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SUMMARY - HELMANC-ARGHANDAB VALLEY

INTEGRATED FARMER-INTENSIVE DEVELDPMENT



The investment in the Helrmand-Arghandab Valley has nyw
resulted in the establishment of a basic infrastructure - which after
years of problems of inadequate drainage - is capable of maintaining
satisfactory "water command' of the existing maj-r project areas.
At the same time, the region's farmers have taken the critical first
step required to move from subsistence farming to the management
of modern inputs - fertilizer, improve? seed, tractors, ete. -
required for cormmercial farming able to proruce a significant
surplus,

Success nf the improved grain varieties and the development
of institutional facilities now beginning to deliver informatinn,
credit and other requirements of commercial farming, have estab-
lishe¢ the potential of the regisn to rapidly aceelerate pracuctinon
both in volume and diver=ification into higher value, expsrtable
crops.

The optimum potential of the Valley cannnt be achieved in the
near term (withir five years), however, unless a concentrated
farmer-intensive, technical assistance effort is undertaken, aimed
at correcting the human res~urces deficiencies of the farmers and

the bureaucracy.
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This technical assistance would serve to rneed up the growth
rate, increase the degree of capacity utilization an? improve the
efficiency of resource allacatior.

Employing the existing massive irrigation infrastructure
already in place, the Valley's farmers - using improved seeds
and fertilizer finarced in large measure through a recently
established credit fazility - Have made a dramatic suecess of
the "grain revolution.” The Valley racks fir-t in the percentage
of irrigated croplanc émploying these and sther new inputs such
as tractors and farm machinery - to the extent of becoming a
major surplus grain exporting region for the rest of the country,

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

This "second genecration"” change can rapicdly increase
agricultural output of high value, exportable crops.

The approach 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 scrutinized by providing technical
assistance to HAVA's project development, and the present un-
certaintier about the amount and location of feasible groundwater
regources will be replaced with a rcliable data base to be
established by o grourdwater investigation program.
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This will provide access to additional water and enable
‘eventual pumping to supplement surface drainare required to
2yntrol . salinzatise ard avoid waterlogging,

Theoe efforts will lead to a more rapid growth rate of
reglonal income; more efficient allocation »f present ard newly
discovered resources, and a substantially greater and more ratisynal
degree of capacity utilization of the entire irrigation system,

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

The recond vehicle is a smaller (7-man) engineering group to
advise on project development and groundwater izvestigation,

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

The forward capital requiremerts for the Valley are expected
to be met by the Asian Development Bank,

The ADB is now seriously considering financing the con-
structisn ef the two flood diversion dams in the Chakhansur
region, “ajakai spillway sates and the completion of a road
to link the Helmand area with Iran - to provide annther access to

the sea (Eandar Abass),
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ADB is also likely to give favorable consideration t» a
$2 million equipment and vehicle loan for HAVA, that USAID has
recoramended to ADB, to include a technical asristance component

for HAVA operations and maintenance,
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L. A HISTORY OF THE HELMAND AND ARGHANDAR

VALLEYS PRDJECT



1. THE PHYSICAL ENVIRONMENT

THERE EXISTS IN THE HELMAND-ARGHANICAB VALLEYS AN ENDRMOUS
POTENTIAL FOR EXPANDED AGRICULTURE PRODPUCTIDN BECAUSE OF

IDEAL CLIMATIC CONDITIONS AND AVAILABILITY OF WATER.



The Helmand-Arghandab river system covers the largest watershed area
in Afghanistan, The watershed, originating in the Hindu Kush mountain range
40 kilometere west of Kabul, is estimated t» cover 361,305 square kilometers
or about 40% of the country's total run-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 higher elevations
during late spring and early summer. The lower sections of the basin are
desert areas with little or no water flow, except for flash floods which result
from intense but usually localized rain storms.

Precipitatior in the central section of the basin, at or near Lashkar Gah,
averages 135 millimeters with a minimum recorded precipitation 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 occurs from November to April. This 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 ic the largest river in Afghanistan, Although its water
flow varies from season to season and year to year, it is ote of the few
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 south-

westwardly direction for 536 kilometers ints the desert plain where it joins
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the Arghandab River below the city of Lashkar Gah, The Arghandab River, -
the-dtherumpjor stream of the system, originates 280 kilometers northeast

of its junction with the Helmand River in the mountains south of Ghazri, 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

in the marshes and sicks of the Chakhansur basin,

The general climate in the Eclmand Valley region is hot and very arid,
particularly at the lower eclevations, Summers are hot and very dry, especially
during June, July and August. In the lower section of the basin temperatures
of about 52° centigrade have been reported. The wirters are mild with average
temperatures above freezing, However, minimurr temperatures reach such
levels as to make citrus and other subtropical crop production impractical.

The physical potential exists for agricultural production and the area is
in many respects ideal for irrigated farming - a regular {low of water is
available ‘rom March-June of quality for irrigation; the slope of the:lamd and
the lay of the river terraces lead themselves ideally to land leveling and irri-
gation; a growing season of ten warm months; and, since the area is high, dry
and far irland, water vapor in: the atmosphere is low. Conesequently, the daily
period of ideal light intensity and climate for maximum plant growth is nearly
twice as long as is found in other parts of Afghanistar. Whereas the physical
environment is conducive to enormous production potential some adverse

conditions exist, i,e., high water tables in some areas, lack »f soil structure,
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poor aeriation, high winds, and in large areas poor drainage of clay soils, 1/
These conditions all play an important role in defining the production limits

of the area,

1/ H, Pillsbury, Afghanistan-The Greenhouse Nation, University of Wyoming-
Kabul University, 1968.




2. PRE-PROJECT AGRICULTURAL HISTORY
(THROUGH 1946)

THERE IS EVIDENCE OF A LONG HISTORY OF EXTENSIVE AGRICULTURAL
PRODUCTION IN THE AREA, BY THE 14TH CENTURY THE THRIVING
FERTILE CIVILIZATION WAS REDUCED TD RUBBLE AND WILDERNESS

BY PASSING INVADERS WHD DEPOPULATED THE COUNTRY FOR CENTURIES.
FROM THE TURN OF TEE CENTURY IMPRESSIVE IRPIGATION SCHEMES
WERE 'A..TTEMPTED TO BRING THE ONCE FERTILE AREA BACK INTOD

FRODUCTION,



Archaeological research to date has touched only a fraction of the area. 1/
Extensive ruins cover ~tretches of the vast lower watershed, called the
Chakhansur-Seistan basin, suggesting the existence »f a properous and ex-~
tensive agriculture society.

There is also evidence that many parts of the Helmard-Arghandab (H-A)
Valley were extensively cultivated centuries ago, but with the exception »f
the area 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 explair the disappearance of this vast civili-
zation but most historians argue that successive hoards of invaders from the
north and the west destroyed the large cities and major irrigatior canals, 1t
is widely believed that the depredatior first by Genghis Khan fallowed by
Tamerlane resulted in such a loss of life and out-migration of the population
from the areca that the remairing inhabitants werec unable to mobilize the
manpower required to keep the irrigation systemsin operation., Others add
that excessive forest utilization for fuel and brick firing resulted in the de-~

4 ol il et bTed o okl t axCons
terioration of the top soil, ) This combined with a possible long period of

drought summarily wiped out the population or forced migration,

1/ Traces of civilization have been found as early as the Bronze Age. Qala
Bist, eituated seven kilometers from the present day Lashkar Gah, is
mentioned in ancient history along with the earlicst city of Nireveh,

While French archaenlogists, exploring near Kandahar, have found ruins
which they have dated back some 2500 to 3000 B,C., Sir Kerr Fraser-Tytler
traces the history of the area from £00 B, C. in hiz book, Afghanistan,
Oxford University Press, 1935



Whatever the reason, what =vas once supposedly the 'bread basket" of
Central Asia was by the 20th century vast barren or scantily vegetated lands
affected to varying degrees by salts, alkaline, grsundwater and erssion.

Work on restoring and rehabilitating the H-A Valley prior to the 20th
century, although certainly attempted, is rot anywhere recorded. It is with the
davm of the 20th century that the earliest attempts at restoring the irrigation
systems is recorded. 1/ Between 1310 and 1914, the Afghans began to
develop parts of an old canal System in the Helmand Valley around the Seraj.
During this period, Governor Osman of Kandahar, inspired perhaps by the
tales of the ancient "Sughra Canal' in the Seraj, just below the mouth »of
Musa Kala., The canal extended southwards and eventually some of its
branches reached the Arghandab above Qala Bist (zcee map).

In the 1230's the Germans and later the Japanese, under contract with
the RGA, gave technical assistance and actually helped in the construction of
new canals. In 1930 German engineers repaired the Seraj zanal and installed
a siphon near the intake. Mohammad Zahir Shah, the present King, had three
Jetties built in. 1941 to protect the Serdj intake. Late in the 1930's an attempt
was made to extend the canal development. The RGA called in a team »f

Japanese ergincers to improve the old Deh Adam Khan canal 2/ which had been

1/ Information prior to 1946 from A.A. Michels, The Kabul, Funduz, and
Helmand Valleys and the National Zconomy of Afghanistan, Washington, D. C.,
p. 48 and Louis Dupres, Afghanistan ~ Paleolitkic to Modern Time, (draft),
Princeton, 1871, Chapter IV, p. 76

2/ In the vicinity of the present Boghra Canal (sce map).



functioning for some 200 years. The canal began above Girishk and irrigated
the lands on the eastern bank of the Helmand ag far a~ the water could reach.
The Japancsc plarned to enlarge the canal ard change its alignment in order
to increase the area which it could irrigate, World War I interrupted this
program aiter only some i5 kilometers of new canal having been dug, using
hand methods.

In 1942, a joint British-Russiar ultimatum forced the Japanese and the
Germans, along with »t! .- Axle porsounel,~to cease ~7-rk ond leave thé eountry.
After their departure the Afghans continued the work under the direction of
Mr. S. W. Shah (a Cornell trained engineer) who had completed 25,7
kilometers by the year 1846, WNr. Shah not only continued the work, but
changed the plans. He relocated the proposed intake structure to its present
pocition above Girishk and rerouted the canal onto higher land, preferring
to cut and blact through the hard conglomerate of the terrace rather than to
fill the flood plain as the Japanese had done. The problems which arose from
having to fill it soils containirg highly permeable gypsum phases not only
changed the coﬁrse of thie canal but initiated the need for heavy equipment
unavailable in Afghanistar.

By 1246 the scope of the proposed irrigation works had also enlarged sub-
startially, The RGA intended not only to irrigate the flood plam below Girishk
but the Nad-i-Ali and Marja tracts on the terraces ar benches to the southwest

(sec map). This involved enlarging, partially rerouting and bifurcating what
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ig now called the Boghra canal, rumning separate branches to the flood
plain and terrace areas. This plan also necessitated the construction of a
much larger diversion dam intake along with many recinforced concrete
outlets and drop structurs. All this work would require the use of modern
equipment and engineering techniques far beyond what 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 World War, the RGA had accu-
mulated substantial reserves of hard currency by selling foodstuffs to the
allied armies in India and karakul on the London and New York markets,
This hard currency reserve made the Afghans feel confident that they could
not only finance several large infrastructural investments, but could effect
a development takeoff independently. All that was lacking was the technical
expertise and the equipment, The defeat of Germany and Japan ruled out
approaches to either nation which had hitherto provided most of Afghanistan's
engineering services. Of 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 Morrison-Knudsen (MK) to make proposals for the con-
struction of major roads, clectrification and irrigation projects throughout

the country, including the H-A Valley.



The MK enginecrs arrived in 1846, and carried out many surveys in
Kabul and in various parts of the country. Most cost estimates for electri-
fication and road construction were considered high by the RGA and were
either postponed or awarded to other contract teams. l/ Only in the H-A
Valley were the cost estimates considered reasonable, and consequently a
contract 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, Frarok, Obtaining Financial
Aid for a Development, The Export-Import Bank of Washington Loan to
Afghanistan, U.8. Congress, 83rd Congress, 2nd Sessirn, Committee
Print, 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,
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3. TEE 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 RETROSFECT, 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 DEVELOFMENT PROGRAM USING THE BASIC INFRASTRUCTURE

LAID DOWN DURING THE DAYS OF MKA.,

1,

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

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

PHASE THREE (1953-60) ~ THIRD MKA CONTRACT; SECOND EXFORT-
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).
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1, PHASE ONE (1946-1949)

In 1946 the Morrison~-Knudsen Company, confident of major construction
contracts in the H-A Valley with the RGA, established an affiliate, Morrison-
Knudser Afghanistan (MKA) in 8an 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 1946 was for major transportation and canal
system work exclusively in the H-A Valley,

In order to facilitate the movement of heavy equipment arriving from the
United States via Pakistan, MKA aligned, widened and reconstructed with
loose gravel the Chaman to Kandahar road prior to work on canal irrigation.
The MIA also impreved the Kandahar-Girishk road to rerder 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 as 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). 2y 1948 counstruction cf the diversion dams and the frst 30 kilometers
of the Boghra canal were well underway,

12,



From the outset, the project was plagued by basic cross~cultural mis-
understandings and technical miscalculations, Neither the Afghans nor the
Americans initially anticipated the problems which would develop in having
to ship all the necessary equipment halfway around the world, and then move
it by rail and roads through Pakistan, The closure of the Afghan-Pakistan
border because of the unsolved !"Pushtunistan'' problem brought construction |

to a virtual standstill several times.

Major human problems were ignored by both sides: who,
for example, would settle the reclaimed land, and how 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 accused Americans of
cheating (Americans accused Afghans) and what little good
will that had existed at the begiming began to diseppear. 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 feelings
about further Helmand development. . . the diversion of water
itthe 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 before continuation.
The growing shortage of exchange (FX) forced a decision,

MKA advocated an integrated valley development, including
2 major reservoir dam upstream 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 been made., But the Afghans saw no need for such

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

A comprehensive project, based on intelligent guesses by
M-K and "the mission" was estimated to cost $63. 7 million,
with $53, 7 million of it in foreign exchange, 1/

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

an
R

conttnued, 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 a halt the half-completed
Boghra works, especially in view of the soil and drainage problems which were
becoming manifestly apparent, Nor is it certain to what extent finanoial con-
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

already 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/

As of September 1, 1949, the Afghans had paid MKA $11,1 million for
machinery from the United States and Pakistan and $8.9 million for services
and purchases in Afghanistan (inclusive of $1.3 million contractor's fees).
About $4. 8 million of this was the value of locally purchased machinery,

equipment, and costs of construction of camps and shops,

By the end of the first RGA~MKA contract 57 kilometers of the canal had

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

2/ A. A, Michel, p. 154
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been dug and the concrete siphons passing under streams or washes were
completed. But it was becoming painfully clear that the major construction
work that was being proposed by MKA to accomplish the RGA's objectives for the
next phase could no longer be financed by domestic funds alone.

At the national lovel Afghans at this point were experiencing foreign exchange
shortages, rising costs, and growing criticisms of expenditures on the MKA
projects. The Government, still confident of the viability of the scheme, sub-
mitted a request to the Export-Import Bank for a loan of $55 million to finance
various capital projects plammed throughout the country. The Bank position
was that it would give priority to agriculture schemes to eliminate the repeated
food shortages in Afghanistan. In November 1946 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
wefe deleted from the loan.

2. TPHASE TWO (1849 - 1253)

The first efforts of MKA in its second contract were to tackle technical
problems arising from earlier canal work., Leakages from the Boghra canal
and its laterals combined with poor irrigation practices in the newly developed
areas soon brought the water table in the Nad-i-Ali area up from a depth of
5.3 meters to within 10 centimeters of the surface, Although no groundwater
survey had been made, the increasing surface salt accumulations afforded

visual evidence of the poor drzinage characteristics of the tract and particularly,
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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 settlers in better water usage
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 Xandahar, was begun in June 1850 and completed
by January 1952 at a total cost of $7,049,114, 1/ with an estimated saving of
$2. 5 million over the original contract estimate. Storage capacity is given
at 481 million cubic meters ~ 390, 000 acre feet; gross irrigable acres under
command of the reservoir, 191,058 hectares or 475, 000 acres.

2. The Kajakai Reservoir, situated 90 kilometers north of Laghkar Gah,
required major raod construction from Girishk. 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 billion cubic meters or 1,495, 000 acre feet,
Gross irrigable acres under command of the reservoir 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 and foreign currency available.

