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PREFACE

This Final Report summarizes and analyzes the activities of the

‘Louis Berger International, inc. Technical Assistance Team for-the

Balochistan Area Development Project (BALAD) over the six years of.
implementation in the Makran. We apareciatp having had the
opportunity to assist BALAD's sponsors: the United States Agency
far international Development and the Government of Ralochistan.:

éHTQ report. was prepared by the
-

- Chief of Party, 7. Dwight Bunce,
ard the Project  Agronomi i

i ~iel M. Bradbury, with valuable
assistanca from Senior Water Enginesr Mohammad Yahya Khan, Senior
Road Engineer Safdar Hussain, Head Construction. Engwmeer'Mmrammad
AYi Balach, Sociclogist Ahdul BRashid Raloch, and Heavy Faquipment
Specialist Mohammad  S5alaem. The report also reflects  past’
contributions to BALAD by former members of the TA Team, Pakistani
and Aﬂe"1ran : : : L :

first of the report’s five chapters discusses the iiistory of::
D, breaking it into three implementation phases.  The second

ter summarizes BALAD accomplishments in both the technical and
1t4t1ona¥ components. ' ' ' '

ter first assesses BALAD's artivitiéSjin”
f Roads,  Water, Agr1cu1 ure, . Special’
vities (SDA), and Pianning: These 'assessments
lyses, teasons  iearned, and development
opportunities, The vhapter concludes with ana?vqeq ‘and lesssons
learnpd in the rateg ries Management of Construction; Tﬁa3n1ﬂq _
g Community Particigation,'Pnﬁ Priva+e

Development Act

barfér 4, the ?orcﬁnq ‘Parﬁed from Chaptar 3 are Qummarizpd andﬂ
ed from a thematic perspective. Ar overall aqqp:cmpntzof'.”
"s sustainability  is given a2t the end of Fbap»er 4,

apme nt opportinities are summarized in Chapter 5. :

I)

A
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EXECUT IVE SUMMARY

touis Berger International inc. p“ov1ded Techniczsl Assistance to-
the United States Agency for i(nternational Deve¥cpvent and the
Government of Balochistan in the 1mp¥ementa*1on of the Balochistan
Area Development {(BALAD) Project for six years (1986 - 1991)

This Executive Summary first gives an overview of 9roject5ﬁjstory;iff
and Accomplishments. Highlights of lessons learned are then .
presented in the areas of Infrastructure Development, institutional

‘Change, Community Participation, Private Sector ©Development)

Project Management, and Project Design. The conciuding sectioh '

assesses the sustsinability of BALAD.

PROJECT HISTORY

The implementation of BALAD can be divided intoc three phases)

roughly corresponding to the original contract period and 'twé;f'
subsequent extensionz, as follows: S SRR

1. The first phase covered the period from contractor -~ -

“mobiltization, January 1886, through 1888 when USAID
- prepared to terminate the Project. Activities during

this phase consisted primarily of completing a 9Feat_*"

number of phy33c31 works that were useful and_htgh}g]f'

v1$1b¥e.-
2. .The second phase (mid-1389 through September 1999)5wasiéfff_
. period of transition. The Pr5ject was extendéd,_anqﬁﬂ_;

agrxaw!tural and pTann1ng activities were added

3. The third phase of the Project (October 1930 thrcugh thef:

termination of the Technical Assistance’ Contratt__qufx
December 13831} was to have been the Integrated Rural - .
Develiopment capstone of the Project. However, the high. - =

expectations for this phase ware not realized, as BALAD

underwent major changes and reductions in 1891 when USA(DV'i’

responded to the Pressler Amendment.
ACCOMPL | SHMENTS

Of the $ 23.5 million obligated for BALAD, the lion's. shére haéf?

been spent on infrastructure, including the rehabilitation andf;'“
- maintenance of over 1,500 k%?ometérs of roads, and the construction =

of the Ketch River 8r1dge, 52 primary schoecls, and 185 1rrxgatton,f

water projects. At 2 much lower cost to BALAD, the Project . -

implemented its agr1cu¥tura} planning, and 1nst1tut10nal_sqppor§;ﬂ
activities. - T

Hec&use of the initial need to establish BALAD s crpdibi}ify.ét;ééfj+  
time when rocks were being thrown at Prngeﬁt vehicles, "BALAD
concentrated on v1s1b19 construction proaectq in thn early yﬁars.,f



Ths physical accomplishments as of December 12851 are susynar ized
below: '

SECTOR | . COMPLETED
ROADS D :
Road HMaintenance - 1,375 km.
- Road Rehabilitation 353 km.
brainage Structures ' 5%
Town. Road Paving _ S . 5
WATER R | |
- Water Course !mprovements 44
Bams : _ B I §
~Karez improvements _ 23
Karez Mother Well Drilling 85
SPECIAL DEVELOPMENT ACTIVITIES (SDAs)
Schools 3 : 52
Maternity Health Center 1
AGR I CULTURE _
- On Farm Demonstrations 154
Farmer Training 594 days

Agriculture Dept. Staff Training 125 days

in the last two years (17280-1991), more emphasis was placed on non-
infrastructure items, especially planning and  its .
institutionalization. R R

The Project has successfully delivered an impressive quantity and -
quality of outputs in a remote desert region. in the process, the
attitude of Makranis toward American-assisted development has: =
become more positive. R . ' S

j .

LESSONS LEARKED

INFRASTRUCTURE DEVELOPMENT

For  technically sound and cost effective deveiopment of .

infrastructure, planning is essential., Planning for the roads and -
water sectors should be in the context of comprehensive regional =
plans. The framework of the Regional Plan for Coastal Makran ..
helped establish the water and road development interventions most
- critical for regional growth and for meeting pressing human needs. |

Effective management of scarce water resources needs to be based on -

a continuing analysis, for each water basin in the Makran, of '
existing groundwater, &annuail - withdrawals, and natural . and -
- artificigl replenishment. . . AR .



HMany modern road planning and 2ngineering techniques can be

~usefully adapted and appliied in the Makran. The Force Account
arrangement with C&W permitted BALAD to contract rapidly for road

work when fixed guantities could not readily be estimated. The TA
Yeam provided construction supervision and often technical .
direction, resulting in higher guality work than would otherwise

have bean the case. It was also advantageous for USAID to. maintaang fﬁ

a%gntfxcant f1nanu1a. oversight with the assrstance oF LB%I

.SNSTiTUTiG&AL ca&ueg'

For the Makran to be developed, more effective publwc 1nst1tut1ﬂns f;:
are necessary. Regional planning and reiated public &and prxvate~ﬁ
sector investment promotion are needed in the Makran, but:therg is

'na institution mandated and eguipped to pursue them.

'in sp&te of aAiAD s prov1510n of substantis! technical aséisfancé,;?ﬂf

training, and equipment over the years, *here"was 11tt%eyg g
improvement in the performance of the Communication & Works.
-Deprrtment, Agricultural Extension, and the PPMU. Reform_you?d,=

require some combination  of poliitical will, _high level . ..

adninistrative commitment, higher pay for_emp?oyees,.anﬂTbetter
qualified technical personnpl : B b '

Hithin the current GOB planning system, 1nc¥udvng tbe PPHU j_"

information flows tend to be top-down, with little d}&fogue Onjg “

.deve¥opﬁent priorities. Effective regional planning reqguires’

two-way dialogue as well as better sharing of 1nformataon,5_?hef$f:
institutionalization of regional planning reguires: policy
commitment, leadership and improved government :decisiohemakiﬁgﬁf”'

iinkagesg

Training of Agricultural Extension and on- Farm %ater ﬁan&gemnntj-3”

staff at the local level! can increazse certain sk:?ls, ‘but’ hagor

changes in the system of Agricultural Extension are needod, Thesf_
Project proved that low-cost agricultural development can be -
schieved through a program focused on farm based. dﬁnenstram?ons. 'fi
Farmer training can be carried out inexpensively if the motivattcn;,fﬂ

;to plan and conduct the training is present.

_COﬁﬁdNETY PART!CiPATiON

On farm demonstrations conducted by BALAD 1n»0rporaued s1gn1f3cantﬁ

baneficiary contributions. The demonstrations .are p.om1s1ngg;f 

“avenues for future agricultural deve!opﬂent in. the. ﬁak*an.;

Participation by the recipients 1in both project selection and]?ﬁ_
implementation increases the quality of construction and the_{;-

su”sequent operat1on and maintenance of pFGJPCt

it



- In. the Makran, the effectiveness of populsr participation in o
planning through the local council system is Jimited by Tow .
Titeracy and lack of understanding of the local planning and
deve lopment process. : L S

PRIVATE SECTOR DEVELOPMENT

Frogress was made in upgrading the capabilities - of  private
contractors. Local contracters remained fairly small, but some of
the contractors who started off with BALAD are now bidding for
‘bigger contracts with other acencies. Strict construction. .
supervision contributed greatly to the improved guality of .
- construction work of private contractors. L SO P

There are selected private sector opportunities in the ﬁakran;rsuchgi E-
as in date marketing, but the constraints are serious. For many of .
the possibilities, further study is indijcated before deciding =
‘whether major investments are warranted. o - o T

The Balochistan Chamber of Commerce and 'Enéust?ies'_hhs' thegf.
potential to take on a much more important development role in Lhel - -
province. : ; - R P

PROJECT MANAGEMENT

The T4 Team was tested severely in. 1391 by cutbacks in BALAD's
scope and the series of changes the Project underwent. in 1991,
BALAD was altered s number of times; a climate of uncertainty! o
prevailed, The key lesson re-learned for many of BALAD's
participants was the importance of maintaining one's equilibrium
and a sense of humor. : o - R EE I

~ The participation of highly qualified ~and,  often eVehr ﬁdré?”_
important, highly motivated and dedicated local counterparts can,
increase the effectiveness of Expatriate Technics) Assistance by?:_:
orders of magnitude. - _ : P v
PROJECT DESIGN

-
B

Agreement on objectives contributes to sustainability. TN e
increased dialogue. between USAID and GOB could have narrowed . . .
~differences, and thus contributed to tighter Project designs and -
‘better implementation. g ' . FE e

A clear Project design, including its institutiohaf- aépeéﬁs,éﬁffml
facilitates efficient and smooth project management . S P

BALAD should ha#e-gone-through periodic forma]-redesign.ptoceSSQSg§ __
involving the GOB, USAID, the TA Team, and other interested |
parties. Key decision-makers should have interacted andgsoughtg e

common ground, especially concerning BALAD's purposes.

v



A project like BALAD should change in rssponse to circumstances,
lessons learned along the way, and altered priorities of <the
SpoNsSOring governments. BALAD did indeed change, but durlng the
year-and-a-half Transition Phase and the last 11 months of. the‘;j

Project, objectxves were not clearlty specified or 3ntegrated -

SUSTAIRABILITY

The decision to emphasize short-term visible outputs in the initial
infrastructure phase of BALAD meant that institutional deve%opment3?;;
was given lesser importance. The December 18%0 work Plan
tagrated physicsel ocutputs with institutional ones, znpludjngx'
training; that design stressed sustainability. However, because of
the Pressler Amendment and the curtaziiment of BALAD, the December -

1880 wWork Plan wes radically cut back. This jecparéﬁzed_tﬁeg'
sustainability of major objectives, - i -

On the other hand, var ious slemsnts of BALAD have st fangaﬁr0$ﬁgc§$ﬂlﬁ
- for yielding Corb1ﬂu1ng benef%ts, such &s: - : e

o The shingle roads rehabilitated by BALAD wx!! pféﬁiéé;f 
. better service than the previous tracks, even with,poqr_'é-

C&W maintenance.

- The dams built to recharge aguifers shouid 1ast for many ;ff
years with little or neo m&xnteﬁawce : = :

- The karez and kor jo improvements by and large, Shou}d bef" E
maintained by their private owners. _ o

- The use of improved practices by farmers qhéqu 6ontihﬁé'

- Trained BALAD and QOB staff potentially cou}d app?y thewr:}f~
skills in various ways to improve. the Makran or'cther:*"

parts of Pakistan.

The deve?opmenf opportun1ttes wh%ch conclude this rpﬁort are weIi~_ g
crafted building blocks for any organ1rat10n Con»erned w1th the;'*f

cverall devp?opmsnt of the Hakran.

Oon balance, the impacts of the Pressler Amendment - dealt
sustainability a hard blow. Nevertheless, many BALAD outputs wil}
continue to provide benefits. An ?mpress;ve number of so¥1d¥y—'
basad development opportanzt%es are being left as a ¥egacy t



CHAPTER |

_PRQJECT HISTORY

A.  BACKGROUND: 1381 - 1985

in 1881, the United Ststes Government and the Gévernﬁént ﬂf”i”

Pakistsn entered into a $3.2 billion agresement for provision of

economic and military assistance for the period FY 1382 - FY 1387

The economic assistance program was to promote’ Tong 'term;_-f
deveiopment and address the country’'s foreign axchange needQ_”;ﬁ

through guick-dishursing activities that lay the Fovnﬁauzon feri
econnmih'g*owth &h* stability. : I

The Balochistan Area Development Projact (BALAD) bacame a part 0?;" 2

that package. Ralochistan borders then Soviet-occupied ﬁ‘chanlet

and revolutionary. tran, and the Makran coast covers 400 km a!ong;ﬁJﬁ7

the Arabian Sea. Part of the rationale for USAID assistance. tq;
Balochistan was that regional stability and de¢e?opment heré_'
essential given fhe georo!1tica?-s€ uation at the bxme ' IREREE

The following paragraphs of project history are taken from the,;“':

tnterim Evaluation of the BALAD Project conducted in 1990 2 These
paragraph: are not necessarily presented in order. R

ThP {RA!Aﬁ] Project was Phxefiy motivated by thP need to .
integrate southwestern Balochistan more closely into the -
administrative and economic - fabric of Pakistan.
Secessionist sentiments and ethnic ties with Ba tuch .
poputations of iran and Afghanistan were a scurce of
apprehension. to the QGovernment of Pakistan (GOP}, L
especially st the height of the war in Afghan1:+an The e
Makran, isolated from the rest of the country and facing
‘the sea, tran and the Gulf, was in & sensitive strategic
position. ' : B : S

"Building up its program at the time,- USAID agreed to
provide critical infrastructurse and thus help GOP
demonstrate its concern for the resds of the neglected
.po*uration Administered by a Regional Affairs Officer
in Karschi, BALAD was treated as quite separate from the
Mission's recu?ar development program. USAID officialls
in tslzamabad readily admit that BALAD would not have been
part of the AID program if normsl development cratprwa_--
_haﬁ appITPd -

The_ProJect tgreemaent was signed on Auaust'30,-19845'.
USAID funding for the proposed five-year effort was .
‘placed at $40 million with an additional imputed value:

. contribution from the Goverrnment of BaIuchtttan (QeR)
~estimated at  approximately $5.8 million in  rupee
‘equivalent., The Project Papsr (PP) 1dpnt1f19% fhrpa watﬁ




areas of activity: (1) rocad construction, rehabilitation
and maintenance; {2) improving the efficiency of
existing water facilities and the conqtruct1on of small
and medium-scale diversion structures and dams; and {3)
strengthening the capacx*y of the GCB and the Makran
divigion .te plan, prioritize, select and imp lement
_devg?opment progects. SubSQGuent;y, the life: of - the_
project was extanded by one year to December 3%, 1980,
AID funding was alsc increased in August 1987 to $45
miiltion, prxmarwiy to fznan*e addtt1ona?_road design
actz»)t1es _ : c

¢

'Cobdwt?ons precedent in the original! grant agreement
inciuded the formal esbab!ishmént of a Project Flanning
snd Monitoring unit (8PMU) st Turkat, apnn1nbm9m*fofg
project dﬁ“eﬁtﬁr and provision of a site for the projec
'headquarhert " - ' o ' o o

o

in'aﬁcemﬁef ?QSS xOﬁth“Ct“Oﬁ of the BALAD office aﬂﬁ ”eqwdent;a??”'”'
~compound  dn Turbat bagan. The compound, designed to serve as;
Project Headgusrters and provide housing for the expat 1&te.and@j’
Pakistani tecnnical asqzqtancp team, was completed 1n_Apri1'198?g§;

B. HOBFL%Z&T?G%'AND'iﬂ?LEﬁENTAT%ON:.?QSS

Two expatriate. PSC .enginsers worked in Turbat in ,ear?y; ¥§85,

begxnnlng Pre—iﬂp3empqvatxon work in the road and water sectors.

USAID signed a contract for Technical Assistance (TA) with Louis | o~
Berger international tnc. (LBI1) in September 1385. The core, -
long-term exnatriate TA Team was to consist of five mathrS'--af'

Chief of Party (COP), Senior Civil Engineer (woads), Senior. C?vx?ji 

S Engineer (Water Manager), drrigaticn Agronomw:t and Peg1ona1f;_,_,
- Planner/Economist. The COP was to ‘be *assigred for 38 person=- 1

§ months, the Road and water Enginears for 36 person-months each, and !
" the Agronomist and Regional Paanner/Economwst for 24 perqon-moqths j'
each. A1l team members were to be stationed . 7U“kax'except the

_P!aHHE“/ECGnOM?St who was assigned . to work wsth the GOB in Quetta.

® Four members of the TA team were to be mobilired 1mwe61ately, the} L 
. timing for mobilization of the Agronomist was to bhe determ,ned_;_

. aft er the start of proger% imp lemantation,

¥  The ftrstjof Lhe'LBfé TA Team (the Chief of Party and the Regioﬁal77
~Planner} arrived in early January 1986, followed by the Water |
"Engineer 1in FEbf“u?!"‘y of the same year - The TA Team Wa<:= 'Fu'Hy

‘ .mobi3ized_1n April ?988 with the arra»a; of the Road Ehczneer.

the BALAD Project, 1990.

2

Development Alternatives, Inc., Interim Evaluation of




-Dur{hg constfuction of the compound, the TA Team and Pro3ect_
. offices were located at the Nawab's Palace in Turbat - -

‘Three additionzl activities of the BALAD Projsct were impﬁeménﬁ?#. :
‘that were outside the scope of the LBI! contract but affected the

~contractor’s work. These activities were:

'Construction of the Kech River Bridge in Turbat,

Construction of 55 kilometers of the road hetween Beia and'”J'

twaran {later expanded to 101 kilometers), as well as f??;gq"
of the Awaran-Turbat rosd, and SRR e

Cimplementation of a Makran Vocat%ﬁna?~Tpchﬁ1*3 Training

- Frogram t@‘send 50 Makrani students for two-year fAA}jdeg?eeégfffj
in the U. ' shic'?arae!y rapiaced the or1g1“31 traiming . -

program conta%ned in thes Progect FPaper.

The . Pb039ct waq tiad into tbree other ALD Drcg*amq.: Acffculturaf?

- commodities and. Equipment {ACt) program funds were used to procure_'

“essential nquzpment such az jeeps, gsnerators and b?avy ‘machinery

~for the Communications and Works (C&W) department . Devalopment’
Support Training Projact (DSTP) monies funded half of “the .
‘vocational- technical training program, and the Project Des1gn and .
implementation Fund (PDEF) ffnanced certain actwvx‘ios pr1or to TA*”'*'

team m0h1¥1zauton

'_Subraquen* Ht:*nry of the Project can be prewﬁntpd in three ph&se*

reughly corresponding to the original contract pericd. and. twofiﬂf'

‘subsequent extensions. The first phase covers ths time from the

contractor mobilization, January 1986, through 1883 when Arpl

prepared to terminate the project. Actxvitxea during this pha

consisted nrxmartiy of completing a great number: of phyqxua? work=-5=;_
that were useful and highly visible. The second phase of the

Project (the middle of 1389 through Septamber 12%0) was 2 per1od of -

~transition when the Project was extended, organizational coptro., fo
was changed and obJPct?ves redefined, _eha third phase (Octokerin

1930 *hrough PACD in December 1391) wss to be the capstone of thel

PrOJQCx. " intsgrated rural development would be reslized and. @ -
_qrcta?rab131ty schieved. This phase, howaver, did not *&achnitsﬁjfﬁf
high expectations dus to circumstances largely bsyond the_controT,;j;
of .tslamabad or Turbat. It became, rather, an intesnse phasa out ofl

the Project.

C.  PHASE 1 : INFRASTRUCTURE DEVELOPMENT (January 1986 - March|

1888)

'The,infrastrUGture Development Phase was slow in Qp*t,nc qtarted j
but by 1987-1988, a considerable number of road and water ‘sen~tor’”

_sub—projects_wers being constructed. The 1230 interim P»a¥watton}ﬂQg,

explained:



" This phase of  the Frojéct; however, dxd demanqtrate that“
devalopment in an extremely remote division of the ceuntry,was;,

"As might be expected under the rugged conditions in
Makran, fuel shortages and the breakdown of eguipment as
well as difficulties with local contractors because of
absences, non-performance or inability to meet standards
ware continuing problisms. The need to terminate one
subcontractor in 1987 resulted in 2 court case against
LBl. The fregquent and sometimes prolonged sbsences from
Turbat of the . senior staff of lYine departments,
“particultariy C&w, alsoc held up implemantation.
Kevertheless, 1387 and 13988 saw & growing momentum of
acxﬁv*ty‘ construction of check dams and watercourse
.?ﬂheremPﬁ\s siphons, karez borings and %mproyaﬂant”
cad rehabilitation to improve gradients and &lignments,
upgradiﬁg_kith_%cw watey crossings and culverts, and
mzintenance operations. N

This phase was heavily oriented to infra:tfzfturn.ahd~s&w'th§1ﬂw

completion of numerocus projects inm thrae main areas: Water, Roads! .. -

and Special “*vafopmént Activities {8DAs), %hdiCq*ive@Qf;thiﬁj_
emphasis, an expatriate COﬁSxFUCt?GF :ﬁgﬁﬁﬁﬂr was add d to the longl
cterm TA- Team 1n Tatp June 1%88. R L

The ?fc3ect prograssed to th noint where the.Chiéf'¢€ Pérfy? L
reported that a majority of the targets set in the-Projecg_Eaperg,,
were achieved, with exCepuion of the institutionalization of PPMU.:

This {nstitutionalization "was recognized to be unobtainable at aniﬂ»"'

early stage and it was set aside, with the concurrence of a%l
parties, to enable efforts to con ce?trate on eqtabi shxng
credible BALAD pressnce in the M&kr&n S L

Feasible in spite of the fact that “achievement to date has. beenf j ‘
somewhat ad hoo and arbitrary, and it should be v*aweg 8BS a fxrst“ o
stage in = much more qubstant?vn dayslopmant effcrt [

At the end of 1887, USAID CGnﬁdbtPO its first interim ev&!uation offffz”

Bﬁiﬁﬁ( 'fte main ronr‘uq ons wers that:

"Tha' GOB is unable fo‘prober?y-staff'the PPMUY in Turbat o

snd  the tack of GOB | counterparts is  making -

. institutionalization impossible. ... The fate of the PPMU
will be decided by Q0B; and that USAID should do Tittle
more than wait and see what emerges. In the meantime,

2 Beve1opment Alternatives, Inc., op. cit., p. 3.

} pavid Jones, BALAD Interim Progress Report *.CO?_Baﬁidj“'

Jones Final Report, BALAD Repart, March 198% p .

‘ 1pid.



the procsss estabiished which has the L8B! TA Team playing
8 lead role in terms of design and impiementation, with
the PPMU serving as a2 liaison and PC-1 processing office,
should continue. '

"After a shaky start, the LB! TA team seams to have.
overcome most of its management problems and enjoys a
good working relationship with the PPMU and district .
~administration. Their %xperience, however, has been
‘costly in terms.of time,™ '

tts concluding comment was that "The mecst important intervention dsi

\\\\\

&till basie infrastructure such =2z the Beia~ﬂwaf8n-Tuﬁhat rosd .

which is central to any follow-on activity.”’

At the end of 1888, the Project would have been'terminated'at;thé;jy
end of tha original LB!I contract pariod except for intercession of
the Chief Minister of Balochistan with the u.g. tmbasgador.
Agreements for the GOR to staff PPMU positions resulted in sn.

extension of the Project through September 1990

Central to the extension was a sghift in emphasis from . -
infrastructure construction to agriculture production and rural o
development planning.  This coincidsd with USAID transferring. -
managament from the Office of Enginsering to. the Agricultural and .

Rura! Development Division (ARD). "This change msant imone

‘coerdination from Islamabad and refocusing activities to conform
more closely to USAID s development strategy. The integration of
“"lagging areas"” of the country into the natiional ‘economic.

-mainstream remained an overall objective, but with greatsr emphasis

on popular participation, involvement of the private sehtbﬁfaﬁd;T;'
women in developmant, and on raising human resources'and'ménagemethf:[
cepacity to a level where all ares develonment projects will he o =

planned and managed by local and provincial authorities.”' -

D.  PHASE 11 : TRANSITION (April 1889 - September 1890) - .

The LB!! contract was extandad through September 1890 Pahtfc?}a}ff5i
emphasis was placed on agricultural development and instiiutianaﬁ  s

development .

s TVT Associates, Interim Evaluation of the Baluchist&ﬁ;ﬁfaéf"-
Devalopment Project, December 1987, o

 Ibid,
? Development Alternatives, Inc., op. cit., p. 3.

5



- management; and tha Agronomi

This Phase of the Project
e

-The constructwon of the Bela-Turbat road was quwt off of the BALADf

Project and became the Balochistan Road Project: New scnoo}
construction activities were dropped from the BALAD 1list
activities as USAID was implementing a large Primary Educat;on’
Project (PEP) in Balochistan. - o -

Td'acéomp1€sh the hew Project objectives, this Transition Pbase.V'
- began with changes in the Technical Assistance Team. The.Water '

Engineer and Construction anwneer were not replaced wkeh-thewr
cont"act=-expwr ed; the Chief of Party was replaced by a waler
engineer;: the Road Enginear

*
replaced by one with a str
st

“JF ‘lﬂ

on
position was finally :ta‘*ed
wa nar
ri b

o

8 new orientation, as ¢

“Wew projects still were under Construction_butahewuf
projects were  not possibie since there was no_méney*
~available. In August 198%, money was allotted to PiL-8
to  cover committed projects plus & few small water.
projects just awaiting funding. ' ' L
"...Adequate money became available in February 7380 to
beazn [the process of approval for new projects in all.
sertorsl : ' |

"This {period} can best be summarized as one covering a

transition period between two differsnt ‘types .of

projects. The earlier, infrastructure cowstruct1on-.,.j

essentially ended in February 198% although it took .six

months ... to complete the construction projects. :The

new pro;ecb Twas] still groping for balance between its
planning ‘orientaticn, social objectives, _and [thel
" necessity  for some physxca?~accomp?i$hment‘"8 ' o

In mid-199%0, USAID decided to extend the Project'throughiaecembéb_-l
1891 with an option to <ontinue it an additional nine months

through September 1982. . This decision was followed up by 'a second
interim evaluation conducted in September *230. The Evaluation’

" Team concluded that:

"after a very slow start under isclated and difficult.

conditions, BALAD has eqvab¥1shed for itself an important.
place in the Makran. hAccomplishments with respect-bof

infrastructure are mixed but generally positive.

! James Schoof, End of Tour Report, 3u1y-l996; p. A-1.

