of a broad complex of political, social and economic matters all

of which are important to the success of agricultural and rural development
in the Shamalon area., While the issues are described in more detail else-
where in this report, in general they involve population displacement during
construction, charges for lénd improvement, delivery of water to farmers
and assessments against users, setilement policies, public health, education,
and rural women's activities, The most pressing need is for a sound plan
for moving and relocating the rural population before comstruction begins in
early 1968, but preparing such a plan may be difficult to do without solving
other related issues.

It is obvious that expanded activity lies immediately ahead for HAVA
and RCGA in which significant incrsases in perscnnel, facilities, and budgst
will be required.



hecommendations, bPecause ohe many umrosoived LSsUeE are LLoo up BLLn
Kfghanistan laws, cushoms, and regulatlons it is falt that solutions
ean best be made by HAVA and RGA, TFor this reason, it is recommended
that the Program Scheduling Commitiee {described later in the report)
be given the conbinuing responsibility %o study the unresclved issuss
in a thorough, systemabic manner and develop early specific recomnenda-
tions for comcurrence by RIA and others.




74 CEGROUND

et -

The scope of services ci the Progran Srheduling Specislist ave
describsd in the original coptract as followss

Within $weive months he shall nave cuapleted preparation
o1 & davaelopment schedule for thz cultivabed and unevltivated
jand of the vwalley which takes speelfic aseount of the current
tevelopment of procsssing indusiries, comminity services, roads,
veed for apd availapility of manpower wnd budgeh resources, and
the deairability for rapid increase in land productivity.

Under normal eireunstances, such an assignsent might have been
possible. In the Helmand-Arghendab Region, howsver, detaelled programs
ard clearly defined objectives did not enigt, The development of sub-
stantive programs, per se wus clearly noh within the scope of services
of the Program Schedaling Jpecialiost.

A long standing major cbstacle To the development of the Valley has
been the lack of 2 well-conceived speeific plan with eleariy defined goals
and supporting programs required to anhieve the goals, Preparation of
pilans iz glowly materialiging bub mch work of this nature remains to be
done. The HAVA Planaipg and Statistics Divislon was ereated in 1966 and
15 undertaking sowe planning work, but 1t has net yet bescome fully
a®fective. Vo over-all HAVA=HAVR:# planuing ageney exigts for the
preparstion of jolntly agracd upon plana,

The FIG}T relating to the extensiou of the sentract of Ths Jdo Go White
Enginsering Corporailon as well as the smendment modified the servicas to
be performed by the Program Scheduling Specialist to the preparation of:

A complete vrogram schedule of the work required for land
development of the 13,310 asre West Shamalon tract. (The
West Shemalon schedule will constitube compliance with the
scheduling requiremsnt of the provicus sontract.)

To support the scheduling work, H. 5. General President Safl formally
aopointed a commitbee on jipril 12, 1567, replacing an ad hoc commitise
waich had existed cerlier. The new conmittee consists of HAVA officials
and the Program Scheduling Specialist and is chaired by Mr. Tawsb Azsifi,
nead of the HAVA Technical and Engineeripg Division. The assignment of
the committes mg stabted im the appoinbtment lettar is as follows:

#eimand-Airghendab Valley Heglon (HAVE) 1s an agency of USAIL.



ha coumitbes will consider and weigh a2ll available faets,
sonditions and reports in order %o identify the full range
of programs and achbions necessary to brimg the West Shamalon
Prom the present stage through its development to the point
where final and effective utilization of the land is reslized.
This will include for each program or action a starting date,
“he rete of whisa %he activiity 18 expschbed to procesd and
it antigipsted completlon dabe, all oroperly phased and
integrated into a realistic schadule.

The commitbee has bsar achively sngaged with programs, problems, and
solvtions . Comnitbee members have been enthusiastic. Several hsve devoted
considershle extra ¢time making special studies bearing on the woerk of the
comittee, The commitbee has done wach o bring problems and issues into
tha opsn Jfor free discussion., The result has been to stimulate thicking by
Afghans towvard seeking sstisfaetory sclutlions, especially for the broad
gouplex of unresolved sceizl, politicael, and economic issues affecting all
paople of the Shamalen ars:z,

Since 196h, a U,5, Buresu of Reclamstion water rescurces team has been
on the si%e carrying out devailed field investigations and technical studies
to determine feasibility of development of the Shamalon Unit, The Draft
Feasgibiiisy Report of the Shamalon Unit, consisting of 31,399 acres of
irrigable land in the Helmend-Arghandab Region of Afghanistan, was publilshed
in September 1967, and the final edition is expected by January 1, 1968,