186,



the RGA and MKA begs irst, had been

to construct dams and als and sub-
laterals, Yy From the ers were to con-
struct feeders and far: ad previously
been demarcated, leve [\iﬁ l f '_]r me 4r ghans fell so

far behind with their p MKA to assume

the responsibility of cx VJ 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 ard had also
completed the land preparation as requested by the RGA, The Afghans were
over the same periosd to begin moving settlers into three areas: Nad-i-Ali,
Marja, and Shamalan. 2/ But while 4,250 hectares of new land were under
—
cultivation, only 10 percent was being worked by settlers. Large landowners
were farming 57 percent, the RGA had incorpsrated 19 percent into an experi-
mental farm and MKA was farming the remainder,

Pelays in settlement were caused by bureaucratic procedures. The pro-

cess by which a farmer could obtain land appeared simple on paper, but normal

1/

—  The first RGA-MKA countract provided bonuses for early completion dates.
This cxpensive clause was removed from the second MKA-RGA contract (1951),

The Shamalan already contained several old villages; and the farmland,
along with that of Darweshan farther down the Helmand, was swned
primarily by large landowners. From Louis Duprec, Draft, p. 81,
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bureaucratic delays often expanded the application-acceptance time to monthe
and even years. Settlers desiring land would apply to the Ministry of Interior
or directly to the Prime Minister's ofice. Y The Frime Minister would
decide whether the applicants would go north (to parts »f Qatangan Province
and to other areas that were also being developed) or south th the Helmand
Valley.

Meanwhile, l_%g)(?fg?tzl_er applications had piled up due to the lack of
administratrative machinery in processing them, Finally, under pressure from
the Export-Import Bank, the RGA established an autonomous Helmand Valley
Authority (HVA) to process settler applications, determine plot sizes, and
farm and village locations, The HVA was also designated to help the settlers
construct their homes and prepare their land and to teach improved cropping
and water use practices. HVA deeided that cach family should receive 30

Sm—————n

p—————

2
Jirib (5. 8 hectares »f lard), &/ a ready~-built house, agricultural implements
M"'“""""""“ P s et —————

(plows, shovels, hoes, etc.), one pair of oxen per two far_nijli_e_s, a grant of

L

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

. et p—
prsesop T T

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

& Rarely did an individual apply other than as a member of a group.
Generally, local leaders would lead their people, Moses-like, to the
promised land, The HVA, however, always informed the new settlers
they could choose new village leaders, to be calied vakil, 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 one fourth of the
acreage in any given year. The HVA agreed to increase the plot size ag
recommended, but the task of converting grain-growing traditional farmers
to arimal husbandry was to prove impossible,

—
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in 17 equal payments aver a 20 year period, with 2 3 ycar peried of graee to
permit the settlers to become adjusted, ;With‘ the total debt of about 17, OOOJ
afghanis per family, annual payments would be ab%ﬁt .1_.;6‘6’(‘) afghanis, I,%t

,
addition, a new villager was exempt from military service for his first six
years of residence in the Valley, The Government also constructed a central
bazaar and mosque for. the use of the seven villages, plus an administrative
center. In spite of attempte by the HVA to prevent absentee ownership,
large landholders were in some instances able to pass off tenants as genuine
applicants for land

Originally about 1,300 farilies moved into the area, 50 percent of whom |
were impoverished kochis (vomads), welcoming the opportunity to become
it;éependent Iandowners, But within a few years 300 koohi families had departed.
Réiésons given were that the land wasg of very poor quality ard plagued by a
high water table which, after plowing, resulted in salts quickly percolating
to the surface. The kochis were not trained irrigation farmers, and bad
farm practices on marginal lands only agefavated the salt problem. The
Covernment further augmented the problem, by forcing different tribal groups
to live in the same village.

By April 1953, the funds of the first Export-Import loan were nearly
exhausted. After seven sporadically interrupted years of work with the ex~
penditure sver 1.6 billion afghanie, the RGA dad storage dams on the Arghandab
and Helmand Rivers, a diversion dam and two long feeder canals on the Helmand
River and some 7,500 hectares of partially deweloped, sparsely settled land
1n the Nad-i-Ali terrace area. It had become »bvious that a system of deep
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draine would have to be incorporated into the Nacd-i~Ali project and the East
Marja tract, as well as further lining of the Boghra to prevent leakages

into the Nad-i-Ali water tablel The proposed West Marja project had been
corapletely abandoned, saving $844, 000, but this ir turn ¢reated ¢@chnicad
coirplications. 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 decreased in this case from 762 cubic meters/
second to 488 cubic meters/second. This in turn increased the silting rate

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

3. PHASF THREE (1953 - 1960)

Whereas 1948, with the deeision to construcet two storage peservoirs,
was to mark the point where the project took a dramatic swing toward a re-
gisnally extensive, capital intensive project, 1953 was the date from which
the project was to be inextricably labeled an American endeavor. In that year
under the United States Point IV Assistance Program two agricultural exten-
sloun advicers were sent to the H~A Valley, From that point on, the fate of
the Helmard Valley and the prestige of the American aid program became,
rightly or wrongly, tightly intertwined, Previously MKA had maintained
agronomists, hydrologists and soil technicians on its own staff, With the
assignment of ICA agronomists, hydrologists, extensian supervisors, com-
munity development specialists, public health advisers and administrative

20,



specialists to assist the HVA, the Afghats could hardly fail to interpret this
as a tacit endorsement by the United States Goverrment »f the RGA-MKA
contracts sver and abave that which had been implied by the Export-Import
Bank loan.

The project development was nowhere near completion. 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 amount nf money invested,
some document was needed to justify added commitment t» the Valley. Con~
sequently an optimistic 87 page prospective was preparec including economic ™~ |
justifications far enntinued investment with the projection of income from the

Helmand and Arghandab areas to the year 2050, The Helmand Valley Develop=

mont Program / projected the area to gross ensrmous increases in area

production upot project completion but any substantive analysis was-egregiously
lacking,

Armed with the report, a propoeal for a second loan of $38 million was
submitted by the RGA to the Export-Import Bank, The plan called for drainage
systems in East Marja and the Shamalan, and land development of the East

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

1
4 The Helmand Valley Development Program, July 19563, written by a com~

mittce chaired by Mr. Tolbert, Chief of the ICA for Helmand Valley
operations. The committee was composed »f ICA, HVA, Export-Import
Bark and MKA representatives with some participation by the Fond ard
Agriculture Drganization of the Urited Nations and the U, S, Embassy in
Kabul. Some of the analysis by Claude L, Fly is incorporated, but Mr. Fly
states explicitly that the conclusions are a result of the committee's work,
Subsequent to the 1£53 publication, a similar publication appeared in
September 1955, to be revised again in December 1855, Considerable
doubt remains in the mind of the author as to the authorship of these
publications and the subsequert vercity of the analysis.,
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Helmand, midway between Kajakai and Girishk, complete with canals, laterals
and trunk drains to serve the Sera} area. The proposal alss called for installa-
tion of generators on the Boghra drop structure near Girishk, and for the con-
struction of a complete power plant at the Arghandab dam, A divercion dam
was to be built downstream on the Arghandab to serve canals extending on both
sides »f the ctream. One of these proposed canals, the South Arghandab camal,
was to externd as far as the Tarnak reglon south of Kandahar and between the
Arghestan and Tarnak Rivers (see map). The plan further called for develop-
ment of the Darweshan flood plain area downstream from the Shamalan and

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

end of the river t» utilize excess water stored in the Kajakai Reservoir, All
these investments were deemed necessary to reap the potential benefits of
increased irrigated land. & In July 1983, the Export-Import Bank granted a
loan of $18.5 million, roughly half the sum requested. The Bank specifically
excluded Arghandab power, the right bank "North Arghandab Canal," Tarnak
2/

drainage and the entire Seraj and Chakhansur proposals, =

Between 1955 and 1958 work continued on improving the water delivery

Y Included also in the RGA pronosal was a request for assistance in paving
the streets of Kabul, Thic was excluded from the second loan, only to be
immediately accepted by the Russians and to cerve as one of the Russians'
first successful public relations aid programs in Afghanistan,

2/ Development of the Lower Helmand posed a delicate political problem,
The RGA insisted that the Lower Helmand development was the anly way
to reap full benefit of the investment in the reservoir, while the American
policy makers feared the political repercussions of cutting a major
portion of the flow into Irarn.
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systems in the areas of first loan constructions. The Marja irrigation and
drainage outlet systems, the drainage outlet gystem for part of the Shamalan
area, and a portion of the drainage outlet system of the Nad-i-Ali area were
completed, But work within the second Ex-Im Bank loan also expanded to new
areas. Construction was begun for the area below the Shamalan (the Darweghan
area), wherein a diversion dam and drainage were installed, In the Arghandab
River Valley, a diversion dam was constructed to divert water into the South
Arghandab Canal, A new canal, which was to be almost 17 kilometers long upon
completion, would bring water to feed five of the largect traditional canals in
the central Arghandab area as well ac to the new proposed Tarnak canal. The
Tarnak canal would transport water for 26 kilometers from the bifurcation 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
Tarnak irrigation canal was constructed. -

During the same period extensive project and interproject road construction
was carried out; two of the three generating units of the Girishk hydroelectric
power plant were installed and transmission lires to Girishk and Ghan-i-Angirs,
Nad-i~-Al, Marja, and Lashkar Gah were completed as well.

The Afghan Construction Unit (ACU) was instituted under the 1854 Inan agree~

ment to satisfy the RGA's desire to create an Afghan organization that would

1/

= It must be mentioned that this work in the Arghandab River Valley was
similarly begun before adequate soil and engineering surveys werc com-
pleted; and the ramifications of this insufficient planning were to arise
only by the mid-1960's.
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eventually replace the American MKA, This organization wae planned as a
congtruction unit wherecin Afghaws would be trainec in the various fields »f
engineering construction, equipment maintenance and administration, The
work planned for ACU during this period was primarily land developrnent,
the development of the governrent-owned lands and 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 also given the
responcibility for the operations maintenance of all canals and interproject
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 grogsly underestimated and returns overestimated, Fore-
seeing the need to salvage H~A Valley which had become identified as an
Arnerican project and which had absorbed an average of 19 percent of the
total Afghan development expenditures for several years, 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
Governor, Leonard B. Jordan of Idahs, was called upon to make an "urbiaged" .14

survey of the accomplishments and the problems which had arigen to date.

1/ It may be merely coincidental, but both Tudor Engireering Company
and the MEA were from Idaho.
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The field team arrived in Afghanistan for a six weeks' observation and study

tour; with the subsequent report, The Tudor Report,l/ submitted to ICA in

November.

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-

peudent upon drafts of Soil and Water Resources of Southwest Afghanistan 2/

for most of their data. The Tudor Report brought together into workable and

debatable form most of the relevant information 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. The report
thus formed the basis for the relative prioritics to be assigned to the varioue
portions of the project and the resulting financing necessary over the next five
years.

Under the third 3GA-MKA contract the Tudor Report observed that the

1/ Report on the Development of Helmand Valley, Afghanistan, Tudor Engincer—
ing Company, Washington, D. C., November 1956; prepared for Interoutional
Cooperation Administration, Washington.

2/ Soil and Water Resources of Southwest Afghanistan, lternational Engineering
Company (IECO), Land Development Division, Engineering Development
Division, Engineering Department, Morrison-Knudsen Afghanistan,
September 1957, This publication represents the most complete survey
of the arca. Unfortunately, most of the original data has been lost; all
that remains are several copies of the final draft.
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primary irrigation and construction work wag proceeding at 2 much faster
pace than the correspording land development work for which the ACU was
responsible. In order to narrow this gap, it proposed pastponing to the
second phase, certain development arcac and concentrate effrrts of both MKA
and ACU on a much smaller area. Specifically, it was recommended that:
Phase I include construction and land development in Marja,

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

with limited provisiong for improving the supply »f water to a

portion ~f the Tarnak areca. Phase II would cover development

of the Seraj arca and the lower third »f the Darweshan area,

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

supply to the area has been proven adequate by P?tter congervation
or more storage, or by a combination of both, =

Analysis:

Whereas, conaslidation of construction activities was justified o>n technical
grounds, the analytic base for the study's assessment ~f the actual and poten-
tial benefits ~f such an approach t> the transition of traditional agricultural
producticn is eonsidered weaks At first the report is candid in its ~bservation
that the past estimates of irrigable land and the potential increases in the value
»f cr-p producticn which would eventually nccur, were in the light ~f present
knowledge. « o very 7ptimistic."g-/ Likewige -

« « o estimates ~f producti-n which are presently being used t»

determine the ec-nomic feasibility ~f projects take frr granted

a high degree ~f farmer ckill and efficiency which Afghan farmers

d> mot ngw poscegs and are not likely to attain in the f-reseeable
future. =

1/ Tudor Report, p. 6
2/ Ibid., p. 1
3/ id., p. 2
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Yet, in a following paragraph it states that since its conception, the project
land, irrigated annually, has increased by about 42,089 hectares, adding
205 million afghanis per year to the gross regional production. 1/ The only

way the Tudor Report could justify such enormouc gains would be to arbitrarily

assume that there was no production in H~A Valley prior to 1946, At the

same time the Tudor S.eport attempts to demonstrate the great poterntial of

the project:

+ «» « Upon completion of the development program now
authorized and underway, 81,805 hectares of land are
scheduled to receive irrigation water through newly con+
structed distribution systemes, and an additional 136,651
hectares will receive an augmented and regulated water
supply for use through existing privately owned canals. 2/

Just how the project dsvelopments would accomplish such ambitioua results
is nnt elaborated.

The Tudor Report, aware that thc achievement of their projected gains

depended upon eonsiderations »ther than land development, suggested large
package of irvestments to remove various constraints to increased produc—
tion. Mcluded were an expanded extension program, rural development,
education, public health, farm credit program, public administration assist-

ance, and the encouragement of handicraft and industrial expancion. In all,

1/

= New income from the prnject was estimated by Tudor at $10 million;
IECO report had estimate ~f $& million, while the Afghan Director of
HVA at the time »f the Tudor Repnrt estimated it at »nly $1 million,
which he stated wac a result mostly from backed up waters from the
Arghandab Dam cnabling double cropping around Kandahar, (from

G. K. Fitch Report, Johis Hopkinz, State Department Program Course,
October 1958, p. 331.) The new income ectimates are not directly
compaiable t- data used in IRR analygic that follows and are taken

to be mere gucstimates.

2/

= Tud~r Report, p. 1
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the Tudor Report recommended 14 pasitiong for U,S. specialists (included

were a gocial economist, rural development adviser, handicraft specialists,
0&M specialist, public health team, irrigati-n engiceer, an agriculturist, and
plant path-logist-entom»slagist) to assict HVA, 1/ No development methadology
was included aside from the list »f advisers required.