£

a specialist 1In coﬂa*rucbyon, waqu;f
hackground.  in  road: systemsT §



“wWith -régéb&'K o ;fhe'-3nst1tut%onaizzat1on of e ;
act1vztres, the Project has 1ittle to show. Long da!ays
in providing the. leadership and staff to the PPMU lsft_

the evaluation team with serious reservations regardiny;*fji
GOB's commitment to decentralize development planning and =

project monitoring. = USAID efforts to  de-emphasiz
_ 1m9?emeﬁtatiaa-of infrastructure and ‘get tha Project back
onto its original f£rack, while undserstandable, ‘have
tended to undermine the momentum of activity and PPMU

confidence. BALAD is still today a contractor operation T

with PBMU tacked on as an adjunct. Except for‘.;f-"' 

agricultural activities which have been & JOIHt effort by

PPMU and LBi, road and water sector projects were

accomplished largely through the efforts of the LBI: staff{”
“acting 1ndependently - HRE

- "The evaluatzen ‘team decided that despite:jthﬁj";
institutional and bureaucratic obstac?es,.1t would be a
mistake not to press ahsad with efforts to establish a
viable development planning, monitoring and coordtnating,

. mechanism at the Makran divisional level. . ths
~‘potential importance of such a mechanism in achiBVTng;

participatory development planning and admsnlstrattan 1s€'[ﬁ5'""

well. worth the rtsks 1nvo!ved

E. -PMSE" t "! I mma&nso RURAL BEVELQMENI (Septom

kn Seg;ember 1399 8 LBI! contract was =
continuation of &ctivxties through December 1891 with an op

‘to
2

extend it again through September 1382 subject to extension of the -

8

- BALAD "Project Activity Campletion Date. Just1f1cation far th: ffi.

sxtension was presented in the contract amandment

- tn view ef the deve!epment needs of a remote nnd !aggtng“
- -args such as Makran, there 1is a need to continue T
- beyond September 30, 18%0. It is wunfair to expﬁct
neglected and 2aggxng area to sustain institutiocona
strengthening and other development interventions of the
preject without hav1n9 them f}rﬂ!y'est&bl?shed An oréar;
for . the  projsct interventions  to be f!rm?yf”

institutionalized and to ensure their sustainability, ithe . .|
TA assistancs ... similar to that beg?g provzdad undar;f |

 the ex1st1ng contract is requ1rad

3 Development Alternatzves, Inc. op cit. PP x111 —-xlv

p.'C—Zf

a USEID BALAD Technlcal BAssistance Contract, September 1991.f 



Once aga%n changes were. made* o the TA Tamn
was teplaced by =& Chief of ?&rty{??anner,
Engineer was added and’ the_ Road Engineer was taced
speclailst in Road Mawn»enance Hanagement Systems. “_-'”“'”“

‘The overai? Scope of ﬁurk for thzs Phase of. the PrOJect re!ated.fl
mostly to institutionalization of regicnalized planning the
Makran, and to activities which would serve to strengthanipiannig
ﬁapab1§1ties in the line agenc?es working with each o 16
projact’s sectors (PPMU, c&w §rrsgat10n Pab¥1C'Hsa¥th Engineerzngg';_
and Agrtcu¥ture) L

The TA'Team deva?oped g detailed ¥ork Pian, capit&}izingfon}tﬁe
work done to date and =zimed a%f reaching the highest level .
objectives: institutionalization of Project activities within Yine
agencies to insure the sustainability of the work carried out by
the Project. This wOrk Plan was presented to USAID and the GOB atfha'
‘a workshop in Quetta in early January 1881, The work Plan wasuy,
approved by USAID m January 1881, Unfortunately, imp! e'ﬁentat1cvn_
of the %ork Planrn was. adverseXy &ffeﬁted by two events: o

- The expatr1ate consultant team was 1nformed on the same day}fg’
the work plan was sapproved that it was to be evacuated from;a~
Pakistan. It departed on January 8, 1931 and was not allowed

to return until Hay of th&t year. IR L e

Secondly, while the expatrxatv team was not in country;"

imposition of the Pressler Amsndment forced the Mission to cut
the project back dramatvca%!y, reduc1n9 the level of effOﬁtgfg-
“and fundxng while informing the contractor it ‘would. not
exarc1se the opttonai nine month extension

“The TA Team made efforts to wnplement tha ﬁor%g?!an but
" limited success due to ths communications problems assoc
‘managing activities from half way arcund the wonld. The f
Team carried out wuseful activities in New uersey,; ;
studies, concept papers and working documents. Tha H?ssiﬁn‘
m&ant1me, orﬁered physical work stoppad in tha fze!d, o

in. May 1“9? half of the Expatr1a€e TA Team was allowed t
- to Pakﬁst&n, the two engineering positions being terminated. !
the return of the COF and Agronomist, the TA Team deve?oped A
"truncated Work Plan” covering activities to be carried out through.
the end of the year and presentzng a 3c%edﬁ1e of ciosp out actsv1t¥'
and staff dﬁmob1l1zat1on.# S : e A TR e

Spec1f1c act1v7ties-cGrrzed Gver from. the - June 13“9 work P?aﬁ,lii
included development of an organizational framswork for planning in
the Makran, an inventory of all karezes and wells in the Division,
preparation of traffic counts and a road conditions surveys on all



qumarY &oads of the aréa, an a?éétro-résistivéty survey of egadab
District, remedial works on roads and water structures, on-farm
_ﬁamonstrations and twe agricultural marketing studies. »

‘New activities included development of the Regional Plan for
Coastal Makran, studies of fisheries and tourism potential along
the Makran coast, initiation of two local contribution water .
deve lopment pro;ects, and preparation of. Purpose tevel Honitoringhjﬁ'

%nd%cators

Close out activities included phasing out staff, hahd{ng_ove} ‘ ﬁ

property to the Government of Balochistan, ensuhing]}projectﬁ

documentation was complete and in order, -and 'prep&raﬁioﬁ-_offj}g

individual and project close-out reports.

F. SUMMARY

Figure 1 s a map of the Makran Division showing BALAD'ac?i#itiﬁ?ifﬂg
in roads, water, agriculture and Special Development Activities. - =



FIGURE 1. BALAD ACTIVITIES IN THE MAKR
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CHAPTER 1§

PROJECT ACCOMPL ISHKENTS

0f the $ 33.5 million obligated for BALAD, the tion's sha
been spent on infrastructure, including the rehabititati
maintenance of over 1,500 kitomseters of road, and the construc 3
of the Kech River Bridge, 52 primary schools, and 185 irrigation - = -
water projects. At a much lower cost, the Project implemented its:

>

agricultural, planning, and institutional support activitﬁesg_._g;_;?’

Because of the initia} need to establish BALAD's credibility, BALAD =
- concentrated in the early ysars on visible construction projects,
shifting the balance back in the 1last two years (1980 - 1881) ..
toward pon-infrastructure items, especially planning and its
institutionalization. The Project has successfully delivered an - '
~ impressive quantity and quality of outputs -in & remote desert -
- region. in the process, the attitudes of Makranis toward American-..
assisted development has become more positive. DR S RATER RS

Project accomplishments are broken down by the five Projsct -
components. For sach component, accomplishments are summar ized and -
a table presented showing progress over the 1ife of the Project .
measured according te purpose and output lavel indicators. ‘These
tables are followsd by a graphical representation of major outputs
for each component except Planning.. B

'A.  ROADS -

1) ~ Road Maintenance

. - I T BT R IR
During ths 1ife of the project, BALAD performed . improved road
maintenance on .15T5 kilometers of Makran roads.  The targst .
established‘in the Project Paper was 800 kilometers. N

'2)  Road Rehabilitation

Stage 1 reshabilitation (basic improvement) was c&rrféd*cuéfbn,33@}: '
kilometers of rocadway. Stage 2 Rehabilitation (improvemant to 'a -
"higher standard) was carried out on 8§38 kilometers of roads. - 1

The target for road rshabilitation presented in the'Proje¢t,P;péfé
was 600 kilomsters. o ' _ e

3) COhSthCtion.Of Drainage Structures

The ProjéCt constructed 5% dr&inasé structufes. These strﬁbtﬁéeé
‘consisted of low water crossings, culverts and siphons. The target:
established in the LBII contract was 30 drainage structures. -~

i1



£)1  Road_Shih§¥ing and Paving

»'Shing¥ing*' 29 kilometers of roads, 1nc3ud1ng over
f1ve kilometers of vx!?age roadq were shzng?ed ;

- Paving: The Droaec* paved ftve stretches of Turbat13 :
:own!bazaar roads. - .

5) Road-Construciimn“ 

The Project constructed and paved the link road connescting Eﬁe'maxﬁ" :
Turbat Town/Bacaar road with the approach rnad tc the Kech R1ver_:;j-
BRridge. . | | | sl

€) Rcad Realignment

" The FProject made major improvements in  the a¥1gnment of twoff; 
sections of roads at the Talar Gap. The northern approach ‘was o
shifted to higher ground, the Talar Gap roadway was widened, 'and fij:
~improvements . in drainage, and horizontal. and vertxca? &?zgﬁnent§~_ o
were made. ' ' N

7Yy Emergency Répairé'to'thé Kéch'Rivér'Bridge

BALAD rapid¥y mobilized the resourcas of the Commqucatwons and‘ P
Works Department (C8W) to makse emergency repairs to the Kech River =
Bridge after it sustained flood damage in February 1991, Repairs’ :
inciuded channelizing the r:werbed to arevent‘backwash dmvac1ng th
ﬁarthen work of the br1ng _ _ L

8) !nstxtuttona! Strengthen1n9 of the Communzcationé and{ﬂ;}
Works Department ; _ , : -

The: Prosec\ pFOVTdﬂd training to 416 caw workers in machﬁnery
'operatwon and maintenance. - T . .

- .

The Progect procu.Pd Pqu?pment for the C&W Departmant va}ued atﬂ?ﬂj“
over $2.8 million, including dozers, water trucks, backhoes, mobx%ah;fg¢
shops, dumptrucks, loaders, ro??ers, trailers, cowpa»tors, a crane,j"f
workshop %tools and qurvnyzng ‘and drafting equ:pﬁent !t aTso N
arranged for equ1pment repaxrs north over $300 000.. ' ey

improved methodoiogles were 1ntroduced in C&W throuéh:ffh@f[]ﬁ:
preparation of the following programs and documents: : BRI



é}ﬁ  §Gad C!aséiff¢é£fﬁﬂ Syst§Mt

)

b)- _G&umatric Standards

c) Road Rehab111tatton Concepts and Hethodotogiesg

d} Improved Road_Rehabtlitat}on ﬁon?tgring_Syytgma;
.e)_'fKi!ometar_Post:Systam i
f) Road Condition Rating system!
a) Traffic Count System5

h) Egquipment Preventive Msintenance Program

 9) Force Acceunt System of Funding

Through the Pro;ect USAiD established a cost effective, flax!b!erf;f 

and time-saving force account system with the C&W department

through Pii-14. This resulted in a steady reimbursement of fundsTJ,:_
which 1nsured t:mely progress of road rehabtl!tatien actlvstfea,§w'ﬁ*

10) Private Sector Strangthenwng S
‘The Project :ncraased the skills of pirivate sector contractors byf :
requiring them to perform to higher standards than have. been
previously requzred . Eleven contractors benef1 ed from: ;thtsvg
effort. : s : ' '

Road ﬁegorts

T. McKenzie, Road Reh&btittat}on, Concepts and Mathodoiogy &ALABf‘g}f
Repcrt ‘March 13830 : 7 . e

- Louis Sergar_%ntaaﬂatidna¥,'fné.,naaom&tkic Stanéafd§ be5§6
- Works, BALAD Report, May 188%0. ' S

| P Louis Berger intérnatioﬁai, Inc., Road C!ﬁésificéfiéﬁffui

“System, SALAb Report May 2336;- S : : DR St 4

5 ! {ouis Bergar £n+efnationé1 {nc., Geometréc Stéﬁdérééﬂfﬁft:f_
Rcad Work, BALAD Heport May ?990 S s

: 3T, HcKenz1e, Road Rehah!ixtﬂt!on Concepts and Mathodo!ogy;ﬁfff
 8ALAD Report March 1930, \ e JLﬁ.k

4 jouis Berger lnternaticnal Inc. Traffic Counts and Roadf:ff
Conditaon Survey, BALAD Report Novenber 1881. :

¥ {bid,

13



Lou%s Bergsr ¥nternationa1 '%nﬁ.;'ROadt:%assi?i¢ét$on-$ystem; BALA
Report Hsy 1980. o o R

1. MCaanzie,_C¥ose Dut Faper; BALAD Rsport, June 1290.

'L°“is-E*“Q*”-‘“te”ﬁét‘oﬁa?;1inc.,’Road Sector_ﬁor&-?rcgram;ﬂsﬁtAag”'"
Report April 1881%, : S S . LR

= Lande, Close eut Papar, BALAD Report May 1993.

'Louxs Bercar 3nte,natxora¥ tne. Traffic Counts and Rosd: Condztwoni;fﬂf
Survey, BALAE Report, Nevember i881. RS
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B. WATER

1D - Karez and Korjo Emprovements

Twanty three kare?es &nd kor;os were 1mproved through

construction of infiltration galleries, instailation of, p1pas m; jf 

karez tunnels underneath nullahs, etten51on of karezes, deap
- channel! lining and construction of ﬂQu&dUCfS over nu?!ah E
C"OS@?ESS . s

' 2) _fKarez W&tercours& improvements

Forty ?oqr watercourses in the Makran were 1mp?0vad by 11n-n9 R
channels and installd ing s:phon and pipe aqueducts at nu! ah_“,_v

C‘FOQS?HG

- 3) Karez Mether %aﬁ] D"?Il1ﬂ9

'Dr1321ng of 95 karez mbther we!!s to tap deseper artesran aqutfers-:.

was carried cut by the Project. Borzngs ware done by both handf,
and mechanical 1mpact boring. .

_4) De%ay Actxan &&ms/Chec“ Dams

The Pro;act canst’ucted 18 delay ac t1on dams, 1ntrcduc1ng
improved enginesring and construction tecﬁﬂ}ques The
construction techniques included gabion, earthwork .an
: combanatzon gabvon/earthwork methods. S

5} F1oddwatef Divaersion Sams

A gabton f?oodwatar dtversxon dam was construcbed to dzv&rt f!ocdf

water runoff into a korjo. = . - S T e )

'6) szedwater 8unééﬁg/Laha Le?e?ing"

The Project deve!nped an area of 50 scres whare fiood uater R
runoff would be slowsd down and spread out cver a 1arge irea

through the construct1on of a $5P1&5 of bunds and assoc%ated 1and"h¥f

1eve¥7ng

- 7) : ¥nhov&tive-Design-CGncepts — N ;-“_f?f_h S

A number of improved and innovative design and deswgn concepts Sl

T wWere 1ntroduced by the Project. These included a new concept fcf
delay action ~dams, improved channel lining techniques, gab1on

. construct ion techn1ques, the 1nf11tratlon gallery concept use of

.L..
=)



'fnvartad sxphons at nu11ah cross1ngs ahd the 1dea of us1ng'
enginesred bunds and land 1eve¥1ng 1n & system of spre&ding
.runaff water ever Targe araase. : . _

8). Prtvate Sector Strangthenins

Construction contractors® cap&b111tfas were. increased through
- Project activities. Ovarsight by BaLAD ‘construction supsrvisor
helped the contractors gain skills and learn improved techniques
‘of construction., They were required to carry out work at a
higher standard than previously necessary.  Twenty- eight
contrac%era'were assisted by the water sector's programs,

_ Q) ' Strengthsn1ﬁg irrxgat?on Gepartmeﬂt
The Pro;ect strengthened the §rr¥gaticn Gapartment through :§3l‘ff'€ff:

" repairing. its equ:pment ‘and trsznvng two of the?r engtneers in
éesisn - .

10) ﬁater Management Advisery Commxttee

- BALAD craated &nd Froposed the concept of a water Hanagement S
Advisory Committse® in the Makran to address the urgent need to'” ST
control exploitation of the limited groundwater resources of :the . '+

'regron in ¥1ght of the: explos¢ve growth of weI! 1rr1gat10n jggf*'

'11) E!ectro res1st1v1ty Study

The Projsct arranged for an e?sctra res1stzv1ty survey of the
~ Gwadar District. This survey will idantify the areas in the
district which show the greatest potent1a! For 31gn4ficﬁnt a
ﬂmuch neaded groundwater deve!opment :

12) Loca? Coa»rxbut1on Pro;ects"

in the wa*er sa»tor BALAD carr%ed out’ 1ts first proaects o
reqguiring Sign?flc&n* benp’1c1ary contr1but10n in COﬂStPUCb10n‘
-prcjecbsf Tbase were. the 1mprovements to Basol and S&rchupi :

kareszaes. : ,

. LI Boggs, Concept Paper_for the Formation of a ﬁater?”iff_jf
Fan&gement Adwisary Commtttee, ‘BALAD Report, March 1°91- P T

R N O Brewer. BALAD Local Contr1but10n ProaectSf 
%mp¥ications for Part1c1p&tory Lscal ﬁeve?opment Efforts, BALAD
Report October 1891, : B
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',October 1891,

13) 'Hir&ni Dam Reﬁort

The San!or Water Eng1neer carrisd out a study of the impact of

the proposed Mirani Dam, offering an alternative concept of a d&m ¢ 

in tha Dasht Area.

Water Sector Reports

D, QougTass, Phase 1 Water Sector Report, BALAD Repbrt,jﬁebruaéy' fﬁ
1987. : . _ _ o : S

D. Douglass, Interim Water Activities Report, BALAD Repérﬁf
January 1388, : ' : _ K -

~ D. Douglass, Karezes of Makran, BALAD Report, Jahuary 1989,

B. Doug?ass, watsr Ssctor Thlrd tnter im Report; BALAD éépért,
February 18839, ' ‘ _ T.-._

M. Yahya Khan, Dasht Dam Pro;ect {Pre!xm?nary Report), BALAD 5"“
Report, Novomber ?989 L

M. Yahya Khan; Honttoriﬁg of Recharge Dam BALAD Pro;ect
Balochistan, BALAD Repcrt June 1880. -

J. Schoof and M. Yahyu Khan Water Resources Devefcpment-andslts.-¥ :
Hanagament in Ar?d Zonas, BALAD Report - June 1390 el ;

D. Boggs Concept Paper for the Formation of a Watar Man@gemsnt3 :f3
: Adv&sory Cormittse, BALAD Report, March 1391 _ R AL

D. Bogcs, End of Tour Qaport for the. ﬁater Resourcas ﬂanagament“ffaff
Advtsor, BALAG Report, ‘May 1891%. : - .

™. .Y&hya Khar and D. M. Bradbury, Karez and Weli tnvehtéryi§figh§“f ¢é
Ma kran, RALAD Report, October 1897. : RS B s

J.D. arewer BALAD bLocal Cantr!butlan ?FOlﬁctS' Emp¥1cqt19ns for:'n;'

Partrc1p&tory tocal ﬁeveiomwant Efforts Bat AD Raport

o8 M. Yahya Khan, Dasht Dam PrO:BCt (Prel:m1nary Raport),_‘
BALAD peport Novembar 1989 , : P
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WATER SECTOR COMSTRUCTION WORKS -
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S C. AGRI CUL TURE
1) - on Farm Demonstrat%on&

The expatrxate Agronomist and PPWU Ch1ef cf Section Agr?CUiture,__
. with the help of two agricultural assistants, planned, organzzed
and carried out 153 on-farm demonstrations at widespread =~ .. = -
locations throughout Turbat and. panjgur districts. Attempts were
made to involve the Department of Agr1cu?ture to the fui?est
extent posswb}e

zhese demonstrataons inciuded:

- The introduction of improved varieties of wheat, -

' barley, sorghum, alfalfa, oilseeds, melons, cucurb1ts,

tomato, okra, capqicum, radish, broccoli, cabbage, '
caulif!ower, onwons sp%nach and broadbean.

s improved or. 1nnovat1ve cu!turai practtces, 1nclud$ng

: ‘proper plant spacing, introduction of raised bed o

cultivation for vegetables, use of ferttiazers and R
prOper pest wanagement : S

- Water-management and irrigation techniques centered '
‘around furrow and furrow basin irrigation. Also
demonstrated soil-plant-water relationships in date
palm cu?ture. S

= Introduced appropriate mechanization at two Tevsls._fhe3_.f*

use of Kubota powertiller/hand tractors in oasis areas

.where the location of the plot in the oasis or the s1ze*
of the plot made operation of regular tractors = 7
impossible, and the use of hand pushed qeedars in
'vegetable planting.

- Demonstrated the positive sffect of chsm1ca¥ nxtroge
_fert11tzer on date pa?m. :

2) Farmer Train1ng

. Bntween March 1989 ané Becewber ?991 the Project provided 584
-iearnermdays of farmer training. The majority of this trainsng L
was done on a one-to-cne basis, with farmers during the course. cf-
tha on-farm demonstrations. Other training occurred through . .
farmer field days, farmer study tours and more formalized one-day
tra?n1ng sessions focused on specific topics such as date palm '
pci?en%zatfon and grape vine pruning. - :

- 22



3)  Project Studies

- Marketing Studies: The Projact undartook two major'
agricultural marketing studies; ons on the marketing of S
Makran dates’ and one assessing the p?tentiainor-marketingh-
fruit grown in the Panigur District.! S F S AR

~ Other studiesz The Prcoject also cgnduqteﬁqafsgﬁﬁyg%g: R
_-_rasuiting'jn-a_Frogram for-improving.dste'p&?m'cultiv&tion;;[
~and processing.'l - : ' : - e

4)  Strengthening Agricultural Extension and 0n~Férm-Wat§?;:“f
Management Departmants ' ' - PR TR

T Staff Training: One hundred and twenty"five.ieaﬁher dayg”"
of staff training were provided by the Project through on- .
farm demonstrations, specific subject training and study @
tours. - ' _ L

- Commodity3procgrement:_ The Projéct provided ﬁeaazy_
- $40,000 worth of equipment to the departments. including

~ power. tillers, vehicles, survey equipment, spravers,
p?anter,'hand_tools and reference books, T

5)  Private Sector Strengthening
- Date Processing: ‘Ths Project provided technical sﬁﬁpértjj  g
andﬁtrasning.to the Shah and Sons Date Processing Factory in -~
Turbat.? : - LT T e

- The Project also provided advice to a sacond date

processing factory currently under constructﬁon:in'T&rbat;fi o

it facilitated the hiring pf private ssctor consulting
services by the owner. : : ! o o

' M.M. frani and F.G Masson, Marketing Makran Datés,VBALAbf
Report, October 18971. ' . : . R S

- ™ K.A. siddiqi and F.G. Masson, Fruit Marketing Potential of
Panjgur District,iﬁgLAD Report, November 1991, A IR

" Zidan-E-Abdel-A1, A Program for !hprdvement ofinkteﬂﬁai%u-”z

Cultivation and Processing in Makran Division, BALAD Report, }_,yﬁf
March 1880, ' ' : : ' SR

1" M.M. irani, Report on the Date Processing Factoryg Turbat;31ﬂ'{

,BALAD‘Report, January 1980.

[
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- Agricultural Supply Store: The Pro;ect encouraged tha
"establishment and supported the operation of s local '
agricultural supply store in Turbat. The Proja¢t encouraged-_'
Karachi-based agrxcu?tural chemical companies to estab?tsh '
~distribution channels in the Makran, facilitating '
.d1atr1button agreements with the Turbat aQPTCulturQF supp!y'
-store. : :

- Agricultural Credit: Although no formal'studies were
made, BALAD examined the availability of agricultural credit
in the Makran, and the extesnt to which it was used by '
farmers. '

‘= The Project wo“ked towards . eqtab11sh1ng a farmer's
agricultural machinery cooperative in Bal Nigor f1n&nced
through commercial lcans from a local bank.

&) Karez and Wall Inventory

The Agronomist and the Senior Water Engineer prepared a

comprahensive 1n¥enbory of 81l Karezes and Wells in the Makran as,f
of October 1891, '

B, Yahya Khan and D.M. Bradbury, Karez and Well !nventofy
~of the Makran, BALAD report, November 1891, : e
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7) 'Enstitutiona?'COOPdination

The BALAD agricultural activities involved and coord?nated withfoT“

the fol¥ow1ng institutions:.

ENSTITUTION

ACTIVITIES .

Sovarmnant of zalochistan

ﬁgr1culLu*ai Extension Office,
surbat

On Farm !)tsn'nm*s'st_r'at*ic:ns\i
Farmer Training

On Farm Water Managsient

On Farm Demonstrations

.Agricu?tura¥.Reéearch
institute (AR!), Sariab

i Farming Systems Research

On_ Farm Demonstrations
Farmer Training :

wWheat Variety Screen1n9

Arid Zone Research tnstitute

{AZR!), Quetta

On Farm Demonstrations§ 
L1vestock/An1mal Haalth

'Fru1t De»e!opment Board,
Quetta

Fruit Marketing ’; [ _ ;
on Farm Demonstrat:ons ?

tnternational Organizetions

international Center for
Agriculture Ressarc¢h in Dry
Areas (I1CARDA)

Broad Béan'VarigtyUSC;eéhing f;

_QSA!D—Funded'Programs

Technology (MART)

Managing Agricultural Ressarch

Women in Devsfopnent Activxty
Farming Systems Research .-, -L*

“Tribal Areas Dave?opmant

on Farm Demdnsfration Program 

Projact (TADP)

Genesvys

Women in Developmant Acgivityxf
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Ar1yg¥tgr§! gﬁb¥3g§ ions

M.M. lrani Report on the Date Processing Factory Turbat BALAD
Report, January 1980. S

Z1dan-£ Abdel Al, A. Prog.am for improvement of Date Palm :
Cultivation and Processihg in Makran Division, BALAD Report and

" ¥ideo T&pe, March 1990._

.MfH. trani and F.G. Masson, Marketing of Makran Dates, BALAD

Report, October 1981,

. M. Yahya Khan and D.M. Bradbury, Xarez and Well inventory of the
gHakran;'BALAD Report, October 1991. . el

K.A. Sidd;q1 and F.G. Masson, Fruit Marketing Potential of

Panigur D1str1ct BALAD Report, November 1891,

'D.M. Bradbury, End of Tour Report, BALAD Report, December _1991{;. |
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D. SPECIAL DEVELOPMENT ACTIVITIES

Set up tc allow rapid response to the. felt needs of the area, . -
 Special Development Activities (SDA) concentrated on small T
~construction projects not included in the other BALAD sectoral i
programs. - : ; IR

1}  School Cdnstruction

~ Boy's Schoals: The Project constructed 36 boy'séschooi$€1;' 
in all of the districts of the Makran. S P (S

- Girl's Schools: Sixtsen girl's schools were consiructedf,iffi
by the Project. N : : S ,

2) Héternity'ﬁome

. The Project constructed one Maternity Health Center in tﬁéftﬁwné
~of Panjgur. ' ' : N S L

3) PrivatéjSactor Strengthening

Private contractors' capabilities in.consihuCtion!teéhniﬁuésmand __"
management were improved through the oversight of the R O
censtruction supervisors of RALAD. Twenty-two contractors

bensfited from participation in the BALAD SDA activities. -
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E. PLAH&EHG

The acLomp11shments in p}&nn1ng are summar;zed under tha headings
of Planning Studies and !nstztuttonulzzation of Plunning : '

'1) P?anning Studies

BALAD produced thirtesn reports re%ated to plann:ng, whachvare
listed at Fhe end of this section. The Socio~Economic Survey of -
the Makran'® and the Dasht Area Plan' provide nseyaé data aﬁd

‘analysis. in the Regional Plan for Coastal Makran' the
_Economic Base Analysis methodology was applied to the Gwadar
~District and development rgcemmendations made. The two BAEAD

work Plans! (December 1890 and June 1391) illustrate the use of
-_planﬁxng techniques in Project management, including "objective
trees” and resource-constrained schedu}1ng Other reports
provide assistance for plannt ing interventions in particular
sectors: and for the 1nst1tut10na!1;at1on of regional p}anntng

2) : %nstitutiona!ization of Planning

BALAD has strangthened the Government of Balorhrstan P?anning and
Pevelopmant Department (P & D) at the provincial and division
levels and examined how reg1onaT planning can be hetter

1nst1tut1ona31zed at the uTV!SlOn 1eve1

of part1cular importance were the BALﬁD P!anﬁwhg in'H&kEaﬂ." 3“%_;;{ﬂ

studies of Cctober and December 1891. These studies explain.
how planning can be institutionalized at the level of the Makran
within the context of the existing P & D structure.  The.

recomnendations of the studies were pressnted at the BALAD¢
Planning Conference in Quetta on Cctober, 8, 1881. The - L
-ponferenuv, attended by Government of Baio»hwatqn Off!C?aaS and
others, endorsed the recommenﬁaticns‘ P

"W N Buzdar, Socio-Economic 'Survey of "the Makfan
Report, 1587. B B | |
BN

R, Ba}och Dasht Areé Plan, 'BAiAD.Report June ESSQ,

a

A Bunce Reaiona] Plan for Coastal Makran, ﬁALAD Report
December ?991 . _ . .

