NCA Urban Water Supply Mission—Jarv/ Feb 2002 PatE: 1

Report:

KIRKENS
NODHJELP

Water Assessment Mission to Afghanistan

January-February 2002

Part E: Structure of Water and Sanitation M anagement in
Afghanistan

by David Banks

It should be noted that the contents of this report represent the persona opinions of the author, and
do not necessarily represent the opinions of the Internationa Water Academy or InterConsullt.

Odlo. 26/2/02



NCA Urban Water Supply Mission—Jarv/ Feb 2002 PatE: 2

Part E: Structure of Water and Sanitation Management in
Afghanistan

1

5.

1.

AFGHAN GOVERNMENTAL AUTHORITIES
Ministry of Water and Power
Ministry of PUDIIC WOIKS......ccoeeerercccisrissisesesis s ssssssssssesssssesnenns

Central Authority for Water Supply and Sanitation (CAWSS) .....c.coiiiiieiiiisee ettt s sreeene 2
Ministry of Rural Rehabilitation and DeVElOPMENL..........cocerrerrcrrere e 4
Ministry of Mines and Industry
LTS YA ) 1 o= L4 o o T
0T o T 0= PP
Ministries and Political Factions

UNITED INATIONS...c.ttuettuetreesestesessesessisess s sese bbb ese bbb e s e eae b ee s ee s bbb s bbb bbbttt
HADEAL ...t b bR ARt
UNICEF
Food and Agriculture OrganiSation (FAQ) ...t sssssssssssssssssesessssssssessssssssessssssssesns

NON-GOVERNMENTAL ORGANISATIONS (NGO9)
Main International NGOS...........ocureireireerereenneireeseesess s
Future Role of NGOsin Afghanistan...........ccccceveerennencsisnenscesnese e

INTERNATIONAL BANKS ..ottt sese s sessessssessenes
KIW BANK ...t
WOP T BANK......coiuirieicieicieieesei st

PAYMENT FOR WATER SERVICES......cortuturtuetrteettteestsesssessssesssstsessesssssiessssesssssssssssssssssssssssssessssesssssssssssssssssssssssesanes

Afghan Governmental Authorities

MINISTRY OF WATER AND POWER

The Ministry of Water and Power has responsibility for:

mapping, monitoring and management of surface water and groundwater resources

design and congtruction of al mgor irrigetion schemes

design and congtruction of dams and reservoirs for irrigation and agriculture

design and construction of deep wells and tubewells for irrigation and agriculture

regulation of activities related to surface and groundwater according to Afghanistan’ s water law

monitoring of surface water flows via a (inoperative) network of 144 river gauging stations in 5 main river basins. The
network has not been active for over 20 years. Flow measurement was typically carried out by impdller flowmeters.

MINISTRY OF PUBLIC WORKS

Urban water supply is the remit of the Centra Authority for Water Supply and Sewerage (CAWSS) which sorts under the
Ministry of Public Works. CAWSS do not appear to have any strategic plan for Kabul’ s water supply, dthough such a plan
was developed in 1978 with the assistance of a Canadian Consultant (Eng. Sdem, ICRC 27/1/02).

Water supply and sawerage to the Microrayon area of Kabul is the responshility of the Microrayon Maintenance
Department, a separate department belonging to the Ministry of Public Works.

Centra Authority for Water Supply and Sanitation (CAWSS)

CAWSS mandate is for urban water supply within the ared limits of the Master Plan of the city, and also for any piped
sawerage. The 11 citiesfor which CAWSS has had a historica responsibility are:

Kabul, Mazar-e-Shaif, Jddabad, Ghazni, Herat, Kandahar, Qdae-Naw (Badghis), Qda (Zabul), Kunduz, Mehtarlam
(Laghmen) and Shiberghan (Jawzjan)
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Additionally, CAWSS a0 seem to have acquired responsibility for:

Charikar (Parwan), Tdugan (Takhar), Sharan (Paktika— have taken over aformer NGO system), Gardez (Paktia) and Khost
(Paktia).

CAWSS employs, in totd, 579 gtaff, of whom some 350 are based in Kabul. Of these, 65 were women prior to the Tdiban
period, but now, no women are employed. CAWSS date thet they are taking active stepsto re-employ former femae staff.

Within Kabul, former Soviet complexes are typicaly not the respongbility of CAWSS. For example, the Microrayons are
managed by the Microrayon Maintenance Department, dso a part of the Ministry of Public Works. The Polytechnic
University, theformer Soviet Embassy and the Technikum (Chelsetoon) complex aso have separate systems.

