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I. EXECUTIVE SUMMARY
 

Introduction
 

This is the report of the first evaluation of the U.S.
Agency for International Development (USAID)/Government of
Pakistan 
(GOP) Forestry Planning auid Development (FPD) project
(391-0481). 
 The project is designed to strengthen the capability
of federal, provincial and local institutions to design,

implement and evaluate policies and programs for increasing the
production of fuelwood and timber in 
 akistan. The project
includes the provision of technical assistance, trainng and
commodities to strengthen the capability of the GOP to:
undertake effective integrated and provincial analyses of 
forest

and fuelwood development programs to encourage farm and energy
forestry; and develop and conduct a program of research and
training in support of on-farm tree crop management strategies.
 

A key concept of the original project design is the need 
for
 a phased, coordinated approach to developing and building an
effective farm forestry outreach program. 
Key components of this
development effort include: 
 data collection, systematic analysis
and planning; detailed technical, economic and social designs of
field implementation models and strategies; 
a companion prograit,
of forestry and socio-cultural research; human resources

development; and, policy dialogue and changes necessary to 
foster
 
a national farm forestry program.
 

Thus, assessment of the provision of inputs, their adequacy
and timeliness to date, including technical and commodity
assistance, as well as the implementation strategy, arrangements

and resultanc activities carried cut, 
are primary objectives of
this evaluation. This evaluation will determine whether the
component parts are proceeding together in a coordinated manner
and facilitate mid-course corrections as may be necessary. 
 It
will also 
identify significant issues affecting implementation

and recommend solutions.
 

The evaluation team 
including a Senior Forester/Team Leader,
a Senior Pakistani Forester, a Training Specialist and a General
Development Specialist, conducted the evoluation in-county

during the period of 20 July to 21 August. A level of effort

totaling 17 person-weeks and six-day work weeks was authorized
under an indefinite quantity contract 
(IQC) work order extended
to Associates in Rural Development, Inc. In order to 
compile the
information necessary for the analyses, conclusions andrecommendations, the evluation team undertook a judicious mix of
activities 
including secondary data review, interviews and site
 
visits.
 



Findings and Conclusions
 

The evaluation team is firmly convinced that the Forestry

Planning and Development project and its original design concept

(enhancing the capability of the GOP forestry institutions to
 
carry out farm forestry extension and demonstration) continues to
 
be extremely relevant to development needs and opoortunities in
 
Pakistan. Promoting and facilitating the farmers capacity to
 
respond to the emerging income earning opportunities connected
 
with tree-planting is considered to be the best investment
 
strategy for the sector, offering high returns for the farmer and
 
the nation.
 

Despite its evident potential, project goals and activities,
 
the need for complementarity, continuity and a phased apprcach to
 
implement-tion, as well as the roles, responsibilities and
 
implementation procedures and arrangements within the project are
 
still pqgly understood by project staff, including the GOP and
 
the technical assistance team (TAT).
 

The evaluation team strongly believes that resolving the
 
range of issue currently troubling the project is as or more
 
important than additional physical accomplishments on the ground.

The evaluation team is concerned that the announced revision of
 
the PC-1, although most welcome and appropriate, not become a
 
substitute for making meaningful decisions about major issues in
 
pro!ect_jmiplementation required (and possible) at the earliest 
date. Bearing in mind that revision and approval of a revised
 
PC-l will take time, these issues including those related to
 
goals/objectives, roles and responsibilities, budgets and funding
 
processes, and implementation procedures can and should be
 
systematically addressed as soon as possible.
 

The FPD project has been effectively hamstrung in several
 
areas 
(field operations, training and construction) by the lack 
of timely and adequateGOP budget allocations. Although it is 
difficult to calculate exact amounts of planned GOP 
contributions, it appears that tf.ese presently less than 20are 
percent of what was originally anticipated. Interim steps will 
have to be taken immediately [or corrective action on the GOP 
fiscal year (FY) 1987-88 allocation and funds release, to buy

time for the overall budget readjustment which will result from 
the major revision of the PC-l. 

rhe eviluiition team be l ieves that the Wi n ro(gck _ ech ni al 
ass i stanco t:earn has a cont i nu ig need for internal team building 
in o rd e r t o) i i -oV, bo t h it ,-vn,nja g me n t _w it h _nd i mip ,. t o n th- e
F P1) projI)c:t, It i; vit:,l t:hi t the TAT undorstarnd that it.;
f undament;al role, i; that, of asis;t ing in but] (ding and 
strengthoni nq the inst itutional1 capability of its GOP partner
forestry institutions involved in this project. 
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The evaluation team is well 
aware of the intense pressure,

voiced recently at the highest levels of the GOP, to improve the
 
impact of forestry development projects and programs the
on 

ground. The FPD project can provide the vehicle for
 
demonstrating such impact. 
 The needs of the project, however,
 
are many and the Inspector-General of Forests 
(IGF) is urged to
 
obtain the assistance he will require, by completing the

assignment of the Additional Inspector-General of Forests (AIGF)

and seeking to use, as appropriate, the skills and resources of
 
the TAT.
 

The Provincial Forestry Department (PFD) staff assigned to

the project are the frontline troops in the effort to expand

tree-planting among the farmers and on the 
farmlands of Pakistan.
 
There is 
a receptive audience if they can organize themselves to
 
reach out and service it. 
 Doing so will be the greatest

challenge of the project so far; 
delaying affirmative action will
 
only make it harder. An interim solution to the PC-. targets

dilemma is 
urgently needed and cannot be postponed.
 

Principal Recommendations
 

" 	The evaluation team stronqlv recommends that a
 
comprehensive planning exercise, get underway

immediately to address issues, problems and
 
opportunities which have emerged during project

implementation. Decisions taken should be relayed
 
to all parties and as these are completed they

should lay the basis for the revision of the PC-I.
 

* 	The evaluation team recommends that a small, 
select
 
working group be constituted soonest to prepare 
a
 
working paper for field guidance on the immediate
 
issue of coping with PC-l tar;ets, field staff
 
capability and budget shortfaLls and procedures.
 

* The evaluation team recommends that every effort be
 
expended by the GOP and USAID to resolve the GOP 

iLninwprpoY]lpm' troubling the FMD project. 

" 	 The evaluation team recommends that ovory effort be 
Made to quickly_ identity flromiinc-;candid]ates; for
Lon -term tri ining in forest resources p lanni ng or 
economics. 

" 	 The eva] lii aton te!im recommends that the TAT, in 
clo conuo;iltat on with the GOP units, complete a
first: full draft ot te co__omp)rPh-nsive training plan,
including bc - overseas and internal training 
programs. 

3 



" 	The evaluation team suggests that in order to allow
the ICF to function in a policy/decisions-making

leadership role with regard to this project, the GOP
should complete the steps necessary to designate and
 
post an ATGF.
 

" 	The evaluation team also suggests that the TAT hire
 
a Senior Pakistani Forester to 
assist the Chief of
Farty (COP) in discharging his duties, particularly
 
as this concerns liaison with the GOP.
 

" 
The evaluation team recommends that serious

consideration be given to substantially

strengthening the project contribution to Pakistan
Forest Institute 
(FIF) for program improvement in

the areas of both research and education. The
evaluation team believes this would be preferable to
widening the scope of the territorial coverage of
field operations as is being considered as part of
 
the redesign effort.
 

* 
The evaluation team recommends that the present
stafffing shortfalls for the FPD project at the PFI
 
be resolved soonest.
 

" 	The evaluation team suggests that project leadership

look into the current split between research
 
infrastructure development and proqram development

as 
it is being carried out under the project.
 

" 
 The evaluation team suggests that the socio-cultural
 
analysi.s SCAg--grq_qp_repare 
a synthesis report that
explains the role of SCA in the FFD project.
 

* 
The evaluation team recommends that the vacant

position of Farm Forestry Advisor be filled
 xpeditiously insuring that the candidate be 
a
 
seasoned professional capable of providing pragmatic

advice on solutions to the technical 
as well as

procedural problems of the field operations.
 

" 
The evaluation team strongly recommends that the
 
traji ni p~_gram for foresters and farmors begin
soon as possible.	 

as 

" 	 The evaluation team feels that the next 18 monthswill be vital if 	 the FPD project is to succeed. It
therefore recommends that the next project
 
ewa-- tton ake place at that interva .
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II. INTRODUCTION
 

This document is the report of the first mid-term evaluation
 
of the Pakistan Forestry Planning and Development project. 
It

has been prepared by the evaluation team fielded by Associates in
Rural Development, Inc. ,nder the indefinite quantity contract

delivery order (PDC-0000-I-13-4104-00-No.13) extended by the

Agency for International Development for the implementation of
 
the evaluation of the subject project.
 

A. Activity Being Evaluated
 

The Project Paper (PP) for the USAID/GOP-funded FPD project

was approved by the USAID/Pakistan Mission Direck-or on 14 
July

1983 and the project was subsequently authorized ii

AID/Washington by the Administrator on 
11 August 1983. A Project
Grant Agreement (ProAG) was executed in 
Islamabad, Pakistan on 28

August 1983. The Government of Pakistan, Ministry of Food,

Agriculture and Cooperatives prepared their own project document
 
(known as the PC-i) 
entitled "Forestry Planning and Development

to Organize, Establish and Expand Energy Plantations on Private

Lands in Pakistan;" 
it was formally approved on 25 September
 
1985.
 

The FPD project is designed to strengthen the capability of

federal, provincial and loc:l institutions to design, implement

and evaluate policies and programs for increasing the production

of fuelwood and 
timber in Pakistan. The project includes the

provision of technical assistance, training and commodities to
 
strengthen the capability of the GOP to:
 

e 
undertake effective integrated and provincial

analyses of forest and fuelwood development programs

to encourage farm and energy forestry; and
 

e 
develop and conduct a program of research and
 
training in support of on-farm tree crop management
 
strategies.
 

Authorized life-of-project (LOP) funding includes $25

million in grant funds economic support funds 
(ESF) from USAID,

another approximately $14.3 
million equivalent in Pakistani 
Rupees as the host country contribution from the GOP, and an 
additional $5 million in loan funds for commodity support from
the USAID-funded Agricultural Commodities and Equipment (ACE)
project ('391-0468). The assistanceproject completion date
(PACD), unchanged from the original authorization, is 30 August
1991. With regard to PACD, it is worth noting that a contractor 
team is presently in-country assisting USAID/Pakistan in
designing possible new components and activities for the FPD
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project to be considered for incorporation into a planned project

amendment in the first quarter of FY 1988.
 

B. Purpose of the Evaluation
 

The present evaluation is the first of four evaluations
planned over the eight-year life of the FPD project. 
As 	a result
of 	approval and implementation delays, the evaluation coincides,

more or less, with the begLnning of the first full operational

field planting season. The implementation activities to date,
can be considered as a mobilization phase whose broad aim was to
put in place the inputs and mechanisms focusing on beginning to
fulfill 
the policy, technical, socioeconomic, institutional,

financial dnd administrative requirements 
for developing a
successful National Farm Forestry Program in Pakistan. 
Thus,
assessment of the provision of inputs, their adc.quacy and
timeliness to date, including technical and coiicdity assistance,

as well as the implementation strategy, arrangements and
resultant activities carried out, 
are primary objectives of this
 
evaluation.
 

A key concept of the original project design is the need for
a phased, coordinated approach to developing and building an
effective farm forestry outreach program. 
The component parts of

this development effort include:
 

* 	 data collection, systematic analysis and planning

aimed at assessing the need for and potential of
farm forestry as a sect.r strategy option, and the

requirements for achieving a viable program;
 

" 	 detailed technical, economic and social designs of
 
field implementation models and strategies;
 

" 	 a companion program of 
forestry and socio-ciltural
 
research aimed at improving farm forestry field
 
efforts;
 

* 
 human resources development, organization and
 
training;
 

• 	 institutional, administrative and financia 
arranqements for carrying out the planned 
activities;
 

" 
management and supervision to ensure timely,

effective and efficient implementation of the

project, and ultiMately of the program; and 
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* 
policy dialogue and changes necessary to foster
 
replicable and sustainable expansion of a national
 
farm forestry program.
 

This evaluation will determine whether the component parts are

proceeding together in a coordinated manner and facilitate midcourse corrections as may be necessary. 
It will also identify

significant issues affecting implementation and recommend

solutions. Thus, it will 
ensure that the next phase of the
 
project, which contemplates additional field demonstration
 
through enhanced operational activities, refinement of

operational models, further institutionalization of the program,

and fully supportive research and training components, has a

viable basis for continued pursuit and progress towards project

goals.
 

The primary clients for this evaluation will be the GOP and
USAID/Pakistan. 
The Office of the Inspector-General of Forests

(O/IGF) in the Ministry of Food and Agriculture directs the

project for the GOP. 
 The Office of Agriculture and Rural

Development (APD) in USAID has management responsibility for the
project. The evaluation report may also be useful 
as guidance to

the TAT in performing their contractual responsibilities.
 

C. Implementation of the Evaluation
 

The evaluation commenced on 
20 July 1987 with the
simultaneous arrival 
in-country of the three expatriate members

of the team, namely, Thomas M. Catterson, Senior Forester/Team

Leader; Joseph Hoffman, Training Specialist; and Kerry J. Byrnes,

General Development Specialist. A fourth member of the
evaluation team, Hameed Ahmad, a Senior Pakistani Forester, was
contracted 
in-country to participate from 21 July to 21 August,

1987. 
 A GOP forester, Mohammad Afzal of the Punjab Provincial

Forest Department was 
assigned by the Office of the Inspector-

General of Forests as 
a full-time observer during the evaluation.
 

The evaluation team conducted the evaluation in-country

durin-j 
the period 20 July to 21 August. A level of effort

totaling 17 person-weeks and six-day work weeks was authorized.
 
A copy of the relevant portions of the work order outlining USAID
expectations regarding the qualifications of the team members,

their activities and reports may be found as Annex A to this
 
report.
 

1. Evaluation Methodlologyi 

In order to compile the information necessary for their

analyses, conclusions and recommendations, the evaluation team
undertook a judicious mix of activities including secondary data
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review, interviews and site visits. 
An 	extensive series of
documents, reports, working papers, work plans and files from
USAID/Pakistan, GOP Federal and Provincial Forestry authorities

and the Winrock International technical assistance team were

screened and reviewed. 
Annex B contains a bibliography of the
materials consulted. In addition, a wide ranging series of
interviews, often involving several occasions for discussion and
including the concerned officers of the O/IGF, the Provincial
 
Forestry Departnents, the Pakistan Forestry Institute,

USAID/Pakistan and 
a number of other related institutions and

projects, were conducted. 
Annex C is a list of persons met and
interviewed during the evaluation exercise. 
 The team also
carried out extensive travel throughout the country involving

both office visits to provincial authorities and site vi-'±ts in

all the four Provinces of Pakistan. A detailed
 
schedule/itinerary for the evaluation exercise is included as
 
Annex D to this report.
 

As part of the reporting requirements, the team prepared a
brief Evaluation Plan shortly after their arrival in-country

which was reviewed by USAID/Pakistan staff. Furthermore, 
a
review meeting was held on 
14 	August at which the evaluation team
presented its conclusions and recommendations to representatives

uf the O/IGF and USAID. 
On 	the basis of the comments and
suggested revisions received at this meeting, the team leader
 
completed and edited this report.
 

2. Scope of Work
 

The scope of work 
(SOW) prepared by USAID/Pakistan and under
which, the evaluation team carried out its responsibilities for

reviewing the performance of the FPD project, was as follows:
 

* 
evaluate progress towards achievement of goals in
 
the Project Paper;
 

" 	analyze the effectiveness of the technical
 
assistance team in accomplishing the goals of their
 
contract;
 

* 
assess progress towards establishing training and
 
research programs that meet the requirements of the
 
project;
 

* 
review the adequacy of the disbursement mechanisms
 
and budgeting process;
 

a 	assess progress of the socio-cultural baseline
 
studies and their appropriateness to identifying

farmer/private sector participation strategies; and
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e 	 review and comment on the major conclusions and
 
recommendations of the design team draft report.
 

Management Asse3sment:
 

* 	effectiveness of the technical assistance team in
 
providing timely and appropriate assistance to the
 
GOP for implmentation, i.n accordance with their
 
contract responsibilities;
 

* 	effectiveness of GOP Agencies in implementing the
 
project with regard to staffing, transfer of funds,
 
and appropriate budget allocation; and
 

e 	effectiveness of institutional relationships and
 
interactions among the various entities including
 
USAID, GOP Federal, GOP Provincial and the technical
 
assistance team.
 

Development Concerns:
 

* 	impact of two-year delay in start of project on
 
overall implementation--effectiveness of measures
 
being taken to recover from this delay;
 

e 	effectiveness of training of farmers and field
 
foresters;
 

e 	appropriateness of project-funded research to field
 
operational activities;
 

e 	progress in designing and carrying out socio
cultural baseline studies and analysis of data for
 
identifying a methodology to induce farmer/private
 
sector involvement in the project; and
 

project progress to date as contrasted with goals
 
and physical inputs envisaged in the project paper.
 

Policy Concerns:
 

e 	progress toward identifying priorities of a
 
"National Forest Management Plan".
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D. 
Special Circumstances
 

Like many evaluations, this particuiar one has come at 
a
time and under a set of circumstances which have a mitigating
impact on its findings and wiich were beyond the control of the
evaluation team. 
 The team wishes to make brief mention of this
situation in order that the reader may know that the evaluators
are 
aware of these circumstances, and for those readers not
intimately acquainted with the FPD project, add to their
understanding of the conclusions and recommendations drawn in
this report.
 

Two of the key players in this project are relative
newcomers. 
The Inspector-General of Forests, who directs the
project on behalf of the GOP, has only taken up his post since
April of this year. 
 It is clear that a previous void at this
level has had a serious impact on the project. Likewise, the
present Chief of Party/Senior Farm and Energy Forestry Advisor
who replaced the former man at this post on the technical
assistance team arrived last January. 
He is expected to improve
contractor performance. 
 Both, however, deserve a settling-in
period to become acquainted with project operations and needs.
Although the evaluation team is confident that these gentlemen
will enhance implementation and progress, their roles in the
project cannot and should not, in fairness, be evaluated at this
time, 
even though they both appear well suited to and interested
in carrying out their responsibilities 
as principal counterparts.
 
Furthermore this evaluation is clearly a time-specific
snapshot of a fast moving and dynamic project.
enunciated future changes, e.g., Certain
 

a revision of the PC-l, projectrelated position appointments at the Pakistan Forestry Institute,
and USAID plans for project amendment, may indeed soon shift the
fundamental basis on which the project operates. 
 The evaluation
report should be considered in that context.
 
Of 
a more pragmatic nature, are a set of circumstances that
have hampered, at least to some degree, the role of the
evaluation team. 
The project involves 
a large number of people
over a wide geographic area. 
 Even rt this early stage of
implementation, the team could do :o more than sample the field
operations. For example, owing t. the need to obtain security
clearances for travel in interior- Baluchistan well in advance,
the team was unable to visit project sites in the Nasirabad
District of that Province.
 

Lack of gcod detailed and comprehensive project reporting (a
subject addressed below) obliged the evaluation team, and it has
been reported, the design team presently in-country, to piece
together its 
own overview of the project. 
They recognize the
very real possibility that they may have done so in an
way. erroneous
The divergent views about the project and particularly its
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implementation strategy, manifest in the discrepancies between

the USAID Project Paper and the GOP PC-i, 
and frequently

expressed by field staff, 
are as yet to be reconciled. It is

still early enough to do so, and indeed the evaluation team hopes
that its suggestions will facilitate that process. 
 Nevertheless,

this situation has 
not eased the fact-finding tasks of the
 
evaluators.
 

Finally, while the agreement between USAID and the GOP

conceives this effort as a "project", one must wonder whether a
 
"program" approach might not have been better suited. 
 The
emerging understanding of the difficulties of the "projectized"

approach currently among the priority concerns of the worldwide

development community, are 
also germane to any consideration of
the FPD project. They nay be summarized as follows: a project

of this nature and magnitude, aiming essentially to change the
 way forestry is carried out in Pakistan, is affected by numerous

important externalities which it is unable to hold constant nor
 
on which it can have practical impact. Examples of these

pertinent to 
the FPD project include overall GOP budgets,

agriculture and related sector development policies, and the

internal political situation; there are 
indeed others. It must

be borne in mind that these very real concerns deserve some

attention but that they are, at least to 
some degree, outside of
the purview and sphere of influence of project staff, local

expatriate alike, who already have heavy work loads and 

and
 

responsibilities. Many of the 
readers of this report will be
well acquainted with the externalities issue and wonder why a

forestry project evaluation team is venturing into the arena of
development theory. 
The only intent here is to signal the

importance of the issue so that 
it may receive the attention it

merits over the life of this project by those who can and must

address this level of concern, both in USAID and within the GOP.
 

E. Contents of this Evaluation Report
 

This report has been specifically written, as requested in
the reporting requirements of the work order, to distinguish

among descriptions, analyses and recommendations. Section III

which follows details the present status of the project, as the
evaluation team perceives it. 
 It is intended to be the
 
descriptive framework on 
which the 
team based its analysis. In
addition to 
a general overview, it provides information on each

of the three major components of the project. Section IV
 
presents the analyses and conclusions based on the specitic

review considerations provided in the SOW. 
Section V contains
 
the recommendations for modifications and/or further actionstemming from the conclusions. These have been organized alongthe lines of the major components of the project wich a view to
 
ease of applicability. 
The final major section, V)., presents

lessons 
learned which may provide future guidance for other
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activities and for AID generally. 
 The report concludes with a
series of Annexes providing additional detail where it has been

thought useful.
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III. PRESENT STATUS OF THE PROJECT
 

The section which follows details the present status of the

FPD project 
as the evaluation team has come to understand it.
 
This includes an appreciation of the overall project strategy

suggested in the Project Paper and 
a brief summary of the current
 
implementation situation including inputs put in place,

implementation procedures and arrangements, component activities
 
undertaken and achievements leading to anticipated project
 
outputs.
 

The realization of actual outputs has been, of 
course,

relatively modest 
as must be expected given the early date in
 
project life. 
 Therefore, exacting comparisons of physical

targets and results to date are 
less important in drawing

inferences about the progress of 
the project. However, given

that many of outputs are institutional in nature. i.e., putting

in place GOP capability to promote and service the relatively new
 

sector strategy of farm forestry, the team has tried, 
as

objectively as possible, to assess and describe the present

situation. Institution-building cannot be readily measured; 
it
 
is absolutely vital 
to establish (and then recognize) some
 
benchmarks along the way. 
 The evaluation team has had difficulty

in discerning whether project staff have identified such steps

and mapped their climb through them.
 

Much of what follows can be construed as interpretive and

opinions will vary 
over details and meaning. The team fully

recognizes this, but has 
tried to 
fairly portray the perceptions,

opinions and attitudes (often quite contradictory), of the many

people involvcd, in describing the present process and progress

of institution-building. 
 It is after all, people who make up
 
institutions.
 

A. Proiect Overview
 

1. Goals and Purposes
 

The goals and purposes of the FPD project remain those

contained in 
the USAID Project Paper and later officially

confirmed by the Government of Pakistan in the Project Grant
 
Agreement, to wit:
 

The pri mary goal of the proj(ctt is to help Paki stan 
increase its energy 5uppl ies 
and achi v, nery self 
su ff i ci ency . 'I'he second ry gI is to rovers;e the 
process of deforestat ion in Pakist and to oxpand the 
extremely l imitod Iores t resource bsl;e. The primary 
purpose of the project is to strengthen the capability 
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of institutions at the federal, provincial and local

levels to design, implement, and evaluate policies and
 programs for increasing the production of fuelwood and
timber in Pakistan. The secondary purpose of the

project is to demonstrate the economic, technical, and
social feasibility of producing tree crops on privately
owned farm and range lands.
 

These same 
goals and purposes are also repeated in the GOP
planning document (known as the PC-l), specifically written under
the aegis of the Ministry of Food, Agriculture and Cooperatives
and circulated to the Provincial governments and the Federal
Planning Commission for approval if this project. 
 It is thelatter document (T-i), as the evaluation team has been informed on numerous occasions by invclved Pakistani project staff, which
guides their own commitment and approach to actual
implementation. Although copies of the Project Paper have been
widely circulated among the 
field staff, they do not appear to
have been extensively consulted and, in several 
instances, could
 
not be located.
 

2. Prloject Desicn Documentation 

There are some differences between the PP and the PC-I, 
both
of nuance, in terms of implementation approach as well as
quantitative, 
in terms of field targets. 
 One can only speculate,
however, 
as to whether and when these differences have been noted
by field staff. They do 
not appear to have been addressed or
reconciled at the local level, although the 
Inspector-General of
Forests has made clear his understandinq of the need to revisethe PC-i. It 
is worth mentioning, however, that discrepancies

(which are also discussed in detail below) gave rise toessentially parillel but separate paths of implementation. TheUSAID Project Paper was used as a basis for preparing the requestfor proposals (RFP) and subsequent Technical Assistance Teamcontract while PC-Ithe became, and still is, the fundamentalframework for the preparation of annual work plans by the fourProvinces (Punjab, Sind, Baluchistan and Northwest Frontier) and
the Paki,;tan Forestry Institute.
 

A few comments on the USAII) Project Paper seem warranted,although tile intention of the evaluation team isr not to carry outa rigorou,; di rect compari.;on with the PC-1. The IPP i!; generallycon.-ideredia we II conceived and well written document by bothPakistan and U. . per.;onnel (those who are familiar with it).'he vailu at i on team also found it comprehens;ivye, well thouq h t-oitand usful . However, I ike alImost all P1s, it i; not intended tobe the I i nl word on impleme nt,tion. The implementation :;chedule

(pp. 
 i7-i2')i S a fstated, I i lu;trative"'; sever-al i ss124's anddeta il,; were log;ically left be resolvedto or specified a; thework (ot unde way. This is normally accomplished by the 
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preparation of a more detailed working plan for the first year to
18 months of the project and indicative planning for the

remainder of LOP. In the case 
of 	this project however, there are
two principal parties involved in 
implementation, namely the TAT
and the GOP entities. 
 The latter includes the four Provinces,

the PFFI and the O/IGF. The need for simultaneous, coordinated
 
preparation of implementation plans, even 
in 	the PC-i, was not
foreseen or perhaps not 
fully appreciated in the PP. 
 Indeed, the

PC-I process itself was not mentioned in the PP although 
there
 are some references in the conditions precedent about "written

opinion of Counsel acceptable to AID that the Project Agreement.

has been duly authorized and/or ratified by, and executed on

behalf of the Grantee." 
 USAITJ certified this condition as
satisfactorily fulfilled early on after the 
ProAg but long before

GOP approval o1 the PC-1. 

It is difficult for the evaluation team to reconstruct thefull historical 
record of project design and agreement between

USAID and GOP but there seems to have been some fairlysignificant misunderstandings right from the start, regarding key
details of implementation of this project. As will become
obvious in the discussion below, many of th,2se points have hadadditional implications and repercussions yet to be reconciled.
The evalt.--ition team has, however, observed what believes ait 	 isgenuine climate of cooperation, willingness and determination, atthe highest levels, to resolve these issues--founded on thebilaterc.1 recognition of the inherent worth of the project and 
its goals.
 

3. ImplementationStrateqy 

A brief discussion on implementation strategy or approach is
also necessary at this point set stage forto the 	 a fullappreciation ot project design and present status. There are two

key features of the implementation strategy that were

purposefully designed into 
 th;is project which seek to introduce
the new 1ar I or*!;try prorlm a sector strategy in Pakistan. 
They ire: 

* 	 the clo!,sely ye Iatd lnture of the thr(v project
 
act iv i ty (:o lponnt, nt(i and owp r
i tiut i onl . 1,lfla
developimnt, farm and teinirqy fors,;tt-y r,':;v',rch, and
fiell olp ra t ionlal wact ivit i !;) ; and 

m ' 	 t t i nh~ ; eIA'1 JJplo a(h to ~ 
0 thf ltI,11.!!~ 

Figure I1 ttr i 1lu:t ,t!E"; thf ,evalution tea.m's tindrrtanding
of 	projcot "nterrlationhil:;.''he PI' (p. It,) sta'te.,; it as 
fol 	lows: 
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Implcmentation of project components will be phased
 
to ensure a high degree of complementarity among the
 
institution-building, research and operational
 
activities. The scale and pace of operational and
 
research activities requiring professional staff
 
will be matched to thrir availability as the
 
training programs initiated early in the program
 
take effoct. 

The PP expl icitly mentions in greater and lesser detail the 
types of activities that will take place in years one to four.
 
Although di ;cu!;2ed in the section on implementation (pp. 86-94) 
which i1ncIludes the "illust rative implementation s;chedule," the 
most sanguine statement spe!1li ng out the- interrelatedness and 
'sequential 
summary at 

nature oo 
the gin

projoct 
ning of 

ict ivities 
tho document 

may 
(p. 

ho found 
3), and 

in 
also 

the 
in the 

ProAg. 

Although the approach taken wi l1 di f fer scmewhat 
from area to area, the activities will follow a 
similar pattern. I n projoct years one and two,
detiailed technic,al, oconomi :, and -,ocial designs of 
the litrat,,,it.; to in region belikely work each will 
prepa rod. IDuring this period, the sta/If who will be 
re.;pon:;ihl,hI Io- rainagting the activiti os will he 
ident it i 'n and prV idod tr ini Va!-, ap)ropr i ate; 
farmer advis.ory (group:; will be (?;ta1 li;hed to help 
guid(e do!;in aInd impliemontation of' opeirational 
activiti :;; do,:;ignat ion of the initial p1 anting 
site:; wi 1 1 mde; and, the e nec.ssary to'1 nurer ni.s 
provide seedl ing'; 'lu1ring yearsq thre and tour of the 
proj ect wi 1 1 1)4 organi:Z(d and i ni ti ited. In project 
yea r:; thr ,o,and (Iour, tho initi,l pl ,nting 01 
;eodl in-'; lg the, projtct will occulr. Ann :;ites; 

evallit ion conductd it the end (, year Iour will 
play a :;u ;tntial rol,, in shaping the :;t:rt ogy for 
the I n oll " yea1 r':; of the project:. It i ' 
ant ci,pted tht t re plantingl will he pr-oven most 
suc r0,:;iiI dur1-ing t:he early :;t'age of thc, project in 
loca,l :; 'hor ' Iar or:; :;how the roatn:;t i ntleo:;t. 

'Ihe H' a]1:;) :;tIt'l thaIt the' techni cal a:;:; i :tinc,, t:eam and 
parti:ularlyj the, chief (I 1l ily will in:;u(r, ',nt inuity and 
(2001di lnItion imolig Xh, three component:;. It ai:;ri ion; a 
di.;tinct ion wenl'ha:;' ItI and ha1:;. I I wher, y in) the lai:ter 
thei 0( ur; wl 1 1 Ii i I t t(d i I ' "'dove]lopine nt oI ode raI lld 

I pin:; if ii:;ou ."p~rov n( ,a I I r tput1( nd privot, Ioro:;t rc.; 

- eti ()I !;tI l'lh',:;,. i i (.'l,'('.It the, imp Il'm,.n at ion r't(. y 
cornp I'.*nntanrl y , :;" lrnen I 1( , ( wit, inuity ind co rd init i on) tire 

not, a1!; far a:; the' 4'v.11111 ion) tealn h,!; he11 ,h)lf' to o erve, with 
the ,,Xc.-pt ion of in!aE,,en'es.ihout the two ma jor phiases of the 
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project, reflected in either the PC-i
contract. or the technical assistance
That these elements make good common sense, and that
they have been explained subsequently and verbally, ad 
infinitum,
to all concerned by the USAID Project Officer, is beyond doubt.
Whether, however, in fact their implications have been
understood, and 
to what degree, will emerge 
in the discussion
which follows on 
the status of implementation.
 

B . P r , _ . ...
B. Pr egct Start-u!p
 

As mentioned earlier, shortly after project authorization in
Washington, the ProAg was 
signed in Islamabad 
cn 28 August 1983.
Things slowed down considerably thereafter.
meeting tile conditions precedent 
The period for
 

was extended on
occasions severalthrough the mechanism
(PILS) These 

of project implementation letters. extensions were necessary becauseconditions a number of therequired prior GOP approval of tile PC-I.
until August 1985 that It was not 
Economic Affairs that 

USAID notified the Ministry of Finance andthe conditions precedent4.3 of (Sections 4.2 andProAg) had been met to AID's satisfaction. 

This delay ws dIud in part to the difficulty ofof time necessa.:ry ftor and lengththe, preparation and approvalThis process; of tile PC--1.took con:.; ideraibly longer
because of )otth the ('()mpl loxity 

than ',rigina 1ly anticipated
of tile projectcircul, t and tile need toit f or input anrid clI 'tranceprovince;. to each of the fourOne of thef, most siinil icant features ofapproval proce;; this PC-Iwhich went through threedecision to increae,; the physical 

drafts, wa,; the 
was originally env isaged in tile 1P. 

targets substantially from what 
total ,acreago to 

For example, the approximate 
76,718 

11e pkt1nted was raised from 26,,483 acres (1PP)acr;es in th 0(-I (Appendix 3), i.e., 
to 

soil almost tripled. Thecon so rva tion work (8,000 acres)
supplement-il ident itied in the PP aswork to )o undertakenplantation, on areas destined forwa; actually low,,red to 6,5!50 in the PC-i.appear, however, that It wouldth i:; work is conceivedseparat, ,tctivity, although 

a; an entirely
this is; fromfar explicit.number of Thei to;e tour he est,b lishd,, over ,OP fromwas raised

191 to I, b 0. 

Whil1. it. i:; entirely within tle purview of the Gel0expand the, ict of to try tothe pr-opo-t, t:he. r1-it irl )timpact of for and thehang:; ht h 'se mls;, thololhil y undel4rs;tood.evaluotion tem Theh,I! k ,eqI told fIt: dluring thecO'st/t iiei review process tile
b, it y:;1saInl "rh wI:; I'iI ngd-- )(co,;t of I I"'-JIant iln';. 
onn;I t:ho t:rad it ionalWht WtI:; ov r-lookol, o)f cooinnovlt ivo ,'.w(-t of this; pr-ojct 

., was,; the 
intended

dev o)'n-t., II IAt III-0 of the. inTvI !;t I.olt arid the 

I:; farm Ior-et:-ry, the 
co:-ts.chantn lng t h', way reg i r-e1d forIretI ry was"; traditioflolly (Xirri ,d out
countIy. in theAl!;o ov rloo;~ed, howevr, wa,; tle potentialmuI t ipl ir ,feIoct. 'I"; for,the project demonstrated the fea.:;ibi 1ity of 
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on-farm tree-planting to farmers and foresters alike. The impact

has been more deeply felt in that the physical targets as big as

they are, have left the Forest Departments more concerned with

the quantitative than the qualitative dimensions of their work-
an anathema to the sound introduction of a new way of doing

things.
 

While these in-country arrangements were taking place,

USAID/Pakistan was 
also in the process of recruiting a Gcneral

Technical Assistance services contractor under open competition.

The contract was signed between USAID 
 and the International
 
Agricultural Development Service 
(fADS, later Winrock) on 24

April 
1985 and the Chief of Party (Dr. C. B. Briscoe) arrived incountry in early May 1985. 
 The remaining members of the TAT

arrived in 
Pakistan before mid-December that same year, i.e.,

more or less bracketing the actual GOP start-up for
date project
initiation which may be taken as the date of PC-l approval
(August 1985). 
 A number of other procurement actions for
 
household and office furniture 
for the expatriate staff and for
 
project vehicles, were undertaken by USAID/Pakistap directly.
 

The Project Paper envisaged approximately one year
(remainder of 1983 through the first half of 1984) for these pre
implementation activities. It took instead, two years

complete them, alKhough it is fair 

to
 
to say that this happened in a

synchrorized (admittedly coincidental) manner. Having obtainedthe necessary approval, brought in the TAT staff, alerted the

provinces and PFl to their respective programs, the project

at the point of 

was
 
starting up the next two year phase--mobilization


for field activities and supporting actions.
 

C. Project luD i n 

The Project Paper was authorized to include life-of-project

funding of $25 million in grant funds 
(ESF) from USAID, another

approximately $14.3 
million equivalent in Pakistani Rupees as the

host country contribution from the GOP, and 
an additional $5

mill ion in loan funds for commod i ty support from the USAID- funded
Agricultura 1 Commodities and Equipment project (391-0468).
evaluation team has been informed that a subsequent ISAID 

The 

decis ion changed the ACE contribution from loan grant. Figureto
2 p-oviden a summary bludot tahlo extracted I ron PP forthe ease 
of re ade1r reference. 

To d'ite , th, p)roj oct. hu, 1)00o i nicromentil I y tunrod as,tol lowq: origtina l oh 1ligjation F' 983 - $ million; FY 1984 - $7
million; FT l198, - $8 million; tot:aling $ 18 mrail ion. A furtherobl igat ion o1 $7 million is p lanned for FY 1988. According to
the MAC:K q;y:t om report providod to the ovaluat:ion tteam by the
UlAID)/Paki stan, Of fice of Financial Management (FM), the FPD 
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project summary budget status, 
as of 31 July 1987 was as given in
 

the figure below:
 

Figure 3. Summary 1 uadet Status
 

Element/ 
line Item 

Obligated/ 
Earmarked Committed Disbursed 

Unliquidated 
Obligation 

Technical 
Assistance 5,000,000 4,215,947 1,836,090 3,163,910 

Training 3,279,000 1,640,022 57,445 3,221,555 

Commodities 1,621,000 1,059,671 656,301 964,699 

Other Costs* 6,799,000 827,540 173,639 6,625,361 

Evaluation 114,000 0 0 114,000 

Contingency 1,187,000 0 0 1,187,000 

TOTALS 18,000,000 7,743,180 2,723,475 15,276,525
 

Other costs are predominantly local currency expenditures for
 
such things as field operational activities, research activities
 
and construction, including the student hostel at PFI. 
 Much of
 
this funding is intended as reimbursement to the GOP for
 
expenditures 
incurred in carrying out these activities.
 

Fuller details and information may be seen in the 
Comprehensive Project Pipeline Report (MACS - P07A) of 31 July
1987 included as Annex E of this report. As can be seen from
 
this summary, disbursements are currently approximately 15.1
 
percent of present obligation ($25 million). The bulk of these
 
disbursements (see figure above) is in the technical assistance
 
and commodities line items, which is normal during tihe start-up
period of projects of this nature. If one assumes that the 
project actually got underway once the pre-implementation
activities were completed, i.e., January 1986, these figures may
be takei to represent approximately one and one-half years of 
full-scale implementation. A number of comparisons of this 
disbursement ligure could be made. For example, comparing it 
with plannec expenditu res by fiscal year (a.; per PP Annex K,
Table 2) whi Th can be extrapolated to ,,pproximately $2,611,000, 
or in other worW; roughly equal. A-, an a lternative, one might 
compare it with the annua l expenditure prorated in equal. annual 
disbursements over LiOP; one and one--half year; would 0e 
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equivalent to 18.75 percent of the total., 
or approximately
 
$4,682,500.
 

As was stated above, project disbursement includes a

significant amount of funding in local currency, a good
percentage of which is 
intended as reLmbursements to the GOP for
expenditures incurred in 
field operations, including nurseries
and tree-planting, in-country trainilig and local construction of
project offices and buildings. The evaluation team has been
informed by numerous individuals that both timing and amount of
GOP contributions to the project have been 
a major ,onstraint.

