Kabul, September 15, 1975 - Draf*
Washington, October 1, 1975 - Fi

TO: M». Tincent W. 3Zrcwm, Director, USAID/Kabul
FRCLI: n, 4.T.,D, Consultant d,
SRS Zrainage Project™s=_

Rscormendations )
Intrcduction

In zccordance with Lnsfru:ticn rom AID/W, in particular NESA/CD, I
arrived in Xabul Augus = ertake an assessment of progress and
prospacts Zor subject <. The purpose was early-on 1denu1¢1catxon
of proovlem areas in c ar*ylns out Phase I activities and their effect on
upcczing aciions related o the propcsed loan for Phase IT.  From such
an :51.:sa5‘7~‘=*1 it wa3 expscted vhat remedial, or ameliorative, courses
erceived that would enable a fair test of the
urtker, in The initial meeting after my arrival,
cern =ysell with Phase IT prospects and what might
ration ol tnes Phase II project paper.

¥
While iIn Zabul Se 1
per ‘-‘.’\_h R J
Messrs. Zarbour, Zen candish, Rellly and Gauch. In your company

T mes Deputy Minister for Planning, and

Mr. loh and Power Authority. I spent most of
SeDuE“be? ita Mr. Vittetoe,- SCS, who had recently
completad ! 27, Cn September 7, I proceeded in
comna:V'*‘ A 1., Tayeo, a UZALD engineer, to Lashkar Gah, where T

wi ol
ri

Zuring this period I talked extensively
cn QfTicer, and Mr. Formali, Director,
Da 2 oy 7~eicn, HAVA, during the course of
meetings a:d i“spection 2 The2 I2d- 1-A11, Marja, Shamalan and
Derwesnaz arezs, (iiztz: Tnfortwnately, neither Mr. Aman nor

o) T r Thz Tellsy during ny time there. I did not

schaduled on my last d=y, as he wa
eturned to Kabul September 12 to

“rinar discussions with liission personnel.
“ze evening of September 16.
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Pits to

Surveying is well along with two crews in the field.

o g 1s virtuslly complete for the Wasteway
and Deep Drains 2 and 3--approximately 21 km.
a

--Marja: OF about 20 km. required on Outlet Drain "C" and
Wasteway Dxtension "A", 2 km. has been surveyed.
.
-<Shamalen: A survey crevw 1s Just beginning work on the
Zarist Drain and Spur--about 12 km. required.

~=-Darweshan: No start has yet been made in this area; about
20 . required on Cutlet Drain "C" and a portion of Outlet
Drain Mo, .

determine the character of the soil and depth to the hard con-

glomerate layer are dug 6y hand. There is nothing technically wrong
with this, but it is clow and difficult vhen working below the water

table.
pits, I

Given the worx eﬁnoru and time required to put down such test
asxed lr. Fermali how he proposed to proceed when a great

number of explorazory hol~s would be needed to obtain basic data for
designing farm drain depth and spacing. His response was that he
would put such holes down with a hand auger such as HAVA used in soil

sampling. I expres
in stiff soils or wh

serious

sed my doubt as to the efficacy of this procedure
wher

e deep holes were required. I suggested that
considerau_on te given to use of a power auger or a coring

bit when the tempo of work picks up, and that it certainly would be
required for Fhase II work.

b.

Desizn

--HAVA has complested nrofile/gradient/cross sections for the
6.43 kxm. rain 2 Fxtension in Nad-i-Ali. The design and
were done oy lMr. Wardak of HAVA with a strong

drawings «
input from Mr., Vittetoe (SCS).

--Mr., Tormali's design/drawing staff currently consists of
Mr. Warcaz, plus five newly assigned college graduate
trainses, two of which are engineers.

--Cnly three draTting tables were in evidence, two in use.
'==Qf the Tiwe Irainees, the two engineers are expected to go
in%to deszg:/draftlng, the other three {science graduates)
are slsted Jor soils lad work (1), economic work (1), and

drzinacs 2lazzifizscion (1).
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Mr. Formali =s=id hs exD
three atovy and h
=

cted "some drafting" out of the last named
2t thrag n
wnclear whers theze ind

- =)

new enginsers were to be addzd. It was
g would come from, but lMr. Formalil was
suoport of the Covernor they could be
o o

confident that with tn T
secured., He also stated that four drainage engineers would be added
for Phase II. He stated That equipment and working space would be

no problem.

