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Executive Summary

1 This report provides evaluation results regarding the “Project for Assistance to the Recovery 
and Development of the Agricultural Economy in the Federally Administered Tribal Areas 
(FATA) of Pakistan” (OSRO/PAK/502/JPN). The project started in July 2015 and ended in June 
2017 with a USD 4 870 275 budget funded by the Japan International Cooperation Agency 
(JICA). It supported two Agencies (Khyber and Kurram) of FATA.

2 The project attempted to make a significant contribution to the stabilization of the area and 
enhanced food security through sustainable agriculture development. It had two outcome 
measures: (1) resume food production to restore and improve agriculture-based livelihoods; 
and (2) re-establish and strengthen agriculture support services. The project targeted 
temporarily displaced persons (TDPs) who have returned to their home places. FAO directly 
implemented the project in collaboration with government departments and community 
organizations. Approximately 77 000 beneficiaries were assisted.

3 The evaluation assesses the entire implementation period of the project, from July 2015 
to June 2017. It covers all key activities undertaken within the framework of the project as 
described in the project document. The focus is on output and outcome results. The evaluation 
covers all activities implemented and planned in the field and communities in Khyber and 
Kurram Agencies, as well as those conducted within the FATA Secretariat Departments and 
local governments.

Key findings

Project design, approach and relevance

4 The project was relevant and appropriate to address the massive displacement of households 
and massive damage to agriculture-related infrastructure and livelihood assets; but it was 
overly-ambitious and design was beyond the scope of a recovery project. 

5 FATA’s agriculture rehabilitation is mostly dependent on the Food and Agriculture 
Organization of the United Nations’ (FAO’s) support - as FAO is the only agriculture-based 
agency operating in FATA.

Capacity development

6 The direct implementation of the project by FAO and active involvement of government line 
departments and community organizations ensured partnership and increased interest, 
ownership, motivation and recognition of achievements among partners.

7 On the institutional capacity development - Strengthening and transforming community-
based organizations (CBOs) and farm services centres (FSCs) were not achieved to the extent 
that was planned under the project.

8 The Integrated Natural Resource Management (INRM) pilot is promising in establishing and 
strengthening coordination mechanisms among the various line departments for integrated 
actions.

Livestock support

9 The most notable support in livestock rehabilitation was in livestock vaccination and 
deworming. They not only helped in curtailing the spread of diseases but also improved the 
health of animals and overall increase in livestock productivity.
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Infrastructure rehabilitation

10 Rehabilitation of irrigation infrastructure, especially the lining of watercourses, was an 
effective intervention for increased crop production. However, the lining of the selected 
watercourses was not done up to full length due to which the intervention did not optimize 
irrigation efficiency. Furthermore, tail-end famers already facing water scarcity were deprived 
of this important intervention.

Improving crop productivity

11 Most individual activities in crop production improvement were effective. In terms of 
coverage, wheat/maize/fodder seeds distribution was the most effective. It was also almost 
egalitarian, because a one-acre package was distributed to all beneficiaries. 

12 Activities such as establishment of vegetable production units, fruit plants nurseries, fruit 
orchards and distribution of seeds silos were expensive, not very strategic and not reaching 
to a broad range of beneficiaries. 

Gender analysis

13 Despite the most difficult environment, the project did reasonably well in reflecting gender 
equality considerations. Women Open Schools (WOS), small ruminant packages and poultry 
packages were designed appropriately and benefited women and their household members.

Conclusions 

Conclusion 1 

14 The recovery work in FATA is time critical and overall the project responded to such needs 
well. Direct implementation by FAO was efficient and effective in the context of this project, 
reinforcing ownership and trust. The project design was overly-ambitious, with unnecessary 
and expensive activities that have limited value or scalability.

Conclusion 2

15 FAO’s rehabilitation of irrigation increased land productivity but required further support on 
planning and integration with the overall irrigation schemes. 

Conclusion 3 

16 FAO contributed to income generation through livestock activities such as deworming, 
vaccination and fodder seed distribution. FAO support for fish production activities was 
promising if further supported.

Recommendations

Recommendation 1. To FAO and JICA. A follow-up project is desirable and necessary. 
Replication in other denotified areas is required, with a more focused composition of activities.

Recommendation 2. To FAO. In Lower Bara and Central Kurram, the effort needs to be on 
building blocks, shifting from recovery to development. The value chain development needs 
to be taken up in the follow-up project.

Recommendation 3. To FAO. Capacity development and institutional strengthening of green 
sector line departments shall be the focus and the actions recommended under the INRM 
plans need to be accommodated in the follow-up project.
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1. Introduction

1 This report provides evaluation results regarding the “Project for Assistance to the Recovery 
and Development of the Agricultural Economy in the Federally Administered Tribal Areas 
(FATA) of Pakistan” (OSRO/PAK/502/JPN). The project started in July 2015 and ended in 
June 2017 with a USD 4 870 275 budget funded by the Japan International Cooperation 
Agency (JICA). It supported two Agencies (Khyber and Kurram) of FATA.

2 The project attempted to make a significant contribution to the stabilization of the area and 
enhanced food security through sustainable agriculture development. It had two outcome 
measures: (1) resume food production to restore and improve agriculture-based livelihoods; 
and (2) re-establish and strengthen agriculture support services. The project targeted 
temporarily displaced persons (TDPs) who have returned to their home places. FAO directly 
implemented the project in collaboration with government departments and community 
organizations. During the project period, approximately 77 000 beneficiaries were assisted.

1.1 Purpose of the evaluation

3 The main purpose of the evaluation is to provide accountability to donors and partners by 
assessing FAO’s contribution to the overall improvement in agriculture-based livelihoods in 
FATA, Pakistan, and to draw lessons from the implementation processes that could inform 
future decisions by JICA and the Food and Agriculture Organization of the United Nations 
(FAO) on the formulation of a follow-up intervention.

1.1.1 Intended users

4 The intended users include donors, FAO Management and concerned governments. The 
report intends to inform them for better decision-making and improved accountability. 
Additional intended users include FAO staff, future developers and implementers, and 
those in scientific communities interested in economic development. For them, the 
report intends to contribute to knowledge creation through in-depth understanding and 
contextualizing the project.

1.2 Scope and objective of the evaluation

1.2.1 Scope 

5 This evaluation assesses the entire implementation period of the project, from July 2015 
to June 2017. It covers all key activities undertaken within the framework of the project 
as described in the project document. The focus is on output and outcome results. The 
evaluation covers all the activities implemented and planned in the field and communities 
in Khyber and Kurram Agencies, as well as those conducted within the FATA Secretariat 
Departments and local governments.

1.2.2 Objectives (including main evaluation questions)

6 The objectives of the evaluation are:

•	 assess the appropriateness of the project’s design and approach;

•	 assess the project’s achievements and contributions vis-à-vis its objectives;  

•	 assess the actual and potential impact of the project and its contribution to agriculture-
based livelihoods; 

•	 assess the programme contribution to the development of institutional capacity; 

•	 identify success areas, gaps and lessons, and make the appropriate recommendations 
to the project team, the donor and other stakeholders to guide decision-making and 
planning for subsequent phases or similar projects in FATA.
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7 Key evaluation questions are the following:

a.  To what extent were the project design, approach and implementation arrangements 
relevant and efficient?

b.  To what extent did the capacity development of communities and green sectors line 
departments contribute to improved agriculture support services?

c.  To what extent did the livestock support contribute to restored/improved livelihoods?

d.  To what extent did the infrastructure rehabilitation contribute to the restoration of 
agriculture?

e.  How effective was the project in improving crop productivity?

f.  To what extent did the project respond to women’s needs?

1.3 Methodology

8 This evaluation adheres to the United Nations Evaluation Group (UNEG) Norms and Standards 
and is in line with the FAO Office of Evaluation Manual and methodological guidelines and 
practices. It uses a mix of quantitative and qualitative methods, using a bottom-up case 
study approach. The evaluation draws on multiple lines of evidence to assess the changes 
in livelihood via a number of lens (income, production, assets) together with beneficiary 
assessment methods. This is in addition to the usual quantitative evidence collected from 
the project monitoring and evaluation verified by the observations of the evaluation team.

