ACTIONS S ce T i '

APPROVALS .

A 1.D. EVALUATION SUWAHY PART |

mmWMM)PD—AB€4§®

(BE .E FILLING OUT THIS FORM, READ THE ATTAC.

IDENTIFICATION DATA

" A. REPORTING ALD. UMIT; B. WAS EVALUAT!UH SCHEDULED IN

CUHREHT FY ANNUAL EVALUATION PLAH? :

C- EVALUATION TIMING -

33104 |

_SOW and engage consultant to undertake study of date
2. LBI/Progect P!anntng and Managemenf Unit (PPMUD
3. Government of Balochistan (GOB) give pr1or1ty to

4. USAID reconsider policy which eXcludes"vcetech_

'S; GOB!USAIDILBI establish Terms of Reference for

USAID/Pakistan Interi fi
{Minaion or AlD/W Office) yos X) lllppcd O ad hoe E} : AS f :e?l ": Sﬂf:xnp:;t o other D
ese i~ - } Eval. Plan Submission Date: FY __ O
3 ACTMTY OR ACTWI‘I’IES EVALUATED (Ult the follewing lnfmm-ﬂon for project(c) or pfogrnm(l) mhmod
. _ - H not applicable, st #tie and date of the evaluation repory)” _ 2
Proj_ect ] Pro[nc:/Proqr_am Titte - ' First PROAG Most Pf;nded ' Al;neu;'lt -
: (or title & date of or equivaient . recent - LOP Oblugated
evalustion report) FY) . PACT  Cost' ' mDsie
o - S o _ V fmo/yr) - (000} - f foc0)
- 391-0479 Balochistan Area Development Project 1984 _ 12/31/91 $33 5 $33. 5 B
: o o _ - L m111.0n m1111or_5
E. ACTION DECISIONS APPROVED BY MISSION OR AID/W OFFICE D[ﬁ!CTOﬂ Name of offlcer : Eh!t ).ciinﬁ v
_ . . _ . responsibie for " fobe.. -
Action () Required . : . - Acton o . Compieted-.
1. Louis Berger International, Inc. (LBI) prepare Karim. P.O. -Ju1y 1991

market1ng system.

Karim, P.0. -
agronom1st and training coordinator develor a farmer S o
training center concept to prov1d° seasonal training
for loca! Tarmers.

Abdul Raziq Khan,
recruitment of vo-tech graduates in regular c1v11 CACS

service and. contract position.
Karim, P.0."

gradﬁates from receiving new schoiarshlps '
Karim, P.0Q.

PPMU Diractor; clarify LBI SON accordingly.-

5. 'USAID/LBI obtain GOB agreement ve civil service | Karim, P.0.
appointments or system of incentives; also re : '
flexibility of appointments. ' Y

Qétqber'iaﬁlz_';ﬁ,

December 1991 | -

(Cont'd on Jttached extra shedt) =

Detember_liélfﬂ

P

‘(Attach extis sheet if

necessary) |

F. DATE OF MISSION OR AID/W OFFICE AEVIEW OF EVALUATION: mo 10 day 17 yr90

G. APPHOVALS OF EVALUATION SUMMAHY AND A 1SIONS:
. ' ' I Evaluation
- _/Q“ﬁcﬂr
Signature - - ' vy,
Typed Name A. Karim Nayani Abdb’ Ra71r Vigu Tanvir A. Khan ames
R _ o5 Add. Luicf S« retary 15510
- Date: 7 Date: 4} Date: Date:

Norrls
ctor




ABSTRACT

~ costs

““The Balochistan Area Develg,..ent (BALAB) Project is a $33.5(:.11ion.(original-$4S :

‘strategy. for private sector development, finding a means for involving villagers in

for the integration of the planning and monitoring unit into P&D.

H. EVALUATION ABSTRACT (do not sxceed the space provided)

million out of which $11.5 million were deobligated in conjunction with Pressier -
requirement in 1991) AID funded project to develop infristructure in the Makran o
Bivision. in Balochistan and integrate the area into the .nacic-economic rainstream of
Pakistan. Major activities have been the rehabilitation and maintenance of primary

and secondary roads in the area; construction of a bridge across the Kech river bed -

near Turbat; improvement of traditional irrigation systems; on-farm demonstrations of

new varieties and cultivation methods; construction of primary schoo? -classrooms; and {_1'

the creation and establishment of a project planning and monitoring unit as an
extension at the divisional level of the P&D department. The project is now in the
completion stage and there is a critical need to reduce infrastructure activities and @
give more emphasis to private sector, agriculture, women in development and Tocal '
participation in Makran's development. : . Lo

The four member evaluation team spent five weeks in Pakistan of which two weeks were
spent in-Makran. The team included an engineer, who focused on roads and irrigation
structures, ‘an agricultural economist, who studied water management and farming
systems, a private sector specialist, who investigated the potential for enhanced- ¥
business activities, and a public administration specialist, who dealt with the issues :~
of decentralization of project planning and monitoring and achieving greater popular

- participation. About 80 percent of the teams's work related to the effectiveness and IR

jmpact of past activities and 20 percert to the future emphasis of the project.

The BALAD Project accomplishments are mixed: some important roadwork has been

 completed, but developing C&W Department's capability to maintain_the;rehabiiitated"jéh

roads needs more -work; useful project interventions in irrigation and water _
management have benefited the farmers but a comprehensive hydrological - survey is still
needed to resoive questions regarding the appropriatness and longer term consequences
of water ‘intervertions; notable success in constructing school buildings and in.
organizing on- zrm demonstrations is noted in Makran; creating a project planning ‘and
monitoring unit and integrating the same into Planning and Development Department is
now being addressed. : ' ' _ S .

Among the principal recommendations are the need for a hydrogeological study, .
development of an improved date marketing system, establishment of a school for local -
farmers, introduction of explicit WID dimensions within project; a market-driven

participatory planning and Tocal resources mobilization, and specific recommendations

H g
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m..,,dg.,.dpunm.,.ﬂmn,pw Balochistan Area Development Pr'o,Lct, Nov, 1990

'The BALAD™ Proaect was designed to accelerate the 1ntegrat10n of the Makran D1v1510n of

Balochistan into the socio-economic mainstream of Pakistan and to improve the quality
of 1ife in Makran through improving roads, water and agricultural infrastructure and
strengthening Provincial and Divisional plann1ng management and hyman resources.: In o

1 the past two years more emphasis has been plased on the institutions needed for-

improved planning, management and local participation in development. The shift of'

-emphasis has occurred without departing from the original purpose - the integration of

Makran int> the political and economic mainstream of Pakistan. This evaluation was
done from this more recent perspective. While it notes where the Project has had a
visible, political impact, attention is mainly on the extent to which BALAD 1s

' respond1ng to underiying 1nst1tut1ona1 and susta1nab111ty requ1rements

The evaluat1on team was in Pakistan for five weeks, a Iittle more than two of wh1ch
were spent in the Makran. The four members examined the main components of the -
Project: road rehabilitation. and maintenance, 1rr1gat1on projects, agriculture, Spec1a1s'
Development Activities, and the public administration issues related to the

establishment of the PPMU and the institutional sustainability of tha BALAD cdncépt and?'_,
activities. -Special attention was also given to cross-cutting issues, particularly the: § -]

potential for private sector development, greater local participation and the need to
address more explicitly the role that women can have in Makran's development.

After a slow start under isolated and d1fferent conditions, BALAD has_esiab]iihed an_ -?'
important role and responsibility for development in Makran. HWith regard to the
development of infrastructure, the accomplishments have been mixed but generally '

“positive. The Kech Bridge and over 300 kilometers of roads upgraded and, to a lesser

extent, maintained by the Project are basic achievements. 178 irrigation projects havel

‘been completed throughout the Turbat: and PanJgur districts to address the most cr1t1ca1;-.15‘

need of the local population.

BALAD' s agr1cu]ture act1v1t1es are off to a good start but, 11Ke water sector _
activities, tend to be without reference to any overall government planning framework
The building of additional primary school classrooms under SDA also stands out as a.

positive achievement. “On the other hand, the Vo-tech Training Program, which had been ?;f E
highly praised, was judged to be a fa11ure -at least on the basis of job placement for | =

returned Makrani students. Also, other than classrooms for girls, nothing has been
done to address the special needs of women. The main private sector beneficiaries of

BALAD activities are 41 local contractors and some 350 farmers who have part1c1pated 1n?.'°9

on-farm demonstrations.

With regard to the institutionalization of BALAD activities, the results are lﬁﬁ?téd

‘Long delays in providing the leadership and staff to the PPMU'raised concerns about - o
GOB's commitments to decentralize development planping and project monitoring.: Today, b

BALAD is still a contractor operation with PPMU tacked on as an adjunct. Except
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_for recent progress in agr1culture which has been a joint effort of PPMY and LBI

implementing road and water sector infrastructure was targely due to the LBI. staff
PPMU is not an integral part of the P&D Department nor in a pos1t1on to exercise
divisional plann1ng responsibilities. T

-Efforts to establish a viable PPMU, both in concept and in fact, have a]so been

1limited by the tenuous working relat1onsh1ps with the line departments, which do not
have the commitment nor the personnel to take over responsibility for planning: ;and
implementation. Cooperation with C&W is reasonably good, and BALAD agr1cu1tura1 _
staff have involved agricultural department personnel -in their farm-level o
activities. But divisional level coordination of project planning is almost
non-existent; perhaps it is 1mposs1b1e w1th1n any highly centra11zed adm1n1strat1ve
system. _ _ . _ .

Some of the ma1n recommendatlons 1nc]ude

— There is need for a much greater C&MW commi tement of personneI and fundlng 1f 1t

“is to take over its proper road sector respon51b111t1es

— A comprehensive study of water and. groundwater resources is a ba31c prerequ1s1tei_j
- to water sector 1ntervent1ons in the future. _ :

p—-- A]] future karez bor1ngs infiltrations galleries and de!ay action dams should
be postponed unt11 the above study is completed or more data is otherw1se obtalned

A strategy for agricultural marketing needs to be developed in v1ew of the

constraints that exist and the importance of date and food crops to the 1ocal economy;

- Con51derat1on should be given to the establishment of a training: center 1n
Turbat or Pan;gur to provide seasonal training to local farmers. S

-~ SDA funds should be used to respond rapidly and as f]exrbly as p0551b1e to

v:ITage level priorities as they arise.

-~ BALAD should draw on outside AID resources, particularly of Genesys, to support
activities that LBI has 1dent1f1ed in its current workplan to promote the role of
women in deve]opment ' o _

- For SDA and WID activities, BALAD funding should be conditional up_on local
participation'and contributions. : S

_- GOB should continue to §1ve priority to the placement of VortEChzgraduateé“in

reguiar civil service and contract positions. Also the decision to exclude graduatesﬁ.ij
from receiving new scho]arshlps in order to complete their un1ver51ty degrees shou1d S
‘be recons1dered _

—  LBI shoqu recru1t a nat1ona1 as full-time traaning coord1nator

—-  PPMU needs a strong dirsctor having a deveiopment background and senior rank

He should be directly respcnsible to the ACS (Development). PPMU staff1ng vacanc1es .

shou]d be f111ed as soon as qua11f1ed canu1dates can be found.
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-— PPMU staff members should have regu!ar "GOB appointments. Otherwise, sericus _
consideration should be given to providing them with performance bonuses or other
1ncent1ves funded by USAID. :

- Consideration should be given to GOB to adjusting job classifications with
respect to PPMU to allow for the recruitment of Makranis as planner. trainees and
engineering assistants.

--  There should be computer1zed capability to monitor BALAD activities at both the .
d1v1s1ona1 and provincial levels. :

- A strategy to enable the private sector to take advantage of business

opportunities should consist of: access to USAID catalog project assistance; 'm1cro '
and small scale enterprise assistance to Makragi entrepreneurs; a marketing and
productivity 1mprovement program for the agricultural sector. -

——  BALAD needs to establish a grass-roots dimensions in its activities and involve
village people in the planning and implementation of development projects. Makranis
should be recruited by PPMU to assist the people in identifying priorities and

mobilizing community resources.
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COPY OF THE +:.'L EVALUATION REPORT

L COMMENTS BY MISSION, moﬂv OFFICE AND BORAOWER/GRANTEE _
The draft Eva]uat1on'Report was reviewed in a Workshop at Quetta, which wasékei]_
attended by Government of Balochistan Officials, USAID representatives Evaluation
Team, and the Technical Assistance Team. g

-The de]1berat1ons were very useful and it was agreed to incorporate selecte& B

recommendations in the Technical Assistance Contractor's Workplan for the remaining

period of -the Project (which was being considered for an extension from 31 Dec. 1991 f;

upto June—Ju1y 1993, making the pro;ect go the full ten years).

The Work Plan (including the option for extension) was subsequently rev1ewed and
approved by the Project Steer1ng Committee in January, 1991 .

As a result of the Pressler Phase Out, an amount of $11.5 million was de-obiigated,
thus reducing the 1ife.of the Project funding from $45 million to $33.5 million.
Naturally, this had serious implications on the planned future BALAD activities and
eliminated the possibility of a BALAD-II which was planned and focused on
part1c1patory development, role of women in development, and involvement of prtvate
sector in development. It is also because of Pressler phase out that only a few
evaluation recommendat1ons that appear doable with the remaining funds and within -
the BALAD PACD, have been se1ected as "Action Decisions Approved by Mission". .-

It was clear that it would be impossible to take up any Infrastructure development
activities and that the Project could only continue community related Small :
Development Activities, improve Divisional Level Planning capability and aTso

‘concentrate on leaving behind a sustainable unit of development, which would cont1nuef:

to be in existence beyond the BALAD PACD, and work with the village organizations.
This concept is not new and has been an integral part of the Rural Development

strategy of the Office of Agriculture and Rural Development. The aim is to mobilize.?-

the villagers who benefitted from BALAD Agriculture and Special Development
Activities (SDA), into association/organizations to enhance the philosophy of Self
Help. . This concept is strongly endorsed by the evaluation which recommends that
deve]opment planning should involve the beneficiaries to participate in 1dent1fy1ng
local needs and priorities, and mob11121ng Tocal resources.

With the above background and pursuant to the Pressler guidelines, promot1ng

indigenous PVO activity seems to be most appropriate option. This would ensure that '

BALAD investment to date in Balochistan results in a useful unit of assistance.
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E ACTION DECIZIONS APPROVED BY MISSION OR AID/W OFFICE DIRECTOR
Action(s) Pequired

7. GOB should fill PPMU staffing vacancies as soon
as possible.

8. GOB/USAID/LBI should arrange separate office for
PPMU. -

9.  USAID/LBI/GOB develop mechanism for placing SDA
funds. under control of Divisional Development
Committee (DC) and PPMU.

10 LBI/P&D computer . center prepare SOW for
integrating data bases and estab11sh1ng project
monitoring system

11. LBI propose workplan changes required to include

community organization component in project; consider
possible contract with university of Balochistan

- and/or a Balochistan based NGO including the

possibility of privatization of the PPMU into a
Makran based NGO.

12. LBI should draw on Genesys and other AID
technical resources to develop explicit WID
dimensions in BALAD.

13. USAID/LBI should prepare SOW for detailed market
studies on fisheries and tourism, micro-enterprise
program and bus1ness support organization.
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PREFACE

: From Septemberﬁtu Om,.,e: 17, 1990, afeur-personteamfmm Develupment Altematwes Inc._'
(DAI) undertook an evaluation of the Balochlstaa Area ueveiapmeﬂt (BALAD) ?roject T‘he team L

" members were:

Fredenc C. Thomas, Anthropologlst (Ph.D) and Team Leader, currently an mdependent'-' '-

consultant. His prior expenence included 25 years of senior overseas responsibilities with the UN

' Development Program, US Agency for International Deveiopment and the Peace Corps in the:r techmca! s

cooperatxon programs, mainly in North Africa, the Mtddie East and South As:a

Richard R. Howes, Agricultural Economist (Ph.D), with experience with the U.S. Department S
of Agriculture and as a professor at the University of Maryland. He prevnously conducted several
- evaluations of large multi-faceted area and regional development programs in Bangiadesh Mauntama .

Iran, and several African countries.

Mlchael V. Julien, Private Sector Specialist (M. Sc. Mngt.) whose experience incl&deé !
management of an agri-processing company and design and implementation of USAID private sector = .
development finance programs. Recently, he was chief of party of an AID»funded agnbusmess L

diversification pro;ect in the eastern Caribbean.

Allen J . Clark, Civil and Agricultural Engmeer (M.S.), with extensive experience in the survey, AT
design and construction of roads and other building projects in Burkina Faso, Senegal, Mauritania,

Burundi and Zaire.

_ 'The evaluation team was briefed by AID/Washington and USA]D/Islamabad It Spent' o
approxunately one week in Quetta interviewing senior Government of Balochistan (GOB) offi cxa]s and -
reviewing Project files. Subsequently two weeks were spent in Turbat visiting Prolect activities m the -

Turbat and Panjgur districts as well as visits to the coastal towns of Gwadar and Pasni in connection with

road activities and an appraisal of private sector development opportunities. Moreover, one member of . !
 the team spent two days in Karachi discussing private sector development. Upon return to Quetta for the -

purpose of writing up findings and some final meetings with GOB officials, a one-day USAID-sponsored
“workshop; organized and lead by two Coverdale facilitators, served as an opportunity to review the main

issues and conclusions emerging from the evaluation. Afterwards the team leader returned to Islamabad =~ ©
‘to complete the report, a field draft of which was discussed thh USAID/Islamabad on October 17, 1990 R

 prior to hls departure from the country.

The evaluatlon could not have been completed w;thout the help of the PrOJect Ofﬁcer in Quetta e
- and his Program Assistant, who accompanied the team to Makran. The team’s apprzciation is also
extended to the USAID, GOB officials and others who made their valuable tirne available in order 0

provide the team with their views and comments on BALAD activities. Pamcularly, the team wishes to

_ express its thanks to the BALAD staff in Turbat for their support and interest in the evaluat:on WlthOdt L B

- their fullest cooperation this report could not have been wntten
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EXECUTIVE SUMMARY

The evaluatlon of the Balochlstan Area Development (BAI.,AD‘A Pro;ect is based on the ViBWS |

* and conclusions of a four-person team from Development Alternatives, Inc. (DAI). The team was in .- B

Pakistan for five weeks, a little more than two of which were spent in the Makran. The four members
examined the main components of the Project: road rehabilitation and maintenance, irrigation prOJects -
agriculture, Special Development Activities, and the public administration issues related to :the

 establishment of the PPMU and the institutional sustainability of the BALAD concept and activities.

Special aftention was also given to cross-cutting issues, particularly the potential for private sector -

* development, greater local participation and the need to address more expllc;tly the role that women’ can
" have in’ Makran s development . P

- BALAD was begun largely for political reasons: road unprovements and other mfrastrucmre 0
demonstrate central government concern for a strategically important yet previously neglected part of the -

country. In the past two years more emphasis has been placed on the institutions needed for improved = - -
planning, management and local participation in development. The shift of emphasis has occurred without =~ 1+
departing from the original purpose — the integration of Makran into the pohtlcal and economic . -

mainstream of Pakistan. This evaluation was done from this more recent perspective. While it notes_-'_
‘where the Project has had a visible, political impact, attention is mainly on the extent to whlch BALAD

s recpondmg to underlymg mstxtutxonal and sustainability requirements..

The team concluded on the basis of its observatlons that after a very slow stax_-t under 1solated
and difficult conditions, BALAD has established for itself an important place in the Makran. =

' Accomplishments with respect to infrastructure are mixed but generally positive. The Kech Bridge and

over 300 kilometers of roads upgraded and; to a lesser extent, maintained by the Project are no mean '

" achievements. Some 178 irrigation projects were impiemented throughout the Turbat and Panjgur districts . S
in an effort to address the most critical need of the local population. BALAD’s agriculture activities are -~ |

off to a good start but, like water sector activities, tend to be of an ad hoc nature without reference to
any overall conceptual framework. The use of SDA funds to construct additional pr:mary school o
classrooms, especxally for girls, also stands out asa posmve achievement. : :

On the other band the Vo-tech Training Program which had been hlghly pralsed in the interim a

~ evaluation, was judged by the team to be a relative failure, at least on the basis of follow-up interviews -

with returned Makrani students. Also, nothing expl:cxt has been done to address the special needs of

women, other than ‘classrooms for girls. The main private sector beneficiaries from BALAD activities ..
are 41 local contractors, who carried out construction projects, and some 350 farmers, who partxcnpaxed o
- in on-farm demonstranons and crop trials.

. With regard to the mstltutlonahzatlon of BALAD activities, the Project has httle to show. Long : -
* delays in providing the leadership and staff to the PPMU left the evaluation team with serious reservations-

regarding GOB’s commitment to decentralize development planning and project monitoring. USAID. -

" efforts to de-emphasize implementation of infrastructure and get the Project back onto its original track,

while understandable, have tended to undermine the momentum of activity and PPMU confidence.
BALAD is still today a contractor operation with PPMU tacked on as an adjunct. Except for agru,ultural :

_activities which have been a joint effort by PPMU and LBI, road and water sector pl’O_]ectS were "
‘accomplished largely through the efforts of the LBI staff actmg mdependently . _
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'Although its professional staff have P&D appointments, PPMU is not an integral part of the
- P&D Department nor in a position to exercise divisional planning responsibilities. Efforts to establish a.
~ viable PPMU, both in concept and in fact, have also been hampered by the tenuous working relationships .
that exist between BALAD and the line departments. At the divisional level, these departments do not- -
~ have the commitment nor the personnel to assume the level of responsrblllty for planning and ;

implementation that is required as the Project, and particularly PPMU, restricts its ﬁmctlons to o

development planning, prioritization of projects and monitoring of progress.

In the roads sector, cooperation with C&W has been reasonably good. Also, BALAD agncultural- '

staff have involved agricultural extension and OFWM personnel in their farm deronstration activities. e

But divisional-level coordination of project planning is almost non-existent; perhaps it is rmpossrble within. -

the highly centralized GOB administrative system. The Project must give much more attestion to training = : .
of line agency personnel, as LBI intends to do, even though it will be an uphill struggle because of .
o agency weaknesses and GOB bureaucratic conditions. S

The evaluation team decrded that, despite the institutional and bureaucratl_c'ob'stacles,? it would -
be mistake not to press ahead with efforts to establish a viable development planning, monitoring and =
- coordinating mechanism at the Makran divisional level. Although the conditions are not favorable to say

the least, the potential importance of such a mechanism in achieving participatory development planmng'_ R

| _ and administration is well worth the risks involved.

The team concluded its examination of BALAD activities . with the following prmcrpalo o
reccanmendations: : _ '

®  Given the importance of developmg C&W’s road planning and rmplementatron capabrlrtres g
a much larger GOB commitment of personne! and fundmg is needed, even if this means

giving the Makran division priority over other divisions in Balochistan. If GOB ‘is.unable _ L
to make this commitment, lack of equipment and limitations on LBI and C&W supervisory . .
capabilities, as well as logistical reasons, dictate that rehabilitation activities should be B

consolrdated on one road mstead of two as is now the case.
e A comprehensrve study of water and groundwater resources is a basic prereduisite to water
* sector interventions in the future. An expert on water resource surveys and study design
_ should be engaged to prepare a detailed scope of work for the study '

L Except for activities already approved, all further karez borings, mﬁltratxon gallerres andg'

delay action dams should be postponed until more information is available on the impact - DAt

of these activities on groundwater resources. The constnuction of srphons channel linings
and other karez improvements should contmue provided karez owners share in the cost. |

® A strategy for agricuitural marketing needs to be developed in view of the constramts that
presently exist and the importance of date and food crops to the local economy

® A trammg center should be established in Tui. t or Panjgur to Qrowde seasonal traimng.. N
- to local farmers. Initially under BALAD supervision, the center should Iater becorne P

autonomous, preferably under the sponsorship of an international NGO.

®  BALAD should establish an explicit WID dimension in rts program and draw ogn outslde' R
" AID resources, particularly of Genesys, to support act:vrtres that LBI has identified o
promote the role of women in development




v

With r&spect to SDA and WID activities, BALAD fundmg should be conditional upon local -
partmpanon and contributions. _

GOB should give priority to the placement of "vo-tech™ graduates in regular civil sermce

and contract positions. Also the decision to exclude graduates from. receiving new. :'

scholarships in order to complete their university degrees should be reconsidered. - :

In view of the importance given to both on-the-job and institutional training of line ag'éuéy )
staff in project planning and implementation and to ensure their involvement in BALAD
project activities, LBI should recruit a national as full-time training coordmator on its staff :

~PPMU should play a central development planning and monitoring role at the dwxsnonal -
level. Its mandate should be defined and include all development activities in the division, -
‘not just those of BALAD. Accordingly, PPMU should be regarded as the Dms:oual _
_ Planmng and Moritoring Unit (DPMU) : '

PPMU stiould have a director with senior rank and level of authority, who will enjoy the
full complete confidence of the ACS (Development). Directly responsible to the ACS, he
should work closely with the Commissioner of Makran Division and serve as co-chalrman
of. the Divisional Development Commlttee

DPMU shouid have offices separate from LBI. Its staffing requirements, particularly with
. regard to planners (including an irrigation planner) and statisticians should be filted as soon
as qualified candidates can be found. :

GOB shouid provide all DPMU staff with regular government appointments. Otherwise,
DPMU staff on government contract should receive an incentive allowance during this

interim phase. Since this phase will coincide with USAID involvement in the Project, a-

system of performance pay or bonuses in addition to training and other incentives mxght: '
~appropriately be funded by USAID.

