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Area Devel opnlen t Northwest F ron t i e r  Area 
P ro j ec t  (391-0485) Devel opmen t Pro jec t  

(25 September 1987) 

R. ACTlOk UECIBIONB APPROVED bV MlBSlON OR AID/W OWICE DIRECTOR 

USAID t o  work w i t h  p rov i nc i a l  o f f i c i a l s  t o  design 
and author ize f ive-year  extension o f  the p ro j ec t  
( i n c l ud i ng  i nc l us i on  o f  Khala Daka area), based 
I n  pa r t  on "lessons learned" from the evaluat ion.  
A l l  recommendations w i  11 be considered and most 
areas of emphasis ( t r a i n i n g  needs, anjmal 
husbandry act i v i t  ies, c r i t i c a l  view o f  land 
l e v e l  i f ig schemes, etc.  ) are being fncorporated 
I n t o  t he  f i n a l  design. 

USAID t o  work w i t h  PCU i n  developing improved 
moni tor ing system, inc lud f  ng p rov is ion  o f  
t r a i n i n g  and supervis ion as appropriate. Reports 
generated as a r e s u l t  o f  t h i s  a c t i v i t y  are t o  be 
d i s t r i  buted t o  USAID and appropr iate government 
agenc ies  . 
USAID and PCU t o  reach understanding on annual 
work p lan  t o  ensure t h a t  planned p ro j ec t  
a c t i v l t j e s  stay w i t h i n  ove ra l l  p ro jec t  resources. 
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CAOP I 

A.I.D. EVALUATION SUMMARY PART II 

J. BUMMARV OF EVALUATION PINDINOS, CONCLUSION8 AND HECOMMENDATlONB CTly nol to e r m d  Wlr 3 papen provldrd) 
Addrear Uie Mlowlng b m r :  

Purpow d ~NMtyflor) mluatrd  * Prlnclpsl roaommndrCic~nr 
* hrpor r  d rvrYurllon mnd Methodology u m d  * Imronr learned 
* flndlngr and oonclunlonr (ralr!r to qurrtlonr) 

~ ~ k ~ d 0 . t ~ ~ ( ~ 1 1 ~ l ~ ~ ( l ~ ~ @ ~ ~ ~ l :  Eva1 u i l t i0n  of t LUSAID/Pak i  stan North West F ron t i e r  
Area Developnient Pro jec t  (September 1927) 

The Northwest F r o n t i e r  Area Development Pro jec t  (NWFADP) aims p r ima r i l y  a t  
changing the  econonly o f  Gadoon-Amazai from one based subskant ia l ly  on poppy 
cu l  t i v d t i o n  t o  a divers! f i e d  agr i cu l  t u r a l  and non-agricul t u r a l  system w i t h  
st rong t i e s  t o  the nat ional  economy. 

The i n t e r i m  evaluat ion was c a l l e d  t o  evaluate progress from the i n i t i a l  
p r o j e c t  agreement s igning on August 213, 1983 t o  date. Recommendations were 
a lso requested on planned phase two activities. Main sources inc lude f i e l d  
v i s i t s  and interviews w i t h  USAID and GOP o f f i c i a l s  concerned. I n  addi t ion,  a 
formal survey was conducted by graduate students from the Un ive rs i t y  o f  
Peshawar and the guidance of the eva luat ion team. Nearly 200 bene f i c ia r ies  i n  
a l l  seven union counc i ls  covered by the  p ro jec t  area were interv iewed i n  t h i s  
survey. 

~ e s p i t e  a long and d f f f i c u l t  s t a r t  period, ' the  p ro j ec t  showed considerable 
energy and accomplishments dur ing the most recent eighteen months. It now 
seems pos i t i oned  t o  f u l f i l l  most o f  i t s  ob jec t ivss .  About 356 i n f r a s t r u c t u r e  
subprojects are conipleted, under construct ion,  o r  planned. Some o f  these have 
to ,  be p'ostponed t o  a p ro j ec t  extension due t o  budgetary constra ints.  The 
q u a l i t y  o f  const ruc t ion has been high, p a r t i c u l a r l y  i n  view o f  the riiggedness 
and remoteness o f  the region. Popular apprecfat ion o f  and demand f o r  roads, 
schools, water supply and i r r i g a t i o n  systems, and hea l th  u n i t s  i s  strong. 

Among the  a g r i c u l t u r a l  a c t i v i t i e s ,  demonstration p l o t s  have had high 
v i s ' b i l  i t y  and tbere i s  considerable popular demand f o r  them. Extension 
services, a f fo res ta t ion ,  orchard plant ings,  improsed seed and f e r t i l  i z e r  
d i s t r i b u t i o n ,  and animal husbandry e f f o r t s  have had a posf t ive  impact on the 
farming sector  and o f f e r  some a l t e rna t i ves  t o  poppy c u l t i v a t i o n .  However, 
p ro j ec t  t a rge t s  re1 ated t o  o f f - fa rm employment t r a i n i n g  and placement are no t  
being met. 

Although p r o j e c t  implementation should i d e a l l y  be through l i n e  agencies, some 
problems had been encountered, espec ia l l y  i~ r e l a t i o n  t o  WAPDA and C&W. The 
Pro jec t  Coordinating Un i t  (PCU) i n  Top? a lso required more inpu ts  from USAID 
than ant ic ipated,  p a r t i c u l a r l y  i n  tenns o f  engineering design and supervi siod. 

