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EXECUTIVE SUMMARY
 

From 	 May 10 Lo hay 25, Tom Leonhardt, Senior Training Consultant 
at Training Resources Group (TRG), visited Islamabad and Peshawar 
at. the request of RDI)/ARI)/USAID in order to undertake the 
planning and impl.ementation of a one-day meeting designed to 
begin a sl. r'altegic planning process for the Special ])evei opmern t 
Unit 	 (SDU) or IIje Planning and Development Department (P&D) of 
the GoverrimenI, o F the North-West Frontier Province (GONWFP). 
(See 	 Anne,,. A fot consultant scope of work.) 

This 	 meeting had five objectives: 

o 	 Review the critical issues gathered during the interviews
 
with the meeting participants
 

o 	 Develop an organizat.ional profile for the SDU 
o 	 Reach consensus on the role, staffing and resources
 

necessary for the SDU's expanded mandate
 
o 	 Establish bench marks for measuring progress toward the
 

expanded SDU
 
o 	 Formulate immediate next steps for action planning 

Representatives from GONWFP, USAID, and UNFDAC assembled on the
 
19th of May, 1990 at the Pearl Continental Hotel, Peshawar, to
 
discuss each organization's role in this strategic process and to
 
validate the recommendations that the SDU become the home for the 
Tribal. Areas Development Project (TADP) arid will eventually serve 
an expanded role in coordinating drug-related activities in the 
NWFP. (See Annex B for a complete participant list.) 

The main agreements stemming from the meeting are: 

1. 	 Consensus by concerned parties on the expanded role for t.he 
SDU
 

2. 	 Willingness to commit resources and inputs to ensure the 
continued functioning of the SDU and agreement to develop a 
proposal (with technical assistance) for long term funding 

3. 	 Need for strengthening the SDU's managerial and technical
 
capacities
 

The main recommendations are:
 

1. 	 Work should begin as soon as possible on the revision of the
 
SDU's proposal for seeking long term funding
 

2. 	 Monitor the activities concerned with the TADP amendment and 
ensure their coordination with the staff of the SDU 
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BACKGROUND AND CONTEXT 

In 1984, the Government of Pakistan (GOP) adopted the Special 
Development and Enforcement Plan (SDEP) . This plan was to 
combine area development ini.tiatives wiLh Lthe enforcement. of the 
poppy ban. 

The SDU was created in 1985 under the SDEP arid was incorporated 
into 	 the P&D of the GONWFP. UNFDAC agreed to finance the SDU 
from 	 July 1985 for an initial three years, and this funding was 
extended by two years to run to 30 June 1990. 

The S1)'s mandate was to design, coordinate, monitor and evaluate 
a number of integrated rural development projects which were 
aimed at. enabling rural populations to raise their standards of 
living without recourse to growing poppies. These development 
projects were to be implemented through the various line 
agencies.
 

In March of 1988, in a Memorandum of Understanding, it was agreed 
that, "since the SDU is a branch of the P&D, the GONWFP may
 
expand its role and the resources available to it.from other 
sources providing that the objectives, outputs and activities set 
forth in the signed Project Document are met". 

At the tripartite review of the SDU in January 1989, consensus 
was reached concerning UNFDAC's involvement with. the SDU. The 
SDU would continue to receive support from UNFDAC. USAID's 
proposal Lo support the TADP-]I from within the SDU would have a 
major impact on UNFDAC's involvement, and the GONWFP should start 
preparing a statement on the future role and financing needs of 
the SI)U, which could be considered jointly by USAID arid UNFDAC as 
potential donors. 

At the same review, the Secretary P&I) saw SD's role expanding to
 
encompass:
 

o 	 technical back stopping and support for existing and future 
projects 

o 	 preparation of project concept papers for potential foreign
aided projects
 

o 	 preparation of projects funded from the Annual Development
 
Plan (ADP) under the Proposed Zero Production Plan
 

o 	 incorporat.ion of USAID's TADP-II into SDU's mandate 
o 	 higher priority given to monitoring arid evaluation 
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In the context of the events leading up to 
the present situation,
 
i.e. the GONFP's desire to expand the mandate or the SDU,
USAID's wish to find a "home" for its TADP-T, and the question
of future funding from UNFDAC, representatives of these concerned 
organizations agreed to meet on 19 May 1990 to begin a strategic

planning process for the SDU.
 

This process would involve examining the SDU 's future mandate,
its personnel requirements as well as commitment of inputs and 
resources to 
the SDU for ensuring its continued growth and
 
functioning. The process would also include the identification 
of critical events on a timel.i.ne as parallel activities take 
place within the three concerned organizatLions. 
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PRE-MEETING ACTIVITIES
 

The consu.ltant arrived in country on May 10, 1990 and began the 
briefing process with staff members of the RDD in Islamabad. 
During the week preceding thn meeting, irivitat.ional lelt.ters were 
sent out to the concerned organizations inviting them to 
part icipa.e in l.he strategic planning mee ting ('or the SDU. (See 
Annex C for a copy of letter's text.) Later, a packet of 
background information on USAID's TADP-I). was sent. to GOP 
partilcpants in order for them to be up to speed at the meeting. 
Tl'ese documerits included: Evaluation Summary for rADP-l , A 
Position Paper on the Organizational Positioning of TADP in the 
GONWFP (laPorte), Concept Paper for TADP- I, PTD Like Cable, arnd 
Cable on Project Review Committee's views on TADP-II. 

