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The evaluation team received so  much help from so many people t ha t  
i t  would be impossible t o  name them a l l ,  even though they merit spec i a l  
a t ten t ion .  Those iacluded herein  a r e  but a sample; every member of the 
stsffs of the  organizations helped, and t h a t  is appreciated. 

During the  course of the  f i e l d  work, team members remained i n  the  
v i l l a g e  a reas  f o r  extended periods. During t h a t  time, the  v i l l age r s  not 
n a l y  responded wi l l ing ly  t o  the questions but a l s o  fed the  team and 
accompanying technicians (and refused compensation), gave of t h e i r  scarce 
water and t ea ,  and gave up t h e i r  own c o t s  t o  the  team members. Their 
cooperation and hosp i t a l i t y  a r e  g ra t e fu l ly  acknowledged. They made the 
f i e l d  work possible.  

AIDhashington provided documents and an indepth or ien ta t ion  t h a t  
were very helpful.  Robert Dakan accom~anied the  team during a pa r t  of 
the  f i e l d  work; h i s  o r ien ta t ion  and information were encouraging. 

~ S A I ~ / ~ a k i s t a n  Director Rocky Staples  was in te res ted  i n  t he  work 
and enabled ample cooperation. Jonathan Addleton, Program Office,  and 
h i s  s t a f f  f a c i l i t a t e d  many of the  e f f o r t s .  Yusaf Hahmood, PDH, provided 
invaluable ass i s tance  with t he  f i nanc ia l  assessments; the mlH s t a f f  
helped prepare t h i s  report .  

Much of t he  burden f e l l  on those i n  the  Peshawar Office: RAO Don 
Melvi l le  and Liaison Off icer  Kenneth Davis, both of whom f a c i l i t a t e d  a 
vide va r i e ty  of senrices.  The NWFAD Project  Off icer ,  Tariq Durrani, 
Chief Engineer, Michael McGovern, Program Spec ia l i s t  Umer Mohammed, and 
a l l  t h e i r  s t a f f  membera devoted enormous time i n  a s s i s t i n g  the evaluators.  

Project  Director Habibullah Khan and h i s  s t a f f ,  plus the  personnel 
of the  l i n e  agencies, gave f r e e l y  of t h e i r  time and energies. Even 
though t h i s  and t h e  previous group were being evaluated, they helped t o  
t he  bes t  of t h e i r  a b i l i t y .  Those of both groups t h a t  accompanied the 
team during the  arduous f i e l d  work a r e  noted very spec ia l ly  f o r  t h e i r  
orentat ion while maintaining a s t r i c t  neu t r a l i t y  during the  interviews. 

'ihe D i r  p ro jec t  assessments were made possible through the  guidance 
of UNFDAC advisers  Neil Hayles and Geoff Hyles, and wlth help from t h e i r  
s t a f f .  Deputy Commissioner Zaibullah Khan, Deputy Project  Director 
Saiful-Haluk, t h e i r  s t a f f ,  and the l i n e  agency professionals  were of 
subs t an t i a l  help i n  D i r  D i s t r i c t .  



Several NWFP officers supplied information and guidance: Planning 
and Development Secretary Suleman Ghani; Additional CUef Secretary 
Moharntad Azam Khan of the same department; Riaz Noor Sahibzadeh, Hardan 
Deputy Commissioner; Haider Gul Khan, Assistant Commissioner, Swabi; and 
Abdd Basir Sahlbzadeh, Deputy Director, agriculture, Mstdan. Their 
assistance is acknowledged. 

The professors of the Department of Social Work, Sociology, and 
Anthropology of Peshawar University recommended and located the graduate 
student intemievers. Since classes vere not in session, that help was 
invaluable. 

Finally but not of lesser importance, the secretaries, assistants, 
drivers, and other staff members of USAIDIIslamabad and Peshaonrr receive 
the thanks of the team. They helped make lt all possible. 
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After a long and difficult startup period, the North West Frontier 
Area Development Project has been able to demonstrate comendable energy 
and accomplishments during the last eighteen months. It nov oeems 
positioned to fulfill most of its objectives. About 356 infrastnrcture 
aubprojects are completed, under construction, or planne2. Some of these 
will have to be postponed to an extension project due to budgetary 
constraintso The quality of construction, particularly given the 
ruggedness and remoteness of the region, has been hlgh. Popular 
appreciation of and demand for roads, schools, water supply and 
irrigation systems, and health units are atrong. 

Among the agricultural activities, demonstration plots have had high 
visibility and there is considerable popular demand for them. Exteasion 
servicea, afforestation, orchard plantings, improved seed and fertilizer 
distribution, and animal husbandry efforts have had a positive impact on 
the farmlag aector and offer same alternatives to poppy growing. 
Off-farm employaent training and placement are areas where the project 
has not nearly met its targets. This is largely because some anticipated 
training programs did not participate and the project has been obliged to 
rely on existing government technical training programs. These, in some 
cases, require higher level8 of education than many residents possess. 
Those trained have not found it easy to obtain jobs, partially because 
links outside the area are not strong. 

Owing in part to government enforcement and persuasion, as well as 
the project's development efforts, the area has amde the initial 
transition to a nm-poppy based economy. However, at this atage, gains 
should not be viewed a8 secure. It is imperative that agricultural 
efforts continue over five additional years. This is necessary for the 
consolidation of current achievements, as well as for further improvement 
upon them. Orchards, for example, orill not produce full hameats for at 
leaat four more yeara, and the trees will need careful tending and 
aupentirion until that time. Infrastructure development has hardly begun 
to aaturate Gadoon-Aaazai, and the need for subprojects continues in all 
categories. Beneficiary cooperation with the project is now strong and 
recogdtion of its efforts is high. A surprisiqg 70 percent of those 
beneficiaries mumeyed had actually been to visit the project office in 
Topi. Even the one union council that had moat oppoeed project 
activities began participating three monthr ago. 

Initiatives to provide the population with a reasonable income based 
on a variety of alternative sources should continue. The evaluation 
team, therefore, recoaended the developaent of a Phase 11 project. One 
caveat is, however, in order. Agriculture will continue to be the 
mainstay of employment and income for many yeara, and it has a limited 
potential f ~ r  growth. There are few legitimate crops that can compete 



economically with poppy. This is one reason why trainiug and off-fann 
employmeat should be pursued more vigorously as a part of the remaining 
and any Phaee I1 activities. Persuasion and/or the threat of enforcement 
will remain a necessary factor in preventing a return to poppy 
cultivation. 

m e  evaluation team also recommended the expansion of project 
activities to the Kala Dhaka in Mansehra District. It seems clear that 
the drug agents forced out of Gadoon-Amazai are moving their activities 
to aeighboring Maasehra. With the easy credit they provide aad the 
promise of subszantial incomes, they are persuading farmers h a  the Kala 
Dhaka area to grow poppy. This vas not a traditional poppy growing area 
before. If eradication efforts in Gadoon-Aamzai are to have any effect 
on the total poppy supply, then development and enforcement efforts must 
be extended to this deprived area in Nansehra. 

The team noted some concerns about project management and 
monitoring. During initial briefings, AID personnel generally expressed 
the belief that the project was grossly :~nderspent and needed to 
accelerate its ~fforts. After some Investtgation, the tea: learned that 
the Project Coordination Unit was overcommitted for the remaining 
months, There were more subprojects completed, under construction, or 
planned than the project budget could cover. Decisions are now being 
made about the postponement of some activities to a second phase in order 
to remain within the budget. These overconmaitments, which can be 
resolved by postponement, suggest problems with maw -ement, modtorirg, 
and record keeping, all of which need improvement. 1.e system and each 
input into it require careful study and modification. Once such a system 
is in place, it.is important to ensure that there ate staff members who 
have the responsibility and the training to maintain it. 

The postponement of a considerable number of activities to an 
extension period is desirable not only from a budgetary standpoint but 
also for management since, for example, approximately three hundred 
infrastructure aubprojecta are currently under constructian or planned, 

While the agriculture related line agencies have been very 
supportive of and interested in project agricultural efforts, there have 
been problem with C&W and WAPDA on infrastructure. There have been 
technical problems with their work and problems over timely 
reimbursement. Reimbursement procedures have particularly been an issue 
in the use of FAR agreements. Because of these difficulties, and the 
lack of sufficient engineering manpower in the PCU, a void was created 
and USAID filled it. m l e  this made progress possible, it did not help 
build the capacity of the local institutions. The team recommended the 
augmentation of PCll staff and suggested that the provision of technical 
assistance to C&W and WA-PDA be explored. 

In-service training for the project related staff has been largely 
overlooked and is needed. It should receive greater emphasis both during 
the remainin.g eighteen months of Gadoon I as well as during Phase 11. 
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The team chose not to directly recoame~d a long term technical 
assistafce corzract. There will be a continuing aeed for short term 
assistance for training, job placement, manpover needs assessment, 
agricv~tural marketing, credit, animal husbandry, fertilizer use, and 
poultry pr~duction. 

In sun, the evaluation team believes that the WAD project, despite 
all of the difficulties, has succeeded beyond what might have been 
expected. A very good foundation has been laid for a Phase I1 
ertensLon. The staff ef the NIJPAD Project is to be comme~ded for the 

level of atlrcans achieved. 

The evaluation team also reviewed the progress of the Dir District 
Development Project via subproject inspectic~s and interviews with UNFDAC 
advisers, project personnel, and beneficiaries. Due to funding problems 
only recently resolved, development work has been slow but the quality is 
good. The team expressed concerns about the still incomplete staffing of 
the project and extension, and that future development work be 
concentrated in the poppy area. 

1893~19.87 
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The United States Agency for International Development (USAID) and 
other US agencies work closely with the Government of Pakistan and other 
donors to control the production, manufacture, and marketing of illegal 
narcotics. The joint US-host country efforts concentrate on three 
activities: 

(1) Crop substitution and area development to reduce the need to 
produce the drugs; 

(2) Educational programs to increase the awareness of the drug 
problem and its dangers; 

(3) Technical assistance to host countries1 enforcement efforts. 

These activities, coupled with stringent control efforts in the United 
States and Western Europe, are expected to impact significantly on the 
production and utilization of narcotics worldwide. 

Pakistan is one of the cooperating nations in the narcotics 
eradication program. In 1979, the Government of Pakistan promulgated a 
Prohibition Order (Enforcement of the Hadd) , bringing the country1 s laws 
into confornity with the injunctions of Islam. This included a ban on 
the cultivation of opium poppy. In late 1983, the Government of Pakistan 
adopted a SpeciaL Development and Enforcement Plan (SDEP) for opiu 
growing areas. The SDEP envisages a strategy for integrated rural 
development in conjunction vith a phased program for deveropment in the 
remaining poppy growing areas in North West Frontier Province and the 
Federally Administered Tribal Areas. The targets under SDEP 
implementation were Dir District, Chitral District, Mansehra District, 
and Holmand and Bajaur Agencies. The SDEP ma also to coordinate 
activitier in the narcotics related projects in Halakand, Buner, and 
Gadom-Amazai areas. In a short time, a cooperative agreement was 
signed, and with the assistance of USAID, International Narcotics Matters 
(DM), and the United Nation8 Fund for Drug Abuse and Control (UNFDAC), 
Pakistan began its developmental. educational, an! enforcement activities. 

A. Pakistan 

The Islamic Republic of Pakistan stretches north from the 
Arabian Sea to the snow capped Karakoraa mountain range. The nation's 
310,527 aquare mile area containa extremely arfd plains and mountains, 
rich Indus and other riverine farmlands, and temperate highland valleys. 
Paklstan'm neighbors include Iran, Afghanistan, the USSR, China and 
Tibet, India, and b a d  Jaanau and Kaahmir (an independent state associated 
wlth Pakfrtan). 

More than half the nai;ionls people depends upon agriculture, but 
since independence in 1947, industrial growth has been rapid. The 
textile and other light industries have been especially successful. The 
vart majority of the population is poor with an estimated per capita 
income of less than $500 per year. 
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The Government of Pakistan is federal with four provinces that have 
fairly strong internal governing povers: the Punjab, Sind, Baluchistan, 
and the North West Frontier Province. Additiodly, there are several 
federally and provincially administered tribal areas with considerable 
internal autonomy, federal territories, and militarily important frontier 
regions; the latter mostly border Afghanistan. Islamabad is the national 
capital. 

North West Frontier Province (NWFP) 

z h a P ( t P n f f h g N n r t h ~ P t a a r l P r b r q n n e ~ 9 2 0 j O C f ~  
northeast of the NWFP capital of Peshawar. The Pravince is long and 
narrow (primsrily bordering Afghanistan on the west and the USSR on the 
north) and contains 11 million people (Pushto is the major first 
language) on 28,773 square miles. While much of the land consists of 
arid plateaus and mountains, there are many fertile small valleys and the 
rich, irrigated lands of the Malakand, Nardan, Swat, and Peshawar areas. 
Agriculture in the drier areas is dependent on rainfall and small 
irrigation systems. Terraced plots reach high on the mountain elopes. 
Sheep, goats, and cattle figure significantly as components in 
agriculture. (See Annex G for a map of NWFP.) 

More important to this project, NWFP is the major poppy growing 
area of Pakistan, accounting by some estimates for 90% of that crop's 
cultivation. Primarily a winter crop, it is moat coaamouly planted in 
some of the lesa accessible mountai~ areas of Abbottabad, Mardan, Swat, 
and Dir Districts, and in some of the tribal agencies. The official 
1981-82 estimate of 9,000 acres was considered by local authorities to be 
seriously understated; some auggeeted up to 15,800 acres and enforcement 
statistics since then appear to bear out the higher figure. (A 1976-77 
AID aurvey reported 8,400 acres in the Gadoon-Amazai area alone. ) 

Vital to the discussion of poppy growing and projects to eliminate 
it, is the extremely limited land resources of the farmers in MJPP. 
Cultivated land seldom exceeds one acre and often that is rented, further 
reducing family income. Small additional earnings come from cattle and 
aneep. Most estimates for these areas place the cash income at about 
$100 beyond family consumption of a part of what is produced. Only 
occasionally is labor for pay a supplement. Even when opium poppies are 
grown, the income no more than doubles for most small farmers. The 
fanners are, by and large, outside the formal economy of the country. 
Since they have few asaeta, agricultural credit is not available to 
them - except that when they grow poppies, the drug dealers furnish an 
advance for planting, a later amount for harvest, and settle the account 
in cash when the opium is delivered. Since financial assistance is not 
provided for other crops, this credit serves as a powerful stimulus to 
continue poppy cultivatioa. 

Both the federal and the provincial governments have expanded their 
development expenditures in NWFP in recent years after decades of small 
inveatment except in the more heavily pcylated cities and irrigated 

DEVELOPMENT ASSOCIATES, INC. 



areas.  The new monies have been spent on roads, e l ec t r i f i ca t ion ,  commurii- 
cat ions,  education, health,  and agricul ture .  Although many r u r a l  areas  
still lack services,  improvement is being achieved. The budgets a r e  
small i n  comparison t o  the need, leaving malzy locat ions nearly untouched. 

Poppy Eradication and Development Programs i n  NUPP 

Before the Hadd Ordinan.:e, UXFDAC began its Buner Area 
Development Project i n  1976. A crop subs t i tu t ion  s t ra tegy  was chosen 
s ince  30% of Pakistan's opiw. was produced i n  t h a t  subdivision of Swat 
Diatlrict. Tha g a l  VM &o hulp .th9 p~oplO or&ve an acceptable l e v e l  of 
income and standard of l i v ing  through ~ l t e r n a t i v e s  t o  poppy growing. 
Di f f i cu l t i e s  were experienced with finding su i t ab le  crops and with 
persuading the farmers t o  not grow poppies. The focus was sh i f ted  t o  
high yielding wheat, maize, sugarcane, and tobacco. The project is 
credi ted aa helping eliminate poppies with the s h i f t ,  which softened the 
economic blov of the l o s s  of tha t  crop. 

Shortly a f t e r  t he  1979 ban, the Government conducted i t s  f i r s t  
enforcement, primarily i n  the  i r r iga ted  areas  of Swat Valley, s e t t l e d  
areas of Hardan Dis t r i c t ,  and i n  the  f o o t h i l l s  leading t o  Gadoon. There 
was a great  deal  of complaint but l i t t l e  ser ious resistence. Other poppy 
areas ,  however, threatened armed resistence. A t  t he  same time, loca l  and 
provincial  leaders  emphasized the necessity of u t i l i z i n g  a developmental 
approach t o  the  problem, reasoning t h a t  enforcement without a means t o  
subs t i tu t e  f o r  the l o s t  income would cause disastrous resu l t s  t o  these 
fazm families. Since t o t a l  economic subs t i tu t ion  was deemed impossible 
i n  the  ahort run, the  au thor i t i e s  urged a combination of agricul ture ,  
t ra in ing  f o r  off-farm employment, and services  and inf ras t ruc ture  
provision. Projects were subsequently designed by Pakistan and NWFP i n  
agreement with INH, USAID, UNFDAC, and other donor agencies. 

The Agricultural  Outreach and Halakand Area Development Projects 
were begun i n  1981 and 1982, respectively,  by the US S ta t e  Department, 
Bureau of Internat ional  Marcotics Hatters (IlM). Theae projects  i n  
Halakand Agency were t o  f o s t e r  economic development t o  f a c i l i t a t e  poppy 
eradication. The dual program was expanded t o  Dir/Adenzai i n  1983. The 
Agricultural  Outreach Project was fu r the r  expanded and now operates i n  
Bajaur and Hohmand Tribal  Areas and Nowahera Front ier  Region (Black 
Hountdinn) , and is being fu r the r  expanded t o  include Indus Kohistan. The 
Malakand and DirlAdenzai projects  were auccessful i n  supporting the 
elimination of opium poppy cul t iva t ion  i n  Halakand Agency i n  1983-1984 
and Dir/Menzai i n  1984-1985. Due t o  p o l i t i c a l  changes ( t rans i t ion  from 
martial l a w  t o  c i v i l i a n  government) and enforcement d i f f i c u l t i e s  i n  
Gadoon, l imited poppy cu l t iva t ion  recurred i n  Halakand Agency and 
Dir/Menzai i n  1985-1986 and 1986-1987. Much of t h i s  cu l t iva t ion  was 
destroyed without m r i o u s  confrontation. 

In  1982, the US and Pakistan ( the  l a t t e r  i n  concert with seven 
t r i b a l  agencies) signed an agreement t o  conduct a Tribal  Areas 
Development Project. The major a c t i v i t i e s  include water resource 
systems, road conetruction, and a supplemental fund f o r  s e l f  help 
projects  such a s  schoola, heal th  f a c i l i t i e s ,  flood control,  and 
i r r i g a t i o n  canals. Some reformulation of the provision8 was recently 
effected and the project  continues t o  seek improvement f o r  about two 
mill ion people on 10,000 square miles, while expecting t o  inh ib i t  
narcot ics  a c t i v i t i e s .  
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The World Food Progrow is also carrying out projects in the poppy 
area. Their project agreement also contains a poppy clause. The project 
uses food commodities as an incentive to farmers so they can afford to 
repair their terraces, grow grain, and improve their livestock. 

UWDAC has begun another developmieat and eradication program, this 
one in Dir District. With efforts in ocher areas giving results, this 
difficult poppy production region is now a target. A brief examination 
of that project is given in Chapter VI of this report. A program 
supported by the European Economic Community is also planned in Buner as 
a followup to the earlier UNFDAC activities there. 

A new effort is currently being discussed, the NWFP Rural 
Development Roject, to cover some other areas of the Province. The 
Government of NWP, the Aga Khan Foundation, and USAID expect to provide 
support for it. The International Fund for Agricultural Development 
(IFAD) and the Asian Development Bank are also expected to finance an 
area development project in Chitral District. 

In summary, the Governments of Pakistan, MJFP and its local bodies, 
the United States, United Natione, and other organizations are making a 
concerted effort to eradicate poppy growing in N W P  through a series of 
developmental and enforcement activities. The NUFAD Roject !Is one of 
these, important because of its successful enforcement, now via 
negotiation, while introducing improved agriculture and the provision of 
social and infrastructure services. It is within this overall effort 
thtt the evaluation took place. 

D. The NWFADP Area 

This project, begun with an integral approach to the problems, 
focuses, in the words of the Project Paper, on an area "that presents a 
stark picture of steep, barren hillsides with narrow rock walled terraces 
which cling to the slopes...around the villages." Nevertheless, Lta 215 
square miles with about 30,000 acres of cultivated land is home to some 
116,000 people. Before the advent of the project, it was a major poppy 
region with a fourth of the area dedicated to that crop. 

This project, begun in 1983, was first called the Gadoon-Amazai 
Area Development Project; the name was later changed to North Weat 
Frontier Area Development Project. Still cocamanly called Gadoon-Amazai, 
the project area is composed of two u=lion councils of Abbottabad 
District, one of Swat District, and four of I4ardan District. (See the 
project maps, Annex G . )  The project is administered from a special 
office in Topi; the Director coordinates the work with the Special 
Development Unit (Planing and Development Department) of the Province, 
the USAID office in Peahawar, and the three district offices. He works 
directly with union councils, with village project committees, and line 
agencies. 

