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KALA DHAKA AREA DEVELOPMENT PROJECT: 

OPTIONS FOR PRIVATIZATION 

INTRODUCTIOI 

1 lie Kala Dhaka component of the Noth West Area Development Project 
Mission in Pakistan to 

(KDADP) represents the first efforts on the pait of the USAID 
In 

a program conllUllnity-based participatory development. 
systellmatically implement In ci uiloft to preserve its 

August 1993, USAID funding for KDADP will ex'pire. 

momentum in buldi ig sustainable community development, 
investment and hard won 

a strategy of "prviltizing" its area development projects, i.e., to 

USAID has developuCd 

develop the capacity of local people, through grassroots organizations and NG~s, to 

sustain development initiatives and maintain development infrastructure put in place by 

This .;tratej7 includes the establishment and 
USAID Area Development Projects. 

,GOStlat will continue to promote and sustain 
support of district level Service 


participatory community development in target areas.
 

This report identifies three institutional options available to USAID for privatizing 

Within the framework of each of these options, this report discusses: 
KDADP. 

The consolidation of the KDADP Project Coordination Unit (PCU) and 
o 

Technical Assistance Team (TAT) into a Field Management Team 

capable of continuing institutional and technical support to Village 

Organizations and Women's orgai izations (VOs/WOs)iin Kala Dhaka. 

o A timctable for the transfer of KDADP assets to the Field Management 

Team and a schedule for the plase out of the current PCLJ/TAr staff. 

O Illustrative commodity, staff and annual recurrent cost requirements of 

the Field ManagoIiment Team to cartv the privatization process forward. 

BACKGROUND
 

Rationale for community participation: inability of line departments to reach rural 

areas Of the country; and need for 

especially those inhabiting remote 
populations 
community involvenent in the identification, desi.n, implemntation and maintenance 

of donor/governiflent supported develop,11ental efforts to guarantee sustainability of 

development investments. 
to Development 

USAID awarded the contract for the implementation of KDADP 

I 
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'Fhe overall objective of the project is to reduce existing 

opium poppy cultivation and to discourage expanded opium poppy cultivation by
Alternatives, Inc. in 1989. 

bringing this remote, economically neglected area into the mainstream of the provincial 
having two phases. Theand national economies. KDADP was conceived as 

of pilot 
objectives of Pllase I were: 1) the construction of roads and the elablishnen 

'based 
activities in agriculture, health and education 

infrastructure development projects; and, 2) the evaluation of pilot activities combinedas v,(llas communit 

to determine feasible rievelopment activities for a 

with tle gathoring of data with whicl 

full-scale Plhaso II of the project. 

As part of its efforts to promote more corntunity-based and sustainable 

area development projects, USAID/Pakistan
 
development within its portfolio of remote 


gave approval to tile Kala Dhaka TAI to begin pilot community participation efforts in
 

From that dale, the TAT, in collaboration with tlhe
 
1990.in Novminber in seventle I)UjCc t aa 

project's PCU, began testing methods for promotilng comiilllullity participation 


As a result, the TAT gained important experionce in the design,
 

project area villages. 


are applicable not only to Kala Dhaka but to other areas of similar socio-econon-licimplementation, monitoring and evaluation of pnrt;cipatory dove;lopment initiatives that 

conditions in N\IFP. 

PROGRESS TO DATE 
COMMUNITY PARTICIPATION: KDADP 

USAID's approval of the KDADP contract modilication (April 1993) enabled the 

an expanded community 
to begin the implementation of 

projects PCU/IAI 


Early data gathering efforts had enabled project management to
participation program in a number of "village development clusters" in the project area 

(see Annex A). 
e project area, aid to establish baseline 

identify receptive commlnities within tI 
Lessons learned from tle 

project progress. 
indicators against which to rreasure 

project's pilot village organization efforts orabled tle TAr to establish four specific 

objectives for the contract modification period: 

ellt through local village 
To implement smlall scale infrastructure developml 

o the infrastructure 
organizations which can operate, maintain and repair 

on a continuing basis without ongoing proi,ct humdiig; 

To use the grant-fundod, small scale infrastJCtUre project as an entry 

o thes benefits of
point for village organization, in order to denmnstrat 

to villagers, evaluators and 
collective managemenIt of development inputL> 

administrators; 

To train villagers in a range of practical and maw ierial skills such as 

0 
that :re essential for thebook-keeping, banking, familiarity witlh outside a(lecies, livestock 

disease control and care, seed treatment, etc., 
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effective participation of villagers. particularly small farmers, in agricultural 

development; and 

To obtain the collaboration of government agencies implementing the 
o 

KDADP to undertake. KDADP activities through village organizations. 

two senior Social Organizers, two 
By May 1992, the PCU/TAT had recruited 

Women in Development Specialists, Six Community Organizers and six Construction 
tire 

Plement a trograln (ifcoiiimunity paticil)ati(l adapted from 
SLipervisors to inll leveloped its own th ree 

Following ihis recruitment olenrt, the TAT 
AKRSP model. 

new staff to the project area and its population, to the 
week training program to orient 
project objectives and to methods of promotinq corlninity partic(ipation in KDADP 

development activities. 

To date, 25 Kala Dhaka Village Organizatiiiis have formed project committees 
Twelve of 

to manage villager participation in infrastrtucture sub-projectS (see Annex B). 

In addition, KDADP has provided village-level
 
those sub-projects are underway. 


training in agricultural extension, kitchen gardening and midwifery, and has promoted
 

income generation among participating villagers through the distribution of fruit tree
 

KDADP's progress in promoting
 
seedlings and improved poultry breeds. 


community participation is an indication of the viability of its village organization
 

methods. 

OPTIONS FOR PRIVATIZATION 

The success of AKRSP, the Orangi Pilot Project, and the CIDA-supported Small 

Projects Office program in supporting community-based participatory development has 

encouraged donors to support the replication of that success in other development 

The most noteworthy efforts to date are GTZ's Integrated Rural. 
contexts in Pakistan. 