The President of CAWSS, Mr Ngjibullah Patan, has one Deputy president and one Secretary. All communicetion between the
CAWSS organisationd gtructure and the President is passed via the Secretary. The Secretary officiates over a Secretaria
comprising 7 seff.

Benesath the Secretary are anumber of Departments, each in turn comprising severa Sections:

1. Planning Department — 9 persons. Responsible for planning of activities and budgets for activities on a 1-
year planning cycle. No planning beyond a 1 year horizon seems to exist.
Section for Financid Planning
Section for Accounting Planning
Section for Project Assessment
Foreign and Politica Section (liaison with NGOs and oversess collaboration)
2. Engineering Department — 37 people. Office based department largely dealing with technical planning
and design.
Section for Survey and Investigation
Section for Water Supply
Section for Sewerage
Section for Etimation
Section for Mechanical and Electrica Enginesring
Section for Congtruction
Section for Scientific Investigation and Research (includes laboratories)

3. Department of Pipe Production. CAWSS formerly established a 3.5 million USD factory for production of
concrete sewerage pipes. Only 2-3 kmwere ever installed, before the factory was destroyed around 1992 in
the Mujihaddin wars. Some pipeisstill stored at the factory site. 3 persons are employed in the Department
to maintain the pipe store.

4. Department of Accounting — 53 people.

Sdary Section
Bendficiary (i.e Water Fees) Section
Balance Section
Goods and Equipment Section
Stores Section
5. Department of Administration — 8 people
Section of Employees
Section for Promotion
6. Department of Monitoring and Control — 3 people
Function unclear

7. Department of Services — 11 persons. Manages service sector, including transport, although currently

CAWSS have no vehicles..

Workshop Department — 7 persons. Manages some equipment | eft behind by OXFAM.

9. Department for Water Supply of Kabul City — 52 staff plus some 210 temporary workers. These are the
people who actually work on the city network.

Afshar Project (based at CAWSS main office)
Logar Project (besed a& CAWSS main office)
Water Supply Zones 1 to 6 (based at offices e sawherein city)

10. Department of Construction

11. Department of Provinces

©
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Each of the Provincid offices has a structure reflecting thet above, However, as contact between Kabul and many of the
regiond officesisamost non-existent, the structure within the provincesis highly unclear.

CAWSS had a turnover of 12 hillion Afghanis (340,000 USD) in 2001. 30% of the income typicdly arrives in the form of
water fees, 70% as direct subsdy from the Ministry of Public Works.

During the past 8 months staff did not receive sdlary and typicaly finish early (1 pm) to work in secondary employment. On
7" February 2002, 1 month's salary was paid to taff.

CAWSS currently occupies ablock in Microrayon, rented from the Ministry of Public Works. It is in a very bad gate of
repair and decor, with little eectricity, sporadic water, no telecommunications, and amost no heeting. The former library was
destroyed by a rocket, and the room is till open to the eements via the resulting hole in the exterior wal. There are no
computer facilities.

The above information islargely derived from interviews with senior CAWSS gtaff on 3/2/02 and 9/2/02.

MINISTRY OF RURAL REHABILITATION AND DEVELOPMENT

The Ministry has severd Departments, including those for Socia 1ssues, Planning, Education etc. Rura water supply isthe
remit of the Ministry’s Rurd Water Supply and Environmenta Sanitation Department (RRD). The Department is currently
largely funded by UNICEF. The Departments has responsibility for al deep, semi-deep and shalow wels and boreholes
providing potable water in rura areas (i.e. areas outsde of urban Master Plans), including many rura towns and some suburbs
of Kabul. The Department has no responsibility for irrigation water. The Department has representatives in each province,
and employ some 70 people, including engineers, hydrogeol ogists and hydrologists. It dso has 5 drilling rigs, of which oneis
suited for deep wells.

RRD is active in designing deep wells and networks for parts of Kabul City outside of the Master Plan (Districts 11 and 15),
where shdlow groundwater is saty. As an emergency measure RRD is dso drilling 100 shdlow water supply boreholes in
Kabul City, both within and without the area of the city’s Magter Plan.

RRD dso have a structure for maintenance of rural handpumps, such that it can (in theory) take over maintenance of wells
and boreholes sunk by NGOs, subject to agreement.

MINISTRY OF MINES AND INDUSTRY

Ministry of Mines and Industry (MMI) have responsibility for:

groundwater investigation and survey, especialy of “deep” groundwater

hydrogeologica mapping

Srategic plans for optima exploitation of resources. Such plans are, however, rather focussed on Kabul and, to a lesser
extent Mazar-e-Sharif.

