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1. Background of the Intervention:

Located along the drought and conflict-prone Afghanistan-Pakistan border in remote and rugged
terrain, the Federally Administered Tribal Areas (FATA) are among the most underdeveloped and
food-insecure regions in Pakistan, with all socio-economic indices below national averages and with
literacy, health, and unemployment being particularly alarming and in need of attention. People lack
access to education, health, safe water and infrastructure. Literacy in FATA is as low as 3 percent for
women and 17 percent for men, compared to the national average of 56 percent. Overall enrolment
and completion rates are low, with 50 percent of the children dropping out of school before they
complete the fifth grade. Chronic poverty, inadequate infrastructure and social services, the lack of
economic diversification and alternative employment, have all contributed to the economic
marginalization of a sizeable proportion of the population in FATA. Some 3.3 million people in FATA
live below the poverty line of US$1 per day, compared to 24 percent for the country as a whole.
Nearly 42 percent in FATA are food insecure. FATA is characterized by extreme isolation, cultural
conservatism and adherence to tribal values and practices1.

The decline in rainfall over the past decade has reduced agricultural incomes and employment, while
inequalities, social exclusion, and the lack of viable economic alternatives have reduced livelihood
options for the poor. The precarious geopolitical situation and the strategic location of FATA have
focused national and international attention on the need to bring stability to the region through the
provision of basic health and social services, primary education, vocational training and the
rehabilitation of agricultural infrastructure. The rugged and inaccessible terrain, limited water
resources, high illiteracy, and ethnic diversity pose serious challenges to economic growth and human
development. Severe droughts in the last decade have led to internal migration and have further
increased the vulnerability of the poor, particularly women and children. The tribal people are pastoral
and engaged in rain-fed subsistence farming and livestock rearing that are susceptible to recurrent
drought. Other activities include mining and cross-border trading with Afghanistan. Primary sectors
remain undiversified due to the lack of appropriate skills to tap alternate sources of income. Rural
households rely mostly on their own production of food, and both adults and children engage in
agricultural activities, which also discourage school attendance.

It is therefore imperative to protect livelihoods and enhance resilience to shocks through the creation
of sustainable assets and the development of human resources among the poor populations of FATA
through infrastructure to compensate the impacts of drought, for flood protection, and development
of subsistence agriculture.

2. Project Area Description:

Bajaur agency, situated in the north west of N.W.F.P, has a total population of approximately
500,000. In the geographical context, Bajaur Agency is surrounded by Dir district on the north east,
Afghanistan on the North West, Mohmand Agency on the south west and Malakand Agency on the
south east. The people in the agency are not widely educated. They migrate to down districts in

search of jobs or any other labor. Although the government cannot provide jobs and livelihood
opportunities to a substantial number of the local population, it is, however, almost the only source of
the livelihood of the local people. Nevertheless, agriculture farming, small-scale business and daily
wages earnings are major providers of jobs and sources of employment and livelihood in the agency.
Regarding education level literacy ratio in the agency has increased from 3.8 % in 1981 to 13.4 % in
1998.

3. Prime objective of drought mitigation and preparedness project.

Traditionally the People and the agency are susceptible towards drought that has phenomenally
rendered the soil useless, inviting other socio-economic problems. To cater to this issue, Drought
Mitigation and Preparedness program (DMPP) revolves around its prime objective of judicious use of
water, protection of both arable and non -arable land and enabling it for sustainable cultivation,
preservation, and utilization for fruit orchards, vegetation and certain other crops to get the local
people engaged in the healthy livelihood and earning means to raise them socio-economically.

