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FOREWORD

In May 1983, when he visited AKRSP offices in Gilgit, His Highness The Aga Khan inquired
about the possibility of publistring evaluations of AKRSP projects that could prove useful to
development agencies elsewhere in the world, We replied that such evaluations could be prepared

within three months. Surveys were conductd and data were tabulated within three months.
Then we realised that the evaluation o{ a handfol of small rural projects. though useful in itself,
would convev very little about the entire process of development that AKRSP is sponsoring, and

of which the productive physical infrastructure projects are onlv one part. Indeed, such evalua'
tion might well focus more attention on brick-and.mortar components of AKRSP than on its
emphasis on true and lastinq community participation. To accomplish the obiective of sharing

our exoeriences with the rest of the development community, we decided to undertake the
First Annual Review o+ all the activities of AKRSP. Ouite separately. individual pro,ect evalua-

tions will be built into case studies of th€ development ot individual villaqes. Finally, when
enough data have been gathered. the PPI programme as a whole can also be evaluated on its own
merits. We are thus responding to His Highness's query on three lronts, all of which are essential

to a deeper understanding of the sort ol community participation that AKRSP is promoting.

The comofetion ol lhe First Annual Bevlew marks the end o{ a year_long series ol internal
reviews that have resulted in a number of course-corrections during the year. As published,

the Beview cannot do iustice to the process of continuous evaluation and rethinking that has

gone into our lirst year. The lessons we learn every day in Gilgit are lar too numerous to be

recounted here. fhe Review, then, is not the sum of our experiences during our first year.

Rather. it is a reasoned discussion of the themes and programmes we have pursued so far- As
such, one is likely to find it neither too adventurous nor overly tame; neither euphoric, nor
depressing. Nor, for that matter. is the Aevrew designed to be absolutely realisric, for visr.lalisinq

about the future has its own rhetoric of imagination. We pre6ent outr visions with reasoning, and
without apology to the rcalists.

The First Annual Review covers lhe oeriod between December 1982 and December 1983.
However, the Chitral programme, started in June 1983, has been omitted from it; it will be

included in the next such effort. All AKRSP programmes are discussed inthe Review, though
there is a panicular emphasis on Social Organisation and community participation. The general

subiect of principles and implementation for small farmer development has been covered in lhe
leading article on that topic. This anicle was originally written by the General Manager and
Programme Economist for presentation at the annual conference of the Pakistan Society of
Development Economists on 17 20 March, 1984, lt is reprinted in the Review because it gives

the appropriate historical and theoretical perspective to the approach we are following at AKRSP.

A conaiderable effort has been put into the First Annual Review. Social Organisers worked
overtime to compile Villaqe Organisation records for equity capital, membership and attendance.
Engineers collected data from the lield on the physical progress and problems of PPI projects.

The Budget and Accounts Section went deeper and deeper into its ledgers to {ind {igures on PPI

disbursements and on group loans. Similarly, the Extension, Training and Supplies Section
completed yet another inventorv of all the fertiliser issue-slips of 1983. All these individuals
and Sections performed these tasks in addition to the performance o{ their already overwhelming
responsibilities. For this, they deserve the warm appreciation of all of us who are now looking
forward to reading this Revlew.

In the Monitoring, Evaluation and Research (MEB) S€ction, iraliha Hussein and Ahsan



Tayyab proved old hands at polishing oft their assignments in record time. Zahir Meghii, brought
to the MER Section through the counesy of Ag8 Khgn Foundation Canada, established himself
firmly d a competent analyst and writer. And Tariq Husain, once again, did more than his
unfair share of thinking and writing. The MER Section also managed to entice lvlutabiat Shah

and Hussain Wali Khan into contributing handsomelv to this Beview. Our erstwhile colleagues

Hasan l\4ehdi Naqvi and Feroz Shah slso d$erve a mention here, The diligent typing of this
considerable outpouring of thoughts and figures was shared by Abdur Rauf and Shah Makeen

amid lrequent bouts of gloom; its publication, presentation and get up were the responsibilities
of Ali Dad, Mohammad Sadiq, Shakoor Ali and Karim Jan. In fact, the,gevlew is the distillation
of the hard work put in by everyone in the AKRSP lrom the peons and drivers to office staff,
field furrtionaries and the lvanagement Group, and above all the villagers ol Gilgit district. The
General l\ranager, in accordance with the old Chinese s€Ving, "did nothing himself but left
nothing undone". fhe Firtt Annual neview had acquired a life of its own. We thank all rhose

who gave it this life. and hope that our readers will tind it as creative as did our writers.

Shoaib Sultan Khan
General Manager



CHAPTER ONE. LEADING ARTICLE

PRINCIPLES AND IMPLEMENTATTON FOR SMALL FABMER DEVELOPMENT

Sh@ib Sultan kh.n..d Tdriq H@inr

I. INTRODUCTION

This paper is about rural development when the traget group consists of small tarmers:

it is not aboul national planning for development, nor does it deal specitically with other seg-

ments of the rural population. The principles that are outlined in Section lll address the problems

of the small {armer. Likewise, the impiementation strategy presented in Section lV is best under-

stood as a planning exercise in which small farmers are the effective planners. In Section V,
there is a discussion of how small farmers could act in concert to manage their resources. Sections

lll-V, therefore, focus directly on the subjelt of this paper.

Once removed from rhe subject, but equally important to our argument. is an analysis oJ

the soecific Drcblems ofsmallholdersthat call forth the principles proposed here. Such an analysis

is contained in Section ll. At the other end of the paper. in Sections Vl and Vll, we address the

inevitable question of the replicability of the proposed strategy, and postulate a scenario under

which such a strategy could lead to a comprehensive and sell-sustaining d€ryelopment process in

the countryside.

Throuqho{rt this paper, an atternpt is made to present suggestions that have tangible policy

conrent. For this reason, experiences of sar'eral countries are cited, and examples are given from
oroiects in which one or both of the autho6 have panicipated. Examples from personal

experierre arc drawn from the Comilla Pilot Project. Daudzai Project, Mahaweli Gangq Develop_

ment Project in Sri Lanka and the Aga Khan Rural Support Programme (AKRSP) in Gilgit.
ln terms of theoretical justification, these examples can be appreciated with reference to both
develooment administration and economica theories. The theme that uniiies the examples and

lhe disciplines is quite simply, that village - level planning does not lend its€lf to a distant
planning process, and that villagers themselves can best identify and solve their own problems.

THE PROBLEI\4 AND A SOLUTION

1. The Problem Explained

Economists and policy makers once believed that econmic development of smallholder
farming systems was constrained by the other_wo dly and non_acquisitive preferences of farmers

in poor countries. The argument was said to hold quite generally; it has also been shown to be

invalid, quite generally. The small farmer's problem is not his optimisation behaviour: scores ot
books and articles since Schultz [26] have demonstrated that big and small farmers alike are,

indeed. economic maximizers at the same time as they might be political maximizers and other-

worldly as well.l/The point bears repetition, for it is fundamental to our rejection of those

ihe ruthoE..e ceneral Ms.rq€r.nd Prcgr.mm. Economi.t, dlp.ctivslv, oJ the Aga Khan Fural suppon Ptogdmms,

Gilqir. Much ot wh.t thev have wrnt.n he@ idn.te. o. i3 idpirod bv the work of Dr' akhter H6m@d Kh6n, to whom

rh€ autho6 ()@ a dep and lasting inreltedua! d€bt Th. .u6on 6r. ako p.rticularlY grtteful to Mr' ttobed shtu 6nd

rheir colleagu€s in Galsit, wirhout wh@ consbnr 3upport .nd dsdietion thit pop€r would have b6n silent on m6nv

pracrical a.p*b of rural dml@ment.

1 A @ent study in rhe riadition ot th6 sol Tar & oavid Hopp.r nudie! mentioned in $h€dule [26] is 17].ltws unde'

taken by Mo econodtc in the tndi.n vill.g.ot Palanpur.



strctegies of rural development that assume the exittence of a superior allocative mind only in

urban planning centres and universities.

Development administrators of the ilk o{ F. L, Brayne gnce held that the government oificer.
as the fount of knowledge and priest of enlightenment, was at once the necessary and sufficient
condition for rural rcconstruction. Brayne's view, of course, was that the rural dweller in colonial
lndia had onlv himsel{ to blame for his povertv and misery: ignorant, lazy and morally bankrupt,
the lndian villager, quite naturally, was not the stuff that development is made of. (21 Again,

we reject this ponrait of the small farmer, together with any proqrammes that predicate rural

develooment on the superior wisdom and ethics of urban administrators.

l.
In a trivial wavzthe problem of the small farmer can be said to be the small size of his

landholding. lvlore specifically, the small farmer is handicapped in exploitinq available oppoltunit-
ies because, by,himself, he cannot do so profitably. In other words. he is conltrained by the
scale of his operations in acquiring resources, as well as in marketing the outpuf(Having stated
the problem this way, one's attention is drawn immediatelY to quettions of economies o{ scale

and indivisibilities in inputs. These are addressed next.

Analyses which explain the slow or non-adoption ot modern agricultural technologies
bv srnall larmers often refer to the indivisibility of such technologies. As stated, the argurnent is

incomplete, for the variety of technical designs and sizes, as well ats the groMh of rental markets,
act as $bstitutes for economies of scale inherent in large holdings. Real indivisibility would
o@ur for tho6e inputs for which there are no rental markets, or for which the use of smaller
machines is not possible in a particular setting. There could be a number of reasons for observing
either of these phenomena temporadly or as permanent features. Caste differeflces preventing the
groMh of rental markets, government policy discouraging small machines, transactions costs
impeding banking operations in rural areas - these are some of the ways in which indivisibilities
in the use oI inputs might work to the detriment of lhe vnall farmer. Moreover, €ven if dif-
ferential rates of adoption ot new technology disappear over time. large farmers are often the
early adopters who eam rents early in the process and capitalise these rents into increases in
wealth{3). Small holdings, therefore, seem to handicap rapid improvments in technology and
incomes.

An example ot transactions costs pr€venting the groMh of institutional credit sources
comes lrom our recent experience in Gilgit. Under a directive from the Pakistan Banking Council,
Pakistani banks are required to provide up to Rs,6,000 in interest'free credit to eligible small
farmers as a production loan. In practice, not a single such loan had been given by most banks
in Gilgit in the three years prior to 1983. The reason is the small size of loan required by most
farmers - Rs. 100 to Rs. 200, for one or two bags of fertiliser. The banks tild it unprofitable
to service thousands of small farmers individually; and the farmers find that the expense of
travelling to Gilgit. staying there while the loan application is processed. and returning to repay
the loan is simply not worth the increased yield from {eniliser on a tiny, fragmentd holding.
(This heuristic analysis is also supponed by a number o{ rigourous studies as, for example, [23]
for Bolivian small'farm households.) The implication of this finding wolld not change even if

2. The senedl cla$ of b6ftviouEl modek ro whi.h F. L. Brayn.! coniribution b€long! hds bftn chronicled and convi.-
cinqly rej€ct.d in Edwrrd saids l2sl, in rh. contexr ol rhs Int.ll€ctual inrorpretaiion of rhe orionr by n/€srsrn

3. 5.6 the ruryey of adoptid of tshnolosy by Fed.i, Jqt lnd Silb€rh.n I101.



there existed non-institutional credit sources to lend to large numbers of small farmers. For
monev lenders, too, have to charge Jor specific transactions and risks of lending to smallholders,
though a local money-lender makes it possible for the small farmea to reduce his own cost o{
transeting the loan. The bas_c problem of economising on credit transactions still remains,
together with its implications for investment.

As another example of the effect of small landholdings on development work. consider a
two-mile link road that might connect village fields to an arterial road. lf all village fields belong-
ed to one owner, the owner would construct the road it his investment resulted in sutficiently
higher value'added for his produce. The same outcome, however, would not be guamnteed if
there were 200 small owners. For a single, big landowner can internalise the benefit ol the road,
while 200 small owners usuaily cannot. Unless, of course. an institution existed through which
the gainers could compensate those lvho lose precious land. Such institutions, unfonunately, are
far lrom universal in our villages.

Continuing with the example of the link road, consider the problem ot maintaining the
project after completion. Again, maintenance will be carried out either by a single, large land-
owner. or by an entity that can induce voluntary participation of all the small landowners. The
same is true Ior all public goods that might be o{ benetit to the village as a whole,

Nett, consider the simple project of enclosing village tields with stone walls in areas where
there is {ree-grazing of animals. The retums to such investment are proportional to the area
of the enclosed field. The costs, however, are proportional to the perimeter. With rectanqular
fields, then, quadrupling the area of the plot to be enclosed, merety doubles the cost. So th!
net bene{it oi enclosure reflects the economies of enclosing larqe rather than small field{4)

Finally, comparisons ol the lobbying powe6 of large and small landowners have often
corrcluded with obvious implications for cooperative behaviour among small farmers. gut such
behaviour has been observed only in a small number of countries where institutions have been
nurtured as small fa rm er 'interest-g roups which convey tangible benefits to their members. For
it is more diJlicult to reconcile the interests and police the behaviour of thousandi of small-
holder members, than it is to manage a lobbying group of a small nomber of big landowners.

In sum, then, there exist opportunities which small farmers can exploit to their own advant-
age only by cooperative behaviour and cost-sharing. The same opportunities could be profitable
for individual farmers with much bigqer scales of operation. Thus the problem of smallholder
development is one of t€nsferring the advantages of large holdings to settings in which there are
mostlv smallholders.

2. An Acc€Dtablo Solution
|'..

One solltion to the problem of small scales of operation is collectivisation of the kinds
implemented,in China and the Soviet Union. This solution is socially and politically unacceptable
for Pakistanr(51 Similarly, one cannot envisage the rapid transformation of Pakistan's agriculture

W€ 6re gr.telul rc oor @ll69u.s Hu$in W.li .nd Malih. Hoi..in for brinsing thi. po'nt to oor .trcntion in iho light of
rheir expe.iene with A KFSP ! Women's Progftmme. ft. €nmpl. i3 slid ror circular tields t w.ll,

That is nor b d.ny rh. El.En@ of many asp.cb ol rh. Chln.r .xp.rience to P.ki.t n. Fd tydp.rh.tic d.lu.tlon.
ol insriturionar r.torh3 in Chin. *€, for ex.mple, S..t€j Azit l5l md Akhtar H.m.cd Kh.n in [6]. A di-usid ofift.
*onomicc6r! ofrh. chi.6s exp.rim€n6 Gcontain€d in lt9l.

5.



into a corporate system. The solution we propos€ preserves the private ownership of land, at the

same time that it calls lor the pooling of resources and their cooperative management at the

village level. This is neither a new proposal. nor a revolutionary one But it does address itself

to the needs of the small tarmers in wavs that lead to permanent improvements in the small_

holder's pbsition jn societY.(6)

IL More specifically, we are proposing a combination of principles and implementation melhods

which have been'emploved successfully to organise small larmers around their interests, and lo
seruice th6e rural orcanisations in a permanent and profitable manner. The principles proposed

below arc extracted from the experience of countries with flourishing smallholder agricultural

seclors. These are the principles of Raiffesen used with stuccess in the institutionally_based

development ol Geman agriculture. fhC same principles u/€re pursued by the Japanese hElf a

century ago. In the period after the Second World War, these principles ol village organisation

have been adopted with encouraging results in both Taiwan and the Republic of Korea lT) In

Pakistan, th6e ideas were first made the basis of a rural development elfort by Dr' Akhter

Hameed Khan wijen he initiated the Comilla Project in former East Pakistan in 1959. The basic

strategy was re.enacted at the Daudzai lvlarkaz, near Peshawar, under the Integrated Rural

Development Programme of the early seventies. The guiding spirit o{ the Daudzai Proiect was Dr'

Akhter Hameed Khan. The results of the experiments in Pakistan have olten been debated with
passion. In this paper. we merely refer the interested reader to the wealth ol Dr. Khan's writings

that has now be€n published as [6] .

Having acknowledged our intellectual debts, and identified their real'world context, we now

state the three principles of small farmer development that can be interpreted. as neces6ary,

either as principles of development administ.ation for government departments. or as principles

oJ rural support for non{ovemmental organisations (NGO'S). The endeavour will be to explain

the general principles with examples from both the government and private sectors'

III. PRINCIPLES OF SIiIALL FARIV]ER DEVELOPMENT

1. Villag€Organilation

It is a trivial implication ol theories ol cooperative behaviour that people cooperate {or

collude) only when cooperation is profitable Similarly, long'term collusion requires contlnuing

benefits to the members. The immediate implications are that organisations that seek to represent

small larmers in the market, and to provide for their. economic needs must be broad based

(within a villaqe) and multi-purpose. Thus the Village Organisation (VO) we propose is a mass

coalition o{ all those residents of a village whos€ continuing economic intercsts are best served

by organising as an intere6t-group. Such an organisation can be created around a single activity

oi ovei-riding impbrtance to most of the villagers (as described in Section |ll 2) And it can be

nurtured ove; time by basing all rni-nner of development activity on the VO (as explained in

Section lll,3),

The Village Organisation is meant to be a self-sustaining development institution al the

village level thit can enter into a partnership lor development with governmental and private

aoen-cies. In order for the vo to achieve this status, it must be viewed by all parties, especially

6'|tmighth..la$€dwirhwhatsart.jAzizh4c.||€d,,int€rm€diateso|!tions,,,asopposdto,,parlis|so|ltiol'see
I5r1331,

4
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the viffageB, as legitimate and crcdible. The organisation will be legitimate if does not compro
mise existing social and political institutions. And it will be credible if it continues to convey
benefits to its members.

To ensure that the Village Organisation remains a brod-based institution with a potenrial

for self reliance, two fundamental rules have to be observed at all times. Firstly, the organisat;on
has lo meet as a general body on a regular basis, prelerably weekly or fortnightly. This require_

ment is necess-Ef so thaa;z members might review the needs and perlormance of their organisa

tion reqularly. The responsibility for the comprehensive development of a village cannot be

ondertaken by individuals and committees, for all members must panicipate in the developrnent
process in their village in order to benefit from it. The second fundamental rule to be followed
is that all members must make savinqs deposits at their reqular meetinqs. The accumulation o{
tnrs e ge urganrsarron. rnrs

equity is the anchor to which an entire savings'and-loans system can be tied. Savings generated

by individual members are the liability of the VO, and are announced in public in each meeting.
(The uses to which this capital can be put are discussed in Section V.1.)

The Village Organisation has to be the necessary primary unit on which to base a program_

me of comprehens;ve development for the countryside. lt is the essence ot successful develop_

ment at the village level. The point needs to be emphasized because, even though Pakistani
planners have often promoted the role oI physical and administrative infrastructures an our
plans, they have done so to the exclusion ol what might be called a social and economic intrast'
ructlrre - a series of Village Organisations of the kind described here (8). The thrust of this paper

is towards restoring the balance to incomorate lhe human resources of the countryside into our
planninq process.

2. Discovering the Incentive to Organile

What single activity will qalvanise the rcsidents of a village into grolp action? The only
guidance theory gives us is that group action should improve the welfare of the participants.

Results from development proqrammes around the world lead to the observation that farmers

often experience large increases in income as a result of improvements in the stock of their
productive physical infrastructure. So although the general principle requires discoverinq any

activily around which farmers will organise, the specific problem might well be of identifying a

productive physical infrastructure (PPl) proiect that commands broad_based acceptance in a

village. This assessment ol the role ot PPI as the "entry point" for village organisation is simply
a recognition of the imponance rhat fi_or-fii?FErsffiermanent increases in their indivi'
dual and jointly-managed stocks of physical capital. Experience indicates that a PPI project

can usually induce the sort of broad-based village participation that is so essential to the success

ol anv development etfort. In other words, tme and lasting community participation can often
be obtained only with PPI as an entry point lor subsequent development work.

It is worth pointing out that Pakistai\, like most developing countries, has already experi_

mented with a large number of community development programmes, with results that have

been discussed elsewhere.(9) tn a nutshell. the problem with these programmes has been their

a. Further re€dins on the imponance ot VillsqE Orqsni:.riont might inclqds tho senior outhor! [17] .nd l1al.4 wlrl 3.
AkhtF Hame€d Kh.n'rwratinss in [61. For6n NGO 3 expori6nc6, 6 [l], [2] .nd t3l.

Akhie' H.med Khan's "Tsn Decld6 ot Fur.l Oslopm..t an16lit6!*lul.ummarv,55i5the*nioralrhor3[16].
Becent officialthinki.s in Pakbtan Efl€ct€d in d..y ot ih..nicl4 in [241.

9.



tailure to identify the appropriate entry point for community participation. Clearly. proqrammes

that sponsor extension education in areas where lack of irrigation or land, or soil erosion are the

foremost problems, cannot be expected to attret broad'based and continuing rupport from the

farmers. This lesson was learnt earlv in the lite of both the Comilla and Daudzai Prolects lt is

being brought home to us again in Gilgit almost dailv: i!!9nlv 13 months. villaqers in Glloit!!{e
i.r.nrifie.l 363 PPI nroiects worth Rs. 48.3 million. as theJ-to-p-most priorities,loLvilLaqe&yclidentified 363 PPI projects, wonh Rs 48 3 million, as thelatop-most priorities-lor-vilaqe!9vqL

Girftii:fi0)-Tmit1fi-e-Eom-6u nftlCBt u eiiiEiMi g-niricant improvements

ii welfare from PPI prolects. Hence the usefulness of PPI in organising these communties.(111

The discussion of PPI proiects in the preceding paragraph remains valid even if the program

mes to be introduced to the community are in what is usually called the social sector' l{ com'

munity participation is an obiective in such a programme-of nutrition, sanitation. etc -it can be

achieved effectively by initiating the programme with incomegenerating activities. The parti-

cipation so obtained, and the organisation {ormed as a consequence, can then be utilised for any

development programme. This, indeed, was the procedure followed with success in a UNIcEF
programme in Sri Lanka.(12) More generallv, this approach to community organisatiorl can

be adapted for use in specific programmes targeted at any segment of the low-income population'

The procedure that must be employed in discovering the entry point for ellective organisation is

outlined in Section lV.

3. Sorvicingthe Villaga Organisataon

The most important--lnd most challenging-task facing developmenl dministrato6 working

with Villag€ Organisations is to keep these entities alive by "feeding" them with &tivities that are

profitable, and that enhance the ability of rural cadres to manage their resources collectively

and productively. Ettgbli*ting Vi!]qorganisalions is a relatively simple first stepJ at least ini$inq Villaqe Orqanisations i

term; of the ingenu@int where they can become self

reliant is another matter. Brieflv, the VO! shou capable o

of-G_e tinuing basis: they musl become the all'purpos€ service organisations

for small tarmers. Their credibility as villagelevel development institutions will be measured

against their performance in "delivering the goods" to their members.

ln this context. another kind of infrastructure has been found to meet the need an

administrative. or extension_and'supplies, infrastructure going down to the village level To begin

with, this infrastructrlre seryes to provide village6 with agricultural inputs and with sound advice

on the use of these inputs. This type ol infrastructure helps increase the productivity o{ the

materialandhumanresourcesofavillageSubsequently,thesechannelsofinputdeliverycanbe
used for other inputs, and then supplemented with marketing channels for output

The administrative infrastructure o{ the Daudzai and Comilla Proiects was based on a two_

tier system. Village Orgahisations within a thana (police station) iurisdiction were connected

with a markaz o; Tha;a Training and Development Centre (TTDC) The TTDC was within

easy reach of most villagers, so\upplies and credit v(ould be provided quickly and cheaplv from

10. sse 13l fordstaik.

1l.Hotrr€r,urbsnarea!mishtr.qun6sdlfJor€ntontrvpoinl'lnworkinsinksichlsb€diinKar*hi'lheora'siPllolProject
is.6ce.5ful|yorg€ni!in!|.n.6|dent!;round!€n|i6tionprogrdmm.r'Thogen6r€|principl€remainsva|idthattheenlrv
point multcau.6 improv€m€n$ In lhow€ll€r€ of th.communhv lo b€ organis'd'

12,Th€diEsno,irthalledrcfii,6ppro.chhpr.!.ntodlnth6/'ttod!cdo'ro[12]'tos€th€fwithsxdmplesorthetrrulrinq
communily i.volwment



the TTDC. Similarly, government functionaries based at the TTDC would be in reqular contact

wjththeirout'reachorganisations,theVillageOrganisations.Soabonveniently'locatedmarkaz
was used to provide comprchensive coverage to villagers through their organisations'

The situation in Gilgit, however, i3 diflerent.(13) There is no government policy to s€t up

TTDC'sj AKRSP is a small NGO; and villagps are located along hazardous routes with long travel

times. Thus the VO's cannot be serviced continuously flom thana-level centres lnstead, the

office-bearers of the VO's are encouraged to come directly to Gilgit for supplies and Gistance

that can be provided by AKRSP or other development agencies. The role oJ AKRSP is to keep

the channels open for inputs, produce and training. This role is one ot c-'pportlhg. or supplement-

ing, the eftorts of government departments and other agencies working for the development of

th-e prolect area. The objective o{ servicing the VO's is being pursued with the adaptions made

necessary bv AKRSP'S NGO status. The elfectivene$s of this approeh parallels that oI the two'

tier model used earlier in the qovernment sector.(14)

Oncetheadministrativeorextension_and-suppliesinlrastructureisinplace,theseasonal
requirements of farmers can begin to be met adequately However, servicing the VO's to keep

them viable requires a continuous process of identi{ying and implementing profitable project3.

There is no preiumption as to any particular port{olio of projects for a given village Opponunit'

ies have to be discovered in every village; the process through which such discoveries are made is

outlined in Section lV. 2.

IMPLEI\4ENTATION OF PR INCIPLES

1. Th€ Diagnostic 9irvey

In a tcathing indictment oI the process that is olten followed in poor areas to identify and

implement prolJts for the poor. Robert chambers has noted six common biases that detract

lrom the observation oI rural povertv [8] A panicularly acute bias is described in this way:

"Most learning about rural conditions is medisted by vehicles This applies not onlv to rural

tourism, but a-lso to research. Starting and ending in urban centres, visits lollow net'works of

roads". [8r22]

For a number of reasons, inc|uding the one above, we fee| that vi||ageleve| planning does

not lend itsell to a distant plannrng process. For the purposes of creatinq a capacity lor self_

;;;;; ;;;;;;.; ai tt'"uitl"se l"uel, plannins lrom urban centres must.sive.waY to plannins

ir"a tft" "iff"g"i. 
The villagers must be the effective planners' and the planninq process must

;; ;o;; i;;*-""*ledge 
"and 

experience of the villagers The process ol identifvins proiects

r"ii "L. 
O" abl" to iniorpor"t" variations between one village and another and' sometimes'

even within a sinqle large village. In practice, this would mean that every step,of the first three

pll", 
"t 

ir'" p.i*t 
"icle - identification, prepamtion and appraist] -*::'9t-:T:"0-:l::::l

a serie6 of interactive dialogues between the villagers and the development agency' Together'

,r,oi .iL oi aiuros"e. ca;be termed the Diagnostic survqv - agry9I!9jlllll!9ji9l-ierottedv
ot a vittase anO iaentity a cllrc for it. ?-

As the process is followed by AKRSP in Gilgit, the Diagnostic SurveY starts with a visit by

13. For th€ €narylis otih i6pliod' !'e Akhr€r Hameed Khan3I14l and {15l Som' ot thd'

iholshts are reprint.d in {21 and [31

14 The F.osrest of AKFSPb extension and suppli" 3eclion ca' be followsd regulartv i^ irs Ptog@s Fepol$' s'g lll t2l

.nd 13l.
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the managiement to a village Mose residents have agreed to meet AKRSP stafI.(,|5) The General
Manager initiates the first dialogue by explaining the obl-ecrives and methods o{ AKRSP ro the
villagers. He then invite6 them to identify an income'generating project that would benefit most
of the hous€holds in the village and that can be undertaken by the villagers themselves. Almost
invariably, villagers are able to agree on a proiect of overridinq importance to all vi,lagers. Thus
the r6ult of the first dialogue is the identification of a srnall. productive project by the residents
oJ a village.

The identification of a project is followed by the second series of dialogues. The {irst step
here involves a feasibility survey of the proposed scheme, Supervisory responsibilitv for this
technical assessment rests with the Prcgramme Senior Engineer or Programme Senior Agricultura-
list. Responsibility in the lield devolves on the Social Organisation Unit. This unit works with
informed village residents to assess the feasibility of proposed projects and to obtain data on
prices ot locallv available inputs/material. lt is on the basis of information obtained localtv that
blueprints and cost estimates are prepared by the field unit and sent to the lvlanagement Group
for finalisation.

The final;sed scheme is taken to the villagers by the lvlanagement Group and discussed with
them. This starts the third dialogue, in which AKRSP and the residenrs of the village explore the
terms of partnership that would characterise the relationship belween the two entities. On behalf
of AKRSP, these terms of partnership are explained as general principles of rural development
that have pbved successful elsewhere in the world. In turn, the villagers could demonstrate
their acceptance of these terms by spelling out precisely lhe manner in which they would
organise to plan, implement, manaqe and maintain specific projecrs that involve physical works,
skill development and the creation of equity capilal over time. At this stag€, a Village Organisa-
tion is lormed, consisting ot all beneficiaries of the project. The formation of the oqanisation
is followed by an assessrnent ot proiect benefits, conducted by concerned members of the
Management Group. This complete6 the Diagnostic Survey.

ln practice, each phase ot the project cycle might require several visits by the staff, so that
every dialogue is really a series of open-ended dialogues. This approach to proiect idenrification
at the village level is fundamental to the identification of a viable entry point for subsequent
development work. lt has the virtue of being directly addressed to a// village residents. One of
its major advantages over the conventional survey approach is that its results are easily verifiable
in any assembly of villagiers - no amount of skullduggery can quietly translorm the felt needs
of the populace to contorm to instructions from "above". Finally, the Diagnostic Survey helps
create bonds between villagers and development agency personnel, rather than prese ing the
distance between outside planners and their povertv-stricken s!biects.

As a briel example of the uselulness of the Diagnostic Survey approach. we cite some of the
results obtained in Gilgit. To begin with, every one of the several valleys in the district seems to
have its own mix of development needs. Within a valley, two neighbourinq villages ar€ quite
likefy to propose different prbjects. Sometimes, evln within one. large village differcnt mohallas
might identify different entry points. These variations at the micrclevel can be picked !p easily
in a Diagnostic Survey, but not through,a distant planning process.

Another example trom AKRSP comerns income-geneEting programmes for rural women,

15. Tha foll@ing deription of th. Oiaqn6tic SuMy i5 Epodlc.d frm [11. Fdrhe conEnid@ ofth. rsad€r, rh. authors
h& p€mir€d th€mele to bc quoted here ertd3iEty.
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one.half of the clientele of any comprehensive development proiect. In trying to identity an

entry point for organising rural women, the management quickly came up against the stereotype
of "women's programme" that has permeated the work of many development agencies in the
Third World. In village after village, both men and women askd {or handicra{t centres, embro'
idery materials and sewinq machines. Their response has been conditioned by years of experience
with urban olanners. the limit of whose visions is the sewing machine. The sewing_machine'

approach to rural development lor women is often justified with vehemence as being "better
than nothing", lt is alleged that contact between backward village girls and their urban trainers
is itself a benelicial development. We teel it is the opposile: sewing-mehine'programmes an rural
areas give legitimacy to the mistaken notion that women's activities in agriculture are unproduc_
tive, and that agricultlrral activiti€s routinely performed by rural women have no room tor pro_

ductive investment.(16) In fact, however, in recent weeks several women's organisiltions have

identified the enclosure oI village fields Ior vegetable gardening as their top'most priority. With'
out formal surveys, but with a lot of patience and leg-work, the interactive Diagnostic Survev
has demolished the ubiquitous s€wing machine.

2. Villago Planning

As the name implies, village planning consists of the identification and implementation of a

sequence ol profitable projects within a village. The planning exercis€ follows the approach of
the Diagnostic Survey. and is geared towards the total development of a village. In the process.

it helps sustain and nurture the Village Organisalion whose creation is effected through a suitable

enrry potnr.

Again, the essence of discovery lor purposes ol village-level planning lies in frequent

interactive dialogues with villagers. lt quickly becomes clear, that a plan identitied by village

residents follows the clear logic o{ putting the horse before the cart: projects that give larger

increases in incomes are prelerred to those with smaller incremental benefits. And this is what is

also socially optimal; it is, in fact, the objective ot all project analysis exercises.

The contents of a village plan may vary from one location to another' In Gilgit, a village
plan might include the development oI new land opened up by an irrigation channel; plantation

of forests and orchards on common lands; enclosure o'f existing individual orchards; and market_

ing of agricultural products. In all these activities, AKFSP Jaces the challenge to improvis€

economical methods ol implementation, to discover the social and technological innovations

that make existing factors more productive, and to devise new ways to market the output of
these factors. For only then can the necessary and sufficient conditions be fllfilled for self'

slstaining development at the village leve

V. COOPERATIVE MANAGEMENT OF RURAL RESOURCES

1. Capital

The example was given earlier in the paper of transactions costs impeding the flow ot
institutional credit to small farmers. This problem is eliminated bY a social innovation that makes

widespreadbankinqoperationspossib|e'TheVil|ageorganisationisdeclarede|igib|eforcredit
from AKRSP if it agrees to take collective responsibility for accumulatjng the savings and re-

covering the loans of its members. The savings are the securitY under which AKRSP under'

16. lmagin. rh€ *ste o, agricultur6 in Gigjl - a food d6liclt dr.a - it womon stopped weeding in the lioldrl An €xrm9l€
ofih. kind.6.d inionsity ofasri€ult!r.lacriviti€s pertornd by rur.lwohen isgiven in 14: Table 11.



writes loans frcm commercial banks to Village Organisations, through AKRSP. Transactions costs

tor farmers are reducd considerably because only one nominee of the Village

Organisation {uclally iG manager} needs to incur the costs of travel, etc. Costs to the bank are

reduced substantially because thousands of borroweG have been replaced by only dozens. while

the quantum o{ lending remains unchanged. And the risk of delault is covercd by the common

equity capital of rcsidents of the same village' Ma$ default is prevented by makinq subsequent

loans cooditional on .epayment of earlier on6. And increases in equity capital are motivated bV

linking a VO's borrowing to its saving in a ratio that is specified beforehand- Thus. as long as

there are proJitable opportunities tor investment in the village, savings increase, and the village

becomes eligible for more loans.

Expe ence with this system ot savings'and-loans in Gilgit has been encouraging. ln 1983,

some 4,OOO small farme6 of 46 Village Organisations borrowed Rs.705,000 for the purchase

of feniliser. The one repayment that remains uncleared after its due date belongs to a Village

Organisation whose manager expired without leaving proper records of individuai recoveries The

amount in question is about Rs. 3,000, and is also being recovered.

This performance is in sharp contrast to the record of specialised farm credit institutions all

over the Third World. Mass defaults are common, the institutions become insolvent, and the cycle

of accummulation and investment in the countryside comes to a vinual stop.{ 17} lt is not su rpri$

ing, therefore, that the percentage of all farmers receiving credit from institutional resources in

Atrica. Asia and Latin America is generally very snall.Nor is it surprising that this proponion

should be 95% in Taiwan and 40% in the Republic of Korea:(18) these counrries have followed

the same principles for rural credit that we have proposd here.

Thus the cooperative management of the loan and equity capital of a village ollanisa_

tion appears to be the only feasible system lor large'scale lending to $nall farmers. Over timq the

rcle of the outside ag€ncy acting as a centGl bank would be taken over by the Vo's themselves'

The operation would then involve only the villagers and their bankers, which is how any commer'

cial banking system should operate.

2. Stltts

Rural development programmes have conventionallv focussed on agricultural skills that

reouirc either extension education' or training in a pafticular craft. However, in agricultural

systems undergoing modernisation and change, the particular attribute of the farmer that is of
high value to him and society is his ability to perceive and exploit profitable oppoitunitaes

resulting from disequilibria in any of the markets where the farmer is a participant. Schultz has

made this argument compellingly in [27]. Certainly training in crafts and through extension

work are useful additions to a tarmer's human capital. But entrcpreneurial abilities rernain in

shon supply despite such training. The Village Organisation is one forum in which the scarce

r6ource embodied in an entrepreneurial development activist is put to use directly for an entire

community. The VO, in tum, compensat€s the activist in exchange tor his services to the com'

munity. The VO also undertakes to nominate more of its members, over time, Jor representing

the community in specialised lasks such 6 banking, marketing, etc. With increased e)(posrlre to a

rapidly changing economy, the6e rural cadr6 acquire the confidence and ability to pedorm

lt. A.uNv of tha p?rrom.n6 ol tpditli-d t.,m cddi ltrnr$lidt i3 qiv'n in [3i] ' Sdne explanations for l@ €o6rv
6tc in N.!6r .c t sed i. [21 | -

18. Mct other cdntri€. do note@ cm.cl6.to 3O%. S..132;ann.t 31.
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imoortant entrepreneurial functions for entire communities.

The Village Organisation is also the mechanism through which extension work involv-

ing practical demonstrations can reach large numbeG of farmers on a regular basis. With the
additional advantage that demonstrators will get instant feed-back from potential users.

Finally, one can cite numerous instances of trained personnel leaving their villages after
receiving specialised training at gpvetnment expense lor the benefit of their village, Part of the
probiem is in the selection ol such trainees: they are often selected bY outside agencies without
regard to their link to the village or their desire to 6erve in the communities they represent'

Another part of the problem is that, once trained as specialists. these villagers are sent back to
their communities without any arrangements for remuneration to sustain them. Recent experi'

ence in Gilgit has shown that Village Organisations can be used effectively in both the selection

and support of individual villagers trained in specialised agricultural skills. The VO has the capabi'

lity to select individuals who will continue to live in the village after training, and it has th€

interest to support these specialists.

3. Land

In Gilgit district, as in some other areas in the country. ancient custom allows animals

to graze freelv in the village in specified months. The livestock and crop systems are interlinked

in such a wav that livestock can only be sustained at the cost of a number ol crops destroyed or

not grown. One solution might include the enclosure of fields adjacent to the homestead for
growing vegetables and fruir.(19) Since the cost of such enclosure reflects economies of scale, the
challenge b to devise a social innovation to help individual srnall fatmeB to irchieve these econo-

mies. In some instances, village custom itself errcourages common enclosure ofcontiguous areas,

thereby reducing costs per unit area. The same custom, popularised throughout a region, would

be an innovation with sub6tantial benefits for tamers. Loans to meet the cost of enclo$re could

be given readily to villages accepting collective responsibilily for repayment.

A similar innovation is necessary lor the equitable and stonomic development of barren

land with a newlv-acquired source ol irrigation. For reasons explained earlier. individual small

tarmers are often unable to secure much credit for farm development. Suppose such credit were

available to groups of farmers accepting collective responsibility. With this capital. and with their

own or hired labour, a// these farmers will be sble to develop their lands speedily, instead of
small farmers lalling behind the few (usually large) 'tredit-worthy" farmers- Further. each

group ol larmers would enjoy economies of scale if they developed large tracts of land collec-

tivelv, rather than paying the higher cost of developing small parcels of land. Finally, villag€-
level planning at an early date would make the necessary allowances {or roads. supplementary

channels, elc., that would be needed for the new lands, perhaps within months of their develop-

ment.

An interesting issue in smallholder ltnd development is the mix of capital and labour that
should be used by the villagers, given their new access to cldit services. Suppose that credit is

avaifabfe a1 l annual interest; and that village6 also have the option of pooling their labour to
meet the costs of unskilled labour, rather than taking out a loan' Inuitively, then. one expects

each village to choose that combination of own'labour, hired labour and capital which r€flects

the relative opportunity costs o{ these factors in the villag€. This resllt would not be possible if

19. Arrsn o€d.ni! will hM to be m.de .t the em. rim€ lor loddor.topr,l..dinq p.rhdp.ios ltalH€d liwstock trattm



land development were not undertaken collectively, tor then individual action would require

larger amounts of capital than are iustilied by the village's endowment of barren land.

4. Public Goods

The earlier example of the construction and maintenance of a link road can now be used to
illustrate how a Villaqe Organisation of smallholders can help internalise the costs and benefits of
the prciecl. The essential break-through lies in conferring effectlve ownership on the village as a

whole. This is achieved bv the consolidation ot the Village Organisation as a legitimate and credi-

ble development institution. Once this is ehieved, the experience is that beneficiaries and far-

mers losing land manage to agree on satisfactory terms for land compensation. Maintenance after
completion can be undertaken with the help of user charges collected by the Village Organi_

sation. Where a road links several villages within a Union Council, the local government insti_

tutions could draw on the resources of their Village Organisations for similar arrangements for
compensation and maintenance. And similarlv for somewhat larger projects

The Drincioles illustrated above can also be utilised in managing the forests and orchards

of individual viltages. Again, the key is to discover a method for internalising a community's
corts and benefits. The lessons drawn here tor the management ot valuable social resources run

counter to some of the waYs in which Pakistan has. traditionally managed such

resources.(20) lt is our hope that experience with village-level programmes will produce work'
able models to replace present methods overtime.

VI. REPLICABILITY AND LIMITATTONS OF PRINCIPLES

In view of the internationat and Pakistani experiences with de\relopment proqrammes whose

lessons have been repeated in this paper, it is perplexing thar obiections to the replicability oI our
proposed agenda arc voiced with such Jovian tinality as to bring all discussion lo an abrupt end.

Sometimes, the replicability of the principles per se is confused with iss{re6 of programme (or

project) leadership: it is said that only a charismatic leader can make these principles work. When

more than one successful project leader emerges he, too. is delined to be charismatic. When entire
groups of development administrators are shown to implement these principles effectively, the
objection is directed at the cost o'f such operations. When it is shown(21} that the implementa'

tion of these sound principles of rural development requires no additions to government budgets

but mere reallocation, attention is drawn to the demands of various other departments and

sectors. When it is arqued that villsge.level development needs an immediate and tangible commit-

ment from policy makers, the status quo hydra engulfs and throttles the argument. And so it
goes.

Four points need to be rea{firmed here with clarity. One: that the principles and imple-

mentation methods proposed in this paper have worked effectively in improving the weliare of
small farmers in s€veral rural communities in Pakbtan and elsewhere.(22) Therefore, two: that
success is not dependent on charlsmatic leadership. Three: that implementation of the principles

l$uing of rhon-t€rm licen*3 to @m@ timbot tren data plantstio.t i3 one.xampl€ ot an.dministr'tjve Fr@dure
rh.t b clearly both inoltu tiwand costly to.nlorc6,

As in rhe $niq author'i ral.

On rh€ *tual pr@ime{id. rspli@tion ol vsrioo3 p!.$ of lh€ Cdil l. Project 54 rhe @view of Roben s@en ; h t2a l '
Aklt.r H.med Khan him..ll.ddd..6d th. i!t!. an J!.s 1983.i s lecture giE. at the Natidal Centre for Ru€t Oe@loF

mnt in lslamab.d. Tht lectud i3 optinrod in [6] 6'rcomillo Proi*ts.nd thei' Felmne ''
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ot cooperative management at the village level requires no additional financial commitments on

the pan of the govemment. However, four: successlul implementation is entirely dependent on a

iteady and long-term Iinancial and intellectual commitment by policy makers or dono6'

The point about a long-term financial and intellectual commitment needs particula' at'

tention. For no programme can withstand abrupt changes in policy and cunaitments in funding'

No matter how desirable and effective in itself. no policy can be shown to be eI{ective if it is not

implemented. And principles that are not replicated by design cannot be shown to be replicable

or otherwise. The obiection to replicability is mis_direct€d.

Vtl. CONCLUSION: A FUTURE HISTORY OF VILLAG E ORGANISATIONS

Village Organisations were first established in order to undertake productive physical

inlrastructure projects oJ paramount importance to each village Soon they are to be linked to

the major centres in the region for input'dglivery, marketing and extension training Nominees

of Villaqe Organisations are acquiring training in specialised extension work, and will begin

to develop a capacitv for entrepreneurship that would serve entire communities Motivated by

the orosoects of continued investment in the village. Village Organisations are expected to

save increasing amounts of equitY capital to secure ioans {or their investment The combination

o{ organisation, skills and capital at the village level will put in motion a self sustaining develop'

ment process that could slow the ftow of migrants into urban areas. Agriculture as a way of
life would no longer appear bleak and development activists in the villages wouid be held in

respecr.

The capacity o{ Village Organisations to undenake development work will likely increase

to the point where the development agency that is nurturing these organisations, ie, AKRSP'

could start retreating into the background. An association of Village Organisations could pos_

sibly be formed, called the Development Finance cooperative (DFC) (23) The DFC might

starl out as a central bank handling the savings and seasonal loans ol pafticipating Village Organ_

isations on a commercial basis; outside agencies could also give grantgin-aid and buy shares in

the OFC. The DFC could then begin to service the Village Organisations as a bulk purchasing and

marketing agent. lt could set up storage and processing facilities for agricultural produce and

locate outtets {or it. Simultaneously, it might start handling the raw materials and finished

products of hundreds of village craflsmen and women located all over the region ln all its oper'

ations, the Development Finance Cooperative would recover its expenses irom the annual dues

ot Village Orqansialions and from charges paid by these organisations for particular services'

The {inal transformation of the DFC could start when it begins to acquire the capacity to

support the wide range ol development activities that are the responsibility of the sponsoring

development agency in earlier years. The DFC could recruit local technical personnel in a num-

bero{professions.includingengineering,accounting,agriculturalextension.Socialorganisation
and marketing and start servicing its member VO's in a comprehensive manner. Simultaneously

with the expansion in its staff, the DFC could begin to identify, prepare and appraise long'

term projects for credit financing bV commercial banks and specialised institutions To monitor

the fi;an;ial performance o{ th; DFc and its member Vo'sia permanent staif with auditing

functions mingt be put in place at the headquarters. The DFC might then start lunctioning as

a full-fledged financial institution. managed by and accountable to organisations o{ smallholdefs.

