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Focus

The on—-going USAID/Pakistan rural development project
port.folio in NWFP and the Tribal Arecas bordering Afghanistan
includes the Tribal Areas Development. Project (TADP) and the
Northwest Frontier Area Development. Project (NWIFADP) . TADP 1is
designed to assist the GOP's efforls in integrating Lthe remote
and sensitive Federally Administered Tribal Arecas {FATAS)
bordering Afghanistan into the mainstream Pakistan economy
through various line agencies development interventions. The
late 1988 TADP Evaluation recomnended that a Project home with
GOP management should be identified. A subsequent study by
Professor Robert Laporte in early 1990 examined the available
opl.ions for a TADP home within the folds of the GONWFP and
recommended the Special Development Unit (SDU). This reporl
focuses on the next logical question: What to do with sSbU? An
improved and strengthened SDU would make donor assisted projects
more offoctive, lead to better projrct management capacily and
clear project objectives. 1t will attvact more donor investment
for area development projects, and move USAID out of micro
managemenl of TADP, Finally, an effectively functioning 3DU
could make USATID move from Projects Assistance Lo Program
Assistance mode for the NWFADP and Tribal Areas Development

Project.

This paper examines a specinl i nebitutional set-up, and
accompanying policlies, established by the Government of Northwest
Province (GONWEP) in 1984, Past performance and
of Lhe inslitution are assessed, accompanied by
for futurce consideration by the GONWEP and USAID.

Fronticr
polentials
recommendat.ions

The special structure and policies enable management by the
GONWEP of mulli-sectoral, integrated, line agency-executed and
donor-GOP supported projects ONLY in the 18 Defined Regions of
the province,

These Defined Regions comprise Ll Federally Administered
Tribal Arcas and Frontier Rcgions (FATA) for which the GONWFP is
the implementing agent responsible Lo the Federal Government..
There are also H Provincially Administered Tribal Arcas (PATA), L
Special Area (Kala Dhaka) and 1 Merged Area (Gadoon-Amazai) .

The Delined Regions contain unusual conditions affecting
developmenl bhecause:
* They comprise Pakistans principal and/or potential
producers of poppy as a reliable cash crop. As vyet,

Lhere are no cconomically compelitive income-producing
agriculture or other alternatives in Lhe regions.
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* To assure success for its ban on poppy-production,
Pakistan must program alternative i ncome-producing
activities within the Defined Regions.

* Activities have to be negoliated one-by-one in some of
the regions because government authority is limited by

¢ . . . .

-t long standing Tribal-GOP Lreatles.

¥ GONWEFP line agency influence in the regions is weak to
non-existent. Thus, execution of activities must be
coordinated and concentrated on feasihle projects
mecting priority economic and social necds as viewed by
the recipients.

* Physical and cconomic data on the regions are erratic
and shallow.

* Similarly only fragmentary knowledge exists on social
and cultural conditions including leadership structure/
pat.terns within the regions.

* In general, all of the regions have limited natural

resources with growing populations and delicately
balanced environmental systems. This has been
significantly exacerbated by the prescnce of millions
of refugees now placing additional pressure on the
environment. Thercfore, development interventions must
be carefully planned to gain maximum impact with
minimum effect upon elements of the environment.

Policy (GOP):

The Special Development and Enforcement Plan {(SDEP) for the
Opium Producing Areas of Pakistan, adopted in 1983 defines one
general policy framework for development of the Defined Regions.
Orivdinally, that policy stressed: a multi-faceted or multi-
sectoral approach to planning and impl cmenting development;
project design as well as execution by government agencies in
consul Lation with locally sited provincial administrative
aulthorities and local leadership circles; a coordinated
management /review process featuring use of a few depuled
sovernmenl. personnel and a number of cont ‘act-employved statri; and
project-based mobilization of donor/GOP resources for action.
That policy, in recent years has been expanded to encompass
general social and economic development for Lhe Defined Regions.
Single-seetor projects in the Defined Regions are operated under
separate policies, standard government structure, and funding
provided by the Annual Development Program {ADP) Tor 'Tribal

Areas,
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Struclture:
The GONWEE has established o cpecial o manadement shructare in
the above policies. It tunclions only in the

aceordance wilh
and i¢ ordanized according Lo the following

Delined Regions

sohomnt e

Additional Chicl Scceretary
GONWIP

Secrctary, P&D
and
P&D Struclure

Special Development Unit (ShU/P&D)

Implementation | ---=------m-oosmmoosmoo T TT Policy &
For Coordination of multi-sectoral, Review

integrated, line agency exccuted
projects: Detincd Regions

Projcct Review Board

Line Agencies
Provincial-level

Provincial-

level T
Project Dircctor
Political Agent
or D.C.

|

Line Agencies Project Management Unit Project Committee
(PMU) at Local Level

alt Local

Level
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Performance and Problems:

All elements of the special struclture are in place and
partially functioning. Some policy-making, review, and
coordination systems are installed. Operations are administered
through use of standard GONWFP procedures for financial
reporting/control, correspondence, recrui tment. and remuneration
of stall, deputation and contracting, procurenent., etc.

The number of projects coordinated by the structure has
riscen from one Defined Region in 1985 Lo seven Defined Regions in
1990 with six donors assisting. Those donors, in general,
endorse the usefulness of the struclure while suggesting that
additional technical skills be brouuht Lo bear on special
rescarch, planning, and implementation nceds. Presently, the
tolLal donor/GOP expected commitment to the seven Defined Regions
through 1996 is $189,000,000. These Tunds will be expended
Lthrough the structare oa several thousands of planned cconomic,
social, and infrastructure sub-projects affecting an anticipated
25% ol the 2,000,000-plus population lLiving in the secven Defined
Regions. The extent to which the effort impacts upon current or
potential poppy production has not yet been assessed.

Kight problems are noted as inhibiting improved performance

in future:

* Attainment of maximum projcect impact upon beneficiaries
and the income enhancement objectives hampered by
inadequate policy formulation and necessary persuasion
of all participants (line agencies, provincial
authorities at local levels, local leadership circles,
and donors) to adopt and apply the formulated policies.

¥ The Special Development Unit (P&D) and the Project
Manaugement, Units lacks staff, contracting, physical
facilities, equipment., and training capacity to link
appropriate methodologies of coordination, planning,
reporting/monitoring, and ovaluation with accompanying
technical skills and manage them.

* Present, contracling arrangements for SDhU/P&D Grade 16
and above are not compelitive and the staff strength is
not focusced on management of deflined functions.

* Frequent posting changes ol assigned Districl
Management Group (DMG) cadre senior lecadership at
SDU/P&D and PMU levels adversely affects continuily in
performance of these enbtilies.
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¥ Appropriate, field-tested, methodologies for cflfeclive

coordination, planning, implementation,
reporting/monitoring, and cvaluation of projects in

Defined Regions are not well developed.

* Technical assistance for the GONWFP special management
structure has been limibted, not supported by counter-
parts, and not adequately adjusted to S/ PE&ED
management. needs.

* Training of staff associanted with the GONWEP special
management structure has not been developed.

* UNFDAC through AlD contributions has sought to assist
the GONWFP special management structure particularly at
the SDU/P&D level. Other donors have shared in the
benefits generated by such an entity,

Recommendaljons:

1.

ne

6.

The Defined Region special management struclure should be
continued and reinforced.

The SHU/ZP&D should be reinforced with: (a) adequale
personnel selected against function-speci fic criteria; (b)
development. management, functions defined; (¢) designed and
ficld-tested methodologies for managing coordination,
planming, implementat ion, reporting/monitoring, and
evaluation.

Reintoreement. of the SDU/P&D must be recognizoed as a long-
term process with conlinuing attention to present Defined
Redions assisted plus priorilivzing attention to the
remaining eleven by the GOP and donors a like.

Present. GONWEP command arrangements and personnel policies
[or the SDhU/P&D and the PMUs <hould be caontinucd and
improved with cmphasis upon: (1) steady use of DHMG cadre in
senior leadership positions accompanied by efforts to
prolong post accupnnoey; (b) much improved incentives for
SPU/P&D and PMU contract staft; (] developing a rescervoir
of short-term "when needed and available" Pakistani
technical apecialists and consultant firms.

Porsonnel with adequate incentives must be deployed in the
SHU/ZPAD as integrated staff working among five defincd
function:s.

A choice of future staffing strenglth of the SDU/P&D at
irades 16 and above must be made as between:
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10,

11.

Fully Functional-23 (total strength 69);
Minimal Core-14 (lLotal st.rength 50); Tied to
Technical Assistance-19 (total strength 54).

A specially designed and staflfed PMU (Laboratory) should be
co-located with the SPDU/P&D and assigned to:
develop/test./adapt. known or new management. methodologies {or
use in Defined Regions; and develop and operate modest
multi-scctoral projects with one or several Defined Regions.
A donor should assume most costs (tor three yeuars) of such

an offort.

In reinforcing the SDHU/P&D attenblion must be paid to:
incentives, equipment conbractlting, space, vehicles,
supplics, and training.

IlMlustrative annual budgets for the three alternatives
rocommended in (6) above are (Lhese are for salaries and
recnrrent. costs only):

* Fully Functional : $319,109/Yr. (Rs.6,937,426)
¥ Minimal Core : $229,4062 (Re.4,988,500)
¥ Tied to Technical

Assistlance : $250,253 (Rs.5,440,494)

Tt should be understood that reinforced SHU/P&D will be
coordinating donor funding of projects at aboutl
$30,000,000/Yr.

The Tribal Areas Development Project ('TADP) of USAID should
be redesigned and reorganized so Lhat (in phase with the
UNFDAC assistance until the end of Dec.199t) il supports
reinforcement. of the ShU/P&D and cstablishment of the PMU
(Laboratory). Technical assistance requirements are
estimated at: (over three years)

xpatriate: Long-tLerm 36 PM
Short-term 120 PM
Pakistani Long-term 278 PM
Short-term 280 PM

Long-term counter part positions related to the technical
assistance must be sanctioned from the recurrent budget
(GONWFP) before the technical assistance begins.

The SDU/P&D will require assignment of a Systems Analyst and
stress upon rapidly developing existing computer facilities

into effective management tools.

A special training effort for SPU/P&D and PMU staff must be

designed and implemented. e g
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11. BACKGROUND

This consultancy originated out of a USAID-sponsored
Strategic Planning Meeting for Lhe special Development Unit
(SDU/P&by, Government of Lhe North West Fronticer Province
{GONWED) on May 19, 1990 at Peshawnr. Participants included
representatives of Lhe GONWEP, P&D, the ShU/p&b, USAID/Tslamabad,
USALD/Peshiawar, UNFDAC/ Yslamabad, and the NAU/Peshawar.,

The purpose of tLhe meeling was Lo begin a strategic planning
process Lhat would ultimately lead Lo decisions by the GONWEDP,
USATD, and UNFDAC aboult: an expanded rote for ShUu/pPab, its
personnel requirements, and future commitment of inputs and
resonrces Lo Lhe SHU/PED by thoe GONWEP and donors in order Lo
onsure its continued growth and funclioning,

Four facltors causced the meeling. The PAD, for some Lime,
has advocated expansion of the SHU/ZPSD role.  UNFDAC Tunding and
Lechnical ausistance support Lo Lhve SDU/ZP&D was Lo expire in June
1990,  Alwo, USATD has been examining albernpative arganival ional
Gites within the GONWEP for Phase 1l of its Tribal Arca
Developmenl Project., Qualified authorities have recomunended that
ithe corvect site is the ShU/pabd. In response Lo the above, the
Shu/P&h with assistance from the UNEFDAC Scenior Technical Advisor
has prepared a five-year 'Extension Plan' {(Feb) 1990, That Plan
containg 1 very strong technical foree detailed organizational
clLruclur, staffing pattern, and buwlget.

The lalter proposes that a donor contribule $4,713,000 of
the Shu/Pah cosls (ineluding 3 expalriate advisers over a fFive
vear period for ajmost one-half Lhe above [igure) and the GONWFP
conlribute an additional $659,6240 (in Pakistani Rupces) for a
tolal ol a6,362,621 during {ive years,

Among Kecommendations fflowing from the meeling of May 19,
1950 the aperative one concerning this consul Lancy states:

", With technical assislance, the SBU/P&D should re-
cxunine Lhe proposal for fuanding. ...aod develop a viable
proposal for submitling to the donor comnunity for long-term
funding.  Carcful thoughl needs Lo be given Lo stalfting
needs: an Light of Lhe discussions held during Chee moeeb ing
which locused on the lack of planning and moniloring and

evaluntion capacitics wibhin the SDU/PED.L .. "

As o conscquence, this consultancy began at Peshawar on
sugust 19, 1990 for a 26 vorking day poriod with detailed
attention rocased on performing the tasks detailed in Lhe Scope
of Wort, nnex b oof this docuamentl. Pueellentl. cooperat.ion wan
extonded Ly all membors ol the sShU/P&b, the Scceretary P&, statf
ol NAU/ e hawar, UsATD/Peshawar and UsAID/ TsTamabad,
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activibties

Pakisbtan is n signaltory Lo
arcements concerning
cumphasis upon development. of substitute

1. THE SETUATION

various internalional and bi-
a ban on poppy-production and
crops.  Development
within Tribal or remote areas affected by the above

policy ocour within the following paramebers in Northwest

Frontioer

|

province: (See Maps, Fig.! (a), (b))

Netfined regions:

Fedoeral Administered Tribal Arcas (FATAw): 7 Tribal
Arencices and 4 Frontier Regions wilh special limibts on
government. anthority,

Provincial Administered Tribal Areas (PATAs) . Dir,

Swal, Chitral, and Malakand Tribal Agency with areas of
limited government authority.

Special Arcas - Kala Dhaka

Merged Areas - Gadoon-Amazai

Coordinatoed programning for belined regions:

According Lo GOP and GONWEE policy, duplicalion or
counter-praductive developmental activilties arce to be
avoided in the befined Regions. Coordination is in the
hands of the Planning and Development Department.,
GONWEDP,

This is reinfoceed by creation of a speciad arm of the
CONWEP, the Special Development Unit, which is attached
to the PAD,

That. Unit is mandated, under Lhe Special Development
and Enforcement Plan (SDEP 1983), GONWEFP Lo foster

mul Li-scectoral coordination, local planning {project
design), tine agency implementation, and the
moniloring, evaluation of developmental activitices in
hefined Regions.

Policy suidelines indicate that al Lhouh the ShU/P&D is
to concentrate on opinm-producing arcas, geographic and
administealive locations nol. now involved in poppy
cultivation are also Lo be developed.  This is done in
order Lo discourage present non-drowers from bhecoming
producers in order to attract development benefits,
tdditionally, policies mandate deneral socio—cconomic
development, for Lhe arcas.
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3.

Structure:

X

Since 1985 a set of GONWEP structures and institutional
practices have been developed to support SDU/P&D
coordinated project activities.

These latter now comprise seven multi-sectoral projects
the Defined Regions of Northwest

scattered among
There are six donor or loan

Frontier Province.
agencies with commitments exceeding $189,000,000.
activities comprise over 2,500 sub-projects among a
minimum of eight scctors each for which fiscal records
must be kept, implementation plans drawn and executed,
results evaluated.

The

progress monitored and
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TI. THE PROBLEM

Bewinning with start-up in 149841 only one donor, UNFDAC, has
support od the SDU/P&D with funds and Lechnical assistance., That
assisblance has been limited in size and based on the assumption
Lhat the GONWEP could adequately :nd conbinuousty stalt the
SPHU/ZP&D and cupporling PMUs.

Technical assistance provided has had an crratic history.
Lime, GONWEFP staffing of the SshU/ZP&D has not bheen

AL Lhe Same
it. by Lhe

adequate to allow it Lo meet the requirements Taid upon
cnabling Mandate of 1984,

Meaawhile, donors Lo speciflic mulli-sectoral projects in Lhe
Definsd wegions under SDU/P&D auspices have concentratoed
successtully upon achicving on-site project resalts, In doing
thisa, they have bencefitted from SHU/PMU operalion:s ot the GONWFP
level. However, with the exception of UNFDAC, they have
contributed nothing technically or managerially to strengthening
GONWEP institutional capacities so Lhat it might better
coordinate, plan, monitor, and evaluate line agency multi-

wectora. projects,

Al (his Juncture, with an increasing number of mulli-
sectorai projects requiring coordination by the Shu/panl, bolh Lhe
donor community and Lhe GONWEP scek an expanded role for Lhe
entily e well as appropriate improvement in iba capacilioes,

A serious problem has arisen.  Yirctually all currcent demands
for chansge/improvement. in the SDHU/PED proposc Lasking and
wtaffine 1L targely for discharge of specialived functions (e.4.
raliona!l planning of some complexily) or important technical
operabtions {(watershed management, natural resources management,,
ete.)

Yelr, a very specific need now exists.,  This has been
discerned during a detailed review of SDU/P&D operaltions.  The
need 1w for fmproved management of current functions assigned Lo
Lhe ShUZPst,  Phis must be accompanied by a build-up, within 1L,
of ability to access skills that can integrate specialiced and
Ltechnical Functions concerning coordinalion, planning,
monitoring, and evaluation. Appropriate technical assistance and
trainingg must conbtribule to wecting this nced.

Early settlement of the issues survounding Lhe above problem

must oceur becausco:

I. Present UNFDAC assisbance to the SDU/PED will expire on

December 31, 1991, o o o
Lol AVAILAGLE DOCUMENI
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2. Mulli-sectoral projects now on stream require SDhU/P&D
application of improved monitoring and evaluation
ft.echniques in an cffective manner.

d. USAID is considering how it might re-design TADP-11
aclivities so Lhat simultancous strengthening of the
ShU/P&D and improved [ield site project performance
could be achieved.,

This study presents recommended alternative solutions to the

omplete with necessary background, suprgested phasing,

problem, <
and representative job descriptions for Lhe

illustrative budgets,
SpU/P&h.  This is paralleled by attention Lo the Project
Management Unit (PMU) as an important suppor Ling component in the
present structure for multi-sectoral prog ramming in Defined
Regions, Northwest Frontier Province. Suggestions are offered on
how a specially tasked PMU could be used to help field test
methodolodies that will reinforece bolh SDU/P&D and PMU functions.
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TIT.  RECOMMENDATIONS

Government of Northwest Fronticr Province (GONWEP) has
creat.ed an extraordinary institutional structure for
coordinaling multi-sectoral, integrated, development work by
line agencies in the remote poppy-growing and potential
poppy production areas of Lhat province (Defined Regions).,
fnstallialion of this steucture began in 19840 as a parl of
Lhe Special Development, and Enforcement. I'ian for the Opiuam-
Praducing Arcas of Pakisltan (SDEP), Additionally, this
structure now supports general socio-cconomic development in
the arcas.  The principal elements of the structoere include:
Project. Management Units (PMUs) alb project level; a Special
Development Unit (ShU/P&D), (supported by the Planning and
Pevelopment, Departwent. (P&DY) Lhat performs as o staflf
adjuncl to tha Addilional Chicefl Seccretary, GONWEFP; and
participaling policy-making and project veview committees at
provincial and local levels, {See section V),

Recommendal jon:

This« structure should be continued and reinforced as a
means of mobilizing, concentraling, and improving the
qualily of line agencies work in multi-scctoral,
integrated, projects among Defined Repgions in the
provineo,

One o lement in the above structure i@ noniqgue within the
GONWED bureauveracy.  Thero is nothing else Like 1t (See
Figureas 1, and 2). This is the Sho/Ped.  Though a part of
the %D 0L actks as o stalt ara for Lhe Additional Chief
Scoeretary - in Lhe GONWEP, Aclion is concentraled an
attaining lexible and responsive management of wmulti-
scctoral, intedrated, line agency programming in selected
PDefined Regions of Lhe provincee., This is done through
placims anthority al project level and providing policy
guidance as woell as supporit back-up through relevant
comnittees at local and provincial level wilh Lhe SBU/P&D

acting as a coordinator.
Recommendation:

The SDU/P&D element. should be reinforced so Lhat it can
better manage coordination of assigned project
acLivities., This means provision of:

& Adcquate personnel seieccted against tunction-

gpecilic posiltion crileria and deployed/used as
staflf, (See Annex 9, Job Descripbions).
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* Defined development management. functions.  (See
Section V).

3k Designed and tested methodologies {coordinalion,
planning, implementation, reporting/ monitoring,
and evalualion) suitable for use with line
agencies in multiple-scector, integrated, projects
among Defined Resgions, {(See Section VITLH).

Presently, the SDU/PSD and its supporbing structure deals
with six donors and the Governmentl, of Pakistan (UGP) in
coordinating planning and use of $189,000,000 (donor and
GUuPr) in ffunds allocated Lo multii-sectoral, integrated, line
agency-executed projects. (Scee Annex ), there are seven of
these projects scatltered amom' FATA (Federally Administered
Tribal Areas), PATA {(Provincially Administered Tribal
Areas), Special, and Merged Areas which comprise the
civdhleen locations called the Defined Revion of Northwest
Fronbticr., {(Sce Figures 3(a), 3(b)). The GONWEP and GOP
continues to encourage prospective donors to support similar
projects in the cleven locations not yet touched by multi-
scecltoral, integrated, developwent activilies among the
Defined Redions,

Recommendation:

Reinforcement, of the SHhU/P&D should bhe so designed that
il assaists the GONWEP, present donors, and the GOP In
improving projecl, activities and continuing s:sne on
varying levels of scale for at least another decade
amwong the sceven assisted toenlions.  Simiiarly,
priority chojices, among the remaining oleven locations,
should be developed for fulure donor and GOP

cons tderation as candidates far improved project
aclbivilties.

The command arrangementls as hetween the Acbingt Chief
Scceretary, Scorcetary P&D, Direclbar Genceral SDU/PED, the line
arencies, and cach PMU for o project have been developed
over bthe past five vears,  They arvre very much dependent, for
their effective utilization, aon District Manasiement. Group
(DMG) cadre postings for as long as GLime as possible in each
caso at Lhe senior SDU/PED and P&D Jevels.  This must be
accompaniced by performance of quality staflf work on Lhe part
of all Grade 16 and above personnel in the SHU/PED and the
DM,
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Recommendation:

Present. GONWEP command arrangements and personne |
for the SbuU/iab and the PMUs should be

policies
improved in a reinforced ShU/P&b and PMUs

continued and
with omphasis upon:

4.1 Steady use of District Management Group { DMG)
cadre in sceniar SHhu/pP&d and PMU posts. This
should be accompanied by: prolonging occupancy of
DMG-stalfed positions {to the extent feasible)
Lhrough: adoplion of slow=track position frequency
change policies by the GONWEP in relation to the
SHU/P&D and PMUs; and provision, through donors,
of intermediate to long-term domeslLic and off-
shore Lraining opportunitiecs lor assigned DMG
staff wilh appropriate requirements Lo serve in
post for a fixed time,

4.2 Setting deputed staff and temporary contract
Grades at maximum steps and allowances o the SDUs
and PMUs, wilh accompanying donor-supported
assistance on bLravel allowances, honoraria, elc,
(See Scclion V{B)).

4.3 Establishing pancls of Pakistani individual
Lechnical specialists and consultanl scrvices
firms for short-term utilization on a "when needed
and available" basis by the SDU/P4D or PMUs. Such
systems would have to be donor-supportoed. {Sce

Section VIE)).

The SHU/P&D and the PMUs are tasked to work on coordination,
planning, implcementation, monitoring, and cvaluation while
gelling the line agencies to execute planned/scheduled sub-
projecls among many sectors and sites within project
lovalions. 1The size and diversity of Lhe acltivitics imposes
a large work load on the 3PU/P&D and the PMUs because each
projecl has an average of 7 Lo 8 seclors or more and the
Lotal sub=-project. conliguration for all projects is about
2.500, Presently, this gencerates development wmanagement
requirements which the SDU/P&D cannot meet. (Sce Annex 4).
Adequate stalf is necded Lo coordinate, plan, monitor, clc.
according to devaelopment management. principles stressed on
Flevibility, coverande, and ecoliability. In thal connect.ion
detined tunctions, and well-deveioped methodologios, for
development. management. are reqguired.
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Recommendation:

adequate incentives and olther means of

Personncl wilh
abhove

accessing technical staffl as recommended in (4)
when working with line agencies shonld be deployed and
integrated in use within a reinforced SbhU/P&Dh among the
following five functions: (Coordination including
policy formulation; Planning and Techunical Operalions,
Progress Reporting and Monitoring; Kvaluation; and
Administration, (See Scebion V{C)).

the past five years, some methodologies of management

During
administration have been developed by the SDU/P&D and

and/or
Lhe PMUs. Teehnical assistance teams working with

particular projects have also developed some useful methods.
s yet.

This has not. been done on a systemalic basis, as

A reinforced ShU/P&D will necd Lo use field Lested
methodologies of coordination, planning, monitoring, and
evaluation. However, in order Lo perform all of its defined
offectively for its existing clients (seven
projoects) the SDU/PED will not have the Lime nor skills to
design/test the needed methodologies. Accordingly, ancther
entity will be requirved Lo accomplish this over a period of
Lime (perhaps three years). The developed and tested

methodologies can then be utilized by the Shu/pP&b and the

PMUs for all projects.

funct.ions

Recomuendat ion:

A specially designed and staffed PMU {Laburatory)
organized to carry on both project management in
solected locations and develop/test methodologies of
management. should be co-located with a reinforced
Shu/Peb. (Sce Sccltion VITI Tor sugdested staflf
configuration and other anspects.)

I'resent 1y, Lthe inadequately staffed SbU/P&b has a strength
of 7 Grade 16 and above positions with total personnel of
33. It cannol get all the assigned tasks done now; and it
would certainly be unable to perform the in Legrated
development managemenl, recommended in (5) above, Proper
statff reinforcement of Lhe SHU/PED will require Liwe; and it
should be done with caretul attention to tulfilling the
functions recommended in (5) above, Yet,, there is jmmediate
urgcency boecause the SbU/P&D is not meeting the needs of the
existing seven projecls wilh refercnce Lo oa Il tasks that it
shoutd perform.  This means that Lhe most feasible and
guickly established staffing conligurat itons should be
conzidered for adoption, See debtail in Seceltion VILL)
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Recommendal.ion:
A choice of staffing strength should be made as
hetween':

¥ Fully Functional al 23 Grade 16 and above
posilions with Loltal personnel of 69.

* Minimai Core at 14 Grade 16 and ablaove positions
wilh Lotal personncl of H50.
* Tied Lo Technical Assistance Inpul a L 19 Grade 15

and above positions with total personnel of 54,

8. UNEFDAC, with USAID contributions, assists the ShU/P&D. tnat
support will expire in Decomber, 1991, Excluding {echnical
ascistance and equipment. Lhe conbined operational costs of
Lhe ShU/p&h is about Rs.d4,100,000 annually. Ot this amount.,
Lhe GONWEP provides about 18%. In any reiuforcement of the
SpU/Pab there will he need for atlention to! space,
cquipmenl, vehicles, extra allowances and honoraria,
technical assistance, and Lraining. (See Section VIT (2),
(3), (1), (6), (6), (7)). Also, =mince all donors benetit
from the « erations of the shu/zeal it will be necessary to

reinforced entity obtains support ou

aee to it that a
GONWEP,

recarrent costs both from all donors and the

Recommendation:

other costs in a reinforeed

Space, cquipment, and
"markers?’ on

SPU/Psh will be considerable. Suggested
{he ahove, plus matehing counterpart stafting
given in Section Vi, (9).

to

techniceal assisiance are

fllustrative budgets (Sae Annex 10(b)) velated to this
item (8) and (T7) above wvould be as follows: (does notl
include costs of space, special contracling systoems,
special allowances oLher than travel, honoraria,

cquipment, vehiceles, technieal assistance, cote,)

¥ Fully functional: 3 519,109/Year (Re.6,937,126)
* Mintmal Core: S veg,162/Year (Re.d ,988,500)
ik Tied Lo Techniceal Assistance ITnpul:

& 260,283/Year (Rs.5,140,194)

9., The technical assisbtanes provided Lo the SHhU/ZP&D by UNFDAC
utiilized in project design aclivities. There have

hag beoen
designed and

beon no mebhodologies of development managenment
Leated For ShU/psdD or PMU use In future the structuring
nse Lechnical assistance o the ShU/P&b and the PMU

and (7) above should follow the general

iV, item 7 ot this paper.

.’llu]
recommended in (6)
guidelines supgcested in Sechion
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Recommendation:

The Tribal Areas Development Project ('TADP) supported
by USAID should be redesipgned so that during a threc-
year period (phased in with continuing UNFDAC
assistance through December 1991) it will take on the
twin roles of reinforeing the SDU/P&D and supporting
operation of a PMU (Laboratory). This would include
all of recommendations for donor support given in this
section plus required technical assistance (aside from
restructuring staflf and assignments within
USALD/Peshawar).

A special policy must be followed. 'ThatL is, long-term
counter-part positions related to Lhe proposed
Lechnicnl assisltance wmust be sanctioncd from the
recurrent budget (GONWFP) before the technical
assistance bhegins.

The technical assistance needs are:

b, For the SDU/P&D

* Expatriate Lechnical assistance staffing for the
SDU/P&D should encompass:

- Long-Term:
1 rural development management specialist

- Short-Lerm:
60 Person/Months to be defined on an annually
projected basis by the long-term specialist
in consultant. with Director General, SDU/P&D,

and donor.
* Pakistani technical assistance:

- Long-t.erm:
2 Civil Engineers (drawn from donor-
¢xperienced personnel and remunerated at
donor rates)
| Agriculturist (same as above)

- Short-Lerm:
100 Person/Monbhs of time (at compelitive
rates of pay) for technical specialists drawn
by SDU/P&D frow panels of 'when needed and
available” consultants,
80 Person/Months of time (atl competitive
rales of pay) for consultant services firwms
drawn by SDU/P&D from pancls of "when necded
and available" [irms,
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* Product - loaded support Lhrough cont inued and
extoended operalions ol a reorganized and
shrengthened Technical Support and Planning Unit
(TSrU) of donor.

2. PMU. (Laboratory)
* Expatriate:

- Long-term:

Same expatriate that advises the Shu/p&b.

- Short-term:
60 Person/Months Lo be defined on an annual
projected basis by the long-term spec ialist
in consultation wilh the Project Manager of
the PMU (Labhoratory) and donor.

* Pakistani:

- Long-term:
A Technical Support Unil (TSU) with up to 5
specialists (drawn from donor-expe rienced
project personncel and remanera t.ed at. donor
‘ates) with support staff, vehicles,
cquipment, cto,

- Short-taerm:
100 Person/Months of time for specialists
provided by donor aceording Lo requircements
developed by Mroject Manager ot PMU
(Laboratory) and Expatriate Ru ‘al Developmnent
Manadger.,

Urtil now introduction and wide-scale application of
appropriate computer technologies has not taken place in the
SHi/P&N.  UNFDAC has supplied some hardware and software to
an cstablished Computer Center in the Shu/pr&Dd; but, much
remninsg Lo be done. {See Annex 8)

Recommendat.ion:

A long-term System Analyst input is urgently required
plus: standardization of hardware; improved use of
existing software; oricenting senior staff to the use of
computers; and develuping computer literacy with
accompanying hardwarce lor use among a number of the
functional specialists in the SDU/P&D. This long-term
technical assistance should begin very soon and is be
separate from the inputs suggestedsabove under item

(9).
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Tr: ining has been a neglected subjecl during the first six
years of SDU/PED operalions. This is due, in part, to Lhe
fact Lhat. there were insufficient Grade 16 and above staff
{o train. Also, those present have been Loo busy in
handting the volume of SHU/P&D work. Also there has becen no
depth in staffing strength gsufficient to allow allocation of

work to others while a person is undergoing training.
Recommendat. ion:

A varied menu of domestic and off-shore training is
needed for both reinforced SDU/P&D staff and staff
drawn from the seven PMuUs, plus the proposced PMU
(Laboratory). This would comprise about 70 Grade 16
and above personncl. The menu should centoer upon
development management processces and mcthodologies:

(i.e. reporting, accounting, monito ring, Cinancial
analysis, clc.) In order to further such work the
SHU/ZP&D should employ a full-time training gpecialist
and a donor should set aside special funds to support
the training.
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Iv. THE SPECLAL _DEVELOPMENT UNI'T (P&D)

The following comprise the principal acpects of the SDU/P&D.

L. Unique Position of SDU/P&D

There is no other entity in the Governmen!l of Nor thwest
Frontier with direct special command relationships to the
Additional Chiel Secrcetary (ACS) as Lhe Special Development. Unit
($DU).  This allows the SDU to by-pass established channels {(when
necessary and supported by adequale staff work) for the
processing ol decisions by P&D or the line agencies when
excculing vovernment developmenl programs in Defined Regions.

This arrangement. was implicit when the special Development
and Enfocrcement Plan (SDEP) of November 1983 was adopted. The
SHU/P&D was an important part of that plan. The gspectal command
relationship was established when il was decided Lo staftf the
Dircclor Generals position with a Grade 205 and bto use the
ShUu/pP&l vartually as a stafl arm ol the Additional Chiel
Scerolary in matters concerning operation ol the Projectl Review
Boardas, For Defined Region multi-sectoral projects these latter
are responsible for all policy-making concern inZ the operation of
cach multi-scctoral project in tribal and dis—-advantaged remote
arcas ol Lhe Northwest Frontier.

The organizational situation of the SHU/PED within the
Plannioas and Development Department. (P&D) 1s shown in Figure 2.
The 'an provides technical and administrative support Lo the
shu/psh., In the former instance, for example, when o projeat PC-
1 i in the Final stages of development by the SbhU/P&D it
solicils comments from each of the relevant P&D sections {e.i.
agriculture, transporlt and communications, FATA which handles the
ADP for Tribal Arcas, SDP which handles Special Development
Plans, olio.)  The PC-1 is altered acvcordingly. Similacly, when
larse technical sub-projects come up from Project Management
Unite (I'MUs) for review/approval at the Projeclt Review Board
Jevel, the SDHU/P&D may request advice from the relevant P&D

section.

Adwinistratively, the P&D assists in setting up positions
within the ShU/P&D.  Generally, however, bthe SDU/P&D is a free-
ctanding entity responsible for its own internal administrat ive
arrangements.  With the exception of senior poli cy-making
posilions where stafll is deputed to it, the SHU/PED recruils its
own staff in accordance with GONWKFP regulations.
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tutional Innovation:
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The SDU/PLD, as a unique organizalion, reslbs upon a series
ontities. These were established, in part, as a
response Lo the demands placed upon Lhe GONWEKP by the Special
bevelopment, and Enforcement Plan (SDhEP) of 1983, In any case, by
September, 1984 the GONWEP began n process of insti tutionalizing
integrated multi-sectoral project activities among Tribal,
Special, and selected District arcas of the province. Tt chose
to do this through co-opting and/or organizing a number of
participants.  These include: the relevant line agencies, the
provincial and tribal administralive establishment, members of
Provincinl Assemblies wherve relevant, the P&D, and new entities
designed Lo foster project verformance as well as further

mobilivation of resources.

of o t.her

These latbter are a part of the P&D in some instances and in
others they are structures established and opoerated at P&D
initiative., At the provincial level they comprisc: Steering
Committcees or Project Review Boavds, and Lhe Special Development

Unit (spl/Pab).

AL Dietrict or local levels there are Pruject or bDistrict
Coordinating Committees and at the project site another P&D-
spunsorced entity: Project Management Units {(or in some Cases,
Project Coordination Units or Project lmplementaltion Units).

3. In~titutional Performance:
As oo parl of Lthe insl itutionalizing process since 1981, the
SPU/ikt has been charged with mulliple tasks. It is to develop
stalf and methods thal support planning, coordination,
wanagencent, amd evaluation of integrated mulbi-sccloral projecls
done by line agencies in the tribal and remolte arcas of the
Northwest Fronticr. Today, as a resull ol its work in malters
concerning coordination and management. Lthere has been some
provdeces in linking SHU/P&D and PMU aclivities Lo the standard
Financial, personnel, administrative, reporting, technical, and
conberacling procedures of the Government of Northwest Frontier
Provitne: (GONWEDR)Y.  The SHU plays a major role in fostorime Lhese
Finkapen, Duc Lo SDHU/ZPst and PMU activities, line aencioes are
now e of and participate in multi-sectoral prros raamd ngl, Ay
yol, however, integration of sectoral work on a planned and
mutuas by supportive basis still requirves much Jevelopment. ‘Thus,
while wich progress has been achieved concerning coordination and
management. further vigorous tfuture coftorts aee requi red.,

However, progress has been spolby concerning SHhu/psEnh
planning, wonitoring, and cvaluation activities. A mumber of
Faclors affect Lhis work. These are discussed ip Annes 5

concerning the SHU mandatce.
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Fasontially, Lhe problem alfecting institutional performance
in this instance arises out of a need to develop appropriate
methodologies and staft their application within both the ShU/PeED
and Lhe I'MUs in the field. This demands a degree of commitment
to institutional growlth not yet manifested by the GONWEFP or
donors supporting the various multi-secloral projects.