9 In evaluating the irrigation infrastructure rehabilitation component of the project, the 
evaluation team examined the logbooks related with the activity, visited the project site 
and visually inspected it, and exchanged opinions with the project management, FATA 
government officers and community members. To evaluate the grain seeds distribution 
activity of the project, the evaluation team consulted the post-distribution and post-
harvest survey reports, examined the logbooks related with the activity and inspected the 
distribution of beneficiaries and their timings, visited villages where beneficiary farmers 
resided and visually inspected the crops grown in the field, and exchanged opinions with the 
project management, FATA government officers and community members. As the livelihood 
is determined by several dimensions such as level of earnings, income sources, importance 
of cash versus in kind transactions, labour allocation among household members and across 
different economic activities, and food consumption and nutritional status, these various 
aspects were investigated in the evaluation.  

10 In order to answer the key evaluation questions listed above, the evaluation uses the following 
tools to collect primary data and evidence that answer the evaluation questions: 

•	 desk-review of existing project documents, reports and studies conducted by FAO and 
other partners (see Appendix 3 for the list of documents consulted); 

•	 semi-structured interviews with key informants and stakeholders, including project 
partners and beneficiaries at the national, district and local level (see Appendix 2 for the 
list of interviewees); 

•	 direct observation during field visits to the project sites selected with the project team 
and set in the evaluation mission schedule in the two agencies. 

11 Emphasis was placed on assessing the capacity development dimension in the design, 
implementation and results of the project at individual, organizational and enabling 
environment levels.

12 In the evaluation, due to security issues in FATA, the team leader was not able to visit all project 
sites in depth. Contact with actual and potential beneficiaries was limited, especially with 
women beneficiaries. Nevertheless, the team spent a week in FATA and visited Parachinar 
and Sadda in Kurram Agency, Village Langru, Ali Sherzai Tribe, Central Kurram and Village 
Manatu, Ali Sherzai Tribe, Central Kurram and Lower Kurram Muzafar Kot and Bagzai. The 
team undertook two community-based organizations (CBOs) with about 20 participants each 
plus six individual beneficiaries - Khyber Agency - and two CBOs with about 15 participants 
each plus eight individual beneficiaries - Kurram Agency.
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1.4 Limitations

13 This evaluation was undertaken immediately after the implementation of the project, and 
therefore only covers outputs and outcomes. Evaluating long-term effects and impacts is 
left for further study. If a follow-up project is to be implemented, it could be better to 
conduct such impact evaluation after the follow-up project. 

1.5 Structure of the report

14 After this introductory chapter, Chapter 2 provides the background and the theory 
of change; Chapter 3 gives the main evaluation results, following the key evaluation 
questions; Chapter 4 covers the gender dimension; and Chapter 5 concludes the report 
with recommendations.
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2. Background and context of the project

2.1 Context of the project 

2.1.1 Description of the project

15 The project started in July 2015 for two years with the financial assistance of the Government 
of Japan with a budget of USD 4 870 275 million equivalent of JPY 599 million. It ended in 
June 2017.

16 It attempted to make a significant contribution to the stabilization of the area and enhanced 
food security through sustainable agriculture development in selected areas of Khyber and 
Kurram Agencies of FATA. The project targeted temporarily displaced persons who have 
returned to their home places. FAO directly implemented the project in collaboration with  
FATA Secretariat  and green sector line departments and active involvement of community 
organizations. FAO engaged a pool of social and natural resource management experts 
and established field offices in the two agencies comprising of male and female staff. Line 
departments of the FATA government were aligned and a Letter of Agreement was signed 
for their active involvement, ownership and on the job capacity development.

17 The project tried to achieve two outcomes: (1) food production resumed and agriculture-
based livelihoods restored and improved; and (2) agriculture support services re-established 
and strengthened. To achieve these two outcomes, three output measures were planned:

 Output 1.1. The agriculture production (crops, livestock and poultry sectors) of the 
beneficiaries restored and improved in the return areas.

 Output 1.2. Productive assets of the beneficiaries restored/rehabilitated in the return areas. 

 Output 2.1. Productive skills of beneficiaries and institutional capacity of government and 
private agriculture service providers enhanced.

18 To achieve these three outputs, the project planned several activities as listed in Appendix 
1. The biggest emphasis was placed on restoring the agriculture-based livelihoods through 
distribution of high quality seeds and improved inputs, land reclamation and irrigation 
rehabilitation, vaccination and restocking of livestock, strengthening the livestock fodder 
base, and capacity development. During the project period, approximately 77  000 
beneficiaries were assisted against the initial target of 26 000.

Description of the context:

19 FATA passed through the ongoing war against terrorism which caused displacement of 
the populace of the area. FATA was home to 3.17 million people most of whom belong 
to different Pakhtoon tribes. FATA comprises of seven Political Agencies and six Frontier 
Regions and is located between the settled districts of Khyber Pakhtunkhwa (KP) and the 
international border with Afghanistan. The total area of FATA, comprised of mountainous 
and rugged terrain, is 27 224 square kilometres.1

20 Due to its geostrategic location, FATA became a target for rival forces to extend their 
sphere of influence. As fighting escalated in 2009, families were driven from their homes 
and sought safety in KP. The total number of families displaced by the fighting reached 
315 000 with some 1.5 million individuals.2 

1 Draft FATA Agriculture Policy 2016-25

2 OCHA, 2017
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21 The massive displacement, human sufferings, significant damage to infrastructure and 
livelihood assets has cumulatively increased the vulnerability of FATA, which was already 
an underdeveloped region of Pakistan. The agriculture sector, once the backbone of tribal 
livelihoods, suffered badly due to conflict and unrest. Small-scale landholders make up 
the majority of farmers in FATA. Most landholdings (57 percent) of farms are smaller than 
one hectare,3 largely cultivated by owners for subsistence. Yet the diversified agro-climatic 
conditions of FATA are highly conducive for the cultivation of almost all fruits ranging from 
temperate to tropical species. Fruit orchards in FATA are characterized by their clustering 
around water sources. These orchards were damaged due to the conflict as most of the 
orchard owners had left them unattended. The orchards in FATA are also faced with low 
yields mainly attributed to the unavailability of quality planting material, use of primitive 
cultural practices by the orchardists, scarcity of water and little technical know-how about 
modern fruit production practices.

22 After the military clearance, the displaced families started the process of returning to 
their former homes from early 2015. The process is still ongoing at a slow pace because 
of loss of livelihoods and reduced income opportunities in FATA. The conflict had caused 
damage and losses to irrigation infrastructures, animal shelters, livestock, soil and water 
conservation structures, water harvesting structures, fishery and government facilities 
(veterinary centres, research and extension, etc.). Agricultural land remained abandoned 
for more than five years and all irrigation infrastructures were fully or partially destroyed. 
Livestock were lost or sold at low price under desperate conditions during displacement. 
Animal shelters were destroyed and substantial amount of animal feed resources (in the 
form of wheat straw, maize stock and fodder seeds) damaged. The findings of the Inter 
Agency Early Recovery Need Assessment (IAERNA), conducted in March 2013, highlight 
that the number of livestock heads had decreased by 35 percent due to various reasons, 
predominantly deaths and distress selling. Currently, livestock is ranked as the third primary 
source of income,4 following agriculture and shop keeping/business, for returnees to FATA. 

23 Livestock occupies a very important role in Pakistan’s agriculture. In the national account 
of Pakistan’s gross domestic product (GDP) 2016-17,5 the livestock subsector contributes 
to 58 percent of the primary sector’s value added, much larger than the crop subsector’s 
contribution of 37 percent (the rest are from forestry and fishing). The majority of livestock 
production, such as milk, meat, leather, etc., comes from mixed-farming farmers who 
combine crop and livestock activities in the same farm. In the FATA agriculture, where per-
capita land availability is much smaller than the national average, livestock activities are 
critically important for rural livelihoods. The livestock subsector not only contributes to 
the production of animal outputs but also to employment generation (especially women), 
improvement in crop productivity through fodder linkages including leguminous crops 
and farm-yard-manure linkages, and stabilization of rural livelihoods through saving in the 
form of animals. Therefore, livestock activities are highly important in FATA and their pro-
poor and pro-women nature is worth emphasizing.