23_ t.it to.ctioc. rhough not in adminktdri@ chors.t r, th. Oosl@hent Finr.@ CoooerttiE i3 visuali*d 4 bsing qsit6

sinil.rtothe Lo6l/Rural oevelopm€nt coaoration dBqibed i. [221
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What is unique about the proposed DFC's chaJa€ter is that its ownership, manag€rnent and

accountability 
",ritt 

b" in th" hands of the estsblished Village Organisations ot small farmers'

The D€{elopment Finance Cooperative is not a political body: it is to the economic lile ol the

countrysidewfiatthe|oca|governmentinstitutionsaretoitspo|itica|life.TheDFcwi||thus
lill a v-cum that can never really be Jilled by political institutions For the clear mandate of the

DFcwi||bethe€conomicdeve|opmentofthecountryside.|twi||fu|fi|thismandatesuccess-
fullv because it will have pro{e$ional capEcity to do so, and b€cause it will be directly account-

able to the villagets themselves.
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CHAPTER TWO

SOCIAL ORGANISATION: CONCEPTS AND MANAGEMENT. 
OF COMMUNTTY PARTICIPATION

INTRODUCTION

As the leading article demonstrates, the i{rccGsfill implementationn o{ small larmer develop-
ment progEmmes is contingent upon the continuing panicipation of lahers in development
work. Eliciling such participation lrom the beneficiaries requires first-hand familiarity with
the physical and human situation of the proj€ct area, and the capacity to draw the appropriate
interencG from the analysis of the prevalent situation. In terms oI project personnel requiremen_

ts, therefore, a combination of experienced field staff and analytical proiect leadership is an

invaluable aid to devising locally-appropriate strategies for community participation. The major
contfibuion of such a team of managers would be towards fostering Village Organisations, and
making thern selt-sustaining institutions through a series of innovations designed to help the
farmers of the project area overcome the handicaps of their small holdings.

To set the stage for the discussion that lollows, Section ll deals with issues in the concept
and relevance ol community panicipation to smallholder agriculture. Some conventional con-
cepts of self-help and community participation are discussed first: Next, an alternative meaning
of community participation is articulated to address the long-term development needs ot small-
farmers. F inally, the ro le of Soc ial and Vi llage Organisers is described as crucial to the fo$tering
ot s€lf-reliant Villaqe Organisations. In Section lll. there is a tentative blt wide-ranging review
of the {irst-year performance of Village Organisations nurtured by AKRSP and collaborating
agenci6. This review deals with project implementalion and maintenance, attendance and $ving6
at VO meetings, and lhecoopeElive managernent of capital, skills,land and marketing.

II. CONCEPTS OF COMMUNITY PARTICIPATION

'1. Convontional Concep$ ol Community Participation

Conventional concepts of community participation are .ooted in the belief that the land,
labour or material contributed by villagers to a proiect is an appropriate measure of the com-
munity 's panicipation in attempts to improve its welfare. Such contributions have long been

relied upon by public and private agencies in the Third World to finance rural projects. The
tradition in Pakistan has been of a similar sort: programmes sponsored by development agencies

in ruial areas have been required to show local panicipation as a certain percentage of tota costs

that will be contdbuted by the beneticiaries. For instance, both the RuralWorks Programme of
the sixties and the People's Works Programme of the seventies initially insisted on such local
contributions. Earlier, the rural works components o{ the Village AID programme also had to
show 5096 contributions from beneticiary communities. This Jorm of proiect-financing hat b€en
used extensively in the construction of physical infranlructure in both the income-generating
and social sectors. lt is also in currenl use in Pakistan for sinall scale rural projetts sponsored by
Local Govemment and Rural Development departments. In Gilgit district, local participalion in
the form of land or labour contributions is a pre+ondition for development work undertaken
by most agencies operating here.

Documents purporting to report the achievements of programmes that follow the approach

described above often show high proportions ol local contribution. However, it is colnmon
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knowledge that the authenticity of these figures has always been susp€ct: the manipulation of
accounts to demonstrate adequate local contribution is as old a trick as the requirement to
ensure such contributions. l\4ore imponantly, even to the extent that accounting records are
authentic, the practice of financing village-level development works through 'voluntary' labour
or donations of land and material needs to be re-examined in the context of a smallholder
development strategy. Specifically. the use of 'free'or 'voluntary' labour in rural proiects should
be

evaluated not only in terms of financial savings for sponsoring agencies, but also with respect
to its direct @onomic costs, as well as the benelits of alternative linancing procedures.

To begin with, the myth has ro be dispelled that labour provided by villagers is, in any
economic sense of the word, 'free' or without cost. lt may be without cost to the sponsor-
ing ag€ncy, but it does have a tangible cost to the villagers, equal to the value of time spent
by them on the project. The value is not zero, not can it be expected to be close to zerc for
much of the farming year. The notion that the time ol rural dwellers has zero (private or social)
value has been shown to be incorrect. lt is. in tact rooted in a oeculiar view of rural commu'
nities in the Third Wold: content{ooking villagers wearing dhotlir, smoking a /,ookar, and gazing

across lush'green {ields from under a banyan tfee, surely cannot be hard'pressed tor time! This
nirvana, unfonunately, does not exist in the lives of most villagers.

Secondly, another myth has to be re,ected in view of the class structure ot most rural
communities in the Third World: labour supplied by under-privileged groups is seldom
'voluntary'except in a perverse meaning of the term. Ouite often. such labour is provided in
furtherance ol the interests of an authoritv which securcs this local contribulion through a

variety of sanctions, slch as the c|.]stom ol begar, which has appeared in Pakistan's history in
di{ferent guises. Clearly, labour contdbutions elicited in this inegalitarian fashion cannot be

expected to tulfil the long'term development needs of a villagp.

Thus, notwithstandinq the lerminology used, the use of village labour without compbnsa-

tion is neither free nor particularly voluntary. Programmes which are based on these means o{
project financing might succeed in implementing particular projects. but they do so at the cost

of imposing an unusuallv inequitable burden on the poorer segments oithe population. Nor are

the benefits of the proiecl always uniform. Poorer villagers. therefore, might end up contributing
disproportionately to the costs ol a project whose benefits accure disproportionately to the
better'off residents. Under such circumstances, no genuine community participation can be

secured to promote self-sustained development in the country$ide.

Two distinct arguments were advanced in the preceding paragraphs: that lhere is no such

thing as {ree labour, and that labour supplied without compensation might be an inequitable
way of financing proiects. The latter argument holds, in particular, in sitllations where powerful
groups in a village can draw on the labour resources of less privileged villagers. Consider now a

setting in which rural communities are characterjsed by a relatively egalitarian distribution
of wealth and power. Gilgit district, since its mini.kindgoms were abolished in 1974, and

with relatively uni{orm owner-operated farms within particular clusters of villages, mighr
provide such a setting. Suppose that an irrigation proiect is planned that would help develop

barren land in which a// village households hare equal shares Since all villagers are goang to
experience signi{icant, equal increase in incomes, should they not be asked to pool their labour

to construct the channel, with minimal Jinancial support lrom the sponsoring agency? This,

in essence, is the strongest version of the argument against AKRSP'S policy of paying wages

to villaqers to work on the first of their own PPI proiects.



The response which AKRSP management have articulated in discussions with interested

development agency porronnel is based on our analysis of the resources that are available to the
villagers for their long-term d€velopment needs. Brieflv, villagers do not have the technical and

financial resources to undertake the several development activities that are needed for the com-
prehensive development of every village: the choice is between a handful o{ voluntary-labour
projects, and a system that invests in a permanent process of development. AKRSP has opted

for the latter route. lt has done so becaute it feels that payment of wagps for the first PPI project

in every village is an essential investnent in the fostering of Village Organisations that will retain

the capdity to undertake other development work long after the completion of the lirst project

AKRSP'S policy with respect to wage payments for labour is also justified by what we know
about the histor'rcal pafterns of investment in productive infrastructure in the Gilgit region.

In Gilgit, as in many other parts ol the world. the arduous, time-conauming and profitable

task of developing barren land for cultivation was controlled bV the state to a considerable degree.

A typical sequence of land development would start with a Raja or Mir conferring owrership

of a distant tract of baren land on a cenain number of households. Then, either the army

or begar labour would be employed in the actual construction oi the channel. Next, the settler

families would slowly start to develop their newly'irrigated land, being supported, during this
process, with many fo.ms of necessary assistance from their fsmilies back home. Finally, once

the land was tully da,/eloped - a proc6s of several years - the settler families had to pay malla
(tax) on their produce to the Mir or Baja. The settlers also had to maintain the channel on their
own. On the one hand, theo, the state might subsidise the actual construction oI a channel; and'

on the other hand, it would tax the beneJiciariea through collection of ttaria and through forced

labour. In other lr'rords. innitutions existed that coerced or induced lhe tarmers o{ this region

into developing additional land for cultivation. The resources and sanctions of th6e institutions
served to ensure that the lack of resources in a panicular community would not be a hinderance

to the development oJ its agricultural potential.

The oresent situation i6 that the old institutions are dead, and no other instututions have

taken up the task of adding to the productive capital of the region in a continuing aod sys

tematic manner. The Vitlage Organisat'ons are visualised to fill this vaccum. The investmenl in

Vitlaqe Organisations is, therefote, not simply the cost ol particular inftastructurc works, but an

investment in viltage{evel development institutions that will manage the accummllation and

investment ofcapital on a permanent basis.

As a final comment on alternative financing schemes, one could consider financing develop-

ment activities in the villages on the basis of credit. This scheme would be feasible if an estab-

lished banking system were operative in the region, lending to farmers for their development

needs, and r€rcovering thes€ loans to assist other farmeB. No such system. exists, nor can one be

created without the kind of Village Organi6ations. described in Chapter One, that would accept

collective responsibilitv for the disbursement and aecovery of loans.

In sum, then, an impressive set of Srguments makes conventional approaches to communrty

participation inadequate in the present situation AKRSP'S response to the challenge isto work

ln u 
"on""pt 

of community participation that is truly participatory, non'exploitative and con-

ducive to institution-building lor continuous development.

2. AKRSP's conc€pt ol Coiimunity Particip8tion

Bather than foc!ssing narrowly on labour contributions to specific infrastructure projects,
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AKRSP seeks to draw entire communities into project implementation and maintenance, train_

ing and supplies programmes, saving and loans trahsilctions and cooperative management of land,

skills. capitat and other imponant resources. The arangement beNveen AKRSP and a Village

Organisation is best characteris€d asa partnership, or social contract, the termsofwhich assign

specilic responsibilities to each party. lt is explained to villagers that the kind of community
participation that is desirable requires, {irst of all, the formation of a broad-based Village Organi-

sation of a// beneficiaries of a project. The VO so constituted must meet as a general body twc
to-tour times a month, Widelv'attended meetings of truly representative general bodies prevent

the emergence of the monopoly of the proi€ct or executive committee which has so often been

responsible for the demise o{ such rural organisations, A village's commitment to form and meet

as an organisation is the {irst, and most important, element ot community panicipation'

Secondly, and equally imponantly, the Village Organisarion must make regular savings de
posi$ at VO meetings. This accumulation of capital helps secure a VO's credibility for purposes

of obtaining credit. SavingF. then, are the second element of community participation'

Thirdly, the Village Organisation must learn to manage its human and physical resour_

ces on a coilective and productive basis. lt must hominate representatives for training by AK RSP,

and then support these trained village specialists finanpially. lt should identify, implement and

manage, on a continuous basis, projects that are needed for the village's development.

A panicularlV important example ot cooperative management is the implementation and

maintenance ot PPI projects {unded byAKRSP, and th€ subsequent planning that might be

needed to exploit the opponuniti€s opened up by such projects. Barren land opened up by an

irrigation cha;nel, Ior instance, needs to be divided among the villagers, apportioned into dif'
terint uses. developed into cultivable land, planted with appropriate crops or lrees and then

clrltivated with the help of productive inputs The output, then, has to be marketed profitably'

The village organisation musr underrake all th6e activiti6 with the technical assistance ol
AKRSP.

It should be obvious bv nowthat AKRSP's criteria for community participation are much

stringent than conventional approaches based on a one-time input by the community However,

the re6ults. too, are much more lasting and productive. Such results cannot be produced through

shon sighted mea3ures to reduce the costs of small rural proiects.

3. The Rol6 of Social Organise6

In helping villagpls appteciate and implement AKRSP'S concept of commlnity participa

tion. AKBSP'S Social Organisers play a frontline motivational role. Concepts of community
panicipation which have been described in detail in this and previous reports need to be repeateal,

c|arifiedandcomprehendedineveryvi||ageintheprojectarea.Genelation-oldbehavioura|
patterns and thinking about village development need to be reformulated into a vision for su9

tained. collective ef{orts whose rewards will accrue to entire commlnities rather than to a few

individuals. An entire system of incentives has to be created anew, demonstrating the require

ments and rewards of cooperative manageftent at the village level. In the absence of any indigen_

ous capacity ior catalysing such change, AKRSP, through its Social Organisers, has to perform

the role of an organisational, catalyst. and th€n discover and nurture localcapacity forthat task.

In other words, AKRSP'S Social Organisers are a temporary phenomenon in the villages, to be

replaced, eventually. by local development activitists.
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According to present arrangements, AKRSP has a Social Organiser in iour of the five sub.
divisions of.Gilgit; a Social Organiser for the fifth sub-division is under training. Working from
district-level figures, a sub-division will have a population of about 45,000, on average, in some
60 villages spread over more than 6p00 sq. km of difficult mountainous terrain. One Social
Organiser is grossly inadequate foi covering such an area with the objectives that have been
assigned to him. To assist the Social Organiser in his educational and organisational functions,
Villag€ Supervisors have been recruitd frcm among the cadrcs of VO Manag€rs. Edh cluster ol
four to eight Village Orqanisations is given in the charge ot the outstanding Manager ol these
VOb. The VO Manager so identified is called the Village Supervisor, and is paid an honorarium
for periorming some of the lunctions ot the Social Organiser part'time.

Most of AKBSP's present group of Social Organisers is already experienced in organisational
work in rurcl development projects. In recent months, some qualified young men with advanced
degrees in the social sciences have been recruited from among residents of Gilgit for training as

Social Organisers, This new batch of Social Organisers will likely replace the initial group bV the
begining ot AKRSPT third year. In subsequent years, these Social Organisers, in turn, will give

way to village activids with establi$ed records ol organisational and entrepreneurial work at
the villaqe level. Many of the Villaqe Supervisors ot today are exp€cted to fulfil these criteria
and become the permanent Social Organisels tor the region.

Village Supervisors are currcntly involved closely with Social Organisers in organising villag"
es. monitoring the accounts, savings and attendance of Village Organisations. imparting select-
ed kinds ol practical training, and motivating cooperative marketing, land development and loan-
ing . Experience so far strongly endorses the us€ of these Village Supervisors in promoting our
concept of community participation. A good Village Supervisor has a signilicant impact on the
thinking and performance oI the Village Organisations he is supervising. More of these organis'
ational catalysts need to be identified and trained in villaqe development functions.

III. PERFORIVIANCE OF VILLAGE OBGANISATIONS

1. Project lmpl€mentation and Maintenanco

Villagers who need a project to increas€ their income and have the resources to implement
it, will complete the prolect faster than any other agency purpofting to act on their behalf. This
lesson, obvious in retrospect, was lea.nt for the firsr time by manv among the AKRSP stiiff and
their obGervers who had not witnes.red the output ot true community panicipation before. In
village after village, communities put their hean and soul into completing p.ojects in what
seemed like extraordinarily short timespans to most of the region! development agencies.

Outside visitors, too were greatly impre6sed,

As with any larue-scale development programme, some villages will lag behind the others in
the per{ormance of given objectives. Inevitably, therefore. there were villages which did not
organise. and those which organised but implemented their projects very slowly. ln both cases,

AKRSP would make it clear to the villagers that they themselves had to take the initiative in
orgEnising, and in implementing their proiect. Neverthless, AKRSP Social Organisers cont;nue
to explain the needs and benefits of organisation to wavering villages.

The village-level process of implementation of the PPI programme has also been instruct-
ive. Construction work is usually undertaken by members of the Villge Organisation, who
often forego a certain proportion of their wages and deposit it as savings. Where more than one
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village is involved, construction work is divided among the villages so that every village might
benetit from the employment olfered by the project. Supervision is exercis€d by one or more
of the office-bearers elected by the members of the VO. Funds are drawn and disbursed insimi-
lar manner, and reports on the accounts are given in the meetings of most VO's. Procurement of
material needed from outside the village is undertaken by common consent by VO nominees.
Office'bearers failing to meet the expectation6 of VO members are sometime6 replaced by
the members themselves. The process of project-implementation appears to be a remarkable
exercise in community panicipation, complete with all the examples of group dynamics that
are expected to chararcterise institutions such as the Village Organisation.

The maintenance ot projects after their completion has usually been undenaken by
villagers in their traditional ways. For example. a new irrigation channel which will help develop
equallyiistributed barren land is maintained by all villagers who have a share in that land.
Portions of the channel will be assigned to individual villagers for maintenance; along these
portions. a villager will plant the trees that are appropriate to local conditions. When large
scale damage is caused to PPI works. the entirg community of beneticiarier tums out to repair
the damage. When mateial needs to be purchased to repair the damage. it is paid for out of a
common fund collected by the Village Organisation. The perfomance of Village Organisations
with respect to maintenance of PPI projects has been quite sstisfactory so far.

2. Aftendance and Savings at VO Mectings

The question of how many times a VO should meet every month hd taxed a large number
of VO members in the past. There is awareness among them that if they reduce the trequency
of their meetings, their collective saN/ings might increase at a slower rate. On the other hand, VO
membeF also realise that, after the completion of the project, there is no urgency to riteet
every week to review the progrGs of an ongoing activity. Every villaqs h6 aarived at its own
compromis€: VO's now meet trom one to four times a month. VO's which arc undertaking PPI
projects meet every v!/eek, whereas otheB usually meet every tonnight.

The data on exact attendance tigures tor individual VOt rcrnain uncertain. The ba6ic
issue is the lack of uniformity in the way in which attendance figures have been reported by the
field units. However, an expected result has been observed in the follow{.tp visits of AKRSP
staff: smaller organisations have a higher attendance aate at VO meetings than larger oryanis-
aI|ons.

Summary figures on the membership and equity capital of VOt are reported in Table 3.
During 1983, 131 Village Organisations were formed in Gilgit district. lt is estimated that, by
December 1983, rhese organisations had acquired a membership ot more than12,000, and had
accummulated equity capital totalling Rs.662,750. EquitV cspital per member thus amounts to
Rs. 55, an increase of 72% over three months. Further issues relating to VO savings are discussed
in Chapter Seven.

3. Coop€rative Managem€nt ol Villago Resouroat

AKRSP'S emphasis on the cooperstive manag€ment of r$ources currently assigns a high
priority to the development of barren Iand made available for cultivation by increased quantities
of water. The economies of scale inherent in developing large, rather than small, areas of barren
l6nd are being explained to the villagers with concr€te exampl$ from their own villages. Land
development will be a most important test"case for the ingenuity ot AKRSP and villagers: will



the villageG deviate lrom the €stablished and expensive practice of individual land development'

"nJ "*-p"ot" 
to 6tablish a new tradition o{ inexp€Nive, coll€ctive development? A sustained

snd concened effort has been made by AKRSP in recEnt w€eks to provide an affirmetive answer

; this qu6tion. The innovation rhat AKRSP is proposing to the villaq€rs needs to be explained

to th€m in great detail, and procedur$ have to be devised to provide gtoup loans tor land deve-

lopment.

Lsnd development is only one component of villaqp planning, which encompass$ a com'

prelensivl aevetopment portfolio to. the village. For instance, the construction of link roads

and supplementary channels for new lands ha. to be allolved lor before land is distributed

among inaividual iarmerc. Then, too.the marketing ot agricultural produce needs to be explored

on a iooperative Uasis; nin€ vO;s panicipated in a marketing rtrsearch programme during 1983'

iur"t 
"aO* 

have to Le trained in the p€rfomance ot specislised agricultural tasks;61 VO's

sent their reprqentatives lor training in vsterinary and plant prot€ction functions lat years'

Managers ani eotrepreneurc lrom the villages need to acquir€ the vision and.cxpertise to et as

develipment etivities ior their villagBs; 56VO3 sent their officebeaters to Gilgit to attend train-

i"g tr..kd,op., and /t6 VO's began to leam the complexities of procuring tertiliser on credit

from outside agenci6.

lv. coNcLusloN

In a year marked by rapid geographical and functional expansion, allthe indicato6 point

to an initial impact tar beyond the exp€ctations oJ most experienced development adminstra

iin, ltttrough no formal evaluations have been undertaken so lar, there has always been an eute

""""r"ne* 
oi poteotial and present pioblerns on the part of AKRSP staJt wherever they failed

,o p"t""iu" delects, their friends in Gilgit and elsewherc werc quick topoint out the obvious'

A(RSP management n6rer Stuck to pte{ooceived noiions: change was implemented whenever

change was needed. There were never any scapegoats. but lhere w6 always the opportunity

lor c-oursecorrection. Mistak6 in interpreting or implementing programme 9tralegy were cor-

r€cted but not Punkhed.

A partene.ship betw€en AKRSP and thousands oI villagers hai begun to be forged' slowly

but $rely. tt is ;ill too early to 3top the expansion, but it it juet as important to emphaiize

tr" -ntotia",ion ot thb partnership. At AKRSP. there is no doubt that both needs will be

met simultaneoudy. The challenge of the situation is too great to decide otherwise'
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I, INTRODUCTION

Productive Physical Infrastructure (PPl) is in many ways the begining and the essence of

AKRSP strategy. lt is an entry point for the devlopment eflort and it simultaneously induces

broad-based participation which is essential lor change and initiating the development process '
ThefirstPPIprojectisessentia||y!grantbyAKRsPandisviewedasaninvestmentintheVil|age
Organisation.

There is, in general, a pessimism regarding agriculture as a wav ot lile and sustainment Agri-

culture has long remained at subsistence level, and per capita production has steadily declined

in the lace of population pressure. Little land has been brought under cultivation, and diversi-

ficationwithinthecropsectororintoothernon{ropruralactivitieshasbeenconstrainedby
limited markets and poor infrastructure. In this perspective, then, the PPI investment by AKRSP

is viewed as a lirst attempt to reve6e the preceived decline of agriculture and to set in motion

the Iorces of community panicipation. In luture, AKRSP will plan and implement programmes

that will reinlorce and build upon the impact created by its fi6t PPI proiect'

WithPPl,elementsofcomftunityparticipationareintroducedinatleasttourwaysFirstly'
tnowlJgeaOle villagers are intimately involved in the survey lor their proiect' Secondlv' vil-

ilg"o ur" 
"n"ourag"id 

to save part of the disbursemenl for the proiect lt is explained to the

"]i"g";ih; 
tt 

"iti*ings 
will ielp secure credit {or sevetal etivitie' planned forlhe future and

itr"i"eactr uiltase needs i series ol investments in physical infrastructure of which a water channel

.rl i."J ir .""rv rhe iirst. Records of villag€ savings indicate an encouraging d€rce of positive

Jorrelarion between levels of savings and PPI disbursements. Thirdly, during negotiations with the

uitiug"rg on rhe proiect costs, the costs are separated according to each item of input and AKRSP

u*"i pt, ao negotiate on the labour cost to bring it to the minimum needed lor implementat'on

under local conditions. In this way. engineering gstimates are replaced by estimate6 discussed in

public meetings wittr beneficiary communities Finally. the community implementing the project

has to demon;rate the willingn6s and ability to maintain the project after compldion'

Generally, agricultural output is increased bV two methods - intensive and extensive aqri_

cutrure, tnat is, e-ither by increasing available cultivated area. or by increasing the productivity

oi existing cuttivateO land. The former can be achieved by providing irigation to barren land aid

the latter mostly by more intenaive applications of agricultural inputs - furtiliser' water' impro-

u"a ,."a. _ on-existing land. one of the major constraints identiiied is the availability ol irri
gation water in these pins. The high ranking ot irrigation proi€cts identitied by villagers as their

iirst priority attests to this iact. C;nstruction of irrigation channels requires large labour inputs

plus, in some cases, simple machinery and explosives. While labour may be ar'/ailable locally' the

oth;r inputs are not rcadily available to villagers. lt must also be mentioned that land develop'

ment appears to have considerable unexploited potential in theseparts Crop yields' on the other

hand, appear to be in the same range as those in other parts o{ the country' despite the unavail_

ability of many physical inputs that are commonly used elsewhere'

CHAPTER THREE

PRODUCTIVE PHYSTCAL INFRASTRUCTURE: PLANNING
FOR AN INVIGORATED AGRICULTURE

SURVEY AND COST EST IIVIATION

Anv venture o{ the scale of AKRSP'S PPI programme reflects problems peculiar to the
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projects and the area in which it is being implemented. During the course of its operational
ativity, AKRSP has identified cenain problerns and weakness€s in relation to its ppl program-
me. To simplify discussion, this Chapter is divided into various problematic areas.

l. $lwoy

It must be appieciated that the areas of AKRSP operation are widely scattered and g€oqra-
phically encompass one of the most difticult terrains in the world. The survey of a project
includes t6ks ranging from soil classitication to determining gradients, and cannot be done in
detail. For innance, in the case of villages of Gulmit and Hanuchal, the engineers had to plan
the ir.igation channel in a terrain which was virtually inscce6sible. Detailed sorveys would be
both timeaonsuming and expensive, However, AKRSp suNeying estimates are sound and eoual
in qualitative perfoimance to NAWO (a government bodyl which has qreater manpower and
better resourcF at its disposal. During survey, the Sub-Engineer is accompanied bv the AKRSP
Social Org€niser 6 well 6 villagers who are knowtedgeable about local conditions pertainino
to the project. On the whole, Sub-Engineers and Surveyoc depend on their own observationi
and experience in the field, subiect to local conditions and variables. To overcome some of these
problems, AKRSP insists on hiring surveyoG and engineers from among the local populace, or
engineeE J.om down{ountry who have had experience in hill-area civil engineeiing.

2. Co3t Ertimation

In light ot the problems associated with surveying, cost estimation of the protect Decomes
an equally complex t6k.

Initially, AKRSP utilised the method of item rates in proiect cost estimation, basinq each
item on local conditions and market prices. Once the cost estimate was worked our, the amount
w6 offered to the Village Organisation without further negotiation at the vilage tevel.

Cu.rently, AKRSP uses the method of separating material from labour inputs, the tatter
being b6ed on mandays. Twg textbooks were used 6 refurence to determine labou, efficiency
and subsequently work out the mandays. One thinq that h6 become apparent is that labour
eJficiency in these parts seems to be much lower in compa.ison to other countries cired in the
reference books. In *tort, the Village Organisation might end up putting in more mandays than
those worked out in the cost estimates. Even so, the grant given by AKRSP is slfficient incen-
tive to the villagers to complete their project succ6sJully, In other words. AKBSpb qratrt ir
first an investment in community participation, and then a cost eslimate. Engineering 

"aiia"t""provide a guide to how much investment is needed in a particu lar villagE to comptete a prolect.

At one stage, AKRSP had initiated the .,revolving-tlnd,, concept whereby, taking into
account the engineer's and surveyoa,s project cost estimates, the approximate sum wa6 then
offered to the Village Organisation which was reqlired to complete the project within the
allocated s{rm oJ money. This method undoubtedly had some drawbacks and was discofiinued
after a brief period of experimentation.

Very recently, AKFSP has also begun to introduce certain conditions whereby it will
be able to monitor the disbursed sum component-wise. The new receipt-folms for disbursement
issued to Village Org€nisations by AKRSP state the amount designated for each material input.
The Village Organisation is instructed to spend only the estimated amount for each material
input and not to '"transfer funds" from one input to another. All excess funds trom anv alocat-
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ed sum for a particular component will revert to the Village Organisation. For instance, if the
amount designated for cement is not fully utilised for some reason, it will hencefonh be deposi-
ted in the Village Organisation's equity capital,

To conclude, AKRSP is evolving and experimenting towards creating a system which
would retlect proper proiect cost estimation. as well as a community's willingne$ to ssve for
future development needs out of AKRSP's grant.

II\4P LEMENTATION

There have been various problems associated during the implementation stagp, panicularly
at supply levels.

1. Explosive3

The main difticulty experienced with explosives has been one ot procurcment. A license
is required to possess explosives subtect to the approval of Inspector of Explocives. At the
moment, AKRSP does not possess a license of iti own. In order to acquire a license, AKRSP
would have to build magazine facilities, Since AKRSP'S programme is scheduled to phase out
in a nlmber ot years, it cannot justify erecting expensive permanent structurea. Thus, for its
present needs, AKRSP utilises the good officG of the depanment ot Local Bodie. and Rural
Development (LB&RD) in Baltistan who have given all cooperation possible in providing ex-
plosives to AKRSP. But due to strict handling and transpon regulations, there is no po.sibility
oJ bulk purchasing trom LB&RD. Thii problem is further compounded by the tact that severe

winteB aftect communication between Gilgit and Baltistan. Moreover, the local administration
in Gilgir have recently issued turther strict regulations regarding handlinq, transportation and

storage o{ explosives. In short, the bottleneck in supply of explosives is keenly felt by AKRSP,
bot there seem to be tew ootions in the iminediate {uture to alleviate this problem.

Machines

AKRSP gears its PPI projects towards a labour-intensive appro@h. The problem aris€s

when rocks or boulders have to be removed. This problem is heightened when there i6 little
working space, thal is, when one can only engage a few men at a time to pick away at the
obstructing rock structure. Since last year, UNDP/FAO have provided AKRSP with ponable

rockdrilling machines in such caaea. AKRSP has also recently Purchased tive light, portable

drill-machines with built-in engines. They are given to needful Village Organisations on rental
basis at a rate ot Rs. 150 per day, which is a little less than the prevailing market rate. Problems

arise when villag€rs who arc new to handling these drills end up causing frequent minor break-

downs. In such cases, they have to transpon the drill to and fro Gilgit tor repairs which, at times,

may involve a considerable transponing distance. A local mechanic stationd in Gilgit has now
been made responsible for instructing villagers on the use of rock-drill as Well as its maintenance.

3. G. l. Wires for Protectivo Spurs.

G. l. wires are indispensible in protective work. Initially, AKRSP had a steady supply of
G.l. wires upon demand from Kohistan Development Board. The KDB has now been abolished.

Since AKRSP has no major storage lacilities, it cannot store G. l. wires in bulk. However, the
Village Organisations concerned themselves procure G.l. wires from down country at good rates.



4. Supervision of Plojects

lvluch of the supervision of the project is done by the villag€rs themselves. Supervision bv

engine€ring staff is needed mostly when bed]evelling has to be determined in the case of con

struction of a new irrigation channel The villagers are well_velsed in channel building and the

standard of workftanship seerns to be the same throughout Gilgit and Chitral districts.

ln the case of protective works, however, there is some complexitv involved. For inttance,

the first spurs at Phakora village were not very successful and collapsed under rising wat{}r pres

sure, The Senior Engineer has done considerable research and has visited Swat district which has

a number of successful river-training proiects. The outcome was the designing of an "apron" to

strengthen the structure and check the pressure against the protective spurs

5. Laboui Availability

Finally. there is another factor in implementation Work on project sites cannot be regular

due to seasonal and weather fluctuations. In winter. snowfall makes work impossible, and during

peak harvesring and sowing seasons, the work on proiect sites is either abandoned or aclivity is

reduced to a minimum level. In such cases, it is not the policy of AKRSP to encourage lillagers

to forego important agricultural activities merely to speed up a project.

IV. POST.PROJECT ISSUES

1. Maintenance of PPI Proiocts

Maintenance of the proiect is the responsibility oi the Village Organisation, accorcing to
the terms of partnechip between AKRSP and the Village Organisation. Maintenance ot PPI

projects is not complex except tor the provision of labour. In the extreme cas€s of the villaqes

of Suttanabad and Mohammadabad, head works were washed away during heavy floods' ln both

cases, the Village Organisations rebuilt the headworks successfully and also bought explosives

from AKRSP for blasting. In the csse of village Altit. a link road damaged by heavY floods was

successfullv repaired by meftbers of the VO. These cas€s are an encouraging sign to '\KRSP
regarding the maintenance ability of the Village Organisations ln brief, AKRSP does not foresee

serious problems regarding maintenance of PPI projects by concerned Village Organiiations

2. VillagE Planning

The Engineering Section is also engaged in village planning. This is a considerable ta:'k since

physical surveying of the terrain has to be done in detail. This task is especially complicated

because there are no existing reterences of detailed surveys for this part of the country'

Currently, the Engineering Section has produced a number of blueprints for several indi'

vidual villages. Since this is a time'consuming effort, the Engineering Section has ended up

diverting substantial manpower and resources towards this objective which has aflected the

supervision of some other projects. lt has now begun to direct student trainee engineers lowards

village planning, and has part ot its trace'out work done by other firms lt is also planning to

rec;it engineec who are knowledgeable in iocal conditions to work solely on village plans'

Undoubtedly, village planning has taken up more time and resources than anticipated'

Also considerable efforts will have to be made when village planning dialogues will be conducted



with villagers. An entire new systern ot planning 8nd implemeniation has to be worked out in
consultation with villagers.

V. RESEARCH

AKRSP'g Engineering Section is alro involved in research lor ic PPI projets. In the case of
irrigation channels, it has taken the benetit of existing channels in Gilgit di3trict rather than
applying texi-book formulas. Research has been conducted on exiding chann€|s to detennine
discharge and velocity as well 6 determining engineering costants. lt has done the same tor
p.otective works. In this c6e, panicularly, there is not much literature available in .elation to
local conditions. Other research effons on protective wo.ks have been discussed in previous

Progr6s Repons.

1983 PROGRESS OF THE PPI PROGRAMME

D6oite the difficulties encountered in its first year, AKRSP's PPI programme ha6 generally

exceeded the anticipations one had in th€ bsginning of 19gl' The progr€ss in 1983 i3 summarised

in Table 4. ErieJly, we started 80 PPI projects, at a total cost of Rs.9,5 million. However, be
caose of delays in lhe commitment of additional funds exp€cted du.ing the year, initiation of
most proj€cB was delayed until the last two months of the year, when construction activity
comes to a virtual standstill. Nevenhless, 23 projecrs were completed, as against our hope6 ot
completing 36 projects. The overall progress of wo.k in December 1983 wG 48%. Financial

disbu.sement ot 62% of the cost has already be€n made to the Village Otganisationt.

An eatimated 9,000 - 1O,O0O s.nall fatmers arc expected to benefit trom the employment

and irrome-generating opportunities offered by the PPI programme. For the first time in yea6,

there is hope that agriculture might provide the increased opportunitiB for livelihood thst 8re

needed so desperately in Gilgit's village6.
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CHAPTER FOUR

EXTENSION AND SUPPLIES: LESSONS FOR AN NGO

one or rhe rhree lundamentar ,,:J:::"'J:::bodied in AKBsp,s approach ro rurar
development specities that provision ot an administrative infrastructure is a pre-requisite for
village'level development. Such an administrative inlrastructure includes the provision of ex-
tension services backed with accessibility to supplies, The essential purpose is to create a cadre
ot specialists at the village level. The areas of their specialisation would reflect village needs.
Such training would substantiallv contribute in helping the village move towards self sufficiencv.
The important question was how to achieve this. In its brief history AKRSp has experimented
with two methods. The lessons of the first were instrumental in shaping the subsequent pattern
ot extension training. A major conclusion drawn after a first review of the preliminary exlension
training sessions wa6 that an NGO by its very nature has to adopt a certain specified attitude
towards extension work. lt cannot replace the government machinery in the field or imitate it,
but has to supplement its efforts. lt has to enlist the skills available with the local authoriries.
combine th6e with its own resource base and evolve an appropriate training framework.

In order to share AKRSP'S experience in this field with the reader, the two experiments are
explained below.

II.THE FIRST EXPERIMENT IN EXTENSION TRAINING

In its Jirst few months in the field AKRSP established four extension training centres in
different valleys of the project area, Representative6 chosen by Village Organisations partic:ipated
in fortnightly classes in these centres. Instruction on agriculture, engineering and organisation
wa. provided by AKRSP staff. In agriculture the emphasis was placed on identifying the prg,
blems particular to each village and providing solutions to these. In support of the rationale
that solutions which suggested use ot improved varieties of seeds. insecticides or other inputs
were tutile unle6s backed by rhe supply ot these inputs, AKRSP endeavoured to establish suppty
lines betwc€n Gilgit and the project area villag€s. In engineering, instruclion was given on areas
which would help the participants in the implementation and maintenance ot ppl sc.remes.

The response of the villagers to this training was most encouraging. The attendance at these
iortnightly sessions was usually 80%. However, due to the difficulty of rhe terrain and the
absence ot any organised system of communication, the participants had begun to complain of
the difficulties in attending these sessions, with the gradual expansion of village organisations,
these problems of communication werc being compounded. lt was apparent that AKRSp would
have to open numerous othersuch centres if it wanted representatives trom each Village Organisa_
tion to panicipate in th6e sessions. Clearly, the extension resources of the programme were
being overstretched. AKRSP corild not support such a wide network of centres and still hope to
effectively monitor the requirements and the progress of its extension services. Withoul being
a government anstitution, it had forced itself in a position whereby it was required to assume the
role of a large scale government body. lvloreover, the impact of the training sessions was uncertain.
The Management Group sat down with its mentor Dr. Akhter Hameed Khan ior a serious discus-
sion.
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THE SECOND EXPERII\4ENT IN EXTENSION TRAINING

The evolution into the second extension training method was made after 6 more realistic
assessment of the resource capacity of the Programme, lt was decided that one extension train_

ing centre in Gilgit would cater to the needs of the entire district. Henceforth, training courses

would be in-depth. This would be facilitated by converting all courses into two'to-three week
residential courses. The expertise available with the local government departments was rccruited
to supplement the technical deficiencies of the Programme stalf. The agriculture and animal
husbandrV departmenls in the district were, from then on, fully associated with the preparation

of course curricula. lectures and other aspects of the courses.

By the end oI July, a training hostel in Gilgit had been rented and furnished in local tradi-
tion. Four courses were held till the end of December, 1983, two in livestock and two in plant
protection. The participants to there courses were selected by the Village Organisations. Each

organisation wd given cenain guidelines to help it in its selection ot these trainees. The
Programme staff urged that selected candidates ihould have a strong motivation to return to the
village after the course. They should be profussionally interested in the course content and

involved with the work about which they were coming to learn. A total ot 45 village representa
tives participated in the Livestock Course and 46 participated in the Plant Protection and Pro-

duction Course- Toqether, these trainees repres€nted 61 Village Organisations from the various
sub divisions ot the Gilgit district. The preparation of the course curricula was preceded by a
survey of differmt villages. This helped in pinpointing the specific problems associated with
live6tock and plant protection and production. These couBes were primadly aimed towards
problem solvinq. At the end of each course, each participant was given a kit oI medicines and

implements necessary to make him functional. Thereafter, AKRSP will only repleni$ his stocks
at cost. lt is hoped that he will be sustained entirely by charges paid by villagErs for services

rendered to them. Periodically, AKRSP will arrange relreshet couGes for the trainees.

A report $ibmitted by the Pro,ect Veterinarian, alter lollow-up visits to 24 villages from
which representatives had panicipated in the livestock course, indicated that on an averag€ each

spec;alist has treated less than one animal each week. This was mainly due to a mi$nderstanding
ol the manner in which the specialists would be sustained after returning to their villages. Through
the forum provided bv the Village Organisation this problem is being addressed. lvloreover. the
planning of {uture courses is being done with the experience gained from these first courses.

AKRSP has made a beginning on lines suitable for a small private organisation. lmportant lessons

will be derived from its experience in the {ield.

INPUTS AND IIACH INERY

In support of its principle that the provision of an adequate administrative infrnstructure is

vital to any efJort at increasing productivity, AKRSP has instiruted a system which attempts to
deal with specific problems connected with supplies, The definition snd elucidation of supply
problems was lelt upto the larm households. In its first year. the Programme has been called
upon to act as an intermediary in ensuring supplies of fertiliser, insecticides, seeds, threshers,

drill machines and explosiv€f. This system o.f arranging supplies is backed by a rapidly growing

credit programme to enable people without ready cash to exploit the opponunities provided

by it. Details of the credit aspects of the programme are given in Chapter Seven.

In view of the extreme shortage ot fertiliser in the area, an important aspect oI this program-

he has been the provision o{ lertiliser to the local farmers. By the end ol October, about 4,058
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farmers lrom 50 Village Orq6nisatiom had utilised these tacilitiG. Initially, the UNDP/FAO
projsct and the Agriculture Depanment depots had b€en as€ociated wirh AKRSP in leniliser
distribution. Later, due to the rapid expansion in the number of larmers who had been introduc'
ed to this schem€ AKRSP had to make separate arrangemenb with the National Fertiliser Mar'
keting Limited (NFML).

Th€re ar€ numerous prcblems associat€d wi$ the supply of fenilis€.. To begin with, there
is an overall $ortaqp ot funiliser in the country. In months in which Nitrophos is requir€d

in the Puniab its sipply to the Nonhern Areas is affected, This means that the low€r altitude
double{ropping areas of the Gilgit dittrict face swere problems, Probably conditioned by the
experiencd of this $ortfall, farmers tsnd to include a precautionary element in their orders tor
feniliier. This precsutionary demand exagg€rat6 their actual need. Mor€over, due to the pro'

bl€m6 oJ transportation the village reprelentative is not abl€ to lift his entire requirements at the
same tim€, In order to compute the date from which the credit loaned to the Village Organisa'

tion becomG effective, this lactor is taken into account. The Villsg€ Organisations are allowed

a concession of one month ftom th€ day on which they fiBt present their demand slipi at

AKRSP's fertili3er stor6 in Gilgit.

In addition, AKRSP has also arranged for the supply ot improlEd varietiF of seeds, insecti'

cid6, p6ticid6 and spray plmps for a s.nall number ol Villaoe Organisations. An imponant
component of such s{rpplies is the Goncurrent proviiion of extension advice on the use of these

inputs and implements. Project Agriculturalist a.e stationed in different valleys of the district
to help cope wifi thb 6pect.

In the second quarter of 1983 two thre*ler machin€6 w€re giv€n to two Village Organis+

tions on crdit. The principal amount loaned wa Ri.42,874. This would bs due in the second

quaner ot 1986. lt wc proi€cted that a total of 274 latm households would benelit by the
mahin6.
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AKRsp is rosterins 
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*rr"^,:r')l:o"t"::::'"' -'- the rons term perspective in

view that th€se cohesive socioeonomic groups will identify. implement and manage on a con'

tinuous bdis all the development activities penaining to the village by optimal utilisation of the

resources available within and outside the viltage. In pursuit ot these objectives. one of the major

tasks ahead of rhe Village Organisations is the establishment of vertically int€rated marketing

institutions. such a system could be built on the cooperative collection of produce at the village

level, and subsequent marketing along the same principle

Through such cooperation, individual small {armers can effectively compete in a busin6s

wgrld compo6ed of larger, more powerful economic units'

The proiect area of AKRSP is characterised bV an abundance of nuts' ttuiG and other

agriculturil produce, and inadequate physical, administrative and market infrdtructures in the

r;egion. Out ol the surplus production in the region, a subltantial percentage is wdted and the

resiJual is ineffectivety marketed. The maior reasons for this include the non_existence of an

organisational set up tor planning, managing and carrying out marketing lunctions' and the lack

of-integration in the production and the distribution processes'

CHAPTER FIVE

EXPERIMENTING WITH CO-OPERATIVE MARKETING

II. ANALYSIS OF LOCAL SITUATION

A survev was conducted in the Gilgit market

structure and mechanics o{ lhe existing marketing

The major surplus available for marketing

vegetables and drY truits

and some of lhe villages to understand the
system. The tollowing findings were made:

in the villages comprises of seasonal Iruits,

There are about 90 to 100 retailers for {resh produce and 20 for dry fruits in Gilgit'

*h"re"s the.e is no wholesale market for them in the town' On average' a retailer

""oufa "urw 
80 kg to 4m kg o{ fresh produce at any time' or 400 kg to

4OOO kg of dry ttuit. The market is fed by the villages or the down'country regrons_

;;.;; is subiect to seasonal fluctuations and is dependent upon the weather

conditionsetc.Fromtheinteractionwiththeretailers,itcameoutthatthesurplus
usually starB arriving in the morning, and farmers arriving earlY have a better op'

".irin" 
i" get a risonable return ior their produce The farmers usually utilised

tractors, pick_ups and buses Jortransporting their produce'

It wd {ound that there w6 a price list issued by the district administration' but its

emphasiswas on conlrolling the pricesot the tre*l produce arriving from downtountry

regions.