The consul l.ant was also able to interview 10 prospective meeting 
participants. During these initial interviews the participants 
expressed the concerns Lhey felt needed addressing during the 
meeting itsel.f, and also probl.ems and issues which would need 
attention as events progress toward a strengthened arid expanded 
SDU. Some also shared their ideas about the SDU becoming a home 
for the TAI)P-11 arid what this would entail, both organizat ionally 
and pol.itically. Many expressed opinions about what kind of role 
the SDU would play on a regional level in coordinating 
development. and planning efforts for drug-related activities in 
the NWFP. (See Annex D for is.;ues identified during the pre
meeting interviews.) 

The information from the interviews was synthesized and distilled 
into 10 critical issues which were presented to the meeting
 
participants. A brief glance at the issues shows that there was 
concern for the SDU and its expanded mandate, especiall.y what 
kind of a role it. would be playing in the coordination of 
development projects for drug-related activities in the NWFP. 
Another concern surfaced by the interv:iews was about. the 
willingness of the various organizations invo].ved with the SDU to 
make commitmerits to its continued growth. Representatives from 
th.Ie different organizations wanted to know what the other was 
wil.ling to commit to the SDU in terms of' resources, inputs and 
insttlutional as wel.l as political support. 

The objectives and the agenda for the meeting were reviewed by 
the TADP project officer and were discussed with the Secretary
P&l) before Lhe meeting. The Secretary fell the most, important 
priority was to develop an organizational profile for the SDU 
which would reflect its future mandate. 
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MEETING AGENDA
 

The meeting was opened at 9:00 a.m. by Dr. Hans "Pat" Peterson,
Chief, /ARD, USAID/Islamabad who welcomed the participants andstress-(1 the importance of the meeting for guarantoeeing the
continued success of development projects in the NWFP. 

The facilitator presented the day's objectives and working agenda(See Appendices E and F), briefly explained the order of theday's acLivit ies and then thegave ral.ionale for undertakirng the s trat.egic planning exercise for the SDU, noting thai. the stepsfor. car'rying out. the strat egic planning process were included
the packet, to give the participants an idea of how the process 

in 

works.
 

For the first activity, the participants wrote down the key
question which for them needed 
to be answered by the end of the
day. Each part.icipant shared that. wit.11 aquestion neighbor inorder to check for clarity, and finally wrote down 
the name(s) of
the per'son(s) or organization (present at the meeting or riot) who
held the answer to that question. (See Annex G). 

Next, Lhe farili qtor explained how the interview process hadworked and asked each participant to 
read the 10 critical issues.

The groip decided that most of the issues bewould addressed

during the course of the workshop (especially issue # 2) and

there was no need Lo examine them one by one.
 

During activity three, the participants identified what they felt
 was the appropriate mandate for the SDU, given the fact that the
TADP II wi.1l 
need a home, that UNFDAC funding will soon be in
quest.ion and that t.he GONWFP is seeking to expand the SDIJ's role to include coordination of all 
drug related activities in the
province. 
 They also developed a list. of organizational divisionswhich would be needed to carry out such an expanded mandate and
finally discussed resource and 
input commit ment.s necessary for
 
sustaining the organizational capacities of 
the SDU.
 

For a.tivity four, the participants developed a timeline ofparallel sets of activities which will. 'e taking place from nowuntil 18 months hence at. which time the interim UNFDAC financing

will end.
 

As a last task, two critical activities, which had been
identified by the participants on the timeline, were broken downand act.ion plans developed. The first ac:tion plan concerried(therevision of the SDU proposal for 
future funding after the 1.8
month interim period, and the second action plan 
involved Lhe
series of activities necessary for securing the TADP-II
 
amendment.
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To close the meeting, the 
facilitator revisited the participants'
questions which had been formulated in the morning, and askedthey had been answered. All agreed that, 

if 
to the greatest extentpossible, Lheir questions had been answered, and thus the

objectives of the meeting had been met. 
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OUTCOMES AND AGREEMENTS
 

The participants reached the following agreements during the day: 

1. 	 An 1lth issue would be added to 
the original list of 10cri lical issues. This issue would reflect t.he concern ofthe Secretary of the Local Government/Rural. Development
the P&i) arid its vision of an expanded SDU would be 

that 

infringing on the planning cells that, already exist in the
various line agencies. 

2. 	 The original mandate of the SDU would remain as it had been
spelled out in 1.983/4. However, certain aspects of thatmandat~e would be strengthened. A statement of purpose wasdeveloped with the understanding that. exactLhe wording
would be formulated later. The statement reads: 

Formulate and implement. development strategies for the
eiimination of poppy cultivation in the region; liaise
(serve as the focal point) with appropriate drug
control. agencies at. the federal and local levels and 
promote the socio/economic growth in the province andin .he FATAs through specific area developmenL
interventions. 