GOB should modxfy its job class;ﬁcatlons with respect to DPMU to allow for recrumnent -
" of Makranis as planner trainees or engineering assistants without the requisite degrees for

government service. The Project would provide on-the-job training as well as university- h 3 »

-~ level training to embie them to quahfy professwnally for permanent GOB positions.

There should be computenzed capability to monitor Project activities at both the dmswrﬁal' :

and the provincial level, particularly as increasing attention is given to 1'1ter-sectoral FERE TS

interventions within regiona! development plans.

- DPMU plannmg should be dore on a district basis and du:ectiy mvolve the vﬁlagers and
_the union and district councils in identifying local priorities and self-help resources.
‘Makranis should be recruited, perhaps through a contract with the Umvers:ty of
Balochistan, to be trained as community organizers to assist the peop{e in conductmg
surveys, identifying prlorm% and mobilizing local resources.

SDA resources should be channeled through the DDC to be used to respond qunr'kly and

flexibly to initiatives taker by the villagers in local-level planning and self-help

mobilization. Primary responsibility for programming SDA funds and ensuring line agency :
~support in prOJect lmplementanon should rest with the DPMU. L
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A strategy is needed to enable the private sector to take advantage of business opportunities
that exist and, more importantly, opportunities that will emerge with infrastructure
developments. This strategy should consist of: access to USAID policy-level project .
assistance, micro and small-scale enterprise assistance to Makrani entrepreneurs, a
marketing and productivity improvement program for the agricultural sector. L
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SECTION ONE

INTRODUCTION AND OVERVIEW

THE MAKRAN

: Makran is the southwestern division of Baluchistan province. It has an area of about 21,000 square -
miles and, according to the 1981 census, a population of 650,000. There are undoubtediy considerable =
more people in the division at the present time. Most of Makran consists of bare, rugged mountains: with

. sparse vegetation in ravines where occasxonally some rainfall collects. Rainfall ranges from three to seven - B
" inches a year; in some years there is almost none at all. In this harsh. and largely desolate land, i

' popu!atlon is highly concentrated. 95 percent of the people live on less than ﬁve percent of the land

The d1v1s10n has three principal mountain ranges that run roughly parallel to the sea: the coastal' '

range, the central range, and the Siahan range. Between these ranges, broad valleys form natural

divisions between the three administrative districts of Panjgur, Turbat and Gwadar. In the northern part :
- of the division, the Rakhshan river basin flows from northeast to southwest and provides water for the -
Pan_;gur oasis. Further south, another river basin includes the Kech, which provides water fora strmg}_

of oasis stretchmg out from Turbat the Nlhmg and the Dasht.

_ “Although most of Makran consists of unproductlve and uninhabited mountam rang&s the val[eys

in between are fertile and productive when irrigated. Hundreds of "karezes™ and "kaurjos® tap the
- precious water supplies of the principal river basins. A karez is a long horizontal underground tunnel that -
is fed from "mother" wells while a kaurjo is an open ditch carrying water diverted from an intermittent - - -
stream. Only a small fraction of land is irrigated by tube wells because of the high cost of diesel fuel and -
the absence of electricity, but with the availability of electric power within the next few years, the number . i
of tubewells is expected to increase dramatically. In coastal Gwadar most people depend upon ﬁshmg for '

a livelihood, making the sea the second most unportant resource of the Makran.

Tradmonaliy Makranis formed a stratified society composed of land-owning rulmg and a:uddle .
classes and a lower class of farm labor, artisans and slaves. Thus Makran differs from the more . ;
hierarchial tribal society characteristic of other parts of Baluchistan. Because of the mobility of Makranis - :
and the practice of migrating temporarily out of Mzkran especially to Oman and other parts of the . !

* Arabian peninsula, however, these class distinctions and the inherited rights and privileges they entail
~ have been breaking down. Former farm laborers or Makranis of slave origin returning after years of

working abroad buy land mainly to raise their social status than for any productive purpose. Nearly all

of the villages in the Makran have ethnically mixed populations. The relative equality of the society, the - -
labor mobility which provides for an inflow of remittances, and the strong identification that Makranis -
feel for their home — however harsh and inhospitable it may appear to outsxders - charactenze the -

human resources base upon which development of the area depends.




HISTORY OF BALAD

The Baluchistan Area Development (BALAD) Project was chiefly motivated by the need to
integrate southwestern Baluchistan more closely into the administrative and economic fabric of Paklstan
Secessionist sentiments and ethnic ties with Baluch populations of Iran and Afghanistan were a source of
apprehension to the Government of Pakistan.(GOP), especially at the height of the war in Afghamstan o
~ The Makran, isolated from the rest of the country and facmg the sea, Iran and the Gulf, was in a sensmve '
strategic position. o

Building up 1ts program at the time, USAID agreed to provude critical infrastructure and thus help o

_' GOP demonstrate its concern for the needs of the neglected population. Administered by a regional affairs - e

officer in Karachi, BALAD was treated as quite separate from the Mission’s regular development L
program. USAID officials in Islamabad readily admit that BALAD would not have been part of the AID :
program 1f normal development criteria had applied. : '

. The Pr0_|ect Agreement was signed on August 30, 1984. USAID funding for the proposed ﬁve-year _ )

effort was placed at $40 million with an additional imputed value contribution from the Government of -

Baluchistan (GOB) estimated at approximately $5.8 million in rupee equivalent. The Project Paper (PP) = -
identified three main areas of activity: (1) road construction, rehabilitation and ‘maintenance; @
improving the efficiency of existing water facilities and the construction of small and medium-scale -

diversion structures and dams; and (3) strengthening the capacity of the GOB and the Makran division -

to plan, prioritize, select and implement development projects. Subsequently, the life of project was -

extended by one year to December 31, 1990. AID funding was also lncreased in August 1987 to $45 =

million, primrily to finance additional road design activities.

Conditions precedent in the original grant agreement included the formal establishment ofa Pro_1 ect .-

Planning and Monitoring Unit (PPMU) at Turbat, appointment of a project director, and provision ¢ ofa L

site for the project headquarters. Project mobilization required well over a year. The long-term techmcal g
assistance (TA) contract with Louis Berger International, Inc. (LBI) was signed in September 1985. The

full TA team was established in the country by April 1986 with the arrlval Of the last of the pla.nned core o

team of four long-term expatnates

Constructlon of the project headquarters compound in 'I‘urbat began in December 1985 and was |
~ completed in Aprﬁ 1987. There was little else to show. by way of accomplishment; mainly because of
~ extended delays in mobilization on the part of the Pakistani contractor selected by USAID for the Bela-

Awaran road. The improvement of this road, and its planned extension to Turbat, was widely percewed o

as the main contnbutlon USAID could make to development in Makran.

Wlth no road and only comfortable offices and housing for staff to show, there was growmg local -
criticism of USAID and the Project. To counter the agitation being fanned by the student’s wing of the -
Balochistan National Movement, new activities which could be implemented quickly and have l-ngh -
visibility were added to the Project: the construction of the Kech River bridge near Turbat, the paving

of selected Turbat town roads, and the implementation of a vocational-technical training program which - o
largely replaced the original training program described in the PP. Under the Special Development- R T

Activities (SDA) component of the Project, which had originally been designed to follow the main-
infrastructure activity rather than precede it, an active program of building school classrooms and related
structures was- quickly initiated for the same, mainly political reasons.




As rmght be expected under the rugged condit'ons in Makran, fuel shortages and the breakdown
of equipment as well as difficulties with local contractors because of absences, non-performance or
inability to meet standards were continuing problems. The need to terminate one subcontractor in: 1987
~ resulted in a court case against LBI. The frequent and sometimes prolonged absences from Turbat of the
- senior staff of line departments, particularly C&W, also held up implementation. Nevertheless, 1987 and
" 1988 saw a growing momentum of activity: construction of check dams and watercourse improvements,

siphons, karez borings and improvements, road rehabilitation to improve gradients and ahgnments o

upgrading with low water crossmgs and culverts, and maintenance operations.

With regard to the estabhshment of a divisional Tevel planning and. rnonrtormg umt (upon whrch '

the longer-term sustamabll:ty of activities depended), the Project was seriously deficient. The PPMU was |

~ only a shell of aa institution composed of a director and one or two subordinate staff. In late 1988 steps

were taken to terminate BALAD at the end of the LBI contract period. Only through the intercession of . - o

" the Chief Minister of GOB with the U.S. Ambassador and assurance that PPMU’s vacant posmons would 3
be filled was the Pro_|ect extended. ' A

In early 1989 agnculture was added as an active component w1th the asmgnment of an. expatnate L

- agronomist to the LBI staff and the appointment to PPMU of three local staff, one of whom was an
agronomist. Agriculture department officers and field staff participated in establishing demonstration -

plots, introducing new varieties of wheat and other crops and improved cultivation practices. The: farmers h
responded p051t1vely, and the agriculture dlrnensmn of the Project has remained active up to the present _
tlrne . : : :

_ W:th only 2 skeletal staff, PPMU had been mamly involved in prov1dmg support of an
administrative nature, particularly subproject identification, the processing of proposals to P&D and in "
the final contracting stages. During 1989 increasing attention was given to developing PPMU’s planning -

. capabilities. The unit was asked to develop ideas regarding the future direction of the PI‘O_]eCt and spec:ai__ _ '

areas in the Makran division were identified for regtonal planning purposes

Reﬂectmg the shift from infrastructure construction to agriculture productior. and rural development
planning, the agricultural and rural development division (ARD) of USAID took over responsibility for
the Project and outposted to Quetta a national project officer as its representative to oversee operations.

“and maintain Haison with GOB authorities. This change meant more coordination from Islamabad and =
refocusing activities to conform more closely to USAID’s development strategy. The integration of = -
"lagging areas" of the country into the national economic mainstream remained an overall objectwe but - -

" with greater emphasis on popular participation, involvemer: of the prrvate sector and women in" -

development, and on raising human resources and manag:.ient capacity to a level where all area' |
development prOJects wdl be pianned and managed by local and provincial authorities. ;

The LBI contract was - extended in September 1989 for another year with parncular emphasrs on

agricultural development and the institutionaiization of the activities undertaken to date. In addition to . '
contmumg road rehabilitation and maintenance, the Kech Bridge and approach road project was '

progressing well. Construction on the Bela-Awaran road was far behind schedule, however, and the
contract was eventually terminated. This major road component of BALAD along with the Awaran-Turbat -
" road, for which preliminary design was completed, were then split off from the Project to becorne a

separate Balochistan Road Project. Also school building activity was suspended in early 1989 since

USAID was mounting a large primary education project (PEP) in Balochistan, part of which would be
devoted to construction of schools. 1989 also saw a slackening of water sector activities due i in part o
doubts about the effectiveness of karez bonngs delay action dams and other interventions.




As Table 1 shows, at the time of this evaluation cumulative expenditures on the Project totalled
$25 million of which $20.1 million was for construction and $3.7 million for technical assistance, the
latter being mainly the LBI contract costs. Of the construction total, $3.6 million represented projects that
had been identified and supervised by the PPMU and the LBI team, mainly in maintaining. and

rehabilitating roads, in building delay action dams and improving karezes and irrigation systems, and in "~

agriculture and SDA project activities. The $16.5 million balance was spent on the BALAD headquarters

- complex, the Bela Awaran road, the Kech bridge, and two other smailer construction projects which were

funded and contracted dlrectly by USAID.

Durmg the first half of 1990 attention was devoted to actxv;t:es to be carried out durmg the PR

extension period from October 1990, being the gap between Project funding and the LBI contract and the

probable starting date of a follow-up BALAD 1I project. The LBI proposal placed more emphasison .
institutional development and training and less on implementation of specific projects. With further -~
: strengthening, PPMU would engage more actively in developing planning documents for much of the - Ee
Makran; The emphasis with respect to roads would be on building C&W capabilities to plan, designand . - '
maintain a good road system. Likewise in the water sector, institutional development and training would - |

be stressed. It was also expected that the agricultural and SDA components of the Project would be used

10 address the needs of villages, for example with respect to potable water, markets and medlcal services,

and, most particularly, the needs of women.




‘"TABLE 1

- BALAD OBLiGATIONS AND EXPENDITURES TO DATE -

'A.LD. GRANT  G.OP.

$ (000) © Rs(000)
OBLIGATIONS EXPENDITURES o OBLIGATIONS
Technical Assistance 5,430
LBI Contract 3269
Other TA B 443
Total .~ : I 3,712
Training . T3 387
Commodities 1,055 936
Construcion ~ ~ 34.857 38,637
BALAD Hgs. - 1,470
Kech Bridge | | 3,947
Bela-Awaran Road A&E 5,848
- Bela-Awaran Construction - 3,846 '
Balochistan Road A&E - 1,108
Other A.LD. Direct 340
PPMU Contracted 3.592
Total - - 20,151
Other Costs _' 2,636 -
Evaluation _ ' 260 130
Contingency 25 00

TOTAL | 45,000 25316 77,868




SECTION TWO

MAIN PRO.]'ECT COMPONEN'I‘ S-

ROADS COMPONENT
“Setting and.Main Pro_g'ram E_léments

.Setting

The poor condition of the road network has always been viewed as one of the major constraints-on .
development. Of some 3,000 kilometers of roads in the Makran, less than 100 kilometers were. ‘paved, |
‘and most of them lacked drainage structures. For the most part roads consisted of smgle tracks whlch had i
their inception in the days of camel trafiic. - -

_ The idea in the PP was to- upgrade and maintain important toad‘* in order to tie the area more: c.losely-
‘to the rest of the country, increase the flow of goods and services and stimulate economic growth The -

centerpiece of the road component was to be the contract construction of difficuit stretches betw“en Bela -

and Awaran.

~ Also mcluded in the PrOJect was the rehabilitation and maintenance of gravel roads to ensure access_ _' o
‘within Makran. In addition, the Project would strengthen and improve the road maintenance capabmt:es .

of C&W . Other road 1mprovement activities were subsequently added to the Pro;ect mcludmg a major
‘bridge over the Kech river in Turbat and paving of the town roads. .

Bela-Awaran Road

The planned reconstruction of the Bela-Awaran road was w1dely percewed as the main contrlbutlon .

USAID could make to development in Makran. The PP env1saged construction limited to 45 kilometers
of paved road through two difficult mountainous sections, Later USAID decided to pave the entire 101
kilometers all the way to Awaran. This was seen to be more cost effective than i 1mptovmg the road on'
a piece-meal basis.’ : P

Road desigh including drainage struétures was completed on schedule by the joint venture ':A'&E = -
firm. USAID prepared a list of firms to bid on the project. Eight of 90 firms applying were interviewed
and only two were initially prequalified. At the recommendation of the USAID contracting office two -

other firms, NASA and Shahzaman, were added to the list in order to increase the competitiveness of the
‘selection process. In evaluating the bids, the A&E firm felt that NASA’s response was marginal. But as

the lowest bid it recommended that NASA should be selected if they met three conditions: (1) adequate - +

- and sufficient construction equipment; (2) 2 capable project management team, and (3) sufficient financial

~ backing. At the time NASA was engaged in an agreement with a foreign firm to provide the necessary o
equipment, the project management team and financial backing. A $16.4 million contract prov:dmg for . e

a 30-month constructxon period was signed in August 1987. In October NASA informed USAID that theu: :

Previous Page maﬁﬁ




‘agreement with a foreign partner had been canceled but that they were pursuing a similar agreement with - .
another partner. The contract was terminated for default in February 1988, but for reasons that are not. * -

entirely clear, it was reinstated two months lator.

After struggling with NASA for almost three years, USAID again fully terminated the contracton-
' May 29, 1990. At that time the estimated percentages of compietion of roadwork were 70 percent of .
* embankments, 18 percent of stone subbase and 12 perceat of base course foundation. Approximately 19. o
percent of the work relating to bridges and culverts was done, but not a single structure was finished. |

NASA was paid a total of $3.85 million.

Kech River Bridge

Consisting of two approach embankments, connected in the center by a reinforced concrete-piled o
bridge, the Kech bridge stands out as one of the more impressive construction projects in the Makran. . -
Thus it has served its purpose as a highly visible intervention associated with the U.S. as well as |

providing easy year-round connection of Turbat to the Mand-Turbat-Arawan roag.

" The A&E contract was signed in April 1986, and the invitation for construction bids was issued in ©
February 1987. A contract was signed with a local firm, Saaduliah Khan Brothers (SKB). There were |
the inevitable delays and the mobilization period had to be extended. However, the bridge is now
complete and open to traffic, although minor "rip rapping" remains to be done on the embankments. -

USAID/ENG had some doubts regarding the economic justification of the 30-foot épan betweenthe | . .

piles; a longer span would have meant fewer piles. The supervising engineer on the site said that at the

time of design it was not known what size of launching equipment would be available to position the

prestressed concrete girders. Hence 4 span was used which could surely be managed a Pakistani P -

. contractor.

Furbat wan_ Roads

It was decided early in the Project to pave some road sections in Turbat as part-of the effort to: -
deflect criticism that BALAD was doing nothing. There would be little other justification since the |+
municipality, unlike the rural areas, is able to raise revenues for such improvements. In any case, four Lo
~ sections.are already paved and a fifth section is underway. Drainage structures have been placed where - -

" necessary along these sections. This work has served to improve BALAD’s image among the local

* population, which was the underlying purpose.
Road Rehabilitation

Original Objectives and Subsequent Modiftcations

The PP established as outputs the rehabilitation and maintenance of 600 kilometers of category I.
roads and 900 kilometers of category II roads. Category I includes all roads connecting district and -
 divisional headquarters, roads connecting population and agricultural production centers with Karachiand:
any other roads carrying high volumes of traffic. Category I covers roads carrying low volumes of traffic:
but connecting outlying towns and agriculiural areas with district centers. ' ST




Rehabilitation involves road widening, cutting down vertical curves to provide safe sight distances,-
widening the radius of horizontal curves, improving approaches to low-water crossings, and reallgnment
of short leugths of road. -

" Referred to as stage | rehabrlrtatlon the initial concept was to widen the roads from a one to a two
vehicle width and make miror changes in alignments. This rehabilitation could be accomplished rapldly. '
with a minimum of skills and special training. It resulted in an immediate improvement over the
~ extremely rough tracks existing at the time and therefore served the desired purpose of demonstrating that

the PrOJect was havmg an nnpact

Wlth the arrival of a new  LBI head roads engineer (Ted McKenzie) in mid 1989 a new standard
of rehabilitation was adopted: the classic elevated, crowned roadbed with side ditches. This standard was
referred to as stage TI rehabilitation: road width was increased to 10 meters as opposed to the 8-meter

width of stage I -and, where necessary, a layer of gravel was installed on the roadbed as a wearing
- surface. : .

' Implementation Issues and Progress to Date

TABLE 2

. ROADS REHABILITATED

Road'Length (kms) . . Stage 1 Stage I
Turbat-Gwadar 184 130 15
Hoshab-Panjgur - - 150 . 20 50
Turbat-Pasni. : 100 : 100 :
Total o - 250 65

Earthworks: Three roads were 1mproved using the stage I standard as shown in Table 1. Teams.
are currently working to upgrade two roads to stage II standards. Approximately 20 kilometers on the -
Turbat-Panjgur road are completed, and work over an additional 40 kilometers ‘is in progress. On the
- Turbat-Gwadar road earthwork is complete over 5 kilometers with an additional. 10 kllometers in’

progress : : :

Dramage Structures: Most of the dramage structures constructed by local contractors cons1st of

the 34 low water crossmgs on the Turbat-Mand road. Only a few box culverts have been construc:ted B L

The low water crossings consist of compacted fill sandwiched between upstream and downstream
walls to limit the erosion of the road surface. The walls are either of stone rubble masonry or rock-filled - o
wire baskets, known as gabions. The downstream wall has an apron near the stream channel Ievel to !

: protect agalust SCOUIlIlg . . O .
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Imt:a]ly the project favored the gabion-type construction as being the most cost effective. Recent |

“experience has shown, however, that the stone rubble masom'y design is about the same cost, S0 the -
' pro_|ect has shlfted to this type of oonstructlon S

The Pro;ect recently dec1ded to msta!l some 125 pipe culverts on the Hoshab~Panj gur road. A tender
was issued in late August 1990 for the construction of 36-inch concrete pipes, but so far no interest has

been shown. The only local contractor with pipe-casting experience has never fabricated pipe over two -
feet in diameter. So the TA team is cons1dermg procurmg larger pipe casting forms frorn Karachi. for the -

contractor’s use.

Smce dramage structures should be mstalled before the next monsoon season J u]y-August} to avmd
having to repair numerous washouts, this bottleneck could have serious consequences. Therefore, the -

Project should consider low water crossings instead. These could consist of protecting relatively low. - - §
embankments with gabion on the downstream side. If the Project could hire labor directly, work could. -

proceed without the time-consuming contracting process. This type of structure is easily constructed by
the on-the—spot engmeermg method" thus allowing mstallatlon before the rainy season. R

Assessment of Road Rehab:htat:on Achlevements

Stage I rehabilitation satisfied the need for qulck action and v1s1b1e progless It was also appropnate‘ '

in view of the limited amount of equipment, mainly bulldozers and motor graders, on hand at the time. S

It greatiy reduced travel times as well as vehicle operating costs and unproved comfort for tke traveler

- With the arrival of the new head roads engineer (July 1989) road rehahlhtatlon standards were :
significantly raised. Roads constructed to stage I standards were seen as only temporary. The road was .-

still lower than the surrounding térrain and therefore acted as a receptacle when it rained. ‘Water flowed .~ |

onto the road causing rutting and making the road susceptible to potholes. Continuous maintenance was
required, the motor graders tending to cut the road deeper and deeper until eventually it reverted back
to its original state as a one-lane track. o _ .

Under stage II the quality of the road is upgraded both in terms of travel time and res:stance to
weathering. The road is crowned with side ditching and elevated (60 cms. ) above the natural terrain.

* Positive drainage away from the roadway means a mmlmum of water soaking and erosion. Over time,
‘maintenance costs should be much less.

The adopnon of the 80-kph desxgu speeds for stage II roads will cut travel times to half of that on' N '

stage 1. Road user costs will be significantly reduced in terms of wear and tear on vehicles. The main -
dlsadvantage of stage II standards i 1s that these roads require more equipment time to build.- L

Appropnateness of Purpose Level Indicators

Decrease in travel time, the number of vehicles per day -and: the number of kniometers of
rehabilitated roads are the indicators that are used in the USAID purpose level monitoring system. If
average daily traffic and decrease in travel time are known for each road, the two figures could be’

‘multiplied together, and their products for each road added together. The total would serve as a smgle

indicator of vehicle user savings, the usual basis for a cost-benefit analysis of a road project.

‘On the other hand, the number of kilometers of rehabilitated roads is an ambiguous indicator because of o

the dafferent rehabilitation standards mcludmg the number of drainage structures that may be requlred
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1983 trafﬁc estimates for six Project roads were contained in the PP. These counts were performed
~over a limited period and only during daytime. Recently the TA team completed counts at major road .
intersections during a 24-hour period. But these counts also: have the disadvantage of bemg single data
- points which do not indicate seasonai variation of traffic levels or variations over the days of the week '
Therefore, comparison of the two counts can only indicate trends, which must suffice until more "
systematic data is collected. By thls indication, trafﬁc has increased by approxunately 80 percent between o
1983 and 1990. -

" Road Rehabllltatlon Equlpment

The Project was provided w;th equlpment from USAID’s ACE program and from C&W The

" USAID equipment, which became available under several procurement actions, initially included two - B

" bulldozers without rippers. Since rippers are essential when excavating in many of the hard soils; and_
rocky areas of Makran, this overs:ght greatly reduced the efﬁclency of road rehabrlltatlon ’ '

_ The change from stage 1 to stage II rehabilitation has increased the need for equxpment and changed_ :
the requirements, most notably the need for dump trucks to haul gravel onto the road. For this reason
USAID has ordered seven new dump trucks in addition to the four already workmg on the Prolect

Equrpment breakdowns in Makrau s rugged conditions have been a contmumg Problem smce the_ ._ g

"beginning of the Project. Four major pieces of equipment are currently down with seized engines.

=T yplcally, breakdowns result from lapses in maintenance or the continued operation of a fnaifunctlomng S

_ machme in short from deﬂclenmes in maintenance scheduling and trammg

The Pro_|ect rents equipment from C&W on an hourly rate This rate is based on estunated average 3 _
costs for equipment operation including POL and maintenance, as well as deprecxatlon if the machlne was -
" not ongmally purchased by USAID. ' : : :

pefsio;me. and Traihing'Needs |

~ C&W supplies equipment operators, mechanics and a counterpart construction supervisor for road
rehabilitation. To supervise construction, the TA team provides an expatriate roads engineer, a senior
roads engineer, a senior mechanical engineer, two junior roads engineers, two construction supervrsors,
two surveyors and other support personnel : ;

_ " The skill Ievel of the C&W persounel was. more suited to stage 1 road rehabilitation than to stage o
* I1.-With the adoption of the higher road standards in late 1989 it became necessary to upgrade their skills
and also to provide training for the TA supervisory team. This has slowed construction activities. = .

