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A -ca round-and Rationale

Prior to the December 1979 Soviet invasion, Afghanistan was one
of the ten poorest nations in the world. Ncw, after fnear ly ten years of
war, the country. iseven more desperately poor. At least one million
people hEve died as a result of fighting, disease, and malnutrition.
tetween !our and five million Afghans are'now in refugee camps in both

Pakistan and Iran and the numbers of internally displaced Afghans is
estimated at 1.5 million.

Agcricultulre was and continues to be the dominant sector in the Afghan
ecoromy. Agricultural growth was achieved prior to the War despite a
hostile landscape, a series of constraints (e.g., water scarcity) and a
relat'ively small amount of arablei land. In-areas where agriculture was
possible, over exploitation of small plots by poor farmers who could not
afford natural or artificial fertilizers exacerbated natural soil
deficiencies, This was especially true in the south and southeast, where
itaple grain production continual ly fell short of demand and imports from
the surplus production areas in the Louthwest. and north were required.
The wurpius areas (traditionaily ]ocated around He1mand K lunduz and

benefited from plentiful rainfall and/or available and
f.na.t.in:n.r. irrigation systems. Increased production in these surpIlus
-r-,y led ic th short--lived period of national grain self-sufficiency in
the i70s,

Ten years of intense internal conflict has had a devastatirng effect on
-the Af,har. ecoromy and on agricut. lure in particular. Destruct:i.on of field
Crup-: indciwriminate aerial distribution of anti-personnel mines,,
o''vernmrnt-lied asaaul ts and reprisals on -vil.agem believed to havc .
supported the Mujahideen have led -to the depopulation of Jar. ..
agtiwioltur.i areas., especially in the southeast and east, damage to ey
trayw,' t.: and ir rigation i n frastructure 6nd major declines in .tap"e and
expo:rt cr op0 p"oductlion.

M he rationo, le for this ameided Agri:uitural Sector Support P'roject
(AAEf .) is hat the provision o , aE sLance will he-l ensure that
cc.ditl on. inside Afghan;istan are such that the exiting and returning
pcp.loti-n.- are able to sustain themselves in the near term. Agr icul ture
inu its E iate d activities, will continue to bp the p'imary liv.l- o iod for
.he- m:,orvL y of Afghans for th foIe-see.ble u.ture. However, ..ten..v,
daway to' thy rural agricui tur~l. inr'rastructA-e,' unavaiiability cui
....-f.i.c.en t mounts and type-i- of agricultural inputs at appropriat -
intervals, and damage to and lack of maintenance of roads and irigattion
schemes have left this sector in. ooor conditio~n to sustain the needs of.severai million returi n g Afghans. Therefore, the Project has identified
a. strateg. that will facilitate the sustainability of war-affected Afghans
(both rel'upees and internally disp] aced); through increased gricuitural.

-production.

ihe FP-rujet will follow a strategy of agricultural rehabilitation of
veleot~.d Eruan. 7hp Project will* focus on the rehabilitation of
apr3culi ~rM2 inrfrbstructure andi restoration ol agricu~ltu~ral production
V hr ouon nh lwtlenen tation of three cornporcents which are. brief lydcerscribed

b-cJ wr
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...... ..... ..... ,eoSupport project WiSSp) is being omosed d to
rl a. Prcuealt Assistance Completion Date (AR) eantesion from March
1, i WO iain ecember 51s ndi his extansion il required in order toy

.- pand the raCoth and depth of Project co, po"ents. In ddition, the
aile- uepr o ct funding level will be s ncreased from the currents $6to

Killioi to WO pi llion The empanded Project will be composed of threon
tcomFppwne to

us Q ragLlturilt Rehabilitation Schees (,RS) and infrastructure
rehabiitationw will serve individual farms and small groups of informally
organized jarmers with rehabilitation services, production inpu-ts and
mT arketing outlets for production which is in encess of family consumption
needs. This component will also be dedicate1 to providing assistance in
reha bilitation of small-scale community or group-owned, managed and
jointly used agricL~tLural]y-related facilities. Irrigation. schemes,
uspeciolly lower level elements (minor canals, outlets, ditches, karpes)
ruLral roads, bridges, and possibly community marketsing facilities wi.t bn
of priwar>' interest to the Froject.

" I " ivte: , .. , i.b - i.r ._:,;,. pcomponent will primarily serve
... " ;1.1. f rms. and small groups ol i-nformally crga izd farmers w-,
.roduton inputs, services and MarIt i utlets for produce in etces!s of
f.m..ly c.nsumption needs. "his. component will operated primar.tly..

t r -u~i tnc_- Px!iting private sector agribusines~s sector in Afg hanris.tan 'and
Fahsta, dawig heavily on powds andc suppl ies availtable on thv market inl

"Il I ~ Lit !(.. ~ AnnAys~ in: wl:ni c omponen~t Wi, I scrve as a
mark~et:~re.. and analysis wytEOm ensen ial in the monitoring Wf
Prwipat propcrompf.. A Mnaqec:.nt In~ornati cm Syutem yjj 1 systemntical lv

a--s. lE and a miyz, information' frmr all sources focu.i.ing on the•.-muritc :riiq c.f pri~ws, of: ag-dcultu.ral, inpits:..=

in:itially, th MRS, com-cent :il b ccnt.in.d Urder- the direction of
W-. ukrm teur s in lechrical AEs .ta .c e J IA), the current contracitor. -ITiA
W ,.CCLul ily deveJ.opo and managd the ARS component a:,d wi11 continue
to iWipi emaint it uantil their contract e xpiren in w'arly IYO. Thu".
.managemen Land tec-hnical suppcrt f or the Privat e Sector Agribusiie:ss and
iMon itori rng, On*uaiyeiu aid Plar:ning components will ,o prnivided by a ne;W
U. S . private sctor cor;tractoi to b, coimhpeti :ively so.fected. AL the
M iissi c: ' s optorn, it may emend thcp new primc' contract to add the *wok of':
the ARB conpoqrnt' whon V.rA' ,contrac:t expires.

4- '' : < A' .. .'v



Agricultuira Rehabiitation Scemes 4,500 4, 4,00

Private. ector Agribsine12,500.,,, ±1400 38. c00C
Co"nt7i€, ±ngerncy/inrfl1atior, -2,QQ ': "  :

TOT A L 16,00 . 18 qo 20 00. C..

,I This buddgat is a dditionail to the $6 miior provided in FY 87 andi FY 8
under the originai ProjeCt Authorization.

D~. Issu es "-...".. .. - ; ;

D m'. " ). i" n'g t h tp; r e d e s "ri e flTo l t , s e vu r ai l . q u e s t i n a /i n n us! ! : w e r e -71d e nti f j'e ui ... .:

Thlese are o.mcw.-sud below. 01i .these aisue riaisC e adressed i the

-Q A Hou oes this Ptojec .iuatify the prvision of reso2-ces.
toarea: otcr i- tlhn "ihose associad wn.,h tha majority of the returnee :-. nam..l$ "the E.-iltl--rri Lorde.- provirnces'.- .. ..:..;:.. :-

fh" [ruj , _'. Il F...c 1.a to inL rease a iricuit_. ra prod f:.-tan. = qk,±ckly e,.. pos-si bU. in an e ftort to vuL.,ta'in :thle returnee.s anJd

-.i te vl l, dayrii .: iceO. 1 ]' orra- :tI.aew ic~Ti d with *tr:e reft.uqes h.i..
*tr-.oittonal..y re 4O~d dr isci. Rrs --. the~/ 4er' usa~ll y !3tupoi..d(?C

surk.on L1 r i r & 1r C t he Itor't i d nor~cr ~e- .pruvinu.e This F'r oa c:t
w ! . cr.. .. to ', .e -, .. tanc i tha form,,.s oO apricu ltur-ai.

* r" it. ...... & cJ.*. y 5 w c, -ia': rt acr 'inw turaj i ,. pu t ur.plien I a the .b rrer
b1,-' ev.r. bt new foztu wt i  attempt toget .agrLcultur..l1 prodctiao.
1'Ci GK c.. in n* . .- ort h where~ surkluse hava Ur ii onm3.ly beeni e poirtaci to

_ * .... ~ tf . Lth YVC -... ..,7t . - ... .I"av i:, pra e v o, I ..[. beZ( e,.,pU l 7O d .k . ..
dyl.in.it La s. m W ( ee Por(.vt if.,; . .. - ' '

,::, jo qy Kos iL.f' b- Ef~ve-ri~eit oi; Po.i t en. .r opprova/l K~en reci ;iveid "wr'i - ' ;(  ;

* : . c OfIAmt.,."'tV :_'o I'!. U' .. Lhe F I otc Sez :or griq h$ inei s compone nt L nd W
Es a . a m will be so.. ,,pIoyed tu r 'sr ir then ' -, fo-ei -f ex'harg e :c s ." -
aI t K,,3ind ci li . ui ed.7 a r rangei nets are eovivi.V" nne,'o1,

"; Pq The former g,'vernimrent had provided asrnces to tho
isusion Lh t they woul d: faciilt thu export of icultural inputs in

thcu best int~erests of the Project. Buun assu~rances .have, not yet bee-n
providen by the new Bhuitto ' oveirnmen t It is st rongy fl'It howcver, that
true cu~rnt L-~c~e'-nrerit will be as supprtive of the 'rojec concept an the
lt On. The iission .ili soon bgi'i negotiations. ith the P LF to ioac
agreemnt on ie d tls of proeidur-.s iri mechai )r~Ls. A .5parht of themT~e
negotiaions the issues of .leve2 pfpayrwnts, hcqw they arne caculated3 ,what it c iiarised w~ith in aE payman4ty.inf t h- N&Y cl~jhmws etc. a~nd
H tutei/O iq:lr 0Y 1hputs to whic:h Wh . ;fi.'non ar c( 'Li.iktecK will Q. taker

.... .' :+ 7] 7 !7-).!

:;71.:

U.,;'<L .



Into account. The Mission anticipates that agreements reached5 will be'
ApelIled out in a Mem~orandulm of Understandingj to be signEcI by the
appropriate OP Ministry. Similar arrangemnents will be reached with
Pakistani agricultural ipt manufacturers. .

... Wue. What is the recurrent cost burden on this Project and how
does the Project propose to reduce thesE costs?

Rgepons: There are few, if any, recurrinQ costs in the amended
Project. The agricultural inputs component is by design a private sector'
activity that will make commodities available for resale. This component.
facilitates the increased availability of inputs -- once the ccmmod.ities
are delivered, the activity is completed without a recurrent cost..
Similarly, the Agricultural Rehabilitation Schemes (ARS) are discrete
activitie - which, upon completion, would have no new or additional
recurrent costs. The Project does not focus on institution-building per
se; nor does iL initiate activities that need to be continually staffed by
professyionls.

I. . oo .. oLIher lhand, a "new" ATfghan Gover nment decides that a Rural
Works Depart,,ent" shou i cJ be rees tabl ished the t AS p -er'sonnel mig ht ,orm a

.. :n leu . fo. t.;'ia instit.Lonr. The majority, of the costs asso iated with
r" th" AFS comTpioPnt are s.alaries. If the Mission were to reco.nsider the

naturc. of the !.ce ct at soNp point, a recurrent cost question might ar-isc
and toL.' l, have to be addressed at that time. (See VIC2

4.-----------' How wil.i this F'cject be integrated with the newly
" anu-- Ql , aith and ,..uua ion Projects','

Qw.q-,a, Many c inics and schools are located in the areas where the
moe$ A5' Ni l. be worki. , P.j P ect- contractors wi.ll he working

togeth..er to i e:tiy ne4l nites uider the ama- 1ded i'r'ojezt's where elforts
can e undertak:er icintly.y' t he e'-tent o ther donors initiate similar
a:.v:tivts, .the Iiispi.on , 1 taVe c&.ye trat duplicatiun of eflcort. is

* avoi dd =6c maii:um c overo;e in providucd throughout the countr'

. s~sue, Will thje Proje'vt be negatively affectud it a "grubstake'"
pro.: "am 1L not implementecn by the Unite Nations or oeter donorfs)'?

.Fyp.p_ y JTo get the procram cif to am early arid stron' start, a -
supply of comm;oci ties and an ef'ect:Lve level of purchlasirg .ower are
needed. 3. f1 the "rubstake" idea does not pain approval, a number of
cash-ftor-- ork programs would be use'ful to hel p insure this. Howver, the
grubstake will not overly effect the ameended ASP; the Project anticipates
£a-tel: *Qea than can be met by this Project. If demand proves to be
les tharn ep-ted, Proj ect re-oi.rces will be whif'ted to fund more'



rt~habilitation schemnes. -1 The-~eaquethlstue ftLeSv~j~
ot door ccnt ibute a substantial part of their proposed aid to

agricultural inpuits. Adcditional Pr-oject r-esources woul1d be madc. availabW
for-rehabiliitation ui-poses.

4 , I_-sLe: Does the amended Pro jec-t minimize management.
rcaonsibiiities for the Mission Project Officer?

kpyDse : Initial ]yq the Project Officer will be responsibie for
ensuring maximum cooperation between VI'TA and the new prime contrac'tor.
The Mission has determined that it is not in the. Project' s interestE to
terminate VITA's contract early, thereby necessitating management of two
contractors until the scheduled-expiration of the VITA contract.

E. lecommendation_-

11 That the Agricultural Sector Support Project (QSSP) be amendud to
extend the Project Assistance Completion Date from March 31, 1990 to
December 11i, 199 2 and to increase lifc of project costs from the current
$6 miiio,; to a new tOtal of $60 million to implement the amended Project
as oer ied in this dcur.,ent.

.... 'r t the VITA contract .be aucmented without. competition to permit
ai, WIrasE.d level of activity in a,'ccardan.c, with thip: A1rI Aiimendwir -t:
throagh its e. tiwated termin.aiion 6at. of lsrch 0$, 1990.

4 / _ /,
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PART I I I C ( R U D N R 1

rior to the December 197V Soviet invasion,' Afghanistan was one o, th.'
ten p orest nations in the world. Less than. halt the population above ten

So! age could read and write. Nuw, after near'ly ten years of war,
the country is even more desperately poor. Afghanistan has oneof the ten
highest crude death and infant mortality rates in the world. and one of
the ten lowest life expectancy rates (42 years). At least one million
people have died as a result of fightincg, disease, and malnutrition.
between four and five million Afglhans are now in refugee camps in Pakist~an
and iran and the numbers of internally displaced Afghans are estimated at
1.5 million. The. 1979 population of 15.5 million was estimated to have
fallen to 14.7 million in 985 (including refugeen.)(1). Some farm areas
are devoid of 30-90 percent o! their pre-war population. Current (1954)
estimates of *rlf hanistan's population range as low as e]even million.

S . T'he ]raditional,- . - 'oe of Ac, ricultulre.........

Ap- Ag ic.L.tre was anti corftinues to De the dominant sector in the Afghan
.- M-y Ari.ultural growth wtas achieved despitoe a hostile landscape aido.
a ru'latL:v&ey small amoucrnt Mr ar'Lhl n'd . Only 7.6 million hec tare- or
twelv per-erit of the landmass, in suitable for cultivation. Much o,'-th e-
conUlry is mnrtai.nous or dry de .ert., ' Of the ir'ahbe larid, 5.2 mil3ion
h'octar.e. were previousy irr.cgated and i.4 miilion hectar'eu were r'ainfed.
1 rri gLxtior w-t.er was avai ab.; e fr, um nucuntain snowmelt,, r-ivers, we lls., ard
Sl:ring-lec" ka'eze.- (trac6itional unoerground ir rig4ation canals). Of the
Ar'citd Who,~c only abou:ILt hall* was annuall~I1y c; 3tivated dueC~ to the-4

*ur'u:,i,-b.t'l., i the water sapply . The other ha.'f rema.i.ned 'fallow. Asa
I' ;.IS 'i. or, hj y a LLi four miij3 r ,hM..i r C'. were cuLIti,,,ate d annually. DTt o ns la ,d . n n -w, , .1 ,.i m i ! l .io , 17ec ta r 'ca w a~r , - no u b ~L - ..c r o p p e:d , . . .

t'f;-~ibe, war , fA-i q~iv*iiiAn~ wonS np,'aci hnc net food cjraiin
- -Ml I ,.ia s- . L-p;i le thi, absence c-f accu a Le pre-war data, it 0r

e.. w W: C A ; tfio LW ok ,r . .u ] tu.-e Fr p 'viou. y provi:fp;d up to 65 pi'rcent of the
u.ui-,LrT"y .ros Dc.rmnstic F'rw:cucL Agran.-' ulu:.re empl oyed 8 perc:ent of the
Wuu lb'forw: on~ one- hall c!f th u'c u n iry arabl 1 ' ind

1h. w.ie a . na a ro'-. of .anu h oC..tiV v, rie.,d thr 1 g lOLu' th c ocT".' y :
wil L'S f" av. agp ,,. are& cropped e:'- lami y at aboit 4.6 ic tar's. "'he
inLrTltv 01 farmH- wei C owner-opcrmteL. .. with about on third of the rur'--
pcpul otio- being. iandless 3 aborers, woarecroppers or ten: ,
Agricultural cultivatior ws concentrated in the northern provinces of
Bagl a", Ku',duz, Takha:- and .Fa kh, the upper and 1 owe'K-i:abul river va3 Iyit,
and the Helimnd. River valley. (See Exhibit One). Ninety percent 'of this..;
cU] tiva-cr was in cereal. -- wheat being the staple food 'crop followed b,
b arle. maize, and rice. The two major cash-crops were cotton and. vwaric.io,
1rLt t: j'let:aw,,. Averae' yields per i ectare,,. as indicated ri Table O -
ilow. were amongst the lowest in the world.

~'c~~ d ;'.~'on. WOINAAA'2* t 1-8', P. W: Afgh.an popul3ation
Q ,3 . 'i PnJ must W:, ta, ."'e'r / . : L'i ' 4'. V6 ,;,q5 Un u ...

,rV. ,J- *'- o . ',v 6 -. 'p,, !3 .... '. Ih n r



AREAS OF AGRICULTURAL CONCENTRATION EXHIBIT 1
&

LOCATION OF AREA DEVELOPMENT SCHENIS
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A~lthouLgh~ agre.gate estimates of ecr'nomic: performance~ are limitedc canc
subjec-t to political manipulation, ther e is general qc'reement that the
Co'munist. coLp d'etat in 1978' and the' subsequert Sovie-'t."r, iaon ai, lcci IM
1979 greatly retarded the already stlow paceo economic weth in"a
Afghanistan.

Ais a result of agricultural and industri.al production declines and.
trade disruptions (ow:ig to the conflict), per capita gross national
prodLuct fell from an estimated Af 7..7 in 1978 to Af 682 in 1982.
Aggravated by a twenty percent annual increase in the money supply (to pay
rmilitary expenses) and drastic declines in the supply of consumables.,
especially bulk and processed agricultural products, prices rose sha-ply
after I79.

3n the early i98's, two separate economies emerged. The Kabul,
government, supported by the Soviet military, main tained control of the
Iurban areas with their f inancial and im ted indusLr' jal sector. These
sector s have become .ncreasingly depdent on the Soviet :nion as
c-onttinLued fightinq hab. cut thEir l,.inks to inptot su.plais and cur'nuer
markts in Muia[ideEn-held areas. Only sectors deemed essential by cjvi t
advi.nrE. suL,.ck, as no'Ltr'al] gas. ant f.:'rtilizer producti or, have mairnt a~ i :ned
their .e-wa- levels of product.ion, Others s.uch as cotton g.nnDi ,
" V .:.c. p, duction and swuar procSing, whiCh depened, mn agricuJ t.utr'ai.
raw maty'.als from areas otside Kabul's con-:rol, have decLined, Ior
C. ae..pie, c:r;. t9S2 study by thy wedinh U'ommittee tor Algohaista: suq.es'.
there had Le-r ,maor decline i.n c .otLn area anci yieli, ei ,hc.lty aod seventy

DisiocaL -.i in Lhu urban su cor are' mi.rrored by ccni'. ieris in a:"'as
outside D7 c-ntr a overn,rc and Sc, D/At contr 1, I esti"ucCtLi.jr o'f iel di

cr"pS, inci!c.iiina . aerio di.scr.tbut tion of anti.-pens.nnei mines,
• overnrmer: I-e s*aasL.-uIs srnu reP,3;'-sa Is on villages believd to have
support d '.i. I'iujahineen. have led to the depopul lation of large
c, r. cu 3rrl. I areas, -.pec.bl :y i r the s ut.heas. and east, uaqai t.o key
_ anport ard irri.; a Lic.ns .il. rastructuL.e and major decl ines in sLtp . Ia.ncd
e.FOrt crop production. lost Afgla'n rplfeCes vere f:o'rced " to aband.n .

S- Lantsot imagcary shcA. t',se fields became covere.,. with wes whi4-,
a r i u n s FyELemw cietnoraned,

(1) (tl , (Wam. Swedish Committee Report. .



7]th 1'9E9 Auiccl tural Sure ofAgan ston, coniducted under the
auvspi.ceso-f, the Swedish COMMitte2, founo that rcul tLura~l rprocwucton .in

Iv1I~a~den-held areas had beern reduced to one-third cof pre-war leveln( 1).Lohden to te SL the reasons uneligthis decline wee

the reduction in t he suipply of labor- normally e'mployed in
ag~riculturte and/or irrigation .in frastruLcture. repair ~and
mntenance, dueC to M~ight, di.~ability or death;'
"a forty percent reduction in the numbers' of draught animals due

*to disease,~ mines or deliberpte slaugchter by 'government, forces,~
Sdecline in the genetLic potential of wheat' seed; and

a decline in the' use of fertilizer Among lost farm~er's.

In a n addition to the reduction i~n the draft animal popo.lation, there has -

been a general decline in live'stock *herds traditionally used by rural
A~fghans an another sourco of income -to counter the impact of poor
agr.icul tural production . Wumber s of common sheep, kartakul sheep and goats
have declined anywhere from thirty to seventy percent; trade in skins, a
'major fo-w~ignr exc hangie. earner before the, war, has declined; and exports of.

.traditior.al n. ..e.made crpe... ar ..ly .ma.. by wome:'n and ependent on
k araku' l woulCiJ hav b crrorilpd of! s har-ply siLnce~ 19/8.

~ 'r ~'.i(L"± ~ 1 .i~s ruptions in irriga tion services to goerien
eifrt to< picud Ma~~~~deeni'c-he 3 areas f r(M SerViCIV~S, such, as in t1bC'..

He~.mai c/sAr gha ,rci r.ri ' ~io flchen~es ares,. wnil1e others point to dramatic:
rdctdi ons in marstenrscp cL~- ausecd my dclinres. ins the ai~lability of rural

With onsj cr scucnmeits. uf thy la~bor' force invol ved .in the war cor residing
nrokd.ng.*co; the Eltw. and with most warina going into the war efforts,

r esourceB have' been~r bce. Opt. . n ian,~d mhaiinten~ance has 5rpriounl y
l ogge. c mall dams have n... been rebult ndater spring ' runoff and .. c.io s
h ave buenr .1.1owed .to .sil~t in, ins Ka~ndahar, ' an a.ire~a that previcausly
prIoduce ae(venWtyive p~rcent ofl Ag c'i 3stan's dried f ruit,. resistan~ce
sources bnl', indict'ed~; that manysI cf ths or charcds are dying for lack~ of
wis h been corroborated by indian t rade, who in .198,

obscerved& a* -harp decln in the o~pl o 1~~ f Afghal c~n dr ied frt and 1

In aditi n traprc.iji tto sar~virus, Espec3ial ly tho ci ttw Jin.k1
su rplus ara in thici nort h with d i c it areias in the south, have fare

: -:wo I se th ,an :i*iaton. san coEta hu e s oa red d ri'mar
an-id secndar y road's : have beern et:ncssiy damaged, Whave not beec n
maintainccJ, an~Td travel' on' them is slocw.

(1 ) Tht study is based on a non-5traf f am .ling tec rsn..q.e. For
scuri ty reasons, 'the suirvey covered only aireas which wer e uLnder~I

controli of the Mujahideen at the timec. MaleI the~ accuracy of Q,
a~ctual data col lected by~ the Swedi~sh Committe? in qustiocnedo by s.omeyi
e ' u Ls generally agqree wi th the 'report"c. cornclusions.,

i 1' 'IiJ~: :

:,I,

Si. i'>"i .

4 ~ ~ "''gj "',



One recent study, for example, mentioned that the cost of moving goods
from the northern city of Mazar-i-Sharif over the Hindu Kush mountains to
Kabul increased six-fold between 1980 and 1984(1). More recently, Afghan
merchants, who continue to ship goods from Peshawar to Kabul, report
transport costs ranging from Rs. 2,000 to Rs. 10,000 (U.S. $110 to $550)
per eight ton truck depending on the extent of war-related disruptions and
risks at any given time.

D. Historical Overview of the Project

The Cross-Border Humanitarian Assistance Program for Afghanistan
(CBHA) was initiated in 1985 with $8 million in A.I.D. reprogrammed
funds. As a result of strong Administration and Congressional support,
the CBHA program expanded rapidly to its current FY 1989 total level of
$70.5 million, consisting of $45 million in combined DA/ESF funds, $2.5
million in IDA funds (Department of Defense) and $23 million ERMA
(Emergency Refugee Migration Assistance) funds(2). Initially, the program
primarily consisted of cash-for-food and health grants to several European
Private Voluntary Organizations. Beginning in late 1985, however, the
Office of the A.I.D. Representative for Afghan Affairs (A.I.D./Rep) began,
with the help of outside experts, the development of several activities to
assist war-affected Afghans in the areas of health and education. A
program to provide various humanitarian commodities under a commodity
export activity was also developed. Implementation of these three
programs began in the fall of 1986 along with continued assistance to
PVO's.

In the spring of 1986, the Mission and Volunteers in Technical
Assistance (VITA) began exploratory discussions on the agricultural
situation in Resistance-controlled areas of Afghanistan. It was initially
assumed that VITA could work under a grant agreement to provide limited
agricultural sector support to an incipient Afghan Private and Voluntary
Organization (PVO). By late summer of 1986, the Afghan PVO was not able
to secure oflicial recognition of the Government of Pakistan, a
pre-condition for A.I.D. support. At the same time, the Seven Party
Alliance recognized the importance of the agricultural sector by forming
an Agriculture Council. The Council, which parallels those in other
sectors, thus became a possible avenue for channeling A.I.D. resources in
agriculture. In September, 1986, A.I.D. provided a one-year grant in the
amount of $537,900 to VITA to design a project for assisting the
agricultural sector of Afghanistan. The grant also authorized VITA to
take steps leading toward eventual project implementation(3).
Subsequently, A.I.D. authorized the Agricultural Sector Support Project
(ASSP) on April 1, 1987 with a life of project cost of $6 million. VITA
was contracted to implement the Project. The current Project Assistance
Completion Date (PACD) is March 31, 1990.

(1) Area Handbook on Afqhanistan, 1986

(2) This does not include $29.25 million in PL480 funds nor an estimated
$7.5 million in DOD transportation services. ERMA funds are a special
earmark and will be made available only when the $45 million is fully
obligated.

(3) The grant was funded under the PVO Co-Financing Project (306-0201).

-11-



As originally designed, the Project was to have essentially two
components. One was to have been an institution-building element; an
Afghan organization (the Afghan Agricultural Project or AAP) was to be
created as the primary vehicle for implementing the Project. Policy
guidance was to be provided by the Agricultural Council, a body already in
existence, consisting of representatives from each of the seven political
parties in the Alliance. The other component, running parallel to the AAP
but working outside the direct guidance of the Council, was to channel
resources (funds and farm equipment) through private sector groups and
PVOs which had the ability to work in the agricultural sector in
Afghanistan.

Unfortunately, neither the AAP nor the Council was able to function
adequately and they have ceased to exist. To implement agricultural
activities, including rehabilitation of irrigation systems and rural
roads, the ASSP was restructured and amended in August, 1967 to introduce
a rural works component. The definition of rural works included, on a
trial basis, Area Development Schemes (ADS)(1). The idea was to include
agricultural as well as rural works activities, whereby inputs like
fertilizer, seed and oxen would be provided.

The trial ADS proved to be a viable way to deliver goods and services
for agricultural production and rehabilitation. Beginning in mid-1988,
the ADS program was expanded. As of mid-November 1988, there were twelve
ADS teams working in eight provinces(2).

E. Current Description and Accomplishments to Date

The ASSP currently consists of four components, one in planning and
the three discussed above related to field activities: agriculture,
commercial channels and PVOs, and rural works.

1. Planninq. The planning component formulates implementation
policy (within the general policy guidelines provided by A.I.D.) and plans
the use of Project resources, monitoring and evaluating Project activities
and the overall management of the Project. Planning has been very
informal. Lack of hard information on the situation inside Afghanistan
has been an obstacle to efficient planning, monitoring and definition of
problems. An evaluation and monitoring system is in place, however, and
project monitoring is built into individual Project activities.

2. Agriculture. Currently there are twelve schemes in eight
provinces. Each team in an Area Development Scheme has four to six
members who are trained as tractor and thresher operators or mechanics.
Informal surveys within the Area Development Schemes have identified the
types of inputs considered by farmers to be essential to rehabilitate
agricultural prod'iction. Equipment and draft animals provided by the
Project have demonstrated and introduced improved activities. The
experience has helped Project managers and implementors to better define
possible future activities. For example, certain types of threshers which

(1) See page 24 for a thorough discussion of the ADS.
(2) The provinces are Kandahar, Paktika, Logar, Ghazni, Wardak, Tahkar,

Parwan, and Baghlan.
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othrs wor.ed q .uite. wel and demand for them is now being fille! through
the commercial channels sub-component. As of mid-November, 1.9S@, May, ha.d
h..ped to introd u ce , within -A D S areas, tractors (15) with plows and.
t.ler,- bulloc ks (496) threshers (22) , reapers (8), other equipment, .and
w:heat seed .

