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PREFACE 

T h i s  Fins! R e p o r t  srimmarizes and analyzes the ac:t i v i t  i e q  nf t h e  
t g u i s  B e r g e r  I n ? . e r n a t i ~ n z  1 ,  I nc .  Technical A s s i s t a n c e  Team f a t  t h e  
Balochist .an Area  Devel~pnent Project  ( B A t A D )  over the s i ~  y e a r s  of  
inplementat i o n  i n  t h e  Eak ran .  We a .  h a v i n g  bar? t h e  
o ~ p o r t u n  it); to 3 s s  i s t  3 G t b . D ' ~  ~ p c 3 n - f ; ~ ~ ~  : t -he  tinit;..ed S t s t e ~  Agency 
fnr I 9 t .e rch t 'ana j  D e v e l c p r n e n t  and t h e  G e v e r n m e r t .  of 3170fhSst35. 

+ 
5 5 .  p r e v s r p d  h y  t . h e  C h i e f  of F a r t . y ,  1 . Dwjght R u n r e . ,  
?rs6 t h e  src j ec t .  A 9 r r , n ~ n i  st ~ q 7 i g l  3 .  ~ r a d i ; ~ ~ r y ,  va: t S a h l e  
as%;stanc? frqn S a n i c -  K s t e r  E n g i n e e r  Mohamsd Y s h y 8  l<k?an, Sen'or 
Roa.4 Eng'neer Safd a r  Y t l s s a i n ,  Head C o n s t r u c t i o n  Ensineer Mohamad 

P. A ? i  Fi?lnch, sociolncl~t S h d ! ~ i  R a s h i d  i i a l n c h ,  2nd Heavy  ~ q r ~ j l ; m a n t  
s r ~ c f s l f e t  Mohavv-md S a l e e m .  The r e p o r t  a !  s o  r e f  : e c t  s past. ~ 

cnr t t . r ibut. inns t.0 8 A l  hj,  f o r m e r  members of t h e  TP. Team, F a k  istani 
and American. 

The first. r s f  t h e  rspnrt's f i v e  chapt .ers  disc~.lsses t . he  i i i s t - o r y  of  
SALAD,  b r e a k  5ng it. I n t g  three inplexentation p h a s e s .  The s e c o n d  
cF:ap"cr s : i m a r  i zes RA1.AC accomp F ishncnts i n  b o t h  the technical and 
i n s t i t u i . i o n a 1  c o m p c ~ ~ e n t s .  

The t h i r d  and Iorrge.s+ rhapt .er  f i r s t .  assesses  B A L A C ' S  a c t i v i t i e s  i n  
i t s  p r  i n c i d e  s e c t . ~ r g  o f  Roads, Wate r ,  A g r  i cu l t - u re ,  Special 
Development A c t - i v i t . i e s  ( S D A ) .  and Planning. These assessme~ts 
consist of analyses, 1 essons 1 earned,  and deve 1 opment. 
o f r ; p o r t ~ n i t  i e s .  The chapter  cone Tr.rdcs w i t h  analyses and I esssns 
learned i n  t h e  categories o f  Wanagement of Cons t ruc t ion ,  T r a i n i n g ,  
P r n j e c t .  Def. i gn, ? ? a r ~ s g ~ c l e n t ,  C o m ? r n  i t y  Part icjpat. i o v ,  and PI- i v3t .e  
S e - r t n r  D s v e  lnpment, a 

I n C h q p t . e r  4 ,  t h e  ' l e ~ ~ : ? n ~  Is3rne.d from Chap te r  3 a r e  st- :mar i z e d  and 
g?-+c : . :~ed  f r o m  a t - h e t n 3 t . i ~  p p e r s p 6 c t . j ~ ~ .  A E  overa ' t  ? assessmen't of , 

B ~ L A D ' s  s u ~ ; t a i n s t i j I i t y  s given ~t the end gf Chapter  4 .  
O e v e  ionrnent. o p p n r + j u ~ i  $.is- ?re s r i m a r  .i zed in Chapt .e r  5 .  



Louis Berger Internationa; [nc.  provided T e c h n i c a l  Assistance to 
the United S t a k e s  Aaency for international DevclopmenIt and the 
Government of  Balochistan in the implementation of the  Balochistan 
Area Development. (BALBD) Project for s i x  years ( 1 9 8 6  - 1991).  

This Executive Sumesy f i r s t .  g i v e s  an overview o f  Project History 
and Accmplishments.  Highlights of lessons learned a r e  then 
p r e s e n t e d  in the areas of Infras"crtiture Development, Frrstit trt jonsl 
C h ~ n g e ,  Cnnnunity P a r t . i c i p a t i o n ,  Privete Sector DeveTvpment., 
Project  Hanrtgment, end Project Design. The concluding secticzh 
assesses t h e  s i . : s t s i n a h < l i t y  ~f R A L A D .  

PROJECT HfSTORY 

The i m p 1 e i n a r s t a t i ~ n  af R A L A D  can be divided in tc  t - h r t e  phases, 
roughly corresptnding 0 the orfginal contract period and t - w b  
subsequent e x t s n s i o n s ,  as foilnws: 

1.  The f i r s t  phase covered the per iod f r o m  contractor 
m b i f i z a t 3 0 n ,  January 1986,  through 1985 when USAID 
prepared to termjnate the Project. Activities durin$ 
this phase consisted primarily o f  compIet.s'ng a great  
nmber  of physical works tha t  were useful and h i g h l y  
v i s i b l e .  

2. The second phase ( m i d - 7 5 8 9  through Septanker 1990) was a 
period of  t i -ansit ion.  The tZfi4ject was extended,  and 
agricultural and planning activities were added. 

3 .  The t h i r d  phase of the P r o j e c t  (October 7990 through t h e  
terminstion of t h e  f ethnical Assr'st .ance Contract  i n  
December 19913 wss to h a v e  been t h e  Integrated Rural 
Development. cspstone o f  the  Project. However, the h i g h  
expectations f o r  t h i s  phase w a r e  not realtzed, qs B A C A ~  
undsrwent ma jot- changes end reduct fans i n  I991 when U S A ~ ~  
r e s p ~ n d e d  to t h e  Pressler Amendment. 

ACCOMPLISHMENTS 

O f  the $ 33.5 million obligated for BALAD,  the lion's share has  
been spent on infrastructure, inc1uding the rehabilitation an+ 
mar'rstenance of  over 1,500 k.i 'lometers of roads, and t h e  constrttct iod 
o f  the  Ketch R i v e r  Bridge, 52 primary schoois, and I85 irrigation 
water pro jec ts .  A t  a much lower cast to BALAD, h e  'Project 
implemented i t s  agricultural, planning, and institutional supper$ 
activities. 

Because o f  the i n i t i a l  need  to establish BALADus c r s d i b i l i t - y  at a 
time when rocks were bei;ng thrown at P r o j e c t  vehicles, SALAD 
concentrated on v i s i b l e  construction projects i n  t h e  early years .  

4 
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The physics1 aceompl tshrnents as sf December t9W are sumar i zsd  
below: 

1 SECTOR COMPLETED 
: 

ROADS 
Road ~aintenance' 1,575 km, 
Road Rehabilitation 359 km, 
Drainage Structures 59 

I 

7 0 w n  Rsed Paving 5 

FdATER 
I Water Course rmprove-ents 44 
I Earns I ?  

K a ~ e z  fmpruvernsnts 23 
Karez Hother We l l  Drilling 95 

SPECIAL DEVELOFHENT ACTtVfTtES ( S D k s )  
Scl-tos 1 s 52 
Hatsrn i ty  H e a  7 t.h Cent-er 1 

ABR ICUtf URE 
On F a r m  Dermsnskrakions 154 
=armar Tra  i n f ng 394 days 

i Agriculture D e g t .  Staff iraindng 125 days 

In the last two years ( 1 9 9 0 - f 9 9 t ) ,  mi -e  emphasis was placed on non- 
I i n f  r e s  t ructure i tm-s , espec i  a t  ly planning and i t s  

instituti~nalization. 

The Pro jec t  has successfully delivered an impressive quanti ty and 
quality of outputs i n  a remote desert region. in  the process, the 
attitude of  Hakranis toward American-essisted development has 
become m r e  positive. @ I 

LESSOHS LEARNED 
- .  * 

l HFRASTRVCTURE DEVELOPMENT 

For technically sotand and cost effective devsl'uprnent o f ,  . 
infrastructure, planning j s  essential. Ptann$rag for the roads and 
water sectors shoirid be i n  the context of comprehensive regional 
plans- The framework of the Regjonal Plan for Coastal ~ a k r a n :  
helped establish t h e  water  and road devet~pment <nkerventions most1 
crittcal for  regional growth and f ~ r  nesting pressing hurn~ln n e e d s . '  

E f f e c t i v e  management of scarce water resources needs to be  based an 
s continuing analysis, for e a c h  water  bes in  i n  t h e  Makren, of 
existing groundwater, annual - withdrawals, and naturacl and .  
artfficiat replenishment, 

i i 



Hany mobern r o d  planning and 9ngjneering techniques can be 
useful ly adapted and appl  i e d  i n  t h e  Makran.  The Force Account 
arrangment w i th  CBW permitted B A U D  to contract rapidly for road 
w o r k  w h e n  f i x e d  quant - i t ies  could not  readily be estimated. The T A  
T e r n  provided cnnstrucltion supervision and o f t e n  technical 
direct ion,  resulting in higher quality work  than would otherwise 
have been the case. I t wes s Sso adrrtntagaous f o r  U S A ~  I)i to rnainta 5n 
signfficant financial overs ight  with the assistance of L B I  1 .  

t XSX I'TUT i OMAL CHANGE 

For the ~ a k r a n  to be deveTopeb, m r e  affective public institutions 
a r e  s;ecessary. Regional planning and related public anld private 
sector investment- ppsmetion a r e  needed i n  the Hakr-an, but there i s  
no institution mandated and equSpped to pursue them. 

Ln spite af BALAD'S provision of  substan%ial tech~ical assistance, 
trainfng, and aquiment o v e r  t h e  y e w s .  t h e r e  w a s  little 
i l r i rp tovement  i n  the performance o f  the Coimunieation & ~ u r K s  
Depsrtment. kgricu1turaf. Extension. and the  PPMU. Reform would 
r e ~ u i s e  smc cmnb-Fnetioar o f  political w i l l ,  h i g h  level 
abrnfn is t ra t tva  c m i l r n e n t ,  highet  pay for employees, and b e t t e r  
quaiiffed technical personnel.  

Within the current GOB planning system, including the PPMV; 
infarmation f l ows  tend ta Re top-down, with l i t - t l e  dialogue on 
development priorities. Effective regfonet glanrritlg rbquires: 
two-way d-t'alogue as we1 1 as  b e t t e r  sharing of . i n f ~ r ~ i l a t f ; j ~ n .  The 
inst t ' t t r t ional  iration of regional planning requiresm pol  idy 
c m i k m e n t .  leadership and improved gover~ment decisioifs-makids 
E inkages, i I 

Training o f  Agricvltural Ertension and On-Farm W a t e r  Managemerit 
s t a f f  at the local lave! can increase certain skills. but major 
changes in the s y s t e m  of Agricultural Extens-r'on are  needed. She 
Project proved t h a t  low-cost agricultural c f e u e 1 0 ~ e n t  can be 
erchjeved through a program focused on f a r m  based d3mnstrat ions. 
F s r ~ e r  trsining can be carrfed out inexpensively i f  the motivati-n 
to plan a ~ 2  conduct t h e  t ra in ing  i s  present. 

C O M d M l f Y  PARTICIPATION 

On f a r m  demonstrations conducted by BALAD incorporated signi f icaht  
beneficisry contributions, The bemnst ra t  i o n s  are promisi hg 
avenues for  fu ture  agricultural development i n  the  Makrsn, 
Participation by t h e  recipients i n  both p r o j e c t  selection a j d  . 

impImenta t ion  increases the quality of  construction and e . 
s t rbsequsnt  operation and maintenance of projects. 

i i i  



1n the  nakran, the effectiveness a$ popular p a r d i c i p a t j m  $3 
planning through the ioeaO council system i s  timiied by t o w  
literacy and Tack of urtdarstand-ing of the local pIann5ng and 
deve 1 opment process, 

PRtVATE SECTOR DEVELOPMEHT 

Progress was made i n  upgrading the capabilities o f  p r i v a t e  
contets&ctors. Local contractors remained fairly small, but sane oF 
the contractors who s t a r t e d  o f f  with BALAD a r e  now bidding for. 
bigger contt t icts with other agencies. S t r i c t  constructisri 
sugsrvfs ion contr ibuted greatly to h e  improved quality of 
construstion work o f  p r i v a t e  contractors,  , 

These are selected private sector opportunities i n  the Hakran, such' 
I as in date m a r k e t f ; i n g ,  but t h e  constraints are  serjous. For many of 

the p3ssibifjties, further study i s  ind.icated before  deciding 
whether m a j o r  investments are warranted, 

The Belochistan chamber sf C m s r e e  and Industries bas the. 
potsntial to t a k e  on a much m r e  i m p o ~ t a n t  development role fn %>af 
prav i nce . 
PROJECT HANAOEMENT 

The T A  f e r n  was t.ested severely i n  I991 by cutbacks r'n BALAD'S~ 
scope and the series o f  changes the  Project underwent. f n  199 1 ,; 
BALAD w a s  aftered a ntrrnber of  times; a c1 fmate of r.rncertainty1 
prevailed. The key lesson re-learned for many of  BALAD'S,  
participants was the  importance o f  maintaining one's equi  l ibriumj 
and a s e n s e  of humr. 

! 

+he participatfon of  h i g h l y  qualified and, often even morel 
important, highly motivated and dedicsted local counterparts can' 
increase the  effectiveness o f  Expatriate Technical Assistance b y j  
crders of m~gnitude, 

PROJECT DES 1 GH , - . .  - * 

Agreement on objectives contributes to sustajnabitity. 
increased dialogue between USAID and QOB could have narrowed' 
differences, and thus contributed to tighter P r o j e c t  designs and: , 

b e t t e r  implementation. 

A c l e a r  P r o j e c t  design, incFtlding i t s  i n s f ; i t u t i o n a l  aspects, : 
facilitates efficient and smooth project rnanegawnt. 

BALAD should have gone through per iob ic  formal redesign processes : 
x'nvotving t h e  8 ,  USAID, the ?A Team, and other interested ; 

parties. Key decision-makers should have interacted and s o u g h t  . 
, C ~ ~ W ; L  grot~nd, espec iaS l y concer-ni ng BALRD' s purposes, 

i v 



k project l i k e  BALAO should change fn response to circumstances, 
lessons learned along t h e  way, and aft-ered p r i o r i t i e s  of the  
sponsoring goverments.  BALAD d i d  Snbeed change, but  d u r i n g  the 
year-and-a-half Transition Phase and the 'fast 11  mnths  of the 
P r o j e c t ,  o b j e c t i v e s  were not clearly specified or  integrated. 

The decision to emphasjte short - term v i s i b l e  outputs i n  the i n i t i a l  
inf r ~ r s t r u c t u r t  phase of  BALAD meant  that  inst i C u t  iana f development 
w a s  gSven lesser importance. The Secmber f 9 9 0  Q ~ ~ k n  
integrated physical o~itpests w i t ! - :  s t .  ones, including 
training; t i-ret design stressed sustainability. However,  because of  
t h e  Pressler Ame~drnent  and t h e  curtailment of BALkD, t h e , D e c e m b i i r  
1930 Work P la r ;  w a s  radically cut back. T h i s  $eopa.rd.Tzed the 
sustainability o f  major objec t ives .  

On the  o t h e r  hand, various elements o f  BAL.4D h a v e  strong prospects 
for yielding continuing benefits, s u c h  es: 

- The shingle roads rahabilitsted by S A L A D  w i l l  provide 

better service khan the previous t ~ a c k s ,  even w i t K  poor 
C&W maintenance. < ~ 

- The dams b u . i l t  to recharge aqtr j fers should last for many 
years with little or no maintena?.rce. 

- The karer and 'or ja  improvenients, by and 1st-ge, short f d &e 
maintained by their prfvate owners. 

- T h e  irse of improved practices by f a r m e r s  shou Id cant inus. 

- Trained BALAD and GOB s t e f  f potential 1 y cov l d app 1 y t h e i r  
s k i  1 Is in v a r i o u s  nays  to Zmprove the H a k r a n  o r  ot-her 
p a r t s  of Pakistan. 

The development opportunities which cuncluds this r e p ~ r t  a re  weT3- 
c r a f t e d  building blocks for  any organization concerned w i t h  t h e  
overall derelgprnent o f  the Hakran. - 
On balance, t h e  impacts o f  t h e  Presslet-  Amendment d e a l t  
sustar 'nabi l r ' ty  a hard blow. Nevertheless, many EALAD outputs w i l l  
conta;intte to provide benefits, An irnpress?'ve ntimSer o f  soijdly- 
based development opportunities are  being l e f t  as a legacy. 



CHAPTER I 

PROJECT HISTQRY 

fn 1981,  t .hc Cfnited S t a t e s  Governmenk and h e  Goverrlment of  
F a k 4 s t . w  en ta red  i n t o  s $3.2 billion agreement fnr provision o f  
economic and military assistance for t h e  period f Y  1982 - F Y  1 3 8 7 .  
The ecoqornic ~ s s i g t a n c e  program was t prmote  lorig ter* 
deve7opm;ttnt s n d  a d d r e s s  the ror;nt.ry's foreign exchange need* 
kh~o!sgF. qu i c k - d  i s b ~ l r s  ;ng v 0 s  t.hstt Fay f 3undat : ion for 
ecanc~mi  c growth  end ? t a b  i l i k y  . , 

The Pe7ochSstan Area @ev3!~pment. P r a j s c t  (FALAD) !?scam? 8 p a r t  of 
L <.hat F S C " V , ~ P .  Palochistan borders  then ~ ~ v S e t - o c c r j p  i ~ d  P f  ghan is tae  

and revafl-:Cli3nary Iran, and the  Eakrart coast covers 400 km a l o n g  . 

the Arebfert  Sea. P a r t .  of t h e  ratSona?e o r  ClSACfs assis2.ance in 
8 a ) o c h i s t a n  wss t h a t  regional stability and development were 
essential g i v e n  t h e  geopolitical s i t t ~ $ t . f o n  at. the time. 

The fnl7owing paragraphs  o f  project  history a r c  taken f r o m  t h e  
l n t e r i t n  Evaju9tfnn ~f t - h e  SALAD Project. conbucted fn 1990. Thes.;~:. 
p a r 9 g r a p h s  a r e  not nec~sserily p r e s e n t e d  i n  o r d e r -  

"the [ B A L A D I  Prcject. was c h i e f  ly motivated by t h e  need t-z, 
iotegrate soutfrwestsrn Palochistan mare close1 y i n t o  the 
administrative and ec~nornic f a b r i c  o f  Pakistan. 
Secessionist sent  inen ts  end ethnt'c t i e s  w it.h Baluch 
populztions o f  Iran and Afghanistan were a scurce of 
apprehension to the  Qovernment o f  Pakistan (QOP), I 

especially at t h e  height of  the war i~ Afghanistan.  The 
Eakran, isolated from t h e  vest+ o f  the country an% facfng 
t h e  sea, I r an  and the G u l f ,  was +n sensitive strategic 
p ~ s i t  ion.  

I t  B?.~ i l fb ing  up i t s  pro,aram at the  tirnp; U S A I D  e g r s e d  to 
provide critical infrastructure and thus help GOP 
d~monst . ra t .e  i t s  concern f o r  t.hs needs o f  t h e  neglected 
p o y j r ~ l a ~ i o n .  Administered b y  s R~sgionctl A f f a i r s  O f f i c e r  
i n  Karschi , E3kt;r.D was treated as  q u i t e  separate from the  
Mission's regular development pragram. t!SAID o f f . l s i a : l s  
i n  1 %?5.;mabsA r e a d i  I y admit t.hst BALAD would not  h a v e  been 
part of t he  AlD program i f  norms? development c r i t e r i a  
h a d  8pplied. 

** ! The F r - o j e c t .  B.grcernent was s igned on Augt.tst 30, 7 9 8 4 .  
t fSA 1 D f u n d i n g  f o r  the  proposed f ive-year effort. was 
placed a t  $80 m i l  1 Son w i t h  en add".fonal i m p ~ . ~ t e d  value 
c0nt.r- i b ~ i ,  i o n  f r o m  the!  Oovernment. o f  Baluchjstan (008) 
 st irnated a t  spprox i rna t .e ty  $ 5 . 8  mi 1 1  ion i n  rupee 
e q j i i v ~  b e t .  The P r o j e c t  Paper (PP) i d e n t . j i  f id t .hree.  main 



areas  o f  activity: ( I )  road cons-truction, rehabilitation 
and ma i nt-enance ; ( 2 )  imptoring the efficiency of  
existing water f a c . i ? i t . i e s  and t h e  conslruct . ion o f  srna?l 
and medium-scale diversion st ruc tures  and dams;  and ( 3 )  
s t - r e ~ g t h c r ! 5 r ! ~  h e  capacity o f  the GOB and the Makran 
divisQon to $Ian, p r i o r  jt Sze,  select s t ~ b  i m p  tement 
development projects. Subseqi isnt 'ry  , the  1 i f  e of the 
projec t  was extended b y  one year to Oacernber 31,  1990 .  
A I D  funding was also increesed August I987 to $45 
I ,  primarily to f S n ~ n c e  acid.itiona7 read bes4gn . 

a c t i v i t i e s .  

"Condit- ions  precedent  i n  t h e  O r  i g i ~ s :  grant; asreement I 

include6 the formal ss?.sb i ishrnent  of a P r o j e c t  Flanning i 

snb M o ~ < t o r  i 3 g  Unjt. (FFMU) st+ T t ~ r k : g t ,  g p p ~ i n t m e f i t  c f  ' a I 

project d i r e c t q r ,  and provision o f  a s'te f o r  t h e  p r o j e c t  I 

headquarters - II 

t n December 1985, constrf.:ct. nf t5e B A L A O  o f f  i c s  and res . ident - ia  1 '  
compocrnd <in T ~ t r b a t  began. the compound, desigced to serve a s :  
P r o j e c t  Headq~bsrt.er-s and p r o v i d e  h o ~ s  i ng for  t h e  eexpakr i a t e  and 8! 
Pakistani tecnnical zssis t .ance team, was completed in April 3987.' 

0 .  MOBtLiZATIOEI AND lMPLEHENTAT!ON: I986 
! 

Two expatriate PSC evgineers wcrked !n Turba t  i n  early 7985, : 
beginning pre-implementation work in t h e  road  and w a t e r  s e c t ~ r s .  

USAfD signed a c o n t r a c t  for Technical Assistance (TA)  with L o u i s  ' 

Beoger f n t e r n a t i ~ ~ a i  tnc. ftBI 1 ) i n  September 1 9 8 5 .  The' core) 
l o n g - t e r m  exgstrfate ? A  Team w a s  to consist o f  f j v e  members:  f 

a :  
Chjef o f  Party (COP), Senior C ? v i 7  Engineer ( d ~ a d s ) ,  Senior C i v i l  ' 

€59 jnesr (Wa5er M a ~ s g s r  1 ,  I r r i g a t i o ~  Agronomist and Eegi~nal ! 
P?anner/Econornist. T h e  COP was to ' b e  '=signed f o r  3% p.ersnn-  \ 
months, t h e  Road and w a t e r  Engineers f o r  36 p e r s m - m o n t h s  each ,  and ! 
the Agronomist and Reghonal Planner/€conomist for  26 person-months j 
each. A ? ?  team members  were t.o be s t a t i o n e d  i n  Turbat.  except the 1 
P lanr ;er /Economist  whz w a 5  a s ~ 5 9 n e d  .tc . w ~ r - k  w i t h  t.he GOB i n  Q'uet ta.  i 

Four members of  t h e  T A  team wkre to be mobil%zeb i m i s d i s t e i y ;  t h e  : 
f timing f o r  mobi 1 ; r a t  ion o f  t h e  Agronomist was to be determZned , 

a f t e r  t h e  s t a r t .  of project implementation. [ 

The first o f  the L B 1 1  ?A Team ( t h e  Chief o f  Party and t h e  Re$ional 
P h n n s r )  a r r i v e d  i n  e a r l y  January 1986, fallowed b y  d h s  Water : 
Engineer i n  F e b r u a r y  of  t h e  same year .  The TA Teem w a s  fuf l y  i 
mobilized i n  April 1985 with t h e  arrival o f  t h e  Road Engineer. 

1 Gevel oprnent A1 t - ~ r n a l i v e s ,  3 n c .  , Interim EvaEuztion of ' 

the BALAD Project, 1990. 



During canstruct ion of t h e  csmpaund, the T A  Team and P r o j e c t  
offices were  located at. the Hawab's Pajace  in T u r b s t .  

T h r e e  ~dbitisns7 a c t i v i t i e s  of t h e  SALAD F r o j ~ c t  w e r e  implemented 
t h a t  were outside t h e  scope o f  %he LsrI c o n t r a c t  but- a f f e c t e d  th4 
contr  act.or ' s work, These act i v i t, f ss were: 

1 Construction o f  the  Kech R f v e r  Bridge i n  T u r b s t ,  
i 

Conskrr.ickian o f  5 5  kilm~eters af the road b n t - w ~ e n  Rela and 
a w e r ~ n  f l a t . e r  expanded t.0 101 k i t ~ m e t e r ~ ) ,  a s  welt as, design 
of  the Awaran-Tusbat road ,  and 

Imp 1t i2enta t  ion of  a Wakran Vocst 3'anaJ-Tcchnir:nl Trahning 
Frog~r;m to send SO Makr-an< st.c~r2ants f o r  t v ~ o - ~ c ? r  f 4.4) d e g r e e 9  
i n  the C . S .  T h i s  Fergely rt;p'risced the origins1 Cr~t in ing  
D r o g r a m  contained in the  Project P a p e r .  

The P t o j e c t  w ~ s  t i e d  i n t o  t.hree o t h e r  A I D  programs. k g ~ - i c b l t u r a l j  
C u m o b i t i e s  and Equrgnent ( A C E )  program funds were  .to procurd 
e s s e n t j ~ !  equipment such as  j e e p s ,  genera tors  and heavy machinery 
for t-he Carnun ;cat iocs snd Works ( W W )  &+partmerit .  Oeve'loprnent: 
Sspport Trafning Pro jec t  (DsTF) monies ftmbed h a l f  o f  t h e  
voca t  ionel -technical t r a i n i n g  program, and t h e  Pro jsc t .  Design an4 
imp te rnen ta t ion  Fund (FDLF) financed certain activities prior- to TA1 
team mehi  Firatfin. 

Si ihsqrrent .  history o f  the Pro jec t  can he p r e s e n t e d  i n  t h r e e  phssts, :  
rattghty correspsnding to the a r ~ ~ i n a l  contract g e r i o d  and t w o  
subsequent extensions. The f i r s t  p h a s e  covers  t h e  time from t h d  , 

conf r a c t o r  mot?! F i z a t  ion, January f 986, thrmgt- ,  I989 when A ID/ 
prepared  to terrninat.s the pro jec t .  A c t i v i t . i e s  d u r  i n g  t h i s  phase;  
cans i st.ed pr <mar i 1 y or" col-p 1 et i n g  a great:  number o f  physical works! 
t h a t  were  t iseftrt  m d  highly v i s i b l e .  TAa s e c ~ n d  phase ' o f  the !  
P r o j e c t  ( t h e  middIe of 9989 t h r o u g h  Septeiibsr '1990) was .s period of:  
t r s n s i t - i o n  when the P r o j e c t  was extendad, orsanizationsl contro? 
w a s  ckangad and o b j e c t i v e s  redefined, The t h i r d  phs3e ( ~ c t o b a r /  
1990 t h r o u g h  PACD in December 1991) was to be the capstone o f  the! 
Pro jec t .  integrated r u m 1  developmsnt worr 1 d he rea l  isled endl 
s u s t . a i n a b i f i - t y  achieved. T h i s  p h a s e ,  f i o w ~ v e r ,  d i d  not reach i t s :  
h igh  expectstions due to circumstances larga'y bsygnb t h e  control; 
of  ! slamsbrsd or Turbat. i t  became, rather ,  an intense phase,  otit of1 
the Pro jec t .  

I 

I 

C .  PHASE D r 1NFRASZRUGTURE DEVE10PrtENT [ ~ s n u a r y  1988 - Rarch, 
1988) 

The Infrastructure Development Phase was s l o w  {n  g e t t i ~ g  s t a r t e d , :  
, but  by 1587-1988, a considerable number of r o ~ . - f  and wa te r  s e ~ t c r j  

s v b - p r o j e c t s  wsre being const.ructed. T h e  I990 ; n t e r i w  e v a f u a t i ~ n  
a,up!sfnedr  

3 
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' "As  m i g h t  be expected irnder the rugged c o n d i t i ~ n s  f n  
Eekran,  fuel shortages and the breakdown of  equipment as 
wet1 a s  difficulties w i t h  1 0 ~ 8 1  contract,ars because of 
absences, non-performance or  inability to maet st-aasdards 
were continuing prsb'3csrns. The nc:ed to termirlake one 
subcontractor tn 1987 resu!t.ed i n  s court case asainst 
L B t .  The freguant and ~ o m a t i m s s  prolonged absences f r o m  
Turbat o f  t h e  scnicr s t a f f  o f  line depart.ments, 
p a r t . i c u l a r l y  C&W, also held up implementation. 
Nevertheless, 7387 and I988 saw s gruwtng nornsrttuw 05 
a c t  i v j t y :  const.ruc:t*;on of c h e c k  dams and wat.ercorrrse 
- E n ~ r o v e m e r r t s ,  siphons, k a r e z  bor ings  and i -mpi-overnsnt.~,  
.- + ~ a b  1 rehab<? + t a t  4 o ~  tg i m ~ r s v e  g r a d i e n t s  ar,d e ?  igrrments, 
!rpgr&dit7_~ w.i t h  f e w  wa,ter crossfngs and c + . : ' v e r t s ,  and 

$ 4  n s t n t e n ~ n r ~  operations. 

Thcs pkzsc wr l s  h e s v i  I y  ~ r . f e n t . e d  to I n f r s s t r - t i c t t i r e  and saw t ho :  
cnmp?etion of numerous projects ;n t h r e e  m a i n  a reas :  Water, Roads; 
a ~ d  Special D e v e l o p m e f i t  A r , t . i v i t + t ; s  (SDbs), indicative of  t h i s ,  
~mp5-rac j s ,  an expsttr i a t  e Const.rrrction Engineer was added to the long! 
t e r m  T A  Team in l a t e  June 2988. 

Ths Prc jact .  p r o g r n s s t d  to t h e  po in t  w h e r e  t h e  C h i e f  of P a r t y '  
~ e p ~ t - L , e b  t h g t  a majority o f  the targets set {in the P r o j e c t  Paper 
w e p e  ach-t"eveb, w i t h  exception o f  the institutionaTization o$ PPMU.' 
T h i s  SnsP;SttrtiotlaFizat.ion "was recognized to be unobta$nabTe at an, 
e a r l y  s t a g e  ~ n 3  t was set a s i d e ,  w i t h  t h e  concurrence of all: 
p a r t i e s ,  to enable e f f o r t s  to c o n c s ~ t r a t e  on establishing e 
csedibls SALAD presence f n  the M8kranr'." 

T h i s  phase o f  t .he  Project, however, d i d  dmmnsE.rat.e that: 
development i n  an e x t r e m e ? ~  remote div4sion o f  t h e  cstrntry wasj ' 

feas3ble i n  spite of t h e  fe,ct. khst "achievement to date h a s  been! 
sonewhat  ad hoc and arbitrary, and i t  shculd be viewep as a f i r - s t !  
s t s g e  in a much m e r e  substsntiva development e f f o r t ,  t F  

b k  the end o f  8987,  i . lS3 . iD  condtrcted i t s  f i r s t  interim evaluation o f '  
EAkBD. I t s  msin conclusions were that.: 

"The QBB i s  u n s b l  e to. pi-ober l y s t . ~ f  f- t.he PPMV i n  Ttirbat- 
and the l a c k  of  008 counterparSs i s  m a k i n g  
insk i tu t .~oonel izak. j ion impossible. ., . . The f a t e  of the: PPMU 
w i t ?  be decided b y  GOB; end t h a t  USAtD should do fjttle . 

more thsn wa Ft and sae what- amergas, an t h e  neant.irne, 

Development Alternatives. Inc., op. tit., p. 3 .  

David Jones, BALAD I n t e r i m  Progress Report - COP  avid: 
J ~ n e a  Final Report, SALAD Report, March 1989 p , 

' Tbid. 
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the process as tab!  f dvwi whfch has the t B !  f A  t e a m  playfng 
a lead r o l e  i n  t e r m s  sf design and inp :ernenla t ion,  w i t h  
t h e  PPP?W servf  ng as a 1 i a f s a n  and PC- t processing o f f  i c e ,  
should continue. 

' " A F t e r  a shaky s t ~ t r t ,  the tB! TA team seems - h a v e  
overcome most. of  i t s  management problems and enjoys: a 
good w ~ r k i n g  relationship wi th  the PPMU and district 
sdministration. Thel r  prper ience,  however, h a s  been 
costly fn terms of t f rne . "  

n- 

I ts ;,ccnc?trding cament. was t h a t .  T ~ P  m05L jmport s n t  j n t . e rv . en t  i e n  1 s  
st i ! 1 h a s  i c  i n f  rssL,rr~ctucr? such as t h e  B P  7 ; 3 - & ~ 3 r a ~ - T r . ~ r h a f .  r q k d  ., k which i s  c e n t r e ?  tc any  folluw-OE a c t i v i t y .  

at t h e  end of  1988, t h e  P r ~ j e c t  wcci ld have heen tsrrnirtat-eci at t h e  
e n d  c f  khe or ig i t ; s t  L E t l  c o n t r a c t  ~ a - i o d  except fcr fn te rcess ion  af  
t h e  C h i e f  Minister o f  Salochistan wikh t-he 1 . .  Ambassador. 
Agreements far t h e  0% . s t r j t f f  FPMU positfans resF.l?ted in an. 
e x t e n s i o n  o f  t h e  P r c j e c t  through September 1 9 9 0 -  

GantraF to the ext-ension was a shift i n  emphasis f r o m  
i n f r a s t r i 6 c t u r e  constructfor? to agricu1ture production and rural  
development planning. Th is  coincfdad w i t h  U S A I D  t r a r i s f e r r i n g  
management. From the Office of  Eogjneering to the kgr icu l t -ura l  and 
R u r a ?  Development Davfsion f A R 5 ) .  " T h i s  changs nesn t  m o r e  
cnard5nstion f r o m  Islamabad end t-efoc=_using a c t i v i t . < e s  to conform 
m g r e  c l ~ s e l  y to M A  t D ' s  development-  s t r a t e g y .  The i n t -egra t  ion d f  
"lagging areas" o f  t h e  count ry  i ~ t o  t h e  nstional econom-ic 
m a  instreem remained an averall ob j e c t i v a ,  but w i t h  great-,sr ert2phasis 
on popular p ~ r t i c i p a t i o n ,  i rrvolvemer!t  o f  t h e  p r i v a t e  sector  arid 
women irl development, and an raising huntar: resources and mainagemerit 
c~pacity to a level where  a?l area  development p r o j e c t s  w i l t  8e 
planned and msnaged by local and provincial a u t h o r i t . i e s c  ~1 7 

D. PHASE 1 1  : TRAHSlfiON (April 1989 - September 1990) ' 

The L B l  l c o n t r a c t  was extended through September 1 9 9 0 .  Particular , 

emphasis bas placed on agricultural development and instikutional 
development. 

' TVT A s s o c i a t e s ,  Interim Evafuation of the Baluchfstan Area 
Development Projec t ,  December 1983. 

' Devsfopment Alternatives, I n c . ,  c p .  cit., p .  3 .  



The construction of  the Bela-Turbat road was split o f f  o f  the B A t A D  
Project end became the Balochistan Road P r o j e c t -  New schoo l 
construction act  i v  i t . i e s  ware dropped from t h e  BALAD 1 i st c+f 
activ$ties as USAlO was implementing a l a r g e  P r i m a r y  ~ducatian 
Project (PEP) i n  Balochistan. 

TO accornplFsh the new Prujact objectjves, t h i ~  Transition Phase 
began  with changes  i n  t h e  T e c h n i c a l  Assistance Team. The Water 
Ertglneer and Construction Engineer were no t  replaced w h e n  their 
contracts e x p i r e d ;  the Ch4ef o f  P a r t y  was rep?aced b y  a water  
engtnesr; the  R ~ z d  E n g i n e e r ,  a specia'ist in ccns t ruc t ian ,  W ? S  

rsplaced by  ccs w i t h  a s t r ~ n g  b z c k s r c ~ n d  i n  read s y s t e ~ s  
~anagenenk;  and t h s  Agronomist p~sition was Sinslly staffed. 

