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AFGHANISTAN AGRICULTURE SECTOR SUPPORT PROJECT 

STRATEGY 

I. INTRODUCTION 

This  document prov ides a  s t ra tegy  and implementation p l a n  
f o r  t h e  expanded phase o f  t h e  Afghanistan A g r i c u l t u r a l  Sector 
Support P r o j e c t  (ASSP). W i th in  t h e  unique environment o f  r u r a l  
Afghanistan, i n  t h e  t h i r d  year o f  cross-border assistance t o  
rural  works and a g r i c u l t u r e ,  ASSP must address issues o f  
i n t e g r a t i o n  o f  f i e l d  a c t i v i t i e s ,  coo rd ina t i on  w i t h  l o c a l  and 
na t iona l  quasi-government e n t i  t i e s ,  t he  s e t t i n g  o f  p r i o r i t i e s  f o r  
commodity and serv ice  d e l i v e r y ,  and the  use o f  p u b l i c  and p r i v a t e  
mechanisms t o  prov ide sector  support .  The s t ra tegy  conta ins 
opt ions and recommendations f o r  the remaining th ree  years o f  t he  
o v e r a l l  p r o j e c t ,  and each p r o j e c t  component. The a c t i v a t ~ o n  o f  
the s t ra tegy  proposed, o r  i t s  rn3dif1cat1or7, w i l l  r e q u ~ r e  approval 
of the O f f i c e  o f  the 'k ID Represeritat ive. 

Ob-iect i ves 

The ob jec t i ves  o f  ASSP are t o :  

o he lp res to re  a g r i c u l t u r a l  product ion through the 
r e h a b i l i t a t i o n  of smal l -sca le i r r i g a t i o n  systems, 

, farm-to-market roads, and other  essen t ia l  
i n f r a s t r u c t u r e ;  

o he lp assure the p r o v i s i o n  o f  e s s e n t i a l  product ion 
i npu ts  and o ther  c r u c i a l  commodities, p r i m a r i l y  
through commercial channels; 

o prov ide a g r i c u l t u r a l  t r a n s f e r  and extens ion f o r  high- 
product ion technology i n  se lected farming regions; and 

o broaden the  economic base o f  Afghanistan by 
b u i l d i n g  t rade l i n k s  and commercial t i e s  w i t h  
Pakistan and o ther  open-market coun t r i es .  

The I n t e r r e l a t i o n s h i p s  of 0b. iect ives 

The fou r  ob jec t i ves  l i s t e d  above are interdependent and are 
a l l  p a r t  o f  the  broad goal o f  p u t t i n g  the  Afghan farmer back on 
h i s  f e e t  and g e t t i n g  the  a g r i c u l t u r a l  sector  moving again. No 



s i n g l e  a c t i v i t y  w i l l  s u f f i c e  t o  achieve t h e  ob jec t i ves .  I t w i l l  
be a  combination o f  recovery measures and development investments 
which w i l l  reverse the  dec l i ne  o f  the  pas t  decade. 

The p r o j e c t  a c t i v i t i e s  a re  mutual ly  suppor t ing  and c a l l  f o r  
a  coordinated and in teg ra ted  approach. Access roads and 
i r r i g a t i o n  systems are essen t ia l  t o  farmers f o r  growing and 
market ing t h e i r  crops. A t  t he  same t ime t h e  r e b u i l d i n g  o f  roads 
and karezes a l s o  employs people and pu ts  money i n  t h e i r  pockets 
t o  buy seed, f e r t i l i z e r  and o ther  i npu ts  t o  increase farm 
product ion.  The t rade l i n k s  prov ide the  necessary i n p u t s  t o  
farmers i n  t h e i r  l o c a l  bazaars a t  p r i c e s  they can a f f o r d .  ASSP 
w i l l  have i t s  maximum a f f e c t  as a  u n i f i e d  and i n t e g r a t e d  
development p r o j e c t  and the  s t ra tegy  and o rgan iza t i ona l  s t r u c t u r e  
described here are  based on t h i s  premise. 

Jssues i n  the  Determinat ion o f  the  Strategy 

A .  I n t e g r a t i o n  o r  Separation o f  t he  ARR Component 

There are two 'cont rac tors  p resent ly  opera t ing  under t h e  
A g r i c u l t u r a l  Sector Support P r o j e c t .  D A I  has the c o n t r a c t  f o r  
the PSA and PFA ( fo rmer l y  the M A P )  components through December o f  
1992 .  V I T A ,  which has he ld  the r e s p o n s i b i l i t y  f o r  r u r a l  works 
s ince t h e  program was f i r s t  i r i i t i a t e d ,  has the con t rac t  f o r  the 
ARR component, through March o f  1990 .  Depending upon the 
dec is ion o f  kID/Rep, f i e l d  operat ions under ASSP w i l l  e i t h e r  be 
coordinated and d i rec ted  by one organ iza t ion ,  o r  separated and 
d i rec ted  by two o r  more.' AID/Rep can i n t e g r a t e  the components 
by p lac ing  a l l  r e s p o n s i b i l i t y  w i t h  DAI; separate the components 
by cont inu ing  V I T A ;  o r  t u r n  the ARR component i n t o  a  foundat ion 

1 Chie fs  o f  Par ty  f o r  V I T A  and D A I  agree t h a t  i t  i s  n o t  
f e a s i b l e  f o r  D A I  t o  enter  the ARR component and take responsi b i  1  i t y  
f o r  a subset o f  ;he t o t a l  a c t i v i t i e s - - a g r i c u l t u r a l  development, f o r  
example. I f  V I T A  i s  t o  r e t a i n  o v e r a l l  r e s p o n s i b i l i t y  f o r  the  ARR 
component, V I T A  s t a f f  must d i r e c t  che i r  own a c t i v i t i e s  i n  the  
f i e l d .  

I t  w i l l  a l so  be impossible f o r  DAI-paid s t a f f  under a  D A I -  
d i r e c t e d  PPA component t o  be s ta t ioned i n  the ARS f i e l d  u n i t s  
d i rec ted  by V I T A ,  and func t i on  e f f e c t i v e l y .  Th is  s t a t e  o f  a f f a i r s  
i s  no t  r e l a t e d  t o  cont rac tor  d i f fe rences ,  bu t  the  a d m i n i s t r a t i v e  
r e a l i t i e s  o f  r u r a l  Afghanistan. ARS s t a f f  r e p o r t  t o  and understand 
one se t  o f  a u t h o r i t i e s ,  no t  two. The p o t e n t i a l  confus ion o f  having 
an ARS u n i t  t h a t  has oersonnel bound t o  two d i f f e r e n t  
admin i s t ra t i ve ,  operat ional  , and r e p o r t i n g  chains has lead bo th  
cont rac tors  t o  agree t h a t  no cross ing o f  con t rac tua l  l i n e s  be 
attempted. 



t h a t  prov ides government-l ike serv ices  t o  r u r a l  Afghanistan. 
These a1 t e r n a t i v e s  are  considered below. 

Addinn ARR t o  t h e  DAI Contract  

Th is  i s  and has been DAI's recommendation s ince  t h i s  
p r o j e c t  was f i r s t  proposed. t h e  reasoning behind t h i s  conclus ion 
has been o f t e n  s ta ted .  I n  summary: 

o the  ARS f i e l d  s t r u c t u r e  and pas t  development fund ing  
prov ides an impor tant  umbrel la which leg i tamizes  access 
f o r  new components o f  ASSP. I n  the  absence o f  t h e  ARR 
component, t he  PSA and PPA components w i l l  have t o  
begin again t o  e s t a b l i s h  r e l a t i o n s  w i t h  l o c a l  shuras 
and commanders, t o  ga in  needed access t o  t a r g e t  areas 
o f  r u r a l  Afghanistan. 

o  the re  i s  a  n a t u r a l  complementarity between the  pub1 i c -  
sec to r  approach o f  t h e  ARR component, w i t h  i t s  
employment generat ing funding o f  p u b l i c  works, and the  
p r i v a t e  sec tor  approach o f  the PSA component, w i t h  i t s  
commercial p r o v i s i o n  o f  a g r i c u l t u r a l  inpu ts  f o r  sa le .  
This complementarity cannot be f u l l y  r e a l i z e d  i n  the  
absence of one a u t h o r i t y  chain d i r e c t i n g  f i e l d  s t a f f .  

o the  a g r i c u l t u r a l  program o f  the ARR component has no t  
been a major p a r t  o f  f i e l d  operat ions.  The commitment 
has been t o  engineer ing s t ruc tu res  and p u b l i c  works, 
wh i le  a g r i c u l t u r a l  support has received less a t t e n t i o n .  
There i s  n o t ,  w i t h i n  the ARR component as p resent ly  
c o n s t i t u t e d ,  the  v i s i o n  or  techn ica l  capaci ty  t o  launch 
a  s i g n i f i c a n t  technology t rans fe r  o r  extension program 
f o r  r u r a l  Afghanistan. I n  con junc t ion  w i t h  a  re-  
v i t a l i z e d  A g r i c u l t u r a l  Development and Technology 
component o f  ASSP, the  e x i s t i n g  a g r i c u l t u r a l  capac i ty  
of the  ARR component could provide the  base f o r  
subs tan t i  a1 and r a p i d  expansion. 

o p lanning and f i e l d  moni tor ing f o r  the  ARR component 
were programmed i n t o  the PPA u n i t  under DAI's 
r e s p o n s i b i l i t y .  I n  the context  o f  r u r a l  Afghanistan, 
i t  i s  no t  f e a s i b l e  f o r  one organ iza t ion  t o  monitor and 
prov ide  eva lua t i on  and v e r i f i c a t i o n  on the  a c t i v i t i e s  
o f  a  second separate o rgan iza t ion .  Thus, i n  the  
absence o f  i n t e g r a t i o n ,  the PPA would prov ide p lann ing  
and v e r i f i c a t i o n  on ly  f o r  the D A I  components of the  
p r o j e c t .  

o costs  a re  i n v a r i a b l e  h igher  fo r  two f i e l d  operat ions,  
I two headquarters, two communications systems and two 

se ts  of superv isory and management s t a f f .  As D A I  
p laces no charges on progrgm costs i n  support o f  ASSP, 



pro jec t  funds w i l l  go s i g n i f i c a n t l y  fur ther  under a D A I  . 
contract,  than a V I T A  contract.. 

Continuinn V I T A ' S  Contract fo r  the ARR Com~onent 

This decision by AID/Rep w i l l  make two separate 
implementation channels f o r  ASSP. I f  t h i s  decision i s  selected, 
then fur ther  d iv is ions  of the respons ib i l i t y  fo r  the overa l l  
project  a c t i v i t i e s  must be made f o r :  

o ag r i cu l t u ra l  development, extension *and t ra in ing  
(perhaps V I T A  f o r  t he  immediate area's o f  the ARS un i t s  
i n  conjunction w i th  r u r a l  works; D A I  f o r  commercial 
market center i n  conjunct ion wi th  PSA commercial 
agribusiness operations). 

o planning, budgeting and monitoring; and 

o support t o  the A I G .  

Creating a Foundation t o  Del iver  ARR-Com~onent Services 

I n  the turbulent  circumstances of  Afghanistan, where 
there i s  no centra l  f ree  government operating i n  areas contro l led 
by the majihadeen, the ARR component provides quasi-governmental 
services t o  loca l  au thor i t ies :  commanders, re l i g ious  leaders, and 
shuras. The 300-person ARR component engaged i n  cross-border 
operation i s  t o t a l l y  un l ike a contractor providing technical 
assistance t o  a government. I t  i s  quasi-governmental. Rather 
than add t h i s  component t o  an A . I . D .  contractor,  an al ternate 
solut ion might be the charter ing o f  an Afghan Foundation, based 
i n  Pak is tan but  operating across the border, t ha t  provides 
services t o  loca l  government-like bodies. 

The Foundation could incorporate a l l  ex i s t i ng  ARR s t a f f ,  and 
be headed by Eng M .  Sediq. D A I ,  under the ASSP contract, could 
provide technical assistance t o  the Foundation, but  not  be 
contractual ly responsible f o r  a c t i v i t i e s  ins ide Afghanistan, more 
than f o r  any technical assistance contract.  Since the 
administrat ive and po l i cy  issues involved i n  charter ing a 
Foundation would l i k e l y  exceed the length o f  V I T A ' S  present 
contract, a six-month extension could be provided i n  order f o r  
the planning and implementation t o  take place. 

The Foundation could a lso provide d i r e c t  assitance t o  the 
Min is t r ies  o f  Agr icul ture and Reconstruction o f  the A I G .  I n  
these times of uncertainty, w i th  h igh potent ia l  for  changes i n  
both po l icy  and the s t ructure and makeup o f  the In te r im 
Government, it might be more appropriate f o r  U.S. assistance t o  
be channeled through a Foundation, ra ther  than d i r e c t l y  from a 
U.S. A. I .D.  contractor. 



This s t ra tegy has been w r i t t e n  t o  provide integrated 
management f o r  ASSP under one D A I  ~ o n t r a c t . ~  The se lec t ion  o f  
other opt ions by AID/Rep w i l l  c a l l  f o r  a modi f ica t ion o f  the 
strategy t o  take account of the necessary separateness o f  the two 
ASSP program tracks. 

B. Relat ions w i t h  the In te r im  Government o f  Afghanistan 

The s t ra tegy c a l l s  f o r  an e x p l i c i t  capacity t o  support the 
a c t i v i t i e s  o f  the A I G  M in is t ry  o f  Agriculture, and t o  coordinate 
r u r a l  works w i t h  the Min is t ry  o f  Reconstruction.' While the 
e n t i r e  p r o j e c t  should not be placed under the A I G ,  as the In te r im  
Government has no t  yet  demonstrated the capacity and constituency 

. . necessary t o  j u s t i f y  t h a t  commitment, Development Al ternat ives,  
Inc .  w i l l  work i n  close coordinat ion w i th  the I n t e r i m  Government 
o f  Afghanistan i n  the support and execution o f  the AIG-related 
port ions o f  the project .  Appropriate re la t ions  w i t h  relevant 
M in i s t r i es  and Agencies o f  the In te r im Government and support f o r  
special p ro jec ts  w i th  the A I G  w i l l  be developed i n  congruence 
wi th  O/AID/REP developmental and foreign po l i cy  object ives and 
requi rements. 

ASSP Structure 

A .  Components 

The o r i g i n a l  pro jec t  design as defined i n  the technical 
assistance contract  speci f ies three components f o r  ASSP: 
Agr icu l tu ra l  and Rural Rehabi l i ta t ion (ARR), Pr iva te  Sector 
Agribusiness (PSA), and Monitoring-Analysis-Planning (MAP). 
Several  modif icat ions are proposed i n  the o r i g i n a l  s t ructure.  

The MAP u n i t  should be renamed t o  Program, Planning, and 
Analysis U n i t  (PPA) t o  remove the p o s s i b i l i t y  o f  other meanings 
f o r  the term "monitor" being inferred.  The PPA w i l l  funct ion as 
a s t a f f  u n i t  along w i th  Administration and Finance (AF) attached 
t o  the Chief of 'Party.  The PSA and ARR w i l l  f unc t ion  as the two 
'primary operational un i ts .  A t h i r d  operational u n i t ,  
Agr icu l tu ra l  Development and Train ing (ADT) i s  recommended f o r  
add i t ion sometime during the f i r s t  year t o  be responsible f o r  the 
development and tes t i ng  o f  technologies and inputs and f o r  
t r a i n i n g  o f  s t a f f  members and farmers, i n  associat ion w i th  
commercial inpu t  d i s t r i bu t i on ,  and t o  provide a mechanism f o r  
providing support t o  the ag r i cu l t u ra l  a c t i v i t i e s  o f  the Afghan 

2 Arrangements, based upon a f u l l  y  competi t ive process, 
have been made t o  al low in tegra t ion  o f  the ARR component i n t o  DAI's 
contract, t o  take place as o f  1 Ap r i l  1990, should t h a t  be the 
decision o f  the A I D  Representative. 



I n te r im  Government. 

Rural and C i v i l  Works (ARR): This component i s  responsible 
f o r  r u r a l  in f ras t ruc tu re  rehab i l i ta t ion .  Typ ica l ly  t h i s  involves 
the res to ra t ion  o f  i r r i g a t i o n  systems, road reconstruction, and 
the construct ion o r  rehab i l i t a t i on  of other important structures, 
l i k e  m i l l s  and storage f a c i l i t i e s .  Within the ARR component i s  
an nascent ag r i cu l t u ra l  capacity t h a t  can be used t o  increase the  
ag r i cu l t u ra l  returns on farms benef i t ing from in f ras t ruc tu re  
improvements. 

Agribusiness (PSA): This component provides support and 
assistance t o  the regeneration o f  commercial d i s t r i b u t i o n  and 
sales o f  ag r i cu l t u ra l  inputs and equipment, provid ing a war r i s k  

. . premium t o  a l low trade channels t o  be re-opened. I n  most cases, 
a g r i c u l t u r a l  market centers, o r  bazaars, supported by the PSA 
component, w i l l  cor re la te  geographically w i t h  e x i s t i n g  o r  f u tu re  
ARSs. These bazaars w i l l  be the focal po in ts  f o r  making the 
required inputs avai lable t o  farmers, and i n  provid ing 
ag r i cu l t u ra l  demonstrations, extension and technology 
in t roduct ion tha t  accompanies commercial d i s t r i b u t i o n  and sales 
o f  ag r i cu l t u ra l  corOmodities. 

Agr icu l tu ra l  Development and Training (ADT): This component 
i s  a combination o f  a c t i v i t i e s  previously undertaken through the 
ARSs and ant ic ipated f o r  the PSA. These a c t i v i t i e s  represent a 
br idge o r  a connecting l i n k  between the r u r a l  works component, 
the PSA component, and special pro jects i n - d i r e c t  support o f  the 
Afghan In te r im  Government. Typical ly ,  ADT a c t i v i t i e s  w i l l  
consist  o f  t es t i ng  and demonstrating improved land use and 
cropping technologies, uses of  improved ag r i cu l t u ra l  machinery, 
together w i th  proper appl icat ion o f  inputs l i k e  agrochemicals and 
f e r t i l i z e r s  i n  those bazaars where PSA-supported commercial 
ag r i cu l t u ra l  inputs are being made avai lable, and w i th in  ARS 
u n i t s  on land tha t  has benefited from in f ras t ruc tu re  
rehab i l i t a t i on .  I n  addit ion, t h i s  component w i l l  have a special  
p ro jec ts  o f f i c e  tha t  w i l l  be able t o  manage programs i n  support 
o f  the A I G ,  d i r e c t l y ,  o r  ind i rec t l y ,  through an Afghan 
foundation. 