The eva luat ion noted several concerns about p ro j ec t  management and 
monitor ing. A c t i v i t i e s  planned by the  PCU could not  be completed w i t h i n  
e x i s t i n g  p r o j e c t  resources (a1 though they could be accommodated under an 
extension). The need f o r  an improved moni tor ing system was a lso noted. 



The eva luat ion team s ta ted t h a t  f u r t h e r  work was needed i n  order t o  1nhibi. t  
poppy c u l t i v a t i o n .  Many agr i cu l tu r i r l  a c t i v i t i e s  have not y e t  reached an 
income generat ing stag;?, More in f ras tuc t r r re  i s  a1 so needed. With poppy 
c u l t i v a t i o n  s h i f t i n g  t o  Kala Dhaka, s fm i l a r  development a c t i v i t i e s  are needed 
there i n  support o f  government enforcement e f f o r t s .  

Recomn~enda~tions stemming fron; the eva luat ion are summari zed below: 

Design and au thor i za t ion  o f  phase two o f  not  less  than f i v e  years t o  
ensure con t inu i t y ;  

Second phase should emphasize agr i cu l  t w e ,  fo res t ry ,  animal husbandry, and 
off-farr11 employment; 

PCU and USAID t o  reach agreement on f i na l  work plan; 

PCU and USAID t o  monitor cost  est imates and star tups t o  ensure planned 
a c t i v i t i e s  don ' t  exceed p ro j ec t  resources, seeking add i t i ona l  funding 
where essent ia l  ; 

More frequent inspect ions o f  ongoing work reqwired, i f  necessary invo lv ing  
h i r i n g  o f  more s t a f f ;  

Strengthening o f  PCU engineering sect ion as we1 1  as l i ~ e  agencies involved; 

Prov is ion of add i t i ona l  vehic les f o r  p r o j e c t  s t a f f ;  

More t r a i n i n g  f o r  f i e 1  d  s t a f f ,  expanded snimal husbandry a c t i v i t i e s ,  
expanded i r r i g a t i o n  a c t i v i t i e s ,  and u t i l i z a t i o n  cif i n teg ra ted  model farm 
approach; 

Prov is ion o f  appropr iate storage f a c i  1  i t i e s  f o r  equipment, seed, 
f e r t i l i z e r ,  and o ther  suppl ies now i n  Topi; 

Land l e v e l l i n g  schemes t o  be c r i t i c a l l y  revrewed t o  assure costs are 
commensurate w i t h  benef i ts ;  

Need f o r  improved moni tor ing and repo r t i ng  system, i nvo l v i ng  addi t i o n a l  
t r a i n i n g  and supervision, t o  address needs o f  USAID, PCU, and SDU; 

Considerat ion o f  expansion o f  a c t i v i t i e s  t o  Khala Daka under phase two and 
establishment o f  p r o j e c t  o f f i c e  there; 

Examination o f  cos t l y  i n f r a s t r u c t u r e  requi rements, some o f  which could 
receive f i n a n c i a l  support from GOP/NWFP o r  other donors. 



Evaluation Report 
"Change i n  Gadoon-Aslazai 9rochure 

L COMMENTS BY MIBBION, AlDW OFFICE AND IORROWER/ORANTEE 

The NWFADP e v a l u a t i o n  took p l a c e  a t  an app rop r fa te  t lm! !  i n  t h e  p r o j e c t  l i f e  
c y c l e - - j u s t  p r i o r  t o  t he  a r r i v a l  of the  design team f o r  phase I 1  of t h e  
p r o j e c t .  Al though t h e  e v a l u a t i o n  was delayed f o r  one year  (due t o  enforcement 
d i f f i c u l t i e s  i n  s p r i n g  1986), t h i s  delay meant t he re  were many more on-ground 
a c t l v i t l e s  f o r  t h e  e v a l u a t i o n  team t o  rev iew  and assess. The o v e r a l l  tone of 
t h e  repo r t ,  w h i l e  g e n e r a l l y  favorable,  passes perhaps too  l i g h t l y  over t h e  
r e a l  d i f f i c u l t i e s  e n t a i l e d  i n  working i n  an area as d i f f i c u l t  as 
Gadoon-Amazal. USAID i s  not i t s e l f  invo lved  on the  enforcement s ide.  
Nevertheless, these enforcement a c t i v l t i e s  d i r e c t l y  a f f e c t  p r o j e c t  a c t i v i t i e s  
and c e r t a i n l y  f l g u r e  .Into l o c a l  percept  ions about t h e  p r o j e c t  i t s e l f .  

. . ' The main u t i l i t y  o f  t h e  e v a l u a t i o n  i s  i n  t h e  con tex t  o f  t h e  proposed add-on 
and extensfon o f  p r o j e c t  a c t i v i t i e s  i n t o  adjacent  areas. Most recommendations 
and " lessons learnedu noted i n  t h e  e v a l u a t i o n  a r e  be ing  incorpora ted  ' into t h i s  
f o l l ow-on  docun~ent. I n  a t  l e a s t  one instance-- the issue of f u r t h e r  
engineer ing superv is ion- - the  P r o j e c t  Committee f e l t  t h a t  t h e  recommendation 
made d i r e c t l j  c o n t r a d i c t e d  f i n d i n g s  elsewhere i n  t h e  eva lua t i on  repo r t ,  which 
had described t h e  qua1 i t y  o f  cons t ruc t  i o n  as "high." Several  o the r  
recommendations were cansidered e i t h e r  too  genera l  o r  t oo  s e l f - e v i d e n t  t o  be 
inc luded i n  t h e  f i n a l  l i s t  o f  " a c t i o n  decisions." 


