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A. Xntrduction and Prqject ]Background 

This report is the final evaluation of the USAID-funded Northwest Frontier Area 
Development project OIJWPADP) in Pakistan, project Number 39 1-0485. Chemonics 
International conducted the evaluation for USAIDJIslamabad as a delivery order through its 
Rural and Regional Income Generation and Remurces Management IQC (P1DC-5451-1-00- 
1020-00). The delivery order was perfoOmed in collaboration with a subcontractor, Asianics 
Agro-Dev, from July-September 1993. This final evaluation follows two earlier evaluations 
of the Gadoon Amazai and Kala Dhaka projects, conducted in 1987 and 1990. 

NWFADP comprised three separate projects. The Gadoon-Amazai project, the 
earliest and most Icngtiry of the three projects, started in 1983 and was USAID'S first effort 
toward poppy eradication if; Pakistan. The project's purpose was to change the Gadoon 
Amazai area mmorny h m  one based on poppy cultivation to a diversified agricultural and 
non-agricultural system with strong ties to the national economy. These ties, in turn, were to 
facilitate the Government of Pakistan's (GOP) enforcement efforts with regard to poppy 
cultivation and narcotics production. 

Project strategy to achieve the above purpose comprised a two-pronged approach of 
direct poppy enforcement and elimination efforts combined with massive development 
interventions to provide area residents with replacement sources of income and basic'mxds. 
These interventions included infrastructure, agriculture, education (formal and nonformal), 
vocational training, and health. 

The project began in September 1983 with $2Q million in funding to be used only in 
the Gadoon Amazai area, and was extended in December 1984 to include activities under the 
GOP's Special Development and Enforcement Plan (SDEP) for poppy-growing areas in the 
Northwest Frontier Province (NWFP) through a $18 million grant from the U.N. Fund for 
Drug A b w  Control. This grant included funds for the Dir District Development project, 
which is covered separately in Section III of this evaluation. In September 1988, a second 
amendment of $32 million extended the Gadoon Amazai project for another five years 
(through August 1993) and created a new project with similar purpose (and the same length) 
in the Kala Dhaka area, adjacent to Gadwn Amazai. The Kala Dhaka project is evaluated in 
Section I1 of this report. 

Recently, the project assistance completion date (PACD) has been extended another 
13 months, to September 1994, with the hope of strengthening and/or creating community- 
based village organizations and NGOs that can sustain project activities beyond project 
closeout. 



Total USAID funding for the Gadoon Amazai project over the 10-year life of the 
project was more than $38 million. The Kala Dhaka project, begun in 1990, was far more 
modest than the Oadoon project. Funding, although originally set at $8 million, never 
exceeded $4 million between 1990-1993. 

The third project subsumed under NWPADP was the Dir District Development 
project administered by the U.N. Drug Control Program (WNDCP). Through NWFADP, 
USAID made a grant of $10 million to UNDCP, $2 million of which was used to fund the 
Special Development Unit (SDU) of the Provincial Planning Department. The remaining $8 
million was added to a project fund that totaled, with grants from other donors, $14.6 
million. (USAID later added another $800,000 in funding to this project.) The USAID 
grant was made in two installments over the life of the project. Although the Dir project is 
continuing, USAID will not be funding further activities. 

The three projects are located in parts of Pakistan's Northwest Frontier Province, two 
of which (Kala Dhaka and Dir) are administered as tribal areas. Villagers living in these 
areas have traditionally enjoyed autonomy from the state, and this difficult mountainous 
terrain has been a major source of raw opium and, consequently, a growing source of 
concern. However, while the objectives and strategies of the three projects were similar, 
each was implemented in differing wttings with distinctive histories. Subsequently, each 
project had different emphases, resources, and management histories. 

B. Evaluation Scope of Work and Methodology 

B1. Team Composition 

The evaluation team consisted of three expatriate members selected by Chemonics in 
the United States: James Keyser, team leader and anthropologist; Nek Buzdar, agricultural 
economist; and Pauline Milone, social scientist and women in development (WID) expert. 
Three other members of the team were recruited by Chemonics through its subcontract with 
Asianics Agm-Dev: Pervaiz Amir, agricultural economist; Zia Al-Jalaly, social scientist and 
WID expert; and Hassan Mehdi Naqvi, community development specialist. The team 
assembled July 19 at the USAID mission in Islamabad for several days of briefings, before 
establishing a base in Peshawar and commencing field trips to project areas. 

B2. Scope of Work 

A copy of the full scope of work for this evaluation is presented in  Annex K. In 
short, the evaluation was tasked with assessing NWFADP achievements, with a special focus 
on the following areas: 

Continuation of enforcement and development activities. 
Sustainability of project investments and interventions including training, 
technology transfer, infrastructural and institutional development. 



Recommendations for a plan of action on how to continue development of 
community-based organizations and formation and governance oL district-level 
NGOs. 
Socioeconomic impact on the people of the project areas, 
Recommendations and lessons learned for similar projects. 

B3. Methodology 

The evaluation team approached the assignment in three phases. In the first phase, 
the team gathered in Islamabad, where meetings were held with USAID officials and project 
managers. Detailed briefings were held on project achievements and milestones, and a list of 
project-related documents was provided. The team prepared an outline for the final report 
and an itinerary, and submitted these to USAID for comments. 

The second phase comprised field work to obtain firsthand information on project 
accomplishments. The team also prepared a data guide to serve as an aid in field data 
collection. Secondary information was obtained h m  USAIDIPeshawar, where the data 
guide was also shared with project staff. During the field work, interviews with project 
personnel, farmers, shopkeepers, and a spectrum of beneficiaries were held. The team also 
met with staff from the GOP's Project Management Unit and the newly formulated field 
management teams. During field work in the Gadoon Amazai area, two team members 
visited the Dir District project area and met with project staff. This meeting was followed 
by a briefing from the project manager, Adnan Bashir, who had previously managed the 
Gadoon Amazai project. The team later visited Dir to obtain information on project 
interventions. These initial trips to Gadoon Amazai were followed by several days in 
Peshawar for discussion and elaboration of field notes. Next, the team went to Mansehra 
where members covered the project area in groups of two. 

Once more back in Peshawar the team began the third phase of the evaluation: the 
physical compilation and presentation of findings and conclusions. 'This process began with 
writing, talking to project personnel, and reading more project documentation. During this 
time two briefings were given to USADDlPeshawar staff on findings in the three project 
areas. These briefings .were attended by all local USAID project managers. A seminar was 
also organized at the Pakistan Rural Academy to share experiences on NGO formation and 
seek guidance from professionals who had worked with NGOs in rural development projects 
in Pakistan. This information was then shared with project staff for preliminary reactions 
and comments. The third phase concluded with writing this report, circulating drafts for 
comment, and conducting briefings. 

B4. Organization of the Evaluation 

Following this Executive Summary, Sections 1-111 of this report present the findings 
and conclusions concerning the three NWFADP efforts: the Gadoon Amazai project, Kala 
Dhaka project, 
background on 

and Dir District Development project. Each of these sections includes 
the purpose and implementation procedures of these projects, as well as 
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assessments of pmject management and accountability. Section N presents the 
recommendations and lessons learned for all three projects. 

These main sections are followed by numerous mexes that present more specific 
background information, field data, and details of interviews with project personnel and 
beneficiaries. In addition, the annexes include the evaluation scope of work, a list of 
documents consulted and persons interviewed, and a schedule of evaluation team activities in 
Pakistan and Washington, D. C. 

C. Findings and Concluslom 

NWFADP infrastructure interventions have contributed to the economic and social 
well being of area retidents targeted by the project. However, serious distributional and 
sustainability questions remain. Achievements indude: 

New and improved roads. Nearly $5 million (12.5 percent of the project budget) 
was spent on road construction in aadoon Amazai, including 19.6 km of surfaced road 
constructed or repaired at an average cost of $51,00O/kmr. Site-specific costs mged widely, 
but both repairs and new construction are factored into this average, which is well above 
normal costs for road building in similarly mountainous terrain. In Kala Dhaka, the amount 
spent directly on completed tracks was around $100,000, or $10,00O/k., a normal cost of 
building jeepable track in mountainous terrains. However, if the total amount spent is 
calculated against completed track, the per kilometer figure rises to nearly $30,000-well 
above the normal range. Overall, project roads and jeepable tracks have contributed :to 
increased integration of the area into the national economy. The Department of Public 
Works has assumed responsibility for maintenance of most of the roads in Gadoon Amazai. 

School construction. Mom than 50 schools constructed or improved by the project 
are now fully staffed and operating in the Gadoon Amazai area; however, serious problems 
and questions exist concerning the completion and quality of school construction. The 
project planned construction of 157 schools, of which 103 (65 percent) were completed at the 
end of project. Of the 102 completed schools, 83 were new buildings; 13 of the construction 
projects involved the addition of a single room and 6 involved only repairs. Of the 157 
schools worked on by the project, 112 were for boys and 45 were for girls. 

The Department of Education has not taken over responsibility for operation and 
staffing of more than half of schools constructed, due to a shortage of funds and the problem 
of obtaining reliable teaching staff, particularly in some of the more remote locations. 
Coordination of construction efforts with the Department of Education to resolve siting and 
recurrent cost issues could have helped to avoid waste of construction funds and to increase 
the level of impact on targeted groups. 

In Kala Dhaka, the project financed repairs for schools in Kotkai, Tuwara, and 
Nadrai. As in Gadoon Amazai, the technical assistance team found a strong demand for 

viii 



education. It is, however, very difficult to recruit teachers who will live in the Kala Dhaka 
area, Some of those who have been h i d  stay in the towns of Oghi or Mansehra. 

Electrification praj&, Of the 35 electrification projects in Oadoon Amazai carried 
out under NWADP, 31 were completed at a cost of $670,000, and were handed over to the 
government's Water and Power Development Authority (WAPDA), which undertakes power 

: 
generation and operation and maintenance of all electricity projects in Pakistan. Thus far, 
most villagers have ban using electricity for household light purposes only. As people start 
using it for other purposes--e.g., to pump out irrigation water-more substantial benefits 
will be forthcoming. Poor families, which make up a majority of the population, find it 
difficult to afford the home installation fees and monthly charges. 

Health, One basic health unit and two integrated rural health centers were 
completed. However, three other health units begun by the pmject were not completed, and 

¶ 

the Department of Health did not have the resources to complete or staff the finished units. 
The impact of USAID-funded health interventious was minimal, There seemed to have been 
little coordination with the Department of Health in siting t h w  centers, and the project 
failed to build on the existing structure of health care, thereby wasting resources and 
compromising sustainability. In some cases, improving existing facilities would have been 
more appropriate than building new and redundant bilities. 

Improved and new irrigation. New or improved irrigation channels opened up 581 
acres of additional irrigated land to cultivation in Gadoon Amazai. Project land leveling and 
terracing added more than 1,000 acres more of agricultural land, but whether this land is 
being used is questionable. In all, 322 irrigation channels, 5 tube wells, 215 dug wells, 13 
test wells (to be converted into tube wells), and' 116 water supply systems were completed in 
Gadwn Amazai for a total of $4.5 million. In addition, 88 schemes were left incomplete; 
half of these were water supply systems, Improvements in irrigation channels will be 
sustained, since there are traditionally established systems of maintenance. Most newly 
constructed irrigation channels, however, already face problems of maintenance. Some new 
and improved channels have been abandoned, and others are in a state of disrepair. 

In Kala Dhaka, changes in project implementation and funding led to no irrigation 
channels being completed at the time of the evaluation. Beneficiaries appreciated existing 
work and expressed their eagerness for construction to be completed. Water supply systems 
installed by the project have benefited a large numbr of villages and will likely be sustained, 
even though villagers do not use the water for drinking since it is too hot or cold depending 
on the season. Because most villages are close to the river, streams,' and springs, the full 
use and benefits of project interventions have not yet been fully realized. 

C2. Poppy Eradication and Agriculture 

C2a. Poppy Eradication 

The Gadoon Amazai project strategy can only be understood in light of the poppy 
eradication objectives of those who designed the project, and in light of the intervention of 



troops in 1986 anG 1987, involving' 4,500 soldiers and mom than a dozen deaths, The 
project had ban  shut down by these vents and USAID had to "buy its way back in." In the 
end, OQP enforcement combined with project interventions in socioaconomic dc;velopment 
have largely euppresscd, for the time being, poppy production in Gadoon Amazai. 

Qiven the project objectives after the enforcement mmures of 1986-1987, logic 
dictated the funneling of project inputs to large landownem-the men with the most influence 
and in a position to request that their dependent families cease poppy cultivation. Project 
inputs were allocated according to land holdings, as reflected in official records, and 
powerful residents of the union councils defined projects that they presented to the 
gove,mment for funding. 

Project interventions have had limited impact on pqpy production in Kala Dhaka, 
when. the project was aimed at preempting expansion of the low-level of cultivation that 
occurs in this region adjacent to Qadoon Am&. 

The UNDCP Dir District Development project has yet to make inroads to eliminating 
poppy production in the Dir Area, due its gradual approach to enforcement. As a result, 
remains a major poppy producing area. 

Sustainabilit J of eradication activities. The relative profitability of poppy growing 
to other pursuits in the NWFP remains an obstacle to sustainable eradication. In essence, the 
bottom line success of NWFADP rests on the fact that the elimination of poppy cultivation is 
not sustainable without the continued flow of large amounts of money into Gadoon Amazai 
and Kala Dhaka, and the ongoing threat of armed intervention against poppy growers. 

C2b. Agriculture. 

More than $5 million was spent on agricultural inputs, mostly in the form of direct 
subsidies for fertilizer, seed, and fruit trees. In the initial project stages, and particularly 
following the events of 1986-1987, agricultural subsidies were an important part of the 
Gadoon Amazai effort. Application of fertilizer and improved seeds increased yields in 
Gadoon Amazai, but no demonstrations and experiments were established to determine 
whether profits from a given crop justified the expense of these inputs. A measurable 
portion of the fertilizer and seeds given to farmers was sold on the open market. All 
subsidies for fertilizer and seeds were stopped in 1992. 

Acreage and yields of major crops like wheat and maize have increased, and newer 
. cash crops like tobacco and rapeseed have been introduced. Increases in harvests of wheat 

and maize have also reduced the area's dependence on imporled food. These advances 
should be sustained with continued input of high-yielding varieties, fertilizer, and know-how. 

Although some fruit trees subsidized by the Gadoon Am& project have begun to 
yield, some farmers planted trees merely to obtain a monthly payment from the project of Rs 
750, supposedly to pay a watchman to guard the trees. When this subsidy was withdrawn, 



interest in raiaing orchards d e c r d ,  Some fanners told the team that in the absence of the 
monthly payment, they would simply cut down the trees and plant other crops. 

In Kala Dhaka, 21 percent of the prqject budget wa8 q m t  to expand agriculture and 
forestry activities because it wad felt that assistance in agriculture could provide preemptive 
incentives not to grow poppy. The design of the project gave due impoltancc to agriculture, 
and a full-time position was budgeted as part sf the contract, There was demonstrated 
impact of wheat, maize, and forestry noted in project trial, as well as successful social 
forestry intcrvcntions. A longer project life would have helped focus even more on those 
agroforcstry pfactiw that had a lasting impact. Project funding and procurement problems 
affcctcd the start-up of field trials, and thus the agricultural component lagged behind in the 
initial stages of the pmject. New varieties of wheat, maize, and potato were introduced, and 
even though wheat and maize varieties w#e alrcardy well known to Kala Dhaka farmers, the 
high price of seed and fertilizer limited widespread adoption. On top of these expenses were 
prohibitive transportation casts. 

Shift in economic base and integration into the national economy. The Qadoon- 
Amazai economy has shifted away from poppy growing ( s e ~ ! ~  above) to other agricultural 
enterprises and off-fatm employment both locally and outside the project area, as raidents 
have done for centuries. Urban migration has deprived some farm families of important part 
of their work force, and remittances earned by family members from outside the area are an . important part of the NWFP economy. 

C3. Vocational Training 

No government groups other than Special Development Unit staff were strengthened 
by the Gadoon Amazai project. Failure to strengthen line agencies and encourage technology 
trarufer was partly caused by the lack of accountability to AID social soundness guidelines 
on the part of Project Coordination Unit staff. Ignoring the line agencies will result in the 
long-term loss of investments made and a poor prognosis for sustainability. 

C4. WIQ interventions 
a 

The WID component of the project established 30 nonformal education (NFE) centers 
for women. Operation of the centers indicated a demand for women's education and that 
cultural barriers did not prevent women's participation. 

One line of training concerned health, under which activity centered on training three 
women health visitors and 35 dais, or traditional birth attendants. The project dso sponsored 
the Expanded Program for Immunization, which has provided protection against common 
childhood diseases to about 2,000 infants and children under five years of age, and to another 
5,000 women and girls. In addition, courses were offered at NFE centers on religious 
education and vocational skills such as sewing, cutting, and embroidery. Since 1986, 2,000 
women have participated. The kitchen gardening program entailed provision of a kit of 
seeds, tools, fertilizers and pesticide sprays to local women. Okra, spinach, lemongrass, and 



tomato were introduced for home consumption, Thm was no follow-up to this program, 
and the majority of the gardens have fallen into disuse. 

At pre#cnt, 11 NFE centers are being managed by the Oadoon Amazai field 
management team and will in principle be taken over by the nongwernmental organization to 
be created during the project extension to September 1994. Little analysis of the WID 
activities has ban conducted. In general, the team found that the benefits of the WID 
program--as was the case with other iaterventions-tended to go to the well-to-do families. 

The WID component of the Kala Dhaka project consisted of interventions in health, 
education, and income generation, including kitchen gardening, soap making, and a chicken 
raising program. Health intervention8 comprised training of 60 di& who were provided with 
a Save the Children midwifery kit. Training also covered personal hygiene, breast feeding 
and nutrition for mothers, weaning foods for babies, and preparation of oral rehydration 
solution, In addition, female mobile clinics w m  held in villages, during which a woman 
doctor examined 570 women and children. The woman social organizers played a major role 
in implementing this program. 

Kitchen gardening training was initiated in 98 villages, and about 727 women 
participated. Vegetables such as tomatoes, onions, eggplant, and chilies have introduced, 
and cue used for home consumption. Soap making was introduced as an income generation 
activity, and 38 women were trained and soap making equipment and supplies were 
provided. This program failed because essential ingredients such as caustic soda and sodium 
silicate were not locally available. 

CS. Voluntary Organizations and N68s 

In spite of concerns in the 1990 evaluation and demand to implement a community- 
based approach, very little action has been taken in this regard. The strategy behind NGO 
and VO formation remains undefined, beyond the vague statement that the pmject seeks to 
organize groups of concerned individuals with professional experience andlor political 
influence to undertake development works on behalf of locally expressed priorities. More 
important, there has never been a coherent, focused, or consistent approach toward meeting 
the aspirations of Gadoon Arnazai people in this effort. 

USAID will  not be able to finance operations as long as the Pressler Amendment is in 
effect, and other sources of money will have to be found. Fundraising and development is 
an enormous and thoroughly professionalized job for an NGO, and there is no recognition of 
this in the selection, of board members or the content of the training. The lack of plans tc 
integrate and develop linkages with local councils, local government, and district councils 
does not bode well. Project planning seems bent on creating new organizations rather than 
discovering ways to use the power of the existing system. 

Finally, targeted beneficiaries do not have confidence that the NGO will help them. 
Villagers suspect the NGO is a continuation of the Gadoon Amazai and Kala Dhaka projects, 
which did not respect the needs and the priorities of residents as well as they might have. 
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Overall, No01 and VOs observed lack productive functions, and thus they cannot be 
considered genuine organizations. The failure to, involve any genuine village organization in 
NO0 planning and actidtics is alienatin# villagers and is compromising the chances for 
sustainability . 

C6. Pmject Design and Mauagement 

The 1990 evaluation pointed out deficiencies in project management, particularly high 
overheads and redundant hiring. The report also noted that supervision of work was 
insufficient in some of the line agencies. This report concurs. The PCU failed to engage the 
line agencies sufficiently in their work and did not build on existing structures to work with 
them. This is particularly true for the Public Health and Engineering Department and the 
Department of Education. As a result, there are redundant schools and health units in the 
project arca-schools and health units that will be difficult to staff. 

Gadoon Amazai beneficiary and equity h e s .  After the enforcement actions in 
1986-1987, there were no clear guidelines under which groups would receive project 
assistance, but it was assumed the majority of benefits would go to the people who had to 
forego income from poppy growing. It was reasoned by project staff that the larger 
landowners, because they had dependent and tenant families, were in the best position to 
convince smallholders not to grow poppy. Thus, dug wells and impmved irrigation channels 
were given more to these landowners; the more land an individual owned, the more project 
inputs he received. 

Gradoon Amazai finances and project accountabflity. Save for some problems with 
execution and unfinished projects, the engineering work of the project was competent and 
conscientious. In addition, USAID's financial management of the project was sound. 
However, there was not accountability in social soundness. The 1990 evaluation signaled 
this problem and offered recommendations that were not heeded. 

The USAID mission seems to have played a passive supewisory role. Even four or 
five years after the military incursion, after the excesses of the project and the consequences 
of the failure to follow social soundness requirements were known, and after the warnings 
and recommendations of the 1990 evaluation, business continued as usual. Similarly, the 
GQP did not take steps to protect the interests of the donor and or the beneficiaries. While 
PCU staff were vetted and appointed by the government, there was no intervention from the 
SDU and no active involvement from the Departments of Health or Education. 

Kala Dhaka project management and design. Like Gadoon Amazai, the Kala 
Dhaka project was endowed with a technical assistance team and a Project Coordination Unit 
staffed by a civil servant appointed by the GOP. The failure to integrate the TAT : 

structurally with the PCU, and USAID'S choice to ignore the TAT, condemned the team to 
irrelevancy. 

While there was much trouble and conflict in the execution of the project, these 
troubles were reported conscientiously and punctually to the USAID project manager in 
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Peehawar. It is clear that the appropriate and needed step of fec08nizing a serious design 
flaw and moving to institute remedies was not taken. 

Kala Dhaka pqject financial accountablllty. The PCU never s u d e d  in hiring 
an accountant during its hvo yews of aperation and had chronic cash flow problems that 
were never solved. Ordinarily, since the PCU belonged to the OOP, the government might 
have been expected to give technical assistance; however, tha attentions of the Special 
X)eveloprnent Unit were similarly elsewhere, 

The symptoms of USAD'S lack of interest in this project remain evident in  the 
project site, the appointments and offices, the abortive attempts to establish activities in the 

. project area, and the disappointment of participants. In spite of early and continued 
reporting of the problems from the TAT, USAID took no comctive action. Timely action on 
the part of USAID could have solved the problems. Instead they were ignored. 

Dir District grqject management. The UNDCP Dir District Project strategy was 
similar to that of the other two projects in giving priority to opening up the area with 
infrastructural projects. The Dir Project, however, introduced the technical assistance of the 
social sciences into a Technical Support Unit (TSU) and gave the TSU an advisory role and 
veto power. The shift in emphasis to community based development was accompanied by 
bringing in the line agencies for executing projects, restricting the role of PCU to a local 
counterpart of the TSU, and having the UNDCP exercise a strong custodial function in orde~ 
to protect donors and beneficiaries. Despite a lack of substantive technical success, the Dir 
project was more efficiently managed than the Oadoon A m d  and Kala Dhaka projects. 

D. Principal Recommendations 

Dl. Gadoon b a z a i  Project 

Dla. Poppy Eradication and Agriculture 

Project advances concerning agricultural inputs and subsidies should be sustained 
with continued input of new technology (particularly high-yielding varieties), 
fertilizer, and know-how. An on-farm research unit should be established in 
Gadoon Amazai to regularly screen, demonstrate, and promote new technology. 

Dlb. Voluntary Organizations and NGOs 

The e x d s e  of Sarhad Rural Support Corporation (SRSC) personnel who have 
been trained by USAID should be made available to SRSC and the as yet formed 
Gadoon Amazai NGO. Given the tentative nature of the Oadoon NGO, options 
concerning the use of SRSC in Gadoon Amazai be left open. 



D2. Kala Dhaka Prqject 

D2a. Voluntary Organizations and NGOs 

In Kala Dhaka it is too early to expand activities for the formation of an NO0 
without the experience of an effective NO0 in the aadoon Amazai area (see 
recommendation above). 

Despite the lack of success in terms of poppy eradication, the evolution of the Dir 
District project has resulted in a management structure that should commend itself 
to USAID. The course of this project-and in particular its management-will be 
worthwhile following. 

D4a. Women in Development 

The evidence of demand for education and the possibiity of involving women 
should be a target of opportunity for the NGO to be created during the remaining 
project life. In addition, health care and training were in demand by project area 
women, and health-related activities should be a priority for future development 
efforts in Gadoon Amazai. 

Attempts should be made to save project-created nonformal education centers and 
their activities. 

For WID projects in general there is a need &st to study the lives and work of 
women and determine what projects are likely to create or respond to demand. 
There must also be extensive follow-up analysis. 

D4b. Voluntary Organizations and NGOls 

The 1990 evaluation of the Gadoon Amazai project and subsequent papers 
concerning the project and community-biased interventions should provide enough 
guidance to USAD and the NGO board of directors. The .priority should be a 
clear definition of purpose and elaboration of a strategy, and the selection of 
modest (i.e., doable) and welldefined objectives. 

The immediate and most urgent task is raising money. Through September. 1994, 
project funds must be used to train local ]personnel in fundmising, development, 
and promotion. Personnel should be taught advertising, survey techniques, media 
presentations, cost estimation, and public relations. Successful examples of 
fundraising from other IWOs should be studied. 



@ Now that the board of directors is in place, an executive group should also be 
selected from the private sector to organize education and training adapted to the 
market in Pakistan. The business school faculties at the Universities of Lahore and 
Karachi can provide support, personnel, and courses, and short-term expatriates 
could also be brought in to advise. 

Project NOOs should be encouraged to influence line agencies and other OOP 
entities to staff completed health and education facilities, and to complete 
construction (and then staff) of those still being built. USAID should use its 
influence int his direction as well, 

Project NOOs could also be initially organized around completing outstanding 
subprojects that would be beneficial to surrounding communities. Provide the 
NOOs with specific purpose and tasks. 

D4c. PmJect Management 

The evaluation team found very little trace of SDU activity in oversight or 
coordination in the project, reinforcing our recommendation that USAID take a 
custodial role in locally executed projects. 

Working with line agencies is necessary for building on an existing system, taking 
advantage of the capabilities and skills of the agencies, and impmving the 
probabilities of sustainability. 

The donor must insist on structural measures to ensure that AID social soundness 
guidelines are honored. AID should take an active custodial role and insist on a 
strong bilateral monitoring and evaluation unit that can guarantee accountability. 

The Project Coordination Unit should have technical as well as monitoring and 
evaluation functions. To the extent that it also has executive or fiduciary 
responsibilities, accountability must be ensured through explicitly assigned 
oversight structures and entities. 
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SECTION I 
GADOON AMAZAI PROJECT 

A. Introduction 

Al.  wed Purpose, Strategy, and Funding 

The Gadom Amazai project, the earlitst and most lengthy of the t h m  N W F ~ P  
efforts covered by this evaluation, started in 1983 and was USAID'S first effort toward 
pappy eradication in Pakistan. The project's purpe,se was to change the Oadoon Amazai area 
economy from one based on pappy cultivation to a diversified agricultural and non- 
agricultural system with strong ties to the national economy. These ties, in turn, were to 
facilitate the Oovemment of Pakistan's (OOP) enforcement efforts with regard to poppy 
cultivation and narcotics production. 

Project strategy to achieve the above purpose comprised a two-pronged approach of 
direct poppy enforcement and elimination efforts, combined with massive development 
interventions to provide area residents with replacement sources of income and basic needs. 
These interventions included infrastructure, agriculture, education (formal and nonformal), 
vocational training, and health. 

The project began in September 1983 with $20 Man in funding, to be used through 
August 1988. In September 1988, a second amendment of $32 million extended the:project 
for another five years (through August 1993) and created a new project with similar purpose 
(and the same length) in the Kala Dhaka area, adjacent to Gadoon Arnazai. The Kala Dhaka 
project is evaluated in Section II of this report. 

Recently, the project assistance completion date (PBCD) was extended another 13 
months, to September 1994, with the hope of strengthening andlor creating community-based . 
village organizations and NGOs that can sustain project activities beyond closeout. 

A2. Project Evolution 

A 1 After the project had been in the field for three years, it was noted that the desired 
reduction in poppy cultivation had not taken place. The Gadoon Amazai area was still 
producing a large percentage of Pakistan's poppy crop+ result that did not surprise mission 
and OOP officials given the lack of stxict enforcement measures that had been carried out up 
to that point. There was never any illusion that residents would forego poppy cultivation 
without the implementation of military-.style actions. In March 1986, application of the 
enforcement side of the project strategy culminated in a paramilimy force some 4,500 strong 
entering the area at harvest time. Since the inhabitants of Gadoon Amazai were strongly and 
nearly universally opposed to poppy eradication efforts, and were well armed with automatic 



weapons, the constabulary force had to be protected by m o d  personnel carriers, a mass 
of firepower, and helicopters. 

The 4,500-patson force accurcd accessible areas and protected hired laboms who 
scythed the poppy crop. Areas that were not accessible by a n n o d  vehicles were sprayed 
with defoliants fiom helicopters. This opmtion was assisted by the United States through 
the Nam~tics Affairs Unit (NAU), the predecessor of the present Narcotics Affairs Section 
(NAS). In the demonabrations that followed these events, 14 aadoon residents were shot and 
killed by constabulary @oops. 

It is necessary to be a m  of these events to understand the nature of the USAID- 
funded efforts that followed. Although the Oadoon project was shut temporarily down as a 
result and access was denied to outsiders, USAID, still dedicated to interdicting poppy 
cultivation, bided its time and tried another approach to regaining access. 

The next phase of the Oadoon Amazai pqject was more generously funded, partly in 
recognition of the fact that the 1986-1987 backlash against enforament from Oadoon Amazai 
residents was to some extent cauesd by insufficient development works designed to soften the 
economic blow of pppy interdiction. Input from the technical assistance team VAT) was 
effectively limited to engineering and project resources, and efforts were devoted to 
accelerated construction. Of the $46 million spent on the project after 1984, 76 percent ($35 
million) was spent during 1988-1992. By far the largest share of the budget-ut $19 
million-paid for various construction projects. In second place for project funds were staff 
salaries, benefits, and per diem. The Pakistani project coordination unit (PCU) at project 
headquarters in Topi, near the Tarbela dam, employed a staff of 430. Total personnel costs 
were $7.7 million, and the amount claimed by the PCU goes up to 25 percent of the: project 
budget when $1.7 'million for unit operation are added. 

In addition to offices in Topi and vehicles, the PCU was provided with houses for 
employees, staff houses, and a guest house in n d y  Tarbela where some project staff lived 
and where BCU staff could bring guests for conferences. 

Throughout this second phase, the project operated on a "soft implementationn basis 
that sought to shift the lead operational role away from USAID and the departed TAT, and to 
forego social soundness considerations in an attempt to produce benefits as swiftly as possible 
for the now poppy-less Gadoon Amazai population. 

B. Findings and Conclusions 

Construction under the project fell into five categories: roads, schools, electrical 
p w e r  transmission lines, health facities, and rural development schemes consisting mosly 
of irrigation channels, wells, and water supply systems. 



As a result of this infrastructure development, the project area shows signs of 
increglssd integration into the national market economy. The extensive road system put in 
place now allows be## and less expensive access to labor markets. This opportunity is 
relatively mom class neutral than other project inputs that were allocatbp according to land 
ownerahip. 

Bla. Roads 

Some 94 million rupees (nearly $5 :nillion; an average lifbof-project exchange rate of 
Rs20/$1 is used in this evaluation), or 12.5 percent of the project budget was spent on road 
construction. In all, 19.6 lun of surfaced road were constructed or repaired at an average 
cost of $51,000/km. Site-specific costs ranged widely, but both repairs and new construction 
are factored into this average, which is well above noanal costs for road building in similarly 
mountainous terrain. 

Two surfaced road repair jobs were financed by the project: the Nagrai Chmrai 
road (4.5 km) and sections of the Kabgani-Utla road. Separate costs for the Kabgani-Utla 
repairs were not given. Slightly more than 78 km of unsurfaced roads were built with 
project financing of about $3 million, at an average cost of $38,000Ikm. 

Among project construction activities, roads are the most aocessible to the widest 
range of beneficiaries, and the most likely to have long-term development impact. In every 
area in which evaluation team members traveled, project roads were being used by all classes 
of vehicles and other public and private conveyances. Moreover, there is clear evidence that 
project infrastructure has improved access to agricultural markets. 

Blb. Schools 

More than 50 schools constructed or improved by the project are now fully staffed 
and operating in the Gadoon Amazai area. Despite this accomplishment, however, serious 
problems and questions exist concerning the completion and quality of school construction 
(see discussion below). In addition, one of the most important achievements of the project 
was the opening of nonformal education (NFE) centers for women. Through its activities in 
this area, project staff found that there is a demand for education among women and that 
cultural barriers have not prevented these women from seeking education. (See section B4., 
below, for a full discussion of project impact on women In development.) This substantial 
demand for education from both sexes and the support given to education ftom the project 
show the way to other means of integrating Gadoon Amazai into the national economy, and 
present an opportunity for NGO activity. 

The project phnned the construction of 157 schools, of which 103 (65 percent), were 
completed at the end of project. Of the 102 completed schools, 83 were new buildings; 13 
of the construction projects involved the addition of a single room and 6 involved only 
repairs. O$ the 157 schools worked on by the project, 112 were for boys and 45 were for 
girls. 



The PCU spent $1.9 million on these 102 schools, for an average cost of 
$18,60O/school. This cost is higher if only the schools that are functioning are counted. 
The best estimates we were able to obtain were that 52 project-financed schools were 
functioning at the time of the evaluation. 

Boys schools. Of the 112 schools for boys, 81 had been completed, 68 had baen I 

turned over to the Department of Education, and 49 w m  functioning, with total enrollment 
of 3,500 in 1991-1992, The 49 functioning schools comprised 30 primary schools, 1 1 
middle schools, and 8 high schools. Anna D of this evaluation contains more figures on 
school construction (boys and girls) under the project. 

Last year, the technical assistance branch of USAID'S Peshawar mission undertook an 
inspection of construction prqjects throughout the Oadoon project area (Jehanzeb, et al., 
1992). The inspection found that of the 47 boy's schools, completed at that time, 30 were in 
operation, but none of the primary schools had any latrine or sanitary facilities, only three 
had piped water, and five wcm judged to be in bad condition, with serious cracking and/or ' 

leaking. Nearly every primary school was judged to need additional work and repair. 
Overall, 19 of the buildings were judged adequate and 23 w m  judged to be in good 
condition. 

 he evaluation team was able to ver@ some of the inspection's findings. The team 
also visited local Department of Education offices in the project area and in Peahawar, but it 
was not possible at either office to determine how many boys schools had been staffed and/or 
were actually functioning. Officials declared that the department had issued a certificate of 
"no objection" for each school constructed, but no staffing commitments had been made. 

Project officials at Topi and USAID employees managing the project were also unable 
to confirm how many schools built with USAID financing had actually been staffed and were 
functioning. 

Girls schools. The present status of the 45 girls schools planned for construction 
under the project shows that less than half (22) have been completed. Eighteen of these have 
been handed over to the Northwest Frontier Province government. Of these 18, six are 
functioning, with total enrollment of 167. 

Despite the above shortcomings, the education component of the project did have 
significant impact. It was demonstrated that a strong demand for education among women 
exists in Gadoon Amazai, and the establishment of NFE centers was an important step. The 
pmject recruited and paid women teachers ta come and staff women's schools, and for the 
first time, women have gone through middle school and reached high school without leaving 
the area. 

Beneficiaries. The intended beneficiaries of this project component were the school- 
aged Gadoon A m d  children of both sexes. The overwhelming portion of the project's 
allocation for education was devoted to construction, and as shown above, only a modest part 
of this investment actually affected the intended beneficiaries. 



SwtainobWy. One of the most important result8 of projst activities in education 
was bringing to Upht solid evidence of the demand for education. This demand exists for 
boys, girl#, and adults of both sexes. Normally, when demand is present, probabilities for 
sustainability are high, as is the case for them activitiao. 

Against this demand haw to be weighed the relative poverty of the area and the lack 
of rcsourcea the Department of Educadon has at its disposal to take over and staff the 
schools. Many schools are already in need of maintaurncu, and it is unlikely that the 
department will assume control of all of them. In addition, untrained teachm and 
absenteeism remain major pmblems in this area, 

Siting of school, Money was available at the PCU offlce for school construction, 
and village project committees w c n  formed and agreements made between the project 
committees and the PCU. Engineers and surveyors determined the site spadfications and 
cost catimates and submitted them to USAID, which issued Project Committee Agreements. 

As construction progressed, engineers inspected building progress, and when 
specifications were met, punctual payments were made to the project comrnitteu. 
Technically, the engineering work was correct, as were t h ~  financial transactions. 

The land itself was usually donated by a village notable-the leader of a project 
committee. In addition to deriving some profit from tiw construction, the donator received 
the right to appoint a watchman (chokidar), a position paid for by the Department of 
Education. No arable land was donated for schools, only wasteland. 

No consultations were held with the Department of Education concerning siting, and 
none of the ordinary concerns addressed in school mapping were considered. (What is basis 
of this statement?) As a result some schools were built on precipitous land far from 
settlements. It would be difficult for boys to get to these schools, and it is certain that girls 
will. not attend, as concern over the safety of girls traveling to and from school is one of the 
principal reasons for not permitting them to attend. An authoritative source in USAID'S 
Engineering Office who had worked with the project since its beginnings estimated that more 
than half of the schools constructed were on difficult to access sites. 

In sum, technical requirements of sound engineering were consistently applied, and 
the formal requirements of financial accountability were followed. However there was 
ultimately a lack of social accountability to the beneficiaries and the donors. 

Blc. Electricity , 

Of the 35 electrification projects in Gadoon Amazai carried out under NWFADP, 31 
were completed at a cost of $670,000. The allocation of electrification projects among union 
councils was: 



Union CouncU Electrll. Prq/ectrP Villages Afkted 

Total 31 !52 

The average cost per project comes to $33,500, and the average cost per village 
comes to $12,900. 

According to the June 1993 monthly status report by the USAID Office of 
Engineering, all Oadoon Amazai rural electrification schemes wcm completed and their 
systems were handed over to the government's Water and Power Development Authority 
(WAPDA). WAPDA undertaka power generation and operation and maintenance of all  
electricity projects in Pakistan. 

Beneficiaries. During the eduation team's field visits, minor complaints about the 
inaffordability of fees and charges for electric connections and meters were voiced by local 
residents. However, no mjor problems were observed. Project rural electrification efforts 
have already benefitted villagers, and them is every expectation that electricity use will 
increase in the immediate future. In some cases, electricity is used to pump underground 
water for irrigation. 

r 

Khan and Khan (1993) found the foliowing: 

9 In 23 electrified villages in Nagrai, only 275 households were able to get electric 
meters and connections. The reason fur low use was stated to be inaffordability of 
feeis and charges. 

m In Nara union council, six villages had been connected to the grid, and the five u 

transformers are working satisfactorily. 

In Baitgali, one of the Wo electrification projects was operating, with 70 
households benefitting. " - A total of six villages and 2,280 households were benefitting from the 
electrification projects in Gabasni union council, - Thirteen villages and 790 households were benefitting from electrification projects 
in Ganichatra. 



The tabla below (Khan and Khan, 1993) show details on the use of electrification 
subprojacts in the five twisted union councils. 

Table b1: Use of EkaMfkntlon Rqjedo 

lblan C a d 1  lrlPp0J.a~ h. V l d t r d  Fnntorclm Il.tm krr t la lwf r  

Total 

Table 1-2: Crrpaclty and Use of Electrification Prq/ecta 

Sustainabilfty. Thus fu, most villagers have been using electricity fw household 
light purposes only. As paople start using it for other purposes-c,g., to pump out irrigation 
water-more substantial benefits will be forthcoming. WAPDA has the necessary expertise - 
and manpower to opefate and maintain the electrification subprojects efficiently. Subprojects 
have atrcady been handed over to WAPDA for operation and maintenance, and no more 
involvement is planned by the project. 

Approximately $1 million (2.7 percent of the Gadoon A d  project budget) was 
spent on the mnstruction of health facilities. One basic health center in Baitgalli was 
completed at a cost of $91,000, and two integrated rural health centers in Ganichatra were 
completed for $104,000. At the close of the project, three other health units begun by the 
project had not yet beem completed, and the Department of H d t h  did not have the resource9 
to complete or staff these units. 

It appeared that the infpact of USAID-funded health interventions was minimal. 
There seemed to have been little coordination with the Department of Health h siting these 
centers, and the project failed to build on the existing structw of health care, thereby 
wasting m u n # s  and compromising sustainability. In some cases, improving existing 
Edcilities would have been more appropriate than building new and redundant facilities. In 
general, demographics, bed capacity, human resources, and siting considerations were not 
adequately considered. For example, records do not show any sustained communication with 
the Department of .Health concerning actions to guarantee that proposed health centers would 
be staffed. 