This matter bears 
some explanation and e-:amination
 

The subject of GOP budget responsibility is a complex one.
Some things, howeve-, seem quite apparent. For example, the
capital costs 
for the project in the PC-l 
as compared with the
 
PP, are as follows:
 

$ EQUIVALENT 
 U.S. DOLL-ARS
 
SPC-I ------------------
Ppp-----


GOP Contribution 
 $ 13,838,269 
 $ 14,300,000

USAID Contribution 
 $ 27,945,674 
 $ 25,000,000
 

TOTAL 
 $ 41,783,943 
 $ 39,300,000
 

The PC-l summary budget table 
(p. 3) appears to have been

constructed out of the cost 
information contained in Appendices
1-42. This must have been an 
extremely tedious task. 
Whatever

its strengths and weaknesses (the eva uation team has not
attempted to cross-check it), 
 'he fact of the matter is that it
cannot be used to identify annua2 budget needs, either in total
 
or by line item, whether for The GJP or USAID.
 

The year-wise phasing of project expenditures in the PC-i
(Appendix 1) is also inadequate to the annual budget task as
lumps GOP and USAID expenditures together. 
it
 

Furthermore it
includes only seven 
fiscal years of GOP funding. It is tlhis
Appendix however, which the O/IGF appears to be using to propose
annual project budgets for the annual development plan (ADP).
This conclusion is drawn from the fact that there 
are a good deal
of similarity between the ADP 1987-88 budget table aid the columrn
1987-88 of Appendix 1. How the differences in these columns werc
arrived at, the evaluation team was unable to dis,ern.
 

Another issue, of course, is cumulative funding shortfalls.

The 1987-88 GOP portion of thc ADP is stated to be 17.965 million
Rupees. The evaluation team was 
informed by the DIGF assigned to
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the project that total GOP funding actually released for 1985-86
 

and 1986-87 was as follows (the breakdown GOP/USAID is theirs):
 

Year 
 Allocation Release GOP 
 USAID
 

19 85-8c 7.100 
 7.100 2.155 4.945
 
1986-87 
 8.015 
 5.685 3.666 2.019
 

The information provided goes 
on to state that of the total
released, 5.14 million Rupees was to be covered by reimbursements

from USAID. 
In other words, nct GOP contributions to this
project through the ADP up to 
1986-87 fiscal years have been (at
today's exchange rate) roughly the equivalent of $300,000. 
 As
was pointed about above, this cannot be compared against PC-I
projections of GOP contributions because such figures are not
readily discernible in the tables contained therein. 
However,
using the PP summary table of project expenditures for GOP funds
(Table K-3 of PP), 
it could be compared against expected

cumulative totals, i.e., 
 Year 1  $205,000; Year 2 - $1,299,000;
Year 3 - $2,635,000; etc. Two additional points must be made
about this figure. The GOP total contribution under the ADP does
not reflect the expenditures for staff 
(establishment) and other
costs being met through normal 
Federal and Provincial Forestry
Department budgets. 
This may be substantial but the figure is
not readily available nor discernible. The second point is that
the PC-i, 
it should be carefully noted, only authorizes GOP
expenditures for three more 
fiscal years: 1988-89, 1989-90, and
 
1990-91.
 

There is another important dimension to the project funding
issue. It concerns reimbursement procedures and levels to date.
According to project financial records reviewed in the USAID/FM,
earmiarks and disbursements as of 31 July 1987 against FPD project

PILS No. 13 c.nd 14 
were as follows:
 

PIL 13 
 PIL 14
 

expenditure 
 RPs TOTAL - 12 million 
 RPs TOTAL - 17 millin
 

element earmarked disbursed % earmarked 
 disbused %
 

Training $ 50,000 
 $22.38 / $140,00o 0 /Commodities 
 $475,000 $29,833.01 / $110,000 $12,717 /other costs $250,000 $72,201.32 / $750,.0O $101,438 / 
TOTAL 
 $775,000 $102,056.71 13% $1,000,00n 11%
$114,155 


The periods under which funds could be extended according to
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these PILs have both expired and indeed the remaining funds under
PIL No. 13 were de-earmarked. PIL No. 14 
expired 30 June 1987 
as
it coincides with the GOP fiscal year. 
Additional expenditures

may be vouchered, but according to procedures, the period will
 
have to be officially extended.
 

This low level of expenditure is noteworthy because these
expenditures, reimbursable by USAID include the amounts allocated
 
to tree-planting, the best indicator of real project progress.

It is, however, too early to be concerned about this matter
because by design, little was 
expected to be accomplished on the
ground during the early years. 
 What is, or could be important,

however, is whether this level of expenditures is symptomatic of
other problems, namely of procedure. Certainly at the field

level, there is 
a good deal of confusion about eligible

expenditures for USAID reimbursement. The voucher system passes

through the O/IGF and the USAID project office, so supposedly

ineligible expenses have been minimized and valid ones maximized.
 

The question is then whether GOP funding releases 
are

adequate to meet both GOP expenditures (establishment, POL,
nurseries, etc.) 
and USAID eligible reimbursement items.

Clearly, they have not been so over the preceding COP fiscal
 
years 1985-86 and 1986-87. Fiscal year 1987-88 looks more

promising but a question arises. 
 In a recent (July 1987)
exchange of correspondence between the Secretary, GOP Ministry of
Finance and the Director, USAID; the Ministry confirmed that the
1987-88 
revised ADP allocation (local currency) would be more or
less :is understood by project staff, i.e., 
17.965 million Rupees

for the FPD project. The evaluation team has been unable to
ascertain whether that is the total amount that the project will
receive or whether the Government will make available sufficient

advances, at least for the first quarter 
or two, to cover both
GOP and USAID (reimbursable) expenditures. 
This matter is rather
complex and the evaluation team understands that USAID PDM is
still pursuing it 
in order to clarify the intended procedure.
 

Mention should be made here that project expenditures are
not uniform over the year but rather include peaks and lows

related to the operational and biological calendar. 
GOP project

staff have indicated, however, that unless adequate funding (at
least one f-'l quarter's worth) is received by the December of
the fiscal year, implementation is severely hampered. 
 As a
further example, it has been learned that Provincial project

staff in both Punjab and NWFP have made agreements with private

sector farmers to establish nurseries and produce plants for the
 
current 1987 monsoon 
(August onwards) planting season. Although
exact figures are difficult to ascertain, according to reports

issued by these two provinces they will have to pay the 
farmers

for more than 1.5 million seedlings very soon. At the

established rate of Rps. 
1.25 per seedling that amounts to Rps.
total 1,875,000. 
 They do not have that money now, either left
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over from last year or received as first quarter 1987-88 release
 
to date. A problem is clearly on the horizon.
 

Finally, as concerns budget and funding procedures, the
 
evaluation team has been informed that once 
the Ministry of
 
Finance approves ADP allocations for release, the money must move

through a torturous circuit before it reaches the PLA of the
 
District Forestry Officer, from whence it can be actually

expended. The route described is as follows: Ministry of
 
Finance; Accountant General Pakistan Revenues; 
State Bank of
 
Pakistan, Karachi; 
Provincial Accountant General; Provincial
 
Ministry of Finance; Provincial Ministry of Forestry; Budgets and

Accounts Officer; District Treasury Officer; PLA at State Bank of
 
Pakistan Branch in District Headquarters. Reportedly this
 
process 
can take two to three months, meaning that first quarter

releases if approved by Ministry of Finance by 1 August, will not
 
reach the field before 1 October. The evaluation team cannot
 
attest to the accu-acy of this description but several Forest
 
Department officers have tried to spell it out 
for them, to the
 
point of committing it to 
a rough working paper entitled:
 
Projected Constraints in the Flow of Funds. 
 A copy of this paper

has been passed on 
to the USAID Project Officer. The concern in
 
this regard seems genuine. 
The Project Officer has informed the
 
evaluation team that he feels the release problems 
are more
 
likely attributable to the delays at the provincial level 
in

submitting accrued expenditure vouchers. The evaluation team was
 
not able to go beyond this point in its pursuit of this complex
 
subject.
 

D. Project Staffing and Management
 

There are eight readily identifiable organizational units
 
involved in the FPD project, namely, the Office of the Inspector-

General of Forests, the offices of the four Provincial Forest
 
Departments (note: Punjab presently has three Chief Conservators
 
of Forests), 
the Pakistan Forests Institute, the Technical
 
Assistance Contractor and USAID/Pakistan. Each of them has roles

and responsibilities, described to a greater or lesser degree, in
 
project documentation. The evaluation team has observed,

however, that confusion about roles and responsibilities is

widespread among the project staff from the field level up to
 
USAID/O-IGF. This confusion involves both lack of 
understanding

about one's own duties as well as expectations regarding the
 
activities of others.
 

This confusion arises for two reasons. 
 One is the failure
 
to define certain of these roles and/or explain them to those who
 
must carry them out. The other stems from a feeling among staff
 
that given their own recognized limitations in staffing, surely
 
"someone else must be responsible for that." The evaluation team
has come across numerous instances where Pakistani project field
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staff have referred to the TAT as 
representatives of USAID. 
On
the other hand, field staff seem to uniformly understand that
they are responsible for implementation of field activities
(nursery and tree-planting) but are uncertain about training,
demonstration and research, planning and budget responsibilities.
 

At times, there is 
even some question about in which project
they are involved; the NWFP calls their efforts "Social Forestry
project" and in Punjab, it is called the "Farm Energy Forestry
project." 
 The 1986-87 work plan proposed by the Punjab project
team states: 
 "Farm Energy Forestry Project Punjab is the
operational phase of Forestry Planning and Development project of
the Government of Pakistan which is aided by USAID."
evaluation team believes there is 
The
 

more than semantics involved
 
here.
 

1. Staffing Levels
 

The PP is nut particularly clear about the level of GOP
staffing suggested to carry out the activities of this project.
A number of 
new full-time staff assignments (AIGF, provincial
Project Directors) 
are explicitly mentioned. 
However, for the
remainder, the expectation seems to be that existing staff from
the DFO to the Forest Guard level will take over these
responsibilities. 
The intent as is discussed under the section
on APAC considerations is 
"to minimize the expansion of the
Fores;t Department bureaucracies, 
 (PP p. 7). The document also
raises the need to significantly strengthen, both in 
number and
sKill, the staff responsible for farm and energy forestry, and
furthe- mentions the position of "professional farm foresters.,,
The latter presently does not exist in the current scheme of the
forestry bureaucracy and hierarchy in Pakistan. 
 Table K-7 and K8 
(PP) referring to orrj:;ization and staffing, give intended
numbers and 
levels of personnel but here again, these may be
presumed to be existing staff trained and posted for farm
forestry. 
 The bottom line, however, is that the project
anticipates 
a GOP contribution of $14.3 
million which includes
$3.682 
million explicitly for staffing (Source: 
 Tables K-4 and
K-5, PP).
 

The PC-I is 
a good deal more explicit in this regard.
Establishment costs 
(the GOP budget line designation for
personnel) earmarks about the 
same amount, i.e., 
$ 3.6 million.This figure is 
derived from detailed budgets prepared for eacn of
the ix operational units 
(O/IGF, PFI and Provinces). Total
staff to 

presnted 

be 
in 

assigned to the project under these assumptions is
the following figure which gives both approved and
actual staffing levels:
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Figure 4. Staffing Levels
 

Operational Approved in PC-i 
 Filled
 
Unit 	 Forestry Support Forestry Support


Staff* Staff 
 Staff Staff
 
No. % No. %
 

O/IGF 	 4 
 28 2 50 16 57
 
PFI 23 
 83 	 4 17 
 48 57

PUNJAB 54** 
 149 41 	 86
76 	 68

NWFP 	 10 
 24 10 100 21 87

SIND 	 9 
 33 	 9 100 25 76
BALUCHISTAN 
 19 	 37 11 58 16 43
TOTALS 	 119 
 354 77 65 21 60
 

* all forestry staff at all 
levels including
 
foresters and forest guards


*W includes 30 foresters (sub-professional level
 
staff)
 

This is 
certainly botl. a reasonable overall level of
staffing as well as 
a good rate of filling the positions. There
 
are, however, a number of anomalies which have come 
to light.

The level of support staff to forestry staff would appear to be
 an unusually high ratio--almost three to one. 
 '..is is especially
poignant in the provinces if one 
takes into account the relative

weakness at the field level for forestry staff who must carry out
the extension work with the 
farmers and fulfill the PC-I 
physical

targets. For example, in the Punjab where 30 of the 54 
forestrystaff shown in the table are to be foresters (the staff who meet
the farmers face-to-face on regular basis), they must induce
 
21,249 families to plant trees 
over the life of the project.

That works out to approximately 87 families per forester/year

(21,000 families divided by eight years times 30 foresters). In
NWFP, which has only six individuals at this level, the ratio(similarly calculated) is one to 330. 
 All of these 	staff are not
yet in 
place, and little has been accomplished in the first two
 
years of 
the project, 	thereby further exacerbating the problem of
 
targets versu., staff. 

A number of other interesting and reveal ing comparisons ofthis type are possible, but these are beyond the scope and timeallotted for 	 this evaluation. it would appear, however, thatfie]d staffing is- far from adequate to meet PC-I expectat ions
that as can he expected with a 

and 
new activity 	 (farm forestry), theidea J ratio of staff to accomplishment; it; not yet known. The

intent ion, of coursen, of the original des ign was to s;pend the
f irst tlwo year,; developing the;e operational modal ities The. 
attempts to ,;tart the nursery/tree-planting activities from
project inception (also discussed under the section below on
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implementation status) has made 
it impossible to assign staff in
 a rational manner. 
 The present lack of staff assigned to project

activities at the PFI has obviously been a major constraint

there. 
 This is well known by all concerned. Recently announced

intentions, to assign individuals presently on 
the staff there
and due to be promoted, may help to 
resolve this situation. The
evaluation team has been 
informed, however, that of the six

individuals so 
identified, only two really have the ciLedentials
 
to operate as research scientists, i.e., Master of Science

degrees or better. Research personnel assigned to the project

have pointed out that the PC-i makes vio provision for research

personnel at the provincial research centers with which the

project is intended to collaborate. 

Staffing on the part of the TAT has been, for the most part,adequate. Nevertheless, the replacement of the COP and the Farmand Energy Forestry Advisor (Messrs. Briscoe and Current,
respectively) has slowed down the ability of the TAT to carry outits responsibilities. The continued vacancy of the Farm and
Energy Forestry Advisor, as a result of an abortive attempt to
involve the International Council 
for Research in Agroforestry

(ICRAF), has left an 
important voi in TAT capabilities. There
 
are a number of issues and opportunities re;ated to project

implementation which also suggest that the technical assistance
 
contractor should have more
drawn heavily on their short-term
consultanit allocation. 
 Steps are now underway to do so.
 

2. Managiemont 

Similar to the organizational pattern, the chain of command

and management relationships within the project are 
both complex
and vitally important. 
 Until quite recently, the key leadership

position of the inspector-General of Forests was vacant or

covered by 
an acting incumbent without sufficient authority. Itis expected that the new IGF (Mr. Abeedullah Jan) will quickly

resolve any number of outstanding issues; he has already signaled

his intention to revise the PC-l. Ncvertheless, the position of

IGF must doal 
with the entire scope of forestry and related

issues in the country and 
even the best of c<fforts will not
prevent him frm being spread too thinly vis-a-vis the FPD
project. The appointment of the Additional IGF foreseen inI1P/PC-1 has not yet been completed. This individual once in 

the 

place will be able to handle the day-to-day management andoverall- coordination responsibilitio.,; of the O/IGF, leaving majordecision-making and po] Icy matter.; to tho IGY. The two 1>oputyIGF ' s a;si qned to the Project under the 0/I GF have been in placesince 1098,; ono i; about to retire. Here again, s,nior capableindividual!s wi ll requ ired. h.bo The appointm nt of an Additional
Director-Genoral at PE1T who may be able to look after the project

related activities full-time, could help to resolve the staffing 
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constraints and get this important component of the project on
 
track.
 

As is to be expected, TAT management has nuffnred because of
the decision to change the COlP. Valuable time was lost in
addressing three management themes, namely, improved work
planning and reporting, better communications and greater team
cohesion. The new COP is cognizant of these issues, and membersof the team have already reported that communications and team
work have improved since his arrival. Comprehensive work plans
and subsequent quarterly reporting still represent a management
chillenge for the new COP. 

The evaluation team has noted that the management structure,
origirall; envisaged for IJSAID as concerns this project, included
the eluivalent sta f- time of one IJSAID direct hire officer
(project officer plus various mission staff), two foreign service
nationals (F.3N) and a Joint Career Corps (JCC) forestry advisor.
In actuality, there i: one ful-time project officer and one FSN
forestry special ist. Despite reduced andthis stalfing, in 
contrast to the level of management exercised by others to date,
the tJSAID management team has been intensively involved in all
aspects of the project. The evaluation team has observed that

the Project 
officer's activities extend to the administrative,
managerial, financiil and technical dimensions of the project as

well as to major program oversight and liaison with GOP
 
officials. A certai n degree of micro-management has crept into

the operating style of the USAID Project Officer, no doubt as a

result of his genuine concern for facilitating and improving

implementation. The USAID mission, as well as the Project
Officer himself, appear to be cognizant of this situation and

intent on improving it, particularly as this concerns the

technical assistaince team. The appointment of the new IGF and

the arrival in-country of the new COP for the TAT should .allow

the project officer to focus his; efforts on particular majol

management problems troubling the project. 

Comprehensive progress reporting is an area that needs USAID 
management attention; neither the PROMIS report nor the PIR give
an accurate picture of the current situation of the FPD project.
Written clarifications of UYAID's view on roles and
responsibilities:, in close liaison with the O/IGF and the COP TAT 
are anothor ma nag,ement need. 

E. 1mp],rvntt ion 'tttus 

The d1i s.c-u;,;ion which follows is broken down the basison
the three p)ricip.1] activity components of the project, and as 

of 

appropriate, their various; distinct parts, whether by type or in
the case of f ield operations, by their geographical spread. 
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1. Institutional and Manpower Development
 

The objective of this project component is 
to 	strengthen the
capability of 
the Office of the Inspector-General of Forests in
the Ministry of Food, Agriculture, and Cooperatives, the Offices
of 	the Provincial Chief Conservator of Forests 
(O/PCCF), and the
Pakistan 
Forest Institute to:
 

" 	develop sound afforestation and fuelwood poi.cies
that are adequately coordinated with the actiitiesand approaches of the agriculture and energy 
sectors;
 

" 	design and implement cost-effective and coherentplans at the federal and provincial levels theintegrated development of farm and 
for 

energy forestryand to monitor and evaluate ongoing programs inorder to adapt subsequent plans to take advantage ofsuccesses and avoidto recurrent failures; 

" 	provide traininnc for forestry officials to developimproved skills in the design, organization, andimplementation of programs to encourage farmers to
adopt afforestation practices on suitable lands; 

" 	broaden research capability in the natural andsocial science aspects of 
farm and energy forestry

systems to build the basis 
for improving thesesystems and their management in the future; and 

" 
design and administer effective and efficient
 
proqr.m to encourage the production of trees forfuelwood, fodder, timbec and soil conservation on
 
private lands.
 

The latter two topics, research and programs, although also part
of the institutional strengthening efforts of the project, are
discussed below in 
the 
two sections addressing the other activity
components, namely farm and energy forestry research and field

operations.
 

Policy Intiati vos 

Forestry policy established in Pakistan since well beforeIndependence ha; been focused on 	 government responsibilitiesmanaging and maintaining forest 	 of 
resou-ces on 	 reserve orestareas. In other words, the forester's domain has largely been onlands directly controlled and managed by the Forest Department.Despite a relatively capable cadre of personnel, intense pressureon 	 the forest resource base, resulting from population growth and 
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the expansion of the agricultural frontier, has reduced forest
 
cover to less than five percent of the total land base. In turn,

much of this area is degraded, and official figures suggest that

less than three percent of the total land 
area in the country can
 
be classified as actively and sustainably productive.
 

Thus, the decision 
to emphasize forestry and tree-planting

activities on lands "outside" the 
forest reserves is not
 
surprising. Concern for productive potential is matched by the
 
present supply/demand equations for fuelwood and the burgeoning

marketplace opening to the 
farm for both fuelwood and other tree
 
products. The economic opportunity for income generation

possibilities on the farms and forests of the country is
 
paralleled by the emerging national 
concern for the impact of

large-scale deforestation and 
incipient desertification over
 
large areas. Thus, the farmer attracted by the income incentives
 
possible through raising trees 
and the real but less well
 
recognized opportunity to enhance crop productivity on his land,

can in the long-run, 
turn back the tide of ecological destruction

and improve the wood-based dimensions of the 
national economy.
 

This potential has been officially recognized in 
Pakistan.
 
Indeed the forestry and wildlife sections of the National
 
Agricultural Policy directive, 
issued in February 1980, give a

prominent place to the following policy measure: 
 "a bigger

thrust on tree plantation of fast growing species in 
areas
 
outside forest." Similarly, it could be a argued that GOP

approval for implementation of the 
FPD project constitutes a
 
policy level decision. The PC-i clearly states that: 
 "The
 
project will provide assistance for collecting data and
 
conducting analysis that will 
. . . consider the trade-offs

between forestry on government lands and assistance for forestry

provided to the private sector." 
 This, it is stated, "could
 
result in a shift of GOP efforts from the public 1andq t -iivate
 
sector forestry."
 

This shift in policy emphasis is already underway but it
 
must be accompanied by a carcfully thought out and gradual shift
in policies (and procedures) at both the level of the O/IGF and 
the Provincial CCF's. Policy should not be developed in the
 
abstract and 
indeed this project was intended as a field 
laboratory for examining policy and strategy options. 
While it
 
is clearly too .oon to be demanding results in this regard, the

evaluation team feels that 
too little has been done in this
 
important arena. That is not 
to say that a number of policy
issues have not already ari sen. The following issues are an
early indication of the need for policy ideration andcons 
su bsequent deci:sion-makinq whi ch have ari sen in the context of
 
this projoct already:
 

0 
 the question of emphas is on big or small farms;
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" 
the matter of creation of separate extension cadre
 or the assignment of extension responsibility to
 
territorial forestry staff;
 

" block plantations 
versus lineal 
or scattered tree
planting;
 

changes in tne basic educational curriculum for

professional forestry personnel;
 

" 
 the potential competition betweenl 
private sector and
 
GOP nurseries; 

" the cont :adictions in extension models, ofsome
which are highly subsidized; and 

" a series of 
more mundane but equally important
matters concerned with operational aspects of Forest
Department work 
(staffing, management, budgets and
 
training).
 

Many of these concerns are being dealt with on 
a day-to-day basis

by project staff.
 

A set of circumstances apparently beyond the control of the
project has slowed progress in the matter of policy. 
The
Inspector-General of 
Forests is the senior spokesperson for
forestry-related activities 
in Pakistan. lie develops and
recommencs 
forcst policies to the Secretary of Agriculture and to
the Cabinet and coordinates forestry activities in the Provinces.
The present incumbent has only been his post since March of this
year. 
 Prior to that, and almost since the inception of the
project (i.e., 
 PC-i approval), the position was covered by an
acting IGF whose lack of seniority did not permit him to make
policy. Likewise, in the absence of an IGF, it has been
impossible to convene 
the Federal Advisory Committee for Farm and
Energy Forestry which was established under the covenants to this
project and includes representatives of each of the Provinces and
the following Ministries: 
 Food, Agricultural and Cooperatives,
Planning and Development, and Petroleum and Natural Resources.
In addition to 
its important oversight of responsibilities
the FPD proiect, this committee was expected to 
for
 

provide guidance
to the implementing agencies and translate the lessons being
learned 
into revised policies. The IGF is
responsibilities fast taking up hiswithin the project and his leadership is alreadyquite tangible. For the short-term, however, it would appearthat he will 
have to occupy the little time he can take frcm hisalready busy schedule for F 21D-related matters addressoperational iT;'ues . 
to 

i Additional Inspector-General of Forests,identified in the project design and agreed to in the ProAg,yet to be appointed, is 
will 

One he comes on board, this individualbe able to look a-tr day-to-day project operations
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deferring, as it 
should be, policy matters to the attention of
the IGF and the Advisory Committee.
 

It is 
dlso noteworthy and unfortunate that the technical
assistance team has 
not had greater impact in the policy area.
Their role, identified in 
their contract, is quite specific, to
 
wit:
 

the analysis of a'ternative afforestation and fuelwood
development policies including a comparison of the direct

returns to investments in onforestry government versusprivate l.ani, the division of federal and provincial
respon libilities for forestry and 
fuelwood development, therole of fuelwood as an energy resource, and the role if farmforestry in enhancing agricultural productivity. 

This responsibility has been assigned to the Chief ofParty/Senior Farm and Enargy Forestry Advisor, although shortterm consultants in the area of policy and economics have alsobeen suggested as well. The evaluation team is cognizant of thefact that the original COP was replaced and that the presentincumbent, like his counterpart, the IGF, is still in a period ofgettirl established. The previous COP has prepared a draft
working 
 paper on forest policy issues; a cursory review of itsuggests that ,t is a good start on the subject but rather wideranging in scope. As the evaluation team understands it, this
paper has as yet to be shared with the GOP. The TAT has 
 not asyet called upon short-term assistance in this area. 

In short, as was 
said above, little has been accomplished in
resolving emerging policy issues although a number- of 
important
ones could well be the subject of early future attention. Policy
decision-making1 is 
tlearly the explicit purview of the
government, but the project can 
and should assist in the
discussions of tbse and in reviewing the pros and 
cons of
various options. 
The TAT can and should participate in this
 
process.
 

Pla nning
 

The PP as well as the PC-l, envisage an important
contribution to building institutional capability 
for planning at
both the Fedezal and Provincial levels. 
 It constitutes a major
focus of project activities, as stated ii the PP (p. 1), to:
"collect data, conduct systematic analyses,integrated Federal and Provincial and developplans for the cost-effectivedevelopment of forest re:;ources on the pub] ic and private land ofthe country." While this particular focus is ex)licitly intendedto be emphasized in the second half of the project, there is nointention that it be disregarded at this point. 
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its vidntthat there are only.-,'limited skills anex~perience in.planning-,nd/or resourcasIeconomics 
,within the GQP~ forestry establishment.! Work san&mirnconomcanalys'a s

S are~carriedout '-but macro 'ecnomid-- 1-6-fihing' mucih to, thepol~icy and; strategy.-'d~ciision-making discussedabove',hasyet to
take a firm footho.d 'inthse' country, Annual Awor& plans are <
 prepared routinely by divisional and/or prcvject, staff throughout''

the 'country,' although these arevery: much fancusid on theL
quantitative aspects of planning, i.e.- .Physical targets,
staffing, work days,, and budget requirements.~ Itwould'appearthat at least <one of the reasons for the noted GOP budget
problems within* the project, is the lack of planning skills.,
 
as It is significant that adequate implementation planning has
ayet to take place in the project, much less any~attempt atsector planning. To acertai~n extent,,A the lack of planning has
been a'structural problem, simply stated, ,the2'e was no one within
the Provincial project teamsato carry out this work. 
The
appointment of Provincial project directors~ asvwell as-FI
responsible for monitoring and evaluiation should improve that.


situation. The-evaluation team has observed a sincere effort to
prepare annual work plans although the muerits of these plans are
thwarted bythe differenca between the unreconciled PC-l .targets 
 .3
and available budgets.
 

The TAT has made someeffort to assist inimproving work,plan preparation through 'aseries of local workshops with,project
staff in each of the Province.; more work is evidently needed,_
Planning, however, ismore than compiling lists of things ,to do.,
The'work plans of the TAT themselves leave 'something to 'be
desired in that regard. 
 They tend to focus on activitiesrather
than objectives, 
on how' these may be ~accompliahe.:and what w'Ill
be required to attain them. 
 Throughout' theFPD,'project,one'gets
the impression'of'a fundamental need to,plan.. 
 Xn,.'tact,: the
rather lofty goals and purposes of 'the-projsot have ,notb
beon
desegregated into a 
phased s'eries of attadinable 'objectiveito be
pursued over LOP and-'directed at/a te.mwis. approao1h., TA staffas well 'as their, counterparts thogotti p~'~t'prsently.
have difficulty in seeingitheir role. and responsibil.ti'ei Within
the overall implementation framework. 
 This-is ,partlyas',a,'result
of inadequate planning.. Failure to do realistio -plannin4 has.
also resulted inthe activity/target driven-approach' to the'work,
and overly'c4mbitious and dubiously achi'evabloe workload. 
 :Both
thePP and the TAT contract mention the'-introduotion and initial
 
3 execution of systematio forest planning processes at'~drelated
analytical technique. ,The,,evaluation-.team ios awar,that the.TATand project directors view the installatIion and'.operation of the 3micro-computer stations as a key ele'ment -inimproving planningcapability., The evaluation team: is somewhat dubious stowhether this will really be as,'important as itz is. aiiticipated.,More ,than a capacity to do spreadsheets is required to inculcate
 

the planning process. The evaluati'on team believes~that gIvan<.3
 
'"''3'3 4
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theproer tte~tin,,ndinvolvement, of representativc;,staff from

throughout the project, .theupcoming revision at the:PC-_2'_may be'
 

~'h----hers real lann 	 r--p ni'exercise- undertaken-WIthin-hPD 

proj ect. c' 

R~esponsibility with the TAT tor assistance in planning has
been allocated in the contract SOW to the COP'and the Farm and4r 	 Energy Forester. Inthe latter case, thisresponsibility is to 
be directed at planning field operational aspects of',the project.4
At present, this slot on the team isvacant owing to the
 
dismissal ot the previous advisor. The Outreach Specialist has

taken it on his shoulders to do boththe work plan and computer

skills training; the latter task was not,'specifically allocated
 
under the individual TAT SOWs. A first draft of a manual on work

plan preparation has Wa,n prepared and as mentioned above,

training workshops on tnis phase at the project given to field 
staff. 	 Regrettably, this has taken assgifcn amount of the
 
outreach Specialist's time. Inwitness thereof,, his principal

planning activity, that of preparing a comprehensive training

plan for the project, has yet to be completed.
 

Some efforts at assistance inmonitoring and evaluation have
 
also been undertakcen. A group at Pakistani professionals was-.
sent to the United States for short-term,(three months) training

inmonitoring and evaluation. report prepared'by the sub,The 


contractor (University of Connecticut) suggested, however, thiat
 
more basic training in~ management and organization was required

and indeed 'imparted to the participants. Proj ect-related-efforts
 
to foster monitoring and evaluation,_in the opinion of the

evaluation team, would appear to be quite fritlensif competent

planning skills are not first acquired and practiced. w
 

Training-


The Forestry Planning and Development project warn designed
 
.. to include a substantial, multifaceted education and training


program. This program is a key element within ths~overall <:< 

' 

efforts 	aimed at institutional anid manpower development.,.,~

Training elements are, however, also d part of research and

operational components. All of the above are discussed in this
section 	for the sake of a comprehensive overview. For the
 purposes~of this' report, the termn "training"indfeda 
including both the transfer of knowledge ineducational settings

as well as the extension/outreach activities between forestry

staff and 'their peasant clientele.
 

The training program was, accorded high priority during the i'~

early' years'of the project in'the origirialdesign., During this 
period it"was intended to concent'rate efforts on designingprograms and building institutional capacity for farm ,forestry. ~y~:
In the later years, the intention isto shift to a more planning-:v 
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oriented mode with returning participant trainees gradually
taking over routine implementation responsibilities. Hence, the
early and effective delivery of the training program was
considered vital to the long-term evolution of project

operations.
 

The focus of the training program addresses three project
objectives: strengthening the capability of the federal and
provincial forestry authorities to design policies, plans and
programs for farm and energy forestry development; enhancing the
capability of the Pakistan Forestry Institute to conduct training
and research programs in support of farm and energy forestry; and
trainina the staff who will interact with and assist private
farmers and landowners to adopt farm and energy forestry

practices.
 

Training activities foreseen in project design documentation
include: 
 long-term overseas training (graduate degree
fellowships), short-term overseas training (study tours and short
courses), long-term in--country training (project-sponsored
B.S./M.S. students at PFI), 
short-term in-country training (short
courses and study tours), 
and a substantial farmer training and
extension program associated with field operations. In addition,
supporting activities in the training realm included the
preparation of a comprehensive prcject training plan and the
revision of the curriculum at PFI. 
 The latter was expected to
become the core teaching curriculum of a farm and energy forestry
specialization for B.S./M.S. studen-cs at PFI.
 

There is some slight corfusion concerning the overall level
of effort to be devoted to the training program. The PP provides
a clear synopsis as 
well as a full breakdown of the training (see
Table 13-
 Summary Training Plan and Figure 7 - Illustrative
Training Plan Schedule, pp. 103-106). 
 The PC-l breakdown of the
training plan has inadvertently left out the schedule given on
page 105 of the PP, and thus the total trainees and duration vary
between the two documents. 
This slight variance has as yet to
have any substantive impact and the evaluation team understands
that USAID and the GOP intend to implement the training program
more or less as originally envisaged. 
 This minor discrepancy in
targets will be addressed during the upcoming revision of the PC1. It is nevertheless worth bearing in mind the fact that the
training program, involving up to 400 forestry personnel and up
to 30,000 farmers iE 
a substantial undertaking. It Twill take the
time and energy of all concerned to carry it 
out efficiently.
The evaluation team has noted that there is a tendency among
project staff, both national and expatriate to consider training
efforts to be the exclusive put-view of the TAT Outreach
Specialist. He has consistently tried to live up to those
expectations but the tasks are clearly overwhelming. This is in
part due to lack of understanding regarding roles and
responsibilities for training. 
Neither the PP nor the PC-l are
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particularly explicit in this regard although both suggest that
the PFI will be centrally involved. 
The evaluation team believes
that other members of the TAT and the federal/provincial staff
can and should take on greater responsibility in this area of
 
activity.
 

Several individuals including the IGF have pointed out the
continuing need for the comprehensive training plan mentioned in
the PP. 
This document has yet to be finalized although the TAT
Outreach Specialist has already requested and received indicative
training plans from several of the provinces. Despite some
questions about the intensity ot 
this planning tool, the
evaluation team believes it 
is a vital document given the level
of effort foreseen for training. The training plan must,
however, be more than 
a list of personnel to be trained. 
 It
should be a more programmatic document, based on a projectrelated needs assessment, that will consider implementation
responsibilities, educational/training objectives for the various
needs, a preliminary outline of training methodologies and
approaches for each facet of the program, overall costs, and
annual budgeting and scheduling needs. It would also be
worthwhile to address, to the degree possible, follow-up

placement for returning trained staff.
 

The evaluiation team believes that a good start has been made
at operationalizing the training program, albeit not to the
degree specified in the original design. 
It should be pointed
out, howEver, that the schedule of training was perhaps a bit
optimistic in 
its projections of early implementation. For
example, the nominations and approval process for overseas
fellowships candidates has proven tedious and time consuming,
especially for the TAT Outreach Specialist whose responsibility
it has been to track the candidates. Indications are that the
FPD project has fared no worse than many projects in-country
which traditionally find difficulty in implementing their
 overseas 
training programs. 
The ICF has indicated his
willingness to provide greater advocacy and support to the
nominations process and this will likely quicken the pace.
 

The actual training accomplishments to date are detailed
 
below.
 

Long--term Overseas Academic Training
 

As of August 1987, five participants had been processed and
approved for M.Sc. training in the United States. 
 Three are in
the United States presently and two more are scheduled to begin
in Fall 1987. 
 Planning for additional fellowships continues.
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Short-term Overseas Training Courses
 

Six participants attended a three-month short course 
(Fall

1986) in monitoring and evaluation at the University of

Connecticut. 
 A similar short course on management, planned for

Fall 1987, has been postponed to Fall 1988 for lack of
nominations. 
A total of 10 participants have been sponsored by
the project for participation in USDA or USAID short courses;
topics have included land--use planning, irrigation and water
 
management, arid zone tree establishment and public forestry

administration and management. 
Another small group (three) are
scheduled to participate in the 1987 version of the latter course

and other nominations are under consideration.
 

Overseas Study Tours
 

A three-nation 
(Nepal, Thailand, and the Philippines), twoweek Asian Study Tour on 
Farm Forestry was organized by the TAT
and successfully carried out. 
 Eleven individuals participated,

nine of whom were Forest Department staff and two of whom were

private farmers. 
A second such tour, hopefully featuring a tour

of social forestry projects in India is being planned.
 

In-country Short-term Training Courses
 

Numerous orientation meetings and brief workshops have been
held with GOP staff including O/IGF, PFD's and PFI 
to acquaint
them with the Forestry Planning and Development project. A
series of training sessions of short duration on the preparation

of annual work plans and budgets have been held for provincial

staff engaged in the project. A draft manual on annual work
plan preparation has been prepared. 
Taking good advantage of
locally organized short courses, two forestry staffers attended
 an On-Farm Water Management course, and three forestry school

teachers participated in a Training of Trainers short course

organized by USAID and the Academy for Educational Development

(AED). Similar opportunities, both project-sponsored or being
organized by other organizations, are being sought. The FPD
project TAT is planning a short course on 
the use of the

microcomputers procured with project funding.
 

In-country Study Tours
 

The first Interprovincial Farm Forestry Study Tour with 16
gazetted forest offi.cers 
(Range Forest Officers and Conservators

of Forests) was carried out 
in the last quarter of CY 1986. A
second tour for subdivisional forest officers and above is

planned for 0ovember 1987 and a third for range foresters and
 
foresters is scheduled for December 1987.
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Curriculum Development at PFI
 

A three-person consulting team of distinguished American
 
forestry educators spent three months in-country working in
 
collaboration with the staff at PFI to prepare a proposed Farm
 
and Energy Forestry Curriculum for student specialization at PFI.
 
Approved by the PFI Board of Studies in November 1986, the
 
curriculum is still awaiting overall approval from the
 
Agricultural University at Peshawar. The intention is to begin
 
using the new curriculum in Fall 1987. The TAT including the
 
anthropologist and the Outreach Specialist, helped to teach an
 
innovative course on "Sociology, Public Administration and
 
Extension" at PFI in 1986. The course was not repeated in 1987.
 
Staffing constraints at PFI, discussed earlier in this chapter,
 
will until satisfactorily resolved, be likely to jeopardize the
 
full implementation of the revised curriculum.
 

Project Sponsored B.S./M.S. Training at PFI
 

Funding was included in this project to facilitate training
 
provincial forestry department staff, utilizing the revised
 
curriculum in farm and energy forestry. The first class of
 
students under this arrangement are expected in October 1987.
 
There appear, however, to be a number of anomalies associated
 
with this activity that need to be resolved if it is to work
 
smoothly.
 

Staffing Capability to teach the new curriculum is here
 
again one issue. In fairness to PFI, it must be pointed out that
 
they have already instituted a "social forestry" specialization
 
and at the request of the Punjab Provincial Forest Department,
 
trained and graduated a group of 20 studentq in that program.
 
Nominations havc been requested fLum the provincial Forest
 
Departments for a group of 12 project-sponsored (six B.S., six
 
M.S.) students for the October 1987 class. First notification
 
was given in January and a reminder in mid-May; to date no
 
nominations have been received. Typically, the nomination
 
process is a slow one and PFI authorities are confident that
 
candidates will be put forward. It seems unlikely, however, that
 
this will include B.S. students this year since such candidates
 
must pass through the full civil service recruitment process.
 