The Shamalon Unit is the first srea to be ready for physical land
betberment nnder the USATD assistance progrem to HAVA. Since the intentlion
no9 i3 to develop the Shamalon 31,399 acre tract as a unit; and the full
enorgies of both USATD and HAVA sre being applied in this directlen, it vas
suggested thab the preparation of & realisbic scheduls of programs for this
arse would be wore meaningful than for the West Shamelom 13,310 scre tract.
HAVA has reguested such 3 schedule, USATD has concurrad that preparation of
a schedule of programs for the whole Shamalon Unit consisting of 31,399 acres
would be acceptable as fulfillment of the contractural terms of the Program
Schedulingz Speclalist, since it includes the lesser West Shamalon 13,310 scre
tract,



BAASE T, LAND AND TRRIGATION DUVELOPMEND

Land and irrigation development embracas all of the work required for
phyeically improving and betitering the Shamalon land to make it ready for
irtensive agrisultural use, T% starts with examination of the solls to
determine whieh lands are feasible for betterment. It ineludes construction
of the water distributiorn system, drainsge lines, roads, domestis water wellse,
and preparation of the lands for uniform application of irrigation waber. It
inecludes displacemens and r esebtlement of the population, setilement of
svrplug government lends, and the operation and maintenarce of the irrigation
system. A greab deal of time goes lnty the menarabion of plans for the pro-
jected operations required %o complete lacd and irrigation development and
most of the cost of development is for consbruchtion done in this phase.

LAND CEVELOPMENT (line 1)

FUASTRILITY STUDY (Lins 2)

4 water rescurces team of the U.S. Bureau of Reclamation has studied the
Shamalon area in detail., "he record of their work and findings is reported
in the Draft Feasibility Study of the Shamalon Unit published September 1967,
The finzl report is expected to be issved by January 1, 1968 showing
mssentially that development of the Shamalon 31,399 acre tract is economically
gound and technically feasible, if cavried out in accordance with plans offered
in the report,

FNGINEERING (line 3)

Topographic euwrveying (line L)) The field surverying work required to pro=
dunce The topographic maps of (he chemelon Unit is about L5 percent complete
and is erpected to bz completed by July 1968, These maps will be rasquired for
the design end field layout of all irrigation structurez.

Design and congcruction supervision (iine 5) Design is concerned
primerily with the sizing and sharing of the conduits for carrying water and
the leveling of agrisultursl land for the uniform application of ilrrigation
water, Design is followed by field layout, which construction machinery fellows
in building the regquired irrigation structures. Construction supervision
provides for periodic field inspections to assure that essential design features
and specifications are fulfilled. Design work has not yet started for the
Shamalon, although sufficient basic information exists. The decision on how
the responsibility for design and constraction supervision will be assigned and
the personnel required has not been made, bub it is snticipated this will be
settled at an ecarly date so that design work may be started as soon as
possible, By its very nature, desigp and congtruction supervision should
continune until &1l project structures have been completed, now estimated to be

ahout January 1, 1973,




- HELMAND=-ARGHANDAB CONSTRUCTION UNIT (HACU)(line &)

Loan negobtiation (Lliue 7) A 84,6 willion loan has been approved oy
USATD T provide equipment anc bechnical serviee for use in a land betters
ment program in the Helmand-Arghandab Valley., Negotiations between USAID
and RGA on the use of this lesn is already under way., It is expected
that negotiations will be complsted by Mareh 1%, 1968 making funds
available frow the loan st thst time.

ioan funds become svellable (line 8) The date that funds frow the
e@enipment LOAn bacome aval.isbia 18 crivieal. Firm steps in tooling up
HuU for psrforning “he required conztruction are gearad to the date thab
funding begine. ‘

Procuring meterials and equipnent {lins 9) Ths preparation of detailed
ligts of spare parts and repair meLerials required to rehabilitate old
construetion equipment now on hand will constitute the major part of this
activity, Some new aquipment and waterials are dlso needsd and these sts
and the epecifications must also te prepared. Following the preparation of
lists, bids must be requested frow U.S5, suppliers and orders plaged. The
greatest time lag will be consumed in filling the orders by suppliers plus
transit btime by osean, rail and truck to the headguarters of HAGCU. From the
beginming of the prevaraticn of lists and spseifications until arrival of
significant amounts of materiszls md aquipment in Afghanistan et least 12
months will be required, or vstil about April 1969,

flehebilitation of old eguipment (line 10) During the pest year, HAGU
has been rensbilititing oid eguipment but because of the shortage of critical
spare parts and veosir maberiasls, 1ittle of this work has been done with the
thoronghness required for sustained hesvy construction work. Much of the
rehabilitetion work will have 4o be redone, following srrival of new spare
ports anticipated under the loan. Some equipment remains to be rehabilitatad
in entirety, Onch equipment as is cperational can be used now and with its
rolesse from other constructicn projects it cen be diverted to the Shamalon
ares, starting abont February 1, 1968, The need for rehabilitation and
major repairs of construction equipment will contimme through the construction
phase of development .

