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FOREWORD

Duriryg the past ten years, the Aga Khan Rural Support Programme has been visited by many scholars,
academics, diplomats, donors, senior government officials and consultanls All have made valuable
comments and suggestions which have enabled AKRSP to respond effectively and efficiantly to the
development needs of the rural peopls of northern Pakistan. AKRSP has been most fortunate that Dr. Akhter
Hameed Khan has bean a frequent visstor to Gilgit over the past 1en years. We ara Indeed proud of our long
aesociation with Dr. Khan, as he is fondly known in northern Pakistan, for he brings with him conceplual
clarity and programiming pragmatism, based on a life-time commitment and work with tha rural communities
I South AsmE.

Dr. Khan's first visht 1o Gigit was in 1983, just a few months after AKRSP initiated Rs development work.
Since then D, Khan has made bwglve visils, the last visil being in 1991, On each visit, Dr. Khan has spent
significant time talking with villagers, holding dialogues with them, for he strongly belleves that devaloprment
programmes have a greal deal to leam from the them. Over the years. the system of dialogues has been
intarnakised by AKRSP. After each and every visit, Dr. Khan has produced a visit repor for AKRSP. These
reports reflect the dynamics of AKRSP's wotk In northern Pakistan, and are essenlially an introduction 1o
the conceptual and progmatic avolution of AKRSP. Dr. Khan's vislt repons form an imtagral part of AKASP's
training programme, both for Bs own staff and for the stal! of ather agencies.

AKRSP is reproducing all of Dr. Khan's visit repors, slong with the preface written by Mr, Shoaib Sultan
Khan, whan the firsl six reports ware published in 1986, The preface speaks wolumes for the high eslesm
i which Dr. Khan is hald by AKRSP and the villagers of northern Pakistan.

Gilgh, Jarwary 10, 1993 Hussain Wall Khan
General Manger




PREFACE

More than a decads ago | wiole a piece on Akhter Hamead Khan with anguish in my hear, This was the
altermath of the Davdiai days and my inexplicable posting from the Pakistan Academy for Rural
Development, Peshawar. Akhter Hameed Khan, who al my request, had accepled an advisorship at the
Acadermy in preferende o a professorship at the Michigan State Univessity, lalt Peshawar dismayed and
disheanenad, on my postng from the Academy. We kept in touch with liftle prospect ol working logether
agaln He tried 1o get me back i the man stream of neal development throogh the acadesnic wodd Dot with
no success My frantic altempls 1o sahvage the work | had been doing at the Academy or 10 get assockied
with intarmational riral devesopment agencies ware thwarted with relentless obstinacy, under the cover of
exigencies of services and theough | was an ofcer on Special Duly (doing nothing), my services fo
government were considered indispensalio It was only aher Mr. Ejaz Maik became Cabinsi-cum-
Establishment Secretary that | was sllowsd tofake up an assignmeant with the United Mations Centre for
Regional Devetopment in Japan and thersafior with UMNICEF in Sr Lanka

Akhter Hamesd Khan came lo visit me in S Lanka ancd even before ke had seen amahing of my work in
the Mahaweli Project, he suggested that | aocept the Aga Khan Foundation's ofter 1o mmpgemeant a rural
devedopment programme in the Morthern Aregs of Pakisian | had not oven heard of 1he offer, herce | kept
quist. On his return o Pakistan, Akhter Hamesd Khan persuaded Aghe Hasan Abéi 1o olfer me an
assignment at the Cramgi Pict Project, Karachi but UMICEF's refuzsal to second my . sefvices 1o BCO
Foundation, did not materislies my dreams of working with &khter Hameed Khan again. However he had
spoken 5o highly of me to BOC!, that. the Foundation expressed an interest in my working with them from
their London headguaners aller completion of my st vesr of secondment with the Aga Khan Foundation
But the Aga Khan Rural Support Programme developed and progressed so positively and Mr. Robert Shaw
with his peeress charm. determination and skill managed evendhing in such & way that it mada ma not anly
10 decling the BOC offer bt in dug course even 1o terminate my secondme from UNICEF . Incleed what
really swayed me was the magnllicen! response of the small farmers of Gilgit district (o AKRSP

Akhier Hameed Khan acoepled my iwitation 1o visit Morbem Areas ard the six reports, which follow the
Preface, are a result ol his deop and abiding inmerest in the progress of AKRSP. His visits to Gilght are 19 me
and ta my managemant and field stafl the equivalent of beacon fights for 8 ship chaning course in-an
unfathomed boundless ocean, HIS visit and foresight prevents us from falling in the routing; his expenance
guides us to refine the methodology. his counsal hefps us in defining and understanding our role as an NGO
and above all nis encouragament spurs us an in mamsents of uncerdainty and reassiEes us about the sanae
o direction, For b is the groatest rural development expert in the workd that | have met 50 far, Some critics
consider him oo dogmatie and auhontarian with no flexibiity. Others accuse him of demanding a teacher-
disgiple relationship and there dne still othars who think he has nothing new toofer,

That e is & teacher, Akkter Hamosd Khan will Be the frst 1o accept that charge but that he demands
everyane to become his disciple and give hem total alegiance is tar from truth, With his experience and
knowladge who would not have an intellectual arroganco. He does nol suffer fools, that is true, but he is
always open minded and even prepared to accept niw ideas and admil mistakes and failures. In fact he s
ooy frank- and seif critical In ane of his leclures e poses the guestion # B s really his faull that during the
forty vears or o be has been able to find ondy ane siudent? Sameons with the ambifion of having disciples
would cerainly have Fared much Dettas. The fact |- h s least demanding. He seems Lo balieve in the theary
ol the "full cup® and gives up rathor abruptly | he comes across such personalities. Unfortunately in the
mocern day workl thors are oo many lull cups. Akhes Ramead Khan does not attemnpl to drain the cupa,
avan partially. 10 enalda thom 1o absorh some of his wisdom Bul i he comes aoross somaane whio ia willing
to share &nd learn fram his expariancs, ho Evishies all ks cham kindness and sympathy o help achisve
the obyjactive

wii




That b b5 fod aelginal, Akbiar Hamid Khan would be the first to admit and iF is on this count he debunks
thie theory of charisma wowen round. him. His chansma or originglity, he expliains, s In his diligent and
studious analysis of the rural deveopment models of the world and the distilation of those pringiples from
these experiments, which resulted in success and their conseguent application In the Held, That | had the
apportunity 1o apply these principlas with near unitorm results in different regions and countries embracing
Fakistam-and Sr Lanka, with tremendous geographical distances, vindicates Akhter Hameed Khan's stand.
And when | revisited Brahmanbarla ten years after Akhter Hameed Khan had initiated the Comilla appeoach,
the changes werg vigibie on the ground. The whole countryside had been transformed and the Thana
Training and Development Centres (TTDC) were pulsating with life and humming with activity and hundreds
af vilkagars thronging thess contres not 1o present petitions but to acquire human skils from thana level
experts and this was not the story of one TTDC, it was the same gt all the ning centres that | visited
unannounced in my old sub-division. It was this exposure which reinforced my belief and commitment in
the principles of development Akhter Hameed Khan was enunciating. Who is to be blamed If this simple
message being preached by him is not understood?

Akinter Hamead Khan |5 the very apilome of tha principle of simple iving and high thinking. In his non-rural
development garb his humility and generosily as a man is amazing Hig rapporn with the rustic, the non-
genteel, the labour, the lower government funclionaries and the like, is inimitabile. He is absciutety at ease
with them as much as he is uncomionable with the pseudo imtellectuals and experts. He neither knows evi
nor can parceive evil and thus in judging |:|E||::|:E-F_: is very quilible. He is cr{tgn led stray by such unscrupulous
persons leaving him hurt and conlused, He has no cunning, and apggp;_s‘rmr? thing an its face value. Why
such an open, forhnight, honest and simple person should be’ misundarstood is something beyond my
comprehansion,

The Prime Minister in a recent speech at Karachi, recalling hes own political caresr. raferred to his visit to
Comilla and the wonderful work done by a dedicated person thera, Let us hope some day someong wil

recall that person 15 sill in Pakistan and yeaming to benefit his countrymen by his bard-samed expearience,
in preference 108 comlorabéa and relaxed retirement.

Gilgit, June 20, 19566, Shoaily Sultan Khan
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FIRST VISIT TO AKRSP
9TH TO 17TH JUNE - 83

INTRODUCTION

Al the invitation af my cld Irlend, Shoalb Sultan Khan, | went to Gilgit, and spent nine days. from 9th June
0 17th June, with the Aga Khan Rural Suppor Programme (AKASP). | saw a fow irfiggation projects and
some examples of land reclamation, | aftended anly one village meeting. But | talked at great length with
the elders In several vilages and tried 1o understand their view of present problemns and future
developments, | talked similary with AKRSP warkers. Bosides | benefitied by listening to the opinlons of the
commissioner, the developmant commissioner, and the deputy commissiones, who patiently answered
questions and commented an my arquments Mine days, of cowrse, is too shor & paried of learning. | wish
I could stay for many more days, see many more villages and talk with many more persons. However, |
discussed my impressions. impedect as they were, with 85K and his slaff, in several sesslons. Our
discimsslons have been recorded, In thase sessions | tried to gve detaded reasans for my impressions and
replied 1o many questions raised by the stalf member. In this note | presenl marely & brie summary of the
main poins.

1 AKRSP'S ROLE - & NON-GOVERNMENT ORGANISATION (NGO)

L1 It Is important 1o define clearly and entifly the rale of AKRSP. First of all, @ must be caay
undersiood that i ls an NGO, It cannat be a substitute for govermmant depatments and it showld
not be a compatithve rival,

1.2 Wheraver possible an NGO shouwd concentrate on supplamentary activities and seen coardination
with governmest programs and palicies

2. THE GILGIT SITUATION

21 In the Gilgit situation, the Daudzal arganisational madel (Trairing Centre + village groups + two
ter cooperative for services and supglies) is inapplicable because-

Iy AKRSP. undike the daudzai Training and Development Cantra {TOC), is an NGO, with limited
resources and no authariy

) The government has na palicy, o capacity to start TDC in Gigit

fii} The long distances and the scattered and Isclated villages, make the concept of a TOC
frequently visited by group representatives unworkahie

3. A DIFFERENT APPROACH AND MODEL

a1 AKRSP's main functions should be

Social and economic vilage organisations (VOs)

Liaigon betwean Vs and goverrrment and oibar agenclas,

Training of YOs managers and other cadres in coordination with other agencies.
Opaning up of services and supplies lies 1o WOs again in coordination with other agancies
Salectiva research to discaver more eHicient mgthiods, imglemants or matesials

il B e



3.2 AKRSP's administrative structure should be designed to pedorm these majar turctions of socio-
BCONOMIC organisation. liaison and coondination, training, improving supplies, and conducting
reseRnCH,

4, ADMINISTRATIVE STRUCTURE
Teking tull advantage of its Nexibility as an NGO, AKRSP should sel up autenomous sections, which woulkd

manage their fields in a responsible manner, frewing the GM from routine and detaits, with sulficlant tlrrma foor
Touring. reviewing, and evaluating. The toflowing sections are suggested each with a responsible manager

A - General

1, Budget and Accounts

2 Acministration

< Frogramming & manitoring
B - Special

1 Social Organization

2 Enginaaring

b Training and Supplies
C - Research

1. Markating rasearch

2 Housing and Implemont research

These sections can be set up at onee. Later a few more research units to sty and avolve efficient models
of villago plans for

I Land reciamation (levelling tarraceng aic)
i Forestation

iii Horticulure
iv) Cantrol of cattle disoase
W) Contral of insect atlacks

B, STRUCTURE OF LOWER LEVELS

The structire ar headquarters in Gilgit 1s designed (e star. Train and sUppo 1he WOE In the Gilgil sRuathon
the Supporting Centre should be Incated Gnly Bn Gilgit, and the VOs should be made as autenomoss and
sall sustained as may be possible, AKASP shaukd past only social organisers for specifled areas: The S0
should have a house but not an office: He shodld tour from vllage 1o viltage, making freguant night halts,
For training. services and supplies the VOs Shauld be finksed with GEgit nol with the $0's office (he should
have no office) '

B SHAPE OF VILLAGE ORGANISATIONS

The 30 should explain 1o tha villagars the extreme Imporance and necessity of organisation for
improvement af their condition. Organisstion is essential for

G Irrigation

b, Lard deveioprman

c Forestation

d Haorzulture

& Cattie disease controd




f Pes! attack condrol

i Credit, tertilizars and oiher inpuis
h Improved agricuttura

I Poudtry tarming efc

AKRASP can help the villaga arganisation by amanging, to begin wah, the

il Training of
El| A manager
[¥] Cattle para-medic
) Pest control specialist
d} Puoiltry farmear

il By providing Kits, implements etc

i} By opening up supply lines
&g credit throwgh Habib Bank, fedilizers and inseclicidas through other agencies etc

) By arrangmg the stay of the YOs repeesentalives in a hostel al Gigit and paying thelr
travilling expanses for jourmneys underaken in the inerest of the VOs.