Most of the project staff members, whether USAID or NWFP, are 
assigned to specific tasks vithin designated areas. These vary widely in 
access, resources, and time of acceptance of the project activities. 
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I 1. Nagrai Union Coucil, Swat Distric.:: - 
The Nagrai section is the northernmost udon councii in the 

project, seperated from the adjoining union councila by mountain ridges 
and accessible in about three hours by road from the Topi project 
office. The council is mountainous, ranging in elevation from 2,500 to 
4,000 feet with the fanning areas along the main drainage of the 
watersheds. All farmland utilizes terracing and ia cultivated using 
draft animals and man as the power sources. The majority of the 
subprojects can be reached only on foot, to the extent of a two to three 
hour walk from the nearest road. All materials for infrastructure are 
transported by animal or IMU, resulting in very slow progress in carrying 
out the subproject infrastructure vorks. 

The Nagrai segment of the project is unique to the other union 
councils in t h t  the poppy ban has been in place throughout the project's 
life. Too, it has the largest irrigated agricultural area in the project 
and the largest total combined irrigated and rainfed cultivation. Nagrai 
also possesses one of the largest project involvements in afforestation 
and the largest orchard acreage. It is also the moat receptive union 
council to the project efforts. 

2. The Hardan Union Councils 

Thc terrain of the four Hardan union councils in the 
project vary greatly in topography. They range from a broad, nearly flat 
valley near Topi, the headqvarters site, that encompasses most of Kabgani 
and Gandaf Union Councile, to sharply riaiag rocky hills northeastward. 
Gabasni and Ganichatra Union Councils are 8ituated in steep hill areas 
with precipitous ravines. The soil conditions are as diverse as the 
terrain, ranging from the better valley roils to ver, rocky river run and 
glacial till with patches of lrhallw soil between them. Almost all of 
the villages are as difficult for conetruction as for agriculture, not to 
mention the probleme of just living in this environment. 

Project acceptance also varied a great deal. Some villages 
requested eubprojectr almost immediately while others delayed for a 
year. The presence of the drug dealerr in Gandaf, a major marketing 
center, caured revere presrurer to be exerted on some fanners. The 
development activitier, plus enforcement permasion, has apparently 
eliminated poppies from thiu area for the time being. 

3. Nara Union CounciJ., Abbottabad 

Thie council,.once a prime poppy area, is located at the 
end of a new project road from Candaf. Formerly accessible only on foot, 
donkey, or horre, the village8 are perched precariourly on mountain sides 
ririu to 4,000 feet. Terracer shore up stripe of cultivated land, 
somewhat wider and with deeper eoils than lower down. The houses are 
also of better conrtruction and one village, Kalilar, has a large, 
beautiful wrque. 
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The Nara Union Council started cooperating with the project just 
three months ago. The relative affluence created by the high yielding 
poppy crop deterred their entry until they were aure the enforcement was 
there to stay. They have, hovever, nav entered wholeheartedly into tie 
project activities and several subprojects have been started. 

4. Bait Gali Union Council, Abbottabad 

This area, part of the Amb Independent State until its 
dissolution in 1957, is home to some earlier villages plus those that 
were displaced by the lake created from Tarbela Dam. There are no roads 
into the area. Transportation is via launch from the better area on the 
other bank, then tortuous climbs up and down very rocky mountains. While 
the elevation is not extreme, the remaining land is the upper 
prominitories of hills partly submerged. The terraced lands are mostly 
very narrov and with thin, rocky soil. Wheat, maize, a few pulaea, and 
livestock earn the f a m r s  their meager living. Indeed, this is the most 
poverty stricken of the project areas. Obviously the people's needs are 
great. There ia no doctor, few rural health dispenraries - nearly no 
services of any kind. They demonstrated indepth thought about their 
problems and are eagerly working to improve their lot. An intereating 
sidelight of that thought is that one village, Sathana, first requested a 
women's training center and their second subproject is to be a girl's 
school. That makes them unique in the project. 

E. The Evaluation Effort 

The external evaluation was contracted by USAID/Pakis tan vi th 
Development Aerociates, Inc., to be conducted in approximately six 
weekr. Three specializationr were included: area development, 
engineering, and a~riculture. USAID also provided a documentation and 
editing specialist from itr own fundr. The Gevernment of NUFP named the 
chief of the Special Development Unit of Planning and Development as an 
integral member of the team. Further, USAID officers in Washington, DC, 
Islamabad, and Peahawar, project personnel, and NVFP Government officers 
furnished docuasntr, orientation, and direct assistance to the team. The 
original Development Aesaciater contract was modified to add six Puehto 
speaking interviewern /interpreters from Peahawar University . 

The work period waa oraanited with just about two weeks in 
Washington, DC, Irlaaabad, and Perhawar for the orientation and 
documentation. This war followed by two weekr of intensive field work in 
Gndoon-Auzai and Dir Dirtrict, inepecting subprojects, intantiewing 
project professioualr, line wancy pernounel, local body officials, and 
beneficiarioa. (The contactr with officials are linted in h e r  E; the 
local body and other beneficiary intetviewa and the methodolody are 
explained in Annex C.) Eiaht days were dedicated to tabulation, further 
docuwntation search, and writing. A rough draft of the body of the 
evaluation report was qubmitted to USAID/Islamabad on July 19 after a 
preliminary verbal prerentation to IUWFP Government. During the Mission 
review of the draft document, the team prepared the annexes and edited 
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the report body in Islamabad. The Pakistan portion of the work concluded 
with the submission of a second draft on July 29. The final version of 
the report was prepared in the Development Associatea offices after 
receipt of the Hission cable on suggested modifications. 



I I. SUHHaaY OP PSOJECT ACTIVITIES 

The North West Frontier Area Development Project (NUFADP) was the 
first USAID drug related program to use an integrated approach to resolve 
the problems. That approach - infrastructure, agriculture, education, 
non-formal education and vocational training, and health - was expected 
to result in the elimination of poppy production jointly with and as a 
result of the effects of services to the beneficiaries, in conjunction 
v i  th enforcement. 

Huch of the time in 1983 and 1984 was consumed with financial 
alrangements, planning, and hiring the staff. Although the poppy ban had 
been announced and enforcement efforts had been made elsewhere, full 
enforcement had yet to commence in Gadoon-Amazai, the project area. A 
partial enforcement was done there in 1985-1986 vhich led to a 
confrontation betveen poppy supporters and the police in March 1986, 
resulting in several deaths. This difficult partial enforcement, 
however, was later followed by concentrated efforts to implement 
development with union councils and village project committees. Road and 
electrification subproject planning was well along. With the first 
enforcement, and then the negotiated eradication for crop year 1986-87, 
subproject implementation surged forward at a rapid rate in most union 
councils. The accomplishments basically occurred during the past twenty 
months. 

Infrastructure 

The Roject Paper's concept of infraatructure development was 
confined to roads, paths, potable water systems, and electrification. 
The line separating infrastructure and agricultural development has been 
blurred by the Project Paper's inclusion of agricultural buildings and 
irrigation schemes in the agriculture component, while project 
implementers have consistently regarded the two as part of the 
infrastructure cornpottent. For the purpores of this review, 
infrartructure will include schools, basic health units, veterinary 
dispensaries , other buildings , irrigation tube wells (drilled), hand dug 
irrigation wellr , irrigation ehannels (canals) , roads, water supply 
systems, and electrification. Obviously, this is a broader agenda than 
had been originally propored. 

Considerable progress has been made in road construction. The 
project has completed or has under construction more than eixty-three 
ailem of roads. (The R o  ject Paper envisioned only 33. ) On the other 
hand, only about one mile of footpaths has been built, compared to 
Roject Paper targets of 150 miles. This component essentially has been 
dropped during the early activities. 

Through the duration of the project, electrification has been 
prdnent in activity. Electrification war divided into two phases: 
Phase I, 6 villages; Ph.se 11, 25, with new feeder lines. Phabe I ia 
substantially completed and work has begun on Phase 11. 
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Schools have been another considerable thrust in project activity. 
Forty-nine schools are completed or under construction with 25 more in 
the planning stage. Some work has been dons on repairs, additions, and 
upgrading. Included in these numbers are faur girl's schools under 
construction. Six more are planned. 

Although the Roject Paper called somewhat vaguely for an expansion 
of basic health units, the number was not mentioned, nor was a proksion 
made in the budget. Accomplishments can be reported here. Five basic 
health units are under construction. No more are being planned. Some 
improvements have been made in the existing rural health dispensaries. 
Good progress is reported on veterinary clinics. One is complete and 
eight are under construction. Two more are planned. 

Three irrigation elements are being exploited: hand dug wells, 
tube wells, and channels (canals) . No check dams have yet been 
undertaken but 88 channels have been completed or are under construction; 
13 tube wells are complete or underway. Nine hand dug wells are under 
construction, and up to 35 are planned. 

All of the drinking water systems undertaken by the project are 
new. About 45 water supply systems are completed or under construction, 
and 21 more are planned. 

Given the diversity of the terrain and the difficulty of access, 
the quality of construction is good. The evaluation team visited seventy 
sites and found them as shown in Table 11.1. 

Table 11.1. Ratings of Infrastructure Inspected 
During the Evaluation 

Lating Number Percent 

Superior 11 
Statisfactory 31 
Unstatisfactory 4 
Not Rated (leveling, 
exca~ation) 17 

Rented Structures 7 

All of the structures constructed via project coannittees that were 
completed or far enough along to be rated were placed in the superior or 
satisfactory categories except two. Those two had temporary problems 
discovered at the time of the inspection. The engineer accompanying the 
evaluation team member ordered corrections on site. When those are made, 
the structures will be satisfactory. 

DEVELOPJ~ENT ASROCIATES. INC. - 



The two remaining were C6W completed structures that showed 
deterioration. In one, the concrete was crumbling in two wal ls ,  
making the soundness of the structure questionable. In the other, 
there was some slumping at one corner of the buildicg. That end of 
the structure was not in use because of the problem. 

Seven structures were rented, most of them for veterinary 
dispensaries that ori l l  be replaced when construction is complete on 
ON ones. One, homver, a women's center, is not scheduled for 
replacement. The site is a deteriorated house with insufficient 
space or light. It ia unacceptable for its functions. The r-oject 
is urged to include a nev building in its future plans. Since a new 
girls' school is to begin soon, the women's center should be located 
inside that compound or attached to it. 

The remaining infrastructures vere in an early stage of 
construction (leveling, excavation, foundation work). They could 
not be rated at inspection time. 

In summary, despite the few problems, the construction was 
found to be well done. No subproject constructed under a project 
committee agreement and aupenrised by the project staff was 
fundamentally faulty, only some temporary problems which would be 
corrected. The high infrastructure quality is a solid project 
achievement. 

B. Agriculture 

Although one of the main purposes of the project ie to 
provide an econoric alternative to the farmers of the region, it 
has, to no one'r surprise, demonatrated through various project cost 
analyses that it ir virtually impossible to compete on economic 
grounds with poppy cultivation. Finding economic alternatives to 
poppy will be a long tern and difficult task, particularly as 
dealers are reported to be willing to outbid any substitutionr the 
farmers may have. It is, therefore, imperative that an efficient 
ban on poppy growing also be in place ro that farmers will 
participate in the crop program. This was moat evident in the 
1985-86 wheat demonatration and rupport program in which the only 
participants were thore of the Nagrai Uaion Council where an 
effective poppy ban proaram ham been in place throughout the 
project. Overall, the crop improvement and new crop introduction 
pro8ra.r have been ruccerrful. The animal upgrading programs have 
met with a lesrer degree of ruccers due mainly to rentricted acce8s 
to project arear duriu 1986 and the lack of personnel. to follow 
throueh on an effective extension program for the animal husbandry 
remat. 

The project involvement of five unioa councils (Gandaf, 
Ganichatra, Gabmi, Kabgmi, and Bait Gall) har been directly 
related to the effectivaaesr of poppy enforcement. The Nara Union 
Council, until thir year, had steadfastly refused to be involved to 
any dearre with the project. 

DEVELOPMENT ASIOCIATESI INC. - 



1. Annual Crops 

During the initial stages of the project, the main 
thrust was in identifying, through demonstration plots, higher 
yielding varieties of wheat. Wheat is a traditional crop throughout 
the area and the principal crop competing vith poppies. Varieties 
appropriate to each of the differing irrigated and rainfed lands 
vithin the project area were identified and vere shown to produce a 
50% yield increaae using coaunercial fertilizer. Increases 
conaiatent vith the experimental results have been reported by the 
fanners, leading to a surplus of wheat in some areas which had 
previously been net wheat importers. Demonatration plots were 
established for maize and various other crops using improved 
varieties and at present, programs are underway to replace the local 
varieties of wheat and maize. 

There vere many demonstration plots and the farmers on whose 
land these were placed received free seed, fertilizer, and some 
labor coats. Some project rtaff members disagree with the provision 
of theae. h an early incentive, theae were vital to 
impleaentation. With the present need to somewbat curtail expenses 
in agriculture, repeated donations may need to be curtailed. 

With the aucceaa of the wheat and other crop program, the 
acceptance of new annual cropa to the area haa generally been good. 
The first aection in Table 11.2 ahom the progresa made in the 
agricultural program. The number of faraera participating in the 
program is also listed. 

2. Tree Crops 

The mass introduction of tree crops, including citrua, 
stone fruit, and nuta, war initiated in the autumn of 1984. To 
date more than 210,000 trees have been distributed to approximately 
3,000 farasrs. Aa a part of thie tree distribution program, some 
267 orchard plota of more than one acre in size have been 
establirhsd. To facilitate the introduction and aasiat in the 
eatablirlmnt of the orcharda, the project employs a full time 
worker on each orchard plot to care for and monitor the treer. The 
detaila are given in the third aection of Table 11.2. 

The receptivity of the farwra to fruit and nut orchards has 
lacreared and h a  been attributed to the perceived future profit 
potential. Alro, they aee the poaribility of intercropping with 
traditional cropr during the ertablishment period. 
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Table 11.2. NWPADP Agricultural  Program Slrmmnries 

I Demonstration Plots  1983-1987 

Crop 1983 1984 1985 1986 1987 
Frms A. Frms A. Frms A. Fnns A. Frms A. 

ea tn  1012 538 1289 796 859 889 - - - g 

i z e  - - 373 167 401 323 419 416 1438 2000 
Sunflower - - 55 21 7 3 - - - - 
Potato - - 41 7 162 27 107 16 - - 
Peanut - - 101 22 12 5 1 1 -  - 
Sesame - - 3 .5 - - - - - - 
Rapeseed* - - 24 8 60 81 9 11 - - 
Peas - - - - 29 8 15  6 35 14 
Tom t o - - 123 30 60 25 - 100 50 
Gran* - - - - 3 5 5 4 -  - 
Barley* - - - g 12 3 7 9 -  - - - - 12 8.5 - - 106 214 - - - 2 5 4 20 50 - g - - - 18 8.5 - - - - 
TOTAL 1012 538 2009 1052 1666 1299 582 513 1679 2278 

I Wheat Support Program 

eat* - - 3102 4500 261 618 5535 14735f* 

Fru i t  Tree/Orchard Program 

1983 1984 1985 1986 1987 
PRHSTXS FRHS TRS m s T R S m s T R S m s T R S  

Frui t  Treea - - 779 13835 879 23032 60 9716 1239 170872 

Note: FEtWS = Farmr, !CRS * Trees 

* The ac tua l  searon f o r  wheat, rapeseed, gram, and barley spans two 
calendar years, e.g., the planting period f o r  1983 would ac tua l ly  be 
1983-84. However, only the  beginning of the period i s  noted f o r  
ease of tabulation. 

** Not yet  planting time. 
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The afr'arestation program has focused on those 
individual and community lands that are unsuitable for farming. 
Most have been denuded due to grazing and fuel wood harvesting 
without regenerative management- TQ 8atc, 13 excess of 390,000 
trees have been planted on 166 plots of about 12.5 acres, totaling 
more than 2,000 acres. The project employs a caretaker/guard for 
each plot to ensure that adequate establishment of the trees 
occurs. That also provides a means of employment to the fanner 
during the transition period. The principal tree used in the 
propmm is the Chit pine, the native forest species, along with 
euc.alyptua, citrus, and mulberry (for anticipated sericulture). The 
latter species are used to provide a medium run (3-6 years) economic 
inct,ntive to guarantee the land holders' interest in the scheme. 

4. Animal Husbandry 

The efforts so far have emphasized general animal 
health care. (Table 11.5, in the goals section, details efforts.) 
The introduction of artificial insemination for cattle and buffaloes 
has been somewhat successful with 334 animals insednated. In 
addition, "Red Sindhiw cattle have been introduced for cross 
breeding with the local stock. "Fayoumi" chickens have also been 
distributed. These have ahown a marked improvement in the egg 
production. Crosses with local chickens have also glven more eggs. 

While plans are in place to expand the animal improvement 
program, effort8 are currently hampered by the lack of high quality 
forage and feed. Caztle breed improvement programs should not be 
pursued until an integrated program of forage/feed improvement is 
included. In the meantime, more attention should be given to 
upgrading sheep and goatsr 

Previously, the concept of model farming communities h ~ d  been 
contemplated. Due to the disturbances of 1986, which restricted 
accerm to the area and occasioned the departure of the specialist 
rerponaible for the program, little w a ~  done in this regard. This 
type of proaram merits reconsideration but should only be pursued on 
a long term (3-4 year) basis as the concept i~ new to NWFP. It will 
take rome time to a h w  the farmers the potential advantages of 
altering their prerent systems. 

5. brketinfi and Credit 

Thc funds earmarked for the agricultural marketing 
eegaent of the project have been reprogrammed. There are 
ertablirhed local marketing charmela for wheat, and those farmers 
with surpluses are able to accem these channel8 with little 
adsirtance from the project. However, with the expanston of 
non-traditional crops such as t~matoes, seed potatoes, and onions, 
it ir eaaential for the project to provide both inputs and - - 
aaairtance to the farmers in linking up with a marketing network in 
the relion. 
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Until now, there has been little activity in exploring the 
feasibflity of providing a low cost farm credit system as had been 
available to the farmers in the past from the opium traders. It is 
suggested that further investigations into the possibility of the 
W A D P  aponsoring an altetnative program or linkage with an existing 
Pakistan program. 

6. Increased Irrigation and Terrace Construction 

To date, 170 acres of inndl protected by new terraces 
have benefitted 172 farmers. An estimted 268 acres have been 
opened to irrigation with an addition of approximately 400 or more 
acres to be included when the channel con~rtruction schemes currently 
in progress are completed. The acreage fimres presented are based 
for the most part on land revenue records, acknowledged to be out of 
dat.e and unconfirmed. However, the amounts given generally 
correspond to field estimates. Improvement of some existing 
terraces could add more usable acreage. 

C. Off-Farm Employment Traininq 

The training component of the project has witnessed a very 
slow startup due to the delay in reaching an agreement with the 
Overseas Pakistani Foundation (OPF) for the construction of centers 
in the project area, delays in acquiring land for the centers, and 
the inability for work to proceed due to area inaccessability. 
These problema led to a decision by the PCU to pursue the placement 
of candidates in other programs. Training to date has been mostly 
in beginning skills in several fields offered by government 
institutions. The skills training arrangement with a conatruction 
contractor has never been conauaated. 

In addition to training, placement of those trained must be 
empharized. Without thie component, the trained people will become 
disillusioned; this could seriously affect the project's future. 

1. Oversea8 Pakistani Foundation 

A contract was signed with the Overseas Pakistani 
Foundation, in January 1985, for the construction of a training 
center in the MJFP and the provision of basic construction skills 
training. Upon cowencement of construction near Gandaf, the poppy 
enforcement crisis occurred, resulting in a hiatus in project 
activities for several months. During this period, the PCU elected 
to portpone indefinitely the construction in order to reevaluate its 
practicality. At the same >ime, the PCU initiated contacts with 
govetnacnt training agenciea and began placement of candidates 
accordingly. 



The i n t e r e s t  expressed by t ra in ing  agencies, both government 
and private,. a s  well a s  by applicants, has been f a r  i n  excess of 
what was original ly anticipated. The limited PCU t ra in ing s t a f f  has 
been almost overwhelmed and has not been able t o  respond t o  all the 
requests . 

2. PCU Ornanized Traiainq 

Due t o  the delay i n  the OPF involvement, the PCU 
assumed responsibi l i ty  f o r  organizing t h i s  function through existing 
sovemment t raining centers. Some 1250 trainees have e i t h e r  
completed o r  are enrolled i n  t rade programs throaghout the  country. 
Not qu i t e  half  of those t rained took the three month d r ive r  t raining 
course i n  Peahawar. Other skill area8 included were furniture 
makirg, welding, and pipe f i t t i n g .  The PCU is current ly 
establ ishing a program i n  conjunction with OFF t o  a s s i s t  trained 
individuals i n  job placement. Table 11.3 contains the relevant 
t ra in ing  data. 

Sixteen v i l lage  based women's centers have been established 
and staffed.  Sixteen more a r e  i n  the process of being organized. 
Some 394 women, ranging i n  age from 5 t o  45, have enrolled i n  s i x  
month courses a t  the six i n i t i a l l y  established centers. The program 
at present o f fe r s  basic a k i l l  t ra in ing  i n  l i te racy ,  numeracy, 
uering, cooking, embroidem, and heal th and sanitation. There a r e  
plan8 t o  expand the t ra in ing  t o  other  relevant topics  a s  acceptance 
g r m  (e.g ., home gardening, animal care, ser icul ture,  and midwife 
s k i l l s ) .  In thoue a i t ea  where tha program has been introduced, 
receptivi ty ham reportedly h e n  very good. Many have expressed a 
des i re  t o  expand the progras. The Unioa Council Chairman of Nagrai 
comented that there har been some dissemination of infomat ian  
gained i n  the t raining from part icipantr  t o  other v i l l age  wonen. 