3. 	 The SDU would specifically carry out the following
activities. (Many of these will not be new,. but. thepartLicipants felt theythat needed to be mentioned here inorder to reinforce the fact that the SDU should focus more energy on seeing that they are correctly carried out.) 

o collect, analyze, interpret all relevant data in 
the former,

actual and potential poppy growing areas 

0 
 coordinate with line departments, federal agencies, donors,

an(l other i.nternational organizations 

o 	 carry out public relations activities 

o 
 develop the relevant sections of the narcotics master plan
 

o 	 act as a focal. point for drug related activities by
collecting data otherfrom agencies 

o 	 monitor and evaluate (to include project supervision,
installation of a computerized system for monitoring 
progress, and developing a financial management system)
 

o 	 design development activities and market. them to donors 

0 	 provide technical assistance to the line departments 
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o 	 manage the training function 
to include carrying out needs
 

assessmen ts
 

o 	 undertake baseline surveys
 

o 	 act. as a clearing house for the Project Management Units
 
(PMUs) entrusted with overseeing project implementation

under the various area development projects given to SDU for
.implemetation, help them solve problems and get them help
when 	 they need i t 

o act as a backup for the PMUs
 

o 
 provide funds to projects from a revolving fund when they

need 	an infusion of money
 

o 	 serve as a secretariat for the Project Review Boards for the
 
area development projects
 

o 	 translate assessments into action plans
 

4. 	 The eventual staffing patterns are detailed in two

documerit.s: "Interim proposal for funding SDU until December
 
1.991" and "Proposal 
for the Extension of SDU 1990-1.995).
 

The part.Jcipan.s 
felt. that at a minimum, the following
directoral.es (divisions) would be needed 
to fulf.ill the mandate
 
for the activities mentioned above.
 

A director general within the SDU who would serve as
 
official .liaison with other organizations and would also do

"marketing" of projects developed by SDU with the donors, in
 
addition I.o his regularly assigned tasks.
 

A project management division, which would have
 
responsibility for coordination of all PMU activities.
 
Staff and support of which would be provided by individual
 
projects.
 

-	 Finance and Administration 

-	 Technical Division 

Planning Cell which would be responsible for monitoring and 
evaluation since these activities are closely tied to
planning; data collection, analysis and interpretation;
methodologies, and input into the Master Plan
 

-	 Training 

Policy Formulation
 BEST 	AVAILABLE DOCI3MINI;,T 
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There was much discussion about where certain activities would belocated; for example, the collection and analysis of data. There was also discussion about the possibility of combining functions
such as policy formulation with the )G's responsibilities. 

5. Resources and Inputs 

Based on the GONWFP's willingness to accept five basic
conditions, UNFDAC will 
use left over funds to finance the
SDU for the next 18 months (starting 30 June 1990 when the
 
present funding agreement ends). 

The five condition are: 

- Development of a detailed work plan 

- Placing an agricultural economist with counterpart 

- Not hiring any new staff 

- Development of a time table for integrating SDU into the
 
GONWFP
 

- Some decision will be taken on 19 June regarding the
 
continued support of the SDU by other donors
 

The Secretary P&D, Mr. Suleman Ghani, did not 
foresee any

problems with 
the above conditions.
 

Since the lease will soon expire on the premises occupied by

the SDU, and at present there are no funds to pay the rent,

the Secretary gave the SDU chief permission to borrow funds

from another project. The search for 
a new building will
 
continue.
 

The Secretary, to the greatest extent possible, will seek to

stabilize th, 
staff at the SDU in order to avoid those

personnel ianges 
which are disruptive to the work of the 
unit. 

The Secretary said the P&D is committed to supporting the

SDU in its expanded role. T his, he explained, wi].l help
"sell" the SDU to the provincial authorities which will help
to guarantee its eventual incorporation into the
governmental structure with all that implies in terms of 
assuming recurrent costs. 
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Within a five year time frame, the GONWFP will assume all
 
costs, starting with funding under the development budget. 

USAID will seek to house TADP-IT in the SDU. This project
is in the amount of $ 15 million. 

USAID will consider any reasonable request for training
 
addressed to the ARD
 

A contract will soon be let for a three year workshop
metlhodology project which will have as its immediate goal
the strengthening of the SDU arid the P&D through various 
training activities both abroad and in Pakistan. 

USAI) is wilting to provide commodities and technical
 
assistance under a mutually agreed plan, and subject to 
avai.l.ability of funds, when required.
 

6. 	 The following action plans were developed by the 
participants for the revision of the SDU proposal and for 
the activi ties surrounding the amendment to TAI)P. 

Revision of the SDU Proposal
 

June 1, 1990 Tariq and Lynn to work with Yar Mohammad and 
Amjad Ali Khan 	to develop SOW for short term
 
consultancy 

June 	15 Sow of work for TA ready
 

July 	30 TA arrives in country
 

July 	30 
 Master plan parts ready for submission to SDU
 

Sept 	 1 Consultant finishes plan 

Sept 	30 SDU completes review of proposal
 

For the TADP-I1 

June 1, 1990 	 First draft SOW ready to USAID/Islamabad and
 
SDU
 

June 	7 Revised SOW
 

July 1 Final SOW
 

Sept I Design team arrives
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.Jan 1, 1991 Amendment authorization 

,Jan 15 PC-I ready for PDWP 

Feb 15 Priorities Committee meeting 

May 15 CDWP 

June 1.5 Anticipatory approval 
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7. EVENTS ON THE TIME LINE
 

The participants constructed a rough time line which lays
 
out the events taking place within the next year. This time
 
line helped to put the various parallel activities into
 
perspective.
 