The Administration and Finance U n i t  (AF) and Program 
Planning and Analysis Un i t  (PPA) are both s ta f f  funct ions t o  
ass is t  i n  supporting, coordinating, and in tegra t ing  the 
a c t i v i t i e s  o f  the operational un i ts .  The PPA w i l l  work c lose ly  
w i th  a l l  three l i n e  components t o  provide planning and ana l y t i ca l  
support and help t o  integrate t h e i r  work. The AF u n i t  does 
general administrat ion and manages the flow of funds t o  the  l i n e  
un i t s .  



B. S ta f f  and F i e l d  Structure 

This sect ion delineates an expanded s t ruc tu re  f o r  the ASSP 
project .  Under t h i s  model, the e x i s t i n g  ARR component a c t i v i t i e s  
would be complemented by PSA and ADT funct ions. A l l  three 
operational components would be provided planning , monitoring and 
evaluation services by the PPA o f f i c e .  These are described 
below. 

The ARR Com~onent I n  the past, a t y p i c a l  ARS consisted 
o f  approximately 14 s t a f f ,  h a l f  o f  whom were c i v i l  works 
engineers o r  technicians. The other h a l f  o f  the ARS staff  were 
nominally ag r i cu l t u ra l i s t s .  These s t a f f  were supervised by a 
senior o f f i c e r ,  ca l led  an Area Development O f f i c e r  (ADO). Under 

. the strategy being proposed i n  t h i s  paper, several s t a f f  would be 
* added w i th in  t h i s  broad framework t o  cons t i t u te  the expanded 

s t ruc ture f o r  ASSP a c t i v i t i e s .  

The expanded Area Rehab i l i ta t ion  Schemes (e/ARSs) would be 
augmented by the recruitment of add i t iona l  Afghan s t a f f  and the 
provision o f  enhanced technical assistance and expanded capacity 
t o  plan and in tegrate  f i e l d  a c t i v i t i e s .  Each e/ARS, f o r  example, 
w i l l  have one addi$ional new Afghan f i e l d  s t a f f  person assigned 
from the PPA t o  work w i th  ARS f i e l d  s t a f f  i n  the co l l ec t i on  o f  
f i e l d  data. This new s t a f f  person w i l l  work c lose ly  wi th  the ADO 
and other f i e l d  s t a f f  t o  help carry out  systematic planning 
endeavors. 

Area Development Of f i ce rs  w i l l  cont inue' to be the senior 
o f f i ce rs ,  w i th  respons ib i l i t y  f o r  supervising f ie ldwork i n  each 
,e/ARS. Each o f  the seven key planning regions proposed under the 
framework of the PPA w i l l  a lso have a regional coordinator 
assigned t o  it. I n  addi t ion,  over time, i t  may become 
appropriate t o  add prov inc ia l  leve l  supervisory s t a f f  f o r  ce r ta in  
key provinces such as Logar, Wardak, o r  Ghazni where there are a 
series o f  ARSs and where there may be a ser ies o f  PSA bazaars. 

The augmented ARS would have the fo l lowing s t a f f i n g  
components: 

ARS S ta f f *  10 t o  14 
PPA S ta f f  1 t o  2 

Total 11 t o  16 

[ *  ARS s t a f f  cur rent ly  includes 7 a g r i c u l t u r a l i s t s ,  and 
7 ru ra l  works technicians and engineers. PPA f i e l d  
s t a f f  would be assigned w i th  ARS s t a f f . ]  

The PSA Com~onent The ma jo r i t y  o f  PSA bazaars 
established i n  the f i r s t  year o f  ASSP w i l l  be located i n  



r e l a t i v e l y  c lose proximi ty  t o  ARS u n i t s .  To f unc t i on  as an ARS, 
the area must have one or  more bazaars located i n  c lose 
proximi ty .  Bazaars, i n  tu rn ,  de r i ve  t h e i r  economic base from an 
a g r i c u l t u r a l  region t h a t  i s  strengthened by the ARSs. Each PSA 
bazaar i s  expected t o  have three o r  f ou r  f i e l d  s t a f f  assigned t o  
work w i t h  the  p r i v a t e  sector t raders  and commodity dealers i n  
t h e i r  area. These f i e l d  s t a f f  w i l l  coordinate c l ose l y  w i t h  the 
ARS-based a g r i c u l t u r a l i s t s  and c i v i l  works personnel. The PPA 
s t a f f  member assigned t o  the  ARS w i l l  a l so  have r e s p o n s i b i l i t y  
f o r  coordinat ing w i t h  PSA bazaars which fa11 w i t h i n  t h e i r  
purview. 

The ADT ComDonent This component would assume 
respons ib i l i t y  f o r  a l l  a g r i c u l t u r a l  technology t ransfer ,  

. . demonstrations and extension, and. t r a i n i ng .  A se lec t  cadre of 
a g r i c u l t u r a l i s t s  would be assigned with the PSA s t a f f  t o  provide 
support f o r  on-farm demonstrations and t r a i n i ng .  Th is  would l i n k  
the commercial d i s t r i b u t i o n  capaci ty  supported by the PSA w i t h  
the technology and extension capaci ty  necessary to . .u t i l i ze  new 
a g r i c u l t u r a l  inputs and methods. A l l  a g r i c u l t u r a l  o f f i c e r s  
working i n  the ~RR'component would be assigned t o  the  ADT 
component, working under a  senior  a g r i c u l t u r a l i s t ,  the  deputy 
ADO. The headquarters u n i t  would have four  professional  
ag r i cu l t u ra l  spec ia l i s t s  t o  design programs and oversee t r a i n i ng .  
This s t a f f  would be engaged a f t e r  the work p lan f o r  the ADT 
component i s  prepared, by June, 1990 .  

ASSP Imolementation Strategy 

I n  the unset t led environment o f  r u r a l  Afghanistan, ASSP 
should be implemented through three i n te r re l a ted  components, a l l  
operat ing under a  planning framework t h a t  provides systematic 
feedback on f i e l d  a c t i v i t i e s .  The approaches should be: 

ARR Com~onent This component helps support quasi- 
government loca l  u n i t s  (shuras) i n  i n f r a s t r u c t u r e  
r e h a b i l i t a t i o n .  The most e f f e c t i v e  p ro j ec t s  are those t h a t  
are subs tan t ia l l y  pub l ic ,  serv ing a  community o r  l a rger  
group o f  farmers under a  se lec t i on  process worked out  w i t h  
the loca l  leadership. I r r i g a t i o n  systems, karezes, and 
feeder roads are exce l len t  examples o f  support t h a t  can be 
furnished by the ARR f i e l d  s t a f f .  The ARS u n i t s  are 
cu r ren t l y  independent o f  a  cen t ra l  government s t ruc ture ,  and 
can continue t o  func t ion  when there  i s  no cen t ra l  leadership 
o f  f ree  Afghanistan. 

As a  adjunct t o  i n f r a s t r u c t u r e  r e h a b i l i t a t i o n ,  the  ARS u n i t s  
maintain a  l i m i t e d  a g r i c u l t u r a l  capacity t h a t  should be 
d i rec ted t o  improving the re turns  from the newly-regenerated 
i r r i g a t i o n  systems o r  feeder roads. Br ing ing improved 
technology, seed stock, f e r t i l i z e r  and other  a g r i c u l t u r a l  
inputs t o  an ARS area can s i g n i f i c a n t l y  increase 



r a g r i c u l t u r a l  outputs beyond t h a t  from the i r r i g a t i o n  system 
o r  road. The ARR component should no t  engage i n  
d i s t r i b u t i o n  o f  a g r i c u l t u r a l  commodities beyond the 
immediate reach o f  t h e i  r rehabi 1 i t a t i o n  pro jec ts .  

The ARR component should move toward r e l a t i v e l y  more complex 
i r r i g a t i o n  systems and engineering p ro jec ts ,  leaving the  
s imples t  r e h a b i l i t a t i o n  schemes t h a t  c a l l  f o r  l oca l  
f i nanc ing  o f  labor  t o  the  less-well-equipped NGO community 
opera t ing  i n  the  same ARS regions. I n  add i t ion ,  t he  ARS 
u n i t s  should amalgamate and expand t o  become d i s t r i c t - l e v e l  
and then p rov inc ia l - l eve l  reconstruct ion serv ice  un i t s .  
Over t he  next  th ree years, an add i t i ona l  10 new ARS u n i t s  
should be targeted fo r  the  program. A l i a i s o n  o f f i c e  t o  
coordinate a c t i v i t i e s  and share in format ion should be 
es tab l ished w i t h  the  M in i s t r y  o f  Reconstruction and other  
re levan t  agencies w i t h i n  the  A I G .  

The PSA Com~onent This component i s  intended t o  re-  
es tab l i sh  p r i v a t e  sector  commercial channels f o r  
a g r i c u l t u r a l  inputs needed f o r  Afghanistan's r e h a b i l i t a t i o n .  
With the except ion o f  f e r t i l i z e r  and other  items procured 
o f fshore ,  the PSA u n i t  w i l l  not buy o r  engage i n  the 
d i s t r i b u t i o n  o f  commodities but w i l l  provide brokerage 
serv ices t o  l i n k  suppl iers w i th  buyers. This includes 
wholesalers, d i s t r i b u t o r s ,  and importers of a g r i c u l t u r a l  
inputs .  Working through ta rge t  market centers, the PSA 

w i l l  expand demand fo r  ag r i cu l t u ra l  inputs and 
equipment, as we l l  as c e r t i f y  the a r r i v a l  o f  csmmodities 
i t h a t  are p a r t  o f  the "approved" ASS9 t ranspor ta t ion  subsidy. 

The purpose o f  the  PSA component i s  t o  strengthen commercial 
l inkages so t h a t  the  u n i t  i s  no longer necessary-as t rad ing  
channels are establ ished t h a t  do no t  requ i re  p ro j ec t  
assistance o r  war r i s k  premium payments. 

The PSA Component i s  no t  dependent upon government f o r  i t s  
operat ion and can proceed i n  the absence o f  strong 
leadership from a f r e e  Afghanistan. It represents the  
a c t i v a t i o n  o f  the l a t e n t  capacity of Afghanistan's p r i v a t e  
a g r i  business sector .  

The AOT Component Th is  component provides the capaci ty  
t o  arrange demonstrations o f  new a g r i c u l t u r a l  technology and 
equipment and provide extension services t o  farmers i n  the  
product ion areas surrounding market centers where PSA- 
supported commodities are avai lable.  A small cadre w i  11 
con t rac t  w i t h  farmers t o  es tab l ish  h i gh l y - v i s i b l e  on-farm 
t r i a l s ,  ho ld  f i e l d  days t o  pub l i c i ze  the resu l t s ,  and make 
contact  w i t h  those who inf luence the in t roduc t ion  o f  new 
a g r i c u l t u r a l  technology. I n  t h i s  way, they w i l l  a l so  boost 



demand. f o r  commerci a1 l'y-avai 1 able i nputs from the PSA 
program. 

This component could also house special pro jects  t o  support 
the A I G .  This might involve the establishment o f  an Afghan 
Foundation as one mechanism t o  channel commodity support 
from ASSP t o  the Foundation, and through the Foundation t o  
the A I G ,  without placing the en t i r e  p ro jec t  a t  the disposal 
of the as-yet untested A I G  Min is t ry  o f  Agr icu l tura l .  

The PPA Com~onent This component provides the 
conceptual framework f o r  the three operating components. It 
also helps t o  generate the information and analysis t o  allow 
planning t o  take place and support f o r  the implementation of 
the actual programs. I n  addit ion, i t w i l l  assess the 
resu l ts  o f  the a c t i v i t i e s  supported by t h e  p ro jec t  through 
i t s  cross-border monitoring capacity. 



11. PRIVATE SECTOR AGRIBUSINESS COMPONENT 

In t roduc t ion  

Throughout h i s t o r y  the  people o f  Afghanistan have been 
t raders.  I n  recent decades Afghans have enjoyed a v i b r a n t  
p r i v a t e  sector  market economy cons is ten t  w i t h  t h e i r  independent 
nature. Before the  war, the  commercial t r ade rs  o f  Afghanistan 
were f r ee  t o  deal i n  a wide range o f  commodities i n t e r n a l l y  and 
ex te rna l l y  w i t h  t h e i r  th ree  pr imary neighbors (USSR, Pakistan, 
and I r a n )  and w i t h  t h e i r  two secondary neighbors (China and 
I nd ia )  as we l l  as w i t h  a host  o f  o ther  more d i s t a n t  countr ies.  

. Ag r i cu l t u ra l  inputs such as seed, chemicals, t o o l s ,  and much of 
the  f e r t i l i z e r  were imported. Tractors,  p u m p s ,  and other  farm 
machinery were a l l  imported as we l l .  Afghanistan's l a rges t  
exports were a g r i c u l t u r a l .  Fresh and d r i e d  f r u i t s ,  cotton, and 
animal sk ins  were the  main commodities going i n t o  world markets. 

Although the  p r i v a t e  sector  has surv ived the  war, i t i s  i n  
c r i t i c a l  need o f  r e v i t a l i z a t i o n .  The previous "open market" 
s i t u a t i o n  has deter io ra ted dur ing  the  war t o  the  p o i n t  today 
where: 

o the supply o f  many essen t ia l  commodities t o  the t rade 
centers o f  the l i b e r a t e d  r u r a l  areas i s  e i t h e r  
r e s t r i c t e d  o r  completely blocked; 

o the l i m i t e d  suppl ies o f  essen t ia l  commodities present 
i n  Afghanistan are on ly  ava i l ab l e  t o  farmers by way o f  
t rade centers under the  con t ro l  o f  the  Kabul regime; 
and 

o the cos t  o f  essen t ia l  a g r i c u l t u r a l  i npu ts  has increased 
t o  the  p o i n t  where most farmers can no longer a f f o r d  t o  
purchase t h e i r  f u l l  requirements. 

This d e b i l i t a t i n g  s i t u a t i o n  e x i s t s  because, through t h e i r  
m i  1 i ta ry  and pol  i t i c a l  con t ro l  o f  the  t r a d i t i o n a l  p rov inc ia l  
t rad ing  centers o f  Afghanistan, the  communist regime has 
e f f e c t i v e l y  i n h i b i t e d  " f r e e  market" fo rces  w i t h i n  the  country. 
Without access t o  cos t  e f f e c t i v e  imports and p r o f i t a b l e  export  
markets, the  farming sector w i l l  no t  be able t o  r e h a b i l i t a t e  o r  
maintain the  country 's a g r i c u l t u r a l  product ion. Accordingly, the 
focus o f  the p ro j ec t  i s  on two-way Afghanistan - Pakistan trade, 
which w i l l  inc lude Afghan t rade  passing through Pakistan t o  and 
from world markets. 



The Present Pak/Afnhan Trade S i t u a t i o n  

A. The main f a c t o r s  cu r ren t l y  r e s t r i c t i n g  t he  commercial 
f l ow  o f  essen t ia l  agr ibusiness commodities from P8kistan t o  
Afghanistan are: 

o t he  l i m i t e d  f i n a n c i a l  resources o f  t he  Afghan farming 
sector;  

o the  h igh  cos t  o f  t ranspor t i ng  agr ibusiness goods from 
the  Pakistan "border zone" t o  t he  bazaars t h a t  se rv i ce  
the  Afghan farming sector  ( t r anspo r t a t i on  ra tes  up t o  
t h i s  zone appear t o  be cos t  e f f e c t i v e ) ;  

o r e t a i l  p r i c e  compet i t ion i n  Afghanistan from s i m i l a r  
commodities exported f r o m  or through t he  Soviet  Union 
a t  heav i l y  subsidized pr ices;  

o the recent  major (75%) devaluat ion o f  the  Afghan 
currency, which i s  repor tedly  p r i n t e d  i n  Leningrad; 

o the re fusa l  o f  the Kabul regime t o  issue Le t te rs  o f  
Cred i t  (LCs) t o  Afghan t raders  t o  purchase and import 
fo re ign  goods i n t o  Afghanistan if these goods are t o  be 
transshipped through Pakistan; 

o several GOP bureaucrat ic obstacles t o  expor t ing 
agribusiness commodities from o r  through Pakistan t o  
Afghanistan; and 

o the  Kabul regime's cont ro l  o f  most o f  the t r a d i t i o n a l  
t rade routes, t rad ing  centers,  and the  o f f i c i a l  banking 
system. 

B. The main f ac to r s  cu r ren t l y  l i m i t i n g  the  commercial f l ow  
o f  goods o f  Afghan o r i g i n  from Afnhanistan t o  Pakistan are: 

o . the  reduced product ion o f  exportable commodities, 
p a r t i c u l a r l y  a g r i c u l t u r a l  produce, as a r e s u l t  of the  
des t ruc t i ve  e f f e c t s  o f  the war and a shortage of the 
essent ia l  inputs  necessary f o r  product ion and 
marketing; 

o the  h igh cos t  o f  t ranspor t ing  expor table commodities 
from the  r u r a l  product ion centers t o  the  Pakistan 
border zone ( f rom t h i s  zone onwards, t ranspor t  ra tes  
are considered t o  be cos t  e f f ec t i ve ) ;  

o the  Kabul regime's con t ro l  of most o f  the  t r a d i t i o n a l  
t rade routes, t r ad i ng  centers, and the  o f f i c i a l  banking 
system; and 

..-- I?;, 
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o t he  m i l i t a r y  blockade o f  several  key t ranspor ta t ion  
routes. 

PSA Object ives 

The primary ob jec t i ve  o f  the  PSA Pro jec t ,  through i t s  
support o f  the  agr ibusiness a c t i v i t i e s  o f  t he  Pak/Afghan p r i v a t e  
sectors,  w i l l  be t o  a s s i s t  the  Pakistan/Afghan business sec tor  
t o :  

o supply a s i g n i f i c a n t  p a r t  o f  Afghanistan w i t h  a range 
of commodities essen t ia l  t o  t he  r e h a b i l i t a t i o n  o f  t he  
r u r a l  community and i t s  a g r i c u l t u r a l  production; 

. . 
o eupply t h i s  range o f  " t a rge t "  commodities a t  p r i ces  

t h a t  w i l l  a l low the  farming sector  ( p a r t i c u l a r l y  
r e tu rn i ng  refugees) t o  purchase them i n  the  quan t i t i e s  
necessary t o  support a subs tan t ia l  product ion increase 
i n  wheat, l i ves tock ,  and exportable crops; and 

o broaden t h e  economic base o f  Afghanistan by expanding 
commercial t rade l i n k s  w i t h  Pakistan and other  "open- 
market" countr ies.  