24 The FATA Agriculture Action Plan 2015 identified the need for restoration of agricultural 
land, irrigation infrastructure, along with provision of seed and fertilizers and livestock to 
restore agriculture-based livelihoods. In this context, FAO supported by several donors 
initiated three recovery projects in the affected FATA areas for early restoration of 
agriculture-based livelihoods, including the current project under evaluation. 

3 Draft FATA Agriculture Policy 2016-25

4 Multidimensional Poverty in Pakistan, Government of Pakistan in collaboration with the United Nations 
Development Programme, 2016.

5 Ministry of Finance, Pakistan Economic Survey 2015-16
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3. Evaluation questions: key findings

3.1 To what extent were the project design, approach and implementation 
arrangements relevant and efficient?

Box 1: Project design, approach and relevance

•	The project was relevant and appropriate to address the massive displacement of households 
and massive damage to agriculture-related infrastructure and livelihood assets. But the project 
was overly-ambitious, and design was beyond the scope of a recovery project. There were many 
activities in the project, some of which were expensive and not reaching to a broad range of 
beneficiaries.

•	The direct implementation approach by FAO for working with communities and line departments 
– in oppose of using contractors - was efficient and effective in the delivery of technical support.

•	FATA’s agriculture rehabilitation is mostly dependent of FAO’s support - as FAO is the only 
agriculture-based agency operating in FATA.

25 At the strategic level, the project was in line with the FATA Sustainable Return and 
Rehabilitation Strategy (FATA SRRS) launched by the FATA Secretariat along with other 
government stakeholders in March 2015. FATA SRRS aims to ensure safe and dignified 
return of the temporarily displaced persons of FATA, provide adequate services and 
facilities to the returnees and restore their livelihoods. 

26 In the past few years, a large number of international organizations, including bilateral 
aid organizations, multilateral development banks and the United Nations have been 
working for and supporting FATA mainly on infrastructure rehabilitation (schools, 
hospitals, roads, etc.). Nevertheless, the evaluation team noticed that FAO is the only 
agriculture-based agency working in FATA.

27 This project was timely in response to the immediate rehabilitation of agriculture in 
Khyber and Kurram Agencies soon after the military operation and the return of TDPs in 
the two Agencies. FAO also initiated similar projects in other FATA agencies supported 
by other donors such as the Department for International Development (DFID) and the 
United States Agency for International Development (USAID). In line with FATA SRRS, FAO 
also provided assistance to the development of the FATA Agriculture Action Plan and the 
FATA Agriculture Policy 2016-256 to contribute to the long-term agriculture development 
of the region. 

28 The theory of change underlying this project comprises three layers of logical framework. 
The first is that the agricultural economy of FATA can recover from damages due to the 
militant operations and internal displacement through two outcome measures of: (1) 
resuming food production and restoring/improving agriculture-based livelihoods; and 
(2) re-establishing and strengthening agriculture support services. The second layer of 
logical framework is that these two outcome measures are achieved by delivering three 
output measures of: (1) restoring and improving the agriculture production (crops, 
livestock and poultry sectors) of households living in the return areas; (2) restoring and 
rehabilitating productive assets in the return areas; and (3) enhancing productive skills 
of farmers and institutional capacity of government and private agriculture service 
providers. Finally, the third layer of logical framework is that by implementing various 
activities listed in Appendix 1, such as distribution of high quality seeds and improved 
inputs, land reclamation and irrigation rehabilitation, vaccination and restocking of 
livestock, strengthening the livestock fodder base, and capacity development, these 
three outcome measures are achieved.

6 The policy has been reviewed by the Office of the Governor and pending formal enactment.
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29 As shown clearly in this theory of change, the project attempts to address the immediate 
needs necessary for resumption of agriculture and livestock activities by the TDPs and the 
affected residents who stayed during the conflict. All output measures and activities are 
provided in logical sequence so that it appears obvious that the planned deliverables can 
bring substantial benefits to the beneficiaries and the area. In the rest of this subsection, 
the second and third layers of the theory of change are further elaborated for each of the 
two outcome measures. 

Outcome 1. Food production resumed and agriculture-based livelihoods restored 
and improved 

30 Land as a productive asset was badly degraded, leading to soil compaction, erosion, 
invasive growth of obnoxious weeds/bushes and damages to the terrace farms. 
Therefore, as a first step land needs to be reclaimed and rehabilitated. This intervention 
was included and expected to pave the way for timely resumption of crop production 
activities. 

31 As FATA is a water scarce region, the land reclamation/rehabilitation needs to be 
supplemented by rehabilitation of irrigation system. Major head-works, secondary and 
tertiary channels were badly damaged with very low conveyance efficiency. Lining of 
watercourses and constructing water harvesting structures were expected to contribute 
to the sustained supply of irrigation water to farmers. Formation, strengthening and 
capacity development of water users’ association was also regarded necessary to make 
the management of these irrigation infrastructures efficient and sustainable. 

32 Along with rehabilitation of land and irrigation, necessary inputs such as wheat and maize 
seeds (plus fertilizer) need to be provided to help returning TDPs to restart agriculture. 
Support to animals’ health such as vaccination and deworming is also needed. It was 
expected that the beneficiaries would resume their crop production in time and improve 
food security.  

33 Livestock is the mainstay of the household economy of FATA, but the massive displacement 
led to the heavy loss of this important asset. Therefore, restocking of large ruminants 
through distribution and artificial insemination, provision of improved small ruminants 
to vulnerable households (mostly female headed households), strengthening the feed 
base with modern varieties of fodder crops, capacity development of livestock owners in 
management and vaccination/deworming for animal protection were included under the 
project and expected to lead to better livelihood and production of livestock products.

34 Diversification of agriculture-related industries was expected to contribute to improved 
livelihoods. The project thus included activities such as rehabilitation of fish ponds, 
establishment of fish hatchery, establishment of fruit nurseries, provision of orchard 
management tool kits and providing training to farmers in fishing and horticulture.

Outcome 2. Agriculture support services have been established and strengthened

35 Human capital plays a vital role in strengthening any livelihoods system and making it 
sustainable. By implementing various activities designed for capacity development, 
human capital in the target locations was expected to be strengthened. To design 
an effective package of capacity development, it was hypothesized that the training 
of trainers would be critically important and conducting training need assessment of 
the green sector line department would be effective in finding the relevant training of 
trainers themes. Training of trainers themes hypothesized to be effective included (i) 
Farmer Field Schools (FFS), Women Open Schools (WOS) and Farm Business Schools (FBS); 
(ii) improved/certified seed production; (iii) techniques for soil and water conservation, 
efficient irrigation and water harvesting design and development; (iv) trainings on forest, 
pastures and rangeland management; and (v) fish farm and hatcheries management.

36 To further ensure sustainability and achieve the desired impacts, it was hypothesized that 
the service provision mechanism by the line departments needed to be strengthened 
through their regular involvement and participation. Such line departments included 
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those engaged in agriculture extension, livestock, fisheries and irrigation development. 
It was expected that the involvement of line departments would sustain the capacities 
in the target area and would contribute to the sustainable impacts of the project. The 
project was also relevant to the livelihood needs of the predominantly agriculture-
based communities where crop production, livestock and forest resources provide over 
90 percent of all livelihoods in FATA. TDPs in FATA, including Khyber and Kurram Agencies, 
were away from home for over five years. Their houses, productive agricultural land and 
irrigation infrastructure were damaged during the military operation. A large number 
of livestock animals were lost and the remaining were sold at lower prices. The majority 
of returning TDPs faced multiple challenges in meeting their basic livelihood needs. 
They had limited resources to restart agriculture-based livelihoods as their agricultural 
activities were seriously constrained with degraded agricultural land, lack of quality 
seed and degraded irrigation infrastructure. Immediate resumption of agriculture-based 
livelihoods of TDPs was the need of the time all over FATA including Khyber and Kurram 
Agencies. Under this project, FAO provided assistance to TDPs in Khyber and Kurram 
that benefited households in land reclamation and timely availability/distribution of 
quality seeds; establishment of orchards, plant nurseries, demonstration of aquaculture, 
livestock (vaccination, deworming, distribution of some poultry and small ruminants, 
and artificial insemination); rehabilitation of some irrigation channels and capacity 
development/trainings. 