At this stage, engineering/design resources look grim for the Jjob at
nand. There is only one qualified draftsman aboard and in light of
the heavy input of lr. Vittetoe to the one production exercise to
date, Nad-i-Ali Drain 2 Extension, his design qualifications have
not yet been truly put to the test. Assuming that the trainees will
come along, but slowly it 1s highly doubtful that such a thin staff
can com2 close to keeving up with the necessary level of work when
the tempo increaszes and includes farm drain design. Obviously, it
will be woefully short Zor Phase IT. HAVA is counting heavily on
the arrival of the new SCS people. However, it will be well into
November earliest vefore they are effectively in place; further,
there is little FAVA staff to work with. The worst thing that could
heppen for the purposes of tche project as conceived is that the SCS
drainage engineers take on production. work themselves. (llote: the

Project Papsexr forasaw L5 HAVA proiessional and technical staff for

design, drafting =and drainage engineering; the discrepancy between
actual and vprojecued is obvious. )
y
¢c. Field Construction Engineering

There has been no requirement for such engineering to date. It will
be needed when Drain Q. 2 Extension construction starts; hopefully in
the next few days. With only two survey crews in beinz and much design
work ahead, additional field crews will be needed for staking and
inspection when the workx, including farm drains, picks up. I asked
sebout the availability of additional survey crews and supporting

transportatiocn.

that he got addi
(Comment: My co
survey Crevs,
consideration of

d. Cecnsuruc

My, Formali responded that the Governor would see
~ional survey crews and vehicles when required.
ncern is that with the best of will additional

equirment and vehicles may just not be available upon

competing demands in the valley. )

1o

No work yet

n

started in any area. Construction work should begin
shortly as the ATD-HAVA Meme of Understanding No. 2 for Nad-i-Ali
Drain No. 2 Extension is ready for the Governor's signature. Tork
can tnen prozesd when an Agreement is signed between HAVA and HACU.
Memo of Understanding lio. 2 covers 6.43 km. of new drain with L 7h3
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the dry, at a unit cost of 27 Afs. Dper
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cubic meter, tqtalling 321,19%.00, AID will reimbdurse TC% of the cost

which wor:s oub to 32,307 psr :m. (Note: In discussions with

lr. Formali, ne indicated that the price negotiatad with HACU was

38 Afs. per cubic meter for &ry excavation and 48-50 Afs. for we:

excavation, including sprzading and shaping. I have no basis for

reconciling the differencs in <he AID and HAVA/HACU figures; I point

it out as a possivle area of coutroversy in reimbursement agreements. )

~-Neithar Mr. Azan nor ir. Sham of HACU was in the Lashkar Czh

area during my visit, =o I could get no information from HACU

menzgerzant on the eguip

mant outlook for the Phase I work.

Mr. Formali had assumed that the Drain 2 Extension would be
excavated with a dragline; Mr. Tyson and I pointed out that the

work would go much fast

a
=

if the Loan ~012 scrapers were used

as all excavation would be in the dry.

~~With the momentun which

the Drain 2 Zxtension w

--The larger question
work simuwltanscusly 1
strong impre on
exprop engines neecded T
This is a very weak r
were placed today,
engine installed is &

aad

S 4

a
<

-=In discussing the avail
- this project, lir.
the Governor the necess

(-]

has built up, I have little doubt that
ork will begin without too nuch delay.

whether HACU can provide equipment for
say, three areas. I came away with the
HAVA was counting heavily on the seven
or currently-ownad HACU drag lines.

d to lean voon, as even if the order
first operable crane with an exprop
least 6 to 8 months away.

z2ility of HACU equipment generally for

Forrali was confident that with the suprort of

ary HACU equipment would be allotted to

the Jjob.

2. Farm Drains
Daszign:
Although general locations were marked for me on the area maps during
our meetings (exceopt for llad-i~Ali), sp=cific locations have not been
selected nor is *hers = progrem a5 yet ror starting farm drain activity
in any arsa. I pushed very zard on this, stressing its importance to
a happy conclusion of the Phzse I testing exercise. The general plan
clearly is to start farn drain work where the people have evidencs
the strongest desirse for it. Thils, of course, would ameliorate the
problem of access and rerhaps -illingness by tha Tarmers to do the
work; in the larger wview, 1t might well not provids the test of Tarmer
cc ng wit £
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T losetian {with assurance of access)

~-s0il sarples ané deterzination of depth to hard conglomerate
lajer--razuired to determine hydraulic conductivity through
the scil znd depth &nd spacing of drains

Construction:
The estirate of cost for digging farm drains is based on one man digging
a cubic meter par day; he would te paid about L0 Afs. per day, and in
Nad-i-Ali and Marja the excavation required would run about 15 cubic
meters psr running meter of ditch,

(¥}
1]

rn over tha =z

I exvpress=d con e2ifi
r ed and paid for digging the drains.

recrvited, crgenized, surervis
Mr. Formall was confident that this would be no problem; however,
until proven by doing, I ses this as a real problem.

