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[. EXECUTIVE GUMMARY

The AKR3F covers three districts im the North of Pakistan
characterised by difficult terrain, roor soils and a mountainous
Lezert fiilmate With a wide anuvual range of temperature., The 0.8
Wearilol residents are poar witlhh a per capita income estimated at 060%
“i tue hational average. Landholdings are small, estimated at 5 ha on
averade, ahd male migration has been high which has resuited in an
iucreased burden upon women. There ie significant religious, ethnic
aud linguai diversity., However, the relatlvely recent dewmice of
leudal structures, the emergence of & new, but unproven, peolitical
ieadership, widespread land ownership and a progressive religious
izadership have created a favourable context for development. The
recent opening of the KKH now links this region with the outside world
and provides new opportunities for economic zrowth.

The AKR3ZP was launched in late 1982 with the objective of doubling per
cavita incomes within a decade, Its strategy emphasises the formation
of broad-based Village Organisations (V0Qs) with representation from at
ieagt 75% of households that select and implement Productive Physical
[nfrastructure Projects (PPIs) that should benefit at least 30% of
householde which are supported by a one~time grant irom AKRSP, part of
which pays for village self-help labour. VOs must alsc organise
regular monthly savings from households which are individually
recorded but collectively banked that form the collateral fur leoans to
suppurt subseguent development projects.

AKRSP is able to provide techunical advice to V0= through field
cudineerns aund extension staff. A cadie of well gualilied and
internally trained Social Organisers (503> provide the ilaison between
the village and this expertisce and also support VOs. The 30s are
accorded a status comparable to that of an agriculturalist or engineer
and carry much aof the responsibility for implementing the partnership
that AKRSP attempts to create with each VO.

Entry to a community may be at the initiative of elther party and
proceeds through three dialogues. At the first, the Geueral Manager
=iplaing the poale of the programwe and invites the village to
identify one PPl. A subsequent meeting explores the technical
feasibility of the PPl resulting in a blueprint and estimates. During
whe third dialogue, the detailes of the scheme are discussed and the
terss of the partnership between the village and AKRSP reviewed,
tesulting in the formation of the VO and the recelpt of the first
lustarient of the AKESP grant. The VO iz responsiblile for the project
for which it may call upon the advice of the technical staff of AKRSP,
alidoe adVice 15 can chooee Lo ignore,

SLtaffiug ratiocs appear reasonable with each 30 responsible for about
Ji ¥i3s. rewuliar ataff meetinge are held as are meetings witu VO



leaders. These allaow for an exchange ol experilence and provides a
forum for the discussion of issues and problems.

The Aza Khan Foundation has provided about a third of tiae orogramme’ s
2uEhort To date but the philosophy and promise of the wrozramme has
weou atiracted significant donor suppurt, varticularly from Canada and
Setie! tands,  Total costs have been about Rs 1866 million which lLave
Lveel aiincated as:

FPIs 42%
overheads 17%
recearch 15%
credit 12%
training a%
capital 6%

In almost 1ive years AKRSP s accomplishments include:

- the establishment of 705 VOs - about 5%5% of the potential
number;

- the identification of 975 PPls, of which 54% had been
initiated and 34% completed, principally irrigation channels
(174>, link roade (59) and protective worka (51>,

- the disbursements of 62% of FPl allocatigns

- the saving by VOs of Rs 29 million, which had been used as
collateral for Rs 45 million loans;

- the training, in cooperation with GOP, of some 1300
villagers in agriculture, livestock, poultry and other
dal eas,

-

ARKRSF s emphasis upon praductive projecis has excluded its involvenent
e potable water and sanitation sector. The lessons to be drawn from
programpe 1or thies sector are:

1. the importénce of establishing a broadly bvased Village

Organisation and giving it primacy in controlling the design
and pace of develcopment projects;

2. the provision of both technical advice, sucial animation and
training;

3. .well qualified and supported staff with reasonable workloads
trained and supervised to ensure their work follows the
LI OK T ambe :
approach and philosophy;

4. the continued attention to innovation and experimentation by

both the VOs and AKRSP, accompanied by careful monitoring of
the results, resulting in a “learning environment”.
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II. BACKGRGUND

Environmental Conditions
Geographical Position

The AKREP covere the districte of Gilgit and Baltistan in
Pakietan”s Rorthern Areas and the Chitral districzct of the NVEP.
AL an eievation of between 4,900 and 10,000 fe«t abaove sea level,
tue rocky landscape ic crise~crossed with hums:ous streams and
rivers in narrow valleys, and sur:rounded by the areat mountain
ranges of the Karakorams, the Hindu Kush, the Himalavas and the
Pamirs, The climate is that of a mwountain desert with extremes
0l temperature ranging trow -10 to +400C. The annual
precipitation of 4-10 inches falls mainly as snow in the upper
regions. The silty soils are free draining, low in organic
watter aad have low natural fertility.

Access to the region has traditionally been difficult. Until the
late 1970s, access was restricted to rough .racks, and the air
service from Islamabad to Gilgit, Chitral and Skardu., The
opening of the Karakoram Highway (KKH) from Islamabad to
Khunjerab on the Chinese border, and the sealed road from the KKH
to Skardu in 1984, have provided access to both cars and trucks.
However, seasonal weather often causes landslides and damage to
road structures resulting in temporary road clousures. Access to
many small villages ls {mproving with the construction of rough
shingle roads leading off the KKH and other established roads,

Cultural and Social Environment

The area covered by the AKRSP ig extremely diverse both
ethnically and linguistically. At least five major languages -
3hina, Burushaskl, Balti, Wakhi and Khowar - are spoken, in
addition to numerous dialects and minor languages. The area also
cuntainse three major Ielamic sects; lsmaili, Shia and Sunni.
Urdu is spoken widely in lhe Gilgit area and along the KKH, but
in the more remote villasges few pevple speak Urdu. In addition
tu the indigenous population there is a sizeable nunber of
temporary residents, mainly frowm Punjab, emploved in government
and non-government organisatious, and in the army and police
farces,

Until 1973, much of the region today constituting the Northern
Areas was divided into small fiefdoms ruied by hereditary
princes, Mire and Rajas. They had total autherity over their
subjects, and there was nro intermediary class.