The nature »f capital intensive approach to regional development that
had spread over a relatively large area, requiring a large package £ heavy
machinery, was putting a ctrain on the transportation system. The Tudor
Report recommended the creatisn of an integrated transp-ration system
linking the Helmard Valley with Pakistan and the port of Karachi,

In view »f the impnrtance of transportatior: facilities in the

development ~f the Helmand Valley, it ic recommended that

eff~rts be made to work out an in-transit trade agreement with

Pakistan which might include a bonded warchouse in Karachi

and a railway spur over the border at Spin Paldak with necessary

storage and handling facilities, 2

Subsequent to this recommendation, K>ebig and Koebig of Lns Angeles

was coutracted to make a specific survey of the problem of transits through

Pakistan, 3/ Their analysis confirmed the Tudor view, -utlicing a speific

Y Subsequent ICA had great difficulty in recruiting men t» fill these
positi-ng; some were unwilling t~ live it the H-A Valley. Suggestions
were made to hire younger profeszionals more willing to endure the
hardships (G. K. Fitch, p. 43), but irstead the project chyce t» change
the physical envirsnment and make the desert c~mf-rtablc by Western
standards,

2/ Tud»r Report, Recommendatinn 11, p, 8

3/ Knebig and Kncbig, Transportation Facilitics of Afghanistan, L~s Angeles
October 1957
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program of road, rail and harbor improvement and rec-~mr-ended ir the
strongest terms that 2 trancit and tradc agreemert be signed with Pakistan
as sHon ag possible t5 implement the project, ¥/ith the submissisn ~7 the
report in January 1958, ICA promised that if a bilateral agrecment c-uld

be negntiated successfully, ICA would provide a grant for funding all Phase 1

1/

~f the project, = as »sutlined by the Tudor Report,

The RGA preferred t- have a natinnal railway (cven thrugh the K & K
estimates were that a break-even speration w-uld require a 70~f~1d increasc
in volurac); or at least a rail spur at Torkham with the road paved t3 Kabul
irstead ~f between Quetta and Kandahar. In any case, in June 1958 an agree=
mert was ratified that would give Afghanistan $12 milli~n for a tw~ lard
asphalt surface on the 104 kilometer Spin Baldak/Kandahar r-~ad, rebuilding
>f roadbe”’ and structures and a one lane asphalt surfacing »n the 445 kil~meter

Kandahar/Kabul road (t> be expanded t~ a twn lane hichway at a later date), 2/

1/ G. K. Fitch, Report, J-ho Hopkins, State Departmert Program Coursc,
October 1958

2/ Jrly the portisn of the Spin Baldak/Kandahar road is ineluded in the
investment schecule »f the IRR, Alth~ugh rubsequent studies Hf th
Helmand-Arghandab praject eacts have excluded the Spin Baldak road
as a project expenditure, it can be arpued that the road eonstruction
ie an integral part of the project. The recrmmendatinn was barn
sriginally from the Tud-~r Report and it stated that the "futurc pr~g-
perity ~f the Valley would deperd in very considerable part up-n the
smnoth and rapid transit of gonde thrugh Pakistan, and it is essen-
tial that such transit be made as easy as prasible, Existing difficulties
and delays, particularly in chipping ghods t5 and from Karachi, ¢~n~
stitute a scricus burden up~n trade, inerease the enst ~f development,
and may well retard the Valley's ec-momic growth." Tud-r Report, p. 167
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It was admitted that local currency f~r b-th roads (nearly 80 milli~n

a‘ghanis), would be a strain -u the e~untry's budget but -
Afghanistan will now have free access t- the sea, no transit

tax ior goods, vastly lower crsts for exports and impnorte, and

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

required t> get the goos from Karachi tr Kabul, 1/

The MKA era ended with the termination of ita third contract in 1959, 2/
When the contractual arrangement between the 2GA and MKA terminated,
the project could be considered »uly partially complete. M-st areas ~f the
H-4 Valley project, particularly the Shamalan, Darwechan, Central Arghandab,
and Tarnak, were only in constructi~n., Efficient irrigated agriculture was
not passible over much of the areas for which supply canals had been provided.
Although the Marja and Nad-i-Ali areas had been provided fairly elaborate
distribution systems, and c¢onsiderable drainage work t> overc~me very bad
waterlogging and salinizati-n problems, much work still had ta be drne.

Criticism »f the MKA work in the H-A Valley had been varied. TFhe
company did not satisfy its contractual agreements. Two technically first

class damas, a series of main and lateral canals and drains, 2 system ~f

roads licking the various projects, and a small clectrificati~n program had

1/ G. K. Fitch, p 25
2/ The small hydroelectric plant ~f about 3000 KVA constructed ~n the

Boghra canal about mi-way between the diversinn dam and Girishk
was 7ne ~f MKA's last jobs in the H~-A Valley,
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been aceomplished in the fifteen years of contract e>nstruction. But MKA
was more than an engineering team contracted to 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 dams built first, then attenti-n turned to preparation

of lands to be irrigated, then fo testing of scils, then to teaching the settlers

how to irrigate, then to teaching the teachers. By the time MKA
2/

left it was still not certain who ~wned what. An important lesson can be

learned., As long as the river flow can be used t» expand the irrigated area,
surface water development should be in this area, Storage 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 economically inexpedient. But the decision to build Kajakai Dam, to
continue work on land development before adequate soil surveys were complete,

the underestimation 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,
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at various places urnderneath and beside the ¢anals, among other decisions,
were MKA's respounsibility.,

Over the 15-year period, the area under cultivation had increased, but
production had not increased appreciably (see IRR amnalysis). 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 caused increased yields in years of major droughts (estimated at one
year in seven), but that surely is a marginal benefit, Similarly, the damages
of floods that occurred in 1957 and 1959 were partially alleviated because of
the existent reservoir systems, even though water did flow 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 MKA;!'/ an exorbitant cost for a technical assistance program,

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

Yy A by-product of 15 years of American presence was the spread of

the English language, Today many people, particularly in the Kandahar
area, still remember the "Morrison-Knudsen Company, " It was, in
fact, the first major English language program in Afghanistan,
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that §t would have been more expensive ts build the dams and canals in
1960 than in 1953 is a specious argument at best. What was true was

that by 1960 two major capital investments (the Kajakai and Arghandab
Dams) stood majestically in the desert, their stored waters used to no

significant extent for irrigation nor electric power.
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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.5. 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. INVOLVEMENT:

Before MKA actually left the Valley it was anticipated that further land
development work would be carried forward by the Afghan Construction Unit
(ACU), 1/ the newly organized construction division of HVA, It was contem-
plated that the construction of laterals, secondary 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 grant-in-aid funds advanced by ICA, carried work
forward to a limited extent. However, major problems affected its operations,
Not enough trained Afghans existed to supervise the extensive irrigation system
laid in place, equipment was poorly malntained; and as equipment wore out it
was not replaced, ACU became less and less able to carry out construction
activities, The RGA requested further assistance for the ACU, but ICA
declined to provide further funds until, first, an adequate study could be made
to determine a better strategy for project development, and second, the devel-
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. I 1960, the U, S. Bureau of Reclamation was con-
tracted urder a Farticipating Agency Service Agreement (PASA) to give HVA
assistance on critical problems of drainage and maintenance and on the design
and construction of irrigation sysiems. By the end of 1961 there were 13 BuRec

technicians in Afghanistan.,

1/ 1In1964 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 personnel 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 begioning after a
4 year period of grace. 2/ The new village plans placed the huts adjacent
to the fields, thus eliminating the distance to work - a 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 nnd cilier bad agricultueal practices.

Yy In tho Unite? Slates, chemicals ave 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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Scttlement was also attempted in the Shamalan area, By 1961, 30 new
families had been settled, but settlement problems were agravated by con-
frontations with an already settled traditional agricultural community,
Similar problems arose in the Darweshan area below the Shamalan, The
difficulties of moving new settlers into already settled areas was not antici-
pated, Y

Not only was the BuRec involved in maintenance and operation assistance
to HVA, but it began to play an instrumental role in plamning. As a prelimi-
nary to further project development, the BuRec recommended an economic
analysis 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 settlers be increased to allow for agricultural surplus

creation. The land that was being dictributed yielded only subsistence living

Y wrhese areas (Shamalan) had about 50% of the agricultural land owned
by absentee 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 furnizlhed by the dams, they resist the Govern-
ment's attempt to collect land and water revenues.”" Louis Dupree,
Draft, p. 92

I, 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 scttlers on new lands, g 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 forestry program; while land classified as V
should, for the most part, be abandoned. The report was unique 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
Study 2/ -

» « » Was undertaken to seoure 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. 3/

""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

I. M, Stevens/J. K, Tarzi, Economics of Agricultural Production in
Helmand Valley, Afghanistan, Burcau of Reclamation, Denver,
Colorado, 1965

¥ mid., pix
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2, ANALYSIS HINTS AT A WATER DISTRIBUTION PRQBLEM:

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

The obvious and known factors cited for low yiclds were:

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

b) Experience. Settlers without previous farming experience received
substantially lower yields than settlers who had previous farming experience.
c) Domicile, Farmers 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 a2 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 8hamalan areas, some farmers said that they
had more water now, and were therefore more "happy and prosperous, "
while others in the Xandahar 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
qualitative analysis, nowhere was the water distribution system mentioned

as a constraint to increased production,

Y mid., p. 37-38
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Those farmers whec indicated production 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 season, while those farmers who said that their yields were lower
since the dams had been built gawe various reasons depending on the area.

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

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

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

water supply was accentuating the salt, water table, drainage,

and weed problem. 2.

Other prchlems that were mentioned were the extremely difficult credit
gituation and need for credit reform; the lack of managem ent know-how; and
lack cf education and basic knowledge. "All of these can be solved with
careful planning ' and "hard work!' :i/ What "careful planning' and "hard work"
were necessary, was not elaborated.

As a major finding, the survey purpcrtedly showed that larger farms

yielded greater production and therefore larger farms with increased

mechanizaticn should be encouraged.

1/ An RGA national program that required farmers to devote 25% of
land under irrigation to cotton; abandoned in 1967.

ﬁ/ I, M. Stevens/K, Tarzi, Econcmics of Agricultural Production in
Helmand Valley, Afghanistan, Bureau of Reclamation, Denver,
Colorado, 1985, p. x

3/ 1bid., p. x
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The prohlems of low production can be overcome to some
extent by larger acreages. Although the gross farm revenue in
Darweshan is lower than in any other district, the large acreage
per farm makes the total gross revenue per farm higher than in
any other digtrict - $423. The opposite is true of Archandab
where gross farm revenue per acre is highest - $%7. The small

acreage makes the total gross revenue per tfarnf/only a little

over half as much as that found in Darweshan., =

It is not quite clear what the statem ent proves; obviously, other things
being equal, the larger the farm, the greater the gross revenue per farm.
The critical policy criterion, however, is the relationship between farm size
and return per hectare; this is not provided by the study. Using the same
partial data,i/ it car e argued that since the average gross return per jerib
in Darwesah is 348 afghanis and in Arghandab it is 804 afghanis with the

former having larger farms, smaller farm s should he a policy goal.

The Tarzi-Stevens Study tried to explain the externalities of large farms-

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

Whereas, the objective of providing supluses for urban development is 2
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 80's project m ovement was continually constirained by the

...1'/ Ibid-s p' x—Xi
2/ mid., refer to Tekle 1, p. 6, and Table X, p. 49
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need to solve salinity in Nad-i-Ali and Marfa which was absorbing a great

portion of development funds and energy. The digging of drains in the Marja
area had been hampered by contractérs failing to fulfill their contracts.
According to government regulations, small construction jobs had to be
put out for bids to private contractors. The HAVA l/ had been following
this procedure : and bad let contracts for several drains. But as the contractors
overshot their estimates.. they stopped work and reneged on their contracts.
The HAVA engineer's 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 progressimg at a snmil's pace, with slim prospects of ameliorating
the situation/ 2/

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

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

4 et cmam e e . VA ey

L/ Under a new charter with RGA, 1965, the Helmand Valley Authority
(HV A) was extended to cover the Kandahar area, becoming the Helmand-
Arghandab Valley Authority (HAVA)

2/ Ahmad Zia Morshidi/Richard F. Saunders, Development Profect_
Evaluation Report Helm and -Arghandab Valley Authority, Ministry
of Planning, November 1967
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large sums had already been invested, and settlers had been brought from
various parts of Afghanistan (unstated reasons to sink more money into
drainage) - even though economic justification for further expenditures was
doubtful, L/ Further out-migration, particuldrly from Nad-i-Ali where
large numbers had settled, would have been ah 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 1861 found that although drainage was a major problem in the
H-A Valley, it was by no means 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,
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/

Twice, in the Tudor Report (1956) and again in the Tarzi-Stevens
Rerort (1964), it was recommended that Nad-i-All be made into a _
pasture land, (Our stndy confirmed that the Nad-i-Ali lends and
conditions dre so poor that people cannot hope to make a living
from cropping this Jand, In lieu of large expendiiures for drainage
and development of Nad-i-Aji, it should be used for a pasture~
livestock program, - Tudor Rerort, p xi) Although economically
a sound proposition, th2 pclitical and social realities of relocating
the new setilers made the praposal wnworkable,

2/ C. R. Maierhofer, Drainage and Helated 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, Bureaun of Reclamation,
September 1968, p 19
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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
gettling nomads and landless farmers. The project had provided water
to lands in private ownership and hlready under irrigation, but that was
incidental, The emphasis on development of public lands was clearly
expressed_in the "Rules of Procedure' adopted for HVA. The purposes
of the organization were stated to be:
Maintaining and operating the properties now owned by

the Government of Afghanistan in and near the Helmand

River drainage basin in the interest of national welfare and

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

land and 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 lands, most of the land 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 already settled landlords using tradi-

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

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




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 development, as will be
explained in later sections.)

Witil time, the bureaucracy grew with the general administrative
machinery becoming more cumbersome, and less able to handle the ex-
panding project. O. Nervik and V. Noory 1/ sum marifed the situation
succinctly. In the early stages of the Helmand V alley project, they ob-
served, the emphasis was on constructicn 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 e was left either for considering the remdoval of other con-

straints, nor the changing nature of the project 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, Report on Fi eld Trip to Helmand Valley,

Robert R, Nathan Associates/Afghanistan.

7 Under a new charter, 1964, between HAVA/RGA, HAVA was given
' responsibility fow industrial development.
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As the respcasibilities of the HAVA grew, the administrative preblems
were further aggravated by ithe Involvement of three major decision making
bodies in the projec;:, the fofeign sponscr represented by USAID, the
RGA ,1_/ and the regicnal Afgha.n deveiopment authority, the HAVA, The
lines of communication and authority between the th'ree\often bedé’mi‘e
blurred, and the project goals never quite becam e definite, with the result

that-

........ a number of programs and Projects in the HAVA
Program still do not adequately reflect well defined objectives
and goals. There is no agreed overall plan defining exactly

more, administrators and technicians come and go, each

new arrival, whether Afghan or American, having his cwn

views as to what should be done, Lacking clear overall
guidelines, past programs have suffered from lack of continuity, 2/

v Here assumed to be not only the Central Government's policy pla.nhers,
but varicus m inistries: e, g, , Ministry of the Interior and Ministry of
Planning .

g-/Raymond T. Moyer, Basic Assumption, Objectives, Immedi_gtg_ﬁgals_
and Required Action for an Agricultural Development Program in the
Helmand-Arghandan Valley, A Draft Proposal for Review and Comment,
January 6, 19 68, p. 2-3. The lack of coordination between the RGA

would be better used if funneled to other areas, particularly the more
heavily pepulated, more fertile Turkestani Plain in nerthern 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 beycnd the
purview of thig paper. (For more detail On general administrative
problems enccuntered in agrieultural development see R, Hughes,

et al., Agricultural Sector Study, Asian Development Bank/Afghanistan,
duly 1971
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Throughout the 1960's scm e observers became more vociferous in
their warning that the prcject should not expand the area of land develop-

ment, but rather should concentrate on area intensive improvements. JIn

1962 Benz and Holmgreen 1/ recommended concentration on the area under
water command and avoidance of extending irrigation to new areas.
R. H. Allen 2/in 1963 similarly suggested a concentration of effort.

It should not be assumed that cnee the water distribu-

tion and drainage systems are installed and the land leveled

a highly productive agriculture will ‘develop without further

effort on the part of HVA., Many other elements are essential

for such an intensive agricultural econcmy to develop. 3/

By 1965, critics saw little change or improvement in the H-A Valley
approach. "About half of the area is still not adequately served because
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
introduced to mcrdern irrigation structures versus concentrating and re-
solving the prcblems of areas already develcped, capital intensive develop-
ment work was continming in the Tarnak (in the Kandahar area) without any

econom ic study or justificaticn. Not only was some of the land of doubtful

quality but two factors further complicated the m atter.

1/ J s. Benz/F. N, Holmgreen, The Helmand Valley - An Overall Review,
USAID/ Afghanistan, November 1962

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

3/ mid., p. 4
£ “Vakil A. Noory and Ottar Nervik, Report on Field Trip to Helmand Valley,

Robert R. Nathan Associatés/Afghanistan, January 1964.
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1) In the Arghandab River basin the flow of the water in some years
is not sufficient for irrigation of all the projected land development in
North Arghandab, gentral Arghandab and Tarnak areas. Detailed knowledge
was necessary to pick the areas that showed the most potential since all
couldn't be developed. By 1965 it had not beennproven that Tarnak was
the most promising candidate; rather, evidence hinted the opposite.

2) The provision of water to "new" water users in Tarnak, given a
limited supply for 'old" water users, would obviously result in conflict.
Project planners had not considered this eventuality.

Similarly, land betterment work in Darweshan was in progress on a
pilot basis. That Darweshan is downstream of Shamalan, logic would have
dictated (given location closer tc Lashkar Gah) that the latter should be
developed first (cther factors being equal).