.Cgvmrncj . ! ---- 9-cial_ ra.n Wcrking. with private-sector Afghan
businessmen. the. Project has provided for sale and use throughout-
.fghanistan agricultural equipment such as threshers (308.), pumps (1,5M 2),
rice husIking machines (i52), and spare parts ($22 ,600') with a total valLuG
of approgimateiy $1.5 million.

Lack of information on the cordition of fixed productive resources,
and of the supply and appropriateness oT alternative production inputs and
gervics, has been a constraint on sound design and .implementation of this
and other agricul tural activities. To al leviate this constraint, Project
personre., have devised a two-staged approach. The first stage involves
introduction and testing of alternative types of production goods and
n~rv ic~vw to Ietrfniny. thcuir soiitabi lily and acceptability under coniditions~
pE.aiil.nn in dif.Terent areas. While los.ses of some types of production
re0a..s M ae been h ovy -- eg, ives tock -- considerabie thou h not
precE ly knon amounts o' other prcduct.on goods and s ervices are.
cukrre:rit 1. available in many but probati y nct all 1.faring crommswrities.
;uj pl i e by Pr ivate in..t iative and by the Kabul Bovernm nt and Scv it:
efforts,. This commeri cial, privatE-se: tr orientked act: ivity has. addr'wed-
shor eag. e.n b' the war .

During the summer- of 17M, VITt begar workincg with two iPVs which war 't
carryo nou. activities in Afghanistan5; the Swedish Comm.-ittee an
- ::. it x ."--;' pono,-'d ~ A clp anaid. With ith Swedi sh Commi t'e, Ai I. ji.i -'I, -
. e'.ue'c f..eld corstruc'tion proj ect . A cco.1 aborative duvelopmen .
.'r u~j 'm w- rariiod out wi th Af honiai d SubequenfVly, VIIT ( or Ked wa th
. O'wc ouhr PYJ----the Au-in Rc. lie f Coom.itte, and the Dutch

t:tev- ....ar.', ' a ] eys r duhree, th Norwegian Com niim'tee.

4. Q• y - 1 gQn. h , khoI oWtks DMvision became. operahional ir the
summur~ tA GE'L/ with a va3l nucl~eor stall A s n! m~id-Mo\'enbor I&'M , the
stfy ha pr.: own to nea-:!', 2W- .. ih about three-fort.s. of thm in
l, qw ta . Inccyr, c w. insite pr-ov icpus c0.-' i the un::.r.-

Up to. now, r',ra works acti vities: have. beain ceiter.ed .n areas 'treden..
fr om boUv ~rt anid L;ent ral (bovprnuient rconrioi--enera)3 'y within the easterli
pro/1 .. ,F' wah ore the origin of the maj ority of the 'refu inL
Pakistn. Mhse 'areas. are being dealt with .f..r .or two raon5
sec..urit'y a~nd ease o! access fromj Pakistan.

uri -cl works ac tivi tie:'s have oeen 2 imi ted.vsv o'ntil sy to r h bi a : ti- .

vi li"g "icoada and br idges, ain. snall-scale irri g tici, sstemn oa ':bly
I alr;s Froect iml nows' feat that i ".~esroad an-d

, A' ,. .V',', ' - -: :. '" .' -.. ':"-- ' :.:.,:".1:

k 'V, , : . . ' : . ' i ; ' , . ', .: ! . "- : . : :

5-. . .A -. V, .: .:' " "I.- 
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k:)cI t .r-a prodCtion.. As of in± v-ember 198S, " abc'ut 200 . of roa.cl

An assessment was undertaken as part of the larger e..rci.se ot PrOjeC:
redesign. Ine assessment (Annex A) found that during the one and a
year implemertation period many achievements were made. The AGSAP is the:
only significant cross-border program in agriculture and rural
development. it has a strong, Afghan character. Mechanisms and systems
have been developed to rehabilitate small-scale irri ation systems and
farm-to-market roads. (- smal1 but highly successful experimental activity
has been developed to distribute agricultural equipment through the
private sector. Reports coming out of Afghanistan indicate that -the term
"VIA" has become synonymous with agricultural rehabilitation, "rravs'er
cite evidence of VITA's work throughout the eastern provinces and their
services are greatly in demand.

' 1,e ASAP has been leas successlul in developing an oa pana-
:agricLuiurai. rehabilitaLion program thean it has in implemien'i nq rural

worky - u!- o reha:hi:a. atior activat iio.u, To a large emc.tent this Wv
- cKu,_e aboitt ::ne year was 1ost, through no faul t o'! the Project mana-T rs
ar. L I n,. i rq wi thc.tt su ue.s t:' .' , k t. iroLo wgh thIe Agric ui tu-a. Courrc.l t of.
khoL Sve? Party Al iance. Un . y aftLer dec id.ing~ to do EgCricultural worl.:
thiruqh tin f il d Ev-sr"uc r'-L 1o" t e :L~ r a ]. Wloi~k.- WiviWVi ..'"& 's -A"" r ea 'evyi, opinu'j.t
Schaus as mu; , aconi i.Lhe, in acricL 1turecep: L for the provisio, n of.

L .[S:.!r:L.. . ustaiLar .iLi. 1 zv ,aT W1  r--tected (fghans

.- .. . e a wp.f.L i. , Q ,.1 ,),/W n~Erh~tr z u n~ a p p.r ov e Q t h e., N j o si o, ' s T ra ns iti o n S . t'r. t ,,'

tor toe up;c.,m .q :A f'gh n reOPTLIeMnnt ant,. rehabi.:L i tatior, period. T h Ic
. r" :mnarI y t.W: L dun .. r, .j t i ,i 'pe. r il: l c'c . i 3 ., t hr.,' prc-'vi sa on of assistarc t i't
W hei l . nnuI" th.V CCof'liC.'t .un. i .Lwide f haristan are sich ti hat tl,.
Pt ."C :'l.u-I'n gr. pop:a i: .L;r.' L ar ( ahM to suor tai themise mEs. , ROD(

; : " t v', ,., ' i r,..bi.it iot ar e considered poramo n' . his
S ot' r. n.c , T hoy ore W, . t u cLity r m]..-ted to inmrediate resettlemenL rie ds .

I;.:f ,, .. . t_ .. ~r:.v. i e a iv=zies il coni:Lnue V be..the p"imary
i v" .±c. W tno oih yf Afghans for the forwsepable future,

However, e.tea-,t damage to the rural agricultualin frastructure, th e,
unavaaiiabi i ity ol sufi lac:ient amounts and types of agriScul tural inputts at

(1) 1o date, VIIA ieid stall - have surveyed more than .1,0C00 kZarez:,es.. M
of December 1980, based on information reaching P:si.a,ar 480 r mo'. -
karzes arec beingt rehabilitated.
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appropriate i1nterval s, and damage to and lack ol m~iirternancu of r oady~c acid
n-i at2.on-sc hee~ae- ~-hsEatr-wpo tiWi-d" i tWi~ ti di

needsof perhaps several illic.tr, reta.rring Afghans. The prolem cia, ng
this Project is how to facilitate the sustainability of war-affectec r

tghais (both relugees and internaiy displaced) through agricuitural
proluctLion.

I, ___sonse. Rehabili tation of Selected Areas

The permanert resettlement of Aghans will in large part depend on tho
political situation that evolves following the Boviet withdrawal.
Assistanc e t o he l p reconstruct agricultural infrastructure and restore:..
agricuitjral production will be one of the keys to a successful
(permanent) resettlement of both returnees and internglly displacci.
Rehailitation of thr agricultural sector on a limited basis aind in
selected a-eas will be critical to avoid a return to refugee status fal.
those whO elet to return to Afghanistan.

Reh bilitation activities should focus attention on identifying ancd
solving4 key corstraints which inhibit agriculitural growth an sur. lus
ag,"i u'&ual prtoduction areas ir the no.-th, nr-theast an d sOuthwest "

Innsw apro KN tra~linn .1 y supplied provinuen~ in tinc sbt and ma.t,
Sthe-,ome : a moj.ity of the tE.Furreus wi'thL basic 'tapiw duo-i,-V, par.iuQici.
Of c A i"I:h ,! !Cz krt .S ppIy viWc: rai nirg ,LDio modi: ty pr I cae ,,

Si L . I, t an f 'ot. in tnese arcas need to focus on resclving four
major cora ,ity tL irc r-,se: .prodution, nnt all of which can bp:

a d d r s s e b y t hi e H . I .. p c r a a
.; jai .IVJ.!p:Q.,..~~,. .!.%_1 T i :. .. L= L: . [~L : hrou.K;l' thr.

m C t s£;.-I ( ; iv-!,t'e L'se tow o ,- ." e se to srJ&- tradIr e'f: fforts houlId be
.. d.aky. . to as.nAr i. .A t -a Ac. Eo.';:'rd of g,! .Lcu iur al n put iFlr" uc..:ifl

. . i.nproveC -e, W t i ..er, farm e o.ip , I C. o? d " h. I.nowledo.. to u& th.m :

(') k' . c:: :.-&~ to ;.,1f sai.:: a 1 l abo- '; e. wlix !:.h I'?dU. :. .t eii L inr"
IV..LIi .V ti 2 w n.c, t"o' c4f .i .-.. p "vi of s p: " ry in ,,', wni U sa ,.r |
. rcu i a na: h.inler/ u;- -.ivatU_ Lrai~e-.s shouc i b e; iLU ,Gg, (.) -WI
1D. t c n, a.eri o.. n i at .itislu . r .c "U nLor, areas .in Do ne r o't .sq
-OUt~i Lhent wer.. a, early e>x:.e -iencirg agricultural latI t.ho'"tLq.:jr dW r rngc
: -. n! p ak c,*i-pea:. deman. .: i ' Huma =6ian a; . !. :,5 aU ES dt uri. l u th bt '. I,
Sa tvc rencs r ;.nI eaan o to mcre ac:u'u s!orugE,'i "e W *" . -

1 i TI iss ion has. w eighed the co ts/bkefr.'.it s of -intr oducin g labor s.vii q
a. ri.a:ultura! macinery over the use of manpower for Employment
puposes, A conclusioi was reached that ord - to qett agricultural
pr c.s.uc ,ion increased over the shortest perioo of time -- which is the
" :. oect purpose -- ti. short-term usec of achinery is best to
supenje.nt the drasi cally reduced animnal' power supp.. Once
pI yi.el',ov y:c.i ds ar. u p and return-s are setled, thp. continued
i u~dutico of such machin~ry' WI needtobe

k il;* r:;e yo u a e thrmough, tb~g Q qb ruaj li at o eW e IiM P e OS. (f



s.~r V7 LJti OrnAa or-c -key-: ivrjpdMQ
infratiuCtQUi-. Major damage sustine to irrigatio~n and ti'rspcL systern:
needS tco;be identified, the impact of the damage on loc:al agricui tur-.U
prODcUCtion determined and preliminary plans cetailing what is required C W
effect repairs dev loped., ir many .rear; thes. activities may only rq'" -e
short -term intensive elfortF to get systemH fully operational. Ir areo.
wher'e maji r repairs are required, devel2opment of preliinrary pla s would
provide the basic descriptive information needed to desiign -and implement
larger (food-and cash-tor-work) activities for other donor funding Such
efforts, if appropriately designed., would be labor intensive, and proviOe
employment and ircome as we]l as set the stage for longer-term employmp.nt
in agriculture,

(A) lAn.n. pon of selected ex .pct rid!i.trie :o Ary rehabilitatior,
program should explore ways of increasing high valiue-added exports.,
especially carpets and 1ruit,

W. n o.tcd in he linsion' Iransition Str atogy., any guner'al
rob i i hi : v, Q'r (A l hun:s tbn mus lfcus arn th' resumption coi
agc'i: i lu. :od L.ion ! h promui:ation-, of aoricul t;ira a a tivites wi C.

tt. . Y ; . ! r tho' r (..upt:Aor m! wrip..j-t rm agriL .Ui turaI]y-bai.ed
c-:o'lnw qnw . An agricul.tu~ral. re-i&N.IALtion stratIeg~y for Afghanistan
wA~ nwH A1 ad.~ :Lack tha - c3u~n ma.c4 rijo- area5:

E. .: . . 'e L't!:4 La i iI . 1 o get agriculture r, ov.ing r, tho for,:;.t
moo rnn~w L..i-Iva nq probl. ems ) n ikoys~hny prc.~itive, agjricul1turml

re.:c,, . C h--y; o¢, not nece.a-.il:y cc:inc.dc, wilth areas whore a
ijr . ... . c!' OiOWa W31, return A.e.t te oastorn provinces )

" tin -wtu, ww. be o" theo t(ihargr produc tion areas. Etforts m i-
rL !De a, oi Ac o .;. cc rvrtri t h tly fsrocuc lir on irrigte.d r, acin egr by
ircruao.K"W~ nnplj±i"w o; chaif~(ca I ?Erti .;. ers andi now mprovud wheat vdun

* eng Pe0.AQ w lql OO .vnsOay gHac. . additD v ioue i t ch r dwr to nal ey thDt
adeq;aln~ L, p i w. L&T rov.~rv Ar~PO'LS i, ea or iroduntior aeasa

iV'ai ai .haid Lu iVl est OT bin-u te Erp3o to d lcet toUC a-et.'..
in poz1wv r pu. a w :a Lho tvenspn~- Loa ixA incp anatructuCLr(n N! L non to~ hc-

el fecuivt. HC ! tir wi : r ;r . ba;L; to u r: -wav t VIWill K'
c c ia vince 1L Lu.I t, he 3arcast. -aert. - O naLi c'nsl ,

inos rd41he taa li.en srmaigl ctributor aoto taki rutrnio lsore -

wi- ll -bun.n of returnin r'efee;.o

lie 3 c.J to this argumet .i- that thoe m.jori tyloirtL- r majo rity of ing Algha'-!
refugLee.. willt presumnably gu back to n.ativ aea thaL trociitionai ly have
bee -, ud delait areas, hc u have usaie sunstarciQa2 war damage,

EvaYin 'N 
1hout the problems of mine c.e-in and war-r-elated damage to

acqr cultui M. .infrastructur'e, massive~ agc.I:1t~ira a is~tarne MOSt l ikely',
wi1lrnot tuirn thesei areas -- primarily those ;along' the P~ak istani border -

i nLc~ i-uAons caal of f ciing t~ he-ir po:pulat~iocns. Wh1ile bo'e produc:tk.'i
s'nCr '~a~ .en 1 tmo arvas are irc~ aoible, rugircno oupporitinq a maj ori ty ot
t hr retw- Onqi ronygcs wi1 'Ifl.ninr IULCI-1( fX. ..' (Sc Eo ~.tH45bit 2).



EXHIBIT 2

PROVINCES REPRESENTING MAJORITY OF REFUGEES IN PAKISTAN
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b t .er flen Fr cvae Secor Nkar -_)itrYibIuo. vciS stim. ,-io21Lwinq
't he ea t~ic iof •h'stli tis ma siv e i nternai an eterna - reanca tii
wi i 1 rmost likely occur. Afghans wil 1 req'-.r assistonce to rebu i .d th re
hofmes, start Lp agricul tu-al product io- and 'mintain their fam:i "I. j E, C.
le.,t Luntil the first harves.L. Strenctheningqexistinq. private market
d-istr ibutIcr- systems to get the goods and seFvices returnees require to
r-establish thems.elves wll be essential to avoid major shortages ,
skyrocketinq prices and niQ;ation oi returnees back to Pakistan,

c. F 1 -i b Iit. Until a stable central government reasserts itsi-.elf
.n A~fghnistan. rehabilitation. efforts must remain flexible, rely almcst

exclusively on regional or local institutions for implementation, focus on
identifying and solving problems rather tnan rebuilding institutions, and
target implementation over a wide rang~e of tribal and factional areas,

IhEL above national -- or "big pictLure" -- aqricultural strategy
suggests a number of specific do,nor--funded program goals., not necessar-'iy
Eall sEupportecj by the United StatesL overnrment:

(.,. The provision of adequate 'financial and/ .r physical resource, to
r'L -i s E: they c a sustain theslve ard thm. r awilies
du,'-ngj1 t:~e.r retur'n trip to ('fghanistan anci duringat icat tht
I . -ine montht of tidece whi e t e'avait thei.... fis
h' -est. (!1

(2) *!J. timrly :sppl y oi basic agricul tu-al inpts -- high y,*e1 diTg
fe tflizers and tiilagce equ.ipHne-t .... to Afghan farrer' .iniey , .. .tio. ar eas., ir, th. arnCiLtnt reqi EW nd at pr.ice they

can cf for

(.; rc'i. r L., c-x i s..t.i r rg . :i- c ALtl" and trar ~sp,'rtotion
.nfa-tru~c. 1L,-t tL .ci 1 i tatL-e the expan =i.Lon anid/or i rtenJ. fi.a L.Lc3n

1 ~ C. ay~ 5~2 L Uo as r t he dE.- i vr o i cf re (1 i c. f a r n, r ,
cnci tu pr.v .. t(:,r the oovoner-,t of agricultural surpluses Lo

;.' ~i' ' t'li)Lo, c! C' s;Lw.,.e c, op pr OductAi.ir in marginal areas an- : e
. E: " ) c'.:! i rr. ic- ! surpli p'rod .c.id o areais will L.be e s.en tial. ThI li .i

a, .sure LhAt .i o Lt SUpr:,P. I :.S Of J. e' il ard vegetable oI , C s anie sI S iU +t i:
I o F1:a . T.:ci ?.j i(.fP-- Cer food pr.L:es i n Lhe ciefici't-prone rural . ieas
ol tlU-*:, m cr.i ri .y o- rf uIEEue:.s wilI rsme eiden.e

" (I) The question ariseE, where thie 'urd. wi i come from Te United
Nations (LINHCR aind t'FP) has eoreed tha . th , idea of a .J-rLbstak e , is a

* j Dgod one ard me-its serious co nsieratIon, (Sce PFar:Vt V3- and .Anre~f
for a discussion of planned UN actions. Thc. amended ASSP
premsed or, the provsion of eit e, cash or commodity assistance to

6.re turees. LIE he provision of a grubstaket would. enhance the NSM3P.4
howC4evC , . FEa.) Lr-, to do ','CoIUld mean that I iquidi ty and, theorc..for

d--.r agricultural in, .: wolAui: be 1-s,' than, it would be w at .
. .t .... ci m ,. he -,L wou.d ,;ti be i ; ra LA. ...ire:hi- bI1.e. .tati.oii ,wou.Id t,'a,,.e- ;i ,-cs somu ,,h~at rrire~o k,,l,1



Returnees will 'requi -L financil resources to purchase ag ricu l
-itS meeded to resume c I tU Ial -production ee f oo tnotC I ot

pre~ous-p g ~- rniA~ -i -6s-l 1rb'fc pnhc h ob di t6 L tA 111

t.g hL du ti n, (me prc ii r ...to' "

themE es prior to the first harvest, and building ma ter ais to rea r Cr
rebJ.ld homes damaged in the war. These requirements sucjgest a number of
specifl'ic steps. Fist rtur-nees wi-ll requ-JI-e food ration.: to su.Jr. ' - P
thm-elvesand tlheir families dur-ing the return journey to Afghanistan
(it t will vary from a fe4w days fEor many, to a corsiderable time fo sce'me
Second4 returnee households will need Mnoney to purchase bui!dini materials
to repair homes as well as fa-rm inputs to begin stap]e crop production,
(It is currently estimated that families will need to cultivate up to one
hectare of land, which at. current yields4 should produce encuqh wheat to
sustain the family for. one year..) Third, returnees will require
add.itional money to procure f ood and clothing to sustain themi over a
six-month period prior to their first harvest. Ard fourth, repair of
essential infrastructure, including irrigation and rural road systems need
to be undertaiken to support the resumption of trade in agricultural inpttUts
and food,

2. AjD- _kole in the At,- c uI Sural e-abii'1Strate.'

. .be lission's strategy involwt es a focus.on areas of perceved "c:t.acmpa~ at.3 ye advantage,' vis-a-vi s. other mu! ti lateral and L~i. latcrri dionors,

"he enorcity of the task involved" and the limited financia. and human
resoLrce, a, bIe labl- to I' 1 1) , suggest discrete yet foLused inlvC.Aent in

* the- ov rali . Latecy discussied above, along with close coordination with' other donors.

lh. Missur;' s exporierice with its cr, ss border ic t.i vi.ts, and
" r~coenmr-datiors made in the recent assessment report '.uogest tlat A I..O 's

vorp~arati~ve? adVa rtagie in, A-~fhanistarn r era:Lr-s in i m e cul tCurI.'lJ_5_ .

i'-h'a'J:ion anJ .riva ; ec:tor aqrQib f. n .a1 (7..iv-iti-ms In the area OT
S. aqr i ul tur a] i-ehab-, i t& ' on. * th-prc.iram wi3 T 3c' c Ius on SLppor-tir,C,

-.~n a discl-'ete ni.;nber' of produc:tI:ve relati ve.y st,.e
n ~ I. r - ca in addi Linto provirl.1ji o v a

r,1;uq es wi 1 1 b( retur-in,.' .

J, Ii( -f~: C. -fcL u " ..on- t f i. J. C u t. f. C t jo kz; J :n E ti -J atic. ud utio I.
of~~~~~~ s0: 1 U: ,A~ 1A~~ -ua..pulcwrk ur urc-e ~a t e -. problem

'.AJ crW ~i 1 i Ciu 1 tu r a I J. h 1 .i t. t.o r. (,"Irn C" f.-k'3 wi i' i LE usCed kS
s.., C- I" C; L-Iunc.1[A to IocC. an ,evelopirig pr.ctic1. ., , . iOns, 1 oc. .
D 0ro uc, :i Ct ir cL :m , Iespec i 1 l y tnose r l, v c. h [iC 'ZV, CcveA Ll as I rL C 0.LA 1 t o

F-othe kar (.L ) F'oect elements irivo, v d jii tle :C.,c-c v'. i : k s
.c:;-,rLi tsE fr' the di s~tr.i buit~i.n of'.  a l c Ii] tur~a 3~.i.• -tE- not r oria oy s ld,

A whe& S.ec.... wi. serv(. as SOL- of n f.ormaion on how local
ma,-ket a't.-e furctioi.-q, ie., idevittify potentiali shortages and
di.0. o. I ; and ,'1. A sere s a. link 1etweeon local farmers and mark et
r e., Lai] J- r . t. t. pr cvic b r tE'w irpuI- ,r imclir ery I" requirved so] ve alaS' Et r u a
prOble The later roi e. is extremc...y i mportarnt .in the -'e of powel
macb:irry and pemen ts. where a r1Cmb-r r:.; f L far .ru. .i-:t1 havce to juln

ttohgether to purchaset t!. ite is r a C: local dealers, i 1I hI.,ve to forwaiird

: " -c • . .....



Single dowJnpaynents to. Pakistani colleagues to initiate impartation.
Fields which have been drallowd-ring the war have become overgrown withweed _s-i ad- brci h7; .E If i7lc l b ? . : '. '. ' : : .. . =

small farmers. For tillage purposes, oxen will be more practical than
tractors in some areas.

Expansion of the current Afghan/Pakistan trade network will be
encouraged to provide the wide range of such items as food, builtding
materials and agricultural inputs which returnees will need to
re-establish themselves (Component 2). The variety and quantity of
consumables required will be immense. If an attempt were made to supply
these through a non-market distribution system, it would require an etfort
of staggering proportions. Improving the existing private wholesale
marketing structure, which has linked Fakistan with Afghan merchants
throughout the War, provides the only viable) cost effective method of
moving the vclumes of commodities required(l). AI.Ds past experience
with this type of system has proven that it works. Also, traders have
indicated that they would be agreeable to expanding their facilities.
usinU their own capital, to meet future Afohan needs.

( rr r. E sLUrvOMOi 1:ance and analysis system wil l be essential to monitr
pri s j" Al.qhan markets, and to provide s basis on which to set possine

.... ubs.i.dy ieveL_, or to determine whether subsidies are needed (Component
.3) ... A ... :. such a system? will be usefu. in identifying rapid price
r:ses which will helf to identify shortages irn regional markets. Such
siiuiLions need to be avoided and contingency plans established to expand

* .rapidly non--market distribution systems (see Part III.B.2).

* The 'lissionfl'_ agricultural strategy entails some potuntial prcbems
and pitfal .... Fr ample . the strategy relies heavily on th coolperation
o" the Pakistan Governmint 13G0) to permit local purchase nf FakiLstani
inputs ard expor t to Affghanistar. Irnforma] d.isc:ussion dhel.( with th(e
prev'aons t3:.'ninmant at the minisi~teri al level suggICest sigcirifi cani.

* tlexihilii y i~i deaing~ wath prablema inj this~ ai-e6 They we will ing tu
LOnlilar spnoial pr~~~ for thp jauanco o~f exPOrt purmits thi-
payment uF qrarntv tc ref cgees and/cor ths prnvision of the forelg r exchange
conts ol M c.hnn botnzi :-xj'rto tD Tac: 2a tte repa tri ati.cn 1 he B~OW remcjn!i:i
committed to sewinq that the kfg!hans retu-n to their hones as. son aFr
possiblo. Howevarm tho dcUign team did not meet with the new bihutto
goverrment. Thu: 1.iorion in beginning di c:usnionG to see if preliminary
agreemertE i -aciwu. with the former gcwvernment will be honored . Given the
... ' .ire. e to w ,e -efugees return in "honor ard safeUyj it i
thought thEt the knuti:o Uvernent wil 11 cvidence th same posi-L v - -

* attitude au tho prev'ious one,. (see page Ui for more discussion). Also,
the strategy relieE heavily on the performance of the -fgan/Fakistan

(.1 ) Refer to Annex L, for a fuller discus s i o n of trading networks,.

(2) The "commercial channels" component of AS'P han.3 sLubsidi z ed the
' hipmunt of al 1 machinery at essentiaily the same rate, i.e., aroiLunid

twent/- 'yLo perceni:, It now" aseenms li kely that some inputs will require
very 111iv, iT n S.idy. Otherilaems may reqnire a largee-
"ubidv to cosmetu reftectiv,. Iy Y,..i Lhb -subc tiod Eat Bloc inputs, .in ar

: c. eM ito strEng t rn, trabe inrs' be tween Ai ghanistan and F', itan.

• . . . . : . .. . . , , , , , , . . . .. . : : . : 7 .: , . : 5 : .- ; .: :i 2.A :i



marke Pt. Large~, commiToity suLpport porm o ietyamnsee

AA., butX ma4 naged by the p~rivate mar-ket ar niew to the portfolio and do
k, -- -Mahn ten sna -e-oi f-a-rnu c~'-mark e t-dlstr.bu t-on--systpmy-a E-

4 fa..lb~ac psitionl w~ill provide a mitni'mur amount of iLnsurance required Wc:;<dpmla w J-i-adm'inistrtit: and .othwir .un foreseen~i market _dcisruptin~s an'o~i :L-I'

d_.la .. N,_ee Part II. -.2)

Ith A . do.s not include lcng-term -intitutronal development as an
,activity to be supported or even encouraged. Rather, the ASSP emphasi::e-
he Ls.e cf existing systems, ii.e., the present who]e.a-e distributior,

system, and focuses on limited, short-term, problems oriented toward
mall-scale rural works (larger projects requirinig 3onger periods of
implementation would be handled by other multi- or- bilateral donors).

-21 .l , I t

, . . .... .! . - , " :, .. "".:": ;.: '. :,'.: :':-:', ? :i{ ' . " ,!; o, ,-t;-22





EXHIBIT 3

Management Structure

A. I. D.
Coordinating Agriculture
Committee Project Officer

ProjectD Manager Monitoring
(Chief of Party) and Analysis

Private Sector Agricultural
Agribusiness Rehabilitation Schemes

Component Component

Infrastructure Agricultural
Rehabilitation Testing and

Demonstration

Afghan and

Pakistani
Trade.rs

A F GHA N F A R M E R S
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I ~~mv~~ :A mesY E-, i~ i i n -n nd CTT rthi to poir t -&y frc~ -e

'Lu~t~ythe pL_(rpos& -.-wd the fLuricticnc n-i this &oalpmunont rIF-imcn.y

E :h Prrt. e w i J I ~eircr paaed Ij~a lY', aS Coport r,"i efo ,e
ci A(r, -i M twa. C2 t- o V&nmu 1f fi Qe~ -1e 1: t4 w h rc-,e a ycr. (2) T h

maiLn ob ctve c- f t he Fsch err,--_ t7 to Che~ p~ 1;c' & s c-., u - t d se:'t o-i p r c. [A
Athatt h .va- ar- i~E.(n duc to thc; War', illdfC

e -damagcj- to. rural road-S and rdjs

0 iosFs of draft powe'r dLUe to Epprc'ximaitely half of tLhuc pre-VJ~tr
nfl~fbers of ox:enr havinq be~E:n k;illed;

0 qro;wth of grass, vjceds.. arid Shr-uba on l~krid thE,t has . beuni IEFft
t-nti .1led for. se.~ver,:1iYears., makinq it very. difficult to tillwit
Lr Rd .iionl Itools. Lind rothodls, .~n

a ccrio"I~t1o s-ed vrete and plantint atral;
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.,...1 ....;h ic h i p t -. t r.iith&.r , exper ier ce tb d rte.
suIggats that themec two ara are wre the critical neeins" liea
anr ther:efor-e, onl'y in e ception.-al cases will other kinds N
infr .structure be re habil itated by Lhi ASSP- Mver t he' '

:ei'forts do not requirep extensive outside assis tance. F or
' 'example, most of the irri gation system. can. b restored by merely

clearin:j weecd and 'd e bris , while oither. wi I require r'epais or
rehabi .iitation.

.Basic analyses -w.il l be c a,-ried out to deternine the kinds of
activities that 'will have the highest economic returns. Qn
general, it i. expected that this will mean shifting somewhat
from a concentration on karezes to small-sc:aie sLrface irriqntin
systems. However, prioritivs as to specific activities will be
decided in close collaboration with the shuras.