The PSA A c t i v i t i e s  

There are ten p r i n c i p a l  a c t i v i t i e s  i d e n t i f i e d  so f a r  i n  the 
PSA s t ra tegy .  These a c t i v i t i e s  are h igh l i gh ted  below. A 
de ta i l ed  discussion fo l lows.  I n  broad terms, the P r i va te  
Sector Agribusiness component w i l l :  

1.  Geographically t a rge t  c e r t a i n  provinces o f  Afghanistan 
f o r  assistance; 

2. Es tab l ish  two Pak/Afghan "Trade Centers" i n  Pakistan; 

3. Es tab l ish  one o r  more "PSA-Supported Bazaars" i n  
selected provinces, s t a f f e d  w i t h  appropr iate f i e l d  
personnel ; 

4. Ass is t  t raders  from selected provinces t o  i d e n t i f y  
q u a l i t y  goods from an approved s h o r t - l i s t  i n  Pakistan; 

5 .  Pay t ranspor ta t ion  rebates t o  cover commercial shipping 

3 Paki stan/Afghan p r i v a t e  sector  r e f e r s  t o  Afghan and 

Pakis tani  businessmen resiclent i n  e i t h e r  country who are, o r  wish 
t o  be, engaged i n  the movement o f  l ega l  commercial goods between 
the  two countr ies,  and other open market countr ies.  



costs from the Trade Centers t o  t a r g e t  bazaars; 

6. Supply t raders  w i t h  spec ia l  GOP documentation t o  
f a c i l i t a t e  expor t  o f  approved commodities; 

7. Ass is t  t raders  t o  secure L e t t e r s  o f  Cred i t ;  

8. Ass is t  t raders  t o  market Afghan goods i n  Pakistan and 
elsewhere i n  the  world; 

9. Explore possib le ways t o  
t raders;  and 

10. Work w i t h  Afghan t r a d e r s . t o  f a c i l i t a t e  t he  bu lk  
. . impor ta t ion  o f  bonded goods such as f e r t i l i z e r .  

The i nd i v i dua l  a c t i v i t i e s  of  t h i s  s t ra tegy  a re  discussed 
below. I tem # 10 above i s  discussed i n  more d e t a i l  under the  
heading, 8u lk  I m ~ o r t a t i o n  o f  Bonded Goods, below. 

A .  Geographic Targeting: The p r o j e c t  w i  11 geographical 1y 
t a rge t  i i s  p r i v a t e  sector  agr ibusiness support 
a c t i v i t i e s  t o  those provinces o f  Afghanistan t h a t  can 
sus ta in  p ro j ec t  generated business support a c t i v i t i e s  
i n  a post war open market s i t u a t i o n .  However, special  
considerat ion w i l l  be made t o  inc lude areas outside 
t h i s  " p r i nc i pa l  t a r g e t  region"  o f  a c t i v i t y ,  should i t  
be found t h a t  the  agr ibusiness needs o f  those areas are 
no t  being serv iced by t h e i r  c loser  t r ad ing  partners 
(USSR or  I r a n ) .  

B. Trade Centers: The p r o j e c t  w i l l  e s t ab l i sh  two 
Pak/Afghan "Trade Center" o f f i c e s  w i t h i n  the  border 
zone region o f  Pakistan (Peshawar and Quetta) t o  l i n k  
the agribusiness t r ade rs  o f  1  i berated Afghanistan w i t h  
the manufacturers, t raders ,  and importers/exporters o f  
Pakistan. 

Both these Trade Centers w i l l  be l i n k e d  t o  the 
commercial requirements o f  the  Afghan farming community 
through the  p r i v a t e  sector  businessmen, the  PSA f i e l d  
s t a f f  s ta t ioned i n  each bazaar, and through the e/ARS 
f i e l d  s t a f f  working i n  t he  farming regions surrounding 
these bazaars. 

The Trade Centers w i l l  a l so  prov ide agribusiness 
procurement support t o  t he  I n t e r i m  Government o f  
Afghanistan (AIG), and some PVOs, as they develop the 
capaci ty  t o  de l i ve r ,  d i s t r i b u t e ,  and monitor the f low 
o f  a g r i c u l t u r a l  commodities. 



F i e l d  S t a f f :  To supplement the work o f  the  Trade 
Centers being establ ished i n  Peshawar and Quetta, 
var ious  PSA-supported bazaars w i l l  be i d e n t i f i e d  i n  
se lec ted provinces of Afghanistan. Over the  next 
twelve months, i t  i s  an t i c ipa ted  t h a t  such PSA bazaars 
w i l l  be establ ished i n  approximately n i ne  provinces o f  
the  country, according t o  the  schedules shown i n  t he  
Implementation Plan. Typ ica l ly ,  a PSA supported bazaar 
w i  11 requ i re  the  physica l  presence o f  th ree t o  f o u r  
f i e l d  s t a f f  who w i l l ' b e  assigned t o  the  bazaar t o  ca r r y  
ou t  the  var ious func t ions  and r e s p o n s i b i l i t i e s  o f  
l i n k i n g  these key bazaars w i t h  t he  Trade Centers. 

The f i e l d  s t a f f  who are assigned t o  these bazaars w i l l  
f unc t i on  as bazaar representat ives o f  t he  Trade 
Centers. They w i l l  serve on a r o t a t i o n  basis,  w i t h  one 
o f  the  three representat ives coming t o  Pakistan each 
month t o  be c lose ly  i n  touch w i t h  var ious  d e t a i l s  o f  
p r i c i n g ,  product a v a i l a b i l i t y ,  p r o j e c t  po l i c y ,  I n t e r i m  
Government o f  Afghanistan p r i o r i t i e s ,  e tc .  

I n  the bazaar, the f i e l d  s t a f f  w i l l :  

o help t o  "adver t ise"  the existence o f  the PSA 
program t o  po ten t i a l  customers; 

o advise prospect ive t raders about commodities and 
equipment which are avai 1 able t o  the  a g r i c u l t u r a l  
sector;  and 

o c e r t i f y  the successful a r r i v a l  o f  i nd i v i dua l  PSA 
shipments t o  the  bazaar, as p a r t  o f  the  rebate 
process. 

To keep the bazaar representat ives o r ien ted  toward the  
p r i v a t e  sector ,  t h e i r  compensation w i l l  be based 
p a r t i a l l y  on t h e i r  c o l l e c t i v e  performance i n  ca r r y i ng  
ou t  the  ob jec t ives  o f  the PSA program. They w i l l  
' rece ive  a modest base salary from the p ro jec t .  Beyond 
t h i s ,  f u r t he r  compensation w i l l  be a f unc t i on  o f  the  
tonnage o f  t a rge t  commodities which-are shipped t o  each 
bazaar. The more tonnage moved, the  greater  t h e i r  
reward. 

0. Assistance t o  Traders: The p r o j e c t  w i l l  a ss i s t  t raders  
from ta rge t  provinces t o  se lec t  commodities from 
Pakistan markets. This assistance w i l l  happen through 
a v a r i e t y  o f  mechanism, inc luding:  

o product exh ib i t s ;  



? 

# o p rov is ion  of telecommunications f a c i l i t i e s ;  and - 
o comprehensive product in format ion  services. 

The product in format ion  serv ice  w i l l  cover such th ings  
as product spec i f i ca t ions ,  costs,  the  a v a i l a b i l i t y  o f  
products, and assorted d e t a i l s  on Pakistan-based 
manufacturers, wholesalers, dealers,  and import /export  
agents. 

The Trade Centers w i l l  a s s i s t  Afghan t raders  t o  buy 
goods from a range o f  approved " t a r g e t "  commodities. 
However, i n  most cases the  t raders  themselves w i l l  
decide which o f  the t a rge t  commodities t o  buy and w i l l  
manage p r i c e  negot ia t ions,  f inanc ing arrangements, and 
procurement. I n  most cases, the  t raders  w i l l  be f r e e  
t o  decide how many u n i t s  t o  buy, what brands t o  buy, 
and from which manufacturer o r  dealer  they wish t o  buy. 
Once these purchasing decisions have been made, the  
p r o j e c t  w i l l  cover some p a r t  o f  the cos t  o f  
t ranspor t ing  the commodities t o  the PSA bazaars. 

For c e r t a i n  items such as f e r t i l i z e r  which are pro- 
cured of f -shore i n  bu lk ,  somewhat d i f f e r e n t  arrange- 
ments are being proposed. (See I tem 2 . 5 ,  below, f o r  
a discussion o f  t h i s  component o f  the PSA s t ra tegy . )  

E. Transpor tat ion Rebates: The p 
t ranspor ta t ion  rebates t o  cove 
cos t  o f  de l i ve r i ng  t a rge t  comm 
Centers t o  the t a rge t  bazaars. 
border t rade i n  the  i n i t i a l  ph 
t ranspor ta t ion  rebates w i l l  co 
sh ipping a . . f u l l  t ruck load o f  t a r g e t  commodities from 
the Trade Center t o  a t a rge t  bazaar. As t rade and 
t ranspor ta t ion  condi t ions improve i n  Afghanistan 
through the a c t i v i t i e s  o f  the  ARR and other  e f f o r t s ,  
the  value o f  the  rebate w i l l  be reduced and, i n  time, 
w i l l  be phased out  completely. 
(See Appendix 1 f o r  a discussion o f  the shipment 
process. 

ps+ ,.'//&m a&'-- f i  z%- d p A  
, 70 qua1 . . i f y f o r  rebate assistance 7,- 
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The t raders  w i l l  be f r e e  t o  e l s e t ,  and ad jus t  
r e t a i l  values f o r  t h e  commo i e s  t h a t  they de l i ve r ,  
s to re ,  and market from t h e i r  shops i n  t h e  bazaars. They 
w i l l  be f r e e  t o  t rade  o r  wholesale commodities beyond 
t h e i r  own shop o r  bazaar t o  o the r  t r ade rs  i n  nearby 
bazaars. 

chcuAl.jrt- Ac 
F. GOP Documentation: The p r o j e c t  w i l l  .sS.ae-eweg)ry- 

GOP documentation necessary t o  
sh ip  each t ruck load o f  commodities l e g a l l y  across the  
Pak/Afghan border) 

o These shipping documents w i l l  be s p e c i f i c  f o r  each 
t ruck  and w i l l  d e t a i l :  ( 1 )  commodity descr ip t ions,  - ( 2 )  u n i t  and t o t a l  weights, ( 3 )  cargo 
dest ina t ions ,  ( 4 )  p o i n t  o f  border crossing, ( 5 )  - date o f  crossing, ( 6 )  cargo consignee, and ( 7 )  
, p i o j e c t  reference number and w i  11 be signed by and 
- copied t o  the  re levan t  GOP a u t h o r i t i e s .  

o The t rader  w i l l  be responsib le f o r  the  storage o f  
commodities wh i le  awai t ing  conso l ida t ion  i n t o  f u l l  
t ruckloads. To obta in  a shipping document from a 
Trade Center, the  Trader w i l l  produce the 
fo l l ow ing  d e t a i l s  f o r  each t r uck :  

- the veh ic le ' s  r e g i s t r a t i o n  number and i t s  d r i v e r ' s  
name ; 

- the t r u c k ' s  empty and f u l l  we igh -b i l l  papers as o f  
the  cu r ren t  date; 

- the  dated and i temized purchase rece ip t s  f o r  a l l  
the commodities loaded on the  t ruck ;  and 

- a w r i t t e n  note from the consignee d e t a i l i n g  the 
proposed date and p o i n t  o f  border crossing. 

G. Le t te rs  o f  Cred i t :  Through specia l  agreements t o  be 
negot iated w i t h  the  GOP, the  p r o j e c t  w i l l  a ss i s t  the 
importers o f  essen t ia l  commodities w i t h  Le t te rs  o f  
Cred i t  (LCs) issued from sources o the r  than the Bank o f  
Afghanistan. These LCs can help t o  f a c i l i t a t e  t r a n s i t  
o f  imported items dest ined f o r  Afghanistan as they pass 
through Pakistan. These GOP agreements w i l l  be reached 
through negot ia t ions  conducted by D A I  and the  O/AID/REP 
i n  Islamabad. 7- 

'Q b p r ~  RTb2+ "La& 
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H. Marketing Afghan Products: The p ro jec t  w i l l  a l so  
a s s i s t  t raders  i n  t h e i r  e f f o r t s  t o  market Afghan goods 
i n  Pakistan and other world markets. Th is  would 
inc lude l i a i s o n  w i t h  the Agr i cu l tu ra l  Demonstration 
u n i t s  o f  the e/ARSs working t o  improve crop 
c u l t i v a t i o n ,  i r r i g a t i o n ,  harvest, and packaging through 
the in t roduc t ion  and t e s t i n g  o f  improved techniques and 
commod i ti 0s. 

I. Credi t :  The p ro jec t  w i l l  study the p o s s i b i l i t i e  
extending short-term c r e d i t  t o  'proven" t raders  Gf: 
0 

*b 9 increase the capacity t o  forward purchase, o r  
t o  purchase i n  bulk,  c e r t a i n  t a rge t  commodities; 

t 

o ss&.&#m c o n s t r u c t \ x  @ p r i va te  warehouse 
f a c i l i t i e s  t o  t a rge t  bazaars; and 

o - - - ' - C e  c o n s t r u c t ~ i e  h o r t i c u l t u r a l  packing, 
processing and storage f a c i l i t i e s .  

0 

The prov is ion o f  such c r e d i t  would be based on an 
establ ished working re la t ionsh ip  w i th  s p e c i f i c  
i nd iv idua l  t raders.  I t  would not  be a f a c i l i t y  which 
would be open t o  everyone. I t  would become possible t o  
es tab l i sh  such a f a c i l i t y  a f t e r  several months o f  PSA 
operat ions, -as ind iv idua l  t raders demonstrate t h e i r  
r e l i a b i l i t y  through work w i t h  the Trade Centers. The 
p rov is ion  o f  such c r e d i t  might a lso be f o r  a spec i f i c  
commodity, such as f e r t i l i z e r .  

G.  3 
Bulk I m ~ o r t a t i o n  o f  Bonded Goods 

To provide the Afghan p r i va te  sector w i t h  a source o f  those 
essent ia l  commodities t h a t  cannot be d i r e c t l y  purchased from the 
Pakistan market, the PSA p ro jec t  w i l l  a ss i s t  the p r i v a t e  sector 
t o  import and s to re  stocks o f  such items. These commodities w i l l  
be stored i n  bulk i n  Pakistan as "bonded" goods destined f o r  
export t o  Afghanistan. 

I d e a l l y ,  the p ro jec t  w i l l  i n v i t e  Pakistan-based t raders  t o  
b i d  on the procurement, importat ion, bonded storage, and export 
re-sale t o  Afghanistan Under t h i s  s t rategy:  

d$"P 
o a pre  f&etwuw$l i s t  o f  Afghan and Pakistan t raders 

would be i n v i t e d  t o  b i d  on the supply and stocking o f  
one o r  more imported t a rge t  commodities (such as 
f e r t i l i z e r  o r  ed ib le  o i l )  a t  l eve ls  determined as a 
func t ion  o f  near-future, end-user requirements; 

BESTAVA/LABLE COPY 



t h e  US government would o f f e r  o f f -shore  f inanc ing  i n  
t he  form of Le t t e r s  o f  C red i t  on beha l f  o f  t he  winning 
bidder;  and 

o t h e  p r o j e c t  would have the  management r e s p o n s i b i l i t y  
o f  handl ing these bids,  making necessary f i nanc ing  
,arrangements, and f o r  t r ack i ng  t he  progress o f  any 
g iven t ransac t ion  inc lud ing  moni to r ing  o f  de l i ve r y  t o  
end-users. 

However, i n  t he  i n i t i a l  phases o f  the  p ro j ec t ,  it i s  
env is ioned t h a t  t h e  p r o j e c t  i t s e l f  w i l l :  

. I ;. 
o est imate end-user product requirements. under near- 

f u t u r e  commercial marketing condi t ions;  

o w i t h  the  assistance o f  the  O/AID/REP, place s p e c i f i c  
o f f -shore  procurement orders, we l l  i n  advance o f  f i e l d  
requirements, f o r  commodities such as DAP, UREA, and 
ed ib l e  o i l ;  

o con t r ac t  re levant  commercial agents, c l ea r  the  landed 
goods through the po r t ,  and arrange f o r  bu lk  storage i n  
Karachi ; 

o t ranspor t  from Karachi, f o r  storage i n  the  Trade Center 
depots, small " f l o a t "  deposi ts o f  each imported 
commodity; 

o wholesale the  imported commodities through the Trade 
Center o f f i c e s  t o  the  Afghan t raders  o f  the  t a r g e t  
bazaars ; 

o o f f e r  the  purchasing t raders  t ranspor t  rebates t o  cover 
the  commodities' de l i ve ry  t o  key bazaars i n  Afghanistan 
and issue the  appropr iate cross-border shipping 
documents; and 

o restock the  Trade Center depots w i t h  add i t i ona l  
commodities from Karachi as t raders  buy up the  border- 
zone stocks. 

To procure impor t  commodity stock from the  Trade Centers, 
t he  t r ade rs  w i l l :  

o Confirm a product 's cur ren t  wholesale r a t e  w i t h  the  
Trade Center and decide how much o f  a product t o  
buy/shi p; 

o Request concurrence from the  Trade Center t o  buy a 
s p e c i f i c  quan t i t y  o f  a product; 
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o Pre-deposit i n  t he  Trade Center bank account the 
necessary amount o f  Rupees t o  cover t he  procurement; 

o Return a bank "deposit  s l i p "  t o  t he  Trade Center and 
exchange i t f o r  a "commodity release docket"; and 

o Take the  "re1ease.docket" t o  t he  Trade Center's import  
commodity depot and c o l l e c t , t h e  docket spec i f i ed  amount 
of product which i s  loaded onto t he  appropr iate t ruck.  

Pro-iect A c t i v i t y  Select ion C r i t e r i a  

A. Target Regions 
. . 

The p ro jec t  w i l l  target i t s  a c t i v i t i e s  t o  t h a t  region o f  
Afghanistan t h a t  can susta in  a s i g n i f i c a n t  degree o f  t rade  i n  a 
post war open market s i t ua t i on .  The p r o j e c t  does no t  seek t o  
f a c i l i t a t e  the movement o f  commodities from Pakistan i n t o  
Afghanistan beyond the range o f  Pakistan's economic advantage 
over s im i l a r  products suppl ied from I r a n  and USSR. 

The "open market" geographical range i n  Afghanistan f o r  
products imported from Pakistan w i l l  vary i n  distance w i th  each 
s p e c i f i c  product, and w i th  i t s  cost  e f f e c t i v e  advantages over 
s i m i l a r  imports from other countr ies.  A few products from 
Pakistan w i l l  be competi t ive i n  a l l  provinces o f  Afghanistan 
because o f  unique advantages (e. g.  th reshers) .  I n  general, 
however, the h igh t ranspor ta t ion  costs incurred i n  shipping goods 
beyond the cen t ra l ,  eastern and southern provinces o f  the country 
w i l l  l i m i t  t h e i r  commercial advantages over s i m i l a r  products from 
I r a n  and the USSR. 