.” Balochistan Area Development Project Work Plan, December

1950; Balochistan Area Development June 30 Work Plan, June'ﬁSS}._*

¥ ¢. sweet and M.Y. Bajwa, Planning in'ﬁakrén - Discussion

Paper, BALAD Report, October 18871; Planning in Makran, A Study of
the Policy, Institutional and Process Requzrcments of cffactive
"Decision Making, Dscember 1881, P
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' . Report, July 1890,

T F?qnnrng and Deve!onment Deeartment BALAD ass1sted
P & D in Quetta through technical assistance and on-the= sob

_training in computerized information systems, and through

; procu"ement of computer hardware and software

L Progect P%anﬁxna and Haragement unit (pPPMU)} 1n"Tufbat: _
Training in planning was provided to the Project P}ann1ng
and Hon1tor1ng Unit, a BALAG related arm of P & D :

—'Computer hardware and eoftware ware supp?xed tn the PPMU

.fPKanning Pub¥ications

8 Shﬁ ey, P!annlng and Deve109nent Department’ P¥ann1ﬂg Syqtems
' Ana?y51s, BALAD Report, Auuu%t 1886. S

'S. Shepley, Regional hork Plan Status and Recommendatlons SRLAOf e
Renort. Qpntamher 1986. ST

N Euzdar Socio- Ecanomtc Survey of the Makran, SAﬁAD'Report;' ”~f"““
'August ?38? ' YT e

S Virgil Harranqton Report by Ehternatwana? Compﬁﬁer cbnSuffaht
for Work Done at Pfann1ng and Development Bep&rtment ‘BALAD -
_nphort September 1387

'.R. Ba?nch D&sht Area P!an, BALAD Report, June 1890.
5. Sw!cOx and G. Lane, Private'Sector.lnvestment-climaﬁé,;BALﬁD 3  ’1ﬁifQ

Louis Berger.internét{onal,'inc4 Balochistan Area Deve?opment
Project %Work Planm, BALAD Report, December 1330.

..’.

_L'iiqlaprapr 1mterhationa¥ Enca Ba?echistan Areé_ﬂevelépmen§ ”5'
Pro;ect June 3¢ workp?an BALAD Peport June 1991 B T

RN Coopﬁr- A Pre¥1m1nary Rev1pw of F1sher1es Potent1a1 off the B
Balochistan Coast, BALAD Reporf July 1991, ° .

;.J. Wetsa =n#'R Ba:och Gpportun1twes for Tcurtsm in Ba?ochtstan' "
P;e?3m1nary Raview, BALAD Report, August 1981, :

S O Sweet N Bagwa, Pi&nn?ng in M&kraﬂ - D?scuss1on Paper,
" BALAD Rppnrt Octﬁbpr 18921, :

C. Sweet and M.Y. Bajwa, Planning in H&kran, A.Stﬁdy df'the._};:ff-fﬁ”7'”
. ?oiicy,_!nst1tut1onal and Process Reqguirements of Effect1ve
Decision Haktng, BALAD Report, December 1881, :

T D Bunce aﬂd R. Baioch Regional P?an for uoastai ﬁakran BgLAD;-,;hlif*
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CHAPTER 111

ASSESSHMENT

A. SECTORAL COMPONENTS

1. ROADS.

a. Ana!ysis

Roads improvements have provided significant henefits to the paople; '

of  the Makran. Travel times have decreased between. . major .
popuiation centers. The roads are not as rough, presumably
resulting in lower cperations - and maintenance costs for o
transporters. Many benefits are suspected but have not beaniﬁ:

measured, such as increased availability of products at lower cost;f;'f =l
‘Since improvement of the Turbat/Gwadar road, regutlar bus service |

has commenced where none had existed hefore. Fresh produce from -
Panjgur is more readily available and fresh fish from the coast is |

now sold year around in the Turbat market. The ihcrease;in;thaffi¢;ff
flow on the reoads, as recorded in the BA%AD'report'on trafficj_;

counts and road conditions of the Makran', has been dramat ic.

while it 1is not possible to measure the extent the road ?ﬁ 

improvements have contributed to this, the Ta Team is’ canfidéntT
BALAD has had a substantial impact. RTINS

'1) Desxgn of the Roads Component

The poor condition of the ”0ad netwcrk in the Makran has
heen viewed as one of the major constraints to development.

some 3,000 kilometers of roads, less than 100 kilomsters wer&ﬁff

raved, and most of them lacked drainage structures. .For the.most
part, roads consisted of single tracks which had their lnceptzen rn
the days of camel traffic. ; :

The Project Pqper envisioned that the upgrading and ma1ntenance of:?,f
important roads would tie the area more closefy to the rest of the']"
country, increase the flow of goods and services, and st!mu!ate,j_

economic growth.

The LBI| contract included specific requirements in regard to the . =

rcédznetwork of the Makran. The contract outlined the fol}ow1ng
works to he accomplished in the Road Sector: !

Vi enis Berger internaticnal, inc., Traff1c Counts and Road ;;”}

Condition Survey, BALAD Report, Decemher 1831.
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Road;M&intenance . _. 300 ki?ometeré
Road Rehabilitation - 600 kilometers
" Drainage Structures 30 kilometers

Associated with all of these works, the Project was to work throuéﬁf*

the  PPMU to strengthen and improve the road maintenance .

‘capabilities of C&W, and to provide training in design,
construction practices, quality control, planning &nd.maintenahce
of roads, and maintenance and operation of equipment. in addition,
PPMU was to assist in prioritizing the work and scheduling
systematic approaches to road upgrading and maintenance.

The success of these efforts required that the Government of.
Baloechistan create a PPMU with full powers to plan and implement
project activities from the Turbat headquarters of Makran Division.
The lack of commitment on the part of the GOB to staff the PPMU and
delegate the nacessary authority was demonstrated throughout the
l1ife of the Project by its failure to staff key positions,
.1nc!ud%ng that of the PPMU Road Engineer, ' -

Pressures to construct visible physical works prompted changes'
early . in the Project. " institutionatization actwvxtwes were_
generally placed on the back burner, as the LBI! TA Team had to
~ design, implement and monitor almost all of the projects under-

BALAD. : _ oo

Beginning with the Transition Phase of the Project in 188%, and
continuing through the end of the LBI{ contract, efforts were re-
directed towards achieving the institutional uoals which had not

been realized. The design of this component overestimated the:
commitment and ability of the GCB tc effect the bureaucratic
~changes assumed in the Project Paper. ' A

'2) . Road Rehabilitation

a) Stage ! Rehabilitation

~ There was a need for quick action and visible progress in upgrading
roads in the Makran. -~ Aware of the limited amount of equipment

available with C&W, and the low skill levels of C&W staff, the

Project implemented a program of rehabilitation consisting Ofﬁ'
simple motorgrading of the road surface, :mooth1ng the surface,
widening the road to two lanes, and making minor adjustments to the

~vertical and horizontal -alignment. . The average speeds poqs1b1ej=:_
over these roads after the improvements were in the range of 20 to

30 km per hour. Ths average speed and general road cond7t1onq werp’
_-much 1ﬁpr0ved and served the immediate need. :



b) .'Sé;ge-!t'aehabilitatibn

During the latter part'of 1983, USAID and the TA Team sawiézﬁéed*

for a change in direction of the Project. The Project's initial:
objectives had been served to a degree, but certain other aspects
of the Project had not been accomplished., In the road sector, it

@ need was felt to establish acceptah}e geometric and other road:

features to provide the foundation for a road network that wou%dg-m

meet the future development neads of the Makran.

& decision was made to redefine road rehabilitation. :,BALADZJ

developed imprcved geometric standards which assumed speed designs: ¢
up  toe 100 kilometers per hour.t These standsrds provided - .~

reasonable speed designs for given terrain and conditicns. |

Concepts were developed concerning typical sections, travel Iahe;J 

widths, shouider width, road elsv§timns. poSitive'drainage_andjk
vertical and horizontal alignments. . L Sl

'The redefinition of road rehabilitation, designated as Sthgeili

rehabilitation, was & major change. L USAID agreed’ with thej_ f~-

principles involved  and sanctioned their implementation.

Additional equipment was procured and additional training@of C&WffV'

staff was carried out.

_OQeraii 'the'progresq of Stage it rehabilitation was Slﬁﬁéfkth&nih;;:

Stage |, given the additional reauirements of machinery and traxned@

personnel. BRAl AD conducted mostly on-the-job training of equipment f,;=?

operators during this program. Fiuel shortages, . eguipment |

breakdowns and slow payment to C8W exaczrhated the situation. With Efi.

the arrival of additional seqguipment and the 1n1t3atxon of
arrangements to advance payments from PPMU funds when ﬁecessary to.

keep work from stopping, these problems were, more or ?ess,_ﬁ

OV Ercome. By the time road rehabilitation activities CWEre.

terminated by tiISAID in 1891, daily progress was_reachjng-accgptab&e T

.?eveis

3) Road Maintenance

' Rééd maintenance operations kegan in 18987 with the 170 km. tuf‘b-ét—_fE

Mand Road. This road, as most in the division, consisted of a |
single-lane depressed track, The improvement pilan for this and
subsequent roads added to the maintenance program. was directed
toward  continuous maintenance, This resuilted in a form of

2 euis Berger - international, tnc., Geometric St&ndards’for_;._-

Road Works, BALAD Report, May 13890.

b T, McKenzie, - Road Rehabll1tat1nn, Concepts and Hethndo]ogy,'ﬁ 
BALAD Report Harrh 1990, .
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- upgrading consisting of widening the track to provide two lanes
._where possiblie and improving the road surface.

The maintenance operation consisted of a fleet of three
motorgraders travelling in tandem, blading and shaping the road bed
in a continuous operation from the point of beginning to the sand
- point. Usually, three to five passes in this fashion completed any
cycle.  Several cycles of this procedurs were applied to most of
the selected roads before this activity was dropped in March 1889
. The decision to stop this work was made because the TA Team and

USAKD felt that C&W must take re¢ponn1b1}1ty for road maxnbenanCF' :? §.~Vw

aftnr the Project ended.

-The.mawnterance carried 0"+ by C&W outside the BALAD sphere of
influence is done on an ad hoc hasis, mostly where rains cause

severs degradation of the road surface. The TA Team began work on

_ de\esoring a comprehensive maintenance management pr ogram for the._
Division, bBut the sarly ftermination of the Road Enginesr's position.
~and curtailment of Road Sector related activities prevented its,

completion. - ' '

4)  Other Construction Activities

a) Drainage Structures

The majority of the drainage structures built by the Project

consisted of low water crossings, constructed of compacted fill
sandwiched between ‘upstream and downstream walls to Yimit  the

erosion of the road surface. The walls were made of stone rubbie]ﬁ

masonry or rock-filled wire baskets called gabions.  Initially the
Project favored the gabion- typazconstruct1on as being the most cost

effective. = However, experience showed the :tcne rubb!e maqonry_.f_'“”""

dQQ*gn to cost about the same.

After11n1t1a3 damage to the roadways within Yow water croqqxngq_
during fioods, RALAD began u31ng reznforced concrete slabs to
prevent lifting. : : : o

- Some béx*cul%erts were constructsd by the Project;.but it was felt
~that  less ' expensive strUCtures wWere necessary. The Prnjebt
~attempted to introduce pipe culverts in the area. One inexpensive

method the Project experimented with was the use of discarded oil .

drums. One such culvert was put in using drums obtained locally.
it functioned well and an outside source of the many drums needed
to expand this type of activity were located. Unfortunately, tax
and duty regulations made ijt impractical to purchase  them.

Reinforced concrete pipe was another method the Project felt wou]d'_
‘be appropriate. No manufacturers in the area, however, had forms
‘large enough to make the pipe, and transportation costs of pipe
made elsewhere were prohibitive. Project activities were -
‘terminated before this problem could be solved. :
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Circuit House and the Turbat Airport.

The construction of all drainage structures was contracted by epMu .

to private sector contractors. BALAD provided the design and
construction supervision for these sub-projects. In general, the:

work was done in a satisfactory manner, but time and cost averruns

were freagquent.

b) | Shing!ing'and Paving

To alleviate some of the social prablems present at the heginning! -
of the Project, BRALAD undertéok paving and shingling of fown .and

viilage roads. Paving took place exclusively in Turbhat, and was
carried nv* in five phasas. 411 five stretches of important town .
roads in Turbat were  asphait paved, and asso~iated drainaize

structures were constriinted.

This activity was extremely well accepted by the iocal population:
and helped to change many of the negative attitudes held ahout the!

Project in Turbat.

As with the construction of drainage structures, thase sub-projects

were contracted by PPMI to private sector contractors.  The:
contractors had to use very small asphalt mix machinery and.

“transport the asphalt from the m1x1ng site to the area being. paved

by donkey cart, which resulted in a lack of unafnrm¥ty cof

application. H0wevar the quality of the work done was of a: hzgher
standard than seen in other areas of the Makran. :

it was recently noted that C&W adopted
BALAD 1in its recent paving of the r

e} 1 ink Road

‘Separate from the LBI! contract but under the umhrel?a of BA%AD
USAID rnn:tru#tpd the Kech River Bridage and associated aaproach-.__ug
roads. There was, however, no link between the end of tHe approach @

many of ?he m@thodq used by‘-
cad between the Government

road - to the bridge and main Turbat town road. The Projesct

Tink. Conqtruftsnn was carried out by the private zsector: uni@r
PPMU contract. :

d)  Realignment of Talar Gap

 The:Rea1ignment of:TaIar Gép was a unique sdb—project'of BﬁtAD?ih__
that it dinvolved a substantial amount of blasting. Only one !
contractor was qualified teo do this work. The contractor’s &

performance was hindered by delays

)
ie)

"underfook construction of a 573 meter paved road completing +hrsf



'e) Emergency Repairs to KeCh'RiVer.Bridge'

in July 1981 BALAD was anPﬁ to undertake emergency repairs-to the_f

- Kech River Bridge, which had heen damaged in a flood the previous

. February. The Mission's Office of Enginsering had encountered R
delays in contracting for the permanent repairs. The necessary .
"survey and design work were immediateily carried out. The work -

consisted of stone work below the secondary bridge. channelization
be1ow the secondary bridge and the five culverts, and repairs to.
ne of the culverts. : S

The PiL-14 force account mechanism was utilized through the PPMU to

use C&W  equipment and nnpratnrs, instead of going thrasgh the - .o 70
lengthier tendering preocess. . :
5) tnstitutionalization within Communications & Works
Department L

institutionalization of rcad works within the C&W has been an ° =
important objective of BalAD. targely put on hoid during the.:. -
infrastructure Phase of the Project, it grew to be a major activity

during the Transition Phase. This activity was thoroughly analyzed -
i” the December 13530 Wwork Plan. ' R o

The Work Plan included an institutional study of a possibl e:PubliCa“

CAuthority which would take over responsibility from C & W for- -"

) se?ected_hrimary roads in the Makran.

At the end of the study period a decision would be requﬁred-

‘that would determine the future of C & W as it now exists. [1n_ﬁ”z':

the Makran]. If ... it is established that the product1vttyrf
and anounbah111ty of € & W cannot be grpatiy improved ‘the -
public authority "Call” would hecome responsible for all.or-a

selected number of primary rvads and perhaps even for ma;ot“k-'

cnns*ru¢t=onfrehah1%1tatzonprngack undertakencnnIewer tevel
roads. . ¢ & W would bhecome responsible for  lower
classification raadq and for actzv1t.es hh1cH are not costiy '
tn perform.” - . . . . . : : '
. The p}anned institutional and financial feasibiiity'study of the
Public Authority. was not carried out hecause of the Pressler
Amendment-related changes to BALAD in early 1891, ' A

During the Transition Phase, BALAD developed and imp¥ement§d'a
rnumber of programs and systems which, 1if adopted and actually:

implemented by C&W, would go a long way towards the goal of

institutionalization. These include:

L BALAD Work Plan, December 18803, p. B-3.°
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Kilometer Post System: The . Project introduced  this =
‘methodology and installed 400 kilometer posts on the Turbat-
Gwadar and Hoshab-Panjgur roads. These will support such @ -
activities as road inventories, maintenance management and
planning. ' : : CooERT e

Road Classification System:5 A system of e.:l_a@:s*i&fyi?ng-'ro_adf'.;.__=
is an integral part of a road work management program.:. BALAD = .
deve?ooed a system and classified all the roads of the Hakran'_7

'as being e1 ther Primary, Secendary or Rur 1 Roads T

Geometric Standards for the Makran:® noncepts. cdncerninb:
typical! sections, travel 1lane width, shoulder -width, road
elevations, positive drainage and horizontal allgnmants were ﬂ'_
developed, presented and adopted by the C&W. Unfortunately, =
we have not yet seen these implemented in CBW' s work outs1de=7.”'
of the BALAD-supervised operations. - R

Road Rphabiiitation Ceoncepts and Methédologies.r Th1s i:;apear"‘i.'.:-=
consolidated and standardized. the methods and procedures for. . .-
the Road Rehabilitation operations of BALAD. - As such, they. ”
are a guide for C8W's future rehabxxitatzon Operat1ons P

-Road Condition Rat1n9 System $ in order to proceed wlth any.{.
road rehabilitation and/or maintenance program, the agency
‘responsible for allacation of resources needs a systemat1c way
of deciding where they are needed mast.  This system crestes =
a methodology and criteria for rating the Cond1t1ons of the

roads. in the Makran., With two exceptions, all’ Prtmary Roads;'
of the Makran were rated using this system. '

Traffic Counts Sur.vey:9 Traffic counts are another necessary_;_ _
piece - of  information needed in pr!or}tlZing Croad
‘rehabhilitation and maintenange operations. The_;Prozectf'_
developed methodolicgies and carried out traffic counts on all,
the Prlmary Roads of the Makran. : o

-
- o

_ ._SI_Louis Berger international, inc., Rcad Classificationfg””
System, BAiAD Report, May 1330, : IR 1

¢ Louis Berger International, inc., Genmetrié;standétds'f0ﬁ ff'
Road Horks, BALAD Report, May 18350, ; S R

. } T._McKenzie Road Rehabll1tatxan Poncepts and Hethodo}ogy,r
BALAD Report, March 1899,

. E Louis Berger International, Inc., Road Conditic_}n an;c! Rat'ihé_'
system and Traffic Counts Survey, BALAD Report, Decemher 1891, o

¥ ihid.
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 5) : Tra1r1ng

BALAD presented on-the- Job training to the C&W crews thrcuchout the

Road Rehabilitation and Maintenance Operations. This training has
resulted in increased productivity and higher quality work heing
done  under BALAD supervision. The training envisioned in the
original contract, to be done through PPMU, did not occur. L

7) Equipmént Procurement and Repair

Lack . of equipment was a major problem faded by BALAD thrbughout'the

1ife of the Project. A considerable amount of machinery Was  

procured at a cost of $ 2.1 miltiion, as shown in Tabhle 5.  This
alleviated the situation somewhat, but. frequent breakdowns were
common, -and cost a the Project 2 lot in terms of money and -
reduction :in outputs.  USAID also paid for equipment repairs at a-
‘cost of over $ 310,000. : : ' e

Aithﬁugh BALAD ectablished forms and procedureq for Daily and.
Pericdic Equipment Preventive and Maintenance, as well as providing
-mobile shops and shop edquipment, the TA Team is concerned that a.
large numher of piesces of this equipment is not being properly’

maintained. Steps must be taken teo protect this subSt&htj&l :
~investment of AID once the TA Team departs, ' : ;

8} Force Account Funding (PEL 14}
gOné'of the most important factors contr1but1ng to the Quccess of

BALAD's Road Sector activities. was the establishment of Force
Account Funding through PIL 14. This established a revolving fund

in C&W whereby BALAD leased egquipment and operators directly from ..

the Department. This provided the Project with a source of
~equipment and staff. Lengthy contracting procedures were avoxdpd-
~and efforts towardq 1nq;1tu+1nna¥1zat10n were facilitated:. :

USAID prevzded equ*pment to C&W and then rented that equ.pment babk.
- for BALAD projects. Total hire charges were $ 932,665, as shown 1nﬁ;

" Table 5. The money returned to C&W for egquipment rental was to go  .3-1'
towards maintenance of that equipment. The TA Team is. concerned :
that adequate maintenance may not be undertaken by C&W.  The .

lengthy process of reimbursement through USAID, GOP, GOB and -

finally to the Makran created problems in daily operations on'many..m'

ocoasions,

9} Private Sector Strengthening
CAs d1~¢uqqed under each of the construction art1v1t1pq (dra1nagp

StruCpurP% paving, link road, realignment of Talar Gap, etc.),
BALAD had considerable interaction with private sector contra”tors
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These contréctors, work1ng under close BALAD superv1s1on, were

required to undertake larger projects than they had in the past;

adopt new technologies and procedures, and maintain a higher
quality of wWOork than had previousiy been required of them. In this

. way, BALAD ~t”en9thened their capab111t1eﬁ to do higher ' quai1tyf:.. |

work

A lxst of the Dr1vate sector contractors who worked on BALAD roadq   =

pro;ects is prov1ded in Sertaon t11.B (Managament,of Conq»ructlon)
"b. tessons Lesrned

1) Road Engineering

ZBALAD_deve?oped improved geomeinic standards which assumed svepﬂ"

designs up to 100 kilometers per hour. Concepts were. dp»eloppd"
" concerning typical =ections, ifravel lane widths, shoulder “width,

road elevations, positive draanage arnd vertical and horizontal -
atignments. ' : ' -

lLow water crossings were designed and constructed using gabion-type

.construction as this was considered most cost effective. However, = = - -
“the stone rubh:e maannry des1gn was discovered to cnqt ‘about the R R
same. - :

The Progect attpmptpd to TﬂtFOdHCP r19e culverts in the area uq1ncf 
inexpensive mathods such as discarded 011 drums. An outside source

of drums was needed to expand this type of 'act1v1tyg.
Unfortunately, tax and duty rpgw?ationq made it impractical to

purchase them. Reinforced concrete. pipe was another wethod the 

-'PrnJ&ct felt would be appropriate.

Geemetric'_kanﬂardq concepts »for typical sections, travel lane

width, -shoulder width, road elevations, positive drainage and g
-horizontal alignments were developed, presented and adopted by the

C&W .

_For a more detawleﬁ d1qcuqq10n of techn1cal lessons Tearned,:thef 
reader is referred to the various BALAD Road Sector reportS' 

mentioned above and design documents for the vartouq qub progects
on f11e in the PPMU ?1brary i

.2)- .Strengtheniﬁg C & W

Creating.Changes:in a government department as large and well-
established as C&W is a very slow and arduous task.  In.spite: of

substantial assistance from USAID for esquipment and training, C&W
performance in the Makran improved little, from a rating of "poer”

EX

to one of "fair”. That rating is a subjective assessment by the TA
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. Team, reflecting, however, years of close assocwatton "ii'appeaﬁé -

that some combination of GOB political will, adminxstrativa
support, and. flnanc1ai and staff capabl%aty ‘was lacking -

Yet for swgn1f1cant sustainable 1mprOchent in the road network of

- the Makran, changes must take place, such as adopt1on of the';
methodolog1e< and procedures deve}oped Dy BALAD ; i

Equ1pmant onerators and supervxsory personnei in C&W. deputed to

read rehahilitation and maintenance operations are mostly under-xf

trained. A significant amount of training has to be built in -to.
any project hoping te raise the guaiity of work carried out by
government service employees. The most effectxve training to c&w

road maintenance and rehabilitation staff is xnparted on- the 30b

C&W. has no organized,  coherent strategy for e\ther .road
reb ahalxtation or maintenance. it is done on a mostly ad- hoc

basis Formal adoption and enforcement of. the concapts,-

mcthndo}nctes and systems developed by BALAD will go a long- way_in
1nprov1ng the servmces of the c&w tO the people of the Makran

._Equ?pment prov1ded to u&w by USA%D is not belng ma1nta1ned so ‘as to' f*

guarantee any real degres of useful 1ife. Much more tra?n1n9
equipment operstion and maintenance 1is necessary. . A umch1nsry

i
1 -

maintenance management system needs to 1mp}smeﬂted by C&w._

Resources for the procurement of tootls, repa1r Pqﬂipmeﬁt -and spare   ;

parts must flow to the Division.

'To;protett its con51derable 1hvestmeht_1n heavy equ1pment in the._1 

Makran, USAID may wlsh consider ways it can monitor 1ts operataon

.'and upkeep L o . S _ ‘.'. o _¥fJ~F

: _c&w managpment personnel are moved around too frequent%y,,unIQSSI&

supervisor or ‘enginear is allowed tc remain at post for at. least (2.

/2. - 3 vyears, no .- continuity ,can be dexe}cped and no: future Tt
rep?acements can be tralned o __ ;"_--g i._.fu

A better and more cens1stent means of cash fiow needs to be_f'
dpve!ored from the central government to the out1y1ng d1stricts._

Work is nsten stopped for lack of payment. Fuel vsndors often

refused to deliver petroieum oils and tubricants because of_%oqg 7

R
H

'ove'due payments
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c. Dé#eiopmeht OpporEUhities
:1) " The Road Sector work Program to Sbrengthen C & W

Before tbe_Press er. Ameﬂdment caused the BALAD Prosect to be =ca1edg
bacik, %e Head Road Engineer created a detailed Road Sector Work
Program which was delivered to USAID. This program consisted of
improving the overall institutionalization of the C&W and the PPMU.
in four arsas: : ' ' : R .

Maintenance Management Program (MMP)
Equipment Management Program (FEMP)
Capital Improvements Program (CiP)
Training Program (TRAINING)

‘0000

The ﬁainténance,Management Program looked at the work expected to
be accomplished by the C&W, breaking it down into its three
specffic>campon9ﬁts; Tabor, equwpmert and materials Lo Lo

The Equipment Maﬂ&a&hpn Program was 1rtended to prnvzde a mpans to
monitor equipment in the inventory and to deuePMTﬂE_COﬁd1t10ﬂ.Qf
that eguipment so that future replacements could he predicted;
periodic mazintenance could be programmed, and cperations and.
chanics trazned.ﬁn the use and maintenance of each piece of -
equxpmpnt o ' : . L : o o

The Capita¥ ;mprovementt Program was set up so that C&W as weli as
the PPMU could look ahead as far as five vears and estimate major

expenditures for construction, rehabilitation and equipment or~ 
facitities replacement. For either a Mainterance Management or-

Equipment  Management Program to he effective,  a ;Capitéi
tmprovements Program iz essential. ' : ' Ch

This work program can form the basis for improvement of any road -
agency in 'a similar situation. it should be implemented in the
Makran..  Any actual implementation should be done under the

direction of an experapncpﬂ Maintenance Management/Equipment .
ﬂaﬂadement Enc1nepr ' ' : A

W 1 ouis Bergsr international, inc., Road Sector Work Program,
BALAD Report, April 19971, ' -
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2. WATER
a. Analysis

1) Design of the Water Component

' The Project Paper stated that activities related to water =
development would include underground water utitization and karez .. -
improvement; design and construction of dams . and d1v3r310nfzﬂ'

structures for water retention, storage, use of surface water
“runaff; and On Farm Water Management. : f S

Activities to be'_assdtiated with water wutilization and karef}fvh

improvement included drilling of mother wells to . tap’ deeper -

~aquifers, capping karez wells to reduce maintenance and. prolong_;ﬂ:_
‘operaticnal tife, and construction of small delay action: dams to_,;ﬁ‘

increase water 1nf11trat10n to recharge downstream karezes

1 of  thase activities took place with  the exceptton of theg;1 §
capping of mother wells which was dropped due to a lack of jnterest;j[

on the karez owners part, and On Farm Water Management which was to

be_carried"out by an Agronomist. The Agronomist was not'fie!dedlff ;
until - late in the . Pro;ect At that time, the On Farm Water =
-Management component was tranQFerred to the Agrlcu¥ture scope 0f L;“

work .