~ The quality of the TA roads engineering staff is excellent; the senior and junior engineers seem to
be very competent. But the expatriate head roads engineer position has been vacant for two months and
‘that of junior engineer for a year. The TA team also provides construction supervisors and surveyors on
the two job sites. However, they lack the experience needed to manage efficiently a construction site;
* only one of the three supervisors has a minimal lcnowledge of surveying. With their ambmous work plan
the staff is currently overloaded. : . -

Mrssmg from these road crews besldes at expenenced and motivated constructlon supervzsor 1s"_ | P
2 fully qualified head mechanic. A mechanic should be attached to each construction crew. At present = |
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BALAD has no control over the regular maintenance of the equipment, which instead is entrusted to

' relatively unskilled C&W mechanics who are unaccountable to BALAD. In view of all the "deadlined” -

C&W equipment, the importance of competent mechanics cannot be overemphasized.

The PP anticipated the need for the training of C&W equipment operators, mechanics and other
technicians and suggested both formal in-country training and on-the-job training. Other than some
workshop sessions in Turbat, which have dealt with equipment operation and maintenance, most training
has been on the job. : ' : g

It was recognized from the outset that a major training effort would be needed to upgrade the skills -

of C&W personnel and to enable them to run a capable roads department. Recently a consultant (Sterling = S

Hayden) assessed the training needs of the Project as a whole, including those of C&W personnel. The

TA team and C&W senior engineers have confirmed the need for highly focused training in such areas .

as engine overhaul and surveying. But the present BALAD training budget is considerably be_i_ow the
amount required for ‘the program that has been recommended. Because of its importance: to. the

sustainability of road activities, special attention should be given to formal training at centers within B
‘Pakistan and to field-level training which BALAD staff can develop. ' R

Séquence of Rehabilitation Operations

: 'Clirrentty the Proj'ect is workihg on both ihe Hoshab-Panjgur and Turbat-Gwadar roads. .Pir'ogieSS :

is slow because of lack of equipment, fuel shortages, delays in funding and shortage of trained personnel.

Concentrating equipment and personnel on the Hoshab-Panjgur road would simplify logistics and result
in 2 more efficient use of limited personnel. While work is in progress, the next road to be rehabilitated -
could be selected, probably the Turbat-Mand road which has by far the mest traffic. Survey and design
could then be done, and C&W could work out, prior to the start of rehabilitztion work, property rights

and the material supply problems which have plagued the Turbat-Gwadar project.

-Road Mailitenance

The Original Objective

~ The objective as originally stated in the PP was improved maintenance of 900 kilometers of category = =
I roads with an intended design speed of 50 kilometers per hour. This objective was to be accomplished .
by strengthening the institutional capacity of C&W though technical- assistance and by providing = .
" operational funding. S : e SR

As stated in the PP: "The C&W has 16 new graders on-hand for the gfadi_tig requi:ed-but- :
insufficient budget resources for fuel, trained operators and mechanics prevent their full utilization.
Gradins operations are limited to emergencies for the most part, with equipment standing idle and traffic -

.

~ speeds Ga roads substantially reduced due to poor road conditions.

“The Project will provide financial assistance, training and supefvision for the C&W to usethe L
grading equipment effectively and efficiently for grading maintenance ‘of priority one roads. ~This -~ =
maintenance work which is separate from the road rehabilitation work, will require eight graders covering. - | - /]|

a specified area. A system will be established to provide water for equipment operation and maintenance’
and protection of equipment and personnel during severe dust storms and extreme heat. The C&W. Quetta-
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'ofﬁce has 25 percent parts on-hand for the graders. The Project will establish a system to assure timely
provision of those spares.”
Implementatmn and Progress to Date
_ Maintenance operations under BALAD have consisted of three motorgraders travelling in- tandem
blading and shaping the road bed in 2 continuous operation from beginning to end. Usually three to five
passes concluded one cycle. Several such cycles were applied to most of the roads selected for
lmprovement The equlpment was rented from C&W as in the case of the rehabilitation program. -
TABLE 3

ROADS MAINTAINED

Road Length (kms.) No. of cycles - Length Covered

Turbat-Mand 120
Turbat-Awaran 257
Turbat-Gwadar - 184
Turbat-Pasni _ 106

560
635
280
100

- P O

Total ' 667 . : : ' 1575

- BALAD road maintenance activities were started in August 1987 and suspended in March 1989."
This decision was taken because the TA team and USAID felt that C&W must take rmponsrbxhty for the
maintenance if it is to be continued after the Project ends.

_This evaluation found the primary road netw_ork to be in a reasonable state of repair compared to-
the conditions described in the PP. There was evidence of recent grading and travel speeds generally
averaged between 40 to 50 kilometers per hour. It should be noted, however, that there has been very
little rainfall in Makran this year, so roads should be in beiter condition than usual. Also, the evaluation
visits took place immediately following tnps by senior GOB officials, which prompted special C&W
maintenance efforts.

C&W maintenance still seems to be done on an ad hoc basis. The Turbat-Mand road, for example
has to be graded after every heavy rain, at least to the extent of smoothing out the "nullah” (river bed)
crossings.

The TA team is currently workmg on a maintenance plan for the entire Makran Initial calculanons
indicate that some 45 graders will be needed to provide reasonable coverage. At present however, C&W
cannot keep one fourth of that number operational. In short, C&W must undergo a major transformation
in order to cope with road maintenance needs. The recently designed Balochistan Road Pro_]ect addresses
these needs at the reglonal level. Perhaps some fallout will be felt in Makran. .
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Institutionalization of Road Activities

Progress. te Date

Imtlally the Project concentrated on domg work on the ground but during the past year |
institutionalization of road sector activities has become the main priority. The following is a list of tasks
that have been accomplished along with some observations made in the course of this evaluatlon

Kilometer posts were installed on the Hoshab-Panjgur and Turbat-Gwadar roads: an aid both in
construction and maintenance;

Geometric standards have been ecmbhshed for Makran roads and accepted bj C&W. AlrhOugh

they provide an excellent basis from which to work, C&W notes the amount of extra road
maintenance work that will be required because of the 10-meter width as opposed to the
narrower existing roads. Also, the wider the road the greater the construction effort and costs,
whlch could be an important llmmng factor on the amount of roads constructed under BALAD

A road classification system has been completed and accepted by the provmclal C&W o
department. (The C&W Secretary expressed his appreciation of both the road class:ﬁcamon o

system and the geometric standards);

A road condition rating System has been prepared: a help in establishing road xmprovement o
priorities and the scope of work required for rehabilitation; :

A paper on stage I road rehabilitation concepts and methodologies has been prepared a clear, .
concise document particularly useful for training purposes; o

Traffic counts of the road network were undertaken from February through May 1990' a heip |
in pnormzmg road improvements and a basis for traffic data collection;

A daily and penodlc equlpment preventatlve maintenance program was establlshed This
program should be implemented as soon as possible with a folIow—up by the TA team to make
sure that it is adhered to; and : .

Calculations of population served by different roads being worked on: a help in oonjunctlon wrth
trafﬁc counts in determmmg fut:re road priorities. _

~ C&W Administrative Capability

An ‘administrative analysis of C&W, contained as an annex in the Balm.hlstan Road Pro_;ect |
Document, makes the following pomts

The executive engineers responsible for districts are not held sufficiently responsnble for their

actions. The annual performance review by the superintending engineer at the division level is

used only as a basis for promotion and not as a dlsc:plmary instrument. Promotlons are
generally based on semorrty, :
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@ Executive engineers are rewarded more for road rehabilitation and construction than for road o

maintenance, and consequently maintenance is neglected; and

® Fiscal control in C&W is weak an example being the 6,000 laborers who are paid to do road. "
- maintenance even though most of them never work on the road. :

A ﬂagrant example of C&W negligence is a series of box culvests that were installed on the Turbat- |
Hoshab road several years ago. They are now collapsing because of the poor quality of the concrete used :
by the contractor, creating gaping holes in the road. L

C&W in Makran is also short of both personnel and funding. For instance, ﬁley do nothavea heavy '

" equipment mechanic capable of performmg more than most rudimentary repairs. Also, the road
- maintenance budget of Rs7 million for FY 1990, of which only Rsl have been allocated so far, has_f
remained constant, not reﬂectmg C&W’s increased responsibilities.

These admmlstratwe weaknesm become all the more crucial in the light of LBI's proposal for the.. -
current extension period: *The emphasis will change from continuing to improve the roads in the region,
to building the capabilities of the C&W to effectively plan, design, implement and maintain a good road

_ system. Maintenance management systems will be introduced, better mapping will be obtained, -
inventories will be conducted and procedures will be developed which should enable the PPMU and C&W .

- to effectwely plan and unplemeut a cost effective road developm ent and maintenance program in the
future _

LBI has accomphshed some SOlld work in developmg documentation and procedures for C&W. But
to what extent will C&W adopt these procedures? Perhaps a more realistic assessment of C&W’s
capabilities is needed and a work plan prepared to deal with the basics. For instance, an equipment
maintenance program has been developed; it now needs to be implemented. The financial and personnel
limitations on C&W, which are unlikely to be alleviated, only reinforce the importance that must be given -
" to developing a realistic road rehabilitation and maintenance program. Earlier Project objectives need to
be re-evaluated in the light of these practical limitations and the standards that have been estabhshed on

the basis of extensive study and operauonal experience,

Conclusion and Recommendations

- On baianee the roads component has had a positive impact. The most visible accompllshment is. the

Kech bridge which handles over 700 vehicles per day. Turbat town road paving has- also served to

enhance BALAD’s status in the area. On the other hand, the Bela-Awaran road project at a cost of $8
- million never approached what had been originally planned. :

315 kﬂometers of roads iti the division have been rehabilitated, of which 65 kilometers are up to
stage II standards. This compares with an anticipated 600 kilometers in the PP. Also, the number of -
drainage structures that have been built (36 low water crossings and 10 culverts) falls short of the number
planned in the PP. Lo

_ 'Ihe Balochistan Road Project includes procurement of equipment, technical assistance and tramulg :
to enable C&W to manage the road maintenance system. Perhaps AID support of this project will contain -
some leverage to produce the u'ansformatlon in C&W which is needed.
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Accbrdingly, it is recommended: '
® C&W ihcteas_e financial and perSonnel support of the Project in ozder to adopt the procedures
developed by the TA team. Personnel requirements include mechanics, surveyors, draftsmen and

engineers; o

o C&W should adoi)t procedures developed by the TA team pertaining to équipment maintenanbe, ;
spare parts inventories, and road maintenance. It is better to address problems C&W has in these
_areas during the t_ransition phase of the Project rather than in a possible BALAD II; o

e 1f C&W is unable to increase its present lovei of funding and personnel, the Project should -

consolidate road rehabilitation activities on one road in order to reduce the need for exp@rienced- -
personnel and simplify logistics; - S I T

@ During the current extension period the LBI team, in collaboration with PPMU, assist C&W in -

road sector planning based on an assessment of priorities and C&W’s administrative and R

operational constraints;

® After site inspection, LBI should sign off on payments made under road-related construction
contracts; and . _ : S

@ In the absence of 3 USAID project manager, regular USAID monitoring of progress is i-equired-,- R -

inciuding review of the status of reimbursement payments. More frequent visits by US direct
_ hire staff would be beneficia! for purposes of discussing issues with the BALAD staff and -
" identifying potential prablems before they arise. ' ' Pl

WATER COMPONENT
Traditional Irrigation Systems

Even-today karezes, which are long horizontai undergrbund tunnels carrying \ivater from "fniot_het"' '
wells, provide water to S0 percent of the irrigated areas of Makran. Some 200 karezes are concentrated.

in the vicinity of Turbat and another 150 in the Panjgur oasis. Another five percent of the irrigated area an

is by kaurjos, which are open ditches which carry water diverted from usually dry watercourses during
times when water is flowing. Tubewells furnish water to the remaining five percent. The number of
tubewells in the area is increasing even where diesel-fueled pumps are employed. With a regular supply

of electricity expected within the next few years, a dramatic expansion in tubewell irrigation can be . R

expected to occur.

A typical karez may be over 200 years old. It has three "mother” wells, which actually produce the .
- water. The karez yields between one-half and one cusec of water, which suffices to irrigate between 40 . .
~ and 80 acres of land. The typical karez is about a mile and a half long, and there are about 150 access
wells along its length. It has a gradual slope and emerges from the ground into an open channel called
a "kalmar” which may extend another quarter of a mile, conveying the water to the fields. Lo
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_ The karez might belong to a group of some 50 farmers who are shareowners in an association. Each

farmer owns rights to a certain proportion of the water, which on average is the amount produced by the
karez for three hours per week. Members occasionally sell or trade their shares to other members of the
association.

The leader of the association, or "sarrishta”, is often a descendant of the person who o'rganizéd the .
original construction. He manages the association, keeping a written account of water use and settling
disputés that may arise. The karez association remains, even today, an important part of the fabric of
- agricultural life. Its future viability becomes clouded, however, when more tubewells begin tapping into.-
the aquifers and Iowermg the water table so that karezes dry up. ﬁ .

One of the main systems of rainfed agnculture is "khushkaba” under which small bunds or earthen' -
embankments are constructed to trap and store rain water. Immediately after the waters subside, the land
is plowed and crops sown. Another system is "sailaba” under which structures are constructed over the

dry river basins so that after rains the flood waters are diverted and led to the fields for irrigation. Some - . S .

sailaba systems are constructed just for irrigation while others are both for irrigation and storage of

drinking water. If it does not rain and the bund waters dry up, wells are dug above the structure where- L |

water is found due to the seepage of prevxous years.

Water, not land, is the principal limiting resource in the Makran. 20,000 acres are cons:deféd to -
be highly suitable for irrigated agriculture, and perhaps another 60,000 acres which, if levelled and -
treated for some salinity, would be good farmland. The other limiting resource is the avaﬂahmty of
skilled farmers and agricultural workers. Because of the migration of thousands of Makranis to Karachi
- and the Persian Gulf states, there are few people who are still willing to engage in low-paid. agricultural -
labor.

Original Objectives and Later Changes

Within this s.etting and constraints it is understandable that water development activities have been -
a major component of BALAD. The PP envisioned the following outputs: :

® Vertical bores drilled in 95 karez mother wells;
® Capping of 95 karez systems;
® Construction of 35 gabion small delay action dams,
® Construction of 12 earth-filled delay action dams;
® Improvements in 144 watercourses under on-farm water management activities;
~ ® Land levelling of 4175.'acr&s under on farm water management (OFWM) activities;
@ - Construction of the Kil kau: dam; |

® Construction of the Goberb diversion structure; and

e Establishment of a rolling water management planning process.
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In late 1988 and early 1989 basic changss took place in these objectives. USAID and the TA team -
felt that, while karez work should continue, on-farm improvements in water and crop management might
well outweigh the impact of watercourse and karez improvements alone. They decided also that existing

check dams should be evaluated for two rainy seasons before any more were built. Moreover, it was

agreed that BALAD efforts should be integrated with those of GOB line agencies, the ant1c1pated
strengthemng of the PPMU serving to promote this increased coordination. ' '

Selection and Implementation of Water Subprojects

Sets of criteria were established for the selection of the various types of water. subpro;ects In many 3 Ll
cases the sarristha would ask for Project assistance, indicating what the problem was and, in a general

- way, what had to be done. The site would then be visited by a member of the TA team. In choosing sites, - .
an attempt was made to obtain a broad spatial distribution of karez borings so that expenence could be |
gained concerning factors eﬂ’ecnng success. o

Watercourse improvements were undertaken where water losses had occurred through seepage or e
destruction of channels during periods of high water. On most occasions improvements have been located |

where the watercourse crosses a nullah or river bed. Both siphons and channel work have been used to ;
improve watercourses. - :

On the basis of a list provrded by the irrigation department, delay action dam sites were selected i

where the TA team believed that recharge would increase water flows in nearby karezes. The sites were . o

then submitted to.the DWC for approval.

Karezes vyere improved to demonstrate various methods to the community. Priority was given to
infiltration galleries and the lining of karez sections, which could be replicated in other karezes having :

similar conditions. Also, some rehabilitation was undertaken on karezes which were not in operatlon but - . o

whnch had a good chance of again producing water flows.

Most water subpro;ects were first proposed by a district coordination committee. Occasronally, N
however, TA staff might propose a project brought to their attention by the members of a karez

association. Projects were then approved at a DWC meeting chaired by the commissioner. A TAteam =~

member would visit the site to confirm that there was local support and maintenance capability and that
the prOJect was appropriate for BALAD to undertake Then a techmcal feasibility study was done

‘Water subprojects costing less than $50,000 (later raised to $200,000) were mpiemented through
a procedure described in USAID project implementation letter number 8 (PIL 8). This procedure provided :

for earmarking local currency funds for BALAD operations on the basis of an annual work plan and | - o
budget. Thus, a revolving fund was established to implement projects approved by the DWC and found : -

by the TA team to be technically sound. When the USAID project officer administratively approved the Lo
project as eligible for PIL 8 reimbursement, contracting could take place. The PPMU deputy director
would request tenders. The TA team, which evaluates the tenders, would reject a low bid if the contractor |

was not considered qualified. Oace a bid was approved, the PPMU director would i issue a. “notice to - ;

_ proceed to the contractor.

At this point the BALAD construction department joined with the design department to Iav out the
project, after which, until completion, the project was largely a construction responsibility. When work -
was satisfactorily completed, a final certification was prepared by the TA team and sent to the PPMU
deputy director. The contractor was then paid. '
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Karez borings, channel lining, kaurjo improvement and siphon constmcuon projects followed this -
‘same procedure. Check dams required one final step because they are handed over to the GOB rather than -
to a group of prwate individuals. This entaﬂs a joint inspection of the dam by BALAD and the execuuve
irrigation engmeer _

Pro;ects that were techmcally complex or exceeded the authority established under PIL 8 were .

- funded by USAID directly. - In these rare cases the TA water section designed the project and developed. L
~ the specifications, which were submitted to the USAID office of engineering. If approved, tenders were L

 then floated by the USAID contracting officer and evaluated by BALAD before the contract was awarded )
BALAD supervised construction and approved applications for payment. USAID and BALAD together.
conducted the final mspect:on _

Progress and Eraluation of Resulis -

As of the end of August 1990 the water sector activities shown beiow were completed or in f -
progress . _ _

TABLE 4
WATER SECTOR ACTIVITIES
Activity - | Completed * In Progress
Karez improvement : E | 24 1
Watercourse improvement .43 0
Recharge Schemes - _ 16 0
Karez boring 95 0

Total . 178 1

Expenditures were as follows: Karez borings costing Rs3 6 million, an average of Rs36 560 -
~ karez/kaurjo improvement projects costing Rs17.5 million, having an average cost of Rs273,892; and
delay action dams/recharge schemes costing Rs32.6 million, an average cost of Rs1.6 million. L

Kara Bormgs

Accordmg to BALAD’s August 1990 report, 66 of the 95 karez borings that had been camed out - |

_ were successful. Karez borings are now discontinued pending an evaluation of the benefits resultmg from _
this activity. P

'An analysis of water ﬂows in a sample of 10 karezes where a successful bormg was carned out
shows that immediately after boring was finished, average water flow increased by 40 percent. One to
three years after boring, there was stifl on average a 25 percent increase in the flow rate. =
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- Karez owners toid the evaluation team that borings did little if any good. Some even said that they
believed that the borings actually reduced the flow of water because holes were not properly sealed after
an unsuccessful operation. LBI water staff estimate that somewhat less than half the boring operatlons '
have increased the water flows over a year or more. i

Cases of incompetence on the part of contractors doing karez borings were noted. Recorcis of one

_ example (Sheda karez) indicated that at one point when an increase in flow had been achieved; drilling =
- should have stopped. But the contractor continued drilling, the increase in water flow was [ost, and the = -
bore hole had to be sealed to keep the original flow from being reduced.

.While the karez boring program had both successes and failures, the ge‘neral impression _among -local B .

farmers is not favorable. A fair evaluation of the program may be impossible because water is such a vital
commodity. Hopes are high when work begins, and when a large increase does not matertahze, there is
inevitably dtsappomtment The program should therefore be dlscontmued

Other Karez and Kaurjo Improvements

The PP called for capping 95 karez systems There was no interest in this on the part of karez'
owners, however, so the concept was expanded to include general improvement and rehabllltatlon of
karezes and kaurjos through the construction of channels, siphons and infiltration gallenes A total of 67 E
of these subprojects were completed : : :

'Siphons have been for the most part successful and well-received by karez owners. They save the -
labor that would ordinarily be needed to rebuild the channel after a local flood. Siphons also save water .-

on a continuing basis when compared to an open channel across a nullah. Qccasionally, however, karez
owners do not understand the purpose of the siphon. In one case (Phulabad karez), the sarrishta:

complained that only one pipe was used while two pipes were used in other siphons on the same channel. - -
It tarned out that differences in the slope of the siphons resulted in different pipe requirements. Thereare -

even some siphons that are not being used. Although they work properly, the TA team says: that the
people don’t want to use them, that more water goes into the siphon than comes out. They would prefer ¥

~ a covered channel.

Channel linings and other measures to reduce water losses in the ground-level extensions of kérez%
and in kaurjos have been well-received. As with siphons, they do not alter the flow from the gtound but :

do teduce water losses.

" These observaticns indicate that the karez shareholders were not adequately consulted in the i)lamiing_ '

and- construction of the structures. Ideally, their participation should include contributions of labor,

materials and even funding. Without their participation there is risk not only that the structure will remain

“unused but that people will resent the mtmsron of the Project into their water system .

inﬁltratlen gallenes are dwgned to increase the flow of kaurjos, mainly by i mcreasmg the number

of days of operation. There may also be a small increase in the rate of flow resultmg from extendmg the . S

kaurjo and the slight deepening that usually occurs. Moreover, maintenance is reduced by msta]lmg an
mﬁltratlon gaIlery

The Pl'O_]ect has introduced several infiltration gaileries in the beds of watercourses in the Panjg'ur'_ .

oasis. At the time of the evaluation, some of the kaurjos served by them were producing water and some. =
were dry. The impression from farmers was that while infiltration galleries did not produce much !
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additional water, they did decrease labor costs. Also among BALAD staff opinions differ concerning the - - B

effectiveness of these interventions. Data on water flows does little to resolve the questions since flow ..
~ rates vary from week to week depending upon changes in the amount of groundwater. The principal-
variable seems to be the depth of the water table in the river bottom. . '

Expenence with Recharge Schemes

The PP called for construction of 47 small delay action dams. These dams store water durmg a ﬂood _
and then slowly release it so that it permeates into the groundwater reservoir. These dams range in_
capacity from 8 to 320 acre-feet. The 20 such dams that have been constructed have absorbed 60 percent :
of the funds Spent on all BALAD water projects. G

Durmg December 1989 many areas of Makran received heavy rains. Collectmg water for the ﬁrst S

time, some of the dams failed and others were damaged. Project files report that six dams worked-
properly except for minor problems of erosion, five partially failed, usually because gabion walls were
improperly tied, and two were never completed. (One of the uncompleted dams had been damaged in an
earlier flood because of mistakes which resulted in the resignation of the BALAD supervisor and fining
of the contractor.) The failures of these dams caused no loss of life, property damage was not extensive,
and the dams were soon repatred except for one (Pardan) which was canceled.- :

- The effect of delay action dams on the groundwater resources remains uncertain, Water ﬂow rates
have been monitored in karezes thought to be affected by the delay action dams, and calculations by the
evaluation team indicated that the average ﬂow rate has stayed about the same after constructlon of the
dams. : -

_ For lack of rain, the dams have been dry most of the time, so there has been httle posmbt]ity that -
they could produce an increase in groundwater or karez flows. BALAD staff say that most of the dams.
have been completely filled only once, in December 1989, and may only-have had some water in them
one or two other times. The 16 dams that have been built by the Project have a total storage capacity of
962 acre-feet. If all of this water were absorbed into the groundwater reservoir each time the dam was -
filled, say once a year on average, and then discharged into karezes and kaurjos, it would equal a
continuous flow of about 1.3 cusec. If these assumptions are accepted, the cost of water produced by ‘
these delay action dams is approximately Rs13.6 million per cusec of perenmal supply. -

~The proposed dam at Kil Kaur was not recommended by the TA team because test bormgs revealed
poor foundation conditions, the supply of irrigation water was uncertain, and there was local opposition
to the project among downstream water users who were worried that dam would reduce water flows in
“their karezes. The project was canceled in June 1987. The Goberd diversion structure was also canceled '
at the same time because of the opposition of water users downstream for the same reason. '

The: PP called for improvements in 144 watercourses, but at the time of the evaluatxon, a total of _
43 had been completed. It called for the leveling of 4,175 acres of land under OFWM, but no subprOJects '
of this type have been undertaken; only recently has BALAD worked with the Agrlculture Department '_
_on land-leveling and improved construction of bunds. Finally, the PP called for the establishment of a
rolling muiti-year water planmng process, but this does not explicitly appear in BALAD work. plans
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Quality of Construction

Generally the quahty of ‘irrigation structures was found te be good. On several s:phons however o
 the concrete did not come close to the strength expected and crumbled quite easily. This could be a result
* of not enough cement in the mixture, improper aggregate gradation or too wet a. mixture. A further
" problem was honeycombmg, due to inadequate tamping of the concrete as it was poured. :

Channel linings are really reinforced concrete aqueducts, sometimes covered with prefabncated_~ P

~ concrete siabs. In areas subject to flooding this construction seemed justified. In other areas, however,

* the linings could have been constructed at less cost with an unreinforced concrete lining of a trapezoxdal -

_canal cross section.