8. Target Provinces 

I n i t i a l l y ,  the " t a rge t  region" f o r  p r o j e c t  a c t i v i t y  w i l l  be 
t he  provinces o f :  

HELMAND GHAZNI  BAMIAN KAPISA 
KANDAHAR PAKTIKA WARDAK LAGHMAN 
URUZGAN PAKTIA PARWAN KUNAR 
ZABUL LOGAR KABUL NANGARHAR 

Provinces were selected f o r  support based on the fo l l ow ing  
c r i t e r i a :  

o t h a t  the  province i s  s u f f i c i e n t l y  secure, p o l i t i c a l l y  
and m i l i t a r i l y ,  t o  permi t  proper p r o j e c t  
implementation; and 

o t h a t  a substant ia l  p ropor t ion  o f  the  prov ince 's  r u r a l  



t rade centers are f r e e  from regime con t ro l  and 
accessible by vehic le from Pakistan. 

Select i on  Period One 

The i n i t i a l  t a rge t  provinces selected dur ing the fa11 
o f  1989 w i l l  include: 

Quetta Trade Center: Kandahar 1 

Peshawar Trade Center: Paktika, Ghazni, Kunar 3 

Total  4 

Select ion Period TWQ 

The proposed ta rge t  provinces and r e l a t e d  t a rge t  
bazaars scheduled f o r  the spr ing o f  1990 w i l l  include: 

? 

Quetta Trade Center: Helmand, Zabul 2 

Peshawar Trade Center: Logar, Wardak, Laghman 3 

Total 5 

Selection Period Three 

The proposed ta rge t  provinces and re la ted  ta rge t  
bazaars scheduled f o r  the summer and f a l l  1990 w i l l  include: 

Quetta Trade Center: Uruzgan 1 

Peshawar Trade Center: Pakt ia,  ~ a n ~ a r h a r ,  Kabul, 
Bamian, Parwan, Kapisa 6 

Total 7 

Grand Total 16 

C. Target Bazaars 

I n  Afghanistan, two p a r a l l e l  t rad ing  networks ex i s t .  One i s  
operated by the segment o f  the p r i v a t e  sector under the contro l  
o f  the Regime and the other i s  operated by the p r i v a t e  sector 
under mujahideen cont ro l .  The two are d i s t i n c t l y  separate i n  
physical locat ion,  yet are s t rong ly  i n te r - l i nked  because of 
shared commodity supply channels and consumer markets. 



Bas ica l l y ,  t he  Regime network operates through the  
t r a d i t i o n a l  t r ad i ng  centers o f  Afghanistan and has import /expor t  
access w i t h  t he  outs ide  world v i a  the  Soviet/Afghan border. I n  
cont ras t ,  t he  mujahideen network operates through r u r a l  bazaars - 
most o f  which were much smal ler o r  even nonexistent p r i o r  t o  the  
war - which have been developed and expanded over the  l a s t  ten  
years t o  accommodate the  commercial needs o f  a farming sec tor  
depr ived o f  access t o  the  t r a d i t i o n a l  t rade centers.  The 
mujahideen system has import /export  access t o  the  outs ide  wor ld 
v i a  (a)  t he  Sov ie t  border through in formal  deal ings w i t h  
p r o v i n c i a l  c a p i t a l  t raders  and (b )  the  I r a n i a n  and Pak is tan i  
borders along routes  protected by the  mujahideen. 

I n i t i a l l y ,  t he  PSA p ro j ec t  w i l l  focus i t s  a c t i v i t i e s  on t h e  
. . mujahideen t r ad ing  network, subs tan t i a l l y  improving i t s  t rade  

l i n k s  w i t h  the outs ide  world v i a  the  Pakis tani  border and, as 
such, w i  1 1  operate wi thout  the bene f i t s  o f  access t o  t he  
t r a d i t i o n a l  t rade centers (except in Kunar). However, as soon as 
p o l i t i c a l  o r  m i l i t a r y  success enables the  mujahideen t o  open up 
the  p rov i nc i a l  c a p i t a l s  t o  the farming sector ,  the  p r o j e c t  w i l l  
r a p i d l y  d i r e c t  agribusiness support a c t i v i t i e s  i n t o  these 
important t r a d i t i o n a l  t rad ing  centers. 

From w i t h i n  the ta rge t  provinces, t a rge t  bazaars w i l l  be 
se lected f o r  p r o j e c t  a c t i v i t y  based on the fo l lowing c r i t e r i a :  

o t h a t  they are p o l i t i c a l l y  f r ee  from regime c o n t r o l ;  

o t h a t  they contain a minimum o f  100 func t ion ing  shops; 

o t h a t  they serv ice the commercial needs o f  the farming 
sector ;  and 

o t h a t  they are d i r e c t l y  accessible t o  commercial t rucks  
t r a v e l l i n g  t o  and from Pakistan. 

The proposed t a rge t  bazaars have no t  as ye t  been i d e n t i f i e d ,  
b u t  they are estimated t o  range f ~ o m  two t o  f ou r  per  t a r g e t  
province. Se lec t ion  o f  t a rge t  bazaars w i l l  be a f i e l d  a c t i v i t y  
o f  the p r o j e c t  management which w i l l  be i n i t i a t e d  f o l l o w i n g  the  
dec is ion  t o  extend PSA support t o  a t a r g e t  province. 

Target Commodities 

The commodities targeted f o r  expor t  assistance from o r  
through Pakistan t o  the t a rge t  bazaars w i l l  be se lected according 
t o  the  f o l l ow ing  c r i t e r i a :  

A. t h a t  the  commodity i s  essent ia l  t o  a g r i c u l t u r a l  
product ion and has demonstrated i n  Afghanistan the  
p o t e n t i a l  t o  produce cos t  e f f e c t i v e  bene f i t s  t o  the  



agricultural sector; 

8. that the commodity is known to be essential to the 
rehabilitation of the rural community; and 

C. that the cost of assisting the export of the commodity 
is within the limits of  the project's financial 
resources. 

In the first priority category, such target commodities can 
include: 

o NPK fertilizers; 

o plant pesticides; 

o veterinarian supplies; . 

o Pak-81 and PS-85 wheat seed; 

o 45 and 75 horse power tractors) 

-5mplements such as trailers, tine tillers, 
plows, harrows, soil leveling blades; 

draft animals such as oxen and mules; 

domestic livestock such as chickens, dairy cattle, and 
improved stud sires; 

agricultural hand tools and implements such as 
shovels, pick axes, wheelbarrows; '\ & spare parts for vehicles, machines, and tools; and 

agricultural machinery such as threshers, traditional 
crop protectionjspray equipment, water pumps. 

i 
At a secondary level, such commodities may include: 

-v..., N Q C / ; , ' H W  
o trade tools fo 1 ishment of essegial rural 

trades such as mechanic, blacksmith, 
carpenter, flour miller; 

commercial building materials such as cement, 
steel, plastic roof-sheeting, roof beams; 

d- 
fuel s %uch as kerosene) 

am+ dieself and 4.- &, 

o foodstuffs traditionally deficit in ~fghanistan but 
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v i t a l  t o  the  well-being o f  the  community such as 
ed ib l e  o i l s  and sugar. 

The concept behind the se lec t i on  of t a rge t  commodities i s  
NOT t o  i d e n t i f y  which type o r  what quan t i t i es  o f  any commodity a  
ta rge t  province may requ i re  bu t  ra the r  t o  leave those complex 
decisions t o  the  supply and demand systems o f  the  p r i va te  sector. 
The ob jec t i ve  i s  t o  o f f e r  the  p r i v a t e  sec tor  some assistance t o  
increase the  de l i ve r y  o f  a r e s t r i c t e d  range o f  commodities t h a t  
are considered essent ia l  t o  t he  r e h a b i l i t a t i o n  o f  the  
a g r i c u l t u r a l  sector. 

Del ivery and D i s t r i b u t i o n  o f  T r i a l  Commodities 
. . 

Under the Ag r i cu l t u ra l  Demonstration and Tra in ing component 
o f  the e/ARS a c t i v i t i e s ,  an add i t i ona l  range o f  commodities w i l l  
be del ivered by the ASSP t o  Afghanistan f o r  f i e l d  tes t ing .  As 
there w i l l  no t  be any s i g n i f i c a n t  commercial demand f o r  these 
unproven commodities, t h e i r  de l i ve r y  t o  the e/ARS regions w i l l  be 
through a channel other  than the p r i v a t e  sector p ro j ec t  channel. 

Select ion o f  the " t r i a l  commodities" w i l l  be l i m i t e d  t o  
commodities which have demonstrated i n  another country under 
commercial condi t ions s i m i l a r  t o  those i n  Afghanistan the 
po ten t ia l  t o  produce cost  e f f e c t i v e  bene f i t s  t o  the a g r i c u l t u r a l  
sector .  

Such commodities could include: 

o seed and other  p l an t i ng  mater ia ls  o f  improved va r i e t i es  
or  clones ; 

o new pest ic ides  f o r  which benign environmental impact 
has been establ ished; 

o a g r i c u l t u r a l  machinery such as: 
- wal k behind reapers 
- front-mounted reapers 
- new crop protect ion/spray equipment 
- ch ise l  plows 
- f r u i t  graders 
- g ra in  d r i l l s  
- r i c e  seedl ing p lanters ;  and 

o d r i p  and bubble i r r i g a t i o n  systems. 

S t a f f  and Structure o f  the PSA Com~onent 

An i 1 l u s t r a t i v e  organ iza t iona l  char t  f o r  the  f i e l d  s t ruc tu re  
o f  the PSA component i s  de ta i l ed  below. This represents a 



provisional s t ructure which i s  subject to change and refinement 
wi th  the passage o f  time and addi t ional  f i e l d  experience. 

PSA Trade Centers, Peshawar and Quetta 
plus PSA f i e l d  staff .  

Pakistan I ---------------------------------------------------------------- 
Afghanistan 

PSA Bazaars 
@ 3 men per Bazaa 

L 

PSA S ta f f  Reaui rements 

There w i l l  be two Trade Centers, one I n  Peshawar and one i n  
Quetta. Certain par ts  o f  the senior s t a f f  s t ructure w i l l  be 
duplicated i n  each c i t y .  For example, each Trade Center w i l l  
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have an Afghan D i rec to r .  Each Center w i l l  a l so  r equ i r e  an 
Accountant and a Transportat ion O f f i c e r .  Each Trade Center w i l l  
a l so  have a warehouse o r  depot attached t o  i t f o r  t he  storage of 
bu lk  commodities such as f e r t i l i z e r .  This  f a c i l i t y  w i l l  r equ i re  
f o u r  management s t a f f  and approximately e i g h t  chowkidars. There 
w i l l  be approximately n ine  t rade desks d i v ided  between t he  two 
Trade Centers dur ing the  f i r s t  year o f  operat ions. Each province 
w i t h  one o r  more PSA bazaars w i l l  requ i re  a Trade Desk, w i t h  one 
Desk O f f i c e r .  Two o f  these desks w i l l  be s e t  up i n  Quetta and 
seven w i l l  be located i n  Peshawar. There w i l l  be approximately 
two secre tar ies  attached t o  each Trade Center t o  a s s i s t  w i t h  
admin is t ra t i ve  matters. Each Center w i l l  have t h ree  d r i ve r s . '  

S t a f f  requirements summary: 
. . 

Pos i t i on  Quanti t v  

Trade Center D i rec tors  2 
Transport O f f i ce r s  
Accountants 
TC Deputies 

73 
Warehouse S t a f f  ( 4  + 4) 8 
Provi  nc i  a1 Desks 
Secretar ies ( 2  + 2 )  
Chowkidars ( 8  + 8 )  
Dr ivers  ( 2  x 3 )  

1- 
PSA F i e l d  S t a f f  ( 9  x 3 )  2 7 

TOTALS 78 

This t o t a l  s t a f f  complement w i l l  be phased i n  over year one, 
as PSA bazaars and Prov inc ia l  Trade Desks are  brought on l i n e .  
The numbers given here are essen t i a l l y  i l l u s t r a t i v e  and w i l l  
depend on the r e s u l t s  over the f i r s t  few months of t he  p ro jec t .  
S t a f f  l e ve l s  probably w i l l  a l so  depend on t he  r e s u l t s  o f  the  war 
and f u r t h e r  developments w i t h  the  I n t e r i m  Government o f  
Afghanistan. The A c t i v i t y  Time Tables shown below prov ide an 
Implementation Schedule f o r  the PSA component. 

PSA Prosram A c t i v i t i e s  

ACTIVITY TIME TABLES 

A c t i v i t y  Period One 
October 1989 - March 1990 

I d e n t i f i c a t i o n  o f  the  "p ro j ec t  region" i n  which t o  t a rge t  
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p r i v a t e  sec tor  agr ibusiness support  a c t i v i t i e s .  

I d e n t i f i c a t i o n  o f  " t a rge t  provinces" from w i t h i n  the  p r o j e c t  
region f o r  t r a d i n g  during: (a) A c t i v i t y  Per iod Two AP/2), 
(b )  A c t i v i t y  Per iod Three (AP/3). 

- F i e l d  i d e n t i f i c a t i o n  o f  " t a rge t  bazaars" i n  the  provinces 
selected f o r  i n i t i a l  t r ad i ng  a c t i v i t y  ( i n  AP/2). 

- F i e l d  i d e n t i f i c a t i o n  o f  bazaar t rade/rep " t ra inees"  a t  the 
r a t e  o f  2-3 per t a r g e t  bazaar. 

- I d e n t i f i c a t i o n  and leas ing o f  medium term Trade Center 
premises i n  Peshawar and Quetta. 

. . - I d e n t i f i c a t i o n  and/or const ruc t ion  and l eas ing  o f  long 
term import/cargo depot f a c i l i t i e s  i n  Peshawar and Quetta. 

- I d e n t i f i c a t i o n  and leasing o f  medium term import/cargo 
depot i n  Karachi. 

- Recruitment and t r a i n i n g  o f  PSA s t a f f  f o r  the p r o j e c t  
management team based a t  DAI/Peshawar. 

- Recruitment and t r a i n i n g  o f  Trade Center management s ta f f  
f o r  Peshawar and Quetta. 

- Recruitment and t r a i n i n g  o f  Trade Center management team 
f o r  each o f  the  t a rge t  provinces selected f o r  a c t i v i t y  i n  
AP/2.  

- Select ion o f  ". target commodity range" f o r  AP/2,  e l i g i b l e  
f o r  (a )  f u l l  Trade Center assistance and ( b )  shipment 
documentation assistance only .  

A c t i v i t y  Per iod Two (AP/21 
A p r i l  1990 - June 1990 

Tra in ing  o f  selected bazaar/rep t ra inees  

- Select ion o f  bazaar/reps f o r  se lected t a r g e t  bazaars. 

- Despatching o f  bazaar/reps t o  t a r g e t  bazaars. 

- Expla in ing o f  Trade Center a c t i v i t i e s  t o  the  p r i v a t e  
sector  t raders  i n  bazaars. 

- A r r i v a l  o f  i n i t i a l  bazaar t raders  a t  Trade Centers. 

- Recruitment and t r a i n i n g  o f  Trade Center management team 

27 



f o r  each of the ta rge t  provinces selected f o r  a c t i v i t y  
in AP/3 

- F i e l d  i d e n t i f i c a t i o n  o f  ta rge t  bazaars i n  provinces 
selected for  assistance i n  AP/3 

A c t i v i t y  Period Three (AP/3) 
Ju ly  1990  - Se~tember 1990 

Recruitment and t r a i n i n g  o f  Trade Center province management 
team f o r  each o f  the ta rge t  provinces selected f o r  a c t i v i t y  
i n  AP/4. 

. . - F i e l d  i d e n t i f i c a t i o n  o f  target  bazaars and bazaar rep 
t ra inees i n  provinces selected fo r  assistance i n  AP/4 .  



111. PROGRAMMING, PLANNING AND ANALYSIS UNIT 

In t roduc t ion  

This sect ion describes a strategy, s t ruc tu re ,  and an 
implementation p lan f o r  the Programing, Planning and Analysis 
component. The kinds o f  data t o  be co l lec ted ,  and the  ways these 
data w i  11 be used are a lso  described. 

For the purpose o f  organizing the work o f  PPA, Afghanistan 
has been d iv ided i n t o  two major economic zones and seven planning 
regions (see f igs .  1 & 2). Zone I borders Pakistan and i s  the 
p r i nc ipa l  area f o r  t rade and commerce h i s t o r i c a l l y  between 
Afghanistan and Pakistan. Zone I cons is ts  o f  16 provinces, o r  

. , , approximately h a l f  the country, and i s  roughly coterminous w i t h  
the eastern and southern f l anks  of the Hindu Kush mountain range. 
Zone I1 i s  t h a t  p a r t  o f  the  country which i s  nor th  and west o f  
the Hindu Kush, and i s  an area which trades p r i m a r i l y  w i t h  the 
Soviet Republics and I ran.  

I n  add i t ion  t o  the broad b isec t ion  o f  the country i n t o  
Zones, i t  i s  a lso  necessary f o r  planning and analys is  t o  f u r t he r  
d iv ide  the country i n t o  Planning Regions. These seven Regions 
roughly correspond t o  the ethnogeographic groupings which are the 
bu i ld ing  blocks f o r  the Afghan confederacy. These seven Planning 
Regions are const i tu ted as fo l lows:  

- Region I: Helmand, Kandahar, Zabul 

Region 11: Ghazni, Wardak, Logar, Paktya, Pakt ika 

Region 111: Kabul, Parwan, Kapisa, Laghman, Kunar, 
Nangarhar 

Region I V :  Herat, Farah, Nimroz 

Region V :  Badghis, Faryab, Jowzjan 

Region V I :  Balkh, Samangan, Baghlan, Kunduz, Takhar, 
Badakshan 

Region V I I :  Ghor, Bamyan, Oruzgan 

These seven Planning Regions cons t i t u te  a basic framework or  
organizat ional s t ruc ture  f o r  the a c t i v i t i e s  o f  the PPA o f f i c e .  
For planning purposes, much o f  the i n i t i a l  emphasis f o r  PPA's 
planning and survey work over the next year w i l l  concentrate on 
Zone I, encompassing Regions I, 11, and 111, p lus  two provinces 
o f  V I I .  