Beneficiaries and the Project 

The evaluation ameased opinions about the  project 
a c t i v i t i e r  through intemiewa with 27 union council members and 
project caaai t tee  leadera, and with 192 other vi l lagers .  (The 
detai led frequency tables  and narrat ive explanations a r e  contained 
i n  Annex D; those are mumarited i n  t h i r  section.) Puohto rpeaking 
graduate rtudentu, experienced i n  surveyu, conducted the beneficiary 
interviews under rupervision. (The aethodalogy and sampler a re  
explained i n  AMar C.) 

The repl iea of the union council member8 and v i l lage  project; 
leaders were almost exactly a l i k e  ao they e r e  t reated together. 
Those of other  v i l lagers  differed suff ic ient ly  t o  warrant separation. 
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Table 11.3. MJFADP Training Summary 

I a a t i t u t i o n  Trade Trained Enrolled 
Foreat College 

Peahavar 
Poly Trade School 

Swat 

Tech. Trng. Ins t .  
Nowehera 

Univ. of Faisalabad 

Tech. Trng. Center 
Wingora, Swat 

Occup. Rehab. Center 
Kslabat, Haripur 

Tel. Ind. of Pak. 
Haripur 

Poly Trade School 
Peshawar 

Pakgeraan Wood Fty. 
Peahawar 

Asghar & Co. 
Peahawar 

Jawad & Co. 
Peahawar 

Hat. Lagiat ic  C e l l  
Gujranwala 

Gov't Driver Trng 
Peahawar 

hch.  T m g .  Center 
Perhawar 

VVFPADP-Topi 
kputy D i r .  Agric. 

Pbrdan 
him1 Huab, Hoop. 

Agriculture 

Carpentry 
nasonry 
We?.ding 
Plumbing 
E lec t r i c i an  

Tracer 
Welding 
Elec t r ic ian  
Carpentry 

Elec t r ic ian  
Auto Mechanic 

E lec t r i c i an  
Auto Mechanic 
Welding 
Elm. Super. 

Apprentice 
Electronics 

Ref. & Air 
Cond. Mechanic 

Wood Tech. 

Wood Tech. 

Wood Tech. 

E lec t r ic ian  
Auto Mechanic 

Driver 
Mechanic 

Tai lor ing 

Clerk Trnee 

Agric. b a t .  

Mardan Stock b a t . ,  21 .I 

-. 
iubtotaln - 698 561 
Iota1 Trained and Training 1259 



- - p p  pp 

Most importantly, with a very few exceptions, the opinions of 
both groups are very favorable about the project. This was 
generally true whethel* their villages had participated two years, 
one year, or three months. They were enthusiastic about water 
supply systems (they often related how many hours a day previously 
spent in carrying water), schools (for boys and girls), health 
facilities (formerly few except via long journeys), and fruit tree 
planting. Curiously, many of those who had recently benefitted from 
the construction of a road often forgot to mention it until reminded. 

As would be expected, those villagers that had not received 
seed, fertilizer, and fruit trees were unhappy about that and always 
requested them. The demand testified to their acceptance of the 
program. The beneficiary opinions on the extension workera, 
although mostly positive, contained some coniplaints: the agent had 
not yet worked with them (mostly in Nara which had joined the 
project 90 &yo earlier), the agent didn't come often enough (the 
workers have large territories and walk to the villages), and 
alleged favoritism (the latter was due to a schism in a village). 
Except for the newly participating union council, the complaints 
were from a small minority of the farmers. 

There was also a difference of opinion with respect to two 
sets of infrastructure subprojects: thore that were constructed by 
line department contracts and those conducted through project 
committees. The contractors bring in all the labor and materials. 
The project coanitteea, the intetviewees pointed out, hire only the 
specialists not available in the area; a11 other labor is from the 
villager. Too, much of tha rock, gravel, and sand is obtained in 
the area, again providing wages. The beneficiaries see the 
employment generated ar an important component in making a living 
while switching from poppies to other crops. 

It must also be pointed out that the benefic.taries requested 
some subprojects that are impossible within the project finances: 
an expensive road along the lake and into some other areas, 
electrification to very remote villages, more high schools than are 
warranted by the population. That does not mean they requested, in 
moat carer, thi-s that are not needed, merely that they would 
require unusually large amounts of money. 

Union council members and village comittee leaders, because Z 

of their intense involvement with the project administration and 
technical staff (they usually also had more education than most 
other villagerr), tended to plead their caure in more concrete 
temr. In addition, they had a m e  valuable recomendat tons for 
project improveaent. They asked for more help during e .bproject 
planning and more frequent inspections during construct on to avoid 
redoing sections. They also suggested that a simple of:ice-storage 
building at council sites would reduce trips by themselves and the 
technicians, and reduce lorser of materials. The union council 
members were more cognitant of needs in their other villages and 
rometiner atated that an equitable distribution of subprojects was 
important. 
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Although there was a great deal of discussion about poppies 
and enforcement, almost everyone appears to accept the change. The 
interviewers reported that even in casual conversation, few people 
said they would plant poppies again if they could. Indeed, the 
graduate students noted a strong religious argument against the 
drug. A few farmers stated outright that unless they received more 
agriculturalasaistance, they would be forced to revert to poppies 
to feed their families. A coastant topic in one area was a project 
sponsored orchard that had been cut down. They blamed drug dealer 
agents and strongly resented the act. 

In summary, the project has made important inroads into 
villagers' opinions. Host have seen benefits or potential benefit8 
from the activities and waot to continue working with the project. 
They understand what is being attempted and are, by and large, in 
favor of the change. They greatly appreciate the infrastructure 
subprojects and worry primarily about their ability to make a living 
outside the opium poppy culture. 

Institution Building 

An important element in the project rationale was that of 
helping the line agencies improve their planning and accounting 
procedures, and reporting. This was considered essential to 
effective project implementation. Just a8 \1, the project was 
slated to assist the Project Coordinatior key agency in the 
aye tem . 

Roject Coordination Un, 

The Roject Coordination Unit (PCU) was created to 
help coordinate developaent vork for Gadoon-hzai. This 
organization consists of a director, and technical and 
administrative staff. This is a new institution and, judging 
primarily by growth in the number of subprojects, it is working 
vell. The PCU must share both the credit for pushing the project to 
the current high level of activity and the blame for having the 
records, procedures and organization in a state of disarray. It 
would benefit the overall project greatly if it could improve its 
procedurea, complete the records, finish more subprojects, and pay 
for those succersfullp completed. All of these item8 are within the 
purview of the PCU. 

Although some institution building has been carried out, more 
is required. Reporting is the chief area requiring improvement and 
that ahauld involve data input from the earliest indication of 
subproject approval through final inspection and final payment. 
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2. Line Agencies 

Appropriately because of the nature of the subproject 
implementation (cog., road construction) or the need to have long 
term involvement between the line agency and the communities (e.g., 
agricultural extension), working capacity assistance is desirable. 
Institution building orith the agencies has varied, depending upon 
the atrucmre of the agencies. 

Although the interplay of the project with Communications C 
Works (C&W) has been continuous, the results have not all been 
positive. The demnds the project put on C&W, both technical and 
administrative, have not been accompanied by sufficient upgrading of 
the quality of its work. C h W  continues to insist that the technical 
proposal requirements can be net but problems still remain. C&W 
atrtes that the specifications are not too strigent but their work, 
without close supervision, does not always meet the USAID 
standards. Additionally, C&W laments that other agencies allow them 
to relax specifications in remote locations and that this project 
will not permit this. These difficulties have not yet been resolved 
and several reimbursements are still pending. The CbW Department 
has stated that it is willing to do what is required by USAID to 
resolve the difficulties. 

The Water and Power Development Authority (WAPDA) has been 
another big player throughout the project but has also shown little 
laproveaent in its ability to carry out some of the work. It holds 
an almost unassailable position in that it is the aole source of 
electrical power and has the only techniciana trained to handle 
power infrastructure. So far, it appears that WAPDA has done what 
it pleased. This ha8 included some poor conatruction, weak plans, 
and a minimum of electricity actually being distributed in the 
Gadoon-hzai. Progresa is apparently being made in that agreements 
.have been reached to correct faulty construction and steps have been 
taken to preclude this from happening in Phase 11 electrification. 
Some progress is therefore being made toward the goal of institution 
building. Pollowup will be required to improve planning, 
implementation, and reporting. 

The coordination of efforts and exchange of ideas between 
project staff and the agriculture related line agencies have been 
continuour and have reportedly been beneficial throughout the life 
of the project. However, the upgrading of line agency and project 
perromel through in-service training has not been pursued at the 
r u e  pace ar have project development advancer. This has resulted 
in certain rubject area deficiencies, and in over dependence on 
outside technical asristance. 

P. Special Development Unit 

The Special Development and Enforcement Plan (SDEP) was 
prepared after the NWPADP began. It serves as the umbrella under 
which: i) enforcement activities are carried out and ii) 
development activities are initiated by the Special Development Unit 
in roae poppy growing areas (Dir and Chitral District, Haneehra, 
Tribal Arear, and Bajaur and Hohmand Agencies). 



The SDU is charged with formulating project plans for the 
different areas as vell as with project coordination, monitoring, 
and evaluation. To date, the development activities of the SDU have 
been liaited primarily to initiating the Dir project due to delayed 
funding and staffing of the organization. The SDU will become a 
viable body to carry out its mandate when the full compliment of 
required staff is recruited and trained. Even though the M r  
project was initiated with minimal ataff, adequate oversight in the 
project implementation phase will not be possible until the unit is 
properly staffed. 

C. Project Paper Goals Versus Attainments 

Due to the burst of activities after the early 1986 
slowdown following enforcement difficulties, project achievements 
currently compare favorably with the Project Paper goals. Eighteen 
months remain until the end of the project. 

In the Roject Paper, goals were set out both as discrete 
subprojects and volume of dollars to be spent in specified 
categories. Table 11.8 compares the expected level of expenditure 
by sector with the likely end of project status. The physical 
comparisons are given in the intervening tables. 

A fev infrastructure aubprojecta were begun in the 
early years but as with most other activities, construction is in a 
fast stage of development. Table 11.4 sets out the Roject Paper 

Table 11.4. Comparisons of Goals, Accomplishments, and 
Further Commitments 

Item Project Complete or Committed 
Paper Under Const. 

Road8 33 miles 
Footpaths 150 miles 
Electrification 33 villages 
Basic Health Unite 0 
Irrigation Tubewells 375 acres 

Dug wells 
Channels 

Water supply 55 
Schoola repbit 3 5 
Schools built 3 0 

63 miles 
1 mile 
10 villages 21 

5 
13 wells 5 
9 wells 35 
88 
4 5 21 
(included in built 1 
49 each 25 
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goals, the completion/under construction figures, and others tha t  
are committed but not yet  underway. While it has proven somewhat 
d i f f i c u l t  t o  equate i r r iga ted  acre8 t o  w e l l s  and/or channels, i t  i a  
a safe  assumption that the acreage requirement is more than met by 
the number of wells and channels i n  progreaa. It appears, 
therefore, tha t  bar ica l ly  the targets  a e t  out i n  the R o j e c t  Faper 
w i l l  generally be at tained o r  exceeded. One exception i s  footpaths, 
purposely postponed wtil a later project because of other i t e m  
tha t  were more urgent. 

Conaidering that a g r i w l t u r a l  a c t i v i t i e s  i n  f ive  union 
councils were Tor the moot part suspended f o r  a time, and tha t  one 
union council did not part icipate i n  any of the programs u n t i l  t h i s  
year, agr icul tura l  achievements i n  re la t ion  t o  Ro j ec t  Paper goals 
have been remarkble. In a l l  cases, goals have o r  w i l l  have 
exceeded the targets.  Table 11.5 shows the quantifiable data t o  
date. 

Table 11.5. Ro j ec t  Agricultural Targets and Achievements 

Item PP Targets Attained 1 
Farmera Assisted 10,000 12,000+ 

Wheat Production 13,000 Plus 
Increase t o  6,000 Acres 
1000 %/A. 
and Rovide P e r t  19,000 19, BOO+ 

Dsao, Tr ia l  and 2300 Acres 5,680 A. 
Contract Plots 

New Ir r ig .  Land 375 Acres 267+ 
(600 more W/Current 
Proj. Completion) 

Fire wood Production 500 Acrea 200W 
( Incl. Mf ors  . 

Animal Husbandry 

Chicks Dietrib. 10,000 
Catt le  Breed 

Iaprove/Insminate Unspec . 
General Care Unspec . 
Vaccinations: 

Cattle/Buffalo Unapec . 
Chickens Unapec . 

11,600 

50 Cattle/334 Insem. 
69,223 case v i s i t s  

17,985 
5O,OOO+ 



Off-Farm Employment Trainiq 

Ae notec! previously, the training segment of the 
NWPADP has witnessed many difficulties in implementation. It has, 
just within the past year, gotten off the ground. While the program 
falls very short of Roject Paper goals, the current activities 
initiated by the PCU are quite impressive. There is, however, much 
room for more involvement in all areas. (See Tables 11.2 and 6.) 

Table 11.6. Project Goals and Achievements in Training 

ITEM PP COALS ACTUAI, 

OPF 
Centers 
Training 

Blytechnical Institute 

PCU Organized 

Oversea8 Training 
Male 
Fenale 

In-Service Training 

3 
1100 Annual 

300 Annual 0 

900 Annual 349 

0 1259 
(trained & in training) 

60 person months 6.5 person monthr 
2 2ersons 0 

540 person months 8 person months 

4. Sumarp Project Comparison 

Another way of comparing goals to attainments is 
illustrated in Table 11.7. That compilation ahows the percentage of 
fundr each aector waa expected to utilize (Project Paper), in 
comparison with the rector percentage8 of actual plua committed 
expenditurer. The largert increaae ia that for agriculture, almost 
double the original proportion. That waa due to an intentional 
chaqe. It became obvious that the main hope of curtailing poppy 
production war throuah other faraing activities. A aubstantial 
increare war rpent for training for off-farm employment. 
Infrastructure is lerr than anticipated. In all the reat, the 
coritted expenditurer are lean than thoae in the Roject Paper. 
(There ram comparirona, but utilizing time, are shown graphically 
in h e x  C.) 
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Table 11.7. Weighted Sector Comparisons of Project Paper 
Goals vith Level of Project Effort 

( X  of Sector Allocation Compared to X of Actual 
Expenditure 

I Project Paper ( X  Projected) X Probable Implementation* 

I. &ticulture 13. 3 2 6 
1 Infrastructure 33.6 2 6 
1 1  Off-Farm 9.0 18 
IV. Roject Haaapment 8.0 2 
V. Technical Assistance 14.3 11 
VI. Contingency 20.0 16 
VII . Evaluation 6.8 1 

I I 
*NOTE that this is without the deletion or postponement of any 
planned projects. The percentage of infrastructure will drop if 
selected items are held for completion under a future project. Refer 
to Table 11.8 for more information on the financial picture. 

H. Roiect Financial Status 

Roject staff, in working with the evaluation team, came to the 
realization that the project was overcommitted in financial terms. If 
all activities that were currently underway or planned in the PCU were 
pursued to completion, NWFADP would over spend the budget by 5.3 million 
US dollars. A decision has been made to postpone some activities for 
another project (Cadoon 11) , thereby reducing planned expenditures 
somewhat. Activities currently expected to be postponed are as follows: 

Irrigation channels - 30% of the planned level of effort will be 
ohifted to Gadoon 11. Individual channels are not yet designated. 
Since approximately 35 channels are in the planning stage, 
postponing should not pose a major problem. 

Telecomunications - No provision was made for this component in 
the PP or the original budget. The total amount currently planned 
for thia aapect will be moved to Gadoon 11, the amendment for 
another phase. 

Electrification - Project staff have decided to leave 30% of the 
cost of Phase I1 electrification until the project extenoion. 
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Health - 30% of planned expenditures will be undertaken during 
the project extension. 

Roads - Several planaed roads can be shifted to Gadoon 
Those currently designated are as follows: 

Bait Gali link roads 
Gabasni - Katagram road 
Ganichatra - Leeran road 
Sokelai - Amrai road 
Nagawai - Nagrai blacktopping 
Charorai - Handao road 
Gall - Kangrocha road 
Kabgani - Utla blacktopping 

The last road mentioned above may be difficult to postpone 
entirely, since blacktopping already appears to be in progress. 

One bridge on the Beta Khwar will also now be undertaken in 
Gadoon 11. 

Blacktopping of the Gandaf - Halikabad road (Phase 1 & 21, 
currently planned as a project activity, will be completed by 
the GONWPP using its own resources. 

Table 11.8 gives an update on likely end-of-project balances if the 
previously discussed items are moved to Gadoon 11. Planned 
expenditures are drawn directly from PCU submitted work plans, which 
have not as yet been negotiated with and finally accepted by USAIII. 
For example, nine of the roads included in PCU workplans have not 
currently beer: accepted by the USAID Engineering Office as a part of 
their planned work for the next eighteen months. In totalling 
estimates for the 356 subprojects that the Peshawar Engineering 
Office now includes in its monitoring report as coupleted, under 
construction or planned activities, it appears that US-UD had taken 
work with reupect to infrastructure (including  schools and 
irrigation) worth roughtly $2.2 million more than the budget 
allocation for thoae items. This is, of course, without moving any 
activities to a Gadoon 11 activity. 
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Table 11.8. Approrimste Financial Status of NUPN Project and Amounts 
Planned but Postponed to a Second Project (US $000) 

Expenditure* Plan** Balancef Plann* 

AGRICULTURE 2,707 
Ag Products 906 
Ag Market 300 
Irrigation 750 
Watershed Mgmt 751 

INPRBSmCTURE 
Roads 
Donkey Paths 
LGm 
Electrif 
Telecom 
Water Supply 
Basic Health 

OFF-FARM 1,846 
Education 532 
Baaic Trades 614 
Advanced Trades . 700 

EVALUATION 200 

TOTAL 20,201 9,804 11,803 (1,406) 3,659 

* This includes actual e.pendituree to 6/87 ($7,210,000) pluu 
remaining planned expenditures necessary to c&nplete those 
activities on which fund8 have already been expended. Exchange 
rate of 17 RIB-1 US$. 

** Planned colums under Gadoon Id11 relfect activities included in 
COP workplans and not those activities to which USAID has currently 
comnitted itrelf to fund. 

*** The following two activities, which are now to be undertaken during 
Gadoon 11, ate not currently included by the program office as 
planned expenditurer: 

Bait Gali link roads $468,750 
Kabgmi-Utla blacktopping $l,OOO,OOO 

Am noted, if the latter cannot be shifted to Gadoon 11, that amount 
will need to be added to planned expenditures for Gadoon I, putting 
the total balance at 406,000. 



Development activities such as those already undertaken by NWFADP 
have hardly begun to saturate the region. The potential for future work 
remains in virtualy all existing categories. Some attention should also 
be given to nev areas, such as agricultural marketing and maintenance of 
infraatructure subprojects. 

A, Infrastructure 

The thrust of the activities so far has been in irrigation, 
electrification, roads, schools, health, and water supply. But there are 
still ample opportunities for more infrastructure subpzojects. From the 
evaluation team's survey, conducted at the project committee and union 
council level, sixteen percent wanted more water supply subprojects, 
sixteen asked additional, schools, twelve percent wanted more roads and 
footpaths, eight percent requested additional basic health units, and 
four percent wanted electricity. Even though opportunity still exists 
for infraatructure development, it would behoove project managers to take 
a more critical look at priorities and regional planning so that maximum 
impact can be gained from each subproject embarked on in the future. 

It is also time to reorient the focus of activities in the project 
and look at such things as drainage in villages, expanding good water 
scpply systems, improving poor water supply systems, and getting amximum 
benefit from the water available, both for sanitary and irrigation 
uurpose8. Another vital area of concentration is training villagers in 
water supply system operation and maintenance, Hissing in conaideration 
in this project is maintenance of infrastructure subprojects after they 
are completed. It ia pure folly to go into a virtually undeveloped area, 
give them systems they have never seen, and expect them to use and 
maintain them without difficulty. This project should be taken up in the 
remaining time of this project and emphasized in any extension. Project 
officials vould do well to study a drinking water supply system ln Dir, 
where the users have guaranteed, in writing, to pay the costs of 
operation and to maintain the system. Every effort should be made to 
establish these responsibilities in Gadoon-Amazai. 

Some roads that are nearly completed show signs of erosion at this 
early stage. C&W etated that it does not have the resources to a a d g n  a 
matntenance crew to roads until they are completed. Haintenance of road 
projecte ehould be clearly specified in the construction contracts. 
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B. Agriculture 

Aside from the maintenance, monitoring, and expansion of 
current involvements, there is a visible need to pursue a forage and 
animal upgrading program, posaibly through an integrated model farm 
approach (as suggested and initiated by the technical assistance teaad in 
order to combine all the specific factors of small scale farming into a 
single effort. The current division of responsibilities among the 
different line agencies does not lend itself to this type of 
involvement. It requires an outside agency such as the PCU, which has 
resources and coordination capability, to conduct such aprogram. 