This Phese o f  t h e  Project w a s  c h a r t i c t e r i t e d  by fund ing delays a n d  
8 new orientation, as c2escrihed by the incumbent SO?: 

.* 
N e w  projects still were u n d e r  co r? s t , ruc t - ion  hut new 

projects w e r e  not. p ~ s s i 6 7 e  since t h e r e  was no money 
t i v a ' l a b l e .  i n A u g u s t  1989, money was a1 lotted to F t L-8 
to cover  c o m i t t . e d  p r o j e c t s  p ius  a f e w  sma1: water  
projects just ewaiting fund ing .  

" . . .Adequate  money became available i n  Feb rua ry  1390 t-o 
begin [the process o f  approval f o r  new projects fn all 
sectors]. 

" T h i s  [ p e r i o d ]  can best .  b e  summarized s s  o n e  covering a 
trans i t  ion per i o u  between t w o  different. types of 
p r o j e c t s .  The earlier, - i n f r a s t r u c t u r e  construction . * .  

essentially ended in February 1 5 8 9  although i t  took s i x  
months . . . to cornpl et.e t h e  construction pro j9ct.s.  f he 
new p r o j e c t  [ w a s ]  still grop ing  f o r  balance between  i t s  
planning orientation, social objectives, and [the] 
n e c e s s i t y  f o r  some ~ I . r y s i ' c a 1  ~ a c c o r n p l i s h r n e n t ,  ** 8 

I n  n ib -1990,  USAID decided to extend t h e  P r o j e c t  through Oecember 
I991 w-ith sr7 ~ p t i o n  to continue it an sdditionai n i n e  months 
t h r o u g h  September 7932. . T h . i s  be~isjon was followed up by  a second  
interim evatrrat ior!  c o t i d ~ c t e d  i r :  September 5 3 0 .  The Evaluation 
T e r n  concluded that: 

" A f t e r  a v e r y  s l ~ w  s t a r t  under isola.t.erJ acd r f i f f 7 : ~ u I t  
cond- i t ions,  EALAD h a s  established f o r  < % s e l f  an important 
p l a c e  in t h e  Makrsn. kccomp1ishmen*Ls w i t h  respect  to 
i n f r a s t r u c t a r e  a r e  m i r e d  b u t  generally pasitive. 

James Schoof , End of Tour R e p o r t ,  J u l y  1990,  p .  A-i. 



tandeb to undtwmfne the m o s n t u m  of activity 

 h he evaluation team decided t h a t ,  despite t h e  
institutional and bureaucrat ic  obstacles, it would be a 
mistake not to press ahead with efforts to esk-abl ish a 
v i a b l e  developmefit plannjng, mnf to r ing  and coosdinaEing 
mechanism a t  the  Makran divisional level. - .  . ,khs 
potentfa1 importance of  such a mechanism i n  achteqing 
participatory development. plfsnn*"ng and administraf;ispl i s  d well worth t h e  risks involved. 

. - 

E. PHASE 1 1 1 : I N T E ~ A T E D  RURAL DEYELOPKMT (septernb& 1990 i- 
-. - 2 "  \ , . I -  

- * . .*.LC . . . " . .  . . . 1 .r 

,- . . *- - - *-:< -. , -" -->?-'+- : 
c .- _ ". I . ' . "- > * L  . .  

, . .. - !. 

In September 1990. " fhs L B I  I contract was amended'* td" ' i ~ d w  
continuaticin o f  actfvitieo through December 3491  wfth an bptton <o 
e x e n d  it. again %~Fou@-~ S~pteaber '1352 subject to extensjsn 04 the 
8 ~ ~ ~ ~ ' ~ r o j e c t  k c t i v $ t y  Wmp8st.i.on Date. Justification For t h i k  
extension was presented Jn the contract mend%ent 

" I n v isw of the development needs of a remote snd lagging . -  i 
- * - a r m  such as Msikrrrn, there  i s  a need to continue: TA':, ;' 

beyond Septengbsr 30, 1990. it i s  unfair to expect .a$:. j lo . 
neglected and lagging area to sustain institutional.". : . . 

1' .  
strengthening and other deve 1 opmsnt f ntervent  f cans sf .the : I 

project  w2thout having t h e m  f Irmty estabt $shed. in or:des- ,  t 

k.0 be fir'mly for the project int-erventions i 

5nstitut.fonaIitsd and to ensure their  sustafnab31ityS~ths 
f A  assistance . . simj tar to that be g provided under .,if the existing contract i s  required, . .  

, - 

' Development Alternatives, Inc. . op. c i t  . , pp. x i i i '  - x i v .  

U S A I D ,  BALAD Technical Assistance Contract, September 1991'~ 
p .  C-2. 

a 



T h e  TA Team developed a detailed work Pian, capitalizing on the 
work done to d a t e  and atmed at reaching the R<ghest level 
objectives: ins t i tu - t iona '9 iza t . io t . l  of Project activities within line 
agenefes to insure t h e  sustainability of  the work  carrSed out by 
t h e  Project.  T h i s  Work ? f a n  w a s  p r e s e n t e d  to USAfP and the 008 at 
a workshop in Quet ts  i n  early 3ant;a~)i f991.  The Work Plan w i s  
approved b y  U S A ! D  in January 1 9 9 3 .  Unfortunately, impfernentation 
of the Work Plan w a s  adversely a f fec ted  b y  two events :  

- I 

The expatriate consultant team was informed on the same day 
the work p l a n  was approved that f t  was to be evacuated froffl - 
Pakiistan. t t  departed on January 8 ,  I991 and was not rpf3owe4 
to re tu rn  until nay of that year. 

Secondly, while the expatriate team H a s  not i n  Lcountry, 
fmposition of the Posess;ier Axand-ent forced the 16.ission to cut 
the project back drakaticatly, redue-fng the level ef. effor;t 
end fund.irtg white i n P k i n g  t h e  conts~kckor. , -  . a'4; . "would nbk 

t .  . exercise the optional ni.ne mnktd extens$on, -A . " - - . .- - . .--%-% . . -- _+ ,. . - -. I - . '  
. ': ' 

.- - 
,- . . -  > ,, .+ - i. . + '* ' t '  

The TA Team made efforts 'to implament %ha %or& kikn'butktb?orify* - 

limited success due to t h e  c o m n i c a t i o n s  problems associ&%ad.wikh 
managing activities from half-way around the wonld. ~fis'fxpa'tkS8ta 
Team carr5ed ot?t useful activrties i n  Waw Jersey, gkegar-i#g 
s t u b j s s ,  concept papers and working documents, The $3iss70n3 fn the . 
meantime, ordered physical w o r k  stopped in the f:sTd, , -. g-. .' . , c .  

"+.. _ . - ! ' 

I n Hay 199 1 ,  h a l f  of t h e  ~ x ~ d t r  /ate-  TA fsafi  wks 'a l l erred %ci %etu<n 
to Pakistan, the two efjgT.neerfng positions bejng terminated. Upcw 
the return of t h e  COP and Agronomist, t h e  T A  'Team developed !a 
"truncated Work P 1 an" -cover i ng act  i v  i t  i ss to be carried out kbrou& 
the end o f  the year  and presenting a schedtr 1 e of crsse-out actjvity - 

end s t a f f  denobilirakion; . . . . . 
6 

; 
, i 

Specif fc  activities carried over from the June 1990 Work PI& 
inel uded deve lopment sf an organ; za t  iana 1 iframework for pldnning %.n 
the Makran, an inventory o f  all karezes and wells .in the D i v i s i o r i ,  
p repara t ion  o f  t r a f f i c  counts and a r o a d  conditions surveys  on a l l  

8 



primary roads of  t h e  area, an electso-resist r iv j ty  s u s v ~  of Q ~ d a r  
D s t  i t  remedial works sn roads and w e t w  structures,  on-farm 
damnstrations and two agrict.iltura1 marketing studies. 

Hew a c t i v i t i e s  incfudsd dsvslogment of h e  R e ~ i o f i a l  Plan for 
Coastal Makran, s tudies  of  fisheries and tourism potential %tong 
the Makran coast, initiatjon of  two local contribution water 
development p r o j e c t s ,  and preparation o f  Purpose Lave1 MnStorfng 
indicators. 

Close o u t  activities included phasing o u t  s t a f f ,  handins over 
p roper ty  to the Government o f  Balochistan, ensuring project 
bcrcument.atiorr was complete and i n  order ,  and preparation 0% 

individual and project  close-out reports, 

F i g u r e  1 i s  a map o f  the Makran Division 
i c  roads,  w a t e r ,  agriculture and Special 

show 3 
Deve 1 

ng BALAD activitis$ 
opment ~ c t i k i t i e s .  
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Of the $ 3 3 . 5  miIl$on obligated for B A U D ,  the tfon's shpt~s  haq. 
been s p e n t  en 4nf rastructure, inciudfng the rshabi 1 i t a t  $oir$&#d,?.$'. 
maintenance of over 1.500 kilometers of road,  and t h e  constrir&%lon . . 

of the Ksch R i v e r  Bsidga, 52 p r i m a r y  schools, and 185 irrigstbon 
water projects. A t  a much lower cost ,  t h e  P r o j e c t  implemented i t s  
agricultura3, planning, and institutional support activtties- 

Because o f  the i n i t i a l  need to estabt ish B A t A D ' s  credibility, BALPLO 
concentrated i n  the  e a r l y  years  on v i s i b l e  construction projectsJ 
shifting the balance back fn t h e  last two years (1990 - 1991) 
toward nun-infrastructure j t m s ,  sspsciafty planning and dts 
institutionalization, The Project has successfully delivered an- 
i m p r e s s i v e  quantity end qua1 i t y  of O L L ~ . ~ U ~ S  i n  a r m t e  desert : 
region.  t n the  process, the at-tf tudes of Makranis t o w a r d  AmerQean-: . 
assisted develupmenk has became more pasikive. 

Project accomp1ishmerita are broken down by the f i v s  Project 
components. For each component, accompf r'shments a r e  siamar i zed-and 
a tab1 e presenked showing progress over the 1 i f  e of the ProJact 
measured according to purpose and output Isvei l  tndicators. These 
tables are followed by at graphical representation o f  ma jot- ,outputs 
fa r  each component e x c e p t  Planning. - -:-" . ;  

, :!+ , '" $ , . 
, - $*: .' 
I .  

I\ . i 
. -  z . :  

A.  ROADS . ... - i  - 7 , -  ' " *  . $  
I ' <.. . - - *  " .  

3 . '  . . I )  Road Hainkenanca - .  ! 

D u r t n g  t h e  i f f e  o f  tha project, BALAD performed ingroved r o d  
rnafntanance on 1575 k4lmeter-s of Makran roads. The targiet 
established i n  t h e  Project  Paper was 900 kilrmeters. ! 

i 
, . . , 

2)  Raed Rahabilitatfon [ 
L .  ., . 

1: 
Staae 1 Rehabilitation (basic improvement) was carr ied out on 338 
k i  lcsrekars o f  roadway. Stage 2 Rehabi 1 i t - a t  i o n  (improvement to a 
higher standard) was carried out on 69 kilomet-ers o f  roads,  ,- 

I 

I 

The target  for road  rehabi33tation presented i n  the P r o j e c t  Papet .  
was 608 kilometers. - .  

3)  Construction of  Drainage Structures 

The P r o j e c t  constructwd 59 drainage skructures, These structures 
consisted of law water crossings, culverts and sfphons. The target 
established in t h e  LBII contract  was 30 drainage s t ruc tures .  



4) Road Shtngling and Paving 
I 

I - Shinglingr 29 kilometers of  roads, 7'nc3ud 
I f i v e  ki lomet-ers o f  village roads were shingled. 

I - Pav ins: The project ,  paved f i v e  s t r e t c h e s  
TownJbazaar roads.  

I 

I 5 )  Woad Construction 

The P r o f  sct constructed and paved the 'E ink road connecting t h e  m a i n  

I Tu rba t  fown/Bazasr r oad  k i t h  the approach rasd to t.he Kech River 
Rr i dgz. 

6) Road Realignment 
I 

T f ie Projec t  mads? rnajqr -Fmprov~"ments i n  the alignment o f  t w o  
I 

sectjons of  roads a t t h e  Tslar G a p .  The nor t .hern  approach was 
shifted to higher ground,  t-he Tafair Gap r o n d w ~ y  was wiben'ad, and 

, improvements in drs inage ,  and horizontal and vertical alignnsnts 
were made. 

I' 7 )  Emergency Repairs to t h e  Kech R i v e r  Bridge 

B k l A D  r a p  i d l y  mob i 1 i zed the resources o f  the Gomunjcat ions and 
Works Cepartment fCIW) to make emergency repairs to t h e  Kech River 
Bridge after i t sustained flood damage i n  February 1991.  Repsirs 
i nc 1 uded channel i z i ng  the r ivarbed  to p r e v a n t  hackwash darnaging th@ 
e a r t h e n  work of t h e  bridge.- - ,  1 

I ' 

< - 

8) institutional Strengthening of  the C-omunicatPons and 
Works Depar tment  

The P r o j e c t  provided training to 216 C&W workers i n  m x h i n e r y  
operation and maintenance. - _ _ - -  . . 

The Project procured equipment for  t h e  C&W Department valued at? 
a v e r  $2.9 million, including dozers,  w a t e r  t r u c k s ,  backhoes, '  mobile: 
s h o p s ,  d u m p t r i ~ c k s ,  loaders, i-ol lers, trai ? e r s ,  compactbrs, a crane,; 
workshop tools and surveying and drafting eqtrtpnent. I t  aTs6  
arranged For equipment repairs worth over $30Q,000. 

lrnpraved methodologies were introduced i n  C&W through the 
preparation o f  the fallowing programs and documents: 



a) Road Classif fcstlon ~ ~ s t 8 1 ~ '  

b Gesrimtr jc Standards 2 

c) Road RehabilStatisn Concepts and Nethodul 

b )  fmproved Road Rehabilitation PSanitortn 

e)  #Stmeter Post System 

f )  R o a d C o n d i t f o n  Rat ing systed 

9)  T r a f f i c c o u n t  systemS 

h )  Equipment Preventive Maintenance Program 

9 Force Account System of Funding 

Through t h e  Project, U S A r b  established a cost effective, flexible - "  

and time-saving. force account system with the d e p w h e n t  
through PIL-14. This resulted i n  a steady reimbursement of funds 
which insured timely progress of road rehabilitation a~tivittes~, 

, y 

10) Private Sector Strengthening . - , I 

The Project increased the skills of  p r i v a t e  sector contractors by 
requ i r ing  them to perform to higher standards than have bee? . 

prey i o u s l  y required. E I even contractors  benefited f r h  thjs 
e f f o r t .  ~ < ; .  : "  1 

' - . _ .  . 
I ,. . + - ,".- - . .  ? " 

' I .  ,. .. i , "~ , 

poad Reports 
-" 1 

. . 
" .  

. " 
- 8 

' i . , -  ,. . " I 

T.  McKenzie, R o d  Rehabilitation, Concepts m d  ~sthodolo~y, ~ 6 ~ 6  
Report, March 1990 . . i  

L 
I-- 

Lou is  Berger I n t a r n a t  tonal, I nc., Deoaetric Standards o r  ~ o a d  
Works, BALAD R8port ,  Hay 5990. . I - * ,  : - - . .  - * +  ! . , 

;. , . 

r Louis Berger tnternst ional , I nc., Road  lassi if i c a t l 4  - 

System,  B A t A O  Report, May 1990. - 1 

1 ' Louis Berger i n t e r n s t  ions1 , i nc.,  Geometr jc  Standards fat 
Road Work, E A t A O  Repork, Hay 1990 .  

J 

T .  McKenz l a ,  Rced Rehebi 1 i t ~ t  ion, Concepts and ~ethodologyi 
BALAD Report, March 4990. 

L o u i s  Berger International, Inc. .  T r a f f i c  Counts and ~ o a a  
Condition Survey,  BALAP Report, November 1991. 
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8. WATER . ' 
I 

1) Karez and Korjo Empsaveisnts 

Twenty-three karezes and k o r j o s  were improved through 
c o n s t r u c t i s f i  o f  infiltration ~allerieo, in~taliatipn of,pipes i!h - .  
karez tunnels underneath nullahs, extension of karezes,  deep 
channe! lining and construction of g q u e d u c t s  over nullah 
cross i r igs  . 

2) Karer Watercourse fmpsovmenks 
I 

Forty-four watercourses i n  the nakran were improved by lining I 
channels and installing siphon and p i p e  aqueducts  at nu??ak~ i 
c r o s s i n g s .  

I 

I 7  

i 

3) Kasez Mother W e t  1 G r i ?  1 ing 
I 

Griliing of 95 karez mether w e l l s  to t a p  d e e p e r  artesian aquifers < 

H a s  carried out  by the Project. Borings ware done b y  bo;kh hand; 
and rnechanScal impact boring, . ! 

I 

1 

I )  D e l a y  Actjon Dms/Check Dams 1 

The P r o j a c t  constructed 16 delay action dams, introducing. ! 
. . 

improved engineering and construction techniques/ The :j J 

construction techniques included gabion, earthwork and I 
~. 1 

< ,  

combination gabion/earthwork methods .  . *, 
- ' 1. 

- - .  
. - . .. . 

3 I 
t 

. "  I '  

5) Floodwater Diversion Dams I , I 

A gabion floodwater dfvers$on dam was constructed to d i v e r t  flodd 
water  runof f  i n t o  a korjo. - .  , -  - - 

! 

6 )  Floodwater Bunding/~and Leveling I 
I I 

The Project  develcped an area of 50 ecres *hers flood water  i 

runoff would be slowed down and spresd out over a large area 
t h r o u g h  the  construction o f  s series of bunds and associated ladd 
leveling. 

1 - I 

7) Innovative Design Concepts I 

A n i~mber  o f  improved and innovative design and design concepts * 

were introduced by the Project. These included s new concept f o r  
delay a c t i o n  dams, improved channel lining techniques, gabion 1 
cons t . ruc t ion  techniques, the infiltration gallery c o n c e p t ,  use oT 

I 

! 7 



punoff water over l a r g e  aroes .  

8) Private Sector StrengtAenJng (. I 

. . 

- .  Construct ion contractors' capabi l it tes r e r a  !nr;reased throubh.: -, - 

Prafect activities. Oversight by Bairn oohstroct3on superv(ddis , t . 
helped t h e  c o n t r a c t w s  galn skills and barn improved techdques 
of construction. They were required to carry out work at a 
higher s tandard  than prav5ously necessary*  Twenty-sfghk 
cont rae to~s  were assistad by the water sector's progrms. 

9) Strengthening Irrigat$on Dspsrkmsnt ' 

The P r o j e c t  strengthened the frrfgatson DeparZmanZ through 
repairing i t s  equipment and t r s i n f n g  two o f  t h e i r  evgfneers 
des f gn . 

10) Water Hanagement Abvfsory Cotmiittea 

BALAD crested and groposed the concept of a Rater  Managme 
A d v i s o r y  Camfttee ?n t h e  Flakran to s d d r e s s  the urgent ne 
control explaitation of t h e  t frntteb groundwater resources 
reg:on i n  light o f  the explosive growth of well irrigation. 

11) Etectro-resistivity Study 

The Project arranged for an elsctro-6esjstiv$ty surv 
m a d a r  District. TASs survey w i l l  5dentify the area 
b f s t t f c t  which show the greates t  potentla1 for sfgni 
much-needeb groundwater development. 

I . . _ -  

12) Loca3 Contribution Projects 

In @he water  sector, B A L M  c w r f a d  out i d s  f d r s t  pro3scts 
requiring significant beneficiary contribuZQon i n  construct 
projects These  were the improvements to Baso? and Sarchup 
karazes.  I 

' D. Boggs, Concept Paper for the Formation of s 
Manasextent Advisory ConmitLee, BALAD Report,  March 1991-  

7 3.0. Brewer, BALAD ~ocat @ontributicon ~ r o j b c t s :  
Irnplfcat3ans f o r  Fatticipetary Lctcaf Development Ef for ts ,  BALAD . 
Report,  October 1991.  



. .  , .  

Water Sector Reports 

D -   ong glass, p h a s e  I Wster Sector Report, B A I A D  Report ,  ~ebrus& 
5987, 

D. Douglass, Interim Water Activities Report, B A L A D  Repbrt. 
January 7988. 

O .  Douglsss, Karezas of  Makran, BALAD Report, Jenuary 1989. 

O .  D o t t g l a s s ,  Water Sector Third Interim Raport, B A L A D  Report., 
February 1989.  

n. Yahya Khan, aesht D m  Project  (~ralia~nary Report), B A L U ) .  
Report ,  Novsrnber 1983.  

PI. Yahya Khan, Honltoring of Recharge O m  BALAD Project 
Balachistan, BALAD Report, dune 1990. 

I " i .' 

J.  Schoof and M. Yahya Khan, Water Resources 5evelop;ne;nt 'and ~ t s  
Management in  W i d  Zones, BALAD Report, dune 1990. 

D .  Soggs, Concept Paper for the Formetjon of a ~ a t e r . ~ a ~ ~ e b n t i  
A b r i s o ~ y  Camafttee, B A L A D  Report ,  Msrch 1991. 

I 

D. Bogps, End of Tour Report for  the Water Resources #sn&&nt; 
Advisor ,  B A t A D  Report,  May 5991.  - - -  - I . ,! . * 

PI. Yahya Kher: and D.M. Bradbury, Karez and ~ e i l  tnventor;.of tha 
Makr'an, BALAD Report ,  October 1941 .  

I 

3 . 0 .  Brewer, E34LAD Local Contribution Projects: taplications Rok 
~ a r t i c i p e t o r y  Local OsveEo~mant E f f o r t s ,  SALAD R e p o r t ,  

I 

October 1991. 

' PI. Yshya Khan. Dosht Dam P r o j e c t  (Prel ininary Report) ,  
B A t A O  Report, November 1989, 
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C -  AGRICULTURE 
_. I-.- 

1) On F a r m  Dmnstratbons 
* 

The expatriate Agronomist and PP3U Chief of Sect ion kgticuldure,  
with t h e  help of two agricultural assist&nts, planned, organfzed i 

and carried out I 5 3  an-farm bmnst re t ions  at widespread , . -  

locat ions throughout Turbat and Panjsur dfstr  i c t s .  A t t m p t s  ~ & r e  f 

made to involve the Dsparkrnent o f  Agricutture to the fullest 
e x t e n t  poss ib le .  

These  demnstrs t ians  included: 

- The tntroduction of  improved v a r f e t i e s  o f  wheat, 

barley, sorghum, alfalfa, oilseeds, melons, cucurbits, 
,- 

tomato, okra, C B ~ S - ~ C U ~ ,  radish, broccoli, cabbage, 
cauliflower, onions, spinach and broadbean. 

r 
C - Improved or innovative cvltursl practices, includfng 
t 

proper plant spacing, introduction ~f r a ~ s s d  bed 
cultivation fo r  vzgetables, use of fertilizers and P 

proper pest management. 
i, 

- Water rnsnagement and Qrrigation techntques centered 
around furrow and furrow basin i r r i g a t i o n .  Also F 

demonstrat-ed soil-plant-water relationships Jn date  L 

palm culture. 
t - introduced appropriate mschanfzatfon a t  two levels: the 

use of Kubota po*ertilles/hand tract-ors i n  oasis areas i 

where the location of the  pTot <n the oasfs  or the s i z e  
o f  t h e  plot mads epe~a%3& of ragular tractors - f 
impossible ,  and the use of hand-pushed seeders Sn 
vegetable planting. 

- ~emoostratsd the  poslt i v s  sf f e e t  of cheinicaT n+tro9e(i 
fertilizer on date palm. . .  ~ 

- . * . . -  . . 

2) F a r m e r  Training 

Between march 1989 and December 9991, the P r o j e c t  provided 595 
learner-days o f  farmer training. The majority of this training 
was done on a one-to-one basis, with farmers durfng the course of 
t h e  on-barn dam~nstrstions. Other trafnfng occurred through 
farmer f i e l d  days, f a r m e r  s t u d y  tours and more forrnal4red one-day 
training sessions focused on specific topjcs such as date  pa lm 
paflenfzat4on and grape v ine  prunfng. 



. . 

f r u i t  grown i n  t h e  Panjgur District. 

- Gther Studies: The Prcfect also conducted a. study 
resultjng Jn a rogrem for tntprovtng date palm c u l t f v i t f d  
and process trig. ft 

. . 

4 )  Strengthening Agricultural Extension and On-Farm *at&- 
Management Dapartmsrtts , . 

- S t a f f  Training:  One hundred and twenty - f ive  learner dayh 
of s t a f f  traintng were provided b y  the Project  through on-' 
f e r m  demonstrations, spaciflc subject training and s tudy  ' 

tours .  

- C o m o d i t y  Procurement: The Project .  provided nearly 
$40,000 worth o f  equipment t o  the departments ineludins 
power tillers, vehicles, survey equipment, sprayers. 
planter, hand tools and reference books. 

5 )  P r  i v a t a  Sector Strengthening 

- Date Process4ng: The Project provided technical support. 
and tra'ning to the Shah and Sons Date Proceasing Factory i n  
Ttrrbat.  d 
- T h e  P r o j e c t  also provided advice to a second date 
processing factory currently under construction i n  Turbet.  
It facilitated the hfring pf p r i v a t e  sector consulting 
s e r v i c e s  by the owner. 

! 

- - . - -  
I 

M . M .  l ran i  and F . G  Masson, Marketing Hakran Dates. B A L I ~  
Report, October  f 991 .  

Is K . A .  Siddigi and F.G. Hasson, Fruit Marketing Potential o? 
Panjgur District, BALAD Report, ~ o v e m h e r  1991. I 

"  ida an-E-~bdel-AI, A Program f o r  improvement of D a t e  ~ a l k  
Cultivation end Processing i n  nskran Division, BALAD Report, 
March 1990. 

I?. M .  i ran i , Report on the Date Processing Factory. ~ u r b a t ,  
BALAD Report., January 1990.  



- Agricultural Supply Store: T 
estabt.isfiment and s~ppo~teck the 
agr%culturat supply stare tn furbat ,  The Project encou 
Karachi-based agricultural cheinica? companies to sstebl 
distribution channels i n  the Makran, facjlitating 
d i s t r < b u t f - o n  aarearnents w i t h  the ~ u r b a t  agrlcultura? suppiy 
store .  

- A~ricultural Credi t :  Although no formal studies were 
made, SALAD e r m i n e d  the availabS19ty of agricultural credit  
i n  t h e  Makran, and t h e  e x t e n t  to which J t  was csed by 
farmers. 

- The Project worked towards establishing a farmer's 
asriculkural machinery cooperative in B a l  N igor  financed 
through commercial loans from a local bank. 

6 K a r e z  and Well Inventory 

The Agronomist and the Senfor Water Engineer prepared a 
cmprehensfve inventory of  i l l  Kareres and Wells in the  Makran as 
o f  October 199 1 .  f 3  

< .  

I n. Y a h y s  Khan ~ n d  D 
of the Makren, BALAD report 

. M ,  Bradbur 
, November 

y ,  Karez 
1991. 

and 



7) fnstitutianal Coordination 

The B A U D  asricultural activities involved and coordin 
t h e  following institutions:. 

I 
' 7 

Farnsr Training 

arch Institute 
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Arizultural Publ-tfona 

. trani, Report on the bate P r w e s s i n g  Factory Turbak, BALAD 
Report, January 1990. 

Zidan-E-Abdel A f ,  A Progrmn for tmprovamant of Date P a l m  
Cultdvatden and Procsssbng i n  Makran Dfvdsion, BALAD Report and 
YQdeo ?&per March 1990. I 

M l ranj  and F.G. Hasson, Marketing of Makran Dates. BALAQ 
Report ,  Octobe r  1991, 

M. Vahya Khan and 5 . M .  Bradbury, Karer and Well fnventsry of the 
H a k r u n ,  EAtkD Report ,  October 1991.  

K . A .  Sfddiqi and f - G .  Mssson, Fruit narkeking Potential of 
Psnjgur  D i s t r i c t ,  B A L A D  Report, November 5991 .  

D.M. Bradbury, End of tour R e p o r t ,  BALAD Report, December 1991. 
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D. SPECIAL DEVELOPMENT ACTIVITIES 

Set  up to allow r a p i d  response to t h e  f e l t  naeds of the area, 
Special Development A c t i v i t i e s  (sDA)  concentrated on s m a l l  
construction p r o j e c t s  n o t  included in t h e  othe r  BALAD sact,orsl 
p r D g r a m s .  

. .  
I 
i 

1) School  Construction 

- B ~ y ' s  Schools: The Pro jec t  constroctad 35 boy's schools 
i n  a l l  of  the  d i s t r i c t s  o f  the  Makran. 

- 0ir1's ~chocls: Sixteen girl's schools were constructed 
b y  t h e  P r o j e c t . .  

I 

2) M a t e r n i t y  Home 

The Project constructed one He te ro i ty  Health Center in the town 
o f  Parrjgur.  
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E .  PLAHN1 We 

The accomplishments i n  planning are summarized u n d e r  t.he headings: 
0 5  Ffgnning Studies and tnrtit.utionaliration of Planning. 

1) Planning Studies I 
a - .  

.. f . I 

BALAD produced t h i r t e e n  reports related to planning, which a r m  I 

listed at he end o f  t h t s  section. The Sucio-Economic Survey of ; 
t h e  Hekranf( and t h e  Dasht Ares ~ l a n "  provide t:sefu* data and 
analysis. In the Regional Plan f o r  Coastal t+akrenl' the I 

E c ~ n o m i c  Base dnalysis methodology was applied to the ~ ~ & d a r  t 
District aqd development recoimenbatians made. The  two BALAD 

I 

I 

1 
Work ~ l a n s "  (December 1990 and June 1 9 9 1 )  illustrate t h e  use of ; 
planning techniques in Project management, i n c l u d i n g  "objective 
t r e e s "  and resource-constrsined schedcriing. Other report-s i 
pravide assistance for planning in terrent - ions  i n  particular 
s e c t o r s  and f o r  the i n s t i t * . t l i o n a l  i z a t i o n  o f  regional planning. A 

t 

2) Lnstitutionalization of  Planning 
I 

I 

BALAD has strengthened t h e  Government  o f  Ralochistan Planning and ! 
Development Cepartrnant ( P  & D) at the  provincial and division - : 
levels and examined how regional plsnning can he hetter ! 

i 
institutionalized a t  t h e  division l e v e l .  i 

Of part ic t i lar  importance were the 8 A L  0 "Planning i n  ~akran" ! 
s t u d i e s  o f  October and December 1 9 9 0 .  a ,he,, studies explain 
how planning can be institutionalized at the level of  t h e  nakran I 
w i t h i n  the context o f  t h e  existing P & D s i . r u c t u r e .  The : - I 

reconmendations o f  the s t u d i e s  were p r e s e n t e d  at t h e  B A L A D :  I I 

Planning Conference i n  Quet ta  on October, 8 ,  1991- T,he I 

Con fe rence ,  attended by Governmant o f  Bs?och is tan  o f f i c i a l s  and - ' 
o t h e r s ,  e n d ~ r s g d  the r e c ~ . w e n $ a t i o n s ~  I 

I ^ . ~ 

I' N . B t ~ z d a r .  Sccio-Econornic ~ t l ~ v b y .  6f *the f i a k i e n .  : r ; 8 ~ l i ~  I 
Repor t ,  1987. 

15 R .  Baloch, Dashf Area P l & r i ,  R 4 L . A D  Repor t ,  Jrrce f99Q. 
i 
I 

'' T .a .  Buoce, Regional P l a n  for Coastal flakran, &,&LAD Report,  
December 1 9 9 1 .  

Balochisten Area DevaloprnenL P r o j e c t  Work plan, ~ecemher  1 
1990; Baloct i istan Area Development Jime 30 Work Plan, Jttne 1991.  

I 

i 
C. Sriaet and M . Y .  Bajwa, Planning i n  nakran -  isc cuss ion 1 

Paper, EkLkD Report, O c t o b e r  1931;  Planning in Makran, A Study sf 
the  P o l  i c y ,  I n s t  i t r r t  ional and Procass R e q i r  iren:ants o f  Effective i 
Dt;c i s  i o r r  M a k i n g ,  Dscsl13ber 1991.  
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ASSESSMENT 

A .  SECTORAL COMPOHEWTS 

3 .  ROADS . .ye-. ' ~. 

a -  Analysis 

Roads  impr-c7vement.s have provided s i g n i f  i r r an t  henef i t s  to the  people 
o f  t h e  M a k r a n .  T r a v e l  t i m e s  h a v e  decreased between major, 
popu1atic3rt c e n t e r s .  The r o a d s  a r e  not  a s  rotrgh, p r e s r ~ m a b l y  : 
r e s l i l t i n g  i n  lower operat  ions and rnaint.enance costs f o r  . 
t.ransport.ers. Wany benefits a r e  s u s p e c t e d  h u t  h a v e  not been 1 

meast i red ,  sr ich as irrcraased a v a i  tah i  t i t y  o f  pr-ndiict.s at. lower cost. 
Since improvement of t h e  Ttrrbat/Gwedar road, regular bus service 
h-as commenced where none had  existed hefore.. Fresh produce from' 
P s n j g t ~ r  i s  mnre readily available and Fresh fish f rom the coast i s  
now sold y e a r  eround i n  the Turbat market.. The increase in traffic , 

f l o w  on the roads ,  a s  recorded i n  the BA AD rsport.  on Erafffc ; 1 counts and road conditions o f  the Hakran , has been dramatic. 
White it i s  not possible to measure t h e  e x t e n t  the  road 
imprsvement -s  have  contributed to t h i s ,  the T A  Team i s  csnf id6nt 
SALAD has had  a substant. ia1 impact.. 

I .  

I )  Design o f  the Roads Component . - 
". . J . -. 

The poor cond i t . i on  o f  the road netkzrrk in the M a k r a n  has ' h lways  
been viewed s s  one of  the  m a j o r  constraints to development;- Of < 

some 3,000 k i l o m e t e r - s  of  r o a d s ,  less than 100 kilometer& were I 

p a v e d ,  and mast of  them lacked drainage s t r u c t t r r e s .  For the most ' 

p a r t ,  r*oads consisted of  s i n g l s  t r a c k s  which had t h e i r  incep$ian i n  I 

the d a y s  of camel t r a f f i c .  

The P r o j e c t  Psper envisioned that .  t h e  upgrading snd-rneintanaiwk of : 
i m p o r t a n t  r o a d s  ncr~rld t . i e  the  a rea  mbre c f 6 s e f y  i.o the r e s t  bf t h e  ; 

c ~ t r n t r y ,  i n c r e a s e  the f l o w  of goods and services, and stimulate 
economic 9rowt.h. 

The LBIt cont .ract  i nc l r lbed  specific r e q i t i r e m e n t s  i n  regar$ to the 
r c a d  n e t w o r k  of  t h e  tqakran. The contract outlined t h e  f o l , l o w i n g  , 
works to he accomplished i n  the Road Sector:  

I nr , i s  eerger t n t e r r r a t i ~ n a ? ,  Inc., T r a f f i c  Col~nta  and R o a d  , 

Condition S t i r v e y ,  B A I - A 0  Repor t ,  Der.emhcr 1 9 9 1 .  
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Road Maintenance 980 k i  ? m e t e r s  
Road Rehab i 1 i t a t -  ion  600 kilometers 
Drainage Strtrctures 30 kilometers 

Associated wit.h a 1  1 o f  these works, the Pro ject .  was ta work throtigh 
t h e  PPMU to s t r e n g t h e n  and improve t h e  road m?intenance 
capabilities af C&w, and to provide training in design, 
constructian practices, quality control, planning and maintenance 
o f  roads, and ma int.enance and operation of equipment. t n additfon, 
PPMW was to assist i n  p r i o r i t j z i n g  the work and scheduling 
systematic approaches t o  road upgrading and maintenance. 

The success nf these e f f o r t s  reql; ireb t h a t  t h e  Gove rnmen t  o f  
BaTochist-an creat -e a PFMU w i t . h  fu?  1 powers t-o pfsn and implement 
project .  a c t i v  i t  16s f r ~ m  the Tirrbat  h e a d q u a c t e r s  r?f Makran Division- 
The lack  of  nomi t rner \ t  on t h e  part. of  the GOB to s t a f f  the  PPMU and 
del egate  t h e  necessary a!l thor i t y  was demonstrated k b i r o u g h o ? ~ t  the  
I f f e  o f  t h e  Project. b y  i t s  failure to s t a f f  k e y  positions, 
including that of  t h e  PPMU Road Engineer. 