Several c r i t e r i a  suggest t h a t  provinces i n  t h i s  Region are 
key t o  es tab l ish ing i n i t i a l  p ro jec t  a c t i v i t i e s  f o r  both the PSA 
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wing and the PPA component. These c r i t e r i a  include: 

o d i r e c t  access by veh ic le  from Pakistan; 

o substant ial  mujahideen cont ro l ;  

o adequate secur i ty  t o  permit program a c t i v i t i e s ;  

o t r a d i t i o n a l  t rad ing  partners of Pakistan, especia l ly  
the North West F ron t ie r  and Baluchistan provinces; 

o good ag r i cu l t u ra l  production i n  selected provinces 
which may r e s u l t  i n  economic surpluses i n  some areas; 

. . o substant ia l ly  i n t a c t  s o c i o p o l i t i c a l  and t r a d i t i o n a l  
economic systems; 

o substant ial  work experience by the ARR component under 
previous phases o f  the ASSP pro jec t ;  and 

o communica~ions systems i n  place al lowing r e l a t i v e l y  
e f f i c i e n t  information f low.  

A s  shown on Figure 1 ,  they are also the p r i nc ipa l  areas 
where almost a l l  o f  the ARS a c t i v i t i e s  are cur ren t l y  located. 

Objectives 

The object ives o f  the PPA o f f i c e  w i l l  be to :  

o monitor, analyze, plan fo r  ASSP a c t i v i t i e s ,  inc luding 
PSA, ARR ( r u r a l  c i v i l  works) and Agr icu l tu ra l  
Development and Train ing (ADT) components; 

o oversee the c o l l e c t i o n  and analysis o f  relevant f i e l d  
data f o r  use i n  planning; 

o t rack the implementation o f  various components o f  the 
ASSP; and 

o track and analyze other aspects o f  Afghanistan's 
agr icu l tu re  a f fec t i ng  implementation o f  the ASSP 
project .  

The fo l lowing assumptions define the operations o f  the PPA 
o f f  ice: 



o The PPA w i l l  coordinate c losely w i th  PSA, ADT and ARR 
a c t i v i t i e s .  

o It w i l l  be designed t o  carry out  s t a f f  functions t o  
provide planning guidance t o  the l i n e  uni ts.  

o It w i l l  es tab l ish p r i o r i t i e s  f o r  geographic target  
areas and development a c t i v i t i e s  therein.  

o It w i l l  have separate leve ls  o f  au thor i t y  and 
respons ib i l i ty ,  as wel l  as d i r e c t  l i n e s  o f  
communication t o  headquarters s t a f f  i n  Peshawar and 
Quetta. 

. . o There are various organizations ass is t ing  i n  the 
reconstruction o f  Afghanistan. Through the  normal 
course o f  i t s  work, the PPA w i l l  coordinate wi th  these 
organizations. 

o To the extent feasib le,  PPA w i l l  seek t o  encourage 
po l icy  ~ons is tency and program coordination among 
various groups working i n  Afghanistan. 

Structure of the PPA 

A .  S ta f f ing  

A s  wi th a l l  components o f  ASSP, the PPA o f f i c e  i s  being 
established wi th an Afghan character. I t  w i l l  become a cross- 
border operation s ta f fed by Afghans. D A I  i s  rec ru i t i ng  an 
Afghan wi th  appropriate planning and management experience t o  
serve as the senior o f f i c e r  i n  charge o f  t h i s  u n i t .  Beneath the 
PPA Director,  there w i l l  be seven Regional Coordinators who w i l l  
supervise and track a c t i v i t i e s  w i th in  each o f  the seven pr inc ipa l  
Regions. There w i l l  a lso be a cadre o f  analysts t o  help evaluate 
and assess f i e l d  data. The Regional Coordinators w i l l  be 
al located according t o  the two basic Zones o f  the country which 
are described below: 



Figure 3: Organizat ion o f  PPA U n i t  

(and s t a f f )  (3) 

Zone I I Zone I 1  
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F i e l d  S t a f f  
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ARS/PPA 
F i e l d  S t a f f  

(2) 

PPA U n i t  S t a f f i n s  Summary 

The PPA u n i t  would begin operat ions w i t h  approximately 30 
s t a f f .  O f  these s t a f f ,  16 would be based i n  Pakistan. These 
would inc lude the  d i r ec to r ,  seven regional  coord inators,  t h ree  



data  analysts,  and th ree data-entry c l e r k  secre tar ies .  The th ree 
Regional Coordinators f o r  Regions I, XI, and I11 would be 
t r a v e l i n g  i n  and o u t  o f  Afghanistan. The Regional Coordinators 
f o r  Regions I V  - V I I  would be based i n  Pakistan, and would 
genera l ly  no t  t r a v e l  i n s i de  a t  t h i s  time. The c l e r k  sec re ta r ies  
and data ana lys ts  would be based i n  Pakistan. The 16 f i e l d  PPA 
s t a f f  based i ns i de  Afghanistan would be attached t o  i nd i v i dua l  
ARSs. According t o . t h i s  model, f o r  t he  next  s i x  months, the re  
would be no intermediary s t a f f  assigned t o  work between t h e  l e v e l  
o f  t he  ARS and t he  Regional Coordinators. Th is  means the re  would 
be no planners working a t  t he  p rov i nc i a l  l e v e l ,  he lp ing  t o  assess . 
and aggregate data. This represents an i n i  ti a1 s t a f f i n g  
s t ra tegy ,  which would be amended o r  changed as program needs from 
i ns i de  began t o  manifest themselves more c l e a r l y .  

8. Zones 

Zone 1 : During the f i r s t  phase o f  the  ASSP p ro j ec t ,  
Regional Coordinators f o r  Regions I, 11, and I11 w i l l  have f i e l d  
s t a f f  who w i l l  be rec ru i ted ,  t ra ined,  and assigned t o  work 
d i r e c t l y  under them. These f i e l d  s t a f f  w i l l  be attached t o  the  
ARSs, and w i l l  be res ident  i n  Afghanistan. There w i l l  be one PPA 
planner assigned t o  work w i th  the ARS f i e l d  s t a f f .  The PPA f i e l d  
planners w i l l  a l so  coordinate c lose ly  w i t h  the  PSA bazaar 
component. Add i t iona l  f i e l d  s t a f f  w i l l  be phased i n  as t ra inees 
complete t r a i n i n g  and add i t iona l  f i e l d  needs f o r  data c o l l e c t i o n  
become c l ea r .  It i s  important t o  note t h a t  the  assignment o f  PPA 
f i e l d  s t a f f  t o  work w i t h  e x i s t i n g  ARS s t a f f  assumes a merger o f  
the  two components under DAI's d i r e c t  management. I f  the two 
programs are no t  merged, then a d i f f e r e n t  model may need t o  be 
developed. 

Zone 11: For the  four  Regions i n  Zone I1  (no r t h  and west o f  
the  Hindu Kush), Regional Coordinators.wi l1  be rec ru i ted ,  
t ra ined ,  and or ien ted.  I n i t i a l l y ,  these men w i l l  no t  have f i e l d  
s t a f f  working under them. The Coordinators themselves w i l l  be 
based i n  Peshawar o r  Quetta. As cond i t ions  a l low,  they may 
t r a v e l  from t ime t o  time t o  t h e i r  assigned Regions. 

Regions I V ,  V, V I ,  and V I I  are important economically, 
commercially, a g r i c u l t u r a l l y ,  and p o l i t i c a l l y .  However, they are 
no t  na tu ra l  t r ad i ng  par tners of Pakistan, nor are they areas 
where there  i s  s i g n i f i c a n t  ARS presence a t  t h i s  t ime. 
Accordingly, dur ing  the next year o f  the ASSP p r o j e c t ,  the  PPA 
u n i t  w i l l  t r ack  developments i n  these areas ex tens ive ly ,  ra the r  
than i n t ens i ve l y  as i n  Regions I, 11, and 111. Each Coordinator 
w i l l  be responsible f o r  gather ing data i n  h i s  Region from a 
v a r i e t y  o f  sources i n  Pakistan and f o r  t rack ing  developments i n  
t he  several provinces under h i s  purview. Depending on the  
fu r the r  requirements f o r  data from these Regions, add i t i ona l  
s t a f f  could be h i r e d  t o  a s s i s t  by going i n t o  Afghanistan t o  



c o l l e c t  s p e c i f i c  data from i n d i v i d u a l  provinces o r  d i s t r i c t s .  
With the  passage o f  t ime and t h e  f u r t h e r  evo lu t i on  o f  t he  
pro jec t ,  t he  Regional Coordinators f o r  Zone I1 even tua l l y  may 
requ i re  permanent s t a f f  from t he  key provinces. (Note: A t  t h i s  
time, PPA f i e l d  s t a f f  would be assigned t o  t he  two ARSs which are 
cu r ren t l y  opera t ing  i n  Zone 11, i n  Baghlan and Takhar provinces. 
Therefore, the  Regional Coordinator f o r  Region V I  would have two 
f i e l d  s t a f f  working under him.) 

While t r a v e l  t o  the  nor thern  and western prov inces i s  
d i f f i c u l t ,  time-consuming, and expensive, considerable usefu l  
in format ion can be ava i l ab l e  f rom systematic data gather ing 
e f f o r t s  based i n  Pakistan. Many t r a v e l e r s  (refugees, mujahideen, 
t r uck  d r i ve r s ,  businessmen) come t o  Peshawar and Quetta. People 

. , from an area genera l l y  are i n  touch w i t h  events and developments 
i n  t h e i r  home prov ince and d i s t r i c t .  P r i c i n g  data f o r  key 
commodities, f o r  example, a re  genera l l y  known o r  knowable. Under 
the e a r l i e r  phase o f  the  ASSP p r o j e c t ,  a small  survey capaci ty  
was establ ished t o  t r ack  p r i c e  movements i n  key commodities such 
as wheat. This  t r ack i ng  capac i ty  w i l l  be re-establ ished under 
the PPA u n i t ' s  auspices f o r  a l l  seven Regions o f  the  country.  
Each Regional Coordinator w i l l  be responsible t o  t r ack  p r i c e  
movements i n  h i s  Region, using appropr ia te survey techniques. 
(See Market In format ion Systems, below). 

C.  T ra in ing  Cycles 

A se r ies  o f  t r a i n i n g  programs w i l l  be c a r r i e d - o u t  t o  develop 
the f i e l d  manpower necessary f o r  the  PPA u n i t  t o  operate 
e f f e c t i v e l y  and gather the data requ i red  by i t s  var ious c l i e n t s .  
The f i r s t  t r a i n i n g  cyc le  i s  intended t o  t r a i n  approximately 25 
men f o r  the  PPA u n i t .  (See Appendix 2 f o r  T ra in ing  scheme.) 
This cyc le  w i l l  be the  f i r s t  o f  severa l  t r a i n i n g  and r e t r a i n i n g  
cycles which w i l l  be requi red over the  l i f e  o f  t he  p ro j ec t .  

T ra in ing  Cycles 

Trainees T ra in ing  Dates 

Cycle I 

Cycle I1 

Cycle I11 

Jan - Feb 90 

June - J u l y  90 

Dec 90-Jan 91 

Tota ls  



The numbers o f  t ra inees required f o r  Cycles I1 and I11 w i l l  
depend on the f u tu re  s ta tus  of the PSA component o f  t he  pro jec t ,  
t he  shape and character o f  the Afghan Trade Centers i n  Peshawar 
and Quetta, and the p r i o r i t i e s  which are  establ ished f o r  t he  
ARSs. Cycle I11 i n  p a r t i c u l a r  may invo lve considerable 
re t ra i n i ng  o f  i n i t i a l  f i e l d  s t a f f .  

The s t a f f  o f  the  ARS and PSA components w i l l  a l so  requ i re  
considerable add i t i ona l  t r a i n i ng .  The t r a i n i n g  schedule given 
above i s  pre l iminary and i l l u s t r a t i v e ,  subject  t o  changes 
d ic ta ted  by data requirements, as we l l  as t he  re l a t i onsh ip  the  
data co l l ec to rs  w i l l  have w i t h  other p r o j e c t  f i e l d  s t a f f .  

A c t i v i t i e s  o f  the PPA Un i t  

This sect ion describes the a c t i v i t i e s  o f  the  PPA Uni t .  These 
include: 

o Needs assessment surveys o f  selected provinces f o r  PSA 
component; 

o Needs assessment surveys f o r  the ARS component; 

o Design and management o f  Geographic Informat ion System 
(GIs) ;  

o Design and management o f  Market Informat ion System 
(MIS);  

o Monitor ing o f  PSA and ARS a c t i v i t i e s ;  

o The development o f  the PPA u n i t ' s  ana l y t i ca l  capacity; 

o Preparation o f  AASSP long-term plans; 

o Special studies; and 

o Per iodic reports .  

A. Needs Assessment Surveys (PSA Component) - 
Paral le l  t o  the formal recrui tment and t r a i n i n g  of the  f i r s t  

Cycle o f  PPA trainees, a needs asse.ssment survey o f  the bazaars 
o f  several provinces w i l l  be i n i t i a t e d  t o  determine t h e i r  
approximate spati.al dimensions, s i ze ,  and character. This 
pre l iminary survey w i l l  i d e n t i f y  important new var iab les  f o r  PPA 
and PSA a c t i v i t i e s  including: 



o market center bazaars; 

o secondary and t e r t i a r y  bazaars; 

o number o f  shops per bazaar; 

o l e v e l s  o f  economic a c t i v i t y  i n  var ious bazaars; 

o approximate populat ions served; 

o p r i n c i p a l  a g r i c u l t u r a l  a c t i v i t i e s  and product ion i n  the 
area served by each bazaar; 
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d istances between bazaars; 
. . 

o commodities ava i lab le  i n  each bazaar; 

o commodity pr ices;  

o road condi t ions and t r a v e l  times between and among 
var ious bazaars; and 

o broad socioeconomic condi t ions a f f ec t i ng  and 
in f luenc ing p r i nc i pa l  bazaars. 

This survey w i l l  attempt t o  i d e n t i f y  the  primary, secondary, 
and t e r t i a r y  bazaars i n  the commodity d i s t r i b u t i o n  and supply 
network-current ly  operat ing i n  selected provinces. I t  w i l l  
a l low prov is iona l  decisions regarding the probable placement o f  
f i e l d  s t a f f  and suggest fol low-on a c t i v i t i e s  f o r  PPA survey and 
planning s t a f f .  The pre l iminary  survey w i l l  address c e r t a i n  
aspects o f  the  s o c i o p o l i t i c a l  system ( p o l i t i c a l  pa r t i es ,  
commanders, shuras) which are cu r ren t l y  i n  place i n  each area, so 
t h a t  r e l a t i v e l y  informed decisions about assignment o f  s t a f f  t o  
work i n  p a r t i c u l a r  d i s t r i c t s  o r  bazaars can be made. The survey 
a lso  w i l l  look a t  the var ious other  donor groups and NGOs working 
i n  the  p r i n c i p a l  provinces. 

B. Needs Assessment Surveys (ARS Component) 

As one step toward i n teg ra t i ng  the var ious components o f  the  
p ro jec t ,  the  PPA s t a f f  i n  Peshawar w i l l  assume respons ib i l i t y  fo r  
completing b r i e f  p r o f i l e s  i n  each o f  the ARSs. These p r o f i l e s  
w i l l  be shor t ,  and w i l l  be der ived from in terv iews w i t h  ARS f i e l d  
s t a f f  as they come t o  Pakistan. The p r o f i l e s  w i l l  be compiled 
dur ing the f a l l  and win ter ,  as in format ion and informants become 
avai lable.  They w i l l  become a f i r s t  step toward the development 
o f  more complete user needs assessments o f  i nd i v i dua l  ARSs. 
Further steps beyond the preparat ion o f  the  i n i t i a l  p r o f i l e s  w i l l  
requ i re  the  development o f  a  su i t ab le  PPA f i e l d  s t a f f  capacity. 



C. Geographic Information Systems (GIs) 

An important element o f  the PPA u n i t  w i  11 be the 
establishment o f  a Geographic Information System (GIs).  G I s  
technology has advanced tremendously over the l a s t  ten years and 
i s  p a r t i c u l a r l y  appl icable t o  ASSP programs. A G I s  provides an 
automated resource database t o  provide planners w i th  t o o l s  such 
as up-to-date thematic maps o f  essential  information. This 
includes land use, agr icul ture,  and other re la ted  in f ras t ructure.  
Baseline chronologies o f  Afghanistan are e i t h e r  non-existent o r  
unrel iable.  A GIs w i l l  help t o  estab l ish  chronologies a l lowing 
the monitoring of changes over time. This can g rea t l y  ass i s t  i n  
planning and/or changing p ro jec t  s t ra teg ies quick ly.  

. , A major component o f  the G I s  w i l l  be remote sensing which 
provides the capab i l i t y  t o  ascertain accurate ground feature 
locat ions and rap id  updating o f  s t a t i s t i c a l  data and maps. 
S a t e l l i t e  imagery af fords enhanced d iscr iminat ion o f  land cover 
and aids i n  the i d e n t i f i c a t i o n  o f  land uses. S a t e l l i t e  imagery 
provides data a t  i t s  most accurate leve l .  I t  does not, however, 
explain the causes o f  observed changes. A ser ies o f  images may 
show, f o r  example, t ha t  cu l t i va ted  land i n  an area where stream 
canals were the main i r r i g a t i o n  source has decreased 
substant ia l ly .  From t h i s  information, one might conclude tha t  
the damaged i r r i g a t i o n  system has caused the reduction i n  
cu l t i va ted  area. Other kinds o f  information, however, are needed 
t o  permit an accurate assessment. A decrease i n  the crop 
c u l t i v a t i o n  may have resulted from a number o f  fac tors  such as 
reduced p rec ip i t a t i on ,  a shortage o f  farm labor, o r  a reduction 
i n  farm power. 

For these reasons, ground t r u t h  w i l l  be necessary f o r  
i n t e l l i g e n t  planning. When a change i n  land use i s  observed over 
time, a ground crew from the PPA u n i t  can be sent t o  invest igate. 
Invest igatory techniques might include photographing the area 
f'rom an established center point ,  co l l ec t i on  o f  s o i l  and crop 
samples, observation o f  i r r i g a t i o n  systems, as wel l  as the 
c o l l e c t i o n  o f  other pert inent  information ava i lab le  on the 
ground. 

A two person team from Earth S a t e l l i t e  Corporation 
(Earthsat) has completed a f e a s i b i l i t y  study f o r  a GIs and has 
assessed the requirements o f  ASSP f o r  land use data, mapping, and 
other products o f  a GIs system. They are designing a GIs f o r  
ASSP t o  be managed under the PPA u n i t  (see Appendix 3 f o r  a 
summary o f  t h e i r  repor t ) .  The Earthsat team came t o  Pakistan t o  
begin work w i th  the PPA u n i t  i n  l a t e  October. 