2) PhaSed'lmplementation

Activities in the Water Sector were implemented in threefphaéasf'

The first phase, covering. approxtmata?y the first year of the{kfﬁ
Project, concentrated on assessing the available . water ‘data, -

collecting additiconal data and designing and 1mpIement1ng prototypef-

water development schemes. Progress during thlq phase was slow,__3

chused by deldys in mobilizing sub-contractors and staff1n9 thef

PPMU. Local resistance to the foreign presence _*asulted 1ntgﬂ

- vandalization of many of the weathar and water flow m@nitor}ng

- stations installed by the Project. Haowever, this prototype phase=r .
of water sector-activities was successful in that a sufficient
undsrstanding of the hydrology of the Makran was ‘gained whicth__
“facilitated the design and implementation of useful 1nterventlons L

The second phase of activities ¢oncantrated-On'phySicai-worksrff :

including design, construction and monitoring of many structures.:
- This nhase overiapped with the end of the first phase and carrisd

‘on into 1991, after the implementation of the third phasa. The
Project ¢arried out karez and korjo improvements, canstructlon of;: .~
delay action dams, and lining of water channels. Generally, thesqf;.
had a positive effect in the region but questions arose as: to what -
effects the increased exploitation of water would have in . the

fitture.,
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For detaiis of technical information including standardized-desﬁgnq
and assessments of these engineering interventions, the‘read%r
should refer to the two interim evaluations of the BALAD P"OJ&Ct

- and the three Water Sector Interim Reports by the Ta Team's Sen10r

wWater Enq1nepr- Major findings are summarized below:

As reported in the 1980 evaluation, “accomplishments with respect.

to infrastructure are mixed but generally positivé”._V'}The.-”“:"'zﬁ
evaluation found the karez boring program had both its successes

and failures, and that the general impression among farmers was ‘not’

_*favorabie' ‘They recommanded that the program be c1scnnt1nupd - the :

T& Team complied with th1q recommandation

- The Evaluation found. the instailation of siphons and  channel

linings to be suzcessful! and well received. by karez owners.
Infiltration galleries were viewed as a partial success. Where
they did ‘increase flow of korjos, the rate of flow was not greatly.

~increased, but rather the number of days it flowed was improved.
! > Y

Farmers’  impressions were that any increase in water was mxn}mai

: but Lhau ma1nt9nanrp coqtq were redurpd

jHany_delay action/recharge dams were constructed by-thé.ProﬁéC£..'

Some of the dams were successful: some failed. when floods
occurred. Due to the scarcity of hydro?ogi¢ and metaoro¥oglcal

‘data, this was to be expected. The effect of delay action dams on

- groundwater -resources remains < uncertain.  Water flow - rate'l.
measurements have not indicated changes in the average flow rates =
of karezes after construction of the dams, but there has been be}ow- L

ncrmai ra1nfa}1 over the 1a=t few vears.

in Decpmber 1898, the third phase of water sector act1v1t1e< began

‘This phase was. a1nsd at rationalizing water resources development &
in  the Makran. The main issues addres*ed in this phase,’ as '

ou*Itned in the December 1980 Work Plan, were {1) the types of

. watgr rescurce development structures and interventions. to be.
‘undertakens; (2) to what extent GOR water-related line agenc1e%i:~
- should be involved in the 1mp1pmenfat1on of water sector activities

and what, if anything, needed tc be done to strengthen them;. . (?)

- what new activities should be initiated; and (4) the rﬁceas1ty of
-address1ng the pos:1b1i1ty of exc9551ve croundwqter de?etTOﬂ

'QU Rg.Laporte, Rr Hi13 and J. Add?etOn,'tnierim Evaluatioﬁ 65;'

fthéF Baluchistan Area Development Project,  March 1988; ::and. = .=
Development @ Alternatives. Inc., interim Evaluation of the 1.
:_Ba!ochistan-Area Deve?opment Project, November 1990. " e

i b. Douglass, Phase 1 Water Sector Report BALADHRepéEt,‘

'fr@bfuary 1987; Interim Water Activities Report, BALAD .Report,

January 1988; and water Sector Third interxm Report, BALAD-R&DQFt, 
February 1989. : - o L
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Prior to implementation of this phase, the Expatriate TA Team was.
evacuated because of the Gulf war. while they were out of the:

country, the enforcement of the Pressler Amendment put & halt to

all water sector construction activities and the Expatriate Water:

" Engineer position was deleted, Therefore, the activities = =

imp lemented during this phase took two tracks: attaining some of. -
.the outputs envisioned in the Decemher 1930 Work Plan, and bringlngf:
the Progect to an ordar!y c!ose : I

A revised Work Plan was developed in June 1993B'which out}iﬁedj”'”'

~activities to be undertaken to satisfy both requirements,  Key'

elements of this Work Plan were the ccllection of dats to support, =
future planning of water resources in the Makran and the. comp%et1on§“'
of minor const"uct1on pro;ects which had been put on hold duringg’

the eVdcuation

Data coi!ection activities 1included c?ppletina & Coﬁp*éhens?véfﬁaf.;

karez and well inventory of the Makran'', establishing permanent:

measuring points at most of the wells, so future water table levels: =
can be monitored, and the sub- contractxng of an electro- res1st1v1ty§g:
survey of Fwadar District. This survey will identify areas whers -
‘theres is potential for ground water development. Arrangements: were .

made with the Center for E£ngineering Excellence in Lahore to!
develop a scope of work and cost estimate for installing an .-
adequate hydrometeorologic monic.ring system in major watersheds of -
the Makran. This activity was not carrled out hecause: the Center -
“was unable to mobilize,. : :

Construction activities included small scale repairs to a few
structures in the Turbat and Panjgur areas. In addition, two local, .
contribution projects at Baso! and Sarchupi Karezes were se!ected%?
and carried out with karez owners. - o

" 3} issues in'ﬁater Resources Deve!opmenf.-'

The 1ssues raised, in the Cecember 1990 Work Plan'rema1n;Vaiid .
They should be. considered by any agency undertaking development in i

-the Makran;. These issues may also be important to water rescurcesgrf"

develonment projects in other remote arid areas.

' BALAD June 30 Work Plan, BALAD Report, June 1991.

W M. Yahya Khan and D.M. Bradbury, Karez_and'Wéiiiln;ehtorjf 2
of the Makran, BALAD Report, November 1881. : Cow e

B b, Brewer, BALAD Local Contribution Progectsq Emp];cationsfyﬂi 5
for Participatory Loca'l Development Efforts, BALAD Report, October |

1991
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a) The  typss of water resource deve¥opment
interventions to be undertaken.

From the resuits of previous work, certain conclusions can be drawn
about  the ‘types of structures that should be built and
interventions undertaken in the Makran. The delay action dams
‘built to date have affected karezes downstream, but the magnitude
of this impact has not been determined. The low rainfall of the
tast few years is also a contributing factor. Nevertheless,
construction of new dams should be undertaken oniv after dats on,
impacts on water resources is ava1fab!e

Dritling of mot her wells has had »arywng degrees of success. Qéme'-
have produced water, some have not. Future drilling of karez

- mother wells qhou}d be undertaken only when there are clear

indications that drilling will yield significant increases of flow.
This can probably only he done in certain areas .where other
- previously drilled wells are vielding steady water output. '

As discussed above, korjo infiltration galleries have not yielded
significant increases of water, but they have saved the farmer time
and money in. karez maintenance. Because BALAD has installed
infittration galleries in most of the suitable areas, there is
limited scope for further ronqtructwon of this type of work :

The PPOJBCt constructed one flood water diversion scheme whereby
runoff water was spread, through a series of designed - and
engineered bunds, over approximately fifty acres of land, The
scheme éxperienced a storm runoff event, and the structure operated
as designed. The farmer was able to p1ant much of this area to
fodder. This was a significant accomplishment and introduced a new

concept of water harvesting. This activity has’ potentxal,:to*
significant}y increase acreage cultivated as well as increase.
‘groundwater recharge. 1t should be looked at as an alternative to

" delay_action dams.

b) The involvement of GOB water-relsted }ine.agenciéé

“in- the implementation of water sector activities,

T and what needs to be done to strengthsn the -
' agencies. - oo o

" Lack.of interest by the Department of irrigation in the Makran kept
BALAD from ever forming a close working relationship with it.
Efforts to more fully involve this line agency, as well as the
.Agr1cu1tura1 Engineering and Public Health Engineering departments
were curtailed as the funding for Water Sector Activities was .
eliminated, and the expatriate engineer did not return to Pakistan.
The complet1on of  two local participation projects, however,
demonstrates how development <can be done outside of thesse

institutions. : L
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c) Wwhat new activities should be initiatedf

New activities to be undertaken during the third phase of tﬁéiﬁaté&"””'

Sector activities included floodwater djversion and - bunding,
groundwater development, investigations into new - racharge’

technology and new karez 1mpr0vement technigues, and preparation of

joint procedural Work Plans in conjunction with the water-related

line agencises. Cessation of the physical works ¢f the Water Sactor~

in February 1990 preventsd the achievement of any of this work.

instead, minor repairs to damaged dams and complietion. of already-f;?

app"oved proiects were carried out.

'd) Addressing the possibility of excessive groghdwétefrff,{

deplietion.

 The extension of the electric power line from the new: power plant

at Pasni to Turbat and the planned connection of Panjgur to the
Khuzdar grid threaten to accalerate the groundwater pump ing rates c

in these areas. The additional pumping is likely to cause a:
dramatic drop in groundwater elevations, which can render obsolete.

the traditional karez-irrigation practice of the Division. As the

Makran continues to develop, competing demands for water will
increase.  This wtil happen primarily around the urban centers of

Turbat and Panjgur. without regulation of the installation &ndrfj:i
pumping from wells, social upheaval over the use of groundgater is oo

- possible.-

' The Project propased the formation of a Water Management &d#isor§ ﬂ'5"

Committee to advise the Commissioner of Makran on water issues.
Through this committee, consisting of the four water-related
agencies (irrigation  Department, Agricultural cng1naebin9rr
Departmsnt, On-Farm Water Management Department and Publ!C Health_ﬁ
Engineering Department) water-related line agencies in the Makran
would coopenate to regu!ate development and use of water, to ensure
equitable allocation of water rights, to settle d?sputes &nd_r
conflicts, dnd to p?an for the management of these resources

b. ~Lessons Learned

Planning future uses and development of the scarce resources of. .

groundwater in the Makran is indispensable. A reliable study of

the existing resources, present annual withdrawals, and natural .and .~

artificial annual replenishment is critical in order to determ!neky
the ba1anCP ava}lable for further axpioitation. N o

Ass_assing a safe yield is a major task requiring dat'a;_'onf the =
geology,.  hydrclogy and meteorclogy of the area. 'Reliable -

information is currently not available. Data collection activities
should he designed into any future programs for the Makranf-_' i
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To avoid the problems that have arisen elsewhere in Balochistan
when groundwater development has taken place, the capacity and
recharge of this rescurce must be determined. To initiate this
- study, a hydrometeorological monitoring network must be estabiished
to gather data on rainfall and run off. The groundwater monitoring

system outlined in the Karez and Well inventory of the Makran also .

. must be initiated. Data gathered from these two studies can  be
“analyzed through computer modeling to predict. the amount of
replenishment. Planners can use this information in decws1on~}

mak1ng about development and regulation of groundwater. .

A-Master Plan for development of water resources in Coasta? Makran
should be developed, as described in the Planning section. ' '
Participation by the recipients in both the selection 'and
implementation process is critical to the sustzinability of -
infrastructure constructed. ' L

Petailed sociological investigations of the proposea a¥1cnmﬁntﬂ of
infiltration galleries must be undertaken prior to project de:wgn _
since access rights for existing karezes and korjos are matter:?of-'
intense local d\quteR :

<. Deve?opment'Opﬁortunities

Three major development cpportunities have been identified in the
area of water resources development: projects to divert runoff
water  into carefully designed bunded and leveled aresas; the
~formation of the Makran Water Management Advisory Committee; and

implementation of small water development activities invelving - c
benef1c1ary partvc1pat?on in their identification and conqtruct10n. IR

1) '?ioodwater Diversidn Bunding and Land Levelzng

A?thouch the use of bunds to collect flood water is a concep* we¥1 

understood and used by Makrani farmers, they typically are made -

without any engineering input and therefore are very inefficient.
.The BALAD Project demonstrated how a carefully. designed and
COﬂquUCth series of bunds could spread the water evenly over 3
large area on fifty acres of land near Surak village of the Bal
‘Nigor area. The results of this spreading included hr1no1n9 lqraer
areas of land under agricultural production and increasing the
amount of water infiltration in areas where it would ncrmai!y be
lost ‘as run-off. If this work is combined with precision land
leveling, efficiency of water use could be maximized. .

Many nﬁl?ahs are known to have annual flows due to the size of the

catchments suppliying them. This type of intervention in these -

nuilahs would provide additional and re1at1veiy stable supplies ofﬁ

" water for ‘crop product1on



The work required is primarily lwithin the <capacity of “the

Agricuitural  Engineering Department, as they are - atready..é.

responsible for bund construction. Design capabiiity 1in- the_
~Agricultural Engineering department and On Farm Water Management' s
capacity to conduct precision land ileveling are currently lacking.
A future project could focus on these two institutions and support
these types of programs, <

2) Fofmation of a Water Management Advisory:Committee_-é-

As discussed above, 1nrr°aQ1ng and compefing dpmandq for water andr
the electrification of Turbat and Panigur areas create a real

danger of disrupting karez irrigation and causing  tremendous -
technical and social problems. The nesed to support the formation
of the WMAC cannot he ovar-emphasized. it is through this

committee that carefully planned water resources development can
ocCur. ' ' g :

3) Undertaking Small Scaie Wster Development Pro;ects
with Significant Beneficiary Part}c1pat10n

This codcept falls in line with ths development thinking of the -
Mission, as well as of many other donors. |f NGOs aimed at local

tevel participatory development become active in the Makran, the-ﬁ**3

| approach BALAD has initiated should be rpp!icated



‘3. AGRICULTURE

a. ‘Analysis

1) Project Design, lmpiementatlon and the Effects of -

the Expatriate Evacuatlon and the Prasslari.
Amendment ' ' : L

- The agr1culturai reiated prOJect activities were first. outilned in*'ﬁ'
“the section on Planning, Management and Human Resources Deve!opment_.

Component of the Project Paper (PP), grouped under “activities

designed to improve the performance and effectiveness of human{[  
resources.” They were to center around insuring the ' maximum =

- aconomic benefits from the water elements of the pro;act and

included initiatives to improve the quality of agricultural skllls _f :

“and the level of support given to GOB Agricultural Officers. The

PP specified "providing assistance to the extension service and On-. .~ ~
Farm Water Management Directorates as these institutions are the -

ones responsible for helplng farmers take better advantage of:
fncreased water suppi1es : R SR T

USAID delayed the mobilization of the Agronom1qt unt1l 1ater in thef: 

Project. Although the Agronomist position was te be for two years,
a consultant was not mobilized until six months before the orlg1nal.q,l‘
LBl contract was scheduled to expire. Furthermore, the Agronomist. -
‘was mobilized only after the 0ffice of Agriculture and Rural
DeveiOpment (0/ARD) took over management respons1b1¥1ty for thei'ﬁ

Project.

Ear11er mobilization of the Agronomist woulid have been benef1c1a]

as changes in agricultural practices must be made over long grow1n9:'

seasons. There were immediate opportun1ties to 1mplement programs
focusing on water management and improving crop production

practices before_the_ﬁater Companent implemented works. Also, an_,:”J

agronomist,s work in an casis could have paved the way for more

farmer participation in the selection and implementation. of Water_ffn‘

‘Sector 1ntervent1ons

in retrospect however, the delay . in implement ing agricultdréf'

’ fact1v1t1es until O/ARD was managtng the project gave the Agronemistf'_:“
a stronger support base in USAID. The modified scope of work =
developed for the Agronomist and the formal .and informal guidance ' -
provided gave the Agronomist the. flexibility to 1dent1fy the reai*.;{[
needs . of the Makran and develop a work plan that ‘focused onj'--_-'-?

attainable objectives. Mcbilization earlier in the Pro;ect when:

the emphasis was on infrastructure would undoubtedly have resuitedg;Vf

,_1n a vastly d1fferent agr1cuitura} program. _ R R

The'dec151on to extend the project again through 1991,?9ith:aﬁ_;f,,
option for most of 1892 was made iate in 1990. The Agronomist ha§Vf'__
developed programs aimed at creating the greatest impact passiblq_u=’
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‘during his 14-month assignment. Had there been assurances of a

-longer running program, different approaches would have been: -

included in the design of the program. Objectives and plannad;
outputs for & single 31 to 46 month period would have been quite .
different than those developed. As 1t was, two separate programs,;l
‘each with shorter term aims, had to be 1mpiemanted : :

The enforceﬂent of the Pressler Amendment had only a minor: short-;gf

term impact on the activities of the Agricultural Compcnent, but a

-negative impact on its longer-term achievements. As the Project.

‘was terminated without the optional extensicn period, the overallg.ff 
strategy for agricultural development could not  be  fully . . =

implemented. While the BALAD TA team is confident some of the =

innovations introduced will be adopted by the farmers and will have$;  -

significant beneficial effects (improved wheat varieties and grape

vine pruning being the most significant), the larger picture‘ofg,l

“long-term, self-sustaining development may wither on the vine.

The loss of significant activity during two growing seasons caused| -

by the Expatriate Team's evacuation betwsen January-andfﬁay;of;v ',
1981, couplted with the loss of the PPMU Agronoamist in-Febru&ryg:__
~1887, created a vacuum in leadership for the component. This:

resulted in significant lost opportunities to achieve many of theE” 
‘ambitious obijectives set out in the December 1950 work plan PR R

2)_ Agricultural Strategy of the BALAD Projeét

ATl the Agricultural Component;s activities aimed .toﬁaﬁdé -theE¢ J

‘highest level aobjective of increasing net farm income, purs&inthwoﬁ

‘paths: increasing agr1cu1turai “production and = improving . e

'agrtcu}turai market1ng

For-agr1cu1tura1 production_to increase, farmers and herdars mustj :_f
_adopt new varieties,of plants and animals, and improve production. -

techniques. At the same time, a reliable supply of the necessary.q  B
agricuiltural inputs must be increased. These, then, became -the!
‘main purposes of this component. Sub-purposes of . the component:

1nc¥uded'1nrrcas1ng the quantity and Quality of locally processed:

‘dates, having oné or mére self-sustaining agricultural input! stores;f;_
operated by the private sector, and having the public and pr}vatej{i

_organizations'which.support'agriculture operate more'effectively;*

A number of public sector organizatuons have mandates to supportf

the agricultural sector. These organizations and line agencies| =

operate at varying degrees of effectiveness and certa1n1y needﬁ7

strengthening. However, public institutions are not the only!

approach to provide sectoral support. A very impcrtant sub~-purpose | -
of this componént was to identify and investigate slternative
institutional approaches in hopes of determining the best mix of |
institutions to provide these services on a sustawnab?e:basls i
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Unfortunately, there was not sufficient opportunity to carry out
" these 1nvest1gat1onq

Certajn technical activities contributed to the eventua¥
development of an institutional approach for agr1cu1»ura? 
development. BALAD outputs in the following areas were designed to

contribute to either better marketing or increased production:. =~ -
marketing improvements, training for date processors, suppori to

agricultural Women in Cevelopment programs, and qupport to 3:7
‘private sector agricultural input store. S

BALAD planned to work with seven types of institutions, including.

‘private date processors, agencies undertaking Women in Development
pr'ograms, nc,n-_governmeﬂta} organizations, a private agrzcu]turaiy-
input store, and three line agencies. The "line agencies were

Agricu*turai Ex\pnqxon " On-Farm Water Management and the Livestock
Department. : _ - - SRR

The. tecﬁnica? centerpiece of the Agricultural Component's strategy.

'was the on-farm demonstration program. The on-farm demonstrations,
conducted with the participation of Agricultural Extension, were
developed to contribute teo new varieties and practices 'be%ng
adopted by farmers and herders, There was no opportunity to -
develop ‘a program with livestock, given the Project cutback. The
tinie ‘also ran out on creating a fund1ng mechanism for the On-Farm
. Water Hanagemont Directorate. A draft Reimbursement Agreement (RA)_
was given to USAID, but it was not finalized hetween'the two'
governments before thé end of the Project. : '

'_The on- farm demonstrations were the vehicle by which the government'

line agencies tasked with supporting the agricultural sector could.
ke strengthened.. Through. a program of phased institutional -

support, the line agencies’ involvement 1in the demonstration
programs would lead to the higher level objective of improved:
services being provided to farmers and herders by these agencies.

The scaling back of activities following the evacuation prevented
the development of institutional support programs for the On-Farm:
Water Management and Ltveqtock Departments it also lim?ted ‘the
~amount of qupport the Project rou!d g1ve te Agr1cultura! Extens1on g

‘Throughout the Project, Agricultural Extension showed oniy token.'
~interest in participating in BALAD activities. This forced the .
LBil Team te carry out many of dts activities unilaterally, only
informing the Agricultural Extension of what it was doing. L

in spite of these restrictions, the on-farm demonstration program
was successful at promoting the use of agricuiturai inputs 'such as’
“improved seeds, fertilizers, plant protection measures, etc. By_.
creating a demand for these inputs and encouraging local shops to -
provide a reliable supply of h?gh quality products, the Project
"addressed the other part of the increased production formula:
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increasing the availability of inputs. it was hopedfthét'p?_ g

sector suppliers of inputs could become a source of extension .
services to customers. ' 3 R

Though an agricultural supply store opened 1in Turbat, encouraged
and  supported by the Project, the abrupt cessation of  BALAD .-
agricultural activities reduces the chances of its sustainability,
let alone any hope of it eventually assuming a larger rote..

The successful implementation of the on-farm demonstration program ..
gave the consultant and the Agricultural Research institute (ARI): 0
in Quetta the incentive to explore the possibility of initiating & | -
date production hased Farming Systems Research (FSR) programfinrthe
~Makran. . A}though the cutbacks in the MART project by USA!D and the.
~time lost during the evacuation prevented the establishment of this
_program, this is one of the most important things nesded to achieve o
significant agriculitural development in the Makran. . This program - .
can still be initiated in the Makran if the government will make a
~commitment of resources. information and exper ience  that the |

" Project has gathered can feed into. the design of the program and I
initial products of the implementation of this program by ARl can -
result in significant improvements in production. o R

Outside of the on-farm demonstration program, but relating to both - =
production and marketing, .are activities which can benefit rural: @ .|
women  through income generation from agricultural related | =~ -
activities. To help achieve this, the Project was to support 7. .
programs undertaken by existing agencies in the Makran.. o o

One program showing potential could stili be implemented through | .
the Farming Systems Research program. This program replicates,
with appropriate modifications, the ongoing FSR poultryfprojacthih-$

the Northwest Frontier. "This aspect of the Farming Systems |
Research program can be carried out if the government makes a
commitment to it. - o ' I
Even if a Farming Systems Research program is not implemented, . -
cher-organizations, including NGOs, can use the FSR program as a i
model for implementing similar programs here. An outside agsncy, o
possibly an NGO, would be the most likely organization to implasment . .
such . an activity.. . USAID ‘ecurrently has a wWomen in  Development - .
Specialist in the Makran looking at how programs can be imp lemented |
and ‘identifying organizations to do 'so. ' ' e

The marketing side was addressed in two ways. BALAD jdentified | . ..
specific opportunities in crop marketing and would have implemented .
programs to exploit these opportunities had time allowed. Two |
"detailed reports were produced on marketing of dates from the |
Makran and fruit from Panjgur. In addition, the Project supported .
the development of the local date processing industry. A
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One date processing factory opened and received technical

_assistance from the Project. This factory closed, however, amid a
flurry of rumors and speculation as to the motives of ='it's_
‘operators, Support given to this local date processor “and "the
results of the study of date marketing opportunities in the Makran
have, however, stimuiated ancther entrepreneur to invest in a date .
processing - factory in ~ Turbat. " The Project facilitated: an-
.arrangement between - the owner and & private sector date.
processing/marketing consultant so the owner could receive advice
on the setup and operation of the piant ‘and marksting of the dates
_procesqed e

in more developed agro-industries in Pakistan, such as the. sugar:f

“cane processing industry, extension work is carried out by ‘the .
processor:. it is in the processor's interest to see the best

"quality. raw product coming intd the factory. The potenti&l;foﬁi”
such extension is high in the date industry. T

The date marketing study produced a recommendatién'andIaction'ﬁian
for a Turbat-based date auction house. This auction would spur.
1ncrea:ed product quality and higher returns to growers, as farmers

would be trading in a competitive market. The auction market could

be a vehicle by which the date processors and exporters can provide.
certazn training and *echnica1 aSSistance to farwers-1n the Makran.

A1l of theqe activities constitute what can best. be termed af"

"institutional exper1ments. investigating a variety of approaches.

‘to support agriculture in the Makran. The results of these'”*i“” ':

investigations could have led to an institutional approach rm'idn’g'_=
public and pr1vate organizations to most effecttve!y supﬁort thei
;npeds of Makran's agr1cu1tura1 sector. : . [

b. Lessons Learned
_ . . .

‘Introduction of. change in the agricultural practxces Of:rémoféTyfj

located farmers served by poor infrastructure is possible prov1ded__ -?-'77

a “"farmer first™ approach is used. - Farmers are receptive to -
innovative and 1mprovpd ideas that address, their real problems: when -

" ‘introduced with their participation by people with a commxtment to

heap1ng them improve tbeir productlon

Low cost agricultural aeve}opment can be achisved through a. we?l}.f?]ff-ﬁ
planned program focused on farm- based demonstrations. = These .

'dpmonstrations can serve to disseminate technology, train’ farners,_
qtrengthen ‘government extension service, and create a a rapport-
hetween the farmers and sxtension agents. ' .