The extent to which the forests have been denuded indicates that an 
expanded effort in afforestation is essential to provide a future source 
of fuelwod and cash crop lumber. 

As more farmers in the project area gain understanding and 
confidence, growing alternative crops will increase. Emphasis on 
marketing assistance wi l l  then become more essential. Currently, little 
information is available on the market linkages for and price structures 
of the numerous new crops that have been introduced. While there is a 
fairly well defined system in much of the rest of the country, project 
assistance in coordinating and introducing the fanners to the workings of 
this system will be necessary. 

At the same time, a source of short tern credit must be 
established to replace that operated by the opium traders. Exploration 
of existing cooperative and other small fanner credit programs should be 
done, and one or more should be assisted to provide credit to the 
farmera. These small fararere have no working capital. 

Agricultural extension has yet to make use of illustrated pamphlets 
and poatera on different agricultural practices. These could be 
distributed to schools, farmers, and community based organizations such 
aa the village cocncils. Tb.2 use of this technique can enhance efforts 
currently being made by the ertension staff as well as expose the farmers 
to improved agronomic practices. 

It ha8 been estimated that an additional 272 acres of land 
involving some 294 farmers could be levelled for terracing in the project 
area. Prior to pursuance of this type of aubproject, it is suggested 
that an economic analysir be undertaken to detennine the cost benefit 
advantage since this effort is proposed for land that is at best 
marginally suited for productive farming. Construction and repair of 
mall terraces can be accomplished by the farmers if advice and 
facilitation such as those provided by the World Food Program in other 
parts of NWFP are incorporated. 
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C. Off-Pam Employment Trainiaq 

Even though t h e  project  got off t o  a slow s t a r t  i n  t ra ining,  
response from the general public f o r  fu r the r  programs i n  a l l  sec tors  has 
been positive. While i t  was envisioned t h a t  the majority of t ra ined 
individuals  i n  a l l  d isc ip l ines  would have t o  h a v e  the  project area f o r  
su i t ab le  employment, the e f f o r t s  t o  da te  i n  placement assis tance have not 
expanded t o  meet this need. While continued arrangements v i t h  outside 
agencies such a s  OPP a r e  ant ic ipated,  i t  w i l l  become more and more 
important f o r  the PCU t o  take the  lead i n  ensuring t h a t  adequate 
a t t e n t i o n  is p a i d  t o  procuriqg j o b s  f o r  those residents  who have received 
t raining.  I f  a nat ional  ?anpower study is  not avai lable ,  it should be 
conducted t o  assure reasonable chances f o r  placement. 

Despite the pos i t ive  response i n  most areas  regarding the  
non-formal t ra in ing  of women, the program i s  still i n  i ts infancy v i t h  
respect  t o  the course work offered and the number of centers,  and 
par t ic ipants  enrolled. Desired expansion t o  accommodate i n i t i a l  project  
goals  and even t o  go beyond them has been expressed by both PCU personnel 
and most par t ic ipa t ing  union councils. 

In-service t ra in ing  courses f o r  upgrading PCU and l i n e  agency s t a f f  
have been few and i s  a very important mechanism f o r  improving the l e v e l  
of operational s t a f f .  Such t ra in ing  would a l s o  help reduce the 
dependence of project  personnel on outside asaiatance, both foreign and 
domestic. While it i s  doubtful t h a t  funds a r e  ava i lab le  under the  
present project  s t ruc ture ,  t h i s  component should be foremost i n  any 
followup projects  t h a t  occur. 

Do Indus t r i a l  Estate Proposal 

While i t  is acknowledged by a l l  pa r t i e s  involved tha t  t h i s  
venture is high r i s k  and t h a t  there is some precedence t h a t  might suggest 
l imited success, the extremely l i b e r a l  f inanc ia l  incentives offered by 
the GOP appear t o  have made the  idea a t t r a c t i v e  t o  a number of 
established enterprises. The terms offered by the  GOP include a 50% 
pover subsidy, low cost  business loans, and a 10 year tax  holiday. 
Considering the  incentivee offered and the des i r e  of the area o f f i c i a l s  
and residents  t o  provide an employment ou t l e t  i n  the  area,  the scheme may 
have a good poss ib i l i t y  of surv iva l  over the  long term. 

Incorporation of the  Kala Dhaka i n t o  the  Project 

The evaluation team studied several  documents r e l a t ing  t o  poppy 
growing and the  lack of development i n  the Kala Dhaka area  of Hansehra 
Dis t r i c t .  It i s  of i m e d i a t e  i n t e r e s t  because i t  was reported tha t  
increasingly,  poppy cu l t iva t ion  displaced from the  project  areas  is 
m ~ i n g  t o  Ksla Dhaka. 

-- DEVELOPMENT ASSOCIATES, INC. - 



The Kala Dhaka is a rugged mountainous area with limited 
launch-foot access when the lake is high, and ctherwlse, entrance is only 
on foot - many hours of mountain climbing. C&W is building a road into 
the beginning of the area, and when complete, access wil? be facilitated 
but by no means made easy. 

Two years ago, the former Mansehra Deputy Coaamissioner prepared a 
concept paper on the developmental needs of the area (extracts in Annex 
F). He pointed out the transfer of poppies to the Kala Dhaka and the new 
and detrimental activities of the agents of the drug dealers there. He 
suggested that the dire poverty and the lack of services (for example, no 
doctor and precious few other health facilities) would make the opium 
money attractive to the farmers. 

Intetviews with other Government officers supported the statements 
in the concept paper. The present Additional Chief Secretary of Planning 
and Development, for one, concurred that action must be taken in Kala 
Dhaka. He had served for m a y  years in the district. A scheduled team 
viait to the area was cancelled because of an official visit by high 
ranking officials to Nansehra. Though first hand observations were not 
possible, the study of the documents and the interviews with 
knowledgeable officials convinced the team of the wisdom of adding Kala 
Dhaka to the next phase of the project. 

That effort, however, will require some special actions and 
preparations. The team's suggeations, from its limited exposure, are: 

As early as poaaible, a design team should explore the area, 
attempt to improve the statistics on population, servicea, and 
poppy cultivation, and from these, devise an adequate project 
approach. 

Conaideration should be given to the formation of a auboffice 
in Manaehra; total adminiatration from Topi or Peshawar would 
be too time consuming because of travel; developmental 
activities would be slow and probably erratic without the 
Mansehra off ice. 

Engineering, agricultural, foreatry, and other specialists and 
field asaiatants should be assigned full time to the Kala Dhaka. 

USAID mubc coordinate its development efforts with activities 
undertaken by SDEP. 

The Swiss Technical Mission, UNFDAC, and some other agencies have 
expressed intereet in the region. A coordinated or area designated plan 
will be required. 



IV. TECBNICAL ASSISTANCE ACTIVITIES 

A long term technical assistance contract was let to provide 
general assistance to project management and in some specialized fields. 
Thtc contract has expired and no technical advisers are with the project 
at the present time. The technical assistance staff was severely 
hampered by the slow program startup and the enforcements. At this 
stage, project officials have requested no additional long tern 
assistance. 

A. Technical Assistance Assessments 

The interruptions of technical assistance and the weak reports 
about it, made assessment of the past activities tenuous. Utilizing 
those reports, and supplementing them with project staff perceptions, 
furnished the following briefs. 

As previously noted, the agriculture goals in all areas of this 
aector have been exceeded. With 18 months left under the current 
project, achievements should go well beyond what originally planned. 
Success in this area can be attributed partly to the efforts of the TA 
team in conjunction with a highly motivated field staff. 

The training component apparently received little assistance from 
the team. The mrginal successes seem to be results of the work of PCU 
personnel. 

The long term contractor provided very limited short term technical 
assistance in design and planning for inPraatructure subprojects despite 
the critical needs. The problems with aome line agency implementation 
increaaed the work loads on the PCU. In addition, PCU has been unable to 
adequately compensate its engineering staff, reaulting in high turnover. 
USAID, therefore, found it neceaaary to give technical assistance to the 
PC' engineers and to perform some of the work itaelf. Unleas the line 
agency deficiencies are reaolved, and until the Government of NWFP raises 
aalariea eufficiently to hold the peraonnel, the USAID involvement muat 
continue. That aaaistance must be built into the design for Gadoon 11, 
including the Kala Dhaka efforts. 

B. Future Aaaistance Requirements 

There are many problem remaining to be solved, despite the 
successes of the past two years. Some of these can be attacked with 
short term consultants; othera will require medium term or repeated short 
term assistance. Short term help should be glven soon in several fielda. 

Agriculture 

Some imediate short term assistance is required on the uae 
of fertilizers for different crops grown under irrigation or with rain. 
Fruit tree pruning at early growth stages aqd "backyard" poultry raising 
need help. All of these are relatively urgent and they could probably be 
provided by Pakiatani specialists. 
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There are several other specializations that should be brought to 
bear on the agricultural sector; these will demand at least medium term 
assistance; some -will be required at regular intervals. The most 
pressing of these are the orchards. While extension worker training in 
an established fruit area will help, now and in the next five years, many 
problems will need attention beyond the capability of these technicians. 
Professional inspections will identify the problems; the fruit tree 
specialist must determine appropriate remedies and at the same time, 
train the extension workers so they can handle them in the future. This 
specialist should be contracted for at least 60 dayslyear. 

Marketing will become critical in a year or tvo so a systen should 
be designed soon. It will involve quantifying the products, determining 
grading and/or packaging requirements, and identification of potential 
markets. At the same time, exploration will be required on how to 
market, whether through middlemen, informal farmer arrangements, or 
cooperatives. 

Farm credit, especially for working capital, is an urgent technical 
assistance topic. As noted in other sections, most farmera earn so 
little that their year-to-year carryover is insufficient. Some credit 
programs already exist in Pakistan, both zhrough cooperatives and for 
individual small farmers. The possibility of their operating in 
Gadoon-Aamzai must be investigated. Other credit sources should be 
explored. 

There are several other fields that need attention: forestry 
management, rational poultry operations, livestock feeds and forage 
improvement, and livestock improvement. 

Inf rastructure 

One poesible solution to upgrading the technical 
performance of the line agencies would be to give them technical 
'assistance in those areas in which they need help. Such assistance could 
be done by local specialists. The following kinds of aasietance are 
needed : 

(For CCW) Survey technical proposal preparation, laboratory 
engineers, estimators, quality control engineers, and maintenance 
engineers. 

(For WAPDA) Distribution planning, disctibution inf raetructure 
engineer and maintenance engineers. 

It is not clear whether technical assistance would be accepted 
or help. USAID should explore this and other aven..:!~ to obtain better 
cooperation and higher quality subprojects from these line agencies. 

3. Training 

Upgrading, coordination, and administrative consolidation 
of the training functions could be benefitted by the assistance of a 
training program professioual. It would be particularly useful in the 
area of in-service training for project related staff to have the 
assistance of a training specialist in helping to assess training needs 
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and developing a plan to respond to those needs. Some markat analysis of 
employment opportunities could also be useful in helping determine future 
vocational training opportunities offered to area residents. Some of the 
project paper's orignal assumptions regarding employment possibilities, 
such as a stable Arabian peninsula job market, have not withstood the 
test of time. 

4. Project Reporting 

Repeatedly through :he evaluation process, there were 
problems with finding documents, with the documents themselves, and with 
missing information in them. 'An information management system 
specialist, with experience in agriculture and infrastructure programs, 
is urgently needed. The great mass of information now coming in with the 
accelerated project activities appears to be too much for the system. 
The system itself and the data coming in require modification. 

USAID has initiated a new subproject monitoring f o m  that 
is an improvement. Some errors and omissions were detected during the 
evaluation review and those need to be corrected. The Mission also let a 
contract to design a monitoring and evaluation system for its activities 
in NWFP. If that proves adequate to the tasks, some application to 
MJFADP may result. 



v. OBGANIZATIONAL s m u m  AND INTEBbCTIONs 

In spite of many difficulties, the project has accomplished much of 
what it set out to do. It has reduced poppy production and has made 
great strides in area development. In addition, project related staff 
have made tremendous efforts in the last year and a half to try to make 
up for earlier problems in implementation. 

While these efforts have led to a commendably high level of 
activity, the management burden of completing planned activities in the 
remaining t h e  frame will be a heavy one. This is particularly true 
given the project's prevailing organizational structure and certain 
weaknesses in the performance of cooperating line agencies. 

The graph in Annex G helps illustrate the burden of work 
remaining. It compares time and current /planned expenditures. With 
respect to agriculture, for example, the graph points out that with 24% 
of planned expenditures made, 76% of the fwds remain to be expended or 
reimbursed in the project's last 18 months. The percentages of work 
remaining in infrastructure and off-farm employment Training are even 
higher. 

Another way to look at this is by examining infrastructure 
subprojects which are more quantifiable than agricultural activities. Of 
the approximately 356 subprojects completed or in progress, roughly 306 
are under conatruction or planned. It is true that same of these are very 
close to completion. It is also true that a number of infrastructure 
subprojects will now be shifted to Gadoon 11, because planned efforts 
would exceed project funds. Questions still might be raised about the 
management burden placed on project and USAID personnel by this high 
level of activity. The team calls attention to the TADP Project 
Director - NWPADP Chief Engineer position as a case in point; this 
requires two positiona, not one. 

Governments of Pakistan and NWFP 

The federal and provincial governments already have approved 
development projects that include the Gadoon-Amazai region. Some area 
officials expresred the opinion that because of the NWFAD project, 
government program were coucentratlng their work elsewhere. NWFP has 
invested in come vork in the project area, however, and whether 
proportiouate to that in other part of the province, could not be 
determined. Exploration into cooperative efforts is suggerted. 

B. United States Agency For International Development 

USAID originated this project to eradicate poppy production 
while providing alternative development in infrastructure, agrfculture, 
and training. Theac benefits are physical, take time to realize, and are 
the responsibility of the technical people in the field. Thia results in 
built-in presaure. 



1. Structure 

The situation is further aggravated by the U S A D  layered 
organizational and structured responsibilities: 

LO CATION FLES FONS IBILITY ORGANIZATION 

Islamabad Financial Monitoring PDH/FM 
Engineering C Approval Engineering 

of large subprojects 

Peshawar Management 
Administration 
Agriculture 
Engineering, small 

subprojects 

Roj. Office 

Engineering 

Agriculture 
Engineering 

Agriculture Office 
Engineers 

Difficulties developed on approvals and reimbursements for project 
activities. The end result is a distorted reimbursement schedule that 
depicts a project just beginning when actually it ia quite advanced and 
is over codtted in monetary terms. 

2. Interactions - 
USAID has been successful in negotiating high level 

agreements with in-cormtry agencies. USAID technical specifications and 
legal requirements on implementation a:e not always met in the work of 
some fine agencies. The latter is more complicated, and the project has 
had problems. 

Agency 

WAPDA 
WAPDA 

WAmlA 
Irrigation 
Agriculture 
PC0 
PCU 

Roblema 

-Technical and cost propoaa1.r not of needed quality. 
-Approvals late as is reimbursement. 
-Work must have conatant and detailed supervision. 
-Inadequate maintenance 
-Some field work must be redone. 
-Weak planning of distribution, parer overloads 
reeulting. Some power lines muet be rebuilt. 
- h e  been prepaid, project incomplete. 
-Work atoppages. 
-Not serious, just slow. 
-Weak technical and coat propoaals. 
-Late reimbursement due to late agreements. 
-Inadequate reporting aystem. 

USAID's eolution to these problems has been to do some of the work for 
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the line agencies and PCU. This work has been primarily technical and 
has included developing cost proposals and solving field problems. This 
has been an expedient solution; it resulted in completed work. However, 
it inhibits institution building. 

CbW, and to a lesser extent UAPDA, complained about the fixed 
amount reimbursement (FAR) arrangement. CbW, while stating that USAID 
specifications are not too stringent, argued that reimbursements are 
delayed because: 

1, ~ i s d i e f i c u f & . f o r ~ c a n t r n a t r a n n ~ X i x m s o ~  
correctly the work involved in building a road in a mountainous 
region and that therefore, the 15% flexibility on cost is 
insufficient for those conditions. 

2. USAID reimburses only on completed mile while contractors may 
need to do the rough work on several miles before returning for 
the final stage of construction; this results in delayed 
reimbursement. 

Some members of the evaluation team and of the USAID/Peshawar engineering 
staff generally agreed with the principle that FARs, in and of 

, themselves, complicate the situation, at least in terms of the estimate 
and reimbursement problems. They suggested an exploration of the 
feaaibilityof host country contracts (HCC) as a substitute mechanism. 

At the same time, several sources suggested that the CbW plans 
may not have been sufficiently detailed for the mountainous construction 
conditions and that the contractor's estimates could have been improved 
before the work was begun. These could occur whether the financial 
arrangements were fixed amount reimbursements or host country contracts. 
They would pose problems in either case. 

The USAID/Islamabad Engineering Off ice, commenting directly on 
the two complaints about PARa and the problem, stated: 

"The first argument carries some weight. It is extremely 
difficult to eatiamte the exact quantities of work until 
the contractor has made his final cut in mountainous 
roads...apecifically the earthwork. However, construction 
of attucturea auch as retaining walls, bridges, 
culverts...should not vary from the estimated quantities if 
the surveys, designs, and plans are realistic. The current 
FAR8 allow a 15% variation in the total reimbursable amount ' 

for each completed mile. Since there should be virtually 
no variation in the structures, the FARa actually provide 
more than 25% variation in estimated earthwork quantities, 
which is a fairly rational allowance if accurate plans are 
prepared. " 
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A contractor that previously contructed mountain roads in 
Pakistan generally agreed that the combination of more easily estimated 
structural work and the more difficult estimates for earthworks should 
give enough flexibility. The contractur noted that it, too, had faced 
difficulties from inadequate surveys, particularly when those did not 
include sufficient information on the soils and subsoils. 

The USAID/Islamabad engineers addressed the second complaiut, 
that of delayed reimbursements, as follows: 

"Under she P '  qnmmnks, thg COP a make Of msk 
to the contractor at any time for any amount of work 
completed in accordance with the agreed upon plans and 
specifications. For this purpose, the COP can use AID 
inspection reports as 'anticipatory approvals' and make 
payments to the contractors from the advance funds provided 
under the existing FAR agreements. Alternatively, the GOP 
can also pay the contractor from the revolving fund at the 
disposal of the project director. However, the FARs allow 
the GOP to receive dollar reimbursements upon completion of 
the specified elements." 

The revolving fund is quite large and can be replidshed. That provision 
should ease any financial burdens occasioned by the construction of roads 
in this rugged mountain area. 

In discussing the possibility of utilizing host contracts, 
USAID feels that such an arrangement would increase the supervision 
necessary by its own and the project engineers. The consulted contractor 
agreed. 

The evaluation team, viewing both FARs and HCCs, and in light 
of the work load now faced by the site engineers and some indications of 
potential improvements in the work by the line agencies, makes the 
following statements, not direct1.y as recommendations but as components 
in the consideration for the future: 

First, it is evident that all parties need to meet together and 
seek aolutione to the problems : USAID/Ialamabad , 
USAID/Peshawar, PCU, and the line agencies; it may be advisable 
to invite a representative of the contractor to participate. 
The resolution of the problems is the important issue. 

FAR and HCC each has its advantages and disadvantages; the 
evaluation team finds potential difficulties with both and 
neither recommende nor rejects either one. It points out, 
however, that: 

HCCs, as they are usually handled, offer little opportunity 
for strengthening line agency operations. 
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USAID, if it decides to use HCCs, must increase its engineering staff 
since line agency supervision will have largely been obviated. 

The FAR arrangement, on the other hand, frequently results 
in the delays experienced in the present project; payment 
delay is now a major complaint in NWWP, regardless of any 
potentials for advances. 

PARS are, in theory, administratively simpler (less work) 
than HCCs; that may not hold in this case. 

As USAID considers these options, it should also take into 
account the time and effort required to upgrade the 
implementation of the present arrangement in comparison with 
the time and effort that would be necessary to change the 
provisions in the project agreement and in the PC-1. 

USAID/Peahawar also submitted written suggestions on the issue 
of subproject completion under the PAR arrangement: 

"FAR has been used successfully to build the Utla-Amazai road. 
If HCC cannot be used, PARS will need to be continued. In this 
event, the Mssior: needs to be as flexible as possible in 
interpreting FAR procedures. The C b W  Department and the 
RAO/P/ENG [the official designation for the term USAID/Peshawar 
used in this report] have done a good job of improving the 
quality of road construction in the project area under 
extremely difficult working and administrative conditions. 
They should not be penalized for making field changes when they 
are required. " 

Some inclueions in this tranenission reflect a frequently experienced 
feeling by field personnel that on site inspections are more realistic 
and should override comparisons between plans/estinatea and current 
operations. When the reconamended changes are fonrarded quickly through 
the established channels and the receiving office handles them 
expeditiously, the field recommendations should carry a great deal of 
weight. Again, the recommended metting among all parties to resolve the 
problems should tackle this issue and deaign a strategy for implementing 
effective comunicationa and decision making. 

The primordial question is haw to achieve quality 
con~truction. Whatever arrangements are finally made should keep this 
uppermost in mind. There is a great deal of work to be done in the NWFAD 
Project; ways to accomplish that work must be found. 



C. Project Coordination Unit (PCU) 

The PC' was created to coordinate subprojects in 
Gadoon-Amazai. The PCU consists of a project director and his staff, 
including engineering, administration, training, agriculture, forestry, 
and accounting. 