37 The evaluation team found that the project was overly-ambitious, and design was beyond 
the scope of a recovery project. There were too many activities, some of which did not 
reach a broad range of beneficiaries as they were expensive. If they were very strategic, 
they could have been justified. Strategic importance needs to be assessed for each 
activity. Therefore, in the following subsections, such cases are discussed individually. 

38 Farmers in both Khyber and Kurram reported to the evaluation team that FAO 
interventions, especially land rehabilitation and quality seed distribution (maize and 
wheat seed), timely helped them to stand on their own feet. It saved them at least a year 
as without project support it would have not been possible to restart their farming which 
is the main source of majority of households in the target area. Furthermore, the seed 
package helped in harvesting significantly high yield of wheat grain and dry fodder and 
enabled farmers to save seeds for next year.

39 In a longer perspective, health and education are highly important for the recovery and 
development of the FATA economy. Other agencies are implementing projects in these 
sectors. Therefore, it can be justified that this project is silent on these sectors.

40 The direct implementation approach proved to be successful in achieving the outcome 
and output targets of the project efficiently and effectively during the two-year project 
period and resulted in immediate resumption of livelihoods activities in the target areas. 
Adopting the direct implementation approach has facilitated timely rehabilitation of 
agricultural land and delivery of agricultural inputs, which was crucial given seasonality 
of production. This increased their interest and ownership. FAO full-time experts were 
available at the main office in Peshawar and field offices in both agencies including 
female staff to cater to the needs of women in the target area. Regular interaction with 
communities, line departments and the Pakistan Army increased the confidence of 
communities in line departments, increased the recognition of FAO and its partners in 
the field, reduced security barriers and led to the completion of project activities timely, 
efficiently and effectively. It is important to mention that FAO is the only UN agency 
which opted for direct implementation and other UN agencies are following to adopt 
the approach.

41 Another issue could be that despite the large varieties of activities, no activity was targeted 
towards landless and livestock-less households. Although the FATA economy is highly 
dependent on agriculture (crops and livestock subsectors), there are many households 
who are landless and livestock-less. Some of them are poor and highly vulnerable. The 
list of individual activities under this project was intended for households with land or 
livestock. Therefore, the project’s effect on such households was only indirect.
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3.2 To what extent did the capacity development of communities and green 
sectors line department contribute to improved agriculture support services?

Box 2: Capacity development

•	The direct implementation of the project by FAO and active involvement of government line 
departments and community organizations ensured partnership and increased interest, 
ownership, motivation and recognition of achievements among the partners.

•	On the institutional capacity development - Strengthening and transforming community-based 
organizations and farm services centres were not achieved to the extent that was planned under 
the project.

•	The Integrated Natural Resource Management (INRM) pilot is promising in establishing and 
strengthening coordination mechanisms among the various line departments for integrated 
actions.

42 The direct implementation of the project by FAO in close collaboration with the Government 
Line Departments (Agriculture Department, Livestock Department, Irrigation Department, 
Forestry Department and Fisheries Department) contributed to capacity development of 
line departments as they were directly involved in the implementation side-by-side with 
the FAO project experts through a Letter of Agreement. Working closely with the FATA 
government line departments and other organizations working in the same area, the 
project transferred knowledge to beneficiary communities through training and technical 
guidance (e.g., through Farmer Field Schools, Women Open Schools, Farm Business Schools 
and demonstration), contributing to capacity development of communities. This approach 
helped the communities in building back better. The various interventions and trainings 
under FFS/WOS increased awareness among participants about more efficient methods in 
farm management both in livestock and crop cultivation. For example, farmers in Central 
Kurram reported to the evaluation team that now they know how to efficiently store farm 
yard manure, the importance of quality seed and marketing of their surplus produce.

43 Women were a key beneficiary of the project, playing a pivotal role in agriculture and livestock 
activities. community-based organizations for men and women were established separately 
considering the cultural norms of the targeted areas through qualified male/female staff 
including social organizers and field assistants hired locally in Khyber and Kurram. 

44 As a result of these, the project ensured partnership and increased interest, ownership, 
motivation and recognition of achievements among the partners. These are precondition 
for sustainable capacity development of the target areas/communities.

45 Local social organizations such as Jirga and other collective systems for natural resource 
management have been disturbed due to the insurgency and need to be revitalized. Thus 
the project planned to transform or cluster these village-level organizations into CBOs at 
the Union Council level, based on local norms and culture. This was not taken-up under 
the project because transforming social organizations is a lengthy process and it was 
overambitious to be achieved in the two-year recovery project. It must be taken-up in the 
next project if funding is available. 

46 According to FAO staff, CBOs are empowered to the extent that they are now tapping 
resources from other donors. This could not be confirmed by the evaluation team in the 
field. Capacity development of CBOs requires further and long-term efforts. 

47 FAO has introduced the Integrated Natural Resource Management approach for FATA 
integrated development, improved food security and diversification of livelihoods. The FATA 
government has included piloting INRM in the Annual Development Plan. The approach is 
conceptualized with the understanding that the livelihood of rural communities in FATA 
is based on natural resources (soil, water and forest), and they are under serious threat 
due to their unsustainable use, mismanagement and further induced by climate change. 
The INRM concept stresses the need to introduce integrated land use planning, water 
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management, biodiversity conservation and the sustainability of agriculture including 
livestock, forestry, fisheries and tourism. A multidisciplinary approach would be required 
for INRM by introducing practices and processes through which the management of 
resources are taken and implemented in an integrated manner involving all green sector 
departments. The approach will therefore strengthen coordination mechanisms for 
integrated/joint planning and implementation. 

48 FAO has already completed two Integrated Natural Resource Management plans (one each in 
Khyber and Kurram) and two more are being developed under the project. These plans need 
to be implemented in follow-up project. FAO has also conducted similar INRM assessments 
for other potential hotspot areas of FATA through some other donors’ funding. The FATA 
government has included piloting INRM in the Annual Development Plan which is encouraging. 
This will help in establishing and strengthening coordination mechanisms among the various 
line departments for integrated actions. With the merger of FATA with Khyber Pakhtunkhwa, 
there is a potential for the INRM approach to be replicated and expanded. 

49 In terms of institutional capacity development, strengthening Farm Services Centres 
(FSC) was planned under the project. The FSC approach, which emphasizes public-private 
partnership, was adapted in KP and successful in collective purchase of agricultural inputs 
and collective marketing of agricultural outputs. Similar initiative has also been taken 
in FATA supported by the United States Agency for International Development (USAID), 
where a good building has been constructed along with provision of necessary equipment. 
In Kurram Agency FSCs also exist at the agriculture extension office. However, the FSC 
both in Khyber and Kurram are still non-functional. Strengthening of FSC was needed, 
including the improvement of office bearers’ capacity in the management, marketing and 
business development. Representation of all green sector departments would be useful for 
integrated initiatives under FSC. 

3.3 To what extent did livestock support contribute to restored/improved 
livelihoods?

Box 3: Livestock support

•	The most notable support in livestock rehabilitation was in livestock vaccination and deworming. 
They not only helped in curtailing the spread of diseases but also improved the health of animals 
and overall increase in livestock productivity.

•	While restocking of large ruminants was not achieved as planned, restocking of small ruminants 
and poultry was highly effective in empowering female headed households. Fish farming 
intervention in Central Kurram was successful in inducing replications by farmers. However, they 
had difficulty in obtaining seedlings at affordable prices, suggesting a need to support public 
hatchery in Central Kurram.

•	Rangeland interventions under the project did not fit in the recovery stage.

•	Some interventions that covered only a limited number of beneficiaries were not necessary in the 
recovery project which was initiated for the urgent rehabilitation of the TDPs. 