Ble. -tion md Water Supply 

Crop raising in Ciadoan A m d  depend# om both rainfall and higation. Adduction 
channels bllinging water b m  natural rrpringa and pmnial streams have been usad for 
centuries to water elaborate and extensive terraced fields. There irrigated terraces make up 
approximately 10 parant of all cultivated land, though they p d u m  more than this 
percentage of the wraa'a crops. They exist only in the higher-altitude areas and arc found in 
five of the wven union councils: Nara, aabasni, Qsmichatra, Baitgali, and Nagmi, The 
remaining two union council8 of Oandaf and Kabgani lay in an area of lowhd, rainfad 
agriculture called the Gandaf-Malltcabad Plains. 

The OEIcloon A d  project design felt it was pssib1e to develop irrigation systems 
in these two distinct areas by following two different approaches. h the hilly areas, it was 
decided simply to line and improve existing adduction channels. 

For the Omdaf-IMabbad Plains it, w decided fitlpt to undertake an underground 
water resources survey through WAPDA. The survey revealed that sufficient undergmund 
water reserves existed, and that if they were cxp lo i~ ,  most of the Oandaf-lwaliltabad Plains 
and foothill$ couid be brought under irrigation. It was decided thercfom to invest in surface 
or handdug wells and in tube wells to tap both shallow and deep underground aquifers. 

Because many of the existing sources of drinking water in aadoon were inadequate, 
inaccessible, and/or posed a significant danger to health, the project decided to construct 
safer and more accessible systems in as many villages as possible. 

For a total investment of $4.5 million, the project financed three kinds of imgation 
construction: irrigation channel Irepair, dug wells, and tube wells, along with drinking water 
supply systems. 

Table 1-3: Costs for Irrigation and Water Supply Systems 

SY- No. Cost ($'000) % of Total Ave. Cost ($) 

Irrigation canals 322 1,490 26.6 4,627 
Tube wells 5 210 3.8 42,000 
Dug wells 215 1,519 27.1 7,065 
Water supply syst. 1 16 1,264 22.6 10,897 
Test wells 13 194 3.5 14,923 
*Incomp. schemes 88 920 16.4 10,455 

Total 759 5,597 100 

*Incomplete schemes included 45 water aupply systems, 19 imgatioo c d s ,  17 dug wells, and 7 tube welh. 



The above table ~hows that irrigation channel anhancement and dug wells accounted 
53.7 psrcr#lt of the money spent on irrigation by tho project, st a comblned $3 million. 
Soma $920,000 was apcnt on uncompleted irrigation and warn supply achema. 

-1 

Inlgatlon achexnsr dirserlbutloa. The distribution of irrigation subgmjects among 
andoon Amazai union councils ir shown below. 

Table 14: Dirrtdbution of Irrigation Systems amoug Gadoon Amazai Union Councils 

Council 

Oabami 
Qandaf 
Oanichatra 
ICabgani 
Baitga3i 
Nara 
Nag& 

Water Supp. Prr. C h l r ~ e b  
No. % No. % 

Tube wells 
No. % 

Dug w e b  
No % 

Total 116 100 322 100 5 100 215 100 

This distribution conforms to the differences among union councils in terms of 
topography, and the resulting systems of exploitation or ecological mgements. Only the 
plains and foothills of aandaf and Kabgani provide conditions conducive to the employment 
of hibe wells and dug wells. Similarly, improvement and development of higation channels 
to tap existing springs and streams is the most efficient system for watering tenraces in the 
five hilly union councils. Project decisions with regard to location of these subprojects were 
appropriate. 

Benefits of Mgatlon subprqjects. No reliable data are available on the change in 
local incomes due to project irrigation activities, nor was it possible to collect such data 
during the evaluation period. However, the changes shown in the tables below are indicative 
of changes in Gadosn Amazai h e r  earnings. 



Table 1-5: Chawce In General Cropping Pattern 

Psrcentage ot A m  Under Cmps 
Wheat Iblalze Cash Crop Croppic~y htenslty 

The changes in cropping patterns shown in Table 1-5 do not n e w m d y  reflect the 
impact of irrigation subprojects. Rather, they are more often the result of coercive measures 
restricting poppy cultivation. 

In their studies, Haq et al. (1993) tried to show the changes in area brought under 
irrigation: 

Table Id: Increase in Irrigated Area and F d e s  Benefitted 
- 

Union CouecM Systems Families Pre-project New Area Total 
Completed Benefitted h. Acreage Irr. Acreage Prr. Acreage 

Nara 13 83 95.87 22.50 118.37 
Baitgali 4 18 8.50 23.75 32.25 
Gabasini 10 58 36.68 13.77 50.45 
Ganichatra 4 26 16.50 2.00 18.50 
Nagrai 26 409 581.20 519.50 1100.70 

Total 

The improvement of irrigation canals in the terraced hillsides increased irrigated land 
by 581.52 acres, at a cost of $2,5001acre. This amount is within the range of the average 
price of land being irrigated. The investment, however, must be thought of as long-term. 
These canals will be cost-effective over a period of 10-20 years only if the systems are used 
and maintained. 



Total 109 122 429.41 21.71 451.12 

Dug wells added 21.7 acns of irrigated land to the plains areas at a cast of $S6,Q00/ 
acre. This amount far e x d s  tho price of land, and it is clear that the investment in dug 

I wells will not be tccov&red. 

SotstaireabWty. The evaIuatim tam expects that improvements in existing irrigation 
channels will be su!&iined, since them am traditionally established sysbrns of maintenance. 
Most newly mstnrctcd irrigation chmcls, h~wcver, already hm problems of maintenance. 
We verified that some new and improved channels have been abandoned, and othees are in a 
state of disrepair. Haq et al. (1993) reported the following finding on irrigation channels. 

Table 1-8: Operation and Maintenance of Irrigatloer Cbameb 
- -- 

Union Council Cbameb Poorly Operated Poorly Maintained 
Studied No. % No. % 

- - - - -- 

Total 167 10 5.99 14 8.38 

Compand to other farming systems, irrigated tcmad farms are very labor-intensive; 
they require almost daily maintenance and distribution of water. The addition of 582 acres is 
an inmaso of some 79 percent over pre-project amage, requiring an inmase in the demand 
for labor in an area already experiencing a labor deficit caused by the out-migration of men. 

While the engineering aspec"? and financial arrangements of the water works were 
d e d  out properly, there is nothing in the project documentation addressing this increased 
labor demand. Haq et al. (1993) suggest that there has already been overbuilding. 



For dug w d a ,  Haq at at. (1993) reportad: 

Tabk E91 Opmtlon aod Malntrsuauce of Pgug walls 

Udoo Council Wsk Poorly Operated Pmrly M h h h e d  
Studied No, % No. % 

As the table above shows, nearly one-half (92 out of 203) of the project dug w d s  are 
poorly operated and/or maintained. As early as 1991, Mohammad mportad, "We should 
seriously reumsidm the fiturc construction of the remaining la dug wells,..I am afraid we 
may end up by just digging holes in the ground and leave these without operation or 
function. The pmjjact officer is quested to resolve this issue with the PCU," 

Surveys conducted by consultants and project staff indicate that nearly half of the dug 
w d s  constructed through project funds have been temporarily or permanently abandoned. 
Mohammad (1991) reported that far 35 of the 61 dug wells for which the project had 
provided diesel motors and pumps, the owners had sold this project-provided equipment. 

In cases where individual farmers are benefitting, the prognosis for sustainability 
seems good. The evidence, however, suggests a god deal of overbuilding. 

Tube web. Tube wells built by the project are in principle owned by a group of 
farmers, and maintenance is by no means guaranteed. The director of the Gadoon Amazai 
PCU informed the evaluators that problems have been resolved for the moment by having the 
NWFP Irrigation Department operate the tube wells, md by asking the fanners to pay users 
fees. 

Irrigation Department management is not known for its efficiency, but for the moment 
this step is a solution. Nonetheless, long-term sustainability of these w a s  will depend on 
the farmers' ability to cooperate in the management of the water system. Again, the team 
found no anticipation of this problem among project staff or documentation, and no remedies 
pmposed beyond vague references to "a water users association.* 

Huge costs due to the non-use of some tube wells for more than three years have 
occurred. In fact it was n o t i d  that the command area for some tube wells are not fully 
prepared for cultivation once irrigation is provided. The reasons far this waste should be 
fully investigated so that similar problems can be avoided in future. 



Summary of m t l o n  findings. Some channels-higadon particularly the newly 
constructed ones-ware found abandoned and/or lacking repair and maintenance. In some 
caws, useas dghts were under dispute. 

In 1991, Mohammad (1991) reported, "The sustainability of [all three irrigation 
systems is questionable and doubtful. ..[they] will @main in operation as long as thm is no 
mad for maintenance. The moment they am brolrnn, dltsd up, slide away or washed away 
by floods, the benetIdaria do not intercst...We have found 20 irrigation channels which 
developed problems due to the above reasons and no one.. .has.. .rcpahd these channels. " 
He added that the farmer8 rnay revert to the "primitive" system of using unlined channels. 

It is too early to tell whether tube wells have been a worthwhile investment. It took 
three years wells to complete them and the evaluation team we did not receive any satisfjing 
explanation for these delays. Although the NWPP Irrigation Department and farmers have 
now agreed to operate these wells, the land in the command area is not prepared and the 
farmers themselves have not ban able to work out problems of maintenance, operation, and 
users rights. 

The quality of construction, particularly of irrigation channels, was often poor. 
Project staff reported, for example, an irrigation channel in Baitgali that was built without 
the appropriate gradient, so that water could not flow to the command area. Another 
irrigation channel visited by the team was a new one owned by a project committee leader 
and taken out of Uthla stream in Oanichafra. The diversion structure had been completely 
washed away and the channel was dry. The washout occurred a year ago and the owner had 
no plans to repair it. The team was told that there were many other irrigation channels, 
particularly newly constructed ones, that were in similar situations. 

Test web. Five successful test wells still await conversion into usable tube wells. 
Approximately $22,000 has been expended on each of these wells for drilling, and an 
additional $15,000 each for civil works would be required to make the'tube wells 
operational. In addition, considerable amounts of money have been spent on land 
leveling-money that will go to waste if these wells do not become operational. Once this is 
accomplished, the land must be prepared 'and the villagers must develop a system of 
maintenance and sharing. However, the provision of these funds is not immediately 
'forthcoming.. 

B2. Poppy Eradication and Agriculture 

The Gadoon Amazai project strategy can only be understood in light of the poppy 
eradication objectives of those who designed the project, and also in light of the massive 
intervention of troops that occurred in 1986 and 1987 (see section A2, above). The project 
had been shut down by these events and interviewees explained to the team that USAID had 
to "buy its way back in." 

In theory, poppy eradication projects are a combination of project interventions and 
law enforcement. The project areas of the Northwest Frontier Province are mountainous and 



rugged; some have been administered as tribal al and the pcople arc used to relative 
autonomy. History and the system of exploitation have resulted in a settlement pattern of 
dispersed hamlets that are situated with defense as a primary consideration. Residents have 
traditionally been armed, and now they ate quipped with automatic and even more 
sophisticated weaponry. 

A small constabulary force cannot patrol these areas effectively, and a large 
constabulary force can be counterprwluctive, as shown in the Qadoon cases. Official policy 
now is to use enforcement judiciously, as in the Dir District project, and to concentrate on 
dealers rather than growem. Donor-financed development can cooperate with these efforts, 
but the advantages to the U.S. taxpayer of becoming closely identified with another country's 
law enforcement activities are not c l ~ ~ u t ,  and this identification can compromise the 
development effort. 

Land distribution statistics help explain the social structure of the project area. 
Slightly more than 10 pement of land owners in Gadwn own almost 45 percent of the land 
(OOP, p.8, 1988), and the concentration is even greater when only irrigated land is 
considered. The Northwest Frontier Province lead Pakistan in the percentage of owners 
(85.9) with less than 2 hectares. Estimates of landless families range up to 25 percent, and 
area ecology is characterized by substantial tenant farming ('a@ and Rashid, 1992). 

Given the objectives of the PCU after the enforcement measures of 1986-1987, logic 
dictated the funneling of project inputs to large landowners-the men with the most influence 
and in a position to request that their dependent families cease poppy cultivation. Project 
inputs were allocated according to land holdings, as reflected in official records, and 
powerful residents of the union councils defined projects that they presented to the FCU for 
funding. While the distribution of these construction agreements was based on objective 
criteria, the distribution was neutral. Thus the allocation of project inputs was skewed only 
insofar as land distribution was skewed. 

After the 1986-1987 events, money began to move into the project in greater 
amounts. In 1987 the project spent $3 million; in 1988, $4.7 million; and in 1989, $7.7 
million. From 1988-1992, slightly more than 75 percent ($35 million) of the project 
budgeted for 1984-1992 was spent. 

The PCU was very busy during these years. Over .the life of tire project, 1,100 
projects were initiated. On hundred of these were contracts made through line agencies, 
C&W, and WAPDA, who in turn found contractors to execute construction. The remaining 
1,000 were executed through agreements with village project committees. These project 
committees were dominated by large, powerful landowners who were willing to persuade 
their dependents not to grow poppies as long as the flow of money continued. 

The early timing of project-provided agricultural inputs-i.e., before any of the 
supporting infrastructure was in place to contribute to crop profitability--and the profligacy 
with which these inputs were distributed bear witness to the project strategy of buying in and 
gaining favor with these landowners. (Inputs were distributed based on the land owned by 



each farmer, and thus the wealthier landowners received greater amounts.) One could argue, 
therefore, that it is not simply that increased productivity and popularization of inputs were 
not necessarily achieved, they were never d y  objectives. 

Agricultural inputs and subsidies. A total of $5.3 million (14.1 percent) of the 
project budget was spent on agricultural inputs. Most of these were in the form of di~lect 
subsidies for fertilizer, seed, and fruit trees. In the initial project stages, and particularly 
following the events of 1986-1987, agricultural subsidies w m  an important part of the 
Oadoon A d  effort, 

Application of fertili;cer and use of improved weds increase yields, and statistics show 
that this was the case in the Oadoon ana. Normally, both fertilizer and seeds are introduced 
into a fanning system with the objective of increasing long-term productivity under normal 
market conditions. The question of whether profits h m  a given crop justify the expense of 
these inputs must be resolved before massive expenditures are made. In Oadoon Amazai, 
however, no such demonstrations and experiments were established. 

The team found that fertilizer and seeds wge given to farmers, who used some on 
their fields and sold the rest. A total of 10,297 metric tons of fertilizer were given to 
Oadoon area farmers from 1987-1992, with the amount allotted based on the acreage of land 
owned. People interviewed explained to the team that it was normal to find fertitizer and 
seed provided by the project on the open market. 

All subsidies for fertilizer and seeds were stopped during the last three years of the 
project. The data gathered by Haq et al. (1993) do show that some fertilizer is being bought 
and used by area h e r s  for wheat. While these amounts are modest (1,201 metric:tons in 
1993) the fact that purchases are occurring under normal market conditions is a positive sign, 
though fenilizer and improved seeds wen used also to a small extent before the project, 

Nevertheless, the yield gap between researcher managed trials of 42.48 maunddacre 
and average yield of wheat on farmers' fields of 24-28 maunddacre shows that there is still 
tremendous potential for improvement. At the same time, USAID notes that pre-project 
yields were only 8-10 maunddacm, suggesting that remarkable progress has been made. 
These figures require additional comment. Without question, the Gadwn Amazai project (or 
any other intervention, for that matter) did not effect the trebling of wheat yields (from 8-10 
to 24-28 maundslam) in the Northwest Frontier Province. USAID'S own project managers 
dispute such an exceptionat claim. At the same time, the statistics cited here, for all of their 
specific inaccuracy, point to significant gains made with the help of project inputs such as 
seeds, fertilizers, and ancillary infrastructure. 

Conclusions. Acreage and yields of major crops like wheat and maize have : 

inmased, and newer cash crops like tobacco and rapeseed have been introduced. Increases 
in harvests of wheat and maize have also reduced the area's dependence on imported food. 
Although agricultural subsidies were halted, some fertilizer is purchased and used by area 
farmers. 



Thaw advances should be sustained with continued input of new tachnology 
(particularly high-yielding varieties), fertilizer, and know-how. An on-fm research unit 
should bo established in the aadoon project areas to regularly screcn, demonstrate, and 
promote new technology. 

Orchards. Although some fruit ~IWS subsidized by the project have begun to yield 
and the potential income ham been estimated at Rs 3 5 0 / ~ y e a r ,  some farmers planted fruit 
trees merely in order to obtain a monthly payment b m  the project of Rs 750, supposedly to 
pay a watchman to guard the trees. When this subsidy was withdrawn, interat in raising 
orchards demased. Some farmers told the team that in the absence of the monthly payment, 
they would simply cut down the trees and plant other crops. 

The use of apchemicals on fruit trees and other management practices such as 
pruning and hoeing were not done systematically. Beneficiaries of fruit tree subprojects are 
those few owners who have enough land to pue. In fact, it was evident that these orchards 
have in same cases i n d  the workload on the landless classes and those who work on the 
farm as bagaris. It is they who will have to establish and maintain these orchards, and their 
free s e ~ c e s  will also be required for picking, transporhg, and boxing the fruit. 

Livestock. The PCU developed agreements for the construction of 20 veterinary 
dispensaries in the Gadoon Arnazai area. Aceording to a survey carried out by Jehanzeb et 
al. (1992), 11 of these have ban krnpleted, and of these 11, six have been handed over to 
the line agency. Construction costs totaled $20,000. 

I 

Veterinary dispensaries provide routine stockman-level health care; however, a 
majority lack basic facilities, and staff absenteeism is a common problem. The evaluation 
team visited dispensaries in Nagrai and Utla. The sustainability of all dispensaries depends 
very much on whether they can charge a normal market price, thus permitting recovery of 
overhead expenses and providing a living for service personnel. Privatization appears to be 
the only way these dispensaries can continue to operate, but the evaluation team found no 
discussion of sustainability in the project documentation. 

The main beneficiaries of veterinary dispensaries are farmers who own largk! and 
small ruminants. Female stock assistants further spread the benefits by expanding coverage 
to houses where women manage animals in closed quarters. There may be advantage in 
teaching basic skills at the dispensaries and local schsols, but because services are 
subsidized, supplies frequently run short. 

W. Training and Institutional Strengthening 

No government institutions other than selective staff of the Special Development Unit 
were strengthened by the project. Failure to strengthen line agencies and encourage 
technology transfer was partly caused by' the lack of accountability to AID'S social soundness 
guidelines on the part of PCU staff. (See section B6. below for a fuller discussion of social 
soundness.) Ignoring the line agencies will result in the long-term loss of investments made 
and a poor prognosis for sustainability. 



B4. Women in Development 

The WID component of the Oadoon project included creation of 30 nonformal 
education (NFE) centers. One line of training concerned health and included the Expanded 
h p m  for Immunization @PI), trairning of lady health visitors and traditional bixth 
atbendants, and impved nutrition through household kitchen gardens. 

In addition to health, them wem a number of couroes offered at NPEs on religious 
education and vocational skills such as sewing, cutting, and embroidery. In 1991, there were 
51 teachers in the 30 NFE centers and since 1986-1987,2,000 women have participated to 
some degree in NFE programs. A,plproximately 25 percent of these participants attended 
adult education courses, while 368 attended h d t h  education courses and 478 participated in 
the kitchen gardening program. NFE centers have also contributed modestly towards income 
genemtion. Some women trained in sewing were able to earn money at home, and others 
sold vegetables grown in kitchen gardens to other village women. 

At present, 11 NFEs arc being managed by the aadwn Amazai field management 
team and will in principle be taken over by the nongovernmental organization to be created 
during the project extension to Septen~ber 1994. 

In the health sector, project WID activity centered on training three women health 
visitors and 35 dais, or traditional birth attendants. The project also sponsored the Expanded 
Program for Immunization, which has provided protection against, common childhood 
diseases to about 2 , O  infants and children under five years of age, and to another 5,000 
women and girls. NFE instructors were trained to assist EPI as motivators and recorders. 

It is unfortunate that EPI was only implemented in three of the seven union councils, 
as the program was successful and useful. In addition, problems with refrigeration, 
transport, and thus preservation of vaccines and other perishable items have not been fully 
resolved. 

The kitchen gardening program entailed provision of a kit of seeds, tools, fertilizers 
and pesticide sprays to local women. Okra, spinach, lemongrass, and tomato were 
introduced for home consumption. There was no follow-up to this program, and the majority 
of the gardens have fallen into disuse. Locals interviewed offered several hypotheses for this 
development. One was that the demands on women's time is such that they are simply 
unable to tend a garden. Some argue that the nutrients supplied by the gardens are already 
available in squashes, chilies, and cauliflower, which require less labor. Others blame the 
lack of mow-up by extension workers. 

At the same time, little analysis of the WID activities has been conducted. : 

Quantitative data have been recorded, but there on very few qualitative analyses. The 
reasons for successes and failures of kitchen gardens, for example, have not been 
determined. It is known that women went to adult literacy classes, but it is not known 
whether these women are literate or can use acquired skills in their everyday lives. The 
same is true for other NFE activities. In general, the team found that the benefits of the 



WID pro#rm-+ was the cam with other inintscntionrtended to go to the wall-todo 
families. 

Pr~Jed..run girb rckoob. The p j a c t  has also ken  runnin~ six girl's schools (thraa 
primary, one middle, and two high schools) and in 1992-1993, total emllment was 349 
girls. The project hired teachera from outside the project area and initiated the in-service 
training of local primary school teachm. The pmject also piid for uniforms, textbooks, and 
oopybooka to ancoumge participation; and rented the school buildings. These schools have 
been taken over by the Education Department, as described earlier in this report, and they 
represent one of the significant achievements of t b  project. The program seems to have 
caught on and there is a goal likelihood of sustainability due to high l d  demand. Over the 
course of the project, the middle schools in Utla and Oundaf and the primary school in 
Sethana were provided with buildings. 

From 1989-1992, all of the 50 girls enrolled in the eighth grade took the middle 
school exams, and all passed. Seventeen of these girls went on to take the high school 
exams, and all of these piwed and completed high school. They were the fifst women to 
take this exam in the Oadoon area. 

BS. Voluntary Organizations and NGOs 

Ma. Strategy 

In spite of the concerns expressed in the 1990 evaluation of the project and the strong 
recommendation to move to a community-based approach, very little action was taken in this 
regard. The notion of village organizations (VOs) and nongovernmental organizations 
(NOOs) began to be discussed seriously in the project documentation after it was certain that 
the Pressler Amendment would terminate project spending. 

The explicit justification for creating NGOs and Vos was as a m a s  of salvaging the 
investments that had been made by USAID, but precisely what investments remained to 
salvage was never specified. The lack a firm definition of the tasks to be performed inhibits 
the identification of the kinds of voluntary and nongovernmental organizations required. 

As a result of this departure from normal procedure, the project record shows a lack 
of clear objectives, a number of ad hoc decisions, and steps taken and later retracted. For 
example: 

The implementation of the Hunzai (1992) report based on the Agha Khan Rural 
Support Program model was withdrawn after being initiated, due to funding 
constraints and USAID policy changes. 

The project made a commitment of $10,000 to each VO as an endowment that was 
later withdrawn. 



The project financed the training at Coverdale of 12 social organizers who were to 
hulp form Vos. Aftar t h w d  months of training, the 12 were kept on for a further 
thnw montha as uainea rrnd were provided training allowances. Then they were 
let go. 

The quality affcvnkrd to VOs was abandoned with the switch to a, topdawn 
approach and the catablishment of the nominated NaO board of directors. 

Without identified tash to be performed, neither the VOs nor tho NQOs in question 
have any direction or purpose at this time. 

Villagers have genuine organizations (e.g., jirgrrr) that are integd and indispen4lablc 
part of productive sygtems. The NQOs and VOs that wem observed lack any productive 
function, and therefore they m o t  be considmd genuine organizations. This lack of 
strategy is nowhere more apparent than in the absence of my bridging structure between the 
NCSO and village VOs. It has not been made clear how the d h g e  mganizations will be able 
be able to coordinate with the umbrella NQO, though mission personnel state that these 
linkages will be formalized when pragram money exists. 

At the moment, however, the strategy behind formation of VOs and the NGQ remains 
undefined, beyond the vague statement that it seeks to organize groups of concerned 
individuals with professional experience and/or political influence to underfake development 
works on behalf of l d y  expressed priorities. More important, there has never been a 
coherent, focused, or consistent approach toward meeting the aspirations of the Gadoon 
Am& people in this effort, The team found no evidence of basic premises or hypotheses 
having been questioned or critiqued. Moreover, discussions with the board of directors have 
failed to convince the team that any clear mission has been established for the NGO. 

The absence of strategy is further reflected in the vague way in which future financing 
has been discussed. USAID will not be able to finance operations as long as the Pressler 
Amendment is in effect, and other sources of money will have to be found. Fundraising and 
development is an enormous and thoroughly profasionalized job for an NGO, and the 
evaluation team saw no recognition of this in the selection of board members or the content 
of the training. For example, fundraising was not a major agenda item at the recent thee- 
day meeting in Murree. Uncertain funding will  affect recruits to the NGO and catahly the 
persome1 of VOs. 

Mc. Voluntary Organhation Formation 

The team found a number of newly formed VOs in the project areas. Again, as with 
the NGO, it could only be concluded that these VOs lacked clear missions. In many cases, 
VOs examined by the team had come into existence in the hope of receiving funding for 
some activity. 



Soma VOa have Ueta of projects for which they would Mke funding, and Borne have 
atabliahad rrrvings accounts, though the amounts are insufficient to Oalra on cwan very modmt 
pmjecta (Rs 580 or 5,000). The M a  of amtin# savin~ accounts wao imposed from the 
outside, and it is 8 cam of the villqprs trying to do what thoy think will pleasa. 

Tho prcaant NC3O is dependent on a single donor, and once current funding is 
exhaustad, the probability of sustainability will be low unlcas other sources of financing tire 
found quickly. Villagers have other ways of making investments, and it will be up to an 
NO0 to mobilize them nsourcea. 

The lack of plans to inkgrata and develop linkages with local councils, load 
~overnment, and district councils d m  not W e  well, Team members also commentad on 
lack of mgnition of the elaborate and pductive praexisting social organization within the 
a m ,  of which thejfrga is the most visible sign. Having dcvdoped and maintained elaborate 
irrigated terraces in such an environment is testimony to the organizational skills of the local 
people. Project planning saems bent on creating new organizations rather than discovering 
ways to use the power of the existing system. 

Finally, the targeted beneficiaries do not have confidence that the NO0 will help 
them. Villagem suspect the NO0 i8 a continuation of the Gadoon Amazai and Kala Dhaka 
projects, neither of which mpected the needs and the priorities of the people as well as they 
might have. Serious doubt3 exist in the minds of villagers regarding the capability and 
capacity of the board of directors to i m p m  local well being. 

Under a separate project, USAID has already spent about $2 million to establish an 
NGO called the Sarhad Rural Support Corporation (SRSC). During the deliberations 
directed at finding a means to continue some of the work begun by the Gadmn project, there 
were arguments put forth for using this established NGO. Proponents argued that if the 
SRSC were a failure, there would be no point putting in good money after bad. If, on the 
other hand, the SRSC were a success, it should be the institutional starting point for 
continuing work in Gadoon Amazai. 

The evaluation team wdghed the pros and cons of whether to use the SRSC, and 
found that there were good and bad points on both sides. We therefore suggest that the 
expertise of SRSC personnel who have k e n  trained by the USAID be made available to both 
the SRSC and the as yet formed Gdmn Amazai NGO. In any case, given the tentative 
nature of the NGO, we recommend that options concerning the use of SRSC be left open 

B6. wed Design and Management 

Ma. General Project Management 

Along with being the first AID-financed poppy eradication project in Pakistan and 
basing its strategy on the construction of infrastructure, the third distinction of the Gadoon 
Amazai project was that it was to be locally executed. 



The term "local exmutfon" mms that USAID provided financing for the prqject and 
turned over ita execution and management to a coordinating group scnlected by the 
Qovanmmt of P a l d m  called tho Pmjecr Coordination Unit (PCU). The PCU WM 
pc8pondblo for implementing the construction pmjwta aped on in the project paper and for 
conaactinrg work to the line alpancia and private contractors, Tho PCU also negotiated 
private Pgnsnmcmts with villujpbrwd ptaject committees for conotructicm pmjecta. Of the 
1,100 pmjoctr executed though the PCU, 100 wem done through the line agencies, 
Communic8dms and Worb Department (C&W), or WAPDA. The remaining 1,000 
projects were executed by local village committees. In terms of c~xpnnditunas, however, 
USAID personnel stated that more than 50 percent of the budget went to the few large 
projects implemented with the line agcndes. 

As the prqject was originally designed, there was to be a technical assistance team 
(TAT) of six experts: thm expatriates and three host country nationals. The expatriate 
team, comprising an anthropologist, agriculturalist, and forester, was provided through a 
contract with Development Alternatives Xntemational, Inc. (DAI). The Pakistani contingent 
consisted of an agricultural economist, engineer, and veterinarian. This bilateral team was 
supposed to advise the PCU, and the TAT had no veto pwer; whatever influence it had was 
to be negotiated. 

In 1985, USAID hired an additional expatriate enginem through a personal services 
contract. This engineer worked with a Pakistani team of 14 professionals on engineering, 
surveying, and monitoring. TheeDAI team left the project in 1986-1987, following the 
military intervention into Gadoon Amazai. 

The evaluation team feels that the project cost of personnel, overhead, maintenance, 
and commodities took a disproportionate share of the total budget and was often not 
translated into achievements that could be appreciated by beneficiaries. For example, the 
PCU enjoyed several guest and rest houses, numerous vehicles, communications equipment, 
and a large managerial budget. Because of this high degree of project-based support, 
sustainability beyond the PACD is very unlikely. 

The level of backstopping by USAID also seems to have been inadequate given the 
size of the project. Whereas considerable travel by Peshawar mission officials was logged 
on the project, it does not seemed to have influenced decisions on resources expenditures that 
could have been made more efficiently. 

The 1990 midterm evaluation pointed out some major deficiencies in project 
management, particularly high overheads and redundant hiring. The report also noted that 
supervision of work was insufficient in some of the line agencies, and that C W  had not 
provided adequate road plans and estimates. The evaluation also cited weak links with line 
agencies. We concur with these findings, and some of the consequences have been noted 
above, including the low probability of sustainability. The PCU M e d  to engage the line 
agencies sufficiently in their work and did not build on existing structures to work with them. 
This is particularly true for the Public Health and Engineering Department and the 



Dqparunent of EducPtion. As a rwult, them are redundant achools and h d t h  unita in thc 
project arab-."schoslr and h d t h  unib ihat will ba difficult to staff, 

As noted earMcr, most prqject development activities in Uadoon Am& started slftor 
the actions by law mfercemant urncia in 1986- 1989, as a rcsult of which poppy production 
cane to a virtual m t q .  There wem no clear policy guideha on which groups would receive 
Wect wiatance, but it was assumed that the majority of benefits would 80 to the people 
who had to f o ~ g o  income h m  poppy &towing, In pmpmject days, each vfllage had a few 
relatively large poppy growers who would advance loam to and buy from small puppy 
producers and ae11 their own produce dong with purchased quanddas to bigger dealers in the 
Uandaf market. 

The p d b  from poppy are such that farmers are reluctant to give up cultivation. 
A M  the entry of constabulary fimm and the cutting and aerial spraying of poppy fields, 
project personnel had to spend much time and effort convincing area residents to accept 
pmject interventions. Annex B of this evaluation presents a mom detailed analysis of poppy 
production in NWFP. 

It was reasoned by project staff that the larger landowners, because they herd 
dependent and tenant families, were in the best position to convince smallholdefs not to grow 
poppy. Thus, dug wells and impruved imgation channels were given more to t h ~  
landowners; the more land an individual owned, the more project inputs he received. 

Large landowners make their lands available through annual or long-term leases, 
n o d y  to landless tenants or srdlholders. New irrigation bilities have increased the 
value of much of this land, and the lease rates charged to tenants have been raised. Under 
traditional arrangements of sharecropping, land and water costs are borne by the owner, 
while all labor and bullocks are contributed by the sharecropper. Provision of free irrigation 
water has reduced owners' s h m  of the costs, while those of sharecroppers and tenants 
remained the same. 

An exception to the trend is the project's work on tube wells. Three tube wells are 
ready to go into operation immediately, while another five will be operational after civil 
works are completed. All of these wells are reported to be located in areas where average 
holding size varies from 0.25-1.5 acres. Thus the benefits of tube wells will in theory be 
equitably distributed among the 800-1,000 smallholders in the area. This placement and 
accomplishment should be used as an action-beneficiary model for other project-related 
activities. 

In addition, the construction water supply systems benefitted a wide range of people 
by helping keep water uncontaminated and in some cases reducing the time spent hauling 
water. Overall, a small but important segment of local farmers have profited from USAID- 
provided imgation facilities and other subsidies to the fullest extent possible. New crop 
varieties, orchards, and higher incomes are incentives for farmers to sustain these 



Improvemsna. In Pdditlm, landowning f a m i l i ~ c u l a r l y  thorn with membara in 
Karachi and &a Gulf Stam who were not undarvaking any inveotment in 1and-m now 
inched to invest in h d ,  It la expected that during the coming years more investment in 
land and mom AnmJve cr~ltfvadon will taka place, leading to higher area incoma. 

To evaluate flnmdal management and accountability for the project---especially the 
massive infrastructure interventions--the lcsm axamin4 engineering tccords and interviewed 
engineers who worked with the project. We also examined financial m r d o  and talked with 
~nernbera of the financial management staff at USAID. Save for aome problems with 
exantion and unfinished projects--most of which have been mentioned above-the 
engineering work of the project was competent and conscientious. In addition, USAD'S 
financial managemat of the praject was sound. hose faults that existed were identified by 
audits and comctcd soon thmafter . 

However, while there was pmject accountability in engineering and finance, then was 
not accountability in Jocial soundnew. With only one or two exceptions, every person 
connected with the project mke of the excwcs and the socially unsound way with which 
money was spent. The 1990 evaluation signaled this problem and offered recommendations 
that* were not heeded. 

Interviewees who discussed the lack of social soundness fell roughly inta two cramps. 
One group argued that the excessive spending and dimgmd for social soundness were 
justified by the  vents of 1986-1987 and the mandate to rid the Oadmn Amazai cuea of 
poppy cultivation. The team responds that the project has been implemated at a cost of 
$37.74 million. Befm the project, it was estimated that 8,824 acres were devoted to poppy 
and that the benefits were being distributed among 15,500 families. This makes the 
expenditure per acre of poppy elimination $4,718, and tke average expenditure per h i l y  
$2,435. These are not the full costs, however, since poppy production was ultimately 
stopped by massive armed enforcements, not project interventions. Furthermore, there is a 
likelihood that farmers in the area will revert to poppy cultivation once project funds dry up. 

Members of the other group are aware of the compromises dictated by the unusual 
situation in Oadoon Amazai, but they hesitate to rationalize the activities of the PCU by 
invoking the even$ of 1986-1987. 

In either case, the bottom line is that the Oadoon project represents an effort in which 
the PCU had no injunction to follow USAID guidelines on social soundness, giving the unit 
an unusual level of autonomy hrn the donor's standard guidelines, and consequently USAD 
supervision. The multing lack of amuntability for social soundness requirements penmitred 
the excesses that we have noted in the report. 

It has been noted above that when the project began in 1983, a technical assistance 
team advising on said soundness was established. This team was not given any veto power 
in the fomal structure of the PCU and the chief of party had to negotiate a role for the 



TAT. Allowing tho effactivmaor of such an oxpendve inatnrment a9 the TAT to ba 
determined by pwronal idionyncracisr and ad hoc negotiation ia an unjurtiflable rirk of donor 
finds. In this mae, the daign of the Oadoon Amazai project weup flawed. 

UdlAlD and WED overalgbt. Ovaall, the USAID mission seems to have played a 
pacrsive suprmirory role. Even four or Avo yean  aftas tha military incunion, after the 
exceswo of the pmject and the C Q I I I O ( I U C I I ~ ~  of the tWum to follow mid soundness 
requhments w m  known, and dter the warning8 and recommendations of the 1990 
cwaluation, businas continued aa usual. 

Concahg the role of the countapt, the (3ovmment of Paldstan did not take steps 
to protect the interests of the donor and did not protect beneficiaries. While the PCU staff 
were vetted and appointed by the government, there was no intervention fYom the SDU and 
no active involvement from the Departments of Health or Education. 

USAID contributed more than $2 million to the Special Dovdopment Unit within the 
Planning Department. The SDU was to help donors coordinate their activities with line 
agencies and to oversea donor-funded projects. The evaluation team found very little trace 
of SDU activity in oversight or coordination in the project, reinforcing our recommendation 
that USAH) take a custodial role in locally executed projects. 

C. Sustainability of the Gadoon AtrPazaP Pmject 

Roads and electrification. Roads and electrification interventions have the greatest 
probability of sustainability after the PACD. Both inputs are functional to the local 
production system, and wads Rave already contributed to the economy of the Oadwn Amazai 
area by increasing the ease and speed of travel. 

Although Gadoon Amazai is rugged mountain terrain and is known as a refugee area, 
this image is contradicted by the longstanding urban migration of men that touches every 
fmay. The stability of family life in Oadoon makes possible the prcl':onged periods of 
absence of male members, and male migrants in tum join stable colonies of co-villagers in 
cities to which they are able to bring other members for apprenticeships and education. 

Thus, the society of Gadoon Amazai has been qualitatively and quantitatively much 
more integrated into the national economy and modem economic life than appearances 
suggest. Well before the road building under the project, there was considerable travel to, 
firom, and within the region. Indeed, it was the already established demand made that road 
building a logical project inkmention, and one whose probability for sustainability was high. 
Use of project-constructed roads has increased, as has the number of vehicles in the area. 
Roads also have the advantage of being relatively class neutral; they can be used by all forms 
of conveyances: public and private, and motorized and non-motorized. 

Finally, because roads were constructed through the C&W Department and are under 
the care of C&W, there is no ambiguity about who is responsible for their maintenance. 



In contraat to mad conatnrcdon, eiectriflcation received a low pdarity and rr wlatively 
omdl  llnveattrrant f b m  the PCU, In addltien, h u m  of tho prohibitiva price of hookups, it 
ha, not touch& many familien h the ma. Nonethelea the pmbabllity o* proJect 
intormtfon rurtainability io h i g h  prediction ir bared agaln on the h i ~ h  level of integration 
with the national economy of C3odaon day, and the demand for alb~taicity throughout the 
am, Beyond Ole obvious advrurcsrgaa of Oslwloion and Ueidiig, thereh a wide range of uocs 
that am coming into play, including udng electrical power to drive pumps for irrigation, 

However, probably the most obvious a d  compelling need for electrical power Is for 
health w e .  atoctricsaf pawar will make mfki&zra&d transport and storagb-bnd thus 
expanded i m m u n i z a b i ~ b l e .  It will also make dfagnaaea and laboratorioll available 
locally, FMly,  i n d  vehicular t d f l c  wfll bring demand for mic ing  and wpplir, and 
electrical power will maJIcl this poaaiblc with returning urban migrants p i d i n g  the skills, 

Education. Again, belying the seemingly isolated appearance of the a m ,  there is a 
significant demand for education in Oadaon Amazai. The fulfillment of this demand must be 
weighed against the poverty and the lack of means of the Department of Education, however. 
How these conflicting form work tksmselves out will determine sustainabilhy. 

One constraint is the fact that the PCU did not enlist the line agency (Department of 
Education) in a long-term mllaboratian. Only onbthird of the 157 school construction 
projects started resulted in functioning schools. Uomver, USAID'S social soundness 
guidelines were ignored, as wen elementary school mapping techniques and human rewurces 
requirements necessitated by project overbuilding. 

Health. The minimal impact of the investments to build health units and 
dispensaries is a coasequena of the disregard for social soundness. No assessment of the 
existing system was made to determine needs and how the project could have best aided 
hd th  workers in the Gdoon Amazai area. The PCU did not enlist the Department of 
Public Health and Engineering in a long-term collaboration. 

Irrigation and wates systems. Irrigation systems financed by the donor were 
contracted to village c o m m i ~  without sufficient understanding of end use and 
maintenance. Obviously the building was profitable, but as an investment it was a loss. 
Evidence h m  the field shows that many irrigation canals are not being maintained. 

Dug wells have provided water for a relatively small area at an unacceptably high unit 
price. Farmers sold off some of the pumps and motors given to them, and many dug wells 
have been abandoned. Tube wells have great potential for irrigating large areas, but no 
consideration was made of the local systems of exploitation, land tenure, and cropping 
pattans. The result is that all end use, distribution, and maintenance problems have not 
been resolved. The test wells that were financed by the project may never be converted to 
tube wells. 

Poppy eradication. Gadoon Amazai farmers stopped growing poppies as a result of 
A a massive constabulary action and a generous infusion of donor money. In the absence of 



subsmtial enforcement and continued cash flow, the continued lilcelihood of poppy 
elimination is low, 

Agrlcultum, Pertillu,n and saoda were distributed in an unconventional manner with 
the result that ftao market forws will not enmurage suatainal use of the amounts deemed 
appropriate by the PCU. Fruit trees w m  given away and subsidies were provided for 
watchmen to guard the tma. Some farmm will tear tnes out one  the subsidies are 
stopped, though othm will keep them, teading to some suatainability. 

NCOs and VOs. VO8 will d s t  if they have a reason for being, i.e., if they have a 
project and financing. Bacausa of the c u m t  halt in funds, VOs in the area are 
organizations in name only. 