Furthermore the provinces are required to establish and fund
 
these new positions in their forestry cadre. It is expected,
 

however, that staff already serving in funded positions and with
 
B.S. training could be nominated for M.S. slots. It should be
 
borne in mind as well that under current PFI practice, student
 
specialization is only available at the M.S. level.
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Furthermore, there is some confusion about whether USAID
reimbursement for these positions is 
intended to include both
tuition costs; 
as well as 
staff salaries while in training.
 

Forester/Farmer Outreach Trainin
 

A good deal of the training program was 
to be associated
with and in direct support of the field operations (treeplanting) component. 
This training was originally scheduled to
begin in the latter part of the second year of the project' to
prepare staff to carry out their extension activities and.
subsequently to begin actual 
contact with the farmers and
landowners. 
 None of this training has been accomplished to date.
In the opinion of the evaluation team, it 
is very much needed as
the tree-planting program has already gotten underway (albeit
prematurely, a subject discussed below in the section on
operations). field
The evaluation team has also observed some
confusion about responsibility for this level of training, i.e.,
whether the PFD's and their staff or the TAT should do it. 
 It
would appear that much of this sort of training, both
foresters and forest guards as well 
for
 

as farmers will need to be
done in the appropriate local 
language. Accordingly the role of
the TAT should probably be in helping the PFD to devise the
programs (they will need to be tailored to local site conditions
and tree-planting modalities) and in training the trainers. 
 This
is a vital part of the overall project and urgently needs more
attention. 
 It would appear that the TAT Outreach Specialist (and
the missing Farm and Energy Forester)
time to it, should have devoted more
but were busily engaged in 
numerous other activities.
 

Additional Training Activities
 

A number of other minor and sometimes unscheduled activities
have been addressed under the training program, most involving
the TAT Outreach Specialist.

proposed and a 

A Farm Forestry Newsletter was
first edition prepared in 1986. For 
some reason,
it has not 
as yet been published.

skills was 

Training in micro-computer
begun at PFI and with the delivery of project-procured
computers at the PFD's, 
a short course was organized and
scheduled. Nominated staff were not 
forthcoming an-
has been postponed. the course
The Farm Forestry Research Specialist has
been working with PFI and provincial research staff in improving
the preparation of research protocols and proposals.
are encouraging. The results
There has also been considerable interaction
with the provincial Forestry Training Schools, particularly in
Punjab and Sind. 
 These schools train the "forester" and "forest
guard" personnel for their respective departments and could take
on some 
of the responsibility for farn forestry training.
report suggesting specific recommenditions A
 
for upgrading these
schools was prepared by the Outreach Specialist in collaboration
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with provincial staff in mid-1986. 
Sorting out and proceeding
with what should be done 
at these schools is directly linked to
the larger issue of 
roles and responsibilities with the
provincial project teams 
for the farm forestry outreach/extension

activities. This in is directly linked
turn 
 to the lack of -A
focused effort 
on project implementation modal ities and
arrangements yet to 
be decided for the tield 
operations
 
component.
 

In summarizing the implementation 
status for the training
program, 
a number of gene-al points are worth reiterating or bear
 some mention. The training program is 
a substantial one with a
demanding associated work load 
to implement it. It has, in the
view of the evaluation tenam, 
gotten off to a good sta-t. A
comprehensive training plan is necessary in order that the fullbreadth of the program, its objectives and requirements can be
well understood. This is,;particularly important as concerns

implementation roles and responsibilities (a key issue) 
and the
match of project resources compared to expected outputs. 
 'w!1e
evaluation team has observed that the PFI and the Provincial
Schools are expected to become vitally involved in a renewed
training thrust aimed at 
farm forestry. The team questions

whether in fact there are 
enough project-provided resources,
particularly person/months of advisors, to have the desired
impact. The Pakistan Forest Institute is an older, large andestablished institution with 
its own rather complex procedures

and development agenda. 
 Then too, the PFI itself, has extremely

limited resources in the area of 
social sciences (economics,

planning, sociology) which are essential 
elements of a peopleoriented 
farm forestry curriculum. The progress ot the training

program is 
also likely to be undermined by the low status

accorded to training positions; staff are normally quite
reluctant to leave their territorial positions to take up the
role of teacher or trainer at 
one of the institutions. 
 'Ihe
evaluation team has been told these positions, with the exception

of 
a limited number of motivated staff who prefer them, 
are
normally viewed as punishment posts. The evaluation team feels
the whole training program merits continuous serious scrutiny and
support--perhaps considerably more 
than it is getting now. They
wonder whether in fact forestry and the PFI might not be 
suitable
subjects to under theconsider upcoming U!J;AI) Institutional 
Excellenc, Project.
 

2. Farm _and _Enorgry... . e, Fc h 

Under t, ,,ctiv ty component, a comprehensive long-range
farm and eno-rgy forestry re;earch program 
is, to be developed andimplemented. It!; objective i-; to provide an improved
understanding of the advantage; and disadvantages of altern'ativeapproache; to Iarm fore;try development in Pakistan. The ProjectPaper includes a broad indicative list of the research topics of 

41
 



lik~ely importance for the near to medium-term expansi~on of ~theprograms. 
 These sametopics are also discussednthePC- Thetopics can be divided an_ A e-,en-adrse-ne-tomajo
catr es: those'concerned with' aheccnology of farm forestry
(economics, design and yield of farm forestry systems, species
trials and seed supplies, ecological and hydrological studies),


and those concerned with the participatory dimensions of farm
forestry (soa-cultural baseline studies and analyses).
 
These two categories or research endeavors have been treated
separately during the evaluation. As per the scope of work for
 

the evaluation, the technical aspects of research have been
reviewed, by the forestry personnel (Messrs. Catterson and. Hameed
Ahmad) assigned to the team. 
 owing perhaps to the innovative 
. . 

atnatureof the soci-cultural analysis, certain sensitivities

abouttheutility ofthistpe of work, and to the tact that 

.. 

thesocio-cultural analysis group (Anthropologist and Rural
sociologist) fielded by the technicalassistance contractor have.beenoperating as a distinct unit within t, 
 one member
of the evaluation team -- Dr. K. Byrnes, the Rural'Development

Specialist -- devoted hts time and efforts almost exclusively to
this research category. The socio-cultural baseline studiesefforts are quite advanced. Assa result, the Development
Specialist was able to prepare a detailed, comprehensive reportreviewing the progress of this activity. 
 For the sake of brevity
and clarity, no effort has been made to summarize his, findings on
implementation status in this sector. 
Rather his full report is
included here.t, 
as Annex G. His findings and recommendations,..

however, have been incorporated in the sections on analyses.and
conclusions (IV) and recommendations (V)s Thus the section whichA
 

Al follows deals specifically with what~~has been termed thetechnical aspects of farm and energy forestry research. 

The evaluation team was somewhat constrained in its revie 
Research Specialist (Mr. K.McNabb) was on home leave and theprincipal counterpart (Dr. K. M. Siddiqui) was on duty travel
during the major part of the evaluation. it was not until the.
 
last week that a meeting was held to discuss the research..
 
program. The team did not have the opportunity of site visits
accompanied by these two individuals. Despite these caveats,, the

evaluation team, relying on the substantive disusson hld
.with..
the research personlnel# a thorough review of .the.,f.ull. 
documentation on the research programs and its discusuions with....others concerned with the project, was able to draw some
inferences about the pormworth rcutn 
ee
 

VA, AThe research program appears well underway, research.
advisory committee has been constituted, 7including
.A, 

members from 
AAC; all the provinces and the PFX.' The committee has been meetingregularly and the carefully produced minutes of these meetingsA
provide evidence that a solid process of research program
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planning and implementation is taking place.It is precisely
this planning and prioritizing or the Project-related research
proqram whchis-themost- lt ia l--tep.at-- -the-outset;--TheCo +mmi
ee's efforts have been guided by an extremely usefuldocument outlining the procedures for setting up the research
program. Committee members have been enc,,a)raged to interact with
their local colleagues and to bring forward suggestions of highpriority research needs emerging as provincial project teams... , 
..begin to implement field operational activities. It isnoteworthy that in addition to compiling a useful needs
assessment for research, the committee has occasionally rejected
certain topics or relegated them to a place of secondaryimportance. Research capability for farm forestry in Pakistan isstill rather limited, especially as concerns qualified researchpersonnel. Avoiding duplication of efforts, or false starts ontopics that have either known solutions or are overly complex
will be of paramount importance. Indeed the functioning of thiscommittee have moved rather expeditiously in this direction, and
could, with continued follow-up, produce a very useful
prioritized master plan for farm forestry research for the
 

country.
 

The committee also serves another purpose fundamental during
the initiation of a focused research program. 
Greater
communication and a constant exchange of research results and
field experience--what the research community call. networking-.
can vastly enhance the development contribution of the research
program. The workings of this committee also include an
important although low-key, training element. 
 By working through
the process of research programming, the committee is building
important analytical skills which will provide future sound
technical backstopping for the farm forestry program.
research advisory committee should, as The

it develops, become the
clearinghouse for the state-of-the-art and the principal brokers
of a field-oriented problem solving capability. As concernsresearch planning and programming, the committee, in the view ofthe evaluation team, seems to be headed in the right direction.
 

The research program itself is,at this point and as might
be expected, rather modest. 
 The TAT specialist has assisted his
pe * and counterparts to develop and utilized a standard
research Protocol/proposal approach and format.
approximately one dozen experiments are underway. 
As a result,
 

These are for
the most part extromely technical experiments aimed at nursery
practice, basic silvicultural and management issues.*valuation team questioned the elemental nature of some 

The
of these
experiments, ecg., those related to shade and water regimes for
............ seedlings. 
 The research specialist has indicated
that these are part of a strategy for progam start-up, focusedon testing actual research capability as well as responding to
important controversies or issues regarding nursery practice in
Pakistan. 
This is both plausible and useful, however, both time 
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and resources 
suggest that this strategy must be efficiently
implemented. It does not 
seem likely that the project, the field
staff or the farmers 
can wait until 
each and every element of the
technical package has been rigorously experimented with and
documented in-country. 
 The notion of multiple trials focused on
elemental research topics might more 
readily be applied as an
adjunct to the M.S.-level teaching strategy at the 
PFI. The
evaluation 
team believes that greater recourse 
to existing
literature from national, regional and 
international sources
should be 
sought and utilized by the research advisory committee

in an attempt to resolve technical 
issues before launching
experiments. This subject is closely --elated to the matter of
technical manuals which The TAT is supposed to be producing aspart of 
its support to !ield operations. As these manuals(nursery, plantation and management) are prepared, they should
vetted by the research advisory committee. 

be 

The present overall approach to research, i.e., formallyestablished and carefully controlled experiments also bears 
some
scrutiny. The PP suggest- that the research approach should be
one which utilizes the li.<_J operations as 
a "living laboratory"
from whence data and information 
can and should be collected and
analyzed. Furthermore, the PP suggests by virtue of 
its
indicative list of 
topics that the 
focus should include both the
traditional matters of 
species adaptation and growth trials, and
the systems aspects of forestry as a production scheme. Thelatter will 
be vitally important in promoting farm forestry
whereby trees must 
be integrated into farming systems. It is
clearly too early 
in the implementation of 
field operations to
expect that the research program fully atbe directed either theliving laboratory approach or the systems concerns. Given theresources available, within the FPD project and at 
PFI (time and
trained personnel are the most serious constraints), the presentapproacn mu-': 
begin soonest to include pragmatic efforts in these

d irec t i ons 

It is indeed, as has been mentioned elsewhere, the staffingissue which remains the weakest link in the research program.
Not a single position among the 14 professional personnel
anticipated at PFI have been put in place. The evaluationhas been informed that a; a r-sult 
team 

of upcoming promotions, sixindividuals already on staff at PFI will be added to the projectteam. Two of these are M. ;. graduates; the remainder B.S. orbe low. Whether they can be ,expected to function successfullyresearchers is an important question. 
as 

Similarly, social scienceresoarch cpabi]ity at P1F1 1:; almost nonexistent. The onlyeconolr it!;t 1:; pre ;ntly in the United Kingdom for an extendedperiod of t raiiningj. Thiin ag,in raises the issue of. whether there,re or w Il be in the near term, adequate resources to ddressthe amb i t i ou; Ii st of resea rch top i cs out I i ned i n the or i g i na 1design of the project. Additional training fellowships seem 
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necessary, particularly those focusing on 
farm forestry economics
 
and agroforestry.
 

There is one other issue regarding the research program

which the evaluation team believes warrants serious scrutiny by
the project authorities, GOP and USAID alike. 
 This is the matter

of research infrastructure development. 
 The PP states clearly

that the 
research program should be developed both at PFI and at

provincial research stations. 
 Funds have been allocated under

the USAID budget for vehicles and equipment to enhance research

capability and indeed procurement in that regard is already well
underway. 
 The PC-1 also allocates funds for GOP contributions to

research operations. The Advisory Committee, including the TAT
Research Specialist and the PFI research counterpart have already

devoted considerable attention to this 
issue. At the existing

stations at Gatwala (Punjab) and Miani (Sind), limited
 
improvements to existing buildings and the procurement of

research equipment are foreseen. The plan, however, also
 
suggests that new research stations will be acquired and

constructed at several other locations--near D.I. Khan, at
 
Kharian and at a site near Nasirabad. Until quite recently,

there was some 
confusion about how laboratory construction would

be financed. There was 
a mistaken impression that these
 
buildings were to be 
included under the IJSAID reimbursable
 
construction program. 
 Having sorted this matter out, the

question still 
remains how such building will be financed. If
the intention is recourse to the GOP budget, 
a number of concerns
 
must be born in mind. As far as the evaluation team has been

able to determine, such buildings 
are not specifically earmarked

for funding in the PC-1. Should 
a decision be made to go ahead
with building them utilizing COP funds, they will compete for the
 
already limited resources earmarked 
for residential accommodation
 
of provincial field staff. To date, 
none of the anticipated

housing has been constructed and field staff in 
several provinces

have expressed their concern over 
the lack of suitable
 
accommodation. The evaluation team 
is concerned that these

efforts at developing research infrastructure are drawing from

the already limited time of competent staff (GOP and TAT) who
 
must also work on program development. The evaluation team
 
questions the logic of developing such infrastructure, or
atte: pting to do so without a clear funding mandate, and more

importantly, in absence of a reasonably strong on-going research
 
program and the staff 
to man it. 
 Beyond the PFI, the evaluation
 
team has been 
informed, there are only one to two reasonably

qualified staff assigned to research 
in the provinces.
 

3. mForoV try aid -Oynerion 

This third component of the FED project is 
its largest and,

in effect, its most important. It is here that project efforts
 
come together in the form of tree-planting by farmers and
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landowners, and by the Forest Department in Sind. 
 This component
has multiple objective:
 

" 
to provide a tangible opportunity for on-the-job

training and demonstration of 
the technical and
economic feasibility of improved tree crop

management techniques;
 

" 
 to test and evaluate alternative methods for
encouraging farmers 
to plant trees;
 

" 
 to promote the establishment of privately-owned

seedling nur:series; and
 

" as an 
overall outcome, to 
assist 
a large number of
families 
to move 
towards greater fuelwood self
sufficiency.
 

As specified in 
the PP, 
three types of areas have been 
identified
 
for operational (tree-planting) activities. 
 They are:
 

* the barani (or rainfed) 
areas in Punjab and NWFP;
 

* the irrigated farmlands of Nasirabad District
Baluchistan Province; 

in 
and 

* the 
irrigated forest plantations in Sind Province.
 

The discussions which follow below are drawn from field
observation visits 
in the barani areas 
of Punjab and NWFP and to
the irrigated forest plantations 
near Hyderabad in Sind. 
 Owing
to the need for a 30-day application period for permits to visit
interior Baluchistan, the evaluation team was unable to travel to
that site. A visit was made 
to the headquarters of the
Provincial 
Forest Department of Baluchistan at Quetta, but
fundings there 
included in discussions elsewhere 
in this report.
 

A great deal could be written
indeed, much 

about this component, andof what has been reported onto above refers directlysome facet or another of the fieldFurthermore, the evaluation 
operations component. 

preparing team's Development Specialist, in
his report, has analyzed 
 the field operations componentin some detail; see particularly Section C(Annex an(d Tables 3 and 4G). This is also the area of the project onmost management oversight which thehas been focused. Accordingly,sections which follow below 
the two 

report generally on theimplementtion status of the field operation!; in the barani areasand in Has irabad. Neither are exhaustive but inbroad scope of the evaluation view of theand the tirne avail'ible for fieldvisits, the evaltuation team believes important and noteworthyissues have been identified. 
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The Barani Areas of Punjab and NWFP
 

In both provinces, provincial project teams have been
constituted and tree-planting efforts seriously begun. 
 Having
received their first allocation of operating expenses in May
.1986, only 
limited planting, drawing on seedlings 
from Forest
Department nu:series was possible during the 1986-87 
(August to
October) monsoon planting 
seasons. 
 Spring planting took place in
both provinces, and at the 
time of the evaluation, final
preparations for the 
1987-88 monsoon planting season were
underway. The tree-planting campaign 
is clearly at a take-off
point although it is out of sync with many of the other
activities of 
the project which were intended as early
mobilization to prepare for 
field operations. 
 In both provinces,
local staff 
informed the evaluation team that they felt obliged
to 
move ahead with field operations because of 
the magnitude of
the targets written into the PC-I. 
 As has been pointed out
earlier, this situation was further exacerbated by choosing to
undertake 1986-87 
targets as 
calendar year activities rather than
reverting to the original 
modest start-up activities planned for

project years 
one and two.
 

Both provinces have also initiated the private farmer
nursery program suggested in project documentation although in
the Punjab, given the greater targets (40 percent of the field
operations are 
planned to take place there), 
a much larger number
of these nurseries have been established. 
 Even the cursory

examination which the evaluation team was able to perform,
demonstrated the realvery interest of the farmers inparticipating in this program. 
 Large numbers of seedlings were
almost ready for planting, and despite 
some significant nursery
technology issues (characterized by either too 
large or too small
seedlings), credit is 
due to those foresters and frmers who have
been engaged in this work. A major issue remains theavailability of funds co pay the farmers for the seedlings andthus withdraw them from the private nurseries for outplanting. 

Further t:roubling the farmerprivate nursery program is theconfusion surrounding the GOP/USAID reimbursement proceduresthis activity. The notion of a fixed amount 
for 

reimbursement (FAR)system for the operation of these nurseries was continuouslymentioned by GOP forestry personnel. This system has as yet tobe worked out. The TAT was supposed to develop a working paperon this subject but it has not done so to date, no doubt becaus2they too are confused about the intentions. A careful reading ofthe I1P sligge:t:; that the FAR method was to be used to establ ishprivate I rz r nursery infrastructure for which reimbursementwould then he provided by 1JSAID. It does not appear that theproject de.; iq'ne rs expected that actual seedling production wouldbe reimbur;ed . Frankly speaking, the whole subject is quitenebulous and warrants assiduous attention by project authorities. 
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GOP provincial forestry staff rightly point out that
establishment costs vary greatly according to the capabilities of
the farmers involved. in 
some cases, they may be minimal. This
is one 
of the most salient matters that should have been
carefully thought out during mobilization and which should havebeen addressed by the (now withdrawn) TAT Farm Forestry
Special ist. 

The whole question is extremely important because the FPD
project and 
its credibility may be jeopardized if 
a satisfactory
solution to reimbursing the substantial sum., owed to 
farmers is
not quickly found. 
 It is an example of the inplementation
difficulties associated with the overti rapid start-up which may
have a future negative impact 
on continued operations. In
resolving this 
issue, project authorities will also have to cope
with the apparent contradiction between promoting private farmer
nurseries and undermining their potential sales of seedlings to
neighboring farmers. 
 Private nursery operators uniformly
asserted that their neighbors expressed no interest in buying
seedlings from them because the Forest Department had already
indicated that they would be providing free seedlings in these
 
areas. 

This 
is but one example of a general lack of clarity
regarding implementation modalities which pervades the field
operations component. The evaluation team believes that there is
indeed a very real 
interest amonq farmers, small and large,
plant trees on to

their own lands. 
 Provincial authorities have
moved quickly under the aegis of the FPD project to 
respond but
implementation modalities 
are neither uniform nor suitably
flexible. 
 The Punjab has assigned a fairly large staff while
NWFP has 
few designated project staff preferring to depend on
territorial staff in place. 

the
 
Like many attempts at community
forestry around the world, the early efforts, being close 
to the
traditional strength of the forestry agencies, have not had as
much difficulty with the technical dimensions as with the
organizational problems. 
The evaluation team 
saw little of what
was intended of 
the early mobilization efforts that 
were to
to full-scale implementation. For example, no actual 

lead
 

demonstration plantings, other than a small direct seeding trial,
were seen. 
 As has been discussed earlier in the section on
training, no real farm 
forestry training, either for provincial
field staff or farmer participants, has actually taken place.
Suitable arrangements for housing
as field staff are still lackinois transport for forester/forest guards who must act asextension personnel visiting large numbers of families throughouttheir respective areas. The evaluation team believes thattransport for such staff might help to diversify the presentproject clients by enabling forestry personnel to reach small
farmers who live away from readily massavailable transportationnetworks. In the Kohat area of NWFP, much of the tree-plantingis being clone on barani areas well watered by tube wells. 
 This
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suggests that early project efforts may be missing the smaller

farmers living in 
more barren areas where tree-planting would be
 
more appropriate from both ecological 
as well as farming system

viewpoints.
 

In short, the field operations on the barani areas although
encouraging from the perspective of 
interest and demand from the

potential tarmer clients, suffers 
from a number of serious

debilities. The principal cause, in the opinion of the

evaluation team, is the over-riding importance being given 
 to 
quantitative accomplishments resulting from the unjustifiably

high targets in the PC-i. Proviocial project staff at the fieldlevel, have in many cases, tried hard to cope with this demanding
situation. They require more assistance and engagoment 
from the

'FAT including training and assistance with devising
implementation modalities for both nursery operations and

plantations. Implemantation modalities 
must be translated into
extension/outreach programs 
as well as packages and supporting

promotiolal materials. 
 In addition, a network of demonstrations
 
must be developed. They need relief 
from the untenable quotas

that have been assigned, and support and encouragement to
 
undertake their new 
farm forestry tasks.
 

Irrigated Forest Plantations in Sind
 

The evaluation team carried out 
a brief one-day visit to the

irrigated forest plantation site at the Penah/Huderani Forests
 
near Daro in Sirnd Province. The original design in the PP called

for upgrading and improved management of approximately 1800 acres

of existing irrigated forest plantations and the conversion of
older degraded plantations and establishment of additional 
areas
 on approximately 950 acres. 
 This target was substantially

increased during the PC-l approval process to include 5400 
acres

of new plantations and the renovation of 1800 
acres of older
 
plantations. To the evaluation team, it seems 
like a formidable

task although the teamnone of members have particular expertise
in this field. A careful review of the minutes of a November

1985 meeting between USAID and the Sind Forest Department do,
however, bear witness to the complexity of the undertaking--to
which must be factored in the des.ire by USAID to carry out- this
work on a FAR basis. 

The planning which took place at 
that meeting projected that
the major initiatives of land preparation 
for irrigated forestry,

for which a FAR agreement would be prepared, would take roughlytwo years to get. underway. The evaluation team has been in formed
that activitie.,; are approximately on schedule. The first FAR's 
are being prepared in the USAID Engneerino Office. Indeed,
owing to the arrival of substantial amounts of machinery ind tne
need to operate it during the warranty period, a considerable 
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amount of land clearing has already been undertaken--totaling
 
some 660 acres.
 

Despite what appears to be a fairly successful effort to
date, the evaluation team feels 
a number of implementation
realities need to be raised. 
 An immediate question is the
adequacy of technical oversight. 
An early consultancy provided
through the efforts of the technical assistance contractor was
largely ineffective because suitable topographic maps cf the site
were not available. 
 The team has further noted that the
bulldozers procured under the project are unable to 
remove the
larger stumps in the land clearing operation. The design of this
component of the project was predicated on Pakistan's ample
experience in irrigated forestry and the inherent potential for
cost effective operations facilitated by financial and technical
assistance. 
The evaluation team does not believe that the TAT
possesses the expertise to oversee or guide these operations
except by bringing in 
additional consultants.
 

In addition to meeting the exacting engineering requirements
of a canal-fed, gravity irrigation system, the silvicultural
aspects of irrigated plantation forestry are still to be
reviewed. 
An intended early ccnsultancy on 
this subject has not
been carried out. 
 A tour through the adjacent older established
plantations managed by the Sind Forest Department raises the
issue of both budgets and 
recurrent costs and management
capability. 
Does it make sense to be establishing new
plantations when the older ones clearly demonstrate a lack of
maintenance and management? 
Whether this is 
a result of budget
constraints or 
lack of management skills is unclear. 
While
project-sponsored renovated plantations may exist, the team was
neither informed of them, nor shown them. 
 Provincial project
staff have also told the team that they have had budget
allocation problems similar to those experienced elsewhere within
the project. The evaluation team was also surprised to find that
the Forest Department was windrowing and burning to waste the
substantial quantities of wood being cleared from the land--in a
project that is 
intended to produce fuelwood for a deficit
 
market.
 

Perhaps the overriding factors inducing a good deal of
skepticism, admittedly poorly informed, on the part of the
evaluation team regarding the 
irrigated forest plantation
program, are 
the apparently excellent development opportunities
near at hand. 
 The team believes improved management and
renovated irrigation systems would be preferable to 
new
plantations--as was 
the original intention of the PP. 
 The
potential for widespread farm forestry in the irrigated areas,
demonstrated by the "houri" system, also appears better suited to
the project and its goals. 
 The team was on several occasions,
informed by knowledgeable individuals that there is 
a good deal
of interest as well 
on the part of the irrigation authorities to
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investigate the potential of canal-side tree-planting. The team

discussed among themselves and with the provincial staff in the

Sind, the need for in-depth analysis of the economics (macro and

micro) as well as silvicultural practices of irrigated plantation

forestry in the Sind. 
 Most agreed it would be opportune.
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IV. 
 ANALYSES AND CONCLUSIONS
 

The section which follows is 
a discussion of the evaluation
team's analysis of the present situation of the FPD project based
on the 
largely descriptive information found in the previous
section. It 
is organized along the lines suggested under the
reporting requirements, with minor changes and additions, of the

SOW issued 
for this evaluation.
 

A. General Matters
 

The evaluation team 
is firmly convinced that the Forestry
Planning and Development project and its original design concept
(enhancing the capability of the GOP forestry institutions to
carry out farm forestry extension and demonstration) continues to
be extremely relevant 
.o
development needs and opportunities in
Pakistan. 
 Promoting and facilitating the farmers capacity to
respond to 
the emerging income earning opportunities connected
with tree-planting is considered to be the best investment
strategy for the sector, offering high returns for the farmer and
the nation. In doing so, 
the GOP can tap the enormous potential
resources of the farmer community (land, labor, capital) 
to
achieve maximum impact in 
reversing the present deforestation
rate and control the incipient desertification that is eating
away at 
large areas of the rural countryside. A gradual
restoration of trees scattered across the rural 
landscape along
the margins of fields, intercropped in farming systems 
near the
homesteads 
or on 
small blocks and patches of land, will also
enhance environmental stability and sustainable agricultural

productivity. 
The findings of the socio-cultural baseline
studies indicate that the FPD project is on target in terms of
being the right kind of project to address the needs of the small
farmer clientele identified in the Project Paper. 
Small farmers
in Punjab, NWFP and Baluchistan are interested in planting trees
and receptive to project-provided assistance which will enable
 
them to do so.
 

Conclusion: 
 The Forestry Planning and Development project
can and must continue to carry-on its important tasks with
increased and concerted action by all 
involved.
 

Project goals and activities, the need for complementarity,
continuity and 
a phased approach to implementation, as well as
the roles, responsibilities and implementation procedures and
arrangements within the project are still poorly understood by
project staff, including the GOP and the TAT (see Annex F for a
specific discussion of ongoing operational misunderstandings).
The evaluation team believes that these misunderstandings arise
 
from:
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9 
 a failure to disaggregate the lofty goals and
 
purposes of the project down to achievable
 
objective which could then be 
more carefully,

systematically and effectively defined in 
terms of
 
activities, timing, inputs required, expected

outputs, and implementation plans, roles and
 
responsibilities:
 

* 	 unreconciled and fundamental differences both

quantitative and qualitative between basic project

documentation 
(the PP, the PC-l, and the TAT
contract) and 
a persistent lack of leadership at the

highest levels (hopefully now improved and

operative) to overcome 
these differences; and
 

* 
 lack of concise but comprehensive reporting and

communication on the project as the efforts to date,

including those of USAID, GOP and TAT, are 
overly
activity-oriented and do not deal adequately (and

often not at all) 
with progress, processes, problems
 
or constraints.
 

Conclusion: 
 Despite its evident promise, the FPD project
has to date, failed to come together. The problems can and must
be solved by the staff concerned who should be guided by able and

sustained leadership.
 

The evaluation team finds that the project is 
at 	an
important juncture. 
The first two years were clearly intended as
a mobilization period. 
 In effect, they have been just that,
albeit, in a rather disorganized and disjointed manner. 
 A
concerted effort to consolidate gains and solve problems 
is
necessary over the next 18 to 24 months, without which, the risk
of collapse is real. Important, hard won lessons have been
learned by all concerned; 
these must be identified and nurtured.
This effort should also address the issue of waning staff morale
which has been weakened by months of unresolved problems,
discrepancie-s and frustration. 
 The evaluation team strongly
believes that resolving the range of issues currently troubling
the project is as or more 
important than additional physical

accomplishments 
on 	the ground.
 

Conclusion: Addressing these issues will 
 require fortitude
and af~irmative action, particularly, resolve on 
the part of the
IGF whose forester colleagues are daily confronted with the
impossible enormity of the targets laid 
out in the oresent
 
version of the PC-I.
 

The evaluation team is concerned that the announced revision
of the PC-., although most welcome and appropriate, not become a
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substitute 
for making meaningful decisions about major issues in
project implementation required (and possible) at 
the earliest
date. 
 Bearing in mind that revision and approval of 
a revised
PC-i will take time, these issues including those related to
goals/objectives, roles and responsibilities, budgets and funding
processes, and implementation procedures can and should be
systematically addressed as 
soon as possible. In doing so, they
will allow for a steady improvement in project activities and lay
the groundwork for 
a sound and effective revision of the PC-I.
 

Conclusion: The revision of the PC-i should be the outccme
of a process undertaken by all concerned to address and resolve

the present problems of the project and not vice-versa.
 

The FPD project has been effectively hamstrung in several
 areas 
(field operations, training, and construction) by the lack
of timely and adequate GOP budget allocations. It is the number
 one complaint voiced by provincial field staff. 
Although it is
difficult to calculate exact amounts of planned GOP
contributions, it appears that these are 
presently less than 20
 percent of what was originally anticipated.
 

Budget shortfalls are cause for concern, however, the
problem of funding is 
not merely one of disbursement. Owing 
to
the fact that there is no year-wise summary table in the PC-i
which isolates GOP responsibilities, either in yearly totals 
or
in yearly line item totals, annual budget proposals for the ADP
seem to have been a matter of estimates. Presently, :here have
been no measures 
for correcting accumulated shortfalls and
indeed, given 1987-88 ADP projections, the matter seems to be
getting worse. This situation has been known for some time,
although the evaluation team doubts that the complexity of the
issue has been fully understood by the concerned parties (GOP,
O/IGF, or TAT). 
 USAID has raised the issue of GOP contributions
 on numerous occasions but a serious exercise to examine, resolve,
or adjust this situation has yet to take place.
 

As concerns even 
the meager amounts of GOP funds released,
the evaluation team has encountered widespread misunderstandings
about how the expenditure along with the reimbursement process

should work and what constitutes legitimate reimbursable
expenditures. At present, reimbursement by USAID for agreed GOP
claims is running only slightly above 10 
percent cf PIL earmarks.
 

In the case of nursery and tree-planting operations,
timeliness, meaning sufficient budget releases before December
each year, will be just as important as 
overall amount. This is
due to the inflexibilities of the biological calendar which
guides forestry field operations. 
 A major issue of payments
promised to private nursery operators contracted by provincial
forestry staff and amounting to approximately 1.8 million Rupees
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must be resoived immediately if project field credibility is to
be maintained. 
 Under present circumstances, the evaluation team
feels this is unlikely to occur. 
 USAID disbursements, for the
time being appear to be appropriate to the early stages of

project implementation.
 

ConluS en: The troublesome matter of GOP budget
contributions to 
the project are well known but poorly understood
by all concerned. Interim steps will 
have to be taken
immediately for corrective action 
on the GOP FY 1987-88
allocation and 
funds release, 
to buy time for the overall budget
readjustment which will result 
from the major revision of the PC
1.
 

B. 
Management Effectiveness
 

1. Effectiveness of the Technical Assistance Team
 

The evaluation team believes that the Winrock technical
assistance team has 
a continuing need 
for internal team building
in order to improve both its engagement with and 
impact on the
FPD project. It is 
vital that the TAT understand that its
fundamental 
role is that of assisting the GOP to build and
strengthen the institutional capability of its partner forestry
institutions involved in this project.
 

The TAT is presently too task or activity oriented and
indeed several of the TAT staff members 
are attempting to carry
out too many activities. 
This issue is directly related to the
present inadequacy of their work plans and subsequent quarterly
reporting which can only be characterized as lists. The TAT has
so far failed 
to reconcile the overall SOW of their contract, the
individual SOWs of the long-term staff and the need to program
their work over time, in 
a phased manner, and aimed at specific
steps along the way to achieving the overall goals of this
project. 
 It should be pointed out that this is 
a weakness shared
throughout the project, i.e., 

need 

the lack of understanding of the
for a phased, complementary approach to develop farm

forestry extension capability.
 

Although some effort has been made by the TAT to assist
provincial project staff with preparing annual work plans, 
real
assistance and impact on planning has been minimal. 
 The GOP
entities involved in the project at all 
leveis continue to
require substantial attention and 
support in the 
area of
planning. Greater linkage-; between GOP and TAT work plans are
fundamental 
and would constitute excellent opportunities
praqmatic attention to planning. 
for
 

Hopefully, the TAT will be
intensively involved 
in the activities leading to the revision of

the PC-i.
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Focused assistance 
in the areas 
of policy review and advice,
and project and program budget preparation have been minimal to
date. For the former, the new 
COP along with his principal
counterpart, the 
IGF, will now 
likely find the opportunities to
engage in 
useful policy dialoque related to 
farm forestry. Here
again, the revision of the PC-i 
will provide a practical forum
for beginning to resolve policy 
issues. The evaluation team
believes that, 
for the short-term, TAT assistance in 
the area of
budget preparation must await high level 
clarifications of
intended process and the
lun~ing levels to be tabled by USAID and the 
GOP. 

Much 3t the respons ibi t i es for TAT management and pol icyand planning adivice :al1 on the shoulders of the COP. 
The
evaluation teAm foels thit he, like 
a number of his colleagues,
is overburdene I with i ncidental administrative responsibilities.The increased use of 
planned short-term assistance and further
strengthening of 
the TAT will he required if the COP is to
discharge his responsibilities effectively.
 

Conclsion: The evaluation team does not believe that the
TAT is vitally engaged 
in this project, particularly in the areas
of policy and planning. GOP weaknesses in 
these areas are in
turn, adding to the problems at the field level. 
 The TAT must
recognize that 
its task is principally oriented to 
institution
building rather than tree-planting.
 

Overall, the activities at 
the present long-term TAT team
members have been effective, 
some more than others. The
regrettable need to replace the former COP and the Farm and
Energy Forestry Advisor are 
symptomatic of 
the aarlier problems
of the TAT. 
 The situation both, reported and observed, appears
to have improved considerably since the arrival of 
the new COP.
The evaluation team believes that all members of the present TAT
have 
-roved themselves to be hard-working and committed to their
responsi. lities 
in the FPD project. Individual component TAT
activities are discussed below.
 

Fa-r-m-andEnergY EOrtry. 
The evaluation team has been
unable to detect any appreciable impact of 
PAT assistance on
field operational activities currently underway in 
the
 

each of the
Provinces. 
 To some degree this 
is due to the fast and
unanticipated startup of 
tree-planting and nursery operations by
Provincial project staff. 
 The TAT has been trying to catch up.
Their e 
 orts hve been hampered by the contusion regarding roles
and responsibilities and the need to carry out 
a large ndmber of
mobilization tasks originally foreseen for the 
first two years of
the project before field operations were originally scheduled 
to
begin. Now that experience in accruing in 
the field, the living
laboratory concept discussed 
in the PP's is operational.
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Conclusion: 
 The present lack of a full-time Farm and Energy
Forestry Specialist is a major weakness. This position musL be
filled as soon as possible, and with a 
seasoned professional able
to provide timely and expert assistance in resolving the
problems, both tochnical and procedural arising out of ongoing

implementat ion.
 

Soc_i-Cti I t'ir, I Ama iy .i. The socio-cultural baselinestudies and subsequent analysis, being carried out by the TATAnthropoloqist and the TAT Rural Sociologist (the SCA group) is,in 	 the opinion of the evaluat on teaLm, the strongest element of 
TAT efforti; to date. 

'Ihe ,;CA group is on :;chedule, per the original ProjectPaper, 
in 	 developing the socio-cultural baseline studies. Thesestudies are methodologically sound and have already providedproject-relevant information on 
a timely basis. Follow-up

monitoring and evaluation studies 
are scheduled. While 
resources
 were availtble to the TAT (i.e., 18 months of social science

short-term c 
 ultant support which have remained unused), the
Women's ,tu, roposed over 
a year ago, has yet to be
 
implemented. 

The ,CA group has, in the course of developing the baselinestudies, interacted informally with FPD project foresters at
levels. Howver, the lack of implementing 
all
 

any forester or farmertraining programs, whi.ch were to be fundamental to the orderlystart-up of sociologically sound field 
operations, has precluded
a key forum or professional interaction between SCAthe groupand the I ore!ters. Furthermore, FPD project foresters have hadmisgivings about 
the role of socio-cultural analysis in thifproject, which have even 
degenerated into bickering with 
or 	about

the SCA qrou-). There are 
three possible explanations:
 

" 	 that foresters oft-n have not understood the value
of 	 SCA, possibly ll.cu,;e projectthis component has
not yet been adqu(itely explained to them; 

* 	 the pi vture the ba:;e line studies are pa inting is

diffo, ent than the forster'l; beliefs about the 
 type
of farmer int.e rested in planting trees and the 
intore;ts; and need!; of the farmor; and/or 

" 	 that fore!;ters are under pressure to "get on with 
the work." 

FPD pro)tct fore.sters are moving ahead, least
at in their
work plan;, to talk about using such mechanis;ms as "incentives,"
"motivators,," and "farmer advisory councils" to support fieldoperations. he baseline studies have produced information
relevant to evaluating the potential utility of 
these mechanisms
 

57
 



in achieving the goals of the 
FPD project. However, the TAT has
 
yet to take any firm stand, one way or 
the other, on whether

these mechanisms are 
necessary or what other mechanisms might be
 
more effective.
 