1. Inztitutional Kxperimentalion:

1t ¢an be assumed Lhat for an indefinite period to come Lhe
GONWEP and the federal government will continuce confronting two
major problems in the Northwest Frontier. These are: need of
crop subsiitution for poppies (with accompanying law
enforcement.): and cconomic/social development of the tribally
populated and disadvantaged areas in the province. Achieving
cost /el fective and successful solulions to these problems will
require special policies, institutional experiments, and
appropriate development methodologies.  These must be bolder and
much more lexible than those common to established government
provision of services or developmenltal activilies anywhere.

The GONWEP is aware of Lhis need. The institutional
innovations described above are responses. These are accompanied
by supportive SDU/PED and PMU substantive and administrative
policies conslrained only by a project-based style of operation.
Stress upon integrated, multi-scctoral projects, operated by line
agoencics, 18 substantive policy. In future, that policy could be
more detailed with: increased focus upon site sclection,
involvem nt ol the local populace in project planning and
providing sustained maintenance, mutually supporbive integration
of offoeta, and @ planned programming of funds as well as other
inpnte avainst measurable economic, social, and institutional

targoels,

Administrative policies support the present institutional
innovations.  The most important, in terms of insuring
flexibilily and dynamic insbitulional interventions, is that of
establiching entities on a temporary basis with accompanying
temporary coployment of senior and Lechnical staff contractually
or on depalation (eg. the SHU/ZPED and the PMUs) . This matlcer is
disenssced in detail in Annex 6. A scocond administrative policy
by the GOolwWEP s thal of assigning bistrict Management Group
Cadre (o0 observation on staffing) Lo senior policy and
implementation posts in Lhe SHU/ZP&D and PMUs. A third cmphasizes
aut snomy for project planning and operations consbrained by
conforwity Lo GONWEP revulations (finance, procurcement,
perconncl, cbtey) and Lhose of donors as moniltored and directly or
informalls comuwanded by the SDU.
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Presently, powers of formal command over all integratoed,
multi-sectoral, projects are implicil but not explicit in Lhe
Shu/pabh charter. 1t is Lhe power of the purse, excreiscd by Lhe
SHU/P&D that rules. The SHU/P&D has dircct command authority
upon personnel within its authorized establishment, It can
control the PMU through the Projecl Managers who'’s personnel
[iles are annually vetted by the Director General SHU/P&D.  The
SPU/P&D has the means (if organized and exercisced) to influence
all operanlions of the projecls as well as planning.,  'The most
important of these is direccl access to the Additional Chiefl
Secretary.  His support can be enlisted through performance of
adeguate staft work by Lhe SHU/P&h on specific issucs. Another
concerns fiscal monitoring of expenditures and allocations. On-
site inspection of line agency schemes with accompanying roefusal
to approve Annual Work Plans (by Project Review Bonrds of which
SHU/P&D is staffl advisory arm), whore poor performance has been
noted, comprises a third means of command. A number of others
exisl but are soldom used.

1

. Resource Mobilization and Utilization:

A prarbicular Lask laid upon tLhe SDU/P&D is Lo develop a
portfolio of foreign-tunded interrated multi-sectoral projects
oy scelecioed arcas. By any measure, the SHU/P&D has enjoyed
suceess in this matter. There arce now seven projects assigned to
Lhe SHUZPAD, These have a total funding of approximately
$189,191,000 from 1985 through 1996 assuming all phases are
operat ive as presently intended.  OF this amount, $13,400,000 in

Pakistant Rupees or about 7% comes from the Governmeal of
Paliistan.  An additional three projects of, as yel, undetermined

weate and conlenl arce in various stages ol discussion/

proparat ton,

A diversity of donors as well as their differing operational
styles, objectives, and requirements heighten needs for
coordination through a mechanism such as tLhe SDU/P&D . As
desceribed in Annex 5 concerning the SHU/P&D mandatce this kind of
coordination is being doned but much more is needed.

Coorditation is particularly important in terms of siteing and
operalbing projects wilh a strong integrated and multi-sectoral
content amoms developmentally promising locaLions o Tribal,
Special, and Dislrict arcas.  Such localions should be associated
with opium crop substitution or the creation of viable ceconomic
opportunitics in potential opium-growing arvcas. Among the
present. seven projeclts and assuming that. they are funded at
intended levels there is a Lotal of $ 119,000,000 for expenditure
rom now through 1996, Thus, an anoual rate of about $19,500,000
in project inputs demands improved coordination and integrated
planning as well as fiscal, management, and outpul wonitoring by
Lhe SDHU/P&D,
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These levels of elfort are Lo be implemented Lthrough line
They have to be planned and coordinated also in the

agencios
many on-going single-scclor and other developmental

context ofl
aclivitios carried on by the line agoncias, Those ltattoer
aclbivities are financed in the Annual Developmeunt Programme, 1¢
averages a current annual $ 28,000,000 input by the line agencies
in all recions ot the Tribal and Special Areas.  These are
planned and operated according Lo formated line agency and P&D
fiscal resiew policies. They do nol contain the methodologies of
mulbi-scectoral and integrated coordination, planning,
implementation, monitoring, and cvalunbtion required in properly
funct ioning SHU/P&D sponsored Defined Region projects,

6. Staflfing:

The SDU/PYD table of organization and pos itions are
anthorired according Lo GONWEFP regulations with the P&, as the
parent. agency, playing an importanl. role. The current au thorized
stalfing is indicated in Fig.3. Fach PMU table of organization
and positicns are authorized, initially, through Lhe PC-1 for a
project. They dil(fer greatly in side as may be noted in Fig.6.

The SDU/PED is responsible only Tor vecrai bment.,, soreening,
and seledtion of statt for authorized positions at Grade 15 and
below.  Above that Geade, in matbers concernio technical,
administrative, and program staff {even for contract cmplovees)
provincial government gelectlion commiltees constituted
according to GONWEP regulalions cyvaluale and select screened
candidates.,  As a part of Lhis process, the administrator of the
SPU/P&D docs all of Lhe advertising, preliminavy screening, and
wlafl wort for the fdinal evalnations/recrutbment ol nersonnel.,
Il same o done for all Grade 16 and above amony the PMUs. [t
i lelt o Lhe PMUs, with help from Lhe ShU/PaD on advertising,

fo interview, scereen, and sclect ol employees al Grades 15 and
boelow.

spoeciad

Policy leaders or administrators at Dircctor-Ceneral, Chief,
and Progdect Manager levels are desivdnated to their positions
Lthrough provineial governmenl processes in which Lhe Additional
Chiel Seceetary and the Searetary, P&D play important roles. it
iw ol this level that policy has focused on assidgnment of

District Management Group Cadre to Lhese positions.

Froequency of personnel changes ol the Director General,
Cntel, Progect Director, and Project Manager Loevels characterize
Lhe prescnt institulional performance, During six yvears of
voperations cight Director Genorals have led Lhe SHU/pP&D.  Three
voears ago Lhe position of Chiel wis crieated in order to boelber
administer work assignments wilhin the SDU/P&D and improve
coordinal ton at all levels with foreign donors.  Three persons
have ocoupiceid the position during that time. In Lhe same wiy,
Project Directors and Project Managers in the fied#d change

BEST AVAILABLE DOCUMENT


http:int.egrat.ed

19

one project where excellent living facilities and

quickly. In
offered there have been six leadership

other amenitics arec
changes in seven years,

A kev policy innovation by Lhe GONWFD contributes to this
frequency of staff change. 1t ia the decision Lo assign District
Management Group (DMG) cadre to senior policy and administration
positions at the SDU/PED and amonsg the DPMUs.  Mewmbers of that
candre ace the best trained.  They aoe also upwaedly mobile within
the provincial government administration, Yel. Lhelr presencaee
ingide the SMU/PID and PMU structuee, however fleeting, oxerts
immedint e influence upon line agencies both in the field and at
Peshawar. This is because they will ultimately oceupy powerful
pusiitions (as Poli Lical Agents, Depnty Comni ssioners, cte.) with
numerons functions.  Annually vetUing the porformance of line
agency personnel within their jurisdictions is one such function,
Hecause of Lhis as well as their superior Lraining aad abilities
young members of the DMG on Lhe wav ap in the provineial
sovernment are deferred to by line avency participants in the
SMU/P&D and PMU process of planni ng/implementation,

By contrast, personncet at Lechnical or administrative levels
{(Grade 19 and below) whelher deputed or on contract tend to stay
lonfer in pasition within the snpu/7r&h and the PMUs, Some have
heon wilh the ShU/ZPah since its inceplbion.  Muv. Inayatullah, the
Nesenrch Officer on deputation (from P&D 19 one such. Others have
Joined it tor periods of three, two, oI onc years, A number are
retived officers on contract,  Otheprs are youn; individuals newly
stucting into government-related zcervices and they, Loo, are on
contract Voo dndlicate that Lhey wish Lo stay wilh Llie worl,
The soame patl bern is percepbible among the PMUs,  Noue of Lhis
atafll cnviies the same dedree of inflinence with the Pine agencies
in the Tield or o al Peshawar as doces Lhe DMG cadre policy-1ovel
Lenders ond administrators,  Often, however, individual senior
and relired technieal personnel may have inlluence with their
parent Line agencies or in cortain related fields becanse of
their proven shidls as well as oz network of friendships.

A oralttern of the kind described above in Lhe SHU/P&b can be
made Lo tanction effectively if stress is placed upon
strendthenine the non=DMI stalf both in numbers, conbinuity, and
aseitned, well-defined, tasks. This must be accompanied by on-
the-job trrdining and provision of incent ives desidned Lo foster
ficld work by SbhU/P&b personnel.,

[ FTechnical Ansistance and Donors:

As omay be noted in Annex A, cach ot Lhe donors have varying
arvangemcent s concerning the scale and Lypes ol technical
ausistance provided to Lhe project (s) il supporls, Vhere
necded, the SDUZPAD coordinates GONWEDP actions required to
facititate provision ol technical assistance in the feld. 1In
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general, however, it does not have a direct relationship with
such nssistance. As a consequence, it often does not benefil
internally through training or the adoptlion of improved
moethodologies of management., dala-gathering, analysis, cla., as
may be developed by technical assislance teams in the fietd.
There arce exceptions to that statement wi Lth Lhe Gadoon-Amazal
Area Development Project (USAID-funded) system of compulerized
financial and progress accounting providing one example. That
system simplilies SDU/P&D figscal monitoring on that project.
Similar systems should be developed for Lhe other six.

UNFDAC is the only foreign aid agency that has provided
dircet help to the SMU/P&D. 1+ began to provide financial help
and technical assistance in 1985 for five yecars al a total cost
of $2,034,163. This has been amended recenlly so Lhat an
additional $394,994 is provided for continued support through
December 31, 1991, During Lhe initial five years Lhe government
contribuled Rs., 1,582,205 in meeting the operational costls of the
sShu/vab. This was about 18% of the funds provided by UNFDAC
(excluding the $1,018,220 scot aside by thalt agency ffor
expenditure on the Lechnical assistancel}. In the amendwent., the

seale of GOP assistance has increased,

Under the agrecment wilh UNFDAC Lhe GONWFP has appointed and
funded staff for cight. positions: DirceclLor Genceral, Chief,
Kesearch Uficer, Administrative Officer, Personal Assistant,
Junior Clork, and two Naib Qasids. ‘The remaining twenty-{ive
positions of support staff are financed from Lhe UNFDAC grant.
The Project Documentl, Annex-7 provides details of the granl.

in the “DEP projections ot 19202 Lhe desired technical
wssisbance staff was defined as a senior advisor {economist.), a
manadement spreialist, and off-=farm cemployment.
specialist and short-term advisor:s, The UNFDAC Project Documenl.,
Annex 7. specifies provision of up to 51X technical assisbance
apecialista: Chief, Techniral Adviser, Development. Adviscer,
Project Planning Adviser, Budgel Analyst, Computer Manager, and a
Prodeamine OFficer. In practice, over Lhe five-year period, a
numbe:r of technical advisors were provided,  They assistbed in
project desidgn activities and in some monitoring and e ‘aluation
work. SDhi/pP&bD staff observe that the techni cal assistance flailed
to provide monitoring formats (as desired) and computerization
A current gap in UNEFDAC-provided technical
mecinlbance ol Lhe ShU/ZPED constrained development by Lthe author
of informed ovinion on problems encountered and ohjecltives
attained by expatriate advisors Jduciug the five years. A review
of theiv completion reports confirms a continuing difficully:
little or no technology transfer because of lack of ShU/P&D
planning/ technical/monitoring staff, Discussion wilth present
and past SbU/Pel staflf resulted in some suggested guidelines when
considering fmture technical assistiance to the S!)U/l’&l)_. These

inciude, and nol in ordee of priocily:

woterahiod

methodolomics,
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Capable, expanded, numbers o f Shu/pP&b contractual staff
must be in place before major inputs of technical
assistance begins, In that conncction, posibions must
be sanclioned in the recurrent budget before technical
assislance begins.

Agssistance should be qu iLe specific to the d mmediate
managemenl needs o f the SDOU/PAD in matters concerning
coordination, moritoring |{ both ricceal and technieal )
and planning, Domestic and Foreign aining
opportunities should Le provided.

Basic-dala, ovganized as packages, should he developed
and delivered for use by Lhe SDU/DP&D when doing s
planning and project desigo work., The Socio-Economic
Profiles deviloped by Dr. LLynn Carter for four Tribal
Adencies are an example.  These should be developed for
ather areas of present or future concern to the
ahuU/P&h.

Projcectl design, jmplementation advice, and
monitoring/evatluation whore feasible, should be
conbtracted out by a rein Forced SPU/ZP&D "in-house" staf {
with technical assisbtance prov iding the csuential
formulation ol tevms of e forence and participating,
clongside SHU/PED sta ff in supervision of Lhe work.
\These officers are desceribed in Scotion-Vi [ of Lhis
paper.) Again, domestic and foreign trai ning
opportunitics shov td be provided.

Much of bthe technical assistance pro vided should be by
Pakistanis that have al roady accumulated fie 1d
experience on milti-sectoral integ ‘ated programming.

All technical assistance provided should be "free-
standing" or self-contained and not impose any
financial or management burdens on the SDU/P&D.

Donor support ot SDU/P&D stalf and support costs should
be targeted at paying special allowances and honoraria
aimed at attracting top grade depvted and contractual
gtaff and fostering extensive ficld work by SDU/P&D

personnel.

Training opportunities for SpU/P&D staff should also be
coupled to a performance - reward system operating
under wpecific eriteria or henchmarks. .

Lechnical assistance the

Ltested planning, evaluation,
ics, appropt iate equipment,
in place and performing

Al Lhe conclusion of the

SpU/pP&h should have field
and monitoring methodolog
and trained conlract slalfl
agninst, measurable indicators.
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8. Melhodologies:

Fqually critical to future success is ficld test and
adoption of varied me thodologies of integrated multi-sectoral
planning and implementation. There are a range of methods
oncompassing regional, arca, sectoral, mul Li-scctoral,
integrar o, and village modes of planning when designing projecls
for exten=ive rural regions. In Lhe Defined Region context, the
use of more complex methods is constrained by tLribal socio-
political conditions, limited Pakistani political authority in
gsome arcas, lack of basic data, and small numbers of qualified
line agency personnel in prospective project arcas. To date, the
GONWEP han opled for multi-secloral and integrated approaches
covering areas of varying size; bul with much cmphasis upon
simple methods of planning for projects to be executed by

government.,

This is done by the SDU/P&D wilhin the standard pattern of
planning as prescribed 1n pC-1 preparalion regulations. The
necessary dala is compiled for each sector by the responsible
line departmenls in an area chosen lor multi-scctoral
development..  Some donors have funded project design teams in
order to assist this process. Also, UNFDAC-provided technical
assistance Lo the SDHU/DP&D have worked on projcct design,
Integration s in the form of setlting up physical targets,
funding levels, and feasible activilies among a range of
possibilities of fered by each agency. ALl is subject Lo
Lochnical and financing review by the SDHU/Pab. The resultant PC-
I comprises Lhe puidelines/tLargels governing decisions by P&D,
Finance, Lhe local and provincial steering commitbecs and review
bonrds, amnd the PMUs as well as the SHU/P&D during the life of
the project.  Thus, it is important that the Spu/Psh has the
means Lo parbicipate in it not lead the entire project design
process.  buring the past, and presently, the Shu/Ped lacks
capacily Lo introduce grealter emphasis upon integrated planning
and methodologies or more detailed data usages as well as
analysen when designing projects. Nevertheless, il contributes
much to the present design process. However, in fulure as now it
will continue to rely heavily upon planning inputs [lrom line
agencics Lhat in many instances, are lightly gtaffed in local
areas.

The doners and their project-sited technical assislance are
Lthe only current means by which varied methodologies of
integraied multi-sectoral planning and implementation have been
applied., Since American-provided Lechnical assislance has been
the longest and most intensive in scale at a relatively small
site it oflfers more cxperience concerning methods and resulis.
Other donors, such as UNFDAC, IFADB/ADD, and EEC also provide
Lechnical assistance and have had varied expericnces. However,
Lhere 1o imited interchange amony projects about information
concerning methodologies testoed. 1L does not appear that
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knowledge earned is being institutional ized in SDU/P&D or PMU
stafll tLraining and practice. This latter circumstance 1s
directly atlributable to lack of SDU/P&D staff assigned to become
specialists in integrated planning and olLher methodologies.
Another Tactor is the manner in which technical assistance has
been tasked to focus on implementation to the exclusion of
Lesting and developing methodologies for planning, monitoring,
cte. usetul to the SCU/P&D and PMUs in all project sites.

9. Moniloving und Evalualion:

As described in Annex § Lhe SpU/P&D is mandated to perform
monitoring and evaluation. However, as in the case of
MetLhodologies above, it lacks the means to effectively discharge
this role. Concerning fiscal and administrative monitoring, the
SDU/P&D performs at a much higher level of effectiveness than in
monitoring of project physical prougress. It does maintain
Poshawar-level monitoring of the fiscal affairs of projects. AS
Lhe SDU/P&D has detected ill-advigsed or illegal fiscal

a rosult,
among line agencies or

practices inoa numnber of cases either
PMUs .  Through wisce exerc ise of informal command powoer
corrections were obtained. while such oversight is hel pful , the
Spl/Pab Iacks means Lo spol= cheelt Fiscal records in the field.
14 wust rely upon line agency audilors or those of Lhe Audi t
Oftice. Thewe do nol maintain frequen , serutiny of records.

SLalt shortages in trained porsonnel as well as a fack of
casily monitored Lenchmarks for sowe Lypes of projecls severely
conslrain Shu/7Psh project moni Loring. It has repealoedly asled
for technical assistance Lo help in vreating monitoring formats
Lut little has bLeen accomplivshed. Sonclheless, making use of 1ts
own limiicd resources the SDU/P&D hias completed some speciind
monitoritg: work recent by, 1o Mareh 1990 two teams driawn from the
SHU/P&ED and Lhe Dir Nistrict Developuent Project spent five
working dovs examining engineoering progjects in Lhe NAU-supportoed
Bajaur Arca Development Project, Similar monitoring ot selected
agricul tural components of the project were done by Lhe Senior
Tochnical Adviser to the Shu/peéb (UNl"l):\(_.‘,—supl')ort.,ed «'.!\.‘pélLI‘i?lLe)
amd o line astency officer drown from the Dir Project. Tn both
the teams developed substantive

canes, althomrh time was short,

project notiey sugpestions as well as technical advian,

Similar ditricultics alfecl eva luat.ion activitices. Again,
through participating wi th donor-supported evaluation Leams,
SDU/DPED personnel do contr ibule in Lhe field and in rev iew of

{he- Peshawar level.,  The wvork of Lhe present Dirvector
Genernal of the SDU/ZPED 1n assis Linyg Lhe recent ALD-( inanced
ovalinal ion team at Gudoon-Amanai i the latest example.,  The
SHU/PED has oluo taken on responsibility for some ecvaluations,
The mout recent is that of the Malakand Area Development Project
perforacd in November 1989. In Lhat case, five m ixed teams
(coming Crom different agencies ) assisted by thetSen jor Technical
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Advisor (expatriate) examined the intras Lructural and

atricul tural oulrcach programs supported by Lhe NAU. The resulls
were usceful in some cases; but. an overall lack of evaluat ton
methodology and time cons traints in training team members
affected product gqualily. Similarly, within the SDU at Peshawar,
staff overloads of work prevent detailed study of evaluation
results by all concerned personnel. There are no installed
procedurces which lorce personnel to uti lize evaluation results
when reviewing monthly report.ing or Annual Work Plans.

10, Facilities and Equipment:

The SDU/P&D is located now in a rented two-floor house
wilhin Lhe Defense Society, Peshawar. There is suflicient space
for Lthe six senior Pakistani sta ff now on duty, plus supporting
personnel, and up to two or perhaps Lhree expaty inte or Pakistani
Lochnical assistance advisors. An ¢q uipped computer room is
instalied. It is utilized for word processing. See Annex-8 on

this subjoct.

Office equipment, air conditioning, ete. is modest but.
adequate it work loads remain at current levels. There are seven
vehicles as part of the SHU/P&D inventory. Of these, four are
Land Cruiscrs used for field work and two are sedans used by the
Director General and Chief. There is a lli~-Ace mini-van for
transporling staff, supplies, etc,

There are no special telephone lines, FAX, or radio linkages
with the PMUs.

Any expansion of SHU/P&D staflf accompanied by provision of
technical assistance will impose space requirements which cannot
be met. within the present Jeasnd facility as it is now organized.
The Februaary, 1990 cxpansion plan carries financial estimates for
tripling rental and utilities costs over the present $13,000 per
year for sach purposes. Funds would be used to rent additional
apace. Uther major increascs projected would include furnishings
and office ecquipment. as well as an angmented fleet of an
additional ten vehicles,

11. totential Interaction Belween Lthe P& and Shu/pil in Future:

As now organized and stafled the Planning and Development.
Departmeni is nob tasked to plan an overall strategy o [ ¢rowth
for the province and/or relevant regional, arca, sactor, ov sub-
cochbor doevelopment., 1t oalso is limited in the extent Lo which it
can apply nppropriate project appra isal, monitoring, and
evaluntion Lo projects.  This condition may improve appreciably
during the next. three years becanse o { planned cxpansion o t the
PAD accompanicd by Lechnical assistance supplicd through the
Netherlnnds Beonomic Institule.
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it is noxpected that the P&D will obtain 28 Officers at Grade
16 and above. Four expatriate advisors will work with them in
concenbrating upon a number of components including:
establishrment or reinstatement of Lhrec P&D cells: Honitoring and
Pvaluation: Coordination and Eeconomic Research, and Training and
Statt bevelopment. Additionally, there will be an effort Lo
create n provincial developuent strategy with constituent
regional and seclor strategies togelher with an operational data
base.

Thi=s entire effort should strengthen the economic analysis
and appriasal capacities of P&D. Ultimately, this may translate
into improved guidance and support from P&D for enl.ilies such as
the Shu/peD. 1Tt could also result in improved GONWFP capacity to
utilize programmed funds.

Al Lhe same time, SDU/P&D development and field test of
practical methodologies for planning/project design,
coordination, monitoring, and cvaluation could complement the
planned iwprovement in P&D capacities. Ultimately, some of those
methodologices could be ulilized: within a strenthened P&D,
transterable to some of the line agencies and by a f{uture
Provincinl Planning Board or other like mechanism,
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V., SDU/P&D STRUCTURE_AND_ POLICIES

A Choice_of Struclure:

The institutional innovations observed in the preceding
section constitutes a firm choice of organizational structure by
the GONWEDP. Resource availability and the target define the
choice. The targel is development of mechanisms which assure
site-specitic integrated multi-secctoral project operations
adjusted to the political, securily, and leadership conditions in
remote Lribal areas or other areas affected by poppy-growing or
with a high potential for future poppy production.

Deployable resources are limited in numerous ways. Line
agencies have very small staff in Lribal and other remote areas.
The areas have limited access. Government authority cannot he
applied in some locations. At the same time, domestic and
forcign financial resources cannot meet the total developmental

needs in these areas.

What kind of modalities should be present when a target of
the kind noted above and limited resources comprise Lhe
programming environment? Sketched in Lthe Northwest Frontier
Defined Region context there are nine:

¥ Political engaging Lribal, local, and provincial
representalion in planning and
implementation according to general
policy guidelines,

¥ Administrative building on the decision-making and
project execntion structure, including
Financial management and accounting, of
government al provincial, local and
tribal levels.

¥ Mobilization engaging line agency technical
capacitics and marshalling financial
resources: domestic and foreign, for
development aclivities according to
general policy guidelines.

¥ Integration harnessing mutually supportive
implementation capacities, where
relevant, of tasked agencies such as
P&D, line agencies, spz2cialized agencies
like the Burcau of Statistics,
autonomous bodies, and village or tribal
participants.
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¥ Technical developing reliable but simple dala
bases required in determining choice of
project sites, project content, project
beneficiarvies, implementalion modes, and
monitorable as well as valuative
indicators of progress/impact, ctc,

¥ Planning develop melhodologies adjusted Lo the
general policy, GONWEE PC-1, basic data,
and donor requirements for projectl
design and apply all the modalitics
describhed shave.

¥ fmplementalion dircct/assist line agency technical
and Maintenance capabilities at project site wilh
altention to sustainability of project
oulputls.

¥ Monitoring and develop simple methodologies of
Evaluation management. information gathering/

analysis, and Lechnical/social benchmark
definition for monitoving and
evaluation., Thesce should be used in
project design., For esample, defined
project outputs that arce measurable and
show beneficiary impact; map physical
location of each sub-project witlth
supporting reference number, budget.,
identification of beneficiaries; show
concentration by valley or other
physical parameter, cte,

¥ Commitment Fastablishing policy, organizing and
inslalling procedures, staffing, and
funding struclLure that is designed to
support all of the forcgoing.

tdeaily, there are four orsanizational forms of commitment
whirh a vYovernment can choose in order that all or some of the
forepoing modalilbies help Lo atltain the target.

Thooe four forms or combinations of them, have been used alb
once bLime or another by governments secking remote or
disadvantased area development in varvious parts of tLhe world,

StLrendthening line agencies and empowerindg a super agency at
provincist (or central government) level Lo plan and enforce
compliance is one form. 1. has been tried in places like
Malaysian, There, the Red Book Plan far remobtce arcas rural
development tfeatured this approach during the 1950s and 19605",
It was moderately successlul, rather expensive, fully funded by
Lhe Malaysian Government, and functionced best during a time of
rural inscecurity and organized armed oppousiltion Lo governmenl.
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A second form is to create a specialized agency to perform
cortain well-defined tasks in a disadvantaged region.  The tusks
require lLarge inputs of cquipment, funds, and human resources.,
They include rural road construction, rural water supply
developmeut.,, provision of mobile health team services, organized
rural co-operatives, celo. ITnvestments in such offorts are large,
accompanied by creation of permanend agencies stalfed and
cquipped Lo exccoubte planned work. The present Oftice of
Accolorated Rural Development in Thailand, now under the Ministry
of Interior, with a overall central and provincial yovecrnment
stalf of 5,000 technicians and administrators is an axample.
Developed for the disadvantaged northeastern Thatland region
durimt ruaral insccurity condilions of the 1960 ARD s an
expensive but successful model, it is now fully Cunded by the
Roval Thai Government., Tn its early stages it received much
Lechnical assistance, equipment, and training support Prom USAID.

A third form comprises regional or inter-disciplinary (river
basin anthority, natural resources planning agency, regiona {
plamming, cte.) planning capacities an which completod plans help
to shape the targets and operations of line agencies. River
Basin Aauthorities such as the Bicol 1n the Philippines and
elsowhere are examples of Lhis approach.  Usually, these produce
a loevel of surgested project interventions at cosls and degrees
of advanced organization which do net conform Lo site-specitic,
timely, Joeal aren needs.  There are difficulties also 1n
anchoring such structures within government burcauvceracies.  Costs
are high o naed resatts often not tmplenentable by line agencies.,

Finally, there are coordinaving mechanisms which arve
temporary and iontroduce minimal addil tonal personnel structuare
while stressing the importance of flexibility and innovation.
Gonerally, such mechanisms can attain all the modalities
desceribed above with that of commitwent. lardely defined by
Govermnent determination to gradually bul steadily increase ils
shiare ol costs for operating sach wmechanisms. Some ol the most
suceessfu! versions of this model bhave been used to assist
dicadvantaced areas in countries as diverse as Mexico, Brazil,
Nigoria, and southern Ttaly, in those cases, govoernmentys have
finnucially committed to long-term support of the neceussary
structures throudh varying arrandements of local taxation,
central vovernmenl subsidies, donor participation etco,
Nonctheless, Lhey remain temporacy and are not part of permancnt
establiiyshments,

As noted in Section 1V above, the GONWEFP has chosen the
coordinating mechanism structure, [t has now been lfunclioning
for scveral vears, and the SDU/P&D is a part of that structure.
Specinl administrative and other policies have been adopted.
They are reasonably effective.  They should be continved though
reinforced where experience has taught a necced for improvement,
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The modatities listed above thal arce best met by the current
CGONWED st ructural approach appear to be the polit RSTTR N
mobilization and implementation aspects, in the

administeal ive,
constdecrable

latler casc, some weaknesses in mobi inabion and
difficulty with others considerably affect fmplementation of
entire projects.  Those include: integration, Lechnical,
planning, and in particular monibtoring/evaluation. Shu/ P&
function= wilh reference to Lhese are discussced clasewhere below,
The modaltity least deall with by the GONWEDP 1s that of
commitment Lo the chosen struclture. 't has doeveloped an
orfanizins ton (the SHhU/pP&D) and procoedures, Folicy definition and
enforeement, requires further development, Staffing is
Pnadegua o, Until now, funding has depended largely upon donor

support.

Strengthened modal ities can be albtained through reinforcing
the oexisting basice SDU/PSD structare. Policies on sbafling,
function:, and commitment. require definition by Lhe GONWEDP and
support by donors and the GONWEP ad ke in that conlext, the
GONWED should consider cavefully bailding towards an cxpanded
SPU/B&ED contavning some or oall ool the specialized sKkills and
force structure of the Feb o190 Proposal. However, Lthere are a
number of commitment, stages to wmove throngh first, long hefore
the Fob, 1690 proposal or variabions on same should b considered

oo audop! donn
I, Stoflins Poltictes for the Strocture:

As n First slep towards reinforeing present sltructure,
exint ing SONNED policies on stalfing of senior posts within the
SHU/ZPWD nd PMUts should be continued. That is, D.M.G., stall
ahoultd beoused, Inevitably, there will be frequency of sl
Cladnde o0 thone levels.  However, i is probahle thal ococupancy
of such aositions by nor=D.M G personnel mighl create even
greater tilfionltioes. Thus, Jdonors and the GONVER afike should
revard tne csisting GONWEP policy on this subjecl as {he best
available. However, they may scek to minimize the rate of change

and al=o avoid Tepythy gaps in posbing,

Secandiy, the real arca of concentration should be upon
strengthenint Lthe force structure hefow SDU/PED policy lovels.
This should emphasize continuily of staffing, building technical
strength and cquipping it with appropriale and ficld tested
methodolopies that will allow it to go on functioning whatever is
happenim! al. sceoior levels,
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This should be done using conlract gstaff and contracted
services rather than "in-house' permancent Jovernmsent staft at
secretarialt, administrative, and Lechnical levels at Grade 16 and
above. The reasons for this are obvious, While some deputation
From P& =hould be continuced in order Lo he lp maintoain o close
conncection to that Department, creatiaon of permancnl, positions
and deputation thereto by line departments would result in two
ralther counter-producltive evenls, Ohtaining GONWEE approval of
permancnt. positions can be a slow process wilh consesgquent
institutionalizing of civil service priorities. Also, once
created, personnel might move with considerable frequency since
the SDUZPED ia not a permancnt enbity and service thercin would
not. add Lo a persons’ promotion chances inside the line agency

from which deputed.

On staffing for the SDU/P&D the GONWEP, ass tsted by donors,
should adopt the most innovative pulicies Lhal, are possible under
vovernment. regulations. These should include, amongt others:

1. Define the Job Descriptions very thoroughly for Yin-
house! SDU/P&D positions and recruil contract personnel
carefully against those criteria.  Annex 9 presents
detaitled job descriptions tor Lhe SDHU/P&D.

2. Beyond the GONWER placing deputed staff and contract
Grade ceilings for Grade 16 and above at masx bmum
evels, (together with allovances) the GONWFP and
donors should add toe Lhe incentives for each ’ in-housc’

posibion by:

2.1, Maximizing Trovel Allowances (with donor support)
in order to cncourage icld travel,

2.7, Examining what other Allowances might be increased
{(with donor support) in order to attract highly
qualificd staff to the carefully defined SDU/PED
posttions.,

9.3, Fstablishing Performance Review criteria for ~ach

'in-housce’ position and establishing a donor-
supported system of Honoraria (say 6 manths pay
for excellent performance in o given year and
legsser Honoraria for hivgh performance.)

2.4, Setting up domestic and foreidn training

opportunitics for use, partially, as incenltives Lo
staff occupying Grade 16 and above puniltions.
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3. Establish ’panels’ of technical specialists on contract
to the SDU/P&D for use on a 'when needed and available’
basis under supervision by assigned Shu/pr&b staff.
These should include a range of Pakistani speclalists:
animal husbandry, forestry, watershed management,
agricultural extension, agronomists, engincers,
horticulturists, economists, etc. Such personnel would
be used by the S$DU/P&D for limited periods of time
under already established contracts in which per_diems,
allowances, etc. would be sel at competitive rates.

The donors should fund these arrangements, and also
modes for monitoring SDU/P&D and contractor performance
periodically with, perhaps, provision for semi-annual
renewal /expansion of the system,

4, Similarly, cstablish 'pancls’ of Pakistani consul tant/
advisory firms for utilization when necded and
available under supervision by assigned SDU/P&D statf.
These should include a range of services inc tuding:
aceounling, auditing. computer systens
management./Lraining, basic data-ga thering, training,
enginecering, etce. In the same way, as in {3) above
this should be donor-funded with appropriate
arrangements for monitoring, semi-annual renewal, etc.

At this Lime, the structure of the ShU/P&D should remain as

a semi-detached arm of the P&D working under command of the
Chicf Secretary and not changed to that of an altached

Additional
above,

Department or other form of organization. As indicated
the lattoer arrangement or some better solutjon such as o
Provincial Planning Board might be cstablished at some later
date. However, the present command and policyv-making
arvangenents are too valuable Lo abandon in favor of a more
permanent and perhaps less ] exible structure. Again, as
described below this same advantage should be preserved
internally wilhin the SDU/P&D.  That is, all skills should be
harnessed as staff working by delined functions for the Director

General and his Chiefl,

C. Structure and Fupnctions:

A sccond major step concerns a need to delineate future
SDU/P&D tunctions and structure in ways that build upon the
exisling Mandate. These should prepave il for managing the
coordinat ing process in a strongly-oriented policy articulation
and substantive methodology mode while not interfering with the
present decenlralized PMU pattern of operations,
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Lhe Shu/pPad, the atructural organizabion rogui ted Lo

Withuin
wtress tunction and

a wtyle of management should
assignment and inlegration over
should resull in o much

modalities

stpport snch
rolated melhodologies over line
single-discipiine pevrspectives.  This
strong Lhiened SDU/PED capacily to deal with all of the
except that ol commitment.