From the discussion with the villages, we came to know that the major part ol fruits

and vegetabtes is wasted due to the non-availability of transpon at the appropriate

time, la'ck of storage {acilities and the high cost ol transporting the produce from the

villaqe to the market.



The farmers apprised us that after bearing the high cost of transponation of the pro
duce and of themselves, they are compelled to accept the terms spelled out by the
buyers. due to the fact that it is extremely difficult to carry it from shop to shop.
The perishable nature of the produce also works to the detriment ol the producer,s
interest.

An individual small farmer usually lails to get a reasonable return for the produce.
The amount of effort put into its disposal makes the farmer think several times before
he ultimatelv decides to market it.

Keeping in view the above problems being faced by rhe farmers, AKRSP inrroduced its
programme in a selected number of villages. lt was explained that if the villagers were prepared
to evolve a marketing system for their village, initially by collectively transporting their surplus
to the market, then AKRSP would assist them in exploring the market for their surplus, identily
ing potential buyers, and initially subsidising the transportation cost incurred in th;s process.

I II. REVIEW OF PROGRESS

AKRSP encouraged the Village Organisations to evolve a cooperative marketing system {or
their respective villages, lt was explained to the villagers that marketing is a prooucuve process
that adds form, place, time and possession utilitv to farm commodities. The value added in the
marketing process complements the productive process in farming. lt was further elaborat
ed that a small farmer is constrained by the scale o{ his operation in acquiring resources as wetl
as in marketing the output, and that there exist opportunities which small tarmers can exDloit
to their own advantage only by cooperative behaviour and cost sharing, that is, by enlarging the
scaie of their oPerations.

Members ot the Village Organisaticfls were invited to organise collection ol the surplus
produce from the primary producers and to transport it to the Gilgit market. lt was the responsi,
bility of the members to select the persons whom they considered to be entrepreneurial enough
to undertake these operations. Cost oJ transportation of the produce from the villages to the
Gilgit market was initially bome by AKRSP in order to demonstrate the economics of these
transirctions. In this programme, eight Village Organisations participated and 364 members were
able to transpon 42 metric tonnes of their fresh and dried farm produce to the Gilgit market.
Out of the gross receipts obtained by the farmers, transportation cost amounted to 10%. Bv
transporting their prcduce Jrom their local village markets to the Gilgit market. farmers were
able to obtain an increase of over 19% to the incomes they would have earned by sellinq the
produce in the villages. Through thir experiment, AKRSP was srrccessful in demonstrating that
if small farmers act in concert to plan and manage their marketing functions they could reap
$bstantiai benefits. Headway in this respect was made by initiating a collective decision-making
process amongst the members regarding their surplus farm produce.

Soon it was realised that in addition to Gilgit, many other accessible outlets will have to
be explored as the Gilgit market cannot absorb the surplus produce oI the entire district. Unless
there are effective outlets and polentially attractive reflrrns for his produce, there will be no
lasting incentive for the producer to produce above his own conmmption requirements. With
this realisation, a suruey was conductd in various national marketing centres in order to ascer,
tain the demand for the farm produce ol Gilgit districr in these centres. These tindings itearly
indicated that there existed an enornous market potential for the farm produce of the pro,ect
area. The Village Organisations were apprised of these findinqs and were encouraged to market
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their produce in the downrountry market centres.

Barkulti Paeen Village Organisation took the initiative in this regard, as the Manager of the

Organisation had substantial marketing experience to his credit ln this experiment, members

of the Barkulti Paeen Village Organisation collected 3 5 metric tonnes of dry fruits (apricot

kerneis, walnuts and dried apricot) from 150 primary producers, transported it to Gilgir on

tractors, and {rom Gilgit to Pindi by truck. Ascontacts had alreadY been established with whole_

sale traderr and commission aqents in down_country markets, the produce was disposed otf with
considerable ease in the market-

The results have been summarised in Table 5. lt can be seen that the price dilferential, net

ot transportation charges, is 4% between Yasin and Gilgit. and 24% between Yasin and Pindi.

This impfies that the small larmers o{ Barkulti Paeen obtained 2O%' more ol nel revenues by
selling the produce in Pindi, rather than in Gilgit.

We cannot yet generalise lrom this experiment. because these receipts reflect the supply

and demand for the produce at a panicular time in the markets in Gilgit and Pindi. ltcan be

said that throuqh this experience members of the Barkulti Paeen Village Organigation were able

to obtain invaluable insights, which could serve as an example for other collective efforts in the
region.

For the sake of comparison, and tor indicating the scale of operations ot oor two maior

elfons in 1983, aggregate figures .for fresh and dry truit marketing are reproduced below:

No. ol
Villages

8
3

No. of
Beneficiaries

-ioq -150

Ouantity
melric tonsT

3.5
Fresh produce
DrV truit

Fresh prcduce
Dry truit

514l1 45.5

Gross Receipts (Rs.) at

G ilqit
Receipts Net of transport at

Local* Gilgit Pindi

169,2&3
69.701 85,364

12A,A79
66,O77

153,894
68,761 423217

238,984 85,364

F resh produce
Dry fruits

% Increas€ in Net Receipts between Village and:

Gilqit Pindi
19 (d)
420

' Vrrlage marke$

o r4.oiiocny .cpo.r.d .s 35% in fie rhird Pros€s ReDotr.



Items transported as tresh produce were apples, grapes. pomegranates. pears. potatoes and

romato6.

Items transponed as dry fruit were apricot kernels, walnuts and apricots dried.

IV, FUTURE STRATEGY AND POSSIELE PROELEI\4S

From our experience in marketing research it b@ame clear that ia order to e{fectively
market the tarm produce in the various national marketing centres, the Village Organisations
*rould systematically plan and manag€ each and every activity involved in marketing the pro'
duce. Thls includ6 pl!cking. qrading, packing, transportation and disposal ot the produce. The
foremost thing in this regard ir the integration of the production and the distribution processes,

which can only be ac,complished by vertically integrated ma.ket institutions which perform a

series of production and marketing functions with signiJicant €conomies of scale.

Some of the p.oblems identitied are the picking up of immature truits, delective packing,

careless handling and transportation, and the non-existence of the system of grading the fruit.
Only if the produce is sold on the basis of grad6 will the fullest benefits of grading as a method
o{ consumer-prodlcer communication be realised. The wider the prctice ot selling on a graded

basis, the less is the possibility of fraud and deceit in the selling of goods by farmers. lf the
product is adequately graded, the best of the lot can be shipped to distant markets and the poor-

er ponions can be sold to the nearer local maakets. This system enhances the competitive posi-

tion of the producer in the distant markets. lt can bring about changps in prcsent practices. For
example, picking truit and vegetable at the proper degree ot ripeness can reduce the enormous
amount of spoilage. Such practicea might become more widesprcad if the producers know what
constitutes higherquality and higher-valued prcducts in downtountry markets.

As an important step, grade limits have to be established and the marketable produce has

lo be sorted into lots that are as uniform as possible, Further, proper packing oJ the fruit has to
be introduced in this region. The perishable nature oJ the fresh fruit and the present state of
transportation networks in the region, make it all the more important that the fruits be packed

with utmost cale in uniJorm crates. In the coming tre*l lruit season, AKRSP plans to take
necessary steps regarding grading and packinq of lhe lruit. and contacts will be established with
other resea,ch agencies in this respect.

V. FUTURE ROLE OF VILLAGE ORGANISATIONS lN l\,IARKETING

It is envi3aged that ultimately the marketing collectives wouid federate into a cenlral co'
opeEtive association and operate together as an integrated unit. The role of the central coopera'
tive sociation would be to collect market information, plan marketing operations on behalf
of it3 member marketing collectiv6, arrange for the transport of produce to distant commercial
markets, impan the necessary managerial and technical skills to the persons nominated by the
membeF and provide credit and other allied failities to itt members. By performing these

functions, the association will begin to plav pan of the role of the Development Finance Co'
operative visualised in Chapter One. Thus the marketing experiements of today are relying on
the ingenuity ot AKRSP and the Village Organisations in integrating profitable marketing opera-

tions into an innovative attempt at the self-sustaining development of proiect area villages.

34



I. AKRSP DONORS

The Aga Khan Rural Suppon Progdmme (AKRSPI, a non'profit company, is a project o{

the Aga Khan Foundation (AKF). At its inception the Programme wG guaranted funds donated

by Aga Khan Foundation network. However, within three monthr of its op€rations and tield

diagnosiic surveys, it became apparelrt that the level of tunding required to eradicate poverty

and to improve the economic c.rndition of the rural -zsses in the Northern Areas of Pakistan,

was much higher than stiputated by the founding fathers ot the Programme.

A fund raising campaign urder the auspicF of the Aga Khan Foundation {Head Officel
w6, therefore. launched to which the AKF affiliates and branches responded magnificiently,

bv gpning international donor agencies interested in the Programme and by providing matching

grants to the international donalions, where required. The generous contributions made by the

various donoa agpnci6 are summarised as under:

Amount
Received

(Rs. '000')

51139.0
'1654.4

1324.9
6(rg.3
327.1

1142.6
1419.7
1328.4
1400.0

CHAPTER SIX

BUDGET AND ACCOUNTS: INTEGRATION tiVlTH ACTIVITY REPORTING

Donor

l. clDA
2. Alberta AID
3. Ford Foundation
4. OXFAM
5. ODA
6. AKF (UK)
7. AKF (Canada)

8. AKF (USA}
9. Anonymous Donor

I oral 13239.4

The AKF affitiates and branches eothusiastically sold AKRSP to donors and spared no

eJlon and time in making contributions possible by atranging visits of sotne of the donor agencies

to the project area e6pecially the CIDA/Alberta AID Missio. in November, 1983. The anonymous

donor contribution w6 meant Jor the AKRSP's Chitral Programme.

The contributions by the three AKF alfiliate./branch6 as listed above, were in addition to
their !ha.e of the seed money initially provided by AKF (Head Office). AKRSP gratefully

ackoowledgps the generous contdbutions of the dono6 and is especially grateful to Mr. Robgrt
d'Arcy Shaw, Director ot Special Programme!, for orchestrating the whole campaign so s!c@s$
tully.

AKRSP is committed to providing reports to the donors and the ti6t of the e.ies of such

reports has already beeo $bmitted to the Canadian donors. Others would be lubmitted on due
dates. The donor funds have been physically segregated from other funds and kept in sepaaate



bank eounts in the interBt ol accotntability.

. II. PROGRAMME EXPENOITURE

The Programme budgEt of AKRSP is conlpos€d of th€ following line items:

1. Agricultural and Rural Development
2. Extension Training Programme
3. Re6earch and Survey
4. Survey Equipment
5. Pilot Credit Programme

1, Agricultural and Rural Dev€lopment

under this item a malor dtivity of the AKRSP namely productive physical infrastructure
{PPl) is financed and executed through the Village Organisations. The PPI broadly covers: irriga-
tion channels (new and improvement and extension), link roads, sedimentation tanks, water
reservoirs, syphon irrigation schemes. protective bunds, flood protection works. cantilever bridg€5,

etc.

By end of the year under review. the actual disbursement on thes€ proiects was 72% ol the
total disbursements for Gilgir, where6 for Chitral programmes. the actual disbursement wd
r€corded at 62% ot the total amount disbu6ed. The amount committed tor PPI during the year

was 99% of the budget Iorthe item in Gilgit, whereas the commitment for PPI of Chitral program-

mes was recordd at 95% of the amount budgpfted. As on December 31, 1983. 80 PPI p.ojects

were undertaken in an equal number of villages in Gilgit and 33 proiects were initiated in the
same number ofvillag€s in Chitral.

While work is in progre6s on a proiect. the instalment released to a Village Organisation is

debited to the Village Organisation irccount and atter the completion of the proiect. the advance
is charged to the respective type of PPl. The cost of the proiect is released to the Village Organi-
sation in four equal instalments. Material/stores etc.. issued from AKRSP is also debited to the
advances and adjustments made accordingly. The first investment in a PPI project is essentially
a grant and considerd as an investment in the Village Organisation.

2. Extension Training Programme

Amount provided under this item of the budget is meant lor training of village specialists
like livestock specialist, plant protection and production specialist, etc. Other line items under
this component are honoraria to training personnel, training work*top expenses of AKRSP
staff, training centre's statf-salaries, fumiture and fixture, equipment and appliances and other
allied items.

During the year under review, a total number of four training courses were conducted and

91 village specialists trained in Gilgit district. This matter has been discussed in detail under
Chapter Four - Extension and Supplies. Speaking in financial lerms, the disbirsement on extens
ion training was 4% of the total disbursement of the Prcgrumme Budg€t; compared to rh'
allocated budget of item, the disbursement was 40%. indicating a saving of 6(P,6-

No extension training programme w6 envisaged in the budget tor Chitral this year.



3. Roioarch and Survoy

The amount providd in the budget for l9[Il was mainly to cover procurement ot vehicl$,
their operational costs. salari6 and travelling expenses ot the proi€ct st8ff, conrirting of Socisl
Organisers, Engineers, Project Agriculturalists and the other field staft, audio-visud equipment,
audio-visual supplies, rent of SOU offices, agriculture surveys, marketing research, enginearing.
rcsearch. camping material, etc.

The total disbursement under this head as of December '1983 was at '18% of the programme

expenses, recording an incrcase ol 12% 6rer the budget allocation. The over expenditure wa
due lo lack of correct appreciation ot the extent ot aclivities and numb€r of staff requir€d under
this item.

Keeping in view the volume oI work done in terms of villag€s visited, schemes surueyed and

org6nisations tormed during the year, the amount of over-expenditure seems well utilised.

4. Survsy Equipment

In the budget under review, it w6 envisag€d that various suNey equipment would be
procu/ed, like: ponable comp.esso6, ponable rock drill mchin6, hand hammer drill pneumatic,

tungston carbide, level6, altimeters, prismatic compass and spares and @ce$od6.

Howe\rer, the equipment purchased during the year costed about 0.3% of rhe total disburse
ments ot the prcglamme expenditurc. As compared to budget allocation the cott of equipment
was about 17%. The purchase of equipment is geared to the need. Un-necessary purch6es in
advance are being avoided.

5. Pilol Cr€dit hogrammo

The Board of Directo6 ot the AKRSP while approving the budget for 1983 also approved
an amouni o{ Rupee6 one million as pan guarantee of the agricultutal production loans to be

advanced to Villag€ OrgEnisations and directed the GM for exploting avenues for arrangement of
th6e loans with linancial institutions. Accordingly, under special ar.angements with Habib Bank

Limited, the bank put a sum of Bs. 666896 at the disposal of AKRSP for disbuFement as

group loans to the specitied Village Organisations. The details of loans disbiJGed and amount
recove.d during the period lnder review arc narrated in the tollowing paragraphs:

- Agricultural production loan amounting to Rs. 0.705 million was disburs€d to the'1058
membeF ot 50 villages in the year 19&3. The loan amount repayable in lhe year 1983 wd
Rs. 0.504 million out ol which Rs. 0.494 million was repaid within the required time period,

which is to say that the overall recovery rate is 98%. Details of the tour tranches of disbursements

coaresponding to the four calendar quarte6 of the year 1983 are as follows:

The tirst tranche amounting to Rs. 222.779 was di$ursed in the period January-March,
'l983..loanee Village Organisations numbered 10, 8nd the members .vailing the facility were
991. The loan was due for repaymbnt in the third quaner ot 19€I| and wG repaid in its entirety
within the required period.

The second tranche was disburs€d in the period April-'June, 1983. lt amounted to
Rs. 281,263 and 1823 members of 25 Villaqe Orqanisations availed the facility. The loan was due



tor repayment in the last quarter of 1983. 96% ol the amount was recovercd within the required

period. By the end of December amount recoverable stood at Rs 9,969

An amount of Rs, 117,026 was disbuEed to 695 members of 10 Village Organisations in

the third tranche covering the period July-September 1983. The amount is repayable in the

tirst quarter of 1984. Till December 1983, 16% of the principal amount was repaid by lour
Village Organisations,

The last tranche amounting to Rs. 84,019 was disbursed to the 549 members of 7 village

Organisations. The loan is repayable in the second quarter of 1984.

6. Prog.ammo Exponditure as a Wholg

A summary of the disbursements and commitments under the ProgEmme Expenditure

head is given in Table 7. This table covers both Gilgit and Chitral districts, and lists all AKRSP

expenditures during 1983.

7. Aocounting Route in CJ€dit Ptogtadm€

A toolprool route has to be followed in accounling from disbu6ement o{ loans to the
Village Organisations till its recov€ry and deposit with HBL. After collection of the demands

for Jeniliser received frorn deirous Villag€ Organisations for a crop season, the cost ot the lotal
quantity is advancd to the supplie6. viz., National Fertilizer Marketing Limited.

On r€ceipt ot the fertiliser from the suppliers, the total cost ot the quantity is debited to
fertiliser stores with a counter cJdit of advance to suppliers. On issuance of the teniliser to rhe

Village Organisations, cost of the quantity issled is debited to r6p@tive loan account of the
Villag€ Organisation with counter credit to fertitiser stores. The recovery ot loan trom f|e Village

Organisations is collected by the Social Organis€rs and cash deposited with lhe Accounts S&tion.
For this trans*tion the c6h rcount is debited with the amount received with counter crodat to
loan account of the r6p€ctive Village Organisation. While depositing the amount recoveaed from

the Villaqe Organisation, the HBL Agriculture Production Loan A@ount is debited by crediting
the cah account. This detailed routine makes the job of the AccounB Section cumbersome but
at the same time it is heaatening to note that the pace of advancement and repayment of loan is

smooth and encouraging.

III. PROJECT AUDIT

The practice ot audits of the Villagp Organisations has since been discontinued, in vlew o{

its apparent harassment of the Village Organisations and the amount of time required from the

two.man mini ac\count section. Alternative arrangements have been made for attaining the

objectives of audit. A Field Accountant has been appointed and assigned the task of training

the office bearers of the Village Organisations and Village SupeNisors, in basic book keeping The

Field Accountant is practically in the field for the last two months and visiting village after village

in dilferent valleys. While training the office bearers ol the Village Organisations, he makes the

office bearers to complete the books and at the end draws up trial balance ss of the date. thus

compleiinq the accounts. At the end of his tou. of a valley, he brings along the trial balances duly

signed by the olfice bearers for €uthentication. Thes€ trial balances are then forwarded to the

MER Section for verification of equity capital ol the Village Organisation reponed by the Social
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Organisel!. The MER S€ction h6 Jound this pratice very valuable and appreciatq the efforts of
the Field Accountant.

The efforB o{ the Field A@ountsnt in impaning training in book keeping to th€ oftice

beareB and Villag€ Supervisors of Village Organiratiom are bound to upgrade the managerial

skills of thE Managers and villag€ Supervisors. In a nut*rell, this stgp ot AKRSP is direted to-
wardi prepaEtion of the ground for e.tablbhment of a csntrsl bank in due couEe of time.



CHAPTER SEVEN

PERFORMANCE AND FUTURE OF VILLAGE_BASED BANKING:
SAVINGS AND LOANS

I. THE ACCUMIV]ULATION OF VILLAGE CAPITAL

Writing in an 1981 issue ot Newsweek on ,,A Man Named Khan,,,columnist Verindra
Tarzie Vittachi spoke of a World Eank document that had ,,given leqitimacy to the notion that
villagers are bankable even if they cannot yet sign a check.', Documentary legittm&y, tmportant
in its own right (especially il it is conferred by an influential international bodv), is not a sub-
stitute for the legitimay and credibirity that has to be estabrished in the vilages In crea.ng a
viable rural banking operation. As is explained in the leading article, commercial banking in much
of the Third World's countryside cannot remain viable if ir is not anchored in co ectave com_
munaty responsibility for the disbursement and recovery of loans. And such resDonsibiliw is
meaningless without the demonsrrable ability of villagers to tulfil their obligarions. Vittachi
would agree.

Since its inception, AKRSP has insisted that members of Village Organisations pocl their
financial resources into a common equity capital. This principle acquires particular importance
in view of the role envisaged lor it: the equ ity capital is rhe security against which Village Organi_
sations can borrow from outside agencies. Capital is needed as security because a farmer,s land,
offered as collateral, has hardry ever prevented frequent and rargescare defaurt in rarqe rural
credit operations. The large number of insolvent farm-credit institutions in pakistan anJabroad
is a testimony to the inadequacy of land as collateral. Hence the particular need tor equity
capital to secure a large-scale rural credit programme.

._-l!ii ul9 of equity capital has been explained to villagers throughout the projecr area.
AKRSP staff are not yet convinced that the point is fully appreciated. Slowly, however, the
importance of equity capital will become self-evident to the Vi'lage Organisations. An instructive
episode involved the Sherqilla Village Organiration, which required a bank loan for a t.acror.
lnitially, the Sherqilla VO insisted that only an interest-free loan would be profitable for them.
It was pointed out to them that AKRSp relies completely on existing banks for its credit funds,
and dts as an intermediary between banks and borrowing groups, with the result that loans can
be offered on the usual teims oftered by the banks. The banks. in turn, need a security, which is
offered by AKRSP once the borrowing VO,s savings appear adequate to cover the risk ot default.
A series of discusions then ensued between AKRSP and the VO members. with neither side
yielding ground to the other. Finally, the VO started suggesting that, since bank policies permit-
ted individual loans of up to Rs. 6,000, each one of the 3OO members of the VO should be given
Rs. 6.000 in interestfree credit! We invited the VO members to present their request ro the
banks; of course. nothing materialised. After six months of debate and discussion, the Sherqilla
Village Organisation passed a resolution requesting credit to plrchase a tractor, on the ternrs
offered by the banks and AKRSP. Not only that, they also requested loans lor land develooment
on the same terms and conditions.

Clearly, the development needs of the villages require large amounts ot credit in the coming
years. In addition to the creation of Village Organisations, the accummulation of capital at the
village level is a tundamental requirement for a banking system that will cater to the clemand for
credit. The combination of equily capital and loan capital at the village level is expecied to
contribute significantly to a self-$stained development process in the countryside.
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As is natural with a process starting lrom nothing, aggregate saving6 of Village Org€nisations

continued to show large percentage increases during 1983. In fact, aggregate saving6 increased

92% between July and September, and another 125% htween October and D€cember. Encourag-

ingly, however, equity per member increased by 5'l% and 72% during the corresponding periods.

The level of equity per member i5 now at Rs. 55. (See Table 3 for some details.l The sustained

groMh of equity per member during 1983 is one indicator ot the credibility that Village Organa'

sations are beginning to acquire as villagelevel banks. Given the limited opportunitiB for inven'
ment presented bv AKRSP in its first year ot operation, as well as the past lailures of rural

organisations to preserve the equity of their members, the level of, and increas€a in. equity p€r

member appear genuinely impi63ive.

The collection ot equity tiwres trom 123 Village Organisdions reveals a number of pat'

tems ol pocsible intere6t. Some computations were made to. l0l Villag€ Organisations that had

been in existence for at least ten weeks. The dinribution of equity capital per membet, per year

appeani to be skewed to the right, with the median at Rs.70 per member, per year. The right
tail ot the distribution mostly consists of villages from Gilgit and Hunza sub'divisions. In tact,

the median figure lor G il git sub-division is Rs. 128 p€r member, per year, about twice the medians

for Naq€r and Gupis-Yasin sub-divisions. Provided some theoretical requirements are lulfilld,
th6e figurB might well retled the tundamental disparities in wealth between different regions.

Such a consideration ha. prompted AKBSP management to station a tulftime Social Organis€r

in Nagar; toa oaganisalional weaknesses in Nagat villages are a serious impediment to development

work in that region. In G!pis.Y6in, there has already been a maior efton in terms of the PPI

Programme (see Table 4).

For reasons noted above, it is encouraging that halt the 12,000 or so members of Village

Organisalions might already be saving at the annual rate of Rs. 70 per member with these organi'

sation6. However, even wilhin the group of or9nisations tormed so far. therc remains a consider_

able potential for imprcved pertormance. For instance, the bottom fourth of these VO's sav6

less than Rs. 46 per member annually - not even one rupee per week lor every member' The

too founh sNes moae than Rs. ll0 per member, at an annual .ate. Most remarkable is the

instance of the P6su Villag€ Organisationi with only 59 mernb€6, Passu had saved Rs.56.668

by December, at an annual rate of Rs. 1,342 per member. The most pathetic case is that of a

cenain Village Organisation, which shall go nameless, that i5 saving only Rs. 17 per member,

per vear. Such disparities, although exaqgeratd by tirst-year ligures, are neverthlest quite real'

AKRSP faces the tormidable task ol motivating lagging organisations to emulate the leaders by

forming more coh€6ive and more bankable Villag€ Organisations.

ACCUMMULATION OF EOUITY CAPITAL, 1983

LOAN CAPITAL

Secured by their equity capital, 46 VOt took out loans for th€ purchase of fertiliser during
'1983. In all, 50 group loans were advanced during 1983 for fertilis€r, amounting to R3 705,'187'

(Detail. are in Table 6.) A total of Rs. 504,142 had become due by D€cemb€, 19tJ:1, At that

time, the amount outstanding was Rs. 9.969; the recovery .ate w6 9896. (Since then. recoveries

have risen to 99% of the amount due.) The average loan per beneficiary Iarmer was only Rs' 174'

The impressive .ecovery tate ol 9{t% (so far) has been achieved by constant motivat'onal

work on the part o{ the Social Organisers. Although AKRSP has been lending undet a lystem

that Denalis6 default bv withdrawal ot all credit fcilities, this message had to be conveyed
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repeadly to those villagprs who had started treating detault as a {armer's privilege, lt is. indeed,

a remarkable example of organisational success that tirst'year credit operations should prove so

viable. How€ver, incentives ha,rc to be giwn now to VO Managers, who have b€en performing

the functions of village banking wi$out y compensation so tar. The expected expansion in
the credit programme in coming yeac will rq€rely test the altruistic spirit ot most VO Manage6.

Another requirement for financialty-5ound expansion of AKRSP'S ct€dit operalions is that
of placing VO savings in acount to which AKRSP is I co-signatory. Once the necessary modifi-
cations ha\.e been made, the savings-and-loans system can work with increasing eflectiveness in
tinancing the development needs ot the region.
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CHAPTER EIGHT

WOMENS PROGRAMMES: STUMBLING OVER STEREOWPES

I. INTRODUCTION

The farming systems in nonhem Pakistan are heavily family oriented. In the sexual division
ot labour, women share a maior responsibility with the men in the field. Some of their main
activities irElude care ot livestock and poultry, veg€table growing, weeding, wood gathering and
carrying potable water. This is in addirion to rheir rEponsibilities within the home. Moreover,
in households where the meo have gone in search of better joh, the sexual division begins to
erode. In such cas6, womenh role is extended and could include sowing and harvesting.

Generally speaking, women's activitiE tend to be underualued. There is no traditton of
women's integration ioto wage labour. Moreover, due to the traditional and segregated nature of
society there is a scarcity of skilled and literate women. In one large vill6g€, tor instance, there
was not a single literate woman, and village women identified a girls school as an urgent priority,
Although villagers were willing to provide a rent-free building tor the school, and funds tor teach-
ers'salaries, they were unwilling to accept a male teacher and unable to find a fumale for the
purpose. This is typical of the conservatism in many villages. The isolation ot the district and its
poor communication faciliiiea with the rest of the country have tended to aggravate the problems

APPROACH

In recognition of the fact that women are playing an increasingly imponant role in the
ag cultural s€ctor, and particularly so in households where male migration has forced additional
responsibility onto them, AKRSP felt that a development programme which did not involve
women wai unlikely to have a pervasive impat on village development. Moreover. it is known
that programmes which are aimed at women but work through men have the disadvantage ot
leaving the women outside the decision'making process. Such programm$ are bound to distort
the telt needs of the women and have a limited impact on the target group. As such, AKRSP
resolved to have a separate programme ta4eted specifically at the women and one which worked
through the women. Incorporating the same principles ot rural development which are being
followed in creating sell-sustaining village organisations for the men, the Management Grcup
decided to extend its organisational approach to women as well. However, due to the lines along
which sociely is structured in th6e areas, it was realised that before such a plan could be imple-
mented it would have to convincingly demonstrate its credibility to the menfolk. Without this,
they would not allow the women to panicipate in a 'pannership' with AKRSP. In practise, this
meant that women's programmes would have to be relegated to a second phase and imple-
mented only in those villages where the men had successtully completed an AKRsP-sponsored
project. In t-t, once this was done the women themselves took the lead and, shortly after the
completion of Productive Physical Infrastructure schemes in some villages. women started
organising and requesting AKRSP Ior assitance.

Towards the end of 1983 the Management Group initiated a Diagnostic SuNey which
attemptd to acquire basic information regarding women's roles in the tarm-household, and to
determine their decision-making capacity in order to identify possible areas ot inteNention,
suitable proiects and methods for implementing these proiects. Formal and informal dialogues
were held with village women to identify incomegenerating opportunities lor them. A concert-
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ed attempt was made to devise a strategy which would motivate the women to {orm an organisa

tion for village-level development; geherate equity capital tor common proiects; and accept

responsibility for collective e{fort. This is perhaps the tirst attempt in Pakistan to form women's

agricultural co-operatives on a village-by'village basis.

From {irst appearances, it seems that Wcmen'$ Organisations will be somewhat more co_

hesive and prosperous than their male counterparts. There are now ten Women's Organisations
under AKRSP aegis. Records compiled lor six of them show a membership of 347, and savings of
Rs.24,2-"2, Savings per member are Rs. 70, one_fourth higher than lor men's organisations.

Then, too, discussions in Women Organisation meetings seem to proceed with luller participation

bv individual members.

III. THE PROB LEI\4S

One oi the major obstacles in the endeavour to idgntify income_generating opponunities
for women was the stereotype regarding the kind ol activities in which women should engage.

The most prevalent of these was that women should concentrate on handicrafts. 8y raisinq

issues of supplies. quality control and marketing, AKRSP is heiping to {ocus on activities which
can- indeed, increase household incomes.

Another problem .is connected with the women's perception of incomegenerating activities
They are not immediately able to discem the opportunities oI increasing household incomes by
improvemenls in their methods oI agriculture and liveatock. Instead, theY look upon ventllres
such as shop-keeping and sewing machines as providing instant incomes. lt is only after a great

deal of debate that the women are persuaded to concentrate on activities in which thev enjoy
a comparative advantaqe.

Moreover. due to women's responsibilities within the hous€. they are faced with a severe

time constraint. The intensity of such constraints will limit the kinds of income'generating

activities in wlrich the women of a village can engage. The religious composition oI the popula

tion is another factor which actounts for the manner in which a village responds to AKRSP'S

e{forts to oruanise the women. For instance. villages in Nagar insist on strict purda, for their
women. In these villages AKRSP will have to make an additional effort to try and bring its
development programmes to the women. In order to achieve this, a considerable amount of
flexibilitv in implementation methods is imperative.

In view ol all these factors, the final decjsion regarding the exact nature of pro,ects for
women would emerge out of dialogues between AKRSP and the village women. The N4anaqement

Group now feels contident that its Diagnostic Survey approach will lead to the identiJication ot
prcfitable ventures in agriculture {or village womenfolk.

IV. THE SOLUTIONS

AKRSP has identified certain areas which could be the entry_point for women's program'

mes. These activities are discussed below

Productive Physical ln fftstructu re.

A scheme which seems to be particularly popular with the women is walled vege

table gardens. This scheme has been identified by four Village Organisations (Passu,
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Sherqilla, Morkhon and Rahimabad-l) after exhaustive discussions with memoers
of the Management Group. Such walled vegetable ga.dens will enable the women
to grow vegetables on a scale which was not possible due to the rystem of free graz-
ing practised in the area. Although these proiects are now in the process ot being
costed and finalised, there arc numerous uns€ftled issues surrounding them.AKRSp's
experience in the field indicates that the villagers will be instrumeotal in providino
solutions.

The scarcity ot fodder in the area is one of the principal reaGons tor the lag in dairy
production. The local practise is of taking the animals to highland pastures in summer.
The custom ot allowing the escorts of the animals to keep the dairy produce foi
their own consumption has panly contributd to the lack of development in this
sector. Moreover, the tradition ot burying any surplus butter lor tuture wedding
feastr has not contributed to the development of dai.y production fo. sale in markets.

Ex tensi on Train i ng Prcgnmme.

AKRSP.is organising a number of extension training courses for women. These
courses will cover lwo or three ot the several agricultural activities in which rural
women in Gilgit participate actively. A three-week poultry course is scheduled to
stan on February z), 1984. lt is expected that representatives from ll Village
Organisations will panicipate in this in-residence course.* Anecdotally, it is wonn
pointing out that none of the women who are exepcted to attend are literate or speak
Urdu. As such, lectures will be given in Shin?, the major language ot the North,
ern Areas. These lectures will then be translated into Eurushaski and Goiali for half
the women who cannot undertand Shin'a, For most, it will be the firat exposure
to any sort of formal training . As such, the emphaiis ot the course is on practicat
training. Each panicipant will be given a medicine kit and two unit6 of chicks (RlR
and the Egyptian Faoumyl after the training. The ability of the trainees to care for
the chicks will be a practical demonstration of the appropriateness of the course
content and the performance ot the trainees. Funher collaboration with participaf-
ing villages in the field of poultry would be conditional on the performance of their
nominees for training. Reoular follow{p viiits will be conducted to impart refresher
trainiog and ass6s performance.

grpplbs and lnputs.

AKRSP has arranged tor the supply of improved variety ot vegetable seeds at cost to
Village Organisstions. Where required, Women's Organilations will be provided techni-
cal expertise in the care and growth ol theae vegetables. Insecticides and spray pumps
will also be supplied to orconisations on request. ln Oshikhandass and Sikandarabad
the women have reque.ted for insecticide6 and are being assisted by AKRSP agric-
ulturalists

Marketing.

ln the last fruit season AKRSP successfully completed a marketing expriment in

At ih. rim. ol rhi writino tg wom.n lrom 9 Vill.l. Oro.ni..ridr hd 6cond lor th. 6uE .t th. En.n.io l6lni.e
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collaboration with the ment Village OrgEnisations in the Yasin Valley to collectively

transport their dtied lruits for sale in the Gilgit and Rawalpindi rnarksts' In the

next !€aon, AKRSP exp€cts to include Women's Organisations in the exp€riment'

Fruit proc€ssiDg and drying fulls within the domain of female rctivity and they can

be much more effective in organising its collection tor sale than men. In collaborat'

ion with the Pakistan Courrcil for Scientilic and Industrial Research (PcsIR), AKBSP

is helping disseminate improled techniques ot Jruit dehydration and tumigation

through VillagE Organisations. The re$ltant improvement in the quality of dried fruit

would mean . subrtantial incre6e in p.ices received by p.oducers.

some of th€ villages have rcque6ted AKRSP assistarrce in the marksting of vinegar'

AKRSP ii hoping to enlist PCSIR cooperation in laboratory t6ts of the qualitY ol

vineg6r ard then Jind a marketing channel. However, not much hgadway has b€en

made in thb direction 60 tar.

Encouraged by the progre$ so far, AKRSP is hiring a tull-tim€ Social Organiser for

,r-."n.ih" ,rro.rn being considered for the iob h8t 15 year ot experience in organi-

sing women. Moreover, the overseas Education Fund ot the League of women voters

of U.S.A., will be arranging a thort consultancy tor AKRSP'S women's programmeG-

Again, the t\oman being considered lor nomination is eminently qualilied Jor the iob'
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Ever Since its inception, the functions of programme monitoring and evaluation were

built into AKRSP as pan of the job descriptions of the General Manager and Programme Econo'

mist, the latter supposd to devote a considerable part of his time to these responsibilitiB.

In addition, a vague but challenging refetence to neceasary socio@onomic res€arch wa3 also

included in the responsibilitie. of the'Ptogramme Economist. Therc were. thetefore, two kinds

of tension inherent in the Programme Economist's iob. Firstly, he and his colleagues panicipate

in the programme in a number ol managerial capacities, whose output they are then gJpposed to
monitor and evaluate: they implement various components o{ the programme. participate in

decision-making with their colleagues, and are also required to rcmain 'outside'the manage

ment to perfo;m their M&E functions. Secondly, the demands of routine monitoting often

threaten to put a stop to elforB at innovative evaluation and promising research work'

CHAPTER NINE

MONITORING, EVALUATION AND RESEARCH:
EYES AND EARS AND ALL THAT

I. INHERENT TENSIONS

US AND THEM

M&E vs RESEARCH

As is often the case with proiects such as AKRSP. individuals performing M&E tunctions

soon acquire a special notoriety among their colleagues, particularly in the tield, for demanding

i"po.tr rtrut are supposed to interfere with the 'real'work of implementation ln fact, the only

reportswhichsocia|organiserssendtotheMERsectionare|igur6onVosavingFandattendan.
ce, coltected on"" "u"i 

qrurt"r. Enginee6 in the tield report physical progre's ot PPI proiects

io'rhe Engineering s€ction at ,imilar intervals. These items oI inJormation are solicited trom

the tield staff by a collective decision ot the Manag€ment Group'

Similarly, the MER Section continues to be viewed with suspicion by some of our

colleagues whenever it putports to do some lhinking and writing about aspec$ of the P'ogramme'

iftrr, il", " 
not comprehensible, for no componeot of the Prcgramme has b€€n subjected to

formal evaluation so far. There has only been ongoing evaluttion a3 pan of nonnal managerial

i*ponsiUifities. The conclusion must be that many among our colleagues have brought with

them memories of suspicion and bitterneas lrom previous encounterc with M&E pe6ons' This

i6 understandable. tor we all know of development agencies where M&E i5 in-some sense the

superio. authority in the project. a watchdog, the eyes and ears and all that At AKRSP' it is

simply an integril pan ot management, undertsking its assignments with lnderstaoding and

integ.itv. fnis poini tras to be appreciated before M&E functions can be understood to be pan

of good management.

Plans have been afoot since the middle ot 1983 to initiate a small effort in social science

research at AKRSP. So lor, however, rcutine monitoring and reponing 4tivities ha'e rcmained

an exclusive dominance in the work schedule ot the MER S€ction' Th6e ativities' together

with requesis from our friends in the AKF network for fund'raiiing proposals and donor report3'

seemed io require the utmost u4encv throuohout '1983. The factor that compounds the problem

ouni"rfurf" is the inability oJ all panies to work out a simple schedule for the llow of paper

itrJ rniff 
'be 

required from the l\4ER Section over a given time period in the tuture'
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Correspondingly, there needs to be a similar schedule for information that will flow /rto the
l\4E R Section.

More importantly, however there needs to be a genuine appreciation lor the requirernents
and rewards ol social science reseiuch. The MER Section simply has to have the time and r{rso!r,
ces to complement its M&E functions with first-rate research. Only such research can hclp us
devise appropriate criteria and methodologies for the formal evaluation of the innovationr that
AKRSP is promoting. There are other reasons as well for social science research; these have been
explained in our proposal for a Social Science Research Programme (SSRP) that might be append-
ed to AKRSP for 3,4 years.The SSRP, however, is predicated on a commitment by AKBSP to
$ppon and employ social science inquiry in aniculating and evaluating its objectives and melhods.
Such commitment needs to be made now. so that the myth can be dispelled forever that fir$-rate,
field-based social science research has no place in an innovative development proqramme sucn
AS AKRSP.

IV, PLANS FOR 1984

Except for the analysis of survey data available at AKRSP and other agencies in Gitqir,
the work plan tor 1983 has been completed with as much satisf&tion as could be hoped for
in our li6t year. In 1984 we will start with a concerted effort to complete our survey-oara
analyses. Next, we will tocus od anthropological research aimed at delineating the ro es of
various kinds of village leadership in the development process. There will be more anthropolog
ical research later in the year on aspects ol village-level economic development. In economics,
we will continue to concentrate on the investigation ot the investment and savings behaviour
of small farmels in the proiect area. An attempt will also be made to devise appropriate evalu
ation methods for Programme activities. Institutional collaboration is expected from the Nation,
al Centre lor Rural Development,Pakistan Agricultural Research Council, Applied EconDmics
Research Centre. Regional Otfice of CIMMYT and individual social scientists from institutions
with a superior rerord of research.

CHAPTER TEN

BUILDING ERIDGES TO OTHER AGENCIES

The Aga Khan Rural Support P@gramme is probably the only private organisation of its
kind in Pakistan. As approved by the Govemment ot Pakistan. the Memorandum and Articles
of Association of AKRSP envisage this small company to undenake a wide range of etivities to
supplement and complement the efforts of government and other agencies in the country,s rural
areas. However, the availability of funds and qualified peFonnel in the short-term has constrain,
ed both the geographical spread and the specific prcgrammes that AKRSP could undertake in
its first year of operation. Thus most of 1983 was devoted to getting the programme established
in Gilgit district, and initiating it in Chitral district. In terms of activities supported, the foster
ing of Village Organisations, construction of Productive Physical Infrastructure {ppll. training of
village extension specialists, provision of credit and agricultural supplies, and promotion ot
savings at the village level took up most of the resources expended during the year. ln both
districts, and in all activities, a sincere and sustained effon was made to maximise AKIlSp.s
contribution to the villagers, and minimise the potential for conflict with government depart-
ments and other development agencies.

It is never easy to predict the evolution of long-term relationships among the several deve-
lopment agencies working in a relatively isolated part of the world. So much depends on the
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personalilies involved that early hopes ot long-term institutional collaboration must necessarily

be qualitied as somewhat premature. Then, too, institutions undergo periodic changes in the
nature of the work thev are required to undenake. To the extent it was pos6ible to do so
without leaving a panicular development need unattended, AKRSP has resolutely withdrawn
trom areas of potential inter-agency conflict. And it has sought to involve the wid6t sp€ctrum of
individuals in its plans and activities,without becoming involved in inter-personal alignmeots.

As was inevitable. the induction of a new company into the local development scene

raised many questions in the minds of those who had been working in the project area for
years. lssues that pertained to the main objectives of AKRSP had already been claritied by
the Board ot Directors of the Aga Khan Foundation under the Chairmanship of His Highn6s
Prince Karim Aga Khan. In fact, His Highness had also undenaken the necessary consultation
with the President ot Pakislan, General Mohammad Zia ul Haq, prior to the establishment of
AKRSP in nonhern Pakistan. Once on the ground, the Management Group ol AKRSP repeatedly
articulated its obiectives and strategy in trequent meetings with reprcsentatives from government

departments. Aga K han i nstitutions, U.N . agpncies, elected bod ies, religious sects and the general
public. Many of the early apprehensions eased, though others continued to surtace throughout
the vear.

The dynamics of inter-agency relationships began to take discernible form once AKRSP'S

programmes came to acquirc concrete shapes. lt became clear, for instancg that AKRSP's PPI

programme coincided with the turf claimed by the goverment's Local Eodies and Rural Deve

lopment (LB&RD) department in tandem with the elected District Council of Gilgit. There was

an urg€nt ne€d, therefore, for a mechanism to avoid duplication of effort. With this realisation,

AKRSP is regularly sending its lists of proposed PPI projects to L8&RD for purpos6 ot co'

ordination. On occasion, LS&RD has responded with sugg€stions on specific proiects, which

have been discussed to the satisfaction of both agencies.

With elected bodies, such as the District Council, AKRSPT discussion is still focus$d on

discovering the means through which AKRSP activities could be made lo dovelail with certain

statutory ;owers vested in l;cal elected bodies. More specifically, Union Council Planning tor

ohvsical infrdtructure continues to be a possible area for cooperation between AKRSP and elect'

€d bodies on projects involving several villagps each. The modalities ot such an arrangement

needtobeworkedoutanewwiththenewly€lectedDistrictCouncil.lnthemeantime,inter6ted
membersoltheDistrictandNorthernAredCouncilscontinueto&edetoAKRSP'Srequests
for informal cooperation whenever necessary.

Government departments with responsibilities in agriculture and animal husbandry b€came

involved with AKRSP activities soon after the inception ot iti extension training and supplies

programmes. On several occasions, the Agriculture Depanment hasprovided furtiliser to AKRSP

io, sat" to itt Village Organisations on credit. The role ot AKRSP as a dealer of the National

Fertiliser corporation has usually worked to ease the ptessure on the Agriculture Departmeot's

capacity to meet the fertiliser requirements of the dislrict. The Animal Husbandry Department

has also been involved in a mutually beneficial relationship with AKRSP FouT courses for the

training ot village specialists in animal husbandry and plant protection were conducted at

efRsit gxtens'ron Training Centre during 1983; government staft imparted most of the tra'n-

ing at these coursG,

|nadditiontogovernmentdepartments,HabibBankLimited(HBL)participatdwith
AKRSP in a number ol important programmes during 1983. The bank's mobile units followed

a pattem ot regular visits to Village Organisations lor the collection of th-eir savings HBL also

became the source of all the loans that were extendd to forty-six villag€ organisationr for the

puictrase of tertifiser. Most encouragingly. the President of the Ex€cutive Board of HBL evinced
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keen interest in AKRSP'S approach to rural development, and made it the cornerstone oI the
bank's programme for .ural uplift. The enthusiasm with which HBL and AKRSP have collabora'
ted during 198:l has set in motion a proc$s of pooling of resources which should serve as a model
for institutional cooperation for any pair of complementary agencies,

Effons were also made during the year to coordinate AKRSP activities with UNICEF
and with the Integrated Rural Development Project {IRDP} of UNDP/FAO. With UNICEF, the
Aqa Khan Foundation (AKF) is assisting the Northern Areas Administration in the implementa-
tion of the Community Basic Services {CBS) programme; AKRSP is coordinating selected aspects

oI CBS on behalf of AKF. lt is desirable, however, that the natural complementarity between
an incor:e-genemting programme and a social s€ctor proqramme be expolited to greater advantage
than it was in 1983. Similar comolementarities between the functions ol AKRSP and IRDP
also remain unrealis€d. Higher ideas need to be invoked during 1984 than principles that
appeared difticult to reconcile in 1983. This assdsment could apply quite generally to rclation-
ships between any two darelopment agenci6 with different approaches committed to the objec-
tive5 of darelopment in the projecl area.