In addition to the questicn of 2vailability of labor to do the exca-

vation, there’lrerains the cquesticn of engineering design staff which,

-

es presently crganized, must come Irom that currently fully occupied
with the main drairns. Wit Tarm drains added, it is obvious that
the survey a2nd design stz?f will ve spread impossibly thin if signifi-
cant werx is “o be accorplished in the first gquarter of 1976.

&. That sterxz 2e teken to iie down the availability of additional
surve; 2r2we Witk approvrialts scguipment plus field engineering/
inspsotor rersomnel as the raz2 of work increases (perhaps HAVA
Dngirssring Zivizicn).

t. Thas steps z=2 —axen toward securing additional designers/draftsmen
as thz vess of work inorszses ‘perhaps HAVA Engineering Division).

c. Tmer sericus conziieration b2 ziven to power tools for putting
dowr. —he mezsssary mest ncles Jer 2oth main drain and farm drain
dasizm. ‘I would suggest =ha. This be placed on the agenda of the
rew 323 p2copls, i.2., to determine the need, present availability
Wity TATA, 2xi <he 2ind of ‘ezuirzsent--slot auger, Cennison bit, ete.--
most <C The worZ.




d. That Mr, Tysca izmediately prepare simple CPM diagrazs, A
a i T tire-~gh a nd curces required for their

i i and construction Tor each of
th w0 T e S in and farm drains--in each
areg (llzd-i-21i, llarja, etc V. These (Pl diegrams would then becone
a primary tool iIn monizoring the program. As the lewvel of work
iparanses, such CPM'z would znable early-on identification of zoft

ral ; C
spots whsre remedial sveps must be conzidered. A significant product
a

of this exercise would ta reccznition of when the level of worx would
justify scheduling the Interim Evaluation of Phase I. (liote: 1In
subzesuent discussicn in Kadul, Mr. Denton suggested that such CPH

Dgecu

work bte done by HAVA; I have no quarrel with that 1f it can be
accormodated on their plate. The important thing is that it be
done--in the first instance for AID's own programming requirements;

T would defer to Mr. Tyson on the most effective way to carry it out.)

e. That the Phase I Interim Svaluation be tentatively rescheduled
for larch 1976, a firm timing to be set on the basis of verformance

_mwonitored as zbove. (Note: Xarch 1976 is, of coursze, speculative av

iuncture; it is vased on wy vest judgment of the earliest date
nouzh Phase I work will be in progress to meke the Evaluation

i.e., constructi-n work--main and farm drains--going on
a3 with arpropriate engineering back-up. )

l. Prospscts

The foregoing section on Phase I inevitably focuses on negative aspacts
perceived by me as affecting Phase I performance. On the positive side,
thara is trermaspdous commitmsnt and confidence by the two principals
with whom I worked clozely in the Valley--lessrs. Forrali and Tyson.
Further, Mr. Formall hes a svrongly motivated staff as evidenced by
woriing after hours and cn crr-days. Even so, there is a limit to
what czn be accomplished by the extra effort of a few individuels.
Trevitably, there nust ce 2 rsasonable match-up between manpower and
ecuirmsnt resour.2s with the job at hand. There is no guestica thav

T o= zemawhe: bearish oa e successful Phase I in terms of meeting the
tezt 23 a prelude to Fpase II, vhereas Messrs. Formzli and Tyson are
Tr11i4sh--very drope:iy so in their positions. If the Phase I Interim
T-zluscion ware rade in Jaauary 1976, I see the prospect of a go-znead
ICT rrese <riuslly zerc. If such an evaluation is deferred two
or it th+ =t rore like 50-50. Furthsr dsferral of
TN Ioa i the input of further ressources--

gual 4 mann equipment-~will increass the chances
C=le =23 Jor P




Obviously, planninz for Phase IT should not be set aside until there
is a definitiva Phase I answer. lanagenent Judgment would dictate
the leval c¢f effort end fimirg for various Inputs into Phase IT
planning, I recormend trat ike Tolleowing items be addressed as
crucial <o tug preparation of e Phase II project paper:

a. Trne Eoulpment Plsz. scheduled for November 1975 in the currant
Project Paper should not te attempted until after completion of the
Interlg Drain Review and PrﬁlL_.nary 24-month Construction Plan
(scheduled for Februéry 1976 in the Project Paper--probably too
early given the delayed arrival of SCS personnel ).

b. TFor loan presentation purposes, and more importantly as a
wor<1nc tool, RAVA should prepere a base (or project ) map for each
of tThe four area;--lad -i-Ali, lfarja, Shamalan, and larweshan--updated
to show readily current instaliations such as irrigation works,
drainage, roads, significant tovpographic detalls, etc. New work can
be clearly projected on overlays and "as-built"” work added as completed.
(Note: T believe a project map alOﬂg these lines was prepared for
Sha:ala_ some years 2go. ) I suggest the SCS drainzage engineers
address the project mab matter for each area with HAVA and the AID
Prcject Liaiscon Officer in consultation with the USAID/CDE offlce.