Pressures to cnnst.rcrct v i s i b  1 e phys ica1 works  prompt-ed changes  
early in t h e  P r o j e c t .  institutionalization activities were 
general ly placed on t h e  back b u r n e r ,  as t h e  L R !  1 T A  Team had to 
design, implement and monitor almost a1 1 of  the project-s under 
BALAD. 

Beginning w i t h  t h e  Transition Phase o f  t .he Project .  i n  1989,  and 
continuing through t h e  end o f  the LBIF cont rac t ,  e f f 0 r t . s  were r e -  
b i  rect-ed tcwards achieving the  i n s t  i t -u t iona l  goals which had not  
been realized. The design o f  this component overestimated t h e  
c o m i i t m e n t  and ability of the GOB to ef fect .  t h e  brsreaucrati'c 
changes assumed in t h e  P r o j e c t  Paper, 

2) Road Rehabilitation 

a) S t a g e  1 Rehabilftatjon 

T h e r e  was a need f o r  quick action and v i s i b l e  prDgress i n  upgrading 
roads in  the Makran .  Aware o f  t h e  1 i m i t e d  amount- of  equipment 
available with C&W, and t h e  low skill levels o f  C&W s t -a f f ,  the 
D r o j z c t  imp'ernented a program of rehabilltatfan c o n s i s t i n g  o f  
s imp  1 e motorgrad ing  o f  t h e  road surf  ace, smoothing t .he surface,  
widening t h e  road  to two lanes, and making m i n o r  ad justrnents to the 
vertical and horircnta1 alignment. The average s p e e d s  possible 
over  these roads a f t e r  t h e  improvements were i n  the range  of 20 to 
30 km per haw.  The average speed and general road  conditions were 
much improved and served the immediate need .  



-. 

b Stage Rehabilitatfon 

During the  latter par t -  of  1989,  USA I D  and t h e  T A  Team saw a need 
for  a change in direction of the  P r o j e c t .  The ~raject's initial 
objectives had Been served to a dsgree, h u t  certain other aspects 
o f  t h e  Project had not been a c c m p l i s h e d .  i n  the road sec tor ,  i t  
s need w a s  P e l t  to est+ab? i s h  acceptable gemst-ric snd other road 
f ea tures  ta provide t h g  fo t~ndat ion  for a road network tha t  would 
meet the  future development needs o f  the  Makrzn. 

A decision was made to rsdsfine r ~ a d  rehabilitation. SALAD 
developed improved geometric s t a n d a r d s  whick, assumed s p e e d  designs 
LZF to 100 hilometers per These standards provided 
reasonable s p e e d  designs for  given t e r r a i n  and conditions. 
Concept-s were developed concerning typical sections, t r a v e l  l a n e  
widths, shoirider width, road e?ev t inns, p o s i t i v e  drainage and 
vertical and horizont .al  alignments. 7 .  - 
The redef in i t . ion  of  r o a d  r e h a b i l i t . a t . i o n ,  dasigr.ated 8 s  Stage C f  . 
rehab i 1 i t - a t  inn, was a ma jcsr c h a n g e .  USAID agree& w i t h  t h e  
principles involved and sanctioned t h e i r  implementation. 
Addi t iona 1 eqtr ipment was proci.rred and addi t ional training of  C&W 
s t a f f  was carried o u t .  

Overall, t h e  progress of  Stage  t i  rehabilitation was slower than . 
Stage t , given the a d d i t  ional reqzrirernents OF machinery and trained . A 

personnel. PAL AD condlrct.ed m o s t  1 y on-the- job  training o f  eqrdtpmsnt : 
operators dlir ing t h i s  program. F i l e  l short  ages, eq1.1 ipinent , 
breakdowns and slow payment to C&W exacsrbated t h e  si t t rat iun.  With  
t h e  a r r i v a l  of  additional eqcripment and the i n i t i a t i o n  of 
arran9tsment.s t.o advance payment s f r n m  PPHU f trnds when neizessary to 
keep w o r k  f r m  stopping, these p r ~ r b l e m s  were, mrs  or, lass, .' 
overcome. B y  the time r n a d  r e h a b i l i t . a t  ion activities' ware , 

terminated by t ISA1D i n  1 4 5 1 ,  daily progress was reach ing  acceptable 
. I  evels. 

3) Road Maintenance 

Roar3 maintenance operat  ions began in 1987 w i th  t h e  1 2 0  km. Tcrrfrat- I - - . -  
Man4 R o a d .  T h i s  road,  a s  most  i n  the d i v i s i o n ,  consisted of  a . 
single-lane d~tpresset-4 t r a c k .  The i rnprnvement  p l a n  for t h i s  and ' 

srdbseqttent. roads  added to t h ~  ma ir:t enance prngrarn  k i s s  d i r e c t e d  : 
t ~ w a r c j  cottt inuol.rs ma intef iance . T h i s  resulted i n  a f o r m  o f  - 

- ----- -- -- - ---- 

* Intris  Berger- f n t s r n a t i n r t a l ,  f n c . ,  Geometric St .~ndards  f o r  
Road Works, R A t A D  Repor t ,  M a y  1 9 9 0 .  I 

f .  McKenzie, Rasd Rehabilitation. C0ncept.s and Hethodology, 
BkLAD Report, March 1990.  
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upgrading consisting o f  widening the track to provide two lanes 
where possible and i m p r o v i n g  %he road surface.  

The maintenance operation consisted of  s fleet of t h r e e  
motorgraders t . r a v e l l i n g  i n  tandem, blading and shaping the road bed 
i n  e contjnuous operation F r n i  t h e  point of beginning t.o the end L 

point. Usually, t h r e e  to f i v e  passes i n  this fashion comp?et.ed any 
cycle. Several cycles of this procedure were applied to most of # 

t-he selected roads before this activity w a s  dropped Sn March 1989. 
The decision to s t o p  this w o r k  was made because t h e  TA Team and 
USAID f e l t  t h a t  C&W rnt~st. t a k e  responsibility for  road maintenance 
a f t e r  t.he Pro ject .  ended. 

The maintenance carried o:rt. by C&W out.side t h e  BALAD s p h e r e  of  
influence i s  done OR an s b  h o c  b s s i s ,  mostly where rains cause 
severe degradation of: t - h e  r - a d  sl . l r f?ce.  The TA Team begac work  on 
deve7aping a c~mprehensive rn?intenance management- program for the 
Division, b u t  t h e  e a r  1 y t - e rn7 ina t  i on  o f  t h e  Road Engineer's position 
a n d  c a r t a i  lrnsnt. o f  Road Seer-or related act i v r ' t i e s  p r e v e n t e d  its 
completion. 

4 )  O t h e r  Construction Actjvfties 

a) Dreinage Structures 
+ 

The m a j o r  i t . y  o f  t h e  drainage st-rtrctures bu i  l t. b y  t-he Pro jsat- 
consisted o f  low water  crossings, constr-.trcled of compacted f i l l  
sandwiched between upstream and downstream walls to limit the 
erosion of t h e  road s u r f a c e .  The walls were made of  stone rubb,le 
masonry or rock-filled w i r e  baskets called gabions. inittally the 
Project f a v o r e d  t h e  gab ion-type construction as he ing  t-he most. cost 
effective. However,  exper ienca showed the stone rubh 1 e masonry 
design to c o s t  a b o u t  t h e  same. 

~ f t - e ;  i n i t i a l  damese t-o the roadways within low water crossings 
d u r i n g  floods, BALAD began using reinforced concrete  s t a b s  to 
prevent  lifting, 

$oms bdx cul vert-s were const.ructed by t h e  Pro ject ,  but i t  was felt 
t h a t  less expensive s t r u c t u r e s  were necessary. The P r o j e c t  
a t t e m p t - e d  to introduce p i p e  culverts i n  the area.  One inexpensive 
netbod the Project experimented w i t h  was the  use o f  discarded n i l  
drums.  One s u c h  culvert was put i n  using drums obtained locally. 
f t  funct- inned well and an outside source of t h e  many drums needed 
to expand t h i s  type o f  activity were located. Unfort .unat -e ly ,  t a x  
and d u t y  regulations made i t  impractical to purchase them. 
Reinforced concrete p i p e  was another method the Pro jec t .  felt would 
b e  appropriate. No manudact.urers i n  t he  area, however,  had fo rms  
large enotsgh t-o m a k e  t.he p i p e t  and t r a n s p o r t a t i o n  costs of p i p s  
made elsewhere w e  prohibitive. Project .  a c t . i v i t  i e s  were 
te rminat -ed  b e f o r e  t h i s  problem c o u l d  be solved. 
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The construction of a l l  drainage s truct -ures  w a s  contracted by PPMV 
p r i v a t e  sector contractors. BALAO prov ider !  t h e  design and 

construction supervisjon fo r  these 5 t h - p r o j e c t s .  I P  general, t.he 
work was dona i n  a sat . isf ;rr . t .ary manner, t s t . c t  t.+rne and cost ove r runs  
were frequent. 

b) Shingling and P a v i n g  

T to a l 1 e v i a t . c  some of  t h ~  4ociq7 problems- p r e s e n t  st t - h e  heginning 
of  t h e  P r o j e c t ,  R A t A i 3  tlndert.ook paving anri q%ingl ?ng of  *.own 3fid 
v i  f lag+' ~ o F ~ + F . .  P a v i r ? ~  took r,l;3ce e x ~ l t . ~ s  i v e i y  49 Trrrbat., and was 
c q r r a e b  01:t i n  f i v e  p h ? q e c .  E l  1 f i v e  s t r ~ : c h c : t  o f  i m p o r t . a n t  town 
roads  in T!rrhat w ~ t - ~  a~p!:? i t  ; : 3 v ~ r j ,  snrf a..lr;qr..- jat.arf d r a  jy)agp 
s t r ~ i c t ~ . j r  PS we rp  ronc t  r~:~:t ed. 

This sctivjty was ex t . reme ' l y  UP] 1 accept.ed h y  t h e  incsi p o p , r l a t i o n  
and helped t ~ ?  c h a n g ~  m a n y  of thp  negative at t i t \ . :dc. ,s  h e l d  ahout t h e '  
P r o j e c t  i l - i  Turbat .  - 

As w i t h  t h e  c o n s t r l ~ c t  ion of drainage struct-r .~req,  t hess s u b - p r o  j ec ts  
were cont.ract.ed b y  PPMIJ to p r  i vat.e sec tor  co~t . rac t .o rs  The " 
csntrac;t.ors had t.o use very small asphalt m i x  r n s c h i n e r y  and 
t r a n s p o r t  t h e  asphalt f r o m  t h e  m i x i n g  s i t e  to t h e  area being paved ,  
by donkey c a r t - ,  which r e s t i l t e d  i n  s l a c k  o f  uniformity o T  I 
a m 1  {cation. Ha2wever, the q i . r R 7  i t y  o f  the work done. was of  a hjgher '. 
s t a n d a r d  t h a n  seen i n  o t h e r  areaq  o f  t h ?  M ~ k r a n .  

It. was r ~ c e n t - l y  not.ab t h a t  C&W a d a p t e d  T s n y  of  t h e  met-hods rjsed b y ,  
PALAD in i t s  r e c e n t  paving a f  the  r-cad between the  Government..  
C i r c u i t  House and  the f r t r h a t  A i r p o r t .  

c) I ink  Road 
8 

S e p a r a t e  f r o m  t h e  L8f 1 cont.ract brit under t.he rrrnhrel la o f  RAt-AD, 
USA I O cor,st.rirst ed t h e  Kech R i v s r  E;r idge and assoc i a t e r l  approach i 
rcabrt. T h e r e  wss, however, no link between t h e  end o f  t h e  approach ' 
rca-4 to the br-idge and m a i n  T t i r ba t  t o w n  road. The Project , 

'rtnd~rfnnk c b n s t r i ~ c t - i n n  of  a 5 7 3  m e t e r  p a v e d  road cornplet.ing this 
fink. C o n s t - r t i c t i ~ n  was carried o t ~ t  by t h e  pr5vate sector trnder a . 
PPMU c o n t r a c t .  I 

I 

I 

d)  Realignment of f a j a r  Gap 

i The R e ~ l i g n n e n k  o f  Talsr Gap w a s  a u n i q u e  sub-project. of  84LAD i n  
that .  St. involved a s u b s t . a n t i a l  amount. o f  b l a s t - i n g .  Only o n e  ' 

cont.ractor was qlial i f  i s d  ta do t h i s  work. The C , O ~ ~ . ~ B C ~ C . ~ T  ' S  ' 

i p e r f o r m a n c e  was hindered b y  delqys. 

1 



In J u l y  799: BkeAC was 3sksd  t.n tindertake emergency r e p a i r s  to the 
Kech R i v e r  Bridge, which been  damaged i n  a Tlnod the prev ious 
F e b r u a r y .  The Miss - ion 's  O f f  i c e  07 Engineering had encgiintet-ed 
delays i n  contract . ing for t h e  per~anent r e p a i r s .  The necessary  
s u r v e y  and design work were imrrediately c a r r i e d  out .  The work 
consisted of st-one work below t h e  secondary bridge, channelization 
below the secondary b r i d g e  and the f i v e  culverts, and repairs t o  
o n e  of the culverts. 

The PIt-34 f o r c e  act-lint. mechsn is r r ;  w a ~  (rt;?ized t , h r o t i g ~  t.he PPMU t n  
vse C&W eq~~iprnect ?rrd n p P r q t n r 5 ,  inr ; tesb o f  $ r , t n ~  thrnlrg) . :  t .he 
tengthfer tendering process .  

5 )  Institutioneli7ation within C m u n i c a t . i o n s  & Works 
Department 

fnst.itutionaliration o f  road  w o r k s  w i t h i n  t h e  CPiw h a s  been an , - 
impnrtant o b j ~ c t  i v e  o f  B A ~  A D .  Largely ptrt on hoid d t ~ r i n g  t.he 
Infra.st.rtict.~.ure Fhare ~f t .he  Project., it grew to be a m a j o r  ac.t.iv4t.y 
during t h e  Transition Phase. This a c t i v i t y  w a s  t h o r n ~ j g h l  y ana l  y r e d  
in the December 1990 W o r k  P l a n .  

The Work Plan incl irdad an institutional s t u d y  of a possible Public 
A i ~ t h o r i t y  which w o t ~ l r f  take over  r espons ib i 1 i t . y  f r o m  C 8 W for 
selected p r i m a r y  r o a d s  in t h e  M a k r a n .  

At .  t -he  end of the s t -~rdy  per iod  a decision wo4~1d he required 
t h a t  would determine the fu ture  of C & W a s  i t  now exists [ in 
the ~ s k r a n ] .  If ... it i s  established t h a t  %-he productivity 
and accountability o f  c: & W cannot be great- fy  improved the - 

*I public authority Cell" wnold become responsible for  a l l  or a 
selected number of  prirnsFy r o a d s  and perhaps even f o r  majar 
c ~ n s t r z s c t  f on/rehab i 1 i tat. i on  p r o  jacks ttnbert.aken on lower level 
roads. C 8 W wouid beccrne responsible f o r  'tower , ' . 

c 1 a s s i f i c a t . i o n  roads  and f o r  activities which a r e  not- costly .: 
4 . -  t-0 p e r f o r m .  . . -  

The planned institutions1 and financial f e a s i b i l i t - y  study o f  the 
Public f i : . l thori ty  was n o t  r e  o u t  because 9 t h e  PressTer 
Amendment-related c!-!anges t.0 RAILAD i n  early 1 9 9 1 .  

D t r r  i n g  the Trans it. i o n  Phase, B A L A O  developed and imp7 emented a 
number o f  p r o g r a m s  and syst-ems which, i f  adopted and act.ua'5ly 
implemented by C&W, woc .~Id  go a jong way toward? t,he goal o f  
inst. i t-ut-ional i z a t i o n .  These include: 

' BALAD Work  Plan, December 1990, p .  8 - 3 .  



Ki lometer Post System: The Project introduced t h i s  
methodology and instal fed 400 kilometer posts on the Turbat- 
Gwadar and Hoshab-Pan jgtrr r ~ a d s .  These n i  1 1  srrpport such 
a c t i v  i t  i e s  as road  inventories, nia i n t e n a n c e  management and 
plartn ing .  

Road Class i f  ication ~ y s t e m : '  A system of  olaas4fying roads 
i s  an integral  art of a road work management program. BALAD 
developed a s y s t e m  and classified a11 t h e  roads sf the Makran 
a s  b e i n g  e i t h e r  Prlmary, Secondary or Rl i ra?  Roads. 

Geometr i r Standards f o r  t h e  ~ a k r a n  :' C1oncept.s concerning 
t y p  ic i i l  sect ions ,  t r a v e l  tarre w idt.h, shozr?der width,  t o a d  
e l e v f i t i o n s ,  positive drainage and horizontal alignments were 
developed, p r e s e n t e d  and a d o p t e d  by the G&W. iJnfort;unateIy,, 
we have not yet seen these implemented i n  C&W's work outsid? 
o f  t h e  BALAD-sttpervised operations. 

Road Fiehabi l l t a t  ion Concepts and ~ethodo logics:'  his paper- 
consolidated and standardized t h e  met.hods and procedures for  
t.he Road Rehahi litation operat.ions of  SALAD. A s  strch, they 
a r e  a guide fo r  c & w ' s  fu ture  rehabilitation operations. 

Road Condition R a t i n g  ra stem:' in order to proceed with an* 
toad r e h a b i  1 i tat: ion and/or ma int.er,ance program, t .  agency 
responsible for a ?  location of  resotrrces needs a s y s t - e m t i c  way 
o f  deciding where they are needed m o s t .  T h i s  sysk-em creates 
a methodology and criteria for r a t i n g  the condit ions o f  the 
r o a d s  i n  t h e  Makran .  With two except ions,  a l l  P r i m a r y  Roads 
o f  the  M a k r a n  were r a t e d  u s i n g  t h i s  s y s t e m .  

T r a f f i c  C o u n t s  s u r v e y : '  fraff i c  c o ~ r n t s  are another necessarq 
p i ece o f  information needed in p r i o r i t i r i n @  road 
rehabilitation and rneintenan~s o p e r a t i o n s .  The P r o j e c t  
developed r n s t t ~ o d o l o g i e s  and cart- i e d  out t r a f f i c  counts on a ?  1 
t h e  Primary Roads o f  the  M a k r a ~ .  

-- --. - . . -  
5 Lot i  i s  Berger  Irrt .ernationa1 , I nc., Road classif icatjion 

S y s t e m ,  B A i  pi:, Report, Hay 1990 .  

- 0  Berger  Internatinnal, I n r . ,  Geometric standards for 
Road Works, B A L P D  Report, May 1990. 

T .  M c K e n z  i e ,  Road Rehebi 1 i t  at. i o n  Concepts end Hethodology; 
BALAD R e p n r t ,  March 1990. 

a Lota is  Berger  l~kernat ional , Inc., Road Condikian and Rating 
s y s t e m  and Traffic Counts S u r v e y ,  B A L A D  R e p o r t ,  December 1 9 9 1 .  



6 )  Training 

R A L A D  prese9teb on-the-job t r a i n i n g  to the C&W c r e w s  t h r c u g h o u t  
R ~ a d  Rehabit itstion and Maintenance Operations. T h t s  training has  
r P s r j l t e d  i n  i n c r e a s e d  prod?rct - iv i t .y  and higher qua I i t  y work  bein 
done under B C L A Z  s u p e r v i s i o n .  The training envisioned i n  
nriginal con t rac t ,  to be done through PPMU, d i d  not occur. 

1 7 )  E q u  iprnent Procurement and Repair 

Lack  of squ ipment was a ma j c r  problem f a c e d  by BALAD throughout t.he 
l i f e  vf  t.he P r o j e c t . .  A cnns iderab1e amount of mach fne ry  was , 
procc,irpd at 8 cost .  o f  $ .3.1 million, as shaw~?  i n  T a h l e  5. This 
a 1  1 e v  i a te r i  t h e  s i t .ua t . io r ,  somewhat., but f requent .  breakdowns were 
cornon, and cast  a the prr>ject s lot. in t e r m s  nf money and 
r e d u c t i o n  i n  out.pi.!t.s. U S a i D  a l s v  p a i d  for equipment repairs a t  a 
cost o f  over $ 3 t O , 0 0 0 .  

A 1 t h ~ ~ ~ g h  RALAD established forms and procedtlres f o r  Daily and 
Periodic Ec(t.1 iprnent P r e v e n t . i v e  and Maintenance, as we1 1 as p r o v i d i n g  
mobile shops a n d  s h o p  equipment, the TA Team i s  concevned that  a 
large nirmber of  p i e c e s  of  t .h is  eqtljprnent i s  not. being properly 
maintained. St-aps rng-rst- be taken to protect. t -h is  substantial 
investment o f  A I D  once t h e  T A  Team departs. 

8 )  Force Account Funding ( P f L  14) 

One of the m o s t  impo r t an t  f a c t o r s  contributing to t h e  success of  
B A t A D ' s  Road Sector activities was t h e  establishment of Force 
Acco~nt Fr.tnding through PIL 1 4 .  T h i s  establ ished a r e v o l v i n g  f u n d  
i n  C&W wkereby BALAD leased equipment and operators directly from 
the De~artment. This provided t h e  Project with  a s o ~ ~ r c e .  o f  
equipment and staff. Lengthy contracting procedures were avoided 
and efforts tobards institut?onalization were facilitated. 

USAID provided eqtiipment tc C&W and t h e n  rented that. equ-i'prnent back 
far B A L A O  pro- jec t .~ ,  Tots1 hire charges were $ 9 3 2 , 6 6 5 ,  as sh~wn i n  
Table 5 -  The money re turned  to C&W f o r  equipment rental was to go 
t owards  maintenance of t h a t  equipment, The TA Team i s  concerned 
t h a t  adequate  rnaint.enanct may not be under taken by C&W. The 
lengthy process  of  reimbursement through USAID. BOP, GOB and 
final 1 y to the, Mak.ran, c rea ted  problems i n  daily o p e r a t  ions on many 
o c c a s i o n s .  

I 

9 )  Private Sect-or Strengthening 

As d i s c u s s e d  under each o f  t h e  cons t ruc t i on  activities (drainage 
structi-ires,  pi tv ing,  1 i n  road,  r e a l  ignment. of Talar Gap, e t c .  1, 
I3ALP.D had cons- iderabf  e - i n t e r - a c t i o n  w i t h  private sector cont . rac tors .  

4 2  

I 





These  contractors, working under close BALAD supervision, were 
I I 
I requ i red  t o  undertake l a r q e r  p r o j e c t s  than they had i n  t -he  past, 
! adopt new techno? og i es and procedures,  and ma i nt-a i fi a h r'gher 
I gl;al i t y  of w o r k  than had p r e v i o r l s l y  been r e q c ~ i r e d  of them. I n  this 

way, BALAD s t r e n g t h e n e d  t h e i r  capabilities to do h i g h e r  quality 

I work. 
I 

A list o f  the private sector contractors w h o  worked on B A L A D  roads 

I p r o j e c t s  i s  provided i n  Section I I t .6 (Managsment o f  constrruct.ion). 

1; 6. Lessons Learned 

I 1 )  Road Engineering 
I 

R A C A D  deve !aped irnprcved ge0rnet.r i c s t a n d a r d s  which assc~rned speed 
rfe.r;igns up to 100 kilometers p e r  h o l t r .  Concepts Here developed 

I c o n c e r n i n g  typical sect ions, travel lane widt-hs, shouidsr w i d t h ,  
r ~ s b  elevations, positive drainage and vertical and hor i ront .a l  

, alignments. . . 
I 

I -ow w z t e r  cross ings w E r e  das igned and const.ructed us ins  gabion-type I 
constrrrct i on  a s  t h i s  was considered m o s t  cost effective. However ,  

I the s tone  rubble masonry design was d i s c o v e r e d  to cast about t h e  
same. 

The Project. a t t e m p t e d  t.o int-roducz pipe culverts in t-he area u s i n g  
inexpensive  rnet.horls such as discarded a i l  drums. An o u t s i d e  source 
o f  dri-rms was needed to expand t .hds t y p e  of 3 c t i v i t . y .  
LJn fo r tana te  l y  , t a x  a n d  d u t y  regu ' f a t  ions made i t  irnpract i c a l  to 
prrrchase t h e m .  R r  inforced co0cret.e p i p e  was another method the 
F r o  ject F e l t  wocr Id be appropr f a t e .  

Gsnrnetr i c st.andarrls concepts a f  or typical s e c t . ~ i o n ,  ,.rave! lane 
w i d t h ,  shoulder w i d t h ,  road elevations, positive drainage and 
hor i zon t -31  a l i ~ n m e n t s  w e r e  developed, presented and s d o p t - e d  b y  t h e  
C A W .  

- - -  . - 
For  a more detailed discussion o f  t.echnical lessons learned, the 
r e a d e r  i s  re fe r red  t.e the var ious  BALAD Road Sector r e p o r t s  

I mentioned above and design documents for t .he  various sub-projects, . 

tin f i l e  i n  t h e  PPMU library. 

I 
2) Strengthening C & W 

I Creating changes i n  a government  department as l a r g e  and we1 l -  
est.ab1 ished as C&W i s  a v e r y  slaw and arduous t a s k .  In s p i t e ,  of 

, substantial assistance f r o m  U S A I D  f o r  equipment- and training, C&W 
performance i n  the W a k r ~ n  i m p r o v e d  1 i t t i e ,  f r o m  a r a t i n g  o f  "poor" 
t.0 o n e  o f  " f a i r " .  Tha t  r a t t i g  !is a subjective assessr~ent.  by the' T A  ! 
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I 

Team, reflecting, however, years o f  close association. I t  appea+s 
I 

t h a t  some combination of GOB political w i l l ,  abmin!strat5ve 
support,  and financial and staff capability was lacktng. 

I 

1 

Y e t .  f o r  significant sustainable improvenieot i n  the road network df 
t h e  Makran,  changes m u s t  t a k e  p l a c s .  such as adopti.on of the 
methodologies and procedures developed oy BALAD. 

Equipment. o p e r a t o r s  and supervisory personnel in  C&W deputed to 
road reh3bilitation and maint-enance operations a r e  mostly uncle+- 
trained. A significant amount o f  training h a s  to be built i n  60 
a n y  pro jec t -  haping t.0 raise the q l r a i i t y  o f  work c a r r i e d  out by 
government s e r v i c e  employees. The mast e f f e c t i v e  training to C$W 
r o a d  rnainterrtnce and rehabilitation s t a f f  i s  i m p a r t e d  on- ths- j&+ 

C&W has  no  organized, coherent strategy for" either road 
r e b a b 4 1 i t . a t i u n  o r  rna,int.ensnce. It i s  done on e mostly a d  hdt 
b a s i s .  Formal adopt ion and enforcement o f  t h e  concapti, 
methodolngles and s y s t e m s  developed b y  BAL.AD w i l l  go a long w a y  in 
improving t h e  s e r v i c e s  o f  t h e  C&W to t h e  people of t h e  Makran. , 

Eqt l ipment  provided to @Bw by U S A I D  i s  n o t  being maintained so as t o  
gciarantee any real  degree of usefut life. Much more training in 
eqtl ipment operation and maintenance i s  necessary. A rnachinecy 
rnaint.enance management s y s t e m  needs to implemented , b y  CbW= 
Resources f o r  t h e  proctzrernent o f  tools, r e p a i r  P;qarip=ent, And space 
p a r t s  m u s t  f l o w  to t h e  D i v i s i o n .  

T o  protect i t s  considerable investment in h e a v y  equipment i n  the 
Makran,  U S A f D  may w i s h  consider ways i t  can monitor  i t s  opsrak%qn , 

and upkeep. I 

C&W management. personne 1 are moved around too frequent 1 y ; unless [a 
supervisor or engineer i s  allowed tc remain at post f o r  a t  t e a s t i 2  
112 - 3 yea rs ,  roo c r r n t i n ~ j t y  can be developed and no fsrtuee 
replacements can be t ra ined .  I 

A b e t t e r  and more consistent means of  cash f low needs to @e 
developed f r o m  t h e  central government t.o the outlying districts. .. 

Work i s  o f t e n  s t d p p e d  fir l a c k  of payment. Fusl vendors oft& 
re f r i sed  t.o de l  i v e r  petrolettrn, o i  1s and l i r b r i c a n t s  because o f  lofig 
overdue  payments. t 

I 

I 

I 

! 
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c. Development ~pporiunities 

I )  The Road Sector Work Program to Strengthen C d W 

Before the Presslet- Amendment caused the SALAD P r o j e c t .  to be scaled 
back, t a Head Road Engineer c rea ted  a dekai  led Road Sect-or Work 
Programh which was del i ve red  to USA ID. T h i s  program cons4.sted of 
improving the overall institutionalization o f  the C&W and t h e  PPMU 
i n  fcur areas:  

Q Mainten3nce Management Frogram (MPlP) 
o Equipment f9snagemenk Program (EM?] 1 

o Capital Improvement-s  P r ~ g r s m  ( C i P )  
0 

- ,raini-g P r o g r a m  (TRAINIKG) 
I 

The Maintenance Management. Prcg ra rn  look-ed at t h e  w o r k  e x p e c t e d  to 
be accomplished b y  t h e  C&W, h r e a k f ~ g  it down into i t s  t h r e e  
specific -c~rnponent.s; labor, equ ip rne~ t  and materials. 

! 

T h e  Eqi.jipmer-tt Manasensnt. Program w a s  ictendad t.0 p r o v  i dc a means to 
monitor equipment, in t . h c  inventory and t.o determine condition of 
that eqcr iprnent. co thc t .  future  r e p  lacements could be predicted. 
periodic rns.5ntenance could be proyramned, and operations and 
mechanics trained in t h e  use and majntcnance of each piece of 
equipment , 

I 

The C a p i t a l  improvements Program was s e t  up so t h a t .  C&W as  weti as 
the P P 3 U  couf d look ahead  as f a r  as  f i v e  yea rs  and est.irnste m a j o r  , 

e x p e n d ;  t t ~ r e s  f o r  constrtrct. ion, rehab4 1 i t a t  ion and equipment or i 
facilities replacement. For e i t h e r  a Maintenance Management o r  
Egu i p m e n t  Management Program to be effective, a Capital . r 

?rnprovernenLs Program i s  essential. , 

This work  program can fo rm the b a s i s  f o r  imprcvemerit. sf  any r oad  
a s e n c y  in, a s i m i  1 a r  situation. i t  should be implemented in t h e  
Xakran .  Any a c t u a l  irnplernent.stion should be done under the 
directi~n o f  an euperienced Maintenance Kanagement/Equiprnent I 

Management Engineer* 

- - -  - - 

1 

- . ~ ' Louis Rerger  International , I nc., Road Sector Work ~rogreni, 
B A t A D  Repor t ,  A p r i l  1991. 



2. WATER 

8 .  Analysis 

I 1 )  Design of the Water Component 

The P r o j e c t  Paper s t a t e d  tha t  a c t i v i t i e s  related to wdter 
development would include unbergrot~nd water ut i 1 i r a t  ion and karez 
improvement; des ign  and construction of dams and diversion 
struct rzres  f o r  w a t e r  r e t e n t  ion, s t o r a g e ,  use of surf ace water' 
r l j r r t . f f  ; and O n  F a r m  Eat-er Management. 

Act  i v i t  i e s  t o  he associated with w a t e r  r ~ t  I 1 izatior, and k w e q  
imgravement. included drilling o f  mother we1 Is to tap deeper 
hQiii  f s r s ,  c a p p i n g  k a r e z  we7 1s to r e d u c e  maintenance and prolong 
o s e r a t  icnai E i f e ,  and const r t rc t ion o f  small d e l a y  a c t  i o n  dams to 
i r tc t -ease water  i r r f i l b r a t i o n  to racharge downst.rean karezes. 

A 4 1  of  thsse a c t i v i t i e s  took place with t h e  exception of the ;<  
capping of mother w e 1  1s which was dropped due t.o a lack  o f  i n t e r e s t  
or! t h e  karez  owners part, and O n  F a r m  Water Management which was to < 

b e  c a r r i e d  o u t  by an Agronomist. The Agronomist was not. fielded 
A t  t h a t  tlrne, the On Farm Water u n t i l  l a t e  i n  the Project .  

Management component. was t r a n s f e r r e d  to the ~ g r  i c u l t u r e  scope of 
w o r k  . 

I 

2) Phased Imglmenla t ion  

Activities i n  the Wat.er Sector w e r e  implemented i n  th ree  phases*. 
The first p h a s e ,  covering approximately the f i r s t  year o f  the ~ 

Project, c o n c e n t r a t e d  on assessing the available water data,: 
co l l ec t . i ng  additional data  and dssdgning and implementing prototype,  
~ a t e r  rfeuelopment  schemes, Progress  during this phase  was slow,! 
c ~ t ~ s e d  b y  'de t 5 y s  i n  mobi 1 i z  i n g  sub-contractors and st-af  f .ins the 
PPflU. ~ o c s l  resist.ance to t h e  foreign presence r e s t i l t e d  i d  
vanda  1 i z a t  i o n  o f  many of  the weather - and wat.er flow monitor in$ 
stations installed b y  the P r o j e c t .  However, this p r o t o t y p e  phasq 
-of  - ~ & . e r  sector- activities was successfttl -r'n that a s t i f f  icienti 
understanding o f  the  hydrology o f  the f lakran was p i n e d  whic6 
far .  i 1 it.at,ed +.he design and irnpiernenitat ion o f  i t se fu l  interventions.! 

The second phase o f  activities concantrated on physical w o i - k s , '  
incf  t ~ d i n g  design, constrtrct.ion and monitoring o f  many s t r u c t u r e s .  
This phase overlapped wi th  the end  o f  the f i r s t  phase and carried 
on i n t o  3 9 9 t ,  a f t e r  t h e  implementation o f  the  t h i r d  phase. The 
Project c a r r i e d  o4rt. k a r e z  and k o r j o  i m p r o v e m e n t s ,  ccrnstructian of 
d e l a y  a c t i o n  dams, and lining of  water channels. Generally, these . 

hsd a p o s i t  i v e  effect i n  the region btrt. qktest  ions arose  a s  to whab 
e f f e c t s  t.t\e increased exploitat ion of w a t e r  wo:rld have  in t.h& 
f i ~ t z i r e .  



For details of technical informatfon including standardized designs 
and assessments of t.hese engineering interventions, t h e  read r ei should r e f e r  to t h e  t w o  i n t e r i m  evaluations of t h e  BALAD Project , 
and t h e  t h r e e  Wpter Sector Interim R e ~ o r t s  by  the TA Team's Senior 
Water ~ n ~ i n e e r " .  Major findings a r e  s u m a r i z e d  below: 

As reported i n  t h e  1990 e v a l u a t i o n ,  "accomplishments with respect 
to infrastructure are  m i x e d  but generally positive". The 
evaluation found t h e  karez boring program had both its successes 
and f a i  lures, and t h a t .  t h e  genera l  impression among f arrners was not 
f avo tab  I e .  They recorntended t h a t  the program tic i i  scont  i nued; t h e  
T A  Team cornpl i e d  wiah t h i s  recommendat-ion. 

The E v a l t ~ a t i o n  fnr.lnd t h e  inst.8 1 ]at. i on  o f  siphons and channel 
linings to be scrccessfu! and well received b y  ksrez cwners. 
! ~ - r f i l t r a t . i u n  galleries were  v.iewed as  a a r t  success. Where 
t h e y  b i d  inc rease  f Tow of  kor  jos ,  t h e  r a t -e  o f  Flow was not. g r e a t  1 y 
inc reased ,  but rather the number o f  days i t  f l ~ w e d  was improved .  
Farmers' i m p r e s s i o n s  were t h a t .  any  increase i n  water  was rninirnsl, 
b u t  t h a t  maintenance costs were reduced.  

Many de 1 a y  act ion/recharge dams were  c o n s t r u c t e d  b y  t .he  P r o j e c t  . 
Some of t h e  darns were successful : some failed when floods 
occurred. Due t.n t.he r j c ~ r c i t - y  of hydro logic and metaorologica7 
data, t h i s  w a s  t.0 he expected.  The effect of d e l a y  a c t i o n  darns an 
groundwater  resources  remains u n c e r t a i n .  Water f l o w  rat -e  
measurements have  not indicated c h a n g e s  i n  t h e  average flow rates  
o f  kareres  a f t e r  construct.  ion of  t h e  dams, but t.here has heen below 
normal  rainfall ove r  t h e  last. few ' e a r s .  -, 

i 
I I n  December 19913, t h e  third p h a s e  of water sector activities began. 
I This phase was aimed a t  rationalizing water resources development 

in t h e  Makran. 
I The m8in i s s t ~ e s  addressed in t h i s  phase, as 
I 
I J n t.he December 7990 Work Plan, were ( 1 )  the t y p e s  o f  
I 
I W B ~ . ~  resource development- s t ruci .ures  and interventions to, be 
I undertaken s ( 2 )  t o  what extent: GOR water-related 1 ine  agencies 
I should be involved i n  the implementat ion o f  w a t e r  sect-or activities 
I 
I and what ,  if anything, needed to be done to strengthen them; (33 

what new a c t i v i t i e s  should he initiated; and ( 4 )  t h e  cecessity of 
I -  * 
I a d d ~ e s - s i n g  t h e  possibility o f  excessive groundwater depletion. 