The people of the Northern Areas tend to be liberal and
progressive in their outlook and are not rigidly bound by
traditional customs or taboos. Villages are egalitarian in their
cocial structures and since the abulition of the Mirs and Rajas
they have been free from exterunal controls. The ending of
ieudalism has roughly coincided with the opening of the KKH,
introducing hitherto unimaginable new opportunities for economic
growth, and linking the Northern Areae with the outeide world.
Since there is only a vestigial tribal system and no larger
baradari patterns, the isolated communities have developed a high
degree of self-sufficlency and independence.

The extreme poverty and the desperate need to increase food
security and general living standards means that people are ready
to respond to new opportunities. Religipus leadership in the
Shia and especially in the Ismaili communities tends to be
progressive and receptive to change. In fact the Ismaili
religicus authorities have been responsible since the 1950°s for
the provision of educational services, in many lemaili villages,
through the Aga Khan“s Diamond Jubilee schools.

Vithin villages, kinship relationehipe are strong and often form
the basis of the community. However, one does nhot encounter the
kind of strong loyalties to tribes, clans, baradaris, ete., found
in other parts of Pakistan. lanstead, people’s laoyalties are
focused on religious identity, and although intermarriages
"between linguistic groups and distant villages often take place,
they are extremely rare between the religious sects,

Before the abolition of the princedoms and mirdoms, all land was
owned by the feudal families. Grants were made to villagers in
return for forced unpald labour as servants to the feudal
households and on their lands. In addition, the villagers were
granted communal usage rights to large tracts of forest and
rangeland, known as "ghamlaat” lands. The use of these lands was
strictly contraolled by the feudal authorities, thue creating a
kind of enforced conservation of natural resources. With the
abolition of the mirdoms, ownership of communal lanude passed on
to the federal government. Settlement has not occurred on the
majority of these lands, although traditional usage rights are
generally observed.

in adlition, the uverwhelming major ity of people in the Northern
Areaw uwn individual lands ranging from 2 acres to 10 acres.
There are very few landless people. However, fragmentation of
landholdings 1s occurring rapidly with the growth i{n population.
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Population Characteristics

The population of the project area is approximately 750,000,
equally distributed between the Gilgit, Chitral and Baltistan
districts. This population is geographically scattered over
06,000 square kilometres in remote locations., The 1,030 villapes
which make up the population vary in size from less than 100 to
1000 people. Family size is typically 8 to 9 persons.
Settlements are generally found in the emaller valleys close to a
source of wacer which may be a spring, streanm, river or glacier.
The programme area showing the spread of population centres is
illustrated on the attached map.

Economic Climate

The Northern Areas are one of the poorast regione in Pakistan
with an annual per capita income estimated to be about Rs 32,500
(60% of the national average) in 1987. The Northern Areas have a
subsistence economy dependent on agriculture, horticulture and
livestock. However, with the opening of the KKH, the economy is
rapidly expanding to include a buoyant trade and services sector
centring on wholesale and retall trade, tourism and
transportation. Fruit processing and preserving has also
started, Mechanisation of agriculture and use of HYV seeds and
other inputs has resylted in increaseing agriculture yields and a
lesgening of reliance on draught power, to some extent.
Nevertheless, agriculture is still only at the subsistence level

— average land holdings are of 5 acres and household incomes are

supplemented by seeking permanent employment in Karachi and other
parts of the country. It is estimated that 0.5 million people of
the Northern Areas work outside the region. In addition, the
NAFC is wholly manned by locals. This bhas resulted in a number
of female-headed households and an extension of the traditional
role of women in agriculture,

Origins of the Programme

The Northern Areas of Pakistan are a politically sensitive area
which have a large Ismaili population concentrated mainly in the
Hudza valley. In addition, the Northern Areas are among the
poorest and most backward regions of the country. The opening of
the KKH has also opened the area and its resources to
exploitation by the commission agents and eatreprencurs of the
plains. [t was feared that these commission agents and
entrapreneurs and not the peoaple of NA would be the beneficiaries
of the KKH unless the people of the NA could be supported in some
way. These were the factors which led the Aga Khan, the



[y

-3

spiritual leader of the Ismailis, to create the Aga Khan Rural
Support Programme, Officially the AKRSP was initiated by the Aza
Khan Foundation which alsc supplied the seed money for the
Programme.

Political Status

The Northern Areas are a federally administered area. Thus they
have no representation in the National Assembly of Pakistan, nor
do they have an elected legislative body for the area. However,
they have an elected Advisory Council whose functions are to
assist the federal government in governing the NA. This council
has no executive powers. District and Union Councils, on the
other hand, exiet and function in the same way as for the rest of
Pakistan.

The majority of the people of the NA strongly support the idea of
setting up an elected legislative body for the area, thus giving
the NA a provincial status. The traditional political power in
the area, the families of the ex-Mirs and Rajas, are no langer
acceptable to the people, as the recent elections have shown.

The new political powers, however, have still to prove
themselves., Nevertheless the people do seem to have considerable
faith in their elected councillors and district council members.

The political situvation in the NA is in a state of flux, with the
old order having become ineffective and inoperative, and the new
order still uncertain. However, the new local leaders are well-
educated, young and have had snsiderable exposure to the world
bevond the NA. They are at t.2 scame time 0ld enough to remember
the difficult conditions in the NA before tre KKH becans
operative. Thuse it can be assumed that they are development
oriented.

Historical Experience with Similar Development Programmeé

The NA have not had any experience of development programmes
similar to the AKRSP. The people, however, do have experience of
working together under the control of the Mirs and Rajas for
building irrigation water channels (khuls) and ropads and for
developing lands for agriculture. In addition, some I[smaili
villages have operated echools through their village elders.
These schools were financed by the Aga Khan Foundation.



[I1. INTRODUCTION TO THE PROGRAMME

Problems and Rationale for Programme

The HA= were territorially a parl of Lhe Dogra Bopire of Kashwic,
Ttory macned independence froum boudage in 1948 whenu the population
tebeiled and overthrew the Dogtawm and decided to join Paklistan.
in 1973 the feudal power of the Mirs and Rajas was abolished,
leaving behind an institutional vacuum and the removal of a
cohegive force. Low incomees, lack of employment opportunities, a
rapidly growing population and the institutional vold were
problems which needed urgent solutions.