Soon
 

-
 Begin revision of SDU proposal for donors (with TA) 
- Secondment of counterpart (Ag/Economist) to SDU 
- Continue house hunting for new building for SDIU 
- Assemble information on poppy growing regions (for 

Frank)
 
- Update SDEP
 
- Review contracts
 

Two-three months
 

- Have elements of master plan ready for SDU consultation
 
- Provincial Government's commitments to SDU on paper
 
- Land use inventory 
- Finalize Khyber document
 
- TADP design team arrives
 
- Project paper approved
 

Nine months 

- Master plan ready for submission (UNFDAC's)
 
- Khyber
 
- Presentation of SDU funding proposal to donors
 
-
 Start training needs assessment
 

Twelve months
 

- PC-I approved
 
- USAID parallel financing
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RECOMMENDATIONS
 

Based on the conclusions and agreements reached by the
 
participants during the meeting, the following recommendations
 
were made:
 

1. 	 The staff of the SDU should revise the mandate (statement of 
purpose) which was developed at the meeting. This statement 
can easily serve as a "vision" or "mission statement" for 
the SDU. 

2. 	 With technical assistance, the SDU should re-examine the two
 
proposals for funding (interim and 1.990-95) and develop a
 
viable proposal for submitting to the donor community for 
long 	term funding. Careful thought needs to be given to
 
staffing needs in light of the discussions held during the 
meeting which focused on the lack of planning and monitoring 
and evaluation capacities within the SDU. 

3. 	 Insofar as possible, the GONWFP should firm up its 
institutional and political commitments to the SDU. This 
will not only provide the donors with some evidence that the 
GONWFP is serious about the SDU and its expanded role, but 
also will begin the process of "selling" the SDIJ inside the 
government. These commitments might be in terms of assuming 
some of the recurrent costs, starting to recruit personnel, 
or seeking to stabilize the SDU's personnel, etc.
 

4. 	 During the stay of the TADP-II design team in Pakistan, 
ensure that the team members coordinate very closely with 
the staff members of the SDU. It was also suggested that a
 
member of the design team might arrive early in order to
 
help the SDU with its proposal. (See # 3 above.)
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ANNEX A
 
CONSULTANT SCOPE OF WORK
 

The contractor shall provide a Senior Trainer to conduct a 
workshop and present recommendations beginning o/a May 11, 1990.

Trie Senior Trainer shall: 

1. 	 riterview personnel from United Nat.ions Fund for Drug Abuse 
Control (hereinaiter referred to UNFDAC), Narcotics Affairs 
Unit (hereinafler i'eferred to NAU), USAlD, Government of 
Pakistan (herei.nafter referred to GOP), and Government of 
North-West Frontier Province (hereinafter referred to as 
GONWFP) key stakeholders to discuss their concerns arid 
issues in having the Special Development Jni t (hereinafter 
referred to as SDU) as home for the TADP. 

2. 	 Deve~lop the workshop based on interviews with the
 
stakeholders. The interviews will present the various
 
options and issues for overseeing the implementation of area
 
development projects through SDU oversight.
 

3. 	 Conduct the proposed workshop in Peshawar in collaboration 
wit.h the staff of USAID's Rural Development Division (RDD) 
offices in Islamabad and Peshawar. The Workshop will lead 
to a consensus/agreements among the stakeholders on the 
various issues, including the role of the SDU in overseeing 
implementation of area deve].opment projects., determine the 
staffing requirements, logistic support, and the donor and 
GONWFP contributions for supporting SDU. 

4. 	 Prepare a report. incorporating the recommendations emerging
 
from the workshop.
 

5. 	 Debrief USAID and GONWFP officials on the results of the
 
workshop.
 

6. 	 Consolidate reports from Kala D)haka workshop with SDU
 
strategy arid prepare recommendations for next steps of the
 
workshop process methodology in a separate report.
 

7. 	 Pay all local expenses related to the workshop, such as:
 

a. 	 rent for conference space in a five star hotel in
 
Peshawar
 

b. 	 travel, ground transportation, per diem, lodging and
 
local official communication for five (5) GOP officials
 

c. 	 lunch expenses for thirty (30) workshop participants
 

d. 	 photocopying, stationery and other miscellaneous
 
supplies needed by the participants
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ANNEX B 