Farmers need to have a personal stake in the development procéés

Demonstration programs should be held on farmer's land rather ‘han_'“

on government: farms. The demonstrations should inciude major
_-contribytions_from the farmers of land, water ahd Yabor, whjle=the'
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project should provide basic inputs such as seeds, fertiliier”gﬁd-f'f;

ideas.  The farmer should fully participate in the land ! -
preparation, sowing, application of treatments, ete. - S

Farmer training can be carried out very inexpensive?y;_ ATl ﬁh&f*iS% "

required is expertise, often obtainable in Pakistan,..}oCélﬁi',

coordination, per diems for the training staff, and a minimal |

amount of supplies and equipment. The motivation to cendqctpandfi7,_!

subsequent planning of such training is not so easily come Dy, i .

however,

The most effective farmer field days utilized: the farmers .
themselves as presenters of the demonstration results.  tefforts |
made by the consultants to prepare the participant farmers to play
this role are well worth the investment. oo S S

 Farmars participating in a well organized on—farm'demohstrationﬁj

program develop a "sense of commuhity" through'projétt”efforts?suchL,'
as field days, study tours, etc. This should be encogfaged and can.|

he directed to  reinforce agricultural change, “increase the

likelihood of sustainability of changes introduced and fac@?itdte”f 
the spread of development ideas. ' ' i ek

The Agricultural Extension service is largely ineffective as an | .

agent of change in this area of Pakistan. Reform cn all levels of;j,"

the bureaticracy is necessary for significant impr9vement;of"the o
situation. Training of Agricultural Extension and:On-FahQ_Water}_'
Management staff at the local level may increase certain skills,

R

but there is little hope these skills will be put to use uniéss‘éndqf'“

until major changes in the entire system of Agricultural Extension
take place. : : - SRR

The"participation of a ﬁigh]y qualified and, .moré' impéftéht;i: 
highly motivated and dedicated local counterpart. can increase |

effectiveness of Expatriate Technical Assistance -by orders _Offﬂj”,;

magnitude. - o > - RREP SN

Accelerating the improvement of'agricultuba] production in OaSis:}*

areas is an extremely complex undertaking. The producti@n'systems;jj_f”

used in these areas, based primarily. on traditional practices, are: =
often considered unproductive or ochsolete. Yet - there :is

censiderable valus in the generations of evpeFTence'that'havé'lsdf;f'*'

to these systems. Farmers employ a complex mixed cropping system! =

" of fruit, fodder, grains and vegatables. Rational recommenﬁ&tionsﬁff'.g
for crop improvement leading te increases in overall farm income @

requires sustained research, not only on single crop_factqrs,{but_”

“also on the interrelationship of crops found on any Qhe;ptbperty,fjg T
This information can only be derived from a systems approach tol =

farm research.




There is'high qgaJity local (in coqnt&y) eipertise avaitab!é,
though often hard to find. The best of this expertise is to be

- found in the private sector. ' Networking should be emp?oyed to-'f.
locate this expertise and it should be wuytilized as’ much as

possible.

_c. Development Opportunities
o ﬁaﬁe Auction House in Turbat

A major study conducted by the project in 1291 identifées_t e need
for & date auction market to be established in Turbat.’”? The

establishment of an auction market wou?d be the intervention which &
would have the greatest 1impact on the income of Makran aate__j

growers.

" This market would be the property of both buyers and sellers, in
whitch professional atictioneers introduce orderiy market1ng by
_br?ﬁg?ﬁa the buyers and sellers together at central site in the
Makran. This project would be virtually self f1nanc;nc with a- high,
‘bensfit/cost ratic. Benefits extend beyond just increased income
for dates. it can stimulate farmers to produce more dates at
‘higher 'qualtity; it <an serve as a vehicle by which extension
services can be provided to the dafe gkowers, and 1t can stimulate
new enterprise dewescp 1n Turbat C - .

'Thp date marketing qtudy examines the feasibility, costs and

benefits, and outlines an operational program by which this auction .

market can be established. This concept has the support of both
growere groups in the Makran and the date export firms in the Sind
what " is needed is the catalyat to brzng the two together

2} Creép Production

introduction of Fig Cultivation in Panjgur District should be a
‘high pr%@rity of any agricu?tura} development program implemented

i the region. The marke “demand, local and international, and thef o

flexibility affordéd by a fruit that can be sold either fresh or
‘processed, make the expansion of fig cultivation an attractive

'faroSaect.' This- is a long-term activity, however, . in that_fig.ff
culitivation is not. pracbiced to  any significant degreﬂ in the

Makran and that there is 11ttle 1nst1tut%ona1 research :upporttng
f1g cu‘turp :

CBomoM. %rahi and F.G. Masson Marketing of Makran Dates, BALADVI
: Report Octcher 1091 . ' : : Co
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3) Training

USA?D-couid_support further tbaining in the Makran Ehrough:5€hér 

‘projects.  Potential! training programs which can have 8. very

positive impact on the agricultural sector of the Makran come to

mind. Two of these programs are easily implementable at very ldw
cost, using iocal resocurces and in-country expartwsa R

1.  Additional training of farmers in Panjgur in graps v1neiL~f

- pruning. This follows on to training already provided by y
CBALAD in the winter of 1890, and should occur in. early*_ﬁ-'
Fehruary. Many farmers have become aware of the benef1c1al

affects of this practice and wish to use it on their vines.
Training in how to do this is a. felt need of the aresa.

Expertise in this exists at AR, in Quetts. All ‘that is

needed to impart this tra1n1ng,-1s to arrange ‘logistical. =~ -
"support for the effort, in that government does not have the . ' ¥
resocurces to carry it out. This support would be in thes form

~of transportation for the specialist, lodging and per diem at SRS
the rest-house in Panjgur and local coordination to contact - |

and gather farmers, locate a farm where the training can take

place and arrange for refreshmants Other costs would iﬁcﬁudef;§w~"z

the purchase of pruning shears for the farmers to use 1n th@-f»”-3ﬁ

rdemonstrat1ons and be: a?lowed to keep afterwards

.....

2. In the spring, for only a modest cost, Qf&pef-?ihe e

'.graft1ng and rooting techniques could also be taught This
~training require another specialist from ARI and add1t10na¥

equipment (i.e., grafting knives for the farmers) and sc1ons'ﬁ?“

“of the local and .imported grape varieties grown in Quetta. In

addition to teaching the grafting and rooting techn:ques, this -
program would: introduce improved varieties of seedless and

other grapes on a small scale for farmers to evaluate.'*lf
farmers wish to adopt thsse varieties, they will then have the
skills to carry out further grafting, and contact with the

research program in Guetta where they can obta1n the 1mprovedﬁfn'

Stock

These programs entail only modest costs and uﬁiiize'}ocal ;
expertise; ‘they are more fully discussed in the Actio?zP1an
section of the BALAD report on marketing of Panjgur fru%t

‘A more ~ambitious training opportunity, requlrlng a greaterﬁ ;
investment but with potentially even greater impact, 1is the .

training of farmers in the thinning of date bunches and improved
pollenation methods. This program would require an expatriate '

oK. a. Siddigi and F.GQ. Masson, Marketing of P&nJgur Fr01ts,”

BALAD Report, November (1391, pp 43-44.
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7$pec€a11st with a date growing background Sucﬁ spsc#a?ists;aré
available in the southern desart date growing areas of Caitfornwaﬁ_
_and some have expertence in th1= type of intern&t%ona! tra1n1ng

”wauer_managemant training is a 3onger tarm pngram, Effect1ve
training 1in water  management will first require estab}?shjng-
demonstrations based solely on water application. Moisture.

l monitoring devices need to be installed and irrigation applied when

- indicated by the soil moisture levels. Farmers are likely to show_ ~3-
“reluctance at changing their traditional methods of irrigation, -
particularly date growers, whoever is doing the demonstrations.

will have to gain the growers confidence or guarantee payment of =
reparation for Ioﬁt or damsged crops. A carefully d331gned programg
. should not cause -any loss but rather would result in the :ame_
~yields at less water cost. B o - -

4) nlmﬁlenphtation of'Férm{hg Systems Research
The Farming Systems Research approach is ideally su1ted'forﬁthe-

Makran. - Basic research on ocasis farming systems. is needed. From
a reSearrh standpoint the systeme_are small snough to conduct

detailed research effectively and efficiently. The research done:""

in one oasis can he appi?ed throughout the other oases in the area.
Furthermore, farmers in the ﬁakran should be receptxve :

1 Spe the -repo"t by B. Mx%l%kaﬁ and D. .Adéir,  b&te”::;__
improvement Project for’ the Tahama of. Yemen, July 18%0.  This - .
report was placed in the PPMU I}brary by the Agronomist- upon: H;e]--%-

odeparture.
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- 4. SPECIAL DEVELOPMENT ACTIVITIES

‘a. Analysis

Special Development Activities (SDA) were designed to rapidly
respond to special needs identified at the local level which did = -

not  fit inteo other BALAD components but warranted attention.

Examples listed in the Project Paper included schools, hea!th * '
facilities, housing ~ for teachers or  health workers andzhﬂ

interestingly enough, the initial phase of a comprehenswve pTan for

“water resources development. The activities were to he chosen at

‘the local level and, other than studies, would not hegin until.
~other sectoral a¢t1v1t1eq were underudy ' P ;

The'activitiES':arrxpﬂ out under SDA consisted almost entxre!y ofﬁfﬁ

huilding additional primary school classrooms SDA construct1onﬁgg~
werks T were -certainly among the most well_ received ‘of- .a{lﬂQ
cqnstructioh'activities.j trideed, as the 1330 evaluation of the - =
Project noted: "The fact that this activity offers: jmmediate

tangible aCnO%P?];hmPnt has served .to maxnta%n BALAD s image andp  f

credibility.

Fifty-two schoo! bﬂi]dings W1de§y scattersd thrauéhout thé”ﬁakf&ﬁﬁf

and one maternity home in the Panjgur district were constructed-;f;?
The first phase of Turbat town road pavxng was 1n1tiated as. an¢_~‘

Specta} Deveiopment Act1v1ty

-Whether the ronstrurt1on of school bul!dingq has had an 1mract on?ﬂ:

the number of c¢hildren educated could not be determined
-emp1r1cally, but it can be assumed that 1mproved facilities have &,
_pOQitive impact on the quality of education. - The matern!ty_centganjJ
in. Panggur never opened due to the lack of a ltady doctor .in .the . -

area.

The 1990 evaluation of BALAD recommsnded that the fﬁndq'5136¢ateaf_;'

for SDA bhe placed undet the control of the DCC’or DWC who would be -

responsibie for didentifying progerts These would then' be_ T

'lmplbmentﬁd hy the line agencies  and: req%ére qgmmunitpfﬁ'
partwr1pat1on as a- cmndxt.on for: pro;ect approval i B

L4 -

As:d1qcu§59d abovs.mn-thp wWater Sector assessment; théhbbbiédt@'

identification process as it existed was, by nature, 'a political /.
" one. Political meotivations often overshadowed real’ development*;‘
needs. The BALAD team tried its best to minimize the impacts - of .0
- this, but 1in certain cases, such as the maternity health center, -
‘the facilities provided have never been used. This points .out that -
‘there was something wrong with the system of selsction. Therefore, . .

Rt Development Aitérnatives, op. cit., p 69,
'm thid, pixyi
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it ‘would bn difficult for the TA Team to support p?aciﬁg
development funds in the hands of this political process.

1t may be advisable to use such funds to finance works carried out

by NGOs initiating local level seif-help programs. These NGOS.
however, should be monitored by the agency funding the program .or

“there 1is a chance that partxc%pat1ng NGOs, too, cou?d be_

manipulated'by.po)%tica? agendas.:

b. LesSons Learned |

© The inclusion of this activity in the Project de%1gn was va?uab?e :
in cvercom.ng the initial resistance to the foreign presence in theu o
- Makran. This factor alone would justify inclusion of this type. of,,v

program in pnojects-imp?emented Gnder ‘similar r1rrnmqtances

"BALAD under pres sure to produce physical outputs, foruﬁed these -
act1v1t1e< almost PntIrP?v on the construction of school buildings

and therefore did not rnaily explore the dynam1c potsntxa? of the
funde. ' L _ o

Construct1on prngertq undertaken in very remote vaIageq are - hard:

_to monitor and supervise. Because of the remoteness, contractors

often expect that the quality of their work will be overlooked.
Rigorous oversight 1is important, and the will to reaect sub-
standard work ‘a necess1ty ' ' e

in the ¢ontractor se!ect1on process, contractors that come from the_

villages where the work is being done are less likely to do sub- ?“
. standard work. For the small amount of money they can save by .. !
doing inferior work, they risk hurting their local reputation.

This factor should he roanderPd in the seIPct1on chterza of the
contract award process. . :

Lessons drawn from the *wo Water Sector local part1c1pat1oni
programs-can apply to the SDA funds. Commun1ty participation in

project selection and 1mp¥empn%at1on is invaluable. . - {f the
‘community feels ownership, they have a vested interest in the -

quality; they are the ones who will live with the end product.
The TA Team feels that better construction and ma1ntenanre ot the

structures would be achtevpd thh Ioca¥ participation.
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c. fDeveiépment prortunitiés

The SDA funding process offers a flexible and far reach1ng method

for acb1ev1ng development. tt can be provide 1nfrastructure.-; -y
development; it can work to strengthen certain planning and @

‘development organizat1ons, it can be channeled through NGOS to
'achieve'community ievel deveiopment.

if properiy desxgned and vigorously implemented as a component in
- any regional or area development project, it can be the vehicle
-whereby grassroots needs can be rapidly and effectively addressed
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5. PLANNING
'fa,' Analysis

1. .Planning Studies

Limited sectoral plannxng and even less regional piann1ng had % akén_i'

. place in the Makran before BALAD. BALAD partially filled the 1ack'-
- of basic data through planning publications and sectoral studie -
Much of the Project's planning work was d1rectiy related fn
decisions that GOB officials and others need to make about bthe
”akraﬂ s development, Fnr.exampie: ' c s

o. The Road Counts and Condition Surveys hﬁln deﬁ1¢1on-
makers. establish: pr1o"1?1PQ for road rnn:fruct1on and
-mawntpnanrp : . P

fo'---The well and Karez inventories provided basic data for

- monitoring groundwater levels which could help decision~
makers regulate water use and avoid rapid drawdowns of

tha ﬂater ‘table from tbp proliferation of tubewells.

0 The BnLAD onnqored Electro-Resistivity Qtudy for thp‘
Gwadar District should help decision- maker< p?an whpre to
hore for water.

o . The Fisheries Study identified the possibility (of
unexploited large pelagic (e.g., tuna) fisheries off the

.~ Makran Ccast, which should help public. and pravate
‘decision-makers who w1Qh to expand Makran's: fishing
industry.' ST

-1n'qhnff data col1ect10n and analysis should concentrabe on typpq

1 'nf Hata that will aff@rt dPCYSTOn ma%1ng

The npedq of fhe npop!n of the Makrnn are many and the resources of
the GOR few. A regional! plan embraces many sectors and many human

- needs, permittinig alternative solutions to be examined within one

- framework. This was illustrated in BALAD by the Regional Plan for
‘Coastal Makran. Regional planning for the Makran is needed to
1ntegratﬂ and to help estab¥1sh development pr1or1t1eq 3

"Economic Base AhaIySIS' is a usefu1 reg1onal p1ann1ng methodology'

in the Makran and 1in Coastal Makran_ in particular. . {n thxq.V

analysis. economic growth depends on a region exporting gcods and
‘services, which in turn generates demands for the nonbasic sectors.

The Regional Plan for Coastal Makran illustrated the suitability: of.ft
-this methodology for a region which has few natural resources: and-

1< hlohly dependent already on a few exports, erPc1aI!y -fish.
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For Coastal Makran, high priority needs to be given to suppo?tihg
the growth of the fishing industry. The industry has potential for
expansion and generates income for the Gwadar District by exporting

30 % of the catch to the rest of Pakistan and to other counﬁries._-? '

For Coastal Makran, a Master Plan for the Management of M&tér;iV 
Resources is urgently neaded, especially for the greater Gwadar =

area. There are a multitude of schemes at various stages of design
and implementation to supply water to this desperately water short
region. The Gwadar Fish Harbor, now nearing compietion, will
require 150,000 gallons per day when fully operational; and that

supply is presently unavaiiable. ' _— .

For Coastal Makran, when health and education needs are assessed,
it is important to identify specific problems that affect the
production of exports (fish, for example) and activities: that
support those exports. A Manpower survey is needed, for example,
to determine how and to what extent illiteracy and lack of specific
skills in the labor force are impeding regional exports. Lo B

For Coastal Makran, the Agricuiture_and Livestock sedtor_Shoqld”be
siven low priority for the investment of discretionary development
funds. part of setting priorities is identification of lower

priority activities. The region can readily import food from the.ﬁ ,
rest of the Makran and from elsewhere. - With perhaps a few
exceptions, the high cost of providing irrigation water puts the '/

region at a comparative disadvantage for agriculture and livestock.

2) institutionalization of Regionalaé1anhiﬁg 

The Government of Balochistan has over the years provided minimal
budgetary and staff support to the PPMU, probably because of a lack |
of high level commitment by political  leaders  and senior
administrators. : : :

] . L A

"BALAD has provided training, office space, and computer hardware
and software to the PPMU. This agency has used those capabilities
well to  carry . out major BALAD construction contracting

responsibilities. The PPMU also assisted BALAD's implemantation in

‘agriculture and, to a tesser extent, in planning. - Overé?l_thé_?
PPMU, as a planning unit, remains at any ~early stags of |
development. More cnllaboration among the PPMU, P & D in Quetta, |

1SAID, and the technica! =ssistance team could have led to a,high-?j
degree of PPMU's car lity at the end of the “project.
Institutional deve Vs takes time and much cooperative. |

interaction, both fara i informsl.

in the last months of 1991 BALAD conducted a study concérhing“?
nlanning in the Makran and a related Planning Conference, held in
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Quetta on October 8. The study provided the 1essons-¥earnad-hﬁd -

development opportunities for institutionalization of regional.
planning. . i

b Lessons Learned

1 Planning'Studies

. For the Hakran and perhaps for other parts of Ba!och1stan, regzona1 B
planning .is a practical toci to help. the Government and’ oth@rqu
"evaluate and compare interventions. Proper use of regional plans.

would afford the Government an opportunity to maximize the impacts -
of its expenditures, particularly those in the Annual Development
Flans. o ' o

BALAD' planning work was directly re?ated to decw:xonq that GOB jg-{
‘officials and cthers need to make about the Makran's development.

Data collection and analysis should concentrate on. typeq oF c*ata=

that will affect decision- mak1ng

'Regional planning for the Makran ije needed to estabiiéh and.
1ntegrat9 develiopment. pr%orities. : o : e

"_ H1gh pr1or1ty needs to be given to qupport1ng the growth of the"

fishing .industry in Coastal Makran. . A Master Plan  for the_ _
Management of Waster Resources is urgently needed, especia?]y:fqr o

the greater Gwadar area.

For Coastal Makran, 2 Manpower Survey is needed to détekMinéﬁtb '

what extent illiteracy -and lack of specific skills in the. labor

force are impeding regional exports. The Agriculture and L1vestock'ﬂ'._h
sector should be given low praorwty for the investment .of = -
-dTSCTetiona”y development funds. o .

~ 23 Ihstitutidnalizatiqn of Regidna?-?iénﬂfhg_fi
The Government df.Ba}q¢histan has over the years DrOVided'minfwélj'
hiudgetary and staff support to the PPMU, probably becauseiof_a-¥ack"
of ~high level commitment by poIztical leaders  and senior. -

administrators. BALAD provtded var1ous kinds of support to PPﬂUf;-
"over the years.

PPMU, as a planning unit, remains at any early stége"idfﬂ

deve lopment . _institutional development requires cooperative -
interaction,; both formal and informal. o o
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SGBOP is moving - towards decentralized regxonai planning S
tmplementing this- po]wcy in the Makran will require an agreed upon.?_g_
framework, institution building, line agency ’n@earat1on and 1ocai g '

Policy, Institutional and Process Requirements of _EffectiVéf;f
- Decision Making, BALAD Report, December 18391, Lo :

The BALAD study, Planning in the Makran’, pfévwded.1esSons 1eéfne3 '
and development opportunities for institutionalization of regional -

planning. The critical ingredients for the 1n%t1tuv1ona11zat10n of g

regional planning in the Makran are discussed below:

a) Policy Conmitment

accountability, and more local control of rescurces .

b) L eadership

The quality . of administrative officials .is hidﬁ %ﬁwnver

decentralized regional ,?ann ing reguires human rpaources,-xqc.ua‘nc-' __
a full time, senior planner who can mobilire tine agencies and.
private entities; and represent divisional interests in provincial 7

and federal forums.

c) Plasnning Unit

B

The GOR has taken the fircﬁ step in the 1nqt1tutionaiwzatlon ofj' '

planning by es ah¥1qh1ng a Directorate for Development. However
this office currently performs only minimal monitoring functzons.

1ts capabilities should be expanded to carry out hroadﬁr planningﬂf-V”

functions,

The PPMU which could be 1ntegra ed into this off1ce, and BALAD?; f;

equipment (such as computers, vehicles, and office space) could be
designated to support this unit. ¢ra1n1ng_anﬁ periodic t?chn}ca};
assistapce will be required. ' . A S

d) Data Col}ection:&,Anafysistysteﬁ  g

!

Most line agencies collect raw data, but are not structured to do;,*mf

the necessary analyses for planning. With reerurturang anﬁ‘some_-

- training, existing personnel can be used R P _;__;ﬁ'

BALAD has dQVelopad specific data bases (e.g,nroads;_watéf'éyéteméj_ .
Gwadar Distriect planning) that provide a starting point for

building a divisional system. This process could bhe fac1?1tated hys'"v'
upgrading and expanding existing computer capab111tfesf

o, Sweet, Y. Bajwa, Planning in the Makran, a Stuﬁ}-of thé
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e) Line Agency integration

Lins agen01es are not conduct1ng integrated planning. Nor are'thﬁ
mechan1sms in place to increase coordination (with the suspension
of the Divisional and District Development : Committees) and
accountability. Further, planning capabilities are weak. v

f) "Stakeho1der' involvement
Popu?ar participatéonxih p‘ann1nc iz instituticnalized through the_“

local council system. However , literacy is low, and 1ittie_1s
understood about the lccal. p1¢1n1n9 and development process so few’

tecal rescurces  are invested, Adult  education and intensive

community deyeiopment work are required to increase local decision
making canabilities. - h P

The MPAs and MNAs represent local interests but act frequently Out

en
of political interes rather than sound planning principies.
Private sector org.di ~ ' s are almost non-existent which ww!i bg :

"an important missing voice in the process until developed.

g)  Government Decision Making . Linkages

Within the currént system, information flows tend to'be=toﬁ-doﬁh;'
with Ilttie dialogue on development priorities. f a decentralized

planning system is daveloped, there will be a need for two ﬁayfﬁ”:

dialogue and greater and more systematic information sharing.

S c. pDevelopment Cpportunities
1) Planning Studies

For Coastal Makran, the fishing industry is capable of furtheE 

expansion both in terms of catch and valueFadded,- The potential .~

catch appears particularly great for the jarge pelagic fish, such

as tuna. Additional facilities for storage and processing of fish f'

‘would permit more FPveﬁuP” from a given catch to he rp¢pqved as o
~income by the reownn s residents. :

Foh Coasta}'Makran,_preparing and implementing a Master Plan for
. the Development of Water Resources will support the growth of
" regional exports of fish and thereby the region’s economy, and wili

heip to meet immediate human needs. ' : o

For Coastal Makran, the proposed Manpower Survey will identify
solutions to labor skill barriers to the region’'s economic
rdevelopment. - S s
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23 institutionalization of Regional Planning

The PPMIi and the BALAD compourd represent human and ?nfrastryﬁturé-é:

assets that could be built upon to establish & Makran Planning and
Gevelopment iinit. The Unit would carry out planning activities,

including the identification of investment opportunities; and could = .
actively npromote those investments from Pakistani and foreign o

public and private sources.

The challence is to huild an e‘fert1ve pilanning S}qtam for the-?Q';'
Makran which would generate broad participation and be responsive | -

to budgetary cvcles, targets of financial opportunity, and changing |
circumstances. Properly designed and implemented, strengthened .
planning  capabilities <can lead to more <cost effective . and
sustainable development in the Makran. ' RIS

in order to ‘institutionalize regional planning, the following :

recommendat ions should be implemanted.

a8) Strategy for Planning System De?e?pp@éht é

Iinitial. focus could be concentrated on téctiéan_(éhort%téEm) |
planning, with the skills and institutional cagabilities--both

governmental and private sector expanded gradually to carry out |
strategic (longer-term} planning. The development of this system |

shouid be include time-phased targets so - pPOgFebS towards
'strenothpnaqc the planning :ystem can be weasured S :

b)  Hakran as a PPGtOtYPe fsr 'Reg%cna!i?:"“

P!ann1ng at the 01\151ona} Levei

The benefits . of decentral1zpd regional p!annTng, espec1a11y for I

"Yagging areas like Makran, have been examined. ' Moreover,
developing these Panab111t1eq will takp time and teqt1ng, requiring

a strong, policy commitment to this process. 1t is proposed that |

Makran Division be designated as a prototype for testing: and'f

developing this model, with the possibility for aqoption in the.ﬁf3 :F

other H1v1a1nn: of Ba]nrh1q+an Province.,

3

c) Planning Unit Development
A strong planning unit is critical if effective regional planning
is to take place. . GOB/P&D has established the Director of |
Development office. BALAD has . developsd similar capabilities |
. through its PPMU and the LBI! local staff. These elements may be |
integrated into the Division's planning unit, supperted in part by |
the BALLAD rasources transferred to the government; in addition,
- training and periodic technical assistance will he needed.
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“Several organizational alternatives were examined for the planning
‘unit, including private =sector, NGO, development authority, and
free ‘trade zone models. ~ On the basis of this analysis, it . is
recommended that the planning unit be developed zs part of the
" divisional administration. This would require an expansion of the
terms -of reference for the Director of Development to .include
strategic and tactical planning. The initial cowcentrat1on should
be on project formulation and assessment for the annual dev#?opment'”
plan, and the planning and management of foreign assistance.
projects. On an evolutionary  basis, &8s capabilities develop,
attention could turn . towards regional analyses for ::\ratﬂcwc
planning. ' ' Co o U

d)  tnitial Planning Priorities

~With the recommended focus of the proposed planning unit, there are .

_several priorities for initial implementation. These include: 1)

improving and automatino the data collection and analysis qutpm'

“which dis a "must” for effective planning, 2) improving pro;#ct"

formulation; 3) upgrad1no the project monitoring sysztem; and 4)
the initiation of project evaluations. These are activities which

.can  be . immediately  carried out, using existing in- Country,f

‘capabilities from the government, academic, and consulting sectors.

The current data collection systems of the tine agencies . ‘he
~assessed to improve content ‘{(i.e. analyses and end us=ss),
mathodélocy, and 1ntparat1on into the P&D Department’'s expanding
And ormatwnn Syqtpm. : SR AR SRR

A training program for line agency personnel in  project
identification, formulation, and appraisal should he developed.

The Division's monitoring system {bevond physical and financial |

progress indicators) to include the tracking of inputs, outputs,
and initial effects (for dimproved performance) should be upgraded.

é),_ increasing "Stakeholder™ }hvciyémen€ ?

public participation in the planning process is_critica! f¢k_§§$7¥*
success, espacially if dynmamic regional growth dis to lake place. B
“As noted earlier, local level, private 1nqt1tut1ons are almost non— 

existent, except for the system of local councils. There apppar:tc,7"

he two: pr10r1t1pq in developing these initial canahx?%tles. - The

first is to organize the businessmen and entrepreneurs so their -

inputs are considered in the planning process. The second ‘is to
increase viltlage and local council decision making capah1?1t1pa 5
perhaps “through a2 combined adult education and community:

development program carried out hy a NGO. in addition, there ig a -
need to test various formal. and informal mechanisms for increasing =

‘public participation in the planning process.
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The Werhqnzsmq and 1nst1tut1ona! capab1}1t1es for 1ncrea51ng public}

" participation in the planning process should be developed

.A Chambef of Agriculture at the Matran level should be organ1zed tog"
~advance the interests of the agrwru¥tural community in. theL

integrated regional 01ann1ng proress _ . ;- IR

A Chamber of a Commerce and lnducfr“es for ‘the Makran shouid beZ  
established to develop approp tate agro- based 1ndustries.,'

Fventually a free trade zone/export processing zone shou?d be1“
considered. L : :

The Social Services Department should be given recponeab111ty foff

organizing an adult education and community development. qoc1ety {to .-
“be registered as an NGOJ, comprising public spirited: and well

educatad men and women, with planning and. Gperqt1onal ass1stance of
domestic and 1nternat 1ona] NGOs . : - :

.4 : S ; :; 'ﬁf;ﬁ
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B. . MANAGEMENT OF CGNQTRUCaHOM

ﬁ;.' Ana1ysiq

__'Thﬁ anaiycwq of 8A£AD s mahégemént of construction is treatedzin_
Ctwo sub-sections: (1Y contracts with Fived Amount Contractors, and

{2} the .prr1ai . Farce Account Arrangement with _the Gog -

'Commnwwra*wonq and WOer Dppnrtment (C&W}

Tahip_ﬁ prgsﬁnkq A }1qf nf pr*vaf» aﬁrtnr rontrartnrq whn wor?pd nn_.-'

watnﬂ and. SOA.