To try to redress these issues the AKF established the AKRSP,
tased on five premises. Thece were:

1. governigent capacity to implement development schenes is
iimited;

2. local initiative needs to be supported through institution
building, training and provision of capital to exploit
gppertunities for infrastructure development;

3., special attention should be paid to the long-term
environmental impact of development;

4, fuuds are available - public and private; and

5, cowmunity participation ie essential to the process of
develuprent - social, cultural, econemic and physical.

The AKESP was established to provide a sustainable and equitable
improvement in living conditions for the people of the Northern
Areas.  Thies included a raising of the income level to bring it
approximately in line with that of the rest of the country within
10 vyears. Baeyond this general goal no fixed time scale was set
for the achievement of specific objectives. The intention was
that progressive community-based institutions capable of
maintaining the programme would evolve. These institutions would
Le given an organisational shape in the second phase of the
programoe, leading to the creation ol a separate “apsx”
organisation representing the various Village Organisations
(VO0s). The progamme was also to evolve as a model capable of
being repeated at other locations.

The primary targets to achieve these overall guals were the
wotivatioun of the people to form local organisations for
developrent and the support of these organisaticns by the AKRSPE.



[ 1%

o)

(e}

Thile support was to be estended in the furw of ﬁj'nihi;‘x:-'-‘. peovle in
organisational and technical $kiils =0 that thevy could wplan aand
iuwpiewent development projects.  New activities and technolosies
were to Le introduced where appropriate so Laat the villagers
aionbt wabance thelr inculee and Turtlier deveiopluern

Tatewuezuliy oa strategy wwuld bLe deveioped for tie pti;i_luc.tive and
suwlasnablie use of the natural resources of the alea.

Frugramme Preparation and Approval

The programmpe was prepared by people well known iu rural
developmwent circles throuxhout the world, The basic ideas have
come from Akbtar Hameed Khan, who acts as consultant to the
oroject. It was approved by the Aga Khan and began cperations in
Pecember 1982.




LV, THE PROGRAMNME

institutions
iuoledentation Agency

The AKREP is a private linited company and has a board of
directors. The staff of AKRSP is headed by a xgeneral wanager who
reports to the board. He is supported by the deputy general
manager and eight senior management staff, consisting of
specialists in engineering, agriculture, economics, marketing,
training, women in development, social organising, finance and
accounting., All the senior staff reports directly to the GNM
aiong with the District Programme Officers in the district
headquarters. In the same way the district programme specialists
report directly to the district programme officers, while looking
10 programse specialists in Gilgit for guidance. Programme
implementation is managed directly by the GM, assisted by the
core wmanagement team of the senior staff.

The social organisers (SOs) are the contact staff with the VQOs.
These 30s assiset in the creation of the VOs and equip it with
Lasic organisational skills and various specialist functions.

Tu luitlil ite objectives the AKRSP has adopted a methodology
similar to that developed by Akhtar Hameed Khan for the Comilla
project in East Pakistan. The first dialogue between the AKRSP
and the village is initiated by the GM in which the objectives of
the programme are explained. The villagers are invited to
identify a productive physical infrastructure (PPI) item which
they caun undertake to construct. In the second dialogue the
technical feasibility of the PPl (g explored. Cuntact Letween
AKRSP and the villages is managed by the social organisation
units (30U, The products of the second dialogue are a blueprint
and estimates for a PPI. The third dialogue starts with
discussions on the finallsed scheme, and the terms of partnership
between AKRSP and the villagers are reviewed. AKR3P outlines the
torm and extent of assistance 1t can provide and villagers
uxplain how they will plan and implement the scheme, develop
skills, meet regularly and develop savings. The third dialogue
#nds with the formation of a VO (whose membership must include
representatives from at least 75 percent of households), which
then elects ite president and manager and receives the first
instalment of a grant frowm AKRSP for the PPI.

ilhe organisation and manapement of the work is undertaken by the
villagers with advice provided by the engineering wing of the
AKRSP which may or may not be accepted. Thic interaction between
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the engineering statf aud the peuple, as well as the Halagelent
0f the execution of work, builds up the technical and management
whillis ul the VO, Opfce Lhe VU has vmeryed  aod becuwe sbrong it
cau make collective uce of Lhe AKRSP s extensiun services for
agricultural and livestock development. For these services and
ior maintenance of the FPPIs the villagers have to pay from the
Vien savings or get supplies on credit.

Fur the potential 1,280 VOs, the AKRSP has 248 etaff amenbers.
There is one staff member for every 3.1 VOs (764 operating VOsy;
one professional for every 6.7 V0s; and one S0 for every 32 V0s,
There is one staff member for every 200 households contacted to
date, The senior staff are all highly qualified professionals
from Pakistan with many vears of experience in their fields. The
GM Lhas worked on many famous projecte in rural development and
the chief consultant is considered one of the leading authorities
in the world on the subject. The 24 30s are all from the NA,
have mastere degrees and speak the local languares. Fund raising
for the AKRSP rests with the Director of Special Programmes of
the Aga Khan Foundation in Geneva, thus freeing the GM for full
time involvement in the planning and implementation of the
project.

The AKRSP staff e manner of operation is controlled by the AKRSP
philosophy aad metbhodology. This emphasises a constant contact
with the people ae advicore and motivators, with discussions
amonr themselves, and an exchange of ideas through regular
meetings. This creates flexibility and adaptability in the
stafl, makes Lthem receptive to new ideas and develops Lhe ablility
to learn from successes and failures. The basic philocophy of
the primacy of the VO and methodology vt dialogue Letween
villager= and etaff, however, remain constant.

External Apencies

The only role external agencies have played in the AKRZP has been
of funding various components of the programpe and evaluation.
Major support has come from CIDA, OXFAM, Dutch Sovernment, ODA,
cEC, Ford Foundation and the Vomen's Diviegion of the Government
of Pakistan.