T GROWTH OF LOWER LEVEL STRUCTURE

Each SO should try to extablizh as many VOs as he can, VOs with the above trained cadrés. 1t ks important
fhsat the VOs should be sold and shouwld be accepling, the vision of group management, specialized trakning,
sall-sustained planning. mutual &id, partnarship with Glgl agencies, gradual progress and development, i
k5 equally imponart that AKRSF shiould not becomse a symbal of Evish outside aid, which would not only
B difflcull o provide, but would also inhibit the mobilisation of local resources

After five of sid VOs are well established the 50 should seleet one of the energetic managers as an
organiser who should be paid a small honorarium for-assisting the SO in all the five villages. Thus ultimaiely
an 50 may have 20 or 25 villages with 4 or 5 organisers as his assistanls SO shousd be alie to spend ane
night in each af his villages every manth,
8. THE TRAINING AND SUPPLY SECTION
Is role will be vital:

Il It should run a hostel for village tranees, viltage visitors, village organisers and 50's

i) For trabning it shoud utilize the services of expens from other agencies.

i} With their hedp it should develop special traning courses.

i) Remuneration should be paid to such expents both fos preparing the instruction manuals
and for taking classes,

vy It shouid comvens the courses with the halp of 50s and convene refresher and follow up
COUrses.
vl For supply purposes the TAS section should coordinate with the agencies in control of

supglies, ag banks b cradid, depots for fertilizer ete




Wil It should consider the opening of supply lines to the YOI through the traimad willagge cadres,
its most impartant function Every alort should be made (o ensure that shocks ara avatabie
and are maving smoothly to Vs,

Wi} The link betwean the VOs. & the Gilgit centre and slapply agencies shiculd be dirge]. thrawgh
the ¥Os managers. S0's shouid nal be involved as intermediaries for SLippkes

The coaperation batween the T&S section and the SO seciion at the headquaners shaud he vary closa,
Monthly meetings of S0z and Crganisers should reirdarce this COoperation

9. ENGINEERING SECTION
I The assistant engineers should be locatad at the headguartars,

i} Several survey teams shoyld be formed for depitation 1o proj@cts. The teams should camp at
project siles for the apprapeiate tima Unnecessary commutation shioyld be avolded.

fif] The Enginearing section shaudd offer s sarvices to the district cogngi Tor preparation of unson plans
and district plans for the reconstruciion anl extension of irigation, flood contral, End link roads

e} In the next six months the section should prepare five year plans for two or three unions, These
plans shoukd indicate

A, The existing structures
b, Structures needing repair
2 Mew struciures

far Irrigation. food contral and link roads These plans will serve as models Jar other unions,

W) The Engineeting sectivn should undertake research in respect of village land develonment lewistling,
terracing, bunding, forestation et in ordet to suggest Improved mathods 1o Vs

vl Some research should be undaraken in respect of Implements & method of earth wark and stane
breaking. The Chinese have [ef Very good examples which should be widaly propagated.

vil) Imstead of simply giving lavish cash grants the Engineering section shoi exphove aliernatives, like
supply of improved implarnents and teaching mproved methogs of collection work, hoth for
constructing Kuhls a5 well as for land reclamation.

W) The section should also cancer Asall with research ahboit housing, heating. sanitation ate. it Winiled
b comvenlant, thaugh, 1o set up a small resaarch unit separately for this purpose Details of such

10 RESEARCH UNITS

W recommendad that two reésearch unis, operating Initislly on a small scale. and in a small area, be so
L.

i hausing and implement. research Uni
1] & markating research wunit




] :
A third research unit concerned with village planning reduires furher imvestigation and consultation, which
may be possible during my nest wisi

11. METHOD COF TOURING

In the Gilgi situation, for the sake of effective arganisation of the villagers, the old and well tried meethoed of
camipsng and night halis must be followed Geographically, demegraphically, or technologically the mountain
areas are not yet ready for the fast commuting which is o commaon and convanient in the plans. Al AKRSP
jeeps should carry tents (nal nylon backpacks) and camping equipments. S0s should move from village
to village several days at a siretch torgetting home camfons. Section managers should towr, in the same
manner, with the S5O, and so should the GM. Real contact with The villagers is not establish in public
meatings, which are really darbars in the fewdal tradition. Real contact is established in long talks with
mdhiduals and litle Informal groups, in friendly conversations in the camp and In the homes Cantact with
the waorkers of ohe's awn organisation is also established in the same infarrmal and Irigndly mannes. The Giy
mMust find time for such leisuraly tours and such informal comacts in order lo acquire real insights.

12 FURPOSE OF THESE RECOMMENDATIONS
My purpose Is ta indicate a firm faundation for the huture wark of AKRSP

This approach, which emphasizes the arganisation and traming of village cadres and much research, may
appear slow, and unspectacular. But its resut 7 if is successful. will bo permanent And, again provided it
Is successid, after ane or two years, the fesults would be quite significant. 11 wasd nol put too much stess
on he AKRSP workers and it would not demand extraordingry resources from outsede The developmant
will be gradual, but sleady, one stage leading easdy 10 the nexd

Of course, a great deal of pragmatic research and reviewing wil hiave 1o be done constardly. And I would
00 wise to avodd hasty public y. Finally, | hope, the coardination and liaison approach will minimdze inctian
and rivalry with the government and ather agencies. who nalurally consider Gilgt as their tarritory




SECOND VISIT TO AKRSP
8TH TO 24TH OCTOBER 1983

1. SECOND VISIT - QUTLINE

| wentl io four-willages - Mohammadabad, Hanuchal, Rahimabad4 and Rahimabad-i with sosial organisar
lkramullah and enginear Mohammad Saleh, and to three village - Guimit, Passu and Misgar with soctal
organiser Motahir Shah and engineer Hazrat Amin. The thisd social organiser Sanal, accompanied us in
Gulmit, Passu and Misgar, | had long sessions af questions and answers. bath with the villagers and with
the social ofganisers and engineers. which | found very instructive, | lested our conception of village
pranning and dévelopment by explaining its details to village groups in the presence of social organisers and
engmears. and walching their responses. These “dialogues” have bean taped, Al the Gilgit office | had many
larmal and irformal discussions with the GM and mambers of tha management group on the Silgit rueal
situation. the appropriate development approach, aspects of AKRS Programme, its components and
methods of monioring them. These discussions oo have been recarded on fape. MNow | only need to
sUNMIMArise my imeressings.

2 RURAL SITUATION IN GILGIT
The ioliowing appear to be its main features:

2.1 Un the one hand population has increased rapidiy during the last thirty years and is now growing
even mare rapadly. On the other hand, during this petiod, the process of reciamation of new Land
has Sowed down. Cur erguiries indicated that while marny new villages wiere sattfed betwesn 1850,
hera are few examples of more recen! setiisments. 4s 5 consequence the holdings have grown
smalles, and in many cases are now quite uneconomic. Ganerally the subsisience agrarian B0y
has reached the verge of bankruptcy. It is being sustained Iy wagses eamed through non-tarm
acivitkes - the most impartant source being construction work on roads ancd bulidings by various
agencies, folowed by sandce and trade

2.2 I s interesting to speculate about the causes of the siow down in the reclamation of new land and
the estabiishment of new villages The reclamation pofential has nol been exhausted, Many
resources of water and vaat areas of land remain 1o be iz Ferhaps the chief cause of the slow
down may be the weakening and inal disintegration of the traditioral sockl ararchy - the fewdal
systam controlled by Mirs and Rajas. Before 1950 this system could, by providing forceful leadership
ancl necessary support, mobilize the over-crowded villages 1o recksim new lands. Now there bs an
Institidional vaciuum. New institulions are needed which could enable the villagers o fame thair
haslde environmeant,

23 Hecently roads are bringing the Gilgit district into closer relationship with the sconomy of the plains,
the Impact of this relationship can already be felt, and it will become mare and more significant. 11
{5 Mg than probable that with the growing integeation, the same economic and social trends wil
becomse dominant here as abready are dominating the southem plains, The old traditional hierarchy
will then be replaced by a now hiesarchy - comractors, tradess, fractor owenass, who will also, soonar
Of laler. become large landowners, For the majorily subsistence tarming will become lrss and less
dliraciive. Thiay wil hape to save themselves through non-farm jobs. and through migration. It will
be & lopsided and not a very happy kind of development,
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FIVE FACTORS FOR EQUITABLE AGRARIAN GROWTH

In conttast to a haphazard and ndividualistic growlh, It s possible 10 envisage a more sysiamabic and
cooparalive agrarian development. ts main features woukd b as fodlonsrs:

a1

32

. B

d.4

.3

Institution bullding, primarily around viltage orgamsations. for digal purpase of planning mobillsation
of manpowar. and cooperative accumulation and control of resolrces

Reconstrection of physical infrastructure

{a) irigation channels
i) roads
[l land reclamation - exdension of cultivable arsas, gardens, pastures, and forests.

Increased prodiscthvity in graing, fruta, animals and timbar
Cooparative cradit and banking .
Inans-as well 2s collection of equity capial thraugh savings

Cooperative marketing, Including cooperative owrership of transport, storage, processiog and
packaging units

Each of these factors 5 essantial for raped and equitable agrarian growih, and they are intenmked with each

oiher

4.

qa.1

4.2

4.4

4.4

AKRSP AND THE FIVE FACTORS

A vary good beginning has been made by AKRSP. I8 is fartunats in [possessing adegquate resources
and competent stall, It is slso forunate in beng a nor-gavernment organisation. Az an NGO il is
I a position 1o assisl effectively in the development of the above five factors. most ol which
righttully befong to the private sector

AKRSP's emphasis on fosmation of village groups recognizes the basic need Tor nstitution Extiilcding.
Field experience of the past ten manths shaws that the wilagers themsehves are keanly aware of this
need. The speed with which the groups have formad, the regularity of their mesetings, the quality of
thesir phanning. and thelr acceptance of the concept of conperative saving and edquily capital, Is most
encouraging. Dropouts have been surprisingly few.

Similarly AKREP emphasis an the vitage planning and execigion of physical Infrastructure - ieflgation
channels and roads - I8 a correct recognition of priorities. Without mare irigation and connecting
roads it Is futile to expect any improvemant in the agrarian ecanomy, lrrigation and roads ara the
first essential steps lor the revival of a stagnant and bankrupt subsistence agriculture,

It is pxtramely fomwnale that AKRSPE can provile the indtal capital for the JLonstruction of this
infragiructure - PP or productive physical infrastructure. a5 they call it Diherwise the villages, in
their present destitute condition, coud not undenake this essential task AS in most villages the work
5 done by the villagers themselves, the wages pakl o them serve the Prpose of an imigorating
transfusion. & substartlal portion of the wages s turned into eduity captal through weeldy savings
collectad in the group meetings: At present the chiel re=zan for th greal poputariy nf AKRSPE (g
the financing of PP projects In the Gilglt rural situation, whars the holdings are 2o sm=ll, snd the
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majority of farmars are compulsively searching for nan-farm work, the introduction of a paid works
pragramme (FPl), which simultaneously starts the process of agricfture development, ks fully
fustifiad.