© Similarly, in areas where the channel is excavated below the ground sutface channel slab covers . _

seem warranted. Elsewhere the only justification would be to reduce evaporation, whlch in the channeis
' would not be sufﬁc1ent to justify the cost. : L

Problems were also noted in the construction of dams. In one case a dam washed out probably'

- because collars were not constructed around a dam outlet pipe. Other dams ueeded repau' because the

rock gabicns were not tied together when constructmg the spillway.

' Construction in remote areas such as Makran, where skilled personnel and equlpment are often_ o
lacking, will typically be of lower quality than that in more populated areas. Yet BALAD now has six EUR
Pakistani engineers on its staff as well three expatriate engineers in the past. In discussions with the TA &

team, it was frequently pointed out that design engineers were often involved only in the final inspection,

whereas they shouid have periodically v1s:ted the site during constructxon to ensure that speclﬁcatlons E -

were being met.

Recent Emphams on Institutionalization

The most recent’ modlﬁcatlons in the TA scope of work, which came into effect with. a PIO/'I‘ in 8

March 1990, strpulated that the TA team:

e Develop a water sector work plan in collaboration with the PPMU and the u-ngatxon dePartm ent; Lo

- ®  Assist the PPMU and ime agencles in operatmg karez capping slab precastmg systems
'@ Review the performance of water recharge structures; -
] Revnew the current system for improving karezes and recomm_end changes;

. Identlfy needs for various types: of recharge structures, evaluate various subpro;ects develop L
demonstratlon and test activities; :

® Identify and evaluate the needs for and subsequently dwgn and supervise the unplementatlon ER

‘of small-scale water resource development activities;

@ Develop systems to monitor water development activities and evaluate the results; and -
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e Deve10p and implement training programs and systems, based upon an inventory of existing
manpower and the determmanon of the needs of agencies involved in water management ‘in
- Makran. '

This new list of tasks reflected a re-evaluation of water sector activities and increased emphasis.on
water management planning and monitoring. Re-evaluation stemmed inter alia from the fact that there
was little interest on the part of karez owners in precast capping systems, borings shouid. be done only
in areas where past borings had proven successful and the value of check dams was subject to questlon

In accordance with this new emphasis, monitoring of water flows contmues in the karezes that could

be affected by recharge from the dams. Along with improvement in the construction of siphons and =

channels, greater account is being taken of the opinions and reactions of owners when subprojects are laid
out. To facilitate monitoring, a draft computer flow chart system has been developed for planmng a.
subproject soliciting community inputs, implementation and follow-up. : =

LBI staff is collaborating with agnculimal engineering officials in a demonstration of unproved bund o
construction. The project involves land levelling, terracing and building smail bunds between terraces,

all of which act to increase the amount of land that will support crop production. The TA team designed | _'
the bund system and is supervising the operatlon, and agricuitural engineering is supplying the bulldozer o

Need for Groundwater Studnes

Negouauons are underway for a study of the groundwater in Makran USAID orngmally had
requested that private sector consultants be approached regarding their interest. Upon review of the
quahﬁcauons of private firms, however, LBI staff concluded that the Geological Survey of Pakistan
would be in the best position to conduct such a study. The water section believes that USAID has -
accepted this view. If so, details will be worked and the agreement finalized when the expat:nate water ‘
resources engmeer (Dav1d Boggs) returns to the Project. S

- The motivation for a hydrologlcal survey seems to have been requests for domestxc water pro_}ects '
in Gwadar, Pasni and other towns along the coast rather than a need for better information to address
water projects generally. The PP did not address the need for a comprehensive study of water resources
and the need has been iargely overlooked to date. '

Traihing of Line Department Personnel

The TA team has provided on-the-job trauung at pro_|ect sites for the younger ofﬁcers of the :
irrigation department as well as for local contractors involved in implementing the projects. Some' -
preliminary steps have been taken to line up training for agriculture personnel, namely working ouf.
- procedures and identifying institutions. At present, however, no one in the LBI water sectlon 1s'
substanualiy involved in the effort to arrange training for GOB counterpart staff. '
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Benefits and Pukpos&level Indicators

The importance of water in Makran is demonstraied by the fact that there is no area measure of - o

agricultural land. The measure used instead is the "hangam”, which is the amount of land that can be

“irrigated with 12 hours ﬂow from a karez or kaurjo Agncultural land only has value when it has am%s' e
10 water.. . Sy

_Unforwnately,'Withdut a study of the groundwater system, BALAD does not realiy know aftef"fdui' ',
years the extent to which agriculture benefits from Project activities. The amount of annual recharge of

the ground water has to be determined. The study should also indicate where the water resources are e

close to the surface.

" In the absence of such information little can be concluded with any degree of certainty. It'appears " F
that small increases in availabilities have occurred in half of the karezes that were worked on. Yet itis

uncertain whether these increases came at the expense of other users of the reservonr

Inﬁltrat:on gallencs produce more water on an annual basxs because they enable the kaur_]os to.

operate without bemg destroyed by each flood. But here again there is no certainty that the increased

water produced is additional water that would otherwise be lost. It may be water that would have .
: recharged the groundwater reservoir and occurred in some other well or karez

Clearly, on the other hand, siphons and channel mprovements increase the efﬁciency of water G
delivery. Water that has already been captured is conserved. Most of it otherwise would be lost to

evaporation or in the production of plants of little value. So the water eonserved by these structuresr
produces obvmus benefits in the form of increased crop production. :

For delay action dams to be effectwe their watersheds must receive rainfail. Over the past few -
years, with rainfall much less than normal, there has been little opportunity for these dams to assist in

the recharge of the groundwater reservoir. Again, without knowledge of the recharge—dlscharge balance t

the benefits resulting from these structures are uncertain. All one can say is that since thelr constructmn
the: beneﬁts they have produced are minima’. =

The purpose level mdlcators presently being used include the number of karueé improved,'.f nurnbef-_ :
of delay action dams completed, and number of acres receiving a stabilized supply of floodwater and

. perennial water respectively. These measures, especially acres of land having a stabilized supply of
_ 1rr;gat10n, are he!pful in assessing Project performance - .

In addition, indicators should focus on the amount of additional water produced or saved. it would

* be useful to estimate the number of karez borings that lead to an increase in water supply, the number
“that failed, and the number of bore holes that were sealed to prevent a reduction in the original flows.

Another indicator would b= an estimate of additional water produced since karez water flow data is

available. Likewise in the case of infiltration galleries, estimates of increased water production could be ' e

made using flow rates and the additional number of days each year that the kaurjo was abie to operate.

With respect to siphons and channel linings, appropriate indicators would focus on water savings as a. - 3 E
resuit of the improved conveyance (key variables being the length of the ongmal channel across the nullah b

and the estimated water loss per foot or meter).



25

“Qverall, the quahty of TA has been good, and substantial progress has been made on the program

-~ of subprojects specified in the PP. However, there were problems in quality control in karez boring'and
“damage to several delay action dams. It seems that TA staff failed to elicit sufficient mput from the'
_ commumty when des:gmng these schemes _ .

- Conclusions and Recommendaticns

" The most pressing need in the water area is for comprehensive knowledge of the groundwate'r'

s ystem in Makran, A study of groundwater and related meteorology should be designed to provide - - -
detailed information on volume, occurrence, recharge and discharge of groundwater, and its depth i inafl - ..
~ areas of the division. The stucy should be done as soon as possible because of the rapid escalationin'the . =

number of tubewells which could have a devastating effect on traditional irrigation systems. To ensure

 ‘that the study will provide the needed information and quantify the needed relationships for all fumre 1 -

water-related activities, an expert in water resource surveys and study des1gn should be engaged to

a '_ prepare a detailed scope of work for the study

Future water development projects should call for ﬁnancxal contrlbunons from karez owners and "

other beneﬁcxanes, as is now reqmred in the case of bund construction. Contributions will serve VR

increase the number of projects, assist in eliminating projects that are marginally beneficial, and help o

encourage greater commnmty involvement in plannmg and mplementatlon

Karez ‘orings should be discontinued because they are only successful one-half to two—ttnrds of the
time, and the community generally feels that they have been of little value. Consequently, thlS actmry g

-does not reflect weil cn BALAD.

Inﬁltratlon gallery subprojects should also be discontinued since improving the flow in one kaurjo: SRR R L
~can adversely -effect the flow in other kaurjos and karezes downstream. Furthermore the general. RN

commumty feels that these subprolects have produced little overail beneﬁt

BALAD has d:scontmued construct:on of additional delay action dams untxl sufﬂcnent rainfall and’

" runoff data are collected to determine that the amount of recharge is worth the expendlture The N
: evalnatlon team concurs with this decision. . e

Involvement in siphons, channel hmng and other small water development pro;ects shou]d contmue -

E prov1ded that financial oontnbutions from beneﬁttlng groups are forthconnng

~LBI's ptoposed scope of work for the current extensxon perlod is consistent with the conclusmns o
reached in this evaluation. The proposed scaling back of construction activities seems appropriate asis .~ -
‘the emphasxs glven to the trammg of irrigation and OFWM technicians in water management :
'-planmng : : : :
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AGRICULTURE COMPONENT

Settmg

The traditional agricultural economy is based upon exploiting the groundwater resources usmg the '

karez and the occasional surface runoff using the kaurjo. Also bunds or small earthen dams are employed -~ - -

to collect rainwater or coatain runoff so that fodder or grain crops can be ‘grown after the water has i
receded o -

' Water from karezes is transported in mostly uniined channels ("kalmars") to ﬁelds bordered by the - :: '

‘predominant agricultural plant, the fig palm. On small irrigated fields tomatoes, okra, eggplant, rice,

sweet potatoes and squash are grown in the summer ("kharif™) season. During the winter- ("rabi") season . '
spmach onions, turnip, and wheat are the principal crops. Also, one of the main crops throughout the Lo

year is alfalfa, which is fed to hvestock or sold green in local markets.

Dates are stlll the most important crop in Makran. Even today when a new karez is constructed for =

irrigation, the first thing that is done is to plant the date palm shoots. The young date trees requiremuch .
care, but after the trees are five or six years old they require little work except at the time of pollmauon N

and harvest

Land holdmgs in the u'ngated areas are small and whete karez or kaurjo u'ngatlon water 1s"

available throughout the year, cropping intensity is high. Because of the exodus of Makrani agricultural [ .. .
workers, there are severe shortages of Iabor even though higher wages are offered. However, the breakup : -~
of the traditional social system, resulting in owners working their own land, and the return of some labor = -

from the Gulf states, could be easing the situation,

Planned BALAD Activities

'As noted earher serious questions were raised in late 1988 regarding the efﬁcacy of many of the

~ water sector interventions. USAID and LBI believed that more attention should be given to on-farm S |
agncultural and water management activities linked to the on-going program of irrigation mprovement 4 L

LBI's expatriate agronomist (L.niel Bradbury) arrived in Tune 1989. With as initial assignment of

. just over a year, he prepared a work plan having a short-term focus. A year later and with a good chance : = -

‘that the Project would be extended until the end of 1991, he was able to plan some longer-term actwmes _

The plan that was then prepared was qualitative in nature and did not indicate numencal targets It :
included the following eiements i

o On-fa_r_m demonstrations;

e Introduction of new crops and methods for maximizing yields;
®

- @ Training and other support for the development of date processing;

Improvement of on-farm water management (OFWM);
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~.® Investigating the present agricultural credit system and the possibility of forming agrlcultural 4

: credlt institutions;

® Prlvate sector mvolvement in mechanization of water infrastructure development and: food L

. . processing;
L Introduction of appropriate mechanization;

® Compllatlon and: compleuon of the karez inventory;

_i Exammation of the role and capacity of agnculmral and related pubhc mstltutlons and_

coordmanon of Project activities with these agenc1es, and

e -Mamtam relatlons with provincial, dmsmnal and d:stnct-level Project committees and keep them.'

mformed about Project activities.

Implementation

LBI and PPMU agriculture staff plan and carry out subproject activities largely on theu' own
initiative. Agricultural extension officials in Turbat are kept informed regarding on-farm demonstrations

that are being planned and encouraged to participate. Similarly, agricultural engineering, OFWM and -

urxgatlon department staffs are notified of planned activities in their areas of mterest

~ There are two sources of funds for these activities: PIL 8 and the compound line item” in the LBI ;
contract. The PIL 8 procedure, which applies to the larger expenditures, has already been described. -

Originally earmarked to pay expenses related to the LBI office and residential compiex the compound
line 1tem is now also used for small purchases for subpro_lects '

“The agricuitural extensron department at the Makran divisional level is ofﬁcxally r&sponsﬂ:le for -

‘farmer training and on-farm demonstrations as well as the provision of plant protection services. In

practice, however, the initiative in organizing demonstratxons, which are the heart of the program has .

. remamed in the hands of the BALAD team

Most farmer training as well as the training for agricultural extension ofﬁcers and assistants is done'

through on-farm demonstrations. For example, a demonstration was conducted in Panjgur in late 1989
where three wheat and barley plots wers: established. The main purpose was to introduce the farmers to

zarghoon, a high yielding variety of wheat. Zarghoon had been developed for upland conditions of

s Balochlstan by the Agnculture Research Instxtute in Quetta, but farmers in Panjgur did not know abOut
it. _

Ina demonstratlon of this type farmers are involved in preparing the land and plantmg, meanwhlle i

being trained in any agronomic practices that are new. Every 10 to 15 days the condition of the crop is
monitored by BALAD staff. At harvest time a field day is organized where each operation up to harvest

is explained and the sometimes dramatic resuits of the entire process can be witnessed. In Panjgur 20

to 25 farmers aixended the field day and witnessed yields three times the average they normally knew

: Another demonstratxon on lands irrigated by a karez not far from Turbat showed the possibilities
of using small hand tractors for land preparation, thereby saving time and labor. It demonstrated how the -~ =
- tractor is used in makmg the furrows needed for between-row irrigation, with a multmg increase in= -




yields. Not that the farmers are going to go out and buy small tractors, but at east they have a better idea
of what. thelr options are when agricultural 1abor is hard to find.

Anocther demonst:ration dealt with mechanical date poilination. Polliration is traditionally done by
tying branches from 2 male date palm above the flowers of the female tree, which involves a lot of labor.
Farmers were shown instead how to obtain the essence from the male tree, process it-and reduce its -

concentration with flour to make a dusting mixture. The method of dusting was then explained, using. = i
an apparatus with a long extension that allows the farmer to do the work himself from the ground. While -

they could not all afford the new equipment and rapid introduction of the technique is unhkely, the. _'
- demonstration suggested the possibility of obtaining the equipment on a cooperanve basis. o

In February 1990, a one-day training session was held in Panjgur to teach farmers how to prune'- e

 their grape vines. An expert from the Deciduous Fruit Research Center in Quetta was the' prmcxpal

instructor. 25 farmers and five agricultural extension personnel attended. Each farmer was glven a pair |

: of prumng shears, and within a week, half of them had pruned there own grape vines.

During the period in which agronomists have been assigned to BALAD 382 farmets and 82

aghcultural department staff were trained at 49 on-farm demonstrations. Extension personnel who had - 5_ '_
‘assisted in the demonstrations were rewarded with an expense-paid trip to an agricultural f&stlval at’ Slbl .

In this area of actmty BALAD progress. has been excellent.

Until now, working relationships between BALAD and OFWM have been quite limited. However
- a mechanism has been worked out to provide OFWM with funding to carry out subprojects essentially
of a construction nature. BALAD supervision will assure quality control. The cooperating farmers ‘will

contribute 10 percent of the cost and keep a close eye out on how their money is being spent. One such - g
project involves the levelling the land inside a bund so more cropland can be planted. Initial earth moving = -
has been done, and when it rains the land will be levelled. Then demonstratlons will be orgamzed tohelp -

- farmers make more efficient use of the land.

Over the past 15 months the Project has been working with the Agricultural Research Institute on.
a plan to establish a farm systems research center for Makran. The center would study oasis agnculture_
~ as a system with a view to better understanding the problems and finding solutions.. The' Insntute has
apparently now decided to go forward with this plan. -

The Turbat date processing company (Shah and Sons) went into production in 1989 with BAL_A_D
~ providing some technical assistance and other support. When a local entrepreneur exprmsed interest in
~ starting up the idle date processing plant, BALAD let GOB know that USAID was interested in sr:emg
- the plant in operation. Mr. Shah provided the funds to get started, and BALAD provided an ‘expert in -
the date industry who was familiar with processing, quality control, shipping, and marketing matters. The =
~ expert suggested some initial processing and shipping of the dates in 20 kilogram boxes to Karachi and

 Sukkor. He felt that once the company became known in the business, it could begin final processing of &=~ |
~ part of its supplies. Apparently Mr. Shah did not accept this advice. The sequel to this story is that the . . -

piant did not operate this harvesting season, seemingly because Mr. Shah was no longer mterested

-BALAD also provided encoutagement and support to a local busm&_sman who now stocks ferl:i_lizer, SRt
seeds, pesticides, tools. and some small equipment. BALAD initially agreed to purchase some supplies | - |
through his store and introduce him to wholesalers in Karachi, explaining to them his relationship with -~ .
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the Project. The proprietor has been able to conclude financiaily attractive arrangements with suppliers,
-and his store has become an important resource for Turbat area farmers.

-+ Although it has been slow, some progress has been made with regard to institutional training in

Pakistan for line agency staff — as distinct from the kind of on-the-job training provided to agricultural -
extensionists in the course of arranging on-farm demonstrations, With the help from the training -
consultant, BALAD staff have identified appropriate institutions and courses. Also, certain practical .
problem pertaining to.the use of Project funds to train GOB officials have been resolved. As yet, no.
_ tralmng has begun, however.

Purpose level indicators for agriculture currently include farmer training, increased date production
and, under the institutional heading, agricultural extension. The number of farmers trained is an
appropriate indicator. Another would be the number of agricultural extension personnel receiving training.
Indicators could also include measures of improved variety seeds and amounts of fertilizer purchased '

In sum, the quality of the TA has been good. In a relatively short period of time the Project ha_s
made progress through its direct dealings with farmers. There are no quantitative measures of the
progress in terms of increased plantings, yields or farm income because of the short time that has elapsed
and the absence of baseline data. Impressions gained from discussions with Project staff and brief contact
with individual farmers confirm the value of on-farm demonstrations, an activity which should be
continued. Also, there has been progress in building reianonshlps with agricultural extension staff,
although with other line departments relationships still remain somewhat ambiguous. _—

Conclusions and Recommendations

~ BALAD should continue to plan on-farm demonstrations in close coilaboration with agricultural
extension officials. Equally important is the in-country training that BALAD can provide. Thus the
" extension department, rather sooner than later, should be in a better position to assume its proper
responsibilities. '

Date buyers in Karachi and members of the Makran Cooperative Date Growers Mill Society agreed

that the primary constraints in the date industry are lack of decentralized packing facilities and high cost” . :

and inconsistent delivery of dates to Karachi and Sukkur. A marketing strategy should be developed to
increase the economic returns to growers and the community. The strategy would probably iavolve
preliminary processing locally in packing sheds located close to the farms and bulk shipping to Karachi.
There is no reference to these priorities in the LBI proposal for the next two years. But if Makran.is to
benefit from robust prices and export opportunities (described below), a program is needed to alleviate

these constraints. It is therefore recommended that a consultant be hired to develop an appropnate model e

for a date marketing system.

The young field assistants in agricultural extension comprise an important group with which BALAD
now works. Forty motercycles are being procured to give them increased mobility. This support, which
helps line staff assume greater responsibility, is all to the good. It perhaps goes without saying, however,
that actual distribution by the GOB shouid be closely monitored to ensure that the equipment is used as
was intended. '

Cdnsideration should be given to the establishment of a center in Turbat or possible in Panjgtff for
the training of farmers and members of their families. One advantage would be that it could eventually
provide farmers a range of support similar to that now being provided by the Project. As the Project




focuses more on project planning and monitoring, a modest training facility somewhat apart’ from the
Project and dealing with the practical problems in Makran agriculture becomes especially appropriate.
~ For example, a course in general irrigated farming could cover the range of agricultural practices from
seed selection through harvest. Its length, perhaps a season or a year, would enable students to apply
what they have learned at home and also pass it on to relatives and neighbors: Initially under TA team -
* supervision and USAID funding, the center should later be sponsored by an mternatlonal NGO
collaborating with private sector interests in Makran.

SPECIAL DEVELOPMENT ACTIVITIES
Rationale

In the original PP $1 million was allocated for Special Development Activities (SDA) to- "permit
rapid response to opportunities which develop during implementation of the Project.” As examples of !

such activities, the PP mentioned the construction of schools, health facilities, housing for teachers or e

health workers, perhaps the initial phase of a comprehensive plan for water resource development or a
marketing studies on profitable crop alternatives. Under the PIL 8 procedure, the upper limit for a SDA .
subproject was raised from $50,000 eventually to $200,000 in order to use this category, if necmsary S
for Turbat town road paving and other more costly activities. :

Selection and Implementation of SDA projects

Accordmg to the PP, the decision as to the specific projects was to be taken at the local dmsmnal i
level in close coordination with the line departments of the GOB. With the exception of studies and™ |
surveys, projects under SDA were expected not to begin until the other main Project activities were
launched and adequate management capability was available.

Selection criteria stipulated that the SDA project be: consistent with GOB’s Special Development
Plan, acceptable to the local administration in Makran, complement existing or planned infrastructure,
be self-sustaining without requiring major changes in local social practices or technical skills, enhance
the GOB’s ability to provide services, contribute to strengthening the private sector, be soclally and
technically sound and be economlcally justified.

- As planned in the PP, project selection has been through the district committees and the DWC.

While it was originally expected that the PPMU, jointly with the USAID personal services contractor, - -

“would be primarily responsibie for management and supervmon these responsibilities inevitably reverted

to the TA team which had the engineering capacity to supervise construction. This partly explams why e

- SDA activities took on a stronger emphasis on infrastructure than was initially intended.

The initial selection of projects in 1986 included rural health units and potable water as well as
schools. Because of uncertainty regarding the capacity of GOB and local communities to staff health units
and maintain hand pumps, USAID preferred to concentrate SDA resources on the addition of classrooms ]
to existing primary schools. As it subsequently became evident, addmg classrooms did not provnde any RPN
built-in assurance that they would be adequately staffed and utilized.
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Pragress

Wlti:l the exception of a maternity home and one road project, SDA has concentrated from its
‘beginning in 1986 on expandmg existing schools. By focussing on just one activity, work proceeded at
a much faster rate than had been originally envisioned. Unlike other BALAD components, most
construction was completed on schedule and within budget. :

District coordinating committees seem to have been reasonably objective in their identification and
recommendations regarding priority locations where additional classrooms were needed. In general .
priorities were determined at the district level by the district education officer and the MPA sitting in the
coordinating committee. Projects that were subsequently approved at the divisional level were vmted by
BALAD to confirm the pnomy and appropriateness of the choice. :

49 classr@oms were constructed at 22 town and village schools by mid-1987. Local contractors were

used and the first classrooms built were often substandard. As contractors gained expenence and w1th LBl . -

: superv;smn the quality of construction improved.

The buildings are all reinforced concrete structures. The main complamt is that they are hotter msxde o
than the traditional mud brick schools. So in future more appropriate climatic designs as well as the use
of local materials should be considered. The use of local materials would allow for a contribution on the
part of the community. The Pak-German seif-help project builds a frame and a roof, and the people ﬁll :
in the walls.

SDA project approvals reflected the traditional bias in favor of boys education with over two-thirds
of the new classrooms constructed for males only. The interim evaluation consequently recommended -
that SDA resources be concentrated on schoolrooms for girls, and over the next two years this was the
case. By the beginning of 1989 an additional 60 classrooms had been constructed for a total of 109
classrooms in some 51 iocahtles

SDA experienced a hiatus of about nine months in 1987-8 apparently because of an overcommitment .
of funds at the time along with the fact that teaching personnel had not been appointed to certain of the
" schools. USAID ordered a review of classroom utilization before approving new projects. At the same
'~ time the shift of focus to female education meant identifying new projects and holding up actxon on.
.others.

