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ABSTRACT

tl. ypaiumon Abiract IN~ nt o-cW the sm mro-NMI

On Apr1l 1, I87, A. I .D. iut;horized tht Agricultural Sector
Support Project, to provide reSour,:es to support increased
a,jr-uItura1 productivity in selected areas, of Afghanistan (from
a base in Peshawar, Pakistan) and to support the growth of
institutional mechan,.sms to vse the resources provided under the
project. The purpose of this evaluation was to do an assessment
of the ongoing project and its technical assistance (provided by
Volunteers in Technical Assistance, VITA) with the objective of
identlfying possible improvements/modifications leading to a
redesign to meet the changing needs inside Afghanistan.

The assessment was conduci-ad 1,y a contract team of five
technical specialists (team leader, senior agriculturalist,
agronomist, civil engineer, anthropologist) with experience in
Afghanistan and Pakistan. The team found that the project had
made remar':able achievements in a short time. It is the only
siginificant cross-border program in agriculture and rural
develoapnnt. It has a strong Afghan character. Institutions and
systems have been developed to rehabilitate small-scale
irrigation sy-rtcms, and farm-to-market roads. The implementing
contractor has given advice to private voluntary organizations
(PVO) and hai rollaborated in the field with some of them. A
small but highly successful experimental activity has been
developed to distribute agricuitural equipment through tne
private sector. The project has been somewhat less successful in
developing ,r c,rar',izE- agricultural assistance program than it
hag in implementing rural works types of rehabilitation
activities. Def.irition of, and planning for, agricultural field
testing operations was somewhat hampered in that VITA has limited
technical depth in its U.S.-based office on which the field
office can call for assistance. Home-office problems with
financial and administrative management have at times slowed
field activities.

The team recommended that follow-on activities should build
on the successes achieved: (a) the cross-border rural development
and agriculture component should continue to be implemented by
VITA, and (b) the commercial channels subcomponent should be
redefined as the Private Sector Agribusiness (PSA) component and
should get a substantially increased volume of critical
agricultural inputs and supplies into Afghanistan from Pakistan.
This component should be implemented through a new contract.

~COSTS
I. Evlluation Costs

I. Evakistlon Team Contract Numbmr OR Conlract Cost ON

Name AlMliton TOY Person Days . TOY Cost U.S. S Smkroe of Foi
Leon F. Hesser Ronco Consulting Corp. ANE-0200--C-00- $150,000 Project #
Richard Newberg Ronco Consulting Corp. 8067-00 306-0200
Tom Barfield' Deveres, Inc.
Herb Springer Deveres, Inc.
Blair Allen Deveres, Inc.

2. Mitsion/lIce Professlonal Sllt 3, BorroweriOrenlee Prolesslonal

Person-Daye (Eillmale)_ Sll Person-Days (Esilmale)
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A.D. EVALUATION SUMMARY - PART I
SUMMARY _______________

J. Svmnmary of Evaluation Findlngo. Conclusions and Recommendatlons (Try not to exceed the three (3) pages proMed)
Address the following Iems:

* Purpose of evaluation and methodology used • Principal recommendations
* Purpose of aotlvity(les) evaluated 9 Lessons learned
* Findings and concluslons (relitd to questlons)

Msle0,n of Office: Date This Summery Prepared: Title And Dael Of Full iveluatlon Report:
Rep, Afghanista February 22, 1989 ASSESSMENT OF THE AGRICULTURAL SECTOR

,SUPPORT PROJECT November 30, 1988

Pur~pose of the Pro1.e(Aciviy).

1. To provide resources to support increased agricultural
productivity in selected areas of Afghanistan (from a base
in Peshawar, Pakistan); and

2. To support the growth of institutional mechanisms to use
the resources provided under the project.

Purpo _of_he Evaluation and Methodology Used

The purpose of this evaluation was to do an assessment o'
the ongoing project and its technical assistance (provided by
Volunteers in Technical Assistance, VITA) with the objective of
identifying possible improvements/modifications leading to a
redesign to meet the changing needs inside Afghanistan.