The nascent NO0 is cumntly being provided training funds by USAID. Under the 
conditions of the Pnssla Amendment, these funds cannot be used for opemtions, yet the 
N O 0  will develop and beams sustainable only if it rcceives operational funding and can 
perform effectively. llre ~quisite shift to the private sector will be difficult. 

Role of PCWs. Them is no role that a X U  can profitably play in the operations of 
NOOs or VOs. The SDU, in theory, should be able to advise and help NGQs and VOs, but 
in terms of institutional competence and objectives, it is unable to contribute to meeting the 
social soundness objectives that are called for in this area. 
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SECTIION II 
KALA DHAKA mPOJECT 

A. Introduction 

Al .  Project Furpcwe, Strategy, and finding 

In September 1988, a second amendment of $32 million extended the Gadoon Amazai 
project for five years (through August 1993) and created a new project with similar purpose 
(and the same length) in the Kala Dhaka area, sdjacent to Oadoon Amazai. Recently, the 
project assistance completion date (PACD) has been extended another 13 months, to 
September 1994, with the hope of strengthening andlor creating community-based village 
organizations and NGOs that can sustain project activities beyond pqject closeout. 

The purpose of the Kala Dhaka project was to halt existing poppy production and 
prevent future increases through a development effort that combines project funding and 
community participation. This effort was aimed at drawing the Kala Dhaka region and its 
people into the national economy and recent development trends. 

Project strategy was based largely on the location of the Kala Dhaka region. Since 
Kala Dhaka is contiguous to Gadoon Amazai, it was reasoned that poppy cultivation would 
move to Kala Dhaka following eradication and enforcement measures in Gadoon. At the 
time of the project extension, only a small part of the total land area of the Kala Dhaka 
region was given to poppy cultivation, and thus the project was designed mostly as a 
preemptive effort. 

The project was dwigned to take place in two phases: a design phase lasting two - 
years, followed by field implementation. This design was perhaps a reflection of the 
excesses of the Gadoon Amazai project, the failure of the Gadoon project to involve 
villagers, and the low prognosis for sustainability of many of the inputs. The primary theme 
of the Kala Dhaka project was community participation. 

In contrast to the Gadoon project, which eliminated its social scientist and social 
soundness requirements, the Kala Dhaka project was to have a separate and fully functioning 
Technical Assistance Team headed by an anthropologist who was a specialist in community 
organization. The new USAID strategy for the NWFP, i.e., to shift focus from 
infrastructure to a greater emphasis on community participation, was to have been put to the 
test in the Kala Dhaka project. 

Following the enactment of the Pressler Amendment, funding was halved from $8 
million to $4 million, and the PACD was moved to August 8, 1993. In addition, the design 
and implementation phases were combined. 



142. N e c t  Evolution 

Development Alternatives, Inc., (DAI), a Washington contractor, sent a chief of party 
in the spring of 1990 to head the TAT and to ofitablish an office and base of operations in 
Mansehra, in cooperation with the Project Coordination Unit (PCU) selected by the Pakistani 
government. The project manager of the PCU had bean seconded from the Pakistani civil 
service. During the first quarter of 1991, the first project director was replaced. 

Although the project did not provide the generous funding enjoyed by the neighboring 
Oadoon Amazai project, it was nevertheless expected that thc Kala Dhaka project would 
focus on infrastructural development with the construction of roads, small ifrigation works, 
water supply systems, and electric power l i n d b e i t  with a mom solid social and 
developmental grounding. Like the Gadoon Arnazai prgject, the iCU was to pmside over 
this construction by wordinatin# the rgtivities of the line agencies. Howmu, project 
personnel quickly lamed they could not expect support from tht Palcism a$encies without 
financing agency operations i t  this area. This was because in k filw7 md remote region of 
Kala Dhaka, funds for contracting with the line agencies did nk\+ h~xis;, 

Project expenditures. The modest budget and cofimiin ;;:.:+..ai :: minability led 
USAID to change the emphasis of the project from infrasbructu: all +~&kq'.:a:at financed by 
the mission and carried out through outside line agencies, t;i a rs-rt.iff:8tW4 development 
effort that would not exclude infrastructure, but would be b a ~ A  OF. ~::w.!;i-:: ifi,?'y participation. 

Both the PCU and the technical assistance team operated Pwi ; --= ; .:!:rill of project on 
budgets of around $1.5-2.0 million. Most of the TAT budger vim ; . k ? f i a ~ ~ d  by salaries and 
expatriate travel. Thc PCU was given the operating capital. N1~1a 3 piscent of the unit's 
budget was devoted to salaries, allowances, travel, and honomia;. Another i5.5 percent was 
spent for project personnel, and 24 percent was spent onl mmmodities, office equipment, and 
vehicles. Over the course of the project, the PCU disposed1 of nine vehiclles. 

Slightly more than 40 percent of the budget was allocated to field operations, the 
largest portion of which was devoted to track building (20 percent) and water supply system 
and school repairs (16. 8 percent). Health was allotted less than 1 percent, livestock 1.1 
percent, and WID 0.1 percent. Within health, 27 percent of allocated funds were spent, 
while the WID program spent only 2.7 percent of its allocated funds. 

B. Findigs and Concllusions 

B1. Infrastructure 

Bla. Roads 

In the early stages of the project, the notion of building surfaced roads in the Kala 
Dhaka area-and particularly a surfaced road into the Ma& Khel area-was abandoned. 
With the modification of the project strategy and the reduction of financing, it was decided to 
build and recondition tracks so they could be travelled by four-wheel drive vehicles. These 



tracks were called "jeepable tracks," Nearly $1.9 million was budgeted for the construction 
of trrrcks, and abut  $300,000 was actually disbursed. 

At the c los  of the project, documentation available to the team cvrrlution stated that 
only 3 km of track had been completed, Subsequently, the project enginear informed us that 
he had inspected arrd signed off on an additional 7 km, bringing the total of completed track 
to 10 ksn. The amount spent directly on the completed track was around $100,000, or 
$10,000/km, a normal cost of building jeepable track in mountainous t c d n s ,  However, if 
the total amount spent is calculated against completed track, the per kilometer figure rises to 
nearly $30,000--weU above the normal mge.  

During the last week of the evaluation mission, USAID'S local project manager 
claimed that all tracks initiated had been completed. The project engineer disputed this 
statement. 

The team traveled on some of the tracks financed by the project and found sections 
uncompleted. Team members were stopped twice by focal contractors who demanded 
payment for sections of road they had finished; however, it was unclear whether this was to 
be payment for construction services or a user fee of some sort. 

Blb. Education and Schools 

The project finance8 repairs for schools in Kotkai, Tuwara, and Nadrai. In addition, 
a number of teachers were provided with training in pedagogy. In the h t  phase of the 
training, 10 matriculates were sent to Haripur. By 1991, 9 of the 10 completed the training 
and 12 more candidates were sent. Nine of these completed training and 12 more were sent 
to Thana in Malakand in 1992. During this time, 7 of the candidates who had previously 
completed the training were absorbed in the Kala Dhaka schools. 

As in Gadoon Am&, the technical assistance team found in KaDa Dhaka a strong 
demand for education. It is, however, very difficult to recruit teachers who will live in the 
Kala Dhaka area. Some of those who have been hired stay in the towns of Oghi or 
Mansehra, and do not work in the schmls to which they have been assigned. 

Blc. Health 

The project financed the refinishing of several dispensaries, and the project team 
initiated an Expanded Program for Immunization. This program did not succeed because the 
team provided by the Department of Health was not trained. Needles were not properly 
sterilized and dirty needles were being reused, as were expired vaccines. No attempts to 
assure the integrity of refrigerated cold chain had been taken. 



Bid. Mgation and Water Supply 

Tha project paper envisaged the design and construction of 40 km of irrigation 
channels in the flrot and second phases sf the Kala Dhaka project, Because of cuts and 
changes in fundhpaa well as other factorwthis target could not be reached. 

In the end, 10 irrigation channels at an average cost of $8,500 each were constructed 
in locations throughout Kala Dhaka. Twenty-two water supply schemes were also completed 
(average cost: $7,000). Because of the delay in disbursement of funds and problems of 
staffing the PCU, many of the irrigation channels could not be startad on time and were not 
satisfactorily completed at the time of the evaluation. 

The drinking water supply systems installed by the project have been useful and have 
benefited a large number of villages, even though villagers do not use the water for drinking 
since it is too hot or cold depending on the season. Because most villages are close to the 
river, streams, and springs, the full use and benefits of project interventions have not yet 
been fully realized. The hazards of drinking the Indus river water, which passes through at 
least three large towns before reaching this area, have been explained to Kala Dhaka 
villagers. 

B2. Agriculture and Poppy Prevention 

Agriculture was considered one of the most important components of the Kala Dhaka 
project, because it was felt that technical assistance in agriculture could provide preemptive 
incentives not to grow poppy. The design of the project gave due importance to agriculture, 
and a full-time position was budgeted as part of the contract. A longer project life would 
have helped focus even more on those agroforestry practices that had a lasting impact. 

Project funding and procurement problems affected the start-up of field trials, and 
thus the agricultural component lagged behind in the initial stages of the project. New 
varieties of wheat, maize, and potato were introduced, and even though wheat and maize 
varieties were already well known to Kala Dhaka farmers, the high price of seed and 
fertilizer limited widespread adoption. On top of these expenses were prohibitive 
transportation costs that added as much as Rs 200 per bag. By 1993, project-provided seed 
had been multiplied on 250 acres. Similarly, three crop seasons were taken to establish trials 
on 35-250 acres. These trials have helped produce seed that was distributed to farmers, 
Farmers have also been growing potatoes for some time in these areas, and the project's 
introduction of improved varieties has increased yields. 

During field interviews it became clear that the Kala Dhaka area is still deficient in 
wheat and vegetables. Some villages, however, reported a surplus production of maize that 
they were able to sell outside the area. The TAT was successful in getting the National 
Agricultural Research Center to conduct wheat trials in the region, and it is hoped. that with 
continuation of these trials, the Kala Dhaka community will have long-term access to new 
high-yielding variety technology. Despite these successes, however, the evaluation team has 



failed to ace any wanomic analysis canducted to determine the gmss margins of each input9 
UIOC. 

Farm Income and nutrltlon, In the absence of any cconomic analysis of area yields 
and wraape, it is impossible to #ive details on exact change in income due to project 
inteavention, One potential indication of increasing incomes is the fact that potential wheat 
yields have i n d  b m  an average of 370 to 800 kg in 1992 on demonstration plots and 
farms using improved seeds. 

Benefichrlles. The primary beneficiaries of agriculture and social forestry 
components are those groups that own or till land. The landless classes do not directly 
benefit. 

Sustainabillty. Thc agriculture and forestry (see below) activities undertaken by the 
project are sustainable provided close follow-up is carried out. By involving the National 
Agriculture Research Center, the project has a good chance of receiving new genetic material 
and possible infusion of better suited varieties. As sur fad  roads still have not been 
developed, however, it is doubtful that fertilizer use will be practiced on a wide scale. 

B3. Forestry and Social Forestry 

All activities conducted under athe forestry subcomponent of the project have been in 
collaboration with the Department of Forestry. Between 1990-1992, the department planted 
almost 659,000 plants. The evaluation team finds this a healthy sign of integration and 
possible long-term sustainability. Roughly 60,000 saplings were introduced during the 1991 
and 1992 seasons under the socia forestry program, and the project introduced fast-growing 
species to generate income and meet fuel and fodder needs. This is a positive shift in upland 
social forestry that traditionally has been based on long duration chirpines with a growth of 
12-20 years. Farmers seldom took interest in these plantations, but the incentive of Rs 0.50 
per tree provided to farmers has triggered interest in the component. It i s  too early to say 
anything about the magnitude of the benefits, however, as plants have not been harvested. 
During field visits to the project area, though, the team saw a large number of planted tree 
saplings, especially around the bunds. However, we had no means to verify mortality and 
upkeep of the plants, especially as support for the project dwindles. 

Horticulture interventions have focused on providing young fruit plants like citrus, 
mango, dwarf apple, apricot and litchi. The climate near the Indus river closely simulates 
conditions in Sindh and the lower punjab, providing excellent potential for mango and litchi, 
and the team observed several plantations in early stages of development. The main 
constraint to expanding this program is the lack of parent genetic material, leading to a lower 
possibility of propagation through grafting, and increasing costs of planting and time required 
for plant maturity. 

Sustainability. As noted above, the agriculture and forestry activities undertaken by 
the project are sustainable provided close follow-up is carried out. By involving the National 



Agriculture Remuch Center the project hws a good chance of reccivinp new ganetic material 
and possible infusion of better suited varieties, 

B4. Women in Development 

The WZI) component of the Kala Dh& project consisted of interventions in health, 
education, and income generation, including kitchen gardening, soap making, and a chicken 
raising program. 

Health interventions comprised mining of 60 traditional birth attendants dads who 
were provided with a Save the Children midwifery Mt. Training also covered personal 
hygiene, breast feeding and nutrition for mothers, wcaning foods for babies, and preparation 
of oral rehydration solution. In addition, female mobile clinics w m  held in villages, during 
which a woman doctor examined 570 women and children. The woman social organizers 
played a major role in implementing this program. 

Kitchen garde~iing training was initiated in 98 villages, and about 727 women 
participated. Vegetables such as tomatoes, onions, eggplant, and chilies have introduced, 
and are used for home consumption. 

Soap making was introduced as an income generation activity, and 38 women were 
brained and soap making equipment and supplies were provided. This program failed, 
however, because some of the essential ingredients such as caustic soda and sodium silicate 
were not locally available. 

The TAT also initiated a poultry program with the Fayoumi breed of chicken; About 
2,101 units of six each were gold to 1,895 households. This program also failed primarily 
due to an outbreak of Newcastle disease that wiped out the entire flock. 

Because of the short duration of the project and the lack of operational funds available 
to the TAT, none of the WID interventions is expected to last beyond the PACD. 

B5. Voluntary Organizations and NGOs 

The work of the TAT and the PCU in Kala Dhaka shows that VOs can be formed 
when there is work and money. If there is no project, then the VO will not exist. For 
example, field management teams formed in Niazi in 1993 were created to respond to a 
specific problem through detailed tasks. As a result, they are real and sustainable. 

For their own part, NGOs have much work to do in the Kala Dhaka area, but they 
also must have objectives, competence, and financing. 

Role of the PCU. There is nothing the PCU can do to help the desired 
nongovernmental organization. As stated above, the SDU should be in a position to advise 
and help the project NGO, but the unit does not have the required competencies or 
institutional objectives. 



In gcncral, the formation of voluntary organizations and an WOO to focus and carry 
out the broad community-baaed activitia of the Kala Dhaka project has not proceeded as 
envlsioncd in tha projsct deaign, Reason8 for the lack of progms in this area are awntially 
the same M thorn dircuaacd for the Oadoon Amazai project, in Section I of this evaluation. 
In brief, there is houfflcient cooFdination and definition among line agencies, the PCU, and 
the project personnel concerning the p u p r e  of the mbc..c~w~ted NOO. A lack of funding 
h a  further hindered needed developmental activities, Section V of this evaluation contains 
recommendationo and lessons learned concerning the creation and missions of Oadmn 
A m d  and Kala Dhaha V08 and NOOs. 

The Kala Dhaka project was dclsigned to combine infrastructural projects with 
community participation. From start-up, the project was endowed with a technical assistance 
team headed by an expert in community organization. The Project Coordination Unit was 
staffed by a civil, sem ant appointed by the government. 

The Kala Dhaka project did have a TAT team with the appropriate skills in 
community development, but the failure to integrate the TAT structurally with the PCU and 
USAID's choice to ignore the TAT condemned the TAT to irrelevancy. The lacal 
consultant, Enterprise Development Corporation (EX), aclectsd to follow the team from 
DAI, has not provided any intellectual inputs or programmatic innovations, The EDC TAT 
team is generally comprised of young and inexperienced staff who have nat been able to 
impose any leadership or momentum. 

From the very beginning it became apparent that the TAT and PCU were operating 
according to two different agendas. Phase I of the project had been set as an exploratory 
period during which surveys would be conducted, initiatives would be tried, and an 
operational team would be put into the field, all in preparation for an expanded Phase II. In 
the event, funding for Phase I one was reduced by half, leaving the TAT with a modest 
budget for surveys and studies, hiring personnel, and some initiatives. The PCU, which was 
to have responsibility for contracting out all infrastructure projects, found its potential 
activities significantly curtailed. 

The evaluation team went over project records and memoranda and interviewed a 
number of project personnel in an effort to unravel the resulting two years of project 
paralysis. Perhaps the most serious problem lay in the design under which the PCU and the 
TAT did not have any structural relation. They were enjoined to work together, but there 
were no structural means for guaranteeing that they would work together. 

The TAT was supposed to define projects and give guidance and advice. The' PCU 
had its own operating funds from USAID, and the expenditure of these funds was in no way 
contingent on the approval of the TAT. Thus the TAT was for the PCU not simply 
inrelevant, but encumbering. The TAT, for its part, did not have operatting funds and was 
forced to seek those through the PCU. PCU management had been prepared to finance 
infrastructural projects, but found some of the projects proposed by the TAT desultory. 



Saddled with difficulties in getting operating funds, getting the PCU to Qtaburm funds that 
had been obligated, and g s n d l y  putting the project in motion, tho TAT found itself in 
confrsntation with the PCU, The mult ww a great waste of talented profasional time and 
labor. 

The evaluation team liamed to various raconstmctions of the problems, and we nm 
convinced the mdor problem was structural. Tho project daign asserndally threw the actors 
into the field with vague admonitions to get dong. The structure of the project, however, 
was avueh that the 'TAT curd the PCU could operate indqmdenpj. 

The m r d  is clear and the problems wen signalad from the very beginning. Indeed, 
the Kala Dhaka project ia unusually rich in documentation. The chief of the TAT sent 
memoranda and qU8XZWly reports to USAID that consistently mentioned the pmblems of cash 
flow, but the PCU experienced almost constant financial problems. Some local contractors 
were not paid and to this day have not been paid. DAI arranged to advance money to the 
PCU a number of times, but these respites were not used to solve the problem. Over the 
course of the project, the PCU managed to spend only 30 percent of the money allocated to 
it. 

There were other problems on both sides. X U  staff had nine vehicles and were 
rarely able to put three in the field at any given time. The TAT came under criticism for 
commencing a number of desultory and abortive projects that had ken initiated for the 
purposes of gaining access to the Kala Dhaka area. 

Overall, the cvaIuation tearn discovered trouble and conflict in the execution of the 
project, but we also found that these troubles were reported ~nscientiously and punctually to 
the USAID project manager in Peshawar. What happened then is murky, but it is clear that 
the appropriate and needed step of recognizing a serious design flaw and moving to institute 
remedies was not taken. 

The lessons learned from this case have led the evaluation tearn to stress in our 
recommendations a strong cus!odial role from the donor--USAID in this case. Listening to 
accusation and counter-accusation does not substitute for competent and professional analysis 
of the design and structure of a project. 

Financial accountabWy. The team examined the financial history of the Kala Dhaka 
project and found that an audit had revealed certain irregularities in PCU accounting that 
were comted. Nonetheless, the PCU never succeeded in hiring an accountant during its 
two years of operation and had chronic cash flow problems that were never solved. 
Ordinarily, since the PCU belonged to the GOP, the government might have been expected 
to give technical assistance; however, the attentions of the Special Development Unit:were 
similarly elsewhere. 

The PCU had nine vehicles, but only three were available for project work. A 
number of vehicles were parked on the private property of the project manager, and 



interviewma at USAID told urn that it ir the mqmdbiUty of USMD pmject ruff m monitor 
the ure of equipment and to rspoo~ar it if it 1s mirud or not needed, 

The symptoms of USrbta'r lack sf interest in this projact mmain evident in the 
project dm, the rxrgointmsnta and otYitcao, the abortive attampta ta establish acdvida in tho 
project ana, and the diuppointrnent of parlidpslmu. 

C. SudPinabWy of the 'bh Dhaka Project 

Both the hrnding and the time kame for the Ma Dhaka wect wore cut m werely 
that many of tho inputs will arot be rurtainable. Rqject intewentions auch as the poultry, 
Expanded h j p m  for Immunization, and other WID proJactr will likely m a e  following the 
rcuntonb of USAXD funding. Many of thm efforts were mounted by h e  TAT to gain 
access to the am under Rho w d  mandate of community d~~eiopmant, but the TAT did 
not have agerational fbnds and was not able to enlist the collaboraticm of the PCU, which did 
have the funds but did not spend them. 

The project was able to in-t the Agricultural Rerwarch and Fomtry Departments 
-as well as the National Agricultural Research Center--in working in the region and it is 
hoped that this will be continual. 

Kala Dhaka is similar to Oadoon Amad in that nearly every family sends men to 
work in the cities. 'The roads, despite their condition and difficulty, ate used for travel in 
and out of the regiol~. There is a demand for better roads and every indication that this 
demand will continue, and thus them will be pressure on the government to maintain this 
type sf infrastructure intmartion. 

The PCU and TAT did cooperate on building water supply systems, and village 
committees accepted these because the construction was profitable. S i n a  then exist 
adequate supplies of water in the area, however, villagers were not amvinced of the need for 
new channels and potable water supplies. Outsiders cite the health advantages of prstecting 
water and the lessening of the time and effort wow= expend at carrying water. Whether 
villagers wil l  calculate that these advantages are worth the expenses of maintenance remains 
to be seen. Irrigation projects completed will likely not be maintained. 





SltfASTlOM m 
W P  DLR DISTRICT PROJECT 

A l .  W e c t  Purpome, Strategy, and h n d h g  

In 1984, USAID expanded it support to the Qovemmmt of Pakistan's efforts to 
reduce poppy cultivation by making grant of $10 million to the United Nations Drug Control 
project (UNDCP) in the district of Dir, in the Northwest Frontier province. Called the 
UNDCP Dir District Development project, the project is under the direction of UNDCP in 
Vienna, the successor to the U.N. Fund fox Drug Abuse Control. 

The $10 million grant fmm TTSAID was made in two installments of $5 million each, 
in 1984 and 1986. The terms of the g m t  requid U N E P  bo dedicate $2 million to fund 
the Special Development Unit (SDU); thus USAID's direct contribution to the project was 
actually $8 million. USAID subsequently added motha $80,000 to Dir project. Omts 
from other donors eventually brought the total funding to $14.6 million for the life of the 
project (1985 to 1992). USAID later added another $800,000 in funding for this project. 

The purpose of the Dir project was to implement the Special Development and 
Enforcement Plan (SDEP) for Opium Porducing APeas in Pakistan. Under the grants 
mentioned above, UNDCP was to undertake three activities: 

Establishment of an SDEP Task Force in Peshawar to coordinate preparation and 
implementation of projects and to provide assistance in the design, establishment, 
and support of an SDEP Special Development Unit at the provincial level. 

Formulation and implementation of the Dir project, which was designated as 
highest pri~rity mong SDEP projects by the GOP. 

Formulation and implementation of other SDEP projects in order of priority to be 
assigned by the GOP. 

Project strategy, like USAD'S efforts in Gadoon and U a  Dhaka, was to help the 
people of the Dir District build an improved economic environment that makes poppy 
growing less attractive. Intervations covered four sectors: infrastructure, institutional 
development, agricultural development, and resources development and conservation.,' 

A2. Project Evolution 

At the projet outset, the government's Special Development Unit named a Project 
Management Unit (PMU) to work with UNDCP. The PMU now consists of 35 people and 



costs the UNDCP $100,000/year, UNDCP pradded the PMU with seven vehicleo, and dl 
mlaint~vlance and running expenmo are the responsibility of the unit, UNDCP also provided 
20 vehiclas to the line agencies, 

The Dir project provides funds to line agencies who then put projects out for bid and 
select contractors, Major initiatives to increase agricultural productivity had been financed 
through the Agricultural Extension Department, Agricultural R n m h ,  Agricultural 
Engineering Livestock and Dairy Developmeflb Department, On-Pam Water Management 
Department, and Imgation Department. Other line agencies enllstcd to work on the protect 
include the Departments of Communications and Works, Public Health Engineering, He dth, 
Farestry , Local Government and Rural Development, and Industries, Labor, and Mmpoiver, 
together with the Water and Power Development Authority and the Dir District Council. 

Following a series of evaluations that were critical of project performance, a 
Technical Support Unit (TSU) was fonned in 1989. The TSU was headed by two UN 
expatriate experts and national professionals who were directly responsible to UNDCP 
management offices in Timargara and Islamabad. The job of the TSU was to work dongside 
the PMU to build an effective management and monitoring capability. In addition to 
developing and executing continual monitoring and evaluation, the PMU-TSU was also to 
work with the line agencies to improve financial control and reporting capabilities. 

Monitoring and inspection by the TSU was resisted by the government, however. 
Eventually, UNDCP was able to bring about a ccmprative TSU-PMU inspection and 
monitoring of all line agency activities funded by the project. As a result of this 
arrangement, the TSU now approves all project expenditures in addition to its monitoring 
responsibilities. 

B. Findings and Conclusions 

UNDCP chose to work through the line agencies to realize physical changes, but the 
organization also felt that working through these agencies was the best way to improve local 
institutional capacity and sustainability. UNDCP quickly learned that there is a wide range 
of capability among the agencies, but that some simply cannot carry out work without 
contributions to overhead and other institution building. It is not yet clear how UNDCP will 
proceed to work with the weaker agencies. The PMU is already working extensively with 
these departments. For example, by the end of 1993, the Dir project had enabled the 
Department of Communications and Works to complete three major roads totaling nearly 70 
km. 

After the project had been in the field for two years, it was clear that the government 
wanted to control the project. The Pakistani PMU seemed to be in trouble; it was relying on 
proposals submitted by the line agencies and was not able to exercise a strong planning and 
monitoring role. Partly as a result of these difficulties, the project suffered from cost 
overruns and implementation problems. For its part, UNDCP was interested in guaranteeing 
both engineering and social soundness accountability. 



Throughout the course ~f the project, UNgCP has enacted measures to ensure the 
accountability of the line agencies, not only in the execution of projects, but in their 
oxpanditures and financial management. 

This brief summary might give the impraraion that the UNDCP project in Dir was 
without problems. This ia certainly not the cam There have been a series of evaluations 
that have pointed out design and stnrctud problems. For example, the gsvmment 
continues to press for control, stressing infrastructural development because this will get the 
most money flowing into the system. Despite such problems, however, UNDCP seems to 
have been able to recognize and devise remedies as implementation progresses. Flexibility is 
an important ingredient in this regard. 

The evolution of the Dir District project has resulted in a structure that should 
commend itself to USAID, To begin, the project is under the managerial and financial 
tutelage of UNDCP. From offices in Vienna, Islamabad, and Temergara, the organization 
exercises a strong custodial role. In addition, UNDCP was led to form its own TSU as a 
result of insufficient pmject oversight and accountability. WNDCP has further continually 
sought accountability through close attention to detail and structural innovation. The course 
of this project-and in particular its management-will be worthwhile following. 

More substantively, poppy production has not deczieascd notably in the Dir project 
arm. WNDCP management is working with the government to implement a SDEP 
mentioned in the project design, under which enforcement and development are to be used 
together. Both UNDCP and the GOP are anxious to avoid the Gadoon example, however. 
Ordering police into poppy growing areas is very dangerous and potentially 
counterproductive. The former district commissioner chose to arrest some growers and 
traffickers when they were in town at Lye market. Instead of punishment, however, the 
commissioner demanded that the prisoners sign agreements promising to cease growing and 
trafficking. It remains to be seen if this more passive approach will yield results. 
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RECOMMENDATIONS AND LESSONS LEARNED 



SECTIQN IV 
RECOMMENDATIONS AND LESSONS LEARNED 

A. Recommendationar 

Al. Gadoon Amtmi Prqject 

A,la. Poppy Eradication and Agriculture 

Project advances concerning agricultural inputs and subsidies should be sustained 
with continued input of new technology (particularly high-yielding varieties), 
fertilizer, and know-how. An on-farm research unit should be established in the 
Gadoon project areas to regularly screen, demonstrate, and promote new 
technology. 

Alb. Voluntary Organizations and NGQs 

e The expertise of Sarhad Rural Support Corporation (SRSC) personnel who have 
been trained by USAID should be made available to SRSC and the as yet formed 
Gadoon Amazai NGO. Given the tentative ilature of the Gadoon NGO, we further 
recommend that options concerning the use of SRSC in Oadoon Amazai be left 
ope** 

A2. Kala Dhaka Prqject 

M a .  Voluntary Organizations and NGOs 

In Kala Dhaka it is too early to expand activities for the formation sf an NGO 
without the experience of an effective NGO in the Gadoon Amazai area (see 
recommendation above). 

A3. Dir Project 

Despite the lack of success in terms of poppy eradication, the evolution of the Dir ST- k - 

District project has resulted in a management structure that should commend itself 
to USAIX). To begin, the project is under the managerial and financial tutelage of 
UNDCP. From offices in Vienna, Islamabad, and Temergara, the organization 
exercises a strong custodial role. In addition, UNDCP was led to form its own 
TSU as a result of insufficient project oversight and accountability. UNDCP has 
further continually sought accountability through close attention to detail and 
structural innovation. The course of this project--and in particular its 
management-will be worthwhile following. 



A4. Women L Lbevolopment 

The evidence of demand for education and the possibility sf involving women 
should be a target of opportunity for the NQO to ba crcatcd during the remaining 
project life, 

Of all the ateas where the WID program hsls offered input, indisputably the most 
important for women is in health-sgeciflcally, maternal-child care, immunization, 
and preventive medicine. It appeardl that both the demand and potential return on 
investment would favor health inttrvcntions at the expense of other areas. A 
health project aimed at women would also attracted suppcvrt from the government, 
donors and NOOs. H d t h  cam and health training were in demand by project area 
women, and health-related activities should be a priority for future development 
efforts in Oadoon Amazai. 

Attempts should be made to save project-crcated nonformal education centers and 
their activities. 

For WID projects in general there is a need first to study the lives and work of 
wcmen and determine what projects are likely to create or respond to demand. 
There must also be extensive follow-up analysis. 

A4b. Voluntary Organizations and N m  

The 1990 evaluation of the Gadoon Amazai project recommended a shift to 
community-based participation in the project. The evaluation recommended that 
village organizations be formed to pursue a more sustainable outcome and that 
training of villagers be undertaken by the project. 

In 1991, Malcom Odell, the team leader of the 1990 evaluation, was asked to do a 
concept paper on options for an NGO. This paper was prompted by project 
excesses and the disdain for social soundness. Odell spent two months in Pakistan, 
where he interviewed nearly everybody connected with NGO work. In his report, 
he presented a number of options for organizing a project NGO and a number of 

. suggestions for action. 

In 1991, USAID financed a paper on NGOs by Hany Jayasinga and Jamshed ul 
H a m .  This paper was a comprehensive look at the local environment for NGOs 
and it contained specific actioilabie .recommendations. Most recently, David 
Smith, a Coverdale consultant, spent sewed months gathering information on 
NGOs. He provided this final evaluation team with a draft copy of his report 
before he left Pakistan in August 1993. 



Certainly t h o ~  papern rhould provide enou~h guidance to USAID a d  tho NO0 
board of directors, atrd we are concerned about the lack of progwss that has been 
d a .  Tho priority, as cnrplaind carlior, rhould be a clear definition of puptre 
and elaboration of a ntrategy. The team concura with the suggestions of the 
author# of the above papars concaming the importance of choosing modest i ,e., 
doable and well-dobed objectives. The authors of tha above papers recommend 
acdvitia, pilot projacta, and the Mkc. However, because of the rcatrictions 
imposed by the Pmsler Amendment, money from USAID can only be used for 
training and education. 

The team's opinion is that there have been enough studies and seminars on the 
NGO situation in Qadoon Amazai. The immediate and most urgent task is raising 
money. Wc therefore strongly recommend that through September 1994, project 
funds be used to train local personnel in the techniques of fundraising, 
development, md promotion. For development and promotion, personnel should 
be taught advertising, survey techniques, media presentations, cost estimation, and 
public relations. Successful examples of fundraising from other NQOs can also be 
studied. 

The NGO is not, by definition, a governmental organization. It will be a private 
entity without privileged access to money, This status requires an outlook and 
strategy adapted to the private w a r .  Now that the board of directors is in place, 
an executive group should also be selected from the private sector to organize 
education and training adapted to the market in Pakistan. The business school 
faculties at the Universities of Lahore and Karachi can provide support, personnel, 
and courses, and short-term expatriates could also be brought in to advise; 

Training should be designed for all levels sf personnel expected to take part in the 
NGO effort. Topics should include ordinary business skills such as accounting and 
computer literacy, but for the mast part should concentrate an raising money. 

0 It is certain that the effort will die if no additional funds are found bef~re 
September 1994. The present NGO effort has only two options at present: the 
USAID project management team can hope for further government money, or they 
can decide to make the NGO a true nongovernmental organization. The evaluation 
team strongly suggests they choose the latter. 

0 A more convenkonal sequence should be followed for the NGO where the mission 
is defined first and the appropriate organization is a function of that mission. 

The team has concern over the slow progress made by the NGO and recommends 
that an implementation schedule, similar to the one offered in the report, be ' 

followed. The documentation, interviews and field work have not convinced the 
team of a clear mission statement or work plan that is responsive to the 
beneficiaries. 



r Tho t a m  la sympathetic to AID'S concern for sustalnabillty and aware the 
restrictions imp& by the Presslar Amendment that led to the choice of an NO0 
and ruled out activities othar than training. Ordinarily, we would recommend that 
the nascent NO0 define its misaion and begin modest pilot projects focusing on a 
small numbar of Union Counch in order to $ah cxperienca and credibility, AID 
funding, however, cannot be uwd for that purrpose. The ftrst priority, then, ia to 
attract opamtional funding. For this reason the tam atrangly recommends that the 
remaining AXD funding be used for training in the various disciplines that go into 
fund raising. 

0 Project NU0s should be encouragtd to influence line agcncies and other aOP 
entities to staff completed health and education facilities, and to complete 
construction (and then staff) of those still being built. USAID should use its 
influence int his direction as well. 

@ Project NGOs could also be initially organized around completing outstanding 
subprojects that would be beneficial to surrounding communities. Provide the 
NaOs with specific purpose and tasks, 

A&. Pr~ject Management 

The evaluation team found very little trace of SDU activity in oversight or 
coordination in the project, reinforcing our recommendation that USAID take a 
custodial role in locally executed projects. 

Not building close collaborative ties with line agencies led to overbuilding. 
Working with line agencies is necessary for building on an existing system, taking 
advantage of the capabilities and skills of the agencies, and improving the 
probabilities of sustainability. 

In locally executed projects the donor must insist on structural measures insuring 
that AID'S social soundness guidelines will be honored. AID should take an active 
custodial role and insist on a strong bilateral monitoring and evaluation unit that 
has genuine power to guarantee accountability for the protection taxpayers and 
beneficiaries. 

The Project Coordination Unit should have technical as well as monitoring and 
evaluation functions. To the extent that it also has executive or fiduciary 
responsibilities, accountability must be ensured through explicitly assigned 
oversight structures and entities. 

m The role of the Special Development Unit should be carefully reexamined. 
Initially created to coordinate development projects and liaise among donors, line 
agencies, and other government entities, the SDU actually provided few services 
during the life of NWFADP. The unit's guidance and leadership roles should be 
strengthened and taken advanatage of. 



e Development projects are always co~pcrative, demanding the collaboration of 
donor and hort country nationals. In the division of labor them arc soma job8 that 
a hort country national can do better than an expatriate. It is unfair and, perhaps, 
undirdc to plam a host country national in a position that will be compromising 
&tar tha donor haa left. The team found that some of the pxwrsuras placed on local 
staff could have been relieved, if expatriatea had more field responsibility and 
clam usociation with the add projects. The custodial role of USAID in !ocally 
executed projects should be stronger than it was in the two projects evaluated. 

AID should initiate, possibly through Program and Policy Evaluation, an 
evaluation sf locally executed development projects to be followed by some policy 
initiatives. 

B1. Praject Management and General Lemons 

USAID managers of locally executed projects should be selected from American 
citizens as well as from host country nationals. Laad personnel, unlike their 
expatriate counterparts, stay in the host country beyond the PACD often in the 
project area. If they are too zealous in ensudng U.S. financial accountability, they 
can find themselves in compromising positions after the withdrawal of donor 
support. The experience of the Qadoon Amazai and Kala Dhaka projects warrant a 
greater amount of attention to the management and oversight of these locally 
executed projects, which have no effective structural means to protect the interests 
of donors (taxpayers) and intended beneficiaries. 

0 The three projects evaluated were all I d l y  executed. Evidence shows that host 
governments have strong motivation to emphasize building of inhtructure 
because it is the best way to move the most amount of money through the system. 
In principle, this should be counter to the interests of the donor, who is interested 
in social soundness guidelines, sustainability, and accountability to taxpayers and 
beneficiaries. 

If this is correct, findings from NWFADP suggest that donors in locally executed 
projects must take an active custodial, monitoring, and evaluation role. The 
csnsequences--even if justified by poppy eradication objectives--of ignoring social 
soundness guidelines in Gadoon Amazai were low probabilities for sustainability, 
waste, and the creation of a negative project image. 

I 

Gadoon-Amazai and Kala Dhaka projects suffered from design flaws in ' 
administration and management, that led to wasted effort and money. 
Beneficiaries, farmers, some of whom had been growing poppy, did not receive 
commensurate benefit, given the resources committed. Both the lack of 
accountability and the lack of appropriate technical assistance left the interests of 
the donors and the 'beneficiaries unprotected 



Sinw their inception in the 19708, the social soundnag guidelinee of AID'a 
Handbook 3 have been an annoyance to AID programming baause they slow 
dawn the p m w ~  of oblfgatins funds. On the other hand, mid soundnear 
guidelines, however burdensome and impc4lrfcct, am the only measures at AID'S 
di~poal  to help ensure rrustahability and suitability, md to see that the interests of 
beneficidea and taxpayers are protected. 

0 One problem with the nature of AID progrrunaning is its preference for moving 
large amounts of monay with the least amount of time and manpower. It was 
suggated time and time wain during this evaluation that AID could get more for 
its money if it moved to smaller and more closely managed pmjects. 

If there is a trend toward locally executed projects, it would be normal to expcct 
local executing units like the PCUs to follow AID procedures and guidelines, 

@ In the Gadoon project after 1986-1987 thae w u  simply no technical assistance 
team having the required skills and expaicnce in mid soundness analysis, the 
social sciences, community organization, govmment liaison, education, and health 
that, had it been given veto power as well as an advisory role, could have brought 
the number of engineering and construction projects in line with the absorptive 
capacity of the line departments and the needs of the beneficiaries. 

a Even when political considerations are as importsytt as in case of NWFADP, social 
and economic aspects of development activftird should not be completely ignored. 
The consequences of the failure to reckon the labor requirements demanded by new 
irrigation channels are already apparent. 

@ Considerations of maintenance issues is particularly crucial for community 
irrigation projects. More effort and resour- should have been spent on 
organizing the beneficiaries and preparing them for maintaining and regulating the 
use sf water. 

Constructing buildings and calling them schools does nothing to advance education. 
The Department of Education was not engaged sufficiently, and the social and 
human resources requirements of the ambitious spending on construction were 
mostly ignored. 

B4. Poppy Eradication and Agriculture 

If development and poppy eradication can be mixed, then the comct mixture has 
yet to be determined. One of the premises of poppy elimination is that improving 



the acomomio drcumrtanca of firowefa will lower incentives to grow poppy, The 
evidence of NWPADP thus far d m  not support thin hypothedo, 

]In theory, poppy orudication profccu m a combination of pmjact inmventionr and 
law mfomment. 'I%@ project ueru of the Northweat Pmntier Province m 
mountainour and rugpd; aome have beon d m M r t a d  PI tribal amam and the 
pwpb are uaad to relative autonomy. Hiatory and the ryrtem of exploitation have 
rerulttd in a d a m a n t  porttern of dispsrrad hamla that am nltuated with defense 
as a primary consideration. Waoidenta have traditionally been armed, and now they 
are quipped with automatic and wan mom sophirticated weaponry. 

A small constabulary force cannot patrol that areas effectively, and a large 
constabulary force can be countarpruductive, as &own in the Oadoon caoes, 
Official policy now ia to uw enforcement judiciously, rpr in tha Dir District project, 
and to concentrate on dealers rather than growers. Donwfinanccd development 
can c o o p ~ ~ ~ t a  with theee efforts, but the advantages to the U. S. taxpayer of 
becoming closely identified with another country's law enforcement activities are 
not clear-cut, and this identification can compromise the development effort, 

BS. Women b Development 

* In spite of certain cultural impediments, women can and will attend classes, if they 
are arranged with sensitivity. The director of WID programs at USAIDtPeshawar 
deserves great credit for her intelligent perseverance and for providing this lesson. 

Demand among women for education, improved health care, and income i s  high. 
In cases where these were provided women responded and there were no cultural 
inhibitions preventing participation, The failure to make grmter progress in 
women's projects is a failure of conceiving relevant projects, of follow-up, and of 
commitment. 

B6. Voluntary Organhatiom and NGOs 

The process of NO0 formation is a long and slow one, with no short cuts. 

