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responsible for to beAction(s) flsqulredI. ERADICATION OF POPPY PRODUCTION Action Completed-I
 

a) The government must continue its 
 Secretary, P&D 
 On-going
enforcement program in the area, while 
 GONWFP
 
simultaneously pursuing local and area
 
development projects.
 

2. DEVELOPING AND DIVERSIFYING THE AREA ECONOMY
 

2.1 
 Provision of Infrastructure 

O a) No new sub-projects should be undertaken ARehman, GONWFP 
 December, 1990
5 in view of the large number of sub- JHasan, O/Eng
projects in the pipeline which will use 
 SMalik, O/ARD

most of the project's infrastructure
 
development funds. 
 At any rate, Pressler
 
Amendment precludes new infrastructure.
 

b) 
 The project should assist beneficiaries
 
to develop maintenance systems and 
 -do- June, 1992

procedures for small infrastructure
 
facilities (water supply systems,
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H.EVALUATION ABSTRACT (do not exceed t speoe prokvidd-
The Northwest Frontier Area Development Project (NWFADP) represents the first USAID
narcotics-related development intervention in Pakistan. 
This approach includes
infrastructure, agriculture, education, vocational training, and health facilities
in support of government-imposed bans 
on poppy production. 
 Implementing agencies
include the Project Coordination Unit
agencies such as 

(PCU) in Topi and Mansehra and various line
 
and Works (C&W). 

WAPDA and provincial departments of Agriculture and Communications
The midstream evaluation was conducted by Development Economic
Group of Louis Berger International during July/August,

conducted on the 

1990. The evaluation was
basis of a 
review of project documents (including the first
interim evaluation report), visits to 

approximately 90 sub-projects. 

all seven Union Councils, 22 villages, and
The major findings and conclusions are:
 
- A combination of enforcement and development within a unique framework of
cooperation between GOP and USAID has been necessary and successful in
eliminating poppy production.
-
 The task of opening up 

-

the project area to development has been accomplished.
Crop subsidies, orchard and forest payments, and infrastructure development
 
involving little or no 
community participation, have become a liability rather
 
than an asset that have created a dangerous welfare syndrome that undermines
co 

4 rather than builds sustainability and self-reliance.
 

It is, 
therefcre, strongly recommended that the project should continue and
accelerate the process of systematic phase-out of subsidies and major
infrastructure development, consistent with completing the 600 approved sub­projects, in order to break the cycle of dependency before it becomes entrenched.
Also, initiate 
a parallel but independent process of grassroots, self-reliant
development built around sustainable village organizations that provide for broad­bAsed community participation.
 

The evaluators noted the following "lessons":
 

1. 
 A social development component built around a village level organization
scheme with more 
direct recipient involvement should be included from project

inception./
2. 
 the phase-out of subsidies should begin early, particularly if a social
organization team is 
in place 
to facilitate the development of self-help

activities.
 

3. 
 The level of subsidies provided in this project should not be as high in

future endeavors.
 

I. EVALUATION COSTS 
1. Evluation Team 

Name Affiliation Contact Number Q8 Contact Coet R &oioroeof 
Malcolm J. Odell, Team Leader
Walter Firestone, Agronomy, Forestry
Yar Mohmmad Khan, Agri., Forestry 

"r on -
PCD-0085-1-00-

9060-00, 

TYC m(U$) 
$140,732 

1dI 
PIO/T 391-0485-3-60335 

and 00012 
G. Lamar Rovert, Ph. D, Area Develop.
Paul Couniotakis, Engineering D/O No:09
 

R. Rhey Palmer, Ph. D, Trng.
 

2. Misslon/Offlee ProfesslonaStaff Person-Days (etimate)l 
Borrower/Granten Profem$nal 

42 Staff Pereon.Day est mate)56 
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A.I.D. EVALUATION SUMMARYOAT 11 
J. SUMMARY OF EVALUATION FINDINGS, CONCLUSIONS AND RECOMMENDATIONS 

Address the following Iteme: 
(Try not to exoeed the 3pages provided) 

" Purpose of actvllyles) evaluatedF 12 * * Principal reoommendatlonsPurpose of evaluation and Methodology used * Lessons learned" Findings and conclusions (relate to questions)
 
Mission or Office: 
 USAID Mission to Pakf stan Date this summary prepared: Octohr 1g9]Opium Poppy ErT41o and dicaoion:Development,ate ofFull Evaluation Repor: _ _Dept-nt*nry Af l-Relinrp [Jrfnhi~ri 

EXECUTIVE SUMMARY
 

Purpose of Project
 

The NWFAD Projecrr 
 began in 1983 in the Gadoon-Amazai area of the North West
Frontier Province of Pakistan. 
The NWFAD Project purposes 
were to eradicate opium
poppy production and to develop and diversify the area's economy.
were used: Two approaches
(1) The GOP enforcing criminal penalties and destruction of poppy crops
while (2) concurrently initiating development sub-projects with support from USAID.
 

Methodology of Evaluation
 

To review the mid-term stage of Phase II activities in agriculture, infrastructure,
and institutional development, 

members, operating in three 

field visits were made by the evaluation team
small groups, 
to all seven Union Councils, 22 villages
and approximately 90 sub-projects. 
 All main metalled and shingled roads were
covered and two parts of Baitgalli UC were crossed by foot.
Tarbela Lake/Indus River provided exposure 
Two boat trips on
 

to 
portions of Kala Dhaka. including
to two villages and visual inspection of five others. 

visits 


• visits were made to Additional field
five other rural development projects in NWFP for comparative
 
purposes.
 

Meetings were held with PCU/USAID staff, approximately I00 villages leaders and
farmers; GOP officials including Planning and Development, the Special Development
Unit for poppy eradication programs; 
Local Government, Agriculture, Forestry,
Irrigation, Communication & Works, and Public Health Engineering Departments;
District Administration, Agriculture University, WAPDA, Industrial Estate; and Kala
Dhaka staff. 
 Project reports, correspondence, and other relevant documents were

reviewed.
 

At the conclusion of the evaluation a 
facilitated workshop was held with important
GOP and USAID officials. 
 The participants verified the 
teams's findings, clarified
conclusions, reviewed recommendations, defined realistic implications, and

identified future steps.
 

The evaluation served us well by focusing heavily on project phase out and post
PACD sustainability. 
These considerations have assumed even greater importance
with the implementation of the Pressler Amendment.
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The findings of this evaluation were:
 

1. 
 Poppy production has been virtually eliminated in the project area.
 
2. 
 A remote tribal hill area has been brought into the mainstream of
Pakistan's national economy.
 
3. 
 Since 1986 the 4roject has completed about 400 and begun another 600 sub­projects. 
 These 
include:
 

a. 	 74 miles 
of roads;
 
b. 
 153 schools;
 
c. 
 9 health facilities;

d. 
 16 veterinary dispensaries;
 
e. 
 40 electrified villages;

f. 
 300+ 	irrigation systems;

g.

h. 	

163 potable water supplies;
50% increase in agricultural production due to high yielding crop

i. 	

varieties and fertilizer;
2,000+ local residents trained in technical trades;
j. 
 3,000+ local residents placed in new jobs; and
k. 
 Rs. 400,000,000+ moved through the local economy because of
subsidies, cash payments, and employment generation.

Concljusions
 

The conclusions drawn from these findings are:
 
1. 
 A combination of enforcement and development--within 


a unique framework of
cooperation between GOP and USAID--has been necessary and successful in
eliminating poppy production.

2. 
 The task of opening up the project area to development has been accomplished.

3. 
 Crop subsidies, orchard and forest payment, and infrastructure development
involving little or no 
community participation, have become a liability rather


than 	an asset that have created a dangerous welfare syndrome that undermines
rather than builds sustainability and self-reliance.
 
Against these conclusions, however, arise 
two others that pose a dilemma as phase­out proceeds:
 

4. 
 The sustainability of most development activities, including the maintenance
and operation of many facilities, 
is in jeopardy due 
to weak linkages with key
 
line 	agencies and lack of active community participation 
at the beneficiary
level.
 

5. 
 Even with the completion of the 600 sub-projects 
now in the pipeline, many of
 
which have benefitted relatively few people, the Gadoon-Amazai 
area will still
lag behind the adjacent Swabi lowlands in terms of basic infrastructure and
social services.
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Recommendations
 

Based on 
these conclusions, the following recommendations are made:
 

I. 
 Continue and accelerate the process of systematic phase-out of subsidies and
major infrastructure development, consistent with completing the 
600 approved
sub-projects, in order to 
break the cycle of dependency before it becomes
 
entrenched.
 

a. 
 Reduce project and USAID Technical Assistance staff;

b. 
 Approve no new sub-projects under current guidelines;

c. 
 Solve cash flow blockages between AID and Kala Dhaka insuring future flow
 

through PACD; and
 
d. 
 Phase out subsidies and similar stipend payments.
 

2. 
 InitiaLe a parallel but independent process of grassroots, self-reliant
development built around sustainable village organizations that provide for
broad-based community participation, including:
 

a. 
 Support involvement of recipients, GOP and USAID in design and
implementation of grass-roots, self-reliant development initiatives in
 
the project area;


b. 
 Complete the identification, development, and strengthening of village

development organizations (VDOs);


c. 
 Provide staff training, methods, and resources 
to VDOs;

d. 	 Develop integrated extension teams;
e. 
 Support sub-projects that include substantial self-help contributions;
f. 
 Expand technical assistance for self-help sub-projects;
 
g. 	 Develop and implement maintenance program;

h. 
 Strengthen agriculture and social forestry activities;
i. 
 Combine training and job placement operations and activities; and
 
j. Within the beneficiary participation/village-organization activity,
support access to credit and/or village savings programs for both men and
 

women.
 

Lessons Learned
 

With the caveat that retrospective prescriptions are presumptuous f.,r such a high­risk but successful project, three hypotheses merit testing in comparable future
endeavors.
 

1. 
 A social development component built around a village level organization
scheme with more direct recipient involvement should be included from
 
2. 	

project inception.

the phase-out of subsidies should begin early, particularly if 
a social
organization team is in place to facilitate the development of self-help

activities.
 

3. 
 The level of subsidies provided in this project should not be as high in
 
future endeavors.
 

7/
 



K. ATTACHMENTS (Ust attachments submitted with this Evaluation Summary; Lf#2A attach copy of full P'AGE 
evaluation report, even Ifone was submhed earlier) 

1. Complete Evaluation Report.
 

L COMMENTS BY MISSION, AJD/W OFFICE AND BORROWER/GRANTEE 
The evaluation was relatively complete and,.within the terms of the Scope of work.
It was informative and answered issues presented in the 
Scope. It provided the
Mission with various options for leaving behind useful units of development after
 
the LOP.
 

At the conclusion of the evaluation process a 
facilitated workshop was conducted
with all significant officials of both the GOP anda USAID. 
The participants
verified the Team's findings, clarified conclusions, reviewed recommendations,

defined realistic implications, and identified future steps.
 

The recommendations of the Evaluation Team which were not accepted, are given below

alongwith the reasons for their non-acceptance.
 

:Recommendation/Action
 

1. 
 Developing and Diversifying 	the Area Economy
 

z (a) 
 "Monitoring of sub-projects 
should include setting start and completion target
0 
 dates for small (community) 	sub-projects, and establishing implementation

schedules for large 
ones 
(roads, electrification)."
 

o 	 Not-acceptable: 
 Setting of start and finish dates for all infrastructure sub­0
2	 projects has always been 
a part of the approval process.
2
 
(b) "The project should conduct a study of 
the area's surface and groundwater


resources and update/expand 	the 
report on groundwater resources prepared by
WAPDA in 1988. This 
should be done in view of the large number of wells
completed, under construction and planned, and the Industrial Estate's large
and expanding water needs. 
 Based on this information, future strategy for

development of water resources should be defined."
 

Not acceptable: 
 Since the project will not be undertaking any more
 
infrastructure sub-projects, it would not be appropriate to
 
carry out a groundwater budgeting study at this stage,

especially after the Pressler being in effect.
 

(See continuation sheets Page 12-14)
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ACTIONS
E.Action Decisions Approved By Mission or AID/W Offi. Director 
Name 	of Officer 
 Date 	Action
 

Action(s) Required 


irrigation channels, dug wells, buildings).
This could involve setting up village groups

(such as water user associations 
or villvge

development organizations) responsible for 

maintenance; training community members on

maintenance and repairs; and assisting

communities to establish small community funds
 
to cover maintenance costs and purchase tools

and small stocks of materials and spare parts.
These village groups would also be encouraged

to plan, and implement future small development
 
projects.
 

2.2 Agriculture
 

2.2.1 
 Extension
 

a) 
 Proper extension facilities for Field 

Assistants should be completed in each Union

Council to include an office, storage space and 

a farmer meeting hall.
 

b) 	 Integration of agricultural department staff
with other line agencies should be improved

through periodic joint meetings and combined 

field implementation efforts. 
 The use of

integrated extension teams under the direction
 
of a social organizer should be explored.
 

c) University agriculture students should be used
for survey and other field work both to augment 

extension staff capabilicy and to 
provide

students with practical field experience.

Linkages with TIPAN should be strengthened in

all areas including crops, fruit, irrigation,
 
forestry and livestock.
 

2.2.2 Forestry
 

a) 
 The preseiat approach to afforestation should
not be replicated in other 
areas since it has 

achieved only low survival rates. 
 Instead a
social forestry program should be supported

within the Gadoon-Amazai area along the lines
 
of the Malakand Social Forestry Project, and
preferably'stiilizing 
a social organization
 
approach.
 

Responsible for to be
 
A-ion Completed
 

ARehman, GONWP 
 June, 1992
 
JHasan, O/Eng
 
SMalik,.O/ARD
 

ARehman, GONWFP 
 December,1992
 
SMalik, O/ARD
 
UMohammad, O/ARD
 

-do-	 On-going/
 
December, 1992
 

-do-
 -do­

-do-
 June, 1992
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ACTIONS

E.Action Decisions Approved By Mission or AID/W Offi. Director 
Name 	of Officer Date Action
 

Action(s) Required 	 Responsible for
Art-inn 	 to be
Completed
 

2.2.3 Orchards
 

a) 	 Farmers should continue to receive training by ARehman, GONWFP On-going
experienced horticultural extension service 
 SMalik, O/ARD
personnel on fruit tree cultivation, including 
 UMohammad, O/ARD

soil preparation, planting, budding,

fertilizing, spraying, harvesting and post­
harvest handling of fruit. 
 In addition,
 
extension workers must suggest to farmers
 
proper intercropping practices, including crop

rotation and cropping management.
 

2.2.4 Model Farms
 

a) 	 The use of model farms and demonstration plots 
 -do- December,1992

should be continued. Owners of model farms
 
need 	to be trained in maintaining proper

records for extension and research purposes.

Likewise, farms owners need to be trained in
 
how to maintain the records needed for
 
comparison and for providing feedback to
 
extension agents and agricultural researchers.
 

b) 	 The model farm and demonstration plot program

should be strengthened by training farmers in 
 -do-
 -do­the latest farm and crop husbandry techniques

for growing cash crops, fruit orchards, oilseed
 
crops and vegetables.
 

2.2.5 Subsidies
 

a) 
 Phase out wheat subsidies, fertilizer 
 MSArbab, GONWFP 
 March, 1993
subsidies, orchard and forest protection 
 ARehman, GONWFP
payments, and make work jobs. 
 SMalik, O/ARD
 

Recipients should be clearly and expeditiously

informed of all scheduled phase-out plans. 
 -do- ecember, 1991
Once 	the plans are announced, under no
 
circumstances should they be modified.
 

2.3 	 Human Resources Development
 

a) 
 Training and job placement operations need to 
 MSArbab, GONWFP 
 ecember, 1991
be combined under the direction of a 
 ARehman, GONWFP
profession,4 
manpower development specialist 
 SMalik, O/ARD

within the PCU. These functions might UMohammad, O/ARD

productively be transferred to 
the Sarhad
 
Development Authority which oversees the
 
Industrial Estate and this option should be
 
carefully examined.
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ACTIONS


E.Action Decisions Approved By Mission or 
AID/W Offi. Director Name of Officer Date Action
 
- Responsible for to be
Action(s) Required 
 A,-inn Completed
 

b) 
 The feasibility of completing construction of a 
 ARehman, GONWFP 
June, 1992
training facility on a self-help basis in the 
 SMalik, O/ARD
northern part of the project area should be 
 UMohammad, O/ARD

examined.
 

c) 	 Comprehensive work plans for job placement 
 ARehman, GONWFP 
 On-going
should be prepared and implemented. They 
 SMalik, O/ARD
should provide for outplacement services for 
 UMohammad, O/ARD

PCU staff affected by the phase-out.
 

d) 	 Special procedures for granting permission for
 overseas employment 
to area residents should be 
 -do- June, 1992
sought, if necessary, at high levels of
 
governments.
 

e) 
 The quality of all training programs and the
employment status of all training graduates 
 -do- On-going
should be monitored. 
This 	information and
 
other data related to training and employment

should be computerized to facilitate ongoing

monitoring and evaluation.
 

2.4 Non-Formal Education (NFE) and Women
 

a) 
 Support for NFE activities, should include

additional girls' schools and adult literacy 
 -do-
 -do­programs. However, the NFE program should not

be pressured to meet specific outreach goals:

the rate of expansion of project activities
 
should be based solely on the willingness of
 
village groups 
to accept the programs.
 

b) The possibility of using vacant veterinary

clinic buildings as NFE centers should be 
 -do- June, 1992
investigated. 
Means of improving/repairing the
 
existing rented facilities should be reviewed.
 

c) 
 The NFE program should include women with

technical experience in health and nutrition to 
 -do- June, 1992
help improve the health and well-being of area
 
residents.
 

d) 
 The NFE program should include additional staff 
 -do- On-going

wonten with technical expertise in agriculture.

Among the activities such persons could help

undertakelhre: 
 (1) Train local women to
 
operate nurseries producing seedlings for sale
 
in the local area. 
 (2) Help establish kitchen
 
gardens.
 

e) 
 Teachers should be provided with sufficient

training before being posted to the project 
 -do- On-going
area and should receive periodic in-service
 
training.
 

/ 



ACTIONS
E.Action Decisions Approved By Mission or AID/W Offi. Director 
Name 	of Officer 


Action(s) Required 


f) 	 Monitoring and supervision of teachers in the
field should ideally be increased to a monthly 

basis.
 

g) 	 Safe accommodation at the Topi office should be
provided for women teachers so that they can 

meet with each ottler and supervisory staff and 

receive in-service training on a monthly basis. 


h) 	 Opportunities should be provided for periodic
meetings, workshops, etc., between Gadoon-

Amazai NFE staff and workers from other regions,

especially IRDP/Mardan.
 

2.5 	 Institutional Development & Beneficiary
 
Participation
 

2.5.1 
 Union Councils and Project Committees
 

a) Common interest groups in villages should be 

organized to operate and maintain completed

facilities effectively and to undertake future 

projects. 
 These groups should have wide 

participation and would best be started with
 
the help of qualified social/community

organizers and extension agents operating under
 
the PCU/controlling agency.
 

2.5.2 
 NWFP Planning and Management Capability
 

a) 	 The PCU should continue its project management 

and implementation activities. 
As sub-projects

are being 	completed, the technical staff should 

focus on assisting communities in establishing
 
systems to sustain completed facilities.
 
Redundant 	staff should start being phased out.
 

b) 	 A review of project data collection and
 
reporting requirements should be undertaken for 

each activity to ensure 
that 	the improved

data 	management capacity of the project

computer center is utilized effectively and

efficiently. 
This effort should be repeated on
 
an annual basis. PCU personnel should be
 
trained to accomplish data analysis as an
 
institutio'strengthening 
measure.
 

c) 
 The PCU should increase coordination with line 

agencies to ensure that completed sub-projects

start being operated and maintained in a timely
 
manner.
 

Responsible for 

A,-Hnn 


-do-


ARehman, GONWFP
 
SMalik, O/ARD 

UMohamad, 0/ARD
 

-do-


MSArbab, GONWFP 

ARehman, GONWFP
 
SMalik, O/ARD
 
UMohmmad, O/ARD
 

ARehman, GONWFP 

SMalik, O/ARD
 
UMohammad, O/ARD
 

-do-


ARehman, GONWFP 
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Date Action
 
to be
 
Completed
 

June, 1992
 

June, 1992
 

June, 1992
 

June, 1992
 

On-going
 

-do­

-do­



-- - - -- - -

____ _ _ _ _ _Pane #11
 
ACTIONS
L.Action Decisions Approved By Mission or AID/W Offi. Director Name of Officer Date Actionl 

Action(s)Required 

2.6 
 Private Sector Development
 

a) Investigation of opportunities for improved 

credit availability for area residents should 

be completed. 


2.7 
 Integrated Rural Development Approach
 

a) 	 Support integrated extension units which would
 
be led by social organizers skilled in 

facilitating the development of village
 
organizations, and would include or 
have access
 
to agricultural, forestry, engineering, health,
 
education and/or small business/private sector
 
development expertise.
 

2.8 Other Development Projects
 

a) 	 Features of other area development projects 

should be considered for use 
in the 

reorientation of the Gadoon-Amazai, and the 

continuation of 
the Kala Dhaka project. Those
 
for particular consideration include:
 

a. 	 IRDP/Mardan
 

b. 	 Kalam IRDP
 
c. 	 Malakand Social Forestry
 
d. 	 Sarhad Rural Support Corp
 
e. 
 Aga Khan Rural Support Program
 

3. 
 KALA 	DHAKA ASSISTANCE
 

a) 	 Experienced social organizers should be added 

to 
the Technical Assistance Team with provision

for additional staff for the PCU, as 
required. 


b) 	 Employ a no-subsidy/reduced-subsidy approach

for activities aimed at curtailing the spread 

of poppy production in Kala Dhaka.
 

c) 
 Continue the workshop methodology, and 

institute seminars and frequent staff meetings 

among Kala Dhaka and Gadoon-Amazai projects. 


A Responsible for to fe 
At-rn 	 Completed 

ARehman, GONWFP 
 June, 1992
 
SMalik, O/ARD
 
UMohammad, O/ARD
 

-do- June, 1992
 

MSArbab, GONWFP 
Already
 
ARehman, GONWFP 
considered
 
SMalik, O/ARD
 

HAgha, GONWFP December, 199
 

SMalik, O/ARD
 
DScott, TAT
 

-do- June, 1992
 

HAgha, GONWFP On-going
 
SMalik, O/ARD
 
DScott, TAT
 

DGrube, C'dale
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2. 	 Agriculture
 

(a) 	"Cash crops like saffron, ginger, mushrooms, etc., should be introduced on a
 
pilot basis and then expanded to other areas as appropriate".
 

(b) 	"A baseline farm system, farm product and soil nutrient survey should be
 
conducted to ensure that proper farming strategies are employed".
 

(c) 
"A master integrated watershed management program should be established for
 
the entire Gadoon Project area and properly implemented through the Forestry

Department in a phased manner".
 

(d) 
"A rangelands management program should be devised as part of a village-based
 
integrated watershed management program to help improve quantity and quality
 
of livestock produced".
 

(e) 	"The introduction of controlled grazing (including fencing) in combination
 
with planting of fodder grasses/trees should be considered. Under a social
 
forestry program, one major component would be range management and forage

production for animal feed, which would help alleviate the present shortages
 
that exist in the project area".
 

f) "Production of specialty crops such as strawberries and specialty fruit trees
 
should be tried on a limited scale with particularly interested farmers".
 

g). 	"The possibility of establishing fruit and vegetable processing facilities in
 
the Gadoon Industrial Estate should also be investigated".
 

Not acceptable: 	 The above 
are proposed new activities which cannot be initiated
 
due to implementation of Pressler Amendment.
 

3. 	 Human Resources Development
 

(a) 	"Coordination between OPF, PCU and the Gadoon Industrial Estate should be
 
improved. Overall responsibility for training and job placement (including
 
monitoring) should be given to 
one agency and not divided as it is now."
 

Not acceptable: 	 This has become redundant as the OPF contract has been
 
terminated as of 30 June, 1991.
 

(b) 	"PCU and USAID engineers should provide enhanced training to villagers
 
involved in sub-project construction enabling them to become potential
 
contractors for other sub-projects offered by the various GOP line agencies."
 

Not acceptable: 
 Villagers involved in the construction of sub-projects in the
 
project area received their training in the past from PCU and
 
USAID engineers. They were guided in planning, executing and
 
quality control of small construction projects.
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4. NWFP Planning and Management Capability:
 

"The 	PCU should continue its project management and implementation activities.

As sub-projects are being completed, the technical staff should focus 
on

assisting communities in establishing systems to sustain completed facilities.

Redundant staff should start being phased out. 
 As design and planning

activities are 
completed, USAID engineers should assist communities and line
 
agencies to establish maintenance and repair systems to 
ensure the
 
sustainability of completed infrastructure."
 

Not acceptable: 
 As the staffing phase out program is being implemented, the
 
nominal technical staff available either with PCU or USAID

(Engineering) will not be able 
to divert its attention from the
 
completion of sub-projects in the infrastructure area. There
 
may be a possibility in other technical fields.
 

5. 	 Kala Dhaka Assistance
 

(a) 	"Initial disbursement of funds for the project must be accelerated and a
 
timely flow of funds throughout the life of the project ensured."
 

Not acceptable: Initial disbursement has already been made and a timely flow of
 
funds ensured.
 

(b) 	"Once the project area becomes more accessible, the project office should be
relocated within it to improve coordination with local residents, coordination

of project work, and to reduce travel time 
to project staff to the area."
 

Not acceptable: 
 The project would operate from Mansehra, however, field offices
 
will be opened in different zones of the project area to
 
effectively and efficiently implement the community
 
participatory program.
 

6. 	 Drug Abuse Prevention Resource Center (DAPRC)
 

(a) 	"The program must be allowed to maintain autonomy and flexibility to fight,

through any and all conventional and unconventional means available, what may

become Pakistan's number one social problem."
 

Not acceptable: 
 The apparent concept is extremely ambiguous "autonomy and
 
flexibility to fight, through any and all conventional and
 
unconventional means available" is unclear, non technical and
 
too open ended. Furthermore, the project does not believe that
 
the US Government would or should recommend "unconventional
 
means."
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(b) 	"The chief objective of the program should be 
to plan for the inevitable
 
future expansion. Specifically, provision should be made 
to have the same

authority and autonomy now afforded the program director transferred to the
 
various sub-units, as 
they grow in size and scope through a systematic

decentralization program. 
The Director should play more of a motivational and
 
less of a directive role in the future."
 

Not acceptable: 	 Institutional strength is enhanced with appropriate and clear
 
organizational structure and leadership. DAPRC has historically
 
been weak due 
to a lack of clear and decisive administration
 
from the Director. With a dynamic and management oriented
 
Director administrating the DAPRC Unit, the organization as a
 
whole will become viable and sustainable. The project does not
 
believe decentralizing the sub units is 
a constructive 	goal.
 

(c) 	"This activity should be extended to the Gadoon-Amazai project area
 
particularly in the Gadoon Industrial Estate, where there are many wage

laborers, who are particularly susceptible to drug addiction."
 

Not acceptable: 	 DAPRC activities should be 
closely linked to the Enforcement
 
Schedule and all concurrent counter narcotic development
 
schemes. The drug addict population in Pakistan is not 
limited
 
to Gadoon Amazai area, and the focus has to be in major
 
concentration areas.
 

(d) 
"DAPRC training of drug abuse trainers should be continued."
 

Not acceptable: 	 The statement is extremely limited and offers no special
 
insight. Orientation, direction and emphases should be
 
clarified.
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EXECUTIVE SUMMARY 

Purpose of Project 

The NWFADP project began in 1983 in the Gadoon-Amazai area of the North West
Frontier Province of Pakistan. The NWFADP project purposes were to eradicate opiumpoppy production and to develop and diversify the area's economy. Two approaches 
were used: (1) The GOP enforcing criminal penalties and destruction of poppy crops
while (2) concurrently initiating development sub-projects with support from USAID. 

Methodology of Evaluation 

To review the mid-term stage of Phase II activities in agriculture, infrastructure, andinstitutional development, field visits made by the evaluation teamwere 	 members,
operating in three small groups, to all seven Union Councils, 22 villages, and
approximately 90 sub-projects. All main metalled and shingled roads were covered and
two parts of Baitgall UC were crossed by foot. Two boat trips on Tarbela Lake/Indus
River provided exposure to portions of Kala Dhaka, including visits to two villages andvisual 	inspection of five others. Additional field visits were made 	to five other rural
development projects in NWFP for comparative purposes. 

Meetings were held with PCU/USAID staff, approximately 100 village leaders and farmers;
GOP officials including Planning and Development, the Special Development Unit for 
poppy eradication programs; Local Government, Agriculture, Forestry, Irrigation,
Communication & Works, and Public Health Engineering Departments; DistrictAdministration, Agriculture University, WAPDA, Industrial Estate; and Kala Dhaka staff.Project reports, correspondence, and other relevant documents were reviewed. 

At the conclusion of the evaluation a facilitated workshop was held with important GOP
and USAID officials. The participants verified the team's findings, clarified conclusions,
reviewed recommendations, defined realistic implications, and identified future steps. 

Findings 

The findings of this evaluation were: 

1. 	 Poppy production has been virtually eliminated in the project area. 

2. 	 A remote tribal hill area has been brought into the mainstream of Pakistan's 
national economy. 

3. 	 Since 1986 the project has completed about 400 and begun another 600 
sub projects. These include: 
a. 	 74 miles of roads; 
b. 	 153 schools; 
c. 	 9 health facilities; 
d. 	 16 veterinary dispensaries; 
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e. 	 40 electrified villages;
f. 	 300+ irrigation systems; 
g. 	 163 potable water supplies;
h. 	 50% increase in agricultural production due to high yielding crop

varieties and fertilizer; 
i. 	 2,000+ local residents trained in technical trades;
J. 	 3,000 local residents placed in new jobs; and
k. 	 Rs. 400,000,000+ moved through the local economy because of

subsidies, cash payments, and employment generation. 

Conclusions 

The conclusions drawn from these findings are: 

1. 	 A combination of enforcement and development--within a unique framework of
cooperation between GOP and USAID--has been necessary and successful in 
eliminating poppy production. 

2. 	 The task of opening up the project area to development has been accomplished. 

3. 	 Crop subsidies, orchard and forest payments, and infrastructure development
involving little or no community participation, have become a liability rather than an 
asset that have created a dangerous welfare syndrome that undermines rather than 
builds sustainability and self-reliance. 

Against these conclusions, however, arise two others that pose a dilemma as phase-out
proceeds: 

4. 	 The sustainability of most development activities, including the maintenance and
operation of many facilities, is in jeopardy due to weak linkages with key line 
agencies and lack of active community participation at the beneficiary level. 

5. 	 Even with the completion of the 600 sub-projects now in the pipeline, many of
which have benefitted relatively few people, the Gadoon-Amazai area will still lag
behind the adjacent Swabi lowlands in terms of basic infrastructure and social 
services. 

Recommendations 

Based 	on these conclusions, the following recommendations are made: 

1. 	 Continue and accelerate the process of systematic phase-out of subsidies and
major infrastructure development, consistent with completing the 600 approved
sub-projects, in order to break the cycle of dependency before it becomes 
entrenched. 

a. Reduce project and USAID Technical Assistance staffs; 
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b. 	 Approve no new sub-projects under current guidelines;
C. 	 Solve cash flow blockages between AID and Kala Dhaka insuring future flow 

through PACD; and 
d. 	 Phase out subsidies and protection payments. 

2. 	 Initiate a parallel but independent process of grassroots, self-reliant development
built around sustainable village organizations that provide for broad-based 
community participation, including: 

a. Involve recipients, GOP, and USAID indesign and implementation of grass­
roots, 	self-reliant development initiatives in the project area;b. 	 Identify, develop, and strengthen village development organizations (VDO's); 

c. 	 Provide staff training, methods, and resources to VDO's;
d. 	 Develop integrated extension teams; 
e. Approve sub-projects that include substantial self-help contributions;
f. 	 Expand technical assistance for self-help sub-projects;
g. 	 Develop and implement maintenance programs;
h. 	 Strengthen agriculture and social forestry activities;
i. 	 Combine training and job placement operations and activities; andJ. 	 Provide access to credit and/or village savings programs for both men and 

women. 

Lessons Learned 

With the caveat that retrospective prescriptions are presumptuous for such a high-risk but
successful project, three hypotheses merit testing in comparable future endeavors: 

1. 	 A social development component built around a village level organization
scheme with more direct recipient involvement should be included from 
project inception.

2. 	 The phase-out of subsidies should begin early, particularly if a social
organization team is in place to facilitate the development of self-help
activities.

3. 	 The level of subsidies provided inthis project should not be as high infuture
endeavors. 
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I 
INTRODUCTION AND OVERVIEW OF THE REPORT' 

A. Project Context 

The North West Frontier Area Development Project is among the most unusualdevelopment programs in the Third World. From the outset it has appeared to have analmost impossible mission. Its overriding purpose is to help persuade independent tribalpeople to give up one of the world's most profitable cash crops--opium poppy--the rawmaterial of the world's heroin supply. Seeking to induce people in a remote area largelyoutside government control to make that unpalatable decision, the joint GOP/USAIDproject held out the promise of development in a classic "carrot" and "stick" trade-off: theGovernment threatened criminal penalties and the destruction of poppy cultivation whilethe project held out a variety of inducements under the rubric of development for those
who agreed to turn away from poppy. 

Begun in 1983 in the Gadoon-Amazai area of Northwest Pakistan, the project covers an area of 215 square miles with a population of approximately 120,0002. For the first twoto three years the project had only limited success. Poppy flourished and tribesmenshunned the development inducements. Then in March 1986, the Government acted toimplement the phased enforcement action over a large area under open opium cultivation.Violence ensued, at least 8 people died, and a parliamentary uproar almost toppled the
government. At that point many thought the project was over. Having completed itscontract, the USAID funded technical assistance team withdrew. The government ofNWFP, with modest management and engineering support from USAID, took over directproject management in what many felt would be a token gesture. 