The program resumed in July 1988 and remained active into early 1989 when new approvals were-
again suspended by USAID because of the pending large Primary Education Development Program.
(PED). USAID felt that since the PED is a total package and not just the construction of school buildings, -
- no further commitments should be made of SDA funds for school construction activities and that SDA _'

funds be reserved instead for agricultural activities. :

Impact and Benefits

- Local communities have been especially appreciative of SDA as more children became enrolled in
primary education programs. BALAD found in two areas an average of about 60. pupils per school ina @ .-
village of 200 houses. There was clearly a strong inclination among the people to send their children to
school, and if classroom space were insufficient, students would take their classes under the trees. In
helping to meet this need, SDA contributed significantly in creating a favorable percept:on of BALAD
among the local populatlon
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It is fair to assume that as a result of SDA the learning environment, particularly in remote villages,
has improved. Moreover, SDA served as a timely vehicle for advancing the role of women through the
attention it gave to the needs of girls primary education.

These conclusions can-be corroborated in term of the purpose level indicators that have been
identified for the Project, specifically in contributing to improved access to educational services. During
the period of SDA activities, primary enroilment increased from 26,466 to 45,895 boys and 3,212 to
5,298 girls in the Makran division. While this increase cannot be attributed directly to the provision of
additional classrooms, the additional space has been undoubtedly a factor

On the other hand, the emphasis given to expanding school facilities has detracted from other
priorities which could be addressed through the SDA mechanism, most particularly housing for teachers
‘especially female teachers, rural health centers, and potable water supphes

Sustainability

Sustainability will depend on GOB’s ability to supply more trained teachers, meet the recurrmg cost.
of building maintenance as well as the demand for teaching equipment and materials. In bis review of the
SDA schools in late 1987, the BALAD sociologist found many schools operating "to the complete
satisfaction of the education departinent in terms of the utilization of the additional classrooms.
However, the inability to hire an adequate number of teachers for the remoter areas remained a serious
_problem Teachers were reluctant to be posted to these areas where there is a scarcity of basic necessities,
as wasin fact acknowledged by village elders who take responsibility for providing them with board and
Iodgmg

These needs will place additional management burdens on the education department Of course,
GOB should be in a stronger position thanks to USAID support under the PED program and
sustamabﬂ:ty should not be a major concern of BALAD in the future,

Future Dlrectnons !'or SDA

. BALAD TA team and PPMU staff have proposed that durmg the current Pro;ect extensmn pcnod

(October 1990 through September 1992) there will inevitably arise a number of projects which do‘not fall

into the roads, water and agriculture components of the Project. These could include wells for road

construction activities which will be turned over to villages as water supply upon completlon of roadwork

~ village facilities such as community centers and health facilities, and "the paving. of specxﬂc vxllage
roads”.

The fact that USAID is providing general support to primary education does not preclude the
occasional need for expansion of classrooms and the construction of teacher housing in particular
locations using SDA resources. The fact that this activity offers immediate tangible accomphshment Wlll
serve to maintain BALAD’s credibility.

- With the need for more integrated planning within particular development areas, there should be
‘opportunities to use SDA funding to respond to village-level priorities as they arise. Numerous small
projects identified by the people themselves and in which they themselves participate would constitute a
healthy dimension to what has hitherto been 2 traditional infrastructure program involving little local
participation. In addition to potable water needs which are particularly acute in Gwadar (as well as in
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parts of Panjgur and Turbat districts), there is need for BALAD to react to village pl’lOl’ltleS (and

hopefully initiatives) in food preservation and marketing, in vegetable gardening and poultry raising, in -

developing cottage industries for women. Some of these activities may more properly be addressed within

~ the water and agriculture components of BALAD while others — such as establishing women’s centers -
‘asa ﬁrst step in developing a WID program at the village level — will lend themselves to SDA

VO-TECH TRAINING PROGRAM

Ratlonale

Durmg its first two years BALAD faced mounting local criticism in Makran, part:culatly on the part
of the Balochistan Students Organization, on the grounds that the Project was providing no visible benefit -
to the area. To counter this criticism, the GOB suggested that USAID introduce an overseas training -
program for young Makranis which could be implemented quickly and have high visibility. The idea of =~
- sending 50 Makrani students to the U.S. was received favorably . by the people of Makran and the -
provmclal authorities in Quetta :

Implementatlon

- The program was initiated in November 1986 with a budget of $1 million, half of whlch was
charged to BALAD and half to USAID’s Development Support Training Project (DSTP). It was |
~ implemented through an existing USAID contract with the Academy for Educational Development (AED)
A year later $500,000 was added to the budget to cover training costs i in the U.S." _

The program consxsted of two months of English language training and cultural orlentatlon at AED
in Islamabad and six months of further English training in Singapore, after which the participants were
enrolled in certificate and associate degree course work in U.S. institutions. Course duration ranged from

“ten months for a certificate to two years for an associate degree. Interviews, selection and placement i m _r- .

| 'U S. colleges were coordinated by USAID’s Ofﬁce of Human Resources Development (HRD)

~ Advertisements in local newspapers attracted over 250 Makranis. A commlttee composed of
representatives from USAID, BALAD, the ACS and the Minister for C&W (who was the MPA' from '
Makran) selected 55 students f-r training. 45 of them completed the first phase of the program and:-
" entered academic institutions in the U.S. Of this number 37 were enrolled in twe-year certxﬁcate ancl
dlp!oma programs, and the remaining eight attended 10-12 month non-degree techmcal programs

By mld-1990 39 of the partxclpants had successfully completed their programs and were actwelv

seekmg employment with the GOB or the private sector. Three completed their programs ‘but did- not
- _retum to Pak:stan Another three dropped out prematurely :

Follow-up on Vo-Tech Graduates

_ The interim evaluation found reactions to the program to be universally positive. It was; in fact the |
only BALAD activity that had the unreserved support of the Chief Minister. The evaluatlon team
recommended that the program be expanded to include all of Balochistan. - _
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- Records in USAID/Islamabad of the status of the returnees were not immediately available for -
purposes of the current evaluation. Nine interviews were therefore conducted in an effort to get some idea.
of the individual benefits derived from the program. This sampling furnished an impression quite different

-from the positive conclusions reached during the interim evaluation. '

‘Complaints expressed by the returned Makranis were the following:

Prior to their departure to the U.S. they were assured by senior officials that the GOB would
find them jobs on their return. This has noi happened despite their attempts to find empldyment
as well as personal meetings with the GOB officials who had endorsed the vo-tech program from .
the beginning; : .

An associate degree from a U.S. institution has little value from the point of view of potentlal

* employers nor does it meet the minimum entry requirements for selection into the civil servxce '

at the prof&ss:onal level;

The University of Balochistan will not recognize associate degrees or certificates as tjua]iﬁéatiOn '

- for further study towards a bachelor degree. Instead they are treated as equwalent toa l'ugh

school dipioma, with the resuit that the vo-tech graduates must start all over again;

The BALAD pro_lect discriminates against hiring Makranis, espec:ally for ineermediate

* administrative positions which they say they are qualified to meet. While there may be some | -
truth in this claim, it should be pointed out that LBI has in fact recently hxred three vo-tech =

returnees and is consxdermg hu:mg another;

- Vo-tech graduates are not eligible for further scholarships to complete their B.A. or B.S. degree.
requirements in the U.S. under the current HRD Balochistan-wide fellowship program. This - .

‘program offer three or four year courses so that Baloch applicants will qualify thh degre&s :

: wblch are recognized in Pakistan; and '

The main employers in the Makran are the government; the nationalized commercial banks and

- BALAD. Vo-tech returnees said that all responsible positions in commercial banks were filled b
by persons from outside Makran and even outside Balochistan who are only willing to work in

Turbat if they are given senior posts This catch 22" effect:vely excludes Makranis.

Some of these complaints may be legitimate. Six of the nine interviewees were unemployéd As
already noted, three of them had been hired by LBI. Of the 15 local administrative staff with BALAD _
two are Makrams and another four are Baloch; the rest are from outside Balochistan. '

' USAID recently wrote to the GOB to emphasize the importance of employmg the returnees In -

response the GOB’s Services and General Administration department circulated a request to-all B

-departments listing the names of the returnees and recommending special consideration for them. :When
asked regarding the current whereabouts and employment status of the vo-tech students, a senior GOB
ofﬁclal said that since he had not heard from them he assumed that they had all found JObS

Value and Sustainability of Training

o There is little positiire that can be said at this time regarding the long-term value and sustainﬁbi_lity
of this training. It did open up educational opportunities, besides the exposure to the U.S. and English
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language training. Whether that exposure will have any lasting influence oz the thinking of young
Makranis, who were previously attracted to radical anti-American positions, is questicnable. Their &
experiences since returning home have left a sour taste in their mouths. . '

_ Distortions in the educational environment and the local job market have accentuated their plight.

- The combination of free university education and the dominance of the public sector, especially-in. -,
Makran where the (formal) private sector is very small, means that there are far more applicants than the RS '

- system can absorb. Competing with better qualified university graduates (at least on paper), returned vo- -
tech students stand little chance of getting a civil service position. . i

e They would be better off now — and perhaps even in a position to contribute to the development . |
" of Makran — if an integrated program had been developed from the start. This could have included 2
Makran training needs assessment based upon educational qualifications of persons entering the job
market and’ existing skill needs, thus establishing appropriate criteria for selection, courses of study to - SR
~ be given priority, and degree requirements to facilitate placement upon refurning home. But given the .
underlying political reasons for initiating the vo-tech program in the first place, this was not done. -

Lesso_ns Learned and Recomiﬁehdations

A generalized program to upgrade human resources capabilities may make better sense in other parts. |,

. of Pakistan. In a "lagging area” like Makran, training is probably more effective if targeted to address .

. clearly identified skill needs and deficiencies. The BALAD training consultant recommended such
~ "customized” training. L : - _ R

The decision to exclude vo-tech graduat&s from receiving new scholarships shéuid be reéot;Sideted.'
~ Returnees from the original contingent should be allowed to complete their degrees, provided they pursue
- disciplines which are relevant to Makran development needs. _ o C

" GOB should give priority to the placement of vo-tech graduates in regular civil service and contract o
positions, particularly in the Makran where, unlike most outsiders, they want tc work and-make a
contribution. - o : _ : e

USAID and GOB should consider establishing an English language training facility in the Makran o
- division. This would enable young Makranis to compete for training opportunities in the U.S. as wellas . |~
in other countries in the region and, for that matter, in technical institutes situated in other provincesof. -
' Because of the dearth of po'si_tions with government and a minuscule formal prli:véte sector, partlcular E AR

attention should be given to entrepreneurial training, not only in agriculture but also in developing small-~ = - .
scale enterprises in the urban informal sector. : FE S

PRIVATE SECTOR ACTIVITIES

~ The development of local businesses.in Makran emerged only recently as a ptidrity Wbici; BALAD : S
" should address. Prior to 1989 private sector development had been purely incidental to the main thrust |
ot_" road sector, water sector and SDA interventi_ons. ' O
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Use of anate Contractors

The procedures followed in contracting mfrastructure subprojects have already been descnbed Tlle _
system of tender notices and competitive bids reviewed by the PPMU, the LBI team and line agency' :
representatives (in the PC-1 committee) serves as a discipline to ensure that proposals are well balanced
and price quotations are realistic. After the necessary approvals, the successful contractor begins work.
on a cost reimbursabie basis. The contract is essentxally established with PPMU, -and PPMU is reunbursed -

._ ~ after tbe work is finished.

The Pro;ect sometimes falls short with. regard to the supervision of contracted work whxle m
- progress_ This is primarily the responsibility of the LBI construction team which has the engineering
know-how. But also the design team with its different perspective should monitor implementation. . =

~ The amount of contracting actiirity generated by BALAD since the Pro;ect began can be gauged in:

‘terms of the 45 road projects involving water crossings, box culverts, road paving and other installations

at a total cost of almost Rs34 million, These projects were executed locally by 13 different private -

contractors under the PIL 8 procedure. (This figure does not include road construction and maintenance - - ) ;
done under C&W force account.) In addition, 179 water sector projects have generated Rs32 million in = -

contract awards to 28 different private contractors for the construction of siphons, canals, infiltration
galleries, karez linings, and check dams. Finalily, 53 SDA projects generated contract awards totafling .-

- Rs13.5 'million and involved 25 different private contractors. In total, Rs79.5 or $3. 8 rmlhon has been Lo

paxd out to locai contractors.

| Techmcal ASSIstance to Pr:vate Farmers and Agnbusmcss

As already noted, some 350 private farmers and over 70 agricultural development staff parnmpated_ -

- at .one time or another in on-farm demonstrations of new . crop varieties and improved cultivation - -
practices. Significant yield increases were attributed to the new wheat varieties. At the time of this
evaluation, however, farmers had not yet planted the new varretles ona commerc:lal scaie $0 it was 100 . -
: early to évaluate the 1mpact of the program ' : : S P

Between October 1989 and June 1990 the Pro;ect provided technical assistance to the-date processing .-

" company .(Shah & Sons) in Turbat. Although the owner was not satisfied with the TA, he asked for - ' |~

- additional hands-on assistance during the next date processing season. He said that the consultanthad = -

- recommended that he sell bulk quantities to brokers and wholesalers rather than concentrate on retail . -
-packaging. Despite his misgivings, subsequent conversations with date buyers conﬁrmed the

appropnateness of the cousu.tant s advice.

BALAD prev:ded prehmmary assistance to a group of farmers who were mtereeted in- fernung an_ AT AR it
agricultural machinery. cooperative 'in  Turbat district. In March 1990 a short-term ¢onsuitant
- recommended a program for improvement of date palm cultivation, on the basis of which BALAD -

initiated procurement of pollinators for on-farin demonstrations. Also, the Project helped a local
- businessmen to obtain distributorship rights from fertilizer, pesticide and insecticide suppiiers. 'I‘lus was-
the first commerclaj attempt-at ¢ eatmg a local source of inputs for Makram farmers. .
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Bén_eﬁts 'to the Private Sector

Of the 41 local contractors that have been used in the course of the Project, eight have been given
above-average ratings by the LBI team and seven have been categorized as good or average. The others
undertook limited, specialized assignments, such as karez borings or rock blasting, and have not .
responded to further tender calls from PPMU. Two contractors have been disqualified from future blddmg
because of unsat:sfactory performance. '

Of those whose performance was above-average, three are from Turbat and five from Panjgur
Three of them had no previous building experience and had to be registered by GOB before becoming
eligible for BALAD work. Initially they took on jobs wkich others were reluctant to accept. Essentially
labor contractors, they had to round up workers and rent the equipment they needed for the job, usually -
from a line department. Two to three years after delivering consistently reliable services, these better
contractors have increased their permanent work forces from between five to 15 skilled employees and-
have acquired bulldozers, cement mixers, tractors, and other heavy equipment. The contractor on the -
Talar Gap section of ‘the Turbat-Gwadar road upgrading purchased a bulldozer and a compactor and
increased his technical expertise in the area of blasting. He will probably be awarded a contract to provide

blasting services along the more difficult stretches of the Hoshab-Panjgur road. Such success stories are Sl

the exceptxon rather than the rule.

The top-ranked contractors have improved their supervisory skﬂls and can now meet work '
~ specifications which are higher than normally required by local clients. They now receive offers from the
: pnvate sector (o do similar work. :

~Total contractor revenues equwa.lent to $3.8 million have been generated through BALAD. At an
average of 10-12 workers per project, between 2770 and 3324 jobs have been created as a result of
locally-implemented subprojects. Discounting labor costs, LBI estimates that 30-50 percent of contractor o
revenues are passed on to local bulldmg material supphers in the Makran o

Purpose level md:cators to monitor private sector impact or involvement in Project lmplementanon, '
were not included in the BALAD monitoring system. In future, indicators should include quantitative data
such as Jobs created, number of new businesses, financial flows to the pnvate sector, new crops and
increases in yields and acreage. Qualitative data should include trends in business development,
management competency, and spin-off benefits such as the extent to which pnvate sector techmcal
capaclty was enhanced as a tesult of transactions with the Project.

PUBLIC ADMINISTRATION COMPONENT
Setting and Rationale
The Local Administrative System
At the divisional and district levels, the administrative system established by the British to maintain

law and order is still essentiaily intact. It relies heavily on authoritative direction through appointed civil
officers — oommlsswness deputy commissioners, assistant commissioners and "tehsildars".
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. The commissioner is primarily responsible to the additional chief secretary (Home) for law and
order matters. But he is also responsible to P&D for development matters. He chairs a divisional
development committee (previously known as the coordinating committee) which includes the heads of
line agencies and the deputy commissioners of the districts, of which there are three in the Makran -
division. In principle the DDC meets every two months to review and monitor development projects, and -
annually to approve the annual deveicpment 'paan (ADP) for the division and forward it ‘to the

development ACS for approval and incorporation in the provincial ADP. In performing his development- o

functions the commissioner is assisted by a director of development who represents the P&D secretary
in Quetta, and on behalf of the commissioner, maintains lizison with the technical departments and donor
project staff.

Local Governmelit Councils

The Department of Local Government and Rural Development (LGRD) is represented at the
division, district and subdivision levels by the joint director, assistant director, and development officer

(DO) respectively. An engineer or overseer (junior engineer) is usually also assxgned to the chstnct and -

subdivision.

 District councils and below them, union councils and town committes, are composed of popularly .-

elected members. In Makran division there are three municipal committees (Turbat, Gwadar and Pasni),

two town comanittees (Ormara, Panjgur), three district councils (Panjgur, Turbat, Gwadar), and 38 union Do

councils, Only the municipalities collect enough revenues (mainly octroi, but also license fees and rent
on - municipally-owned buildings) to cover their staff costs as well as those of certain municipal
improvements, such as street paving and the construction of water tanks. The fact that there is very
limited inter-district trade limits octroi (a three percent tax on goods trauSported into an area) as a source
of revenue.

The rural councils depend upon central government grants-in-aid to meet personnel costs as well -
as any development projects they undertake. Only Rs1Q miilion or less than $500,000 in grants—m—aid are
annually available to cover the needs of all local government bodies in the Makran '

District councils prepare an ADP which is really only a list of projects agamst whlch the total grant- '

in-aid funds will be allocated. The typical allocation is in the range of Rs30-50,000 to meet some or all

of the cost of digging a well, constructing a bund, excavating a tank for collection of rain water, building -

a boundary wall or extending a karez. Generally these projects benefit a group of lahdowners or karez -
owners rather than the community as a whole. How much of the allocation is actually spent on the
particular project is hard to determine. In one case 2 district council allocated Rs30,000 to dig a pond for.

collecting rainwater, yet the job was done by a rented bulldozer at an estimated cost of Rs6, 000 (One - IR

can guas where the balance of the money went.)

Local council development plans are not part of the divisional and district ADPs'aS would be

expected, the reason given being that local council projects are very small scale and, besides, mstlgated
on the basis of mdmdual rather than community interests.

Because the projects are small, line departments do not want to execute them. "Our roads are not.
their roads," according to C&W. Union councils appear to be dormant in many areas, the chairmen
directing their interest and energies to the district council level where they sit as members. District
council projects are executed by local contractors, who hire the labor and rent the necessary equlpment :
just as is the case in most BALAD projects. :




Apparently the “self-help” in local self government was wiped out along with the. “basic

democracies” in the late 1960s. Today there appears to be little direct popular involvement in council-

initiated projects, other than in water projects where landowners have a strong self-interest; if the work
is not done through the council, they will have it done themselves.

UNICEF and Pak-German self-help project experience suggests that people will contribute to the
cost of digging a well as a condition for obtaining a hand pump, or in excavating a "tank" or depression
to collect rainwater if they can obtain the use of a PHE bulldozer. Yet there is little agreement asto how
strong these cooperative traditions remain. In the Gwadar areas of severe drinking water shortage, vﬂlage
leaders said that they now depend upon the government to deliver water by tanker.

Concept and Justlﬁcatlon for the PFMU
_ Even before the PP was s:gned GOB had decided to begin establishing a dl\rlsnonal level plaanmg :
and development unit starting in FY 1984. The concept arose from the development of similar umts in

Pun_;ab and P&D s desire to establish branch ofﬁcec in all ﬂve diwsmns of Balochlstan

Strengthemng capac:ty to plan, prioritize, select and implement development pro_lects for Balochlstan

as a whole, and Makran in particular, was recogmzed as the most dxfﬂcult and mponant long térm . . £

component of the Ptolect It included four main elements:
L Technical assistance and staff support to P&D in Quetta;
'® The establishment of a PPMU in the Makran;

® Activities complementary to those carried out by the PPMU deslgned to unprove the -
' performance of human resources in irrigation, agriculture and roads in Makran; and '

. A special development fund.

- As originally cOnCeived in the PP, a planner/systems analyst would work with P&D to iinpr__oVe B e

systems for design and analysis of new development projects for Balochistan. Assistance wouid also be

provided to improve monitoring, reporting and evaluation systems within P&D and simultaneously to = o

support activities of the PPMU as a prototype development unit at the divisional level. The expatriate
planner/systems specialist would serve as a consultant to the ACS, who would be the BALAD project
' manager, and to the P&D secretary ) _

The PP noted that the commissioner has authority to direct all activities in the division. |
 However,"he lacks the means to exercise full authority because there is no nation-building department

staff attached to his office — no planning, implementing or supervisory capacity. These conditions allow - _
district level officials of the line agencies to go their own way. In theory they respond to the provincial =

authorities, bypassmg the division commissioner. In practice, since provincial authorities are 600
kilometers away and communications are intermittent, the district offices are on their own...The peculiar
- problem facing BALAD designers was how to make a reality of the commissioner’s authority over district
officials, thereby assuring the participation of line departments in the Project, while keeping a policy role

for the provincial government in the lmplementanon of this major effort.” The key decision at the time . - i

was to establish a PPMU as the commlss:oner s principal means of exercising authonty in development '
matters. '
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The PPMU would possess appropriate authority and staff capacity to work with the line agencies
and the private sector in planning, coordinating, monitoring "and, in some cases, managing BALAD
inputs.” Ultimately the PPMU should become a model division planning and development umt to be
repllcated in other divisions of Balochistan.

In view of the difficulty of recruiting experienced staff for such a unit, GOB committed itself to

recruit new personnel to work initially in the PPMU as trainees and "then as the core staff for the

divisional P&D unit which will emerge as BALAD is completed.” BALAD would provide training
opportunities as incentives to GOB employees who are willing to work in the Makran, and scholarship
assistance to young Makrani students with prospects for a government position.

The urgent need for a fully qualified staff to implement BALAD from the outset necessitated
contracting a core PPMU staff. This staff included expatriate personnel together with Pakistani =

professional and support staff employed by the contractor firm. It was recognized that the core staff =

would have a major part in carrying out the bulk of implementation activities for the Project, wh[le at
the same time the new GOB staff would benefit from on-the-job training.

The statement of work in the original TA contract in 1985 had two main objectives:

® To institutionalize and operatc a PPMU having five sections: roads, water, agriculture,
planning/economics/statistics, finance/administration; accordingly to strengthen program
planning, management, budgeting, monitoring, and evaluation; and

®. To implement, through PPMU, development activities by lme agencies, contractors, pﬁvéte
‘groups and associations”.

The regional plannerlsystems analyst was expected to support PPMU in developing, planning,
designing, and monitoring projects and to "assist the GOB...to strengthen divisional level development -
planning and implementation using inter alia lessons learned from BALAD project experience.” :

_Im[s!ementaﬁon and ?rognss

PPMU Staffing and Functions

Smce the start of the Pfoject GOB has not been able to supply the staff that was required. GOB
officials do not want to serve in the Makran. Project directors were changed frequently and lacked the
stature and conﬁdence necessary to receive the support that was needed from Quetta.

A retired colonel and civil engineer (Anwar ul-Haq) was appointed as project director in late 1984 .
together with two supporting staff. Mirza Masaud Ahmed (the present deputy director), a roads engineer,
was assigned to the Project in mid-1986 along with an administration and finance officer. Then the
original project director was replaced by the additional commissioner of Makran division, who remained
in the post for a little over a year when he was transferred out of the division and Mirza Masaud’ took
over as director. So at the time of the interim evaluation PPMU was but a shell of an organization -
consisting of a director with one junior staffmember, and none of the technical positions had yet been
filled. At the end of 1988 when USAID was on the verge of closing down the Project — the primary
purpose of which was to institutionalize a PPMU — the posts of agronomist and economist were ﬁna!ly'
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filled along with an accountant to replace the administrative and finance officer who had left several
months earlier. Ard this is the staffing of the PPMU at the present time.

: With a skeletal PPMU staff and pteoccup:ed with implementing infrastructure, the TA team has had
to design, implement and monitor almost all the projects under BALAD. PPMU’s functions have been

limited to administrative aspects of the Project, particularly the identification of subpro_]scts ‘the - -

processing and submission of PC-1 proposals to P&D, as well as assistance in the tendering of contracts.

“The PPMU deputy director attends district level meetings where projects are proposed, writes them'
up for submission to the DWC. If approved and the TA team confirms technical and financial feasibility,
he prepares the PC-1 which is cleared locally by a PC-1 committee under the commissioner before
tendering begins. When USAID clears the project as eligible for reimbursement, PPMU issues. tender
notices and arranges pre-contract meetings with interestec bidders and the TA team before the contract

ls awarded.