ConClusion: The SCA rnnp is at an important crossroad.
While limited resources could be allocated to 
new studies (e.g.,
initiating a baseline 
stud. in Sind), the need 
is much greater
for the Anthropologist an: 
 -,e Rural Socicoogist to now begin
working more closely with 
 ..
e TAT on the p oblem of assisting the
FPD project foresters to design 
field operational strategy models
and activities that will be 
sociologically sound; 
that is,
effective in helping the project's intended clientcle 
 small

farmers) to .adopt farm 
forestry practices.
 

Outreac-h /T-raini n/q. Clearly some of the outreach/training

tasks 
foreseen under this component of the project are on 
target
and laudable. The TAT and the specialist involved can point to
 an 
impressive array of tangible training accomplishments. 
The
nominations and approvals process for candidate participants
continues to be 
a major obstacle. The curriculum revision at PFI
has been successfully carried out although it 
remains to be seen
if it will be implemented. There is 
some confusion in the PP
regarding the level 
of and need for training plans; at this
juncture, it is 
clear that a comprehensive training plan
including in-country activities would be an 
extremely useful
tool. Despite some attempts to compile one, 
it has yet to
 
appear.
 

Both training and outreach have been lumped together under
the responsibilities of the TAT Outreach Specialist. 
The
assumption is that training includes both the transfer of
knowledge in formal or 
academic settings as well as the more
informal interchange between forester and farmer inherent in
extension programs. 
Trained personnel are required in all
 
aspects of project operations and 
indeed by its very nature,
technical assistance implies training or 
the transfer of
technology. The evaluation team believes that the Outreach
Specialist is overextended because of his implied central role in
training and 
the general confusion over training responsibilities

between the TAT and GOP staff. 
 He himself has also taken on too
many additional responsibilities which might better have been
carried out by others. In the final analysis, the failure to
produce the comprehensive training plan has delayed the
realization of the enormity of 
the task and the need for better

s;chedul ing 
and assignment of responsibilities.
 

Much of the internal 
training was intended as on-the-job or
short-term training for 
foresters in outreach skills, forsuccessful 
farm fo-estry extension or 
practical tree-planting

advice and training for farmers. 
 The accelerated field
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operations implementation schedule and the problems emerging
therein confirm the need for this type of training. It the
is
responsibility of the Outreach/Training Specialist to help
organize and initiate these programs; provincial staff have
principal 
imp]omentation responsibility. 
The TAT specialist may
play a greater role 
in training staff at 
the higher levels, and
indeed the evaluation team believes that his best contribution
regarding 
internal outreach training would be 
to focus on

training the trainers.
 

The project anticipates achieving a reasonable amount of
change in 
the way forestry education and training 
is carried out
in 
Pakistan by introducing farm forestry at 
PFI and the
Provincial Training Schools. 
 The evaluation team 
is unconvinced
thaz the TAT, given the suggested present level of effort focusecd
on outreach and 
training, will be 
able to have much impact among
these institutions. 
 The team believes that outreach/extension
on-the-job, which is extremely practical, should be the focus of
the years to come.
 

Conclusion: 
 Training and education are the legacy -he TAT
can pass on to 
its Pakistani colleagues. 
 Awards of training
fellowships at accelerated pace should be pursued;
an 

this should
not, however, consume a 
large amount of 
the TAT specialist's time
and energy. There are 
others who can better handle the
nomination/clearance 
process and should, namely USAID/fluman
Resources and Training (HRT), 
ARD and the AED.
 

The evaluation team is convinced that the Training
Specialist 
soon to be recruited, should 
concentrate on 
the
internal 
training program necessary to improve the 
farm forestry
extension field activities.
 

The evaluation 
team believes the 
incumbent Outreach
Specialist should remain 
as 
the training specialist; his SOW
should focus on outreach and the COP-TAT should ensure 
that he
pursues his objectives in 
an orderly manner and is 
not burdened
with non-outreach specific tasks.
 

Farm ......... ir.
.--h.
I- The evaluation
satisfaction, the progiess made 
team has noted with


in launching a companion research
program as 
part of the FPD project efforts. Of particular note,
is the establishment of 
the Farm and Energy Forestry Research
Advisory Committee, 
its regular meetinqs and carefully prepared
protocol to guide 
its operations. 
This progress has been made
despite the continuing total absence of 
Lull-time staff assigned
to the project at PFT.
 

The evaluation team believes the guidance or. researchcontained in the topicsPP is too broad and does not take cognizance ofthe skills, experiences, strengths and weaknesses at PFI. 
 Some
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rational choices have been made 
in that reqard and indeed
 
research activity to date has mostly concentrated on the
 
biological-silvicultural 
side. 
 Aside from the socio-cultural
 
baseline studies which are 
being pursued independently of PFI,

research 
on the planning and policy issues suggested in the
PP/PC-i are difficult to carry out 
because of lack of qualified

local staff in these fields. There 
is, however, a continuing

need to press 
for greater selectivity and prioritization of
research topics. 
 The Advisory Committee should be encouraged to
 carry their present review process through to a more complete

farm forestry research plan.
 

Considerable efforts are 
beinq made to establish research
infrastructure at the provincial 
level as suggested in the PC-l.
This focus was not foreseen in 
the PP and the evaluation team
believes there are 
several reasons 
to be concerned about it.
Aside from the established facilities at Gatwala and Miani, 
such
 an efforc is 
likely to absorb the limited time and energies, as
well as considerable funding--all of which are presently

constrained. Establishing field trials, followed by a research
 
program at out-stations, it is suggested, should precede tullscale 
field station development. Once research has proven 
its
worth and that it can be sustained, buildings may follow. 
Of
major concern, is the almost abnolute 
lack of qualified staff to
 man the planned provincial facilities. 
As it has been explained

to the evaluation team, 
there appears to be some doubt as
whether these stations are to be provincial enterprises or

to
 

substations of the federally funded PFI. 
 The construction
 
program for these station is 
to be GOP-funded; no allocations for
the same 
have been planned in the USAID budget. As GOP budget

responsibilities, they will 
compete for already severely
constrained resources 
intended 
for residential accommodation of
field staff assigned to the project and posted 
in the provinces.
 

Clearly the research program has made 
some progress but the
evaluation team 
is concerned that the TAT Research Specialist may
be spreading himself too thinly. 
The team believes that the
 resources allocated to the 
PFI and the research program under
both the GOP and USAID budgets is already insufficient to achieve
the sought-after threshold of action and results aimed at
developing a comprehensive, long-range farm and energy forestry

research program. The facilities already available to 
the PFI
 are impressive; the question 
is whether indeed there 
are adequate

staff to man even 
these. The Research Specialist must bear in
mind the fact that the research 
career path within the Pakistani
forestry establishment is accepted asnot well yet. Coincidental
 
to its concern about 
the need 
for the TAT Research Specialist to
focus his efforts, is his role in providing support to the F/F[ED

regional forestry project activities. His involvement should be
held to the absolute minimum and strictly 
concern itself with
 areas of mutual interest and potential benefit to 
the advancement
 
of farm forestry in Pakistan.
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Conclusion: 
 The TAT Research Specialist has made
considerable progres,, particularly in the 
area of research topic
selection and 
in-country research networking. He should, the
evaluation team believes, seek to 
focus his efforts along the
 
follcwing lines:
 

* strict adherence to 
farm forestry-related research
 
topics;
 

" continue to encourage the process of research master 
planning and priority setting;
 

* avoid overly elemental research endeavors unlessaddressing a particular problem for which recoursecannot be found in the literature or where suchmight serve as a train i ng/ inst irution-butilding 
exercise; ind 

aittempt to work more closely with both TAT and GOP
 
staff directly involved in 
field operational

activities with a view, as the PP suggests, togreater reliance on operational activities as field 
experiments. 

2. GQP Projoct Staff Effectiveness
 

The Office of the Inspector-General 
 of Forests has beenaccorded wide-ranging leadership responsibilities within the
organizational 
pattern planned for FPD project. 
 The IGF and hisstaff are expected to: 

* provide d i rect li,iiaison 'th USAID and the TAT;
 

" direct policy deci sion-makirig;
 

" foster coordination imong the provinces;
 

" enl3uro 
 oVP rs i ght of !;tal fing nd organization;
 

" carry 
out cnt ral ti nnlci,] mnagemellt; 

* promote ,aind coozdin,-t., the- training program; and 

* provide centratl morlitoring and ovaluation. 

This i; a till ,rd r for the rel,tively ;mall unit of the O/fGF,e;pvc i,1 ly er ng t:he Iact tht the pree;ent incumbent tookhis post In Ahthis y'ar. It wo :ld be manitestly unfair todJratw i n-dip Th (')lnc Ius lons-. ,!-, the Gl;. h,'; a lready ;tated hisintent ion!; to improve the over,ill : ituation. 
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Some observations are, 
however, F1-rtinent 
at this point.
The evaluation team believes the two 
DIGFs and the support staff
are unable to 
cope with the present demands of the project. This
is manifestly apparent in the current budget crises 
(discussed at
length earlier) which troubles the project. 
 The early
appointment of the Additional IGF will alleviate the 
problems and
would appea]r to he a logical step to 
institutionalizing the shift
within the national 
forestry establishment towards 
farm forestry.
Efforts to strengthen the O/IGF, like 
so much else in this
project, must begin to 
follow a critical path towards the longterm goals. The evaluation team believes that early action on
identifying candidates for 
long-term graduate training in 
forest
resources planning 
or economics who will ultimately return to the
O/IGF warrants attention now.
 

The lGF, in taking up the affirmative control of the FPDproject, is in 
effect ratifying and strengthening the implicit
policy decision embraced in the farm forestry approach of this
project. The coordination role vis-a-vis the provinces which the
IGF can exercis:e, 
must still, nevertheless defer action to the
pL'cvincial 
forestry authorities who have the territorial mandate.
nsight and leadership will be the key ingredients to
accomplishment ot 
the objectives set 
for the O/IGF as part of
this project. A principal theme which will be implicit 
in the
planned revisicA of the PC-l 
is the importance of organization
and management systems for the 
forestry establishment without
which even 
the most enlightened policy and technical solutions
will flounder. Fostering and promoting such systems 
as the mark
fully professional organization
of a is also a most appropriate
undertaking for the O/IGF and its leader.
 

Con c-t1sion: The evaluation team is well aware of the
intense pressure, voiced recently at 
the highest levels, to
improve the impact of 
forestry development projects and programs
on the ground. The team believes that the FPD project can
provide the vehicle for demonstrating such impact on 
the ground.
The needs of the project, however, are many and the IGF is urged
to obtain the assistance he will 
require, by completing the
assignment of the AIGF and seeking to use, 
as appropriate, the

skills and resources of the TAT.
 

The second tier in the organizational structure of the GOP
for effectively carrying out this project lies with the
Provincial Forestry Departments and their staff assigned 
to this
effort. 
 rt is vital that this 
staff, currently undermanned in
all our provinces (with the possible exception of the Punjab)obtain rlpa(-. from the unrelenting pressure of the unrealistictargets, of t~ht P-i.. This situation has severely jeopardizedthe ir o I c t:iwyEns; and undlermined their field credibility. Theemphas is they ire forced to accept is quantitative rather than
quaIl itat i ve. 
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Staffing, organizational patterns, management and
supervision must be 
reviewed 
as well as the present field
implementation models chosen 
for farm forestry extension. There
is a real 
risk that the present impractical operational pattern
will make future activities in extension that much harder.
evaluation team clearly recognizes that all of 
The
 

their suggestions
regardinq provincial project operations will be fruitless unless
the funcning levels and procedures issues 
are not resolved. It is
also manifestly clear that the DFOs, RFOs, and 
foresters assigned
to the project must attempt to 
reach a wider audience with their
extension activities, in particular, the smaller farmers. 
 To do
so, they will need clear directions from provincial forestry
authorities, added encouragement ccmbined with systematic
supervision and additional performance-based job incentives and
 
support.
 

Conclusion: 
 The Provincial 
Forestry Department staff
assigned to the project 
are the frontline troops 
in the effort to
expand tree-planting among the farmers and on 
the farmlands of
Pakistan. There is 
a receptive audience, of this the evaluation
team is convinced, 
if the forestry personnel can organize

themselves to 
reach out 
and service it.
greatest challenge of the project Doing so will be the
so 
far; delaying affirmative
action will only make it harder. 
An interim solution to the PC-l
targets dilemma iH; 
 ircently needed and cannot be postponed.
 

The profes3ional staff of 
the Pakistan Forest Institute has
been given the responsibility for providing the 
core support in
education and research that will be required for the enduring
institutionalization of 
farm forestry in Pakistan. Their role in
training the future 
forestry staff and guiding and implementing
research to improve the socioeconomic and technical packages will
 
be vital.
 

At this point, given the still totally unresolved issue of
staffing, an evaluation of 
their effectiveness is difficult.
Nevertheless, they should get credit 
for what has been
accomplished to date with the 
limited resources they have been
able to muster. This is 
not intended to negate the challenge of
fulfilling their staffing pattern which must still be confronted.
The evaluation team is cognizant of the difficulties of
recruiting qualified research staff; 
it is, however, the first
step to 
achieving effectiveness.
 

The Farm and Energy Forestry Research Advisory Committee, onwhich PHi personnel play 
a key role, is 
a genuine accomplishment.
It appears to 
be functioning quite effectively. The farm
forestry-ba,;ed curriculum revision has also been completed. PFIfaculty took an active role 
in carrying out this work. 
 A series
of useful 
research trials are presently underway and more, are

reportedly, planned.
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The evaluation team is concerned, however, that too much
attention is 
being accorded to infrastructure development
involving construction of field stations in the provinces in the
absence of qualified staff and established research programs.
The evaluation team is uncertain where the mandate to undertake
this building program came 
from and whether indeed, funding has
been foreseen in the GOP project budget. 
 Equally worrisome are
the recurrent costs such stations will entail. 
 Another area of
concern is the lack of either training or research capability in
the socioeconomic or socio-cultural sciences at PFI. 
 It is
precisely these disciplines which will provide the foundation for
 an effective extension/outreach program.
 

Conclusion: 
 The Pakistan Forest Institute must quickly
resolve its staffing problem if it is 
to continue to play an
effective part in the FPD project.
 

3. Intra-Project Institutional Relationships
 

The complexity of the organizational pattern involving, as
it does, eight distinct units 
(O/IGF, four Provincial Forestry
Departments, the PFI, 
the TAT and USAID) immediately suggests the
potential difficulties. 
 Under the pressure of work and given the
programmatic disfunctions within the project and owing to its
erratic startup, cracks are 
beginning to appear in the
institutional structure of the project. 
The following is a list
of these emerging institutional problems.
 

e 
The confusion over roles and responsibilities is
perhaps the major issue after budget shortfalls and

uncoordinated implementation. 
Given the present
lack of definition of roles, the evaluation team has
noted that the tiree principal parties (namely GOP,
TAT and USATD) profess strict adherence to their own
basic project documentation (respectively, the PC-l,
the TAT contract, and the PP). 
 As none of these are
particularly precise regarding roles and

responsibilities, this choice will likely exacerbate
 
the problem.
 

e Relations are presently cordial among project staff,

but scratch the surface in pursuing difficult

topics, and tensions quickly appear. 
Some

unfortunate bickering and casting blame has already

broken out. This is regrettable and responsible

leadership is required to help sort out 
these
 
matters and improve staff morale.
 

e Interchange has apparently been fairly collegial but

here again, once pressures arise, the call to
"resort to channels" is heard. 
Good communications
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will be fundamental 
if staff are to overcome the
inherent disadvantage of territorial spread.
 

e 
The evaluation team is of the impression that the

TAT is overall, spread too thinly across 
activities

and provinces. 
 In the early years of project

implementation, they should be utilizing the bulk of
the personnel, 
resources and allocations described

in their contract, gradually handing over to GOP
 counterparts, as 
the project moves forward.
 

Weaknesses in leadership in both the TAT and GOP
 
teams have left 
room for a more 
forceful management
posture by the USAID Project Officer. Now that the
 new COP and IGF have taken up the reins, the Project
Officer must downplay his own 
role and focus on
 
major issues.
 

e In the revision of the PC-l, 
it will be vital to

address the issue of institutional relationships,

and later see that definitions thereof circulate to
 
the field.
 

e At the provincial level, 
the relationship between
the Project Director and the Chief Conservator of
Forests must be clarified. 
Also the relationship
between territorial forest department staff serving

in the project areas not directly assigned to the
project and project outreach personnel should be
 
worked out.
 

Conclusion: 
 Institutional relationships between GOP, TAT
and USAID are 
unclear as yet and occasionally strained. 
 Defining
their respective roles and responsibilities should be a high
priority concern and focused on 
reconstituting the full project

team in both form and substance.
 

C. Development Concerns
 

1. Impact of the Delayed Start-up
 

Most of the impact on project implementation has not been
the result of the delay itself but rather the response to it.
The decision by the GOP to begin field operational activities,
presumably in an effort to catch up, has thwarted the original
design concept which called for a phased, coordinated approach to
developing and implementing a farm forestry program.
Accordingly, the FPD project 
now suffers from a considerable
disfunction between field operations and the need to carefully
design practical tree-planting extension modalities and
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procedures, to undertake staff training both offshore and incountry, to identify research needs, to carry out the sociocultural 
baseline study, and to assign field staff and ctherwise
gear up for the formidable task of reorienting traditional
forestry practice in the country. 
 In effect, the GOP project
staff are still, 
for the most part and with notable, encouraging
exceptions, unprepared for their new assignments. In contrast,
those who were to assist them, the TAT, are confronted with the
need to hasten the performance of their already heavy

responsibilities.
 

Another important element in this equation is the seemingly
irrational choice to adhere to 
the PC-i calendar year-oased
physical targets which are 
far in 
excess of what was planned for
the early years of the project thereby further exacerbating the
dilemma. 
The emphasis on quantity rather than quality may be
accelerating physical impact, although the evaluation team would
respectfully submit that even 
that is doubtful, but it is
severely undermining the entire strategy of the project.
 

The area most affected by the impractical, overzealous
start-up is training. 
 The original design suggested that a first
wave 
of long-term participants would be returning to the country
as 
full-scale implementation got underway. 
While this may indeed
have been a naive expectation, the first long-term candidates
will 
now not return before mid-1988. Worst yet, 
is the fact that
training for foresters and farmers, those who are the principal
actors in 
the extension/outreach model of farm forestry, has
neither been organized nor implemented.
 

In effect, the mobilization period originally foreseen has
now passed, but it has been disorganized and difficult for all
concerned. 
 It will take considerable resolve to now muster the
energy and enthusiasm that will be required to consolidate the
gains made and resolve the problems. The solution to this
dilemma lies in leadership and fortunately the new IGF appears
both capable and determined to take 
on the problems.
 

Conclusion: 
 The delay itself had relatively minor impact on
implementation; 
a series of poor choices and operational
disfunctions 
are the basis for present problems. With capable
leadership and timely actions, these problems can be resolved and
the project put back on 
course. 
 It seems unlikely, however, that
the project will survive if all decision-making must await the
 
PC-i revision.
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V. RECOMMENDATIONS
 

The recommendations for modifications and/or further actions

which follow here below have been organized along the lines of

the major components of the project with a view to 
ease of
applicability. 
Each section includes principal recommendations
 
which the evaluation teams commends to 
the high interest of the
three major parties (GOP, TAT, USAID) involved in the FPD
project. The other recommendations which follow will, with some
exceptions, be directed specifically at individual units of the

overall project team. 
 A final 
set of general recommendations
 
focused on project management is also included.
 

A. Institutional and Manpower Development
 

Principal Recommendations:
 

The evaluation team strongly recommends that a 
comprehensive

planning exercise, under the leadership of the IGF, get underway
immediately to 
address issues, problems and opportunities which
have emerged during project implementation. This exercise should
involve representatives of all eight operational units and meet
regularly to address needed changes in the way the project

operates. Decisions taken should be relayed to all parties and
 
as these are completed they should 
lay the basis for the revision

of the PC-. Doing so will, 
in and of itself, constitute a
pragmatic exercise in institution-building in the areas of
policy, planning, budgets and management. The evaluation team
further suggests the following steps be considered in conducting
 
this exercise:
 

" establish a realistic time table and agenda;
 

" meet regularly until finished;
 

* constitute smaller working groups on particular
 
subjects as necessary;
 

" issue "farm 
forestry directives" as matters 
are
 
resolved; and
 

" 
 program the need for consultation with others 
as
 
required.
 

The evaluation team recommends that a 
small, select working

group (suggested membership: 
IGF, USAID Project Officer, TAT COP)
be constituted soonest to prepare a working paper for field
guidance on the immediate issues of crping with PC-I targets,

field staff capability and budget shortfalls and procedures.
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This group's objective will be to avoid similar problems
occurring in GOP FY 
1987-88 as 
have been experienced to date.
 

The evaluation team recommends that etery effort be made to
quickly identify promising candidates for long-term training in
forest resources planning or 
forest economics. 
 These individuals
will take over responsibilities 
in the O/IGF for FPD project
planning and monitoring and evaluation 
once they return.
 

Other Recommendations:
 

The evaluation team recommends that the TAT, in close
consultation with the GOP units, complete 
a first full draft of
the comprehensive training plan, including both 
overseas and
internal training programs. This must be more 
than just a list.
It should be based on perceived training needs for implementing
farm forestry, identify specific fields of endeavor and
educational objectives, suggest 
a realistic, phased time table
and an indicative budget.
 

The evaluationl team suggest that as, and if USAID funds
earmarked for the FPD project go unused and need to be
reprogrammed, USAID and the GOP should consider giving high
priority to 
increasing the participant fellowships component,
especially in 
formalized courses and included additional longteam degree programs.
 

The evaluation team suggests that in order tc 
allow the IGF
to function 
in a policy/decision-making leadership role as
regards this project, the GOP should complete the steps necessary
to designate and qost an 
Additional Inspector-General of Forests.
 

The evaluation team also suggests that the TAT hire a senior
Pakistani forester to assist the COP in discharging his duties,
particularly as 
this concerns liaison with the GOP. 
Funds should
be available to do this from savings accruing as 
a result of the
vacancy in the Farm and Energy Forestry Advisor position. This
individual may also help the Forestry Training Advisor with his
responsibilities for in-country training.
 

The evaluation team recommends that the project consider
contracting with a 
local 
Pakistani accounting firm experienced
with GOP procedures to provide assistance for the budgeting

requirements of the O/IGF.
 

The evaluation team recommends that the issues blocking
publication of the 

that it be 

Project newsletter be resolved immediately and
issued regularly with contributions of articles
welcomed from all staff.
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B. Farm and Energy Forestry Research
 

Principal Recommendations:
 

The evaluation team 
recommends that serious consideration be
given to substantially strengthening the project contribution to
PFI for program improvement in the 
areas 
of both research and
education. 
 The evaluation team believes this would be preferable
to widening the scope of 
the territorial coverage of field

orerations as 
is being considered 
as part of the redesign effort.
 

The evaluation team recommends that the present staffing
shortfalls for the 
FPD project at 
PFI be resolved soonest.
 

Other Recommendations:
 

The evaluation team suggests the project leadership look
into the 
current split between research infrastructure

development and program development 
as it is being carried out
 
under the project.
 

The evaluation team recommends that the TAT Research
Specialist and the designated Project Director at 
PFI encourage
and assist the Farm arid 
Energy Forestry Research Advisory
Committee to Prepare 
a farm forestry research master plan.
 

The evaluation team suggests that the SCA group prepare 
a
synthesis report 
that explains the role of socio-cultural
analysis in 
the FPD project, identifies the kinds of issues 
or
problems addressed by SCA, summarizes the key findings that have
emerged to date from the baseline studies, and identifies the
implications of these findings for FPD project field operational
strategy and activities. 
This report should address the issue of
the potential utility of "incentives," "motivators," 
and "farmer
advisory groups" as mechanisms to encourage and facilitate 
farmer
adoption of 
farm forestry practices. 
 This report should be
circulated to 
FPD project foresters and be the subject of a
project planning workshop involving the TAT and the 
foresters.
The aim of this workshop would be 
to increase the foresters'
knowledge and understanding of 
the FPD project and SCA's role 
in
 
the project.
 

The evaluation team recommends that the SCA group continue
to deve]IpthP needed an]jysis of the baseline data collected to
date. However, theSCA rouP should 
not at 
 this time embark on
any-newbaseline studies such as 
that whic is currently being
planned for Sind. 
 Rather the SCA group should devote the 
lion's
share of its attention to working more closely with the TAT on
the problem of .ssisting FPD project foresters to design field
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operational strategy, models, and activities that will be
 
sociologically sound, that is, effective in helping the FPD
 
project's clientele (small farmers) to 
adopt farm forestry

practices. Given the SCA group's proximity to the FPD project

foresters in Punjab, this province would be 
a logical place for
 
the TAT to begin working with project foresters to design and
 
implement a sociologically sound field operational strategy. 
As

project personnel gain experience in this area, the experience
 
can 
then be shared with FPD project personnel in NWFP and
 
Baluchistan 
(e.g., by bringing project personnel frc these
 
provinces to observe and participate in the design ai.
 
implementation of field operational strategy in Punjab).
 

The evaluation team recommends that the TAT's SCA group

(Anthropologist and Rural Sociologist) proceed to implement the
 
proposed Women's Study, using available short-term consultant
 
time to contract a female social scientist to lead the study's

field work.
 

C. Field Operational Activities
 

Prin,7ipal Recommendations:
 

The evaluation team recommends that the vacant position of

Farm Forestry Advisor be filled expeditiously insuring that the
 
candidate be a seasoned professional capable of providing

pragmatic advice on 
solutions to the technical as well 
as
 
procedural problems of the 
field operations.
 

The evaluation team strongly recommends that every effort be

made to resolve the present concerns of field staff posted to the
 
project regarding allowances and conditions of work. The team
 
fully endorses the suggestion that the FPD project, with USAID
 
funding, provide motorcycles to the farm forestry extension staff
 
to enable to extend their work zones 
away from the mass
 
transportation network.
 

The evaluation team recommends that an expeditious solution

be found immediately to the issue of payment owed to the private

sector farmers contracted by the forest departments to raise
 
seedlings for this monsoon planting season.
 

The evaluation team strongly recommends that the training

pro ram for foresters and 
farmers begin as soou aspossible. It

is suggested that a debriefing seminar at the level of field
 
staff be convened after the current planting season as an
 
exercise to get field staff input 
on training needs.
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D. 
Additional General Recommendations
 

Principal Recommendations:
 

The evaluation team recommends that every effort be expended
by the GOP and USAID to resolve the GOP funding problems

troubling the FPD project.
 

The evaluation teams 
feels that the next 
18 months will be
vital 
if the FPD project is to succeed. It therefore recommends
that the next project evaluation take place at 
that interval.
 

Other Recommendations:
 

The evaluation team recommends that USAID prepare a
comprehensive report on 
the status of the FPD project including
information on 
progress, process, problems and constraints.
 

The evaluation team suggests that 
as possible and practical
the USAID Project Officer devote his 
time to major issues and
general project oversight leaving day-to-day matters in the hands

of the USAID Forestry Specialist.
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VI. LESSONS LEARNED
 

While the objective of this evaluation is to review the

achievements and develop conclusions and recommendations

specifically for the Pakistan Forestry Planning and Development
project, USAID has also asked the team to assess 
lessons learned.
These lessons are 
intended to have applicability beyond the ambit
of the project from which they were drawn, including possibly
others within the mission portfolio or as general lessons which
 
might apply to AID projects elsewhere.
 

Time constraints have limited the evaluation team's efforts
on focusing substantially on 
this dimension of their work.
Nevertheless, the following points do 
seem to fit the category of
 
lessons learned.
 

ProLject Papers and PC-ls. 
 The evaluation team was, despite
its evident shortcoming, impressed by the level of effort
associated with preparing the PC-l. 
 Clearly, GOP practice in
routinely preparing their own project documentation, and
reviewing and approving it 
in high level fora means that they
have taken 
a serious in-depth look at the project and considered
its merits. 
The team believes 
that AID should encourage other
governments to do likewise; 
there would appear to be ample payoff
to the effort resulting from the potential policy dialogue
well as as
project planning inherent in such a process. 
 Too often,
donor governments fail 
to translate their project documentation

into the local language with a resultant lack of real
understanding of and commitment to the project, its development
goals and intended operations. Clearly, however, PP/PC-l
contrasts such as have occurred in the 
case of the FPD project
are inimical to 
sound project implementation. 
 The evaluation
team understands that USAID/Pakistan is 
now making increasing
efforts to prepare documents together in close collaboration with
their GOP counterparts and decision-makers.
 

Mobilization. 
The present status of the FPD project has
once again confirmed the need for and utility of building

explicit mobilization phases into the implementation plans of
large and complex projects. 
These plans should routinely program
adequate time for activities which condition operational

capability such as: 
 commodity procurement, host country
personnel designation and organization, contractor selection and
staff recruitment, and where necessary, counterpart training.

These key steps are 
too often taken for granted with resulting

inefficiencies in the utilization of time, funds and personnel.
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Implementation and the Biological Calendar. 
 Directly
related to 
the above is the question of implementation planning
and capability synchronized to the biological calendar of
forestry and agriculture projects. Tree-planting, particularly
under aridjsemiarid conditions is directly linked to an exacting
biological calendar including seed production, nursery schedules
and the 
onset of the rains essential for successful dryland
reforestation. 
 It is extremely difficult to accelerate or retard
this schedule without serious implications for quality control 
or
operational efficiency. 
This is often overlooked as a result of
 more 
important project programming demands. 
Even seemingly
insignificant delays such 
as the signature on 
a PIL can cause a

project of this 
nature to miss an entire 
field season.
 

Project Monitoring. in the case of carefully phrased 
or
sequenced implementation such 
as that envisaged for the FPD
project, effective monitoring and management is necessary early
on before activities get out of sync. 
 As this also is usually a
period of 
intensc start-up demands, coordination is sometimes
hard to maintain. 
 Typically project management personnel 
are
also "learning the ropes" 
and therefore reluctant to point out
discrepancies. Nevertheless, monitoring and control

characterized by good communications from the outset are
essential to build the 
team effcrt required to properly deliver
 
coordinated project activities.
 

Conditions Precedent and Covenants. 
 The FPD project has
provided a rcrewed reminder of the difficulties OL extractingcompliance with exacting conditions precedent or project

covenants. 
Typically, many prove to be supercilious when
contrasted with realthe needs to g2t the project started. Toooften, they a-e 
imposed from a distance which belies the need for
 a full understanding of host government capabilities andpressures. Extreme care should be exercised in setting these inplace as well as 
monitoring and managing compliance; realism
 
should be the key note.
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~~ '-ANNEX~ A 

~Synopsis of USAID/Pa-kistan Cable on SOW for this Evaluation 

~:i Evaluation Scope of Work;, ~___________
 

~ , 
Activity to be evaluated: The mis.sion requestes a itrevaluation of,theForestry Planning'and Development Project
(FPP) from project authorization to the present.'day.
Authorized LOP funding is $25,000,000 with an additional.
$5,000,000 in commodity support from th~e ACE programo -The
life of project iseight years, running from-August 1983
to August 20, 
1991, the project assistance completion date
& (PACD). 
1
II. Purpose of evaluation: This evaluation will coincide withthe first operational field planting season in the farm 21iforestry target areas. Assessment of the adequacy and.effectiveness, of the inputs of technical assistance, commodity
assistance, and review of the proposed strategy to implement
the field activities are primary goals of this evaluation'*
Findings from the evaluation are planned to be incorporatedY
into a project amendment scheduled to be drafted in the fall
of 1987. The evaluation report will be widely reviewed in
AID and will be shared with the Federal Office of-the Inspector,
General of Forests in the Ministry of Food~and Arclue 

The evaluation is designed to guide mission management in
the implementation of this project and to address the
following kinds of questions: 
 What has the project achieved
to this date? What unplanned, changes have occurred and whatare their effects? What major constraints remain and how
should they be overcome? 
 What parts of the project are
progressing satisfactorily?
 

Thsevaluation istefrof 
 fou eternal evalutions~.
scheduled over the life ofthe project at approximately
two-year intervals.
 

III. Background: The primary goal of the FPD Project is 
to
hXlp Pkistan increase its indigenous energy supplies and 
 ~achieve energy self-sufficiency.. The secondary.goal is
to
reverse the progress of deforestation inDakistan and to 
 2 ;expand the extremely limited forest base. 
 The primary
purpose of the project is
to strengthen the capability of
federal, provincial and local 'insti.tutions to design,,
implement, and evaluate policies and program~s for'inareasing
the production o~f fuelwood and timber inPakistan. 
~5717i.secondary purpose of the~project is 
The,
 

to demonstrate the
economic, technical, and social feasibility of producing
 

'- ~A I-'-

L Vm--' 
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tre crp on pivatelyowed far and range lands, 
 <2~ 
Sh .The FPD proag was foUaly signed inAugut 1983, Beasthe'GQP PC.1~wao approved lateo/'Iactiual project strtubgnSeptember 1985, Fedralproject fundingddoreach the provncesuntlspring, 1986.',di so 

Thino Ateam hah; been i~n count y sine Jun 1985
ACE-funded coimoities'have been purchased and are eitherin country or on the way.' Tree',plantationo'have2 been,established and a sociological1 baseline study <is inprogress
with considerable raw data collected. 
 A review of curricuumr
and recommendation for course work~ at the Pakistan Forest
Institute was completed by the TA team inApril 1985 and
isnow being implemented. In-country training has started 
 'and a number of individuals have been sent to ~the United
States for long- and short-term'training. A contractorteam isscheduled to arrive in Pakistan inApril 1987 to
design possible new activities/components for the FPD
Project. 

IV. Statement of work: The evaluators shall review the
performance o? the FPD as follows: 
 (A)evaluating progresc
toward achievement of goals in the PPi 
(B)analyzing the
effectiveness of the TA team in accomplishing the goals of
their contract; 
(C) assessing progress toward establishing
training and research programs that meet the requirements

disbursement mechanisms and budgeting process; and, (E)

assessing progress of the socio-cultural'baseline studies
and their appropriateness to identifying farmer/public
sector participation strategies. 
 if the design team report
is available, the evaluators shall also review and comment
on the major conclusions and recommendations of the team's
report.
 
The evaluation shall includ,,but not be limted toothe
 
following special considerationsi2 

()Management assessments 

2(A) 
 Effectiveness of the TA teamn inproviding timely
and appropriate assistnnce to the GOP or2 

<22implementation 
 in accordance with their 

22 

2otrc
responsibilities.*c~ro
 

(a) Effectiveness of, GOP, agencies inimplementing the
project with regard to staffing, transfer of funds
and appropriate budget allocation.~
 

A -2 



(C)'Eff 	 cti enes of 
 insitut 
 ona 	 re atio shi an
 

intracion 
 amn th 
 -aiu 
 entiti'~es: 
 U* AID,
 

(C) 	Effectiveness of~trinin 
of farmr anil
 

fied erat5aionl athevties, tte~~ASID' 

(D) 	GPogress in dsgni avndcarryin outomio
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ANNEX B
 

Documentation Consulted
 

Dove, Michael R., Determinants of Interest in 
Farm Forestry,
Forestfy Planning and Development Project, July 1987

(draft).
 

Dove, Michael R., 
 Social Forestry and Livestock Systems:
Traditional Use of Tree Fodder, paper presented at 
Part I,
 

Livestock in NARC
Farming System Wcrkshop, April 1987.
 
Dove, Michael R., 
and Qureshi, Jamil, Farmer Interest in 
Planting
Trees and Operating Nurseries


District Reports, Punjab; 
(series): Village and
Provincial Report, Punjab; Village
and District Reports, NWFP; 
Provincial Report, NWFP; Village
Reports, Baluchistan; 
Provincial Report, Baluchistan.
 

Dove, Michael R., 
and Qureshi, J. A., 
Field Researcher's
Orie-ntation Manual and Guide, Forestry Planning and
Development Project, 
1986.
 
FAO, Guidelines 
for the Evaluation of Technical Cooperation


Projects, October 1984.
 

Farm Energy Forestry Project, Progress 1986-87, Punjab, 1987.
 
Forestry Planning and Development Project, Annual Plan of
Operations 
in Nasirabad, 1986-87 
(working paper), 
Winrock
International TAT, March 1986.
 
Forestry Planning and IX-velopment Project, Proposal for
Consultancy by Anthropologist to Carry Out 
a Women's Study,
June 1986.
 

Forestry Planning and Development Project, sundry memos, trip
reports, letters, briefing papers.
 
Forestry Planning and Development Project, Technical Assistance
Contract, April 1985, plus three contract amendments.
 
Gibbs, Christopher, Tri;inincy Needs for Farm Forestry in Pakistan,
working paper in preparation for 
Forestry Planning and
Development Project PP, June 1983.
 
Government of 
Pakistan, Ministry of Food, Agriculture and
Cooperatives (PC-l), Forestry Planning and Development to
Organize, Establish and Expand Energy Plantations on 
Private
Lands in Pakistan, February 1985.
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Government of Pakistan, Ministry of Food, Agriculture and
 
Cooperatives, National Agriculture Policy, February 1986.
 

Hart, William, A Recommended Program for Provincial Forest
 
Training Schools, Winrock International, Forestry Planning
 
and Development Project, April 1986.
 

Memorandum, William Hart, TAT to Director-General, PFI, on
 
Sociology Public Administration and Extension Course:
 
Academic Year 1985-86, January 1987.
 

Pakistan Forest Institute, Peshawar, mimeograph note, n.d.
 

Pakistan Forestry Institute, Technical Notes (Nos. 1-55),
 
Peshawar, 1984.
 

A Plan for Implementing and Coordinating Farm and Energy Forestry

Research, sponsored by Pakistan/USAID Forestry Planning and
 
Development Project (discussion draft).
 

Position Paper on Fcrestry in Sind, forest Department, Sind,
 
1986.
 

Qureshi Jamil A., FP&D Baseline Studies (working paper), Winrock
 
International, Forestry Planning and Development Project,
 
n.d.
 

Seventh Five-Year Plan, chapter on renewables (draft), February
 
1987.
 

Syllabus, Six-Month Training Course of Forest Guards, Miani
 
Forestry Training School, Sind.
 

University of Arizona, Office of Arid Land Studies, Environmental
 
Profile of Pakistan, U.S. MAB Program, May 1981.
 

USAID, AID Evaluation Handbook, AID Program Design and Evaluation
 
Methodology Report No. 7, April 1987.
 

USAID/GOP Project Grant Agreement, Forestry Planning and
 
Development Project (No. 83-16), August 1983, plus three
 
ProAg amendments.
 

USAID/Pakistan, Agriculture and Rural Development, Portfolio
 
Booklet, 1986-87.
 

USAID/Pakstan, Assignment to Pakistan, A Handbook for 
Contractors.
 

USAID/Paki;tan, PID - Institutional Excellence, July 1987. 

USAID/Pakistan, Project Implementation Letters (PIL), Nos. 1-16.
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USAID/Pakiztan, Project Implementation Reports (LOP to 
date).
 

USAID/Pakistan, Project Paper, Forestry Planning and Development

Project (391-0481), August 1983.
 

USAID/Pakistan, PPOMIS Report, Forestry Planning and Development

Project, April 1987.
 

U.S. Department of State, Background Notes 
- Pakistan, March
 
1987.
 

Winrock International, Daseline Studies Field Assistants, Task
Order No. WI-03, Forestry Planning and Development Project,

September 1986.
 