LIST OF PARTICIPANTS FOR
 
USAID SPONSOREI) SI)U WORKSHOP
 

AT HOTEL PEARL CONTINENTAL PESIIAWAR
 
ON MAY 9t~1990 

FROM 0830 HRS TO 1730 fIRS 

GONWFP
 

1. 	 Mr. Suleman Ghani, Secretary, Planning & Development.
 
2. 	 Mr. Mian Rahim, Deputy Secretary, Communication & Works
 
3. 	 Mr. Mohmmad Ihtesham Khan, Secretary, Local Government &
 

Rural Development
 
4. 	 Mr. Javed Khan, Secretary, FATA-DC 
5. 	 Mr. Yar Mohammad Khan, Director General, SDU
 
6. 	 Mr. Amjad Ali Khan, Chief, SDU
 

USAID/Islamabad
 

1. 	 Pat Peterson, Chief, O/ARD
 
2. 	 Frank Pavich, Chief, RDD
 
3. 	 Christine Sheckler, RDD
 

USAID/Peshawar
 

1. 	 Tariq )iurrani, Project Officer, TAI)P 
2. 	 Sohail Malik, Project Officer, NWFADP 
3. 	 Lynn Carter, Chief, RDU
 
4. 	 Sadaqat Ali Khan, Project Manager, NWFAI)P
 

5. 	 Tom Leonhardt, Consultant, TRG
 
6. 	 Ijaz Ali, Project Assistant, TADP - for Logistics support
 

UNFDACLISL
 

1. 	 Donald McIntosh, Field Advisor, UNFDAC
 
2. 	 Yusuf Mahmud, UNFDAC
 

NAULPeshawa r
 

1. 	 Robert Traister, NAU, Peshawar
 

SDU/Peshawar
 

1. 	 Don Davis, SDU
 

. 2AVAILABLE DOCIPAE1i 



17 

ANNEX C
 

Copy of Invitational Letter to SDU Meeting Participants
 

The USAID assisted Tribal Areas Development Project (TADP) is
 
holding a one-day workshop relating to the Special Development
 
Unit (SDU), Planning arid )evelopment Department GONWFP, as a 
possible home for TAI)P management. The workshop idea responds to 
one of the recommendations of the TADP evalunt.ion conducted in 
late 1988. The GONWFP concurred with the recommendation and a
 
project home was approved (PC-1) by the GONWFP with joint USA]ID 
and GONWFP funding. In January 1990, a TADP consultant (Dr. 
Robert Laporte), based on analyses of the available options, 
reaffirmed that SDU should be the institutional home for TADP 
impl ementation. 

I)r. Laporte's report was circulated by USAID to the concerned 
persons in GONWFP, USAID, UNFDAC and NAU, with the suggestion 
that. USAID would hold a workshop to discuss the issue relating to 
USAID support to SDU as a home for TADP and for other area 
development projects. The one-day workshop on SI)U w1ill be held 
at the Pearl Continental Hotel, Peshawar, from 0830 hrs. to 1730 
hrs. on May 19, 1990 (Saturday). You are invited to attend this 
workshop. Your participation in this workshop will help in 
resolving the various issues associated with, the responsibilities 
and functions of the SDU, and clarify the roles.and 
responsibilities of the donors arid GOP/GONWFP agencies associated 
with SDU. 

A senior trainer (Tom Leonhardt from the Washington-based 
Training Resources Group), who recently conducted three workshops 
relating to area development projects in NWFP and regional 
planning, has been contracted to conduct this workshop. Prior to 
the workshop, Mr. Leonhardt will interview the key persons 
involved with SDU. His approach will be consensus building among
 
the participants relating to the future of this institutional 
home.
 

I very much hope that. you will be able to attend this workshop. 
Please confirm your attendance with Mr. Ijaz Ali or Mr. Iftikhar 
Hlussain, USAII)/Peshawar, phone 43211 ext. 325. 
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ANNEX D
 

CRITICAL ISSUES FROM INTERVIEWS
 

ISSUE # 1
 

COMMITMENT TO THE SDU BY CONCERNED PARTIES
 

A majority of people interviewed expressed the desire to gain an 
understanding of what each concerned party (GONWFP, USAID, 
UNFDAC) is willing to commit to the SDU in terms of support. 

This commitment (support), could be demonstrated in many
 
different ways. Some of those suggested were:
 

- a willingness on the part of the GONWFP ( 
the stability of staffing inside the SDU 

GOP ) to guarantee 

-

-

staffing the SDU 
qualified people 

a willingness on 

with the 

the part 

appropriate number of technically 

of the GOP to meet the recurrent 

costs of the SDU 

- training (local and abroad) of SDU personnel 

- providing TA (local and expat) 

- providing equipment and vehicles 

- recognizing SDU as the important agency in the o
scheme of poppy elimination/substitution and lea
coordination of area development 

verall 
der in 
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ISSUE # 2
 

ORGANIZATIONAL PROFILE OF THE SDU
 

Everyone interviewed expressed an opinion about what the SDU
 
should do (what should be its main roles and responsibilities).
 
Most people also had an idea about what kinds of authority it
 
shotild (or should riot) possess vis-a-vis the PMUs, the line 
agencies, the donors, the P&D department, etc. Two documents
 
exist which outline proposals for developing the SDU into an 
organization designed to carry out an expanded mandate in the
 
area of development.
 

Related to the above issue concerning the mandate for the SDU i.s
 
the question of staffing. What kind of personnel will be
 
necessary to enable the SI)U to carry out. its various activities? 
Two sub-issues were raised several times in relation to this
 
concern about. stafring of the SI)U. First, the difficulLy of 
recruiting qtai fi.led personnel given the salary restrictions 
inherent. to the GOP and second, the necessity for L.ra.ining SDU 
staff in the various managerial and techni.cal areas so they will 
be able to assume (in a given time period) the responsibility for 
carrying out all SDU functions.
 