A distinction must be drawn between a donor-hnded and donor-Labeled NGO. 
The NGO that is being funded by USAID risks being identified as USAID's NGO. 
This labeling is, perhaps, inevitable in the short term, but it is important to 
recognize this as a problem and to take steps to diversify funding as early as 
possible. There is a similar danger that the NO0 may be identified as the 
government's NGO. The evaluation team heard both labels being applied to the 
Gadoon Amazai project NGO, and there was some feeling among interviewees that 
the NGO wouM continue the bad practices of the Gadoon and Kslla Dhaka projects. 
Managers of the NGO will have to fight this negative identification. 



L i b  rocirl wtlndnom con~~idsndmr, cammlmity-barad dwdopment d o w ~  the 
Influx of money, but it I8 rr mare pdmt way of enhancing ~u~tBfnability. 



EVALUATION FXEJiD NOTES: GADOON AMAZAI 



Uft Parhavm on July 27, 1993, at 930 a.m., mivin# a$ Topi Project Coordination 
Unit office at about 1 pm. Held brief dtoculroiona wlth the Accountant and other PCU and 
AId staff, the Dimtar ia out of rtoltiota. I.& for TPrbala which is about half pn hours drive, 
wnle down in WIRPgA r a t  houm In Tarbcla, Jim and Pervez left for Swat to go to Dir 
jmjcct area, the m t  of the t m  stayed in Tarbela. 

Accompanid by Mr. Omar (Agronomist) an4 Pauline Milone and wme ladies from 
the I d  PCU office lefi for the Ondoon Am& am. All of Galloon A d  lies on the 
right bank of T a l a  dam, while all the WAPDA reat houses ero on the left bank, so one 
must cross the dam while going to and corning back from the GA fidd area. The foll~wing 
areas ant projecti were visited, all in Oadoon Amazai, Swabi District. 

Union C~uncU V w W  Subprqjecto Visited 

Uandaf Oandaf ExtGnsiorr of high achool Gandaf 
Extension of Middle School Oandaf 
Social f o ~ ~ s t r y  aandaf 
Citrus orchard Gandaf 
TUIXW~~I 807 aandaf 
Water courses 
Forest oree nunay  
Omdaf Feeder wad 

Farmer interviews: Haji Min  Khan, Nasim Khan, Khaista Khan, Maulana Adohammad 
Hassan, and Amir Hussain. 

Bisak Dugwell (open surface) 
Bada-Bisak-Malakabad road 
Bisak water supply scheme 
Bisak Middle School Extension 
Dugwell Nazar Mohammad 
Dugwell Haji Ali Oul (5) 
Social forestry adjoining B i d  
(Euclyptus, Ailanthus, Robinta) 

Farmer interviews: Moharnmad Hassan, Hqji Ali Bahadar, Haji La1 Gul, Abdul 
Shakoor, Moharnmad Iqbal, Abdul Razaq. 



Malalabold Veterinary clinic 
High #chool building 
Social E o m y  (Mdnly Et;$lyptus) 
Dugwdlr 
Orchard (citrus, batnana, almond@ 
Pinaman omhard and dugwell 
Abmdmcd dugwella (5) 

Parmer interviews: Pir Zaman, AWul Rahim, Nazar Mohammad. 

July 29, 9993 

Again with Mr. Omar, Dr. Milone, N a s m  and Zarqa, left Tarbela at about 8 AM 
and arrived in Gadoon project area in about half an hours time, The following areas and I 

projects were visited: 

Union CouncM v m e  SubpFq/octrp vlsited 

Bada Bada-hrlangalchai-Trait road 
Middle School building 
Social forestry (mainly dunthus) 
Dugwd 

Farmer interviews: Maqbool Khan, Wali Mohammad, Ali Gul) 

Dalori Government Middle School building 
Social Fmeshy 
mbgani-Dcwal Road 
Kangani citrus Orchard 
Citrus orchard 

Farmer interviews: Mohmmad Khan, Abdul Wali, Kauam Dad 

Dewal Primary school building 

Farmer interviews: Zarrnin Khan, Oul Wali. 

July 30,1993 

Stayed in Tarbela and di~:ussed VO related issues with Major Mushtaq and other 
project related matters with the pmject staff at Tarbela. 



July 31, 1993 

Loft with Mr. Omar and go to the mdnfy hilly 'Union Council of Nm. Three other 
tmmr conoiadng of Pma-Jim, Zia-Naqvi, an6 hMonaNasr#n dm go t the same Union 
Coundi. Briefly stop at Bcmg111i USAID reat h o w  where Sim an$ Pewez, Following were 
the arcaa and rub-projects visited. 

Uthla Irrigation channels old 
Inrigation chmnelo new 
Block f01135try 
Sscial fomiry 
Mahaban catchment area 

Tenantfshare cmpper intewiews: Mohammad Khan, Pir Mohammad 

Gobasni higation channels 
Farmerlshare cropper interviews 
Parba-dand mad 

Banichaba Social fmtry  
Irrigation channel 

Kapla Village organization member 
interviews (president Jamroz Khan) 
Garhi shah Md VO Member interviews 
(President Mohammad Om=) 

General Impression and Obse~ations 

Dullwells. No economic, social, or technical feasibilitia were performed before the 
sub-projects were approved and undertaken. Whoever showed up in the PCU office, with m 
application was granted the approval for a dugwell alongwith accessories. The contract to 
construct and purchase accessories was given to the owner himself. Less than approved funds 
were spent on the construction, adversely affecting the quality of the wells and their 
discharge. In many situations the owners sold out the diesel engines and pumps etc. 
provided by the project. 5 out of a total of 12 dugwells visited were stated to have been 
aoandoned. This gives credence to the earlier surveys (students and others) that 60 percent of 
the dugwells were not functioning and probably abandoned altogether. The average command 
area under each of the dugwell was about 6 acres. 

Irrigation cbsamek. The irrigation channels were not well designed, constructed and 
maintained. Particularly bad maintenance was seen in cases whaa the project gave iriigatian 
channels to individuals. One such irrigation channel visited was near Uthla and belonged to 
one PCL Mohammad Ibrahim. We walked to the source of the IC in the upper portions of 
Uthla stream. The diversion structure was completely broken and no water could possibly 
flow through the channel. We were told that the channel has been in operational for the last 
more than one year, and that the owner had no plans for its reconstruction. 



Tubclwllr. Vfrited two tubdwells locatad in the Uandof Malikabad Pldno and both 
were ready to operate but were not operating. We wen! told that the tubawells have been 
ready for the laat three yeafa, but because of soma dtaputo between the land ownwo in the 
command am and the irdfiation department they could not be opctated. 

Villall;e o r g a ~ t i s n r .  The village organizations were still not well understood and 
the members formed them on requtrst by the project staff. Soma months back some project 
officials told them that if thay formed village omanizationa thay will be given each a grant of 
10,000 dollars. 

Infrastructure, The school, hospitals, and veterinary clinic8 were well built and 
seemed to be maintained well. Due to summer vacations we could not determine the 
adequacy of utilization of schools and other facilitie.. 

Social forestry. Social forestry projects seem to have been well received and 
successful in these initial stages. The orchards we were able to visit were a ,good start, the 
trees were not in bearing yet. All these activities were subsidized and now that the subsidies 
have been removed, it is not certain if the activities will be sustained. We heard reports of 
some fruit trees being uprooted after the monthly payment of 750 rupees was withdrawn. 
But we were not able to confirm these rqmrts. 



Participants: Dr. James Ksyser 
Dr. Pcrvaiz Amir 

Local Elders: Hrqji Daud 
Zarin Oul 
Amin Ahmd 
Seven others 

Members of the evaluation team arrived early in the after noon and visited the various 
facilities including veterinary school, road track, hospital, project office which had been 
abandoned etc. We first spent considerable time just walking around the fields to see the 
maize and tobacco crop. I I the evening we held a detailed mating at Hqji Daud's house, 
We were i n f o r d  that the project had provided electricity and track roads which had greatly 
improved communication in the village. Roughly 90 percent of land in the Negrai Union 
Council was owned by 5-6 feudal lords. The% influential groups were the major 
beneficiaries of the various pmject inputs i.e. fertilizer, sad, and above all contract for 
building roads and the hospital. The hospital which will  take another 2 months to complete 
was in bad shape as several rooms were leaking. In general the quality of construction was 
extremely poor. Various elders in the village had doubts whether an MBBS doctor would 
stay in this village. We also visited a non project dispensary which wa staffed with a 
paramedic. Health facilities in general are well received in the rural areas. 

The veterinary facility developed by the project and now being operated by a staff of 
the veterinary department seemed to function well. It had the necessary supplies and the 
stock assistant was familiar with basic preventive medicine. Howwer, he was unable to 
cater to the demands of nearby areas because of lack of transpert facilities. 

Tobacco has been a very successful crop and fanner's are rapidly shifting toward 
tobacco. Although electricity has made major difference in the villages outlook toward 
development many people still w n o t  affard connections or the electricity changes. There 
was obvious waste in this component of the project as resources had also been spent to take 
electricity for over 500-800 meters even to provide a connection to a single household. 

We were repeatedly informed that other than tobacco other crops like wheat, maize 
and vegetables were not going to substitute the lucrative retums the villagers are used. to 
from poppy. It was shocking to note that the poorer classes and beggars were in a desperate 
economic state, landless, and jobless. One wonders why the project failed to impact these 
groups and improve their lot. Obviously the big Maliks had gotten fatter and the chairman 
Union Council received all the contracts. 



The team comprising YMN and ZAJ alongwith Ms. Nasreen Tanoli and Mr. 
Mohmmad Irshad (Social Organizers) reached Sethana village of Baitgali U,C after traveling 
in tho boat tiom Darband on August 8,1993 at 1 :p.m. M/S Jam- Keyser and Pervaiz Amir 
also accompanied the team. They proceeded to another villqe in Baitgali alongwith Mr. 
Irshad (soda1 organizer). A b r  climbing the hills for about 15 minutes the team reached the 
house of Mr. Niaz, The team started discussions (with the help of female social organizer) 
with the village women on different components of the project. After about 20 minutes some 
village elders arrived at this place and discussions took place. Their names are: 

1. Mian Oul - 
2. Fazle Rehman 
3. Noor Rehman 
4. Ali Zaman - 
5. Niaz 

6. Qureshan 1 
7. Maroof I 
8. Faqir Jan 4 
9. Akbar Jan 1 

J 

1 
PCL - Village elder 

I 
I - Village elder -j Beneficiaries 

Village elder - Village elder 
I 
I 

J 

Village Women 
& 

Beneficiaries 

After introducing the team's objectives, discussions were held on the following 
interventions: 

Schools. The team was informed that one GPS for boys has been completed and 50 
to 60 students are studying with the help of 2 teachers. Similarly one GPS for girls has also 
been completed but has not yet started functioning. Earlier this school was functioning in a 
h i d  building (in a varandah). The government has constructed this new building. Villagers 
were quite satisfied with the presence of these schools as they considered education very 
important for their development. 

Fruit plots. Four plots were laid out by the project staff of different fruit plants like 
citrus (malta), plums, apricots, and apples etc. The team was informed that out of these 40- 
60 percent were successful particularly the malta (citrus). The: team later on physically saw 
these plants. An elder informed us that he had sold three to four crates of malta this year. 
The villagers were taking keen interest in maintaining these orchards'but they complained 
about certain insect pests and diseases that have destroyed their plants. 



Fomtry. No forestry plots were given to this villape. They were aim unaware of 
any social forestry program. 

Water aupply. No water supply w u  carded out in tho village, However, the 
District Council had already arranged a water aupply schama few yews back. 

Health program. No facility exists regarding health, However one ESP1 round has 
taken place in 1992 whcm village womcn and children have b n  vaccinated by the t a m .  
The villaprs were not satisfied with this program and wanted a regular BHU or RHC 
bauoe  they were facing great difficulties particularly the village women. 

Rural electrification. The team noticed installation of electricity poles and wiring in 
the village. The villagers told the team that Mr. Oohar Ayub Speaker of the National 
Assembly has done this favour to them and they were expecting electricity supply very 
shortly. 

Irri~ation channel. The village elders informed the team about the presence of a big 
imgation channel dongwith a small irrigation channel which have been completed with the 
help of project. About 100 Kanals land was being imgatcd through this channel. Their 
yields of wheat and maize cmps have increased (one to one and a half maund per Kanal in 
case of wheat and 2.5 mds per Kanal in case of maize crop). The village elders informed , 

the team that they were now using improved seed, and chemical fertilizer on their crops at 
their own although they had to pay an extra transport charges of Hs. 151- to Rs. 161- Per bag 
which was very high. As regards maintenance and case of channel, the villagers were ready 
to do by themselves. 

WID activities. NFE programme was no more there (finished in 1993) which lasted 
for about seven years. Each year 30-40 girls were trained in different activities including 
religious education. The +@am could not verifjl this number and was not satisfied with NFE 
programme. Only two girls could be located in the village who were not utilizing their 
training in any way. Soap training was also given to few ladies but was not used by the 
people. In the entire village there is only one girl who has passed 5 classes. 

Village organization. There exists no village organization in the village. No body 
had ever .. :s,ited or talked to the villagers for the formation of a V.O. However, they 
informed the team that they would also form a V.O. if people of Gadwn Amazai also form 
these. They were eager to know the aims and objectives of a V.O. and were ready to join 
the proposed NGO provided they were guided and educated properly. 

Vegetable seeds. Some vegetable seeds were given to villagers for kitchen gardening 
but they have not kept any seed for future sowing. The villagers were of the view that they 
would bring vegetable seeds at their own and cultivatdgrow vegetables. They considered it 
as their fault and the project or Government were not responsible for its failure. 



General gralblm~, The village elder8 expro~sad thdr problems md felt n d s  such 
88: 

Health They were facing urcat hardship and difficulty in carrying their 
patimta to far flung rvlbas &r paying Rs. 200h to Rs, 300b  per patient, 

Rorrdu. Due to nonwailability of mads, they m facing p a t  difficulty. 
They i n f o r d  i at road could come through Oadoon Amd-Bait Oali or 
Nara which ir 30 miles away from their village aa them was no road 
canroection between Gadoon Amazai and M a  Dhaka. 

Veterislrrdan dbpensary, Due to the nonexistence of veterinarian dispensary 
their animals and poultry birds could not be vaccinated and they had to loose 
some animals every year for want of proper care. 

hve- of land. The villagers were also intereatcd in lcvcling of land 
through bulldozer so that they may bring more land under cultivation. 

Youth trahhg. The villagem suggested that due to unemployment, the 
matriculants may be imparted training either in agriculture or veterinary 
science so that they may help the villagers in these fields. a 

The team was of the view that no proper follow up has been done in this village and 
no one has ever come to motivate and educate the village men and women. The team 
noticed that there was great potential and scope in this village which has to be exploited and 
developed. Regarding the sustainability and future &r the project winds up the team found 
that villagers were ready to form a V.0 and also were prepared to start some programs on a 
self-help basis. Interestingly, it was a surprise to the team that nobody mentioned any 
promise as promises as made by the project staff as in other Union Councils of Gadoon 
Amazai. 



ANNEX A3 
EVALUA'SPQN FIELD NOTE& GABASM UNION COUNCIL, G W O N  AMAZAP 

* Located in Swabi portion of Oadoon Amazai 

Consists of 25 villages 

0 Population approx 20,000 

12 primary schmls (boys) 
2 middle schools (boys) 
1 middle school (under construction) 
1 high school (boys) 
8 primary school (girls) 

@ 1 BHU where additional facilities have been provided but no staff employed yet 

* 1 Veterinary dispensary 

Approximately 23 water supply schemes exist at different stages of completion. 
No water supply schemes seen at Dagai where women still carry water from the 
sfing. 

One rest house 

@ 8 rural electrification sachems. Only one village has electricity. 

88 imgation schemes provided 
9 hand dug wells 
15 km of road Satketar Gali and Mangal Chai Road 

Intensive discussions were held with: 

Resource :persons 
Village la~ders 
PCLS 
Teachers (male and female) 
Staff at BHU and veterinary dispensary 
Staff and beneficiaries of W E  and other interventions 
Members of the BOD of the N O  
Members of VDOs 



In addition , team members vlritsd an intmention located at the union council 
headquartera and the wlected villagaa for phyaical variflcabion, Vlllages CWarni and Man~aP 
Chai were wlecred for in-depth analydr md to detemrine the impact of the project 
intervention. 

Agriculture. Thra hundred plots of orchard with 110 plants each made up of citrus, 
apricot, and apple trees. It was aatablhhed in 1988. Them in 50 percent success and is used 
for home consumption 60-80 plots of social forestry where rate of success is less than 25 
perm t . 

Nonformal education. Tbme were 5 canters but all have been closed down, K.O. 
was successful in one of the vill~ea, BPI p g m s  has not touched all the villages. 

Voluntary organizations and NGQs. These do not exist as such but some irrigation 
channel, a mosque, and a section of the road has been built through self-help . 

Comments and opinions of elders and key interviewees. People felt that their 
economic position was good when opium used to be grown. Government made promises 
prior to the initiation of the project but did not honor the commitments. Subsidy in L 
agriculture was withdrawn and no employment provided. Only 10 percent of the employees 
on the Oadoon Industrial Estates is for the Oadoon area. With the use of spray to destroy 
the poppy crop, cattle and other crops also suffered. 

General Findings 

Benefits were acknowledged from the road built which has cut down the travelling 
time. From UC Gandaf to to U.C. Gabasni it takes about 1-112 hours. The road 
is an unmettaled one. About 70-80 vehicles ply daily. The O&M is undertaken 
by the people where announcement are made on loud speakers and help is sought. 
About 2QO kanals of land has come under the road. 

After the establishment of the schools the literacy rate in the under ten year-olds 
has gone up and female literacy is also visible (for school going age). 

L 

With irrigation the yield per h a l  has increased by 33%. O&M undertaken by 
those who benefit from the irrigation water. 

+ Dug wells have also helped in meeting the water requirements, one of the woman 
owns a dugwell and has a social forestry plot. 

o The agricultural program where plots were pmvidtd has come to a standstill where 
each plot holder was provided Its. 750 p.m. for 3 years for orchard plots and 2 
ycm for social forestry. With the withdrawal of the wage and subsidized input, 
the community ceased to maintain the plots (some felt the constraint to be back of 
water while others did not see the value of these plots). They only maintained 
them for the cash money they used to receive monthly. 



@ The concept of V.08 to undertab davdopmont acdvides wlthout financial support 
is not felt to be fwible by tho community. They felt that the j i m  ryrbm with 
conaenaur can aes to the community'r needs but development need6 cannot be mat 
without government or donor help. They ware not clear about the role of the 
NOO, 

This is the largest village in the Union Council 
Population is about 5000 perms 

General Findlaw 8 

Opium has been eradicated and replaced with wheat and maize. Initially the project 
was opposed, only after making economic and financial commitments the pmject was allowed 
to p r d .  However the commitments made were not fulfilled iad the community is bitter 
about it. 

Observations. The distribution of benefits s#m to be skewed more in favor of the 
rich who own more lands and are strategically located dosa to the roads. This, however, is 
a logical outcome of the type of interventions (channels, agricultural subsidy, etc.) that were 
being implemented. Although development has reached the area, but the economic needs of 
the people are yet to be met. 

Roads. About 20 vehicles ply daily. Mostly Datsun pickups. The major road into 
the village has been built from the MPA fund. Roads have led to the opening up of the area 
to internal trade, use of fgcilities (schools, veterinaxy dispensary); and transport of patients 
(esp. women) who can be taken for medical treatment. 

Schools. There is a government girls primary school (under construction). The 
concept of female education is not alien any longer, but the sustanability of interest will 
depend on the government's commitment to carry on (motivated teachers ~ n d  lack of 
absenteeism of staff, etc.). In addition, the building is not yet complete and it is hoped that 
the investment already made will not go waste. 

Irrigation. There are about 9-10 channels in the village. Incrcase in yield due to 
availability of water and inputs is 25 percent for wheat and maize. In addition, the 
community is prepared to undertake the responsibility for O M .  All the channels are 
functional approximately 50-60 kanals of land c a ~  be imgated by each chamel. 

Health. A BHU has been completed but staff are not yet in place and the unit is not 
functional. 

Water supply. One water supply scheme exists in this village which fulfills the 
requirements of most of the village. O%M is undertaken by the local community. No dug 
wells found here. 



EkWlclty, Most of the villa@ haa electricity, 

A&ultun. Thm were 30 yloU of orchard with 110 aapllng p r  plat. There wen  
made up of npdcgt, peach, apple8 e&. mort of thaw plot have csPrad te exist. Three mid 
forestry platr had ken pm1dd with 2000 vlpling par plot none miat. 

Voluntary d e v e l o ~ r i t  orll;onizrrtioar, It 8 W  in 1992. Pmiously there w u  a 
Oabasni welfare wciety, This VDO h a  43 m e m k r ,  Its aim L to gather avings for self- 
help. They have a llat of activitica that they would lk to undertake, B y l w  have been 
framed and they are in the prows of Mng registered. 

9 office buvers 
24 meetings held 
Savings:- Rs. 5730/- in the ]Bank at Topi 

There is scope for local level dwelopmcnt with community participation as it is not a 
new concept in the village. However the V.D.0 feels that without extmalldoner funds they 
will be unable to undertake an major development work. They arc also unclear regarding the 
role of the umbrella N.O.O. 

Nonformal education. Them used to be a center that has been closed down. 
Knitting, cutting, embroidery, religion education, hygiene adult literacy classes were 
provided. K.6 was also introduced and a number of plot provided. 2 C o u m  and 1 
examination was held. The beneficiaries acknowledged the value and need for the center, to 
help in income saving and income earning (through tailoring and embroidery). The plots 
seem to have been provided to the richer women only. In some rudimentary form some of 
the plots exist. 

Village Managal Chai 

Population - About 8000 
Cultivable Area - 7000 Kmals 
32 km from Topi - 19 Km from Gabasni 

Roads. Bada Mangal Chai mad. The road is not metalled and the quality is poor. 
The rocky mountainous terrain makes it more difficult. About 10 cars ply daily. O&M is 
undertaken by the villagers on a joint basis where subsequent to request over the 
loudspeakers every one lends a helping hand. 

Schools. There are 2 girls' primary schools, each of thesc: have b u t  3 0  students 
and 2 staff. Awareness regarding the value of female education exists. 

Idgation. There are about 5 irrigation schemes in this village. One scheme is 1300 
fi long and imgates 100 canals of land; another is about 900 A long and irrigates about 70-80 
kanals. What and maize arc cultivated and where irrigation schemes exist the yield per kana. 
has gone up by 113rd. 



Wabr supply. In 1989 Phorrcr f wrs complwd at rr cost of about Rob 23 Irrkhr, 
P h w  Il which )wrd been ifiitirted waa stopped and the money diiburrcsd war died, 
Avdlabiliby of water lo a N o r  problem Iri this ma, 

Vstcntinuy &paauary. A buildiq hu ban conrtauctd (3 momr, 1 v m d a h ,  1 
lathe). S t r r f f e x h b  However, them Ir lack of dhincss.  About 10.12 animals are brought 
daily. When medicinas are not available pmdptions are writkin out. 

A&ultum, Abut 25-30 orchards had been provided of 110 planta each mainly 
made up of plums and citrus, HCYW~VBT, with the withdmwd of the monthly druy and lack 
of water, most of tho orchards have c u d  to mist. Thm ware 15 social fomtry plots 
made up of eucalyptus eta, where about 5 pran t  am left. 

The= seems to be a lack of interart in the community for theat plots and the long- 
term value of this m u r c c  ie Beyond the pmqtion of the heficfaries. 

Women in Development. Them ured to be a centre but it has bcrm closed down and 
there docs not a a m  to be much interest for it. 

Voluntary development organization. A welfare organization exists with 50 
members. This however cannot be taken as a development organization. 



A ccvrmpfimin~ HMN and Zia AlJWy d v e d  1228 p.m. at 12-19 p.m. at Nara 
Union Caundl dongwith Mr. Nmr M e l ~ a m d  (Rmurce pcnon) on July 3 1, 1993, Nara 
is locutad a b u t  57 Km from Topi, 

B, Sallent Characterlstb of Udon Council 

This Union Council has 37 villqes Ofst attached). The total population is around 30 
to 40,000 and area is approximately 000 acma. The facilidaa available am mad, Ck~tricity n 
your village, two subpo~t ofticas, one high school, four middle schools, 8 girls' primary 
school, 30 boys' primary school, 1 field asiatant, 1 rtock widrant, 1 dispensary and 3 wheat 
flour machines. A te1ephone axchange hrar dm baen InsWed recently. 

C. Interview with Mm Gul Jan 

The discussion took place in the HIIjra of Mim Qul Jan, a big khan, local leader, 
ANP councillor, and a member of BOD of the NOQ. He has rendered huge mica in 
stopping psppy cultivation in the area in the beginning of th~ p g m m .  He haa also rendered 
his services in mobilizing and motivating the papulatiim ot Uaim Council and his villqe for 
coopex91;ng with the BPoject Staff. He began by indicating that the rurd population arr, most 
pleased with the approachable road, of which 9-10 Krn p a d  tlw: rough thdr Union 
Council. It has dramatically improved aaeu in and out of the a m ,  brhgiq an increase in 
business and d c c .  He also welcomed the electrification and dm approved the efforts to 
strengthen education and h d t h  through the addidon of 3-4 rooms in the local high school 
and construction of buildings of a Rural Health Center. Tho best among the projects 
completed in this Union Council have bear potable water supplies in Kapla and Bela. The 
team wao shown a Tehsil building which is almoit complete and will be used by the Tehsil 
staff after sometime. 

Thi~ I d  leader (an old man) was of the view that some changes have occurred 
during the last ten years due to the efforts of project staf'f as W as the local leaders 
including project committee leaders. He pdcularly mentiofid improvement in agriculture 
and forestry in this ma. He pointed out some Behicimcitj in planning activities and strategy 
of the project. He was of the apinion that the rural w l e  or vihgm w w e  not consulted, 
guided and motivated. He also r e f d  to lack of coordimtion between different qencies. 
Regarding the future, Mian Ciul Jan was not very hopehrl b w c :  these seemed no specific 
mechanism for sustainability He was also not satisfied with the progoscd NOO of which he 
is a member of BOD. In his opinion the objectives were not clegv and villagers in general 



were not fully awam of the non~LIRllmmt of pmmlrsr made by the project a u l f  and 
#anrtrlly the villagrrtrr wara net ,retirfld with the ovmill perfamance of the proj~t .  

Tho tam comgridna NIW and Zia Al-Jalaly held di~cur~~ionr with the following 
village aldm en July 31, 1993 at the HujdDara of Mian Oul %man, 

1. Mr. Pntif Wan, prsaident V.D.8. 
2. Mr. Mohamrrmd Pmaiz, Primpry achaol teacher and secretary VDQ 
3. Mr. Shaukat Ali Khan, Middle school teacher 
4. Mr, aulab Sher, a fkmrm/beneflciary 
5. h4r. Waqllit Ali Khan, brc#wruer, VDO 
6. Mr. Niaz Moharnmad Wlan 
7. Mr. Fma Khan (studant 9th elm) 

After general discussion on different aspects/csmpnents of project, the d i f f m t  
interventions were discussion regarding this paxticular villlage. 

Road, They were quite satisfied and happy about the road becauso it has greatly 
helped them in facilitating their daily routine acdvitier ao well as in agriculture marketing, 
On ars average 9 to 10 vehicles arrive in this villerge, The team was told that villagers would 
be intemted in repairing and maintenance of road as & when needed. 

School. The villwe elders were also happy to note that 3 4 rooms have been added 
in the school (which is the only one in the entire Union Council). Presently these are 11 
moms with an enrolment of 500 students and 15 teachers, The result of this school is quite 
satisfactory. The students however csrnplsained about the non-availability of a science teacher 
without which they am facing a p a t  difficulty. The tcam waa informed that general tend in 
receiving education is developing amongst the villagers. A few leaders suggested that the 
school may be upgraded to Higher Secondary k e l .  

Government girls primary school. TI.?% team was informed that the building has 
been constructed but claw% have not yet started due to different reasons. The viblagers arc 
ready to send their daughters for education. 

T a i l  buildng. The team was told about this building. Accordirhg to the village 
eldm this building would be used by the revenue and administrative staff in the interest of 
this Union Council. They were, )lawever, not sure &out the typs  of hefits which they 
would nceive. 'IM village elders were new consulted about the need and construction of 
the buildings. 

Rural &alh Ctnter. The team was infrlf .-.* A t h t  rr#: building wards, staff 
Ireaihccs and quarters are Jmmt c c m p l ~  bvt . ' . I  r . . m t  hi not started iti funstions. They 
were happy for having this facility which wcdt: I .. 4 ' 7 imgmre their health. 



VHrrlnrry dlrplaury, A vetbtlnuy dlapsnwy h u  been bdlt nnd tuncthnlng with 
tha hdp of r rtock d s t w t .  On m a v w o  10.12 ullmalrlchickm us brousht for 
tmtment, T?wy howrwr, oomplrlnd about the non-availability of mdlcincr. Aceording to 
them atdm k#rcrfitr have m h e d  to thoae villagero who had nnimds, 

Apknrlture plotre Out of 18 ploto, 3 plotd (orchardr) having apple#, plums and fip 
are ruccarrful, Howww, a n u m b  of progiwive human in the village rue ~~y urinpl 
chemical f d h m  and intemt in adoptin8 qrieulturP1 technology. 

Fomrtry plot& Two of ths plot8 which worn laid out by the pmject sMf are not 
ouwearful, The v3t1agm are however Ltaated in miring f m t r y  plants p w d e d  they are 
given plants d thdr choim at the Ldht time. The villagers w m  ready to put their own 
labor into .,uch programs f a  improving their qiicultum forestry and orchanh if thcy are 
provided nsceasary input including ~uidance by different gwemmcnt functionaries. 

Ehtrlfication. Rural electrification has recently bean done in this village and the 
local leaders cxprerwe8 their satisfacdon. 

V-e organization. The team war informed that a VDO was established in 
I February, 1992 having 30 members with a of Rs. 600/-. The praeident, secretary and 
I 

treasurer were dm peaat .  The office bearers informed the team that thcy have held 3-4 
meetings ro far. The teain was not ahown the relevant registers pertaining to VDO. The 
president of VDO, Mr. Latif Khan was not aware about thia organization which w a 
surprise to the team. The office bearem had no knowledgo about the formation, functioning, 
and airtla/obj~tives of the organization. They had no lmwledga about the fuhm plans of 
V.D.O. or NOO. Even Mian Oul Jan who is a member of BOD was not clear about the 
VM) except that certain commitments were given by the pqject staff (QFMT) that an ' amount up to Rs. ZOO,OMU- would be ~iven to VW for Covrying out d i f f m t  developmental 1 

3 activities. 
'I 

When the team asked the village elders about the future dwelopmcntal activitica after 
the Oodoon Am& Project, they were informed that they were not clear about their future 
asi no one had guided or informed ur exapt the  GO. They complained that some promises 
me made by the Project Staff in the beginning but not fulfded. They particularly 
mer,tioned h u t  the jms in the Industrial Estate and provision of other facilities l i b  supply 
of mtion on d u d  rate, concession in electricity charges etc. etc. In order to ensure 
sustainability, the v i i q e  elders indicated that they would do every possible thing provided 
they are guided and educated about the use and fbnctionr of VDQ or NGO. 

Agrkulturc/fomtq plots. Out of 10 to 12 fruit plots, 3 to 4 are successful and one 
plot is partially mccedd. Therefme, the leaat swxafhl sf their projects have been the 
fruit orchards and forests, when swival rates have been low. Accord@ to village elders 
planta were not available at the p r o p  time and maintenance funds tm limited and thoae too 
wets for a shorta period. No fallow up viaits were made by the technical staff for their 
guidance and education, they asJerted, 



Rmd, The villnge eldera expraaed urtfrfactibn ever the rcccurribillty of rorrd which 
Is helping them in diffmnt ways H k s  wrying their padata t9 horlpitalr, agrlcultuts 
marketing, brlnalng hwlchold utlclcl fmh~ fu flung ~u md helpin8 in pmvidon of 
d l f f m t  ftdlltb a#. alrculcky. OII an av~tpee 8 to 10 vehiclar come to their villqe, The 
villwe olden ware worried &out the fu;'utura mointmurce of the mad, In their opinion it 
should be bWk tapped if it ir to rurvivs proplerly. They thou~ht  that it was the 
mponrribllity of the gavmmmt. 

Village orllpalltatianr The t a r n  w informed h u t  the exirmce of a W)O which 
was formed 6 month8 ago with r total membmhip of 38 membm and osrvitigs upto Rs, 
1 1001-, They have ao far held 14 to 15 meetings. The vfllalpo eldm were not very much 
aware of airna/objectiva and functioirs of VDO. They alm had no knowledge about the 
relationship of JrDO with PJQO. Some eldm ware of the view that a reasonable amount 
upto 10,000 US$ would be given to them to cany on certain activities as they were told by 
some of the Project staff during fmation of so. 

To eimm euatainability, the p u p  indicated that thoy should be given a reasonable 
amount so that they may start some programs through their village organization. The village 
elders were not happy over the performance of the p j e c t  and they also made complaints 
that thd project was not run according to the promises made to the people. The village 
elders wen of the view that due to poverty they might switch ww b poppy cultivation. 

Kapla Village: Gnwp Intmiow with Village Elders, July 31, 1993 

The team (HMN and W) arrived at Kapla village alongwith Mr. Noor Mohammad 
(Resource Person) at 2.05 p.m. and held meeting with village eldm in the Project Rest 
House. The following village elders were present: 

1. Mr. Ali Haider, a farmer and beneficiary 
2. Mr. Shams Khan, " w 

3. Mr. Naimat IChan, PCL, s h o p k e e p  
4. Mr. Gul Rehman, PCL, h e r  
5. Mr. 13rahadur Khan, a farmer 
6, Mr. Haider Khan, a farmer 
7. Mr. Sharnsur Rehman a farmer 
8. Mr. Mduk Khan, a farmer 
9. Mr. Safdar Khan, Numberdar 
10. Mr. Munir, 
1 1. Mr. Shahid Khan (a matriculate) treasurer VDO 
12. Mr. Sar$j (a mm-matriculate) 
13. Mr. Niaz Muhammad 

This is a small village, sintsrtcd SO km ftom Topi with a populaticm of 80 households 
(600-700) and an area of 1500 Kanals (approximate). ;'he Wowing in!mentions were 
discud: 



Water nupply, One rchsma of watar rupply iu 81ving great baneflt to the paopls. 
Prior to thivl shame tho villqprr ured to face great difficulties in getting potable warn. 
According to them eldm the h d t h  of the populadsn liar moldclnbly impmvrad and now 
their woman csln dwote maximum time to their hourcrhold actividea. The villagem did not 
sas any problem maodsrted with opantins urd mainraining thia wow rupply acheme, 

]tnrllletlon &me. This rcbme ia providing irrigation facility to tl00-900 B(5anals 
and tho farmer8 sur, ~rowirng wheat and mrlze coapr, Th& yfelda have inc& (25 to 30 
percent), rhey an howaver, mmed abut  the future maintenance of thie channel, 

Rural alectdflcntlan. The villaprs w m  stififled with this scheme which is 
providing them gmt  facility. Alt the villagers are getting benefitr out of this scheme. 
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ANNEX B 
EVUUATXON FfhC1l) NOTE& KALA DHAKA 

Krla Dhaka, a provincially adminirtsred tribal region of Northweat Frontier Province, 
l i a  in Manaehra M~trict of fmer Hama (now 'Manaohro) Division. It has a population of 
303,000 Uving in 253 villager and spread over 254,000 ama. M l s  r c ~ d i n g  each of the 
five Pushtun t r i k  of Wa Dhaka are given in the table below: 

Tribe Population No. of villa#ss A m  (acres) 

Total: 303,000 253 2M,080 

With respect to land use, availability, and cultivation, the following data were 
provided by the Department of Agriculture, Mansehra. 

Cultivated Acres Uncultivated Acres Total 

The area under d i f f m t  crops is as follows: 
1 

Maize Wheat RiceJpaddy POPPY Fsrcet Total 

Two days were spent in Mansehra holding meetings with USAID and PCU staff, 
some line agencits, and the deputy comnmissioner. me Kala Dhaka region was itself 3-4 
.hours drive from Mansehra and was visited on August 8-9, 1993. No@ of thew visits are 
given below: 



A p p m h  to thc northern mas of 1Wa Dhaka ir via Thokot on he main KK 
hiahway. Driving natheaat tpwudr Oil~lt, T W t  i8 h u t  90 h from Mrnmhn and 114 
km from Abbotabrrd. 20 km towards Manaehn ir htpn where we rtoppsd to have tea. 
Another 30 lun ftam hem towada g u t  L Birham, but we left the WH as well as the cm 
near ThWt and cmsaed on foot a brfdga on a smrrll tributary of Indua, On rented pickups 
traveled wuth along the left bank of Indus. All along the ts14 bank ir Wa Dhaka ~ t c a  ( u d  
to be catled H8zara Tribal until r m t  yews). On the other side don8 the right bank of river 
Indus la Swat am. The area ie green, pktumque, and vary mounleainoua. The gl~per rue 
suep and the shin8led m track road is in very bad condition and at plPceo rb mely  
dangerous. This ia mainly W k h e l  territory, but a luge number of Akhunaikhel, the Syads 
of the area also live here, The following villuga wem visitnd. 

Sad0 Khan 
Dawar Mira 
Kand 
Mator 
Arbistan 
Shawe Koi 
Zizarai 
Shadag 
Cham 
Shagai 

The following persons were interviewed in the northern Sado Khan and Shagd 
clusters: 

1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 
10. 
11. 
12. 
13. 
14. 
15. 
16. 

Zarmadan Khan, PCL of village Sado Khan an Akhundkhel 
Noor Khan, PCL village Kand 
Miraj Amir of village Mator 
Omar Sarab of village Arbistan 
Siddiqe of village Arbistan 
F a d  aahim of V-c Mator 
Sher Afzal of village Shawe Koi 
Ashraf Khan of village Shawe Koi 
Shammz of village Shawe Koi 
Mulla Sahib of village Zizarai 
Munir Gui of village Shadag 
Syed Shah of village Shadag 
Zarif Shah of village Cham 
Einur Rehman of village Shagai 
Latif Shah of village Shagai 
Faridun of village Shagai 



The following rub-grojecta were visited: 

Sado Khan Clurtclr 

1, Srrigadon channel at Sado Khan 
2. Warn #upply oyrtam d o  Khan 
3, Irrigation channel Khand 
4. Social Poreatry khand 
5, Irrigation channel ahawe Koi 
6. Sodal Porntry sad0 Khan 
7. WSS Mator 
8, Irrigation channel Arbistan 
9, Social Fomtry Arbistan 

Shagal Cluster 

1. Water supply scheme Shapi 
2. WSS Shadag 
3. WSS Cham 
4. Social Forestry Cham 
5. Social F m t r y  Shagai 
6. Irriaation channel Butooo Banda 
7. WSSIBHU Shqai 

August 9, 11993 

The southern entry to Kala Dhaka is through Darband, a town on the banks of 
Tarbela lake and Indus river, and about 2 hours drive from Manehra. The Poad pcls~es 
through Oughi, a sizable town and markt for Kala Dhaka midents, but populatexl by 
Hindko speaking Tanolis and other tribes. The track f b m  Darband north was closed due to 
a flood in one ~f the Indus river tributaries. So we took 3 boat upstream from Darband. The 
mas close to D-d on the right bank are inc1uded.h Baitgali Union Council of aadoon 
while on the left bank lies Kala Dhaka. The tribe living in the southern reaches of KD is 
Hassanzai and for some distance they occupy both banks of the river Indus. About 2 hours 
upstream navigation brought us m an area where the right bank was inhabited by MsdPkhel 
tribe, the left bank still Hassanzai territory, but not fat from Alrakhel tribal tenitory. The 
following villages, all Hassanzai w m  visited: 

1. #andar 
2. Kotkay 
3. Nawe Killi 
4. Kambela 
5. Kianae 



The following parsons w m  intarviawed: 

1. Noor Smad Khan of village hdar r PCL and Marshrv 
2. H4i frfq Dad of villqje Klanae a PCL and alder 
3, E L  Mok9mun Khan of Kianac 
4. Abdul ishakoar of btbrs religious and tribal leader 

The following subpmjectm were visited in Kandar cluster: 

1. Warn supply wheme Knndar 
2. C3PS Kobe 
3. Irrigation channel KamQcla 
4. Irrigation channel kianac 
5. WSS Koha 
6. Social Forestry 
7. Social Fomtry Kambela 
8. Social Forestry Kim 

1. Schools and basic health units got some minor and at times insignificant repairs, 
white wash and paint. Although usefil but not wry impressive and not ag 
expected by the people. 

2. Water supply schemes are by and large functioning, although in some cases the 
maintenance was very bad. Most villages close to the river bank prefer to use the 
"Sin" i.e. river water, because in the summer it is colder than the piped WSS 
water. People still do not realize the dangers to health while drinking Indus river 
water, which passes through at least three major towns upstream. The general 
feeling is that the river water is sweet and healthy. But the importance of 
provision of potable water can not be denied, and wer time people will get used to 
it and realize the benefits of potable water. At this stage whether provision of 
WSS was a priority need expressed by the villagers themselves before thw 
projects w m  started, remains a question. People do have more pressing needs of 
roads and health etc. 