Boeginonimd with new Job Descriptions, attached Annex 9, and a
reorganivod slaffing pattoern (next section) the future SDhU/P&ED
functions shoutd be structurad Lo cncompiass the following:

Coordination:

This function must belong with all eloemenl s and
peraonnel of the SPHU/P&D. However, prime responsibilily
thi= work cests with the Director General, Chicet, and o
sLalf. The work itnchwies coordination in the

for

amal o atitached
wideot wense with: donor headguarters and donor field teams;
the sccrebtariat, and Pine agencios, i

PLl, Dinance,
the Field; provineial

adencies aand specialiced adencies in
administration of ficers ot all Tevels; s roescarch
Moembers of the Provineial

organtsabions and unis crad bices;
Diclrict

and Lhe Project Review Boards as woe bl by

Veamembiovg
toceal commitiees which Jdivesl the DU

(BN i }l{‘l'
Coordination s to be activiat tas against presenbly

passive) wilh cmphasis upon overall
woell as respoasce tao

policy lturmulation and

Follow=up, problem resolubion, s
prodecl cnguairien, needs, elels as o pact ot the datly
avends . This incloudes monitorine and to.lowind up oon
Minuten on PRB weebingis, reviowing Lhe procvecdings of
Diateict or loeal committee poiics meclings Tor follow-up
and acting vpon PMU Ponoues as osignal led Lhrough

actionyg,
reporling systoms or s t.he result

the monthly or gquatricrly
Cf omonitacing and evaluat ion ootk PvitLioes,

Poliey tormalation and follow-up mu:st be an dmportant
and Lhe sShi/peb has to take the lead

PEsues

part ol coordination
role.  There are a number of yvery fundamental pulicy
o whiioh Che spi/psh must Lale a stand, vain GONWED supporl,
MU, tocal administralors, and tine

An

A0 persundse donors,
aencies asthe to tollow adoptoed gaidelines,
Pl et st dneladess

A Guidance on whoether carly phases of o project should be
Focasod on obtaining the confidence of pueople in poppy-
sub-project content

drowing areas, and if owo how shoald
mensvared,

andd site distribution be planned and resultba
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* Some criteria by which 1t can he Jecided nbout the
oxtent to which projects should be adjusted in focus
and concentralion as boelween POPPY =BT oW i and non

poppyY oW il arcas.,

A Gnidance on decisions concoerning use of tunds Torv
supporting relative high-cost infrastructare projoects
vorsus Lhose Lhal may impacl upon favmer income and

woellare,

* Maliing certain that Annual Deve Jopmenl Program and SDEP
or oLher like donor-funded projects are kept separabe
amd distinet as development init iatives in Detined

Regions.,

¥ Fostering integrated packages of fupuls in concentrated

arreas.,

* Fimphasis upon better defin ition of anticipated project
impacts and selection o f beneficiaries,

* Guidance concerning futurce suas tainability of project
oul.pubts.

* Increased involvement of farmers, v illagers, tribals,
in the planning and implementation of projects.

K Designing projects wilh bui It-in monitorable and
evaluative characteristices. eto.

Coordination includes integralbion of all efforts by the
various sections of the SDU/PLDH so that a mutuaily
support ive set of sclions aco always in train rogarding
projects, planning, reportind/monitoring, administration,
and eovaluation., The necessary "in-house" stafl for this
Lind of work is provided in section vIit,

Plannioe amd Technical Oporations

This function should be integrated with atl others of
Lhe Shu/baD.  Thus, personnel should bLe usced inter-
chaneseably on assisting Lthe MUy and participating linc
agencicn in oall aspects of covrdination, progyrens
report b mand torang, adminiat eation, and evaluation when
noeited, ocompriscs the development and use oF planning
met hodoiogies, with accompanyiny dita vatherine and analysis
{un i chort-term contracting avrangomenls) and Lhe
development of flexible plans based on mecting political
neede where necessary, bul with sound data-based prioritized
Gite selection and technical assessament of feasybilitv, ALl
must be adjustoed Lo PC-1 requircments and donor project

desisn needs,
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In the past, and until now, the SpU/1ab could not staff
this function with sufficient and skilled personnel that
would enable it to perform detailed data-gathering and
analysis. Yet with the help of Lechnical assistance, plus
ite own offorts, the entity has been able to part icipate in
the design of scveral projectls. Now, additional means are
necded, including employment of some skilled ’in-house’
stalf, in order Lo belter perform this function in fulure.

Similarly, SDU/P&D capacily to provide technical advice
to linc agencies and technically monitor project
conditions/needs within projectis is a part of this function.
Again, in the past and now, that capacily hardly cxists
within the SDU/P&D. The proposed ’in-housce' staffling
contained in Secction V11 togelther with use of special
contracting devices can assist in activating this function.

Reporting and Monitoring:

Progress

As in olher instances, this function should be
integrated with all others so that personnel arc used inter-
changeably on aspects of coordination, planning,
administration, and evaluation when needed. 1L comprises
the development of monitoring criteria for use in projcct
desiegn. TInstallation of standardized reporling and
monitoring systems, policy analysis of contents, tracking
reporting compliance, and developing project impact
monitoring methodologies including relevant benchmarks.
Application of the above must be based on Lhorough
involvement of PMUs.

Among various funciions assigned to dale Lo the SDhU/P&D
Lhis onc has dgenerated the most concern among donors and the
GONWEP alike. Though some monitoring has been accomplished
and more attention is now being paid to the subject, much
remains Lo be done. Technical assistance on this subject
has been erratic and SPU/P&D stallfing has been and remains
concentrated on financial and accounts monitoring to the
extent possible with present limited staff. The proposed
'in-house' staffing in Section VI1 can begin developing the
necessary methodologies.

Evaluation:

The same observations about integration of duties
applies here a in the foregoing sections. [t comprises the
development. and application of appropriate evaluation
methodologices examining: coordination, planning, management,
progress reporting and monitoring, and program - :rlormance
against meaningful indicators concerning integrated
activitics. The PMUs must be thoroughiy involved in Lhe
work.
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Administration:

The same observalion about. integration of dutlies
applies here as in foregoing sections. Tt comprises all
personnel, housckeeping, files, Computer Room operations,
allowances, reimbursements, expenditure, loave, cete.
Additionally, because Lhe SDU/ZP&D will engnge in much usc of
contracted services by individual Pakistani gspecialists and
consul tant. groups under special "when needed and available"
systems, there will be a need to operate according to GONWFP
contractual procurement regulations. Hence, cmployment of a
contract specialist is suggestoed,

D. Structure and GONWEP Commitment.:

Measuzim: GONWFP commitment to Lhe present coordination
mechenism requires careful judgement..  Setling up and operating
the present slructure, wilh its many procedures for project
review, and conforming operations Lo GONWED regulations has
requirved mich sustained effort by Lhe government., That may be an
indicalion af strong GONWEP interest and determination.

Assivning additional projects Lo the SPU/PED portfolio, as
has vcecarred during the past two voears, miy also he regarded ns a
sidn that the GONWEP looks upon this entily with favor. [t is
probable, as remarked by some members o f the GONWEP, thalt Lhe
SpuU/Pel is the only kind o f instrumentality avai lable to mecel
cortain necds, That, is, it is Flexible and can develop
activitics over a fairly chort Lime as compared Lo other entities

in the uowvyidg,

At averapge (-monlh tour for shti/psh Director Generals =sinco
atart-up tn Octaber, 1984 shows a higheor freguency o [ posting
than is truc tor most G rade-20 positions in the GONWEFP.,  Yet, in
recenl vears, bthe frequency o f Director General change at the
SPDU/PAD has slowed somewhat . This may ref lectl, growing concern
within Che GONWEEP bhat a SPpt/ped now dealing with six different
dotors, sovea projecls, and a prospeclive increase in numbers of
Fulture projects mast have a sLeady preosence in the form of a
Director Geperal. Again, th is moay be an indicator of growing

commitment by the GONWFP.

Presanlly, the Scceretavy of I'&D can demonstrale further
GONWED commitment. to Lhe SDU/ P& by adopting/continuing three
practices. These would foster conlinuity and autonomy {for Lhe
entity. One is Lo fucilitate funding of SDU/P&D operational
couts directlty, jusl as line agency, and not as o part. of Lhe
P& funding. Another is Lo follow a procedure of consulting with
Lhe DG when considering a shift of DP&b staff assigned at PMU and
SHU/PLD Jevels. Such a practice mwight enable the DG to adjust
Lemporary staffing assignments so that the postings do not damage
the onward course of daily work in a PMU. A third practice is to
continue the policy of long-term deputation of PaD staff (such as
Research Officers) Lo the shu/pan.,
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In terms of personnel assigned to the SDU/P&D the GONWFP has
gone somewhat beyond its commitment to provide four Grade 16 and
above staff, including the Director General, and four support
staff. These are financed by the GONWFP. 1t has added the
position of Chief which it finances through P&D. All other
staff, rental costs, operational expenditures, supplies, etc. are
financed by the donor: UNFDAC. In comparative terms (excluding
funds expended for technical assistance and equipment) UNFDAC has
met SDU/P&D expenses aggregating $825,000 over the five years and
the GONWFP has expended about $140,000 (in Rupees) for SDU/PID
expenses during the same time. This is about 18% of the UNFDAC

costls.

During the present extension of UNFDAC assistance to Dec.31,
1991, the GONWFP has raised its contribution to SDU/PID expenses.
This may be a signal of growing willingness by the GONWFP to
absorb a larger portion of SDU/P&D recurrent costs in future.
However, given the expanded costs that would be incurred if
SDU/P&D staffing is increased so that the entire operation is
more effective in future, it is probable that a very carefully
phased sharing of contributions between donors and the GONWFP

will be required.

A series of "markers" concerning this matter are suggested
in Section VII of this paper.
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VI. PMU QOrganization and Operation

Policy:

The Planning and Development Department (P&D) insists that
Lhe integrated multiple seclor projects operated by the line
departments and for which it is responsible be coordinated by a
project-specific field-located entity. This carries the title:
Projecct, Management Unit (PMU) or Project Coordination Unit (PCU)
or Project lmplementation Unit (PTU). There is one for cach

project. They are linked to the ShU/P&b described in sections IV

and V above.

Fach PMU is led by a Project Manager who is a member of Lhe
District. Management Group (DMG) cadre and the position is in tLhe
PaD official list. The Project Manager is Lo work under the
dircction of Lhe Project Director for each project | the D.C. or
Polilical Agent) subject to policy direction by the Director
vencral, Special Developmeno Unit (SDU/P&D) and/or the provincial
Project Review Board (or Project Stecring Comn it.tee).

The only official government position in the PMU is that of
the Project Manager. Salary for Lhat position is always paid by
Lhe P&D, GONWFP. All other positions in the PMU are contractual
and the costs may be paid either by the donor or the GONWEFP or

under a shaving arrangement.

Kach PMU has Lo undertake overall management of its project,

in particular:

i Project administralion, especially {inancial control.
¥ Institutional strengthening.
* Fnhanced planning.

¥ Improve implementation capabilities of the line

departments.,

* Assisl in establishing local priorities of sub-
projects.

* Monitor project. activities and works.

* Assist in evaluating project results.

In pursuing the above cach PMU is responsible to the Project
Director, D.G.-SDU/P&D and the Project Review Board for over-
secing line agency implementation of activitics as defined and
funded for cach seclor in the approved PC-1 for a project. The
PMU is responsible for sceing to it Lhat a consolidated line
agency Annual Work Plan is developed for the project; and that
this oblains the approval of the Project Director, the Districl
Coordination Committee (or Project Coordination Committee), and
the Project Review Board (or Projecl Steering Commitbttee) with
accompanying policy/problem review by the SDU/P&D.
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Also, Lhe PMU is to see tlo it that any planned expenditures
exceeding R«.500,000 is subject to
technical approval by the SDU/P&D. Similarly, approval of
expenditures on PC-1s for individual schemes over Rs.1,000,000
each can only be obtained at the Project Review Board level,

Lthe District Coordination Committee (or Project.
d the scheme.

on a sub-project PC-1

providing
Coordination Committce) has reviewed and recommende

The MU is responsible for all matters pertaining to funding
a projecbL vis-a-vis the terms and conditions (as well as
procedures) stipulated by the donor and the GONWKFP., When in
doubl on this subject il can ask for assistance from the SDU/P&D
and/or policy direction from the Project Review Board.

Staffing of the PMU below Grade 16 is done according to
practices established within that project. As described
elsewhere in Lhis paper, staffing at Grade 16 and above is done
according to GONWFP regulations re advertisement, vetting, and
selection of personnel Lhrough the Shu/p&b,

At the project level, the PMU is Lo communicate dircetly
with participating line agency personnel or technical assistance
personnel supplied Lo a project by the donor. At the provincial
level, the PMU is to communicate with line agencies, donors,
other elements of government, universilies, ctc. through the
SNU/P&D and/or at the Project Review Board meetings.

Basic Staffing:

As yoet, a standard pattern on PMU staffing has not emerged.
However, expericence to date together with changes made by the
SPDU/P&D in some PMU structures during the past year indicates
Lhal variations on the following configuration may be preferred
in future. (Technical Support Units funded and staffed by
donors may be add-ons depending upon the content of the project

and Lhe kinds and amounts of technical assistance thal donors are

willing Lo provide):

- Project Manager, Grade 18/19, P&D employce
- Assislant Project Manager, Grade 17 (contract)
- Project Engineer, Grade 18 (contract)
- Accounts Officer, Grade 17 (contract)
- Superintendent./Accountant, Grade 16 (contract)
- Assistant Accounts Officer, Grade 16 (contract)
- Senior Monitoring Officer, Grade 17 (contract)
- (2) Assistant Monitoring Officers, Grade 16 (contract)
- Program Officer (liaison with SbU) Grade 17 (conlract)
- Procurement Officer, Grade 17 (Contract)
- Accounls Assistant, Grade 11 (contract)
- Computer Opcrator, Grade 12 (contract)
- Support Staff - 17 persons
30 %
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# Nole: Other specialisls may be added depending on the
projecl targets and capacities ol parblicipaling
line agencies.

Basic Stall bDuties and Responsibilities of PMU Staff:

1. Project. Manager:

- The Project. Manager is to work under the Project Director
and report to him daily. He is to file monthly and
guarterly reports with the Director General (SDU/P&D).

- The Annual Report (personnel evaluation) of the Project
Manager is t.o pass through the Direclor General, SDU/P&D.
This clrcumstance gives the DG-SDU/P&D strong command
authorily over the Project Manager.

- The Projecl Manager is to act as the designated
representative of the SDU/P&D for purposes of:

* request of funds,
* transfer of funds,
* holding the implementing line agency accountable

for use of funds and submitting monthly
expenditure reports.

* Recording expenditures reported by line
departments,
* Post review of expenditures and consolidation of

project accounts.

- The Project Manager has complete authority to oversee day-
by-day implementation of activities undertaken by
participaling line department in accordance with aclivities
approved at the District Coordination Committee level and,
in some instances, by the Project Review Board.

- The Project Manager has authority to demand accounting
informat.ion and monitoring data from the participating line
departments and to car.y oul appropriate on-sile
inspeclions. This process can be initiated by the Project
Manager, the SDU/P&D or the donor through the SDU/P&D.

- The Project Manager has full responsibililby for preparing
quarterly project accounts and quarterly monitoring reporvts
which indicate actual expenditurcs by activily, progress
achieved, and problems which are retarding progress.

- The Project Manager drafls the Annual Work Plan in
collaboration with the participating lines agencies and
subject to review/approval by: bLhe District Coordinating
Committee and the Project Review Board advised by the

ShU/P&D.
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In some vrojects, as required by donors, the Project Manager
also preparcs a quarterly Project ITmplementation Plan in
order to assist in guiding and monitoring the action.

The Project Manager, through the PMU, provides the
secretariat (including keeping the Minutes) for the
operations of Lhe District Coordination Committee as it
reviews/approves/suggesl changes concerning PC~Is submitted
by line agencies for sub-projects.

The Project Manager also acts as secretariat for the project
al. the Project Review Board. This includes keeping the
Minutes of sessions (though the SDU/P&D assists in this case
in order to conform to GONWFP standards) which must be
'signed off’' by the Additional Chief Secretary.

Assistant. Project Manager:

Responsible for setting up and managing PMU administrative
systems which must be conformed to GONWFP procedures.

Gencerally assists the Project Manager with day-to-day
management issues of the Unit.

Projecct Engineer:

Assist the Agricultural Engincering Department develop
feasible work plans and promole coordination with other line

agencies, c.g. forestry, ctc.

Monitor AED technical performance and sustainability aspects
of sub-projects.

Fosler detailed investigation of tactors affecting proposed
irrigation improvements (land owncrship, water rights,
present. irrigation practices, available water resources)
prior to project approval. Integrate with work of other
line agencies (e.g. extension, village organizers, etc.)

Help assess existing work loads on the Irrigation Department
and ADP commitments with consequenl rceasonable time frames

for feasibility studies prior to adopting construction
schedules.

Assist in developing cost savings in irrigation designs.

Verify that C&W Department surveys, cost estimates, plans,
profiles, and unit rates are accurate and realistic.

Develop realistic schedules for the completion of roads,
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Monitor quality of C&W, contractor, work.

Assist in technically reviewing each proposed Public Health
Engineering Department scheme; and monitor performance
during course of construction.

Accounts Officer (and supporting accounting staff)

Heads an Accounts Section.

Responsible for developing an accounting system modelled on
GONWFP proforma procedures which will provide a record of
disbursements to participating line departments and their
itemizced expenditures by activity. (Shu/pP&D staff would
like to use the Gadoon-Amazai computerized model as a basis
for standardizing a system in all projects).

Assist the participating line agencies develop accounting
and financial reporting procedures (hopefully, to be
computerized at some point) which will meet the Units
requirements ‘“or accurate and timely accounting information.

Senior Monitoring Officer:

Responsible for developing appropriate data collection
formats for sub-projects with participating line agencies.

Also responsible for setting up a computerized data
processing and reporting system,

Assistanl Monitoring Officers:

These have primary responsibility for checking sub-projects
of the participating line agencies in the field.

They should also be qualified computer operators so that
they can operate the computerized data processing and

reporting system.
Procurement Officer:

Assisl the participating line agencies to set up relevant
invoicing and stock control systems and to coordinate those
with donor requirements.

In conjunction with donor, co-ordinates the procurement and
deployment of project vehicles which are to be hand:. ' over
against required documentation to participating line
agencies. '
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8. Program Officer:
- Linison between the PMU and the SDU/P&D.

- Assist in moving correspondence, conflict issues, from PMU
level to SDU/P&D and trom thence to participating line
agencies at provincial level.

- Assist in reporting and moniloring,
9. Computer Operator:

- Assisls in word processing correspondence, preparation of
Annual Reports.

- Other computer operating tasks, as assigned.

10. Support Staff: (upto 17 individuals including Secretaries,
Drivers, Casual Laborers).

Varyving Size, Finance, and Operation:

Today, there are five PMUs operational with two more just
authorized in the September 3,1990 Project Review Board meeting
concerning the NAU-assisted Bajaur and Mohmand Tribal Agency
Agricul tural and Area Development Projects.

The sive ag well as financing of these Units varies greatly
(Sec IFig.d and Annex 4). The largest in terms of Grade 16 and
atave positions authorized in each relevant PC-I is in Chitral
with 12 approved. The smallest is in Buner with 3 approved (PC-I

now being amended on this to provide more positions).

PMU financial support also varies greatly. In the USAID-
assisted Kala Dhaka and Gadoon-Amazai projects virtually all
costs, with the exception of salary for the Project Manager, are
borne by the donor. The reverse of Lhat is in Bajaur and Mohmand
where the just-authorized PMUs are financially supported by the
GOP. Lying in betwecen these extremes arce Lhe other projects:
Chitral (GOP 7%), Dir {(GOP 34%) and Buner (GOP 34%).

Experience in the operation of the PMUs differs from project
t.o project.. As noted elsewhere in Lhis paper, frequent transfers
of Project Managers in some projects has affected performance.
In other cases, delays in establishing adequate field
accommodations for PMU staff and/or difficulty in recruiting
compcectent. staft have impeded operations. In still other
instances the lack of standard formals for participating line
agencies in such matters as financial and progress reporting has
loaded PMUs with much work merely trying fto assemble consolidated
reporting to meet SDU/P&D and donor requirements.
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In some cases, such as the Gadoon-Amazai project, there s &
very lardce donor-provided sct of Lechnical assisbtance,
supcrvisimg, and monitoring activities., This alfects the PMU in
that project. tn other projects, donor-provided techinical
assistance and supervisory or monitoring is light to non-
existent. In others donors have placed gspecial requirements
the PMUs.  The Chitral Area Developmenl Projecl is the best
oxample of this. There, the Asian Development. Bank requires that
Lhe PMU assisted by the SHU/P&D, fol low ADB guidelines on
development. of a vroject benefit, monitoring and cvaluation
(PBME) system.  This requires special additional staffing in that

upon

cCase.

The tatter cxp(:['i(?'n(.‘(.‘, together with the present ShU/T&D
Generals interest in improved monitoring for cach
project has caused a shift in SHU/P&D policy towards setting up a
monitoring and program officer conlipguration for cach PHMU as
given above in the basic list. This will necessitate amendment
of several PC-Is, recruitment of staff, and assignment of wmore
personnel to PMUs in the next months,

Dircctor

As menbtioned above, where donor technical assistance is
light a PMU responsible for a projccl may be strengthened. Thus,
in 'he Chitral case that parvticular PMU has an
agrivul tural coordinator, a rural development coordinator, and a
venture capital sales and marketing adviser in addition o other
has Lhere been apn ottort

again,

slatt. towever, in none of Lhese cases
Lo staff the PMUs with the specialist technical skilis as well as
the numbers of personnel deployved by donors in vsome of the arca
development projects,

Donors have experimented with various modes of deployment, of
their own Pakistani or Expatriate technical personnel .  Some,
like UNEDAC, after locating technical staft on fireld sites wilkh
the PMU For DIR have now shifted to nse of a Peshawar-based
Technicn! Support Unit (SU). The recent Dir cvaluntion
recommoends Lhat the TSU be re-located closer Lo Dir at. Mingora,
Swal., That Unit is staffed with expatriate technical specialists
(project planning, extension Lraining, animal hushbandry) and a
number ol 'akistani specialists, (Financial Analyst, Senior
Aduministeator, 2 Agriculturists (1 specialized on Leaining), 3
Civil/lrridation Eagincers, Rural Development Speecialist, and
Program Officer). All work in collaboration with Lhe Div MU,
which is bhasced at Timergara, Dir, During Cthis short s*udy all
expatriate members of the TSU-Div were abroad on home lease and
Pakistani staff was in the field. So il was impossible to
develop detailed intformation about Lhe cexperience earnced to date
by Lhe TSU in working wilh the PMU-Dbir. This i= an information

gap that should be remedied as soon as feasiblce.
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Other donors, particularly the USAID-assisted projects, have
Lechniceal staffs in the field and these, in turn, are backed up
by considevable Peshawar-basoed resources with focus on
endincerims.  That deployment,, in turn, is gsupported by an
internal USALD policy=-planning and tmplementation structure which
deals wibh USATID processes of projeclt managemenl, oversight,, and
accountability. SDU/P&D records indicate that such o Large and
multi-layered deployment of donor resources considerably cases
some aspects of PMU operat ions in Lhose particular projects.

There is scupe, in the PMU and SHU/PAD arrangements lor
considerable flexibility in managoment. 1f PMU Project Managers
arve alert and SDU/ZP&D staft work energizes birector Genecal
aunthority. One example of this concerns USAID slow relcase of
funds, at one poinl, for programming in Kala Dhaka. The PMU
Project Manager for Kala Dhaka wished Lo procecd and asked for
help from the SPU/ZPED in providing interim resources, Ass a
result, Ra. 1,000,000 was borrowed by the D.G. ShU/PAD from the
Gadoon~-amazai project and Lwo vehicles temporarily lLransferred
trom the Buner project.

Similarly, the importance ol the PMU as an operational
device has been proven ancew in recent months by the NAU and
SLU/P&D vxperience wilh start-up of the Bajaur and Mohmand
praject, In Lhose tLwo cases, in the absence ol PMU's it has
Leen the SDU/PED working with assigned NAU staf that has
developed all of the basic papers including Lhe Annual Work Plans
for those projecls. This has generated an nnusuitl work load ftor
the SHU/Pab. Also, as sub-projects have been approvoed and
cxpenditures incurred by lince agencies participating in the
Bajaur and Mohmand projects there has been no consolidation of
expenditure and activily reporbting among the line agenciecs in Lhe
ficld. The result has been considerable and troubling variances
in reporting on these matters Lo the donor and sSDU/P&D and
consequenl slow-downs in release of funds in some instances.
Sialfing and operation of cffective PMUs in each of these
projects (now authorized on Sept.3d, 1990) will overcome this
problem in the near future.

Neod For Training:

Presently, none of the Grade 16 and above or support staff
Grade 16 and below working in Lhe PMUs are provided with any
special training concerning the functions and procodures of PPMUs,
Uoually, two to three days of or ientation al the SHU/P&D may be
provided Lo some persons assivned to PMUs. However, ltherce are no
developed materials aimed al acquainbing newly employed PMU staffl
with the cssentinls of their assigned funclions. No poerson il
the SHUZEPED level 1o charged with the responsibility and assigned
Lime to do such training.
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In Lhe same way, the ShU/P&D Tacks a program and funding
resources aimed at select ing PMU members for gpecial braining in
new skills or "brush-ups' in Lheir existing skilyis., For example,
the Peshawar Academy for Ru ‘al Development has periodic shovrt-
Loerm bLraining programs in project managementd, monitoring, «eto.
Lthat. could be of value Lo se¢ lected PMU staff.  Similar ly, there

Pakistan ITnstitute of Managementl , and Accountant Institule
PMU

ure
short-term courses that might be very useful to selected

cmployees.

Prospeclive donors, interested in improving the Sbhu/P&h and
PMU skills capacities should give serious attention to providing
appropriate future Lraining opportunities.

Futurce additional Funcltions of PMUs:

As in the instance of Lhe SDU/P&D Lhe many management,
functions of all PMUs require further strenglhening both in terms
of staff and provision of methodologices Lo enable better
performance (eog. computerived accounting and reporting systems,
cte.). However, as ovaluabions ol different projects have shown
there will also be a need in future Lo task, equip, and staff
PMUs (supported by SRU/PED stall or temporary conbractual
arrangements whore necessary) to:
* Fnconrade and facilitate arly-on village and farmer
participation wilh line agencies in Lhe development of sub-=
project plans with attention to their feasibility and long-

term sustainability.

* Help defin project and sub-project sclection criteria
inelading identification »f intoended beneficinry #roups and
choice oplbions by classification: trrigated, rainled, areas;
poppy-drowing, non-poppy-Urowing areas; poorel and more
disadvantaated farmers; discretionary funding, oto.

¥ Tirsot projects and sub-projects o terms of outputs/resultbs
rather than inputs/activilties and develop monitoring of
rosaults,

* Foster interaction during plannimg, jmplementation, and
monitoring by all pavticipatim' line agencies.,
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VIT. REINFORGED SDU/P&D_STAFFING, HOUSING, EQUIPMENT,
VEHIGLE,  NEEDS, BUDGETS, PHASING

1. Staffing Reinfo reed Functions:

In order to accomplish Lhe functions oul.lined in the
previous section the SHU/ZP&D will need Lo be expanded bevond its
33-person strength.  Throee a LLernatives are offered helow

present
cases, Lhere will be o

concerning a build-up of staflf. Tn all
arrangements by which the SHDU/PED can draw upon

need for special
fs of Pakistani

skills when necded from vetted and approved pane
apecialists and consultant cervices ftems. Additionatly, there
will be o need for technical assistance configured as described

in Secbion X below.
The three alternative stalfing schemes arve:

Fully Funclional:

a .

Thias will comprise a Shu/psh staffl of 69 individuals (0
of whom are Program Officers charmged Lo each project). The
reguired 23 Grade 16 aud above positions {contrasted Lo the
present 7 Grade 16 and above positions) are described in
doetail in Lhe Job Descriptions, Annex 9.

They should be deployed wi thin the SHU/PED 1a a
stalf/tunction and not. line mode. This can facilitate
intesration of effort and flexible use on Yin-housce! staft

On o varyvingd assignmen L.

The deploymenlt by function, and personnel suggested,

inelbuades:

Coordination:

Grade Number
hircctor General 20 1
chief 19 1
fesearch Officer 18 1
Avst, Rescarch Officer 17 2
Personal Assistant 16 1
Supcrintendent 16 1
Senior Clerks 7 2
Naih Qasids 1 2

————— 1
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Planning and Technigal Operat fons:

Planning Specialist
Research Officer
Avricul tural
Irrigation Engineoer
Civil Fogineer

O&M Specialist (with skills in
communily organization)

Senior Clerks
Junior Clervks
Nath Qasids

Specialist

Grade

19
17
19
14
19
18

Progress. Reporting and Monitoring:

Moniloring Specialist

Research Officer
Program Officer
Financial Analyst
Budeetl. Analyst
Audi Lor

Sonior Clerks
Junior Clerks
Naib Qasids

fvaluation:

Fvaluntion Specialist

Evaluabtion Assistant
Senior Clerk
Maih Qasid

Administration:
Administrator
Contract Officer
Fraining Officer
Accounts Officer
Computbter Operators
Avccounts Assistant
Senior Clerk
Record Keeper
Drivers

Saih Gasids
Terlephone Operalor
Sweoper

Gardnoer

¥ A Lolal of 5

19
17
17
19
19
I

=

—

19
L9
18
17
12

Program Of ficers charged to projecls.