A couple of Aga Khan institutions operating in northern Pakistan worked with AKRSP in
limited but w€ll-defined spheres during 1983. The Economic Planning Board's seminar on
cooperativG, held in Gilgit, provided an unique opportunity for rural entrepreneunr 10 analyse
AKRSP'S rppro-h in comparircn with some other approaches prevalent in the region. Dlscusg
ions are also in progress between AKRSP and the Education Board to examine the possibility
of establishing davaare centres through lromen's organisations.

During 1983, AKRSP wa6 privileg€d to obtain the blessin$ of His Highness The Aga Khan
for its overall strategy for small famer development. The Pr6ident ot Pakistan also expressed

an interest in the work of AKRSP, In Gilqit, AKRSP beoefifted from the patronage and guidance

of the Martial Law Administrator, Zone'E',ever since the inception ot AKBSP'S operations
here. Commissioner, Northern Areas; Commksioner, Malakand Division; Deputy Martial Lalv
AdministEtor, Gilgit; Additional Commissioner, Northem Areas; Deputy Commiisioner, Gilgir;
and Deputy Commissioner. Chitral, proved to be siocere and willing hosts in rgreiving and help-
ing establish the new ag€ncy in the project area. We thank these individuals and their colleagues
in the d@artments they represent.

Similar thanks are due to the Chai.men and members ot the District Councils in Gilgit and
Chitral, and to members ol the Nonhern Areas Council, who olten took the initiative to help
foster links between AKRSP and the population of the project area. Indeed. without the active
fisistance of the6e and local councillors. AKRSP'S dialogues with villagers might have proved

even more time{onsuming than they were in 1983. The task of fostering hundreds of Village
Organisations would have appeard even more formidable.

Even though some initial tears ot duplication and contlict were proved baseless cluring
1983, relations between AKSRP and the governmeht departments need to go through further
consolidation along institutional lines in the coming years, On their part, the management of
AKRSP have to continuo to demonstrate sensitivity to the government's problems, and adher
ence to its policies. In return, one must hope for tho local administration's sincere and lasting
appreciation ot the spirit and strategv with which AKRSP has cornmitted itself to the objecrive
of helping develop northern Pakistan, The common goal of serving the people of the region to
improve their physical and human situation can, and should, accommodate tangential approaches

to the achievement of that goal. lt is in the operationalisation of this principle that one finds
hopes tor complementarity and reasons for cooperation.
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CHAPTER ELEVEN

PLANS FOR 1984

We concluded our chaptea on s@ial organisation by indicating that our courae ol &tion in
the nea. future could emphasize both the expansion and conrolidation of Programme ativities.
Here in the lan pager of our narrative, we discuss the general qoals we have in mind for 1984.

A maior effon will be made to promote the viability of Village Organisationr by involving
them in as many development etivities as appeaF feasible. In particular, VO's are expected to
increase their equity capital by large amgunts in rEponse to the incentives that will b€come
apparent once AKRSP! credit p.ogramme opens up opponunities fo. investment in the villag€..
The savingB--€nd.-loans programme will be at the centre of etfons to consolidate whet hd been
achieved so far in organising the region's farmers. The most important componenr ol AKRSP'S
credit programme will involve lending to villages that need to develop ba.ren lands whose culti-
vation h6 been made possible by new or improved irrigation channels. lt is likely that several

VOs will also s€ek loans tor purcha6e ot tracto6, threshers and agricultural inputs. In order to
feilitate credit operations on a large scale. the post of Programme Business Manag€r has been

approved by the Board of Directo6 6 an addition to the Manag€ment Group. In '1984, therefore,
AKRSP will take a majo. step towards implementing its '.'.econd phase". the elements of which
were noted in the Third Progre$ Repon.

A second maior element ot consolidatioo will be the erdeavour to help villagers complete
most of their PPI proiects. lt is expected that about 9096 of the 80 p.ojects stan€d in Gilgit in
1983 will be completed by the middle of 1984, a similar completion rate can be anticipatd for
Otitral.

Finally, the consolidation phase will be marked by selective extension of Programme activi-
ti6 to VOb that have already initiated thei. PPI proiects. lt is in this process lhat the villagp plan

will begin to take concrete shape in the villages: several villages will begin to acquire and manage

many of the human, financial and physical resouices that are nded tor total villag€ develop-

ment. Examples oJ these resourc€s are: new cullivable land pastures, forest plantationt de\r€lop-
ment-orientd village leadeB. para'vets and other village specialists, equity capital, ctdit, etc.
Obviously not all the VO's will be willing and able to panicipate in all the components of the
villag€ plan. lt will be the paramounl iask of the Social Organisers to motivate and prepare a

select group ot VO's for leading the project area in clarifying and implementinO the village plan.

Ditferent models emerginq Irom varied regions and environments would be extensively dissemi
nated through pamphlets, case studies and leatlets among6t the Village Organizations.

In terms of the geogrphical expansion of AKRSP activities withio the proiect atea. the ex-
ten$ion ot the PPI programme to additional villages would depend entirely on the funding that is
avaifabfe during 1984. lf, as noted in the frtd Prcgre&t Report,125 prorects a.e to be completed
by the end of 1984. then roughly twice that many proiects need to be initiat€d during the year.

Therc now appear to be adequate resources to stan approximately 135 projects in Gilgit die
trict. The plans are to initiate all th6e proiects before June '1984, preterably in the earlier
months. lt is anticipated that 90 of th€re projects will be completed by mid'1984. In Chitral,
aboui 65 projects could be started by June 1984, ot which roughly two-thirds should be comtr
leted by mid-1984. Proiects supponed by funds made available in the second halt of 1984
stand a much reduced chance of being completed during 1984: construction activity in the vil-
lag6 slows down considerably after October. and does not pick up until March.
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The availability of additional donor lundr will also be a factor in ddermining the expansion

of AKRSP activitie! to the other two district3 ot the Northem Areas. Any dotision on such ex'
panrion wilt be made by the Board of Directors with due regard to the a,€il.bility of linancial

and managErial rc6ourc6, and the sentiments of the people and administration of the Notthern
Aarat.

Finally, tu,tctional expansion during 1984 will most likely be limited to the introduction
of women! programmes in villages which to]m Women's Organisations on their own. Since the

creation and support of Woment Organisations nds tesourc$ equal in magnitude to thole
dwoted to men's organis.tiont the pace ol AKRSP! womenS prcgrammei will depend, to a

great deat, on our ability to mobilise the managarisl and tinancial inputs necessary tor these eti-
vities.

To sum up, in the ye6r 1984, AKRSP will be ofturing to the villagerc of th; Northem Are6,
through their Village Organizations a 'package' distilld and refined through the experience ol
1983 embracing:

(i) organization and collective management;

(iil increases in local resoutt€s i.e, mote lsnd development, more padurc6. more tre€s,

mot€ oruhards, more animals etc.;

(iii) upgrading of human skills to prevent losses and to leam new methods;

(iv) accumulatioo of capital through savings to attret credit lor future de!,/elopment and

implenEntation of villagE plans. and

(v) marketing of surpluses.
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TABLE 1

GILGIT DISTRICT
ANNUAL STATISTICAL ABSTRACT

This abstract cover the period December 1982 to December 1983'

Proj@t Area

1. Area (sq. km.)
2. Population
3. No. of households (approx)

4. No. ol potential Village Organisations {approx)

Oveall bverage

1. Proiects identified in so many potential VO's

2. . . . as % of total in 1.4

3. No. of potential VO's surveyed
4. ...as%of ll.1

Social Oryanisation

l. No. of Village Organisataons

2. Membership of all VO's {aPProx)
3. Savings of all VO's (approxl

4. % pop. of proiect area covered by VO's (approx)

Productive Phy sicd I n f ratructu re

l. Total number of proiecrs identified
2. €$imated cost of these projects {million Bs.)

3. No. ol Proi€cts initiated
4. No. of beneficiary households (approx)

5. Cost of proiects initiated (million Rs.)

6. Physical progress of these projects

7. No. of projects completed

AgricuhJral Credit

'1. Amount ol loans advanced ('000 Rs.)

2. No. of borrowing VO's lincluding 4 repeatedl

3. No. of borrowing farmers {including second'time borrowe6)

4. Recovery rate on loans due by end ot 1983

5. Co{ponsoring agency for credit:

Extensioa Training & SuPPlies

1. No. oJ cou6es for villag€ specialists

31,100
227,M
27,2ffi

2*

.

t.

212
73%

72%

131

12,050
662,7n

46%

363
48.3

80
9300

9.5
48%

705
50

4,058
oo4

Habib Bank

4



2. No. ot vilbgp rpccialbb trsin€d and lupplisd
3. No. of conf€rarc€| for VO .@Erdtatives
4. . . , with number of VO3 rsplr sntod

Vff, tta*cti,V R6strch

1. No. ot participating VOI (including 2 rop€ated)
2. . . . with no. ot participatino farmen
3. Ouantity of prcduc€ market€d (me{.ic tonn€t)
4. Value ot pmduc€.old in Gilgit market lR3.)
5. Value ot prcduc€ sold in Rawalpindi (Rt,)

ol
2

56

11

514
45.5

238.984
85364
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Village OrganisationsVillage OrqEnisations

TABLE 2

VILLAGE ORGANISATIONS
DURING 19TB WITH ACTIVITIES

{tl= PPI Project (O) = Vill.Spclt.T
I * I = women's Programme

FORMED
UNDERTAKEN

rng. (+l = credit
(o) = Marketing

Activities
UndertakenS.No.

1.
2.

4.
5.
6.
7.
8.
9.

10.
11.
12.
13.
14.

16.
17.
18.
lo
n.
21.

22.
23.
24.
25.
6.
27.
28.
n
30.
31.
32.

u.
35.
36.
37.
38.

40.
41.
42.
43.
44.
45.

,16.

47.
48.
49.

6t

54.

58.

60.

Sub-Division: Hunza

Passu

Gulmit
Miigar Paeen

Ghulkin
Soun
Gircha
Shbhkat Bala
Khaiber
Morkhon
Yarzirich
Misgar Zaki.abad
Shimshal
Attit
Hussainabad
Munazabad Paeen

Maiun

0ralt Bala
Sonikot
Mamo6hdiding
Bodalus
Miachar Bala
Pisan
g)boivitidr: Gilgit

O$ikhandas
Mohammad Abad
Rahimabad I

S!ltanabad
Nomal: Aminabad
Sonikot Bala
Jaglote Sai:
KalhmiriMohalla
Hanuchal
Hoopay
Jutal
Rahimabad ll
Shah Karim Ho6tel

Central Danyore
Skarkui
Nomal: Batote
Datuchi
Nomal: Jaglote Bala

Gawrhi
Jalalabad I

Farfoo
Jalalabad ll
Nomalr Sehgal

0
0
0

r 0+
t0+
r0+

!o+
!0+
r 0+

10

+

+

Haiderabad Bala

Haiderabad Paeen

Bo*ranabad-sherabad
Ahmedabad
Khizarabad

g)bDivision: NWr

Chayan
Manalokushal
Ratal
Hakalghal
Holshal
Brushal
Lower Miacher
Dadimal
Fikkar
Gho6ho$al
Rahbat

j0+
!o+
t0

!0+

0

t0+

9) b D tuision : PunYal'l d1 komal

ot.
62.

Japuka
Singal
Gulmuti



u.

67.

69.
70.
71.
72.
73.
74.

76.
77.
78.
79.
80.
81.
42.
83.
u.

86.
87.
88.
gt.
90.
91.
92.

93.
qa

96.
97.

+
+

+

oo

100,
101

102.
't03.

104.
105.
106.
107 .

108.
109.
110.
11r.
112.
113.
114.
'| 15.
116.
117.
'| 18.
119.
120.
121.
122.
123.
124.
125.
126.
127.
124.
1?3.
130.
131 .

Sherqilla
Gulapur
Grunjar
Gich
Dalnati
Hatun
Bubar: Shamyote
Singal: Thingdass
Eubar: Lhotum
Damass Paeen
Selpi Paeon

Golod6e
Dam6s Bala
Bubar Paeen

Kanchi
Kuchdeh
Phakora
Shun6
Chatorkhand
Daheen
lmit
Has6is

Rahimabad
Bala Gaoon
Paeen Gaoon
Faizabad
Mominabad
Thapushkin
Bar Junqle

Gupis
Janrole
Phander
teru
Khalti

Hakis
Roshan
Sumal
Yangal
Dahimal
Moulaabad
Rahimabad
Dalomal
Sh€rbal
ShamaEn
Karimab8d
Dar Barkulti
Orashi
Buiayote
Nooh
Yasin Bala
Murka
Taoos Bala
Taoos Pae€n
Yasin Paeen
Barkulti Peen
Gindai Bala
garkulti Bala
Gujalti
Sultanabad
Barkulti Par
Dal Sundi
Sundi Paeen

Atkaih
Oorkulti
Sundi Bala
Nazbar
Manich
Gindai Damalgan

Activities
Undertaken

0

o

+
+
+
+
+

+

!0+

!0+

i0+
10+

0+

do
0+

b
o

o

Sub D ivision : G u o is-Yacin

+
0
0

Activities
Undertaken Village Organisations



TABLE 3

G ILG IT D ISTR ICT
VILLAGE O.RGANISATIONS

MEMBERSHIP & EOUITY CAPITAL eY SUBDIVTSION, END OF 1983

A, FIGURES IN DECEMBER 1983*

Sub-Division
No. of
VO's lvlembers

Equity
{Fs.)

Equity per l\,4embers

lvlember per VO
(R s.)

Hunza
Nagar
Gilsit
Punyal-lshkoman
Gupis-Yasin

TOTAL

20
17
21
29

1,616
1,635
1,828
2,A76
3,362

155,829
53,823

152542
115,t92
'| 46,005

81
96
87

93

84
40
43

123 '11,317 623.531

B, PERCENT INCREASE FROM PREVIOUS OUARTER"

Sub-Division Members
Equity Eqty. pei
(Rs,) Member

(Rs.)

l.

4.

Hunza
Nagar
Gilsit
Punyal-lshkoman
Gupis-Yasin

TOTAL

129
104
66

17

50

174

31

58

72125

All thd ticuc .c b6€d on th. 123 Vos for *hich tuotds dr eil.ble on 3l D@mber, l9€3. In .ll, $oe aE

131 vo3, E xtrrgolating from .vralabl. eraFs, the totsl mombodhip might be 1 2,050, .nd aogEgdte .quiry .n 4rimaled
Fr3.662J50,



TABLE 4

G ILG IT DISTRICT
PRODUCTIVE PHYSICAL IN F RASTRUCTURE

COMMITMENT. DISBURSEMENT & PHYSICAL PROGRESS, 1983

A. SY TYPE OF PROJECT

Type of Proiect
No. of
Projecc

Commit-
ment

(Om Rs.)

Disburs€ment Physical
As % ot Progr6s

'0OO Rs. Cost l%)

l.
2.

4.

8.

lrrigation Orannel
Link Road
Protective WoJks
Syphon Irrigation
Storage Reservoir
Sedimentation Tank
Mud-flow Control
Lift lrrigation

TOTAL

49

31
20
2A
90

5
25

48
't6
10

I
1

1

5,108
1,858
1163

442
371
130
48

100

2.893
1,211
r,087

330
166
97
10
75

b5
74

45

21

9,520 5.870 62 48

B. BY SUS-DIVISION

Sub-Division
No. of

Projects
Commit-

ment
('000 Rs.l

Disburement Physical
As % of Progress

!00 Rs. Cost l%l

1. Hunza
2. Nagar
3. Gilsit
4. Punyal-l$koman
5. Gupis-Yasin

TOTAL

15
10
16
18
21

2,050
I A4O
2p57
1,640
2,333

1,142
883

1,214
961

1,670

54
44
48
44
54

58
61
5,9

59

9,520 5,870 62

5at



TABLE 5

GILGIT DISTRICT
DRY FRUIT MARKETING

MARKET DIFFERENTIALS FOR PRODUCE TRANSPORTED
FROM YASIN TO GILGIT ANO RAWALPINDI

Apricot
Ksrn6ls

Walnuts Apricots, Aggregate
Dried figure

OUANTITY (ks)

TRANSPORTATION EXPENSES (Rs.) AT:

Yasin
Gilgit
Pindi

GROss RECEIPTS (Rs.) AT:

Yasin
Gilgit
Pindi

RECEIPTS NET OF TRANSPORT (Rs.) AT:

Y6in
Gilgit
rtnol

PERCENTAGE DIFFERENTIAL IN NET

Gilgit
Pindi

3,242 151 105 3,498

0
870

3,m0

0
940

3,147

0
30
63

0
40
u

!05
1U
316

u,uo
68,082
83,481

64,840
67,212
€Dr81

R ECE IPTS

4
24

1,132
1I3s
1,567

1,132
1395
1r83

BETWEEN

31

6,O77
69,701
85364

105 66,077
154 68,761
253 A2.217

YASIN AND:

474
141 24



TABLE 6

GILGIT DISTRICT
FERTILISER CREDIT PERFORMANCE gY suB-D rvrstoN, i983

Sub-Division
'No. ol
Loanee
vo's

*No. ot
LOanee

Members

Amount
Borrowed

Amount
Repayable

0Amount
Out-

standing

0 Recovery
Rate

'1. Hunza
2. Nagar
3. Gilgit
4. Punyal-lshkomsn
5. Gupis-Ya6in

TOTAL

s29
9896

99%

4

8
16
17

457
262
643

1,256
1,440

45,746
#,714

| 20, t33
22o411
mo,143

0
n

44,451
207,586
251,705

3,49;
5,014
1157

50 4,058 705,147 w,142 9,969 98%

Aar.g. lo.n p.r d.nb.r i! Rr. 174, lnd p.r VO B F.. l4.to4, Th.F tigur.. fi* rh. n!fiblr ot ton.9i6n to th. vO.
.nd, rhroueh th.m, to th.n mdb.r.. h lrt,4€ vo! r@t out 60 

'dr,.nd 
o th.d ir.n.r.mnt ot doqbted.iins

in th. t.bl.. lt lt noi poribl. to.x$&r l.fodxion rrem our r.cordr on th..r*l nsmb.r ot i.dltidu.t f.rmtr who
rook olt nro or noc ro.n.; ouf ortimm. n th.t it i. t.n rh.n 500,
ay F.bru!ry 1984, thr.mount outlifidino wB R3.5,5t2,.nd th€ @r.I Fcowry r€t. hld rr&h.<t 99%.

60



TASLE 7

AKRSP EXPENDITURES,

Capital Expenditur€

Becurrent Expenditure.

Programme Expenditurc, Disbursernent

IProgramme Exp€nditure, Commitments:

1, Agric. & Rural Dev.
ICommitments:

2. Training Programme
3. Research & Survey
4. Survey Equipment
5. Credit Programme

lcredit Disbursed:

| 983

s.

7,753

2.896845

10,899,077

16,724,W1

7,836.984
13 A29,2Ool

361,700
2,fti5,694

254,102
517 ,242
8r'.l,B72l

TOTAL EXPENDITURE (A+B+C)

TOTAL COMMITMENTS (A+B]C)

/Votes

1. Capital Expenditure includes veiricles, mhr@omputer,

14,743 575

20,569,398

typewriter. lumiture and otfice
equrpment.

2. Recorrent Expgditure includes office rent and expenditure, vehiile operation, airfare and
travel. staff salaries, consrrltants and library.

Agricultursl and Rural Development includB all PPI projects.

The upper figure for the Credit Progrsmme in C.5 shows loans to Village Organisations that
were outstanding on 31 December, 1983.

5. All figures are tor the Programme 6 a whol€, including activities in both Gilgit and Chitral
disiricts during 1983.
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TABLE 8

GILGIT DISTRICT

PBODUCTIVE PHYSICAL INFRASTRUCTURE

AGGREGATE PHYSICAL INDICATORS AND UNIT COSTS, 1983

lftigation Channels

During 1983,48 irrigation channel projects were initiated, including 13 all-new channels.
The total length, in kilometers, ol these channels, and the cost per km. are given below.
The typical cross-section for these channels would be trapezoidal, with top 4 feet, bottom
2 leet and depth 2 feet.

Type of Construction Cost Cost per km
('m0 Rs.) (O0O Rs.l

Length
{km}

Widening
Extension

All-nelv

Cost Cost per km
(O00 Rs.) ('0m Rs.)

99.7
3 t.t 2,976

2,132

22.9

58.7

.

Total: 167.1 5.108 30.6

Link Boads

Fi{teen link road projects were initiated in 1983; their total length and cost per km. a.e
given below. The typical link road is 12 feet wide, though villagers increas€ the width to
14 teet or 16 feet wherever land is available.

Length
(km)

Link Roads 32.9 1,858

lll. Prot*tive Works

Ten flood protection works were initiated during 1983; their total length and cost per 100
m. are given below. The typical spur has a base width of 6 feet and a height of 3 feet, in
addition to the apron.

Length
{m)

Co6t Cost per 1O0 m
{'00 Rs.} ('m0 Rs.}

62

Protective Works 2,270 1163 64.4



lV. Winentation Tank end S.tor'4e ncc,voirt

In 19&!, 3 ctorag€ relervoic and 1 lsdimentttion l k w€re initieted' Their total c.paity,
in *li" lnrt"rs, ittO ttte coot per l0O m3 arc givsn bdow:

C{paQity
(mo)

Cost
(m0 Ri)

Cost oer
toon3

('mO Rs.l

Tanks and Res€rvoir! 3,809

63'
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FOREWORD

This report is the tifst in the sefies of quarterly Progress Reports that are prepared
by the Monitoring and Evaluation Unit of AKRSP. lt is intended to compile these
repons in February, May, Atjgust and November oI each year. in time for the meetings
of the Board oI Difectors ofAKRSP. Tho First Progress Report covers the first live
months of AKRSP operations in Gilgit District. In this initial phase, village organisation
and the implementation of projects have b€en upper most priorities in the work plans

of AKRSP sraff.

The purpose ot this reprots is simply to summaries intormation on AKRSP

activities for lhe benefit of AKRSP statt and interested development agencies. In

addition to an introduction and a section on village organisation' these are brief sections
of each ol the four programmes currently being undertaken by AKRSP. The emphasis

is on reporting programme activity and discussing basic issues. For practical as well
as aesthetic reasons, no attempt has bEen made at evaluating any of the prog.ammes'

Despite the pressures of field wo*, thE Social Organisation Units have lound it
possible to generate a iegular flow of intormalion on all aspects of the Programme

isometimes with gentle prodding from MeE). Thanks ate due to the Social Organis€rs.

dub-Engineers and Agricultu.alists for providing most of lhe data on which this report

is baseJ. The section on Produclive Physicsl Infrastructure relies entirely on a wealth

of information put togelher on short notice by Hussain Wali Khan (Prog. Sr. Engr')

and Mohammad Darjat (Asstt. Engr.). Similar credit is due to Hasan Mehdi Naqvi
(Prog. Sr. Agric.) for the write-up on Extension Training.

Raw data supplied by the staff were made pr€sentable for the Progress Repot
only through the patienco and diligence of Ahsan Tayyab (Proj. Econ.) Thefinal
version of rhis repoit was written by Maliha Hamid Hussein (Prog Officer) and Tariq

Husain (Prog. Econ.), who indeed was solely responsible for the production of this

reDort and hence deserves all the bouquets €nd brickbats.

The support given by the Audio Visual, Administration and Accounts sectrons

made the timelv issuance of the report possible.

I hoDe this would whot the appetit€ of tho connoisseurs of rural development
and provide a meaningful feedback to us.

Shoaib Sultan Khan

General Manager
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INTRODUCTION TO AKRSP

1. The AKRSP Strategy

The uhimate aim of AKRSP is to evolve an innovative and replicable model of
development for high mountain valley areas. Towards this end, the lvlanagement
Group of AKRSP have articulated a strategy in which three interdependent principles
of village-level development administration define the spectrum of activities sponsored
by AKRSP. The first ol these principles is that productive physical infrastructure pro-
jects should usually precede any other development eftort. This principle is simply a
recognition of the importance that farmers every where altach to permanenr Increases
in their ihdividual and jointly-managed stocks of physical capital, Since it can usually
induce the sort of broad-based village participation thai is so essential to the success
of any development elfoft, a productive physical inlrastructure project is normally the
Iirst project sponsored by AKRSP in a village. The second principle followed by
AKFSP is that an administrative infrastructure going down to the village level shoud be
created to provide villagers with agricultural inputs and with sound advice on .ne use
of these inputs. This type of infrastruclure seryesto increase the productivity oI the
material and human resources ot a village, The third principle states that smallholders
can overcome the handicaps oI their subsistence holdings only by collective action
through broad-based, multi-purpose organisations. This principle calls tor the creation
ot a social and economic infrastructure, i,e. a series of village organisations that help
smallholders lully utilise available physical and administrative infrastructures.

These three principles are summafised in INT Chan l.

Consequent to the strategy oullined above, four types ot programmes are being
undertaken simultaneously for the development of smallholder agriculture in the
Northern Areas :

Construction of productive physical infrastructure at
needs identified by villagers.

Dissemination of knowledge at the village level, and
managerial skills through training,

the village level, according to

upgrading of agricultural and

Creation of accessibility to modern inputs and machinery tor village-level groups
of smallholders.

Provision of credit to groups of smallholders who otherwise would not nave access
to credit for agricultural development.

AKRSP has the abjlity to sctivate its development programmes in half the villages
in its pro.iect area by the end of 1983, and to extend coverage to all villages by the
end of 1984. Seed money provided by the Aga Khan Foundation will cafiy AKRSP
part of the way towards the fulfillment ot its potential. The potential can be fully
altained, however, only if AKRSP can draw resources lrom other organisations willing
to invest in the development of the Northern Areas.



2. Tha Village Organisation

The mechanism lhrough which AKRSP implements its developmenr programmes
at rhe village level is the Village Organisation, The Village Organisation is a mass
coalition of all lhose residents of a village whose common economic inlerests are best
served by organising as an interest-group, The organisation is fo.m€d around the first
AKRSP-sponsored proiect that draws a village's commilment to implamont and main-
tain the project, The project serves as an entry point for a wide range of development
activities that are undertaken jointly by AKRSP and lhe Village Organisation, The
thrust ot AKRSP'S cont,ibution is this partnership for development is towards creating
a self-perpetuating institution through which villagers can act in concert to manage
their materi8l and human resources so as to aitain progressively higher standards ot
living, The Village Organisation is iust such an instituiion: it is a disciplined organi-
sation of all beneficia,ies of AKRSP's activilies in a village, All members of the
organisation a,e required to atlend a weekly meeting where work done to date is
reviewed, plans are made tor tha future and savings are deposited by all members. In
short, the Village Organisation is AKRSP's executing agency for all village-level proiects.

The Village O.ganisation is assisled and supervised in its work by AKRSP Srcial
Organisalion Units (S. O. Units), There are three such units in Gilgil district and
snother one is contemplated for Chitral. Each S.O. Unit comprises a Social Organiset,
a Sub Engineer and an Agriculturslist, and is AKRSP'S Iield unit lor the region in which
it is based. The S.O. Units are in flequent contact with the Management Group which
is responsible for the management of AKRSP'S development programmes. (lNT Chan 4
shows the o€anisational structure of AKRSP.)

3. The Programming Cycle

Programme activities of AKRSP generally follow the pattern outlined in lhe
AKRSP Programming Cycle (see INT Chart 2). Liks project cycles elsewhere, the
Programming Cycle covers live broad phase of activity: identification. preparation,
appraisal. implementation and completion.

The distinguishing feature of AKRSP as a d€velopment agency is the belief and
experience of its Mahagement G.oup that a self-sustaining d€velopmenl plocess in the
countryside can be built only on the skill, wealth and organisation ot vill8ge residents.
In practice, this philosophy m€ans that every step of lhe firct lhree phases ot
activity-identitication. preparation and appraisal-proceeds thtough a series of
interactive dialogues betw€en villsge.s and AKRSP. Togethe,, the fi.st thtee phases

of programme activity constitut€ the Oiagnostic Survey.

The Oiagnostic Survey sta.ts with I visit by the Management Group to a village
whose residents have agreed to meet with AKRSP staff. The General Manager initiates
th€ first dialogue by explaining the OBJECTIVS AND METHODS OF AKRSP to the
village,s. He then invites them to identify an income-generating project that would
benefit most of the houEeholds in the village and thal can b€ undenaken by the villagers
themselves. Almost invariably, villagers 8re able to sgreo on a project of over-riding
importsnce to all villagers. Thus, th€ result of the first dialogue is the IDENTIFICATIO N

of a small, productive proiect by the residents of a village.
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_. - The identitication of a project is followed by the second series of dialogues.
The firsr step here involvos a FEASIBtLtTy SURVEY of the proposed scheme. Siper_
visory responsibility for this technical assesment rests with the programme Senior
Engineer or Progfamme Senior Agriculturalist, R€sponsibility in ths field devolves on the
Social Organisation Unit. This unit works with intormed village residents to assess the
feasibility of proposed project and to obtain data on prices of locally available inouts/
msterial. lt is on the basis ot informarion obtained locslly that BLUEPRTNTS and iOSi
ESTIMATES are prepared by the field unit and sent to the Management Group tor
tinalisation.

The finalised scheme is taken to the villagers by the Management Group and
discussed with them. This starts the third dialogue. in which AKRSP and the residents
ofthe village explore the TERMS OF PAFTNERSHTP that would characteries the
relationship between the lwo entities. On behalf of AKRPS, these terms of oartner-
ship are explained as gene,al principles of rural development that have proved successlul
elsewhe.e in the world. In turn, the villagers could demonstrate their ACCEPTANCE of
these terms by spelling out precisely the manne. in which they would organise to plan,
implement. manage and maintain specilic proiects that involve physical works, skill
development and the creation of equity capital ovef time. At this stage, a Village
Organisation is formed, consisting of all beneticiaries of the project. The formation ol
the organisation is followed by an ASS€SSMENT OF PROJECT BENEFITS, conducred
by concerned members of the Management Group. This completes the Diagnostic
Survey.

Programme activity now enters the implementation phase. The EXECUTION ot
the scheme is undenaken by the Village Organisation. Concurrenllv with execuflon_ a
BASE-LINE SURVEY for evaluation is carried out unde. the superuision of lhe pro-
gramme Economist. With the start ot the implemEntation phase, a Village Organisalion
begins to tollow a set schedule of weelly m8etings. The records of iuch meetings,
togeth€r with rhs perconal participation of members of Social Organisation Unils provide
infomation that enabl€s ths MONITORING ot specitic schemes by the Maoaoemenr
Group. Weekly village meetings and to.tnightly extension classes for village refresen_
tatives are the media through which Management Group members and the peGonnel
rhey supervise impan TRAINING AND SUPEBVIS|ON to vi age residenis. Borh
monitoring 8nd training and supervision are ongoing activities that follow an interactive
process geared to towards impfoved management of lhe vittage economy.

Once a specific schem€ has been executed, the responsibility for irs MANAGEMENT
becomes completely vested in the village Organisation: Villagers become responsible
for all aspecls ot managing the scheme they had identified, helped plan and executed.
It and when necessary, a POST-PROJECT SURVEY for evaluation is carded out under
the Programme Economist's supervision. The continuous monitoring of Villag6 Organi-
sations and the ongoing processes of training and supervision, tog;ther wjth specilic
surveys provide the ManagementGfoup with the information ir needs tor a LONG-TERM
EVALUATION of persist€nce of resuhs.
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4. Monitoring

Since AKRSP projects are implemonted and managed by Village Organisations, it
is these organisations, too, that are idoally located to monitor project activity. Village
Organisations perform the monitoring function by m€eting each week to review in detail
the work done and the expenditure incur|ed, and to discuss any pfoblems that might
have come up during implementation to date. Problems of a technical nature, and
logistical problems that cannot be solved locally, are referred to the member of the
AKRSP Social Organisation Unit who is present at the meeting. In lurn, matters re-
quiring lhe attention ot the Management Group are reported p.omptly to Gilgit by the
Social Organisation Units. Since village-level projects typically take only about six to
twelve weeks to implement. AKRSP lield staft are encouraged to communicate problems
verbally to the Management Group and concerned members of the Group are expected
to respond on their own without delay, lNTChan 3 shows the channels of monitoring
and management response at AKRSF.

As a management lunction, monitoring is one of the responsibilities of every
membet of the Management Group. In addition to solving problems of project imple-
mentation, the Management Group have dgveloped a few, simple indicators that help
in the ongoing evaluation ot selected aspecls of the Programme. So tor, two broad
areas of interest have been subjected to panicular scrutiny-the viability of Village
Organisations, and the (engineering) analysis of productive physical intrastructure pro-
jecrs. In the near future extension education, credit and input-supply programmes will
also be brought within the purview of a lormal monitoring sydem lor purposes of ongoing
evaluation. At present, all these programmes are discussed regularly in the weekly
Programme Planning Meeting ol the Managemeni Group, and in lhe Monrhly Review
Workshop of AKRSP staff.

5. Evaluation and Resoarch

The Management Group of AKRSP are committed io rigorous and continuous
evalualion ol all aspecls ot the Progrsmme with respect to it€ ob.iectives- The m,rjor
obstacle they tace in unde.taking this exercise is the absence ot reasonable base-line
data. The establishment ot base-line data is the principal tosk ot lhe Programme
Economist and takes precedence over any other research. However, it is the opinion
ol the Management Group that if AKRSP is fo achieve the desired level of credibility
among the villagers of Gilgit, and obtain accurate information trom them, then surveys
lor evaluation and research must follow rathef than precede implementation of projects.
Thus, project-specific base-line surveys for evaluation are scheduled for the imple-
mentation s1age. These will be supplemented over time with a smaller numbef of
household panel surveys. These surveys will gather information from the sirme
hcuseholds over a number of years, a procedure that eliminales many of the iheorelical
and statistical problems encountered by evaluators, and cover three broad aspects
o{ the farm-housohold, viz., human capital and labour supply. agricultural inputs and
produclion, and income-expenditure patterns. Thus, internal and external evaluaiors
would be able to draw on thre€ sources of data-dotailed project records maintained
by the Management Group base-line surveys and household panel data.
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The data that are being collected at AKRSP will provid€ matstial not only tor
waluating the intended and ulintendsd eftscts of the Plogr8mme, but also for research

oir u 
"utti'b", 

of issues of intsrest to social sci€ntists and development adminis-

irto"- lt is expected that the svailsbility ol a computeri3ed daia bank aI.AKRSP'

iog€ther with thebppottunity ot working in 8n innovativ6 rural dwdopment proi€ct'

r"iir "tto"t r"srtr"h"r" ot I high calibre to tho reseatch endeavour at AKRSP'

in"litriio""i tints mav be forged vtith organisations 8nd universities iderested in

undgrtaking applied tesealch that is d€signed lo illuminale policy issues'
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INT CHART 1

ESSENTIALS OF AGR. AND RURAL

DEVELOPMENT

I Physical Infrastructuro i.o. lrrigation Channels, Land. dev€topmont,
Flood protection works, Link Boads otc,

ll Admlnlstrative Intrastructure l.o. Extonsion sorvtcas backsd with
provision of supplies, such as, inputs, credit otc.

lll Soclal and Economlc Infrastructure i,e. Village Organisation to hslp
3mall farmers to 6v€rcoma handicape of subaistenca holdings,
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AKRSP PROGRAMMING CYC1E

INT CHART 2

Responsibility

Through

General Manager

Villagers

( Prog. Sr. Engineer or
( Prog. S,. Agriculturalist
( with Prog. Trg. Specia-
( list and villagers

Prog. Training Specialist

Villagers

Management Group

Prog. Economist

Village Organisation
Prog. Training Specialist

Management Group

Village Organisation wilh
Prog. Trg. Specialist

Prog. Economist

Management Group

(l) Diagnostic Survsy

Project ldentitication, Preparation and Appraisal

1.

2,

3.

Villags Dialogu6s

ldontitication : First Dialogue

(a) Explanation of AKRSP Methods and Objectives

(b) ldentification of Productive Rural Projects

Proparation : Second Dialoguo

(a) Feasibility oJ Physical Infrastructure Works or
Social and Economic lnfrastruciure Scheme

(b) P.eparation of Blueprint or Objective Plan
(c) Cost Eslimalion.

Appraisal : Third Dialogue

(a) Explanation of Terms of Partnership

(b) Acceptance/Reiection of Terms of Parlnership

(c) Assessment of Range of Benefits of Proiect/
Scheme implying Acceptance or Rejection

( ll) lmplementation

Base-line Survev for Evaluation

Execution of Project/Scheme
Monitoring ot Village Organisation

Training and Supervision of Village Orgaoisation

(ll l) Compl6tion

Management ot Project/Scheme including
Maintenance, Monitoring and Evalualion

Post-proiect Survey for Evaluation

Long-term Evaluation of Persistence of Resulls

3.

1.
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tNT Chart 3

AKRSP
CHANNELS OF MONITORING A MANAGEMENT RESPONSE

VII-LAGE ORGANISATIONS IN GILGIT DISTRICT

WEEKLY MEETINGS E THEIR RECORDS OF PROCEEDINGS

SOCIAL ORGANISATION UNITS

SUB-ENGINEERS SOCIAL ORGANTSERS

AGRICUI.TURALISTS
FORTNIGHTLY REPORT

PROGRAMME
SR. ENGINEER

PROG. TRG.
SPECIALIST

PROGRAMME SR.
AGRICULTURALI

PROGRAMME
ACCOUNTANT

FORTNTGHTLY PROJECT ACTIVITY REPORTS

f

I

I

I

j

AKRSP BOARD
OF DIRECTORS

Reporting Channels tot
MONITORING

AKF (P)
HEAD OFFICE

Managemmenl Response
CHANNELS

PROG. €CONOMIST
PROJ, ECONOMIST

rtnightlv Pfojec
Activity Reports &
Monthly Programme

MANAGEMENT GROUP
WEEKLY PROGRAMME PLANNING MEETINGS A
MONTHLY PBOGRAMME REVIEW WORKSHOPS

GENERAI- MANAGER

MINUTES OF WEEKLY A MONTHLY
PROGRAMME MEETTNGS
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SUMMARY OF FIRST PROGRESS FEPORT

^ Ih" _11*rr . 9L -r!9 
Managemenr croup of AKRSP assemb'ed in Gitgir on 8

December, 1982. AKRSp's Diagnostic Survey of Gilgit villages commenced on 12
Lrecember, 1982. At the rime of wfiting, 1lS potential Viilage Organisations have
been- identified through dialogues between the Management Gro;p and vilagers.
SUM Table 1 reports on the state of coverage of these potential Orqanisafrons. lt is
estimated that the First Dialogue of the Diagnostic Survey hal been hetd wirh
vfiage assembties representing well over halt of the District's population. The exrent
ot coverage by sub-division summarised in SUM Table 2.

. The-result of the First Dialogue has been the identitication of .l6g productive
pnysrc€t Intrastructure (PP) projects, worth Rs. 24.S million, in 11 1 potential Village
Organfsations. _Of.th_ese 1'11,7jo/o have been surveyed; engineering designs have
been drawn up lot 48o/o : implementatior.l has started in 2lyo, a;d projeits have been
compfeted in 481o. A rorat of 25 ppl projects had been iniri;ted bv 25 Aptit, and.tTyo
of the work on them had been completed by that date.

. These 25 PPI projects, iogeiher with the provision ot credit for lerriliser, had
resulted in the- f_ormation of 30 Village Organisation by 25 April. These Organisations,
spread over all live of Gilgir's sub-divisions, are estimated to represent some 2O%) of
the househotds of the District. In terms of equity capital accumulated at eekly
meetings, the figures point towards the emergence of the Village Organisation as a
credible inslitution in the savings and loans programme ot AKRSC: Village Organisations
formed during February-April have already accumulared Rs.75,032. Although precise
aggregate figures have not been compiled so tar, the attendance of members at weeklv
meetings of Organisations has been over 50%, but erratic.

By contrast, attendance of Managers and Model Farmers at. extension classes
has been regular and well over 80% on avErage. Accofding to preliminary reports,
lhese representatives of Village Ofganisations have started 6 transmit information
obtained at the extension class to their fellow_villagers,

-. _. Undera programme to create accessibility to agricultural inpuls for smallholders,
Habib Bank Limited has advanced Rs. 240,692 to 12 Village brganisations through
AKRSP. The l2 group loans were used to purchase fertiliseriupplied by UNDp and
the Agriculture Department at the requsst of AKRSp.

. A high-level Development Coordination Body fof the Northern Areas, headed
by the commissioner, has been set up recentry to coordlnate the activitiesof aI pakistani
and. International development agencies active in the region. AKRSp is represerreo
by rts ceneral Manager. Informal links have been forged between AKRSP slaff and
their counterparts at other agencies.
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SUM Tabte I

PROGRAMME ACTIVIry STATUS TABL€ (GILGIT DISTRICT)

26 Aprll, 198i1

Approx. Number of Villages in Gilgit Distrlct 2@

Programm€ Activity Potential Villago
Organisations Cov€red

I. FIRST DIALOGUE

1. Explanation of AKRSP Objectivss and Methods

2. ldentification of Productivg Rursl Proiect

II. SECOND DIALOGUE

1. Feasibiliry Suryey

2. Bluoprints/Plans

3. Cost Estimation

III. THIRD DIALOGUE

Completion

115

111

86

sil

30

30

5
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sUM T.bl. 2

PROGRAMME ACTIVITY STATUS TABLE (BY SUB.DIVISION)

25 April. 198tt

Programmo Activity No. of Potentisl Villsge Organisations Covered

Hunza Nagar Punyal-
lshkomsn

Gupis-
Yasin

lt.

FIRST DIALOGUE

Explanaiion

ld€ntitication

SECOND DIALOGUE

Feasibility

Plan

Cosling

THIRD DIALOGUE

Completion

27

27

5

o

31

31

22

18

18

17

6

6

I

15

15

20

20

19

8

4

17

11

6

5

2

17

9

9

9

2

15

a

5

5

o

t.
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ORGANISATION

1. ThE Obioctives of Organisation.

AKRSP's objectives of organisalion at the vallage levelderive trom its conceptual
aDproach towards orgsnisation. This is delin€d ss the crealion of a self-perpetuating
institution, at the village levet, which would help the villagers lo manage their material

and human resources as well as act as a change agent. To help fostor such viable

and dedible institutions. AKRSP helps in the setting up of a Villago Organisation and

implementing schemes through it lnthe initial stages, Productive Physical Infras-

trucrure schimes are considered the most etfective in organising villsge activity'
As such. the first AKRSP grant for PPI schemes is considered an inv€stment in

organisition. Moteover, th; conditions attached to the initiation ol PPI and extension

of-credit lacilities are an important aid to the viabilily of Village Organisation'

2. Ths Portormance.

(a) General

By 25 April, thirty Village ofganisations had been set-up. Out ot these,

rwentv-four had been organised around Productive Physicsl Infr8structure and six

uround th" provision of credit for the purchasg of fertiliser. The Village-Organisations

represent ZiloTo of the households in Gilgit District and are 
- 
listed on ORG Table 1 '

Each of these ;qanisations has some elected office-beare.s, in most casss a President,

Secretary or Manager and a Model Falmer' These Organisations have determined to
r"ut on"" every week to discuss issues alising out of the-implementation.and main-

tenance ol the projects. lt is also hoped that this torum will provide the.villagers the
Itme

grven
opoortunity to disiuss other problems and i$ues of common concern The day,

"ii u"nu" of these weeklv meetings is fixed on the day the firsl instalment is

to the Village.

The Social Organiser at Singal has reported the lormation ot several village

Organisations in the e;pectation that AKRSP would initiate a schemo in their villages

in 
-the near future 8s well. Some of these organisations have also startecl accumu-

lating equity capital to meel common needs.

(b) Membe6hip 8nd attendance

One of the terms of pattnership betwegn AKRSP and the villagers is that all the

beneficiaries ot th€ scheme woutd be members ot Village Organisation and a majority

ol these would undertake to attend the weekly meetings. Figures that have been

coalesced so lar indicate that in the initialstages the membership increases. However,

attendance at thEse meetings is efratic.

(c) Equity Capital

The equity capital accumulated by these organisations by lhe. €nd ot April

totatled Rs. 75,032, This shows an increase of 143% from the total equity capital
at the €nd of March, 1983.
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While looking at these tigures it would be important to note that only 12 Village
Organisations were formed in February, 13 in March and 5 in Aprit.

3, lssues Connected with Organising Villagos

Some ot the issues which arise in village organisations and which could have
an effect on the viability and credibility of these institutions are listed below. These
have been noted in the period under review:

(a) Land Compensation

AKRSP'S terms of partnership do not include compensation for households
whose lands are affected by a scheme undertaken by AKRSP. This Dotential source
of grievance has had an impact on the organisational potential of the village. In
Japuka the villagers had threatened to cut tho recently completed road. Ihey
eventually hired a patwari to assess the value of land lost to road construclion. -fhis
issue is most severe in the case of link road projects and arises to a lesser extent in the
case of water channels and compensaiion for trees where these had to be cur oown.
This issue arose in the Village Organisations of Altit, Rahimabad and Japuka. ln all
three the activity around which the vi1169€ was organised was.a link road.