It ls equally fortunate that AKRSP can provide technical guidance to the village groups lor tha
planning and execulion of these projecis. Evidently the new water channels and roads cannat be
rrade in the traditional ninsteenth century manner, {with markhor (ibex) homs, as the villagers said ).
Argas have 1o be surveyed, levels ascertained, correct alignments to be made. expliosives 1o be
used progedy. Traditional skills have to be strengthened by modemn engineering skills, AKRSP
anginears have evalved a remarkabie model of popular planning. The speed and economy with
which the village groups. guided by the englneers, have complated the PPl projects is
unprecadentod.

More antention has now (o be paid to the ciher component of PPl - vi2 reclamation of new lands.
This was one of the main poins of diseussion with the village groups and social organisers during
my visit. | ahall alaborate ina subsequent section. (See Section 6 below)

AKRSP has made A amall beginning n respect of the thind and fourth lactors (increasing
productivity, and greclit and saving). ant another very small beginning in respect of marketing. A
greal deal of R&D (research & development) work has 1o be done. before thase suppaorting
programmes bacome as will estabdishad as the first and second {viz village orgamsation and PF).
| shall summarise the tentative thinking concerning extension, credit and markating

VILLAGE ORGAMISATION AND THEIR PLANS

Howrver Jat us first discuss village organisations and thiolr plans

5.1

i
L2

Village organisations are the prime movers, They will fill the instititional vacuum created by ihe
decay of the old social order They will make plans and execute them They will husband and
control hurman and material resources, They will be the loundalion of 8 new cooparaine and
equitable soclal order. The village groups will be continuously assisted by spcial organisers and
technicians.

The village plans will be based on the four factors of development

i Reconstruction ol physical infrastructure - irigation and land reclanation
i Increase productivity

i) Cooperative credit and barking

i) Cooperative marketing,

AKREP will assist first in making the plans. and subsequently in implementing them, it will pramote
social organisation, provide various kind of techmical guidance and materal support. The village
organizationg will take advantage of whatever facilities may be guaillable from official agencies. but
the plans will be designed o make the villages seli-reliant, as far as possitle, In other words the
development will take place mostly in the private sactar

PHYSICAL PLANS

It ks possible now 1o make the physical planning more systamatic. In the villages where the groups
have established. the social organisers and engineors should pramote the cancept of lang ange
planmning.
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The first step should be to prepare a fopographical map of the village, zil'mw#'lg ithe residentlal arga,
culiivated plobs, orchards, pasiures and woods, rigation channels, foof paths ete Then the
gnginger, In considiation with the growp, may prepare 8@ development kayout indicating the
consfruction of new channgs, the edension of cultivated lands, and pastures; and the planting of
new archards and wood lols

Oin the basis of this comprehensive survey and layout the village groups should be assisted o make
a long range plan, which could be implemented ingrementally, year after year

Inifeally the groups will need capltal assistance in the shape of elther grants or leans, but In course
ol timeg, d the pace of Erd development i malinfained, the villages will begin 1o produce & surplus
themashves. Thits the present trends, which are making village agriculiure stagnant and bankrupd
may be reversed

In the development layowt. while the principle of family cwnership and family cullivation should be
sorupulously obsarved, the group should be adviesd 10 introdisce 1wl ar pare] ol mabagemant
of cerlain aclivities. For instance, there should be a common nursery 1o frul and timber irees. The
pasture Iols shaukd be fenced for rolalion The oreharde ardl woodlsls alsn shoukl be fenced,
though insicke the terdo soall plols may Bealtied 1o edividual famillos. Similaly e management
al water chaimals aiicl fosdts and Iaot paths st ba goint

OF course miuch fesearch s nestded (o ascenaln definitely 1he methads and confents of vilkage
physical plans. Bul this resegrch will ol consist in theoratical speculations. 1 wolld b aciion
research in the organksed villages, where the soclal éganisers, the engineess and (he willbiper eyroiipis
will leam by doing, each slep baing tested in practice. and leading smoothly 1o he nacl slag,

PLAMHING FOR INCREASED PRODUCTIVITY

Village groups can gradually increase helr productivity inorespect of censals fruits, animads and
wiood. The fiest Step of course. 5 1he impiovemend oF irvgaton, reclamation of more coltivable and
pasturs lands, the planting of orchards amd vwood 1015 We have discissed # above,

The second stap & the adoption of improved methods. This can be achieved by Iraining, with the
halp of AKRSP, ofvillage specialisis, chosen by the vilage gioup from among themsehes. Foraimost
among e specialists i the manager, Then there i the model farmer. An animal first aider has besn
added recently, and a plant profection man. More specialisis should be trained in future according
to ihe noed lall for thom

The spacialists ara net oily 10 be raimed, they afe also tobe ensured of the supplies. For insiance
AKASP ensures thal the manager can gel credd the animal dociof can gal the vaccines and
medicines, the panl man can gel inseclicides ate, This coordination of speclalized tralning and
netassary supplies sstabiishes g healthy and permianent cysta, and ulibmately makes the village
BLACNCIMOLS.

PLANNING FOR CREDIT AND MARKETING

It must ba clearly understood that incraased procuttivity requires, al the indlial stage, an imfusion ot
Gapal

I For thi construction of inlrastruciure - mostly granis.
it For tha reclamalion of fand - mastly long 1erm loans
fiif Foor karges iepailts v agriculiung - mostly shart temm [oans

(¥
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Fortunataly AKRSP is in a position to undertake this stupendous task

az But #t can be hoped that, once the process of increasad productivity has been set in motion,
AKRSF's promotion of the vinuous circls of saving - investment - more saving, will gradually bear
Iruit in the shape of accumulation of more and mone equity capital from increased incomes.

B3 increased productivity also requires easy marketing of surplus produce, Small producers must
achiéve the economy of scale by cooperative collection and saie. Villape groups would further need
support from & central organisation which could link them with metropalitan mundies. The
cooperalive ownership of ransport (chielly tractors) may prove 10 be the key for colleclve
miarketing in remove villages.

e, AKASP'S ROLE AND STRUCTURE

81 Having considered the frve factors of development and their incorporation invillage plans, B us now
examing the rola of AKASP. Thia rode is crucial And i is two fodd - 1o promote and o suppord,
Without sustained promotional efforts, and without susiained adequate support, the villages will not
bex able to make mech QrOress.

0.2 In its first year AKRSP has successhdly established three promational and SUBDOMAE sactions.
i} Sockal organisation unis

i Physical engineering seclion
i} Extension training and supplies section

9.3 Mow |t should establish an a firm and systematic basis the remsalnng vweo sections, iz

i) Credit and bankng
W) Marketing and processing.

Thus it would be possibie 1o promate and suppor, fully and comprohansively, the vilage development plans,
| prepared by the village groups. And AKRSP tsell would be abis 1o prepare long or short term plans,
indicating targets to be achieved, and expenditures to be incurred

10. FOURTH FACTOR: CREDIT AND BANKING

161 In its first year AKRSP has promoted weskly savings (of callection of equity capital) by village
groups and also advanced crop loans 10 some of the groups. Accumuiated savings have exceoded
=3% of the Inana advanced. And the savings are increasing steadily, specially n the villages whare
FPI projacts are in progress

1.2 Asyet AKRSP has obtained the loan money from Habib Bank, aganst a hundred percent guaraniee,
and the groups hava not been registered as cooperative sociaties Consideting 1he pedormance of
the groups in respect of savings and repayment of knans, and considering their reguirements of
caplal for imvestment In land reclamation, ownership of transport far marketing, and purchase of
agricuflural inputs, AKRSE should now proceed to farmalise the credit and banking arrangements,
and sponsor 8 cantral bank.

103 The village groups wil then tum into primary socisties, serving as village banks for the members -
receiving deposts and shares, and advancing short and fong term loans. The primary sochaties wil
ber aifffiated 1o the contral bank, where thelr savings weill be deposited and from whance they would

‘ -

f—
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borrow all kinds af Inans

The: two tier banking system will serve as the ‘backbong of development plans. With two hundred
active villages. owning thousands of acres of crop land, orchards. pastures and forests, ang
marketmg a growing surplus of farm and forest products. the central bank would sopn become a
pevaeerful instdotion

Ina tew years i shoud became nat only seif-supporting {as ils annual ransactions would excesd
Crores of rupeas). It should aleo be able to finance o of ks profits the promotional, extension and
ressarch activities al presonl underaken by AKRSP,

How much seed capital woud be reguired by the central bank, what should ba its mode af
operation, how the promotional and training programmes should be designed - these and other
quistions need to be discussed in detail. | may be able fo give some useludl advice in the Nght of
my expenence of organising a two fer rural cooperative systarm in Comilla

FIFTH FACTOR: COOPERATIVE MARKETING

The importance of linking the diveloping villages to the main markets cannat be over gmphasized,
Thaz change from an isolated and moriburd subsistence agricullure cannot take place without readily
available opporiunities for the proftable sale of whatever SWTHLS B produced in the vilages.

A very useful study has been made by Tayyab Ahsan of the presenl state of marketing n some
remote villages. He has also studied the wholesale fruir markel in Gilgit town For four days we
contacted the wholgsale markels in Rawal pedi and Tayyab is going to contact the merchants in
Peshawar and Lahore Whal the merchants sasl was exbremaly encouraging

AKRSP should now procesd o sof ugr a marketing section, It should be grven a revolving fund and
a transport, Tayyab should reciist an assistant from amard the frult merchants of Gilglt fown, &
storage godown should be hired

The marketing section wil samn samptes of produce 10 Pindl, Peshawar and Lahare and SR LRE
orders. The packaging should be done in accomiansce with the advice of Peshawar and Lahore
merchants. Whare neceasary Processing should be mpeoved by research

Stable village groups should be informed af the now marketing arrangements through the soclal
arganisers. and some capable village managers shauld be called lor a two days training conferenca
From the very Baginning thare shauld e Tull participatian by |he groups and thelr MAnNers.

Initialty, & viflage group may he Pkl in cash when they being their produce, Bul gradually the il
Cooperalivi principie of profl and loss sharing. and delayed payment should be introduced

As this is a poneering veniure tha most miticulous records showd De kKept - financial and
socictogical. and carefully documentes nuarterly repors should be published - in English and Urdig

Like the central bank, the marketing codporation miay soon hacome self suppoding. Like the central
bank il too should spend substantial ponion of e profits on fesearch on packaging, processing,
and storage




12 MONITORING AND EVALUATION

21 | discussed In detail with the managing group, and specially with Tarig Hussain, the mathog of
mamtaining and evaluating the prograss of each of the fiye factors. both at the village and tha
caniral lewel

Fz2 For instance the vitality of village organisations can be messurad by thair records of

al Aagularity of mestings

by Mumber of mambers

) Percentage of attendance in maetings
d Savings

a} Utilization of loans

fl Repayment of loans
il Fhysical planning

i} Increasad productivity
1 Marketing ate

123 Fhysical planning can be measured in ferms af:

aj Dimensions of work

& Additional cusecs of water
c} Mew land reclaimed

d Mew layouls et

124 Increased productivity can be measyred in terms al

aj MNew crop lands, orchards, pastures and wood lands.

(4] Additiona produce - crops, Iruits, animals and woods,

[H] Higher ylelds, ascenained by seasonal Crop-cutting surveys
dj Short term and long term investment et

125 Credit and barking

i) Accumiilation of equity capital.

b Litilization of loans.

c) Repaymant recosds.

d) Short term and long term investment et

12.6 Markating

al Collection of marketable surplus - sach season,
b} Salas,

) Prodit or losa accounts,

d) Cwnarship of transpart.

a) Link with Gigit or ather markets etg

12
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OTHER MINOR SUGGESTIONS ’

A quartery magazine in Urdu shauld be published for circuation 1o the vilage groups.