Onrce an activity has been .decideod upon,- the Project will prcvNide
gid:ance and direction on technically and economicaliy feasible
methcs for rehabiliitation. In addi tiorn to cl earing and

.... in. irrigation sytem and land tisr will incIude
"-. Uibl e arrangu'ments for ti Ug. ang. and i mprov ei p. t.irnicmjin'on d-

A ~ ~:~4~J~X Te~tinqa mc: trt.~ n: ictivit ivs wi 11 fccu anC I
,irding and demonstrating ways to s lve pr-o:'b c h a n h t (Vf p.i-

..rrs now e per.ence due to vents oie' the pas dcal F'r
vxymapt up, to hel solvci1 e t h2 dralt-pn.wer prohlpcm, roject
aitivitn.. wil include demontrations 'of the mi W trct or , to's '
complement the 'remai , oxen, i r a s inl which farmers are not
yet famitliar with tracto r cul~.1tiva tion~(. Community-niominated
.i,.a..trc:r "h:. r vs "A ll1 be trained in the opera' t an dci maiqtn riiv
Gr trctIors anC. othecr ei ated .eqUIPfJMrnt.

]o sol v,'e tIi :d n-:ne oif U2 3'ing -aid that has0  b'e idle fi
sv, years , i. f c n t; i.1ag togoLl wil:. be tase d, both
I rov"icr-Carw n E~ru (.- uZ-wq lools wJhic'h best sol ve th p rrbJcm'
..... .th.in. ba U on 1 t .. . . .the a .ea'an p1r c E 

*-- will b smei"
A c i'rwtkw ( viro~.ai t'he I r val c to r Agr..iA b ui es W- . fl 1q ,cilo n u l

hi " u - c~rii .e r : .......... tc ' " LI " (1 .., , t. i , I~ 1

ro L'.. ~i n'vate s~czc traders ald mchants,:.

Utc cnor. a vizie rc war~'-c op the see v"-'.d procblem.
wspvchallv, p''CatI~y n,'f prC4ved 'Wheact' sceu~d', wh:ich Ii a5 degmjner ated
. =. eit ... i_. .n te. d io. - th., & 1970s'. ?monq th'e -agencies are Ft' O
andiC VA( hwed ih tAMqhani'stan LCmittee Traditionally wh atte
has notI been sol .in the m arketing sycten. PRther, far me-Atrdi
wheat sed amng~, thcer:selveB.I hus, i .t may rot 'be 'po.s4bl e In, g~et
largequCLn tite Lii nto~ LhE hands oi Afghar farmers 'through tN -
pri vate setor . lri tb~n ' icl tLrl Reh~4abil itat ion Sachemes, it

W.rntr w '-~- 
1il ba r-eintrou-ed int o Lhasi avreas~ C Lracitical y noth of c

Ij I ',where ti.hi lc hnpr uoJ uLud nd where -th An a

• ' > ''. "'" :''
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2. ILLUSTRATIVE EXPENDITURE BUDGET ($000)

A. AG REHABILITATION (ARS) SCHEMES AND INFRASTRUCTURE REHAB. SUBPROJECT

FY 87/88 FY 89 FY 90 FY 91 FY 92 TOTAL

1. Technical Assistance 873 720 1,473 1,620 778 5,46i

Home Office 100 210 231 115 65
Long Term TA 455 955 1,051 526 2,98"
Consultants 90 150 165 50 45!
Fees, other charges 75 158 173 87 49'

2. Logistical Support 415 180 190 200 108 1,09:

Office and Housing 104 166 172 86 521
Transportation 70 18 22 18 12,
Office Equip. & Supplies 6 6 6 4 2:

3. Program 1,818 2,245 2,755 3,211 1,946 11,97

a) Agri. Rehabilitation 622 1,045 1,355 1,611 1,184 5,81

Field Staff salaries 132 225 245 123 72!
Planting Materials 250 313 376 275 1,21,
Ag. Inputs (Fert.) 240 240 288 200 96f
Machinery/Oxen 225 281 337 300 1,14,
Travel/Per Diem 23 34 37 16 11(
Const. Material & Equip. 175 262 328 270 1,03'

b) Infrastructure Rehab. 1,196 960 1,100 1,250 540 5,04.

Field Staff 132 225 245 122 72,
Travel/Per Diem 23 34 37 18 11
Materials 483 505 774 300 2,06'
Equipment 322 336 194 100 95,

c) Agri. Commodities 0 240 300 350 222 1,111

Tractors, Equip., Spares 60 75 88 44 26,
Seeds, Seedlings, Cuttings 60 75 87 43 261
Agri. Chemicals 96 120 140 120 47(
Irri. Equip. and Material 24 30 35 15 10'

SUBPROJECT TOTAL: 3,106 3,145 4,418 5,031 2,832 18,534
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2. ILLUSTRATIVE EXPENDITURE BUDGET (CONT'D)
-------------------------------------

B. PRIVATE SECTOR AGRIBUSINESS - SUBPROJECT
---------------------------------------

FY FY FY FY FY
87/88 89 90 91 92 TOTAL

1. TECHNICAL ASSISTANCE 0 619 1,090 1,168 544 3,421
------------------------------------------------------------------

Home Office Support 55 110 121 60 346
Long Term TA 210 420 462 231 1,323
Consultants 75 175 175 50 475
Fee, Other Charges 95 95 95 45 330
Local and Field Staff 125 250 275 138 788
Travel/Per Diem 59 40 40 20 159

2. LOGISTICAL SUPPORT 0 205 149 137 69 560
-----------------------------------------------------------------

Office, Housing & Furnishings 114 98 113 57 382
Transportation 66 36 18 9 129
Office Equip. and Supplies 25 15 6 3 49

3. PROGRAM 452 8,779 11,845 12,670 1,241 34,987

a) Agricultural Commodities 452 8,629 11,495 12,270 891 33,737
b) Training 0 150 350 400 350 1,250

SUBPROJECT TOTAL: 452 9,603 13,084 13,975 1,854 38,968

C. CONTINGENCY/INFLATION 0 0 1,000 1,500 0 2,500
-------------------------------------- ------- ---------------

TOTAL PROJECT BUDGET: 3,558 12,748 18,502 20,506 4,686 60,000

3. OBLIGATION REQUIREMENT

Obligations 6,000 16,000 18,000 20,000 0 60,000
Expenditures 3,558 12,748 18,502 20,506 4,686 60,000
Pipeline 2,442 5,694 5,192 4,686 0 0

NOTE: All FY 87/88 expenditures are the current VITA contract. FY 89 and a
portion of FY 90 ARS expenditures are VITA's. The remainder of FY 90 will be
either through an extension of the VITA contract or through the prime contract
option. See IV-A. VITA will continue to incur some PSA subproject expenditures in FY
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B. Local Currency Programming

Government of Pakistan-owned local currency will be
generated as a result of dollars provided to the GOP for hard
currency losses associated with the increased export of various
agricultural commodities to Afghanistan, e.g., fertilizer. The
GOP-owned rupees will be placed in a Trust Fund under total
A.I.D. control. The principal advantage of a GOP-owned,
U.S.-controlled Trust Fund is that rupee funds are kept in the
project and do not get confused with U.S.-owned rupees for
Pakistan.

The Mission will negotiate an agreement with the GOP (to
be spelled out in an appropriate document) prior to undertaking
the initiation of the PSA component. The agreement will
stipulate that the Pakistani-owned rupees will be used at the
sole discretion of A.I.D. or whomever else A.I.D. may designate
as a manager. Disbursement of rupees will be made against
A.I.D. approved contractor invoices for previously approved
uses.

It is not possible at this time to estimate the sums which
will be generated. This will be determined by the amount of
foreign exchange components in the Pakistan inputs to be
exported, the subsidy involved in transactions and negotiations
with the GOP. Please refer to Annex I, Details of Private
Sector Agribusiness Components, for additional information.
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EXECUTIVE SUMMARY

On April 1, 1987. A.I.D. authorized the Agricultural Sector
Support Project, with a two-fold purpose:

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.

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
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 files and background
documents for the project; discussed with VITA staff the
project'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. Emabassy in Islamabad) on the findings and
conclusions. (Following the assessment, the contract team
assisted with redesign of the project and drafting of an Amended
Activity Approval Memorandum).

Findings 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
activity has been developed to distribute agricultural equipment



through the private sector.

The project has been somewhat less successful in developing
an organized agricultural assistance program than it has in
implementing rural works types of rehabilitation activities. To
a large extent, this is because about one year was lost, 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 mechanism proved unworkable, the
project began to do agricultural work through a new vehicle--the
field-structure of the Rural Works Division's Area Development
Schemes. Only then was much accomplished in agriculture, per se.
The exception to this was the experimental activity in
distributing selected items of farm equipment through the private
sector, which was started simultaneously with the attempt to work
through the Council.

Definition of, and planning for, agricultural field testing
operations was 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 slowed fibld activities.

Principal Recommendations

Follow-on activities shoula build on the considerable and
solid record of successes already achieved:

1. The cross-border rural development and agriculture component
should be continued and, as conditions permit, the number of
teams should be increased from the existing 12 to about 15.

2. As security conditions permit, the locations of some of the
teams 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 place teams in representative territories of the
main ethnic groups of Afghanistan.

3. The name of this set of activities should be changed from
Area Development Schemes to the Agricultural Rehabilitation
Schemes (ARS), to portray more accurately the purpose and
functions of the component.

4. The main objective 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;

0 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

0 Deterioration of seed varieties and
vegetative planting materials.

5. Enough flexibility should be included in this component so
that in special cases, whether they be additional problems or
potentially 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 be
structured, under leadership of a team director, into two groups:

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

o One for the testing and demonstration of agricultural
production technology.

7. VITA should add a deputy to the Director of the Rural Works
Division; add up to four more senior Afghans, at least one of
whom should be very strong in agriculture, to the VITA/Peshawar
staff, and strengthen sufficiently the agricultural field staff
in the ARSs to perform the functions of testing and demonstration
of agricultural production technology.

8. The commercial channels subcomponent should be re-defined as
the Private Sector Agribusiness (PSA) component, and should
function as the mechanism for getting a substantially increased
volume of critical agricultural inputs and supplies into
Afghanistan from Pakistan. This activity should be conducted to
the extent possible through private-sector traders, dealers and
businesses, although non-market channels might be used in special
situations.

9. A Monitoring and Analysis component should be created with
the objective of strengthening the functions of planning,
monitoring, evaluation and analysis of project activities.

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



iv

Project Identification Data Sheet

1. Country: Afghanistan

2. Project Title: Agricultural Sector Support Project

3. Project Number: 306-0204

4. Project Dates:

a. Project Authorized: April 1, 1987
b. First Project Agreement: Not applicable
c. Final Obligation Date: FY __ (planned/actual)
d. Most recent PACD: March 31, 1990

5. Project Funding

A.I.D. Bilateral Funding (grant) US$ 6.0 million

6. Mode of Implementation: A.I.D. direct contract

Contractor: Volunteers in Technical Assistance (VITA)
Subcontractor: Department of Geography,

University of Nebraska, Omaha

7. Project Designers:

a. O/AID/Rep
b. VITA

8. Responsible Mission Officials

a. A.I.D. Representative: Larry Crandall
b. Project Officers: A. J. Nehoda, 4/1/87 to 7/31/88

Gary Lewis, 8/1/88 to present

9. Previous Evaluations: None



v

Table of Contents

Page
Executive Summary ....... .................. i

Project Identification Data Sheet ... .......... iv

Table of Contents ......... .................. v

I. THE SETTING ......... .................. I

II. THE PROJECT ......... .................. 2

A. Purpose ......... .................. 2

B. Overview of the Project .... .......... 2

C. Project Components ...... ............. 2

III. ACCOMPLISHMENTS ........ ................ 6

A. Planning ......... .................. 7

B. Agriculture ........ ................ 9

C. Commercial and PVO Operations . ....... 11

D. Rural Works ...... ................ 16

E. Other Activities ..... .............. 17

1. Data Collection and Analysis . ..... 17
2. VOA Broadcasts (Agriculture) ..... 20
3. Horticultural Nurseries .. ........ 20

IV. ISSUES AND CONCLUSIONS .... ............ 22
V. RECOMMENDATIONS . . . . . . . . . . . . . . . . 3V. RCMEDTOS........................... 35

Attachments

Attachment 1: Scope of Work

Attachment 2: Composition of Assessment Team



I. THE SETTING

The Agricultural Sector Support Project (ASSP) was initiated
in April, 1987 to help rehabilitate agriculture in Afghanistan.
The agricultural economy had suffered from nearly a decade of
war, which included systematic destruction of animals and crops.
According to a comprehensive agricultural survey undertaken as of
1987, food production had dropped to 45 percent of 1978 levels,
30 percent of the land had been left uncultivated, the number of
cattle had decreased by 55 percent, the number of sheep and goats
by 66 percent, and the number of horses by 45 percent.(1) Rural
infrastructure, such as irrigation systems and farm-to-market
roads, had been damaged. In addition, the farm labor supply had
been reduced drastically through deaths (estimated at between 1
and 2. 5 million) and injuries associated with the war, by virtue
of refugees (estimated at about 5 million persons) who had
crossed over into Pakistan and Iran, and through internal
movement within Afghanistan of large numbers of people (estimated
at an additional 2 to 3 million people) to get away from areas of
active military conflict.

While some areas inside Afghanistan have become liberated
since the project was initiated, conditions in most of the
country have remained quite unsettled, at best, and much of the
country has been actively at war. Such is the setting in which
cross-border activities in agriculture and rural development have
been carried out.

--------------------------------------------

(1) First Report on the Agricultural Survey of Afghanistan,
implemented by Dr. Azam Gul, Director of Survey, Swedish
Committee for Afghanistan (Peshawar, May 1988)
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II. THE PROJECT

A. Purpose

The project purpose is two-fold:

1. to provide resources to support increased agricultural
productivity io selected areas of Afghanistan, and

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

B. Overview of the Project

The original project concept included two "tracks" for
implementing field activities inside Afghanistan. Track I was to
have been an agricultural development program implemented by the
Afghanistan Agricultural Project (AAP), which was to have been
formed by the seven-party Alliance and operated under the policy
guidance of the Alliance's Agricultural Council. Track II was to
be a program for involving commercial channels in the sale inside
Afghanistan of selected items of farm machinery and related
inputs. It was also to be the mechanism for assisting private
voluntary organizations (PVO) to become involved in agricultural
activities. Track II operated about as had originally been
envisioned. Track I did not, primarily because the Agricultural
Council and the AAP did not become functional. Meanwhile, VITA's
planning staff in Peshawar conceived a program to assist with
reconstructing selected items of infrastructure which were deemed
to be crucial to the rehabilitation of agricultural production:
namely, traditional irrigation systems and rural roads in
selected areas. This rural works program was designated Track
III. The project and VITA's contract were amended in August,
1987 to incorporate the rural works activities, and VITA
established a Rural Works Division to implement the program.

C. Project Components

The Agricultural Sector Support Project (ASSP) has four sub-
components (one in planning and three in field activities):

1. Planning

The Planning sub-component, which is at the apex of the
project, has the functions of formulation and promulgation of
project implementation policy (within the general policy
guidelines provided by the Office of the A.I.D. Representative
for Afghanistan (AID/Rep), planning the use of project resources,
monitoring and evaluating project activities, and overall
management of the project.
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2. Field Activities

Field activities are divided into three sub-components, or
"tracks. " The chronology of the development of the programs
under the three tracks is shown schematically in Figure 1. The
original project had only two tracks. It was envisioned under
Track I that an Afghan organization would be created as the
primary vehicle for implementing the project. This entity--the
Afghan Agricultural Project (AAP)--was to have been composed of
Afghan technocrats, nominated by Afghan political parties from
the seven-party Alliance. The AAP was to function under the
direction of an Agricultural Council, which was to have been a
policy-making body comprised of one representative from each of
the seven parties. For a number of reasons, the AAP never
became functional.

Track II was intended to run parallel to Track I. Under the
policy guidance of a Steering Committee composed of representa-
tives of the Office of AID/Rep and the Government of PakisLan
(GOP), VITA could channel financial resources and technical
assistance to the AAP or, alternatively, as circumstances
dictated, channel resources to private-sector groups and
organizations which have the ability to work in the agricultural
sector of Afghanistan. Because the AAP did not become
functional, Track II was implemented under the alternate mode;
it provides resources through the private sector and PVOs.

Because Track I did not show promise, VITA staff began
looking for other ways to achieve the agricultural objectives of
the project and, with the assistance of the pre-war Director of
Afghanistan's Rural Works Department, conceived a rural works
program to be implemented in a manner similar to that of the
former Department. On a trial basis, an "area development
scheme" was included as a part of the rural works concept.
Nominally, the scheme was to include agricultural as well as
rural works activities. In August 1987, the Activity Approval
Memorandum (AAH) for the project was amended to add the third
component, or track, to constitute a rural works program to
complement the other two tracks in support of the agricultural
sector. Rural Works was defined to include karez cleaning and
other minor irrigation improvements, road and track construction
and improvement, and area development schemes. Within the
context of an Area Development Scheme (ADS), it was envisioned
that the project would provide fertilizer, seeds, oxen, and
perhaps flour mills in addition to works in minor irrigation and
roads. Track III would also implement rural works activities
outside of specific ADS areas. In fact, until recently, most of
the activities under Track III were in irrigation and road
rehabilitation outside the confines of an ADS.



Figure 1.

Schematic of Programs under Tracks I, II and III
Agricultural Sector Support Project

Track I Track II Track III

Apr/87 AAP Commercial/PVOs
May
Jun
Jul
Aug ! Rural Works
Sep ! 1 ADS
Oct ! 1 ADS
Nov 1 ! 1 ADS
Dec I ! 1 ADS
Jan/88 1 ! I 1 ADS
Feb g1 ADS
Mar I ! ! 1 ADS
Apr f 1 ADS
May ! I ADS
Jun I! I ADS
Jul ! 8 ADS
Aug !10 ADS
Sep 10 ADS -
Oct 12 ADS
Nov 12 ADS
Dec 12 ADS ! !
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One pilot ADS was initiated in August-September, 1987.
Based on the experience, several additional ones were added in
the summer of 1988, as indicated in Figure 1.

VITA became convinced in mid-1988 that the ADS concept could
serve as an institutional mechanism for delivering goods and
services o facilitate agricultural rehabilitation and, in that
sense, could help fill the "institutional" void left by the
defunct AAP. Consequently, VITA shifted the ADS program from
Track III to Track I, as indicated in Figure 1. Rural works
outside the ADS areas continue to be in Track III, while rural
works within ADS areas were considered to be an integral part of
the newly-defined Track I.

As of November 1988, there were twelve Area Development
Schemes in eight provinces where the project was sending
tractors, threshers, reapers, bullocks, and improved seed.
VITA's Rural Works Division (RWD) was cleaning karezes
(traditional irrigation systems) and canals, constructing or
rehabilitating rural roads, and building bridges in 16 provinces.
RWD had day-to-day operational responsibility for supervising the
Area Development Schemes. The Planning Office in Peshawar was
working with private sector Afghan businessmen to encourage the
delivery of appropriate agricultural machinery and equipment to
rural areas of Afghanistan, and had collaborative programs with
four or five PVOs, including both U.S. and third-country
organizations.
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III. ACCOMPLISHIENTS

The Agricultural Sector Support Project (ASSP) was
authorized on April 1, 1987. In the short time since, the
project has made remarkable achievements. 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, VITA, has given guidance to private voluntary
organizations (PVO) and has collaborated in the field with some
of them. A small but highly successful experimental activity has
been developed to distribute agricultural equipment through the
private sector.

The ASSP has been somewhat less successful in developing a
specific agricultural assistance program than it has in
implementing agriculturally related (irrigation and roads) rural
works types of rehabilitation activities. To a large extent,
this is because about one year was lost, 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 do agricultural work
through a new vehicle--the field-structure of the Rural Works
Division's Area Development Schemes. Only then was much
accomplished in agriculture, per se. The exception to this was
the experimental activity in distributing selected items of
agricultural equipment through the private sector, which was
started simultaneously with the attempt to work through the
Alliance's Agricultural Council.

Definition of, and planning for, agricultural field
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.

Three offices have been established by VITA/Peshawar: one
for administration and planning; one for rural works and area
development schemes; and one for financial control/operations.

Three programs have been established to deliver goods and
services across the border, in addition to the planning and
administration functions carried out in Peshawar. The remainder
of this section is organized around the sub-components: (a)
planning; (b) agriculture; (c) commercial and PVO operations; and
(d) rural works activities.
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A. Planning

In the original project concept, planning was to be one ofthe important functions operating in parallel with, and acting as
the guiding mechanism for, the field activities. Planning as
visualized included the following elements:

1. Traditional project planning which was fairly heavily
oriented to the short-range, since it had to undertake
work in a war-torn climate in the midst of potential,
if not real, day-to-day risks of military operations,
with associated personal risks and loss to equipment
and infrastructure. The overriding situation precluded
normal, on-site planning and monitoring.

2. A concept of in-process, rolling redesign intended to
permit maximum flexibility to respond to changing
conditions, to experiment with alternative approaches,
and to concentrate on those activities which proved
most technically and manageably feasible and acceptable
to potential participants and beneficiaries in
Afghanistan at particular times.

3. Substantial work with support of and guidance from the
Agricultural Council composed of representatives of six
of the seven political parties.

Although it was not explicitly articulated, it can be
assumed that if the Council had functioned even moderately well
it would have been the recipient of considerable direct aid tostrengthen its own information gathering, analytical and planning
capacity. However, in large part because of conflicting
interests, including turf competition among the parties, it never
functioned effectively and the idea was ultimately abandoned,
after more than a year of attempting to work with it. Whether it
could have been made effective by different approaches to its
involvement, support and use is problematical, but the failure
may be a harbinger of potential problems in dealing with
different groups as the general political situation shifts in the
future.

Within the concept of rolling design (or redesign), the
project ultimately placed primary emphasis on the Area
Development Scheme and Rural Development programs, plus an
experimental program of equipment supplied through commercial
channels. This latter program, thus far, has been fairly small,
in part due to the need for results of field tests of tractors
and other machinery with respect to suitability and the potential
for sharing among famers.

Planning has been very informal. VITA's senior staff
(Wakil, Garner and, later, Sediq) personally identified
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opportunities and selected priorities based fairly heavily on
first-hand information. That mode of planning can work well at a
small scale of operation and with simple activities. Initially,
the activities were small in number and simple -- a few karezes
and small amounts of farm machinery for testing. However, such a
system can break down as numbers, size and complexity of
activities grow, and as macro-level issues need to be addressed.

VITA, as the principal implementing entity, has been
expected to work with and support PVOs and NGOs from the United
States and other countries, as well as work directly with people
inside Afghanistan. These high levels of expectations have
created a major load on the project's (VITA' s) planning,
implementation and monitoring activities.

Lack of hard information on the situation inside Afghanistan
has been an obstacle to efficient planning, monitoring and
definition of problems the project is expected to address. The
problem of inadequate information needs to be addressed for
better definition and monitoring of future activities. A related
planning issue is one of defining the magnitude of the problems
the project is expected to address. The project, as conceived
and as operated to date, requires site specific, micro data for
efficient implementation. Ideally, this would include detailed
data on individual small-community, largely farm, group needs;
individual farms' needs; and problems with small irrigation
system components. Up to now, there has been little effort to
collect such information in advance of decisions to work in a
particular area and on a particular reconstruction job. In the
pressure to get activities underway and to learn from the
experience, this has not been a serious handicap. However, for
future planning, a more formalized data collection and
information management system needs to be put in place.

The recently commissioned University of Nebraska at Omaha
(UNO) subcontract for LANDSAT imagery in two pilot areas is
expected to demonstrate the utility of this technology for
obtaining useful micro and macro data. Based on the results, and
before additional remote sensing work is commissioned, a better
definition of data requirements and specifications is needed as
well as a system for ground truthing (micro, site specific
information collection) inside Afghanistan and an efficient means
of communication between the Nebraska center and VITA/Peshawar.

For future planning, there is a need to define the magnitude
of the problems the project is expected to address. For example,
is the project expected to produce an impact measurable in terms
of: (a) growth of GNP in agriculture; (b) a significant
percentage increase in total food production; (c) self-
sufficiency in food within three years; or (d) an increase in
food supply sufficient to feed all refugees returning from
Pakistan in the next three years. Once the magnitude of the
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problem is defined, conceptually sound measures and approaches
can be defined, and more adequate and relevant information-
gathering systems can be developed. Planning could then proceed
within the framework of total human, material and financial
resources available.

An evaluation and monitoring system for project activities
is in place and has recently been strengthened with the addition
to VITA's staff of Dr. Riffat Sardar, who is responsible for
formal monitoring. Project monitoring is built into individual
project activities, such as karez reconstruction. This provides
the basis for payment and for future activity planning. For the
farm machinery distribution activity, monitoring is expected to
provide the basis for choices in future machinery activities.

Operating within the concepts of testing, monitoring,
evaluation, and rolling design, the project has been quite
successful in implementing small-scale activities. Teams
responsible for planning at this level also take on an
information gathering role for appraisal, planning and
implementation of small projects. Planning at this level
functions very well under the prevailing circumstances.

The main weakness lies in definition of the magnitude of the
problem to be addressed and the systematic collection of data
upon which optimizing choices can be made and overall plans can
be developed to ameliorate the problem.

B. Agriculture

The project is designed to assist the agricultural sector of
Afghanistan, within selected geographic areas, to return to
normalcy, by providing resources for increased agricultural
productivity and to support the growth of institutional
mechanisms to use the resources effectively. As noted earlier,
the original concept of using the Agricultural Council and the
AAP as an implementing mechanism did not work out. Subsequently,
the Area Development Schemes were used as an institutional
mechanism for agricultural activities as well as for
rehabilitating infrastructure, such as irrigation systems and
roads.

Historically, Afghan farmers have resisted government
interventions and are skeptical of outsiders telling them how to
farm. They are much more receptive to the opportunity to have
access to a piece of equipment or to one-time community services,
such as cleaning or rehabilitating karezes, which have little
threat of continued government involvement. Partly for these
reasons, the agriculture portion of ADS activities has been less
impressive than have the rural works activities.
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Even so, there have been accomplishments. Informal surveys
within the Area Development Schemes have identified the types of
inputs considered by farmers to be essential to rehabilitate
agricultural production. Equipment and draft animals provided by
the project have demonstrated and introduced improved
technologies, and helped communities to resume more productive
activities. The experience has helped project managers and
implementors to define possible future activities better. For
example, certain types of threshers which were introduced on a
small scale turned out to be inappropriate, while others worked
quite well and demand for them is now being filled through the
commercial channels sub-component.

Table 1 shows the kinds and numbers of machinery and oxen
which have been directly provided through the Area Development
Scheme subcomponent of the project.

Table LIDRugts Provided throughthe ADS Subcomponent

Item --- unbr

Tractors 15
Ploughs 14
Scraper blades 14
Tillers 14
Reapers 8
Small threshers 21
Large threshers 1
Motorcycles 20
Poinjar drills 14
Bullocks 496

Some 30 tractor drivers and thresher operators were trained
(by the equipment suppliers) to accompany the equipment. The
equipment has been rented to farmers in villages selected by
shuras (local councils). The money earned from rental is used
first to defray the cost of fuel and repairs and, if excess funds
are generated through rental, the shuras are asked to make
recommendations concerning use of these funds.

The demonstrational value derived through introducing
improved technology in this manner is quite positive.
Involvement of the shuras in the process is also a very important
and positive development; among other functions, they often serve
as a check on the local military commanders.

In summation, accomplishments to date under the agriculture
sub-component have been satisfactory, given the short time-frame
(approximately 16 months) in which it has been operating, and
especially so since the Agricultural Council under auspices of
the Alliance was not forthcoming.
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C. Commercial and PVO Operations

1. Commercial Operations

VITA's Planning Office has been working with private-sector
Afghan businessmen to encourage the sale of selected items of
agricultural machinery inside Afghanistan. As of mid-October,
1988, the following items had been sent to Afghanistan for sale
through commercial channels with a total value of approximately
$1.5 million:

Item Quantity

Wheat threshers 308
Pumps 1, 581

with engines 1,164
without engines 417

Rice husking machines 152
Spare parts ($226,600)

Since the Agricultural Council did not become functional,
the project has relied increasingly on commercial channels to
provide inputs and services to help rehabilitate agriculture.

Lack of information on the condition of fixed productive
resources, and of the supply and appropriateness of alternative
production inputs and services, has been a constraint on sound
design and implementation of this and other agricultural
activities. To alleviate this constraint, project personnel have
devised a two-staged approach. The first stage involves
introduction and testing of alternative types of production goods
and services to determine their suitability and acceptability
under conditions prevailing in different areas. While losses of
some types of production resources have been heavy--e. g.,
livestock--considerable though not precisely known amounts of
other production goods and services are currently available in
many but probably not all farming communities, supplied by
private initiative, and by the Kabul Government's and Soviet's
efforts. This commercial, private-sector oriented activity can
particularly address shortages created by the war which has
destroyed large numbers of draft animals and tillage implements,
reduced labor supplies, resulted in deterioration in the
quantities and qualities of high yielding seed, and resulted in
land going untilled and hence becoming difficult to farm.
Failure to till crop land has resulted in growth of annual and
perennial weeds and shrubs. This makes it difficult to plow crop
land with hand labor and light animal tillage tools. The
shortage of labor for tillage and harvesting exacerbates this
situation, particularly during land preparation and grain
harvest, when labor requirements normally peak. The supply of
animal and/or tractor mechanization appeared essential to replace
lost draft animals and, in the case of associated tillage
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equipment, to compensate for the decline in the labor force
available to carry out labor-intensive operations, especially
harvesting and threshing as it was done in the past.

The situation with respect to grain seeds (mainly wheat),
other planting materials (including fruit trees), fertilizer,
pesticides and pesticide application equipment was less clear,
but generally believed to be a less serious problem. It is
generally accepted that the long period since introduction and
replacement of wheat seed inevitably has resulted in a
substantial decline in grain seed quality. This deterioration
probably has been accelerated by lack of care in monitoring of
fields from which farmers saved seed, from mixing of seed and
losses of seed supplies due to military operations. Many
orchards have deteriorated due to lack of regular maintenance,
and the inability to replace older and diseased trees on a normal
schedule. Some orchards have been destroyed by Soviet or regime
troups, and some have died because of the destruction of
irrigation systems.