Winrock International, Baseline Study Villages, Forestry Planning

and Development Project, Map Folio.
 

Winrock Internationl, The Concept of the Motivator in 
a Farm
Forestry Program: 
 A Working Paper for the FPD Project,

1987.
 

Winrock International, Forestry Planning and Development Project,
Quarterly Reports: 
 April-June 1985; July-September 1985;
October-December 1985; January-March 1986; April-June 1986;
July-September 1986; October-December 1986; January-March

1987.
 

Winrock International, Forestry Planning and Development Project,

Work Plan, . April 1983.
 

Winrock International, Forestry Planning and Development Project,

Work Plan, January-June 1987.
 

Winrock International, A Recommended M.Sc. Forestry Curriculum 
-Farm and Energy Forestry Planning and Development Project.
 

Work Plan 1986-87, 
Farm Energy Forestry Project, Punjab, 
1986.
 

Work Plan 
1987-88, Farm Energy Forestry Project, Punjab, July

1987.
 

Wcrk Plan 1986-R7, 
Social Forestry Project O/CCF Northwest
 
Frontier Province, March 1987.
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ANNEX C
 

Persons Met
 

Islamabad
 

Mr. Abeedullah Jan
 
Inspector General of Forests/Addl. Secretary

Ministry of Food and Agriculture

Government of Pakistan, Islamabad
 

Mr. Abdul Sattar Hussain 
Deputy Inspector General of 
Forests

Office of Inspector-General, 
Islamabad
 

Mr. Nasarullah 
Deputy Inspector-General 
)f Forests

Office of Inspector-General, 
Islamabad
 

Mr. Akhla,1 Ahmad Khan 
Chief Conservator of Forests-Northern Zone
 
Rawalpindi
 

Mr. Ajmal Hussain
Project Director, Punjab Farm Energy Forestry Project

Islamabad
 

Mr. Liaqat Hayat
Farm Energy Forestry Specialist

Punjab Farm Energy Forestry Project
 

Malik Nazir Ahmd

DFO Project Area, Attock District, Punjab
 

Mr. Nasir Mahmood
 
DFO Project area, Rawalpindi District, Punjab
 

Haji flazir Ahmad
 
Senior Instructor Punjab
 
Provincial Forest S7chool
 
Ghoraga I I i
 

Mr. Mohammad Naeenm
 
Instructcr
 
Punjab Provincial Forest 
 School 
Ghoraqalli
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Lahore
 

Mr. S.K. Khanzada
 
Chief Conservator of Forests-Central Zone
 
Lahore
 

Mr. Mahmud Ahmad
 
Conservator of Forests, Headquarters, Lahore
 

Quetta
 

Arbab Mohammad Nawaz Kansi
 
Minister for Food, Agric. Livestock, Fishiries and Forests
 
Government of Baluchistan, Quetta
 

Mr. Alam Gul
 
Secretary-Forest and Wildlife Department

Government of Baluchistan, Quetta
 

Mr. Mohammad Rafiq

Chief Conservator ot Forests Baluchistan, Quetta
 

Mr. Habib-Ullah
 
D.F.O.-Quetta Forest Di. 
.sion, Quetta
 

Mr. Mohammad Shafiq
 
D.F.O.-Director Div-sion, Quetta
 

Mr. S. M. Irshad
 
Retircd Chief Conservator of Forests
 
Quetta, Baluchistan
 

Hjjerabad 

Mr. Bahuddin Sirhindi 
Chief Conservator of Forests-Sind/Acting Secretary

Forest Department, Government of Sind, Hyderabad
 

Mr. Shamsul Haq Meion
Conservator of Forests;-Hyderabad Affcrest-tion Circle 
Hyderabad
 

Mr. Ghulain Mustafa 2haikh
 
Project Director-Sind
 

Mr. To ndo Moh(Immad Khan
 
D.F.O.-USAID/GOP Project
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Mr. Najamuddin Vistro
 
D.F.O. Silvicultural Research Division-Sind
 
Hyderabad
 

Mr. Niaz Ahmad Soomro
 
Principal-Provincial 
Forest School
 
Miani, Hyderabad
 

Peshawar
 

Mr. Yar Yohammad Khan
 
Chief Conservator of Forests-Northwest Frontier Province
 
Peshawar
 

Mr. Mumtaz Fhan
 
Conservator ot Furests-Southern Circle
 
Peshawar
 

Mr. Mohammad Ikram
 
D.F.O., Monitoring Cell
 
Northwest Frontier Province Project, Peshawar
 

Mr. M. I. Sheikh
 
Director-General
 
Pakistan Forest Institute
 
Peshawar
 

Raja Wilayat Hussain
 
Director Forestry Research
 
Pakistan Forest Institute
 
Peshawar
 

Dr. K. M. Siddiqui
 
Director Forest Product Research
 
Pakistan Forest Institute
 
Project Director FP&D, Peshawar
 

Kohat
 

Mr. Ensan Ullah Wazir
 
D.F.O., Kohat
 

Mr. Ahdul Rahman Khan
 
R.F.O., in charge Kohat Project Area
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Farmers
 

Sheikh Riaz Mohammad
 
Farmer, Hatrian, District Attock 
(Punjab)
 

Mr. Barkat Khan
 
Farmer, Burhan, District Attock (Punjab)
 

Mr. Nur Akhtar
 
Farmer, Hazrc, District Attock (Punjab) 

Mr. Afsar Khan

Farmer, fiamid Nagar, District Attock (Punjab) 
Mr. Riaz Muhammad 

Farmer, Hazro, District Attock (Punjab)
 

Members of Burhan Union 
 Council (Attock-Punjab) 

Two forest rangers in charge of project area 

Technical Director, Lawrencepur Woolen Mills
 

Mr. Tayyab Ali
 
Farme-, Alizai
 
District Kohat (Northwest Frontier Province)
 

Mr. Ali Muhammad Samo

Farmer, Matiari, District Hyderabad (Sind)
 

Mr. Muhammad Khan Baluch
 
Farmer, Mini, District Hyderabad (Sind)
 

TechnicalAs;itanco? TnIm (Winrock international) Islamabad 

H. Eugene Ostmark, Te.m Leader 

Michael R. [ove, Anthropologis 

William J. Hart, Forestry Outreach Specialist
 

Jamil A. Qureshi, ,Sociologist
 

Kenneth McNabb, Research Advisor 

US AiI2LP±P; i ;tan 

Hans P. Keterson 
Chi.f/A(D 
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Harold L. Dickherber
 
Agr. Dev. Officer
 

Albert L. Merkel
 
Project Officer
 

K. Hameedclllah 
Program Specialist-Forestry
 

Grant Morrill 
Assistant Program Officer
 

Mahmood Ahmed
 
USAID/FM
 

Jonathan Addleton
 
Assistant Project Officer
 

Marion Fuchs-Carsch
 
Technical Writer/PDM
 

Yousaf Saer~d
 
Architect
 

Others
 

Raymond Fort
 
FAO Representative-Pakistan
 

George Belt
 
Chief-of-Party, Project Design Team
 

Hans Shroeder
 
Team Member/Economist, Project Design Team
 

Jack Firmer
 
Command Water Management Team Leader
 

F. Whitney Glynn
 
USAID Office of Inspector General
 
Singapore
 

Dr. Muhammad Afzal
 
GOP Evaluation Observer
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3 ~ ~ANNEX P 

'~ ~) '~T 	 Schdul_/Itnerry 

Date Activity 	
' 

-U.S.
1,8-19 July -~Team travel to Pakistan. . 

20 July 	 Simultaneous arrival in-country of expatriate

temmmes Catterson, Byrnes, Hioffman.
 

-First 
 briefings by USAID/Pakistan,.
 
-Logistical 
 support arrangements begun.,
 

*-USAID
21 July, 	 briefings continue.
 
- Assembling project - related documentation. 
- Mr. Hameed Ahniad, recruited as Senior Pakistani 

Forester team member.:
 
- Team-building/planning exercise. 
- Mr. Mohammiad Afzal, GOP observer joins evaluation
 

team.
 

22 July --	 USAID. meetings continue..
 
-First 
 meeting with the Inspector General of Forests,

Mr. Abeedullah 	Jan andastaff of the Office/ZOF,
 

-Meeting 
 with Mr. F. Whitney Glynn,, USAID/Singapore

Office of the Inspector General,(project general.

audit) 
. 

-First 
 meeting with Winrock International Technical

Assistance Team, Messers. Ostmark, Hart, Dove.
 

23 July --	 USAID meetings.
 
- Document Review. 
- Meeting with Roncol Inc. provided Project Design


A .. . . Team, Mr. George Belt.. ...
 

24 July -- Preparation of Evaluation Plan Report for USAID.

Intensive Document Review. , 
 K- ,Evaluation Team-General Meeting.p 

- Meeting with USAID/Singapora auditorl Mr. Whitney
Glynn. . . . . . . . .'
 

:25 July --	 Rest day,. 
26 July --	 Presentation of Evaluation Plan Report to USAXO.
 

-Meeting 
 with Provincia. Project statt,'Punjab
 
-p ~ pForst Department, tMessers, Ajmal7 and Afzal.
 

-Field
i344>27 July 	 visit, - District'Atoc.4,- Punjabi full ,team accompanied byt,Mssrs, 1artf 'MerJke 1k),
Haieedullah, Gl~ynn and:4'i h'~oi oEAIo/AZ4/TR'.A 

4, - Catterson't IHamied, Ichord,1,Glynn M6rkel and .. 

- Kameedullah~ rjturn7 to Islamabad'* 



--

Byrnes,lnofma Afza. an atcotnet
 

28 July -- Byrnes1Anoffrnan, Afza]. andHiart vJisit with Che
Conservator of, Forest's,1Northwest orntier.ProvinceI
 
and '
irector~General~and staff Pa'kistan Forest
 

InsituePeshawar.
 
-Catterson~and 
 Harneed travel to Quetta~for meetings

with Chief Conservator of Forests and staff,

Baluchistan Province,
 
Catterson and Hameed~visit Kharkhasa Watershed
 
Management Project Area near.Quetta with CCF.
 

29 Jul~y 
 Byrnes, Hoffman, Afzal andlHart continue meetings
in Peshawar with mid-day air flight return -to

Islamabad.
 

.. ,. -Catterson, 
 flameed meet with CCF - Baluchistan andsubsequently Secretary 
- Forests and Minister of
 
* . Agriculture for Baluchistan.
 

-Catterson 
 and Hameed travel by air aroundmi-a 
to Lahore. 
 i-a
-Catterson, Hameed have late afternoon meeting with
Chief Conservator .of~ Forests Central ZonePunjab and staff 

- joined by Messrs jaan
Afzal.sAmlani
 

- Catterson has evening meeting with Mr. Jack FarmerIof Commiand Water Management Project, 
30 July -- Byrnes and Hoffman continue reviewing9?documnentation

in Islamabad.. 
- Catterson., Hameed return by airto Islamabad.,7-Evaluation Team meeting to review findings of 

field trips. 
31 July -- Meeting with Mr. Merkel to review 'findings to 

.......... date,
request clrfcton ute information.
Meetings one-on-one with individual TechnJical,
 

-Evaluation Team imeing reortp 

*aato
 

planning 'and outlines. prp ato 

-Northern 
 Zone -IRawalpindi - Punjab.
'jatterson, Byrnes,~Hoffman,, Hameed visit to7
*Punjab Provincial Forestry School at.Ghoragali.

Evening departure Hoffman, Haineed ~-CattersQo,. 


with Merkellto,)arachi. 

~ 2.August ,'--Byrnesin Islamabad for.addM-tional 4iscussiois 7with 'TAteam social anailystsiand report writing. 
------- Catterson't, Byrnost H~offman, Hamieed'and MerkeIl:-

:.~. 

begin visit to proj act, aciivitiii.:in Sind withameatinga 4th the Chie'ohivtro oet 
inHyderabad. e oe~ao f oet 

9-Il D-24-
9A 
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--

--

--

--

- -

~$~j::>j~j7;< 1 FKi1.d visitr(pm)1 to Mia i.Reserve Forest Area''<: 
' ~ and 'iami:Forest and -Wildlife' Traii'n3 

' 

-n-- J1 l4.bad'v tQp : n' wayrBack~fto 'view--~farme-r~ 

-UVK 3 August Visit to private farmi near project siteAoaro) 
-to 
 see bamboo and tree plantations,

Visit to project site activities at Pennah and
Honderani Reserve Forests,

Return early evening to Karachi and late evening

flight to Islamiabad. ~
 

4 August Meeti.ng with Inspector General of Forests,U Mr.
 
Abeedullah Jan.
 

- Meeting with USAID/Pakistan Project Management
 
* staff - Messrs. Merkel and Hameedullah. 

-~Beginning
5 August of four day holiday in Pakistan.
 
Evalusation Team members engaged in report writing.
 

-Meeting 
 with Design Team Leader, George Belt.
 

6 August E-
valuation Tream engaged in report writing.
 

7 August Meeting with Technical Assistance Tream Chief-of-

Party, Mr. 'Qetmark.


-Report preparation. 
"~ 

8August Rest Day 

"9:August Catterson, Hameed depart eal mrin 
o
 
*Peshawar. erynoni 
o
' ' , ' . .U'++++..U+++ '2U, ++ ++ + + +++ U"++#+++/.: ++i:+++ ;+'+ 
- Catterson, Hameed travel overland to Kohat where 

-. '"they are joined by Byrnes accompanied by Messrs.
 
U ZU'2U,)U2' U +'Ostmark,,; Dove+~ and'Qureshi;+e m$+ of TA team,~".i=+'UUUUU'2'U. 4" 2mil Uo! +++++ ?.+ +' +++U 

' +;}
- MeetingU with DFO-Kohat,(NWF.Province)U+T+a 


'UUU''"''UUUU;U' + 2"UU{U ''' 'U UUUUU prjectroject saff'aff inU2', U'UU 

" 
'U 
n Kohat. 

++'2'" 's+++ 
'U U+ 

2 and 
-ot'. 
FPD,.U"' ++++++ 

""'U")""'U ' U'2 + 
A . . .. . ." ~" ' +i , % 

+:+++++U .........U+,+++:+ + -Field2' '2'visits+ .+to+ + projnct+ +.. activities in Kohat area'
''U'+++AU"r ... + : '2'' '"U"'"'' + + + _ + +++ 

2 (afternoon)," including:
+i'2'+<)UUU+'U2.......+ U+'++' + + ++
U;+++++. ++'U'UU"' UUU'UU4U++.++++2 U'+;+22 ++ 2';...... UU'+++++++++++++ 


-farmer 
 nursery
'1"'" +i . ++ 
2U2 

'U 'U +++++++++ +++1 two plantationU244 sites"'"42)$0+ Ai!;;++A U+ MU"' 4+++: 
+ .)'2UUK2'+ village' survey it,e."2 " '2+++- 'U ;++++ 2,;; 
 ' U r''."UU',+++++++++ 

- Eveningvmeeting wth DFO 1ohat and staff at+++++++U'+,++U+ ++++++ 

<U 4++! ' ~ "j<U'"' "2 

U "Q~ot~ernment Circuit )fouset(ohat. ~ ''"2A 

+U' 
U 

'U2 '22'+ 
August 
 yrneso Ostmarko Dove, Oureshi depart by r"oad,,on 
 2 

Kr4U2..,.. U ~ return~trip to~slamabad. 
2"2U~W 

+ +# U2I++++++

U ~~:Catterson, Hamee'd 4dpart by ,road onUretu1rn trip

'U '2U' + +++ + 4+ +::+ ++++ t+ ;+
 to Peshawar for nieetJings at Pakisan Forest A 

4 
' ' 

U 
Institute (remainder day), U'4JiW'U 


D 2-'.
U +++i++"' + 
"'f 

,+n 'U ''2'' o.%A 
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------

pdec't* staff (morning),Calte'roon, Hammeed'raturn n1id-dcay by air to'~
Islamabad.
 
Syrneso Hoffman heavily engaged in report wrtin~g.


-Evaluation 
 Team meeting  general review of report<<<
preparations and conclusions and recommendations.

12 August --
 Evaluation Team all egedin report' preparation,'-~"
 

Meetng ithUSAID staff (Office o 
giutr

and Rural Development~. 


-
-13 August -- Preliminary review meeting 'with USAID staff on
conclusicrs 
and recommendations.
Byrnes and Hoffman revising and finalizing their
 

Teamrleader Cautrsn 
reviews preliminary conclusions.
and recommendation~s .4ithUSAID project management
staff.
 

14 August --
 Byrnes and Hoffman finalize their reports.
Catterson, Hameed preparing full evaluation report.

15, August B~
:7 yrnes, Hoffman complete terassignments and '~~~turn in their'reports. 


Rest Day. 
, 

:16 August -- Cattersono Hameed fully engaged in4eport writing,
-Additional 
 meetings with LISAID staff in FM, and POM.
 
-. . ~offices.
 

17 August --

4
 

Catterson meets with Messrs. McNabb, T~ATrsearch 

-advisor (just4raturned-from home leave), 4and his,:
*- counterpart M. Siddi.gui of Pakistan Forest Institute.regarding project activities 4in1 research. 

4 --  Catterson,.Hfameed ful 
 nae~nreotpeaain
 

18 August - Catterson, Hameed fully engaged in report preparation.Near final-version of report presented~to UJSAID project management officers for reproduction and
 
4 4~ circulation.

19Agst 
 'eort preparation (word prcsin)cninuues. 

4444 

~ ~staff. 
Draft report being reviewed by'ttSAID and 0/X'&G -:Y4~-->---

20AgutFinall full-e e meeting wit UCA, and G

OrtCp,6fsmutat. nvetJ.n 

Reor srvisuion bae on;outcome 
 of reie 
 mes
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21 August -- Hamnccd Ahwad completes contract period. 
- Catterson continues report revisions. 

22 August -- Catterson departs Pakistan for US (early AM). 
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ANNEX F
 

Issues - Roles and Responsibilities
 

This annex has been prepared specifically at the request of the
Inspector-General of Forests. It is intended as an 
indicative

list of the confusion of roles and responsibilities existing
among members of the staff of the 
Forestry Planning and
Development project, including GOP, TAT and USAID personnel. 
 The
 purpose of this list 
is 	not to draw inferences about blame in
these 
cases but rather tD illustrate the level of

misunderstandings still existing and the need to 
further
elaborate project inplementation modalities and procedures and

continue training of staff.
 

Examples of issues:
 

" 	 Confusion over name 
and goals of the project and
 
overall responsibilities at the provincial level,
 
e.g., in project titles 
"Social Forestry Project" in

NWFP and the 
"Farm Energy Forestry Project" in
 
Punjab.
 

* 	 Insistence in the Punjab that 
"Farm Energy Forestry

Project is the operational phase of Forestry

Planning and Development Project of the Government
 
of Pakistan which is 
aided by the USAID." Confusion
 
drives from the fact that provinces, in the original

design, are also expected to participate fully in

the two other components of the FPD project, namely

Institutional and Manpower Development, and Farm and
 
Energy Forestry Reseaich.
 

" 
 Wholesale confusion over budget allocation and
 
release processes, including the agreed split

between GOP local currency budget responsibilities

and expenditures eligible for reimbursement by

USAID.
 

• 
Continued assertions and belief that budget/funding

problems could be solved by direct USAID advance
 
fuiiding to the O/IGF.
 

* 	 Belief among members of GOP field staff that TAT
 
staff members represent USAID.
 

* 	 Insistence by 
Provincial and PFI authorities that
 
USAID should carry out the reimbursable, FAR-based
 
building construction program directly.
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" 	Additional confusion that PC-I sanctions building
PFI or provincial forestry research substations.
 

" 	 Inability to calculate from PC-i, 
the annual GOP

funding levels required in the ADP.
 

" 
Total confusion by all. concerned 
(GOP, USAID, TAT)
of the meaning of FAR-based private nurseries.
 

" 
LacK of clarity regarding whether USAID funding of
tuition for B.Sc. 
or M.Sc. provincial participants

also includes their salary or stipends.
 

* 
 Definition and place of demonstration tree-planting

in the field operational activities, and whether GOP
 or TAT is responsible for implementing this program.
 

" 
 Lack of clarity regarding field implementation
 
modalities, e.g.:
 

--need to require participating farmers to plant

predetermined, fixed number of trees;
 

absolute sanctity of project area boundaries; and
 

need to increase subsidies to farmers as other

projects do, i.e., 
provide fencing, all labor,

protection by Forest Department.
 

" 	 Feelings amon r project staff that doing extension

work is akin to being "beggars" or "missionaries"
 
with little power or status.
 

" 	Misunderstanding about phasing of project activities
and claiias that socio-cultural baseline studies 
are

going too slow and not yielding data, when in fact,
this ccrponent of the project is probably the most

successful element to date.
 

* 	Confusion over actual 
implementation year of the
project, Year One or Year Two, etc.; 
or GOP FY 1986
87 or 1987-88, etc.
 

* 
 Need to clarify popular participation strategy;

staff not using motivators or 
farmer advisory

groups, and question of whether these are 
necessary.
 

* 
 Lack of definition of counterpart relationships

between TAT and GOP staff.
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* 	 Belief expressed in Punjab that project budget was

34 percent GOP and 66 
percent USAID, and all

activities could be broken down along similar lines.
 

" 	Stated differences in 
price per seedling to be paid
to private fatmers: 
 NWFP--.95 Rps/seedling;

Punjab--1.25 Rps/seedling. Assertion that USAID has
minimized rates of payment as 
Forest Department

usually costs seedlings at Rps 2.0 each.
 

" 
 Project assisting farmers by giving free seedlings,
but in effect, undermining potential market for
 
private nursery operators.
 

" 
Belief among TAT that computers fundamental to
 
planning work.
 

" 	Confusion at provincial level 
over nominations

procedures for B.Sc./M.Sc. project-funded training
 
at PFI.
 

* 
 Belief that Section 38 (Pakistan Forests Code) was
social forestry taking over private lands for
 
rehabilitation.
 

* 
 Belief that "entire training component should be
 
responsibility of TAT."
 

" 
Wide divergencies in understanding among field 
staff
regarding operational decisions already taken.
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I. INTRODUCTION
 

A. Evaluation Objective
 

The objective of this report as per the scope of work for
the 
Forestry Planning and Development (FPD) project mid-term
evaluation team's development specialist, is to assess the
progress of the FPD project's socio-cultural analysis (SCA)
component (i.e., 
 baseline socio-cultural studies) and its
appropriateness to identifying strategies for enhancing farmer
and private sector participation in 
the FPD project.
 

The reader should note that only the provinces of
Baluchistan and Sind refer to the FPD project by the same name,while the FPD project is called the 
Farm Energy Forestry (FEF)
project in Punjab and the Social Forestry project in the NWFprovince. 
 The present paper will, despite these provincial
differences, refer to 
the project as the FPD p:oject. Similarly,
the paper will refer to foresters working 
on the FEP or SocialForestr-y projects as projectFPD foresters. 

A closely related issue is the matter of whether this
variation in the names 
used to refer to the project implies
radically different conceots 
of the project, its goals and its

implementation strategy.
 

B. Evaiu io M t og 

This report 
was prepared pursuant to the Evaluation Plan
prepared by the FPD evaluation team leader. The document isbased on the author's review of available project documentation;
meetings with officials within the Office of the Inspector-
General for Forests 
(O/IGF), the Offices of the 
Provincial Chief
Conservator of 
Forests (OiPCCFs), and the Pakistan ForestInstitute (PFI) ; meetings with foresters assigned by the O/PCCFs
to the FPlD project; meetings with members of the technicalassi;tance team (TAT) and tne team's SCA group; meetings withstaff of USAID/Pakistan;s Office of Agriculture and Rural
Development; 
field visits 
in Punjab and NWF provinces to see FPD
project sites and SCA study aroas; and interviews with projectparticipants, includ ing faroe r.; who have established
/plantednur:; ieori trees, and ] ) -pro,jectforestors. 

The r.por-t also h'n, ite Iro ongoin,; discus; ions andexch1nq" ol v i'jw:; with tlh, evi luaLion to' '5 two other members(Mr. Ion attr-on And Dr. .I Holf n). Finll y, the evaluationteam had th" ,ne, it of int:,rA:tinn with two other groupsbrin, i q un u e intpI "st and prnp; t lyV,:; to their as s sment a!the proi,,t . The I ir;t group wa; represented b'y U;AID auditorwho win conduct ing a prliminary audit If the project; the second 
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group was comprised of a Design Team that was exploring potential

options for extending the FPD project.
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II. 
 RELATIONSHIP OF SOCIO-CULTURAL ANALYSIS TO FPD PROJECT
 

A number of factors are identified in the FPD Project Paper
(PP) as constraints to 
improving farm forestry in Pakistan.
of the identified ccnstraints is the 
One
 

lack of applied social
science knowledge of how tree planting can 
be most effectively
integrated into the 
largely subsistence-oriented cropping systems
of Pakistan's small farmers. In this regard, 
the PP noted that
Pakistan "has very little experience in 
the design and evaluation
of alternative st-'ategies to encourage 
farmers to plant and
maintain trees" 
(p. 36) on privately-owned 
farm and range lands.
Recognizing that success 
in afforestation of privately-owned
lands will ultimately depend on 
farmers being able and willing to
plant and maintain trees thereon, the FPD project provided a
socio-cultural 
analysis component to assist the project in
developing "sociologically-sound strategies to encourage 
farmers
to plant and manage tree crops," (PP, p. 26).
 

The intent of including the SCA component in the FPD project
was to equip the project with a means of assessing the
"effectiveness of alternative approaches to 
involving farmers in
the design and management of afforestation activities," 
(PP, p.
36). As the PP notes, the successful achievement of the FPD
project's objectives will depend on the project's ability to
"design the local participation organization 
. . . e3sential todevelop programs that effectively meet the needs and 
secure the
involvement of local 
farmers," 
(PP, p. 67). Such a "local
participation organization" 
or mechanisms are essential since the
GOP cannot afford the recurrent costs 
involved in supporting an
outreach program in which foresters or even extension agents
contact each and every farmer on a one-to-one basis.
 

A. Scope of Socio-Cultur i Analys is 
Component
 

The FPD project's SCA component primarily consists of sociocultural data collection, analysis and interpretation to be used
in designing, implementing, and monitoring and evaluating the
project's 
field operational activities. 
 As stated in the Project

Paper, SCA is to:
 

be conducted during the initial.. .stage of the project to
contribute 
to the detailed knowledge of local 
areas .necessary to achieve desired levels of 
farmer interest and
participation. Subsequently, this type of research will
contribute 
to the project monitoring effort and provide
insights into adaptations necessary to keep this and future

projects on track (PP, p. 71) 
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The priorities for SCA identified in the PP were as 
follows:
 

" land 
tenure patterns and their implications for the
 
design of farm forestry programs;
 

* 
the social structure of agricultural production,

i.e., the contribution of 
inputs, the allocation of
farm outputs, and the role of women, children, and

the landless in 
fuelwood production and use;
 

" 
baseline demographic, cultural, and socioeconomic
 
characterizations of the project area; 
and
 

* the "identification of methocds for organizir,7 local
farmers and involving them ir project manage.,ent

that seem 
to have the best probability of achieving

satisfactory rates of adoption of on-farm tree crop
management by the target [i.e., 
clientele]

population," (PP, 
p. 71).
 

Further, as 
the project proceeds, the PP calls for the
progressive development of studies on:
 

* the acceptance and adoption of 
on-farm tree crop

management by farmers; and
 

* 
the impact of the project on land tenure and use

patterr'; and on 
the roles of women, tenants, and
 
landless laborers.
 

B. SCA in Relation to FPDQroect's Three Major Components
 

The PP does not conceive the SCA as an 
isolated activity
that is unrelated 
to other FPD project components. The PP
envisions that the data generated through SCA would "contribute
in a coordinated and systematic manner" 
(PP, 
p. 58) to the sound
implementation of the FPD project's three major components:
ilstitutional and manpower development, farm and energy forestry
research, and field operational activities. 
 A schematic
representation of the interrelationship among these components
and more specific FPD project activities are presented in Figure
1.
 

1. Institutional 
and MaDnpowevir _ opiment 

The objective of this project component is 
to strengthen the
capability of 
the Office of the Inspector General of Forests in
the Ministry of 
Food, Agriculture, and Cooperatives, the Offices
of the Provincial Chief Conservator of Forests, and the Pakistan
 
Forest Institute to:
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" 	develop sound afforestation and fuelwood policies
 
that are adequately coordir-ed with the activities
 
and approaches of the agri ture and energy
 
sectors;
 

o 	 design and implement cost-effective and coherent 
plans at the federal and provincial levels for the 
integrated development of farm and energy forestry 
and to monitor and evaluate ongoing progrjms in 
order tD adapt subsequent plans to take advantage of 
successes and to avoid recurrent foilures; 

" 	desigr and administer effective and efficient
 
programs to encourage the production of trees for
 
fuelwood, fodder, timber and soil conservation on
 
private lands;
 

" 	provide training for forestry officials to develop
 
improved skills in the design, organization, and
 
implementation of programs to encourage farmers to
 
adopt afforestation practices on suitable lands; and
 

" 	broaden research capability in the natural and
 
social science aspects of farm and energy forestry
 
systems to build the basis for improving these
 
systems and their management in the future.
 

2. Farm and Energy Forestry Research
 

The objective of this project component is to provide an
 
improved scientific basis for the technical and socio-economic
 
design of farm and energy forestry activities.
 

3. Field Operational Activities
 

This component's objective is to provide practical
 
demonstrations of the feasible farm dnd energy development
 
alternatives as well as an avenue for direct farmer involvement
 
in 	the design of these activities.
 

4. Summarv of Relation of SCA to FPD project Components
 

The specific contributions which SCA is expected to make to
 
each of the FPD project's three components may be summarized as
 
follows:
 

* 	InsttionalandManowerDeve] ~ment to assist
o --

in the design of sociologically-sound afforestation 
and fuelwood policies, plans, and programs; to 
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assist in the development of pre- and in-service
 
training programs that provide farm forestry staff

with the skills and attitudes necessary to assist
 
farmers in planting trees t-
 enhance agricultural

productivity; and to 
assist _n the development of
 
applied social science research capability in farm
 
and energy forestry.
 

" 
 Farm and Energy Forestry Research -- to develop the

socio-cultural and socioeconomic information needed
 
to design "sociologically sound strategies to
 
encourage farmers to plant and manage tree crops,"

(PP, p. 36) and "sociologically viable methods 
Zor
 
organizing programs to meet the needs of fari,.ers,"
 
(PP, p. 68).
 

" Field Operational Activities 
-- to assist in the
 
design, implementation, and monitoring and
 
evaluation of a field program to demonstrate the
 
technical and economic feasibility of "tree crop

management practices, particularly for the

production of fuelwood in concert with other farm

objectives," 
(PP, p. 74), and to evaluate the
 
"effectiveness of alternative approaches to

involving farmers in the design and management of
 
afforestation activities," 
(PP, p. 36).
 

C. SCA in Relation to Project's Target Areas
 

Three target areas were identified in the PP for field
operational activities: 
 selected districts/tebsils in the barani
(rainfed) areas 
of Punjab and NWFP, the irrigated farmlands of
Nasirabad District, Baluchistan, and the irrigated forest

plantations in Sind. 
 The variability in the agricultural and
socio-cultural makeup of these areas 
is discussed in detail in
the PP. 
 This variability has implications for the type of
development assistance to be provided by the FPD project 
as well
a7 the nature and level of involvement of SCA in the de;elopment

of project activities in each 
area.
 

The SCA component is focused primarily on the barani 
area of
Punjab and NWFP and the irrigated farms of Nasirabad District,
Baluchistan. 
While the project's field operational component was
to 
assist with the planting of trees on private land in these
three areas, project activities in Sind were to 
focus exclusively
on providing assistance to state-owned forests and were not to
include participation of private sector farmers. 
 The possibility
of expanding the FPD project to 
include privately-owned small
farms in Sind was being considered by USAID/Pakistan at the time
this report was prepared. 
The following summary descriptions of

the project's target 
area are drawn from the PP.
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1..The Barani Areas of Punjab and NWFP
 

The project's target area, a subregion of the barani region,
comprises some 8.7 million acres 
and contains about 4.4 million
people living in rural villages. Population density in the 
area
 averages 300 persons per square kilometer. 
Only about 10 percent
of the land is irrigated for arable crops, while a little less
than 50 percent of the land is planted to barani crops, the
remainder being degraded, gullied, or wildland used primarily for
grazing. The vast majority of farms 
are worked either by the
 owner or by the owner in combination with one or more tenants;
only 13 percent of the 
farms are worked exclusively by tenants.

Average farm size is 
slightly less than 10 acres, although this
figure is skewed upward by 
a small number of large landholdings.

Because much of the region's farmland is of marginal quality, an
above average percentage of the male population is working in
urban centers and the Middle East. 
 Thus, there is evidence that
women are playing an increasingly important role 
in agricultural

and fuelwood activities.
 

The barani, 
as the PP notes (pp. 76-77), is especially
attractive for the FPD project's farm ana 
energy forestry

initiative. 
 Table 1 lists the thirteen project sites (tehsils or
 
groups of villages) identified in the PP.
 

The project's aim in the barani is primarily to encourage
farmers to produce trees for on-farm purposes (fuelwood, fodder,
farm construction timber) and soil enhancement. 
In view of the
critical need for fuelwood to free up cow dung as 
a fertilizer

and soil conditioner, the project was designed to help

demonstrate the potential 
for each farm family to achieve a

minimum self-sufficiency in fuelwood production.

afforestation target for the barani was 

The
 
to assist approximately


15,000 farmers in planting the equivalent of rygably 20,000 acres
with tree species suitable for the on-farm uses cited above, with
much of this acreage being on marginal lands. Planting designs
included block plantations on abandoned fie 'ds or terraces as
well as planting in 
rows along fences or paths, in gullied areas,

and in other situations 
(e.g., scattered plantinqs).
 

2. Irrigated Lands in Nasirabad District, Baluchistan
 

With extremely limited rainfall 
(3"-8") and less than 3/10
of one percent of its 
land area covered by forests, Baluchistan
 
is not particularly suited to the cultivation of tree crops 
on
unirrigated farm and rangelands. However, farmers in the

Nasirabad District have expressed great interest in planting
trees in combination with irrigated farming to enhance soil
quality, to rehabilitate saline and waterlogged soils, to
 

7
 



Table 1. FPD project Sites as 


Province District */ 


NWFP Kohat 


Karak 


Punjab Rawalpindi 


Attock 


Jhelum 


Gujrat 


identified in FPD project Paper.
 

Tehsil
 

Kohat
 
Hangu
 

Karak
 

Rawalpindi
 
Gujar Khan
 
Kahuta
 

Attock
 
Fateh Jang
 
Pindi Gheb
 

Jhelum
 
Chakwal (now a District)
 

Gujrat
 
Kharian
 

*_/Districts added by GOP to project areas:
 
* D.I. Khan in NWFP 
* Chakwal, Khushab, and Sialkot in Punjab 
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establish shelterbelts to protect crops, and to produce fuelwood
and timber for both on-farm and commercial use.
 

The project's target area 
is comprised of three of
Nasirabad's 
five tehsils 
(Jhat Pat, Usta Muhammad, and Dera Murad
Jamali). Rainfall 
in the area averages about five inches
annually and crop production is predominantly dependent on
irrigation canals; 
farmers produce primarily rice and small
quantities of wheat, sugar cane, and mango. There are
approximately 20-,000 persons and 
some 46,000 farms in the target
area. Approximately 33 
percent of the farms 
are operated by
owners, 15 percent by 
owners and tenants, and 49 percent by
tenants. 
 While the 1972 Agricultural Census reported 
an average
farm size of 55.6 acres, 
farm sizes vary by tenure status, as
follows: 
 owner (79.2 acres), owner/tenant (79.5 acres),
tenant (31.1 acres). Farm sizes range from 
and
 

a minimum of about
acres to a reported maximum of about 300 
acres.
 

The afforestation objective in Nasirabad District was
identified as 
that of helping each 
farm family to establish, at 
a
minimum, the equivalent of 
one acre of trees. Further, as
Baluchistan's total and per capita supplies of timber and
fuelwood are 
the lowest in Pakistan and because of the strong
market 
for mining timbers in this district, the project design
envisaged that families wishing to market timber as 
a commercial
crop could establish larger quantities of trees with project

assistance.
 

The principal planting design for this area 
was to be single
rows 
of trees along field margins, irrigation channels, and
roads. 
 While the project recognizes the potential 
for growing
trees as a commercial crop, the PP states that: 
 "Block
plantations cannot be justified on these lands as 
a substitute
for conventional agricultural crops except to 
improve moderately
saline or excessively light soils," 
(PP, p. 82). However, block
planting is 
a valid planting option where, 
for one reason or
another (e.g., 
water shortages or fallowing needs), 
trees can
should be planted. and
Also, there may ce socioeconomic reasons for
block planting of trees 
(e.g., 
family labor shortage).
 

The target for this 
area was to encourage 3,130
families tc plant the farm
 
row equivalent of 3,130 
acres of block
plantation of fuelwood producing species and to encourage 210
farmers to each plant one 
acre 
of block plantation on soils
needing reconditioning 
for use in high productivity agriculture.
 

3. Target Level of FarmerParticipation
 

The PP defined the target level of 
farmer participation in
the project as 
being 18,240 farmers planting the equivalent of an
estimated 23,715 
acres 
of trees on marginal farm and rangelands
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(see Table 2). Subsequently, in the PC-I, higher target levels
were set. This difference between the target levels defined in
the PP and those defined in PC-l is discussed in greater detail
 
in the main report.
 

Table 2. 	Project Paper Estimates of Target Level of Farmer
 
Participation (Number and Acres) During Life of FPD
 
project in Barani Areas of Punjab and NWFP and
 
Irrigated Areas of Nasirabad District, Baluchistan.
 

Year 
 Location
 

Barani 
 Irrigated

Farmers Acres 
 Farmers 
 Acres
 

1
 

2
 
3 280 292 
 60 
 60
4 840 990 
 ].80 	 180

5 	 1680 2138 
 360 
 360
6 	 2520 3436 
 540 
 540

7 	 4620 6074 
 1050 
 1050

8 	 4960 7445 
 1150 
 1150
 

Total 14900 
 20375 
 3340 
 3340
 

Source: Project Paper, p. 85.
 

D. 	SCA in Relation to Implementation Strategy to Promote
 
Farmer Adoption of 
Farm Forestry Practices
 

Field operational activities under the FPD project have been
initiated in each of 
Pakistan's four provinces. To date, there
is no 
common approach to implementing the 
field operational
activities nor should there necessarily be a common approach,

given the differences between provinces and the varied audiences
which the project was intended to reach 
(ihe., small farmers,
tenant farmers, women) . However, the PP did provide, althoughnot all that explicitly, a proposed model for 	how the project
beneticiaries would be induced to take up farm forestry. This
model is 
now 	briefly descuibed.
 

The 	FPD project's basic 
idea or model for inducing farmers
to adopt farm forestry practices is to create 
a "demonstration

effect," whereby a well-selected sample of farmers in the target
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beneficiary groups (i.e., 
small farmers, tenant farmers, women)
would be provided initially, at little 
or no cost, seeds and
technical guidance to establish nurser:es. These project
participants would nurse the seeds into seedlings at which time
the projec: would purchase the seedlings from the nursery
operators and distribute the seedlings to a carefully selected,
larger sample of interested farmers representative of the target
group to be reached by the project.
 