Nearly all of the small-scale road, water, and SDA projects are implemented accordmg to PIL 8.
This procedure, which has already been described, provides for earmarking local currency funds for
PPMU operations on the basis of an annual work plan anC budget approved by the PSC. Thus, a
revolving fund is created out of which the contraztor is paid. Ostensibly responsible for certifying as to
contractor performance, PPMU in fact relies on the LBI technical staff to determine that the subproject -
has beer handled according to approved plans and specifications and that reimbursement is au:horxzed .

_ Pro;ects are selected according to a PIL 8 evaluation format to ensure that the proposed pro_lect wﬂl
benefit the people and be maintained after completion. With PPMU involved in the initial selection and
the LBI staff with technical design and supervision of implementation disagreements arise between the
PPMU deputy director and the COP on such matters of appropriateness of the intervention and extent of
~ local support. . -

With the appointment of an agronomist (Ahmed Ali Baloch) and an economist (Mobammed Hayat)
to its staff in January 1989, PPMU has become more involved in substantive and technical matters. The
addition of an expatnate agronomist (Daniel Bradbury) to the LBI team ensured effective utilization of
the PPMU agronomist in dealmg with the GOB extension officials and orgamzmg agncultural actwmes
The economist was involved in the regional planning exercises for Dasht. _

The positions of chief of water section and chief of toads section are still vacant. USAID has not _
pressed GOB to fill these slots because of the current emphasis on planning and monitoring, which may
call for different staffing needs. Unfortunately, no decision has been taken by GOB to. a recent PPMU-
requ&t for four positions to staff a data collection unit (statistician, assistant, typxst, and clerk)

_ The PPMU deputy director has a temporary P&D appointment, and the economist is on deputatlon )
from the GOB. The other two senior staff are on contract. The first PPMU director recommended a 40
percent project allowance for contract staff in lieu of the benefits which: government personnel receive
in cadre posts, but thls recommendation was not approved. -

_ According to the ACS, the Bela-Awaran road component of the Project, which was handled by - |
USAID directly, undercut the PPMU and made it harder to attract qualified personnel. He contended that
finding quahfied peop!e to work in Makran is the problem, not regularizing their positions. He also said -
that P&D is now in the process of confirming the appomtment of a new pro;ect director (Abdul Rahman
Tareen) at an appropnate senior rank.
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Divisional Working Committee

The PP stipulated that a divisional working committee (DWC) will be responsible for providing
routine operational direction for BALAD. The DWC, chaired by the commissioner, meets in principle
every three months or when there is a need. It includes the deputy commissioners and representatives of
line departments which have an interest in BALAD activities. It reviews quarterly work plans and
progress reports, discusses problems and approves subprojects within its financial authority.

The DWC meeting is preceded by similar meetings chaired by deputy commissioners at the district
level, at least in Turbat and Panjgur. These meetings include local government and line agency -

Tepresentatives as well as MPAs and MNAs and other invited notables. They propose subprojects which

the PPMU writes up and submits to the DWC. Projects approved by the DWC are then handed over to

the TA team for technical and financial feasibility consideration.

. The DWC acts on PC-1 proposals involving expenditure of less that Rs500,000, which includes
SDA projects and most water sector schemes. If it is above this amount the proposal is sent aloug w:th
DWC’s recommendation to the provincial steering committee.

~ In August 1990 a notification was circulated establishing a divisional development _commiy;tee
{DDC). The DDC is supposed to meet once a month, its first meeting being scheduled for October. Like
the divisional coordination committee which it repiaces, its membership includes the line agencies and

the deputy commissioners, with the director of development serving as secretary. MNAs and MPAs and
other potables may also be invited to attend. The DDC prioritizes projects proposed by similar -

committees at the district level and each year prepares the ADP for the division. The DDC at present has - |

no final approval authonty but forwards its reoommendat:ons to the Provincial Planning and Development . o

Board.

The Commissioner mentioned to the evaluation mission that the DWC might be merged into the
DDC. Some feel that merger would not be appropriate because of the much wider range of matters dealt
with by the DDC. On the other hand, to continue to treat BALAD separately would be a mistake; a fully
integrated PPMU must be in a position to plan and monitor the full gamut of development activity in the
division.

There have been eight commissioners in Makran since the Project began, and months may elapse

 between the transfer of one commissioner and the arrival of his replacement. In one quarter in 1989 the .-

DWC was delayed two months by the absence of the commissioner and in the next quarter there were
no meetings whatsoever. The commissioner has on occasion designated the deputy commissioner . for -
Turbat district to chair the meeting during his absence. :

The PPMU deputy director complains of the slackening of activity and level of approvals dutihg

‘most of 1989 and early 1990. This was due to a number of factors: USAID overcommitment of funds,
shifts of emphasis to agriculture and PPMU planning and monitoring, suspension of school building under.

SDA, reservations about some of the water sector activities, a new COP in Turbat and a new project
officer in Quetta. Projects approved by the DWC needed TA team technical approval and administrative
approval by the project officer for allocation of funds. When no action was taken, the commissioner in -
his capacity as BALAD project director and DWC members were not happy and expressed reluctance: "to

give projects to BALAD." In a special DWC meeting in April 1990 a number of SDA projects were

proposed, but none were approved by the COP, often for good reason. As pressure built up, it put PPMU
in a difficult position and created bad feelings between the PPMU deputy director and the COP.




It perhaps should be added that participation of the COP in the DWC does not necessarily mean- that
there is complete understanding since most of the discussion in is Urdu or Balochi.

Coordination with Line Agencies

Progress repons note unfulﬁlled agncultural department posts and the ﬁ'equent absence of senior o

line staff ("the normal practice for GOB employees assigned to Makran"). LBI progress reports in 1988
refer to the prolonged absences from Turbat of senior C&W staff, noting that such absences hold up -
Pro;ect activities. A 1989 progress report notes that the commissioner, deputy commissioners and the line ;
agencies, with the exception of C&W, have the common complaint that they are not consulted about o

BALAD projects.

Relatxons with Agriculture are strengthened by the assignment of agronomists to the TA team and

- to PPMU. Liaison improves when the Project can provide the department with some equipment and -

loglstlc support, such as vehicles and motorcycles for agricultural extension work. Support of this nature -
is appropriate in view of the policy position that it is the line agency’s responsibility, not BALAD’s, to
execute projects. As for I&P, there seems to be virtually no coordination, the apparent reason bemg that
the small-scale nature of water sector schemes is of little interest to the department. .

. A former senior GOB official said that in the highly centralized GOB administrative systeﬁi, Iine- a
department officials at the divisional and district levels respect only lines of authority coming down from

 their provincial level departments. So it is unrealistic to expect coordination to take place at the divisional

level, Instead, project direction must be placed within one of the departments. The commissioner at the
divisional level is primarily responsible to the ACS (Home) and hence not in a position to exercise

authority over line department representatives. The same is true for the deputy commissioners in the -

districts (who in the past were under LGRD and thus could effectively serve as project directors).

The Secretary of Agriculture said that the PPMU should include line agency officials in its staff in -
order to be effective. A 1989 Project progress report refers to the possibility of C&W seconding

‘executive engineers to BALAD. The line agencies need to be more closely involved in project

identification and planning, and assignment of their staff to the PPMU might improve working
relationships. Also, it would serve to bridge the gap between PPMU and line agency modalm&s of

operation :

But line agenci&s are short of staff in the Makran, and their frequent transfers could have a néganiré
effect on the continuity of PPMU planning activities. What is needed are irrigation and agncultural
planners: ra:her than irrigation engmeers

Provmaal Steering Committee

The PP decided that the ACS would be chairman of the Provincial Steering Committee (PSC). "As
overall project manager, he will reserve for himself all necessary authority to direct project activities in -
Quetta and will delegate to the commissioner of the Makran Division, as. field project manager, all
necessary additional power and authority to direct project activities...The Steering Committee will be
chaired by the [ACS] and will also include representatives of the line departments and the USAID
Regxonal Affairs Office.” :
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The interim evaluation noted that the line agencies are not adequately represented "because apparently

~ they choose not to attend committee meetings regularly.” A review of recent minutes shows that meetings

are held more frequently than before and are better attended. Its meetings are scheduled mainly on the -
basis of when the ACS can find time.

. The PSC approves the annual workplan and budget of BALAD. It reviews progress reports,
approves new project proposals above Rs500,000 or transmits them to USAID if over Rs2 million
($100,000) or technically complex. In meetings earlier this year, the need to fill vacancies in the PPMU
and P&D’s computer section was discussed, and the proposal to develop a regional plan and staff a data.
collecting unit for that purpose was approved (although not yet implemented). The PSC has no staff, and
follow-up on decisions seems to depend largely upon the personal intervention of the ACS. ' -

According to a former senior GOB official, intersectoral projects such as BALAD must be headed
by a provincial-level committee under the ACS. Projects that have tried to function outside of a .

- department or fall between departments invariably fail. (The examples he mentioned were BIAD with

UNICEF and EEC support and BMIAD with Dutch backing.} In short, given the GOB pubhc'
administrative structure, a strong PSC becomes absolutely critical.

| Computer Section in P&D

P&D/Quetta was. assigned an expatriate regional planner to advise in a number of areas, including
how to increase its ability to plan, prioritize and monitor development projects. He spent less than nine
months on the job, mainly occupied in establishing a computer facility to assist P&D in organizing data
and in developing short training courses in  computer use for GOB officials. The computer facility
subsequently benefitted from an on-the-job training program provided by a short-term LBI expatriate
consultant and is now assisted by 2 Pakistani systems analyst (Syed Ata Abbas) supplied by the Project.

The computer section has in addition to the systems analyst, a statistical officer, a computer
operator, and a computer assistant. There has been long delay in filling the two vacant positions of a -
systems analyst to head the section and a programmer. Public Service Commission regulatlons make it
dxfficult to hire from exxstmg civil service staff or to fill the positions from outside.

IBM PCs are used to store and retrieve data needed in preparing the ADP. The first year of
operation was devoted to developing the necessary data bases, which were then extended inter alia to the
Special Development Program which includes BALAD. Most of the information retrieval is used to '
generate various reports on the public sector development program. L

The computer section does not provide any direct support to BALAD activities in the Makran Its_
data bases for provmcml-level monitoring purposes are not tied into the PPMU system. )

The ACS believes that P&D should have the computerized capacity to analyze, monitor and evaluate
development projects. But this would require agreement with the line departments on an acceptable pro
forma, which would be difficult to obtain. Others say that even if common pro forma were agreed up,
P&D does not have the. trained staff to make proper use of project-level information. '




Project Monitoring Capabilities

The interim evaluation noted that there had been little analysis of the baseline survey :data on

Gwadar and Turbat districts (Panjgur was not included) collected as an mtegral part of the Project. The

“evaluation felt that sectoral data, such as that collected by the water engineer in Turbat, would prove to
. be more valuable in the long run.

: Regular- project momtonng is carried out tln'ough MIS quarterly progress reports. prepared by
BALAD’s computer section and semi-annual project implementation reports and project management
information system (PROMIS) documents prepared by USAID’s office of PDM. While these reports
indicate progress with respect to planned inputs and outputs, they do not provide mformanon on the
impact of pro;ect activities.

PDM has criticized BALAD’s MIS reporting on the grounds that it does not provxde an aggregated
picture of progress by quarter with respect to each component. Particularly progress in the "softer” areas -
of institutionalizing the PPMU, such as PSC efforts to define the PPMU role or the appointment of a

- director of development and approval of additional staff are not captured in the reports. - : .

The computer section of BALAD also keeps track of the inventory of ACE equlpment and Spares :
which are released by USAID to hand over to the C&W in Makran as well as a day-to-day record of.

equipment and personnel working on road sites. Computerized systems have also been developed to keep -

- track of rainfail data and on karez flows and maintenanca costs:
Institution Building and BALAD Follow-up

Obsiacls to Integrating PPMU

Most fundamentaily, there must be a GOB political commitment to decentral:ze deveiopment .

plannmg and monitoring responsibilities. With this commitment, merging PPMU into the GOB structure
“would be possible — provided PPMU activities were restricted to its original planning and monitoring
role rather than the implementation of projects — and eminently desirable. The evaluation team found

- almost unanimous agreement, however, even on the part of GOB district-level ofﬁcza!s that the S

government is not prepared to make this basic policy commitment.

If this is so, 1t may be counterproducuve to devote further BALAD resources and energles inan
effort to create a viable PPMU under such inherently adverse conditions. But creating a PPMU has been

~ a GOB objective since before BALAD began. Perhaps GOB favors decentralization in the abstract without o

being willing to do anything about it. Taking a longer view, nowever, it can be argued that an effective

PPMU is critical to any effort to encourage local-level planning and resource mobilization, wnthout wh:ch ; L

" rural development in Makran wﬂl in the long run never be achieved.

‘March 1989 Steering Committee

Following a visit to Balochistan in December 1988 by the US Ambassador and the USAID Mission =~
Director, the Chief Minister requested continued support to the Project. USAID felt that the Projecthad .
"demonstrated sufficient potential to warrant continuation and the contract with LBI was therefore = | =

extended for another year to see what could be accompiished in the agriculture and institution: bulldmg Lok
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areas.” The composition of the technical staff changed so as to give more strength to the agriculture side
of the Project. GOB for its part agreed to increase the staff of PPMU in order to support the efforts in
agriculture and guide the Project.

The PPMU had become preoccupied with implementing projects which was not the role thai was -

6ngmally planned. To get BALAD back on track, USAID insisted in the March 1989 PSC that the -

PPMU should now concentrate on its planning and monitoring role. It should undertake a review of
current activities and "take a lead” in identifying BALAD II areas of activity. Also, more attention should
be given to coordinating with the concerned line agencies the handing over of completed projects.

The ACS did not support the suggestion that line agencies should implement the subprojects using -
the FAR procedure insofar as USAID-funded activities were concerned. Disturbing the existing system
could result in a slowdown of momentum and result in less visibility. It was agreed, however, that the
transfer of implementing authority be carried out during the extension period on selected subprojects.

PPMU Concept Paper

USAID felt that a concept papef would serve as an opportunity to do some project evalﬁatioﬁ and =
design. It would also give the PSC a project concept to react to, from which USAID could ratxonally
proceed" to a PID, PP or whatever amendment was necessary.

The draft concept paper for BALAD Il was prepared by PPMU with TA assistance at the end of -
1989. It stressed the need to improve working relationships between PPMU and the TA team on the one
hand and between PPMU and the line agencies on the other. There was some limited involvement of
C&W in DWC meetings but little contact with other line agencies. The paper was vague as to how these -
working relationships could be improved. It was more specific regarding the need for more flexibility in ..
the Project to accommodate new proposals — a good point — and the need to extend the follow-up .
" Project to Kharan district and the upper part of Khuzdar district (as well as two districts far away from
Turbat which were slipped into the paper for polmcal reasons).

Karachi Workshop
The merger of PPMU with the P&D directorate was discussed at the Karachi wofksh‘op and turned
down, chiefly on the grounds that the director of development is concerned with monitoring all

development projects in the division whereas PPMU deals only with BALAD activities and then mainly
in only two districts — an argument tantamount to perpetuating the irrelevance of the PPMU.

USAID Concept Paper

Prepared by three USAID staffmembers (Asif Bhattee, Mohammed Saleem, Karim Nayani), the -
paper proposed new activities after the completion of the current BALAD Project at the end of 1991.
These activities would be carried out mainly along the Bela-Awaran-Turbat road "in order to maximize
~ benefit from the accessibility this road will provide.” Thus it would include some areas of the Khuzdar

- district, particularly Jhal Jao, and Kharan district of the Kalat division. The approach that the authors
recommended concentrated on:
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® - Creating a NGO to foster participatory, bottom-up development, using the PAK-German self- -
help project as a model; '

® USAID contracting with foreign and local firms to furnish support to private busines;ses and -
industries in the preparation of feasibility studies, market plans and the designing of projects; -

other support at o0 provincial level institutions and other private sector interventions -
recommended in the mmem climate assessment; '

® Mergmg the PPMU with the development directorate with emphasis on reglonal planmng, and _

o Contmuat!on of critical infrastructure and special development activities with 1mplementatlon. o

- through the line agencies. The $30 million estimated costs over the five year period (October

- .1993-1998) was considerably above the $5-10 million level which USAID believed reasooable e

- " LBI Contract Amendment B

The scope of work in the TA contract extension (15 months from October 1, 1990 to December 31 .

1991 with option to further extend for an additional nine months to September 30 1992) relates. mamiy
to mstxtutlonal development and activities that apply to all sectors,, namely : :

. Development of program planmng, management, budgetmg, momtormg and evaluanon at both_ -
- 'the divisional and provmcnal levels; R e

¢ Introducing regional pianning methodologies and nianagemeu_t systems;
e Assisting PPMU in data collection and analysis;
. hﬁplementing development_'activitiw through the PPMU and the line agencies; and

" ® Developing and implementing training plans.

Reglonal Piannmg Imtmtnves

The PPMU and TA proposed drawing up an action plan, the aim of which would be to pnorltxze‘ |

the needs of the people of Makran while at the same time wpgrading PPMU’s planning capabilities. A . .

data collection unit would be established in PPMU to collect the necessary information on population and

" resources within definable areas. Selection of projects would involve the community leaders -and. :

government officials. The DWC would review the proposed projects and give their final recommendatxon
to P&D for implementation through the line agencies. . o

The action plan and proposal to staff a data collecting unit were approved in a March 1990 PSC . -

meeting. Line agencies should be involved in the planning and design of subprojects and also in their
implementation, using the FAR mechanism. But it was admitted that their wﬂlmgness to undertake small
schemes was doubtful.

P-'elunmary plans for the Dasht and Gwadar areas were prepared by the BALAD staff. Based on |
~ visits to the area and departmental statistics, these assessments provide good descriptions of condmons,

including population, literacy and other available statistics. They constitute essentially an inventory of -
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resources and needs, suggesting certain infrastructure priorities and project possibilities, such as food

processing in Dasht and 2 fishing cooperative in Gwadar. They do not presume to determine the priority,
cost and feasibility of projects.

This planning exercise had the backing and interest of the COP (James Schoof). There was PPMU
participation in collecting field data for the Dasht plan while that for the Gwadar plan is almost entirely
the work of the LBI sociologist (Abdul Rashid Balochj. There appears to have been httle 1f any prior
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Would the G'OB consider modifying its job classifications with respect to PPMU to allow for -
recruitment of planner trainees or engineering assistants who do not have the university degrees that are
normally required for government service? If so, there wonld also be need for assurances that these staff

would not be discriminated against fater when PPMU is fully absorbed in P&D. In-the meantime, their = - |

professional quahﬁcatnons would be upgraded through on-the-job and institutional training, including -
degree training in the U.S. Unless some special personnel category is established to permit recruiting -

.- Balochis and preferably Makranis into training positions — as the PP originally envisaged — there seems

to be no way out of the present staffing dilemma..

Achieving Provincial-level Coordination: A Common Data Base

* Computerized capability is required to monitor Project activities at the divisional and provincial

“ levels, particularly as increasing attention is given to inter-sectoral interventions within development areas
such as Dasht and Gwadar. A common data base would provide the means for monitoring progress in -~

the varicus sectors — including projects supported by local councils — in short a comprehenswe p:cture' -
of regxonal development : . _

4 uOB needs an eﬁ’ic:ent system for keepmg track of mte:-sectoral development actlvnnes b»ecause of
. -ngh turnover of departmemal staff at the division and district levels

& The tendency of line agencies 10 operate mdependentiy of each other w:th msufﬁmem attentlon' E
to the hnkagec between their sectoral interests; . ; '

e The concentration of auﬁmmy at the pfovmcmi level, pamml!arly in the posxtxon of ACS where N
* ultimate coordmatlon takes piace .

There has been some discussion on the part of USAID with the systems analyst in .the P&D "

computer section about establishing a project monitoring data base, but with some understandable = i
hesitancy since "no one know what the beast will look like.” In view of the limited nature of MIS &~ |-

reporting currently done by the BALAD computer section, this will require a quantum jump in'data -
storage and analytic capabilities. A much faster computer with the memory to hardle the latest software_ o

- wiil be mdlspensable if thlS Jump is to be attempted — as 1t should be.

The Need for _Participatofy Planning and 'Developmem'

'I‘he Dasht and Gwadar area .deVe!opment plans furnish a useful inventory of reseufceé and needs
at the local level. They do not pricritize projects or determine their economic and technical feaszbnllty _

These plans have also be a :zsefm exercise for BALAD a.nd demonstrate what PPMU should be doingin |

the future.

Pianmng with zeference to subdmsmns or particular areas within dlstrncts will be more dlfﬁcult to" '
integrate later. within the regular ADP process. Projects are firsi identified in the district coozrdmatmg

. committee by the deputy commissioner, heads of line agencies, MLAs and MPAs and then incorporated - |

in the ADP by tke divisional coordinating commlttee (now the DDC). Any regional planmng done by :
PPMU should fit within this context. e
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' Idea_!ly, planning should be “"bottom-up” or participatory. The process should originate at the village
and union council levels, express the needs and priorities of the people and identify the resources that can
* be mobilized lecally to support development projects. Locai-fevel planning and resource mobilization are-

not separate activities but parts of a single process. People will contribute their own energy and resources . - "

10 the implementation (and most importantly the maistenance) of development projects only if they are
involved in the planning process from the outset. Their initial involvement is usually for the purpose of -

collecting data on village needs and resources which can then be consolidated and refined successwely-_ C

“at the dlstnct, dlvmonal and provincial levels.

Also,_ the preparanon of the ADP at the district and divisional levels should not done separately from -
the planning done by umion and district councils against which central government grants-in-aid are = |
allocated. Instead, local government resources, like those of BALAD, should be included in the ADP SRR
the PPMU serving as the central focus of the process in Makran. _

In sum, to fulfill its planmng functions, PPMU needs the means of reaching down to the villages
zad engaging the people of the Makran in the identification of their priority needs and resources — - i
* without assuming on behalf of BALAD responsibility for implementing projects which are identified.
Instead, implementation should be the responsibility of the people with the technical, matenal and. . L
logistical support of the iine agencies, mcludmg LGRD. How this rmght be achieved is suggested m the .. ;.
: concludmg section of this report. :
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SECTION THREE

CROSS-CUTTING ISSUES AND FUTURE IMPLICATIONS
ENVIRONMENTAL IMPACT

Enviro_nmentai impact has not been a majdr issue under BALAD. In the desert conditions of the

Makran water sector activities are designed to improve the use of scarce water resources. Karez boring, - - e

construction of infiltration galleries and siphons and the improvement of channels have produced only

: sllgilt chang&s in water production. These activities have not had any negative impact on'the groundwater = . -~ o

" systemi. If anything, siphons and more efficient channels conserve precious water which i is othemlse lost -
to evaporatlon in the ext_xemely high temperatures encountered in the area. ' :

Properly operatmg delay acting dams only add to groundwater resources, thus posmvely 1mpactmg |

* on the environment. The failure of several of these dams during heavy: storms in December 1989 had T

potentlal for causmg property damage, but in fact there was llttle

Also road rehabilitation and maintenance operations have had little 1mpact on the envmonment
Special care is taken s0 that construction activities do not biock flows of irrigation water. Road materials

are readily obtainable from desert wasteland, so there is no depletion of productive agncultural Iand Care -

is used when roads are relocated to avoid encroachmg on irrigated land.

Stage II road rehabilitation results i in an elevated road bed and better drainage. On the other hand ' ;
earlier roads, which, with use, were below the level of the surrounding’ terram were susceptlb[e to -
erosive channeling as a result of ﬂoodmg from rains. - : - o

The rapid expansion of tubewell irrigation which will occur when dependable electnc powet"-

- becomes available could senously draw down limited groundwater resources and have serious -~

environmental consequences. For this reason, a comprehensive groundwater investigation is so important. .
- Also, other development, which will take place with the availability of electric power, an unproved road
- system and port facilities, could be detnmental to the fragile desett environment. _

PRIVATE SECTOR POTENTIAL
Present Business Conditions
‘Business in Makran
Fishing, date production and wholesale and retail merchandise distribution are the main private
sector activities in Makran. Fishing is the most lucrative. In 1985 Makran’s fish catch of 92,000 tons was

_ estimated at a value of $17 million or about 80 percent of Balochistan’s, and 30 percent of Paklstan S,
-total catch 13,355 fisherman are engaged in full-time fishing along the Makran coast. :
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In 1985 Makran produced 62,000 tons of dates to be the second largest date growing region in
4 Pakistan. Perhaps one third of the population earns approximately $25 million. from date production.
‘Besides dates, food crops including wheat, rice, sorghum, barley, onions, ancl citrus fruits (lemons,
. -guava, plums grapes, and pomegranate) are grown for domestic consumption.

Wholesale and retail distribution are a growmg actlvrty in the main towns. Retail businesses include
food and clothmg distribution, vehicle repair, poultry, appliances, restaurants, bakeries, ice factories,
- small quarries, block making, furniture making, building suppliers, bazaars, fresh fruit and vegetable

markets. Unfortunately, there is no registration hst of Makran businesses.