50 The majority of households in both Khyber and Kurram keep livestock – one to three cows, 
two to six goats/sheep and about five to ten poultry. For many poor households, livestock 
is the primary source of livelihoods. During the displacement, a large number of livestock 
animals were lost and the remaining were desperately sold at low prices. According to a 
survey (March 2015 by WFP/ FAO/IRC), the total number of all type ruminants decreased 
by 70 to 80 percent after return and most households reported inadequate availability of 
fodder/feed/ medication, water and shelter for animals. 

51 Based on FAO’s past experiences in cases of emergencies, the project included vaccination as 
one of the core activities in the livestock sector. The livestock vaccination campaign helped 
in curtailing the spread of diseases and increased awareness within livestock farmers about 
the importance of vaccination. Moreover, through participation in the campaigns, the 
capacity of the field staff of the FATA Livestock Department has also improved. Interviews 
with community members in Khyber and Kurram indicated that the incidence of livestock 
animals suffering from foot and mouth disease has almost decreased to zero, and the 
productivity of milk has increased.
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52 The project initially planned to restock large ruminants through distributing Achai cows (a 
local breed). As the breed was not available in sufficient quantity, the alternative intervention 
of artificial insemination through sexed semen was introduced. Artificial insemination using 
sexed semen was found not very effective because of several reasons. First, as the number 
of large animals was small after returning, it was difficult to find sufficient number of cows 
suitable for artificial insemination in the heat period. Furthermore, farmers’ awareness about 
artificial insemination was low due to which not many cows during the critical heat period 
were brought to veterinary assistants for artificial insemination. At the same time the line 
department faced difficulty in reaching out to farmers at the door step. Thus, the target was 
not possible to be achieved. Second, FAO in consultation with the FATA Livestock Department 
extended the intervention to other areas using sexed semen. Although more expensive than 
traditional, non-sexed semen, the artificial insemination using sexed semen suffered from a 
lower success rate of conception. According to the livestock officer in Kurram, the chance of 
conception of sexed semen is only 30 percent, while that of normal semen (which cost less) is 
about 70 percent according to the international standard. Under the project, conception rate 
was not monitored systematically. The low success rate could have harmed wider adaptation 
of artificial insemination in the area for improved animal breeding.

53 The targeting toward women through small ruminant package and poultry package was 
highly effective. During field observation in Kurram, the evaluation team found a small 
herd of sheep owned by a widow where more lambs were reproduced.

  
Figure 1: Lamb package provided by the project – the herd size shows an increase

54 Fish farming was found to be one of the most adopted interventions because of its pre-
crises prevalence. Under the project, ten fish ponds (five each in Khyber and Kurram) were 
rehabilitated and one hatchery was established in Khyber. According to fish farmers and 
the FATA Fisheries Department, the model of fish farming was successfully replicated 
at four locations in Central Kurram. Having potential as a non-farm income source, the 
intervention should be further upscaled especially in Central Kurram. 

55 As confirmed by interviews of officers at the Fisheries Department, fish farmers were trained 
in basic operation and maintenance but were not equipped with the necessary tools and 
equipment for marketing, maintenance and operation of the ponds. There was a need for 
necessary tool kits and equipment (fishing nets, feeding kits, special clothing, medicines etc.).   

56 Linkages for marketing of fish and the availability of fingerlings at local level were found to 
be important for fish farmers to expand and upscale fishing. The project has established a 
carp fish hatchery in Khyber (Lower Bara) which made fingerlings available at the door step 
at low cost. There was a need for a similar carp fish hatchery in Central Kurram (one trout 
fish hatchery owned and managed by the FATA Fisheries Department is already available 
in Upper Kurram). Fish pond owners in Kurram purchase fingerlings from far-away settled 
areas in Kohat and Peshawar at high cost whereas at the same time farmers reported a 
high mortality rate of fingerlings during transportation.

57 Rangelands account for 43.6 percent7 of the total area in FATA, providing precious resource 
for poor and marginalized communities all over FATA for livelihoods, free animal grazing, 

7 FATA Agriculture Action Plan.
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fuel wood, timber and other non-timber products. Furthermore, these rangelands are 
subject to climatic limitations with low and erratic precipitation, rough topography 
and extreme temperatures in the summer season. The rangelands and pastures were 
severely degraded as they were the major battle grounds during the military operation. 
Furthermore, they were unattended during the displacement of residents. 

58 The project thus piloted an intervention for restoration of rangelands and pasture 
development. The intervention was limited under 200 acres; the activities included 
construction of check dams, bioengineering structures and plantation of multipurpose trees 
on a limited scale. The evaluation team is of the view that developing rangelands and pastures 
needs a long-term intervention and a broad-based approach including social organization, 
management systems for protection of pastures and deforestation, and costly engineering/
bioengineering structures. Such interventions should have not been undertaken under the 
current short-term rehabilitation project. It would have been better if rangeland and pasture 
development were planned in a long-term, development-oriented project.

3.4 To what extent did the infrastructure rehabilitation contribute to the 
restoration of agriculture?

Box 4: Infrastructure rehabilitation

•	Rehabilitation of irrigation infrastructure, especially the rehabilitation of watercourses, was 
an effective intervention for increased crop production. However, the lining of the selected 
watercourses was not done up to full length due to which the intervention did not optimize 
irrigation efficiency. 

•	Construction of water harvesting structures and micro-irrigation schemes was effective but only 
benefited a limited number of farmers. These activities were not necessary in the current recovery 
project.

59 Irrigation infrastructure was destroyed due to the militancy crises, subsequent military 
operations and displacement of population. Rehabilitation of irrigation infrastructure was 
identified as the major need all over FATA including Khyber and Kurram Agencies. Under 
the current project, FAO in partnership with the FATA Irrigation Department provided 
support to communities for rehabilitation of 50 watercourses8 (30 in Khyber Agency 
and 20 in Kurram Agency). The number of selected watercourses was less than the need. 
Furthermore, each of the selected watercourses was lined up to 500 feet on average leaving 
the remaining watercourse as if they are incomplete schemes (see the pictures below). 

  
Figure 2: Water course lining in Khyber 
Agency

Figure 3: Water course lining in Kurram 
Agency

8 FATA Irrigation Department initially requested from FAO to support 800 watercourses.
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61 According to the project management, financial resources were limited against the high 
demand for irrigation rehabilitation due to which funds were arithmetically divided 
equally for each watercourse. As FATA Irrigation Department is responsible for completing 
each of the irrigation schemes up to full length (from source to tail-end), FAO support on 
rehabilitating the 50 watercourses for 500 ft aided some farmers by extending the water 
flow to their farms. The evaluation team is concerned that such incomplete watercourses 
will not be sustainable or lead to improved efficiency. 

62 FATA including the two target agencies have extensive rain-fed lands on which wheat 
crop is cultivated. These lands are subject to flash floods at the time of heavy rains washing 
away top soils and causing gully erosion. The frequency of flash floods has increased since 
the 1990s all over Pakistan and extended to FATA. Construction of rainwater harvesting 
structures could reduce these flash floods and at the same time the stored water could be 
used for crop cultivation. However, rainwater harvesting is beyond the scope of this project 
because it requires more funds and is a much-needed long-term development activity 
under the current climatic changes.

63 Under this project, 50 so-called water harvesting structures (i.e., water storage tanks) were 
constructed (17 in Khyber Agency and 33 in Kurram Agency) with the objective to store/
harvest the water from mostly perennial streams, springs and dug wells for use by farmers 
for growing high value vegetable crops. The evaluation team visited one such structure 
in Lower Kurram which was fed by a running stream. The site was not feasible (see the 
picture below). The water tank, which costed about RS 500 000 to the project, was filled 
with a regular water flow but the stored water was not used for any cultivation. Even if 
other water storage structures (which the evaluation team did not visit) were constructed 
at feasible sites, the team has a concern that such structures only benefited a limited 
number of farmers (seven farmers per scheme on average) mainly from the same family 
who may be already well off. The evaluation team is thus of the view that the funds for 
this activity should have been reallocated to cover the high demand from communities for 
rehabilitation of watercourses. This would have covered more farmers who were highly 
vulnerable. The water storage tanks were an innovative new intervention for the local 
people but were not a necessary intervention in the current recovery project.

