








% The most significant impact of this delay is on the writing of the BCS document
(Component #1). No work has yet been done of the first draft BCS which was supposed
to have been completed by December 1998. Although much delayed and still not
completed, the Sector Sub-strategies are of reasonable quality and will provide a good

base of information even beyond the BCS project. Sectoral interest groups have proved
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* Amongst the other components, Environmental Training (Component #4) has been very
active; nvironmental Communication (Component #2), Environmental Education
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DCC District Conservation Committee [
EMT External Monitoring Team
FAO Food and Agriculture Organization (UN)
GoB Government of Balochistan
IUCN-P World Conservation Union-Pakistan Office
JUCN-B IUCN-Balochistan Programme 7 :
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NCS National Conservation Strategy
NGO Nongovernmental Organization
NWFP North West Frontier Province







In keeping with the Mission focus, the EMT spent much of its time in individual meetings
with members of the BCS Steering Committee and authors of various Sector Sub-strategies.
The EMT also held individual meetings with all members of the BCS Professional Team.
Since the BCS Technical Advisor had to proceed on leave in time for Christmas, the EMT
held lengthy discussions with him on December 20 and 22 and he was also present during
team deliberations on December 21. Finally, the EMT facilitated a half-day Self-Assessment
Workshop for the BCS Team in Quetta on December 25 to conduct different brainstorming
exercises on issues related to the BCS review process (see Annex V). The EMT is thankful to
the BCS Team to have agreed to hold this Workshop on a designated holiday. The BCS
team was given a debriefing on the Mission's tentative findings on December 29, 1998. A

full |t|nerary of the mlssmn lS prowded |n Annex I while Annex II lists the individuals :
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This introductory chapter is followed by a review of the proqress of the project in each of its






The Plan of Operation (POQ) defines the immediate goal of this three year project as the
development of the Balochistan Conservation Strategy through a process that builds on the

following three principles:
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"The key concern relates to the completion of the Sector Sub-strategies. In meeting
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-end-August. If, in fact, this is not so it would become a major cause of worry and
potential delay in the overall project.”

Unfortunately, this fear has now become reality. The EMT estimates that the project is now
more than three months behind its 1998 Workplan as evidenced by the delays experienced

in the delivery of such substantive products as the Sector Sub-strategies, the Conceptual
Framework and Table of Contents, the Synthesis of Learning from District Consultations.

This section will review the progress made towards implementing the BCS project. This will
be done through a component wise discussion of activities undertaken during the period
under review (August-December, 1998). Instead of simply listing each activity undertaken
we will comment upon the key areas of progress in each project component, highlight the
main achievements, and discuss issues not captured in the Progress Reports. Some
recommendations, are specific to individual components, are also discussed here.

2.2.1 BCS Document

i:ﬁiy SIE’ éﬂdﬂl et ind"omnnnant #1 wiae ti iirr‘ggi Bre ﬂnw-igi "EE %: = '
} \ =




TaBLE 2.2: Current Status of Sector Sub-Strategies

Sector
Sub-strateg
CULTURE AND TOURISM
AGRICULTURE
LIVESTOCK
INDUSTRY
URBAN ENVIRONMENT
MINING
MINERALS
WILOLIFE
FORESTRY

RANGELANDS

None received
24 November 98
24 November S8

16 October 98

2 December 98
15 December 98
16 December 98

9 November 98

5 November 98
25 November S8
2 November 98
not known

4 November 98
8 December 98

P By Y.y

Interest Group

Review Dates

11 December 98
5 December 98
28 November 98

12 December 98

4 December 98

17 November 93
4 December 98

13 November 98

19 November 98

P Y Py wpuyy Y- 3

Current
Status

Author's notes only

First Draft
First Draft
First Draft
First Draft
First Draft
First Draft

(First Drafg,"

Second Draft
Second Draft

Second Draft

~ o d N £x

NONGOVERNMENTAL

3 Octoher 98

~ are

23 October 98

Second Draft

ENVIRONMENTAL 15 August 98 25 August 98 . Second Draft
COMMUNICATION AND 26 November 98 15 & 17 September 98 .
EDUCATION
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Also unclear is the fate of the discussion papers on cross-cutting themes. The paper on
Governance is much-delayed and is now expected by January 15, 1999. If it is not delivered
by then, the Head of IUCN-B will undertake completing it by mid-February. The notes of the
internal meeting on status of Sub-strategies (dated December 1, 1998) lists papers on
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which the BCS Technical Advisor has identified as important cross-cutting areas include
Gender in Development, Legislation, and Tribes. At this point it seems that formal papers.
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to be adequately covered. An event held under the BCS banner to celebrate IUCN's 50th
Anniversary got good media coverage, -as did other BCS events and workshops.