4. THE SHAMALAN:

It was this "helter~skelter" irrigaticn development approach of the
HACU in the early 60's that prompted the BuRec tc add a feasibility planning
team in 1964, and to select an area for immediate study and subsecuent
develcpment, Selection was tc be made on the principle that areas with
potential for procducing the greatest econcmic returns in the shortest period
of time should be given first priority. After carefal consideration of such
salient factors as scils, remaiaing engineering and land development work,
qualification of farm pcpulation, and economic returns that might be anti-

cipated after land development, the Shamalan area was selected as the
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first unit of the H-A Valley project for the BuRec's feasibility studies.
Shortly after the Shamalan area was selected, a demand arose for
completed studies on a portion as soon as possible, so land could be avaii-
able for developemnt. by HACU when a proposed equipment 1loan became
available. This loan was anticipated at an early date, and so the western
portion of the Shamalan area was the one selected for concentrated effort.
Even before the draft report 1/ was completed and with only aerial photo-
graphs for a mapping available, werk was started on the West Shamalan,
It was not until September 1968, with the final publication: Shamalan
Report, 2/ that the overall plan for development of the Shamalan area finally
became clear. It was preposed that a completely m odern water distribution
system be constructed in the area, to provide ample water at peak demands
to all porticns 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 rights. The work entailed changes
in the distribution and drainage systems as well as a major land preparation

program, and constituted a substantial extension of the capital intensive

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

2_/ Sham alan Unit: Feasibility Report, Helmand-Arghandab Valley
Development Project, Bureau of Reclamation, September 1968, p, 10
Prior to the completion of the report, HACU had not only begun work
in the West Shamalan but had done some land development work at
Zarest (the lower end of the Shamalan area)., Some 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 failings of previous
irrigation construction in the H-A Valley were that they were cnly
partially complete. The Shamalan project proposed to give a complete
package of a 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 wasteway
and through the rehabtilitation of the Shamalan canal: construction of a
new latcral diverting from the Shamalan canal to supply the "water short"

West Shamalan; and the redesign and realignment of the remaining jui-"l/

lateral and sublateral systems presently supplying wat er 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 ‘igly water tables in localized areas,
and to inusre proper future drainage of the project area when adequate
irrigation water is supplied.

The major innovation would be in the land preparation scheme. The
existing jui system would be compietely 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 network of ‘juis which cut the lands into small

l/ Ditch or minor irrigation system
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irregular shaped tracts.

With project development accom panied by the adoption
of mechanical farning and modern irrigation m ethods,
establishment of a suitabile irrigation system is necessary.
This will raquite pread ~scale leveling and grading to obtain
fields of proper zize, sbape and gradient necessary to achieve
a high degree of lrvigation efficiency. The existing jul system -
wor'd be removad hy leveling and replaced with a modern,
controlled distribution system.

The senience of land preparation measures would be:
clesring trces from the jui banks, 1/ leveling the jui system, and

ovevail levciing o grading of tlie farm units to coincide with

the construction of ghg vow 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, 3/
the consttuction of access roads to provide better transportation to market,
and the provision cf assured flood and erosion control in localized areas.

The decision to concentrate 1and development work in one area,
coupled with a detailed time sche‘dule and work pregram, 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:

Y Faced with strong farmer resistance, BuRec planners now content that
the tvees can remain,

2/ Shamalan Unit: Feasibility Repoxt, p. 127-128, The total cost of land
leveisag was estimated av heing relatively low since a geod proportion
of the 1and leveling had a'ueady been accomplished by individusl farmers
£ ecidzve a relativaiy bish degroe of éffictency of water use, using

g/ OXen power,

= The wotable water system would be accomplished by sinking wells,
This new drinking water system would not only cut the incidence of
dyssnery 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)
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)

prove that the method employed was the most efficient means
of iﬁcr;asing agricultural éuplu‘s, |

(i) consider adequately the social implication of such a total
alteration cf the farmers; physical environment.

The Shamalan Study lists the constraints to increased production:

a) non-availability of farm credit,

b) centinued use of oxen

¢) a feudal farm sharecropper system,

d) fragmented holdings which conform to 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, sanitation and health,

g) a shortage of practical extension, demcnstration training
personnel and"programs.

The reasons why these conditions persist, according to the BuRec,
are because of "traditional attitude of the farmers, lack of incentives,
and a scanty understanding of scientific principles of farming.”" To change
these attitudes a ' revolution in ments] concepts' is needed. But just how
this revolution was going to happen was not elaberated. The Shamalan
project, as outlined in the report, would eliminate constraints (b), (d),
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and partially (f) as a result of targe consolidated farms, increased
medianization, feeder-roads and potable water system.

Analysis:

The Shamalan Report, exhaustive as it is in technical details, is

sparse in its analysis of the social implications of such a drastic and
abrupt alteration of the farmers; environment, As early as 1967 a lack
of coneern for social problems was noticed,

There remain a number of unresol¥ed questions of a
policy nature that will need to be dealth with before the
project (Shamalan) can be implemented successfully.

Yet tc be worked out is the problem of hew to handle the
pecple in the Shamalan area who will héve to be m oved
off their land while the land betterment work s being
done; how to redistribute the land to the people after

the job is completed, and whether or not to charge land-
owners for the improvements. Alsc, there will be the
preblem of providing farm ers with the necessary pro-
duction inputs including short-and medium ~term credit

if the benefits assumed in the Sham alan feasibility report
are to be attained. 1/

5. THE CENTRAL ARGHANDAB:

Once the BuRec had completed its analysis of the $hamalan ares,
at tention turned immediately to removing the physical constraints to
improved agricultural preduction in the Kandahar area (the area frrigated
by the Arghandab River)., As early as 1965, problems in the Kandahar
area were being reported.

In some of the very rich orchard lands near Kandahar,
North and Central Arghandab, serious water-lcgging problems

e e mmrs o TR AMAS . ar A e s s A vont s

Yy Ahm ad Zia Morshidi/>Richard F. Saunders, Development Project
Evaluation Report - Helmand-Arghandsh Valley Authority,
November 1967, p. 4
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have arisen along the canals from the Arghandab River

below the Arghandab diversion dami. On these canals,
intakes and canal banks have to be improved and water
control should be installed. Unless steps are taken soon
to remedy this situation, valuable orchard land may go
out of production. 1

With the completion of the Arghandab Dam and the South Canal 2/

the water supply to the Kandahar area was altered; whereas irrigation
water was once seasonal, it was noiw m ade available alm ost contifiually.
T;Iis in, turn made good on-farm irrigation and agricultural practices more
critical, and increased the amount of maintenance time required to keep
the jJuis in fair operating condition. In some instances, irrigation practices
did not change so as to use the increased water supply efficiently, and
maintenance was neglected at times to the point of hindering the water
supply. Gradually these conditions 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 the BuRec on the
Central Arghandab Unit, which were completed by 1970. The final report,

The Central Arghandab Valley Unit,i/ underlines the unfavorable conditions

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

/ 1t will be recalled that the HACU between 1961-1965 constructed
approximately 50 kilometers of laterals and 53 kilometers of drains,
and leveled 300 hectares of land in the Tarnak area. But aside from
the construction of the reservoir, the South and Tarnak canals and
the minor land development in Tarnak, little else in the way of develop-
ment took .place in the Arghandab River Valley.

3/ Central Arghandab Valley Unit, Bureau of Reclamation, U.S.
Departm ent of the Interior, Afghanistan, December 1970.

'N
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that had resulted from an increased availability of irrigation water super-
imposed upon an inadequate and inequitable water control and distribution
system, inefficient irrigation practices and inadequate drainage.

At the present time, considerable 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 1952, and the S uth Canal
in 1955, these areas have become increasingly larger
due to the increase in the dive rtible irrigation water
supply. Interviews with various landowners in the area
during the 1967-1969 period indicated that the visible
effects of waterlogged land had accelerated over the
past 5 years. During a 1864 interview, representatives
of the Zakir village (situated in the southeastern part of
the area) indicated that they had not particular damaging
water table problems. However, a subsequent interview
in October 1967 revealed the existence of numerous
damaging water table problems both with reapect 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 destrcyed; 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 deterforation of thousands of hectares of land productivity has resulted
in a 1970 cropland 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 improve

- e T L a— B T e —

=
Y Ibid,., p.138-139
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and modernize the water distribution system, provide adequate drainage
and develop a rcad netwerk, The proposed plan provides for construc«
ticn of main canals and principal laterals. The plan alsc proposes to
combiné several small laterals into a larger lateral to serve the area
more efficiently,
The proposed plan provides for main capals and

principal laterals, but leaves the smaller laterals and

farm distribution system as they exist, with such altera-

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

The existing distribution system s in the vineyards and

orchards are not to be changed, as elfcessive costs and

administrative problems would be in{r%plved and the bene-
fits to be gainod would be very minori L.

Similarly a river diversion is planned to replace the existing 5 major
and 2 minor diversions in the Panjwai area of the Central Arghandab.
To sclve the problem of a rising water table, the BuRe¢c proposed 33
kilomaters of drains to complete the drainage system work already begun
by the HACU in the 1830's. Finally, a road network was proposed to link
the project with the existing system of roads.

Most of the above activities, the BuRec concedes, are needed merely
to restore agricultural producticn to what was attained during the first
5 years after completion of the Arghandab Reservoir and Scuth Canal.
Wheroas the study arrives at a positive benefit/cost, it merely mentions
certain constraints that have to be overcome if the project is to achieve
its proposed increase in net regional production viaue., Critical to the

project's success in increasing production is the modernization and

—

1/ tid., p. 162



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 combiniﬁg 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 khown about the present water distribution rights
and mecthods along juis that have been in operation for hundreds of years, vy
there 1s no reason to assume that the increased supply of water will be
used voluntarily by farmers to effect an increase in net area production.

An example will suffice to prove this point. If we assume thait the distribu-
tion along a jui is by turn, with each farm being served in order of location
along the jui 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 abui water pricr to project construction will still face the same
constraint alter project completion.

The Central Arghandab reuort excludes consideration of the externalities

1/ Many of the juis in the Norih 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 nne area upon the two nther areas (North
Arghandab and Tarnak) served by the same reservoir, There remain t» date
too many unknowns: the size of the reserv-ir in relatinn to maximum crop-
land potentially irrigable; the mle of sedimentation and the resulting decreasing
storage capacity of the reservnir; 174 and the present water needs as by canal
and lateral to achleve maximum efficiency, That the Arghandab Dam dried up
in 1971 was unexpected, onnfirming the opinions of those why have claimed that
the dam is tho small, 2/ The dam's drying up gave the BuRec a chance th
nbserve the rate ~f sedimentation, which was observed t~ be . 8 percent per
year with 15 percent capacity Inst by 1971,

Prisr t» this -

Sedimentatinrn samples ~f resexvoir inflnws were taken in 1950

indicating :m annuatl siltatinn rate of approximately 0.36 percent,

A survey for the measurement »f siliation in Arghandab Reservoir

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

inconclusive, indicated that the strrage had been reduced »n the

srder of 7 percent as the result of siliatinn, »r at a rate ~f
appraximately 0.7 percent annually, 3/

Y A new phenymen~n recently disclhsed is the pumping ~f water fr~m the
regervoir tn irrigate lands abnve the prnject area, What impact this will
have on the area's prtential crnpland belww the réserv~ir is still unkn~wn.

2/ B was never envisinned that the reservnir wnuld dry up. A feasibility study
by R. W. Beck (Electrical Prwer Survey Reprrt Helmand-Arghandab
Valley, Afghanistan, R, W, Beck & Assnciates, Afghanistan, 1964)
enncluded that the ennstructinn of a praposed electrification facility at
Arghandab wnuld be infeasible, even thnhugh the dam's c~rnstructian
specificati~n had included an eventual hydrnelectric factlity.

3/ bid., Vnl. 2, Part 3, p. 1-a, as qurted by Central Arghandab Valley
Unit, p. 54
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It is still speculation as to the direct impact of sedimentation on the li‘e
of the reservoir and the relationship between 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
increase in hectarage.

Sensitive to the need to estimata. the future life of the reservoirs,
the U.S. Geological Survey in 1967 madea reconnaissance survey of the
K aj akal 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/ results 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. " '2/ But as with the
Arghandab Dam, the total impact of this decrease in capacity is just not
known,

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

as the Shamalan Unit report and other reports issued since the beginning

1/ Don Perking/J. ¥. Culbertson, Hydrographic and Sedimentation
Survey of Kajakai Reservoir, Kabul 1968

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

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

'E.g., what exactly are the implications of non-establishment of water rights
on the project's initiation is not discussed. Crisis periods can be expected
to result directly from lack of consideation of the social and poli tical
. constraints.
Aside from the mzajor work in the Marja and Nad-i-Ali area, and some
work in the Tarnsk and Darweshan, it wasn't until the Shamalan project
began that the major 1and develop ment program became revitalized.
When compared with the 1850's, the 1960's withessed relatively lower ex-
penditures on land improvements and a greater proportion of expenditure

on urban development.

v Central Arghandab Valley Unit, p. 8
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2

l.  AGRICULTURE

[#

Prior to the development of the HAVA irrigation in‘rastructure akout
two decades ago, acriculture bf the arez was of a suhsistence level. It
was characterize d by low yields and icle 'and. Eveén after the dams and
canal!®: were completed there lacked for years 2 core of trained Afzhans,
incentive, and production inputs to get agriculture moving. There was
also 2 widespread absence of farmer knowledre of Low to increase farm
production. The situation started changing - slowly at first ~ approximately
a derade avo. The change durins the past decade can he partially attrirated
to AID and its predecessor asencies. C7primary importance was the training
of Afshan asriculturisis in the U .S, during the late 50's and early 20's.

While traininz continues, this early program led to a core of trained Afzhans
in extensicn and research.

Wheat growing is the num™er one crop in the HAVA area. In the summer
of 1877 about 49, 000 hectares, nearly one half of the total wheat acreage of
the entire are 2 (including the areas that have net eer under extension sur-
veillance), are of the hich yielding varieties. Some 14,500 me‘ric tons of
fertilizer were distributed for this crop. The wheat acreages in several
project areas will ranze from 857% to 95% improved. This is a significant
conversion to the gsrowing of improved wheat when one considers that the
first farmer demonstration plots were started in the fall of 19567.

The new technology of using improved seed and chemical fertilizer is
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spreacding to corn and cotton hut at a slower rate. Some progressive farmers
are applyings ‘ertilizer to fruit and vegeta’le crops.

With the advenrt of a year - round water supply , fruit tree anc vine
hectarage, particularly in the ¥andahar area, increased and the new practice,
for the H&VA area, of double cropping was ushered in.

Farmer incomes have increased, cultivable land is in great demand,
and HAVA farmers are in a mood for change. A few highlights drawn from

the 1270 Farm Economic Survey l/show trends:

— Lt ot

Over 307% of the wheat erowers of the area used improved
seed and fertilizer.

- In 5 years in the Helmand area, over 227% to 33% o’ the
farms used some improved seed corn in 1262/70,

~ WNhereas 5 years ayo fertilizer and improved seed were
unnown and unaccepted techniques, initially most
farmers today know and accept their use -~ sutiject to
their availability.

- Use of tractors and tractor related implements has . - R
grown from 1” tractors in 1854/85 to over 330 in
1e7Y/7°.

- Double cropping expanded two to three times in the
period 1854/79 (although it still amounts to only akout

13, 500 hectares in 1871/79).

_l__—/“G. P. Owens, Farm Economi¢ 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 vyalue of preduction, and in 2 fruit growing
areas in Kandahar, sales exceeded 50% of the produc-
tion value.)

a. Agricultural Staff

Extension: The extension staff is well trained 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 off 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 hard core staff numbers about 75. Of this group §3 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 increasing the

field staff during the past 2 years as planned.
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The sxtensicn stof? is compsiunt iz cxtension matters relzted to
the Intensive Ceresl Grain progrom. Howsver, the present staff needs
inservice troininy in the new technolczies agscricted with crop diversiii-
eation,

b, Resanrch -nd seed incresse

The HAVA research prosram hag concentrated on the impreved

whent and 22rn prosrams during the nast 7 yecrs., Durin~ this zome period,

e

some testing was done on cotton, suar, juts, cnd bena’, mung benns, peanuts,
scybeons, sugorx beets and sunflewers.

For sever:l years prior to 1923, rother extensive vericty teals
were conducted on o wide range of vezetebles and wotermelons, Limited
geed increzse of gelected items and some transier of seed to {ermasrs resulted
frem thig t- sting e°%ort and has continued to the present time. The effort
showed the HAVA aren to be ideslly suited for the growing of a wids ranse
cf vegatobles, hcoth for food and seed creps.