3. Imgation resources dcveltqment is the most important need of Kala Dhaka area. 
A tatal of 13 irrigation channels were initiated and all of them have been 
completed to some useful extent, although some work remains to be done in almost 
all cases. The fanners in this a m  seem to be more interested in agriculture, take 
it more seriously and it provides subsistence living to majority of the area 
residents. Large tracts of fertile land can be brought under cultivation, if adequate 
irrigation fkilides are provided. All types of crops can be grown, and in fact 
some fanners tqmssd interest in raising animals if irrigated pastures could be 
established along the slopes. 



4. Umhl dlrcurrlonr wets held with the village o ldedmtw about the property 
tighu, land dlsvtburion syWm, nnd ths orlbal osdd organization In the arer. 

5. The following village orgmizntionr have h formed: 

North 

South 

The aocial organization work has atartcd fn mmast only 1-2 months ago. The 
villagers have no understanding of the conceptr and buic philowphy of wlf-help 
baaed village organizations. Even tha rociPl oqanhma rue uncurtain about their 
work, iu procedum and objectivu. The villagers and members that we talked to 
thought that the f h n g  of w e  organhations wars jurt a prerequigb for 
receiving project funda, Thlr situation ir underatandable r i m  it ia widely acceptad 
that for remote tribal amas like Kptp Dhaka, at leaat for wme initial years, the 
villagers can only be organized around rome economic development activities. 

6, The PC1 as well as othem interviewed complained of mismanagement and 
embezzlement of subproject finds. We were told that kickbacks were demanded 
not only by the PCU staff but also by the banks and d l  othm involved in the 
project matters. The social organizers explained that one cause of the complaints 
was that for the laat few yean the PCU engineers were handling all construction 
and expenditure work themselves. The P C h  wanted to do those jobs themselves, 
as was the case in Qadoon Amazai. Only since early this year it was decided to 
hand over the construction work to the project committee leaders. Unfortunately 
this was too close to project subsistma completion date, and not much funds were 
left to expend., According ts the social organha the PCL were unhappy because 
their expectations did n-at came true and were thus axpnssing their fnrstnttion. 

7. The social fofcSory plantations as well as the now crop varieties introcDud seem to 
have been well received by the population. Incentives and subsidies w m  involved 
at all levels, and it is only now that the incentives arc being removed. What 
happens after subsidies Rave been remwcd remains to be seen. 

8. The social organization of the KD tribes is not well undmtood by the project and 
others involved in development work. No efforts seem to have beexl made to 
undertake t h m g h  studie~ of the traditionai systems of tribal hierarchy, 
l d m h i p ,  and even the jirga system. Reports of village surveys conducted more 
than two years ago am not available. 



Tha team cornpflsring HMN md ZA3 dongwith Mr. M o h a m d  Irrhad (social 
organizer) and ghhlda TmoU, (lady sodr9 qrurir;cX) w h e d  K a y  vlllape b) travelins on 
b a t  from M a n d  at 10 A,M. on Auguat 9,1993. Thcr k t  took abut 75 minutes, 
Diwuagiane wem held with the ballowhg at a r ahophotal in Katkay W: 

1. Mr. M~hammad Wahab (Imam of a moqw) 
2. Mr. Out W w b r  (Village elder) 
3. Mr. lbmhim Khan (a villager and owner of the shop). 

In the befining Maulana Mohammrrd Wahab and his companions were not willing to 
talk but lam on were pcnuadad by the team to ; o t &  After ligtening the objectives and 
nature of work of the team they weye ready to talk. The following intc!rvcntions were 
discussed: 

Xrrigation ichornnel. An irrigatim chamel was identified and approved In this village 
and fust payment was mde to Maulana Mohamd Wahab (PCL). Diuing of about 1200 
A. channel took place but afterwards some village politics dish!rbcd the completion of the 
scheme. Accmding to Mulana Wahab the Project staff selected another person for 
undertaking this irrigation channel without consulting him or the villqers. Due to this act of 
Project staff problems were mated in this village and the scheme remained incomplete. Due 
to this reason these leaders had earlier refused to talk to the team because it might mate 
trouble amongst different-groups in the village. 

Water supply scheme. According to these village elders this scheme wa9 constructed 
by the project s W  in Kotkay barn and is benefiting tile shop/hotel as well a Priman School 
located about half a KM fiom the bazar. The village already had a water supply scheme. 
These village elders were not very happy with this scheme as they thought that benefits were 
not utilized by a large n u m b  of villagers. 

Government primary school (repair and mabtcnance). The team visited the 
school building and observed that the floors of two rooms have beem plastered with the 
cement and paints have been done on the doors ek. A ammt post for raising flag has also 
been made. The village eiders were not satisfied with this type of work. 

Numry.goctl foreetry. A nunay wer on ami of 6 - 8 Kanals was established at 
an annual m t  of Rs. 4800/=. Five persons like Chowkidar, Malis etc. were also posted at 
a cost of Rs. 4500/= per month. Poplar and mulberry plants were developed at this 
nursery. The villrrge elders ume not mtisfied with this nursery because they felt that they 
already had sufficient forest plants. The interest of the villagers in this scheme was limited 
except that some persons receiving benefits in the form of rent and salaries. 



F m  mobk b d h  c U .  The ts~m was informed that anly once r team had come 
to their villap for vaccinating their children ad womea. 

EDsskcsping. A v i l l ~ s r  namaly Sultan Mohommad was trained in beekeeping and 
discussions took place in detail. He has rrucawfu11y dsvdoped two other boxer (hunt%) but 
due to raatons unknown the colony has bsen diahtrbsd and ha could not get (-1 honey this 
y w .  He, however, was flrm not only Ber, to continue this scheme but alw wantad ta Wain 
other villagers in beekeeping, 

Kitchan gardab& The tam visited the kitchen gardening prosram and m a  with 
few Sadiea particularly Mrs. Beladal who had dm received training aa TBA. In this village 
the community had given six marlas of land fm growing different vegetables. The lady 
member of our team (ZAJ) visited she site and saw wme brinjal, gourd, My finger, chillies 
and cucumber plants. These veoetables were grown more like a wild p h t r  and had no 
planting quence. The; village women informed that they w e n  not given any technical 
advice. Some plants have beem attackcd with ~~ and they did not know any method to 
control. According to these village women, they wauld still continue growing these 
vegetables on their awn either through the saed which they have oavcd or would ask their 
men to gct geed fram Davband or Mmsehra. 

TBA tminhg. The village women informed that out of seven women trained, two 
were still there (Oul jan and Mrs. Biladal) but they were not practicing. 

After indepth discussions with the village elders a 4  women, their problem smmed to 
be of a health project b u s e  they were of the view that they have to pay an mount of lb. 
1000E = to the boatman for taking their psrtimt to Darband, Oghi, or Mansehra. Thc' were 
neither interested in rocid forestry nor in electricity or mds. Thdr pfiority is a basic health 
unit. Although there is no village organization in this village, the villagm seemed to be 
rcady for forming the same provided they am properly guidd and educated. The villagers 
however, complained that no 80vemment worklofficipl or project stoff had visited this 
village (except a fw times in connection with the project m a w ) .  The w o r n  in this 
village were also kcen to do certain useful things if some one trained them in ccitain 
activities. The team found villagers v q  courteous, faiendly and mxptive in all rqmts.  



1. Mr. 
2. Mr. 
3, Mr. 
4, Mr. 
5. Mr. 
6, Mr. 

Tha following intervmtia~s were dimusd: 

Sapmkinlg;. Two women have been t n d d  in this village while one marm waa 
imparted training in mapmaking at Pcshawar. Very little pmgms h u  beta made through 
this scheme. 

Betkorping. One man has been trained and he had started a box but no succes% has 
been made due to aome disegse in the colony, 

V-bk set&, Some seeds were distributed but they have only used for their 
house consumption. They have not collected seeds for future through sad multiplication 
procsss as nobody had ever visited this village after distributing seeds. 

Free mobile health clinic. The tam was informed that only once a team had come 
to the village for vaccination purpose. They had also given gome medicines and vitamins, 
syrups etc., but those wen  not sufficient far all the population. 

Agriculture and forestry plots. No agPiculhrre plots w a r  given to this village, 
however, 10,000 plan& conccming fofwtry like Khona (wild olive), paiosa (phuhi), Ekkisn 
and bamboos what??? etc. Same success has taken place particularly with bamboo 
plantdtms. Tho village aMsn however, complained that the villagers fiom the upland come 
to this village and destroy their forest plants and bees. 

Improvcemcnt in yields of crops. Although no specific prqramme %as initiated by 
the project s$ff yet they wae using improved aced ond chemical fertitipcr. Their yields of 
wheat and maize crops are 8 maunds and maize 7.5 maunds per Kanrrl rupmtively which 



The t a m  was p l W  to note that sufficient potential fix lscrll IcrdenRip development 
through 'VM) was available in thfr village. Unfortunately they haye not txm guided and 
trained &out the objectivss and krwdonr of the VM3. Ocrrmlly the villagers wen found to 
be quite friendly and courteous with the team. They have p h o  in their minds for vilw 
planning. The interesting thing which tk tm noted wr that they never mentioned about 
the outside Mp ox showed any dqrendena on the Govmmeolt. They cverr complained to 
the social arigvnizrsr (who was with the tcom) that he had never visited their village since July 
13,19!P3 and r a ~ u  him to visit them for future guidelines. The teun fonrned Ms 
impiessicm that bere seems to be no specific atram and methodology with regad to 
formation of VDO. The villagers were not isplainad correctly about the aims, objectives, 
functions and future of villqe organization. 
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ANNEX C 
EVALUATION mIB NOTES: WOMEN IN DEVELOP- 

Interviews of Women 
Gadoon Amazai and &la Dhaka 

I 
Villages of Gandaf, Kabgani, Besik, Malikabad, Dalori Bala, Devil, and Nara 

Discussions were held in NFE centers and in homes stimulated by the following 
questions: 

"Which components improved your life?" The NFE is the best part of the project. 
We want the NFE to continue since it offers education when there is no primary school. We 
don't want the NFE to leave our village. It has made a difference in our lives. The second 
best part is the girl's primary school. Third is roads since it makes it possible for teachers 
and instructors to come. We need more than one girl's primary school. There have been 
too many broken promises. We were told we would get I§ girl's primary schools and we 
only got three. We want girls' schools sited in the village; not off in some isolated area. 
We were told we would get NFE certificates of completion and we never did. We want 
education for our children. There is a need to upgrade the girl's middle school to grade 10 
and include science courses so that girls can become doctors, LHV's, dentists, and nurses (a 
woman teacher). For me, it has been the kitchen garden. I never had a chance to go to 
school. So, instead I try to learn to grow vegetables well. After the kitchen garden kit 
supplies were used bp, I had to use dung for fertilizer, and production decreased. I still am 
able to grow many vegetables for my household though. I would like more advice. 

"How about improvements in the water supply?" There is not enough water either 
for drinking or for irrigation (Nara). The Ground Water Tanks (GWT) can muse sickness. 
A snake got in the GWT and caused the cholera deaths in another village. We were immune 
because we knew about Oral Rehydration Salts (ORS). 

"How about the health component?" The lady health visitor (LHV) has never visited 
our village. We prefer having our babies delivered by the dai who charges rupees 300 for a 

:= boy, and rupees 200 for a girl. She is more experienced than the midwife at the Basic 
Health Unit (BHU). We have less children than our mothers did. There are no family 
planning supplies at the BHU. We want family planning after we have four or five children, 
but our husbands do not want to use contraceptives because they think it is illegal from the 
viewpoint of Islam since children are a gift from God. Some educated husbands allow their 
wives to use contraceptives. Some women don't tell their husbands but go to a lady doctor 
in Topi for contraceptive injections. 

"Has life improved for most people in the village since the project was initiated?" 
There are too many poor people (Nara). They don't have decent clothes or enough to eat. 
About 30 percent of the people are in great need. Please do something about it. Women 



are glad that there is no more opium growing because it was too much work. It is the men 
who want it. 

Interviews of Women and Men 
Enroute and at Kala Dhaka Villages of Niway Killay and Kandar 

(On k t  to Niway Killay, homeopathic doctor, Dr. Kalim Ullah): The KDADP 
reconsturctcd a boy's primary school for the villages, Marrir and Nadary;the girls' primary 
school was establshed three years ago. We have four dai who have not yet been trained by 
the BHU which is one half kilometer away. Many of our animals and chickens have died 
because the veterinary services are five kilometers away. The best KDADP components 
have been fust the roads, second health and education facilties and WSS's. The women in 
the villages want income earning training. The men are laving. If there are four men, 
three will go to Karachi. 

Niway m a y  and Kandar Villages 

The best KDADP component is the track. We like the kitchen gardens and grow 
corn, okra, cucumber, and spinach. We eat the vegetables ourselves and give them to the 
children. We just harvested a lot of onions. You can see them stored in the houses. If 
there are more women in the family there are better kitchen gardens. When we save extra 
vegetables, or eggs, we don't sell them. It is not in our culture to sell such things (Niway 
Killay). We eat fish caught in Tarbella Lake (with nets held up by empty plaqtic bottles). 
We sell chickens, eggs, ghee, and one woman sells sewed salwar kemis for 20 to 30 rupees 
(Kandar). We are satisfied with the water. There also are house connections (one house had 
a bath stall). We need a metaled road first, then electricity, and education third. Another 
woman said, no, we need education first and then improved transport. We only have 
transport twice a day, in the morning the transport goes to town, and in the afternoon it 
comes back. We women prefer traveling by boat. Still another woman said we need a 
metaled road, then a hospital, and last, electricity. Because we lack electricity as you can 
see we only have a kerosene driven fan (turned on after much pumping for the guests' 
benefit). We can't have a refrigerator either so we have to go to the river to get cool water. 

We only had two vaccinations of EPI and we had to take the bodt to Darband twice to 
complete the last two shots (Niway Killay). We never had the EPI (Kandar). We collect 
firewood from the river (probably floated down as a result of illegal logging). It is washed 
down from the jungle and tossed up on shore to dry out. A lot of our men have gone to 
Karachi. They can stay from one to one and one half years. sometimes the mother and wife 
go. The girls become educated in Urdu there. The men like to use their b c h i  money 
first to build a house with a metal roof. Then they buy household things, clothes, and a 
radio, and last they will use their money to arrange a marriage. We women would like to 
have sewing machines. A few women embroider empty fertilizer bags and make them into 
prayer mats. They also embroider pillow cases and tablecloths. Yes, we have the soap 
making equipment (shown large metal wok-like pan, ladle, and box into which soap mixture 
is poured for hardening and division into bars). We haven't used the equipment lately 
because we used up all the supplies we were given, and we only can get them in Peshawar 



and there is no one around to buy them now. (When soap is unavailable only water is used 
to clean the dishes, and ashes and sand to clean the pots). I am a midwife who received 
training as a TBA (brought out kit in metal box with razor blades, nail brush, soap, gauze, 
cloth, and pot), and received information on pre- and post-natal care, and nutrition for the 
mother and weaning food for the baby after four months. I don't charge for deliveries 
whether it is a boy or a girl. They can give me something if they want to. The BHU is 
three kilometers away (Kandar). The male community health workert strolled in and said the 
most #common village ailments were skin diseases and whooping cou2h. Beekeeping is in 
another village, and it was taken over from women by one man because there are many 
boxes containing the bees which have to be moved when the hive moves to a new location. 

Interview with Dr. Muhammed Aqwel 
BHU, Utla, Gadoon Amazai 

The BHU is being upgraded to a Rural Health Center (RHC) which will be equipped 
with a laboratory, dental clinic, and x-ray facilties. It will have four medical doctors, two 
male, one female, and one dentist. There has been no change in the morbidity and mortality 
rate for the uneducated as a result of the project supplied WSS's. Only the educated have 
improved their morbidity rates. Due to the lack of knowledge of proper sanitation 
procedures in the village the drinking water supply often becomes polluted. Consequently, 
there are severe outbreaks of gastro-intestinal illnesses. The NFE hygiene and sanitation 
training is not professional enough. The NFE teachers should have more training from the 
BHU doctor, and/or the Department of Health. It is difficult to understand why project 
supported NFE hygiene instructors have never sought advice, help, or training from the 
BHU. The NFE trainers need to emphasize and reemphasize sanitation and nutritional 
principles. To maintain sanitation, village and school latrines are needed. The NGO, 
Tanzeem Haqooqul Ibad Gadoon (Gadoon Organization for Human Rights) is the only 

J agency supplying latrines to the villages. The NGO also supplies WSS to schools. 

There is much protein and calorie malnutrition, particularly among the poor, in the 
Gadoon-Amazai villages. There also are mineral and vitamin deficiencies, and a lack of 
sufficient iodine in the water supply which leads to a high incidence of goiter. There is 
much neo-natal umbilical cord infection as a result of the use of a non-sterile knife by the 
dai, and relatively high infection rates in seven- and eight-day old circumsized male infants 
as a result of the use of non-sterile cutting instruments by the barber. Both of these practices 
contribute to relatively high infant mortality rates. Female infants and children can be 
neglected. Many girls and women suffer from anemia. Each village should have three 
community public health workers, trained by the Department of Health. The community 
public health workers are not as effective as they should be because they lack kits. They 
should dispense family planning information, but family planning is a policy which is just on 
paper. There are no family planning supplies. 



Interview with Dr. Mohmad Rafiq, District Health Omcer 
Mansehra 

Ten village health workers 0 from the Kala Dhaka area received training in 
sanitation, ORS, symptoms of iodine deficiency disease and diarrhoea, and the need for EPI. 
They only were paid during the training period. After that we let them earn some money by 
selling medicines. Kala Dhaka has 11 BHU,but no RHC as yet. We have trained 68 TBA 
from the settled areas. The building of village latrines has been suggested. The "malik" in 
each village is responsible for the WSS, and he can contact the BHU for advice. As for 
morbidity and mortality rates for Kala Dhaka, ask the Deputy Commissioner (D.C.). We 
only receive health statistics from the settled areas. The statistics from the Kala Dhaka 
BHU's are not reliable. There are no IJWs in Kala Dhaka; they only are present in the 
settled areas. We have not had nay direct contact with the KDADP and therefore we can not 
take over the mobile clinics. A link should have been established. Possibly, UNICEf or 
Save the Children will spnsor them. Kala Dhaka is a very difficult area to service due to 
inaccessible terrain. It can take the villagers one or two hours to reach a BHU. Then there 
are many landslides, too. The foundation of the BHU's on the left side of the Indus River 
collapsed because of one. Traditional attitudes prevent optimum use of health facilties in 
Kala Dhaka. We establsihed a dispensary in Manjakold (sp?) but the public is not using it 
enough even though we are dispensing some medicines for malaria and diarrhoea free. We 
only charge for the most expensive ones. The majority of patients at the BHU are women. 
Many have gynecological problems. The male doctors treat the women through a TBA 
intermediary. Water is deficient in iodine in Kala Dhaka, ai~d those afflicted by iodine 
deficiency disease need two capsules and an injection within a year to prevent developing 
goiter. There are a lot of infections caused by staphylococcus bacteria in Kala Dhaka. 
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EVALUATION FIELD NOTES: PARD PESHAWAH 

The NWF Area Development Projects (NWFADP) Evaluation Team met Mr. 
Abd,;llah, Director PARDINIPA, Pmhawar on August 19, 1993, Thursday at 10.00 a.m. at 
the request of the Asianics Agru-Dev International, Islamabad, to sa!icit lus views on the 
projects under evaluation. The following team members attended: 

1. Dr. James M.B. Keyser Team Leader 
2. Dr. pauline D. Milone Member 
3. Dr. Pewaiz Amir Member 
4. Dr. S. Zia Al-Jalaly Member 
5. Mr. Hasan Mehdi Naqvi Member 

Mr. Abdullah, Director PARDINIPA asked the leader of the group to initiate the 
discussion in the light of their evaluation study of NWFAD Project so that problem areas 
could be focussed upon. Dr. James Keyser team leader of the group highlighted the aims, 
ob.jectives of the assignment and briefly referred to the state of things on ground. 

1 
Re:sponding to this the director remarked that the main focus of their discussion would be the 
achievements of the projects and their sustainability in future. The group agreed on this 
framework of discussion and rest of the time was spent on the major issues involved therein. 

The director initiated the discussion by referring to the location of the poppy .growing 
areas in the province and emphasized that inaccessibility of these areas combined with the 
socio-religious sanctions against the cultivation of poppy was the main reason for the 
persistence of this menace in such isolated pockets of the province. Since almost 50 percent 
of the poppy cultivation took place in Gadoon Amazai Area, therefore, this pocket was 
rightly selected for administrative action. There was intense pressure on the government to 
ensure complete eradication of poppy which resulted in an unprecedented punitive action 
including use of choppers, police and civil armed forces. This resulted in number of 
casualties and the government was awakened to provide a substantial answer to the 
employment problems of the local poplatian after fully realizing that a punitive action not 
followed by a visible economic activity would complicate matters and would be 
counterproductive. The area developmental program was already on ground before the use 
of force but the developmental activities pertained only to the social sector and partly to 
building up of infrastructure. This obviously did not satisfy the local population because 
these activities did not ensure their livelihood. Certain incentives in the form of fertilizers 
and seeds were added to the area development program but it did not make much difference. 
Employment promises in the government departments and abroad did not materialize. It was 
against the backdrop of these developments that an industrial estate located in the Gadoon 
Area was thoughtfully proposed by the provincial government and thus GAIE (Gadoon 
Amazai Industrial Estate) was born. In order to attract investment in this desolate area SRO- 
517 was issued by Central Board of Revenue which provided an attractive incentive of duty 



free import of raw material to be specifically utilized in the Industrial units located at G A E .  
7.M was the only way to ensure investment because earlier arrangements faired to attract the 
invesmrs. SRO 517 provided a b:lg boost and substantial activities started but unfomnakly it 
generated criticism from other parts of the country which multcd in reviewing the 
concessional framework and thus eventually the concession provided in SRO 517 in the form 
of duty fvee import of raw material wag substanthily reduced. This as expected resulted in 
the slowing down of the investments and there is no hope of any further investment in this 
estate. Even the industrial plots are being returned to Sarhad Development Authority. The 
provincial governmerA introduced an employment formula for GAIE which ,specified 65 
percent employment for Gadm,  25 p r m t  for Swabi and 10 percent for the remaining 
parts of the province. Out of approximately 7000 employees as reported by the Department 
of Industries, 39 percent employment goes to Gadson, 19 percent to Swabi, 16 percent to 
NWFP and 26 percent to other parts of the country. The issues were raised at various levels 
including the provincial legislature and instructions were issued by provincial government to 
follow the employment formula in letter and Spirit. GAIE was supposed to provide complete 
employment cover both directly and indirectly but owing to the withdrawl of concessions 
that promise would remain unfulfilled if corrective measures are not taken to attract and 
sustain Eurther investment. 

Director PARD was of the opinion that reversing the decisions of the government 
may not be possible and the only insurance which could be provided to GAIE was to 
accommodate the manufactured goods of this estate under the mutually arranged quotas 
between USA and Pakistan which was justifiable because GAIE was a narcotics related 
project and thus had better claims to such a treatment. This was the only way, to sustain 
reasonable investment and employment in this area. 

The discussion also centered on the institutional support for sustaining the economic 
activities in the project areas. The director was of the view that the most effective 
institutional framework for such situations was the local government. Leaving the entire 
responsibility to the NGOs was not desirable because of the fragility of NGO culture. He 
further observed that mushrooming of NGOs in the recent years should be critically 
examined and it should be empirically determined whether the recent growth of NGOs was a L 

consequence of the availability of foreign funds or a genuine psychological shifts for 
organizing the comrnunitics. It is likely that the recent NGO expansion is the result of 
availability of funds which he called "availability Syndrome". The charges of corruption 
against the government institutions did not justify the bypassing of the government and 
wholly relying on the NGOs because the government institutions have some accountable 
framework which the NGOs painfully lack. 

The discussions also turned towards the proliferation of developmental organizations 
dealing with the project arm. This made things difficult to integrate into a durable ahd 
predictable framework. Director PARJXNIPA was of the view that instead of creating 
numerous organizations it would have been more pragmatic to reinforce the line departments 
with Planning and Development Department playing the role of monitoring and evaluation 
agency. If planners implement and then evaluate themselves things are likely to be less 
objective. He further obsemed that this spread of organizations as he saw it was mostly due 



- . to the misplaced exuberance of advisors and expatriates whose preference was visibility 
rather than sustainability of the projects. The pmvincial government W i g  on the receiving 
end mostly responded to such atomistic approaches. However the achievements of the 
prbvincd government should be seen in the light of the constraints placed on them. 

The director further commented on the rolc of PARDINPA in promotion of Human 
Resource Development, research and experimentation. He furtha observed that PARD was 
quite capable of monitoring and evaluation of such projects with pronounced bias for ~ r a l  
develilpment. He emphasized that as in the recent past PARD monitoring and evaluation 
exercises would be academic and would concentrate both on the achievements and failures 
without unnecessarily sweetening their critiques. This was necessary because any critical 
study which was not academically sustainable could not be used as training material in the 
class room which has been the testing ground for all other research activities so far. "We do 
not leave the research exercises in the drawers and use them as our own training material." 
He also obsetved that PAIRDINIPA involvement in such type of exercise would be within the 
policy framework of the government. 

a In  the end, director of PARDINIPA emphasized that his views were of personal 
nature and he wasl looking at things as a practitioner of Rural Development. His views have 
nothing to do with the official standpoint of the provinciallfederal governments which could 
be obtained by members of the team by having discussions with the concerned quarters. 

The team leader thanked Mr. Abdulkh for the highly informative session and the 
practical solutions offered regarding various problems pertaining to NWFAD projects. 
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ANNEX E 
A NOTE ON EDUCATION IN GADQON AMAZAI 

Establishing schools or expanding facilities was one of the interventions that * the 
project has been undertaking. Initially- the schools had also been started in rented 
buildings,but keeping in view the long team sustainability of such an activity, buildings have 
been constructed. The need for buildings was also fact in order to lessen the burden of 
recurrent expenditure (rent) on the government exchequer as ultimately the schools are to be 
taken overs by the government of NWFP. 

h i m  

The standard design for a primary schools consists of 2 rooms and a verandah. This 
is being followed. While for a middle school the government requirement is 3500 sq.ft of 
land and for high Schools, it is 5300 sq.ft of land. The design of the high and middles 
school seem to be satisfactory. 

Findings and observation 

The told number of schools constructed for girls stand at 45 and for boys it is 112 of 
which 80 of the boys schools and 22 of the girls schools have been completed (see appendix 
1 ). In most cases the project has been able to introduce schools in areas where the concept 
of education did not exist. This was particularly the case for girls education. A start was 
made with the adult literacy education that had been started through the W E  centers. for a 
primary girls schools. 

- In terms of design, the 2 room primary schools seem to be too congested to 
accommodate the different classes,especially where the teachers are not trained to 
teach different classes at the same location simultaneously. 

- The total enrollment in the boys school is approximately 3529. There are 99 girls 
studying in the boys schools. 1 

- Total number of teachers in the boys schools stand at 229 Only 13 of the boys 
schools have water connection 

- Most of the girls schools have a latrine which is not available to the boys schools 
@rimq, 9 - 10 of the boy schools have no fumiturelmats while the rent are fully or adequately 
furnished. 

- For the middle and high schools the absence of science laboratories is felt. .' 

Source: NWFAD Project Analysis report in Gadoon Amazai Education (boys school). 



The present status of the 45 girls schools show 22 of these to have been completed 
and 18 of thcsc have k n  h m d d  over to the OONWFP. These are: 

1. GOPS Ziarat Bala 
2. OOPS Baitgali 
3. OOPS Devi 
4. GOPS Singah 
5. GGPS Pcrba 
6. OOPS Degra 
7. GOPS Dhero 
8. GOPS Oundaf 
9. GOMS Oundaf 
10. GGPS Qadra 
1 1. GGPS Takail 
12. GGPS kot 
13. GGPS Mangalchai 
14. GGPS SokaIi 
15. GGMS Utla 
16. GGPS Saproona 
17. GGMS Bhatti 
18. GGMS Shahdum 

U.C. lihitgali 
w 

w 

Gabasni 
w 

W 

Ganichatra 
Gabasni 
Nagrai 
Nagrai 



1 

BOYS SCHOOL COMPLETED 

CiPS GMS GHS TOT& 

Total number of completed 
boys schools 

Total number of schools in operation 

Schools not in operation 

No. of students enrolled 

No. of teachers assigned 

Girls students enrolled 

No. of schools with latrine 

No. of schools with water 

1 excluding 210 students under 5 years of age in GPS. 

Source: NWFADP Analysis reports on Gadoon Amazai Education (Boys sector). May-June 
1993. 



.- 
%- No. % No. cumpletd 

Total schools 
male 

female 
total rooms(additiona1) 
total repairs 
new schools 

Sub sector Education 

Costs 
completed schools 
cost per school 

Schumacker's survey 
boys' schools 

Functioning schools 

Union Councils 
Baitgali 
Ganichatra 
Gabasni 
Kabgani 
N m  
Nagrai 
Gandaf 

No. No. finctioning % 
68 49 72.06 

Primary middle High 
30 11 8 

No. 
4 1 
9 

28 
14 
25 
23 
17 



Union Council mr~ Middle 

Baitgali 
Nara 
Oandaf 
Oanichatra 
Oabasni 
Kabgani 
Nagri 

Total 40 

Note: The two high schools have recently been upgraded from middle schools. 



CAFETERIA 

1. Enrollment in 8th class not less than 15. 
2. Enrollment ine feader schools not less than 20. 
3. 35 students be available for enrollment in class XX. 
4. No other high school exists within the radius of 6 Km of the proposed school. 
5.  5400 sqft of land within the school premises be available for construction and 

upgradation. 

For Middle School 

1. Enrollment in 4thISth class not less than 15. 
2. Enrollment in 4thlSth class in feeder schools not less than 20. 
3. 35 students available for class VI. 
4, No middle school exists within the radius of 6 km. 
5. 3500 sq.ft of land available within or adjacent to the proposed school free of cost. 
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ANNEX F 
A NOTE ON EDUCATION IN KaLA DHAKA 

The education sector was handled under the "Community-based Small Infrastructure" 
category of activities. The literacy rate in the project area is about 1 percent overall and less 
than 1 percent for women. 

Design 

Keepiqg in view the limited resources available to undertake different activities and 
the high cost of construction of buildings on one hand and the need to involve the community 
on the other hand, the project strategy involved 3 approaches firstly, as there are already 
about a hundred schools in the area the emphasis was on helping with repair of the existing 
schools and making then operational (see table 1). No new school was built. 

The second approach was the training component, where a number of teachers were 
provided with PTC training. In the first phase 10 matriculates were sent for training to 
Haripur (1990). In 1991, nine of these (1990 batch) completed the training and 12 more 
candidates were sent. Nine of these completed training and 12 more were sent to Thana in 
Malakand for training (1992). During this time seven of the candidates who had previously 
completed the PTC training Were absorbed in the Kala Dhaka schools. 

No women could be sent for PTC training as educated females are not available in the 
project area. 

Five persons were trained in PTC In-Service short-term training. The third approach 
was the formation of Education Committees which were to help create the environment in the 
villages (through dialogues with Jirgas and through motivation) to enable the female teachers 
who are posted in the schools at Kala Dhaka, to be able to function. The question of 
security is a major factor in maintaining the services of these teachers. The education 
committee and the social organizers also helped the education department to gain access to 
some of these schools that existed only on paper and helped to make them functional 

Beneficiaries 

At one level the beneficiaries include the young school going age bays and girls who 
now have an opportunity to attend school regularly in some of these areas. Previously, even 
through schools existed in the area, the teachers assigned to these schools either did hot join 
their posts or attended the schools infrequently. The situation .was worse in the case of the 
girls schools, where the teachers were unable to reach the assigned posts and continue with 
their tasks due to the non-conducive environment. The project helped to make the schools 
functional with the community's help and participation. 



At the second level, the beneficiaries include the local matriculate males who have 
received PTC training and some of them have been absorbed into the Kala Dhaka schools. 
This has led to regular teacher attendance on one hand and improved the income levals where 
the income earned by the teacher am a part of the family income. This is also an incentive 
for other individuals to go in for education and take up teaching as a profession. However, 
there is not possibility for the female segment of the population to benefit in a similar 
manner since all the female teachers come from outside the village. 

Sustainability 

The project's activities as such were not on a long-term basis, nor was there an 
infrastructure component included. However, the project made an effort to involve the 
community through motivation and creation of awareness regarding the value of male and 
female education. If the government department makes the n- efforts or the 
community feels the need for educating the young population and approaches the relevant 
government departments the activity will be sustainable. At this point it is not possible to 
determine whether the community will be able to continue with these activities or whether 
the value of education will be irnpbrtant to the community. 

It is important to note that the schools visited were located at a distance from the 
center of habitation with difficult access. Little planning seems to have been undertaken in 
locating the schools where they would be accessible to the childm. In one particular village 
(Garhi Hassanzai) after the construction of a Madrassa (even through it is incomplete and 
has no roof) there is a large'attendance of 160 students, many of them have left the formal 
schools and joined the Madrassa. 

Schools in the Project Area 

No. of schools 
GPS (boys) 50 
GMS (boys) 10 
Mosque schools 66 
High schools 1 
(recently upgraded) 

Source: Office of ASDEO (Mansehra) 

There are 6 primary schools for girls. These ar6 located in the following villages. 

Dillo Garhai 
Kanar Zangao 
Bimbar Marmari 
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ANNEX G 
A NOTE ON GkDOON AMAZAI IRRIGATION SCHEMES 

A. Introduction and Design 

Traditionally all crop raising in Gadoon Arnazai area has been dependent upon either 
dimt rainfall or on irrigation channels derived from natural springs and perennial streams. 
The springs and perennial streams existed only in the higher altitude hilly areas comprising 
five of the seven union councils of the project area. These union councils are those of Nara, 
Gabasni, Ganichatra, Baitgali, and Nagrai. The remaining two union councils of Gandaf and 
Kabgani consist mainly of lowland plains and traditionally only rainfed agriculture was 
practiced here. 

In the project paper it was envisaged to develop irrigation systems in the two areas by 
following two different approaches. In the hilly areas the irrigation channel systems have 
worked effectively and it was decided to limit project interventions to the lining of existing 
channels and construction of a few new irrigation channels. For Gandaf-Malikabad plains it 
was decided to first undertake an underground water resources survey through Water and 
Power Development Authority (WAPDA). The survey revealed that plenty of underground 
water reserves existed and that if exploited most of the Gandaf-Malikabad plains and foothills 
could be brought under irrigation. In this case it was decided to invest in surface or hand 
dug wells and in tube wells to tap both the shallow and deep underground aquifers. 

Ale Irrigation and Water Supply Sector Costs 

The costs shown in Table G-1 are based on information contained in the 7/21/93 
report, provided by the GA project office at Tarbela. 

Table G I :  Costs of Irrigation Systems 

System Total 
No. 

Total Cost M Rs. Average Cost/Sys. 
Amount % of total Ow 

IC 322 29.8 33.12 92,650 
TW 5 4.21 4.68 842,000 
DW 215 30.382 33.77 141,000 
WSS 116 25.58 28.43 220,500 



The information in Table 0-2 provided by the by the Office of Engineering, USAID, 
shows the additions that have occurred in imgation and water sectors, since the evaluation in 
1990. 

Tabk 6-2: Increase in Irrigation Systems Since 1987 and 1990. 
- -  

lrrig. Chan. Dugwlls lbbewells WSS 

1987-1990 128 48 5 60 
1990- 1993 322 215 5 116 
% Change 152 348 0 93 

Taking into account the various socioeconomic as well as accessibility factors 
prevailing at the time, the costs per system seem to be within reasonable limits. The 
progress in the development of new irrigation systems since the last evaluation has been 
satisfactory. 

A2. Irrigation Schemes Distribution 

Distribution of irrigation subprojects among union councils is shown in Table G-3. 

Table 6-3: Distribution of Irrigation Systems in Various UCs. 

Union Council 

Gabasni 
Gandaf 
Ganichatra 
Kabgani 
Baitgali 
Nara 
Nagrai 

Total 

I!!wLu 
No. % 

Irr. Ildat&L 
No. % No. % 

mAwk 
No. % 

The differences among various union councils with respect to forms of imgation 
systems are mainly based on topographic conditions prevailing in each of the administrative 
divisions. Only the plains and foothills of Gandaf and Kabgani provide conducive conditions 
and the need for tubewells and dugwells. Similarly Improvement and development of 
irrigation channels to utilize the existing water resources from springs and streams is the 



most cost effective way to be followed in the five hilly union councils. The project decisions 
with regard to location of sub-projects was appropriate and fully justified. 

B. Benefits of the Irripation Subprqjectg 

B1. Elimlnatlon of Poppy and Increase h Area Under Staples 

Although elimination of opium poppy cultivation is mainly the result of enforcement 
measures, the development and improvement of irrigation systems have given farmers some 
incentives and hope for better income hind a reasonable living even without poppy cultivation. 
Most of all the replacement of pappy by wheat, the main staple of the area, is an important 
step towards self sufficiency in food. Table 0-4 shows a progressive increase in the total 
cropped area as well as in the area under wheat, while only a negligible area remains under 
POPPY 

Table 6.4: Elimination of Poppy Production 

Year Total cropped 
Area 

Area under 
POPPY 

% of total Area under % of total 
area wheat area 

The above data has been taken from various USAID and consultant reports, but our 
own field investigations and interviews confirmed that these figures were approximately 
correct . 

B2. Change in Income Due to the Irrigation Development Activities 

No reliable data are available, nor was it possible to collect any during the evaluation 
period. However the changes in the areas as shown in Table G-5 are indicative of changes 
in farmer incomes. 



Table G 5 :  Change in General Cropping Patterns 

Year P e e  CMPP~M 
POPP~ Wheat Maize Cash crops Intensity 

1986/87 23 32 44 1 112% 
1987/88 1 53 45 1 
1988/89 0.3 57 42 0.7 
1989190 0.04 57 41 1.96 
1990191 0.06 55 4 1 3.94 
1991/92 0.08 52 44 3.92 183% 

The studies conducted by consultants Haq, Khan, Tom, Mahmood, Ali and Nrreem 
(Condition Survey on Fruit Orchards and Imgation Sub-Projects, May-June, 1993), show 
that significant changes in total area under imgation and in cropping patterns have occurred 
since the introduction of various irrigation systems (Tables G-6, G-7, and a-8). 

Table 6-6: Increase in Irrigated A m  and Families Benefited 

Total 

System 
Compltd 

Families 
Beqfted 

Pre-pmj 
Irr. Ac. 

New Area 
Irr. Ac 

22.5 
23.75 
1377 
2 
519.5 

581.6 

0 
4.71 
17 

21.71 

Total Area 
i'rr. Acres 



Table E7:  Changes in Cropping Patterns Due to Mgation C h a ~ e l s  

UC Wheat 

Total: 15 
1053 

Maize Carh Cr. Total Cropping 
inten. % 

187.49 196 Prev 
250.74 212 Curr 

17 200 
73.5 228 
73.36 145 

115.9 230 
34 184 
42 227 

1162.4 106 
2124.4 203 

Table G8: Changes in Cropping Patterm Due to Dugwells 

UC Wheat Maize POPPY Cash CP. Total Cropping - 
inten. % : 

GA 0 
Prev. 

20.5 
Curr. 
KI 0 

284~62 
GF 6.00 

132.5 

Total: 6.00 
437.62 

The increase in area under irrigation, and the changes in cropping patterns are 
expected to have resulted in increased incomes to firmen. Comparing current farmer 
incomes with pre-project income from poppy production is not relevant. The inclusion of 
progressively higher cash crop area and more emphasis on wheat will result in higher 
incomes and in self sufficiency in the local staple wheat. 



C. BeneficiariesIEqulty Issues 

C1. Most project development activities in Oadoon A m d  started after action by 
law enforcement agencies in 1986-87, as a result of which poppy production came to a 
virtual stop. There were no clew policy guidelines as to which groups will receive project 
assistance, but it was assumed that msjority of prqjwt benefits will go to the people who 
had to forego incomes from poppy growing. In pre-project days each village had a few 
relatively large poppy growers, who would advance loans to, and buy from small producers 
of the area, and sell their own produce alongwith purchased quantities to bigger dealers in 
the aandaf market. During 1986-87 the project and PCU personnel spent tremendous time 

- 
and effort in convincing the area residents to accept project interventions. Those who were 
first convinced included an unproportionately higher number from the former producer cum 
dealer groups. The dugwells and newly built irrigation channels were given to the richer and 
more influential farmers of the ara. According to best available estimates only the top 20 
percent of the farmers were able: to avail abmt 90 percent of the project benefits. 

C2. Large land owners give their lands on annual or long term lease, normally to 
landless tenants or small holders. New irrigation facilities have increased the value of land 
and the lease rates charged from the tenants or leasees have been raised. Under traditional 
arrangements of s h m  cropping, land and water costs are borne by the owner, while all labor 
and bullocks are contributed by the share cropper. Provision of free irrigation water, has 
reduced owners share of the costs while those of the share cropper or tenant remained the 
same. 

C3. Three tubewells are ready to go to operation immediately while another five will 
be operational after civil works are completed. All tubewells are reported to be locited in 
areas where an average holding size varies between l/4th of an acre to one and one half 
acre. The benefits of tubewells will be equitably distributed among the 800 to 1000 small 
holders of the area once the project is completed. 

D. Sustainability 

Provision of irrigation facilities, particularly in the plain areas of Gadoon, have 
created new and keen interest in agriculture among area residents. This was obvious from 
the various interviews with farmers in all the union councils. A small but important segment 
of local farmers have availed the AID provided irrigation facilities and other subsidies to the 
fullest extent possible. With new crop varieties, orchards, and high incomes there is a new 
interest in agriculture, which is expected to be sustained. 