Number
l

— e —

----- 12

————— 10

~~~~~ Y
64

L AB)X
69
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This staffing, as remarked elsewhere above, will be
contractual. 1In order to attract and hold qualified talent
in the extremely competitive Peshawar environment the Grade
16 and above positions should be sel at h ighest possible
step levels for a given Grade with accompanying allowances.
As remarked carlier also, interested donors should
additionally rund travel allowances Lo cncourage intensive
field travel and honoraria systoems reward ing cxcellent and
high performance by individuals on the SDhU/P&D "in-house’
statf,

The above 'in-house’ stalfing will not be able to
effectively discharge all SDU/P&D fnnctions without recourse
Lo use of short-term contracled Pakistani individual
specialists, Pakistan i consultant services firms, and
Ltechnical assistance resources. These are discussed in
Section [X below.

Costs for employing a fully-functional stalfl as
outlined above will be $194,454/Yr. (See Annex 10a for
detail). This figure does NOT include extra costs o [ a
honoraria system or employing Pak istani individual
specialists or Pakistani consultant firme on short-term
contract s, It does include expanded travel allowances in
order Lo ecncourage constant SHU/DPED ficld travel.

b Minimal Core Stafling:

Tn the first stages (perhaps 24 months) of reinforce ing
Lhe funclional activities of the SHU/P&D it is pussible to
bevin at more modest staffing | ~vels than in () above.

Undoer such an arrangement. the same functional
deployment would occur.  However, one function: that of
evaluation, would be deferred for Tater development., Lhe
assivned staff would be 50 individuals (5 Prograwm Oflicers
chargod against projects).  The required 14 Grade 16 and
above positions (as contrasted to 23 such posibions in {(a)

above or 7 oin the present stalf) are described in detail in

the Jdob Descripltion, Annex 9.

The deployment. by function, and personnel suggestoed,

includes:

Coordination: Grade Number
Dircctor General 20 L
Chicl 19 1
Rescarch Officer 18 1
Personal Assistant 16 1
Scenine Clerks 7 2
Naib Qasids 1 1
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Planning _and Technical Operations:

Grade Number
lanning Specialist 19 i
Agricultural Specialist 19 1
Engineer 19 1
O&M Specialist (with skills in 18 1

community organization)

Senior Clerks 2
Naib Qasids 1 1
————— 7
Progress Reporting and Monitoring: .
Monitaring Specialist 19 1
Financial Analyst 19 1
Budget. Analyst 19 1
Program Officer 17 (5)%*
Senior Clerks 7 1
Naib Qasids 1 1
————— 5
Evaluation: 0
————— 0
Administration:
Administrator 19 |
Contract Officer 19 1
Training Officer 18 1
Administrative Assistant 12 1
Computer Operators 12 hH
Accounts Assistant 11 i
Senior Clerk 7 2
Drivers 4 8
Telephone Operator 4 1
Naib Qasids 1 1
Chowkidars 1 2
Sweeper 1 ]
Gardner 1 1
----- 26
Total of: 45
(5) %
50

¥ A total of 5 Program Officers charged to projects.

The same observations apply as in (a) above concerning
alttraclive scales, allowances, special incentives, and the
need for short-term Pakistan contracted staffl,

Costs for employing a minimal-core staff as outlined
above will be $138,434/Yr. (See Annex 10a for detail). As
in the case of (a) above estimates in honoraria, etc. are
not included. 1t does include expanded travel allowances in
order to encourage constant SDU/P&D field travel.
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C. Tied Lo Technical Assistance Inpub:

A Lhird allernative, al somewhat greater cost, but,
reinforcing all functions from the outset would be Lo tie
some luncltions together with necessary support staft Lo
services provided by a Lechnical assistance team. Thus, in
Lhe case of Planning and Technical Operations, and Progress
Reporting and Monitoring, and Evaluation Lhe assigned
officers would become trainees of the technical assistance
Leam with all support staff provided by that team.

Under such an arrangement the same functional
deployment. would occur. All functions would be operational
from the outset. The assigned staff would be §4 individuals
(5 Program Officers charged against projects). The required
19 Grade 16 and above positions (as contrasted to 23 in {(a)
above, 14 in (b) and 7 in the present stalf) are described
in detail in the Job Descripltions, Annex 9.

Their deployment by function, and personnel suggested,
includes:

Coordination: Grade Number
Director General 20 1
Chicef 19 ]
Research Officer 18 1
Asst.. Research Officer 17 2
Personal Assistant 16 1
Sesior Clerks 7 1
Naib Qasids 1 2
————— 9
Planning _and Technical Jperalions
Planning Specialist 9 ]
Rasearch Officer 17 1
Agricu.tural Specialist 19 1
ngincer 19 1
Naib Qasids 1 1
————— 5
Progress_Reporting and Monitoring:
Monitoring Specialist 19 1
Financial Analyst 19 1
Budget. Analyst 19 1
Program Officer 17 (5)%
————— 3
Evaluation:
Fvaluat.ion Specialist 19 1
————— 1
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Administration: Grade Number
Administrator 19 1
Contract Officer 19 ]
Training Officer 18 1
Accounts Officer 17 1
Superintendent 16 1
Computer Operators 12 5
Accounts Assistant 11 1
Audi tor 11 1
Senior Clerks 7 2
Record Keeper 5 1
PDrivers 4 9
Telephone Operator 4 1
Naib Qasids 1 2
Chowkidars i 2
Sweeper 1 1
Gardner 1 1
----- .31
Total of: 49
B 0 A
54

¥ A toltal of 5 Program Officers charged to projects,

The same observalions apply as in (a) and (b)
concerning honoraria, contracting, etc. Costs for employing
a stalf Lied to technical assistance inpul will be
$158,992/Yr. (Sec Anncx 10a for detail).

2. Housing of the SDU/P&D:

Any one of the three alternatives above will require office
space ol at least double Lthe size of existing SDU/P&D facilities.
Should Lechnical assistance as well as short-term Pakistani
technical consultancy contractors be added, it is probable that
triple the area now occupied by the SDU/P&D will be needed.

Sinee functional integration of staflf(l activities is recommended,
a high priority should attach to placing all staff ultimately in
Lhe same or adjacent quarters. However, in Lhe early stages
(perhaps first 24 months) it might. be possible to conlinue with
Lhe present. gquarters plus additional somewhat lavger rented
facilitios close by. Technical assistance would have to be
located in both facilities also in order to facilitate emphasis
upon working alongside each other in common pursuil of functional
reinforcement .
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Reorganization of the present quarters space (there are
halls that are not ai reonditioned or used, upper and
lower floors) and in any new rented quarters might adequately
house staff, technical assistance, and Pakistani consultants
under alternatives (b)) and (¢). This would crowd staff and funds
would have to be used to improve Lhe space conditions (air
conditioning, lighting, ete.): but in the initial slages, Lhis
might. suffice. The budget estimates given in Annex 10b attached
are based on the assumption Lhat additional limited space can be
rented for alternatives (b) and (c) above. The estimates do NOT
include costs for improving the rented facilities so as to
improve their usce of space.

large common

A longer Lerm possibility, (if cexperience with the ShuU/DP&D
over a two year period was promising) would be Lo assist in the
construction of adequate facilities capable of properly housing a
fully functional SDU/P&D staff. That would include facilities
for technical assistance and short-term Pakistani consultants.
Such quarters, ultimately, might. become part of the P&D and/or
other provincial planning establishment. in the future.

3. Equipment,_of the SDU/P&D:

The UNFDAC assistance provided about $88,000 in non-
expendable equipment during Lhe past five years. This inventory
requires assessment prior Lo developing estimates about how much
and what types of equipment would be required to support the
reinforced SDU/P&D under any of the alternatives suggested above.

1. Vehicles of the SDU/ZP&ED:

There are seven vehicles provided to the SDU/P&D under the
UNEFDAC grant. 'These need to be assessed as to condilion and
projected life-span assuming that any of the alternatives for
reinforced functions together with much more emphasis on ficld
Lravel will impose a heavy burden on the SDU/P&D fleet..  1In the
budget estimates offered in Annex 10(b), it is assumed that the
flect might bhe increased by one or two vehicles. Operational
costs and driver staffing is based on Lhat assumption. Illowever,
more detailed investigalion (assuming adoption of onc of the
suggestad alternatives) might reveal a need for totally or
partially reorganizing the vehicle fleet with some increase in
numbers and driver support also.
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5. Compul.erization Needs:

Again, the UNFDAC grant has provided some computer
facilities for the SDU/P&D. These are discussed in Annex 8 with
some indication of future needs. However, a much more detailed
investigation would have to be performed in order to ascertain
exaclly what is needed in Inture. Furthermore, this should be
related to projected technical assistance needs for a systems
analyst presence at. Lhe SPUY/PMU. The estimsces given in buddgels
in Annex 10(b) attached only assume costs for operating and
maintaining existing equipment and NOT the introduction of new
hardware, soltware, tLraining, ectc.

6. Office Suppli and_Spare_ Parts:

es.
Fstimates given in the budgets in Annex 10(b) are
projections basced on assumed increase in staff. lNowever, Lhey do
NOT reflect careful analysis of what might happen if a reinforced
SHU/P&D staff becomes very aclive and generates much demand for

supplies, spares, etc.

7. Training:

As will be noted in each of Lhe Job Descriptions appearing
in Annex 9, cach incumbent of a position will be expected to
undergo short-term, intermediate, or long-term training. These
will he in domestic or off-shore programs and in order to
facilitate this kind of work it is proposed that a Training
Officer be a part of the SDU/P&D staff in all three of the
alternatives suggested.  Prospective donors should accompany
negot. iations about fulure assistance Lo the SDU/P&D with much
insislence upon installing and operating appropriate Lraining
programs. These can be scaled, depending upon the alternative
selected for early stages of support; but training should be a
part of any of the alternatives adopted.

8. 1Hlustrative Budgels:

Annex 10(b) "illustrative budgets" are based on tLhe
projected staff salary and allowance costs for each of the Lhrcece
alternatives, plus projected other costs. These latter are only
exbLensions of existing general expenditure patterns in Lhe
SPDU/P&D.  As pointed out above they need to be developed into
firmer numbers. Furthermore, these budgets do not include
anticipated costs for employing short-term Pakistani contractors
and consultant service firms, or costs of technical assistance.
These arce discussion in secction IX below.
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Given Lhe above caveats the following is the approximate
range of cosbls amony the three allernatives:

(a) PFull-funclional Staff : $319,109/Vr,

(b)Y  Minimal Core Staffing : $229,462/Yr.

{c¢) Tied Lo Technical Assistance Input $250,253/Yr.
9. Donor/GONWEP Phasing on_Commitment (Financiall:

The experience of the past five years has shown the GONWFP
and donors alike that the coordinated system handled by SDU/P&D
has its merits, In a way, the UNFDAC grant of funds to the
SHU/P&D has helped Lo demonstrate that the entity is growing in

value,

The time now nears (before the ending of UNFDAC assistance
in December 1991) for both prospective donors and the GONWFP Lo
consider how the SDBU/P&D can be put on its feel both
cubstantively and financially.

This paper suggests substantive improvement in functions,
staffing, and modes of accessing Pakistani Lalent on a short.-term

basis.

InLroduction of those iwmprovements should be coupled Lo
alterations in how the SDU/DP&D is financially and subslantively
supported in future.  The following comprise iliustrations of
what must be done in order Lo get ncereased commi tment, by the

GONWEDY

. I the first place, all Jdonors as well as the GONWED
benetit from the SDU/P&D coordinating activities. ir
it is improved in its funclions there will be
additional benefits derived from ils activities in
terms of effeclive project management of coordinalion,
planning, administration, monitoring cteo.

Therefore, in future, donors supporbim multi-secloral
inteerated projects Lhrough the coordinating mechanism
in Defined Regions should be reguired to contribute
Lowards meeting a percentage of the annual SDHU/P&D

operating costs.,

[n the past, the GONWEP has mel about 18% of the Lotal
SDU/PSD operating costs annually and this has recently
been increased, Il is probable that in the near future
the reinforced functions ol the SDHU/P&D staflfed at a
fully functional level will cost about 0% more than
what has been expended annually to date on the SDU/P&D.
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(Percentage excludes cquipment, special o Ilowancoes,
contracting systems, training, vehicles, or noew
physical facilitics, and technical assistance).

in Rupcee Lerms Lhis means that expenditures will ugo
from their present Rs.4,200,000/Yr. level Lo about
Rs.7,000,000/Yr. in support ot fully functional
staffing. At the minimal core level the increase would
be 20% or aboul Rs.5,000,000/Yr. AL present rales of
GONWEDP contribution Lo SDU/P&ED costs this would mean
aboul. Rs.1,000,000/Yr from the GONWWP.  During the next
three yecars, it is probable that the level of
commitment by the GONWEFP could be raisced by at least
two/lifLhs of the total or 40%. That is, to about
Rs,2,000,000/Yr.  Assuming that a minimal core level of
stafting and operations (R«.5,000,000) was the selected
alternalive, there witl be a annual short-fall of

Rs. 3,000,000, to be covered by charging overheads Lo
donors.

Wilh the consent. of the current six donors this sum
could be charged againsl cach of the projects now
operating through the support of the 3DU/PLD
caordination system. (About. Rs.500,000 cach annually
or 60% of the totall),

However, in order to get to that stage a donor or
donors during an initial interim period will have to
assist the SDU/P&D on a larger scale (with c¢quipment,
supplies, vehicles, provision for housing, and some
percentage of recurrent costs) and with field testing
of function-related methodolodics.  This should be
planncd so as to enabile Lhe SDU/PSD to staff and
operate effectively at. Lhe alternative selecled
(perhaps, minimal core level) within three years, The
same doner or donors would have Lo establish "‘markers’
with the GONWEFP concerning a three-yvear build-up
towards atlaining minimal cove staffing, applied and
tested functional methodologies and eventual GONWFP
financing of at least a 40% share of the operational

coats,

Some of the suggested markers’ for the toregoing would

be:

* GONWEDP and donor review ot this paper and adoption
of one of the suggested alternatives for guiding
detailed research on two mabters:
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- Reinforcing SHU/P&D functions with attention
Lo costs, donor-lunded: extra allowances,
funding contracting, provision of equipment,
supplics, vebicles and a tranched {declining)
share of annual recurvenl costs over three
vears and proeparing atl ol Lthe above for PC~-1
and donor project anthorization.

- Testing function-retated methodologives for
Lhe SDU/P&D and training veinforced staff in
their utilizalion in a Defined Region (s)
project (eg. North Waziristan, South
Waziristan, kurram, and Orakzai), This
should probably be developed as a separate
but. linked project with PC-1 and donor
authorizalion documentation covering a co-
located PMU (Laboratory) working wilh the
SPU/PMU.  This is discussed in section VIl
helow.

Tranche tLhe assistance to the SDU/P&D such that
within the first six months the SDU/PED must
recruit 20% of the required Grade 16 and above
positions, and within twelve monthe: 10%.  The
long-Lerm positions must be sancti oned in the
GONWFP recurrent budget before technical
assistance besgins,

It the above condit.ion is not mel, tLhe donor would
Login Lo provide the SDU/P&D with necded
equipment,, supplies, technical assisbtance on
mathodologics supportive of priorvity SDU/P&D

funclions {(monitoring and planning) as tested in
the donor-supported bhelined Region (s Project.

In the second year, the remaining 60% of the
required Grade 16 and above posilions must be
filled., Again, the same requirement in sanc t.ioned
positions would apply. A 'when nceded and
aviailable’ pancl of vetted individual Pakis f.ani
specinlists and consultant scrvices firms must be
established and in usec.

During that time the donor will continue with
technical assistance and begin providing support
for training at identified domestic and oft-shore
training facilities.
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¥ In the Lhird year, all activities would continue.
However, the oriental.ion would shift towards
minimal principal donor supply ol technical
assistance, bLraining, special allowances,
cquipment, cote. after the third year,

10.  Donor for Reinforcing Lhe SDU/P&D:

Among the present. donors supporting projects in Lhe seven
Defined Regions none have had the varied and intense expericence
carned by USAID. Tt supports Ltwo of the seven Defined Regions
projoects (Gadoon-Amazai and Kala Dhaka) and the Tribal Areas
Development Project {TADP). This latter operates numerous
projocts within several of the Defincd Regions.

These various operations have developed an in-house
akistani staff of engineers, agriculturists, administrators, and
policyv-makers thalt. are without parallel among any of the donor-
supported projects in the seven Deflined Regions, This is an
cnormous intellectual resource which can now be brought to bhear
through redesigning the TADP project Lo reforce the SDhU/P&D.
Particularly, as noted elsewhere bhelow, this should be teamed
vith a like USAID effort to assist a co-located PMU (Laboratory).
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VIIT. A _PMU_(LABORATORY) AND TESTED METHODOLOGLES

As may be noted in Sections IV and VI above, bolh the
SNU/P&D and the PMUs are tasked Lo perform various administrative
duties. As yet, they lack the defined functions, staff, and
tested methodologies to actually manage integrated, multi-sector,

projects.

A reinforced SDU/P&D, which is staffed according to one of
the allternatives suggested in Secltion VII above, will be embarked
upon a process Lhat can develop ncceded management capabilitics.
However, a prohlem will arise concerning development and,
particularly, test of the needed methodologies. 1f a reinforced
SPU/P&D concentrates on such matters it runs the risk of
divert.ing attention from belter supporting projects that are
already in action. Indeced, donors and Lhe GONWFP will expect
that a reinforced SDU/P&ED must pay & considerable degree of
attention to improving its performance vis-a-vis existing
projects.,

Under these circumstances, some special provieion must be
designed such that the needed methodologics can be designed and
tested in a situation organized partially on a field basis. A
~einforced SDU/P&D would be a parlt of but not responsible for
such an operation. Instead, the effort could be structured as a
special PMU (Laboratory) that is staffed, tasked, and supported
by technical assistance so that it develops and tests
methodologies of planning, coordination, implementation,
reporting/monitoring, and evalualion using a Delined Region or
Regions as the field localions. Results once proven, would be
'spun-of ' through the SPU/P&D, Workshops, and other means so
that the methodologies become a part of standard operational
practice in all multi-secloral, integrated, projects in Defined

Regions.,

This does nol mean that all methodologies would have to be
developed and tested through the proposed PMU (Laboratory).
Indecd, much experience has already been gained within the
existing projeclts and in some cases methodologies of data-
handling, rceporting, ele. require only some adaptation and
technical improvement by a specializced PMU (Laboratory) for
immediate application Lo all existing projects Lthrough the
SHU/P&N venuco,

REST AVANARLE cory


http:suggest.ed

59

Other methodologies would have to be designed and tested.
In order Lo accomplish this, plus the adaptation and improvements
ment.ioned above, the same donor reinforcing the SPU/P&D should
also be responsible for support (financial, policy, technical
assistance) to the PMU (Laboratory). In order to facilitale
exchange of cexperience and attention to methodologies associated
wilh enach of the functions of the SDU/P&D it would be best to co-
locate such o PMU (Laboratory) at the SHU/PED (with an
accompanying tield set-up).

Activities of a PMU (Laboratory) could be conformed to a
donor-financed project in which the design and field test of
meLhodologies (aside from adaptation and improvement. of ones
already developed as remarked above) would be focused on priority
management. needs in one or several Defined Regions. An
illustrative List might. include:

an, ilow best to get local authority, political circles,
tribal leaders, to concentrate and continue planning

altenlion upon a few geographic areas.

. Continuous integration of line agency activities in
only a few sectors offering the greatest and most
lasting economic and social benefits to target
beneficiaries.

C. Mobilization of farmers, Lribals, and village
participation in planning, project communication, and
moniltoring activitices,

d. Development. of sustainablie sub-projects.

e. Build basec-line data (physical, economic, social, ectc.)
useful in judging whether and how project activity
effeclively inhibits factors (ease of storage,
transport, profitability, ectc.) now favoring poppy

production in Defined Regions.

f. Design of measurable beneficiary-related indicators of
projectl. impact, and modes for monitoring same,

g, Accelerated and reliable financial and physical
progress reporting systems.

h. Improved technical content of sub-projects and systems
for ensuring performance.,
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A DPMU (lLaboratory) tasked for such work would have a
somewhat. different configuration from that one described in
Scct.ion VI above. It would also ncad specialized technical
Lack-up in skills not normally associated with PMU

Al the same Lime, becanse iU would have to carry the
field some of its staffing
A suggested staffing

assisltance
operations.,
presenl functions of any PMU in the
would resemble that of any other PMU.

arrangement. follows:

Grade Nos..
Project. Manager 19 1
Deput.y Projecl Manager 18 1
(Public Admn. Specialist)
Accounts Officer 17 1
Technical Specialist 19 2
(engineer or agriculture or both)
Research Officer 17 1
Planning/Systems Specialist 19 1
Monitoring/Reporting Specialist 19 1
Systems Analyst 18 1
Program Officer 17 1
--= 10
Support Staff 10
Tatal 20

Since this staff would be partially located in the lield and
partially moving back and forth between the SDU/P&D and the field
the liaison responsibilities would rest largely with the Project
Director and Depuly Projeclt Manager. There would be no need for
Lhe Program Officer/Moniloring Officer set-up (4 individuals)
Lhat is currently evolving in Lhe present PMUs .,

As descoribed in Section IX below, technical assistance
arrangement s for support to this PMU (Laboratory) would be
partially linked to aid prov ided the ShU/P&D.  That. will ensure a
flow of similtar advice to both entitics and an exchange of
experience helpful to personnel both in the SDU/P&D and the PMU
(Laboratory). There would also be speci al arrangements for
Lechnical assistance Lo the PMU (Laboratory) with much reliance
upon already-experienced donor staf f to participate in the
development and Lest of appropriate management methedologices.

The local level Project Commitlee arrangements for the DPMU
(Laboratory) might differ considerably from Lhose associated with
a particular area, As an illustration: the PMU (Laboratory)
migh! be responsible for planning and managing a series of
relatively small projects with only a few sectors in each for the
Tribal Arcas of Soulh Waziristan, North Waziristan, Kurram, and
Orakzai. This would probably entail development of a Project
Committee in ecach Arcea. 1. also might mean some use of Shu/P&b
integrated staff Lime in Lhese Arcas assisting in testing and
operaling Lhe designed methodologics.
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AlL Lhe provincial level, a s ingle Project Review Board could
bee ulilized. However, in Lhis casce, since the PMU (Laboratory)
would be engaged in development and test of methodologies in
addition to altaining areca-specific project ou tputs all donors
should be on Lhe Project Review Board. This would spur policy
development on appropriate management systems and acquaint
donors, steadily, with experience earned.

Costs for stalfing and operating an en tity of this kind
cannol he estimated in this paper. Spec inl incentives would
to be built in because of the need Lo attract talent.. 1t is a
maller thal a project design team would have to examine in detail

and determine feasibility as well as cost.

have

Similarly, it is probable that an entity of this kind would
have Lo be financed for at least 80% of Lhe operating cxponses
(plus cquipment, technical assistance, supplies, housing etc.) by
a single donor over a Lhree-year period of project life. At tLhe
end of that Lime, if Lhe effort was scoring tangible resulls,
considoeration of further assistance and ratios of financing would

be necded.

The Lraining nceds for a 'think tank' and action-oriented
PMU {Laboralory) of the type envisaged here would be
considerable, There are many miaagement methodologies thal work
offeclively among various projects both inside Pakistan and
elsewhere.  Representative samples have to be examined and,
perhaps, some might be adopted for test under GONWFP Defined

Region conditions,

Development of the PMU (Laboratory) should be supported by a
donor already possessing much expericence in Defined Region
operalions.  That donor should also be engaged in reinforcing Lhe
spu/psh,  The obvious choice would he a reorganized and
redesigned USATD-supported Tribal Arcas Development, Project
Lasked 1o work on reinforcing the ShU/P&b and cstablishing the

PMU (Laboralory).
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IX. TECHNICAL AS<1°”ANCE_AﬁQMBAKISTANI CONTRACTING

1! SISTANCE AN
FOR_SDU/P&D_AND_PMU (LADORATORY).

Technical Assistance in_Ceneral:

The information presented on this subject in Section IV
applies here. Also, see Annex 6 for a detailed discussion
of past cxperience and future nceds. Additionally, it
should be noted that a donor must be preparcd to cut off
planned Lechnical assistance quickly. That is, it it
becomes c¢lear that the GONWFP is unable to obtain sanctioned
long-term positions in the recurrent GONWIP and collaborate
with Lhe donor in offering cffective incenltives on a
scheduled basis then Lechnical assistance should not begin.

Pechnical Assistance for Reinforced SDU/P&D: (See Summary,
Fig.8)

1. lixpatriate

* Long-term:

A single long-term specialist (expatriate) on
rural development management. should be the only advisor
to the SDU/P&D. He would also have concurrent advisory
responsibilities to the PMU (Laboratory).

In accordance with the staflfed emphasis on
functions in the SpuU/p&D the rural development
management specialist musi operate under very specific
Terms of Reference. His skills must be deployed across
all defined functions. In consultation with the
Director General SDU/P&D and the individual 'in-house’
staff dealing with defined functions annual product-
loaded work plans must be developed and implemented for

each function.

Two examples of this comprise coordination and
planaing. 1In the instance of coordination, the annual
work plan should target the number of Project Review
Board meectings anticipated and the amount of staff time
projected for properly supplying the Additional Chiefl
Secretary with analysis and policy—information
essential Lo informed decision-making for each meeting.
This would include improved methods for presenting
project data and status.
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The coordinalion annual work plan should also
target sclectod institutions (rescarch, universities,
cte.) and projects (Swiss, German, UNDP-funded cla.)
For contact and analysis by Lhe SPU/PED s poussible
providers of expericnce and skills uselul to PMi
ploanning and Lechnical support for projoct ot ivilies
by line agencies, Similarly, the annual work plan
ahould include anticipated review orv data-neceds by
donotrs aboul. specific projects {regarding funding,
stafting of PMUs, procurcement of cquipment o supplies
ole.) and estimate staff timeZassignments to meot. those
requirements. Then, in the matter of policy lformulation
and application the annual work pltan shoalbd fooes on
development of one or two pol icies with "in-housc!
slaff time andd technical assislance nusivned to @uch
Aactivities plus gaining donor, GONWED, Line agoency

adherence to doveloped policy.

A annual work plan Ffor planning would cncompass
two Teatures: (a) planning for future projocta; and (b)
plannindg for improvements in on-<oinyg projoot
neltivities, in () this would involve targel ing and
cohodul ing access to data aboul prospective projoect
arens {might inelude wse of Socio-cconomic Profile
Dala, contracting with the Burcaa ol Statistics, other
acceneies or Pakistant consultant fivrms for special
survevs and studies of a prospective area, cle.) |1
woltld also requive ShU/p&h "in-house" stalt targeting
and scheduling involvement in the plannmg process by
vacious participanbar Farmers, Lribits, villages, local
councils, political authorities, line avencies at local
boeveldls, tine agencies al provincial levels, P&D, ot
In (b)) simifar tarzeting and cchoeduling wonld be done
oxcept that the sectors and range ol sub-project
possibiliticos will have already been determined by the

approved o=t

I a1l of the above ittustrabive maltoers, pluas the
SHU/P8h Functiong ol progroess reporting/monitoring,
cvaluation, and administration Lhe long=term coxpalriate
advisor would be tasked to bring technical resonrces to
her ot development as well as implementalion of the
Folevant annual work plans.  This would apply Lo
contracting and Lraining operations by the ShU/PED a
weel 1

&
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To assisl him in these activities he should have
cont.rol of expatriate short-term and Pakistani long-
term and short-term advizory stall in the general
dimensions outlined below.,  the skil 1l required and
timings as well as deployments o f advisory assignments
would be matlers of constant revioew by the long-term
advisor in consultation wilh the Director General of
Lthe SDU/P&D, individual "in-house ‘gtaff dealing with
defined functions, and the donor.

Short-toerm:

A Lotal of 60 Person/months over a three-year
period of operation should enable the long-term advisor
to meel crucial requirementls generated by reinforced
ShU/P&D operations.

Pakistani:

Long-term:

A core of Lhree long-term Pakistani advisors
should be employed. Their conf iguration might be 2
Civil Engincers and 1 Agricaltur st or some olher setls
of skills. They should be drawn if feasible from
ficld-experienced staff developed Ly the prospective

donor in places like Gadoon-Amazai or TADP-1 clc.,

Their rates of remuneration, alblowances, clo,
should be planned according to cunerent practices of the
donor.  This staff should work atong the same lines as
the expatriate jong-term advisor and under his

direction.
short-term:

In this instance, panels ot Pakistani specianlists
for use on « short-term 'when needoed and available”
Lasis must be establiched by Lhe SDU/P&D. This should
he done wilh attention to fixing competitive rales of
remuncration and allowances,

The donor should fund ap to 100 Person/Months of
snch resources or use by the SHhU/P&b. Thase would be
tasked and used in accordance with plans developed by
Lhe expatriate long=-term advisor in consultation wilh
Lthe Divector General Shu/psb and the individual 'in-
hoonse! stall dealing with defined functions.
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A sccond sel of pancls of Pakistani consultant
services tirms for use on o short-Lerm "whoen needed and
available” basis must be ostablished by the SDU/PAD.
This should be done with attention to fFas)ng
compelitive rates of romuneration, allowances, and
overhoads tor companies on the pancls.

The donor should rfund up 80 Person/months of
selectoed companies consullanl resouraees tor use by the
SPDU/PSD as planned in the same way as outlined above
For individual Pakistani technical specialists,

3. Product-loaded technical assistance:

An additional resonrees that should be configured,
funded, and programmed for usce in support of the
SHU/P&D s Lhe present Technical Sapport and 'lanning
Unit (1SPU) of the prospective donor, This unit has
already produced four Socio-Feonomic Prafiles lor
Tribal Arcns. 1t could do more of the same. Tt cauld
also be tasked in designing Terms of Reference for
special studies and surveys that may be required by the
SPU/P&D.  Others, if highly Lechnical, would have Lo be
commissioned by the SPHU/PED with competent Pakistani

y

adencices, reseavch groups, or consultant. tirms.

The amount of person/months rr~<|nir'<-«l for such a
system of product-loaded Loc hnical assistance is nol
caleunlated hereo 16 is a matter for rey jew and

stimate by the prospective donor.

Technical Assistance for the PMU (Laboralory):

1. Pxpatriate:
¥ Lhong=-torm:

As remarked above, the expatriate rural
development, management specialist would also be the
long-term advisor to Lhe PHU (Laboratory). Again, in
thia case, he would operate under very gspecific Terms
of Reference. His skills would be deployed such Lhat.
he assists Lhe PMU (Laboratory) Project Manager in
mobilizing and dircct inh all the resources nceded Lo
perform the Lasks assocl iated with coordinating,
planning, a PMU operation. However there will be two
differences from the work of other PMUs,
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The first difference is that in the instance of
the PMU (Laboratory) choice of project locations and
development of scctors for attention and aligning same
with PC-1 revicw and approval processes will be a part
of this project. In other words, at the beginning the
project will not be justified and approved within the
GONWFP as site-specific. Instead a PC-1 will be
designed setiing up the PMU (Laboratory) so that it
will be stalfed, supplied with extra advisory
assistance, cle. in order to develop better planning
methodologies for sector emphasis, site sclecled, etc.
Out. of Lhat ecffort, relevant site specific PC-1s will
be designed and adopted and project activity begin at
sites selected,

The second difference is that the PMU (Laboratory)
will have to adapt and tesl known methodologies (or
design new onesx) in planning, reporting, monitoring,
and evaluation or administration for multi-secctoral,
integrated, projoect activities performed by line
agencics in Defined Regions. It will require some time
for the proposced PMU (Laboratory) to become operational
beyond the initial planning stages. This means that
adaplation and test of existing methodologices using
current PMUs as "testbeds’ will be a priceity (in
addition to Lhe planning described above,)

Because of the above circumstances, tLhe management
advisory work of the vrural development specialist will
be much more diversificed than bthat of mobilizing advice
and relevant technical assistance Lo an operational
PMU.  The Terms of keference must reflect this

situation clearly.

To assist him in Lhese activibties he should have
control of cxpatriate short-term staft and o long-lLerm
Fakistani Technical Sapport Unit (P8SU) as well as
short-term Pakistani specialists. The skills required
and timings as well as deployments of advisory
assignments should be matters of constant veview by the
long=~term advisor in consallant with the Director
Ceneral SbU/pP&D, Project Mananger PMU (Laboratovy) and
1he donor.
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Short-term:

A Lotal of 69 Person/months over a three-year
period of operation should enable the PMU {laburatory),
asusisted by the long-term advisor, to become
operational with a planned presence in the field,
adapted/tested methodologies in use in some or all
PMUs, and new methodologies under design and tesl in
the MU (Laboratory) by the end of three years,

Paki

tre

hong-term:

In this case a Technical Support Unit (TSU) with 5

persons and appropriate support staff should be tasked
Lo assist the PMU (Laboratory) in all aspccts of
initial planning and in following through with
coordinating the implementation, reporting/monitoring,
and evaluation aspects of field operations. Where the
PMU (Laboratory) chooses to adapt existing
methodologies and apply same to selected UMUs, the TSU
chould also be utilized to provide appropriate
technical assistance when necded.

The TSU should be staffed where feasible with
personnel drawn from field-experienced stoalfl developed
by the prospective donor in places like Gadoon-Amazal
or TALDP-T, etc. Since some of the work of the TSU will
reguire considerable povers of management analysis,
including Organization and Methods, it is probable t.hat
gome positions will be occupied by a differenl type of
talent than has been ulilized herctofore by the
prospective donor.

Hates ol remuneration, allowances, ¢lte. should be
planned according to current practice of the donor.
the stafi would work under the direction of the
cxpatriate long-tern advisor.
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Up to 100 Person/months of short-term Pakislani
advisory assistance should be made available to the PMU
(Laboraltory). In this instance, thoey will NOT by
employed under the 3DU/PLD systems of contracting (by
panels, etc.) 1lnstead, Lhey will be employed dirccetly
by the donor (after agrecement on necds and assignments
with the Dircector Gencral ShU/ZPED and the Project
Manager (Laboratory). They might be brought in from
any part of the country and tasked against very
specific Terms of Reference (approved by the PMU
Project Manager). TFor example, systems nnalysis and
development, of simplified but adequate reporting
{fiscal, physical progress, cto.).

Such personnel should be compensated at rates and
allowvances established by Lhe d()no r and calculated Lo
enable acceessing top-quality Pakistani talent,

Product-loaded technical assistance:

Again, the TSPU should be accessed for sovma Lypes
ol work associnted with the tasks of Lhe PMU
(Laboratory). The amount of person/months required for
u=e of that entity cannol. be calculated horve, It is a
matter lor review and estimate by the prospectlive
donor.
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BREAKDOWN OF EACH KLEMENT IN
PROPOSED (FEB. 1990) SDU ORGANIZATION
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PROJECT DIRECTORATE NOS
POLLCY FORMULATION DIVISTON

TECHNLCAL DIVISTON

| PLANNING, MONITORING & EVALUATION SECTION

ENGINERERING SRCTTION

FRRUGATION ERNGINEER (Gs 149) 1

CIVIL ENGINEER {(GSs 19) 1

= ASSITSTANT FNGINERRS (GS 17) 2

- BURB-ENGTHERRS (Gs 12) 4

~~~~~~ | - COMPUTER OPERATOR {GS 12) 1
DRAFTSMAN {Gs 14) 2

- TRACER {(Gs  §) 1

- RECORD KEREPER (GS 5) 1

- DRIVERS (GS 4) 3
NAIDR QASTD {(Gs 1) 2

LAND USE PLANMING AND EHVTRONMENTAL
MONTTORTNG SECTION
L= LAND GSE PLANNING

SPRCTALIST (GS 19/20) ;
CARTOGRAVHE (GS 17 1
[ - COMPUTER OVFRATOR (GS 12) |
! JUIHTOR CLEDR (GS5) |
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i < NALB QASID (GS 1) !
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[ e me e v o e i
VoOTEARNNG SEOTTON
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NATH QASITD (Gs 1) 1
5
L. .
SUMMARY ;. PROPOSAL OF FEB. 1990
GHADE 16 AND ABOVE: 40
GRADE 7 'TO GRADE 15: 31
GRADE 6 AND BELOW: 63 BESTAMAKABLEDOCUMENT
TOTAL : 134
¥ POSITIONS FUNDED BY GOP OR DONORS OR BOTH

IN A AREA DEVELOPMENT PROJECT m
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COMPARTISON OF GRADES

PRESENT PROPOSED (FEB.1990)

GRADE 16 AND ABOVE 7 40
GRADE 7 TO GRADE 15 4 Jli
GRADY 6 AND BELOW 17 63

33 134
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Fig,6 Tabular Comparison of
Prosent. SHU/P&D Force Structure with Three Proposcd Alternatives,
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Comparative PMU Authorised (PC=1) Stafting in 7

Projects

Fig. 7

Grade 16 and Above Grade 16_and Hoelow  Total

Chitral 12 36 18

Dir 4 5 9

B jonr (PMU not yet 10 17 21
altaffed)

Mohmand (PHU nol yel 10 17 21
stafted)

Kala Dhalia 6 40 416

Gadoon-Amazai 7 61 68

Buner 3 22 25

e T e 250

BEST AVAILABLE DOCUMENT
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Ssummary of Fxpatriatce aod Pakistani Technioeanl
Assistance Kegquirement= Jor Beinforeing the sDU/P&H and

Operatime the I'MU (Laboratory)

Ausitned Lifo-of=Frojoey s 3 Vi,
{Verson/Montha = M)
kxpatviale Pakistani
Fobity:

ShU/PSD:

Long-toerm 36 M 98y Py

Stiort-Lerm 60 M P RO M

Product - Tooaded naot. ot

Technical Assaistance cubimatod  estimnated
Total 96 '™ 2TEPM

PMU (Laboratapry):

Long-term sSame Advisor PO P
Frowm shu/Peh
Short - Lerm 60 P TGO M
Product «tonded not net
Technieal Ansislancoe coatimaled ostimated
Taorbal GO R

Comtetoed Tot ot

Fxpatriale Lo Loerm Sh PE
" Shoct=toerm 120 M
Pakistani Jondg-Lerm 278 M
" Stort-term 280 1'M

BEST AVAILABLE DOCUMENT



I SCCPR O _WORK

1. Review the mandale of the SDU, ils organizational sliructure,
staffing pattern, lines of aulhority, activities, provision of
technical asvistance, problems and achievements.,  Examine in
particul:ar the functioning of the Project Management Unils
(PMUs ), which couvrdinate the various area development projects,
and the Shity as well as links between Lhe line agencies and the
PMits, By the end of 1990, the SbU will he respondible for 10
arcea developmenl projectys,  Collect relevant documents and
interview stal'f at Lhe SDU/PED, UNIFDAC, Narcotics Affairs

Unit /1,8, FEmbassy, and USATD,

o

2, There 1 a desire Tar the SDU to play an expanded role in
dotia collection and analysis, area project formulation,
coordination of arca development. projects, and

moni Ltoring/valuation. Given this desire, review the SPDU's dreaft,
five year oxpansion plan which proposes new Lasks and a
rearrangencent. and incerease in staff. Make recommendations for
any necessary revision in the plan that would hetter cpable the
Shib Lo fulfill its mandate and allow it to attract ndditional

donor funding.

3. Review plans developed by a Duteh consultant for alteraltion=
of P&D’s overal]l organizational structure and delbermine what
impac!t they would have on Shu,

d. Proposce differenl options in staffing levels and/or
orvanizational structure in ovder Lo cnable the SHU to obbLain
maximum et lficiency and guality in its work wilh minimum
cxpenditure of resources,  For example, onc option might be to
Leep the core atal't on the SDUY relatively small butl with adequate
funding o tap outside cxpertise, via consultancies. Another
option i1s Lo give Lthe SD adequate staff of its own Lo permilt it
to undertake most activities "in-house". Oplional plans for a
revised organidgran should clearly lay out number of =tafft, lines

of authority and lines of communication, and tasks that wmust be

undertalien.

5. Keviow the proposed relationship between the PMUs qaond the
Sht', and thie linen of responsibility, authority and communication
and make appropriate recommendations,

6. Faamine ShU's linkapges with the line agency planning cells
and line avency inplementors, and make recommendntions {or

st o cnagthening inkages and determining vhat Lhe relat jonships

should Took 1ilke,

BEST AVAILABLE DOCUMENT
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the budget in accordance with any proposcd revision

7. Revise
recources and inpuls, in

in the staffing plan. Detcrmine what
addition to stafling, the ShU needs to meet its plan.

8. Review job descripltions and qualifications and alter ns
seems adviasablo, 1f the consultant aml SDU feel that new or
different positions are called for, develop new posiltion

descriptions.

9. Recomnend a stalffing level Tor the TADD PMU, based on the

above .

10. Develop a Lime=phased plan for the ShU’s cexpansion, laying
ont benchmarks for measuring progress toward its goal. As part
the plan should include phasing for governmenl takeover

ol this,
for and recenrrent costs of the Unit and establishment

of fanding
of permanent posttions,

11. Ex.mine links with the Pakistan Narcolics Control Board in
T lamabad.  There is a desire thal the SDU serve as a provincial
e tferral point for all information related to poppy production in
the prosince, bl theps iP5 perception that this may infringe on
the mandat e ol the PNCB. Develop requirements for the SbU to

ol et and saness dnformat ion related to poppy production in
NWEFDP P the ShU can serve as the provincial department
responsible for poppy-related information.

12, fdentify and prioritive training needs based on SDU tasks
and recomrended statfing, and recommend a combination of in-
count ey and thicrd country {raining Lo meect these nceeds.

T1.  TECHNTCAL DIRECTION

The Contractor shall work under Lhe technical direcctions of
Chiel, O/akD, USAID/Tslamabad or his designee, as required during
b period af the contract.

P PRERIOBOF PREFORMANCE

The Contractor shall perform work under this Purchase Order
from August 19, 1990 to Scptember 19, 1990 (20 workdays).

“BEST AVAILABLE DOCUMENT



Annex

BACKGROUND PAPERS AND_BOOKS

Planning and Development Department, GONWFP

G.

~2

Specinl Development and Fuforcement. Plan for the Opium
Producing Arcas of Pakistan, Novemher 18, 1984

CHARTER 1 FUNCTIONS ol Spe .al Development. Unat
(SDU/PEDY For Poppy - Subat itat fon Projects in NWEP
(“"lanning and Development epartment ) Sept 1985,
supplemented by Mareh 1984 G0oR amendrents Narcot o
Control Poard, Ministry of tnlerior with vpecific
objectives delined for SPUE/PED

Project Manngement Unil oof Triba 1 Arcas bevelopuend
Project, Phase-11 0= T0 AT Sectbion, PED Departuwent,
GONWED, Oct. 8, 1929

Al Development Unit /P8D, GONWEDP

e Future of the Special Development Unit: Preliminary
Noles For Discoassion, SDU/PRD L PAD, GONWEDPR, Dec. 19849

A Proposal for the Fatenssion of the shusprapd of the
Planning and Development Department, GONWEP, 19450956
CFeb, 1990

A Proposal for the Interim bunding of the sbu/ziab, July
L9900 Lo Dev. 1991 SbU/PSD, GONKER, March 1990

Malahand Area Development Project (TNM/HAL) Fyvaluat ton
Roport, Do D tnteastractaral Development, Vol, 1]
Cerien ) Laral Outreach Proseamme SDU/ZPED, GONWIE,

RN BRI AY

Progect Sapervainton Heporty Bujaur Areen Development

Project (INM/HAE) SPDU/ZPED, GONWEP, April 1990

PC- e for Spitypbehe

Special Devealapuent Poait for Opium Growing Arcas, 1985
Chiteal Area hevceionment Project, 1988

Piv Arca Development Progoct, 1A8T

Pajaur Teabal Spency Ageioalture and Area Development
Projoect, 148y

Sohnamd Tribal Avency Agricalture and Aren Developmend,
Project, 1089

Lala Dhiatiy Arca Development Project, TUH9
Giadoon-Amarai Area Development Project, 1981

Baner hevelopr ot Project, 1988

BEST AVAILABLE DOCUMENT
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Unjited Nations Fund for Druayg Abuse Control (UNFDAC)

10, Completion Report, Acil Australia Py, Ltd., Jumce 1989

- 30 Junc 1989,

11. Semi-Annual Progress Reporl, I Jan.
Advisor

SPU/P&D, UNEDAC, N.R. Haylices, Senior Technical

12, Completion Peport re SPU/P&D, Don Davia, Scnior

Tochn.onl ADviser (UNFDAC) Avil Australia Pty. Lid.,
June 1990

13, WFvaluation of DIR Project (UNIDAC), Vienna, July | 990
United States Accency for Internat ional Development (USA] n)

1. Interim FEvaluation of the Tribal Arecas Developmoent
Praject DAL, Wash., Do, Mar, 1986

16, Northwest Fronticr Province, Tariaq Durrani, Oct 1987

16, [nstallation of Computers at Special Development Unilt,
draft PC=1 Prasrma, April 1988

17. Second Featuation: Tribal Arcas Development Projecl,

Pakistarn DAL, Wash, D00, beo. 1988

18, Coneept Paper: Tribal Aveas Development Project, (TADP)
11, RDD/ARD Peshawar, Second Draft, March 27, 1989

19, Tribal Areas Dovelooment and Tosaes for TADP-TT,
propare:sd by i Darrat CSATD/ Peshawar, 1989

20. v Poesition Paper on Lthe Oreanizational Posibioning of
Tribal Arcas bevelopment Project in the GONWEE, Ruliert
Laborte, Phoho, Jan. 19490

1. Socio-Yeonomie Profile dreaft for Kurram Adency, South
Waziristan Adoncy, North Wazirisban Atency, Technical
Support and Plannitng Unil {(TSPU) of the Hural

Development Division (BDD), Peshawar, 1090

22, Porpose Lovel Monitoring Syastem for TADD, draft.,
Febh,o 12, 19un

23, Strategic Planning Mecting for the SDU/P&D, GONWIEIP
Netes frem e Mesting', May 19, 1940

24, MWEALE Evataalion, Aagast 1990

25 Manpower in the NWEFP Government with Special Reference
te. the Agricultural Sector, Lin Wily, DAT, (USAID

Contract) 1983
BEST AVAILABLE DOCUMENT
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Books and_Government. Documents:

26.

