Note: Page 1 re-typed 4 Sept 11
UNITED STATES GOVERNMENT
MEMORANDUM

To: Mr. Ernest J. Barbour, A-D
From: R. B. Scott, DP

Subject: Comments on “Central Helmand Drainage and Irrigation Improvement:
Helmand-Arghandab Valley” Project Paper, and the Social Context Within Which the
Project Must Function.

Like most basic construction projects that relate to itrigation systems, this paper leaves a
great gap between the technical description of what is to be done and how it is to be
implemented within the context of the social structure of the Helmand Valley. The
justification is that the project will benefit a large number of farmers but it does not face
some of the most basic issues that have been recognized as having hampered the Valley
development for the past 20 years, i.e., village-Government relationships, and maximum
utilization of the irrigation system constructed. In most cases, when these issues are
noted, they appear as assumptions of villager cooperation or as assurances on the part of
the GOA that these issues are of interest. The point is that if we are to construct new
drains, major and farm, and if the farmers are to be involved as labor as well as settlers
being settled on newly drained but perhaps never previously farmed land, then there
needs to be a social science input in the implementation aspects as well as the monitoring.
There is no mention of such an activity, that I can find, except that the field technicians in
their periodic reports will note farmer cooperation.

From past experience in Helmand, it is necessary to have a USAID employee, of
whatever category, researching, working directly with and monitoring the construction
activities as they relate directly to villager mobilization, cooperation, project-villager
relations, land holdings and compensation for losses directly associated with project
activities. This kind of input is required from the start, from the planning stages of project
development, if not from the preplanning stage when study and consideration of
alternatives is necessary. This is not being done.



We canmot assuwe that HAVA officials will deal fairly with the farmers in
these mattecs, nor use other than purely authoritarian meathoeds {o accoms
plish project ends, This has heen the pattern in the past, There have been
no apparest malor chasges in these aspects since ihe coup. The government
people to be Involved ave in many cases the same as in the past, And we
cannot assume that as governor aad prosideai of HAVA a professional soldier «-
of the Muslim wo=1d trained in Russia «- by iraining or experience will be
aware of the need for or sensitive to aspects of basic human rights that ghould
be part of aay USAID project. Further, basad ou exnerience from the past,
USAYD caonot assume chat the 1.8, technicians wvolved ai any level will be
aware of the social coatext of the pro’ect as it develops vis~a~vis the farmers,
either through personai inciination, traming, or local eoatact, nor should
USAID expect them to be. This is ot their job oor responsibility. Teche
nicians are trained into a set of technical skills which will be used to the
maximum, Their counterparts are not likely to point out the details of the
methods beipg used to enlist villager=proicct {involvement since in many cases
the counterparts are awarce of at least ihe U.S,-stated values that relate to
public relations. These details must be spelled out in the opening discussions
with the GOA and included in the project paper in terms ot background, USAID
intent, and in the form of spevific personnel input. Thea, they must be
fncluded in the profect agreement, U they ave not clearly spelled out from
the beginning, auy leverage for having sich an input added {too late) will be
iost, The fival Afghan position will Jikely be that they know how to and will
handle the farmers' problemns aad that USAID peed wot be involved,

Theye arc gome details in the proiect paper that relate to VBAID=GOA
relations and sirategv thar require further comment snee they likely raise
questious that will have to be faced ad some point in the future., Some colpe
ments will relate to the hacl@rou il statements on the Valley necessay o
present a clearer picture {o those nmawave of the loeal sceas and for those
in the future who will likely evaluaie our presest activity.

GOA Desire fo ~ U.S. luvolvemeat aud Assuraycey of Fature Suppot:

TSATD should ot doubt the strong Jesive ou the pari of the GQA w0
oontioued U,S. invglvemen! ia the Valley. Excent lor past difficulcies
presented by the Ministe: o! Agriculiure {ww oul ol the piclire as far us



HAVA is conceraed) there have been coatinued statements at all levels of
bureaucrasy of such a desive, Inthe tield there were gimilar statements
made to me by local influentia! farmers, This desire, however, may not
relate to the ability o willinguess on the part of the GOA to live up to the
agsurances of support in the area of recruiting the large aumbers of needed
trained staff to» this project, increased budget support, administrative
changes, and the removal of bottlenechs in procedures lung established in
the organization of government. Assurdaces and agreement in principle do
not guaraatee real actica in the futuve, whether they are oral or written.
This point should be clearly recognized in advance to reduce future frustra~
tion levels. Administratively, this can be programmed for, if desired, by
having a gradual phase-in with required actions oa the part of the GOA before
USAID action., But greal care must be taken not to raise requirements that
the GOA cannot meet and from which USA D would then have to back away.

In the above paragraph it may appear that 1 am being over-critical of
the GOA. Infact, at least half the problem outlined lies with USAID, As
noted, the GOA has priorities in the Helmand, general as they may be.
These priotities do not exastly mesh with USAID directions, but there are
apparently some points of overlap, The point is that in the discaassions,
the problems in the Helmand, manpower, equipment, maintenance, and
drainage, will be acknowledged. Changing government administrative
prooedures, incireasing budget suppotct, recruiting more skilled counter=
parts in relatively large numbers and developing a taleat in village~
government relationships acceptable to the U,S, mind, all may lay
outside GOA possibilities and recognition of iinportaice, On the counkers
part problem, it may mean reduciag 1ecessary skill levels from some
other irrigation project through reciuitmeat of key pcople, In short, the
resources of skilled men and funds are very limited. I would imagine
that the Minister of Agriculture will not be in a cocoperative spirit if it
comes time to give up trained, experienced itrigation engineets for the
Helmand, Is USAID pressuring for assurances fhat in the future caanof
be met and lead to a furiher erosion of U.S.=GOA relations in the Valley ?
The GOA will give the assarances. They want the project,