I 

I 

I '  R .  L a p o r t e ,  R .  Hill and J. Addleton, Interim Evaluation of  
I the Baluchistan Area Development Project, March 1988; and 
I 
I Development A1t -e rna t i ves  n interim Evaluati~n o f  the 

Balochistan Area Development Pro ject ,  November 1990. 
I 
I D .  Douglass, P h a s e  I Water Sector Repor t ,  R A I A D  Report, 

F e b r u a r y  1987  ; Interim Water A c t i v i t . i e s  Report,  BALAD Report., 
I January 1908; and Water Sector T h i r d  Interim Report,  BALAO Report,  
I 

I February 1 9 8 9 .  



. .  

Pr ior  to imglementatisn a4 this phase ,  the Expatriate T A  T a m  was 
evacuated becattse of  t h e  Qulf War. Ih'hile they war@ out. o f  the. 
country ,  t h e  enforcement o f  t h e  Presslet Amendment. put  a h a l t  to 
a 1 1  water sector c o n s t - r u c t i o n  a c t i v i t i e s  and t h e  Expatriate Water 
Eng inee r  position was deleted, Therefore, the  a c t i v f t i e s  
implemented dur ing  this phase took two t .racks: attaining s m s  af 
t h e  outputs envisioned i n  the December 3990 Work P l a n ,  and bringing 
the Project- to an orderly close. 

A revised Work P l a n  was developed in June 1991'~ which orrtlined 
activities to b e  undertaken to satisfy both requirements. Key' 
elements o f  t h i s  Work P l a n  were t h e  ccllection o f  d a t a  to support, 
f t i t t i r e  planning o f  water  resources in t h e  Makrsn end t h e  completion; 
of  m i n o r  cortstrcrct.ibn projects which had been ptit on hold during. 
the evacuation. 

D a t a  collection activities included cq~pleting a cmprehensivec 
k a r e z  and well inventory of the Makran establishing permanent' 
rneasrrr i n g  points e l  most of the we1 Is, so Futrirs water  table levels.- 
can be monitored, and t h e  sub-contracting of  an electro-resistivity, 
s i i r v e y  of  Gwadar District. T h i s  s u r v e y  will identify areas where 
there  i s  potent  $ a  1 for grokrnd water  development. Arrangements were , 

ircade w i t h  t h e  Center for Engif ieer ins Exca3\ence i n  Lahore to 
develop a scope of work and cost estimate f o r  installing an 
abeqcrate hydrnmet .eoro log ic  moni ,A- ing system i n  major watersheds o f ,  
the  Makran. T h i s  a c t . i v i t y  was not  c a r r i e d  aict because the Center 
was u n a h ? ~  to mobilize. 

C o n s t r ~ ~ c t i o n  activities included small scale repairs to a few' 
s t ructures  i n  the Turbat and Panjgtrr areas .  In addit ion, t w o  local : 
contr ibtr t ion p r o j e c t s  at Bas01 and Sarchupi  K3rezes were selected 
and carried out w i t h  karez owners. IS 

@ 3) f ssrres i n  Hater  Resources Development 

The i ss t ies  raised* i n  the Cecerrrher t 9 9 G  Work Plan remain v a l i d .  
They s h o u l d  be  considered by any agency undertaking development in 
-the b k r - a n 7 .  Thsse issues may also be important to water resources, 
development pr0ject.s i n  ather  r e n o t e  a r i d  areas. 

--- 
' I  BALAD June 30 Work P 1 an, &*!.AD Report ,  June 199 I .  . 

l4 M .  Yahya  Khan and D . M .  Bradbury,  Karsz and W e 1  1 lnientory j 
of  the Makran,  SALAD Report, November 199 I .  

J . D .  B r e w e r ,  BAI-AD Local  Contr ibrrt inn Projects: Imp1 i c a t i o n s  
f o r  Partjcipatory Local Development E f f o r t s ,  R A L A D  R e p o r t ,  October ,  
1 9 9 1 .  



a) rh6 t y p e s  of wates resource development 
interventions to be undertaken. 

From t h e  results o f  previous work,  certain conclusio~s can be drawn 
about the t y p e s  o f  s t r u c t u r e s  that  should 61; b u i l t  and 
interventions undertaken in the Makran. The delay action damis 
built to date  have  affected karores downstream, bu t  the magnitude 
of this impact  has not been determined. The low rainfall of the 
last few years  i s  also a cant.ributing fac tor -  Nevertheless, 
c o n s t r r r c t i o n  of  new dams should be undertaken only a f t e r  data on 
impacts on  w a t e r  resources i s  available. 

Drilling of  mother wells has h3d v a r y i n g  degrees of  success. Some 
h s v e   roda aced w a t e r ,  some have not.  F u t u r e  drilling o f  k a r e z  
mcther  W E I S  s h ~ ~ l i d  he tindertaken only when t h e r e  a r e  clear 
indicat i o r r s  that d r i  1 1  ing  w i  1 1  y i e l d  s i g n i f i c a n t  i n c r e a s e s  of flow. 
T h i s  can p r r h a b l y  only be done i n  c e r t a i n  areas  where ot-her 
previously drilled wells are yielding steady water output. 

A S  d is~cussed above, k o r j o  infiltration gallerfes have not yielded 
significant i n c r e a s e s  of water ,  but- they have saved the farmer t i m e  

I 

and money i n  k a r e z  mainti-enance. Because BALAD has installed 
infiltration galleries in most  o f  the suitable a r e a s ,  there i s  
limited scope fo r  f u r t h e r  construction of  this type of  work. 

t h e  Project constructed one f lood  water diversion scheme whereby 
runoff w a t e r  was spread, through a s e r i e s  o f  designed and 
engineered bunbs ,  over approximately f i f t y  acres of land .  The 
scheme expertenced a storm runof f  e v e n t ,  and t h e  s t r uc tu re  operated 
a s  designed. The farmer was a b l e  to plant much of t h i s  area to 
fodder. T h i s  was a s i g n i f i c a n t  accomplishment and introduced a new l 

concept af water- harvesting. This a c t i v i t y  has potential to 
s i g n i f i c a n t ' l y  increase acreage cultivated as well as increase 
groundwater racharge. I t  should be looked at as an alternative to k 

delay action dams. 

b The involvement o f  GOB water-related l i n e  agencies 
i n  t h e  implementation sf water sector activities, - . - -  and what needs to be done to strengthen t h e  
agencies. 

Lack of  interest b y  the Depar t -ment  of Irrigation i n  t h e  Makran kept  
BALAD f r o m  aver forming a close working relationship with it. 
E f f o r t s  to more fu f  l y  involve t h i s  line agency,  as well as the 
Agricuttural Engineering and Public Health Engfneering departments  
were curtailed as the funding for Water Sector A c t i v i t r ' e s  was 
e 1 i rn inatsd,  and t h e  e rpat r  i a t e  engineer d i d  not ret-urn to Pakistan. 
The completion of two local p a r t i c i p a t i o n  p r o j e c t s ,  however, 
demonstrates how development can be done outsids of t h e s e  
i n s t i t u t i o n s .  



c) What new activities should be in i t ia ted .  

N e w  a c t - i v i t  i e s  to be ~ ~ n d e r t a k e n  during the t h i r d  phase of the Water 
Sector activities included floodwater diversion and bundingi 
groundwater development, investigations i n t o  new rechar..ge 
technology and new karez irnpravemanl techniques, and preparatfan of 
joint procedural Work Plans i n  conjunction with the wetar-related . 
l i n e  agencies, Cessat ion of the phyafcal works c,f the  Water S ~ G + O ~  
i n  February 1990 prevented the a ~ h i e v ~ e n t  of any o f  thii work, 
instead, mino- repairs to damaged dams and completion of  already' 
approved p r c j e c t s  were carried o u t .  

d l  Addressing t h e  possibility o f  excessive groundwater 
depletion. 

The extension o f  the electric power llne f r o m  t h e  new power plant 
at Pasni to Ttrrbat and the planned connection of  P a n j ~ r r r  to the 
Khuzdar 91- i d  t h r e a t e n  to accelerate t h e  groundwater pumping rates- 
i n  these areas .  The additional pimping i s  likely to ,clause a 
dramatic drop i n  groundwater elevations, which can render obsolete 
t h e  traditional ksrez-irrigation p r a c t i c e  of the Division, A s  the 
Mabran continties to develop, competing demands fo r  water  will 
increase.  T h i s  will happen p r i r n a r ~ l y  around the  u r b a n  centers of 
f u r b a t  and Panjgirr. Witboirt regrrlation of the instal Zat ion and 
pump ing f r a m  w e  1 1 s , soc i a  1 upheaval over t-he use o f  groundwater ' i s  , 

possible. 

The Project proposed the formation of a Water Management Advisory  
Co i ln i t tee  to advise the Corrmissi~nsr of Etakran on water issuss: 
Throccgh t.h i s  cornittee, consist i n 9  o f  the four water-related 
agencies l rr i g a t  ion Department, ~ g r  icu l tural Engineer ink 
Departwant,  O n - F a r m  Water Management 0epart.ment and Public Health 
Engineering Depart .ment)  w a t e r - r e 1 a t . d  line agencies i n  t h e  H.retkran- 
wort  Id coopenate to regrr late development arid use o f  water,  to ensure 
eqtr i t  a b l e  a 1  locat i o n  o f  water  rights, to settle disputes and 
cnnflicts, and to plan f o r  t h e  management. of  t h e s e  resources. 

. - 
* 6. ' Lessons  [-earned 

Planning ftrt.trr-e uses and development. o f  t h e  scarce resortrces s f  
gro~rndwater  i n  t h e  rVfakrsn i s  indispensable. k reliable study of 
the e x i s t i n g  resoirrces, present -  annua  1 withdrawals, and natural and 
artificial annual replenishment i s  critical in order to determine 
t h e  balance a v a i  lsble for frjrther e . + p l o i t . a t i o n .  

~sssssing a s a f e  y i e l d  i s  a m a j o r  t ask  reqir i r ing d a t a  on the 
geology, hydrology and meteorology o f  t h e  area. Re1 i s b t e  
information i s  c lcr rent ly  nod available. D a t a  collection activities 
s h o l ~ l d  b e  designed into any future p r o g r a m s  for t h e  Makran.  



To avoid  t h e  problems that-  have arisen elsewhere i n  Balochiskan 
when groundwater development has t-aksn place, t he  capacity and 
recharge o f  t h i s  resource  must. be determined. T o  i n i t f a t e  t h i s  
study, a hydrometeorol~gical monitoring network m u s t  be establ<shed 
to gather da ta  on rainfall and run o f f .  The groundwater monitorins 
s y s t e m  autlfned i n  the Karer end Well Inventory o f  t h e  nakran also 
m u s t  be initiated. D a t a  g a t h e r e d  from these two s tud ies  can be 
analyzed through computer modeling to predict the  amount of 
replenishment. Planners can use this information in decision- 
ma kin^ about development and regulation of groundwat-er. 

A M a s t e r  Plan fo r  develnprnent o f  water  resources i n  ~ o a s t a l  Makrsn 
should be developed, a s  described in t h e  Planning s e c t i o n .  
Participation by  the r e c i p i e n t s  in both  the se1eci . ion and 
implementation process i s  c s i t i c a ?  to t h e  sustzinahility of  
i n f  r a s t r u c t t ~ r e  constructed. 

Detailed sociological investigations o f  t h e  proposed atisnments of  
infiltration gatlerfes must be  undertaken prior to p r o j e c t  design, 
since access r i g h t s  f o r  existing karezes  and korjos are m a t t e r s  of  
intense 1 ocal d ~ S P I . J ~ @ S .  

c. Development Opportunikies 

Three  m a j o r  development oppor t .un i t ias  have been identified in t h e  
a r e a  o f  water resoirrces development: projects t-o d ive r t .  runoff 
water i n t o  carefully designed bunded and leveled a r e a s ;  the 
formation o f  t h e  Makran water  Management. Advisory Cammitt-ee; and 
implementation o f  small w a t e r  development activities involving 
b e n e f i c i a r y  p a r t i c i p a t i o n  i n  t h e i r  identification and construction. 

1) Floodwater D i v e r s i o n ,  Bunding and Land Leveling 

ASLhough t h e  use of bunds to collect flood water i s  a concept well 
! i~der . s tuod  and used by Hakran i  farmers, t h e y  typical l y  are  made 
without a n y  engineering input. and t h e r e f o r e  are  v e r y  inefficient, 
The -BALAD P r o j e c t  demonstrated haw a c a r e f r r l l y  designed and 
&onstr ;ct&d keFies o f  bunds could spread the w a t e r  evenly  o v e r  a 
large area on f i f t y  acres  of  land near Surak v i  1 )age o f  t h e  Bal 
Nigo r  a r e a .  The results o f  this spreading inc luded bringing lsrger 
areas of 1 and under agr i cu I tura 1 product  ion and incress i ng t h e  
amount of w a t e r  i n f  i Itration i n  areas where it would normal ly be 
lost as run-of f .  I f  t h i s  work i s  combined with precision land 
leveling, efficiency o f  wat-er use could be maximized. 

M a n y  nu1 t a h s  a r e  known to have  annual f l o w s  due to t h e  size of the 
catchments stigp I y ing them. T h i s  type of  intervent ion i n  t -he se  
nullahs would provide additional and relatively stable supplies of  
w a t e r  for crop product ion. 



1 " 

The work r e q u i r e d  i s  primarily wi th in  the capacfty of t h e  
Agri1su1tural Engineering Department, as they are  already 
responsfble f o r  bund construction. Design capability in the 
A g s i c ~ ~ f t u r a l  Engineering department and On Farm Water ~ a n a g m e o t ' s  
capacity to conduct. precis ion land l eve1 i n g  a r e  current.  1 y lacking. 
A future project,  could focus on these two fnst i t i r t ions  and support 
these t y p e s  o f  pragrams. 

, I 

2) Formation of  a W ~ t e r  Manegement Advisory Camit tee . 

As disctrssed  above, inrrcasing and cornpet i n g  demands f o r  water and 
t h e  electrification of T u r h a t .  and Panjgrrr areas  c r e a t e  a real : 
danger o f  di sr i . ip t  ins k s r e ?  i r r  ;gat ion and catrs ing  tremendous ; 
technical and social problems. The need to support the formetion 
of  t h e  WMAC cannot. he ever-emphasized. I t i s  t-hrattgh t h i s  
co-ittee t h a t  c a r e f r ~ l f y  planned w a t e r  resources dpvelopment. can 
occur. 

3) Undertaking Wal l  Scale Water Development Projects 
wi th Significant Beneficiary Participation 

T h i s  concept. falls in line with t he  development thinking of the 
Mission, as  well as of  many other  donors. If  NQOs aimed at. Focal ' 

level p a r t i c i p a t m r y  development become active i n  t h e  nakran, the 
approach B A t A D  has  initiated should be replicated. 



3. AGR L CULTURE 

a .  Analysis 

I )  P r o j e c t  Design, implementation and the E f f e c t s  of 
t h e  Expatriate Evacuation and t h e  ~ressler 
Amendment 

The agricultural related project activities were f i r s t  out1 ined in' 
r 

t h e  s e c t  ion an Planning, Management and Human Resources D e ~ e b p m e n t  
Component o f  the Project Paper (P?), grouped under "activities . . .  
desigried to improve the  performance and effectiveness of human .. resources. They were to center around insuring the maximum 
economic benefits f r o m  t h e  w a t e r  elements o f  t h e  p r o j e c t  and 
included initi~tives to i m p r o v e  the quality of agricultural skills 
and the level o f  suppart given to GOB ~gricultural Officers. Thk 
P P  specified "providing a s s i s t a n c e t o  t h e  extension service and On- 
Fa rm Water Management D i r e c t o r a t e s  as these  institutions are the 
ones tespcnsible f o r  helping f a r m e r s  take f>ek.ter sdvahtage of 
increased water supplies." 

USAlO delayed the mobilization of  the  Agronomist u n t i l  later i n  the  
P r o j e c t .  Although the Agronomist position was to b e  for  two years ,  
a consul t a n f  wits not mobi l i z e d  unt.i 1 s i x  months k r e f ~ r e  t h e  O r  iginart 
LBI 1 c o n t r a c t  wss schaduled to e x p i r e .  Furthermore, t h e  Agronomist 
was mobilized only a f t e r  t h e  Office o f  Agr ic t r l ture  and RclrhZ 
Development (O/ARD) took aver  management responsibility for t h &  
Project, 

Earlier m o b i l i z a t i o n  of the Agronomist would have  been beneficial, 
as changes in agr icultural practices must  be made aver long groning 
seasons. There were i m e d i a t o  opportunities t o  implement programs 
focusing on water management and improving crop productiori 
p rbc t i ces  before  t h e  Water Component implemented works, A lso ,  an 
agtonomjst: s work i n  an o a s i s  catt ld have paved the  way for- more 
farmer participation in the selection and implementation o f  Water 
Sector intervent ions. - 

Iq retrospecJ. however, the delay in implementing agriculturai 
.act;; i t'i e s  r4nt.i 1 O/ARD was managing the  project gave the  Agronomist 
a s t ronger  support base i n  USA1 D .  The modif i e b  scope of  worq 
developed f o r  t he  Agronomist and the formal and informal guidance 
provided gave the Agronomist t h e  f l e x i b i l i t - y  to identify the rea! 
needs of  t h e  Hakran and develop a work p l a n  t h a t  focused on 
attainable objectives. Mobilization earlier in t h e  Pro jec t  whad 
t h e  emphasis was on i n f r a s t r u c t u r e  would undoubtedly have resulted 
in a v a s t l " y  different agr icul trrra l  program. I 

The  d e c i s i o n  to e x t e n d  t h e  project again through 1991,  with an 
option f o r  m o s t  of  1992  was made  l a t e  i n  1990.  The Agronomist had 
developed programs aimed at creating the  greatest impact p o s s i b l 8  
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during h i s  14-month assignment. Had there  baen assurances of a 
longer runcing program, di f ferent  approaches would have been 
included i n  t h e  design of t h e  program. Ob jec t ives  and planned 
otat.puts for a single 31 to 06 month per iod  would  have been q u i t e  
d i f f e ren t .  than those  developed. AS i t  was, two separate programs, 
each w i t h  s h o r t e r  term aims, had to be implemented. 

The enforcement of  t h e  Ptessler Amendment had only a m i n o r  short- 
t e r m  impact on t h e  a c t i v i t j e s  o f  the Agr ic t r l t t r ra l  Component, but & ,  

n e g a t i v e  i m p a c t  on i t s  longer-term ach isvements. As the ~ r o j s c t :  
was terminated withoiit  the  optional extension per iod,  t h e  overall 

& strsteg'y'  101- a g r i c t r l t n r a l  development c o ~ O d  not be fully' 
irnp1ement.ed. Whi f e t h e  SALAD TA teem i s  confident some of t h e  
i r ~ n c , v a t  inns i n t rod i i ced  N i 1 1 be a d o p t e d  b y  t h e  farmers and w i  1 1  h a v e '  
s3gnificant beneficial effects ( improved wheat varieties and grape' 
v i n e  prccnirrg being the  most. significant), t h e  Fargar p i c t u r e  of; 
long-term, s e l f - s u s t . s i n i n g  development may wither on the vine. 

The Icss o f  significant activity dur ing two growing seasons caused] 
b y  t h e  E x p a t r i a t e  Team's evacnat  ion between January and May o f ,  
I89 1 ,  coirp l e d  with the loss of the PPMld Agronomist in February: 
1 9 9 1 ,  c r e a t e d  a vacuum i n  leadership fo r  t h e  component. This 
resulted i n  significant lost opportunities to achieve  many of the: 
arnbit jous objectives set o u t  i n  the  December I990 work plan.  

2 )  A g r i c t r l t u r a l  Strategy o f  the  BALAD Project 

A 1 1 t h e  k g r  i cu 1 tcrsa 1 Component. ' s ac t  i Q i t i es  aimed towards t h e  
highest level objective of increasing net f a r m  income, pursuing two: 
p a t h s :  increasing agr icu1t.ura I product. ion and improving! 
agricultural rnarket.ing. 

F o r  agricultural production to i nc rease ,  f a r m e r s  and h e r d e r s  m u s t  
adopt new v a r i e t . i e s , o f  plants and animals, and improve production: 
techniques. kt-  t h e  same time, a reliable s l i p p l y  o f  the necessaryi 
agr  i cu Ztura 1 tnp ir t s  m u s t  be increased. These, t h e n ,  became the' 
ma in purposes of  t-h i s  component. Sub-prtrposes  o f  t h e  component. 
included increas ing  t h e  q u a n t i t y  and quality o f  locally processed 
d a t e s ,  havihy *on8 or m6re self - s u s t a i n i n g  agricultural input' s to res ,  
G p e r a t e d  b y  the  p r i v a t e  s e c t o r ,  and having t h e  p u b l i c  and p r i v a t e ,  
organizations which s u p p o r t  a g r i c u l t u r e  opera te  more e f f e c t i v e l y . !  

I .  

A number of ptrhl i c  sector or..ganizat.ions have mandates to support '  
t h e  agr  icultciral  s e c t o r .  These organizat - ions and 1 ine agencies ; 
o p e r a t e  st v a r y i n g  degrees o f  effectiveness and certainly need, 
s t rengthen ing .  However ,  pub1 i c  i n s t . i t n t i o n s  a r e  not the only 1 
a p p r o a c h  to p r o v  i de sectoral support .  A very important sub-purpose 
of this component was to identify and investjgate alternative 
institutional approaches  in hopes of determining t h e  b e s t  m i x  of' 
i n s t  i t r r t  ions to pr-ovide these  services on a srtskainable  : b a s i s .  : 



Unfortunately, there was not  sufficient oppor tun i ty  to carry 
these investigations. 

Certain technicel activities contributed to the  eventual 
development o f  an  institutional approach for agricu1"tura'F 
development. B A i A D  o u t p u t s  i n  t h e  following areas  were designed to 
c o n t r j b u t . e  to either b e t t e r  m a r k e t i n g  or  increased production: 
m a r k e t i n g  improvements, t r a i n i n g  for date processors, support to 
a g r i c u l t - ~ r a 1  Women in Development programs, and support 0 8 
p r i v a t e  sector agricultural input store. 

B A C A D  planned to w o r k  w i t . h  s e v e n  t y p e s  o f  institutions, including 
r:r i v a t e  d a t e  p rocessc r s ,  agencies t indertak  i n g  women i n  ~evelopment 
programs,  n o n - g o ~ e r n m ~ n t . ~  1 organi zat. ions, a private agr icul t t r r a l  
input st .ore,  and t h r e e  1 inc a g e n c - i e s .  The line agencies were 
Agricultural Extension, On-Farm Y i a t e ~  Management and the L i i e s t o c k  
Department. 

The technical cen te rp i ece  o f  the A g r  icul t .ura1 Component-'s s t r a t e g y  
w a s  the  on- fa r3  demonstration program.  The o n - f a r m  demonstrations, 
c o n d u c t e d  w i t .h t h e  p a r t i c i p a t i o n  of A g r  icu7Lura7 Extension, w e r e  
developed to contr 4hut.e t o  new var  i s t  i e s  and prac t ices  being 
adopted by  f a r m e r s  and herders .  There was nu oppart t rni ty  t-o 
develop a program w i t h  fivestock, given t h e  P r o j e c t  cutback.  The 
t i n r e  also ran o u t  on creat . ing a funding mechanism f o r  t h e  Qn-Farm 
Water  Ksnagernent. D i r e c t o r a t e .  A d r a f t  Reimbursement Agreement ( R A )  
was  g i v e n  to U S A I D ,  hut. i t  was not. finalized between t h e  t-wo 
g n v e r n r n e n t . ~  be fo re  t.he end o f  t h e  P r o j e c t .  

The on-f arm demonstrat ions were t h e  vehicle by which t h e  government 
I ins  agencies tasked w i t h  supporting . the agr icu! t u r a l  sector cou Id ; 
be s t rengthened.  Through a program o f  phased inst i ' tu t  ionat 
strpport, the 1 i ne  agencies ' involvement in the demonstration , 
programs wou 1 d 1 ead t.o t.he h igher  1 e v e ?  objective o f  improved 
services being provided t.0 fa4rrners and herders  by  these agencies. 

T 

The scaling back o f  a c t i v i t . i e s  following t h e  evacuation prevented 
the development of  i n s t i t u t i o n a l  support  programs for the On-Farm 
Water  Management. and C i.vest.oc_k Departments. t t a ?  so l imitod , t h e  J 

amount of  support the Fscr j e c t  could g i v e  to A g r i c u l t u r a l  Extension. 

Throughout t h e  P r o j e c t ,  Agriculturat Extension showed only token 
i n t e r e s t  i n  participating i n  RAtkD activities. T h i s  forced the 
LBIt Team to c a r r y  out. many o f  i t s  a c t i v i t . i e s  unilaterally, only I 

informing the A g r i c u l t u r a l  Extension of  what f t  was d o i n g .  

I n  s p i t , @  of  these restrictions, the on-farm demonstration program 
I 

w a s  success fu l  a t  p r o m o t i n g  t h e  use of agricultural inputs such as , 

i m p r o v e d  seeds, fertilizers, plant protection measures, etc. By 
c r e a t i n g  a demand for t h e s e  i n p u t s  and encouraging loc~l shops i-o 
provide a re1 iahle supply of  high  qua1 i t y  prodrrc t .~ ,  the P r o j e c t  
aedressed t h e  o t h e r  p a r t  of t h e  increased produc t ion  formula: 
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increasing the availability of inputs .  it was hoped tha t  pk4vate 
sector s rcpp l i er s  of  inputs could become a source of extensiora 
s e r v i c e s  to customers. 

Though an agricultural s u p p l y  s t o r e  opened i n  Turbat ,  encouraged 
and supported by t h e  P r o j e c t ,  the abrupt  cessation o f  BALAO ~ 

a g r i c u l t u r a l  a c t i v i t i e s  reduces the  chances of i t s  sustainabflity, 
let alone any hope o f  it eventually assuming a larger rola.~ 

f 

The succes s f~r l  implementation of the on-farm demonstration prdgrm : 
gave  the consultant and the kgricultura't  Research Institute ( A R i )  
in Q u e c t a  t h e  i n c e n t i v e  to explore the pcssibility o f  initiating a , 
d a t e  prodi.rct-ion based Farming Systems Research (FSR)  program i n  the , 

Rakran .  A 1  ' ~ h ~ u g h  t h e  c u t b a c k s  i n  the  !?ART p r o j e c t  by USAID and the 
time lost d a r i n ~  t h e  e v a c u a t i o n  p r e v e n t e d  the estab!  ishrnsnt of t h i s  1 
program, t h i s  i s  one  of the  most important. things needed to achieve 
significant. agricultural development in t h e  M a k r a n .  T h i s  program ' 

can still be initiated i n  the Makran i f  the government w i l l  make a : 
corrni tment o f  resources. information and experience t h a t  the . 
P r o j e c t .  has gathered can feed  i n t o  the design o f  the program and 
i n i t i a l  p r o d ~ ~ c t s  of  t h e  implementation o f  t h i s  program by A R l  can : 
r e s u l t -  i n  significant improvements i n  production. 

Outside o f  the on-farm demonstration program, but  relating t-o both ; 
production and  marketing, tire activities which can benefit rural 
women through incame genera t  ion f r o m  agricultural related 
activities. To h e l p  achieve t h i s ,  the P r o j e c t  was to support ' 

programs under taken  by e x i s t i n g  a g e n c i e s  i n  the Hakran. 

One program showing potential could stilt be implemented through . 
t h e  Farming S y s t e m s  Research program. T h i s  program replicates, . 
with a p p r 0 p r i a t . e  modifications, the ongoing FSR poultry projects i n  ' 

the Northwest. Frontier . T h i s  aspect of  t h e  Farming Systems 1 
Research program can be carried orit i f  t h e  government makes a : 
coinrr,itment to i t .  

b 

E v e n  i f  a F a r m i n g  Systems Research program i s  n o t  implemented, , 

o t h e r  organizations, i n c l i i d i n g  NGOs, can use the  FSR program as a 
model f o r  irnplenrenting similar programs h e r e .  Arr outside agency, 
possibly ar! N Q 9 ,  would he t h e  most. likely-organization to impBamsnt ' 

s u c h  an a c , t . i v i t * y .  U S A I ~  'ctcrr&nt.Py -has a Nomen ir: De~sl~opxxent  ' 
Sgscialist i n  t h e  Makran looking a t  how programs can b e  irnpldmented : 
and i d e n t i f y i n g  organizations to do so. 

f 

The marketing s i d e  w a s  addressed in two  ways.  BALAD identified i 
spec4 f i c  opportt lni  t i es in crop m a r k e t  ing and wacr Id have implemented : 
programs to exploit these oppor t t rn i t  f e s  had time a1 towed. t w o  ; 
detailed r e p o r t s  were prodt~ced on m a r k e t . i i 9  o f  dates  from the : 
M a b r a n  and f r u i t  f r o m  P a n j g u r ,  tn addition, the P r o j e c t  supported ; 
t h e  devetopmant of the  local d a t e  processing i n d u s t r y .  



One date processing f a c t o r y  opened and rece ived  technical 
assistance f r o m  the P r o j e c t .  Th is  f a c t o r y  closed, however, amid 8 
flurry of rumors and speculation .as to the  motives of i t s  
operators. S u p p o r t  given to this local date processor and the 
results of  t h e  study o f  date  marketing opportunities i n  the  Makran 
have,  however, stimulated another e n t r e p r e n e u r  to i n v e s t  i n  a date 
processing factory in Turba t .  The P r o j e c t  facilitated an 
arrangement between t h e  owner and a private sector  date  
procsssing/marketing consultant so the owner could receive advice 
on t h e  setup and operation of the plant and marketing o f  the dates 
processed. 

in m o r e  developed agro-industries i n  Pakistan, such as the sugar 
cane p r n c e r s i n g  i n d u s t r y ,  extension work i s  c a r r i e d  o u t  b y  t h e  
processor. it. i s  i n  tho processor's in teres t  ta see the best 
q u a ?  ity raw p r o d u c t  coming i n t o  t h e  f a c t o r y .  The  potenti&? for  
such extension i s  h igh i n  the date industry. 

The b a t e  market i f ig study p roduced  a recormendat ion and act ion plan 
for a fu rba t -based  b a t e  a i ~ c t i o n  house. This auct.lon would SpilT' I 

increased p r o d u c t  qua 1 i t y  a n d  higher r e t u r n s  to growers, as f arrners 
would be trading in a competitive market. The auct-ion market could 
be a veh ic  1 e hy  which the bate  pracessors and expor te rs  can provide L 

certain training and technical assistance to farmers i n  the Makcan. 

A l l  o f  these activities constitute what can best  be termed a 
"institutional experiments" investigating a v a r i e t y  of approaches 
t o  support a g r i c u l t u r e  in th.0 Hakran. The r e s u l t s  o f  these  
investigations could have led to an institutional approach m i x i n g  
public and p r i v a t e  organizations to most  effectively stlp;jort the 
needs o f  Makran's agricultural sector.  

1 b .  Lessons Learned 
8 

Introduction o f  change i n  t h e  agricultural p r a c t i c e s  of  remotely 
located f a r m e r s  served  by poor infrastructure i s  possible provided 

I. a f a r m e r  f i r s t . "  approach i s  used. Farmers are receptive t.6 
innovat i v e  and improved ideas t h a t  addr~ss- t h e i r  r e a l  problems when 1 introduced w i t h  t h e i r  part;c' ipati -on*by people wjth s commitment to 

! 
helping t h e m  imp rove  t h e i r  production, 

tow cost agr i cu l t -ura l  development can be achieved through a well 
planned program focused  on farw-based demonstrations. These 
dernonst.rations can serve to disseminate technology, t r a i n  farngrs, 
s t r e n g t h e n  government extension s e r v i c e ,  and create a r a p p o r t  
between t h e  fa rmers  and e x t e n s i o n  agents. 

Farmers need t.o have a personal s t a k e  i n  the develaprnent. process.  
Dernonst.rat ior! programs shou 1 d be he 1 d on farmer ' s  land rat -her  than 
on government f a r m s .  The dem~nstrations should include m a j o r  
c a n t . r i b u t i o n s  f r o m  t h e  f a r m e r s  of l and ,  w a t e r  and labor, while t h e  
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p r o j e c t  should provide b a s i c  inputs  such as seeds, fertilizer and ' 
ideas . The farmer should fully pardicfpate i n  the land : 
preparation, sowing, application o f  t reatments ,  etc .  

i fsrrner training can be c a r r i e d  out v e r y  inexpensively. A l l  ?hat i s  : 
required i s  expertise, of ten  obtainable i n  Pakistan, locat ' 

coordination, p e r  diems fo r  the training s t a f f ,  and a m i n h a 1  
amount o f  supp 1 i es and equipment.   he' mot, i vat. ion to conduct and . 
srtbsa~krent planning of s u c h  training i s  n o t  so easily corpls , -.-.., b y ,  
however. I 

The m o s t  effective farmer f i e l d  days utilized the farmers  : 
themset ves  as r ; resent .ers  of the darnonstrat ion results. E f f o r t s  : 
made by t h e  consultants to p r e p a r e  t h e  participant farmers to p f a y ,  
this r o l e  a r e  well worth the investment. I 

F a r m a r s  p a r t i c i p a t - i n g  in s we! 1 organ ized  on-farn demonstration i 
program develop a "sense of c u m u n i t . y "  through project efforts such . 
a s  f i e l d  d a y s ,  s t u d y  t o i i r s ,  etc. T h i s  should be encoti--aged and can 
be directed to reinforce agricultural change, increase t h e !  
likelihood of sustainability of chenges introdkrced and facilitate:- 
t"he spread  o f  development i deas .  I 

The A g r i c u l t t r r a l  Extension service i s  largely ineffective as a n :  
agent o f  change i n  t h i s  area  of Pakistan, R e f o r m  on a31 Ee*ePs o f f  
t h e  btrrea~rcracy i s  necessary f o r  significant improvement o f  the  I 
situation. Training of Agricultural Extension and On-Farm Water  ; 

Hanagernent s t a f f  at the l o c a l  level may increase c e r t a i n  skills,: 
b u t  t h e r e  i s  little hope these skills w i l l  be p u t  to use unless andj- 
u n t i  1 m a j o r  c h a n s e s  i n  the e n t i r e  s y s t e m  o f  Agricultural Extension j" 
t a k e  place. i 

I 

The participation of a highly q t r a l i f i e d  and, more inp~rtank,~ 
highly motivated a n d  dedicated local cog-interpart can incssassi 
effectiveness o f  Expatriate Technical k s s i s t . a n c e  by ordrsrs o f ;  

I magnitude. 

~ c c e l e r a t  ing t h e  improvement of a g r i c u l t u r a l  production i n  oasis 
areas i s  an extreme \ y  complex rtndert.aking. The productign systems : 
I I S F , ~  in t h e s e  a r e a s ,  b a s e d  p r  imay  i l y. on t.radjt. i-unal practices, are  i 
often ccnsidered rrnprodcrctive br cbsblete. Y e t  these i s !  
considerable vzllrre i n  the  genet-ations o f  experience that h a v e  led' 
to these s y s t e m s .  F a r m e r s  employ a complex m i x e d  cropping system; 
of fruit., f o d d e r ,  grains and v e g e t  ah1 e s  . R a t  ional recomendations: 

I 

fo r  crop irnprove~xent 1 eading to i n c r e a s e s  i n  overall f a r m ,  income: 
r e q u i r e s  sustained r e s e a r c h ,  not. o n l y  on single crop factors,  but !  
also on the  interrelationship o f  craps found on any one p r o p e r t y . :  
T h i s  i n f o r m a t i o n  can o n l y  be derived from a s y s t e m s  approach to: 
f a r m  r e s e a r c h .  i ! 

I 

L 
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There i s  h igh  quaf1ty local (in country) expertise aval1sble, 
though often hard to f i n d .  The bes t  of this expertise i s  to be 
found in the p r i v a t e  sector .  Networking should be employed to 
locate this expertise and i t  should be utflized a s  much as  
p o s s f b l e .  

c. Development Opportunitjes 

1 )  Date  Auction House in f u r b a t  

A ma jar stcrdy conbttctsd b y  t h e  project in 1997 {dentif i e s  t e need 
for a b a t e  auction market. t.3 be e s t . a b l i s h e d  i n  Turba t .  The 
establishment o f  an atret ion m a r k e t  would be the intervention which 
would have the greatest" i m p a c t  on the fncme o f  Piaki-an ciate 
growers . 