Conmunity Based Instituticne and Organisationu

The Northernm Areas villages have not traditionally been organised
uh hierarchical lines, since there was relatively little econcmic
ineguality within the village, and cverall autliority was
exercised by the feudal families., A village numberdar appointed



by the Mir and/or Raja acted as his representative for the
supervision of local affairs, and elders of the village were
accorded respect and deference. With the abolition of feudalisn,
the responsibility for appointing the numberdar went to the
wovernment, conditional on the acceptance of the villagers. The
replacemgent of the feudal authority by central government
functionaries has in fact reduced external coantrol to a largs
extent, and no village level institutions or powerful individuals
have emerged to exercise local control. As a result, villages
are still egalitarian, more as a result of the power vacuum than
as the product of democratic institutions. The AKRSP as one of
its basic objectives, has attemped to initiate and promote the
growth of village imstitutions, in the form of the VOs, which
would be able to develop the capacity to f111 this power vacuum,
The VO0s are not hierarchically structured in terms of auwthority,
but they have two administrative functionaries, the secretary and
the manager, chosen by consensus of the VOs. [n addition to the
V0g, the last eight years have seen the emergence of elected
local government institutions, in the form of the Union and
District Couucils. Many councillors are VO members and work
alongside the VOs in development activities.

Though no formal leadership exists in the villages, many of the
younger, more enterprising and generally better educated men are
emerging as community leaders, both at the Union Council level
and as VO functionaries. The absence of entrenched power
etructures and the rapidly changing physical and ecocnonic
circumstances of the Northern Areas create an environment which
ie highiy favourable to the expression of innovative and
entrepreneurial qualities. The VOs provide a forum for open
discuesion and the free exchange of ideas and opinions, and
disputes are often resolved at this level through a process of
wutual accommodation. In several cases, however, differences
nave proved to be irreconcilable in the absence of a higher
authority.

The largest organised village-level institutions at present are
the VO0s. Their membership counsists of at least 79 percent of the
village househoplds. Members are all male, generally the heads of
households, though there may be more than one member from a given
household. Membership is unstructured and non-hierarchical, with
the exception of the two functional heads of the VO, the
secretary and the manager/treasurer. Membere hLave an equal say
in decision-making, which is based on consensus. The VOs meet at
rezular intervals, generally fortnightly, to discuss progress
with the PPIs or other projects, and to receord joint savings.
Saviugs are individually recorded but banked collectively. The
VOz also select members who will go to the district headquarters
for training as village specialists in agriculture and plant
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proteétion, veterinary sxills and accounting and management
skills, In some villages there is also a forestry specialist,

Apart from the male~-dominated VOs, there are also several
"woien’'s urganisations” (WOs) which act ae a counterpart ta the
VOs in productive and income-generating activities., The WOs wake
Lhelr own communal savines for women™s projects, AKKS? thinking
ull bthie wolten”s programme lias undergone basic changes in recent
years, ahd women s roles are now being viewed in the context of
the "farm family” as a productive unit. Though this conceptual
change has not vet been translated into a programmatic forn,
AKR3P recognises the need to find effectlve ways Ior women to
participate in VO activities and decision-making. With the
exodus of younger able-bodied and skillied wen to urban employment
and the tourist trade, women are leit to shoulder a growing share
0f the burden of agricultural work. They are generally
recpunzilbile for firewood collectiun, and in communitiee which
have access 1o alpine pastures in summer, it is the wowen who
take the animale to the pastures. VWith the spread of education,
wany tasks previously performed by older children now also fall
to women, further increasing their burden.

The isolation and harsh environement in which the Northern Areas
viilages exist have imposed an almost total self-sufficiency on
many communities., Self-help development, therefore, was always a
watter of survival., The development of new lands and water
resources, and the management of the irrigation system have
traditionally been carried out on a communal basis, with a high
degree of mutual dependence between houseliolds., A cumplex syetewn
0l watersharing, known as "warabandi”, boih within and between
villages, has evolved as a tesult of water scarcity and this has
turther cemented cooperation and the recognition uf rights and
respunsibilities., Ae a result of this history of community self-
help, the Northern Areas people are familiar with the concept of
partivipatory developnent.

Objectives

The major objective of the AKRSP is to increase the pruoduction
capacity of the local people. This is achieved Ly Luilding PPls,
encouraging savings to facilitate credit, providing production
and marketing support systewms and by training. Thus human
rusgutoe development {w a major part o1 the AKRSP and takes place
Dol totmailly and non-tformslly.

The process of dialogues with villagere, and the iuteraction
wetweel the AKRSP statf and the VO during 2ri cdevelopuwent creates
i awarsness in both villagers and AKREP staff members. Thie is

aii



further augmented by weekly meetings of eenior staff nembers
where progress reports are presented and problems discussed and
analysed. In addition, monthly review workshops are held to
which staff from all of the three districle are invited. This
meeting reviews VO performance and discusses in detail the
alfaire of varicus VOs, which enhances their relationship with
AXRSP and strengthens their managerial and technical coupetence.

Every three months, a meeting of the managers of the VOs is alsc
held. I[n this meeting, the management staff and the field staff
are aleo present. At this meeting implementation principles and
practices are reinforced, progress is reviewed, experlences are
shared, training lessons are repeated and the concerns of
villagers on any topic of their choosing are aired publicly.

Sectoral Linkages

The AKRSP was not intended as a programme to supply potable water
or sanitation. PFNelther was it intended to replace government
departnents, but rather to supplement their efforts in
agricultural and infrastructural development. However, the broad
based and multi-eectoral nature of the programme implies a number
of sectoral linkages. The most important of these is with the
agricultural sectar. In this connection AKRSP has collaborated
with the government’s agriculture department in providing
extension and training servicee. It has aleo formed an
association with the PARC whose chairman is a 'member of the
AKkSP"e Board of Directore. The other link is with the
nationalised banking and credit sector, especially Hablb Bank
Limited, where the VOs deposit their savings.

The AKRSP also has a significant linkage with the [emaill
community of which the Aga Kban is the spiritual leader. It is
doubtful if the programme would have taken ~ff so easily if the
Iemailli community bad not been its entry point.

A minor but important aspect of AKRSP is its role in facilitating
the development of farm-to-market link roads.