These farmers, 
in turn, would receive training in the care
and nurturing of trees and, 
in due time, would begin to 'be able
to harvest their investment of inputs 
(land, labor, capital) in
thr, form of the fuelwood, fodder, timber, and even 
an occasional
pole to sell when the 
farmer was 
in need of cash. In effect,
trees, 
like livestock, could be a source of subsistence as well
as cash income. Once these 
farmers' "tree appetite" had been
whetted, in effect, 
once the project had created a "market
demand" for growing farm forestry tree species, these farmers
would begin to purchase the desired number and species of 
trees
directly from private farmer nurseries, as the project phased out
free distribution of trees and the subsidization of farmer
 
nurseries.
 

The role of SCA in the project was to assist the 
in finding
the optimal strategy to be 
followed in approaching and
stimulating farmers 
to grow the trees needed to meet 
the damand
for 
fueiwood and other tree products. The baseline studies were
to generate the market reconnaissance data essential for
identifying the key points of market penetration, i.e., locating
the types of 
farmers who would becon'e 
nursery operators as well
as the larger number of 
farmers whose tree plantings would serve
 as a farm forestry role model 
(or demonstration) for 
even larger
numbers of 
farmers in the surrounding villages. Further, the SCA
component would assist 
in the design of 
the action strategy for
implementing field oper.ational activities.
 

In addition to the economic incentives implicit in this
model, 
the model also provides fDr institutional and manpower
development aimed at enhancing the 
forester's and the 
farmer's
knowledge of 
farm forestry practices. An inductive approach,

outlined in the PP 

as
 
(p. 109) was proposed:
 

Training of farmers in the target areas of the BaraniNa sira bad will be initiated as soon as field operations
and 

start in the second year. Training for farmers will heconductfd at three 1 veIs. First, an intensive trainingseries will be offered for village opinion leaders incombination with the local farm and energy fore;ter. Theseindividuals, will provi do the Forest Departments withguidance to help them organize locl farm forestry programs
that will effectively meet farmer needs. Additionally,
these individuals will play a vital role as motivators 
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encouraging others in their villages to adopt farm fcrestry

practices. These trainees will extend the efforts of the
 
government farm forestry staffs and help define the 
local

community's ownership of the program. 
Second, as an
incentive to encou:-ge these farmers' participation in the
 program and to exp-se them to experiences in other

countries, Asian forestry 
tours will be organired for
apprcximately 40 
of these -:otivators. 
At the third level,

extensive training programs will be 
offered to provide all

interested farmers in 
project areas with knowledge about the
advantages and disadvantages of farm forestry and to develop

their skills in tree 
)lanting and management.
 

Further refinements on 
this combined "incentive" and
"institutional development" model would be developed based 
on the
baseline data generated by the SCA group. 
 For example, the SCA
 group would seek to delineate how the project could make 
use of
the biraderi 
(or lineage) system to the best advantage possible.
In this respect, data generated by the baseline studies would be
 
used:
 

to identify the local individuals who serve as the informal
opinion leaders .within the village. Typically, theseopinion leaders will 
be senior individuals in the village's

important biraderi groups. The willproject encourage theseindividuals to adopt the desired farm forestry practices andwill, where possible, hire them as 
local motivators to
 
encourage both the families of 
their biraderi and the senior

members of additional biraderi 
to follow suit. Thus,
outside change agents (i.e., 
 the farm forester and the media
materials prepared and distributed through the project) will
make people aware of the opportunities of farm and energy

forestry while an 
inside and respected opinion leader will
help t,.e people evaluate and subsequently adopt the desired
 
practices (PP, p. 137). 

An additional feature of 
the model was the idea of
establishing "tarmer advisory groups" at the provincial,district, and tehsil levels of the barani area. These groups
would have the function of helping to "organize the project so
that it effectively meets farmers needs," (PP, p. 78). 

In the ca-;e of Naf;irabad District, the indi ca ted thePP thatfarmer advisory groups would "be estabi shed to ensure that the
the Forest Department staff theand projecteffectively meet farmers' needs." This emphasis on the "farmeradvisory groups" would appear to reflect the concern stated inthe I'P that AID and GOP ftunds wouid be used to "make it possiblefor farmers to be involved in the organization and supervision of

the farm forestry programs," (PP, p. 78). 
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Finally, and perhaps the most appealing feature of the model
 
is that the technolog4v to be transferred by the project 
to the
farmers offers them "relatively high ad"antages" (PP, p. 138) and
 
is compatible:
 

with many of their ..va,,,F of life. The project will not onlyprovide ruelwood for family use and timber tnat can be used on the : rm or sold t,) bring in extra income, but it will
also produce much needed fodder (both in the leaves of the 
trees themselves anA a .so in increased grass production
beneath the trees) ; tree tp cow dung for Lu as fort iiicr;
and slow the loss of agri_.1Atur,-l land through erosion inthe barani and through wat, rlogg ing in Nasirabad. These
advantages are integral to The farm enterprise, and whenfully rea lized, are like 1y to generate strong momentum forthe project. This momentum will be enhanced by the readyvisibilitj of the results and by the farmer's ability to
plant a small number of trees on a trial basis to experiment
with chese activities, himself, before undertaking chem more 
extensively (P, p. 13). 

E. Status of Fiold Ooritionnl Activities in Poj oct Areas 

The FPD project design called for :SCA baseline studies to Loinitiated in early 1984, during the project's first two years,with the information generated being used to design the strttocg
to implement field operational activities 

1 
during subsequent

years. However, these ne stud icsba se Ii were not in it iat ed ut
mid- 1986, dtie to delayed 
 project startup. Although these
baseline studies towere provide the data for planning
implementation strategy fieldtor operational activitie, the0/PCCFs proceeded to la onch tield operational activit es in early
1986. 

While thoseo- field operat-i ,nal ,activities were two years
premature in terms of the proeoct iiiplmontation schedule definodin the PBI,, toresters in the provincia]-levi 1 forestry department;(0iPCCFs) took the position that the PC-I, Criginally draItedl inearly 1i984 but not approv.,C'l u1ntil ptmber ,authr Or 
even requirod that ftiold per,"onal acttiv it 105 be initiato,, in
1)93,. Alt,'ough the PC-I r, oqn ie. that th,, third year ot theproj(ct was; not Scheduot10 to oCCUr Until 1'J, approvedthe PlC-I
did not mik. aIny adjustment-.: In the prect',; impi ometation
schedule to compensate tor thet nea,'rly two y'ear dlay in getting
the P1C-i ipproved. Accord i :v;l,y, it ,; important that the readerhave an undi,rstanding ot wh,-,, the 1-1) projict: currently stands

in torn !; : imp.I lementation af I i Op a !.
d operational tivit:ie 

Iher,, i,; a ma jar d t ,rnc- Potwen NW11, and Punj,ab in theway in whi oh the C/tPCCV stt:; t:ho [l) proj oct In. NWFP , ["P)proj oct dut i o; and ro spons i b 11 i t i o; were idhod to the t rad i t i ona 1 
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duties and responsibil'ities of the Conservator of Forests and the
Divisional Forest Officers. 
 Thus, for exampla, an NWFP
Conservator of Forests is also the FPD Project Director but he is

assigned to the FPD project only on a part-time basis. on the
other hand, 
in Punjab, a limited number of existing forestry 
 ____ii .-- _personeinel., -were_ ass igned-on--a-fulI-t-ie-bas ts--to aroj :Thus, 
in Punjab, there are DFOs assigned full-time to the
project.
 

Descriptions of FPD project staffing, implementation
strategy, and targets and achievements are now provided for
Punjab and NWFP oi data are reported here for Baluchistan sinceit was not possible for the evaluation team to visit NasirabadDistrict.
 

1. P~niab
 

Project Staf-fing 

The FPD project field teams are comprised of foresters from
the following levels: Divisional Farm Energy Forestry Officer
(DFO), District Farm Energy Forest Officer (SDFO), Range Forest
Officer (RFO), 
and Field Forester.
 

Imolementation Strategy
 

The 1986-87 FEF Project/Punjab Work Plan (pp. 5-7) outlines
the strategy for implementing field operational activities:
 

: ntroductign. Farmer. are contacted through
personal visits, meeting. 
, public gatherings-aeq.,Union Councils and District Councils, fairs (mlIA).
iJwM bazaars, J =i 
 prayers at mosques, Wi prayers,
and even marriage parties.
 
* 
EXAM& -dness A list ismade of farmers who respond
positively to initial contacts and indicate that
they are prepared to participate inproject
activities.
 

* TrainIna/Damon tratjM. 
Listed farmers are then to
be contacted and trained on various aspects of onfarm planting and tree production.
 
* on Workj. Farmers intorested inplanting seedlings
or establishing nurseries are assisted inprocuring
planting materials (polythene bags, seeds for
species preferred by farmers, or seedlings).
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*Farmers are given incentives to encourage

participation;
 

--A nursery operator is promised that. the project
will buy the nursery's production ofsedig(,p

~trtT~itd~tiw~ I tli ars of the 
project).
 

--other potential incentives:
 

- cash (honoraria, work and time oriented awards, 
cash prizes for winning a competition); 

- kind (prizes in the form of free planting stock,
token gifts of tools, seeds, polythene bags,
etc.); and 

- recognition (certificates, letters of 
appreciation, sponsorship for participation in
seminars, mass media coverage of activities of 
project participants). 

Youth are contacted through schools, colleges and
 
universities, youth clubs, or newly organized

Forestry Committee.
 

*Activities are to be coordinated with other
 
organizations doing similar or identical work.
 

*Project activities are to be publicized through

press articles, radio talks, and television
 
programs.
 

e In selected villages, where large tracks of land
 
become available# collective plantings through
 
Mang.j/MaLng i, followed by collective entertainment,
 
are to be organized.
 

* 	"All farmers in a given locality shall be treated
 
alike. No preference shall be given to conventional
 
landlords or otherwise extra influential persons."

(Farm Energy Forestry Project/Punjab, Work Plan,

1986-.7, p. 7).
 

Taraets and Achievement.
 

The original FPD life of project target of 20,375 acres in
the buni area was based on an estimated participation of 3,315
farmers from two districts of NWFP and 11,585 farmers from tour
 
districts in Punjab, or an average of 1.37 acre/farmer, with the 

t + "+: ' + " +; 	 +r + 	 r + . . . + ; : ; + . . + + +;' + + + ; +.. . -;. + ; m + + +; +:; ; + - ; +J;' + +;+ + 
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actual acre/farmer varying depending on 
the area planted per
plantation type.
 

These targets by province were increased by the GOP. in the
:PC-.
In the case ofPuni for-example -two-add i
d-iis"trlcts-"(1hushab and Sialkot) including five additional teglwere added to the project. At the same time, the total target


-planted 
 area was increased to 32,500 acres, nearly a 60 percent
increase over the PP's original target plantod area 
(20,375
acres) for the total barani area.
 

To date, the GOP has not released to the Punjab o/PccF
sufficient resources to meet yearly targets as defined in the PC1. The Punjab O/PCCF has nevertheless maintained that "actual
achievement Chas] remained proportionate to 
(the] actual amount
[of funds] released from time to time through the fiscal year,"
(Farm Energy Forestry Project/Punjab: Progress 1986-87, p. 1).
 
Thus, while the 1986-87 target, per the PC-l, was 2,500
acres, the Punjab FEF Project estimated, based on the actual
funds released in 1986-87, that the Project would only be able to
to plant 750 acres during 1987-88. Similarly, the estimated
number of nurseries to be established during this same time
period was reduced from 130 to 48. 
 Data on the targets andachievements of the Punjab FPD project for 1985-88 are presented
in Table 3.
 

As discussed in greater detail below, the FPD project
provided tho Punjab project staff with socio-cultural baseline
data on the project's target areas. 
 These data included the
 names of the farmers in the baseline samples who were interested
in establishing nurseries or planting trees. 
There are few
indications that the Punjab FPD project staff ever utilized this
information as a tool for designing and guiding the

implementation of field operatioal activities.
 

2...
 

Project taffing
 

The 1986-87 Work Plan for the NWFP FPD project identifies
project staff positions for:
 

e Farm Foresters -- to organize, arrange and providetechnical help to the farmers through their field
experience;
 

*Range Forest Officers -- to contact the farmers onthe tehsil level and organize tehsil-leve..
 



-; ; h J 	 i ji: 

Table 3. 	Targets and Achievements of the PPD project in Punjab

(1985-1988).
 

Achieved_ 
 Tarctet -Achieved Target d/
 

Forest Dept. Nurseries:
 

No. A/8 
 8 25W2
 
Seedlings 	(n) 886,500 
 450,000 452,500 1,260,000
 

Farmer Nurseries:,
 

No. 	 -- 33 	 56W
 
Seedlings (1- 1,600,000 1,670,000 2,800,000
 

Total Seedlings 886,500 2,050,000 2,122,500 4,060,000
 

Farmer Contact:
 

Introduction 
Preparedness 
Training & 
Demonstration 
On Work 

830 
486 

200 
112 

6,000 
12/ 

L/ 
IV802 

8,587 
2,534 

943 
2/ 

40,000 
12,000 

4,000 
1,030 

On Farm Planting: 

Planting Sites (ac) 11 . 900 761 4,000 
Tre4 (n) 54,554 750,000 755,327 4,060000 
Trees/Site (n) 487 833 993 1,015 

A/ 	Distribution of seedlings began from O/PCCF nurseries in April

1986.
 

)a/No targets were defined.
 
2/ Includes the 41 farmer nurseries.
/ Left over targets of 1985-86 and 1986-87 will not be met this
* year.

9/ Based on average of 50,000 seedlings per nursery.


15 	 percent additional seedlings to compensate for seedling
failures. 

Source: 	 Farm Energy Forestry Project/Punjab: Work Plan 1986-87.
Farm Energy Forestry Project/Punjab: Progress 1986-87.
Farm Energy Forestry Projeect/Punjab: Work Plan 1987-88.
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committees;,also to supervise the field activities

of thefarmers and subordinate field ssaff; and
 

o Divisional Forest Officers --to organize district
level committees fo tepooa1 ip 'ettin 
etc. of the requirements of the project; also, 
to
plan, monitor and evaluate the project activities in

the project area.
 

The DFO only works part-time on the FPD project but RFOs and FarmForesters are assigned full-time. (At least this was the pattern
encountered during a field visit to Kohat, as described below.)
 

Additionally, in NWFP, the FPD project explicitly proposes a
role for paid (remunerated) "motivators" "to motivate and.
organize the public through verbal discussions and propaganda in
order to make the farmers forestry minded" (FPD project/NWFP Work
Plan, 1986-87). 
 Thirty persons have already been nominated to be
 
"motivators."-


Implementation Strategy
 

The key ideas in the project implementation strategy in
 .WFP, as identified in the 1986-87 Work Plan, are village opinion
leaders (or "motivators"); 
farm forestry advisory committees;
already existing local organization at the village level;

incentives; 
mass media, fair (wsJ4), and displays; and support of
 
local administration.
 

Targets and Achievements
 

Table 4 summarizes the NWFP FPD project figures for 1986-87
and lifo of project targets for seven tehsils of Kohat and D.I.
 
K~han Districts.
 

The evaluation team could not obtain complete data for the
FPD project in NWFP, but a field visit to the DFO's office inKohat provided some revealing data. Although this DFO is notassigned to the project full-time, he does supervise five fulltime project staff (two range forest officers and three farmforesters). one RFO covers the tehsils of Kohat and Hangu, while
the other RFO covers the tehsil of Karak.
 

During 1986-87 planting seasons (defined as including the
Spring season of 1986, the monsoon season of 1986, and the spring
season of 1987), 
the FPD project in Kohat established four acres
of government nurseries and six private nurseries (each .5acres). The government nurseries have produced .94 millionseedlings to date, including .4million seedlings during thecurrent season. Currently, the four private nurseries inKohat
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have 72,000 seedlings ready for distribution, while the 
two Karak
private nurseries have 43,000 seedlings ready for distribution.
 

Table 4. 
Targets of FPD project/NWFP 1986-87.
 

Targets 
 1986-87 
 LOP
 

Government Nurseries 
 12 -

Private Nurseries 
 28 480
 
Motivators 
 30 100

Village-level Committees 
 20 60
 
Tehsil-level Committees 
 3 6

District-level Committees 
 2 3
 

Source: FPD project/NWFP 1986-87 Work Plan.
 

The FPD project staff have observed an interesting

difference between Kohat and Hangu 
in the pattern of tree
plantings. Farmers in Hangu tend to 
prefer subsidized block
plantings. This stems 
from the presence since 1984 of 
a UNHCR

income-generating project that hires 
labor (70 percent of thelabor is Afghan and 30 percent is local) 
to plant trees in bloc,-:
plantations on private land. 
 The amount of private land plantedto date by the UNHCR project has, in some cases, been as hign As300 acres 
on a single farm. Further, the Forestry Department is
responsible for maintaining the trees during the initial years.Thus, in Hangu, the FPD project faces greater difficulty inpromoting farm forestry b-cause the project only provides freeseedllnqs, and does not provide any labor for planting or 
maintenance.
 

On the other hand, in Kohat, where farm sizes are small (areported average of 
four to five acres), land scarce, and the
small farmer heavily dependent on family labor, the participatingfarmers are planting trees in single lines (e.g., along field 
borders).
 

Overall, it would appear that the FPD project in Kohat isreaching the project's intended clientele. During 1986-87,seedlings were distributed to 1,117 farmers (936 .armers in Kohatand 181 farmers in TheseKarak). seedlinqjs, in turn, wereplanted on a total of 582 a req, or an average of . 42 acres perhousehold. Based on the rule of thumb of I,00 ) tra:-; per acre,each household received aboit 5oo seedl i nq;. Thus, the number otrees planted per acre per iveraqe farm size (!our to live acresin Kohat) would be appronimately 100-125 tree,;. Thi :;would
indicate that the simall tar::.rs of Kohat r"r plant in "tree; onfarms" as d istinct from a "forest on Iaorm" pattr-n. 
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Further, the RFO for Kohat reported that he used the
oaseline study data on farmers interested in planting to help in
identifying potential farmers to collaborate in the FPD project.
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III. IMPLEMENTATION OF SOCIO-CULTURAL ANALYSIS
 

A. Implementation Schedule
 

The PP envisioned FPD project activities being implemented
during an eight-year period beginning in October 1983 and ending
in September 1991. 
 The PP provided that: "Implementation of
project components will be phased to ensure a high degree of
complementarity among the institution-building, research, and
operational activities," (p. 86). 
 The "Illustrative
Implementation Schedule" 
 (PP, p. 91) programmed the "sociocultural baseline and follow-up studies" 
to begin in early 1984,
continuing through mid-1986, with subsequent monitoring and
evaluation tollowup studies being done in mid-1987, mid-1989, and
 
mid-1991.
 

The project, however, as previously noted above, encountered
 a nearly two-year de2ay in getting started. 
 The project
technical assistance contract 
(initially with the International
Agricultural Development Service; subsequently renamed the
Winrock International 
Institute for Agricultural Development) was
not signed until 24 
April 1985. 
 The GOP project planning and
implementation document 
(the PC-l) was not approved until
September 1985. 
 Approval of the final members of the long-term,
expatriate technical assistance team was not given until December
1985. 
 With this delay, the baseline studies that were to be
completed by mid-1986 
were rescheduled for completion by mid1988. 
 However, the data collection for these studies had been
largely completed and initial working reports written and
distributed to FPD project foresters by mid-1987. 
 The first
monitoring and evaluation follow-up is 
now scheduled for early

1988.
 

B. Staffing
 

The FPD project provided a long-term expatriate
Anthropologist/Rural Sociologist to conduct "the socio-cultural
baseline assessment of the target areas 
in the operational

component" during the project's first year (PP, Annex J, p.4).
Additionally, the project provided for expatriate short-term
technical assistance, a long-term Pakistani Rural Sociologis 
 to
assist in implementing the SCA component, and field personnel to
assist in survey data collection, coding, analysis, and report

writing.
 

The level of effort for the SCA component of the FPD project
provided in the project contract and modification no. 002 to 
same
 
is presented in Table 5.
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The expatriate Anthropologist/Rural Sociologist (hereafter,
Anthropologist) arrived in-country 4 December 1985. 
 The longterm, Pakistani Socio-cultural Analyst (hereafter, Rural
Sociologist) was 
hired in March 1986 as 
a member of the otherwise

expatriate technical 
assistance team. Together, the
Anthropologist and the Rural Sociologist 
(or SCA group) were the
 
last members to join the TAT.
 

Table 5. Level 
of Effort for the SCA Component in FPD
 
Project
 

Months Staffing Re irement
 

41 
 Long-term, expatriate Anthropologist/Rural Sociologist

18 
 Short-term, Rural Sociologist/Applied Anthropologist

40 
 Pakistani Socio-cultural Analyst (Rural Sociologist)

20 Local Socio-cultural Analysis Services
 

112 Field Social Survey Assistants
 

231 Total
 

Source: 
 FPD project Contract and Modification No. 002 to 
same.
 

None of the short-term consultant time 
(18 months) for the Rural
Sociologist/Applied Anthropologist staffing requirement has been
 
utilized to date.
 

C. Scopes of Work
 

The scopes of work of the Anthropologist and Rural
Sociologist, as 
set forth in the project contract, are presented

in Annexes A and B as 
they appear in the project contract.
 

It should be noted that these scopes of work do not
explicitly break down the various SCA position duties and
respons±bilities in 
terms 
of the project's three major components
(i.e., institutional and manpower development, farm and energy
forestry research and field operational activities). Such a
breakdown, prepared by the evaluation team's development

specialist, is provided in Annexes C and D. 

work 

Nor do the scopes of
(Annexes A and B) make explicit how the activities of the
Anthropologist and Rural Sociologist 
are to be coordinated,

sequenced, and integrated with ongoing activities that are
responsibility of other TAT members or 

the
 
FPD project foresters in
 

the O/IGF, O/PCCFs, and PFI.
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These observations are made here to point out that one

should recognized, in an innovative project such as 
FPD, there
 
are not pre-defined norms about how project members such as the
 
team "Anthropologist" should relate to the team "Senior Farm and
 
Energy Forestry Specialist." Thus, team members will likely

struggle wit:, the following question: "What is the role of an
 
Anthropologist or a Rural Sociologist 
in a farm forestry

project?" At the same 
time, other team members may ask: "Why

can't the foresters see 
that the problem in farm forestry is not
 
trees but rather the behavior of foresters as well as farmers?"
 

D. SCA Activities and Outputs as 
Input to FPD project
 
Components
 

Annexes E and F provide summaries of the activities and
 
outputs of the SCA group. This information as well as key

informant interviews indicate that the 
FPD project, to date, has
 
been very successful in implementing the socio-cultural data
 
collection and analysis phases of its assigned task. 
 However,

the SCA group, as discussed in greater detail further below, has
 
had v'arying degrees of 
success in getting the baseline study

findirgs understood, accepted and utilized by FPD project

foresters. 

le SCA team's Rural Sociologist reports that the
 
Baluchistan FPD project staff in Nasirabad District have utilized
 
the baseline study findings as a means of identifying potential

farmer contracts and project participants. And, as prev:iously

noted, the RFO in Kohat reported that he uses the baseline study

data on farmers interested in planting as a tool in identifying

potential farmers to collaborate in the project. However, in
 
Punjab, no comparable pattern of interest in using the SCA
 
baseline study data was detected. Indeed, the evaluation team
 
found that FPD project foresters in Punjab were openly skeptical

of the validity and utility of the findings emerging frcm the
 
baseline studies conducted in Punjab.
 

Nevertheless, review of the documentation on 
the baseline
 
studies (i.e., 
field trip reports, proposals, interviewer
 
training materials, interim reports, working papers, etc.)

indicates that the research methodology utilized in conducting

these studies has been appropriate to the task, systematically

implemented, and thoroughly supervised.
 

I. Farm and Energy Forrstry Research
 

Socio-cultural analysis was 
intended to gather baseline data
 
on farm and energy forestry in the FPD project's target areas.
 
This data was to 
serve not only as a benchmark for subsequent

monitoring and evaluation data collection and analysis but also
 

23
 



to provide a data and knowledge base for designing

sociologically-sound strategy for implementing field operational
 
activities.
 

Baseline Studies. SCA (data collection, analysis and
 
interpretation) are still ongoing. Initial baseline studies have
 
been completed for Punjab, NWFP and Baluchistan. The SCA group

has also begun daily farmer record keeping in these provinces,

undertaken preparation for a baseline study in Sind, and
 
submitted a proposal for and undertaken some preparation to
 
conduct a Women's Study.
 

These studies have provided data relevant to project

implementation (i.e., names of farmers interested in establishing

nurseries and planting trees, numbers and species of 
trees
 
desired, etc.). Further, the 
studies have generated preliminary

information characterizing the variation in farmer interest in
 
farm forestry (i.e., variation among different types of farmers
 
and villages).
 

Data Analysis/=eport Writing. The SCA group has completed

initial tabulation and simple analysis of baseline data; prepared
 
a series of village-level, district-level and provincial-level
 
reports on farmer interest in planting trees and establishing

nurseries; prepared working papers on household-level
 
determinants of interest in planting trees/establishing
 
nurseries; prepared a working paper on village-level determinants
 
of interest in planting trees; and prepared a draft working paper
 
on traditional use of tree fodder. Copies of all written
 
documents were systematically shared with Pakistan's forestry
 
sector organizations and USAID/Pakistan.
 

Taking into account that the Anthropologist did not arrive
 
on 
post until December 1985 and, subsequently from April to June
 
1986, was advised not to travel to the field until FPD project

foresters could accompany him, the baseline studies were 
still
 
expeditiously implemented, in a manner consistent with the
 
timetable envisioned by the PP for their execution (i.e., during

the first project year). Other than the advisory against travel
 
in FPD project areas during several months since the first half
 
of 1986, and that all research data had to be tabulated manually

(owing to delays in receipt and setting up of the TAT's computer

facilities), the SCA group encountered no significant constraints
 
in executing the baseline studies.
 

It should be noted that the SCA group submitted a proposal

for a Women's Study to USAID/Pakistan in mid-1986. The study has
 
not yet been implemented. The evaluation team was not able to
 
determine a clear cut: reason why this study has not been
 
conducted. As the SCA group has not utilized any of the 18
 
months available for contracting short-term consultants, it
 
cannot be the case that the project lacks sufficient resources to
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conduct the study. 
 However, based on 
the evaluation team's
discussions with various parties, it 
is clear that some parties
doubt whether the proposed study would produce any 
information oi

value.
 

2. Field COerational Activities
 

The SCA baseline studies 
were to be partially completed by
the end of the FFD project's first year, with the 
findings from
the studies being utilized to design a 
;ociologically sound
strategy for implementing field operational activities. 
 But the
FPD project foresters started field operational activities
early 1986, in
even before the socio-cultural baseline studies had 
a
chance to get underway. This disjuncture placed
operational activities at 
field


least one

studies that the 

year ahead of the baseline
PP envisioned would play an 
important role 
in
helping to design field operational strategy.
 

As the reader may observe by reviewing the titles of the
documents listed in Annex F, the FPD project's SCA group hasgenerated a great amount of data potentially useful
operational strategy for 
for designing


reaching the project's intended
beneficiaries 
(i.e., smail 
farmers, tenant farmers, women, etc.)
and evaluating tha 
eff.....veness of 
field operational strategy.
As noted, however, F 'D project foresters moved ahead, perhaps
most aggressively ii Punjab, to 
imple. n't 
field operational
activities. 
 Indeed, unlike the other provincial FPD projects,
the Punjab FPD project has practically disregarded the potential
of utilizing the available socio-cultural baseline data as
resource a
for design, implementation, and evaluation of 
field
operational strategy.
 

This disjuncture in 
the sequencing of project activities
that were supposed to be linked, one leading into the other, has
increased the pressure 

baseline study finding 

on the SCA group to assist in translating

into field operational strategy and
activities. However, while the TAT has been in
trying a position of
to "catch up" with the 
field operational activities being
implemen:ed by FPD project foresters, the 
record is clear that
the SCA group provided early and timely 
feedback on implications
of baseline findings for operational activities. 
 This is
confirmed by the evaluation team's review of 
the SCA group's
field trip reports, beginning 
in June 1986, which the SCA group
systematically wrote and routinely distributed to
foresters at FPD project
the federal and provincial levels 
as well as the
USAID/Pak i.tan toFPD project officer and program specialist. 

For over a year, from 3 June group kept the 
1986 to 12 July 1987, the SCAvarious forestry sector organizationsSCA activities through the field trip 

apprised of 
reports. Theseindicate that, reportsfrom the start, the SCA group was in contact with 
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the Divisional Forest Officers, Sub-Divisional Forest Officers,
and Range Forest OLticers having jurisdictional responsibility
for the areas 
in which the SCA group was conducting its baseline
studies. 
As the team beqan to qenerate baseline data (e.g.,lists of villages and farmers interviewed at various phases ofthe data collection process) and prepare preliminary reports,this infomat:.cn .as shared with FPD project foresters. Further,the SCA groi; would meet with FPD project foresters to review thewritten documonts and discuss their potential implications for 
project implementation.
 

Unfortunately, and despite such meetings, It is not clearthat these reports were widely read, understood and favorablyperceived. 
 It was learned, for example, that the DFO in
Rawalpindi had received some of the SCA group's reports through
"proper channels" (i.e., 
 from a superior). However, another
report sent to 
the DFO in 
Kohat through the Project Director in
Peshawar never reached the DFO. 
 Similarly, it was learned that
one bCA report--"Guidelines for Implementation, and Special

Issues" 
(28 'ovember 19 8 6 )--apparently got no further than the
 
desk of a former acting IGF.
 

The relationships between the 
SCA group and FPD project
foresters were 
reported by the TAT Anthropologist and Rural
Sociologist to be good at 
the field and provincial levels in
Baluchistan and NWFP. 
Because of travel restrictions, the
evaluation team was 
not able to verity these reports for
Baluchistan. 
 However, the evaluation team's visit to Kohat
confirmed that the SCA group has established a good working
relationship with FPD project foresters in 
NWFP.
 

On the 
other hand, the SCA group has experienced a very
difficult time 
in establishing effective working relationships
with FPD project foresters in Punjab. 
A major indication of this
difficulty has been a continual stream of negative 
feedback from
the Punjab FPD project foresters. Examples of 
such negative
feedback include assertions to the effect that Anthropologist and
Rural Sociologist travelled so 
much that they could not possibly
be getting anything done, that the Rural Sociologist was
promising farmers that the FPD project would give them ornamental
plants, that the SCA group was 
promising to give farmers Suzuki
cars, that the baseline study field assistants werc collectingdata trem persons who were not even farmers, that the SCA groupwas tailing to respect going through proper channels by writingthank you letters to the DFOs who had assisted the team in the
field, that the t',am was nbtaining 
 totally usele r; irformation(e.g., thait f ,amer ; wore interested in planting only i fewtrees), that :CA groupthe was not producing any information on atimely hai (,?.g, thait the baseline studies should have beenconducted two y#,r3 ago), that the SCA group was not circulating
any of its reports, etc. 
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It probably does not matter that much that there 
is ample
evidence to 
refute such accusations. 
What does matter, however,
is that such charges or perceptions, as invalid as they may be,
are indicative that some of 
the Punjab FPD projct foresters
still do not understan, or if they understand do not accept, the
sociocultural baseline studies as 
an important and needed
 
component of the FPD project.
 

Of course, it is the provincial-level 
FPD project foresters
who give the "marching orders" 
to their subordinate field

officers. Thus, the field forester's ability to make effective
and systematic use 
of SCA haqp]inp data and findings depends to
great extent on 

a
 
now weil the SCA group is able to collaborate
with and assist the provincial forestry leadership in translating


SCA baseline study findings 
into more effective strategies to
 
reach the project's clientele.
 

Indeed, as findings, conclusions and field operational

implications begin to emerge from the baseline studies, the need
increases for more systematic, planned interaction between the
SCA group and FPD project foresters at the 
federal, provincial

and field 
levels. The extensive SCA data base already generated

indicates that the 
time has arrived when the TAT, including the
Anthropologist and Rural Sociologist, must begin to work more
directly with FPD project foresters, and vice-versa, in
designing, implementing and evaluating 
field operational strategy

and activities for farmer participation in farm forestry.
 

3. Institutional 
and Manpower Development
 

The SCA group has provided preservice training to the field
 survey team members (four, two-person teams). The Rural

Sociologist and the Anthropologist provided each team with one
week of interviewer training which included training in the field
(e.g., testing of draft 
interview schedules). The field survey
team members also received ongoing in-service trairqng through

their interaction with the Rural 
Sociologist and the
 
Anthropologist.
 

The Anthropologist assisted the 
TAT in revising the
sociology-related curricula at 
PFI. This included the

development of the sociology portion of 
the syllabi for the

B.Sc.- and M.Sc.-level 
courses on "Sociology, Public

Administration and Extension." 
 Also, the Anthropologist

deeloped 
a sy] ]abus for an M.Sc. -level course on rural sociology

but thi: course has never been taught.
 

lh, Ant h -opologist assist'd the TAT in teaching thesociology portion of 
the "Sociology, Public Administration and
Extension" course at level when
the M.Sc. 
 it was offered in 1986.
While the TAT offered to assist the PFI 
faculty in teaching this
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course in 1987, 
PFI did not request the TAT's assistance when the
course was offered the next time. 
 Further, as the evaluation
team also learned, the PFI instructor handling the sociology

and reverted to the previous curriculum.
 

TdaethAnhooogist: 
and'Rural Soilgst have ,:not:!;i''
patcptdin designing or conductinrg any i-evc-e rtrainingi:i
 

prgrmsfo FOprojec;t foresters on farmers., 
 n suchtrainirng
; ,programs
!'ii'; have yet to be conducted: by theFPC ;project. However, !
theiSCA group did patcpt.i.caina..ettinssin

orLmplementation ,workshops to introduce ,theFPD projec 
 to0 i;/ i ::
 

various audiences.
 

S2 . .. 
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(e.g., the Rural Sociologist as an employee of Winrock
International rather than PFI) 
and managing the SCA baseline

studies (i.e., 
the SCA group based in Islamabad rather than at
PFI) probably do not serve to increase the likelihood of applied
social science support capability being institutionalized at PFI
at any time in the near future.
 

This is an important observation in that the PP specifically
states that the FPD project will "broaden research capability in
the natural isocil iStgAaSaspects of farm and energy
forestry systems (emphasis added)" (PP, p. 59). For example,with respect to the O/IGF, the PP (p.63) proposes that: 4 

long-term overseas training will be provided for
three qualified professionals who will 
. . . support
the AIGF. It is expected that [one) 4of theseindividuals will participate in training programsemphasizing . . . the natural and social sciences 

44 essential to the design and management of farm, and energy forestry programs [emphasis added]. 
Further, with respect to PFI, the PP (p. 68) states:
 

Current knowledge regarding . the design. .sociologically viable methods for organizing of 
programs to meet the needs of farmers . . . does notprovide an adequate base to sustain a long-term farmand energy forestry program in Pakistan. To developfurther the improved skills and increased knowledge 
and experience that the project will provide, thiscomponent will offer 
. . . training to assist the' 

4 Pakistan Forest Institute in developing and
 
4 4 4 4.2 9
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implementing crricula and research in t sea
subect (emphasis added). 

e f-or these.. rsocuiarldindiidual'te andanthropological aspects of working with and organizing farmers todesign and implement programs that meet their needs," 
(PP, p.
68). Further, the PP (p.69) proposes that:
 

four people will be trained who will assume research
duties in the Provincial Forest Departments. Three
of these . . . individuals will return to work infarm and energy forestry research at the PunjabForestry Department in the research center at
Gatwala. 
 They will be charged with developing a
collaborative program of research with 
agriculturalists at the nearby Faisalabad 
University. Likely areas of training for these
individuals include . . . socioeconomic ananeis forthe desian offarm foresty p [emphasis
added].
 

These statements indicate that FPD project Paper envisioned
applied social scientists (Rural Sociologists and
Anthropologists) or foresters trained in applied social science
as having a role to play in assisting Pakistani forestry sector
organizations such as PFI in developing farm and energy forestry.
 
However, PFI staff are currently all gazetted foresters
hired in accordance with GOP/Public service commission
qualifications which are explicitly written for professional
(PFI-trained) forestry personnel. 
 There currently are no Rural
Sociologists or Anthropologists hired as such by PFI, although it
was reported that the PFI has one "Watershed Sociologist" who is
employed as a research officer.
 

The current 
situation does not need to continue. 
 Indeed,
the FPD project could provide professional social science
training to one or two Pakistanis. On completing their training,
a Ph.D.-level social scientist could be posted to PFI, while an
M.S.-level social scientist could be posted at a provincial
forestry research center such as Gatwala. 
Also, some of the
Pakistanis receiving M.S. 
or Ph.D. training in other technical
areas related to farm forestry could be encouraged to take
selected courses 
in sociology or anthropology.
 

The SCA group is in a better position than the originalproject design team or the current evaluation team to assist inidentifying current and projected needs for sicial science
expertise and in formulating a training plan that will ensure an
adequate number.of Pakistanis receive the needed social science
training. Issues that need to be addressed may be stated in the
 
form of questions, as follows:
 

30 J 

http:number.of


* How should an 
applied social scientist's time be
allocated between teaching and 
research to support

farm forestry in Pakistan? 

* 
How many applied social scientists are needed and inwhich organizaticns (OIGF, PFT, O/PCCF) should they

be posted? 

" Should the time and workload of one or more applied
social scientists be split between two or more 
organi zat ions? 

* By what date will or can the required number of 
posts be established in 
these organizations,
adequa oly budgeted, and fully funded? 

How[ will the required candidates for training be
 
recru ited?
 

* What modifications 
in the current training plan are
needed to ensure 
oppoitunity to 
send at least a core
number of Pakistanis f-: professional or applied
social science traininci at the M.S. and/or Ph.D. 
levels? 

a What kind of education and experience should 
candidates 
for applied social science graduate
training have? 
 Should they already have a B.Sc. 
or

M.Sc. in forestry? 
 Or, if lacking a forestry
background, could the candidate supplement his 
(her)
social science graduate training program with a

minor in farm forestry?
 

2. Farm and Energy Forestry Research 

The SCA baseline studies generally indicate that the FPD
project, at least in design, is on target in terms of being the
right kind of project to meet the needs of its 
intended clientele
or beneficiary group (i.e., 
the small farmer). It is interesting
to note in this respect, 
that questions have frequently been
raised concerning differences between the responses given by
farmers in the baseline studies and the 
responses which FPDproject foresters in Punjab repoit receiving from farmers,
particularly regarding the num.ors arid types of trees desired.For example, while the predominant request in the baseline study
sample was for 50-100 seedlings of shisham and kiker, 
FEF project
field staff have reporited that farmers mainly ask for 1000s ofEucIaI,us. Further, while the baseline studies indicate that 54percent ot arePunjab farmers interested in planting trees, thePunjab FPD project foresters have maintained that only 10 percentof the farmers are int -rested in planting trees. 
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The data generated by the SCA group easily explain this
difference, namely, that both perceptions of 
farmer interest
accurately represent the particular qroup of 
f irmorq with whomFPD project foresters and the SCA group interact. The
perceptions are different because 
 the groups of farmers are, at
least in part, different. As the SCA group noted their
Sialkot (Punjab) trip report (2 February 
in 


'987): 

The group . . . in the basel inc studies is a largely
random sampling of the village population, which isintended to be representative of the ave r:e farmer. 
The average landholding . . . is 13.7 Inacres. 
contrast, the holdings of the groups being reported
on by the field staff are often above this average
(in the case under discussion, the minimum holding
was 45 acres). Such firmers are included in the
baseline study sample, but they are in a minority-
e.g., four farmers in the sample of have113 
holdings of 50 icres or more--just as they are in
the minority in the population as a whole. 