I 

T h i s  m a r k e t  wou'ld be the property OF both b u y e r s  and sellers, i n  
which pr~fessiona: ar ict ioneers in t roduce orderly marke t ing  b y  
bringing the b u y e r s  and sellers tosether at central site i n  the  
Makran. T h i s  p r o j e c t  would be v . i r t u a l l y  self f irrancing w i t h  a high 
benefitfcost ratio, Benefits extend beyond just  increased income . 
f o r  dat-es.  It. can stimulate farmers to produce more d a t e s  a t  
higher qua1 i t . y ;  i t  can serve as is vehicle by which extension 
services can be provided to t h e  date growers; and i t  can stimulate 
new e n t e r p r i s e  develop i n  T u r b a t .  

The date nrarket..ing s t c i d y  examines the feasibility, costs and 
benefits, and out 1 ines an operational program by which t h i s  auction 
market can be established. T h i s  concept has t h e  support of both  I 

growers groups in t h e  Makran and the date  export firms i n  the Sind. 
What i s  needed i s  t h e  catalyst to bring the  two together .  I 

2 )  Crop  Pr~dyctian 
I 

1 

intraduction of  F i g  C u l t i v a t . j o n  i n  Panfgur DOstrict should be a 
high  p r i o r i t y  o f  any a . g r i c u l t u r a l  development program implemented 
i n  the regi.un. The m a r k e t  demand, local and international, and t h e  
flcxibi T j t y  kf-ford6-d by -a Fruit that can be sold either f r e s h  or 
processed, make t h e  expansion o f  f i g  cultivation an attractive 
prospact. This  i s  a long-term activity, however, i n  t h a t  f i g  
cuitivation i s  not practiced to any significant degree i n  the 
Makran and t h a t  t h e r e  i s  l i t - t l e  institutjonal research supporting 
f i g  c u l t u r e .  

I 

N.N. I rani end F. G. Nssson, Marketing of Mekran Dates, BALAD 
Report, Oct-ober 1991 .  
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3) Training 

U S A I D  could support f u r t h e r  training i n  t h e  Makran through other 
p r o j e c t s .  Potential t r a i n i n g  programs which can have a -very 
p o s i t . i v e  i m p a c t  on t h e  agricrsl t i rral  r e c t o r  o f  the Rakrran coma to , 

m i n d .  Two o f  these programs a r e  easily implementable a t  very IOW 
cost, u s i n g  local resources and in-cotrntry expertise. 

1 .  Additional training of  f a r m e r s  i n  Penjgur i n  g r & p % v ~ j # a  
prt in jng. T h i s  follows on to training already p~ovjded by : 
SALAD i n  t-he w in te r  af 1990,  and should occur i f 7  ,early I 

F ~ h r t i a r y .  Many farmers have become aware of  the beneficial 
e f f e c t s  o f  t h i s  practice and wish to use i t  on t h e i r  v f f ~ e ~ .  , 

T r a i n i n g  i n  how to do t h i s  i s  a felt- need of t-he area- ,~ 

Expertise in t h i s  e x i s t s  at A R t ,  i n  Quetta. A l l  that i s  , 

n e e d e d  to impart t h i s  training, i s  to arrange logistica1 
s u p p o r t  for the e f f o r t ,  in t h a t  government does nut Rave the ' 

resources t.o carry  it. o u t .  This s u p p o r t  would be i n  the For,m 
of transportation for the  specialist, lodging and per  d i m  at ' 
t h e  t-est-ho:rse ir, Panjgur and !aca'f coordination to cantact, ' 
and gather farrntjrs, locate a f a r m  where the training can take  
place and arrange f o r  refreshments. Other c a s t s  would include ' 

t h e  p u r c h a s e  of pruning shears f o r  the farmers to use in  the 
demonstrations and be atlowed to k e e p  cfterwards. 

2. tn the spr ing ,  for only a modest- c o s t ,  grape ' vine ' 

grafting and rooting techniqtres could also be taught .  This ' 

training r e q u i r e  another specialist from A R l  and additional 1 
equ ipment  ( i . e . ,  grafting knives for t h e  farmers) and scions 
of the local and imported grape v a r i e t i e s  grown in Quetta. -in , 
a d d i t i o n  to teaching the  g r a f t i n g  and rooting techniques, this 
program wau 1 d introdtrce improved v a r  i e t  i e s  of  seedless and <' 

o t h e r  grapes on a smsl f scale for  Farmers to evaluate. 16 , 

farmers wish to adoat these varieties, t h e y  w i l l  then have the : 
skills to c a r r y  atit further  grafting, and contac t  with the i 
r e s e a r c h  program in ~r;ett -a where they can obtain the impr?ved 
s t o c k .  

These programs entail only modest costs and t r t . i l i z e  l0~8a , 
e x p e r t i s e ;  ' t h e y  - a r e  mare f y l  l y  d i s c t r s s e d  i n  t h e  * 'Act io\  Plan" 
section o f  t h e  BALAD r e p o r t  ofi marketing of Panjgur f r u i t .  

A m o r e  ambitious training opportunity, requiring a greater : 
investment hrit w i t h  potent.iat1y e v e n  greater  i m p a c t ,  is the . 
t r a i n i n g  o f  f a r m e r s  in t h e  thinning of d a t e  hunches and improved 

) e n a t  ion rnet.hods. T h i s  p r o g r a m  wou Id r e q u i r e  an expet-r i s t s  

' I  K . A .  Siddiqi and 6.G. 
B k l A D  Repar-t , November 1 5 9 1 ,  

I 

, 

Masson, Marketing of Panjgur Fruits, 
pp 4 3 - 4 4 .  

6 '1 





a.. A n a 1 y s . i ~  

Spec-ial Development k c t i v i t i e s  ( S D A )  were designed t-o rapidly 
r e s p o n d  to special needs identified a t  t h e  local level which b i d  
not. f it. i n t o  other  BALAD cornpofients but warranted  atlention. 
Eyarnples 1 is t .ed  in t-he Project Paper inc l c lded  schaals, haateh 
facilities, hoc~sing for teachers or health workers and, 
interesting1 y enotmgh, t h e  i n i t i a l  phase o f  a comprehensive qtan for 
wate r  r e s n t r r c a s  developmenr. The a c t i v i t i e s  were t o  be chosen a'n't 
t h e  local l e v e l  a n d ,  o t h e r  t h a n  st.:.l.idies, wnirid not hagin u n t i ' l  
o t h e r  sectnraf a c t i v i t i e s  w e r e  underway. 

I 
I The activities carried m.it under S D A  cnnsisted z f rnost  entirely qf 

I 
bcii 1ding a d d i t  ions1 p r  i rna ry  schoal classrooms. SDA construction 

I wc rks  were certainly arnons t h e  m n s t  w e 1 1  received of a1:t 
I 

cons t r t rc t  ion act i v i t  i e s .  indeed, a s  t h e  1990 evaluat ion o f  t h e  
, I P r o j e c t  n o t e d :  '"The f a c t  t h a t  t h i s  a c t i v i t y  o f f e r s  imsdiaCe 
, tangible acco p l i s h r n e n t  has s e r v e d  to maintain B k L A D ' s  image and- 

c r e d i h i  I i t y .  &.?I 
I 

I 

I 
F i fty-two school A u i  1 dings, w i d e l y  scat t .e red  t-hroughoctt the ~ a k r a t i ,  

I and one  maternity home .in t.ke P a n j g ~ r r  d i s t . r i c l  were const.ructed. 
The f i r s i .  phase o f  Trsrbat town r o a d  p a v i n g  was initiated as an 

I Special Development A c t i v i t y .  

Whet-her t .he  constrtrci. ion of  school h i ~ i  ldings has had an impact qn 
the number o f  children edrlcated couId n o t  b e  det.armin&d 
ernp i r ica  1 i y ,  but. it. can t 3 ~ :  assilmed t h a t  improved f a c i  1 i t i e s  have ;a 
p o s i t i v e  i m p a c t .  on t h e  qrral i t y  a f  educat i o n .  The maternity center 
in P a n j g r i r  never opened dire. to the lack of a lady doct-or Qn .the 
area. 

The 1390 eva1trat . ion of BALAO recommended t h a t -  the  f u n d s  a 1  located 
for  SDk b e  placed iindeF t h e  control o f  the  DCC or rJWC who wotild Be 
responsihie f o r  identifying projects. These would then b:e 
implemented h y  t .he  1 ine agencies and r e q l j j i e  Cornni t?  
p a r t i r , i p a t . i o n  as a c o n d i t i o n  fur p ro jec t  a p p r o v a l , -  

- - _  . - 
A s  d i s c k r s s s d  above i n  t h e  Water  Sector assessment, the projsck 
ident- i  f i c i i t i o n  process as i t  existed was, b y  n a t u r e ,  a p o l  it4ca:f 
n n e .  P o l i t - i c a 1  m o t i v a t i n n s  o f t e n  overshadowed r e a l  deveiopmenk 
needs. The B A t A D  team tried i t s  b e s t  to m i n i m i z e  the  impacts oY 
this, hut i n  c e r t a i n  cases ,  srich as t.he mat-ern i ty  health center:, 
the  f a c i  l i t  i e s  p r o v i d e d  have never been used.  This paints out t h a *  
t h e r e  was somet.)-t ing  wrong w i t h  the system of se lect . ion .  Therefore., 

Development- A l t " e r n a t i v c s ,  op. tit.. , p 69. 

20 ! h i d ,  p x v .  
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i t  would be d i f f i c u l t  for h e  TA Team t.o support p?acing 
development funds in the hands of this political process .  
It may be advisable to wsa 'such funds to Finance works c a r r i e d  out ,  

I by NGQs i n i t . i a t  ing  local level s e l f - h e l p  programs. These NGOs, 
however, should be monitored by the  agency funding t h e  p r o g r a m ' a r  
there i s  a chance t h a t  p a r t - i c i p a t i n g  NGOs, too, could be 

I manipulated by political agendas.  

1 

b. Lessons Learned 
I 

The i n e l i t s i o n  of  t h i s  s c t . i v i t y  in the Project design w a s  va t isab le  
i r ,  overcoming the i n i t i a l  resistance to t h e  foreign presence in the 

! 
H a k r a n .  T h i s  factor a l o n e  would justify inclusion of  t h i s  t-ype of 
program i n  p r 0 j e c t . s  i m p l e i n e n t s d  under similar circ~.~rnst.ances. 

! 

BALAD, under pres sure  5.0 prodtrce physical outp! .rts ,  focl.~sed t -hese  
I 

I activities almost entirely on t h e  construck. ion of  school b u i  ldings 
and t h e r e f o r e  d i d  not  really erplore the dynamic potential of the I .  

f urtds. 

Gonstruct- ion p r o j e c t s  under taken i n  v a r y  remot.% v i l l a g e s  a r e  hard  
t o  m o n i t o r  and supervise. Because o f  the  remoteness, contract.ors 
o f ten  expect  that.  t h e  quality of t h e i r  work w i l l  be overlooked. I 

Rigorous oversight i s  important, and t h e  will to reject sub- 
st-anbard work a necessity . 
In the c o n t r a c t o r  select. ion process,  contractors  t h a t  come f s m  t h e  
villages where t h e  work i s  be ing done a re  less likely to do sub- 
s tandard work. For the small amount of money t h e y  can save by 
doing inferior work, they r i s k  hiirt,fng t h e i r  local reput-ation. 
This factas should he considered i n  the selsct.ion c r i t e r i a  of t h e  
contract award process.  I 

tessons  drawn from the Wat-er Sector local partjcipation 
programs can apply to t h e  SDP funds. Community participation in 
project s e ? e c t . ~ i n  and imp1ement.at ion i s  invaltrab 1 e .  i f  t h e  
community feels ownershfp, t.hey have a vested  i n t e r e s t .  i n  t-he 
qtila? i t y ;  t h e y  are t h e  ones who w i  1 1  1 i v e  w i th  the end product. - - 
The TA Team feels t ha t .  b e t t e r  const.ruction and maintenance of the 
s t ructures  would he achieved with local participation. 

I 





5 .  PtAHH3PaG 

a. Analysis 

1. Planning Studies 

L imited sectora 1 planning arid even less regional planning had taken 
place in the Mskran before BALAD, BALAD partially f i 1 l e d  t h e  lack 
of  basic d a t a  through planning puhficsbions and sectoral s t u d i e s .  
fii jch of the  project.'^ planning work was d i r e c t l y  relat-ed t.n 
r f ~ r : ; s i o n s  that GOB officials and o t h e r s  need to r m k e  ahorrt t h e  
M%krnn'c development, f o r  example: 

o The Road Counts and Condition S ~ ~ r v e y s  h e l p  decision- 
makers  establish p r i o r i t . i ~ ! s  f o r  road constr i~ct . t"on and 
ma i nt -enance  . 

o The Well a n d  Kare7 Inventories provided b a s i c  d a t a  f o r  
m n n i  t.or ing groundwat.er 1 eve  1 s  wh i c b  cou 1 d h e l p  b e c i s  ion- 
makers regulate w a t e r  use and avo id  r a p i d  drawdowns o f  
t h e  water  table from t h e  pro?iferation of tubewells. 

o The RAtAD-sponsored E 1ect . ro-Resist  4 v i t . y  S i t - ~ d y  f o r  the 
Gwadar D i s t r i c t .  s h o t ~ l d  h e l p  decision-makers p l a n  where t n  
bore f o r  w a t e r .  

o The Fisheries Str tdy identified the p o s s i b j 1 i t . y  o f  
r~nexp1ni t .e .b  l a r g e  pelagic ( e . g . ,  t u n a )  fisheries o f f  t h e  , 

M a k r a n  Coast., which shou 1d help pub1 ir; and p r  ivat-e 
decision-makers who wish to expand Makran's fishing 
indrrs try  . 

In s h o r t ,  d a t a  collection and analysis should concentrate on types  
'of e a t s  t h a t  w i l l  a f f e c t  decision-msking. 

The needs o f  t h e  people o f  the Makran are many and the resotrrces o f  
t.he 308 few. A regional plan embraces many sectors and many human 
needs, permi i . t ing a l t . e r n a t i v q  solutions to be examined wit.hin o n e  
framework. T h i s  was illustrated i n  RdtAU b y  t h e  Regional Plan far 
Coastal Makran. Regional planning for t h e  Makran j s  needed t.o 
integrate and to h e l p  establish development p r i o r i t i e s .  

.* Economic Base ~ n ~ l y s i s "  i s  a tiscfrrl regional p lann ing  rne th~do logy  
i n  t-ha Makran and i n  C o a s t a l  Makran,  i n  p s r t i c ~ l l a r .  fn t h i s  
a n a l y s i s  economic growth depends on a r e g i o n  exporting goods and 
services, which in t u r n  generates demands for t h e  nonbasic sectors. 
The Regional Plan f o r  Coastal Makran i 1 1ustrat.ed t h e  st l i t .aDi  1 i t y  o f  
t h i s  methodology fo r  a r e g i o n  which has few natura l  re.sources and 
i s  h i g h l y  dependent. already on a f e w  e x p o r t s ,  especially f i s h ,  
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For Csast.af Hakran, high priority n e e d s  to be given to supportdng 
t h e  growth o f  the f i s h i n g  industry. The ind i ts t ry  has potentta8 for < 

expansion and generates income For t h e  Gwadar D i s t r i c t  by exporting 
90 % of  the ca t ch  to t h e  rest of Pakistan and to other  countries. 

For Coastaf Makran, a M a s t e r  Plan for  the Managenent of Water 
Resorrrces i s  iirgent 1 y needed, especial t y  for  the greater  Gwadar 
a r e a .  T h e r e  are  a multitude of schemes a t  v a r i ~ u s  stages o f  desSgn 
and implementation to supply water to t h i s  desperately water .shart 
region. The 'Gwadar F i s h  Harbor, now nearing completion, w i l l  
r e q u i r e  150,000 gallons p e r  day when fully operational; and that 
siipp 1 y i s  p re sen t  S y i inavai  iable. 

Fo r  Ccastaf Makran, when health and educat. ion needs are assessed, 
it i s  important to i d e n t i f y  s p e c i f i c  problems t h a t .  a f f e c t  the 
p r ~ d u c t i o n  o f  exports ( f i s h , ' f s r  example) and a c t i v i t i e s  that I 
suppor t  those expor ts .  A Manpower Survey i s  needed, f o r  example, 
t.o determine how and to what e x t e n t  i 1 l i t e r a c y  and l a c k  of specff i c  
skills i n  the l a b o r  force are impeding regional e x p o r t s .  

For Ccast .a l  Makran, the Agr i c ~ i i t u r e  and Livest .ock sector skou,!d be 
given low p r i o r i t y  for  the investment of discret . ionary  development 
f r lnds.  Part of  s e t t i n g  priorities i s  identification o f  ,lower 
priority a c t i v i t i e s .  The region can readily import food from the 
rest of t .he Hakran and from elsewhere. With  perhaps a f e w  
exceptions, t h e  high cost o f  providing irrigation ~ a t e r  prrts the ' 

r e g i o n  at a cornparat i v e  disarjvant-age f o r  agr i c t ~  1t.ure and 1 ivestock'. 

2) ~nstitutionaliration of Regional Planning 

The Government of 8aloch istan - h a s  over the years  provided rnlnfrnal 
budgetary  anci s t a f f  support t.o t h e  PPMtJ, prclhahly because of  a lack ' 

of h igh  level commitment by political leaders and senior 
adrninistrat.ors,  

a 

BALAD has provided training, office space,  and computer hardware 
and s o f t w a r e  t,n the PPMU. T h i s  agency  h a s  tised those capabi.7 i t ies  
we11 to c a r r y  out m a j o r  BALAD constttrci.ion contracting 

- -respons'&ilities. T h e P P M U  a l s o a s s i s t - e d  B A L A D ' s  irnplmsntatfon in  
agr ~~~~~~~~trre and,  to a lesser ertent, i n  planning. Overal I the  
PPMU, as a planning unit, remains at any e a r l y  stage of , 

deve:oprnent. More collaboration among the PPMU, P & D i n  QustLa, 
1 : S A  I D ,  and t h e  technical sssistance t e a m  c o u l d  have l e d  to a high ' 

degree o f  PPMiJ's car 1 i t y  a t  the e n d  o f  the project- .  
l n s t  i t k r t i o n a l  d e v e l o r  t a k e s  time and rntrch cooperative , 

i n t . e r a c t . i ~ n ,  both forn i informal. 

I n  the last. 
planning i n  t 

nths 
Makr 

B A t  AD conducted  
re lz t . ed  Planning 



I 

I Qtiett-a on Oct.aber 8 .  The study provtded the lessons learned and 
development. opportunities for  i n s t i t u t i a n z r 1 i z a t i o n  of regional  

I p1 annjng. 

b .  Lessons Learned 

1 )  Planning Studies 
I 

F o r  t h e  Makran and perhaps  for  other parts of  Balochistan, regional 
planning i s  a practical t.001 to help the  Government and o t h e r s  
e v a l u a t e  a n d  compare interventions. Proper use o f  regional plans 
wocald a f f o r d  t h e  Government an opportunity to mar imi ze t h e  impacts 
o f  i t s  e x p e n d i t u r e s ,  particularly those in the Annual Development. 
Flans. 

BALAD* s plsnning work was direct.1 y related to decisions that. QOB 
officials a n d  c t h e r s  need t.0 make about the ~akran's development. 
D a t a  col lection and analysis shotlld concentrate an types of data 
that w i l l  affect decision-making. 

Regional planning far the  Makrsln i s  needed to establish and 
integrate development p r i o r i t i e s .  

High priority needs to be g i v e n  to supporting t h e  growth o f  the 
fishing industry i n  Coastal Makran.  A M a s t e r  Plan for the  
Management of Water Resources i s  urgently needed, especially for 
the greater Gwadar area. 

For Coastal Makran, a Manpower Survey $ s  needad to determine t-o 
what. extent  illiteracy and lack of  specific skills i n  t h e  Tabor 
force are impeding regiona 1 exports.  The Agriculture and Livestock 
sector should be g iven  law p r i o r i t y  f o r  the i n v e s t m e n t  o f  
discretionary development f u n d s .  

2) Institutionalization o f  Regiona: Plantting 

The Government of Balochistan has over  t h e  years provided minimal 
' bsidgetary and s t a f f  support  to t h e  PPMU, probably because of a lack 

of h i g h  l e v e l  commit.nent by political leaders and senior 
a d m i n i s t r a t o r s .  SALAD provided various kinds of support  to PPMW 
over the y e a r s .  

PPMU, as a planning u n i t ,  remains a t  any early stage .of 
development. Institutional development requires cooperative 
interaction, both formal  and in formal .  
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I 
I The BALAD s t u d y ,  Planning in the ~ a k r a n " ,  provided lesson; learned 
I and development opportunities f o r  i n s t i t u t i o n a l i z a t . i o n  of regionafl  
I 
I 

planning. The crit;cal ingredients f o r  t h e  i n s t i t - u t i n n a l i z a t i o n  o f  
regional planning i n  t h e  Makran a r e  discussed below: 

I 

I 

a) Policy C o m i t m e n t  

GOP i s  moving towards decentralized regional planning'. 
Implementing t h i s  policy i n  the Makran w i l l  r e q u i r e  ar: agrleed upoh 
framework, inst i t i .~t i o n  ht;i Iding, i ine agency integration a'nd 1oca:I 
accnunt.sb i 1 i t y  , and mare loca 1 c ~ n t r o l  o f  rercllrrces. 

b)  L e a d e r s h i p  

f '  ~ n e  qua1 i t . y  of  administrative o = f  i c i a l s  is h i g h ,  Hnwever , 
decentralized regional :;lanr,ing r e q u i r e s  human  resources ,  i n c l u r i f ng  

f u l l  t i m e ,  senior p:anner w h o  c a n  mohili;e i n  agenc ies  
p r i t a t e  entities, and represent.  divisional in t . .erests  in p r o v f r t c i z l  
a n d  f e d e r a  7 f orurns . 

c) Planning U n i t  

I 
I The GOB h a s  taken the f i r s t  s t e p  i n  the i n s t i t . u t i o n s l i z a t i o n  of 

~ l a n n i n g  b y  establishing a D i r e c t o r a t e  for  D e v e l o p m e n t .  However,  
+  his o f f i c e  c u r - r e n t l y  p e r f o r m s  o n l y  minimal m o n i t o r i n g  functjonsl 
I t s  capabilities should be  expanded to c a r r y  out broader planning 
functions. 

The PPMU which could be integrated i n t o  t h i s  o f f i c e ,  and BALAD 
equipment (such a s  cornpr~ters, vehicles, and office space) could be 
designated t.o support. t h i s  uni t - .  Training an$ periodic tkchnical 
a s s i s t a p c e  will be r e q u i r e d .  

! 

d )  D a t a  Col:ection 4% Analysis system 
I 

- nhst' 1 tne-agencies col lact raw data, h u t  a r e  not s t r u c t u r e d  to d o  
t h e  n e c e s s a r y  analyses f o r  planning. Wit-h r e s t r u c t - u r i n g  and  some 
t r a i n i n g ,  existing personnel can be used.  

BALAD has developed spec i  f < c  data bases (e. g. r o a d s ,  wat.er systems,; 
Gwadar District. planning) that .  provide a s t a r t i n g  point f o r  

I buildings divisional system. T h i s  prscess could be f a c i l i t a t . e b  by, 
upgrading and expanding existing computer capabilities. 

'' C .  Sweet, Y .  B a j w a ,  Planning i n  t h e  Nakran, a Study of the 
Policy, fnstitutional and Process Requirements of  ~ffective 
Decision Making, B A L A D  R e p o r t ,  December 1991 .  



e) Line Agency integration ' 

I 
Line agencies a r e  not conducting integrated planning. Nor are the 

I mechanisms i n  p l a c e  to increase coordination ( w i t h  t h e  suspension 
o f  t h e  Divisional and D i s t r i c t  Development Committees) and 
accountsbility. F u r t h e r ,  planning capabilities a r e  weak. 

f )  "Stakeholder" involvement 

Populer p a r t - i c i p a t i o n  in planning 4s i n s t i t . u t t c n a f  i z e d  th rcugh t h e  
Ioca; council sys tem.  However, I i t e r a c y  i s  low, a n d  little is 
understood about  the local pl32ning and development precess so few 
l ~ c a  1 resocrrces a r e  i r,v,est.ed. Adtr 1 t e d u c a t  i c?n a ?  S ntens i v e  
community d e v o t ~ p r n e n t  work a r e  r e q t i  i r e d  tc; increase 'lo:?a l decision 
making canabilities. 

The MPAs and MNAS r e p r e s e n t  local interests b u t  act f r e q t . i e n t l y  o u t  ( 

o f  p o l i t ' i c a l  i n t e r e s t s  r a t h e r  thsn sound  tanning p r . i n c i p l e s .  

P r i v a t e  sector  or 5.1: - I -  is  ai .a almclst non-ex  i st.erit wl,! i ch  w i  t 1 be 
an important missing voice i n  t h e  process until d e g e f ~ p e d .  

g )  G o v e r n m e n t  Cecision Making Linkages 

Within the current.  system, informat ion i lows t e n d  to b e  top-down, 
with 1 i t - t  le d i a l o g c ~ e  on development priorities. i f  3 decentrat i z e d  
pl-anning system is developed, t h e r e  w i  1 1  be a n e e d  f o r  t .wo way 

f dialogue and greater  and more s y s t e m a t i c  i n f o r m a t i o n  sharing. 

c. Development Opportunities 

1 )  Planning Studies 
I 

For Coastal f l a k r a n ,  t h e  f 7 r : h i n g  i n d u s t r y  i s  capable o f  further 
expansion both in t e r m s  o f  c a t c h  and value-added. The potent ical  
catch appears particularly g r e a t  f o r  t h e  large pelagic f i s h ,  such 
as t u n a .  Additional facilities f o r  s t o r a g e  and processing o f  f i s h  * 
would psrrnit. more r e v e n u e s  f r o m  a g i v e n  c a t c h  t.o be received a s  
income by t h e  r e g i o n ' s  residents. 

For Coastal Makran, preparing and implementing a Kast.er Plan f o r  
the Development- of Water Resources w i l l  support. the growth o f  
r-egional expor ts  of  f i s h  and t h e r e b y  t h e  region's ecanurny, and will 
heTp to meet immediate human needs. 

i For Coastal Eakran, t h e  proposed Manpower Survey w i  1 l i d e n t i f y  
I 

I 

i so11.~t ions to iabor ski11 barriers to t h e  r e g i o n ' s  economic 
I development. I 



2 > tnstitutionalization o f  Regional Planning 

T h e  FPMl: and t h e  B A t A D  cr.n;pounC represent human arrd infrastruct.ure 
a s s e t s  t h 3 i  ~ ~ ~ ~ l r f  he btri I t .  upon  t.0 establ i s h  a M a k r a n  Planning and 
S e v e l o p n ~ r 7 t  ilnZ t. The t init  w n t ~ l d  c a r r y  o u t  ~ ' 1 a n n i n g  activities, 
i rtc l t i r i  i ng the:  ir ient.  i f i c a t  i o n  of i n ~ e s t n l e n t  o p p o r t ~ i n i  t i e s ,  and cot1 Id  
ar-t ive3 y pr01nnt.e those i n v e s t m e r r t s  f rcvn Pak isearti and f o r e i g n  
pub 1 i c 6nd p r  i v a t . e  sources. 

The c h a l l e n ~ e  i s  t.o 5 1 ; i I d  an e f f e c t ~ v e  pianning system f o r  t h e  
Makr ar; w!-! l r  rt woii 1 ;f 9enerzt .e h r ~ a d  p ? r t  i c  ' p a t  inn and be responsive . 
t o  bridgei a r y  cycles, t a r g e t s  of  f i n a r l c i a  i oppcl t - t t in i ty ,  sirrd changing ' 

c i r c r ims t  ?* ices.  Proper I y designed and i m p ?  ernerrted , strengthened 
planning capabilities can leeu t~ more cost effective and ' 

sustainable developrnsnt i n  the Hakran. 

Fn ar:!er to i n s t i t l . l t . i ona1  i r e  I - e g i o n a ?  planning, t h e  following 
r e c o m r n e ~ d a t  i ~ n s  shuc: Id be i m p  !*mafit e d .  

8 S t r a t e g y  for Planning System Development 

t n i t  i a ?  t rnct~s  could he c o n c e n t r a t e d  an tactical ( s h o r t - , t e r m )  1 
p l t a n n i n s ,  w i t h  t h e  skills and ins t i t .1 .1 t iona I  capabil ik9es--bot.h 
governments 1 and p r  ivate sector  e ~ p a n d e d  gradr.lal1 y to c a r r y  out  . 

s t r a t e g i c  (longer-term) planning. The development of  this system I 

should b t  include time-phssed so pragress towards ' 
strengt .hening t h e  planning s y s t e m  c a n  be measured. 

b )  Makran as a P r o t o t y p e  far Regional 
Planning at t h e  Divisional L e v e l  

T h e  b e n e f i t s  of decentralized regional plhnning, especially f o r  I 
lagg;rig areas l i k e  flakran, have been examined .  Moreover, 
develapjng t h e s e  capabilities w i l l  t a k e  t i n e  and  testing, requiring ' 
a s t r o n g  , pol ~ c y  coinmi t.nent to t.h i s p r o c e s s .  i t i s  proposed t h a t  I 
f l akran  B - i v $ s i o n  be designated as a p r o t o t y p e  f o r  testing and : 
d e v e f n p f n g  t h i s  mode l ,  w i t h  t h e  p o s s i h i i i t - y  for adoption i n  the j 
nther r : i v i < i n f i s  of  B a l n c h i r t a n  Province. 

L 

4 

c) Planning U n i t  Development . , 

k s t r o n g  planning unit is critical i f  effective regional planning , 

is to take place. GOB/P&D has established t h e  Director of 
Development office. BALAD has developed s i m i  1ar capabi 1 d t i e s  : 
t h r o u g h  i t s  PPMU and the L e i !  local s t a f f .  These elements may be ' 
i r i t o g r a t e d  int.0 t-tre Division's planning unit., sapport .ad  i n  p a r t  by  : 

the  BALLAD resources t . rans fe r red  to the goverrxnent.; i n  ~ d d i  tion, 
training and p e r i o d i c  technical assistance w i l l  b e  needed, 



I 
S ~ v e r a l  arganirstional alternatives were examined f o r  t h e  planning 
r t n i t ,  i n c l u d i n ~  p r i v a t e  sect.nr, NGO, development atrt.hori t y ,  and 
f r e e  trade zonp rnndals. Orb the b a s i s  of % h i s  analysis, i t  i s  
r s c ~ m m e n d e b  tha t .  the planning unit be developed as  p a r t .  o f  t h e  
divisional a d r n i n i s t . r a t i o n .  T h i s  would r e q u i r e  an expansion of  t h e  
t e r m s  czf r e f e r e n c e  f o r  t h e  Director of Development to inc?tdbe 
s t r a t e g i c  and tactical planning. The i n i t i a l  concentration should 
b e  on pro jec t  formu1 st ion  and ass~ssment for t h e  annual development 
plsn, a n d  the planning and management o f  foreigr!  assistance I p r o j e c t s .  on an c v n i ~ ~ t i n n a r y  basis, as capabilities develop, 
attention rnl, 1d t t ~ r r !  towards regions 1 analyses for s t r a t e g i c  
p l33n i ng . 

4) i n i t i a l  Planning P r i o r i t i e s  

W i t h  tho recc?mrner;d~ri foc:,ts . ~ f  t h e  proposed ~ " a n n i n g  u n i t ,  t h e r e  + r e  
r o v e r a l  priorities F o r  i n i t i a l  implementation, These inrlude: 1 )  
improving a n d  a l i t n r n z t  i ns  t.ha d a t a  ccll lect ion and analysis system . . w h i c h  i s  a milst ."  for e f f e c t i v e  p lann ing,  2 )  i m p r o v i n g  pro jec t .  
formti7 r t .  ion;  3 )  upgrad ing  t.hs pro jec t  mon i t .or  ir,g system; and 4)  
t h e  i n i t . i a t  ion ~f p r o j e c t  evaluations. These a r e  a c t . i v i t - i e s  which 
can be i n m e c f i ~ t . a l y  carried out., u s i n g  e>c i s t . i n g  in-cocrntry 
capsb  i 1 it.{ es f r n m  the government., academic, end consu I t. i n g  sectors. 

The ctrrrent. data col?ect . ion systemt o f  t h e  line asencias he 
assessed t o  improve con t en t  ( i , e ,  analyses and end usss) ,  
rnet.hodology, and integration int.0 the P&D Department. '  s expanding 
in format ion  s y s t e m .  

I 

A t-ra i n  i n g  prrzFrarn f o r  1 i n e  agency personnel i n  project .  
identification, Forrnulat.ion, and appraisal sholJld he developed. 

The Rivisinn's rnonit.or i n g  s y s t e m  (beyond physical and f inancia1 
D ~ O S ~ P C . ~  i nCf i ca t . o r s )  to include t h e  t r a c k  ing o f  inpu ts ,  u u t p ~ ~ t s ,  
and i n i t i s 1  e f f s c t . ~  ( fnr improved performance) shnuld be upgraded,  

el I ncreasing "Stakeholder" Cnvol vernent 

Ptjhl i i  ppart.icipst.5nn i n  the planning process i s  critical for i t s  
s t l c c e s s ,  espscially i f  dynamic regional growth is to ;.di;e place. 
4s n o t e d  ear 1 i s r  . 5oca 1 1 e v e  1 , pr  i v a t e  l inst  i t .rrt .  ions a r e  a lmost non- 
e x  istent, ercept. for  t h e  syst.ern of local coiinci Is. There  3gpear t.0 
he t.wo priorities in bevqloping these i n i t i a l  capabilities. The 
f i r s t -  f s t-n erg-nize t h e  Dt~sinessrnen and entreprene1.u-s  so t .he ir  
j n p : l t s  A r e  considered i n  t h e  planning process. The second i s  .to 
increase village and Inca1 council decision making capabilities, 
per-haps throi.i9h i7 ccrnhined w r f r ~  I t .  edtdcat i on  a n  commt.rni t y  
development- progrsrn c a r r  i s d  o l~ t .  h y  a NGO. I n  a d d i t i o n ,  there i q  a I 

need  t.0 test.  vsr i aus  fforrnal 3nd i n f ~ r r n a ?  nechan i s m s  f o r  increasing I I 

p u b l i c  p a r t i c i p a t . i o n  i n  t h e  planning process. 
, 
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P . MANAGEMENT OF CONSTRUCTION 

1 .  Analysis 

The analysis of R A I - A D ' S  rn3nsgernent. o f  cnnr; t r(rc . t  ion. i s  S.rested . in 
t.wo s u b - s ~ c t  ions  : ( 1 ) c.ont.ract.s wwi t h  F iwed Amount. Cont.ract.ars, and 

! 
( 2 )  the  special Force Acco!.~nt- Arrangement. w i t h  the GOB 
~omr j r r  Cr-at ions and Works Department (C&W) . 
?.1!-+-,le E p r + $ a - t c  a : i s +  nf pr F v a t ~  qpt-tor c o n t . r a r t n r s  w h o  ~ o r k - d  nn I 

i 
R A t A D  c c r j h - p r n j ~ r f ~  i n  r n s d s ,  w ? ~ P : -  and SDA. 

I 

F i x-d Amnr rnt C0qE.r-acts a. 

I 
I Ti.>- c ? ~ n ~ t . r ~ : t . +  i0r-1 - t ~ r i -  jnn nf  t h e  PLL&D P r o  jsrt w q s  e s t a h  1 i 4t1-d ~ ~ n d o r  

i.4o;rd C n n ~ t r i i t t -  i o n  F n q i s : p ~ r .  I -7 .  4 1  i P a  Inch i n  l a t e  1986. C n n q t r c ~ r t i o n  
,-qnt i n [ : ~ d  j n D-rsm!--r- : Q Q  t . The P C .  i n  911perv i +;ed t . h ~  

I ' cr l r - is t r t l r t  inn h v  nr- iva i -P  - n f  rnqd 2nd w 8 t . e ~  p ro j ec t s  
d ~ c i g n ~ c l  h y  She T P  t . e ? m ,  t~ ensu rp  ql.ra1 i t y  -nnt.rn1 to s h i ~ h  
s t . 8 n d a r d .  I ?" 31-n superv ised  t h e  construct ion of s c h ~ n i s  and the 
maternity cl f n i c  i~ P a n  jg1.r~ r.rnder t h e  SDA component of t - h a  Project . .  