¥

RALAD =ub-projectz in rﬂ%dq

T Fired Amnnnt Chn%?énts. 

'Thc Ponﬁfrwr+‘ﬁn Qarfwnn of thp RAL AD PrﬁJQFT was pqtﬂhi‘ shed under S
Head Conatriict inn Fnaineer M. AYi Baloch in late 1986. Constriction .
fnmg1nwoﬂ inta © Decambar ERS AT PO The section supervised 'ﬁhe_ _
construction by private centractors of. read and water projects

deaignad hv'fha'TA team, to ensure quality cantrol to a high :
standard. 18 alen qupprvaepd the construction of schoolsiand the
a%prnxty rl.nzr in Panjgur under the SDA rnMPOﬁeﬂt af thp PrﬂJPct

;Qf interest to USAID was ensuring that ItS.fUndS'WEPG proner?yjff” 8
spent on construction. . The PPMU, an arm of P & D with offices. on

the BALAD aompound in Turbat, fnnnprpd the fixed amounts contracts,

reaceived USAID - funds {through GOR . channeals), ~and ‘paid’ *he'“_
~eonstruction contractors: UHSAID relied haavxfy on the LRIt TA
“Team's writtern advice on construction progress. Before USAID would: .

‘maither aive initial approval to a construction biidget or reimburse .

the PPMU for ita expenses, USAID would reqguire a writﬁeﬁf*
recommandation ta  that effect from L8I1, At the end  of s

¢on$tructj§n Cch\raﬁ*, IRt  would - isaue the Cprtificﬁté Of; .
Completion which lca%b rpquirpn pr}or to making final qett‘empnk: -y

& thﬁr&"bbjective in the managemenf of constructton was tqfincreasef
the capability of ‘local contractors. The Project utilized the Unit!

Rate Systam of Ridding, instead of the customary single Tump _sum o Lol
- percentage system. The new system demanded better qua!lty bids: andf

prﬂV!de more arcnuntab1«1ty dur1ng 1mp%ementat1nn

Overai1,_ tha strlct- constryction qupprvi ion prcvwdﬁd by LB!{:

~ resulted in a much higher standard of construction than wou1djf:”
“otherwise have besn the case. At times the LB!Il engineers and-

supervisors in effact provided technical assistance to private. .

n_contractorSu

'rhp«jSAi /LR[i/PPMHIPonqtrurkwon Fontracfor financial Cha1n or eatpn_fﬁ
“considerab e paperwork, which at times rasulted in delays. LBHT
- oversight helped ensure that funds were properly spent. [ If USAHD
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LOCAL COKTRAC?QRS USED ON BALAD SUB ?ROJECTS
LISTED BY PRGJECT SECTOR.

ROAD SECTOR

“ITmam Ali
ﬁo&aﬁﬂaé Murad
Mir Ahmed Khan
Ata Hchanmad '_
M. Yousaf Bras
Khalid Baloch

‘Ghulam Mohd. Grohki

. Mehrab Khan
Rarkat ARli

. abdul Karim
Mehmood-
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TABLE 6

WATER SECTOR

Sabir Alil
Ata Moharmad
Rarkat Ali
Gul jan
Akkhitar Al1l
Mchammad Jan
Dur Mohammad
Ehdul Razag .

" Ehalid Eaioch

Kasesruddin
Mohammad Murad
#ir Ahmed Khan
¥zaeem
Mohammad Hamza
Rascal Buksh
Irshad HEhmed
M/8 Drill Tech .
Munir Ahmed
Mohangnad Ismail
Bahram

Agha Ghulam Hussaln:

Mohammad Saddig
Waris’

Dad- Mohammad
Abhdul Samad

2ba Bakkar
Mohammad Ali -
Hazoor Buksh
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-Gul Mohammad
"Ats Mohswmmad

" Sabir. Ail SR
_R&ﬂool Buksh

. Mohammad Jan .

. Pagir Hahammad

. Ehalid Ba}och

. Din Mohamehad -
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"Razir Ahmed’
:_Hohamma& a1var.

;JDur Mohammad

Rafiq Ahmed ;
Mohamsmad Bussai

Moharyaad Esmazi ffi
Ghulam Hohsmmad
Akhtar Ali- R

Eba Bakkar
Bahram ’
ﬁaseerﬁddxn
abdul 2amad ﬁ

Pazal EchammadsYu

Mohammad Hurad”




had turned the funds over to the GOB without LBi1's financial and
tachmical sypecvision, there could have been murh 1ower'quaiﬁtyf
mrnstruct ion to. show for. fha monies éppnt R

?fOQFGS§.w§s_mad9”in upgrad\no thp'capabi ities of tha private
~Antractore. - Over the years their performance on BAlLAD ‘work
. improved and ‘they learned how'to-uti??Le the Unit Rate System nfn_
- Bidding. The lncal contractors have remained fairly small in size’

and have not mads major expansion in terms of their nwnprthﬁgofjj;
f.VPh!ﬁwRSwaﬁd-PQHTDmﬁnf‘ This partly reflacts the arrangement offen

éﬁ wherahy pquipﬂan*'i: legasad from C & W. The:r-:wm.%Pd qrnw%h;
“?: dvp Alsn te the Yimitead demand fov their services in fhﬂ rﬁmﬂ*m,
"famﬁ Pxﬁﬁ0m1¢aily small Mabkran, : ' :

b, Fnrro Arcounf w%th T & W

””Thé Fafﬁﬁ;ﬁhﬁﬁuhf mmrnan1sm wnﬁ dieed wsth F&W for johﬁ'fhf.whjcﬁf'

U thsiewast dquantitiss could not be estimated ahead of time.  This
CAadrangsment wae vised for road reha hilitation and maxq*pnanrn and'j'

fﬂ?;ﬁﬁﬁimmhiﬁmﬂfv :Dﬁairo to ?hﬂ Fﬁbh P1VPF Br1dgp

'Tﬁér?ﬁrfﬂ”ﬁc»nuni Rr“ahgpmnnf d1n have advahtacﬂq SR E BYIﬂweﬁ.forf”
_ timely implementat inn, and it pnah’nd BA%AD fn!ﬂ?‘n*alh significant
Cofiinaneial cand techni~al rnhtrnl ' SRR

:é Eaéé fn*ﬁniht was the urcan% npad for repairs tn the Vprh pvvpr:"
Bridge. . On July 3, 1981, the Project Officer requested that BRALAD

undértaké.émprgenty'repairs to thes bridge, which had been: éamaand'”
“hy'a major flood in thruary " The Mission's Office of Fnc1npprqng,y

had encounteread. da¥avq in contracting for the permanent repairs. and:
the monsoon: acasﬁh3igomed.. Through the Force Account mechanism,
BALAD . promptlv did the necessary survey work and designed fhp*_
emergaenty . repairs Thp'Qﬁrk consistad of stone work UHdPrnpath *hP 
QQCOﬁdBFV_ba1dG9_ rhannp*aaa%1nn helow the sacondary hridge and fhp'
Cfive ailvarts ) qmd rapa1rt to one of thp culverts., .

1

The Force. Arrﬁun~ éﬁPrdarh avnidpd'the.iangthy tendering process.

'.rpqu1fpd for Fixed Amount Contracts Physical work on the Kech

River ‘Rridge began on July 20 and was completed on August 24,

::J1§}U5tra%3hg the effectiveness of USAID/LBII/PPMU/C & W tprhnlca? ﬂ-

'”-and'contractuai rnnrdxnat1nn und?r thﬁ Forrp Acvouﬂf ﬁyﬁfpm-

2. tessons tearned

AL S Aeneral
1t proved useful ta the TA Team to have a separate Construction'
Supervision Section. ‘However, coordination with the Engineering -

Design Section was critical at certain points to ensure compliance
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thh the orwg1na¥ design or to make. sure any field mod3f1cat1ons-*-7
necessary were satlsfactory : . S

Given 1eakageq ‘of various sorts in the GOB-.contractzngf ” 
arrangements, 1t was advantageous for USAID to maintain financial @

overqxcht with the assistance of LBi}. Such. oversight wasf

exercised under. both the F1xed Amount and the Force Account typesf'

of contracts

Under both types of contracts, it was useful to have the TA Team -
provide construction supervision and, often as it worked out,
technical direction. This resulted in a much better quaiwty of@*
work than would otherwise have been the case. : S

b. Fixed Amount Contracts

The following are léssons learned frnm our exper?ence w1th Fixed

:Amount cont .artq in the Makran on water and SDA pro;ects- T

- Prngreqq was made in upgrad1no the Capab111t1es of the. pr1vatpq ”°
contractors. Over the years their performance on BALAD work . .
improved and they learned how to utilize the Unit Rate System

ot Bidding. {ocal contractors. remained fairly small, but some:

of the contractors who started off with BALAD are now b]dd1ﬁ9, :}j
for bigger cnntracts with other agenczes — S L};-'

= The GOB Composite Schedu1e of Rates (CSR)'qncgesfed'unf% 
- prices for contracts that were too. low, given the h1gh'
standard of quality we were asking from the rontractors o

- The qua¥1ty of construction work should be not be compromtsed'55 f 
that is one of the benef}tq that BALAD brought to the Hakran,‘f '

- Tt is-1mportant in the Makran for the BALAD des1gn eng3neer37g”‘*
~and construction supervisors to work c¢losely with the. }oca¥;;¥“

people.  Local input is very useful when the behavior of a
river or nullah water flow is a d°s1gn factor. On occssion

‘utilized early dn the design phaqe

BALAD _had to abandon a project or make design changes dur1n9, : _
construction in part because local information was no§"-‘

- .PPGJQCt  design shotld ‘he done keep{ng ©in _vieﬁ.'the. 160&&21"H

availability of the particular labor force skills. Similarly,
~the availability of construction materials specified in the
tender documents should be kept in mind. When such problems
were present in the tender documents, potential bidders were
discnuraged from fubmitting bids. ' : Lo e

-  Project designs should be as simple as poss1b!e so they can be
‘understood by local people and farmers, and rep11cated by them_;
in the future.
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When working with the local contractors, it is important to-
consider their point of view. Most of them are respected
citizens living in the Makran. The TA Team should convey its
views clearly but politely. ' '

in the contractor szelsction process, contratpors that eome
from the villages where work 1is being done should be
considered favorably in the selection and contract award -

DOoCess,

tocal people and farmers are used to traditional and .well-
ecstabhlished ways of  tackling their engineering pro%ipms;'

Before introducing any new technology or method, it - 'was

important for BALAD. to he sure of the innovation. urnunﬁwnrki.'

must be laid to convince the local people of the advantages of”
new technologies hefore introducing them.

'c;_, Force Accnunt with C & W

The Force Arcnunt arrangement perm1tted BALAD to contract
rapidly for road work when the fixed quantities could . not .
readily he estimated. The Force Account arrancement was

effective, and it enahled BALAD to maxnta1n significant
financial and %Pchniral rnnaro? : s
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C. TRAINING
1. Analysis

_a} Training Approaches

Shortages of qualified personnel! from the Makran ‘who ‘could ;:5"

implement BALAD were a major constraint.  There are several
alternative wavs to cope with such comstraints: making - tra1n1ng an.;
important project component; simplifying the nature of act1v1t1ps f;1'
- te be undertaken in line with local capahilities:; not 1n1t1at1ng;
the planned project; or using foreign technical assistance. Two |
of these alternatives were not possible, as BALAD had already been A
inlt.aten, and project activities were not simplified. on the .

other hand, training became s major, if uneven, BALLAD compeonent, as i

descrihed helow, and foreign advisers were used to perform project
activities. - - - _ S

b.  Overseas Vocational Training

Overseas Vocational "Training was not 1in the original project . -

design, but was added in Novemher 188§ in-reSponse;to criticism
from Makranis, especially from th Balochistan Students
Organization, that the Project was not nrnv1d2ﬂg henefits to the
Coarea. Over the next. two years, 45 Makranis received training in -
the L. S 327 In two-year certificate programs and 8 in non- degreé

technical programs, The program cost about $ I S million, or about'¢ fV3
. $33,333 per student. _ _ RN

The program uqq'popuiar at first, but after their return fﬁbm'+héxé;7_ff

.S, the trainees have had rontrnuxng difficulties finding work.
Even the two-vear certificate did not. make them eligible by civil .
service rules for professional level pn51tanna with the Government;{

of Balochistan, a major employer in the Makran, ‘aithough  Gog S

officials had promised them siuch johs. Many remain unemployed.,

- Because the students had participated in this program, they became.gj- {;
ineligible for another Balochistan-wide fellowsh1p program i

sponsored by HSAID.

Thﬂ.ﬁovemhér 1980 BALAD Evaluation concluded thét' théré is'iittlé !
. positive that can heisaid at this time rpgardlnc the long-term’ |
value ahd-«ustaznah1?1ty nf this trawh\na : Cp

.ﬂ_ Deve}opment:Alternatiyes, tncﬁ,_pp, A5-36.
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c. in Country Training .

The training provided to C & W equipment operators and ‘to

maintenance staff for daily maintenance of equipment has been

beneficial. = In spite of substantial donations of equipment and
significant training, € & W's overall effectiveness as ‘an
organization 1is largely unchanged. Management training - and

institutional reform would be needed to make C & W into a highly
-_efficient highway-departmEnt.

‘The training provided to farmers through the On Farm Demonstrations
was ‘worthwhile. . Farly indications are that many farmers in
sithsequent growing seasors have adopted the practices and varieties
which had heen successfully demonstrated and on which information
was disseminated. Agricultural Extension agents benefitted frﬁm-l
their participation in BALAD agricultural act1v1t19q )

d. .On4the—Joh Training

tong~ and short-term expatriate specialists imparted some of their
skills to Pakistani counterparts through on-the-joh training. Much
of that training, however, occurred within the LBi1 team. Less on-
the-joh training could take place with senior staff in the Jine
agencies (C & W; Agricultural Extension; On Farm Watpr Nanaqpment'
Irrigation; and P & D,.}ﬁc1nd1ng the PPMU) :

 _§. ~Training in the.Evo!utidn'of BAIAD

Like other institutional aspects of BALAD, tra1n1ng {except thﬁ
Vocational Overseas Trawn1nc) was de- emﬂhaqwzed in the early years
as .the Project concentrated on physical accomplishments that would
build credibility with the local population. In the Transition and
tntegrated Rural D@ve1ﬁpmpnt Phases, there was a reanewed emphasis
on traxn1nq ' ' o S -

Tra1n1ng Specialist Sterling Hayden, a short-term consultant to
BALAD 'in Summer 1390, developed a comprehensive Training Program,
significant elements of which were incorporated in the December

1890 Work Flan. By the end of 1990, BALAD had numerous training

ohjectives and nine Tine agencies to strengthen, although some were -

more important to BALAD than others. . Training became spread out ' in
~the Decemher 1290 Work Plan over  many sectors and. types ‘of"
~trainees, including farmers. - L Lo L

Since that Work Plan was so short-lived, it is difficult to judge
whether the _ant1 cipated technical assistance, training, and
equipment provision, slated to be delivered through September 1932,

would have significantly improved staff performance and thereby
have had a marked impact on the performance of the variouz GOB -

~agencies. On halance, we think not, given the other serious.
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ohstacles to public sector efficiency in Balochistan. :Bettéf; "
resulits may have heen achieved in the Transition and integrated. .

Rural Development phases of BALAD if the Work Plan had included;
fewer institutional objectives and allowed for a more focussed

training program.

)

2.  lessons lLearned
a. Overseas Voccational Training

RALAD's Overseas Vocational Training in the 11.S., an initially |
popiiar response to .a poliitical problem, is (so far, at least) a
developwent failurae. Contrary to what they had hbeen told, the 45
trainees ‘have, with few exceptions, been -unahle to ,Ohtain:'c
professional positions with the GOB nor other positions 1in which.
their new <skills could assist in the deve]opment of the Makran;'

A}though we view this tra1n1ng w1th the wwqdnm of h.nds1ght ;af_l
prudent and strset-wise analysis should have anticipated some of | =

the prohlems. A critical togical Framework exercise on _the _ -
overseas training of Makranis should have revealed the. dubious i -

assumptions that  underlay their {purpose - level) ;préjBCted”"

contribution to the Makran's development.

From a development viewpoint, the $1.5 m1} ion ‘spent. pn the .
Overseas Vocational Training has borne little fruit te! date. | |
Perhaps a few trainees could have heen sent to the U.§5, ~for i
training on s highly selective hasis with guaranteed 3jobs awaiting |

their return.

hg-:.ih Country T?aining

in Country®Training was generally successful. - Farmers, equipment’

operators and equipment maintenance staff of C & W, and others
received useful training from BALAD. The training of line agency
personnel, however , did not significantly increase. “the

effectiveness of those agencies. Other kinds of training, as well
as vArious other changes {more inrentives and ‘better .-

accountahility, for examplie), would bs needed to make a marked
impact on the performance of line agencies. : -

Farmer training can be carrisad Qut inexpensfvely.' Al thétfis
required 1s expertise, often ohtainable 1in  Psakistan,  Jlocal

coordination, per diems for training staff, and a minimal amount of

supplies and equipment.  Less easily attawned is ‘the mot1vat\on to
'plan and caonduct the training.




c. On-the-Job Training

BALAD long- -and short-term expatriate qp&cia?iqtc and managers
filled the expertise gaps to enable important project ohjectives tn
“be achieved much soconer than otherwise. 7The foreign advisers

through on-the-job training, imparted their skilis to_Pak1st@n1
"RALAD rountPrparts, and to a lesser extent, to line ‘agency
pﬁrﬁonnp¥ Lo '

d. Training in the Evolution of BALAD

Training was de-emphazired in the early yesars, as the Projeact =
concentrated  on  phvsical  accomplishments that would  build
credibility with the lncal population. By the end of 13380, BALAD
"had nine line agencies ta strengthen, although some were more
important to RALAD than others. Training became spread out in Yhe
December. 1380 Work Plan over many sectors and %ypp: of - fra%nﬁﬁ@ 4
including the ‘armhr: :

in fhp TraHQitinn and integrated Rural Dévpiorment"pha:pq of BALAD,

fewer instithtional ohjectives would have permitted. a more fncu$qu
training program as one component of a fully integrated program: tO"
_-af%axn 1mprovpd performance for a few selected, targeted. ag@nc1oq N

3. Dpevelopment Opportunities

The 45 Makranis who received overseas vocational training represent
an unexploited potential to contribute to the development of the
Makran and Pakistan. The following steps are recommended to tap
this resource: S ' ' : |

he Government of Pakistan and the Government  of
alochistan should eliminate the administrative barr19r%
to their employment. when the actual education received
would technically qualify them for professional posts. .
CUSAID shbould continue to encourage the Gnvprnmentt to
takeée =uch steps. P

- USAID sheuld allow the returned Makranis to participate
in other scholarship programs which would benefit them .
and lead potentizlly bhoth to gainful employment and
improved human resources wutilization. o o

‘An overall approach to training for C & W 1in the Makran'éis :
contained in. the Road Sector Work Program prepared by the Road

Section of the LBl Team in early 1991, Training could be provided’

to €C & W personnel in equipment maintenance and repair;
maintenance, repair of engines and chassis, and Pqu1pm9nf fP§t1nc‘
_and spare parts inventory control.
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USA!chou}d'Sprort further training 1n the.Makran:throuéh chef"‘
arcjects. Certain training can be contracted out to local.

specialists, as was done for Grape Pruning Training in Panjgur by

CBALAD. In fact, this training course should be répeated thi?f

winter. _ o o : o

Training of farmers in Date Pollenation and Bunch Thinning has thée
potential for greatly increasing date yields in the Makran. “This
training, however, is more difficult to organize at present in that
it requires an expatriate specizlist. This specialist should be a
date farmer, rather than an academic. Such specizlists are
available in the southerr desert date-grawing areas of Californial: .

The GOB, international donors, and others interested in the-
development of the Makran, should consider the numercus and
detailed training recommendations contained in the BALAD Training
Program Report. ' S T




D. PROJECT DESIGN
1. Ana?ys1q
a. Differing High tevel Objectives

The Government of Baloch1qtan and USAID differed at times over two
principal types of objectives: political and development. Early
in the Project, local political opposition to BALAD caugsed greater
emphasis to be placed on physical outputs which were visihble to the

loecal people. The political process played a neotable role in the
school constriuctinn program and 1n some. of the karez and l‘ﬁf‘”l’?
improvements. USAID spent § 1.5 million to send 45 Makranis to the

U.S. for a vyear or two of vocational training, with liytie.

development impact zso far.
Y mp

In early 1991, the application of the Pressier Ampndmnnt by USA!D

it RALAD hard. The anticipatad extension of the PACD bheyond
December 1997 was scrapped and funds were de-obligated. - The
Government of Balochistan would have liked BALAD to continue,: and
did not Favor the de- ohawoat1on of U.S. funds from the.Progect‘~

0bv1ou:!y, many pol1t1”al jesues are well beyond the amb1t of a
project like RALAD. But participants who require decisions at the
nroject level merit joint discussion, consideration, and action by

“the two governments. More bilateral dialcgue would probably havp

provided greater clarity to the Project and resulted in more
agreament hetween the governments. Examples of decisions that
could have bheen so affected are those early in the Project.
concerning how to reduce local political opposition, and the later

“decisions about how to spend obligated funds.

,b.  Major Dpveiopmentai Trade~0ff5

Area Dpv9¥opmpnt projects can mean many different th1ngs ? At
one extreme, such projects can be focussed narrowly on ma;or roads

" that open up an area, with perhaps some attention given -to

q\rengthananc instituticonal capability to ma1nta1n these roads.: At
the other extreme, anythineg anybody can label as "development' :andﬁ

implement in a given area can he labelled an area development

program. “integrated rural development” is between those extremes.

BALAD at d:ffﬂrpnt times was at different places along tha% ::H

qpprtrum The discussion below on the rigor of the BALAD PPOJect
various designs will prnv1dP more deta1]

BALAD has heen neither fish nor fow!. 't has bsen many thingS{and

often too many things. The tendency in Projsct dPQign was to add-
elements; it would have been helpful at times for BALAD's decisior-

makers ﬂwmply to have. d9c1dpd that rprta1n 1tpmq wera nnt w1tb1n -
BALAD purv1pw L
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" BALAD faced three major developmental trade-offs:

- infrastructure Construction  vs. !ntegrétéd::_nurgj
Sevelopment; ST .
- Physical Outputs Now vs. Post-BALAD Sustaihabilﬁty} faéd__

- Pubiyc vS. Prwvate Sector Deve%opment 5trateg1as

These sets of alternatives involve trade-offs berause it takes tlmeF’j
and reaources to purque any one of the above. pa1rs - :

Even in its Infrastructure Development Phase, BALAD conta1ned what;f,-
could be considered elements of an integrated Rural Development = -
{IRD) strategy, such as the Special Development Activities. During =
the {RD phase, the Project continued to rehab111tate roads and make o

remediai 1nfrastructura repairs.

' o ' PSR B S
. Concentration on physical infrastructure outputs leaves less time

~and money to strengthen institutions, which are intended to sustain-

the project’s progress. It takes years to develop instiputidnséﬁ}f*’

BALAD was designed following a primarily public sector deve}bpmeétffﬁ~

strategy. ' This changed cver time until, by the end of the“Prbjecﬁ :

various private sector elements had more prominence. But a9a1n~:ﬁf
there 1is a trade-off. The public and private sectors requine.
different approaches. . Different kinds of interventions are called

for in dealing w1th ‘the publlc and private sectors. R g_-'”

R
LT

-Broadly speaking, the GOB, as contrasted with USAID, gaia'highﬁ

priority to "infrastructure construction, physical outputs, -and- a.fi-

public  sector development strategy. More ‘bilateratl daa1ogue_

perhaps could have narrowed differences, thereby contr1but1ng to f-f
tighter BALAD designs and better implementation. Consensus on__;,

cobjectives =2lso contributes to sustainability.

Many people find institutional and planning issues abstract .and .
‘gquestionable. Whatever development approach is taken, it is useful.,i,
for public relations in a remote area like the Makran for projects '
to include tangihle components, and to construct qometﬁ1ng per{e‘ £:
can see. . :




T

»

c.  Rigor of BALAD's Design

A rigorous project design is one in which the following exements_ e
are explicit, clear, and conatqtent from the input level through -

higher level of" ohgect1ves
- - narrative statement of objectives),
- indicators and their means of verification, and

- assumptions.

Fortunately, in the 1270°s USAID supported the development;of"ﬁ_a--_i
design tool called the "Logical Framework” which incorporates these |

elements in a systematic way. USAID requires that all Project
Papers include a Logical Framework. SRR

" The e§01ution_0f RALAD's design is presented in simplified fofm ih  IR
Figure 9.  In the initial implementation phase of Infrastructure |

Development, the design was reasonably well integrated. In the:
Transition .Phase, integration was only partially achieved. as
agriculitural and planning activities commenced. In the first three

- months of the ‘integrated Rura! Development Phase, the design wanf::,_
explicitly integrated to a great extent. That 1ntpgrat1on was: 3nqt"”
during most of 1931, as BALAD was cut back and new kjnﬁs of -

activities added.:

‘The Project Paper’'s original Logical Framework was never revised

during BALAD's  implamentation. In Phase 1: ' infrastructure
Development, there was 3 major change in the original design.’  The

Project concentrated on physical outputs to build credibiiity?With 'f~"'
~the local population; for the same reason, the Overseas Vocational

Training component was added to BALAD. Inttitutiona? stfength6nihg '

- was set aside. Arguably, the emphasis on "credibility” constituted |

the addition of a new (political) objective ito the Project. While

not formalized as a redesign, it appears that BALAD part1c1pants__€u_

were clear as to what the Progect was attempting dur1ng this . phase

in Phase 'it; Transztﬁon BALAD .p!aced more -emphaqiq .on
institutionalization, piann1ng, and agriculture. The balance to be
struck between these elements and the construction of road andf

' water projects was unclpar

_Phase :fll Was. the Entegratpd Rural . Development bhase_ ofggtﬁeﬂ‘ ;
"Project. This Phase ¢an be split into two periods: from October

1, 1980 through January s, 1991, and from January 10 tb_Decémbet,

31, 1991,
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‘Under the LB/ contr&ct extension beginning October 1, i92%0 the! TA::j

Team prepared =& Work F'Tar- spgecTfy ing the outpults 7T woufd e T'Yver

AL CahmEas ST THL Taam Wieh ShOLERIuL SR Atk A

relat fonships, horizomntal and =t itcal, amonst objectT\/Ps :Thr‘ougﬁ .

interconnected branches, low level ahjactives were linked ‘tQ

BALAD s overall goals. BALAD s higher Tevel obgect1ve='from the:

© Decemher 1930 Work FPlan are shown in Figice 10.  Note the !

agrfcu}tuba?_cbjective or the right:

© SUCCESSFUL
RESULTS OF BALAD
° ON FARM. .
DEMONSTRATIONS
- DISSEMINATED

This ottp: _objective was tec be achieved by'ac¢dmp1%sh%ng lower: -

output objectives, as illustrated in Figure 11, oW Ie?el:_‘”

"

objectives, such as

[agricultural) areas identified” were Yinked =~

to the BALAD goal "Makran Better !ntegrated into Pakistan.” On the[""

‘objective trees the test of “"manageable interest” was applied to
Jjudge what the team could with some confidence deliver; these

objectives became "deliverables,” . he
Loegical Framework., Assuﬂptwons were also addressed. The draft-

corresponding to outputs in ihe;ih"”

Work’ Plan underwent minor revisions in response to Mission commentﬁf :;;;f; i
and was presented to the G0B. ©On January 8 the Pro;ect Steerwng}__iﬁi;;mé

Pommvttep in Quetta approved the Work Plan.