Figure 4: Water storage tank constructed by the project in Lower Kurram. The tank is full 
of water but there is no cultivation of crops underneath the tank

64 The project also planned to introduce 250 micro-irrigation schemes (drip irrigation) for 
vegetable growers. As each unit cost more than planned, the number of beneficiaries was 
reduced from the initial target of 250 to 75 only. Such activity, though very much needed 
for irrigation efficiency, was also not found feasible under this project. The lack of electricity 
eroded the effectiveness of the micro-irrigation unit as well. Monitoring whether villagers 
who did not receive the drip irrigation unit benefitted from the scheme was also required, 
but such monitoring was not implemented systematically. The funds could have been 
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best used for rehabilitation of irrigation channels (watercourses) in the target area. The 
evaluation team could not visit any such schemes due to security concerns and the long 
distances involved.

3.5 How effective was the project in improving crop productivity?

Box 5: Improving crop productivity

•	Most individual activities in crop production improvement were effective. In terms of coverage, 
wheat/maize/fodder seeds distribution was the most effective. It was also almost egalitarian, 
because a one-acre package was distributed to all beneficiaries. 

•	Direct provision of seeds in three seasons was enough for recovery. Farmers became able to 
prepare seeds themselves after that.

•	Value chain analysis were conducted in the later stage so that its findings were not well reflected 
in the current project.

•	Activities such as the establishment of vegetable production units, fruit plants nurseries, fruit 
orchards and distribution of seeds silos were not very strategic for a recovery project and not 
reaching to a broad range of beneficiaries.

65 To improve crop productivity, activities such as distribution of seed packages, establishment of 
vegetable production units, instalment of micro-irrigation units, establishment of fruit plants 
nurseries, rehabilitation of fruit orchards, distribution of seeds silos and a value chain study 
were implemented under this project. Most of them appeared effective. It is difficult, however, 
to compare their relative effectiveness because each deals with different targets and different 
crops, therefore evaluated in terms of coverage. The evaluation team is of the view that the 
distribution of seeds of wheat, maize and fodder was the most effective, demonstrated by 
the large number of beneficiaries (11 100 for wheat, 31 292 for maize and 7 800 for fodder). 

66  According to the post-harvest survey, the project wheat seed brought an increase of 
70 percent in yield-per-acre in Rabi 2016-17. This was a significant achievement, contributing 
to the improved food security of beneficiaries. The average effect of maize seed on yield-
per-acre was less significant than that of wheat, due to reasons such as wild boar attacks, 
non-adoption of line-sowing and delay in sowing. Nevertheless, in Kharif 2017, some 
beneficiary farmers achieved a substantial improvement in maize yield including larger 
plants used as fodder, as shown in the picture below.

Figure 5: A maize plant grown out of the seed distributed by the project in Khyber Agency



Recovery and Development of the Agricultural Economy in the Federally Administered Tribal Areas (FATA)

17

67  Although it is likely that a positive change occurred in terms of farm income and food 
security, the information on changes in farm income or the number of months in which 
staple consumption is met from own production was not provided in a quantitative way 
in the post-harvest survey. Therefore, the evaluation team cannot obtain quantitative 
evidence for it.

68  The evaluation team is of the view that the seed distribution was highly egalitarian as well, 
because the seed package was designed for the one-acre size farm and all beneficiaries 
received only one package regardless of their farm size. Although we found no case of 
a beneficiary individual who received more than one seed package (this is because 
Computerized National Identity Card (CNIC) information was utilized to avoid duplicated 
distribution to the same individual), the evaluation team heard of several cases of a 
beneficiary household that received more than one seed package, as there were multiple 
individuals in a household. This marginally eroded the egalitarian aspect of the seed 
distribution activities.

69 Under this project, seeds were distributed in three to four seasons (from Rabi 2015-16 
to Kharif 2017). The evaluation team is of the view that direct provision of seeds in three 
seasons was sufficient for recovery. This is because farmers became able to prepare seeds 
themselves after that. 

70  However, not all farmers fully understand the importance of preparation of quality seeds. 
The evaluation team observed in the field that some farmers did not store maize seeds 
from the previous year and maize seed distribution in Kharif 2017 was delayed. As a result, 
farmers planted maize seed late in Kharif 2017, leading to low crop stands and lower yields. 
They could have stored the seeds of Kharif 2016 production. There was room for improving 
farmers’ knowledge in farming and seed storage practices to deal with such cases more 
efficiently. 

71 Although the FATA economy is highly dependent on agriculture, the lower land-labour 
ratio in FATA than other parts of Pakistan such as Punjab implies that FATA does not have 
comparative advantage in producing staple grains for the market. Pursuing high value 
added agriculture such as horticulture and livestock is thus required as the source of cash 
earnings. Hilly environment with cool climate in some parts of FATA also provides natural 
advantage in producing such high-value produces. Furthermore, development of such 
value chains also contributes to employment generation in processing and marketing for 
landless and livestock-less households. Nevertheless, value chains of high value agricultural 
produces have not yet been fully established in FATA. For these reasons, the value chain 
development has a high potential in improving rural livelihoods in FATA.

72 A study was conducted on the value chains of agricultural products in FATA and its report 
was prepared in May 2017. For priority value chain development, sectors of onion, potato, 
livestock and tomato were shortlisted for Khyber Agency and apple, potato, livestock and 
tomato were shortlisted for Kurram Agency. As the report was completed only in the late 
stage of the project, its implementation did not take place with the intention to roll out 
the implementation in a second phase. Full utilization of the knowledge learned from this 
study is called for in the subsequent interventions. Development of such value chains will 
contribute to the higher value added from agricultural production and to employment 
generation in processing and marketing for landless and livestock-less households.

73 Activities such as vegetable production units, micro-irrigation units, fruit plants nurseries, 
fruit orchards and distribution of seeds silos benefited a limited number of households 
and served the purpose of exposing farmers to agricultural technologies and show case 
the potential value. The evaluation team’s concern regarding the micro-irrigation schemes 
has been already discussed above. These activities, while beneficial, did not reach a broad 
range of beneficiaries in the direct way. During the project period, however, monitoring 
was not systematically conducted regarding whether non-beneficiary villagers learned 
from these beneficiaries and such spill-over in learning occurred intensively. 
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4. Gender analysis 

Box 6: Gender

•	Despite the most difficult environment, the project did reasonably well in reflecting gender 
equality considerations. Women Open Schools, small ruminant packages and poultry packages 
were designed appropriately and benefited women and their household members.

•	Anecdotal evidence suggests the project improved women’s access to productive resources, 
goods, services and economic opportunities.

74 The FATA society is under a social norm of male dominance in almost every sphere of 
economic and political life, which makes gender equality promotion a highly difficult task 
in general. In spite of this difficult environment, the project did reasonably well in reflecting 
gender equality considerations through activities such as Women Open Schools, small 
ruminant packages and poultry packages. In response to the social norm in the project 
area, there were female community mobilizers and experts hired by the project to take care 
of women’s needs.

75  The contents of these activities reflected the needs of women. It was confirmed as well 
that all of the actual participants in WOS and beneficiaries of livestock distribution were 
women. Under the WOS schemes, 2  000 women were trained, 3  000 women received 
poultry and 800 women benefitted from the small ruminant packages. Among women 
beneficiaries, female headed households (especially widows) were given priority in the 
selection for livestock distribution. 

76 Through these activities, the project improved women’s access to productive resources, 
goods, services and economic opportunities. These are the direct outcome of the project. 
On the other hand, it is difficult to judge whether the project was successful in enhancing 
women’s role in decision-making. Indirectly, higher productivity in these women’s activities 
could have contributed to a higher role of women in other decision-making spheres (e.g., in 
household decisions). We do not have evidence on the indirect effect. 