D. Market Information System ( M I S )  

The PPA f i e l d  s t a f f  who w i l l  be resident i n  various ARSs and 



i n  var ious provinces i n  Zone I w i l l  c o l l e c t  a g r i c u l t u r a l  p r i c i n g  
and o ther  market data which w i l l  be consol idated i n t o  a Market 
In format ion  System. Th is  system w i l l  gather several  types o f  
data, inc lud ing:  

o area p lan ted and harvested; 

o p r i c e s  of major commodities (by month/by season); 

o major i npu ts  i nc l ud ing  seed, f e r t i l i z e r ,  and agro- 
chemical s ; 

o farm machinery and equipment; 

. . o product ion and marketing costs;  

o commodity processing costs;  and 

o animal prices.. 

PPA Regional Coordinators f o r  Zone I 1  w i l l  gather s i m i l a r  
data by in te rv iew ing  informants i n  Pakistan. 

P r i c i n g  and other  r e l a ted  data w i l l  feed i n t o  the PPA u n i t  
headquarters i n  Peshawar and Quetta f o r  analys is  and 
i n t e r p r e t a t i o n .  It w i l l  be processed and sent on t o  other  
re levant  users, i nc lud ing  farmers, other  branches o f  the ASSP, 
and policy-makers. Relevant p r i c i n g  data w i l l  be t ransmi t ted  t o  
farmers v i a  rad io  broadcasts. 

The i n i t i a l  design o f  a su i t ab l e  Marketing In format ion  
System i s  being c a r r i e d  ou t  by the  f i r m  o f  G I C .  A d r a f t  r epo r t  
i s  expected i n  December. (See Appendix 4 f o r  p re l im inary  o u t l i n e  
o f  repor t .  ) 

E. Moni tor ing 

The PPA u n i t  i s  being establ ished as one o f  several i n t e r -  
r e l a ted  components o f  t he  ASSP. The PPA u n i t  p r i m a r i l y  w i l l  have 
a s t a f f  --as opposed t o  a l i n e  -- func t i on  w i t h i n  the framework 
o f  the  ASSP. PPA s t a f f  w i l l  be attached t o  each ARS u n i t  t o  
a s s i s t  w i t h  the  var ious func t ions  o f  monitor ing, analys is ,  and 
planning. These PPA s t a f f  w i l l  a l so  coordinate c lose ly  w i t h  PSA 
f i e l d  s t a f f  assigned t o  the  var ious bazaars. I n  t h i s  capaci ty ,  
they w i l l  be responsible f o r  coord inat ing e f f o r t s  w i t h  PSA bazaar 
agents t o  v e r i f y  de l i ve r y  o f  PSA commodities. When appropr iate,  
PPA f i e l d  s t a f f  w i l l  accompany shipments and monitor de l i ve r i es .  
Thei r  pr imary locus w i l l  be w i t h  the ARSs, t o  which they w i l l  be 
assigned f o r  o rgan iza t iona l  and admin is t ra t ive  purposes. 

While const ruc t ing  t h i s  s t ra tegy  statement, D A I  has a l so  
been working t o  develop a se r i es  o f  checks and balances among the  



various components of the  ASSP p r o j e c t  t o  f a c i l i t a t e  appropriate 
monitor ing o f  f i e l d  a c t i v i t i e s .  A t  t he  present time, f o r  
example, there  are  several  se ts  o f  over lapping a c t i v i t i e s  being 
ca r r i ed  o u t  w i t h i n  the  .ASSP. 

The primary moni tor ing funct ions  w i l l  be ca r r i ed  ou t  by the  
PPA s t a f f ,  who w i l l  be o rgan iza t iona l l y  in tegra ted w i t h  the  other  
components o f  the  ASSP, but  who w i l l  have independent l i n e s  o f  
au tho r i t y  and communications w i t h  Peshawar and Quetta. 
Performance reviews and promotions f o r  PPA s t a f f  w i l l  be ca r r i ed  
ou t  separately from PSA and ARR f i e l d  s t a f f  by separate 
headquarters s t a f f .  PPA f i e l d  s t a f f  w i l l  be assigned t o  
ind iv idua l  ARSs, bu t  t h e i r  work w i l l  be supervised by the 
Regional Coordinators from the  PPA o f f i c e .  

. , 
F. Ana ly t i ca l  Capacity 

re1 iable, 

Over the  next  few months the PPA u n i t  w i l l  develop the 
capacity t o  manage and analyze data through a va r i e t y  o f  
d i f f e r e n t  systems and techniques (see Appendix 4 f o r  data 
c o l l e c t i o n  categor ies) .  The broad categories o f  data which w i l l  
be co l lec ted include: 

basel ine data 
commercial data 
crop product ion data 
t ranspor ta t ion  data 
socio-economic data 
market. data 

F i e l d  data w i l l  f l ow  i n t o  the  system from the  fo l l ow ing  
s t a f f  : 
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o PPA u n i t  Regional Coordinators (Regions I - V I I ) ;  

o PSA s ta f f  ' ( from PSA bazaars) ; 

o PPA/ARS f i e l d  s t a f f ;  

o Trade Desks i n  Peshawar and Quetta ( w i t h  one trade desk 
per key province, f o r  an estimated t o t a l  o f  
approximately 10 trade desks); and 

o Short term loca l  h i r e  Afghan s t a f f  t o  supplement the 
Regional Coordinators. 

Managing and analyzing t h i s  f low o f  data w i l l  be 
accomplished through several d i f f e r e n t  mechanisms. These 
include: 

o Information Management System. An informat ion 
system wil.1 be designed soon a f t e r  the management 
information requirements f o r  the p ro jec t  are 
i den t i f i ed .  The design o f  the I M S  w i l l  b u i l d  on 
the design of the Geographic Informat ion System 
(GIs) ,  and.the Market Information System (MIS). 
These two systems w i l l  provide basic data f o r  the 
Information Management System. The Information 
Management System w i l l  be designed by one or more 
consultants t h i s  winter.  

o Levels o f  Analysis. The data w i l l  be gathered 
and analyzed according t o  the fo l low ing  
scheme : 

- Data w i l l  be co l lec ted by f i e l d  s t a f f  connected w i th  
ARS and PSA a c t i v i t i e s ,  supplemented by data from NGOs, 
and remote sensing products. I n  add i t ion,  the Trade 
Desks (PSA u n i t )  f o r  key provinces w i l l  supply relevant 
data, including movement o f  t rucks,  cost  o f  
commodities, numbers o f  shops, etc.  

- Data w i l l  be assessed f o r  r e l i a b i l i t y  by three 
Afghan analysts i n  cooperation w i th  the regional 
coordinators. These assessments w i l l  i nvo lve 
evaluat ion o f  the qua l i t y  and r e l i a b i l i t y  o f  the data 
col lected.  Suspect data w i l l  be re jected;  reco l l ec t i on  
o f  data may be required. 

- Data w i l l  be processed (entered i n t o  GIs and/or MIS 
micro-computer based software). 

- Data w i l l  be analyzed by GIs and MIS s t a f f  (both 
permanent and consultant) through the use o f  data base 



and s t a t i  s t i  ca l  software . 
- Data w i l l  be in te rp re ted  by the  Chiefs o f  t he  PPA, 
PSA, and ARR u n i t s  based on recommendations made by 
the  analysts from the r e s u l t s  o f  t e s t s  performed on 
the  data. 

Wi th in t h i s  framework, the  data w i l l  l a r g e l y  determine the  
k inds o f  ana l y t i ca l  techniques which w i l l  be appropriate.  For 
example, many s t a t i s t i c a l  t e s t s  requ i re  t h a t  t he  data come from a 
t r u l y  random sample and/or t h a t  they can be measured on an 
i n t e r v a l  scale. Other t e s t s  (mainly ind ices  o f  associat ion)  
requ i re  working w i t h  o rd ina l  data, o r  data having no inherent  
ranking. I n  add i t ion ,  one task t h a t  w i l l  remain necessary f o r  

. . some t ime i n  the  Afghan context  i s  t h a t  o f  "checking f o r  i n t e r n a l  
consistency" w i t h i n  the data. Thus, it will be important to have 
senior s ta f f  con t inua l l y  cross checking the data co l lec ted  w i t h  
var ious informants i n  an attempt t o  conf i rm and c l a r i f y  the  
data's ve rac i t y  and u t i l i t y .  

G.  Ana ly t ica l  Agenda. 

Once systematic data begins t o  be ava i lab le  about each ARS 
o r  each PSA bazaar, various kinds o f  analyses and i n te rp re ta t i ons  
w i l l  become possible.  The key issues under ly ing these ana l y t i ca l  
processes are twofold:  

o what does senior p ro j ec t  management need t o  know t o  
make be t te r ,  more r a t i o n a l ,  and more i n t e l l i g e n t  
decisions about the  d i r ec t i ons  o f  the  p ro jec t ;  and 

o how does senior management es tab l i sh  techniques f o r  
p r i o r i t i z i n g  between and among var ious packages o f  
inputs t o  ind iv idua l  ARSs, PSA bazaars, o r  provinces 
o f  Afghanistan? 

For the  ARSs and/or Ag r i cu l t u ra l  Demonstration un i t s ,  the  
fo l l ow ing  broad types o f  issues need t o  analyzed: 

o karezes verses surface i r r i g a t i o n  (Which i s  more cost  
e f f e c t i v e ?  Which has the higher marginal u t i l i t y ?  
Which i s  more implementable from a p r o j e c t  
standpoint?);  

o roads (where? How long? What q u a l i t y ?  What k inds ? For 
what purposes?); 

o a g r i c u l t u r a l  machinery. (Where? What types? What 
pr ices?)  ; and 

o crop demonstrations (What? Where? To what purpose?). 



* 
For PSA a c t i v i  ies, anal ses and 

in terpreta t ions C.&to b m & m  t d-: 
o G i t e r i a f o r  se lec t ing  PSA baraers.(l)(lich bazaars? 

serving what populations? How many bazaars should be 
designated as 'PSA bazaars?' Through what sequence 
should bazaars be established?); 

N d 

o E c e n t i v e s  5 t o  lubr icate  the 
system? Some possib le incent ives include: 

-- transportat ion  other F subsidies 

[-- l e t t e r s  o f  c r e d i t  &d 0% #%* r m L * r 4 L L  
I 
-- storage provis ions 

C -- sl- 

0 
7C 

What cornkodi ties be included w i th in  the . . 
framework of  PSA program? P 
W I L ; ~  

-- l ivestock.  

o (Who i s  shipping what item i n t o  
which bazaars, a t  p r i ce ,  and why? I s  there addi t ional  - 

studies w i l l  need t o  be performed. The actual needs w i l l  evolve 

o commodity p r i c i n g  
o t ransportat ion -sY4f- 
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1 abor avai 1 abi 1 i t y  
farm power 
spare par ts  studies; 
f u e l  a v a i l a b i l i t y  studies; e n d  
exchange r a t e  var ia t jons:  impact and 
imp1 icat ions.  

- 
F i r s t  and Second Quarters,. 1990 

. . This pa r t  o f  the st rategy statement represents a nar ra t i ve  
descr ipt ion o f  the various a c t i v i t i e s  t he  PPA O f f i c e  w i l l  
accomplish over the next s i x  months. 

1.  S ta f f  Recruitment. Various s t a f f  are i n  the process o f  
being recrui ted,  according t o  the organigram shown on 
page 22. 

2 .  Training. An i n i t i a l  t r a i n i n g  program i s  scheduled f o r  
January and February 1990. Further t r a i n i n g  and re- 
t r a i n i n g  programs are t e n t a t i v e l y  scheduled f o r  June 
and Ju ly  1990 and December and January 1990-91. 

3. Needs Assessment Survey - PSA Bazaars. A pre l iminary 
Needs Assessment Survey i s  scheduled f o r  November - 
December 1989. This survey w i l l  he lp t o  def ine some 
important charac te r i s t i cs  o f  the PSA bazaars. 

4. Needs Assessment Survey - ARS component. I n i t i a l  pro- 
f i l e s  o f  the ex i s t i ng  ARSs w i l l  be d ra f ted  i n  Peshawar 
based on information provided by cur ren t  ARS f i e l d  
s t a f f .  These p r o f i l e s  w i l l  become the basis f o r  more 
comprehensive Needs Assessment Surveys o f  ARSs, a f t e r  
PPA s t a f f  are recru i ted,  t ra ined,  and f ie lded .  

5. Geographic Informat ion System (GIs). A pre l iminary 
consultants' repor t  has been prepared describing the 
establishment o f  a G I s .  A f t e r  appropr-iate discussions 
w i th  O/AID/REP, the approved components o f  the system 
w i  11 be establ ished. 

6.  Market Information System (MIS). An o u t l i n e  describ- 
ing the components o f  a Market Informat ion System has 
been prepared by a consultant. This repor t  i s  now 
being reviewed by the p ro jec t  s t a f f .  A f t e r  discus- 
sions w i th in  the p ro jec t  and w i t h  USAID, approved 
components o f  the system w i l l  be established. 
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7. Information Management System. Bui ld ing on the Geo- 
graphic Information and Market Information systems, 
the pro ject  w i l l  design and i n s t a l l  an overa l l  
Information Management System t o  al low in tegrat ion 
of the various kinds o f  data. A consultant w i l l  be 
brought t o  Peshawar i n  the second quarter (1990) t o  
design and/or re f ine  t h i s  system. 

. Special Studies. Two special studies are scheduled 
f o r  the f i r s t  and second quarters o f  the project.  
The f i r s t  (November-December 1989) i s  a study o f  
the s i tua t ion  o f  l ivestock i n  Afghanistan. The 
second study (January 1990) w i l l  look a t  various 
aspects of agr icu l tura l  mechanization i n  Pakistan 
and Afghanistan. 
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I V .  AGRICULTURAL AND RURAL REHABILITATION COMPONENT 

Present day ARR component a c t i v i t i e s  a re  t he  cu lminat ion  of 
th ree  years o f  b u i l d i n g  an *organ iza t ion  t o  p rov ide  cross-border 
serv ices i n  r u r a l  works and a g r i c u l t u r e  i n  Afghaniqtan. I n  the  
absence o f  a  cen t r a l  government, t he  ARS f i e l d  s t a f f  worked w i t h  
l o c a l  au tho r i t i e s ,  es tab l i sh i ng  t h e i r  leg i t imacy  by d e l i v e r i n g  
serv ices and p rov id ing  labor  payments t o  c lean karezes and b u i l d  
feeder roads. Many decis ions on loca t ion ,  p r i o r i t i e s  and 
a c t i v i t i e s  and approval mechani'sms have been made t o  accommodate 
t o  the  uncer ta in ty  and l o c a l  autonomy o f  commanders and shuras. 
The ARR program i s  a mix o f  development a c t i v i t i e s  shaped by a 

. . h i g h - p o l i t i c i z e d  environment and po l i t i ca l l y -necessary  
compromises necessary t o  a l l ow  continued access f o r  the  cross- 
border serv ices.  

As the  ARR component matures and moves toward more s t a b i l i t y  
and c e r t a i n t y ,  changes are impor tant  t o  increase the  impact o f  
development assistance. The c rea t i on  o f  the  A I G  i s  one new 
element i n  the  p o l i t i c a l  environment, wh i le  the add i t i on  o f  
dozens o f  o ther  NGOs p rov id ing  some development assistance i s  
another. New ob jec t i ves  o f  t he  A g r i c u l t u r a l  Sector Support 
P ro jec t  t o  strengthen commercial l inkages c a l l  f o r  a  f u r t h e r  re- 
d i r e c t i o n  o f  the  o r i g i n a l  r u r a l  works program. 

The 300-member-ARR s t a f f ' s h o u l d  be seen as the  re -c reat ion  
o f  the  Rural Development Department i n  the  Prime M i n i s t e r ' s  
O f f i c e  i n  pre-war Kabul when i t  was then, as now, headed by Eng. 
Sediq. It i s  no t  an extension o f  a  consu l t ing  f i r m ,  o r  o f  a  
P r i va te  Voluntary Agency. Instead,  i t  i s  a quasi-governmental 
agency p rov id ing  serv ices  a t  l o ca l  l e ve l s  i n  r u r a l  Pakistan. 
D is t i ngu ish ing  the  near l y  se l f -conta ined ARR component from the  
con t rac t i ng  home ( V I T A  p resent ly ,  D A I  p o t e n t i a l l y )  i s  important 
i n  understanding the  p o t e n t i a l  s t rengths  and weaknesses o f  t h i s  
organizat ion,  and i t s  f u t u r e  s t ra tegy .  

Reaching ARR Com~onent Object ives 

The ARR component should have th ree pr imary tasks: 

o  re -es tab l ish ing  t he  r u r a l  i n f r a s t r u c t u r e  necessary f o r  
a g r i c u l t u r a l  product ion ( i r r i g a t i o n  systems and roads 
p r i m a r i l y ) ;  

o increasing a g r i c u l t u r a l  ou tpu t  on the  land t h a t  has 
d i r e c t l y  benef i ted  from the  i n f r a s t r u c t u r e  improvement; 
and 
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o supporting the  ob jec t ives o f  the other components o f  
ASSP . 

These tasks are underway i n  15 ARS f i e l d  u n i t s  i n  varying 
degrees. Unfortunately,  there i s  no independent assessment o f  
the progress w i t h i n  the f i e l d  u n i t s  t o  al low an extrapolat ion 
from past successes t o  f u t u r e  programs and strategies.  A l l  t ha t  
i s  known about the, present program i s  contained i n  ARR's own 
reports. 

Engineering and r u r a l  works a c t i v i t i e s  i n  the f i r s t  three 
years o f  ARR a c t i v i t y  has been mainly through payments t o  l oca l  
organizat ions f o r  labor t o  clean karezes and r e h a b i l i t a t e  o r  
b u i l d  feeder roads. This a c t i v i t y  has placed i n t o  c i r c u l a t i o n  

. . ready c a s h  important f o r  the resusc i ta t ion o f  a  devastated r u r a l  
' economy. It i s  p a r t i c u l a r l y  useful  t o  provide t h i s  cash income 

t o  farmers who may then pay f o r  commercially ava i lab le  
ag r i cu l t u ra l  inputs under the PSA component po r t i on  o f  ASSP. 

ARR has experienced engineers a t  f i e l d  s i t e s ,  and should 
move toward the reconstruct ion o f  more complex i r r i g a t i o n  
st ructures along w i th  supporting road networks. This w i l l  take 
ARR where other donor organizat ion current1 y cannot go--into 
subprojects requ i r ing more sophist icated and experienced 
engineering design and overs ight .  The more eas i l y  supported 
karez cleaning and feeder road r e h a b i l i t a t i o n  can be accomplished 
by donor groups t h a t  have money but more l i m i t e d  engineering 
support capacity.  