One problem is that everyone reports directly to the project 
director. There is little delegation of final decision making. When 
this is coupled with the turnover rate in the technical staff, the flow 
of work is slowed down. 

Obviously, a great deal of work has been done, is being done, and 
will have to be done in the future by the PCU. Currently, USAID 
engineers are performing much of the PCU's work. This institution needs 
more stability and some upgrading of staff; competitive pay scales are 
required. PCU also needs to develop more confidence in its ova work. 

D. Line Agencies 

The line agencies involved are well established and performing 
similar work elsewhere. The work done by these agencies for the 
Gadoon-Amszai project tends to be a small element in their overall work 
load, so they tend to approach this work with proportionate enthusiasm. 

CbW thinks that both its building and road units are doing 
excellent work and it is surprised by all the questioning. Staff members 
believe that if they were left to do their job on their own, they would 
t u n  out first quality subprojects. They believe they should administer 
the funds, implement the work, and pay the contractors. They do not 
think USAID specifications are unrealistic but they state t h ~ t  other 
agencies allow them to relax specifications in remote areas and wish 
GSAID would follow suit. They say they do not understand reimbursement 
delays and request that reimbursements be made. They are not happy with 
the Fixed Amount Reimbursement agreements to handle road work, since they 
feel that they end up financing the construction for too l o w  a period of 
time. But as noted previously, there are some quality problems with the 
work they do and supervise. 

WAPDA's problems consist of poor construction of pole installation, 
supplying the wrong conductors, and overloading the feeder lines into the 
Gadoon area. Appareatly, negotiations have been completed and all the 
construction and wire difficulties will be resolved. All these problems 
occurred in Phaae 1 electrification. 

Currently the agriculture, forestry, and animal husbandry 
departments of NWPP are keen on the aucceasful implementation of the 
project and have provided a good forum for the exchange of ideas with the 
project officer6 and consultants. These line agencies have been involved 
in all the informational and financial accounting aspects. The scarcity 
of financial rerources for their own programs may have helped to generate 
substantial interest in the NKEADP. 
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E. Local Bodies 

The geographic separation of the district council offices from 
the project area has reduced their direct participation. District 
council members stated that they report problems and progress in their 
areas at the regular meetings. 

The seven union councils are heavily involved in planning and 
implementation. They review requested subprojects from the villages with 
the project director and his staff, and suggest priorities among them. 
The evaluation team was sometimes accompanied on the inspections by union 
council members and it was obvious that they were well infonned about the 
subprojects and had visited them before. Some also serve aa project 
leaders, thus having more indepth involvement. 

Some villages have project committees and these were 
enthusiastically pursuing their subprojects. They knew all the details 
and were conscious of their responsibilities. In one case where 
insufficient apace had been provided for a middle school, the elders met, 
decided to use that apace for teacher residences, and found another 
location for the school. The response time to the engineer's decision 
was less than two hours. Obviously, not every problem can be resolved 
that easily but it does indicate the commitment of the village elders to 
the subprojects. 

In g~neral, the local bodies appeared to be well satisfied with the 
procedures and realizations. They think the meetings in Topi take too 
much time but they recognize that the large number of subprojects under 
consideration causes the long sessions. 
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VI. D m  DISTRICT DEVELOPKXNT PROJECT 

In late 1983, the Government of Pakistan adopted a Special 
Development and Enforcement Plan (SDEP) for opium growing areas. The 
SDEP envisaged a strategy for integrated rural development in conjunction 
with a phased program for law enforcement in the remaining poppy areas in 
NWFP and FATA. The plan was presented at the April 1984 meeting of the 
Pakistan Consortium with the proposal that UNFDAC coordinate the funding 
for its implementation. The USA, mf, and Italy, participants in the 
consortium, pledged ~ ~ $ l l .  3 million to UNFDAC for initiating this 
program. A task Porce was thus created in July-August 1984 with a view 
to establish a Special Development Unit (SDU) to coordinate special 
development initiatives under the SDEP with the regular Annual 
Development and Special Development Programs. The Special Development 
Unit, vhich became operational soon after creation of the task force, was 
to act as an arm of the Planning and Development Department of NWPP with 
the specific roles to design, coordinate implementation, monitor and 
evaluate integrated rural development projects within the framework of 
the SDEP. 

The first and most immediate task before SDU was to identify the 
priority areas for implementation of the SDEP. A~cotdi~ly, Dir 
District, Chitral District, Hansehra District, and Hohmand and Bajaur 
Agenciea were identified as the potential areas. Dir District was placed 
at the top of the priority list. 

A. Project Arrangements 

Hating Technical Services was called in to undertake a 
feasibility study in Dir District in late 1984, and they submitted their 
report in December. A draft Project Document containing specific 
development proposals for the district was pre ared. The Project 
Document carried financial implications of US ! 20 million. This document 
was submitted to UNE'DAC in January 1985 for arranging for financial 
aaaistance. That agency, however, observed that the size of the inputs 
should be reduced to $14.5 million as sufficient comnitments had not been 
received from the donors. The Project Document was revised in view of 
thia UNFDAC observation by slashing activities in various components. 

When UNFDAC was examining the revised project document and 
looking for additional funds from donors, a number of issues, requiring 
immediate attention and decisions by the concerned partiea cropped up. 
These were: 

(1) What should be the extent of the PNCB's (Pakistani 
Narcotlcr Control Board) involvement in the SDEP pro jec ts ; 

(2) Whether the Project Directorate for SDEP should work under 
the directions of the PNCB/Pederal Government or the 
Provincial Government; 



(3) Once an agreement was reached, why a donor agency should 
not transfer the administrative, technical, and financial 
control to the implementing/erecuting agency when the 
latter was capable of handling it; and 

(4) Whether a US$ 14.5 million project in Dir would adequately 
address the development needs of the district, especially 
since a US$ 20 million project was under implementation in 
Gadoon-Amazai area which was l/lOth the size of Dir. 

The PNCB insisted that the old project implementation and execution 
systems be continued as those were effective. Similarly, UNPDAC, which 
was operating through UNDPIOPE for execution of the Buner Project, did 
not knov if it should accept the Provincial Government's suggestions. 
The issues were widely discueeed but no concrete decision was 
forthcoming. The Provincial Government, which actually expressed these 
concerns, was reluctant to agree to an arrangement in which it had a 
minimal role in project implementation but maximum responsibility for 
enforcement. 

While this state of uncertainty prevailed, a PC-1 waa drafted by 
the SDU wherein the project's execution responsibility was aasigned to 
the Government of NWPP through its various line departmenta. The latter 
vere also to operate and maintain project created infrastructure upon 
completion of project life. 

In June 1986, a further step was taken by signing the pro ect 
documant between UNFDAC and the COP, both parties committing US i 14.682 
million and Rs. 27.704 million respectively for a project for Dir 
District. The CONWPP observations and reservation with regard to the 
propoffed size were placed on record and the UNPDAC representative assured 
that additional funding would be arranged to enhance the inputs from US$ 
14.5 million to US$ 20 million. 

Although issuea regarding extent of involvement of the PNCB and the 
Provincial Government in project implementation had been resolved, UNF'DAC 
had yet to convey ita concurrence to the new flow of funds and the 
project execution syatem. Thus the project PC-1, prepared as per the 
guideliner as contained in the feasibility report and project document, 
was approved by the Provincial Government and submitted to the Federal 
Government forum of W P .  The latter approved it on 31 July, 1986, and 
conveyed anticipatory approval of the ECNEC. UNFDAC was informed in 
October 1986 that pending agreement on proposed project execution by the 
Provincial Government instead of by UNDP/OPE, the activities in the 
project could be stepped up as enforcement, which was to follow 
development, was in sight. 
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Consequently, several minor infrastructure schmes were approved for 
implementation through Local Government and Rural Development systems in 
November 1986. The line agencies such as the Departments of Agriculture, 
Forestry, Public Health Engineering, and Communication & Works were also 
provided with funds for initiating activities in their sectors. 

On December 3, 1986, the ECNEC formally approved the project PC-1, which 
was soon followed by signing of the Memorandum of Understanding (HOU) between 
the Government of Pakistan and UNFDAC. The responsibility of financial 
control and execution of the project was assigned to the Project Directorate 
under the Provincial Government- 

The new agreed upon system could not be made operational till June 
1987. The funds could only be advanced by UNPCAC once the conditions 
precedent in the MOU were fulfilled. To bridge the interim period, 
January-June 1987, those activities initiated would be financed under the UN 
sys tem. 

The amount of Rs. 18.5 million, released by DNPDAC on 25 May 1987 to 
cover the first quarter of the project iimplementation under the new system, 
was credited to the project on 15 July 1987; from that date onwards, the new 
system (agreed per HOU) has taken over. 

Although the PC-1 of the project specifies the commencement date as 1st 
July 1985, the project actually became functional in late 1986. Thus a delay 
of over one year had already occurred. 

B. Pro lect Activities 

The Dir District Development PPoject has operated primarily through 
the pre-implementation fund advanced to it. In 1985, its expenditures 
amounted to Rs. 1.718 million and in 1986 to Ra. 8.484 million. The 1987 
costa have totalled Rs. 15.068 million eo far. In addition, in .385-86 there 
was a US$ expenditure of 250,000. These were incurred for procurement of 
personnel services, non-expcndable supplies, in country training, and some 
infrastructure development. 

The District Council reported that it is implementing 180 subprojects of 
drinking water systems, irrigation channels, and path improvement. The Local 
Government & Rural hvelopment Department is executing 45 drinking water 
supply schemes through project coaanitteesl while the Department of Public 
Health Engineering ie undertaking two major drinking water supply systems. 
C W  Department has started construction work on two wards in the district 
headquarters hospital at Timergara. The Agriculture and Foreet Department has 
established fruit and forest nurseries besides planting some demonstration 
plots and afforestation at various localities in the project area. 
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C. Project Reviews 

A reconnaisance visit was arranged by the UNFDAC advisers for July 
4-7, 1987, to portions of the project area for two members of the evaluation 
team and two interviewers. They were accompanied by the advisers, the deputy 
project director, and members of his staff and representatives from the line 
departments. 

A physical inspection was made of the forestry nursery at Chakdara a 
the afforestation areas at Shah Alam Baba and Karnran. The nursery contain 
thousands of plants of different species, ranging from interim plants suc 
almonds and eucalyptus, to longer term pines. The nursery was well cared 
and the plants were in excellent condition. The plantations, mostly on 
communal lands, were on about 1,000 acres and these will be further expand 
when the rains begin. The trees were planted in basins prepared by labore 
on the mountain sides. Rains in May had favored them and they were growin 
unusually well. The plantations are fenced for protection against grazing 
animals; pasture grasses (to be cut by hand for animal feed next year), 
shr-is, and native trees had alreadp begun a healthy regeneration. 

Two Public Health Engineering water supply system were viewed, one 
Danda and the other at Khema Jabbai. Two other drinking water schemes, th 
of the Local Government and Rural Development Department, were inspected a 
Dabb Rabat and Chumb. All four are in various stages of construction, twa 
them just underway. The well digging, well wall construction, one tank an 
pipe to it, were well done and when completed, will take much needed water 
several villages with nearly 12,000 residents. 

Two fruit tree nurseries of the Department of Agriculture were 
examined. Both have large numbera of grafted peach, plum, apple, pear, an 
almond trees for replanting, estimated to be sufficient for 300 acres or 
more. The trees at the Barawal Banda nursery were in excellent condition. 
Some at the Jugha Bunj nursery had grown too large and needed pruning befo 
distribution. There was also some beetle and virus damage, as well as aom 
evidence of over watering. Nevertheless, with technical attention and ear 
distribution, the trees should do well. Orchard and anaual crop demonstra 
plots were seen in Adenzai and Timergara Tehails, both doing well. 

CLW had just begun the leveling and foundation trenches for much nee 
obstetrics and general female warde at Timergara. These will fti.mish valu 
health care for women in the southern part of the district. 

New project facilities were examined at Timergara; an administrative 
office complex and a rest house for advisers and technicians. Both are ne 
and spacious. 
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D. Beneficiary Perspectives 

Interviews were conducted with 5 union council members and projc 
leaders, and with 38 villagers. The leaders, knowing more about project 
activities for the future, were enthusiastic about the development. They 
also keen for further activities, especially the expansion of the forest a 
fruit tree components to farmers' lands. They urged that irrigation schen 
be initiated; the small amount of ground water available will limit these 
diversions and pumping from river sites. Many of the terraces are in pool 
condition and, having seen the work of the World Food Program in another a 
the leaders felt that such work would be valuable in their area. Schools 
boys and girls, and off-farm employment training were also requested. The 
also noted that some basic health units and rural health dispensaries exis 
but were either not operating or were providing few services; they asked t 
something be done about this situation. 

Beneficiav villagers knew little about the project except for the 
drinking water systems under construction. These they lauded. When queri 
about what should be done, they were nearly unanimous that the agricultura 
activities should receive top priority; irrigation, improved annual crop s 
and fertilizer, and fruit trees were specified. Only 6 of the 38 had seer 
demonstration plots or nurseries. Eleven of the 38 had received visits fl 
extension workers (the area has not been fully staffed); they thought muck 
the extension work rated "fair" and thought much more should be done. 

E. Project Staff and Evaluation Team Concerns 

In a lengthy interview with the Deputy Commissioner, who is alsc 
project director, important issues were discussed. His chief concerns we1 

Unless development proceeds at a much more rapid rate, particula 
in the poppy growing area, enforcement will be difficult if not 
impossible. 

The delays in the arrival of funds caused him problems with area 
leaders. 

He noted that some of the areas had refused any development activity and t 
there were substantial comitments with the dealers to plant poppies this 

The study team agreed with his assessments. The SDU representat 
noted that the authorizations are now ia p11:e and funds are now available 
The team advised the Deputy Commissioner to <. *k a revolving fund to ease 
payments during financial transactions with the government. 



Some members of the evaluation team felt that too few of the beginning 
activities had taken place in the poppy growing area. While development 
certainly should not be done only in poppy areas, those are precisely the ones 
that need evidence that development will take place. There are many 
difficulties in working in the opium poppy areas, but until some activities 
take place, especially in agriculture, poppy growing will continue. 

The study team recognizes the difficulties faced by the Dir District 
Development Project, especially those brought on by delays in funding and 
poppy farmer resistence. It suggests, however, that now that funds are 
released that: 

(1) An agricultural strategy be prepared; 

(2) A system for monitoring financial and physical components be 
developed; 

(3) Implementation of an adequate extension system be begun; 

( 4 )  Priority be given to new and improved crops and infrastructure in 
the poppy areas so enforcement can be effective; 

(5) The project seek authorization for a revolving fund to assure rapid 
implementation of the developmental activities. 

The team also suggests that frequent examinations of the plans and activities 
take place. The internal monitoring staff, the UNFDAC officials, and external 
cvaluatora are necessary to assure rapid initiation of all work, and 
especially in the poppy cultivation areas. 
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VII. CONCLUsIONS AND R.BCOMHENbATIONS 

The North West Frontier Area Development Project, after a slow 
start, began to accelerate its activities less than  two years ago. 
Within that time, it has exceeded the expectations in most fields. There 
are still problems to be resolved but with the present rate of 
accomplishments, the project will have an almost enviable record by 
December 31, 1988. Within this overall framework, the evaluation tearn 
arrived at the following conclusions and recomrrsndations. 

m e  amount of work needed in the project area, if development is to 
inhibit poppy cultivation, is still substantial. Many agricultural 
programs, especially fruit and forest trees, are not yet at an income 
generating stage. Further, more infraetructure is required for 
development and, in some cases, to provide access and other communication 
for enforcement. 

Recommendations: 

1. The design and authorizations for a second phase of the 
project, of not less than five years, should take place 
immediately to assure continuity betwem the two phases. 

2. The second phase of the project, while continuing with the 
priority infrastructure, should emphasize agriculture, 
forestry, animal husbandry, and off-farm employment training in 
substitution of lost poppy income, recognizing, however, that 
the income producing activities are long term. 

Conclusion: 

The listed commitments for subprojects would result in expenditures 
beyond the total budget. The project officer and director have indicated 
some planned subprojects that could be postponed to a new project; these 
postponements begin to bring the expenditures within the budget but they 
are still not enough. 

1. PCU and USAID officer must reach a foraal understanding on 
final work plans, subprojects, and postponements after'close 
scrutiny of the atatus of each subproject and the monies, then 
discuss these vith SDU. 

2. USAID and PCU murt aonitor all project agreements, cost 
estimates, an& startups to assure that the work done from ncw 
until December 31, 1988, does not go beyond the project 
allocations. 

3. If it ir determined that some subprojects are so vital to 
development aud enforcement that they should not be postponed, 
and yet would result in budget over runs, USAID should seek 
additional funding. 
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4. USAID and PCU, through the provision of monitoring data to SDU 
and in coordination with the latter should keep all relevant 
government agencies informed about the modifications in the 
proposals. 

Conclusion: 

A part of the uncertainties about the present financial status is 
related to several problematic procedures: work begun before agreements 
are approved, some construction quality that does not meet USAID 
specifications, and for various other reasons, delays in processing 
requeats for relmburseraeat. 

The project officials must avoid authorization of work on 
subprojects until the necessary agreements and approglals are in 
place. 

Although it may further burden an overloaded technical staff, 
more frequent inepectione of ongoing work are required to 
assess quality ao remediation can occur more rapidly; if more 
staff is required, they should be added. 

The PCU engineering section is dependent on the USAID RAO/P/WG 
engineere working Sn Topi. The PCU engineering eection should 
be expanded with qualified e1i,3ineers, inepectors, and 
surveyors; if this cannot be done, USAID muet continue to 
provide the services. 

Conclusion: 

The ideal project operation would be through the line agencies but 
some agenciea have not responded in the deeired time period and/or with 
adequate quality. The project etaff ha8 therefore taken over eome of the 
work of the line agencies. 

1. The Hisaion should, with hign priority, pursue appropriate 
arrangements vith the line agencies, and aeeiat them ae 
nece~sary so that ineitution builiding can be enhanced. 

2. Provide technical assistance to C&V offices to improve their 
technical proposal capability eo it can share a greater part of 
the burden. 

3. Should these arrangement8 not be possible, and until they are 
fimlized, the project staff muet continue its present mode of 
operation. 

4. USAID ahould work through regular GOP and NWFP channels to 
increase the outpute of the line agenciea. 
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Conclusion: 

The number of subprojects in agriculture and forestry is large and 
still growing. The small professional staff, supplemented through 
two-year trained field assistants, has an enormous supervisory burden, 
one that must be carried out if these economic based activities are to 
succeed. 

Recommendations: 

The two vehicles available for this staff are not enough to 
facilitate ireqaent supemhian; more should be provided. 

The field staff has received some training but they are 
deficient in some fields, especially fruit orchard care and 
fertilizer use; they should be trained appropriately. 

Animal husbandry activities should increase rapidly; it appears 
advisable to train some of the field assistants for almost 
exclusive work in this field. 

The integrated model farm approach, recommended by an interim 
consultant, could not be undertaken earlier; it should be 
established as soon as possible. 

Equipment, seed, fertilizer, chemicals, and other agricultural 
supplies are presently stored in Topi; small quantities should 
be stored in appropriate localities to reduce travel time and 
increase responsiveness to the field needs; appropriate storage 
must be built. 

Problems have arisen in timely payment of field personnel 
salaries and the acquisition of some supplies; the project 
should pursue these problems with agriculture and forestry to 
discover a mechanism to expedite these functions. 

It is recommended that land leveling schemes be examined 
critically to assure that the costs are commensurate with the 
benefits; improvement of terraces may be more cost effective. 

Irrigation subprojects can and should be undertaken as soon as 
possible since they are vital to economic improvement. 

Conclusion: 

There are many problems with the quality of the reports, the 
timeliness of their submission, and apparently with the aystem itself. 
Regardleus of any new plan, the present reporting pieces do not come 
together properly to make the system responsive to operational needs; the 
separate reportings and the system require extensive modification. A 
contractor is currently designing a monitoring and evaluation system for 
NWFP; that system snould include the elements necessary for USAID and SDU 
monicorlng of the NWFADP. 
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Recommendations: 

1. The components of the proposed system must be as simple as 
possible and pet incorporate those elements necessary to 
improve management, accounting, and reporting. 

2. Adequate training and supervision must be supplied once the 
system is in place. 

3. The modified system must appropriately address the needs of 
PCU, USAID, and SDU. 

Conclusion: 

It is evident that some of the poppy cultivation in Gadoon-Amazai 
is shifting to the Kala Dhaka area of Hansehra District. That area lacks 
most services and developeent is sorely needed; the farmers, now in 
abject poverty, are likely to expand opium production. The team was not 
able to gather first hand information but secondary source information 
led to the following recommendations. 

Recommendations: 

1. A team should inspect the area as soon as possible, collect the 
needed information, and if prelimharp reports are accurate, 
design a project for Kala Dhaka within the SDEP strategy. 

2. Because of travel time and coanunication problems, a suboffice 
should be est~blished in the district to service the Kala Dhaka 
area; it m e t  have its own management, technical, and assistant 
staff. 

3. Some of the infrastructure will be very costly; agree~ents with 
other donors and GOP/NWFP should specify which they can provide 
and which will be furnished by the project. 

Even though a continuation project has been recomaended for 
Gadoon-hzai, some of the proposed infrastructure activities, such as a 
road along Tarbela Lake, wlll be extraordinarily expensive. Others also 
will be comtly. 