Development Projects in Balochistan and NWFP, the Malakand Social Forestry Project,
 

support to the Sarliad Rural Support Corporati,i (SBSC) in Charsadda and 
USAID's 

Each of these effortS has ulrrorlutrated tiat l Ie suCCC(ess of rIral developmlent. 
Kohat. 
depends on a partnership of governmlent dovelopmelntal agencies (i.e., line
 

mandated to serve.
 
departments) and the corrnMUnities thrat they are 

This multiplicity of donor support to participatory community development has 

given rise to a number Of institutional options for sustaining and expanding upon the 

Each option provides a context for a Field Management 
achievements of KDADP. -- to continue the promotion 
Team --consolidated frorn the existing project PCLU/TAT 

service NGO" to Kala Dhaka 
and support of village organization in Kala Dlrka as a 

The three most viable option" are: 
communities. 
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of an autQ-..nQ-'. .stablshmentUSAID and GONWFP may SLp0r tie o under the 
entiy, called tile Kala Dhaka Area Support Program (KDASP) 

USAID will provide 
sponsorship of an existing local NGO (i.e., SRSC). 

bridge funding to the sponsoring NGO for a period of up to two years to 

enable KDASP to secure independent funding froma donors and the 

Government. 

and 
With the agreement of the SRSC Board of Directors, USAID 

o 
GONWFP may..n.o.por.t. th Theefforts into STil as orer flt f t 

SRSC Board will govern the activities of the Kala Dlaka Field 

Management Team through the SRSC Executive Office in Peshawar in a 

manner consistent with the SRSC Kohat aid Charsadda component 
to SRlSC to support 

USAID will provide supplementary fnldilng
activities. 

the additional inanagqnent requirem ents of a I-ila IDhaka compornent Ior
 

This funding will enable SRSC to integrate Kala Dhaka 
one year. 
activities into its program of fundraising from donors and the 

Government. 
vith the 

The lnt, rnational Fund for Agricultural Development (IFAD), 
o entit ii Kal 

- may sLpport an atonimo Viageagreement of GOHWF I of its Mansr 
thLorpnent 

as the designated institution for
a oipleet 

SRSC,S.)pportProjrcL(!VSP). 
managing MVSP inplementation, would sub contract with this entity to 

enable the Kala Dhaka Field Management Team to continue its village 

organization activities in Kala Dhaka according to a strategy established 

In addition, the Field Managerment Team could initiate 
by the project. 

MVSP supported participatory uevelolpm ent activities in project target
 

areas adjacent to Kala Dhaka.
 

The successful exercise of any of these options rests on a number of important 

conditions: 
to tlhe strategy of 

ti e highest levels of GONWIWF 
The comillitlilelt trem as 
participatory development, and to the support of service NGOs 

institutions for promoting this strategy; 

o 

The commnitilent of tile GONWFP line agencies to enter into flexible 
o 

terms of partnership with service NGOs, terms that are not necessarily 

bound to the rigid criteria of performance set forth by a PC-l; 

The willingness of SI1SC Boaro to expand its managermient structure and 

o 
funding base to support Kaki L)haka activities either as a sponsor, as in 

as in Option # 
or as a partner, 

a parent, as in Option / 2, 
Option # 1, as 

4 
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3; and 

assets (vehicles,
The willingness of GONWFP to transfer all KDADP 

equipment and facilities) to the Kala Dhaka Field Management Team.0 

KDADP has developed a promising strategy for promoting community-based 

participatory development in a remote and isolated region of North West Pakistan. 

Through its own research and consultation with the local population, the project has 

built up a store of information on region's inhabitants and their development priorities. 

It has used this information to develop and test appropriate methods for organizing 

In addition, KDADP possesses a trained and experienced staff of 
Kala Dhaka villages. 
technical advisors and community organiZers. [lhe developniental efforts of this staff 

has won the support of the participating villagers, support Which will undoubtedly have 

lhe challenge for the GONWFP and the 
multiplier effects throughout the project area. 

donors is to cuntinue support of a Kala Dlaka Field Management Team through any 

of the institutional options discussed below to ensure that the hard won rnomentum of 

KDADP and the support of its constituents is not compromised. 

OI ION # 1: AN AUTONOMOUS HGO 

This option provides for the transformation of KDADP into a service [AGO that is 

In the time remaining to 
autonomous in its financing, management and opurations. 


the project's PACD, USAID and GONWFP will support the establishment of Mansehra.
 

based NGO to be known as the Kala Dhaka Area Support Program (KDASP).
 

Because time is short and the proceCLrres to establish a legal entity in Pakistan are
 
existing local 

lengthy, USAID cnuld seek institutioral sponsorship for KDASP from an 

as a USAID stupported [IGO, would be an appropriate sponsor.
 
NGO. SRSC, 


ergplizetior- andManagemen~nt 

The organizational framework for the KDASP is illustrated in Figure 1. A Field 

Management Team headed by a Program Director will oversee a Technical Support 

section and Field Operations section for the promotion of Village Organizations and 
-acomplete staffing table is
 

Wonlen's Organizations e/Os/WOs) in Kala Dhaka 


The Program Director will report to the SRSC Board of 

presented in Annex D). 


Directors, through a Chief Executive Officer, appointed by the Board from Among its
 

The Prograri Director will also represent KDASP to donors and 

GONWFP, including the heads of the line departments that have jurisdiction over Kalamembership. 

Dhaka. 

The KDASP organizational framework is consistent with the existing KDADP 

5 
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e Theeop.........
model with the exception of the Mad 
"development cluster community participation initiatives until 
of Mada Khel have refused to support KDADP 

1 

the Maira-Mada Khel Road (a.k.a., West Bank Road) is constructed.

a full time Community Organizer (GO) and 
Each village cluster will have -lhe COs 

Construction Supervisor (CS) who reside in the main village Of each cluster. 

and CSs of the three village clusters at the north end of Kala Dhaka (i.e., the area 
at the south
 

accessible from IThakot) and the COs and CSs of the three village clusters 


(ala Dhaka (i.e., the area accessible from Darband) Will be supervised by one 

of two senior Social Organizers (SO) residing in lhakot and Dnrhlnilt respectively.end of 

The technical support staff of KDASP will include: 

a senior Agronomist who will supervise two Social Forestr//Rawge 
o a Livestock Assistant;

Management Assistants and 

a senior Engineer who will supervise a Survey and Design Team 
o a Cost Estimator;a Draftsman and 

consisting of a Surveyor, 


one senior WID specialist with a background in midwife trainin; and
 

o one senior WID specialist with 
maternal and child health, and 

or non.fornial education; and 
background in income generation 

a senior social scientist/econoinist to supervise Io)'i1tori1Ig and 

o 
evaluation Of comi nunity participation initiatives. 