A factor which could have repercussions on the credibiliry of the Vi age Organi-
salion is the .eassurance sometimes given by the oftice-bearers that they would try
and work out some method of compensating people for lands lost when they have in
tact no means of granting this. This was wihessed at a weekly meeting in Altlt.

The way in which AKRSP has handled this, in view ot its decision not to Dav
compensalion, is by leaving villagers tree to arrango land compensation out of funds
allocated to their project in lieu ot labour payments. At Roshan and Hakis the issue ot
compensation was resolved by the villagers themselves,

(b) Relationship between the Members o, the Village Organisation and its Office-
Deafers,

AKRSP'S purpose in having the members of a Village Organisation elect office-
bearers is only to give a sense of direction and decorum to a nebulous group not
instructed in the techniques of organisation. lt is not to invest in the office-bearers
an authority they do not otherwise possess. The idea behind this is that the tegitimacy
of oftice-bearers derives from their selection by the village residents. As such, their
authority should also emerge lrom the conlidence which the people repose in them.

Village Organisations wheae thg office-bearers have demonstrated a tendency
lowards authoritarianism are actively discouraged and the S O. Units try and instil in
the people the idea that all problems must be discussed at the weekly meetings ; lhal
the organisation is supreme and contlict resolution should be encouraqed at these
meetings rather than left to the discretion of the ofiice-bearers.

Another way ot diminishing the chances of such contlicts is AKRSp's insistence
that responsibility lor the execution and implementation of schemes devolves on the
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Village Organisation and not on the office-beajers. To reinforce this sense of collective
responsibility the members of a Village Organisation are specifically asked to choose
the person to whom the instalment to meet ptoject costs should be paid. lt is nowhere
assumed that this choice would fall on the President or one ot the other otfice-bearers.

(c) Property Rights lo Newly-lrfigared Land.

AKRSP has tried lo ensure that the chances ot disputes arising oul of distribution
ot newly-irrigated land among the villagers are minimised. Although this has nol been
reported as a serious problem in any village. assurance of amicable settlement have

been extracled and in most cases witlinglygiven by concerned villagers. Moreover.
to guard against such pfoblems, AKRSP has insisted that property rights should be

established prior to the implementation of the scheme which would make additional
land available for cultivation.

(d) fhe Determination of Labour Payments.

It has been noticed that in some vill6ges the people tend to overestimate labour
charges and tix them at rates much higher than lhose pfevailing in the area. ln order
to avoid any misunderstandings, AKBSP has determined to precisely specity labout costs
betore the initiation work to avoid such problems,

(e) The Use of Savings effected by Difference between Cost Estimates and Actual
Exoenditure.

This issue has come up in village organisations where lhe members have com-
oleled work at costs lower than those originally estimated. AKRSP has decided lhat
ihe savings effected by villagers from the total estimated costs ot proiecrs should be

used for two purposes only (i) equity capital and (ii) collateral for credit. Such

savings would not be used to cover maintenance costs as reliance on outside help for
mainGnance or projects would change an essential component ot the AKRSP teams

and deteat one very essential aspect of village organisation-inculcating the habits of
collective responsibility.

Moreover, the use ot these savings in the manner indicated above is considered
as returns to cohesiveness and hard work. Their use would be decided by consultation
between AKRSP and the Organisation,

(f) Village Organisations built around Projects benefitting morc than one Village.

The beneticiaries of some schemes have displayed a prelerence for setting up
separate Village Organisation when the scheme benefits moie than one village. This

Dreterence could be a comment on the potential for rivalries in the implementation and
maintenance of a scheme. Howevel, the manner in which such villages have handled

themselves is encouraging. At present there are two schemes which involve mote

than one village. Th; protective bund for Ratal and Hakalshal and the siphon irrigation
scheme for Bahbat, Chalt Bala, Sonikot and Mamosh Diding. For the formet. two
Village Organisations weae set up, touf for the latter.
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(9) Factionalism in Village Organisations.

This has not been not€d as a serious problem in ths formation of Village
Organisalions. Only in Murtazsbad was thers a demand for organising around
seclarian lines. Th€ Shias wanted a separate organisation of th€ir own for the project.

At th€ Monthly Review Wo*shop it was felt that lhis issuo should be studied in detail
and the villagers should b€ apprised ol the problems connscted with organising in
this manner: However, in case there w8s a sutticient numb€r ot beneticiaries there
would ssem to be no harm in organising slong these lines'

4! Tho conclusion

Ths responsg by villagers to ths concept of Villago Organisation has bee')
ohenomenal. lt is instructive of the next ot unharnessed capacity at the village levef.
The int.oduction ot simple techniques ot organisation, of genorating equity capital,
disseminating information about agriculture combined with the motivation provided by
an income-generating scheme have already d€monstrst€d the effectiveness ot the
Village Organisation 8s a dev€lopment-oriented institution' lt is significant that in the
lilst iive ;onths of P,og.amme ictivity about 20% of the households of Gilgit District
arelepresenled in AKRSP Village organisalions.

Tho pres€nt level of €quity cspital and its prssent ttend of a rapid incfease is a

measure of the confidence and credibility which those organisations enioy. Having
said that it is imponant to stat€ that tho long-tem sustsining capacily ol these
organisatiom is still to be tested as is their durability against div€]se tensions and
trictions. The progress at ths moment is impressive but the real test li€s in the future.
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ORG Tablo I
VILLAGE ORGANISATIONS FORMED

By 25 April, 1983

Village OrganisationsSub-Division

HUNZA 2. Hussainabad

4. Maiun
Altir
Murt€zabad Pain

Passu

Chay€n
Rahbat

Hakalshal

Oshikandass
Rahimabad
Aminsbsd

Japuka
Gulmuti
Phakon
Shunas
Gruniar

Gupis
Bujayot6
Yasin Bals

1.

3.
5.

NAGAR

GILGIT

PUNYA-ISHKOMAN

GUPIS.YASIN

3.
o,

1.
J-

5.

1.
3.
5.
7.
9.

2

c.

2.
4.

4.
6.

2.
4.
o.
8.

Manalo Kushal
Ratal

Mohammad Abad
Sultanabad
Sonikot Bala

Singsl
Kuchd€h
Gulapur
Sherqilla

Junrote
Nooh4.
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PRODUCTIVE PHYSICAL INFRASTRUCTURE (PPI)

1. The Portfolio of PPI Projocts

During the Diagnostic Survey conducted between December, 1982 and Aptil,
1983 the Management Group held the First Dialogue with villagers of about 115
potential Village Organisation. In 4 inslances, villagers were unable to agree on a
p.oject ot common interest to the village. Thus, 'l1 1 potential Village Organisations
have so far identitied'168 productive physical infrastructure projects {or funding by
AKRSP. This ponfolio ot projects is summarised in PPI Table 1. This summary shows
that there are 8 categories of PPI projects that can be under taken by AKRSP. For
Gilgit District as a whole, the construction, extension and widening of water channels
is by far the number one priority at the village level : it accounts lot 45o/o ol all
projccts identitied by villagers. (The proportion varies trom 360/0 to 460/0 for the 5
sub-divisions.)

Link roads (2OoA ol all projecls) and prolective bunds (17%) also figure as high
priorilies. Relative to other kinds ot projects, link roads seem particula.ly important
in Hunza (44yo of all Hunza projects). Protective bunds appear as a leading priority
in the Gupis-Yasin and Punyal-lshkoman sub-divisions, 'ivhere they account tor 30%
of the identified proiects.

2, Estimated cost ot the Portlolio

The portfolio that has been p,epared to date is estimated to cost iust over
Rs.24.5 million. or an average of Rs, 146,155 per project. The tentalive cost
eslimates tor different sub-divisions and different seclors are given in PPI Table 2.
The outlay on irrigarion is expected to account for 52% of the total cost. lrrigation,
protective bunds and link roads together make up 83% ol the cost of the portfolio.

Projects in the poorer valleys ol Gupis and Yasin are estimated lo account for
43% of the total cost, while Gilgit, the central sub-division of the District, has a sl]are
of 2so/..

3. Breakdown of Costs and Labour

For the portfolio of 'l68 projects, the breakdown bf cost inro labour and material
costs is summarised in PPI Table 3. The number of mandays is also listed separately
as a measure of the labour that will be employed.

Judging by the percentage of labour costs in total costs, land
irrigalion and link roads are the most labour-intensive of all projects,
prolectiv€ bund and litt irrigarion are the least labour-intensive, Overall,
will make up lor 65% of tho tolal cost ot th€ portfolio.

4. Step-wisE Progress of th€ PPI Programme

development,
By contrast,

labour costs

This is summarised in PPI Table 4 and is meant to reflect the extent to wl. ch
AKRSP'S PPI programme has covered the potential Village Organisations identifiod
during the Diagnostic Survey.
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Column 1.1 of the summary table shows that 97% of the villages whete the Filst
Dialogue was held identified a PPI project as their number one priority among income
generating activities. column 1.2 shows that 77% of the villages whefs such identi-
{icarion took plac€ have been survey€d by the S,O. Units. Ot thE surveyed villages,
engineering designs have been drawn up for 62% and cost estimates linalisod for 35%
(column ll.1). Finally. the Third Dialogu€ has been held in 27% of the villages which
identifi€d a PPI pfoject (column 1.2); and ot the villages where the Third Dialogue was
held, wotk has been completed in 17% (column lll).

5. Progre$ of Proiects Undertaken During Feb.-Apr.

The implemsntation phase ol thg PPI programme commencod on1 February,

1983- Bv 25 April, the Third Dialogue had been finalised lo. 25 PPI projects. PPI

Table 5 shows the progress of these proiects to dats. the progr€ss being measured as

the percentag€ of work that has been completed. This percentage reflecls the
monetary value of the work that has been completed with respect to the total cost that
is exDected to be incurred. PPI Table 5.A reports cumulative progress, while part B ot
rhe table follows the progress of ptojects initiated in specified months.

By the end of April, 25 proiects worth approximately Rs. 2.5 million had been

initiated, and 47% of the work on them had b€en completed. Within this figure,- 45%
belongs to work iompleted on projects that were initiated in February and March,
tlvt if. Zy. i" contributed uy Apiil proiecis on which -work 

has- started most fecently.

The lowlr part ot the table shows that February and March proiects a.e roughly 60%
comDleted.

6. Problems and lssuos of tho PPI Programmo

(a) Stores

AKRSP has neitherlhe license to purchase explosives, nor the facilities for
storage. Initially, the progress of works was considerably d€layed due lo the non-
avaitability ot Explosives. Th€ LB&RD Dept. Supplied explosives from their stores in
verv limited quantities- Howevet. LB8RD have procured over a ton of high explosives
for AKRSP, and have extended full cooperation in handling and storage.

protective works require latge quanlities of gabions.
Board were conlacted in the mattel of proculement of

The river training and
The Kohistan Development
gabions, and they provided
value.

these stores to AKRSP at a 10% discount on their book

At present, AKRSP has no equipment required for the execution of projects.

Blasting, in panicutar, is time-consuming and expensive unless drilling equipment

is usedl lt is proposed that small compressors with accessories be made available to
all S.O. Unitd f6r hiring out to Village organis€tions' similarly, it is hoped that 13

portablE drill machines can be made available on hire basis tor execution of works at

inaccessible locations. The matter is under adive consideration and will be finslised

by June, 1983.
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(b) Cost Estimates.

The accuracy ot estimates depends on reliable field data, its interpretation and
the rate snalysis, In the absence of reliable tield data, it is practically impossible to
prspalo reasonable cost ostimates.

The (NAWO) sch€dule of rates that is available at present is outdated and
cannot be applied tor cost estimation, To rgduce ths margin of error, the rates of
specitic item wo*s have been snalysed on the basis of market rates. A suryeyor has
beeh appointed as consultant tor obtaining accufate field information,

' 
Finally, to counte.-check variations trom the estimat€s, the Programme Accoun-

tanl tuill be supplying sctual expenditures on labour and material ot completed projects
tor comDarison and corrective iction.
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PPI Tabb 1

PORTFOLIO OF PROJECTS IDENTIFIED DURING DEC. T982-APR. 1983

Number of Proiects ldentified in Sub-Division :

Sector Hunza Nagar Gilgit Punyal-
lshkoman

Gupis- Gilgit
Yasin District

1- lrigation

2. Protective Bund

3, Storage Reservoir

4, Sedimentation Tank

5. Lift lrrigation

6, Land Dev€lopment

7. Link Road

8. Bridge

11

1

2

0

0

0

11

o

12

3

3

I

0

I

0

15

1

2

.l

4

7

1

12

0

1

0

.2

2

0

25

14

o

0

0

7

o

75

2A

16

3

4

34

1

57 16826332725
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PPI Tablo 2

ESTIMATED COST OF PORTFOLIO OF PROJECTS IDENTIFIED

DURIITIG DEC, 1982-APB. 1983

Cost of P.ojects ('OOO Rs.) for Sub-Division :

Sectol Hunza Nagsr Gilgit Punyal-
lshkoman

Gupis-
Yasin

Gilgir
District

lrrigation

Protective Bund

Storage Reservoir

Sedimentation Tank

Lift Inigation

L6nd Development

Link Road

Bridge

1,856

338

151

0

o

0

788

o

3,798

150

336

131

950

170

540

r00

a 1ea

1,227

0

131

200

2AO

o

495

Jt|C

240

261

0

100

275

0

5,604 12,886

1,850 3,950

1,245 1,972

o 523

o 950

100 570

1 ,720 3,603

0 100

Total 3.133 1,756 6,175 2,971 10,519 24,554
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PPI Table 3

BREAKDOWN OF COSTS AND LABOUR FOR PROJECTS

IDENTIFIED DURING DEC. 1982-APR. 1983

Sector Mandays Estimated costs ('000 Rs.) Percentage ol
Labour Matedal Total Labourin Cost

l. lrigation

2. Protective Bund

3. Storago Reservoir

4. Sodimentation Tank

5. Lift lrrigation

6. Land Development

7. Link Road

8. Bridgs

412,345

39,507

47,309

10,,130

9,500

28,500

108,088

2.000

10,309

790

288

261

236

2,702

50

2,577

3,161

986

261

714

o

901

50

12.886

3,951

1,972

522

570

3,603

100

80

20

50

50

za

100

75

50

655,879 15,904 8.650 24,554
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Table 4

OF THE PPI PROGRAMMEI

l[.3L2.11.2t.l

t. FIRST DIALOGUE

1. Explanation

2. ldentification

SECOND DIALOGUE

1. Feasibility

2. Design

3. Costing

THIRD DIALOGUE

Completion

100

97 100

I.

flt.

It

46

26

26

4

77

4A

27

27

4

100

62

35

35

6

100

57

57

9

100

100

17

100

17

rThe figures under each of ths columns marked 1,1, 1.2, etc. show the percentage
of potential Village Organisations that have been cov€red by different phases of the
Programming Cycle, whsre the percentags is with rsspect to the phase reprqsented
bv 1.1, l-2, etc. For example, column ll.1 shows that designs have been drawn up fol
62yo oi all villages where the suryey h8s be€n complsted, whereas costing has been
finalised lor 35% ot these vlllages.
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PPI Tabte 5

A" PROGRESS OF PPI PROJECTS INITIATED

BY SPECIFIED MOiITHS

Prcjectg

Initiatsd

Feb.

Mar,

Apr'

*Figures in
projects initiated

Cumulativ€

No. Cost ('000 Rs.)

parentheses refet to complbted
by the specilied month.

% Of Wolk Completed By:r

Feb. Mar. Apr,

14 (24) (27)

31 (45)

47

work that can be accounted fof by

10

19

25

1,166

1,886

2,497

B. PROGRESS OF PPI PROJECTS INITIATED

IN SPECIFIED MONTHS

Projects

lnitiat€d ln :

Feb.

Mar.

Apr.

No. Cost ('000 Rs.)

10 1,166

I 720

6 610

% Of Work Completed By :

Feb. Mar. Apr.

14 39 58

19 61

't1
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CREDIT AND INPUTS

t. Extont of Coverage of The Programme

The first loans for purchase ot fertiliser were made available to Village
Organisations in late February. So far, 12 Villag€ Organisations in 5tehsils have
received six-month loans trom AKRSP. Information on these group loans is sum-
marised in C A I Table 1. An amount ot Rs. 240,632 has been advanced as group
loans to date. For the 10 villages for which membership tigures are available, the
average loan works out to Rs, 230 per tarmer.

In some villages, tarmers requested AKRSP to arrange for the supply of fertiliser
which they wer€ willing to purchase on cash. Their problem was that tertiliser was
not avajlable 1o them on time. In such instances, AKRSP merely created accessibility
tor larmerc by working with other development agenci6s in Gilgil.

2. Coordination wiih Oth6r Organisations

The supply of tertiliser ro AKRSP proiect viltages has been aranged through
UNDP and the government Agriculture Department. Bolh organisatins have been
instrumental in the timely provisiofl of featilisef to AKRSP Village Organisation. AKRSP
has also registered ilselt as a dealer with NFC should there be a need tor bringing
fertiliser {rom down-countrv in the tutuae.

The Pilot Credit Programme ot AKRSP is financed by Habib Bank Limited (HBL)
who are serving as the apex bank in AKRSP'S sfforts to establish a Districtwide system
of savings and loans, HBL mobile units have bsen iegula y attending Village
Organisation meetings to collecl the weekly savings of tarmers.

C&lTabld I
GROUP LOANS FOR FERTILISEB

Name of
Organisation

No. of
Loanges

Amount ot
Loan (Rs.)

'1. Japuka
2. Gulmuti
3. Krrchdeh
4. Phakora
5. Gupis
6. Janrote
7. Yasin
8. Bujayote
9. Nooh

10. Singal
11 . Mohammad Abad
12. Garunjar

60
10

137
200
129
100

46
oc

7,098
12,464
19,650
26.103
65,400
16.035
16,350
16,350
32,70C
11,7181
5,975

10,725

240,632



EXTENSION TRAINING

1. Vsnuos and Subiocts

AKFSP's inaugural extension class was held
more sessions have been held there since then.
held at Singal and Aliabad to date.

on 26 March
Two sessions

at Sultanabad. Two
each have also been

The subiects taught at these 7 sessions covered the range ot disciplines
reDresented io AKRSP staff. The details are as follows:

Agricultural Extension. Duties and Responsibilities of Model Farmers-
lmportant Instructions on Wheat Cultivation-Useful Instructions regarding Tree
Plantation-Vegetable Cultivation-Practical Demonstration on Vegetable Cullivalion
(Potato) -Measu res against Insects/Pests.

villag€ Organisation. lmportance and Role of a Village Organisation-Duties
and Responsibilities of Managers-Advantages and Uses of a Village Organisation-
Maintenance of Records (Cash book, attendance and savings register, ledger, savings
account, income, expenditure),

Productive Physical lntrastructure. Feasibility and Survey-Progress Report
and Maintenance ol P.orects-Maintenance ol Accounts foi Diffetent Schemes.

Savings. Representatives ot Habib Bank Ltd. mobile'banking unit spoke lo
the classes about the advantages of saving and banking facilities for deposit-holde|s.

At each training session. Model Farmers and Managers were provided written
instruction sheets on all the lessons taught that day. Literature on wheat and various
kinds ol fertiliser was also distributed to ihese representatives. Visual aids like black
boards, posters, charts, samples of wh6at varieties and vegetables, and insects/pests
were also us€d as training aids. Interested Model Farmers and Managers were provi-
ded veg€table seeds at cost.

2, Attendance. Allowances and Rosponse of Trainees

Model Farmers and Managers of Village Organisations attended the extension
cfasses in larg€ numbers and attendance was over 80o/o. fhe trainees were p6id the
cost of transpon and daily allowance alter each training class.

The trainees responded by participating actively in discussions and
tions, and by transmitting usetul information to lellow-villagers at weekly

3. lssugs Discussed at Fxtsnsion Sossions

demonstra-
meetings.

Representatives of Village Organisations were asked to submit their demands
for fertiliser after consultation with membeIs.
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Model Farmers emphasizsd theil willingness to purchase insecticides and pesti-
cides on cash, pleferably during M8y, 1983. Two organisations have atso asked for
spray pumps.

The Sou'sgave detailod instructions on book-keeping. record maintenance,
muster rolls and vouchers to the trainees who exhibited a particular lack of knowledge
of thesa subiecis.

13 Village Organisations ol Gupis-Yasin, and 2 of Hunza complained of having
to travel very long distances to come to class. New centres will be opened for
thss€ villages.
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FOREWORD

This Second Progress Report i3 moru rhan a chronological continuation of the first reportr it k
a summary ol how our initiai experienc€ in Gilgit ha! led us to institute course'correctione in our function'

ing and rcorientation in our administrative structure,

The repo.t is divided into sections that corr$pond to the m.nag€rial division of rerpon3ibility
unde. the reori€nted set-up. Thui, this report contains separate discussions of th€ achievem4rr, problem,

and tuture plans o{ each of the adminktrative S€ctions of AKRSP. These kion repotu hlghlight th.
courie of development oI sp€cific AKRSP activitiet;. iumrnarY io rhis effect is Provid.d in ihe Summ.ty
and Introducrion oI this report. W€ particularly recommond thc Introduction to iho6€ r€adcB who wkh

to share with us the lessons we have learnt 30 ftr.

The repon is the re.u lr ot the cumul.tiv€ €ffon of the Social Organisation UniG, fie Man.{.nrnt
Gro!,p and the supporting statf. Howsver, th€ Moniloting, Evaluation and B€s€arcn Unit undet $. .blt
guidance of Tariq Husain, is rolely r$pondbl! lor the i,iu.nce of the R.pon and d€se.ves approciation

lor putting together the raw material in re.d.ble folm,

Shoaib SulEn Kh.n
General M.n.g.r
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SUMMARY OF THE SECOND PROGRESS BEPORT

L The mon newlworthy event of the quaner under review war the May visit of His Highness The

Aga Khan and Begum Salimah Aga Khan to AKRSP offices and proiec$. On this occasion, His Highnesg
expressed the view that 'what we will lea.n here will enable us to replicate the programme in other pans
of theworld in due course".

2. AKRSP stafi demonstrated their own capacity for learning by institutinq a number ol courle-
corredions at the Fifth Monthly Review Workshop in Jun€. The rethinking at AKRSP, provok€d by th€

vhit of Dr. Akhter Hameed Khan, has l€d to an explcit adicuration of AKRSP fundions in terms of the

companyt role as an NGO acting in support of exinang effons at d€velopment in northe.n Pakistan.

Accordingly, the administrative set-up ot AKRSP has abo been modified, with different prosramdes being
managed by autonomour sections,

3. The overall progress of the Programme in Gilgit Dktrict k indi€ted by SUIVI Table 1. As of July,
the Fi6t Dialosue had been h.ld in 128 rural communkies jn Gilgit, and 63 in Chitral. For Gilgit Dktrict,
a portfolio of 215 engineering proiecls has been prepared. This portfolio cov6s 124 potential Village

Organisations, and k estimated to cost Rs.31.5 million. The potential lor development finance indicated
by this portfglio has b€en matdred by fund{aising efforts undertaken by the Aga Kh6n Foundation {Head
Office) in collaboration with AKF (P), AKF lUK), AKF (USA) and AKF (Canada). So filr,commitmenr!
tor AKRSP have been given by OXFAIV, Alberta Aid and the Ford Foundationj the Ford Foundation

sranr has been matched by the Aga Khan Foundation (USAI.

4. Of the 124 potential Village Orgnisations where the First Dialogue has b€en conclusive, S6% had
been suryeyed by 25 July; proiecrs had be€n initiated in 31%, and completed in 12%. The 32 proiects

staded by July in Gilgit District cost Rs. 4.7 million; 54% of the work on them had been completed by
July. On proi€cts started in the p.evious quaner, m% of the work had been completed by the €nd of the
prgent quarter. In Chhral, 5 proiects (wonh Rs. 0.4 million) were started in June and July;they showsd
15% progress by July.

5. 45 fomsl Village Orsanisations had been fomed around AKRSP projects by Juty. In addition,
there existed 5l informal organisations in which AKRSP'S main input is in the form of motivarion and
social o.gankation for development work. The 96 orqEnisarions tosethe. have 8,m5 m€mt€6, and had
accumulsted an equity capiral of over Rs. 230,000 (Rs. 27 per member) by July_ Stading next quarter,
the Social Or9ni$tion Section will lead intensive efforts to find waye of developing sF,ecific medium.
term plans lor the Village Organisations,

6. The att€ndance of lvanagers and llodel Farmers at extension raining ctasses had b€en over 80%
when the programme was discontinued in June. The Extension Traininq and Suppti€s Section wi now
be organking intensive courses in specialist funstions for Vittaoe Organhation nominees, As paft of its
tunction of cre?ting accessibility ro inputs, AKRSP has provided group loans ro 37 Vittage Organisarions
for the purchas€ of fertiliser. These loaf,s, in the amount of Rr.536,167, have been provided by Habib
aank, with a gLiarantee from AKRSP. About 3,000 smatthotders of citgit District havs so far benefitted
lrom thh joint AKRSP - Habib Bank programme.

7. A formal evalusrion process was inhiated in Juty- The Budger and Accounrs Section had
compret€d 5 proiect audit! bv Jely, and the Engjneering Section had carried out anatyses ot 4 compteted



proj6cL. A cropqrttirrg ruwey. u/ar ltartad in Juno, follotFd by villag€ bosaline aurv€ys. A numbsr of
projoct4peciflc anslyres, incorporatlng th€ rosul$ of the oxgrcises mentionad here, wlll b€come availebla
lrom tha nex! qra.t€r.

8. lt h r.timated that, betwgen F.bruary.nd July, AKRSP r.ceiwd moro than 150 outslstion
vbitor. wfto w.r. briof.d Sout AKRSP.nd lt! prdEt arq. Wb ar€ gr.!.fut to tlEse tri6nds fo. rhs irrer! t
tftey hava $own in our work. W. .re prrtiqrlarly gr.teful to tfie Northern Ar€as Adnlniitr.tion .nd th.
Martial Llw Adminbtrator whoro $riitsnca and patronslp h6ve barn invrluable In oirr fi.tt mondr In
Gitdt.



SUM Tablo

PROGRAfiME ACTIVITY STATUS TABLE (GILGIT DISTBICTI
25 JULY 1983

ApprcxirEb trlo. ot Villa!63 in Gllgit Di.rrict: m
IIIO. OF FOTENTIAL VILLAGE ORGANISATIoIIIS GDVERED:

Huhz. Gilgit
bhkoman

Guplr Cllrlt
Ohrlct

FIRST DIALOGUE

E,planrtioo

ldentificetion

SECOiID DIALOGUE

Fc'sibility

D€aigil

Costing

THIRD DIALOGUE

COMPLETION

SASELINE SURVEY

2e

2A

3l

27

21

I

32

32

21

t8

I

l5

t7

14

I

ta
124

22

22

22

l9

m

6

I

0

107

38

I

I

8

4

2

9

7

o 0

38

t5

3



INTROOUCTION

1. Fro.n . itod.l ot D.rolocm.nt Admini.'ttdioi... - .

ln the "lntroduclion to AKRSP" contained in th€ Fid Prggret Reporl, three incrdependent
principles of village.lev.l development adminhtr.taon were mentioned as constituting ARKSPT strat€gv

lor development work in northern Pakistan. Th$e principles are recapitulated blow:

l\l Ptoductive physical infrcstructuft ptoiecls chould Pre€de anv other development effon.

liil An adninistrative infrastructlr, going down to th€ village lsvsl should be created ro Provid€

small farmef3 whh agricultural inputs and with sound advice on th€ use of these inprts.

(iii) In ordar ro help smallhorde.s overcome the h.ndicaps ol thei. subiktence holdings a soci,
and nonomic infrast rctuft shoutd b€ created, in rhe form of btoad'bsed, multi'purpose organa

sations that promote collective efiort by vill6g€rs.

ln puEuit ol these principles, AKRSP had sianed imPlemonting {our villag€-based pro_

grammes - under principte (i), the construction of Phisical'infrastructure, and under Principle
(ii), extension training, supply of inpuls and the provision of credh To help implement theso

programmes, Villag€ Organisations had been tet up under Principle {iii).

Th€ three Drinciptes listed aborc.re extracted from the exPerienc€ ol countries wirh flouri3h

ang smallholder agri@lruEt secto6. In Pakistan, th€se ideas were first made the basit of a rural

develooment efion by Dr. Akhter Ham6d Khan when he initiat€d the Comilla Proi€ct in former

East Pakistan in 1959. The basic str.legy was re'enact€d at the Daudzai Markaz, near Peshawar,

under the Integrated Rural Development Programm€ of the earlv seventies. The guiding spnit

of th€ Daudzai Project was Dr. Akhter Hameed Khan. From Daudzai, the ttrategv was imported

to AKRSP through those of Dr. Khant itud€nts who came to work with AKFSP. Earlv thinking

at AKFSP was, therefore, stronqly inlluencsd by the Daudzai experiment as jt had €volved undel

Dr. Khan's guidance.

ln June ot 6is vear. Dr. Akhter Hameed

of the Managsmeni Group. He held inteosive

official! and villagen of the project area. The
Daudzai model, and fte a(iculation of AKRSPT

Khm himself vished AKRSP at fte invitation
discussionr wirh AKRSP statf. adminisrration
upshot w6 the d€linking ol AKRSP fronl the
role as a non{overnmenGl organisation (NGO).

To quote from Dr. Khan! report on hi3 Gilgk visit:

k h imponant to define clearly the identity and role of AKRSP. First of all, it must be

cleaflv understood that it is an NGO It cannot bea substitute for {pvernment depanments

and it should not be a competitiv€ riv6l,

- trvherevsr p$sible an NGO should corEentrate on suppl€mentarv activities and seek coorda'

narion with sovernmenr programme3 and policies'

- In th€ Gilgit situation, the Oaudzai organlsrrion hodel (Traioing Centre + villase grouPs +

two-tier coope.ativ€s for services and !upplies, h inaPPlicabl6 because:'

i) AKRSP, unlike the Daudzai Trainins and Development C€ntre (TDC) is an NGO,

with limited resources and no authoritv;



ii) The lovornm€nt has ho policy, or capacitY $ nart TOC'S in Gilgit;

The long dhilnc€t. .nd the 3catterad and isolad vill'gps, make thc concept of a TOC

frequantlv visited by grouP rspres€ntatiwt unworkabla.

To .lllod.l ot RurJ suPpori

Though the stYategy emerges int6ct from the rocent rethinking at AKnSP' the conclusiom that

AKRSP is suPplsm€ntary to the governmenr and lhat the Daudzai Markaz lno&l it ;napplicable have a

number of implic5tions for AKRSP funcrioning ln essenc€, the three principl$ listed above tre to bs

uiJ"*ooa no, as principles ol d€vdopment administfttion - for AKRSP is an NGo - but rather' as

otiAcioles lo. s)wotlittg,or suPPlementing, exitting inttitutiont More sp€cificallv' cou6€{orrections 3re

;;;;.;i; ii" ""v 
irnsp ** performins the task of creatins phYsical' administfative' 6nd social

and economic infrastruclur€s The nature ol rhe'€ cou6etorrections is discuss€d in thefollowing l'nes'

Physkallntt','.tlliute..ThepractisealAKRSPha6bsentodsa|dir€ctlywithVi|laqeolganis..
rions in id;ntifying and implementing villagelevel proiects similar Proiecls {inanced bv ihe gov€rnmenfs

i""r' a"al"t and"R,rrat dbvelopme;t (LB&RD) department sre identilied and ex€cuied throuqh the

u.ioncouncirmemuene|ectedbyeachvi||agE.|tisnowProposedthata||projectsidentifiedbvVi|l6ge
olganisationswi||begulveyedandcostedbyAKBsP's€ngineeringstaffa!partofa|onq.telmp|anfol
,n"'"o*,i,u*, villages of each Union Council such plans will be placed before members of the union

Council, together wiih proiection! of available fundinq' h witl then be up to the Union Council to decidd

on the prio;ities for each fiscal vear' Once such prioritiet have been agrcsd upon' the actu€l.prohct will b€

i-pi".*tea by the concerned Village Organisation in accordanc€ with AKRSP'5 establkhed terms of

Whh ths Proposed
the polilical nature of the

proiects. And, secondlY, the

To strengthen the

and development activities.

implements and materlals.

revisions, the rotc of the Unlon Council is promot€d in two ways that rccognrse

decisions involied. Fi6tlv, the t,nion Council assigns the Prioriries among

Union Council is accepted as the decision-making bodv for int€rvillage issues

rcvised physical works Prog6mme, AKFSP will undedake lUpponing r€search

The emph.sis of this endeavour will be on dilcovering more efficient methods'

In th€se ways, the advantaqet of AKRSP'S fletibilitv a! an NGO are tharcd with existins in'titu_

tions in an innovative programm€ for phvsical infrsstructure improvement'

Adninistrctive lnfnstnrcturc-' AKRSP! effort! in the direction of selting up an administtative

infrastructure consist of its progr.mmes in extension, input supplv and cr€dit

Under extension training, Villsge Organi3ation rePr6entativei had b€en artendins fortniqhtlv

classes in inanag€rial and agricultuml subiects From the next quaner' instead' villasers nominated bv the

oroanisalionswustartattendingintensivecou|s€sinspeciatistfunctionsthatwiItbehe|dpeliodica||vln
6'ilii.-e;,",,'* ,0 a'"* rinks;erween AKRsP headquarter and the villasp orenisation'' rhe propoied

Jf,"""n" ,L".*. ," *."ome the difficulties en€ountered in Gilgit with the two tier extension tvstem ot

its extension training system, AKRSP had undertaken to create accessibilitY loln suPPortrng

agricultural inputs and

diary between villasers

Vitlaqe OrgBnisationt. This was b€ing done bv acling as 6n Intetme

institutiont to the effect ot bringing suppliels and demander3 togpther'



This arrang6ment invotves dir€ct tinks botween AKRSp herdqu.nen and Vlltage Org.nisition!. Th€ 3.meis truc for th€ ioint AKRSP - Habib aank credia programme. Th'erore, U"d, tfr-e *[te, 
"nO 

creaitprogr.mmes will continue ro function 6! t!€fore.

bciat utd Economh lntrattuctoe - The revii€d programme! under physiot and admanietrativeinfrartructurer rerv more rhan erer on th€ exisrnce of a deveropeu sociar ana economic intiastructure in

:|'.: -111'1 1: 
,.ld"p""::nt enrities d€atins d ir€ouy with AK Rsp and a mu ttitua" or o*,* inititutio,,s, tt .vnrsg€ urganr3atron3 wrl nesd to produce managers who can reprBenr rural i.fef*ts u/irh rcsponlabataty

and igEnuity. Thes€ manag€rs and orh€r c5dres wi hav€ ro acquiro the skitk necessary to d6at successfu y
with rn agriculture that is in tfensition from a subirstence,tage to a marketoriented srage. Tne oeverop_
ment ot slch skifls is not a hiotv-rdred item on rhe agsnda or exkting itutiturionr. AFKspwirr rhereforeinve.t its own resources in bringi.g rurat manegbrs ro forums where they can benefit from;ach otheasexperiencer, and from expenke sv6itabl€ with AKRSp and cooperating agenci.s.

. The .bove modifications in AKRSP progrsmms5 prese.ve tfie principtes of it! ,trategy, at th€ ,ame
time ar they make its functions compatible with lts status ss a ftexjbl€, private orgnisation wittr a cararytr-
cal rol8- Th€ details ot rhe revis.d prografimg ar€ given under appropriare i€ctions in this repon

3. Adminidrrrivs Srructurc of AKRSP

To recapirulat€, the functions of AKRSP can b€ summarii€d in Dr. Khant words as folos:

i) Social and ecorrmic vi a93 orsanisnions lVO,s).

ii) Liaison betw€€n VOt and governm6nt and other agsncies.

iiil T.aining ot VO m3nagets and other csdres in coordination with other agencies.

iv) Opening up of lcrvic6 and suppty tin€s to VO,s, again in coordin.t,on wirh orh.r agencE.

v) S€lectiv6 r€seardr to disoowr more sfficient method!, imptem€nt, and materiatr.

Thes€ funcliona .r€ to tre pe.rormed by autonomous sections, each with a r€s@nsibte section,
managEr. The G€neral Msnager wi b€ fresd from rourin€ and d€taik, giving him sufficient time,or touring,
revaewing and evaluaring. The retationrhip belveen fte principte, ot AKRSP str.t€gy, ir3 programme,
and itt sdminLtdrivo .ections c6n b€ iltustrated ar loltows:

Principle ot Str6t€9y

l. Phy.icsllnfiasrfuctur€ l.

Admini.tr.tivelnfr€structure 1.

&ction

Engine€fing

Exten5ion Training and
Supplies

Social Orgsnisation

.

F&D

Extension

Credit

lll. SocialandEconomic Villaq.
Organi!.tiona

In addition ther€ witt b. three gemrat sections:
tori.{, E|aluation and R€reardr. Finafly, rhere wil be
organis.taonal structure ofAKRSP is showt in tNT Chan

Adminisrration, Budg€r and Accounts, and Moni,
a .m6ll section on Marketing Rer€arch. The new
L
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SOCIAL ORGANISATION

1. Tlr Ougqriv6 of Organisation

AKRSP'3 obilctive in social organkation k the creation and suptort of village.levei organhations
that will mature into 3ell-sustaininq development institutions in the villager. In the firrt phase of tho Pro.
gramme, eftortr were direct€d at demonstrating the impact which th€s. organis6tions could have on villagG

development. The onderlying strategy $/as to induce the villagers into ac.epting the n€cessity oforganisation.
In Gilgit Oistrict, 38 organisation! were formd afound projects financed by AKRSP - but another 40
villages or$nised themselv€. in anticipation of such cooperation with AKRSP. This, inde€d, is a measure
oI the sueers of the initialstrategy in mobilising villsgers lor concerted action tor village development.

In the nsxt phase, the effort will be to consolidate existinq organisdionr and stcngthar their
ability tor collective manag€ment o{ common issues. To begin with. proiects will be set up an vill.ges that
have produced d.monstrably workable orqanisations. Subsequently, a variety of development programme3
will be introduced, through the Village OrqEnisation, to meet the mdium.term needs of the village. More.
over, as an aid to encouragins self-reliance among villagers, the element ot subiidy in AKRSP financing will

2- Performanco ot Village OrganisaiioB

li) C€nanl- By &ty 25th, 45 lorm.l Village Organisations had b€sn formed. Our ol there,
39 are in 6ilgit Oiitrict (induding one Wom€n! Org.nisrtion), and 6 in Chitral District. ORG Table 1

gives their dinribltion .ccording to rub-divhion. Togerher, th€se organirationr rep.esent about 5,8fl)
household! ol Gilgit Ohtrict, and 425 households of Chitral. 38 of theie org6nisrtions have been formad
around productivo physjcal infrast.ucture, and 6 around the provirion o{ credit. A total of 37 vill6ge
Organisations hsve been provided cr€dit fof the purdrase of agricultul.l inputs. Membtrs from formsl
as well as non.p.oject organisations have b€en participating in the extension training programme.

In Chii..l Distlid, in addirion ro fte 6 formal orgnisation., ll non-proiect orgonisations had b€en
tormed by the end of Julv.

liil tlenbeldlip attd Afte'dan e.- By the end of July, membership of formaland non.proiect
orsanirations in Gilgit Dhtrict totalled 7,566, an increase of 74% sinc€ th€ end of April {ORG Tabie 2).
The memberrbip of Chitral or9nisations stood tt 971 by the end of Julyi there are 17 or9nisatioft in
Chitral.

Atrendanc6.t Village Orsanisarion me€tings remains erratic. AKRSIP has relaxed its requkem€nt

that Vitlage Orenbetions mun meet ev€ty wesk; this will now be nec€siary only as long as an engineering
proiect is being implsm.nted by lhe orgnisation. This chanqe was introducad in recognition of rhe fact
that once a proiect ha! been complet€d, rhe urgency of me€ring every week to dis.lss comhon probldns
is sreally dimini3hed. h ii now left to ihe Village Organisations to determine how freqrently they must
me€t €ve'y month for rsvieving their development plan! and accumulatinq oquity caphal.

(iiil Equity Capital.- The equity capi$l of all Viuage Organi*tionr in Gilgit had reached a tot6l
of Rs. 205,984 by the end of July {ORG Table 2). This represen$ an increase of t75% over the total .t the
end of April, ao incrua,o that incorporater the eff€ct of now organ isation! and membe6. Equily capitalper



mehber now srands at Rs. 27, an increase of 58% owr April. In Chirral oinfict, two months after th6
start of AKRSP operationr, an eqlity capital of Rs.'2O;481 had b€en accumul.ted. This workr oul to

A major problem with ru3taining rhe accumulation of equity caprtal ir the rbitity ot organisations
to ti.d remuneratrve uses for their capital. Thereare, at present, few clear option,, and this will reduce the
incentive 0o rave- Mor€\over, members of Villagp O.ganistations will have to guard agEinst the po.{6ibility of
ofiice b€treri and i.tluentialmamberr using the o.gBni3.tion's c.pital for person lg€in.

3. Womon'sOrganisalion

Emulaling the m€nt example, the wom€n of Sherqilla formed their own org.ni$tion in &ne,
and rhen invited AKRSP to help them initiate a proiect. Their member.hip stands at 68. and they have
saved more ttun Rs. 4,000 {an average of Bs. 53 p€r m€mber). However, they ar€ still uncenain as to how
Irest rhey can use thb capital productively. They hrve b€en inst ucted in the tedrniques of fruir preserva-

tion and murhroom cultivation; howev€r, both options, for the prelst, have onty a timited potentiat for
marketing. l.come-generating progr.mmes which would be appropriare Ior ths women are being considsred
bY AKRSP in consultation with other local agencies. Poultry farming is one iuch programme. Understand-
ablY, howevor, the Sherqilla women are reluctant to invest their money in poultry farming, untess they ar6
guaranteed access to back-up se.vicss such as poultry vaccination.

4. The Benefits of Organisation

The formation ol a Villag€ Organi$tion make! at possible for individual m€mbers ro utitir€ oppor.
tunities that would not be av.ilable io them on their own. A number of such oooortunitr€s nave oeen
noted in the re€ent past and are reponed in the following lines.

(i) /ccass ro crcdit tailities.- Under a nation-wide directive from the pakidan Baoking
Council, all scheduled banks operatinq in citgit had estabtished a scheme of tending up io Bs.6,000, in
inter€st-rree production loans, to srnall farmers. cilgit banks reported. however, that in the thr€e y€6rt
prior to AKASPT arival, not a single loan of thi! nature had b€en raken out! Thsre aDpeared to be ro
posible .easons lor this - villag€rr could not, or would nor, ofier cottaterat, and rhey wer€ unalte to
comply with the documentaiy requi@ments of banks. The sotution emerged after vittaqes became
organisedj with F6rt-underwriting by AKRSP, Habib Bank oxtended group loani to Vittege Organisation!,
who took the responsibility for dhbursing and recovering these toans. In turn, the sotven€y of Viltage
Organhations ar villagelevel credit-and..avings institution! is guarante€d by th€ir accumulated equhV
capital. Indeed, in a couple of inst.nces, orqBni$tions have exrended credit to their memberr trom theil

(iil lnprcved ma.kcting.- Alrhough Village Or$nitarions a.e nor equipped to rake ocr the
specialist markering tuncrions, lhey provide rhe lorum through which markering ov€fteads p€r membof
can be reduced by sellins produce and purchasing inputs collectivety. To this end, marketing rese.rch is
b€ing carried oirt by AKRSP in the Sultanabad and Oshikhandass vittages near citgir.

liiil Dealing with natunl celemities- The capacity of a vitlage to cope with natural digsters
has been considerably erhanced with the formation of a Vittase Organisation: whore a vi aqe woutd have
b€en completely dep€ndent on outside help, it now has the financiat rnd orgLanisationat resources to hetp
ittelf. €ncouraging evidence to this effect was provided in Jlly when unsearonat ttooding and mud-flows



damag€d the link road in J.puka and irrigation chann€k in Sultanabsd and Mohammadabad- The onlv diet
provided to these orgsnisationr by AKRSP was the sale of explosives on cash

it needs to b€ not€d, however, that, tollowing past practise, villagers alf€ded bv the llooding

had initially demanded that AKRSP repair the damage at its own cost Th6e villagers were reminded

tMt, under the terms of pannerrhip b€tween AKRSP and the Village Organisations. the organisarions had

made public commitments to unddrake the maint€nanc€ .nd repair ol thei. p.ojects. lt was onlY aft€r

a day.long disclssion with AKRSP staff that the leader of the Village Organisations conceded the itnplr_

cations of their undertakinq.

lir\ lntroduction of new tehniques.- Techniques of tpricot fumigation and fruit-preservatlon

were recently demonrtrated at meetings of sev€ral Village OrgEnisations. In this waY, Jruit scientists were

able to addrels a much larg€r audience than any they could have reached without th€ organisatioos Equallv

important k the fact that organisations provide inttant {e€dback lrom a large tample ol the potential

adoptersolthe technology being pronoted by experts.