77  The evaluation team observed an anecdotal evidence of a positive change in gender 
relations and women empowerment induced by the project. An initiative of establishing 
WOS and Women Farmers Business School was started in Kurram Agency, providing them 
layer poultry birds and developing skills in poultry management, basic accounting, packing 
and packaging of poultry products. Local women were organized and equipped with 
poultry birds, packing/packaging tools and establishment of egg collection points. The 
field office staff in Central Kurram informed the evaluation team that WOS were linked with 
the Pakistan Army and Frontier Constabulary bases in the area for collective marketing of 
eggs and to collectively sell the surplus eggs produce to the Army. Capitalization on such 
productive initiative can further boost the income of the most vulnerable females and can 
improve the nutritional status of malnourished women and children.
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5. Conclusions and recommendations

5.1 Conclusions

Conclusion 1. The recovery work in FATA is time critical and overall the project responded to 
such needs well. Direct implementation by FAO was efficient and effective in the context of 
this project, reinforcing ownership and trust. The project design was overly-ambitious, with 
unnecessary and expensive activities that have limited value or scalability.

78 FAO direct implementation has increased efficiency and effectiveness of the project. It has 
also helped institutional strengthening and capacity development of line departments as 
the line departments were regularly involved throughout project implementation through 
Letters of Agreement. This has improved the project’s long-term sustainability.

79 Several activities focusing on urgent needs were especially effective, such as support in land 
rehabilitation, seed packages, animals deworming and vaccination. They were also much 
appreciated by the community. The recovery support needs to be linked with the recovery 
and then development support. The project areas need further support in this direction.

Conclusion 2. FAO’s rehabilitation of irrigation increased land productivity but required 
further support on planning and integration with the overall irrigation schemes. 

80 Under the FATA environment, irrigation is the most critical in improving crop productivity. 
The irrigation rehabilitation provided under this project, although not fully covered as these 
were left incomplete, was effective in increasing land productivity to some extent. The 
limited fund was distributed among the target number of schemes, resulting in insufficient 
fund to complete each scheme. As the base for quick recovery of the FATA agricultural 
economy, irrigation investment had the highest priority.

Conclusion 3. FAO contributed to income generation through livestock activities such as 
deworming, vaccination and fodder seed distribution. FAO support for fish production 
activities was promising if further supported.

81 Through deworming, vaccination and fodder seed distribution, the current project 
improved productivity of livestock production, thereby contributing to the improvement 
of livelihoods. As livestock assets are more equally distributed than land assets before the 
project, benefits of these livestock activities reached a broad section of villagers, including 
the poorest. 

82 Rehabilitation of fish ponds in Khyber and Kurram and establishment of fish hatchery in 
Khyber were conducted in the project. They showed a promising sign of future productivity 
increase in fish production. For fish farmers to expand and upscale fishing, linkages for 
marketing of fish and the availability of fingerlings at local level were important. The non-
existence of carp fish hatchery in Central Kurram hindered further development.

5.2 Recommendations

Recommendation 1. To FAO and JICA. A follow-up project is desirable and necessary. Replication 
in other denotified9 areas is required, with a more focused composition of activities.

83 The evaluation team didn’t find any development agency supporting the recovery of 
agriculture in FATA. Moreover, FAO is the only UN agency to directly deliver its projects in 
FATA (project team staff work directly with the beneficiaries).

9 Areas cleared by the Army and re-opened to the returnees.



Recovery and Development of the Agricultural Economy in the Federally Administered Tribal Areas (FATA)

20

84 In considering FAO’s work in FATA, time is the most critical factor. Continuing support with 
a shift to development without delay is crucial. The evaluation team thus recommend a 
follow-up project. In designing the follow-up project, a longer project period (three years 
or more) is worth consideration. 

85 One of the pillars in the follow-up project is replication in other denotified areas such as 
Upper Bara and Tirah. However, replication should not include all activities implemented 
in the current project. A focus should be on land reclamation and irrigation rehabilitation, 
basic crop seed packages, small ruminant/poultry packages, livestock vaccination/
deworming, aquaculture and FFS/WOS. In designing the follow-up project, flexible budget 
and manpower for future denotified areas are worth consideration.

Recommendation 2. To FAO. In Lower Bara and Central Kurram, the effort needs to be on 
building blocks, shifting from recovery to development. The value chain development needs 
to be taken up in the follow-up project.

86 The other pillar in the follow-up project is on building blocks, shifting from recovery to 
development. Irrigation improvement needs to be further supported, such as rehabilitation 
of irrigation watercourses in Lower Bara and rehabilitation of headworks in Central Kurram. 
In FFS/WOS/FBS, further improvement in coverage and contents of learning is required. 
Carp fish hatchery in Central Kurram in the public sector could reduce the cost of seedlings 
for fish farmers. Livestock improvement needs to be supported further, through artificial 
insemination using conventional semen, vaccination, deworming, introduction of mott 
grass as fodder in Lower Bara, etc. Job creation for landless and livestock-less households 
through value chain development needs to be promoted.

87 The implementation of the value chain study report in May 2017, which was prepared 
under this project, did not take place during the project period. Full utilization of the 
knowledge learned from this study is called for in the follow-up project and will contribute 
to the higher value added from agricultural production and employment generation.

Recommendation 3. To FAO. Capacity development and institutional strengthening of green 
sector line departments shall be the focus and the actions recommended under the INRM 
plans need to be accommodated in the follow-up project.

88 In implementing these activities in the follow-up project, capacity development and 
institutional strengthening must be focused. All of green-sector line departments need to 
be involved and linkages between communities, markets, Farm Services Centres and the 
line departments need to be strengthened.

89 The evaluation team proposes that the follow-up project shall implement part of the 
INRM plans particularly focusing on soil conservation activities such as check dams, 
bioengineering measures, rainwater harvesting and some agro/forestry plantation. These 
activities will help minimize flash floods and droughts, the frequency of which has increased 
due to climate change all over Pakistan, including the already fragile mountainous region 
of KP/FATA.
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6. Appendices

Appendix 1. List of activities and their achievements

Type of activity: Khyber Agency Kurram Agency Total

# of 
caseloads

# of 
beneficiaries

Of which: # of 
caseloads

# of 
beneficiaries

Of which: # of 
caseloads

# of 
beneficiariesMales Females Males Females

Rabi wheat  
2015-16

4 500 4 500 4 287 213 1 800 1 800 1 800 0 6 300 6 300

Rabi Oat 2015-16 700 700 349 351 300 300 274 26 1 000 1 000

Rabi wheat  
2016-17

0 0 0 0 4 800 4 800 4 768 32 4 800 4 800

Rabi Oat 2016-17 0 0 0 0 4 800 4 800 4 731 69 4 800 4 800

Kharif Mazie 2016 2 792 2 792 2 565 227 1 500 1 500 1 462 38 4 292 4 292

Kharif 2017 9 000 9 000 8 000 1 000 18 000 18 000 17 529 471 27 000 27 000

Kharif Sorghum 
2016

2 500 2 500 2 234 266 500 500 500 0 3 000 3 000

Poultry 2 000 2 000 0 2 000 1 000 1 000 415 585 3 000 3 000

Small ruminants 500 500 0 500 300 300 110 190 800 800

Micro-irrigation 
units

40 40 40 0 35 35 35 0 75 75

Vegetable 
production unit

100 100 98 2 100 100 100 0 200 200

Water Harvesting 
Structures

17 425 425 0 33 825 825 0 50 1 250

Irrigation 
Channels

30 750 750 0 20 500 500 0 50 1 250

Fruit Orchards 196 196 196 0 203 203 203 0 399 399

Fruit Nurseries 2 2 2 0 2 2 2 0 4 4

Agro Forestry 
Nurseries

1 1 1 0 3 3 3 0 4 4

Fish Farms 5 5 5 0 5 5 5 0 10 10

Fish hatchery 1 1 1 0 0 0 0 0 1 1

Animals 
vaccination and 
Deworming

4 200 4 200 4 200 0 1 800 1 800 1 800 0 6 000 6 000

WOS 30 750 0 750 50 1 250 0 1250 80 2 000

FFS 50 1 250 1 250 0 80 2 000 2 000 0 130 3 250

FBS 20 400 200 200 30 600 400 200 50 1 000

Seeds silos 825 825 607 218 375 375 375 0 1 200 1 200

Land reclamation 558 1 378 1 378 0 713 1 761 1 761 0 1 271 3 139

Soil Conservation 
Structures

50 50 50 0 73 73 73 0 123 123

Pasture 
Development

0 0 0 0 200 200 200 0 200 200

Chopping 
Machines

70 70 70 0 30 30 30 0 100 100

Restoration of 
Prod. Rang and 
forest

0 0 0 0 400 988 988 0 400 988

Mineral 
Supplement

0 0 0 0 0 0 0 0 0 0

Veterinary supply 
Kits

8 8 8 0 7 7 7 0 15 15

Milk Collection 
kits

700 700 700 0 300 300 300 0 1 000 1 000

Total 28 895 33 143 27 416 5 727 37 459 44 057 41 196 2 861 66 354 77 200
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Appendix 2. List of people interviewed 