Senior technical staff will provide evaluation, design, implementation and 

lhaka VOs'WOs as 
of tlhemonitoring services in the field to projects initiated by Kala 

.-ipervisio 
r 

c hica-ISupport section, under the 
-ship.

reqUired. In -1ClitiCotn, tI or stal ind VO/Wo enmbe 
spec.ialized tra-iing

jrogram Director, will conductL 


Through the Program Director, the Technical Support Section Will have thea
 

contract additional specilized training services froma government line agencies, SRSC, 
and other 

for Voluntary Organizfltiolls OVO) 
(SPO), tile Trius 

the Small Projects OfiiCe 


related donor-li nded projects.
 

A Field Operations Director will be responsible for the day-to-day operations of 

z A PC-1 for this project w,as developed by GONWFP for funding under Phase II of 

the Kala Dhaka Component of the North West Frontier Area Development Project 

Ol the West Bank Road enablingUSAID subsequently withdrew suuVpOrt for Phase II. Under MVSP, the 

(NWFADP). 
Islamic Develop ment Bank may turnd the cun5trLction 

Management Team to extend commUnity participation efforts to the 

a Kala Dhaka Field 

Mada Khel tribal area. 
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or all 

SOs, Cis and CSs, and for coordinating the support of senior technical stal 

A Director of Administration and Finance and his support staff will 
field activities. 
manage all KDASP funds, supervise expenditures, maintain accounts and provide the 

appropriate financial reports to all donors. 

osts(andFinancing 

llustralive annual operations, commodity and recurrent costs for tile KDASP 

Field Management Team over a two year period are presented in Annex F. The CEO 

will coordinate all KDASP fund raising by tile SRSC Board with donors and the 

rG:overnment. 

USAID will be required to provide bridge funding for some or all of the Field
 

Management Team's operational costs for up to two years beyond the KDADP PACD.
 

This bridge furlding is nucessary to guarantee the continuity of the existing community 
an effective 

participation program, while KDASP develops its capacity to function as 

Funds earmarked for this purpose could be provided by USAID to 

service NGO. 
SRSC would administer these funds ior the specified bridging period. 

SRSC. 

Benefits 
# 1 holds the most 

Of the three options for privatization identified, Optior 

promise for the continuity of KDADP's village organization activities and the protection 

This option also provides the 

of USAID's investment in Kala Dhaka developlilent. 


greatest opportunity for an orderly transition from a multi-sectoral project operated by
 

of VO/WO support operated by a service NGO. 

the PCU/TAT to a targeted prograf 
field and technical staff, who have built 

Option #1 utilizes much of the existing KDADP 
I<ala Dhaka, and builds on the 

up a valunble rapport with tle inhabitants of 

organizational and methodological frarlework for village organization that has evolved 

through the life of the proiect. 
on
 

h to village organization is largely modelled 

While thle Kila Dhaka al)proac 
approach that has been adapted to the 

tile approach of AKRSP in Gilgit, it is an 

cultural and physical conditions unique to Kala Dhaka. 

particular set of social, autonomous KDASP would enable tile Field 
° rt to thle developilert of an

USAID's upp 
this approach, and to ultimately develop a model 

Managemelt Team to test and reliie 

of support to VOS/WOs that is an alterfntive to the AKFSP model. 

Risks They revolve largely 
few but significant. 


The risks attached to Option # I are 
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legal entity. Together, USAID, GONWFPas aaround the timely constitution of KDASP 

and the SRSC Board will have to agree to the terms of sponsorship as quickly as 
orderly fashion. The can prcceed in an 

possible so that the privatization of KDADP 

continuity of project a'ctivities is crucial to building the confidence of Kala Dhaka 

villagers in the process of participatory development. 

rimetabiQ 

10.3. The contract with the DAI 
The PACD for the KDADP is August 9, 

1994. An additional three month option 
Technical Assistance Team expires on Ma.y 9, 

period has been budgeted for the technical assistance contract through the project 

PACIB. 

Following their approval of a privatization plan (October 1092), USAID and 

Once a legal
GONWFP will establish terms of s)onsorshi!) for KI)ASP with the SHSO. 

USAID, GONWFP and the SItSC Board membership will 
entity has beon establishedl, 

This search should be completed no 
KDASP Prograi Director.

begin the serch for a to cover the salary-ontract
USAID will add funds to the KDADP 

later than April, 1993. .he KDADPUSAID will also add funds to 
of the Program Director from April 1, 1993. 

contract to finance two moniths of intensive oriontation/training for the Illgram 
This program will include 

a variety of Village Organization mnethodolcgies.
Director in as well as out-of
in-country training (e.g., AISP, OPP, SRSC arid S0 programs) 

contract itbCoverdale will 
country prograins (e.g , Nepal, Bangladesh and Sri Lanka). 

to set up the Program Director's orientation and training.
 
services to KDADP 


By January, 1993, the KDADP Project Manager and TAT Chief ol Party together 

will consolidate project stall to cor stltuto the Technical Support and Held Operations 

1his tmy con.t'ution of the 
sections of the Kala [haka Field Hirnlagurnent Ttai. 


Technical and Field Operations section will enable the IPCU/rAr to maintain the
 
continuity 

comm1itmernt of existing KDADP staff to the privatization process and ensure 

. 
of VO/WO efforts during the privatizatiori procesS1 

2 The current KDADP arrangement whereby the project's Construction 

are managed by the PCU Engineering Section and the remaining 
Supervisors 
comiunity palicipation field stalf (Social Organizers, Community Organizers and WID 

are mnanged(by the TAT has not hen elfective. Shared management of 
Specialists) 

the small rural ilrMst ucture works within the context of KDADP's village organization 

These dhlays inevitably compromise the 
clelays.ir irlIle lnuintatiOi

efforts has resultec This proposal 

commitment of villaogers to contribuLte their ov',n resources arid labor. 