As the organisational and managerial potential of the VOs has
developed, their eay in the affairs of the Union Councils (UCs)
has increased. This is evident from the fact that a number of VO
presidents and managers have been elected as councilors. The VOs
also act as a pressure group on the councillors who are
collaborating increasingly with the VOs, even to thé extent of
diverting their grants to projecte undertaken by the VOs.

The AKRSP s attempts to work with the LB & RD"s CBS programme has
been less successful because of a lack of coordimation and two
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differeut philosophies of developwent. However, the existence of
a VO in villages where the CBD has operated has facilitated the
work ol the CBS resulting in better constructed and better
panaged water supply projects.

Finaneing and Financial Management Systems
Access to Start-up Funds and Funding Reliability

AKR3P s seed money was provided by the AKF, mainly from it=
resources in Pakistan. First year AKF contributions amountad to
Re 14.9 million, of which nearly 74 percent was from the Pakistan
arm. Initial year contributions were also made by CIDA, Alberta
Aid, ODA, OXFAM and the Ford Foundation. A total of Rs 22.8
million was contributed in 1983, In the subsequent vyears, (see
Table 1), contributions wer: also made by the Netherlands
Government; USAID; EEC; Local Bodies and Rural Development
Department, Northern Areas (LB & RD); Northern Areas Council and
the Government of Pakistan.

Total funds generated in the form of grants is about Rs 186
million. The AKF network has contributed the largest share which
ammounts to 34.5 percent of the total. The other major donore
have been CIDA, which has contributed Rs 46.5 million or 25
percent of the total and the Netherlands Government which has
contributed Rs 32.4 million or 17.4 percent of the total.
Contributions by and shares of individual donors to date may be
seen in Table 1. Future funding to end-1990 Lhas been committed
by several donors and by the AKF network for a period of 10-15
vears. Details of amounte committed were not readily available.
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Total Donor Grants

AKF Network
CIDA
Netherlands
USAID

Alberta Aid

ODA (UKD

OXFANM

EEC

rord Foundation

Total GOP Bupport

GoP
LB & RD
NA Council

TOTAL T + II

4.

2

o

SOURCES QF FUNDS

(1983 to Sept.

TABLE 1

1987.

¢ Thousand Rupees)

1683

22,781

236
327
603

1,325

1984

89

89

1985

12,819
11,240
4,109
1,426
3,486
2,001
544

466

89

89

loss

22,051 36,211 50,389

17,410
14,778
7,669
4,096
1,518
3,471
1,447

914

914

1987

Total

(%

49,561 181,893 97.7

9,099
5,779
20,584

64,227
46,482
32,362
10,060
12,538
7,165
4,847
2,391

1,821
4,265
3,962

178
125

22,781 23,040 36,300 51,303 52,734 186,158

Cost Recovery and Credit Schemes

34,
25,
17.
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The AXKRSP methaodology of ectablishing a VO to initially implement
and operate a savings scheme and simultaneously execute a PPI

scheme presupposes that villagers are unable to fund PPI costs,

AKRSP gives the VOs the cost of the PPl as a arant which pays for
both materials and community. labour inputs.

Subsequent access to funds for land development,

Lenerating activities,

income
purchase of agricultural inputs and

machinery, and marketing are made available to VOs in the form of

chort to medium term credits throuzh AKRSP funds,
Bauk Limited and NDFC credit schemes.

through Habib
For land development AKRSP

Lharges interest at 5 perceut per annum and for other credits at

Lr S

7.9 percent per annum,

Purchase and marketing credits and PPI

~raits have been helpful in the establishment of linkes between

the VOs, AKRGBP and private cector traders.

A very small, but
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rapidly emerging, private sector trading community has
establiched iteelf in and arcund Gillgit, to sell fertilizers,
pesticides, agricultural machinery, cement and other inputs, and
to eervice and repair agricultural machinery. [t aleo purchases
ast iculbural produce, malnly frulte and seed potato,

The c¢redit scheme accounts as ol Seplember 1967 are shuwn in
Tabie 2.
TABLE 2

CREDIT DISBURSEMENT TQ VILLAGE ORGANISATIONG

Short-Term Medium-Term
Number of loans 1,912 159
Number of beneficiary
houszehbold 86, 049 9,479
Amount disbursed Rs 26.02 million Re 16.65 million
Amount in default Rs 181,879 Nil
Rate of Loan Recovery 99.31% 100%

Toue extiemely low defaull rates are due Lo the loane belng given
tu the VOs rather than tu individuals, and the need for V0s to
repay these before a fresh credit is made available,

The credit scheme operated by AKRSP has been used for a variety
of purpoces, This is shown below in Table 3.



TABLE 3
GHORT  TERM  LOANS

Number of Borruwiangs  Amount

Ve Houselolds (Re}
Fertvilizer 1,517 74,929 19,406,935
Marketing 290 15, 646 5,839, 056
Seed 53 3,128 325,814
Poultry 37 1,515 230,315
Trees / Plants 15 851 113,400
Total 1,912 96,049 26,018,520

MEDIUM TERM  LOANS

Number of Borrowings Amount
VOs Households (Re)

Land Reclamation ‘ 98 9,806 11,522,959
Agricultural Machinery 36 2,461 G, 168, 000
Sulphur Tents 14 580 442,500
Pevelopment of Nursery 6 329 218, 000
Saw-Kills 1 3% 100, 000
Sheep Breeding 1 4% 60,000
- Marketing 1 86 53, 000
Development for Mixed Farming 1 36 50, 000
Drill Machines 1 51 50,000
Tatal . 159 9,479 18,666,459

e e A e o A e o e TR AL i e e e e

Programme Costs and Achlevements

By the end of September 1987 the AKR3P had used about Re 155
million from its funds (see Table 4 for details). &®s 13.8
miilion or 8.7 percent of total expensee bave been consumed for
training. Research and survey coste have totalled about Rs 24
willion or 15.4 percent of the total and office expenses and
salaries to staff have accounted for 16.9 percent of the
eXPenses,

~]
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PPl grants amounting to Re ©4.7 miliion (41.6 percent: of used
funds lhave been channelled into 17 Jdifferent tvpes uf <chenmes.
Details are shown in Table 5. As of September 19387, 675 projects
have been identified and are estimated ta cost Ke 149 willion of
which 528 schemes costing Re 81.9 millions have bLeen juitiated.