27.

28.

3 ()

30,

Burki, Shahid Javed, and La Porle, Jr. Robert,
(editors) Pakistan's Development Prioritics: Choices
for the Futare, oxford Universily Press, Ravrachi, 1984

Husain, Agha Iftikhar, Studices. in Public_ Administration
of Pakistan, Pakistan Administrative Research Conteoer,
falamabad, 1879

Keunedy, Charvles H.o, Bureaucracy _in Palistan, Oxlord
Mhiversity Pross, Karachi, 1987

Governmenl of North-West Fronticer Provinee, NwFP Public
Service Commission, Report of Lhe Working of Lhoe NWEP
Public Service Commission, Peshawar, 1972

Government of Pakistan, Provincial Civil Servives
Avademy, Svlilatuas and Genercl Instruct fons Ffor Training
Lhe Ascistant Commisoioncrs and Extra Assisiant
Commissioners of the Trovinces of _Lhe Punjaby Sind,
Baducehistan, and the NWIT, Peshawar, 1976
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Annex. 3

nterviews_and Files Examined

Cann ]
i
i
i
~
o
—

Intervicws:

P&l
1.

GONWED

r{.

4.

SEU/PED:

0.

24.
25,
26.

Saleman Ghani, Secretary

1 jas Rahim, Former DOGo= 5 DU/ PED
Shakil Burraui, tformer DG, - SDU/PED
anam Khan, lormer Chiel - SDU/P&D

Khan, concurrent Direclor General, SPU/PED and
Chiof Conservator, Forestry Department,
TONWIP,

ML, Shahead Arbab, Chief, St/ PeEnd

inayatoliah, Rescarch OfCicer, SDU/PED

Choabdul Khalig, Financial Analwyst, SHU/PED

Monammad Seam Khan, Project Planning Abviscer, Spy/pLb

Wi b3 =-Mabood, hodeet Analyvst/Administrator, SHU/PED

Labif Bhan, Progranme Officer, SDU/PAD

Mocoanmi L Haq, Programme Officer, SDU/JPED

Labif, Adminiastrative Asgistanl, Shu/PEn

Muhamneud Fine, Accounls Assistant, SDU/PED

Sreahad Javaid, Torig Ashrat, Compuler Operators, SDhU/PED

Yar Mohsumnad

Foboert lrailster, NAU/Peshawar
Sohail, Rashid: Fonginecers {(contrac ) for NAU/Peshawar
Maliq Sadia, Agricultuend Specialist {contract) for

MAT/ Pecshavar

Donald Meintosh, PField Advisor, UNFDAC
Vs Mahmad, UNEDAC

Frank Pavich, Chicet, Rural Dovelopment Division, Is lamabad
Arnotd J. Radi, Deputy Chict, Office of Adriculture and Rural
Development, Tslamabad

John Tucker, Deputy Chict, Rural Development Div ision,
Peshawar

Tariq Durrani, Project Officer, TADD, Peshawar

Sohail Malik, Project Officer, NWIV.DP, Peshawar

br. Lyun Carler, Director, Techoical Support anmd Planning
Unit {(TSPU), Peshawar ai
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DAL:

Files:

shl/bad):

1.

—~3

27.

11. Richard Smith, Formerly associated wilh Gadoon-Amazai

(USATD)

Dir Area Development Project 1990 in detail, random sample
* Ponor preceding years
¥ Work Plans

* Polley

* Line Agencices

* Conflict Resolulion

Chitral Area Development. Project. 1990 in detail, random sample
4 Donor preceding years
4 Work Plans

e Policy

# Line Agencios

i Cemflict Resolution

Buncr Development. Projecl, 1990 in detail, random somple

* Donor preceding years
# Vork Plans

E; Palicy

* Line Ageneios

f Conf'lict Nesolution

Finsncial and Physical Tardet 1990 in detail, random smnple

Achievement Reporting File: preceding years

PDir, Chitral, Gudoon=-Amauail

Charls and Graphs Files, all projects 1990

Assembly Questions I les 1985--1990

Project. Review Board File, all years, all projects random sample

Project Steering Commilloe File, Chitral, Buner random sample

all years

Technical assistance reporls (expmtriate advisors to SDU/P&D)

BEST AVAILABLE DOCUMENT
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Zia-ud-din, Management/Training Specialist, TsSPU, Peshawar
28. Umer Mohammad Agricultural Specialist, TSPU, Peshawar
29, Aqil Niazi, Systems Analyst, TSPU, Peshawar

30. Shahzad Raza, Research Assistent, TSPU, Peshawar

Project
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10.

11.

Personnel. Files of Pakistani Technical Staff of Selective
Office of Engincering/Peshawar and Topi sampling
Personnel Files of Pakistani Slaff of Rural Selective

Doeve lopment, Division - Peshawar sampl.ing

BEST AVAILABLE DOCUMENT
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Review of PC-1s held by Special Development Unit concerning 7
Projects.

1. Chitral

2. Dir
3. Bajaur
4. Mohmand
5. Kala Dhaka
6. Gadoon-Amazai
7. Bunecr
NOTES :
1. Following section in each Review concerning 'Multbti-sectoral

Aspects’ contains some interprebative matler. This refers
Lo numbers concerning ' prospective sub-projects’ and
'prospective sub-projects reguiring technical review by
spu’. 1n both cases, sbtudies of SDY files as well as Annual
worl Plans on cach project provided the basis for the

cetimates given.

Tn summary, the estimates indicatle that the SbU might have
to Lechnically review between 36 to 115 projceccts over the
next b years or oan averagco of 7 to 23 per year. Similarly,
il will be dealing with moniloring and evaluating bhetween
1,875 or 2,526 sub-projects during the same Lime,

2. Since this study was done for USALD all Rupee [ligures stated
in the PC—-1ls were converted at the rate ol U.S. & 1 = Rupecs
18, This may causc some variance from current totals of
proygramned funds. Therefore, the financial figures given in
the following pages should be regarded as indicative only.

BEST AVAILABLE DOCUMENT



1. Chitral Area Development Project: (LFAD, ADB, GOP)

Status re: Poppies: Potential Poppy-Growing Area
Administrative Designation: District

Population: 208,560 Areas 14,580 Sqg. Km,
pProposed Period: July 1988 - July 1995 (7 Yoear:s)
Total Cost: (FX and Local based on Rs.18/1 U5, 5)
& 33,325,000
Nistribution of Costs: GOP 4 556,738  or 14.429%
TFAD  $ 5,390,280 or 27.474%
ADE $42,376,982  or  58.19%

Multi-sectoral Aspecls:

Numbeotr of seclors: 11 Government agencics involved: 10
Number of sub-sectoral activities: 45
Prospective number of sub-projects

over life of Yroject: 350 ~ 450
Prospective number of sub-projects
requiring technical review by SDhU: 6 - 20

Organivation:
Project Steering Commitice at provincial level meets

gquarterly
District Project Coordination Commibtec mects monthly

Project Management Untit:

Personmel includes: Grade 16 and above 12
Grade 15 and below 36
418
Distribution of Cosls: GOP $ 141,500 or 6.75%
LFAD/ADB  $2,124,500 93.25%

Technical Assistance:

txpatriale: 10 M/M or PMU

Local: A0 M/M for DPMU

Consul Lant.s/Contractors: 580 M/M

Project Benefit Monitoring and Evaluation Study: 20 M/M

Line Agency Incremental Posts: 188

Training Fuonds: $ 185,278

BEST AVAILABLE DOCUMENT
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Special Requirements in PC-1:

* MU to be assisted by SDU

* Follow ADR Guidelines on development of Project Benefit
Monitoring and Evaluation (PBME) Sysbem

* Develop/inastall Management Inlormation Systoem {(MYS)

¥ Design/conduct surveys ol sclected activities:

baselines with indicators; intermediate surveys to
rocord indicators; provisional impact survoeys.

¥ Arha Khan Rural Support Program {(AKRSP): training by
AKRSE of PMU astaff; collaborate with PMU in forming
Village and Womens’ Organivabion.

¥ Accounts/audit svstem prescribed and Projecl Progress
Monitoring required: monthly, quavterly reporting,
Annual Worlk Plan and Budgel,



Dir Area Development Project (UNFDAC, GOP)

Status re: Poppies: 6,932 acres
Administrative Designation: District
Population: 800,000 Arca: 5,282 Sq. Km.

Proposed Period {(in two Phases): July 1985 - July 1997

{10 vears)

Totnl Cost: (FX and Local based on Rs.18/1 U.S.%):
$ 21,922,000 (2nd Phuse of 1992-1997 not yet
designed or funded, bul expeclation is for
another $ 20,000,000 from UNFDAC)

Distribution of Costs: Gop $ 1,922,000 or 8.6%

UNFDAC § 20,000,000 or 91.4%

Multi-sectoral Aspects:

Number of sectors: 13 Government, agencies involved: 15
Number of sub-scctoral activities: 47
Prospective number of sub-projects

during life of Phase I: 300 - 400
Prospective number of sub-projects
requiring technical review by Sbhu: 5 - 18

Organization:

Project. Review Board at provincial level mecets quarlerly
District Coordination Committee meels monthly

Project Management Unit (DPMU)
Personnel includes: Grade 16 and above 4

Grade 15 and below 5
9
Distribution of Costs: (Phase 1) GOP $203,115 or 34%

UNFDAC $389,165 or 66%
Technical Assistance!:

Expatriate:

Long-term: Project Planning Adviser 60 M/M
Extension T'raining Adviser 24 M/M
Animal UHusbandry Adviser 36 M/M

Short-term: 10 M/M

(NOTE: after UNFDAC/GOP review in 1988, oxpatriate

technical assistance team togelher with
special Pakistani staff const iluted as
'Technical Support UNit’ located at Haji Gul
Plaza, Room 307, Peshawar. Thus, full-time
resident expatriate field presence
withdrawn.) '

BEST AVAILABLE DOCUMENT -
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Pakiatani:
Long-term:
Short-term:

0 M/M
20 M/M

Training Funds: $ 1,204,870
Special Requirements in pC-1:
4 SPU will assist PMU in establishing a Project

Monitoring Unit and SDY must employ appropriate
wonitorving cxperts,

¥ apl! will act as Sccretariat to Project Review Board,
provide liaison wilh provincial *line’ agencies, and

act ns linkapge with federeal government, donors, etc.

¥ (NOTK. in separvate Project Document of Juna, 1985
UNFDAC agrees to provide cxpalbriate Ltechnical

asaistance and supporlt funds Lo the SDU for five years

Al Lotal cost of ¢ 2,033,463, Support further oxlended

in July, 1990 through bec, 1991 at additionnl funding

of $ 394,993 from UNFDAC).
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Bajaur Tribal Agency Agricultural and Area Development
Project (NAU, GOP)

Status ro: Poppies: 8,764 acres
Administrative Designation: FATA
Population: 289,000 Area: 1,500 Sqg. Km.

Prouposed Period: 1989 - 1994 (5 years)

Tolel Cost: (FX and Local based on Rs. 18/1 U.S.%):
$ 13,370,000

Distribution of Cosls: gop & 1,370,000 or 9.65%
& 12,500,000 or 90.35%

Multi-sectoral Aspecls:

Number of scctors: 13 Government agencies involved: 11
Numbor of sub-scctoral activities: 416
Prospective number of sub-projoects: 260-350

Prospective number of sub-projects requiring technical
review by Sbu:s 4 - 15

Ordganization:

Project Review Board al provincial level meets quarterly
Project Approval Commiltec at Political Agent level meets
monthly
Project Management Unil (PMU) .
Pereonnel includes: Grade 16 and above 10
Grade 15 and below 17

27
SpuU stalft charged Lo PMU:
Grade 16 and above 2
irade 15 and below 1
3 .
Distribution of Costs: GoP  $ 839,460 or 100%
NAU - Nil or 0%

Technical Assistance:

Expalriate: 25 M/M
Local: 140 M/M

Added Posts Tor 7 Line" Agencies: 106
(Not in PC-1. NAU operales fiold office at Peshawar
with expatriante Director, 2 Pakistani engineers, and 1
Pakistani agriculturist as managerial-technical liaison
with Bajaur and Mohmand projects).

BEST AVAILABLE DOCUMENT
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Training Funds: $ 32,620

Specinl Requirements in PC-1:

Approval of all annual project Work Plans by ’'Line’
adencies within each sector according Lo PC-1 tormat.
Yroject Approval Committec reviews cach Annunal Work
Plan wibth cach 'line’ agency.

Quarterly Project Tmplewentation Plans (PTDs) for
"1ine' agencies and integration wilth ADP.

PMU responsible for quarlerly consolidated funding
accounts: and monitoring project expenditures against
physical progress.
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Mohmend Tribal Agency Agricultural and Area Development
Project. (NAU, GOP)

Status re: Poppies: 1,736 acres
Administrative Designation: PATA
Papulation: 200 , 000 Areca: 2,296 Sq. Km.

Proposced Period: 1989 - 1894 (5 years)

ToLal Cout: (FX and Local based on Rs.18/1 U.S5.%)

$ 13

Distribution of Costs: GOP $ 1,370,000
NAU $ 12,500,000

4,397,000
Multi-seccltoral Aspects:

Number of sectors: 14
Government agencies invelved: 11

Mumber of sub-sectoral activities: 52
Prospective number of sub-projects

over life of projecl: 250 - 350
Prospective number of sub-projects

regquiring technical review by SDU: 4 - 15

Organizalion:
Project Review Board at provincial level meets
guarterly
Project Approval Committee at Political Agent level
meets monthly
Project Management Unit (PMU)
Personnel includes: Grade 16 and above 10
1

Grade 15 and below _17 .
27
SDU staflf charged to PMU:
Grade 16 and above 2
Grade 15 and below __ 1 _
3
Distribution of Costs: GOP § 839,460 or 100%
NAU Nil or 0%
Technical Assistance:
Expatrinte: 25 M/M
Local : 140 M/M

Added Posts for 7 ’line’ Agencies: 106
(Note in PC-1. NAU operates field office at Peshawar
with espatriate Director, 2 pakistani engincers, and 1
Pakistani agriculturist as managerial-technical liaison
with Bajaur and Mohmand projects) ..

Training Funds: o 54,000

Special Requirements in PC-T:

* Sames as in case of Bajaur BEST AVA'LABLE DOCUMENT
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Kala Dhaka Area Development Project (USAID, GOP)

Status re: Poppies: 73 acres
Administrative Designation: Special Area

Population: 150,000 Area: 1,000 Sq.Km.
Proposed Period: Phase I: 89,90
Phase 11: 91, 92, 93

Total Cost: (FX and Local based on Rs.18/1 U.S. §)
Phase I $ 8,300,000
Phase II $ 18,500,000
(Phase I and IT) $ 26,800,000
Distribution of Costs:
(Phase 1 only) GOP $ 300,000 or 3.5%
UsaIDdD ¢ 8,000,000 or 96.5%

Multi-sectoral Aspects:

Number of sectors: 8

Government agencies involved: 10
Number of sub-sectoral activities: 15
Prospeclive number of sub-projects

over Phase T: 75 - 1560
Prospective number of projects
requiring technical review by ShU: 3 - 7

Organization:

Project Review Board at. provincial level meets

quarterly
Project Coordinalion Committee at local level meets

monthly
Project Coordination Unit (PCU):
Personnel includes: Grade 16 and above 6
Grade 15 and below 40 _
46
Distribution of Costs: GOP § 13,200 or .0005%
(Phase 1) AID $ 343,610 or 99.999%

Te.hnical Assistance: (Phase T)

Expatriate:
Long-term:
Rural Development Specialist 36 M/M

Short-term:

Agronomist 4 M/M
Anthropologist 4 M/M
Transport Economist 4 M/M
Other 24 M/M

72 M/M

BEST AVAILABLE DOCUMENT
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Local: Long-Term 256 M/M

Training Funds: $ 271,428 (Phase I)

Special Requirements in PC-1:

*

Annual Work Plan to go through SDU to PRB for review.
If approved, then to AID for issuance of Project
Implementation Letter.

Monthly reports from 'line’ agencies to PCU who
consolidates and sends through SDU to AID.

Monitored by AID Project Officer of ARD and PDM.

SDU will monitor for GOP.

BEST AVAILABLE DOCUMENT
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Gadoon-Amazai Area Development Project (USATID, GOP)

Status re: Poppies: 0 Acres
Administrative Designation: Special Area
Population: 116,000 Area: 515 Sq. Km.
Proposed Period: Phase I 84 ~ 89

Phase 11 90 - 94

Tetal Cost: Combined Phases -

(FX and iocal based on Rs.18/1 U.S. $) & 43,229,040

Distribution of Costs: GOP $ 2,333,880 or 6%

AID $ 40,895,160 or 95%

Multi-sectoral Aspects:

Number of sectors: 8

Government agencies invelved: 10

Number of sub-sechtoral activities: 117

Prospective number of sub-projects

over life of project: 375 - 500
Prospective number of projeclts requiring
Lechnical review by 5bU: 7 - 22

Organization:

Project Review Board at provincial level meets
quarterly
Project. Coordination Committee at local level meets
monthly
Project Coordination Unil (rcy)
Personne!l includes (as reflected in PC-1 at ShuU):
Grade 16 and above: 7
Grade 15 and below:_ 061 __

68
* Plus sector-assigned personnel
ATD-supported 138
GOD 62
200
* (Note: AID records show a total of 415 personnel)

Distribution of Costs: Ggopr ¢ 26,600 or almost 1%
ATD ¢ 3,071,511 or 99%

Technical Assistance: (Phase 1T)
Expatriate: Long-term: 0
Short-term: 12.5 M/M
Local ¢ Long-term: 129 M/M

Infrastructure Monitoring and
Surveying: 480 M/M

Training Funds: $ 1,673,000

Requirements: * Same as bLhose for Kala Dhakan

BEST AVAILABLE DOCUMENT
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Buner Devélopment Project (EEC, GOP)

Status re: Poppies: 260 acres

Administrative Designation: Special Area
Population: 303,000 Area: 1,740 Sq. Km.
Proposed Period: Jan. 88 - Dec. 91 (3 Years)

Total Cost: (FX and Local based on Rs.18/1 U.S. $):

$ 16,748,800

Distribution of Costs: Gop ¢ 5,288,588 or
EEC ¢ 11,460,812 or

Multi-sectoral Aspects:

Number of sectors: 7

Government agencies involved: 11
Number of sub-sectoral activities: 19
Prospective number of sub-projects

during life of project: 275 - 31756

Prospective number of sub-projects

requiring technical review by SDU: 6 - 18

Organigzation:

32%
68%

Project Steering Committec at provincial level meets

guarterly

Districlt Coordination Committee at local levcl meets

monthly
Project Implementation Unit (PIU)
Personnel includes: Grade 16 and above:
Grade 15 and below:

SDPU staff charged to PIU
Grade 16 and above:

Grade 15 and below:

Distribution of Costs: GOP ¢ 214,806
EEC $ 446,747

Technical Assistance:

Expatriate: Long-term: 62 M/M
Short-term: _9 M/M

71 M/M

Local: Long-term: 82 M/M
Short-Lerm: _8 M/M

90 M/M

f
w‘n—am

or
or

33%
68%

12
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Training Funds: $ 1,400,000

Special Requirements:

* Same reporting and financial requirements as in case of
other projects.
* Special attention to monitoring with emphasis Lhat shu

monitor work of "1ine' agencies.

BEST AVAILABLE DOCUMENT
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The Special Development and Enforcement Plan for the Opium
Producing Arcas of Pakistan, November 18, 1983 begins the history
of the Special Development Unit (SDU/P&D). That Plan agsserts:

" . .there is no single solution that will return the income
lost from abandoning poppy cultivation, so0 a multifaceted
apprnach will be follows....The following activities will be

considered for each project areca:

* Loca! infrastructure, including donkey paths, roads,
small bridges, potable water systems, small irrigation
canals and check dams, warehouses or other buildings
necessary for complementary project activitlies;

* Agricultural crop substitution, irrigated and rainfed;

* Horticulture upgrading, through research, extension,
production and marketing;

* Processing of primary agricultural production;

* Blectrilicalion;

* watershed development, including forest, animal and
range improvements, reforestation, firewood lots, and
fruit orchards;

* Ooft-farm emplovment, including vocational training; and

* Social infrastructure, including schools, and health

units...."

The Plan describes how it will be implemented:

", ...Project activities in the field will be carried out by
representatives of line agencies posted at local levels and
by representatives of the local population...

Each project will be coordinated by a district and/or
project level committee....

The....Plan will fall under the federal authority of the
Pakistan Narcotics Control Board, and will be cxccuted by
the Government of NWEFP....

Projects under the Plan will be designed, coordinated, and
evaluated by a (newly created) Special Development UUnit for
Poppy Cultivating Arcas of the Government of NWFP.
Pakistani specialists assigned by the NWFP government,
complemented by a small group of expatrialte advisors, will
conslitute the unit. Technical staff of the Special
Development Unit (SDU) will coordinate and assist all SDEP
projects, thus spreading the skills and reducing the costs

of gpecialists....”

BEST AVAILABLE DOCUMENT
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The first statement of a Mandate for the SDU/P&D appears in

this 1983 Plan. It asserts that the Special Development Unit

acting as an arm of the Planning and Development

Department, will:

* Coordinate donors’ contributions with resources which
will be required from line agencies of NWFP and have
these reguirementis reflected in PC-Is, and the ADP.,

* Provide technical assistance to line agencies and local
governments in the implementation of SDEP projects.
* Accept development funds provided at the federal level

and redistribute these to the operation units specified

by the project design.

* Fnsure financial control with auditable accounting
systems for all funds provided by donors and the
Government of pakistan undexr SDEP programs...."

Subscquently, as the SDU/P&D hecame organized and support

funds were provided by UNFDAC (See Annex 7 - Project Document)
the present 1985 Mandate of the SDU/P&D was issued. Under that

Mandate it is:

1.

"....TO DESIGN PROJECTS FOR SPECIFIC AREAS, WHICH WOULD
ALLOW FOR MONJTORING or OBJECTIVES...."

This has been further defined in March, 1989 as:

", .TO DESIGN INTEGRATED RURAL DEVELOPMENT PROJECTS FOR
POPPY-GROWING AREAS COVERED BY 'THE SDHEP AND ENSURE THAT
PROJECT ACTIVITIES ARE INTEGRATED INTO THE ON-GOING PROGRAMS
OF LINFE AGENCIES...."

Commentary:

To date the best that the $PU/P&D can do on this task is to
coordinate locally sited, line agency, district council,
projecl design work. In practice, the SDU/P&D relics upon
the local provincial government authorities (Political
Agent, D.C. cte.), local councils working with the lince
agencies, to specify selected arca targets, resource neecds,
interventions, and prospective outputs within GONWFP and
donor-defined time frame and funding limits. Selection of
sectors to address in a particular area is nol based upon
reference to complex rational planning information and/or
criteria. What is done by the local authorities, local
councilse where relevant and linc agencies is to defline
targets which scem atlainable for Lhe area and conform to
the usual aclivities of cach department., These proposals
arce then reviewed at local jovels, and vetted by the Shu/P&b
in consultation with the various line agencies, donors, P&D
and policy-making levels in the provincial government,

BEST AVAILABLE DOCUMENT
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In the past, and probably in the future, this process has
been assisted in its early stages by donor utilization of
design teams, Where possible, SDU/P&D gstaff have
contribuled to this process. T future, the SDHU/P&D could
be staffed and managed so Lhat it mizght better utilize
technical assistance (Pakistani and Expatriate) in such
maltters and actively participate at the f{ield Level with
authoritics, local councils and Line agencies in the
planning/design stages. More clements of rational planning
could be introduced in project selection and design
activities.

Tn & number of cases to date, notably most recently Mohmand
and Bajaur, the SDU/P&D has pushed the project design
process as an important player. It. has been assisted
some degree through donor prov ision of some technical
advice. In another recent case, the Khyber Agency, lhe
ShU/ e has been working for over a year Lo develop a
projeeb, It preparcd projectl proposals tor six Linc
agencies and those agencies Lhrowgh the Political Agenls
have been requested to preparce counter-proposals, Other
line adgencies have been invited Lo also prepare proposals,

This process is now almost complete.

in

" PREPARATION OF PLANNEING COMMISSION DOCUMIENTS
(PC-ts)eena "

Commentary:

1t iu in this area that the Spbu/pP&bh becomes indispensible to
the GONWEP and donors. PC-ls, properly prepared and
detailed, form Lhe basis for the GONWEP and GOP system of
figeal and allocative rescurce planning. Thus, in

developing a projeclt for a delined region, the entire design
muat oventually be structured, justified, and funded in PC-T
formats Lhat accord with reclevant provincial and federal
reguirements.  Here, the SDU/ZPED staff speonds much time
during the period that a new major project (eg. Chitral Area
Developnent) is in design., TG is making certain that Lhe
data and tunding demands of the PC-1 review system are mel.
Chitral Project this required aboul. three

in the case of the
fike Molimand and Bajaur the process

months, in other canes,
has taken over one yvear Lo complele,

There are ways to deepen and speed the process. These
include: development of data bases like the Socio-Kconomic
Profiles (mentioned above); assessmnents of line agency
capacities in each arca, etce: and development of
computerized PC-1 preparabtion mebhodologies.

BEST AVAILABLE DOCUMENT
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", ., RSTABLISH CLOSE LIAISON BETWEEN THE FEDERAL GOVERNMENT,

PARTICULARLY THE PAKISTAN NARCOTICS CONTROL BOARD (PNCB),
THE PROVINCIAL GOVERNMENT AND EXTERNAL FUNDING AGENCIES...."

ommentary:

This is one of the most difficult and time-consuming tasks
of the SDU/P&D. Coordination is much broader in practice
than may be inferred from the mandate text. A detailed
review of SDU/P&D files on three active projects (Dir,
Chitral, and Buner) covering a six-month period show 27
communications with the donors concerned on details related
to projects. These rangec though a gamut of malters such as:
actual disbursements against ostimated expendiitures,
notification of Terms of Reference on a proposced cvaluation
team and request for nominations for Pakistani participants,
nomination of participant, donor policy on rejection of the
nominee and request  for anothoer nominee, SDU/P&D nomination
of a replacement, delivery of equipment under Lhe terms of a
grant, notification of a training opportunity abroad, etc.
Knch of these reguircd staff work at the direction of the
Chicf and supervisced by the Rescearch Officer, SBU/P&D.

During the same six-month period, the Chief and/or the D.G.
participated in five meetings with donors, technical
assistance personnel associated with donors, and two
meetings with donors and the Additional Chief Secretary,
GONWEP., Some of these required stafl preparation before the
meetings took place.

At the same time, the SDU/PED was coordinating GONWEFP
answers Lo Member of Provincial Assembly and M~amber of
National Asscmbly enquiries about particular projects.
During the six-month period under review there were 8 of
Lthese enquiries from MPAs and 1 from a MNA. FEach required
cons Lilerable staff work for reply. Since 1985 there have
been over 50 such enquiries from MPAs and MNAs and under the
rules, each must be answered in detail.

Mecanwhi le, concerning the foregoing three projects, the
Financial Analyst of SDU/P&D through the Chief was
coordinating work on replying to foederal communications
related to some of the funding aspeclts of the projects, i.e.
axplanation of Jow rate ol expenditures, elc.

Important other aspccts of coordination cannot be performed
by the SDU/P&D as now staffed. For example, therc are over
70 donor-supported projects operational in the NWED.
llowever, bthe SDU/P&D now lacks the trained staflf and time Lo
ascertain which of these other donor-assisted projects in
the province are producing results that, if coordinated with
participaling line agencics could be used in the SDU/P&D-
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coordinated projects. Activitics of possible value among
the other donors include: social forestry, project planning
in the agricultural sector, wabtershed management, fruit and
vegotable development., seed potalo produclion, and
hyvdrological surveys of groundwater resources. In the
way, the SDU/P&D lacks the trained staff and time to
coordinate exchange of expericnce among PMU statf and
expatriate/Pakistani technical assistance statf engaged in
each of the seven active projects now in the Shu/P&D
portfolio. Also, there are no t.ecchnical workshops
coordinated and arranged by the ShU/P&D in order to
facilitabte exchange of expericence among present, donors (eg.
UNFDAC, USAID, UNDP, ADB, EEC, elc.)

same

" ... PROVIDE A SYSTEM TO ASSESS PERIODIC IFINANCTAT,
REQUIREMENTS TO ENSURE TIMELY AVATLABILTTY OF FUNDS..."

Commentary:

Fffective SDU/P&D discharge of Lhis task must take place in
Lhe context of the budgectary planning and allocative systems
associated with GONWFP development activities. The best
explanation of these syslems obtainable to the anthor is
conlained in Annex-TI-C "Planning and Budgebing for FATA
Development" contained in the DAL Second Evaluation 'Tribal
Areas Development Project, Pakistan® of Dec.1988. That
cxplanation is appended to this Annex.

Presenl. project funding arrangemenls for SDU/P&D coordinated
projects are according to CONWIFP regulations with mechanisms
specially arranged to caler Lo particular requircments of
donors. These are seb up at project level by Lhe PMU.
Thus, the SDU/P&D is not directly involved in management of
project funds. However, it does have to monitor monthly
financial reporting fron all projects and requests for
advancement or reimbursement of funds from donor move from
the PMU through the SDU/P&D to the donor. This enables the
SHU/P&D to monitor the status of expenditures on all
projects. Monthly and quarterly reporting is not
compulerized. The exception is the Gadoon-Amazai project
(USATD) which easily meets the reporting nceds of t.he
ShU/P&D. The UNFDAC technical assistance team was to help
in installing an appropriate compulterized system; but the
expatriate specialist concerned departed before ever
completing the work. The SDU/P&D is trying to develop
standard Monthly or Quarterly Financial/Physical Progress
reporting formats which each PMU must complete. The PMUs,
in turn, have to consolidate reports coming from cach line
agency. Contents of Lhose reports vary wilh the practices
and requirements of the agency concerned,
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Obviously, this is an area where a relatively small amount
of technical assistance on atandardization/test ol formatted
reporlking and computerization thereof would help the SDU/P&D

immensely.

", ...ESTABLISH A DATA BASE FOR MONTTORING AND REPORTING
PURPOSES....."

Commentary:

The SDU/P&D is doing this within the severe constraints
imposed by: shortages in staff, lack of an adequately
developed standardized reporting syslem, and very limited
development of compulterization potentials. Furthermore, the
data base that does exist within the SDU/P&D concerns the
contents of project design and project activities as
indicated below. Tt does NOT contain detailed technical
data concerning such matters in project sites as:
groundwater and hydrological condilions, soils
classification, land use, ctlc.

Tt is probable that, given the absence anywhere in
government of such detailed information concerning all parts
of Tribal and remote areas in the NWI'P, the SDU/P&D will
never be able to establish a strong data base concerning
such matters. However, it should La staflfed and assisted
(provision of developed Socio=kconomic Profiles ete.) to
focus on Lhis subject much more substantively than at

piresent.

Today, the SDHU/P&D maintains up Lo 49 sels of managcment,
files {(other than personncl, aquipment, cte.) on its
coordinated operations and support to Llie PMUs. These
concern: PC-=Ts, (7) Project Review Board or Project Steering
Commit.lee (each project (7)), Financial and Physical Target
Achievement (each project (7)), Charts and Graphs f{or cach
project (7)), Inspection files for the DG and Program
Officers (7), Miscellancous files for cach project (7) and
Program Files (7) held by Program Offices on each project,
Sealtored through these files there are aclements of n
manaemenl, data base that cou ld be computerized, luture
datn could be augmented and computerized so that the
Shu/P&b, with Lhe introduction of appropriate monitoring
methodolodies, might effectively pertform this task.

"L LUEVALUATE SDEP PROJECTS. ...
Commenbtary:

SDU/P&D pertformance on Lhis subject has alrecady been
described under section IV.
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“ .. ..ANALYZE SECTORAL PROPOSALS SUBMITTED BY THE DLISTRICT
LINE AGENCIES...."

Commentary:

The SDU/I&D lacks the staff and data essential Lo performing
detailed and technical secto ~al analysis. Such a capacity
should never be established or fully manned within the
SDU/P&L both because of the types of data gaps which exist
plus the fact that the subject demands a broader wandale
(secltoral planning/analysis for these areas or the whole
province) than applies to the Shu/p&d. However, the Shu/P&D
could be tasked and equipped Lo introduce/experiment with
some of the most simple elements of sectoral analysis aud
planning as an 'assist' to participating line agencies.

Presently, the SDU/P&D works on sectoral analysis only with
refercence to conforming sector selection to GONWFP P&D
policies on the subject. As remacked above, it lacks the
capacity to make in-depth sectoral analyses. However, the
Shu/P&h does try to respond to IPMU problems with ltine
agencies or vice versa on a number of sectoral matters.
These include: looking for information that may be helpful
to a participating line agency as it seeks to meebt a
sectoral goal or seeking high-level policy intervention on
stalfing line agencies locally as promised in the project
design.  Much more of this needs doing by the SDU/PED.
During the file review two instances were noted where the
spu/pred, for lack of staff, could not follow up on
initiatives launched locally by line agencies through the
PMU. Thesce comprised: o request Lo the PProject Director of
Lhe Soil and Plan Nutrition Project, AR1, in the Malakand
Fruit. and Development Program for an extensive survey by
citrus frutl conditions in DIR, and o request to Public
HHealth Engineering at Peshawar Lo asaist in developing a
environmentally sound cost/henc{it, sanitation study for
DIR. The SDU/PED was unable Lo follow up on either onc of
these initiatives. It is in Lhese and like maltters that a
SHU/P&D with quick access to approprialbe technical as well
as augmented research and program officer staf{ could
support PMU requests with sustained follow-up.
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" PROVIDE TECHNICAL ASSTISTANCE TO LINE AGENCTES..."

Commentary:

Because of lack of Lechnical staff and the pressure ol olher
time priorities the SpU/P&D is unable to meet this task in
any deplth. Tt relics upon donor-provided expatriale or
Pakistani technical assistance Leams to meet Lhis nced.
They, in Lurn, may or may not. provide such assislance
depending upon their own work load priorities and project
implemental.jon necds .

However, even with ibs present limited staff, the SPU/P&D
has provided some technical or financial management advice
10 line agencies participating in Lhe project al field
level. This has helped, in some instances, to resolve
conflicls belween SDU/P&D and PMUs over understanding of
project obl igations and those of involved line agencies; and
in obtaining high lcevel policy resolution of other issues,
[t is probable that even an augmented SHU/P&D technical
staff will never have the time Lo respond properly Lo all
such requests. Howcver, in fulture the SPU/P&D should have
funding and contracting syst.ems under which short-Lerm
Lechnical assistance could be cemployed in order o meet
reasonable participating line agency requests for tLechnical
help.

", UNDERTAKE REGULAR BRIFFING OF THE FEDERAI GOVERNMENT
THROUGH THE PROVISTON OF PROJECT PLANNING DOCUMENTS AND
REPORTS . ... "

Cammentary:

In pracltice Lhis Lask has created much business for Lhe
ShU/P&h at. the provincial level. The Governor, Chicef
Sacretary, Additional Chief Secretary, and Provinceial
Assembly leaders oflen wish to be briefed about projecti
acltivities. The average is about. five briefings per yoear;
and the SDU/P&D has developed a 5-page 14 item word
processed Briefing Paper which can be quickly updated.
ltere, again, introduction/use of appropriate software conld
much improve and speed ShU/P&D presentation capacities.
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10.-11. " ...PARTICIPATE IN BI-ANNUAL POLICY MEETINGS...."

" L. ORGANIZE REGULAR INTER-DEPARTMENTAL MEETINGS...."

Commentary:

This work encompasses all of the operations of the SDhU/P&D-
supported structure. 1t includes the District Committee
meetings (which SDU/P&D must attend), Project Review Board
mectings (which SDU/P&D must abtend and provide substantive
input), and SDU/P&D organized meel ings with individual PMUs
as well as meeting with participating line agencies. A
review of internal SDU/P&D (iles indicates thal over 50% of
the present SDU/P&D staff time, per year, is involved in
supportling this kind of work.