O f  i n t ~ r e q t  t.n f l S A I T !  was ensur ing t.hst. i t s  fi~nrfs were properly 
spent. on cnns t r ! r c t i on .  The P P M V ,  an a r m  o f  P & D w i t h  offices on . i 

t h o  FP.l_AD cr?mpoi~nd i n  'Tinrbat , f:-endered t h e  f i x e d  a m r i n k s  conk-r;rct.s, 
r p r + i v p r I  U S A  ID fiindq (t.hrot.~gh GOP channels) ,  and p a i d  t.b.e 

I 
I 
i 

c n n s t . r t l c t i o n  c n n t . r a c t n r s .  IJSAID re1 i e d  h e a v i  i y  on t h e  tp,! 1 TA , 

T s a m ' n  w r  i t .ken a d v i p c  00 cc=nnst rac t ion  progr-.ess. Before USA ID w0i.l l d  
 if her- 9 :  v e  i n <  t i 3 !  qpprova' l  t n  a c s n s t r i ~ c t i o n  h: ldget  o r  r - e i m b ~ r s e  
t h e  PPM1.I f o r  i t s  expenses, U S A I D  would r e q u i r e  a written L 

recommendation ?-o t h z t  e f f e c t  from L B I ~ ,  A t .  t -he  end of  2 

c-or,st.rt~ct. jrsn rnn?r->ct, I R t J wotr f d f ~ ~ g e  t h e  Ce , r t  i f jc.3t.a of  
Cc?in.plst.ion which j f . T C l E  r a q l r i r e r i  prior to making f i n a l  se t t . l ement-s .*  

B. t h i r d  objsct.i-9s in t h e  management of cons t r~ . l c t i on  w s 9  t.0 increase I 
i 

the capabi 1 i t . y  o f  I n c a  7 cortt.ract.ors . The Project. ut . i  1 i z e b  t.he ~ jn i t -  
R a t e  S y s t e n  t,f Ridding, i n s tead  of  t h e  c u s t ~ m a r y  sing1.e I~.mp,strm o r  

I 
I 

p ~ r c e n t " w 9 e  sy~ . t - rn .  The new s y s t e m  demanded h e i t ~ r  qua l i%y  b- ids  *and , 

p r o v i d e d  m o r P  a r c ~ r r n t - a b i  I i t y  dur .ing irnplement.at ion. 

O v e r g l 1 1 ,  th= 5 cnn.st.rtrct.ion supervisl 'on provided by t B  1 1 
re su  Ited i n  3 m u c h  h-igher standard o f  c c l n s t r ~ i c t i o n  than would 
ot)zr ; rwisa h a v e  hean ths case .  A t .  times t h e  l R !  I engineers and 
s l ~ p e r v i s n r s  i n  ef  feet provided t-ethnical assistance t-.o pr i v a ' t q  
cant-ractor s . 

I 

The USA lD/L B I f /PPPfl.JI~nnst.rrrc=t.ion Con t rac t . o r  f jnancl tal chain c ~ e i ~ t . ~ i  
cnnsiderahle paperwork, which st t i m e s  resul t -ed  i n  detsys.  PI r 'S 
nvers ight .  helped enqtire that f t ~ n d s  were proper 1 y spen t . .  I f l t S A i D  I 

f 
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hsd t u r n e d  t h ~  Frlnds over t.0 the QQR wit.hout-. LB I I ' s  f insncia I a.nd 
f -rhn i r a  1 s t . t p e r v i p i c ; r ~ ,  t h e r e  ~o!flTj have been much lower qlta 1 i t y  
rnns t . r t r c t  ion t n  ~ h n w  fo r  t h e  moni eq spent. 

Frogr~scr L ~ S S  m%r!c+ i n  ?ipgrading t.he capahil i t i s s  nf t t l s  p r i v a t ~  
- q n t s a c t ~ r s .  O v p r  t h e  ypars  t h e i r  p q r f o r m a n c ~  on R A I  AD w o r k  
imp?-wed srld t h e y  learned how t.0 ~ t j  l i i ~ .  t h e  Unit  Rate Syst.ern of 
Bidding. The local r n r r t r a c t . ~ r ~  h a v e  remained f a i r l y  small i n  s ~ i r e  
and h a v ~  not  m a r i p  ma jot- e ~ p 3 n q i n n  i n  t e r m 3  of t h e i r  nwnership nf 
Y P ~ ~ Q I ~ P S  grid e q t i i p w ~ n t . ,  T h  i + p a r t  T y r e f  l e ~ t ~  t.he a r r e n g e m e ~ t  ofken 
1 : t - r i :  w h e r ~ h y  eqrl i pmen t  i q i-ssed from (= 8 W .  T h e i r  l < r n i t . ~ d  grcnth  
i -  d t : ~  a7qo f c  f h o  ! i m i t . e d  demand fnr their ~ e r - v i ~ p s  in t h -  r ~ . r n e t o ,  

and P r o n o r n i c s l l y  sm3fi ~ q C r a n .  

h .  Force  Account. with C & W 

- 7.h- Fr-t-c:e 4rcc . i j n t  mor-bani-m trqc- 4 1 ~ p r f  w i t h  ~ F w W  f o r  j c ' t 7 ~  f o r  w h i r h  
t t : p  P ~ ~ . - +  q: jsnt  i t  i s -  c0111d nr;t be a s t i m 3 t e r i  ahead of ? im- .  f ' h i r  
? r  r ang::-nr-nf ~ 3 7  : i ? p r (  f o r  triad reh=;hi I i t . a t . h  and ma in+ . - .~ ;nanr~ ,and 
f o r .  4 fir, orr ;= l  s ~ f , ~ - y  r = p a i ~ - ~ :  tfi t .he  Y . P c ~  R i v e r  e r i d g e .  

-. 
i F i ; ~ - ~ s  C C  t ' r ~ l l t l :  a!  r a r ~ g ~ m ~ : - t t  d l d  h a v e  a d v ~ n t . a g o ~ .  I + 3 I )r?wed f o r  
f - i f n p ? = ~ ~ ~ m t ? t  ;if i-n. anti i f -  ~ n a h l ~ r !  841 t n  m ~ i n f s i n  s i g n i f  ic-,?nt 
f i n?nci a 1 a n d  t ~ c h l l  i l cont.ro 1 . 

f i  case i n  pnint  w a c  t h e  rlrgent need f o r  repairs to t l ~ e  Ke(=h P ~ v P ~  
El - idge.  On J t t  1 y 3 ,  1 9 9 1 ,  t.he F r n j e c t .  Officer reques ted  t h a t  PALA13 
{ j n r f e r t a k t ;  ernergpnrv r e p a i r s  to t . h ~  b r i d g e ,  which had b e ~ n  rfarnag-d 
hy a ma jnr f lonil Sn F e b r l ~ a r y .  The Mi~sion's O f f  ice of Engineer~ing 
h a d  enr.otlnt r -4-1  ays i n  contracting f o r  t.hs permanent. r e p a i r s  and 
t h~ mcmSovn c-aeor? I s o r n ~ d .  Thr-or~gh t h e  Force Accolrnt. rnechan i sm, 
6 a L A D  prnrnpt 1v  d i d  t h e  n e c e s s a r y  srtrvey work and designed t h ~  I 

e n P r g e n r y  rppq  j r - 4 .  The wt l r  k cons i st.ed o f  s t o n e  work 1lnderneat.F.. the 
+ e r ~ n d a r v  br- i r fce .  r.h%nne,? izaf. .  ion helrctw t h e  s e c o n d a r y  h r  i d g s  and %-he 
f ~ L - F  C I ~ ? V P ~  f q ,  qnd repairs t.0 o n e  o f  t h e  culverts. 

TIIF? Force Accatlnt ~ p p r o a c h  a i t ~ ~ i d e d  t h e  lengthy t e n d e r  i ns  process 
rPqrlr'rsd f o r  Fiweti  Amnr.rrtt Cortt-racks. Physical wcrC cn t h q  Kech - e 

R i.=cr EIt-id=p began on , f r r l  y 219 end wr3=? ~ ~ m t p l e i . e d  on 6t191.1st 2 4 ,  
j f 11~si.ra 'fr  r'ng t h o  e f f e c t  iveness of !.tSA t D , / L R I  f /PPMU/C R W technical 
qnd ~ 0 n t - t - 9 c t f ~ a  1 cnnrdinat ion under t h e  Force Account s y q t e m .  - 

I 

I 

2. Lessnnq ! .earned I 

a. Gr*ner-q 1 J 

I f prnved t $ c = - f t l ?  t.0 t.he TA Teain f.3 h3ve  B s e p a r a t e  Const.rur,t.ion ; 
S!!perv i s i n n  S e c t  ion.  However, coord ina t . ion  wit .h  t h e  Engineering 
Design Sec t  inn w i 1 5  cr i t . i c a l  at csrt .a in p o i n t s  to enstore cnmpl iance 
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w i t h  the o r i g i n a l  design or t o  m a k e  sure  any f i e l d  modifications 
necessary were s a t i s f a c t o r y ,  

G i v e n  l e a k a g e s  o f  various s o r t s  i n  the GO8 contracting 
arrangements, f t  was advantageous f o r  USAID ta maintain financial 
oversight. w i t h  the ass i stance of  L 8  1 L . Such oversight wds 
e x e r c i s e d  under both the F i x e d  Amount and t h e  Force Account typds 
o f  contracts. 

Under both t y p e s  o f  c o n t r a c t s ,  It was :rsefl~f to have the TA Team 
p r o v i d e  const.rr.:ct. ion supervision and, af ten  a s  i t  worked out:, 
t -echn ica !  direction. T h i s  rescrited i n  a m i ~ c h  b e t t e r  quality &f 
w o r k  t h a r ;  woli ld  otherwise h a v e  been the c a s e .  

b -  F i x e d  A m o u n t  Contracts 

The for lowing a r e  lessons learned f r o m  octr experience w i t h  Fixe:d 
A m o u n t  contracts i n  t h e  M a k r a n  on water and S D A  p r o j e c t s :  

- P r o g r e s +  was made i n  t ~ p g r a d i n g  the capahi 1 i t - i a s  s f  the  private 
c o n t r a r f . n r s .  O v e r  the  years  t h e i r  performance on EALAD work 
i rnprnved and t h e y  learned how t n  1rt.i l i r e  the U n i t  Rat-e ~ y s t e b  . 
o f  f i idrf ing. I ocaI cont.ract.ors. r e m a i n e d  f a i r l y  small, hut somk 
o f  t h e  cont,ract.ors who s t .a r ted  of f  w i t h  BALAD a r e  now kidding 
for h i g g e r  contrac ts  w i t h  other  agencies. I 

- The GO8 G o m p ~ s i t . e  Schedule o f  Rates  ( C S R )  st~ggest-ed u n i t  
p r i c e s  fo r  cant-racts t ha t :  were t oo  low, g i v e n  the high 
s t a n d s r d  o f  quality we were asking f r o m  t h e  cont.ractors. I 

- T h e  qrla 1 i t . y  of  cof istruct  i on  work shou 1 d be not be ccmpranised!; 
t h a t  i s  one o f  the benef i t . s  t h a t  BALAD brotrght to the  Hakrani. 

! - - i t  as impo r tan t -  i n  the  Makran  f o r  the  G A L A D  design engineers 
and c o n s t r u c t i o n  supervisors to work closely w i t h  t h e  local 
peop1e. 'tncal input i s  v e r y  useful when t h e  behavior of p 
river o r  ntrl l a h  water  f l o w  i s  a design fact.or. Or? occasion 
BALAD-had to abandon a p r o j e c t  o r  make design changes during - * 
constrcsct inn in p a r t  becarrse local informat ion was not 
u t . i l i z e d  e a r l y  i n  t h e  design phase. 

- P r o j e c t  design sholi1d he done keeping i n  v i e w  t h e  1oca;l 
avajlqhi 1 i t y  o f  the p a r t  ictrlar labor f o r c e  skills. ~ i r n i l a r t y ;  
t h e  availability o f  const r r tc t ion materials specified in thg 
tender dncurnent.~ shotr ld  b e  k e p t  i n  m i n d .  When such problems 
were p r e s e n t  i n ' t h e  tender documents, potential bidders were 
r i iscn~rraged f r o m  s u b m i t t i n g  bids. 

- Project .  designs shokrld be as simple a s  possible so they  can be 
c~nderst.ood b y  10ca l peop 1 e and f arrners, and rep7 jcatsd by t h e m  
i n  t h e  f ~ r t u r e .  
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When working w i t h  the local cont.ract.ors, i t  i s  irnport.ant. to 
consider t h e i r  po in t  o f  view. Most o f  them a r e  respsct.ed 
c j t  i z e n s  1 i v i n r ;  i n  t h e  M a k r a n .  The TA Team s h o t ~ l d  convey j i . q  
views c 9 c ~ r l y  h13t  pnlitely. 

i n the contract .or  se 1 ect . ion process,  cont-ractors :.hat. come 
f r o m  t h e  villagp..: where work i s  being done should be 
considered favorably i n  the  selection and cont.rack award 
process,  

loc??l p ~ o p l t  a n d  farmer5 a r e  used to t . r a d j t j o r t q l  and . w e l l -  
~ ~ : t . s h  1 ished w8y.2; c f  t 8 c k  'f i ng  + . h e i r  engineer ing problems. 
B e f o r e  introducing any new t . e c h n o l n g y  o r  met.hnd, i t  w s s  
important for  PALAD t.o h p  si j rs  o f  t.hs i n n c l v a t i n n .  Grorinrfwork 
mi-1st be l a i d  t.n c o n v i r i . 7 ~  t h e  Tncrai people n f  t h ~  ? r f v a n t . 3 g ~ c  o f  
new t echnn log i es h e f o r e  in t rod l . i c ing  them. 

c .  Fnroe Account wit-h C F W 

The Force Account arrangement p e r m i t t e d  RALhD to contract.  
r a p i d l y  for- road  work when the f iwec! q ~ ~ a n t . i t . i e s  cot .~ld not  
rsadily he e s t . i m a t ~ ? d .  The Force Accni,nt. a r r a n g ~ r n ~ n t .  W ~ S  

e f f e c t  ~ Y P ,  and i t  enahled FALAD tn ma int.ain significant 
t 
r in3ncisl and technical cont.ro1. 

I 

I 
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1 .  Analysis I 
a. training Approaches 

S h o r t a g e s  of qualified personnel from t h e  Makran who could 
imp1 ernent. BPAAD were a major c o n s t r a i n t .  Thare a r e  several  
alternat i v a  ways to cope with such constraints: m a k i n g  t . r a i n i n g  an , 

i m p o r t a n t  project. component ; simp1 i f  y i n g  t h e  n a t u r e  o f  a c t i v i t . i e s  
t.n be  u n d e r t a b e n  in line w i t h  local capahil i t  i e s ;  not i n i t i a t . i n g  
t h e  planned p r n j e c t ;  nr u s i n g  f o r e i g n  tech~ical assistance. Two 
cf t h e s e  alternatives w e r e  n o t  possible, as  B A t . A D  had already hsen 
i r ! 4 t . < a t e d ,  snd p r n j e c t  a c t i v i t i e s  w e r e  not simplified. On t h e  
o t h e r  h a n d ,  t r a i n i n g  became a m a j o r  , if irneven,  PAI.AD component, as ; 
descr  i k s d  below, an& foreign a d v i s e r s  were 14sed to perform p r o j e c t  : 
activities. 

b .  Overseas Vocational T r a i n i n g  

O v e r s e a s  V o r a t  ianal Training was not i n  t h e  or ig5na1 project. 
des ign ,  hut.  was added in November 1985 i n  response to criticism 
f rom M a k r a n i s ,  especia 1 l y  f r o m  tfie Balochistan St.irbents 
Organization, tha t ,  the P r o j e c t  was not .  nrnviding benefits to t h e  
a r e a .  O v e r  t h e  n e x t  t w o  y e a r s ,  45 Mskranis received training i n  
t h e  U . 5 . :  3 7  in t w o - y e a r  certificate prosrams and 8 in non-degree 
technical programs. The program cost abou t  $ 1 . 5  m i  1 I ion, or aboict. 
$ 3 3 , 3 3 3  per  s t u d e n t  . 

The program was popular a t  f i r s t . ,  btct aft.er t h e i r  return f r b m  the . 
U . S . ,  t h e  trainees have  had cont in t i in9  difficulties finding work.  : 
E v e n  t h e  t w 3 - y e a r  certificate d i d  n o t  make t h e m  eligible by civil : 
service r ~ i  1 e s  f o r  prcfessiona 1 1 eve1 pns i t ions w i t h  t-he Government 
of  B a ! o c h i s t ? n ,  a major emplcyer i n  t-he M a k r a n ,  atthoush GOB : 

officials had promised them stizh j ~ h s .  Many r e m a i n  kinernployed. ; 
Because t h e  sttlic4ent.s had p a r t  i c i p a t . e d  i n  t.h i s  program, they became 

. i n e l  i ~ i b l e  fnr  another B a 1 o c : h i s t . a n - w i d e  f e 1  lowship program 
kpohsnrer i  h y  ! I S A I D .  

The N o v e n ~ t l e r  19911 BALAP E v s l c i a t  i r b r l  r . ~ n c l t i d e r l  t h a t .  " t h e r e  i s  l ittle , 

p o s i t i v e  t h a t  can be. s a i d  a t  t h i s  t i m i .  t - ~ g a r d i n g  t h e  long-term , 
v a l r ~ e  snd s ~ l s t a i n a h i l i t y  of  this t . ra i r - , ing . l -  

1 

I 

-- 

' Development A l t e r n a t i v e s ,  Inc., gp. 3 5 - 3 6 .  
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tn Country Training 

The training provided to C & W equfpment. a .  and t.0 
maintenance s t a f f  o r  daily maintenance of  equipment has  heen 
benef { c i a  I .  I n spit.@ of  s u b s t a n t . i a 1  donation5 of  eqrl iprnent. and 
significant t . r s i n i n g ,  C & W's overall effectiveness as  an 
o r g a n i ~ a t i n ~  i s  lsrgaly unchanged. Management t r a  i n  i ng and 
i n s t i t i ~ f . i c?n? l  r ~ f o r m  would be needed t o  make C 1SI W into a h i g h l y  
efftcient highwav depart-ment.  

T h e  training provided to farmers through t h e  On farm I ) e r n o n ~ t . r a t . i o n s  
was w n t t h w h i ' t a .  = a r  1 y indicat ions are t h a t  many f a r m e r a  , i n  
s l ~ b s e q l ~ e n t  growing seasor:? have adopted t h e  p r a c t i c e s  and v a r  i et i es 
which had h e ~ n  S I ~ C C C S S ~ U ~  I y  d ~ m ~ n s i . r ~ t . ~ d  and on which i n f o r ~ s t  inn 
wBF; d i  ssemin?t .od .  A g r  ic~r It-.t.~ra1 Ext.t;ns i on  agent5 hensf it.t.ecl f r o m  
their partiripstinn i n  PALAD s g r i c u l t ~ ~ r a l  a c t i v i t i e s .  

4 .  On-the-Job Training 

tong-  a n d  short - t e r m  e x p 3 t . r  i a t . ~  spec ia 1 ists i m p a r t e d  snme of  t h e i r  
sk i 1 1 s to Psk i s t . a n i   counterpart.^ t.hro?rgh o n - t h e -  jcsh training. Ml.rch 
of  t.h=tt. f r ~ t i n i n g ,  Ftnwcver, clccl i r reb within the i.P i t t.e?m. L e s s  on- 
the-job training cou ld  t a k e  place w i t h  sen ior  staff i n  the  line 
agenCie8 (C 8 W ;  & g r i ~ t ~ T t . i . i r a  1 E~tension; On F a r m  Wat.er Msnagsment.; 
Irrigation; and P & D, including the PPMU),  

e .  T r a i n i n g  i n  the Evo' lut ion of BAt AD 

Like ot .hcr  inat it.i.lt i o n a  1 aspects o f  SALAD, training (except the 
vocations; O v e r s e a s  T r a i n i n g )  was de-emphasized i n  t h e  early y e a r s  
as the Froject c o n c e n t r a t e d  on physical accornp1ishrnent.s that would 
build credibil.itv w i t h  t h e  local p o p ~ . r ? a t i o n .  In the Transition and 
I n t e g r a t e d  Rurs? Devel~pment. Fhases,  t.here was a rar:eweb e m ~ h a s i s  
on t r a i n i n g .  

Training Specis 1 Sst. Stet- 1 i n g  Hayden, a short-term con5ul t -an t .  t -o I 

B A t h D  i n  Summer 1990,  developed a comprehensive Trainicg Frogram, 
* 
s7gnifiEant. elements o f  which were incorporated i n  the. December 
1990 W ~ r k  Flan. By the end o f  1990, FALAD had numerous t r a i n i n g  
ob ject . ives  and nfne 1 Sne agencies to s t .rengt .hen,  a If-bough some were 
more irnport.wnt. to B4LAD t.han others. T r a i n i n g  became s p r e a d  nut i n  I 

the Oecsrnher 7990 Work  P lan over many sect.ors and t - y p e s  o f  
trainees, i n c l ~ r d i n g  farmers-. 

I 

Since t h a t  Work Plan w a s  sn s h o t - t - l i v e d ,  it i s  d i f f j c u l t  to j :-~dga 
whether  t h e  a n t i c  igat.ed t -echnica l assistance, t r a i n  lng, and 
a q l r i p m e n t  provision, slated to he dcl i v e r e d  t.hrough Sept.ernDer 1992. 
w w i  1 d have s ignif icant.1 y improved  s t - a f  f performance snb t h e r e b y  
h a v e  had  a marked impact. on t h e  per formance o f  t h e  . GOB 
a g s n c  i e s  . On halance, W P  think not, g i v e n  t h e  o t h e r  seriotss 
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obstacles to pcrbl ic  sector  efficiency i n  Balochistan. B e t t e r ,  
results may have heen achieved i n  t h e  T r a n s i t . i o n  and I ntegratad 
Rural Development. phases of  BALAD i f  t h e  Work P f  an  had incltrded 
fewer i n s t i t r a t . i o n a 1  objectives and allowed for a m a r e  focussed* 
training p r o g r a m .  

2. Lessons Learned ! 

a *  Overseas Vccationsl Training 

PAi A C ' s  O v e r s e a s  V n c a t  ionai T r a i n i n g  7'ri the I S .  an i n i t i a l  l y  j 
~ n p l i : a r  respor rse  t.o a political prob':em, r's ( so  f a r ,  at :east) a 
dr=valoprnent f a i l i ~ r ? .  Contrary to *hat.  t h e y  had been told, the 4 5 ;  
trainees h a v e ,  w i t h  ferr e u r . e p t i o n s ,  been u n a b l e  to obtaini 
professional positions w i t h  the GOB nor ot.her p o s i t . i o n s  in which,  
t h e i r  new skills colr ld  assist i n  t h e  development o f  t h e  ~ a k r a n .  

A l t h o t l g h  w e  v i e w  t h i s  t s a i r r i n g  w i t h  the wisdom o f  hindsight, a .  
pr t t den t  and strset-wise analysds s h o t ~ l d  have anticipated some o f  ; 
t h e  prohl e m s .  A critical iogical Framework e x e r c i s e  on t h e ,  
overseas training c,f M a k r a n i s  s h o u l d  have r e v e a l e d  t h e  dubious i 
a s s ~ . r m p t  i o f i s  tha t .  urrcier 1 a y  t.he ir (PI-lrpose 1 eve1 j projected 
c0nt.r ibut .  i o n  t~ the M a k r s n ' s  development-. 

From a deve lopment  v;ewpoint., t h e  $ 1 . 5  million spent an t h e  1 
O v e r s e a s  V o c a t i o n a l  T r a i n i n g  h a s  barne l i t t l e  fr i l i t  t n  d a t e .  ! 

P e r h a p s  a f e w  t r a i n e e s  catr1d have b e e n  s e n t  t-n t h e  U . S .  for . 
training an a highly selective hasjs w i t h  guaranteed  jobs  awaiting I 
their r e t u r n .  

h .  i n  Country  Training 

I n C n r : h t r y ' ~ t - a  i f i i r rg  was general 1 y stJcoessfu1. Farmers ,  equipment 
~ p e r s t o r s  and eqc i i pmen t  ma in tenance  s t a f f  o f  C & w ,  and others ' 
r e c e i v e d  risef131 training f r o m  R A L A D .  The training o f  1 ine agency : 
p e r  snnnal , however ,  d i d  not sign if  i c a n t . 1 ~  increase the a 

-sf.fect- i.vene.z3 o f  those agenc ies .  O t h e r  k inds o f  t r i i i n i n g ,  as w e ?  1 
2s v 3 r i n r i s  o t h e r  changes [more i n r e n t  i v e s  and h e t t e r  , 

3 ~ ~ 0 i i n t ~ h i  1 i t y ,  f a r  exarnFjle), woiild he  needed to make cn .marked 
impact on t h e  p e r f f i r m a n e e  of l i re agencies. 

Farmer t . ra in ing can be c a r r i e d  crrtt  inexpensively. A 1  't t h a t  i s  
r e q u i r e d  i s  expertise, often obtainable in P a k i s t a n ,  local : 

coordination, p e r  diems f o r  training s t s f f ,  and a minimal amount of : 
s ~ r p p l  i e s  and  eql.jiprnent.. L e s s  easi l y  attained Is the motivation to 
plan and cnnrliict t h e  training. 

I 
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c.  on-the-Job Training 

PALAD long- and short . - term erpatr i at-e specia 3 i s t  5 end managers 
f f 1 l e d  t h e  e x p e r t  i s e  gaps t n  enable important. p r n  j e c t  objectives to 

/ be achieved m i ~ c h  sooner  t h a n  otherw ise .  The f o r e i g n  advisers, 

I t-hrelrgh on-the- job training, i m p a r t e d  t h e i r  sl. i 1 1 s  to Pakistani 
1 BkLAD c o u n t e r p a r t s ,  snd t.o a l esser  e x t e n t ,  to 1 ine agency  

personnel. 

d .  Training in t h e E v o l i ~ t i o n o f  BAI-AR 

ir3ining was r ie -en~h3-- i ;sd n the early y e a r s ,  3.5 t h e  P r o j e c t .  
r . n n ~ t n t . r a t  cd nn phvs  i c g  1 accompl jshrnants t h 4 t  w n : l l d  ht i i  I d  
c r a r f i b i t i t y  w i t h  the I G C F I ~  p n p l r l q t i o n .  By t h e  nf 199n, E t a t A O  
h a d  nine l i n e  aaenriss t n  ~ t r e n 9 t . h e n ,  3 1 t . h ~ t ~ g h  snmp were m n r q  

I irnf,hrtant. t r s  PALAD than o t h e r s .  Trq i r r ing  became sprqad n!;k i n  ?.he 
I D e c e m b e r  I990 work p1a1-1 n v e r  many s e c t o r s  and typps nf trainees, 

i n r l r l d i n g  t h e  f a r m ~ r s .  
I 

I 

I i n  thtl T r a n s  i t . jnn and I nt . sgratcd  Rural D e v e h p m e n t .  phase< of R A C A D ,  
I f ~ w e r  inst it.rit i on -  1 oh j e c t . i v e s  would have p e r m i t t e d  a more focvssed 
1 trsininu p r o g r a m  as one component- o f  a fully i n t e g r s t e d  program t o  
1 a f t ?  i n  i m p r o v e d  performance f o r  a F e w  selected, ts rae t .ed  agencies. 

I 
3 .  Development Opport,unities 

The 4.5 Makr-an i G who received Q - ~ ~ T S P ; ~ S  vocat. iona1 t . r a i n i n g  represent .  
s n  !~newploitsd p o t e n t . i a 1  t,o cc?nt.ribi.it.e to the  deveTopmsnt. o f  t h e  
Kakran and P a k  i s t a n .  The do1 lowing s t e p s  are recommended to t a p  
t.h i q resoi jrre:  

- The Government  o f  P a k  iskan and the Gcvernrnent o f  
Ps  l n r h  i st.an sho l~ l d  el i rn inate t h e  a d m i n i s t - r a t i v e  ba r r  jars 
to t h e i r  employment., when t h e  actusl education received 
wol.dld t .ecbnica1 t y  qrdal i f y  t h e m  f o r  professional pos t .%.  I 

t.!SA f l? aher.~ 1 d conk jnue t.o encourage t . h e  G?vernnents tc 

- - t a k e  .51jch s t e p s .  

- USA I D  s h m t r ?  d a ?  lcw the re t .~ .~rnecf  Makrwnjs to p e r t . i r . i p a t e  
i n  ot.her . S C ~ O  I arshjp programs which w0r.i 1 d benefit. t h e m  
and lead pnt.ent.iia1 ly both t-n ga i n f  u 1 ernp loyrnsnt. and 
improved hirrnan resources ut i 1 i z s t  i ~ n .  

A n  ovfrral ' l  approach to t . r a i n i n g  for C & W i n  t h e  M s k r a n  is I 

contained i n  t .he Poad Ssct.or Work Program prepared  by t h e  Road , 
Section of t .he t - B l  I Team jn  early 1991. Training c e l . ~ l d  he  provided i 
to C 8 W personnel in equipment rnaint-enance a n d  r r lps i ' r ;  i 

ms i n t e n a n c p ,  r e p a i r  of  engines and chassis, and e q u i p m e n t  t e s t  i n g ;  
and spare p8r t .s  i n v ~ n t n r y  cnn t ro l .  



1JSD I D  c0r.r 1 d s u p p o r t  fur ther  training ir: t h e  Flakrarr t h r o u g h  other  
.3ro j ec t -s  . Certain training can he contracted o u t .  t.o local 
specialists, a s  was done  f a t  Grape P r u n i ~ g  Training in Panjgur by 
BALAD . 1 1  f a c t ,  t .h is  training course  short ld  be  r e p e a t e d  this 
w i n t e r .  

Training o f  farmers i n  Gate Pol lenat i ~ n  and Btinch Thinning has the 
potential f o r  g r e a t l y  increas~ng d a t e  yields i n  the Makran.  This 
training, h o w e v e r ,  i s  more d i f f i c u l t  t.c organize a t  p r e s e n t  in t h a t  
i t  reqrrires s n  e x p a t r i a t e  specialist. T h i s  specialist sharrld be a 
d a t e  f a r n e r .  r a t h e r  t h a n  an acadern~r: .  S I I C ~  S P E C  i z  1 i s t . ~  a r e  
a v s  i l a h l e  1i? t h e  + c l r ~ t h e r r ,  n 'eser t  d a t e - g r f i n i ~ n g  areas of C s T , i f o r n i a l  

The G O B ,  i r r t ~ r c a t  ional bor in rs ,  and c , t h e r c  ~ n t e r e s t  ed in thg 
deve I o p r n s ~ t  n f  t h e  M a h r a n ,  shori 1 r! cot-is irfe!- t h e  nairnerDus and 
b e t a i  l e d  training recormandat i o n s  cant ained i n  t.kle B a i  A D  Training 
Prqgrarn Repnrt . 

I 

I 

I 
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D. PROJECT DEStQN 

1. Analysis 

a .  Differing Hfgh Level Objectives 

The Government o f  Balochistan and USAID dSffered at. times aver t-wo 
~ r i n c i ~ a l  t y p e s  of ob jec t i ves :  p o l i t i c a l  and devatoprnent. E a r l y  
in t.he P r ~ ) y j ~ ~ c t ,  local pol  i t  i c s  1 c?pposit ian to B A t A D  caused g r e a t e r  1 
emphasis t.o he p l a c ~ d  or: physical or.~t.plnts which were v i s i b l e  2.-o t h e  
local people. The p n l i t . i c a l  p r o c e s ~  played a not.able role i~ t .he  
schnnl c n r r s t r ~ ~ r t  ;on program and in some o f  the kers-r and k n r j 0  
i m p r o v ~ r n e n t  = .  l i S A  r D spen t .  $ 1 . 5  m i  l l !on to send 6 5  Makranis to, t h e  
t 1 . S .  f o r  a year nr t w o  of voca t . ; sna l  training. w i t h  1 i t t . l ~  
develcpnent impsct sc f a r .  

In early 1 9 9 1 ,  i.hp application of  t h e  Pres?ler Amendment. by U S P f P  
R A L A l ?  a .  The a n t  i c i p s t 5 d  extension o f  t h e  PAC0 bsyond 

Ret-ensb~r 1997  w8,+ scrapped and funds w e  de-obligated. The , . 
Government of  Falochistan would h a v e  liked BALAD to continue, and 
d i d  no t  f a v o r  t h e  de-abljgalion of U . S .  funds from the  P r o j e c t .  

Obviously, many p o l i t . i c a l  issues a r e  well beyond t h e  ambit- of a 
p r o j e c t  1 i k e  EJALAD. Rut. par2.icipant.s who r e q u i r e  decisions a t  t h e  
p r o j e c t  l eve l  m e r i t  joint. discussi~n, consideratien, and sct.ion by 
the two :,onvernrnsnt.r;. More bilateral dialogue worlld probably have 
provided grsat.er clarity t-o the  Project and rest .rIt .ed in more 
agreement bet-ween the governments. Examp1 es o f  d e c i ~  ions that .  
c o u l d  hsve been so a f f e c t e d  a r e  those  early in t-he Project .  
concerning how t.0 reduce local political opposition, and the later 
decisions shout how to spend oblfgat,ed funds.  

, b .  M a j o r  Developmental Trade-offs 

I *. Area Development" p r o j e c t - s  c 3 n  mean many d i f f e r e n t  t-h ings.  A t  . 
one e x t r e m e ,  sr-lch p r o j e c t s  can Re Focussed narrow1 y on m a j o r  roads 1 

i - 
t h a t  open up an a r e a ,  w3t.h p e r h a ~ s  some att-ent-ion g i v e n  to I 

- s t & n g t , h & n i k g  inst.4 t i . ~ t . i ona  1 c a p a h i  1 i t . y  t"o maintain these roads. ~ t .  
t.ha o t h e r  e ~ t r s m e ,  anyt.hinq anybody can label  as "devs l~pmen t "  and 
i m p l e m e n t  i n  a given a r e a  can be labelled an a r e a  development ; 

I t  

p r n g r m .  t n t . e g r a t s d  r r r r a  1 development" i s  between t h o s ~  e x t r e m e s .  1 1 E34LAD a t  d i f f w - e n t .  t i m e s  was at. different places 8long ' that .  
spect.rr~rn. The d isc l lss ion  below on t h e  r i a o r  ..I o f  t h e  E A t A O  P r o j e c t ' s  

I v a r i o u s  des igns  w i  1 1  p rov ide  more det.a i  I .  I 

BALAD h a s  been neither f i s h  nor f o w l .  It h a s  been many things and 
o f t e n  t ~ o  many things. The tendency in P r o j e c t  design war t.0 ~ d d  

I elements; i t  wol-rlb have been helpfr.11 at. t i m e s  far  BALAD's decision- 
m a k e r s  simply +.n have decided t h a t  certain i t e m s  w e r e  not  w i t h i n  : 
POLAD'S purview. 

! 



BALAD faced t h r e e  m a j o r  developmental t r a d e - o f f s :  

- lnfrastructuse Construction V S .  I n t e g r a t e d  R u r ~ l  
Development; 

- Physical O u t p u t s  NOH V S .  P o s t - B A i A D  Sus ta inab i  1 i t y ;  and 

I - P ~ r b l i c  us. P r i v a t e  Sector Development S t r a t e g i e s .  

These s e t s  of  a l t . e r n a t  ives i n v o l v e  trade-offs because i t  takes tiine 
and r e s o w c e s  to p u r s u e  any one of  t h e  above p a i r s .  

, " 

E v e n  i n  i t s  l n f r a s t - r t r c t u r e  Development Phase,  BALAD contained what  
cot1 1 d be cons icfered e lernents o f  an Integrated Rural Developrne~t .  
( I R D ]  s t r a t e g y ,  such as t h e  Special Development A c t i v i t i e s .  Dur iqg  
t h e  i RD phase,  the Project contintred to rehab i  1 i t a t e  roads and make . 

remedial i n f r a s t r u c t u r e  repairs. 

Concentration on phyr  i c e  1 infrastructure out .puts  1 eaves l b ~ 6  ti& 
and money to strengthen i n s t i t - u t i o n s ,  which a r e  intended to sustain 
t h e  project's progress .  it t a k e s  years  to develop institutions. 

BALAD was designed following a primarily p c t b l i c  sec tor  development. 
s t r a t e g y .  T h i s  c h a n g e d  o v e r  t i ne  unt i I ,  b y  the end of the ~rojec$,' 
various private sec tor  elements had more prominence. But again 
there i s  a t r a d e - o f f .  The ptablic and p r i v a t - e  sectors requiqe 
different approaches. D i f f e r e n t  kinds o f  interventions are c a l l ~ d  
for i n  dealing w i t h  t h e  public and p r i v a t e  sectors .  I 

1 

B r o a d l y  >peaking, t h e  GOB, as  contrasted w i t h  USAID, g a v e  higher  
p r  iur  i t - y  to ' i n f r a s t r u c t u r e  conststtct ion,  physica 1 outputs, and !a 
p c ~ h 7 . i ~  sec tor  development s t r a t e g y .  More b i  1at-era? dialogde 
~ e r h a p s  could h a v e  narrowed differences, thereby contributing to 
t i gh ta r  8 A I - A D  des igns and b e t t e r  i m p  1 ernentat ion, Cansensrts @n 
.objec%ives s1.m c o n t r i h d ~ t e s  to s t r s ta lnab i  1 i t y .  