Transportauon and truckmg is probably the largest single busmess because of dependence on
wholesalers in other cities of Pakistan. Over 500 truckers are members of the Makran Transport
Federation. There are also small outlets for fisheries supplies and equipment and boat buiiding and repair
in the coastal towns. Apart from the date processing plant in Turbat, there are no industries

Market Links

_ The main links are with Karachi.and Quetta. All food items and building supplies comes to Makran
through Turbat, except for wheat which is oceanfreighted via Pasni. Turbat and Gwadar are ortented

' towards Karachi whereas Panjgur conducts most of its trade with Quetta.

_ There is 1mportant though less v1srble trade with Dubai and Iran. Electronic equlpment and ﬁshmg :
- gear are the main items smuggled into Makran from the Gwadar and Jiwani coastline. This actmty is so
pervasive that "smugglers’ bazaars™ are

established in the rnarn towns.

. Accordmg to the Makran Transport Federation about 80 percent of essential consumer goods are

purchased from Karachi. Makran ships dates and return containers to Karachi and Quetta. Merchandise,
rice, dry goods, cement and lumber come ia from Karachi; vegetables, fresh and dried fruit from Querra,
potatoes, apples, tomatoes and ship parts from Iran. Also, a small about of trade is generated in br-weekly
ﬂrghts between Gwadar and Oman.

Busmess Constramts and Weaknesses

Inadequate infrastructure, lack of trained human resources, shortage of farm labor, out-of-date
fisheries, and deficiencies in agronomic practices are the principal constraints. Also the business
community functions without benefit of institutional representation; there is no chamber of commerce or
small business association. The fact that some businessmen are elected to municipal committees serves
more to advance their personal interests. than to provide broad support to the business commumty




LVINM 1d3DX3
39Na0Hd FHNLINDINOY HINLO
TIV 404 WHOMLIN ONIOVHL

YNVUDIWOD B 63dVHD 'HEId

*§31V0 'S0000 NOIIHCI NO

NO NHOMLIN ONIOVHL

NOISIAIG NYNUIVIW.

35

aveNnd

ooy W,

1PORE . - |YENG KON S000f

: .il.lt,.rl..ﬂlf.lr.nu.l.l!.lll
ﬁ 1upmip .

z.s_ﬂi..,...ym

" NVLSINVHOIY

zoﬂm_>_o z<mv_<s_ NI v_mog._.uz oz_huxz<§_
Qz:sorm dVW




56

‘Investment Climate

‘Economic and Infrastructure 'Development

A harsh climate, isolation, few natural resources, and a dispersed population'character'iz'e the o

Makran. Infrastructure constraints also impede the potential for private sector growth. Shortage of water )

for irrigation and drinking, limited power supplies, poor telecommunications and roads ate major ) : |

deterrents.

~ Rainfall is meager even in good years. There are no accurate estimates of water _reserves _z'tlthou-gh'
agriculture is becoming more dependent on ground water than on traditional means of flood irrigation.

Gwadar district suffers from acute shortages of drinking water. Efforts are made to increase access to = .- |

ground water, expand traditional irrigation systems and improve overall water management, but these
_efforts will have but marginal effect on private sector water management. A comprehensive

hydrogeological survey is needed to determine how much ground water is avaiiable and how much can . L

be tapped without senously depletmg reserves.

'I'here are 10 diesel-powered generating stations in Makran. Except for the Pasm ﬁshmg port,
electricity supplies fall far short of demand and in the main towns are only available for 12 hours a day.
Larger businesses and essential government facilities use separate power generators to meet their needs.

- According to the Agricultural Development Bank and the Development Finance Corporation of Pakistan,
many small business and agricultural p'ronmals have to be rejected because of the lack of reliable electric

- power. However, with the recent comy:=don of a 17 .5-megawatt plant at Pasni and the iplanned -
construction of transmission lines inland to Turbat, Hoshab and Mand, and aleng the coast to Gwadar-
and Jiwani, unmtermpted electric power will reach these centers within the next few years

) The telephone and telegraph department has 26 exchanges and 4,000 lines connecting tile mam S8
towns. Only Gwadar has a direct dialing service for calls within Pakistan; overseas calis are routed |
through Karachi. Direct dialing service and expansion of telephone exchanges and lines (to 9470) are

scheduled for Turbat and Panjgur over the next two ymrs Facsnmle services will be available once dlrect | S

dialing is introduced.

The poor quahty of roads has already been described. The efforts now underway with the help of
BALAD will improve road transport conditions for the private sector.

Access and Proximity to Markets

Road traffic accounts for 60-80 percent of the trade between the coastal towns and Karachi, Turbat A

~acts as an inland distribution hub between the smaller towns and the principal markets of Quetta and
Karachi. Panjgur, the northernmost town, has the highest frequency of direct trade with Quetta. The long
distances that must be travelled over poor roads result in high freight costs and damages to product
quality. The wholesale prices on exports from Makran are consequently low while prices of raw matena[s
and consumer goods imported ft'om outmde are high, . '

Future transportation pauems will be transformed by the Balochistan Road (Bela-Awaran-Turbat),
the recently completed Pasni fish harbor, and the Gwadar mini-port and fish harbor which wiil be
completed within two years. Travel time, freight damages and vehicle maintenance costs will be greatly
reduced with the construction by USAID of the Balochistan road. The new Gwadar port and modifications
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to Pasni harbor will increase trade between Makran and Karachi because of better offloading and fish
purchasing facilities.

Meanwhile Turbat’s importance as the development center will probably decline. First, trucking '
distances between Turbat and the ports are three to five hours compared to 18 to 24 hours via Arawan
and Belz to Karachi. Even when the Balochistan Road is completed, trucking time will be no less than

the Gwadar-Turbat route. Second, the Gwadar port will enable ocean freight operators to offer dual =

services (delivery of consumer goods to Makran and return fish freight to Karachi), and since the harbor
draft will be increased to seven meters, Gwadar should be able to handle containerized cargo.
Human Resources and Services

Bo;cauée of the migration of Makranis to Karachi and the Arabian peninsula, there is an acute
shortage of skilled farm labor, and many skilled and sem*-skilled jobs are now done by Pathans, Punjabis

" and other outsiders. Makrani skilled labor is mainly confined to the production, harvesting and curing

of dates. There is little other processing and industrial production in the region. Also, labor productivity
is generally considered lower than that of other Pakistanis, who.are willing to work for lower wages.

While continued BALAD activities and other income generating programs will provide useful training

and experience, isolation from Pakistan’s manufacturing centers makes it uniikely that Makran can'
achieve any competitive edge in skills and productivity in industrial productlon

The absence of up-to-date management and technical support services presently requires larger
businesses and government to depend on emergency services from Quetta or Karachi-based product
representatives. With the development of the Balochistan road, electrification and modern port facilities,
however, this situation should rapidly change. Increased use of electrical pumps, farm machinery,
household appliances, and the growth in construction will create demand for electricians, bmlders and

" other pnvate sector support services.

Most educated Makranis plan their academic careers to increase their chances of securing a -
government job. Vocational training facilities in the area are limited. The recent BALAD comprehensive

training study identified many of the training needs in public and private sectors. The LBI proposal for

the current contract extension period has already incorporated some of the recommendations, mcludmg :
- C&W personnel training, water management training and farmer training programs.

With summer temperatures that can exceed 45 degrees centigrade, Makran will always be regarded
as a chmaucally difficult area in which to do business. Much can be done, however, to improve living
conditions through the provision of better health services, dependable electric power and potable water
and the eradlcatlon of malaria and other endemic diseases.

Natural Resources and Coinparative Advantages

Date cultivation and trade remain the mainstay of the Makrani economy with an annual production
of 63,000 metric tons involving over 10,000 cultivators according to GOB’s 1987-88 statistics. Producing -
- some of Pakistan’s best date varieties, the industry kas been overtaken by superior production and .
marketing of lower quality varieties in the Persian Gulf states. Research, application of fertilizers, pest.
~ control, improvements in poilination and curing practices, however, will produce short-term benefits.
'Over the longer term, organized marketing and the introduction of better quality varieties, a pollen bank,
‘quality controls, research facilities and the development of date processing will improve Makran’s




marketing position. However, improvements in export market share will probably be marginal because
of monopolistic competition from neighboring producing countries. '

‘Although coastal fisheries is becoming Makran’s major economic activity, poorly-organized
marketing and insufficient storage facilities impede the realization of its full potential. Of Pakistan’s total

- production, Balochistan accounts for 30 percent of the catch. The modernization of the Pasni and Gwadar
~ ports should have a major impact on the industry. Unless licensing is imposed, the Makran coast will

soon begin to attract middlemen and fishing companies from Karachi. Local fishermen will have more
access to refrigerated storage, supplies and ship repair services. ' Co

~ Also of future importance is Makran’s scenic coastline with its attractive beaches and safe harbors.

offering tourism potential. Infrastructure improvements along the coast should stimulate in the next few
years private sector investment in this area. To date, however, a program for developing this resource .
has received little attention. ' : o '

 Investment Incentives

GOB has introduced investment incentives for lagging areas like Makran. Concessions include eight'

percent industrial loans, a grace period on principal repayments, tax holidays, and duty-free import of

machinery and equipment. However, as long as infrastructure constraints exist, such financial and fiscal -
incentives will have little effect on the investment climate. Still, they will send the right signals to the
private sector which may encourage investment in such areas as long-line fishing and tourism. ' -

Investment Opportunities

Earlier Studies

~Two preliminary assessments have been conducted on new business prospects in B'aldchist%ah. In

" March 1986 the Balochistan Development Authority (BDA) commissioned a study entitled "Investment

Opportunities in Balochistan” which recommended for Makran on the premise that private sector
development is determined primarily by resource potential: cold storage for fisheries, date processing and-
a fish meal piant. ' ﬁ 3

A BALAD private sector investment climate assessment was done in July 1990. The consultants

suggested for Makran: fresh fruit and vegetable marketing from Panjgur, fish processing and transport e :

and road transport-related enterprises.

The investment opportunities identified below were derived from a somewhat different perspective. -
Because private sector development can only be sustained by continuous market-led growth, opportunities
were identified by classifying the market strength of Makran’s resources rather than by its resource
capability. Industry prospects are therefore ranked by market outlook rather than supply potential, thus
serving two purposes: (1) selecting only those opportunities that can survive because of positive long-term
market trends, and (2) establishing the rationale, objectives and priorities for each part of BALAD’s
private sector strategy. ' : ' AN




Emerging Markets

- An increasing share of future investment will be driven by infrastructure-led growth. Demand. for
industrial products and services will stimulate the expansion of smail and medium enterprises. Micro-
enterprises, previously inhibited by poor communications and uncertain power supply, will become more

feasible. Moreover, the private sector should become directly involved in infrastructure projects. Water

sourcing and supply in Gwadar, small power plants in localities outside the Pasm grid, and management
of fishing facilities at Pasni are exampl&s of such opportunities. o

Fisheries: According to the National Directorate of Fisheries in Balochistan and the Kafachi

Chamber of Commerce and Industry, world demand for fish continues to outstrip supply because of = -

population growth, changes in nutritional preferences and higher personal incomes. Pakistan, and
Balochistan in particular, has a harvestable potential of two million metric tons per year. Present

* production is 442,000 tons of which 10-12 percent is exported. Potential for growth is also found in the -
- domestic market: Pakistan’s per capita consumption of fish is half that of India, two percent of Japan s

and lowest in Asna

Tourism: The Makran accounts for 75 percent of Balochistan’s 500 kﬂometer seaboard, of w_hich
only five percent is used for onshore fisheries operations. Four of Makran’s six airports are located at -
shore towns. Ormara, the best potential holiday resort, is relatively close to affluent domestic and
international clientele in Karachi. Most importantly, Balochistan can select its own niche strategy; for
example, as an unsponled destination offering relaxation and privacy. Recently, GOP astabllshed a
national policy to give tourxsm pnonty industry status and consequently investment concessxons L

In view of the gtowth prospects for the towrism industry it is recommended that a ﬁ:orough'
assessment of this potential be conducted on behalf of GOB.
Mature Markess

Iran and Iraq normally dorminate the world market for dates. Pakistan, the fifth Iarges.t,. produces |

ten percent of world supplies — about 200,000 tons annually — with Sindh, Balochistan and Punjab the

major sources. But a significant portion of Makran’s date crop is often never harvested because of low -
prices and transport difficulties. :

Internationally, consumption and production appear to be in relative equilibrium. Since the Iran-Iraq .
war ended, these countries have flooded the market in an attempt to regain market share. Thisi has
depressed world prices and weakened the competitiveness of high-cost producing areas like Makran. But
the recent Gulf crisis should create a void of 25-30,000 tons, which Pakistan could try to fill. With the
disruption of Iraq’ 5 supply hnks worid market pncw will rebound, offenng good export opportumnes :
for Pakistan. -

Not being a major supplier and as technologically up-to-date as other countries, Pakistan may be
slow to take advantage of this export opportunity. Pakistan exports special date varieties, but also imports -
10-15,000 tons annually. This suggests that world supply and prices have a widespread effect on both -
farmgate prices and local demand. If Pakistan were to divert domestic supplies in order to respond to -
export opportunities, the effect on Makran production in covering domestic demand would be positive.




_ In sum, despite the inherent constraints, particularly water and labor supply, Makran can improve
its long-term domestic market share by adopting appropriate measures to improve the amount and quality -
of yields and date curing operations. Particular attention will have to be given to developing a rehable -

means of coilecting and transporting product to buyers in Sukkur and Karachi.

Objective

To facilitate the integration of Makran into the mamstream of Pakistan development, a pnvate sector :. o
strategy should have the following attributes: : L

o It should be desxgned to stimulate investment opportunities, such as fisheries and tounsm Wthh
- are propelled by market expectations. : : L

® It should reflect the lessons learned from BALAD regardmg project des:gn, management and' '
implementation. .

- ® It should take advantage of and reinforce USAID s policy mterventlons whxch enhance the |
prxvate sector environment. o

@ It should mclude projects which stimulate prxvaze sector parhcxpanon in development or_ .
- eliminate exlstmg constraints to trade and investment. : -

. It should be compatible with and, in fact, be az integral part of BALAD area development and:

pl’OjeCt planning with its emphasxs in the future on grass-roots and local council participation. -

. Lessons Learned from BALAD

BALAD works through the private sector, but without specific sectoral goals the PrOJect cannot _ o |

have more than an incidental effect on business activity. In terms of impact on the contracting busmess,_
channeling $3.8 million through 277 contracts to create three new businesses is, by any standard, a
margmal accomplishment. ,

On-farm demonstrations are valuable because they are well received by farmers and open the door ‘
for the introduction of more comprehenswe TA programs. Having gained farmer confidence, BALAD
must address one of the most pressmg private sector needs in Makran namely improving date hanmtmg’
and maﬂ:etmg _

~ Components

The USAID concept paper on BALAD II advocated feasibility studies, institutional development, .
date marketing and micro-enterprise development as essential elements of any future BALAD activity.
Expanding on these ideas, the evaluation team concludes that a BALAD pnvate sector strategy should '
consist of three components: _ LRI
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® An access program to tap into USAID policy-level private sector project assistance, most -
specifically for fisheries and tourism development and for private sector instituti_on building;

® A small-scale and micro-enterprise project to facilitate infrastructure-led business de\?elppment;

e An agnculmre rationalization and productivity improvement project with special emphasxs on
date marketing.

Access Program. The program would identify critical policy issues at the local level which need -
to be addressed at the provincial and national levels within the framework of USAID private sector policy

assistance. The program would also access TA for fisheries and tourism by buying into various AID -

programs. For example, restrictions on fishing zones impede coastal fisheries development. 'Further
growth of the industry will require liberalization of pohcy regarding zonal fishing as well as relaxatxon '
of other business regulations. :

USAID gmdance on policies and strategies for increasing private sector investment in the fishing :

and tourism  industries could be included uncder the Private Investment Expansion Program (PIE)
component for improving investment climate. Other issues, such as the development of a Makran fisheries .
cooperative or business assciation, could be addressed both at the pcllcy level through USAID’s program
and at the local level through BALAD.

Small-scale and Micro-enterprise Project. The aim would be to prepare the Makrani business :

coinmunity for the opportunities which emerge as a result of #trastructure development. The project
would help Makranis expand operations, market new services and products and manage their busmesses
more efﬁclently by means of:

. @ TA to help existing busmesses upgrade technical and management skiils;

® A business deveiopment center to provide start-up services, training, dlagnostlc assessments and
- other assistance to both new and established entrepreneurs; and :

' ® A micro-credit loan program to finance ventures which may not be ehgible for commerclal bank .
financing. _ '

Agricultural Rationalization and Productivity Improvement. The project should focus on
improving market access for dates and quality control during harvesting and mcreasmg productlon L
efficiency of complimentary food crops by means of: _ _

. A market mformatlon service to disseminate date broker speclficauons on purchase schedules
-quality control standards, packmg, shipping and delwery requirements

) Development of a date marketmg cooperatlve to organize and coordmate curing, packmg, N
collectlon, quality control and delivery of dates to export brokers and domestxc buyers and"

® A farmers’ training center to promote the use of improved agrononnc practlcec for the E
production of dates and other food crops. : .




Conclusnons

A market-driven strategy requires a program that enhances private sector ability to take advantage E
of business opportunities. These opportunities exist in markets led by infrastructure projects, growth o
markets of fisheries and tourism, and mature markets such as the date industry. .

Other studies are needed to refine the strategy recommended from this evaluation. These should =~
include market studies on fisheries and tourism and institutional assessments of a mlcro—entetpnse N

program, ﬁshmg and date cooperatxva, and business support organizations.

Whlle a full-fledged private sector development program is beyond the scope of BALAD durmg the
current extension period, it is important to establish conditions which will aliow Makranis to respond tc.

market oppormmues when infrastructure is in place, such as by promoting business orgamzanons L

entrepreneurial training and experimentation with potentlally exportable crops.
WOMEN IN DEVELOPVENT

-Dlrﬁmlty in Measuring Impact

The PP stated that "the Project will not affect du'ectly the relative position of women in’ Makran

While it will make life easier and more bountiful for many women, it will do so in ways that will not o

change their position relative to men in the society.” The interim evaluation confirmed that any indirect
impact of the Project on women had been slight, noting that while females were eligible for the vo-tech
- .program, none had applied. There were no visible signs of attitudinal change or socio-econromic mobility
‘as a result of BALAD activities. With women’s concerns being only addressed marginally in the SDA

program, the evaluation recommended that a conscious effort should be made to construct and rehabilitate -
female schools. "Improvement in a dozen primary schools for gnrls — in effect resulting in upgrading of - =

50 percent of the primary school facilities for gu‘ls in Makran — is not an unreasorable goal prov;ded
teachers (and students) are available.”

In 1988 and 1989 the Project constmcted some 40 additional classrooms in 17 gu-is pnmary schools :

- throughout the division, as well as boundary walls, toilets and other necessary facilities. Most of the new

classrooms are being fully utilized with presumably measurable benefit to the girls of these communities.
In a region where the literacy rate among women is less than two percent and where male ‘schools
‘dominate the primary education system, any attempt to correct the imbalance is a refreshing initiative.
- Also, a maternity home was built in Panjgur, but at the time of the evaluat.lon visit 1t was closed because
of lack of staff : :

Other than these physical accomphshments there is no way of measurmg the unpact of the Pro;ect o
on women in Makran. There are no gender-specific monitoring or reporting requirements on the subject.
The only relevant purpose level indicator tracks the percentage of villages beneﬁtmg from mfrastrucuue'
mvestments -
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Opportunities

.In May 1989 a UNICEF-supported income generating scheme for women was started in Makran.
Implemented by the social welfare department, the scheme provides small interest-free loans, training and
adult education programs in the towns of Turbat, Mand and Pasni. Around 200 women are enrolled in
the program. According to the social welfare officer in Turbat, the program is well received by both
males and females. The loan recovery record is good. In some areas men have requested assistance on
behalf of their wives which indicates that there is no cultural opposition to this type of program. -

Conditions in Makran may in fact be more favorable than elsewhere in the province for undertaking -
a WID initiative. Relatively higher bride prices are paid, and the wife has fuil control over what she
~ acquires from her husband. The Muslim }aw of inheritance is followed, and she receives a por'tioniof her
parent s property or her husband’s property if he predeceases her. Thus it is said that Makrani women
are in stronger social and economic position than femalm in other parts of Balochistan. S

There is also a coordination cell in the P&D department o :
in Quetta which supports schemes formulated by NGOs in such areas as poultry raising, sewmg and
knitting, and adult literacy.

While its aciivities seem to be quite restricted at present, the cell would presumably serve a useful llalson
funcuon if iocal—level activities were Lmtlated

_ In mid-1989 GOB was invited to submit a list of potential income-generating projects for'péssible _
BALAD funding. Also, USAID can tap into Genesys, a worldwide WID technical assistance program,

and through a contract with the Academy for Educational Development provide technical training for =~ B

rural women.

Recommendation

BALAD can draw on these resources in support of activities the TA team has proposed in - its
proposal for the current extension period. These activities include household processing of agricultural
products, such as citrus juices and the extraction of date syrup and the pitting of dates at home in areas -
close to date processing plants, merovement of home poultry production, market gardening, bee keepmg -
and honey exu'actlon '

LBI’s plan to fill two local female positions with & sociologist and a home economist to help :
introduce a specific WID dimension i in the Project is strongly endorsed by the evaluation team, :

ACHIEVING PARTICIPATORY DEVELOPMENT:
LINEAGE WITH THE PEOPLE AND LOCAL GOVERNMENT

Traditional Makrani Cooperaﬁon

There is a tradition of cooperation in Makrani society. Karezes and kaurjos are cooperanvely
constructed, maintained and managed. If a karez shareowner refuses to contribute to karez cleaning and
maintenance work, water to his fields is stopped. In the rainfed areas, embankments to divert and store
flood waters are cooperatively constructed and repaired. An individual with just one pair of bullocks was
unable to do the work alone, and he had to seek the cooperation of others. Nowadays that cooperation




might be expressed in collective obligation to rent a tractor or bulldozer. In the coastal fishing viilages: -
reciprocal assistance is provided in making local boats. Other areas of common interest are identified in
union council records: the construction of a "katcha” road or a tank for the collection of ramwater

These cooperanve traditions have been undermined to an extent by the unilateral and subs1dlzed
interventions of GOB and BALAD; the receiver mentality will be difficuit to change. How to do so and L
tap into the cooperat:ve traditions inherent in vﬂlage society is the main challenge that BALAD now .
faces : - o4

Relevant ]kpenence. Pak-German Self Help Project

The project is currently operatmg in a total of 152 villages in 13 union counc:l areas. Foii owitig | 3

the AKRSP model, the project emphasizes the impnrtance of village organizations (VO) whose members
pay regularly into a community savings fund, The VO may provide land or labor to unplement a scheme

which members have identified as highest priority. The project provides some initial funding, as well as R

_ technical support and loans. When the VO is on its feet and properly registered, it will be able to qualify
for bank loans. The project stresses the :mportance of village motivation, savmgs dlsclplme and VO
rmponsﬂnhty for mamtauung infrastructure that is installed. : :
| _ Among the lessons- from six yenrs of experience:

. Umon coungcil development officers (DOQ) in LGRD may be rwponmbie for two or three council . |

-areas. They usually do not have the patience, training nor the interest to spend much time on e L

‘village level motivation. This can cnly be done by social organizers, who are speciatly trained | -
and paid Rs5500-7500 per month. When officials become involved, they end up domg things
for the vnllagers and perpetuatmg a dependent mentahty, _ _ D

e Each social orgamzet tries to visit a village once a month, thus covering 15-20 vﬂ[ages
Frequent interaction and reinforcement of village self-help is critical. There is pressare on the

project to expand its coverage but to do so and still maintain contact with the people would be'_ - =

impossibie;

e A m.mber of pmjects have been developed in response to the initiative of vdlage women. |

~ Finding female social organizers who can travel to the vﬂlag&s and stay overmght in testhouses__ '
is a problem; ' _ L

® Technical backstopping is also important. It is provided by an m'lganon and a cml engmeer
who prepare scheme proposals and cost wnmatm and _

® . One of the reasons why the Pak-German prOJect is creating a foundauon is to mobilize. outsxde.:" o
funding, as in the case of the AKRSP, when the German aid program (GTZ) withdraws. . = = .
Moreover, as a foundation, the project will rot be dependent upon LGRD support It can then IR

employ staff at a more attractive and competmve salary level

Apphcabllity to the Makran Elements of a Strategy |

The Commissioner in Makran division used to be project manager of the Pak—German self-heii,. ¥
project. He believes that a similar initiative is needed in the Makran, Lo .




There would be certam d:"ferencm however: Rather than LGRD, P&G would be the respons:ble.

- department since village-level activities would directly pertain to PPMU planning and monitoring

functions. Village-level motivation, project identification and involvement in implementation would be

- a natural extension of the divisional planning process. These activities would be carned out in close o
- cellaboration with LGRD and the district and union councﬂs :

‘Unlike the Dasht and:-Guadar area pians, coverage should extend eventually to all vﬂlagm in the three. _

- districts of Makran; so that village-level participatory planning fits into the district and divisional-level _
~ADPs, both with respect to Special Development Program resources and grants-m-axd to local govemment _
councils.

