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On Understanding the GOA Regulations that Effect the
Organization of Hand-Labor for the Helmand Drainage Project:

A Possib]e Solution

Problem: Through Phase I, the GOA regulations that relate to the
hiring and contracting of hand-Tabor for the Helmand Drainage

Projact have been a block to experimenting with and developing an
incentive system, without a clear and detailed understanding on

the part of USAID/SCS as to what these regulations actually say.

At one point, apparently, HAVA came to Kabul and requested the Ministry
o7 Planning to allow changes or dispensation from application of somr
aspacts of these regulations but it was never completely clear as

to what the targeted regulations were or what changes were sought..  Uniil
USAID is clear on what the regulations are and until somcone out]inee
where some of the regulations are possibly flexible in application,

an incentive system is not Tikely to be developed for the hand-Taborors.
The information on these regulations being supplied by HAVA personne]l
has at times been contradictory.

Recommendation: USAID should carefully search out a trained and
dependable Afghan Tawyer of mature years and with Tluent articulate
EngTish, preferably who has been a government civil servant in the E
perhaps retired, and thus is familiar with government regulations. A
person with all these characteristic may be difficult to find but this
configuration should be the goal. He should be put on a PSC Tor a Py el
07 3 to 6 months to review all relevent regulations, confer with Che
various ministries that use these specific regulations, and those thil
monitor their use. He should then submit a report of his total Findini. .
and in this context make suggestions as to whatthe possibilitics are (o
developing a system of contracting, piece-work and/or incentive plan thal
comes closer to meeting the project's needs than are presently operating. |
He would then be responsible to work with the project and HAVA to
implement the recommendations. -

IT the regulations are as Timiting as they are presented to be, the fuliv
anaiyzed system might be used as a basis to present a new case for
alteration of these regulations, since they must he as binding on othey
organizations/ministries as they are on the Drainage Project. If Llhey
are also unalterable, the project has problems and can seek a solution
somewhere else but at least a complete try will have been made and

USAID will have documented knowledge of what the full situation is.
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Shairzay and I have spent some time in considering this sugges-

tion and have come to the conclusion that the selection of the

right person is the key but in a situation where the first and every
contact made will state an ability to accomplish the task, the
selection will be problematical. We would be willing to discuss this
further at your convénience.
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