A!though not presented in this format, the Work Plan adhered to the T}7:;;1_,¥
~reasoning of the Logical Framework . Mi1ssing were proper statements.’_ e
of the purposes of BRALAD; judgments about purposes are moré thez__

province of USAID than its contractor.

The second period of the Iﬂ*egrated Fural Development Phase began

with the Mission's direction to the expatriate TA Team to leave . |
Pakistan by January 15 because of the war "in the Perswan Quif.

Subsequently, the Pressler Amendment resulted in RALAD's funding 

and scope heing reduced. tt had besen anticipated that the PACD. .
would be extended until September 30, 1392, but the existing. -
December 31, 1991, PACD ‘was confirmed,  The expatriate road and ..
water engineers were not allowed to return to BALAD; the chief of ... [ 0

Par\y and tbé Agronom’ qt returnpd in May 19891.

Dur1ng and aftzr thﬁ ﬁvavuation “activities not in the Decembehfff_:'_
1990 Work  Plan wors acded, such as those related to micreo= o .

snterprise, Tianhsirtes, . tourxsm, - newsletters, community ..

- participation, and emergency repairs to the Kech River Bridge. = .

. Thase activities and those remaining from the December 1330 Work:- ..
*Pian were not woven *ogether into a new design. - Lo

"!t s natural and desxrab%e that a proaect tike BALAD shou?d chang#g v;
in response to circumstances, tessons lparnpd atong thﬁ way , and -

"a?tered pr1or1t1pq of the qponqor1ng gove .nmentq " BALAD d1d_
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_.éhangef -Fdf'two periods -- the yeaf and-a-half Trahsj
“and the last eleven months of the Pro;ect -~ objectives
fully integrated Dur1ng most of BALAD's implementation; b

" could be interpreted to suggest that, since change is dynamic, the -

: On ba]ance, the absence of nroper]y bp&t!f}ﬁd ex ante pu

process shoauld have been ccllaborative, involving the GOB, USAID,
" the TA Team, and other interested parties. '-Key dec1s1on~makers:“

~concerning RALAD's purposes.

impractical from a management viewpaint. _ RS RO

~grounded. Two key questions were not answered:

instead, . an ~approach was taken which maximized ‘use- of _outpu

requ1rements

 AID/Washington.

there was clarity in objectives. Phase |, which: lasted_éﬂ
three years, was cleariy focussed on infrastructure devels
d.'._Phased-aesigns

BALAD would have benefitted from periodic redesign pfoéesses

should have interacted and sought common around; especial}x;_ijx
The term “phased” is used rather tharn "rolling.” The latter term-
project. design should ‘be continuously Changing. 3fhis [i§5

e. .Purpose Leve? Honltorang !nd1cators.
The 1ack of proper!y specified BALAD purposes. and the1r da factoi'

changes over time meant that the Purpose Level Moni*aring H}dlc:zat*torj_'__;-,__‘=
(PLM) exercises in 1990 and 19831 for BALAD were _1nadequatelyjﬁjiT

- ' There was the original design' and more.than Oﬂe-d87det6]£ ﬂ;
désigns - since then: - which one should serve as . the . .
baseline for comparison? ' _ - P

- What would the Qp&rlf\&d purposes and their 1nézéatorsff5~
' have been, if they had heen def1ned at the time - ¥
changes were made? s

indicator data,.which.was generally available, and used
sense- to say something at the purpose level. = in practi
meant casting ahout for data that showed some sort-of pact
arising from the outputs. This process resulted in the output, ar
so-called purpose, level indicators prepared by the TA Tea
request of the Mission. These were accepted by USAID in: wln
and October 1891, Th1s approach was adnpted as’an underskandab1e“_ﬁj
response, carried out in- good fatth to meet admini: LR

indicators undermined the validity of the PLM results and may have = =
clouded - their  intended usefulness: for the Mission . and .. -
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 One addxtlonal problem with the 1nd1cators meritssnentwon, although

it is . one some development professicnals may feel uncomfortable . -

discussing. ‘Especially in the early years of the Project, some.

actions were taken to satisfy political objectives. This implies '
that there should he political purposes which capture the resulting . |
impacts. Omission of political indicators for BALAD meant that the . . '~
PLM indicators were incomplete. t(f one of the political purposes = |

was to foster more favorable attitudes towards Amerxran-assistedi
~development, then the omission of an appPOpriate indicator %ed to
an underqtatemnnt of BALAD 's payoffs. -

There was a pn%wtwral element in BALAD's inclusion of construction
of schoolS and some water projects, and of'the Overszeas Vocational
Trainihg.. These activities were subjected to a cursory development
review; bhaseline data were not generated. There was, for example,

‘an absence of haseline data at the purpose level fnr the qchools, ;

which was impossible to re-create in 1991, whern the attempt was
made . tn short, politically-influenced activitd es generated
developmant 1mparfq that were difficult to measure. I R

f. - Design Tools

ATthough targely neglscted in BALAD, the Logical Framework is a  __} 55

powerful tool for designing Area Development Projects as well as:

for the management, implementation and later for radesign. -
"Objective trees” are a useful device for elucidating the

" horizonta) and verticat relationships among objectives.
__App!1rat1on of the test of "manageable interest” separates the -
output™ level in the Logical Framework from the higher levels.. An

objective is said to be with the project's manageable interest 1f7f ;?;'*
its accomplishment can be confidently pro;ected with the given t1me. ;"

‘period and assigned resources and assuming the (fairly qafe);;
' assumptions hold *rue. . : S

2. Lessons learned

a. Diffeﬁing Hi9h tevel Objectives'

The Overseas. Vocational Training Program, initiated to counter *”'

local political opposition, for which USAID paid a h1gh pr]
appParq at +h1q po1nt to have been a development faIIure.

‘BALAD has often tr19d to be too many th1ngq. There was a tend
" to add components. it wonld have been helpful at: times for BALAD" s
~decision-makers to have decided that certain items could not beg?f
ﬁffert1ve!y lntpcrated into the existing Project. . .

NCY o

'lncreaqed dxalogup hptwpen UQAID and COB could have contrvbuted to3"'ﬁ'

tighter project designs and better implementation.. Consensus on

9z




objéctiveS'COntributés to sustainability. Over t1me, BALAD s des1gn;.j
became more complicated and ambitious. More frequent and open

bilatera! decision-making about what BALAD should be could. have |

resulted in hetter consensus on fewer higher level. ob3ect1ves
thereby maklng BALAD more manageable and susta1nable S

b, Phased Desxgns'

BALAD shouid have gone through per10d1c forma1 redesign “:w%hé

process should have been collaborative involving the GOB, USAID, - |

the TA Team, and other interested parties. ey decision-makers
should have interacted and sought common .ground, espscially
concerning BALAD's purposes. Logical framework exercises should
have been condiicted for BALAD romnonents that were candldates for
redesxgn : :

Change and develapment are by nature dynamic, but prOJect d351gn _
should not be a continuously changing target. This is 1mpract1ca}
from a management v1ewpo1nt :

¢. Purpcse Level Honitobihg lndicators

The lack of clearly specified BALAD purposes made the Purpose Level
Monitoring indicator (PLM) exercises more difficuit. The absence
- of properly specified, ex ante purposes and indicators undermined
“the validity of the PLM results and may have reduced thezr

usefu!ness for. the M%ssaon and A!D/Washlngton CE 3

Omission of political 1nd1cators for BALAD meant that the PLMj
indicators were incomplets. 1f one of the political purposes was.
" to foster more favorable attitudes by Makranis towards American-
~assisted development, then the omission of an appropr1ate 1nd1cator
led to an understatement of BALAD' s, payoffs. : P
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E.  MANAGEMENT

1. Aha!ysis'

a.  BALAD Compound and Vehicles

Because of Turbat's remote location and lack of . utilities, it was = .
necessary to build a large compound with its own water and power . . [~

supply. The BALAD compound’s office, storage, vehicle maintenance,
and residential buildings provided an essential! hase of npprattnnq_
for the TA Team. _ . : :

Many of the LRIt staff, Pakistani and expatriate, lived dnﬁfhe,”

compound and its amenities were important for their welfare and-

morale. The facilities are generally excellent. More attention

. probably could have been given to the Makran s c}wmate in des1gn1ng_'

the two largp req1d9nt1a1 hlocks.

‘The TA-Team operated a motor pool of some 30 vehicles.-:lt #a3"

quickly learnaed in the early months of BALAD that heavy, four - whepl_

drvve vph1cle< were requ1red to cope with the Makran ‘s bhad roads

in short in remotp Turbat the BALAD compound's se!f%cnnta1ned“'
work, _reQ1dentiai and recreational fac1n1t1es were . Important§t04
Qtaff product1v1ty and welfare. ' SR

b. Personne]

1)  Pakistani Staff

The TA Team was a mixture of people from d1fferent p?acas.é A N
-_typ1ca3 emp loyment Yevel wou]d ‘break down as follows: ST

tocal Balochis . 18

Other Pakistanis Y §

Expatriates . 3 i S
Total ' ' _ _1?8

About two-thirds of the employees were local Balochis, hut few were
employed in professionai positions, as there is a shortage of -
_Ba1orh1s with Png1neer1ng and other professzonai qual1f1cattons,'

"~ For the ppop?n of the Makran,.the d1rect emp]oympnt of 1oca! ppople ¥
was. perceived as an important Project benefit. “For LBI{ .

management, it was necessary to be aware of the_}acal.aa!o¢hif,
culture and to have Balochis represented in BALAD's Team at the
professional as well as support level. : T . .
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LBii's non-Balochi Pakistanis and expatriate empldyees provided
'skilis that were not found in the Makran's labor force. There was
very low turnover among the Pakistani staff.  The quaiity and:
stability of the TA Team enabled IBil to meet its responsibi]itiesi
well. o ‘

'2) Expatr?ate Staff

- The per1ods of emp?oyment of the lcng term expatrzate staff are  .3_

given in Table 7 and displayed in Figure 12. Generally spsak1ng,}

throughout the Projsct the TA Team consisted of a Chief of . Party,
a Roads Engineer, and a Water Engineer. An Agronomist and Planner_-
were added in 188S% and 1990, respectively. - -

- The last two Chiefs of Party also had technical responsibilities: |
James Schoof in Water Resources and T. Dwight Bunce in Planning.
The long tenures of Douglass, Jones, and Bradbury provided SIS
continuity to the expatriate staff, which is important in a-?foject_;

as complex as BALAD. Cn the other hand, there ware a fewggaps@_ju  
between the departure of expatriates and the arrival of |

replacements.

BALAD's management history is instructive. COP David Jones |

productively used his time managing the TA Team and coordinating =
with USAID and the GOB. Jones presided over most of  the .-

infrastructure Development Phase of BALAD. Schocf.he?d_Swayfduring-§ 

the Transition Phase, where, as he described it in his Close Out

Report (p. A-1), the project was "...groping for a balance between .~}
its planning or1entat10n, social ob}ectwves and necessity for some b

phys1cal accomplishment .® At this time, USAID was recons:der!ng
BALAD's higher level objectives. Bunce, the COP during the IRD
Phase, was alsoc the expatriate Planner. His tenure was affected by
the evacuation of the four-person expatriate team in January 1991,

with only Bunce and Agronomist Bradbury allowed to return in Hay,-a,a.“

and the anpitrat1on of the Pressler Amendment from late January'?
through December 1991, : e

The senior team members were-evacuated from BALAD' s base-in.Tﬂbbat,;g
at a time when the effects of the Pressler Amendment took & heavy
toil on the Project. Ten million dollars ware de-obligated and the
expatriate lang-term team was halved. The Pressler Amendment
changes continue as this report is being written. A six-month

extensicn of the BALAD PACD was sxgned by the M1531on Dlrector on:ﬁ*"

Novemher 25, 3891,

uUse of short-term consultants, and the various USAID! approvals |
needed, add to the aiready high administrative burdens of a large |
USAID-financed TA contract. Table 8 lists the short term_j-f
consultants used on the Project. e '




. TABLE 7

LBII LONG-TERM TA TEAM

. NAME

.

DORATION = |

 DESIGRATION

FROM

TO

DAVID

STngN'

~ |pavip

STEPRER

DAVID

NEDHAM
GARY
JAMES

|oawiEL

THEODORE

T.DWIGHT

DAVID

| xenT

- GAISER

SHEPLEY

DOUGLASS

KAMBOL

" JONES

HERRING
BRADDOCK
SCHOOF

BRADBURY

MCKENZIE

BUNCE

.BOGGS

LANDE

ROADS

. COP/WATER
 KGRONOMIST

Rogns

coP
'PL&&NER
WATER
ROADS

copP

CONRSTRUCTION|

COF/PLANNER
HATER

ROADS

 NOV, 1990

JAN 5, 1986
JAN 5, 1986

FEB 21, 1986

APR 21, 1986

NOV 11, 1986

UL 26, 1987

JuN 29, 1988
APR 16, 1989
JUN 10, 1989
JUL 30, 19%9

SEP 21, 1990

 oCT, 1990

SEP 1, 1986 -

ocT 5, 1986

{FEB 15, 1989

JUN 1, 1987

waR lo!?iésgg_,“_«i,
avG 10, 1989 {
MAY 27' 1939 § |
Ana114;flésofﬁff 

030 31,;1991

AUG 1,

| DEC 31 p 1 991 | , . .
MAY 31, 1991 [
."Hat f9';1991"};fa

;ﬁijKGTRRTH?QH¥53.
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R Admanfstrat1on

_Imp ement ing RAl AD resulted in great demands for administrative .
. services L= commur&cataons, transportation, payroll, fringe '
~benefits, approvals from USAID, modifications of scopes of works .
- .and contracts, and accounting. Major contributing factors to these .
- demands were: T - U B

- Turbat's remote: tocation,
- {nadequate communication facilities,

| - Offices invalved with BALAD located in sevpra1 c:t1a:*“ _}Z

Turbat, Quetta, i:lamabad and East Orange,

g - USAID'report1ng requirements, incTuding;-'
:é' _ QuarterTy Rpporte and Work P?ans,.- .
 _oﬁ | ancrtq of short- term consultants,
| Reports on projected official travel outéi&éjtgéﬁ

T

_Makran of the senior LBIT staff,

o
: qfaff
 § _'”Mgnth}y'admiﬁistrative close out Eepﬁrts; ;i“
N _ MﬂS“répbrts:on sﬁb¥proje¢ts;
.6_.._Tééhni§al;repofts of {éngftérm'stafff
- 'Redﬁiremehts.relafea t§ Short-Term Consultants |
o USAEE _Pﬁbject  Officer. épproval of 'conSthaht%;"u
~their scopes of work, and internationa] travel,
é . Approval of daily rate and six- day workweek by %h#¥ x:' 
; CUSALDS Contract1ng Off}ter, -
_é B Prpparation of budgets for eéch aSQ%gnment”_
©.  Approval: fram the GOl to travel to the Makran,_.af}
o Approva3 from thp Reg1onai Qecurw‘v Officer of thp;“

Amer ican ronqu}ate in Karachi  to travel to the: s

- Makran.
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- Chénging-_aontraétaai ‘arrangements for the Téf:Téam'$:_
' Pakistani_staff members, ' S ' S

_-' Contract extensions and MDdificatinns,

Fortunately, LBii had senior Pakistani administrators to cope with- - .
the administrative work arising from the ahove-factors;}the;QOP$_ .,
also had to devote time to these tasks. in response to a very .
helpful = Mission suggestion in May 1391, 1Bt assigned 0
Administrative Specialists (first .1 Brewer, then | . Richardson) ta . 7.
shoulder administrative burdens related to the close outh of the -7
Project frou .uly through December 18%1. o EURRE RN

d. . Coordination and Comminication

An BALAD, coordination and communicat ion between the GOB.ah#-USAiﬁgfﬂ
and between esach gavernment and (BRIl were important,__ E R

tdeally, in the implementing process the three key implementing
- BALAD crganizations would be kept generally informed, with each

organization receiving as well the particular information ito meet!

its needs.’ i : B SR,

1), Communication with USAID L
in addition to administrative communication, it is important” for|
LBil to understand what the Mission wants done technically. A key -
starting point is the contractual scope of work, but  when
~Gircumstanceés and Mission priorities change, scopes of work can .
change, or the approcaches to and weight'of'particu?ar'tasks?cah;be_ﬂ--
altered accordingly. ' : ' . S R

A poéitiveffa?tor in communication was the'¥ow'ﬁurh9¥er_fﬁ:USAID;Jf;i”
Project Officers; two Project Officers covered almost the{ﬁntire{_xn
imp lementat ion freriod, ‘as showry in Figure 130 S Do o

The mass of reports provided by the TA team was prebably useful, = ¢

but overall reporting could have been improved. In the context of |~

a clear design, information ne2ds of the HSAID and GOCB could have |
~bsen better defined. ' D : S Lo s

in late 1990, drafting a new Work Plan that explicitly ‘laid out ' =
“interrelationships among objectives and eliciting_reactioﬁs_from' f?'
Mission persannel enahled (Bil to better match the Deéembérg?SSO P
Work Plan's activities to the Mission's views. Discussions ion the | ..
definition of that Work Plan helped to establish a consensus |
“between USAID and the Q0B on where BAl AD was going. RS IR
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"-2) Commun*;ratmn with the PPMU

- As. shown by F]gure 14 there has been some turnover in the PPMU'“.

Directors; the lengest serving, Mirza Masaud Ahmed was and still ts_i_’

~the Deputy Director, who filled in (as shown) as the Acting !
Cirector. FfFor much day to-day business, relations between LBI! and
‘the-PPHH'were amooth but at t1meq there were tenSions : ' '

Somet imes the tensrnns reflected the 1nteract1ﬁn of personalx*teu,_¥'
But there was a sericus under1y1ng question:  Who was in charge of

-BALAD?  Some PPMU Directors believed that they coild direct BaLad -+ 8

to the extent of ordering LBII to do certain things. On the other
hand, LBlt was under the guidance of. the Prn;egt Officer purquant

to the USLID-LBIY Pontract it may not have been approprlate_to'{’
turn over major implementing responsibilities to the PPMU gwhjch_i;'

was not fully qtaffed

‘The . questinn. of who was in charge itself leads. to a mdfg;ff

fundamental Qquestion. — That is, was it more important to. work
through the PPM, “strengthening it in the process, or to rely
heavily on the TA Team and accelerate the . generation of ‘(non- 1

dnstitutional) outputs? This a one of the devélopment %rade offqﬂé'
de_FlJbS&c‘f IIi thF- a8 exsrnent of pr‘()Jf_(‘-t' tiz—'slgn _ _

2. iessons t earned

For the penp!e of the Hakran the dirent Pmplnymvnt of local peop]

was perceived as. an impertant  project  benefit. o Foar tBird
management, it was nerPSaary to he aware of the jocal culture and |
to have Baluchis represented in BA%AD s team at thc p:ofeqszonai as '

well as $uppart }evel

An.ambitinus !ntpgrated Riural Development (tRD) Droject;‘édéh?aS-'?

BALAD in its secaond qnd third phases, needs a'full—timejmanagep as’ ;
Fh?&f of Pdrty . T N

The three kwy 1mp¥ement%n9 BAiAD crgantzqtlons - HSA;D"Gﬁé 'éﬁdu 1

LBLF -~ shonld be kept generally informed, with sach: organizatxon
rere1v1ng as wp%l the partzcu?ar 1nfnrmat1on to meet 1t§‘n§§ds,,,

In the_nontert of a ﬁlear design, infarmation necdq of the?USAfD .
~and GOBR cauld have heen hatter nrfinei ' L ST
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.and technical supervision; the Karez Owners Association provided:

- 1991,

FL COHHUN!TY PART!CIPAT?ON
"1, Ana!yﬁis
The topic of commun?ty part1¢1pat1on 15 one that has 1nvolved BALAD.

in - different ways, wusually as an aspect of BALA@ water, S
asr1¢a1turai 'and SDA act:vxtses. _ 5

Community; participation can cover a range of 'd#Ve?opmth,ﬁ.e_}u
interventions. At one extreme is a community development model in 0
which, with qome externa? facilitation 8551qtanre, a rommunvty

'_?: :.1dent1f1es jts p}f neerds,

- chooses sg]utions to meet them,
- - mobilizes its own resocurces,

o= imp?eméntS'the-solutions,'

4_ '.monitors éhd eva1uatés r39u3ts,
  %_T -and rppeats the cycle

At the other.extreme,-a oovprnmpnt or donor determines what 1f "¢;:;fﬂ
believes is ‘best  for a community and implements programs: w1th_"
little or no community involvement. ' ' ' :

BALAD s interventions were between those extremes. Activities with-
community participation elements are assessed in the. sectoral .
~assessments above for water, agriculture, and SDAs, to which the
- reader is referred, . . o S RIS Tt

in Phase 111 of BALAD, more explicit consideration was given to e
community participatioen.. In 1891, efforts were made by BALAD ‘to
encourage the Balochistan Rural Support Programme, a Pakzstanx'NGﬂ_fQ
- supported by the German Government, to initi{ate activities in the .. 1 . .
- Makran. These efforts were u1t1mat9?y urtuccessfu? BRI Shegl B
_s'BALAD-successfuliy carr1ed out a Local antr1but1nn Project at”‘
. Basol Karez. The Project replaced a four-inch pipe crossing a -
- nullah. with a 12-inch one, and made ancillary ‘improvements to
reduce leakage and to withstand floods. BALAD prov1ded the pipe

‘labor and other materials. = This project and a similar one’ are.g'i; b
analyzed in  the report “BALAD tLocal Contribution 'ProaectS"*_{ S
implications for Part1r1pat0ry locai Deve!opment Effnrts,f Octoberjs' B
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S karez improvemants.

Z. Lessons Learned

fPart1c1patxnn by the recvpients in both project selection and §
1mpiementat10n increases the likelihood  of better: quality” S
eonstruction and its subsequent proper operation and malntenance Fre
Thus community participation can contribute to the sustaxnabtllty'ﬁ
of construction projects, such as. pr:mary school constructlon and

Farmer: need to ‘have a personai stake in the dP\c]npmeﬂt process._ _
Demonstration programs should be held on farmer's land rather than =
on. government farms. - The demonstrations should include _major.. o
contributions from the farmers in the way of land, water and labor
while the Project should concentrate on hasic inputs such as seeds,.__ 
fertilizer and ideas. ‘The farmer should fully part1c1pate 1n ‘the

!and prepara+1on, sowwng, appl;rat:on of treatments,_etc.j‘ o

Farmers partx“xnat}ng in a well organized on-farm demnnstratzon; _J.

- program develop a sense- of community through project effonts such . -
as field days, study tours, etc. This should be enCQuraged and can'j
he directed to rcinforce' agricultural change, increase. the
tikelihood of ‘uqtaznab1llty of changes introduced, and f30111tate
_the spread of development dwaa :

on farm demonstrations conducted hy BALAD 1nrorporated 519n1fﬁcant‘
beneficiary contributions. These demonstrations are prom1s1ngf“
avenues for future agricultural development in. the Makraﬂ, Such!
- development through various linkages will help the community; but!
demonstrations  per se .are not vehicies for non- agrzcu?tural
community dcvelopment It is possible that the demonstrations over, .8
- time could he channeled through local farmers nrcanizat¥ons, huti_mff
such organxzataonq do. not presently exist in the Makran. i BT

Karez Owners Assortatlons appear to be more akin to a form of-
husiness organization than to hroad-based commnunity organ1zatzons _
It is doubtful whether such associations could ‘serve .as the-
institutional merhan;cm for a varzpty of 3n.**venL:0ﬁs xntende B
help the community st large. :

3, Deve}opment Opportuﬁitves

: On Farm Demonqtratlons are an excellient way to achxave henef1ciaryfg ~.
contribution to agr}rultural devﬁlnnnent efforts spansosed y*donori)]f;;
. organizations, . - : !

NGOs ma? he a useful way to achieve « comminity partiéipatiphjinjthe?r,U;
Makran. = BALAD had no direct experisznce in this regard (NGOs are a |

rare breed in the Makran). f an NGO is used, care should be taken'
so that its activities do not fall prey to political influences
which undermlne the development purposes. R S R
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G. PR!VATE SECTOR DFVELOPMENT
1. 1 Anaiy=1q

whxle BALAG overall has followed a publ1c rather than &a. pr1va%e'_.
 sector development strategy, BALAD began in the Transition Phase -
‘and then.in the IRD Phase to give more attention to private sector
deve!opment BALAD's ‘involvement with the private sector may be
- analyzed in two broad categories: direct action, and studies and
_work:hopq : _ o L

'_a. Direct Action

in the Mékﬁanﬂ'BALAD'has directly helped farmers and private sedtor
- construction contractors. Those experiences were assessed in the
Agriculture and Management of Construction sections above.

b, stud@és.and wqfkshops

In mid-1990, two LBI!! consultants, Stephen €. Silcox (Marketing
Specialist) and Gilbert Lane (investment Finance Specialist)
conducted a province-wide asséssment of the prospertq for private.
-sector investment in Balochistan, Their report "Private Sector
Investment Climate Assessment of Ralochistan” (July 18, 1%30),
ident i¥ ied numerous constraints and concluded that nr1vat9 =ect0r'
1nve=fment potential was 11m1t°d to a few areas. o

BALAD carried out f1¢her1as and tourism studzeq wh1ch promoted.”'
private sector involvement. These studies resulted in the reports

"A  Preliminary Review of  the quher1es Potential Off the _-

'Baiochistan Coast” {Jduly 188%1) and Opportunvties for Tour1sm°
Preliminary. Rev,iew” (October 1991). . : D

tn the area of agriculture, specialized studies were prepared;éé1l_
concerning private sector potential, resulting_in the foliowing
reports: o _ : _ R

b -

 ':f Date Processxng Factory, Turbat * by M M. lran1

=" Program for !mprovement of Bate Palm Cultivation, andf“
-’Processing in Makran D1v1510n, by Zidan E. AbdeT—AI

e "Marketing of Makran Dates,' by ﬁ.M. Irani: and F. C
2 Masson L - ' , __.;"

- f.*Marketing of Panjgur Fruits,” by K.A. Sfddiqi_ahle;G;_i
" Masson! : S cE N SR
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in 1990 and 1991, BALAD argan;zad and/cr presented a number of
workshops or conferences which involved the: private sector*- |

- BALAD 11 Piannlng wﬂrkshop with representat1on from the"'
Balochistan private sector, “held in Karachi, May ‘1980 .

Many ideas suggested for BALAD 1 concernad the: prtvate?'~!f

_sectnr

- BALAD Evaluation Workshop with representation from thsf Y

private sector, held in Quetta, Cctober 1990, cons1deredw-
private sector issues. . L i

- wﬂerhop for the Balochistan Chamher of. Commerce, thh :
' BALAD logistical support, in Karachi, dune 1991,

- BAL AD Planning Conference, in Quetta, oCtober 1991 where?'

the partnership of the puhilc and pr1vate sectcrs Inj:_ff

ragional p!ann1ng was emphasized.

The ideas prwsented in these studies and wor#shops are at, dwfferent
stages.  in some cases further studies are indicated ‘--: For
fisheries, for example, to determine the stock of pe}agxc fish
(e.g., tuna). & few studies made rerommendatlnns which are closeri:
“to hav1ng developmental impacts, such as the analysis of date
marketing which recommends private sector date auctions housas for
Turbat and Panjgur, poss1b}y with Asian Developmpnt Bank ftnanc1ng

All of these BALAD stud}es and work;hops 1nvn}»ed private sector

-representatives and expert consultants in the identification of: el

~development opportunities.