Recruiting foreign psrsonnal (line 11) Both American and third country
national (TCN) tecanicians will be required to veinforce HACU in the technical,
administrative, supsrviscry, znd construction fields. Some personnel will be
recruited immedistely after lcan funds becowe available for use in building
up the capability of HACU., Others will de recrulted as project regnirements
demand, Wost, if no% all, of bthe foreign personnel will be needed throughout
the senstruction period. ‘ g a

Staffing up and training {line 12} HACU is wvery short of Afghan personnel,
engineersd, SKilied equipment oper&iors, mechnanics, and supervisors, Organiza-
tional requirements should be determined at au zarly date and recruiting and
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Yraining of Afghan nhtiovels initisted S0 LRET The Proper numoer oI peopis
with tha right kinds of skills will be on hand when needed, This is a time
consuming job of considerable magnitude.

CONSTRUCTION OF CONDUITS, POADS, LAND LEVELING AND MI SCELLANEOUS
I RUCTON RS (1ine 13

Construction of water distbribubion system, the drainage collesction Llinmaes,
irter-project roads, and the leveling of land constitute the major
censbruztion effort and cost of improvimg the 31,399 acres of land in the
Sramalon Unit, Construction cost is expected to average about $337 per acre,
ineluding enginesring, owverhead, and interest during construction. This work
Lo requlred so that wmodern agricultural technigues may be introduced.
GCenstrustion of a modern irrigsticn system of itself will not increase
pgricultoral production substantizlly. It must be followed by a well-conceived
plan for increasing sgriculiural production, using proven techniques and nayw
irputs. Construction, asing present HACU equipment, can begin on a modest
geals daving the firsht guavter of 1968, The tentative schedule for completicn
of land improvement is an lollowss '

19685 1570 acres
1969 6280 acres

197C THEL acres

TOTL TAS0 acres
N THED acraz

Takal of 31400 acres to be completed by January 1,
1573,

The general plan is to take over a block of land of a size that can be
#inished in ope year., Tne population will be vrelocated during this period s¢
shat mashinery may operate freely, Upon completion of construetion, the
people will be returned to the land by & scheme ysi to be prepsrad. During the
£:pgt year land leveling will starit in the. south end of the West Shamalon block,
Simultensously the lateral feeding this area will be built. This plan will
permit the meximum awmount of farm land to be brought into early use with the
least disturbance of population.

HANDLING POPULATTON DISPLACTIENT DURING CONSTRUCTION (lims Ik

There are no ageurate records or meps of the Shamalon area showing present
ovmers and the locition of lend, It 1s estimated, however, that over 90 per-
cent of the land to be deweloped is privately cwned and thet meny farms have



pesn held in the same families for centuries. It is the intention of HAVA
to relocate the people on other land during construction; probebly in the
furweshan and Marja areas where out-of=projieet land could be made available
for this purpese, The genersl plan for handling the vopulation seems to be
understood by HAVA officials, but details have not been worksd out. * Hope=
fally this plan can be prepsred in advance of construction, slong with the
gointions to numercus other problems assovizbed with separating large
numbers of people {rom their lands. Several months advance warning of the
governmentis intention to relocate the population should be given su that
wasteful eroppings msy be aveided and pew crops planted in the areas of
temporary cccupabtion., This sud other scund plans assuring the welfare of
the people during constructicn and prompt rebturn of lands will do much to
give agriculturs a head shtert following construction., Since these people
will be looked to later for providing dramatic increases in agriculitural
production, fair end equitable plang, in writing, agreed to in advance by
RGA, HAVA, and the land owners and complied with by all concerned will lav
the foundation for faith, trust and goodyill needed for progressive
developnent of the area, Norsover, this approsch makes good management sense,