Support and Field Operations section 

recommends the reconstitution the Techi icatl 

under a single system of management well before the privatization process is 

completed. 
9 
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By May 15, 1993, the KDASP Program Director will take up his position in the 

-
offices of the KDADP PCU/TAT. During the TAT contract option period (May 9 

August 9,1993), the TAT Chief of Party will serve as an Advisor to the Program 

Director to ensure the continuity of the projects VO/WO support activities during the 

Tihe COP will assist the Piograrn Director to recruit the directors 

privatization process. In May 1993, the PCU will begin 

of Administration and Finance and Field Operations. 

settling its accounts with those line departments implementing KDADP activities, and 
The ICU will cease its 

transferring project asscts to the KDASP Manageinerit section. 

Should USAID decide to exterd the KDADP PACD, this 
dion hooperations on AuguSt 9, 1093. 

tinUo th0 IO011oii 
extension should be utilized exclusively to supporlt the privatization of l(DADP, i.e., 

tO C01 mayco
.1'd Under those circumstanCes, USAID 

support for the establishment of tile KDASP. f the Advisor
 

exercise its .ption to extend the TAT cont 
nonItlis. If USAID does
 

to the KDASP Program Director for an addition'i! six to twelve 
cease it!-, operftin 1O August 9, 1993.
 

not cxercise this option, the KDADP TAT will 


OPTION #2: COMPONENT OF SRSC 

Under this option, KDADP will be incorporated into the organizatiun and 

management structure of SRSC Peshawar as a project component serving the Kala 

The Kala Dhaka Field Management Team will diaw on SRSC resources 

Dhaka region. 
for training, research, monitoring and evaluation 8s well as technical services to
 

expand its existing program of Ipanticipatory develuplmeint.
 

Org9anition and I, an89g2imentl 

TIhe Chief Executive of SRSC will have inanagenflit oversight of the Kala Dhaka 

An SRSC Regional Program Officer (RPO), in tle place of a Program 

componerit. 
Director, will managte Kala Dhflka coilponent according to the procedures 

established for SRSC's Kol at and Charsadlda components, e.g.: 

and womenmen 
identify and promote village and beneficiary groups Of 

o 
(i.e., Village Organizatio[s/Vomnis' Organizations); 

assist VOS to identily and imleilepnit small-scale infrastiucture 
o 

development that bonefits the membership of the VO; 

to the VIQs and WOs to carry out training
' 

link GONWFP line depritilo 
n t

new crop and livestock technology
o 

of village specialists, to dcm:.listrate and 
and to implement a savings and credit program 

10 
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assist VOs and Wos to institutionalize their activities as community-based 
o 

participatory NGOs. 

Thle organizltion and staffing pattern of the Kala Dhaka Field Management 

Team described in Option #1 is designed to provide a balanced coverage of tae 

region, and to deliver VO/WO support services adapted to the region's social and 

SkSC may wish to alter the learns staffing pattern to correspond 
physical conditions. 

management structure and implementation methods. 
more closely with its own 

Costs and Financio. 

Tile Kala Dhaka Field Management Team budget presented in Annex F 

illustrates the estimated annual costs of operating a VO/WO support program over a 

USAID will be required to 
five year period under Option #1.Under Option .12, 

of the Kala Dhaka 
increase its funding to SRSC to support SRSC's incorporatio 


will determine the level of effort required to provide support*
 
program. SRSC's CEO 
services to Kala Dhaka that are consistent with SRSC's other component programs.

In 

This decision will determine the lev0l of additional fundling reqUired from USAID. 
nment or
 

addition, SRSC will have tile ability to raise funds from other donor, gov 


private sources specifically earmarked for its Kala Dhaka component (e..j., funding 

available for poppy control remote area development). 

Benefits 

/2 offers the most secure institutional 
Of the three options identified, Option 

SRSC's agreement to integrate Kala Dhaka into its 

framework for KDADP privatization. to constitute a separate 
program will eliminate the need for USAID and GONWFP 

oCmunity-based participatory
0


NGO as a vehicle for continuling support t2 
Because of its visibility, and the strength of its Board, 

an independentdevelopment in Kala Dhaka. 
to qoverniment and donor fulnding than 

SRSC will hn,.,0 greater access DI alka Fi(l(i Management Team 

KDASP. n training anid tclnnilcal assistanceAs an operaitional unit of tlhe SISC, 1110 Klanh 

rnan .i1ient,
will have direct access to SBSC 

Because of this access, the te,m wlIhave opportunities to expand the 

rSOLirCOS. 
existing KDADP CoMnuinity participation prcgran! to include a broader scope of local 

may not be as readilyu n itie sdevelopment activities such as rural credit, woeon's non-formal education and 

These resour(:(S and Opportri
technical training. 
accessible to the Team under an aLtOilOIllOIJS insitutional framework. 

Under a pressing deadline, USAID and 

SRSC is a fledgling organization. 

11 
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Make SRSC operational. While 
GONWFP have invested considerable resources to 

SRSC has successfully established its program in Kohat and Charsadda, the 
to ensure that all 

sustainability of the program will require intensive management 
-- adhere to 

-- staff, government line departments and beneficiaries 
participants 

At the same time, an increasing number of donors are looking to 
SRSC's strategy. 
SRSC to provide the institutional framework for their own project implementation in 

ADB for 
These include II-AD for the Mlanselha Village SuppeId Project (MVSP), 

the Barani Area Develop m
e n t Project and SDC for the Swabi Irrigated AgricultureNWFP. 

Despite the apparent willingness of these donors to support an expansion of 

Project. 

SRSC's nanagemient structure and technical resources, SRSC may not be able to
 

integrity of its operation if it expands its portfolio of activities so
 

maintain the quality or 

widely and rapidly. 

TillmbeL
 
The
 

The proposed timetable for Option #2 follows that of Option #1 closely. 