The Research Division i3 heasded hy = Diracer General, currently
having the adsitiore! responsibility of “Asting Head cf the HAVA Dopartment
of Arriculturs ond Rural Devel:pmant, The Tirectcr General alac hap the
responsihility for the Seed Increcse nn Farm Shop Secticns cf HAVE agri-
cultural activity.

& rseent survey o the staiing pattern follinT under the Director

Geaneral showed ahout 82 Meivil service pesitions end over 320 yenrly



contract jobs. The latter are primarily employed as laborers on several
large Seed increase farms, time Bolan Research Station and 3 substations.

The Research Division has a good corps of research assistants,
staticn managers, farm fotremen, lahorers who are skilled in their respective
johs. The Director General is the only member of the research staff,
however, who had degree training in research methodology., Advisory
assistance would he essential in order to pursue new directions in research
activity, The research and seed increase physical plants and farms are
ccnsidered good, the farm s being particularly well located with excellent
provision for irrigation water.

¢. Crop diversification

National demands for an intensive wheat program starting several
years ago precluded expanded research and extension activity toward fruit
and vegetable production, although progressive farmers have started on their
own to diversify into fruit and wegetahle crops. They have soucht advice
and it is apparent that many farmers are re ady to apply improved pratices,
as they have done in the cerezl grains (and cotton in a limited way) to an array
of other crops.

HAVA, assisted by American advisers, has taken limited steps
during the past year that will lead into programs emphasizing diversification
and high value crops. The trellising of grape vines and the prunia= and cpr., .o,
0: ruil (vees has been initiated on 2 small scale demonstration basis,

L



d. _Animal hushandry

The HAVA Livestock Department was organized over 12 years ago
to promote the improvement of cattle and sheep in the area. Little has heen
done with sheep. A good Brown Swiss dairy herd has heen maintained at
about the 50 milkine cow level, built up from the original import of U.S.
cattle from Heifers Project Incorporated.

Natural breeding programs in the villages, crossing Brown Swiss
bulls -rith local cows, has proven the popularity of the "erosstred'" animals,
both for milk and for farm bullock purposes. During the past ? years an
active artificial insemination program has gotten underway with Peace Corps
Volunteer assistance.

USAID assistance during the past 4 years has been limited to
advisory assistance in developing the land of the 182 hectare HAVA
dairy farm near Lashkar G h, limited commodity procurement and several
porticipant grants.

¢. . Agricultural credit

_The Helmand Arghandsh Acricultura) Finance Agency (2 FA) was
chartered in August 1370 as a fully owned subsidiary of the Agricultural
Bank of Afghenistan. Its purpose is to develop an institiution and to support
agricultural] development in the private farm sector.

AF4 ig still a fledeling organization and closed its first loan just

18 months ago. During its first year of operation, 12 tractor and implement
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loans, 8 water pump, 550 corn fertilizer and 790 seed wheat lcans were
closed. Racently 20 additional t ractor-imp 'ement- loans were cl osed.

AF£ and Extension worked closely durine the past year organizing
local "farmer associations' as a meang o° providing collective security for
small production loans. By this means nearly 12, 000 farmers were enrolled
last fall in 27% associations for wheat fertilizer loans.

f. Prohlems

The HAVA agriculturel program is presently in sericus trouble
Tor lack of transportation. The four-wheel vehicles (mostly pickups) and
motorcycles that have served Extension and Rasearch during the past 3 to
4 years are, for 2all practical purposes, worn out. Some vehicles are down
because of ‘Thadequate maintenance and insufficient spare parts. The overall
problem i aggravated hecause of the fact that replacement vehicles have
not been provided.

Turing the past 8 or 7 years most of the vehicles have been
supblied by USAID. The last new units provided, however, consisted of
four-pickups secured during FY 58. HAVA has provided the recuired
trucks and motoreycles and Juring the past » years has procured four small

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

CAP4BILITIES

General;

Both HAVA and HACU have American iiniversity ~educated personnel
in the top management positions. These are capable men well qualified in
their respective fields. The majority of the higher grade technicians and
engineers are Kabul University or Afghanistan Technical Institute graduates,
some of whom have had training in the U.S. or third countries. At present
they are working on designs, surveying, snd inspection for the Shamalan
project, Babajee drainage, Darweshan and Lui Manda dikes, and the Chak-
hansur project. The technical com petency of this group has been consistently
im proved through out -cf-country and on -the-job=training. However, addi-
tionzl training and trainable personnel are required if the needed institutional
capacity is to be obtained.

Attention has begun to focus on water use efficiency and some progress
has been achieved. The problems of water use efficiency, as 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
made in a pilot area, overall improvemsnt in the numercus projects with
varging cenditions will be a gradual process requiring concentraed effort
and leadership by HAVA and farmer groups organized for a continuing co-
operative activity,
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Prior to construction of the present infrastructure farmers in the
Helmand and Arghandab Valleys received irrigation water on a ipum of the
river" basis. Crop yields were low (wheat 6 to 7 bushels per acre) due
to lack of soil fertility, intermittent water supply, and poor farmer practices.
(Some 70 to 75% of the land was left fallow eech 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 water
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 management, 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 0&M Division in carrying out its responsibilities. Much of the heavy
equipment is 20 years or older. Its lighter vehicular stock is also overage
and not dependable., Spare parts zud/or replacements have not been made

available and consequently HAVA maintenance operations are inefficient
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and reletivsly ineffectual. Heavy couipm ent availahility during the past
yenr is estimated at only 10 to 15% of totel inventory. Canzls and drains
are not being adequately maintzined and unless mzaintenznce is stepped up
and water control instituted, serious wsterlogging and selinization can be
expected as additional 1and comes into production and double cropping
incresses.

To stimulate the development of the Sham alan project 2" $4. 6 million
loan was granted to HACU (AID Loan #012) to provide for the rehabili-
tation of equipment mostly transferred to HACU on completion of the
Kejokai Dam 2nd for the purchase of new heavy equipment plus the related
services required. Under the loan, H/ CU has hired an American office
manager, field superintendent, master mechanic and three mechanics,

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

II cives & listing of equipment scheduled for rehzabilitation and new equip-
ment purchased.

3. CAPITLL RESOURCES

1 Kajakai and Arghandab Damas, the two dams described in earlier
sections, were constructed primarily for flood control and storage of
irrigaticn waters. Specifications for these are shown in Table IIL

(i) Electric power:

Installstion of two hydroelectric generating units is now underway
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at Kajakai. The network is intended to serve power requirements of
K;ndahar., Lashkar Gah and intermediate communities.

¥andshar is presently supplied through two diesel electric gen-
erators of 1,562 kw each while Lashkar Gah is Supplied by the hydrcelectric
plant on the Boghra canal at 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
capzcity.

The power generated for the ¥andahar area is totally inadequate
and only the city area is served, Lashkar Gah with a much smaller popula-
tion has adequate powerw except during the peak load periods of winter when
sections of the city are cut off on 2 rotating basis.

(2) Water and irrigation system:

Construction of the two storage dams has allowed for 2 regulated
flow and extended farm acreage. The extent of the irrigation system of canals,
ditches, laterals, drains and-related irrimation facivities.. i9 showm on Table IV.
(Lateral roads necessary for meaintenance and movement are also given as
part of the project facilities operated and maintained by HAVA.)

(3) Transportation spstems:

Development activities have resulted in expansion an< development
of other capital resources. The modern highway and improved roads connect
this region with cther regions of Afrhanistan, Pakistan and Iran, A modern
international airport at Kandahar offers great potential for transport of agri-
culture commodities to other parts cf the world.
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v The present key personnel in HAVA and HACU are given in Table V,

4. OTHER RESOURCES

2) Helmand:

A full inventory of ti’ﬂl soeial capital has not been tsken, such as
paved 8treets, movie housed, parks, postal service, telephcne, telesraph,
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 basis for creating a
model of regional development.

Educational facilities have improved and expanded partly with U.S.
assistance, Within the HAV A there exist 1% village schools, $ elementary
schocls, 1 junior high and 1 high school plus a preschoo! kindergarten. Some
of the new schools are coeducational (unioue in Afghanistan), Adult educatiox'l
vocational and technical programs are underway with a goal of expanding
skills and attainment of near total literacy.

Under a putlic health program the U,S, provided Lashkar Gah with a
modern 50 hed! hospital which serves as the public health center for the entire
region. In addition there are several basic health clinics in the outlying
districts,

Lashkar Gah has been additionally provided with a piped supply of good
water obtained from deep wells, and a medern sewage system. An industrial

section has developed in the city ‘with a cotton gin and cil mill plant and a

marble factory operating as a government enterprige. 4 woodworking plant



manufactures household and office furniture, Indamer Industries are in the
process of establishing a tractor and farm implement maintenance and repair
facility.

by Kandahar:

Expansion and improvement of the educational facilities in Kandahar
and 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, a teacher training center, a technical training
school and a cadastral survey school,

There are mumerous fruit drying facilities in the Kandghar area,
primarily for proceéssing 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 city acte 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 bther 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 tfuok
repair shops operate in Kandahar plus motorcycle sales and repair facilities,

b. GOVERNMENT

a) HAVA/HACU administration:

An essential element in creating the institution to carry out develop-
ment and regional coordingtion 15 a well developed and disciplined central
orgenization. The ‘organizational development' of the HAVA/HACU has been
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plagued by many proablers, many ~f them yet tn be defined, Difficulties
have arisen fram 1) lack of c';nsensus arong central gf;vemment administra-
trrs ;ncritical ¢nrapnnents r;.f phil~s~phy and pnlicy; 2) a lack ~f cormmitment
t~ develnpment ~r invrlvement and continuity amf;ng HAVA/HACU auth~rities;
3) the lack ~f a capacity t» enhnrdinate the vari~us resources including f~reign
end U, 8, instituti~ns; and 4) a basic c«i:ﬂict (:f values, orientatif;ns and
deﬂnithna ~f what needs t~ be drne in develr;pment and hhw between HAVA/
HACU and USAID r,;fficials.

b) Revenues:

At present the farmers pay nnly a trken 'tax’ f~r use »f the infra-
structure and nn O&M ~r additional drainage canstructin;n charges.

The government revenues in the Helmand and Kandahar regi~ns are
egregi~usly Inw and unable tn supprrt regi~nal g';vernmant devel~pment expendi-
tures. In 1349 (latest available data) f~r Helmand and HAVA ¢~mbined revenue
trtalled appr~ximately 34 milli~n afs, nr less than 34% ~f HAVA's budget f~r
that year, Incrme tax amounted tn 4% »f tntal regi~nal revenue, while real
estate tax am~unted tr; 20% r_;f regk;nal revenuc, The maj~r s~urces ~f reginnal
revenue were the sale ~f mineral and agricultural pr~ducts, which equalled
29%, while the c~llectinn of back revenues, repayment c;f advances, repayment
r;f empl~yee lnans, refunds ~f nverpayments, and miscellane~:s nr;n-revame

receipts equalled 21%, Whereas t~tal revenue f~r crmbined Belmand and HAVA

increased suddenly in 1349 after 3 years ~f fluctuating arnund 26,5 millinn afs,
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mr;st r,;f the gain was from increased sale of mineral and agricultural products,
while incrme and real estate taxes remained constant,

The range nf farmer inc~mes in the Helmand and Arghandab Valleys
is from Brme r_;f the highest returns per hectare in the c~untry tn shme of the
lnwest, Highest net income per farm is in Dund-Daman with 102, 000 afs and
lnwest is Khanishin, 3,420 afs. The highest net inc~me in Helmand Pravince
1s in the Girishk area at 40,397 afs. Net farm inc~mes are c~nsiderably higher
in Kandahar than in Helmand, und~ubtedly because much of Kandahar is an
established fruit grr;wlng arca, whereas large ares ~f Helmand are devnted
t~ the prductinn of extensive field craps, Off-farm incrmé in same areas is
substantial, ranging from a lnw f;f 135 afs per farm per year in Khanishin
t~ a high of 46, 413 afs per farm per year, The latter is due primarily t~
large am~unts ~f rental income frrm Kandahar prperty held by s~me farmers.-}-/

As 2 measurc c;f the extent t~ which the farras are integrated intr;
the mrnetary ecourmy, farms in Dund-Daman had an average of 58% sales as
a percent ~f the value f t~tal farm producti~n and Khanishin was lnwest again
at 10%. Nad-i-Ali, Marja, Shamalan, Darweshan and Girishk all ranged
between 25 and 38%. 2/

Nr; statistics nn rural savings in the Kandshar and Helmand areas

are yet available,

Y FES, Table 23, p. 50

2/ tid,, Table 30, p. 61
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1, PROPDSAL'S DBJECTIVES

A, General:

HAVA has proposed a rather ambitious Fsurth 5-Year Plan, The
overall nbjectives quoted from the plan are as follows:

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

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

(c) Elevation of food production standards, especially in wheat, in
c;rder to meet the needs of this area and nther parts of the country.

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

(¢) Research reproduction and impr-vement ~f animal husbandry for
prevention of disease, in order t, increase the income of farmers
and cattlemen in this area.

(f)  Elevation of agricultural production for export and for in-country
use, particularly in cotton.

() Reclamation of more land for the settlement of pe~ple nnw without
land,

(h) Raising the educatic;nal standards Hf people in the area.

(i) Improvement nf bealth prrgrams fc;r preventinn of disease and

raising the standard of health.
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(1) Expansion and development of the industries located in thid area
utilizing electric ener~y and more sxploitation of the natural

mineral resources such as Rikham ( 2 type of high quality markle)

thus providing work and eliminatinr anemploy ment and encouracing

local handicrafts hased on the agricultural and mineral procduction
of this Valley.

Most Afghan and foreign officials whe have been close. to the scene
agree that substantial progress has been achieved and that a significant impact
on totzl agricul turel production is now possible. Hence they reason mean~
ingful returns on the large copital investments made on the Valley irrigation
infrastructure over the past two decades now, “or the first time, may be
"in sight."

B, Agriculture:

HAVA Agriculture has developed its fourth Five-Year ~Plan strategy
with the idea of accelerating yiclds and the production momentum achieved
during the past 4-5 years thrcugh the cereal grain program. It plans to extend
its extension program te 21l projecct arcas angi to influence increasing numbars
of farmers. The HAVA plan, in essence, isl to build upon present activities
while "gearing up'" to emphasize other important ares of production and the
new opportunities for farmers resulting from tractor power, additional fertilizer
and other production inputs that a re becom ing available,

Thus HAVA plans to continue the cerzal grain programs and associated
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activities qu 2-3 years in outlying areas that have received little or no assist-
ance to date., The plan emphasizes ontthn productic;u, particularly in relatinn
to increasing yields. Increased double cropping with emphasis on sec~nd
crnp alternatives is t» be pronmoted. HAVA plans to cc;ntinue its liVestnck
program (but with no significant assistance from USAID).

The impnrtant new activity in HAVA's plan involves diversificatinn
and the promotinn of high value crops, same of which will fall in the frreign
exchange earning category. Applying the 09mm<;n1y used impraved practices
emplc.oyed in other eountries to the already existing hectarages ~f pomegranates
and vineyards will be the starting point, With respect tn vegetables, there is
much raam for yield improvement as well as the introductic;n ;f more kinds,
both for 1<;cal markets and the large market centers o.f Kandahar and Kabul,

Other activities that have recently been inaugurated in the HAVA
and planned for prominent positions in programming pric;rities include farm
mechanizatian, on-farm water management and agricultural credit.

HAVA ecnnsiders that the best way to induce its farmers to adopt
impraved agricultural practices nn a sustained and expanding basis is through
its extensic;n service, Extensinn programs are t;‘be bperating in all project
areas by 1975. Extension '"strength'' is t» be built up ty about 100 ficld agents
by 1978 or 1979, The extension plan is mst only of expansion in numbers but
call for upgrading, training and renrienting its prrgram to the new npp§r-

tunities for farmers in the Helmand area,
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The Director General for Research considers that a sensible
approach for meeting the wide ranging future research need in the HAVA
area is to "tie in'" with the Afghanistan 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 research capabilities of the national organization.