Ca&g}g%@ Cadastral survey and maps (line 15) Teams from the Cadastral
Survey of Afghanistan have been worlking in bhe Shamalon area off and on over
the past two years. Their pmépase i3 to zeowabely measure and locate the
land using modern survey techuniques, to determine present 1iving owmers of

the land, to issue accuratsly prepared waps locating' farms by metes and bounds,
and ultimately through an estsblished eourt-procedurs to issue incontestible
registerad titles to present owners. The fleld work of locating boundaries
and determining owners in the Shamalon srea is sbout L5 percent complete and
some meps have been prepsred, It will be important that Cadastral crews
complete the records of bounddries snd owners in successive blocks ashead of
gonstruction for land leveling and new ilrrigation structures will obliterate
mogt of the land warks orasently used by cwnars to delineate properbty
boundarias. An accurabe record of noldings pricr to sonsbruction is essentisl
for the orderly aprlication ¢f the water rights law and resetilemen®t of the
land., Coordination with officials of the Cadastral Survey of Afghanistan will
be very important, o

Complete plan for relocating population (lines 16 through 19) Oniy general
plans about handiing bthe populiation during congbruction have been discussed, .
Ho plan for woving the population has been prepared. Since such a plan will
require land, persomnel, equipment, and funds to implement it, as well as the
concurrence of RCGA and others, it should be prepared in detail ait an early dete,
In the Shamalon arsa there may bz 30,000 or more pecple, an emmal number of
animals, snd substantial personal belongings - all of which will require
transporting to the area of btemporary relocation and back to the place of
resettlement upon complation of construetion, A system for compensating land
owmers for crop and livestock losses and loss of land and improvements should
be settled on, Consiruction of laterals, draing, and roads require space and




FLLG wn up gote k800, Ciuen Luliding$, TINeyarus, ana COsnAavdd (Lol n8ve
reguired several years to develop and improve. Owners in this cstegory
shonld be compensated for losses. Many of the displaced persons will
requirs sssistance with howeing, subszistonce, and parhaps other needs
Furidg consbrustion. An zohlion program should ue planned in debail along
#bn the reguirerente for ismplementing and caryying out the requirsed action.

TSV NVENT OF DAND OWNERS (ines 20 torongh 2%

anft,

s
¥z
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SPLRMENT OF GOUFRNYENT LAND o linss 24 through 28)

=

1% i3 smggested that btroad policies and basic priseiples for setilemsn
of the fwpeorsd land following construction be determined at an sarly dabe,
A number of complex issues roguire atienbion. Resettlement of present land
owrers should have Pirst prioiby, ineludine policy decisions on agsignnent
of land, wize of farm, issvence of title, and consolidation of holdings, HAVA
now says it intends to spply the Afghanistan law op the exchengs of land for
guter wights, I this is dose, the government will come into nosgession of
subgtantial quanhities of Jand, estimated to b betwsen 9000 and 15,000 acres
of Shamslon iand. The plan for settling the land obtaired under this law
gshould be worked oub in detslil, including sebtlers? gualification, land purchase
srrangement2, sizs of farm, and azsistarce to be given., Land temire rules as
avplied to both typss of sebilers should be prepared, including cbligation of
suners 5o egbahlish residence on the land, Lo erect buildings, to pay taxss
ard assessuents, to repay losas, o cultlvate and harvest crops and grow lives
stock, and accept techniesl zuidancs, Furthe the government should establlish
conditionz undey which owners can sell and transfer land, and set the policies
for handling chonges in land clessificablen, gad FPor dealing with wabter waste
ardexnessive use of wahsr oz land, Furiher the government should warrant that .
the condition of land warnad over sb the time of sebtlement will meet certain
minivum standards; sueh ss the imslugion of turnout structures, ronds, snd
bridges, md agsurance Hhat flslds are vroperly levsled and treated for faraing,
and perhaps obther sbandsrds ag way “eem nertinent. I the government intends
to racouy the cost «f land improvement some system for doing thiz should be
congidersd in brosad terms, sven though ite application may be some years awWay.

5
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TRETGATTON WORKS OPERATION (lines 29 through 3??