4. Project Report / Deliverables/Outputs:

Aimed at sustainable economic development and improvement of living standards CMDO Community
Based DMPP Programme, under the first phase of CMDO-PPAF DMPP project in Uthmankhel Bajaur
Agency FATA, undertook a total number of 75 projects spread over 12 Quarters were undertaken or
36 months. Integrated Water Efficient Irrigation Projects (IWEIP), Irrigation Channels, Pipe Irrigation
Schemes, Drinking Water Supply Schemes and Flood Protection Work were planned to be undertaken.
Actually (a) 15 Irrigation (6 Channels & 9 Pipe Irrigation), 15 Drip Irrigation (b) 16 flood protection,
(c) 29  Drinking Water Supply Schemes were undertaken totaling to 75 and requiring a total funding
of Rs. 39.81 Million spread over a period of 36 months were undertaken. This amount provided to
CMDO by the PPAF under the €DMPP project financing agreement• was distributed as DMPP Projects
Cost (Rs. 35.12 Million), Operational Cost (Rs. 4.056 Million) and Rs. 0.632 for procurement of capital
items. Social Mobilization (CO Formation) being a consequential activity undertaken alongside the
provision of hard puts CMDO mobilized 75 Community Organizations representing 2738 households
and 22,796 persons.

Pakistan's principal natural resources are land and water. About 25% of Pakistan's total land area is
under cultivation. Agriculture accounts for about 23% of GDP and about 60 % of population is directly
or indirectly engaged in agriculture. Prosperity of the people lies in intervening in agriculture. FATA is
a region of immense poverty but home to vast plans of waste land due to many factors. In FATA,
about 65% of the people are linked with the agriculture sector either directly or indirectly but the lack
of irrigation water and improper utilization of irrigation water accompanied by other problems has
rendered farming impracticable. Water is either in short supply due to the lack of irrigation streams &
tube wells or wasted due to the dilapidated condition of existing water channels, and therefore most
of the lands in the area remain uncultivated.
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5. Implementation Strategy/Community Participation:

The process of identification, preparation, implementation, management and maintenance of CMDO
projects complied with the PPAF•s policies. It is worth mentioning that these proposed projects met
the following criterion:

1. Community contribution was 20 %.

2. Project cost did not exceed the limit of Rs. 5000/capita.

3. The numbers of households per project were more than 15.

According to the standard procedure the project social organizers established initial contact with the
community, obtaining basic socio-economic profile of the areas and securing the willingness of the
community to enter into subsequent dialogues. Several meetings with the community were later held
to facilitate the formation of the community -based organization in case it does not already exist.
Project Committees viz. implementation committee, audit committee and maintenance Committee
were established

A PRA process prioritized and established the need for the projects under the DMPP.  Project staff
signed an agreement/MoU on terms of partnership, designing of the project interventions,
strengthening of the CO through community management skills trainings and finalization of the
partnership project. The formation of COs enabled the involvement of beneficiaries in project
identification, designing, costing and implementation.

This process also facilitated the transfer of the responsibility of post completion operation and
maintenance to the beneficiary communities. After the completion of the schemes/sub projects the
communities assumed the responsibility and demonstrated their ability to maintain and operate the
projects after their completion.

Aimed at the sustainability and effectiveness of project inputs and participation of the beneficiaries in
execution and monitoring of project activities the COs formed under the project were trained and
strengthened through an appropriate training package.

6. Farmers Committees:

Besides COs formation and strengthening farmers Committees were formed with the particular
purpose to organize, mobilze, and network farmers into farmers committees. They were provided
basic know-how in environmental degradation, the factors leading to droughts, modern methods of
water management and farming, seeds, marketing, crop pattern and alternation. While interacting
with farmers it was a two way communication in that while providing basic instruction in these areas
to the farmers the farmers themselves provided valuable indigenous knowledge about farming
techniques, water utilization and problems faced by them.  This activity has proved to be effective in
facilitating the creation of a common perspective on farming techniques and water utilization. The
farmers are expected to practice measures at their deposal in order to compensate for the lack of
water and improve their knowledge and skills to practice modern techniques of farming and
marketing.