The assessment was conducted over about a three-week
period, mostly in Peshawar, Pakistan, by a contract team of five
technical specialists (team leader, senior agriculturist,
agronomist, civil engineer, anthropologist) with experience in
Afghanistan and Pakistan. The team reviewed background documents
for the project; discussed witn VITA staff the prbject's history,
problems encountered, accomplishments, and issues; discussed with
representatives of other organizations which have interfaced with
the project their relationships, problems, and benefits from the
project; discussed with representatives of the Government of
Pakistan and agribusinesses in Pakistan their interest in and
possible cooperation in an expanded effort from Pakistan to
assist agriculture in Afghanistan via this project during the
next three years; and briefed the Office of the A.I.D.
Representative for Afghanistan (in the U.S. Embassy in Islamabad)
on tMe findings and conclusions. (Following the assessment, the
contract team assisted with redesign of the project and drafting
of and Amended Activity Approval Memorandum (AAM).

Findi nqs and Conclusions

The project has made remarkable achievements in a short
time. It is the only significant cross-border program in
agriculture and rural development. It has a strong Afghan
character. Institutions and systems have been developed to
rehabilitate small-scale irrigation systems and farm-to-market
roads. The implementing contractor has given advice to private
voluntary organizations (PVO) and has collaborated in the field
with some of them. A small but highly successful experimental



.UM A R Y (ContInutd|

activity has been developed to distribute agricultural equipment
through the private sector. This equipment was procured largely
from manufacturers in Pakistan and sold in Afghanistan by private
entrepeneurs.

The project has been somewhat less successful in d.veloping
an organized agricultural assistance program than it has inimplementing rural works types of rehabilitation activities. To
a large extent, this is because about one year was iost, through
no fault of the project managers, in attempting without success
to work through the Agricultural Council of the seven-party
Alliance. Once the Council collapsed, the project began to doagricuLtural work through a new vehicle--the field-structure of
the Rural Works Division's Area Development Schemes. Only then
was much accomplished in agricultiure, per se.

Definition of, and planning for, agricultural field testing
operations was somewhat *hampered in that VITA has limited
technical depth in its U.S.-based office on which the field
office can call for assistance. Home-office problems withfinancial and administrative management have at times slowed
field activities.

Principal Recommendations

Follow-on activities should build on the considerable and
solid record of success already achieved:

1. The cross-border rural development and agriculture
component should be continued. The name of the rural
works/rehabilitation activities should be changed to Agricultural
Rehabilitation Schemes (ARS), to portray more accurately the
purpose and functions of the component.

2. As conditions permit, the number of ARS should be increased
from the existing 12 to about 15 and possibly more if conditions
inside Afghanistan permit.

3. As security conditions permit, the locations of some of theARS should shift somewhat, to the most agriculturally productive
areas, to areas in which shuras or other local community
organizations exist or are likely to become functional, and to
areas which will provide the greatest economical impact.

(continued on summary page)
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4. The main ob5Lctive of the ARS teams should be to solve
problems .that have arisen due to events of the war; namely:

o Damage to community-owned, small-scale irrigation
schemes;

o Damage to rural roads and bridges;

o Loss of draft power due to approximately half of the
pre-war numbers of oxen having been killed;

o Growth of grass, weeds, and shrubs on land that has
been left untilled for several years, making it very
difficult to till with traditional tools and methods;
and

" Deterioration of seed varieties and vegetative planting
materials.

5. Enough flexibility should be included in this component sothat in special cases, whether they be additional problems orpotentially high pay-off opportunities, other activities can be.carried out, with approval of project managers and O/AID/Rep.

6. To focus on those problems, each ARS team should bestructured, under leadership of a team director, into two groups:

o One for infrastructure rehabilitation (irrigation
systems, roads, and bridges); and

0 One for increasing agriculture and production through
the testing and demonstration of agricultural
production technology and providing other types of
assistance.

7. Three new T.A. positions need to be added to the Peshawar
activities (i.e. Agricu'lture Administrator, Agronomist and aCivil Engineer). These positions will be approved outside the
VITA contract.

8. The commercial channels subcomponent should be redefined asthe Private Sector Agribusinesb (PSA) component, and shouldfunction as the mechanism for getting a substantially increased
volume of critical agricultural inputs and supplies intoAfghanistan from Pakistan. This activity should be conducted tothe extent possible through private-sector traders, dealers, andbusinesses, although non-market channels might be used in special
situations.

9. A Monitoring, Analysis and Planning component should becreated with the objective of strengthening the functions ofplanning, monitoring, evaluation, and analysis of project
activities.

(continued next page)
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S U M M A R Y(Continued)

10. Because of the enlarged scope of the commercial channels, PSA cormponent,and the specialized nature of this and the monitoring and analysis activities,a new contractor(s) with experience and competence in commodity importprocedures, in private-sector agribusiness management, and in monitoring,evaluation, and analysis should be selected to implement these two components.