It should contain mstructions as well as histories of good and bad work, and profiles of good
warkers,

Al laast bwo or more case histores should be carefully compiled lor record as wall as publication
in aach quarter.

Similatly every quarter the profiles of good warkers should be compiled
Cuarterty corferances of good workers should be called 1o establish close contact

Every saction - social organisation, engineering, extension, credit, and marketing, should arrange
training classes for thair village warkers, and keep upto date records of best workers.

Good workers. and good groups should be given public recognition in annual functions,

13



THIRD VISIT TO AKRSP
17th to 30th April 1984

1. FIVE FACTORS FOR EQUITABLE AGRARIAN GROWTH

Sk months aga, in my second visit repon, | had analysed the Gilgit rural situation, and ponted out frve
tactors lor rapid and equitable agrarian growth. | had written

In cartrast to haphazard and Incividualistic growth, it is possinle to envisage & meare syslomalic and
Cooperaiive agrarian development. lts main leaturss would be a5 lofows

i frstitution building. primarily around vilage organisations, for the dual purposes of planning &nd
mabilization ot manpower, and cooperative accumulation and contral of resources.

i} Reconstruction ol physical infrastructure:
& Irrigation channals
b Link roacs
v Land reclamation - exténsion of cultivable arsas pasiures, archaeds amnd forests

il Incroasacd productivity In grains, fruits, aninals z2no Tirmiber

i) Cooperative credi and banking - loans as well as collection ol equity capial through savings,

Wl Coaperative marketing. Inchuling cooperathe mWnership of rranspon, slorge. rocessing and
packing units

Each of these tactars is essential for rapitd and equitalie agratan growth and they are
interinkod with cach other

| had also dafined the role ol AKRSP promoiing the five factors and the sole of village
organisations n implementing fhem

2. PROGRESS IN THE LAST SIX MONTHS

Considerable progress has been made in thn fas! six monihs

A, ARRIF's basic approach or syslem of work is now quite clear. It is » Besearsh and Developmani
[RE&CY elfon.
B Looked at lrom anoiber angle It s an AlEmpE 10 bulld models of the e factors the chief indicator

of viability |s practice anc acCaance in the wilage.

Here is the schematic form of the Research Extension and Superdision approach

A A problem is analysed collabaratively by a team cansisimg of experts, social organizers and villagea
leaders
B Based on this research a package of advice & praparec
L 14
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It Is presented or "extended” 1o the vilage organisations (VOs).

It they are willing to participate they are given technical and material assistance.

The guidance is continuad through fraining of VO representatives, {managers and speciallsis),
frequent visits by social organizers. and reguiar mestings of Vs

Contact s maltained with the AKRSPE Central office for institutiosl support and suppiles.

SUCCESSFUL MODEL: 1. Village Organisation

The following modals have already been built and are spaciacuiarly popular:

i

d.

]l i=ati

a} Meetings are regulary hakd
L) Good managers and chairmen have bean glecled
c) Savings are regulary collected from membess

i} Excellent infrastructuss construction projects have been prapared and in Many Cases
already complated
&) The practice of community discussion and action i beginning 1o presvail,

i It can now be haped that the concepd of village plans will gradually gain acceptance.

SUCCESSFUL MODEL: 2. pp Projects

The Sgcond Model which is even mane spectacuary popular s PRI Phygical |

Projects.

W)

Nurmerous Kuhlg (rngation channels acioss tha rocks) have been constructed, are under
consiruclion. or under planning.

And link raads,
Sedimentation tanks ang

Frotective spurs

The innovative aspects of this madal ara

i}

il

vl

Il is a joint effort by the Village Crrganization, AKRSP's engineenng experts. and AKRSP's Social
nMisers,

Expert guidance has ensured that the projects are technically sound
Popular pasticipatan has reduced the caost and speaded up the canstruction
Village Organisations have assumad the burden and responsibility of maintenance

The VO's have also assumed the responsibility of manegement, seltiement of disputa, and
realization of maintenance costs




wil The presence of an elfecthve organization further snszures that the subsequer steps for land
reciamartion may also be organised cooperaiivety

[ 8 INCOMPLETE MODEL: Land Reclamation

Cooperative ia riation has not vet been developed as fully as models of YO and PP But | saw some
viry hopelul skgns:

i In Passy, for exampée, | saw the first model of cooperative land reclamation aller the cooperative
completion of a Kuhd bringing rich water from 8 glacier. The Passu VOs have collaborated with
AKRSP experts in praparing 4 land development plan for the entire villaga. They are now proceading
to plant orchands and develop pasture lands on 8 cooperative basis.

iil Cooperative action rechyces the cost of deveiopment as well as the time Last tima | ihought that
the cost and fime will be very high. But alter [ooking af Passu | Bink that the cost s quits affordabie,
and the banefils can become mailaiile vary quickly

i} #npther surprizse for me in Passy was that after the arrival of water from the new Kubls, the
reclamation of mew land for pastura can be done cheaply and quickly if cooperatively managed by
WIDs

i Similarly in Chapurson valley | found that afier the armval of water Trom the new Kuhls, the
reclamation af new land for pasture can be done cheaply and quickly if cooperatively managed by
IU"::'E:

vl It appears that the reclamation plans wil have to be designed in accordance with the special
requirements of each vilkage, Thus at tha higher attitudes of Chapurson or Misgar the emphasis
would be an pasture and animal hasbandry in contrast tooa more proportionate mis of crop land,
forest and orchards In Hanuchal

“il A vary good beginning has been made by AKRSF's engineering section with the preparation of six
aor saven villaoe layouts These will provide the basis fora good package of advice.

vill As inthe case of PP projects tha land reclamation research and extensian should be a closely
coordinated effor by VO's dndl AKASP technical experts antd social crganisers,

8. INCOMPLETE MODEL: Increased Productivity

AKASP research and extension package Tor increased productivity is as yet very weak, compared with the
modals of YO and PPL There are many reasons for this weakness: Effons shoukd be made to collect good
advice from

1] Deparnmental experts
il Fram examples of good development in other oountries with similar ecology, @, the Kulu Valley
im Inclia

i) Fram the case siudes of proneer farmers and villages in Gigd destrict fsed
But for tha time bemg the ‘package’ should emphasize the pravention of losses by pest attacks, diseases

Bt (animals and plants). The major increase in productivity, of courss, will corm through incressed supply
af comroded waler and the reclamation of more land for crops; gardens. forests and pastures

L




o THE MODEL OF CREDIT AND BANKING

The rmodel of credit and banking by VO's though sHll in an slemantany stage. is dlisveloping with remarkabia

speed.

il The most hapeful featiers is the acceptance of ihe concept of cooparative saving and equity capilal
| was amazed 1o leam that at the end of March the VE's savings In deposit with the Habib Bank
amounted 1o Rupeas soventaen lakhs And they are growing rapicly.

il The procedura dor shor term cron loans has been wall workiad out, bodh the issue and repaymaent,

i} It is now necessary o weork out the pracedures far lang term loans for Lard development, purchase
of tractors, elo,

] SHmilarly procedure have 1o be waorked out for the widlsation of YOs own equity capital

Wi A cautions apgroach wauld be dtlvisable Research should be oone cargfully with a fow

organisations by the team consisting o an AKRSP expert, Soclal Organizer and the VO il & wiahle
mocel emerges which could be miftiphed

Wil Good models wil emerge m the best VOs, Therelore the impartance of caratul documentation
should be reatized

B. THE FIFTH MODEL: Cooperative Marketing

Tha filth model, | e cooperative markaling is also in a nascent stage Experimental afforts in Barkulll have

shown good resulls. but several moes villages must be organized. al least ong villzge In each Socls!
Organiser's area;

i Mare market research has to ba done for wANOUS kinds of products,
i} The marketing of animals and @nimal products may prove as Imporant as the marketing of fruils

i} Improved methods of Processing and packaping must be discoversd and laught 1o the markeating

Willages:

i) In these willages “specialists”™ must be trained The specializalion will consist of (g) learming
erterprising skils. b)) collecting  market information, () learming improved processing  and
Packaging

wh Soclal organisers should select these marketing specialists as soon as possibie so that they may
Begin this training

Wil The training will not be of a “class room” type. It would consist of visits to the markets and o
improved processing cenlres. Excent in the very begnning, it shauld nat b necessary for the Social
Organizers to accompany the trainess, whe shoud loam auonamously




il Training of marketing specialists will be highly Individualised. Thus the Chapurson spectalists wil
cancanmirate on wocessing of milk products, tanning animal feed etc. whils the Barkyiti specialists
are leaming aboul processing of apricofs, or pleking and packing of apples

wiii} Social organiser and VO's marketing specialists will play a key role in marketing research and
extension. They should be considered as equal members of the team lod by the central office
matketing expen

i) i possitde, (it is a big #) the manager of the VO should be made the marketing specialists. That
would provide a source of adequale compensation for him Tha question of incentive and
compansation for heavily burdened managers would scon arise, if & has not already arlsen

g, DEVELOPMENT OF SPECIAL MODELS

T sum up and repaat:

i Modal of VO is now well developed and can be easily duplicated

i Modal of 4 kinds of PPI is equally develaped arl duplicabls

iiiy Moded of saving and shor term loans is hald developed, and although even in ils present form it is

dupficable, it needs more research and exporimentation with regards ta long term loans and uses
of equity capital. Banking procedures and instiutionial structures remain to be worked ot

vy Models of land reclamation are i a very sarly stage
W Moded of increased productivity has not yet eamiergedd
Wi Madel ol coperative markiting is also In a very early slage

In the next s months, concentrated efforts should be made to devedop special madels of

i Cooperative tand reclamation
i) And cooperative marketing

It maust b tedious and siow 1o avolve viable models. Bit &5 s00n as viable models have emerged in a fow
villagas, thedr duphication would be neither tedious nor sloe

10, STRATEGY OF CONSOLIDATION

This brings us to the strategy of consolidation. The first phase of AKRSP has been spectacular, even hesok:
as Prod Guy Hunter callod (1. But if was wimarily the phase of “propagation, of diagnostic dialogues” The
second phase is now beginning. 1t i3 primardy the phase of consolidation. Mew and unknown models have
1o b evalved, Solutions must be found lar nagging problems. Research and extension miust be straamlined.
Managers and specialists have 1o ba trained. Incentives have o b budt in cooperative endeavours have to
be promoted. It 15 a bong list. But 10 neglect consalidation, whie procesding heroically with propagation, wil
oo like building on sand not on rocks.

18



1. APPOINTMENT OF CONSULTANTS

For streamlining field research and extensan in

a) Forestry and pasiure,
12 Horticuliure.
c Animal Husbandry and dabrying.

| would suggest that contact should be established with the Forast Institute in Feshawar, the Tornab farm
in Pashawar, and Faisalabad Agricultural University, to persuade soma bright going professors 1o gel
imvalved in

ah Proparing “packages’ of advice.

b Supervising extenslan in a few selected VO's

Gh Training viaga specialists.

] Setting up small plot projects. e.g. a small cheese making pant in Chapurson. or & somall - apricot
processing Uit n Barkulti

These consultants could visit Gilgit at quarerly Inferdals and generally keep in 1ouch through progress
rEROS

12, IMPROVING EXTENSION METHODS

The strategy of consolidation demands the iImprovement of not only research bul also of axtension, Full
advantage should ba taken of the fact that most of the managers and chalrmen of VOs are lierate. Leafiets
should he written and distributed widely SO's shoukd always have a package of leaflets with them. A
quarterly magazine should also be widely distributed. Tapes of sucressful managers and specialists should
he playad 16 VO's meetings. Conferences of activisis shauld be held frequenly. Arvd thie best of them should
sometimas Tour with the Sacial Organisers.