Recommendations: 

1. Wajor infrastructure subprojects requiring unusually large 
amountr of funda rhould be examined carefully before inclusion 
in the project; financial support from GOP/NWFP and from donor 
agencies should be explored. 

2. Opium poppy enfotcement and defense needs may indicate that 
aome infrastructure projects should be viewed as 
militarf/police needs and funded by non-development agency 
rources . 
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Conclusion: 

The project proposed and AXDh approved the infrastructure for an 
industrial estate in the Gadoon-Amazai. Uhile there are many potential 
problems with its operation, there are also potential employment benefits. 

Statement 

Since the risks seem to have been recognized, the team finds no 
objection to its inclusion. 

Conclusion: 

The team briefly examined the Dir District Development Roject. 
The funding and management problems appear to have been resolved. Some 
development is occurring. Since this was a review, rather than an 
evaluation, the team limits itself to the following summary concerns. 

Concerns : 

1. The high quantity of poppy production makes development urgent 
or enforcement cannot take place. 

2. The team suggests that USAID assist the Dir project, if needed, 
to acquire a revolving fund, essential to rapid subproject 
accomplishment. 

Finally, and though suggested in several recommendations, it is 
important to state that in the team's view, institution building should 
become a ajar focua in the remaining time of the present project and in 
the future. It is important to leave as much capability in place as ia 
possible. 
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I. SCOPB OP WORK 

BACKGKOUND 

ARTICLE I - TITLE 
North West Frontier Area Development Evaluation - Pakistan 
Project No:391-0485 

ARTICLE I1 - OBJECTIVE 

Te lrWi3t .Pti-011 in asseslrlng the current status of the project 
related to project paper targets and identify ways to not only accelerate 
implementatim but also to recommend any required reorientation. 

ARTICLE I11 - STA- OF WORK 

The proposed evaluation will be the first to be undertaken for this 
project. It is an interim evaluation designed to assess the project 
performance to date. The evaluation team'shall review to what extent 
purposes are being achieved and recomaend ways to accelerate 
implementation in various activities of the project. Recommendations 
shall be made regarding the possible need for changes in project outputs, 
project activities, implementation echedule and procedures, the financial 
plan, the level and nature of inputs, admiaistrative/organizational 
arrangements, and, if required, a change in the overall design of the 
project and an extension of the PACD. Findings and recomaendations shall 
be supported with detailed examples, juatificationa and evidence and 
should be practical, relevant, specific and actionable such that the 
mission can follow-up on the team's findings and recommendations with the 
government of Pakistan. 

Specifically the evaluation team shall: 

1. bsesa overall iapleaentation progress to date for the following 
project activities: 

(A) The agriculture eector activities including but not limited to 
agriculture extension, forertry, animal husbandry, irrigation 
and range management components through line agencies; project 
coordination unit (PC'), and project comittees. The team 
shall also identify the possible direction for the proposed 
agriculture aarketing component of the project. 

(8) Infrastructure activity, including but not limited to roade , 
rural electrification, constructioa of schools, dispensaries, 
and drinklag water supply schemes projects. The team shall 
identify whether the infracrtructure network has been expanded 
as planned. 



( C) Off -farm employment conponent implemented by the Overseas 
Pakistani Foundation (OPF) and the advanced training by 
training institutions run by the government of NWFP. 

2. Evaluate the effectiveness of the technical assistance (Ill 
provided by Development Alternatives, Inc. (DM) in performing 
their respective project assignments. Assess the future need for 
TA in terms of type and level of effort. 

ARTICLE IV - REPORT 

Fatatst of the wl: The f i d  report shall ewutain the falluwtng 
sections : 

- Basic project identification data sheet; 

- Executive Sununary of not more than three single-spaced pages 
reviewing major findings, conclusions and recommendations; 

- Body of the report, which includes a description of the country 
context in which the project was developed and carried out, and 
provides information (evidence and analyeis) on which the 
conclueiona and recommendatione are based- The main body of 
the report should not be more than 40 pagee (include details in 
appendices). 

- The report shall end with a full statement of conclueiona and 
reconacndations. Conclusions ahall be ahort and euccinct, with 
the topic ideutified by a short sub-heading related to the 
question8 posed in the statement of work. Recomendationa 
should correspond to the conclusions; whenever possible, the 
recomaendations shall apecify who, or what agency, should take 
the recorwnded actions; and- 

- 

- Annexes which include at a minimum the following: 

(A) The evaluation scope of work; 

(B) The pertinent logical framework(s), together with a brief 
summary of the current etatus/attainment of original or 
modified inputs and outputs; 

(C) A demcription of the methodology used in the evaluation (e.8. ,. 
the remarch approach or design, the typee of indicators used 
to meamre change, how external factors were treated in the 
analysis. Evaluators may also offer methodological 
recommendatione for future evaluations; 

(Dl A bibliography of documents, individuals and agencies coneulted. 
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(El An evaluation summary in the A I D h  prescribed format. 

A draft report shall be submitted to USAID/Islamabad no 
later than four weeks after arrival for preliminary mission 
review. 

Other requirements: 10 copies of the firal report shall be 
submitted to the mission no later than eight weeks after 
departure from Islamabad. 

Examine and report on local community cooperation and their 
effect onthe ptbgrosa of theQrQject. Ebrtiaarple, h Y e  
the local councils proven an effective means of delivering 
benefits to the local population and have the line agencies 
cooperated effectively in project implementation. 

Assess the capabilities of the implementing agencies in 
order to determine the impact of the project on 
inetitutioaal strengthening and the possible need to modify 
existing administrative /organizational arrangements of 
implementation in light of current efforts and planned 
activities which are part of the mission's post 1987 
program. 

Evaluate the adequacy of institutional arrangements 
provided for project implementation as well as the level of 
coordination and effectiveness of working relationship 
among USAID, the technical assistance team, the government 
of NWFP line agencies, Special Development Unit (SDU), the 
Project Coordinating Unit ( PCU) , the three district level 
project coordinating committees, and the project review 
board at the provincial level. 

Evaluate the impact on project activities of the reeiatance 
of local farmers to accepting developmental interventions 
prior to poppy ban enforcement. 

Assess the effectiveness of financing project activities by 
use of a fixed amount reimbursement expenses to the PCU and 
line agencies. 

Examine the selection criteria, design work, supervision 
and effectiveness of all sub-project construction 
activities as w e l l  as the impact of the completed 
facilitiee on the local population. 

Examine the problem/constraints which delayed or hindered 
implementation of some components of the project and make 
recommendations to accelerate implementatioa. Suggest 
changes in the project implementation plan to accommodate 
these activities. 



10. Examine the PC-1 (the govement of Pakistan planning 
document similar to USAID'S Project Paper) allocation by 
sector and line agency, the expenditures incurred to date, 
the planned investments over the next two years, and make 
recommendations o modifying the sectoral allocations. 

11. Examine the SDEP component and make recommendations to 
accelerate implementation. 

The team will meet in AIDh prior to leaving, spend a few days at the 
beginning of the assignment in Islamebad to review the relevant documents 
and to meet with appropriate project personnel (Hission, Ehbassy, UNPDAC, 
GOP/PNCB and other government agencies) and establish a work plan. Most 
of the remaining time shall be spent in Peahawar and Topi/Tarbela (the 
pro jcct headquarters) where all the implementing agencies, project 
advisors and project officer are located. Travel to specific project 
sites in Gadoon-Amazai area is also involved. 
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Co-Y ON THE PROJECT PAPER IX)GICBL FXMEWORK 

Program or Sector Goal 

To aim at reducing one-half of the overall poppy acreage in 
Pakistan by the end of the Gadoon-Amazai project, seems to the evaluation 
team to have been overly ambitious. Gadoon-Amazai only accounted for 
less than one-third of all production in 1983 when the project began. 
The three assumptions for this sector goal have not w i t h ~ ~ ~ d  the test of 
time. Acreage outside the project area did increase, particularly in Dir 
a d  Kala Dhaka; ad, in fact, for the f irut groJect years, there l a  some 
evidence that acreage increased within the project area. The GOP and 
other development agencies have not been able to provide adequate 
economic assistance to other poppy growing areas. Even the UNFDAC 
project has been very slow in stating and has accomplished very little in 
the realm of agriculture. 

Finally, as was pointed out in the Project Paper, there are no 
genuinely satisfactory alternatives to poppy from the standpoint of 
income produced. It is necessary to combine rigorous enforcement with 
the best alternatives that do exist, recognizing that if people are given 
a choice, the most sensible economic decision is to grow poppy. 

R o  ject Purpose 

Gadoon-Amai has moved from an economy based primarily on poppy 
production to one based on diversified sources of income. This is in 
large measure due to government enforcement or threat of enforcement, 
along with popular recognition that the project's activities could 
increasingly have the effect of improving the standard of living. Much 
still needs to be done on the development side, particularly in terms of 
training for off-farm employment and the placement for such employment. 
Whatever efforts go into agriculture, it must be recognized that the 
resource base is limited. Gadoon-Amazai is not the Rmjab. More also 
needs to be done to strengthen the area's ties with the national 
economy. The industrial estate could help to do this. Agricultural 
credit and assistance in marketing new crops could help. 

While the project has devoted considerable effort to investigating 
nlternatives to poppy production, it must be said that the income of 
those not growing poppy does not and cannot compare to those who do. 
tfhile the program mentions this as a hoped-for end-of-project status, it 
also recogdzeb very clearly the role of government enforcement in 
eradicating poppy acreage. The enforcement program was implemented as 
foreseen in the logframe. Assumptions made about the price of poppy did 
not hold up, since the price climbed above the Rs. 1000 stipulated. 
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Outputs 

Most of the outputs have been more than met or will be met by late 
1988 and can therefore, with the advantage of hindsight, be said to have 
k e n  reasonable targets. Foot and donkey paths were mostly postponed 
during this project since it was found that people much preferred to 
concentrate on roads. The training target has not been met and will not 
be met by the end of the project. The PP leaned heavily on OPF and 
Mlpak for this traiaiag, but neither option materialized. 

The achievements were realized even though several of the 
b&aae'a a s a a m p t l o n a  were not met; 1-e., area residents would cooperate 
(they did not at the beginning), the program would not be disrupted (it 
was), and the line agencies would cooperate. While it cannot be said 
that the line agencies have not cooperated, there have been problems with 
two of the agenciea - C&W and WAPDA. The agriculture, forestry, and 
animal husbandry departments have been very supportive of and interested 
in project activities. They have made a positive contribution to project 
success in those areas. The level of achievement of the fourth output, a 
strengthened planning and management capability of the GONWFP, must be 
questioned. In aome instances (inf rastructure) , USAID and PCU have 
supplanted aome roles of some NWFP agencies. 
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I. INTRODUCTION 

The North West Frontier Area Development Project (NWPADP) has 
many kinds of subprojecta in parts of three districts (Swat, 
Abbottabad, Mardad. Further, many of the subprojects were 
conducted through union councils (political unit grouping of several 
villages) and with village project committees. The geographic 
locations of project aites range from small valleys to steep 
mountain slopes. (See the maps in Annex G. ) 

m e  infrastructure subprojects consisted of school 
coastructim and expansion/repair , drinking water syatems , 
irrigation (channels, dug vells , drilled wells), health facilities 
(dispensaries , baaic health units), veterinary despenaaries, roads, 
and electrification. Women's centers were established in ranted 
buildings. Agricultural improvement, in addition to irrigation, 
included the establishment of tree nurseries, seed multiplication, 
demonstration plots (annual crop seeds and fertilizer, fruit and 
forest trees), and ertenaion servicea to the farmers. Vocational 
training was given in several fielda. 

A. Samples and Procedures 

The area is, for the most part, difficult of access 
because of the scarcity of roads and the mountainous terrain. 
Further, the large number of aubprojectr, approximately 300, made 
visits to all of them impossible within the field work time 
constraints. Work was also presaured because of the amount of time 
necessary to arrive at a subproject site, two to four hours in a 
vehicle (i-wheeled van, launch) and on foot, limited the aamplea for 
the two week period. 

The evaluation team net with the project personnel and mapped 
out areas that contained a maximum of the different kinds of 
subprojects, and yet took different stages of implementation into 
account. At the same tlae, the evaluation team inquired about work 
the project rtaff needed to do in the arear. From these 
examinations, the rample aiter were choren. (See the sites by 
dirtrict, union council, and village, with inmtruaents completed in 
each, in Table C.1.) The evaluatisn team needed transportation and 
orientation from the project perronnel so three coabination 
project-avaluation tear were formed. 



Table C. 1. Evaluation Sample S i t es  (by Dist r ic t ,  Union Council, 
Village) with Number of Inspecions, Union Council o r  
Local Committee Forms, and Beneficiary Questionnaires 

S i t e  Inspections Council/ Beneficiary Total 
Committee 

DISTRICT: ABBOTTABAD 
Union Council: Bait G a l i  

Bait G a l i  
Santana 
-8 
Kabal 

Union Council: Nara 
Nara 
Kali lar  
Shingrai 
Shergah 
Charwai 
Gari Shahmobammad 

DISTRICT: SWAT 
Union Council: Nagrai 

Nagrai Bala 
Nagrai Payan 
Khanpoor 
Khararai 
Chaklai 
Akhunkhel Dari 
Jaba 
Charori 
Laagar 
Nawa Kale 
Shah Dam 
Garai 
I tndar  
Bakht Hers 
Th.ri Nan 
ctmnal 
Baja Woari 
Shng ra i  
Tbngai  
Rewal 
Omeri 
Janaaai 
Batai 

DISTRICT: HARDAN 
Udon Council: Gandaf 

Gandaf 
Bada 
bar0 
Dalori Payan 



Kola Ghar 
muai 
Haaapun Khan 
Yaqoot Khan 
HalaIrabad 
bshnai 
Garbo 

Union Council: Ganichatra 
Hatghan 
Ghanichatra 
Lieron 
Jaba 
Sukely 
Taleay 
Sandwa 
Noro Banda 
Utla 

Union Council: Kabgani 
Pola 
Gabai 

Union Council: Gabasni 
Kcthabai 
Chad 
Sathkatr 
Bori 
Wangal Chai 
Achalay 
Shalaani 
Sataseta1 
Almond J a l i l  

Totals 70 2 7 192 287 



Thus, the combination of evaluating while project staff conducted 
work, somewhat reduced the evaluation burden on the project. Three study 
teams were formed, each headed by an evaluator, appropriate project staff 
members (engineering, agriculture, and sometimes forestry), and 
experienced interviewers from Peshawar hiversity, to maximize the 
coverage. The teams, each assigned to a different area, operated from 
the project office in Topi. ?hen access was difficult and distances 
long, the team remained in the field for one or more nights; otherwise, 
travel would have consumed too much time. 

The total number of sites at which the study was conducted was 64 
villages in 7 onion cuuncils in 3 dlstricta. As &own In Table C.1, the 
type of evaluation activity varied by site, depending upon the number of 
subprojects, the location and number of beneficiaries, and the 
availability of project leaders and union council members for interview. 

1. Physical Infrastructure 

Seventy physical infrastructure subprojects were inspected, 
including seven rented facilities. The others ranged from site 
preparation for construction to completed and functiodng structures. 
Their distribution by type, Table C.2, approximated their occurrence in 
the project. 

Table C.2. Number of Physical Infrastructure Inspections by type. 

No. Type No. 
118, irrigation 5 Women's Center 1 

Irrigation Channels 9 Veterinary dispensaries 3 
Test wells 2 Basic health unit 1 
Drinking water systems 15 Rural health dispensaries 4 
Industrial estate 1 High schools 4 
Roads 6 Middle schools 6 

I Electrification 2 Primary schools 11 
T o t p l  70 I 

The listing for inspections in Table C.1 shows some in which no 
committee or beneficiary forms are shown. Primarily these represented 
drinking water and irrigation systems with their sources some diatance 
from beneficiary villages. Roads and electrification also contributed to 
this distribution. For those same reasons, beneficiary forms appear 
where no inspection is listed. The matching of infrastructure 
subprojects with theit beneficiaries increased the number of sample sites. 

The inspections were conducted in the company of a project 
engineer, usually a subengineer, and often a project leader. This 
allowed a thorough discussion of each subproject in addition to the 
visual examination of it. The study team used the regular USAID/Peshawar 
inspection report form, appended to this annex. 



2. Agriculture 

The project agricultural activities varied widely; 
further, many of the annual crops had been harvested, thus only 
verbal informatioa could be gathered. Fruit and forest nurseries, 
fairly permanent installations allowed formal inspections. Some 
plantings of fruit, forests, vegetables, and c o n  did also. On all 
other activities, notes were taken from the disclissions. 
Seventy-four plots and nurseries were examined in detail; more than 
a hundred others were viewed leas extensively. 

3. Tnlon CouncllNeui%ers and Project Committee Leaders 

Information on subprojects completed or undemay, 
opinions about them, and the kinds of subprojects needed were 
obtained through f o d  questionnaire interviews with union council 
mcmbera (usually the chaiman) and with the leaders of project 
committees. When more thaa one stbproject existed in a village or 
its surrounding area, t',s leader for each was interviewed when he 
was available. Tventy-seven questionnaires were completed. The 
instrument is appended to this annex. 

Opsn ended discussions were also carried out with the council 
and codttee persons to supplement the questiomaire. Also, in 
most cases, one to twenty elders and other villagera were present 
and contributed their views. These were mostly supportive of the 
interviewsea' opinion but some differed rubstantially. Those 
opinions vere recorded in the notes. Eleven villagers wotc letters 
detailing their ideas - or voicing complaints. These were noted by 
the t e a  meaber and fomrded to the Project Director. The main 
content involved requests for aeeda, fertilizers, and fruit trees. 

The interviews were conducted in Pushto with the responses 
translated verbally to an evaluation team member or directly to the 
questionnairen. The diacussiona were handled the same way. 

Beneficiaries 

Some indicatiow of rubproject impact on beneficiarieo 
was desired, both to arsure that views other than project persoanel 
and leaders were aoseaaed, and to investigate the filtering down of 
effecta. A special questionnaire, appended to this annex, war 
administered in Pumhto to a sample of villagera. The sample taken 
at each rite differed in number depending on the number of 
rubprojecta, mize of the population, and the amount of time 
available. Those chosen included both young and older men. Only 
one woun -8 intervieued, a teacher. Women remained out of public 
view becaume of the very strongly traditional societies where the 
project operatea. One hundred ninety-two intervieira were completed. 

The interoiemrs m r e  a11 experienced in rurveys; four worked 
for Developmat kraciater in the primary school atudy of 1986. All 
six w r e  aaaters de8ree rtudenta at Peahawar University, five from 
the Department of Sociolom, Social Work, and Anthropology, and one 



from the Department of Public Administration. The questionnaire was 
translated to Pushto and then training was conducted in that 
language and in Englisa to ensure uniformity of questioning. The 
completed forms were reviewed by the other student in each team at 
each rest stop during the trip so that follow up could be done when 
needed. 

The interviewers also made notes on conversations among tke 
villagers, and discussions between project leaders and personnel. 
At the first opportunity, the information was related to the team 
leader. For the most part, these consisted of amplifications of 
replies to gatstidas. 0ccaaiaaaU.y there were diffcrcncas of 
opinion on subproject needs, complaints about services, some 
political party squabbles, and the usual village rivalries. When 
gennain to the evaluation, they are incorporated into the text. 

Few difficulties with interviews occurred. In one village, 
only one person presented himself during the visit. In one union 
council, the subprojects had begun only two months before, thus the 
villagers knew little about the possible project benefits. The 
interviewers always tried to separate the interviewee from the 
group; sometimes this was impossible and ideas came from the other 
persons present. In the vast majority of the cases, the villagers 
expressed their opinione openly and frankly, lending credence to 
their replies. 

5. Government Officials and Project Personnel 

The evaluation team met with USAID officers in 
Washington, DC, Islamabad, and Peshawar for orientation and guidance 
at the beginning of the work. They alao discussed the project and 
the evaluation with NWPP government officials. During the field 
work and writing periods, interviewe were held with staff members of 
provincial, divisional, subdivisional, departments, and with 
personnel of the cooperating line agencies. NWi?AD Project peraonnel 
were consulted constantly duri2g the entire exercise. UNFDAC and 
Dir District staff members were interviewed as pertinent to that 
sumnary section in the report. (A list is provided aa a part of 
Annex E. ) 

All of these interviews were primarily open ended, allowing 
for a free flow of information and opinions. Specific explanations 
and data were requested and furnished. Cooperation was unusually 
strong and contributed materially to the evaluation. 

B. Docuscnt Study 

The evaluation team was provided many project reports and 
related documents in AID/U, USAID/Islaaabad , and Peshawar . Other 
papers and internal documents were supplied by the NWAD Project, by 
NWPP Government offices, and by peraonnel of other projects in the 
xea. These were reviewad, portions extracted, and the summarized 
content incorporated into the report as appropriate. (The major 
documents are listed in Annex E.) 



C. Data and other Information Eiana~ement 

Subproject data from both the USAID and STAD Project 
personnel vere first studied, then updated as required, and 
pertinent portions were summarized for inclusion in the report. The 
update effort of the staff members was particularly useful since 
many activities had been conducted eince the last formal reporte. 
Almost all of the information could be incorporated through Hay 30, 
1987. 