-

Just in matters concerning the Project Review Board
operations for all seven projects, the work load for the
SPU/P&L is very heavy. Il all project quarterly review
meetings arc held on schedule there will be 28/year or an
average of slightly more than 2 per month. Fortunately, the
scheduling is flexible and will probably averagce less than
half that number when all sevoen projects are fully
operational. As new projects are added in future, systems
will have to be developed to speed the policy review and
sub-project approval processes.

Much statf work is required now Lo prepare for these
meelings both at PMU and SMU/P&D levels. It is up to each
PMU Project Manager guided by his Dirvector, to draft the
necessary Working Papers for Lhe meeting on his project and
to kcep the Minutes of the meotings.

As an example, preparations [or the Additional Chief
Secrelary chaired Steering Committee meeting at Peshawar
concerning the Buner Project on August 4, 1990 shows what
work may be involved. In that instance, the Working Paper
wilh Annexes is over 300 pages in length. It contains
policy decisions taken in the previous Steering Committee
meeting, and the status of those decisions: progress report
on the first year of operation; and the Work Plan for the
next year of operation. The ltaLter is a long document.
carcefully vetted by the SDU/PMU In a 5S5-page accompanying
memorandum. That memorandum indicates that, the SDU/P&D:
checks the work plan against PC-1 targets; requests physical
targets be slated in sectbions of Lhe document where they are
missing: notes instances where policy issues musl be raised
with line agencies; requests further explanation of planned
action in some instances; suggests foasibility studies be
done in certain cases; and recommend: that suggested funding
leveels be reduced in some items. In many instances, the
SHU/P&D recommends that each item be approved; and,
generally, the Steering Comnmittece acts ok that
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recommendation without question. A good portion of tLhe work
done by Lhe SDU/P&D on Lhis review/memorandum is performed
by the Research Officer. When necessary he obtains help
from Lhe Financial Analyst and the Project Planning Advisor,

The work generated is considerable. The syslem could be
simplified in some degree through computerization. llowever,
a growing burden will fall on the SDU/P&D as additional
projects come on stream. Inercased SDU/P&D Rescerve Officer
strength {using expericenced persons) will be required, plus
management. systems designed to simplify the decision maling
process.

" APPRAISE ON-GOTNG AND COMPLETED PROJECTS. .. !

Commentary:

Very limited appraisals of on-gaing projecls have been done
in some instances, by the SDU/P&D assisted by its technical
advisors and in others using only its own glaff, This is
not. yel a developed capability of the SpU/P&Dh; and it is one
thal. will require increased alttention in future.

"L LCONDUCGT BASE-LTNE AND OTHIER SURVEYS TO BESTABLTSIE A
SOC10-FKCONOMTC DATA BASE....."

Commentary:
As noted elsewhere above, this is a task that has never been
performed by the SDU/P&D. In future, if it is better
ataffed technically and re-orcanized to do a improved job of
management it should never be expected to do substantive
basc=1ine and socio-economic survey work 'in-housc'., That
kind of work, if it is Lo he done under SDU/P&D auspices,
should be performed by firmly tasked and adequatcely funded
Pakistani consultant firms assisted by expatriate
technicians where appropriate.

In that conlext the SDU/P&D could be trained to define what
is needed, let/supervise the nccessary contracls, and
utilize the resultant data in rational planning/project
design operat.ions., It could also be Lrained and supplied
wilh means to enrich necded information, building on waell-
done Socio-lkeconomic Profiles like the recently conpleted
AlD-assisted studies (Dr. Lynn Carter). Other Profiles nced
1.0 be developed and systems designed and operated Lo keep
all of them current. The latter could be done by a stafted/
Lrained/managed SHU/DP&D.
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APPENDIX TO SHU/PMU MANDATE AND AUTHOR COMMENTARY UPON EACH ['TEM
ANNEX 11-C PLANNING AND BUDGETTNG FOR FATA DEVELOPMENT (DAT)

The Funding Sources

FATA recoives its development budget from Lhe Federal
Government. through SAFRON and foreign donors.! In the 1988-89
fiscal year, the budgel consists of three componcnts, cach
independently programmed. These are:

0 The Annual Development Plan (ADP) for FATA, with tTunds
allocated throuwgh the Planning and Development
Department (in the same process that. funds are
allocated Lo support. the ADP for the non-federally
administored arca of NWKFP).

0 The Special Development Plan (SDHP) for FATA, with funds
allocated througsh P&V, lor hoth the pravincial agoencies
working in FATA and for FATA-DC. This buddgetl may
contain or be supplemented by foreign donor
conbribut.ions.

o The allocation for FATA-DC (applicable only Lo FATAY .
The actual numbers for each budgetary component, change as

the submission, review, and final approval process moves forward.,

The funds expended in any one year may differ from Lhe budgetarvy

allocalion, making the issue of PFATA funding highly dependenl

upon the point in the budegelary cycle that Che figures are
eslractoed,

For oexample, Rs.700 million appceared for Y 87-88 in the
FATA/ADE printed approximalely Marceh 1987 (from the TADP-
supported Compuler Center), Federal review in June cestablished a
five percent ADP cut that PSD belioved il could absorb within the
vear's actuinl cxpenditures. Thus, the scctor allocations were
not chanved on the basis of this roeduction, HHowever, aftoer
another coview process, late in Auguast, the allocaltion was
reduced 25 percent. by the Federal Government to R, 527 million.
Since develoomenl activities had been started in June on the
basio of the hicher figures, actual cxpenditures tor Y 87-88
than allocatoed, reaching Rs.681 million, There is

woerc higher
Lhe excess oxpenditures, bthe

now ongoing discussion as Lo how
oulstandine bills that are over and above the allocated budgel,

will Free "‘I'I(il‘(i.

e

! There are a greal many steps in the process, wilh
allocation, funding release, and scheme approval all
inLerrelated, bul moving in scparate channels. The following
informalion is our best understanding at this Lime, Lo be
. . ) . . &
improved in Lhe Tollowing week.
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The FATA-DC budget procecds on a different channel at the
lFoederal toavel. For KY 87-88, Rs.359 million wag requested,
reduced by the Board of Directors rov iew, and the SAFRON review,
reduced Lo Rs.190 million by Lhe Prio ritbiecs Commitlee in
[ulamabad in March 1987, and further reduced Lo Re 170 million by
the Planning Commission. The Ministrey of Finance imposced an
additiona! cut to Rs,101 million thal was vigorously opposcd hy
FATA-DC. A restoration during the bodget revision tncreasced Lhe
FATA-DC allocation to KRs.136 million, of wh ich Rs. 132 million was

actually expended. ?

Table 11-C1 provide the allocations currcently (December
1988) listed for Lhe FATA budget.

TABLIY (1~
FATA BUDGETARY ALLOCATIONS bBY COMPONENT
(Rs.000,000)

Component 1986-87 FO8T7-88 1988-89

ADEP Allocations 609 n2T 540

MNA Allocations 80 =0 0

sShp 66 T3 217

FATA-DC 145 136 91

Tolals 300 816 848

Source: FATA/DPED

Notes:

1. MNA allocations allowed clected representatives o nominnte

bocil development. schemes implemented by LGRD. This was
discont inued in FY 88-8Y,

4 "Surprisingly, Ministry of Finance has imposcd another
arbitrary cut. on our approved ADP for 1987-88 of Ra. 170,000
million, shrinking it to Rs. 101,399 wmill ion only., The cut of
Re. 08,501 million has been resisted.  The gsovernment hag been
moved on the subject and the case s being followed v igorously.,
However, no final decision of the Government, has vel boeen
communicetod.t  FATA=DC, "Rricl for the Gavernor, NWEP", oo July
198K, The allocation was increasced mid-year by Rs.28 milltion,
and FATA-DO was allowed to expend Rs.3 million from a prior

year's savings,
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o, -87, and 87-
88, complemented in some foreidgn donor projects {(not including
TADP) with 34 percent GOP contributions. In FY 88-89, Lhe SDI' is
ensured through budgelary allocations of the GOP. Foreign donor
funds will add to the SHP, in those instances that prepared and
approved schemes can be substituted to those destined for donor
funding. 1f there arce not sufficicnt schemes Lo add Lo the ShP
authorization, the foreign donor ‘unding will substitute for GOP

funding. s

2 anP allocations were foreign funding for FYs 806

The SDHI, in Y 88-89, includes funding for FATA/ADD and
FATA-DC, making it a supplemental al location to both FATA

development. budgets.
The Budgetary Allocation Process

Allocations for Lhe ADP arce reques ted From NWIP, usually at
some small percentage over a prior year, based upon an
"indicative" budgelary amounl sel by the Federal Government.
Using the "Indicat ive" total amouni (a block grant that 15 not
carmarked at. the Federal tevel), a ilocations arce made by the
Planning and Development Department. {(primarily the work of the
FATA and b sections), [irst by sertor, Lhen by Tr ibal Avency.
There are bwo componenks Lo Lhe process, the P&D allocations thal
move down the hieravchy, and the T ribal Agency and linc
department veguests that move up. Lhese are described below,

The Tow Down Allocalion Process

Allocations for the FATAZADE are made "seclor-wise", by Lhe
FATA Scctinn of P&D, gencrally providing an inc; ease between Tive
and ten percent over the previous yecar for sector allocal.ions.
n Lthe new arrangement. for Lhe Special l)evelopment. Plan,
allocations are similarly nade by the SDP Section of P&D for both
the FATASADE and FATA-DOC. Table 11-0C2 provides Lhe seclor
allocations of Lhe FATA/ADP and FATA/SDP for FY 88-89, given in
Lhe Annual bDevelopment Programme belore the reductions bLook place
reflected in Table [T-C1 above.

3 The TADP contribultion to FATA is not presently included
in FATA-DC’s SDP allocation. TADP funds will add to FATA-DC's
SPI* as additional schemes can be approved Lhat substitutes for
those added to TADP's Reimbursement Ag reements.
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TABLE t1-02
SECTOR ALLOCATIONS, FY 88-89
{Rs.000,000)
Component ADP % spp o
Communicat.ions (C&W) 1856 20.0 107 42.8
Agriculturc 24 3.1 16 6.4
Fducalion 143 22.3 15 6.0
Power 103 6.1 30 12.0
Hoal Lh 80 12.5 0 0
Forestry 16 3.7 (} (}
Housing 249 1.5 ¢] 0
Area Development Projects 9 1.4 10 4,0
Public Heallh Eng. 417 7.3 0 0
Kescarch and Development 3 0.4 0 0
Post Afghan Solution 0 0 30 12.0
Rehabilitation of FATA
Prrigat 1on (FATA=-DC) 0 0 40 15,9
Minerals (IFATA-DC) 0 0 2 0.8
Tolals 638 250 100

Source: FATA/ADD FY

Aftoer tie
allocations are
agencies () Fronlier
{(for 90 percent of Lhe
allocated ovenly amongd
allocation sysbtoem has

Section of P&D and is

soclor

or

in

The development
and new Jdevelopment
fundineg of work that
sub=projects. b In FY
devotod

has

are

BE-8Y4,

sevtor-wise
chivided

Lolal
Lhe
recent | Y

budgel
schenmes.

88 -
ta ongoing schomes,

and SDP-ADP 1988-89 (FATA)

allocations of the ADP are made, Lhe
each of the seven tribal
Regions () on the basis of population,
TATA/ADP funds), with 10 percent
FATA Jurisdictions. This
been established by the
firsl, yoar of operalion.

amonst

11
I'ATA

ita

also used to support both ongoing
The {irst »riority is to continue
slarted, Lhe second to begin new
G8.3 perceent. of the FATA/ADP funds
and 31.7 percent to new projiects.

is

heon

89,

4 Development projecls arce approved for their Lotal cost,

but.

projcoels may

funded piecemeal
{Lake years

from vearly allocations,
ta completo,

Construction
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For the FATA/SDP, all the proposals submitted for FY 88-89 are

for new schemes.?3

The FATA/SDD is a new process this year, and is not yet
completed ¢or 88-89. The original budget of Rs.250 million for
FATA/SDP has since been reduced to Rs.217. At this Lime, there
is no known proportion of the SDP which will be foreign funded. 8

Projccts such as TADP and the NAU=Tunded programs in Bajaur
and Mohmand have no supporting GOP contribution, unlike some
other donor funding that is divided 66 percent. donor, 34 percent
GOP. When there is a GOP contribution, the project must appear
in a budgel.. When Lhere is not a GOP cont.ribution, the donor
projects have, in the past, appearcd in the SDP.7

There is also an informal relationship between the FATA
allocalions of the ADP and the SDP. When a donor provides an
extraordinary level of funding to onc tr ibal agency (road
construcltion in South Waziristan under TADP is the example used
within P&D), Lhe ADP for that Agency is reduced by a small

amount.

5 Reductions in the budgetary allocations will affect
this division between ongoing and new schemes. In FY 87-88, the
original distribution, when the ADD Lotalled Rs.700 million, was
61 percent. for ongoing schemes, 39 percent for new schemes. The
revision of the ADP downward was taken primarily from ncw
schemes, and a few ongoing schemes no completed or engaged in

local dispules,

Since the SDP is a newly erealed process this fiscal year,
all schemes proposed for funding are new. In subsequent years,
the SDP will have both ongoing and new schemes, as does Lhe
provincial ADP for FATA.

G As previously mentioned, included foreign donor funds
in the ADP is not straightforward. The funds may be additive, or
may simply cover costs already prosrammed in the ADP. I will be
some Lime hefore this new process is completed and helter
estimates are available of the impact of foreign funding on the
shpP.,

7 Kach project must have an approved PC-T even t.hough
there is no GOP complementary funding ‘required‘ .
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The Bottom Up_Budgetar y Process: Devel opment, Planning at the
Tribal Apdcncy

There appears Lo be no formal Agency Coord inating Commitbttee
composed of the Political Agent (PA), the Assistant Political
Agents (ADAs), and line department heads in tribal agencies
analogous Lo Lthe District Development Coordinating Committees in
settled districts. 8 Informal mectings of all line deparviment
heads are called by some PAs Lo discuss the budgetary allocation,
and Lo encure that the decisions made by the PA (described below)
arce technically feasible.?

The tolitical Agent receives an indicative budget. for the
coming vear's ADP from P&, and discusses this with his staff
(the Assisbant Pol itical Agents and Tehsildars) and Lhe
reprosentative of the line departments resident in the Agency.
Then he and the APA’s selecl both the locat.ion/tribe to benefit
from n new project, and the type of project to be provided.
Alter these decisions are made, @ mecting with all line staff
represchtalives helps determine the technical feasibility of each
of Lhe selections, and modifications are made accordingly. This
process generates a lists of schemes which are sent back to P&D,
through the line depariments, carmarked for the Agency. This
allows the generation of an "Agoncy by Scheme", as well as a
"Seheme by Avency' data base Ly the DP&D Computer Center.

The decision on location and project type is a well
sutablished prerogative of the PA thal has been slowly croding
over bLhe last lew years as Lthe GOP has become morc deve lopmnent
and planning conscions. In 1986, the Governor of NWIP issucd an
order bhat the line department representatives should be
responsible for determining locations for new development
undertarnings in Lribal areas, but this was revised by his
sucecessor bo return the systom to ibLs traditional process.

A There is a formally const ituted Agency Council, but as
explained by Uhe PAs, this council, which is nominated by the PA
and stalt, meets Lo approve development. scheme al location and
location decisions that have already been made.

9 Reported by the PA, Khyboer Agency.
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There are well founded reasons lor this planning meclhod.
The PA is charged with maintaining the peace, and with opening
areas Lo dovernmenl intervention, as part of

presently ":losed"
"eloused" arvea

the process of na tional integration. A road into a
may be far more valuable Lo the integration process than a road
in an already open area, cven thoush the later may have much more
cconomic benefit, 1V Thus, the PA has retained his Lraditional
responsibility to allocate development resources.

Planning (or Tribal Agency. Deve Lopment,

The budgetary allocation sysboem as presently consti tuted is
unlikely to be improved antil there is an significant change in
the planning process for Lribal agency development. the PA's
have little incentive to call for such a change, and on Ly P&D has
a charter Lo revise the allocation system. To generale o
stralegy and development plan for an Agoency would require a
mandate from P&D, and the rescurces to oestablish an office within
P$D that would be responsible for the p lan. Then there must be
agrcement. irom the Political Agent before the planning cflfort can
proceedd,

[t there were a donor that wonld support P&D with Lhe
resources to begin a planning process, and if a PA agrecs, there
are two possibilities for initiating a strategic planning system.
First, a planning process would be based upon improving the
efficiency of the existing resource allocalion process. A
development =minded PA might welcowme the opportunity Lo obtain
boetter data on his agency, Lo callect in one locabtion information
that would allow him to improve the argument he makes for an
increascd buditetary allocation. In this sense, more and better
information might be brokeraed into Leing a useful i ncentive to
start the planming process. Creal.ing a computer capacity at Lthe
tribal agency, an oubpost of P&N but at the disposal of the PA
and stafft (including the line department officials) might make
the intervention additionally attractive. This might be called
the "Planning Resources Only" intervention.

10 There are many closed arcas within FATA, well known to
the PA and staff, but, so far as we can determine, not demarcated
or documented elscwhere. Making a matter of record the
disltinction between portions of each Tribal Agency thal are
“Open', "Sometimes Open", and "Cleoed” would assist Lhe

development planning process.
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The least to be expected from such an intervention in a
tribal agency in FATA 1is that a devclopment plan with priorities
and a strategy would allow the line departments and P&D to make
arguments for the appropriate type ol sub-project, after the PA
has selected the location. Such a plan would, for example, show
where there were sutficient graduates of primary schools Lo
justify a middle school, rather than Lo offer a middle school as
a polilical reward in locations where they are feow available
students. ‘The plan could also show the future prospects for
potential irrigation and agricul tural opportunities, population
centers ready for health, education and social services, and
agricul tural inLerventions which would Lake advantage of the

natura | resoutrce base.,

The sccond, and more powerful persuasion for the PA Lo adopt
a planning model, would be the availability of block granl funds
outside the normal GOP allocation, (hat could be made available
after a development plan has been created. With the potential of
extra-ordinary funds, the PA could be persuaded to allow these
funds Lo be programmed on development, rather than political
criteria. This would offer the line departments the opportunity
to set priorities and make plans that are consonant with, but not
directly driven by, the political considerations tLhat condition
the PA resource allocation decisions. This might be called the
"planning and Development Resources' intervention.

Conclusion

Little development planning presently takes place at the
Javel of the Tribal Agency in FATA. This situation can be
changed cither slowly through the provision of planning resources
only, or more rapidly if planning is accompanied by a development
fund that is applied to projects in an approved Tribal Agency
development. plan. To date, TADP has selected sub-projects on an
ad hoc basis. Through P&D, there arc opportunities lor TADP to
enter and contribute to tribal area planning and development.
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EX.0

!

cl_Staff -

Technical Assislance Experience_and Needs

ShDuU/P&D Conlra

L. The Past:

SPU/P&D experience, (during Lthe past five years) witl
employment of Pakistani contract staff for 'in-housc’
assignments has nol been promising. the UNIDAC grant
carried funds for 240 Person/Months of services over five
years. This assumed a statbf of four/five Pakistani contre
specialists working steadily lor the SDU/P&D. A tolal of
$219,610 (Rs.4,774,321) was initially established in the
grant Lo support such staff at top step, Grade 19 levels,
with allowances. bLaler, a porlion of these funds were
programmcd for other uses at. Lhe SDU/P&D largely because <
difficulties encounteved in staffing.

Several circumstances adversely affected the staffing
The Tirst of thesce was differences of opinion between the
Direcltor General SDHU/P&D, P&D staff, and expatriate advi s
stalf concerning what kinds of ukills were needed.
Fventually a consensus emerged on this matter. Another
faclLor was Lhat in Lhe first Lwo ycars technical assisband
was changed and SDU/P&D leadership also freguently changes
Considerable time was then required to obtain GONWID
approval for definecd positions. Once approval was obtaim
there followed a need to advertise the positions and oper:
a screening system such that all but a small pancl of
applicanls was of fered by SDU/PED for vetling by cspecial.
established GONWFP committees. In order to initiate and
sustain Lhis process an agency must be organized with
someone tasked to stoeadily do the follow-up work. Tt
required almost Lhree years forr the SDU/P&ED Lo become
organizoed administratively so that it could reliably perl
its share of the recruiting/velting function. Finally, L
five positions ultimately adverlised = while attracting G
interest of a number of qualilied applicants did nol reta
the interest of some personnel once employed.

This latter situation is said Lo have arisen because
other opportunitices were of fered under more attractive
conditions of firm work assignmenls, adequate staff back-
and superior allowances. In any casé, today there are Lw
conlracl specialists on board: a highly experienced
Financial Analyst, and a rclired Superintending Enginecer
from the lrrigation Department. The other enginecring
position is vacant.
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2. The Future:

It is clear from previous cxperience that t.he GONWIEFP
and o donor will have to adopl some innovative practices if
Lthe SDU/P&D in future is to be staffed quickly with
qualiticd Pakistani contract staffl,

A number are suggested here for consideralion:

# The donor, in consultation with the GONWFP, should
develop additional allowances (for tLrave!l, among
others) and a honoraria system to periodically reward
excel lent. and high performance.

* Short-term ov intermediale Lraining incentives in
subjects that would be of marketable benef it Lo those
holding contracts should be supported by the donor and
facilitated in operation by the GONWEFP. In furthering
Lthat objective the SHU/PXD should be staffed with a
training oflficer skilled in locating Lraining
possibilities, designing Lraining opportunitics, and
administering the necessary clearance, ctco, procedures.

* Selting up SDU/DP&D positions, advertising, and velting
applicants should be attacked jointly by the GONWEKDP and
donor in ways that will speed the action while assuring
widespread attraction of quality candidates. This will
mean adoplion of tLemporary and special procedural
changes in which the P&D, GONWFP will have Lo perform a
leading role in obtaining Lhe necessary alterations. A
parallel action is that of cstablishing a Contract
Officer within the SDU/P&D so that responsibility lor
operaling the adopled Lemporary and special proccdurces
can be placed in those hands.

* Alternative ways of donor funding the contract system
should be explored. For example, it might be arranged
(with GONWFP consent) Lo place the funds on a quarterly
grant. {reimbursable) basis with the Director General
SDU/P&D and delegate maximum authority Lo him {or
operation of Lhe systcn.

¥ Frequent GONWFP and donor review of the conlract
stalfing situation and accompanying systems should be

standard policy. Larly findings of dilliculty could
facilitate design and application of remedies.
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B. Tec
1. The Past:

buring the UNFDAC grant to date Lthat organizatlion
provided long-term Senior Technical Advisers and Development
Adviscers plus shorb-term technical assistance. lLssentially,
tLhere have been three 'rounds’ of technical assistance. The
First began in 1985 when UNFDAC provided two specialists
operaling under the foltlowing Terms ol Reference:

Senior_Technical Adviser:

* Assisbance with the planning, monitoring and
Ltechnical backslopping of the individual SHEP
projects.

* Co-ordinalion of and supporl Lo outside
consul tants and other experts,

* Monitoring the exccubion ol Lhe relevant, UNITDAC-
financed projects.

* Maintaining linison wilth UN agencies assisbing in
the implementation of SDEP.

Development, _Adviscou:

¥ Assistance with Lhe design of SDEP projects.
* Teehnical backstopping Lo SDEP projectls.
* Assistance with the preparation of appraisal

reporls.

The two individuals assivned had only as counlterparts:
the Director General, a deputed Research Officer, and one
contract—cmployee: the Project Planning Adviser. ‘This
situalion contained until the end of 1986 when the Projects
Planning Adviser resigned, the Director General was
transforred, and Lhe technical assislance team withdrawn,

Starlting in early 1987 the SDU/P&D was reorganized with
A new Divector General, a P&b-deputed and financed Chief,
and the continuing depulted scrvices of the Research Officer.
A new technical assistance team organized alonyg the same
lines as Lhe previous one was [lielded by ACLL Australia PLy,
LLd. under conbtract to UNFDAC. A new recruiting drive was
launched for local stalf incluwding a contractually cployed:
Project. Planning Adviser (irvigation engineer); Programme
Officer (civil engincer); Financial Analyst; Keonomist
Agriculturist; and Sysltems Analyst, '
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The new bechnical assistance tLeam stayed in pousition
for two years, ending ils service in June 1989, During that
time ihe recruiting offorts had resu tted in contractual
employment of a Grade 16 and nbove Project Planning Adviser
(Irrigation Enginecr), Mohammad Azam Khang Financial
Analyst, Chaudry Abdul Khaliqg: o Program Officer {Civil
Fngineer), Mardan Al Khan; and o Project Officer
(Feonomist), Zahed Bltdami.  Posi Lions of an Agricalturist
and Systems Analyst were nol f1itled.

During their Lime on assipnment the Lechnical
assielance team helped in preparing plans for the projects
of Kala Dhaka, Bajaur, and Mohmand. They assisbted with work
on Lhe UNFDAC-supported Dip Dislrict Development project and

obhoy activilies.,

The Lhird team also came Prom ACTHL Australia Pty. Ltd.
[ts Senior Technical Adviser wis Lo serve for 10 months and
the Development Adviscer for 534 months.  This tceam ended
work in June, 1990, Presentls, there is no technical
aesistance on site al the ShuSp&D. The terms ol Relference
for the third team were bolh wmore procise and sketched a
lavecr mandate than the 198O and T98T Leams,

senior Technical Adviser:

¥ Overscee and coordinate implementation of Suu/PLD

projects,

* Develop in conjunction with PMUs, cenbral ised
monitoring, cevaluation, and t.echnical and
Financial revorting tanctions of Lhe ShHu/pPsh.

¥ Develop the SHUZPED capacity Lo identily problems
in implementation and talke appropriate steps Lo

solve thoem,

4 Assess project doals and impacts and assist PMUs
and line agencies to anderbake any necessary
changes in project cmphases or activitics,

¥ Fnsure that, ShU/pab developmenl act ivities arc
properly coordinated al project and provincial
lovels wilh other development activities.

* Develop the staftfing and ordanization of the

SPU/P&D and prepare oo deta led training program
for technology tLranslfov.
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Developmenl!, Adviser:

¥ Develop a coentralized monitoring system for
SDU/P&D projects and assist PMUs to collect and
process moniloring data.

* Develop & centralized financial reporting system
for SDHDU/P&D projecls.

* Assist in identitication and resolution of
problems and cvaluate the performance and impacts
of SDU/P&D projects.

* Assisl Lhe Senior Technical Adviser in acltivities
to be undertaken when changes are required in
emphasis or design of SDU/P&D projects.

The third team accomplished far less than the second.
This was due, principally, to Lhe Development Adviser only
gerving 45 days ano departing post, He was not replaced.
Also, Lhe counterpart SPU/P&D Grade 16 and above staff began
to shrink. ‘The Project Officer (Kconomist) took a position
as Sonior Monitoring Specialist in Lhe Chitral Areca
Developmenl Project bhecause the intellectual challenge was
groeatoer and working condilions betler. The Program Officer
resigned in orvder to Lake a pos ition with higher salary in
anolher organization.

Nonetheless, the thivd Leam appear Lo have contributed
somel hing Lo the SPU/P&D though staff within SDHU/P&D are
very dublious aboutl that poinlt. They asscrb: the advisers
woere apgriculturists and animal husbandry specialists when
Lhie SHU/P8D neceded cngineers, moni toring and cvaluation
specinlists, and other technival capabilities. Also, on
assignments such as develaping project plans for the Khyber
Agency thu technical nesistance team did little more than
prepare budgel sheels, shu/pad ataft do say thal the
Lechniceal assistance team helped in preparing the Feb.1990
cxlension plan.

2. The IFuture:

There are obvious lessons to be drawn from Lhe UNFDAC
technical assistance expericnce with the SpU/P&D.  Some of
Lthese are already reflected in Section IV (7) but at Lthe
risk of repeltition and drawing from the UNFDAC technical
assistance completion reoporls in some places Lthey include:

REST AVAILABLE DOCUMENT
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A donor should staflf expatriate technical

assistance for « lomg period. 1 the basic future
emphasis s to be o roinforced ShUu/bebd fecased

upon improved managoment of developmentl, then
recruil that set of skills and detine the Terms of
Refercence accordingly.

Support the expatriate lTong-toerm technical
assistance wilh an adegquate supply of short-tLerm
expatriale assistance; but in skills mixes and
time Crames speciflicd by Lhe long-term expatr tata

in consultation with Lhe 8hU/P&D.

Provide adequate supplies of long-tLerm and short-
term Pakistani technical assistance resources
under the dircction of the long-term cxpatriate

adviser.,

Condilion all Lechnical assistance upon quickly
stalfing the SLHU/PMU in-house’ wilh contrac Lual
personnel capuas Le ol managing and Lechnically
working wilh expatriate and Pakistani
consultant/technical assistance inpubts,

Make certain thal all Lechnical assistance stall
reporls to and works for Lthe Director Guneral
SPU/PED and his azsigned staff,

Generally task Lhe Lechnical assistance Lo be
ready for work (il & assigned by the Director
General SHU/PED and cxpabriate long-Lerm adviger)
on designing and appiying development management
inpuls for (as pointed oul as neceded by Lhe UNFDAC

technical assistance Leaas):

- Managemenl systems (annual plans, work plans,
Jjob descriptions, performance monitoring,
conlracting, incentives, Lraining.

- Planning capabilitiecs (physical planning,
environmental planning, special planning,
cconomic bascline studices, impact
assossments, communi by parbicipation, needs
analysis).

- Project prepavation (Lechnical design,
research-extension linkages, cconomic
assessment and inbLernal rates ol retuvn,
assessment ol ine ageney capabilities, PMU
reguiroments, oloe,

BEST AVAILABLE DOCUMENT
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Project monitoring and evaluation (baseline
studics, physieanl and fFinancial progroess
reporting, imprel asscessments, mid-term
review, project modifications, cobo,
Information syatboms (visual displays,
computer sysbeme, [ibing, cartodraphy, ele.).
Communicabtion wyabtems (how to staflf and
operate meebings for design-making purposes;
review reports for aclion; structurce and
operate workshops to expedile Lechnology
transioer and poticy formulation cte.)
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PART I

PART 11

II A,

II B.

LEGAL QONTEXT

1. This Project Document shall be the instrument (therein
referred to as a Plan of Operation) envisaged in Article 1
paragraph 2 of the Agreement between the Govertunsnt of Pakistan
(thereinafter called the Government) and the nited Mations
Development Programm: concerning assistance under the Special
Fund Sector of the United Nations Developient Programw: signed by
the Parties on the 25th February, 1960.

2. Furthermore this Project Document shall be the instruncat
referred to in the Working Agreement between United Nations Fund
for Drug Abuse Control (INFDAC) ard United Nations Development
Programe (NDP) signed by UNFDAC on the 15th November, 1)82

and by UNDP on the 7th January, 1983.

THE PROJECT
Developmant (hisctive.

The Covernment of Pakistan has adopted a conprehensive
slrategy Lo ellinate opiun poppy cultivation callal the Special
Developnent and Inforcement Plan (SDEP), which conbines arca
development initiatives with enforcement of the poppy ban. The
objective of this project is to support the SDEP by creating an
arm of the Planning & Dovelowment Department (2eD) of the North
West Frontier Provisce (NWFP) that will design, coordinate,
monitor and evaluate a nuber of integrated rural development
projoects which aim to enable people to raise their standards of

living without recourse to opium cultivation.

Inmadiate Chjectives

1, Project Design.

To design integrated rural development projects for poppy
growing and potentially poppyy growing areas covered ly the SDEP anc
ensure that project activities are integrated into the angoing

programes of nplewnting line agencies of the NP, to produce
project docunants and reports as required by funding agencies.

Contd....2/-
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II C.

L cCooLraliatioll.

To ensure that SDEP initiatives are ooordinated in design,
by funding agencies, in planning, at tlv Provincial lewel, and in
implementation, at the project lewel, Ly acting as a liaison
office between different levels and ljj providing technical
assistance to line agencies and other governmental units,

3. Monitoring.

To establish ongoing systems to monitor the physical progress
of projects and to facilitate financial control over funds provided
for the SDEP by donors and the Govermment.

4. Evaluation.

To develop streanilined procedures to evaluate the fmanmal
status, physical progress and development inpact of ongoing and
conpleted SDEP projects.

Background and Justification.

1. In 1973, the Governmont of Pakistan requested UMFIAWC to
ascist the PNCB in formulating a progranwe for diug abuse control.
This programe included two complemantary conponents: a special
milti-discriplinary developrent px'ojoct in a major poppy-growing
area ard projects in the healtl and legislative scctors. In 1979, the
Governnent promulgatod the !oohibition Ordinance. This orvder vwas
strengthened by a bon on pop oy cultivation.  The Government
recognized LhdL enforcement of the ban would have a severe jmpact
on the standard of living of poppy growers. In order to dewvelop
alternative income opypor Lun‘Lnﬁ, and to ensure that enforcenent of
the woppy ban can be carried out without immadiate recourss to
popry growing, developnent efforts were prinarily focussed towards
crop cubstitution ctogether with irrigation development, the
agricultural sector being the nost fmportant one in the traditional
poLpy growing areas.  Subsooguent exporience showed thav a wider
approact in terms of creating an environment in vhich prople can
enhanze their standard of living is required to provide for a
viable coomomic basis in the poppy growing arcas, which are often
deprived  of natural resources

I late 1983, tho Government adopted a Special Development
and Mfercenont Plan for Opium Procducing Aveas (SDEP)Y.  The SDEP
anvisages a strategy for integratoed rural developnent in conjunction
with a phased proygramne for law enforcemant in the major remining
Loy Growing areas in WWEP. The SDEP calls for the planning,
inplesentation, rmonitoring and evaduation of integrated vural
developont projects through the Provincial line agencies in the
following arcas:  Diy Distvict, Chitral District, onsehra Trinl
Aroa and Fohmand and Bacjaur Tribal Agencics and the establishment
of a tecinl Development Unit (DU) . In later stages, other
development and enforconent initiatives may be added.

N
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3. The SDU for poppy cultivating areas is intended to ersure
that initiatives which fall under the SDEP are coordinated with
ongoing activities funded under the Annual Development Plan (ADP)
and the Special Developnent Plan for Tribal Areas. Within the
policy guidelines given, scctoral schemes are largely identified
by th: linc agencies at District level. ‘he production of balanced,
coordinated, regional developient plans will bring the plans of
the concemed line agencies together. ‘he SDU is to prepare the
basic planning documents (FC- 1's). Imnplementation of activities
in each project is through relevant Line Departments. Monitosing
of ongoing activities and the final cvaluation of the results
achieved are a function of the SDU. ‘

II D. Cutputs.

he outputs of the Project, acting as an arm of tn. ISqArtnent
of PsD will inclwde the following:

1. Project documents and PC-1's for the Dir and Chitral Districts,
Manschra Tribal Area and Mohmand and Bajaur Tribal Agencies
Development Projects.

2. A mechanism to establish close liaison between the Federal
Covernment, in particular the PNCB, and Provincial Government, in
particular the PsD Departnent and oxternal funding agencices
related to the SDREP.

3. A snooth system to assess poricdic financial roguiraments
ensuring timely and appropriate availability of funds tu execute
projuct progrannmes and activities.

1. A dhata base for quarterly review reoports to nonitor oncoing
projects for submission to P&D, PHCB, WDP/OPLE and UNFINC.

L. Evaluation reports to appraise SDEP project programmnes and

activities in terms of their statcd objectives.
IT E. Activities.
e project outputs will be achieved as a result of the
inplemontation of the following activities:

1.1 Dosign Integrated rural developient projects for the Div
and Chitral Districts, Manschra Tribal Area and Mohmand and
Bajaur Agencies. ‘These designs will allow that projects can lr:
evaluated in terms of their objectiwves.

1.2 Malyse sectoral proposals submitted by the District line

agencies for inclusion in project documonts and assess mnpower
requirencnts.

Contd....4/-
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1.3 Provide technical assistance to line agencies and Local
Government bodies at the District level in the planning of SDEP
progranmes and activities.

2.1 Reqular briefing of the Federal Government, in particular
the PNCB, by submission of project docunments, PC-1's, technical
progress and financial reports and evaluation reports, and brief
intemal and external funding agencies, consultants and other
jinstitutions in all matters conceming the SDEP.

2.2 Participation in bi-annual meetings on on-going Orerational

P

policy, including law enforcenent, of SDEP projects as a whole.

2.3 Organize regular inter—departmental meetings at Provincial
level to coordinate scctoral activities in SDEP projects.

3. Establish procedures for obtaining physical and-‘financial
data and other information in a specified format for the monitoring
of programmes and activities in ongoing projects.

4.1 Appraisal of ongoing and conpleted activities and programmcs
called for in the project documents of the individual SDEP projects.

4.2 Conduct basc-line ard other agricultural/household surveys to
collect data and related information in areas cowvered vy SDEP
projects.