Surprisingly, however, the project subsequently met with great success in achieving itsobjectives. Why? Government continued enforcement. Farmers began removing their poppy and coming forward to cooperate with development initiatives. A skeleton teamevolved into a major engineering machine. A corner had been turned. 

B. Summary of Findings and Conclusions 

This evaluation has found that by the 1989/90 season: 

1. Poppy production has been virtually eliminated in the project area. 

2. A remote tribal hill area has been brought into the mainstream of Pakistan's 
national economy. 

IThis section adapted from the discussion paper prepared for
the August 26 Workshop. It describes 
the project context and
provides the summary of findings, conclusions, recommendations, and
options for the future. For details see Vol. I, pp. 11-38; Vol.
 
II, p. 1-34.
 

2Maps, Vol. I, pp. 9, 10; Tables, Vol II., p. 54.
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While only four years ago 8,000-10,000 acres of stony hillsides were planted in opium
poppy, this year only 22 acres were planted--and the crop on those was destroyed by 
Government. Production in 1986/87 was 88,000 kg. Today that number is zero'. 

On the development side, in less than four years the project has completed about 400 
sub-projects and begun another 600. These have had a significant impact in diversifying
the area economy: 

74 miles of roads will open up hitherto inaccessible valleys--bringing in goods and 
services, and stimulating entrepreneurial activity;

* 153 schools and health facilities will bring both opportunity and healing;

* 
 over 300 irrigation and 163 potable water supplies, plus the electrification of 27

villages, will improve agricultural productivity, sanitation, and quality of life'; 
new high yielding crop varieties and fertilizer have increased agricultural
productivity by at least 50%5; 
over 2,000 local residents have been trained and almost 3,000 have been placed

in new jobse;
 
a broad range of subsidies, cash payments, and employment generation activities
 
for local residents has moved at least Rs. 400 million through the local economy,

putting money in people's pockets just when they saw their most profitable income 
source destroyed. 

The conclusions drawn from these findings are that: 

1. A combination of enforcement and development--within a unique framework of 
cooperation between GOP and USAID--has been necessary and successful in 
eliminating poppy production, 

2. The task of opening up the project area to development has been accomplished, 

3. Crop subsidies, orchard, and forest payments, and infrastructure development
requiring little or no community participation, have become a liability rather than an 
asset that have created a dangerous welfare syndrome that undermines rather than 
builds self-reliance and sustainability. 

Against these conclusions, however, arise two others that pose a dilemma as phase-out
proceeds: 

3Vol. II, pp. 1, 2, 54.
 

4Vol. II, pp. 2-8, 9-17.
 
5Vol. II, pp. 9-17, 55-59.
 

6Vol. II, pp. 13-22.
 

2 



5. 	 The sustainability of most development activities, including the maintenance and 
operation of many facilities, is in jeopardy because of weak links with key line
agencies and lack of active community participation, at the beneficiary level, and 

6. 	 Even with the completion of the 600 sub-projects now in the pipeline, many sub­
projects have benefitted relatively few people. Furthermore, the Gadoon-Amazai 
area will still lag behind the adjac3nt Swabi lowlands in basic infrastructure and
social 	services. Much of the difference is due to the more productive soils and 
easier access of the Swabi lowlands. 

From 	a two-pronged success, the project now faces a two-pronged dilemma: 

a. 	 Once the people have accepted a new way of making a living, how can 
uneconomic inducements, which were essential at the outset, be phased out
without loss of the trust and support of farmers who have come to expect
them? How can GOP and AID shift away from uneconomic crop subsidies 
and forest and orchard payment programs that undermine sustainability and 
self-reliance? 

b. 	 How can local community participation be built in to ensure the
sustainability, maintenance, and long-range economic utilization of
infrastructure and innovations introduced on a heavily subsidized basis? 

In essence, we must address a complex question: how can AID and GOP orchestrate a
balanced withdrawal from a policy geared to softening the blow of enforcement and shift 
to one built around sustainable development rooted in broad-based community
participation, particularly since in both the absolute level of services and distribution of
benefits the project area will fall short of the mark when the phase-out is complete? 

C. Summary of Recommendations7 

In answer to this question, this evaluation recommends a two-part package solution: 

1. 	 Continue and accelerate the process of systematic phase-out, in order to break the
vicious cycle of dependency before it becomes entrenched. 

2. 	 Initiate a parallel but independent process of grass-roots, self-reliant development
built around sustainable village organizations that provide for broad-based 
community participation. A new effort to provide the support necessary to initiate 
this process is recommended. 

Whatever the merits of making substantial changes in direction, there are dangers that will
have to be addressed during the transition. Thus it is recommended that the transition 

7For 	details, see Vol. I, pp. 11-38.
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include an ongoing process of dialogue among GONWFP, USAID, NWFADP fieldpersonnel and local residents--all of whom 'ave been responsible for the project'smanifest successes, and who will be essential to a smooth transition, and play a vital
role in shaping and implementing the future. 

Some of the dangers to be addressed in that dialogue include: 

a. Losing the best and the brightest: Once the winds of change are in the air, the 
very people most important to the future will understandably seek and find new
opportunities. Organizations often include both creators and survivors. Both thetransition and the future will be jeopardized if the project loses the former and is left
only with the latter. 

b. Completion, maintenance and sutainability: The engineering staff responsible forthe project's most visible achievements are essential to a smooth transition. Just 
over one-third of the sub-projects have been completed--600 remain in process.Neither communities nor line agencies are equipped to maintain and operate these 
over the long-term. The energy dedicated to construction must now be channeled 
to setting up viable maintenance and hand-over systems. 

D. The Package: 

1. Planning for Phase-Out' 

The Proiect Coordinating Unit (PCU) at present employs over 400 persons, many ofwhom are redundant, having been hired as part of the necessary efforts to soften the
economic blow of poppy eradication. At least one-fourth of the project staff should beassisted during the current year to find employment elsewhere. An additional one-fourth
should be phased out during the following year since the project will longer beno

evaluating applications for new sub-projects. Many staff members could be re-absorbed

by the line agencies from which they were seconded. Orderly plans for termination orhand-over of remaining functions and staff can be implemented during the last two years.
The scaling down of USAID technical assistance can parallel that of the PCU. Cut-backs,
however, must be handled so as to retain the leadership and creative talent needed to ensure the strengthening of agriculture, forestry, maintenance systems, and human
 
resource development.
 

Infrastructure development has been impressive, the pipeline is virtually full and
construction will continue to PACD. No new sub-projects should be added to thatpipeline. Since no further evaluation and design for new sub-projects will be needed,
plans for staff reductions can be made and implemented as soon as possible, consistent
with completion of sub-projects and development of essential maintenance systems.
Applications for new sub-projects should be accepted only from broadly constituted 

8See pp. 10-29.
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village groups that are ready to make substantial self-help contributions and should be
handed over to the proposed village organization support entity discussed below.
Negative environmental side-effects must be addressed. 

Alternative support mechanisms, either through this project or a separate one, should be
examined that will help to upgrade the limited capabilities of concerned line agencies,
particularly C&W, and equip them to take over facilities and programs instituted by
donors. Ifthese agencies remain weak the sustainability of all development efforts will be 
undermined. 

Agricultural and forestry efforts will continue be carriedto out through the linedepartments with continuing technical assistance from the PCU and USAID. Department
staff, however, must be strengthened. Staff and farmer training and additional
transportation are needed to improve efficiency and should be provided through the
project. Testing and introduction of innovations should continue in close collaboration
with local farmers. A social forestry program modeled on successful initiatives elsewhere
in NWFP should be started immediately. All agriculture and forestry support functions canbe handed over to the proposed village organization support entity as soon as feasible. 

Human resource training and job placement have fallen far short of both targets and local
needs. Operations must be overhauled. These should be combined under unified
professional leadership within the PCU, under the aegis of the Industrial Estate, or with 
an outside entity such as OPF. This must be done in order to improve performance andto ensure that there are effective linkages among them and the job world. A careful
examination of all options for improving vocational/technical training substantially for
Gadoon residents is required. Outplacement services should be instituted to support the 
phase-out of PCU staff. 

Private sector development, while not a project purpose, has been stimulated by
infrastructure development and the contracting of sub-projects to village groups. Further 
support is recommended, through expanding basic and technical education for men and 
women, facilitating community savings and access to credit, and supporting
community-based infrastructure development on a self-help basis. 

Integrated rural development, largely in form rather than substance to needsdate,
strengthening. This can be achieved through the establishment of integrated staff
meetings and workshops and the utilization of integrated extension teams to work withcommunities to develop multi-sectoral solutions to local problems. These functions can
begin now within the PCU and be transferred out at the appropriate time. 

Kala Dhaka activities to forestall the spread of opium cultivation from Gadoon are still in
their infancy and are facing serious problems with flow of funds that must be solved
immediately. Cross-fertilization between Gadoon and Kala Dhaka programs through
workshops and exchange of staff and support have been initiated, however, and it is
recommended that this continue. Social organization staff should be provided. No 
subsidies like those in Gadoon should be initiated. 

5 
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The Drug Abuse Prevention Resource Center islanmabad. has only recently begunsystematic operations. It is recommended that program autonomy and flexibility becarefully maintained, especially as the program expands. Unks to the project area mustbe strengthened and training of trainers activities should be increased in order toaccelerate the multiplication of knowledge, skills, and information needed to combat thedangerous and rising abuse of drugs in Pakistan. 

The Gadoon Industrial Estate has provided relatively few jobs for local residents whileraising questions about potentially negative employment, environmental, and social effectsfrom its expansion. Further study of these and development of a remedial action plan
is recommended. 

Subsidies. including provision of wheat seed, fertilizer, orchard and forest protectionpayments, and redundant employment, have accomplished their objectives of buildingcooperation and introducing innovation. It is recommended that they be phased out. 

2. 	 Options for the Future:
 
Building Support for Village Organizationo
 

Complementary to this phase-out program a new initiative is needed to maintain themomentum of development that has been successfully started by the NWFADP and tobreak the dependency cycle. Such an effort should directly involve and benefit the low­income majority of the population at the village level. GOP and USAID have already
begun looking at alternative models for achieving this objective and it is strongly
recommended that this process be continued and accelerated. Needed are: 
1. 	 Village level organizations that mobilize and involve the entire community

self-reliant problem-solving, and provide amechanism for identifying, coordinating,
in 

and effectively utilizing local and outside resources in the pursuit of sustainable
development and income generation. 

2. 	 The methodology, staff, training, and resources to develop village level
organizations and help provide them with ready access to available outsidetechnical know-how, inputs, savings programs, and credit. 

Fortunately, avariety of successful and internationally recognized organizational options,both governmental and non-governmental, are available for close examination andreality-testing. These are within Pakistan, and more specifically within NWFP. One ofthem even adjoins the project area, while the others are nearby. It is recommended thatUSAID and the government of NWFP make the necessary plans to reach a consensuswith area residents on the model most appropriate for the Gadoon-Amazai area and beginto make the necessary arrangements as soon as feasible. 

9See 	pp. 30-36.
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E. Evaluation Purpose and Methodology" 

The purpose of this study is to measure the effectiveness of the NWFADP in terms of
meeting its goals and objectives, to evaluate the interventions of Phase I and the first half
of Phase IIof the Gadoon-Amazai component and provide recommendations for theremainder of Phase II,and to evaluate the start-up of the Kala Dhaka component and
provide recommendations for its continuation. 

To review activities on agriculture, infrastructure, and institutional development, field visits were made by the evaluation team members, together with PCU and USAID project staff,
to all seven Union Councils, 22 villages, and approximately 90 sub-projects. All main
metalled and shingled roads were covered and two parts of Baitgall UC were crossed by
foot. Two boat trips on Tarbela Lake/Indus River provided exposure to portions of Kala
Dhaka, including visits to two villages and visual inspection of five others. 

Meetings were held with PCU/USAID staff, approximately 100 village leaders and farmers,
officials of P&D, SDU, Local Government, Agriculture, Forestry, Irrigation, C&W, andPublic Health Engineering Departments; as well as District Administration, Agriculture
University, WAPDA, Industrial Estate, and Kala Dhaka PCU/TA staff. Project reports,
correspondence, and other relevant documents were also reviewed. 

At the suggestion of USAID and GOP, the scope of work was expanded to review other
development projects in the NWFP which might serve as possible models for the project's
reorientation. For this purpose field visits were made to Kalam Integrated Development
Project, Malakand Social Forestry Project, PATA Groundwater Irrigation Project, Malakand
Fruit & Vegetable Development Project, and the Pak-German Integrated Rural
Development Programme Mardan. Discussions were also held with knowledgeable
parties associated with the Aga Khan Rural Support Program and the Sarhad Rural Sector 
Support Corporation. 

The preliminary findings, conclusions, and recommendations from the evaluation process
were then presented in a one-day workshop in Peshawar attended by a cross-section of
participants that included senior officers from the Government of NWFP and USAID. Theresults of this workshop, described in Annex I, were then taken into account in preparing
the final report. The mission began on July 12, 1990 in Pakistan. The team spent
approximately six weeks in Pakistan, largely in Peshawar and the project area. The teamleader preceded the other team members by five days and, with the economist and
workshop facilitator, spent an additional five days preparing the final field draft. Two 
weeks were spent finalizing the report in Washington. 

lOV
1 . II, p. 51.
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F. Report IntroducUon 

The second section of this volume presents conclusions based on findings and providesrecommendations for the continuation, and eventual phase-out of this project. The thirdpart discusses three options for the future to ensure sustainability of the projectinterventions and further development, including some of the strengths and weaknesses 
of each option. 

The second volume of this report presents the evaluation team's detailed findings on theproject's efforts to eradicate opium poppy production in Gadoon-Amazai and to develop
and diversify the area's economy. The latter included provision of infrastructure,agricultural interventions, manpower development, non-formal education for women,institutional and private sector development, and an integrated rural development
approach. This second volume also reviews the start-up activities of the Kala Dhaka 
component and the Drug Abuse Prevention Resource Center. 

The second volume also includes the following annexes to the report: a report on the wrap-up workshop; evaluation scope of work; project log frames; further details on theevaluation methodology; data tables referred to and in support of the text; a collection atvillage focus group interviews; observational surveys conducted during reconnaissance
tours; examples of potential social forestry and social organization models; list of persons
contacted, including participarts in the workshop; bibliography; and the AID Evaluation 
Summary 1330. 

The outline for this report has been adapted from the Scope of Work (SOW) which appears in Vol. II, pp. 43-49. Cross referencing has been provided to indicate where
each section of the SOW has been addressed in the report. 
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FIGURE 2 - PROJECT AREA 
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II 

PLANNING FOR PHASE-OUT:
 
CONCLUSIONS AND RECOMMENDATIONS
 

This section presents the evaluation team's conclusions and recommendations on the 
eradication of opium poppy production in Gadoon-Amazai, the development and
diversification of the Gadoon-Amazai area economy, the start-up of project activities in
Kala Dhaka, and the uperation of the DAPRC. The recommendations reflect the
requirements for a gradual phase-out of the project over the next three years and the 
need to sustain the project's achievements. Many of the recommendations outlined here 
would fit well within the community-based model outlined in Section III (pp. 28-33 of this 
volume). 

A. Eradication of Poppy Production" 

CONCLUSIONS: Opium poppy has been virtually eliminated from the project area.
No evidence of continued opium production has been uncovered by the team to date. 
There is no evidence of serious interest on the part of farmers in returning to an opium 
economy provided the government does not falter in its continued enforcement of the 
poppy ban and the current momentum of social, economic, and infrastructure 
development becomes sustainable. 

RECOMMENDATIONS: The government must continue its enforcement program
in the area, while simultaneously pursuing local and area development projects. 

B. Developing and Diversifying the Area Economy 

1. Provision of Infrastructure" 
a. Core Infrastructure 

CONCLUSIONS: With completion of all on-going and approved sub-projects by
the PACD, almost all of which appear to be feasible, most project paper targets will have 
been achieved or exceeded. 

The design standards and construction quality appear to be satisfactory overall, except
for: some irrigation weirs which appear to have been under-designed; some improperly
sloped irrigation channels; some improperly constructed retaining walls at roadsides; lack 
of parapet walls; lack of side drains; lack of catch drains; and lack of proper stabilization 
of road embankments causing erosion of arable land. 

11Vol. II, pp. 1-2, 54.
 
12Vo1. II, pp. 2-8, 82-83.
 

11 



Completed road projects have not been maintained by the C&W, because of a shortageof funds and have been deteriorating. Completed electrical facilities appear to be ingoodcondition. Inthe electrified villages, because of the high cost of connection the numberof households requesting connections has been limited. 

Almost all completed water supply and irrigation systems are operational. Maintenanceof most water supply systems and of all irrigation channels and dug wells has been theresponsibility of beneficiaries (communities or individuals). No maintenance proceduresand systems appear to be in place. Some irrigation channels and water supply systems
require immediate repairs. 

Out of five tube wells, two have been transferred to the SDU. The others are to beoperated and maintained by the Irrigation Department. This has not been done becauseof disagreements with beneficiaries over payment of water charges. Most completed
school facilities are staffed and operational. 

RECOMMENDATIONS: The approved sub-projects should be completed. Theproject should examine the feasibility of constructing bridal paths providing access tovillages not served by roads, possibly by using free labor from benefitting communities,with technical and logistic support provided by the project. Few, if any, other newsub-projects should be undertaken in view of the large number of sub-projects in thepipeline which will use most of the project's infrastructure development funds. 
Monitoring of sub-projects should include setting start and completion target dates forsmall (community) sub-projects, and establishing implementation schedules for large ones
(roads, electrification). 

Some design standards and construction methods should be upgraded: roads shouldbe provided with parapet walls, well asas retaining walls and catch drains wherenecessary; construction of masonry walls and of irrigation weirs should be improved;flood protection structures in the lower part of the area should be provided; and the innerlining of yet to be constructed dug wells should be provided with more cross masonrycolumns to absorb physical shocks. 

The project should conduct a study of the area's surface and groundwater resources andupdate/expand the report on groundwater resources prepared by WAPDA in 1988. Thisshould be done in view of the large number of wells completed, under construction andplanned, and the Industrial Estate's large and expanding water needs. Based on thisinformation, future strategy for development of water resources should be defined. 

The C&W should start maintaining the completed roads without further delay. Somecompleted road sections require repairs, provision of side and catch drains, constructionof parapet walls, and stabilization of side cuts with vegetative cover or other means. Theproject should consider ways of assisting C&W in road maintenance, including providingsome farm tractors with loader and backhoe attachments and small rollers. These should
remain in the area after project completion. 
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Arrangements with communities along the roads to provide free labor for theirmaintenance should be explored. The project should assist beneficiaries to developmaintenance systems and procedures for small infrastructure facilities (water supplysystems, irrigation channels, dug wells, buildings). This could involve setting up villagegroups (such as water user associations or village development organizations)responsible for maintenance; training community members on maintenance and repairs;
and assisting communities to establish small community funds to cover maintenancecosts and purchase tools and small stocks of materials and spare parts. These villagegroups would also be encouraged to plan, and implement future small upstream
development projects. 

Condition surveys for all completed facilities should be started immediately to determinemaintenance or repair requirements, and systems for their maintenance established. Forsub-projects under construction or planned, PCU should obtain the commitment ofbeneficiaries to maintain the sub-projects properly, and should begin setting upmaintenance systems as soon as possible. Incase of financially strapped communities or individuals, the project should consider paying all or some of the maintenance costsduring the first year, gradually phasing out project contributions over the next three years.Hereafter, the proposed village groups would take over the maintenance duties. 

b. Industrial Estate Infrastructure 

CONCLUSIONS: The design standards and construction quality of theproject-financed infrastructure inthe Industrial Estate (covering an area of 195 acres) has 
been satisfactory. 

The very rapid expansion of the Industrial Estate over an additional 1,300 acres does notseem to have been well-planned, and might have negative environmental effects andcreate social, housing, food and power supply, transportation, power supply and other 
problems. 

RECOMMENDATIONS: The project should consider providing technical assistanceto the SDU in undertaking (or completing) a study of the environmental impact and othereffects of the current Industrial Estate's expansion. The study should examine industrialwaste disposal (solid, liquid), air pollution, water supply, sewerage and other potentialhealth hazards. It should also look at landscaping, housing, social and municipal
standards, transportation, power supply and other aspects of development. 

Based on the results of the study, SDU should take appropriate actions to safeguardagainst existing and potential environmental hazards. The SDU should undertakelandscaping, and establishing green space by plantings on the adjoining hillocks. 
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2. Agriculture 
a. Agricultural Development" 

CONCLUSIONS; The project has been successful in changing the economy ofGadoon-Amazai from one based primarily on poppy cultivation to one with a diversified
agricultural system. For example wheat production has increased 4-fold, maize hasdoubled, and oil seed has increased 6-fold. In addition provision of irrigation and other
extension efforts has increased production of new cash crops, vegetables, and fruit.Agricultural sector ties with the national economy have increased (more shops are selling
agricultural inputs), while most of the area crop and livestock production is consumed 
locally. 

The project area was a net food importing region, before the project and continues to be a net importer. Due to project efforts, including the poppy ban, food production in thelocal area is higher than what itwas prior to the project. In addition, provision of irrigationand other extension efforts has increased production of new cash crops, oil seed crops,vegetables and fruits. However, net agricultural incomes are and will continue to be
below pre-project levels. 

The project goal of assisting 10,000 farmers has been met and exceeded. 

RECOMMENDATIONS: Project efforts to assist more area residents and to changethe economy to one based on a diversified agricultural system should continuethroughout the life of the project and selected activities should continue after PACDpreferably under the village organization approach described in Section III (p.28). Cash 
crops like saffron, ginger, mushrooms, etc., should be introduced on a pilot basis and
then extended to other areas as appropriate. 

A baseline farm system, farm product and soil nutrient survey should be conducted to 
ensure that proper farming strategies are employed. 

b. Extension' 

CONCLUSIONS: Agricultural extension was strengthened through the use of theTraining and Visit (T/V) System (agriculture extension), though hiring additional staff andproviding them with vehicles. However, staff still need additional training and vehicles, as
well as proper office facilities. 

Administrative procedures have hindered disbursement of funds in a timely manner. 

The system for performance monitoring of extension activities is inadequate. 

13VoI. II, pp. 9-11; 55-59; 82-83.
 

14VoI. II, pp. 11-12, 55-59, 82-83.
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Special interest groups attempt to influence project decisions. 

There is only limited integration of the work of the agricultural department of the project
and that of other line agencies. 

There has been very little interaction between the extension service of the project and 
provincial research facilities. 

RECOMMENDATIONS: To enhance the extension service, the first priority isprovision of additional transportation. This is followed by in-service training and short 
courses in extension work both in-country and abroad. [If additional staff can beprovided, services to the area would be further improved.] The possibility of using vacant
veterinary clinic structures as extension offices should be investigated. 

Proper extension facilities for Field Assistants should be provided in each Union Council 
to include an office, storage space and a farmer meeting hall. 

Integration of agricultural department staff with other line agencies should be improved
through periodic joint meetings and combined field implementation efforts. The use of
integrated extension teams under the direction of a social organizer should be explored. 

Procedures for timely disbursement of funds for implementation of field activities in a
timely manner should be established. 

Training on alley cropping practices for selected staff at the Sloping Agricultural Land
Technology Project at Mindanao, Philippines, should be considered. This method could
be implemented in appropriate project areas, i.e., where slope is not excessive and where 
soils are of sufficient depth. 

University agriculture students should be used for survey and other field work both to 
augment extension staff capability and to provide students with practical field experience.
Linkages with TIPAN should be strengthened in all areas including crops, fruit trees,
irrigation, forestry and livestock. 

It is highly recommended that agricultural extension agents teach safe use and storage
of agricultural chemicals to local merchants who sell pesticides so that merchants can
properly instruct their customers. 

Good two-way communication should be developed between extension staff and research 
institutes, especially TIPAN. 

Extension staff should organize field days, tours to visit progressive farmers, and 
agricultural fairs. 
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Extension agents should provide beneficiaries with specific recommendations regarding
various cultural practices; use of improved seeds, fertilizers and farm manure; and crop
rottions for maize, wheat, cash crops and vegetables. 

Extension agents should recommend the use of shelterbelts (lines of trees) around fields 
to reduce wind erosion, as appropriate. 

A proper monitoring system should be created to assess on afrequent and routine basisextension service activities and to suggest reorientation of those activities as appropriate
for local conditions. 

C. Forestry" 

CONCLUSION: Past and current afforestation efforts have been largelyunsuccessful because of the poor design of the programs, haphazard implementation andfailure to adhere to establi3hed management criteria. Survival rates have been well belowwhat could be expected if plantations were raised and protected properly. No integratedwatershed management project has been designed or implemented. 

Villagers are now willing to organize themselves and participate in village-based socialforestry programs which would provide a sustainable source of fuel, timber, and fodder,while protecting natural forests and developing future plantations in the area. 

Little attention has been given to improving the quality and quantity of rangeland forforage grazing, or otherwise reversing the process of environmental degradation. 

Initially, subsidies for planting and protection of plantations were useful in helping
overcome local opposition They did not appear to contribute to sustainability. 

RECOMMENDATIONS: The present approach to afforestation should not be
replicated in other areas since it has achieved only low survival rates. 

A social forestry program should be instituted within the Gadoon-Amazai area along thelines of the Malakand Social Forestry Project and preferably within a social organization
approach as described in the next section (pp. 28-33). The Malakand project and twoother social forestry programs in NWFP have proven to be successful because theyrequire community participation, are financially self- sufficient, and are sustainable. [See
details inAnnex 8, Vol II] 

Amaster integrated watershed management program should be established for the entir9
Gadoon project area and properly implemented through the Forest Department in a
phased manner. 

15Vol. II, pp. 12-13, 58, 59, 82-83.
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d. Orchards" 

CONCLUSIONS: Fruit tree orchards have been established only in irrigated areasof the project. Since soils are marginal and little irrigated land is available (about 3% of
the total arable lands), maximum production will be limited. 

Land levelling and fruit tree orchard cultural practices was not adequate. This has
resulted in less than optimal distribution of irrigation water. 

RECOMMENDATIONS: Farmers should continue to receive training byexperienced horticultural extension service personnel on fruit tree cultivation, including soilpreparation, planting, pruning, budding, fertilizing, spraying, harvesting and post-harvesthandling of fruit. In addition, extension workers must suggest to farmers properintercropping practices, including crop rotation and cropping management. 

Fruit tree orchards should be properly levelled in order to achieve uniform distribution of 
irrigation water. 
Live hedges should be grown as shelterbelts to protect fruit trees from desiccating winds 
and storms, which would reduce yields. 

e. Model Farms17 

CONCLUSIONS: The model farm approach has been used satisfactory, i.e., onirrigated land. It could be improved by updating agronomic practices and recommend
irrigation regimes to farmers and in documentation. No model farms were established for 
dry land areas. 

Demonstration plots have been tried within each of the seven Union Councils to enhanceagricultural productivity. The methodology needs further backstopping in technical 
aspects, as well as documentation. 

RECOMMENDATIONS: The use of model farms and demonstration plots shouldbe continued. Owners of model farms need to be trained in maintaining proper recordsfor extension and research purposes. Likewise, farm owners need to be trained in howto maintain the records needed for comparison and for providing feedback to extension 
agents and agricultural researchers. 

The model farm and demonstration plot program should be strengthened by training
farmers in the latest farm and crop husbandry techniques for growing cash crops, fruit
orchards, oilseed crops and vegetables. 

16See Vol. II, pp. 14, 
59.
 

"Vol. II, pp. 15, 55-57. 
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The suitability of establishing model farms to demonstrate the use of alley cropping(planting rows of fast growing trees) on adjacent crop, range and potential forest areashaving a moderate slope (not over 50%) should be investigated as a means of controllingerosion, improving soil quality and providing fodder for animals. 
Mungbeans, a drought-tolerant crop grown successfully in agronomically comparableareas inthe region, has potential as both a food and animal feed crop. This crop shouldreceive increased emphasis in the demonstration plot program. 
The agro-economic feasibility of promoting expanded production of rapeseed to provide 
both edible cooking oil and animal feed should be considered. 

f. Uvestock' 

CONCLUSION: Pasture and forage activities have not been emphasized in theproject and an;ral husbandry activities have assumed a minor role, with their personnel
receiving limited training. 
Only two attempts have been made to introduce improved livestock varieties: Sindhi 
cattle were not successful and Fayoumi chickens did not succeed. 
Dairy and Livestock Department budget constraints have limited veterinary outreach. 

RECOMMENDATIONS: Arangeland management program should be devised aspart of a village-based integrated watershed management program to help improvequantity and quality of livestock produced. 

Stock assistants should receive periodic additional training following completion of the one-year pre-service training course. 

Stock assistants should be provided with incentives and logistical support to reach remoteareas. There they should motivate and educate tl-e villagers on the benefits of improvedlivestock husbandry practices through demonstrations. 

The introduction of controlled grazing (including fencing) in combination with planting offodder grasses/trees should be considered. Under a social forestry program, one majorcomponent would be range management and forage production for animal feed, whichwould help alleviate the present shortages that exist in the project area. 
The livestock program should have a budget sufficient for feeding trials, breedimprovement programs, and animal health and disease prevention activities. 

18Vo. II, p. 16. 
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g. Marketing"' 

CONCLUSIONS: Fruit and vegetable production within the project area is currentlylimited. It is anticipated that this activity will grow and require expanded market outlets.It appears that the opportunity to obtain commodity prices from markets outside the
project area is limited. 

RECOMMENDATIONS: A detailed study of present and projected marketingactivities should be undertaken. Particular attention should be given to facilitatingmarketing of any increased production of fruit and vegetables through the construction
of additional roads and bridal paths into isolated project areas. 
Production of specialty crops such as strawberries and specialty fruit trees should be tried 
on a limited scale with particularly interested farmers. 

The suitability of posting in public places the latest commodity prices from markets
outside the project area should be investigated. 

Asurvey of agriculture exports from Afghanistan should be conducted inorder to assess
the potential for competition in the market by NWFP farmers. 

As agricultural production increases, extension agents should provide beneficiariestraining on proper storage, grading and preservation of various fruits and vegetables. Inthe event that agricultural commodity production increases significantly, training onconstruction of appropriate storage, preservation and grading facilities should be madeavailable as well. The possibility of establishing fruit and vegetable processing facilities
inthe Gadoon Industrial Estate should also be investigated. 

h. Subsidies" 

CONCLUSIONS: High levels of subsidies helped the project gain access to the area which might not have been possible otherwise. The subsidies have served their 
purpose and should now be discontinued. 

Forestry subsidies have already been phased out. Aschedule for the phasing out of treefruit subsidies has been prepared. A three year phase-out for wheat and fertilizer
subsidies has been promulgated in the 10 January 1990 PIL. 

Although under the circumstances subsidies were an appropriate tool to gain access tothe project area, the lack of recipient contribution to the subsidy programs combined withlate notice of impending reductions in subsidy levels created an undesirable welfaresyndrome under which farmers view subsidies as aright rather than atemporary privilege. 

19Vol. II, p. 17.
 

20Voi. II, p. 17. 
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RECOMMENDATION: Subsidies for fruit tree orchards should be phased out asplanned. Wheat and fertilizer subsidies should be phased out according to the 10 
January 1990 PIL 

Recipients should be clearly and expediently informed of all scheduled phase-out plans.Once the plans are announced, under no circumstances should they be modified. 

3. Human Resource Development" 
a. Training Assistance 

CONCLUSIONS: A sizeable number of individuals have received training. Theoverall impact of skills training programs, however, has not met the urgent needthroughout the area for alternatives to agricultural employment. 

There is no evidence of a comprehensive training plan other than rudimentary annual 
work plans. 

The demand for vocational training in the project area is already high and will continue torise. Communities give priority to such training and have indicated interest inparticipating, on a self-help basis, in construction of a technical school in the hills. 

RECOMMENDATIONS: Training and job placement operations need to becombined under the direction of a professional manpower development specialist withinthe PCU. These functions might productively be transferred to the Sarhad Development
Authority which oversees the Industrial Estate and this option should be carefully
examined. 

An acceleration of training efforts is needed to train a target population of 5,500, including
the preparation and implementation of comprehensive work plans. 
The feasibility of constructing a training facility on a self-help basis in thF, northern part of 
the project area should be examined. 

b. Employment Assistance2 
CONCLUSIONS: There is insufficient linkage between the training and job 

placement sections. 

There is no evidence of a comprehensive job placement plan other than rudimentary 
annual work plans. Job placement appears to be made largely on an ac ho= basis. 

2
1Vol. 
II, pp. 18-22.
 
22Vol. II, pp. 18-19. 
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With termination of the project a large number of area residents employed by the PCU willface unemployment. This will happen at the same time that the project is seeking toaccelerate, rather than taper off, its efforts to find jobs for area residents. 

Overseas employment opportunities, though promised, have not materialized. 

RECOMMENDATIONS: Training and job placement operations need to becombined under the direction of a professional manpower development specialist within
the PCU or SDU, as outlined above. 

Comprehensive work plans for job placement should be prepared and implemented.They should provide for outplacement services for PCU staff affected by the phase-out. 
Special procedures for granting permission for overseas employment to area residents 
should be sought, ifnecessary, at high levels of government. 

c. Surveys on Training and Placemente3 

CONCLUSIONS: No computerized data base exists as yet for ensuring systematic
management by the training or job placement officers.
 

RECOMMENDATIONS: The quality of all training programs and the employment
status of all training graduates should be monitored. This information and other data
related to training and employment should be computerized to facilitate ongoing

monitoring and evaluation.
 

d. The Overseas Pakistanis FoundationM 

CONCLUSINqJ OPF has assisted intraining or placing a relatively small numberof area residents lack for several reasons. These include lack of a local training centerinthe project area, lack of communication and confusion regarding responsibility betweenPCU/Gadoon Industrial Estate and OPF, small numbers of area residents applying foravailable positions, lack of information on target group education levels and lack of cleardesignation of authority and responsibility among PCU, OPF and Gadoon Industrial Estate 
staffs. 