SRSC CEO, in consultation with GOf]WFP and with the approval of the SRSC Board,
 

will select a Regional Program Officer to head up the Kala Dhaka component by April 

The RPO candidate will undergo a program of orientation and Ira' iing 
1993. Early in 1993, the SRSC 

organized by SRSC and take up his post by May 15, 1903. 

on the level of offort required to implement
PCU/TAFCEO will advise the KDADP 

consolidate its technical and field 
Kala Dhaka piogram and the PCU/AT ,,ill 

SRSC's 
In the three months leading tup to the project PACD, 

1993.staff accordingly by May 
assets to SRSC and complete the phasing out 

all KDADPthe PCU/TAT will turn over 

of project activities. 
to the SRSC 

As in Option #1,the TAT Chief of Party will serve as an Advisoi 


RPO to ensure the continuity of the project's VO/WO support activities. 
 Should USAIt 

decide to extend the KDADP PACD, it May exercise its option to extend the rAT 
additional six 

contract to continue the position of the Advisor to the SRSC RPO for an 

II USAID does not exercise this option, I)oth the PCU arid TAT will 

to twelve months. 

on August 9, 1993.
 

cease operations 

VILLAGE SUPPORT PROJECT 
#3: IFAD/MANSEIIRAOPTION 

is a 5 year (1993-1998), $20 

The Mansehra Village Support Project (MVSP) 

million project that seeks to implement a broad program of technical interventions in 

300 villages throughout Mansehra District utilizing thre participatory approach to villag 

Th1e project has been designed so that SRSC would play a 

level development. 
principal role in assisting target group cornniurties to organize thenfselves into VOs 

The goal of MVSP is to intensify and improve practices in crop and 

and WOs. 

12 
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livestock production, in social forestry, land use and environmental conservation and in 

a range of income generating, wolfare and social advancement activities for women. 
-- provided by government line 

SRSC will coordinate the technical inputs of the project 

-- to target commlnities through its initial Productive Investment strategy. 
departments 

MVSP will be implemented in phases over four project zonies (see Annex G for 

Project activities have been planned for Kala 
a map of tle proposed project zones). -Ilic;e activities have

project ,plen1iientation.e Darband Zo1IDhaka as part of tI 
9994-1g95, alter the project has gaillud iruplernentation 

been scheduled for 
experience in more accessible areas of Mansphra District. 

While in Pakistan, the IFAD/MVSP Appra!t,al Team expressed strong interest in 

for the implementation of MVSP-

The Appraisal lea'rns intrie.st raises the possibilitybuildinq on an existing cap Xity, i.e., KDADP 


supported activities in Kala Dhaka. ian to support the
 

of alternative ftinding for the Kala Dhla Fild Managieit 


privatization process.
 

Organi7ationnand Wvanemet 
a legal 

As in Option #1,USAID would encourage SRSC Board sponsorship for 

suppo t to Kala Dhaka VOs and 
to provide participatory development

entity chartered of this ecntity Would be identical to that outlined in 

WOs. The organizational frarneworl 

Option #1,including a CEO appointed hy the SRSC Board from among its members, 

a Management Section headed up by a Program Director, and Technical and Field 

Operations sections staffed according to the requirements of the Ka!a Dh3aka 

The size and scope of activities of the Field Management Tearn 
' Othercomponent of MVSP. 


would not necessarily be limited by the schedule of MVSP implem e
n t atio n
 

donors may become interested in supporlrig VO and WO activities in Kala Dhaka 

(e.g., donors dedicated to contralling the spread of poppy cultivatinn), or specific
 

d credit programs, non-formal
 

aspects of VO and WO activities (e.g., savings a 


education programs). 

In addition, an established and experienced Field Management Tearn in Kala 

activities that SP.SC will implement from 

Dhaka could provide support to the MVSI 
, Ia Dhaka.arljaceint to 

Darband and Bakfkot field offices in areas 

Together, SRSC and the Kala Dhaka Field Management Team will implement 

I lovever, because of SRSC's overall iesponsibilities to the project, 

as partners.MVSP 

its management of the Kala Dhaka entity will follow the pattern outlined in Option #2.
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Costs and Financing 

The Field Management Team budget in Annex F indicates only illustrative costs. 

The composition of the Team and the sUnport that is available to them will depend 

largely on the requirements for implementing the Kaln Dhaka component of MVSP. 
It IFAD is not willing to 

The MVSP implementation schedule has not yet boon fixed. 

support a Kala Dhaka VO/WO service NGO until later in the MVSP implementation 

schedule (e.g., 1995-1996) USAID could provido bridging funds through SRSC until the 

time that IFAD has agreed to supriort the Kala Dlaka Team. 

Benefits
 
From the
 

The exercise of Option 113 would benefit both USAID and IFAD. 


USAID perspective, another donor would support the continuity of KDADP and build
 

From the IFAD perspective, MVSP would 
area. 

upon USAID's initial investment in the 

an experienced and seasoned Field Management Team to
 

benefit from having 
consistent the objectives of the project.

a manner
implement a project component in 

_Risks 

Kala Dhaka may prove the strongest challenge 
MVSP is an ambitiOuS project. 

of the project designers' strategy for improving line department services to rural 

There is no guarantee that [FAD could live up to 

populations through VOs and WOs. 
activity that is not scheduled to 

a Kala Dhaka entity for an 
a commitment to 


commence until half-way through the life of the project.
 

Timetable 

USAID, SRSC and IFAD will have to coordinate closely on the timing of support 

The establishment of the 

to a Kala Dhaka entity for the impleiontaion of MVSP. 
1, as will the consuliclation of the 

. 
entity will follow the timetable outlined in Option 

As in Option # 1 and //2, the donors will want to consider 

Field ManageIient Team. 
Chief of Party as an advisor to the Prugram 

extending the position of the KDADP 

a year to support the continuity of KDADP village organization efforts 

Director for up to 

and the privatization process.
 

CONCLUSIONS AND RLECOMMENDATIONS 

USAID looks to the support and strengthening of comrnunity-based 

participatory development organizations as the most effective means of sustaining its 

14 
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DADP in 
The initial success of 311SC and 

area development initiatives in Pakistan. 
lowever, 

promoting village organization suggests that this is a viable strategy. 

sustained training and technical assistance will be required to build the maragerent 

and organizational capacity of indigenous NGOs to provide development services to 

village organizations. 