A tutal of 331 projects (value not available) have been
completed. Project dibursements with respect to initiated
prujects are 63 percent.

TABLE 4

USE OF PROGRAMME FUNDS
(1983 to Sept. 1987)

(Thousand Rupees)

1983 1984 1885 1986 1687 Total (%)

PPl Grants 7,205 12,793 13,715 16,500 14,497 64,679 41.6
Office Expenses, '

Salaries & Benefits 3,109 4,146 6,439 5,716 5,966 25,376 16.5
Research & Survey 1,726 3,258 4,432 5,282 9,290 23,988 15.4
‘Credit Programme - - - 6,530 12,817 19,147 12.3
Training 296 913 2,7%2 4,207 5,353 13,521 8.7
Capital Expenditure 1,792 1,992 2,673 2,152 - 8,600 5.5

e et e e g U i e i o TR T TR ke i o o o o o e o . W Sk i ke e e e e e T

Total: 14,128 23,062 30,011 40,396 47,723 155,320 100
TABLE 5

PRODUCTIVE PHYSICAL INFRASTRUCTURE
ACHIEVEMENTS AS ON SEPTEMBER 30, 1987

PPI BY TYPE IDENTIFIED INITIATED AMOUNT COMPLETED
DISBUREED
No Value ¥o Value {Rs) No (%)
(Rs “000) (Re “000> (“0CO» (disbursed?

1 Irrigation Channels 552 82,378 304 44,441 35,123 174 31.%

2 Linx Roade 142 19,342 88 14,431 12,186 59 41.5

3 Protective Works 140 27,111 65 11,117 10,019 51 36.4

4 Storage Reservoirs 55 7,939 30 4,523 3,689 17 30.9

5 Bridges 38 2,719 10 1,639 1,462 8 21.1

& Fony Tracks & 767 6 767 688 6 100.0
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7 Pipeline Irrigation 8 1,844 3 1,844 1,221 3 37.
8 Litft Irrigation 3 1,050 2 247 245 2 40,
9 3Zyphon Irrigation 4 3,962 2 1,544 1,479 2 50,
10 Sedimentation Tanks 4 535 2 242 242 2 100,
11 Bridge-cum-Link Road 2 204 2 204 165 2 100,
12 Boundary Wall 2 162 2 102 192 2 100,
15 Hydel Puwer 1 89 H 39 39 1 100.
14 Mud-Flow Control 1 54 1 54 54 1 100,
1Y Juper Passage 1 189 1 189 189 1 100.
16 Land Pevelopment 10 838 0 0.
17 Nursery 4 345 4 345 148 0 0

Total Q75 149,188 £28 81,868 67,211 331 62.

COoOoC oGO oo CcO

<
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V. AKRSP GSUPPORTED PROJECTS

Preparation, Selection and Approval

The case study team visited two groups of v'llages, the Chalt
cluster in the Nagyr valley and Henzel Bala in the Punial valley.
Iu both cases the AKRSP social organlsers had contacted the
villages for the first dialogue. Discuesion between the village
members had led to the second dialogue. The activists who
promoted the acceptance of the AKRSP were in one case an ex-army
mal who had served outside Gilgit for 14 years, and in another, a
super intendent of the Gilgit municipality. Thus both activists
were men of above average awareness. The PPls were identified by
the older residents of the village and in both cases consisted of
an irrigation channel to bring village communal land under
caltivation. The older reeidents had earlier participated in
channel construction and land reclamation when Gilgit was under
feudal control. Thus their knowledge of what the PPl involved
was crucial.

Project Management

In the Chalt cluster, consisting of Chalt Bala, Maymushding,
Sobuikot and Rabat villages the 4 VOs came together to form a
committee for the water channel. This committee then received a
joint grant for the PPI from the AKRSP. Decisions taken to
cantract out part of the project to a village artisan, to make
modifications to the designs of AKRSP engineers as and when
required, and for purchase of materials and distribution of
labour, were all taken collectively by the committee, very often
with advice from other members of the community. 1In the villages
of Henzel Bala and Henzel Paeen, there was initially one VO for
both the villages. Here, however, decision-making was more
centralised. As a number of villagers did not consider the PPI
project feasible they did not participate. Accounts in both
cases were kept by the managers and the project was discuesed
every week after Friday prayvers with the VO members and their
advice sought on progress and implementation. In both cases
decieion-making capacity wae developed through the interaction
between AKRSP“s social and engineering staff and the VO, The VO
made alterations to the AKRSP design which they feel have
improved the PPl considerably.

Jo technical assistance was given to the projecte from outside
AKRGP. However, pipe for carrying irrigation water Ih one case
was purchased from the Punjab and in the other it was
manufactured by a welder in Gilgit from GMS sheets.
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in Henzel, one of the villages visited, a major disagreement had
arisen between two sections of the VO soon after the start of the
FPI, resulting in the total withdrawl of almost half the VO
menmbers. However, AKRSP did not interfere in the matter, and the
remaining members completed the irrigation scheme and divided up
the new land among themselves.

In neither of the two villages visited was there an active WO.

In Henzel, direct communication with the women was not possible
as none of them spoke Urdu. The men, however, said that women
would welcome the opportunity to form an organisation, although
they were not clear as to what it could do beyond making savings,

Technologies

Technologies adopted for the execution of PPls have heen
traditionally based and appropriate to the skills of the village
people. This has resulted in extensive use of masonry on the
construction of irrigation canals and water tanks. The AKRSP has
not tried to discourage this approach; rather, it has tried to
introduce new technologies by grafting them on toc traditional
skills., Where villages have expressed a desire to pursue a
modern approach to solving a problem, AKRSP has assisted by
providing the neceesary design back-up and education. One such
marrying of modern methods with old ways was seen at the village
of Rahbat in Gilgit district. Here, an 8 inch diameter flanged
steel pipeline is being constructed to foram 3,300 feet long
inverted eyphon. This will carry water across a valley to feed a
new channel irrigating some remote agricultural land beyond the
village. The uee of a pipeline has avoided the counstruction of
thousands of feet of irrigation channel that would otherwise have
been necessary to carry the water around the valley. The canal
is not replaced entirely, however, ac there is still a
considerable distance from the. point of discharge of the syphon
to the agricultural land.