RECOMMENDATIONS: Coordination between OPF, PCU and the GadoonIndustrial Estate should be improved. Overall responsibility for training and job placement(including monitoring) should be giver. to one agency and not divided as it is now. 

A survey of the education level of area residents should be accomplished as part of an
overall Gadoon-Amazai region socio-economic survey. 

23Vo1. I,, p. 19. 

'4Vo1. II, p. 20.
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e. Unkages with Industrial Estate" 

CONCLUSIONS: Unkages with Gadoon Industrial Estate appear limited, under­
utilized and restricted by bureaucratic channels. 

RECOMMENDATIONS: Direct links need to be established between the IndustrialEstate and the people of the project area. The estate manager should forwardemployment opportunities directly to the PCUs job placement office. Job openings in theGadoon Industrial Estate should also be publicly advertised throughout the project area. 

Alternately, the Estate should be given full authority and responsibility for training andemploying area residents and its performance be monitored by the SDU. 

1. Construction Employment and On-the-Job Training" 

CONCLUSIONS: Several thousand community members have been employed inthe construction of sub-projects. Project leaders have received on-the-job training inproject management while workers have acquired or improved technical skills. Thesepools of project leaders and skilled labor would be available to undertake further projectsin their communities, although they might need additional management and skill
development. 

RECOMMENDATIONS: PCU and USAID engineers should provide brief trainingsessions to villagers involved in sub-project construction to strengthen the skills they
acquire on-the-job. 

For future training of local residents in different trades, SDU and/or the Gadoon IndustrialEstate may devise a comprehensive plan to meet the future requirements of the IndustrialEstate and may thus afford preference to the local residents in employment opportunities. 

4. Non-Formal Education and Women" 

CONCLUSIONS: The NFE program h.:s been effective in beginning the processof providing women the opportunity to develop more fully their own capabilities asindividuals and also their opportunity to participate in society. 

Women have expressed a desire to learn skills which would allow them to earn additional 
income. 

2Vol. II, p. 20.
 

26VO1. II, p. 21.
 
27VOl. II, p. 22.
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Training and supervision of women teachers has been insufficient. 
Only one lady health visitor has rudimentary technical experience in health/nutrition. NoNFE staff have expertise in agricultural training.
There has been little interaction between Gadoon-Amazai NFE staff and those involvedin similar efforts in regions outside the project area, such as the Pak-German IRDP atMardan. 

Many potential NFE activities have not yet been thoroughly explored. 
Male acceptance of NFE centers is increasing. 
NFE center facilities are inadequate both in quantity and quality.
No institutional arrangements have been made with a government agency or NGO toinsure the continuation of NFE activities beyond PACD. Such an institution is needed ifthe NFE activities are to continue beyond the termination of the project.
 

RECOMMENDATIONS: 
 Support for NFE activities should be expanded includingadditional girls' schools and adult literacy programs.not be pressured to meet specific outreach goals: 
However, the NFE program shouldthe rate of expansion of projectactivities should be based solely on the willingness of village groups to accept theprograms. 

The possibility of using vacant veterinary clinic buildings asinvestigated. NFE centers should beMeans of improving the quality and cleanliness of existing centers shouldbe reviewed. 
The NFE program should be expanded to include women with technical experience inhealth and nutrition to help improve the health and well-being of area residents.
 
The NFE 
 program should include additional staff womenagriculture and livestock husbandry. with technical expertise in
undertake are: Among the activities such persons could help(1) Train local women to operate nurseries producing seedlings for salein the local area. (2) Help establish kitchen gardens.livestock. (3) Train women to vaccinate(During the day, when veterinarians would normally vaccinate chickens andother livestock, the men of the village are in the fields; the women would not becomfortable with a male vaccinator.) Village women could later be trained to be village
livestock volunteers. (4) Teach women
fuelwood and shade. to plant courtyard trees for livestock fodder,


available mulberry trees. 
(5) Train women to rear silkworms and produce silk using locally
(6) Train women to produce different handicrafts from locallyavailable raw materials. 

Teachers should be provided with sufficient training before being posted to the projectarea and should receive periodic in-service training. 
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To the extent possible, teachers should either be assigned to villages in pairs or beassigned singly to nearby villages to augment teacher morale. 

Monitoring and supervision of teachers in the field should ideally be increased on
monthly basis. 

a 

Safe accommodation at the Topi office should be provided for women teachers so thatthey can meet with each other and supervisory staff and receive in-service training on a
monthly basis. 

Opportunities should be provided for periodic meetings, workshops, etc., betweenGadoon-Amazai NFE staff and NFE workers from other regions, especially IRDP/Mardan. 
To the extent possible, local women should be employed to conduct surveys of the needsand concerns of women in their village. 

An agency to continue NFE activities after termination of Gadoon- Amazai should continue 
to be actively sought. 

5. Institutional Development & Beneficiary Participation"' 
a. Union Councils and Project Committees 

CONCLUSIONS: Institutional development, community, and beneficiaryparticipation has generally been limited especially at the village level. Union Councils havenot been considered appropriate bodies offor the selection and implementationsub-projects. While used early in the life of the project for this, the formal role of Union
Councils was eliminated entirely.
 

No institutionalized organization and management system is present at the village level for
either implementing or sustaining 
 long-term development; however, beneficiary
participation in development decisions and implementation appears to take place most
consistently and effectively at the village rather than the Union Council level. 
Village-based project committees headed by a project leader became the principalmechanism used to identify and implement sub-projects. These groups effectivelyimplemented large numbers of sub-projects over a relatively short time frame, usuallybelow budget. Most small-scale sub-projects seem to have benefitted only a few persons. 

RECOMMENDATIONS: Common interest groups in villages should be organizedto operate and maintain completed facilities effectively and to undertake future projects.These groups should have wide participation and would best be started with the help ofqualified social/community organizers and extension agents operating under
PCU/controlling agency. 

the 

'8Vol. II, pp. 23-27, 64-81, 82-83. 
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Among the tasks that such social organizations will need to tackle are: 

Conduct a social survey to measure the impact of progress to date, provide a
base-line from which to measure future achievements, and help identify and
evaluate perceived village needs. The community self-survey method used by the
IRDP/Mardan should be examined for possible use in this effort. 

Conduct a land capability and utilization survey to identify existing natural and
man-made resources and their current use within the project area, and draft a land 
use plan for the project area, drawing on the community self-survey method as 
appropriate. 

Develop a mechanism for the legalization and registration of village development 
groups to provide them with the authority to raise funds, and make agreements
with line agencies, financial institutions, Union Councils, and other villages. 

b. NWFP Planning and Management Capability" 

CONCLUSIONS: The PCU, with GOP and USAID assistance, has developed an
ability to plan and implement small-scale infrastructure projects. It appears to have a
large number of redundant unskilled or low-skill employees. 

The PCU's data collection, monitoring and analysis system has continued to expand in
terms of scope and quality. Ingeneral, data base information appears to be accurate and
relevant. Information is being provided to the PCU, SDU and USAID for project
management, decision making and monitoring. 

The C&W has not been able to prepare satisfactory road designs and .estimates.
Currently construction is undertaken by private contractors, under fairly well established
contracting procedures, but with inadequate supervision. To overcome these problems,
USAID engineering staff have had to become involved in design and construction
supervision. Completed road sections are not being maintained because of lack of funds. 

WAPDA iscapable of producing satisfactory plans and budgets for electrification projects.
Supply of materials by WAPDA has sometimes been late; construction and installation
work is usually done by private contractors, and sometimes it isnot satisfactory. With the
intervention of USAID engineering staff, construction defects have been corrected and the
quality of work has improved. WAPDA is capable of providing all required individual 
connections, albeit with delays, and of maintaining completed facilities. 

The Public Health Engineering and the Irrigation Departments have not been involved in
the design or implementation of sub-projects, with the exception of test and tube wells.
Their ability or interest to design, implement and maintain small water supply and irrigation 

1Vo1. II, pp. 24-27. 
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systems in the project area seems to be limited because of the remote location and smallscale of such projects. The Education Department has generally been capable of
operating completed facilities. 

The construction contracting procedures of C&W and WAPDA are fairly well established,and are based on open, competitive bidding. The FAR system for reimbursement ofconstruction costs by USAID to the line agencies has worked reasonably well forelectrification projects, but not for road construction projects, where reimbursement ofcosts based on the host-country contracting procedures seems to be more appropriate. 

RECOMMENDATIONS: The PCU should continue its project management andimplementation activities. As sub-projects are being completed, the technical staff shouldfocus on assisting communities in establishing systems to sustain completed facilities.
Redundant staff should start being phased out. 

A review of project data collection and reporting requirements should be undertaken foreach activity to ensure that the improved data management capacity of the projectcomputer center is utilized effectively and efficiently. This effort should be repeated on anannual basis. PCU personnel should be trained to accomplish data analysis as an
institution strengthening measure. 

USAID, or another development agency, should consider assisting C&W in upgrading itsroad planning, design, construction and maintenance capacity. 

The PCU should increase coordination with line agencies to ensure that completed
sub-projects start being operated and maintained in atimely manner. 

Reimbursement agreements between USAID and C&W for future road projects should
preferably be HCC-based rather than FAR-based. 

C. USAID Engineering Technical Assistance"
 
CONCLUSIONS: 
 The technical assistance provided by USAID engineering staff 

has been significant and a critical factor in the completion of some 400 infrastructure
sub-projects. Completion of the 600 on-going and planned sub-projects in a satisfactory
and timely manner will require a high level of supervision. 

Some of the vehicles assigned to the engineering staff are not suitable for driving onrough terrain. First-aid kits and life jackets are not available. 

RECOMMENDATIONS: The technical assistance provided by USAID's engineeringstaff at Topi should continue to ensure satisfactory completion of the remaining 600
sub-projects. With the 600 projects spread over a large area, the USAID technical
assistance team should be provided with two or three four-wheel drive vehicles (which 
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would substitute for pick-ups), and be supplied with first-aid kits, life jackets and other 
items. 

As design and planning activities are completed, USAID engineers should assist
communities and line agencies to establish maintenance and repair systems to ensure the
sustainability of completed infrastructure. 

6. Private Sector Development3 

CONCLUSIONS: Because of project interventions in increasing agriculturalproduction and providing infrastructure, private sector involvement in both the agricultural
and non-agricultural sector has increased. 

Key constraints to further private sector development include lack of trained manpower,
lack of appropriate credit sources, exclusion of women from the economy and insufficient 
infrastructure. 

RECOMMENDATIONS: Continue project-assisted manpower training programs. 

Basic education and vocational education opportunities for both men and women should 
be expanded through construction of schools and assistance to the NFE program. 
Means of expanding credit opportunity for area residents should be investigated. 

Planned project-assisted infrastructure sub-projects should be completed. 

7. Integrated Rural Development Approach2 

CONCLUSIONS: Both Gadoon and Kala Dhaka are conducive to an integrated
development approach. The Gadoon project includes many of the ingredients of an IRDPmodel. Its project departments and field staff, however, appear to operate relatively
independently, without significant levels of cross-fertilization. For example: 

Roads have been built without apparent reference to soil stabilization/afforestation
requirements or maintenance. 

A number of facilities have been constructed without taking advantage of
opportunities to enhance the environment and rejuvenate barren hillsides. 

Watershed management activities such as rangeland development, terracing,
farming, and erosion control have not been integrated. 

31Vo1. II, pp. 28-29.
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The Gadoon Industrial Estate is setting in motion a process that can lead to
negative environmental and social effects. 

Signs 	of an integrated approach are evident in Kala Dhaka. Project management andstaff include technical, social, agricultural and ecological professionals. Acomprehensivesocial 	baseline survey--never undertaken before in Gadoon--is underway. Plans 	arebeing discussed concerning the development of an integrated extension approach builtaround a social organization program working in remote tribal areas of the North. 

Cross-fertilization between the Gadoon and Kala Dhaka projects might be productive aseach has elements the other lacks. For example, the Gadoon project has an extremelyexperienced and relatively efficient engineering component which might be useful to KalaDhaka as it faces challenges on the infrastructure development front. The Kala Dhakaproject has staff capacity and plans to initiate critical social organization outreach and thetimely collection of baseline socio-economic and resource planning data, the lack of which 
now threaten the sustainability of programs in Gadoon. 

Current attempts at integration are constrained by several key factors: 

0 	 Compartmentalization: Project specialists and departments operate independently
without any institutionalized mechanism for cross-fertilization. 

0 	 Top-Down Aproach: Project identification and implementation is largely done byvillage elites, rather than through a more broadly representative or participatory 
process. 

* 	 Minimal beneficiary Darticipation: Project leaders not only identify and implement
projects, but are frequently the major beneficiaries. 

a Missing villageSocial organization linkages: Local institutions--and the means to
establish/facilitate such institutions--are needed at the 	village level since that iswhere 	successful i itegration ultimately takes place. 

RECOMMENDATIONS. The integrated rural development approach should beapplied for the reoriented Gadoon-Amazai project to the extent feasible, considering thatalmost no funds remain for the implementation of new sub-projects and that the projectwill soon start being phased out. The IRD approach initiated on the Kala Dhaka project
should continue. 

The constraints to implementing a comprehensive integrated approach are addressed by
the following recommendations: 

Develop village-level organizations that promote broad beneficiary participation in 
an integrated approach to problem-solving at the community level. 

Create integrated extension units, such as those used successfully by the KalamIntegrated Development Project. These would be led by social organizers skilled 
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in facilitating the development of village organizations, and would include or have 
access to agricultural, forestry, engineering, health, education and/or small
business/private sector development expertise. 

Promote regular staff workshops, seminars and meetings that include all disciplines
in the discussion of successes and failures, problems and opportunities, and the 
development of action strategies. 

8. Other Development Projects" 

CONCLUSIONS: Several features common to other area development projects
could be used to guide the reorientation of the Gadoon-Amazai and the continuation ofthe Kala Dhaka project. These include: having project headquarters within the project
area; having autonomy and flexibility in managing funds and in decision making; having
integrated management and extension teams; focusing on establishing village
development organizations; making available data bases; and instituting land use planning
which incorporates social, political and environmental conditions. 

RECOMMENDATIONS: Features of other area development projects should be
considered for use in the reorientation of the Gadoon-Amazai, and the continuation of the 
Kala Dhaka project. Those for particular consideration include: 

a. IRDP/Mardan 
b. Kalam IRDP 
c. Malakand Social Forestry
d. Sarhad Rural Support Corp. 
e. Aga Khan Rural Support Program. 

C. Kala Dhaka Assistance 
A baseline survey and socio-economic impact survey should be conducted and a proper 
land use plan should be devised. 

1. Progress to Date 

CONCLUSIONS: Project funding, staffing and implementation have been extremely
slow. The engineering work performed to date has been a survey of about nine
kilometers of the West Bank access road, using the USAID survey team from the Gadoon 
project. 

The project office has been established well outside the project area. 

"VoI. II, p. 31. 
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Some important activities have begun, including the placement of an interdisciplinary staff 
and the initiation of a social survey of area villages. The failure to provide village/social
organization staff is likely to hamper effective and equitable project implementation. 

RECOMMENDATIONS: Initial disbursement of funds for the project must be 
accelerated and a timely flow of funds throughout the life of the project insured. 

The engineering and technical support staff should be increased to the level necessary
for the collection of data and for the design and implementation of the large number of 
needed infrastructure projects. 

At least three experienced social organizers should be added to the Technical Assistance 
Team with provision for additional staff for to the PCU, as required. 

Once the project area becomes more accessible, the project office should be relocated 
within it to improve coordination with local residents, coordination of projects work, and 
to reduce travel time of project staff to the area. 

A cross-fertilization between Gadoon and Kala Dhaka should be encouraged since each 
has elements the other lacks. Specifically: 

The Gadoon project has an experienced and efficient engineering component
which can be useful to Kala Dhaka as it faces challenges on the infrastructure 
development front. 

The Kala Dhaka project has staff expertise necessary to initiate critical social 
organization outreach and the timely collection of baseline social and resource 
planning data, the lack of which now threaten the sustainability of programs in 
Gadoon. 

2. Low/No Subs!dy Approach" 

CONCLUSIONS: The project's "no-subsidy/reduced-subsidy" approach to 
curtailing the spread of poppy production in Kala Dhaka is appropriate. To provide high
levels of subsidies would be counterproductive, unnecessarily creating the same "welfare 
syndrome" now undermining the sustainability of activities in Gadoon. 

RECOMMENDATIONS: Employ a no-subsidy/reduced-subsidy approach for 
activities aimed at curtailing the spread of poppy production in Kala Dhaka. 

35Vol. II, p. 32. 
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3. Workshop Methodology" 

CONCLUSIONS: Professionally conducted workshops can renew the enthusiasmand commitment of project while a vehicle forpersonnel providing increasing
cross-specialty exchange of information, ideas, and techniques for solving problems. 

RECOMMENDATIONS: Continue the workshop methodology, and institute
seminars and frequent staff meetings among the Kala Dhaka and Gadoon-Amazai 
projects. 

D. Drug Abuse Prevention Resource Centere' 

CONCLUSIONS: This fledgling project has all the earmarks of a well administered,creative and motivated organization that can be successful in combating the spreading 
scourge of drug addiction. 

Initial political constraints appear to have become less of an obstacle to accomplishment
of the organization's objectives. 
This activity has not yet been integrated into Gadoon-Amazai project locations as a means 
of supporting drug awareness of local residents. 

The DAPRC training of trainers approach is an effective use of the program's limited staff. 

RECOMMENDATIONS: The program must be allowed to maintain autonomy andflexibility to fight, through any and all conventional and unconventional means available,
what may become Pakistan's number one social problem. 

The chief objective of the program should be to plan for the inevitable future expansion.
Specifically, provision should be made to have the same authority and autonomy now
afforded the program director transferred to the various jub-units, as they grow in sizeand scope through a systematic decentralization program. The director should play more
of a motivational and less of a directive role in the future. 

This activity should be extended to the Gadoon-Amazai project area, particularly in the
Gadoon Industrial Estate, where there are many wage laborers, who are particularly
susceptible to drug addiction. 

DAPRC training of drug abuse trainers should be continued. 

6Vo1. 
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III
 

OPTIONS FOR THE FUTURE:
 
BUILDING SUSTAINABLE VILLAGE ORGANIZATION
 

Overall, the Gadoon-Amazai project activities have resulted in some impressive
achievements, particularly with regard to infrastructure development. Serious concerns
about income-generating opportunities remain, however, and questions of both short- and 
long-term sustainability are yet unanswered. 

Engineering and construction have clearly emerged as the project's most visible product
and these have consumed a large part of the programmed funds and manpower. The
pipeline for engineering projects is virtually full, indicating that it will take most of the
project's remaining resources [allocated for construction] to complete sub-projects
already approved. Maintenance and support of completed and planned sub-projects are
lacking, however, and no systematic and effective program to prepare either the
communities or line agencies to perform these functions is in place or even planned. 

Agriculture, animal husbandry, foresiry, manpower development, and private sector 
initiatives, having received a proportionately smaller share of the project's resources and 
staff than engineering or construction for these reasons and because of the inherent 
difficulty in operationalizing these, they have reached relatively few households,
particularly among the poor, and have produced little in the way of concrete
income-generating benefits. No means have been provided for stimulating village and
household savings or for providing short or long-term credit. 

Some 	issues that might usefully be addressed in designhg future options include: 

a) The social and economic costs and benefits of changing from opium-poppy 
to a diversified agricultural and economic system

b) The total costs associated with crop substitution, including costs per capita 
and per hectare 

c) Incremental change in household incomes and expenditure patterns as a 
result of project inputs

d) Actual and/or % of income that is available to help pay for infrastructure and 
maintenance 

e) Institutions and human resources created to help manage new growth and 
new economy in the project area 

f) Economic payoffs from alternative development inputs, including agriculture,
private sector, forestry

g) 	 Environmental costs and benefits associated with project inputs, including
changing agriculture, livestock, afforestation, population, and the impact of 
construction on the cost and benefit streams and discount rate. 

Missing from all aspects of the project is any mechanism for involving and directly
benefiting or reaching the low-income majority of the population at the village level. In
particular, there is no institutional link between the project and this segment of the 
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population--neither a communication or resource delivery system on the project side, nora village level institution that can articulate local needs, mobilize local resources,implement grass-roots development, and ensure a reasonable measure of maintenanceand sustainability for projects implemented by the village. 

GOP and USAID have already begun looking at alternative models for achieving thisobjective and itis strongly recommended that this process be continued and, ifpossible,
accelerated. Needed are: 

1. 	 Village level organizations that mobilize and involve the entire community inself-reliant problem-solving and provide a mechanism for identifying, coordinating,and effectively utilizing local and outside resources in the pursuit of sustainable
development and income generation. 

2. 	 The methodology, staff, training, and resources required to develop village levelorganizations and to help them gain ready access to available outside technical
know-how, inputs, and credit. 

Among the tasks that such a social organization approach will address: 
1. Design and conduct appropriate soclo-economic surveys to measure the impactof progress to date, provide a base-line from which to measure futureachievements, and help identify and evaluate perceived village needs. 

These 	should not be elaborate exercises; the "community self-survey" processbeing 	used by IRDP/Mardan might serve both to gather needed data and toinvolve villagers inexamining their needs, resources, and potential for development. 

2. Design and conduct a land capability and utilization survey to identify existingnatural and man-made resources and their current use within the project area.This, again, need not be elaborate, and may be accomplished with community
input. 

3. 	 Develop mechanisms for the legalization and registration of village development
organizations that provide them with the authority to raise and solicit funds, and tomake contracts and agreements with other institutions, including line agencies,financial institutions, donors, Union and District Councils, Administration, and other
villages. 

4. 	 Institute a comprehensive social-forestry program as described on page 14.
details see model presented in Annex 8, Vol II. 

For 

5. 	 Develop procedures for opening up village savings systems and revolving funds,and for providing the necessary financial tools for applying for and utilizingmatching grants--for small projects at the household and village levels as well asfor larger projects for the entire are that involve sub-projects in many communities. 
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The VDOs will need to be flexible in structure and operation. They will be able toformulate development plans in accordance with felt needs/basic needs and/or thedevelopment of existing and potential resources. Such development plans/projects canbe financed by donors under the aegis of Government. Donors might also wish toprovide technical help through expatriate staff as required for specialized tasks. For adescription of one possible model see Annex 9, Vol I1. 

For maintenance of existing projects and for embarking on new projects, community
participation can be assured through the installation of revolving funds kept in a VDOaccount in a local bank. Through such accounts local contributions and savings, as well as community income derived from sales of agro-forestry products, can be tapped fordevelopment initiatives. Provincial government and/or donors can also lend help in theform of matching grants for specified projects. These VDOs could evolve into marketing
cooperatives for the sale of their agricultural products. 

Some Potential Models for Reshaping the NWFADP 

Fortunately, a variety of successful and internationally recognized organizational options,
both governmental and non-governmental, are available for close examination andreality-testing. These are not just in Africa or Asia, but within Pakistan, and
specifically within NWFP. 	

more 
One of them even adjoins the project area while the others arenearby. It is recommended that USAID and the Government of NWFP make the necessary plans to reach a consensus on the model most appropriate for theGadoon-Amazai area and to begin the necessary arrangements as soon as is feasible. 

Some necessary and common features of these different approaches that are relevant to 
Gadoon-Amazai include: 

1. 	 Capacity to provide technical and administrative support, financial backing, and
training to both field staff and VDO members. 

2. 	 Experience in constituting VDOs through village elections, consensus, and/ortraditional Jirga procedures conducted in a democratic manner, as they are alreadypracticed in Malakand Social Forestry, Kalam Integrated Development, and
IRDP/Mardan projects. 

3. 	 Linkages and expertise needed to market packages of project activities to 
interested foreign donors. 

Whichever model is selected, it would provide a core staff stationed at a central locationin the hill area of Gadoon. Outreach extension workers and/or locally recruited facilitators 
can also be located in each Union Council to respond to the requirements of one or moreVDOs, These integrated extension teams will include technical personnel with relevant 
support staff. Support may also be provided to organize training programs to facilitate job
placement at the Industrial Estate; to provide dissemination of agricultural forestry 
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know-how; to arrange exchange visits and field trips to facilitate information exchange
among progressive farmers, technical specialists, and local residents; and to expand or 
strengthen NFE programs for local women. 

A nucleus of technical support staff to help VDOs grow and operate effectively, and to
provide links with line agencies, local organizations, NGOs, and donors might include: 

a. 	 Project Director/Social Organization Specialist
b. 	 Stenographer (PA) 
c. 	 Accountant and 12 Junior Clerks 
d. 	 Human Resource Development Specialist 
e. 	 Program Officer 
f. 	 Assistant Engineer 
g. 	 NFE Section Head and 12 Female Outreach Workers 
h. 	 Integrated Extension Team, including:

1. 	 Social Organizers(12)
2. 	 Sub-Engineers(12)
3. 	 Agriculture Specialist
4. 	 Forestry/Social Forestry Specialist

L. 	 Support Staff, vehicles, and equipment 

Three options for putting such a structure In place are outlined for discussion 
purposes: 

Option A: 

Reorientation of the Project Coordination Unit 

Strengths: 

1. 	 Area residents are familiar with the PCU 
2. 	 The PCU can build on the existing structure
3. 	 Residual funds from Gadoon-Amazai could pass through existing channels 

with minimum problem 

Weaknesses: 

1. 	 The fact that it is part of bureaucracy reduces autonomy/flexibility
2. 	 The PCU has a history of working through subsidies 
3. 	 The PCU is identified with the negative aspects of poppy elimination 

The PCU could continue in a reoriented form to provide for the maintenance of some
important sub-projects and for planning/formulation of new development efforts to be
financed by Government or offered to donors inthe future. A scaled-down PCU, with a
staffing structure like that described above, could take on as many of the above 

35
 



approaches as might be feasible, perhaps also shifting to a new office or sub-office inthe 

hills. 

This approach would have several strengths including the fact that area res!dents are 

familiar with the PCU and many have developed respect for the unit and som6 of its staff; 

itbuilds on an existing structure; itwould be the easiest and least expensive to implement; 

and money from residual project funds and/or from other sources could pass through 

existing channels with minimal problem. 

Working against this option are the constraints to flexibility and autonomy associated with 

Inaddition there is a long history of identification 
being part of the bureaucratic system. 
in the 	minds of local people of an organization that was built on subsidies, "give-aways," 

and the negative aspects of the enforcement action against poppy producers. These are 

unfortunate political dynamics that could work against the successful development of 

broad-based, self-help initiatives. 

Expanding the Mandate of IRDP/Mardan
Government Approach: 

Strengths: 

Development Organization development and 
1. 	 Experience with Village 


maintenance
 
Experienced core staff familiar with Gadoon-Amazai conditions and with the 

2. 
ability to extend existing programs 
A mandate to operate inthe entire Swabi area, which includes most of the 

3. 
Gadoon-Amazai area 

Weaknesses: 

Association with the government could limit flexibility and autonomy
1. could temporarily over-extend 
2. 	 Risk that the additional workload 


IRDP/Mardan staff until replacements could be trained
 

Pak-German
might consider extending the jurisdiction of the 

The Government 
IRDP/Mardan--or constitute aparallel organization along the same lines--to constitute and 

Its mandate 
support the development of village development organizations in Gadoon. 

already includes the entire Swabi area but it has not operated in the Gadoon area only 

because of potential overlap with the NWFADP. 

The IRDP/Mardan could further coordinate and integrate the activities of various village 

development components within the VDOs and among the VDOs. 

Technical staff from IRDP/Mardan would support a specialized core staff based in the 

Gadoon hill area and would provide necessary links with government line agencies, local 
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organizations, NGOs and donors operating in the Province. They would communicate
through IRDP and PCU headquarters at Mardan anc Topi. 

This option would risk the constraints to flexibility and autonomy associated with beingwithin a government bureaucracy as well as the danger that the locus of attention would
remain in Mardan, rather than Gadoon. On the other hand, it would draw on a successful
model 	already operating adjacent to the project area, thus minimizing logistical problems
and maximizing useful information and resource exchange between comparable
ecological and social systems. 

Option C:
 
Non-Government Organization Approach
 

Strengths: 

1. 	 Maximum flexibility and local autonomy
2. 	 Experience with Village Development Organizations
3. 	 Possibility of funding from various donors 

Weaknesses: 

1. 	 Risks associated with start-up of a new organization
2. 	 Lack of direct experience in areas directly comparable to the Gadoon-

Amazai area. 

A non-government organization (NGO), either a new entity or an expanded existing body,might be given responsibility for village organization development in the Gadoon-Amazai 
area. Such an NGO would assume the role of the Government, as described above, andwould help constitute local VDOs. It would draw on the experience of other organizations
that have a proven track-record in developing effective village organizations, such as the
Aga Kh,3n Rural Support Program (AKRSP). The NGO would help constitute local VDOs
and then provide all technical, organizational, administrative and financial support for the
planning, formulation, and implementation of village development projects. 

The main purposes of this approach would be to sustain the accomplished projects and
to execute new ones through active community participation, drawing on the expertise
and resources of line agencies, the NGO and its network. 

The Sarhad Rural Support Corp. (SRSC) is a new NGO organized along the lines
described here. It has an elaborate charter of its duties and functions in rural areas whichmight be used as a model. It also has an experienced Board of Directors, some of whomit may be appropriate to invite to assist in the initiation and oversight of the new project. 

If appropriate, the SRSC might expand its mandate to include the Gadoon area. The
SRSC design would fit well with discharging responsibility for a comprehensive
development strategy for the project area. The design includes a multi-sectoral, 
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integrated area development approach that can handle most of the functions now
performed by the PCU. Over time, it would gradually replace the PCU without
problematic external change or internal dislocation. 

This NGO option runs the risks associated with the start-up of any new organization.
linked to SRSC, it might also risk overstretching the capacity of a fledgling organization. 

If 

An NGO would, however, provide maximum flexibility and autonomy, since it would befree from the day-to-day bureaucratic constraints of a government agency, could availitself more readily, perhaps, of a wide variety of international donor interest, and could
make maximum use of the extensive VDO experience of the AKRSP network. 
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IV 

LESSONS LEARNED 

From its conceptual inception as a poppy eradication effort, the project evolved into a
comprehensive area development program that sought to develop a diversifiedagricultural and non-agricultural system within the Gadoon-Amazai area and later in Kala 
Dhaka. 

It is, of course, presumptuous to make retrospective prescriptions concerning a
successful but high risk project that was confounded by political, social, environmental,
and economic constraints. The successful elimination of poppy production indeed
demands an integrated approach to area development and the project has been correct
in seeking to implement such an approach for several reasons: 

0 There is no single substitute for poppy. Replacement of poppy income demands 
a comprehensive improvement of the agricultural system together with the 
development of off-farm income generating opportunities. 

0 Agricultural imprcvements demand a systems approach that includes intercropping,
irrigation, agro-forestry, livestock development, and infrastructure. 

0 Infrastructure improvements, including roads, electrification, schools, clinics, water 
supply and irrigation systems depend on technical support from line agencies in
order to become operational, and be properly maintained and operational. 

a Infrastructure improvements require ecological planning to prevent environmental 
degradation. 

Other features required for future initiatives as proven in this project include: 

Autonomy and flexibility in terms of planning, budgeting, and day-to-day decision­
making. 

Leadership from a development oriented and trained professional and core staff
with expertise in social organizing and income-generating aspects of agriculture,
livestock, forestry, and small business/private sector development. 

Project headquarters within the project area to encourage close contact between 
project and target population. 

A bottom-up approach and methodology for building self-reliant grassroots village
development organizations that can take on the responsibility for sustained 
development and are responsive to community needs. 
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With the caveat that lessons learned are really little more than hypotheses of testing in
comparable future endeavors, these changes might be considered of project design
efforts: 

1. 	 A social development component built around a village level organization
scheme with more direct recipient involvement should be included from 
project inception.

2. 	 The phase-out of subsidies should begin early, particularly if a social 
organization team is in place to facilitate the development of self-help
activities. 

3. 	 The level of subsidies provided inthis project should not be as high infuture 
endeavors. 
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V 

REVIEW OF PROJECT ACTIVITIES 

The first part of this section is concerned with the degree to which Poppy cultivation hasbeen eliminated in the Gadoon-Amazai area; the second part involves the more complexissue of the diversification and development of the area economy; the third part reviewsthe start-up activities of the Kala Dhaka project component; and the fourth part focuseson the recently established Drug Awareness Prevention Resource Center (DAPRC). 

A. Eradication of Poppy Production In Gadoon-Amazal 

Opium poppy has been virtually eliminated from the project area. The area undercultivation has dropped from an estimated 8,800 acres in 1987 to only 22 acres in 1990,while actual production has been nil since 1987, poppy piants having been destroyed byenforcement agents before harvest (Table 1).' 

TABLE 1 

NWFADP/OPIUM PRODUCTION 
1983 TO 1990 - UNON COUNCIL WISE 

so
 

73.6 

70 ­

60 

50 46.3
 

40 38.6~34.4 

30 , 

20 • 

10 "
 

0 0 0 0 
53 54 as 87 89M 90 

YEARS 

Source: PCU/USAID; G.O.P. Revenue Dept. Swabi, Abbotabad, and Swat. 

1See also Table A-2, p. 56.
 



While local residents and their leaders have turned away from poppy, they have done so because they perceive themselves as having made an arrangement with thegovernment that the government is committed to enforcing the law, and that their lossof poppy income will be offset by accelerated economic and infrastructure development.The linkage between the development and diversification of the economy and continued
absence of poppy production remains strong. 

B. Developing and Diversifying the Area's Economy 

Development and diversification of the area's economy focused on the provision ofinfrastructure, the establishment of an industrial estate, agricultural interventions,manpower development, formal and non-formal education for women, and institution
building, within the context of an integrated rural development approach. Progress wasextremely limited during the first three years of the project but that has dramaticallyincreased during the past four years. Once a relatively isolated and disadvantaged, today
it is part of the regional economy. With the eradication of poppy production agriculturalincomes have dropped although crop production has risen significantly. Infrastructure
has increased substantially, but lags behind adjoining lowland areas. 