To initiate the proms a number of Makranis, say 10 to 15 with B.A. and M.A. degrees would_'

be. recrulted and trained as community organizers. BALAD's experience in recruiting enumerators for-

the socio-economic survey four years ago suggests that qualified candidates can in fact be found. Since . :

BALAD probably would not want to assume direct administrative and supervisory responsibility for these . -
new activities,: consideration might be given to a contract with Balochistan University to recruit, train and o

provrde field support to the community orgamzers, arawmg on Pak—German UNICEF and otherj--
~experience with grass-roots programs : _ : : _ '

 With the pI'lOI' support of the- commnss;oner deputy commissioners and district councﬂs meetmgs % '_
of union councils and community leaders would be organized to introduce the participatory planmng;’_ '

_ approach and to identify young men and women from the villages to collect basic data on community = _*
~ resources and priority needs, Survey training sessions and follow-up visits by the commumty orgamzers P

would remforce this local-level planning process.

Similar to AKRSP and Pak—German experience, a pr:onty project would be 1denuﬁed in each vxl!age_- S

and modalities established for ensurmg local participation in its implementation. Provided villagersitake -

on some responsibility, such as raising funds to pay labor or collectmg materials for construction and the - . g
relevant line agency agrees to provide technical and other support in xmplementmg the project, BALAD . .-

- ‘would agree to the use of SDA funds to meet some of the cost of materials and contractor services. More

appropnatel y, SDA funds would be placed under the control of the DDC so-that PPMU is dirgctly - - .:
involved in plazmmg and monitoring the projects. The establishment of a village se!f-help fund and’.

lines.

demonstrated commitment to maintain the priority project would lead toa foilow~up pmJect along. smﬂar R

The data thus gamed through vﬂlage surveys and meetings to 1dent1fy pro;ects ané establnsh-'-.'

modalities of cooperation would be consolidated into union and district development plans, which in'turn:

would be incorporated into the divisional ADP and transmitted to P&D/Queita for approval probably byﬁ' i |

the Provincial P!ann.ﬂg and Development Board rather than the PSC. The survey data wouid be used to

. establish 2 common data base for monitoring the resuiting project activities at both the divisionai and_'?-:"~__.l

provmczal Ieveis The PPMU would be centrai to this plannmg, prioritizing and momtormg process

Once the efﬁcacy and potential of decentralized participatory planning are firmly establzshod GOB
- would solicit the support of other donor agencies to finance elements of the Makran ADP that are beyond -
 the financial and technical capabdlt:&s of the GOB and BALAD. As AKRSP has shown,: estabhshmg a.-

- solid program involving. genuine local participation requires a lot of pataence and effort but ooce SRR

| &stabhshed obtazmng outside ﬁnanclal support is rarely a problem
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'SECTION FOUR
_ MAIN CONCLUSIONS AND RECOMMENDATIONS
 ROADS COMPONENT

- Interms of physical achieWementS, the roads cr)mponent has been reasonably successful. The Kech '
~bridge and the paving of Turbat town roads have had a positive influence on BALAD’s reputation in.

- . Makran. On the other hand, the Bela-Awaran road project never approached what had been originally = o
‘planned. 315 kilometers of roads have been rehabilitated, of which 65 kilometers are up to stage IT . .-

standards. This falls short of the antlclpated 600 kilometers in the PP. Also, the 36 low water crossmgs '
and 10 cuiverts that have been installed is less than the number in the project paper. .

_ In terms of mstmmonai capability, C&W does not have the personnel management capablhty or |
commiiment to operate an effective road maintenance program or to supervise rehabilitation, This unpll%_
4 continuing need for LBI operaticnal involvement. However, such activities should be held to the

_minimum level required for BALAD to retain credibility. The emphasis in the current LBI proposal on - o

- bmldmg C&W capabilities to plan design, mplement and maintain 2 good road system, however :
) 0pmmst1c gwen C&W’s present level of performance is- neverthel&ss appropriate.. ;

It is recommended thm

‘® Given the 1mportamce of developmg C&W road planmng and unplementatxon capabllmes a

- larger GOB commitment of personnel and funding is needed at least during the Project extension -

period; even if this means accordmg the Makran division priority over other divisions in
Baiochlstan :

o If C&W is unable to increase its present level of support in terms of fund.mg and pérSonxiel the

Project should consolidate road rehabilitation actmuem on one road in order to reduce the need- e

for personnel and s:mphfy log:st:cs
~ WATER COMPONENT

BALAD does not -rea_liy lmbw after four years the extent to which _agricuiriire benefits ﬁ'ohi_Prt}ja!:t-

activities in the water sector. A study of the groundwater system in Makran is necessary before this can
_be determined. It-appears that small increases in availabilities have occurred in half of the karezes that ' - -
were worked on. It is uncertain without more groundwater knowiedge however, that these increases dld

~ Dot come at the expense of other users of the TEServoir.

Infiltration 'ga‘.lieries_produce_ more water on an annual basis because they enable the kaurjos to -
. operate without being destroyed by each flood. But here again there is no certainty that the increased

. ‘'water produced is additional water that would otherwise be lost. It may be watar that would have
- - recharged the groundwater reservonr and occurred in some other well or karez :
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It is certain, on the other hand, that siphons and channel :mprovements increase the efﬁclency of '
water delivery to the agricultural land. Most of the water would otherwise be lost to evaporation or in
the production of plants of littie value. So the water conserved by these structures produces clear beneﬁts .
in the form of mcreased crop productlon : : :

Smce rainfall has been much less than normal, there has been little opportunity for delay action |

dams to assist in the recharge of the groundwater reservoir. Without knowledge of the recharge-dlscharge o '

balance, however the. potential benefits resulting from these structures are uncertam

It is recommended that: .

Highest priority should be _given to a comprehensive study of the water aﬁd--'ground\iveter-_ _

" resources of Makran. To ensure that the study will provide the needed information and quantify -

the needed relationships for all future water-related activities, it is recommended that an expert

-in water resource survey and study demgn be engaged to prepare a detailed scope of work for

|  the study.

Karez borings should be discontinued because they are only successful one-half to two-thlrds o
of the tnne and the commumtles generally feel that they have had httie beneficial effect S

Infiltration galiery subprojects should be discontinued because :mprovmg the ﬂow in one kaurjo o

can adversely effect the flow in other kaurjos and karezes downstream. Furthermore, the general .
commumty feels that these subpro_;ects have produced litle overall benefit. : -

BALAD's decision to discontinue construction of additional delay action dams is correct in'view Lo
- of the need for rainfall and nmoﬂ" data to determine that the amount of recharge is worth the T

'expendltm'e

Involvement in siphons, channel lining and other small water development projects should -~
~continue, provided that there are financial contnbunons from karez owners and other -

beneﬂc1ar1es

'_‘Vlore emphasis shou!d be glven to the trammg of irrigation and OFWM techmcnans in water .'
' 'management planmng, as provided in LBI's. current proposal. .

AGRICULTURE comoNEN’r

In a relatively short period of time the Project has made good progress through its direct dealings.
- with farmers. On-farm demonstrations and good working relationships with agricultural extension staff -
have had positive effect. Also, LBI and PPMU agr:cuitural staff have taken other useful initiatives with
respect to establishing an agricultural supplies outlet and in planning in-country training for line agency :
staff. But like the water sector, agriculture activities tend to be of an ad hoc nature without reference to -
- an overa!l conceptual framework activities. : e




It is recommended that:

~® Special attention should be given to the training of GOB agricultural personnei 50 that- tﬁe_ '
- extension department, sooner rather than later, is in a better position to assume its full
responsibilities. :

g ‘® A date marketing stral:egy should be developed to increase the economic returns to growers and -
L )  the community. The strategy should probably involved preliminary processing locally in packing . -
' - sheds located close to the farms and bulk shipping to Karachi. A consultant should be hu'ed to
- construct a model for such a marketing system _

: _ ¢ . Consideration should be given to the establishment of a center in Turbat or possib!e in Panj gur
j' ~ for the training of local farmers. Especially as the Project focuses more on project planning and
: " monitoring, a modest training facility somewhat apart from the Project and dealing with ‘the
- SR . practical problems in Makran agriculture is appropriate. Initially under BALAD supervisionand - -
i - with USAID funding, the center should later be sponsored by an international NGO' e
i ' collaboratmg with pnvate sector interests in Makran _ TR D

spA COMPONENT

| ~ SDA funds -have been used appropriately in responding to the need for additional primary school
i classrooms. Particularly the building of classrooms for girls stands out as a positive achievement. The
fact that this activity offers lmmedlate tanglble accomphshment has served to mamtam BALAD’s unage-' :_
and credlblllty _ _ FEE

It is. recommended that: .

® SDA funds'be used ~ with maximum flexibility — to respond to village-level priorities as they :
arise. Numerous small projects identified by the people themseives and in which they themselves -
participate would constitute a healthy dimension to what has been until now a traditional
infrastructure program with little local participation. It should not be BALAD’s role to . |
implement these smaii schemes. Instead, SDA funds might be placed under the control of the .
DDC (or the DWC) to be used according to a procedures worked out in ‘advance between L
USAID, BALAD and GOB. Projects would be implemented by the line agencies and require
community participation as a condition for project approval BALAD would asmst DDC in’
planmng and ‘monitoring the use of these funds. :

HUMAN RESOURCES AND TRAINING

: The Ve-Tech Trammg Program, aithough polmcally popular and hlghly pralsed in the mter;m- C
- evaluation, has produced some very disappointed young Makranis whose training in the U.S has not
- qualified them for the level of jobs they expected. This conclusion is based on mterv;ews w1t|1 nine
: students who had completed the program _ : o
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Itis reeommended that:

@ The decision to exclude vo-tech graduates from receiving new scholarships shouid be'
- reconsidered. Returnees from the original contingent should be allowed to complete their
L degrees, provided they pursue disciplines whlch are relevant to Makran development needs

- ® GOB should give pnonty to the placement of vo-tech graduates in regular civil service and . .
 contract positions, particularly in the Makran where, unlike most outsiders, they want to work | -

- and make a contribution.

° USAID ‘and GOB should consider estabhshmg an English language tra:mng faclhty in the : _ |
*Makran division. This would enable young Makranis to compete for training opportumtm in ¢

_ the U.S. and in third countries in the region.,

. Because of scarce opportunities with government, partlcular attention should be gwen to - _'
'entrepteneunal and small business training in order to take advantage of the opportunmes that _
are expected to develop i in the private sector durmg the next several years. ) _ '

e In view of the nnportance to be given to both on-the-job and mstltutacnal trammg of PPMU and e

line agency staff in project planning and implementation and to ensure for training purposes

their regular involvement in BALAD project activities, a training coordinaior, preferably a’ R

_ Baloch: should be recnnted as a member of the LBI staff.
PRIYA’I‘E SECTOR

© - There are no explicit pnvate sector goals established in the PP or as the result of any subsequent
'changec in the Project. Benefit to the private sector has therefore been incidental to BALAD’s
infrastructure objectives. Private contractors who have executed construction for BALAD and prlvate'_ :
farmers who have participated in crop tnals and on-farm demonstrations have been until now the main

pnvate sector beneficiaries. _ : _ R

A market—dnven strategy in the future should enhance the ability of the private sector to take
advantage of business opportunities. These opportunities exist in the emerging markets led by 3
infrastructure projects, potential growth markets of fisheries and tourism, and mature markets such as the
date industry. An appropriate strategy should include USAID policy-level project assistance, most

- specifically for fisheries and tourism development and for private sector institution building; a small-scale -
and micro-enterprise project to facilitate infrastructure-led business development; and an agricultural = !

: ratlonahzat:on and productivity improvement pro_]ect with special emphasis on date marketmg

o It is recommended that‘

. In order to-develop a prwate sector strategy within the context of BALAD II studlec are needed- :
to refine the ideas recommended in this evaluation. These shouid ‘include market studies on -
" fisheries and tourism and institutional assessment of a mcro-enterprlse program, ﬁshmg and’

- date cooperanves and busmees support organizations. -




WOMEN IN DEVELOPMENT

Conditions in Makran may in fact be more favorable than elsewhere in the province for undertakmg i
a WID initiative. A coordination cell in the P&D department supports schemes formulated by NGOs
could presumabiy serve a useful liaison function if local-level activities were initiated. Also, USAID can
tap into Genesys, a worldwide WID technical assistance program, and through a contract w1th the _
Academy for Educational Development to provide technical training for rural women. '

- Itis recommended that:

® BALAD draw on these resources in support of activities LBI has proposed in its draft work .
_ plan.

® LBI should introduce an explicit WID dimension in the Project by filling the two local female '
positions noted in its proposal. :

INTEGRATING PPMU WITH P&D

Long delays in providing the leadership and staff to the PPMU raise serious doubts regarding
GOB’s commitment to decentralize development planning and project monitoring. PPMU suffers from
an unclear mandate and lack of technical, planning and statistical staff. In fact, BALAD is a contractor
operation with PPMU tacked on as an adjunct. Although its professional staff have P&D appointments, -

PPMU is not an integral part of the P&D nor in a position to exercise divisional planning responsibilities. - -

Its staff do not benefit from the security of regular government appointments nor salaries which. even_'
begm to approach those received by national staff working with LBI. ' L

The Project was originally approved on the premise that trainee staff would eventually be absorbed X

into government service. To accomplish this will be difficult because of the salary difference between that
of LBI local staff and regular government personnel. When USAID withdraws and -the LBI contract
terminates, there will be little mcentwe for LBI local staff to take assignments with PPMU and: theu- '
exper:ence will be lost. .

Most LBI and PPMU administrative and technical staff are from outside Makran and many are from
outside Balochistan. The absence of Makranis in BALAD raises serious doubts regarding ultimate

sustainability. Finding technically qualified Makrani engineers has been difficult, but it seems that in some -
disciplines college graduat&s could be recruited if service conditions were more attractive, Unless some
special - personnel . category is established to permit recruiting Balochis and preferably Makrams into
techmcal training positions, there seems to be no way out of the present stafﬁng dilemma.

' Divisional-leve! coordination of project planning is almost non-existent. In the hlghly centralized
GOB administrative system coordination between line agencies occurs only at the ievel of the Provincial
Planning and Development Board. (The influence and personal intervention of the ACS can be felt at this
level and appears to be critical.) Lo

Concerned niainly with gene_rating data needed in preparing the ADP, the P&D computer section - -
does not provide any support to divisional-level planning nor is its data base linked to the PPMU system.



This is unfortunate since a common data base would provide means, at both the PPMU and P&D?Quetta Vo
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levels, for monitoring project planning and implementation in the various sectors and contribute
significantly to coordination. -

It is recommended that:

PPMU should play a central development planning and monitoring role at the divisional .level" -

_ Tts mandate should be redefined to include all development activities in the division, not Jjust

those of BALAD. So PPMU should be redesignated as the Dwnsxonal Planning and Momtormg_
Unit (DPMU).

The PPMU (DPMU) needs as its director someone who has senior rank and level of anthority' |
and enjoys the full confidence of the ACS. He should be the principal representative of P&D

. at the Makran division level and report directly to the ACS. His official relationship to: the

commissioner, as senior GOB authority in the division, would need to be carefully defined in
new terms of reference. In any event, the commissioner should not also serve as BALAD

“director as is now the case. Aside from frequent transfers, his primary responsibilities relate

more to law and order than to development matters. Morgover, he should not be expected to
be fully informed regardmg the details of BALAD approval, contracting and accountmg
procedures. _

The newly-established Divisional Development Committee (DDC) 'is suppbsed tn're'pface the . (.

development projects and preparing and overseeing the implementation of the ADP within
Makran division. The DWC should therefore be merged within the DDC, thus placing the -

DPMU in a position to plan and monitor the full range of development activity w;thm the_ S -

dmswn The DPMU director should serve as co-Chalrman of the DDC

DPMU should have technical capabilities to support its pnmary planmng and momtormg'_ i
activities, - while execution of projects should be exclusively the responsibility of line |
departments. Its staffing requirements, particularly with regard to planners (including an
irrigation planner) and statisticians should be filled as soon as qualified candidates can be found:

GOB should provide all DPMU staff with regular government appoinnnents; The reéulﬁng j.ob._
security and service benefits would help to attract qualified personnel to positions which hitherto- -

have been difficult to fill. GOB may not be prepared, however, to recognize DPMU as a’

permanent institution and to regularize its staff. In this event, DPMU staff on government

~ contract should receive an incentive allowance during the interim pilot phase. Since this phase. .- )
will coincide with USAID involvement in the Project, a system of performance pay or bonuses
in -addition to training and other incentives might be appropriately funded by USAID ' '

GOB should. modify its job classifications with rwpect to DPMU to allow for recrultment of :
planner trainees or engineering assistants without the university degrees normally required in

government service. The Project would provide on-the-job training as well as university-tevel
training to enable them to qualify professionally for permanent GOB positions. GOB would also
have to assure that these staff will not be dlscnmmated against later when DPMU is fully .
absorbed within P&G




‘® The DPMU needs its own offices separate from LBI to establish its identity apart from a foreign
contracting firm. Otherwise, line agencies will be reluctant to cooperate with PPMU on
important functions such as regional planning and development budgets. -

® There should be computerized capability to monitor Project activities at both the divisional and

.- the provincial level, particularly as increasing attention is given to inter-sectoral interventions
‘within development areas such as Dasht and Gwadar. A common data base would provide the
means for monitoring progress in the various sectors — in short a comprehensive picture of -
regional development — and promote better coordination between line agency activities. .=~

® In view of the limited type of MIS reporting that is currently done by BALAD, establishing a
project monitoring data base will require a quantum jump in data storage and analytic -
capabilities, including a much faster computer with the memory to handle the latest software.

~As a first step, the LBI systems analyst should prepare a scope of work for upgradmg the data
. bases and estabhshmg a project monitoring system.

PARTICIPATORY PLANNING AND DEVELOPMENT

The absence of local participation in infrastructure projects is ome of BALAD's principal -
weaknesses. While local participation does not lend itself to major road sector activities, it should be a
condition for most water sector interventions as well as the use of SDA funds for a wide variety of local
 felt needs and priorities. Moreover, participatory planning is essential for local resource mobilization and -
i - therefore relevant to the exercise of PPMU” s functions at the divisional level.

It is recommended that:

i . @ PPMU regional planning should be done on a district basis and directly involve the villagers and ~
. the union and district councils in identifying local priorities and self-help resources. The

' planning process should begin with village surveys done by the people themselves provadmg -
much of the data to be mcorporated in the district ADP.

® Young Makrams should be recruited, perhaps through a contract with the UmverSlty of
Balochistan, to be trained as community organizers who will periodically visit the villages and -
assmt the people in conductmg surveys, identifying priorities and mobilizing local resources. '

! ® SDA resources should be channeled through the DDC to finance part of the cost of the prlonty' o
' : - project that is identified in each village. Thus SDA funds will be used to respond quickly and -

‘flexibly to initiatives taken by the villagers in local-level planning and self-help moblhzauon
Primary responsibility for programming the funds and ensuring line agency support in ptolect-

R - implementation will rest with the DPMU. :
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SCOPE OF WORK

" A. Objectives

- (1) Assess progress to date in implementing the BALAD project, including progress in achieving
objectives and targets originally considered in the Project Paper and as modified in 1989 - TA contract
amendment; (2) evaluate the appropriateness of changes in objectives and the methodology adopted since:

. the last evaluation: and (3) review and assess adequacy and effectiveness of project management
interventions and recommendations, based on analysis of the problems and constraints, host government

institutional capabilities and the socio-poitical reatities, as to possible further modification of project

‘strategy, approach, specific activities and overall design of the project as it enters its extension phase.

B. Scope of Services

Achievement of the above objectives requires that the team examine the project in relation notonly
 to the planned targets, outputs, and activities outlined in the Project Paper but in light of the proposed
~ scope of work-and objectives of the extension phase of the project. The team will also need to examine
the adequacy and appropriateness of administrative arrangements, the existing capabilities of the
implementing agencies, the performance of the TA contractor to date, the planned implementation
schedule of future activities, the procedures, proposed staffing and level of effort, the firnancial plan and
-, administrative/organization arrangements of the next phase of the project. S .

Specifically the evaluation team shall:

1. Assess overall progress to date of the civil work sub-projects pertaining to the roads i‘nc_luding
the Bela Awaran Road and the Kech River Bridge, water resonrces development, and special development
activities of the project. - : : Co

. 2. Examine the seléction criteria, design wbrk, sdpervision and effectiveness of all subprojer_;:t'
construction activities as well as the effect of the _cpmpleted_facilities on local population. . ..
_ 3. Evaluate the progress and direction of the project’s newly implemented agricultural activities and
examine appropriateness and effectiveness of their approach and methodology. SN

4. Assess the adequacy and effectiveress of institutional roles and working- relationships among@t'lie' -
P&D Department, the line agencies, the Steering Committee, the Divisional Working Committee (DWC),
the PPMU, the long-term contractors, AID, and other entities involved in the project. =~ S

5. Examine the effectiveness of PPMU in planning and monitoring the project activities and assess o
GOB support for the PPMU and other key line agencies in Makran division. :

_ 6. Assess and make recommendations as to the optimum stafﬁng levels of PPMU and the TA twm . o -
in light of the objectives and activities proposed to be undertake- in the extension phase of the project. -

7. Evaluate the ongoing and proposed program aimed at institutionalization of the project activities,
including efforts directed towards the-strengthening of line agencies capacity to carry out continued -
development - efforts. Particularly, efforts to strengthen heretofore neglected agencies sucli as the.




Department of Agneulmral Extensxon, On-Farm Water Management, Agricultural Engmeermg and the
Imgatron Department need to be examined.

8. A.ssess the appropnateness and effectiveness of on-going and proposed subprojects alnwd at_ |

improving the social and economic status of women in the Makran dwnsron

9. Evaluate the performance of long-term technical assistance in building and strengthemng |

institutions concerned, in particular, developing contracting, management, and monitoring skills at the e

PPMU,  improving planning and monitoring skill at the P&D Department, and strengthening and_ :
improving road construction and maintenance capability of the C&W department within Makran division. - -

10. Assess effeetrvenws of PPMU as a Civisional level development orgamzatlon in terms of oy
_authonty and - staff capacxty to work with line agencies and private sector in planning, coordmatmg,'

. monitoring, and managmg development actlvmes Assess whether PPMU has been succeasﬂd in
dehvermg what it is supposed to. _

- 11, Based on assessment of PPMU’s effectiveness as a divisional level development orgamzatlon
' determme whether or not it can be used as a model for replication in other divisions of Balochi_:an

/12, Review and assess pro;ect efforts to date in terms of private sector development in Makran' |
; dwlsron determine adequacy and appropriateness of these efforts and recommend effectlve measures to
_ accelerate prxvate sector development. :

13. Assess degree of local people’s: pattlclpatlon in decrslon makmg and tmplementmg pro_|ect |

development activities. Currently, 100% funding is provided for development activities under the project. . b iy
The team should critically examine rationality of the process of programming project investments and =

suggest how the project should go-about involving focal people and seeking contnbutrons in cash kmd
or labor from project beneficiaries. '

14, Assess prtvate sector investment clnnate in Makran with lmks to Quetta, Karachl and Iran_ ) v B

_ borders and give recommendations for developmg a sound pnvate sector development slxategy

"15. Assess the adequacy and appropraateness of training and human resources development actwmea K e

in Makran division. This includes training plans and programs for line agency personnel.

16. Asse&s the extent to which project outputs have been completed to date, conn-asung thm w1th -

outputs as planned in the Project Paper or as modified durmg the line of the pro;ect

'17. Review and evaluate the effectiveness of data collection and monitoring activities in placeand

planned for the extension phase of the project.

'18. Review the Project Identification Document and/or Project Paper, if completed for BALAD :
i and provide inputs and recommendations regarding the proposed strategy to address the Government
of Balochistan’s current priorities in the context of development of lagging areas. Assess how adequately-
AID policy concerns of open markets/societies have been addressed in the Project Paper

19 ‘Assess how efﬁclently and effectively the C&W department is operatmg, mamtarmng and '_
utlhzmg the equipment provided under the project. O




~ 20. Assess the benefits that have started accruing to the project beneficiaries as a result of project
interventions.

_ 21. Re\new purpose level monitoring indicators for the project in terms of relevance to pro;ect
purpose, baselme data requu'ements and methods for collecting needed data.
CROSS-CUTTING EVALUATION ISSUES
“The following questions should also be addressed by the evaluation team. These questlons are..
general to all AID mid-term and final project evaluations.
'A. Sustainability
1. Which beneﬁts are likely to be sustained after AID funding ends?

2. Idenufy and make recommendations for sustaining the essentml elements of mstltutlona! ization
addr&esed in the BALAD pmject : -

3. What has been the perforn.ince of the PPMU to date and should it be continued? If so, what,
if any, changes in its staffing and activities should be considered? If not, what alternative modes shoul'd
‘be pursued if any?

B. Women and Development '

How has the project had an effect on women in Mak:ran‘? What measures should be adopted to get- :
more women benefitted through this project? '

C. Envnronmental Impact
To what degree have environmental questions been an issue?
__D Lessons Learned -

1. What specific lessons have been learned which can be applied toward the redmgnmg of the .
project?

'2. What have been the positiireinegative effects of the project?