Urea fertilizer has continued to be produced at the Mazar-i-
Sharif plant at a rate of about 120,000 MT/year, which is
considerably in excess of original-design capacity. The local
production of fertilizer has been supplemented by imports, mainly
from Eastern Europe, of additional fertilizer, including
phosphates. Some pesticides also have been imported and
distributed. However, the extent of distribution and the
availability in the main war-affected areas is not known by ASSP
project managers.

Tractors and sprayers have been imported mainly from Eastern
Europe and sold to farmers in Afghanistan. Numbers, quality and
purchasers are not known by project personnel, but both quality
and quantity are generally believed to be far short of needs.
Estimates have been made on losses and current supply of oxen and
other animals, though the degree of accuracy of these estimates
is not known. Clearly, the situation on animal losses is
serious. In 1978, before the war began, there were an estimated
3.5 million cattle, a million other large domestic animals
(donkeys, camels, horses, etc.), and 20 million domestic sheep
and goats. Out of the 3.5 million cattle, approximately 2
million (1 million pair) were used for draft. They provided by
far the major source of draft power for tilling the approximately
3.8 million hectares of crop land. (In 1978, an estimated 3.3
million hectares were planted in grain crops.) Tractor numbers
were very small and other large domestic animals (donkeys, camels
and horses) were used mainly for transport. Available data
indicate that approximately half of the two million oxen used for
draft power were destroyed. Sometimes this has been a deliberate
economic war policy of the Soviets and the Kabul regime, and by
contact with land mines. Large numbers of sheep and goats also
were lost due to military action directly, including mines and
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interruption of normal grazing and other animal husbandry
operations. Sheep and goat losses, while representing a major
economic cost, present a less serious problem for agricultural
recovery than loss of draft oxen, especially for crop farmers.
The logical remedy would be large scale replacement of draft oxen
and equipment, but this is very expensive and it is logistically
difficult to obtain sufficient numbers of suitable types of draft
animals, and to transport and distribute the large numbers
needed. Increased tractor mechanization is being tried under the
project as a partial alternative. One tractor with suitable
implements can replace 20 to 30 pairs of oxen. Gasoline and
diesel fuel apparently have been available in adequate quantities
in Afghanistan. However, the economic and technical feasibility
and acceptability to farmers of this tractor mechanization
approach was not known. There has been considerable uncertainty
also about the feasibility and suitability of alternative supply
and distribution arrangements for tractors, oxen, and other tools
and implements.

To avoid major mistakes, a program of supplying production
inputs and services was initiated first on a pilot basis under
the Area Development Schemes; the project supplies and operates
the mechanical equipment and maintains title. The project's
program which subsidizes private-sector commercial channels for
supply and distribution of equipment has run in parallel with the
ADS testing of eqipment. The commercial channels sub-component
works with established businessmen who own or have linkages with
existing distribution networks in Afghanistan.

The pilot program, generally operated in selected
communities under the guidance of local shuras, has included:

0 Tractors: 15 model 240 Massey Ferguson tractors (each
equipped with a mouldboard plow, nine-tined cultivator, and
scraper blade) have been distributed for trial under
guidance of the shuras. The project has supplied trained
drivers and mechanics with each.

o Threshers: One large thresher, pov.ered by tractor, and 21
small threshers powered by an accompanying small engine,
have been supplied to communities on a pilot basis for
trial.

o Oxen: 496 head of oxen have been supplied under the pilot
Area Development Scheme. The conclusion was reached that
necessary oxen implements could be located or produced
locally mainly from wood and small amounts of steel. Hence,
implements were not provided with oxen.

Host of the oxen were distributed gratis through the
mechanism of the shuras. Approximately 50 head were auctioned
off in an experiment to test the feasibility of this distribution
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mechanism. Based on initial reports, it appears that auctioning
is a serviceable mechanism and future distribution should
generally move in this direction.

Services of the tractors and threshers were to be shared by
farmers on a community basis. That is, services were made
available on a custom-hire basis to individual farmers, with
costs of operation assessed and collected from users.

Much less uncertainty has been associated with the supply of
annual production inputs such as seed and fertilizer. Thus, the
introduction and testing on a pilot basis under ADS was not
considered a prerequisite. Some improved seed packages composed
of 7 kg of improved wheat seed and fertilizer have been prepared
for distribution to individual farmers on a grant basis.

The results of trials with tractors and threshers were
sufficiently encouraging to justify and provide direction for a
larger commercial operation, functioning mainly through the
private sector. The pilot operation indicated that farmers were
willing to pay for custom services of tractors and threshers.
The tractor and associated implements were found to be
technically suitable and acceptable to farmers. Alternative
implements, e.g., a disc harrow instead of a nine-tined
cultivator, might have been provided but choices were limited by
types available in Pakistan. Of the various types of threshers
provided, the very small thresher equipped with small motors
proved unsatisfactory. (This was based on models of larger
threshers, which were scaled down and redesigned under the
project. This design proved to be unsatisfactory and must be
improved substantially or discontinued.) Larger tractor-powered
thresher models, which were already being waLdely used in
Pakistan, were accepted. Reapers introduced to reduce labor in
cutting wheat have had mixed results. Some farmers complain that
they cut grain too high and waste bhooza (chopped straw used for
livestock feed) and were not suited to small narrow plots often
encountered in Afghanistan.

The program has moved ahead with the Model 24O Massey
Ferguson tractor and the associated package of implements, and
the large tractor-powered thresher being distributed through
private dealers. Private sector supply and distribution of oxen
has not yet developed, although the mechanism of the auction
appears to be a step in this direction. The private sector is
expected to supply and distribute other production inputs and
equipment--improved wheat seed, fertilizer, pesticides, sprayers,
and small water pumps. Simple tools and oxen drawn implements
(plows, harrows, spades, hoes, etc. ) can be made by craftsmen
already in Afghanistan. However, some assistance with machine
tools and raw materials may be needed, especially by returning
refugees who wish to go into the business of manufacture and
repair of such equipment and tools. Some assistance may also be
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needed in providing spare parts.

Private sector supply of production equipment and supplies
currently follows two separate sets of procedures. Tractors, for
which the existing Government in Kabul maintains a monopoly and
hence for which private involvement is illegal, are in effect
smuggled into Afghanistan by private dealers. Other Equipment,
for which no such monopoly and hence no Kabul Government
prohibition exists, is usually imported following prescribed
Kabul Government procedures. Import requests with required
documents are formally submitted and authorization is obtained
from Kabul. Documents are presented at the existing Government
border posts. Duties are paid as required. (The post at Torkham
has been allowed to operate in the midst of a Mujahideen
controlled area for the convenience of all parties concerned).
The legally sanctioned goods are distributed to rural areas
through legally establ.shed and Government recognized private
dealer networks. Most of th:. agricultural machinery legally
imported is sold in the Kabul market, wnich is essentially the
only e,,tablished central marketplace for such machinery at this
time. However, it does not pass through Government hands in
Kabul and pays no taxes beyond initial import duties. This
procedure provides these goods with the advantage of fully
recognized legitimacy and hence some protection from seizure.
Tractors and related equipment which cannot be legally imported
are smuggled in and distributed to areas that are under secure
control of the Mujahideen.

Results to date indicate that tractors and related
implements and other equipment are readily accepted, and that
substantial numbers of farmers have the financial resources
and/or banking contacts to finance importation of even large
scale equipment such as tractor and implement packages. Also,
many are able to arrange payment in Pakistani rupees, even at the
current unofficial rate for the Afghani, which is about one-third
the official value.

Many Afghan farmers with access to resources to buy tractor;
and equipment are deterred by the bureaucratic requirements,
uncertainties and difficulties in coming to showrooms of
Pakistani distribv..ors to buy, and arrange shipment and export
from Pakistan of the equipment. One solution would be
establishment of warehouses, near the two border crossing points
in NWFP and Baluchistan, where Afghan farmers could buy and pick
up equipment with minimal bureaucratic requirements, e.g., the
equipment would already have cleared all Pakistani requirements
and be available for immediate shipment or on-site pick-up by
Afghan farmers.

The amount of equipment and supplies provided under this and
other components of the project has not yet been sufficient to
make a substantial impact on total production. However, it has
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been sufficient to accomplish three very important intermediate
objectives:

1. Lists of equipment and supplies which are acceptable to
Afghan farmers and farm groups have been identified,
tested and proven.

2. The feasibility of use of private channels for
distribution of essential production goods and services
has been tested and proven. The proven willingness of
private owners of tractors and other large equipment to
provide custom hire services for other farmers in the
community and willingness of farmers to hire and pay
for such services are very important considerations in
decisions on future expansion of this approach.

3. Finally, some contacts and business relationships have
been developed and project assistance has been accepted
by private sector Afghan businessmen.

These accomplishments will be critically important in future
expansion of this activity. The experience also appears to have
proved that with minimal logistical and technical assistance
support, the private sector can successfully implement a major
part of an agricultural development program and play a key role
in the supply of equipment and services essential for
resettlement of large numbers of refugees. This approach, if
properly designed and supported, would be low-profile and require
little direct U.S. management.

2. Private Voluntary Organizations

The AAM indicates that VITA will work with PVOs; detai'Is
were not specified. During the summer of 1987, VITA began
working with two PVOs which were then working in Afghanistan:
the Swedish Committee and British-sponsored Afghanaid.
Subsequently, they began working with the AusLrian Relief
Committee, the Dutch Committee, CAPE/International, the American
branch of Save-the-Children and, to a lesser extent, the
Norwegian Committee. Page 33 presents a discussion of the types
of interaction that have been involved in these relationships.

D. Rural Works

The Rural Works Division became operational in the summer of
1987 under the leadership of Engineer Nir Mohammad Sediq, with a
small nucleus staff. As of mid-November 1988, the staff had
increased to about 200, of which about one-fourth were in
Peshawar. Twelve teams were working cross-bordor in l provincer,
of Afghanistan. Among the organ 2ationm oporAtLna (%,it of
Peshawar, this is by far tho lor-R nt skj.h off,#1 t-., lt *Neral
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times more than the total of the others combined.

Up to now, rural works activities have been centered in
areas freed from Soviet and Central Government control and
generally within the two most easterly tiers of provinces, from
where most of the refugees in Pakistan come. These areas have
received emphasis for two reasons: security and ease of access
from Pakistan.

Rural works activities under the project have been limited
essentially to rehabilitating village roads and small-scale
irrigation systems, mostly karezes.

No attempt is made i-,der the project to address other types
of public works activities, such as restoration of homes, farm
buildings, schools and public buildings or electrification.
Project implementors felt that village access roads and provision
of irrigation water were the imperatives to rehabilitating
agricultural production. The assessment team agrees with that
conclusion.

In assessing the project's rural works sub-component, a
comparison with USAID-assisted pre-war rural development
activities is useful. The Rural Works Department was organized
by the Government of Afghanistan in the 1960s to carry out small-
scale engineering works. USAID became involved in supporting the
program in 1972. Outputs scheduled for the first two years of
Phase I (1975-77) included 80 water control structures irrigating
an average of 375 acres each, 26 stone and concrete bridges with
an average cost of $14,000, and 100 kms of farm-to-market gravel
roads. Later, the output goals for the project were reduced. In
March, 1976, scheduled outputs and the results achieved were:

Goals Completed

Water Control Structures 14 8
Bridges 8 3
Roads (kin) 15 0

These figures are well below the range of accomplishments
during the first year under the ASSP project. As of mid-
November, 1988, about 200 km of roads were improved or
rehabilitated and about 500 karezes were rehabilitated.

E. Other Activities

1. Data Collection and Analysis

Information has been very scarce on daitruction and lons or
use of infrastructure (surrace and hares it "Inti' rl'sdl
bridges, public buildi nin I to4 u ,r - a rt,,*o i *- - ,-r I * t,
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due to military operations, and deterioration from lack of
maintenance and disuse. Uncertainty about conditions of
irrigation infrastructure and current use of land (e.g., amount
cropped) is a particularly serious handicap in planning and
implementing agricultural activities. Several measures have been
taken to provide more reliable and up-to-date information with
adequate area of coverage for rehabilitation planning and
implementation. These include:

1. Field teams of the rural works and agricultural
rehabilitation activities assemble information about ongoing
and proposed activities from on-site field observations and
discussions with local residents and area commanders. These
observations are very limited in area and subject to
personal bias.

2. A special survey conducted under the auspices of the Swedish
Committee (funded principally by A. I. D. ) attempted to
collect data on losses, including damage to infrastructure
and fixed and other agricultural resources, and on status of
agricultural production for major parts of the country. The
Swedish Committee assembled and analyzed a large volume of
data which is invaluable, especially at a macro level, in
appraising damage, current productivity and likely costs of
reconstruction. A principal problem is that the data
collection techniques employed do not provide the kinds or
levels of data required for location specific farm and
community level rehabilitation planning and implementation.
The data also lack detail and area specificity to provide
ground truthing for interpretation of satellite imagery.

3. VITA, with Hission approval, subcontracted with the
University of Nebraska to carry out a pilot study on the
potential for use of LANDSAT (satellite) imagery to identify
and assess damage to infrastructure, including irrigation
systems (surface systems and karezes, etc.), roads, bridges,
and buildings, and to estimate the extent of use of
agricultural land especially for crop production.

The assessment team met in Washington, D.C. with Dr. John
Shroder of the University of Nebraska, the principal
investigator, who has several years of earlier experience in
survey and mapping work in Afghanistan. Dr. Shroder briefed the
team in detail on results of his work under the VITA subcontract.
This included a presentation and review of imagery on the two
pilot areas included in the study. Several conclusions emerged.
Despite collection of LANDSAT imagery in August--a period not
ideally suited to interpretation--a large amount or inrormation
can be obtained on damage to inrrastructure and ,urrent land usn
by comparison with pre-1978 imAgery f(o'.eri na tho sao"* areat rr
example, careful Interpretation and ( -- Par&ft u wit1 *a ,-
imagery would permit idontiri- , r a ,- ... 1$ " *-. .,. #,,,,*2
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other irrigation systems not functioning or functioning at
reduced levels compared with earlier periods. In some cases, it
also permits identification of inoperative draindge systems and
other damage due to military action or lack of maintenance. It
also permits identification of some impaired bridges and other
infrastructure. Better timing of imagery collection would permit
much more accurate interpretation of the current situation
especially with respect to cropping and other land use.
Illustratively, imagery collected at normal maximum wheat crop
growth (just prior to turning color) and again at full maturity
would permit a high level of accuracy in estimation of areas
planted to grain and ready for harvest. It would permit
differentiation with respect to areas in range, forage and
waterlogged areas not in cultivation. Comparison with earlier
imagery would permit identification and measurement of changes in
patterns of land use. This in turn would permit assessment of
damage to irrigation systems and changes in land used for crop
production, community by community. Subsequent collection and
interpretation of imagery could be used as a reliable, non-
biased, check on results of reconstruction activities, e.g.,
karezes put back into operation for those which had been totally
out of order (it could not detect, for instance, a 20 percent
increase in flow of water due to cleaning or rehabilitation).

Close coordination between work done at the University of
Nebraska and field operations, particularly collection of ground
truth by field teams in Afghanistan, is necessary to reap the
results potentially available. In mid-November, 1988, O/AID/Rep
arranged for Dr. Srhoder to come to Pakistan to meet with project
personnel and the evaluation/redesign team to discuss potential
use of satellite information, and work out details on steps to
achieve maximum possible results from the current pilot
operation.

Ideally, a commitment should be made by February, 1989 and
arrangements made to initiate a program by April 1, 1989 to cover
the target areas for the ASSP's rehabilitation teams. This
should include arrangements to obtain multispectral coverage of
the enlarged area twice during the May-July period (after wheat
has changed color, but before harvest). This program should
provide for close working relationships and frequent visits by
the University of Nebraska team to Peshawar and periodic visits
by involved Afghan professionals to the University of Nebraska.
The interpretation work should be concentrated at the University
of Nebraska.

The results of such interpretation efforts could be valuable
to parties involved in resettlement and rehabilitat;on The
information should be shared with other donor" to sasnit them in
planning and implementation or activitxon theoy will aupport, and
to improve donor coordination Thia m.iht Ine-lud. ae lm s o t r,
the IFAD-runded team undor akm 'rick of dt-d-, "--s # ,f
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reconstruction and resettlement programs for Afghan refugees from
Iran.

The following information from Dr. Shroder covering a
section of the Helmand Valley is indicative of the potential of
LANDSAT.

"The changes between pre-war and now are as follows:

o The Maria area has greatly deficient agriculture. Much
of it seems to be out of cultivation, perhaps through
salinization and waterlogging.

o Nad-i-Ali seems to be intensively cropped and shows few
problems, except at the south end.

o The area of Kareze Saydi between Nad-i-Ali and Maria is
in new production.

o The area between the Shalaman Canal and Lashkargah, and
between the confluence of the Helmand and Arghandab
Rivers looks healthy.

o South of Lashkargah things do not look so good, except
around Hazaras, as you can see.

o South from the Maria drain by the Helmand there is
virtually nothing, even though I see a lot of villages
on the map. The imagery shows abandoned fields."

2. VOA Broadcasts Concerning Agriculture

VOA radio broadcasts produced by VITA are aimed at farmers
within Afghanistan and deal with general problems encountered by
farmers there. While no specific listener surveys have been
conducted, the programs appear to be well received by farmsrs.
Presently, the amount of time VOA offers these programs is
limited to approximately eight minutes about once a month. This
seems inadequate.

3. Horticultural Nurseries

Before the war, Afghanistan was known for its superior
fruits. Both local consumption and exports were high Direct
events of the war and neglect have damaged at least 10 to 1S
percent of the orchards and vineyards In some areum. tho damag
is near 100 percent
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Widespread reestablishement of orchards and vineyards will
be a long-term undertaking and, as such, should not receive a
major emphasis in this project. However, the selection, testing
and production of root-stock and planting materials, and
introducing these in selected areas of Afghanistan will
accelerate the rehabilitation of fruit production. Thus, it is
appropriate to devote a small amount of resources to nurseries,
and to testing and demonstration in selected areas of Afghanistan
in which fruit is important.

Two small nurseries have been started in Pakistan (Peshawar
and Swat) under the project for root-stock production, varietal
introduction and for eventual budding. It is planned that
materials will be moved to Afghanistan at an appropriate stage of'
development of the stock. This approach is endorsed by the
assessment team.
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IV. ISSUES AND CONCLUSIONS

A. Team

1. Is the technical assistance team effective?

In most respects, the technical assistance team that VITA
has assembled is quite effective. The team leader provides
strengths by virtue of having a keen sense of the political
realities in rural Afghanistan, from having had considerable
experience in rural development in other developing countries as
well as in Afghanistan, and from being a savvy and articulate
planner and leader. The team started out with the benefit of
having on the permanent staff a former senior Afghanistan
government official (Minister of Agriculture and other high-level
positions) who provides a policy-level dimension to project
planning and implementation. Subsequently, VITA was able to
attract to its staff the pre-war President of Afghanistan's Rural
Works Department, a person who is an extremely effective director
and implementor of programs. The total team has grown rapidly
especially in more-recent months, and is generally effective.
The least effective aspect of the team is in strategizing and
implementing purely agricultural ,,-ograms. With respect to
infrastructure activities, impl.-:;zentation appears to be strong
but, to date, emphasis has been niostly on karez repair. The
approach lacks a clearly articulated strategy, or framework, for
rehabilitating irrigation systems and rural roads.

2. Are there sufficient numbers of personnel with

appropriate backgrounds to meet project objectives?

Senior staff on the VITA/Peshawar team include:

Expatriate:
Executive Director I
Chief Financial Officer 1
Program Officer (consultant) 1

Pakistani:
Monitoring/Evaluation Officer 1

Afghan:
Chief Technical Advisor 1
Director, Rural Development 1

Total 6
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The Program Officer (consultant) is assisting on a short-
term basis with designing and defining agricultural assistance
activities. This should be made a full-time, permanent position.
In addition, a qualified deputy to the Director, Rural
Development Division, should be added.

Except for a deputy, there are ample numbers of Afghan staff
available to VITA's Rural Works Division, both technical and
professional, although the level of skills for most of the staff
is less than fully adequate. Between 20 September and 23
October, 1988, the staff increased by 20, or 17 percent. While
there are several engineers on the staff, few of them have had
extensive training and background in irrigation engineering.
Such training is not necessarily needed for work on karezes, but
it will be for work on surface-irrigation systems.

The number of field staff in agriculture is adequate,
although some shift in specialties and qualifications is needed.
At least one agricultural specialist at a senior level is needed
on each team to supervise testing and demonstrations, to work
with key farmers on seed multiplication, and in general to assure
that the scope of activities laid out by the Peshawar planning
team is carried out.

3. Should there be changes in the numbers and mix of
skills?

VITA added an expatriate agricultural consultant on a short-
term contract in mid-1988 in an effort to add depth in
conceptualizing activities and strategizing in agriculture.
There remains a deficiency in the ability to implement
agricultural, as opposed to area development, activities in the
field.

4. Is the team organized in the most effective manner to
implement the project's field activities?

The field teams have gone through a recent reorganization.
While not all ADSs are fully staffed, the staffing pattern calls
for fourteen persons on each team, including an area development
officer, seven who are associated with rural works, and six
agriculturists, agricultural equipment operators and mechanics
(generally, two agriculturists and four equipment-related
persons.) The organizational structure may need to be adjusted
in order for the teams to implement the more sharply rocustd
scope of work that is beixng recommended, especially for tho
agriculture portion of the toamn An a m if) I tJm. a moro aeni ,I
agricultural person needs to Se mppi nt od 4,,r) oafm 1, lg
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Overall staffing for agricultural programs reflects the
dearth of professional Afghan agriculturists available. Few
agricultural professionals have been located or have come forward
seeking employment. The pool from which to select is small.
This was true in Afghanistan even prior to the conflict. Many of
the more senior experienced persons who left Afghanistan have
sought and accepted employment in other areas of the world. Many
of those who remain in Afghanistan are junior personnel with
limited technical training and experience. Personnel constraints
in agriculture will remain. The recommended solution, for the
ASSP project, is to mount an in-service training program for the
agriculture field staff so that they can carry out the specific
objectives of the project as defined in the amended ASSP. The
field staff is currently weighted toward the operation of
equipment, i.e., tractor drivers and thresher operators.

5. Should Tracks I, II and III continue to be in the same
project and/or implemented by the same contractor?

A great deal of potential complementarity exists between
agricultural and rural works activities in the Area Development
Schemes. This augurs well for field activities of Tracks I and
III to be implemented as an integral set of activities by one
contractor. The PVO portion of Tract II should also remain in
that set, since most of those activities are cross-border and
related to the area development schemes. The Track II
commercial-channels program needs to be expanded substantially
and implemented in a full-fledged private-sector oriented manner,
involving Pakistani agribusinesses, and Afghan traders and
merchants on a large scale. VITA is not equiped to manage this
kind of an effort in addition to the area development schemes.
Therefore, a new contractor with the requisite personnel and
experience should be sought. Close coordination between this
program and the field activities will be important. The proposed
structure for implementing an expanded private-sector commercial
channels program is discussed more thoroughly in the amended
ASSP.

B. Systems

Are VITA's accountability and record keeping systems
adequate?

Because the VITA field office in Peshawar operates a
trans-border assistance program, VITA's contract allows for
special accounting provisions. The field office rollows normal
accounting proceedures; it documentn tho end tint roe o ptrn for sll
goods and services within Pakistan By 0pcIoil r-,.n ract
provision, VITA is e!empt from noji-mal a,,,' i r' G t., , - f,,t
end-use of item. vithin Afrg ilr e9 " *-! , le , c,, * '
The procedures and a t tarr im A. . .a ., .4* . '0 . , "
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costs and materials up to the border. Tracking the use of the
resources beyond this point is the function of the monitoring
program (see section H).

The VITA/Virginia home office is responsible for releasing
funds to the field office by a Federal Reserve Jett~fr of credit.
Through the period of the contract, there have been problems with
the timely transfer of funds to the field office, which have
created temporary cash flow problems and, at times, slowed
activities. VITA/Virginia has recently reorganized its
accounting office in an effort to correct these difficulties.

C. Operating Functions

1. If field activities take on operating functions which
are normally those of a government agency, how will this affect
relationships with VITA and A. I. D. ?

VITA's responsibility for cross-border rural works and
agricultural rehabilitation within Afghanistan forces it to take
on functions that would normally be filled by a host government
agency. It accepts requests for work, decides on where in
Afghanistan rural works and agricultural development schemes
should be located, employs Afghan staff for planning and
implementation, and helps to create village and regional level
organizations to decide on appropriate distribution of goods and
priority of work within project areas.

The fact that VITA has taken on, quite effectively, some
functions normally carried out by government agencies need not in
any way affect VITA's relationship with A.I.D. As a contractor
to A.I.D., VITA should continue to get its policy guidance and
technical direction from AID/Rep.

2. Should the (ADS) operating arm be spun off, say as an
independent foundation which could accept assistance from a
variety of sources?

The Rural Works Division, which implements the ADS
program, has the potential to become autonomous. It employs a
large Afghan staff and has become an institution with important
potential for the post-war reconstruction effort. As an
organization with an Afghan character, it has attracted the
attention of many agencies ranging rrom roreign PVOs, whose
planning abilities are rudimentary, to the United Nations. which
will need to rely more heavily on Afghans no It beirti w ri rn
within the country Allowing Pural Worbs t(N ann -mo a ,-,,
internationnl role in moot ino itI rrx,.y A",a- ,. M 1 to, f -. t .
from a vAr i ty (of S,' r, ', 4 ' . A f ,. t 4. I
c u r r P n t I v t., i t v " . , e * ,,
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reduction in the level of U.S. funding, program commitments could
still be met.

While developing such autonomy is seen as desirable, the
structure of a foundation may not be the best way to proceed.
foundation would take time to set up and approve, and the
structure it takes in planning may eventually be rendered
inappropriate by changing events within Afghanistan. Nor is it
clear what the goals of such a foundation would be, beyond acting
as a conduit of funds to the Rural Works Divison, whose
engineering functions would likely be prescribed by a national
government under normal conditions. Finally, the case would need
to be made that a new foundation structure with an untested staff
would improve the effectiveness of the current program more than
could be obtained by readjusting its current relationship as an
AID/Rep contractor. Planning for the future of the Rural Works
Division should consider the need to integrate efforts with those
of other international agencies that will also be involved with
Afghanistan's resettlement, rehabilitation and reconstruction.

There appear to be three alternatives to a foundation,
within which a Rural Works program could proceed.

(a) Rural Works could remain part of the VITA organization
but expand its base by taking funds from other agencies and
planning cooperative ventures with them. This would also allow
A.I.D. to participate in multilateral programs with an
organization it had set up and which meets its standards for
accountability and accomplishment. While organizations perceived
as bilateral may fall on hard times as relationships between
their respective governments change, multinational programs may
be less vulnerable. As a contactor to AID/Rep, VITA's Rural
Works activities could remain primarily, or at least partly,
funded by A. I. D.

(b) The Rural Works program could be incorporated as aunit within a larger United Nations program. As the UN takes a
greater role in organizing rehabilitation and reconstruction
within Afghanistan, it may be more feasible for Rural Works to be
part of a multilateral program if its wishes to expand its role
by taking on larger engineering projects.

(c) The Rural Works program could become part of a
ministry within a new Afghan government. As the political
situation changes and a new government emerges in Kabul it will
likely seek out Afghan-staffed programs like Rural Works with
ties to the resistance as a way to begin its own national program
of redevelopment. If this occurs, the Rural Works proeram will
disappear as a donor-supported program but its starl and dutieft
would continue and perhaps expand an a covornmontal aio6 ,"v



27

3. Are relationships between VITA, and the Afghan and
Pakistani organizations satisfactory? Are changes needed?

Relationships between VITA and GOP agencies appear to be
very good, with coordination and lines of communication
satisfactory. In dealing with the Afghan party organizations,
VITA has recruited people with an eye to maintaining a balance
between factions without tying itself formally to any single
party or to the vageries of the seven-party Alliance leadership.
Inside Afghanistan, VITA has helped create local level lhuEgs, or
councils, that represent the range of leadership within the
community or district. Under the assumption that the political
situation in Afghanistan could become increasingly fluid over the
coming months, VITA has positioned itself well to operate in an
uncertain environment with the variety of parties or other
leaders that may emerge.

D. Role of PVOs

1. Is the nature of VITA's role in this project such that
a PVO (VITA or any other) faces institutional and attitudinal
constraints in carrying out its contractual responsibilities
effectively?

VITA's Afghan projects and the number of employees (nearly
200 as of mid-November 1988) have grown considerably over the
past 18 months. A strength of the organization lies in the the
quality of its senior planning staff in Peshawar, including two
former senior Afghan officials who have facilitated the creation
and growth of the organization. In the process, VITA has taken
on some operating functions normally associated with those of a
government agency.

Largrely because of the flexibility that was purposely
built into the project, and partly because of VITA'S management
style (sometimes taking the character of a PVO, though they are a
contractor in this project) VITA has tended to be "experimental"
at times. It is entirely possible, perhaps even likely, that
they were able by using this "style" to accomplish as much as
they have in a relatively short time, At this stage of the
project, though, with the foothold that has been made in
establishing cross-border operations, the operating mode needs to
take on more of the character of a contract. This may be easier
for the overseas staff than for VITA as atn institution. (Files
of correspondence from the home office to the field, in
describing the collaboration with PVOs. often refer to the latter
as "other PVOs. ")

2 Should this prolect be* a rsa *1
consultina rirm or or'ea'r-3t * ,b 'e ' ,- *, 0 tJ...
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PVOs by their nature are mission oriented, carrying out
humanitarian projects that meet the goals of their organization.
With this mission orientation, they have taken the lead in many
aspects of refugee relief in Pakistan and war relief inside
Afghanistan. However, when a PVO moves from accepting grants for
carrying out a project which it has proposed and developed, to
accepting contracts for work which some other agency has defined
and will evaluate, different criteria come into play. In a grant
situation, PrOs are able to mobilize energy and enthusiasm that
make them quite effective in dealing with specific problems,
because they are meeting their own goals as well as the donor' s,
with the help of other people's money. In a contract situation
with a multiplicity of goals, some of which have political and
economic purposes outside the scope of a PVO's charter, strong
moral commitment is less important than a strong base of
administrative skills and a proven track record of project
accomplishment.