1. Provision of Infrastructure 

Infrastructure developed under the project has included roads, electrification, water
supply and irrigation systems, schools, health facilities, and basic site infrastructure for an 
industrial estate. 

a. Core Infrastructure 

The findings on the physical outputs achieved to date, the feasibility of completing theapproved sub-projects by the Project Activity Completion Date (PACD), and theoperational and maintenance status of completed facilities are discussed below. 

i. Physical Outputs. The original project paper provided infrastructure developmenttargets for 1983-1988; additional targets for 1989-1993 were included in the 1988
amendment. Targets and the status of project implementation are shown in the following
tables. 
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TABLE 2
 
STATUS OF SUB-PROJECTS
 

JULY 1990
 

SUB-PROJECT PP & AMEND. COMPLETED UNDER TOTAL(&)()(()
SECTOR TARGETS CONSTRUCTION/ 

APPROVE
ROADS (kms)

*paved 28 13 4 17(a)
-shingled 71 34 23 57 (" 
-bridle paths 150 3(b) 3b) 

ELECTRIFIED 57+ 27 13 40
VILLAGES 

WATER SUPPLY 95 60 103 163

SYSTEMS
 

IRRIGATION (acres) b125 )800(c 2,700(c) 3,500(c).irrig. channels 128 208 336-dug wells 48 175 223-tube wells 5 13 18 
SCHOOLS (total) 0 57 96 153-primary boys ( 31 42 73-primary girls (d) 4 37 41-middle boys (d) 13 12 25-middle girls (d) 1 1-high boys 2

6 6 12 

HEALTH UNITS 1 1 8 9 
VET. DISPENSARIES (d) 10 6 16 

TOTALS 1,597 1,241 3,447 4,688 

NOTES: 
(A) 
(b) 

Includes about 12 miles under construction but not yet fundedEssentially discontinued during phase-I(c) Actual acreage Irrigated depends on land levelling, other factors 

(d) Not Indicated
(°) Completion of all sub-projects will exhaust most Infrastructure funds 

Source: PCU and AID records. 
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TABLE 3 
COMPLETION OF SUB-PROJECTS 

AUGUST 1990 

COMPLETION 

100% 

90-99% 

75-89% 

51-74% 

26-50% 

00-25% 

ABANDONED 

TOTALS 

SCHOOLS 

55 

5 

3 

2 

13 

75 

0 

153 

HEALTH 

1 

1 

1 

2 

0 

4 

0 

9 

DISP. 

8 

2 

2 

2 

1 

1 

0 

16 

WATER 

SUPPUES 

59 

4 

4 

7 

3 

87 

0 

164 

OTHER (REST 

HOUSE LAND 
LEVEUNG) 

10 

1 

0 

1 

2 

3 

0 

17 

ELECTR. 

27 

0 

0 

0 

0 

27 

0 

54 

IRRIG. 

124 

3 

7 

9 

18 

175 

0 

336 

TUBE WELLS 

15 

1 

0 

0 

1 

0 

8 

25 

DUG WELLS 

48 

2 

5 

12 

6 

153 

9 

235 

ROADS 

7 

2 

2 

2 

1 

1 

0 

15 

ALL 

354 

21 

24 

37 

45 

526 

17 

1024 

Source: USAJD, Peshawar, August 1990 
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The road sub-projects are located in the central and western parts of the project area;there are no roads in Baitgall Union Council. Most electrification sub-projects are locatedin the four union councils of Swabi District and in Nara Union Council of Abbotabad
District. Water supply, irrigation, school and health sub-projects have been widely
distributed throughout the project area. 

The design characteristics of infrastructure facilities are summarized below: 

R : 24' total width, 12% maximum grade; paved roads have a subbase, a
basecourse, and a 12' wide bituminous surface course; the surface course ofshingle roads consists of a subbase or of the excavated subgrade; causeways 
are provided at large water crossings, and box culverts at defined channels or at600' intervals; drainage ditches are provided along the road cut; dry random rubble
retaining walls have a base thickness equal to 1/2 of height and an outer slope of 
25%. 

Electrification: poles, transmission lines, transformers are in accordance withWater and Power Development Authority (WAPDA) standards and specifications. 

Water Supply Systems: water is obtained from springs or streams through cutoff
walls, stone filters and intake channels; flow is gravity based; pipe diameters vary.
from 1"to 4"; concrete storage tanks have a 500-1,000 gallon capacity. 

Irrigation Channels: water is obtained from .,,prings or streams through weirs;
channels are concrete, 4" thick; internal channel dimensions are 12" x 8"/12"/18" 
or 18" x 18". 

Dug Wells: usually less than 120' deep; dug diameter is 13', with a 1.5' thick 
masonry lining, for a 10' clearance; pumps are diesel or electrically powered. 

Tube Wells: about 300' deep, drilled; pumps are electrical, turbine type. 

Buildings: brick or stone built, with corrugated metal or concrete roofs; power,
water supply are provided at health units and dispensaries and, if available, at 
schools. 

Roads are constructed by private contractors under the supervision of the Department
of Communication & Works (C&W). Road construction has been relatively satisfactory
considering the low volume of traffic anticipated. Some sections, however, do not havedrainage ditches or catch drains, resulting in erosion; parts of some masonry retainingwalls have crumbled, due to poor construction or the utilization of heavy equipment nearthe edge of the road; several landslides were noted. On some unfinished sections there 
was no visible construction activity, the contractor having stopped work or left the site.
Lack of maintenance of these sections has resulted in the filling of drainage ditches and
the formation of scouring and potholes on the roadway. 
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Electrification works are implemented by WAPDA's field staff or contractors. Electrical
installations are satisfactory although this was not the case at the beginning.
Improvement has come through the supervision and support of USAID engineers. Tube
wells are drilled by WAPDA and equipped by the Irrigation Department, and appear to be 
well constructed. 

All other sub-projects (water supply systems, irrigation channels, dug wells, buildings for
schools, health units and veterinary dispensaries) are constructed under contracts
awarded to community project committees. Water supply systems visited appear
adequately installed although some water storage tanks were found to be overflowing.
Irrigation channels visited were generally satisfactory. Some weirs, however, appeared
to be too weak to withstand the impact of large boulders carried during heavy floods;
some channels had inappropriate slopes, slowing flow or causing hydraulic jumps, and 
some were not properly lined. Construction of dug wells appears to be satisfactory,
except for some inappropriately spaced or missing collars. Buildings appear to be
satisfactorily constructed; however, concrete was often found to be insufficiently cured. 

ii. Completion of Approved Sub-Proiects by PACD. The monitoring reports do notindicate the estimated completion dates of infrastructure sub-projects which are either
under construction or approved. Over the past three years the project has completed­
an average of one sub-project every three days. PCU and USAID engineering staff haveindicated that the on-going and approved sub-projects can be completed by the PACD'
provided no more sub-projects are added to the pipeline and an adequate level of
supervision and technical support is maintained. 

Considering that about two thirds of the approved roadwork has been completed duringthe last six years (the majority since 1987), it appears feasible to complete the remaining 
one third by mid-1993 provided that construction restarts soon in the sections where it
has stopped. As 13 villages were electrified by WAPDA during the period October 1988 
- June 1990, it should be possible to start and complete the remaining 13 approved
electrification sub-projects over the next two years. 

Of the approved community constructed sub-projects (water supply systems, irrigation
channels, dug wells, buildings) about 310 have been completed, 460 are under
construction and 140 have not started. The on-going and approved community
sub-projects are spread geographically throughout Gadoon-Amazai, and are being or 
can be carried out simultaneously. Since the average construction period for community
sub-projects varies from six months to two years, it appears feasible to complete these
on-going and approved sub-projects before the PACD provided an adequate level of
engineering supervision and support is provided to community construction crews. 

iii. Operation and Maintenance of Completed Sub-proiects. C&W (see: Table 3. p.4)is responsible for maintaining completed road sections. Roads completed under the
project (some as early as 1986) have been receiving very little, if any, maintenance,
apparently due to a shortage of funds. Road deterioration is evident, including filling of 
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drainage ditches, potholes, scouring of road surface, and landslides which often cover or 
erode farmland. 

WAPDA is responsible for operation and maintenance of electrical facilities. Completed
electrification sub-projects seem to be in good condition. About 10%-20% of the houses
in electrified villages have already requested connections from WAPDA. Connections take 
about three months and their cost is relatively high (Rs 1,000-2,000 payable as a lump
sum). 

The Public Health Engineering Department (PHED) is responsible for operating and
maintaining large water supply systems. PHED did accept small water supply systems
in Nagrai Union Council, but is reluctant to accept more such systems because they are
small, widely dispersed, and difficult to reach and maintain. Communities are normally
responsible for maintaining small water supply schemes. No maintenance procedures
and systems appear to be in place and some schemes visited need repairs, having
missing taps, leaking pipes, and/or water tanks. 

Irrigation channels are owned by one or a few individuals who are responsible for their
maintenance. No maintenance procedures or systems appear to be in place. Some
irrigation schemes visited had damaged channels, retaining walls and weirs and need
repairs. Dug wells are also owned by one or a few farmers who are responsible for their­
maintenance. The wells visited seemed to be in good condition. No well or pump
service/maintenance procedures appear to be in place, however. Many irrigation
schemes are not operational because land leveling has lagged behind the provision of 
irrigation systems. 

Tube wells are operated and maintained by the Irrigation Department which charges
water users. Of 17 successful test wells five have been completed as tube wells: two 
are within the Industrial Estate; two are near the Industrial Estate and may end up within
it if it expands further; one is ready to be used for irrigation, but the beneficiaries refuse 
to pay water charges and the Irrigation Department will not operate it without payment.
This stalemate has not been resolved. 

Completed schools are handed over to the Education Department, which assumes
responsibility for their staffing, operation and maintenance. Most of the constructed 
school buildings replaced previously rented facilities so they do not represent a new
burden for the Education Department. Delays of up to a year have been reported in
staffing schools at new locations, however, particularly girls' schools. Schools visited
generally appeared to be in good condition, with some requiring repairs. 

One health facility has been completed under the project, in Baitgali, and it is ready for 
handover to the Health Department; another in Ganichatra appears ready for operation.
Operation of veterinary dispensaries is the responsibility of the Dairy and Livestock
Department; the project however, has been paying the salaries of staff operating the 
dispensary sub-projects completed to date. Apparently, the number of dispensaries
constructed in some Union Councils is greater than needed, and some of these facilities 
will probably be converted to other uses. 
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b. Industrial Estate Infrastructure 

Project support td the government subsidized industrial park known as the Gadoon
Industrial Estate was limited to the provision of an infrastructure system for the first 15%
of the site. Current infrastructure development activities in the Estate are discussed 
below. 

i. Provision of Infrastructure System. The project financed infrastructure in the
Gadoon Industrial Estate covers an area of 195 acres and includes: 2,760' of main pavedroads (22' roadway and two 9' shoulders); 11,120' of branch paved roads (22' roadway
and two 5.5' shoulders); 27,000' of concrete drainage channels; two tube wells with
pumphouses; two 50,000-gallon water tanks; 9,565' of 8" water main; 17,300' of 3" water
branches; and one office and one store building for the Sarhad Development Authority.
The above facilities are complete, except for one water tank still under construction. The
design standards and construction quality appear to be satisfactory. 

A USAID sponsored environmental assessment of infrastructure construction in the195-acre area was completed in 1987, and an environmental assessment of anticipated
industrial construction and operations was completed in March 1989. 

ii. Current Status of the Industrial Estate. Provision of infrastructure in the Industrial-Estate is expanding beyond the 195 acres developed by the project, to cover an additional
1,300 acres. A large excavated area used as borrow for the Tarbela Dam will be used to
dispose solid industrial waste; liquid wastes, following pretreatment, would be disposed
of in natural drainage channels. 

The industrial estate expansion is underway in response to the large number of firms
seeking to take advantage of the substantial tax and other government incentives for
establishing industries in Gadoon. Eighteen factories are now in operation, six are ready
for occupancy and 127 are under construction. A total of 546 applications for establishing
factories have been approved, 70 more applications are being reviewed. AnSDA-sponsored master plan study for the Industrial Estate, covering industrial expansion,
housing, transportation, social, environmental and other issues, is reportedly under
preparation but its scope is not known. 
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2. Agriculture 

Under the agricultural sector, sub-projects are discussed which include agriculturaldevelopment, extension, forestry, orchards, model farms, livestock, marketing and 
subsidies. 

a. Agricultural Devc,opment 

Overall, agricultural intervention in the area has been effective given the difficult physicaland social obstacles. However, as no pre-project baseline natural resources andsocio-economic survey of the project area was conducted, some project impacts cannot 
be easily quantified. 

Despite project inputs, however, total value of agricultural production inthe project areadecreased from approximately 122 million rupees in 1984/85 (prior to opium suppression)to 98 million rupees in 1988/89 when virtually no poppy was produced. (Rupee values
adjusted for inflation) (Table 4). 

Loss of income from poppy has been partially offset by an increase incropping intensityfrom about 130% to 160%. (Cropping intensity is defined as the fraction of total arable
land cultivated in agiven year. Cropping intensity can exceed 100% when more than one­
crop is grown on some on all of that land in the same year.) It is expected that incomewill increase further by about 15 million rupees to about 113 million rupees when the
anticipated 1,000 acres of newly introduced fruit trees on irrigated land are in fullproduction (estimated value: 10,000 rupees/acre) and production of irrigated seasonalvegetable crops isexpanded (estimated value: 5,000 rupees per acre). The result is that
despite productivity increases the agricultural sector will probably not be able to generate
sufficient income to equal the value of poppy production. 

The Gadoon-Amazai area is now and will continue to be a food deficit area for theforeseeable future, although PCU estimates suggest that the net staple food production
deficit (wheat/maize) has been reduced from approximately 65% prior to the project toabout 10% at present. Part of the decrease in food deficit was due to project efforts toincrease wheat and maize production. Another part was due to the shift from poppy
production: prior to the project, farmers were not motivated to maximize wheat and maizeproduction. They maximized their income by growing poppy on their most fertile land,with wheat planted only on marginal land. They then sold their opium and purchased
staple foods with the profits. With the elimination of poppy, farmers planted former poppy 
areas (and perhaps additional areas) to food crops. 
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TABLE 4 

CROPPING PATTERN, YIELDS AND GROSS RETURNS 

Acres Yeleds-Ka/Acre Production In Tonnes Total Value-Rs. Millic 

CROP 
PRE-
PROJECT 1990 

PRE-
PROJECT 1990 

PRE-
PROJECT 1990 

Wheat 12137 26000 450 900 5462 23400 
Maize 16541 21036 600 950 9037 19964 
Barley 497 648 500 500 249 324 
Poppy 8824(a) 0 10 0 88 0 
Oilseed 247 1000 400 600 99 600 
Pulses 59 171 200 250 12 43 
Vegetables 98 1000 (b) 

Sugarcane 113 135 14000 16500 1582 2228 
Fruit 0 1000(c) 0 0 ON 0 

Orchards 

TOTAL 38516 50990 - -

(a) Maximum opium crop production in 1987 yearrb) Additional area to be brought under irrigation will grow high cash value vegetable crops
(C) Orchards are not bearing fruit yet but are expected to start commercial production after 3-4 years. 
Source: 	 1) Acreage: Govt Rev. Dept., SWABI, SWAT Abbot. 

2) Yields: Ag. Dept. Yield Data 
3) Value: Ag. Market Dept. 

UNIT ITEM 
VALUE 
CURRENT PRE­
Rs./Tonre PROJECT 1990 

2400 13.10 56.16 

2000 19.87 39.96 

2000 0.49 0.64 

1000000 88.00 0.00 

2500 0.24 1.50 

3500 0.04 0.15 

0.00 0.00 

350 0.55 0.78 

0(c) 0.00 0.00(c , 

- 122.29 99.19 
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In order to generate supplemental income for farm families in the project area, off-farm
employment and the non-agricultural system were made an integral component of the
project, e.g., employment generated from the Gadoon Industrial Estate, Overseas
Pakistanis Foundation and the Non-Formal Education program. Also, farm families often
have one or more male members who have departed the area to obtain employment on 
a temporary or permanent basis within the country or overseas. This employment has
enabled these individuals to send remittances to families within the project area. At this
time, there is no data available on the number of persons employed or the amount of
funds remitted. Thus estimates of total household income before or after project
implementation are not possible. 

Project supported road construction and improvement have enhanced access to markets
both within and outside the project area. Many new small shops and markets have been
established in the project area selling a varied selection of dry goods, cooking oil, etc.,
as well as various agricultural commodities including fertilizer, pesticides and farm
equipment. Regular commercial private transportation has been introduced into the area.
What little agricultural surplus there is in the project area is generally marketed locally.
Out of the seven Union Councils, Nagrai is the only one producing a surplus of wheat.
This can be attributed to the area's having sufficient rainfall, relatively good soils, a viable
administration and its not being a poppy growing area. The agricultural sector is
sustainable provided all the factors of production are available on a timely basis, there is­
adequate rainfall and the current population density within the Gadoon-Amazai project
area remains stable. Another requirement is that the GOP continues its enforcement 
policy towards poppy eradication. 

The original project goal of assisting 10,000 farmers to increase agricultural production
on their land has been met and exceeded. The High Yielding Variety (HYV) wheat program alone was extended to over 15,000 farm families. Because of project
interventions, HYV wheat, the primary staple food in the area, is grown by virtually all
farm families. Average wheat yields during Phase I of the project (1984-1988) increased
by as much as 100% from 450 kg/acre to 900 kg/acre. HYV maize is now grown by
approximately 70% of the families, resulting in an increase of 58% in average yields from
600 kg/acre pre-project to current yields of 950 kg/acre. 

The technical support provided by the USAID program specialist/agriculturalist and line 
agency staff at Topi has been instrumental in bringing about this successful transition
from a poppy-dependent economy to one based on diversified agriculture. 

b. Extension 

The extension service personnel assigned to the Gadoon-Amazai Project were
instrumental in expanding the crop diversification program through the implementation
of on-farm demonstration plots, providing technical assistance to the farmers utilizing the"training and visit" (T/V) extended crop message program. They also performed
additional agricultural extension tasks to enhance the overall agricultural sector of
Gadoon-Amazai. The program impact was adversely affected by limited staff and farmer
training, sometimes slow disbursement of funds and insufficient transportation. 
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Agricultural Extension strengthening actions taken to date have included expansion ofthe T/V system to insure that all farmers receive timely agricultural production advice.
To help insure that all farmers receive T/V services, staffing levels have been increased 
to 16 field assistants, 42 field workers, 40 zari karkuns and 3 budders. To provide mobility
for T/V personnel, 1 pickup truck and 5 motorcycles plus O&M funds for the vehicles were provided although staff mobility is still limited. In addition, agricultural extension
personnel were provided inducement to work in the project area in the form of allowances: 
an additional 45% of basic salary for GOP staff and 50% of basic salary for PCU staff. 

Personnel from the agricultural extension service and the GOP Crop Statistics Department
collect sample yield data on an regular basis from the Gadoon-Amazai project and provide
it to the PCU for entry into a computer data base at Topi. A limited analysis of data is
made by the program specialist (TAT USAID/Peshawar) and is reflected in project reports.
Data utilized by the evaluation team was obtained from these documents. This data
should be used as an indication of relative trends rather than absolute values.! 

Project agricultural extension officials at Mardan and Topi indicated that they had
problems with slow disbursement of funds. This had adverse effectan on timely
completion of project agricultural activities. In addition, extension staff were put under pressure by self-interest groups to circumvent project regulations allowto those­
individuals to benefit from the subsidy program. 

The extension agent is a vital link between research and the farmer. One refresher course 
was provided in 1988 for all extension staff and 87 progressive farmers, involving orchard
cultural management practices and techniques for vegetable production. A secondrefresher course sponsored by USAID was scheduled for 8-14 September 1990 in
Peshawar to be conducted by the Agriculture University, Peshawar and The
Transformation and Integration of the Provincial Agricultural Network Project (TIPAN). The
participants included the entire extension staff from the Gadoon-Amazai area including
3-4 women from the NFE Project. Other than that, little organized or formal training was
provided. Upgrading of the extension service personnel through periodic in-service
training and refresher course work at an institution of higher education is non-existent. 

In the Project Paper Amendrment 1988 and the PC-1 Paper 1988 pertaining to the
Gadoon-Amazai Project reference was made to a new linkage to be developed with theAgricultural University, Peshawar. These documents indicated that the Gadoon-Amazai
Project would become a laboratory for TIPAN research, and that the TIPAN Outreach
Program would provide training for Gadoon Agricultural Extension Agents. 

Two years have passed since these activities were supposed to have been implemented,
but no action has been taken by TIPAN despite a number of efforts by PCU and SDU to 
improve linkages. 

2 See Tables A-3 through A-5, pp. 57-59. 
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C. Forestry 

More than 80% of the total project area is appropriate for forestry and rangelands for
animal grazing. However, the vast majority of the original forest in the project area has
been destroyed. What few forest trees remain within the project area are slowly being
decimated by farmers cutting tree limbs for fuel wood, leaving only the top-most branches
of the trees. Whole trees are cut for local construction of house and for sale. 

Two afforestation efforts have been attempted by the project. Under the first effort begun
inMarch 1987, atotal of 3,650 acres had been planted to native forest species. The trees 
were planted on 360 plots each between 4 to 12.5 acres each. Each plot was owned by
one farm family. Three monitoring surveys of survival rate were conducted. The final 
survey, done in December 1989-January 1990 reported a survival rate of only 28%
approximately 20 months after planting. [Source: USAID/Peshawar Monitoring Reports] 

Farmers participating inthis reforestation program received free seedlings from the project
and were paid 1.5 rupees per seedling planted. As an incentive to farmers to join the 
program, each land owner received 750 rupees per month to pay a caretaker. The 
payment for caretakers was made for two years. As of this evaluation, the two year
period has ended for all participants and these payments have been terminated. 

Inan attempt to improve the survival rate, asecond afforestation effort was implemented.
In March and April 1990, the small plot scheme was replaced with a large block system.
Under the large block system, 20 blocks of 100 acres each were planted by 143
beneficiaries. Each block was owned by an extended family. One and one half months
after planting, only 351,000 trees survived out of the 860,000 trees planted, asurvival rate
of only 40% which is very low for such a short period after planting (Table 5)3. 

TABLE 5
 

LOCATION OF FOREST BLOCKS AND
 
NUMBER OF BENEFICIARIES
 

Union Council No. of TreesNo. of Trees
Block Beneficiaries Provided Sustained 

Gandaf 3 11 129,250 38,201
Kabgani 3 14 131,800 36,113
Ganichatra 3 7 130,940 53,880
Gabasni 3 16 124,750 66,696
Nara 2 7 87,000 43,457
Baitgali 3 74 130,650 73,523
Nagrai 3 14 123,500 39,625
Total: 20 143 857,890 351,495 

Source: TSPU/USAID, PESHAWAR; June 1990 

3See also Table A-6, p. 60.
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Unfortunately, although forestry subsidies were useful in helping overcome localopposition to the project, the program notwas properly conceived to achievesustainability. Programs did not succeed because the top-down approach employed didnot give the recipients a vested interest in its success. The land owners on wnoseproperty the trees were planted like the program, but their main interest appears to bethe monthly caretaker payments which they viewed as an inducement not to grow opium.The land owners' tenants, who actually planted the trees, considered this work as"begaar," or work without payment, so took little care with their planting efforts. 
Constraints to the previous and current afforestation programs include the selection ofsites based on political considerations, lack of sufficient professional foresters, improperlyplanted nursery seedlings and lack of adequate supervision by forestry department fieldstaff. Also, the Department of Forestry is the only line agency inthe project area whosepersonnel do not receive supplemental financial incentives in addition to normal salary. 
From discussions with villagers, it was learned that they resent the few individual landowners receiving all the benefits of the afforestation programs. They expressed a desireto be provided the opportunity tc organize themselves and to participate invillage basedsocial forestry programs which would provide a sustainable source of fuelwood andfodder. Such a program would also help preserve remaining natural forests. 
No effective action has been taken to improve the quality and quantity of existingrangeland for forage grazing as part of any of the afforestation efforts. 

d. Orchards 

Fruit tree culture is a new venture in the project area established on about 1,000 acresof land belonging to 1,225 area growers. The tree plantings were laid out on farmsranging from 0.5 acre to 3 acres owned by the beneficiaries. Growers were paid 750rupees per month for 36 months to pay the salary of orchard guards/watchmen. In1987, 246 orchards were rstablished, another 626 in 1988, and 353 in 1989.' 

The main constraint to fruit tree culture is that it requires a reliable year round source ofwater. Fruit trees planted on the marginal soils in the project area require expandedspacing to provide a sufficient reservoir of soil moisture. Under these conditions, treesdo not attain their maximum growth potenial and yields are reduced. As a result of thewide spacing, however, it is possible to continue intercropping (wheat and maize)provided sufficient moisture and nutrients is available for both crops. 

Another natural phenomenon associated with fruit tree culture is that there are periods(e.g., cne out of five years) when they do not bear fruit. Thus incomes from fruit treeswill not be consistent. At present, the fruit trees are not mature enough to bear fruit. 

4See Table A-7, p. 57.
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Other problems include improper and inadequate land levelling cultural practices including 

weeding, pruning, fertilizing and the proper use of insecticides. 

0. Model Farms 

As defined by the project, a model farm is a diversified cropping system on two to threeirrigated acres including staple food crops (wheat and maize), a variety of vegetable cropsand tree fruits. In the lowland areas model farms are irrigated from dug wells and in the
highlands from mountain springs fed by irrigation channels. 

In order to correctly implement model farms, in the initial stage of development a farmmanagement plan should be established to include a proper layout and spacing of fruittrees and a recommended rotation of cash and staple food crops. While this was notdone a model farm plan of sorts was designed. 

This model farm approach promoted the adoption of high yielding varieties of wheat and corn plus new or improved varieties of vegetables inrluding onion, garlic, tomato,cauliflower, yellow gram, okra, squash, rape (an oil seed crop) and potato and fruit trees
such as citrus, apricot, plum and app'a. 

The model farm approach has been implemented within the project as water resources­are developed for these ventures. At this point in time, the yields for HYV staple food crops under this regime has proven successful. Since the inception of these model farmsonly 350 to 400 acres have been utilized for diversified crops on a total of 200 model 
farms. 

The major constraint to expansion of the model farm concept as currently defined is lackof sufricient irrigable land. A second constraint is that most model farms have a relativelyshallow soil profile. Intercropping leads to a competition for soil moisture and nutrients.If these two elements are not in sufficient supply, then yields will be reduced. 

Model farms are not est-b'ished in rainfed areas. The majority of the arable land in theproject erea is minfed. The soils in the rainfed areas are predominantly shallow, and theland gradient is extremely steep causing considerable erosion problems. As a result ofthese land features, the area is heavily terraced for agricultural produution. The laborintensive practice of rock-face terracing is the only major soil conservation method utilized. 

Demonstration crop plots, on-farm trials of HYV staple food crops and different vegetablecash crops, were done throughout the project area. A total of 1,382 demonstrationplots/research trials have been laid out from 1984 to 1989 on over 9,000 acres involving7,500 beneficiaries. Those observed by the evaluation team were well marked with signsto indicate the nature of the trial. These demonstration/crop trials involved HYV of wheat,maize, oilseed crops including rapeseed and off-season vegetables, e.g., tomato, potato,onion, garlic and peas. The resulting effect of these trials and demonstrations is that anew cropping pattern has been developed in the farming system of the area and cropyields have been increased by 70 to 100%. Mungbeans, a drought tolerant crop grown 
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successfully in other areas of the region as both a food and animal feed crop, has only 

been grown on a limited basis in the project area.6 

f. Uvestock 

The total livestock population of the area is estimated to be 120,000 to 1X0,000 animal
units. The average number of animals by type per farm family (and use of the animal)
is as follows: two cows (dairy), two calves, one ox (draft), two to three sheep or goats
(milk), six to seven chickens (eggs, meat), one to two buffalo (dairy). 

Present livestock population in the project area has already exceaded the carrying
capacity of the grazing land. As a consequence, farmers limit their stock to the available range. Farmers feed animals with dry wheat chaff, maize stover and any available bread.
Farmers derive income from sale of milk and meat from cows and poultry, wool from
sheep, skins from sheep and cows and eggs from chickens. Total revenue from livestock 
averages approximately 3u0 rupees per month per family. 

There is one veterinarian at Topi. An additional 18 stock assistants, seven inseminators,
and 30 stock guards are assigned to the Gadoon-Amazai area. The salaries of the stock
assistants and five of the inseminators are paid by the project. This staff provides
livestock health services through 16 veterinary dispensaries in the project area. The­
veterinary officer spends three days a weak visiting the dispensaries, thus taking seven
weeks to visit all stations. All 16 stations are not fully operational. 

Stock assistants receive only one year pre-service training at Mardan, but have had no
follow-on or in-service training. This limited amount of training is neither adequate nor
effective to prepare these individuals to dispense adequate animal husbandry and 
veterinary services. 

Only limited livestock activities have been implemented. There has been no appreciable
development of pasture or forage feed in the project area. Animals do not get proper
balanced diet due to insufficient feed. There ;s no immunization outreach program.
Farmers usually go to the veterinary service center only if they have a problem. 

Two new types of livestock were introduced. An attempt to raise Red Sindhi bulls and 
cows for milk production was unsuccessful dua to lack of proper feed. Fayoumi chickens
(hens and cocks) were introduced successfully. 

Due to budget constraints, the livestock program has insufficient medication and staff 
members do not have enough transportation. 

A comprehensive Uvestock and Range Management Report for the Gadoon-Amazai Area 
was prepared by Development Alternatives, Inc., in November 1984, but not implemented.
The team has reviewed the report and found that it outlines many functional programs 

5See Tables A-3 through A-5, pp. 57-59.
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which could be implemented to enhance the impact of the livestock program in the 

Gadoon-Amazai area (James Clausen, 1984, See bibliography). 

g. Marketing 

No significant efforts have been made to secure marketing outlets for production of
vegetables produced in the project area nor has a detailed marketing study been 
accomplished. Diversified farming of vegetable crops such as tomato, potato, onion,
garlic and peas are produced under irrigated conditions on approximately 350-400 acres.
It appears that most of these vegetable crops are consumed by the producers. What
limited surplus is available is apparently marketed locally using the existing network of
main and feeder road systems; however, it is anticipated that vegetable production, with
the assistance of the extension service, will increase in irrigated areas. 

As a result of this anticipated increase in vegetable production, main village areas will
become market outlets. With communication limited by the lack of infrastructure, it 
appears that obtaining current prices from markets outside the project area is difficult. 

h. Subsidies 

The wheat/fertilizer, fruit tree and afforestation subsidy programs assisted in overcoming­
resistance of farmers to participation in the Gadoon-Amazai project. No recipient
contribution was required in any of the programs. The wheat/fertilizer program provided
free HYV wheat seed and fertilizer, with the amount of free inputs received directly
proportional to the size of the farmer's field. Inthe case of fruit tree and forestry subsidy
programs, farmers received free seedlings, were paid for planting them and received
monthly payments for a guard/watchman to look after the newly planted trees. 

Farmers were not always told at the outset how long the subsidies would continue. As 
a result, they came to expect them to continue indefinitely, i.e., a "welfare syndrome" has
been created. A three year phase-out of subsidies which coincides with the PACD was
announced by a Project Implementation Letter (PIL) issued by USAID 10 Januaryon 
1990. 
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3. Human Resource Development 

The project sought to create a more productive non-agricultural manpower base withinthe project area. Training and job placement are implemented through the PCU with the
assistance of the Overseas Pakistanis Foundation (OPF). A sizeable number ofindividuals have received training and many have been assisted to find jobs, although
results fall short of both project targets and area needs. 

a. Training Assistance 

A total of about 2,200 persons from the project area have been trained and some 257 
are under training in various technical trades at a variety of institutions within and outsideNWFP. This indicates that about 45% of the prc] 's target of 5,500 people will havereceived training by the seventh year of this 10 year program. The PCU training office hastargeted 3,000 more to receive training during the next three years, which, if achieved,
would reach about 95% of the target. Extrapolation from current training rates, however
would indicate an outcome of about 1,000 persons trained or 60% of the target. 

Trainees receive, in addition to tuition and fees, monthly stipends of Rs 750, which PCU
and outside observers feel may be a major incentive for many participants to apply fortraining. While there is a strong interest among residents in employment opportunities at­the Industrial Estate, most have found that their lack of training qualifies them for onlyentry-level positions. These do not pay well enough to offset the transportation and
subsistence costs necessitated by relocation from their villages to the Industrial Estate in 
the lowlands. (See 'e' below). 

Gandaf Union Council, near project headquarters, had the largest number of trainees(657 or 30% of the total number trained), while Nara, Nagrai, and Baitgali Union Councils,located in the most remote parts of the project area, had smaller numbers trained (from
5% to 12% of the total). 

There is little evidence of efforts to con' !".i-teproject supported training opportunities.
Although plans have been made to mor, , . the employment status of training graduates,
There has been no regular monitoring of the quality of training received to ensure that it 
met the requirements of prospective employers. 

Throughout the project area, in over a dozen village meetings with over 100 elders and
farmers, and in separate meetings with approximately 75 project leaders and politicians,the team heard an overwhelming interest in the development of a polytechnic school
within the project area. This suggests the high value that local residents place on
education and training, particularly that with a technical focus. 

b. Employment Assistance 

A total of about 2,710 persons from the project area have found employment directly
through the project, including 520 in government departments, 470 in the private sector,
185 abroad, 1,230 on a short term basis as caretakers for orchard and forest plots, and 
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305 under contract assignments with the PCU. The primary source of information on
potential employment used by the project at the present appears to be perusal of 
newspaper help-wanted advertisements. 

In 1986 the government initiated a program to provide employment in the Gulf States for 
area residents. Only 130 have found employment under this program, due to continuing
difficulties in obtaining the necessary permission from the Buroauj of Immigration and
Overseas Employment. An additional 54 persons, however, obtained short-term
assignments helping pilgrims during the 1988/89 Haj season. 

c. Surveys for Training and Placement 

The PCU training office and computer conter plan to develop a data base of training
costs and employment status of training graduates which will help monitor effectiveness
and efficiency in producing graduates with marketable skills. As part of this initiative, a
field survey of project trainees has just been completed to determine their employment
status and evaluate results to date. The preliminary results of this survey indicate that of
2081 trainees, only 700 persons, or 1/3 of the total number trained under the project,
currently hold regular jobs. 