13. CASE STUDIES AND PROFILES

Al this stage the publicizing of good work by VO's and the development of special models may prove to
ha the most effective extension meathod. Similary intimate knowledge of the background of good activists
may prove mast helpful. Case histories and peofiles may provide beties sociological insights than figures and
tables {which of course have an imponance of their own in clarifying trends),

1. MONITORING

| polned out in the PPM that AKRSP has (heeo audignces

aj The villagers.
b AKRSP Directors and managemaent.
cl International ard National observers,
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AKRSP has done excelont monitoring and reporting for the secang and third atsdignce, By the reporting
10 the Tirst and loremos audiance now neads Haboration ang improvement The first steps in this dirgcticn
arg;

a) Preparation of numeroies instruction leafols
b) Dissemination of case histories and profiles
g) Pubfication of 2 quanerly magazing

15, DOCUMENTATION

aralogy it is the stage of collaction aof specimens. which woyld later be classdiod, | the programme
ELonomists of social BClentisls, could spare the time they would fid excellont social and gconomic
specimans emerging In, 8.0 Chapurson, Mizgar, Pagsy Hanuchal o Sharmayal, o name oy 8 few




FOURTH VISIT TO AKRSP
16th to 24th September 1984

SECTION 1 - PROGRESS AND ISSUES
1. Short Visit

My fourth visit to AKRSP was rather short. | was detained in Peshawar for an aimiess seminar, During my
short stay In Gilgit | could attend only twa village meetings. However, the sight days wera fully utilized for
long discussions with the GM, the management group, the social Drganisers and the engineers. | alzo
paricipated in a conference of the chairmen and managers of 40 VO's. Besides | had the Opportunity fo
listan to the opinions ol same high officials about the role of AKRSP. | wish My slay wers longer, so that |
could touf with the Sacial Organisers, and exchangs views with same of the exceptionally advanced VOs

Z Progress Summarized

| am writing this rapon a3 & emilinuation of my previous repor. | think much progress has been made in
thi2 Infervening six months, which can be summarized as foliows

I} VO's have shown growing vitality. No doubt there are some delinguents, bul their number & small
The majority have accepled the principles of participatory pianning, band development, Increasad
productivity, accurmudation of equity capital, and co-npaeratie marketing

i Mumerous PP projects have been successiully completed The demand for them is great Eviclanty
thay have created a new faith in the future of SOTARN BCOnamy

fii} Many VO's now have one member trained as a plant pratectan Specialistand anolher a5 an animal
para-madic. Members have been persuaded 10 pay 1he cost ol pesticikdes and mpdicines and fees
for services  Besides tho managers are themselves acqunng valuabbe skilts, These are definite
advances lowards autonomy and self-reliance

i) Savings are growing at an amazing rate. Thare are very few withdrawals by individuals, which
Inclicates that savings are being treated as equity capital, The volume of loans has also cronm,
Surprisingly it is stil less than the telal savings, an ungrecedented phenomenon in a rural area

vl After watching the first pioneering eftorts of collection and export of vilage fruits to the Pindi market,
many YO's are eager to engage in cooperativa markeling

It s not an Exaeraton o say that both 4l the conceptual and the practical level AKRSP s quite sirang,
3 Two Imporiant Issues
AKRSF's spectacular progress in a shar period has rased two important [ssues:

I The Emsue of expansion
i The issue of its future inatitutional shape.

Bomh isswas require carslul deliberation
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i, The Queation of Expansion

It Is natural thal when one area receives the extraordinary benefits of AKRSP, the adjcining areas should
ciameour for the same. Recontly popldar clamour is being reinforced by a demand from the officials that
AKRSP must take over other regions. Thete is also soma talk about AKRSP becoming the general model
fon dievelopment,

B. Five Facts about Expansion
I wiodld like tor point out thi lollowing facts:

i Un account of the nature of its design, AKRSP can be dupdicated. but is area of aperation camnnot
be extended indefinitely. Hence if it Is desired to have AKRSE projects in ofher districts, each district
should have the same centrad set-up as in Gagh. Every district project must be adonomoys. It will
be mpossible 1o organise, train, supervisa, and supply VO's of ather districts from Gilgit. Each
district project must have its own sUpporting instiutions, engineering, training, banking, markating
and manfiaring. Extending thase senices from Gilgit 1o other districts will prove ineffiectual, 1t wousd
250 waaken tha program in Gilgit

il Plans for new districts should be made Separately. and resources obtained separately. There should
be no mix-up with Gilgit plans, and no transter of resources. The enomous proporions of the
domands from olher distrlet may jeopardize development in Glgir insel.

lif) IE st be cleary understood thal AKRSP as 3 private company. can restrict its aperation, unlike
the Gavernmant, to a setected region In fact & private arganisation must be selective because it
does not posSes tha rescurces available 1o the Government

) N must also be cleady understood that AKASP s foncenirating ar: activities which belong primarily
I The private ssctor

Village organisation
Land devislopment
Incragsead productivity
Cradit and banking.
Marketing.

PEapTw

¥hile there |s no conllict with the work of Government departmants. neverthaless these activities
theive hetfer under autonomous institutions, than under bureaiscratic controd,

v In cihor words. the AKRSP moded is relevant for the private sector. I the Government wants
intensive development they should rehabilitate the IRDP, which was designed as a decentralised
government program, and has all the components to achieve rapid development ol a small region -
& thana, tehsil or subdivision

A A imarkaz, with a representative officer from each departmenl. and a co-ordinating
development officar

A local councll and a rural warks program.

A central co-operative association and bank and a credit and marketing program.
Primary co-operataves in gvery village.

Feguiar tramning classes for managers, model farmers, teachers. Imams, midwives alo,

T e E
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The Government has the resources for starting an IRDP in every tehsll But if it is shon of furkls it can find
maryy foreign donars. AKRSP cannot becoms the surragate of the Government.

SECTION 2 - FUTURE INSTITUTIONAL SHARE
1 The Long Term View

While | would warn against expansion, | emphasize the need for consalidation. A shorl [erm view concoms
the proper crientation of present activities. The long 1erm view concerns the future shape of AKRSP and tha
type of institutions # showld sponsor. | discussed the first aspect in great detal with the G and his
Management group. s salient points are given in section 3 of this reporn. Here lef me outline the iong term
view. After two years the time has arived to ask this question. What kind of Institutions should ba
eslablished by AKRSF ta ensure the stabiity and continuity of the village developmant process it has starad
with such hugs Imvastments?

2 A Few Facts

Again | would like 1o ponl ol 3 fow lacts:

i} Systematic vilage development rarely takes place without outside instiutional support, During the
last two years AKRSP has becoma the central supporting institution for Gilgit villages. Essentially

we sg8 a bwo er sysiem in operation

Iiy A close sorutiny reveals that AKASP's central arganisation |s peforming, although inan elementary
and incipsent manner, the functions of the following mstilutions

a. A land development corporation.
(surveys, dosigns, plans, technical guidance. SUpenasary Services, supply of matarials, eie )

b, An agricultural development corparation
{extension, training. supply of seeds, fertllizers, pesticides, vieterinary medicines, ate.).

Lo A contral bank
(organising groups, caltecting deposis, distriuting and realizing loans, auditing Bccounts,
Training managers, eic. ],

cl. # markeding corporation
{market research, contacting wholgsalers, fraining managars. collecting and marketing
produca, processing research and training, etc)

i) Without AKREP's tourfold mstililional suppor the Gigi villzges woukd have remaned immaobilised,
And arvy sudden withdrawal of support would again immabilize them

3. Permanent Institutional Basis

How can the fourfold support be placed on a parmarent basis? The analysis given above paints out the
direction

i Lat the Central Bank becoma the ingtitutional core, and the VO's affiliated to the Contral Bank.

i} Thi Bank will receive savings and equity capital lrom the YO's and give them all kinds of loans.
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i} The Marketing Corporation will either be aulenomols or 3n affifiate of the Cantral Bank. It will take
owver the functions of supplying agricultueal or land dovelopment Inputs, besides the pricessing,
stocking and marketing of the products of VO's.

) Engineering and agricuitural extension will became two Impartant wings of the Caniral Bank,

W While the Central Bank and the Marketing Corporation may soon become quite profitabie, the
Enginearing and Agricultural Extensson wings will Fequire subsidization, which may be provided both
from the profits of banking and markeiing and from donations.

F Detailed Discussions

The future institutional shape requdras much detaled discussions. Howevor the successful examplas of the
Co-operalive Banks amd Housing Societies of the lsmaii community in Karachi showld serve as good
models. Besides veterans of co-operathe organisation. [#e Mr Ramean Mercharit, are avallable for guidance.
With slight modifications the well tested urban models can be transterred to Gilgit. It necessary | am willing
1o discuss lurther details with Mr Merchart

SECTION 3 - SHORT TERM CONSOLIDATION: SALIENT POINTS
1. Village Plans and Land Development

A new diménsion should be added 1o the Engineering Section Until now, the Engineenng Section has
concentrated on irigation channels, link roacs, profeciive bunds ot It has also assisted In the formudation
ol village plans. However, In arder to prepare good plans angineers should be joined by forest, pasture and
hortleulture expers. In Gigit the scope for woodland, pasture and orchards & far greater than the scope
tor cullivable cropland. Moregver the cast ol reclamming cultivable lamd is prohibitive, while the cast of
dgeveloping forests, pastures and orchards s guite low. If good modeis of low cost developiment are
presented o the VO's, | am sure they would ACCapl the wision of making long term village pans for the
production ol karge quantities of timber, animals and fruits. In fact this visin is already being pracliced in
a tew villages like Oshkhandass. If It becomes comman large quantities of timber, animals, and fruits will be
produced In every Gilga village, vielding large cash incomes. This is haw the Gilgie villages will benefit from
their geographical environment. Their land is not sultatie for commercial producticn of grains, like the lands
aof Sind and the Punjat,

Z Social Forestry and the World Food Program

I torestry and pasture expers join hards with the engineers, thay shouid prepare plans for as many Y0's
#5 possibla. Tha Word Food Program has generously helped social forestatian Projocts in India and
Fakigtan The team shaukd wiite a proposal to WEP (o assist a fen yedar project in Gilgit. On account of the
prasence of activa Village Organisations, AKRSP's ergineering section, Social Organisers, credit and
marketing sectlons, a socisl lotastry project will achieve betler results in Glgit than armywherg alse.

4 Revolving Fund for Loans

The salvency of Gilgit's agrarian economy will depend on the VO's land devidopment plans. The first e,
a5 indicated abave, is to deronstrate low cost high benefit models, The second step is 1o Qive suppan and
guidance. | was pleased when | heard the GM telhing the VO's thal. having received one PP grant Thery
shiuld not except more grants and gifts: On the other hand, they should finance their iuture developmont
through loans and thrawugh thelr own equity capital. That is sound advice, and | fadt that the VOs were wiling
to accept it Tharetore arrangements should be made for lang term land deveiopment foans With the
consent of donors a revalving koan fund shoukd be sarmarked
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il AKRASP Credit and Banking Operation

The present arangemeant is far from satisfactory. i the first place It ordy cafers far shaort term loans,
Secondly, while AKRSP carries (he entire burden ol organising VO's, promoting savings, and distributing and
-collecting loans, a commercial bank lakes all the prafits. In August it hald 31 takhs in deposit from the VO's
and had lopred 28 lakhs against a 1005 guaraniae from AKRSE.

In another year the volume of deposite and loans may excesd ten million rupees, AKRSP should
institugionalise what it is already doing informally Le, legalize the: credit and banking functions and caplure
the profits. Instead of handing themn over medium, and long term loans, for land developrment, marketing,
slocking, processing. ranspon ete.. village managers and accountants will be remuneraied from the profis.
Thay nead ncentives for remaining loyal to the VO3

-8 Marketing Section

Whille the engineering section requines an additionasl dimension, and the credit section reguires fermalization,
the marketing section requires tofal reconstnection

B faw lessons have been learmt from the experimental elorts

i Collective markeling & readily acoepted by VO's,
H) There is greal scope for export of fruits and muts 10 e Punjab markes.
il But a strong central organisalion musl be ss up to
a. conduwct market research, and processing and packaging research
b frain village ranagers amnd advise VO's
[ deal with Punjab whalesabors:

i Saparate marketing rips by Indwvidual VO's have yielded very uneven rasults

The potential of markating of VO's produce is immense. Atter land development and ncraased productiily
have been linked with credit and marketing, a well managed marketing corposation will have & tumaover of
millions of rupees, axporting the multiple produce - timber, frusts, animal products - of 250 VO's.