Thus, the difference in the size of landholding between thetwo groups is highly correlated with the difference in thenumbers and oftypes trees desired the farmers eachby in group.The 14-acre farmers in the baseline study group follow asubsistence pattern; they want a few shisham and kiker largelyfor use by their own households. On the other hand, the 45-plusacre farmers in the baseline study group follow a market-orientednattern: they want thousands of eucalyptus to raise, not forconsumption in their own households, but largely for market sale. 

Further, 
as the SCA group points out, the aforementioneddifferences also stem 
from the 
fact that the SCA group asks
farmers if they are interested in farm forestry, with no minimum
amount of 
trees or land to be planted, while the Punjab FPD
project foresters essentially ask farmers 
if they are interested
in commercial forestry, with high minimum amounts of 
trees and
land involved. As the baseline study findings suggest (relevantdata therefrom presented in 
Annex G), 
 most farmers are interested

in farm forestry (i.e., 
trees on farms), but most not
are
interested in commercial forestry (i.e., forests on farms), hencethe differer,-es in the reported rates of interest.
 

The SCA group also examined data on the 
first farmers
receiving seedlings threein of the FPD project districts inPunjab (again, see Annex G). The data indicate: 

0 that "I'D project fore;ters have tended to give a
large number of seedl ings to farmers with large
holdings, while giving few, if any, seedlings to
interested farmers with smaller holdings; and 
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9 the number of seedlings given to those farmers who
 
do receive seedlings is three times as many as
..... of-ed1 theg-reques e-byth--arg
household in these districts.
 

These baseline study findings help to explain the 90 percent
rejection rate that the 
are 

Punjab FPD project foresters report theyencountering. But theseif foresters were to refocus theirfield activities on the fuelwood, fodder, and timber needs of
small farmer households, this could quickly begin to bring the
acceptance rate more in line with the 54 percent level ofinterest in tree-planting found in the baseline studies.
 

At the same time, 

support b 

one could argue that the FPD project could
patterns of tree planting, the subsistencethe market-oriented one. one andHowever, as the SCA group notes, the
FPD project faces a question of determining what amount of
project resources should be devoted to one pattern versus the
other (e.g., what amount of nursery space should 
be allotted to= and k versus Eulytus1). 
The baseline data
generated by the SCA group provide one way to make this
determination, namely, using as 
a guide the proportion of each
group/pattern within the rural population.
 

p. 5),
According to the 1980 PakistanCencus of Agriculture (1980,
85 percent of all farms in Sialkot District are less than
12.5 acres, and over 99 percent are less than 50 acres. 
Thus,
only one percent of the farms are 50 acres or larger. 
The small
farmer/large farmer ratio of 99 to one need not be adhered to
strictly, since a greater percentage of large farmers may show
interest in the project than the small ones, and the average
number of trees requested by each large farmer is 
 likely to begreater than the number requested bythe the small farmer. However,FPD project's objective is not to achieve a small number of
large farmers growing large numbers of trees but rather to
achieve a large number of small farmers each year planting a
small number of trees as well as maintaining those which they


planted in previous years.
 

Some FPD project foresters would maintain, that early
demonstrations by larger farmers will spin off impact among
smaller ones. 
 However, can the large-scale, market-oriented
farmer's acres of block plantation of .. g 
 serve a. a role
model for the many smaller farmers who are primarily interested
in species that will help them to meet household subsistence
needs for fuelwoodt 
fodder, and farm construction timber? 
This,
of course, can be put to an empirical test by ensuring that FPD
project foresters, in establishing demonstration plots, also work
with small farmers and include those tree species of greatest.
interest to small farmers. 
 Further, based on the SCA baseline
studies, 
it is clear that farmers with small landholdings should 
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constitute the majority of participants in the project and should
be the primary target of the project's outreach effort.
 

And, one might add, the baseline studies and follow-up

monitoring and evaluation studies provide the only objective

means to measure whether the FPD project is, in fact, reaching
its target audience. Further, the socio-cultural data being
collected in these studies can provide the first line of attack
in designing a strategy to ensure that the project reaches its
target audience rather than larger, market-oriented farmers. The
FPD project was not designed for this latter group of farmers
and, accordingly, is not well-suited to 
their needs, since they
expect more assistance than the project has to offer, even though
they have the least need for assistance. Further, the absentee
status of many large farmers, coupled with the scale of their
operations, makes protection of large plantings of trees costly

for them.
 

Thus, the baseline studies have shown that there are 
large
numbers of small farmers interested in planting trees and that
the barani small farmers are potentially receptive to FPD project
assistance, as 
long as the project assists them in meeting their
fuelwood, fodder, and timber needs. 
 Where farmers may at first
be cautious about participating in the project, the SCA group
suggests this can be remedied in most cases by outreach efforts
to reduce suspicion of the Forest Department; use of incentives

(e.g., providing some 
fruit trees along with other tree species);
and research and demonstrations to 
reduce negative and increase
positive impacts of trees 
on crops. This, of course, cannot be
accomplished overnight, the process will take time but will
likely move forward much more slowly if FPD project resources are

skewed to larger farmers.
 

A weakness in the design of the SCA baseline studies, in the
view of this writer, is that the study design did not provide for
the collection of information about the farmer's agricultural

(i.e., 
non-tree) cropping srstem and the relationship of this
system to the farmer's farm forestry activities. Data on this
 area could contribute significantly to the design of a farm
forestry research and extension (outreach) program. Potentially
the FPD project could generate more information in this regard as
part of the SCA's follow-up monitoring and evaluation studies.
 

3. Field Operational Activities
 

The major problems experienced by the FPD project have to do
not with the project's clientele (i.e., small farmers), but

rather with the project's administration and staffing. 
 FPD
project foresters have been expected, based on the PC-i, 
to meet
target levels 
(number and acres of trees planted) which are
considerably above the original targets set in the PP. 
 Second,
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the GOP has not released sufficient funds to support the level of
field operational activities required to meet these targets.
Third, the PC-i defines the FPD project's objectives in terms of
meeting physical targets (number and acres 
of trees planted)
rather than in 
terms of assisting large numbers of small 
farmer
households to 
change their behavior (i.e., attitudes, knowledge,
understanding, skills and practices) with regard to planting
 
trees.
 

Further, there is considerable and continuing confusion

about actual operational models and procedures. 
The field
operational activities being followed by FPD project foresters
 
are based on an ad hoc strategy that:
 

0 
 remains largely ignorant of the available baseline,
socio-cultural data 
(e.g., the project is trying to
 
geu each collaborating farmer in Punjab to plant

1,015 trees 
in the first year, while the Punjab

baseline study found that 86 percent of sampled

households would request less than 1,000 seedling
to plant during the first year, with the average
 
request being 420);
 

* relies cn traditional, 
if not outdated, extension
 
models, while failing to take advantage of the

potential of state-of the-art methodologies for
 
behavioral change drawn from farming systems

research, development communication, and social

marketing (e.g., 
the technology transfer methodology

being used by the USAID/S&T-funded Communication for
Technology Transfer in Agriculture Project); 
and
 

* depends on extension/outreach techniques that 
are
 
largely based on subsidies which, in addition to
being of dubious value as 
an operational strategy

(in terns of benefit/cost ratios), 
also directly

contradict the FPD project's farm forestry approach.
 

Additionally, the field operational activities oeing
implemented by FPD project foresters are 
largely dependent for

their implementation on 
field staff who:
 

* have received little, 
if any, orientation and

training regarding the FPD project's intended
 
objectives and approach to 
farm forestry;
 

o believe that they know how to 
implement a farm

forestry program aid that they did not need to wait

for the FPD project's TA Team to provide assistance
 
in this respect; and
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e 
perceive that the FPD project's socio-cultural
 
baseline studies either will not provide, 
or 	are

taking too 
long to provide, information useful for
 
implementing field operational activities.
 

Further, FPD project foresters:
 

0 
 lack an 
adequate number of vehicles to reach the
 
areas away from roads where the project's intended
 
beneficiaries reside;
 

* are assigned to positions that do not afford them

the same supplementary income-earning opportunities

and benefits traditionally available to 
foresters in
 
Pakistan;
 

* 	 feel demotivated given budgetary and 
resource
 
limitations;
 

* 
 sense a certain loss of status, authority, and
 
power; and
 

* 	 see themselves as effectively having been reduced to
 
being quote "beggars" unquote.
 

Beyond these constraints, there is evidence that 
some FPD

project foresters, particularly in Punjab, do not fully
appreciate the urgency of the need to get this project into the
hands of the small 
farmers who are concerned not with large-scale
commercial forestry (i.e., forests on 
farms), but rather with
producing fuelwood, fodder, and timber on 
small-scale scattered

and linear tree plantings (i.e., trees on 
farms) for household

consumption. Where this understanding is lacking, there will
continue to be a tendency for FPD project foresters to think in
terms of the traditional large-scale plantations and to perccive
that farmers, at 
least those with whom they interact, are only

interested in large-scale block plantings for market sale, and
that farmers who are not so inclined (e.g., small farmers, tenant
farmers and women) are 
simply not "tree minded." The FPD project

must work to change this tendency over time.
 

B. Effectiveness in Establishing Working Relationships
 

The effectiveness of the Anthropologist and Rural

Sociologist 
in establishing working relationships with FPD

project participants is 
crucial in determining the extent to
which the TAT can contribute to the project's successful

implementation. 
The SCA group's effectiveness in establishing

workin- relationships with various FPD project participants is
 
now briefly reviewed.
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1. Within the SCA Group
 

The PP originally envisioned that the expatriate
Anthropologist would be based in-country for six monns at
project's outset. the
However, this position was 
later expanded to 
a
41-month assignment. 
 Also, the project provided
Socio-Cultural Analyst for a Pakistani

(Rural Sociologist) 
for 40 months. The
individuals hired for these 
two positions joined the TAT within
three months of each other. 
The SCA group is based in the TAT


office in Islamabad.
 

All evidence indicates that the Anthropologist and
Sociologist have established a 
close and productive working
relationship that has been mutually beneficial; the Pakistani
Rural Sociologist gaining valuable on-the-job professional
guidance from the Anthropologist, and the Rural Sociologist, in
turn, assisting the Anthropologist in gaining practical knowledge
of --.e social 
terrain and in learning Urdu. 
 Further, the
presence of the two 
full-time Social Scientists has greatly
facilitated maintaining proper supervision of 
field data
collection in 
three different provinces.
 

The SCA group should be commended 
on their excellent field
trip reports. These 
reports indicate that the SCA group closely
supervised their field 
survey interviewers. 
 Interestingly, the
notes never mention data collection problems nor 
interviewer
errors. If 
such problems occurred, it would be helpful 
to know
their nature, frequency and measures taken to correct them. 
 The
Anthropologist, however, indicated that few such problems or
errors occurred due to 
the training the field assistant
received.
 

One exception was 
reported 
in- the RrA group's 23 January
1987 report on 
a field trip to Nasirabad, as follows:
 

Some of the farmers participating in 
our baseline

studies are beginning to say that all that the
project consists of 
is the studies, with no
'practical activities' of benefit to them. This
winter season's seedling distribution should lay
this problem to rest. 
 Some project personnel

suggested that it would have been preferable 
to have
carried out the baseline studies two years before
field operations ever began. 
The kind of farmer
reaction that is described above, however, suggests
that this much of a time lag between field studies
and field operations would, at least in 
some parts
of the country, have 
increased the difficulty of the
 
former.
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2. 
Between the Anthropologist/Rural Sociologist and Other
 
TAT Members
 

The SCA group has 
a generally good working relationship with
the balance of the TAT. 
The individual in the Chief of Party/
Senior Farm and Energy Forestry Advisor position was changed
once. The 
current incumbent has been working in this position
since early 1987. 
 Discussions with the Anthropologist and the
Chief of Party 
indicate that they are working together to ensure
that the SCA component continues to develop in the direction of
supporting farm and energy forestry research, training, and 
field

operational activities.
 

The SCA group does not work directly with the TAT's Forestry
Research Advisor based at 
PFI in Peshawar. However, as data
analysis proceeds, the team should alert the 
Forestry Research
Advisor of farm forestry problems, identified in the baseline
studies, that merit study by the project's farm and energy
forestry research component. The SCA group has generally
responded to this need by noting possible research problems in
their field trip reports. Additionally, the SCA group has made
presentations at project research committee meetings at PFI,

reporting on past activities and future plans.
 

The TAT will increasingly face a challenge to assist FPD
project foresters 
in using the SCA baseline data 
in the design of
field operational strategy and activities. 
 This task has not
been made any easier by the earlier cancellation of the FPD
project's Farm and Energy Forester position. 
The TAT's staffing
pattern will be curtailed even further once the Farm Forestry
Outreach Specialist position ends in September 1987. 
 If the
Agroforester position proposed by the TAT were 
to be filled, this
would greatly strengthen the TAT's ability to assist FPD project
foresters in developing field operational strategy and
 
activities.
 

These reductions in force make 
it imperative that all TAT
members establish effective working relationships with FPD
project foresters. The COP/Senior Farm and Energy Forestry
Advisor must play a leadership role in helping to establish this
needed working relationship between the TAT ,.iembers and the FPD
 
project foresters.
 

The FPD project is scheduled to bring on board a Training
Specialist. 
This individual will have the primary responsibility
of assisting FPD project foresters in designing and 
implementing
an effective in-service an program to train foresters and farmers

in outreach/extension techniques and methodologies.
 

Training is a primary input 
to an effective change strategy.
However, training is only one of the needed inputs. The TAT
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needs to play a more effective role in assisting the FPD project
foresters to conceptualize the potentially feasible strategies

for implementing field operational activities effective in

reaching the EPD project's clientele. The field operational

model currently being used by FPD project foresters 
is not the

only model and in all likelihood is probably not 
the most

effective model that could be utilized given scarce 
resources.
 

Leadership for developing a more 
effective model should come

from the TAT. The Anthropologist and Rural Sociologist should
actively participate 
in the process of developing alternate
 
models but should pay particular attention to whether these
models are sociologically-sound. 
 For example, the Anthropologist

and Rural Sociologist should probably be t.ie 
first to question

whether signing up 
large farmers as nursery operators is a
sociologically sound strategy for the FPD project to 
follow.
What other design options for operational field strategy could be

tried? Which of these, 
from the standpoint of being

sociologically viable, stands the greatest chance of success?
 

3. With 0/IGF 

The SCA group has kept the O/IGF fully apprised of the
baseline studies through various written reports. 
 While briefing
meetings are occasionally held with the IGF and the DIGFs, theIGF indicated to the evaluation team that he would like the SCAreports to be written in a manner that facilitates the reader's
ability to 
follow the material being presented, understand the

conclusions being drawn, and 
see the implications the report'srecommendations have 
for the way in which farm forestry programs
 
are organized and conducted.
 

No matter how clearly written or well-packaged the SCA
baseline study reports are, 
one must recognize that the message

contained in these reports--that there are many small 
farmers who
 are interested in planting relatively small 
numbers of trees--is
 
not necessarily a message that 
is readily accepted. Thus, it is
essential that the TAT not distribute reports indiscriminately.

Indeed, reports should be distributed as an integral part of theTAT's strategy for communicating to and working with FPD project
foresters. This strategy 
 should include scheduling and holdingfollowup meetings to: (-,) discuss the issues raised in the 
reports; (b) identify impli.itions for FPD project management;
(c) determine needed followup action; and (d) assign
resnon;ibiIlity for implerenting the required fol lowup action. 

It i s incumbent on the TAT' s COP to ta ke the leid inenvisioning the design of thi; communication ;trategy andsupervising the preparation of the 
in 

needed reports and briefing
documents. However, nobody knows the SCA baseline data better
than the Anthropologist and Rural Sociologist, and they should 
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:,i:, -/..This liead~ership could concret~e..... take forml in the preparationi i .....:" ' of a discussion paper on :the ",Implications of. Baseline:: FPD Field Operational Strategy."!,.This paper :.should, 
Data fori~
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....
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the subject
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: Islamabad and :the difficulties :and risks associated wit ........
 

r Ths fc urse, oe not a i n the TAT an FPD 
project foresters necessarilywill agrDistric inPCF ATcisan they mukstan with thisreogie etailimintatons
othir wndt
resoure aontatabndantfo
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 hiieg the mreate it eofindafo
 

r tionaliz. hl other itivesmearisnotama plcefo ea assocATi worainhe
te tdo all coned parristha unawitht andntroolgit ndRualSoioogsttobeint
 

http:USAID/Pakistan).vi


pressing or FPD project foresters will maintain that they do 
not
have time to wait for the results of the baseline studies because
the PC-l requires that certain targets must be met during the
 
present year.
 

5. With Paikistan Forest Tnstitute 

The SCA group has had limited interaction with PFI. As
earlier noted, the Anthropologist revised the sociology curricula
for several P:I 
courses and also assisted the TAT in teaching the
sociology component of 
one of these courses. Now, the SCA group
should Le looking into ways in which the baseline study datawhich have been generated, tne reports which have been written,
and even the anecdotal msteric appearing in the SCA field tripreports can Le inorported into the sociology curricula at PF. 

beyond this, there is little which the SCA group can do to
strengthen P' 1s ;cc ial science 
 teaching/research/outreach
support capability. Thls wilI require a commitment on the part
of the 0/,11GF, I'FI, and VAIDPakistan to establish an appliedsocial s;cience position within PFI and to ensure that an

adequately trained Ph.D.-level Social Scientist (Rural
Sociologist or Anthropologist) hired fill
is to this position.
Appropriate action also needs to be taken ensureto an opencompetition to fill 
this position; it it is envisioned that the
current level of trained social science manpower is not
sufficiently adequate, then opportunities for Ph.D. training in
rural sociologly or anthropology need to be arranged, with the
understanding that individual(s)
the receiving this training willbe ob]igated to serve a minimum number of years in developing
PFI's app i, el;ocial science teachi ng/ reosearch/outreach support

capabi ty.
 

C. D"'/olopront I!ssues 

A number of other issues are pertinent to evaluating thecontribution of the SCA component to the [PD project. Theseinclude the ",CA group'I.; eIfect i veness in: (1) designing andcarrying out :;ccio-culIturil base1ine studie,; appropriate to thetask of deve oping a mrothoiology to induce farmer and privatesector participation in arm forestry; (2) providing timely and
appropriate assistance to implementation of field operational
activities; k3) establishing training programs that meet cheproject's requirements to train f ield foresters and farmers; and(4) involvin, small farmers and women in project activities. 
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1. Appropriateness of 
SCA Baseline Studies
 

The evaluation team recognizes the high quality of the
socio-cultural baseline studies. 
 These studies have required
that the SCA group's research design encompasses variables
tree (e.g.,
species farmers would like to 
plant) that go beyond those
normally studied by social 
scientists. 
 The evaluation team
also tu:'y aware of is
the pioneering and, therefore, risky nature
of this research endeavor; and that, until aknowledge more refinedbase and methodologies are developed, others willunderstand notwhy certain questlons are being askedare beinq collected. or types of dataIn this regard, the 
SCA group has provided
FPD project foresters with briefing reports that describe the
rationale underlying 
each question being asked 
in the baselineinterview schedules and the potential implications of farmers' answers 
to farm forestry. 

Thus, the evaluation team finds that the Anthropologist and
Rural Sociologist have valid 
reasons for the research approachthat is being implemented. 
This initial approach to the
sociology of farm forestry will provide the data base needed 
to
identify the smaller set of variables most critical
success of to the
farm forestry in Pakistan such that future studies 
can
be more sharply focused and rapidly executed.
 

However, the baseline data do not 
themselves shout out 
the
precise strategy which FPD project foresters should be using to
induce farmer and private sector participation
Indeed, in farm forestry.
the very data generated by the baseline studies may belie
the foresters' 
report:;

planting trees 

that only larg. farmers are interested in
or that small farmers 
are not tree-minded.
this occurs, the Where
forester may discount the validity of the report
rather than question the validity of his
bel' fs. own perceptions andFurther, FPD project foresters may simply find that theSCA :ports take too much effort to interpret. 

Thus, doing socio-cultural 

them 

baseline studies and reporting on
is only half the requirement. 
 The other half lies
assisting FPD inproject foresters in developing astrategy based on and 
field operational

informed by thn 
input which the baseline
studies can provide. 
And while the baseline data can serve as ascreen to check on how sociologically-sound a strategy is,data themselves thewill not spell out what the strategy should be.However, the data can provide clues a; whatto some of theelements of 
the needed stratcgy might be. 

Wht i. rse- 1 uirod is the combined thinking of FPD projectforester:; and the TAT to generate the strategy itself and itscomponent p,,rts;. 

attention to 

A:; the C;CA group begins to turn greater
the problem of translating the strategic
implications of its baseline findings, and 
to work directly with
FPD project foresters in developing this strategy, the FPD 
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project will become more 
effective in identifying improved models
 
for field operational strategy.
 

Closer interaction between the FPD project and the farming

systems research components of the USAID/Pakistan-funded

Management of Agricultural Research and Technology (MART) Project
also being implemented with technical 
assistance support provided

by Winrock international, could serve as an for
effective avenue
strengthening adaptive research 
in farm forestry or agroforestry
 
systems.
 

2. Timeliness of SCA Input to 
Field Operational Activities
 

A key question here arises in regard to the issue of the
timeliness of the socio-cultural baseline studies in 
relation to

the ongoing field operational program being implemented by FPD
project foresters. This issue 
was adequately addressed, although
not laid to rest, in the SCA group's 8 February 1987 Sialkot trip
report. Specitically, can the baseline studies produce data
true pre-project "baseline" 

on a
 
if they are carried out after 
some


project activities have already begun? 
 Or, as the question may
also be asked, will the "baseline" data that are being gathered

be skewed by the prior car-ying out of project activities?
 

Social science methodology provides well-established
 
procedures for making allowances for such potential skewing.

simple technique and one utilized by the SCA group was 

A
 
to select
at the study's outset a number of 
"control" villages, where FPD
project foresters indicated that planned nothey projectactivities for at 
least several years. Measurement of conditions


in these "control" villages provides a basis for assessing theexistence and magnitude of skewing that may be present due to
field operational activities in 
other study villages.
 

However, the SCA group concluded on the basis of the datacollected to that point, that there was no need to adjust their

data collection, analyses, 
or 
findings to make allowances for
bias. Specifically, in Punjab, 63the villages were initially
selected for baseline studies, with 12 
being selected as
contiols, and the remaining 51 villages being targeted by the
field scaffs for 
field operational activities. A village census,
carried out in all 63 
of these villages, was completed in October

1986. A farmer census, subsequently carried out 
in .33 of these 
same villages, was completed in January 1987. 

At th,- time of the completion of the two respective
censuses, a t ta1 of 47 farmers in 18 of these villages hadreceived se,, I ingjs under the project. These farmers47 representless than I/loth of one percent of the total population ofapproximately 130,000 thein total sample of 62 villages. As theSCA group stated: "There is no possibility that the involvement 
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of this tiny fraction of the sample in the project skewed the
 
baseline study of the remaining 99.99 percent." One might add
 
that the potential for any such skewing would be reduced even
 
further to the 
extent that the specific 47 farmers contacted by

FPD project foresters were 
actually large farmers interested in
 
planting eucalyptus rather tha i the tree 
species preferred by

small farmers for household subsistence purposes.
 

If any question remains as to the timeliness of SCA input to
 
field operations, it is 
that of how soon the Anthropologist and
 
the Rural Sociologist will turn the lion's share of their
 
attention to the problem of working with the other TAT members
 
and FPD projcct foresters to design improved strategy for field
 
operational activities.
 

3. Contribution to Field Forester and Farmer Training
 

The FPD project has assisted PFI in redesigning the
 
sociology curricula of several of 
the Institute's B.Sc. and M.Sc.
 
courses. However, the pruject is 
not currently, contrary to the
 
FPD project concept described in the PP, developing the trained
 
and institutionalized social science capability needed for
 
effective social science research, training, and outreach support
 
to farm forestry.
 

This need could be met by establishing an adequately

budgeted and fully funded position in applied social science at
 
PFI nd then ensuring that the right person is hired or, if an
 
adequately trained person is lacking, that the right person is
 
afforded the opportunity to go for applied social science (rural

sociology or anthropology) training at the Ph.D level.
 

In the interim, the position could be filled by an
 
experienced expatriate social scientist whose term of residency

should be timed to allow at least 
a one-year overlap with the
 
first year of employment of the Pakistani social scientist
 
following completion of his doctoral program. if carefully

planned, the student could do his dissertation on a farm forestry

topic that could be analyzed using the extensive data base that
 
will have been generated by the baseline studies.
 

As the FPD project turns to placing a greater emphasis on
 
field operational activities, the SCA group must play a more
 
active role in the design, execution, evaluation, and follow-up

of in-service or on-the-job training programs for FPD project

foresters and farmers. 

Manajement communication is an important curriculum area in 
any training program geared at developing the forester's ability 
as an extension/outreach agent. Training in this area would 
raise the forester's level of awareness 
and knowledge of the role
 
which perception plays in the communication process as well as
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the many other factors impinging 
on communication effectiveness.
An appropriately tailored course 
could be readily packaged by the
Management Training and Development Institute
Washington, D.C., (MTDI), located in
whose affiliated faculty have been offering
management communication training for nearly a quarter of a
century in USAID-funded seminars for foreign students studying in
U.S. 
colleges and universities. 

possibility of 

The TAT should explore 7e
tunding a short-term management communication
training course 
for FPD project foresters.
 

4. 
 Involving Project Beneficiaries in Project Activities
 

a. Small. Farmers
 

The socio-cultural baseline studies are providing an
immediate avenue 
for small 

FPD project. 

farmers to begin to participate in the
As the TAT turns its attention to
assisting FPD project foresters to 
the task of
 

use the baseline data in
designing field operational strategy, the Team should not be
remiss in 
including potential 
avenues for farmers to continue
participating in the process whereby decisions are made about how
this project can most effectively reach and meet the farm
forestry needs of 
its target clientele.
 

The possibilities for ensuring a successful program are
limited only by one's imagination about how to 
involve farmers
the program planning process. 
 If the FPD project does not 
in
 

ways to involve find
farmers actively 
in this process, it will
indicate that USAID/Pakistan wes
concept of 
only paying lip service to the
"direct farmer involvement in the design of 
field
operational activities," 
(PP, p. 58).
 

b. Farmer AdvisoryGroups
 

This concept was briefly mentioned in passing in the PP.
Little, if anything, has been done by the SCA group to develop or
refine the concept. 
 Some of the SCA group's reports raise a
concern as to why the project should seek to organize new groups,
particularly at 
the village level, 
when farmers are already
members of existing organizations which could potentially
participate in the design and implementation of 
the project's
field operational activities.
 

At the :;:ame 
time, the SCA group recognizes
for "farmer advisory groups" at 
a potential role
the teshil
However, it level or higher.
is not clear how such groups would be constituted
how they would function. This is in area 

or
 
that should merit the
SCA group's constructive assessment. 
The reader should note 
in
this respect that the SCA baseline studies 
investigated existing
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village institutions as 
a basis for evaluating the prospects for

village advisory groups.
 

It should be clear, however, that planting tiees on
privately-owned property does not guarantee that the trees will
be respected by the community bgvond the farmer's property line,
especially if that community includes goats, cattle, etc. 
 Thus,
the individual farmer's problem ot 
protecting trees planted on
his privately-owned land has a common property element, namely,
that of how a community's farmers ensure 
that the common good of
 every farmer's trees 
being protected is secured. 
 In part, this
issue entails the question of how well developed are the
society's institutions to prottct private vcoperty and whether
these institutions apply to or 
can be easij extended to apply to
 
trees.
 

Where adequate institutLons are 
in place or can be
established, to the extent that any one 
farmer's trees are
prtected, then the 
trees of all farmers are protected.

Protection of a community's trees is 
a cost which must be
minimized. Providing such 
a group or public good (e.g.,
individual 
farmers capturing greater benefits by collectively

marketing their privately-produced fuelwood or 
timber rather than
individually marketing these products) requires group 
or
collective action that goes beyond the 
incentives motivating

individual 
farmers to plant trees on privately-owned land. While
incentives potentially could be devised to 
reward individuals for
protecting trees planted 
on privately-owned property, what may be
more 
effective is the development of institutions that are
respected and which can be enforced by the community (i.e., 
the

village) or the representatives thereof.
 

A farmer advisory group, tree growers' association, or a
similar village-level organization of farmers could play an
important role in securing the protection of the trees of the
association's members 
as well as providing individual member
farmers with improved access 
to group goods (e.g., agricultural

credit at lower interest rates). This merits the SCA
area 

group's constructive assessment.
 

Finally, 
if the FPD project is extended to irrigated areas
of NWFP and Punjab, the SCA group should explore the potential
which the existing Water Users' Associations could play in
fostering farm forestry 
on 
the nearly 89,000 watercourses that
 
dot the Pakistani landscape.
 

c. Motivators
 

The SCA group paid close attention to the issue of

"motivators" in the questions asked in the baseline study
questionnaires. 
 Further, the Team distributed lists of potential
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motivators to 
FPD project foresters in each province. However,
the data generated by 
these studies now need 
to be focused on a
discussion of the feasibility of and potential ways and means 
of
implementing the "motivator" concept, 
if it is still a valid
 
concept 
for the FPD project.
 

"he Fli-m Forestry Outreach Specialist, with SCA input,recently prepared a working paiper, titled "The Concept
Motivator 
 of thein a Farm Forestry Program." This paper should providea point ot departure 
for a workshop aimed
validity of the "motivator" concept and, 
at asses gt

if valid, developing andrefining the concept in the light of SCA baseline study data andthe fieId operational experience of FPD pro-j ct orester. 
Further, the "motivator ' cc icept, it a useful concept torthe FPD project, needs to ]inkd thewill1 

be with other elements thatmake up the FPD project 's field operationa 1 strategy.relevant strategy Otherconcepts meriting development and refinementmight include whether it would be more effective it farmers pa id
a subsidized price for 
trees 
rather than obtaining them free,
whether farmers should Le paid 
a bounty on each 
tree suirviving a
given number of 
seasons, whether motivators should be 
"employed"
by a locally-based orgainization as 
distinct from the FPD project

itself, etc.
 

d. Women
 

The SCA group prepared a propcsal 
 for conducting a studythe role of women on
in farm and energy forestry. Given the
important role wom,n 
are said to piay in providing fuelwood in
Pakistan, this study should receive higher priority than
initiating a baseline study in 
Sind. An appropriate short-term
consultant (i.e., 
 a female social 
scientist) should be contracted
 

to conduct this study.
 

D. Constraints to SCA Cmon-ent of 
FPD oI_.ect
 

1.Impact of Two-Year Derlay in Pro-jecttrtu
 

The start-up of 
Fr'D project field operational activities in
early 1986, one to 
two years earlier than envisioned in the PP,
constitutes a major change 
in the environment in which the
project was to 
have been implemented. 
 While this change has
presented major obstac -,osto tchieving an orderly, ''coordin,atedand syst:m. t (" implemont:ation of the project'!; com~ponents andactivti,;, the 
FPD project is in
now a position to translate the
available socio-cultural. naa , i.,e data into a more f t....tivestrategy f or the ongoi ng fi old operat i -m I prograim. 
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However, the glimmer of this opportunity may soon 
fade. As
the various concerned parties, including the O/IGF, PFI, O/PCCFs,
TAT, and USAID/Pakistan, continue to 
talk past one another, never
quite ge-ting everyone on the same wavelength, the likelihood
incrpaqes that the FPD project, like 
so many past development

projects, will falter. 
If the available socio-cultural data is
not used to design an improved implementation strategy for
reaching the project's target audience, the project's level of
 
success may be less than that desired.
 

Ironically, at the same time, there is 
also a very real
possibility that the FPD project could succeed but without the
FPD project's SCA component ever having made any identifiable
contribution. 
 Even then, however, the quality of the "success"
 may be debatable if success 
is being measured in terms of number
cf trees planted rather than number of households planting trees.
 

In either case, the risk is 
high that the FPD project, if it
continues on 
its present course, will fail. None of the

concerned parties, the O/IGF, PFI, O/PCCFs, TAT, or
USAID/Pakistan, 
can afford or allow this potential failure to
 
materialize.
 

Accordingly, it is essential that the TAT begin to play an
active role in assisting FPD project foresters in using the
socio-cultural baseline data to design field operational strategy
and activities specifically targete" on reaching the FPD
project's various clientele groups 
(i.e., small farmers, tenants,
 
women, and landless laborers).
 

2. Current or Anticipated Constraints
 

a. Implementation of SCA Studies
 

The implementation of the Women's Study has been delayed
more than a year, apparently due to a combination of factors
including sensitivity about the timeliness of the subject study,
limitations on the SCA group's time to provide adequate

supervision of the study, etc. 
 This situation needs to be
 
reassessed.
 

The SCA group has already established good working
relationships with villagers and farmers. 
 Indeed, despite dire
predictions and advice that SCA field workers risked being
arrested, kidnapped, or worse, not one 
single instance occurred
where any of the eight field workers, the Rural Sociologist, or
the Anthropologist got into any difficulty 
in the countryside.

Also, villagers and farmers were systematically questioned about
their willingness to permit village women to be 
interviewed by a
team of female scientists. 
As one or more villagers were
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reported to have said, "Yes, 
we would like to see the lady

scientists."
 

The methodology proposed by the Anthropologist for
conducting this study appears sound. 
 Further, discussions
between the evaluation team and the Anthropologist confirm that
he 	is 
fully cognizant of the importance of ensuring that the
Women's Study is implemented in a way that fully respects local
cultural norms 
regarding relationships between and among men and
women. Accordingly, the study should be implemented without
 
further delay.
 

The evaluation team, however, is concerned about the SCA
group's plans to ccnduct a baseline study in Sind. 
 The
Anthropologist indicates that this study will 
not 	require more
than 25 pert nt of his time to supervise. However, if this study
is 	carried out, as well 
as 	the Women's Study and a proposed
Foresters' Study, it 
is 	clear that 
a much larger percentage of
the SCA group's time, perhaps more than 50 percent, will continue
to 	be allocated to research. 
This, 
in 	the view of the evaluation
team, is a potential constraint on 
the 	time available for the SCA
group to concentrate 
its 	energy, initiative, expertise, and
enthusiasm on the challenge of relating the baseline studies
completed to date to the problem of designing more effective
field operational strategy and activities.
 

Further, the evaluation team also believes that the
potential benefit of the Sind study to the FPD project is 
not 	as
great as 
thac which could be achieved if the SCA group were to
shift gears and allocate a significantly greater percentage of
its time to working with other TAT members and FPD project

foresters in desiqning:
 

* 	field operational strategy and activities geared to
the challenge of reaching the FPD project's

clientele, and
 

* 
training programs geared to providing FPD project
foresters and farmers with the skills needed to
implement field operational activities.
 

b. 	Utilization of SCA to Deveqp Field Operational

Strateqy/Activities
 

It 	is essential that the SCA group recognize that the
experience to date of FPD project foresters represents an
additional source of data for the SCA studies. 
 This data source
potentially can be more effectively tapped to the extent that the
TAT works directly and actively with these foresters in
designing, implementing, and evaluating field operational

strategy and activities.
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Review of FPD project foresters' documentation (work plans,
progress reports), field visits, and interviews with FPD project
participants indicate that FPD project foresters currently do not
follow any systematic and objective approach to ensure that the
project reaches and involves the target audiences identified in
the PP (i.e., small farmers, tenant farmers, women).
 

Further, resource limitations 
(i.e., budget shortfalls
against planned targets, inequities in benefits received by
foresters as compared with traditional foresters, lack of 
farm
 

vehicles, inadequate orientation and training, etc.) 
create an
environment in which there is pressure to gear the project's
resources toward serving the larger, commercially-oriented
farmers who demand governmental assistance 
(barbed wire, that
foresters plant the trees, etc.) 
that the project is not designed

or intended to provide.
 

Yet the technical assistance team members could work
directly with FPD project foresters to assist them in designing
measures and procedures to ensure that the FPD project
effectively reaches its intended clientele. 
There is, therefore,
a need to accelerate SCA input to design, implementation, and
evaluation of the FPD project's field operational activities.
The key to achieving this acceleration is increased interaction
of TAT members with FPD project foresters, for example:
 

" 
workshops to review findings and recommendations of
baseline studies and to design field operational

strategy to reach target audiences (e.g., tenant
 
farmers); and
 

• joint participation of TAT members with FPD project

foresters in preparing work plans and in

implementing farm forestry field activities.
 

The point is that, regardless of what the baseline studies
say or do not say about any particular strategy element (e.g.,

"motivators"), what is 
really needed is to get the array of
potential 
farm forestry action strategy elements out on the table
and to examine each one 
in the light of the SCA baseline study
findings and the FPD project forester's field experience.
Second, one :annot evaluate the validity of any one action
strategy element 
(e.g., motivators) in isolation of the other
elements involved in implementing the strategy. Third, it is the
articulation of what that action strategy is 
or should be that is
perhaps the greatest missing element in the FPD project and in
the field operational activities already being implemented in
Punjab, NWFP, and Baluchistan.
 

The adequacy of the field operational strategy currently
being implemented by FPD project foresters is quickly brought
into doubt if 
one asks a simple question. "How do we know that
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the field operational strategy currently being implemented

contains all the elements needed to make farm forestry take off
in Pakistan?" 
This question can be readily answered: "We don't
know!" 
 For just as easily as any one element (e.g., free

distribution of seedlings) may not be needed, other needed
elements (e.g., institutions that provide incentives for farmers
to protect trees beyond their property line) may be missing.
 

The problem of relying on an ad hoc strategy for
implementing field operational activities could be remedied if
the FPD project were 
to apply to the farm forestry problem an
action model that systematically defines the elements or
ingredients of an effective action strategy. One such action
model which the FPD project may wish to explore is that provided

by "social marketing."
 

The term "social marketing" refers to the systematic
application of marketing tools--marketing research and product
development, promotion, and pricing--to the design and
implementation of action programs calculated to elicit socially
beneficial responses in the behavior of the target audience.
 

Social marketing, as a model 
(strategy) for increasing the
impact of development assistance efforts in the LDCs, has already
proven itself in such problem areas as population and hedlth.
Examples of social marketing applications include contraceptive

sales and oral dehydration therapy.
 

Indeed, successes achieved to date by social marketing in
population and health prompted AID, beginning in 
1985, to direct
increased attention to the potential of applying social marketing
to other problem areas in 
che Agency's development assistance
 
programs. This increased attention to the potential
applicability of social marketing to other problem areas was
evidenced in a 1985 AID-sponsored workshop on social marketing

and economic development. The conclusions of this workshop

include 
a number of statements on the potential applicability of
social marketing to the agricultural sector, as follows
 

* 
The technology and processes of agriculture are

complex and the farmer is expected to make major

investments in agricultural products in a high-risk

environment. 
 Social marketing must recognize this
 
risk and take it into account as marketing

strategies are developed.
 