Many penple f i n d  i n s t  i t t r t  iona 1 and planning i s s u e s  ahs trsc t  and 
qr.destior;ab l e .  Whatever development approach is taken, i t  i s  useful 
f o r  public relations i n  a remote  a r e a  l i k e  t h e  Makran f o r  p r o j e c t s  
to include tangible componerit .~, and to constrlrct sornet\ing pesp\e 
can s e e .  

I 

I 

I 



c. Rigor of 8AtAD 'sDes ign  

A rigorous project.  design i s  one i n  which t h e  following e1sment . s  . 
are  explicit, clear, and consistent f r o m  the input level through ' 

higher level o f  objectives: I 

- n a r r a t i v e  statement of  objectives, 
I 

I - indicators and t h e i r  means o f  v e r i f i c a t i o n ,  and 

- as5;jrnpt i ons .  
I 

I 
1 f o r t . t i n a t e I y ,  i n  t h e  1970" U S A I D  s u p p o r t e d  t h e  development of n ; 

d e s i g n  ton1 c a l 1 e r i t . h ~  "togical Framework" which incorporates t h e r e  I 
I 
I 

element-s in a s y t t ~ r n s t i c  w a y ,  USAID  reqt.sit-es t.hst. a ?  1 P r o j e c t  i 
I Papers inc lude  a Logical Framework. 

I 

The evo l l . l t ion  o f  P A L A D ' ?  design i s  presented i n  simplified farm in 
Figure  9. I n  t .he  i n i t i a l  irnplementat.ion phase o f  Inft-sst.ructarre ' 
Development, the des-lgn was reasonably we1 1 integrated, fn t h e  ! 
Transit ion Phase,  integration was only part'all y achieved as 
a g r  icu I t - u r a  1 and planning a c t i v i t . i a s  commenced. t n the  first t h r e e  , 

months of  t h e  t n t e g r a + . e d  RuraS Develsprnsn't Phase, t h e  B e s i g h  was 
explicitly i n t e g r a t e d  to a grea t  e x t e n t .  fhat'integration was lost 
during rirast. of  7991,  as BALAC was cut back and new kinds of  
act i v i +. i es added .  

1 The Project Paper's original Logical Framework was never  revised 

1 dur i ng R A L A D '  s imp 1 ernentat ion. I n  Phase r :  r nf ras t ruc tu re  
Development, there was arnajor change in t h e o r i g i n a l  design. The : 
Project c n n c e n t r s t . e d  on phys i c a ?  otrt.puts t.o Rui Id c r e d i b i  V i t y  w i t h  , 

I t .he Inca1 popi .~la t . ion;  for t h e  same reason, t h e  O v e r s e a s  Vocat ions1 , 
T r a i n i n g  cnmponent was added  to BACAD.  Inst i tut .$onsl  skrenglhcnin-tg ! . 

was s e t  a s i d e .  Af-grlabl y ,  t he  emphasis an " c r e d i b i  t i t .ye '  c o n s t  itutcd 
t . h e a d d j t i o n  of a new (political) objective t o t - h e  Pro jec t .  White , 

not F f o m a l  {zed as  a redesign, i t  appears t h a t  R A L A D  participants I 

we re  c l e a r  as  to what the Projec t  was attempt f ng during this ,phase. 

In  6hsse 1 : Trans$tr 'on ,  B A L A D  placed more emphasis on i 
insti tut .< iona? i za t - ion ,  planning, and agr:czrl t u r e .  The balance to, be j 1 . -  st ruck  between these  elements and the constructi~n of road and 
water  projects was unclear. 

I Phase I 1 1  was t.he Integrated Rural Development phase of t h e  
i Project. T h i s  Phase can be split. into two periods: from act-dber 

I 1 ,  1930 thro,ugh January 9, 1991,  arid f r o m  Jant~ary 10 to December 
31, 1991.  

I 
1 86 

I 





Under t h e  L B I I  c o n t r a c t  extension bagfnnjng October 1 ,  1990 t h e  FA 
Tesm prepared a W o r C  P lam s ~ % ~ i f y < l r i g  t h e  Q U & P U ~ S  i e  WOW l d  de f C v e r  

\\\bag! %L%\~%ABV- \\N. Yb,b T L ~ R  ML% \\$\\\<u% \vti%% \% %\%N %!!% 
re f a t  io - sh  i p s ,  hor i z n r t t a  T and ---.~.i-t ica 7 ,  arnor?? object  f ves - Throrrsh 

interconnectbed br finches, Ion level ab1ac.t luas Mere l Inked t o  
B A L A D ' s  o v e r a  l l goa !s. B A C A D ' S  h i g h e r  ? e v e  l ob jaet  i v e s  from the 

December 1390 Work Plan are shown In Figure 1 Note the  
a g r  icu 1tur .s  1 objective ac the r i g h t :  

S U C C E S S F U L  
R€SUL.TS OF BALAD 

O N  FARM 
DEPKINSU?AT IONS 
DISSEWINATED 

T h i s  o u t . p u t  o b j e c t i v e  was to he achieved by accornpl ish ing Fawer 
6 

st~tpiit.  oh jert. i v e s  , a s  i 1 1 trst.rat ed i n  F i gtrre 1 1 . Low level i 
I1 objectives, s u c h  a s  [ a , o r i c i ~ l t i . ~ r s l ]  areas identif iecf" were 1 inked I 

to t h e  PALAD goal "Makran Bet-ter Integrated i n t o  Pak istan." On t.he i 

objective t r e e s  the t - e s t  o f  "manageable i n t e r e s t . "  was applied to 
judge  w h a t  the team could wi th  some cunffdence deliver; these 
objectives became "deliverables," corresponding to outputs i n  t h e  
Logical Framework. Assumpkions were also addressed. The d r a f t  
Work PI an unde rwen t  minor- r - e v i s  ions i n  response to Mission comments 
and was p r e s e n t e d  t.o t h e  QOB. On January 9 t.he P r o j e c t  S teer ing  . I 

Committee i n  Quetka approved t h e  Work Plan. i 

1. 

Although not  p r e s e n t e d  i n  t - h i s  f o r m a t ,  the work Plan adhered t-o t h e  I 

reasoning of t h e  Logical Framework, 57ssing were groper statement-s 
o f  t - h e  purposes o f  R A C A D ;  judgments about purposes are  m o r e  t h e  
province nf U S A I D  than i t s  contractor. I ; i 

' . 
I 

The secnnd period of  the Integrated Rural Development Phase began 
w i t h  t.hc Missinn's direction t-o the expatriate TA Team to l e a v e  
Pakjstan by .January 1 5  because o f  the w a r  * i n  the Pers'ian Qulf. 
Subseqt.jent 1 y ,  the F r e s s  1 e r  Amendment resulted i n  R A t A D k  ffunding i 
and scope being reduced. !t. had been anticipated that t h e  PAC5 I 

would b e  e x t e n d e d  until September 30, 1942, but- the er ist . ing 
Decernher 3 1 199 I ,  PACD was confirmed . .The e x p ~ d r  i a t e  road and 
water engineers were not a??owed to re turn  to BALAD; the Chief of 
P a r t y  and t h e  Agronomist Feturnsd i n  May 1991,  I 

Dur ing a n d  a f t w  t h e  evac : - ra t ion ,  activities not in the Eecember ! 

I990 Work P l a y  w acrded, such as those related to micro- f .  

comun it y cnterpr i s c ,  F J st,e~- kes, tour i sm, newsletters, I 

participation, and emergency r e p a i r s  to the  Ksch R i v e r  Bridge. 3 

Thsss activities and t h o s e  rernalntng from t h e  December 1990 Wo:-k 
' Plan were not. woven together into a new design, 

I t  i s  natural and desirable that a project- l f ke BALAD should change 
i n  reFponee to c i t - . ~ r j r n s t . ~ n c e s ,  lesson% 1 e q r ~ p . d  ?long w 2 y ,  and ( 

altered p r i o r i t - i e s  of  the sponsoring governments. R A t A D  d i d  
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change. For . t w o  par iods .-- t h e  year-and-a-ha l f ~ r a n s i k . d . ~ ~ + ~ ~ a s e  
and t h e  last eleven months of  the  P r o j e c t  --  o b j e c t i v e s ~ " ~ ~ ? a ~ o ~  
f rr 1 ly integrated. During most o f  BAt-AD'S imp'lementation,  ;*@6~,!3r, 
t -here was clarity i n  oh j e c t i v e s .  Phase I , which lasted M k &  
three years, was clear ly focussed on inf rast -sucture  devqdugment. ' 

. I 

- - .1' ' . .$,<'?..- : I 

d.  Phased Designs . , \:.,;zk;"& ,,~ . - I.. "2 3 ,...' 
: : 

, t<.rp;: di*: 2. :...,; .. - . 
: :-- ~ " 

BALAD worrl  d have henef  i t t e d  from per iod i r .  redesign processes. Thk 
process sho:jId have been col l a b o r a t . l v e ,  i n v o l v ~ n g  the  GOB, USAID, ,  
t.he TA Team, and ot.her in te res t -ed  p a r t  i e s .  Key  decision-makerS 
shot1 I d  have  i n t e r a c t e d  and sottght common g r o ~ r n d ,  especia 1 IY 
concern ing PALAD'S purposes.  

I 

The t e r m  '"phased" i s  trsed r a t h e r  t .han "rol F i n g . "  The latter t e r m  
corr l d  be i n t . s r p r e t e d  t.o sc~ggest t h a t ,  since change i s  dynamic, the' 
p r o j e c t  design shotr I d  he cont inriorrs 1 y changing. This i s '  
i r n p r a c t i r a l  f r o m  a msnagement viewpoint. i 

r .  

t 

e .  Pttrpose L e v e l  Monitor ing #ndicators 
I 

T h e  lack of properly specified BALAD purposes and t h e i r  ds factq  
changes over time meant  tha t  the Prrrpose  L e v e l  M o n i c 3 r  ing f hdicator, 
( P L M )  e x e r c i s e s  i n  I990 and 1991 far BALAD were inadequately; 
grounded.  Two k e y  questions were not. answered: u - 

t.' ' :". . 
T$ '.. - -. - There was the  original des ign and more than one ke' i a c t d  

designs since then: which one shocrld serve as t h e  . ' baseline for c m p a r i s o n ?  . , 
I .  . . 

? - ", 

- What would t h t  specified prlrposes and t -heir  indlkatorr 
have been, if - t h e y  had been d e f i n e d  at- t h e  t h e  t h e  
changes were made? . - i 

I .. 
I - 

instead, an approach was  t a k e n  which maximized use of '  outpti4 
i n d i c a t o r  d.ata, . whi-ch. wa-s general l y  a v a i  t a b l e ,  and rrsed' c m m  - 
s e n s e  t.o s a y  some'thing at t h e  ptrrpnse l e v e l .  In practr"&e t h i s ,  
meant. casting ahorit for  da ta  that. showed s o m e  s o r t  of 'fSmpacka 
arising fr.m t h e  ocrtrtputs. This process r e s r r l  t e d  i n  the  outpyt, en& 
so-ca1 led purpose, level indicators prepared by the TA ~ e ~ a m - a t  :the: 
r e q t ~ a s t  o f  the Mission. These were accepted  by  tJSAlD i n  ~epkernbar; 
and October  1991.  T h i s  approach was adopted as an t~nderst9ndabla 
response, carried ottt in good fa i th ,  to m e e t .  adrnin i s%eat ive  . - ' .  it,=:+,. ' . C  1 

r e q u  i r ement-s . i . - ' + r  < ,  - * .  
; -  - - _ . -  I 

On  balance, t . h e  absence o f  properly specified, ex a n t e  purp~jes and: 
i n d i c a t o r s  trndermined the  validity of t h e  Pi.M rest i1 t .s  and may have! 
clouded t h e i r  intended usefcr lness for t h e  Mission and 
AID/Washington. i 
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I ,  
LL - . r ;  

One addit.iona1 problem w i t h  t h e  irrdjcatot-s merits mention, although, 
I t  4 s one some deve 1 oprnent. prof essiona 1 s may feel uncomfortable . ,  

discussing.  Especially i n  the early years o f  the  Project, some 
a c t i o n s  were taken  tc s a t i s f y  political objectives. This implies 
that. there should b e  p o l  it i c a l  purposes  whjch capture the resulttng I 

i m p a c t s .  Omission of po l  i t . i c a l  indicators  for SALAD rnegnt. that the ~ , 
PCM fnd ica tors  were incomplete. I f  one of the political purposes , .  

was to foster more f avorah le at-tit-udes towards Amer i can-assisted I 

development, then the m i s s i o n  of an apprspr l a t e  indicator led' to^< --" ' 

an understatement of BALAD's payoffs. 

There was a p n I i t . j c 3 1  element, i n  EALAD'S Snclusion o f  construct ion 
of  schoolS and some water  prc?ject.s, and of the  Overseas Vocational 
Training. These activ it. i es  were sub ject.ed to a c u r s o r y  development 
review; basel in?  rf8t.a w e r e  not generated, There was,  far example, 
a n  a b s e n c e  o f  baseline d s t . 3  at t h e  purpose level f o r  t h e  schools, 
which was imaossihte t.o r e - c r e a t e  in  1991,  when t h e  a t t e m p t  was 
made. tn  s h o r t ,  politically-influenced a c t i v i t i e s  generated 
development impacts t h a t  were d i f  f i c u f  t- to measure. 

f .  Design Tools 
1 

Although largely neglected in S A L A D ,  t h e  Logical Framework 4s a 
powerft.+l tool for designing Area Development P r o j e c t s  as w e l l  as 
fo r  t h e  management., implementat ion and later  fur redesign. 
v. 

O b j e c t i v e  trees" a r e  a useful device f o r  elucidating the 
horizontal -3rd v e r t i c a l  relationships among object- ives.  
Agplicat.ion of t h e  test. of' "manageable interest-" separates the I 

"outptrt" l e v e l  i n  the Logical Framework f r o m  t h e  higher tevels. A n  
o b j e c t i v e  i s  s a i d  to he w i t h  the project's manageable interest. if 
i t s  accompl ishment. can he confidently projected with t-he given t i m e  
period and assigned resources and assuming the (fairly safe) 
assurnpf.ions hold trlie.  

8 

2. Lessons I earned - , 
- - 

a. ~ i f i e i i n ~  H i &  ~ s v s l  Object ives 

The Overseas Vocational Training Program, Snit fated to cour&er ' 

local political opposit- ion,  far which USAID pa id  a high price, 
appears  at this p o i n t  to have been a development failure. I 

' i , I 

. '  

BhLAD h a s  of ten  tried to be too many things, There was a tendency, .: 
to add cornpr?nsn.lts'. f + wnir?d have been he lp fu l  at t . imes f o r  RAtAD's 
decision-rnlker-s to have decided that  certain i t e m s  could n o t '  be 
effectively i n t e g r a t e d  into the  existing Project. 

Increased d i n l n g r ~ s  between USAID and could have contributed to I 

t i g h t e r  project- dss i g n s  and b e t t e r  i m p  1 ernentat ion. Consensus on 
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objectives con ability. Over time, B~LAD's design 
became more camp1 i ca ted  and amhi t iotes. More f reqtrent and' open 1 
bilateral decision-making about what. BALAD should be could have 
reslrl ted i n  b e t t e r  consensus on fewer higher level objectives, 
t h e r e b y  m a k i n g  B A t A D  mare manageable and sustainable. 

b. Phased Designs 
I 

A 5 -  
I - .  

BALAD should have thrbugh periodic formal redesign. The 1 
process shotild have been collaborative involving the GOB, USAID, , 

t h e  TA Team, and ot.her i n t e r e s t e d  parties. Key decision-makers : 
should h a v e  i n t e r a c t e d  rjtnd sorrght common grorrnd, especial 1y 
concerning BALAD's  ptrrposes. Logical f rarnework exercises shou Id I 

have been eandrict.ed fa r  B A t A O  components t h a t  were candidates for I 

redes ign.  
I 

I 

Change and development a r e  B y  nature  dynamic, hut project design 1 
shotr ld  not he a cont inrtorisl y changing t a r g e t . .  T h i s  i s  irnprac?ical 
fram a managkment viawpoi6t. , 

I 

c .  Purpose L e v e l  f ianitoring Indicators I 

I 
The 1 ack of clearly specified BPLAD plrrpnses made the  Purpose L e v e l  
Monitoring ini i icator (PLH) e x e r c i s e s  more d i f f i c u l t - .  The absence I 

of  properly specified, ex ante purposes and indicators  undermined : 

t h e  validity of the PLM rest t1 t .s  and may have redtdced the i r  i 
usefulness for  t h e  Mission and AIOIWashington. 

! 

O m i s s i o n  of political indicaturs for BALAD meant tha t  t h e  PLM ' 
incf jcators were incomplete, I f  one of t,he political purposes was 
t-o fos ter  more  favorable att i t-t ides h y  f lakranis towards American- I 

assisted development, then the omission of an appropriate indicator I 
l e d  to an understatement of BALAD'S, payoffs. 

I 

I 
I - _ . _ -  I 

I 

I 
i 

I 

L 

i 

I 
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a- BALAD Compound and Vehicles 

Because o f  Turhst's remote location'and lack o f  u t i l i t . i e s ,  it was I 

necessary ka build a la rge  c o ~ o u n d  wjth i t s  own wat-er and power 
supply. The BACAD clornpound'a o f f  i c e ,  s torage,  vehicle rnaint-enance, 
s v d  residential bui ldings provided an essential base  of operations 
f o r  t-he T A  Team. 

Many o f  the t P 1 i  s t a f f .  Paki.r . t .ani  and e x p a t r i a t . ~ ,  lived cln the 
ctrrnpot-~nd and i t s  a r n e n i t . i ~ s  were important f o r  t -heir  welf?re and 
morale. The f a c i  I i t  i s 5  are general l y e r c e l  :ent.. More att .ent$on 
probably could have hean given t.0 t h e  Makran's cl im3t.e in designing 
t h e  t w o  large residential blocks. 

The TA Team operated a motor pool of some 30 v e h i c l e s .  f t was , 
qtlick ly learned i n  the e a r l y  months of B A t A D  tha t  heavy, four-wheel 
d r i v e  vshicles were required to cope wSth t h e  Makran's bad roads. 

In  short., i n  remot? Ttrrbat. the BALAD compound's self-contained 
work, residential, and recrestdonal facilities were important to 
st -s f f  productivity and welfare. 

b. Personnel 

1) Pakistan* S t a f f  

The +A Team was a mixture o f  people f r o m  different places. . A 
typical employment level would break dawn as follows: • 

Local Bslochis 7 8  
Other Pakistanis 37 
Erpatriatss 3 --------- - * * - -  

Total I f 8  
I 

c 
Ahout. two-thirds of t . h ~  employees were local Balochis, hut few were I 

employed i n  professional pasj t ions,  as there i s  a shortage of 
Ba loch i s  wit.h engineering and other professional qua1 i f  icat  ion§. . I 

For the, people of t h e  Makran, the direct employment of local people 
was perceived as an import-ant Project  benefit. For LR! D 
management, i t  was necessary to be aware of the Illrcsl R~Iochl I 

1. 

c l i l tura  and to have Balochis represented i n  BALAD's Team a t  the ' 

professional a s  well as s u p p o r t  level, 

I 

5 4  

I 

1 



L B l  l's 
ski S Is 

non-Bsiochi Pakistanis and e x p a t r  
t h a t  were not  found i n  t h e  ~ a k r a n ' s  

i 

ate ewldye& p&;ided 
I abor force. There was 

v e r y  low turnover among t h e  Pak Cstani s t a f f  . ' The qua1 iYy and 
s t a b i  1 I t y  of t h e  T A  Team enabled ! . & I  I to meet i t s  responsibll ities 
well. 

2) Expatriate S t a f f  

The per iods  o f  employment o f  the licng-term expatriate s t a f f  are 
g iven  i n  Table  7 and displayed i n  Figrrre 1 2 .  Generatty speaking, 
t.hroughor~t the P r o j e c t  t h e  TA Team consist -ed o f  a chief  of P a r t y ,  
a Roads Engineer, and a Water Engineer. A n  Agronomist and Planner 
were added i n  1989 ~ n d  1990,  respectively. 

The fast two C h i e f s  of  P a r t y  &:so had technical resgonsibil~tiss: 
James Schclof in Water Resotrrces and T .  Dwight. Bunce i n  Planning. , 

The long  tenures  af Douglmss, Jones, and Bradhtrry provided 
oor-itincrit.y t.o t h e  expatriate st.af f ,  which i s  important i n  a Project. 
a s  complex as B A L A D .  On the other hand, t h e r e  were a f e w  gaps 
between the  depart i tre  o f  expatriates and the arrival of 
replacements. 

BALAQ's management history i s  instrrtctive, COP David Junes 
productively firsed h i s  t . ime managing t h e  TA Team and coordinating 
w i t h  U S A l D  and t h e  GOB, Jones presided o v e r  most of the , 

I nfrast.rtrcttrre Development  Phase o f  B A t  AD. Schoof held sway during 
the Transition Phase, where, as he described it i n  h i s  Close Out 
Report (p .  A - I ) ,  the project was "'...groping far a balance between ' 

i t s  plannirtg orientation, s o c i a l  object i v e s ,  and n e c e s s i t y  for sme , 
physical accomplishment. " A t .  this t i m e ,  CISAtO was reccrns4'bering 
BALAO'S higher level o b j e c t i v e s .  Btince, t h e  COP during the IRD 
Phase,  was also t h e  e x p a t r i a t e  Planner. H i s  tenirre was af fected by 
the evacuat ion o f  t h e  four-person expat-r iat . .e  team in Jantrary 3991, 
w i t h  only B ~ r n t a  and Agronomist. Bradbury allowed t.o rettlrn i n  May, ' w 

and t h e  appl ication o f  t h e  Pressler Amendment from 1st-e danijary 
through December 1991. 

The senior  teem members were evacuated f r o m  BAI .AD'S ba.se . i ~  Thrb&, ,t, - 
at a t i m e  when the  e f f e c t s  o f  the Press l e r  Amendment took a heavy : 
to? 1 on the  Project. Ten m i  1 1  ion  d ~ l  lar-s were de-obl igated and the 
e x p a t r i a t e  long-term t e a m  was halved. The Pressler Amendment 
changes continr le a s  t h i s  r e p o r t  i s  being writ . ten.  A sSx-mnth ' 
extensicn o f  t h e  BALAD PAC0 was signed by the M i s s i o n  Direc$or on , 

November 2 5 ,  199 1 .  . a*  ~. . , > ": - .- , :"., 

Use of shor t - term consu  1 t a n t s ,  and the v a r  iocrs U S A i D i  approvals . 
needed, add to t h e  already h i g h  adrnin ist . ra t  i u e  brrodens of a large 
USAID-f inanced TA contract. Table Q lists h e  short-term , 

const4 1 t a n t s  used on t h e  Project , 
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L B X X  WIRG-TERM TJ% TEAM 

STEVE# SHEPEEP 

DOWGLASS 

STEPHER KAHBOL 

HEDHAW HERRING 

BRADDOCK 

DARf EL BRADBURY AOROROM 1 ST 

TBEOLKlRE McKEWZfE 

T.Mlt3RT RUNCE 

* . * - -  

... 
I 
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. '  t c. A h i n f  stration 

frnp?emanting PAI AD res1.r 1 ted i n  great demands for adrninist . rat . ive 
serv ices  -- communications, transportation, payroll, f r i n $ e  

I b e n e f i t - s ,  approvals f t - ~ r n  USAID, m d i f  i c a t  ions o f  scopes of works f 
L and contracts, and eccot.int. ing. M a j o r  corct-r i b u t  ing  f a c t o r s  t-o t.hese 

demands were: 
f 
Z - T l r r b a t . ' ~  r m o i - e  location, s 

- I nadequa t  e cnmmun i c a t  ion f a c i  1 i t  i e s ,  e 

- O f f i c e s  involved w i t h  PALAD loceted i n  several c i t i e s :  
T t ~ r  ha t ,  Quet t.a, I s 1 amabad, and E a s t  Orange,  I f 

- USA ID repor t .  ing r e q u i r e m e n t s ,  including: ' 

I 

0 Q ~ l a r t e r l y  Repor ts  and Work Plans, r 
' ?  ! 

t 

I o Repor ts  nf short-term consult.ant.s, 
I t 

R ~ p o r t . 5  on p ro  ject.sd official t r a v e l  nrrts idtt the  0 
I 

Makran of the senior LBtt s t a f f ,  I 

o Reports on t h e  pro ject-ed leaves o f  LBl p ro fess i ona l  
I r ; t . a f f ,  I , i - 

I o Monthly administrative close out  repo r t s ,  
i 
I k 

o MIS r e p o r t s  on sub-projects,  I I 
o Techn i ca l  r e p a r t s  of long-term s t a f f .  

r 

I 

' t - Reqf~  irsments r e  ~ a t e d  to s h o r t - ~ e r m  c o n s r ~ l  t a n t s  , > 

I 

U S A  1 D Project  Officer approval o f  consult.ant-s, 0 
I 

t he i r  scopes sf  work ,  and international travel, - - 
I I 

o Approval of" daily r a t e  and six-day workweek by t h e  
I USAIO Contracting Officer, 
I 

I 
o Prepsrat. ion of  budgets for  each assignment, 

I 

0 Approval f r o m  t he  GOB t.0 t r a v e l  to the  Makran, ! 

o Approval f r o m  the Regional S e c u r i t y  O f f i c e r  of the  
I 

American Consulate i n  Karachi r.0 t r a v e l  t.o t-he 
M a k r a n .  

100 I 
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- Changing cont rac tua l  arrangements f o r  the TA fearn's 
Pakistani s t a f f  members, 

- Cont.ract extensions and mnrl i f  i c a t  > ; i n s .  i 

Fort . r rnate ly ,  L B l  f had senior P a k i s t a n i  adrrrir.istratc>rs to cope wi th  
t h e  administrative work arising f r o m  the  above factors; the  CUP$ 
also hard t.o devote t i m e  to these t a s k s ,  f n response t.a a ve ry  

I 
helpf i r  1 M i s s  ion suggest  ion irt May 139  1 ,  1 5  1 1 assigned 
A d m i n i s t . r a t . i v t   specialist.^ ( f i r s t  , 1 .  Brewer-,  t h e n  1 . Richardson) t.-i 
shcluTder a d m i n i s t r a t i v e  btrrdens related t t - 1  t h e  .~l\lsi.. arrt o f   ti^& 
Project  frnrxt . I l l  1 y throtrgh December 1991 .  

d .  Coordination a n d G ~ ~ t j n i c a l i o r ~  

In BALAD,  conr r f ina t  i o n  and c v m i r n i c a t  ion  k ~ t ~ w e a n  the GOB and USA I D , ;  
a n d  hetween each governrnei-tt and L R I  1 were i m p o r t a n t .  

I 

ideal l y  , i n  t h e  implementing process t h e  t i ~ r e e  k e y  implementing; 
BALAD organizations would be k e p t  generally informed, wigh each: 
o r g a n i z a t i r ~ e  r e c e i v i n g  as well t h e  p a r t i c l i l a r  information .to meet.! 
i t s  needs. 

1 C m t m  i cat. ion w i th USA I D I 
! 

In add i t  ion to administrative c m t r n i c z t i n n ,  i t  i s  important. f o r ;  
1 5 l to t inderstand what the Hission wants done technical l y .  A k e y :  
starting point  i s  t h e  contracttral scope o f  work,  btrt when' 
c i r c u m s t a n c e s  and Mission priorities c h a n g e ,  scopes of work can: 
change, or the approaches  t.o and w e i g h t  of  p a r t  icirlar t a s k s  can be; 
altered accordingly. I 

I 

' A  p o s i t i v e  f a c t o r  i n  sommtrolcation Has the low ttrrnover i n  USAID, 
Project O f f i c e r s ;  t w o  Project Q f f j c e r s  covered almost the e.ntire: 
i m p l e m e n t a t  i on  per iod ,  a s  showr* i n  Figure  13 .  

i 1 - - - The mass of repor ts  provided by t h e  TA t e a m  was probably useful, 
h u t  o v e r a t  l report  irrg c o u l d  have been improved. In the cont-ext. of 
a clear d e s i g n ,  inf~rmation neads o f  t.he I j S R I D  and C ? B  cotrtd have ; 
been b e t t e r  def  ined . : 

i n  late 1990, d r a f t i n g  a ncv ~ u r k  Plan t h a t  explicitly laid out. 
jnS .e r re la t ionsh ips  among o b j e c t . i v e s  hnd eliciting reactions f r o m  ' 

i 
Mission personnel enabled ; B l l  t.a b e t t e r  m a t c h  the  Dacenrber 1990 - 

Work Plan's a c t . i v i t . i e s  to the M i s s i o n ' s  views. D i s c ~ . ~ s s i o n s  on the , 
I d e f i n i t . i o n  o f  t t ~ a t .  Work Plan h e l p e d  to eskab l  i s h  a consensus : 

hetween IrS41P and t"he S O B  on where BAI  AD was going. 

I 
! I 

! 
f n l  

I 

I 

I 
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F. C9PRWNCTY PARTICIPATfOM 

3 .  Analysfs  

The topic o f  comunit.y p a r t i c i p a t . i s n  i s  one t h a t  has tnvcrlved 8ALAB 
i n  different ways, usually a s  an aspect  of BAlAD's w & f : e r ,  
agricuttural, and SDA a c t i v i t . i e s .  . , 

- 
C o m u n f t y  part<r , ipat . ion can  cover a range of development 
interventions. A t .  one extreme i s  a co~mun i t y  dsvelogrnent. model in 
which, w i t h  some external facilitation assis tance ,  a cornmunit-y+ 

- identifies i t s  f e l k  needs, 

- chonses solutions to m e e t  t.horn, 

- mobilizes i t s  awn resources,  

- imp 1 e m ~ n t . s  t h e  so 1 ut ions, 
. , - monit-ors and evaluates results, 

I 

- and repea ts  the  cycle. 

. I A t  t.he o ther  extreme, a government. or donor determines what. it. 
believes i s  best. f o r  a comml.inity and irnp1ement.s programs with 
little or no commtmity involvement. 

BALAD's int.ervent-ions were between those extremes. A c t - i v  it i e s  w i t h  
comnun3'ty participation el encents are assessed i n  t h e  ssct.sra1 
 assessment.^ above for water ,  agr icult -ure,  and SDAs, t o  which the  j 
reader i s  r e f e r r e d .  

In Phase I I1  of BALAD,  more e v p l  i c i t  consideration was g iven  P.o ' . *  
communfty participation. In 1991,  e f f o r t s  were mads b y  B A t A O  to 
e n c a u r a g e t h s B a l o c h i s t a n R t l r a 1  Sarppor tP i -sgrme,  aFakistani.NGO ; 
qupported by t.he German Government, to f n i t l a t e  act.iv4t-ies ?n the  

. Makran. these e f f o r t s  were ultimately urs~accessftrl. I . - . ; -  
* .  

BALAO st~ccessful l y  carried out a Local Contribution Project at ' 

Pasol Karer. The P r o j e c t  replaced a four-inch p i p e  crossing a ; 
nlrl lah w i t h  a If-inch one, and made ancit 1ary  Srnprovernents t.e r . 
reduce leakage and t-o withstand f loads. B A t A D  provided the pipe : 
and technical superv is ion;  t h e  Karez Owners Associatson prov,idad, . :  
1 abor and other  rnater i a l s .  T h i s  project and a s inti tar one : are i 
analyzed i n  t h e  r e p o r t  "BALAD Local Contribut<on i P r o j e c t s :  
lmplicat~ons for F a r t i c i p a t . ~ r y  Local Development E f f o r t s , "  Octches 
1991.  

104 
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2. t esstlns Learned 

Participat inn h y  the  recipients i n  both pt-o j e c t  selection and 
impl~mantat  i on  increases t h e  1 ike l  iho0i-i o f  b e t t e r  qua 1 it); 
corxstruct ion and i t s  subsequent  proper operat i o n  and maintenance ., 
Thus c m u n i t y  participation can contr ibut.e to the sttstainabi  1 i t y  
of constr~~ct . ion projects ,  s u c h  as  pr irnary school construction and 
k a ~ e z  improvements. . <. . , . _ . ., I 

Farmers need to h a v e  e persona? s t a k e  in  t h e  develnprnsnt brocess-' 
Dernonst.rat i on  programs should be h e l d  on farmer's land rather than 
on g~v~ernrnent  fa rms .  The demonst r a t .  ions s h o t ~ l d  include major :  
cont . r ib~r t . ions  f r o m  the f a r m e r s  i n  t h e  way o f  land, w a t e r  and labor,, 
w h i  le the  P r n  jact shcsrifd cancent.rats on b a s i c  i n p u t s  strch as seeds,! 
fertilizer 2nd ideas. The farmer s h u u l d  f u l l y  participate in th4 
land preparation, sowing, application o f  treatments, e t c .  

Farmers p a r t i c i p a t i n g  i n  a well organized o n - f a r m  demc-mstrationj 
. p r n g r a m  rdeve l o p  a sense of comrnh~ni t .y t-ht-ortgh project  e f f o r t s  such 
as f i e l d  d a y s ,  st.lrdy to i i rs ,  e t c .  T h i s  s h o u l d  be e n c ~ ~ t r a g e d  and can 
he directed to r e i n f o r c e  agr icrl1 tkrra? change, increase t-he, 
? i k e l  ihorad i s f  5 r ~ s t a i n a b i  1 i t y  of  changes i n t r n d ~ i c e d ,  and f a c l  I i t a t e !  
t h e  spread  ,-)f development i d e a s .  

I 

O n  farm ~Jerr innstrat ions  c o n d u c t e d  by EALAD incorporat.eb s i g n j f i c a n t :  
beneficiary contr.ihtrt ions. These dsmonst.rations are promising: 
avenues f a r  ftcttrre agr i c u  1 t u r a l  deve lopment i n  t h e  Makran. Srrch' 
develspmerrt t h r o u g h  var ious  linkages w i l l  help the c o m m i t y ,  but.: 
demnnstrat. inns per s e  a r e  not  vehicles for  non-agr icultural; 
cornunit y development. It i s  poss i h l e  t h a t  t.he &nmnst.rat ions over ,  
time co lr ld  he channeled throt~gh loca 1 fa rmers  organizations, but !  
s u c h  organitatCons do not  p r e s e n t l y  e x i s t  i n  the Makran. 

K a r e z  Owners A s s o c i a t i o n s  appear to he more a k i n  to a form of' - 
harsiness orgarsizat  ion than to broad-hased comntdnity organizat ions.  , 

I t i s  doubt frt 1 whether s u c h  assoc i a t  ions coiltd serve  'as  the' 
institutions 1 mechanism f ~ r  a v a r  i s t  y of  int-ei-vent.Son+ intehibed to: 
help the c ~ n m i i n i t . ~  n t  l a r g e .  .. . ., , 

t- 

3 -* - - *  
. .- 

L 

3. Deve loprnent Opportttn i t i e s  

O n  F a r m  Demonstratinns a r e  an 6 x c : e l l e n t  way to ach ieve  benefEc4aryi 
contr ikirt i n n  to a g r  ictr 1 ttrra l deve lopnienk e f f o r t  s sponsoc-ed by donor : 

> - 
organitat ions.  

NGOs may he a rlseftr? way to ach ieve  coo-u-n~anit y participatioh i n  the : 
M a k r a n .  BAl AD had  no d i r e c t  exper ience  I n  t h i s  regard (NQos a r e  a ; 
rare breed i n  t h e  ~akran). I f  an tdG0 i s  c lsed ,  care  shotrld b e  t aken  
so t h a t  i t s  a c t i v i t i e s  do not f b l i  p r e y  t t7  ~ > o l j t i ~ a I  influences' 
wh i r h  undermitie t h e  r fevelnpment  ~ I J I - p o s e s .  