The privatization of the KDADP is an effective strategy for supporting village 

model andanizexisting an 
Tile strategy builds on 

organizations in Kala Dhaka. 

experienced team of technical experts and community organizers who have built up a 

rapport with the inhabitants of Kala Dhaka. 

autonomous service NGO established with 
ii 1, an

As noted above, Option 

SRSC, holds the most promise for the continuity of KDADP's village organization
 
This
 

activities and the protection of USAID's investment in Kala Dhaka development. 
:itUon from a multi

option also provides tihe greatest opportunity for an orderly ira 

of vO/WO support

to a targeted program 
sectoral project operated by the PCLJ/TA-

operated by a service NGO.
 

Option #2,the integration of the KDADP program of community participation

for til; continuity of 

directly into SRSC's organization, also provides strong guarantees 
these efforts 

Ilowever, the level of manajemnCt required to continut.1 


KDADP's efforts. 
 strucL1re. 
may overtax SRSCS already burdened manr.1gellielt 

/3, IFAD support to a privatized KDADP for tle implementation of the 

Option Without 

Kala Dhaka 	compOnent of MVSP, requires further negotiation with IFAD. 

and clear timetable for IFAD support, vilage organizations efforts in Kala 

assurances 	 In addition, roVSP's reliance on line 

Dhaka may stall ad participants will lose interest. 

point up the poor
Lessons learned from KDADPdepartment 	support to VOs/WOs will represent a major obstacle to the promotion of 

successful comniuity participation. 

burden 0o 
Option #3 also places considerable 

However, SRSC appears fully committed to theability of line departments to provide the necessary level of effort to support donor 

development initiatives in Kala Dhaka. 
structure. 	 resources to 

the SRSC management 
SISC may succeed in developing the sufficient 


of MVSP. 


a lKala Dhaka component by the time it is scheduled for implementation.implementation 
manage 

,, strong management to move the 
re 

Any of the options discussed will requ

For this reason, donors must be prepared to support 

privatization 	process forward. 
expatriate advisor during the transition period from project to service 

the position of an 

This individual should have the experience in NGO management and project 

NGO. 
implementation to support the Program Director in keeping the Kala Dhaka village 

organization activities running while USAID, CONWFP,SRSC and other involved 

donors establish the terms of KDADP privati.,.ation. 
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ANNEX A 

CLUJSTERSVILLAGE DEVELOPMENTKALA DIIAKA 

CLUSTER REGION TRIBE VILLAGES 

Villages 

pe r 

SADO 
KHAN 

SIIAGAI 

JUDBAII 

Kekool Basi Khl 
Sitanadar

~Dherai, 

flagora lBasi Khel & 
Sitanaclar 

judbah-Kotlai lBasi Kiiel & 
Nusr-at Kld 

-

Tarall.A, Sado EhIIn1, 

Damibosa, Radar, Gui 
lHatore, Karai, 

Tuss !4aidan, Kanid, 
Garhia, Dwir 

jlgal, Suray Kamihar, 
IKotkay, plierakal, 
Slhalidag, K,,iidar, 14illa, 

Chardara, Sliacai, Pit dO 

Ashiarai, Suray Aslhc ci-

Bar Kilay, 1.Iliz Ku ' 

I~vuz Kilay, Garhial,8 
tidra, Gumiha K) ta 

- Bal),ot -

12 

1 

KorKAI pivorsidle 

SEHllghlfl(S 

i~asanzal 

Ilasatizi 

lasa~ai 
& Akazai 

Kiadang, SJu r u.-I, 
Naralli, Laid, Laslhra, 

Bik~yan ma, 'Jan1go, llil ay 
k'ilay, Dadilfln, 

ii hira/ BakLi 

KaInd ar, 1'.1n '),III' 
l iiai'a, Otkay, Pe::,1 
Kianrai, IKarar Sharif, 
Gha.i!koL, itu narai, 
Dhwrai, m.arerli, rHdrai 

Sillay 1Kalu han, 
Karoon, lwarha r, 

ljeh rabad, lHorata, Bar 

KandI~, Kuz RandC, Iorain 

1 

-

Total NjilII)OU of VIllagim 5 

A-1I 

L""' A'"AU.JLE [],OUUML>J 



MAP OF KALA DHAKASKETCH 
(Not to Su;nlo) 
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ANNEX B 

KDADP COMMUNITY PARTICIPATION ACTIVITIES
 

SUMMARY OF PROGRESS TO DATE
 
(November 1991 - June 1992)
 

VILLAGE ORGANIZATIONS ESTABLISHED 25 

SMALL RURAL WORKS PROJECTS 

25
Identilied 

13
Initiated 

IConmpleted 

TRAINING 

NuMber of courses/Trainces 

. A(icullure 3/25 

. TBA Triiining (WID) 2/44 

. Kitchen Gardcnilg (WID) 4/159 

INCOME GENERATION 

Number ol Units/Benciciary I-Iouseholds 

16.000/559.Mulbery & Poplar Trees 

13,178/280
- Fruit Trees 

11,778/1963 
. Fayouluui Poultry 

BENEFICIARIES 
29,139

Total Project Area Houlseholds (approx.) 

3,691
Total Households ol Villages Orgaized 

12.6% 
As Pecentage of Project Area 
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ANNEX C
 

KDADP CURRENT STAFFING 

PROJECT COORDINATIiON UIT 

NOGRADE
DESIGNATION 

1 (GOP-funded)18/19Project Manager 
18Senior Engineer 

18 
 1 

Agronomist 

Junior Engineer 17 1


1 (positloi vacant)17Accounta.t 116
Office Superintendent 

12Cashier 11
Sub-Engineer i (temp vac-it)
Draftsman 

1Surveyor 

Computer Operator 8 	 3
 

22
Typist 
Senior Clerk G G 

Driver 
52Junior Clerk 1 6
 

Naib Qasid 4
 
Chowkidar 1
 

Mali I
 
Auto Iechanic I
 
Program Officer
 

(Part time working for KD,
 

sits in SDU)
 
Assistant Program Officer
 

ED,wjorking for(Full tine 
;it.; in SDU) 

39Sub-total 

C-I 
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TECIINICAL AASSISTANCE TEAM 