A third concern expressed by those .interviewed was how will all 
of this be financed? What kinds of inputs are necessary to 
guarantee that the SI)U will be able to carry out. its mandate in 
the most effective way? What resources will. it need? 
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ISSUE # 3
 

ROLES AND RESPONSIBILITIES FOR THE PMUs (especially the PMU for
 
the TADP-II)
 

If the SI)U is to take on an expanded mandate (and accompanying 
staff for carrying it out), what will be the role of the PMUs?
 

Various Indivi duals during the course of the interviews expressed 
opinions about how they saw the PMUs. Many simply asked 
questionis about what would be their role. Most recognized that 
each project's PMU would be organized somewhat differently, but 
that. there should be some standardization of what PMUs do. All 
felt that PHUs belonged in the field. 

One person interviewed felt very strongly that PHUs should tie 
called PCU (Project Coordination Unit) since the unit will have 
i1ttle management responsibility per se, but would be charged 
with coordinating project activities in the field.
 

Questions posed about the role of a PMU:
 

What should it look like? How will you staff it? (Several 
people felt that each PHU should be headed by a dedicated, 
commi tted individual who has enough clout to get things done.) 
Will the PMU end up with the planning and monitoring functions? 
The PMU should not be an implementing uni.y, but should it over
see Ihe day-to-day coordination, move act, ivities along, sort. out 
problems? What kinds of TA (local and expat) will be necessary 
for the PMIUs? Should the PMU be the home for the various data 
bases? is the PMU in a position to relate to the local political
 
agents and administrations.
 

One person was of the opinion that the PMU for the TADP-II will
 
only need to be "skeletal".
 

Several people expressed the concern that TA for the PMUs be of
 
high quality and that donors and others need to keep an eye out
 
for the types of people that are sent for TA.
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ISSUE # 4 

ROLE OF OUTSIDE TECHNICAL ASSISTANCE (Local and Expat) WITHIN THE 
SDU 

Observations made by those interviewed about, the role of 
technical assistance within the S)U:
 

- Some technical assistance will always be necessary for those 
areas for which the SDU does not have the requisite skills 

- It will be necessary to find the correct balance of in-house 
expertise and reliance on outside consultants 

- In order to begin institutionalizing technical ard 
managerial capabilities inside the SDU, TA will be of 
necessity a mixture of those two types of skills 

- Donors need to play a role in helping to see that TA is 
appropriate and that consultants are competent 

- ReLiance on outside TA should be kept as low as possible 

- The SDU hasn't really used TA to its fullest extent 

- Counterparts for any kind of local or expat TA is essential 

BESTJ AA r1;h11_1 [1 0(ll.iliLJ 
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ISSUE # 5
 

TRAINING FOR SDU AND PMUJ(PCU) STAFI?
 

Both the staffs 
of the SDU and the PMUs, in order to carry outany expanded man(ate, will need to possess a wide range of
technical and managerial skills. 
 Both sets of skills aredifficult Lo find in one person, arid therefore, a certain amount,of training wil]. be necessary to ensure effective and efficient 
operation of the SI)U and the PMUs. 

If new areas of interest are added to the SDU portfolio via the
TAJ)P-J[ (education, agriculture, forestry, health), staff 
memberswil.l need to keep abreast of developments in those areas. 

Probably tie most important function that. training will play inthe future will be the institutionalization of the SDU's capacityto marnage itself and all of its projects. This will be the longterm goal of the three year, workshop methodology. Management andtechnical training will be part of this long term process. 

Subject. matter areas mentioned for training of SDU and PHIU staffs
include: planning in genera.1 and project planning in particular;evaluation techniques; general management and administration;
leadership; management. and financial information '3ystems; data
bases, and computer technology. 
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ISSUE # 6
 

PERMANENT HEII FOR THE SI)U 

The SDU wi].1 soon need to vacate its present building when the 
lease expires on 30 June. If it is to expand its staff, it.will 
need new quarters. 
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ISSUE # 7
 

DATA 	BASE SYSTEMS
 

This issue was raised several times during the interviews and in 
several different contexts. 

I. 	 Planning for development interventions, at present, is not 
undertaken as a function of existing data. 

2. 	 A solid data base for the tribal agencies needs to be 
developed and institutionalized. A home for this data base 
needs to be discussed, and systems for maintaining the data 
bases current need to be put into place so as to avoid 
wasting time uipdating the base when situations in the field 
change (as they inevitably do). 

3. 	 The SDU currently has no real. data base systems in place for 
its won internal. management functions (MIS or financial). 
What is available is difficu]t to retrieve. 

4. 	 Evaluations of the projects implemented in the field need 
to be carried out using base line data. These are currently 
not available. 

5. 	 if the broad vision of the SDU as a coordinating agency for
 
the NWFP tribal area development projects is acceptable,
 
data base systems will need to be put into place for such
 
areas as geographical features, topographical studies,
 
climate, schools, etc. etc.
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ISSUE # 8
 

RELATIONSHIP OF TIE SDU AND ITS VARIOUS PUs{ PUs4 

Once the roles and responsibilities of the SDU and the PMUs
 
(PCUs) have been worked out, the supervisory, advisory and 
regulatory relationships need to be clarified between the SDU and 
the various PMUs. Some interviewees saw the PlUs as a miniature 
SDU, each wili its own staff of technical experts. These PHU 
experts (technical specialists) would receive guidance from the 
SDU staff, but would continue to work with the line agencies in
 
implementing projects. The PMU, however, would riot have the 
power to sanction the line agencies, but would only be able to
 
report. Lhose line agencies who did not perform the work to 
standards.
 