. Monitoring and Evaluation Section (MER)
Finally | otfered a lew simple suggestions 1o MER

I3 SCv's digries. | am deeply impressed by (he accusate and Impanisl reporting in the S0's diaries. 1L
is @ great advantage that they are not as yel. Impelled by fear or favour, and therefore nesther ane
thair reparting profiles, pictures of prograss and sal-backs, examples of consensus and disputes,
enterprise and ineria. loyalty and dishanasty. | suggested that MER should caredully study and
analyse tha diares, and present a categorized summary &s an aganda for the monthly conference.

il The diaries provide valuable socinlogscal data lor quartery progress repons, data about alliludes
and opinions, trends, picnesrs and laggards. exceptional leaders etc Statistical data should be
coflected from the sections, not from the 30's diares, Statistical tables should be compiled from
he recoeds in the contral office of PPl projects. savings, loans. training, marketing etc.

i) S0 are mobliisers and independent observers, They should not be considersd as stabistical
Ineslipaions
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Hawaver, from the diaries MER mray seled! sultable subjects for furiher Imvestigation, pither thegugh
S0z or independantly

MER should kaep In mind both its practical arentation and its academic mitations. It should reallze
that it does nat possess the capacity for prolonged theoretical and Intensive: research,

For research of a high academic standard MER should obtain the collaboration of estabdishad

resarch Instilutions. During my visit 1o Islamabad | found that Dr. Nagvi of PIDE and Dr. Rauf qf
Qiaicl--Azam university wera wiling 10 send their researchers and students 1o Gilgit
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FIFTH VISIT TO AKRSP
21 July to 3 August 1985

During this fortnight | attendesd seven vilage mestings whers | asked many questions and heard many

discussions. At the Gilgit office | read the dianes ol Social Organisars and the procecdings of vanous:

mestings and conferences. Many hours weere spent with the sections in long discussions with the section
managementa. Inspite of his overwhelming engagements the Genaral Manager mostly accompanied me.
Workshop ke sessions were held with the project management graup. the monitofing-gvaluation-reporing
group, and the Social Organisers. The discussions in these sassions have been recanded on tape. | have
edited the transcript of the session with the management group. [ gives a gooad idea of my impressions. AL
the staga It is usedul 1o kaap n view the thearetical hasis of the program and clarily the mathodology of
W

| am prepared 10 edit the other transcripts when | receise them, By adding them to 1he present edited script
we will get a complete report of my Fdth Visit to AKRSP.

Bkhtar Hameed Khan
15 August 1985

C-1V-Maymar View
Gulshan-slgbal - Karachi 47
Telephang, 464365
O Delober, 1934
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FIFTH VISIT TD AKRSF - GILGIT
21 July 1o 3 August 1885

Transcripls af a sessian with the managemern group - Aga Khan Rural Suppar Program on July 27, 1985

The transcripl has been edited 1o remove soma repetitian and some jumbled syntax. However Tha flavaur
Of an extempose oral discuseson has been refained

Akhiar Hamespd Khan,
15 ALJUST 196ES

SECTION | - A THEQRETICAL ANALYSIS OF THE ASSUMPTIONS AND APPROACHES OF AKRSP

Lt us first analyse the underlying theoretical assumplions and then review 1he components of the program.

iih

W]

The first assumption is about a Populist Economic Structure

You are rying Lo build an economic structure which has a spacial significance. Mol fong ago Gilgit
wias A pure faudal enclave iscéated Troem the rest ol the sub-continent 11 was controlled by the
Maharaja of Kashmir and Dy Mrs and Rajas and thawr funclicnanes, Then the Maharaja was driven
Oul. roads were Dul, he Isciabion was Broken, and ihe feudal system was legally abalshed. Gilgil
mow 15 i a penod of fansiEch, The inlegration wib alher pans ol Pakistan is creating new
economic and sodial circumstances,

In this transitional stage there are o aflermalives: Oone aflamalive s Hat this area should also
clevalop Tho same esconomic structure as Punjatyamd Sed and, indeed. | no special effor is made,
this will happen very quickly The other altermative & 1o make a speclal effor to develop a better and
mge eguitable struchire

Qe may very well ask - "Whal is wrang with the Pungab strecture?” The answer is; several things
ara wrong, First there is distodion ardd discontent. Too many peasant farmers are beconming
landless, and migrating o the bég cities s search of a lvefibood . Hs consequence i the cancercus
growth of katchi abadies in the big cities - cancerous and very dangerous

I we examins bow the rural economec system works, we see that s distinguishing feature is that
ihe contmal of sconomic resources beging to conoentrate in fewsr hends, sometimes the old
landlard, but more often the emergent commercesl famers, whio oem large farms, tractors, rucks,
threshers, lube-wells, and capital. They become traders. moneylenders and contractors, and agents
af tha big arthis in the mandies

Mo doubt they are good farmess and clever racderss Bal on acecount of their domination the not so
rich and nol 5o clever majority 5 excluded from the development process and BEComes passive
and aflenaled. Consequently all availabis physbzal and hieman resources are not modilized which
ihan leads 10 unemployreent. under smployment and sxodus Lo he city sfums. In a country like
Pakistar a rural economy which pushes large number of peasants out of the villages is a disaster
recauss our industres cannot absor: all 1he ruree migrants,
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It that kind of rural system arives in Gilgll within the next ten of Pwenly years '!hera would be
powerful commercial farmers, traders and contraciors dominating the villages, with thedr big farms,
raciors, trucks and accumulating capital There would be the same groweng lamdlessness,
unemployrent. owl migration, alienation and non paricipation of the depressed majarity. There
would b the same non-utfization of the physical and human resources on account of the nen-
participataon af tha majority

Capaalist agncultung has been extremely successiul in USA. No one can say thal it has bees a
disaster. But the wtimale resull of capitalist agriculture is mechanized large scale farming and the
efimination of amall farmers, |n any country which doss nol posses enough resources o provide
afternative employment 1o displaced small farmers excessive promotion of capitalist agriculture will
cause instabdity,

Coming back 10 the question Why should we be conoamed i the Punjab patiem comes Lo prevai
i the Norhem Areas? We should be concermned because it would prevent Tull participation in the
devalopment process: It would prevent the full utilization of all physical and hurman resovrces which
i5 passiie onky through the il participation of the majority. By concentrating eoonamic.and sackal
frovvar i feweer bands it would alienale the majority and make it passive. Hence the vast resources
ol the mourtains. the waler, the forest and pasture lands wouk] remaln hall utilized. Poverty and
discontent in the Northern Areas would be specially dangeraus because they are adjacent to Russia,
China amd Afghanistan, Russia is a sociatis! supar power. In China ancther sccialist revaluton
consolidated isedl In Atgharistan also a sacilst revolution is in progress. It is imperative than an
equtable and stabile sconomic structure should be deviloped in Gilgit

There are three alterratives when an old feodal system comaes to an end. One alternative is the
imposition of socialism. as happened in Bokhara and Samarkand and Tashkent sikly years ago, and
N Sinkiang tharty years afgo, The second alternative is the infroduction of capitalis! agriculiure as in
Ihee Punjab or Sind B there 15 a third altermative, neither socialist nor pure capitalist. which we will
call co-operative agriculture: This model was developed first i countries ike Denmark, France and
Germany, and mare recenily in Japan, Taian and south Komsa Cooperative agriculture gladly
acceps the principal of private ownership of land, and pratects and promotes small family farms.
At the same time i promotes the poofing of and co-operatve or collective management of many
senices and supphes, Hke irigation, credit tor marketing, In the 19th century Denmark modemized
s agriculture of smal farmers thrawgh co-operatives; and in thie twantiath century the small farmers
of Japan achieved prospenty and arrangth throsgh co-aperative association

A Question - Arbes play 8 uselul role: they advance money 1o the agricullunists and being thair
procduce 1 the mandi, Why should they be considered & som ol avil?

Angwer - Credil and marketing are indeed essential functions nat evils. 11 is their abuse which is avil
Comgpara the credit and marketing situation in a Japanese village and a Punjabi vilage. The small
producer in the Punjab is often paying fity percent or mora for the anhi's services. This is the
criteria by which an arhi is to be judged. How much are they taking from the poorer farmers
Whraugh maney lending and marketing™ | am afraid that judged by this criteria the Punjab arthi
system canrad be catled a biessing to the small farmers.

Second Assumplion
Our second assumption = that in Gligh 1he agrarian econcmy is on the verge of collapse on

Account of the raped increass in popuation on the ome hand, and the non reclamation of nes B,
on The other |n the okl days when a village became over crowded  new seltierments were made




under the direction of the feudal lords. The old vilage sustained the new settlers for twa or thres
years. You may, if you ke, call it a system of forced Eabour - of begar, (Incidently the chinase
communist government has promoted the same systemn o Free labowur for the construction of
Mysical infrastructure - ten or filtean workiers Beitg sent by sach village 1a the work camp while tha
village bore thelr expenses:) In Gilgit, it seems that when the aid frea labour systern based an
Traditional authoriy came to an end, the pracess of new sestlemants aAlsn eame o an gnd

i For two decadas the rusal areas have boes dependent an subsidies - work by MAWD eic The size
af this subsidization has o be increased yoar by year in arder 10 avoid famine conditions. This is
8 Mecatous siuation as it woulkd nol be possible to continue the subsidies for a lareg time

fif) Yol naticed when you began your program that the vidagars genetally had no faith in the future of
thelr agriculture. They thought that they will have 1o find nan famm |abs in officas and factodes, in
constructian of roads and bulldings

I We, however, believe that this disintegrating vilage economy can be rehabilitated thrawgh
agricultural developmant, which may bacomo possible through co-operative organisation. Your work
has amply dermonstrated that this assumptian is correct. In the last thiny months new sources of
water have been created in numerogs villages and tha process of reclamation of new land hias been
resumed with great vigour The process has been resumed because ¥ou have created a new
authority in the shape of vilage arganisations and also becausa you have been fortunate enaugh
o bring so much capital from owtside

W The mfusion of capial is essential for a slagnant economy. That is what agencies fike NAWO and
olhers were supposed to be daing. But your approach was more comprehensive. Let us take the
speciic example of PPl Projects. Suppose you had not promoted VO's (Village Organisalions), the
Fuhls would net have bean built, or they would have been b like tho NAWD Huhls

3 Third Assumpdion

Qur Third Assiamption Is that the agrarian economy of Gilgit will develop along special lines rather differan
fram the #conamy of Punjab and Sird The gecgraphical tereain and the dimate indicate that these mountain
refjions canndl become Nourishing Fain producess They are lar more suitable far the development of
forests, pastures and orchards. They may have to impart geain, but they can produce huge quantities of
timbar, fruits, and animals. It is only through the expart ol these Products that the Gilga rural econcmy can
b rehabilitated. Otherwise the development effons would be mare palliatives

4, Fourth Assumption

Our Fourth Assumplion 5 that the factor for achieving peneral development will be Co-operaiive
managermeant combined with individial ovmership. Without cowonerative management the development
process will nod go very far 1t waukd be topsided. There would be rich farmers and claver traclers, thers
woukd be & few more orchards or efficient farms . Dot thers wiauld be no exdensive reclamation of new land

i} Just imagine if there had been no co-operative ar collaciive managerment in the case of the PP
Projects The callective managemeant ook the shape of the VO, its frequent meetings, the election
ol manager and pegsident, the partnership agreement wilh AKRSP, salaction of labourers and the
axtension of the work, and later ts maintenance, Take away this koy factor and the PPl program
would have made little progress,

it} Mow take the case of land reclamation. If it was to remain 40 ndividual effort only a few woll-to-dao
farmers could develop more cropland amd that also with e help of big loans, But see what |s
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happening in Risht or Passu or Phander. In these vilages Co-operative Organization is enabling
them to plant thousands of timber and fruit trees, ad exensive pasiures very guickly and
economically, and avery one is participating in and benafiting fram co-operative development.,

Or consider your credit program. Through the Village Organisation you have been able 10 reach
thousands of wery small farmers. Besides. the recovery of loans has been exceptionally complete.
Withaut village crganisations your creddl program alse would have suffered the dual laliure of limited
access and poor recovery - common teatures of most rural credit programs during the tast fory
years.