DESIGNATION GRADE NO 

PROFEISSIONAL STAFF -
Chief of party (ex-pat) 
Agronom'ist 
Civil Engineer 
Construction SupervisorIS 
Social Scientist. 
Social Organizers 
Crimmunit.y Organize" 
HIID Specialist 

1 

7 
7 
2 
I 
2 

ADMINISTRATIVE STAFF: 
Office Manager 
Accounts lanager 
Conputer Trainer 
Secretary 
Administrative Clerk/Typis 
Drivers 
Hall 

1 
1 
I 
1 (position 

1 
6 
I 
1 

vac nt) 

Cook/CartkeL 
Assistant to cook 
Messenger 

1 
1 

Sub-Itotal 39 

TOTAL 78 

C-2 
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E 

OF KDADP ASSETS 

ANNEX 

SUMMARY INVENTORY 

t fAFIlP. A 
t of the manr ansots, with 

an lithistrativo lThe follojinci is 

ANNEX D 

SUIPPORT pPO(;lAII
KAIh IJIIAKA AREA 

AN) OPI:IATIONS !,TI'AFF I IfIurrPT 
MAUAGIIItFN' 

SECTIONMANAGEMENT 

1 Project Director 
& Finance Director

1 Administration 
I Field Operations Director
 

1 Accountant
 
1 Office lanager
 

1 Bookkeeper
 
1 Secretary
 

2 ClerkfComptiLer Operators
 

2 Drivers
 

SECTIONTECHNICAL SJPPOR' 

1 Agronomist
 
Ilusbandry Specialist


1 ,lvestock/Anlmal 

llanigliliit 
 Specialist 

2 Social Fore:try/Dange 
1 Civil Engineer
 
I Surveyor
 
1 Draftsman
 
1 Cost E;tliator
 

2 1ID Spechlists
 
1 Soclal Sclentlst/lIGE Speci--Iist
 

r
Ope atflrs2 Clerk/ColmlPtIter 


2 Drivel s
 

SECTIONFIELD OPERATIONS 

2 Social Organizers
 
6 Commnlilt7 
 Organizers 

Supervisors6 Conriruction 
4 Drivers 

SUPPORT STAFF 

15 Watchimaul (Office & 8 Fie"l Facilities)
 
1 Janitor
 
1 Gardener
 
1 Pezn
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ANNEX F 

AREA SUPPORT PROGRAM 
KALA DIIAKA 

ILLUSTRATIVE BUDGET 

BEST A/AJI L t)OCjI'A~
 



OFFICE SUPPLIES 

paper, printer ribbons, 
Miscellaneous stationary, computer 

computer diskettes, paper trays, pens, pencils, marlcers, etc. 

SURVEY/DESIGN EQUIPMENT 

Mleasuring Sets
2 Electronic Distance 


3 Leveling Instruments
 
2 Scientific Calculators
 

3 Ranging Rod
 
Staves (Steel)
5 Levelling 

GTripods (steel)
 
i Survey Umbrella
 
4 Measuring Tape (100 it)
 

1 Table Sharpener
 
I Drafting Table (Steel)
 

(Wood)
I Drafting Table 

2 Drafting Chairs
 
2 Office Tables
 
1 Mletal Cabinet 

FURNITUREHOUSEHOLD 

3 Sets of Household Furniture (USAID Standard) 

Furnishings for 2 field staff houses 

steel framed charpoys-
- pedestal fans
 
- tables and 
chairs 

- crockery
 
- kerosene heaters
 

FIELD EQUIPMENr 
eCulipment, 

Miscellaneous sleeping bags, back packs, first-aid 

chicken coops, metal trunks, etc. 

canteens, kerosene lamps, 

E-2 
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ILLUSTRATIVE BUDGET
 

KALA DHAKA FIELD MANAGEMENT TEAM
 
June 1993- June 1995
 

26 da = 1 month 
PARAMETERS: 


Salary - inflation/ = 5 % 

Other - inflation/ = 5 0/b 

YEAR 1 


SALARIES: 

SECTIONMANAGEMENT 
$1,000 /me 12,000

1Program Director 
$650 /no 7,800

1 Admin & Fin Director 
7,800$650 Imo1 Field Operations Diiector 
4,800$400 Inio

1 Accountant 4,320$360 /mo
1 Olfice Manager 

$350 /me 4,200
1 Bookeeper 

$320 /no 3,840
1 Secretary 

Imo 6,720
2 Clerks/ Computer Operators $280 

$160 /rno 3,840
2 Drivers 

TECHNICAL SUPPORT SECTION 
S650 /mo 7,800

1Agronomist 
$250 /imo 3,000

1	Live stock/Animal 

Husbandry Specialist
 

$250 /mo 6,000
2 Social Forestry/Range 


Management Specialists
 7,800$650 hno
1Civil Engineer 2,700$225 lion 
1 Surveyor 2,700$225 Mo 
1 Draftsman 2,700$225 /ho
1Cost Estimator 14,400$600 me 
2 WID Specialists 6,000$500 /mel
1 Social Scientist/M&E 


Specialist
 h1o 6,720S280 
2 Clerk/Computer OperatoIs 	 3,840$160 /me
2 Drivers 

FIELD OPERATIONS SECTION 
me 11,520$480 

2 Social Organizers 25,200$350 /me 
6 Community Organizers 	 /me 21,600$300
6 Construction Supervisors 

/me 7,680$160
4 Drivers 

$85 Int 15,300SUPPORT 
$80 /1110 960 

$80 /11 9601 Janitor 
$80 /me 9601Gardener 

1 Peon 

$203,160 

TOTAL SALARIES:	 t,ESI AVAILAL, 	L 

YEAR 2 

12,600 

8,190 

8,190 

5,040 

4,536 

4,410 

1,032 
7,056 
4,032 

8,190 
3,150 

6,300 

8,190 
2,35 
2,835 
2,835 

15,120 
6,300 

7,056 
4,032 

12,096 
26,460 
22,680 

8,064 

16,065 
1,008 
1,008 
1,008 

$213,318 

UMFT 

TOTAL
 

24,600 
15,990 
15.990 
9,840 
8,856 
8,610 
7,872 

13,776 
7,872 

15,990 
6,150 

12,300 

15,990 
5,535 
5,535 
5,535 
29,520
 
12,300 

13,776 
7,872 

23,616 
51,660 
44,280 
15,744 

31,365 
1,968 
1,968 
1,968 

$416,478 
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TRAINING &CONSULTANTS: 12,000 12,000 	 24,000 