Of contirming impertance is the efficlent operation and adequate maintarance
of the irrigastion sysbem which is to te construebed. Numerocus policies and
basic decisionz should be mede aw to how this will effactively be carried out,
The first bleck of land will be ready for sebtlement in early 1969, Policier
on delivery of water to farws and pssesgments sgainst waber users are yet to
e made, Administrative mné umscounting procedules require planning and
organizing, Staffing up of both field and office workers sd their training



will require sarly decision and asvion, sddibional eguipnent ang vehLOiz:
will ve reguired for maintenzuce and sperstion of the new sysbem belng
puilt. 4n aebion plan for operation and maintenance {0&M) of the irrigation
gystem and the mamnz for implementing it are wrgently needed,
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PHASE I, MAKINC BFFRCTIV® UTTILIZATION OF TAND FOLLOWING DEVELOPMENT

A wwll=conceived plan for usiking effeciive ubilisation of the developed
lznd is vibsl to the eccnowmic succese of the Shamalon Unit. Agreicultural,
sonial, ond indwbrlal progress mush be reaiised, Objectives of each should
be debernined and the debailed progranm requivewments planned,

AGRTCULTURAL DEVRIOPENT (line 383

PLANNING INTENSTTY ACTION PROGRAM FOR 1aND CWHERS AND SETTLIRS (lines 39 through L5)

Sigmificant increases in agriculiursl production have never been realined in
ary develeping ceuniry without e sound agrieultvral plan backed by an aggressive
implementabion effort. A general plan for agriculitural developanent in the FATR
i beilng prepared, i wmore abtention should be glven by HAVA to a speeific
derelopment program for the Shamslon arcea. With the first group of people being
geheduled for sabtlemwent in sarly 196%, it i3 nobt too early to xive thought to
gush questions ay the agriculbursl pabtbeen o {ollow, the packaze of practices
te pronote, arranging for meterisl inpuba, waking credit availanle, marketing and
farmer organizations, 1€ deamatic increases i agriculbursl productlon are to
be stilsmlabed, these natteraz require oarly congldersblon and & sownd intensive
zghion program for lond owrwrs ant astilrs.

ORGANTZING TMPLEMENTING EFFORT (Lines hé throngh 49)

Feiiure can he the resuld of nabl propsrly orgenizing to carry out the aciticn
program with fermers. This requires siaffing up with the right kind cf people,
training, organizing, and equipping the sgriseliural organizabion te do the jab.
3ix months would be s minimum for putiing toegether the organization reguired %o
work effectively with farmers,

IVPLEMENTING OF ACTTCN FIAV (lins S5O}

Implewentabion plarns should be ready fov pariy 1969, at thz time whsn
farmers cre being ressttlad on the {irst blogk of newly‘deva}ﬁped«lanﬁo

ARSEARCH {(lines 51 through 55

initially, he zetion program for fprmers and setilers of the Shemalon
ares will be dotermined using ths best information svailable, Bul many probleas
will vemain which best can be sclved by intensive cresearch, feeling the resulis
ipto the action program as proven resuiis become availzble, Sove research Is
being done on crop vsrieties, horbiouliural plants, and feritiiizers. A progranm
to develop hand tools, spimai-drawn lmplements. and simple types of machanisation
is intendad to be undertaen in 1965, Ouethesfarm programs in weter managenent
practices and improved liwestock shouid be considered. A1L HAVA agricultural
research yrograms should be reviewed Lo determine if they ave oriented toward
developing a viable sgriculiure for the Shamalen area. :
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QOCTAL DRUVLOPMENT (Lines 57 through 86}

Secial development envisages the enrichment of the way of life of the
rural people, This should be its central theme, It involves improvement
of healih and senibery conditlons, eliminating illiteracy, making sducaiion
avsilsble to children, and helping rural women schieve their role in bring-
ing about better conditions of home 1ife, more nutritious food and balanced
diebz,. The dugl purposze domeotic water wells planned for the Shamalon area
as part of the land development program will improve the quality of water
Por human consumpition bub plass for eliminabing hnwan wastes and prograus
for diseaze provenblon shorid de comhined with ib to wake an affective
heslth program. The schocl fzoilities required to achleve educational
abjectives shonld be deeided wnd plans prepared. Thess needs should be
coordinated with the needs of agriculiure, O0&M, health,and other depariments
g5 that macimae moliiple uss of facilities cam be realized, Plans for
social development of the thaaalon ares s ould be prapared at en early date
so that fasilities reguirad in the bleck of land to be developed in 1968
may be included in consbruction plansg.

INTISTRIAL DEVELOPMINT (lines &7 through 79

While irrigated sgriculturs is the dominent economy of the HAVE and
increasing agricultural production will he the ceniral goal for some years
to come, further indusbrisl studies should be undertaken at an early date,
With instellation ¢f nydroslectric generators geneduled to begin in 1973,

2 course of adeguate electric power w1l be available for industirles. Agro-
industeries, atcess roads and bridges, and marketing systems znd facilitles
are incinded on “he list of pre-project gtudies,
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