1 0 5  
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43. PR l VAT€ SECT OR BEVELOPMEHT I 
, 

1 .  Analysis 
c 

While BALAD averall h a s  'followed a public rather t h a n  a private 
sactor beve lojmsnt. strategy, BALAD began i n  the Transit ion Phase 
and then i n  the IRD Phase  t.o give more attention to private sect-or 
development. BALAD'S  involvement with the private sector may be 

t 

analyzed i n  two broad categor ies:  direct action, and studies and 
workshops. 

a.  D i r e c t  Action 

in +.he Makran. PA[-AD h a s  d i r o c t . 1 ~  helped farmers  and p r i v a t e  sect.or 
const-ruckion cont.ractors. Those experiences were assessed  i n  the 
Agr i cu l t r i re  and Management. o f  Const.ri_rct ion sections above. 

b Studies  and Workshops 

In m i d -  1990, t - w a  LR I l c o n s u l t - a n t s ,  St-ephen C .  S i  lcax ( M a r k e t 3 ~ g  
Specialist) and Oilbert Lane (Investment Finance Spec?a?ist) 
conducted a province-wide assessment o f  the  prospects for p r i v a t e  
sector  invest-nent in Balochistan. Thei r  r e p o r t ,  " P r i v a t e  Sector . 
Invest-ment C1 irn3t.e Assessment o f  Ralochistan" (Jtr 1y 18 ,  1990) .  
Sdentiiizd nl~rnerous constraints and concluded t h a t  private sector 
investment potential was limited to a few areas. 

BALAO carried out f fisheries and tourism studies which promoted $ 

pr i v a t . ~  sector involvement. These studies resulted i n  t-he reports  
"K Preliminary Review o f  the Fisheries Potential O f f  the 
Palochist-ai7 C-c)asS." ( J u l y  1991)  and "Opportunities for Tourism: 
Prel i m i n s r y .  Rev,iewW (October 199 t ). 

tn t h e  a r e a  of  agriculture, specialized studies were prepared, a l l  
coiicerning private sector  potentiai, resultfng i n  the  fo l1oi~5ng 
r e p o r t s :  

I 

- "Date  Processing Fac to ry ,  Turbat," by M.M. !rani 

- " A  Program f o r  !snprovernent o f  Bate  P a l m  Cultivation, and 
Processing i n  M a k ~ a n  D i v t s i o n , "  b y  Zidan E .  Abdel-AS 

- "Marketing of Makran Dates," by M.M, !rani and FIG. 
Masson 

L 

i - I* 

I .  
Marketing of  Panjgur Fruits," b y  K . A .  S i d d i q i  and F . G .  

I Massnn. 
I 

I 
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t n  1990 acd 1991, BAtiaD organized and/or presented a number of 
workshops or conferences which involved t h e  private sector: 

- BALAD I t  ~1anning'~orkshop w i t h  representation from t h e  
Balochistan p r i v a t e  sector, he ld  i n  Karachi, May 1930, 
Many ideas suggested fo r  BALAD 1 1  concerned t h e ' p r i v a t e  
sec tor .  I 

I 

- R A I A O  Eva l r ra t ion  Workshop w i th  representation from t h e  
private sector,  held i n  Quet ta ,  October 1990, considered 
pr i v a t . e  sector  i s s u e s .  

- Workshop f o r  the  Baiochrstan Chamber of Comnerce, w i t h  
Ent AD logistics l s u p p o r t ,  i n  Karachi, ,rune 1991, 

- RALAD Planning Conference, i n  Quet t a, October 1941,  where. 
t h e  part .nership o f  the pcth1 i c  anri p r i v a t e  sectors in' 
regional planning was emphasized. 

The ideas  ~ r e s e r t t . e d  in t h e s e  s t b ~ d i e s  and worCsf~ops are  a t  different.: 
s tages .  i n  some cases further s t u d i e s  are i r tdicated -- fur; 
fisheries, fnr example, t o  determine the s t n c k  of  pelagic f ish .  
(e.g., t i r n s ) .  A few sbrrrfies made recornendat inns which are closerc 
to having d s v e l o p n ~ e n t a l  imparts, stich as  t t ie  analysis of date ;  
m a r k e t i n g  w t i i c h  recommands private s e c t o r  d a t e  atrcticlns houses - fo r :  
T u r b a t  and Pan jgcir , poss ih l y with As i an Deve lopment Bank f inancring . ! 

! 

A f  1 of  these  t34 tAO s t t i d i e s  and workshops involved private sector 
representa t  i v e s  and exper t  r.r*n+rtl tants i n  t h e  ident i f  ication o f ;  
development opportunities. 

2. t essons Learned 

The averall fessod i s  t h a t  t h e r e  are private sector investment 
opportltnit i e s  i n  the  Makran, hut the  constraints are seriotks. For 
many o f  t h e  possibi 5 iiies, further s t c ~ d y  i s  indicated before : 
deciding whether major investments  are warrsnt.ed, 

I - .  . * 

P r  i v a t . e  sector s l~ppor- t  o r g a n i z a t i o n s  in the Makran and elsewhers jn, 
0aIochist.an are non-existent. or w e a k .  Thus i n s t  i t u t  $onat 
mechanisms are lacking throrrgh which donors, slrch as LjSAtD,  could: 
work. The Ralochistan Chamber of Conmerce arid 1 ndt~stc-ies has the 
potential t.o take on a mrrch more import.ant development role i n  the : 
province. 

r a r e ;  Owners Associat. ions a r e  close t o  heing hirsiness associations, ' 

as discussed in the reporst: B A t A O  Local Contribution Projects:  
#rnplicat.ions fo r  Participatory t -ocal  Deve lopment , "  O c t o b e r  1991. ; 
These associations merit  fur ther  examination. 



rg . 
' , .- 

i. ' . ' X . ' " " c '  ;mr,,,.zz * 
I. - . . - ~** $".,&.' 

i ' ' ,-&' *L.>.. 
+. 5 

i - $ "  .?,' . -2 
' Z : .  ' -  

I 

Lessons learned concerning a r e  and -pr f v a t s  construct $on 
f 

contractors are disctrsnc?d i n  the A g r  icu  1 tr ire and Management of 
Constr irc t ion  sectinns of this r e p o r t .  

3 .  Development Opportarnf t i as 

B A U D  studies and warkshops have uncovered potential opportunities 
which are  dfscussed i n  special ( zed  project reports .  In many cases, 
such as f ishe~iss and totrt i s m ,  ftrrther st-udfes are! needed hefore 
decfding whether hnna f i d e  npportt~n1t- ies er (st.  which warrant .  
investments. 

Opportunities f o r  p r  i v s t a  secf.nr p a r t  i c  ipat . ic ln in aor  i c ~ ~ ? t t l r a l  
development are presented above i n  t h e  assessment of t h e  
A g r  icul t.ure component o f  t.he P r f i  jeck. , 

The creak ion of a cef 1 for M s r k e t  Research and Feas ih  i 1 i t.y Strrdies  
w i t h i n  t.Rs Bs?ochist .an Chamher of Commerce and t ndt.tstr i e s ,  which i s  
r~nder  active c - o n s i r j t r a t j ~ n ,  may h e l p  i n  the  identif i c a t  fon and 
realization @f development vpport -uni t ies .  

I 

I 

I 

I 

! 

I 
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CHAPTER I V 

THE I ARQER t ESSONS LEARNED I 
T h i s  chapter  presents a strmmary o f  lessons learned organized by , 

topics of particular development i n t e r e s t ,  They were disti 1 l e d  . 
f r z m  t h e  more detai l e d  lessons learned contained lander each of  t h e  
Project components i n  Chapter I 1 1 :  ASSESSMENT. i I 

The synthes i z e d ,  larger lessons have broader imp 1 i c a t  ions for , 

p 1 anners, managers, and part  i c i p a n t . ~  i n  in tegra ted  rural 
development. p r ~ j e c t s  i n  t h e  Makran, a s  we1 1 a s  in  other p a r t s  o f  
the  world. 

A .  i NFRASTRUCTURE DEVELOPMENT 

For t .echnica31y sound and cost effective devetapment of 
i n f r a s t r ~ ~ c t . u r e ,  planning i s  e s s e r ~ t  i a l  . Planning f o r  t h e  roads and 
water s e c t o r s  shorrld be i n  t h e  context o f  comprehensive reg iona l  , 

plans. The framework o f  t-he Regional Plan for Coastal Hakran . 

h e l p e d  established t h e  water and road  development interventions 
m o s t  critical f o r  regional growth and fnr meeting t h e  m o s t  pressing 
i~irrnan needs. 

Effective management of scarce water resources needs  to be based on 
a continuing analysis, for each water basin i n  the  Makran, o f  
e x  i s t  ing  grorrndwater, annual withdrawals, and t h e  natural and ".. 
artificial replenishment. Use o f  bas in  water balance analyses can 
h e l p  planners and r e g u l a t n r s  t a k e  s t . eps  to prevent over- 
e r p  l o i t a t  ion and groundwat.er deplet i o n ,  and t h e i r  negative human 
and economic impacts. 

There  are many modern road planning and engineering methods which 
can be usefrrl ly applied in  t h e  Makran: the  BAL AD T A  Team, workr'ng 
w i th  C&W, d e v e l o p e d  and began application o f :  , 

- t h e  road  classification system,  

I - geometr i c  road standards,  

road condi t ion scrrveys, and 

t r a f f i c  counts. 

The T A  Team ussfwl3y provided constrtrction supervision and 
technical direction, resulting i n  a rntrch bet ter  quality of work 
than would otherwise Rave been the case. 

- 
L 109 



G5ven 1e~kages of varioors sorts i n  the GOB contracting 
arrangements, it was advantageotrs bas USA1 D to maintain sign i f icane 
ffnanctal oversight w f t h  the assistance o f  L B l ! .  

The Force Account arrangement with CBW persnittad BALAO to conl;ract 
rapidly for  road work when fixed quantities could not readily be 
estimated, and enabled BAP-AD to maintain s4gnificant f inencia1 and 
technical control. 

I B.  ' tNSTITUT!ONAt DEVELOPMENT ? 
i 
i 

1.  The Need for Change 

E f f e c t i v e  p r ~ b 1 . i ~  i n s t i t u t i o n s  ere necessery for the Mtrkran to he 
developed. 

tn spite 0% BIZLAB'S provision o f  substantial technical assistance, 
trafning, and equipment over the years,  there was Tittle 
improvement i n  the performance i n  the Nakran o f :  

- t h e  C o m ~ ~ r r i c a t i o n  & Works Department,  

- Agsicutturtal Extension, and 

- the PPMU ( i n  p l  wnning, 35 contrasted w i t h  c o n t r a c t i r 7 ~  for 
construct ion,  in which it performed well). 

Eql.lipment provided to C&W by USAID i s  not being maintained to 
r e a l i z e  i t s  !t.sePul l i f e .  C&W i s  n o t  implementing a coherent. 
s trategy  fo r  e i the r  road rehahi 1 i t a t  i on  or maintenance; i t  works 
mostly on an ad hoc hasis. 

GFW management psr.snnne'l a r e  moved asa?~nd too frequently; ~ l r r l ess  a 
superv isor  or engineer i s  allowed to remain at post for at- least 2 
f / 2  3 years, no c o n t i n u i t y  can be developed and no futtrre 
r e p  1acement.s can he t r a i n e d .  

- A bet t er  and more consistent means of cash flaw f r o m  the central 
government to the outlying d i s t r i c t s  needs to be developed. C&W's 
work is often stopped for  lack of payment and fuel vendor3 o f t e n  
refused to deliver petroleum-oils-lubricants because o f  long 
overdue payments. 

Low cost agrScultura1 development can be achieved through a well 
planned program f~cused an farm based demonstrations. Introduction 
of change %'n the agricultural practices of remotely located farmers 
served by poor infrastructure i s  possible provided a "farmer f i r s t "  
approach i s  used. But the Agricultura! Extension serv jca i s  
largely ineffective as an agent of change i n  the Makran. 



Within  the currant  GOB planning system, including the PPMU, 
information f lows tend to be top-down, with little dialogue on 
deve,lcrpment pr5arities. i f  a decentralized planning system i s  
d s v e l o p e d ,  t h e r e  w i  1 l be a naed for t w o  way dialogue and grea ter  
and more s y s t e m a t i c  information s h a r i n g .  

G;-era1 l t h e  PPMCI, as a planning unit, remains at any early stage of , 

development. More co1 lahorat ion among the PPMU, P&D in Qiratta, 
U S A I D ,  end t h e  technical assistance team could have led to more 
improvement in PPMU's c a p a b i l i t y  at the and o f  t h e  p r o j e c t .  

institutional development takes time and much cooperative 
interaction, both formal and informal. 

2 .  The Changes Needed 

l a. Institutional Reform 

I n  the 008, m a j o r  institutional reform would be needed to develop 
e f f e c t i v e  line agencies. R e f o r m  walrld require some combination of . 

political w i l l ,  high level administrative commitment, hiaher pay 
for employees, and better qrtal i f  i e d  technical personnel. Such a 
combination was absent and BALAQ made 1 i t t l e  headway on i t s  
institution strengthening agenda. 

Regional Planning end t h e  related pub l ic  and p r i v a t e  sector , 

investment prornoti~ti are needed in  the Makran but there j s  no 
.- institution rnandaLsd and equipped to pursue them. 

institutionalization o f  regional planning requires policy 
commitment, leadership, a defined data  coIlection and analysis 
s y s t e m ,  and iri~proved government decision-mak ir lg  l inkages. 

b .  Training 

BALAD long- and s h o r t - t e r m  e x p a t r i a t e  specialists and managers 
f i l l e d  the expertise gaps to enable important. project objectives to , 

be achieved much sooner than otherwise. T h e  fore ign  advi.sars, 
through or;-the- job t ra in ing ,  imparted t h e i r  s k i  1 Is to P a k h t a n i  
BALAD cotint.erparts, and to a much lesser extent ,  to 1 ine agency : 

personnel.  

Farmer training can be c a r r i e d  o u t  inexpensively but  t h e  mot ivat ion . 
t o  p l a n  and conduct the t r a i n i n g  i s  less easy to obta in .  Training , 

o f  A g r  icrr l tural Extension and On-Farm Water Management s t a f f  a t  the . 

local level may increase cer ta in  skills, but  there i s  little hope 
these skills w i l t  be put t o  use unless and until major changes in 
the  entire system o f  Agr icu l tu ra l  Ex tens ion  takes place. 



From a development. viewpoint, t . h ~  $ 1 . 5  million spent. on t h e  
Overseas Vocatione! Training h a s  borne 1 it.t.1e fri.~it. to d a t e .  
Perhaps a few trainees c701.1lrl hsva Reen sent t.o the U.S. for 
training on R h i g h l y  s e l e c t i v e  bnsis w i t h  grfarantee& jobs  awaiting 
their r e t u r n .  i : 

Farmars, eqclipment operators  ad maintenance s t a f f  o f  C&W, and 
others,  r e c e i v e d  l l se fu l  t r a i n i n g  From BALAD, The t r ~ i n i n g  of l i n e  C 

agency personnel, however,  dJd not signifdcantly increase t he  
ef fec t iveness  of those agencies, Other  k fnds  o f  training, as well 
as varioud other changes w o r ~ l d  be needed t.6 make a marked impact on 
the performance of line agencfes. t 

- 

C .  COMMUNITY PARTICIPATION ! 

Farmers need to have a personal s t a k e  i n  t .he development. process.  
Demonstration programs shotrld be R y l d  on farmer ' s  land and not r 
government farms.  Farmers p a r t i c i p a t i n g  fn a well organized on- t . 

*I fa rm demonstration program develop a sense o f  community" through 
project .  e f f o r t s  s u c h  as f i e l d  days, s t u d y  tours ,  etc. 

i 
On f a r m  demonstrations conducted by BALAD incorporated signif icant.  - 
beneficiary contrfbutions. The demonstrat ions a r e  promisfng 
avenues fo r  fl.atura agricul t trral  development In t h e  M a k r a n .  . Such k 
devslogmsnt w i l l  he lp  the community through var ious  linkages, htrt l 

the  demonstrations par se are  not. vehicles f o r  non-agricultural  
comundty  development. I t  i3 possible that the demonstrat ions over 
t i m e  could be channeled through local f arrners organizwt ions ,  bt~t-  

b. 
such organizations do n o t  p r e s e n t l y  e x i s t  i n  t h e  Makran. 

C 

The inclusion of  SDAs i n  t.he P r o j e c t  design was valuable i n  f 
overcoming the  i n i t i a l  r e s i s t a n c e  to t h e  fore ign  presence i n  the .- 
Makran. This factor  atone would justify inclusdon of t h i s  type 
of  program in $roJects implemented under sirndlar circumstances, t 1 

1 

i 
D e t a i l e d  sociolog!cal invesk?gations of the proposed alignments oQ 
inftltratian g a l l e r i a s  m u s t  be t~ndsrteken p r i o r  to project design ! 
since access r f g h t s  for  exfsting karszes and karjas e r e  m a t t e r s  o f  i 
intense loca l  disgy~tss. i. 

Partfcipatfon by t h e  recipients i n  both  project. selection and i 
imptamentation increases the 1ikel ihaod of  b e t t e r  qua l i t y  !- 

constructfun and i t s  subsequent proper operation and maintenance. 
Thus camnun3ty partacfpatlon can contr ibute to the sustainabllity ,- 

of  construction pro jects ,  such a prlmary school construction and : 
I karaz tnprovements . 

In the Makran there. i s  popular p a r t i c i p a t i o n  in planning through 
t h e  lacat c,auncQl system but i t s  effectiveness I s  t f m i t e d  by law b.. L. 

literacy and lack o f  understanding of the local planning and 
.*)' 



development process. F e w  local resources are invested.  Adult 
education and i n t e n s i v e  community development work are required t o  
i n c r e a s e  local decision-making capabilities. 

MG3s may be a useful way to ach ieve  community participation i n  t h e  
Makran. BALAO had no direct experience i n  t h i s  regard;  NGOs are  I 

a rare breed i n  the Makran. I f  an NGO i s  used, care should be 
t a k e n  so t h a t  i t s  a c t i v i t i e s  do not f a l l  p r e y  to political 
influences which undermine development p u r p o s e s .  

i 
I 

On t h e  other hand, t h e  Karez Owners Associat . ions appear to be more 
a k i n  to a f o r m  of busl iness  organization t h a n  to a broad-based ] 
cc,munity organirakion. 1 t fs dotrbtful whether such an asso~iation 
CG.AICI s e r v e  a s  the i n s t i t u t i o n a l  mechanism f o r  a v a r i e t y  of  
interventions intenbad to help the conmunity a t  l a rge .  

tozal people and f a r m e r s  a r e  used to traditional a n d .  well- 
es~ablished ways o f  tackling t h e i r  engineering problems. Before 
in t roduc i , jg  any new technology or method, it was important fo r  , 

BALAD to be sure  of  the innovation. Groundwork must be l a i d  t o  
convince the local people of the  advantages o f  new technologjes 
b e f o r e  introducing t h e m .  

D. PRIVATE SECTOR DEVELOPMENT 

I .  Construction Contractors I 
P r ~ g r e s s  was made i n  upgrading t h e  capabilities o f  private 
c~ntractors. O v e r  the y e a r s ,  their- performance on BALAO work 
improved  and they learned how to i ~ t i l i z e  t h e  U n i t  Rate System o f  , 

Bidding. Local contractors remained f a i r l y  small, but  someof  the 
c s f i t r a c t o r s  w h o  s t a r t e d  o f f  w i t h  BALAD a r e  now bidding f o r  bigger 
c o n t r a c t s  w i t h  o ther  agencies. 

I n t h e  contractor select ion process, con t rac to r s  t-bat came from the 
v i  l lages  where the work i s  baing done a r e  less I ?'ke!y to do ,sub- 
standard work. For t h e  small amount of  money they  can save by ' 

doing i n f e r i o r  work, t h e y  risk hurt-irry t h e i r  local r e p u t a t i o n .  
Th is  f a c t o r  shoir ld  be considered in t.hd s e l e c t i o n  criteria o f  the , 

cont rack award process.  

Str i c t  construct ion superv i s  ion cantr  ibwtecj great l )r to the improved 
quality of construction work of p r i v a t e  contractors. 

Design o f  construct.ion pro jects  should be done keeping i n  v i e w  the  
local availability o f  t h e  partictrlar labor f o r c e  s k i l l s .  S i m i l a r l y ,  
the a v a . i ? a b i l i t - y  o f  construction m a t e r i a l s  specified i n  the tender , 

documents should be kept 3n mind.  When such problems were present 
in  the tender documents, potent. i a l  bidders w e r e  discouraged from 
s u b m i t t i n g  h i d s .  - 



Designs of small conslructiarr projects  should be as  s impla as 
possible so t h e y  can be understood by local people and f arrners, and 
r e p 1  ica ted  hy them i n  the f u t u r e .  

2. Genera? 

Private sect.or support.  organizations i n  the Makran  and elsewhere i n  
B s ~ o c h i ~ . t a n  a r e  non-existent or  t e n d  t.o be week. Thus 
i n s t i t l u t -  ienaf ~nzchanisms a r e  l ack ing  t.hraugh which donors, such as 
4 ,  rould wnrk.  T h i s  i s  also a gap impeding p r i v ~ t e  sec to r  . 
p a p t i c i p a t . i o n  i n  a prnper  regional planning process.  

t h t  Balc3chist.an Chsmbsr o f  Commerce and I n d u s t r i e s  has the 
p c t s n t  i a l  to t.sks on a much more irnport.ant. development sole i n  t h s  
pr -v in t -o .  

Tb- n v ~ r 2  1 1 1-ssor! 4 s t h a t :  t h e r e  a r P  p r  i v a t ~ r ?  S S C ~ . O F  npp~)rt-?~nit . , incs 
i n  t h e  Wakrqn h u t  t.he c o n s t r a i n t s  a r e  serious. For many o f  t h e  
~ o ~ s i b i l i t i e s ,  f u r t h e r  s t u d y  i s  i n d i c a t e d  b e f o r e  deciding whether 
rn3 jo r  inva5tments a r e  war ran ted .  

Sl . ls?.ainabi 1 i t y  i s  a theme t h a t  i s  addressed Lo some e x t e n t  i n  Che 
pr?l=eding sections of  t h i s  chap te r .  I n  t h i s  section, an overall 
ass?ssmant i s  prov ided .  

Performance of  pub1 i c  sector institutions i n  the Makran i s  
inadequate, O f  p a r t i c u l a r  concern i s  the f u t u r e  operation and 
maintenance o f  the m a j o r  fnvestment represented by the  BALAD 
C o ~ a u n d  end the equipment donated to C&W. 

The partly political decision to emphasize short - term v i s i b l e  
outputs i n  Phase 1 o f  BALAD meant t h a t  institutional development 
w a s  given lesser importance. The Project design incorporated jn 
t h e  December 1990 Work Plan  integrated physical outputs with 
institutional ones, including traindrcg; that design stressed 
s i ~ s t a i n a b i  l i t y .  

Due to the P r e s s  ler  Amendment curtai lmant o f  BALAD, scssta4nabi 1 dty 
o f  the major ob jec t i ves  was jeopardfzed. On the other hand, 
various elements of BALAD may be judged to have reasonable prospect 
for yielding cclntlrr~~bng benef i ts ,  such as: 

- The BALAD-widened and contoured (rehabjlitated) shingle 
roads w i t ?  continue to provfde better service than the 
prevdaus tracks, even with poor C8W maintenance. 

- The dams bul  I t  to recharge aequifers should last far many 
' 

years with little or na maintenance- - 
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CIIAPTER V 

DFVE~.OPMEN-~ OPPORVUN I T 1 ES 

Ttt i s  c h a p t e r  g i v e -  h igh1  i g h t s  o f  deve'loprnent oppnrt . , .~ni t . . i s s  which 
BALAB has i d e n t i f i e d .  The npport.~rnit . ie-~; a r e  discusse< i n  more 
d e t a i l  3n Chapte r  I f !  as well as i n  specialized BRhAD reports .  4n 
many c % - ~ s ,  S I I C R  a f i s h e r i s s  and t o u r i s m ,  f!rrt.her s t ! ~ d i e s  Fare , 

needed b e f o r e  dec f d i n g  whether bona f ida  oppor-tuni t i e s  e x i s t .  which. 
warrant  invsst.rnents. 

f b ~ t  dsv-lopmarrt 47ppo r t~~n i  t i e s  i n v o l v i n g  GOR 1 i n s  agencies c i  t-ed i n  
- c h a p t . ~ r  arid i n  Chspf . sr  t I I shs1.~1d he carripd out. in the 
ccnf o f  n:jsr 2 7  1 r ~ f n r r n q  t n  i h o r q  agsnc;iaq,  3- C ! ~ P . P . I I S S ~ ~  i n  
C l h ? p t . ~ r  IV. 

A .  l NFRASTRUCTlfRf DEVEt OPHEFST 

The Road Sec to r  Work Program consis ted  o f  a detailed nrogram f o r  
strangt-heniag C: P1 K i n  four areas: maintenance management., 
eqtliprnent management?, capi t -w t improvements, and training. This 
work  progrsrn shot17rl hp implemented i n  t h e  Makrqn t~nder  khp 
d i r e c t  i c n  o f  an e ~ p e r  ienccd Maintenance Mansgement/Eql~ipmar>b 
Management Engineer . 

I 

Thk FALAD Work P ? ? n  of December 1990 i n c l t ~ d e d  consir.!eratrion o f  an , 
a1 t n r n a t -  a p p r n ~ c h  t o  a c h i e v i n g  a rn~lrh higher l e v e l  c r f  consistency 
i n  cnne!rlrr:t:ion and mairltsnance o f  the  road network.  It. proposed , 
tha t .  3 nstrrdy be cnndncted t.0 consider t h e  possibi 1 i t - y  o f  a pub1 i c  
arrthor i t . y  b e i n g  sst.ab1 {shed and made responsible f o r  the  
c o n s t r i ~ c t i n n ,  r e h a h i l i t a t . i o n ,  and maintenance o f  prjrn3.r-y roads i n  
t.hs Makran .  

Three  m a j o r  development opport-unit. i e s  have heen <dent -  i f  i e d  i n ,  the  
a r e a  of water resources development: ( 1  ) p r o  ject-s to divert.  runoff 
water .int.r~ careful ly designed bunded and leveled areas;  (2) the 
f o r m a t i o n  of the  Makran Water Management A d v i s o r y  Committee; and 
( 3 )  implementat ion of small water development a c t i v i t i e s  reqtr i r ing i 

s t rong b e n e f i c i a r y  p a r t i c i p a t i o n  i n  t h e i r  i d e n t i f i c a t - i o n  and , 
c a n s t r ~ . ~ c t i n n .  

To a v o i d  t h e  problems t h a t  have arisen elsewhere i n  Balochist .an I 

when groundwater development has taken place,  the capacity and 
recharge of t h i s  ~ ~ S O L J ~ C ~  m u s t  be determined. To i n i t i a t e  t h i s  
r t t ~ d y  , a hydrametereological monitoring network m u s t  be eskabl :Shed 

I I 

to gather data on r a i n f  a1 l and run o f f  , The groundwater monftor ing 
system out l ined  i n  the  karez  and w e l l  i n v e n t ~ r y  o f  t h e  Makran also 
must be i n i t i a t e d .  Data gathered Prom these two activities can be 
analyzed throl-lgh computer model ing to p r e d i c t  t h e  amount . of  - 
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I 
I -splenishment. P I  arlners c a n  irse f . h a  i r r f o r m a t  i o n  d e r i v e d  f r o m  these  
1 a z t i v i t  i e s  in deb: i sion-mak i n g  abotrt development and regulat. ion of  

i ,-ounchater. 
I 

F.>r Coastal Makran, preparing  ant:! i n ~ j ~ l e m ~ n t  i n g  a M a s t e r  P l a n  for  
tire Development. o f  Water Resources w i l l  support. t h e  growth  of 
r sgional e x p o r t s  o f  f i s h  and thereby t tle r a g  i i :)r18s ecanorny, as wel'l  

1 5 s  meet  i ng  v i t a  1 and immediate h ~ ~ m a n  needs.  
i 
I 7 -  i d a n t  i f y  possible new socrrces i ~ f  potable wata r ,  bc3r.e holes 

st,ottlif be drilled i n  accordance w i t h  t h e  recomniendat.ions o f  t.he 
I ELLAD-sponsored Electro-Resistivity S t t ~ d y  o f  the Gwadar District. 

1 71, p r o t e c t  t; t s cons iberab Is i n ves tn l en t  i n  heavy  eqct i j ~ l n e r l t  i n  t h e  
i " 3 k r a n ,  USA I D  may w i s h  cons ider -  ways  i t  can adequately morr i to r  i ~ s  

I i-,-,ar a t  i sn  idpAr3ep. 
I 

B - INST1TUTlONAL DEVELOPMENT 

- the GOB, international donors, and o t h e r s  int-et -ested in  the 
development o f  t.he Makran, shoulcl consider  the  numerous and 
detailed t r a i n i n g  recornandat ions con ta ined  i n  t h e  BALAD Train ing 

I Frag ram prepared  by Dr.  S t a r 1  i n g  H i r y d ~ r l ,  well as those i n  
I c.:.fitained i n  Chapte r  I l  i of t h i s  r e p o r t .  

I 
averall approach to training f o r  CYW i n  the  Makrar~ i s  containeci 

ii- t h e  Road Sector Work P r o g r a r n  preyhi-t-4 b y  t h e  Road S e c t i o n  o f  t h e  

I 
L a  4 I Team i n  ear  3y 199 I ,  Eqtrip~nerrt operat-01-5 and scrpervisory 

I p e r - s o n n e l  i n  C&W d e p u t e d  to r o a d  i - ~ l t a b i  l i t a t  and maintenance 
~ g . e r a t  ions a roost l y ~rnder - t  r a i  t -hacd.  A signif icant anloitnt o f  

I t r a i n i n g  h a s  to be bu i  It i n  to any PI-oject hoping to raise the 
qi:a 1 i t.y o f  work c a r r i e d  out h y  govet-nrnent.  set-v i ce  employees. 

The 45  M a k r a n i s  who r e c e i v e d  o v e r s e a s  vocatiol-la1 training through 
BALAD r e p r e s e n t  an t r n e x p l o i t e d  potential to contribute t o  the 
development o f  t h e  Makran and P a k i s t a n  through jobs, not yet 

I obtained, w i t h  t h e  G O B .  

F G ~  t h e  Makran and perhaps f o r  other yar t .s  of  Balachistan, regional  
planning is a p r a c t i c a l  tool to h e l p  t h e  Government and others; 
evaluate  and compare intei -vent ions.  Proper use o f  regional plans , 

would a f f o r d  the Government an opport1rnit.y t o  rnaxirnize the impacts ' 

of i t s  expenditures, particularly those i n  the Annital Development 
P l a n s .  

l r g r o v e d  planning cepabil ities can lead t o  more cost  e f f e c t . i v e  and 
susta inab le  development i n  the Makran. The PPMU and the BALAD 
ccmpound represent. human and infrastr i tct .ure assets tha t  could bel  
built upon to establish a Makran planning and Development Uni t .  
The U n i t  would c a r r y  out planning a c t i v i t i e s ,  incltrding t h e :  
i dent if i c a t . i o i  onof investment  oppor t - r r n i  t i e s ,  and c o r ~ l d  actively ' 
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promote those invest .ments  f r o m  public and private sources, 
P a k i s t a n i  and f o r e i g n ,  

Prior it. i e s  f n r  the proposed planning u n j t  inc lude:  f ) improving 
and al~Lornat ing the dnt.a cot lect i o n  and analysds system; 2 1 
i m p r o v i n g  project  formul;4t ion; 3 )  upgrading the project monitoring 
system; and 4 )  t h e  i n i t . i e t i o n  of p r o j e c t  e v a l u a t i o n s ,  A program of  
p l a n ~ i n g  a c t i v i t . i e s  should be designed, with training and support 
reqt~irernents spscif ied. 

A s t r a t e g y  t o  i n s t - i  t~rt. ion31 i ze  regional p lanning shou I d  focus 
Initially an tactical s h o r t - t e r m  planning; designed t o  expand 
g r a d u a l l y  t h e  skills and institutional c a p a b i l i t - i e s  to c a r r y  out 
longer-t.errn s t r a t e g i c  planning in hot.13 gcrvernmental and p r i v a t e  
~ercr3rs .  

f o r  Coasta 1 Makran, when health and education needs are assessed, 
it. '.; i m p o r t a n t  t.o i d e t r t . i f y  to s p e c i f i c :  problems t h a t  a f f e c t .  t h e  
prclrflrct. ion  of  export - s ,  and undertake a c t  i v  1 t i es to .sl.~pgc,rt those 
a x p n 7 t . s .  A Manpower St-lrvsy i s  needed, f o r  example, t o  determine 
how and t o  what  extent .  illiteracy and lack o f  specific skills j v  
t .ke tabor f o r c e  a r e  impeding r e g j o n a t  e x p o r t s .  

C .  COMMUNITY PARTICIPATtON 

The SDA f and ing  process o f f e r s  a f l ex ibI l e  method f o r  a c h i e v i n g  
developrncnt i m p a c t s .  An SDA mechanism can prov ide  infraqtructure 
development; work t.o st rengthen ce r ta in  planning and development 
~ r g a n i z a t i o n . ; ;  be  channeled t.hro?rgh NQOs t o  achieve cornrn1.rnit.y level 
development; nr cnmhinat. ions o f  the above. 

P 1 1 b l i c  p a r t . i c i p a t . i o n  i n  t h e  planning process i s  c r i t i c s ?  f o r  i t . 5  
sl.rccess, especially if dynamic regional growth is to take place. 
Loc31  level p r i v a t e  i n s t i t u t i o n s  are almost non-ex is tent ,  except 
f o r  the syst.cm a f  local cot .~nc i Is .  There appear t-o be t . w 9  
p r i o r i t i e s  i n  d ~ v e l o p i n g  t h e s e  i n i t i a l  capahif i t i e s .  The f i r s t  ' i s  
t o  o rgan i  t e  t.hs btrsinessrnen and entrepreneurs so t - h e i r  inpr4t.s a r e  
considered i n  the  planning process.  The second i s  to increase 
v i 1 lsge and loca l  counci 1 dacis ion making capabi 1 i t  i e s ,  perhaps 
through a comh i ned sdu 1 t sdtrcat i on  and cornrn~ani t y  deve 1 aprnent 
prngrsrn c s r r i e d  nut. b y  an NOO. 

D. PRIVATE SECTOR DEVELOPMENT L 

A major s t u d y  conducted by BALAO jn 1991 i d e n t t ' f i e d  the need for a 
date auct ion market  t.a be es tab?  ished i n  TurRat . The eskahl ishmerlt 
sf an auct ion market would have a s ign i f i can t  impact on the income 
o f  Makran date growers. The concept has the support o f  both 
growers groups in the Makran and the date export firms i n  the SSnd. 
What i s  needed i s  the catalyst to bring the t w o  together. 

- 
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! n t r o d u c t ? ' o n  o f  f i g  c t l l t i v a t i o n  i n  P a n j g ~ r r  District s h o u l d  be a 
F. igh prior i t y  o f  a n y  agr ictr? tl-rraf rfeveloprner~t. p rog ram implemented 
j q  the r e g i o n .  The market demand, local and international, and t h e  
f l e x i h i l i t y  a f f o r d e d  by a frt.~it. t h a t  can be sold e i t - h e r  f r e s h  or: 
F-ocessed, m a k e  the e x p a n s i o n  o f  f i g  c t i l k f v a t i o n  an a t t . t a c t i v e  
p r o s p e c t .  

P o t - e n t i a l  t r a i n i n g  programs which carr have positive i m p a c t  on the; 
agricultural s e c t o r  o f  the Flakran a r e  e a s i l y  implementable a t  v e r y .  
low cost, us ins local resources and in-country expertise. Exarnpl esc  
i ~ z l u d e  training o f  f a r m e r s  i n  Pan jgur  i n  grape v i n e  pruning and; 
v i n e  g r a f t i n g  and r o o t - i n g  t a c h n i q i ; e s ;  and t r a i n i n g  o f  Makranr' 
fsrrners i n  t h e  th inn ing  o f  de.t.e bunches and improved pol lenatinn 
methods. Cer t .a in  training can be contracted out -to local 
s,ecia? i s t s .  

r Coastal Makran, t h e  f j s h i n g  l ' n d u s t . r y  i s  capable o f  fc:rt.her, - 
e l ? a n s i ; ? n  b e t h  i n  t e r m s  o f  c a t c h  a n d  va?t.:e-added, T h e  potential 
catch a p p e a r s  yzart iculsr  1 y great f o r  large pelagic f i s h  such as 
t - ~ n a .  A d d i t i o n a l  facilities f o r  storage and processing o f  f i s h ,  
would p e r m i t .  m o r e  r e v e n u e s  from a g i v e n  c a t c h  to he r e c e i v e d  ass 
i n c o m e  by t h e  r e g i o n ' s  residents. 

The creation of  a cell for M a r k e t  Research and Feasibility Stud ies  
w i t h i n  the Balochistan Chamber of  Cormerce and i ndust r l ' es ,  which i s  
under a c t i v e  considerat  ion, may h e l p  i n  t h e  i d e n t . i f  i c a t i o n .  and 
realization o f  development opportunities. 
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