J)

_ e. Technigues and an action plan should be devised without delay
for “af’hg zost-benefit and beneficiaries analysis and for setting of
on) for Prnase II development in the four areas.

d. The Master Drainaze Plan for each area should be developed
with leaszt delay.. This will Tform the basis for the Phase IT engineerinz
and constructio =

n plan which, tozether with the cost-benefit and
beneficiaries enslysis, will form the "guts" of the Project Paper.

e. The cuestion of lebvor intensive versus machine construction
for Tzrm drains i3 integrally rszlated to d. avove. Iirst is the
cz and th2 availability of labor; then, the question
of wrnet xind of egul pment would oe best suited to the Helmand scane.

(Not2: 4t Tirst blush, I would suspect Nad-i-Ali and Marja would be
suitatle for hand excavation--rslatively shallow, stiff soil-~while
Shsrslarxn and Tarwsshan mizht be vetter tackled with machines--deeper
ditcheas, Tlatter zide slopes, much more excavation for each running
metzr o dizch.) Two mezhods oF machine excavation come to mind:

a 3211 Yzcok hes overated oif & farm-type tractor for open or buried
drainz and a plasiic pipe-laring machine for excavating and installing
burizd field drains, {}r. Vittztos, SCS, dwelt at some length on

th=s I T/l s randum oI Sep ember 12, 1975.) Such modern

IO Sk r ire & Train of materials to feed them~-
Tolom= ing, Fiter glass or sand-gravel Tilter materizi;
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further, the the machine calls for skilled handling to
maintain trop integrity o7 the tuhing =2nd fiiter
envelopa InsT , L recommend that a stuly by
highly xncwle D stituted to erxplore (a) the
econczics of or int 78. machine constructlon in ths four
project areas; end [t) the elficacy of medern pipe laying machines
Tor placing underdrzins undar the conditions--physical, humzsn and
logistic--2ppiftaininz To operation in the Helwand Valley. NE3A/CD
end SER/Z32 could bz c2li=2d cn for assistence in finding suitably
qualified peonle Tor the study.

f. Onz chould nt overlook the necessity Tor adesguate HACU
equipment maintenance end repalr Tacilities concormitant to a
Phase 1L operasion. ..r. watson's (AID/W) report of June 25, 1975
stressed this point (suzmary paragraph I.Lt.). In my discussions
with him, I was particularly strucx by the absence of suitably
encloseld spaces at HACU's Cheh-I-Anjir shops for repair of hydraulic
equipment and for engune overhaul. I recormend that stepns for
upgrading ralntenance an epair capability be high on lMr. Anderson's

agenda when he takes up his assignment with HACU.

g. Thought needs to be
work performed in Fhes2'IT I

iven as to how paym=nt from the loan for
to be related to loan-financed equipment.

[1)] (JI_]

h. Thought needs to be given as to how the project and its
implementation may be siructured so that one does not end up with a
HACU eguipuent lozn rather than a Helmand Valley drainsgs loan. In
my view, no one in AID would be enthuslastic abouv the Tormer.

i. There i1s the matiter of organizdtion both in USAID/Kabul and
HAVA for cerrying out the Zhase II worx in the field. OCn the AID side,
there is a crying nesd ncw for a full-time Phase I project manager,
technically ﬁr0vledgea le of the business. Once he is aboard and
operating, h< wl.l he scod notion of the "what and how" of the
support nsegd ed by 1s in the Mission. (Wote: My impression
is thzat the Missi heuld be more directly involved in

the. project maneg 7 seem to be currently.) Whether

the Project larag osted to Kabul or Laszhker Gzh is an
open guesticn; the: - ors uhau argue eacn Jﬂj I urders*and
that present Thinz
I lean teward an on

4

3

e manager normally but, dyr the c“rcuﬂcrwnce:,
frequent =nd externdad ~isits to the Valley mlont give the best of botx
worlds. The arsd *h Phase I, assuming early arrival of the
project manager, should zo 2 long way toward resolving the location
guestion.
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On the YAVA sids, the Lznd Development Planning Division as
presentl; ronztivuted, and I selieve planned, is Just too thin to