5. Or9nisational lssuea

lil Coopelation between village Oryanisations anct Union Councils - The meature ot tinancial

independence and authority which is vested in tho Village Orsanisation has the potential ior crealins

conftlctr with Union Council members from that village Although such conflicts have not sudaced so far,

rhe underlying tension ha. alway3 been in evidence. In ord€r to avoid anv conllict betw€en Village Organita_

tione and Union Councik, AKRSP is attempiing to involve both institutiont in villagE_level development

in a w.v that would not undermine the tunctioning of either institurion AnKSP hd offered the Disvict

Council technical assist.nc! in the preparation of comprehensive long_term Union Council plans,'Ihe

Village Organisation would then become the executins agEncv lor the District Council rather than for

AKRSP. The Bistrict Cotincil has been receptive to th€ idea, but the concept k vet to be tested'

liil Ptupeny tighasto newlv'inigrted la1d,- This issue comes up whenever an irigation chtrnel

is to be constructed to irrigate ancl helP develoP baren land ln e3ch such instance' AKBSP finan(ing

isor€dicatedontheVi||agsorganisationtcommitmenttodelinePrope.tyright'tothesatisfactionoia||

Agreement among villag€rs on propertv rights it considered vit'l becaute claims to ownership

in th€ rPgi;n are estabtish€d by tladition rather than by dodmentation. How€ver, tike modern lrare insritu

tiomslse.nhe.einthewol|d,judicia|andexecutiveagenciesintheNolthernAr€asrequileploPeldocumen.
tationinsupponofc|aiffito|andownership.Inon€in'tance,forexample,theconstructionolachanm|
war d€layed while village|s and the Northern Areas Administration debated wherher or not construtlion

could prde€d wirhost doormentatv evidence ot l.nd ownerlhip lt was linallv agreed that documentallon

cou|dbeproducedon|ya|teri.ndsm|ementhadb€encomp|etedbythegDvernmentRevenueDeParii||ent.

Land rertlem€nt by the Revenue Department is still in its initial staqes and has been complited

inon|yoneofGi|gittfiv€sub.divisions.Forth€prelent,therefore,ths€3tab|hhmentofplopeltyri0hts
in|andremainssubjecttotheambigUitiesthatcom€uPinthetransitionfromtladitionaltomode.nde{ini
tionso{ovrn€rthiprighttTher€kpotmtial,inthhsituation,forconflictamonsvillagers'tiwelltor
mirundersrandings betw€en viltage6 and adminktrative departmenrs The sotution is fot both AKIISP

and the qovernmenr to €ncourage resolutioo of conllicting claimt bv discussion 
'mong 

villageB'

lii l Land conpansation.- AKRSP does not pav land compensation to larmers whose lands

are taken up in road construction in the villsge lnitiallv, there was vocifefous oppotition to this aspect'
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Subsequently. howbver, long debates betw€en villagers and AKRSP staff persuaded Villag€ Organisations

to .ettle land compensations claims on th€k own They have done so, most frequentlv, bv foregoing part

of ahe labour payment in lavour of land compensation payment. This hsue had caus€d consideiable debate

and delav in several villases, particularly in Hunz8.

lirt Denand tor Elinon ot cost estimate!- In a few c6es, Village Oryanisations have deman-

ded revision of colt estimate! for proiects undertaken by them, As is common pr6ciite in the region, such

demand! are m?de with the object of securing larger grants {rom the funding agency. The policY of AKRSP

in this connection is to resolutely reiect any demands ol thisnature. Cost estimates at AKRSP are prep..ed

only after s proper €ngineering survey k completed whh the collaboration of knowledgeable villagE6.

lvl D4tiations frcn pnject cleign speifbatio.E- Cenain cases have ben repon€d of village

Orsanisations (e.9., Rahimabad and Sinsal) which have deviat€d tfom rhe proiect spe€ificarions Frepared bY

AKRSP's Engineering Section Since proiect plans are drawn up in consultation with villagers nominated

by villagp assemblies, and are linalised only after an assessment bv rhe Programme Senior Engineer, no

unilateral modifications in them are accepted. the importance of thk principl€ k highlighted bv the

example of Oshikhandass. In this village, two factions developed within the Village Organisationj one of
these managed ro change th€ d6ign of the sedimentalion tank being con.tructed fo. rhe villag€ lhe resu h

was that within th€ first fornight, the tank cracked on one side To discourase such deviations from Project
d€risn, AKRSP withholds the final instalment of proi€ci cost until such time as the proiect is complete rn

all rBpects and according to the orilinalsp*ific6tions.

The dete.nination of labou. pavnents.- In order to roduce the subsidv element in its
engineeriog programme, AKRSP has .ltered its method of enimating labour costs. Previouslv, labou. costs

were estimated at market wage rates, using ettimatas of work prcpared by the Engineering Section. Now

instead, villagers wilt be asked to specify the amount they feel should be paid to labour for their project

In rhe b..gining that ensues, AKRSP will accept a figure that is b€twen 50% and 100% of its own

estimate for labour costs, the exact figure depending on the labour tituation in the village, as well as on

the productivity ol the project.

lviil Pl^ervins the esalita an base of the conmunity.- One ol the maior concerns ol AKRSP

h to preserve the relatively egalitarian distribution of assets and incomes in the villases of its project area

The danger is that well_todo and inlluential farmers mighr use the Vill.ge Orsanitation and the indlctions

of monev into the village lor their erclusive benefit. To prot€cl the rights of weaker membe6, rhe Social

Organisers are active in educating members sbotrt their rights in an organisation, and about how these

righrs can be secured.

There is the possibilitv, ioo, that poorer membere will lag behind others in exploiting new oppor-

tunities fo. development. Tha! could happen. tor instance, in the @!tlY process of developing land fo.
which irigarion has only recently b6ome availabl€ ln such cases, AKRSP will encourase and in.bce

villag€E into actinq collectively for the bensfit of a// member! of the Village Org6nisation. For example,

a t.adition existed in Hunza within living m€morv wherebv grouPs of villsqers would undenake to prepare

new land for dttivation by individual farmeri, in exchange lor me.ls taken on the iob. Togeth€r with

seleted Vittase Organisations, AKRSP is sesrching for ways that will replicate similar examples of positive

luiiil lntemal disputes in Village Organisations - In Hussainsbad, the Village Organkation has

been unable to stsrt work on its proiect bec.u3e ot a dispute between two groupt on projoct specificatio.s

ln Baltir. viltageB have faited to torm themselves into an organilation, the claims oI villagE le.de6 not_

withstandins. Intefnal confli€t has ako delaysd the progress ot wolk in a couple of other villages
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Tho policy of AKFSP i3 th.t villagers murt solv€ th6ir dirput$ themr6lves. OnlY then is there

sny hope of th€ Village OrgFnlation evolving into a credible ddelopment institurion.

lixl Ditticultics in dcteimining village Nioihis,- A,s a rciult ot thoir exp€rience with rhe
d€velopm.nt agpncies, villagerc invariably becom€ 8warc of the diftsrcnces in spproadt and prioriries
bctncen diftsrent agoncies. TtFy use thb experienc€ to doctor rheir relponsc according to what they
f6.l h appropriate tor a particuhr agency. For €xample. vill.g.rs in Sunich (Chitrat) totd AKRSP thst an
hrigation chrnnel w.! their number ons priority,.In another agency,s 3uru€y, thsss sams vi ag€n had
lhted drinkihg wat r.t their fi6r priorityl Their ot/vn sxptanation was rhat they sugosted dilt reni projects
b€cause they kn€w rh€ difference betw€en th€ two agEncies.

lxl The etstaining c*aity ot Villqe Oqrnistidrs- By f.r rhe mo3t imponanr concern ot
AKRSP is to help susr.in the Villag€ Orgnisario a. d€vebp;€nt institutions. A5 tong ai rn enginsering
projsct is under implemsntation, most organisatioft 6rc obs.rued to bs fakly regutar in hotding meetings
and accumulating savings. lvith the completion ot the projecr, however, enthusiasm ha3 waned in some
vill5ge6. In Aliit, lor example, the Village Organis.tion stopFd aU mestingF rd savings afier ir. road
proioct was complet6d. Sincs, by this act, th€ orgsnisation has rene$d on irr t6rms of partnership with
AKRSP, the fiml instalmenr of project co3r is beingwithheld from it.

S(.h policing ot an org€nisafion's behaviour. rhough eftecrive remporarity, is not a perrunenr
mechankm for keeping the organiration active in development plaos for the villag€. AKFSP is paying
clos€ attention to w.ys in whidt it cin work with villag€rs in pla.ning tor specitic actjviti$ thar wi b€
und€rtakon in a village in lhe 6€xt 2-3 yea6.

6. Conclutlon

At this formative stage, one can only caotiously answsr questionr about the tong-term viability
of Village Oiganisatioff. In tho past eighi months, all manner ot probleme have come up, including sorne
rhat r€main untolved. Ol rhese, the imponant one. ar€ trilhlighted in th€ Progress R.ports. The experi€ncs
of AKRSP in development work k rea6suring in at l€$t one respect: if th€ strategy for rurat d€vetopment
is h3ed on sound principles ol,oclal organhation,lew villagelev6l problems can remain unsolv€d for tong.
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ORG T&le 1

VILLAGE ORGANISATIONS FORiIED BY 25 .IJLY 19GI

sus-Dlvlslo
lNo. ot Beneficiary
Householdd

HUNZA
{r0621

NAGAR
1688)

DISTRICT GILGIT

VILLAGE ORGAI{ISATIONS

1. Altit
3. Murt zr.bad Pain

5. Paier

Rahbat
Hakalsh.l

Sonikot

'1. Oshik ndass

3. Rahimrbad
5. Aminabad
7. Jaolot€ &ln

Jap|rk.
Gulmuti

Shun$
Grunjar

l. Gupis
3. Bulayot.
5, Yasin Brls

2. Husssinrbad

6. H.idsrtbd

2. Manalokuihal
4. Ratal
6. Chalt Brla
8. Mamo3h Diding

G ILGIT
{1240)

PUNYAL.ISHKOMAI{
fl 520)

GUPtS.YASltl
(275l,

CHITRAL
(425)

Sult.n6bd
Sonikot B6la
Hanuchrl

2.
4.
6.

1,

5.

7.

1.

7,

l.

2. ltng.l
4. Kuchdoh
6. Gul.pur
L sherqills'

2. Junrota
4. Nooh
6. Phand€r

DISTRICT CHITRAL

Sonicn 2. H6ng.l

D.shcri 4. lrjik
Gufty 6. MatolPrin

'Sherqill. sbo has a wom€n's organilation wlth 68 memb.n.
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ORG Tsbl. 2

EOUITY CAPITAL (Ri.) OF VILLAGE ORGAN|SAT|ONSI -
GILGIT DISTRICT

8y tho erd oft

April July % Incr6as.

Numb.r ol OrgEnisstio 43 7a 63

if€rnb.nfiip 4348 7F66 ,1

Vrfuo of Sh..e. 11,2gt g),fat gt

s.vin$ 30d)E 126,84 3

Equiry c.pitat 74,895 206884 176
{Sh.ra. + S6vinSr}

EQrity p. rii€mb€r 1723 2722 68

' Th€i' include rpoman.ou! orgnisalionr thrt hava be€n forfi.d in sntlctpstion ol coll.boration wtth
AKRg. A5 of July. rh.r. w.ro 40 $dt organlutioG.
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ENGINEERING

1. The Portfolio ot Er{inoring ProiocG

During the quarter und€r rcvi5!v, the First Diaiogue w5t held with villager3 of 13 Pot€ntial Villaq€

Organisations, bringing the total coveraga of the First Dialogu€ to 128 communiti€s Contolidation of sll

information gathered through the Diagnostic Suruey tt€twssn Oecemb€r and JulY reveak that, so far, 124

communitie{ have identified 215 enginoenng pmiects in Gilgit District. This portfolio of projecrs. summari_

sed in ENG Table 1 , shows that th€ construction, widening and enension of irrigation ch.nnels contanues

to be the number one priority at the village lev€l: it accounts tor 47% of all proiscts identified bv villag€rt,

Link roads (21% of all proiects) and protective bunds {17%} aru also leadinq priorities.

A comorehensive portfolio for Chitral District has not yet b€.n finslisod However, all 63 commu_

nities where th€ First Dialogue h.t been held have identified villaqe_level income'generating proiecti. lt
appears that i..ig€tion $annels and cantil€ver bridga are lhe two most imporlant prioritie. in Chitral.

2. Estimatod Cost ofthe Portfolio

For Gilgit Dhtrict, ENG Tsble 2 shows the tentativ€ cost est'mates for different lub_divisions

and different rectors. The entire portfolio is est;mared to cost Fs.31 5 million, an average ol roughlv

Rs. l47,0OO p€r proiect. The outlay on irrigation is €xpectsd to account for 56% oi the totalcosl. lrrig6_

tion, protective trur'd! and link roa& rog€ther make up 97% of the cost of rh€ portfolio. Of these three

type! of proiects, irrigation channels have tte highesr averaF con {Rs. 176,000) Protective tun& cost

Rs- 154,000, on averase, and link foads, F5.88p0O.

Similar cost estimates for Chitr.l are under prep6mtion An effort ls now underwav to compare

the estimater of cost. labour and material with the actLrals lor complet€d proiects The res'rlts of such

exercises will b€ reponed in detail in AKRSP'S Projed Analysis Serier.6nd summarised in the Progrosi

3. Breakdown ol Costs

For the 215 proiects identitied in Giglit, the bre6kdown of cost3 into labour and material costa

is summarised in ENG Table 3. One €ftect of undenaking the rural groiects identified to date will b€ to
provide immediate €mployment to villagers, with an averag€ payment amounring to Bs.85O for everv

household in GilEit Dirtict. The entire portfolio calls for 831,m0 mandavs of latour input

Since th€ end of the quarter u.der rcview, a Procedure has been dwis€d to re&ce the labour

component of th€ cost through negotiations with villsgers Th€ obiective it to replace estimates bated oo

local market rat€s with estimates thaf rsflect more accurately the entjre spectrum of opponunaties oPen to

lsbour in a prrticu16r village. The procedure that has been adopted is likely to r€sult in significrnt dowr_

ward{evision! of latour cost estimates.

4. Step.Wiso Progress ot Enginoering Proqrammo

This is summarised in ENG Table 4 and is meant to rellect the extent ol coverage of pot€ntial

Village Organkations in Gilgit.
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5.

Column ] 2 of the tabte shows thst of all the projects identifi€d bv JulY.86% have been surwved,

and 31% cost€d in detail. Of rhe villages wher€ projecrs have be€n identifi€d, the Third Dialouge h.!
covered 3l% ot the potential Villag€ Organisations. Finrlly (from column llll, work has b€en compreted

in 39%ofthe villag€3where proi.cts were initiated upto July.

Progrcac of Proi6ct5

This is r€port€d in summary fashion In ENG Tabte 5 for citgit District.

Only 7 new projects w€r€ undertaken durlng the May -.luty quarter, However, these 7 proi€ct,
have an averagp co3t of approximately Fr. 311,000, compared with an sverage of Rs. IOO,0O0 for the fir.r
25 projectr.

By 25 July, 32 proiect5 worth Rs.4.7 mitlion had b€en iiiiiated in citgit Diirrict. ENG Tabte S.A
shos th.r 54% of the work on rh6e proi€cts had b€en compteted by Juty. P6( g of the rabte repoE m
th progre$ oI projects inni.&d in specified months. Roughty 80% of the work ltarted by Aprit has been
complered; th€ conesponding figure in April was 47%, Finatty, 27% oI the work has b€en comptsred on
projects rtarted during l\Iay - July.

In Chitr6l Dist.ict, 5 projects, corting Rs,82,200 on averas€, had been sot up in June anrt Juty.
8y 25 July, t5% of the wo.k had been completed.

Decision ol the Fifth Mont'rly R€vi6r lirork$op

This workshop, held in June, was addrceed by Dr- Akhter Hameed Kh.n, who t€d a discussion
reviewing AKRSP'S engineerins prcgramme. In the light of this dilcussion, th€ empharis ano approacn
of the engine€ring programhe have been altered in 6 number of wavs, outtined botow.

li) Administrative Setup-- tt wae decided that a the engjne€ring 3taff wi be based in cilgit
rather than at the he€dquarters of the Slocial Organktjon Unit. They witt be despatched to the tietd to
conduct survef tor a number of days ar a ltretch, during which they are expect€d to camp in the lillages
being survey€d. This is exp€cted to reduce tEveltim€ significantly.

liil Union Courcil PlanninC. AKRSP has offered rhe services ol its enginering staff to rhe
Gilgit District Council lor the purpose ot preparing comprehensiv€ ptans at the Union Councit tevel. Thele
plans will rhow exhting physical in{rasrructure, the need {or repair and recrificarion, and the planned
network of infrartruqture. These ideas w€re prelented by the Programmo Senior Engine€r at the quartertV
meeting of the District Council in July. The Councillors exprcssed a k€3n interest in the propo$t and
reqLrested that it b€ put into effect at an early date, Oanyore or Rahimabad Union Councit, near Gilgit
will be the firct Union Council for which tho Engineerinq Section of AKRSP witt prepare designs and cost
estimater for plann€d improvemeots in physical infreastructure.

(iii) Mode ot A$iiam to Village OryEnisations lt was decided that, as much as possibte,
AKRSP will shift irs emphasis trom cash payment tor specitic proiects to assistance in the form of
implemenc, .eleard and d€v€iopment, and other forms of capirat investment such as revotving funds.
Accordingly, a set of basic took a.d implenent. will be giv€n to each Vitiage Organkation as pan of a
proiect. Steps are aho being taken, for example to poput.ris€ rhe Chinese wheetbaffows that arc beinll used
succe$fully in upper Hunza. In terms of research and development, in generat, a paper submitted by
l\,1|r. Arif Hasan, an architect associated with the Orangi Project (Karachi), is under the active consideration
of the enqineering steff.



7, CooFo.ation wifi Othe Ag6|xi6

Th€ AKRSP propolal on Union Council Fhnning h6 besn d6!i9n6d explicitly to eliminats anY

t6fio of compstition whh gov€rnm€nt daprnments. Funh€rmore, it is m€rnt to lugment th' m€rgre t€chni'

crl .{r.ni5€ lhat l. av€il.bta with leel .uthofities fo. phy.hal inlretructurE planning. lt i! in lhis mantDf

dr.t AKRSP will pool r€5ourcrr with th! gov.mm€nt In th. fi.ld of engin .ring-

Pooling ot roroorcas h.!.bo t.dr initigd b€tvr.€n AKRSP..d the ldsl IRD {UI'IDP,FAO,

ProFcl. AKRSP h$ provid6d expto3iv.s/gebions on cath to IRDP, and IRDP has 3gr€cd to itsuc Portrbb

drllling machine3 to AKRSP projectt on 3 c33e'by{43€ b.si! .
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E G Tablr I

POBTFOLIO OF PROJECTS IDENTIFIED DURING DEC. 1982-JULY 1983

Numbcr ol Pioirclt ld€ntifiod in Sub.Divbbn

Sedor Gilgit Punyat- Guph-
lshkoman. Y.sin

Gilgir
Dhtrict

l. lrrigation

2. Prot€ctive Eund

3. Storag€ Reservoir

4. S€dim.nbtion Tank

5. Litt lrrig.tion

6. Land Deelopment

7. Link Foad

8. Eridge

22

4

o

0

o

20

0

t8

5

1

o

I

0

m

I

4

7

I

'12

I
0

I

0

2

2

0

a
t9

o

0

7

0

't00

1g

4

7

45

I

215Tot.l

l8



ENG Tablo 2

ESTIMATED COST OF PORTFOLIO OF PROJECTS IDENTIFIED DURING
DEOEMBEB 1982 -JULY 1983

Cott ot Ptoiect {'000 Rs') lot Sub-Division:

Nagar Gilgit Puny6l- Gupis- Gilgil
lshkoman Yasin Dhtrict

l_

2.

3.

5.

6.

7.

8.

Storag€ Retervoir

fuinrntation Tank

Lift lri9tion

Link Road

Bridge

6303 17,619

3,0m 5,7Q0

1,245 2,098

o 522

o 950

100 570

820 3,978

o t00

2,947

734

152

o

o

0

1,754

0

3S5

261

0

100

0

4,598

300

336

r3l

950

170

540

100

1,134

|,227

0

lg)

o

200

308

4,300 7,125 2,999 11,518

lg



l
ENG Table 3

BREAKDOWN OF COSTS AND LABOUR FOR PROJECTS
IDENTIFIED DURING OEC. 1982 - JULY 19qI

Enim{od Cost! {'000 Rs.}

S€ctor Material Tot.l P€rcentagp ol
lrbour in cosl

1. lriigation

2, Protective Bund

3. Storage Besorvoir

4. Sedimentation Tank

5- Lift lrrigation

6. Land Developmenl

7. Link Foad

8. Bridse

563,800

45,mO

52,4!0

10330

9,500

2S,500

r 19,320

2,000

14,095

1,t 40

1,O49

251

2136

570

2,S83

50

3,.524

4,560

1,049

261

714

o

995

50

17,619

s,700

2,098

522

950

570

3,978

t00

8o

m

50

50

100

75

Total 831,6{X) m384 rr,l5:) 3l,5ir7
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ENG T{blo 4

STEP.WISE PROGRESS OF THE ENGINEERING PBOGRAMMET

l,3|.2.1t.2

L FIRST DIALOGUE

l. Explanation

2. ldontification

SECONO DIALOGUE

l. Fsasibility

2. D6ign

3. Cortinq

THIRO DIALOGUE

COMPLETION

100

97 tfi)

100

to0

39

'The ligure3 under e6ch of the columns marked l.l, l2 etc., show the percaniage oI potemial Vill.g€
Organi;ations that hsvo been covered by differenr phasos of the Pro$amming CYcle,where tho percont'

agD is with .esp€ct to the Phsse r€Pfesentsd bY l.l, 1.2,6tc. For sxamPle, column ll.l shows that d6ign3
have been drawr up for 89% of all villages wh€re the survey h.. ticen completed, wh.rea coctang has

b€en finalised Ior 36% ot theseYillager.

tm

84

14

30

30

86 tOO

77 AS

31 38

31 36

12 14

100

40

&
t6

2l



EitG TSb 5

Ar PROGRESS OF ENGINEERII{G PROJECTS INITIATED
BY SPECIFIED MONTHS

Proj6ct.

lnitioted
By end of

Comulrtiv€ Averaga

Co3t Co3t
('00O Rs.l ('OO0 R3,l

% of work completed by'

Ap.il 2A

32

2497

4,69€

100 17

147

t42l

54

'Figur6 in p.r6ilh6!s3 reter lo compteted work lh€t can b6.ccounted for by proiects initlat€d bv the

Br PROGRESS OF ENGINEERING PROJECTS INITIATED
tN SPECIFIED MONTHS

lnitiated ln
No. Cost % ot Work Completed by

('000 Rs.) April July

Mardl

t0

9

3

1

0

r,r 66

7m

610

793

|,386

0

tl
"l
8ll

,;l
-l
_J

"lu'l

1l

47* a)*

NB:- Th6 above t.bl.t do not includ€ information on 5 proi.ctt (worth R.. 4o8,3ttl 6t rt.d in Chitral
Dinrid in J|ln..



EXTENSION TRAINII{G AID SUPPLIES

1. Tho Firit Exporimor in Extonion

Shortly alier fi€ formation of the first Villag. Organhatio.r in February, fortnightly extension
cla5s6 w.re started at loor locations in Giloit. Instruction on agriculdre, engineering and organisation w.s
provided by AKRSP stafi to the Manag€rc and Model Falmers oI th€ Village Organisation!. In agriculture,
the topica covered includod use of spray pumpr and budding techniqr€s {practical demonstrationd, and
advice on cultural practices and plant protedtion measures. In engineering, instruction was given on pre-

cautionary mea.ures in the use of explorivss, and on the maintenanc€ of phyricahr.trastructure.

The responr€ of villagers wa! most encouraging: attendance at th€ fortnightly sessions war urually
over 8O%. There were even cases o{ vill.g€rs walking upto 20 km to attend extension classes. (Attendanc€

figures for different S.O. Units are summariled in ETS Table 1.) However, th€ feelins had besun to srow
among AKFSP staff that the effect of exrensioi eftort6 remained, at best, uncertain. lt was with thh
experience in lhe background thar rhe Fifth Monlhly Rwi€w Wo*shop wa! held in mid-Ine.

2. D6ciiions of the Fifth Monrhly Revielr, Workshop

It was decided thst the lirst experiment in ext€nsion training will be terminated immedi.tely.
Inrtead, the thrust of AKRSP'S ext€nsion programme will be towards training and supplying villag€

specialLts. Each Villagp OrgEnisation will be asked to select 3 villaqe residents who will be trained as live
stock rpecialist, plant protection specialkl and poultry rpecialist. The training will b€ held at AKRSP'S
extenrion training hostel in Gilgit for 3-4 we€ks per couBe. Trainees will b€ provided accommodation at
the hostel, together with a daily allowance. Train;ng curricula will b€ prep.red with th€ assistance of
expetu available with local aqBncies, who will aho provide the actual training. At the end of a cou6e, each

villagE speciali.t will b€ given the supplieo and e$ipment necessary lo make him function.l in his village.
There?ft6, he will be sust6ined entirely by charges paid by villagers for services rendered by hih. Aelr6her
training will be provided by AKBSP periodically.

As of the end of Julv. a trainees hostel had been rented and furnished in local tradition. Th€ first
course - for livertock tpeci.lisb - will be held for 3 week in August and September. Up to 22 trainee!
are erpected to att€nd. Ths SocialOrgnisers have b€en.sked to impressupon the Vilbge Organisatios the
need for nominating individuals who will continue to live in the village aft€r t.aining and look upon theh
iob, at least panly, as a service to their communitv. The curriculum tor this cours€ has b€€n prepared by
the Programme Senior Agricuhuralist snd Consuhing Vet€rinarian, aft€r fi€ld trips ro villag€s and consulta-
tion with local livestock experts.

As a consequence offte revised exteniion programme, it w6 decided that AKFS? Agricultufalists,
who were previordy attached to S.O. Unjts, will now be basd at rhe headquaners in Gilgi!. Fu.the.more,
direct supply lines will be established benn€en Gilgit and the Village Organiraiions, thus eliminatingthe role

of S.O. Units as intermsdiaries.

a Fruit Pres€rvation

Under an arrangement with th€ Pakisran Council for Scienri{ic and Industrial Research {PCSIR},
two scienthts visited AKRSP Village Organisations in Julv to demonstrct€ a simple techniq!e of apricot
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fumigation by sulphur. The treatrEnt of fruit with sulphur dioxid6, before drying, is reported to rerard
dilcolouration in dried fruit, pres€rve vitamin C, delay Iermentation and maintain ta6te. pfacticat demons.
trations by PCSIR scientins w€re liv€n in several villager in the Huhza, cilgir and Punyat r€gions. tr may te
recalled that iimilar demonstrations havc b€en giv€n in rhe North.rn Ar€as c|urinq d|e past sev€ral yeari,
without thc tecinique being adopted by villag€rs. AKRSP staff .re .t preseor working with vittagprs,
shopkeeperr ard local experts to understand th€ reasons tor rh6 non€doption of th€ dsmonstrated tech.
niquo, and to formulate a course of action that would help villageB market their targe fruit output.

4. Crrdit for InF$ rrld Madtinery

The .mount of fenilis€r.credit advanc€d by Habib Bank Limited to Vittage Organis.rions, through
AKRSP, stands at Rs. 536,167 as of 25 July, Statirtics oo these group lo6n! are report€d ;n ETS Tabt€ 2.
It ii ertamated that roughly 3,0m farmers of 37 villaqes in cilgit have taken out fertilher toans as part of
the hint AKRSP-HBL progrsmme. The recurity for these loans is provided, in effsct, by the eqJity capital
acttlmulated by Village Or9nhations and anounting to Rs.206,m0,

The first b.rch ol loans w6 liven in February-April, 6nd becomes due in August-October.
The recov€ry rate will b€ clos€iy warched as rhe most important indicator of the viabilitv of the fertilker

In additio. to cr€dit for fertiliser, two whear thresherr purchas€d bv AKFSiP were sold to the
Vilbge Org6nisarions of Mohammadabad and Slltanab.d on credit. The cocr per thresher amounrs to
Ri. 21,437, and will be recovered lrom the Village Organisation over 6 rhreeyear period.

Fin.lly, ins€cticider and a spray pump w€r€ also sold to a fe1^/ Villag€ OrgEnhstions on credit.
Thes€ inpts involved credit in th€ amount of Ri.4,946.

By July, therefors, a total of Rs. 58:|,987 had been advancsd as sroup loans ro Villase Orsanila-
tlons for th€ purchase ofaEiclltural inpuBand machinery.

5. Coopcration with Olfier Agencie.

The new extension training programme of AKRSP relies heavily on AKRSP'3 Ebilitv to enlist
the support of local ag€nci.s in planning.nd executing cours€s for village sp€cialisG. Such support has

already b€€n torthcoming from the Animal Huitandry Oepa.tment and rh€ lnregratsd Rural Development
Proj€ct llRDP, of U DP/FAO.

Similar cooperation exisls, too, in AKRSP'r effort to make inputs and machinery available to
smallhold€rs on the basir of credit extended by Habib Bank Limited, AKRSP acts as a dealer fo. the
National Fortiliser Corpor6tion, and bottlen€cks in the supply of feltiliser are removed by procuring sopp.
li6 from the Agriculture O€panment or the IBDP. Thus, in t€rms of itr extension training and supplies
programme, tlp role ol AKRSP is rhat ot 6n intermediary betw€en VillagE Oruanhations and existang
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ETS Tlblo 1

CUMULATIVE (%) ATTENDANCE AT
THE END OF SPECIFIED

EXTENSION CLASSES BY
iIONTHS

S, O. Unit Ov6rall
Gilgit Sin9.l

86

77

1S

90

94

92

g7

94

83

90

g2

c2

AVERAGE MONTHLY
CLASSES IN

ATTENDANCE {%) AT EXTENSION

SiPECIFIED MONTHS

S. O. Unit Ov€r.ll
Gilgit SingEl

86

'11

83

90

96

88

77

94

90

92

74

80

Thk extsnsion training programme was discontinued in the middle of June.
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ETS T&le

GILGIT DISTRICT
GROUP LOANS FOR FERTILISER AS OF JULY 1983

Sub-Division

Organisations lRs.l

HUNZA

NAGAR

GILGIT

PUNYAL.ISHKOMAN

GUPIS.YASIN

i

0

l4

17

.o

4U

t.134

1,08:]

9,616

0

52,423

214,67

260,061

DISTRICT TOTAL: 37 2,518 536,167

The number of loanes report€d here undorsbtes the tru. numb€r bec{r6 completa figurG s€rs
not availabls for the lollowing orylnisations:

_ HUNZA

- PUNYAL.ISHKOI\4AN

- GuPts-YAgil

Husrain.tad

sherqilla, Sirlgal

Yasin P.€€n, Taco! Bala, T.0o3 Pa€en



MARKETING RESEARCH

1. Th€ Concopl

The role which AKRSP envhager tor itself in marketing is investigating rhe possibility ol streng-
thening the links between Village Organkations and the Gilgit marker. The first task which the pfogramme
has assigned itsslf h conn€cting tour or five neighbouring villages to the Gilgit mafter. Attemprs to
strengthen the linkt between the Gilgit market and down{ountry will be made in the second stage. The
co€rdinating role of AKRSP is designed to brinq the ma.ketable rurplus of villagers ro Gilgit for sale-
lnkially, AKRSP will subsidise transponaton overhe.ds; once successful, th€ experiment wjll pay for
itself. lt is hoped that the lessons derived from the exoerience witt reveat ths Drobt€ms and iisues of marker,
ing i. the area. A! such, the exercise is primarity research.oriented.

The other institutjons whjch AKFSP hopes to involve in this erperiment are the Village Orqanisa-
tionr, Gilgit trade.. and comm€rcial b6nk. The Village Organirations will provide a forum for.ccumulat-
inq and increasing the supply of marketable goods. They would also help to identify the village shop-
keeper who would tranect in Gilgit. The Gilgit traders ar€ being involved to ensre th€ir cooperarion.
Th€ panicipation of banks k expected to provide ui€ful inforharion on marketing tren& as we ar any
other assastance they may wkh to provide.

The village €ntrep.eneur, i.o., the local shopkeepe., will b€ encou.aged to ptay a pivotsl role itr this
process. The Village Orgni$tion cannot replace him in the p€rfomance of rhis lpecialist task.

The t'€haviour of Gilsit shopke.pers will be under observation. In crre they disptay an untimited
appetite for profils, AKRSP would intervene with its own markerinq outler. In this respect, the ex€rc,se
centres around encouraging cooperation b€tween Gilgit traders and the Vittage Organisations.

Z Porlormanc6

AKRSP h63 contacred tho Vegprabl€ Sellers A6soci6rion and explained to them thir concepr of
marketing. They have promised to hold a neeting of wholeralere to elicit their response to the proposal.
Similar meetings h6ve been held with commercial banks.

In order to help incr€ase the marketability of indiq€nous soodr, AKRSP has undertaksn a fruit
presenarion and dehydration project in collaoraiion with PCSIB- However, it is roo early to sF€cify th€
extent to which farmers will adopr the techniquE being demon.rrated under rhis proiect.

3, Problem3

lal 9lection ot srtrq6tarlr- In Orhikhandas, rhe Vitt.ga Org6niiation setedeo a person
for marketing who w.s not a rhopkeepsr and, as such, inexp€rienced in markering skith. Such setection
can pose seraous problemr for the venrure in marketing.

liil Satu.ation of ma*ats,- The sreatest 3urplus generated at the vittage tevet is io tresh fruit!.
The Gilgit market is .lready saturated with re.sonal fruit!. The pe.ishabte and ctelicate nature of the fruit,
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combined with lack of proper sro.age facilities, make3 it impossible to transport this down{ountry.

liii) Vaiabla pftet Due to rhe unpredictable suPply situation, the shoPkeepers in Gilgk
are reluctant to sp€city prices beforehand. This element ot .ddd risk to the produccr discouragps add rio_

nal effons ro market goo&.

Ii\l hice contol.- The govem.rEnt ksu6 a price list which tends to depr€ss prices to the die.

advantage of th€ farmer.
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BUDGET AND ACCOUNTS

1, AKRSP Dono6

The AgE Khan Rural Suppon Progrsmme, though an indep€fldent legal entity, i3 3 proiect of the

Aga Khan Foundation. The Foundationt exedlting agcncY lor the Prog.6mme is the Aga Khan Foun&rion,

Pakistan br.ncn AKF(P). AKF has Provided the s€€d monev for AKRSP, and is likely ro remain the

principal donor ro the Programme

lnformation that wat collected during the Diagnostic SurveY between December, 1982 and

February, 1983 l€d to an altGsmenl bv the Boa.tl of Dirocto6 of AKRSP that rhe potsntial for develop'

menr lin.nce in northern Pakistan lat exceeded the initi.l commitment ot tunds bv AKF The Board'

therefore, requesr€d AKF {Head Ofiics) to oqanite a tuhd'rahing drive, to lhat AKRSP might activtre its

programmss in as manY vill.ges as it has ihe managerial ctp'bilitv to sopport The C€nadian' U K 
'nd

U.S.e. O*n"lt"t of AKF havo since workod resourcefully to tap funding sources overseas, while AKF(P)

and AKRSP manaqement hrvs worked to that effect within Pakistan'

The result ot rhis tund{aisins drive' sP€afteaded bv AKF lHoad oftice)' has been a srowila

awaren€ss, among the international donor communitY, of the develoPmeni needs o{ nonhern Paki3tan

and of AKRSP'S potential for contributing to the uplift of this region ln concrcte rerms fund{aising

elfons have .o far reali$d specific commitments from OXFAlvl (u K ), Alberta Aid {Canada) and the Fofd

Foundation (U.S.A.). The Fofd Foundation grant was matched bv an eqral amount from AKF {U S A I

rnaddition,ananonvmoutdonorhascontribuiedalargpamourttotitardsthebudqetforAKRsP',tChitral

Ou.rterly Progress Repod. of which this docum€nt is one, will conttitute the principal means

throush;h;ch AkFsiwi repon on its activiries. Information on proi6cts funded by specilic asencbt

;ill aLo b€ transmitted to these ag€ncies slonqwith the Progress Repon! \rvhere 
'equirsd, 

funds from a

do.lor agEncY will be physicallv s€gresatod lrom other funds'

2. Pros?.mmcExP6ndirur.

Tho Prosramme Budget consiets of five line item!, the relative imponance of whlch h indicated

in 8&A Tsble l.A- In the form in which lt wa! approv€d bv the Board of Dir€ctoB, the Programme BudFt

indicates the exrcm to which AKBSP, given its managprial drength, can etpmd lundt tot developmsnt

work in Gilgit DisttL,t. The budget with which AKRSP operate! at any given dme is the amount thst ha3

been commhod by that tlme by AKF and other donor agencies ln terms of actual disbuBenents, enginee'

ring projscB, charged to Agricuhure and Fursl Developmont, had acco!nt€d for 70% of the expenditurs bv

June. The extension training Programme, which has now been revis€d, took up 2% of the expenditure'

Research and sirvev, v'hich h6 so rar covered the cost of onlv the Diagnostic survev'will also be char$d

forexpenditurer on the agricukuratand economics tu.vevs initiated in July

As of J'rne, disburssmenti und€r ths Pilot Oedit Programme h€d reached 50% of th€ amount

budgeted for this item (Pan I of B&A Ta,le l) silnilarlv, the rate at which disburtem€nts under othsr

heads are app.oaching rhsif budgpted limirs it shown in B&A Table I B. Bv the middls of the financial

year, only tlre credir programme compomnt ot the Programme Budgi.t had .eened rh€ half'wav mark in

the ratio ol disburremenb to budseted smounts.
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Protoct Auditr

Audirs ot Vill.ge Organisations rhat have compt€ted their engine€ring proircts are c.nid out by
the Programme Accountant at ihe same time as the vi age baselin€ aurv.y. The reiuttl a.e reponeo h
detail in the P.oject Anatylis Serie, df AKBSp.

The accounting audit of Vitlage Organilations inctudes an audit of project.spocific expenorlures,
the compafjson of cost €srimatei with actu.t expenditur€s, and 5n audit of records showing th€ equity
@pital ot rhe or9nisation. Soch audirs have been completed for fiv€ Vi ag. Organiiations. A pretiminarv
analvsir ol the r€.ulrs indicaies some weaknesres in book*eping.The Budgpt and ,rccounti r,€ction has
rherefor€ undertaken to impart intensive training in book-keeping to th€ Managers of vifl.g€ organisations.
Such insnuction, it is hoped, will improve the manageriat skitk of rural c6dres. In turn, prop€r accounting
will incr..ase the confidence of farmels in their Viltag€ Org.nkations.

A l.vourabte audh repo( wi| r€inforce the vust which m€mbe6 of rhe Vittage Organi.arion
hav€ repoi€d in rheir teade6. An unfavourabte r€pon, on the ofter hand, wi proviae nlmbers wrrn an
outiider's -sesiment ot o.ganisationar a.d mrn.g€riar weakn*s.s in their organisarion. In eirher c6e.
reporB will be pres{ted to Vilt.g€.Organisarionr for discussion in their regutar meetings.
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B&A Tobto 1

PROGRAMME EXPENDITURE { GILGIT OISTRICTI

PERCENTAGE SHARE OF LINE ITEMS IN APPROVED
BUDGET & DISBURSEMENTS'

% Share in Budget % Share in Dirburrements, ar ot:
March June

1. Aqric. & Rural Develop.

2. Extension Training

3. Rerearch & Surwy

4. Pilot Credit Prosramme

5. Survey Equipment

71

I

6

72

i

l3

14

.I

70

2

15

12

l

DISEURSEMENTS AS PERCENTAGE OF APPROVED BUDGET*

DisbuEem€nts as % of Budget, asof:

1. Ag.ic. & Rural Develop.

2. Fxiension T.ainins

3. Research & Survey

4. Pjlot Cr€dit Programme

5. Suruey Equipment

I

l

12

l9

I

7

39

50

Total 23

The approved budget indicates the extent to which
its managerial constraints. Fof 1983, the operative
olh6r dono6 to AKRSPso far;this amounr har ror

AKRSP can expend dsv€lopment funds, given
budget h rhe amount commined by AKF and
been us€d in the above calculations.



MONITORING, EVALTJATION AND RESEARCH

The ltlonitoring, Evaluation and Rer€arch {IVER) Section has primary responsibility for four
activities - documentation, monhoring/ evaluation and social scientific reseafch. In addition, it works
with the Management Group in analyring .esearch for which the management rerpontibility li€s wath

other Sections. The activitiE of the MER S€ction durlng the quart€r under review, and its plans lor the

next quaner ar€ outlined below.

Dodrmentation

The doormentaiion tunctaon includes rerponsibiliw lor the tibrary .nd cataloguing of raped,
lilmed and w.itt€n records of AKASP activities.

The library consists of a coll€ction of acquircd books, and a seminar libr.ry to serve €s.entially
as AKRSP archives. A senior librarian from lslamabad will be hired shonty as a consultant ro caralosue
material that has been collected so far, and to train one or rwo AKRSP employees in library cataloguing.

A gift of 40 books from the Asia Fouhdation is gratetullv acknolw.dg€d.

Casene tapes, photoqraphr and slid€s .ccumulated to date have been catato$ed by rhe Audio.
Visual Unit. Slides and photographs, in partiarlsr, have been usefulty employd in explaining AKRSP
methgds to visitors. "Valleys in Transition", an album ot photographr on AKf,SP and hs proiecr area,
was pr6€rrtsd to His Highnesr ThE Aqa Khan and Begum Aga Kh3n on their visir ro AKR9 in May.

A 16 mm lilm on AKRSP - also caled ,,V.[eyj in Transirion,'- i, b€ing p.elEred by. Crbadian
tirm crew under contract to $e Aga Khan Found.rion. The footage for the fitm was,hot in Girgit Dkr.ict
in April and May. A 50 - minute version ol th€ fitm {16 mm and video) wifl be ready in November, 1983.
This will be used as a ftaining fitm in AKRSpt extension programme to supptement oth6r audio.vi$al
aids. A short€r l25.rninute) version of,,Val€ys in Tr.nsition,, wi b€ prcpared for use primarity in fund_
raising offorts. With subseqrenr fitming over th' years, a viruat recod wi bs pr€pared of the cou6e of
developm€nt of AKRSP and itr pfoiect area.

2. Monitoring

A a managGment tunction, the ov€rstl moniroring ot specific vi .g6 covered by AKRSP pro-
grammes L primarily the r6polt'ibiliiy ot the Social Organis€r bas€d in rhat ar€6. The Sociat Organis€t
work dir6ctly wirh VillagE Organisations to h€tp rotv€ probtenls of rhe sort thar are hightigh&d in this
repo.t'5.sscrion on social organi$rion. In this, h€ i3 assisr€d by . vilage supervisor, who i3 an ourn.nding
Managcr of one of the four or live Vittage Organkatione thar he is setected to sup.rvire. The Vi age
Supervisor b paid an honorarium for devoting a few hour! of his time, every week, ro assisting the Social
O.ganiser.

The monitoring of specific pogramm6s is th6 responsibitity pI the concerned !6ctions ol AK RSp.
Thus. ihe taik is performed by rhe Social Organisatlon, Engineering and Extension Training and Supptie,
ssctions. Information provided by th€so section3 k coniotidared by the MER S€ction. Up untit Juty, the
following information w.s collected on a monthly ba.b for each vittage:

Social OryEnisdion.- memb€rihip and attendance tigu.€s for w€€kty me€rings ot organrsalronsj
r€cor& of equity capital acsmulated at woekly m€€tings; rhe Sociat Organiser,r rsview ot org€nisationrl
irsuea in his ar€o.
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Engineeingt- pre_project progre!5, in rerms of feasibility, d€sign or coning; or' physical progrett

of a proiect, in percentage terms; the date. of starting and completion of a proiect

Extension f.aining znd Suppr'es.- att€ndance of Managert and Model Farmers at the (ditcon_

tinued) extension trainins sessions.

It had becoms quite cl€ar bY Julv that, with about 100 formal and non'proiect organrsarpns'

the monthlY collection and analYsh of monitoring data was interfering with more important management

functions.tthenowbeend€cid€dtoco||ectthe'edaraonaquaner|yl-sis.However,fiesocla|orgEnisels
wiIIcontinuetoreportatiend.nceandsavingsfig'|lesintheirmonth|yjournak.AndtheMERs€clionwil|
endesvour to transmit rclevant information to donor agencies at relativelY short 

'ntervalt'

Evaluation

The oroc€3s of formal evaluation at AKRSP entered the ttage of field surveYs in July, six months

after the first projects were initiated. By the end of July, baseline survevs had be€n comPleted in 3 villaget,

covering nearly 2m ho$eholdr. By the end of October. l4 villages, inhabired bv roughlv 2,000 hous€holds,

are scheduled tor survev

A village ir survey€d by the MER Section only after the fi6t AKBSP pfoicct in th.t villag€ has

be€n completed. The village ir th€n visited by the Programme Economkt or Pfoiect Economiit, who

explains the need for conducting the suNeY to a meeting ol ths Village Organisation lt k ako explained

that AKRSP will not conduct anv survev withoiJt tte written cons€nt of the Villag€ O.g.nisation;luch

agre€ment is by no means immdiate. Once the Villa$ Organitation aPproves of the survev, it is ask'd to

nominate the required numb€f of enum€rators trom among itt m€mbers.The enumerator! are paid an

honorarium by AKRSP and a.e siven intensive on-the-job training by AKRSP economists.