Land-owning families particularly those with family members in Karachi and the 6ulf 
States who were not undertaking any investment in land before, are now inclined to do that. 
It is expected that during the coming years more investment in land and more intensive 
cultivation leading to higher incomes will take place. 

Improvements in the previously existing irrigation channels would be sustained, since 
there are traditionally established systems of maintenance. However, most of the newly 



wnstxuct6d irrigation channels are already faced with problems of disrepair, abandonment, 
and with reported disputes. Benefits from these channels will probably not be possible to 
sustain. 

The less than SO percent of the dugwells that were given to genuinely deserving 
farmers arc being maintained well. Because of their private ownership and higher profits as 
both land and water become more productive, these will be sustained. 

The tubewell projects could be successfully sustained, if beneficiaries are able to form 
water users associations for their management. The Director E4CU informed the team on 
August 17 that the problems between the N\NPP Imgation Department and the beneficiary 
farmers have finally been settled, and the department will start operating the tubewells with 
immediate effect. The irrigation department is managing tubewell and other irrigation 
systems throughout the country. Like other government run systems these are not efficient. 
For the long term sustainability the farmers must organize themselves and form water users 
associations. 

E. Conclusions 

Implementing irrigation projects through project committee leaders was an unwise 
decision, which gave rise to many problems including inferior quality of work. 

Surveys conducted by consultants and project staff indicated that 60 percent of all 
dugwells constructed through project funds have been temporarily or permanently abandoned. 
Anther survey showed that in case of 58 percent of the dugwells surveyed, the owners had 
sold away the project provided motors, pumps and other accessories. 

Some irrigation channels particularly the newly constructed ones were found 
abandoned, lacking repair and maintenance and in some cases disputed. 

Expenditure on tubewells is a worthwhile investment, but a delay of over three years 
after they were complete in all respects was an avoidable waste. Although the NWFP 
imgation department and farmers have now agreed to operate these tubewells, the land in the 
command area and the farmers themselves are not yet prepared to take full advantage of 
these new irrigation systems. 

Consultants Ghufranul Haq, Moharnmad Azhar Khan, Murad Ali Toryu, Ilyas 
Mahmood, Niaz Ali, and Mohammad Naeem, conducted a survey and reported their findings 
in "Condition Suwey on Fruit Orchards and Irrigation Sub-projects (May-June, 1993)" by 
Consultants: The Tables G-9 and G-10 are based on their report of the findings: 



Table S 9 :  Operation and Maintenance of Irri@iorm Charnels 

Union Council No. @lC Poor Opmt lon  Poor Malmn,  
Situdied No. % No. % 

aabasni 
Ganichatra 
Nara 
Baitgali 
Nagrai 
Total 

Table G10: Operation and Maintenance of Dugweb 
- -- 

Union Council No. of IC Poor Operation Poor Mainten. 
Studied No. % No. 96 

Kabgani 84 
Ganichatra 16 
Gandaf 41 
Baitgali 2 

The tables show that by and large the studied irrigation channels were operated and 
maintained well. The same is the case with dugwells except in Gmdaf and Baitgali. 

An earlier survey conducted by consultants Jahanzeb, Dilawar, Iftikhar Ali, and 
Ghufranul Haq, indicated the presence of the following serious problems: 

In 35 out of the 60 cases of dugwells surveyed, the owners had sold out the 
imgation motors and pumps that were provided to them by the project. 

In Besak area of Ubggani union council a share cropper of a land owner who was 
awarded a dugwell, mealed that the same owner was also awarded another 4 
dugwells by the project. 

In one village in union council Gabasni for a parcel of cultivable land of a few 
acres an irrigation channel as well as a dugwell was approved by the project. 



In another village of Oabasni union council an irrigation channel was approved and 
at least partially built but them oxkts no irrigable or men cultivable land in the 
vicinity. 

@ The quality of construction, particularly in case of irrigation channels, was 
observed to be extremely poor. An irrigation channel in Baitgali which were not 
able to visit, was reportedly built without the appropriate gradient, so that water 
could not flow through gravity to the purportad command area. 

Onc irrigation channel that we w m  able to visit was a new onc owned by a PCL, 
Mr. Ibrahim'and taken out of Uthla strm in Union Council UthlaIOanichatra. 
The diversion structure was completely washed away and the channel was dry. 
This was in this condition since last year and the owner had no plans to 
constwctJrepair it. We were told that there were many other irrigation channels, 
particularly the newly constructed ones who were in similar situations. 

F. Recommendations 

1. The NWFDP should, for the remaining time of its life, concentrate on the 
successful subprojects and provide whatever assistance is possible to continue the benefits 
from these subprojects. 

2. The project personnel can mediate to resolve differences between and among 
various groups of farmers in case of any controversies over the location and use of irrigation 
channels. 

3. Irrespective of whether village development organizations are formed elsewhere in 
the region, special efforts should be made by the project to organize the beneficiaries of 
tubewell and irrigation channel systems provided by the project and form water users . 

associations. The recommendations advanced by 1990 evaluation, emphasized, in general, 
on the formation of sustainable village organizations. Particular emphasis was placed on 
setting up water user associations responsible for maintenance, and repair etc. of the various 
completed water sector projects. Nothing in this respect seems to have been done. 

'm 
4. 5 successful testwells still await to be converted into usable tubewells. An 

approximate amount of 450,000 rupees has been expended on each of these 5 tubewells for 
their drilling. An additional 300,000 rupees expenditure on civil works for each of the 
tubewells would be required to make the tubewells operational. Considering the scarcity and 
high value of imgation water, it makes sense to spend the additional money rather than 
forego the money already spent and the water that is so precious. 

G. Lessons 'Learned 

1. Even when political considerations m as important as in case of NWFADP, 
social and economic aspects of development activities should not be completely ignored, and 
should be given due consideration. More thorough economic and social feasibility studies 



would have facilitated a beginning towards a balanced development without obstructing the 
achitvamant of political objectives. 

2, Considerations of maintenance issues is particularly crucial in case of community 
irrigation projects, More effort and resources should have been spent on organizing the 
beneficiaries and preparing them for maintenance and regulating the use of water. 

3. Huge costs duo to the non use of tubewells for over 3 years have occurred. In fact 
it was noticed that the command area for neither of the tubewells is fully prepared and ready 
for cultivation when imgation is provided. The reasons for this waste should be fully 
investigated so that similar problems could be avoided in future. 

4. In Oadoon as in other arid and semi-arid areas water is one the most valued 
resources, and normally a variety of formal and informal rules and regulations for its 
exploitation and use exist in the society. Such existing rules and the relevant socioeconomic 
factors should be fully understood before an intervention in this area is undertaken, Such an 
understanding will help in allocation of the ansource in ways that am consistent with an 
optimal use and maintenance of imgation systems. 
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ANNEX H 
A NOTE ON KALA DHAKA IRRIGATION SYSTEMS 

Al.  'Ihe Area 

Kala Dhaka in its landscape and topography is similar to Gadoon Amazai, but seems 
to have relatively better potential for agricultural development. There is more cultivable land 
and river Indus and its various tributaries passing through the area provide better irrigation 
facilities. The land utilization and crop production statistics provided by the department of 
agriculture at Mansehra indicate that the area has a total cultivable area of 254,000 acres, out 
of which 74,893 is cultivated while 179107 remains uncultivated. Also the area under 
various crops in acres is shown as follows: 

Maize Wheat hddy POPPY Forest Total 

As elsewhere in the region, the population density in Kala Dhaka is high and 
productive and cultivable land resources are limited. 

A2. Wesh, The Land Distribution System 

Wesh in Pushtu means distribution and in this context means land distribution among 
and between tribes and subtribes. To understand the land distribution system, a brief 
introduction of the people and their social organization is needed. The following table shows 
the areas tribewise population, number of villages and total area owned by each tribe at this 
point in time. 

Tribe Population No. of Villages Area (Acres) 

Bazikhel 112,000 
Madakhel 72,500 
Hassanzai 58,500 
Akazai 38,500 
Nusratkhel 21,300 

Total 303,000 253 254,000 
1 

The peculiarity of the Wesh system is that the area occupied by each tribe, the 
number of villages, and of course the population all change after a fixed period of time. 
After every 40-45 years the land owned by each tribe is redistributed among its male 



memben. In the beginning land, except some set asides and provision for the grand (pagrai) 
Khan, and for the Syds, the land was divided between the tribes @sum) on the basis of their 
male population. Within tribe the land is distributed between the sub-tribes (IUlel) on the 
same basis of male members. The distribution after every 40-45 years requires that each 
subtribe leaves its cultivated fields and villages for another one, We were told that in recent 
years all but one tribe, M&ujakhel, decided on permanent Wesh systems for future, But the 
presence of the system until now has had important implications, as far as peoples attitudes 
towards land and its uses, inputs, and productivity arc concerned. 

One effect of the Wesh system has been that although highly profitable opportunities 
existed, there were no incentives for an individual to invest in land and irrigation resources 
development. 

A form of ths "Tragedy of the Commons" prevailed in Kala Dhaka area. It was 
realized by the project staff In the earlier stages that the development of irrigation systems in 
the area would go a long way in the overall development of the area. Such imgation 
resources development would also fulfill one of the most sought after but often illusive 
objective of the development projects; spreading project benefits to maximum community 
members. Under the Wesh system this would have been possible to achieve. 

B. Costs 

The project paper envisaged the design and construction of 40 kilometers of imgation 
channels in the first and second phases of the Kala Dhaka project. Because of cuts and 
changes in funding as well as other factors, this target could not be reached. However, a 
total of 10 imgation channels each at an average cost of Rs. 170,381 were constructed in 
various localities of Kala Dhaka. 22 water supply schemes each at an average cost of Rs. 
143,251 were also completed in the area. 

C. Benefits 

Basically due to delay in disbursement of funds and problems of staffing etc. in PCU, 
many of the irrigation channels could not be started on time and were not satisfactorily 
completed at PACD. 

But not being completed does not mean that the investment was not useful. The 
remaining work on partially lined irrigation channels could easily be undertaken by the 
beneficiaries. Even in situations where only diversion structures were constructed at source, 
the beneficiaries indicated that if they were sure that no outside assistance was forthcoming, 
they could pool their resources to construct at least unlined channels. Since the projects have 
recently been undertaken and most require different degrees of additional work to be .' 

completed, the benefits are not felt yet. The area in general has plenty of easily available , 

water resources, mainly in the form of springs and perennial streams. The irrigation 
channels are derived from these sources and once completely operational, the area brought 
under irrigation would be significant. One irrigation channel visited ill the village of Kianae, 
is expected to irrigate an area of about 40 acres once completely operational. 



The drinking water supply systems have been useful and have benefitted a large 
number of villages. Since most villages are close to the river or to the streams and springs, 
the utilization and benefits are not fully realized yet. The hazards of drinking particularly the 
Indus river water which passes through at least three large towns before reaching this area 
are gradually being clearer, Discussions with local health workers revealed that drinking the 
river water was causing some diseases and they were trying to discourage local people from 
drinking this water. They thought that the project funded water supply systems were useful. 

Most irrigation channels are owned by groups who are from the same lineage and are 
related with each other. These groups have traditional systems of cooperation and conflict 
resolution and have experience in managing common resources. There has always been 
limited uses of spring, stream, and river water for various common uses including drinking 
water. Once fully operational, the irrigation channels will be sustained. Since there is 
almost no government presence in the area, the sustainability of WSS is in doubt, unless 
local communities fully realize the importance of potable drinking water. 

Em Conclusions 

In a remote tribal area which has been neglected in the past with regard to 
development activities, the appearance of project people raised great hopes and expectations. 
Many factors, mainly related to management and inter-departmental relations resulted in not 
fulfilling sf most of people's expectations. 

F. Recommendations 

In case of many projects some additional work needs to be done before they are 
completely functional. The project staff with help from headquarters should consider 
providing additional funds far at least some deserving cases of imgation channels. 

It is important that project advisory services be continued for as long as possible. 
Either new social organizers with expertise and expertise be employed, or the existing ones 
be provided more training to efficiently perform the important job of social organization. 
The KD area is endowed with natural resources of rangelands, forests, water, and soils, 
which if utilized optimally and sustainable levels, could improve peoples living conditions. 

G. Lessons Learned 

In Kala Dhaka-type areas it helps if a small number of projects or even one successful 
project in a highly visible central location is undertaken right from the beginning. Su'ch an 
activity establishes trust and confidence among the area residents. This could not be done in 
KD area and today although there are some scattered successes, people generally feel that 
nothing has been done for the development of their area. They just see large number of 
fancy cars and highly paid project staff in Mansehra and in KD, but no change in their own 
lives. 
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ANNEXI 
ECONOMICS OF POPPY PRQDUCTION 

Poppy production Is practiced both in b a d  and irrigated areas. Yields of the crop 
have been noted from 14-20 kilos pa acre. Farmers report even higher yields like 3-4 kilos 
per kannal and roughly 32 kilos per acre. Howevex, without a crop cut it is difficult to 
ascertain the real level. A member of our team has also evaluated a pmjact in Afghanistan 
where poppy yields are reported at 18 kilos. Earlier gross margin analysis has been 
conducted in the Dir project area. This analysis is u~cfull for comparison of results in the 
Qadoon m. Since, poppy has been virtually eliminated and the evaluation team visited the 
project areas in summer when there is no poppy crop muck of the information obtained to 
develop budgets is based on recall of farmers. S e v d  parameters used in this analysis have 
been provided by the Dir Development project. These coefficients were updated based on 
interviews with farmers in Qadoon area. 



Cost of Production of One Hectare of Poppy (Rupees) 

Output 

35 kilos of Poppy QP 2500 
Poppy Sccd 750 kilos @ Ra 20 
Value of residues 
Total 

Inputs: 
Land Preparation (10 Mandays Q Rs 45) 
Animal Drawn implement 5 Mandays @ Rs 90) 
Total 

Sowing Costs 
Secd Costs 5 Kilos at Rs 20/Kilo 
5 Mandays @ Rs 45 
Animal drawn implemenb 5 days 

Chemical Fertilizer plus FYM 1,500 

Imgation 20 Mandays 
19 Mandays Q Rs 45 

Hoeing 

18 Mandays @ Rs 45 805 

Harvesting (gum extraction, plucking etc.) 
45 Mandays for Rs 45) 

Other costs (equipment as blades and bags) 500 

Total Cost of Production 
Total Gross Income 

Net Frofit 90,700 

(Please note that net profit per acre is Rs. 46,482) 

Comparison to Other Crops 

USAID has estimated gross margins for closely competing crops like wheat and 
maize. These gross margins run between Rs 2700 for wheat and Rs 2650 for maizeper 
acre. When compared to poppy obviously these crops or even any other agriculture crop is 
not a perfect economic substitute. 
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ANNEX J 
NOTE ON STRENGTHENING 'IlIE NGO: GARASP 

A. Background 

Nongovernmental organizations have grown rapidly in numbers in recent years and 
now are taking on a larger role in development work. Their influence has grown with the 
growth in their numbers and in the amounts that they disburse. Today, these organizations 
arc active both in the industrialized and developing world in raising funds for development 
and providing other forms of assistance, Most non commercial institutions outside the 
government could loosely be termed NOOs. The World Bank however, defines 
developmental NOOs as those private, non-profit organizations that work with developing 
countries to relieve suffering, promote the interest of poor, protect the environment, provide 
basic social services or undertake community development. 

NGOs in the developing countries are increasingly independent and assertive in their 
relations with funding agencies from the developed nations. While NGO numbers and 

- resources are impressive their coverage is often limited, quality varies and their impact 
provokes debate and occasional skepticism. 

In Bangladesh, for example NGOs cluster is around Dhaka and three districts. 
Specialized health and family planning NGOs work in about 13000 out of over 80,000 
officially recognized villages. NGOs with strong credit programs, including 400 branches of 
the Grameen Bank, reach only an estimated 6 percent of the population below the poverty 
line. * 

NGOs should be judged, however, not so much by their number and resource flows 
as by the out solution they make t~ raising awareness of development issues and moving 
other institutions to become more responsive to the needs of the poor. But not all NGOs are 
well equipped for this task, despite the best of intentions. Many small NGOs still need to 
develop their managerial capacity. A large ilumber are founded and managed by one leader. 
There is occasional mismanagement, or even misdirection, in many developing countries. To 
encourage mutual support among NGOs in developing countries, NGO umbrella 
organizations are being strengthened by NGOs themselves or through external assistance. 
For many years, the basic focus of evaluation of NGOs was on small projects initiated by 
NGOs. In recent years, there has been a movement away from project centered evaluation to 
assess the institutional development contributions of NGOs. In this process, there has also 
been greater awareness of I 

the relevance of government action or approaches of community participation to the 
effectiveness and outcome of NGO endeavors. Many developing countries* governments r,ic 
actively seeking 

* Please see Finance and Development, a quarterly publication of the IMF and the World Bank, December 1990. 



ways to encourage more NO0 action. C3ovemments in India, Pakistan, the Philippines, 
Bolivia, Mexico, Jordan, Egypt, Uganda and Togo belong to this group. 

B. The Concept of Community Participntion 

Keeping in view the importance of NOO, there is a need to understand the concept 
and strategy of community participation, "Community participation" is the process by which 
groups of community residents affect the planning, implementation, management utilization 
or maintenance of a service, facility or activity. Thus, merely receiving a service and paying 
service charget! are a very limited form of participation since it has influence on the way the 
scrvice is delivered. Similarly an organized individual actions, even though they do 
influence projects or service provision, are not considered Community Participation (CP). 

Although CP has numerous connections in the context of diverse experience of the 
Asian countries, two broad approaches have gradually emerged. Firstly, it is perceived to be 
a conscious process of organization development and empowerment of the disadvantaged 
people at the grass roots. Through a participatory process, the disadvantaged acquired the 
means, the resources and the capacity to initiate and sustain development. This is the more, 
radical view advocated by the social activists and some of the NGOs, who have warned 
against external interventions and promoters of participation. According to this perception 
the governments and the donor agencies tend to envisage CP as merely instruments of project 
implementation. Instances have been cited where rural development projects in the name of 
participation have meant mass utilization of poor people for building roads, irrigation 
channels or other physical infrastructures which have not generated significant benefits for 
them. Under authoritarian systems, people are merely ordered to participate, the 
bureaucracy inevitably wielding an ever increasing power. The radicals instead would 
emphasize "conscierutizing" people at the grass roots and building up a "critical awareness" 
amongst them as measures to promote CP immediate increase in income or economic welfare 
is not necessarily the objectives of the CP effort. Rather, the objective is to enable the 
particular community to organize itself slowly but surely, so that it can acquire the necessary 
capacity to deal with an adverse social situation and finally initiate collective action for self- 
reliant development. In this organization development and participation process which have 
been tried out and found successful in the first approach. The common features of two 
approaches to CP may include the following: 

A clear focus on a broad range of target groups which may comprise the landless, 
the small and marginal farmers, women in the poor houueholds, the backward 
social class and castes, tribal communities, the unemployed youth, depressed 
operational groups etc. Their development entails a target groupbased approach. 

Instituting grassmots organizations characterized by: 

- Clear social and economic objectives 
- Accountable leadership - Homogeneity of interests (that is, based on class, gender, community, caste, 

occupation or a social group) 



- A degree of participatory management - Orcater self reliance 

a Conscious involvement of different categories of members of the group in: 

- Identification of community interest, - Articulation of development objectives,. - Formulation of plana for further action, 
- Group action for implementation, - Generation of local and external resources, 
- Selection of leadership, - Collective evaluation and self criticism, and 
- Sustained development effort. 

@ Micro-level development action aimed at greater welfare of the group through 
enhancement of its political and social power as well as higher income. The latter 
can be made possible through: 

- Discrete project activities and investment choices based on estimated cost and 
benefits 

- Technical assistance and guidance 
- Project management 
- Project evaluation - Other technical functions such as agricultural extension, rural credit and 

primary health care 

C. Main Elements of CP Program (for developing a st;iong NGO) 

The following six elements are important in developing a strong NGO. 

Program content. This is a crucial element, since it must provide an internal 
propelling force, which can motivate the community-based organization to plan, initiate, 
implement and sustain development actions. The contents have varied a great deal, ranging 
from specific project-type activities to social empowerment proces&ut they have generally 

- aimed at meeting basic development needs. 

Well-defined process. Program contents to be implementable, must be based on a 
well defined process, which spells out the .sequence of actions to be taken by the community. 
The key feature of the process is, of course, the "participatory" character of the prograrn, 
while the intensity and level of participation vary from program to program, procedures at 
the grass roots have to be simple enough but well defined. The CP process is initiated 
through the conscientization of motivation work of the community leaders, social organizers 
and extension agents. The. NGOs have to clearly demonstrate the critical role of community 
organizers in this regard. Successful programs are likely to be driven by new technologies 
which can easily be adapted to local needs and which lead to increase in income and 
productivity. 



Laadenhip. This ir a key factor and whether it is raproducible or not remain8 r 
hi~hly dabatad quartion. Rsplicoble program clearly cannot wdt for chariomrdc laadms to 
appear. Some of the m n t  NO0 aperienccp, however, lend to ruggaut that leaderrhip 
chamtaristicr n d e d  for managing community programr, can ba l d l y  created,, Such 
leadership has to emergla from within the community; mom important, it must cam 
confidence of the community and remain directly accountable to it, Sefecdon of leaders 
through a democratic pmxw and lcaderrhip training are consldad to be the main 
instruments of a succealsful NQO. 

A gramroots organOzotlon, A villwe organhation enables the participatory process 
to develop on its own, is another key determinant for a strang NO0 or community 
participation program, Once qdn, them is increasing evidence that d-nding on the 
program contents, main principles of organization development at the grass mots level are 
clearly discernable. They should be built around homogeneity of community interests; tend 
to be small, cohesive and have clear goals. To be reproducible, similar organizations need 
to be established by following simple procedures and motivational work. 

Posting pensomel for techmica1 work. The NQO, while asentially non-bureaucratic 
in character, will deploy pcrsonnd for technical work, whether on a voluntary basis or on 
pay roll. Such staff require technical as well as social and organizational skills. The main 
instrument available for such resources is on -the- job training which, in due course, could 
be supplemented by institutional training e.g agricultural extension, community development, 
paramedics etc. 

Availability of financial ~esources. While in the beginning availability of financial 
resources from outside is necessary it is never a sufficient condition for self-sustained 
community based-NGO. To be self reliant the NGO has to make efforts to generate and 
mobilize resources that are locally available. Success of the NGO depends, therefore, on its 
ability to either find supplementary resources or mobilize own savings. This in some cases, 
has becn accomphshed through regular savings and internal discipline of the group. 

D. Rationale and Objectives of the Proposed NGO 

The proposed NGO in the GadwnlAmazai area should focus on development of 
village organizations (as institutional innovation) with active involvement of local people in 
their own development. The main aim of this NGO should be to incnehse the capacity of 
local people to solve their own problems so that they could plan and implement their own 
developmental activities or progms. The objectives should be geared around raising their 
local incomes and improve the quality of life. The mechanism through which this NG0 
implements its developmental activities at village level is the village organization. The 
village organization is a mass coalition of all those residents of village whose common 
economic interests are best served by organizing as an interest group. Tne organization 
should be formed around the NGO's sponsored prograrnlscheme or project that may draw a 
VO's commitment to implement and maintain the progpam or scheme. 



The thrust of NC3O's contribution in thirr partnership for dwelopmtnt should be 
towards creating a mlf-perpetuating inadtudon through wllich village can act in concert to 
manage their material and human rasourcca m as to attain progmsively high standard of 
living. 

Tho following functions with oome modifications (as adopted by AKRSP in their 
initial stage) can be performed by the proposed NO0 in Gadoon-Amazai area: 

1 

The organization of people 84 the village level to mat  common needs and to 
provide or obtain service through collcctivc action, 

The training of local people in a range of organizational and technical skills. 

The mobilization of savings to slupport the development of a program scheme or 
project and to serve mi collateral for collective borrowing to expand further the 
capital available to the community. 

a The introduction sf new activities and technologies to enhance net incomes. 

The development of strategies for the productive and sustainable use of the natural 
resources in the project a m .  

Subsequent to the 1990 evaluation of NWFADP the ground work for an NGO was 
started. The chronology of events (Octpber 1990 to June 1993) is as follows: 

- 

1011990 The Northwest Frontier Area Development Project was evaluated in July and 
August, 1990 and the evaluation team recommended that: 

1. Village level organizations be formed mobilizing and involving the 
communities in self-reliant problem-.solving, and providing a mechanism for 
identifying, coordinating, and effectively utilizing local and outside resources 
in the pursuit of sustainable development and income generation. 

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

07/1991 Concept Paper by Malcolm J. Well "Review of options and recommendations for 
final two years of gadoon-amazai project". Three models were examined: 

1. PONGO: Privately organized NGO (starts as a new entity). 

2. GONGO: Government organized NGO (SRSC; staffed with some former 
government officials but acts independently) 



3. GLIDE: Oovemment line department ( M m h  IRDP, QTZ Pak-Oman; uses 
a VO approach worldng through government Hne departments), 

Thrm mechanisms for long-term rupport were identified: 

1. Other donor support from European and United Nation8 Drug Control 
-ram sources. 

2. Capital endowment or trust fund to be established with "Residual USAID 
funds. " 

3. Public/p?lvate partnerships drawing on the business and industrial community 
such as the Oadooln Industrial Estate, 

1011991 "Community-hied NQO Development Initiative Report in Northwest Frontier 
Provincew PACT, INC. Report by Harry Jayasingha (PACT) and Jamshed ul 
Ham. (US AID Engineering, Peshawar). 

Recommendations 

Establish separate task forces in the following artas: 

Private Rural Initiatives Program with a U.S. PVO 
Conservation, drug issues, public-private enterprises 
Polytechnic training and development institute 

0311992 A twelve week community participation training program was developed by Rahat 
Saghir of CDSlIshabad and a team of 12 "volunteers" was selected and trained c 

through Coverdale. 

0811992 AKRSP's Izhar Hunzai's Report on "From poppy substitution to sustainable 
development: conceptual framework and action plan for project transformation" 

The program included the following packages: 

Social organization. Establish a network of democratic village organizations. 

Technoeconomic measures. Establish improved local systems for natural 
resource management and optimum use. 

RevitaMzation of WID program. Promote social and economic welfare of rural 
women. 

An institutional support mechanism. Sustain all the above programs. 



1111992 An AKRSP's consultant Fazal-e-MaU waa hired for providing on tho job training 
to the thm social organizers selected out of the 12 trainees trained through 
coverdale, During thir period the community davelopmcnt program and formation 
of villtqe organimdons was also initiated in the area, 

12/92 Gadoon field management team conslating of one program coordinator, three male 
mid organizers, t h m  female social organizers, and two support staff was hired 
and fielded. 

01/93 Tariq Durrani startad mcctingslintcNi,cws for identification of the potential board 
members for the proposed Oadoon NOO. 

02/93 A workshop for briefing and educating the potential board members on three 
NOOs (Oadoon, Kala Dhaka and Kurram) was held under the auspices of 
Coverdale. A team building workshop for the Oadoon field management team was 
arranged in Peshawar hy coverdale. 

04/93 First Meeting of the Board of Directors was held in Gala Rest House/Topi. A 
chairman and two vice chairpersons for Swabi and Bunir districts and a board 
secretary were selected. 

05/93 Second Meeting of the Board of Directors was held in Gala k t  HousdTopi. One 
Additional Chairperson for Haripur district was selected. Committees were formed 
for registration of the NOO, selection of insignia for "GARASP" and collection of 
project data were formed. 

06/93 Third Meeting of the Board of Directors was held in Gala Rest House/Topi. 

07/93 Fourth Meeting of the Board of Directors was held. 

08/93 A three day workshop was held for training the board of directors at Bhurban Pearl 
Continental hotel which was followed by a Meeting of the Board of Directors. 

Strategy 

Then was a change in strategy and community participation approach was adapted as 
the new strategy. Villagers were motivated to organize themselves with the help of social 
organizers. They were also asked to hold meetings, and generate savings. Presently there 
are about 20 VOs at various stages of development. Despite the formation of new VOs at 
the village level, the project has been unable to provide any clear cut objective, strategy or 
direction to the VOs. The VOs have held meetings, elected thek office bearers, and started 
savings because they have been asked to do so. This is a form of community participation 
imposed by request from the GFMT team and not grown out of concern at the grassroots. It 
is not a spontaneous act based on the needs of the people with an identified strategy to match 
those needs. 



In the early quarter of 1993 aar umbrella NaO was established with a Board of 
Directors (BOD). The Board of Directors was nominated fmm the lists prwidad 
by the Deputy Commissioner, the OONWFP and other decision makcre, The aim 
w u  to include persons in the BOD who can provide direction to the NOO, be able 
to negotiate with QQP and donor agencies, and lay down the plans and policies. 
They are to be accountable to the VDOs. The BOD has atrcatly held 5 meetings. 

0 A QPlWrr has also bcen fonned to help establish the strategies that lead to smooth 
transition with the phasing out of the USAID funding. 

The staff of the OPMT consists of the following: 
1 Programmer coordinator 
4 Sos and 
2 Office staff 

In October 1993, new staff is expected to be inducted for one year. This will include 
about 13 for Oadoon Amazai region and about 20 for Kala Dhaka area. 

However, presently there are some conceptual problems which impinge on the 
implementation of activities and lead to confusion regarding the future course of action. 
The two major ones are:- 

The BOD has been established with a topdown approach. At the same time VDOs 
are being set up with the strategy of community participation and bottom-up 
approach. The htter is a long-term strategy with no short cuts. In the immediate 
future there are no identifiable contact points or mechanisms to bridge the gap or 
that can enable the NGO and the VDOs to work as an integrated body, and benefit 
from each others strength. The functioning VDOs are aware of the existence of 
the NGO but do not see a role for them selves. The NGO is aware of the needs of 
the VDO and expect to work together in the long term when the VDOs have 
matured but there is no mechanism to bring the two together. 

The social organizers (both males and females) despite being committed and 
dedicated are unable to provide any direction to the communities that they work 
with, due to lack of orientation regarding the strategy, objectives, training, and 
experience. 

The time frame for expected outcome must be realistic especially if community 
participation is the avowed strategy. 

The VDOs and the NaO are being established in a void. There are no focussed 
identifiable activities. The VDOs are project sponsnod have been established 
without any future program. The NGO has a similar history. Without identifiable 
focused activities and objectives it would be unrealistic to set a route of 
progression for the NGO. 



@ USAD is presently funding the efforts to create NGOs and VDOs. US$ 600,000 
has bum earmarked for this activity up to September 1994. However, the Prcssler 
Amendment docs not allow for the establishment of trust fund or endowment for 
tho NO0 or VDOs to undertake development activities. It is not clear either to the 
staff, the BOD, or the community as to who will fund the future activities. 

The NO0 has not attributed an active role to the Government of NWFP through 
the line department or the Union Councils (cvem as ex oflcio members) yet the 
NQO expects the support and sponsorship of the government of NWFP for funding 
and provision of other facilities. 



EVALUATION SCOPE OF WORK 



ANNEX M 
EVALUATION SCOPE OF WORK 

A. Actlvity To Be Evaluated 

Project Titlc : North West Frontier Area Development (NWFAD) 

Project Number : 391-0485 

USAID Funding : Orant $54.9 Million 

Revised PACD : September 30, 1994 

Previous Evaluations : First - September, 1987 
Second - July, 11990 

P h e d  Evaluation : Final - June 1993 

B. Purpose of Project 

The purpose of the Gadwn Area Development Project is to change the Gadoc~n 
Amazai area economy from one based on poppy cultivation to a diversified agricu!mral and 
non-agricultural system with strong ties to the national economy, which will fxi'litatle the 
GOP's enforcement efforts with regard to poppy cultivation and narcotics production'. 

C. Purpose of the FInal Evaluation 

The final evaluation is needed in order to assess the achievements toward project 
purpose. The evaluation will address: 

The continuation of activities in the project area in the enforcement of poppy 
eradication and the simultaneous development of the project area and its people. 

0 The question of the sustainability of project investments in: 

The original purpose statement was later expanded in 1988 w h a  the p m j a  was amended to include K.la 
Dhaka and Drug Abuse Pmvention Resource Center components. The putpose statement of thw components are 
given along with their descriptions. 

I K-1 



- Training of government mmagen and technicians and lad people in support 
of projcct objectives and invatmenos. 

- Tcchnalogy transfer, information technology, planning management skills, and 
in 9p&dfic areas such as agdculture, training, village organization, private 
enterprise, etc. 

- hfrasbucture (roads, educationlhealth facilities, and water supply1 irrigation). 

- The development of public and private institutions supporting community and 
area development. 

Recommcndationo in how the evaluation findings and recommendations should be 
incorporated in a plan of action having at least a five-year time frame, with 
specific focus on answering the questions of how to continue: 

- The development of private community based organizations. 

- Their governance through representative Boards of Directors selected from the 
project area; and. 

- The formation and development of district level NGOs having the capacity to 
plan, managc, and raise money and other resources from private and public 
sources in support of local self-help initiatives. 

The socioeconomic impact of the project interventions on the people of the area. 

D. Background 

The M A D P  represents the first USAD narcotics-related development intervention 
in Pakistan. This approach includes infrastructure, agriculture, education, non-formal 
education, vocational training, and health interventions in support of Government of Pakistan 
(GOP) - imposed bans on poppy production. A $20 million project was started in Gadoon 
Amazai area in 1983 when the area produced more than 50 percent of Pakistan's poppy crop. 
The scope of the project was extended in December 1984 to cover activities under the GOP's 
Special Development and Enforcement Plan (SDEIP) for poppy growing areas in the NWFP 
through a grant to United Nations Funds for Drug Abuse Control (UMFDAC). This $10 
million grant to UlVFDAC was in two equal installments of $5 million each (one in 1984 and 
the other one in 1986). This grant provided 60 percent of a 5-year funding for ,the Special 
Development and Enforcement Plan in poppy growing arras, the Dir Area Development 
Project and a one year extension of the Buner Project which was completed in 1987. : 

Recognizing the long-term benefits of off-farm employment, U S D  provided $1 million in 
1987 for the construction of infrastructure in a 195 acres industrial estate in the project area 
which is almost complete. 



A m n d ,  $32 million, amendment in Sqtcmber 1988 extended development activity 
in Oiadoon-Amazai for another 5 yews, expanded project activities to open up the adjacent, 
potential poppy growing, Kala Dhaka arm and provided funds for the establiohment of a 
Drug Abuae mentfon Resource Center (DAPRC). With this second amendment the total 
authorization of the project came to $63 million, A funding cut of $8.089 million resulting 
from the reduced the project obligation to $54.911 million, 

The second amendment divided the project into three distinct components and set the 
eradication of opium poppy production within a process of rapid socioeconomic development 
in the remote areas of Pakistan as the overall goal of the project. The project also has a goal 

o f  eliminating drug abuse in Pakistan. 

The PACD of the project has recently bema extended for a period of 13 months from 
A U ~ U S ~ ,  1993 to September, 1994. This extended period will be utilized to strengthen 
community based village organizations (VOs) and to create NOOs to provide support to these 
VOs. All other activities of the project are scheduled to be completed by August 9, 1993. 
Due to the limitations resulting from the enforcement of the Pressler Amendment, no further 
PACD extension or additional USAID fundings is possible. 

A brief description of each component follows: 

Gadoon-Amazai. The purpose of the Oadwn-Amazai component is to change the 
Gadoon-Amazai area economy from one based primarily on poppy production to a diversified 
agricultural and non-agricultural system with strong ties to the national economy. 

This component encompasses a number of socioeconomic development interventions, 
including infrastructure (roads, water supply schemes, imgation channels, village 
electrification); agriculture improved agricultural practices); both formal and non-formal 
education; vocational training and health. To ensure maximum participation of communities 
and the sustainability of project investments, village organizations (VOs) are being set up in 
the project area and non-government organizations (NGOS) are being created to provide 
support to these VOs. 

Kala Dhaka. The purpose of the Kala Dhaka component is to halt the existing pappy 
production and prevent future increases through a development effort which combines project 
funding and community participation. This effort is aimed at drawing the region and its 
people into the national economy and recent development trends. 

The activities under this component are in the areas of access improvement (track), 
community-based rural works, agriculture, education, health and WID. A major emphasis of 
the program is to enhance self-help development capacities at the grassroots level by setting 
up community based organizations. A number of VOs have been set up in the area and the 
process to create an NGO is underway. 

Drug Abuse Prevention Resource Center (DAPRC). The purpose of the DAPRC 
component is to support and encourage local, provincial and national efforts to achieve a 



drug-free society through reduction of both drug demand and drug production. A secondary 
purpose is to m e  as a clearinghouae for distribution of accurate information on drug abuse 
prevention acceptable In the Pakistani contact. 

Under this component, USAID has worked collaboratively with the Ministry of '  
Interior and Narcotics Control, through its Narcotics Control Division (NCD), to build a 
viable drug awareness institute capable of training and unifying a national NO0 and 
Prevention Resource Consultant Network (PRCN) to enhance its outreach efforts. DAPRC 
has specifically been active in the training of trainers, designing and implementing counter 
narcotics campaigns targeted at different audiences, funding march ,  hosting national and 
international conferences, and establishing a librarydocumcntation center. 

E. Statement of Work 

The primary focus of the evaluation will be on the achievement of the project 
objectives and targets as modified in 1988 project amendment, and on the redirected project 
strategy adopted in 1990. The evaluating team shall: (1) evaluate the appropriateness of 
changes in objectives and the methodology adoptad since the 1990 project evaluation; (2) 
assess progress to date in implementing the NWFAD Project, including progress in relation 
to findings, conclusions and recommendations made in 1990 evaluation; (3) review and 
assess the implications of Pressler-mandated cut backs in achieving objectives and targets 
originally conceived in the project paper, as modified in 1988 project amendment and 1990 
mid term evaluation; (4) review and assess adequacy and effectiveness of strategy used to 
involve beneficiaries in development e,g., setting up ~f VOs and creation of NOOs; and, (5) 
review and assess the adequacy and effectiveness of project efforts to ensure sustainability, 
including, but no limited to, maintenance of project-constructed infrastructure, once the 
USAID assistance to the project is over. 

Especially, under each component, the evaluation team shall address the following: 

Gadoon- Amazai 

1. To what extent has the project achieved its stated purpose of integrating the 15,588 
families residing within Gadoon-Amazai into the national economy? To what 
degree has the area economy changed from a psppy based subsistence agriculture 
to a diversified agriculture and non-agricultural economy? 

2. How successful, in terms of sustainability, was the project strategy in each of the 
seven Union Councils; which groups of people were the actual beneficiaries for 
each of the major interventions, e.g. roads, schools, agriculture, irrigation 
schemes, potable water supply schemes, health units, and village dectrificaiion? 
Assess the degree of utilization of these interventions. Also, assess capability of 
the beneficiaries and the government to maintain and operate these interventions: 



(a) Who benefited h m  the major raad projects and how are the xuadr pmscntly 
being utilized? What economic and social benefib occurred hom each of the 
13 different road segments constructed? 

(b) Who benefited from the school constnction program in each of the seven 
Union Councils? What is the degree of utilization of the 44 girls' and 110 
boys' sehools? 

(c) To what extent did the 519 new irrigation schemes benefit farm families in 
each of the seven Union Councils? , . . , . incomes from agricultural, inputs 
change following the availability of the water channels, the dug wells, and the 
tube wells? 

(d) To what extent has the quality of life improved following the health scctor 
interventions in areas such as constructing 165 potable water supply schemes, 
and the building of 6 basic health units? 

(e) Who benefited from the 54 villages receiving electricity hook-ups? How many 
kilowatts are presently being consumed each year compared to ten years ago? 
What percentage of the households in each Union Council have legally been 
connected with WAPDA meters? To what degree does WAPDA continue to 
subsidize the villagers? 

3. Who benefited ftom the agricultural subsidies and have yields changed following 
the removal of the subsidies? What groups of farmers and tenants have increased 
their net incomes following the poppy substitution program? How did the .' 
horticultural and forestry subsidies afftct the net incomes of the participants? How 
has the removal of the subsidies affected their net incomes? 

4. Assess the adequacy and effectiveness of project strategy of setting up VOs and 
NGOs for the purpose of ensuring project sustainability beyond the PACD. 

5. Review the newly established VOs in respect to the members' willingness to 
participate in development, ability to identifj, common problems and find solutions 
thereto, level of savings, and other aspect of VO viability. 

6. To what extent have village organizations (VOs) become functional in sustaining 
project investments within their own environment? Have the VOs begun projects 
on their own utilizing their own savings? 

7. To what degree did project investments in WID programs benefit women and girls? 
What project-funded interventions, such as the non-formal educational centers and 
project girls' schools are continuing? How have they managed to remain 
productive following the withdrawal of project subsidies? 



8. To what degree WM the project managed in m afficient and effective manner by 
twth the Oovornment of Pakistan arid the USAD? To what extent will be financial 
and phy~ical tapgets reached by the PACD? 

Kah Dhaka 

1. To what extent did the Kala Dhaka pmject strategy of involving commimity 
peu ticipation through v i l l ~ e  organizations in local development schemes achieve its 
targets? In which mas of Kala Dhda wm the strategy most successful and what 
factors were moat important in affecting the outcome? 