Others saw the PMU as having only a skeletal staff, preferring to
 
have the SI)U as the central pool of resources. Nonetheless, all
 
felt that the relationships between the SDU arid the PMUs needed 
to be clarified and the power of the PMUs clearly defined. Some 
PMUs are deating directly with the donors and this is iot in 
their purview. 

Several people interviewed wondered if the PMU wasn't just 
another bureaucratic layer; however, people agreed that there 
needed to be a presence in the field, close to the project. One 
person wondered who would finance the SDU and the PHIJs if they 
both had full complements of technical and managerial staffs. 
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ISSUE # 9 

TIE ROLE OF TIlE POLITICAL 
ADMI NI STRAT IONS 

AGENTS tDEPUTY COMMISSIONERS AND L.OCAL 

The politica[ agents play a large role in the tribal areas. Much 
of what happens there in the area of development depends di rectly 
ort their good will. One person interviewed felt that the PMUs 
needed to be located where they will have good communication with 
the ]oc-.1 pol.ilical authorities (whoever they may be) , and that, 
moroe importantly, any good planning which takes place must do so 
taking into consideration local area concerns. 
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ISSUE # 10 

REGIONAL SITUATION OF THE SDU 

At present, no single entity is responsible for overseeing 
narcot ics and poppy elimiratior/substi Lu Lion activi Lies .in the 
NWFP. WiLh proper support and staffing, the SDU could become 
they key agency for managing a very large portfolio of* projects 
in this area. It would also interface with the PNC]3 and would be 
responsible for overall narcotics pol icy in the region. It,would 
therefore, of necessity, interface with donors arid international. 
organlizat, ons. It would integrat~e projects to make sure there 
was not duplication of efforts ard would analyze what is 
happening in the NWFP. A very important part of this effort 
would be to serve as a linkage to the field. 
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ISSUE # 11
 

RELATIONSIIIP OF THE SDU TO OTER PLANNING UNITS IN OTHER LINE 
AGENCIES 

As the SDU begins to assume a larger role in coordinating drug
related activities, especially in the area of p].anning, it,will
 
be necessary to look at what is already happening in the other 
line departmenl;s of the GONWFP. S.ime of these agencies have
 
p1ianring cel..ls, which, at the moment, appear to be rather 
inactive. During the meeting, the representat0ive of one of the 
1]iie agencies brought up this fact and wondered why the SDU was 
going to assume these planning functions, when, if fact, cells 
already existed for doing that. His argument was that these 
cells should be strengthened rather than the SDU. 
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SPECIAL DEVELOPMENT UNIT STRATEGIC PLANNING MEETING
 
PEARL CONTINENTAIL HOTEL 

MAY 19, 1990
 

MOST FREQUENT WORDS AND THEMES RECURRING DURING TIlE INTERVIEWS 

COMMITMENT
 

What- is each concerned party's commitment to the idea of an 
expanded SDU and what will each party pledge in terms of
 
resources?
 

PLANNING
 

In order to carry out effective development projects, there must
 
be the capacity to plan.
 

MONITORING
 

Any agency charged with implementing projects must be able to
 
monitor progress in the field against pre-established benchmarks.
 

DATA
 

Data are necessary for planning projects. Data must be gathered,
 
analyzed, and then used for planning purposes. Data must be
 
retrievable and systematized.
 

TECHNICAL CAPACITY
 

Staff must possess necessary technical skills in the areas in
 
which the agency is implementing projects in order to support
 
field efforts. 

MANAGERIAL CAPACITY
 

Staff members must also possess management- skills in order to
 
manage themselves and also to manage field activities.
 

ROL_ 

The SDU must begin to look at a broader, regional role for itself
 
in the area of narcotics, poppy substitution/elimination,
 
prevention, and coordination of activities.
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THE STRATEGIC MANAGEMENT PROCESS 

The strategic management proce-s is a set of systematic 
activities undertaken by an organization to strengthen itself arid 
to ensture .its survival in a rapidly changing environment. 
Private industry has been Utsing strategic management for several 
years, and recently non-profit organizations have been adapting 
its principles to their own use. There are generally five steps 
in the process which is considered to be ongoing. 

1. Environmental analysis 

The organization undertakes a complete analysis of the 
environment in which it functions. Trends are studied and 
analyzed, research done, the "compe tition" examined. 

2. Organizational assessment
 

The organization makes a study of its strengths and 
weaknesses.
 

3. Strategic Vision
 

As a function of the data and information collected during
 
the first two steps, the organization decides what it wants
 
to "look like" in a determined period of time (usually 3-5
 
years hence). Each aspect of the organization is described:
 
personnel, resources, mandate, etc.
 