ITI F. Inputs.

The SDU will be staffed by a senior administrator and support
personnel from the Covernment of NWFP. The senior administrator
will be assisted by two expatriate specialist and a project
planning adviser with support personnel, office facilitices,
allowances, operating expenses and transportation. An organization
chart of the SDU is presented in Annex I.

1. Governnent Inputs.

(a) The Governmant of NWFP will provide the following staff :-

Designation No. Grade Duration
Director General \/‘ 1 20 60 ronths
Research Officer 1 17 G0 ponths
Administrative Officer Y"1 _17 60 ronths
Porsonal Assistant W17 16 \46—0/”13:;”
L.D. Clerk Vol 5 60 months
Driwver - K 1 5 60 nonths
Hessenger V4 2 1 60 months.

Coatd.....5/~
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Title and job description of the above staff are as follows

- Director General
(60 rm, starting July, 1985)

The incunbent should be a senior administrator with a wide
experience in developrent planning and directing multi-sectoral
development projects. is respansibilities will include :

1. Overall administrative and technical management of the SDU.

2. Formulation of work plans and progress reports in
collaboration with the expatriate specialists.

3. Direction of the work to be carried out by all SDU staff.
4. Authorization and supervision of expenditure incurred by the
SDU.

Research Off icer.

The incumbent should be an experienced otfice worker who is
thoroughly familiar with Covernment administrative procedures. His
responsibilities will include:

1. Establishing and maintaining the SDU data bank.

2. Administrative work.

3. Liaison between the SDU and Provincial Line Departments.
4, Keeping minutes of meetings.

- Administrative Officer.-

The incumbent should be an experienced administrative
officer who is familiar with WN administrative and financial
procedures. His responsibilities will include :

1. The administration of the SDU irpred: acoount.

2. Mmmtl‘ati\e mtters concerning contract staff.

3. Supervision of sub-altern office personnel.

4, Vohicle nonaganznt.

(o)) Operation and wnintenance cost for the vehicle assigned to

the Director Ceneral will be provided for by the Government of WD
as well as travelling and other allowarces incurred ly the Director
General and his driver while on official duty travel.

/31
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(a) . Assignment of Internaticnal Staff
(Title and Job Description)

- Chief Technical Adviser.
(60 nm, starting July, 1985).

The incumbent should have solid field experience in the
planning and coordination of technical cooperation projects preferably
within the United Nations System. His responsibilities will include:

1. Assistance with the planning, monitoring and technical
backstopping of the individual SDEP projects.

2. Coordination of and support to outside consultants and other
exparts.

r”_—-—_‘ .

3.k Monitoring the execution of relevant UNFDAC-financed
projects.

4, Maintaining liaison with N agencies assisting in the

implamentation of SDEP projects.

- Development Adviser.
(60 1, starting July, 1985)

The incumbent should have solid field experience in
agricultural econouics preferably in the context of arca developient
planning. [His responsibilities will include :

1. Assistance with the design of SDEP projects.
2, Tuchnical backstopping to SDEP projects.
3. Assistance with the preparation of appraisal reports.,

In order to encourage the nobilization of locally available
expertise, the posts of Project Planning Adviser, Budget Analyst.,
Computer Manager and Programme Officer are envisaged to be filled
by dircct contractual arrangements with the SDU.

Project Planning Adviser.
(60,mn, starting July, 1985).

ihe incumbent in the post of Project Planning Adviser has
boon mde available to the Government for an open-cnded period by
a bilateral domor for assignnent to the SDU Task:Force. The
necessary budgetary provisions are made for this post in the event that
this arrangarent should not continue.

T incowrbent should have a strong background in Project
Anaian. and the ronitoring of projects under implenentation. li2



1. . Supervise and assist in the preparation of Project Papers
leading to project fornmulation and project implementation,
specifically pC-I's.

2. pProvide assistance with the establishment of the SHU

nonitoring system for SDEP projects.

3. Assist the Director General, SDU in preparing briefs and
advising on project performance.

Budget Analyst, .
(60 nm, starting July, 1985)

e incumbent should be an experienced financial
conptroller who is familiar with electronic data processing. His
respansibilities will include:

1. processing of financial informtion generated by SDEP projects.
2. preparation of financial stataments on the various SDEP
activities.

3. Badget analysis and control.

4. Monitoring of cash flows and forecasting future financial

reguirenents.

- Corputer Manager. f
(60 nm, starting July, 1989)

me incunbent should be an experienced computer ranager
Wiy 1s Choroughly familiar wilh micmy cosputer operations. His
responsibilivies will include

1. v operate the data processing apuipment as requ ired by
st oseaff.

fesistance with the design and expansion of ronitoring
sstems which allow electronic processing.

-

TS

3. Jdentification and inplementation of possible prograns °s
useful for planning purposes.
’
programn2 Officer.
(50 nra, starting July, 1985)

qhe incunbent should have exporicnce with narcotics related

dovelopment projects in NWFP and be familiarswith Gowermacnt and
W administrative procedures. His responsibilities will include:

BEST AVAILABLE DOCUMENT /3?
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1. To establish and maintain monitoring records far projects and
progranmes supported by the SDU.

2. prepare technical reports, as required, on activities
relevant to the Spu.

3. support the gpU with in-f ield data collection proqramr\f;:'s,
to strengthen the existing data bank for planning pUIPOSEs .

4, To provide assistance to facilitate the work of visiting
consultants and experts.

{b) Short term con sultants.

A provision of US$ 187,230 has been made for short term
consultancies to assist the SDU with the planning of spurific
Programnms.

(c) Administrative and technical support persomel.

In order to cnsure intngration of the SDU into covernment:
structures, the remneration Ot the locally recruited staff is
conpatible with Government pay scales and related bonebits. Proper
funct.ioning of the SDU will roquire the following staff:

1 Secretary. '\

2 ‘Conputer data processors. |
4 Drivers. -+

1 Switchboard operator.

1 Watchman.sg|

1 Gardener

1 Cleaner

1 Clerk/Accountant (for assignment in the IHCB headquarters
o strengthen the financial monitoring of sbrp projects) .

(d) Travel on official business.

1he formulation and monitoring of SDEP projects will require
extensive rravelling, O cover the cost of transpartm;ion/
suhsistence allowance for official travel, an amount of 3§ 132,970
has heen pudgetted.

() cuh contracts.

‘ provisions have been made for sub-contract ing specific
feasibility and other studics related to the work of the SDU. /(/0
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(£) Training.

- A provision . has: been made for in-country training courses
on computer data processing and other' applications for SDU staff,

Sl

(9) General operating expenses.

- kental of office space and utilities : $ 65,120

- Operation and maintenance of SDU
vehicles & other equipment : § 85,415

- Printing cost have been included for : § 9,150
(h) Expendable equipment.

- Office supplies & spare parts ¢ % 43,750
(i) Non-expendable equipment.

Two vehicles provide! for the SDEP Task Force will be
obsolete by mid 1989. Provisions have been made to replace
these vehicles.

-~ Vehicles : 2 Station wagons : $ 16,000

- Replacements : airco's, typewriters etc: $ 12,205

- Computer and software i $ 58,320
(3) Miscellaneous

- Sundries : $ 7,325
(k) Project' servicing costs.

These are included at the rate of 13 por cent for international
staff and 7 per cent for all other expenditures. Mn erplanatory
note on the IN'DAC budget is presented in Annex II. '

Preparation of work plan.

A detailed work plan to be implemented by the SDU will be
preparwad by the Divector General in consultation with the Technical
Adviger which will be revised periodically in the light of
experience.  The work plan will be attached to the Project Docurnent
as an annex and will be considerod as part of that docuiond .

Preparation of the Framework for effective participation to national
and 1nternaticnal staff in the Project.

BEST AVAILABLE DOCUMENT
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Ihe activities necessary to produce the indicated outputy
and achieve the project's inmcdiate ayjectives will be carried out by
the Hatimnal and International staff assigned to it and in accordance
with the established concept and spacific purpose of the project.,

Lovelopment support comnunication.

It is important that the project neintains an active liaison
through appropriate channels with the principal national ani
intemational institutions which spoecialise in integrated rural deve lopmant
support. ‘Ihese include FAO (including the FAO/World Pank Cooperative
Projranme), te eonomic Developnont. Institute of the World onk, IFAD,
URFINC/INDE and the Asian Developmoent Bank and the concerned bilateral
missicns in Pakistan.,  Close liaiscn will also be raintained with the
Heonomic Affairs Division, Federal Ministry of Planning and Lo lopment,

Institutional Framework.

Projoects under the jurisdiction of the SDEP are exccuted Ly
tha PNCB through the Govermment of WP with funds coordinated by UNFDAC
with the assistance on the (HDP/OPE,  Field activitios of SDEDP projects
shall be distributed throughout the Dixy and Chitral Districts,
Hansehra Tribal Area and the Mo mand and Bjeur Agoncies amongst the
apprepriste line agencics.  The SDU actg as an aum of the P4 Dopartmont
and in responsible for achicving devel cpnent ehjectives assignad to
its warious sub-sectors. Financinl provisicns are reqularly mde for
its activitios in the annual budjet,  ‘the S2U has beon in existence as the
AU Task Force since mid-1984.

Prior (hligaticns ard Pro-- xjuisitos.
Priov Chligations b.

“here are no prior cbligations in this project.
Pre-requisites,

1. The Governmant of REFP will assure the timely availability of
the Gorermment inputs as chumeraten in PARE 11 F, 1 and DART IV B.

2. e Projoct Document will be signad by the Pesident epresentative
- behnit of INDP/OPE, and (HIFTAC assistance to the project will s
Provided subject to INDR receliving satisfaction thas (o pre-vagquisites
listed aboee hve boen fulfi 1led, or are Tikedw to b foldi) Tevd.  Whon
anticipaced fulfillrent of one or e prevesudoyees fails o
miterialise UnrDi My, at ils disoretion, oithor Suspend or torminate

. 4EST AVAILABLE DOCUMENT
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uture WEFDAC Assistance.

e need for futwre WEDAC assistance beyond the proposed

Quvation of this project will he determined when the projoect has been
opcrational for a certain pericd.

SCHEDI.J‘[ £S5 OF MANTTORING, EVALUATEQH INEC REPORTS.

yipartite Momitoring and Technical Reviews.

The project will he subject to periodic review in accordance

with the policies and prucedures established by UNFDAC, UNDRP/OPE and PNCB

for

monitoring the project and programe inplenentation.

Bvaluation.

The project will Le subject to evaluation in accordace with

the olicies and procedures established for this purpsce by NDP/OPE

and LHCH, The organization, temn of reference and timing cf the
cvaluation will bo docidad by consultation betwesn the Government.,
U

ceminy f s o Kz
S/ oPE At M B,

Progress, Teotnical & Termwinal Peports.

—

~
-

BT
PAYINY

cor o in cooperation with the hirvector Goneral and submitted as

Gemi-annual Proaress Poports will be preparcd by the N Technical

cobeiuled Lo NDR/OPE copind to DHCB and WNFDAC.

9

P

Covernnent. of Pa

The torminal repores will be addressod by 1HDP/OPE to the
Sistan and will 2im to give advice and guidance on

follow -t policies and cotions.  In particular the report will assess
capacity of the BT Lo fulfill its futme role, and, on the basis

oF this assesanent, will meke recaomendations for capitalising on

idoent

INE
vl
0'."\
PR

GFied srrongths and eliminating identificd weaknosoes.

e Teclnical Adviser in cooperation with the Dirastor Ceneral
o the derminal Repore, the tining of which will be as

Propareticn of the Draft
Terpinal Report in Poshovay : 2 ronths,

Finalieacion of e Boaeinal
Fojort in Now York. : 2 nonths,

Submi guion of the lerminal :

Poport to the Governwent of

ot L BEST AVAILABLE DOCUMENT
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coauce Lo exist with the commencemnent of the present
project.. Amounts budgeted {or the Task Force representing
UNPDAC contribution for the period July jog4-June L9985 are
45 rtoliows, by budget line:

fudget Line uss

1100 138,000
1300 38,000
1500 17,000
1700 7,000
4100 9,000
4200 127,000
5100 68,000
9000 20,750

wemnt Ada T80
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Cade Object of Zxpenditure 1985 1386 1887 1388 18533 1550 Tote
Fersonnel :
€13 Esteblishment Charges 28,223 81,055 85,150 83,380 93,750 43,265 436 ,¢
G1% Establisnment Charges 25,720 54,79 57,535  B6G,415 3,850 32,485 €85.,¢
G2¢ Regular Allowances 34,240 70,87 75,1 79,485 84,160 43,080 387 ,¢t
03c Cther Allowances 1,920 4,025 4,230 4,580 4,885 2,570 22,5
Component Total 102,110 210,850 222,075 233,860 245,235 127,030 1,142,
Commodities .
510 Transport 4,400 30,240. 33,285 36,585 40,260 21,080 175,¢t
511 Travel Allowences 8,700 18,420 20,260 22,285 24,510 12,860 107,
513 P.0.L. 7,200 15,120 16,630 18,290 20,120 10,540 87,¢
534 H/C Water Charges 600 1,260 1,385 1,525 1,680 880 7.
550 Newspapers & Periodics 80cC 1,890 2,180 2,280 2,520 1,320 11,
570 Uniforms & Liveries 300 660 680 760 880 440" 3,
538 Others 1,800 3,750 4,160 4,580 5.040 2,640 22,1
Component Total 33,800 -+ 71,370 78,570 86,325 85,010 43,870 415, (
570 Entertainment Charges 1,800 3,780 4,181 £,580 5,040 2,540 22,1
Expenditure prior to 1.7.1985 3,000 - - - - - 3.1
Component Total 4,800 3,720 £,180 47,550 5,040 2,640 25,1
Grand Total 140,510 285,000 204,80S5 324,765 346,285 173,580 1,582,:
Note: In each financial year, July - 30 June, personnel cost are increased
with 5 per cent and =211 her cost with

vl

BEST AVAILABLE DOCUMENT
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LA/

‘ DIRECTOR GENERAL

l PROJECT ADVYISER

PERSONAL ASSISTANT TECHNICAL ADVISER CEVELOPMENT ADVISER
MESSENGER SECRETARY
BUDGET ANALYST RESEARCH OFFICER ADMIN. ASSISTANT PROGRAMME OFFICER COMPUTER MANAGER

OATA PROCESSOCR

MESSENGER

L O CLERK
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ANNEX &

STATUS OF THE SDU/P&D _COMPUTER CENTEL
(AUTHOR: AQIL NIAZI, SYSTEMS ANALYST, TSPU)

HARDWARI:

e

The SDU/P&D Computer Cenler is equipped with Lwo single user
micro-computers, an 1BM PC/AT compatible and an IBM PC/XT
(original:, cach cquipped with a versatile dot matrix prinver
(graphics & text). There is also a Wang word proceasors whrieh
cannolt be used for any other purpose. Both comput v ayloams are
capable of running the most common IBM compatible ovitware likely
to be necded in their presenl state. Some packages may roquire
enhancing the hardware with extra RAM, adding a math co-prrocessor
and perhavs a mousc. There is a need for two UPSs (un-

interruptible power supply), however the equipment 15 funcltioning

now even without them.

SQFTWARE:

The SDU/P&D Computer Center is already equipped vwith popular
soltwarce packages for all three catagories of office data
word processing,’electronic spreadshecting and
Since both machines run under DOS, there is
will

processing i.e.
database management.,
« wide selection of software avaiiable on the market thh

run on these systems.

STAKE:

All threec permanent staff members are conversant with word
processing. Arshad Javaid and Mohammad Salim are familiar ith
electronic spreadsheeting and could be productive in this arca
with Lheir present level of skill. Arshad Javaid is amiliar with
dhase TI1 but would require additional training to coable him to
write and maintain programmes. He is capable of R AR RTRRTE
database with expertl supervision and guidance. Tarig Ashoad can
do word processing on the Wang word processor.

The staff are compensated according to GOP pay scales 11 and
12 and may be tempted to leave for better paying jobs in Lhe
private seclor.

BEST AVAILABLE DOCUMENT
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ACTIVITIES:
AL present Lhe computer center is being used lor word
processing and to generate the SPU/P&D monthly expenditure
statemenl which has been automated in the form of a Lolus 121
gpreadshectl. The reasons for the computer ccnter being under-
utilized seems to be a lack of demand by policy-making and

technical staff for any additional services.

CONCLUSIONS:

1. The Computer Center could be much more productive than it is
now, cven with the current sebt up and some part Lime
technical assistance.

2. There is a need to educaie the management of the ShU/P&D
about the capsabilities of the computer center in order Lo
gencrate demand for additional services.

3. Deciding a course for further development ot luc computer
center will require a more comprehensive study of the
SDU/P&D’s present and future data processing requirements

BEST AVAILABLE DOCUMENT
(41
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ANNEN.H

JOB/PLERSON DESCRIPTTONS FOR SHu/pP&b STANE
GRADE 106 ANL ABOVE

JOB/PERSON DESCRUZEION

POSTTION: Dircclor General {(Govecnment Stafl £, D.M.uU.Lcadre)
SALARY Grade 20, R=. 6,780 + Allowances = e, 18,06314/Mo.

REPQRTS TO Additional Chiel Secretary

10.

DUTTES AND RESPOMS [T L TTEESR L

Overal)l liaisen with scnior polie y-making levels of GONWI'P,
(he oderal woveriment, and donors,

Policy-planning and development activilies vy sbu/keb.

e}

Pariicipation in all Project Hoview Board mecbings either

Jirestly srowiih desinnated representative.

Par cipntion iu oall Project Approval CommilLbee {or District
CoGrdination Vommi Liee) meocliass usunlly through designa Lad

reprosontalbves,

Divocls Project MHanagement Unit Managers in their

operat tong.

Seen to bl that all pertineat Pisoeal, porsaonnel,
prooaromaeni, cbo, syetons wnd ecepulations ol the GONWEEY are
ingial bed amd operative ato the ShUzP&ED and PMU Lovaels.

Dirvoots technioal seslstance sba £ and SHU/PSD stall in the
formelat ton auad tmplemenbation of periodic Work Plans ffor
Lhe Shid/zbab.,

Proyvides Shu/Ze s admindsocaiive, managoemenl., and technical
pwrt Lo Bl MM

ad i osory sup
Balabiishes o veoled gronp of “when needed and avaitlabloe”
conlractors (ladividunls ang compantes on stand-by
arrcandements ) for nsc by the shl/ped in technical, data-
antlb ering, mond baving, cveluation and other funclbions.

Dircees Lhe ok to be carried out by all ShU/beD statl,

contractbors, oua.

BEST AVAILABLE DOCUMENT
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2

11, Aulhiorizoes and gupervises expenditures incurred by Lhe

PR

sShu,/ =D,

2 Underido special or extended Lraining to improve cacoution of

e

duti s,

DUTY. STAVION:  Peshawar, wilh minimum of 5 working days per month

in fl(l\‘ .
QUALLE TCATLONS ¢

The incumbent should be a member of the DJM.G. cadre with
experiones as well as training in development activities. Should
be able Lo nedotiabte with forcign donors, provide guidance Lo
{eehnienl assisteance staflfl, mainlLain liaison with all relevant
GONWEP soncies, and exncreise discreet, informal, meanns of

coordination and command.

BEST AVAILABLE DOCUMENT
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JOB/PERSON DESCRIPTION.

POSITION: Chief. (Government Staff, D.M.G. Cadrc)
SALARY : Grade 19, Rs.5,770 + Allowances = Rs.14,617/mo.
REVORTS TO: Director General, SDU/P&D

DUTTES AND_RESPONSIBILITIES:

The Chief will be responsible for:

1. Day-tLo-day administrative and technical management of the
SbU/P&D.

2. Co-ordination of the SDhU/P&D technical and administrative
functions.

3. Linison with government., projects and donor.
4. Prepavation of briefs for government, donors.
5. Undergo special or extended training to improve execulion of

duties.

DUTY_STATITON: pPeshawar, minimum of working days per month in
field.

PERSONNEL, _REQUIREMENTS

Should be a maturce disposition, able to motivate and control
adminislrutivo/tuchnical functions.

QUALTFICATTONS:

A post gradunte deygree and experienced member of D.M.G. cadre.

EXPERIEN I

Ideally, b years tield expericnce of working, with mulli-
discipline de.clopment projects in project planning, monitoring
and evaluation in developing countries. AL the minimum, should
Le a DUz, officer with experience in work concerning

developnental activities,

BEST AVAILABLE DOCUMENT
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JOB/PERSON _DESCRIPTION

JTTION: Research Officer (Government Staff)
ARY : Grade 18, Rs.41,6060 + Allowances = Rs.11,747/month
TORTS _TO: Chief - SDU/P&D

TIES AHD”REEEQNSIBILITIRS:

Controlling/vetting/signing all outgoing correspondence from

contract cmployees to line agencies, GONWEP secretariat,
donors, and PMUs.

Maintains liaison beltween the SDU/P&D and provincial line

departments.

Controls Shu/P&h-based work of Senior Program Officers
assigned Lo each PMU, and sces that they work with the
Planning/Project Design Specialist the Monitoring
Specialist, and the Evaluation Specialist of the SDU/P&D.

Draftis notifications/descriptions to each line department
concerning development of a Defined Area project; and
monitors status of their inputs to design process.

Assists in development of PC-1 for each Defined Area

project.

Assists in process of obtaining GONWFP formal approval of

cach PC-1.

Assisls in developing the Project Approval Committee (or
District Coordination Committee) at the local level.

Participates in all Projeccl. Review Board (Project Steering
Committec) meelings and assists Project Managementl Unit
Dircclors in maintaining minutes. Follows—up on action
decisions in such meelings.

Where assigned, participates in Project Approval Commitlee
(or District Coordinalion Commnittee) mecetings al Llocal

level.

Reviews Annual Work DPlans in order to assurve conformity of
conlents with PC-1 targels, project policies, donor
requirements,

BEST AVAILABLE DOCUMENT
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11. Maintains briefing and presentation systems by which Lhe
SpU/reDd indicates status of projects to scenior policy-

maukers, donors, federal authorities, ctc.

12. Undergo special or extended training to improve cixeculbion of

dutics,

LUTY _SPATION:  Peshawar, wilhh minimum of 4 working days « month

in {field.

QUALTELCATE QNS L

The incumbent should be an experienced P&D Rescarch Officer who
ie Lhorouchly Tamiliar with P&D p rocedures/requirements and
governmeat administrative pracedurces.

BXPERLESCL

Severnl years of cxpericnce in working with development

aclhivibion of the I'&D.

BEST AVAILABLE DOCUMENT

/sY



c.

JOB/PERSON _DESCRITION

POSTTION: Agssistant Rescavch utticer (Conteactl)

Grade 17, R=.48,925 + Allowances = R 7,347/month

Researceh OFfticor = SpU/P&D

DU L ES, AT NS PONS TR ELT TIRS:
t. Aunsisis the Rescarah Officer to per form any ol the dutices
and responsibilitics of that Ofticer, when deemed competent

and oopropriate Lo do so,

Ca detailed acsigoments given by the Rescarch Officer.

s

Undvarve special or oxtended training to itmprove cxecution of

dutioen,
DUTY STATION: DPeshawar, wilth am inimum of 4 workims days o wmon t.h
AL A 1 ) Y
in field.

1A BRI . 1 KR SEAREY
GUAL IO N st

1

Masn bors 1 the
Good knowledye of English wriling shills,

Socinl Sciences ov Publice Administratl ion, Computer

it erate,

PUPRR NG
O e vorb o woerk with development net iviticos in vavious projecls
e contract employee of government agenc ies cngoged in

v

Govetopeat

BEST AVAILABLE DOCUMENT



JOB/PERSON DESCRIPTION
POSTTION: Superintendent {Contract )

SALARY S Grade 16, Rs.2,925 + Allowances = Rs . H,0626/month

REDPORTS To: Rescarch Officer, Cuicel - SDU/I&D

.

PUTTES 2N ks PONSTRILILLES

1. Weeps Tides and correspondence in correct order.

2 Allocabes the low of paper work among supporl sentor clerks
and compuber cperators,

on incoming and outgoing correspondence and

3. Mot ban
Ve s eedue b ot of meet ingds,

4 P oarms ol l o assignments given by the Rescarch Officeaer,
Chiod - Shu/baet,

Unieirdo special or extended Lraining to improve excecution of

datien,
DUy el Peshawar
A b TN L

Trained in GONWEP secretariat and correspondence procedures and

SARCE SRR

Sovapral cars ol capericnce working as a Superintendeul in a
CONWED avoncy or department

.

BEST AVAILABLE DOCUMENT
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JOB/ZPERSON DESCHLPUION

PUSITION: Program Otticer (Contract)
SALARY Grade 17, Rs.3,925 + Allowances= ls.7,317/month

RIbeoly oy Rescarch Officer - ShU/P&ED, and Project Manager of
assacned MU

RESPons S LLTIES, Al ses Tss (Lhese are of ficers chavged Lo cach

an liaison belween their assizned project and

progoct, oond o aobing
the sind/usb) .

1, Caiintiin communicsoions with Line agencies ol provincial
T ]l oa nchal 0 oo PMU throuph the Rescaveh Officer -

2 Centen Lho PNMU, oL prujuct diold level, inoamond toving

cnvoditiee or physical progeess situation with

paviicipating Tine agoencies,

3. Amniat o whe ML Ge preparation ol monthly or quarterly
oporbing and o dnooceeihmd Lo tb that such reporting arrives in
Live ol an e Lime s bante

1. i oboaia labost dota ab the SDUSPED on wall charls and

sroaphs showing sbobus of each project in terms ol seclors,

Largaets, capemdituares, eto.

h. Avaic Liee Monilboring Specialist and the Evaluation
S ocabist i Jonsiorinyg ot Mvaluation work at cach

proacot,

6. At thoe PMU oroject level, assislh in any other way that may

e ssarened by boo PHMU Hoanager,

dirnres,
DUTY ST berrs Peshaowags and acsigood PHUs, with mioima of 12

vorkiugg tess oa omonbie in Field.

QUALITI O TIONS Masters in Public Administrabion, Business
Aditinisiration, vr in Lhe Socinl Sciences. Active and with good

knowlodse of Boglish.
AP IR G

Experience ool needed; but willingness Lo learn and travael
conslantly is o vrequirement.

BEST AVAILABLE DOCUMENT
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JOR/PERSON. DESCRIPTLON

POST'IION: Personal Assistant
SALARY: Grade 16, Rs.3,660 + Allowances = Rs.6,361/Month
REPORTS PO Divectar General, SDU/P&D

DUTEES_ AND RESPONSIBLELIT RS

1. Takes all dictation by Dirccecter General.,
2. Doevelops contents of correspondence, memorandn, and noles

Lased on dictalion for veview/oditing/signature by D.G.
3. Maiuiains confidential files aof hoG,
4. Mainlains appointment calendar Foe DG,

. Monitors D.G. meelings, if assigned, and nointaings notes on

meoe b ings,

6. Coord nates D.G. travel plans with appropriate SHhU/P&D
stalf,

7. Porforms whatever other assignments ordered by D.G.
8, Undorugo special or extended Lraining in order Lo better

periovm dutics,

DULY SNy e Pochawar, bubt travel wilh D.G. when assigned.

OUAL DI T peNs

A Lrained Stenographer, tluenbl in English, and preferably

computer tilterate.
VRN
Al Jeant tive years of expericnce as Stonodrapher to grade 19/20

GONWEL Dodiey=level stalf and/or wilh expatriale technical
advisory teams or tn private enberprises.

BEST AVAILABLE DOCUMENT
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JOB/PERSON. DESCREPTION

POSTTITON: Planning/lroject Pesivn Specialist (Contract)
SALARY : Grade 19, Rs.5,770 + Allowances = Ra.1,617/month
REPORTS 10 Dircvcbor General, SDU/P&ED

RESPONS THILITTES AND_DUTIES

(N Sltarl the process of building up base line daln essenlial to
policy Tormulation and project design when detcermining and
intoprating:

k sile selection

* cont.ent.

* beneficiaries/targels
th ccheduliny

¥ staffing of

apricul bural, iofrastructure, irrigation, public health,
communications, cducabtion, power, and soc ial/organizational
inpuls for line agencices within o multi-scclboral project.

2. Wock «~ith the agricualtaral, cnglneering (civil, aud
irrieation), and O&M {com anity organization) spU/PED
specialists in providing technioal assisbance {(or contract
for sanme on g short-tersm basis) to participating line
adencics during project design slages or implementation,
when reguestbed,

3. Worl with the Rescarch Officers ablached Lo the Chief-Shu/pP&D
in contorming all project desipgn to PC-1 standards and
rogui rements .

4. Promobe liaison with all relevant line agencies, reseatrch
organisations training institutions, etc.

oL Assist all stalf in conflict resolution activities where
nevded Lo abttain project. targoets,

6. Work witih the Moniboring and Fvaluation Specialist as well
av Lechnical staff in developing and moniltoring project
purpose indicators for cach scctor ol a project; and in
developiag and apeplying appropriate cvaluation methodulogies
for cach scotor,

7. Write torms of reference, assist in solection, and supervise

indiyidand contractors or consulbtant fivus in porlorming
speci fic Lashs related to (1), (21, and (6) above.

BEST AVAILABLE DOCUMENT
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8. Eneage and participabte with donvr-provided technical
assistance n aclivities related Lo (7) above.

9. Avsiat other technical members of the SDU/P&D staff Lo
devielop and adhere to a quarterisy Work Plan concerning their
ficlds of competency and the foresoing dulies related to

cach, regular reporting on zame, and revision where

neconsary in consultation with the D.G.

10. Participate with the Teaining Officer in vetling domestic
that might usefully provide short-term Lraining
on plaonimt, project desiygn, and/or the technical aspecls ol

opersbions to selectad SDU/PSD and PHMU stat .

insiittutions

11, Undergo special or extended Lraining to iwmprove cxuecution of

dulores,

DUTY STATIOUN:  Peshawar, with minimum of 8 working days & month

in Cield.
GUALTEFTCATTONS ¢

A degree in Developmenl Administration or Kconomics with post-
gradunle training in disciplines such as: technical requirements
of area plonning, baseline data development, economic analysis,

b,
Y
i

LR I
1\:1 .

EXPD
AL lease 10 years of experience in planning economic analysis or
project desiygn work lor national or provincial agencies,
intornational donors, or consultant firms providing technical
assistance Lo development projects.

BEST AVAILABLE DOCUMENT
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JOB/PERSON DESCRLPTION

POSITION: Rescarch Officer (Conbtract)

SALARY: Grade 17, Rs.3,920 + Allowances = Rs.7,347/month

RIEPORTS IOy Planning/Project Design Specialist, Shu/pP&b

FESPONSTRLLITTRES AND DUTLES:

i, Handles all correspondence, data, reports, developed by the
Planning/Project Desipn Specialist, the Agricultural
Specianlist, the lrrigation Engincer, the Civil Engincer, and
the: OaM Specialist. Conforms these to GONWEDP standards,

2. Coordinales development of terms of relerence on
consul Lants, contractors, wilth Chicef-sDU/P&D and the

Contracting Officer,

g, Maintaing liaison between Lhe members ol the L cchnical cadre
and Lhe Project Approval Commilice (or District Coordination
Committees) as well as the Project Review Boards (Project

stecering Comaitbtee).

4. Develops dala bases for each project area drawing on sources
outside the SDU/P&D capabilities, (eg. Socio-Leconomic
Profites, ele) and operates systews designed to improve
dinta-holding over time.

brovides staff support for members of technical cadre as

5
L]
they review annmal worl plans tfrom a technical point of
view,

6. Assists in ensuring SbU/P&D technical cadre participation
with other SDU/PMU staff on planning, project design,
implementation, monitoring, and cvaluation acltivities.

7. Farilitates cooperation of Lochnical cadre with Monitoring
Spociatist and Eveluation Speci alist,

&, Undorpde special or extended Lratning to improve execution of

it o,

DUTY STATTuN:  Peshawar, with mindimum of 4 working days a month

in Ciel:d.

QUALYIFTUATTIONS ¢ A Mastors in Public Administralion. Computer

literate.,  Good knowledge of Fnglish would be useful.

BEST AVAILABLE DOCUMENT
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EXPERIENCI
Previous experience in government as a research officer and,
hence, familiarity with government procedures/requiremenls would
be usceful. However, of greater importance, would be interest in

the deveiopment process; and ability to understeand Lhe technical
needs ol integrated mulbti-sectoral development.

BEST AVAILABLE DOCUMENT

b


http:great.er
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JOB/PERSON DESCRIPTION

POSITION: Agricultural Specialisl (Contract)
SALARY @ Grade 19, Rs.5,770 + Allowancess= Rs.14,617/month
REPORTS 'TO: Planning/Project Design Specialist, SDU/P&D

RIESPONSIBILITIES AND DUTIES:

1. Working with the Planning/Project Design Specialist
develop/apply planning as well as project design criteria
and data to determine and integrate:

site selection,
content
beneficiaries/targets
scheduling,

staffing of

agricultural inputs for line agencies (extension, research,
animal husbandry, forestry, etc.) within a multi-sectoral

project .

2. Provide technical assistance (or contract for same on short-
term basis) to participating agricultural line agencies
during project design stages or implementations, when
requested.

3. Liaison with all relevant line agencies, rescarch
organizations, training institutions, etc.

4. Assist in conflict resolution where needed to atlain project
targets.

5. Assisl the Monitoring Specialist in developing and
monitoring indicators {eg. project purpose level) for
agricul tural programming.

6. Menitor performance of participating agricultural line
agencies

7. Assisl the Evaluation Specialist in developing and applying
appropriate evaluation methodologies for agricultural
programming,

8. Write terms of reference, assist in selection, and supervise

individual contractors or consultant firms in perflormning
specific tasks related to (1), (2), (6), (6) and (7) above.

BEST AVAILABLE DOCUMENT
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Engage and participate with donor-provided technical

in activities related to (8) above.

4o

assistance
10. Develop and adhere to a quarterly Work Plan containing all

of Lhe toregoing duties, report regularly on same, and
revise in consultation with D.G. and Planning/Project Design

Specialisl.

11. Undergo special or extended training Lo improve execution of

dutices.

DUTY_STATIQON: Peshawar, wilh minimum of 10 working days a month

QUALIITCATIONS :

A deygrcee in Agriculture or closely related subject. Post
graduate study in Agricultural Economics Extension, Management or

rural development.

EXPERTENCE:

Al least 10 years post-graduate experience of agricultural
development in developing countries. Experience of agricultural
extension, sub-tropical and high altitude agriculture is
essential, including orchard fruit and livestock production. A
knowledge of computer operalion, land use planning and
environmental issues would be helpful. English, Urdu/Pushto

language competeuncy essentlial.

BEST AVAILABLE DOCUMENT
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JOB/PERSON DESCRiIPTION

POSITION: Irrigation Enginecr (Contract)
SALARY: Grade 19, Rs.5,770 + Allowances= Rs.14,617/month
REPORTS. 101 Planning/Project Design Specialist, SDU/P&b

RESPONSIBILITIES AND DUTLES

1. Working with the Planning/Project Design Specialist
develop/apply planning as well as project design criteria
and data to determine and integrate:

site selection
content
beneficiaries/targets
scheduling

stalffing of

irrigation and publlb health water supply inputs for
relevant line sgencies within a multi-sectoral project.

2. Provide technical assistance (or contract for same on short-
term basis) to participating Jine agencies during project
design stages or implementation, when requested.

3. Liaison with all relevant line agencies, research
organizatltions, training institutions, etc.

4, Assicl in conflict resolution when needed to attain project
Largels.
Assist the Monitoring Specialist in developing and

monitoring indicators (eg. project purpose level) for
irrigation and public health water supply programming.

(4]

Monitor performance of participaling irrigation and public
health water supply line agencies.

o

7. Assisl Lhe Evaluation Specialist in developing and applying
appropriate evaluation mcthodologies for irrigation and
public health water supply programming.

8. Write terms of reference, assist in selection, and supervise
individual contractors or consultant firms in performing

specitic tasks related to (1), (2), (5), (6} and (7) above.

9. Engage and participate with donor-provided technical
assistance in activities related to (8) above.

BEST AVAILABLE DOCUMENT
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10. Develop and adhere to a guarterly Work Plan containing all
ol the foregoing duties, report regularly on samc, and
revise in consultation wilh D.G. and Planning/Projcect Design

Spccialist,

11.- Undergo special or extended Lraining to improve exceulion of
Juties.

DUTY STATION: Peshawar with minimum of 10 working days a wmonth
in theld.

QUALLEFTCATIONS &

A degree in Water and Irrigation Engineering or a degree in Civil
Engincering with a post graduate qualification in irrigation.
Registered professional engineer.

EXPFRIENCE:

Ten years f(icld experience in the design, planning and operat.ion
o' irrigation projects, both large and small scale, togcther with
waler supply projects.,

Faniliarisabion with the planning and implementation processes of
GOP i3 required.