TABLE 6 

PERSONS TRAINED/EMPLOYED BY UNION COUNCIL 

S. 	No. Name of Union No. of Persons No. of Persons 
Council Trained Employed

1. 2. 	 3. 4. 

1. Gandaf 	 637 242 
2. Kabgani 	 407 117
 
3. Gabasni 	 282 76
4. 	 Ghanichatra 235 98
5. Nagrai 	 253 71 
6. Baitgali 	 162 63 
7. Nara 	 105 43 

Total = 2081 	 710 

SOURCE: PCU 	Survey August 1990. 
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d. The Overseas Pakistanis Foundation 

The OPF is a nationwide non-profit organization that seeks job training and placementopportunities within Pakistan for area residents under a sub-contract with the project.While up to date figures are not available, it appears that OPF has trained 600 to 800 area residents at both OPF training centers and private institutes, OPF has also foundjobs for 300 to 350 persons. In addition, the OPF assisted with placement of about 180
workers in jobs overseas. 

Efforts to ensure that some measure of parity is maintained in placing job applicants fromeach of the area's seven Union Councils have been undertaken and appear to fall within
reasonable limits. 

Constraints to training and job placement by the OPF included:1. 	 Plans to build a technical training center at Gandaf were abandoned for lack of
cooperation by local residents early in the project life.2. 	 Few candidates for training were put forward by the PCU.3. 	 Few applicants appeared at special recruiting interview sessions set up by OPF 
at Topi with local employers.

4. Communication links with PCU were poor. Telephone/telex/fax connections poor­or non-existent. Usts of high school graduates in GA area were not available to
allow more directed job recruiting.

5. 	 There was a lack of clear designation of authority and responsibility between 
PCU/OPF/Gadoon Industrial Estate. 

e. 	 Unkages with the Industrial Estate 

The PCU reports that about 500 residents of Gadoon-Amazai are now employed byindustrial estate establishments out of a total of about 1,500 employed, which is wellbelow the mandated 70%. Area residents, as noted, (see "a" above), also find it difficultto travel to and/or find appropriate accommodation in order to take advantage of therelatively few job opportunities which come to their attention. 

Following a Project Review Board decision in 1989, rccruiiment for the Industrial Estateis currently being channeled from the Sarhad Devlopm.fnt Authority (SDA), whichcontrols the Estate, through the Deputy Commissioner (CC Swabi): Estate industriesinform the DC of the number and type of additional employees they wish to recruit; theDC then informs the PCU which attempts to apportion the vacancies equally among the 
seven Union Councils. 

It was recently decided that the SDA, in coordination with concerned governmentdepartments, should identify future job opportunities in the Industrial Estate and shouldarrange the required training for area residents, making use of existing training facilities.
This arrangement is not yet functional. 
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f.. Construction Employment and On-The-Job Training 

One of the most important training activities resulting from the project is totally unrelated 
to the training component of the project, and consists of on-the-job training provided by
PCU/USAID technical staff to project leaders and community construction crews
implementing local sub-projects. As such they have gained construction skills and some 
experience in design, planning, estimating and implementation. 

The construction of a typical building or similar sub-project employs a project leader and 
about 10 skilled workers. Considering that more than 300 such sub-projects have been
completed, as many as 3,000 persons might have acquired construction skills under the
project, and several thousand more will do so over the remaining three years of the
project. Interviews with a sample of about 40 project leaders suggest that many of the
workers trained on-the-job now use their skills on other building projects, within and
outside the project area. Perhaps one in twenty of the project leaders have gone on to 
become active as private contractors. 
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4. NQn-Formal Education and Women 

The fledgling NFE Orogram has had to overcome stiff resistance from the male-dominated
culture. The initial six NFE centers have been expanded to 28, teaching women the 
Koran, sewing, basic adult literacy and health/sanitation. There has been limited 
emphasis on introducing income generating activities, although women seem to be eager
to learn money-earning skills. A measured approach to program expansion has been 
adopted which has successfully avoided a male backlash to changes to traditional
male/female roles. Interviews with male leaders in 12 villages indicate a generally positive
attitude. Criticism of NFE was generally found only where the program was not fully
functional. 

The project is constrained by difficulties in finding and training qualified staff who are
willing to work in the project area and the need to avoid pressure from local political
leaders. Although in some locations two teachers were assigned to the same village,
several teachers were posted alone to remote villages. This situation is exacerbated by
the lack of safe accommodation in Topi for women teachers in order for them to spend
two work days per month meeting with supervisory staff and other teachers for problem
sharing and solving, and in- service training. 

It has been reported that some teachers have received insufficient training prior to being­
posted to the project area, and monitoring/supervision has been conducted only once 
every few months. It appears that the ability and interpersonal skills of the teachers play
a major role in the degree of success of the education programs, with class attendance 
much higher in schools with well motivated and well trained teachers. 

The NFE program lacks staff women with technical experience in health/nutrition and in
agriculture. At present, only one Lady Health Visitor has had even basic health and
nutrition training and none have any agricultural expertise. In spite of this, NFE Extended
Immunization Programs (EIP) have been successful in Nara, Nagrai and Baitgali. A recent 
study of the needs and concerns of women has identified areas which activities need to 
be strengthened (AID, Peshawar, 1990). 

Many potential areas of NFE activity have not yet been thoroughly explored including
women operated tree nurseries, kitchen gardens, women livestock vaccinators/village
livestock volunteers, courtyard trees and rearing silkworms. 

The highly motivated program managers are rapidly gaining experience, but have had
only limited contact with the NFE programs of other development projects, such as those 
currently operating in adjacent areas of Swabi under the Pak-German Integrated Rural 
Development Program. 

One key question yet to be resolved is what agency will take over the NFE when the
Gadoon-Amazai project ends. Explorations are underway but no conclusions have yet
been reached. 
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5. Institutional Development and Beneficiary Participation 

Early hostility to tile project by area residents severely limited institutional development
and beneficiary participation during the first three years of the project. During the past
four years as communities came forward and infrastructure projects were implemented
through local leaders, participation has increased markedly. This growth in members,
however, has not been accompanied by a similar magnitude of community level
institutional development and an equitable spread of benefits to all segments of the rural 
socio-economic system. 

a. Union Councils and Project Committees 

Union Councils are the basic in3titution of formally constituted representative local 
government at'the community level. They consist of about 8-10 villages, are normally
composed of one or more elected representatives from each village and of a government
appointed Secretary, and have responsibility for small development activities. 

Village institutions in the project area are rudimentary, often informal, and dominated by
village leaders: the traditiunal Jirga, or council of elders, settles local disputes, makas
representations to government ager ".ies over local concerns, and enforces community
decisions. Villages often contain a number of relatively autonomous communities or­
affinity groups, each of which has its own leaders and which share a common meeting
place, the Hujra. A local Jirga usually includes representatives from each Hujra. A
traditional self-help system, Ashar, brings villagers together to help with free labor for 
constructing or repairing the village mosque, building paths, and carrying out other 
community projects. 

From its inception, the project sought broad-based beneficiary participation. The
mechanism chosen for implementing this participation was primarily the Union Councils,
which were to have responsibility for the selection and implementation of community
sub-projects. Early in the project, however, it was found that Union Councils, due to the
large area they covered and their limited capacity, would be inappropriate for undertaking
the required large number of small sub-projects in each village and they have not been 
directly involved in the project. 

The alternative mechanism that emerged for realistic implementation of sub-projects was 
to work at the village level, through village project leaders, some of whom were also Union 
Council members. Project leaders came forward with lists of sub-project demands from
their villages or affinity groups, seeking approval and funding. Se!action of sub-projects 
was done by the PCU Project Director, after examining them for technical feasibility, and 
considering geographic and population distribution and other factors. Many sub-projects
proposed by communities were not feasible, and most benefitted only a few individuals 
or an extended family. Gradually, through discussions with PCU and USAID staff,
proposals became more realistic and beneficiary participation expanded. 

Sub-project design, estimation and supervision is done by PCU and USAID engineers.
Implementation is carried out by the project leader and his committee, under an 

23
 



agreement with the PCU stipulating the work to be performed, the completion time and 
estimated cost. - Labor is hired generally from within the village, usually from the group
proposing the project, and is paid standard daily rates. Land for asub-project isnormally
donated by the project leader or beneficiaries. Payments for construction costs are made 
to the project leader under a fixed schedule: 25% in advance, 25% upon completion of 
each of the first two quarters of the project, 15% on completion of the third quarter, and 
a final payment of 10%, which includes profit and overhead, upon completion and 
approval by the PCU and USAID. 

Most sub-projects implemented through project committees have been completed within 
budget and without undue delays. Community members have acquired construction 
skills, but due to low literacy levels they are not yet capable of planning new sub-projects.
Local communities have not been very effective in maintaining small infrastructure 
schemes. 

Discussions with a cross-section of villagers suggests widespread support for the projects
undert3ken but serious concern that the largest measure of benefits, interms of jobs and 
fees paid, has gone to a relatively narrow proportion of the total population, frequently
perceived to be those already relatively well off. 

b. NWFP Planning and Management Capability 

At the district, regional, and provincial level the project has worked through a variety of 
local government institutions including the Planning and Development Department of 
NWFP (P&D), the Special Development Unit (SDU) which oversees all poppy eradication 
area development efforts; and the Project Coordinating Unit (PCU) which manages the 
project on a day-to-day basis. Project Review Board and Project Coordinating
Committees are used to integrate inputs from line agencies and approve larger sub­
projects. 

i. 'P&DSDU. The Planning and Development Department of NWFP is responsible
for coordinating: preparation of provincial annual development programs; foreign aid and 
technical assistance; and economic research and statistics. The Special Development
Unit was establishocJ in 1984, under P&D, and its main function is to oversee 
implementation of development projects with an opium poppy eradication component.
(Annex 5,Table A-8) 

ii. Proiect Coordination Unit. The PCU for this project was established in 1983 and 
is based in Topi, just outside the project area. The PCU Director (acivil servant at the 
level of deputy commissioner) reports to the Director General of SDU and has the 
authority to approve sub-projects costing up to 500,000 rupees. 

The Proiect Coordinating Committee consists of the district heads of all relevant line 
agencies within the project area and it is headed by the PCU Director. It provides
coordination among imp!ementing agencies, advises the PCU on operational matters. 
It approves all sub-projects costing from 500,000 to one million rupees. The Proiect 
Review Board operates at the provincial level, overseeing and providing overall policy 
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guidance to all NWFP area poppy eradication and development projects. Chaired by theAdditional Chief'Secretary for Planning and Development, and including the Secretariesof relevant line agencies, it regulates and guides project policy, and approves deviations 
from project specifics. The PRB approves all sub-projects budgeted at over 1 million 
rupees.
 

The PCU was established originally as a coordinating unit, with project implementation tobe undertaken by line agencies. However, due to the limited interest and/or capacity ofline agencies to undertake infrastructure activities in the project area and the politicalnature of all activities, PCU been providing projectthe has management andimplementation services with the assistance of USAID technical staff. The Project Directorheads administration, management information and monitoring, engineering, agriculture
and forestry, education/training, job placement, and women's non-formal education
departments. The USAID technical assistance staff is located within the PCU, but reports
to USAID/Peshawar. The PRB approves sub-projects in excess of one million rupees. 

The PCU has a staff of 411, of which about 300 come from the project area. Professional
staff includes 12 engineers or sub-engineers, one agricultural specialist, 45 femaleinstructors and teachers and four accountants or assistants. Most of the other 349
employees are clerical, field and support personnel. 

The PCU engineering branch was started in 1985. Currently, the staff includes a senior
engineer, four engineers, seven sub-engineers, nine construction inspectors, surveyors,
draftsmen and other support personnel. PCU engineering staff prepare technicalfeasibility reports, surveys and estimates for community sub-projects; they also assistproject committees with site layout, purchase of materials, and construction. (PCU
engineers are not involved in road and electrification sub-projects, which are supervised
directly by USAID engineers.) 

The PCU computer unit at Topi services the Gadoon-Amazai and the Kala Dhaka projects.It is staffed by one systems analyst and one information systems manager, who isresponsible for maintaining data bases. Data bases are now maintained on infrastructure
sub-projects, agricultural and livestock programs, vocational training and employment of area residents, project payroll and accounting. A training course is planned for senior
PCU officials on the use of computer data bases to enhance project management. 

The PCU organization, with assistance from USAID, has developed an ability to plan andimplement small projects. Problems faced by PCU staff include at least a 25%redundancy of staff, low pay, lack of job security (they are contract employees hired forthe project), insufficient logistical support, and constant pressure by community leaders 
to approve projects. 

iii. Line Agencies. The main line agencies involved in infrastructure development
suppc,ted by the project are C&W and WAPDA. C&W has been responsible forimplementation of road sub-projects and WAPDA for electrification. The Agriculture,Forestry, Education, and Health Departments collaborate in the implementation of 
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development activities in each of their specific areas. Une expenditures must be 
authorized by tle departments involved. 

The surveys, designs and estimates prepared by C&W (often referred to as technical 
proposals) have been inadequate. Designs are often not followed during construction.
The C&W Central Design Office for the NWFP, located in Peshawar, is inadequately
staffed and equipped. Ithas only one highway design engineer, several technicians, and 
two microcomputers. Road construction contracts are awarded on the basis of open
competitive bidding. Supervision of construction has reportedly been weak, and
construction progress often behind schedule. Maintenance budgets are based on a
yardstick which usually provides for one gangman to maintain approximately one mile
of road using manual tools (picks, shovels, wheelbarrows). 

WAPDA, upon receiving a request to electrify an area, prepares estimates for materials 
and equipment and submits a proposal to PCU for approval. WAPDA usually supplies
the materials and equipment, with installation done by contractors or by WAPDA's field
staff. Supply of materials has often been slow. 

After a village is electrified, WAPDA provides connections to houses and other facilities,
which can take up to three months. Due to staff shortages, WAPDA does not inspect
electrical installations periodically, but only repairs them following breakdowns. 

The quality of construction in Gadoon-Amazai has been higher than in many other areas 
due to USAID's rigorous inspections and requests that work not meeting specified
standards be redone. 

iv. Contracting Procedures. Contractors interested in road projects receive a set of 
bid documents and the priced bill of quantities from C&W, and bid a few percentage
points above or below C&W's estimate. The lowest bidder is awarded the construction 
contract. Payments to contractors are made for quantities of work placed and accepted
each month, using the contractual unit prices. Two systems have been used by USAID 
to reimburse C&W for road costs: Modified Fixed Amount Reimbursement (FAR) and 
Host Country Contracting (HCC). 

Under the FAR system, USAID and C&W agree on a fixed cost for each mile of road,
based on design quantities and construction contract unit prices (plus or minus a 15%
allowance). Following completion of aone-mile or three-mile road length, USAID inspects
it,and upon acceptance pays C&W the "fixed amount", subject to adjustments, ifany.
Under the HCC system, USAID reimburses C&W monthly for the actual payments made 
to contractors, after verifying the quantities placed. 

The FAR system in concept requires less supervision by USAID. Given, however, the
limited C&W resources for construction supervision, USAID's supervision has been 
required. 

In theory, FAR shields USAID from large cost increases. Disagreements, however,
between USAID and C&W and reimbursement delays have occurred when the quantities 
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placed have differed more than 15% from the design quantities. FAR can also encourage
designers to overestimate costs, so that the 'fixed amount" per mile is high enough to 
accommodate vaiations beyond 15%. 

Under FAR, C&W makes large payments to contractors before being reimbursed by
USAID. If C&W interim funding sources are inadequate, C&W slows payments to 
contractors, resulting in delays, as contractors stop work. 

WAPDA is reimbursed under a FAR, based on cost of materials plus a 26% mark-up to 
cover installation costs and overhead. Since WAPDA has been receiving 100% of the
entire estimated cost in advance, no problems have been noted with this system. 

C. USAID Technical Assistance 

The first USAID engineer was assigned to Topi in 1985, with more following in 1986 and
1987. At its 1987 peak, USAID's engineering staff included ten engineers and 
construction inspectors, and a survey team of eight. The team has now been reduced 
to one construction project manager, two civil engineers, one electrical engineer, one 
construction inspector and two systems analysts. USAID's survey team has been moved 
to the Kala-Dhaka project, where it is currently surveying the West Bank Access Road. 

The responsibilities of USAID's engineering team include: assisting PCU and line
agencies in the preparation of designs and estimates for sub-projects; reviewing
sub-project proposals and recommending approval or rejection; monitoring construction 
progress and quality; verifying quantity measurements for road projects; conducting final
inspections of completed sub-projects and preparing the documentation for final 
payment; managing the data base for monitoring project activities; preparing progress and
other reports; and providing technical assistance and on-the-job training to PCU 
engineering staff, line agencies and communities. 

USAID also provides agricultural and female non-formal education specialists and a 
projr~ct manager to coordinate inputs and support. 

Constraints faced by USAID staff in Topi include inappropriate vehicles (pick-ups instead 
of four-wheel drive vehicles), lack of first aid kits and life jackets, and sub-standard or 
crowded offices. 

Cumbersome bureaucratic and financial procedures, together with multiple supervisory
and approval layers have reduced project efficiency, however, and contributed to the 
development of excessive dependency of the PCU and line agencies on USAID personnel
and procedures. 

Overall the engineering team can be credited, however, for having greatly facilitated the
massive infrastructure development program of the past four years, while the agriculture
and NFE support has had a positive impact on the development of both those programs. 
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6. Private Sector Development 

While private sector development is not a specific project purpose one of the main goalsoutlined in the Project Paper is to integrate the Gadoon-Amazai area into the national 
economy. Such integration through the private sector was virtually nil prior to the project
and is still in the embryonic stage, although it is expected to increase as the shock of the
transition from a poppy-based to a diversified economy fades. 

Economic integration has been advanced significantly by project support of infrastructurewhich has increased the opportunity for marketing agricultural production as well as for
small shops selling agricultural inputs and equipment. 

Male literacy is about 10% and female literacy significantly lower, perhaps about 20.Project supported traditional and vocational education has played a major role as well by
helping to overcome the lack of trained manpower in this isolated, agrarian society. 

These efforts toward economic integration, particularly those aimed at the non-agricultural
private sector, are particularly important as the average holding per person, at one quarteracre, is about as small as is practical. As the population of the area increases, a largersegment of the population will need to earn a living from off-farm private sector activities. 

The Gadoon Industrial Estate, another private sector effort supported by the project, atpresent has 18 operational factories employing nearly 500 project area residents.Employment of area residents should increase in the future as more of them completeproject supported vocational training courses. Employment opportunities will also beaugmented as Zhe Industrial Estate expands: there are an additional six factories ready
for operation, 127 under construction and about 400 approved for construction. 

Lack of appropriate sources of credit is an impediment to private sector development.Informal credit is said to be available to farmers who can borrow against their remaining
opium stocks. In addition, the brotherhood system within sub-tribes allows the poor toborrow at no interest from the rich, but these loans involve political and social dependenceof the loan recipient on his benefactor. Institutionalized credit from the bank at BadaVillage in Gandaf Union Council is theoretically available at an interest of 14% per year,
but these interest charges and complex application procedures deter most would-be area 
borrowers. 

Other factors limiting private sector development include poor roads, no telephonesystem, incomplete electrification, exclusion of women from the economy, low income
levels of area residents, and p. litical factionalism within the area including influential 
people unduly controlling area activities. 

An important private sector involvement has been the encouragement and support bythe engineering component to Project Leaders and Project Committees as implementing
mechanisms for a wide range of infrF,4ructure developments. These groups havebecome de-facto small businesses operating under contracts from the project. However, 
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most groups are not sustainable. They are ill-equipped to enter the private sector without 
further training and/or experience. 

Discussions with a sample of approximately 70 Project Leaders and/or Committee
Members representing all seven Union Councils revealed that they had completed 58projects and had 46 under construction, or an average of almost 3 projects per leader.
Three of the Project Leaders (8%) had started businesses related to their work and theyknew of an additional 31 other small businesses that had been started as an indirect result 
of the project. 

In these discussions Project Leaders from six of the seven Union Councils indicated astrong need for more technical training for area residents, while those from five of the
Councils strongly urged that the project help develop a polytechnic school in the hills tohelp develop skills for employment and business development. Project leaders from all
Councils agreed that agro-business had the greatest promise of any private sector activityand requested help from the project through training, technical assistance and support
for poultry, dairy, orchard, goat and fisheries operations. 
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7. Integrated Rural Development Appror#.h 

From its conceptuial inception as a poppy eradication effort, the project evolved into a
comprehensive area development program that sought to develop a diversified agricultural
and non-agricultural system within the Gadoon-Amazai area and later in Kala Dhaka. 

The successful elimination of poppy production indeed demands an integrated ar)proach
to area development and the project has been correct in seeking to implement such an 
approach for several reasons: 

* There is no single substitute for poppy. Replacement of poppy income demands 
a comprehensive improvement of the agricultural system together with the
development of off-farm income generating opportunities. 

* Agricultural improvements demand a systems approach that includes intercropping,
irrigation, agro-forestry, livestock development, and infrastructure. 

0 Infrastructure improvements, including roads, electrification, schools, clinics, water
supply and irrigation systems depend on technical support from line agencies in
order to become operational, and be properly maintained and operational. 

* Infrastructure improvements require ecological planning to prevent environmental 
degradation. 

To achieve integrated development and spread the project's benefits to a widar segment
of the area's population, the project has sought to tighten up sub-project selection criteria. 
Some of these criteria are: 

Roads should open an area for development and C&W should agree to maintain 
roads upon completion; 

Villages to be electrified should have at least 30 houses; 

Water supply systems should serve at least 20 households, with Public Health 
Engineering agreeing to maintain large systems and beneficiaries agreeing to 
maintain small ones; 

Irrigation channels and dug wells should benefit at least two households which 
should agree to operate and maintain them; 

Schools should be at least 1.5 km apart, with preference given to girl's schools; 

At least one health facility should be provided in each Union Council. 
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8. Other Development Projects 

At the request of USAID and GOP this evaluation increased its scope to review other 
area development models in the NWFP which might provide a framework for the
redirection of the project. These included Kalam Integrated Development Project,
Malakand Social Forestry Project, PATA Irrigation Project, Malakand Fruit & Vegetable
Development Project, and Pak-German Integrated Rural Development Program in Mardan.
In addition, discussions were held with key persons of the Aga Khan Rural Support
Program and the Sarhad Rural Sector Support Corporation, two non-government
organizations that utilize proven methods of grass-roots village organization development. 

Common features of these initiatives include: 

0 	 Autonomy and flexibility in terms of planning, budget, and day-to-day
decision-making. 

* 	 Leadership from a development oriented and trained professional and core staff
with expertise in social organizing and income-generating aspects of agriculture,
livestock, forestry, and small business/private sector development. 

* 	 Project headquarters within the project area to encourage close contact between­
project and target population. 

0 	 A bottom-up approach and methodology for building self-reliant grass-roots village
development organizations that can take on the responsibility for sustained 
development and are responsive to community needs. 

31
 



C. Kala Dhaka Activities 

With Phase l1 the project expended its scope to include the neighboring quasi-tribal area
of Kala Dhaka. This was planned in order to head off an anticipated shift of opium poppy
production from Gadoon-Amazai into Kala Dhaka. 

1. Progress to Date 

After extended delays, the PCU project manager and the chief of the technical assistance 
team started the project in February 1990. An anthropologist/social scientist joined in
April, two engineers arrived in June and an agricultural specialist was approved for posting
in August. The USAID survey team previously based in Topi has been transferred to the 
project. The project office is located in Mansehra to the southeast of the project area.
Office furniture was delivered in July; there is still no office equipment. One vehicle has
been delivered, and two pickups have been loaned from a UN project through the efforts
of the Special Development Unit. A PIL was prepared by PCU in June 1990, and it was 
anticipated that a further three more months would be required for the release of USAID
funds to the project. There is no revolving fund, but one million Rupees were advanced 
to the project in July 1990 also with the intervention of the SDU, and drawing on the 
Gadoon-Amazai revolving fund. 

During the first two years, the Kala Dhaka project will focus on data collection, design
and construction of the West Bank Access Road, design of other sub-projects, repairs
to existing water supply systems, and reforestation of about 1,500 acres. To date about
9 km of the 24 km long West Bank Access Road have been surveyed. Mapping of the
project area in a scale 1:50,000 is in progress, using Survey of Pakistan maps. No other 
infrastructure design work has started. 

The project's social scientist visited 26 villages to prepare socio-economic profiles and
determine local needs. This survey will eventually cover most villages in the Kala Dhaka 
area and will provide a baseline for future planning. No provision has been made in the 
project for village/social organization staff. 

About 60 acres of demonstration plots have been laid down/sown; 200 acres of new 
forests are scheduled to be planted by September or October, and an additional 300 
acres in 1991. 

2. Low/No Subsidy Approach 

The high subsidy level approach used at Gadoon was justifiable under the unique social,
political and economic conditions that prevailed there during the early 1980s. It was
needed in order to gain access and cooperation in shifting from an economy based on 
opium to one based on legitimate crops. In Kala Dhaka the economy is not based
significantly on opium production so no such extraordinary intervention appears
warranted. To eliminate the current low level of opium production would not have a major
socio-economic impact on the area. 
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3. Workshop Methodology 

The two project workshops on Kala Dhaka attended by one of the evaluation team
members in March 1990 appear to have been quite effective. They allowed persons
related to the project, including GOP, NWFP Government, USAID, technical assistance 
team members and outside specialists from different disciplines to interact and exchange
ideas and information as well as to clarify their roles. The workshop approach allowed
this to take place more effectively and efficiently than would have been possible otherwise. 

A similar workshop was utilized by the evaluation team to review findings withstakeholders involved with both Gadoon and Kala Dhaka, and to seek consensus on
conclusions, recommendations, and a course of action. 
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D. Drug Abuse Prevention Resource Center 

There is a very real need for the DAPRC program. The narcotics problem has beengrowing exponentially in Pakistan, from a very few addicts in 1980 to a total of 2.2 million
in 1990 including over one million heroin addicts. 

The DAPRC organization, while small and relatively untested, appears to be dynamic and
committed. It is staffed by an able leader who has attracted a team of dedicated people
who actively sought out this type of employment to address a serious national problem.
This has not always been the case. There is evidence that earlier staff recruitment was
affected by selection criteria which were not always related to professional qualifications.It appears that this outside intervention has decreased. Fund expenditures were also
delayed by one year, but this difficulty has been overcome. 

The five units of DAPRC (Documentation and Archives, Training and Outreach, Information
Services, Materials and Audio-visual, Research and Evaluation) have implemented a
number of innovative and creative programs to bring the message about narcotics to the
people including video tapes in various local languages, printed materials, network 
development and training of trainers. 

There are DAPRC trained people in the vicinity of the project area, including Peshawar,-Swabi, Mardan and Abbotabad. There was, however, no evidence of this activity having
been integrated into project locations as a means of supporting drug awareness of localresidents. There was also no evidence of significant drug abuse by local residents atpresent. The changing socio-cultural conditions in the project area, however, indicate that
drug problems could occur in the future as more of the population become wage laborers,
a group which accounts for much of the drug addiction in Pakistan. This could develop
as a problem particularly in relation to the employment and settlement around the new
Industrial Estate and the growing cities of the lowlands. 
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VOLUME PI 
APPENDICES/ANNEXES 

ANNEX I 

WORKSHOP REPORT
 
NWFADP EVALUATION
 

A workshop was conducted Sunday, 26 August in Peshawar, Pakistan. The purpose ofthis workshop was to discuss the results of the evaluation of the North West Frontier
Province Area Development Project. A list of workshop participants is attached on pages
97-98. 

The Goal of the workshop was to "Understand the Results of the Evaluation of theNWFADP". The Objectives were to: "Verify Team Findings", "Clarify Conclusions",
"Review Recommendations", "Define Realistic Implications", and "Identify Future Steps". 

The design for the workshop was changed 20 minutes before it began when the ACS­and DG informed the facilitator that they would only be in attendance for one hour due tothe arrival at noon of the Prime Minister. In actual fact they remained for three hours and
waited until the last minute to leave and meet their boss. 

Instead of the planned design it was an emerging design based on the participants who
actually showed up. Therefore, no outline for the workshop is attached. 

The Team Leader presented the Team Findings. Participants asked questions anddiscussion followed. Team Conclusions were presented and similar process ofquestions and discussion was encouraged and actively took 
a 
place. Then Team

Recommendations were presented and clarified through questions. 

Workshop participants were then divided into three discussion groups and asked to
discuss the Team's Recommendations and the implications, concerns, issues, etc ofeach one. After considerable discussions each group reported back to the workshop
participants on flipcharts their considerations. Listed below are the Team'sRecommendations. These recommendations are listed in a much abbreviated form andthe text of the report should be consulted for details. Following each Teamrecommendation is the consolidated recommendation(s) of workshop participants. 

Code: T-(Team) W-(Workshop participants) 
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RECOMMENDATIONS:
 

T Continue dialogue between AID, GOP, and Project staffs 

W Discussions should include the clients, begin immediately, and continue through 
the Project life 

T Continue and accelerate, if possible, the process of phase-out 

T 25% reduction of PCU and AID TA staffs during this year 

T 25% reduction of PCU and AID TA staffs during next year 

T Remainder of responsibilities to line agencies during years 2 and 3 

W An assessment of personnel needs should be conducted by the SDU within the 
next 2 months. This assessment should consider financial implications, political
implications, abilities of line agencies to assume responsibilities, completion rate 
of sub projects already approved, and staff requirements for new directions. It is 
recommended that the agriculture and forestry activities of the PCU (140 persons)
be transferred first, if PCU assessment supports this recommendation. It is realized­
that some employees of both PCU and AID TA will be without jobs and should be 
assisted in finding new employment. The hope is that PCU staffs can be 
reabsorbed from thcia line agencies from which secunded to the fullest extent 
possible. 

T Approve no new sub projects under current guidelines 

W Consensus agreement reached 

T Initiate integrated staff workshops and meetings in PCU 

W Consensus agreement reached 

T Develop integrated extension teams 

W Workshop consensus reached 

T Continue Kala Dhaka/Gadoon workshops and staff exchanges 

W Workshop consensus reached 

T Solve cash flow blockages between AID and Kala Dhaka and 
insure future flow through Project life 

W Funds reported by AID staff to be available by 15 September 
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T 	 Institute low/no subsidies in Kala Dhaka 

W 	 Institute low subsidies only for village projects which have self help component,
but need extra support to get off the ground or which are experimental in nature 
(new for the area); otherwise institute no subsidies 

T 	 Plan for expansion of DAPRC activities 

W 	 Participants did not feel adequately versed on this subject to make a 
recommendation, but did doubted the feasibility of this idea 

T Phase out subsidies and protection payments 

W Workshop consensus reached 

T Initiate and support a process of self reliant development 

W Any organization that will be come involved in this process shoud be able to
continue it beyond PACD. Funds 	should be made available which can be used
for the support of village based sub projects. These funds should be used for 1.
actual sub project costs; 2. group formation costs; 3. maintenaric' of sub projects­
already completed or to be completed, e.g. small irrigation systems, dug wells, etc.
(those sub projects not under the purvue of line agencies). 

T 	 Identify and/or develop and/or extend village development organizations (VDO's) 

W 	 Workshop consensus reached 

T 	 Provide staff training, methodologies, and resources to VDO'S 

W Funds to do this should be provided from - nds redirected from Project
redirections. 

T Approve projects with substantial self help contributions 

W Workshop consensus reached 

T Develop and implement maintenance programs 

W Everyone, generally, agreed that the line agencies did not have the funds for 
proper maintenance and that their budgets would have to be increased in order 
to perform this added function, both with and for logistical and technical assistance 
support. It was agreed that village groups and/ or individuals are responsible for
small sub projects (see beginning of this section) and that line agencies are
responsible for roads, schools, basic health units, veterinary clinics, etc. 

T 	 Strengthen agriculture and social forestry activities 
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W 	 Everyone agreed, especially for social forestry programs designed, implemented, 

and maintaihed by village groups 

T Combine training and job placement activities and operations 

W Ultimately, the SDA should be the line agency assuming the responsibility 

T Expand technical assistance in new areas 

W TA should be provided for redirected projects--those with village organization
involvement 

T Provide access to credit for both men and women 

W Insome situations this would involve credit and inothers this would involve village
savings programs 

T Implement village level social forestry programs 

W See above 

T Reach consensus between AID and GOP on model for implementing village
development 

W Realizing that this will be an evolving process this should be a continuing dialogue
inorder to strategize along term solution. This dialogue should begin immediately
and involve the recipients when appropriate after AID and GOP have reached initial 
agreement. 

T (1) Continue modified, streamlined PCU 

T (2) Expand IRDP/Mardan model 

T 	 (3) Establish new NGO or expand mandate of SRSC 

T 	 (4) Other models 

W 	 Generally, everyone agreed that the model had to involve the input of the recipients
after some research had been conducted by AID and GOP. One faction strongly
advocated a clean break from the past with a new separate entity while others
wanted to build on models or parts of models already in existence. 

However, everyone agreed that a budget analysis should be done immediately inorder to see how much is left to redirect. Also, everyone agreed that a pilot should
be conducted on the new model that incorporates lessons learned 
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ADDITIONAL WORKSHOP RECOMMENDATIONS: 

Once agriculture and orchard production increase market surveys should be conducted 
inorder to assist the village groups in finding the best markets for their produce. 

Kala Dhaka field staff should receive financial incentives like Gadoon-Amazai to overcome 
"institutional absenteeism" and gain maximum benefit from development project efforts. 

Construction of roads in Kala Dhaka should be emphasized for area access and 
economic development. 

Private 	seciur development was not a project goal, but should be addressed as it is vital 
for sustainability. 