It is impressed upon the Villale Organisation that questionnaires will be identified bv numb€r, not

nam., and that any vlllager m.y refuse to answst aov qu6tion- Eoth me.suret' togFther with ihe coopera_

tion of the orgiankation and its nomination of enumerators, arc likelv ro h€lp overcomo the notorious

inaccuracies inherent in viliage surveys in lest develoPed countries

The d.t. coll€cted through baseline su|vevs ar€ put to imnediate use in aKRSP's Project Analvtis

Series, Each such an.lysis deak with a sep€rste complsted proiect, and includ€s an accounting audit ot
the Village O.enisation, an agine€ring amlysis of lhe project, and an indepth look at the vill.geeconomv

and the chang€s likely to occur in ir with the completion of th€ project lt should b€ noted that 3uch a

oroiect analyris is not, ltrictly speaking, rn evaluation, for the benefit strssm can onlv be projectod Nor i5

it an appraisal, for it is undertaken aftaf impt€mentation Hence, the de,ignation "proFct analv.k " The

resuhs ot the proiect analysis er€rcise will start becoming available in Aug$t thh voar. Thcywill b€ tum_

marised in the Progr€{s Repons, starting with the Third Pro$e.s Rsport for August - Octobsr, 1983

In addhion to the village bas€lin€ surveys, a crop-cutting survey lor wh€8t was initiated in June

under the supervkion of the Prosramme Senior Agriculturist. The experiment k being conducted bY a

Consulting Statistician, who h responsible Ior the Ii€ld work, for the analysis of data, and lot tfaining
enumerators from among AKRSP slaff 6nd Village Organitation memb€rc' CroPcutting is being perfom€d

in 50 villages, spread all over the District, and will cover 100 tarmers (with 2 _ 4 plots eachl. Althougt'

ahbirious obiectives hav€ often b€en attribltd ro crop{uting surv€vs €ls€whe.e, AKRSP'S primarv

objectiv6 for the pr6snt surv€y ar€ as tollows:
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i)

ii)

To eltim.te 6 hnchmark sver.g€ yiolct for cilgit Oi3trict and, ;f possibl€, for singls.crop
r€gions, doubls.crop regions, tertilir6r-using farm€i.s, and non.f€rtilirer.using farmels.

To probe tor th6 calses of vield difirenc€s b€tw€en individual farmers.

The result of the AKRSP efion wilt b€ disculsed with rhe expens of th€ UNDP/FAO Inregnred
Ru.al D€€loFnent Proj.ct who have alresd9 completed two crop-cutting exp€rimenc.

Finally, AKRSPT fertilher cr.dit programme will be an important ir€m on the evaluation agenda
tor th€ n€rt quart r. The firrl lertiliser lorls, whidr wlr€ disborssd bettwen Feb.uary and April, will
b.come dus bdwrlr| Augllst .nd October. The r€covsy r.te of th6e loans will indicate lhe viability of
the credit programm€ and ihe succesr of Villag€ Orl6nkations as villag."level banks. However. a separate
3nalysk n.ods to be perform€d to underrand th. agro-€conomic eff€cts of providing inrer€stJree credit
tor the p(rchase of tertilis€f. Such an exercis€ will b€ initi.ted in the cominq qu.ner, .nd will be based
upon data drawn from both the b.relin€ surveyr and the c.op{utring sxperim€nt,

tl. SocialScigmificRorgarch

In terms ot th€ u,orkload ot rh. MER Section, research h6 been a tow-D?ioritv irem so f.r. The
r.aon i5 lh.t, trhoncrs the 3.tting up of the monitoring 3yNrem took up the Osc€mber - Aprit period,
initi.ring formal .v.luation procsdures conrumed much of the May-July qu.rtsr. Howsvsr, with th6e
two ta3k .ccomplbhod, the MER Saction can botin to lormulate an economici research agenda in the
noxi quart6. In thi., AKRSP .conomkt! $rill b. aid€d conride.ably by the in.tlllation of. Radio Shack

microcomputff, proisct€d for September. Data lrom ba36lin. and crop-cutting surveyr $,ill be stored
In the AKRSP microcomFt.r in IBM format, so that they c.n be sharsd with.conomists €lsewh.rewho
ur. IBM rsinframo.. B8€d prlmarily on rh€ie d.t., and wirh rhe colt.boration of scl.cted €conomisrs
frorn do$rtountry, . medium-tam .gonda Ior.pplicd economics r6.arch will b6 drawn up lor AKRSP
.nd collrborating inrtitution3. More sp€clIic efiorta in thh dir€ction will be outlin€d in th€ Third Prolrets
RaDort.
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VISITORS TO AXRSP

l. Hir Highne.s Th6 Aga Khsn

On 13 May, tgtB, AKRSP w.s privileg€d to welcome His Highn€ss Prince K.rim Aga Kha^ and
Eagum Salim.h Aga Khan b tho project oftices in Gilgit. Their Highneser wer€ accompanied by Prince

Amyn Aga Khan, Lt. Gen. Jamal Said Mian, Ministef tor K6.hmir Afiai6 and North€rn Areas and Mai. Gen.

Pir D.d Khan, Martial Law Adfiinistrator, Zone'E'. Earlisr in the day, His Highnesi had vkited AKRSP
proi6ct, in Altit, Hoper, Moharhmadabad and Jaglot€. In an int€rview the n.xr dsy, His Highness record€d

hk impreislonr about the projecis in these wordsr "... they correspond er.crly to the typ€ of proiect
thd I wa! hoping that this program.he M/ould put togethor . . . . theY?€ verl sm6ll proiects, in terms of the

c.pital inv6ted. or in r.rms of the time they take to implement. But theY have 3n irmediate impact on
the community they are serving." In r6ponse to a quBtion on the dininguithing le.rure. of AKRSP, His

Highners commented, 'l think what we will learn hsre will enable us to replicat€ th€ programme in orh6
Dan! ol theworld in due couls€."

2. Tho Boord oI Dirooton

Th€ Ch.irm.n of th€ Board of Directors, Mr' Rsmzan Merchant, vieited AKFSP offices and

proiect3 alongwith Hk Highnest The Aga Khan. On other visitt to the office, the Chairm.n review€d the
prog.6s of AKRSPwith the Man€gement Group.

The lollowing memben ot the Eoatd of Dir€ctors ako vi3ited AKRSP otlicss and projects - lome
of th6m, on several occasion3:

l\lr. Guillaum€ de Sposlberch
General Manag€r, Aga Khan Foundation

Mr. Robert d?rcY Shaw

Director, Sp€cial Programmes, Aga Khan Foundation

M.. Akbarali Hashw.ny

His Highness Prince Ag6 Khsn Shia lmami kmailia Economic Planning Board for Pakhtan

M.. Hrmidullah Baig.

3. Mrnrbers of th. Fodoial Council

Begum Bilquees Shahbsz, M€mb€r ol lh€ Federal Council from Brluchi$sn, headed a delegation

ol 86luchktan Councillorr who visitsd AKRSP offices and proisct village!.

Mr. Ghazanfar Ali, Obsefver to the Federal Council from the Northsrn Areas, aho visited AKRSP

on a numb€r of occasiont,



4. Hoadr of Government DeDartmontt

In addition to the Minirter for Kashmir Af{airr and Northern Ar6s. th€ following depanfi€nt
heads wore received at AKRSP and brieled .bout th6 Programm€t approach to rural d6v6lonent:

gegum Viqarun Nisa Noon
Adviir to the President ofl Tourism and Chairman,
Pakiitan Tourism Development Corporation

M.i. Gen. (Rerd.) M. Rahim Khan
S€cretary-General, Def€nce and Chairft6n,
Pakistan Inrernational Airlines Corpor.tion

[4r. Ejaz Ahmad Naik
Secret6ry, Economic Affair3 Division

Mr. M. Atlam Eajwa

Additional Sacretary (lncharse),

Local Governm€nt and Rural Oevelopmont

Mr. Z. A. Taimuri
Additional Secretary {lncharsel,
K6hmir Affai6 and Northern Arsas

Mr. Ta.iq Malud
Secretary, Agriculrure, Azad Kashmir Govcrnmsnt.

Hlodr ot lnrtitutbn3

The followinq heads ol governmsnt, 6utonomou3, int€rnational and private in3titution! vkired
AKRSP:

lvr, M, R. Khrn

Chsnman, Pski3rsn Eanking Council

Mr. Abdul Jabb€r Khan
Presid€nt, Exccutive Board. Habib Bank Limitd

Dr. R6mon A.D. Her.nano

UNICEF Rspt6crtttiv€ in Pakistan

Mr. John Phillips
FAO Rlpr.senr.tiv€ in Pakistan

Mr, Amir Rashid

Chahm.n, Industrial Promotionservice (Paki.t.n)

0r. M, Aslsm
Chakmen. Pakirran Council lor Scientificand Ind$tri6l Rosearch

c.
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Rsprsssnlativ6 ot D€vrloprnont Agpncie.

ln .ddition to membeE ot the Eoard oI Diroctor3, the following l/ieitor3 trom th. AKF network
lwre r€ceiv€d a! AKRSP:

Mr. Bafiq Ghulam Hulssin
Pr6id€nt, Hk+lighn6r Princ€ Aga Kh.n Shia lm.mi
kmailia Central Housing Board for P.kittan

lvlr. Akbar Merchant
Pr6id€nt, His Hrgness Prince Aga Khan Shia lmami

hmailir Gr.nrs Council for Pakistan

Dr. Tajuddin Manji
Prsid€nt, Hh Highno.i Prince Aga Khan Shia lmami

lsmailia Central Herlth Board for P.kistan

Mr. A6hiq Ali Hu$ain
President, Hit Highnssr Prince Ag. Khsn Shia lmami

llmailia Astociation for Pakittan

Mr. Ahmad Ali Merchant
Adminirtr6tor, Hk Highnest Prince Aga Kh.n Shl. lmami

lsnEilia C€ntral Educ.lion Board for Pakistan

Mr. Shams K.srim Lakha

President, Aga Khan Hospit.l and Medical Colleg6

Mr. Taidin Mitha
Ex€cutiv€ Vice Pr$idont, Aga Khan Foundation {U s.A.)

Exediivs Oficer, 496 Khsn Found.tion lPaki3l.nl

kogramm. Of licer (Eduationl.
Aga Khon Foundarion lHe.d Offic.)

Consult.nt. AgE Kh6( Foundation {U.KJ

Mr. Rich.rd Hilser
Consult nt, Aga Khan Foundation (Canada)

6.

Bris. (Rddl r@ar Shafi

Direclor. Liai3oi, Aga Khan Foundation
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Thc following reF6.nrrtiv!. ol irfsrnationrl agmci.i virit d AKRSP for dtuorssior$ on AKnSP
atratagy and tha pGribilitiea for coop6.tion:

Mr. Nicholar Gardner
$crotary for Pakkt8n, OX FAM

M.. Pd.r Hobb6

Wh..l Atonomin. CIMMYT, lslamab.d

Mr. Lorne Heuckroth
Dsr.lopmrnt Cotrnrellor, C.nadian Embrssy, klam.bad

,r.. t{.il M'$d
Dewlofxn.nt Counscllor, C.nldian Embsiy, lslamabad

Mr. O6vid Spr€ng
South Ari. D6k. Can.di6n Intemational O€v.loprnem Agrncy. Otrrw.

Mr. Tom Sdrrtzky
Dost Oftic'r for fukiit n, C.n.dian Int rnotionat D€votopmont Ag.ncv, Ott.ws

Mr. Patrick J. Hopkin3
Direclor, C€tholic Folict Servic6, Pakimn

Mr. Hrn S.h.ll€nberg
Dev€lopm6nt Attach., Swiss Emba$y, hlamebad

lvs. Lril. l.m.il Ktian
As.ridart Programnl. Ofiiclr. UNICEF, lrhmrbad

Mr. N6ir Rr.. Jatri
Advitor on Community Particlpation, UNICEF, lslamabad

tils. Ellllb€ih Nu€unscnw.nder
Adviror on Incoma.Generating Activiti€a tor Ubm€n,
UNICEF, lrl.filabad.

In .ddition. r.ams oI .xp€rtr trom rcSt R, WAPDA and th6 pakinan For6t tnstitut .t.o vi.it€d
AKRSP.

7. Journ linr

The lollowins idurn{ist3 visit6d AKRSF:

Ms" lsob€l Sbw
Fr€ol.nc€r, csney.

M!. Elizeboth Cramaus6l

Agenca Fnnco, Eruss€h
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Ms. Marin. Gazzo

Ag€ncy Europe, Brus$ls

Mls. Sh6d. lslam

Freel6nc8f, Brussols.

8. Gilgit-brtod Fri€ids

In rhis cal.gory, we count€d slv€ral ofiiceF of civilian and military dopartments.nd r.pr.t.ntr'
tires of coopef.ting .gEncies. Ths tollowing individuak, in partidlar, vi.ited AKRSP with a r.lul6rily
bordering on ths informal:

Mr. Jamil Haidor Shah

Commfu 3ioner, North€rn Ar€5s

Aris Anwar Muniruddin
Deputy Martial LaYv Admininr.&r

Mr. Zahoor Anwar Malik
Additional Commirsionsr

Mr. B.drul lrlam
Daputy Commiision€r, Giloit

Coi. Zahoer-ul-lslam Abbaii
Forco Command Northefn Aros!

and, on some occaions, ths familY and triend3 of lhs above.

The 5r.tt ol AKRSP ows a d.bt ol grat'nude to th.3s and othcr mcmb€6 of ths sdmininrdion
who have help€d AKRSP find.3en3o ot belonging in Gilgit in. rel.tivsly.hon n|..

Th€ IRD Proi€ct of UNDP/FAO wai often dlrcov6r€d 6t AKRSP in th3 lorm of Mr. Frank

Saunders and, alss, less frequently in the p€rson of Mr. Pste. Whitoman, Agronomitt. From tht 3tms
proiect, Mr. M. H. Gohar and Dr. R6zr Baig have b€on more or less coopt.d by th6 Man.g€mont Groupts
part'time collsigues. That is even mor€ true ot ofiice|s of Habib Bsrk who, under rhe le.d.Rhip of Mr.

Sailur Rehm.n, Zonal Chiet, bave been coNerted cn bloc into extension work.F lor AKFg', cr.dit{nd

39



ANNEXURE - III



THE AGA KHAN RURAL SUPPORT PiOOFAMME

THIRD PiOGRESS REPOBT
August 1083 - October l98il

AKRSP
Babar Bo!d, P.O. Box 5116

Gilglt, orttcm Aroat
PAKISTAN

Phon.s:480r779



PREFACE

The feedback we have received on the tirst two Prog,ess Reports t.om inte,national
agencies and other r6adErs h8s convinced us that these teDotts are an effeclive means
ot communication betw€en AKRSP and its varied clientelE, We Ire gratelul to.all
those lriends who have given us such Bncouragement. Our next maior etton in
reponing will be lhe preparation of the soul-searching First Annual Review. scheduled
for completion by the end of January, 1984. This will also incorporate the Fourth
Progress Report for November-December 1983, From next year. the quart€rly Progress
Reports will correspond to calendar quarters, rather than to the time frames of 1983
reports.

The Introduction to AKRSP ot the filst repon has be€n transformed into an
Overuiew in lhe fhird Progress Report. This section of the report will be conc€rned
with discussions of AKRSP'S evolving stalegy fot rural dev€lopment. Another section,
the Summary, will report briolly on the activities of the various administrative Sections
ot AKRSP. To this has bEen added a Auafterly Statistical Abstnct as SUM Tabl€ 1;
this, I suppose, for rhe pahicularly busV readers.

The Monitoring. Evaluation and Research (MER) Section under the dynamic
leadership of Tariq Husarn has again been mainly responsible for bringing out thisreport
and deserv€s our appreciation,

Shoaib Sultan Khan

Gen€ral Manager
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SUMMARY OF THE THIRD PROGRESS REPORT

I . Overview

With the formation now of 102 Village Organisations
Women's Ofganisations), an organisational basis has b€en

in Gilgit (including iwo
laid for a partnership fo.
population ot ths district.

tehsils. In Chitral district,
development between AKRSP and toughly 40% ol the
Within the district, AKRSP'S coverage extends to all nine
seventeen Village Organisations had been tormed between June and September.

Dr. Akhter Hameed Khan returned to AKRSP for a two-week visit in mid-October.
He rellected sadly on the decay of agriculture in the region, and tho hopelessness that
has set in among rural dwellers over the last generation or so. He remarked that
AKRSP's sizabls inveslments in productive physical inJtastructure will change the bleak

situation and help give villagers a positive vision of their potential within agricultu.e'
To reinforce these changing perceptions, AKRSP has statted implementing village
p€fspectivg plans in sslected villages These village plans will be funded on the basis

of loans. In the final stage, the savings-and-loans opefations of Village Organisations
can be merged into a central development finance cooperative of participating villages.
This, then, is the common vision or Dr. Akhter Hameed Khan and the workers 8t AKRSP'

2. Social organization

In Gilgit district, men's Village Organisations sponsored by AKRSP have enfolled

10,256 members and saved Rs, 320.551 as equity capital todate. The savings amount

to hs. 31 per membet, an increase of 15% ovet the corresponding figure for late July.
Two Women's Ofganisations have enrolled 144 members and saved Bs. 9,685. In

chitral district, seve;teen organisations had enrolled 983 m€mbers and saved Rs 34,511

by lste September.

During the quaner under .eview, int€nsified efforts were made at discov€ring
locally appropriate organisalional models fot lhe collective development of barren lands'
Some results should be available for the next report.

3. Physical Infrastructure

A porttolio of 234 proiects. estimated to cost Rs. 33.2 million, has been identified
in Gilgit tor possible funding by AKRSP and collaborating agencies. To date, fony-
three projects costing Rs. 6.1 million have been initialed in Gilgit, and tifty-three
oercent of the work on th€m has been completed. Seventeen projects. initiated in
February-Aprit, 1983, were completed in entirety by october. In Chitral district, a
portfolio of projects worrh Rs. '19.0 million has been compiled. Elev€n ptoiects costing
Rs. 1.0 million were initiated between June and September, and the progress on them
was twenty to twenty-five percent by September.



4. Extension Training and Supplies

At the two courses held in Gilgit so far, forty-five Village Organisations sent their
nominees to be lrained as village livestock specialists. Th6y were given practical
training tor three weeks, and provided with a kit of medicines and equipm€nt at the
time of their departure.

Two conferences tor Village Organisation Managers and presidenls dfew virtually
100% aftendance from all the Village Organisations which had been invited.

Under the agricultural credit programme. Village Organisations have purchased
5,750 bags of terriliser belween February and October.

5. Marketing Research

Pilot projects in two villages have demonstrated the profitability of collecting and
transporting produce to Gilgit regularly, and on a cooperative basis. As a resuh, two
Village Organisations have asked fof loans for purchasing a pick-up van and a tractor
for transportation purposes, The next objective is to link up Gilgit with oown-counrry
markets, building upon the nascent marketing system ot th€ pilot projects

6. Budget and Accounts

The 1983 fund-raising drive tor AKRSP came to a successlul conclusion with this
quarter's commitments of Rs. 8,9 million from five donors. Overall, Rs, 14.S million
were raised this year from the following donors : Canadian International Development
Agency, Alberta Aid (Canada), Ford Foundstion (USA), OXFAM (U.K.) overseas
Development Administfation (U.K.), and the U.K., U.S.A. and Canadian b.anches/
affiliates of the Aga Khan Foundarion.

As part ot AKRSP'S feftiliser credit progfamme, Habib Bank Limited has advanced
Rs.621,000 as group loans to forty Villsge Organisations, These loans are parr_
guaranteed by AKRSP, and have benefitted some 3,SOO small farmers in Gilgit: In
Chitral district, Rs. 137,000 have been lent by AKRSP to seven Village OrganiJations,
with 360 loanees.

7. Monitoring, Evaluation and Res€arch

- This quaner's ambitious plans for completing fourteen baseline surveys, covering
2.000 households, were thwarted as routine documentation, monitoring and reportini
assignments continued to take precedence over evaluation exercises. In the event,
surveys were completed in seven Village Organisations covering 1,230 households.
The Budg€t and Accounts Section undertook project audits for tenlompleted physical
infrastructure projects, in five ot which the Engineering Section carried out deiailed
surveys of the actual work done. A wheat crop-cutting survey covering fifty villages
was also completed during the quarter under review.



The growing voluine of data at AKRSP continues to elude any detaited analysis
because of inordinate delays in the arrival of the microcomputer. Such delays have
been exp8rienced by all Pakistani customers wishing to import computers from the U.S.

8. Visitors

The flow of visitors to AKRSP continued unabated at the rate of thirty out-station
visitors per month, during August to October. The Board of Directo.s meeting in
October was held in Gilgit for the first lime during which Board members visited pro-
iects,in Hunza and Nagar. We are panicularly grateful to the Board of Directors for
the understanding with which they have encouraged AKRSP staff and rheir eflorts
throughout the year.
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GILGIT DISTBICT

1. A]3a (in '000 sq. km.)

2. Population (in'000)

3. No, of households (approx)

4. No. ot villag€s

Ovoftll Cover.go

1. Proiects identifiod in so many villages,,.

2. ... as Z of total

3. No. of Yillag€s s.rrveyed

4. ... as % of ll.1

Soclal Otganisation

1, No. of tormal Village Organisations (VO's)

No. ot tormal and informal VO's

MernboFhip of all Vo's

Savin$ ot all VO's ('000 tu)

% pop. of proiect area coverod bV VO'8 (spprox)

Prcduatlv€ Ptysical lnfrastrueturr

l. Total number of proj€cts idontili€d

2. Estim8ted cost ol these projects (million Rs)

3. No. of pioiects initiated

3t.l
227

26,000

216

139

u%
125

N%

I
1022.

3.

4.

5.



SUM Table
Page-2

4. No, ol bensliciary hous€hold (approx)

5. Caist of projects initiated (million Rs.)

6. Physical progress of th€se proiects

7. No. of projects completed

Agricultural Crodit

5,000

6.1

53."/o

1, Amount of loans advanc€d ('000 Rs.) 621

2. No. oi borrowing VO's 40

3. No. gl bsnsficiary tarmers 3.500

4. Loans in pip6lin€,.next sedson ('OOO Rs.) 1,100

5. Co-sponsoring agency tol credit : Habib Bank

rfi. E dansion Trainind & sqppli.3

1. No. of cours€c for para-yets 2

' 2. No. gf parq:votq tiain6d ahd slppll€d 45

3- 'No. ol conlergnces for VO replesentativeS 2

rt . .i.. with number ot VO's represenlod 56

5. No. ol f€dilisor bsgs pfovidsd on crodil 5,750
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OVERVTEW : THE SECOND PHASE

1. The First Phase of Investmonr

The first phase of AKRSp investment consists of grants for village-level productive
physical infrastructure proiects. The projects, thoug-h sma . traue'trai un immediate
impact on rens ot rural communities alt ovir the proleit irea. fni uiiro.i" i.pu"thas been due. to the creaiion of employment opportunities and the possibilrties that havematerialised for increases in incomes over tfle years. equally importini nas been the
?sy9ltgloqica! inpacr..rhere are signs thar vitiasers in riie proje;,;aare beginninsto think of agricultural and rural developanent as a; effon based 6n 

"oop"ruoon "rongvillagers, and between villagers and outside agencies: tf,"a"p""A"""v-ai"arome cfeatedby handouts to which no responsibitities are atrached 
""" 

O" Oii[ln. Fina y, th€most_important consequence ol AKRSp investment f,as O""n if,e-org,a nisation oftural communities into bfoad-based, multi-purpose Village OrganisatiJns capabte ofundertaking a wide range ot development activities.

Towards the end ot his second visit to AKRSP, in mid_October, Dr. AkhtarHameed Khan offefed the following appraisal of tirsr-phase progr"rrn;, , 

-

My lirst conclusion is that you are proceeding on very correct lines. The beginningyou made with the works orogramme by- askinj peopte whai type ot prolectswould increase their incomes and tmplementing thg projects so identified, wasalso cofiect, The conditions I saw. especially in Hanuciral and Misgar villages_those tar-flung and isolated areas_convinced i.,.," tf,.t Voui "pplu"i 
,, 

"u"n 
,or"pertinent tor such areas.

Your works programme 
- what you call productive physical infrastructure _ is

::1:Trylf:l ** rhat I have seen thar ;sricutturc r,'""' ton"--fant,,ip'i in mo"t
ll j"_^r1':g.::l,"llg, there is. nor enoush l;na io pioau;";il";;;;il;r;,Jmffi:
:i"9fT::l]::l'L99d ; the villasers have staned airp""oi"J on ili"g-';oou, o,
:."j:".".9^, "."I::fl"g, 

etse outsid; the vilage ..- vou'rrave ;d;;;"pil; ;;stop rhis horrible decline and save agriculture lrom c"mpfute ,uinaiioi. ror tfretirst time in 35 years - since independence _ yo, 
"i" rn"[ing';'n'"xr"n",u"

a,ttempt by working in 50-100 vi ages ar a time ro itop tf,i" rJ. "fiirw_ | w v,,,dsrrs dr d [|me ro srop thts rot. This is taking
ll,?-:1if".91," -9y9ment and, if you so on, in two oi three y""o _ -no. 

on" _
y]1"-s_,.1" -yllt_,S" 

the idea.ingrained in them rhat fina 
""" 

gi"i rh"_ considerabteIncome, and they should give some attention to land and an-imals.

Dr._Khan was emphatic that the prevarent concept of serf-herp was incorrect. and thatAKRSP'S technical and linsncial assistance to villagers was mosi eilniiat unde, thecrrcumstances prevailing in Gilgit :

an gxtraordinary significance,
and you can mobilise more.

Your works programm€ is of
nate that you have tesources,

undenake works voluntarily,

6

one -

and it is fortu-
The criticism thatpreviously v;llagers used to ano now you pay



money or wages is absurd. We have seen that, Iof the last 35 years, this is not
being done; and previous tc that, there were institutions which used to mobilise
and suppon people to do this type oI work - tor example, you can see how
Rahimabad was settled. Like the Punjab colonies. the canals were fi.st dug by
the Government or the Mir or the Raja, and then people invil€d to come and
settle down. Until they got rheir first harvest, they were sustained and supponed
by people back home. Consequently, the people who sav that infrastructure
works should be done free and without wages are talking nonsense. Seventy
years ago. this was possible because thefe were institutions to provide capital.
These institutions are not there. You are, tor the first time in 35 years, providing
capital in the right way and in the correct amount. You are also creating
instilutions. Although these are very weak compared to institutions which existed
100 years ago, a beginning has been made.

Finally, giving an indication ol the sons ot programmes he would recommend for lhe
next phase, Dr. Khan spoke about the lollowing possibilities :

Your first planning of wofks programme ... will help restore villagers' confidence
and hope in agriculture. Secondly, people should be mdtivated to develop land
quickly on a collective basis without sacrificing individual ownership. Thirdly,
you should engender increased incomesthrough agriculture, comprising honiculture,
cropping, forestry, animal husbandry. etc. Fourthly. you should helpthedevelop-
ment of a subsistence economy into a commercial economy, by opening up
channels of marketing.

2. Objectives of the S€cond Phase

Seventeen productive physical inlrastructure projects have been completed to date;
125 are scheduled for completion by the end of '1984. Roughly the same numDef
will have to be completed during 1985-86 to extend the coverage of the first phase to
all of Gilgit district. In the meantime, however, as projects are completed, three
important tasks have to be undertaken on an urgent and continuous basis :

(i) opportunities for income - generation opened by the first project need to be
exploited to maximum advantage by implementing complementary projects;

(ii) changing perceptions of self - reliance and cooperative endeavour need to
be reinforced through programmes which require and reward cooperative effort by
villagers in partnership with outside agencies;

(iii) Village Organisations with compl€ted
involved in the formulalion and imDlementation of
long-term development agenda of the villages,

3, Launching the sacond Phase

first - phase projects need to be
perspective plans that address the

The three tasks enumerated in the preceding lines constitute the second phase of
AKRSP activities, to be undertaken concurrently with the first phase : second-phase



programmes in some villagos will run simultaneously with firsr-phase projects in others.
Programmes that would help lulfil second-phase objectives were identilied and dis-
cussed during the Octobef visit to AKRSP by Dr. Akhter Hameed Khan. Dr. Khan's
persistent questioning, together with the management's concern lor long-term village
plans, p.omoted a rash of creative thinking on the part of all those involved in formu-
lating the future course oI action for AKRSP. The tangible result of this concerted
exercise was the decision to start implementirg village pe6pective planswithimme-
diate effect. The shape of the village plans, as it has evolved so far, is described in
the following lines. There is a separate discussion, too, of valley plans for watershed
management. elements of which will be incorporated within village plans as conditions
Dermit,

4, The Vision of the Village Persp€ctive Plan

To the 90% or so of the region's population which lives by farming, the future of
agriculture as a way of life must appear bleak. In the last generation or two, little
new land has been brought under cultivatidn, productivity increases have be€n few
and far between and diversification within the crop sector or into non-crop rural
activities has been constEined by limited markets. Agriculture is viewed wilh despair
by the large numberc of rural dwellers seeking jobs in urban centrcs. ln rhis situation,
sizable investments by AKRSP in productive physical infrastructure projecls in dozens
of villages will provide the first sign to many villagers that the grimness of theit
existence can be relieved. Such investment, indeed, is the first of a series of inter-
ventions aimed al reversing the perception and reality of an agriculture in decay, To
capitalise on this investment, AKRSP will plan and implement, in the years to come,
programmes that will reinforce and build upon the impact created by its firt physical
infrastruclure projects.

An effort is underway in selected villages to assess and fulJil the long-term develop-
ment needs of the villagers. The Village Organisations are being assisted in this
planning exercise by AKRSP staff. The vision.ot the village plan that is being put across
to Village Organisalions stresses collcctive management of village resources. The
Village Organisalion and its cadre of trained specialists are the foundation of such
management. Over time, these managerial and organisational resources will be sup-
ported through the equity capital of Village Organisation and loan capital provided
by AKRSP tor collective use by villagers. This resulting combination of organisation,
skills and capital at the village level is a necessary condition for rural developrnent ;
but it is not sufficient : fesources at the village level must be employed in increasingly
profitable enterprises. To this end, AKRSP will act as a research-and-develoDment
programme for the proiect afea : ii will seek to discover ways for increasing the
productivity of human and physical resources, and for channelling produclive fesources
into profitable activities. The village plan, in other words, will be geared towards the
total development of the village.

5, Elements of the Villags Plan

Since different villages are ditferently endowed, and are at different levels of
development, no two village plans may be alike. However iudging from experience
to date. a village plan is likely to include several of the following elements :



(i) Oryanisation and Collective Management.- The Village Organisation
formed as part ot the Social Organisation programme will identify, implement and
manage on a continuous basis all the development activities in that village. lt will
also raise the equity capital which will secufe the loans ertended to the Village Organi-
sation for implementing the village plan. lt will select, utilise and support specialists
in managerial and practical functions who are being trained by AKRSP. Organisation
in a village is fostered through the physical infrastructure component of the village
plan ; specialists are trained in Gilgit by AKRSP; and loan capital will be arranged by
AKRSP as a specified multiple of equity capital.

(ii\ Physical lnfrastructurc.- The fkst producrive physical infrastructure
project in a village is funded entirely by AKRSP on a grant basis. Villagers are
encouraged to save at least one-third of the wage-bill for the project, and it is impressed
upon them that their savings will help secure credit for several activities planned for
the future. In ohvsical infrastruclure, these could include the constfuction of supple-
mentary channels and pony tracks or roads within a village, especially in large
villages. lmproved construction implements for such pfojects will be provided by
AKRSP as a one-time grant ; labour and other costs will have to be met out of group
loans extended by AKRSP. lt is being impressed upon the villagers that each village
needs a series ol investments in physical infrastructure, of which a channel or road is
onlv the ,irst.

(iii\ Trcining.- Training to villagers will be provide in all fields which show a
potential for coniributing to the village economy. Thus the extension training pro-
gramme for managers and village specialists will be expanded. as circumslances warrant,
to include training in marketing, vegetable gardening. community heallh. accounting,
basic land surueying, socio-economic enumeration, etc. Thus conceived, the training
component of the village plan will provide the human resources for the other compo-
nents of the Plan,

(iv\ Supplies and lnputs.- The use to which training in practical skills is put
in thevillage depends critically on the availability of supplies. AKRSP will ensure
that the flow of supplies to village specialists remains uninterrupled : it will stock the
supplies which these specialists will need to purchase trom AKRSP periodically.
More generally, AKRSP will make available to Village Organisations agricultural inputs
which are not available in the market on time and in desired amounts. Credit through
AKRSP wilt be available to Village Organisations for most of these inputs

(v\ Loan Capital.- Except tor lraining and the provision of construction
implements, all components of the village plan will be funded on the basis of credit
arranged by AKRSP. The credit will be advanced as group loans for specific acti-
vities. and will be secured by the equity capital of the Viilage Organisation The
purpose for which a loan is given will be determined by the Village Organisation,
which will also be responsible for disbursing and recovering the loan ; as an

incentive, the organisation's manager will be paid a small percentage ot each loan.
The size of a loan will be determined as a specified muhiple of the equity capital of



the Village Organisation; tho loan-to-equity ratio will vary from one activity toanother, as will the other torms and conditions. Having set up Village Organisaiionsas villag_e-level savings-and-lo8ns insritutions, AKRSp,i next major- effoit wil be
towardsJinding loanable funds that can be channelled into dev;bpment activities
through Villago Organisations. Thus, the Village Organisation which is formed around
an.engineering project,.and acquires managerial ani practical skills fhrough AKRSp,s
trarnlng programme, will be linked direcrly snd permaoenlly with.the sources offinancein the organised capital ma*et, lt is expected that ihis can ba accomplished by
::ttilg,!f-" :"lrTt bank, inirialty within AKRSp, which wi take over the manasement
oT savrngs and toans for federating Village Organisations on a continui; and
commetcial basis.

, (vi) Processing and Marketing._ The proiect area of AKRSP is characterjsed
oy an aDundance ot nuts, fruits and other agricultural produce, very tittle of which ismarketed. One leason for this is the absence of an oEanisJA'system of cottection
from fie primary producers ; this difficulty can be overiome Uy encouraglng co_operative EErketing ot ploduce by village organisation. Another obstacie to ancreasedmarxe.ng ts tne present isolation oI Gilgit trom down_country markets, even fiveyears afte_l the op€ning ol the all-weather Karakoram Highway.' Theie nave been.eports ofsporadic and isolaied pulchases ot produce by -uuiinissmen 

trom oubide(Jrgrr; our tnere rs no regutar flow of signiticant quantities out of Gilgit, AKRSP wilts€ek..to encourage 
_ 
Village Organisations to bring thek produce to G"iljit, from where

'. 
wxr De rransported down-countly to whoresalers who have been coniacted before_nano. Frurrs which can be process€d into different forms wi be colected in the

same way,.bluJ-might ba p.ocessed in Gilgit ar plan6 set up by est-blisheo eafstani
ljli: ^^illll,."^19! jl-T:1,,!"1"9 wil b! essinrialty t " ia,6 as' Gi in proviaine
:f:1,-91" -:!ppu9".lo- 

the vi. agers : it wi organise a forum for coltective acrion bivlragers,. rrarn s€tected villagers in specialist tasks, and then help establish linkl
between Village Organisations and outside institutions in the private an; public sectofs.

(uii, 
"Sanitation ?n! HlCiene.- The di.ect conrribution of AKRSP ro thisaspecr ot human capatal will be in the fo.m of,esearch to discover low_cost systemsol.sanitation and drinking-water supply. The results ot this ,ese"r"t 

-*ritt 
be !ha;e;with Villsge Organisations and the health_related programs norlv unO"*"v in tt"poect area.

(viii) New Activities and fechnologies._ The agro_climatic conditions ofthe project area are suitable for a wide range of annual and ierenniJ'crops, including
I:ny. tl?t a.e not being grown h€re at present. A Oeginning hai Ueen made in rhe
lltrJ9q-u9]:9n 

!t nelv crops by tesring mushroom and saffron in a few villages; simitarflerd rrars are pranned for pistachio for laier this ye8r, Results will alstbe avsilablesoon lrom 
- 
the agronomic research conducted by the Integrared nuiit OevetopmeniProrect. Finally, a research station is to bo set up in Cilgit dy the eatisian Agricultural

Research.council-early nsxt year. The output oi a[ thlsE'researctr eitorti wirt represented to Village Orgsnisations. In ihis way, scientists will be able to address a

l]1"J-l:lg:l:ydbTe rhan they woutd have reach;d othEnviso ; and poientiat aaopters
or rne lechnorogy being promoted by exp€rts will be sble to pfovid€ instant feedback.
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This list is by no means exhaustive, but it should give an idea ot the rang€ of
activities lhat are likelv to be co-sponsored by AKRSP and the Village Organisations
over the next live years. Specific plans for each village will be drawn up by Village
Organisations in consultation with AKRSP staff. Each plan will set out a timetable
fot implementation, and delineate the responsibilities of AKRSP and the Village
Organisation at the outset. AKRSP'S objective at each stage of the plan will be to
try and endow the Vrllage Organisation with a permanent capacity for similar develop-
ment efforts in the future. Thus, all village plans will be lormulaled and implemented
by Village Organisations.

All activities discussed in Section 5 involve direct cooperation between AKRSP
and a specific Village Organisation. The next section outlines proiects that will extend
to larger geographical areas, and in which AKRSP and cooperating agencies will be

dealing with s€veral Village Organisations at. a time.

6. Valley Plans for Watershed Management

The proiect area of AKRSP has an inherently fragile environment, from which the
impoverished people of the region derive their sustenance. Thus, a growang popu-

lation, which is being gradually commercialised, is making increasing demands on

this environment for its crops, Iruits, luelwood. livestock and cash incomes Given
such pressure, there is a possibility that the symbiotic relationship between man and
his environment will deteriorate dangarously over time if interyentions in inler-
dependent aclivities are not made soon. Part of the response to this danger lies in
developing watershed managemenl programmes lor all the major valleys of the
project area.

Alrhough AKRSP itsell does not have the expedise fordeveloping such programmes,

starting in 1984 it will contract out research on the slbject. The focus of this
t"searJh *ill b€ on what is possible in watershed management in the next five years'

The researchers wiil be expected to work closely with knowledgeable villagers in

developing such programmes,

Since an effective watershed management plan will necessarily involve all villages

lying in a major valley, the implementation of such a plan would need coordination

Uetween AKhSe, government departments and several villages ln keeping with its
operational upproactt, AKRSP will seek to involve Village Organisations in delineating
geographical and functional responsibilities tor parts of the plan, This dialogue will
Oe iollowed by the training of selected village$ in wateFhed management and

issociated stills. ttre coorainalion of inter-village issues will be handled by the

Union Councils,

The precise modalities of implementation in a specific village will be lelt to the

Villaqe drqanisation, which wili be expected to incorporate its share of the watershed

r"nlg"."it prcgramme into its village plan. The Village Organisalion may unde(ake

io ir"pi"."nt ttt"- ptogramme by pooiing its resources, or by assigning responsibility to

inaiviaual memUeri. oi by some combin,tion of the two methods Because of the

It



inter-dependence between watershed management and water managemont, livestock_
rearing and farming. the success of a watershed management progr;mme will depend
on the resourcefulness with which AKRSP and the villagers can m;et the occasionally
competing needs of these aclivities. Thus, the best chance of success lies in building
watersh€d management components into well-developed village plans.

7, Conclusion

. Tl|e feeling had begun to be voiced, both amoung our well-wishers and our critics,that large investments by AKRSP in smalt prolecrs in the villages might be an inade_
quate response to the challenge of developing one of the most rugged and impoverished
areas ot the world. ln response, the management of AKRSp hive always maintained
mat Investmenb 

_in village-level productive physical infrastructure projects provide
vrrar and tangtbte returns in the form of th€ir economic and behavioural impact, and
by inducing villagerc into forming multi-purpose Village Organisations; and that the
creation and support of these village-based dwet,opmeit institutio;s is the missing
link between-the mere availability ot resources and theil effective deptoyment in ai;
ot rural development. In elaboration of our response, we.have devoted the preceCing
P€g.es to explaining how, precisely, do ws envisage Village Organisations to participat6
In developmenl effons sponsored by AKRSP and collaborating agencies. Should our
nopes materattse. our investment in Village Organisations would have paid for itself
many times over.
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SOCIAL ORGANISATION

1. Introduction

The Viltage Organisations induced by AKRSP are at various stages in their

development. Those which are iust beginning to organise around produclive physical

inlrastructure, and lhose which have recently completed their first proiect. As such,

the issues which are conlronting these two sets of organisations ar€ somewhat

different from each other. The problems being encountered by organisations in their
second phase could be aptly described as 'second-generation" This second set ot
issues tests the centripetal tendency of an organisation much more severely and brings

to the fore divisive {orces which may not have been initially evident'

In attempting to modily the institutional tramework at the village level. AKBSP

is introducing new concepts and methods of handling issues of common concern'

Some of theae are an attempt to revive the villagers' past experience with collective
etforts, while others are innovations of which the village has no experience Where

successful, these social innovations will serve to strengthen the Village Organisations'

In other places they are likely to compound the problems of the organisational

endeavouf.

Another factor whach is likelv to add to the capacity ot Village Organisations is a

decision taken by a coordination meeling between ofticials of the local.administration

and representati;es of various development agencies.- - It.-was d€cided that the

Vitlage brganisation would provide the forum through which allagencies would channel

their- prog-rammes to the village. This would avoid a proliferalion of weak Village

Organisations with an in-built tendency for competition'

2. Porformanca of Villago Organisations

(i) Generat.- The distinction between formal and spontaneous organisations

lelng iOherea to in earliel progress reports has been-dropped This has beon done

due io the fact that virtually all ol the village organisations formed so far are curuen y

.eceiving AKRSP assistance in some fotm or the other' Previously, lhe term spon-

taneous- organisations was used lor those organisations which- had be€n formed in

anricrpation- of 'partnership' with AKRSP but wete not actually receiving any help

from the Programme.

By th€ end of October, 119 Organisations had been Jormed Out of these' 102

arein'Gitgitdistrlct(includingtwoWomen'sOrganisations)andlTrnC-hit'aldistrict'
onc ruu'i" 1 givei their distribution according to sub-division -Rougly' these

orginisations reiresent about 40% of the total households in Gilgit district_ Productive

Dh;sical infrastructure schemes were started in 54 villages and have been completed

ii'ii-"f tft"t. credit facilities have been extended to 47 organisations' and

representatives of +5 villages have participated in the Extension Training Programms'
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(ii) Memhership.- By the end of October, membefship of organisations in
Gilgit district totslled 10,256. This represanls an increase of 28o/o since the end of
July (ORG Table 2). ln Chitr8l the msmbership of organisations had gone up to gg3
by the end of September.

(iii, Equity Capital.- The rotat equity capitat of rh€ 100 Vi age O€anisarions
in Gilgit dist.ict stood at Rs. 320,551 at the end of October. This tigure represenrs
an increaso ot 57% since July. Equity per member has gone up fJom Rs.2j.22to
Rs. 31.25 in ths Gilgit area. Ths 17 Village Organisarions of Chirral district had saved
Rs.34.511by the end ot September. The two Women's Organisarions in Gitgit
district had saved Rs. 9,685 Thus the total equity capital of all Village Organisations
is Rs. 364,747.

In order to help the villages towards self-sufficiency, and encourage them to save
fol the purpose, AKRSP has recenrly introduced two new concepts in its prog.amme :
the-concept of comprehensive villsg€ development which gives the people a very
definite dir€ction for channelling the equity capihl, and a credit policy in which the
amount of loan is a tixed ratio of th€ Village Organisation,s capital.

3. Wornen's Organisations

In rccognilion of the fact that women aie playing an increasingly imponant role
in the agricultural sectof, AKRSP is hoping to initiate a p.ogramm€ specifically aimed
at the-area's women. Although the benefib of AKRSp's other programme components
are directed at the entire village, women do not directly psrticipate in them due to
their segregation in society.

AKRSP is still in an explorctofy stage regarding a women's programme. lts brief
expefience in the area has demonstrated that it -is much more difficult to identifv
income-gengrating activities tor women. Howeve.. AKRSP intends to concentrat;
on those spheres in which women have been t.aditionally involved, e.g,, vegetable
growing, fruit processing, poultry faming and livestock. Th€ idea wilt be to helo
develop these skills to a level which would give them marketing potential. New
v€etabl€s with a high nut.ient content will be intrcduced once they hlve been success_
fully tried-at AKRSP'S nursery. At pr€sent two Women's Organisations have been
fomed with a total membeFhip of 144. The greatsr part ot th;i. discussions revolves
around.trying to identity income-generating ac viti€s for themselves, Among the
id-eas thrown up 8re a ladies shopping centro; production of vinegar; manufjcture
oJ sogp atthe village level and kitchen gardening. AKRSP is helping to determine
thg feasibility ot these ideas and, wherev€r possibls, to extend requGite assistance.
It is hoped that the collaboration of the Industrial promotion Services (a Karachi_based
consulting firm) will bo enlistod in det€rmining the viability ot somo oi the proposals
that emerge out of mgetings of Women's Otganisations.