Heavy Equipment in the Helmand:

Pavagraph 5, page 9, gives the impressioa that the Valley is mainly
mechanized with old egnipment. The Shamalan Land Development Project
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(L970~73) was basically a $2 million equipment loan for heavy eqaigenent,
Some of this equipment was diverted from the Shamalan Project congtruo-
tion as USAID phased out its involvemeant in 1973/74 to work in the lower
Helmand {Chakhansur) where 2 land development project has been umder

way for the past 2-3 years, including the construction of a main canal,
Perhaps this equipment could ne rediverted back to use in the upper Helmand
(USAID projeci areas) for development purposes, In considering the use of
this plus other heavy equipment in the lower Helmand, the GOA priority of
land develooment for new settlement is again emphasized, In this case, the
development is oceurring without any direct foreign aid.

Water Distribution at the Farm Level:

Paragraph 3, page 18 discusses irrigation practices as a major probe
fem which has to some degree been pointed ont by various technicians as
one of the major causes of waterlogging and salting., At po place in the
paper are the technical detalls presented of how this problem is to be faced,
por is there any obvious technical inpuf, an advisor with the responsibility,
in this most important area. But in this paragraph there are references
to rehabilitation of the irrigation systems down to farmer turnouts, water
needs would be determined and irrigation schedules fixed, By whom? The
rules in force in the Valley relative o water control state that after the
water leaves the main canals, water distribution {e in the hands of indigenous
gystems of water coatrol, The maintenance and control of the water distri=-
bution systems at the farm level comes under the indigenous mirab, a local
man paid for his work by the farmers. At least in the past, there has been
great hesitancy to beocoms inwolyed in these sometimes complex and highly-
organized systems on the part of HAVA. Appareatly, there is no legal base
for such involvement, New decrees o laws would be required to take over
water distribution at the farm level. The local power structure would likely
ohbject to such government intervention. Not only are the present governmeat
employees not likely to have the skills necessary to operate the system, they
do not have the manpower, and they are probably not inclined to become
involved in the potentially volatile details of the politics of water distribution
in the Valley., Last, it is a lot of full~time hard work,

In short, involvement in watet distribution could be a project paper in
ftgelf, But this would assume GOA's real desire for such a project. Iam
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aware of no GOA action that would suggest such a desire. USAID past in=
volvement in this sphere of activity has been verbally acceptable to the GOA
but has received little support, Water control and distribution at the farm
level under GOA countrol cannot be cousidered a government priority. The
systems operate and maintain themselves at some acceptable level of
efficiency.

If USAID is to be involved in new attempts at water control at the farm
level through this project, definite manpower with expertise in the field
should be added. It will be a full~time job. Second, the focus for such
work would probably have the greatest chance of success in newly settled
areas where the settlers have not yet established their own system of dis~
tribution and where the GOA could insist on involvement, The question
here is, of course, desire for involvement,

A Change from the Past and GOA Priorities:

There are statements in the project paper that indicate that this project,
the GOA desire for it, and the people involved are some kind of change from
the past., If what is being requested, and how, is carefully considered, there
is little new in the present request, Kt is a request for more heavy equipment
and the means to maintain it through technicians and spare parts. Rt 18 a
request, mainly, for the technical aid to develop the drainage system which
will allow the development of more land, I is oot a request that will lead to
a more efficient utilization of the total system, which rests on governments
farmer relations and cooperation. The areas where drainage work is being
suggested in parts of Nad-i~Ali, Marja, Shamalan, and Darwashan, are
mainly underdeveloped areas of government-owned land where settlers can
be put, or have been put on marginal land. Virtually all statements coming
out of the GOA on Helmand Valley priorities indicate new settlement is first.
There should be no quarrel with such GOA stated priorities, but if we are not
to repeat what we have generally done in the past (focused on the construction
while leaving the major problems of proper use of the conslructed system to
the GOA or indigenous organization) we should begin by being involved in the
total scene rather than only with the lechnical details. The total scene
includes project~farmer relations which ave not belng squarely faced in this
project paper,




USAID is zo'ng back into the Valley, but il should go back on a slightly
different footing from that of the past, relafive to the farmer relationships
and USAID direct interest in them. This means a direct input in terms of
persounel, pcechaps sume variety ol social scientist on the staff to work
with the technicians in the field, as well as with Aziz (-ul in the statisties
and research section of HAVA,

A carciul coraideraiion of the style of lite of ciaployees and USAID
operations in the Valley are also impo ~tant, bif they will noi address the
jesues focused oa in this memo.

In this project paper, for whate oo reason. (TSAID has still not focused
ou the major problem faced in development in the Valley as spelled out by
Lloyd Baroa in his various ceporis, which is in the full and efficient utiliza-
tion of a systern of irrigaiion that the 17.S has helped in constructing over
the past 20-25 years. USAID continues to consiruct and increase the ability
to construct on the part oi the GOA rather thaa focus on the perhaps greater
problem of how to get HAVA and ‘he {armers to use the system that they
have to the maximum. Perhaps this project paper is a focus oa what the
U.S. does heat, a forus on the techinenl details. It is not a focas that has
proved fruitful in the pasc, Perhaps it is unrealistic ic search or push for
some level of perfection in iveigation systems heyoad he expectations, hopes,
or undersianding of the COM awl the bheal furmers. If it is unrealistic, USAID
should question its basic involvement in the developraent of relatively complex
irrigation systems
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