Familiarization with the NWFP Logelher with (luency in English,
Pushto and Urdu is essential. Must demonstrate Lhe ability to
communicate with functionaries at all levels and have the ability
Lo manage and motivale staff.

BEST AVAILABLE DOCUMENT

m
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JOB/PERSON _DESCRLPTION

POS1TION:. Civil Engincer (Contract)
SALARY ¢ Grade 19, Ru.5H,770 + Allowunces = Ra. 14,617
REPORTS TO: Planning/Project besign Special ist, SbU/P&b

RESPONS [BIL IS _AND _DUTLES:

1. Worhing with the Planning/Project Design Specialist
develop/apply planning as well as project design criteria
and data to detoermine and integrate:

site seleclion,
content.,
beneficiaries/targets,
scheduling,

statfing of

* K R E

civil engineering inpuls for line agencies (roads,
buildings, bridges) within a multi-sectoral project.

2. Provide technical assistance (or contractl for same on short-
term basis) to participating engineering-based line agencies
during project design stages or implementation, when

requested,

3. Participate in regular reviews ol Government of Pakistan

approved endineering design, specifications, and required

documentat.ion.

4, Liaison with all relevant linc agencies, research
organizaltions, training institutions, etc.

5. Assist in conflict resolution where needed to attain project
targets.

6. Assist the Monitoring Specialist in developing and
monitoring indicators (eg. project purpose level) for

engineering programning.

7. Monitoring performance of participating ecngineering-based
agencies, (eg. C&W, etce.).

8. Assistl the Evaluation Specialist in developing and applying
appropriale cvaluation methodologices for chngineering-based
proguranning.

BEST AVAILABLE DOCUMENT

Al



9. Write Lerms of reference, assist in sclection, and supcervise

individual contractors or consultant firms in performing
specitic Lasks related to (1), (2), (6), (7) and (8) above.

10. PEngage and participale with donor-provided technical
assistance in aclivities related to (9) above.

11. Dbevelop and adhere Lo a quarterly Worlk Plan containing all
of loregoing duties, recport regularly on same, and revise in
consullation with D.G. and I'l anning/Project Design
Specialist.

12. Undergo special or extended training Lo improve execulion of
dutics.

DUTY STATION:  Peshawar, with & minimum of 10 working days a

month in field.

QUALTFTCATIONS

A degree in Civil Enginceering. Registcred Professional Engineer
of Pakistan or other recognisced professional body.

EXPERTENGI:

Minimum of 10 years post qualifyinyg experience as a civil
in the design and construction of public works,

cngineer
electrification and building construction.

cupecially roads,

Should have an intimate knowledge of the Governmenl of Pakistan
departments involved in civil works. Other experience should
include project supervision and monitorving, report writing and
knowledge of computer applications tor design, planning and
monitoring. Must be able and willing Lo undertake extensive
field trips and have displayed a proven ability to communicate at
all levels and Lo manage and motivate people. Fluency in
English, Pushto and Urdu essential.

BEST AVAILABLE DOCUMENT

(6§



JOB/PKRSON DESCRIPTION

POSITION: Organization and Mctlhods Specialist (O&M, with
commnunity organizal.ion background) (Cont,ruct)

SALARY @ Grade 18, Rs.4,660 + Al lowances= Rs.11,747/month

REPORTS _TO: Planning/Project Design Specialist, SDhU/DP&D

AD_DUTIES:

1. Working with the Planning/Project Design Specialist

dovelop/apply planning as well as project design criteria
and data to determinc and integrate:

site selection
content
beneficiaries/targets
scheduling

staffing of

X H K K

community and local organjzaLjona] development. as well as
inputs within a multi-sectoral project.

Provide social science and O&M specialized assistance (or
contract for same on & short-term basis) Lo specialized
agencies ov participating line agencies {Local Government
and Rural Development.) during project design stages or
implementation, if requested.

oo

3. Lianison with all relevant line agencices, research
organizations, oLher organizations specializing in village
institutional development, Lraining institutions, etc.

4., Assist in conflict resolulion werc needed to attain project
targets.
h. Assist the Monitoring Specinlist in developing and

monitoring indicators (eg. project purposc level) for
village institutional development and project parLicipation.

6. Monitor performance of relevant participating line agencies
or specialized agencies (eg. Agha Khan Rural Support
Program) .

7. Assist the Evaluation Specialist in developing and applying

appropriate evaluation methodologies for village
institutional development and participalion programning.

BEST AVAILABLE DOCUMENT

[
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8. Write terms of relerence, assist in selection, and supervise
individual conlractors or consultant firms in perlorming

specilic tasks related to (1), (2), (6) (6) and (7) above.

9. Fngapie and participale with donor-provided technical
assistance in activities rotated Lo (8) above.

10. Develep and adhere Looa quarterly Work Plan containing all
of the foregoing duties, report regularly onosame, and
rovise in consultation wilth D.G. and Plannimi/Project bes LETi

Specinlist,

11, Underge special or extonded Lraining Lo improve cxecnlion of

dutie:s,

PUTY STAT DN Poshawar, wiblh minimum o 12 working days a mon th
in iiedd,
QUATL TFLOATTONS &

A sraduatoe degree in the Seocial Sciuvnce and tLraining in
Ovdnnizing ton and Melhods in the public administration context.
Speciabiaed ! painimgt in rural soviolody aml social ordanization
wonald b odesirables  Fluent in Pushto and abiliby in kaaglish,

FNPER LENCE:

.Hv('\."'n'u With willage-oriented institulional developmenl progiaihs,
and/or within Lhose sec Liens ol Lhe Low :11 Government and Rural
e e r)[n.:t-n(, specialized on vrgan iaalions and Methods. Severil
v d v ed tielda Cuillage) expericnee within the MHorthwest

Vot el preferad I ?'!‘wal ‘\.11'.15 would be desieable.

BEST AVAILABLE DOCUMENT



JOB/PERSON DESCRIPTION

Monitoring Spcecialist (Contractl)

POSITION:
SALARY ! Grade 19, Rz 5,770 + Allowances = Rs.Lld,617/month
REPORTS TO: Dircelor General, Shu/p&b

RESPONS TRILETERS AND DUT RS ¢

b

6.

~

Worhing with all members of s tafl Shu/pPabd and PHU
dovelopZapply methodolopgios of moni Loring that wiltl: (build
in, if possible, at PC-I dosion stape)

& detect carly variance from PO and Annual Work Plan
tardgel s,

¥ note Lechnical detfects in pertoruance by line agencies,

+ cateh expenditure or fundims Flow problems in the carly

slagoes,
¥ conbinuous!ly cxierine PMU poer formance/probloems,

i wavs thal promote corly sipgnal and remedy of di Fficulties

iy operat ions.

Develop and eapeciment with various monitoring methodologies
related Lo measuring indications of progress.  These might

inelude development and test ol the USALTD project purpose
Teved indicators systboen applicd to scectoral inputs and/or
de cvrement of dntegeation pracd icens in planning, project

i b, andd implementation.

monitoring assistance (or conbract for same ol i

Provide
bausiag Lo sarbicipoting line agoencies dl“"ill{
i & -

shorb-cerm
paplonentation, @l poquestood,

Sl el Planping voenue seel Lo Luild in

‘lxllt"l’.;}\
peethedobonties and quarterly reporting system on

Hieen LGl [S93

rooaulta for cach project,

Aaist in o contlict resolution where needed to attain project

Fopeostramme O ieers and project-

Coordinate the woris ol
cooed tned Mond Loring Speeiad ot (including training ol same)

so Lnol, they boath offectively Apply Lhe monitorimg

methodotonies acoplod and pees Pde constanl fecd-Lack on

problonn chicount crod, uibibity of approcch, cele.

BEST AVAILABLE DOCUMENT

(11
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7. Develop monitoring indicators that may be of use Lo the
Fvaluation Spevialist in designing and applying appropriate
evaluation methodologies.

8. Write Lerms of reference, assist in seleclion, and supervise
individunl contractors or consultant firms in performing
specitice tasks relatoed to (L), (2), (3) and (7} above.

all

u. bevelop and adhere to o n quarterly Work Plan containing
af the lforcroeing duties, report regularly on same, and
revise in consultation with the D.G.

10,  Underoo special or extended Lraining Lo improve execulion of

dut pes,
PUHTY »TATTOND
Peshavne, with minimum of 12 working days o month in ticld
QUAL TFTCATTONS ¢

M.A. in the Social Science, Feonomics or S tatisbic:s, Computer

literato.  Good command of FEnglish language as well as Urdu and

PR RN

Fiold expericnce as a monitor in development projects would he

prefereed,

BEST AVAILABLE DOCUMENT
[T



PO

‘J“

SALARY D Grade

]

1ON Research Officer {Contract)

17, Rs.3,926 + A l1lowances = Rs.T, 447 /month

REPORTS _TO: Monitoring Specialist, S/ P&b

HEﬁVUNSLHJLJTJHSAﬁND.DUTlESE

8.

Handles all correspondence, data, veports, deve Loped by Lhe
Monitoring Specialisth. Contorms Lhese to GOMWIT slandards.

Coordinates devetopment of Lerms ol relerenoce on
copoit Lonle, cunbraciors for moniboring, witl wnaed spb/Pab

and bhe Controaoting Oflicer.

Maintaing licison belweoen Lhe Monitocing Hpoed! dist, Prograw
Ot e, and _L_»l‘\.)J(‘('_.‘.l.““?',:‘».‘%ig’;]')(..'d Mond Loces and e Vio et
Appcovel Comied Lhews Lo Diatrio Coordination ol ctec)oas
wiolboas the Dragect Poview Booaids (Project Sluee tig]

ottt Lot

Devetons o supportive monitocims Format, that s
compnter tand 11 feasible, for each monitoring wethodology

Sdeptoed.

Ans sl Mondtorimd Spoed ialisl in reporting, per iodically, on

moini toring resalts and distribotion of same to concerned

porionian and soencies.,

Dros ides staflt sapport Lu the doniboring Specialish as
aniiad o work plans are revicowed ffrom 2 moniltoriag content

paint ol view.
As inbs inoensuringg Monitorind Spocialist p;u'l,ir‘:i;::xl,flﬂn vith
Dl shu/bel end PHU wtalt on planning, projocst dosdpn,

Pl cmen o bian, and cveluab ionr acl ivibies.

Vitehen coordinatiou Do Lweon Monitoring Specialbist and

ffoe

Featualion spevial tet .

Uede oo special o extomded Lraining to fmprove execubion of

Y v

Peshawar, wilh minimun of 4 working days a wmonth in {iceld.

BEST AVAILABLE DOCUMENT
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QUALTFLCATTONS

A Maslers in Public Adm inisLration. Cowmputer literate. Good

knowledee of English would be useful and strong abilities 1n

wri Lteon compunicat.ion,

ESPRRENGE:

Came slatemont as in case of Research Officer supporling

Planning/Project Design Specialist applies.

BEST AVAILABLE DOCUMENT

(7t



JOB/PFERSON l)_E;t_‘v_(_l':‘[*_l’_LP’l']_Q_M
POSTITION: Evaiuation Specialist {Contract)
SALARY & Grade 19, Rs.5,770 + Allowances = Rs.14,617/month
REPORTS. 1O Director General, SDU/P&D

RESPONS LBILETLES AND DUFIES:

1.

6.

Working with all members of slafl SbU/P&D and PMU
develop/apply melLthodologies of evaluation that will: (build
in, il possible at PC-1 design stage)

* measure performance against Largels,

* examine defects in planning, supervision, and
implementaltion,

¥ measure, Lo the exlent pussible, impact upon
beneficiaries,

* examine institutional change or growth where relevant,

* assess sustainability of project interventions, and
(where relevant)

* delermine the probable effects of the project on

providing viable cconomic alternatives to poppy
production in the arca.

Develop and cxperiment with various cvaluatltion vethodologies
Lhat arc best adapted to the operating conditions ufl Lhe
projects (dispersed arcas, line agencies, multiple scctors,

cled).

PThrough Lhe Annual Planning venue scek Lo build in
ovaluation mcthodolodgices for periodic use within projects.

soist in conilict resolution whoere needed to attain project

targets,

Coordinalbe the work of Program Oflicers and project-assigned
Moniloring Specialists {including Lraining of same) so that
they can assislt in applying cvaluation methodologies.

writ Lerms of refoerecuce, Ausiot in selection, and supervise
individual contractors or consultant Firms in performing
specific Lashks relabted to (1), and (2) above.

Develop and adhere to a quarterly wWork Plau containing all

of Lhe [lecregoing duties, report regularly on same, and
revise in constltation with the DLG.

BEST AVAILAELE DOCUMENT

75
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i

8. Undergo special or exbonded training to improve execulion of

dutices.

DUTY STATION:
Poshawnr, wibth minimum ot 10 working days a wmonth in ficld.

QUAL L ECATTONS

MLoA. in the Social Sciences, Feonomics, or Statistics. Computer

Titerate.,  uood command of English lLanguage as well as Updu and

Pushto.
R T W DT T

Proviosns work with o developaenl agency or projecl concerning

evolunt ton would be preferred,

BEST AVAILABLE DOCUMENT

(e



JO/ PR SO DS el LT LN

POS T LON: Evaluabion Assistant (Contracl )
SaloAaly Grade 17, KRs.3,920 ¢ allowances = Re.7,347/wonth
DEEORTS PO Fvaluabion Specialish, Shu/pPe&h

REAPONS IR L ETIES AND DUTTES:

1. Asaints Lhe Bvaluation Specialist Lo pertorm any of the
Jut e and responsibilities of thal Specialist, when decned
competent and appropriate to Jooson.

asmsidnment s given by tLhe Dvaluation

A

3 Pweethes devist Lo

Spovc bt

3. Asoiain in coordinating correospondence, developing veports,
ete. pencrated by the aclivitics of the Evaluation

Specialisth.

linison lfor Fvaluatico spec falist wilh all
fhe sDUZPabh/PMU shracture and members

4 Prowid
concosnod elemenls of
of sital .

Do Peady Lo undergo short-toerm and more advanced Lraining in
cvaluation,

DUTY 2 TATTONT

Peshawor, wilh o minimon ol 10 working days in ficld each wmonth,

QUAL LTI MTTONS
Masbers in the Social Boiences, Computer literate. Good

Lnowle i of Fnglish wrihing skilis,

DRI D T O Y

v i ons work With sovernment or forcign development agencies

vould be preferred.

BEST AVAILABLE DOCUMENT
| 111
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JORZPERSOQN DESCRLPTTON

POSTTION: Contract Officer {Contract )

SALARY Grade 19, HEs.5,770 ¢+ Mlowances = Rs.14,617/month
RIPORTS U0 Chict - sbu/iah

RESPONS EV LD DT UES _AND DUTTES

[ installs systems of indivi duatl conlract negoltialion,
solection, review, and termination for all conlrac t.
cupluyees ol Lhe Shu/p&n.

2. With o viewh to specinl GONWEE pol iey-direclion on

i

! copvices Drow consul tant Sorms and droaps,

Cont coeting oo
dev e lops systows for cutablishing Scopes ol Work,

hid wolection, contiracl aecobiabion, conlract
cvaand, contract payment, and termination.  These are to be
utilivzed by the Sbu/pPed vhen Geeling Lecimical sorviees {rom
3 rms ane. Sroups for specific activibies and in

advoeriysing,

consint Lant
deefiaed Lime periodds,

3. Wilh oo owvivw to o specaad GONWE policy-direction on
conliseling develop o osyston of “ohen needed and available®
pane e ol ndividual Paliistani as owaell Fakistani consultant
corvices Divms Lo be engaged onon twhon needed! bagsis for
apeoiiie tasks at varying Uime intervals.

g, Peveicop amd mainbain systoems for monitboring all conlbract
per formanes under conurachs Tel by Lhe shu/Pab.

. oview PHU practices on cont racting and provide advice on
needed improved practices,

6. Underyge special or cxitended Lraining Lo improve exccution of

dut e,

puTy sTATTON

Veshawar, «iLh minimum of 2 working day a month in field.

GUALTI AT IONS

Degreo i Lav and/oe Masters in Musiness Aadministration wi t.h

pecialibaation in contract law and praclice.

AL Joeast O years of expericnee wilh GONWIFD agtency as a conbracls

speciaiist,
BEST AVAILABLE DOCUMENT
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JOB/PERSON DESCRTTION

POSTTION: Training Officer. (Contractl)
SALANT Grade 18, Lu.,660 ¢ allowances = Rs.11,747/month
wisaorts cto Dircctor Geueral, SLU/Pab

RESPONST2 LTS AND_ DU LES

1. Review and/or prepare job descriplions for a 11 posts and
ana lyzes the skills requirements,

z Heviews the manpower redquivemcnts of all projects.

d. Conducls skills-gap analysis exercises and identifies

training requircements,

4. Identify sources of Lraining to fulfill requirements,

5. Bvaluante institutions identificed as able to provide the
required Lraining.

. Linise with donors and co-ovdinate funding to malch training
plans,

7. Prepare detailed training plans and schedules Tor each
project. and co-ordinate these between projects where
!)\J:;.l_it\](?-

RN Anv ubher duty, within the copabilities of Lhe incumbent, as
o1 eed br Lne Director Geneval,

9. Undergo specisl or extended training Lo improve cxeculion of

ehai 1o,
GUAL TP TONS

Do e in sducation with post oradoate studies in cducalion

mevutoncond . Computer literate.

FX DRI

Al lenut, five years expericence of Lhe management o £ training
proptiumnes n developing Pakistan s cssantblale Must have
cocellent communication skills amd Lhe ability Lo deal wilbh

poople aboal b levaels.,

BEST AVAILABLE DOCUMENT
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JOB/PERSON _DFSCRIPTION

POSITION: Administrator. (Contract)
SALARY D Grade 19, Ra.5,770 4 Allowances = R 14,617 /7month
REPORTS PO Chiet - Sbhu/bsp

RisS PO B LUTIES AND DUTTES &

1. Completion of monthly expondtture statements {UNFDAC) .
2. QGuirterly Disbursement Reports.

J. Heconceiliation ot UNRY advance Report.

d. Submiesion of QFHs, PRRs.

5. Adminislration ol PLA.

6. Adrinistrative malters about contract staff.

7. Supeirvision of ol ficve manayoemoent..

a4, Vehioles management,

9. Recruitment of staff for Projects.

10, Dirteclives of Prime Minister, Chief Minister, Governor.

1. Complainto.
12. Monitoring/inspection, inventories, cquipment in Phils.

13, Underyoe special or extended training to improve exccution of

dutl tea.

DUTY STATIGN:  Peshawar, with min e t of 4 days per month in
ficid.

PERSONAL  REQUIRIEMENTS The incumbent should be an experienced

adminislrator,
QUALLETCATTONS Post Graduate from a recognized university.
O EI LR RSO

Miniwum o yvears expericncee of working as administrator in
Governmen . Departments.

BEST AVAILABLE DOCUMENT



JOB/PERSON DESCRITTLON

POSTTTIOMN: Financial Analyst {(Contract)
SAanARY: Grade 19, Ra.5,770 1 Alloswances = Rs. 14,617 /month
REPORTS PO Chief = sShU/ZpsD

RS PONS T L LTS AND DU RS
1. Financial report (ADP) review cte.

Monitoring and auditimg of financial reports of various

projects.

RN fnenction of accounts of praojecls,
4 Troain accounts officers in PHUS,
o, Underdo special ar extended training to improve excculion of

dutios.

bury Srattion: Peshawar, with minimum of 4 working days a month

pa field.

PRIGONSTT REGUTREMIENTS ;

T ineumlnnt shonld be an expericnced financial expert who is

shit

Foami Loy with government accounting and audi t.ing svstem,

Gl et edd sceeountant/1CMA/Master bodgroee in Commerce/feonomics or

SL.A.o Accountant.

BN PRI NG

(i) Minimam 5 years cxpericnce of working in Projects in the
o of chartered accountant/M.Com/M.A EFconomics.

(ii) Minimam 15 years experience of work ing in Government

Depariment in BPS 17 in the casce of S.AWS accountant.

BEST AVAILABLE DOCUMENT
/Yl
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iQE/PEBSQNWDESCR}PTLQE

POSITION: Budgel Analyst. (ConbLract)

SALARY ¢ Grade 19, Rs 0,770 4 Al lowances = Rs.l 4,617/wonth

PEIPORTS TO: Chief, SDU/P&D
RESPONS 11 1L UTTES AND DUTTES

1. Processing ol financial information generated by Lhe PMUs.

Proparation of financial statemenls on the various MU
aclivities.
3. Rudget anal ysis and control.

1. Monitoring of cash flows and foreccasting future financial

requitements.
h. Tra.p accounts of ficers in PMUs.

6. Undervo special or extended training to improve execulion of

dulties,

DUTY. STATION: Peshawar, with minimum ol 4 days per month in
field.

DERSONNEL REQUTREMENTS &

The incuwabent should be an expericnced firancial controller.
QUALIFFTCATTONS:

Chartoered wccountant/ ICMA/Master Degree in Commerce/Economics or

$.A.S Accountant.,

EXPRRLIENCI:

(i) Minimum O yecars experience of working in projects in the
case of Chartered Accountm'xl,/M.(:om/M.A leonomics.

(ii) Minimum 1H yecars experience of working in Government

Depavtment in BPS 17 in Lhe casce ol S.A.S accountant.

BEST AVAILABLE DOCUMENT

[17-
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JOR/ PERSON_ DIFSCRIETION

POSTTION: Accounls Officer (Contract)
SALARY: Grade 17, Hs.3,9206 4 Allowances = Ns.7,347/month
REPORTS 10O Chicf - SDU/P&D

RESPONS 113! LLTLES AND_DUTLES:

1. Financial report (ADP review cto)

2 Monitoriug and auditing of financial reports of various
projects,

3. Inspection of accounts of projects in PMUs.

4. Prain anccounts officers in PHU: .

5. Undergo special or cxbLended training to improve ¢xccution of
dut.ics.

DULY _STATION: Peshawar, with minimum of days per month in

field,

PERSONNEL REQUIREMENTS :

The incumbent should be an experienced financial expert who is
familiar with government accounting and auditing systoew.

QUAL LI CATTONS
Master Depree in Commerce/keconomics or S.A.S Accountant.

EXPERTENGE:

(1) Minlwum 5 years expuericnee ol working in Projects in Lhe
casce M.Com/M.A Fconomios.

(11) Mintmum 'O yvears expericnee of working in Governmenl
Depictment in Lhe case ol S.A.8 accountant.

BEST AVAILABLE DOCUMENT
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ANNEX 10-k

1. Suggested Budget Minimzl Core Ctaffing
(Grade :¢ 2ni Above, ° Yearrs, Fer ARrnnum)

Staff Grade lNos Pay Conveyarce Mediczl Houce Cersretleriat T.h.

Allcwance :llowance Fent Aliowance *x
Director Generzl 20 1 £1,3<0C 3,0€0 2,000 €C,00C 4,5 2,122 16,272 50,000

2,400

Chief . 3 i 69,240 2,660 3,G6060 z1,20¢C - 1,452 13,248 30,000
mesearch Officer b} 1 55,920 2,660 3,000 21,200 - 1,452 11,184 15,0900

Personal AssT. 16 i 25,100 3,660 2,000 16,000 - 722 7,020 -
rlanning Specialist 16 1 69,24C 3,6€6C 2,000 31,200 - 1,452 13,848 40,000
Agriculture Specialist 19 he €9,240 3,640 2,000 31,200 - 1,452 123 ,E4¢ 40,000
Enzineer b i 69,240 2,560 3,000 31,200 - 1,452 3,848 40,00C
Q&M Specizlist 18 1 85,290 2,760 3,000 21,200 - 1,452 11,184 40,000
Moaitor Specialist 19 1 69,240 3,660 3,000 21,200 - 1,452 iz,842 40,000
Finencial Analyst 19 1 69,240 3,660 2,000 31,200 - 2,452 13,€a8 40,00C
Budget Analyst i9 1 69,240 3,660 3,000 31,200 - 1,452 12,648 40,000
Administrator 15 1 69,240 3,660 3,000 21,200 - 1,452 12,84¢E 40,060
Centract Ofificer 19 i 69,240 3,660 3,C0Q0 31,200 - 1,452 12,248 20,000

rémin. Asst. TALAE ¢ 12 1 24,120 2,660 60¢ 14,04C - £04 4,824 -

Computer Operatcrs i2 S 120,600 18,300 3,020 70,200 - 2,52C 25,120 -

Accounts Acsst. 11 1 21,660 3,660 600 14,040 - L) £,€32 -

Senior Clerks 7 7 115,080 12,600 4,200 €5,520 - 2,192 23,016 -

Drivers 4 8 107,040 7,296 4,800 29,184 - 2,376 22,408 -

Telephcone Operator 5 i 14,400 1,800 600 6,240 - 296 2,880 -

Naid Qasicd 1 4 41,280 3,648 2,400 12,960 - 1,152 2,25%¢ -

Chowkidar 1 2 20,640 1,824 1,200 6,480 - £7¢ 4,122 -

Sweeper 1 1 10,320 912 €00 3,240 - 288 2,064 -

Gardner i 1 10,220 912 600 3,240 - 288 2,064 -

44 Rs.

Corbined Total:®Rs

@ %s.21.74/U.8.8%:

x+ TR Total: Rs. 435,000 ox
Uus § 20,009

BEST AVAILABLE DOCURENT

Total
ray Allowances
21,360 142,244
59,24 83,160
55,520 €5,49¢
35,100 32,412
69,240 ¢3,160
69,240 83,160
€9,240 3,160
£5,260 30,466
€G6,240 c2,1€0
69,240 c2,1¢e0
69,240C 23,160
69,240 22,2408
€9,2490 73,160
24,120 22,€28
126,€00 128,140
21,9¢€0 23,3EC
115%,CE0 i08,8%¢
107,040 65,64
14,400 1,¢1¢%
41,2€0 ~2,41€
20,6402 14,2z30¢
10,329 7,104
19,320 7.104
1,336,590 1,547,184

2,€83,774 or
132,642 /yr



LHNNEX 10-A

Staff Grade Nos Pay Cerveyanco Medical truse Enterta:ir. Index- Secretariat T.A. Totzl
Al . hllcw fent ~llowancs  ation Allowance *x Tay kilowznces
direcztor General 20 b 21,3¢C ,EEC 2,300 ¢0,000 4,800 2,312 16,272 50,000 21,380 152,244
2,400
chief 19 bl €6,24 3,80 2,00 31,260 - 1,452 13,848 30,000 €0 ,24GC £3,160
fesearch Qff:icer xe be £5,920 2,660 3,020 51,200 - 1,452 11,184 15,000 5,520 €5,4¢¢
Asst. Research Cfficer 17 3 241,300 10,98¢C 2,000 72,000 - 2,952 28,260 45,000 141,200 168,192
Personal Asst. 16 i 35,100 3,€60 3,000 8,800 - 732 7,020 - 5,100 22,412
Planning Zpecialicst 19 1 €9,240 3,660 3,00u 21,200 ~ 1,452 13,848 40,000 69,240 83,1¢3
Agriculture Specialist 19 bl 69,240 3,6¢€0 3,080 51,200 - 1,452 13,848 40,000 69,240 82,160
Zivil Eagineer 19 1 69,240 3,6€0 3,200 21,200 - 1,452 13,848 40,000 €9,240 63,150
Mocnitor Specialict 19 1 €9,240 3.€5¢C 7,000 31,200 - 1,452 13,848 40,000 €9,24¢C 92,169
financial Enalyst 10 1 €9,240 3,€60 2,000 31,200 - 1,452 i3,84¢ 40,000 62,240 ¢3,1€0
gudget Znalyst 19 1 69,240 2,660 2,CC0 21,200 - 1,452 13,848 40,000 €3,240 ¢2,160
Eveluation Specialist 19 1 69,240 2,6€C 2,000 31,200 - 1,452 13,848 40,000 69,240 €2,.60
hdministratcer 15 1 €9,2z40 JL,ECO 2,000 ,200 - 1,482 13,848 40,C00 £g,240 93,1606
Contract Gfficer 19 i €9,240 3,860 2,0¢C9 21,200 - 1.45:; 13,84¢ 40,000 69,240 3,180
Training Cfficer 18 z £5,250 3,EL0 2,GCo 31,209 - 1,450 11,184 20,000 55,290 70,496
tccounts Officer 17 b 47,100 3,E€N Z,C00 24,000 - 934 9,42 10,000 47,100 51,064
ruditer 11 : 21,960 3,560 £00 14,040 - 456 4,622 - 21,9%€0 23,2¢
Superintendent i5 b 35,100 2,650 2,000 18,000 - . 72 7,020 - 35,1C0 22,412
Computer Crerators 22 5 120,600 18,300 3,000 70,200 - ©2,52 24,120 - 120,607 118,240
ACcounts Asct. 21 i 21,960 Z,€€0 [ 3y 14,040 - -3 3,632 - 21,5¢0 2,388
Senicr Clerks 7 3 43,22 5,00 1.t00 282,08¢C - 1,368 9,864 - 49,220 46,512
Reccri Keeper : 1 14,400 1,&C0 600 €,240 - 39¢€ 2,880 - 14,4G0 11,916
Drivers 4 S 12C,420 e, 20¢E £,400 22,832 - 3,34 24,084 - 120,420 72,872
Telephcne Cparator 5 1 15,400 1,800 £G0 €,240 - 356 2,880 - 14,400 11,91¢
Nelb Qasid 1 5 51,6090 4,560 3,207 16,2C0 - 1,44 10,320 - £i,€0¢C 25,52
Chowkidar 1 z 20,640 1,824 2,200 6,480 - 57¢ 4,128 - 20,840 14,2C2
Sweeper 1 i 16,320 912 £00 3,240 - Z28 2,064 - 1C,32¢C 7.104
Geriner 1 i iC,3z¢ 212 €00 5,240 - 268 2,084 - 10,22 7.104
43 1,899,310 i,eB€,684
x* TA Tctal: Rs. £30,00C or Combined Total: Rs. 3,456,494 o~
Us $ 24,375 €Rs.21.74/G.8. & : 158,992
) BEST AVAILABLE DOCUMENT
—



ctatf rade Nos Pay Conveyance Medicel House Intertein. Index- Secretariat T.A. Toteal
Ellcwance Allowance FRent Allowance  ation Lilgwance xx ray rllowances
Cirectocr Ceneral 20 1,250 3,660 3.C00 60,0090 , 860 2,112 1€,272 50,000 81,360 142,244

2,40u
Chief 9 1 £€9,240 3,€¢0 2,0¢0 21,200 - 1,452 12,848 30,000 £9,240 23,160
Research Of{icer 18 1 --,’Zu 3,667 3,000 21,200 - 1,452 11,184 15,000 55,920 65,4%¢C
Asst. nese=rch Oificer 17 4 188 .4030 14,640 12,000 96, 00 - 3,935 27,680 60,000 188,400 224,256
Persc nal Ascst. 16 1 35,1090 3,660 3,000 18,000 - 722 7.C20 - 35,100 22,412
lanning Specialist 1% 1 65,240 2,E€0 2.0¢¢0 21,260 - 1,432 13,848 40,000 €5,240 52,160
n,r iculture Specializt 19 1 53,24C 2,560 2,C00 21,200 - 1,452 12,848 40,000 69,240 53,160
* Enginesr 15 1 83,24¢C I,€60 2,400 21,200 - 1,452 12,848 40,000 €9,240 @3,1€C
O&M Specialist b2 1 £L,29cz 2,860 ©,5000 21,200 - 1,552 11,184 40,000 55,290 40,496
Monitor Specialist 13 1 £9,240 Z,060 *,000 21,2ZC0 - 1,482 12,848 40,000 69,240 62,160
Financial Analyst 19 1 59,240 3,6€0 3,000 1,200 - 1,452 13,848 40,000 69,240 ¢3,160
Budget Analyst 19 1 6G,24¢C 2,660 3,3GC0 31,200 - 1,452 13,848 40,000 €9,240 §3,2¢0
Adrinistrator 19 1 €9,240 3,6€0 3,000 21,200 - 1,450 13,848 40,000 €2,240 93,160
Contract Off:icer 19 1 £3,24C 2,E€0 3,000 331,200 - 1,452 13,848 20,000 €9,240 72,160
Irrigaticn Engineer 19 1 €9,240 3,660 3,000 31,200 - 1,4%0 12,848 40,0060 €9,240 63,160
Evaluation qpec;allst 16 1 63,240 2,640 2,ong 21,200 - 1,452 12,848 40,000 €35,240 23,160
Asst Tval. Specialict 17 1 47,100 3,€50 3,030 Z4,000 - 34 $,420 15,000 47,100 56,064
raining Cfficer 18 1 £5,2%C 2,E60 3,00¢ ,1,200 - 1,452 11,184 20,000 55,29¢C 7C,496
x Accounts Cfficer 17 1 47,1CGC 3,6(0 2,000 24,000 - GE4 9,420 10,000 47,100 5i,0€4
ruditor 11 1 21,5¢€0 3,L€C £20 14,040 - 4°5€ 4,532 - 21,960 23,3¢t8
Superintendent 16 b 25,100 3,660 2,000 16,000 - : 732 7.02 - 35,100 32,412
Computer Cperatcrs 12 8 120,600 1,200 2,000 70,200 - 2,820 24,120 - 120,€00 118,140
Accounts Asst. 13 1 Z1,9¢€0 2,660 6COo 14,040 - 456 4,632 - 21,960 23,38¢E
Senioxr Clerks 7 7 115,080 12,8600 4,2G¢0 65,520 - 3,192 23,01¢ - 115,080 .0&,52¢
Junicr Clerks 5 3 432,200 2,40¢C 1,800 18,720 - 1,185 2,640 - 42,200 35,74¢€
Record Keeper 5 1 14,400 1,800 £eo €,240 - 396 Z,880 - 14,400 11,816
Drivers 4 9 120,420 &,2G8 5,400 32,832 - 3,548 24,084 - 120,42 72,£72
Teleohecne Orerator 5 1 14,4380 1,320 €30 6,240 - 396 Z,€80 - 14,400 11,9156
Haik Qacgad 1 9 2,80 5,208 5,400 29,160 - 2,862 28,576 - 32,880 €3,936
Chowkidar bl 4 20,640 1,£24 1,420 €,4E0 - 576 4,128 - 20,640 143,208
Sveeper 1 1 10,32C 912 €00 2,240 - 286 2,064 - 10,z22¢C 7,104
Gierdner 1 i 10,32¢ gi2 €00 2,240 - 268 2,064 - 16,22C 7,104
€4 Rs. 1,9€8,480 2,258,946
5 x
------ Ccmbined Total:Rs. 4,227,426 or
€S @ Rs.21.74/U.S.$: 194,454 /vr
** TA Total: 2s. 620,000 or BEST AVAILABLE DOCUMENT
us 28,519 ;

5 Prgram Officers, Grade 17, Charged to individual project expenses.

|



ANNEX_10-B
Tllustrative Budgets, Salary and Recurrent Costs for:

1. Minimal Core Staffing

2. Staff Tied to Technical Assistance Input
3. Full-Functional staff
1. Minimal Core Staffing:
* Salary and Allowances Rs. 3,009,560
* Rent of Office Space and
Cost. of Utilities 720,000
* Operation and Mainlenance
Vehicles & Other Equipment
(8/9 Vehicles) 784,000
* Printing Costs 45,000
* Office Supplics and Spare Parts 200,000
* Computer Maintenance and
Software Costs 190,000
¥ Sundries 40,000

Rs. 4,988,500 #*
= § 229,462/Year

k¥ Costs for additional vehicles beyond present
7, for office cquipment, computerization
expanision, furnishings, ol.her costs
ausociated with moving into larger quarters,
contracting for technical services, and
contingenciecs would be ndd-ons Lo the above.

2. staff Tied to Technical Assistance Tnput.:

* Salary aud Allowances Rs. 3,456,494
¥ Rent of Office sSpace and

Cos! ol Utilities 720,000
* Operation and Maintenance

Vehicles & Other kEquipment

(9 Vehicles) \ 784,000
* Printing Costs 50,000
* OfCice Supplies and Spare Parts 200,000
* Computer Maintenance and

Solftware cosls 190,000
* Su; dries 40,000

Rs. 5,41110,494 ¥k

= $ 250,253/Year
¥k Same observation as in (1) above aboutl add-on

costs. BEST AVAILABLE DOCUMENT :
[¥



¥k

Full-Functional Staffing:

* Salary and Allowances Rs. 4,227,426
* Rent of Office Space and
Cost of Utilities 1,080,000
* Operation and Maintenance
Vehicles & Other Equipment
(9 Vehicles) 875,000
* Printing Cosls 65,000
* Office Supplies and Spare Parts 300,000,
* Computer Maintenance and
Software Costs 320,000
70,000

* Sundries

Rs., 6,937,426 *xx
= § 319,109/Year

Same observation as in (1) above about add-on

costs.

BEST AVAILABLE DOCUMENT