Procurement of the pipe was organised by the VO and fixing has
been done by a working party of village residents. Assistance
bas been given by AKRSP in the form of a surveyar, and technical
advice. Thus in opting for a pipeline, the community has
acquired new practical skills and organisational experience.

In some cases, villages have determinedly disregarded suggeetions
made by engineers, preferring to follow their own ideas. This is
cften seen in the construction of channels where AKRSP staff have
surveyed and marked construction levels. Communities have
ignored such "assistance” and let the water flow to determine bed
glopes in the manner they have been done for hundreds of vyears.
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In another example, at Sust, villagers insisted on the
construction of a tunnel through the mountaing for their
irrigation channel, despite advice from the AKRSP engineers to
the contrary on cost grounds. Funds for the project were
withheld but tney still went ahead with the scheme at their own
cost. AKRSP engineers” assistance was later reinstated when
problems with alignment were encountered and payments were
enventually resumed after the tunnel was successiully completed.

These examples illustrate the flexibility of the AKR3F approach
and the ultimate primacy of the VO. The AKRSP argues that trying
to inpose a modern, sclentific and efficient approach often
resulte in inappropriate technologies being used, Introducing a
new technology in conjunction with the old, as a Rahbat, is an
important development topl. With the experience of pipe fitting
gained in the construction of the syphon, further use of large
pipes is now being made elsewhere in the village., A new aqueduct
* {using the same size pipe) carrying irrigation water across a
small valley is being constructed as a flood prevention measure.

Organisation and supervision of construction has been done by the
VOs, who have mobilised labour within the villages or sought
expertise from outside. Vhere neceszary and when requested,
AKRSP has been able to pravide technical assistance for village
representatives, thus increasing their capacity to undertake
worke within the community.

As a result of the extensive community participation from
planning to implementation, and the use of tried and tested
techniques, operational prgoblems rarely materialise. Maintenance
work c¢an usually be carried out by the labour force that
undertake the original construction. Where replacement parts/new
materials are required, the growing managerial abilitvy of the V0Os
ensures that thay are obtained quickly and economically.

Because of ite emphasls upon productive projects potable water
supply and sanitation projects have not formed part of the AKRSP.
However, such projecte have heen undertaken by the Local Badies
and Rural Development Department”s Community Basic Services (CBS)
echemes in the district. CBS/UNICEF assisted water esupply and
sanitation schemes have been implemented in some villages through
collaboration with the institutional framework formed under the
AKRSP. In the two villages, Rahbat and Henzel, which were
vizited during this study, CBS water supply echemes had been
constructed and at Henzel, the UNICEF sanitation programme has
al=o been followed, Although ocutside the scope of the study, the
technology and construction methods of these schemes have been
Wriefly reviewed in an Appendix.
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4. Project Coste

The <¢ost of the Chalt Bala irrigzation scheme is estimated to be
Rs 444,000. This amount was given ac a grant to the VOs of four
villages jointly for the inverted syphon and irrigation channel.
This includes a sum of Rs 275,900, nearly 62 percent of the

“Lotal, as payment for labour input by the community. The scheme
consists of 1,000 metres of pipe and about 1000 metres of
channel, and will irrigate about 6,000 kanals (350 hectares) of
new land. The scheme has not yet been completed.

Tatal costs for the Henzel Bala scheme were mnot available. The
AKRSP has given a grant of Rs 205,000 for the scheme, 56 percent
of which is towards community labour inputs., To this the VO
claims to have added the value of 10,000 running feet of 8 inch
dianeter welded mild steel pipes. The scheme was completed in
mid-1987, but has been damaged extensively as a result of rock-
blasting during the construction of the Gilgit-Passu road. The
VO estimates that they would require an additional Rez250,000 to
reconstruct the channel.

TABLE 6
COST OF IRRIGATION CHANNEL SCHEMES FOR VOs VISITED
(In Rupees)

Chalt Bala Henzel

Grant by AKRGP 444,000 205, 000
0f which:

Construction of Tank 23,000

Supervision of Pipe laying 37,500

Skilled Labour 22,500

Unekilled Labour for Pipe 24,000

Cost of Pipes (3300 Rft @ Rs 17/-) 96,100

Labour for Canal digging 275,900 119,000

Blasting material 90, 000

Community Inputs:
8" dia mild steel welded pipes Nil Not Available

TOTAL COST 444,000 Not Available.



Dynanic Evolution of luplementation Methods

The AKRSP's implementation methods flow directly from the basic
wodel itself. Since the model has proved to be highly
sureessnful, only minor modifications of det:1l rather than
substance have been required. The mechanism for responding to
cuanunity needs is an integral part of the model itself. There
is no fixed technology or set of targets tc be lmplenented by a
Ziven date, and therefore, field methods evolve according to the
zpecific local circumstances.

Programme Achievements

The only tixed target of the AKRSP was that it should double the
income of the rural areas of the NA in 10 years. Specific
targets are unrealistic where the programme depends entirely on
the response of the community. As such, no effort is made to
involve those villages where no interest is shown in the
programme, Where V0s fail to complete projects due to internal
feasons no pressure ie put on them for recovering grant
instalments already paid or for assisting them in sorting out
their problems.

Targets, however, were essential for the purpose of getting
donors to fund certain aspects of programmes and these were, by
and large, met. Although the targets are not specific, the
programme performance has been impressive. Since December 1982,
764 V0s have been created with a membership of about 48% of rural
houszeholds. In the case of Gilgit district the figure is as high
as 96.95 percent., The VOs have a savings deposit of Rs 34 million
(December 1987) which means an average of Rs 45,000 per VO, 10
cercent ol this figure has been contributed by women. In additien
a total ouf 9795 projects were identified by September 1987 and 331
compieted., Total credit of Rs 495 million has been mobilised
divided among marketing (Rs 5.9 million), fertilizer (Rs 19.4
million’), land development and agricultural machinery (Re 17.7
millicnd).