WORKSHOP RESULTS: 

At the conclusion of the workshop participants had reached consensus on the Team's 
Findings and Conclusions and had reached either consensus on the Team's 
Recommendations or had added recommendations of their own as listed above. They­
achieved buy in, but due to time constraints not ownership of the Evaluation Report and 
future steps. 

The process of the workshop was invaluable for the open discussions that took place
between AID and GOP. The benefits of this process will be seen in future work between
the two governments. The discussions of the content of the Evaluation Report
accomplished much to move the work forward, but the process of discussing this content 
will prove the greater benefit in the long run. 

FINDINGS: 

1. 	 Poppy production has been virtually eliminated in the project area 
2. 	 The project area has been brought into the mainstream of the national economy. 

a. 	 A system of roads, irrigation canals, wells, water supplies, schools,
health facilities, veterinary facilities, electrification has been put in place,
but adequate maintenance systems are not in place to insure sustainability 

b. 	 Agricultural productivity has increased significantly and new crops have 
been introduced including fruit trees, but agricultural incomes are still below 
pre project levels 

c. 	 Over 2,000 residents have been trained and placed in new jobs, but the 
numbers are below target and fall short of local needs 

d. 	 Private sector has been stimulated by the infrastructure and by the 
subcontracting out to local leaders which has created jobs, a few new 
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contractors, and a new industrial estate, but there is no provision in the
project for supporting private sector development and a need remains for
additional training to keep these contractors and employees in sustainable 
positions 

e. 	 Some local institutions have been strengthened, e..g. PCU, P&D/SDU, and
local line agencies, but traditional village level institutions which are the most 
viable and are being strengthened and /or used for development

f. 	 Project provides the major inputs for rural development, but they are not 
integrated 

g. 	 Project in Kala Dhaka has established a management team with 
socioeconomic expertise which has begun a planning process, but it is
hampered by a lack of flow of funds and lack engineering expertise

h. 	 A drug abuse prevention resource center has been established with a small
professional staff and facilities to produce materials, but it has very limited 
outreach and has been the victim of politics in the past
Substantial array of direct and indirect subsidies, e.g. wheat seed, fertilizer,
and cash for orchard, forest production and makework jobs, but ithas lead 
to a dependent welfare syndrome inconsistent with self reliance

j. 	 Enforcement has been a major factor ineliminating poppy and initiating the 
development process

k. 	 Villages were found which were ready to embark on self help projects­
including roads, forestry, and vocational education, but this potential was 
not being explored 

CONCLUSIONS: 

1. 	 A combination of enforcement is necessary for successful elimination of poppy
2. 	 The task ot opening up the project area has been accomplished, access to the 

area has been achieved
3. 	 The project purposes have largely achieved or will be achieved by the PACD 

a. 	 Continued subsidies and the approval of sub projects without village
involvement are not justified 

b. 	 The sustainablity of development activities is in jeopardy due to lack of 
linkages with line agencies and communities

4. 	 Even with the completion of all projects now in the pipeline the project area will
still lag behind the adjacent Swabi lowlands 

RECOMMENDATIONS: 

1. 	 Initiate an immediate dialogue between AID, GOP, and project staff to implement
recommendations 

2. 	 Continue and, ifpossible, accelerate the process of phase out 
a. Assist 25% of the PCU and AID TA staffs to find employment elsewhere 

during this year
b. 	 Phase out another 25% of the PCU and AID TA staffs during the next year 
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c. 	 Hand over the remainder of the responsibilities of the PCU and AID TA 
staffs to line agencies during years 2 & 3 

d. 	 Approve no new sub projects 
e. 	 Develop and implement maintenance and hand over programs with line 

agencies and communities 
f. 	 Strengthen agricultural and forestry activities with staff and farmer training 

and transportation 
g. 	 Combine training and job placement operations under a single professional, 

non political person responsible for developing strong votech programs for 
men and women, improving linkages with Industrial Estate, and outplacing 
PCU staff 

h. 	 Expand technical assistance to small contractors, entrepreneurs 
i. 	 Provide access to credit for private small businesses 
j. 	 Initiate integrated staff workshops and meetings in PCU 
k. 	 Develop integrated extension teams 
I. 	 Continue Kala Dhaka/Gadoon workshops and staff exchanges 
m. 	 Solve cash flow blockages between AID and KD 
n. 	 Institute no subsidies in Kala Dhaka 
o. 	 Plan for expansion of DAPRC activities, including training of trainers while 

carefully maintaining autonomy and flexibility 
p. 	 Improve job placement ratio of local residents with Industrial Estate 
q. 	 Phase out wheat subsidies, fertilizer subsidies, orchard and forest 

protection payments, and make wcrk jobs 
3. 	 Initiate a process of self reliant development built on community organization and 

provide the necessary support 
a. 	 Develop village organizations to mobilize and involve communities in self 

help activities 
b. 	 Provide the necessary staff, training, methodology, and resources to support 

the development of community development organizations 
c. 	 Approve projects designed and to be implemented by broadly based 

community groups offering substantial self help contributions 
d. 	 Implement community based social forestry programs to replant barrer 

hillsides and to start household and village orchards 
Reach consensus between AID and GOP on the most appropriate modele. 

for implementing community development approach
 
(1) 	 Continue with a modified and streamlined PCU 
(2) 	 Expand IRDP/Mardan model into Gadoon area 
(3) 	 Establish new NGO or expand mandate of SRSC into Gadoon 
(4) 	 Other models 
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ANNEX 2
 

SCOPE OF WORK
 

The proposed evaluation will be the second for this project. Implementation of project
amendment activities, i.e., Kala Dhaka and DAPRC is just getting under way; therefore,
the evaluation's focus will be on activities of the original three components of the project
(Gadoon I,UNFDAC and the Industrial Estate). The UNFDAC component will be excluded 
as its management is presently in tie process of arranging an evaluation independently.
The evaluation will, however, explore progress and impediments to project implementation
under the amendment (Gadoon II, Kala Dhaka and DAPRC) and provide
recommendations to improve and expedite project implementation. 

Specifically, the team will address the following critical issues: 

1. Has the project achieved its purpose of changing the Gadoon- Amazai area 
economy from one based primarily on poppy cultivation to a diversified agricultural
and non-agricultural system with strong ties to the national economy, which will
facilitate and complement the GOP's enforcement effort with respect to poppy
cultivation and narcotics production? (Vol. I,p. 11, Vol. II,pp. 1, 2) 

2. Have the project's four major outputs been achieved as identified below? 

a. Provision of a core infrastructure system (Vol. I, p. 11ff, Vol. II, p. 2ff) 

The Gadoon-Amazai core infrastructure systems of (i) roads; (ii) power,
and (iii) water will be in place ineach of these areas, providing the necessary
preconditions for the more rapid development of the area's economy and 
an increased level of government services. 

b. Impetus to a more rapid diversificE"ion of the area's agro-economy (Vol. I, 
p. 11ff, Vol. II, p. 9ff) 

Activities will be undertaken to promote the diversification of the 
Gadoon-Amazai economy away from poppy production and income to 
other agricultural activities. This program will build on the existing base of 
non-poppy agricultural activity and will strengthen it by expanding production
in areas that are not given much emphasis now (including horticulture, crop
production and livestock). 

c. More productive manpower base (Vol. I, pp. 20-22, Vol. II,pp. 18-22) 

The project will finance training and other programs to increase the 
productivity of the Gadoon-Amazai labor force, thereby increasing its ability
to find jobs outside Gadoon-Amazai. 
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d. 	 Strengthened planning and management capacity inNWFP government (Vol.
I,pp. 25-26, Vol. II,pp. 23-24) 

As a 	result of the project, the GONWFP will have increased capacity to design,
implement, and evaluate broad-based development and enforcement programs to
eliminate poppy production. At the provincial level the P&D will have increased capability
in planning and implementing area development projects while, at the local level, the
district and union councils in the project areas will have an upgraded capacity to select 
and implement small-scale development projects. 

Accomplishment of the four major project outputs can be measured by the following
indicators provided inthe original project paper: 

* 	 10,000 farmers assisted to increase agricultural production on their land 
(including crops, livestock, and tree products) 

* 	 5,500 residents trained in marketable skills both outside and within the area 

0 	 38 miles of engineered roads built 

0 	 150 miles of paths and feeder roads built 

* 	 375 acres of land irrigated 
* 	 30 villages provided electricity with the potential of serving 48,000 residents 

27 new potable water systems established and 28 existing systems repaired 

capability established within the area's seven union councils to develop and 
support three times as many small schemes as before project
implementation 

staff capability and program cc'itent inmajor line agencies improved, e.g.,
agriculture, education, local government, so that the level and quality of
services in Gadoon- Amazai equals that being provided at the time the PP 
was written in the lowlands (as measured by the services provided
elsewhere in Swabi Tehsil) 

The evaluation team will focus its investigation on the following questions in order of
priority for each section. The sections have been developed based on project outputs
as identified earlier. The evaluators must ensure that the report clearly distinguishes
between their findings (the empirical evidence), their conclusions (interpretations of the
evidence and judgment, based on the interpretation), and their recommendations 
(actionable and based on their judgement). Recommendations should be supported by
empirical evidence and judgement based on the interpretation of the evidence. 
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A. 	 PROVISION OF A CORE INFRASTRUCTURE SYSTEM
 
(Vol. I, pp. 11-13, 24-25; Vol. II,pp. 2-8, 24-27)
 

a) 	 Assess the PCU and line agency's (WAPDA and C&W) ability to design,
implement and monitor large and small infrastructure activities. This will
include their ability to operate and maintain activities, once completed. 

b) 	 The previous evaluation stated that because of frequent PCU staff turnovers 
and the fact that little technical assistance was provided by the TAcontractor, USAID engineers were required to provide technical assistance 
to the PCU engineers and in some cases perform the work to ,emselves. To
what extent have the line agencies and the PCU been able to provide the
required technical assistance for infrastructure projects? 

c) 	 Assess the adequacy and efficiency of USAID engineering technical 
assistance provided to the project. 

d) 	 Assess the PCU and line agency's contracting procedures used for large
and small infrastructure activities and provide recommendations to assure
that contracting adheres to AID regulations. 

e) 	 Assess the technical proposal capability of the C&W and determine if it has
improved since the previous evaluation. 

f) 	 Assess infrastructure activities completed on the Industrial toEstate 
determine the quality of work and assure it was completed to code. 

B. 	 DIVERSIFICATION OF THE AREA'S AGRO ECONOMY AND THE ADEQUACY
AND 	EFFECTIVENESS INTERVENTIONS UTILIZED BY THE PROJECT TO 
ACHIEVE CROP SUBSTITUTION. 

1 .	 Union Council Approach: 
(Vol. I, pp. 24-25; Vol. II,pp. 23, 24) 

a) 	 Assess the adequacy and effectiveness of this approach in selecting,
implementing and monitoring project activities, and 	 provide
recommendations to improve the intervention, taking into consideration the 
re-orientation of the project. 

b) 	 Did the councils adequately represent the project beneficiaries as originally
planned? If not, what can be done to change this? 

c) 	 How did the union councils function, and what was the role of the PCU,
the Coordinating Committee and the Project Review Board in project
implementation? 
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d) 	 Were the union councils responsive to the frequent changes in project
objectives following the 1986 poppy eradication incident? 

e) 	 Should project outputs be reformulated based on changes inthese project
objectives? 

f) 	 Has the union council or PCU brought planned activities within available 
budget resources? 

g) 	 Assess the integrated central planning intervention which utilized selection 
criteria for project identification and emphasized beneficiary participation.
Provide recommendations to improve this approach, ifappropriate. 

2. 	 SUBSIDY INTERVENTIONS AS A MEANS OF PROMOTING CROP 
SUBSTITUTION AND POPPY ERADICATION 
(Vol. I, p. 19; Vol. II,p. 17) 

a) 	 Assess the three year phase-out approach to subsidies and provide
recommendations to prepare farmers for subsidy withdrawal. 

b) 	 What interventions should be utilized to encourage government agreement
to the phased-out approach? 

3. 	 PROPOSED INTEGRATED RURAL DEVELOPMENT APPROACH 
(Vol. I,pp. 27-29; Vol. II,pp. 30, 31) 

a) 	 Can the Gadoon approach of eliminating poppy production be readily
replicated inan area (Kala Dhaka) which is outside the control of the central 
government? 

b) Are Gadoon and the new project area of Kala Dhaka conducive to the 
proposed integrated approach? 

c) 	 Provide recommendations for implementation of an integrated approach to 
project implementation. 

d) 	 What are the constraints to such an approach and how can they be 
eliminated? 

4. 	 INFRASTRUCTURE INTERVENTIONS 
(Vol. I,pp. 11-13, 25ff, 32ff; Vol. IIpp. 2-8, 24-27) 

a) 	 Incase of small schemes, are completed sub- projects operational? What 
mechanisms can be used to ensure beneficiary maintenance? Incase of
large schemes, have the completed schemes been handed over to their
parent 	line department? Are the operational mechanisms in place? 
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b) 	 What additional irrigated acreage will be created by the completed irrigation
channels and hand dug wells? What mechanisms can be used to ensure 
equitable use of the additional water and beneficiary maintenance of the 
facility? 

5. 	 AGRICULTURE INTERVENTIONS 
(Vol. I,pp. 14-20; Vol. II,pp. 9-17) 

a) 	 To what extent had the model farm approach been implemented through
the project and, ifutilized, how adequate and effective was it? 

b) 	 Assess the extent to which Gadoon II has emphasized pasture/forage
development and animal husbandry activities, and determine the adequacy
and effectiveness of training provided to field staff in these technical areas. 

c) 	 What has been accomplished to date to strengthen agriculture extension 
activities under Gadoon I1? 

d) 	 What has been accomplished in the assessment and promotion of new
markets for new crops being produced through the project? 

C. 	 MORE PRODUCTIVE MANPOWER BASE 
(Vol. I,pp. 20-24; Vol. II,pp. 18-22) 

1. 	 Training and Off-Farm Employment Interventions 

a) 	 Assess the Overseas Pakistanis Foundation's (OPF) performance in 
providing training and job placement. 

b) 	 Assess the continuing role of OPF in determining training requirements and 
the area's capability for employment absorption. 

c) 	 Evaluate the training plan. 

d) 	 To what extent have non-formal women's centers been effective at training 
women for income generating activities. 

e) 	 What is the impact of the skills training program on the employment situation 
of area residents and what additional opportunities for off-farm employment 
can be promoted by Gadoon II? 

f) 	 Assess the effectiveness of the PCU's training office which was established 
to: monitor OPF's activities, assure that off-farm employment targets Gre 
met, follow development of Industrial Estate and its training needs and
complete a survey on available vocational training courses inthe Province. 
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g) 	 Assess the progress being made in Gadoon IIregarding iraining and off-farm 
employment, agriculture training and women's centers. 

D. 	 STRENGTHENED PLANNING AND MANAGEMENT CAPABILITY IN
GOVERNMENT OF NWFP 
(Vol. I,pp. 11-13, 25-26; Vol. II,pp. 2-8, 23-27) 

a) 	 Determine the extent to which line agencies can operate and maintain large
and small infrastructure activities following their completion. 

b) Determine whether itappears feasible to complete approved sub-project
activities prior to the project PACD. 

c) 	 Assess the existing PCU's data collection, monitoring and analysis system
and determine if it is providing the PCU, SDU and USAID requiredinformation to assist in the project management, decision making and
monitoring requirements. 

d) 	 Assess the validity of the data base and determine ifdata being provided
is relevant. 

E. 	 PRIVATE SECTOR INVOLVEMENT 
(Vol. I, p.27; Vol. II,pp 28, 29) 

a) 	 Assess the possibilities for expanded private sector involvement in
agriculture, other off-farm industries and other possibilities. 

b) 	 Identify constraints to further private sector development, i.e., manpower,
technology, credit, government policy, etc. 

c) Suggest a possible program framework for private sector development
activities within a three year time-frame. 

F. 	 KALA DHAKA ACTIVITIES 
(Vol. I,pp. 29-31; Vol. II,pp. 32-33) 

a) 	 Assess implementation progress to date of project activities including
establishment of the PCU, design of roads, construction of the major WestBank access road; design of irrigation systems, village water supply,mapping exercises, the World Food Program/Forestry Department initiative,
and other pilot activities which have been originated. 

b) 	 Assess whether the size, organizational structure and location of the PCU 
are appropriate and adequate for it to effectively and efficiently perform its
function. 
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c) 	 Assess the project's no-subsidy (reduced subsidy) approach to curtailing
the spread of poppy production, and provide recommendations as to
whether this approach will be effective in eliminating poppy production in 
Kala Dhaka. 

d) 	 Assess the effectiveness of the workshop methodology concept being
developed for Kala Dhaka to bring the stakeholders, including the GOP,
GONWFP, USAID and TA team onto one platform to regularly review their 
roles and exchange information. 

e) 	 Review the nature and extent of new data obtained on the area and assess
whether itprovides a basis for improved analysis on the project area. 

G. 	 DAPRC 
(Vol. I,p. 31; Vol. I p.34) 

The Drug Abuse Prevention Resource Center (DAPRC) whose purpose is to provide an
information base and awareness to drug problems in Pakistan, was provided $165,000start-up funds through the Regional Narcotics Education Project. Utilizing the start-up
funds, the center is supposed to develop work plans and identify specific targets. ThePC-1 has not been approved and because of frequent changes in personnel, there has­
been little continuity and progress has been slow. 

a) 	 Assess the effectiveness of the Pakistan Narcotics Control Board (PNCB)
in administering DAPRC. 

b) 	 Identify the problems associated with the slow implementation of the activity
including the approval of the PC-1 by the GOP. What can be done to 
expedite implementation? 

49
 



ANNEX 3
 
PROJECT DESIGN SUMMARY
 

LOGICAL FRAMEWORK 1983-1988
 
Ttl of Proct 

From FY 1983 to FY 1988 
Total U.S. Funding S20 million 
Date Prepared: June 30, 1983

Project Title and Number Gadoon-ATmZal Area Develooment Project (391-0485) 
NARRATIVE SUMMARY OBJECTIVELY ,7RIFIABLE MEANS OF VERIFICATION IMPORTANT ASSUMPTIONS

INDICATORS
 
Program or Sector Goal: I r broader oecisMeasures 
 of Goal Ahleentri 

Assumptions for achlesng §0o9 targetsto which thi project contributes:
 
Eradication of opium poppy production within a 
 Poppy acerage InPakdstan reduced by one half Embassy and GOP estimates 1. Areas outside of project area do not Increaseprocess of rapid socioeconomic dAopment In by end projectwithoutser micthe ro te areas 0 Paldan. 	 opium production substantially as productionhardship In area now dependent on porpy adloded in project are.Incomne. 2. GOP able to provide sfficienaimlance to 

achIev economic transition Inother m.
3. Economic allemateee pru-id4 md~sdoryIncome base exis and can be lid In bot 
projec and non-project wals. 

Proect P Conditions t will -indicatepurpose has been Assumphl ftw ache purpoe:To chane the economy 01the Gedoon-Amazal Embassy and GOP estImaoescfrom one based primarily on poppy Elimination of poppy production In the project 	 1. e en i emdhaw p .l to beReeuftculthatlon so a diversified agricultturl and non- aee and existence of an area economy thal 
of project e aluatilon 	 appa cble to pojec a- in pactce

agricultural system with ong t to the 	 2. Opium Price amdt" bela F.Provides residewt a standard 01Ing 	 1010 durig
national economy, which wilt facilltate and comperable to preset levels. - r perid.'n 

. Erdom progran hnplementd asUl complement the GOP* enforcement e~or withS 	 reepect to poppy cultvaton and narcotics
 
production
 

Outpus: Magnitude of Outputs: 
Assmptions for echiei oip

1. Provision of a core Infrastructure sysrem La.13 miles 01efgIneered road(roads. pow, and domestic wer). b.10 mle, 0f paths and fer roads 
Project and A/O records 	 1. LI progra.Prodj ealustions2. Impetus to more rapid dorfcation of the c. 30 villages reacted by powr linee 	

2. PCI O ' onSm. iin pr* from 
area agro-economy, ncluding crops, d. 27 now potable velr ysems, 28 sysems 	 derent sources.
horculture, tree production, and itc. repaired. 3. MaOri not ierupeed by failure Io ado 

trained In 2a. 10,000 farmers assisted to Increase or by c trd.3. More productive manpowr. non1eration of larea ­
construction trades and able to find 4. =Ia omplegedhi timely manner.altemaive productionemployment outside the area. b. 375 acrea Irrigated 	 permit accesto other areas.
4. Strengithened planning and mnagemyent 	 .Sdftclient tchlcaly anppropriae3a.3500 residents trained In martketable sdlis 	 som found
capeciy In NWFP Govemment. 	 for atcIural program and Irigationb. 10 new schoots built nd 35 repaired expansonor4a.7 union councils able to triple number 01 

schemnes managed per yea 
6. Area residents cooperate wt program and 
agree to participate In activities.b. Staff and program content In aea equJvent 

to that In klwand NWFP. 
knput Implementation Target (Type and Qiaramty Assumptions for p-"idn Inputs.Technical assistance and other p Personnel: $1.00 millionserAvce 	 I-Commoditik: 0.4 millon 	 Necessary contracts completed I timelyProject and AID recordsCommnoditiles 	 Manner.Constructon.- 0.40 millionOperatons (Includlng training) 	 Prjc valuatdonsOperatons: 5 2.97 million 	 2. Facilities wailable for project ue seConstructlon planned.
GOP M. facAftle and on-going progrm GOP Inputs: $ 5.16 milion (eqip4 3. Commodities and training services 

evllable tough othr AX projects as Planned. 

Infil Col: $ 6.04 million 

TOTAL 	 S2L6 million 4. Personnel conrctor able to find qualified 
Pakistani personnel a needed.
 
5- Seeds, plating matelK and Improved

livestock &ullable where needed. 



AmendmentProject Title: Norlhwest Frontier Area Development Project 
Life of Pro1ect:le3-1993 

NARRATIVE SUMMARY 

"oiesecor Goat The'-r-- - o' 

to which%
Bibprjec.....uls1. Eradication of oplum poppy ducon 

wthin a process of raupdsocioeconomic

d,,vkowr In te &moepets of Paklmn 

2. Elimination of drg abuse In Paldean 
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Project Purpose: 

I AL To change the economiy of Gadoon-Amazal from one based pri ma ly on poppy to a 
divensified agricultural end no-grcuturaJ 
system with along tis to the national economy.
1.b. To hat poppy Production In Ka Dhaka bybd. _aOft ollamtthm akwarear of 

2. To suppc local, prornciai and nallonal 
efts to achieve a drug free society fthough 
reduction at drug demnandl mid drug production6-1 


LOGICAL FRAMEWORK
 
OBJECTrVELY VERIFIABLE 
 MEANS OF VERIFICATION 
INDICATORS 

Me o Gol . n 

1. Poppy cutivation elminaled in &Nsettled 1. Embassy nd GOP estimaiewmm by 1093 wltot sedous economic
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Incomeb.Geoone 
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traditional crops from the am. 

Drug Abuse Prevention Reeource Cenerfuy R-sofGOPeulualionand GOPreord. 
functional and rece"V~ 100% of Its support 
from GOP. 
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Date: 1998 
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ANNEX 4
 
EVALUATION METHODOLOGY
 

The purpose of this study is to measure the effectiveness of the NWFADP in terms of meeting its

goals and objectives, to evaluate the interventions of Phase I and the first half of Phase IIof the

Gadoon-Amazai component and provide recommendations for the remainder of Phase II,and to

evaluate the start-up of the Kala Dhaka component and provide recommendations for its
 
continuation. 

To review activities on agriculture, infrastructure, and institutional development field visits were made
by the evaluation team members, operating in three small groups together with PCU and USAIDproject staff, to all seven Union Councils, 22 villages, and approximately 90 sub-projects. All main
metalled and shingled roads were covered and two parts of Baitgall UC were crossed by foot. Two
boat trips on Tarbela Lake/Indus River provided exposure to portions of Kala Dhaka, including visits 
to two villages and visual inspection of five others. 

Meetings were held with PCU/USAID staff, approximately 100 village leaders and farmers, officials ofP&D, SDU, Local Government, Agriculture, Forestry, Irrigation, C&W, and Public Health Engineering
Departments, Peshawar District Administration, Agriculture University, WAPDA, and Industrial
Estate, and Kala Dhaka PCU/TA staff. Project reports, correspondence, and other relevant
 
documents were reviewed.
 

At the suggestion of USAID and GOP, the scope of work was expanded to review other
development projects in the NWFP which might serve as possible models for the project's
reorientation. For this purpose field visits were made to Kalam Integrated Development Project,Malakand Social Forestry Project, PATA Groundwater Irrigation Project, Malakand Fruit & Vegetable
Development Project, and the Pak-German Integrated Rural Development Programme Mardan.
Discussions were also held with knowledgeable parties associated with the Aga Khan Rural Support
Program and the Sarhad Rural Sector Support Corporation. 

At the conclusion of the evaluation process a facilitated workshop was conducted with all significant
officials of both the GOP and USAID. The participants verified the Team's findings, clarified
conclusions, reviewed recommendations, defined realistic implications, and identified future steps. 

The Evaluation Schedule: 

July 12, 199OTeam Leader arrives for 5 days of orientation, document review, and site visits
July 17 Economist, Agronomist, and Engineer arrive
Week 1 Orientation, Documentary Research, Planning; GOP Team Member Joins Mission 
Week 2 Field Visits, Interviews 
Week 3 Sub-Project Inspections, Village Meetings
Week 4 Visits to Other Development Projects; Further Research; GOP Interviews
Week 5 Report Writing - First Draft - Workshop Facilitator Arrives 
Week 6 Workshop - Second Draft Report to GOP 
Week 7 Agronomist, Engineer, GOP Team Member Depart

-Team Leader, Economist, Workshop Facilitator Prepare Final Draft Report to 
AID/Pakistan - Depart

Weeks 8-10 Washington, DC: Team Leader, Workshop Facilitator, and LBII Staff Finalize Report 
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TABLE A-1 

DISTRIBUTION OF LAND AND POPULATION IN GADOON AMAZAI 

Sub Area 	 Total Cultivated Population Cultivated
Land Land Aces Land per
Acres Person in 

Acres 

Gadoon 68,000 16,000 65,000 0.25 

H. Amazai 	 44,000 8,000 	 28,000 0.28 

S. Amazai 26,000 6,000 	 23,000 0.26 

TOTAL 	 138,000 30,000 116,000 0.26 

LAND OWNERSHIP PATTERN IN GADOON 

Size of Number Percent 	 PercentTotal 	 Total Percent Average Averageolding of Total I.2nd Total Cultivated Cultivated Total CultivatedAcres) Owners Owners (Acres) Land Land Land Land per per 
(Acres) Holding Holding 

(Acres) (Acres) 
p to 16676 89.6 28365 49.8 8997 56.4 1.70 0.54 

5 

25 1719 9.2 20241 35.5 5235 32.8 11.78 3.05 
5 + 205 1.2 8360 14.7 1735 10.8 40.78 8.45 
otal 18600 100 56966* 15967100 	 100 3.06 0.86 

* Does not Include 11,00 acres of Land held communally by certain villages.
 

Source: Land Revenue Records.
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TABLE A-2 

NWFADP/OPIUM CROPPED AREA 
1983-1990 - UNION COUNCL WSE 
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SOURCE: PCU/USAID; GOP Revenue Department, Swabi, Abbotabad, and Swat. 
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TABLE A-3 

CROP DEMONSTRATION/TRIALS 
1983 THROUGH 1989 

Union Council Demonstration/ Acres 	 Beneficiaries 
Trials-Nos 

Gandaf 	 201 1075 1061 
Kabgani 352 2575 1854 
Ganichatra 82 653 571
Gabasni 92 555 508 
Baitgalli 113 685 750
Nara 106 428 523
Nagrai 	 436 3098 2184 

Total 1382 	 9069 7451 

Note: 	 Demonstration/Crop trials included high yielding varieties (HYV) of wheat,
maize (corn), sunflower, soybean, barley, gram, sesame, peanut, rape
seed, mungbeans and off-season vegetables like potato, tomato, onion,
garlic and peas. The resulting effect of these trials/demonstrations is that 
a new cropping pattern has been developed in the farming system of the 
area and crop yields increased by 70-100 percent. Still a considerable 
mileage has to be covered in order to make these opium crop
replacement interventions sustainable and more economical for the 
farmers. 

Source: PCU/USAID 
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TABLE A-4
 

CROP DEMONSTRATION PROGRAMS
 
1983 THROUGH 1989
 

EZZZSz UUIZtZUZUUUUUUUUmUUSBBSmBIUUZ ZmZUUU 5 22SZZZ=ZZSZZ=========== li22== =2 ZZZZ 2===-======== 

YEAR I 1963 I 1984 1 1985 1 1986 11987 1 1988 1 1989 ITOTAL 

CROPS I F I A I F A I F I A I F A I F I A I F I A F I A I F A 
I - " " =l i. .==. I..... I. I. I -I ..... 

JWEAT 11012 1 538 112891 796 18591 889 1I-I-I " 13160 2223 
1.....---- I - - I- I----- I-I------ I----- I.I-------I ------ I----- ----- I ------I------- I----
IMAIZE I - I - 373 I 1671 4011 2321 4191 416 1 275 1 19001 P61 118771 657 1 1022 12986 15614 

I I-I I I----I---. ----I1------- I------ --- - ............------ I--- I ---- ------ -I----I ----

SUNFLOWER J -I- 551 211 71 31-I-I-I- -I-I-I-1 621 24
 

.------------I I - I I -I--I- ---- --------I ----I -----
I .... I-I I I ----I
- .......----- I ----I 
POTATO I - I - 411 7 1 1621 271 107 161- I - I - I - I - I - 1 3101 50 

.--------I----I----I----I------ -----------I I------ I - II I I----I----I I-------- -I I ------ -------- -- ----I I 

IPEANUT - -1 1011 22 1121 5 111 1 -I-I-I-I-I- 1141 28
 

--- ----I I ---
.-------- I- I------ I ------I--- I -I--I- - I------ I----I----I----I----I----I----

SESSMJM I-I- 3 10.51-I- -I-I-I-I-I-I-I-I 3 10.5
 
.-------- I- II I ----II - II I ----I I
- I---........I.----- I -I-----I- ----I ------ -----
----I --- ----I -----

IRAPESEED I- -1241 81 601 811 9 111 114 170 147 194 1-I- 11541 264
 
-- --.. -- ....-- . -- -- ....-- ------ ------ ------ ------ ------. ......
...-. - ..-- .I.-- I......--. ...-I - I-------. .....---- I...... I I I I I .....--

PEAS I- I-I- 1291 8 1151 61 6 130 140 1801-I - 1 901 124

1.-.--------.I.-.----.I------.I.------I------ I I------- ------ ---- ...------ I...... I----- I----- I------........
....... I - -- .....--
I .... 