2. lLessons Learned

The overall lessor is that there are private sector 1nvestment
opportunities in the Makran, but the constraints are serious. For!

many of the . poss1n131t1es, further study is 1nd1cated beforesij
der1d1ng whether major investments are warranted. o : !

Pr1vate sector support organ?zat1ons in the Makran and e!sewhere in

Balochistan are non-existent or weak. Thus 1nst1tut10nal}
mechanisms are lacking through which donors, 5uch as USALID, could
work. The Balochistan Chamber of Commerce and Industries has the |

potential to take on a much more 1mportant deve lopment role in the
provznce o

Karez Owners Assoc1at1ons are close to being hus1ness assocz&ttons,:

‘as discussed in the report: BALAD Local Contribution” PrQJects.} [¢f

'Impllrat1ons for Participatory tocal Development, " October 198%. 0
. Thesp associations merit further exam1nat1on P S
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"Lessdhs 1parned concerning agrirulture and private rnnqtructinﬁ
contractors are discussed in the Agrtrulturp and Managﬁmant of
'Constructton tnctinnt of thte report.

- 3. Deve!opmant Opportunities

BALAD studwee and workshopa have uncovered potentza! opportun1tlesV
which are discussed in specialized project reports. in many cases,

such as fisheries and tourism, further studies are needed hefore

‘deciding whether bona fide opportunities exist which warrant -
investments, . Do
~development are presented above in “the assessment of the
Agr1cu¥ture component of the Project. : o

Thn creat1on of a cell for Market Research and Fea=1h111fv S?ndweqh

within the Balochistan Chamber of Commerce and Industries, which is

under active consideration, may help in the ?dent1f!rat19n and
realization of dnvn?opmpnt npporfun1ttes o
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CHAPTER 1V

THE | ARGER | ESSONS LEARNED

This chapter. presents a summary of iessons learned organized by
topics of particular development interest, " They were disti?1ed_q
from the more detailed tessons learned contained under each of the .
Project components in Chapter Pl1: ASSESSMENT. : sk

The synthesized, farger lessons have broader implications for
pPlanners,; managers, and participants in integrated rural oo
development projects in the Makran, as well as in other parts of - -
the world. ' : : - R

A.  INFRASTRUGTURE DEVELOPMENT

For - technically sound and cost effective development ~ of =
infrastructure, planning is essential. Planning for the roads and = -
water sectors should be in the context of comprehensive regional . .-
plans, The framework of the Regional Plan for Coastal Makran: .. -
helped estahlished the water and road - development interventions Lo
most critical for regional growth and for meeting the most pressing
~human needs. : ‘ I

Effective management of scarce water resources needs to be based on =
8 continuing analysis, for each water basin in.the'Makran,'Qf
"existing groundwater, annual withdrawals, and the natural and
artificial replenishment. Use of basin water bajance analyses can.
help planners and regulators take steps to prevent over-:
exploitation and groundwater depietion, and their negative human
and economic impacts. : ' R

Thefé'are-many modern road planning and engineering methbds_ﬁhich'
can be usefully applied in the Makran: +the BALAD TA Team, working
with C8W, developed and hsgan appiication of: _ ; :

- the road classification system,
R géométfic.road standards,

= road condition surveys, and

- traffié'counts.' |

The TA Team wusefully provided construction supervision and
“technical'direction, resulting in a much better qQuality of work
than wouild otherwise have been the case. L Lo
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Given - Ieakages of various  sorts in the GOB contracting’
"arrangements, it was advantageous for USAID to maintain s1gn1ficant
financial oversight wvth the assistance of LBII, '

The Force Account arrangement with C&W permitted BALAD to contract
rapidly for road work when fixed gquantities could not readily be
estimated, and enabled BALAD to maintain significant financial and
technical control

.B.é INSTITUTIONAL DEVELOPMENT
1, The Need for Change

Effactive public institutions are necessary for the Makran to be
developed. . . : S

in spite of BRALAD s provisinh of substantial technical assistancgg
‘training, and equipment over the years, there was Tittle
improvement in the performance in the Makran of: : : P

- the Commnnication'&.WQrks Department,

-~ Agricultural Extensioh, and

- the PPMU (in’ p?annang, as contrasted with cnntrart1na for'
~construction, in which it performed well) '

Equipment provided to C&w by USAID is not -being maintained to
realize its useful Vife. C&W is not implementing a coherent.

strategy for either road rehabilitation or ma1ntenanre, it works

- mostly on an . ad hoc basis.

C&W mahagement personnel are moved around=too frequently; unless a
supervisor or engineer is allowed to remain at post for at least 2
1/2 - 3 years, no continuity can bhe dPVP?Ode and no futura;
rppiacpmpntq can be trained. o

A better and more consistent means of cash flow from the centra!'
government to the ocutlving districts needs to be developed. C2W!

~work is often stopped for lack of payment and fuel vendors offen
refused to deliver petroleum-ocils-~lubricants becausa of long -

Vovnrdue payments

Low cost agricultural development can be achieved through a well
plannad program focused on farm based demonstrations. Introduction.
of change in the agricultural practxres of remotely located farmers-
served by poor infrastructure is possible provided a “"farmer f1rqt
approach is- used. But the Agricultural Extension service s
largely lneffert1ve as an agent of change in the Makran..
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Within the current GoB planning system, - including the PPMU, |
information flows tend to be top-down, with little dialogue on

development priorities. f a decentralized planning.system=is':_f' 
developed, there will be a naed for two way dialogue and'greater_i  -

and more systematic information sharing.
overall the PPMU, as a planning un{t, remains at any_ear[y sﬁage_pf {f
~development. More collaboration among the PPMU, P&D in Quetta,
USAID, and the technical assistance team could havs }§d to morae
improvement in PPMU's capability at the end of the project. _

Institutiona!_ development takes time and much Cbopératfve
interaction, both formal and informal. : : N

2. The Changes Needed
a. institutional Reform

In the GOB, major institutional reform would be needed to dayélqp
effective 1ine agencies. Reform would require some combination of

political will, high level administrative comnitment, higher pay_ﬁf  
for employees, and better qualified technical personnel. Such a @

combination was absent and BALAD made little headway on . its
institution;strengthening'agenda. : : ' > =

Regionai Pianning and the related public and 'pfivate 'éectof

investment promoti~ are needed in the Makran but  there jsfno;iif

institution mandaisd and equipped to pursue them.

Institutionalization of regional planning requires = policy

commitment, leadership, a defined data collection ‘and anglysis_.

system, and improved government decision-mek ing linkages.

b. Training

BALAD long- and short-term expatriate specialists and managers
filled the expertise gaps to enable important project objectives to
be achieved much soconer than otherwise, The foreign advisers,
through on-the-job training, imparted their skills to Pakistani

BALAD counterparts, and to a much lesser extent, tc line agency‘-gi

personnel, :

- Farmer training can be carried out inexpensivaly but the mot ivation
to plan and conduct the training is less easy to obtain.. Training
- of Agricultural Extension and On-Farm Water Management staff at the
~ltocal level may increase certain skiils, but there is little hope
these skills will be put to use unless and until major changes in
the entire system of Agricultural Extension takes place. -

-
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¥ From a development viewpoint, the $ 1.5 million spent on the
N Overseas Vocational Training has borne little fruit te date.
Bl Perhaps a few trainees could have heen sent to the U.S. for
training on a highly salective basis with guaranteadfgohq awa1t1ng-

 ﬁ the1r return ;

Farmers, Pqmpment operatorq and maintenance staff of C&W, and

B cthers, received useful training from BALAD. The training o’F line
i agency personnel, however, did not significantly increase the

affectiveness of thoqe agenrxes Other kinds of training, as well

| as various other changes would ha needed to make a marked 1mpact nn!- 

the performance of line agencies.

B c.  coMMUNITY PARTICIPATION

Farmerq nead to have a ppranna? qtake in the development nrocess

Demonstration programs should be held on farmer's land and notf

B government. farms. Farmers partacipatfng in a well organized on-

| farm demonstration: program develop a "sense of community” through:-f

”“prosect Pfforts such as field days, study tours, etc.

L On farm demonﬁtrat1one conducted by BALAD incorporated s1gnif1cant
.beneficiary contributions. Tha demonstrations are promising

 avenues for future agricultural development 1in the Makran. . Such

development will help the community through various I1nkage$, but.
B the demonstrations per se are not vehicles for non- agr1cu1tura]

~community development. It is possihle that the demonstrations over .
time could be channeled through local farmers organizations, but

| such organ1zat1ons do not preeent!y exist in the Makran.

| The inclus1on of SDAs in the Project design was va]uable ib_.
| overcoming the initial resistance to the foreign presence in the

B Makran., This factor alone would justify inclusion of this type
a'of program in projects implemented under similtar r1rcumqtanceq

M Detailed qocio!ogirni investigations of the prﬂpusrd a11gﬂﬂrubs of S
infiltration galleries must be undertaken prior to project design =
.since access rights for existing karezes and korJos are matters of o

1ntPnse Jjocal disputes.

ijarticipation by'the_recipients in both project selection anﬁ 
| implementation  increases the 1ikelihood of ‘better quality: =

construction and its subsequent proper operation and maintenance.

‘;fThus community participation can contribute to the sustainability
B of construction projects, such a primary school construction and -

8 karez improvements.

In the Makran there.is popular participation in planning through

i,the tocal council system but its effectiveness is Timited by low
‘Yiteracy and lack of understanding of the local planning: an;d_
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de&é]opment process. Few  local resources are invested. CAdult
education and intensive community development work are reqUJred-to__

increase local decision-making capabilities.

NGOs may be a useful way to achieve cammunity. participation in the
- Makran. BALAD had no direct experience in this regard; NGOs are |

~a rare breed in the Makran. (f an NGO is used, care should be
taken so that its activities do not  fall prey to political

influences which undermine development purposes.

On the other hand, the Karez Owners Associations appear to be mores |
akin. to a form of business organization than to a broad-based.

community organization. it is doubtful whether such an association = .

¢ould serve as the institutional! mechanism. for a variety of .

intarventions intended to help the community at large.

Loczal people and farmers are used to traditional  and . well-

8stablished ways of tackling their engineering problems. Before
introducissg any new technology or method, it was important for -

BALAD to be sure of the innovation. Groundwork must be laid to

convince the local people of the advantages of new technologies @

before introducing them.

D.  PRIVATE SECTOR DEVELOPMENT

1.  Construction Contractors

. Progress was made in upgrading the capabilities of " private -
- contractors., " Over the years, their performance on BALAD work ST
improved and they learned how to utilize the Unit Rate System of
Bidding. ' Local contractors remained fairly small, but some of ‘the = -
contractors who started of f with BALAD are now bidding for bigger |

contracts with other agencies.

.In the contractor selection hrocess, contractors that coma ffomﬁthei

villages where the work is being done are less likely to do  sub-

standard work. For the small amount of money they can save by-ff?1 j 

doing "inferior work, they risk hurting their local reputation.

.-This factor should be considered in the selection criteria of .the -é{?*

* contract award process.

Strict construction supervision contr ibuted greatly te_thé:imbéOVed
quality of construction work of private contractors. Lo

Design of construction projects should be done keeping in view the
local availability of the particular ilabor force skills. Simitlarly,
the availability of construction materials specified in the tender
documents should be kept in mind. When such problems were present
in the tender documents, potential bidders were discouraged from
submitting hids. o e
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Designs of small construction projects should be as sdmple.as
poessible so they can be understecod by local people and farmers, and“

='rep1icated by them 1n the Tuture.

2. - General

Private sector support organizations in the Makran and elsewhere in |

Balochictan are.  non-existent " or tend to be weak. © Thus
institutional mechanisms are lTacking through which donors, such as
USAID, could work. This is also a gap impeding private sectohm-

paFtigfpation in a proper regional planning process.

Th= Balochistan Chamber' of Commerce and !ndustries_ has' %he 

potential to take on a much more important development rcle in the

prevines .

Thea nvorail lesson - is that there are private qu+or ﬂppnrfun1f10~

-in the Makran bhut the constraints are serious. For many of the .
possibilities, further study is indicated before deciding whether

major investmepts are warranted,

F.  SUSTAINARILITY

.Su;fainabflity is a theme that is addressed to some extpnt in the o

preceding sections of this chapter. In this section, an ovpra!l'f
assessment is provided, :

Performance of public sector ihstitutions in the Makran is

inadequate. - Of particular concern is the future oper&t1cn and

maintenance of the major investment represented by “the BALAD-
Compound and the equipment donated to caw. :

The partly political decision to emphasize short- teﬁn'v1swble  

outputs in Phase | of BALAD meant that institutional development

~was given Jlesser importance. The Project design incorporated: in.

the December 1990 Work Plan integrated physical outputs with
institutional ones, 1including training; that design stressed
sustainability. : : ' ' : e

Due to the Pressler Amendment curtailment of BALAD, sustainability

of the major objectives was jeopardized. On. the other hand,

- various elements of BALAD may be judged to have reasonable prospect” 

for yielding ronf?nu1ng benefits, such as:

- . The BALAD-widened and contoured (rehabi]1tated) sh1ngle  
roads will continue to provide better service than the
previous tracks, even w1th poor C&W malntenance._

- The dams buflt to recharge acquifers should 1ast for. many
_years with little or no ma1ntenance. ' '
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- The karez and kor jo improvements, by and large, shpujd:beé;ff .
maintained by their private owners. : S R

- The use of improved practices by farmers should cpﬁtiﬁﬂe{§ 

- Trained BALAD and GOB staff‘potentiél!y could’8p919 fhﬁiﬁ§ f  f
skills in various ways to improve the Makran or other = . §
parts of Pakistan. : T R

The develapment ocpportunities summarized in the next]chapter aref -
well-crafted building blocks for any organization COncernédijthggjnj

the overall dsvelopment of the Makran.  Over time, various | .. BN
Pakistani and foreign organizations. may make use of them. - v

~On balance, the impacts of the Pressler Amendiment dealt the b
- surtainability of BALAD accomplishments such a hard blow that the -
-overall sustainability assessment is negative, Nevertheless many | -
BALAD outputs will continue to provide benefits and an impressive |
number of solidly-based development opportunities are being left as. | -
a ]egacy" o o : R I
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CHAPTER V

PEVELOPMENT OPPORTUNITIES

This chaptar g1qu h1gh11ah?s of development oppnrfun1¥1pq wh1ch

BALAD has identified. The npportun1t1eq are discussed -in more

detail in Chapter 111 as well as in specialized BALAD rsports. in
many cases, siuch as fisheries and tourism, further studies sre

‘needed hnforp deciding whpthﬂr hona fide oppostun1t1es Px1qt wh1ch.

warrant 1nv9etman%°

The dpvniopmpnf nppnrtunwtwpq inveliving GOB 1ine agpno1eq c1t9d in
“this chapter ~and in Chapter 11! should be carried out in the

context. of overall! reforms to those agencies, as disnussed in
Chapter  tv. : : ' S

A._'-tNFRASTRUbTURF DEVEL OPMENT |
hP Road $erf0r WOrk Program Conq1qtpd of a detailed program fnr

qfrpngthpn1ng C & W.in four areas: maintenance  management,
equipment management, capital improvements, and training, This

~work program should be implemented in the Makran under the .

direction of an PYPPFTPnPﬁd Ma1nt°nanrp Management /Equipment
Hanaaompnt Englnaer ; R

Thw'RAIAn Wnrk P!an nf Déremher 1990 included ronq1dpratlon of an

~alternate approach to achieving a much higher lavel of consistency

in conztruction and maintenance of the road network. it proposed
that a study be conducted to consider the possibility of a public

attthority . being established ‘and made responsible for- _the':-?

construction, rehabhilitation, and maintenance of primary roads in-

the Makran.

Three major development opportunities have heen identified inithe:

area of water resources development: (1) projects to divert runoff
water intec carefully designed bunded and leveled areas; (2) ‘the

'fnrmat1on of the Makran Water Management Advisory Committee; and::

(3) implementation of small water dnvelopment activities requ1r1ng

‘strong beneficiary part1c1pat1on in their 1dent1f1cat1on landv

rnnqtrurt1nn

To aVOTd the prohlems that have arisen elsewhere in Balochistan .

when groundwater development has taken place, the capacity and
recharge of this resource must be determined. To initiaste this
study, a hydrometereological monitoring network must be established

- to gather data on rainfall and run off. The groundwater monitoring:

system out]ined 1n the karez and well inventory of the Makran also’
must be initiated. Data gathersd from these two activities can be
analyzed _throggh computer modeling to predict the amount of

e
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¥'~pleniéhmeht Planners can use the information derived from these e

zztivities in decision- maklng about development and regulat1on of
sroundwater . S

CFar. COGStéI'Makran preparing and implementing a Master Plan - for}7

the Development uf ‘Water HResources will: bupport the giowth of

vg1ona1 exports of fish and thereby the ragion' s economy, as we31ﬂ f7

as -meeting vital and immediate human nseds.

s'identify poss1ble new sources of p0t$b1e waler, bé}e hoieéi
riould ba drilled in accordance with the recommundat!ona'of the
LAD sponsored Electro-Resistivity Study of the Cwadqr D1strlct

'T: protsact its con31derable investment }n-heavy-equ1pmeﬁi-rn thﬁﬁ__
“zkran, USAID may wish consider ways it can-adequately_moqitor_itsfj'

“;erat.un and upkegp

B. CINSTITUTIONAL DEVELOPMENT

The - GOB, " international 'dondrs; and others interested?_in “the

development of the Makran, should consider the numercus - and

dstailed training recommendat1ons contained in the BALAD Training

- Frogram prepared by Dr. Sterling Hayden, as well -as those in ..
czntained in Chapter 111 of.this'rezﬁrt : R R

Ar overall approach to training for C&W in the Makran is cnnta1nedf*ﬁ
17 the Road Sector Work Program prepared by the Rcad Sacticn of the

LBil Team in eariy 1991, Equipment operators and superv1sory{;$3-

personnel in C&W deputed to road rehabilitation and maintenance
oi-erations are mostly under-trained. A significant amount of

~training has to be buiit in to any project hoping to rdise the_“f,*
Qs ality of work rarr!ed out hy government seav1ce employees R

The 45 Makranis who recetved overseas VOLdtIUnal train}ng throughf

- BALAD represent an unexploited potential to contribute to the =
development of the tMakran and Pakistan through jobs, not _Yaﬁ o

obta1ned w1th the GoB.

For the Makran and perhaps for Othcr parts of Balochistan, reg1ona]i

planning is a practical tool to help the Government and others

evaluate and compare interventions.  Proper use of regional plans s

~would afford the Government an opportunity to maximize the impacts :
"of its expsndltures, particularly those in the AnnuaI:Devq}opment;nf” 

'P!ans

- anroved p!ann1ng capab111t1es can lead to more cost effectlve andif

sustainable development in the Makran. The PPHMU and the BALAD -

‘compound represent human and infrastructure assets that could be,

built upon to establish a Makran Planning and Dsvelopment Unit.
The Unit would carry out planning activities, including the

identification of 1nvestment opportun1tles and could abtive]y}t ; 

"
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promote thpse'-ihvestments from public and .phivate_isourcés,
Pakistani and foreign. :

Priorities for the proposed planning unit include: 1) ihproV3hg'

and automatihg the data collection and analysis system;  2)

improving project formulation; 3) upgrading the project mon1tor1ng
“system; and 4) the initiation of project evaluations. A program of
. planning activities should be 6931gnpd with training and support
requtremnntq specified. S ' ' - ' L

st ratpgy to 1nqt1tut¥ona!129 regional planning shdu1d_ focus

.).

‘gradually the skills and institutional capabilities to carry out.
longer-term :tratng1r planning in both governmental and private
sectors. o : : _ R

For.Coastal'Makran,‘thn hpalth and educat1on neads are asquQFd P
it s important to identify to specific.probliems that affect the
- prodiuction of exports, and undertake activities to support tho:n._
“exports. A Manpower Survey is needed, for exampie, to determine

1n1+1a11y on tactical short-term planning, designed to expand-"'

how and to what extent illiteracy and Tack of ﬂpec1f1c sk%‘lq ?h_f.

the labnr forrp are: 1mppd1ng regional exports,

C. COMMUNITY PART ICIPATION

The SDA"funding'proceéq'OfFPf A f19x1bie method for arh1Pv1ng
development impacts. Ap SDA mechanism can provide infrastructure

.development; work to strengthen certain planning and dpvplopment.w"

organizations; be channeled through NGOs to thTEVP rommun1ty levnl
~development; or comhinations of the above. : :

Puhlic participation in'the-pTanning process is critical for its
- success, especially if dynamic rﬁg1ona¥ growth 1is to takﬂ place,
Local level private institutions are almost non-exiztent, except =
for the 'qutpm of local councils, There appear to be two
_pr1or1tves in developing these initial capabilities. The first is-
to organize the businessmen and entrepreneurs so their 1nput= are

considered in the planning process. The second is to 1nrrpaseg=5“

village and local council decision making capabilities, perhaps
“through a combined  adult education and  community development .
- program carried out by an NGO, ' : AR E

P.  PRIVATE SECTOR DEVELOPMENT

A major study cenducted by BALAD in 1991 identified the need for' a
date auction market to be sstabljshed in Turbat. The establishment .
of an auction market would have a significant impact on the income
of Makran date growers. The concept has the support of both.
growers groups in the Makran and the date export firms in: the Sind
wWhat is nended is the catalyst to. bring the two together .
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- introduction of fig cultivation in Panjgur District should. be a
high priority of any agricultural development program implemented
: in the'region, The market demand, local and international, and the

- flexibility afforded by a fruit that can be sold either fresh ori .
r-ocessed, make the expansion of fig cultivation an atthactiv%’m%'

prospect,

Potential training programs which can have a positive impact. on the; -
~agricultural sector of the Makran are easily implementable at very .
"low cost, using local resources and in-country expertise. Examples =
“include training of farmers in Panjgur in grape vine pruning -and
vine grafting and rooting techniques; and training of Makrani.
~farmers in the thinning of date bunches and improved pollenation: - .
methods, ~Certain training can be contracted out to ~lecalr @ o
‘srecia’lists. o ' ' ' ol -

-For Coastal Makran, the fishing industry 1s capable of  furtheri =
s.nansion both in terms of catch and value-added. - The potential .
~catch appears particularly great for large pelagic fish such as .
tuna. Additional facilities for storage and processing of fish, = .-
‘would permit more. revenues from a given catch to bhe received as’ =
~income by the region's residents, T A

" The creation of a cel]l for Market Research and Feasibility Studies =

within the Balochistan Chamber of Commerce and tndustries, which is i

. under active consideration, may help in the identification and’
-realization of development opportunities. : ' T
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LIST OF PROJECT PUBLICATIONS

-

PLANNING SECTOR | . -,

S. Shepley, Planning and Development Department Planning Systems' ;_$f

”-'Ana1ysfs, BALAD Repnrt August 1986,

5. Shep?ey, Regional Work Plan status and Recommendatfons BAtAb :
Report, Septembar 1986. o - f

M. uzdar, A Soc1o Ecnnom:c Survey of the Makran, BALAD Repart
C August 198? ' .

Virgil Harrmngton; Repor% by In%Prnational Computer ronsultant
for Work Done at Planning and Deve!opment Department, BALAD
Report, Septemher 1987. : _ :

R. Ba]och, Dasht Area Plan, BﬁLAD Report, June’1990,

S. Silcox and a. Lane, Private Sector Investment Clim&te,'BALADg
Report, Ju!y-iSQO. o .

Louis Berger lnterhat1ona! inc., Ba!ochistan Area Development
Project Work Plan, RALAD Rnport December 1890.

Louis Berger International, Inc., Balochtstan Ares Development
Project June 30 Work plan, BALAD Report, June 1991 .

- J. Cooper, A Preliminary Review of Fisheries Potential off the g
Ba?ochistan Coast, BALAD Report July 1991, :

J. We1ss and R. Ba1och Oopportunities for Tourism in Ba?ochistan°-l
Preliminary Review,_BALAD Report, August 1991,

C. Sweet and H'Y Rajwa, Planning in Makran - Diécussion'paper;_'
BALAD Report, Octoher LELR ' -

C. Sweet and M.Y, Bajwa, Plann1n9 in Makran, A Study of the
Policy, Institutional and Process Requirements of Effective
- Decision Haking, BALAD Report, December 1991, : :

T.D. Bunce'and R. Baloch, Regional Plan for Coastal Makran, BALAD
Report, December 1981, - o ' f




ROAD SECTOR

E T. “cKenzie, Road Rehabilitaticn, Concepts and HMethodology, BALAD
Rep-rt March 1990. :

= Lougs'BP"gef fnternat1ona! Inc., Geometric Standards for Road:
Works, BALAD ~Pport May 1890. ' ' :

- Lou‘s-Berger !nternatioha];’!nc., Road C?ass{fication Svystem,
g BAL:D Report, May 1890. '
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B Road Before Stage 11 Rehabii1tat1on, 3 vols., BALAD VTdPO Tapes
‘fSpr'*q-fQQO o _
_ LOi;%.Beroér rnternat1ona1 Inc., Cbnditions of Turbat-Gwadar
B Road Before Stage L Rehab11itation,'3 vols., BALAD Video Tapes,
Qpr‘*-g - ) j

T. "#cKenzie, Close Out Paper, BALAD Report, June 1390.

K. tande, Close Out Paper, BALAD Report, May 1991.

B icuis Berger international, Inc., Road Sector Work Program, BALAD
Report, April 1391. _ :

B L ous Bergerﬁinternational, Inc., Traffic Counts and Road
Condition Survey, BALAD Report, November j991.

;y Loufs Berger internat1ona1 Inc., BALAD Road Sector kakihg
i Papers, December 199871, : . _

ff*WATER-SECTOR'

. D Doag1ass, Phase 1 Water Sector Report BALAD Report,
"_Fﬁbruary 1887. '

-B. Douglass, lnter1m Water Act1v1t1es Report, BALAD Report,
January 1888,

‘:1D. Douglass; Karezes'of'Makran, January 1989,

B D. DougTass, Water Sector Third Interim Report, BALAD Report; B O AP
v'February 1989. _ o . - _ C RUNE

N M. Yahya Khan, Dasht Dam Pro;ect (Preliminary Report), BALAD
 'Report November 1989

;f'M Yahya Khan,_ﬂon1tor1ng of Recharge Dam BALAD Project
A Balochtstan, BALAD Report, June 1990

.
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J. Schoof and M. Yahya Khan, Water Resources Deve lopment and ftSﬁQ 

Management in Arid Zones, BAl AD Report, June 1990.

D. Boggs, Concept Paper for the Formation of a Water Haﬁégeﬁeﬁtﬂ  if

Advisory Committes, BALAD Report, March 1991.

- D. Boggs, End of Tour Repurt for the Water Resources Hanagement? 

Advisor, BALAD Report, May 1951.

M. Yahya Khan and D.M, Bradbury Karez and Well lhventork.ﬁf:theiJu7
g'i Co . . i

~Makran, BALAD Report, October 1391,

AGR%CULTURAL SECTOR

'B. Upredi, Agriculture and Society in the Makran, USAiD.heportjglff -

“tarch 198%,

2idan-E¥AbdeJ—Al, The Status of Agricuiture in the Makran, MARTf”f-' 

Report, June 198§,
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B. Milliken and D. Adair, Date lmprovement_ProJect for the_Tahamé e

of Yemen, USAID Report, July 1830 .

MM, Ifani and F.G. Masson, Market ing of Makran Dates, BALAD
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R. L Porte, R. Hill, J. Addleton; interim Evaluation of the

Baluchistan Area Development Project, USAID Report, Marchg1988; §L., f

, D;_Jﬁhes,'BALAD Interim Progress Report - Final Report, BALAD'
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November 1990. L
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Louis.Berger International, Inc., BALAD News, Project Newsleﬂteh;
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D. Bradbury, Materials for Presentation to the Government of =
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