Keene, Monk and hssociates, Inc. 
 "Social Marketing and Economic

Development: A Workshop Report," 
a paper prepared for
 
USAID/PPC/PDPR, 1985, p. 17.
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" 	 Agriculture is 
a sector where governments often play
 
a very direct and active role. 
 If 	a social
 
marketing approach is 
to 	be tried, it is especially

important, therefore, for the roles of the private

sector and government institutions to be carefully

defined and firmly agreed upon.
 

" 	Specific opportunities do exist in the agricultural

sector for social marketing of both products and
 
services. 
 Potential product applications include
 
seeds, fertilizers and machinery, while service
 
applications include technology and credit.
 

Clearly, to this list could be added tree seedlings. More

detailed information relevant to 
the potential application of
social marketing to farm forestry Pakistan may be obtained
in 

from the Academy for Educational Development's Communication for

Technology Transfer in Agriculture Project.
 

3. Institutional and Manpower Development in:
 

a. O/IGF
 

The level of manpower which the FPD PP envisioned the O/IGF
providing this project has yet to materialize. The IGF position

was vacant at times or filled by an 
acting director, while the
A/IGF position has yet to be created. 
Two individuals have
served in the DIGF positions provided for this project; however,
one of these individuals apparently will 
soon retire. The
 
current IGF is well-qualified and has taken a great 
interest in
the project, within the constraints of other demands competing

for his attention, time, and energy.
 

The O/IGF has never assigned or delegated either DIGF the
task of identifying the policy-relevant findings in the sociocultural baseline study reports and, based on these findings,

formulating and/or revising options for farm and energy forestry

policy at the 
federal and provincial levels.
 

As the O/IGF proceeds to implement a staffing pattern to
support the FPD project, it is essential that a qualified

individual be assigned responsibility to work with the SCA group
in translating the SCA baseline study findings intc policy
options for consideration and action by the appropriate

governmental authorities.
 

The evaluation team recognizes that it may be difficult for
the O/IGF to 
find the right person for this policy-related

responsibility but this only reconfirms the need, identified in

the PP, 
that the FPD project assist in providing training
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opportunities to develop the cadre of trained manpower that will
be needed to develop and implement federal policy, plans, and
programs in 
farm and energy forestry.
 

b. 0,/PCCF
 

In farm forestry, a forester must be more 
than a forester.
For he or she is not working only with trees, trying to protect
the trees from the farmer. Rather the farm foresterthe farmer, trying to assist 
works with 

him or her to 
learn how the
cultivation of 
trees can 
be used to enhance subsistence
livelihood (e.g., 
tuelwood) and income-earning opportunities

(e.g., poles).
 

As the FPD project is currently staffed, 
its personnei are
foresters. The evaluation 
team does not recommend that any O/PCCF
supplement its 
current staffing pattern by hiring social
scientists. 
 However, the evaluation team does 
feel that one of
the major challenges of the TAT will be
foresters in designing 
to assist FPD project


in-service training programs that enhance
the torester's knowledge of the target clientele and 
improve his
(or her) skills to 
work with this clientele.
 

For this task, the TAT will 
need to devise interest-grabbing
ways to 
involve foresters in the training process. 
 For this
purpose, lectures or readings are 
probably less preferred than
discussion of 
case studies or 
field visits to interact with
farmers. Problem-solving exercises requiring the 
foresters to do
simple analyses of socio-cultural baseline data relevant 
to their
own 
service area and using these findings to develop their work
plan can 
only serve to enhance the practicality of the training
as well as 
the forester's appreciation of the relevance of
applied social science 
as an input to farm 
forestry.
 

Other training activities may also be utilized such
or simulations, particularly relevant in 
as films
 

the latter respect being
such simulations as 
the Green Revolution Game and the Change

Agent Game.
 

It should be emphasized that the initial experience of using
and participating in such training simulations will provide the
basis 
for modifying these exercises to incorporate 
features
(e.g., 
decision variables) 
to enhance their relevance and
applicability to 
farm and energy forestry in Pakistan.
 

Particularly relevant to the senior foresters, DFOsabove, would be management films such as 
and 

"A Case of WorkingSmarter, Not Harder" (McGraw Hill) "Whator is Marketing?".Indeed, much of what has been learned 
in the field of applying
social marketing to developing country problems in 
such areas as
family planning, contraceptive practices, oral dehydration
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therapy, and other areas 
is potentially applicable and could be
utilized as 
a framework or tool 
for designing field operational
strategy and activities as 
well as the curricula of in-service
training programs for field-level as well 
as senior farm
 
foresters.
 

C. PFI
 

The education and training of 
foresters at PFI 
provides one
of the earliest opportunities to 
recruit and prepare Pakistanis
with the desire and ability to excel 
in farm and energy forestry.
The SCA group has assisted PFI in developing sociology curricula
for several 
 of the institute',s 
course offerings. However, the
Jnstitute cii rrentl does; not have sufificiently t ra.ned staffteach the soc toorjv component ; o: these cours.s.
 

For the s;hort 
 run, tht.-, will continue to abe needSCA group to part.lcipat, for thein the teaching of these courses.PFI could potentially Also,mako greater utilizationexpertise available in nearby 
of social science

universities (e.g. UniversityPeshawar) . However, such of 
to be 

i - 1ioca lly-avaj lable expertifse is goingused to meet IFI' applied socialthe science teaching needs inshort- to mediun-term,, it would be advisableprojiect's Pural )ociolog ist and 
to have the FPD-" 
 Anthropologist continue toteach" the respective courses with 

"team 
the local Pakistanisbe responsible for teaching the courses 

who will 
in subsequent years. Thefeas;ibility and attractiven-.s. of this option is enhanced to theextent that such university-based social scientistsreceive FPD proj ect can alsofunding support to conduct social sciencestudies relevant to farm and energy forestry.
 

However, 
 in the medium- to long-run, the option of usinguniversity social scientists to meet
socally-based PFI's social
science teaching, research, and outreach needs may prove to
impractical be
or unfeasible. Consequently, serious considerationneeds 
to be given to the possibility of establishing (budgeting
and funding) an 
applied social scientist position at 
PFI; the
individual's duties and responsibilities would include teaching,
research, and outreach in 
support of 
farm and energy forestry.
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V. CONCLUSIONS AND RECOMMENDATIONS
 

A. Conclusions
 

Conclusiczn i
 

The findings emerging from the Socio-Cultural Analysis
baselint, studies studies indicate that the FPD project 
is 	on
target in 
terms of Leing the right kind of project to meet the
needs of the clientele or beneficiary group (i.e., 
 the small

farmer) identified in the Project Paper. Small farmers inBaluchistan, NWFP and Punjab are interested in planting trees,and they are potentially receptive to project assistance, as longas the project assists them in planting trees that meet their
household consumption needs for fuelwood, fodder and 
timber.
 

Cor sion 2 

However, FPD project foresters have had misgivings aboutrole of socio-cultural analysis (e.g., baseline studies) in this
the 

project. These misgivings have even degenerated into bickeringwith or about the SCA Anthropologist and Rural Sociologist (i.e.,the SCA group) . Possible rea sons for these mi:sglviigs are: 

0 	 that foresters often have not understood the value
of 	 SCA, possibly because this project (:omponent has 
not yet been adequately explained to them; 

* 	 that the picture the baseline studies are painting
is di ferent than the foresters' reports about the 
type of farmer interested in planting trees and
interv,.*If and neod!; of the farmer; and/or 

* 	 that fore ster.; arel, inde r pressure to "get on with 
the -. ork." 

This pressure i s the resuIlt Of I ixationa 	 with physical targetsresulting form the problem; of the 1PC-1. Accordingly, theforesters. see problem as ofthe one planting trees rather thanchanging the tree planter's (i.e., the farmer's) behavior. 

Co ncl s)o n__ i 

The ';CA group is on schedule, per the original ProjectPaper, in 	 thedeveloping socio-cultural baseline studies. These
studies are methodologically sound haveand already provided
project-relevant information on 	 a timely basis. Follow-up 
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monitoring and evaluation studies are 
schedule. While res;ources
 
were available to the technical assistance team (i.e., 1 months
 
of social science short-term consultant support which bdve

remained unused), 
the Women's Study proposed over a year ago has
 
yet to be imp]pm-nted.
 

Conclus -n
 

The SCA group has, in the 
course of developing the baseline

studies, interacted informally with FPD project foresters at all

levels. li(owever, the lack of implementing any forester or farmer
trainin) programs, which were to be fundamental to the orderly

startup of sociologically sound field operations, has precluded 
a
key forum for professional interaction between the SCA group and
 
the forestcrs. 

Concui,nI
 

The analyses of data emerging from the SCA baseline studiesprovide indicati(ns that FPD project foresters tend, in some 
locations, to emphasize planting of 
large numbers of trees on

large farms, a pattern that is 
a function of the traditional

social, economic and political character of relations between theForest Department and the rural populace. This pattern is
congenial to the 
field officer's traditional standards of work

and reward and is unlikeiy to change unless basic institutional

changes occur (e.g., holding 
foresters accountable for the number

of households planting trees 
rather than the number of trees

olanted, providing 
field staff with adequate transportation so
that they can reach the small farmer in more remote areas, and

compensating hard work with adequate salaries). 

Co nclu-s ion __6 

Yet, the baseline studies also show that small 
farmers are
 
definitely interested in tree planting. 
The challenge is to

design and implement field operations that tap this latent
 
interest and help farmers to play 
a more active role in planting

and protecting trees. 
 However, the technical assistance team has
 
not 
been working, in any systematic way, to assist the foresters
 
in utilizing this information to 
design field operational

strategy and activities or 
to train foresters.
 

og-Lc si on _7
 

FPD project foresters are moving ahead, at least in theirwork plans, 
to talk about using such mechanisms as "incentives,"

"motivators," 
and "farmer advisory councils" to support field
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operations. 
 The baseline studies have produced information
relevant to evaluating the potential utility of these mechanisms
in achieving the goals of the FPD project. 
However, the
technical assistance team has yet 
to 
take nay firm stand, one way
or the other, 
on whether these mechanisms are necessary 
or what
other mechanisms might be more 
effective.
 

Conclusion 8
 

an
The SCA group is at important crossroad. While limited
resources 
could be allocated to 
new studies (e.g., initiating a
baseline study 
in Sind), 
the need is much greater for the
Anthropologist and the 
Rural Sociologist to now begin working
more 
closely with the technical assistance team on the problem of
assisting the FPD project foresters to design field operation
strategy, mode's and activities that will be sociologically
sound, that 
is, effective 
in helping the project's intended
clientele 
(small farmers) to adopt 
farm forestry practices.
Here, the Anthropologist, Rural Sociologist and other technical
assistance team members need to 
focus their energy, expertise and
enthusiasm on 
strengthening their working relationships with
project staff at 
the provincial as well as 
field levels.
 

Conclusion 9
 

The FPD project Paper envisioned the project as 
playing a
role in strengthening social science support capability within
Pakistan's forestry sector organizations. The project, to date,
has 
not provided any opportunities for advanced degree training
that is 
the bisis for developing the needed social science
support capability. 
 Further, Pakistan's forestry sector
organizations 
(e.g., PFI) currently provide few, if any,
positions that require professional training in the social
science. 
 Unless the FPD project addresses this issue 
i.e, by
providing social science training opportunities and creating
employment opportunities for Farm Forestry Sociologists or
Anthropologists, Pakistan's forestry sector will continue to have
to rely on expatriate social scientists for provision of
research, teaching and outreach support capability.
 

Conclusion 
10
 

The value of 

they produced more 

the baseline studies could be strengthened if
information about the farming systems in which
tree cultivation is practiced 
or is to be practiced. 
SCA followup studies could develop this 
line of inquiry, especially if they
are coordinated with the Management of Agricultural Research and
Technology (MART) project's farming systems research program
(e.g., carrying out follow-up baseline studies 
in the same
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tehsils, 
if any, where the MART Project is conducting on-farm
adaptive research). 
 Closer collaboration of these two projects
would facilitate the identification of improved crop/tree
technologies. 
 Further, on-farm adaptive research trials and
demonstration plots could play a major role
forester and in developing the
farmer training programs 
in farm forestry as
in accelerating the process of technology transfer to 
well as
 

farmers
(i.e., 
outreach and extension).
 

B. Recommoncat ions 

The following are 
the major recommendations proposed in
response to the conclusions presented above.
these ideas Elaboration on
as well 
as other potential
modification avenues for project
are discussed in greater detail 
in this report's
section IV.
 

Recommendation 1
 

The intended emphasis of the FPD project to assist small
farmers in 
meeting household needs for fuelwood, fodder, timber
and cash, not 
to assist large farmers in establishing commercial
tree plantations, should be supported by revising the PC-i
provincial targets (PC-l, yearly
p. 39, Appendix 3) in
number of households planting trees, not 
terms of the
 

acres or
trees planted. numbers of
 
Rural Sociologist 

The 
and 

technical assistance team's Anthropologist,
 
participate 

farm forestry training specialist should
in the PC-I revision process, 
to ensure that the
revised PC-K takes advantage of the available SCA baseline data
on farmer interest in planting trees and sets
targets forth realistic
for households to be reached by the project.
needing revision Other areas
in the PC-i are discussed 
in the main report.
 

Recommendation 2
 

The SCA group should prepare a synthesis report that
explains the role of socio-cultural
project, analysis (SCA) in the FPD
identifies the kinds of issues or problems addressed by
SCA, summarizes the key findings that have emerged to date
the baseline studies, from
and identifies the implications offindings for theseFPD project field operational strategy andactivities. 
 This report should addresspotential utility the issue of theof "incentives, "motivators,"advisory groups" and "farmeras mechanisms to ercourage and facil itateadoption of farmerIarm forestry practice;. 

This report should be circulatedand be the subject to FPID project forestersof a project planning workshoptechnical assistance team and the 
involving the

foresters. 
 The aim of this
 

,11f6 
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workshop would be to increase the forester's knowledge and
 
understanding of the FPD project and SCA's role in the project.
 

Recommendation 3
 

The SCA group should continue to develop the needed analyses

of the baseline data collected to date. However, the SCA group

should not at this time embark on any new baseline studies such
 
as that which is currently being planned for Sind. Rather, the
 
SCA group should devote the lion's share of its attention to
 
working more closely with the technical assistance team on the
 
problem of assisting FPD project foresters to design field
 
operational strategy, models, and activities that will be
 
sociologically sound, that is, effective in helping the FPD
 
project's clientele (small farmers) to adopt farm forestry
 
practices.
 

Given the SCA group's proximity to the FPD project foresters
 
in Punjab, this province would be a logical place for the
 
technical assistance team to begin working with project foresters
 
to design and implement a sociolcgically sound field operational
 
strategy. As project personnel gain experience in this area, the
 
experience can then be shared with FPD project personnel in NWFP
 
and Baluchistan (e.g., by bringing project personnel from these
 
provinces to observe and participate in the design and
 
implementation of field operational strategy in Punjab).
 

1%ecommendat ion 4
 

The technical assistance team should begin to plan the
 
forester and farmer training programs, ensuring that the team
 
Anthropologist and Rural Sociologist play an active role in
 
identifying ways in which SCA baseline data 
can be utilized to
 
define training needs, subject matter and methodology.
 

Pecommendat ion 5 

The technical assistance team's SCA group (Antlhropologist

and Rural Sociologist) should proceed to implement the proposed

women's study, using available short-term consultant time to 
contract a female social scientist to lead the study's field 
work.
 

The information that this study will provide, as well as the 
entree and rapport estiblished with male and female villagers by
SCA field tetims (lemalesociaI scientists) could provide the 
basis ior a major breakthrou(gh in farm forestry in Pakistan, 
i.e., involvement of women in establishing nurseries and planting 
and protecting trees. 
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Recommendation 6
 

The technical assistance team should explore the potential

for the FPD project to collaborate with the farming systems

research component of the Management of Agricultural Research and

Technology (MART) project. There may be, where the two 
projects

are working in 
common tehsils, a significant opportunity to share

data bases (e.g., the SCA baseline studies and farming systems

research data) and plan field activities (e.g., on-farm adaptive

-esearch trials) that are 
of mutual interest and benefit.
 

Recommendation 7 

PFI 
should seize the opportunity to invite the SCA group to

teach the sociology curricula of PFI 
courses. The SCA baseline
 
study experience should be incorporated into this curricula.
 
Further, ways should be explored to develop the ability of PFI

staff, social scientists from the University of Peshawar, 
or
 
Rural Sociologists from Pakistan's agricultural universities, to
 
teach this curricula.
 

Recommendation 8
 

The GOP and USAID/Pakistan should utilize the FPD project as
 
a means of providing one or 
two Pakistanis with professional

training in a forestry-relevant social science such a rural
 
sociology or anthropology. 
 Further, the GOP and USAID/Pakistan

should explore means of 
creating employment opportunities for
 
farm forestry sociologists or Anthropologists within an

appropriate institutional base (e.g., 
PFI and/or a provincial
level research center such as Gatwala).
 

This issue is of sufficient importance to the FPD project

and the future of farm forestry in Pakistan that USAID/Pakistan

should seriously consider the possibility of funding an applied

social science position at PPI for the duration of the life of
 
project. The following is one possible scenario of how this
 
might be developed.
 

I'he applied social 
science position would initially be
 
filled under a defined period contract by a qualified Pakistani

social scientist. This person should minimally hold an 
M.S. in

rural sociology or anthropology, preferably with 
a minor in farm

forestry or social forestry. During the period of this
 
individual 
 contract, he would collaborate with the technical
 
assistance team's Anthropologist and Rural Sociologist 
in

teaching PFI's sociology curricula and in developing a research
project that is supportive of the F'D project's program in NWPP. 
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During the interim, the FPD project should also send one
Pakistani to earn a Ph.D. 
in an applied social science (either
rural sociology or anthropology), 
with a minor in fam forestry.
This individual, 
on completion of his 

to (her) degree, would return
Pakistan to continue the work ot 
developing PFI's appliedsocial science support capability. At this time, the FPD project
could move the M.S.-level person already working at 
PFI to
another position (e.g., a provincial research center such as
Gatwala) 
or send this person for advanced social science
 
training.
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Annex A. 
Scope of Work of Expatriate anthropologist/rural

sociologist in Socio-Cultural Analysis Component of FPD
Project (Source: Project Contract).
 

*Assume primary responsibility for directing and overseeing all

socio- cultural and operational participatory aspects of

technical assistance support to the project.
 

*Oversee and direct the activities of the local socio-cultural
 
analysis team in baseline data collection, design and
 
monitoring.
 

*Provide support and assist in design and implementation of

sociological aspects of forestry research program and 
ensure a
research focus on solving motivational/participatory issues of
direct relevance to the operational field program.
 

*Work with local team and Provincial forestry cadre to identify

effective motivators at the village level and to monitor their

active role in field work.
 

*Identify and help to arrange participation of local

organizations/inst tutions and coordinate with other rural
development institutions to maximize farmer involvement.
 

*Oversee, manage and participate in development of practical

organizational strategies for farmer participation, tree
management, training and benefits distribution.
 

*Work with local 
team to train and direct Pakistani graduate

student in practical field data gathering and analysis.
 

*Organize and implement a special program to 
identify and test

workable landless inhabitant participation strategies amenable
 
to implementation.
 

*Supervise all local sociological field work and ensure its

practical relovance to meeting and achieving project targets in
tree planting and farmers' participation.
 

*Support local farmer training and motivation activities.
 

*Interact with provincial project directors and farm and energy

foresters to 
evolve and test successful participatory

strategies and incentive options.
 

*Plan and organize activities so as to turn over
 
responsibilities to local socio-cultural analyst prior to
 
departure.
 

*Identify a small number of representative villiges for special

baseline data and monitoring evalultion.
 

/
 



*Contribute to PFI curriculum development and supplement short
 
courses and PFI degree teaching capabilities with a practical
social perspective that increases likelihood of field
achievements by participants and graduates.
 



Annex B. 
Scope of Work of Local rural sociologist in Socio-

Cultural Analysis Component of FPD Project (Source:

Project Contract).
 

*Works closely with the expatriate, long-term anthropologist in
 
completing project baseline survey.
 

*Helps to identify individuals who are opinion leaders at the
 
village and tehsil (croup of villages) levels able and willing

to serve as effective farm forestry participation motivators.
 

*Helps to identify local institutions whose participation in
 
the project will be necessary or could contribute to the
 
project's practical and operational field success.
 

*Assists in developing effective organizational strategies at
 
the local level for involving farmers and local leaders in the

design and oversight of the farm forestry field activities.
 

*Conducts a short program to train Pakistani graduate students
 
to conduct the necessary field work in support of baseline
 
surveys.
 

*Supervises and directs Pakistani graduate students involved in
 
baseline survey field work.
 

*Compiles and interprets field work results.
 

*Prepares baseline socio-cultural profiles for each project
 
locale.
 

*Contributes to developing and recommending organizational

strategies for involving farmers in the design and oversight of

the project's field operational activities.
 

*Helps to examine the need for incentives to encourage local
 
participation in the project's activities and recommends an
 
appropriate incentive strategy.
 

*Participates periodically in review of the strategies employed

in project implementation to determine which projects are
working mc-t successfully and recommends modifications in
 
approach where necessary.
 

*Contributes to efforts to develop and recommend additional
 
project strategies to provide for participation and benefits of
the landless and for women within locally acceptable religious

and cultural norms.
 



Annex C. 
Scope of Work of Expatriate anthropologist in Socio-
Cultural Analysis Component of FPD Project (Adapted

from Annex A).
 

Institutional and Manpower Development
 

*Plan and organize activities 
so as to turn over

responsibilities to 
local socio-cultural analyst prior to

departure.
 

*Contribute to PFI curriculum development and supplement short
 courses and PFI degree teaching capabilities with a practical
social perspective that increases likelihood of field
achievements by participants and graduates.
 

Farm. and Energy Forestry Research
 

*Provide support and assist in design and implementation of
sociological aspects of forestry research program and ensure a
research focus on solving motivational/participatory issues of
direct relevance to the operational field program.
 
*Oversee and direct the activities of the local socio-cultural
 
analysis team in baseline data collection, design and
 
monitoring.
 

*Work with local 
team to train and direct Pakistani graduate

students in practical field data gathering and analysis.
 
*Supervise all local sociological field work and ensure 
its
practical relevance to meeting and achieving project targets in
tree planting and farmers' participation.
 

*Identify a small number of representative villages for special

baseline data and monitoring evaluation.
 

Field Operational Activities
 

*Assume primary responsibility for directing and overseeing all
socio-cultural and operational participatory aspects of
technical assistance to the project.
 
*Interact with provincial project directors and farm and energy
foresters to evolve and test successful participatory

strategies and incentive options.
 

*Oversee, manage and participate in development of practical

organizational strategies ±or farmer participation, tree
management, training and benefits distribution.
 



*Identify and help to arrange participation of local
organizations/institutions and coordinate with other rural
development institutions to maximize farmer involvement.
 
*Work with local team and Provincial forestry cadre to identify
effective motivators at the village level and to monitor their

active role in field work.
 
*Support local 
farmer training and motivation activities.
 
*Organize and implement a special program to 
identify and test
workable landless inhabitant participation strategies amenable
to implementation.
 



Annex D. 
Scope of Work of Local rural sociologist in Socio-

Cultural Analysis Component of FPD Project (Adapted

from Annex B).
 

Farm and Energy Forestry Research
 

*Works closely with the expatriate, long-term anthropologist in
 
completing project baseline survey.
 

*Supervises and directs Pakistani graduate students involved in
 
baseline survey field work.
 

*Conducts a short program to train Pakistani graduate students
 
to conduct the necessary field work in support of baseline
 
surveys.
 

*Compiles and interprets field work results.
 

*Prepares baseline socio-cultural profiles for each project
 
locale.
 

Field Operational Activities
 

*Helps to identify local institutions whose participation in
 
the project will be necessary or could contribute to the
 
project's practical and operational field success.
 

*Contributes to developing and recommending organizational
 
strategies for involving farmers in the design and oversight of

the project's field operational activities.
 

*Assists in developing effective organizational strategies at
 
the local level for involving farmers and local leaders in the

design and oversight of the 
farm forestry field activities.
 

*Helps to examine the need for incer-ives to encourage local
 
participation in the project's activities and recommends an
 
appropriate incentive strategy.
 

*Helps to identify individuals who are opinion leaders at the
 
village and tehsil (group of villages) levels able and willing

to serve as effective farm forestry participation motivators.
 

*Participates periodically 
in review of the strategies employed

in project implementation to c termine which projects are
 
working most successfully and ecommends modifications in
 
approach where necessary.
 



*Contributes to efforts to develop and recommend additional
project strategies to provide for participation and benefits of
the landless and for women within locally acceptable religious
and cultural norms.
 

ri 



Annex E. 	 Flow of Socio-Cultural Analysis Activities and Outputs
 
in Forestry Planning and Developi.ent Project (Source:
 
TAT Anthropologist).
 

I. Field 	Research (#1-5 Completed)
 

1. Rapid 	Rural Appraisal 925 tehsils).
 
2. 	 Village Census (119 villages).
 
3. 	 Farmer Census (59 villages, 1,150 farm households). 
4. 	 Farmer In-Depth Interviews (41 villages, 600 farm
 

households).
 
5. 	Village In-Depth Interviews (41 villages).
 
6. 	 Farmer daily Records (13 villages, 13 households).
 

II. Data 	Analysis (Partially Completed)
 

III. 	 Data Write-Up (Partially Completed)
 

1. 	Village Reports (119 Ist series, 59 2nd series).
 
Circulation: district, province.
 

2. 	 District Reports 11 Ist series, 11 2nd series).
 
Circulation: district, province.
 

3. 	 Provincial Reports (3 1st series, 3 2nd series, 3rd
 
series proposed).
 
Circulation: district, province, federal, PFI, USAID.
 

4. 	 National Reports (1 1st series, 2nd series proposed).
 
Circulation: province, federal, PFI, USAID.
 

5. 	 Farmer/Outreach Reports (proposed).
 
Circulation: farmers (also district, province,
 
federal, USAID).
 

IV. 	Utilization of Data (Partially in Progress)
 

1. 	 By Farmers, for (Proposed):
 
i. 	 Biological characteristics, economic uses different
 

tree species.
 
ii. 	 Procedures for effectively soliciting services of
 

Forest Department.
 
2. 	 By District Level FD, for (In Progress):
 

i. 	Selection of interested villages, farmers, nursery
 
operator:;, motivators.
 

ii. Selection of species, planting patterns, and
 
planting times appropriate for farmers.
 

3. By Provincial Level FD, for (Partially in Progress):
 
i. 	Support for and clarification of project focus
 

on household needs of small farmers.
 
ii. 	 Identification and elimination of constraints on
 

farmers' participation in farm forestry.
 
iii. 	 Identification and satisfaction of farmer needs and
 

preferences (as regards farm forestry).
 



iv. Identification and utilization of traditional
 
farmer knowledge and practices regarding farm
 
forestry.


V. 	 Design of appropriate outreach strategies for
 
assisting small farmers to develop farm forestry.


vi. 	 Design of appropriate monitoring and evaluation
 
techniques for ensuring focus 
on project's true
 
goals and clientele.
 

4. 	 By Federal Level FD, for (Partially in Progress):

i. 	Support for and clarification of project focus
 

on household needs of small 
farmers.
 
ii. 	 Design of appropriate monitoring and evaluation
 

techniques for ensuring focus 
on project's true
 
goals and clientele.
 

iii. 	 Identifying the clientele and goals of a national
 
forestry extension service.
 

iv. 	 Identifying the changes required in 
FD reward
 
structure by shift from 
forestry on state lands
 
to forestry on small private lands.
 

5. 	 By PFI, for (Partially in Progress):

i. 	Redesign of rural sociological component in
 

teaching.
 
ii. 	 Development of capacity to carry out 
rural
 

sociological 
research relevant to the
 
implementation of forestry programs on 
private
 
as well as public lands.
 

6. 	 By USAID, for (In Progress):

i. 	 Support for and clarification of project focus
 

on household needs of small farmers.
 
ii. 	 Explanation of project to other USAID/US/GOP
 

offices.
 
7. 	 By TAT, for (Partially in Progress):
 

i. 	 COP - in formulating policy.

ii. 	 Training advisor - developing training materials
 

to enable FD staff to better communicate with small
 
farmers, identify their needs and constraints, and
 
then 	provide the appropriate services.
 

iii. 	 Research advisor - designing on-farm research to
 
overcome constraints on 
farm forestry as identified
 
by the farmers themselves.
 

/V 



Annex F. 
Activities and Output of Socio-Cultural Component of
Forestry Planning and Development Project (compiled by
FPD Project Evaluation Team Development Specialist).
 

The following list does not 
include reference to the excellent
field trip notes prepared by the FPD Project Anthropologist and

Rural Sociologist.
 

I. Institutional and Manpower Development

A. Office of Inspector-General of Forests 
(O/IGF)
1. 
 In-service training of Pakistani Rural Sociologist
2. Pre-service training of eight field workers 
(four
two-person field teams) hired by TAT to collect
 

baseline data
B. 
 Office of Provincial Chief Conservator of Forests
 
(O/CCF)

1. Participation of 
forestry officers as 
baseline
study field teams contacted district/


tehsil/village-level officials and farmers
2. Participation of 
forestry ofticers in 
FPD

Implementation Workshops


C. Pakistan Forest Institute
 
1. Development of Curriculum
 

a. 
 Syllabus for Sociology, Public Administration
 
and Extension: 
 Part I Sociology, B.Sc. Level,

PFI, 3/87)

b. Syllabus for Sociology, Public Administration
 
and Extension: 
 Part I Sociology, M.Sc. Level,

PFI 4/87)
 

c. Syllabus for Rural Sociology, M.Sc. Level,
 
5/87)


2. Participation 
in Teaching of Sociology, Piblic
Administration and Extension: 
 Part I Sociology,
 

II. Farm and Energy Forestry Research
 
A. Socio-Cultural Research as 
Input to Agroforestry
Research Memo Re: 
 Farmer-Related Projact Research
 

(7/13/87)

B. Socio-Cultural Research as 
Input 
to Field Operation
 

Activities
 
1. Overview of Research Phases
 

a. Phase I
 
(1) Village Census 
(2) Farmer Census
 

b. Phase II
 
(1) 
Farmer In-Depth Interview
 
(2) Women's Baseline Study

(3) Foresters Baseline Study
 
(4) Topical Studies
 

c. Phase III 
(Daily Record Keeping)

d. Phase IV (Monitoring and Evaluation)
 



2. Proposals
 
a. 
 FPD Baseline Studies--working Paper (n.d.)
b. 
 Baseline Studies Field Assistants (Task Order
 

no. WI-03) (9/1/86)
C. Prcposal 
for Consultancy by Anthropologist to
Carry Out 
a Women's Study (6/4/86)
 
3. Methodology


a. 
Outline of Field Methods--Baseline Study, Phase
 
I, (9/13/86)


b. 
 Field Researchers' Orientzition--Baseline Study,

Phase I (Schedules I & 2) (9/12/86)
C. 
 Field Researchers' Guide--Baseline Study, Phase
I (guideline on use 
of interview schedules)

(n.d.)


d. Interview Schedules for Baseline Studies
 
(a) ;1: Ad Hoc Data (Phase I)(b) -2: Village Census 
(Phase 1)
(c) #3: 
 Farmer Census (Phase I)
(d) #4: 
 Farmer In-Depth Interview (Phase II)
(e) 95a: 
 Village Interview: 
 Maolvi (Phase I)
Village Interview:
(f) #5b: Group (Phase I)
(g) _-6: Farm Household Daily Record 
(Phase
 

III)
4. 
Utilization of Socio-Cultural 
Research in Design,
Implementation, and Evaluation of Field operational

Activities 
(see III below).
 

II. Field Operational Activities

A. Distrihution of Interim Reports to 
O/PCCF (by province)


1. Site Selection
 
a. List of Village Survey Sites 
b. List of Farmer Survey Sites
c. .ist of Farmer In-Depth Interview Sites
 

2. Field Reports
 
a. Provincial 
Level: Statistical Summary of
Village Profiles, Baseline Study, Phase I
(e.g., a sample of 
32 villages in NWFP)
b. District Level: Statistical Summary of Village
Profiles, Baseline Study, Phase I (e.g.sample of , anine villages in D.I. 
Khan District,


NWFP)
c. Village Level: Village Profile, Basel ineStudy, Phase (e.g. ,I Zarkan i Vi .1age, FulachTehsil , D. I. Khan District, NWFP,)
d. Farmer Interest in FPD e. District. Level]: Farmer Interest inParticj)atinq in FIN), Di,;trct- (e.g., D.I. 

Khan)
f. Vi1lare Level: Ba;e line 1;tutdy FarmersInterested in Participating in FPD (e.g., SagguShumali Vii lage, D. I . Khan Tehsil, D.I. Khan 

District)
 



B. 	 In-Depth Technical Reports
 
1. 	 Punjab
 

a. 	 Farmer Interest in Planting Trees and Operating
 
Nurseries/The Punjab: Provincial Report
 
(5/6/87)
 

b. 	 Farm Interest in Planting Trees and Operating

Nurseries/The Punjab: Village and District 
Reports (5/6/87)
 

2. 	The NWFP
 
a. 	 Farmer Interest in Planting Trees and Operating
 

Nurseries/The NWFP: Provincial Report (6/6/87)
 
b. 	 Farmer Interest in Planting 'Frees and Operating 

Nurseries/The NWFP: Village and District 
Reports (6/6/87) 

3. 	 Baluchistan 
a. 	 Farmer Interest in Planting Trees and Operating 

Nurseries/Ba luch istan: Provinc ial Report 
(7/6/87)
 

b. 	 Farmer Interest: in Planting Trees and Operating
Nurseries/Baluchistan: Village Reports 
(7/6/87)
 

4. 	 Determinants of Interest in Farm Forestry/National 
Report (draft) (7/22/87)

C. 	 Utilizing SCC Research for rmplementation of Field 
Operational Activities.
 
1. 	 Forester-Farmer Relationships: A Working Paper, 

prepared for FPD project Implementation Workshop I, 
May 3-4, 1986, Quetta. Note the following 
appendices to this paper:
 
a. 	 #3: Memorandum of Understanding between the 

Baluchistan Forestry Department and the Farmer 
(example)
 

b. 	 #4: Memoranduin of Understanding between the 
NWFP Forestry Department and Farmers Permitting 
FPD Experiments on Their Land (example) 

c. 	 #5-7: Checklists (examples) 
(1) 	 45: Checklist for Initial Forester-Farmer
 

Contact (example)
 
(2) 	 #6: Checklist at Planting Time (example) 
(3) 	 #7: Checklist for Each Follnw-Up Contact
 

(example) 
d. 	 #8: Statistical Monitoring of F1ND Using Data 

Gathered by Foresters (illistrative examples): 
(1) 	Survival Ratio of Treos alter One Year 

Compared with Land Planted by FPD is 
cultivated by land owner or tenant 

(2) 	 Su rviva1 Ration of s.eedl inqs aifter one 
year Compared with Number of Seedlings 
provided per Farmer 

(3) 	 Survival Patio of Seedlings after One year 
Compared with Number of Forester-Farmer 
Visits Per Year
 



2. 
Baseline Study Villages (maps indicating location
 
of villages in each district: maps identify type

of interview conducted in each village and type of
information available for each village) (n.d.)
3. 	Analysis of Nursery Nueds Per 1000 Households:
 
Analysis of Maximum Seedling Transport Distances:
List of 
Farmers Interested In Establishing Project

Nurseries (n.d.)


4. 	Guidelines for Implementation of the FPD Field

Operations: Public Relations, Project

Implementation, and Special 
Issues (11/28/86).
5. 	Workshop Papers; e.g., 
M.P. Dove, "Social Forestry

and Live: tock Systems: Part 1--Traditional Use of
Tree Fodder," 
presented at the NARC-Livestock in

Farming Systems Workshop, April 8-15, 1987,

Islamabad.
 



--- --------------------------------------------

----- -------------------------------------------

Annex G
 

MEMO
 

8/8/87 

To: K. Byrnes, Evaluation Team Sociologist
 

From: M. k. 
Dove, Project Anthropologist
 

Re: Degree of Farmer interest in Punjab.
 

(1) bFO (M&E) Afzal Chaudhry reports that only 10 percent of the
 
farmers that they contact are interested in participating in
 
planting trees under the FPD project, whereas 
our surveys show an

interest rate of 54 percent for the Punjab. 
 This difference is

due to that ask ifthe fact we farmers they are interested in
farm torestry--with no minimum amount of trees or land to be
planted--whereas the Punjab team is essentially asking if they 
are interested in commercial forestry--with high minimum amounts 
of trees and land involved. Most farmers are interested in farm 
forestry, but most are -not interested in commercial forestry-
hence the difference in the reported rates of interest.
 

(2) The emphasis of the Punjab team on larger, plantings than most 
farmers desire is evident from the 
following data on the first
 
farmers to 
be given trees in thrce of the Punjab's project

districts. The number of thattrees the Punjab team gave out was 
consistently higher than the number cof 
trees requested by the
 
average farmer: 

Number of Trees 
Requested Given by
 
by Farmers Forest Dept.
 

< 100 trees 57 hh (37%) 2 hh (8%)
100-999 trees 83 hh (54%) (40%)
10 hh 


1000-2000 trees 10 hh (6%) 
 12 hh (48%)
 
> 2000 trees 4 hh (3%) 1 hh 
(4%)
 

T tal: 154 hh (100%) 25 hh (100%) 

n = 179 fa.rm households interested in planting trees or 
a1ready havin; planted trees. 

X2 31 .7, 11 . 001. 

(3) The emphai;j. of the Punjab team on larger number of trees
and amount:; of. land is evident from the following summary of its 
field contacts: 

A 



-- ---------------------------------------------------

--- ----------------------------------------------------

Amount of 
 No. of Trees
 
Land Owned Requested/Given
 

All Farm Households 16 Acres --

All hh wanting trees 
 22 Acres 319 requested

All hh given trees 34 Acres 
 968 given
 

(4) The fact that :he Punjab team is giving out more than three

t4mes as many trees as 
the average household is requesting in
 
- 2se districts largely explairs the reported 90 percent

rejection rate. Refocusing their field activities on the
 
household needs of 
the small farmer would ±mmediately raise this
 
rate to the 54 percent that we report. After one successful
 
season, moreover, we expect that demonstration effects would
 
raise this rate to near 100 percent. While there is no evidence
 
to suggest that most of Pakistan's farmers are interested in
 
raising block plantations of trees for the market, there is
 
excellent evidence to suggest that most of 
them are interested in

planting small numbers of multi-purpose trees to meet their
 
household needs for fuel, fodder, timber and cash.
 

(5) The emphasis of the2 Punjab field team on large tree
 
plantings on large farms is not accidental. It is not the result
 
of poor field methods or lack of information (consequently it

will not be remedied solely by focusing on their methods of data
 
collection). 
 It is a function of the traditional social,

political and economic character of relations between the Forest
 
Department and the rural public. 
This emphasis is congenial to

the field officers' current pattern cf work and reward. 
It is
 
unlikely to be changed, therefore, without support and indeed
 
arm-twisting from the highest le 
els of administration.
 

cc: H. E. Ostmark
 
A. L. Merkel
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