2. whit wsr the impact on the beneficiaries of the praject intcrventionr in the 
following ams: 

(a) Agriculture and forestry. How did the introduction of new potato, maize, 
and wheat varieties affect the net incomes of the f'ilies in the tribal areas? 
To what extent did the hodculture interventions affect farm income and 
nutrition of farm families? To what extent did the forestry and social forestry 
programs benefit farm families? How did !he change into a social forestry 
program affkct the program and farm families? 

(b) Women in development. To what extent did the poultry development 
program affect villager9s income and nutrition? What was the impact of the 
kitchen gardening program and to what extent has it been sustained? How did 
the project interventions in the promotion of female education in the area 
affect the literacy level? What was the effect of the health interventions? 

(c) Community-based small infrastructure schemes. To what extent was the 
project successful in implementing the community schemes through village 
participation? What were the major factors causing delays in implementing 
such schemes? What was the affect on villagers of the project's community- 
based potable water supply schemes and the school and health improvements? 

(d) Track improvement. To what extent was the project successful in improving 
tracks using village participation? Which tribes benefitted from the high 
altitude track improvements? Did the withdrawal from the project plan of the 
construction of the West Bank Road affect the project's impact on the Mada 
Khel tribe? To what degree are the Gadoon-Amazai roads connected to the 
Kala Dhaka project's roads? 

3. What were the critical factors that affected the implementation of the 48 village 
subprojects identified through community organizations in each of the seven 
clusters? 



4. To what d e p ~  wps the project mwaged and dminlrtad in both an effective and 
efficient manner by the Project Coordinating Unit (PCU) of the QOP, thc tcchnlcal 
wlrtance team, and USAID? 

(a) To what extent ware the financial and phyclical, targets aa statad in the technical 
assiotancc toam's scope of work m h o d  by the PACD!! 

(b) How effective wa9 the financial pnocess of tho OONWFP and USAID in 
mating the needs of the project expenditurca? How effwtivt was the role of 
the TA team in enhancing the PCU's financial capabilities? 

(c) How could the management and administrative structures have been more 
effective in achieving the project's objectives? 

5. Did the redirected project strategy that followed the IPresslcr mandated cutbacks 
achieve the desired results of drawing the region and its people closer into the 
benefits from interactions with the national economy? 

C. Drug Abuse Prevention Resource Center (DAPRC) 

1. How effective has the DAPRC been in enhancing public awareness about the drug 
abuse though its outreach and training program? Assess the adequacy and 
effectiveness of its outreach program. How can this program be made more 
effective? 

2. To what extent has DAPIPC succeeded in achieving its main purpose of supporting 
and encouraging l d ,  provincial and national efforts to achieve a drug-free society 
through reduction of both divg demand and drug production? 

3. To what extent has DAPRC succegded in achieving its stated outputs? 

4. How swcessful has DAQRC been in making a name for itself among the other 
provincial, national and international agencies dealing with drug abuse in Pakistan? 

5. What strategy can and should be implemented to strengthen the DAPRC-NGO- 
grassroots linkage? 

6. Does the DAPRC possess the capability to effectively and consistently monitor the 
effectiveness of the anti-narcotics campaigns? What systems can DAPRC put in 
place for enhancing its monitoring and evaluation operations? 



D. Urslted Ntione htennatioml Drug Control h o g ~ n m  (UNDCP) 

To evaluate the affective uw of USAID $10 million grant to UNDCP the tam shall: 

1. Meet and Ltervi0w the UNDCP officials magin8 the Dir District ~ o l o p m a n t  
Pmjsct, for which the grant was given, and asaes8 UNDCP effectiveness in 
manwing the prqject. 

2. Based on tho information in the cvduation and pgrcsc~ reports as well or on those 
gathered through interviews ~uiess the effectivenear of the project in eliminating 
poppy cultivation in the area and achieving its other stared objectives. 

E. Croas-cutting Evaluation Pssuw 

The following questions should also be addressed by the evaluation team. 

El* SustcrhbWty 

Which h e f i t s  axe likely to be sustained after US AID funding ends? 

Identify and make recommendations for sustaining the recently established VOs and 
NGOs in G a d o o n - A d  and Kala Dhaka. 

Identify and make reconnmendationo fm sustaining the newly established DNRC. 

Identify the role that PCUs can effectively play in development once the VQs and 
NGOs gst firmly established in both O a d o o n - A d  and Kala Dhaka. Will there 
be a need for PCUs? 

E2. Women and Development 

How has the project had an effect on women in Gadoon-Amazai and Kala Dhaka? 
What measlures should be adopted to get more women benefited through this project? 

What specific lessons have been learned from the project? 
What hm been the positivehegative effects of the project on the local population? 

F. Methods and Procedum 

The evaluation is scheduled for JundJuly, 1993. It is estimated that at least eight 
weeks will be required to adequately complete the comprehensive scope of work with a seven 
member team (four expatriate and three local). The expatriate team will meet in Washington - 
and have interviews with the contrz;r;iu's home office staff and review the technical 
assistance team's documents before twvclling to Pakistan. The team leader should plan to 



opend one additional week in Paklstnn to complete the f'inal dnaft of the report. The rchdulc 

Wuhington D.C. 3 dsyr 

Travel to and from Pakistm 

Ialmabad, 3 days 

Peshawu 2 days 

Oadoon-AmazaiPTarbola 10 days 

Informal Presentation 2 days 

Mansehra, 2 days 

Kala Dhaka, 6 days 

Informal Presentation 2 days 

Islamabad, 2 days 

Peshawar or Islamabad 6 days 

Islamalbad, 2 days 

Islamabad, 6 days 

Pmpsuadon for wdgnment, interviews with DAI 
Office and review of documentation; 

4 days 

Interviews with USAD staff 

Interviews with USAID and OOPISDU staff. 

Interviews with PCUIOFMT Staff, field visits to 
all 7 Union Councilr and interviews with villagers 
and members of village organization sin 3 
different Union Councils. 

Qadwn-Amazai specific Qebriefinglinformation 
sharing session with RDD staff. 

Interviews with USAID and OOPIPMU and local 
contractor team. 

Interviews with field t m s  and villagers in all six 
clusters. 

Kala Dhaka specific debriefinglinformation 
sharing session with RDD staff. 

Interviews with DAPRC, Narcotics Control 
Division, and UWDCP staff. 

Analysis of data, write-up of draft report. 

Presentation of draft report in a workshop to 
USAID and GOP staff and final report writing. 

Final report writing, team leader only. 

The team shall have a six-day work week. The contractor shall be responsible for the Mng 
of local specialists through subcontracting with local firmdindividuals. The team will make 
its own administrative and logistics arrangements, including secretarial support and 
international and local travel. 



G. Compwitlon of Evaluation Team 

The evaluation torrm lrhould b cornpoml of the following: 

Prajerct management apecialbt (expatriate team leader). The team leader shall 
have an advanced dagm in economics, public administration or d a i  science, with 
extenisive atperfence h the management, evaluation, monitoring, and implementation of large 
multi-sectoral USAID pxqjects. The peraon shall have workad in regional development 
projests in remote areas in such diverse areaa as community development, agriculture, 
agrofomtry, irrigation, and rufal in~tructure develcpment. This person will serve #s team 
leader and will have overall responsibility for ccocmlinating evaluation, apportioning work 
assignments among team members and ovemccing the drafting and preentation of the final 
evaluation report. 

Social scientWWID specialist (1 expatriate and 1 local). Female rural sociologists 
or anthropologifits shall at least have master's degree in sociology or anthropology with 
substantial planning, evaluation, and implementation experience in large multi-sectoral rural 
area development projects preferably with USAID. They shall have bmd background in 
rural development, organizing women's groups in villages, and experience in non-formal 
education. A knowledge of rural sociology and the rolea of women in a Pakhtoon culture 
would be a great asset. The local social scientist must be fluent in verbal Pushtoo. 

Community development specialist (1 expatriate and 1 local), The specialists witt 
Master's degree in any social or behavioral science, shall have extensive project experience 
in project evaluation, monitoring, design implementation and management. They shall have 
worked in remote areas on community-based development projects involving small scale 
enterprise, rural health, and rural infrastructure development. The specialists should have 
experience in the formation and operation of village organizations and non-governmental 
organizations, The local specialist must be fluent in verbal Pushtoo. 

Agricultural economist (local). The agricultural economist shall have a broad 
background as a generalist in agricultural scienas. Hdshe must be able to assess the impact , on the farmers and the community of the project interventions. The agricultural economist 
shall have a background in rural development projects with field crops, horticulture, 
livestock, and forestry experience. B 

Countemrcot&s education, wwawness, and prevention specialist (expatriate). 
The drug prevention specialist should have broad background as a generalist in the area of 
drug abuse prevention, awareness, and education. The person must be an experienced 
designer and implementer of a countunarcotics demand reduction, education, awareness, 
outreach, and fund raising institution, with preference given to both U.S. and developing 
country experience. The specialist must have demonstrated expertise in mass media and 
marketing methodologies and developing organizing, and managing governmental and non- 
governmental institutions and linkages between them. This specialist will work for four 
weeks only. The team leader will determine the time frame for this specialist. 



HI. F o m t  of repart. The final report ohall contain the fallowing oections: 

Tabla of Cantanta 

Acronyms 

Basic Project Jdentification Data Sheet, 

Executive Summary of non more than three single spaced pages reviewing major 
findings, conclusions and recommendations. A sample format will be provided by 
the Mission. 

Body of the report, which includes a description of the country context in which 
the project was developed and carried out, and paov1da information (evidence and 
analysis) on which the conclusions and recommendations are based, Conclusions 
should be short and succinct; the recommendations should be action oriented. 

Differentiation between findings, conclusions and recommendations should be 
clearly made. The main body of the report should not be more than 40 pages. 

Appendices - these should include at a minimum: 

- Evaluation Scope of Work - Logical framework together with a brief summary of the current status of 
original or modified inputs and outputs - Description of methodology used in the evaluation (e.g., the research approach 
or design, the types of indicators used to measure change, how external factors 
were treated in the analysis) - A bibliography of documents, individuals and agencies consulted 

- Findings/conclusions/recommendations matrix 
- An evaluation summary in the USAIDIW prescribed format 

H2. Submission of Report 

Submission of report will be in three stages: (1) the team leader shall submit 20 
copies of the draft report at least three days prior to the workshop in which the report will be 
discussed with USAID and the GOP; (2) the team leader shall submit ten copies of the draft 
final report, after incorpoxating changes and recommendations agreed to in the workshop, to 
the Chief, Rural Development Division at least three days before his departure from ,' 

Pakistan; and (3) the contractor shall submit 50 bound copies of the final report again to the 
Chief, Rural Developmmt Division, &)/ADD within eight weeks after the evaluation. 



The evaluation team is scheduled to atart its work on/about Junc 7, 1993 and will end 
onlobout Augurt 4, 1993, All team rnambcna will be recruited for a period of 45 work days 
except for the team leads  and counternarcotics education, awareness, and prevention 
specialist who will be requirad to work for 51 and 24 work days, respectively. All team 
 member^ will be r e q u i d  to work 6 days a week and on holidays. 



SCHEDULE OF VISITS UNDERTAKEN BY THE EVALUATION TEAM 



ANNEX L 
SCHEDULE OF VISITS UNDERTAKEN BY THE EVALUATIQN TEAM 

July 18, 1993 Evaluation tcam members ( A d d c  Agro Development 
Intmnrional) mobilization and arrival at Islamabad. 

July 19, 1993 Evaluation tmn members from USA arrive at Islamabad, 

July 20-23, 1993 Evaluation team meeting with USAID staff at Islamfibad 
(afternoon). 

July 24-26, 1993 Evaluation team meetings, study of different documents and 
preparation of report outline and guidelines for field work. 

July 28-31, 1993 Evaluation team visits to diffmnt Union Councils for field 
survey in Oadoon A~nazai Project Area. The other members 
rejoin the team and visit different Union Councils in Gadoonl 
A m d  Project area. 

Aug 1-6, 1993 Evaluation team, meeting at Peshawar USAIDiOffice, Maj 
(Retd) Tariq Mhmcloci Program Coordinator GFMt, Mr. David 
A. Smith of Covendale. 

August 7, 1993 Evaluation team asrives at Mansehra for field survey in Kala 
Dhaka Project. Om August 7, 1993 and holds meeting with Mr. 
Sadaqat Ali Khan, project manager KDADP, and female social 
organizers. 

August 8, 1993 Evaluation team .;leeting with the entire project staff, Mr. Aziz- 
ur-Rehman, EAJjA Mansehra, and collection of necessary 
documents concerning Kala Dhaka project for review of 
literature. 

Aug 9-12, 1993 Evaluation team visits different khels both North and South for 
field survey work. 

Aug 13-27, 1993 Evaluation team work at Peshawar in connection with: 

a) Meeting with different line departments (education, 
health). 

b) Meeting with USAID staff on August 16, and August 22, 
1993 for debriefing. 



c) Mwting with Mr. Tarlq Durrani regarding NO0 on 
August 15, 1993. 

d) Meadn~ with Mr. AMullah, Director PAKD P~hawar 
on August 19, 1993. 

) Meeting with Mo Meqj Qaim Shah, My Member, 
BOD, QAARSP, 

f )  Analysis of data, 

g) Writing of first draft. 

Aug. 26, 1993 Evaluation team departs Islambbad, 

Aug. 27-28, 1993 Team gives report a shape to e s t  draft. 

Aug. 29, 1993 Submission of first draft report to USAID Pahawar. 

Aug. 30-31, 1993 Evaluation team gives fmal shape to report. 

Sep. 02, 1993 ' R-antation of rcport to Mr. John Blackton, Mission 
Director, USAID/Islamabad. 
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ANNEX 0 

WOMEN IN DEVELOPMENT IMPACT AND ISSUES 



.d A. Introduction 

Until the initiation of the WID program of the Northwest Frontier Area Dmelopment 
project, girls and women in this region of Pakistan had bean restrictad by purdah from 
actively seeking means to improve their own welfare. The WID program has subsequently 
given PJWFADP women a modest chance for personal growth and improved health and 
nutrition, and provided same vocational training opportuni9ics. Most important, considering 

I that n~ral Northwest Frontier Province (NWFP) femala had an illiteracy rate of 96.2 percent 
in 1991-1992 (Economic Survey 1991-1992, OOP, in Naqvi and Rashid 1992, p. 42)' the 
WID program has increased educational opportunities for girls and women. It also has 
succeeded in modifying male attitudes, to a small degree, concerning women's rights to have 
their own activities apiut from their household and agricultural duties. 

B, Gadoon Amazai A.oJect 

The WID program was first introduced in Oadoon Amazai in 1986, and faced 
extraordinary difficulties getting started. There was great male hostility to the establishment 
of nonformal education (WE) centers for women. When that was overcome, there were 
serious logistical problems reaching remote villages; in some cases a three-four-hour boat 
ride had to be followed by a four-hour walk over rocky terrain. There was dlm the.problem 
of overcoming untutored attitudes towards improvements in health, hygiene, sanitation, and 
nutrition. 

At present, as in the past, all WID program components hl the Gadoon Amazai 
project are channeled through the W E  centers, which were established, starting in 1986, in 
seven union councils: Gandaf, Gabasni, Kabgani, Ganichatra, Nara, Nagrai, and Baitgali. 
WID programs are chiefly in the fields of health, girls' and adult education, agriculture, and 
vocational training. The WID centers also teach life skills, like personal hygiene and 
religion, and function as a refuge and women's forum for socializing and discussing mutual 
concerns. 

B1. Health 

Them are approximately 80 major viliages in the Gadoon project area, and while 
there has not been a formal count of the population, estimates vary widely from 130,000- 
160,000 for both sexes. Females make up approximately SO percent of the population, or 
65,000-80,000 individuals. Of those, only three village women were selected for training in 
health in 1989-1990 (Purpose Level Monitoring System, March 1993); two to become lady 
health visitors (LHV) and one to become a health technician. Training periods were two 
years for the LHV and 18 months for the health technician, according to the Department of 



H d t h ,  As of Auyuot 1993 there w m  no aapsrta that the LHV had practiced in the Oadwn 
project areti, 

Thfrty-five dal, (traditional midwiver) w m  trained to become traditional birth 
attendants (TBA) by the Dapartmetlt of Health, rscdving a krmwledpe of modem hygianc 
and impraved mother and infant nutrition. Due to unmodified Witional attituder and/or a 
lack of infanation an the reladonahip of otdla &livery tcchniquea to reduced infant and 
maternal mortality, not all village women take advantage of the TBAs in villages in where 
they am prcscnt. Some ati l l  prefer to use untrained dais (intmiows, August 1993). 

The project-sponsored Expanded Program for Itnmunizadon @PI) wm smrted in 
1989, and wag to be conducted at all NFE centem Five NPE inrtructors were trained to 
assist EPI as rnodvators and recorders. BPI afforded protection agai~st common childhsad 
diseases and tetanus to more than 5,000 infanta and children under five and more than 2,000 
girls and woman in 1989-1590 (Puq108e Peel Monitoring System, March 1993). However, 
the program h u  not yet reached all of the women and children in the target population. The 
program has not been carried out consistently, primarily becaua between 1990 and the 
reactivation of EPI in July 1993, there wcts no program. The required sequence of four 
cycles of inoculations was completed in the villages of only three of men union councils. 
Cycles were interrupted in the four other union councils due to various factors: lack of 
transport, dissatisfaction of health technicians with their field allowances and the arduous 
terrain, and absence of female health technicians more acceptable to women seeking 
inoculations for themselves and their children. 

Some of the most beneficial NFE courses, potentially, are in health. However, out of 
20 NFE centers surveyed in September 1992, only six taught courses in personal hygiene and 
use of oral rehydration salts (OW) to prevent diarrhea in children and adults. Only 271 
women of the 1,621 women mmlldd in NFE centers received this training. Furthermore, of 
the 21 N l Z  trainers surveyed in 1992, only 10 had any formal health training courses 
(Assessment of Women's Non-formal Education, 1992). In spite of educational deficiencies, 
trainers have undertaken many beneficial tasks including conducting courses in personal 
hygiene, hand-washing, sanitation, nutrition, child care, and the importance of using ORS. 
In Nagrai, trainers distributed iron pills because there is a higher incidence of goiter in there 
than in any other project area. NFE trainers also conducted a children's growth monitoring 
program in 1987-1988. 

The water supply systems installed in 116 villages have the potential to improve the 
health of all villagers, men and women. They also will relieve, women and girls of the 
arduous task of having to walk long distances to fetch water weral times daily for 
household needs (see discussion of water systems below for further information). 

B2. Girls' Education 

The project provided six girls' schools (ohm primary, one middle, and two high 
schools) that enabled 349 girls to become educated (Purpose We1 Monitoring System, 
March 1993). The pject also trained primary school teblchm and paid for uniforms, 



textboob, and copybooks tq ancourage condnuing atmdanco of the poomt girls. Like the 
boys' ochoela conrtructatt by the Oadoon Amazal project, girlo' achoolr do not all have 
aufflcient supplies, boob, furniture, or water aupplieo and latrines. 

The NFE centera provide a rite for adult education and numcracy. In sseyeral areas, 
where the girls' primary achoolle lacked a teacher, the centers' literacy courses have been the 
only m u m  for female education and reading materials in the village. Howwer for adults, 
visual dds and additional graded reading materiala are n d e d  that contain rubjwt matter 
relating to feminine concerns and daily work routines. Since auch materials are not yet 
available, adult graduates of the prosram often have not pmgressad and mily forget what 
they have lamed. Since three out of the 21 trainers were found to be illitmate in 1992, 
three NFE centers lacked this program (Assasment of Women's Nonforrnal Education, 
1992) 

B4. Agriculture 

NPE centers also offer valued courges in kitchen gardening that have produced table 
vegetables like o h  and spinach and herbs like lemongrass to improve household nutrition. 
While some of the kitchen garden programesuch as the allocation of 50 tomato plants to 
women for planting--did not succeed for the majority of participants due to insufficient 
training, in some gardens, tomato plants or other vegetables like onions first cultiva'rd in 
nursrries flourished. After fulfilling household needs, the remaining surplus can b m e  a 
modest source of income through sles to other women in the village. At present, there are 
two project area women's groups organized around kitchen gardening. 

A 1990 income-earning kitchen garden pilot project in ,Nagmi to help three poor 
landless women in each of three villages through profits earned from growing tomatoes, 
failed when the tomato plants died (Javed and Khanum 1990). Lacking profits from the sale 
of tomatoes, the poor women were unable to pay the landowner's rent for the small plots. 

. The landowners became angry and the pilot project was dropped. A suggestion that the 
landless grow vegetables in containers was never acted upon. 

Like other project components, agricultural programs have been disconcerted by the 
program change from offering subsidies to promoting self help. In particular, when the 
kitchen garden kit of free seeds, fertilizer, tools and pesticide spray were used up, some 
recipients gave up because they lacked seeds; others could not afford to buy fertilizer and 
pesticide spray, and had to return to traditional gardening methods that produd lower 
yields. 

B5. Vocational Traininrg 

Courses on soap and candle making were unsuccessful and had to be dropped because 
it was too difficult and expensive to maintain supplies. The most popular and successful 
training appears to be in sewing, embroidery, knitting, and learning to cut patterns and cloth. 



The pmjsct aupplisd rowing md embroidery machina to erctr WFE centm, and a faw 
knitting moclner to aoma conm, tt WM reported that 178 women had ortabllrhed their 
own pnment mrkln8 burinems in the project uar (Asreramant of Women'r Non-Formal 
Edudon 1992), and two women9r groups each have k n  formed to sell sewing in their 
own villagcu. 

1BQ. Chamcter of NFE Csntam 

W E  centma created under the paoject do not have their own facIUtia in each village, 
Instead, they occupy one or two rooms rented from a village hou~ehold. Quite ofton these 
quartera am located in Pather confined spaces, with poor lighting, inadequate ventilation, and 
lack of essential sanitary amenities. Tho ntionale for renting rather than having permanent 
quartera is that the concept can be inaxpensively replicatad and thereby more widely 
distributed. In some of the larger villages, cmtm have moved w v d  times to provide an 
opportunity for participation to women in several gartv of the villages. Otirer reasons for 
moving have k e n  village faction conflicls and friction with house awnm from whom rooms 
wero rented. 

At present, thc W E  trainer l iva at the NFE center for 26 days a month, and while 
there are scheduled times for instruction, she is almost always there when village women 
have time to drop by. She is chaperoned by a female sewant, The centers"ong-tom policy 
is to turn themselves into self-sustaining village institutions. To that end, the NFE leadership 
has already started training village girls and women to k a m e  instructors. It is hoped that 
local women trainers will foster a strong sense of village identity with the NFE centers. 

In 1988, thm were 30 NFE centers in Uadoon Amazai and plans to establish 
additional ones. Then, due to a combination of factor% such as trainer absenteeism; lack of 
coordination among trailling, tools, and raw materials; male Pesistatnce and male harassment 
of trainers; inefficient record keeping; and lack af curriculum development; the number of 
centers dwindled to 22. Most recently, as a result of the change in USAIE) policy, funding 
only was available for the most viable 11 centers of the project. 

R7. Beneficiaries 

The majority of women attending NIFI! centers appear to be well dressed, and thus do 
not include the poorest girls and women of the village. it is not clear whether p r  women 
may be too busy working to attend, or whether they are intimidated from attending bemuse - 
the center is situated in a house in which they do not feel welcome. In one village in Nara, 
it was reported that the majority of' amdees were the relatives of the house owner 
(Assessment of Women's Nonformal Education, 1992). 

While the EPI and training of dui should have benefitted all girls and women in the 
villages where they were implemented, the kitchen garden p r o w  was allocated to female 
members of landholding b i l k s  who could spare the space for a .omall1 plot. In 1992-1993, 
298 women attended NFE baining courses (Purpose Level Monitoring System, March 
1993). 



The 1WR ccmtlsr Iderahip is in the proccuw of expanding W E  curricula to include 
toachingj mom income yenation rkillo, like ratrin# rilkwmr, and is exploring the 
poutbility of srtabliahing lfaimona with pdvats antarprim. Accordin# to a rradd organtzar, 
the M E  may organize income earning support group for village widowe and divorcees, as 
wall, One $wid organizer hru wtud to introduce eudyptua tree aplinar to the kitchen 
gardenr and along tha edges of fleldo as a future source for fiwcxxl. The eucalyptus' 
propwrdty to sap d l  nutrients and moiatura from the surrounding teaain, could cause 
serious soil depletion problems a# the trees mature, however, 

USAID funding for the Cladoon Amad 'WID p m g m  waa administered by 
Coverdale from Augunt 10 to October 9, 1993. Since October 10, the pwram will be under 
the supemision of the Pakistani contractor who wins the USAD bid. Funding will be 
sufficient for a WID program coordinator, two female orpizers ,and 11 NPE trainers. 
After that date, the program is supposed to be managed and funded by the project-created 
NOO, the Gadoon Amazai Rural Area Support Program. According to NPE trainers, village ' 

women who attend W E  centers fully support them in c v q  way they are able to, and would 
make extraordinary efforts to maintain them in their villages. The six WID project schools 
were taken over by the Department of Education in August 1~E3. It is not certain whether 
the Department of Health will have sufficient funds to continue WID health programs like 
EPI and the train@ of more dafs to become TBAs. No funds have been earmarked for 
disbursement to these programs by tip field management team. 

To ensure that m ' s  are sustained and managed profcssionaliy on a long-term 
basis after September 1994, a non-NGO alternative should be considered such as 
putting the program under the dimtion of the Social Work Department at 
Peshawar University, the Women's Division of the Department of Social Welfare, 
or the Outredlch Directorate of NWFY Agriculture University. 

+ A core cuniculum of essential subjects including health, sanitation, and adult 
literacy, should be devdoped and taught in all NFE centers. Marketing surveys 
must be conducted prior to developing new vocational training courses. Where 
possible, courses should be developed that use locally available materials like 
leather, clay, reeds, and wood. 

The suitability of food preservation or food processing courses, based on local 
production, should be explored with the Malakand Food and Vegetable Institute, 
which has "extension training materials in Pushtu and female f d  technologists" 
(Durrani 1992). The MFE program also would benefit from receiving design 
advice for their sewing and embroidery courses, either from the national handicraft 



To davalop vocational rMlr rurd prevent boredom, sr rariea of gmsteadvely maim 
difficult courm ohould be developad. New couw ahould be p m t a l  to 
maintain onthuoiaam for NPB, Courrsr could Gb i n t r a d u  that are recommended 
by IPllldrtrmi womdr  organhtionr, ruch nr tsachtng mrtsrlirlr on the Pakistan 
constitution, the lmpomce of woman exarcirina their fundsunantal rbht to vole, 
and women's legal right8 under mli&wr and sscuhr law. NFE ttrrfnera dm need 
periodic refmaher couraca to keep YkTOIOt of thew and other new idem. 

0 Women who form groups to dmlop incornscanring antmpiacs need marketing 
advica and additional capital through aome kind of savings and lam program. 
h n s  could be made available through r program daveloped on the Orarnm l b k  
model, which accepts collective rerponribility in lieu of collateral. Recently, thm 
alrro has been a suggegtion that the new Women's Bank establish a " ~ p d a l  
window" for poor women (m Murttm, Augur6 17, 1993). At prorsent, villagc! 
women's main source for very small mount8 of capital are their own circular 
savings societies. Sina project subsidies are no longer available for kitchen 
g d u n  experiments, a sourw of capital is vital if poor landless women are to be 
enabled to rent land to grow crops for better fiunily nutrition and prafit. With 
loans, poor women could buy and raise animals for profit as well. 

The accelerating out-migration of men seeking off-fann employment in the Oadwn 
Amazai Industrial Estate (GA1E)-and to the larger PaLifit~m urban areas and 
abroad-mms village girls and women will have a greater mnge of agricultutal 
tasks to look after, At present, women arc heavily involved in all aspects of rnaize 
and wheat cultivation, in addition to kitchen garden cultivation and animal can:. 
Village women complain that their chickens and animals die and that there hasl 
been no advice or aid to prevent m u m c e .  They need direct agricultural m d  
veterinary extension advice and service. Attention should be paid to women's 
animal care needs by female extension w o r m  and d a l  organizem who rwmtly 
received training (only for a week) i l ~  livestock managemcolt practices from thc 
Outreach Directorate, NWFP Agriculture University, under US AID'S TIPAN 
project (The News, July 23, 1993). It would be beneficial if female agricultural 
extension workers were trained as w d .  Both kinds of mums should last for 
longer than a week and should thoroughly cover their mpedve  subjects, as well 
as investigate appropriate technology devices to lighten women's workloads, 

With the discontinuance of subsidies for fertilizer, animal dung is being spread by 
girls and women in the fields and kitchen gardens. Camposting courses should be 
developed for agricultural extension workers to teach to w e  women so that this 
kind of fertilizrer is decontaminated. This would cut d3wn on the number of flies 
spreading infectious bacteria to uncovered foods after settling on animal excrrrta. 



Whm water  upp ply syntema have k m  innullled, women have kwur f w d  from 
oxpending r p a t  dcurl of tlms on this mk. Hourever, they ad11 have to rpnd m 
inordinate amount of' tlma cellwling fuetwogd nnd fddar for their animal8, A 
d r l  forsrtry program rhould be dmloQcd that by plantin# an ~ ~ - Q U ~ I I Q I  i p i e s  
of (a4g4, acacia) on plot8 clam to mch v i l b a  could prnwida fuel and fddar  
nnd prevent ad omion, The World Food Pmgnun ir intamted in promating the 
planting of tma for social forestry plou under ita P d  for Work program, and 
perhaps cauld exmd Ma pmgmm to f a d  and fuel leu, 

Rigomug courrss in hy~iene, sanitation, and nutrition, including an emphasis on 
the need t~ use iodized salt in cooking, should be taught to W E  instructors by 
profegsionals in preventive medicine from the haic H d t h  Unita or the H d t h  
Department. Alternatively, them profeuianalr could taach the oouma dimtly to 
village women themselves. Some Oadoon Amazai women am alraady interested in  
practicing family planning, but if the family planning program is to become a 
reality, supplh have to be stocked and available at the BHUs or dispersed from 
their own centers, aa is the caec in Qandaf. 

Aid for NFE literacy and other programs should be solicited from UNICEF, 
UNIFEM, the ILO, and international NOCh like Save the Children or Can, which 
an experienced in developing programs for disadvantagad women. These entities 
wuld also help with advice, materials, and cumculum devdopment. 

In terms of administration, MFE centers should be sujmvised mom rigorously to 
prevent prolonged teacher absenteeism, 

If the objective of the WID program is to provide a center where all village girls 
and women, including the poorest, feel welcome, centers should have their own 
quarters so that they are not identified with the homeowner who rents the moms. 
More important, centers need adequate space, with an independent water 
connection, latrine, furniture, library, and electricity providing good lighting for 
sewing and other handiwork. All of this is in addition to adequate equipment and 
supplies related to course content. 

C. Kala Dhaka Praject 

CP. Introduction 

The women in Kala Dhaka arc more disadvantaged ahan those in Ciadoon Amazai for 
s a t d  muons. Their village areas, as punishment for a 19th-century tribal tcbeIlion, never 
received any services during the British colonial period. In addition, their mobility is 
restricted by purdah to household tasks and agricultural work. S t m  family and cultural 
traditions evaluate them merely in terms of the number of children they produco-males 
prcfcmd-and the mount of work they perform (Hussain, 1992). In addition, the Kala 
Dhaka project, which started in 1992, has had far fewer funds and a shorter period of time 
(only about a year and a half) to provide a WID program. Finally, since Kala Dhaka women 



Kala l)W girls and w o r m  ha* had little or no oppmnitias fot dimtion, and 
consaquently tamah illitmay mtm um W e  97 panant. Qirln am married at a vgy wly  
006 (in most cswr naaniw a m r  directly after puwy), and the majority of airla go from 
childhood W t t y  into child-beatin8 adulthood, Conraqmtly, the rqion kau r very high 
birth nate a d  motherchild depmdmy ratio. Yet the women have ha8 little orcccurs ta 
modern medical ~ l v e  for their ggmscglogiaal and obat8trical pmblcma, Before W A D P  
intervention, they had no tnined TBAs, only daisl--traditional untrained midwives. As o 
result, maternal mortality rates haw ken mlatively hilgh. 

In addition to household tcuka, project-dated women work very hard in dl aspects 
of itgricultum. It is sstimacd that 75-80 patent of the local economy Ha dependant on 
women's labor. This percentage has probe$ly incrslwed lately rina it ir adjudged that 90 
paca t  of Kala D M  men migmte to Karachi, leaving the women to c o p  with all fm 
tasks. 

C2. 'Water Supply 

In the 65 villag~s where thc project has bem active, social organizers have stimulated 
the formation of village action committees to construct sd-SCIhXe water supply systems, 
with technical assistsvnce from the project. The 40 water schemes that have been installed 
have relieved women in 40 villages of the burden of fmhiq  water wer long distances, since 
water now is piped directly into village stand pipes and even, in a few instances, into houses. 

The Kala Dhaka project WID program has anly provided training and murces in 
health, aglriculhue, chicken raising, and vscadonal skills. The project has not sponsored 
NFE centers, adult literacy mums, or girls's pairnary education, though it helped accelerate 
the opening of two girls' primary schools (see education section of this report for information 
on the status of eight government-sponsored girls' primary schools). 

b j  ect-sponsored vmtimal training appears to have p d W  little additional income 
to village women, for various reams. Soap making was higned as a popam that would 
coordinate with the production of mustand oil from mustard lrndr planted in the kitchen 
gardens. 'Fhe progmn was conaivd also as a means to.imprsvt sanitation and hygiene, 
reduce household expendituns on the commercial product, and provide income. Toward this 
end, 38 women from 12 villages were trained to und- this mdeavor (Rupoae Level 
Monitoring System, March 1993). In January 1993, the women were given metal soep 
making equipment and supplies to fulfill the soapmaking formula. In Kandar, two men even 
became intercsoed in establishing a small soap factory there. They were taken by the female 
WID specialist to visit a Hariput map factory for advice and to familiarize themselves with 



Women in selected accssrible villages have bcneAttad from the WID spscialirt's 
design of training for 60 &&, chom from fgur of the wvon village clustm in the Kala 
Dhaka regim, to become triadidanal bitth attendanto. From their l 4 4 y  training paid, 
they have acquired a knowledge of pre-and post-natal care, rteaile delivery techniques, 
personal hygiene, importance of breast feeding, m a t d  nutrition, weaning food for the 
baby, and EPI. They wcn also equipped with a Save the Childmi midwifc kit. 

The most highly appreciated project-spomrcd health component was Qhe coordination 
by project fcmdc social oqanizerr-without merit of Health assi&Pnco--of three 
mother-child h d t h  clinics. Theac clinics, ofken referrad to aa mobile W t h  clinisrs (though 
no touring medically equipped vehicle was involved), w m  held oram in r BHU and tCa other 
two times in the moms of a village house. They bmught a female doctor far the first time to 
treat 570 women and childm from 15 villages. Previously, women in need of a female 
medical doctor would have to travel long distances to area hospitals located at Thabot, 
Darband, and Oghi, since the BHWs lackal kmak docton and were usually undersWTad, 
There are plans to continue this valued program aRd visit every village in the Kala Dhaka 
region on a mtational basis if adequate funding is available. The Dcpartmcnt of Health has 
declined to ooopci0te in staffing the mother-child clinics, claiming that their funding is 
earmarlcod only for settled area programs. Although they give most of the advice to women 
on nutrition, sanitation, and penonal hy~ienc, c u m t  social qadzers have not d v a d  any 
formal training in health ?hat qualifies them to teach these subjects. 

Beekeeping. Bcekcqing was introduced as a women's activity, but was soon  taker^ 
over by men, probably as a mult of the need to move the boxw when the hives were 
transported to new locations. 

Chicken mising. The chickexl raising program was inaugmted in 1990 with the idea 
that after fdfilling family nutritional neuis, the surplus of chickens and eggs could provide 
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added Lcome for women. Mom than 2,000 Qayoumi chicha were dirtributcd to 1,895 
hoursholds h m  1890.1992 (Purpotu l a d l  Manitsrfn# Syrtum, Much 11993). The program 
ruffed from hiph ntbl of chicken di#uo duo to the lack of available timely vnc6lnationa 
againat Nswcutlo Dirsrw. Conrequmtly, the Fayoumi ckichr  all died or w m  eaten. The 
mqjorlty of chickma rurvivin& in the vlllqaii at p m t  am of a different brwd, and wars 
bought from a Mvushn commorcid chick nlmr who porlodidy d b  r atrutat pack of five 
female chick8 and one cock to villqeru. Them chickuns are ganemlly csndded to be for 
household convumption or egg laying. The small number of egg8 produced, (about 20 per 
month) am earn by the houwrhold, and any rurplur ir bold in the villqe or given away, 
Some village women my it ia rrg:ainrrt thdr oradidon to A1 food to fellow villrgm. 

EVCA them w m  high enough prreduction to contemplate marketing chicken$ and e~gs  
outside the village, it ia doubtful it would be profitable considering the difficulty of travel in 
the area. M m c r ,  the initiatm of this pmpm wm likely unaware of the aubrtantid 
competition o f f d  by large-scale chickcn raising enterprima (500-1,000 chickmr) for egg 
production and meat situated near towna like Manretrra and Qalendfa. 

Kltcheu gardswlr. Kitchen gardens were initiated in 36 villages in early 1992, and 
106 women pdcipnted in this program (Pupposo fnvcl Monitoring System, March 1993). 
There were no kitchen garjcfu kits rupplied; rather, demonstration plots were laid out and 
planted, and fertilizer and seeds w#a distiibuted scamally to participant& The gatdens 
were very successful for a yeas, particulafiy in high altitude amas, l i b  the villages of Seri 
cluster. In fact, it was .reported in September 1992 that in S& Khan village in north Kala 
Dhaka, women were producing a srrrplus that they sold to neighboa and village shopkeepers 
(Shameen Khan, 1992 ). In the lowlands, gardens weae most suausful in the villsrges of 
Kandar and Nimy Kilay, though not in Shag& where the women were not coopetlltive. 
Some of the more adept gardenen were wen trained in seed preservation. 

After the WID specialist left in March 1993, there wa4 only sporadic distribution of 
seeds, sometimes too late, but no fertilizer. Consequently, wme gatdens were no longer 
well tended; some not at all. Others continued, relying on natural fertilizer, and had reduced 
production. Nevertheless, in the villages of Kanclar and Niwy Kilay, gardens are still 
productive, even with reduced yields. In these two villages, 1ritc.M gardens were observed 
by the team to be well-tended, intemsely planted small plots what  oniona, tomatoss, and 
other table vegetables arc raised. The growing of mustard seals ~xntinues, since it was 
enccuraged in the past to produce oil for hairdressing and soap making. It is also grown for 
its leavw, which arc cooked aa a vegetable. Spinach is increasingly favored in these 
gardens, as a result ~f village wmen receiving nutrition information from relating the curing 
of anemia to higher iron cornsumption. At present, the largest part of ldtehcn @en 
vegetable production is for home consumption, and little is sold for reasons similar to those 
discussed abow in chicken raising. Wosncn do earn small amounts in some village on an 
irregular basis from non-project traditional production, for example f h m  scl'ring ghce to a 
neighbor when they have a surplus, or sewing a traditional garment s f  #mother woman who 
lacks sewing skills, 



For airla' primuy ducation, thn, W!D rpecrlrrlirrt foamad adurntion commltteea in two 
villagaa In Kandnt-Kotkai clurur with the help of u)c:hl and community orgmlzers. They 
ware able to allect rupplier, hdtura ,  and boob to enable two government glrlr* primary 
achoolr ta om, A thitd cducatlon committee war in p m r  in Oeway cluotar when the 
f m a  WlgD rpechliot left in March 1993. 

The WID apidia t  had plan8 for a foed pmma.don surd a credit program to market 
surplur vegetables, but left the program befom theos i a s  could be realized. The current 
female social organizm have plan8 to stimulate a aavinfp program to enable women to buy 
sewing machihe8 so they can aew gamentr for their own families. Under this plan, one half 
of purchaae price for the desired equipment would come from women's collative savings, 
and half would come through a matching grant b m  the project. There also arc planv for a 
food preservation coum to make jams, jelliaa, and ketchup. The social organizers are 
sensitive to the Kala Dhaka girls' and women's needs, and want the WID program to expand 
to include Rdult literacy courses given at NFE centers. 

Project benefits in health would appm to have been equitably distributed within the 
villages affected. While many women hold vaccination a d s  for themselves and their 
children, not d l  villagsv have rcccived the Expanded Program of Immunization. Kitchen 
gardens benefitted the female relatives of landowners since only those families had land to 
donate for such a purpose. However, the WID spccialint reports that in almost all 
communities food surpluses would be distributed to the p r .  Soap making equipment was 
only given to 38 women in 250 major Kala Dhaka villages. Water supply systems, since 
they release water through stand pipe faucets, provide water to all women who want it 
without discrimination in the 116 villages that have them. 