7. Monitoring of the DMPP Program:

In order to ensure effectiveness and efficiency of the DMPP project, the PPAF & CMDO management
exercised a strong supervision and monitoring system, which included the regular review of feasibility
proposals of all DMPP projects before initiation as per standard design and specifications; submission
of detailed reports by PO on quarterly basis; and physical verification of projects and other activities
by the PPAF monitoring team.

8. Challenges and Constraints:

8.1 Security Conditions and Instability of the Areas:

This project was delivered in one of the most challenging and adverse conditions created by mostly the ongoing
wave of militancy in the area and the military actions of the state in response.  The agency is surrounded by Dir
district on the north east, Afghanistan on the North West, Mohmand agency on the south west and Malakand
agency on the south east. Not only Bajaur agency itself is the centre of militant activity but large areas
surrounding it have been burning due to this scourge.

CMDO relied on its strategy of employing local staff to deliver activities of the project.  Whereas even the local
staff faced problems most often on account of the unstable conditions created by the fighting between the
militants and the state law enforcing agencies, unease of movement and the need to have ones identity as
bonafide citizen (it€s the other way round in case of the militants i.e not to be seen as NGO workers etc)
established at any given time.  Crime rate also saw an upward trend and kidnapping for ransom became a real
threat. The Kidnapping of FRDP staff and their ordeal is a case in point. The short route to eth area was closed
and a longer and more dangerous route (Malakand-Dir) was used by the project staff.

8.2 Delayed Completion:

This project was also delayed and sought at least two no-cost extensions due to the fact that the project was
initiated in April but the PPAF released funds by late September. Due to the preponderant disbursement of
operational cost in relation to project cost the disbursement in which has been preponderantly less, our second
quarter fund was stopped. Its denial compromised our ability to plan and implement the projects. Coupled with
the grave security environment and inhospitable conditions in Bajaur agency the project progressed slowly
leading to delayed completion.

8.3 Likely High Costs of the Schemes of other Development Actors.

It is noticeable that in that operational area of CMDO some other developmental actors are working. They offer
Rs 300,000 to 600,000 per scheme to the locals. This state of affairs badly impacts us. Because, as per our
Participatory Development Philosophy, the locals are motivated to contribute 20 % to the intervention cost of the
schemes. Whereas, the remaining cost is borne by the organization standing at 80%. Behind this lies the logic
that as they are the ultimate owners of these schemes, they are contribute this amount in order to create in them a
sense of responsibility and feeling of ownership. The actors actually inflated the cost of the schemes in the
budget of the schemes for covering the cash incentive given to the communities. It is also notable that their cost
of the projects/schemes is almost 200% higher as compare to CMDO€s DMPP schemes cost.
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8.4 Technical Aspects:

As the project involved the use of modern technology time was taken to access these resources. The staff
exercised diligence to understand the implications and implement these activities on the ground.

9. Future Plan

Aimed at sustainable economic development and improvement of living standards CMDO Community
Based DMPP Programme is expected to undertake a similar project close to the area of the previous
phase i.e Uthmankhel Bajaur agency in FATA. It aims to support livelihoods of the vulnerable
population in FATA through addressing the problems faced by subsistence agriculture of the areas.
Projects such as efficient irrigation (IWEIP), drinking water supply schemes (DWSS), fish ponds, and
auqa ducts / irrigation channels will be undertaken to achieve this objective.

An implementation plan for 26 Projects submitted for Implementation under DMPP II spread over a
period of 6 months is under consideration by the PPAF. Total number of projects proposed by the PO
is 26, the breakdown of which is; (a) 12 Irrigation, (b) 6 DWSS (c) 4 fish ponds, (d) 4 auqa ducts /
irrigation channels requiring a total funding of Rs. 15,379,000.00 spread over a period of 6 months.
This amount requested by CMDO caters for DMPP Projects Cost (Rs. 13,000,000.00), Operational Cost
(Rs. 2,286,000.00) and Rs. 93,000.00 for procurement of capital items. The PO has mobilized 26
Community Organizations representing 1,560 households and 14,040 persons.
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