Having said that, the VITA field office at this stage of
project implementation has a comparative advantage, especially in
implementation of the Area Development Schemes, that needs to be
expolited. Implementation by a private consulting firm of that
portion, in particular, is not recommended at this time.

3. Assuming a PVO is appropriate and capable of
implementing this project, shculd VITA continue to be the
cont r e.ctor?

VITA should continue to be the contractor for the Area
Development Schemes (renamed Agricultural Rehabilitation Schemes
in the amended ASSP) and for rural works activities outside ADS'
and for liaison with PrOs working inside Afghanistan, at least
until their current contract expires in Harch, 1990. At the end
of 1989, their performance should be reviewed again and alter-
natives weighed against the option of continuing VITA's contract.

4. Does VITA have the institutional capability to
implement the project as it may be changed and/or expanded?

VITA's strengths are in the existence of the beginnings of
a strong staff and organizational structure in Peshawar, and a
viable structure for carrying out cross-border activities. In
this sense, it appears that VITA may be able to develop the
institutional capability to implement the rwdesigned agricultural
rehabilitation schemes. VITA does not have the capability in
Peshawar to implement a substantially expanded private-sector
agricultural input sales operation Nore to tho point.
VITA/Virginia has virtually no inntitut ional rapntl lit- to
backstop or implement such an eitndo-d rr -at,4 "
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E. Organizations

1. What progress has been made in creating effective
Afghan organizations to provide assistance to the agriculture
sector?

Considerable time (about 12 months) and effort were
expended during the design and initial implementation phases of
the project to enlist participation of the Agriculture Council of
the seven party Alliance in planning and implementing the Area
Development Schemas. That effort was finally abandoned.
However, two other organizational developments occurred later in
the project life which may prove to be more significant than the
Agricultural Council: (a) the constitution of the Rural Works
Division, which has the potential to become an Afghan entity at
some point, and (b) assistance in the formation of shuras (local
councils). Project activities have the potential for giving the
shuras a reason for being, e.g., to represent community interests
in the process of allocating resources and in programming
rehabilitation efforts, and as a check on commanders.

2. What role, if any, might a resuscitated council have
in future project activities?

While the potential usefulness of an agricultural council
should not be dismissed out of hand, it is not at all clear at
this juncture what role such a council might fruitfully play for
the ASSP project.

3. What progress has been made in strengthening existing
agricultural services in project areas? Which of these can and
should the project try to develop or strengthen?

Virtually no agricultural services exist, except the
state-run fertilizer and machinery operations. The project has
helped to maintain, or strengthen, private sector capability to
deliver selected items of agricultural inputs, most notably farm
machinery. In fact, strengthening this kind of service--the
capacity to distribute and sell to farmers the agricultural
inputs necessary to restore productivity of farms--should be a
primary emphasis of the project..

G. Training

1. Is satisfactory progress being made in training
agricultural technicians and para-en- ineor+ under VITA %uorifoP's
Does the training program need to he br -et.,cd -r al '. Iot
meet needs for trained rarei, s I '
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A training program is carried out within the Rural Works
Division. Completed, ongoing and presently planned training
programs are indicated in Table 2. There is a definite need for
additional in-service training of field staff, especially with
the recent expansion in sta.('f. To arrange training at Pakistani
institutions, which is recommended by the assessment team, will
be time consuming. raining programs which really fit project
needs may not exist and will have to be developed. For example,
to suit the needs of the Agricultural Rehabilitation Schemes,
training may have to be tailor-made. VITA will likely need a
full-time training officer to manage these functions.

Program focus has been largely oriented toward skill
development at functional levels, such as tractor driving and
thresher operation. To supplement this, more attention needs to
be given to short-term training programs for agricultural
personnel who are, or will be, responsible for data collection,
analysis, program formulation, and implementation within an area.
Also, technical specialists need to be hired for the Peshawar
staff, and one of their duties should be to design training plans
based on an assessment of training needs.

H. Monitoring.

1. Is the monitoring and evaluation unit appropriately
organized and staffed?

Monitoring projects inside Afghanistan is the
responsibility of ten field-staff observers who report on project
progress and provide more general information about socio-
economic conditions in Afghnistan. Of the seven monitors who
review the commercial channels sub-component (Track II subsidy
program), five live permanently in Afghanistan and provide
reports. The other two travel from Pakistan as couriers and
observers. For security reasons, the identity of all monitors is
restricted to top members of VITA's staff, so that no VITA
project team is aware of who is evaluating their work.

The evaluations take different forms. For the Area
Development Schemes and Rural Works activities, technicians
administering the projects are expected to provide detailed work
summaries on the progress of projects. VITA staff indicate that
the field activities in three project areas were inspected by an
ad hoc team consisting of one engineer and three technicians, in
a trip lasting three months. The Chief of Party plans to add
more monitors in the near future.

Monitoring of the commercial channels program involves
checking the reliability of the end-use data supplied by Afghan
merchants. These data consist of government documents showing



Table 2. Training Inventory

Planned Next
Type By Whom Where Completed Underway 6 Months

1. Course for Millat Lahore 1988 May
tractor Tractor
operators Supplier
40 people

2. Workshop Rural Peshawar 1988 May Planned
Works for Nov.88
Division
(RWD)

3. Training Peshawar Dec. 15 -
course for Feb. 28, 88
Agriculture

4. Training Peshawar For RWD Dec. 30-End
course for Technicians Feb. 89
Technicians

5. Training Peshawar 1988 Jan. For RWD
Technicians

6. On-the-Job P/Field 1988 Jan. In Head-
training quarters and

in the field

7. Tractor Millat Lahore 3 months
Operator Tractor duration
20 people Supplier start Dec.88

8. Area (10) Peshawar 11/27-12/1/8
Development
Officers

,Deputies (10) Location to be determined 12/15-2/15/8

9. Agr. (20) Location to be determined 12/31-2/28/8
Extension

10 Rural Works (20) Location to be determined 12/31-2/28/8
Division
Technicians
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the delivery of specified equipment into Afghanistan and the end-
use sale including name of buyer, address, date of sale, and
price. Monitors check a sample of these individuals to determine
if they actually received the specified goods at the recorded
price.

In addition to the field monitoring, VITA has established
an analysis unit in Peshawar consisting of a social scientist and
two assistants. Their job is to collate the specific data from
observer teams and, by extensive debriefing, to produce situation
reports for each project area. This information is made
available in Quarterly Monitoring Reports that itemize the
information available for each project. Monitoring and
evaluation file reports have been produced for most of the ADS
project areas.

2. Is the system providing reliable information and
analysis about quality and adequacy of inputs, and how they are
distributed and used?

Given the constraints inherent in supervising a cross-
border operation, VITA has set up an adequate monitoring program
which has improved its reliability over time through the use of
cross-checking reports. VITA expects to upgrade the quality and
reliability of the reports in the future by implementing a
training workshop for current monitors to produce more
standardized reports and to encourage them to collect more
detailed information about local conditions. There is also a
proposal to involve expatriate monitors already in Afghanistan
observing projects run by PVOs to take a look at neighboring VITA
programs.

No attempt has yet been made to monitor the impact of
inputs delivered or facilities reconstructed. The planning,
monitoring, and evaluation section of the amended ASSP describes
a plan for such monitoring.

I. General Project Activities

1. Are VOA radio broadcasts about agriculture effective,
and should they continue under VITA or other auspices?

VOA radio broadcasts in Persian and Pashto about Afghan
agriculture are produced by VITA and directed at farmers within
Afghanistan. The topics covered are intended to be useful to a
wide variety of farmers and include a considerable amount of
useful technical information. While no specific listener surveys
have been conducted, occasional reports to VITA's Peshawar office
indicate that the programs have been well received. However, the
amount of time VOA has made available for such programming is
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3. Rural Works: Does the Rural Works Division have the
right kind of equipment and supplies to carry out its tasks?

For the sorts of projects presently being undertaken by
the Rural Works Division, only hand tools are necessary for the
most part. Project staff has these in adequate supply, along
with means for storing and securing them. Occasionally, on road
projects, they have obtained the use of a farm tractor and
trailer to haul stones for metalling the roads. In the future,
some larger tools and equipment may be needed. However, a proper
review should be made prior to any project funds being committed.

4. Concentration: Is the Rural Works Division spread out
over too large an area to have significant impact?

Initially, the Rural Works Division operated generally in
"areas of opportunity," defined to a large extent on the basis of
security. As additional areas have become secure, the number of
ADSs has been increased, with a geographic distribution that
includes a spread within Afghanistan from north to south,
including two ADSs north of the Hindu Kush. This spread offers
the advantages of serving areas with different farming patterns
and agricultural potential, and different ethnic groups. The
results obtained from this spread are useful in planning future
activities, and the spread is generally considered to be
appropriate. When feasible, it would be better to move more
teams into the north, where the bulk of the agricultural
potential exists.

5. Is VITA effectively assisting PVOs in their rural
assistance activities?

The AAM indicates that VITA will work with PVOs; details
are not specified. Under direction of the Steering Committee,
project staff have spent considerable time with several PVOs,
both individually and collectively. VITA has worked on a one-to-
one basis, for instance, with the Swedish Committee, Afghanaid,
and the Austrian Relief Committee, to explain details of karez
cleaning techniques and costs, or fertilizer requirements for
various crops. VITA has also extended program development
assistance to PVOs new to the area, who are interested in
beginning cross-border work. This has included the Dutch
Committee, CARE/International and the American branch of Save-
the-Children. VITA helped CARE to prepare a proposal for
possible 1,SAID funding to establish more area development schemes
to be implemented by CARE. VITA has helped Save-the-Children to
start an area development scheme in one of the south-eastern
provinces. They helped the Dutch Committee structure a program



for training para-veterinarians, and nominated candidates for
training under the program. It is planned that successful
candidates of this program will be assigned to three of VITA's
area development schemes, with technical support being provided
by the Dutch Committee. VITA has helped Afghanaid to develop
various strategy options for deploying resources inside. VITA
also provided an engineer for an extended PVO needs assessment
survey for the Panishir, conducted jointly with the Swedish
Committee and Afghanaid.

VITA has also participated in many group meetings with PVOs.
Dr. Wakil, in particular, has spent considerable time in these
fora, providing council from a policy perspective. More
recently, these meetings have centered around the Agency
Coordinating Body for Afghan Relief (ACBAR).
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V. RECOMMENDATIONS

The proposed follow-on agricultural activities supported by
the U.S. would build on the considerable and solid record of
success achieved in a very short time under the current project.
Major successful elements and approaches would be continued. The
present project in the short time it has operated has developed a
very successful cross-border Rural Works and Area Development
Scheme programs. These activities have achieved notable progress
in rehabilitation of infrastructure, especially karezes and
roads, and successfully tested a list of farm equipment. They
have achieved ready acceptance and gained stature for the program
among Afghan communities, and developed a well organized and
managed staff with a nucleus of trained people in 12 areas of
Afghanistan. This has begun to strengthen indigenous local
institutions and is addressing some real needs, albeit on a small
scale.

A companion activity to the rural works and area development
schemes is a small but highly successful experimental activity--
called, commercial channels--that was developed to distribute
agricultural equipment inside Afghanistan through the private
sector.

Following is a summary of specific recommendations for the
future:

1. The cross-border rural development and agricultural
component should be continued and, as conditions permit, the
number of teams should be increased from the existing 12 to about
15.

2. As security conditions permit, the locations of some of the
teams should shift somewhat, as prescribed by the following
criteria:

0 Productivity: The most agriculturally productive areas
should receive priority so that both infrastructure
rehabilitation and testing, and demonstration of agri-
cultural production technologies will help those areas
to produce surplus agricultural commodities for deficit
areas;

o Community Organizations: Those areas in which shuras
or other local community organizations exist, or are
likely to become functional, will be the most suitable
locations for teams;

o National Balance: Program managers should seek to
place teams in representative areas in territories of
the main ethnic groups of Afghanistan; and
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o Poppy Areas: Teams should not be located in areas in
which it is known that poppies are grown, unless:

the local community government (shuras and/or
commanders) actively seeks assistance in reducing
poppy production; and

a reasonably attractive economic alternative is
available.

3. The name of this set of activities should be changed from
Area Development Schemes to the Agricultural Rehabilitation
Schemes (ARS) component to portray more accurately the purpose
and functions of the component.

4. The main objective 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

o Deterioration of seed varieties and
vegetative planting materials.

5. Enough flexibility should be included in this component so
that in special cases, whether they be additional problems or
potentially 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 be
structured, under leadership of a team director, into two groups:

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

o One for the testing and demonstration of agricultural
production technology.
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7. VITA should add a deputy to the Director of the Rural Works
Division; add up to four more senior Afghans to the
VITA/Peshawar staff; and strengthen sufficiently the
agricultural field staff in the ARSs to perform the functions of
testing and demonstration of agricultural production technology.

8. The commercial channels subcomponent should be re-defined as
the Agricultural Input Sales (AIS) component, and should function
as the mechanism for getting a substantially increased volume of
critical agricultural inputs and supplies into Afghanistan from
Pakistan. This activity should be conducted to the extent
possible through private-sector traders, dealers and businesses,
although non-market channels might be used in special situations.

9. A Monitoring and Analysis component should be created with
the objective of strengthening the functions of planning,
monitoring, evaluation, and analysis of project activities.

10. Because of the enlarged scope of the commercial channels, or
AIS, component, and the specialized nature of this and the
monitoring and analysis activities, a new contractor(s) with
experience and competence in commodity import procedures, in
private sector agribusiness management and in monitoring,
evaluation and analysis should be selected to implement these two
components.
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AGRICULTURAL ASSESSMENT/REDESIGN
TERMS OF REFERENCE

I. Background: On April 1. 1987, A.I.D. authorized the
Agriculture Sector Support Project (306-0204) with a life of
project cost of $6 million. The current Project Assistance
Completion Date (PACD) is March 31, 1990. The Project purpose
is two-fold: (1) to provide resources to support increased
agricultural productivity in selected areas of Afghanistan
and; (2) to support the growth of institutional mechanisms to
use the resources provided under the Project.

II. Introduction:

In November, 1986, the office of the AID Representative for
Afghanistan Affairs (AID/Rep) issued a grant to Volunteers In
Technical Assistance (VITA) to design a project for assisting
the agriculture sector of Afghanistan. The grant also
authorized VITA to initiate steps leading towards project
implementation. By the time the Activity Approval Memorandum
(AAM - the Afghan program equivalent of a project paper) was
approved and the Project authorized on April 1, 1987,
considerable progress had already been made in recruiting
staff, and planning for project start-up.

In recognition of the uncertainties in the political, security
and economic environment within Afghanistan, the Project
adopted a flexible strategy to make adjustments in activities
as the situation might require - i.e.. a rolling design
strategy. The Project was designed in two phases. During
phase I (the first year). emphasis was on identifying priority
target areas to receive assistance, surveying the needs of the
selected areas, and supplying appropriate equipment, supplies
and technical assistance (TA) to those areas. Phase II (years
2 and 3). based on the experience of the first phase and the
evolving political situation, would expand project activities
to more areas within Afghanistan.

As originally designed, implementation would follow a two
track strategy. Track I would operate under the direct
guidance of the Agricultural Council. a body already in
existence, consisting of representatives from each of the
seven political parties in the Islamic Unity of the Afghan
Mujahideen (the Alliance). The Agriculture Council of the
Afghan Alliance was to provide policy guidance to the Afghan
Agriculture Project (AAP). The AAP was to be an Afghan
entity created to implement Track I activities in Afghanistan



Page 2 of 13 pages

under the direct policy guidance from the Council. Neither
the Council nor the AAP became meaningfully functional, thus
necessitating that the Contractor work with and through the
political parties and local commanders to implement the
agriculture program.

(Track I was intended to be the institution-building element
of the Project. It was to develop an organizational structure
and train a staff of Afghan nationals, mainly as agricultural
extension agents.)

Track II was to work outside the direct guidance of the
council receiving its policy guidance from a steering.
committee composed of representatives from the Mission. the
Government of Pakistan. and VITA. This activity (which is
implemented by one individual assigned to the VITA staff)
subsidizes the sale of farm equipment on a selective basis in
Afghan markets.

The VITA contract was amended in November. 1987 to include a
third Track focussed on reconstruction and development of
rural infrastructure such as roads, trails, and irrigation
schemes (agricultural development activities have also been
recently added). The former President of the Rural
Development Department in Afghanistan was recruited to be the
Director of the Rural Works Division (RWD). RWD has recruited
and deployed field staff in Afghanistan with staff members
residing in ten provinces and working in sixteen. While RWD
was designed to operate outside the direct control of the
Alliance and the Council. it has developed close working
relations with the existing leadership in selected areas in
Afghanistan and maintained close liaison with the political
parties. RWD now has a staff of 55 people, many of them
engineers and technicians recruited from the old Rural
Development Department.

Over the last few months, VITA has consolidated Project
activities around the field staff of RWD. Shuras (councils)
are forming in many areas where development schemes are being
undertaken. These shuras provide opportunities for the
Project to use and strengthen grass-roots local civil
administration. Both Track III and the emerging shuras
support creation of important institutional mechanisms for
rural development. With agricultural staff working alongside
existing RWD staff in ten area development schemes, an
operational framework is being created wherein the
agricultural staff originally planned to be Track I personnel
(such as extentionists) can be used effectively. They work
under the supervision of the senior provincial engineer and
are supported by administrative staff of RWD and the VITA
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planning unit in Peshawar. An area development officer has
been appointed to work under the director of RWD to supervise
agricultural programs in the field.

The Track I program has been incorporated into the area
development schemes of Track III. Rural works and area
development field activities, working with and through
existing local organizations, are now providing the only
channel of services to farmers that would normally be provided
by Government agencies. They are developing institutional
arrangements that. in fact. may become the Government Service
Agency.

IIX. Objective: (1) Assess the impact of the project.to date;
(2) redesign the project to reflect project experience,
current security realities, and needs of the agriculture
sector (to the extent determinable at this time) which should
be provided by this project keeping in mind the changing needsinside Afghanistan: and (3) identify and make recommendations
for new agricultural projects/activities (outside the purview
of this Project) and future studies of the agriculture
sector. The key element in the redesian must be flexibility
to expand/retract proposed project activities given the
realities of funding availability.

IV. Scope of Work: The contractor team will be required to
undertake a dual-purpose assignment -- an assessment of the
ongoing project and its technical assistance (in this case the
grantee VITA) with the objective of identifying possible
improvements/modifications leading to a redesign necessary tomeet the changing needs inside Afghanistan. The information
gathering stage will not be limited to information needed to
assess VITA's operations and the Project's redesign, but will
include information about the needs of the agriculture sectorwhich presently are outside the scope of the Project, e.g.,
credit and fertilizer needs, training for para-veterinarians,
etc. This will allow the team to make recommendations
requested in the previous paragraph.

1. Rapid Assessment of Current Proiect: The purpose ofthis 12-15 day exercise will be to give the AID/Rep a document
which assesses the appropriateness of A.I.D. assistance,
including its mode of implementation, and recommend specific,
practical improvements which can be implemented in light of
the evolving security and donor environment. The assessment
will address, but not be limited to. the following questions:

A. Team: Is the technical assistance team effective -are there sufficient numbers of expatriate, Pakistani and
Afghan personnel with appropriate backgrounds to meet project
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objectives? Should there be changes in the numbers and mix ofskills? Is the field team organized in the most effective
manner to implement Tracks Ii and III? Should Tracks II andIII continue to be in the same project and/or implemented by
the same contractor?

B. Systems: Are VITA's accountability and record
keeping systems adequate?

C. Operating Functions: If field activities take onoperating functions which are normally those of a government
agency, how will this affect relationships with VITA and
A.I.D.? Should the operating arm be spun off, say as anindependent foundation which could accept assistance from avariety of sources? Are relationships between VITA and the
Afghan and Pakistani organizations satisfactory? Are changes
needed?

D. Role of PVO: Is the nature of VITA's role in this
project such that a PVO (VITA or any other) faces
institutional and attitudinal constraints in carrying out itscontractual responsibilities effectively? Should this project
be implemented by a private consulting firm or organization
rather than by a PVO? Assuming a PVO is appropriate andcapable nf implementing this project, should VITA continue tobe the contractor? If so, does VITA have the institutional
capability to implement the project as it may be changed
and/or expanded?

E. Organizations: What progress has been made 4 ncreating effective Afghan organizations to provide assistance
to the agriculture nector? What role, if any, might aresuscitated council have in future project activities? Whatprogress has been made in strengthening existing agricultural
services in project areas? Which of these can and should theproject try to develop or strengthen? Which, if any, should
be split off as new projects?

F. LnRpLt_: Are priorities established for inputsconsistant with the evolving environment? What changes, ifany, are recommended? Is satisfactory progress being made inproviding inputs through existing mechanisms? Are any changes
recommended in the procurement system? What are the problems
of allocation and distribution of inputs? What lessons have
been learned? Are project inputs being delivered atacceptable costs compared to alternative approaches to obtain
the same objectives? Are subsidies effective and/or necessary
to make distribution of inputs to farmers?
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G. Traininc: Is satisfactory progress being made in
training agricultural technicians and para-engineers under
VITA auspices? Does the training program need to be broadened
or expanded to meet needs for trained personnel?

H. Monitoring: Is the monitoring and evaluation unit
appropriately organized and staffed? Is the system providing
reliable information and analysis about quality and adequacy
of inputs and how they are distributed and used?

I. General Project Activities:
-Radio - is the VOA radio broadcast activity

effective and should this continue under VITA or other
auspices?:

-Nurseries and research - has satisfactory progress
been made in establishing and operating seed nurseries and
agricultural research? Should these two activities continue
under VITA or other auspices?:

-Rural works - does RWD have the right kind of
equipment and supplies to carry out its tasks?;

-Concentration: is the RWD spread out over too
large an area to have significant impact?;

-PVOs - is VITA effectively assisting PVOs in their
rural assistance activities?

2. Redesign of Current Project: After completing the
draft of the assessment in the third week, the team shall
brief the AID/Rep on its findings, conclusions and
recommendations with respect to the current project and its
redesign/modification. This briefing will provide the basis
upon which the team will proceed to undertake the remainder of
its assignment. Once agreement on an outline is reached (the
draft outline should be available at the same time as the
assessment is discussed), the team shall prepare a revised
Activity Approval Memorandum (AAM). the Afghan program
equivalent of a project paper which incorporates agreed to
changes derived from the assessment. (N.B.: this document
does not require the standard project analyses required of an
A.I.D. PP.) The effort will result in an AAM acceptable to
the AID/Rep with the required sections on. inter alia,
background, purpose or objective of revised project;
activities that should be supported by the revised project;
magnitude of inputs that should be provided (including
detailed cost analysis for any construction requirements):
implementation methods for delivery of resources; new life of
project budget estimates and completion date; and need for
waiver or continuation of existing waivers. Also, and to the
extent possible, the revised AAM should include a discussion
on the relationship of the (revised) Project to the (to be
approved) AID/Rep transition strategy for resettlement
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and recovery. (The AID/Rep will provide guidance to the
contract team in this area.) The revised Am must provide
flexibility to allow an appropriate response to evolving
political. military. and economic conditions and changing
relationships with the Government of Pakistan. the Alliance,
other Afghan institutions and other PVOs. The AAM should
include but not the limited to:

A) Discussion which addresses problems identified in
the assessment and reflects the broad policies and directions
of AID regarding the Afghan agriculture sector. The redesign
should include the maximum feasible implementation flexibility
to permit adequate response to rapidly changing conditions.
The team will take account of what may be provided for the
agriculture sector under other AID/Rep programs (e.g... other
PVO projects) and by other donors in projecting what can and
should be done under this project, for how long, and at what
cost.

B) Careful examination of the relationship of VITA (or
any other implementing contractor) to other organizations
providing assistance to the agriculture sector: for example.
should VITA provide in-house TA to PVOs involved in
agriculture and rural works projects? Should VITA provide
in-house TA as well as grant funding to other PVOs for
implementation of activities in the project? Should VITA have
only a coordinating role with other PVOs? Or should VITA have
no role vis-a-vis other PVOs?

C) Relationship to the AID/Rep transition strategy
whereby project objectives and activities are consistent with
those approved in the strategy.

D) Discussion of possible separate or new activities.
The team will identify (i) activities now being carried out by
VITA (or others) which might be spun off as separate, new
projects: (ii) activities not in the current Project but which
should be started as new projects when sufficient information
is known to provide design instructions: and (iii) subjects
for which surveys, pre-feasibility. feasibility or other type
studies should be made which might lead to new projects
financed by AID or other donors.

Following identification of other activities and concurrence
by the AID/Rep as to the acceptability of these activities.
the team will identify the levels of effort required to
undertake the necessary designs/studies and the types of
technicians required to undertake the job. (Note of
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clarification: the team is. in effect, being requested to
write draft scopes of work for the design/study of these other
activities. They will not undertake the design/study
themselves.)

Possible new agricultural activities to be examined by the
team (the team is free to consider others) include:

1. Activities to reduce the growing of poppy in
Afghanistan (e.g.. education and promotion of alternate crops).

2. Activities that the animal holding facility in
Peshawar (presently being operated by the contractor for the
Commodity Export Program) should carry out in the future.
Should this facility be managed under the Agriculture Project
contractor or another contactor? Should or could this
facility be redesigned to support the transfer of other
animals, e.g.. bullocks?

3. Program of veterinary and/or a para-veterinary
operations in Afghanistan or along the Pakistani border.

4. Activities by A.I.D. or other donors to meet Afghan
fertilizer needs. Should the Project and its implementing
contractor provide fertilizer? Should the Commodity Export
Program logistics contractor procure and distribute
fertilizer? Is the pre-war A.I.D.-asisted Afghan fertilizer
corporation still a suitable mechanism for fertilizer supply
and distribution? If so. what assistance could AID or other
donors provide?

5. What would be an appropriate mechanism for AID or
another donor to contribute to a credit program (e.g., a
separate project, monetized Food for Work, or another
approach)? Could the Afghan Development Bank of Kabul (ADB)
eventually become a suitable mechanism to receive donor funds
for a credit program? Would VITA or some other contractor be
the most appropriate conduit?

6. If there exists a need for a centralized management
information system (MIS) to collect and analyze agricultural
data about Afghanistan. what purpose should the MIS serve?
Where should it be located? How should it be managed? Who
should be its clients? What should its relationship be to the
Swedish Committee's "Agricultural Survey of Afghanistan"?
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7. Activities to enable the forestry sector to'provide
building materials and fuelwood. Are the forests large enoughto meet the greatly expanding needs of returning Afghans formaterials to rebuild their homes and for fuelwood (heating andcooking)? Should reforestation efforts be a high priority fordonor assistance? If so. in what form should his assistance
take?

The team must be realistic In its assumptions of futurefunding levels required for any expanded and/or new activity.
The fiscal constraints in achieving all the projected goalsmay not be possible to eliminate. Therefore, the AAM will bedrafted "accordion" style. i.e.. given funds available certainactivities/geographic areas may have to be eliminated if
insufficient funds exist. Likewise, if sufficient funds
become available, other elements/geographic areas can be added.

V. Sequence of Services:

A. Team Planning (2 days): A Team Planning Meeting
(TPM) will be held in Washington, D.C. sponsored by thecontractor with appropriate personnel from the contractor'steam. VITA, headquarters personnel, AID/Washington, and PVO orAfghan organizations located in the Washington. D.C. area withan interest in the Afghan agriculture sector. (N.B.: oneadditional day will be spent in AID/W reviewing files asdiscussed above - for a total of 3 days in AID/W.) Thecontractor is encouraged to bring in people from other firmsor elsewhere who have had experience in Afghanistan that isrelevant to possible new activities, especially fertilizer, agcredit and remote sensing. The team should meet with theDevres Retrospective Review Team to learn about existingstudies and documents that might be useful; e.g. IBRD "Journey
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to Economic Development - Afghanistan" in two volumes, March
17, 1978 (AID/Washington will set up this meeting). The TPM
will produce a preliminary assessment report format (Table of
Contents), a work plan, and initial work assignments for team
members. These will be shared with the mission upon arrival
in Islamabad.

B. Services in Pakistan

The assignment will be carried out under the guidance of the
mission in Islamabad and Peshawar in four phases. -he team
will do most of its work in Pakistan, mainly in Peshawar, with
a limited amount of work done in the United States. The team
will work a six-day week in Pakistan.

Weeks One Thru Three Assessment and Information
Gathering The team will spend three weeks in the field
(working out of Peshawar) gathering data for the assessment
and other activities to be identified outside of the current
and/or redesigned project. The team will review project
documents, including the initial AAM and amendment, VITA-'s
periodic progress reports, and other relevant documents and
data such as the Agricultural Survey of Afghanistan made by
the Swedish Committee (May. 1988) (some of this information
will be made available in AID/W for review). The team will
interview VITA staff, other PVOs involved in agriculture, and
other A.I.D. contractors working with the Afghan program. At
the end of the third week, the team will brief the mission on
its findings, initial conclusions and recommendations for
redesign, spinoffs of ongoing Project activities as separate
projects, new projects for the agriculture sector, and studies
that should be made of the agriculture sector. The third week
will also be spent continuing to collect information necessary
for the redesign as well as information leading towards
recommendations of projects/activities outside the purview of
the current project (revised Project).