Formal training is given to VO membere by the Human Resource
Development division of the AKRSP, Thie divislon crganisee
training througb extension training and supply centres in each
district. As AKRSP”s training resources are limited, almost half
the training is conducted by government specialists who receive
ait honorarium from the AKRSP. By May 1987, 207 persons Lad been
trained Iin livestock development; 152 in plant protection; 152 in
poultry development; 23 in accounting and 8% in marxeting. 424
kitz have been given to the technical people trained and 19
refresher courees arranged. Training bhas also been given to VO

"
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office-bearers in book-keeping, preparation of agendas, nmeeting
procedures and reparting., In addition, the functioning of the
trained persons is monitored by the AKRSP.

In the villages of Chalt Bala, Rahbat, Maymushding and Schnikot,
training had been provided for two men rrom each village {n
iwproved veterinary vractice and plaant protection. Only
veterinary training had been provided in Henzel. After training
viilagers pay the trained persons for the services they render,
The supply centres of the AKRSP are well stocked so VO members
wrefer to purchase vaccines, fertilizer and seed from them rather
than from the unreliable though subsidised government sources.

In both the project areas VO members were making use of these
AKRSP extension and supply centres.



Vi. KEYS3 TO BUCCESS AND PROGRAMME CONSTRAINTS

ceveral factore have contributed to the successes achieved by the

ArrTaOr Ty
A aar

- The Axa Khan's influence and his bigh standing in the lsmaili
communities of the NA.

- A favourable political and social climate in the programme
area, and support by bath the local and federal governments at
the highest levels.

-~ The conceptual framework provided by Dr, A.H. Khan and the use
of a successful model, already tested at Comilla. This model

enphasises:
1. broad-based village organsations
2. consensual decislon-making within VOs
3. the primacy of the VO in decision-making
4. priority to productive projects
5. one-time only grants from AKRSP
6. flexibility and learning from experience.

- A gocd management team with efficlent separation of functions
and a minimum of bureaucratic procedures and hiasrarchy.

- Adeguate and reliable funding.

- High physical mobility due t0o a good supply of vehicles; an
emphasis on field-orientation; decentralisation of offices.
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VII. RECOMMENDATIONS FOR SECTOR STRATEGY AND POLICY

For the potable water and sanitation sector the folliowing
tecoweendalions are made, based on the experience oi tlhe ARKRSE:

[z

Sector agundies require a cadre of social animators or
euxlneers with social animation skille to prouncte, eatablieh
and strengthen appropriate village organisations.

- the village organisation should represent all or almost
all of the households of the community.

- projects should be designed to directly benefit all or
almost all households.

- training will be required to improve skills in
construction, the control of funds and =imple operations and
maintenance.

Sector agency staff should be field-oriented, their
workloads should be reasonable and they should receive
adequate support for their assignments.

Sector investments should be locally controlled by a broadly
based village organisation.

- village organisations should be responsible for organising
the inputs from the community into project censtruction, and
the community contributions towards recurraunt costs.

-it should make the final decisions about the technology,
design, location of water and sanitatlon projects, and the
pace of the projects.

Technical staff from PHEDs or LGRDDs should work closely
with village organicaticns in presenting the water and
sanitation options for the community and their cost
implications.

Innovatory ways to neet waler and sanitation needs should be
attempted and carefully nonitored.

- conventional approachee are not always appropriate; new,
more affordable ways cvan be develaoped througha
experimentation.
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APPENDIX I

COMMUNITY ZASIC SERVICES FROGRAMME

The prostanie was launched by the Lucal Bodies and Rural Developient
Depaltment Lo provide the basic services of water supply, sanitation
aund health to the rural areas through community participation. The
gt oerauwie -i5 funded by UNICEF, the AKF and the Government of Pakistan,
and lhad been working in the NAs independently before the start of the

ARKSE.
Planning, Feasibility and Implementation:

The elected councillors apply for water supply schemes for their
villages following which the CBS engineering cell prepares outline
designs and estimates., Materials, consisting of pipes and bage of
.ezent, are then handed over to these councillors to have the work
implenented through community participation, sometimes under the
nomitkal technical guidance of CES engineers. On the base established
by the water programme, a sanitation programme is then commenced.

Operation and Maintenance:

As soon as the works are completed, they are handed over to the
coemunity for operation and maintenance, the costs of which are borne
by the communities themselves,

interaction with AKRSP, success & faillures:

AKR3F and CBS are parallel programmes. Sometimes the village
urdauisations set up under the AKRSP are used to promote community
participation. However, CBS Las co far been unable to use the VOe to
its full advantage.

Tecinical Assessument:

fach of the three villages visited, Chalt, Rabhbat and Henzel had water
supply and sanitation programmes developed through CB3. In all of
these the technologies adopted are identical. Springs are tapped at
some height and distance from the village with water being carried
through pipelines to a ground tark, alsoc located at an elevation.

This tank is made of stone masonry and is finished internally with
cwuent plaster, The roof consiste of GMS sheets., All pipes are of GMS
ranging from 2" to 1/2" dia and water is supplied through house
connections. A few houses who cannot afford to obtain house
connections, are supplied through stand posts. Vorkmanship is poor
and the tanks vieited leaked as did the distribution system in places.
Complaints of shortages of supply were voiced, which could have been



due to faulty network or an inadequate source. So far no major
uperation and maintenance probleirs have been reported from any of
abouve three villages.

it the field of sanitation CES,

in collabaration with UNICEF, has

up demonstration ventilated pit latrines in selected villages. 3¢
Liimse have not become popular nor have they been promoted to any

zizeable degree.

Lean

installed.

Furthermore,

no wastewater drainpage of any kind

[l
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APPENDIX 11

ABBREVIATIONS AND ACRONYMS

Aga Khan Foundation

Aga Khan Rural Support Programnme
Comgunity Baglc Bervices

Canadian Intermnatiunal Development Ageacy
European Economic Community

General Manager

Galvanicsed Mild Steel

High Yielding Variety

Karakoram Highway

Local Bodiee and Rural Development Department
Northern Areas

Northern Areas Frontier Constabulary
Narth VWest Frontier Pravince

COverseas Development Administration (UKD

"Oxford Famine Relief

Pakistan Agricultural Reeearch Council

rroductive Phyeical Infrastructure

Sozial Organieer

Social Organisers Unit

United Natione International Children’s Fund
United States Agency for International Development

Village Organieation

Vonen” s Orranisation
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