The site inspection report information was primarily for 
deacrlptlons used In tha, infrastructure secthn of the report. A 
few items were tabulated manually.. 

The union council/project coamittee and the beneficiary 
fot-m items vere tabulated by the interviewers under the supervision 
of a specially contracted person, working under the direction of the 
evaluation team leader. Percentages were calculated and the 
appropriate tables prepared. Recounts and transformations were 
performed as needed. 

Dm Reporting 

Through a study of the background and scope of work in the 
contract, the bevelop~nt Associates team members, in conjunction 
with A I D N  evalu~tion s taff , developed a tentative report outline. 
That was revised in Peehavar with input from Project and other USAID 
ataff members, plus the NWFP Special Development Unit member 
assigned to the evaluation tern. Writing sectiona were chosen by 
the team members according to their specializations. 

A draft of the body of the report was produced in 
hahawar; the sectiona were reviewed by project and SDU per~oanel 
duriu the preparation. A preliminary verbal presentation vas 
aade to NWFP officials on July 16.That draft was presented to the 
Rosram Office on July 19. During that review, the team completed 
the annexem. The reviewers' suggestions were incorporated into the 
draft, and the second draft was submitted on July 29. An oral 
prerentation was made to USAID/Paldstan and Government officials 
duriu the draft preparation. ~SAID/~akistan cabled further 
au~estioas on September 15. Those were incorporated and the final 
version war prepared in the Development Associates officer. 

1 DEVELOPMENT ABBOClATES, INC. - 





An important component of the North West Frontier Area Development 
Roject evaluation and the Dir District Development Roject review was 
the interviews with village beneficiaries and union council/project 
committee leaders. These interviews, conducted by Pushto speaking 
graduate students from Peshaver University, ascertained: 

- The knovledge of the interviewees about project activities; - Opinions about the subprojects; - Felt needs far further development; and - Recoanuendaticns for project improvement. 

This annex contains narrative summaries of the responses and the tables 
detailing the proportions of them. The methodology and interviewee 
statistics by site and type of interviewee are explained in annex C for 
those in Gadoon-Amazai and in Chapter VI for Dir. 

Beneficiaries, (192) were interviewed in sample villages in the 
seven union councils of the NWADP. Twenty-seven leaders from district 
and union councils, and from project coanitteea, were alao interviewed. 

Thoae project activitiea mentioned moat frequently by 
beneficiaries include water projects, agricultural demonatration plots, 
irrigation ayatems, schools, and roads. Respondents (93%) concurred in 
their high rating of the quality of the roadr, while the great majority 
(80th-90th percentile) felt that the quality of the other activities 
ranged between fair and good. Not surprisingly, given higher visibility, 
infrastructure rubprojects were mentioned more frequently than rJvPADPVe 
agricultural activities. (The tables f ollw the summary. ) 

In tenma of new project activitiea, one of the greatest needs 
erpresred by respondentr was for basic health unita. This is cot 
rurpriaing aince the project has undertaken only five such uni"L, none of 
which is yet completed. The area must as yet be very poorly served with 
health facilities. Roject activities have to date concentrated more on 
rchools, drinking water and irrigation supply systems, at least on the 
infrartructure ride. The results show there is still conriderable demand 
for new coartruction of these three ithmr. This is particularly so for 
rchools - 20% of the rerpondent noted a deaire for additional schools. 



Interestingly, the demand for girls' primary and middle schools is 
greater than that for boys' primary and middle schools, perhaps 
reflecting the project's initial concentration on constructing boys' 
schools. Ten schools for girls are under construction or planned. In 
future, the project may, at least for some period, want to shift emphasis 
to the construction of girls' schools, particularly at the primary 
level. There is, perhaps surprisingly for such a conservative Pushtoon 
area, some interest in building girls' high schools. Twenty-four percent 
of those who mentioned high schools as an additional need specified ones 
for girls. Roads, electricity, and demonstration plots were also in some 
demand. 

Eighty-six percent of the responses noted that the community did 
help with the subproject activity, perhaps a higher proportion than would 
be expected given some of the political problems associated with this 
project. Fifty-one percent said that their village had contributed 
labor, while 16% noted the donation of land. 

Given distances and the difficulties of travel, a surprising number, 
70%, of respondents had visited the project office in Topi. Twenty-six 
percent had gone to pursue matters connected with activities in progress 
in their villages. Others visited to request infrastructure subprojects 
or agricultural activities. Thirteen percent of the respondents visited 
to ask for a demonstration plot. Finally, a considerable proportion 
(22%) of those responding had visited the office to request employment, 
confirming that this is still a critical need of the Gadoon-Amazai area. 

Sixty-seven percent of those responding had visited a detnmstration 
plot, an especially high percentage given that travel is difficult and 
some areas do not have plots. Seventy-nine percent of those visiting 
thought that the plots were beneficial or satisfactory. This, when 
viewed with the percentages of respondents mentioning demonstration plots 
suggested that this component of NWFADF has received good visibility and 
can be counted as successful with beneficiaries. Some respondents (8%) 
did think that the plots were too large, perhaps feeling that too much 
labor was required (an additional 3% noted the need for more labor on 
these plots), that smaller farmers were exclude,d from participating, or 
that the benefits of the new crops or improved yields were not as 
relevant to smaller, poorer farmers. In fact, eight percent of the 
respondents stated their belief that the demonstration plots were not 
beneficial to the poor. 

Of those who have not visited plots, only 19% said it was owing to 
lack of interest. The rest reported inconvenient travel distances or 
lack of plots in their farming community. 
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A majority of respondents ( s i x t i e t h  percenti1.e) reported rece idug  
seed and f e r t i l i z e r ,  with most of those having received these inputs i n  
1986. This, of course, was the year t h a t  the wheat support program 
dis t r ibuted  huge quant i t ies  of wheat aeed and f e r t i l i z e r .  No respondents 
recal led receiving aeed and f e r t i l i z e r  pr ior  t o  1986. With respect t o  
f r u i t  trees, a l i t t l e  over half  the respondent (56%) reported receiving 
t r ees ,  with the bulk of that d is t r ibut ion  having taken place i n  1906. Of 
course, 1987 is only half over. Seventy-eight percent of those 
responding sa id  tha t  an extension worker had v i s i t ed  them and given 
advice about farming practices,  a part icular ly impressive f igure given 
the  inadequate supply of project vehicles f o r  the use of extension 
workers and the r igors  of t ravel .  

Training has been a d i f f i c u l t  component of the project,  and 
vocational t raining i n  par t icular  since residents must be sent  out of the 
area. Relatively few have received training. Only twelve percent of 
questionnaire reepor. lents reported receiving training. Of those, 49% 
sa id  t h a t  they had received t ra in ing  i n  carpentry. This is an anomoly 
since roughly 50 of the  700 who have been trained t o  da te  received 
t ra in ing  i n  carpentry. The vast  majority of those part icipat ing i n  the 
vocational t raining program took drivers  training. Twenty-four percent 
of those receiving training reported taking drivers  training. Another 
12% received training i n  agriculture.  Tne great  majority of tLose 
reaponding f e l t  tha t  the t ra in ing  waa beneficial.  

E i g h t y a i r  percent of the  respondents claimed t o  know someone e l se  
i n  t h e i r  v i l l age  who had received training. As expected, the kind of 
t ra in ing  reported t o  be mont frequently received by othera wae drivers '  
training. A eubstant ial  percentage (12%) a l so  said tha t  they knew 
someone who had learned t o  be a t a i l o r .  Other respondent8 reported tha t  
acquaintances had received t ra in ing  i n  agriculture,  pipefi t t ing,  
carpentry, police. Fewer respondents (68%) than among thoee who had 
ac tual ly  reported receiving t ra in ing  expressed t h e i r  bel ief  that thoae 
who had received training were s a t i s f i e d  with it. Twenty percent of the 
respondenta claimed t h a t  othera had complained tha t  the  t raining had not 
led t o  jobs. This could par t icular ly  be the case with the very large 
number (over 400) of individuals given drivers '  t raining since there 
seems t o  be no shortage of men wanting t o  work ae drivers.  
Interest ingly,  only 3% said t h a t  other part icipants  f e l t  tha t  t raining 
had led t o  job recurity.  

With respect t o  demand f o r  addit ional  o r  future t raining,  rcsponsea 
-re divided amow a number of r k i l l r .  Ten percent s t i l l  recormended 
drivers '  training, perhape because the  course i a  short  and the s k i l l  
demands l i t t l e  i n  the  way of education/literacy. Thirteen percent cal led 
f o r  e lec t r ic ianr '  t ra in ing  while eight  percent thought t a i lo r ing  was 
useful. Four percent thought t raining ahould carry the  guarantee of a 
job with i t*  



Table D.1. Project Activities Known by the Beneficiaries 

X of Quality Rating (XI 
Activities Named Mentions Poor Fair Gooa 

Schools 
Basic Health Unite 
Vet Dispensary 
Roads 
Trees /Plots 
Demo. PlotsISeed 
N~n-P~tmel Educe 
Other 

Table D.2. What Else Should The Project Do? 

(Total Response8 694; X calculated on number of requests) 

tivitp X 

hater Supply 
Irri .?ation 
Schools 
Health facilities 
Roads 
Electricity 
Vocational Training 
Demonst. Plot e /seed 
Other Agric. Assistance \. 

Paployment Generation 
Other 
I * One-third of the requests specified schools for girls. 

Table D.3. Did the Community Help? (192 responses) 

I Reply X I 
Yee 
No 
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Table D.4. Kind of Help Vil lagers  Provided 

1 Help X 
J 1 

Cooperation 33 
Labor 51 
Contributed land 16 

Table D.5. Have you Visi ted the  Project  Office i n  Topi? (Responses = 192) 

Reply X I 
Yes, v i s i t e d  7 0 
No, not v i s i t e d  30 

Table D.6. Purpose f o r  V i s i t  t o  Project  Office 

- 
Purpose X . 
Employment 2 2 
Request demo p l o t  1 3  
Water supply 11 
Pureue subproject  26 
'k r iga t ion  6 
Village demands 5 
Request school 4 
Training 2 
Other 11 

Table D.7. Have you Visi ted a Demonetration Plot?  (T = 192) 

Yea, v i s i t e d  
No, not v i s i t e d  
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Table D.8. Opinion of Plots, if Visited (T = 129) 

k Opinion X 
I 

Benef icial/satisfactory 79 
Require additional labor 3 
Plots are too large 8 
Not beneficial to poor 8 
Other 2 

Table D.9. If not Visited, Why? (T 63) 

Travel distance too great 
No interest 
Unaware/plota not in area 

Table D.10. Have you obtained Seeds Prom the Project? (P178) 

I Reply f 
Received aced 
Did not receive 

- -- - - - - - -  

Table D.11. If seed Received, year Re~eived 

I Year X I 

Table D.11. Have you Received Fruit Trees? (P169) 

Received trees 
Nct received trees 



Table D.13. If Received, Year received 

Year Z 
J 

1987 29 
1986 70 
1985 10 

Tabla D.14. Aave you Received Fertilizer? 1P113) 

I Reply X 

Received ferti l izer 
Did not receive 

Table D.15. If Received, Year Received (T = 131) 

I Year X I 

Tabla D.16. Has an Extension Worker Helped You? (-183) 

Table D.17. What Did the Extension Worker Do? 

Cam advice 
I me absent 
Nothing 



- -- - 

Table D.18. Have Y m  Attended Any Training? (T.1191) 

Attended 
Not attended 

Table D.19. If Attended, Kind.of Training? 

Carpentry 
Driving 
briculture and Livestock 
Tailoring 
Pipefitting 
Police 

Table D.20. Qinion of Training 

I Opinion X 1 
Beneficial /Good 
Not beneficial 

Table D.21. Has Anyone else in the Village Attended Training? 

Rnw someone 
Don't know 

Table D. 22. Kind i r  Training 

Kind X . 
Driving 
Tailoring 
~riculture/livertock 
Conrtruction trades 
Police 
Other rkills 
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I Table D. 23. What did the others attending training think of it? (Pl47) 

I Opinion X I 
Useful/Satisf actory 
Not useful/Unsatisfactory 
No opinion 

Table D.24. What other kinds of training should be offered? (-280) 

Construction Trades 
Driving 
Agriculture 
Tailoring 
Local Training 
Auto Mechanics 
Other Skills 
None Needed 
Job Guaranteed 

B. Union Council/Ro ject Committee Survey 

Leaders and beneficiaries agreed closely about what activities 
had been done and what others vere needed. '~ant~-two percent mentioned 
various agricultural activities the project had carried out including 
distribution of trees and establiehncnt of demonstration plots. These 
activities were given a unanimously good rating. 

The vast majority (76%) of the responses mentioned infrastructure 
projects that had been completed or were in progress. Those projects 
most frequently recalled were drinking water and irrigation supply 
systems and schools. A subetantial majority of respondents (higher 
percentages in fact than in the beneficiary queetioa~ire but then the 
UC/PC regpandents had probably been directly involved in the 
constructi;,a to some extent) said that the quality of there 
infrastructure subprojects was good. It is interesting that while a 
majority of those who mentioned roads thought the quality was good, forty 
percent thought the quality was only fair, reflecting grievances about 
the route the road took, compensation, or the length of time road 
building takes. 

With respect to new project activitier, proportionately more 
reaponsee called for added water supply and irrigation systems, and 
rchools. Demand for BHUr was relatively strong as was interest in having 
roads built. Curiourly, neither in this questionnaire nor in the other 
war demand for roads what night have been expected given the difficulty 
of the terrain and the inacceraibility of moat villages. 

Overall demand for additional agricultural activities was strong, at 
20% of the responres. Also worth noting was a demand for improved donkey 
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paths. Despite some emphasis on these paths, little has been done, as 
the only two "paths" in progress are actually streets in Gandaf village. 

Responses concerning the role of the union councils in carrying out 
NWFADP activities were overlapping. Thirty-two percent of the responses 
noted that the council had prepared a plan, eighteen percent mentioned 
that it had submitted an application for a subproject, snE T7X that it 
had formed a project committee. Thirteen percent acted chat the council 
had helped to survey the feasibility of a requested activity. 

Interestingly, fewer respondeats (67%) in this questionnaire as 
oppoetd to the beneficiaries, said that the village people had helped in 
the construction of a subproject or the establishment of an activity. Of 
those who said that village people did help, the vast majority (89%) said 
that the people had donated labor. 

Fifty-aine percent reported some problems in completing a 
subproject. The bulk of the problems seemed to be political in nature, 
with 33% of the responses saying that local people had opposed the 
activity. Eleven percent complained that cost estimates that were too 
low had held up project completion, presumably while additional funding 
was requested and negotiated. Six percent complained that a lack of 
coordination between project coaxnittee members caused problems for 
project completion while a small percentage said that accomplishing 
projects had been made difficult because'no one would donate land. 

In some cases, government intervention had resolved the problem; in 
others, the members had been-able to prevail on the community to support 
an activity. Approximately one-third of the responses notd that the 
problem was not yet solved. 

Only 10% of the respondents reported that a project had been 
completely stopped or had never gotten off the ground. Reasons included 
local opposition, red tape, the lack of funds, and govmment enforcement 
against the poppy crop, with no one reason predominating. 

More than 3/4 of the respondents said that there were demonstration 
plots in their area. Ninety-one percent of those regarded the plots as 
useful, while seventy-tkree percent thought that the farmers felt that 
the program waa beneficial and/or ought to be expanded. Twenty-three 
percent had heard farmers express some problem with the program, 
including a need for more agricultural extension and additional inputs. 
Still, overall, the responses confirm the popularity of this program. 



Eighty-nine percent reported that an extension worker had helped the 
farmers, while half of those said that his role had been to give 
technical guidance and advice. Curiously, a larger percentage of leaders 
(25%) than of beneficiaries felt that the extension worker had done 
little. Also interesting and inexplicable is that twenty-five percent of 
the respondents aaid that the extension worker gave advice on trees only. 

Eighty-one percent aaid that farmers in their area had received seed 
and fertilizer. Of those, twenty-seven percent thought it was a good 
program. Thirty-eight percent felt that the input needed to be 
accompanied by more agricultural extension support, while fifteen percent 
called far an t~rpansim of the pra@z~E. It is interesting, however, that 
another fifteen percent did not like the program. 

Almost 314 of thoae responding said that farmers had received fruit 
trees. They said that the farmers' reaction to this waa excellent with 
1/4 calling it a good program and 61% requesting the distribution of more 
trees. 

Porty-one percent of respondents noted that an irrigation scheme was 
completed or in progress in their area. A majority said that the farmers 
seemed happy with the program and almoet 114 would like an expansion. 
Over one-third aaid that they would like irrigation schemes that were fed 
from hand dug wella, perhapa reflecting the fact that only a well can 
supply irrigation systems in aome areas. When asked if extension workers 
had helped with irrigation practicea, 78% aaid no, so this might be one 
area to which extension agents can direct more attention in the future, 
particularly aa more irrigation systems are completed. 

Of those who reported no irrigation scheme in their area, an 
unsurpriaing 95% thought the completion of auch a project would be a good 
idea. Ninety-two percent of all reapondenta thought that more irrigation 
schemes were needed. 

With respect to afforeatation, 56% of the respondents claimed that 
aome farmers had planted forest trees. The great majority thought that 
farmers felt that this was a good thing to do and that more needed to be 
done. All respondents said that NWPADP had done nothing to improve 
grazing for animals. 

In the area of health, 73% said the project had done nothing. This 
is not aurprisiug since the project haa only five BHUa under 
construction and no others planned. About 1/5 of the reapondents maid 
that a BHU was being built in their area. Eighty percent said that their 
BIW ham not been staffed. This also ia not surprising mince none of the 
BHUs have been completed. Respondents generally felt that these health 
centers were valuable to the community. 



Eighty-five percent of the respondents recorded that a school had 
been built in their area, and a solid 3/4 of those reported that the 
government had appointed enough teachers for their school(s). Of those 
who expressed a need for more teachers, the majority said they required 
an additional one or two. One-quarter claimed they needed 10 more 
teachers in therr area, a response which may not accord vith the physical 
facilities available. The demand for additional schools, as reflected in 
earlier questions, is high, with 81% suggesting a need for one or tvo 
more schools. Responses were almost evenly divided among the need for 
primary, middle, and high schools. No respondents felt that classes 
should be coeducational. Finally, ninety-six percent of the respondents 
reported taat teachers quarters had not been built as part of the new 
school, the lack of which could limit the supply of female teachers for 
girls. 

Just over 112 the respondents recorded the existence of a project 
supported drinking water scheme. Seemingly, most such schemea are not 
yet complete. A huge majority (96%) felt that more such schemes were 
needed and also felt that popular reaetion was very positive. Almost 
half of those suggesting a need for rci-e schemes said that one or two 
additional projects would suffice. 

The response to training was very positive with a need expressed for 
additional vocational training (i. a. , pipe fitting , driving, masonry) and 
for the establishment of training centers. A few respondents complained 
that the trainiw took place too far away from the locality. 

Eighty-five percent regarded the training programs for women as 
beneficial, while almost 1/3 called for the establishment or expansion of 
non-formal education centers. Only 1/5 of the respondents felt that no 
other trainiw wan nosded for women. Twelve percent af the respondents 
called for literacy training for women. 

In the final question, respondents were asked what recomndations 
they had to make the project better. Some of the reeponses requested 
more infrastructure projects while others made more interesting 
suggestions vis-a-vis project management. There was considerable demand 
for more employment, training, and overseas jo' '. Some argued for 
greater compensation (perhaps for not growing poppy), while a few 
cmplained that payment for activities took too long. The ruggestions on 
management involved reducing the time spent inthe Top office, more help 
plaaning subprojects, and totalling a small office and materials storage 
in the council area. 



Table Dm 25. Activities Done by Project and Needed in Area ( X  of replies) 

Quality Hare Requested 
Activities Done Poor Pair Good Needed Subprojects 

Water Supply 
Irrigation 
Schools 
BHUe 
Vet Dispensaries 
Roads . 
Electricity 
Trees /Plots 
Demo Plots /Seeds 
Donkey Paths 
Training 
Other 

Ta,ble D. 26. What did the Council <.or < P 6 0  mentions) 

Prepare a plan 39 
Fomed a committee 17 
Submitted an application 18 
Negotiation 7 
Other 6 
Helped make a survey 13 

-- - - - - - - 

Table D.27. Did the People Help? (P27) 

Reply X I 
No 
Yea 



Table D.28. Whet Rind of Help did they give? (T-18) 

Gave Cooperation 
Ccintrir . Labor 
Save Free Land 

Table D.29. Were there any Problems la Completing the Project? 
( F 2 7 )  

Response X I 
Yea 
No 

Table 0.30. !l!ypea of Problems Encountered !'Pl8> 

t Problem X I 
Eatinate too low 
Poli t icallenf orcement 
Construction rtopped 
Poor Quality of construction 
h c k  of coordination 
No one would give land 

Table D.31. How were the problem resolved? 