Another example of the effectiveness of co-operative management is the growing success of the
arrangements by VO's for the prevention of losses of catile and crops. They have accepted the
responsibility of maintaming a trained speclalist for cattie. and anather trained specialist for crops
and orchards. AKRSP has provided the training., and the VO's are buying the medicines and paying
services and fiees 1o their specialists. Thegugh this arrangement it has been possibie in these villages
to vaccinate their animals in ungrecedented numbers, amnd spray crops and orchards, And, most
significantly. a permanent systermn of prevention of losses has been established

Co-operative managament is @so showing remarkable results In marketing even at this inital stage.

We have finished the review of thearetical assumplions. Before we proceed 1o review the approach
and methodoiogy of AKRSP | would be giad to answer any guestions

Question by Dr. Babwl - You mertionad that the development of forests, pastures, horiculture and
livestock would be mare rewarding than growing wheat and com, Arg the existing cropland 10 be
replaced by forests and pastures? What will happen i the infervening perod? And will nat pecpla
become depandent on imgaried foodstutf?

Bnswer - There s no suggestion for replacemant oF not growing grains. What & being polnted out
i that there is far greater potentlal for moreased production of imber. frults and animals. Some
villages have already discovered this possibility. For instance in Phander: | asked them what will
happen aker five years, and they rephied that there were would be maty more hundred kanals of
pastures, thousands of poplar and willow trees. and many mare cows, goats and sheep. After five
years everyone of the 28 tamiles would be selling 15000 rupaes worth of imber, and 25000 rupees
worth of animals Obviausly there is no similar scope for sarming fifty thousand rupees by each
family by growing wheat or com. Agaln in Risht they are developing 5000 kanals of pasture fand.
There, 30 families may be abde to sell 100 animals every year

SECTION Il - REVIEW OF APPROACH AND METHODOLOGY

i A Non-Government Organisation

i First of all you must remember that you are 3 pon-government orgamisation. You have no official
authority, o powers, No sanctions. You can only promate, you can anly advise. you cannot anforce
complance

it As an NGO you shauld operate in the private sector. The activilies that you are promoting belong
primarily 10 the private sector. A proper distance should be mairitained from the gavemnment. Thara
should be na competition. no attempt to set up paraflel services, The private sector ultimately
acouires s own autonomy
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Research and Extension Approach

A5 8 non-govermmeant organisation warking in the private secior AKRSP has adopted the research
and extension approach or technkque. In this approach I ks assumed that the small farmers aro thelr
M managers and financiers. They may be advisad bul they cannot be compelled Thay may or
they may Nt Accept the advice. Take an Exampla: In Phander the willow trees are being dostroyod
by caterpillars,

AKRSF's function B o find out the fght pesticide (research), train the plant specialist of Phandaer,
give him the suppiies {extension), and hope that the Vilage Organisaticn Wil look atter the frees,

We should remember that when an nnovation s being introduced, and acceptance is volurdary,
evedy one does not accept it al once. Difusion of new practices lakes place gradually. 1P a new
practice advised by you 5 accepied mmediataly even by 10 or 15% you have succeeded

The R&E 1echnigque requires that the package of advice mus! be redly good. 11 shoulkd not be
inadoquate or incomplate. The package must be constantly refined in the light of he response fraom
the clents. Acceplance & the real crileria

Forturately the acceptance ol every cne of your package of advice can be quantified and B boing
guantifed statistically. PPI's acceptance as well as its benefits and costs can be quantiied. Cradi
operationand s benelits can be quantified. Prevention of insses is being recorded statistically, Land
denvelopment can altso be quantified Evern the grawth of Village Qrganisations and thair performance
can be guanified. The acceptance and resullts of co-operative marketing can be measured
slatisthcally

We have discussed the indicators lor guandification in a separale session with the Monioring,
Evaluation and Reasarch section

While AKRSP iz following a R&E approach i is nod a research mstitute. 1 s nol 0 a posifion to
urdartake basic research in agronomy. animal hushandry, or horiculiure. Basle research can be
undartaken oaly by highly specialized mstitutions, AKRSP will have to degend on them, 11 canms
compaete with them, And the same istrue of basic research in the social sciences. Coliasboration and
co-ordination with research instititions of physical and social sciences s the alternative not paraliel
oF cormpeEiinie attimpls

Extension Pattern and System

The extension syatem that you are bodding differs from the convantional pattarm followad by
government depatmeants. They depend a great deal on an official oxionsion agont. a paid employes
reparting 1o ks superiors and - in no way responsibla o the vilagers, Each deparment irhes to have
a5 many extension agents as posable under is control,

Instead of the paid deparmental extension agenl your system oreales agents from among tha
village group. Thase agents or specialists recelve tramning and supplies amd instruction from the
pxperts at the centro [AKRSF) The specialists are paid by thedr Vilage Organisabon and are
responsible o it

instaad of one deparnmantal extansion agent sarding several villages, your system creales several
spaclalisis in each village Thus The Manmager is the specalist and exiension agent for social
organisation and infrastruciure works and credit. There iz a specialist for plam protection and
anathar for animal husbandry. Further there may be a marketing specialist. The aim is to make the
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viltage as auoncmous and self suppoding as possibie

One special feature of your extension approach is the grafing of scientific mathods on traditional
methods. | hava read that Chairman Man insisted 1hat the rural extansion team shousd consest of
three mambers: Thie Part Leader, The Scientist and The Village Elder. Your leam conslsts of 2 Soclal
Organiser, & Technician and the Village Crganisation. This combination of the traditional and the

scientific has proved extremely fruithul in the PPI projects and would prove aoustly trulsful in land
development, incroased productivity and marketing

Institution Building

You are also trying to build permanent institutions &t two levels. First at the village level: A vacuum
has arisen aler the end of the old order. The Vilage Organizations have put an end o this vacuum.
A naw order is established through regular mestings. mutual discussion, appointment of Managers,
collection of equity capital, co-operative management etr.

The Village Organisations are to be supponted by APEX Instilutions - AKRSP Soclai Organisars,
Engineering Services, Agronomy and Anmimal Husbandry Services. Credit and  Marketing
Corporations. The future shape ol these APEX Inatitutions is emerging quite cleany, In fve or ten
vears they will be fiemly satablished. They will be a permanent legacy for the prospedty of Gilgit
Drstricl.

Wihan all the vilages are organisad ps autonomous unis the Apax Institutions will have two or three
hundred cllents. And what powerul and nch clients they would be! Each V0 waukd be the owner
of hundreds of acres of croptands, forests, pastures and orchards, and thousands ol animals, Each
VO would be producing amd markating Rrge quoniiies of ruits, imber, ard animals. Each would
b wsing substantial amcunis of credit and also callecting a good deal of aquily capital. Each or
most of the WO s would cown thedr cwn implomants and franspon. Thoy would mabntain thalr own
specialists; They wodld dlsa maintain thsr ngation channals or link roads or erbankments. And
at least some of them will set up processing units and kay the foundation for the growih of Agro
Induistries

Mot only Enginesrs but also the Social Organisers should be given (his new raining and orieniation
s details have been discussed separately. The old feam ol Socal Organisar and Emgnesr neads
tr be strenglhenad not by additional statf s by adddional expertise

Team work cannal be over emphasized. | am happy to note that AKRSP leadership is promaoting
team wiorkl, Technlcal expards are rafining the package of advice which 5 presented to the YOs
thriaugh the Social Crganisers 505 are reporting the acceptance or non acceptance of the advice
minuisly and truthfully, There s excellent feed back 0 the diaries which | find fascinating readng
admilarly | fousd the monthly confarence of 508 and the Village Managers stimulating and
shlighdening.

| would recommend thal the Agrcultural and Animal Husbandry experts should collect a small
saminar lihrany for hedping in the treining ol the 50s, the Enginesrs. and [he Willage Spacialists
Closer Collaboration should be sought wath ressarch nstiutions, inchagling the PIDE. Thelr
researchers should be avvited tor condueot indepih research

| am impressed by the progress of co-operative marketng, OF course there are 53l many - snags,
mary tesihing traubles Bl a good package 15 in the marketing: Village Organisation. fraining of
a markel apecialist for the VO, treining n pcking, packing and processing, credit, market
Irformation, It is good that the program is nal being over stretched or aver expanded. More reliance
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should be placed anthe demonsiration effect. The operation should be streamlined. | feal confident
thal with careful management the model of co-operative marketing which is being developed by
AKRSP would spread as rapidly as the moded of the construction of PPI projects has spread in Gigit

villages

You ane making vary innovath/e experiments in social, economic, and physical angineering. | would
repeat my old warning that you should now proceed slowly and carefully, not rush around oo
much. The ftirst attempls should be made on, what may be called, a laboratory scale. with only a
few willages and with the best managers. The initial ansmpls showd be carefully recorded,
monftored and evaluated, Such is the goodwill you have acquired That every one of your successful
Innovation would be widaly and guickly duplicated. Do not misusa the good will: Do not offer any
hall baked and Incomplete advice.

At the same time you need not be afrald of some failures and dropouts. You are teachers. and no
teacher in the world can ensure that all his students will secure a first class. And the larger the
number of students the greater is the chance of dropouts and duds

Question by Khalida Masir: How shoukd the Management Team help the Women's Frogram?

Answer - A program far rural women will have two aspects: One aspect like chid care, matemity,
bygiene and nutrition, will concerm them exclusively, The other aspect concerns their role as
partniars in the famdy farm enterprise, Your problem is thal you are unable to include the first aspect
i YOl program. Yod wand 1o concentrate on economis aclivities. |n economic acivities thers is no
point in segregaling the womean from the men Economic programs should be organised jointly with
i, jusl ke the famidy farm

Question by Syed Motahir Shah: You have emphasized the training of village specialisis. A follow-up
Is needed alter the traming. But there are not enough technical staft and the follow up is ledt to the
Soclal Crganisers.

Angwier - The poet Jalst says that if a tree grows near a sandal tree the perume of sandal penetrates
It. In gourse of time Social Organisers will acquire enough technical skills for the follow up. Intensive
effarts should be made to employ a farge number of technical staff for village supervision would be
a migtake generally made by governmen! departments.

Instead of pusting numerous centrally paid technicians at the village leval we are trying to train the
village specialists responsibie 1o the village organisation and paid by them. In course of time the
technical skill of these village specialists, grafted on their traditional skil and actual experience, will
growe. The Best of them should be recruited as supervisors to look after tha neighbouring villages,
Thus a cadre of vilage technicians will be built up to serve as effectve extension agent of the
expprts of the APEX Institution.
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ORANGI PILOT PROJECT
SECTOR 1-D " s
26 DAULAT HOUSE
ORANGI TOWN KARACHI - 41

17 Movimber 1905
_' f Shoaib Sultan,

Here are the impreesions ol my sixh visit

| have sumimarizad them very beiefly as the datads have already been discussed with vou. The
sumimary is mace for the sake of recond

My general impression & of steady and significant progress in many directions.