C. HAVA!g detailed proposals for the Fourth 5~Year Plan in the
Project Development, Operations and Maintenance, and Engineering and
Construction areas are as follows:

1. Project Development:

HAVA proposes to expend some afs 88,700 plus $916, 000 from
out-of~country sources (presumably grant or loan funds) on the preparation
of feasibility reports which fnclude: Two diversion dams on the Helmand
and Musa Qala Rivers; soil and water studies on some 85, 000 hectares of
1and in the Helmand, Kandahar and Chakhansur area plus flood control
studies in the lower Helmand and Chakhansur.,

2, Operations and Maintenance:

HAVA has programmed afs 100, 000,000 and $800, 000 for operating
and maintaining present facilitics and the additional structures t» be con~
structed during the 4th Plan period. The dollar expenditures would be from
out-of-country sources principzlly for spare paris and new equipment.

3. Engincering and Construstion:

The HAVA has planned an ambitious engineering and construction
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program f;r the Plan period, It estimates expenditures of afs 488,575,000
and $5,540, 000 for these undertakings which include: Continuatic;n c;f the
Shamalan project, constructién of drains, rehsbilitation of the Seraj canal,

and constructinn of the diversion dams »n the Helmand and Musa Qala

Rivers and in the Chakhansur. A feasibility study has been completed for
crustructinn of gates on the Kajakail Dam with cnst estimates at afs 85,000, 000
not including dollar cost of 1,200, 000,

2, ANALYSIS

A, Administrative:

The attainment of project goals of HAVA's Five-Year Plan is con-
tingent upon solving a whole range of problems. To meet the necessary and
sufficient cond’itio-ns for optimum develapment HAVA must address itself ty
@) c;ptimum mobilization of Fessurces, (2) optimum allocation of resnurces,
(3) optimum efficiency in implementation, and (4) ~ptimum efficiency in use
of resources in place. HAVA, of eourse, has fallen down badly on all frur
of these tasks. Indeed, it can be argued that failures in (2), (3) and (4) are
as bad or worse than failure in (1), I is COmmr;n knnwledge that the
Helmand-Arghandab Valley project has been expensive, as well as manifest
of a general imbalance as between infrastructural and directly productive
expenditures.

The deficiencies in implementatinn and utilizati~n are perhaps more
egregious than those in mobilization and allpcatinn. There are leakages in

both ordinary and development budget expenditures, which may range from

10-15% of the HAVA budget. There is considerable evidence that part of the
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development budget is drained of’ inte non-development purposes., There
are also losses due to negligence and inefficiency.

This seneral deficiency in implementation is matched by deficiencies
in utilization. The present infrastructure in the Helmand - Arshandab Valley ig
8till:, grossly underutilized.

I7 deficiencies in allocation, implementation and utilization had
not existed, indicates that perhaps between %-4 times the outpat from past
development expenditures could have actuzlly been realized. If this assump-
tion is correct, and if these deficiencies are still existent:, then emphasis
on revenue should be on par with other sectors, The concemtration in the
HAVA project design is on generating sufficient revenue support from the
RGA. Indeed, the undue em phasis by HAVA on the lack of the necessary
budget clouds the issue. "If we only had the necessary development budget
we ‘could achieve results (2). (¥). (¢). (¢). ete," This is a rather myopic
view of ‘the problem. Indeed, knowladge of the other deficiencies in the
Helmand-Arghandab Valley appears to have an effect on opposition in the
Jirga to increase revenues to the Valley, The question is raised, '"Why
should Parliament vote more revenues when there is such poor use of the
revenue# already at the disposal of HAVA?" In political terms the conflict
is retween the burecaucracy and ofiicials on one side who want creater
revenuzs, and vested interests in the Parliam ent, that is, the landlord
clags 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 performance or accountability. There will always be a shortage

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

the administration of the ordinary budget is mismanaged, and as long ac the
ordinary budget expenditures are directionless. 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 little for
the development of the Helmaisd-Arghandab Valley.

As long as the efficiency of the public administration is not increased,
there 1s little chance for a fundamental improvement in the region's perform-
ance, If the projects, for their effective implementation, 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 is to look
for development projects that will be (2) quick yislding, and (b) given the
present prevailing conditions have a high probability of being enforced,

B. Budget:

The possibility of HAVA receiving from the RGA the necessary
increase in budget for expenditures projected over the next five years is very
slight. The present national budgetary deficit with balance of payments
probléms and inadequate growth in domestic revenues makes the possibility
of increasing developmental expenditures over the next five years marginal,
With national ordinary expenditures growing at such a quick rate, the RGA
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for the next five ysars may have cnly resources for ordinary expenditures
with little left over for developmental expenditures. For the past five years
allotments to the HA VA have been about 128, 020, 000 a’s/year. This seems
to have heen allocated as regional al'otment rather than compl ying with

any specific cr delineated project investment plan - that is, Nangahar area
re ceived approximately 100, 000, 009 afs and the Paktia project similarly
received an =lletmen! ¢’ the same size. Tc expect any budret considerakly
larger than 190, 000, 000 afs woul d presuppose dramatic chanres at the
national level in hudgeting and planning and access to development resources.
(For further elucidation see RNA Final Report, )

C. HAVELig difficulty in effecting chanoe:

In the finzal analysis it is the impact upon farmers and their resulting
increase in yiclds and revenue that is the measure of the effectiveness of
an agricultural development prcject. HAVZA as 2 develcpment institution has
not engenderec the confidence and trust of the farmers., Sestion 1V helow
gives an assessment in detail of the farmers' attitudes.

D. _SUMMARY:

The concept in the Fourth Plan cf seeking immediate chances
through the existing institutions is questionakble since (1) HAVA is not ad-
ministratively capa®le of doing it; (2) there are nct sufficient national develop-
ment resources (RGA) to effect the implementation of all project proposals;
(3) it is questionatle how much the target group would accept innovations
imposed upon them by an institution in which they have little confidence.
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E. Investment analysis:

In 1875 two independent studies asseszed the presen’ gitua tion
in Helmand and Arghandal -~ Valleys and evaluated HAVA's development
plans.

In the Helmand-Arghandab Valley Project - An Evaluation and

Feasibility Analysis ) _1,/ conclusions are thzt the project's internzl rate of

return (IRR) on projected investments by HAV A for the next 19 years ts

not much greaters than zero: i.e., the projected investment packaze is at?
best marerinally feasible. In 2 sensitivity anzlysis (Table VIII) *correlating
assumptions of length of project life, investm ent cost, projected growth

in agriculturs! procuction as a result of project investments, and assumpa
tions of regional growth in agricultural procuction if there were to be no
re~ional Jdevelopment »:t:i'vestmenté, is attempted. At the "optimum
optimorem" the IRR is 12.4 percent; tut -1y merely adjustinz the projected
regional gains slirhtly downward or assumine the project has less than 3¢
years on the present infrastructure (which is now greater then 20 years

old) or assuming that the ares will not merely stasnete i7 there are no
future investments, the IRR rapidly appreeches zero.

The project to date has shown that there is a positive

/
v/ Lloyd Baron, TheHelmand - Areghandsb Valley Project - An Eveluation
and Fepsirility Analysig, (drat), ¥asbul, June 1, 1972

* Tabhle VIO - Helmand Arshandah Valley Project Investment Feasibility
Anolysis - Percentace Annuzl Roturn on Investment Sensitivity Analysis

84.



~encfit i reclaiming the desert lond (hui not necessarily a
positive Yenefit/cost relationship) tut has yet to prove that
by merely grafting » more modern irrization gystem on
tracitionel farmed and irrigated lancs will necassarily
lead to increased gross preduction value for the recicn, 1/

The study ohgerves that -
1)  While verbal zttention, 2n2d some effort, is now heing turned to
the methods of rem oving 2 broad range of constraints to transition from
a traditional aericultural society, investments to the end of the project
life are otill concentrated intc 2 copite!l intersive, arez - extengive mix.

2) While four major project studies are plenned, they 2re 211 en-
rineerins in neture, and partially area -extensive in theip: Tias.

3) The removsal of the water consirzint which has, since the incep=
tion of the preject, teen proved to Ye ireurht with technical complexitics
and uncertzinties is still, after 25 years of project development, shserbing

much c? the project planners' ensrgies and investment in solving much the

calionr ent, reconsiructicn angd

It ]

same provlems, i.e., the rededgn,
improvemsnt of cenals, Ioterals ond drains stil! continues into the future
while two =iJed technical unknowms are cddec to the motrix.
a)  Will the manpower °nd resocurce capabilities of
O&M e suficient to kezp the present and pro-
jected irrigation systcms in optimum operaiion ?

k) Whet role wi'l the loss of the reservoir's copacity

Y Ihid., (draft), IBRR Study - Introcduction




play on the effcctive life of the irrigation
infrastructure ?

4) There is serious doubt whether the RGA could support such
an ambitious development scheme, Present RGA comihitment ranges
about 100 million afs/year. This proposal would require up to 2 300 percent
budget increase over the next 8 years, Given the national revemue problems,
it seems unlikely that the HAVA development budget could be supported
without dramatic national institutional reform or inteusive regional revenue
genefation. Although the la&er is referred to, no effective legal framework
and timetable i8 specified for implementation of water uses, tax and/or
0O&M operations levies.

5) No critical path is delineated; 1.e., what if HAVA's proposed
budget is cut by 10%, 20%, 50% or 75% ? What specific projects would be
abandoned, curtailed or postponed? M the history of the Valley teaches us
anything, it is that given the heavy involvement with land development, and
its relatively simpler implementation (i.e., it is easier to build canals
than reorganize administrative and farmer instifutions), budgetary cuts
will result in the program following the line of least resistance ~ i.e., the
operational budgets for agricultural and institutional sectors will suffer most.

The recent HAVA Audit Report Y of October 1972 summarizes
the accoraplicliments to date, the problems extant, and gives five recommenda-

tions.

1
-'/ Battle Hales! Audit Report - Comprehensive Review of U. S, Assistance

in the Helmand-Arghandab Valley Region, October 31, 1972
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for the HAVA Five- Year Plan which had been either neglected oy supplied
inadequate emphasis. In a summary af- accomplishments the report notes
that technical assisted programs, and not the capital investments have
accounted for recent regional production gains.

» « .« Due to a combination of fortuitous circumstances
and limited but effective USAID agricultural technical
assistance and some improvement in drainage systems
during the past five years there has been a tremendous
increase in crop production and improvement in the farm
and regional economy.

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

Due to success of the agricultural technical assistance
program and an improved economic position, farmers have
become more innovative and willing to try new methods.

At this point, some farmers now appear to be ahead of
HAVA and RGA officials in their willingness to assume
obligations for improvements which directly benefit them. .l../

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

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

l/Ibid., p. 12
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BuPer talke prompt action to assure thet 1ané cevelopment
proceeds 2t the sams pace.

"HAV2 and HACU have good orcanizztional structures
but lack o” gooc manazement practioes and administrative
procedu es have made the orcanizations relatively in-
effactual,

HAVE end HACU liave not devsloped equipment main-
tenance capability without continued U.S. technicsl assistence
enc' forei>n exchanoe for com modities, nor do they have
suffi~ieni capacity in engineoring.

Althou-h some prorress has been made,. information
and statistics in all aress are dedcient. Aerial photorraphy
plenned ‘or the Sprine of 1973 is expected to provide soms
reliable statistics and in‘ormstion of ‘arming patterns. but
ths M1iazion should comgider urnishine dreet technical
asgistarnce ic achieve the totz) statistics which are urcantly
heedad “or intelicent application of further U. S, proTrams -
in the Valley, .

Operztions and maintenance o° cenals, laterals and
frains has been seriously behind achedule exeept “or Hmited
but impressive drainage improvement achisved under the
Food for Work prozram. Main Srofns on< some loterals
are choked with we=ds and siltins,

HAVL apd HACU remain heavily dzpendent on U, 8.
assistonce with lack of e ective 6 *ort made to become soli~
gufficient,

HAVE does not intend to institute charres for services,
except in the uture lor land in the Shamalan a ter ithecomes
ally developed. Due to slow procre s ov land development,
implementation o° this polioy will not improve the HAVA
finencial position within the “oreasechle future.

4n export merket {or the rerion's procuce hus net Seen adequately
exploited. 1/

The ivs recommandations riven are:

'. Did., P 13 88.



1. .. . continued American presence and technical assistance;
USAID should stimulate the RGA, HAVA and farmer benefi-
ciaries to establish and carry nut capital improvements on a
self-supporting basis, 1/

2. Itis recommended that USAID/A, in agreement with HAVA,
propose to AID/W the establishment of a program to pravide a
contract team, or other appropriate means, t» train HAVA and
HACU executive, middle and lower level managers in manage-
ment techniques and decision making. 2

To accomplish an overall development plan with clearly defined
physical goals the report recommends -~

3. That USAID/A propnse tn AID/W that formal recognition be
given to the high cost and long-range nature of any large recla-
mation and irrigation project and this project in particular, and

the necessity for continued technical assistance tn fulfill the
humanitarian needs and assure success of the heavy U.S. invest-
ments in effort, money and reputation. Based on this pnlicy,

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

If future USAID loans are to be a benefit to the RGA, then they
must bear a direct relationship to an immediate increase in foreign exchange

income.

4. That USAID/A provide in future project proposals that as
a ccndition to further U, S. capital assistance in connection
with the irrigation system in HAVR, HAVA must make sub-
startial concrete progress in the establishment of an overall
reuiisiic gystem of charges for services in commection with
delivery of water and for operations and maintenance, and
esizblish an effective system of water control, £

Ibid., Fecommendation Nn, 1, p. 26
Ikid. , Rocommendation Ng. 2, p. 29
Itid. , Recommendation No. 3, p, 50
Ivid. , Recommendation No, 4, p. 51
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Finally, the developmeant plan musi mezke 2 sharp distinction
betwveen U.S. capital assistance for the irrigztion system znd that for
technical zscisiance in the flelds of sgriculturs] production sné marketing,
particularly ss the assistance relates to horticultu_ral precducts such 28

fruits and cother exportable items.

It is recommended that -

3  « .+ . 20 increased AID technical csgistonce, com modities
and training prozram he continued with emphasis on increasing
agricultursal preductivity despite the problem e of 2n imperfect ir-
rigation system. U.S. agricultural technical asegistance

where feasible, and part of the engincering services reguired

to incresse agricultural productivity under cxisting circum-
stences, should be provided through o contract team of
specialists . . . 1

l/ Ibit., Rzcommendation No. 3, p. 33




IV. PROSPECTS FOR DEVELOPMENT
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SUMM ARY OF REPORTS ON AFGHANISTAN DEV ELOPMENT

The literature on agricultural development in Afghanistan is xcplete

with the errors of past investment programs and consistent in what is

needed now to remove the constraints to agricultural surpius creation.

a-.

In Current Economic Position and Prospects of Afghanistan, }_/

the general observations are that (1) because there has been an overemphasis

in the past én infrastructure investments and on large-scale, slow maturing

projects, what }is needed now is investment in a series of short-term and

quick-yielding projects; (2) the government agencies lack the technical

capability to identify such projects; (3) programs are necessary that ensure

an effective channel of communication with farmers to ensure that they receive

the guidance they need in changing the current farm practices. Among the

impediments to growth are- -

(a)

(b)

(c)

(d)

inadequate supply and distribution of farm requicites, e.g.,

© fortilizers;

shortage of water and imperfect irrigation systems resulting
each year in a high proportion of fallow land;

inadequacies in the extensitm services, combined with a failure
to communicate effectively with farmers;

failure to develop a strategy for develcpment and undue emphasis

on large-scale, long-term projects in successive Five-Year Plans;

1
—/Current Economic Pesition and V*rospects of Afghanistan, Volume I,

Development Prospects in the Agricultural Sector;. International Bank

for Reconstruction and Developm ent and Intermational Development
Association, November 9, 1971. 91.



(e)

(f)
(2)

()

(1)

Failure of Governm ent to give adeguate recognition in the
past to the im portance of the livestock sector;

high cost of credit;

system of sharecropping in which the landowner has little or
no obligation to the tenant; fragmentation of holdings;
Government pricing policies which discourage higher
production; and

fajlure to develop cooperative associations. 1/

The list is not exhaustive but illustrative of the circumstances that

combine to 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

system at all levels. The Government must also be urged tc 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 relations, as a first step in a more comprehensive
reform of ‘the land temure system, to establish cooperatives,
to regulate water rights, to provide chattel morigage, etc. 3, /

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

1/ id, , Summary and Conciasivag, p. =i~
2/ bid., p. -ii-
.?./r()id., p- -iii—



feels that the time is m;w ripe for a ma;k;re effort to intensify production
on lands already under production even at the enst of delaying capital
prnjosts such as extending the arca of imprnved crapland through the con-
struction ~f expensive new canals and other irrigatisn systems.