Raising ag r i cu l t u ra l  production i n  areas t h a t  have received 
in?rastructure support i s  an important adjunct t o  ARR ru ra l  works 
a c t i v i t i e s .  The f i e l d  s t a f f  i s  not  strong i n  ag r i cu l t u ra l  
t r a i n i ng ,  and should not  be asked t o  accomplish h i g h - s k i l l  
technology t rans fe r  tasks. But they can ass i s t  i n  the se lec t ion 
and prov is ion o f  improved seedstock, f e r t i l i z e r ,  c u l t u r a l  
pract ices, and l inkages t o  markets through market centers. 

ARR-staff shoul'd be c a r e f u l l y  distanced from the subsidized 
custom t r a c t o r  services cur ren t l y  ava i lab le  under the broad 
supervision the shuras ( u t i l i z i n g  t r ac to rs  furnished and 
supported by AID/Rep). Instead, those t rac to rs  should be so ld  o r  
turned over t o  the shuras f o r  operation and maintenance, w i th  new 
equipment furnished t o  the ARS s t a f f  f o r  t h e i r  own agr i cu l tu ra l  
demonstrations, t o  be used on the f i e l d s  o f  farmers who agree t o  
adopt improved pract ices.  The new equipment and inputs should be 
kept under the cont ro l  o f  the ARS f i e l d  s t a f f ,  o r  the 
demonstration requirements f o r  new ag r i cu l t u ra l  technologies may 
be overwhelmed by the d i s t r i b u t i o n  ins t ruc t ions  o f  local  
p o l i t i c a l  leadership. 

Train ing o f  both the ag r i cu l t u ra l  and engineering s t a f f  i s  
an important requirement, t o  al low increasingly valuable and 



complex f i e l d  opera t ions  t o  take place. T ra in ing  i s  
t r a d i t i o n a l l y  done over the  w in te r  months, and should be planned 
now f o r  the  coming co l d  season. 

Increas inn  t h e  Reach o f  t he  ARS U n i t  

The 15 ARS u n i t s  should be consol idated over t he  course o f  
the  nex t  year i n t o  d i s t r i c t - l e v e l  organizat ions,  moving toward 
the establ ishment o f  p rov i nc i a l - l e ve l  i n f r a s t r u c t u r e  se rv i ce  
organ iza t ions  by year th ree  o f  the  p ro j ec t .  Th is  w i l l  p rov ide a  
f i r m  base f o r  expansion of t h i s  quasi- local  government program, 
and as increas ing  s t a b i l i t y  i s  obtained, p rov i nc i a l  perspect ives 
w i l l  a l l ow  p lanning and operat ions t o  cover a  l a rge r  reg ion  o f  
r u r a l  Afghanistan. When they are def ined a t  a  l o c a l  l e v e l ,  

. . i n f r as t r uc tu re  i npu ts  may no t  be as we l l  used as when 
. incorporated i n t o  a  d i s t r i c t - l e v e l  o r  p rov i nc i a l - l e ve l  

development plan. Under t he  recommended in tegra ted  s t ra tegy ,  the  
PPA component w i l l  be mandated t o  work w i t h  and support the  ARR 
component i n  the  c rea t i on  o f  a  p lan  f o r  i n f r a s t r u c t u r e  
development. 

I n  add i t i on ,  t o  expanding the reach o f  the program by moving 
t o  h igher  admin is t ra t i ve  l eve l s  i n  each province, ARS u n i t s  
should be establ ished i n  approximately 10 more provinces dur ing 
the next th ree  years.. The t im ing  and the  se l ec t i on  o f  provinces 
must be condi t ioned by both p o l i t i c a l  and secu r i t y  prospects, but 
beginning now t o  p lan  f o r  expansion w i  11 a1 low the  recru i tment ,  
t r a i n i n g ,  and nego t ia t i ons  t o  ge t  underway f o r  placement i n  years 
two and three o f  the  p ro j ec t .  

To accommodate the  r e a l i t i e s  o f  present ARS operat ions, 
p a r t i c u l a r l y  t he  r e l a t i v e  d i f f e rence  between engineer ing and 
a g r i c u l t u r a l  capac i t i es ,  t he  organ iza t iona l  r e s p o n s i b i l i t i e s  
should be changed t o  incorpora te  an a g r i c u l t u r a l  o f f i c e r  w i t h  
r e s p o n s i b i l i t y  f o r  d i r e c t i o n  o f  the  a g r i c u l t u r a l  p o r t f o l i o  f o r  
each ARS. Th is  could i nvo lve  t he  c rea t ion  o f  a deputy ADO 
p o s i t i o n  f o r  A g r i c u l t u r a l  Development. 

D i s t r i b u t i n q  A g r i c u l t u r a l  I npu ts  and Commodities 

The ARR component \should 1  i m i t  i t s  d i s t r i b u t i o n  o f  
a g r i c u l t u r a l  i npu ts  and commodities t o  f i e l d  t r i a l s  and 
demonstrations among the  farms d i r e c t l y  a f fec ted  by 
i n f r a s t r u c t u r e  r e h a b i l i t a t i o n .  Expanding the  d i s t r i b u t i o n  o f  
a g r i c u l t u r a l  commodities through the  ARR component w i l l  p lace the  
ARS u n i t s  e i t h e r  A) ac t i ng  as a  commodity drop f o r  inputs  
(provided by many NGOs and o ther  donors), o r  8) as amateur 
commercial dealers ( t h e  responsi b i  1  i t y  o f  t he  PSA component). 
Ne i ther  r e f l e c t s  t he  s t reng th  o f  t he  ARR experience t o  date nor 
supports t he  o v e r a l l  ob jec t i ves  o f  ASSP. 



Monitorinn Progress and I m ~ r o v i n n  F i e l d  O ~ e r a t i o n s  

Conditions w i th in  Afghanistan have not  made the monitoring 
o f  a c t i v i t i e s  an easy assignment. I n  the ear l y  days o f  the  
program, surv iva l  was a key requirement. A t  t h i s  time, however, 
ASSP has matured i n t o  a stage t h a t  should a l low independent 
monitoring and assessment o f  f i e l d  a c t i v i t i e s .  ASSP should have 
w i th in  i t s  PPA component experienced Afghans and on-Ameri can 
expatr iates who can lead survey teams and assess k &  
f i e l d  programs. This information w i l l  a i d  i n  the improvement o 
those programs i n  the future,  a l lowing those approaches t h a t  are 
most successful t o  be featured i n  the next funding cycle. 

Re-Ad-iustin~ the ARR Financial  R e ~ o r t i n n  System 

ARR accounts do not  a l low the costs o f  ind iv idua l  
subprojects t o  be captured o r  analyzed and re la ted  t o  bene f i t s  o f  
the in f ras t ruc tu re  and ag r i cu l t u ra l  development investment 
applied t o  a spec i f i c  area. This systemic d i f f i c u l t y  e l iminates 
the p o s s i b i l i t y  o f  conducting cost-benef i t  appraisals on 
projects,  e i t he r  those completed, or  those under design. When 
funds are grouped together f o r  a l l  operational a c t i v i t i e s ,  f i e l d  
review cannot compare high-value investments w i th  marginal 
investments, or propose improvements f o r  the fu tu re .  This 
absence o f  s e l e c t i v i t y  i n  the f i nanc ia l  repor t ing base o f  the ARR 
component should be corrected i n  the near fu tu re .  

Turning the ARR Component i n t o  an Afqhan Foundation 

There are powerful reasons t o  consider, over the next few 
months, the establishment o f  an Afghan Foundation t h a t  
encompasses a l l  current  a c t i v i t i e s  o f  the ru ra l  works and 
supporting ag r i cu l t u ra l  a c t i v i t i e s  under the ARR component. The 
ex i s t i ng  program serves as a quasi-government services 
organization. It can be independent o f ,  but  operated i n  l i a i s o n  
wi th ,  the A I G ,  o r  any other provis ional  government. Should a 
peace settlement al low the creat ion o f  a Free Afghan government 
i n  Kabul, the Foundation could eas i l y  be establ ished as the new 
operating arm o f  the Min is t ry  o f  Reconstruction. 

Should the A I G  obta in more support from the U.S. government, 
a Foundation t h a t  serves as a bu f fe r  between commodity and 
funding prov is ion from the donor, and end-use de l iverab les  by the 
A I G ,  could be a useful mechanism. Should the A I G  f a i l  t o  
generate the necessary constituency, and f a l t e r ,  the Foundation 
could continue operating i n  the r u r a l  Afghanistan without 
d isrupt ion.  

An Afghan Foundation could be l e g a l l y  chartered w i t h i n  
Pakistan, t o  operate cross-border programs. A board o f  d i rec to rs  
w i th  appropriate linkages t o  the tanzeems o r  A I G  could provide 



p o l i c y  guidance t h a t  i s  independent o f  the  immediate p o l i t i c a l  
m i l i eu .  Ass imi la t ing  the s t a f f  o f  the ARR component, w i t h  
Engineer M i r  Mohd Sediq as i t s  f i r s t  President, would continue 
the leadership t h a t  he has provided t he  present program. Most 
important ly,  the  Foundation would be an Afghan organ iza t ion ,  
working i n  an Afghan environment. It would no t  be requi red t o  
meet the  p o t e n t i a l l y  s t r i ngen t  requirements o f  an A.I.D. 
cont rac tor  t h a t  are demanding i n  any circumstance, and impossible 
i n  present day Afghani stan. 

DAI would provide engineering and a g r i c u l t u r a l  techn ica l  
assistance t o  the  Foundation, and through the Foundation t o  
development i n  r u r a l  Afghanistan. Should t h i s  genera1 concept be 

I 

o f  i n t e r e s t  t o  AID/Rep, a study could be completed i n  the  next 
. . f e w  months on the lega l ,  adminis t rat ive,  po l i cy ,  funding, 

I s t a f f i n g  and leadership issues t h a t  c rea t ing  such a Foundation 
would e n t a i l .  

Providing S u ~ ~ o r t  from the ARR Component t o  the  A I G  

The ARR f i e l d  a c t i v i t i e s  have proceeded successfu l ly  without 
d i r e c t  support o r  supervision from the A I G  o r  e a r l i e r  p rov is iona l  
governments. Neoessary arrangements have been made w i t h  l oca l  
quasi-governmental au tho r i t i es  f o r  access and the s e t t i n g  o f  
p r i o r i t i e s .  These should be maintained and strengthened, 
perhaps, as discussed above, through the c rea t ion  o f  an Afghan 
Foundation. This i s  insurance against the  uncer ta in ty  o f  the 
fu tu re  o f  the A I G ,  and i t s  present lack o f  capaci ty  t o  operate i n  
r u r a l  areas. 

However, the ARR component should es tab l i sh  a l i a i s o n  
func t ion  t o  coordinate w i t h  the  M in i s t r y  o f  Reconstruct ion t o  
al low information t o  be exchanged on ARR a c t i v i t i e s ,  and A I G  
i n te res ts .  This funct ion,  which could inc lude some support t o  
the M in i s t r y ,  could bo ls te r  ARR's a b i l i t y  t o  negot ia te  w i t h  the 
A I G  should i t  become an increas ing ly  powerful and important 
player i n  c o n t r o l l i n g  access t o  r u r a l  Afghanistan, as we l l  as 
improve the coordinat ion among those organi za t ions  and agencies 
prov id ing r u r a l  works engineering services. 

The coordinat ion func t ion  w i t h  the  A I G  might best  be 
provided by es tab l ish ing a foundation t o  provide serv ices 
d i r e c t l y  t o  the A I G  from the U.S. government o r  o ther  fo re ign  
donors. This would al low specia l  p ro j ec t s  t o  go forward w i t h  
AID/Rep f i nanc ia l  and l o g i s t i c s  support whi le,  a t  the  same time, 
prov id ing s u f f i c i e n t  "space" so t h a t  a d isas t rous Qccurrence i n  a 
program funded by A . I . D .  would no t  a f f e c t  the  e n t i r e  Ag r i cu l t u ra l  
Sector Support Pro ject .  



V. THE AGRICULTURAL DEVELOPMENT AND TRAINING COMPONENT (ADT) 

This component, t o  be created during the f i r s t  year o f  
operations o f  the integrated Agr icu l tu ra l  Sector Support Project ,  
i s  the br idge between the l i m i t e d  quasi-public-sector 
ag r i cu l t u ra l  a c t i v i t i e s  w i t h i n  the ARR component, and the 
commercial agribusjness a c t i v i t i e s  o f  the PSA component. It 
would provide the capacity t o  de l i ve ry  on-farm demonstrations o f  
new and improved, equipment, c u l t u r a l  pract ices and post harvest 
technology, t o  those farmers i n  production areas surrounding 
market centers where the PSA program operates. Under an 
integrated D A I  contract ,  the ADT would provide technology and 
d i rec t i on  t o  the a g r i c u l t u r a l  a c t i v i t i e s  o f  the r u r a l  works 
component. 

The ADT would have three primary respons ib i l i t i es :  

o t o  serve as the commercial demonstration, tes t ing ,  and 
extension arm of the PSA ag r i cu l t u ra l  input  
d i s t r i b u t i o n  system i n  each market bazaar supported by 
PSA a c t i v i t i e s ;  

o t o  provide d i r e c t i o n  t o  the ag r i cu l t u ra l  a c t i v i t i e s  o f  
the ARR component; and 

o t o  provide technical support t o  the Min is t ry  of 
Agr icu l ture  o f  the A I G ,  p a r t i c u l a r l y  t o  wel l -speci f ied 
pro jec ts ,  preferable through an Afghan Foundation, 
without invo lv ing the Min is t ry  i n  the f u l l  range o f  
ASSP programs. 

Providinq Demonstrations and Extension from Market Bazaars 

The ADT i s  a component whose time has not  yet come, since 
i t s  establishment must f o l l ow  in tegra t ion  o f  the two ex is t ing  
ASSP contracts, and the c rea t ion  o f  a commercial PSA commodity 
de l ivery  cap.acity. While a f u l l  ou t l i ne  o f  the strategy and 
s t a f f i n g  i s  not  present ly  possible, basing three or  four  persons 
i n  each market bazaar, co-located and perhaps co-trained w i th  the 
PSA commercial outreach s t a f f ,  and coordinated with, and perhaps 
drawn from the a g r i c u l t u r a l i s t s  working i n  ARS un i t s ,  would be a 
good beginning. 

Based upon the predominant agr i cu l tu ra l  production and 
po ten t ia l  o f  each area surrounding the ARS u n i t s  and market 
bazaars, an ADT Peshawar technical  s t a f f  o f  four  professionals 
would develop higher technology and output packages f o r  t es t i ng  
on farmer's f i e l d s .  The ADT f i e l d  s t a f f  would arrange the tes ts ,  
provide the inputs, and monitor the crop during the growing 
season. A t  harvest, a f i e l d  day would be used t o  promote the 
techniques and inputs  used f o r  the most successful 
demonstrations. 



There i s  an obvious connection between t he  commodities 
se lected f o r  suppor t  under t he  PSA component, and t he  f i e l d  t e s t s  
t o  be conducted. As f i e l d  t e s t s  reveal  commodities t h a t  a re  n o t  
successful,  o r  cannot be used by the  farmers, they can be 
discontinued. Likewise, when f i e l d  t r i a l s  e s t a b l i s h  t h e  va lue o f  
a commodity o r  p iece o f  equipment t h a t  i s  n o t  p resen t l y  being 
supported by t h e  PSA program, these can be added t o  the  program. 

S u ~ ~ o r t i n a  t h e  A I G  

There a re  bo th  p o t e n t i a l  oppor tun i t i es  and dangers i n  
support ing a g r i c u l t u r a l  programs o f  the  A I G .  Since there  i s  
l i t t l e  present capac i ty  w i t h i n  the M in i s t r y ,  ASSP would need t o  

. . e i t h e r  prov ide d i r e c t  techn ica l  assistance, o r  p rov ide  corn 
d i s t r i b u t i o n  
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i s  no t  connected t o  commodity use. Without 

c%ntrols<rvision o f  A.1.D.-provided commodities, 
i r r e g u l a r i t i e s  t h a t  would be embarrassing t o  t he  o v e r a l l  p r o j e c t  
are conceivable. 

One method o f  u f e r i n g  ASSP from the  A I G  M i n i s t r y  o f  
Agr i cu l tu re  would be t o  es tab l i sh  an Afghan Foundation t o  assume 
e x i s t i n g  ARR r e s p o n s i b i l i t i e s .  This Foundation could receive 
assistance, and prov ide  techn ica l  support, as we l l  as commodities 
t o  the M in i s t r y .  This arrangement has been used i n  other  
programs, and might represent a poss ib le compromise between 
d i r e c t  commodity support and technica l  assistance from a U.S. 
cont rac tor .  

The Foundation could have w i t h i n  i t  expa t r i a t e  s t a f f  o r  
advisors t o  a s s i s t  the  Afghans who would d i r e c t  the organizat ion.  
Major commodity drops, such as f o r  pest con t r o l  o r  l ocus t  r e l i e f  
might be channeled through the  Foundation t o  the  A I G .  

I n  whatever form they might take, a g r i c u l t u r a l  coord ina t ion  
and assistance t o  t he  M i n i s t r y  o f  Agr icu l tu re ,  would come under 
the  ADT component o f  ASSP. This  i s  a concept t h a t  should be 
developed over the  course o f  the  next  s i x  months. 



A ~ ~ e n d i x  1: Sh i~men t  Process 

Shipment rebate ra tes  w i l l  be assessed oh a mon'thly bas is  
and ca l cu l a t ed  according t o  t he  p r e v a i l i n g  average value o f  
commercial t r anspo r t  ra tes  from a Trade Center t o  a t a r g e t  
bazaar. Rebate r a t es  w i l l  be quoted and s e t  be fore  t h e  departure 
o f  a shipment and w i l l  be s ta ted  as a non-negotiable f i g u r e  i n  
Pak rupees per  met r ic  ton. 

The t r ade rs  ( o r  manufacturers) w i l l  cover any shipment cos t  
i ncu r red  i n  d e l i v e r i n g  commodities from any purchase p o i n t  i n  
Pakis tan ( f o r  example: Lahore o r  Karachi)  t o  a Trade Center. The 

. . t rader  w i l l  also be responsible f o r  the  pre-shipment storage and 
conso l i da t ion  o f  cargo. 

The Trade Center S t a f f  w i l l  be responsible f o r  t he  "pre- 
shipment inspect ion"  o f  consol idated cargo and f o r  t he  issuance 
o f  sh ipping documents t o  cover each veh ic le ,  a f t e r  i t  i s  
c o r r e c t l y  loaded. 

I n  the  case o f  p roh ib i ted  expor t  items t h a t  cannot be found 
overseas, such as "acc l imat ised"  domestic l i v e s t o c k  and some crop 
seeds l i k e  Pak-81, the p ro j ec t  w i l l  secure a s p e c i f i c  "expor t  
quote" f o r  each r e s t r i c t e d  commodity and l i m i t  p r o j e c t  "ass is ted"  
expor ts  o f  these items t o  a f i g u r e  w i t h i n  these quotas. 