Afghanigtan’s (inoperative) observation wel network.

MINISTRY OF IRRIGATION

This Ministry has not been visited or mapped during the current survey. In addition to irrigation, it is believed that its
mandate may extend to land drainage of waterlogged arees.

MUNICIPALITIES

Municipdlities usualy have responsibility for surface water drainage and solid waste disposdl. In some cases, there may be
involvement in water supply, athough the exact mandate boundary hereis unclear.

MINISTRIES AND POLITICAL FACTIONS
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Donors and NGOs need to be aware that, in the current interim adminigtration, different Ministries have been awarded to
different factions of the “Allied” government. For example, dl leading g&ff in the Ministry of Public Works belong to the
Monarchist Faction, and the Ministry of Planning to the Hazara faction of the Northern Alliance. The key Ministries of
Water & Power and Mines & Industry belong to the maingtream Tadjik Northern Alliance faction.

Thus, it is likely that competition may arise between Ministries for control of water resources and supply, in the form of
sf-motivated “mandate cregp’. Individud Ministries may adso have interests in encouraging NGOs to work in specific

regions (e.g. the Planning Ministry has encouraged NCA to work in the Bamyan ares). Of course, geographical interests may
coincide with genuine humanitarian interests, but NGOs should be aware of becoming tools of one particular political faction.

2. United Nations
HABITAT

Within the UN system, the United Nations Center for Human Settlements (UNCHS), adso known as Habitat, plays aleading
role in urban water supply. The main contactsin HABITAT are:

Samantha Reynolds (Chief Technica Advisor, Afghanistan): samantha@undpafg.org
Eng. Sattar Orya (previously employed in Kabul Water Supply Dept.)

HABITAT have officesin Kabul, Herat, Kandahar and Mazar.

UNICEF

UNICEF (contact: Aung Chen in Idamabad) play aleading rolein support of rura drinking water supply and sanitation.

UNICEF co-ordinate the national Water Supply and Sanitation Working Group (which dedls both with urban and rurd water
supply and sanitation). The next meeting is in Kabul on 18" March a 09:00. Regiond groups for Northern, Western,
Southern, Eastern and Centra Afghanistan also meet in the main regional centres. The Central Working Group focuses heavily
on Kabul’ swater supply, and is co-ordinated by Action Contrela Faim, where the main contact is Bertrand Brequeville (fax:
051-4431984).

FOOD AND AGRICULTURE ORGANISATION (FAQ)

In the fidld of water supply for irrigation, FAQO is the leading UN agency. FAO aso co-ordinate a Land and Water Resource
Development Group which meets regularly.

3. Non-Governmental Organisations (NGOs)

MAIN INTERNATIONAL NGOS

Amongst the main international NGOs historicdly activein the field of urban water supply are:

Oxfam (together with HABITAT rehabilitated the Logar network, Timmins 1996). Still have some presence in the water
sector.

Solidarités (from 1993/94 they rehabilitated the Afshar network, Timmins 1996). Have now essentialy pulled out of
involvement in Kabul’ swater supply.

CARE (rehabilitated the Nasgji network of Kabul [Timmins 1996], and currently running the Alaudin network)
DACAAR (Danish Committee for Aid to Afghan Refugees) have higtoricaly worked on rehabilitation of tubewells in
Ghazni (along time ago) and Jalaabad. Nowadays DACAAR concentrate on rurd aress and rura towns. In the context
of rura towns, they see rehabilitation of dug wells as the way forward.

ICRC (International Committee of the Red Cross), who have implemented a handpumphubewd | program, and a latrine
improvement program in the 1990s. They continue to assist with spare parts and maintenance to the Afshar wellfied,
they implement periphera semi-rura networksin Kabul, they have plans to extend the District 11 network into the area
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north of Khair Khana, to implement anew reservoir for Khair Khana and to drill two new wells & Afshar (Eng. Sdem,
ICRC 27/1/02).

FUTURE ROLE OF NGOS IN AFGHANISTAN

During meetings with a number of government departments and ministries, a clear message has been ddivered. The new
government has a low opinion of the continued poorly regulated activities of some NGOs. Severd Minidtries (notably the
Ministry of Water and Power and MRRD) have expressed a clear desireto “control” and “instruct” NGOs and force them to
conform to planning and water laws. The gpproach within such Minigtries is at present confrontationa rather than
reconciliatory.