24,00012,000 12,000 
TOTAL TRAINING &CONSULTANTS: 

COMMODITIES: 
Vehicle Replacement (.1) 

Office Equip: replace 

copier/conpterS 
Construction Materials 

Training & Demonstration 
Supplies 

TOTAL COMMODITIES: 

PER DIEM ALLOWANCES: 

MANAGEMENT SECTION:Stall © $17/day; 2 days/mO 

3 Stall @ $14/day; 3 days/leO 
2 Drivers S14/day; 12 days/rile 

TECH SUPPORT SECTION 

11 Staff 0 $14/dy; 10 dys/no 

2 DriversO $l,1/dy; 11 dys/no 

FIELD OPER SECTION 
14 Staff 0s'l/dy; 8dys/no 

2 Dilvelso Si/dy; 14 dys/Illo 

T 

TOTAL PER DIEM: 

OTHER DIRECT COSTS: 

Vehicle Expenses: 
Misc Travel Exp 
Vehicle Rental 
(Jeep/Boat/Polage) 
Fuel/Major Repair 
Re MaintlTireS$ 

$17,500 lea 

50 subprojectS@ $10,0O00/ea 

S102 line 

$126 lne 
$336 /mo 

$1,540 ine 
$392 lne 

q,9$1,568 
$392 line 

$5281m 

5 
$1,500 /1110 

$540 /i1e 

0 
0 

500,000 

8,000 

$508,000 

3,672 

,1536 
12,096 

55,440 
14,112 

56.48 
14, 12 

$160,416 

1,200 
6,336 

10,000 
6,480 

$32,016 

35 000 

5,000 


500,000 

8,000 

$548,000 

3,856 

4,763 
12,70! 

59,2123 
11,818 

59,2708 
1.1,818 

$168,437 
_ ----------

1,260 
6,653 

18,900 
6,804 

$33,617 

35,000 
5,000 

.000,000,0 

16,000 

$1,056,000 

7,52
7,528 
9,299 

24.797 

113,652 

28,930 

115,718 

28,930 

$328,853 

2,460 
12,989 

36,900 
13,284 

$65,633 

MELT.
 



Buildings:
Mansehra Office 
MotoroOf
Mo torp oo l 

2 Field Offices 

Maintenance 

Furniture/repairs 

Utilities: 


Electric 

Kerosene (heat/lights) 


Office/Field Costs: 
Office Supplies 
Equipment Rental 
Misc Logistical Costs 
Communications 

Telephone 
Delivery 

TOTAL OTHER DIRECT COSTS: 

SUMMARY:S LARIE 

TOTAL SALARIES 
TOTAL TRAINING/CONSULTANTS 
TOTAL COMMODITIES 
TOTAL PER DIRECT COSTSCOSTTOTAL OTH4ER DIREC 

TOTAL
 

$400 /too 
$90 /mo$ 1 0 / o1 

$120 Imo 
$175 hI1o 
$100 Imo 

$400 /io 

$100 mo 

S693 

$75 hn0 
$75 hMo 

$240 /o 
$800 /mo 
$125 /to 

$50 /no 

4,800 
1,0804 01 

1,440 
2,100 
1200 

4,800 
1,200 

$16,620 

8,316 

900 
2,880 
9,600 
1,500 

600 

$23,796 

$72,432 

$203,160 

12,000 
$508,000 
$160,416 

$72,432 

$956,008 

5049,05,040 
1,134,5 12 

2,5 
2,205 
1,260 

5,040 
5,040 
1,260 

$17,451 

8,732 

314,4 
3,024 

1 
1,5', 

6:. 

$24,986 

$76,054 

$213,318 

12,000 
$548,000 
$168,437 

$76,054 

$1,017,803 

9,840 
2,2142 ,95 2 

2,95 
4,305 
2,460 

9,840
9,40 
2,460 

$34,071 

17,048 

1,845 

5,904 
19,680 
3,075 

1,230 

$48,782 

$148,486 

$416,478 

24,000 
$1,056,000 

$328,853 
$148,486 

$1,973,816 
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ANNEX G 

VLLAGE,SUPPORT I JoJECT AREA 
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ANNEX II 

SCOPE OF WORK 

to: 
The Consultant's expertise is primarily required 

out ,tLeps involved in the 

a detailed systematic plan laying 
UGO.1. 	 Develop nlt) an 


transformation of the Kala Dhaka project 


The plan should Include:2. from the 
a Field iianav.pment Team transformed 

the description of 
a. 

TAT/PCU organization into an1NGO; 

the Field 
timely transfer of project assets to 

b. 	 schedule for the 

Management Team; 
re iirements of the 

and annual recurrent cost 
c. 	 financial, commodity 

Team:Field Management 
. , ject and TAT 

gradual phase out of the present 1, 

d. 	 schedule for a 
staff; 	and 

volunteers in 
a possible role of UN volunteersidentification, training and deployment of local 

the process. 
e. 	 organizing commuflities/vitlages and 

in facilitating 
and/or other volunteer agjencies 

three weeks.
would not exceed 

of the consultancy
that tile period

It is expected 

ii- l1 



7/19 	 Mr. Douglas Grube, Chief of Party 

Coverdale, Inc. 
NWFP Training Project,Peshawar 

Mr. liaseeb-ur-Rahman 
Programme Planning & MER Incharge 

SRSC, Peshawar 

Dr. Peter Blood, Chief Technical Advisor 

Special Development Unit, Peshawar 

11r. Syed Mutahir Shah, Project Dirlctor 
Development Project, Mardan

Pak/German Integrated Rural 

Dani, Chlif E: itiveDr. Anis Alnmad7/21 , ions, IslamahadTrust for Voluntary Organiz 

11r. Ali Akbar, Piogram Coodinator 

Pakistan-Canada Small Projects Office, Islamabad 

Khan, ChairmanMr. Shoaib Sultan7/2G 
Sarhad Rural Support Corporation 
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