C8. Sustainability 

The Kala Dhaka WID program was taken over by the USAID contractor, Coverdale, 
from August 10 to October 9, 1993. During this short period, Cwerdale proposed to carry 
out an ambitious program to address a number of problems. It was to promote a concern for 
the poor, organize adult literacy classes for both sexes, and determine causes for primary 
sci~osl dropouts, This is a pertinent cancern since the NWFP has the second-highest female 
dropout rate in Pakistan, after Baluchistan (Basic Education for All, Statistical Profile 1981- 
1996-2000, in Naqvi and Rashid, 1992, p. 57). Coverdale planned to continue EPI activities 
and hold fne medical camps and two more mobile clinics with a female doctor in attendance, 
It also was t~ have social organizers concentrate on teaching the improvement of sanitation, 
hygiene, and nutrition, including the need to include adequate minerals in the diet and 
iodized salt, since the water supply is deficient in iodine and goiter is endemic. At the same 
time the project will work to improve agriculture, Gspccially the growing of vegetables, and 



hi to  and livsrtock manyemont. After the CovofdPIe intmqnum, the WID ptogrslm will 
bo ruaJnod by the PaMaurnf contractor who win8 the USAID bid for supervidng the 
contlnwce of the flald mansllgamont team 0. The lPMT will axxiat of aix male and dx 
female wdal orllpnizarr and one p m g m  coordinator. The s:k famale m i d  organizers will 
admidater the ongoing WID propam, wMch after Scptamber 1994 will probably be 
ndmlnirtared by an M O ,  and the pooreat woman will d v e  aid from the SaSC program if 
they live in one of the villaga with 80 percent of tke population living below the poverty 
line. 

As suygestsd for Oadoon A m d ,  long-berm suatainrability, funding, and 
professionalism for the WID program would be assured if a line agency like the 
Department of Social Welfare (Women's Division), or the Social Work Department 
of Peshawar University were selected to admirrister the WID program. 

Income-earning training courses should be preceded by a market survey and cost- 
benefit analysis, if outside supplies are required. T&g courses either should be 
exclusively depmdent on locally and readily availabk materials, or be related to an 
instituted relichle distribution network that reaches village women, I d a  for 
income generation from processing 1 4  produce should be solicited fiom the 
Malakand Fruit and Vegetable Institute, which has extension training material in 
Pushtu, 

e Women need extension advice on seed selection for kitchen gwdsns and field 
crops, and on animal and fowl rearing. They also q u i r e  follow-up visits: 
whenever a new agricultural program is introduced. 

@ Rigorous mursea in sanitation, hygiene, and nutrition should be taught to social 
organizers by medical professionals from the Department of Health or medical 
doctors from BHUs. Aid to improve the welfare of U a  Dhaka village women 
should be sought from such NGO programs as UXICI3F and Save the Children. 

A loan program should be set up so that poor women can increase their income 
and family nutrition by renting cultivatable land and buying animals for rearing. 

D. Cross-cutting Project Activities tbat Impact on WID 

Dl. Water Supply System Safety 

Gadloon Amazai. In providing 116 water supply systems, the project has benefitted 
women greatly by ducing the time and energy they had to expend cdlecting watcr for 
household use from sources often located over mky terrain from 1-3 hi ,km their homes. 
Another hoped-for benefit from supplying potable water was a discemable reduction in the 
waterborne disease rate and a general improvement in health of tht chX and adult-user 
population. However, the healthfulness and purity of the water has been compromised by 



broken, a n d 4 r o h  intc+distrlbution pipes, by inadcquata and caralas canstn~ction of 
poorly maintained &roundwater tanks, and by traditional methods of acquiring and 
tranrporting water, The conwsquences multing from water pollution am evident from a lack 
of reduction in the waterborne morbidity rate. In fact, them has be- an increase in 
gastrdntertinnl epidsmicr, including in August 1993, rariour illness and deaths of infantti and 
children from cholexa, Dimhea in infanta and children I8 a very rsrious illness derived from 
a lack of hygiene and unclm water. The Oadoan Amazai am aharcs with the rest of rural 
NWPIP tho highest under-five diarrheal mortality rate of all rural populations in Pakistan 
(I@mlb Dfawku: A Manual gbr Medical Precddonets, Dr. Mushhtaq A. Khan, in Maqvi 
and Raahid 1992, p. 32). 

Traditional water collection methods cumuladvely have raised the count of shigella 
and other harmful bacteria in wells and groundwater tanks. Women were obwrvad putting 
their own water mnt(Liners-which can be my sort of tin from any kind of product, or a pot, 
attached to their own rapes made of an assortment of materials-into the wells. Women also 
dip their own containers into the groundwater tank since not all tanks are equ2irped with 
faucets. The practice of washing clothes next to a well can likewise contaminate water, The 
lack of public latrines in the villages and the schools is yet another cause for concern related 
to water supply safety. 

The majority of water supply systems will not be maintained by the government 
because they are too small. It is hoped that sociril organizers will stimulate village action 
committees to sustain the small-scale systems since they are an essential village service. 

Recommendations. Distribution water pipes should be buried where possible to 
prevent break-ins and undue weathering. Piped water, apart from house connections, should 
not be collected in uncovered groundwater tanks. Ideally, drinking water should be released 
thmugh a standpipe faucet. If groundwater tanks are necessary, they should be maintained to 
prevent leaks, be covered, and equipped with a faucet. Wells should be roofed, and only 
one container should be lowered into well wate~, and then cmptitxl into covered, clean 
household containers. 

The hygiene courses taught at NFE centers must emphasize preventing water 
contamination and should be taught by professionals from the Basic Health Unit or the 
Department of Health. Linlciges between health care professiondu in the BHU and the NFE 
centers are essential to maintain since the Public Health and Engineering Department does 
not supervise ssmall-scale supply systems. Doctors in the BHU want to prevent further 
epidemics and should be consulted about came content, and duration. Several BHUs in the 
Gadmn Amauii will expand to become equipped with laboratories capable of periodically 
testing village water supplies, thereby helping prevent waterborne disease epidemics. 

&la Dhaka. Twenty water supply schemes have been constructed in the Kala Dhaka 
project area by village action committees, with technical assistance from the pmject engineer, 

' 
rather than fmm the Public Health and Engineering Department. In design, they are superior 

.I to the Gadoon Amazai systems since the pipes wrying the water into the village for 
household use empty at standpipes equipped with a faucet, or become house connections. 



Tha pt6ntial far contamination is therefom reduced, The one mum for mcsrn Is the 
number of dktrtbudon p i p  lying exprod on the ground, and thus ruscsptibls t6 b!Wtigc 
and brsalr-ha, Mom womon appear to urn wmod contahra liko a luge thermoa to collect 
water than in the Oordoon Amrrri, Nonethelw, in rpite of the convcsnionca of having a safe 
water m u m  don to home, village women rtM fetch what they 4 "cool wow" from 
nearby Mngs  and rivm. Thoy do this h u m  lacking olsetxidty, hay have no 
rsM~c#pdon, Expad proJsct pipes heat the water, and midants prefer cool water for 
rehwhment. The "coocool water" collected fiom riven can be polllutd, and spring 
watewthough it u r d y  b dammed running w1~ter-m become coatamhated by the 
practice of each woman dipping individual small poto into the source to fill larger containers, 
This is particularly the case if women have not waahed their hands after manually laying 
Astfils of fertilizer (animal dung) around field craps. 

According to the village construction agrrement, thorn water supply aystcma am to be 
maintained by the villagers themselves, some of whom have aquirad pipe fitting sldlls. 
Consequently, these small-We syatems have a good chance of being locally sustained. 

Recommendatione. Distribution p i p  should be laid underground. Sanitation and 
hygiene courses should emphasize the safety of piped water in comparison to cool water, and 
should give advice on hygienic methods of cooling it until village electrification makes 
refrigeration of piped water po8sible. 

D2. OfMarm Employment and Milpotion 

Gadoon h ~ a i .  In the original 1983 pject paper, off-fatm employment was 
regarded as holding "the best long-term potential for improving the economic position of 
residents." 3 WU obvious that neither the cultivation of wheat and maize, nor livestock 
rearing, would offset the drop in household income caused by the poppy eradication 
program. Consequently, it was mcluded that to qualify residents for well-paying off-farm 
employment it was necessary to concentrateson skill training. Starting in Phase I, them was 
a concerted effort to provide such training to male residents of Gadoon Amazai under the 
auspices of the project coordination unit and the Overstias Pakistani Foundation. There were 
some off-farm employment opportunities available in constrytion for project infrastructure 
implementation; other potential job opportunities were in openings for senice in the police 
and armed services. These opportunities were to be tabulated and publicizal by the Sarhad 
Development Authority with the hope that male residents would find employment in the 
project, the national economy, or overseas. 

In Phase 11, the emphasis shifted to developing skills for employment in the new 
Gadoon Amazai Industrial Estate (GAIE), for which the project had contributed a prepaned 
site with leveled land, delineated streets, a water supply, and electricity. As a result of 
extravagant subsidies offered by the Finance Ministry to offset the disadvantages of a remote 
site, more than 250 factories were established there. It was even thought that ultimately the 
GAIE would ac&mmo1~te 550 factory units. The Sarhad Development Authority was to 
supply information on emergat job opportunities there, and exert efforts towards procuring 
65 perccnt of GAIE job opportunitim for male residents. 



For variour rsjraonr thae pallcia am no longu cornplotsly apmtiva. PCU tninins 
WM rtopod in 1992 beau86 the unit could not place troinm, The contract with the 
Qvr#re~r Pllldrmd Foundadon ta tnln U d e o n  Amrrri rculdcmu for nationd nnd warraor 
employment hu boa termlnatd u well. At pisrent, no agency mcounyyw the employment 
of project rrcrr redden& Tha gelrcml view L that rince tho OME is undar the juridiction 
of the Minirtry of F i n a n ~ h i c h  hru u it$ ilnt priorlty tha oncouragemont of investment 
rather thrur the rupply of employmant-qot much can be dona. Fectory ownm am free to 
choose a8 employea whoover they want, and rld thing8 being equal, they choose those 
worlcasr with the bort qupllftcadona who accept the lowart wag@, 

On an individd baais, it ir difficult for r~identti..lpartfcularly from villages located 
farthat from the OM&-to acquire informadon about jobs available. Opportunities for 
employmarit arc published in newapapesrs that rarely reach many of the villages. The 
mqjority of Oadoon Amazai residents employed at the OAXB come from tho nearby villages 
on whom land QAXE w tatablirhed: Oandaf, Malilcabad, md Beak They make up the 
majority of the 3,163 local people, or 41 patent, of the 7,888 employed in tht GAIE of 
March 31, 1993. 

However, the latest information indicates there has been a decline in employed 
Oadoon Amazai male residents to 38 percent. Moat employment applicants from the area are 
unskilled, with little education, and would not be considered for the apprenticeship positions 
manufacturing enterprises are supposed to offer under the Pakistan Factory Act, The 
relatively hi8h cost of transport, the time consumed traveling by villagers farthest from the 
OAIE, and the lack of inexpensive accommodations at the estate, are all added ?actors 
inhibiting employment of more male Gadoon Amazai residents, Those men unable to find 
employment in the GALE migrate to Karachi and to a lesser extent to other large Pakistan 
urban areas. Oadoon A,rmai men also made up a portion of the 32.5 percent of NWFP 
rural origin migrants who worked abroad (Population Census of Pakistan, 1981, in Naqvi 
and Rashid, 1992, p. lit.). 

Recommendations. The GAIE should not merely be an isolated "little Karachi" set 
in the midst of the Gadoon Amazai area. It should have responsible economic ties to its 
hinterland. The Ministry of Finance has offered all kinds of concessions to factories and 
enterprkn, to locate at the GAIE. While the original subsidy on imported raw materials has 
been hhdrawn-and as a result there has been a decline in the number of functioning 
factories to around 200-substantive benefits still remain. The OAIE, by providing off-farm 
wage employment, helps ensure the cessation of poppy growing. If. the Finance Ministry or 
an international drug interdiction program could be prevailed upon to subsidize the GAIE so 
that concessions to labor-intensive industries to site themselves in the GAIE could be offered, 
much unskilled Oadoon Amazai labor would be absorbed. Similarly, if subcontracting 
arrangements from GAIE factories to use Gadoon Amazai women's vocational skills (e.g., 
sewing and embroidery) could be organized, women's situations in village society would 
improve substantially. Coordination between OAIE agroprocessing factories and the raw 
materials produced in Gadoon Amazai such as lathm and oil seeds would also advance the 

I 
welfare of local villages. The plans for creating a GAIE city, with housing, a hospital, 



rchoolr, and r c o m m d  canter rutnunding the futoria ultimrtdy rhould prod& more 
economic opaortunitia for the midmu of the project uer u wall, 

Wllr Dhaka, Tha migrrticm of IUI Dhah men to mak rmployment in Kurchi haa 
b m  inCtdllfn,p rlnce the h u p a t h  of the KPtr Dhab wet due to tho low m m r  from 
agriculture. S h e  1990, wive8 and othisr W y  m m b m  have incrsPlfndy accompanied 
male m@mto, In ICamchi, U h  Dhaka vIll.aam joh dating cornrnunltfea of wlior Kala 
Dhaka and form aamhbnr. Kah Dhrh men have become quite ruccsrsful in 
ruch fl& a# tr~tport (working u driven of tmcko, burcu, and rfchhawr), aa tar mnnera, 
whitewh pointan, rnechania Md rhlpbrsrbsn, and to a h e r  oxtent d t y  gurudr. 
Some Kala Dhaka men have wm become gaaoMne stadon ownera, The income ond 
rrsmimsr from Kala Dhaka employment am waully used firat to build a new house with a 
metal mf, or to put a metal roof on an drr9ng Bauae. Next, the money goea for kitchen 
appliances, clothes, and a radio, and last for the sxpsnaa of madqe. Per iddly ,  
migrants who continue working in Kuachi for a year or more return to Kala D m .  The 
m y  bum to Karachi from Kah 9haka town8 . DYbsrnd tuti@ to the boundno character 
of thia md-urban migntion. As a mult of tb populorlty of Kurchi employment, there arc 
now villages emptied of Vjrpmus males whem d y  the young, old, and women am left to 
cope with farm work. Karachi employment has awn affectad the ~oeumomic  rturdkng of 
families in the villages. Tha top of the racial h i m h y  M no Pon8e occupied exclusively by 
landowners; families with many sons who e m  income in Karachi have high status as well. 

TIWS planted in the first small plot scheme of 1987 and the large block system of 
March-April 1990 have had low survival rates. In the pxqject's fccently instituted soCial 
forestry scheme, 12,000 trees were planted by famrero who received Ra 6,000 (3300) 
collectively. The trees planted will provide watetshed protaction, soil ccmauvatim, leaves 
fot fodder, and branches for fuel. In 10 years they will  be harvested and the wood wiil be 
sold to a match factory, with the p r o d s  going to the villagers. In fuhue, the World Food 
Program may reimburse those who plant tras under its Food for Work Program, so that 
project costa will be M e r  reduced. Social forestry is the most successful venture int he 
Kala Dhaka project since it is the only intervention whae as the number of inputs increased 
the costs went down. 

D4. Praject Benefit Distribution 

Better roads (particularly to isolated arcas that only had paths before), more schooli 
(including for girls), and expanded health facilities haw benefitted large segments of the 
population in the NWPP. In addition, the project has triad to pmvide at least one component 
to evay village. Howmr, h u s c  tht main objective of NWPADP was pappy eradication, 
acv~tral project benefits have n o t ' h  distributed equitably. This occurred, apparently, 
kause  the main emphasis had to be on putting proposed project infrastructure in place as 
quickly as possible since project componenti~ wue regarded by villqm as their promised 
quid pro quo for giving up poppy cultivaton. As a consequence, and perhaps inadvertently, 

a it is principally the larger landownem-who are also often clan lmdm-md k i k  famities 



who have hcrfttted mort Rom rmrll-rcPle waur aupply ayrtemr, elmtricity, InSpdon, and 
aubddior fbr culthating Mgh-yield vulety rcrodr urd plrntiq foreatry urd hotriculturs 
n p l i ~ .  Thay dm bsnoflrrd moat kom vatc)rinuy w3vloar a h  they own mart of the 
livsrtock, 

This mult hu  mud dm h u m  the NWPP hul the hfirheat pmmtqp of land 
holding8 hmr 20.60 ha in dm, md the #cond w h a t  number of holdhgr of more than 60 
ha (Agrtcultural Cenrur OrpMizUion, OOP, 1980, in Naqvi and l&hid 1992, p. 133). 

V m o  miety in the NWFP ir made up of contantiour mlf-intcrrsrt or affinity groups, 
the most important of which ir tho extended family, Beyond thir unit, loyaltier CM be 
attached to the bmtherhoodr (hrrdrf), naighborhooda 0, tribes, occupadonal caste 
memben, fpcdona, and evm politid partiar, As a tbfleAm of this lack of cohesion, there 
irr not one but several men's meuting places (h#m) and reveral iaparate msstfngsvirgrrs) in 
each village, The relations of female as well e9 male villagers are affected by this 
dlvisiveneas, which erupts oamiOnaUy into feudo and vendetta. 

Gadoon Amazai. Aceordina to project dmmentadon, the 4 ]perant of thi? 
population that own8 more than 12.5 acre8 of land per W y  controls 33 percent of ae total 
land area. All of the above project oomponata q u h  land andlor the ability to pay fcn* its 
service, where rtquirc/l The moat affluent extended famiMes--often the original settlers of 
the village area-own 1;) have been dlocated the most l ad  and are able to dominate village 
society because they constitute the apex of a system of patron-client relations. 

Landless people like the Oujars and Ajar8 and members of carpenter, barber, 
blackmith, and shoemaker castes, constitute the poonst members of the villages, Estimates 
of their numbs range from 10-30 percent b m  village to village. The landlea may not 
even own their own houa. They can live in the house of their patron, who in return for 
giving them shelter and food receives their labor. Thdr children also work for the patron 

1 

I 
and generally do not go to school. The landless also mab up a disproportionate number of 
the malnourished population. 

Above the landless in the village mial hierarchy are the small farmers who own one 
half of an acre or less, and who often work as sharecrogprr tenants for larger landowners. 
In some Gadoon A m d  villages it is estimated by residents that more than 50 percent are 
sharecroppers for absentee landlords. Sl- wives work in the fields more oftcn than 
the wives of landowners--a fact canbncd by comparing Oandaf with other villages in the 
ana. Gandaf is considered a "landlord village" whose landlords even own land in upland 
villages. It is the only village in the project area w h m  no women work in the fields. 

When a limited number of benefits am offered by the project, the affluent : 
villagers, because their higher incomes and ducation enable them to have greater mobility 
and better communication~s with the outside world, hear of what is offered first and apply for 
them, Their amdancy in village society enables them to receive these benefits without 
substantial cWlenge, and they then exert their htlunrce to afford these "t:fits to other 
members of their extended family or self-intmst g~oup. For example, in the village of 



MUmbad, five dug wollr were aUmted to membclro of me mmdd I d l y  who mgistoaad 
each fsrmrfly plot in o d t f f m t  faflsily membcr'a name. 

0 t h ~  cause# of hquitable di8tributlon have to do with the nsceraity to d v o  
donated land to site projoct comptlentr such a rr gravity flow water tmk. Aa r m a w  of 
mum, tanla are rite8 rdvuntageourly in f'ront of the h o w  of tha land donor, wfw may 
iartrict uw by all village woman, Bven the dorution of land for a rchool ir regarded as 
batowin8 the exclunive privilege on tho landmm to appoint the citQwkf&r (weraker), 

I m p m d  seed8 for a&ultural and horticultural -8, a d  for nuradw and 
demonstPotion plot& go tlrat to farm owners who rub willin# to ret asida, land for planting, 
Wger landownem dm have accerr to mom f e  that ttr& wivor cut for admalo, and thus 
they can have larger h d s  that benefit from prqjsct-provided v- &ma, 

Electricity has provided general hefits to tichools, basic h d t h  units, and some 
nonfomal education centers for women. Howevef, electricity only has ban inrtallcd in 
about 10 percent of houacholds because the mqjority of #mall farmers cannot afford to pay 
for the electricity meter and monthly charges. Similarly, while water supply syrtems 
potenofally benefit approximately 45 percent of the project rvea population, not all villagers 
hare equal access, and many women continue to use traditional water supply sources. As 
would be expected, house connections arc not widcqmad because only the more affluent 
user households can afford to pay additional charges. 

A further reason for unequal distribution of benefits has to do with geographical 
situation and administrative function. In each of the men union council8 in the Oacloon 
Amazai area (Oandaf, Oabasni, Oanichatra, Kabagni, Nagrai, BaiQali, and Nara) the village 
capitals (which have the same name as their respective council8) have more components than 
other villages in the same council. Similarly, Oandaf, the village capital for the project, has 
more project components than any other village, Lowland and accessible villages also are 
similarly favored 

Finally, there is the lack of specificity in project dcrcuments subsequent to the 1983 
original project paper, which stated: "An equitable distribution of project benefits is critical 
to the achievement of the Gadoon Amazai project's purpose," and which targets small 
farmers and landless laborers. Nowhere in subsequent project documentation is it stated that 
benefits have to be distributed equitably, nor is any target population detailed apart fiom 
WID program recipients. As a result, distribution of project benefits has tended to reinforce 
existing semi-feudal village social structures rather than benefit more disadvantaged villagers. 

Recommendations. A s o c i ~ ~ ~ ~ n o m i c  survey of village society should precede the 
distribution of project benefits. From survey results the range of village household incomes 
will become apparent. If it is the objective of the project to target the village poor, the 
project document should state this unequivocally and pmpose methods through which the 
targeted population can be organized to b assured of these benefits. If the project objective 
is an equitable distribution of a limited number of benefits, then some mechanism should be 
suggested, such as a drawing or lottery, to ensplrc this .outcome. 



fCrrlr Dbrkr, The projact hu providd oomporrr#rtr rwh u tfilohr, wpm rupply 
ryatemr, qwoW WID proIramr, uld rsprir of Wth oantcrrr and rohoolr, thrt bve  improved 
the quality of lils of mrny wr midata. It h u  pnwided 0 t h  banofits In rgriaultum, 
fmtry, and irrigation that hmvo laanantted l d w n h g  houaeholdr mom thm other vlllrge 
houorrholdr, Landholdingo ur, rnidk in KPlr Dhrb than in Clubon A d  due to the 
rumndw of village We to Tarbeh Lab, the pmripitour tcnrrin, urd inheritance, Kale 
Dhaka contain two mrjor and one minor furdmmh# rystsm, A r m b r  number of 
landownen, tho Sitanadu, have pomumt, owl#rrhtp of thdr lurda; whib r larger number 
of hndownm, the PuftttQon, hold dowarl cmtltlemmtr wder the w h  ayatam to veri~tla dm 
unita of h a e  diffsrino Idlity laudr (Wed to&) that am allmatad on a mtpldonal baais. 
Thia can occur every 30-70 y e w ,  rrnd the d v  of fartillty of the land to be r d v d  ir 
determined by drawing lots. 

hdowning convaya statur in Knlo Dhaka mcky, and the larger the plot of land 
owned or allocated, the more influential the louldho&'s role in village dddaion making, 
Old age and mligious knowledge, without landownenhip, ha8 oscondary pmedge, and having 
sons d n g  income in Kmchi is a burgeoning rrotur dcrtcrrminant, A third category of a 

tg landownership confers semi-permanent usufruct @tr, called scrhnar or setjmrvr k m h ,  
Those who receive scrimat am man who perform viUaga aarvica, like the knom, who 
receives a generous allocation of land, and the boatman, who receives a modeat portion. 

Tho% h i l i a  with land rights who receive project components ruch aa an irrigation 
channel, mhd, forest plot, or high-yielding sesdr, will benefit to the largeat extent in the 
long run. Rsalizing this, there is a tendency for thosc who have impmanmt land rights to 
convert to permanent lmd ownorship to secure the continuation of Mdts for their families 
in future generations. 

The poc -. are derived for the most part (but not always) from landless people, 
Faqimama, or kaqirs, who may rmt land on a yearly lease bash (kalung) work it as tenants. 
Another category of Faqir is made up of animal tendera (aujan and Kurarrtani) who my 
only have tents to live in. Artisans, Qasabghar, carpenters, barbs, blacksmiths, lcaaher 
workers who makc charpoys and other articles, &lers, and potters do not own land, but 
are usually given a house. The poorest villagers arc supposed to d v e  financial aid from 
zu&uf funds, which are collected at the fderal level. However, a k a  finds are disbursed to 
village landowners who, it is alleged, often distribute the money among themselves rather 
than to the poor. The Mud Rural Support Corpomtion (SRSC)--the NO0 scheduled to 
aperate in the Kala Dhaka region after September 9, 1994-will select villages with the 
largest number of poor as tapset beneficiaries. At pment, SRSC estimates as much as 80 
p a t e s t  of the population can Be classified below the poverty line in many villages. Part of 
the n, Jon for the huge number of poor is the out-migration of the most W l e  residents to 
Karachi, w h m  they stay for longer and longer paidr, leaving behind the leas able. ' 

Recommendatiom. The SRSC program will cmly cover selected villages with 
populations containing the highest percentages of goor in the Kala Dhaka region, The poor 
in these ~ ~ e s  need to be targad with beneficial programs even if they constitute less than 
a Pnajority of the village population. 



C3ndo~n Aamd. Tanzmrn Haqooclul bad M o o n  (Oadm Qrgmimtion fbr Human 
Righta), wrrr rtrrtsd in June 1992 88 UI lVOO ciladicated to frnpr~vd th@ health and welh  of 
Gadloon A& villoyera. It wou fibuncled by Mohammad Aqml F-ui 9ad includea other 
medical d o c m  and dlirtinpiahed pfsuionrPt8 on it8 board of dimctm, It uma fundn 
derived from Mudim ratigima mtdbudonm to ca t iuc t  l a t h  and watar supply ryrtems in 
Oadoon A d  villagca nnd school8 by raimulating vil- to cantribute 50 psrcent of 
construction cow through W-help. It cofiducta frw medical eompr and dispenses free 
medicine for the poor, orphanr, uvidowa, and dimbled. Tfcatment of epidemics and disaster 
relief also is an tha organhation's agenda, dong with public manitation and preventive 
medical advice. The group works to reduce m d  mortality ram, giwr first aid training, 
and campaigns against drug abuw. Since this NC30 was f w n W  on the basis of Ielamic 
religious phciples, it ha more potential for sustainability than many others. 

The Oadoon Am& Rural Area Support ProgfPm (OARASP) was, as of the first 
week in August, nat officially registered, but it should be soon. Sacpo toward forming a 
Pakistani umbrella Ma0 began about two y c m  ago, and the w l h p  of the 1992 Oadoon 
Amazai program awcle;ratd mauren toward forming thia MOO. 'Ib USBTIB program to 
form village organhations in Oanichatra, Oabasni, and Mara union couardls had involved 
training of volunteer motivators by Coverdale W on principles arid advice drom the Aga 
Khan Rural Support Program (AKRSP). The VOs were told if they continued their activities 
for three months they would be eligible for $10,000 each to implement M a  proqectivc 
projects. Then in January 1992, USAID changed project policy, AKaSP withdrew, and 
USAID said it would no longer continue the Badoon Ammi  NO8  program. Instcad, the 
mission s u m  that an umb& management N m  be f m e d  to provide h i m h i p ,  
direction, and supplementary funding to VCh that would be orl$anized for self-help in 
fwrdraising and small-state village project implementation. Initially, viilagers refwad to 
accept this new policy, but m t l y ,  the chief of the Rural i)evelqment Mvisim formad 20 
VOs of about 40 members each that will implement the self-help amapt  under the 
supervision of OARAS'? 

A 17-member b o d  sf directors has been choserr for OARASP, derived from a wide 
population spectrum including farmers, paliticians, retind soldiers and policemen, 



&la Dhaka. The remaining Kala Dhaka project pea~onnel, who will b m e  
members of the Field Management Team, are planning to form an NaO with a b a d  of 
directom of influential members, including 2-3 cbhguished members from the Kala Dhaka 
area. A " g e n d  body council" is contemplated as the coordinating body sf this MOO. 



a "Haw about impxwement in the water supply?" There ia not enough water either for 
d ~ l r i n ~  or for irrigation (Nara). The OWT can caue stclams. A snake got in the 
GWT and caused the cholera deaths in another village. We were immune h u r c r  we 
knew about ORS. 

a "How h u t  the health comp~nent?" The W has never visited out village. We 
prefct having our tmbiu delivered by the dai who charges ntpee~ 300 for a boy, and 
m p s  200 for a girl. She is more experienced than the midwife at the BHU. We 
have leas children than our mothers did. There are no firmily planning #qqWs at the 
Basic H d t h  Unit. We want family planning a f k  we have fibur or five childm, but 
our husbanda do not want ur to uae c o n ~ v e s  becaw they think it is illegal fmm 
the viewpoint of Ialam aim children am a gift from Ood. Some sducrrted hubando 
allow thdr wives to use contraceptives. Some women don't dell thsir huabanda but go 
to a lady doctor in Topi br contfiicxprivt injections. 

a "Has life improved for moat people in the village since the project was initiated?' 
There arc ta, many poor paople (Nm]. They don't have decent clothes or enough to 
a t .  About 36% of the people are in great need. Please do something about it. 





were given, and we only can get them in Peshawar and there is no one around to buy them 
now. (When soap is unavailable only water is used to clean the dishcs,and ashes and sand 
to clean the pots). I am a midwife who received training as a TBA (brought out kit in metal 
box with razor blades, rutU brush, soap, gauze, cloth, and pot), and received information on 
pre and post natal care, auld nutrition for the mother and weaning food for the baby after four 
months. I don't charge for deliveries whether it is a boy or a girl.. They can give mc 
something if they want' to. The BHU is three kilometers away (Kandar). The male 
community health worker strolled in and said the most common village ailments were skin 
diseases and whooping cough. B e  keeping is in another village,and it was taken over from 
women by one man because there are many boxes containing the bees which have to be 
moved when the hive moves to a new location. 

Interview with Dr. Muhammed Aqwel, Basic Health Unit, Utla, Gadoon-Amazai. 

This BHU is being up~raded to a Rural Health Center (RHC) which will be equipped 
with a laboratory, dental clinic, and x-ray facilities. It will have four medical doctors: two 
male, one female, and one dentist. There has been no change in the morbidity and mortality 
rate for the uneducated as a result of the project supplied WSS's. Only the educated have 
improved their morbidity rates. Due to the lack of knowledge of proper sanitation 
procedures in the village the drinking water supply often becomes polluted. Consequently, 
there are severe outbreaks of gastro-intestinal illnesses. The NFE hygiene and sanitation 
training is not professional enough. The NFE teachers should have more training from the 
BHU doctor, andlor the Department of Health. It is difficult to understand why project 
supported W E  hygiene instructors have never sought advice, help,or training from the BHIJ. 
The MFE trainers need to emphasize and reemphasize sanitation and nutritional principles. 
To maintain sanitation, village and school latrines are needed. The NGO Tanzeem Haqooqul 
Ibad Gadoon (Gadoon Organization for Human Rights) is the only agency supplying latrines 
to the villages. This NGO also supplies WSS to schools. 

There is much protein and calorie malnutrition, particularly among the poor, in the 
Gadoon-Amazai villages. There also are mineral and vitamin deficiencies, and a lack of 
sufficient iodine in the water supply which leads to a high incidence of goiter. There is 
much neo-natal umbilical cord infection as a result of the use of a non-sterile knife by the 
hi, and relatively high infection rates in seven and eight day old circumcised male infants as 
a result of the use of non-sterile cutting instruments by the barber. Both of these practices 
contribute to relatively high infant mortality rates. Female i n b t s  and children can be 
neglected. Many girls and women suffer from anemia. Each village should have three 
community public health workers, trained by the Department of Public Health. The 
community public health workiers are not as effective as they should be because they lack 
kits. They should dispense family planning information, but family planning is a policy 
which is just on paper. There are no family planning supplies. 

Interview with Dr. Mohamad Rafiq, District Health Officer, Mansehra 

Ten village health workers 0 from Kala Dhaka received training in sanitation, 
ORS, symptoms of iodine deficiency disease and diarrhoea, and the need for P I .  They only 



were paid during the training period After that we let them e m  some money by selling 
medicines. Kala Dhaka has 11 BHU, but no RHC as yet. We have trained 68 TBA. We 
only have funds for mining TBA from the settled areas. The building of village latrines has 
been suggested. The nrnalilrn in each village is responsible for the WSS, and he can contact 
the BHU for advice. As for morbidity and mortality rates for Kala Dhaka, ask the DC. 
We only receive health statistics from the settled areas. The statistics from the Kala Dhaka 
BHU's are not reliable. There are no LHV's in Kala Dhaka, they only are present in the 
settled areas. We have not had any direct contact with the Kala Dhaka and therefore we can 
not take over the mobile clinics. A link should have been atablished. Possibly, UNICEF or 
Save the Children will sponsor them. Kala Dhaka is a very difficult area to service due to 
its inaccessible terrain. It can take the villagers one or two hours to reach a BHU. Then 
there are many landslides, too. The foundation of the BHU on the left side of the Indus 
River imllapsed because of one. Traditional attitudes prevent optimum use of health facilities 
in Kala Dhaka. We established a dispensary in Manjakold (sp.?) but the public is not using 
it enough even though we are dispensing some medicines for malaria and diarrhoea free. We 
only charge for the most expensive ones. The majority of patients at the BHU's are women. 
Many have gynecological problems. The male doctors treat the women through a TBA 
intermediary. Water is deficient in iodine in Kala Dhaka, and those afflicted by iodine 
deficiency disease need two capsules and an injection within a year to prevent developing 
goiter. There are a lot of infections caused by staphy10~0~~us bacteria in Kala Dhaka. 



ANNEX 0 2  
DOCUMENTS CONSULTED 

Aga Khan Rural Support Program in Pakistan, "An Interim Evaluation," Washington, D.C., 
World Bank, 1987. 

Aga Khan Rural Support Program in Pakistan, "Second Interim Evaluation," 
Washington,D.C.,World Bank, 1990. 

"Assessment of Women's Non-Formal Education Program in Gadoon-Arnazai," USAID 
North West Frontier Area Development Project, WID Team, Social Work 
Department, Peshawar University, September 1992. 

Bamberger, Michael and Shams Khalid, "Community Participation in Project Management: 
The Asian Experience. " Kuala Lumpur: Asian and Pacific Development Centre, 
1989. 

Bryant, Coralie and Louise G. White, "Managing Rural Development with Small Farmer 
Participation, " Kumarian Press, West Hartford, Connecticut, 1984. 

"Toward Breaking the Cycle of Dependency in Gadoon-Amazai: Some Concepts around 
Crafting a New Approach, " concept paper, July 1991 (?). 

Dir District Development Project Pakistan, United Nations Drug Control Programme: 
Project Review and Redesign, April 1989. 
In-depth Evaluation mission, June-July 1990,II, Henry Fast. 
In-depth Evaluation mission June-July 1990, III, Donald R. Brown. 
In-depth Evaluation mission June-July 1990, IV, Marie Louise Beerling. 
In-depth Evaluation mission June-July 1990, V, Mohammad Humayun. 
Project Performance Evaluation Report, 1990. 
1990 Project Progress Summary Report to Donor, March 1991. 
Semi-Annual Progress Report, Technical Support Group, January-June 1991. 
Third Quarter Progress Report, July-September 1991. 
Fourth Quarter Progress Report, October-December 1991. 
Project Performance Evaluation Report, 199 1. 
Work Plan for 1991. 
"The Potential for Community ~ad'cipation," Andrew Weir, February 1992. 
2nd Quarter Progress Report, April-June 1992. 
3rd Quarter Progress Report, July-September 1992. 
Progress Report 1992 (Year Summary & 4th Quarter) 

Durrani, Sunniya, "Women Integrated Rural Development: Restructuring Non-formal 



Education Centers for Community Based Programmes," Qadwn Area Rural Support 
Corporation, Baltistan, Aga Khan Rural Support Program, September 30, 1992. 

English, Richard, "A Review of Major Issues Affecting the Implementation of the Kala 
Dhaka Development Project, USAID Office of Agriculture mid Rural Development, 
in consultation with the Y& Dhaka Area Development project, June 1991. 

English, Richard, Jonathan Greenham, and Ruth laila Schmidt, "Interim Report: NWFADP 
Kala Dhaka Area Development Project, Pakistan, Phase I," March 1991. 

Financial Flow Papers, Kala Dhaka, USAID, Peshawar, 199011992. 

Guidance Cable, ~ n n e x  A, NWFADP, September 1987. 

Hussain, Faqir, "Status of Women in NWFP," University of Peshawar, August 1992. 

HunA, Izhar Ali, "From Poppy Substitution to Sustainable Development: Conceptual 
Framework and the Action Plan for Project Transformation," Aga Khan Rural 
Support Programme, Gilgit, August 1992. 

Information on Project Schools Gadoon-Amazai, USAID, Peshawar, July 1992. 

Islam, Inji 2. and Ruth Dixon-Mueller, "The Role of Women in Evolving Agriculhwal 
Economies of Asia and the Near East: Implications for AID'S Strategic Planning," 
USAID Conference, Washington, D.C., May 14-15, 1991. 

Islam,Inji, Paula J. Bryan and Tulin Pulley, eds., "Women, Economic Growth, and 
Demographic Change in Asia, the Near East and Eastern Europe, USAID Conference 
proceedings, Washington, D.C., May 14-15, 1991. 

Javed, Mary Anne and Rashida Khanum, "Assessment of NWFADP Non-formal Education 
Program, USAID, Peshawar, 1990. 

Kala Dhaka Start-up Workshop, Addendum to the Project Policies Workshop, Training 
Resources Group, March 1990. 

Khan, Shameen, Kala Dhaka WID Field Reports, Mansehra: Kala Dhaka, 1992. 

Khan, Sher Bahadur and Asghar Moharnmad Khan, "A Status Report on the Potable Water 
Supply Schemes and Electrification Projects funded by NWFADP," May-June 1993. 

Khattak, Mussarat Yasmin, "Report on Kitchen Gardening by Women in Gadoon," 
NWFADP, Peshawar, October 1991. 

Malik, Sohail, "Purpose Level Monitoring System," North West Frontier Area Development 
Project, Peshawar, March 1993. 



McQovern, M.F., "Construction Program Management for the Kalla Dhaka Area 
Development Project, USAID, June 1991. 

"Monthly Status Report," USAID Office of Engineering, Peshawar, June 1993. 

The Mmlim, (newspaper), August 7, 1993. 

Naqvi, Hasan Mehdi and Abdur Rashid, "'R~ralistics' of Pakistan: Figures Speak Facts," 
Pakistan Academy for Rural Development, Peshawar, 1992. 

The News, (newspaper), July 23, 1993 

Odell, J. Malcolm, et al., "Opium Poppy Eradication: Development, Dependency, and 
Self-reliance," NWFADP Evaluation Report, Volumes I & 11, Washington, D. 
C./Peshawar, October 1990. 

Project Paper, Pakistan Gadoon-Amazai Area Development, USAID, Washington, D.C., 
August 1993. 

Project Paper, Pakistan: North 'West Frontier Area Development, USAID, Washington, 
D.C., September 1988. 

Project Paper Amendment, NWFADP, USAID, Washington, D.C., July 1988. 

Rashdi, Begum Mumtaz, "Education Imperatives to Train Women Professionals," 
Proceedings of National Seminar on Reforming Agricultural Education in Pakistan, 
Pervaiz Amir, M. Yousaf Chaudhri, and Mahmood H. Nair, eds., under sponsorship 
of United Nations Development Program, Islamabad, August 1992. 

Ptauf, Kashif Nouman, Salman Atiq Seljuki, Javaid, and Amir Zeb Khan, "Analysis Report 
on Gadoon Amazsli Education (Boys Sector)," NWFADP, May-June 1993. 

Revised PCI, Gadoon Amazai Area Development Project, 1988. 

Schmidt, Ruth Laila, "Socioeconomic Survey of Women's Component," Final Report, Kala 
Dhaka Area Development Project, November 1990. 

Schmidt, Ruth Laila, with Farrah Qasim Jan and M. Iqbal A. Niaza, "Report on Visit to 
North Side of Kala Dhaka, October 6-10, 1990," Kala Dhaka Development Project. 

Schmidt, Ruth Laila and M. Iqbal A. Niazi, "Report on Visit to South and West Seciors of 
Kala Dhaka, October 17-22, 1990." 

Scott, Richard B., Kala Dhaka Area Development Project Quarterly Reports to 
USAIDIPeshawar, 1990- 1992. 



Scott, Richard B., Kala Dhaka Area Development Project Quarterly Activity Reports, 1990. 

"Socioeconomic Profile of Poppy Growing Valleys in Dir District: A Statistical Picture," 
United Nations International Drug Control P m g m ,  Technical Support Unit, Dir 
District Development Project, Pcshawar, June 1992. 

Technical Assistance Team Contract, NWFADP ICslla Dhaka Project, USAID, Islamabad, 
December 1, 1989. 

Technical Assistance Team Work Plan for Kala Dhaka Area Development Project, 
May 1992-August 1993, Peshawar. 

"Technical Assistance Sewices for Community Development under the North West Area 
Development Project: Technic. Proposal, " Development Alternatives, Inc., 
Bethesda, Maryland, March 1992. 

White, Elizabeth Herrick, Women's Status in an Islamic Society (Northwest Frontier 
Province, Pakistan): The Problem of Punish," Dissertation, Graduate School of 
International Studies, University of Denver, 1975. 

"Women in Development Programs in Gadoon-Arnazai Non-formal Education Activities," 
NWPADP, May 1992. 

Work Plan, Kala Dhaka Area Development Project, January 1992 to August 1993. 

Yasmin, Fehmida, "Operational Status Repxt  on Girls' Schwls Gadoon-Amaza," USAID, 
Pcshawar, June 1993. 