At end of second week. team will brief mission on
findings, conclusions, and recommendations with respect to
current repeat current project and its redesign/update. A
proposed outline of assessment report will be provided at this
time.
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By the end of week three, the team will provide the
mission a draft assessment report for review and will provide
outline and brief Mission on tentative ideas for redesign of
current VITA contract, suggest additions to ASSP project or
recommend spinoffs of ongoing activities which team feels
might better be separate activities, present preliminary list
of new activities for Mission consideration, and provide
proposed work schedule for remaining five weeks.

Week Four Mission will provide comments on assessment
report and outline by end of week. Mission expects to provide
guidance on redesign of current activities, and select highest
priorities for development of new ideas contistent with team
expertise and time available. We expect that complete AAM
amendment can be prepared for current project which may
contain some new activities as well as updating AAM for
current activities. One or more AIMS will be included in work
schedule. Team will be expected to recommend further activity
exploration. Team will work on proposed redesign while
waiting for formal Mission guidance.

Week Five Team will provide draft final assessment
report (including completed A.I.D. Project Evaluation Summary
(PES) form) for Mission review, and a detailed outline of AAM
amendment. Mission will review and provide comments in no
more than four days.

Week Six Team will incorporate Mission comments and
ready report (including PES) for printing.

Week Seven Team will provide full draft of AAM
amendment, and preliminary drafts of AIMS and further study
recommendations no later than middle of week seven. Mission
will provide comments/guidance by AN of first day in week
eight.

Week Eight The Team will provide complete final
drafts of all reports prior to deperting post at end of week
eight.

C. Report Finalization The Mission will review and
provide instructions for the final document within two weeks
after team"s departure, or by end of first week in January if
holidays fall in two week period. The team leader and the
AID/W design officer(s) will work together to revise the final
reports as required. These documents will be sent to the
Mission by courier express for review and final approval.
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D. Return Visit The contract may be amended to
include a return visit by one or more team members, if
necessary.

VI. Oualfications: The contractor will provide five
individuals as follows:

1. Team Leader (10 weeks): Broad experience in the overall
field of agricultural development in the Developing World
including extensive experience in the general fields of crop
and livestock production and agribusiness. This individual
must also have a broad understanding of micro and macro
economic concepts. This knowledge will be necessary in
developing strategies to rehabilitate and enhance the
development of the Afghanistan agriculture sector. The team
leader must have strong conceptual abilities and excellent
writing skills. It would be advantageous if this individual
has previous experience in Afghanistan and a good working
knowledge of AID's documentation requirments.

2. Senior Agriculturalist (5 weeks) PHD in agriculture or
agriculture economics and 20 years plus experience in senior
agriculture positions in LDCs. Depth of knowledge on
agriculture commodities projects, design of agriculture
programs, remote sensing applications to agriculture, and
agriculture strategy in general. Outstanding writing and
conceptualizing skills.

3. Agronomist/Agricultural Engineer (5 weeks): At least ten
years experience in developing countries. Experience with
farm power and machinery appropriate for small farms: with
irrigation systems and cultivation practices for dryland and
irrigation farming is essential. Experience in Afghanistan or
other Asian semi-arid countries desirable.

4. Civil Engineer (7 weeks): At least five years experience
in developing countries in design and construction of basic
rural works, including farm-to-market roads, bridges, and
minor irrigation works. Experience in Afghanistan or other
semi-arid countries desirable.

5. Anthropologist (4 weeks): At least five years experience
in developing countries, especially with rural or agricultural
activities. Some experience in Afghanistan or other Muslim
countries is essential.
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VII. Team Schedule and Reporting Requirements:

The outputs of this assignment will be three documents or sets of
documents: (1) assessment of the ongoing Agriculture Sector Support
Project: (2) a list of recommended separate projects and scopes of
work for studies: and (3) a revised or new AAM.

(1) Assessment - A draft of the final assessment will be left
with the AID/Rep prior to departure from Pakistan. Following
incorporation of AID/Rep comments, the final document, which will be
produced in the U.S.. will be given to ANE/PD for forwarding to the
AID/Rep. As part of this assessment exercise, the team will be
expected to complete a standard A.I.D. Project Evaluation Summary
(PES) form. This form will be provided to the team in the field and
shall be completed prior to departure from Pakistan.

(2) Redesian - At the completion of the seventh week of
assignment the consultants will make a verbal presentation to the
AID/Rep on the status of the revised AAM. The presentation will be
based on the draft AAM which will be distributed to the AID/Rep at
least four days prior to the presentation. A final draft will be
left with the AID/Rep. Comments and instructions for the final
document will be provided within two weeks after the team's
departure, or by the end of the first week in January if holidays
fall in the two week period. The team (chiefly the Team Leader and
Project Design Specialist) will put the report in final based on
review comments. The final report will be completed in the United
States and will be submitted to ANE/PD for transmittal to the
AID/Rep. If necessary, the team leader and design officer will
return to Islamabad to complete the document.

Research and Team Planning in Washington Oct 11 - 13
Arrive Islamabad Oct 15
Draft Assessment Report Nov 3
Final Draft Assessment Report Nov 17
Full Draft of AAM and Preliminary

Drafts of AIMs (Redesign Reports) Nov 29
Final Drafts of Redesign Reports Dec 10
Team Leader Departs Pakistan Dec 11
Mission Comments Cabled to Washington Jan 3
Final Reports Printed and Sent

by Courier Express to Mission Jan 17

VIII. Period of Performance

The period of performance of this contract shall be from October 1.
1988 thru January 31, 1989.



Page 13 of 13 pages

VIII. Miscellaneous:

1. The mission, with the assistance of theUSAID/Pakistan GSO. will provide the team with the following
support:

- Transportation within Pakistan (during the time theteam is in Peshawar. a car and driver will be asigned fulltime to the team):
-.Office space in Peshawar in the office of AID/Rep'sRegional Affairs Officer:- One personal computer and printer (IBM and Wangcompatible ACER PC) in Peshawar;
- use of office photocopier machines in Islamabad andPeshawar;

2. The contractor will be responsible for providingthe following:

- Secretarial help in both Peshawar and Islamabad;- Office space in Islamabad (team leader might occupy asuite in the hotel and use an extra room as the team's office);- Additional personal computers, as needed. Sincerental of PCs in Islamabad is uncertain, the team should rentor otherwise obtain the needed additional PCs (laptop) in theUnited States and bring the equipment with them to Islamabad.No electric typewriters will be available for the team to useduring its stay in either Peshawar or Islamabad. Therefore,to the extent the contractor feels it is necessary, thecontractor is required to purchase (reimburseable undercontract) I electric (220 volt) typewriter. preferably an IBM6746 or IBM Selectric. The contractor must clear price withAID/Rep prior to purchase of this piece of equipment.



Attachment 2

Composition of Assessment Team

The assessment team consisted of five persons, two of whom
were provided by the prime contractor--RONCO Consulting
Corporation--and three of whom were provided through a
subcontract to Devres, Inc.:

Name Designation Source

Leon F. Hesser Team Leader RONCO

Richard Newberg Senior Agriculturist RONCO

Blair Allen Agronomist Devres

Tom Barfield Anthropologist Devres

Herbert Springer Civil Engineer Devres
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ORIGIN AID-0O THE NORTH AND NORTHEAST WILL CONTRIBUTE TO MEETING THEIR

.................................................................. NEEDS. IN THIS CONTEXT, THE RATIOIIALE OF THE PROJECT IS

ORIGIN OFFICE ANPD-05 THAT THE FOOD NEEDS OF THE SOUTH A1tD EAST CAN BEST BE

INFO AOP-93 ANSA-D3 ANAF-94 SAST-01 PPR-01 PPPB-02 GC-DI MET BY PROVIDING ASSISTAICE TO THE FARMERS IN THE NORTH

GCAN-92 ANTR-O6 PRE-O5 STAG-92 ALAPF-01 SEOP-DI SEOS-02 AND NORTHEAST. IN ADDITION, IT WAS CLARIFIED THAT AID'S

FPA-02 SERP-0I RELO-01 AMAD-B1 /945 AD AREA REHABILITATION SCHEMES CURRENTLY BEING IMPLEMENTED

.................................................................. IN THE EASTERN PROVINCES WOULD BE MAINTAINED AND

INFO LOG-SB CIAE-99 EB-DO DODE-DO IEA-04 /004 R EXPANDED.

DRAFTED BY: AID/ANE/PD/SA:PLAPERA::PL:366N A. MONITORIIIG OF THE ARS COMPONENT. IN DISCUSSING

APPROVED BY: AID/AIIE/AA:CADELMAN: IM1PORTAIIT FACTORS III THE ARS COMPONENT, SUCH AS

AID/ANE/AF:JIIALICK (DRAFT) AID/AE/PD: RVENEZIA (DRAFT) TRANSPORTATION BETWEEN AGRICULTURAL SURPLUS AND DEFICIT

AID/AIIE/TR: BTUPHER (DRAFT) AID/PPC/PB/C:MRUGH (DRAFT) AREAS, DEMAND, DELIVERY OF INPUTS, ETC., THE IMPORTANCE

AID/ANE/DP:ISCOVILL (DRAFT) AID/GC/ANE:JSILVERSTONE(DRAFT) OF MONIIORIIIG AND THE ABILITY TO ADJUST ACTIVITIES TO

AID/ANF/PD:TRISHOI DRAFT) AID/AND/PD:EKIVATISHVILLI (DRAFT) TAKE CORRECTIVE ACTIOII, IF NECESSARY, CANIIOT BE

------------------ 125042 122149Z /38 EMPHASIZED EIIOUGH. WHILE WE REALIZE THAT MOIIITORIIIG

0 122145Z JAN 89 COMPRISES A SEPARATE COMIPOINENT, THE TASK FORCE URGES THE

FM SECSTATE WASHDC MISSION ITSELF TO PAY SPECIAL ATTEITION TO CLOSELY

TO AMEMBASSY ISLAMABAD IMMEDIATE MONITORING THE ARS COMPONENT. II ADDITIGII TO MOIITORING
INFORMATION, AS DESCRIBED ABOVE, AND WHAT IS OESCRIBED

UNCLAS STATE 910779 IN THE MAP COMPONENT, THE TASK FORCE ALSO NOTED THE

IMPORTANCE OF MONITORING ORGANIZATIOIAL STRUCTURES AS

AIDAC AID REPRESENTATIVE, LARRY CRANDALL THEY EVOLVE, AND OF OTHER SOCIOLOGICAL AND IIISTITUTIOIIAL

FACTORS. COLLECTIOll AND ANALYSIS OF SUCH IIIFORMATION IS

E.O. 12356: N/A CRITICAL TO ALL ACTIVITIES UIIDER THE ARS COMPOIEIT,

TAGS: ESPECIALLY THE IRRIGATION REHABILITATION SCHEMES.

SUBJECT: AFGHANISTAN AG. SECTOR SUPPORT PROJECT AAM

AMENDMEIT7 B. TRAINING UNDER THE ARS COlIPOIITI7. WHILE TRAINING

WI Q. BE RECOMMENDED FOR AUTHORIZATION, AS PART OF THE

1. SUMIIARY. TASK FORCE REVIEWED AAM AMENDMENT ON JANUARY ARS COMPONENT, THE TASK FORCE NOTED THAT TRAINING IILL

6, 1989 AND APFROVED TIlE AGRICULTURAL REHABILITATIO BE LfIITED TO MEET THE REGUIREIIENTS OF THE PROJECT,

SCHEMES (ARS) AND THE MONITORING, ANALYSIS AND PLANIIING I.E., SHORT TERM, IH,SERVICE, AND IN AFGIIANISTAII OR

(MAP) COMPONIENTS OF SUBJECT PROJECT. IN REGARD TO THE PAKISTAN. HOWEVER, WE ALSO NOTED REFEREINCE TO U.S. OR

PRIVATE SECTOR AGRIBUSINESS COMPONEHNT THE TASK FORCE THIRD COUNTRY TRAINIIG OPPORTUNITIES FOR WHICH A SMALL

APPROVED THE CONCEPT OF USING THE PRIVATE SECTOR TO AMOUNT OF FUNDING HAS BEEN BUDGETED (P. 26 OF THE AAM

PROVIDE AGRICULTURAL INPUTS. HOWEVER, THE OPERATIONAL AMENDMENT). AS IN THE CASE OF THE EDUCATION A)II

DETAILS OF SUCH A PROGRAM WERE NOT UNDERSTOOD, AND THE AMENDMEIIT, THE TASK FORCE CANNOT RECOMMEIID APPROVAL OF

TASK FORCE AGREES WITH THE MISSION THAT THERE ARE NEW, PARTICIPANT LONIG-TERM TRAINIIIG. TIIE T.SK FORCE

SEVERAL ISSUES TO BE RESOLVED AS MENTIONED IN THE AAM ASSUMED THAT TRAINING WILL BE SHORT, TERM AND

AMEIDMENT. THE TASK FORCE IS READY TO RECOMMEND IN-SERVICE. IF THE CASE IS OTHERWISE, PLEASE CLARIFY.

AUTHORIZATION OF THE ARS AND MAP COMPONENTS, BUT

REQUESTS A MORE DETAILED DESCRIPTION OF THE a-A, PRIOR 3. COORDINATION WITH OTHER DONORS. SINCE THE THE UN AND

TO RECOMMENDING AUTHORIZATION. GIVEN THE SIZE OF THE OTHER DONORS WILL ALSO PROVIDE FOOD AND EMPLOYMENT TO

PSA, AND THE PROBABILITY THAT THE MISSION CAN COMPLETE REFUGEES RETURNING TO THE EAST AND SOUTH OF AFGIIANISTAN,

THE DESCRIPTION IN SEVERAL WEEKS, WE ASSUME THAT THE IT WILL BE IMPORTANT 10 COORDINATE CLOSELY AND

MISSION WISHES TO HAVE THE WHOLE PROJECT AUTHORIZED AT FREQUENTLY WITH OTHER DONORS. THE MISSION IS URGED TO

THE SAME TIME. THEREFORE, AS SOON AS TASK FORCE PAY SPECIAL ATTENTION TO THIS PROCESS.

RECEIVES AND REVIEWS A MORE DETAILED DESCRIPTION OF THE
4. PROJECT MANAGEMENT AND TECHNICAL ASSISTANCE. VITA'S

OPERATION OF THE PSA, WE WILL RECOMMEND AUTHORIZATION OF PERFORMANCE UNDER THE ARS (FORMERLY ADS) HAS BEEN GOOD

THE PROJECT TO THE AA. POINTS THAT NEED TO BE COVERED OVERALL, ALTHOUGH WEAK IN SOME RESPECTS AS HOTED IN THE

IN THE DESCRIPTION OF THE OPERATION OF THE PSA ARE ASSESSMENT. WE APPRECIATE THE MISSIONS DESIRE TO

SUMMARIZED BELOW, AS ARE DECISIOIIS ANlO GUIDANCE RELATING CONTINUE VITA IN THAT CCMPOIIENT AS LOIG AS DUALITY

TO OTHER PROJECT ACTIVITIES. THE TASK FORCE WILL PERFORMANCE IS MAINTAIIIED. THE TASK FORCE WISIIES T0 O0

DISCUSS THE PSA IN DETAIL WITH LARRY CRANDALL DURING THE EVERYTHING IT CAN TO MAKE MANAGEMENT OF IHE PROJECT

WEEK OF JANUARY 23. LEAST BURDENSOME TO THE MISSION. OII JAil. 9, AIIE/;D

DISCUSSED THE OPTIOIS FOR CONTINUING VITA WITH SENIOR

2. AGRICULTURAL PEHABILITATION SCHEMES CARS) COMPONENT. CONTRACTING OFFICERS OF M/ER. THE CONSENSUS 'lAS TIAT

THE TASK FORCE WILL RECOMMEND AUTHORIZATION OF THIS THE MISSION HAS TWO OPTIONS: TO SHORT LIST FIRMS CAPABLE

COMPONENT AS PRESENITED Ill THE AAM AMENDMEIIT. DURING THE OF TAKING ON PSA AND THE MAP COMPONENT OR FULLY

REVIEW, THE PRIMARY ISSUE RAISED REVOLVED AROUND THE COMPETING THE CONTRACT. BOTH OPTIOIIS WOULD INCLUDE

RATIONALE Of LOCATIHG PROJECT AREA. IN THE NORTH AND RFPS WITH LANGUAGE PEFERING 70 THE CURRET ARS

HORTIIEAST OF AFGHAIIISIAII, VS. VORIrING IN THE SOUTH AND ACTIVITY. ANE/PO WILL BE CONTACTINIG THE MISSIOI

EASTERN PROVINCES 10 WHICH MORE WEFUGEES ARF EAPECTED TO SEPARATELY TO FURTHER UISCIUS OPTIONS, ANID THE MATTER

RETURN. TH( TASK FORCE ACCEPTED THE RATIONALE PRESENITED WILL BE PURSUED DURING THE WEEK Of JANUARY 23.

IN THE AA AMFIDHEIII1 AFTER CLARIrICATIOII, DY 1110.1

OFFICERS WHO PARTICII'ATED III THE RL-DE3I',H, THAI THE 5. PRIVATE SECTOR AGRIBU-II IF COMPOIEIIT. THE TASK

OVERALC FOOD ANU EMPLOYMENT IEED Of REFUGEES RE !!PNIN6 FORCE FOUIID THE CONCEPT TO BE ATIRACTIVE, BUT A

TO THlE EAST AID SO1ITH WILI OF ADDRESSED BY THE U.N. AIU DESCRIPTION OF ITS OPERATIOll NEED' 10 BE SPELLED OIT AND

OTHER DONOR-,, 0D I IS ANTICIPATED THAT 'IIRPIU-ES IN MUST BE ACCEPTABLE TO THOSE INVOLVED, ESPECIALLY T0 TIlL

UNCLASSIFIED
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GOP. (E ARE AWARE THAT A GREAT DEAL OF DISCUSSION ON A N H

THE OPERATIO1 OF THE PSA TOOK PLACE DURING THE DESIGN OF

THE AMENDMENT, BUT PERHAPS WAS NOT REFLECTED IN THE page 2 of 2

DOCUMENT BECAUSE OF THE CHAIIGE IN GOVERIIMENT IN

PAKISTAN.) THE TASK iORCE REQUESTS A DESCRIPTION OF HOW

THE COMPONENT WILL WORK, OPERATIIIG PROCEDURES, AND

ARRAIIGEMENTS (AGREED 10 I1 PRINCIPLE WITH THE GOP) BE

PREPARED. THE DESCRIPTIOII, TO BE ATTACHED TO THE AAM

AMENDMENT AS AN ANNEX, SHOULD ADDRESS ROLES OF

PARTICIPATIIJG ENTITIES. THE TASK FOP:,i BELIEVES THAT,

AT A MINIMUII, THE DESCRIPTION SHOULD ADDRESS THE POINTS

AND QUESTIONS PROVIDED BELOW.

,HOW WAS THE AMOUNT OF DOLS 33.7 MILLION ARRIVED AT?

-NOW VILL DOLLARS BE DISBURSED?

,APPROXIMATELY, HOW MUCH OF THE DOLS 33.7 MILLION WILL

BE CONVERTED TO LOCAL CURRENCIES AID HOW WILL LOCAL

CURREIICIES BE MANAGED?

-ASSUMING THAT THE PROCESS VARIES ACCORDING TO TYPES OF

COMMODITIES TO BE PROCURED-FOR EXAIIPLE, FERTILIZERS AND

SEEDS ARE SPECIAL CASES-IT WOULD BE HELPFUL TO HAVE A

COMPREHENSIVE, ILLUSTRATIVE LIST OF THE TYPES OF

COMMODITIES TO BE PROCURED.

-A MODEL OR FLOW CHART SHOWING ENTITIES/ACTORS INVOLVED

IN THE PROCESS AND THEIR FUNCTIONS AND HOW THEY RELATE,

WOULD BE A GOOD WAY OF ILLUSTRATING THE PROCESS.

,PERHAPS VARYING WITH THE TYPE OF COMMODITY AND WHIETHER

GOODS ARE LOCALLY OR FOREIGN PRODUCED, CRITICALLY SHORT

IN PAKISTAN OR NOT, ETC., FUNCTIOIIS OF THE FOLLOWING

SHOULD BE CLEAR AND INTERRRELATED: OFFICE OF THE AID

REP., PRIVATE CIP MANAGEMEIIT ENTITY, COMMERCIAL BANKS,

MANUFACTURER/PRODUCER, EXPORTER, TRADERS, ANY OTHER

MIDDLEMEN, AFGHAN CONSUMER/FARMER, AND THE GOP.

,USES OF LOCAL CURRENCY ARE NOT CLEAR AIID MUST BE

DESCRIBED IN MORE DETAIL. HOW WILL SUBSIDIES OR

SUBSIDIZED PRICING WORK
7  

NOW WOULD THE OFFSETS FOR GOP

SUBSIDIZED COMMODITIES WORK? HOW WOULD INCENTIVES TO

PRODUCER, EXPORTERS AND/OR TRADERS WORK? ARE ALL OF

THESE TO BE INCLUDED IN LOCAL CURREiCY USE? WILL LOCAL

CURRENCIES BE RESTRICTED TO THE SUPPORT OF THIS PROJECT?

-THE CONCEPT OF THE PSA COMPONENT, INCLUDING THE

PROCESS, ARRAIIGEMEIITS FOR FOREIGN EXCHAIIGE CONVERSION

AND LOCAL CURRENCY MUST BE ACCEPTABLE TO THE GOP.

-AISSIOII SHOULD HAVE CONFIDENCE THAT THE PROCESS

DESCRIBED IN THE AIINEX TO BE PREPARED, WILL BE, FOR THE

MOST PART, THE PROCESS PUT INTO OPERATION. THE

NON, MARKET CIP DESCRIBED AS A QUOTE FALL BACK POSITION

UNQUOTE ON P. 32 OF THE AAM AMENDMENT SHOULD BE A REIOTF

POSSIBILITY, AND ONE WHICH WE WOULD WISH TO DISCUSS

BEFORE ITS IMPLEMENTATION.

,MONITORING. NOW WILL THE MISSIOII MONITOR THIS

COMPONENT TO INSURE THAT GOODS ARE REACHING THE AFGHAN

FARMERS AT APPROPRIATE PRICES ANU TO ALLOW FOR

REDESIGN/MODIFICATIOII OF Tile COMPOIIENT, IF NECESSARY? SHULTZ

UNCLASSIFIED



ANNEX I

Agricultural Sector Support Project (ASSP)

DETAILS OF PRIVATE SECTOR AGRIBUSINESS COMPONENT

Introduction

Annex I provides additional clarification to Part III. B.2. ofthe AAM Amendment document. The focus of this annex is to
describe the operational mechanism guiding the Private Sector
Agribusiness (PSA) component of the ASSP. Included is adiscussion of the traditional marketing system, physical flow
of commodities, use and management of both U.S. dollars and
generated local currency, and monitoring involved in the
undertaking of this particular activity.

Dollars will be used to offset foreign exchange losses incurred
by the Goverrment of Pakistan (GOP) as a result of increased
export of various agricultural commodities to Afghanistan.
Local currency will be the primary mechanism to accomplish the
project objectives -- namely to help restore agricultural
productivity through small-scale agricultural rehabilitation.
Local currency will be used to finance the implementatition of
existing and new project activities inside Afghanistan, thereby
targetting assistance directly to war-affected Afghans. A
brief summary of the PSA described in the AAM Amendment is
presented below.

Summary

The purpose of the PSA component is to increase the flow of
agricultural and rural development inputs to Afghan farmers in
order to:

o increase agricultural productivity to enable refugees
and displaced persons to sustain themselves and become
resettled in Afghanistan, and

o strengthen economic and commercial ties between Pakistan
and Afghanistan.

The PSA activity will work through the existing Afghan and
Pakistani private sectors -- commercial channels have remained
open throughout the war effort, although the majority of
transactions have been *underground" -- in order to export
agricultural and rural development goods produced primarily in
Pakistan. Items to be initially included are agricultural
inputs, machinery and building supplies. (An illustrative list
of commodities to be procured is provided at the end of this
document.) This effort will reflect an expanded use of the
existing trading networks -- based upon the understanding that
sufficient liquidity exists among at least a significant
portion of Afghan farmers given the continued demand for
certain agricultural inputs throughout the war. This demand is
expected to increase as the war winds down and as refugees
begin their journey back to their rural homes.
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It should be noted that funds for this component will be
obligated unilaterally -- that is, the technical assistance
contract for the PSA component will serve as the obligating
document. Individual transactions, discussed below, will not
serve as obligations.

Objective

The objective of the PSA activity is to help assure the
provision of essential agricultural goods and services to local
Afghan markets. This will be accomplished through the
identification of basic commodities that will be in short
supply in Afghanistan, location of potential suppliers of these
goods in Pakistan and facilitation of existing private sector
trading networks on both sides of the border. The PSA will
make maximim use of the existing Afghan marketing system in
order to minimize the need for an expensive donor-sponsored
distribution system. The following paragraphs provide details
as to how this mechanism will be implemented.

Use of Traditional Marketing Systems

Commodities will come from three sources: Pakistan
(source/origin), off shore, and a combination of imported
componentry-Pakistani manufactured. Movement of all goods
across the border will be managed by private sector wholesalers
against orders placed by Afghan traders resident in
Afghanistan. These orders are traditionally accompanied by up
front payment of a portion or all of the costs of items to be
purchased. Foreign exchange transactions (the conversion of
Afghanis to Rupees) is handled through the age-old Afghan
private exchange system.

Upon request from an Afghan wholesaler/trader, Pakistan based
wholesalers will be responsible for contacting manufacturers
and distributors within Pakistan, negotiating and paying for
goods received, arranging GOP customs clearance and contracting
private transport services to move goods into Afghanistan.
Payment to the distributors is in cash or, in the case of
private fabricators, 30 or 60 day deferred payment
arrangements. Export permits (evidencing export to
Afghanistan), secured by the wholesalers, will be used by AID
and its contractor to verify physical movement of goods into
Afghanistan and serve to effect transfer of dollars to the GOP
to offset their foreign exchange losses. (Monitoring is
discussed later in this document.) This purchase system
already exists -- the project will tap into a longstanding
operation.
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For the most part, it is not anticipated that AID or its
contractor will be required to undertake any actual
procurement. However, in select instances (such as seeds), AID
or its contractor may be required to initiate limited
procurement. 1 The potential amount of AID direct procurement
is unknown at this time, however, the Mission expects that
procurement will remain the primary responsibility of the
private sector.

Use of U.S. Dollars

Pakistan currently faces a foreign exchange constraint.
Pakistan will incur foreign exchange losses as a result of
increased agricultural commodity exports to Afghanistan. The
GOP will want to replace agricultural commodities with off
shore source/origin commodities (such as fertilizer) exported
to Afghanistan in order to maintain sufficient domestic
stocks. The Mission is concerned that the expected substantial
increase in demand for agricultural commodities on the part of
the Afghans may strain existing supplies, especially of
imported inputs, in Pakistan. Given potential shortages, the
GOP may be unwilling to provide export permits for commodities
going to Afghanistan. The replacement of foreign exchange to
the GOP is seen as an incentive to encourage the system to work
smoothly and allow goods to transship the border. 2

This "replacement" cost to offset foreign exchange losses would
include: dollar/rupee exchanges equal to the foreign exchange
costs to Pakistan of goods moving into Afghanistan (i.e.,
foreign exchange composition of each good). Payments will be
made by the Mission to the GOP based on receipt of export
permits of goods and a price monitor system (to be implemented
under the project's monitoring component). Such permits will
confirm the volume of goods moving into Afghanistan.

1 New high yielding wheat seeds are not available in
Afghanistan and in short supply in Pakistan. To secure the
appropriate amounts for transfer into Afghanistan, AID would
contract with Pakistani seed producers paying Pakistani
wholesalers to move seed to designated locations within
Afghanistan. AID would pay wholesalers transport and delivery
costs.

2 AID must confirm whether the GOP will require U.S. dollar
reimbursement for foreign exchange costs. It is possible that
the GOP may believe that the amounts are so small that they
would not wish to initiate a reimbursement scheme. If this is
the case, then the dollar budget for commodities and other
local costs provided by the project would be disbursed in local
currencies only.
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As an example of how this foreign exchange mechanism will work,
urea is currently purchased with dollars by the GOP on the
international market. AID would use the CIF price at Karachi
and the volume of urea exported into Afghanistan as the basis
for calculating dollar payments to the Bank of Pakistan (BOP)
to offset foreign hard currency losses. In another case, 23
per cent of the price for tractors assembled in Pakistan
represent off shore dollar payments for the purchase of foreign
parts - bearings, crank shafts, etc. AID payments to the BOP
would be based on similar procedur'es as those used for
fertilizer. The CIF costs of imported components would be
calculated, multiplied times the number of units shipped across
the border, and a dollar transfer made by AID to the BOP to
offset their losses.

AID dollar transfers would not be payments for specific
transactions, rather they would replace hard currency expended
by the BOP (or possibly a commercial bank in Pakistan) to
facilitate procurement. While management of the dollars will
follow normal AID cash management procedures, monitoring the
and use of those dollars will not be formally required since
the dollars are not a cash transfer. They will be free of any
U.S. constraints on use by the GOP. They offset foreign
exchange losses incurred by the GOP as they seek to replace
exported agricultural inputs with foreign source/origin for
their own domestic stocks.

Use and Management of Generated Local Currency

Management - The Pakistani government, presumably through
the BOP, would provide rupees to AID equal to the dollar
transfer at the current official rupee/dollar exchange rate.
Rupees will be GOP-owned and will be placed in a Trust Fund
under total AID control. (N.B.: There is no acceptable Afghan
"counterpart" with whom to set up a trust fund arrangement.)
The principal advantage of a GOP-owned, U.S.-controlled Trust
Fund is that rupee funds are kept in the project and do not get
confused with U.S.-owned rupees for Pakistan.

AID will negotiate an agreement with the GOP (to be spelled out
in an appropriate document) prior to undertaking the initiation
of the PSA component. The agreement will stipulate that the
Pakistani-owned rupees will be used at the sole discretion of
AID or whomever else AID may designate as a manager.
Disbursement of rupees will be made against AID approved
contractor invoices for uses outlined below.