TOMATO - - 11231 301 601 25 261 521 401 801 88 1176 1337 1363
 
1.-.- -----.I.---.-- I----- I------- I------....... I----- I------....... I......
 - I.. --........ I------- I----- I------ ......-- ......--

GRAM -I- - I -1 9 1 5 51 4 110 1501 - I-I-I-1 241 59
 
.....--.- .--I.- .I--I-------. ......-I------- I ------ ------. ...... I ....-­--- I.- -. .--.... ------ I I ......--I------ ------ I--..-I- ...... 
B8ARLEY I I - 1 12 1 3 1 7 1 9 1 - I - I . I - 1 19 1 12 

-- -- -I - - -----I -----I ------.. . . I.......... -- - - --- I---I.I....- II-...-II- -.. .... I ------.. ..----I.
- ..--.. ----- ". .. ------

IMUNGBEANS I - I - 12 1 8.5 1 - I - 1 106 1 214 1 - I - I - I - 1 118 1222.5
 

1.-.------- I----.. I --- ..I I ------ ------ ------ ------ --- ------ ------ -- ...--­----..- ... ------ I I ... I ... --
------- .........I I I -- ....--I I 

JONION I - I - I - I -aS2 4 1 0O 50 1 - I - 1111 22 1 - I 1 56 1 76
 
1.-.------- I-- -- I --- I I.... I .....------ ------. ...... I I I
------- ---..---...... I -----­--.. --..- ------ .......-- I I ......-------- ------
SOYABEAN I - I - I - I - I 18 1 9 1 I -I I 1 18 1 9
I------ - ------ ------ ----- ----- ....------ I --- ----I ------ --- I
I II - II I I-I - ----I- I------ I - ---I I - I ----
ITOTAL I1012 1 538 1 009 11051.M1666 11299.5 513 1437 II 1A 583 2316 999 2153 1 745 11198 7451 2 9069 

F E FRMES OURE:USID, PERSNA,AR , 

A ziACRES AG DEPARTMENT
 

DATE: APRIL 30, 1990
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TABLE A-5 

CROP DEMONSTRATION PROGRAMS 
1983 THROUGH 1989 

IYEAR 1 1983 1 1984 1 1985 1 1986I __ I_ _ _ 1 1987 1 1988 1 1989 ITOTAL I_ I_ _ _ I_ _ I _ _ I _ _ _ _ _ _ I _ _ _ _ I _ _ _ _ _ _ I 
ICROPS F I A I F I A I F I A I F I I F......I.... I I..=----------------..... A I F I A I F A I F A II. ... I. .. ....A I-.. ~= -==== j.... I=... = ....= = =.... I.... I
 
IWHEAT 11012 1538 112891 7961 859 1 9 1 I - I - I- l I
.------- I --..----..-I ----.. ------ ------ ------ ------ ------ I ------ I------ I------ I------ I1.- -- ---..---. . . . I------. .......- I I I I I ------ I 13160 12223 1
 

IMAIZE I - I 1 3731 167 1 401 2321 419 1 416 1 275 11900 1 861 1 1877 65711022 2986 1s614 11------ I------...... I -.- I----I- ----I II------ ......-----.- ----II ------ ..- I------..... .I - I ------... I 
SUNFLOWER I -1551 
 211 71 1 - "1-Il"-"--

1------- I---- I I ---- ----I-.-


3 
162 241

I---- ----- I I I---- I .- - I----- ----I 

IPOTATO I - I - 41 1 7 1 1621 
 271 1071 16 1 - I - I - I - I - I - 1 3101 501--- I.- -I..- - -I- --..-
--.-I - II- - ----- .. . I----- ------.. I------
IPEANUT I - 1101 1 22 112 1 5 111 

..--. .. .- - - -- ....- .. I. ... .. .. --. . .. . ..I .. ----- I .. .. I------ I------. 
1 -I-I- -I I - 114
1.-.-------.--. ---- --- I- - 28I- -.. .- I-- - -----I---------------.. I -- ---I - - I--- I- ---------. - I - I- . ... .. . . .... . . ..... - I - -----... - -- -- I 

ISESSMUMI- -1 31 0.51- I- I-I-I-I- I-I-I- I - 3 10.51I.--.--.I------ I------- I------ I------- I------ ......--I-- II - - .. .. I------ I-----­1.-.-------. ...---- I------. ...... --.....- ------.. 
IRAPESEED - -1 24 1 81 601 81 1 9 1 11 1 14 1 70 1 471 941- I- 1154 1 2641.-.------- I-----...---..... I------ I------- I------ I------ I------ .....II... I------- I------ I------ I------ I------ ...... ...... ---
IPEAS I- I -I- I 1291 8 1 15 6 1 301.------- I-- -- . . . . 40 1 80 1-I- 90 124 11.- --.. --..-I---..----..--- I------. .......- I------ I------

61
I------ I----.....-
 I ---I-...... I-----I----- ------..I.. .. 

ITOMATO I - -11231 601 I 261 1401I 30 251- 1 52 80 1 88 1176 1337 13631..--. ..---.-I.- ---.- I-- ...-----.. -------...I------ I--------.. - I--I - I .. .. .. .. I------ I------ I------ I------ I------ I------ I------ I 
IGRAM I- I - -I 9 5 51 4 I 101 50 I- I I--- --- --..-
1 -- I.-- -.....-- I ----- -------...I------ 24I s9--- I...... I ....I .. . ... I------ I------. ...... ......--I------ I------ I------ I------ I
 
BARLEY I ­ -I I 112 1 31 7 91- -I-I-I- I - 191 121.-----
1.- --.I.-.-.-.I.----- I.----- I------.......... ......- I-- -- I..... I-----I...............-- -----I------ I------ I------. 
IMUNGBEANSI- I-I- I- 112 8.51-I 106 12141- I-I-I- 1118 1222.51 ..--. .---...- I......---. . - - --....--.. --.......- I....... I------ ---.. . .. ­-- I---- - -- I -I..... . .. . .. . - - I------ I------. 
IONION I-I - I 1 25 1 4 I 20 50 I - 22 1 ­11 56I
1.- --..--.---...... I----.-.------- I-- ..... I....... - ....... I I -----I ----- I----- I
I I...... I I------...------... 76 ----------. . .I I 
SOYABEAN I I- I- 1181 9 1- I - I- -I I I-I- 181 91.------- I------ --1.- -- ------... I------ I------ -----..... . . -- .....I------- ------.I------- I------ I------ I ---- --I.... I------ I------. 
ITOTAL 1 1012 I 538 1 2009 11051.5 I 1666 11299.5 1 583 I 513 I 437 1 2316 I 999 I 2153 I 745 1 1198 I 7451 1 9069 1" 
 ==-:===:==- = :==== == ====__= =-= --­=-

F = FARMERS 
 SOURCE: USAID, PERSHAWAR
 
A = ACRES 
 AG DEPARTMENT
 

DATE: APRIL 30, 1990
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TABLE A-6 

FORESTRY PROGRAM 
AS OF OCTOBER 1989 

1987/88 
Union 

Council Plots Acres 

Bait Gali 33 356.70 

Ganichatra 31 287.80 

Gandaf 100 891.40 

Gabasni 63 658.50 

Kabgani 50 590.60 

Nara 29 226.00 

Nagrai 54 643.00 

Total 360 3654.00 

Source: PCU/USAID 
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TABLE A-7
 

FRUIT ORCHARDS & FORESTRY PROGRAMS
 
AS OF OCTOBER 1989
 

UNION IFRUIT ORCHARDS YEAR WISE 
 j IFOREST PLOTS
 
COUNCIL I I I I I 

I 
I1987 11988 1 1989 ITOTAL 11987-88 
I------------ I------------- I------------ I------------- I------------ I 
IORC H - IACRES IORCH- IACRES JORCH- JACRES IORCH- JACRES IPLOTS JACRES 
lARDS I lARDS I JARDS I IARDS I I I 

BAIT GALl 55 53.62 94 92.38 52 39.00 201 185.00 33 356.70 
GANICHATRA 33 29.00 90 88.12 67 50.25 190 167.37 31 287.80 
GANDAF 33 32.37 51 50.12 15 9.75 99 92.24 100 891.40 
GABAASNI 58 55.00 121 117.70 51 0.48 230 173.18 63 658.50 
KABGANI 13 12.75 63 63.25 62 40.50 138 116.50 50 590.60 
NARA 0 0.00 126 125.00 57 42.75 183 167.75 29 226.00 
NAGRAI 54 347.75 81 62.00 49 73.50 184 483.25 54 643.00 

TOTAL: 246 530.49 626 598.57 353 256.2 1225 1385.2 360 3654 
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TABLE A-8 

A PROFILE OF ON-GOING PROJECTS 
COORDINATED BY SPECIAL DEVELOPMENT UNIT

PLANNING & DEVELOPMENT DEPARTMENT, NWFP 

NAME OF PROJECT AREA IN 
SQ. KM. 

POPULATION PERIOD DONOR 
AGENCY 

COST 
GOP F/A TOTAL 

(Rs IN MILLION) 

EXPENDITURE 
GOP 

(MARCH 90) 
F/A TOTAL 

STATUS 

1. Gadoon 
Amazai Area 

DevelopmentProject 

515 116,000 1964-93 

ProjectGovernment 

USAID/GOP 
40.90m 

42.01 707.2 749.21 17.50 379.62 379.12- Computed 
value of exi s t i ng 
existing 

2. Dir District 
Dev:Project. 

5282 767,500 1965-91 UNFDAC 

$20.O6. 
27.4 283.0 310.4 6.224 141.35 147.574 

services. 
Phases I and II 
combined. 

On-going 

**Donor 

3. Malakand 
Agri &Area 
Dev.Project 

1961-90 NAU?USG 

$2.35m 
36.43 36.43 20.36 20.36 

Countries are 
USA UK, 
Canada, Iely,
Netherlands, 
etc. 
TA 

expenditure 
not Included. 
On-golng 

i. Agriculture 
Outr-reach 
program 
(Malkand, 
Bajaur, 
Mohmand, 
& Kala 
Dhaka) 

II.Malakand 
Agency 
Dev. 

952 300,000 1962-90 NAU/USG 
$6.35m 

104.20 104.20 S4.427 84.427 On.going 

Project 
Ill. Adenzal, 

Dev. 
Project, Dir 
Dist. 

1984-90 NAU/USG 
$1.00m 

18.27 18.27 12.156 12.156 On-godng 
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TABLE AS, Page 2 

NAME OF PROJECT AREA IN 
SO. KM. 

POPULATION PERIOD DONOR 
AGENCY 

COST 
GOP F/A TOTAL

(Ra IN MILLION) 

EXPENDITURE (MARCH 90) 
GOP F/A TOTAL 

STATUS 

4. Bajaur 
Agency 

Project: 

1500 380.000 1989-93 NAU 
$12.5m 

26.14 230 256.14 9.729 9.729 NAU has 
advanced Ro. 
22 million out 

of approved 
cost of Re. 
48.50 million 
alloment for 89 

5. Mohmand 
Agency 
Projec 

2296 195,800 1989-93 NAU 
$12.5m 

30 230 264.80 7.890 7.890 
IsRe. 
NAU has 
released FB. 
million out 
approved Ro. 

6. Kala Dhaka 
Area Dev. 

Project 

7. Buner kea 
Dev. Project 

1000 

1740 

83,927 

256,000 

1989-93 

1988-91 

USAID 
$26.5n 

EEC 
$12.7m 

92.95 

677.26 

206.3 

677.26 

299.23 2.330 

Not Yet Storied 

1.506 3.836 

48.5 million for 
Approved by 
ECNFon 
21/12/89 

On-going 

8. Chiral Area 
Dev. Project 

14850 243,000 1968-95 IFAD/ADB 
$39.1m 

101.2 600.1 701.3 17.16 8.25 25.41 Ongong 
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ANNEX 6 

VILLAGE FOCUS GROUP INTERVIEWS 

Village Leaders Focus Group Interview 

Village/Location: Malakabad. Kaboani U- Date: 7/25/90
No./Composition of Group: 2 Elders, brothers 

The discussion took place under a large tree next to a well that they had dug in 1958and within sight of their 2 tractors and 12 kanal orchard from which they used to produce40 kg of liquid (10 kg dry) opium worth between 500 and 2000 Rs. worth a maximum ofRs. 20000. They have a total of 120 kanals of land, which they planted with rainfed wheatin '89, yielding 160 mds. of grain--@ Rs. 100-120/md.--worth Rs. 16-20,000, plus strawworth Rs. 4500. In addition their orchard produces fruit for home/family uso that could 
be worth another Rs.6-7000. 

Among the first cooperating farmers in the Gadoon area, and first in Malakabad, theyundertook orchard development, receiving trees, technical advice, and a "watch & ward"allowances of Rs. 1500/mo. or Rs. 18,000 a year (bringing their total income to about Rs. 
50-70,000/ yr. 

In their view the best projects have been the dug wells and orchards, the latter, of course,
because of the stipends... plus the fruit, the former because of their irrigation value,especially for tobacco. Years ago they had expected an irrigation channel from TarbelaDam, but it never materialized, so they welcomed dug wells in the village, owned byindividuals but shared with others on a costs shared on the basis of proportion of land
irrigated. Vegetables have done particularly well. 

The least beneficial project has been electricity because small holders can't afford tohook up and face Rs. 900-1000/mo. Schools haven't been particularly successful either.
They do nothing for local incomes, although it does mean that kids don't have to be sentoutside. The High School isn't opened yet, and the Middle School is poorly staffed and
supervised. Teacher training is poor. 

Regarding the village women, they appreciate the NFE program, especially that the younggirls are learning needlework and itreduces the quarrels among the women. They'd like 
a Lady Health Visitor to provide injections and need a lady doctor, too. There arecompounders in the village, but they are limited in what they can do.. .plus they cost money. To get good health care--for hemorrhaging, TB, Cancer, shaking, they have totake their women to Mardan or Peshawar, usually to private doctors, because they can't
get good medicine at the Gvt. Hosps. This costs Rs. 200 a visit. Trained midwives get
Rs. 300 per birth and the private dispenser/compounder charges Rs. 50 a visit. 
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Village Leaders Focus Group Interview 

Village/Location: Ganichatra Date: 	 7/25/90
No./Composition of Group: 3 Elders/Mbrs of Jirga, incl.
 

brother of Union Council Chmn.
 

Sitting in the partially completed residential quarters for the new Integrated Rural HealthCtr. (Upgraded from Basic Health Unit), we talked about the activities and priorities ofthe village. They explained that the fundamental institution in the village is the Jirga, a
council of elders appointed by the villagers. 

Traditionally the Jurga handles local disputes but in recent years they have made anumber of collective representations on development issues, including one 3 mos. ago
to the PD and DC for what they consider the area's top priority: 

A polytechnic college, for which they are prepared to donate 16 kanals of 
land plus 20 man-months local labor organized by the Jirga 

They 	have selected a central site in the district, above the road near Ganichatra, in response to what they consider to be a Gvt. promise that such a college will be approved.
Why such interest in a Polytechnic? Because they se the major problem in the area to be
lack of employment opportunities outside agriculture. Young people need technical skills
to go out to Gadoon Indust'l Estate, Peshawar, Lahore, Karachi, and the Gulf States to 
earn money. 

Self-help seems reasonably well-established in the Village as evidenced by their purchase
of the first primary school building, construction of a fine local mosque which they showed
off to us with pride, and their offer to contribute land and labor for a Polytechnic.
Follow-up convGi'sations with a gathering of local farmers and with the Amam of the
Mosque confirmed strong support for a self-help Polytechnic project, the Amam even 
offering to persuade those helping finish the mosque to turn their attention to the 
education needs in the community. 

Other priorities mentioned by the leadership focused on education and forestry: 

* 	 New primary school building--existing building bought for Rs. 1500 by the 
village from locally raised funds--is inadequate

* 	 Upgrade Middle School to High School
* 	 Forest and grazing management to provide better fodder for their cattle 

and both fuel and construction wood for the village
* 	 %NFE center like the one in Utla for the women 

The road has radically changed access and enterprise in Ganichatra. Leaders proudly
showed off the business cards of the many visitor who have come to the village over the 
years, including Richard Smith (IRDP Markaz, Topi), Jimmie Stone (Dep. 	 Dir. AIDIslamabad), Douglas Olin (Committee on Budget, US Senate), Robert Butler (USIS TV).Along the road about half a dozen new businesses have opened their doors, serving 
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passing travelers. Significant amounts of locally purchased fertilizer were observed to
be changing hands at one of these shops, suggesting that some local farmers have
begun adopting improved agricultural practices on their own without subsidies. 

A follow-up discussion turned to the income producing issues of agriculture and forestry.
Leaders indicated that they are negotiating locally to see ifthe gvt. will provide fencing
wire to be installed by local farmers under a proposed 10 yr. agreement that would
commit 200 kanals (25 acres) of village land for permanent protection ifGvt. provides
trees and fencing wire. When asked, they responded favorably to the idea of raising the
size of the protected area to 100 acres. They want fast growing species of trees but need
to have access to fodder for their cattle and goats. Agro-forestry, they felt, will be more 
difficult, due to shortage of water and their 1-crop system under which they bring theircattle into the crop lands to graze during the fallow season, thus threatening young trees.
Individual farmers expressed interest on a personal basis, but their was no village 
consensus.
 

They have further proposed a Dairy Farm project to the livestock dept., but have found 
no funds yet. They indicated their willingness to carry half the costs for start-up. (Heifer
project not known or established here.) Some new breeds have been brought in about
1985 by the project, including 42 Red Sindhis, but they were rejected, at least partially due
to the enforcement ban and resulting shoot-out. They confirmed their commitment to
keep the area poppy free inthe future and expressed interest intrying a livestock project
once again. Poultry hatchery, breeding and a demonstration farm have been proposed
by the project but not yet tried. 

Turning to the issue of sustainability and local participation, the leaders suggested the 
top need is to educate the people. Said a thoughtful and articulate spokesman, 

"Now the people think only of cash money. They must learn to think about 
their own place in development. Subsidies are not good for us in the long 
run. I went to the DC early when the subsidies were offered and begged
him not to give out free seeds, cash, etc. but instead to build us a 
polytechnic so we can a permanent institution to lift up our people and train
them for good jobs; that way they'd get more money forever. I also asked 
the AC, 'Why do you give these gifts? The people are ignorant so they
accept them, but you are awise man. You know better that this will not help
them inthe future." 
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Village Leaders Focus Group Interview 

Village/Location: Cbaoij/3glg Date: 7/26/90
No./Composition of Group: 11 Elders, 4 young farmers, including Mbr. of UC 

Gabasni & ex-Chmn UC 

We pulled off the mountain road near the village of Chanai about mid-morning and, finding
a comfortable spot under the shade of some remaining Pine trees, sent word around thevillage area that we would like to meet with any farmers and elders who may be available 
on short notice. Within a few minutes the former Chairman of the Union Council, armedwith an elegant German pistol in a hand carved wooden holster, arrived to be followedshortly by 10 other elders and 4 young farmers. Within short order a lively discussion 
was underway. 

They began by indicating that they are most pleased with the road, of which 15 km.
passed through the UC. It had dramatically improved access in and out of the area,bringing an increase in business and services. Second, they welcomed the electrification 
now underway, and thirdly, they approved of the efforts to strengthen education andhealth through the construction of the local high school and Basic Health Unit. 

Asked how these projects came into being, they indicated that it was all linked to theenforcement of the Poppy Ban in 1986/87. The Union Council invited the AC andGovernor's staff to Gabasni and agreed to eliminate poppy production iftheir basic needs 
could be met. Their top priorities then: 

* Road + Schools * Electricity * Polytechnic College 

It took countless visits to finally obtain agreement to their demands following initial
commitments by the AC in 1986 but these were confirmed by 1987 and construction
began soon thereafter. The road was constructed by a Peshawar contractor under C&W 
supervision. 

The future maintenance of the road, however, worries them. It needs to be blacktopped
if it is to survive properly. The Union Council could organize a local contract for roadmaintenance but they would need to receive some funds from Government. Although
they have lost income of Rs. 2 million a year from poppy production and are thus not
particularly flush at this time, should Gvt. or the project agree to metalling, the leaders
indicated that the villagers could tax themselves to help with maintenance. 

Discussing the most disappointing projects in their area, they qualified their remarks bysaying that they had generally been pleased by all projects, although they knew of a verydisappointing irrigation project on the Beit Gali side. Forestry plots, however, had had afew problems because the species planted had not survived the dry period and most
seedling had died and generally speaking the area is not good for citrus as water is notavailable. They enjoyed the "watch &ward" salaries, however, recognizing that they really
amounted to a political bribe to assure that they would not grow poppy. 
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"Naturally we accepted the Minister of Agriculture's offer of salaries but we 
are disappointed that only the influential people get the money." 

When the money stopped, so too did the protection, although they agreed that, should
Government consider replacing the trees with a species more appropriate to the rainfallconstraints of the area, they would provide the necessary protection from their side
through a village ban enforced by the Jirga. 

Turning to outstanding needs in the village, they enumerated 6 of particular concern: 

1. 	 Technical College--this has been discussed many times inthe Jirga and all 
agree itis the top priority. They have identified a site between Chanai and
Ghanichatra and the landlord is ready to donate the land. Gabasni,
Ganichatra, and Kabgani also have indicated they want such a school and 
are ready to donate land. In "upping the ante" the people of Chinai
indicated that they will provide free labor as much as is required. 

"Everybody will do," said one villager. "No one will refuse to help build the
Technical College... and I think we can raise some cash, too..." 

2. 	 Employment from the Industrial Estate--Jobs are a major concern and they
expressed disappointment that they had never received any visas forvillagers to travel abroad for work, even though they had paid Rs. 2000
each 2-3 years ago on the understanding that avisa would be forthcoming.

3. 	 Land-leveling by bulldozers--this had been promised, they indicated, but 
nothing has happened to date.

4. 	 Dug well--this would be practical inthe lower areas and people would be
ready to contribute money as well as labor for construction and
maintenance. The project provides wells without contributions now, so they
haven't offered, but are ready to do so if required.

5. 	 Veterinary Dispensary--animal care is a priority and they are ready to pay
for medicines.

6. 	 Forestry--as mentioned above, they are ready to try again with the forests,
providing their own protection through the Jirga system. 

Concerning women, they appreciate the NFE program and midwife training programs.There is a perceived need for a lady doctor in Manglechai and all are ready to pay for 
medicines. 

This is an active and committed village from all appearances. They have contributedlabor and cash to the construction of village paths and the local mosque. Some years
ago they also raised Rs. 10,000 a year for 3 years for a 25 km. bridle path from Chinai 
to Gabasni, a joint project with gvt. for which they provided both cash and labor. 
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Village Leaders Focus Group Interview 

Village/Location: Nara Date: 7/26/90
No./Composition of Group: 11 Elders, 6 younger farmers, plus Chairman of Union 

Council 

Nara is located in what has been, until recently, one of the more inaccessible areas of 
Gadoon, at the end of a recently opened but still poor gravel road. Infrastructure 
developments have been relatively slow in coming to Nara, due, they indicated, to delays
by the local project leaders. What should have taken 6 mos. has dragged out for years,
but things are apparently moving now. To date they have begun 4 irrigation projects of 
which 2 have been successfully completed. A veterinary dispensary is also built but 
awaits the posting of a staff member. Girls and boys primary schools are also under 
construction and electricity has just arrived--although only 4 families can afford to hook 
up. They reported 	that supervision and money has been forthcoming from the project,
but the problems has been that the local leadership has been ineffective. (The team was 
not overly impressed by the Union Council Chairman, a young man with less to offer than 
the old men.) 

They have used the project committee approach only for developing and implementing
projects and have neither used nor seen a role for the Union Council, as they consider 
it to be weak and ineffective because its concerns cover as many as 10-15 villages while 
they need a local institution that will focus on their own village. Members of the UC have,
however, been involved in their individual capacities as project leaders. The UC has 
some limited funds of its own through the District Council for such things as paving
stones for village streets and potable water supplies, the latter using only half inch pipe
compared to the 1-2" pipe provided through the project. Some UC schemes initiated as 
long ago as 1968 are not yet completed. Of the 7 UC members, 5 are illiterate and 
represent political factions. In their view the District Council needs to provide better 
trained Council Secretaries, plus a local sub-engineer. Project leaders come from the 
same leadership structure. Improvements in management, in their view, will only come 
if Gvt. or the Project exercises strict controls or takes over sub-project implementation.
Given current conditions they are ready as a village to provide land for new infrastructure 
projects but they are not ready to provide cash or labor. One elder landlord, progressive
in his views on development and education, indicated he is ready and willing to donate 
any amount of land 	for schools. 

The best among the projects completed have been potable water supplies in Kapla, Bela, 
and Kuprai where 2 systems are under construction. 

Their priorities for the future include: 

* 	 Education: Girls Middle and High School, particularly so local girls can 
become teachers for the local schools 

* Health: 	 Complete the IRHC as soon as possible 
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Agriculture: They have some good land but the water is below it. They
need lift irrigation to improve production. Specifically, they
would like to get:

* Fertilizer for maize and wheat 
* Mulberries for silkworms 
* Improved seeds for wheat, maize

Forestry: Forest protection is essential and they would like to develop 
avillage program, plus orchards for Walnut, Apricots, Apples,
and SilkEmployment:The Industrial Estate in Gadoon has promised jobs but no
result yet. Local pele have tried to go there but the transport
is too expensive and their are no affordable accommodations 
near the Estate. 

A number of progressive farmers inthe village are already using fertilizer purchased fromcommercial sources and several have started growing fruits. The team saw a number ofthese trees in the village, including Golden Delicious Apples, Figs, and Mulberry treeswhich they are currently growing for fruit, but hoping to start silk production. They valuetheir fruit trees highly, one man having been killed locally for continually stealing figs fromhis neighbor. They are ready to put their own labor into programs for improving
agriculture, horticulture, orchards, and forestry. 

Concerning their women, they are disappointed by the NFE program because they seeit as offering little so far beyond basic literacy and health training for older women. Theywould rather have schools for the girls and handicraft programs for them after primaryschool or matric and young men should be trained for PTC teacher. 
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Village Leaders Focus Group Interview 

Village/Location: Negrai Date: 7/28/90 
No./Composition of Group: 8 Elders plus 12 younger farmers 

This village was among the first to stop producing poppy and initiate development
initiatives under the project. To date 53 projects have been completed in the Union
Council and all 7 UC members have been project leaders. Three completed projects inthe village itself include a primary school, potable water supply, and irrigation channel, the
latter 2 having been led by UC members. 

The most successful projects in the area have been the primary schools and 3 girls
middle schools that have been completed. Several villages had no schools at all before
the project and girls had no access to middle schools. Local contributions included land
from project leaders. Virtually all projects were initiated and implemented by projectleaders. The Union Council is perceived as weak and lacking any resources. To become
effective, village level organization is first needed in order to respond to local needs.
Further the Councils need funds, perhaps to be channeled through line agencies.
Technical assistance and staff training are also needed. More effective than the Union
Council is the village Jirga which often makes direct representations to the Assistant
Commissioner for development assistance. They see it as the logical framework for 
managing local development. 

The least successful of their projects have been the fruit orchards and forests, where
survival rates have been low. Plants were not available at the proper time, they asserted,
and maintenance funds too limited. No replacement plants have been available where
seedlings have died. The team visited a hillside forest site near the health center. Of 40
planted seedlings only two had survived. All forest/orchard projects were initiated byindividuals and, since many applied and only 1 was approved, the village held a lottery. 

In order to ensure sustainability, the group indicated that they should raise local money
to help cover maintenance. No follow-on contracting has yet happened, though they feel
qualified to take on more projects, either for government or private interests. 

How could they have been more successful/sustainable? 

"We should have provided the labor ourselves, and--if we had been given
good stock at the right time--we might have been able to have kept them
alive. However, due to shortage of rainfall and damage done to the root 
structure of the seedlings by intercultural planting/ploughing, plus our own
neglect--most plants died. We have a forestry nursery 10 kms. away where
plants are available for purchase. We hope the project will supply
replacement, but perhaps now we should think about buying some of our 
own."
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Looking to the future, they articulated five key needs:
 

Technical College "We are ready to give both land and some of the labor 

Roads 
needed to build such a school. It is greatly needed." 
"The local road should be metalled and feeder roads 

* Electricity 

added to other village and lands areas so we can get 
our crops to market"
Electrification is wanted for both lighting and food 

Cold Storage 

Jobs 

storage and/or processing
Facilities needed for keeping vegetables and fruits 
produced locally
Gadoon Industrial Estate or elsewhere. Gadoon,
however, is seen as a problem because itis so far away
and transportation and/or living costs are high 

Regarding women, they expressed disappointment with the NFE program because ithas 
done so little as yet: 

'The lady trainers just come and go ingovernment vehicles, but we have no
functioning handicraft program yet. We are ready to give land for an NFE 
center, and are ready to start now, but we do want some productive training
to begin for the women." 
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Village Leaders Focus Group Interview 

Village/Location: Beitaali Date: 7/29/90
No./Composition of Group: Landowner/farmers, Agricultural 7/30/90 Assistant, 

ex-Chmn. of Union Council, Elders, and young farmers 
(Total: 120) 

We arrived in Bet Gali about 1:30 pm after a 3-4 hour hike over the hills from Shingrai.
After Welcoming us with tea at the Hujra, the villagers offered to call all available Union
Council and Jirga members and active farmers for a discussion that they suggested takeplace about 4 or 5 pm. After washing, enjoying eating a delicious 4 course meal that
appeared miraculously, and taking a short afternoon nap, we found a large group
gathering at the high school. An hour-long meeting was held with a group of elders and 
young farmers in the high school courtyard. Separately, a village and lands tour atsundown took us to the newly completed high school, veterinary dispensary, intercropped
fruit and maize fields, village mosque, shop, "hujra," and private home, accompanied by
a young landowner, his father, and local Agricultural Assistant. After a pleasant nigh's
sleep under the open stars, protected by a village appointed armed guard against any
adversaries, real or imagined, we rose at dawn, enjoyed a delicious breakfast of eggs,fresh bread, and tea, and--accompanied by an entourage of elders and farmers, walked 
an hour over the hill and down to Satana village where a local ferry boat awaited to take 
us up river into Kala Dhaka. We then returned, crossed the river to Darband, and found a project vehicle that had been waiting since the previous afternoon to take us to meet 
project staff in Manshera. 

Meeting with 6 Elders, ex-Chairman of Union Council, 4 young farmers: 

A large number of projects have been completed in Beitgali, but the one that they felt is
of the greatest benefit thusfar is the recently completed High School. This was requestedin 1987, and begun in 1989 by a Project Committee under the leadership of the then
Chairman of the Union Council, advised by all villagers. 

Virtually all projects in or near the village were started and implemented in a similar 
manner, including the Veter'nary Dispensary, Basic Health Unit, Irrigation channels, and 
a new potable water supply 

The community did not see any problems associated with operating and maintaining the
waters supplies and irrigation channels, taking the responsibility on themselves, but they
are concerned about the future of the Health Unit, Veterinary Dispensary, and schools as 
any shortcomings of the concerned line agencies could not be met from local resources. 

Least successful, in their view, are the forest and orchard support projects which had
been allocated by local lottery. Saplings often did not come at the correct time, and funds
for caretakers are not adequate to provide protection for the time required for trees toreach adequate height to withstand local goats. (As noted, below, some farmers
recognized the subsidy for what it is, an inducement to turn away from poppy, but are
nevertheless committed to continuing orchard development without subsidies.) There is 
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broad support for expanding orchard and forestry activities and agreement that if theproject could provide seedlings and fencing materials, the farmers will provide labor and
supervision without cost. 

Looking to the future, the village showed evidence of commitment to aself-.help approach,pledging land and partial labor for proposed upgrading of the Health Unit to an IRHC andcompletion of asecond village water supply, the first being inadequate to serve the needsof the newly created facilities. The task of organizing and implementing such efforts isseen to be the task of village committees. They saw no useful role for the Union Council 
as it had neither funds nor trained staff. 

Road access emerged as amajor concern while interest was also expressed in providinga rest house for visitors and inspecting officers, staff housing for high school teachers,more cottage industry opportunities and a technical school of college to serve the largerarea. For other villages in the Union Council, they saw needs for a high school forKaneer, primary school for Besak, and a girls primary school for Devo and Chaklee. Invirtually all cases they pledged land and partial labor as a local contribution.
Regarding their women, they reported that the NFE Center is working well in Beitgali,teaching local women sewing, stitching, handicrafts, embroidery, and medical care. Theprogram has also helped start a girls primary school and the community has endorsedthe idea of a girls middle school. They also feel a need for a mother-child health center,
for which they are prepared to offer a free house. 

Village and Farmland Tour: 

The Veterinary Dispensary was requested in the summer of 1985 when the ProjectDirector came to the village on tour. It was started in March 1986 under the leadershipof the then Chmn. of the Union Council who organized a local project committee on his own behalf. It was the first time he or his committee had constructed a public buildingand it cost a total of Rs. 162,000 and is built on 3 kanal of land donated by the projectleader. The Vet. Dept. operates the center, having staffed it with a Stock Assistant wholives inthe village of Gujar Hattian, about half an hour walk to the South. The Dispensary
serves Beit Gali and 8 nearby "bandas" (hamlets) with a total of over 100 families or about700 people. It is reported to be operating effectively and is hampered only by thedistance which the Stock Assistant has to walk daily. Quarters for the officer near theclinic would alleviate that problem and help make him more readily accessible, especially
outside office hours.
The local primary school was first upgraded to a middle school and subsequently to highschool status under the tutelage of the same project leader who constructed thedispensary. He donated an additional 3 kanal of land for the school and the school is
reported to be staffed and functioning normally. 

The farmland tour took us to see about 30 kanals of land planted with Mangos,intercropped with maize and bordered with fuelwood species and rock walls. The farmersreported that they really appreciate the fruit plots, including, of course, the stipends
provided for "watch and ward." Said one farmer, 
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"Of course, I would like the payments to continue, but I realize it is strange
that I should be paid to watch my own land. Its's just a reward for stopping
poppy production. I would like to continue with agro-forestry, however, and
realize that I can't expect to be paid to do that. I will collect money as long 
as I can then I'll take charge myself. I want to expand citrus and mango
production and also would be interested in some forest production on the 
mountain.* 

The same farmer indicated that he has doubled his wheat yield from 40 to 80 mds.annually with improved seed and fertilizer provided from the project. He estimated thatif he bought his own seed and fertilizer, he would still have a net increase in income 
equivalent to 20 mds.. 

His father, referring to his 5 sons and 2 daughters, wants one son to get a job outside the area, but cannot find any good job for him. He has been trained as a driver, has alicense, but can't get a job. One man, he reported, went to Gadoon Estate for work,
earning Rs. 900 a month. He couldn't continue, however, because all his money went fortransport and/or accommodations near Gadoon. He decried the lack of any sort of
hostel at Gadoon. 

For his daughters, he wants them to participate in the NFE programs and on to school
in a local girl's school, particularly so they won't have to go outside the village for an 
education. 
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Village Leader Focus Group Interview 

Village/Locatioti: Mabra. Kala Dhaka Date: 7/30/90
No./Compositio, of Group: 3 Elders and 4 farmers, assorted youngsters 

Our trip up into Kala Dhaka was made by boat. We walked from Belt Gall over the hill to
Sathana, engaged a local diesel powered launch and proceeded upstream about one
hour. After stopping at one village--where we found the men had all left for Darband,
leaving only the women and children--we proceeded on upstream to Mabra, along the 
West Bank of the Indus. 

Not having the luxury of time to enjoy local hospitality, we asked the men of the village to
join us aboard the boat for a discussion. They, of course, have not had any fruits from
the new Kala Dhaka project, so could only discuss their needs and interests with an eye
to the future. Noting that they are poor and must always try and send their young people
to work in Karachi, from where they send money and wheat.Their top priorities for action: 

* Upgrade Primary to Middle School--to provide local jobs and amenities, the
villagers indicated that they are ready to provide labor and land for said 
school 

* Basic Health Unit--as for the school, above, the villagers indicated that they 
are ready to provide both land and labor 

* 	 Primary School staff--a building has already been built with the help of the 
local MPA, but still has no teacher 

* 	 Road or Bridge--cut off by the Indus/Tarbel Reservoir, they feel a real need 
to be connected to the rest of the province, suggesting that an inexpensive
pontoon or boat bridge would be quite adequate

* 	 Factory Jobs--hopefully in Darband, they feel a strong need for finding ways
of increasing their cash income, being caught in a hostile and unproductive
environment which cannot support them. The Industrial Estate is too far.

* 	 Afforestation Plots--especially for pine and fuelwood, and creating jobs for 
people... the Rs. 750 a month that the Gadoon people got would be most 
welcome 
Electricity--for both lighting and local production activities 

76
 



Village Leaders Focus Group Interview 

Village/Location: Degra. nr. Shingrai. enroute Beit Ga1i Date: 7/29/90
No./Composition of Group: 12 Elders and young farmers, (plus a dozen curious 

young boys) 

It was avery hot day as we walked over the steep, stony trail toward Beitgali and passed
through the village of Degra. Their insistence that we stop for refreshment was most
welcome and we took the opportunity to gather and talk with a group of elders and young
farmers while we enjoyed their tea and biscuits. 