Name Position Institution/Organization Location
Ms Mina Dowlatchahi FAO Representative FAO Islamabad
Mr Francisco Gamarro Deputy FAO Representative FAO Islamabad
Mr Muhammad Banaras 
Khan

Programme Officer 
Resilience

FAO Islamabad

Mr Yasuhiro Tojo Chief Representative JICA Islamabad
Ms Michino Yamaguchi Senior Representative 

(Operations)
JICA Islamabad

Mr Roberto Shinji 
Nagasawa

Representative JICA Islamabad

Mr Ken Okumura Representative JICA Islamabad
Mr Sanaullah Khan NRM Consultant, RRU FAO Peshawar
Mr Malik Bilal Program Officer, FATA FAO Peshawar
Mr/Dr Munir Khan (Agronomist for the 

project)
FAO Peshawar

Mr Rahmatullah Irrigation Engineer for the 
project

FAO Peshawar

Mr Gul Muhammad Project Officer, Khyber 
Agency

FAO Peshawar

Mr/Dr Muhammad Islam (Livestock specialist for the 
project)

FAO Peshawar

Mr Aftab Khan Project Monitoring and 
Evaluation Assistant

FAO Peshawar

Ms Zakia Minhas FFS Facilitator Khyber 
Agency

FAO Peshawar

Mr Muhammad Tariq 
Khan

Water management Officer Irrigation Department, FATA 
Secretariat

Peshawar

Mr Shamsur-Rehman Agriculture Officer Agrlculture Department, FATA 
Secretariat

Peshawar

Mr Abudul Basir Conservator Forest Forest Department, FATA 
Secretariat

Peshawar

Mr Hayat Ali DFO Bajaur Agency Planning & Development, FATA 
Secretariat

Peshawar

Mr/Dr Ziauddin Deputy Director Livestock Livestock Department, FATA 
Secretariat

Peshawar

Mr/Dr Aftab Khan Assistant Director Livestock Livestock Department, FATA 
Secretariat

Peshawar

Mr/Dr Himayatullah Khan Director/Professor Institute of Development 
Studies, University of Agriculture 
Peshawar

Peshawar

Mr/Dr Inayatullah Jan Professor Institute of Development 
Studies, University of Agriculture 
Peshawar

Peshawar

Mr/Dr Humayun Khan Retired professor Institute of Development 
Studies, University of Agriculture 
Peshawar

Peshawar

Mr/Dr Hidayat Ullah Khan Assistant Professor/ Public 
Information Officer

Kohat University of Science & 
Technology 

Peshawar

Mr Fazal-e-Ilahi Assistant Director Livestock Livestock Department Kurram 
Agency

Parachinar

Mr Ziauddin SDO, Irrigation Irrigation Department Kurram 
Agency

Parachinar

Mr Noor-d-Ali Assistant Director Fisheries Fisheries Department Kurram 
Agency 

Parachinar

Ms Fathma Social Mobiliser FAO Field Office Kurram Agency Lower Kurram
Ms Nosheen FFS Facilitator Female FAO Field Office Kurram Agency Lower Kurram
Mr Jahanzeb FFS Facilitator FAO Field Office Kurram Agency Lower Kurram
Mr Ajmal Khan Supervisor Warehouse FAO Field Office Kurram Agency Lower Kurram
Two CBOs with about 20 participants each plus six individual beneficiaries - Khyber Agency 
Two CBOs with about 15 participants each plus eight individual beneficiaries - Kurram Agency
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Appendix 3. Documents consulted 
(In the ABC order. Documents prepared by FAO Pakistan, unless otherwise noted)

Agriculture Action Plan, FATA Sustainable Return and Rehabilitation Strategy, Recovery of 
Livelihoods and Sector Rehabilitation FATA, Nov. 2015.

Agriculture Based Livelihoods Assessment of Returnee Households in Bara Tehsil Khyber Agency, 
RRU FATA Secretariat in Collaboration with FAO Pakistan, October 2015.

Agricultural Value Chains in Khyber, Kurram, North Waziristan and South Waziristan Agencies of 
FATA, by FINCON Consultants, May 2017.

Biannual Progress Report 4 (January - June 2017), Project Title: Project for Assistance to the 
Recovery and Development of the Agricultural Economy in Federally Administered Tribal Areas, 
draft. OSRO/PAK/502/JPN.

Biannual Progress Report 3 (June - December 2016) Project Title: Project for Assistance to the 
Recovery and Development of the Agricultural Economy in Federally Administered Tribal Areas. 
OSRO/PAK/502/JPN.

Biannual Progress Report -2 (Jan - June 2016) Project Title: Project for Assistance to the Recovery 
and Development of the Agricultural Economy in Federally Administered Tribal Areas. OSRO/
PAK/502/JPN.

Detailed Food Security Assessment – KP/FATA, Food Cluster Pakistan, 2014.

FAO Evaluation to FAO’s contribution to the Islamic Republic of Pakistan, 2012-2017, Office of 
Evaluation FAO, Rome June 2017. 

FAO Methodology: Guide for Beneficiary Results Assessment of Agricultural Emergency 
Interventions, by Matthias Mollet & Thomas Braunschweig, FAO Rome, 2008.

FATA Sustainable Return and Rehabilitation Strategy, FATA Secretariat, Peshawar, March 2015. 

Integrated Natural Resource Management Plan of Dogar Massozai Sub-Watershed Central 
Kurram, Kurram Agency, FATA, by Shabir Hussain, FAO-FATA Secretariat Peshawar, July 2017. 

One Pager (OSRO/PAK/502/JPN) Closing Ceremony, FAO August 2017.

Perspective of Integrated Natural Resource Management in FATA, by Syed Iqmail Hussain Shah, 
March 2017.

Post Distribution Survey Report, Rabi 2015-16, Early Recovery Program, FATA, Pakistan, February 
2016. OSRO/PAK/502/JPN.

Post-Harvest Survey Report Rabi 2015-16, Early Recovery Program, FATA, Pakistan, August 2016. 
OSRO/PAK/502/JPN.

Post-Harvest Survey Report Kharif 2016, Early Recovery Program, FATA, Pakistan, November 2016. 
OSRO/PAK/502/JPN.

Presentation of FAO (OSRO/PAK/502/JPN) Closing Ceremony, FAO August 2017.

Progress Report: Women Farmer Trainings on Kitchen Gardening, Poultry and Livestock 
Management, Bara, Khyber Agency. OSRO/PAK/502/JPN.

Project Document (Project Title: Project for Assistance to the Recovery and Development of the 
Agricultural Economy in Federally Administered Tribal Areas), OSRO/PAK/502/JPN.

Prosperity through Sustainable Agricluture  : Country Programming Framework within a 
‘’Delivering as One UN’’ Context. Islamic Republic of Pakistan and UN FAO.

Report on Kharif Package Distribution 2017 among Women Farmer of Bara Khyber Agency.

Returning Home: Livelihoods and Food Security of FATA Returnees Food Security Cluster, August 
2015. 

Shawal Valley: Potential and Prospects for Economic Development --- Integrated Natural Resource 
Management in Shawal, Rehabilitation & Reconstruction Unit, FATA Secretariat, June 2016.

Women Farmer Trainings on Kitchen Gardening, Poultry and Livestock Management, Kurram 
Agency, January 2017. OSRO/PAK/502/JPN.
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7. List of Annexes

Annex available at http://www.fao.org/evaluation/en/

Annex 1. Terms of Reference for the final evaluation of the Project for Assistance to the Recovery 
and Development of the Agricultural Economy in the Federally Administered Tribal Areas (FATA) 
of Pakistan (OSRO/PAK/502/JPN)
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