Use - Trust Fund rupees will be the primary mechanism used to
ac-o-mplish the project objectives. They will be used to
support project-related rupee costs. These will include, inter
alia, the rupee costs of support for the agricultural
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rehabilitation schemes in Afghanistan, transport and subsidy
costs incurred by the GOP in moving project-related goods;
direct AID purchase of Pakistani commodities related to the
project and contractor related rupee expenditures.

Tracking of these rupees will be continual and will be a
function of the ASSP's Monitoring, Analysis and Planning unit.
Monitoring is discussed in more detail later in this document.

No unexpended Trust Fund Rupees are contemplated at the end of
the project. However, in the unlikely event that they are,
they would be used to expand development activities within
Afghanistan such as a cash for work program or increase the
number of planned rehabilitation schemes supported under the
project.

Rupee Incentives/Subsidy Costs

GOP Procured Commodities - The GOP will incur rupee costs
associated with the movement of goods into Afgha-Tstan. Such
costs would include: transport and handling costs associated
with moving unprocessed imported goods from Karachi to the
border and subsidy costs normally provided to manufacturers and
distributors at the time of sale to wholesalers.

An example of how rupee subsidy costs would be incurred
follows. For convenience, costs are outlined in dollars but
the subsidy would be paid in rupees. We can assume that the
CIF cost per ton for urea at Karachi is $215 per ton and
movement and in-transit/storage costs from Karachi to Peshawar
are approximately $20 per ton. The cost to the GOP of imported
urea to Peshawar would, therefore, be t235 per ton. If the GOP
sells the fertilizer to wholesalers for $130 per ton (current
approximate price), the GOP subsidy equals $85 per ton to end
users and $20 a ton to underwrite transport costs. AID would
pay the GOP, $105 per ton, i.e., the 'subsidy", with
wholesalers paying the remaining $130 per ton.

Private Sector Incentives - The procedures described above
would be followed only for goods handled by the GOP not goods
produced by the private sector. The project assumes that the
selling price of the goods by the Pakistani merchant to the
Afghan merchant includes distribution and transport costs as
well as manufacturer's profit margin. However, there may be
reasons for subsidizing distribution costs within Afghanistan
(again this is a rupee cost). For example, prices paid by
Afghan farmers may be below or equal to the Pakistani wholesale
price for a variety of reasons, i.e., the Afghan government
provides a higher rate of subsidy.

To encourage Pakistani based wholesalers to handle such
commodities, the project may have to provide rupee incentives
to wholesalers equal to the difference between t-e wholesale
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purchase price plus profit margin and transport and the lower
Afghan market price. AID will determine subsidy levels on a
commodity by commodity basis after assessing how important the
commodity is to Afghan agricultural reconstruction efforts,
projected cost of the subsidy and the impact of the subsidy on
the specific Afghan markets in question. Subsidy levels will
be determined by monitoring actual prices paid by farmers in
selected Afghan markets, Pakistan wholesale market prices for
the commodity and transport and handling cost (this is included
as part of the project's Monitoring, Analysis and Planning
Unit).

Dollars will not subsidize transportation or be provided as
incentives.

Monitoring

Effective management of the project will require a continuing
flow of information. Therefore, monitoring is considered to be
a significant activity of the overall project. A Monitoring,
Analysis and Planning Unit (MAP) will collect and analyse data,
(farm input/output price data, local food/commodity price data,
etc.) and track commodities to confirm arrival in Afghanistan.

The effective use of local currency made available to the
project will be tracked in several ways. First disbursement
will be made to the contractor(s) based on invoices detailing
specific needs -- generally project related. These needs will
include contractor costs (e.g., rent, office expenses,
in-country travel, etc.), and activity related (e.g.,
rehabilitation of small-scale infrastructure, salaries for
monitors, etc.). Second, local currency will also be used by
the Mission (and the contractor) to make actual purchases of
essential commodities. Third, tracking of agricultural inputs
(project and non-project procured) will be continual if the
project is to be successful in assuring the timely availability
of inputs to Afghan farmers. The tracking is an essential part
of the MAP unit.

Trial Nature of this Mechanism

Prior to the initiation of the PSA component, the AID/Rep will,
over the next several months, reach agreement with the GOP on:

1) the per unit foreign exchange costs of goods or
component parts that would potentially move into Afghanistan;

2) rupee subsidy pertaining to transportation and handling
costs incurred by the GOP in moving government controlled goods
to the border; and

3) per unit input rupee subsidies provided by the GOP for
goods purchased at the border.

The operational mechanism described herein will be introduced
on a trial basis. As needed, minor modifications will be made
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by the Mission and contractor. However, prior to an FY 1990
disbursement for this project, the Mission, in conjunction with
AID/Washington, will assess the success of the mechanism
described and recommend further needed changes. If the model
is discovered to be too unwieldly, or indeed, fails to perform
as expected, a number of operational options will be identified
at that time for the Mission to consider.



Illustrative List of Commodities

Farm Equipment
Tractors Motorized Cultivators
Plows and Tillers Drills
Reapers Threshers
Wagons Hand Tools
Horticultural Tools Wheelbarrows
Sprayers Spare Parts

Seeds and Planting Materials
Wheat Corn
Vegetable

Fertilizer
DAP Urea

Irrigation Equipment
Pumps Gabions
Miscellaneous

Livestock/Farm Animals
Oxen/Bullocks Vet Health Products
Poultry Breeding Stock

Consumer Goods
Ghee Burlap Bags
Cloth

Transport Goods
Spare Parts Bicycles
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23 SUBJECT - AFGHANISTAN AGRICULTURE SECTOR SUPPORT
24 PROJECT (ASSP) AAM AMENDMENT
25
26 REF: STATE 010779
27
28 1. SUMMARY. MISSION APPRECIATES THE QUICK REVIEW OF
29 SUBJECT PROJECT AMENDMENT. WE UNDERSTAND THAT THE
30 AFGHANISTAN TASK FORCE IS PREPARED TO RECOMMEND

31 AUTHORIZATION OF THE AGRICULTURE AND RURAL
32 DEVELOPMENT SCHEMES AND THE MONITORING, ANALYSIS AND
33 PLANNING COMPONENTS. WE FURTHER UNDERSTAND THE TASK
34 FORCE DID NOT RECOMMEND AUTHORIZATION OF THE PRIVATE
35 SECTOR AGRIBUSINESS COMPONENT BECAUSE OPERATIONAL
36 DETAILS WERE NOT FULLY UNDERSTOOD. THE FOLLOWING IS
37 THE MISSION'S RESPONSE TO REFTEL AND THE QUESTIONS
38 RAISED CONCERNING THE OPERATION OF THE AGRIBUSINESS
39 COMPONENT. WE REQUEST THAT THE AMENDED AUTHORIZATION
40 BE APPROVED ASAP, SO THAT THE RFP FOR THE NEW
41 CONTRACT CAN BE ISSUED. END SUMMARY.
42
43 2. THE FOLLOWING RESPONDS TO SPECIFIC POINTS IN THE
44 ORDER LISTED IN REFTEL:
45
46 A) AGRICULTURE REHABILITATION SCHEMES (ARS)
47
01 COMPONENT - WITH RESPECT TO IMPACT ON REFUGEES,
02 WASHINGTON IS CORRECT THAT EXISTING ARS'S IN THE EAST
03 AND SOUTH WILL BE MAINTAINED AND EXPANDED.
04 EMPLOYMENT (CASH FOR HIRE) WILL CONTINUE TO BE A
(15 MAJOR ELEMENT OF ALL THE AGRICULTURE AND RURAL
06 REHABILITATION ACTIVITIES. AT PRESENT, THE ASSP



07 REPRESENTS THE LARGEST SINGLE DONOR EMPLOYMENT
08 GENERA.TIOV ACTIVIT.Y. FAR EXCEEDING THE COMBINED
09 ACTIVITIES'OF PVOS, NGOS, ETC.
1 )
11 B) THE MONITORING OF THE ARS COMPONENT - MONITORING
12 OF THE ARS IS RECOGNIZED TO BE A SIGNIFICANT
13 RESPONSIBILITY OF THE MISSION AND, THEREFORE, A MAJOR
14 ACTIVITY OF THE OVERALL ASSP.
15
16 --MONITORING WITHIN THE ASSP PRESENTLY TAKES PLACE IN
17 THREE DISTINCT AND DIFFERENT WAYS,. AND WILL BE
18 CONTINUED BY THE MAP ACTIVITIES IN THE FUTURE.
19
20 --THE FIRST FORM OF MONITORING IS UNDERTAKEN WITHIN
21 THE AGRICULTURE RURAL REHABILITATION COMPONENT NOW
22 CONTRACTED TO VITA. VITA HAS AN EFFECTIVE MANAGEMENT
23 INFORMATION SERVICE (MIS) ACTIVITY HEADED BY DR.
24 SARDAR, A UNIVERSITY OF MASSACHUSETTS PH.D. IN
25 POLITICAL SCIENCE WHO WROTE HERDISSERTATION ON
26 AFGHANISTAN. THE PRIMARY OBJECTIVE OF THIS MIS
27 ACTIVITY IS TO PROVIDE SPECIAL ATTENTION TO THE
28 VARIOUS POLITICAL, SOCIOLOGICAL AND ORGANIZATIONAL
29 STRUCTURES EVOLVING OUT OF THE PRESENT AFGHAN
30 SITUATION. THIS REQUIRES MONITORING, BUT MORE
31 IMPORTANTLY, ALSO REQUIRES THE ANALYSIS OF SUCH
32 ASPECTS AS THE FORMATION AND ADMINISTRATIVE ABILITY
33 OF VARIOUS SHURAS (LOCAL COUNCILS) AND ESTIMATING THE
34 ADMINISTRATIVE CAPABILITIES OF SPECIFIC LOCAL
35 COMMANDERS, ETC. THIS TYPE OF SOCIOLOGICAL/POLITICAL
36 ANALYSIS AND MONITORING HAS BEEN IMPORTANT IN THE
37 PAST PROGRAM AND WILL BE EVEN MORE IMPORTANT IN THE
38 FUTURE. THEREFORE, THESE TYPES OF ACTIVITIES WILL
39 CONTINUE IN THE AMENDED AAM. THIS ONGOING COMPONENT
40 ALSO HAS STAFF WHICH INSPECT THE PROGRESS OF ONGOING
41 AND COMPLETED REHABILITATION ACTIVITIES. THIS
42 REPRESENTS PRINCIPALLY A PROGRESS REPORTING PROCESS
43 FOR IMPLEMENTATION PURPOSES AND PROJECT MANAGEMENT.
44
45 -- SECONDLY, UNDER PRESENT PROJECT ACTIVITIES, THERE
46 IS A TEAM OF 10 STAFF PERSONNEL WHO MONITOR PROJECT
47 ACTIVITIES (I.E., COMMODITIES RECEIVED BY DESIGNATED
48 MERCHANTS, COMMODITIES SOLD FOR AGREED PRICES, STATUS
49 OF REHABILITATION ACTIVITIES, ETC.) THIS STAFF IS
50 ONLY KNOWN TO VITA'S TWO SENIOR AFGHANS AND CHIEF OF
51 PARTY.

52
53 -- THIRDLY, MONITORING OF FOOD COMMODITIES BETWEEN
54 AGRICULTURE SURPLUS AND FOOD DEFICIT AREAS (ARS
55 LOCATIONS), DELIVERY OF COMMODITIES, ETC. ARE ALL TO
56 BE AN INTEGRAL PART OF THE MONITORING ANALYSIS AND
57 PLANNING COMPONENT. IT IS ANTICIPATED THAT THIS TYPE
58 OF MONITORING WILL BE CONDUCTED: (1) THROUGH
59 OBSERVATIONS AND REPORTS OF AFGHAN FIELD STAFF
60 EMPLOYED IN THE ARS LOCATIONS; (2) THROUGH THE
61
62
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19
20 AID FOR ANE/AF, ANE/TR/ARD AND ANE/PD
21
22 E.03 12356: N/A
23 SUBJECT - AFGHANISTAN AGRICULTURE SECTOR SUPPORT
24 PROJECT (ASSP) AAM AMENDMENT
25
26
27 ANALYSIS OF THE MACRO ECONOMIC INDICATORS AS
28 IDENTIFIED IN THE AMENDMENT; (3) BY MONITORING THE
29 FLOW OF COOMODITIES TO AND THROUGH AFGHAN AND
30 PAKISTANI TRADERS; (4) THROUGH UTILIZATION OF
31 SATELLITE IMAGERY TO ESTIMATE CROP YIELDS IN BOTH
32 SURPLUS AND DEFICIT PRODUCTION AREAS; AND (5) THROUGH
33 THE USE OF OTHER TYPES OF MONITORING DEVICES AS
34 DEVELOPED BY THE CONTRACTOR DURING IMPLEMENTATION.
35
36 --WE ARE ALSO IN THE PROCESS OF DEVELOPING FOR THE
37 OVERALL AFGHAN PROGRAM AN INFORMATION MANAGEMENT
38 SYSTEM WHICH WILL ENABLE US TO BEGIN TO LOOK ACROSS
39 PROJECT LINES. WE HAVE A FULL-TIME USPSC
40 MONITORING/INFORMATION SPECIALIST WORKING IN OUR
41 PROGRAM OFFICE AND ARE ADVERTISING FOR AFGHAN
42 ASSISTANTS TO EXPAND OUR CAPABILITIES IN THIS AREA.
43
44 -- WE ARE KEENLY AWARE OF THE IMPORTANCE OF ACCURATE
45 MONITORING AND ARE CONFIDENT THAT, EVEN UNDER THE
46 CURRENT CONDITIONS IN WHICH WE OPERATE, THE ABOVE
47
01 MENTIONED ACTIVITIES PROVIDE AN ADEQUATE MONITORING
02 SYSTEM. OBVIOUSLY, THIS WILL BE IMPROVED AS
03 CONDITIONS PERMIT, AND WE WILL BE WORKING CLOSELY
04 WITH OUR CONTRACTORS TO IMPROVE AND EXPAND THE ASSP
05 MONITORING ACTIVITIES.
06 C) TRAINING UNDER THE ARS COMPONENT - THE TASK FORCE



07 NOTED STATEMENTS ON PAGE 26 OF THE AAM AMENDMENT
03 WHICH REFER-NCED U.S. OR THIRD COUNTRY TRAINING
09 OPPORTUNITIES FOR WHICH A RELATIVELY SMALL AMOUNT OF
10 FUNDING HAS BEEN :'UDGETED. THE PROFOSED TRAINING IS
11 TO BE TARGETTED ON AFGHAN UNIVERSITY STUDENTS WHOSE
12 EDUCATION WAS INTERRUPTED BY THE SOVIET INVASION. IT
13 IS PLANNED THAT THE NEW PROJECT CONTRACTOR WILL
14 IDENTIFY UNIVERSITY STUDENTS WHO HAD COMPLETED AT
15 LEAST A YEAR OR TWO OF FORMAL EDUCATION. THE
16 CONTRACTOR WOULD THEN DEVELOP INDIVIDUAL TRAINING
17 PROGRAMS FOR THESE INDIVIDUALS WHICH WOULD BE
18 COMPLETED WITHIN THE LIFE OF.PROJECT. SUCH TRAINING
19 COULD TAKE PLACE AT AGRICULTURE UNIVERSITIES IN
20 PAKISTAN, OR THIRD COUNTRY INSTITUTIONS SUCH AS THE
21 UNIVERSITY OF THE PHILIPPINES IN LOS BANOS, AND,
22 PERHAPS, THE U.S. THE PAKISTAN MINISTRY OF EDUCATION
23 HAS INDICATED INTEREST IN ACCEPTING AFGHAN STUDENTS
24 AS FOREIGN STUDENTS IN ITS VARIOUS AGRICULTURE
25 COLLEGES. SOME FORMER AFGHAN UNIVERSITY STUDENTS WHO
26 COULD BENEFIT FROM SUCH TRAINING HAVE ALREADY BEEN
27 IDENTIFIED. WE BELIEVE THAT THIS VERY MODEST
28 TRAINING ELEMENT IS IN ACCORDANCE WITH THE APPROVED
29 TRANSISTION STRATEGY AND SHOULD BE APPROVED.
30C

31 D) -COORDINATION WITH OTHER DONORS - COORDINATION
32 WITH THE U.N., AS WELL AS OTHER DONORS, HAS BEEN THE
33 SUBJECT OF MANY COMMUNICATIONS TO WASHINGTON. IT IS
34 A MAJOR CONCERN AND ACTIVITY OF OUR OFFICE.
35 SPECIFICALLY IN THE AGRICULTURE SECTOR, THE FOLLOWING
36 ONGOING COORDINATING ACTIVITIES ARE TAKING PLACE:
37
38 -- THROUGH THE ENCOURAGEMENT OF THIS OFFICE, THE
39 F.A.O. REPRESENTATIVE HAS ESTABLISHED A WORKING GROUP
40 CONSISTING OF REPRESENTATIVES FROM ALL EMBASSIES WHO
41 ARE SUPPORTING, OR PLAN TO SUPPORT, AGRICULTURE OR
42 RURAL DEVELOPMENT ACTIVITIES IN AFGHANISTAN. THE
43 INITIAL MEETING OF THIS GROUP HAS TAKEN PLACE, AND
44 COVERED PRESENT AND PLANNED ACTIVITIES IN THE SECTOR.
45
46
47 -- OUR AGRICULTURE DEVELOPMENT OFFICER HAS ATTENDED
48 MEETINGS WITH THE UNHCR FOCUSING ON AGRICULTURE
49 DEVELOPMENT ACTIVITIES AND WITH THE AGENCY
50 COORDINATING BODY FOR AFGHAN RELIEF (ACBAR)
51 AGRICULTURE SUB-COMMITTEE. AID/REP STAFF IN PESHAWAR
52 AND ASSP CONTRACT STAFF ARE CONTINUOUSLY MEETING WITH
53 VARIOUS ORGANIZATIONS REGARDING CROSS-BORDER
54 AGRICULTURE ACTIVITIES.
55

56 E). PRIVATE SECTOR AGRIBUSINESS COMPONENT - HOW WAS
57 THE AMOUNT OF DOLLARS 33.7 MILLION ARRIVED AT?
53 BASED ON THE EXPERIENCE GAINED TO DATE UNDER THE
59 CURRENT PROJECT IN USING COMMECIAL CHANNELS, AND THEBT
6'
61
C.
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21
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23 SUBJECT - AFGHANISTAN AGRICULTURE SECTOR SUPPORT
24 PROJECT (ASSP) AAM AMENDMENT
25
26
27 POSSIBLE DEMAND FOR AGRICULTURAL COMMODITIES AS
28 REFUGEES BEGIN TO RETURN AND HOPED FOR STABILITY IS
29 EVIDENCED OVER INCREASING AREAS OF AFGHANISTAN, THE
30 AAM REDESIGN TEAM (INCLUDING SEVERAL AID/W
31 REPRESENTATIVES) USED ITS BEST JUDGMENT IN ARRIVING
32 AT A FUNDING FIGURE CONSIDERED ADEQUATE. THE
33 ILLUSTRATIVE AND ESTIMATED EXPENDITURE BUDGET
34 CONTAINED IN THE AMENDMENT REFLECTS ROUGH PROJECTIONS
35 OF FUNDING REQUIREMENTS ON AN ANNUAL BASIS.
36 OBVIOUSLY, UNTIL THIS COMPONENT IS APPROVED AND
37 TESTED DURING IMPLEMENTATION, WE WILL BE UNCERTAIN AS
38 TO THE FUNDING WHICH MAY BE REQUIRED. IT MAY BE MORE
39 OR LESS THAN ESTIMATED IN THE AMENDMENT. THE RESULTS
40 OF EXPERIENCE WILL, OF COURSE, BE FULLY SHARED WITH
41 AID/WASHINGTON.
42
43 F) HOW WILL THE DOLLARS IN THE PRIVATE SECTOR
44 AGRIBUSINESS COMPONENT BE DISBURSED? - DOLLARS WILL
45 BE UTILIZED LARGELY TO OFFSET GOVERNMENT OF PAKISTAN
46 FOREIGN EXCHANGE COSTS INCURRED IN THE MANUFACTURE OR
47
01 IMPORTATION OF COMMODITIES EXPORTED UNDER THE PROGRAM
02 TO AFGHANISTAN. THE SPECIFIC PROCESS OF
03 REIM:URSEMENT HAS YET TO BE FINALIZED, BUT
04 DISCUSSIrONS TO DATE WITH GOP OFFICIALS AND
05 MANUFACTURERS INDICATE THE PFROCESS WOULD WORK AS
0C. FOLLOWS:



07
08 -- THE LEVEC'_'tF FOREIGN EXCHANGE REIMBURSEMENT FOR
09 EACH COMMODITY WILL BE AGREED UPON BY THE AID/REP,
I0 THE PAKISTANI MANUFACTURER OR IMPORTER AND THE GOP,
11 MOST LIKELY THE MINISTRY OF FINANCE. THE CONTRACTOR
12 WILL THEN TURN OVER THE AGREED UPON AMOUNT OF FOREIGN
13 EXCHANGE TO THE PAKISTAN STATE BANK, WHICH WILL THEN
14 DEPOSIT AN EQUIVALENT AMOUNT OF PAKISTAN RUPEES IN
15 THE AID/REP CONTRACTOR'S CUSTODIAL ACCOUNT HELD IN A
16 COMMERCIAL BANK. RUPEES WOULD THEN BE AVAILABLE TO
17 PARTIALLY OFFSET LOCAL COSTS OF THIS. AND POSSIBLY
18 OTHER MISSION PROJECTS, AS IS DISCUSSED LATER.
19
20 -- DOLLARS WILL ALSO BE UTILIZED FOR LOCAL EXPENSES
.21 NOT COVERED BY PROJECT-GENERATED RUPEES; THE
22 PROJECT'S TECHNICAL ASSISTANCE CONTRACTS; DIRECT
23 PROCUREMENT OF COMMODITIES MANUFACTURED IN PAKISTAN;
24 POSSIBLE DIRECT IMPORTATION OF COMMODITIES INTO
25 PAKISTAN; ETC. ADDITIONAL DISCUSSION OF DISBURSEMENT
26 OF PROJECT FUNDS IS PRESENTED UNDER SECTION (H), A
27 PROCESS MODEL OF THE PRIVATE SECTOR AGRIBUSINESS.
28
29 G) GOP AGREEMENT IN PRINCIPLE TO THE PRIVATE SECTOR
30 AGRIBUSINESS COMPONENT - SINCE THE COMPLETION OF THE
31 AAM" AMENDMENT, WE HAVE HAD EXTENSIVE MEETINGS WITH
32 SENIOR GOP OFFICIALS AND GENERAL MANAGERS OF
33 MANUFACTURERS IN PAKISTAN. WORKING CLOSELY WITH
34 USAID/PAKISTAN, A MEETING WAS ARRANGED WITH USAID'S
35 PRIMARY CONTACT IN THE MINISTRY OF FINANCE, THE
36 ADDITIONAL SECRETARY FOR EXTERNAL FINANCE. AT THE
37 MEETING, WE REVIEWED THE GOAL, PURPOSE AND FEATURES
38 OF THE PRIVATE SECTOR AGRIBUSINESS COMPONENT. THE
39 ADDITIONAL SECRETARY SHOWED GREAT INTEREST AND
40 INDICATED THAT NO REPEAT NO MEMORANDUM OF
41 UNDERSTANDING WOULD HAVE TO BE COMPLETED WITH THE
42 GOP. HE INDICATED THAT ALL OF THE AGRICULTURE
43 COMMODITIES (NOTE FOLLOWING LIST) WHICH HAVE BEEN

44 IDENTIFIED TO DATE COULD BE PROCURED FROM MAJOR
45 MANUFACTURERS OR COMPANIES IN PAKISTAN THROUGH A
46 PURCHASING AGREEMENT. THIS PURCHASING AGREEMENT IS A
47 KEY PART OF A WELL ESTABLISHED PROCESS FOR PURCHASING
48 COMMODITIES FOR EXPORT. PAYMENT FOR THESE
49 COMMODITIES CAN BE IN EITHER PAKISTANI RUPEES OR U.S.
50 DOLLARS. THE MANUFACTURERS OR COMPANIES HAVE THE
51 RESPONSIBILITY OF FILING THE PURCHASES AND OTHER
52 REQUIRED DOCUMENTS WITH THE GOP.
53
54 THE ADDITIONAL SECRETARY FELT THIS PROCEDURE WORKS
55 EXTREMELY WELL AND EMPHASIZED THAT THERE WAS NO NEED
56 TO HAVE ANY SPECIAL AGREEMENTS FOR THE AID/REP'S
57 PROGRAM.
5 -- DURING A MEETING WITH THE EMBASSY'S ECONOMIC

59 AFFAIRS STAFF, IT WAS RECOMMENDED WE CONSULT WITH THE
60 CHIEF CONTROLLER OF IMPORTS AND EXPORTS OF THE
6 1
6-.
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26 MINISTRY OF COMMERCE. THE PROPOSED PRIVATE SECTOR
27 AGRIBUSINESS ACTIVITIES AND LIST OF ILLUSTRATIVE
28 COMMODITIES WERE PRESENTED TO THE CHIEF CONTROLLER.
29 HE INDICATED THAT THERE SHOULD BE NO DIFFICULTIES
30 ENCOUNTERED IN PURCHASING THE IDENTIFIED COMMODITIES
31 FOR EXPORT TO AFGHANISTAN.
32
33 -- WE HAVE ALSO MET WITH THE DEPUTY SECRETARY FOR
34 EXTERNAL TRADE OF THE MINISTRY OF COMMERCE. HE HAD
35 RECEIVED INFORMATION ABOUT THIS PROGRAM FROM THE
36 ECONOMIC AFFAIRS DIVISION (EAD) OF THE MINISTRY OF
37 FINANCE. THE EAD IS THE GOP'S COORDINATING BODY
38 BETWEEN DONOR AGENCIES AND VARIOUS OTHER GOP
39 MINISTRIES. THIS CLEARLY INDICATES THE GOP IS
40 INTERNALLY AWARE OF AND DISCUSSING THE PRIVATE SECTOR
41 AGRIBUSINESS COMPONENT. HE INDICATED THAT THE GOP
42 WOULD SUPPORT AND COOPERATE WITH THE PROJECT WHICH
43 WILL HELP FACILITATE THE RESETTLEMENT OF REFUGEES IN
44 AFGHANISTAN AND EXPAND PAKISTAN'S EXPORTS.
45
46 -- ADDITIONAL MEETINGS HAVE BEEN HELD WITH THE DEPUTY
47
01 DIRECTOR OF THE PAKISTAN EXPORT PROMOTION BUREAU OF
02 THE MINISTRY OF COMMERCE, AND SEVERAL MANAGERS OF
03 MAJOR PAKiSTANI FIRMS AND TRADERS SENDING COMMODITIES
04 INTO AFGHANISTAN.
() 5
06 -- THE E:OTTOM LINE OF ALL THESE MEETINGS IS THAT THERE



07 IS AN ESTABl14SHED PROCESS FOR PROCURING COMMUDITIE5
08 FROM PAKISTAN FOR EXPORT. THIS PROCESS WOULD REQUIRE
09 NO SPEC:IAL"GOP/AID"AGREEMENTS AND THE GOP IS WILLING
10 TO COOPERATE WITH AID/REP TO IMPLEMENT PROGRAMS THAT
11 WILL SUPPORT THE RESETTLEMENT OF REFUGEES AND EXPAND
12 EXPORTS.
13
14 THE FOLLOWING IS THE ILLUSTRATIVE LIST OF COMMODITIES
15 PRESENTED TO THE GOP OFFICIALS:
16
17 (1) FARM EQUIPMENT: TRACTORS, MOTORIZED CULTIVATORS,
18 PLOWS AND TILLERS, DRILLS, REAPERS, THRESHERS, WAGONS
19 HAND TOOLS, HORTICULTURAL TOOLS, WHEELBARROWS,
20 SPRAYERS, AND SPARE PARTS;
21 (2) SEED AND PLANTING MATERIALS: WHEAT, CORN AND
22 VEGETABLES SEED AND SEEDLING FRUIT TREES;
23
24 (3) FERTILIZER: DAP AND UREA;
25

26 (4) IRRIGATION EQUIPMENT: PUMPS, GAEIONS AND MISC;
27
28 (5) AGRICULTURAL CHEMICALS: INSECTICIDES AND
29 HERBICIDES;
30
31 (6) LIVESTOCK/FARM ANIMALS: OXEN/BULLOCKS, POULTRY
32 BREEDING STOCK, AND VETERINARY HEALTH PRODUCTS;
33

34 (7) CONSUMER GOODS: BURLAP BAGS AND CLOTH; AND
35

36 (8) TRANSPORT GOODS: SPARE PARTS AND BICYLCES.
37
38 H) A PROCESS MODEL OF THE PRIVATE SECTOR
39 AGRIBUSINESS COMPONENT - IN THE RFP'S SCOPE OF WORK
40 DRAFTED FOR THIS AMENDMENT, TWO EXAMPLES WERE
41 DEVELOPED TO ILLUSTRATE HOW THE PRIVATE SECTOR
42 AGRIBUSINESS COMPONENT WOULD FUNCTION. THE FIRST
43 EXAMPLE IS FOR COMMODITIES MANUFACTURED IN PAKISTAN.
44 THE SECOND EXAMPLE IS FOR COMMODITIES WHICH ARE
45 IMPORTED INTO PAKISTAN. THESE EXAMPLES ARE PROVIDED
46 BELOW:
47
48 (1) EXAMPLE OF COMMODITIES MANUFACTURED IN PAKISTAN
49 (E.G., TRACTORS AND TILLAGE AND OTHER FARM
50 EQUIPMENT): THE CONTRACTOR WILL ASSESS THE MARKET
51 DEMAND AND MARKET STRUCTURE/PROCESS FOR TRACTORS AND
52 TILLAGE AND OTHER FARM EQUIPMENT WITHIN AFGHANISTAN.
53 THIS INFORMATION WILL THEN BE REVIEWED AND ASSESSED
54 WITH EQUIPMENT MANUFACTURERS IN PAKISTAN. BASED ON
55 THIS ASSESSMENT, TARGET QUANTITIES FOR EACH TYPE OF
56 EQUIPMENT TO BE PROVIDED TO THE PROJECT TARGET AREAS
57 THROUGH PRIVATE DEALERS WILL BE RECOMMENDED. A NEW
58 SYSTEM OR THE SYSTEM PILOT TESTED UNDER THE PRESENT

59 PROJECT IS ENVISIONED WHEREBY AFGHANS WHO WISH TO
60 PURCHASE THESE ITEMS FOR CASH CAN CONTACT AFGHAN
61 TRADERS.
62 -- THE CONTRACTOR WILL MEET WITH THE VARIOUS EQUIPMENT
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26 MANUFACTURERS IN PAKISTAN TO CONFIRM THE AVAILABILITY
27 OF EQUIPMENT AND TO ASSURE THAT ALL ARRANGEMENTS ARE
28 IN PLACE FOR THE SUPPLY OF REQUIRED QUANTITIES -F#F
29 EQUIPMENT TO AGREED LOCATIONS, PREFERABLY NEAR THE
30 AFGHANISTAN BORDER.