Internationa and Afghan NGOs have been guilty of implementing water projects in ignorance of Afghan water law and
without consultation with relevant government agencies. During the Taliban period, this attitude may have been a necessity.
At present, a a time when the Afghan interim administration requires support, such an approach is difficult to judtify.
Extreme cases have been observed where employess of the waer authority CAWSS have been refused entrance by
International NGOs to their own waterworks premisesin Kabul.

The international community has expressed a willingness to support the Afghanistan State and its civil service. Continued
uncritical support of the NGO community can in some cases serve to undermine this objective.

The Afghan NGO community has historicaly been seen as a network of idedigtic groups, co-operating with each other in
dividing projects amongst themselves according to donor, geographic area and sector. However, the Afghan NGO community
is becoming more aware thet their activities also have a business aspect. This may be no bad thing and, in time, the NGOs
may evolve into a much-needed community of private sector consultants and contractors working for, and regulated by, the
public sector.  Alternatively, the current semi-officia co-ordination mestings of NGOs to avoid geographical, sectoria and
donor overlap, may also be seen as tifling competition, and such a co-ordinated community could essily evolve into a cartd.
Donor agencies such as NCA need to recognise this possibility and take steps to audit partner NGO procedures and
encourage competition.

4. International Banks
KFW BANK

Under terms of financia co-operation agreed between the Federa Republic of Germany and the recipient devel oping country,
KfW finances, on behdf of the German Government, investment and project-related consultancy services to expand
economic, socid and indugtrid infrastructure, while protecting the environment and natura resources.

KfW has a higtory of involvement in Kabul’s water supply and has financed the development of the Afshar wellfidd in the
1970s (KfW 2002). Ther current program of activity vis-&vis CAWSS in Kabul seeksthe following objectives:

In the short term: bring al three wdlfields back into operation and improve disinfection

In the medium term: leskage detection and repair

Placement of public standpipes.

Introduction of asustainable billing system for water use, possibly with implementation of water metering.
Long term: extension of existing networks.

The future development of CAWSS as an economically viable water operator.

o s WD

WORLD BANK

At the time of writing this report, World Bank has an urban water supply assessment unit in Afghanistan. World Bank have
dready recognised the importance of

(@ inditutiona strengthening &t CAWSS
(b) consideration of other provincid cities, in addition to Kabul.
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5. Payment for Water Services

Thereis confusion asto how water is paid for in Afghan cities.

Operators of Afshar wellfield, employed by the Kabul Water Supply Department of CAWSS, date that water has
essentidly been supplied free since 1995. Before this data, an annual fee of around 15-16,000 Afs. was charged.
According to staff a Microrayon, thereis agenerd charge for water and sewage utilities of 100,000 Afslyear flat rate (=
200 Rp = 3 USD) per apartment. Having 9500 apartments, this fee thus generates ¢. 30,000 USD per year. Thisfee goes
directly to the State Treasury. The State then provides the water authority with a subsidy which funds staff sdlaries,
dectrical fees, maintenance etc.

According Eng. Orya (HABITAT, 27/1/02), there used to be a quarterly hilling system prior to 1992 in al cities, being
paid directly to CAWSS. This was ether a flat rate (depending on diameter of pipe connection) or a metered rate
corresponding to 7.5 Afs per . During the Mujihaddin period most metres were removed and there was billing chaos
Currently, consumers should pay either (i) aflat rate corresponding to 900 Afs./year for a haf-inch connection, or (ii) a
metered rate of 3400 Af/nT if ametre exists. These are now paid to the Central State, which subsidises CAWSS,
According to Eng. Jamil (Balkh Water Supply Dept., 30/1/02), the fee for water in Mazar-e-Sharif is currently 10,000
Afs/month (=20 Rp = 0.3 USD) per household and is often not paid. The fees come directly to the finance section of the
Water Supply Department. The Department’ stotal monthly income from water feesis 4,000,000 Afs= 8,000 Rp = 130
USD. Feeincomeis supplemented by government subsidies.

Water in Charikar is stated to be essentidly free of charge (Eng. Ehsanullah, NPO, 13/2/02)

The above statements, though varying, do confirm that the water payment system is chactic, tha there is difficulty in
collecting fees and that the size of fees does not generate sufficient revenue to support anything gpproaching a modern water

supply system.

The size of fee reported (as little as 900 Afslyear is a commonly cited figure) can be compared with the gas rate charged in
Mazar of 300,000 Afsmonth flat rate for an unlimited supply of gasto ahousehold (Eng. Mirwais, NPO Mazar, 29/1/02).