A short informative brochure and poster was published by the BCS under the title Chot/
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In addition to the above, a number of people from partner institutions were sponsored to
various relevant training courses in other organizations. Six participants (from P&DD, BEPA

and the Departments of Industry, Agriculture, Livestock, and Forests) were sponsored to
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According to the Head of IUCN-B. the following factors cantributed to this delav:

% The major cause of the delay was that the Sector Sub-strategy authors
consumed much more of the BCS Team's time than had been anticipated.
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workplanning. The project has consistently burdened itself with faulty planning
assumptions and projections that are unworthy of an arganization with such wide
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The EMT found the 1998 Workplan to be "ambitious" despite the fact that the BCS Team
and managers at IUCN-P had unanimously expressed full and strong confidence that all
targets--particularly the target for the first draft BCS--would be achieved on time.
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highly ambitious. It should be remembered that in the entire duration of the project the
only substantive strategy-related written document to have emerged from the BCS
Team itself is the draft Conceptual Framework and that was only completed in
'December 1998,

Much of the heavy workioad came around November 1998. 1t is sad that time prior to 1
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The table reinforces the principal finding of the previous chapter that after having picked up

momentum until around August, the project is now behind by over three months; especially

on its key output--the BCS document. Another element that requires careful attention of the
BCS Team is the continuing pattern of infrequent Steering Committee Meetings."!

3.2 Product | - |

The key issues related to Product relate to Sector Sub-Strategies and the BCS document.

3.2.1 Sector Sub-Strategies

During the second EMT Mission we were not allowed to review any of the written material
on the Sub-strategies. However, we were assured that the team had seen initial notes and
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«» Second, we are happy to note that a number of them have served the purpose of
capacity building of local expertise. In fact, the oft-repeated view about the lack of
expertise and a "writing culture” in Balochistan has been pleasantly proven wrong.
In our estimation, in many cases the substantive quality and relevance of the papers
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« Third, and most importantly, the papers are very much 'sector background papers’
rather than 'sector sub-strategies' and the BCS should consider re-classifying them as
such. This is not a criticism of their quality but an observation on their content.
They are, in fact, useful resources of information with little strategic policy advice in
them. Such a reclassification is warranted because of the following reasons: a) the
technical advisor mentions that the weakest part of all papers is their strategy

- recommendations and discussion on future policy options; b) ali authors we have
spoken to view their own work as focussing on sectoral information rather than
strategizing in the context of BCS and its mandate of integrated planning; ¢) from
the people we have spoken to, the review process has also been fargely {though not
entirely) sectoral. In addition to the above, there are at least two important

arguments for re-labeling them immediately: a) the earlier idea that some of these
will themselves become chanters in the RCS hag nnw hesn drannad and hY it waslAd
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Groups (since they are too sectoral) and structured around the BCS themes. There are at
least three compelling reasons to do so. First, workshops on Sub-strategy Implementation
will distract attention from 'BCS' implementation. Second, they will reinforce a sectoral focus
which is the antithesis of the BCS philosophy. Third, and importantly, the Sub-strategies in
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comments received have all been principally sectoral-focussed. It is now all the more
important, therefore, to hold a joint meeting of all authors and other selected experts to
explore these linkages. The BCS Team informs us that such a meeting will be held
immediately after Eid. A mechanism for getting feedback from government agenqes and
the Steering Committee also needs to be formalized.

b

«+  First, consultative processes can sometimes lead to the toning down of
substance because of the desire to keep everyone happy. In at least some cases
this has contributed to the "lowest common denominator effect" in the Sub-
strategy review process. In an effort to incorporate everyone's interests,
controversial issues are dropped and the focus and priority is lost. While
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3.4.2 Need for Better Project Management

The EMT is extremely concerned about the chronic and continuous trend of ad hoc project
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totally unrealistic, the 1998 warkplan was considered ambitious by the EMT and has proved
to be so in the last four months. The EMT also considers the 1999 Workplan to be highly
ambitious. Specific comments on the 1999 workplan are presented in the next section.

Symptom as well as contributor to the management problems is the fact that despite
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ALR present at all meetings.
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ALR present at meeting. _
1100 - 1230 Meeting with Mr. Igba! A. Kidwai, author of Governance Paper and former
Project Director BCS. ,
Bl December 28, 1998 Monday = ) _ Quetta
1100 - 1300 Monitoring mission debriefing by EMT (ALR, FDT, NG, HS and Mr. Mohammad
Rafig from IUCN-P also present). '
1300 - 1330 Sharing of experience from the Sarhad Provincial Conservation Strategy by

v fmhnnesand Pofin FAID ENT M2 and HE ales nracanth

N |

1430.- 1515 . Meeting with co-author of Water Sector Sub-strategy Mr. Jalai-ud-Din
Qureshi, {ALR also present). '