The return from intensive praduction drive in
existing irrigated areas would almost cortainly come
carlier than from an entirely new irrigatinn scheme
though, in the long~term interest of Afghanistan, bath
may be needed, The success nf the Paktia Development
Authority I/ stems in part, at least, from its concentra~
tion of effort ~n sound advice at the farm level and the
provision of the services needed t» back up that advice,
In other words, its aims have been eminently practical,
not grandiose, and it is nnt withsut significance that
s~me ministers, and srme of their advisers, now regard
the Paktia appraach t~ develnpment as the mndel t~ be
repr~duced in ~ther regi~ns. 2/ '

-

b, Inthe Agricultural Sector Planning Study 2/ the ADB motes the noed

f~r renrientatinrn of irrigatinrn and land development prngrams by shifting
emphasis t~ high, quick pay-off prnjects, Resources f~¢ rehabilitation and
impe~vement of existing irrigati~n systems sh;uld be increased and large
prnjects already under canstructi~n shruld be cnntinued but new such prnjects
sh~uld be delayed. What is f;f urgent need is a basic survey t» determine

water balance ¢nnditinng prevailing £~» brth surface and geoundwater resources,

A prnject ~f the Federal Republic ~f Germany

Ibid,, p. 9

Asian Devel~pment Bank, Agricultural Sectnr Planning Study, Kabul 1971;
reviewed by Raymnand W, Hanker (USAID/A Pr~gram Economist) in

"ADB Study Rec~mmendations and the USAID Program" memn~ ¢~ A. Reich,
December 1872,
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This has priority over irrigation construction work.

What is needed now is a concentration on on-farm improvements and
communication with the farmers. There is a need to concentrate on increasing
access to farmers by enlarging field staff, improving m obility, modernizing
demonstration capacity, and increasing farmers' confidence in extension in
general. Yy

A fruit 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 earnings
and therefore of great effect on national income.

The PACCA program 2/ demonstrates large potential for yield and quality
improvement of grapes and raisins.. Such a program should be applied more
widely. With improved:inputs of fertilizer, insecticides and fungicides and
cultural practices increases in acreage would, however, soon glut traditional
markets (India, Pakistan). Therefore it would be necessary to develop new
export markets. |

To exploit the export potential of fruits quality improvement and control

ire re *ded 10r mersased exoort cariines. “he mice 8¢ Of nror ations

1
"'/Ibid. s 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 1z.i7.

ok,
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' ;ct'i:'vities abroad, especially Western markets, depends heavily on the
ability to offer a dependable supply of products of consistently high quality.
More export market development programs are needed to increase and
standardize quality for raisin® and other dried fruit. Improved foreign
market intelligence could increase export earnings,

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. These 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.

¢. Inthe Final Report: Economic Advisory Services Provided to the

Ministry of Planning, RGA, 1/ the report stresses that the agricultural sector
Is the area to be given highest priority. The strategy of agricultural develop-
ment should 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, Washington, D. C.

July 1972, reviewed by R. Hooker ( USAID/A Program Economist).

"The USAID Program and ths Recomm endations in the RRA Final

Report,” memo to A. Reich, Kabul, November 1972
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4.

5.

7.

The adoption of double cropping and improved cultural practices;
The introduction and adoption of higher value craps and new
varieties;

The construction of storage and distribution systems with priority
t(; small-scale and quicker-yielding local projects;

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

The design of an agricultural research program t» support the
strategy at each stage and to anticipate the mave from phase

to phase.

That self-sufficiency in wheat is imminent, production and marketing

programs should be designed to maximize the flow of prnducts to export markets.

Priorities in irrigation should be focused, for at least the next five

years on:

1.

2,

3.

4,

5.

Utilizing to the maximum existing stt;rage and distribution systems;
Imprclwing existing river irrigation systems;

Supplementing present systems with shallnw and tube wells;
Educating farmers to use water supplies properly;

Getting the optimum use of water c;n land now under water command.
Whén this phase has progressed satisfactorily, attentirn can

then be turncd to construction of additional water storage and

distributiown systeras and new land develnpment.

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
and integrated program s for the regions they serve; should arrange for
technical and professional persomnel to work directly and closely with farm
operators; 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 energies directed at the farmer, what information exists
that explains in detail the Afghan farmer!s social and economic environment ?
Surprisingly 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 is strong, and family and tribal allegiance all prevasive and
stronger than economic values, all innovations in teclmology w:ll directly
affect human relationships and religious traditions and will thus be accorded
culturally based resistance and obstruction. Whatever studies have been
done in the country seem to contradict this assum ption; and find, on the other
hand, that the major problem s of Afghan agriculture do not lie in the psyches
of individual farmers, but in simple practical p@lems of the physical en-

vironment, of supplies, credit and markets,

d. TaThe Afghan ¥armers Regert of a Survey, 1/ Vhiting 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 Afghany, undertook & survey of seveti selécted villages.
The villages selected were not représentativé of the national picture in
geographic terms, as the westerd and riorthwesterh ateas were not in the
sample. Nor were the farms chosen representative of land tenure concen-
tration. The farms chosen were strongly skewed in favor of areas of high_
agricultural potential, favorably located relative to irrigation resources,
roads, markets, and agricultural extension centers. (However, even if
these areas, the agricultural potential has not even been scratched.) The

summary of findings:

We believe that the clearest result of this study is the
paramount and prior importance of the situation in which
the farm er must operate. . . . i our sample, at least,
attitudes toward technological change are al ready highly
positive, farmers do not appear to suffer mental inflexi-
bility and their personal characteristics do not seem the
important impediments to the spread of innovations . . .
About half of the farmers who had not tried the innovatiéns.
and to whom they were relevant said they had not tried
them because supplies ¢ ould not be obtained. Another
quarter gave as their reason for non-trial, the lack of
money or credit to purchase inputs required for innova-

tion. A final quarter indicated that they were not con~
vinced of the innovation's value or had not heard of it. . .
What im pedes adoption is the lack of supplies and credit
to adopt the few innovations that have surfaced, 1

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

2. THE SOCIAL AND POLITICAL STRUCTURE 2/

General: This section outlines and illustrates the general socio-

1/Mbid., p. 52-55 :
2/ Scott, Richard B., USAID Program Analyst, memo to Levintow,
December 1972
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political context within which USAID must “unction in the Helmand Valley.
The outline cannot be considered complete but more of working hypothesis
with room for variation in the patterns described and in interpretation.
The system of socizl action outlined is a kind of montage consisting of
general patterns gleaned from the literature on Islamic and Afghan social
structure and history (especially Ottoman which the burecaucracy tends to
resemble), and from events and attitudes witnessed, studied and recorded
over a period of nearly two years in the Helmand.

Understanding a system: Our counterparts have frequently and con-

sistently resisted any sort of major public information scheme, stating that
they understand their own people better than foreigners can, and that they
must use traditional methods to inform and gain local support for their actions.
Their method was defined, by U.S, trained personnel, as being low-key
gradual but thorough, acceptable within our frame of reference. Study of

the local situation has shown that information activities between government

and farmer are highly sclective, limited in. scope and frequently inaccurate.

Given our counterparts' definition of methold, howzaver, numerous farmer
actions and other unpredicatable events, for which our 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 product of two related factors: the explanations of events and their causes

given us by our counterparts are not accurate but a kind of (1) interpretation
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of events aimed to inform USAID of!nb&hing in dgtail;and kZ) that USAID has

not developed on its own a clear piothré of the frame of l‘g_hii'en ce WRN |

which events take place, the system of relationships betweén Government
and farmer. To understand the context within which we must operaté we
must understand the system of expectations between farmers, local bureau-
cracy and central government. We must further understand the tactics used
by the different groups in dealing with each other in the context of the expec-
tations, We must begin to analyze and understand actions and wmpredicted
events as parts ¢f a system of related elements, of patterned action that can
be predicted.

As a basis for discussion a numbe r of points should be introduced in
understanding the total system:

1.  Government incomes, taxes of various sorts are low and are poorly
collected at the provincial level,

2. Government expenditures in terms of civil servant salaries and
general services forte-population are low.

3. Expectations for action and innovation among civil servants are
low, and condemad if'the actions infringe on or are likely to disrupt local
and indigenous semi-autonom ous systems of power and inflyence (to be
discussed below) .

4, "Fees" of an unofficial nature are expected and accepted as part

of the system by both'the people and the Government, as are minor rake-offs
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of government resources so long as they shared and do nct 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) is a matter
of definition an: levels.

In any case, the low salaries of government civil servants should not be
viewed as a cause of the bakshish system (which is commonly 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 of the system with which we must work in our search for alternative
actions that will result in basic institutional changes.

The nature of relationships: “Basically the relations between Government

and the farmers are both paternalistic and distant. As the system functions,
these two elements are not in contradiction. The Governor holds the chief
paternalistic role to which farmers, large and small, may turn for final
decisions on events, usually government actions or demands that will affect
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 Governor is also highly selective,
village communi ties 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 deal 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 authority lies ircthe provincial bureaucracy. To varying
degrees. lower~ level govegnment officials take on the trappings and atti-
tudes of the paternalistic role but with much less power. The paternal
relationship is one that combines potential power, respect, and therefore
socially distant.

This distant relationship between provincial authorities and locals is

respected on both sides. Villages are left, to a great extent, on their own

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 and control
through various systems of patronage and economic dependence, They also
control some level of force to back up their position. They tend to control
much, ifnot most, of the land. They either appoint the mirab (the indigenous
water master who controls the irrigation water distribution system), have a
strong vote In his selection 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 Government. The villages frequently carry
the name of the local Khan, To some degree, these Khans are held responsible
for the actions of their "neighbors, " i.e., those who are under some form

of patronage, by the Government. They are also allowed a great deal of
freedom in their indigenous political activities, i.e., perhaps misuse of the

water distribution system, which they control, to their own advantage or as
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a weapon against others, as long as order is generally maintained and the
functioning system of taxes, ctc., 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 force. Little official intcrest is shown
an the part of the Government in the everyday activities of village 1life and
organization because many such activities would call for official action, a
confrontation with local power structures, and perhaps and embarrassment
to all parties concerned,

In short, 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 of organization reduces the frequency
of situations in which this central authority must be exercised. These
Incal units, e.g., villages, maintain a high degree of autonomy in governing
themselves.,

Major changes in the directions of land reform or water control
under government authority are a clear threat to the Kharg and the estab-
lished system of order. These, along with other similar issues, are problem
areas government officials would prefer to leave alone. A canal right-of~
way, for examplé, affects few individugls directly and is not a truc threat
to the Khans., The new water source, a canal, alone 1s a means to greater
production and a potential source of more power, depending on how its use
can.be manipulated. Land registration and consolidation are also Ukely
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defined locally as a possible infringem ent on local rights, one reason being
that it requires the payment of "fee's. "

The advance communication of information about the details of projects
requiring farmer cooperation is a need being unmet. by oir counterparts who,
from time to time, havce seemingly convinced AID of the iogic of -this inaction.
The tactic of no, misleading or ambiguous information is used effectively
when dealing with the farmers in reducing the likelihood of gerious con-
frontation, organized resistance and the distuiption 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 canal was apparently limited to a number of ¥ hans who no doubt
represented considerable power in the area. Based on recent reactions of
some of these Khans relative to the 1and 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 even more limited and
recent right=of-way opposition has been headed by such individuals, some of
whom have taken their cases to the Governor. In terms of detailed information
on the Shamalan project, I have yet to find an individual who could clearly
explain .any one facet of the project although he m ay have been in contact with
government officials; the reason being that clear explanations are not given
by the offici#is who are faced with the task of explamation. Again, the tactic

is understandable. Detailed explanation early in a project in a face-to-face
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confrontation cowd lead to hostility which could be organized or at least
solidified on a wide front, Khans supporting their neighbors in opposition.
This would lead to disruption of basic relations and order. Something
similar to this occurred this past September when final agreement was
sought on beginning land developmeﬁt in the first 200 acres of the Shamalan.
Vague, contradictory and ambiguous explanations lead only to confusion

of what is likely to happen, and1eave open the possibility of something
acceptable to the farmers. Reality is faced only when the‘bullcjoze r, for
example, actually appears at the door to begin making its path through the
village. Nothing can be done to organize against it, nor to stop it but only
short delays caused by individual protest. Promises of compensation (hope)
are made to reduce the tension over the inevitable. Officials can claim
ignorance of the plan which is stated to be the work of the foreigner. Order
is maintained.

The relationship between the provincial and central Governments is
$imilar to that between the provincial Governm ent and the farmers; that is,
a system of relative autonomy, Officially the country has a highly centralized
form of government; something, when seen by foreign advisers, considered
dysfunctional to initiative and innovation. Functionally 4md unofficially the
central Government allows a great deal of power to rest with the Governor
and to a great extent success or failure is probably measured in terms of
maintaining order, the status quo, no trouble. The central Government
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will suppozt his actions directly or indirectly on this basis. If order is
maintained, taxes are collected and forwarded, and soldiers recruited (not
necessary from all segments of society) the province is successful. This is
a close parailed to the expectations of the Ottoman bureaucratic system of the
past, which the Afghans apparently used as a model.

In avy case, this functional autonomy takes the form of the central
authorities not monitoring provincial events .very closely in the same way the
provincial authorities become involved in village aifairs only when they are
asked or wien order is disrupted,

The functional role of the National. Assembly representatives from the
local areas is not yet clear but they can be viewed certainly as elements of
the local pewer structure who elected them. They have tha ability to call the
attention: of the central Government to events or the potential of events resulting
from undesirable local Governmext (th» Covernor) activity, In this way, the
representaiive is a check on the Goverrur's aclions as they are viewed by the
local indigenous power structure, He does not function in a political vecuum.,

3.  ACCFPTAXCE OF CHANGE

In the initial report on the P zkiia project a farmer survey by Professor
Herbert Kotter L g included. The premise of his survey was th2t technical
economic development always includes social change. Since the tscimical

change is accepted more readily than change in the zocial system, the survey

1
—/Found 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. He attempted to show
to what extent certain minimum critical economic actions for social develop~
ment have been fulfilled in the region; which elements of the social structure
work in accelerating, neutralizing or inhibiting economic and social change;
and finally, what projections can be m ade of the probible impact on the
social structure by modernizing technical and economic procedures/
Rregarding the soclety in Paktia, one cannot say 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 condition
will deteriorate if there is no change, and are therefore, in principle, pre-
pared to take advice and econom ic risks.

Among the factors that inhibit economic development are an inclination
to "conspicuous consumption” 2/ and an "exorbitant" 3/ credit system. High
expenditure on weddings and family festivals are customary forms of expiring
the agricultural surplus. Weddings cah put a family in debt for a whole
generation. The prevailing credit system leads to continued concentration

of wealth where the solidarity of the tribe does not seem to inhibit exploita-

tion of fellow membenrs.

| /Ibid., P. 45

3/ Term used by H. Kotter (op. cit., p. 45) to descrbe the sitvation of
& suboiziscee eeononic equilibdinei vérer e maryinul photusckivity
of investment is very mv.

3/ Although H. Kooter is not expiicit a3 to what "exorbitant" means,
interest rates of 25% and higher are not uncommon.
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That the individual farm ownerskip dominates the economic consti~-
tution is a promising factor for economic development. At the upper
income scale many of the 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 generally, even
though they have left the narrow limits of the village, the villagers will
continue to accept them as leaders.

If, however, the wealth differentiation becomes too
great, there is a mutual slackening in relatiins, starting
from the wealthy man as well as from the poorer villagers.

The original agricultural democratic mental}’ty is opposed
to . . . negative plutocratic development. 1

The tribe as a unit of order must be accepted. The tribal organization
is a security, not only for the individuality of the member but also as a
saving from proletarianization. Any iniroduction of imiovation should try
to work within the given tribal order untii new institutions can be introduced..
Government officials in Paktia, especizlly the higher ranking cnes, are, as
a rule, not from the province, and are irzated as strangers by the resident
population. This does not mean rejection, but it does mean that thesa strangers
cannot be the pinions upon which a developm ent program can be buili.
Rather it is ‘working through and with the given prestige hicrarchy of the

village that projects will have the greatest success.

l/ bid., p. 29. The assum ption being that the extent of rural democrecy:
in Afghanistan 1s negatively correlated with variance in income distribution.
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In summary, the argument whether or not traditional farmers are
efficient is all but passe!, but how to get the farmers to operate at the outer
frontier of their production 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
improvements 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 cbserved lag in the farmers from Western countries.