The total equity capital of these two organisations stood at Rs. 9,695 at the endof October. Equity per m€mber is Rs. 67 which is slightly more rhan doubte the
equiry per membEr of the men's ofganis8tions.

t4



4. The B€nefits of Organisation

The lomation ol Village OEaisations has proved potent io the intloduction of new
concepts which could not have been contemplated without suDh an institution. Some
of these concepls which have recently been included as components ot the Programme
are detailed below :

(i\ Comprchensive village planning - As a tirst step in motivating the people

to work lor the development of the villag€, it w8s thought essentisl to give them a

vision of what the developed vitlage could look like. This is being done by the
preparation of compr€hensive village plans. The AKRSP enginoering staff, in associ'
ation with the local people, $rveys the wholE village. Once the survey is ready,
the Vitlage Organisation will get a complete view oI the villags and be in a position
to plan reclamation of undeveloped land, forestation, development of pastufes and
orchards, .ealignment ot field channels etc. Thereafter, the organisation will assign
priorilies to proiects which have been so identilied. In order to help the Village
Organisation in the implementation of these plans, AKRSP will alrange loans lor
these organisations and extend any further technical assistance that is required for the
purpose.

It is hoped that the introduction of village planning will also help resistthe tendency
of waning interest in the organisation once the fhst PPI has been completed. This
tactor was seriously undermining the self-peapetuating capacity of organisations wherc
the tirst project had been completed.

(ii) Collective land development.- The people of the area have some expe-
rience-of collectivs land development. This experience was gained when a handful
ol families used to set out to settle new villages. However, with the disappearance
of the institutions which supported this activity, the people of th€ area have collectively
developed very little new land in the last thirty years' AKRSP hopes to extend the
institutional support which will make such development possible once again. Mo'e-
over, lhere is a-rlalisation among the management and stalf of the Ptogtamme tha-t

it this endeavour is not undertaken by ths village collectively' only a tew rich
villagers are likely to develop their land quickly, thereby destroying th€ egalitarian base

of the society. Thus, following the development pattern in som€ counties, owner-
shiD will be individual but the effort at land development will be collective.

(iii) ./4ccess to crcdit facilities.- In order to enable the Village O€anisation
to undenake proiects of the kind mentioned above. AKRSP has decided that it will
help arrange loins for organisations from commercial banks. Such loanswill also.
partially, help to satist lhe expectation of Village Organisations of further help once
the tirst PPI has been completed.

(iv\ Marketing.- AKRSP'S experience with marketing in the area, through th€
Villag€ O€anisation, has given some very encouraging results. These have been
d€tailed in the section on marketing.
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(v) lntroduction of new technologles.- In collaboration with the Pakistan
Council for Scientific and Industrial Research (PCSIR). AKRSP has undertaken
research on some aspects of apricot fumigation and dehydration. The limitations in
the present method of dehydration have been investigated and it is hoped that the
research will lead to a replicable and inexpensive method of fruit processing. PCSIR
plans to set up a dehydration plant in Lahore. Once successful. rhe possibility of
transfefling the technique to the No(hern Areas will be considered.

5. Organisational lssues

(i\ Coopetation between Village Organisations and Union Councils.-
AKRSP's plans of encou raging U nion Cou nc ils and Village Organisations to supplement
each other's efforts at village development have not made much deadway. The main
reason tor this delay was the local bodies elections. lt was thought advisalte to
await the results of these elections before approaching the Union Council memberc
any further in this regard. Another aspect of improving the working relationship
between these two institutions is that, wherever possible, AKRSP is suggesting to
the Village Organisations thal they should have the resident Union Council member on
the list of office-bearers of the Village Organisation.

(ii\ Reclamation ol undeveloped land by Village Organlsatlbr.-- AKIISP'S
irrigalion proiects will make it possible tor most villages to reclaim undeveloped land,
In order to pre-empt any dispute or problems regarding this issue, AKRSP is working
in close cooDeration with the officials of the Nonhern Areas Administration.

(tii\ Demand for revision of cost estimates.- Demands for revision of
estimates of PPI proiects have continued unabated. In some cases the Village
Organisation may genuienely be facing an untoreseen expenditure ; in others, the
Village Organisation is merely trying to secure additional funds without justification.
The problem is that AKRSP cannot aflord to enteftain any request for revision. An
exception in one case will open a horn€t's nest, lt is heartening to note that no
project has so far been either held up or delayed on this account despite a clamour for
revision of estimates.

(iv) Deviations from prcject design specif icatiors.- Village Organisations
have deviated from project specifications in the hope that increasing the wiclth or
length of a link road or water channel will result in additional benefits to the villagers
and may help in soliciting extra payments trom AKRSP, for the extra work done,
However, AKRSP is determined not to relent on this point and it has made it quite
clear that no extra payment will be made ; however, villagers are welcome to carry out
such deviations at their own exDense-

(v) The immediate use of equity capital by Vi age Organisation.-- The
Village Organisations are keen to quickly undertake some extrepreneurial activity with
lheir newly accumulated savings. In their haste they are likely to embark upon some
ill-advised ventures. In discussions with office-beare.s of these organisations, it
emerged that a maiority of them wanted to open shops. As such, most of the
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organisstions will be competing with w€ll.€stablished shop-kespers and their lack
of exp€riencs in the field puis them at a dissdvantage. These projects aro bound to
lead to disappointment. Attempts aro being made to make Village Organisations
und€rstand the real use and purpose of equity capital, i.e., to attract capital for pro-
motion of agricultural activiti€s becauss it is in agricultu.e that the well-being ot the
msjoriiy lies and not in shop-keeping, which will ultimately benelit only a lew.

(vi) Prcserying the egalitarian base of the community.- In its attempt
to preserve the egalitarian base of th€ community, AKRSP is insisting on a model
of development which calls tor collective effort but individual ownership. The idea
is a new one and has slill to be test€d There will be numerous unforeseen problems
in its implementation, but its succ€ss will op€n I new avenue of develoDment for
ths region.
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ORG Table 1

VILLAGE OFGANISATIONS FORMED BY 31 OCTOBER. 1983

DISTRICT GITGIT

VILLAGE ORGANISATIONSSUB-DIVISION
(No. of Beneficiary
Households)

GILGIT
(1577)

HUNZA
e4e3'

NAGAR
(1798)

PUNYAL.ISHKOMAN
(2191)

Oshikandass
Rahimabad-1
Aminabad
Juglote Sain
Hoopay
Pharphoo

Altit
Murtaza Abad Pain
Passu
Karimabad
Ahmedabad
Aliabad
Misgar Pain
Soust
Girchs
Shishkat Centr€

2. Mohammadabad
4. Sultanabad
6. Sonikot Bala
8. Hanochal

'10. Jural
12. Rahimabad-ll

2, Hussainabad
4. Maiun
6. Haiderabad Bala
8. Haiderabad Pain

10. Roshanabad-Sherabad
12. Gulmit
14. Ghulkin
16. Khybe.
18. Misga. (Zakirabad)
20. Shishkat Bala

2. Manalokushal
4. Ratal
6. Chalt Bala
8. Mamoshdiding

'10. Miacha. Bala
12. Dudimal
14. Halshal
16. Bodalus

2. Singal
4. Kuchdeh
6. Gulapur
8. Sherqilla

10. Dalnati
12. Selpi Pain
14. Daheen

1. Chayan
3. Rahbst
5. Hakalshal
7. Sonikot
9. Fikkar

11. Miachar Pain
13. Brushal
15. Ghoshoshal
17. Pissan

1. Japuka
3. Gulmuti
5. Phakora
7. Shunas
9. Grunjar

11. Gich
13. Chatorkhand
15. lmmir



GUPIS-YASIN
(3928)

Gupis
Bujayote
Yasin Bala
Teru
Roshan
Sumal
Moulabad
Dahimal
Dar Ba*ulti
Shamaran
Yasin Pain
Taoos Pain
Hakis
Morkha
Barkulti Pain
Barkulti Par
Dal Sundi
Sundi Pain

2. Jantole
4. Nooh
6. Phander
8. Hakis

10. Khalti
12. Yangal
14. Karimabad
16. Dalomal
18. Serbal
20. Chashi
22. Taoos Bala
24. Guialti
26. Sultanabad
28. Gindai
30. Barkulti Bala
32. Oarkulti
34. Sundi Bala
36. Nazbar

2. Sunich
4. Roni
6. sherchal
8. Meherdin

10, Birzeen
12. Gufti
14. Gistini
16. Madaklasht

5.

11.
13.
15.

19.
21-
23.
25.

29.
31.
55.
35.

3.
5.

11.
13.

't7.

DISTRICT CHITRAL

Maloi Pain
Henjeel
Sewakht
Dagheri
lrjik
Aghot
Gulugh
Tar Shishko
Arandulasht



ORG Tablo 2

EOUTTY CAPTTAL (Rr.) OF VILLAGE ORGANISATIOI\IS

GILGIT DISTRICT

By tho ond of:

April July Octobel July-Octob€r
% incr€asa

Number of OEanisations 48 7A 100 28

M€mb€rship 4348 7566 10256 35

Equity CapiGl 74,585 205,984 320,551 57
(Shales + Savin$)

Equity p€r member 77.23 27.22 31.25 15

n



ENGINEERING

1. Tho Concopt of Village Planning

In order to help give the peoplo a vision ot the development potential ot the
villag€ and induce them towards collective management of village resources, AKRSP
has undenaken the preparation of comprehensivs village plans.

These plans would be prepared in association with village.residents and require
interaction with villagers, The Engineering Section has been reinforced to enable
it to undertake the survey of the project villages which would show the entire area
of the village, current land use and field channels, link roads and paths, cultivable
wasteland etc. On th€ basis ot the survsy, the Village Organisations would be assisted
to prepare the village plan including reclamation of land, lorestation, pasture develop-
ment, improved cropping, horticulture and more efficient use of water resources.

At present, surveys are being carriod out in Mohammadabad, Rahimabad, Jutal,
Gulkin and Shonus on an expeimental basis, lt is hoped that the dispersion of these
villsges in three sub-divisions of the district would help to reveal the diversity of
opportunities and the issues that will surface in the implementation of this idea.

2, The Portfolio of Engin66ring Projects

By lhe end of October, Diagnostic Surveys had been conducted in 11|(} villages.
139 villages were able to identify 234 productive physical infrastructureF om lhese

schemes. The portfolio ot projects by sub-division is given in ENG Table 1.

ln the Chitral district the Diagnostict Survey has been initiated in 76 villages and
121 schemes have been identified. A sectorwise list of these projects is given in
ENG Table 2.

lrrigation channels continue to be the top priority of project villages. By cosl,
they account lot 560/0 ol all projects identified.

3. Estimatod Cost of the Portfolio

The total cost ot the 234 schemes identified has been worked out at Rs. 33.18
million. The collective cost of irrigation channels, protective bunds and link roads
accounts tor 85% of the total outlay, The average cost of a channel is Rs. 166,000,
of a protective bund Rs. 154,000, and of a link road Rs. 88,OOO. ENG Table 3 gives
tentative cost figures of different proi€cts by sub-division.

The breakdown of costs, labour and mate.ial is given in ENG Table 4. Schemes
of land development, irrigation and link roads lend to be the most labour intensive.
Acco.ding to the new approach being practised by AKRSP, labou. costs are negotiat€d
with the village|s. This element of negotiation has resulted, in a numberof cases, in
a r€duction of costs by about 10 to 15 per cent'
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4. Step-wiso Progrssa of ths Engineoring Programmo

Step-wise progress is summarised in ENG Tsble 5. A total of 139 vill8ges wero
able to identify proiects. Out of these, feasibility studi€s hav€ be€n completed in 125
villages. Similarly, costing of 36% of ths villages whefe f€asibility has be€n caried
out, has b€en completed, Third Dialogues have been conducted in 44 villages and
work started in 43.

5. Progr€ss of Projects

In the quader under review, 11 proiects hsve been initiated. The progress of
proiects stafted in other quarters is detailed in ENG Table 6. Overall progress
achieved on PPI schemes is 53%. A total of 17 proiects hav€ bee'n completed in
all respects. The progress on proiects started in the second and third ouanets has
been dow as, in this p€riod, the agricultural activities are at a peak ind labour is
divened to other activities in the lield.

6, Problems and lssues Connectod with Engineering

Due to the shortage of explosives. no headwsy could be made on a number of
p]oiects. Due to tie intervention of the LB&RD department this problem was
mitigated to an extent.

Unavailability of drill machines was another handicap. From time to time the
FAO/UNDP/IRD prol€ct lent some drifling machines and eased th6 probtem.
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ENG Tablo 1

PORTFOLIO OF PBOJECTS IDENTIFIED DURING

DECEMBER. 1982 _ OCTOBEF. 1983

GILGIT

Number of Proiocts
ldontifiod in Sub-Division :

Hunza Nagar cilgit Punyal-
lshkoman

Gupis- Gilsit
Yasin District

1. lrrigation

2. Protective Bund

3. Storage Reservoir

4. Sedimentation Tank

5. Lift lrrigation

6. Land Development

7. Link Road

8. Bridge

4

2

o

0

0

21

1

5

I

0

1

20

2

1

3

8

1

't4

q

0

I

0

2

0

31

t9

12

0

0

2

0

't 11

37

8

47

Total : 40 42 71 234
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ENG Tablo 2

SECTORWISE IDENTIFICATTON AND DISTRIBUTION
OF SCHEMES AND COST

CHITBAL

No. of Schemes Cost (Rs. '000)

1. hrigation

2. Link Rosds

3, Prot€ctive Bunds

4. Lift lnigatlon

5. Bri{tg6s

6. Hydol &h€m6

76

41

29

1

10

1

9,613

590

6,280

300

1,992

2@

Total : 121 18,975
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ENG Table 3

ESTIMATED COST OF PORTFOLIO OF PSOJECTS IDENTIFIED DURING

DECEMBER 1982 _ OCTOBER 1983

GILGIT

Cost of Projects
(Rs. 'O0O) for Sub-Division

Sector Hunza Nagar Gilgit Punyal-
lshkoman

Gupis- Gilgit
Yasin District

1. lrrigation

2. Protective Bunds

3. Storage Reservoirs

4. Sedimentation Tanks

5. Lift lrrigation

6. Land Development

7. Link Roads

8. Bridges

3,210

738

152

o

0

0

1,318

150

2,868

385

365

261

0

100

552

0

4.500

300

336

131

1,100

240

657

100

1 ,264

1,227

o

130

0

200

308

o

6,603

3,050

1,515

o

0

't o0

820

0

18,451

5,700

2,368

522

1 ,100

640

250

Total : 6,068 4,531 7,370 3,129 12,O8a $,186
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ENG Table 4

BREAKDOWN OF COSIS A D I.ABOUR FOR PROJECTS

IDENTIFIED DURING DECEMBER 1982 _ OCTOBER 198iI
GILITG

Estimatod Cost (Rs. '00O)

Sectot Mandays Material Total yoage ot
labourincost

1. lrrigation

2. Protective Bunds

3. Storsge Reservoirs

4. Sedimentation Tanks

5. Lift hiigation

6. Lsnd Development

7. Link Roads

8. Bridges

590,440

45,600

59,200

10,rt30

11,000

32,000

124,600

5,000

14,761

1,140

1,184

261

275

640

3.116

125

3,690

4,560

1,184

261

825

0

1,039

125

4,451

5,700

2,368

522

1.100

6/tO

4,155

250

80

20

50

50

25

100

75

50

Total : 878,310 21,W2 11.684 33,186 65
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ENG Tabl€ 5

STEP-WISE PROGFESS OF THE ENGINEERING PROGRAMME

GILGIT

l.3.2.1t.2t.1

L FIRST DIALOGUE

1. Explanation

2. ldentification

SECOND DIALOGUE

1. Feasibility

2. Design

3. Costing

THIRD DIALOGUE

COMPLETION

100

97

87

72

31

30

12

90

74

32

31

12

100

a2

JO

34

14

100

44

17

100

8

100

40

100

*The Iigures under each of the columns matked 1.7, 1-2 etc., show the percentage of
potenlial Village Organisalions that have been covered by different phases of the
Programming Cycle, wher€ the percentage is with respect to the phase represented by
1.1.1.2 etc. For exampl€, column ll.1 shows that designs have been drawn up for
82o/" of all Villages where the survey has been completed. whereas costing has been
tinalised for 36% of these villages.
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Eltlc .Tabl. 6

PROGRESs OF ENGINEERIiIG PROJECTS

IIIITIATED IN SPECIFIC OUARTERS

GII-GIT

No. of Cost %€ge of $/ork
Projects (Rs.'000) by 2oth Oct.

Overall
Progr€ss

Proiects
Complet€d

First

Second

Third

26

6

11

2,939

7,737

1,427

80

/t6

14

53%
17

Total : 6,103 17
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EXTENSION TRAINING AND SUPPI.IES

L Ths Second Experiment in Extension

(i) General.- ln reorganising its Extension Training Programme, AKRSP hopes
to create a cadre of specialists at the village level. These specialists will be in the
tield of plant protection, animal husbandry, livestock diseases and horticulture. Under
this new system each Village Organisation selects a person who has a professional
interest in acquiring the new skills and residing in his village after the training. AKRSP
initially provides a stock oI free medicines and a kit to each trainee. Thereafter. it
onty undertakes to replenish the stocks at cost. lt is hoped that lhe specialist would
be able to support himself by charging nominal fee for services rendered

Under this new system AKRSP organised two training courses on Livestock
Diseases and Management from August 30 to September 9, 1983, and September
26 to October 12, 1983 at the Centre in Gilgit. The courses are designed in consul-
tation with the Northern Areas Animal Husbandry Department and the Proiect
Coordinator (Animal Husbandry) of the UNDP/FAO/IRD Project. ln otder to ensure

that the curriculum would be relevant to the needs of the area. a survey was conducted
prior to ihe organisation of the cou.se, to help identify the prevalent diseases and
the problems of the farming community with tegard to livestock. Detailed discussions
were held wilh farmers on this subiect to highlight their immediate needs.

(ii) Training Methodolory,- The cou6e had a heavy component of practical

training. More than 90% of the training time was devoted to practical demonstra-
tions, group discussions and field visits. The trainees from the first coutse were
taken 10 Jutal, Nomat, Aminabad and Sultanabad for lield visits. ln these villages
518 animals were treated with Anthrox vaccine and Magnesium Sulphate, 232 with
Black Ouarter vaccine, Oxytetracycline injections and Bolivan M and Zain tablets.
Trainees from the second course went to Oshikandass, Rahimabad and Sherqilla.
In these villages 811 animals were treated with similar medicines.

At the end of these courses a simple ceremony is organised to award certificates
and cash prizes to the candidates. Habib Bank Limited has donated trophies for the
occassion. Dr. Amir Mohammad Kh8n, Chairmsn oftho Pakistan Agricultural Besearch

Council and Mr. Jamil Haider Shah, Commissioner, Northern Areas presided at ths
ceremonies held after the first and second courses, respectively. A list of Village

Organisations trom which a trainee has p8rticipated in the course is given in ETS

Table I .

2, FJuil Prese.vation

As part of their on-going eftort to devise a method of apricot fumigation and

dehydration which is simple, inexpensive and has replicable potential in the Northern

Areas, AKRSP and PCSIR are extending necessary cooperation to each other. AKRSP

has provided rcSlR wirh a lorum 8t the village level in which to test new techniques.

Following the failure of apricot growers to adopt a technique which had been
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demonstrated in s,everal villages in ths Hunza. Gilgit and punyalregions by PCSIR
food scientists, PCSIR is now investigating th€ reasons for this failure. lt has decided
to build a 0.5 ton capacity solar dryer fot dehydration at Lahore tg conduct in_house
experiments. lf their eftons are successful, th€y will transfer this technology to cilgit
during the next truit season,

3. lnputs and Machin€ry

. In keeping with its realisation that regular and adoquate supplies of agricultural
inputs are vital to any eftort at increasing productivity, AKRSp has instituted a system
which attempts to deal with some of the problems connected with supplies.
This system is backed by a rapidly growing credit programme to enable people without
.eady cash to benefit from it. Details of the credit aspect are given in the sectiorr on
Budget and Accounts.

So far. the programme has concentrated on supplying fertiliser. By the end of
October. about 3.500 farmers had made use of these credit facilities to acquire fertiliser.
The number of fertiliser bags $pplied by the end of October totalled 5,750.

The amount of credit to be disbursed increased to Rs. 1.1 million, as against Rs. O,6
million disbursed for tho last Kharif season which implies that the,e is a 77% increase
in the amount for the coming Rabi season. The number of beneficiaries also increased
bV 39 percent. A consolidated statement showing demand for diffefent types of
chemical feltiliser tor the forthcoming Rabi seoson is given at ETS Table 2.

4. Co-oporation with othor Agencias

AKRSP'S Extension Training and Supplies programme is premised on very close
cooperation with other development and government agencies working in the area.
In the last quartet, an increasing number of such agencies have become associated
with this programme.

The i\,lational Fertiliser Corporation organised a seminaf on the use of chemical
tertiliser at AKRSP'S Gilgit office. Agronomists from NFC gave detailed instructjons
on fertiliser uses and supply, Members from AKRSP's Village Ofganisations parti-
cipated in the semin8r and took an active part in the discussions.

Following two visits by the Chairman of Pakistan Agricultural Research Council
to AKRSP a multi-disciplinary t€am of PARC sci€ntists visited Gilgit to draft a research
proposal. Their panicular interest is in setting up an experiment research statron
in Gilgit and sub-stations elsewher€ in the Northern Areas, AKRSP could contribute
to this effon by building a data base for researchers, by conducting in-depth social
science research, and by providing forums for ext€nsion work.
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Tho Agricultural Extension Depariment of the Northern Areas has provid€d
valuable asslstance in the preparation ot a course on plant protection. Ths Animal
Husbandry Department has placed its staff and laboratory facilities at the disposal of
AKRSP and extended all possible help in organising two exlension ttaining coursss
on livestock diseases and managem€nt.

The Forestry Department of lhe Northern Areas has offered to supplyfruit saplings
at nominal prices to AKRSP's Village Organisations in the next planting season.

The Habib Bank Limited have acted, virtually, as the financial arm of AKRSP in
arranging cr€dit for agricullural inputs for organisations. Moraovet, they are ths
bankers for all the Village Organisations.
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ETS Table

Sub-Division

GILGIT

HUNZA

NAGAB

PUNYAL.ISHKOMAN

GUPIS-YASIN

PARTICIPATION IN
LIVESTOCK TRAINING COURSE

DISTRICT GILGIT

Village Oryanisations

1. Oshikandass
3. Rahimabad
5. Aminabad
7. Jaglote Sain
9. Hoopay

1. Attit
3, Maiun
5. Shimshal*

L Manalokushal
3. Ratsl
5. chalt Bala
7. Mamoshdiding
9. Brushal

11. choshoshal

1. Japuka
3. Gulmuti
5. Shunas
7. Chatorkhand

1. Bujayote
3. Phander
5. Hakis
7. Taoos Pain

9, Sulianabad
11. Mashar.

Represented

2. Mohsmmadabad
4. Sultanabad
6, Sonikot Bala
8. Hanuchal

10. Jutal

2. Husssinsbad
4. Haiderabsd Bala

2. Rahbat
4. Hakalshal
6. Sonikot
8. Miachsl

10. Holshal
12. Bodalus

2. Singal
4. Shotqilla
6. Gich
8. Daheen

Yasin Bala
Teru
Taoos Bala
Gindai
Barkulti

4.
6.
e

'l0,

*ln these villages. organisations have not y€t been formed but 8re anticipated. The
training was impaned due to the inaccessibility ot the villages in winter months.
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MARKETING RESEARCH

1. The Objective

The ma*eting research programme was undertaken by AKRSP with an objective
of fostering the agricultural marketing collectives in the Northern Areas. impafting
to them the necessary technical and managerial skills and assisting them in organising
an etfective mark€ting system. lt is hoped that this would help substantially in
transforming the subsistence rural economy into a commercial economy by integraling
the economy of the Northern Areas with other parts of the country. Although an
arterial road has been built, it has not facjlitated the process of integration due to
the non-existence of an organised marketing system in the area.

The need for the marketing research programme was evident after the observation
that a substantial part of the surplus production was unable to get a price refleciing
its true value. Moreover, a considerable amount was asked due to an absence ot
marketing opportunities.

It was observed that in most of the dislant villages a ma,ority ot the tarmers
were compelled to exchange or sell their produce to the village shopkeeper at very
low prices due to the high transportation costs and non-availability of correct market
information, A few of them who did manage to briog their produce to the markel,
had to accept the terms spelled out by the shopkeepers, because of lack of storage
facilities and the problem ol going from shop to shop with the produce.

The problem r's compounded by the facl that the Gilgil fresh produce and dry
ffuits market comprises about 120 retailers, with the wholesale mechanism almost
non-existent. There are no grading, purchasing, packing and cold storage tacilities
in the region. The market is subject to seasonal fluctuations due to the irregular
flow of supplies from the villages and from the down country regions.

2. The Strategy

The marketing research programme primarily has the task of developing a model
which would entail the performance ol all business activities involved in the llow of
agricultural produce from the farm gate to the markets to be undertaken by the
€gricultural marketing collectives.

Initially, concentration was tocussed upon lhe lransportation of the surplus
produce from the village to the Gilgit market through the collective etforts of the
members ot the Village Organisation. The objectives of the programme were explai|"led
to a number of villages and, as an incentive, AKRSP agreed to subsidise cost ot
transportation of the produce from lhe village to the Gilgit market for an initial period,
in order to demonstrate lhat if the marketing is underlaken on a collective basiti it
substantially reduces the transportalion cost, improves the bargaining power ot ,.he

farmers and enables them 1o develop a beller underslanding of the markel cordirions.
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3, The Performance

The first Village Organisation which showed its willingness to undertake the
marketing of its produce colleclively was Sh€rqilla. The operations began in the
beginning of September after an agreement was reached with the Sherqilla Transport
Society that it would provide the iransport facility at the rate of Rs. 400 per round
trip and rhe proceeds from the backload will b€ credited to the AKRSP account.

Later in September, seven Village Oiganisations in the Yasin Valley informed that
they wished to transport their surplus produce collectively to the market and requested
for linancial assistance, which was provided to them by AKRSP,

In tho last two months 364 members of I Village Organisations were able to
transport 42 melric tons of their produce to the market. Transportation cost (borne
by AKRSP) as a percentage of receipts otained in Gilgit ranged from 4 to 22 percent.

The total receipts, net of transport, amount toRs. 153,894. i.e., Rs,514 per
member. By trsnsporting their produce from the villages to the mark€t the tarmerc
weJe able to get approximately 35% incremental income, The st3tistical results have
been $rmmarised in MAR Table 1.

Two months after the initiation ot the programme, three Village Organisations
have expressed their wittingness to o,ganise the co ection and transportation of the
produce on their own and have.equ€sted for the provision of credit for purchasing
transportation vehicles.

Through the provis!'on of the transportation subsidy, AKRSP was abls to demon-
strate the benefits which could bs derived if there is collective eflort on the Dart of
the villagers.

4. Operational lssues

For streamlining the operations ot coll€ctively t.ansponing the surplus produce
trom the villages to the cilgit market, the Village Organisations have to settle some
of lhe issues which spring up. When th€ Sherqilla Village Organisation decided to
unde.lake the tJansportation of the produce collectively, there was the question of
selecting the persons who would be responsible tor the collection and sale, and the
disbursement of the revenue obtained, This responsibility was given to a number of
persons. their pertormance was closely monitored and a conclusive d€cision was
reached regarding the persons who would be entrusted with this responsibilrty.
Although a s?nall percentage of the fruit was wasted or remained unsold, through the
operaiion the farmers were able to get a number ot insights relating lo the quality of
fruit and the price commanded by it,.essential needs and advantage of proper
packing and plucking.



5, Futurs Rol. of AKRSP

Th6 futuro strat€gy to be tollowed in marketing reseafch is to find outlets tor the
produce coming in the Gilgit market trom the villages, as the Gilgit market has
limitod absorption capacity.

Conlacts have been made with merchanls in the down-country markets, with th6
goal that the produce to bs transported to down-country r€gions is mafketed
effectively.

It is propossd that initislly the produee would be purchssed from the larm€rs in
Gilgit and ma.ksted in the down-couniry mark€ts, so that the economics ot th6se
transactions bscomes clear and hopefulty thsre will b9 enough inc€ntivo tor the
villago coll€ctiv€s to federate and form a wholesale coopetativo and carry on ths
operation on th6ir own after sufficiont contacts have besn established with the
tradors in ths down country markets.
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MAR Table 1
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BUDGET AND ACCOUNTS

1. AKRSP Donors

Th€ Aga Khan Rursl Support programme, a project of Aga Khan Foundation, is a
non-proflt company registered in Pakistan and limited by guarantee. lt was envisagedin the Programme that AKRSP would work very c,o;ely with devetoped-cou;try
branches of AKF. int€rnational aid agencies, non-government organisations and the
private sector, One primary objectivs of AKRSP is to draw linancial and human
resources_from a variety of aid agencies to the Northern Areas. By launching AKRSp,
the Aga Khan Foundation has assumed the role of a serious innovator in the fietd of
rural development.

Following approval of budget for 1983 by the Board of Directors of AKRSP,
which tar exceeded the initial commitment of funds by AKF, a fund-raising drive was
organised under the auspices of AKF (Head Office) with a view to enable AKRSP to
implement the villsge level proiects identified through th€ Diagnostic Survey. tt is
heanening to repon that during August-October, com;itments w;re received trom the
following donor agencies: Overseas Development Administration (UK), Canadian
International Development Agency and Alberta AID (Canada). The tot;l commitments
madg by donor agencies this year are given below :

Donor Amount
Donor Currency Million Rs.

CIDA

Alberta AID
Ford Foundation
OXFAM

ODA

AKF (Canada)

AKF (U_S.A.)

AKF (U.K)

Anonymous Donot

c g 500,000

c t 155,275

us $ 100.000

30.000
29.000

5.00
1 .55
1 .30

0.60
0.60

1 .30

1.20

1 .40

€
f

c $ 155,375

us t 100,000

e 60,000

Rs. 1,400,000

Totrl 14.50

Commitments made for AKRSP by CIDA and Alberta AID have been elicited by
AKF (Canada). Donations from OXFAM and ODA were obtained through AKF (U.K.),
wh€re8s the Ford Foundation's contribution was made through AKF (U.S.A.).
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The contributions by the three AKF branches/affiliat€s, as listed above, ar€ in
addition to th6ir contributions to the s€ed money provided initially by AKF (Head
Office). AKRSP gratefully acknowledges the contributions of the donors through
these lines : but for their assistance, the pac€ of AKRSP'S work would havo slowed
down wilhin the budget year.

Information on projects funded by specific agencies will bE trsnsmitted to these
agencies alongwith the Progress Repons. Where lequired, lunds trom a donor
8gency will be physically segregated fiom other funds.

2. Programmo Exponditure

In broad terms, the AKRSP Programme Budgei is composed of the five items
shown in BEA Table I .

Percentage shaJes of each of the components in the budget 8nd in disbulsement
are indicated in BgA Table 1.A., wh€reas disbursement as petcentage ol th€ approved
budget is shown in Table 1.8. In tetms ot actual disbursements, engineering
proiects, charged to Agricultural and Rural Development, had accounted for 66%
otthe expenditure by October, 1983, The Extension Training Programme took !p
4% of the total expenditure. Research and Survey, which has so fal coveted mainly
the cost of lhe Diagnostic Survey, has accounted for 22yo ol lhe total disbursements.
Disbursement under the Pitot Credit Plogramme was lo the tunsof Rs.621,086
against which, under special arangements, Habib Bsnk Limit€d credited a sum of
Rs. 666,996 to the AKRSP sccount in August. Agsinst the iotal credit of Rs. 621,086
to 40 Villag€ Organisations due for recovery fiom October, 1983 to March, 1984, a
sum of Rs. 221,€jil9 has already been fecoveted by ths end of October.

By conventional measures, the iate at which disbursements under each head
are approaching their budgeted limits might indicato und€r'performanca. This is
because, againsl the lotsl Programme Budget, only 25% ot the budgeted amount
was iniliatty available, which restrained the project staff from fully exploiting the
Gspacity built up by it for the implementation of the programme. Gradually' tho
picture improved : by lhe end of August, additional funds were commilted by five
donor 8gencies, bringing rhe tolal availablE to more than the budgeied amount, the
excess to be caJried torward to oext year. Thus commitm€nts for projects wele
revised accordingly and the apparent under-performance was mainly due to the non-
availability of funds in time.

3. Proiect Audits

Audits of Vitlage Organisations that have completed the engineering proiect are
carried out by lhe Programme Accouniant' The objectives ot the sudit are to
ascenain whethet :

(i) lhe money given by AKRSP has been fully utilised tor the purposes of the
project ;

39



the actual expenditure incurred is along the.lines estimated by AKRSP ;

there are regular savings by the villagers so that. in times of need, they co pln

be effectivelly utilised as collateral for securing loans;
(iv) regular meetings are held to assess the etfectiveness of the Village Organi-

sation's activities :

(v) the books of accounts are properly maintained ;

(vi) training in book-keeping is neoded by Village Organisation ofJice-bearers.

Such audits have so far been completed in ten Village Organisations. lt has
generally been observed that weaknesses in book-keeping exist. The Budget and
Accounts Section has, therefore, undertaken to impart necessary training to the
Managers of the Village Organisations. This will upgrade the skills of the Managers
and, in turn, it will create confidence of farmers in their Village Organisations otfice-
bearers. Audit reports are circulated to the respective Social Organisation units
for discussion with the Village Organisations.

4. The Cr€dit Programmo
Apart from creating accessibility to inpufs. AKRSP has also pad-guaranteed loans

to Village Organisations from Habib Bank Limited. Unde. this arrangement. HBL
put a sum of Rs- 621.996 at the disposal of AKRSP tor disbursement as group loans
to the specified Village Organisations. As of October, AKRSP had disbursed group
loans, amounting to Rs. 621,086, to 40 Village Organisations. benefitting some 3,500
farmers in Gilgit district. Against these loans, the accumulated equity capital ol the
organisations, amounting to approximately Rs. 330,000, stands as collateral.

The first batch of loans, given in January-March to 1O Village Organisations.
amounting to Rs. 222,879 was due for repayment by end of October in entirety and
would be considered in default by end of December. Total recovery against these
loans as of October 31 istothetun6 o, Rs. 161,015 which is 73%. The second
batch oI loans (Adril to September), Rs. 398,207, advanced to 30 Village Organisations
becomes due for recovery by the end of March 1 984. Loans amounting to Rs, 60,824
have been recovered from this batch,

The tertiliser credit programme has also been extonded to Chitral and in the first
instance a sum of Rs. 136,685 has been advanced to 7 Village Organisations catering
for the requirements of 360 farmers.

ln addition to short-term credit for tertiliser, AKRSP has also sold two threshers
to Sultanabad and Mohammadabad Village Organisatrons, costing Rs.42,874, on
long-term credit basis, i.e., tor three years period, Besides this, insecticides and
spray pumps wele sold to a few Village Organisations involving an amount of Rs. 4,946,

Thus by end of the period under report, total of Rs. 668,906 had been advanced
as group loans to Village O,ganisations for the purchase of agricultural inputs and
machinery, against which the total recovery by end of October amounts to Rs. 222,613.

(ii)
(ii4



B&A Tabls 1

PROGFAMME EXPENDITURE

( GTLGTT DTSTRICT )

A; PERCENTAGE SHARE OF LINE ITEMS

IN APPROVED BUDGET & DISBURSEMENT*

% Share in Budget o/6Share in Disbursements.
asof:

March June Oct.

1. Agric. I Rural Develop.

z. Exlensron lrarnrng

3. Research I Survey

4. Pilot Credit Programme

5. Survey Equipment

5

9

9

72

1

13

14

1

66

1

70
,

15

1

DISBURSEMENT

OF APPROVED

AS PERCENTAGE

BUDGET*

Disbursements as % of Budget, as ot:
March June October

'1. Agric. & Rural Develop.

2. Extension Training

3. Research & Survey

4. Pilot Credit Programme

5. Survey Equipment

I
1

12

19

1

23

7

5U

33

28
eo

62+*

2

*The approved budget indicates the extent to which AKRSP can expend develop-
ment lunds. given its managerial constraints- For 1983, the operative budget is
the amount committed by AKF and other donorc to AKRSP so far ; this amount has
/rol been used in the sbove calculations.

*+Excludes recoveries,
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1.

MONITORING. EVALUATION AND RESEARCH

This Ouartor's Failures, ...

(i) There were long delays in updating monitoring data on most aspects of the
programme. The delays were spread over the entire the chain of project

management stretching lrom the tield units to the MER Section.

(ii) As part ol the on-going evaluation of activities, the MER Section was suppo-
sed to initiate a Discussion Notes Series with fairly basic analyses of data on
selected aspects of the programme' This was not done.

(iii) In order to develop and maintain basic data on the project area's land, labour
force, livestock, etc., the MER Section should have obtained and reconciled
various new sources of data available locally. This was not done'

(iv) The plans to conduct baseline surveys for fourteen completed projects,
affecting some 2,OOO beneficiary households. were implemented only partlv :

seven suryeys were undettaken, and 1,230 households were covered.

(v) No socio-economic analysis of projects/villages was undertaken for the data
collected, Data trom the crop-cutting survey, and some data from baseline
surveys have been tabulated.

(vi) Meaningful contact with national social science research centres is predicaled
on the existence of a tangible research effort at AKRSP. Since this pfe-
requisite was not fulfilled, the subsequent steps to initiate and promote
collaborative research did not follow.

... Their Causes ...

The causes for this quarter's failures are mainly administrative but also attitudiflal.

2.

The major administrative problem can be summarised in three tamiliar words-too
much work. This assessment, of course, is relative to the availability of personnel
in the MER Section, at present consisting of the Ptogramme Economist and Programme
Oflicer, and a Project Economist dividing his time between MgE and ma*eting.
Much of the updating and tabulation of data could have been done on computer - if
only our microcomputer had arrived by now. With one secretary-operator the micro-
computer would have greatly eased the burden of routine data managemeni for the
MER Section, Unfortunately, the U,S. Commerce Department is giving extraordinary
scrutiny to applications ior the export ot U.S. computers to Pakistan. and so AKRSP'S
microcomputer has been held up lot an inordinate lenglh of time.

Finally, as an administrative problem, we mention the non-existence of a set of
consistent procedures for maintaining project records, This is a disturbing omission,
particularly for engineering projects, the credit programme and social organisation and
for the accounting aspects of these activities,



3. And Remedies

lf any improvements are to be expected in the functioning of the MER Section,
there will have to be a recognition by project staff that monitoring, evaluation and
social science research are fundamental elements it' the effective management of rural
development programmes. This recognition, which is explicit in all statements of
AKRSP obieclives, will have to be tollowed by concrete steps to :

(i) reconstruct the monitoring system in line with the requirements and con-
straints of a// the Secticns ;

assign specific responsibilities for documentation and monitoring to Sections
which have managerial responsibility for corresponding programmes;

(iii) restrict all updating of figures and report-writing to a quarterly exercrse,
rather than an urgent daily need ;

(iv) supplement the analytical capacity of the MER Section through frequent use
of short-lerm consultants :

(v) provide access to Pakistan's social science research centres for purposes ot
socio-economic evaluation and collaborative research.

Clearly, much more needs to be done to put the MER Section on an even keel,
and it needs to be done with patience and fortitude.

4, Work Plan for Nov€mb€r-D€c€mb€r

(i) There will be no field surveys;

(ii) a// existing monitoring data will be reviewed. reconciled consolidated and
analysed, in preparation for the First Annual Review ;

A beginning has already been made in these directions.

Firstly, some basic changes have been made in the way records on group loans
were maintained, Since AKRSP will be lending large amounts of money in the coming
season. a system has been devised to keep detailed separate records of each loan
given to each Village Organisation.

Secondly, it has been decided that the MER Section will be assisted by three
short-term interns as a continuous arrangement. lf any of these interns arnve ar a
good job-match with AKRSP, they will be considered for longe.-term employment at
AKRSP. Two of these interns will be junior economists. with M. phit. degrees, ot
equivalent, trom Pakistan ; one intern will be a (woman) Assistant Programme Officer
All are expected to have 1-2 years of prior work experience.
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(iii) the Discussion Notos series will focus on the credit and productive physical
intrastructure programmes; the gist of these will go into the First Annual
Review ;

(iv) a// existing data trom crop-cutting and baseline suryeys will be edited. coded,
tabulated and analysed. with ths assistance of shon-term consultants ;

(v) a collaborative research proposal for the social sciences wilt be developed an

consultation with national iesearch c€ntres ;

(vi) basic data on the project area. available with local sources, will be reviewsd
and consolidated, with a view towards presenting a detailed socio-economl'c
profile of the region in the First Annual Review ;

(vii) no vacatiom.
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VISITORS TO AKRSP

1. The.Board of Directors

The Board of Directors meeting of October 1-2, 1983 was held in Gilgit. As part
of a familialisation effort, some members of the Board visited proiect sites and held
detailed discussions with members of Village Organisations. The tollowing members
attending this meeting :

Mr. Ramzan Merchant
Chairman

Mr. Mahomed J. Jaffel
Vice-Chairman

Mr. Guillaume de Sooelberch
General Manag€r, Aga Khan Foundation

Mr. Robert d'Arcy Shaw
Director, Special Plogrammes, Aga Khan Foundation

Mr. Akbarali Hashwany
President, His Highness Prince Aga Khan Shia
lmami lsmailia Economic Planning Board for Pakistan

Dr. Amir Mohammad Khan
Chairman. Pakistan Agricultural Research Council

Mr. Mian Riaz-ud-Din Ahmad

Mr. Nizar Mecklai

Mr, lqbal Dossani

Mr. Afzal Ali

Mr. Hamidullah Baig.

2. Heads of Institutions

The following heads oI governmenl, autonomous, intetnational and private insti-
tutions visited AKRSP :

Or. Amir Mohammad Khsn
Chairman, Pakistan Agricultural Research Council

Mr. Jamil Nishtar
Chairman, Ag.icultural Development Bank of Pakistan
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Dr. Akbar S. Ahmed
Director-Gener8l, National Contre for Rural DeveloDment.

3, Ropresentatives ot Devolopm€nt Agencies

The following representatives ot international and AKF institutions vished AKRSP
tor discussions on AKRSP strategy and rhe possibilitiss for co-operation :

Mr, Sartaj Aziz
Assistant President, Economic Planning D€partment,
lnternational Fund for Agricultural Development. Rome

Mr, Wollgang Freiherr Von Erffa
Director of the Regional Office for Asia
Konrad Adenauer Foundation

Mr. William Robinson,
Secretarist of His Highness The Aga Khan, Alglemont

Mr. Hakim Feerasta
Executive Ofticer,
Aga Khan Foundation, Pakistan.

4. Rep.esontativos of Financial Institutions

Mr. Z. l. Minhas
Circle Chief. National Bank of pakistan

Mr. Mukhtar
Vice President Coo.dination, National Bank of pakistan

Mr. Rana Safdar Jang
Manager, National Bank of pakistan,

5, Diplomatic R€presentativea

Mr. A. F. Rosiny
Cultural Councillor.
Embassy of Federal Republic of Germany.

6. Scholars and Scientists

Prof. Dr. Anne Marie Schimmel
H8rvad University

Dr. M. Anwar
Member. (Natural Resources),
Pakistan Agricultural Researci Council.
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7. Participants and Probationars from Government Institutions

19 Participants of 37th Advanced Course
National lnstitute of Public Administration, Karachi,

9 District Management Group Probationers
Tenth Common Training.

7 Foreign Olfice Ptobationers
Tenth Common Training.

8. Gilgit-bhsed Friends

Once again AKRSP takes this opponunity to thank its Gilgit-based lriends without
whose co-operation and help it would be very difficult to run the Programme. We are

especially gratetul to ;

Maj. General Pirdad Khan, S.J.
Martial Law Administtator, Zone 'E' for his
patronage and encouragement ;

Mr. Jamil Haider Shah
Commissioner. Northern Areas

Brig. Anwar Muniruddin
Deputy Manial Law Administrator

Mr. Zahoor Anwar Malik
Additional Commissioner (Development)
Nonhern Areas

Col. Z. l. Abbasi
Force Command Northern Areas

Mr. Badarul lslam
Deputy Commissioner, Gilgit

Brig. Safdar Ali
Director-General, NAWO

Col. M. Saleem Beg
Colonel Marlial Law

Col. Muzaltar lqbal Tarar
ADMS

Mr. Ali Ahmad Jan
Superintendent ot Police
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Mr. Saadat Wali Khan
Deputy Dilectlr, LB8RD

Dr. Ghulam Ssrwar
Deputy Director, Animal Husbandry Dspanm€nt

Mr. Abdul Karim Bulghari
Assistant Dir€ctor, Agricultural Departm€nt

Mr. Mohammad Alam Khsn
Conseryator of For€6ts, Norlhern At6as

Mr. Saifur Rohman
Zonal Chief, Habib Bank Limited.
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