January 6, 1999 . Wednesday

Istamabad

© 1500 - 1600 " De-briefing for Mr. Wim Van der Kevig, and Mr. Ron Havinga Developmem
Section, Royal Netherlands Embassy. '
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ANNEX IT:
Individuals Interviewed During
- r‘-.i‘—':""‘p‘ji—" L L L

Members of BCS Steering Committee
Maj. (Retd.).Na'dir Ali ACS(Dev.), P & D Dept,, GoB-{Chairman)
Mr. Zafar Iqgbal Qadir Secretary, Agriculture Dept., GoB
Mr. Mohammad Ayub Baloch _ Secretary, EInformation and Culture Dept., GoB
Prof. Syed Javed Igbal _ Chief Executive, BRSP
S5 = Y — rpamhe

Mr. Kamal Hasan Siddiqui BCCR&I representative

Commissioned Authors

Dr. Fagir Mohammad . Livestock and Rangelands
Mr. M. Ayub Baloch and Dr. Fazal Dad Kakar Cultural Heritage and Tourism
v ‘Ir Arif Macand Aneari Mr Mrichiar Ahmad L{él'“"-ir'n‘[t'ju-n
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ANNEX IIX:
Drcairments Reviewed

Proiect Plannina and Review Documents

EZI Proposed BCS Workplan for 1999,

IZI Agenda and supporting documents for BCS Steering Committee Meeting to be held on
December 30, 1998. .

[Z] Notes on internal review on the status of Sector Sub-strategies and progress on BCS Document
{December 1998).

E Draft Conceptual Framework and Table of Contents for the BCS document (December 1998).
[ZI Reports 01.1 individual District QQnsuItations (December 1998},

[ZI Sector Sub-strategies Review Strategy (undéted).

(] List of BCS events held during August-December, 1998,

« Documents related to the Sector-Sub-strategy Process

[Zi Draft sub-strategies:

» Culture and tourism (author's notes)
Industry (first draft)

Minerals {first draft)

Mining (first draft)

Urban Environment (first draft)
Agriculture (first draft)

Livestock (first draft)

Wildlife (first draft)

Forestry (second draft)

Rangelands (second draft)
Nongovernmental Organizations {second draft)
Coastal and Fisheries {second draft}
Water Resources (second draft)

My o & ¢ & ¢ & & & & & 8 @

E[Rgmnnﬁral Frivratinn and Communication (secanrd draft)
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Notes and minutes of some of the Interest Group Meetings (incomplete; not available for many
of the meetings). '







ANNEX TV:
A LogFrame-Based Analysis
of Work Plan Changes

The .matrices on the following pages are designed to present a LogFrame-based analysis of the
various target and activity changes in BCS Work Pians, over the duration of the project.

For ease of comparative evaluation, the matrices are based on the heads defined in the original °
| ngical Eramewnrk Apalvcis 1 FA) for the nroiert . These are neesenterlin the frst columa (titled




Cdmponent #1:
BCS Document

1.1 To recruit a Project Director
and estabiish the BCS Support
Unit. -

1.2 To establish contacts with
key Government line
N i = e .

By Feb. 97

By Mid On going activity

March 97

. .

ﬁ

=

projects, especially BNRMP.

1.3 To identify public priorities
for the BCS by organizing public
consultations at district and
provincial levels.

1.4 To organize sectoral,
thematic and inter-sectoral
workshaops around key natural

- [ o P

'From Feh. 3 meetings March-May, S8

97 onward. .

EromMarch  Changed to the development of |
97 onwards sectoral sub-strategies through |

consultation.

Interest groups invalved in BCS
review during April and May 99
and in stakeholder workshops in

tilv Arisn and Ca t_%q

1.5 To obtain additional

I T S S L LPRFI BT Sy

T om RS el .

From March  Ongoing activity

" Ongoing till June 1999 (listed as

3 1 ~p P Q)




Component #2:
Communications and Awareness

" Original LFA Defined Original  Work Plan, 1998 Work Plan, 1999

Activities - Target

2.1 To recruit 3 Communications By Jan. 97

Coordinator.

2,2 To assess the Batween Not mentioned

communications needs of the 3an to April

BCS and identify target a7

audiences. :

2.3 To prepare PR material and Between Brochure In simpler language Activity expanded to include

provide media coverage for the March to more focussed on BCS process; periodic inputs into IUCN-P

. BCS. Aug. 97 Inputs to IUCN publication publications; production of one-
) ‘ : : page information leaflets in

English, Urdu, Balochi, Pusho,
Brahvi and Sindhi {(Feb-Apr 99);
and the production and
publishing of BCS summaries in
Urdu, English and local
languages.