Lessons Learned

Much can be accomplished in rural infrastructure rehabilitation, despitethe existence of war-like conditions, through a dedicated and largely
Afghan staff.

Private commercial channels continue to operate between Pakistan andAfghanistan and have been shown to be an effective means for deliveringagricultural equipment to Afghan farmers. These channels can be usedto increase delivery of agricultural and construction inputs and
equipment to Afghanistan.

Area Development Schemes are an effective framework for undertakingagricultural and infrastructural rehabilitation activities in specific
and limited geographic areas.

Programs for agriculture rehabilitation in Afghanistan cannot focussolely on the traditional food deficit areas where most refugees arelikely to return. Programs must consider Afghan agriculture as awhole and strive to increase overall agricultural production, especiallyareas with the highest agricultural potential.

Because of the complexity of this program it has been recommended thatthere be only one prime contractor. This, if accepted, would requirethe consolidation of the present VITA contract responsibilities withthe new ASSP sub-project'contractor at the end of the VITA contract,
March 31, 1990.
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UNITED STATES GOVERNMENT

memorandum
OATE: October 17, 1989

REPLY TO Ofc
A7TNOF; Curt Wol ey Program officer

SUBJECT: Project Evaluation Summary: Agriculture Sector Support
Pcoject (306-0204)

TO: Diane Ponasik ANE/DP/E

Attached please find the subject PES. The document was finalized in
February 1989 by Assistant Project Officer Andrew Rude, but due to a
mix-up it ended up in the project filing system rather than being
circulated for signature and forwarding to AID/Washington at that
time. We regret the error and the resulting delay.

It stands to reason that a number of important events arising out of
the subject evaluation have taken place since then:

1. The amended AAM for the ASSP was finalized and approved in
February, 1989, increasing the authorized funding level from $6
million to $60 million and extending the planned life of the project
through December 1992. The AAM Amendment divided the ASSP into three
components: Agriculture and Rural Rehabilitation (now contracted to
VITA), Private Sector Agribusiness, (PSA) and Mapping, Analysis, and
Planning (MAP). The RFP was issued in April 1989 and the contract
was awarded in August 1989 to Development Alternatives, Inc. for the
Private Sector Agribusiness and the Mapping, Analysis, and Planning
Components of the ASSP. The contractor for the Agriculture and Rural
Rehabilitation Componient has actively cooperated with the new PSA and
MAP contractor as needed.

2. The number of Agriculture Rehabilitation Schemes (ARS) has been
increased to 16, including a recently started ARS in the Helmand
Valley, an area of high agriculture potential. The project has
continued to help restore agricultural productivity through
infrastructure rehabilitation efforts at these 16 ARS sites. To
date, the project has received 30,154 requests for assistance, of
which rehabilitation efforts on 549 karezes and other irrigation
schemes, five roads and five bridges have been completed. Alsc
completed was the rehabilitation of a 150 km road in Paktia Province.

3. The project has provided irrigation for approximately 108,000
acres of land and has increased farmers' ability to receive inputs
and market agriculture products through improvements in roads.
Through this project we have also tested and introduced agricultural
machinery (threshers and rice huskers) into the ARSs.

OPTIONAL FORqM NO. 10
(REV. I-")
GSA PPMR (41 Crl) 101-1I.6
9010-114*GPO : 19 5 0 - 461-275 (413)



4. Furthermore, ASSP has introduced 185 MT of high-yielding wheatseed, including 35 MT of seed procured from Turkey ror higheraltitudes, plus close to 500 MT of fertilizer for a seed
multiplication program. ASS? is currently in the process of
purchasing 9,000 MT of fertilizer to sell through shuras at ARSsites. The project has also established two fruit tree nurseries inPakistan for improved horticulture stock and has introduced 2,850fruit tree seedlings to begin fruit tree nurseries in 7 provinces inAfghanistan. In addition, the project has supplied 551,000 rootcuttings of poplar and mulberry trees as part of an afforestation
program and contracted with Afghan farmers to grow ty;o millionseedlings for afforestation/reforestation. The project is in theprocess of purchasing 150,000 apple tree seedlings from off-shore to
introduce in four provinces in Afghanistan.

5. Finally, eleven staff training programs for project staff inengineering, agriculture extension, tractor and thresher operation,
horticultural grafting, ARS management, report writing and
administration were conducted.

Attachments a/s