They are most pleased with the recent completion of a primary school in the village,
noting that previously they had to send the fortunate few to Nara, an hour and a half by
foot each way. "Even now, however," they said pointing to a building on the top of a 
steep hill 1 or 2 kms. away, "we have to send our boys there for Middle School... and the
only High School is still in Nara, but the primary school has made a big difference." On
the production side, they also value the irrigation efforts, noting that itwill help improve
their crops. 

Least useful to their people is the Gadoon Industrial Estate, which they perceived as
offering them no benefit. One local man got an unskilled labor job there but he had to
travel 3-4 hours each way and the transport took almost all his meager earnings. Intheir
view there is no suitable place to stay near the Industrial Estate, as lodgings are too
expensive, of a very poor standard, an/or provide the temptation of falling into bad 
company. They very much want job opportunities, but The Industrial Estate is no answer 
at present. 

Future requirements include first and foremost, a potable water supply and road 
connection. They showed us the steep rocky path that led a mile and a half downhill to 
a small spring below the village. We could attest to the road issue personally, and could 
understand why they appeared quite willing to contribute their own labor toward the
implementation of both these initiatives. Other perceived needs, include jobs (qualified as
above), land leveling, and forest plots. 

For their women, they are very interested in having an NFE center for embroidery,
handicrafts, and health (immunizations/injections). They have heard good reports about 
these activities elsewhere and hope they might be included. 
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Village Leaders Focus Group Interview 

Village/Location: Zorabad/Mardan Date: 8/8/90
No./Composition of Group: Cashier and Secretary for Village Development

Committee, 3 VDC/Jirga members, school teacher, 3 
young farmers 

Adjoining the project area, this village shares similar socio-economic and ecological
systems with the villages of Gadoon, particularly those in the southern tier, and its
resident also used to raise some poppy. It differs significantly from project area villages,
however, in that it has undertaken virtually all development activities on a self-help basis
under the leadership of their own Village Development Committee (VDC) that was initially
organized with the support of the social organization component of the Pak-German 
Integrated Rural Development Program/Mardan. 

Over the past few years the VDC has constructed a potable water supply, village drainagesystem, added 2 rooms to the local school, and purchased a tent for the village mosque.
They also have sponsored a livestock development program under which a villager is
being trained in livestock management and farmers are developing fodder plots and a
seed multiplication program implemented by a progressive farmer. 

They are also preparing to meet in about 10 days to review a "community self assessment
survey" that was conducted by ten local volunteers who received training through IRDP
and which examines land, livestock, family, agriculture, and energy issues at the
household level. (Preliminary results show there are 327 cows in the village but they only
produce an average of 1 kg. milk per day, suggesting scope for their livestock
improvement interests.) This survey is part of a planned strategy that starts with 
awareness building and leads progressively to village planning, priority setting, and 
mobilization. 

The VDC members explained that in their view village development cannot be done
effectively by individuals but must be the result of collective efforts. The IRDC program
helped them create a sense of collective action and to see it through the completion of
successful projects. They understood the basic principles even before the project,
because they knew that their own Jirga had always been a positive force for collective
action for social and traditional affairs. They wanted to do the same for development.
They first learned about the IRDP approach when they many of them attended a Swabi
cattle show and then were invited to the opening ceremonies for a new water supply in
Sherdera village. With the encouragement of an IRDP Social Organizer (AKRSP trained
and experienced), they formed a village group, in which all villagers were members, held
lots of discussions, and finally got organized with officers and an initial work plan. 

Today about 167 of the 200 village families are active with the VDC. The village includes
10 clans/sub-tribes, each of which has its own Hujra and meetings of the VDC are held
by rotation in each of them. The VDC has a coordinating committee with a representative
from each Hujra, these elected members not unexpectedly being the same individuals ascomprise the Jirga. Important issues for the whole village are announced at the Jumma 
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(Friday) prayers at the central mosque and, where necessary, the whole village meets
after prayers to discuss and take action. The most recent such decision was made
concerning the starting time for free grazing on the hillside above the village. 

They developed a consensus first for a water supply, with each household contributing
cash of Rs. 40/hh. for a total of Rs. 8,000, the IRDP contributing the remaining funds.
Four wells needed to be dug, so they formed teams of ten villagers to dig each well. By
agreement these workers were paid a wage of Rs. 25/day (less than going rate of Rs.
30/day), and additional unskilled labor was donated by groups of up to 25 other villagers 
on a rotational basis. 

Subsequently they organized a program to build village drains, using 100% donated
unskilled local labor, and complemented by outside materials and skilled labor from IRDP.Two rooms were also added to their local school and each household contribute Rs. 50 
to help the local mosque buy a tent. 

Of all the completed projects, the water supply was their top priority, but they are
proudest of the school classrooms. Why? "Because we did it all on our own." 

Looking ahead, they consider agricultural development to be their top priority as most
households cannot meet their food needs without outside income. (The Community
Self-Survey indicated that 4 families depend heavily on charity for survival while theKoranic charity distributions of Rs. 50-100 go annually to about 50 low income families.
Other priorities include a feeder road to the village, flood protection from the seasonal 
riverbed that flows through the village, and health services. 

For their women, the IRDP has been helping with programs in sewing and embroidery
and has helped get a girls primary school begun inthe village. 20 girls are already going
to the boys school but they estimate that about 100 will attend once the new school is
completed. (By comparison, about 250 boys are in primary school and 60 are going
outside to high school.) 

In conclusion, they emphasized that their VDC is a permanent institution now -- on that
takes action on its own without the IRDP today and will continue to oversee ongoing
development and maintenance long after the IRDP has gone away. They invited all 
interested Gadoonis to come and share experiences. 

79
 



Village Leaders Focus Group Interview 

Village/Location: Gajra/Oadra Date: 8/11/90
No./Composition of Group: 3 Elders who traveled to Topi to find a team member 

"We have come to you," these elders said upon buttonholing the Team Leader at the 
PCU, "because no one has come to us." 

'The projects and forestry/orchard plots are only going to the influential ones and the rest
of us get nothing. Whatever AID has given there should be an inquiry on how the money
is spent. The distribution should be equitable, and we would like it to be in cash to each 
person." 

"Last year people planted 800 kanal of poppy which was destroyed and this year they
planted none... but they will go back to poppy ifthe benefits just go to the few. They are 
fed up in our village." 

In discussion, the gentlemen acknowledged that they had 10-20 dug wells, 10-12 
orchards, 1 completed irrigation system and 1 under construction, a water supply, and2 new classrooms under construction. One man's son had obtained a job through the
project. 

Of these, the best were, inorder: (1)Water supplies, (2)Jobs, (3) dug wells and irrigation,
(4)land leveling, and (5)orchards--as long as they were available for all people. 

The worst projects were those they saw as plagued by inequity: the distribution of
orchards, of course, as well as a sharing system for irrigation water. No system yet exists 
and most people don't get access to water as a result. 

Inthe future, they would welcome a partnership system without subsidies in which all 
people could share equally. 
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Village Leaders Focus Group Interview 

Village/Location: Gand Date: 8/11/90
No./Composition of Group: Ex-MNA, and about 6 Elders/farmers 

We arrived unannounced in Gandaf late in the afternoon, responding to repeatedinvitations by the village's ex-MNA and ex-MPA, and to seek input from project leaderswho had come to see us at Topi but been unable to do so. The two former legislatorsare reputed to have been very active in the poppy trade and have both been project
leaders for a number of schemes in the area. 

We first called on the home of the ex-MPA at the lower end of the village. (Recent rainshad washed out parts of the main road through the village, so we walked through thevillage, noting several gatherings of villagers discussing the washout problem and workingto re-connect water pipes that had been disturbed by those washouts.) The ex-MPA was away in Peshawar, so we passed greetings to him, together with an invitation for him to
look us up on his next visit to the city. 

Proceeding to the upper end of the village, we came to the home of the ex-MNA near ashaded Hujra and nice mosque, presently undergoing renovation with funds raised fromeach household. Unfortunately, we learned that he, too was not at home, but upsupervising the construction of a lift irrigation project over the top of a nearby hill. Welearned, however, that he had been called and was on his way to see us. In a fewminutes we saw a small figure moving quickly down the distant hillside. He joined us,perspiring, but most gracious. After politely refusing his attempts to present the TeamLeader with an antique sword and buddhist carving, he turned to his concerns: 

The give-away programs were very beneficial, he noted, but many of them were doinglittle for long-term development of the people. The real priority, in his view, must beeducation, and--in particular--technical education so that young people could get good
jobs, not just unskilled labor jobs. In his words: 

"If you give a man a million rupees it will soon be gone. The project has
been doing that, and itwill soon be gone. But ifyou educate a man he isable to take care of himself and his family for a lifetime. This is what we 
need." 
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ANNEX 7
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ANNEX 8
 

A SOCIAL FORESTRY MODEL
 

ISLAMIC REPUBLIC OF PAKISTAN KINGDOM OF THE NETHERLANDS
FORESTRY DEPARTMENT, NWFP MINISTRY OF FOREIGN AFFAIRS 

DIRECTORATE-GENERAL FOR 
INTERNATIONAL DEVELOPMENT 
CO-OPERATION 

MALAKAND SOCIAL FORESTRY PROJECT 

WORKPLAN
 

March 1989
 

1. 	 INTRODUCTION 

The Malakand Social Forestry Project is a project of the Forest Department of North WestFrontier Province, Pakistan, supported by the Netherlands Government, DirectorateGeneral of International Cooperation (DGIS). DHV Consultants, the Netherlands, providestechnical assistance. The main objective of the project is to increase the standard of livingin the villages of the Malakand Agency, NWFP, by making a better use of the environment
and by initiating community development activities. 

Therefore, soon after commencement of the project in February 1987, the project teamcame to the conclusion that not enough money was allocated in the PC-1 to carry outactivities of forestry extension and training. The team felt the need for including in theproject a more extensive social component, to ensure both the management of theplantations on a sustainable basis, and project benefits for all social groups making upthe population of the Malakand Agency. The matter was discussed with the staff of theRoyal Netherlands Embassy, Islamabad, who endorsed the idea of extending the project's
social component. 

2. PROJECT OBJECTIVES 

The main objectives of the project are: 

1. 	 Increasing the standard of living in the Malakand Agency, by making a better use 
of the environment and by initiating community development activities. 

2. 	 Increasing the production of the hillsides of the Malakand Agency on a sustainable 
basis, through active participation of the communities. 

84 



3. 	 Ensuring plantation benefits for all the current users of the marginal areas, in 

perpetuity. 

These 	objectives will be realized through: 

1. 	 Reforestation, range management, erosion control and other village development
activities. 

2. 	 Village organizations (Village Development Committees) which will act asintermediaries between the village community and the Forest Department.Eventually, the committees will act as independent bodies initiating villagedevelopment activities, and taking the responsibility of managing the village
plantations. 

3. 	 Training and re-orientation of Forest Department staff such that they will becomeagents for technical backstopping in the area, and will assist Village Development
Committees in estab!ishing a process of self-development. 

3. 	 TARGET POPULATION 

The project's major target groups are the current users of the maginal hillside areas. A
distinction can be made between: 

Small landowners/farmers: Small farmer communities are found, inter alia, in theKot/Uthmankhel area of the Agency and on the fringes of villages where large 
owners hold most of the land. 

Big landowners: Villages with mostly big landowners occur in the Swat valley, inthe upper part of the Malakand Agency (Thana, Alladand, Khar), inthe lower part
of the Malakand Agency (Mehrdi, Sakhakot) and in the Palai area. Within the
Agency the big landowners have considerable influence. 
Tenants: The tenants obviously live and work in the same 	areas as the biglandowners. They depend on the hillsides for grazing of their animals, and for the 
collection of firewood. 

Landless labourers, artisans and unemployed: This group occurs throughout the
whole Agency and depends on the hillsides for animal grazing and firewood. 

Gujars and Ajars: Animal keepers who make use of the hill tops for most of the 
year. 

The program will also focus on school teachers because of their function as intermediaries
in the diffusion of innovation through the schools. 
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The village women play an important role in rearing stall-fed animals; they are the actual 
users of the fuelwood and often the major collector of it. With a program aiming to 

encourage stall feeding practices, and to economize the use of fuelwood, the project will 

have a focus on women. 

Another target group of the project is the staff of the Forest Department, not only within 

the boundaries of the Malakand Agency but inthe whole of Malakand Forest Circle. The 

Forest Department staff need to change their attitude and begin to assist the local 

population inestablishing and maintaining tree and grass plantations. Such a change in 

attitude is not easy, but imperative for a long lasting effect of the program. 

4. THE SCOPE OF THE PROJECT 

4.1 The ongoing project 

The Malakand Social Forestry Project aims at increasing the production of the hillsides on 

asustainable basis. Sustainability can only be achieved with the participation of the local 

population, because the Forest Department has neither the resources nor the manpower 

to protect a substantial area of plantations. 

project comprises of both a technical component, to carry out theHence, the 
afforestation, range improvement, erosion control and fruit tree production, and a social 

component, to enhance the peoples' participation in project activities. The original PC­

1 provides for technical activities. However, it does not have adequate provisions for the 

social component. 

4.2 The additional program 

a great risk that the projectIn the absence of a strong social component, there is 
Toplantations will be destroyed as soon as the project pulls out of Malakand Agency. 

prevent this, the original PC-1 has been supplemented with an additional program, which 

aims at the obtainment of peoples' participation. 

Such a popular participation can only be achieved with the: 

organization of the village communities, so that a process of cooperation can be 
social groups which make use of the projectinitiated between the different 


plantations;
 

training of villagers in the preparation of plantation management plans, 

afforestation, range management, nursery techniques, village organizations, and 

management of community savings; and, 

training of the lower tiers of the Forest Department, to make them capable of 

delivering technical backstopping to the village organizations. 
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Thus, two major components of the additional program are (i) extension; strengtheningof Village Development Committees, and (ii) training of villagers and Forest Department
staff. 

Inresponse, the Malakand Social Forestry Project intends to extend the training program
of the lower tiers of the Forest Department, to both the Dir-Swat Watershed ManagementProgramme and the Income Generating Project. Thus, the first step has been takentowards the realization of a closer cooperation. Moreover, the Malakand Social ForestryProject will be a pilot project in the true sense of the word, if it disseminates theknowledge amassed in the field of social forestry, through the training program to other
forestry projects. 

The training program will be attached to the office of the Conservator of Forests,Malakand Circle. Training will be done in close cooperation with the Sarhad Forest
School, at Thai, Abbottabad. 

Besides extension and training, the additional program will focus attention on the women.
The women program will assess the influence of the project activities on the womens'workload and income, and will devise mechanisrr 3 for improving the position of the women in the Agency. The Agency being a very conservative area and the ForestDepartment having no experience of working with women, the program will apply a verycautious approach. The first entry into the villages will be through the stove introduction program. Such a program has to be carried out by women, as they are the only onesable to enter the kitchens. Stove introduction very well fits in with the afforestationprogram; tree plantations will last longer ifthe households consume less fuelwood. 

5. PROJECT DESCRIPTION 

The project's implementing Agency is the Forest Department, NWFP. No otherGovernment Agency will be engaged in the project. The project deals with the current users )f the marginal areas of the Malakand Agency and cooperates with them in themanagement of these marginal lands. To alleviate the pressure on the marginal areas,the project may get involved in activities on farmers' fields, and in and around the
homesteads. 

For instance, range management includes the encouragement of stall feeding practices.To promote stall feeding, fodder resources need to be brought to the vicinity of the animalsheds, which means production of fodder crops in and around farmers' fields. However,direct involvement in farmers' fields will be limited to activities directly related to themarginal areas, natural vegetation, trees and fodder crops, and their use. Interferencewith the responsibilities of Agencies other than the Forest Department will also be avoided. 

Nonetheless, other Government Agencies inthe field of agriculture and rural developmentwill be fully informed about the project activities, so that they can take up the activities atthe point where the project responsibility ends. However, if other Agencies do not follow­up on activities initiated by the project, and the lack of follow-up produces bottlenecks 
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counteracting the project's progress, the project may step in to remove the bottlenecks.In this respect special budget provisions are allocated under range management and
extension. 

The activities carried out, and the recommendations made by the project will be based on
data collected through scientific research. However, the project will not become aresearch project. For the collection of basic data, the project will primarily depend on
Pakistani research institutes. Incase the approached institute is not able to provide the
data, the research will be carried out by project staff. 

The project activities will be limited to the Malakand Agency, except of the project's
training component which will extend to the whole of Malakand Forest Circle. Preparation
of the curricula will be done in cooperation with Sarhad Forest School, at Thai,
Abbottabad. 
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ANNEX 9
 

A SOCIAL ORGANIZATION MODEL
 

The role of Social Organization in Local Develop.:-ent
Interview with Tariq Husain 8/2/90
DRMS Islamabad 

See: 1980 Agriculture Census for Gadoon area
 
--income, land ownership, &cropping data (Table A. 1)
 

Ordinary villagers are not reached through conventional village notable channels used by
Colonial and Post-Colonial governments. They have their traditional grazing, forest, and 
crop management systems rooted in local institutions. To tap into these the normal
governmental/extension approach won't work as it links only to contact(wealthier)
farmers, informers, landlords, council members, and project committees. Instead a
parallel NGO linkage seems to work best, bypassing traditional access lines and tying
directly into the traditional village organization and ordinary villagers. 

The PCU of the Gadoon project is ripe for conversion to an NGO, a Gvt. organized
NGO--or GONGO--perhaps paralleling the initiatives proposed for the Sarhad Rural
Support Program, and even, perhaps, borrowing or tapping its Board of Directors for 
some key members. It's already semi-autonomous, has mechanisms for tapping outside
(AID) funds, has Gvt.'s blessing, and is headed by a seconded civil servant. It could
receive gvt., donor, and pvt. money directly, purchase TA services from the (former) AID 
team and others as needed. AID, during this last phase of the NWFADP could set it on
its feet, give it a life of its own, and pull away--probably within the life of the project.Alternatively AID could provide a small pot of new money, or extend the project partially,
to keep itrunning through a reasonable start-up phase. 

The key to such a GONGO's success will be its ability to energize village level organization
and mobilize local people on a self-help basis. A small pot of infrastructure money would 
go a long way within such a framework: Essentially, the GONGO would be saying, the
Sugar Daddy is gone, but there's still money for local projects... But "this time you get the 
goodies ifyou get organized..." 

To facilitate such organization the PCU/GONGO would have to change its stripes,
bringing Social Organization to the forefront of a village level development thrust. The 
current PD or similar generalist on secondment from Gvt., could head up the unit, at least
for the transition period, but HQ would need to add a skilled, knowledgeable Soc.
Organization person, now missing at the PCU. 

The key element of this refocused GONGO would be a mobile team, led by a social
organizer, and including agric. and engineering generalists, would move freely from
community to community, helping stimulate and support local grass-roots initiatives, and 
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tapping into a range of agricultural, technical, and engineering specialists on a TA basis 
from the PCU and/or goverr"ent line agencies as appropriate. 

The Kala Dhaka project will have an edge in having excellent agricultural and public health 
movers and shakers on board, but AID won't want to do big infrastructure development
activities like in Gadoon. They will, however, be able to channel quite a bit of money
through local organizations ifthey maintain a solid social organization team at HQ. 

"The last phase of NWFADP provides a unique, unparalleled opportunity to build 
on an already semi-autonomous entity and a broad diversity of solid achievement
in NWFP unlike anywhere else in Pakistan, especially in social organization and 
social forestry. Here it could really work...N 

The Pak-German IRDP in Mardan could be the best and most accessible model but other 
useful models and key people include: AKRSP, Gilgit Project; Akter Hameed
Khanex-Comilla, and now working in Karachi's slums; the Ex-Sec. Forestry, & Local Gvt., 
a booster of the Pak/German project; and the Kalam Malakand projects. 
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ANNEX 10 

PERSONS CONTACTED AND WORKSHOP PARTICIPANTS 

UNITED STATES AGENCY FOR INTERNATIONAL DEVELOPMENT 
USAID/ISLAMABAD 

James Norris, Director 
Pat Peterson, Chief, O/ARD
 
Arnold J. Radi, Deputy Chief, O/ARD

Frank Pavich, Chief, RDD, O/ARD

Christine Sheckler, Program Manager, RDD, O/ARD

A. Ghaffar Mohmand, Program Specialist, RDD
 
Mehdi Zaman, O/RDD
 
V.D. Mediema, Chief, (A) O/PRO 
G.H. West, Chief, O/PDM
R. McClure, Controller, O/FM 
J. Martin, EXO 
B. Qadir, O/RLA
H. Proctor, Deputy Chief, O/ENG
S. Zahid Noor, Chief Engineering Advisor, O/ENG

Naveed Sheikh, Project Engineer, O/ENG

Marilyn B. Buchan, Contracting Officer
 
Abdul Qayyum Khan, Project Officer, TIPAN
 

USAID/PESHAWAR 

John Tucker, Deputy Chief, RDD, O/ARD
Tariq Durrani, Project Officer, TADP 
Sohail Malik, Project Officer, NWFADP 
Lynn Carter, Chief, TSPU 
Jamshed Hasan, Chief Engineer, O/ENG
Naseer Mohammad Khan, Deputy Chief Engineer, O/ENG
Umer Muhammad, Program Manager/Specialist, O/RDD
Mary Anne Javed, O/RDD 
Rashida Khanum, TSPU 
Munawar Hussain, Project Engineer, O/ENG
Abdul Rauf Khan, Project Assistant, NWFADP 
Afzal Yousafzai, Project Assistant, Engineering
Ken Davis, Liaison Officer 
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USAID/TOPI 

Sadaqat A. Khan, Project Manager
 
Mushtaq Ahmed, Project Manager (Eng.)
 
Qazi M. Saleem, Project Engineer
 
M.Anwar Khattak, Project Engineer
 
Mohammad Jan Mohmand, Project Engineer

Noor Wal Khan, Information System Manager

Mohammad Arif Khan, System Analyst
 
Nizam Uddin, Project Inspector
 

U.S. EMBASSY, ISLAMABAD 

Joseph Umprecht, Counselor, Narcotics Affairs, NAU 
M. Sulyman, Ag. Advisor, NAU 

U.S. EMBASSY, PESHAWAR 

Allen D. Kobiska, Administrative Officer
 
Masoud Akram, Economist
 

GOVERNMENT OF PAKISTAN
 
MINISTRY OF INTERIOR AND NARCOTICS CONTROL
 

Dil Jan Khan, Secretary 
Mahboob Ellahi, Joint Secretary, NCD 
Hameed Malik, Director, P&D, PNCB, Director, DAPRC 

MINISTRY OF FINANCE 

Charles Moizeau, Senior Financial Advisor 

GOVERNMENT OF NORTH WEST FRONTIER PROVINCE 

Rustam Shah Momand, Secretary, Home Dept.
Ejaz Rahim, Commissioner, Peshawar 
Sahibzada Riaz Noor, Commissioner, Mardan Division 
Adnan Bashir, Deputy Commissioner, Swabi 
Mohammad Irshad, Assistant Agronomist, BADP, Ag. Dept. 
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PLANNING AND DEVELOPMENT DEPARTMENT, NWFP 

Mohammad Azam Khan, Additional Chief Secretary 
Suleman Ghani, Secretary

Yar Mohammad Khan, Director General, SDU
 
Arbab Shahzad, Chief, SDU
 
Inayat Ullah, SDU
 

PROJECT COORDINATION UNIT, GAADP/NWFADP, TOPI 

Khizar Hayat, Project Director 
Project Administrator
 

Nisar Muhammad Khan, Senior Engineer

Noorul Khatab, Zonal Engineer

Tariq Amir, Zonal Engirger

Zahid Ur Rehman, Zonal Engineer

Zahid Ali, Zonal Engineer
 
Nisar Mohammad Khan, Zonal Engineer

Sarwar Ghulam, Agric. Section
 
Zahir Shah, Job Placement Officer
 
Fazal Hadi, Assistant Training Officer
 

PROJECT COORDINATION UNIT, KDADP, KALA DHAKA 

Mohammad Yousuf, Project Director 
G.A. Shah, Engineer 

LOCAL GOVERNMENT & RURAL DEVELOPMENT DEPARTMENT, NWFP 

Mohammad Ihtisham Khan, Secretary 

COMMUNICATIONS AND WORKS DEPARTMENT, NWFP 

Afzal Khan, Chief Engineer, Central Design Office, Peshawar 
Tariq Saeed, Principal Engineer, Central Design Office, Peshawar 
Ahmad Jan, Executive Engineer, Mardan Division 
Fazal Kabir, Subdivision Officer 
Mohammad Humayun, Subdivision Officer 

DEPARTMENT OF IRRIGATION, NWFP 

Mohammad Ghaus, Executive Engineer, Swabi Division 
Sajbad Ahmad, Subdivisional Officer 
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WATER AND POWER DEVELOPMENT AUTHORITY, NWFADP 

Hidauatullah Kundi, Executive Engineer, Mardan
 
Sher Nabiallah, Executive Engineer, Swabi Div. 2
 
Durani Maknoon, Subdivisional Officer, Construction
 

SARHAD DEVELOPMENT AUTHORITY 

Hanzara Khan, Manager, Gadoon Industrial Estate 

DEVELOPMENT ALTERNATIVES, INC. 

Donald R. Mickelwait, President 
Richard Smith, COP, AASSP 
Richard B. Scott, CTA, KDADP, Kala Dhaka 
Ijaz Zahoor, Project Engineer, KDADP 
lqbal Naji, Anthropologist, KDADP 
John Soden, AASSP 
Cary Raditz, Dev. Finance 
Roger Poulin, Economist 

UNITED NATIONS FUND FOR DRUG ABUSE CONTROL 

Don Macintosh 
Yousaf Mahmood 

UNITED NATIONS DEVELOPMENT PROGRAMME 

A. L. H. Pelser, Head of office, TSU, Dir District 
Development Project 

MALAKAND SOCIAL FORESTRY PROJECT 

Mohammad Rafique, Project Director 
Rudolf P. Mulder, CTA/Forestry Specialist 
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TIPAN PROJECT/USAID 

Abdul Qayyum Khan, Project Officer (Islamabad)

Rodney J. Fink, Agricultural Advisor
 
David W. Brown, Agricultural Economist
 

PAK-GERMAN INTEGRATED RURAL DEVELOPMENT PROGRAMME MARDAN 

Helmut Irle, Project Coordinator 
S. lqbal Shah, Project Director
 
Martin Umbach, Community Development Advisor

Fida Muhammad Khan, Sr. Program Officer (Livestock Dev.)

Mansoor Khan Khattak, Administrator
 
Nisar Mohammad, Soc. Org. Section
 
Ismat Rahmatullah, Soc. Org. Section
 
Ikramullah Jan, Soc. Org. Section
 
Riaz Ul Haq, Monitoring Officer
 

PAK-HOLLAND METAL PROJECT (Vocational/Technical Training) 
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MALAKAND FRUIT AND VEGETABLE DEVELOPMENT PROJECT 

David Parsons, Horticulturalist 
Abdul Haq, Project Director 
Ian Gibson, Chief Technical Advisor 

MARDAN EXTENSION PROJECT 

Iftikhar Hussain, Deputy Director of Agriculture 

PATA IRRIGATION PROJECT 

Gul Zada Khan, SSMS 
Gerrit Brummelman, T.A. Agricultural Extension 
Martien Nieuwkoop, Associate Expert, Agric. Economist 
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KALAM INTEGRATED DEVELOPMENT PROJECT 

Shamshad Khan Khattack, Project Director 
Ahmed Gul, Social Organizer/Dev't. Officer 
Hermann Warth, CTA 

ACBAR RESOURCE AND INFORMATION CENTRE 

Nancy Hatch Dupree, Exec. Director 

DEVELOPMENT RESEARCH AND MANAGEMENT SERVICES 

Tariq Husain 

OVERSEAS PAKISTANIS FOUNDATION 

Eng. Afzal H. Qureshi, General Manager, Ind
 
Saifur Rehman, Manager/JDO, (Gadoon Amazai Pro)
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NWFADP EVALUATION WORKSHOP - AUGUST 26. 1990 
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11. Mr. Mike Hauben, O/PDM, USAID/Islamabad
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A.I.D. EVALUATION SUMMARY - PART II 

J. Summery of I lluetlteFinings. Conclusions and Nocommendatlona (Try not to OxCed tlo tree (3) Pages prov,.deg
Address the foll1owing1 Items:* PurP44Of OV JilUeto and methodology used 0 Principal recommendations 

* Purpoe Of atlVty(iee) evaluated * Lessons learned 
" Findings and conclusions (relate to questions)
 

Mission or Office: 
 Data This Summary Prepared: Title And Date Of Pull Evaluation Report:
USAID Mission to October 1990 Opium Poppy Eradication: Development,
Pakistan Dependency, and Self Reliance. Oct 1990 

EXECUTIVE SUMMARY 

Purpose of Project
 

The NWFADP project began in 1983 in the Gadoon-Amazai area of the
North West Frontier Province of Pakistan. The NWFADP project
purposes were to eradicate opium poppy production and to develop
and diversify the area's economy. 
Two approaches were used: (1)
The GOP enforcing criminal penalties and destruction of poppy crops
while (2) concurrently initiating development sub-projects with
 
support from USAID.
 

Methodology of Evaluation
 

To review the mid-term stage of Phase II activities in agriculture,
infrastructure, and institutional development, field visits were
made by the evaluation team members, operating 
in three small
 groups, to all seven Union Councils, 22 villages, and approximately

90 sub-projects. All main metalled and shingled roads were covered
and two parts of Baitgall UC were crossed by foot. 
Two boat trips
on Tarbela Lake/Indus River provided exposure to portions of Kala
Dhaka, including visits to two villages and visual inspection of
five others. Additional field visits were made to five other rural
development projects in NWFP for comparative purposes.
 

Meetings were held with PCU/USAID staff, approximately 100 village
leaders and farmers; GOP officials including Planning and
Development, the Special Development Unit for poppy eradication
 
programs; Local Government, Agriculture, Forestry, Irrigation,
Communication & Works, and Public Health Engineering Departments;
District Administration, Agriculture University, WAPDA, Industrial
Estate; and Kala Dhaka staff. 
Project reports, correspondence, and

other relevant documents were reviewed.
 

At the conclusion of the evaluation a facilitated workshop was held
1 with important GOP and USAID officials. The participants verified
the team's 
 findings, clarified conclusions, reviewed
recommendations, defined 
realistic implications, and identified
 
* future steps.
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Findings
 

The findings of this evaluation were:
 

1. 	 Poppy production has been virtually eliminated in the
 
project area.
 

2. 	 A remote tribal hill area has been brought into the
 
mainstream of Pakistan's national economy.
 

3. 	 Since 1986 the project has completed about 400 and begun

another 600 sub-projects. These include:
 
a. 	 74 miles of roads;
 
b. 	 153 schools;
 
c. 	 9 health facilities;

d. 	 16 veterinary dispensaries;
 
e. 	 40 electrified villages;

f. 	 300+ irrigation systems;
 
g. 	 163 potable water supplies;

h. 	 50% increase in agricultural production due to high


yielding crop varieties and fertilizer;

i. 	 2,000+ local residents trained in technical trades;

j. 	 3,000 local residents placed in new jobs; and
 
k. 	 Rs. 400,000,000+ moved through the local economy


because of subsidies, cash payments, and employment

generation.
 

Conclusions
 

The conclusions drawn from these findings are:
 

1. 	 A combination of enforcement and development--within a unique

framework of cooperation between GOP and USAID--has been
 
necessary and successful in eliminating poppy production.
 

2. 	 The task of opening up the project area to development has
 
been accomplished.
 

3. 	 Crop subsidies, orchard and forest payments, and
 
infrastructure development involving little or no community

participation, have become a liability rather than an asset
 
that have created a dangerous welfare syndrome that undermines
 
rather than builds sustainability and self-reliance.
 

Against these conclusions, however, arise two others that pose a
 
dilemma as phase-out proceeds:
 

4. 	 The sustainability of most development activities, including

the maintenance and operation of many facilities, is in

jeopardy due to weak linkages with key line agencies and lack

of active community participation at the beneficiary level.
 

5. 	 Even with the completion of the 600 sub-projects now in the

pipeline, many of which have benefitted relatively few people,

the Gadoon-Amazai area will still lag behind the adjacent

Swabi lowlands in terms of basic infrastructure and social
 
services.
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S U M M A A Y (Continuod) 

Recommendations 


Based on these conclusions, the following recommendations are made:
 

1. 
 Continue and accelerate the process of systematic phase-out
of subsidies and major infrastructure development, consistent
with completing the 600 approved sub-projects, in order to
break th_ cycle of dependency before it becomes entrenched.
 

a. 

b. 	

Reduce project and USAID Technical Assistance staffs;
Approve no new sub-projects under current guidelines;
c. 	 Solve cash flow blockages between AID and Kala 
Dhaka
 
insuring future flow through PACD; and


d. 	 Phase out subsidies and protection payments.
 

2. 
 Initiate a parallel but independent process of grassroots,

self-reliant development built around sustainable 
village
organizations that provide 
 for 	 broad-based community
participation, including:
 

a. 	 Involve recipients, GOP, 
and 	USAID in design and
implementation of grass-roots, self-reliant development

initiatives in the project area;
b. 	 Identify, develop, and strengthen village development

organizations (VDO's);


c. 
 Provide staff training, methods, and resources to VDO's;
d. 	 Develop integrated extension teams;

e. 	 Approve sub-projects that include substantial self-help


contributions;

f. 
 Expand technical assistance for self-help sub-projects;

g. 	 Develop and implement maintenance programs;

h. 	 Strengthen agriculture and social forestry activities;
i. 	 Combine 
training and job placement operations and


activities; and
 
j. 	 Provide access to credit and/or village savings programs


for both men and women.
 

Lessons Learned
 

With 	the caveat that retrospective prescriptions are presumptuous

for such a high-risk but successful project, three hypotheses merit

testing in comparable future endeavors:
 

1. 	 A social development component built around 
a village

level organization 
scheme with more direct recipient

involvement should be included from project inception.
2. 	 The phase-out of subsidies should begin early,
particularly if a social organization team' is in place
to facilitate the development of self-help activities.
3. 	 The level of subsidies provided in this project should
 
not be as high in future endeavors.
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