31
32 -- THE CONTRACTOR WILL ASSEMBLE AND ANALYZE COST AND
33 PRICE DATA FOR THE SALES TRANSACTIONS TO THE DEALERS
34 AND DETERMINE NECESSARY FINANCIAL ARRANGEMENTS.
35 THESE WILL BE PRESENTED AND EXPLAINED TO THE MISSION
36 AND WILL BE THE BASIS OF THE AID/REP'S APPROVAL OF
37 THE PROCEDURES TO BE FOLLOWED.
38
39 -- IT IS ANTICIPATED THAT THE GOP WILL REQUIRE THAT
40 THE ASSP MAKE AVAILABLE IN U.S. DOLLARS SOME
41 PERCENTAGE OF THE VALUE OF THE EQUIPMENT TO COVER THE
42 FOREIGN EXCHANGE COSTS INVOLVED IN THE MANUFACTURE OF
43 THE EQUIPMENT. THE RUPEES OBTAINED IN THESE
44 TRANSACTIONS (MINUS ANY ASSP-SUPPORTED SUBSIDY) WOULD
45 BE RETAINED FOR USE TO PARTIALLY OFFSET PROJECT LOCAL
46 CURRENCY EXPENSES OR TO PURCHASE ADDITIONAL
47
01 COMMODITIES FOR EXPORT TO AFGHANISTAN, E.G., SEEDS,
02 OXEN, HAND TOOLS, ETC. THE AMOUNT OF DOLLARS TO BE
03 CONVERTED WILL BE SUBJECT TO NEGOTIATION BECAUSE OF
04 SEVERAL FACTORS, ONE OF WHICH IS THE VARYING
05 PERCENTAGES OF FOREIGN AND DOMESTIC: COMPONENTS IN THE



06 EQUIPMENT.
07
08 -- THE C:NTRACTOR WILL FOLLOW THROUGH WITH THE
09 VARIOUS A'DMINISTRXTIVE ARRANGEMENTS NECESSARY FOR
10 THE EQUIPMENT MANUFACTURERS AND DEALERS TO OBTAIN
11 EXPORT PERMITS AND ASSIST WITH THE PURCHASING
12 AGREEMENT PROCESS. AFTER OBTAINING AID/REP APPROVAL
13 OF THE PROCEDURES AND COSTS INVOLVED, THE CONTRACTOR
14 WILL COORDINATE AND FACILITATE THE FINALIZATION OF
15 THE ARRANGEMENTS.
16
17 -- THE CONTRACTOR WILL INVESTIGATE, ANALYZE AND
18 IDENTIFY POTENTIAL OPPORTUNITIES FOR EXPANDING
19 PRIVATE SECTOR TRADE IN FARM EQUIPMENT IN THE TARGET
20 AREAS IN AFGHANISTAN. IT WILL IDENTIFY CONSTRAINTS
21 TO SUCH TRADE SUCH AS LACK OF INFORMATION, LINKAGES
22 FROM THE MANUFACTURERS THROUGH THE TRADERS AND
2' DEALERS AND ON TO THE FARMERS, FINANCE, TRANSPORT,
24 GOVERNMENT REGULATIONS, SECURITY, STORAGE CAPACITY,
25 PRICE AND COST BARRIERS, ETC.
26
27 -- THE CONTRACTOR WILL WORK WITH AND THROUGH THE
28 PAKISTANI EQUIPMENT MANUFACTURERS TO OBTAIN AGREEMENT
29 TO LINK UP WITH AND COMMISSION DEALERS TO SELL THEIR
30 PRODUCTS IN AFGHANISTAN. IT WILL ENCOURAGE THE
31 ESTABLISHMENT OF EQUIPMENT DEMONSTRATIONS, TRAINING,
32 PROVISION OF SPARES, AFTER SALES MAINTENANCE, AND
33 OTHER SERVICES BY THE EQUIPMENT TRADERS AND DEALERS.

34
35 -- THE CONTRACTOR WILL PREPARE FOR AID/REP APPROVAL,
36 RECOMMENDATIONS FOR NEEDED PAYMENT OF TRANSPORT OR
37 OTHER SUBSIDY COSTS DETERMINED TO BE NECESSARY TO GET
38 THE EQUIPMENT TO THE TARGET AREAS IN AFGHANISTAN.
39
40 -- THERE PRESENTLY EXISTS A LIMITED BUT VIABLE CASH
41 TRADE WHICH INCLUDES SUCH HIGH COST ITEMS AS
42 TRACTORS. HOWEVER, TO EXPAND SUCH TRADE, FINANCING
43 WILL BE A MAJOR FACTOR WHICH THE CONTRACTOR WILL BE
44 EXPECTED TO ANALYZE AND RECOMMEND POSSIBLE COURSES OF
45 ACTION.
46
47 (2) EXAMPLE OF COMMODITIES IMPORTED INTO F'AKISTAN
48 (E.G., FERTILIZER):
49
50 -- BASED ON MONTHLY ASSESSMENTS OF THE FERTILIZER
51 NEEDS IN--THE PROJECT'S TARGET AREAS AS WELL AS
52 AVAILABILITY ON THE LOCAL MARKET, THE CONTRACTOR WILL
53 ATTEMPT TO ASSURE THAT SUPPLY IS AT LEAST THE MINIMUM
54 NECESSARY TO SATISFY DEMAND.
55

5'. -- THE C:ONTRACTOR WILL MEET WITH THE VARIOUS
57 FERTILIZER MANUFACTURERS OR COMPANIES IN PAIISTAN AND
5*-: GOP OFFICIALS TO DETERMINE AVAILABILITY, AND ASSURE
59 THAT ALL ARRANGEMENTS ARE IN PLACE FOR THE SUPPLY OF
6(0 THE REQUIRED QUANTITIES OF UREA AND DAP. IF
61
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26 SUFFICIENT QUANTITIES ARE NOT AVAILABLE IN PAKISTAN,
27 UREA OR DAP MAY HAVE TO BE IMPORTED INTO PAKISTAN BY
28 THE PROJECT. IN THAT EVENTUALITY, THE CONTRACTOR,
29 WITH THE GUIDANCE OF AID, WILL DRAFT THE NECESSARY
30 DOCUMENTATION REQUIRED FOR THE FERTILIZER PURCHASE.
31 -- THE CONTRACTOR WILL ASSEMBLE AND ANALYZE COST AND
32 PRICE DATA FOR THE FERTILIZER TRANSACTIONS AND
33 DETERMINE WHAT FINANCIAL ARRANGEMENTS ARE NECESSARY.
34 IT WILL PRESENT AND EXPLAIN THESE TO THE MISSION AND
35 OBTAIN THE AID/REP'S APPROVAL. IT IS ANTICIPATED
36 THAT, IF PAKISTAN FERTILIZER STOCKS ARE TO BE
37 UTILIZED, THE GOP WILL REQUIRE THAT THE PROJECT MAKE
38 U.S. DOLLAR REIMBURESENTS FOR THE STOCKS DRAWN DOWN
39 BECAUSE: (1) WHILE MUCH OF PAKISTAN'S UREA IS
40 PRODUCED LOCALLY, SIGNIFICANT QUANTITIES ARE IMPORTED
41 TO FILL THE GAP BETWEEN LOCAL PRODUCTION AND UREA USE
42 IN PAKISTAN; AND (2) ALL DAP IS IMPORTED INTO
43 PAKISTAN.
44
45 -- HOWEVER, THE EXACT AMOUNT OF FOREIGN EXCHANGE TO BE
46 PAID TO THE GOP WILL BE SUBJECT TO NEGOTIATIONS BASED
47
01 ON SEVERAL FACTORS, SUCH AS WHETHER THE FERTILIZER IS
02 DOMESTICALLY PRODUCED OR IMPORTED. THE RUPEES
03 OBTAINED THROUGH THESE TRANSACTIONS (MINUS ANY
04 ASSF'-SUFPORTED SUBSIDY) WOULD BE RETAINED FOR USE IN
05 THE ASSP AS DESCRIBED IN THE PREVIOUS EXAMPLE.
06



07 -- THE CONTRACTOR WILL ASSIST WITH THE ADMINI'STRATf"VE-
0:3 ARRANGEMENT' NECESSARY FOR THE PAKI STANI FERTILIZER
0 9 COMFANIES, AND DEALERS-*TO OBTAIN APPROVAL OF A
10 PURCHASING 'AGREEMENT. AFTER OBTAINING AID/REP
11 APPROVAL FOR THE FROCEDURES AND COSTS INVOLVED, THE
12 CONTRACTOR WILL COORDINATE AND FACILITATE THE
13 FINALIZATION OF THE ARRANGEMENTS.
14
15 -- THE CONTRACTOR WILL INVESTIGATE, ANALYZE AND DEFINE
16 POTENTIAL OPPORTUNITIES FOR PRIVATE SECTOR TRADE IN
17 FERTILIZER IN THE PROJECT'S TARGET AREAS IN
18 AFGHANISTAN. IT WILL IDENTIFY CONSTRAINTS TO SUCH
19 TRADE SUCH AS LACK OF INFORMATION, LINKAGES FROM THE
20 MANUFACTURERS THROUGH TRADERS AND DEALERS TO
21 FARMERS. THE CONTRACTOR WILL WORK WITH AND THROUGH
22 THE PAKISTANI FERTILIZER COMPANIES TO OBTAIN
23 AGREEMENT TO LINK UP WITH AND COMMISSION AFGHAN AND
24 PAKISTANI TRADERS AND DEALERS TO SELL THEIR PRODUCTS
25 IN AFGHANISTAN. IT WILL ENCOURAGE THE COMPANIES TO
26 ESTABLISH FERTILIZER STORAGE FACILITIES AND STOCKS IN
27 LOCATIONS SUCH AS PESHAWAR AND QUETTA FOR EASE OF
28 TRANSPORT INTO AFGHANISTAN, AND ENCOURAGE DEALERS TO
29 ESTABLISH FERTILIZER STORAGE AND STOCKS INSIDE
30 AFGHANISTAN. THE CONTRACTOR WILL PREPARE FOR MISSION
31 AFPROVAL RECOMMENDATIONS OF NEEDED TRANSPORT OR
32 OTHER SUBSIDY COSTS TO GET THE FERTILIZER TO THE
33 TARGET AREAS IN AFGHANISTAN. IT WILL ARRANGE FOR
34 ON-SITE SPOT CHECKS OF THE ARRIVAL OF GOODS AT THE
35 REPORTED POINTS OF SALE IN THE MANNER AND AT THE
36 PRICES REPORTED BY THE DEALERS. THE CONTRACTOR WILL
37 WORK WITH AGRICULTURAL AND AGRIBUSINESS FIRMS TO
38 CHANNEL APPROPRIATE TECHNICAL INFORMATION TO THE
39 FARMERS.
40
41 (I) LOCAL CURRENCY UTILIZATION - GENERATED LOCAL
42 CURRENCY WILL BE PRIMARILY USED TO OFFSET LOCAL
43 COSTS OF THE ASSP PLUS OTHER MISSION PROJECTS IF
44 SUFFICIENT FUNDS ARE AVAILABLE. IF IT IS DEEMED
45 ESSENTIAL TO PROVIDE A COMMODITY WHICH REQUIRES A
46 SUBSIDY, I.E., FERTILIZER, BECAUSE OF THE HIGH
47 SUBSIDIES P'ROVIDED BY EASTERN BLOC COUNTRIES ON
48 FERTILIZER IN AFGHANISTAN, LOCAL CURRENCIES COULD
49 ALSO BE USED FOR THIS PURPOSE. ADDITIONALLY, LOCAL
50 CURRENCY COULD BE USED TO PURCHASE IN PAKISTAN OTHER
51 TYPES OF NEEDED COMMODITIES SUCH AS OXEN, HANDTOOLS,
52 PLANTING MATERIALS, ETC. WHICH COULD BE MADE
53 AVAILABLE TO FARMERS IN THE ARSIS. THE PROJECT HAS
54 EXPERIENCE AND SUCCESS IN PROVIDING EQUIPMENT SUCH AS
55 TRACTORS, THRESHERS, HARROWS AND WATER PUMPS WITH A
56 SUBSIDY OF APPROXIMATELY 20 PERCENT. THIS TYPE OF
57 SUBSIDY MAY BE NECESSARY TO EXPAND THE MARKET,
58 PARTICULARLY IN THE AREAS WHERE REFUGEES WILL BE
59 RETURNING. THE ASSF ALSO HAS BEEN ABLE TO PURCHASE
60 OXEN AND SHIP THESE ANIMALS INTO SPECIFIC: ARS'S WHERE
61 LIVESTOC AUCTIONS HAVE EEEN HELD AND THE OM EN SOLD
62 TO LOCAL FARMERS. IN THE CASE OF THE OXEN, A SLIGHT



SUBSIDY HA' '-:EEN PROVIDED TO COVER TRANSPORTATION;
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26 AND SMALL DIFFERENCE BETWEEN ACTUAL PURCHASING PRICE
27 AND SELLING PRICE.
28
29 (J) DIRECT PROCUREMENT AS A FALL BACK POSITION -
30 BECAUSE OF THE DYNAMICS OF THE SITUATION IN
31 AFGHANISTAN, IT MAY WELL PROVE DIFFICULT FOR THE
32 PRIVATE SECTOR TO FUNCTION NORMALLY. WITH THE
33 POTENTIAL OF LARGE NUMBERS OF RETURNING REFUGEES, IT
34 IS ESSENTIAL THAT THE MISSION HAVE THE FLEXIBILITY TO
35 DIRECTLY PROCURE COMMODITIES AND MAKE THESE AVAILABLE
36 TO TARGET AREAS IN AFGHANISTAN. THESE COMMODITIES
37 MAY RANGE FROM FOOD ITEMS TO STABILIZE LOCAL FOOD
38 PRICES, TO SEED AND FERTILIZER TO SUPPORT FOOD
39 PRODUCTION OR CONSTRUCTION MATERIAL FOR THE
40 RETURNEES. IT IS THE OPTION OF SUCH DIRECT
41 PROCUREMENTS THAT WE ARE SEEKING IN THE AMENDMENT,
42 NOT A TRADITIONAL CIP MECHANISM.
43
44 3. WE BELIEVE THIS INFORMATION IS SUFFICIENT TO
45 ADDRESS THE CONCERNS RAISED BY AID/WASHINGTON. WE
46 REQUEST YOUR REVIEW OF THIS MESSAGE AND FULL
47
01 AUTHORIZATION OF THE AMENDMENT, INCLUDING THE FSA
02 AND, AS NEEDED, DIRECT PROCUREMENT SHOULD
03 CIRCUMSTANCES REQUIRE.
0 4
05 4. ADVISE. JONES
06
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NOTES FOR AMENDED ASSP ILLUSTRATIVE BUDGET

I. Agricultural Rehabilitation Schemes (ARS)

These costs are based on VITA experience to date adjusted
upward to allow for adding one civil engineer, one agricultural
administrator and one agronomist to the Peshawr staff and
completing the staffing of at least 15 ARSs' at an average of
14 employees each. The ARS commodity costs are greatly reduced
to reflect the planned shi.ft to private sector channels under
the new Private Sector Agribusiness (PSA) component.

II. Private Sector Agribusiness (PSA)

Costs for the first year are estimated below. Costs for
years 2 and 3 are adjusted upward for inflation, but do not
include the initial first year costs of furniture and office
equipment.

Salary Plus Travel, Allowances, Overhead and Fee

Home Office Coordinator 130,000
Chief of Party and Head of

the PSA Unit 200,000
Agro Marketing Spcl. 180,000
Head - MAP UNit 180,000
Planning Spcl. 180,000
Senior Agricultural Planner 180,000
10 months ST @ $20,000/mo 200,000
21 LT Professionals @ $10,000/yr 210,000
10 LT Clerical Employees @ $5,000/yr 50,000
10 Drivers and Admin @ $3,000/yr 20,000

Total 1,940,000

Logistical Support

Furniture and Equipment 120,000
Rent, Utilities, Communications, Etc. 150,000

Other Commodities

While initially the emphasis will be on fertilizer, farm
equipment, and wheat seeds, an illustrative list of commodities
will include: seedlings and other planting materials, building
and construction materials, and livestock and farm animals.



ANNEX I

Agricultural Sector Support Project (ASSP)

DETAILS OF PRIVATE SECTOR AGRIBUSINESS COMPONENT

Introduction

Annex I provides additional clarification to Part III. B.2. of
the AAM Amendment document. The focus of this annex is to
describe the operational mechanism guiding the Private Sector
Agribusiness (PSA) component of the ASSP. Included is a
discussion of the traditional marketing system, physical flow
of commodities, use and management of both U.S. dollars and
generated local currency, and monitoring involved in the
undertaking of this particular activity.

Dollars will be used to offset foreign exchange losses incurred
by the Government of Pakistan (GOP) as a result of increased
export of various agricultural commodities to Afghanistan.
Local currency will be the primary mechanism to accomplish the
project objectives -- namely to help restore agricultural
productivity through small-scale agricultural rehabilitation.
Local currency will be used to finance the implementatition of
existing and new project activities inside Afghanistan, thereby
targetting assistance directly to war-affected Afghans. A
brief summary of the PSA described in the AAM Amendment is
presented below.

Sumary
The purpose of the PSA component is to increase the flow of
agricultural and rural development inputs to Afghan farmers in
order to:

o increase agricultural productivity to enable refugees
and displaced persons to sustain themselves and become
resettled in Afghanistan, and

o strengthen economic and commercial ties between Pakistan
and Afghanistan.

The PSA activity will work through the existing Afghan and
Pakistani private sectors -- commercial channels have remained
open throughout the war effort, although the majority of
transactions have been "underground" -- in order to export
agricultural and rural development goods produced primarily in
Pakistan. Items to be initially included are agricultural
inputs, machinery and building supplies. (An illustrative list
of commodities to be procured is provided at the end of this
document.) This effort will reflect an expanded use of the
existing trading networks -- based upon the understanding that
sufficient liquidity exists among at least a significant
portion of Afghan farmers given the continued demand for
certain agricultural inputs throughout the war. This demand is
expected to increase as the war winds down and as refugees
begin their journey back to their rural homes.

V
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It should be noted that funds for this component will be
obligated unilaterally -- that is, the technical assistance
contract for the PSA component will serve as the obligating
document. Individual transactions, discussed below, will not
serve as obligations.

Objective
The objective of the PSA activity is to help assure the
provision of essential agricultural goods and services to local
Afghan markets. This will be accomplished through the
identification of basic commodities that will be in short
supply in Afghanistan, location of potential suppliers of these
goods in Pakistan and facilitation of existing private sector
trading networks on both sides of the border. The PSA will
make maximim use of the existing Afghan marketing system in
order to minimize the need for an expensive donor-sponsored
distribution system. The following paragraphs provide details
as to how this mechanism will be implemented.

Use of Traditional Marketing Systems
Commodities will come from three sources: Pakistan
(source/origin), off shore, and a combination of imported
componentry-Pakistani manufactured. Movement of all goods
across the border will be managed by private sector wholesalers
against orders placed by Afghan traders resident in
Afghanistan. These orders are traditionally accompanied by up
front payment of a portion or all of the costs of items to be
purchased. Foreign exchange transactions (the conversion of
Afghanis to Rupees) is handled through the age-old Afghan
private exchange system.

Upon request from an Afghan wholesaler/trader, Pakistan based
wholesalers will be responsible for contacting manufacturers
and distributors within Pakistan, negotiating and paying for
goods received, arranging GOP customs clearance and contracting
private transport services to move goods into Afghanistan.
Payment to the distributors is in cash or, in the case of
private fabricators, 30 or 60 day deferred payment
arrangements. Export permits (evidencing export to
Afghanistan), secured by the wholesalers, will be used by AID
and its contractor to verify physical movement of goods into
Afghanistan and serve to effect transfer of dollars to the GOP
to offset their foreign exchange losses. (Monitoring is
discussed later in this document.) This purchase system
already exists -- the project will tap into a longstanding
operation.
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For the most part, it is not anticipated that AID or its
contractor will be required to undertake any actual
procurement. However, in select instances (such as seeds), AID
or its contractor may he required to initiate limited
procurement.' The potential amount of AID direct procurement
is unknown at this time, however, the Mission expects that
procurement will remain the primary responsibility of the
private sector.

Use of U.S. Dollars
Pakistan currently faces a foreign exchange constraint.
Pakistan will incur foreign exchange losses as a result of
increased agricultural commodity exports to Afghanistan. The
GOP will want to replace agricultural commodities with off
shore source/origin commodities (such as fertilizer) exported
to Afghanistan in order to maintain sufficient domestic
stocks. The Mission is concerned that the expected substantial
increase in demand for agricultural commodities on the part of
the Afghans may strain existing supplies, especially of
imported inputs, in Pakistan. Given potential shortages, the
GOP may be unwilling to provide export permits for commodities
going to Afghanistan. The provision of dollars to the GOP is
seen as an incentive to encourage the system to work smoothly
and allow goods to transship the border. 2

This "replacement" cost to offset foreign exchange losses would
include: dollar/rupee exchanges equal to the foreign exchange
costs to Pakistan of goods moving into Afghanistan (i.e.,
foreign exchange composition of each good). Payments will be
made by the Mission to the GOP based on receipt of export
permits of goods and a price monitor system (to be implemented
under the project's monitoring component). Such permits will
confirm the volume of goods moving into Afghanistan.

New high yielding wheat seeds are not available in
Afghanistan and in short supply in Pakistan. To secure the
appropriate amounts for transfer into Afghanistan, AID would
contract with Pakistani seed producers paying Pakistani
wholesalers to move seed to designated locations within
Afghanistan. AID would pay wholesalers transport and delivery
costs.

2 AID must confirm whether the GOP will require U.S. dollar
reimbursement for foreign exchange costs. It is possible that
the GOP may believe that the amounts are so small that they
would not wish to initiate a reimbursement scheme. If this is
the case, then the dollar budget for commodities and other
local costs provided by the project would be disbursed in local
currencies only.
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As an example of how this foreign exchange mechanism will work,
urea is currently purchased with dollars by the GOP on the
international market. AID would use the CIF price at Karachi
and the volume of urea exported into Afghanistan as the basis
for calculating dollar payments to the Bank of Pakistan (BOP)
to offset foreign hard currency losses. In another case, 23
per cent of the price for tractors assembled in Pakistan
represent off shore dollar payments for the purchase of foreign
parts - bearings, crank shafts, etc. AID payments to the BOP
would be based on similar procedures as those used for
fertilizer. The CIF costs of imported components would be
calculated, multiplied times the number of units shipped across
the border, and a dollar transfer made by AID to the BOP to
offset their losses.

AID dollar transfers would not be payments for specific
transactions, rather they would replace hard currency expended
by the BOP (or possibly a commercial bank in Pakistan) to
facilitate procurement. While management of the dollars will
follow normal AID cash management procedures, monitoring the
and use of those dollars will not be formally required since
the dollars are not a cash transfer. They will be free of any
U.S. constraints on use by the GOP. They offset foreign
exchange losses incurred by the GOP as they seek to replace
exported agricultural inputs with foreign source/origin for
their own domestic stocks.

Use and Management of Generated Local Currency
Management - A Pakistani bank, presumably the BOP, would

provide rupees to AID equal to the dollar transfer at the
current official rupee/dollar exchange rate. Rupees will be
GOP-owned and will be placed in a Trust Fund under total AID
control. (N.B.: There is no acceptable Afghan "counterpart"
with whom to set up a trust fund arrangement.) The principal
advantage of a GOP-owned, U.S.-controlled Trust Fund is that
rupee funds are kept in the project and do not get confused
with U.S.-owned rupees for Pakistan.

AID will negotiate an agreement with the GOP (to be spelled out
in an appropriate document) prior to undertaking the initiation
of the PSA component. The agreement will stipulate that the
Pakistani-owned rupees will be used at the sole discretion of
AID or whomever else AID may designate as a manager.
Disbursement of rupees will be made against AID approved
contractor invoices for uses outlined below.

Use - Trust Fund rupees will be the primary mechanism used to
accomplish the project objectives. They will be used to
support project-related rupee costs. These will include, inter
alia, the rupee costs of support for the agricultural
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rehabilitation schemes in Afghanistan, transport and subsidy
costs incurred by the GOP in moving project-related goods;
direct AID purchase of Pakistani commodities related to the
project and contractor related rupee expenditures.

Tracking of these rupees will be continual and will be a
function of the ASSP's Monitoring, Analysis and Planning unit.
Monitoring is discussed in more detail later in this document.

No unexpended Trust Fund Rupees are contemplated at the end of
the project. However, in the unlikely event that they are,
they would be used to expand development activities within
Afghanistan such as a cash for work program or increase the
number of planned rehabilitation schemes supported under the
project.

Rupee Incentives/Subsidy Costs
GOP Procured Commodities - The GOP will incur rupee costs

associated with the movement of goods into Afghanistan. Such
costs would include: transport and handling costs associated
with moving unprocessed imported goods from Karachi to the
border and subsidy costs normally provided to manufacturers and
distributors at the time of sale to wholesalers.

An example of how rupee subsidy costs would be incurred
follows. For convenience, costs are outlined in dollars but
the subsidy would be paid in rupees. We can assume that the
CIF cost per ton for urea at Karachi is $215 per ton and
movement and in-transit/storage costs from Karachi to Peshawar
are approximately $20 per ton. The cost to the GOP of imported
urea to Peshawar would, therefore, be $235 per ton. If the GOP
sells the fertilizer to wholesalers for $130 per ton (current
approximate price), the GOP subsidy equals $85 per ton to end
users and $20 a ton to underwrite transport costs. AID would
pay the GOP, $105 per ton, i.e., the "subsidy", with
wholesalers paying the remaining $130 per ton.

Private Sector Incentives - The procedures described above
would be followed only for goods handled by the GOP not goods
produced by the private sector. The project assumes that the
selling price of the goods by the Pakistani merchant to the
Afghan merchant includes distribution and transport costs as
well as manufacturer's profit margin. However, there may be
reasons for subsidizing distribution costs within Afghanistan
(again this is a rupee cost). For example, prices paid by
Afghan farmers may be below or equal to the Pakistani wholesale
price for a variety of reasons, i.e., the Afghan government
provides a higher rate of subsidy.

To encourage Pakistani based wholesalers to handle such
commodities, the project may have to provide rupee incentives
to wholesalers equal to the difference between the wholesale
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purchase price plus profit margin and transport and the lower
Afghan market price. AID will determine subsidy levels on a

commodity by commodity basis after assessing how important the

commodity is to Afghan agricultural reconstruction efforts,

projected cost of the subsidy and the impact of the subsidy on

the specific Afghan markets in question. Subsidy levels will

be determined by monitoring actual prices paid by farmers in

selected Afghan markets, Pakistan wholesale market prices for

the commodity and transport and handling cost (this is included

as part of the project's Monitoring, Analysis and Planning
Unit).

Dollars will not subsidize transportation or be provided as
incentives.

Monitoring
Effective management of the project will require a continuing
flow of information. Therefore, monitoring is considered to be
a significant activity of the overall project. A Monitoring,
Analysis and Planning Unit (MAP) will collect and analyse data,
(farm input/output price data, local food/commodity price data,
etc.) and track commodities to confirm arrival in Afghanistan.

The effective use of local currency made available to the
project will be tracked in several ways. First disbursement
will be made to the contractor(s) based on invoices detailing
specific needs -- generally project related. These needs will
include contractor costs (e.g., rent, office expenses,
in-country travel, etc.), and activity related (e.g.,
rehabilitation of small-scale infrastructure, salaries for
monitors, etc.). Second, local currency will also be used by
the Mission (and the contractor) to make actual purchases of
essential commodities. Third, tracking of agricultural inputs
(project and non-project procured) will be continual if the
project is to be successful in assuring the timely availability
of inputs to Afghan farmers. The tracking is an essential part
of the MAP unit.

Trial Nature of this Mechanism
Prior to the initiation of the PSA component, the AID/Rep will,
over the next several months, reach agreement with the GOP on:

1) the per unit foreign exchange costs of goods or
component parts that would potentially move into Afghanistan;

2) rupee subsidy pertaining to transportation and handling
costs incurred by the GOP in moving government controlled goods
to the border; and

3) per unit input rupee subsidies provided by the GOP for
goods purchased at the border.

The operational mechanism described herein will be introduced
on a trial basis. As needed, minor modifications will be ma-e
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by the Mission and contractor. However, prior to an FY 1990
disbursement for this project, the Mission, in conjunction with
AID/Washington, will assess the success of the mechanism
described and recommend further needed changes. If the model
is discovered to be too unwieldly, or indeed, fails to perform
as expected, a number of operational options will be identified
at that time for the Mission to-consider.
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