The Trade Center o f f i c e  w i l l  pay a pre-set shipment rebate 
t o  the  consignee o r  h i s  representat ive on ly  when t h e  shipment 
documents are  returned proper ly  signed, having been inspected f o r  
de l i ve r y  by one o f  the PSA f i e l d  s t a f f  based i n  t h e  t a r g e t  
bazaars. 

The t raders  w i  11 be responsible f o r  the  s e l e c t i o n  and 
payment o f  the  t ruck ing  company, and the  t raders  w i l l  cover a l l  
add i t i ona l  shipment costs incur red  i n  d e l i v e r i n g  commodities t o  a 
t a r g e t  bazaar such as payment advances, border "commissions", 
load ing  and unloading fees, and losses from war o r  t h e f t .  



A ~ ~ e n d i x  2: Traininn Scheme 

Par t  I: Objectives o f  Data Gathering 

Past experience ind icates t h a t  one o f  the major reasons 
f o r  inadequate data c o l l e c t i o n  i n  the Afghan context has been a  
f a i l u r e  t o  communicate t o  the  co l l ec to rs  the ob jec t ives o f  the 
data gathering. Data gathering i n  Afghanistan i s  a  d i f f i c u l t  
task o f ten  requ i r ing  c rea t i ve  responses. For example, i t  can 
o f t en  require changing an approach i n  the f i e l d  when the. f i r s t  
approach does not  work. Finding appropriate so lu t ions t o  data 
co l l ec t i on  problems requires t h a t  the f i e l d  person understands 

. . the re la t ionsh ip  between the kinds o f  data he i s  expected t o  
- c o l l e c t  and the eventual uses o f  these data. 

This sect ion o f  the t r a i n i n g  program w i l l  cons is t  o f :  

o  A presentation o f  the object ives of data co l l ec t i on  
by chief  members of the planning s t a f f  

o  A review o f  data categories t o  be co l lec ted  and 
t h e i r  re la t ionsh ip  t o  planning 

o  question and answer periods t o  al low the trainees t o  
c l a r i f y  issues not  c l e a r l y  understood 

o  mock planning sessions, g iv ing the t ra inees the 
opportunity t o  demonstrate the ways data w i l l  be 
used i n  planning 

Par t  2: Data Co l lec t ion  Techniques 

The time required f o r  t r a i n i n g  and the spec i f i c  contents 
o f  the fo l lowing data c o l l e c t i o n  techniques w i l l  be defined when 
the requi red categories have been i den t i f i ed .  The general 
approach i s  as fo l lows:  

1 . Sampl i ng Techni ques 

A. Choosing representat ive sample areas 

6. Sampling w i t h i n  the s t a t i s t i c a l  populat ion 

2. Co l lec t ing Economic and Trade Data 

A. Commodity pr ices 

B.  Commodity a v a i l a b i l i t y  and o r i g i n s  



C. Role playing: Trainees w i l l  "play t h e i r  way 
through" various data c o l l e c t i o n  techniques. 
This approach i s  essent ia l  t o  learning t o  use 
sk i l -1s  and helps break the i c e  between group 
members. 

D. Data c o l l e c t i o n  assignments: Trainees w i l l  be 
expected t o  w r i t e  a p rac t i ce  repor t  from the 
data co l lec ted  dur ing each data c o l l e c t i o n  
exercise. 

3. Co l lec t ing  Ag r i cu l t u ra l  Data 

A. Combining interv iews and observations: Corro- 
borat ion Techniques 

o physical condi t ions 
0 outputs 
o needs 

8. Role Playing 

C.  Data c o l l e c t i o n  assignments 

4 .  Mapping 

A.  Objectives: w i t h  spec i f i c  examples o f  sample maps 
prepared from avai lable data 

B. Techniques: w i t h  base maps o f  po ten t ia l  areas 

C. Classroom pract ice :  maps t o  be drawn from memory, 
e. g.,  from home t o  o f f i c e  

0. Map Training Exercise: groups o f  trainees w i l l  be 
taken t o  a r u r a l  area near Peshawar where they 
w i l l  be given mapping assignments s im i l a r  t o  
those they w i l l  do i n  Afghanistan. 

5.  Data Analysis and Representation Techniques 

A. Raw data formats 

B. Reports: reviewing a sample repor t  ( t ra inees w i l l  
w r i t e  a repor t  from t h e i r  data co l l ec t i on  

- exerc ise) .  

C. Analysis: discussion o f  p o s s i b i l i t i e s  f o r  analysis 
o f  data i n  the f i e l d ,  e. g:, t h e i r  
explanations o f  the s i gn i f~cance  o f  



data  they c o l l e c t  t o  needs and planning. 

D. Mapping 

6. Review and Examination 

P a r t  3: Add i t i ona l  T r a i n i n g  

1. Data c o l l b c t i o n  coord ina tors  w i l l  need t o  be c a r e f u l l y  
examined t o  determine whether they  have learned t h e  da ta  
gather ing techniques proper ly .  I n  add i t ion ,  they  w i l l  need 
t r a i n i n g  i n  superv is ion,  assessment o f  data co l l ec ted ,  and 

. . reportage.  These people may evolve o u t  o f  lower l e v e l  s t a f f ,  o r  
may need t o  be s p e c i a l l y  rec ru i ted .  

2. A t  l e a s t  one re f resher  course f o r  a l l  da ta  c o l l e c t o r s  
should be h e l d  every s i x  months. It w i l l  be necessary t o  b r i n g  
i n d i v i d u a l s  back from the  f i e l d  from t ime t o  t ime f o r  a d d i t i o n a l  
in -serv ice  t ra in ing.. '  The content  o f  re f resher  courses w i  11 
depend upon evaluat ions o f  the  data c o l l e c t i o n .  Because the  
f i r s t  t r a i n i n g  cyc le  i s  a  p i l o t  i n i t i a t i v e ,  i t  i s  impor tant  t o  
t r a c k  and monitor i t s  r e s u l t s  c l o s e l y  t o  l ea rn  as much as 
poss ib le  about t h e  process and i t s  r e l a t i v e  s t rengths  and 
weaknesses. A f t e r  t he  f i r s t  t h ree  months i n  t h e  f i e l d ,  the  MAP 
u n i t  data c o l l e c t o r s  should be assessed and may need t o  be 
brought back t o  Peshawar o r  Quetta f o r  f u r t h e r  t r a i n i n g  and/or 
o r i e n t a t i o n  i n  re levan t  methodologies. 



A ~ ~ e ' n d i x  3: Geoara~h ic  In fo rmat ion  System (GIs) 

Executive Summary o f  the  EarthSat Report  

 his r e p o r t  assesses the  f e a s i b i l i t y  o f  i n s t a l l i n g  and us ing 
Geographic In fo rmat ion  System (GIs) technology i n  con junc t ion  
w i t h  remote sensing t o  create and mainta in an ex tens ive  database 
on r u r a l  Afghanistan. For purposes o f  t h i s  p r o j e c t ,  t he re  are  
s i x teen  geographic areas o f  i n t e res t ,  each designated an Area 
R e h a b i l i t a t i o n  Scheme (ARS), located p r i m a r i l y  i n  t he  eastern 
quadrant o f  Afghanistan. The data base w i l l  be designed, 
however, t o  f a c i l i t a t e  i t s  expansion t o  a na t i ona l  database based 
on demonstrated need and c a p a b i l i t y .  It w i l l  be s t a f f ed  by 

. > 
t r a i n e d  Afghan managers, operators, and techn ic ians  w i t h  
expa t r i a t e  advisors and a techn ica l  support s t a f f .  

Geographical In format ion System technology, i n c l ud i ng  remote 
sensing data,  i s  an in format ion handl ing science us ing computers 
and t r a i n e d  analysts  t o  record and analyze data on a v a r i e t y  o f  
themes w i t h  a common geographic reference. I n  the  case o f  
Afghanistan, although much data e x i s t s  i n  usable form, i t has no t  
p rev ious ly  been c o l l a t e d  and analyzed t o  provide accurate data on 
the  cu r ren t  s i t u a t i o n  i n  r u r a l  Afghanistan. The i n a b i l i t y  t o  
perform widespread and accurate physical  moni tor ing o f  these 
regions on the  ground leads t o  the  conclusion t h a t  on ly  a system 
o f  t h i s  type can meet the planning and a n a l y t i c  needs o f  agencies 
committed t o  the  a g r i c u l t u r a l  development o f  Afghanistan. 

Data avai  1 ab le through remote sensing, o r i g i n a t i n g  from 
commercial s a t e l l i t e s ,  improves the  e f f i c i ency  and e f fec t i veness  
o f  ana lys is ,  mapping, planning and p r o j e c t  moni tor ing.  Other 
advantages t o  remote sensing, when combined w i t h  convent ional  
data c o l l e c t i o n  techniques, include: 

o p rov i s i on  o f  base map con t ro l  i n  c rea t i ng  a G I s  database 

o low cos t  per k i lometer  

o a v a i l a b i l i t y  f o r  continuous coverage f o r  mon i to r ing  
purposes, inc lud ing  pre-war coverage 

o ease o f  incorpora t ing  d i g i t a l  s a t e l l i t e  da ta  i n t o  a 
computer-based in fo rmat ion  system 

I n  order  t o  implement t h i s  program design, i t  w i l l  be 
necessary t o  i n s t a l l  the  f o l l ow ing  components: 

o f a c i l i t i e s  a t  ASSP/Peshawar and an equ iva len t  (a l though 
temporary) f a c i l i t y  a t  EarthSat i n  Washington 

o ob ta i n  remote sensor imagery from Landsat and Spot, 



two commercial s a t e l l i t e s  ava i l ab l e  f o r  t h i s  purpose 

o  software func t ions  

o  hardware components and per iphera ls  s p e c i f i c a l l y  . . 

designated f o r  GIs purposes 

o  professional and techn ica l  s t a f f  

It i s  estimated t h a t  w i th in  s i x  t o  n ine  months a  usable 
database w i l l  be prepared. A t  t h a t  po in t ,  t he  EarthSat o f f i c e  i n  
Washington would shut  down and a l l  in fo rmat ion  and equipment be 
sent t o  ASSP/Peshawar. Subsequently, on ly  techn ica l  advisors 
from EarthSat would be necessary. 

. . 
Object ive o f  t h e  F a c i l i t y  

There are two primary goals i n  es tab l i sh ing  a  G I s  archive 
and f a c i l i t y .  The f i r s t  goal i s  t o  prov ide geographic and 
cartographic informat ion no t  c u r r e n t l y  avalable t o  the  p r o j e c t ' s  
Program, Planning and Design component. The second goal i s  t o  
provide the PPD u n i t  w i t h  a  Geographic In format ion  System such 
t h a t  ' the i n t eg ra t i on  o f  a  wide va r i e t y  o f  data i s  ava i lab le  t o  
a s s i s t i n  meeting t h e  planning and ana l y t i ca l  needs o f  a  va r i e t y  
o f  users involved i n  the  ASSP p ro j ec t .  

The Remote Sensing Archive w i l l  p rov ide needed imagery base 
maps, land  use in format ion,  and analyses t o  meet d iverse and 
extensive in format ion needs. The in format ion thus obtained w i l l  
then become a  p a r t  o f  the  G I s  database. This in format ion,  on 
top ics  as var ied  as land use, ex ten t  o f  i r r i g a t e d  c u l t i v a t i o n ,  
v i l l a g e  and town locat ions ,  roads and re la ted  i n f r a s t r u c t u r e  
locat ions)  w i l l  a s s i s t  i n  determining needs and p r i o r i t i e s .  The 
regular  add i t i on  o f  f u t u r e  s a t e l l i t e  images t o  the  Remote Sensing 
Archive w i l l  f a c i l i t a t e  moni to r ing  the  impact o f  r e h a b i l i t a t i o n  
p ro j ec t s  and resett lement pa t te rns ,  e. g., increased lands under 
i r r i g a t e d  c u l t i v a t i o n .  

The Geographic In format ion  System w i l l  incorporate spa t i a l  
data, inc lud ing maps, area s t a t i s t i c s ,  and enurneration/survey 
data. Once completed, i t  w i l l  be poss ib le  t o  t ransform the  
information, v i a  over lays and o ther  ana l y t i c  operat ions, i n t o  new 
and usefu l  in format ion t o  support planning, analys is ,  monitor ing, 
and decision-making. 



Ao~end ix  4: Market In format ion  System (MIS) 

p re l im ina ry  Descr ip t ion  o f  System 
GIC A g r i c u l t u r a l  Group 

Object ive .of the  System 

The proposed system i s  designed t o  gather nominal and rea l  
market p r i ces  on selected products der ived from c o l l e c t i o n  po in ts  
w i t h i n  Afghanistan, as well .  as i n  Peshawar, Quetta, and Pakistan 
nationwide. The system w i l l  p rov ide p r i c e  ranges f o r  these 

. . products reflecting actual  t rades as we l l  as provide a basis  f o r  
determining p r i c e  t rends i n  order t o  develop guidel ines on 
p r i c i n g  pat te rns  and i d e n t i f y  longer term re la t i onsh ips  between 
supply and demand. 

M I S  w i l l  t r ack  c e r t a i n  i nd i ca to r s  as a func t ion  o f  t h e i r  
market relevance i n  order t o  accomodate the i n t e r r e l a t i o n s h i p  o f  
commodity/product p r i ces  w i t h  other  key var iab les  such as 
t ranspor ta t ion  and currency exchange ra tes .  The key ind ica to rs  
o f  exchange and t ranspor ta t ion  ra tes  w i l l  be p a r t  o f  a weighted 
market p r i c e  reported along w i th  nominal market p r ices  t o  provide 
a benchmark p r i ce  f o r  M I S  users. 

Approach 

1 .  P r i ce  Trackinq (P r i ce  Range f o r  Nominal Pr ices)  

- Co l lec t ion  o f  bimonthly p r i ces  a t  2-3 c o l l e c t i o n  
centers i n  Afghanistan ( i nc l ud ing  Kabul), as we l l  
as i n  Peshawar, Quetta, and 2-3 o ther  c o l l e c t i o n  
centers i n  Pakistan 

- Co l lec t ion  o f  Pakistan government s t a t i s t i c a l  
p r i c i n g  sources 

- Co l lec t ion  o f  f r e i g h t  ra tes :  ~arachi-~uetta/~eshawar, 
Lahore-Peshawar/Quetta, Peshawar/Quetta-Kabul; and 
simple averages o f  ra tes  f o r  other  p rov i nc i a l  routes 

- Monitor ing o f  currency exchange ra tes :  USD, Rupee, 
Afghani 

P r i ce  Analysis (P r i ce  Trends f o r  Rea l /E f fec t ive  Pr ices)  

- Weighted f a c t o r  analysis:  key f a c t o r s  o f  t ransporta- 
t i o n  and exchange r a t e  t rends co r re la ted  w i t h  nominal 
p r i c e  trends 



- Design o f  a survey mat r i x  f o r  p r ice- re la ted  da ta  
c o l l e c t i o n  

- fo recas t i ng  qf p r i c e  t rends t o  reveal r e l a t i o n s h i p s  
o f  p r i c e s  t o  changes such as adjustments i n  demand 
l e v e l s  induced by r e p a t r i a t i o n  

- occasional  s tud ies  (as requi red)  on s p e c i f i c  sectors,  
subsectors o r  monitored va r iab les  

3. Survey Sources 

. . - F e r t i  1 i z e r  

o World market p r i ces  f o r  urea and DAP 

o Pak is tan i  producers 

o GOP/National F e r t i l i z e r  Development Center; FID 
( F e r t i l i z e r  Import  D i rec to ra te ) ;  and Federal 
Bureau o f  S t a t i s t i c s  

o Reported Kabul p r i ces  

- Farm Equipment 

o Pak is tan i  manufacturers 

o Trading companies 

o Pub l i c  adve r t i s i ng  

o GOP/Farm Machinery I n s t i t u t e ;  NARC (Nat ional  Agr i -  
c u l  t u r a l  Research Center) ; Federal Bureau o f  
S t a t i  s t i  cs 

- Seed 

o US domestic p r i ces  f o r  HYV wheat seed 

o Large Pak is tan i  growers and corporate producers 

o GOP/FID; PASCO (Pakistan Seed Corporat ion) 

o NWFP/ADA ( A g r i c u l t u r a l  Development Au tho r i t y )  

- F re igh t  Rates 

o CCSC/ACLU (Construct ion Control  Services/Afghan 
Central  Log i s t i c s  Un i t )  



o UNILOG 

o GOP/PR (Pakistan Railway) 

o Transport 'companies 

o NGOs/International Agencies 

- Exchange Rates 

o Commercial banks 

o Private money changers: Peshawar/Quetta 



ADDendix 5: Data Categories* ' 

Category 

1. Baseline data 

2. Commercial data 

3. Physical Conditions 

4. Rural Works (Various 
Agenci es ) 

Suqaested T O D ~ C  

- topography 
- c l imate 
- s o i l s  
- natura l  vegetat ion 
- i r r i g a t i o n  systems (pre-war) 
- croping pa t te rn  (pre-war) 
- landholding pat terns 
- communications systems 
- demographic charac te r i s t i cs  
- pol i t i c a l  con t ro ls  

- market centers 
- number o f  shops i n  centers 
- t ranspor ta t ion costs 
- a v a i l a b i l i t y  and p r i ce  o f  

ag r i cu l t u ra l  commodities & 
services 

- o r i g i ns  o f  ag r i .  products 
- consumer product pr ices 
- wage informat ion 
- f a r m  budget information 
- c r e d i t  sources 

- d i r e c t / i n d i r e c t  war damage on 
a g r i c u l t u r a l  l y - re la ted  
in f ras t ruc tu res  & outputs 

- t ranspor ta t ion systems ( t o  & 
from Pakistan) 

- r u r a l  works i n  place and i n  
process 

- r u r a l  works proposed 
- re la ted  works (e. g., roads, 

br idges) 
- high p r i o r i t y  ag r i cu l t u ra l  

needs 

*The need f o r  Special Studies w i l l  emerge dur ing the data 
co l lec t ion  process. Examples o f  top ics  t h a t  may require 
invest igat ion include: 

o  the comparative advantages o f  non-grain agr i cu l tu re  
over gra in  agr i cu l tu re  



o comparisons of'economic indicators i n  Pakistan versus 
i n  ~fghanistan (8. g. ,  prices o f  inputs and outputs, 
wage structures 

o refugee resettlement and conditions 
. 

o the e f fec ts  o f  Soviet .involvement on Afghanistan's 
, rura l  economy 

o the extent of present cross-border trade 