Assuming that there are a dozen or more necessary conditions, all
of which must be simultanecusly satisfied to bring about the modernization
of agriculture, or neither Afghanistan nor any other country developing,
could achieve its goal. If we are to assume that although rural com munity
development, land reform, new lawse governing landlord-tenancy arrangement,
systematization and legalization of water distributfon, introduction of new
seed, fertilizer and pesticides, farm cooperatives, farm credit reforms,
overhauling market facilitles, additicnal feeder roads and fransportation
facilities, soils and hydrological analysis, irrigation and drainage facilities,
effective agricultural extension agents, modern farm m achinery and organized
agricultural experimental stations, cannot be met at once, attention must

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

to the t ransition of a traditional sector ?
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FORMULATION OF A CONSISTENT STSATEGY FOR
AN INTEGRATED FASIMEZR-INTENSIVE DEVELOFPNMENT PROGRAM

IN THEZ EELMAND-ARGHANDAB VALLEY

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

Afghanistan would weleome crmments and suggestions.

The specific objectives of the study were:

1. T~ expand the understanding of the history of the project,
its problems and its promise.

2, Tn assess the results of U, 8. involvement in terms »f
assisting the natinn to reach its stated gnals,

3. To develop an analytical approach and evaluate alternative

solutions to problems encountered at varisus stages.

David Levintow

Assistant Direct>r
Helmand-Arghandab Valley Regi-n
USAID/Afghanistan
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1, REVIEW OF USAID ANALYSIS A ND CONCLUSIONS:

Given the status and extent of th® existing capital investment in the Valley;
the demonstrated responsivVeness of the ares' s farm ers to new technblogy
(notably improved seeds, fertilizer, tractors and double cropping); the favorable
~ natural resource endowm ent; and, despite the continuing RGA preference for
additional capital investment, the awareness of deficiencies in institutional
performance of HAVA - (i.e., inept. administrative procedures, the revel;ue
shortfall, budget constraints) - the most promising assistance strategy appears
to be one that:

- offers the earliest prospect for a significant short-term

pay-off;

- applies certain remedies to address the institutional weaknesses;

- encourages the willingness of other, especially multilateral,
donors to participate in HAVA's development efforts;

i3 well coordinated with other major elements of USAID's

goistaoce to Afghanistan's national programs;

AR}

- acknowledges the existence of communication, credibility and
confidence barriers characteristic of this Blamic culture and
gnvernment officialdom, in such a way as to establish new
channels to override those which have been blocked,

The main components of this new HAVA/USAID strategy, which takes

cognizance of the foregoing, are:



@)

(2

3)

4

A significant jncreased farmer information/extension effort,
em ploying both subject-specific technicians (horticulture,
farm machinery, on-farm water management, credit, en~
tomology) and area-assigned extension advisers detailed to
particular areag(North - Girishk, Sanguin, Se¥aj uha South -
Shamalan, Darweshan). |
Both 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.
The impiementing agency for this farm er-intensive effort is
proposed to be 2 14- mah contract team, 4 of whose members
will be primarily concerned with helping to establich the in-
stitute; develop curricula and materials; train staff and conduct
initial seminars and workshops. The balance of the group will
be largely the agricultural specialists described above.
This institute's client groups will range from farmers to exten-
sion agents; HAVA administrative, budget and fiscal officers;
HAVA operations and m aintenance technicians; water masters

and ditch riders; as well as senior department heads and policy-~

lewel HAVA/HACU officials.
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(3) The other m aj or component of the technical assistance offort
will be 2 7-man project development/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
evaluate the various capital inveigt 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
for implementation during the 4th Five-Year Plan.

2. ASSUMPTI ONS:

The major assumptions are:

- that the RGA will provide sufficient budget and manpower
resources; agree to permit specific administrative reforms
and carry out recommendations for im provements which arige
from the institute's program; tc permit operation and
strengthening of the key functional elements of HAVA;

- the farmers will continue to respond to economic incentives,
will accelerate their adoption of innovation practices, and

will vary their techniques and cropping patterns as they have
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done in the past, to improve the marginal productivity of
.the 1and, and that existing entrepreneurship and marketing,
transport and storage facilities will expand to absorb and
dispose of the larger volume of high value crops that will
be produced;

the major multilateral doners - the IBRD (assisting the
Agricultural Development Bank - AFA) ; the Asian Develop-
aent Bank (assisting highway development and flood control
prejects in the Lower Helmand) will continue to provide
capital and technical assistance in areas relevant to the
needs of HAVA;

thet the various national rural agricultural development
programs of USAID, notably revenues, provincial develop-
ment/ Food-for-W ork; national agricultural research; and
the Afghan Fertilizer Corporation, will ccotinue to have
taeir policies and program s closely coordirated with and
coppertive of EAVA/USAID objectives;

that cther dorows, especially Peace Corps and CAPE/Medico,
coutinue to provide specific support in selzcted specialty areas;
that the new pational Government or its successor, continue
to provide lesdership, guidancs and support to ths HAVA

program, and particularly azsure a level of local leadership,
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competence and probity to enable HAVA to effectively carry
out -its objectives;

~  that the short-term pay-off of a farmer-intensive effort
will be sufficiently dramatic and visible, so as to encourage
a greater allocation of resources in this diréction rather
than more area-extensive new project area development.

3. A NEW DIRECTI ON:

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

The tactic is to establish and sustain new information channels to
farmers, to provide them with both knowledge and advice in new techniques,
and to assure that m echanisms exist to help 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 investnlxent, and mounting
concern about regression of farm land and irrigation structures through
neglect of routine maintenance 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 existing system is being degraded. The intent is to induce
a new secular trend of focusing on the exploitation of existing investment rather
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 assistance strategy.

It is, however, somewhat inconsistent: in that after initially addressing
the m ain requirement to exploit the existing investment and focus on increasing
crop yields,a seemingly disproportionate amount of attention is paid to surveying
further capital investment potentials,

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

The Afghan narrative also addresses animal care and stock breeding as
Iwell as a continuing program for the settlement and rehabilitation of landless
Afghans, topics on whizh the USAID proposal is silent,
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The most significant divergence, however, is the RGA inclusion
of a notable list of new projects, particularly a diversion dam and 30 km canal
at Garmak to scrve the Sanguin and Seraf areas, which when added to the already
projected Chakhansur and Kajakai spillway projects, Central Arghandab and
Darweshan activities, sum up to a substantial package of capital investment
which far outweighs the proportion of resources planned to be spent on in-
creasing existirg capacity utilization, (The Kajakai hydroelectric plant and
associated transmissicn lines, already underway, are only acknowledged
briefly in npaasing,)

One could say, therefore, that the RGA intentions as spelled cut in the
Plan narrative for the Valley, are somewhat ambizuous, and do not clearly
pose a choiee between farmer intenalvity and area extensivity,

If the USAID strategy is apnroved within the parameters of the proposed
magnitude, cne could expect thiat thesa Inprts could effoct a significant shift
in Afghan rescurces as the outeome of the ProAg regotiations with HAVA,

Recently, the RGA has indicaled to USAID in a letter that they share ocur
percepticn of ke basic goals and objaciives for the Valley, but of course the
detailed negotistions could eventuate in a somewhat different emphasis or

thrust than that stressed in this secior analysis.
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Vli. L4 SPECIFIC PROPOSAL

1. SECTOR GOAL DEFINED

2. PURPOSE STATED

3. OUTPUTS

4, INPUTS

5 COURSE OF ACTION



1.

3.

SECTOR GOAL DEFINED:

a)

b)

Raise the st andard of living for the farm er population in the
Helmand Arghandab Valley by exploiting the extensive infrastructure
laid in place by past investments.
Provide farmers with economic incentives; adequate supplies of
yileld increasing production inputs, and competent technical assist-
ance.
Focus Helmand-Arghandab Valley Authority (HAVA) energies toward
regional agricultural development and the efficient maintenance of

the existing irrization system .

PURPOSE STATED:

a) Increase awareness and induce selected farmers to voluntarily
accept m odern farm practices; wat er management practices, land
leveling and consclidation, as well as other modern farming tech-
niques central to increasing net farm incomes.

b) Stimulate the HAVA to establish and carry out improved managemenis
and administration of the area's resources to the benefit of the farmer,

OUTPUTS:

a) Training Institute:

Provides (1) short-term agriculture courses

(2) management and administration training -
through ~ form al classroom instruction, lectures, audio-visual
aids, seminars, discussion sessions.
Directed at - farmers, extension and research engineering and
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b)  Trained Staff:

Capeble ¢f - Prcviding instructicn, developing curricula, lesson
plens and evaluaticns in extensicn, research and hydro-
agriculture technclegy.

c) Farmer informati on service/public affairs unit :
Provides - On-farm intensive agriculture extensicn and suppcrted
by infcrmaticn program promcting medern farm practices
with direct links tc the training institute,
d) Cocrdinated agriculture prcgram with National Extension, Research
Units of M, A.I. and agriculture faculty cf Fabul University.
e) Technical capability in hy drc-agriculture technclogy:
(1) Prcject Development Unit - prewides trained perscnnel v~
capable of conducting project development studies plus
groundwater investigations, soil and water surveys, and

other water related feasibility. designs.

o~
]
~

Overaticns and Maintenance Unit - provides trained
perscnnel in water management, ccntrcl and maintenance.
(3) Engineering Unit - provides trained perscnnel in design and
specifications for supply, distributicn and drainage systems,
i) HA CU - prevides efficient suppert in irrigation system constructicn,

4,  DIRECT INPUTS:

n) USAID -

(1) Technical adviscrs; Extensicn (8), Research (3), Engineering (5
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Project Development (8), Operations and Maintenance (3).

(2) ° Consultants - as required

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

(4) Annual participant programs - Extension (12), Research (3),
Engineering (8), Project Development (5), Operations and
Maintenance (3).

(5) Loan - ( possible Asian Development Bank financing - $1.8
million equipment loan)

b) RGA -

1) Budgetary support

(2) Personnel

(3) Training facilities

c¢) Other donors -

1) AD® - capnital loan

2) IB~D canital loans and grant assistance
(3) UK - advisory assistance
(4) Peace Corps ~ advisory assistance

COURSE OF ACTION:

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

and objectives

121.



2) Budgetary analysis of funding necessary to imple-
ment HAVA/USAID program
Basic steps to implement: (See Flow Network)* (Annex)
Phase 1 -
1)  Contractor/intermediary selection
2) Indepth analysis of exis;ing data by contractor intermediary
3) Develop detailed work plan and schedule to be approved
by R GA/HAVA/USAID
Phase II -
4) Develop Training Institute-facilities, curricula, ete.
5)  Organize farmer infermation/public affairs organization
8)  Ceordinate with ongoing RGA/H AVA/cother donor programs
Phase I -
7) Plan surveys and develop statistical base
8)  Develop partieipant programe: and nominate participants
9)  Define legislation required
Phase 1V -
10) Imstitute ~ in-country training programs (Training Institute)
farmer information services (Extension)
ground water investigations
engineering on~the~job training
operations and maintenance on-the-job training
project development on-the-job training

* A time phased program will be developed for the implementation of each
phase not later than six months after contractor selection.
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TABLE 1

_KEY PERSONNEL IN HAVA AGRICULTURE DE PARTMENT

Position

Head
Acting Director General - Research
Director - Agriculture Credit
Director General Extension
Director General ~Livestock
Assgistant Director General - Extension
Associate Director - Forestry & Horticulture
Director - Plant Protection Service
Seed Multiplication Officer - Gawragai
Seed Multiplication Officer - Tarnak
Director General ~ Land Settlement Division
Head - Tractor Shop
Acting Dircctor General - Farm Production Division
Head - Irrigation Divigsion
TOTAL

No, of Key

Personnel

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

(Abstracted from revised list of April 20,1971)

No, of  Estimated Equipment Make, Model, Description
Units Yr, of Mfg,

i} 1949-52 Tractor and scraper, Caterpillar - DW-15, 70C
3 1949-52 Tractor and scraper, Caterpillar - DW-15,45C
5 1949-52 Tractor, Caterpillar - D8

5 19492-52 Grader, Caterpillar - 12

1 i949-52 Traxcavator, Caterpillar -977

3 1949-2 Crane, P&H Model - 955A

2 1949-52 Crane, Northwest Model -~ 6

3 1949-52 Crane, Northwest Model -80-D

2 1949-52 Crane, Northwest Model - 25 (2 for Dart truck)
1 1949-52 Steam Cleaner, Malsbury

1 1949-52 Land Plane

3 1949~52 Truck-Tractor, Peterbilt Model-381

: | 1949-52 Truck, Dart, Model 200/458

4 1962 Truck, IHC Model F1800D

4 1949~52 Forklift, Clark Model - M-6024

3 1949-52 Ditcher, Briscoe Model - M46-STD

1 1949-52 Ditcher, Buckeye Model 160

(Continued)



TABLE

11 (Continued)

No, of Estim ated Equipment Make, Model, Description
Units Yr. of Mfg, ;
1 1949-52 Aggregate Plant
1 1966 Concrete Pipe Machine, Hyrotile
1 1949-52 We lding Machine, Metco, Automatic
1 1949-52 F oundfy



TABLE  III

SPECIFICATIONS FOR ARGHANDAB AND KAJAKAI DAMS

Arghandab Reservoir @egi fications

Height: 80 meters
Length along crést: 520 meters
Volume of fill: 2,500,000 ci1, meters o
Storage capacity: 481 miilien cu, métérs (390,000 ache fe@t)
Maximum valve release: 1,880 Cusécs
Power potential: 9,500 kw e 2
Gross irrigable acres under command of feserVoiz‘z 101, ‘58 hectares
- (226,000 aeres) .
Net irrigable with proper controls to provide aléduate watef': 74,262 hectares)
' (183,500 acres)
Normal water inflow: 987 million cu, meters (800, 000 acré feet)
Maximum resorded inflow: 1,675 billion cu, meter's (1,358,280 acre feet)
Minimum recorded inflow: 570 million cu. meters (462,170 acre feet)

Kajakai Reservoir Specifications

Height: 94 meters

Length along crest: 273 meters

Base width: 400 meters

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

Storage capacity: 1,844 billion cu., meters (1,495,000 acre feet)

With spillway gates: 3,084 billion cu. meters (2,500, 000 acre feet)

Maximum valve release: 8,500 Cusecs

Power potential: 120, 000 kw

Irrigable area under command of resexrvoir: 180, 000-325, 000 hectares
(450, 000-800, 000 acres)
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2,

C.

TABLE \'

KEY ENGINEERING AND TECHNICAL PERSONNEL IN HAVA & HACU

ENGINEERING DIVISION

Position No. of Key

- Lorgonnel
Director Gensral 1
Office Enginecring 19
Field Engineering 10
TOTAL 30

PROJECT DEVELOPMENT DIVISION

Director General
Civil Engineer
Geologist
Economist

Land Classification

GINHHHH

TOTAL

OPERATION & MAINTENANCE DIVISION

Director General

Assistant Director General
Chief Irrigation Operation
Assistant Chief Irrigatxon Operation
Chief Water Mastef

Asgsistant Chief Water Master
Water Master

Assistant Water Master

Dam Superintendent

Assistant Dam Superintendent
Director, Arghandab Area
Program Director

Director Maintenance

Equipment Repair Superintendent
Foremen (Repair Shop

o
N'mHNHHHNNmHHHHHH

TOTAL

(Continned)



TABLE V  (Continued)

d. HACU

Position No. of Key
Persounnel

General President

Legal Officer

Vice President (Adininistration)
Vice President (Technical)
Director - General Supply
Director - General Services
Director - Finance Management
Director - Personnel

Director - Engineering
Director - Construction
Director - Maintenance Shops
Assgistant Director

Senior Engineer - TCN

Supply Advisor - TCN

Cost Engineer - TCN

Office Equipment Repair Man - TCN

O R R b e e e e e e e e

Funded under Loan.306«H-012:

Field Superintendent - American
Office Manager - American
Master Mechanic - American
Mechanics ~ American

gh:HrAH

TOTAL

NOTE: In addition there is an adequate complement of Afghan
Field Superintendents, foremen, and approximately
900 craftsmen and laborers,
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