Motivate, perruade 
Government interventh 
Not yet rerolved 
Negotitaion 



Table D.32. ave some projects been stopped? (T.127) 

Response X I 
Yes 
No 
-- - 

Table D. 33. Reasons for stopped subpro jecta (-6) 

Red tape 
Political/enf orcement 
Funds unavailable 
Reaaon not known 
Inadequate water supply 

Table D.34. Does the project have demo~etration plots i n  this  area? 
(-27) 

No 
Yea 

Table D.35. (If yes) Do you think che plota are useful? 
(-22) 



Table D.36. What do the farmers think about the plots? 
(P27)  

I Opinion X 

Useful 52 
Increaadexpand program 21 

' Need more extension support 10 
Need more water f i r s t  7 
Useleas 3 1 Other 7 

Table D.37. BRS an Agrcultural Extension Wcrker helped the farmers? 
( P 2 7 )  

. U P  

Reply X 1 

Table D.38. (If yes) What dib he do? ( P 3 2  mentions) 

Response X I 
Technical guidance 
Not much 
Helps with trees 



Table D.39. What do farmers think about the seed and f e r t i l i z e r  program? 
(P26)  

Opinion X i 
Want more inputs o r  

too few receive6 1 5  
Need more ertenaion support 38 
Good program 27 
Seed qual i ty  poor 4 
ban* t 1Xle It 13 

Table D.40. What do farmers think of the f r u i t  t r ee  program? 
(-23) 

Opinion X 

Mstr ibu te  more t r ees  
Good program 
Not ueeful 
Intereeted i n  program 

Table D.41. What do the  farmera think of the i r r iga t ion  acheme? 
(T-14) 

I 

opinion X 

Expand it 
Happy v i t h  program 
Increase crop yielde 
Want from dug welle 

Table D.42. Are more i r r iga t ion  echemce needed? 
( P 2 5 )  

Reply X 



Table D.43. Have some farmers planted forest trees? 
(P2S) 

Tahble D.44. What do farmers think about growing foreot trees? 
0-17) 

opinion h 1 

Table D.45. Has the project improved grazing for animals? 
W 2 5 )  

Table D.46. What hae the project done i n  health? 
W 2 6 )  

No thing 
Baric health units 
Improved drainage 

DEVELOPMENT AS~OCUTJGS. INC. - 



Table D.47. Should more schools be built? 
(-21) 

Table D.48. For what classes are new schools needed 
(T-22) 

Level X I 
Primary 
Middle 
a s h  

Table D.49. For whom should the needed schools be built? 
(T-33) 

~nswer x I 
Some for boys 
Some for g i r l s  
Mixed Schools 

Table D.30. Did the project build teacher quarters with the echoole? 
('P23) 



Teble D.51. What do people think of drinking water schemes? 
(T-18) 

Good 
Good but need more 
Not ~ o o d  

Table D.52. Are more water schemes needed i n  your area? 
(T.125) 

Table D.53. What do you think of the training programs for men? 
(P21) 

Opinion X I 
Helps find job8 
Beneficial Izaod 
Training too far avay 



If. Dm DISTRICT 

The assessments in the Dir District Development Project were 
conducted on a review basis rather than for evaluation. Tht, several 
instrument applications (inspections, intervievs with leaders and 
beneficiaries) were spread over 22 villages in 5 unian councils. (See 
Table D.54 for the locations.) The team conducted 38 beneficiary 
intervievs and, 3 with union council members. They inspected 5 
infrastructure subprojects and viewed fruit and forest nurseriea and 
plantings. The infrastructure and tree crop installations are described 
in Chapter VI .  

A. Beneficiaries 

Relatively few beneficiaries knew about the existence of thoee 
subprojects in their area. Water supply systems (3GX) and irrigation 
(24%) were best known but even these were recognized by a minority. 
Roads, forest trees, and demonetration plots vere known to leas than 
20%. The quality of the demonstration plots and forest plantings waa 
unnnimoualy rated good by the villagers. Half or more gave that rating 
to the water eupply systems and roads. Irrigation systems were rated 
poor by 88% of the respondents. 

The requests for subprojects included 14 different types but most 
were mentioned by only two or three villages. Health facilities, water 
supplies, and irrigation were named by from 10 to 15% of the interviewees. 

The beneficiaries who lived in areas where constructioa was underway 
said their communities had helped these subprojects by cooperating with 
the line departments and in a few cases by providing labor. An 
interesting case of cooperation was a village in which every family 
signed a legal document that they would maintain the drinking water 
system and pay the costs of diesel to run the pump. 

Only a fourth of the interviewed villagers had visited the 
demonetration plots. Only one had received fruit trees and one other had 
planted forest tree#. Rto had been given maize seed. 

Thirteen percent had been visited by an extension worker. They 
stated that he gave advice on agriculture during hie visit. 

No one had heard about the possibility of training for villagere in 
the project; none had yet started. Re8pondenta were interested, 
however. Over half gave a generalized suggestion of "technical 
training." Other mentions included driving, electrical, mechanical, and 
clerical. 
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Table D.54. Locations by Type of Instntment Applied i n  Dir District 

Inepec- Lead- Bane- 
Location tioa err f i c i  aries Total 

District Dir 5 3 38 46 

UC: Darora 
Chmb 

UC: Hunja 
Pandikas 
Bagholai 
Shahgai 
PAhndesh 
Rabat Kotki 
Baroon 
Teesu 
mlb 
Hun jai  
Rani 

UC: Aobnar 
Henoban 
Ksndar 
Baber Gakh 

UC: Danwai 
banmi 

UC: Timergara 
Zariat Shah 
Timergara 

UC: Koto 
Morani Payan 

UC: Khal 
Sacha %ra 
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Table D.55. Project Activities known by the Beneficiaries in Percent 
and Ratings of Them 

- 
Beneficiaries Quality Judgment 

Activity Nsmiw Activity Poor Pair Good 

Water Supply 30 30 20 50 

Irrigation 

baas 

Forest trees 

Demo.  Plots 

Table D . 5 6 .  Beneficiary Suggections for Subprojects in their Areas 

Subprojects X 

Water Supply 

Irrigation 

Schools 

Health facilities 

Roads 

Electricity 

Demo.  Plots/Seeds 

Flood protection 

Other 
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B. Leaders 

Since only 3 union council members were interviewed, and their 
replies were much alike, their responses were not tabulated. The content 
of their answera differed considerably from those of the villagers; they 
had been present in district meetings when possible subprojects were 
discussed and thus they knew much more about them, despite the early 
implementation stage of the project. 

All 3 knew exactly which aubprojecta had begun within the union 
council areas. They discussed a long list of infrastructure aubprojecta 
needed in their villages beyond those that were under construction: 
drinking water supplies, irrigation, schools (half for girls), health 
facilities (including operating funds for existing sttuctures that were 
closed), roads, bridges, terrace iapmvement, and wanen's centers. They 
emphasized agriculture and criticized the project aurseriea for 
distributing so few of the trees. Forest plantations were considered 
highly desirable on the upper slopes to provide fuel, lumber, and eroaion ' 

control. 

Tralning for men was seen as highly desirable, with a wide variety of 
vocational skills named. They noted that m n y  men had employment for 
odly a month or two during the year. 

Training for women was favored by all 3 council members. They wanted 
primary, middle, high, and vocatioaal education for girls, including 
typing and accounting. Woscns' centers were also requested, and these 
were to teach literacy, nuwracy, and home life skills. 

Extension work was deemed necessary. They noted that the area has 
very few extension workers, not nearly enough to serve the farmcrs. 

All three council members had visited the project offices and knew 
some of the staff. They also knew many professionals in the line 
agencies. Their proximity and relatively easy travel accesr favored 
their acquaintance. 

Their ruggertions for project improvement were almost entirely 
related to "gat the work moving." They felt that rome part of the delay 
wan due to "political aaneuvering" and "#pending too auch time in the 
off ices." Only one mentioned shortage of funds. 
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1. The lbla Dhaka Tribal Area is comprised of 559 sq. kilo~etres of 
rough mormtdn terrain, largely on the right bank of the Indus in the 
upper reaches of what is now the Tarbela Lake. It is bordered by 
Batsgram Sub-Division on the Northeast, Mansehra in the East, the 
Gadocan-Amazai area of Abbottabad District in tbe South, and the Buner 
Sub-Division of Swat Diatrict on the Went and the Northwest. This area 
has traditionally bean one of difficult access both in physical as well 
as socio-economic terms. Since the conntruction of Tarbela Dam and the 
resulting lake, the phyaical access to this area haa becoae even more 
difficult an mostof the traditional routes leading from Darbsnd and Oghi 
srs aarr submerged. m e  area Is now accessible dth more eaue aurlg the 
auaaMr month8 when the water level in the lake allows boats and launches 
eas7 reach to nost ptlnts in the area. In the winter, however, access to 
the area becomes very difficult, involving two to three day treks across 
rough terrain. 

2. According to the 1971 Census the population of Kala Dhaka stood at 
195,000. The 1981 Census puts the population fig~r.3 at 83,000, implying 
either an intarceensal decrease rate of 57 X or a gross error in the 1981 
Census. All empirical evidence indicates a fair percentage of error in 
the 1981 Census, an quite a number of villages seem8 not to have been 
included in the Cenaua at all. It would be reasonable to assume that the 
preaent population of Kala Dhaka is well in excess of 100,000 people. 
This population ia divided into five major tribes which are as follows: 

a) Basikhel - 37.0 X 
b) Maddakhel - 20.0 X 
c) Hasnanzai - 18.5 X 
dl Akkazai - 14.3 X 
e) Nurratkhel - 10.2 X 

Of these tribca the Basikhel, Nuaratkhel, Akkazai and Hasaanzai inhabit 
the left bank of the Indus, while the Maddakhel live on the right bank, 
having easier accera from the Gadoon Area or Buner during winter months. 

3. The Kala Dhaka area is a part of the Proviacially Adminiatered 
Tribal Arear, adainintered by the Government of NWFP, through the Deputy 
Comisrioner, Pbnrehra, who is alro the Political Officer for thin area. 
A Political Tehaildar stationed at Oshi looks after the day-to-day 

I working of the area. 

4. Though durin~ the lart three years the Government of NWPP haa been 
giviu prioritized attention to the primary needs of thin area, Kala 
Dhaka, by whatever criterion that may be applied, ntill remains one of 
the most backward area8 in the Province. In terns of nocio~conomic 
development, the corrparative backwardness of the area can be measured by 
the following indicatorr: 



Indicator 

ii) Female 

Kdla Dhaka 

Primary Education Cove 
1) Boy8 

Basic Rcalth 
Popula tion 

Doctor No Doctor 

Population per 
hospital bed No beds 

Population per 
BHU/RHC/Dispenaary 39000* 

Irrigated area as 
X of cultivated area 16.7 X 

Paraon8 per 
Irrigated hectare 43.0 

Rural Water Supply 
Coverage X 30 X * 

N.W. P. P. 

11.2 X 

42.6 X 

in the area. This There are ouly 2 public health rervlces 
figure relater to maall Rural $arks Schemes which do Dbt meat 
all the coverage criteria. 

These figurer would surely indicate a development lag, not only in 
the context of overall Provincial Development, but also compared to 
the area i d l a t e l y  adjoining the Kala Dhaka. None of the villages 
in the area ir electrified and even after the completion of the 
recently rtarted Darband-Thakot Road (which will open up a 
conriderable portion of the area), there rill be only 84 kilometree 
of road in the araa. 

5. A la-e percentaae of the inhabitants of Kala Dhaka, given the 
lack of economic opportunity in the area, can aurely be clarsed as 
livina belaw the poverty line. Though in the absence of reliable 
rtatiaticr it ia difficult to compute such figures accurately, no 
ertiute would put the per capita income of this area beyond 25 X of 
tha national figur*. The majority of the population gets by on 
eubairtence level a~riculture. The non-agricultural population 
prov?.des traditioual ratricer, while rurplus labour f r m  the 
agricultural sector saekr employment outside the area. 



6 Agriculture 

The Agricultural Censua of 1965-66 put the total arable land 
in the area at 180,125 acres, of which 78,000 acres had been 
cultivated. The construction of the Tarbela Dam resulted in the 
loss of 3,047 acres of largely irrigated land. Of the remaining 
74,953 cultivated acres, only about 16 X is irrigated whereaa the 
rest Oependa upon rain. 

The following table i~dicatea the cropping pattern of the area: 

Tear - Area under each crop Tacres? 

Uheat Paddy Maize POPPY * 

Department of kriculture estimated poppy in excess of 5,000 A. in 
1986-87 but most sources say not more than 1,000 A. 

Aa is obvious, the uphaaia is on rtaple crops to meet local needs. 
However, even the production of theat and paddy is not enough to 
meet the requirements of the area and reliance has to be placed on 
buying in the settled areas. The only cash crop grown, and that too 
not on any large rcale, la poppy. 

7. The Poppy Factor 

Historically, there vas very little cultivation of poppy in 
the Kala Dhaka area. This was due to the following reasons: 

a The limited use of opium in the area itself; 
b. The adequate cultivation of prime quality poppy in 

areas more accessible than ltdta Dhaka in tenur of 
marketing, Le., Buner and Gadoon. The ban on the 
cultivation of poppy in the settled area@, coupled 
with the enforcement activities being undertaken 
have, howaver, led to a marked increase in the 
cultivation of poppy in the Kala Dhaka area. 

Subrtitution in the C.doon/Buner area8 led to an increaae in poppy 
cultivation in the ltla Dhaka. Reports from the area a180 indicate 
that in the renoter part8 of Kala Dhaka, poppy cultivatorr from 
Buner and Gadom are beginniqg to acquire land on leare from the 
locals . 

The w m t  alarmin# aspect of poppy cultivation in Kala Dhaka 
wwld be the entry of thir non-local element with all the 
raaificationr of "big-heroin money" into the area. Given the 
poverty of the area, it is not difficult to foreree a considerable 



portion of the holdings being mortgaged to such interests sometime 
in the not too distant future. It is this aspect which makes it 
absolutely imperative that some kind of a concentrated action be 
initiated forthvith, not only to provide the people with a 
reasonable altemate, but to undertake a programme designed for the 
basic uplift of this area. The purpose of such a programme would be 
to ensure that at least in terms of the basic indicators of 
socio-economic development, it comes at par with the areas 
surrounding it. 

8. Ponnulatin~ a Development Programme for Kala Dhaka 

It appears obvious that if the question of Kala Dhaka's 
comparative under-development is to be tackled, then the need would 
be for an integrated development programme designed specially for 
this area. Though, as stated earlier, the Government of NUFP is 
giving prioritized attention to the needs of this area (the ADP 
1985-86 alone make8 an allocation of Ra.24.51 million for the area, 
the emphasis being the Communication and Rural Water Supply 
Sectors), the level of developent investment available would not be 
able to take care of this lag for quite some years. 

It is with this in mind that the proposal for a three-year 
integrated programe costing somewhere in the region of Rs.119 
million has been formulated by the Project Directorate, Kala Dhaka, 
in consultation with the other line departments in Mansehra 
District. The proposal is based on the follawing considerations:- 

a. 

b. 

C. 

The 

In tern of eephasie, the strategy would be no different 
from the developmental strategy being followed for the 
rest of the Province for the lart few years, namely: i) 
to meet the basic need8 of the people in the fields of 
Education, Health, Drinking Water, and Sanitation; ii) 
to develop the basic infrastructure for further economic 
development by providing rural roads and electricity; 
iii) to make an effort to provide improved agriculture, 
thus reducing reliance on poppy and subsistence crops. 

The programe would not set overly ambitious targets for 
itself but would be limited to what can safely be 
accomplished in the time frame, given the developmental 
infrartructure available both in terns of the 
technical/organizational abilities of the line 
departments and their absorptive capacitiks. 

The time-frame of three years is short enough to provide 
the right kind of Policy cum administrative continuum, 
and at the same time being long enough to complete all 
the proposed projects. 

sector break-down of the proposed programme is given in 
the following table: 



Minimum Integrated Development Programme 

I Sector Allocation Physical 
(Rs million) Targets 

Agriculture 
5.4 X 
Animal Husbandry 
2.5 X 

5.1 X 
Communication 
41.5 X 
Rural Drinking Water 
13.1 X 
Health 
13.6 X 
Education 
7.6 X 

Rural Electrification 
8.3 X 
Project Cell etc. 
2.5 X 

6.53 Ea. activity 

3.00 3 Vet. Dispensaries 

b.M 19 Channels 

49.50 7 roads 

15.67 119 schemes 

16.24 7 BHU 

9.10 54 Schools 

10.00 

3.00 

Total: 119.24 

A syaopeis of what the programme would hope t" achieve in each 
sector is as follows: 

i) Communications 

About 41.5 X ,  i.e., Rs. 49.5 million, of the total outlay 
allocation is in addition to the Rs. 90 million being spent by the 
Government of NWPP on the Thskot-Darband Road to be completed by 
July, 1986. This outlay would complete seven break-through roada in 
the Kala Dhaka, five on the left bank of the Indus linking the 
Thakot-Darband Road to aajor villages in the interior and two on the 
right bank, one linking the hddakhel area to the Gadoon area via 
Dhund and the recoad opening up the Waddakhel/Akkazai area via 
Bwer. Mter the completion of these roade, all the major 
population centrer of the area would have allreather acceee. 183 
additional kilometrer of road would be built in the programe. 

Thz proposed allocation of Re, 10.24 million would be utilized 
to build 6 ksic Health Units and one Rural Health Centre in the 
area. PreaentJv there ir one BRU for every 39,000 people in the 
area; after the ~mplementatiou of thie programs, the ratio would be 
1 to 15,000. Tbo**sh a considerable iaprovement in termr of 
providi~ basic health rervicee to the area, the ratio would atill 
be higher than the prerent Provincial ratio. 
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iii) Rural Electrification 

Currently electricity has not been extended to the Kala 
Dhaka. During the programme, the main grid would be extended from 
both Darband and Thakot along the Darband-Thakot Road. A couple of 
mini-hydro stations are also proposed for the right bank areas where 
it may be difficult to extend the main grid. 

iv) Rural Drinking Water 

The abaence of acceaaible driuking water has been a major 
problem for the ltrc Dhaka area. I )a in l~  the  last three years in 
which the Governmunt of NUFP has been making apecial allocations for 
small rural works in the Ksla Dhaka to be executed by a Project 
Directorate headed by the Deputy Commissioner, more then 80% or the 
application8 received by thia Directorate have been for water supply 
schwrss. There are only two public health schemea in the area. 30 
more small water aupply schema have been executed through the Rural 
Works Programs. These achemea though not providing water according 
to accepted standards d criteria, are nevertheleas meeting a great 
need by providing sol# drinking water to 30% of the population. 
During the propored programme, 119 additional schemes would be 
executed, bringing drinking water to 71% of the population. 

v) Agriculture 

The dlocation of b. 6.53 million will be uaed to extend 
Agricultural Extenaim Services to the Kala Dhaka. The main 
objective would be to introduce modern methods of cultivetion, ' 

improved crops, fertilizer, pest and diaeaae control, establirh 
fruit orchards, and make a start in the cultivation of cereal and 
other caah crops. 

This project, when coupled with the irrigation activities 
planned in the programe, could well mean greater income and the 
reduction of poppy cultivation. 

An allocation of Rs. 6.20 million will be utilized to build 19 
irrisation channels in the three yeara of the programe. Theae 
ch~nnela will briw an additional 6,512 acres of land under 
irriaation. 





Major Illicit Opium Poppy Cultivation Area8 
in Northwestern Pakistan, 1982 

Source: U . S .  Department of Stato, Bureau of International 
Narcotic8 Matters, 1982. 
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. me vs. Work Accomplished 
as Reflected by Actual Expenditures and Funds Committed 

for Work Completed but not Paid For* 

TIME 

INFRASTRUCTURE 

AGRICULTURE 

OFF FARM-TRAINING 

MANAGEMENT TECHNICAL ASSISTANCE 

* See also Table 11.8, on which Table V.l is based. Table V.1 takes into 
account the planned postponement of over $ 3 million of activities to a 
Gadoon If. 





AID, AXDm 

ADP 

BIIU 

CD WP 

c&w 

3CWEC 

FAR 

FATA 

GAADP 

GONWFP 

COP 

HCC 

IPAD 

I N n  

HOE 

NWFADP 

NWFP 

om 

OPF 

PA@ 

PC(I 

PLA 

PNCB 

PP 

BM) 

Generally for the Agency and US Agency for 
International Development /Washington, DC 

Annual Development Programme 

Basic health unit 

Central Development Working Party 

Communications and Vorb Department 

Exetutioe Cumimse of the Uatioaal tconoalc Council 

Fixed mount reimbursement 

Federally Administered Tribal Area 

Gadom-Amazai Area Development Project (f omer 
designation of the present NWPADP) 

Government of the North West Frontier Province 

Government of Pakistan (The Islamic Republic of 
Pakistan) 

Host country contract 

International Fund for Agricultural Developaent , 

Bureau of International Narcotics Matters, US 
Department of State 

Memorandum of understanding 

North Wart Frontier Area Development Project 

North West Frontier Province 

Off-farm employment 

Overrear Pakistani Foundation 

Project aasiatance coapletion date 

Project Coordination Unit 

Perro~l ledger account 

Pakirtan Narcotics Control Board 

Project paper 

Regional Affair8 Office 



SDEP 

SDO 

SDU 

TA 

UNDP/OPE 

UNFDAC 

USAID 

WAPDA 

XW 

Special Dcveltpment and Enforcement Plan 

SubDivisional Officer 

Special Development Unit, NWPP Planning and 
Development Department 

Technical assistance 

United Nations Development Programme/Of f ice of Poppv 
Enforcement 

United Nations Fund ?or Drug Abuse Control 

US Agency for International Eevelogaent 

Water and Power Development Authority 

Executive Engineer 