4. Strategic Direction
 

The organization decides how it will deal with its 
weaknesses to overcome them, and how to use its strengths to 
their best advantage. It sets up mechanisms for doing so. 
In many organizations, this takes the form of task forces 
which are charged with various areas of respons.ibility, 
usually corresponding to areas that need improvement. These 
efforts must move the organizationi toward its vision. 

5. Evaluation 

Monitor:ing mechanisms must be developed which check the' 
progress of the strategic process. Benchmarks established 
during the strategic direction step serve as progress 
indicators. The process is continually revised and 
reviewed. 
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ANNEX E
 

MEETING OBJECTIVES
 

SPECIAL DEVELOPMENT UNIT STRA''EGIC PLANNING MEETING
 
PEARL CONTINENTAL HOTEL
 

MAY 19, 1990
 

PURPOSE
 

BEGIN T]HE STRATEGIC PLANNING PROCESS FOR THE SPECIAL DEVELOPMENT
 
UNIT OF THE PLANNING AND DEVELOPMENT DEPARTMENT, GONWFP
 

OBJECTIVES 

1. 	 EXAMINE CRITICAL ISSUES RELATED TO THE SDU 

2. 	 DEVELOP AN ORGANIZATIONAL PROFILE (STRATEGIC VISION) OF THE
 
SI)U 

3. 	 REACH CONSENSUS ON TIIE ROLE, STAFFING AND RESOURCES
 
NECESSARY FOR THE SDU
 

4. 	 ESTABIJ]SH BENCHMARKS FOR MEASURING PROGRESS TOWARI) THE 
ORGANIZATIONAL PROFILE 

5. 	 FORMULATE IMMEIDIATE NEXT STEPS FOR ENSURING CONTINUITY OF 
TIlE STRATEGIC PLANNING PROCESS 
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ANNEX F
 

AGENDA
 
STRATEGIC PLANNING MEETING FOR THE SPECIAL DEVELOPMENT UNIT
 

PEARL CONTINENTAL HOTEL 
MAY 19, 1990 

8:30 Welcome, Introductions, Objectives, Agenda and 
Explanation of the Procedures 

9:00 Activity One: Individual Meeting Outcomes 

9:15 Activity Two: Review of the Critical Issues 

9:45 Activity Three: Organizational Profile of the SDU 

10:30 Tea Break 

11:00 Activity Three: Continued 

13:00 Lunch 

14:00 Activity Four: Strategic Direction: Establishing 
Milestones 

15:30 Tea 

16:00 Activity Five: Agreements for Next Steps 

17:30 Close: Verifying Individual Meeting 
Outcomes 
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ANNEX G
 

QUESTIONS FROM ACTIVITY ONE
 
SDU STRATEGIC PLANNING WORKSIIOP 

19 MAY 1990
 

1. 	 Planning must be updated and monitored at regular intervals.
 
How does one go about this?
 

2. 	 What are the specific roles and responsibilities of the SDU,
 
particularly vis-a-vis the GOP and the Donors?
 

3. 	 Given the existing political situation in the country, as a
 
whole, and in particular in the Tribal Areas, to-gather with
 
the present resource position of the GOP, is scientific
 
planning at all possible?
 

4. 	 Does the SDU concentrate on planning for (and coordinating
 
projects in) poppy growing areas plus USAID's TADP or is its
 
mandate broader to allow inclusion of regional development 
projects in the province as a whole or in lagging parts of 
the province?
 

5. 	 flow will the SDU be managed (riot administered), and what 
will be its administrative and technical emphasis? 

6. 	 How can we have immediate funding for neeting SDU 
requirements between June 1990 and September 1990?
 

7. 	 Given the fact that there are many agencies (GOP and donor) 
with interest/responsibility for SDU, how can we tie down 
the roles and responsibilities, with a Lime frame, to 
achieve the objective of a professional outfit by the end of
 
year five?
 

8. 	 The GONWFP needs to rationalize its development process and 
streamline its operational system for providing development 
activities in isolated provinces and tribal areas. Does P&D 
believe SDU can serve this role? Is the GONWFP ready to 
modify its procedures to make SDU that responsible 
organization? 

9. 	 Critical question -- Defining the role of the SDU in the 
context of the future of area development, projects, and 
assigning specific responsibilities to organizations to 
reach this goal. 

10. 	 What is the target for the SDU over the next five years? Is 
it to be permanently absorbed within the government 
structure and what is the level of commitment required hy 
the GOP and the donors? 
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11. 
 Can a definitive role of the SDU be identified and its
related requirements be agreed upon?
 3
34 

12. 
 Can the future role of the SDU be streamlined?
 
13. What form of commitment will the GOP and ut1i,.r agencies inthe workshop 	make toward the strategic planning process
concept arid low this commitmentlong 	 will be organized into aterm Plan/program supported by all
international organizations and USAlD? 

donors, involved
 

14. 
 Role of the SDU with regards to other provincial
departments, the P&I) Dept itselfexpanded role on 	
arid the impact of isthe management capabilities 	of other
departments and P&D? 

15. 	 What is 
the extent of GONWFP's commitment to SDU?
intend SDU to become an 	 Does it

str'ucture and is it 

integral part of the governmenttruly willing to commit resources 	 the necessaryto do so?
 
16. How will the SDU strengthenimplementation 	 and facil it ate the(including planning) of donor developmentprograms? 
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