2.4 To establish a _April to Sep.  Communication Strategy de- Roundtable idea replaced by

Communications Roundtable 97 linked from Roundtable; Interest groups; Interest Group

and develop a BCS . Communication sub-strategy to  and Sub-strategy activity same

Communications Strateay. be drafted Feb. to Oct. 98 as in Component 1. ;
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~ Component #3:
Environmental Education

" 3.1 To recruit an Education By Dac. 96
Coordinator,

3.2 To assess the current status  Dec. 96 to Merged under 3.3 below
of format and informal Jan. 97

education, and the extent to

which environmental concerns

are reflected. .




Component #4:
Environmental Training

Originat LFA Defined Original . Work Plan, 1998 Work Plan, 1999

Activities

4.1 To develop environmental July to Sep. Approach changed from ’ One training_course on EIA or

W'J%H“&Hﬂ ‘T‘EJ_‘

including one on the ’ ) existing courses
application of EIA/IEE.
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Component #6.
Nongovernmental Organizations

Original Work Pla, 1958

Target

Original LFA Defined

Work Plan, 1999
Activities L

6.1 To recruit an NGO Jan, 1997

Coordinator.
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Component #7:
Environmental Legislation

Original LFA Defined Original Work Plan, 1998 Work Plan, 1999
Activities - Target ' : .
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BCS.
7.2 To establish links with other  Mar.- Sep. "Strengthening"” from April, 98
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(Self-Assessment Workshop)

: The EMT condurted a Self-Accacernent Warkchan an Naramhar A6 1ANQ fas bemee bostooo oo
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TaeLE A5.2: Indicators of Success for Sub-strategy Review Process
M

« People have started talk_ing about institutional issues «
» Moving from "departmental” to "sectoral™ thinking «
« Multi-sectoral thinking is beginning to develop «

+ A "vision" has begun to emerge

» BCS has developed a reputation as organisers of good consultations

Table A5.3 lists the BCS Team's views on the criteria that might be used to define a "good
consultative meeting” (whatever its purpose, but especially a review), Although this discussion was
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« Preparing executive summaries in advance of meetings »
+ Keep meetings short «
» Reducing humber of meetings »

» Ensuring that all sides of the argument are aired and discussed «

Mroet— o ansasba e der 2o D ——r gl .y N " .. Al

« Send written material appropriately in advance «
. + 'Qver-diversity' in participation can backfire «
» Where possible invitations to meetings can come from relevant government departments »
« Logistics can be improved even further »
« Use meetings to create a better understanding of the BCS philosophy
* People from outside Quetta can be involved more in the review process «

« Summaries / matrices highlighting key issues, trends, recommendations and cross-cutting themes
can be used to structure more productive discussions «
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ANNEX VI:.
Focussing on the BCS Document
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ANNEX VIX:
BCS Team -
Roles and Responsibilities
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The second relates to the addition of a new member to the BCS Team. Mr. Hamid Sarfraz joined
the BCS Team as a consultant as of December 8, 1998. Mr. Sarfraz brings with him a diverse set
of useful skills and experience. He is a lecturer at the University of Balochistan with a background in
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ANNEX VIII:
BCS Team's Use of Time

During individual interviews, each BCS Team member was asked to list the major heads of activity
W ropeaed their fipe durina jhe naried habaaen thesarond and third Fxternal Moniraring

by




The table necessarily presents a rough picture since the numbers are broad estimates and were

allocated by rapid recollection rather than systematic time accounting. Moreover, it should be
M . e m AL ks bmode LAra Aanaratard l—n therp: w t {as opoosed (o a standard
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ANNEX IX:
Monitoring Protocol for
Fourth EMT Mission

¢ Period of Monitoring for Fourth Mission

.
"

From January 1999 to date of fourth mission.

%s

!

*

.
.

»
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-
o

.
L

.
.

»

.
o

The BCS document. This will be the primary focus of the Fourth EMT Mission.

The review process adopted far the BCS document.

Future 'implementabiliy' of the BCS.

Role of Steering Committee, with a special emphasis on ownershap in the implementation phase.
Status of BCS Discussion Papers on cross-cutting themes and status of Sector Sub-strategies.
Level of understanding of BCS amongst key stakeholders, especially in government.

Design of Implementation Workshops and other future activities (if RNE approves extension).

f « Meetings

-
o

-
L

*,
L

*
o
*

-
L

+
o

I

A presentation on progress since last EMT mission and on the BCS document {from the BCS Team

on the first day in Quetta,

Detailed presentations by the BCS Team on the substance, structure and philosophy of the BCS
document.

Individuai meetings with BCS Team members.

Visit to IUCN-P, Karachi.

At least one full day of Team Meetlng with the BCS with an open agenda.

Individual meetings with members of the BCS Steering Committee, including the Chair.
Meetings with Chiefs of Section at Planning and Development Department, GoB.

Meetings with key stakenolders, including partners in government, NGOs and the private sector
“and selected participants in various consultative forums.,

Any other meetings that the BCS Team or Monitering Mission deems appropriate at the time.

) Douments to be reviewed &'Comunication between EMT and BCS
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