Your staff and the village activists respond with remarkable speed 10 even the mosl difficult
- pugOeshions when wou concantrale on them

After firy retum | have arranged 10 make models of the solar cooker and 1he econamy siove, They
- are indeed extremaly efficient Everybady who soes them wants 1o buy them:

The Drangl Artisans can make the solar cooker for Rs 600 and the siove for Bs: 100 {including 1

W you like you may serd Isa Khan to look al these. The Orangi modids are beller looking than the
 Pashawar ariginals. Isa Khan should explare the possibility of their manutactues in Crangi

Youurs sincarnsly,

Akar Hameed Khan




SIXTH VISIT TO AKRSP GILGIT
25 OCTOBER - 4 NOVEMBER 1985
AKHTER HAMEED KHAN

During this visit | spent six diys in the company of Social Urganisers and Managers of VO My purpose
was to judge thedr understanding of AKRSP and their capacity to consolidate and expand it | asked many
Guestions, and hald long comarsations, The conversations wern relaxaod and Iree. | took pains 1o avaid the
fmpression of an Inspaction or a farmal meeling. A lot of the talking was done while walking around. | was
glad that the Social Crrganisers and the Managers wara quite frank and apen. This frank and open atitude
Is & great asset for AKRSE and it should be encouraged. Hare is g summary of my impressions

1. SOCIAL ORGANISERS
i A5 Transmitters and Obssrvars

n my opinion the rale of the Soscial Drganisers is first 1o transmi) the AKRSP message 10 the VO andd
shenivedy obsarve its acceptance or non Srcaptance and then transmit 8 thue account I the managarment,
Thi Sacial Organises | met wnderstood this rofa very well. Thay were faabiful fransmifiers and irteligant
chsarvers,

Thew capacity lo transmit and ohsane should ber constantly sharpaned and improved and BAEOUrEpSEd.
Unforunately there s only one eflective way of doing this Closp redationship with the MAnACEmENE,
especially the GM. The manthly review meetings and managers conlerancas have centainly strengthenod
this refationship. B mare association in the 50's own ares would turther improve it 1 know that my
SUggestion is a difficull one. The Managemant, and specially the GM, are over-burdened and cver-stretchad
Howevir, | must poinl out the necassdy ol sustalning the momie and Increasing the skil of arganisers of
Pioneering work, which can be achieved only thraugh frequent personst contact

) Aa Mobilisers

Thera can be no doubt about the affectiveness ol the Social Organisers fwhom | met) as mobdizers of the
VOs. | saw clearly that the Social Qrgarisers have dcquired the trust of managers, presidants and other
acivists of the active YOs. They hava actually craated & cadre of social workars, it 5 this cadre which Is
spreading the AKRSP message and mobiizing the mass of the vilagers

As the morale and skill of the Soowl Organisers s dependent on personal contac with 1he AKRSE
management, the morale and skill of the village activists is dependont on the persanal contacts with the
Soctal Organisers. Later an the actrists may become selt-tiracted, but that stage has not yes arrived

I theés assumption s comrect. than i I5 essential that the 305 should be able to maintain the frequency of
contact. The frequency of cortact can ba maintained by Bmiting the numbor af MOs and making fang circuit
taurs with Intervening night halts, Night halts promote intimate contacs with the activists much mare than
thecugh tormal group mieatings

sil} As Team Members
The Social Organiser ane Engineer team has proved its elaclvensss in the PP Projects it will be fommd
equally efiective in land development projects. | wauld urge that the training of both Soclal Organisers and

the Enginears in Range Managemont shaoidd e expedited, The tralning should emphasis the team Wk
aspact
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Iy As Loan Supervisors and Collectors

a performance of Social Organisers as Loan Supervisors and Loan Callactors has been excellent, Their
rale a5 supendsors must continde. They musl sontinee o socrutinise the loan requests and teach the VO
managers 1o become strict plannars and faithful barrowers But the Social arganisers should gradually be
religved from the responsibility of collecting the lnans. This responsibiity should be gradually translerrad 10
e managers. A system of commission on Collections shoild be worked out to provide incentives 1o the
managers. Il should be realized that the volume of Inans is growing ragidly while the number of Social

Qrganisers wil not grow proporionately
v Capacity of the Socsl Qrgamsers

The Social Organisers are the work horses of AKRSP. In the field they are carrying the burden of the

mime on thelr showders, The consalidation and the e<pansion of the programmae, the development
o atvance models, the intraducton of rew innovallons, the training of village activists, ele., depends on the
callibre and capacity of the Social Crrganisers.

I strongly recommend that the capacity of the Sacial Organisers should be caratully determinad They should
“not be over-burdened with too many ¥Os, or too many loan callections, ar 100 many visitars, or tog many
SUNEYS gte. They should have encagh ime for thair rode g5 transmiltors. chservars, maobilisers. and fraineds

ol willage activisis.
=) MANAGERS
ly Crucial Roka of Acinasts

J!'he witlespread acceptance of innovations, sockal o technical, is baing accomplished through the village
L activists. The Social Cirganisers have sacceeded in mobilizing the activists who are mobilzing the mass of
[he villagers. Every good VO is the resull of the faith and energy of their activists | asked the Social
| Organizers to take me 1o some of their bost managers. After meesting with them | was convinced that the

" AKRSP will grow firmly in the future if it can retain the layalty of such activists

) The Aale of the Mamagers

- Thie socially and technically developed village which k& being promated by AKRSP will be different from the
graditional vilage. One impartant difference would be that many more economic activities would be
prganised collectively, Collactve maragament Wikl require “Specialists”. Chigt among these would be the
manager He woukd be regponsile lor the organisation of land devetopment plans, credil and savings, and
paint awnership of machines There would be olher speclalists. but the manager woukd be the key specialist,

ity & Happy Synihess

AKRSP markating loans have broken the stra nigehold of the village traders who were agents of Gilgit arthis.
The loans have enabled the V05 10 operate econpmically on a scak far hagher than the traditional patisrm

Cine happy feature is that in many cases the tradifional traders have joined the new system instead of
fghting it They have become Ine marketing specialists and placed themsalves under the control of VO,
As in 1hi case of PP projects here s ancther sxample ol the VOs making a very pragmatic grafing of new
mathodds on the old practices
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3. FPl PROJECTS

i cell Fimanced Projects

I heard that In mamy villages irmgation channels of link roads or other minar work is being undenaken
without asking for any firanclal assistance from AKRSP. These sell-financed projects should be documanted
as carefully as the AKASP PP projects. They would prove conclusively that the first prajects have started
a real process of development, that the people have regained faith in the future of the agrarian BCOAGMY,
and that they have become solvent enough o work autonomously,

i Land Development Plans

The rapid progress of land development planning is fascinating, As this development ks beireg Firanced with
boans and not with outright grants 1 is of great and permanent signilicance. ts documentation wil provide
i Mot valuable msights

fi} Zuldance for Range Managemern

Thie need for supplying real scientific guidance for range development - forestation, pastureland and
orchards - s very rgen?. Thi sama kind of axpert advice should be availlable for this 35 was made available
lar the engeneering projects. And tha anginears and tha Soclal Organisers shoidd be trainad to transmit #
T the WOk

vl Dettarant Models of Village Flans

| have seen diferent madels of village planning which demonstrate the intelligence and ingenuity of the
villagers: First there ara the hicky vilkages where there |5 plenty o ampty tand and a potential supply of
water. Here the plantation o fodder, timber and 1ruil frees is in pracgress. Thay are planning 1o miLiltiply their
animals. Secandly there are crowded villages Thay are plannng to improwe thair lands for more Intensive
crop and fruit fasming

| saw & third model in Roshanabad in Hunza. This is a very small village with very litte tand. Thelr plan is
to further intensity their farming and to engage in the trading of frult and animals as contractors and
fransparers: | wish | could. study the model of well devedoped villages near Gagh ke Oshikandas and
Suftanabad. Much can be leamt from these rich villages for transmission 10 other villages




SEVENTH VISIT TO AKRSP
29 AUGUST - 9 SEPTEMBER 1986

1. SUMMARY

My seventh visit, from 28 August to 8 September, took place altes len months. In the meanwhile AKRSP has
matie considerable prograss both in respect of consolidation and of advanced village planning. My time was
devotad to reviewing the consaolidation and to defining the direction of advance,

The reviewing was done lhrough discussions and meetings with the General Manager, the Management
Group, the manthly Statt Conference, and the monthly Conference of Managers of Village Organisations.

The direction of advanced village planning was discussed simiiarly. Furthermaone, for the sake of testing, Its
outling was presented in some village meetings:

Two days were devoled (o the stady of Oshikandas and Danyore, two vilages which offer good
demonsirations ol acvanced planning, like infansive forestry and fruit and vegetable production and
marketing.

several days of towring with the Social Organiser of Gilge, Suftan Hameed and long talks with him and his
dedicated managers, like Fazal Ahmad and Bulbud Jan, helped me greatly in axploring the direction of
-advanced village planning.

In Tact | came 1o the conclusion that during my nest visit | should continue this esploeatiaon by going Lo some
other villages of Gilglt, which on account of thalr favourable position and the presence of co-operative
minded managers, have the polential of becoming good models of advanced planning.

I think that i the models are first developed fully in Gilgit their duplication in other places would be very
easy, | atso think that at this stage the Mlensive educational effort and the close monitaring required for
‘developing good models 5 more feasitie i the Gilgit Unit than in the remoter units.

2 OUTLINE OF ADVANCED PLANNING

What is the outline of this advanced planning which can now be seen more o less diearly?

Its: first and most impostant feature is that all the potential land and wates resources of the village are to be
“developed and utilised hully. Fortunately for most vilages the potential land and water resources are quite

large. Thus a village with 100 or less flamilies may possess 8 termitory of several thousand aores

The ownership and managemant of prasent cropland may continge to be In ndividual hands, but bath the
‘davelopment and maintenance of the terdlory as a big farmeranch require cooperative management.

_E_an':raml:lm management is assential lor developing and maintaining the full potentkal of:

frrigation
Foresiry

Pastures
Drehards




Cooperative management is also essantial for:

Frant protection
Anirmal Fusbandry
Processing

And it is equally essential for the vital functions and services of

Credit and savings
Marketing

Cooperative management demands that the Village Organisation should, unlike the practice of subsistence
farming. employ a number of trained. whole time specialist lunctionaries,

That this revelutionary transition g nal an impossibie dream is being demonstrated in not a tew bt many
advanced villages. AKRSP's main jab s to duplicate i widaly,

8 SUMMARIES OF REVIEW SESSIONS

The formal discussions with the Management Group and the monthly Staff Conference, conducted maindy
i English, have been accurately summarised by the feporntars. As a matter of record, | am raproducing two
of theso;

] Discussion with the Managemenl Group
i) Discussion in the Staff Conference

The discussion in the Monthly Conference of VOs and in the village meetings at Madinatul Karim and Jaglot
hitve been recorded in Urdy These may be considered a8 appendices to this repar,

4, DISCUSSIONS WITH THE MANAGEMENT GROUP
The main topics of discussions wera the evaluation repors prapared for the World Bank Team:

The report on imgation
The report on village o ganisations
The report on miarkating

My remarks were surmmarised by Tarig Husain,

ON IRRIGATION EVALUATION

nate the implementation and water utllisation differences batwaen villages. | would nat genaralise, but take
samples and case studies of different land use panerns, At presant policies can be made on the basis ot
Case sludies but not on the basks of trends because frends do not become evident Quickly and ara changing

frequently

We should identity the mewet proftable approaches discovered by advanced villages and transfer thom o
other vilages. Our policies, unlike the policles of the departments, should be drawn from 1he vision and
experience of advanced villages, o.9. Phander. We do not possess a blue pring of developmant and there
are no experts who can give us such a blus i
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In your repart there are sections on analysis of sustainability and fallure. There shoukd be a third section an
advanced vilages. These villages show us the future, perhaps through stained glass

ON VILLAGE ORGANISATIONS

Your report conveys only about one-fourth of what s gaing on - it understates what is being accompiished.
There should be a change in the format of the report It should include case siudies, e g. maintenance of
PFlz, selfffinanced PPIs, land development elc

Tha repon misses much of the dynamics which can be captured through more tables. The lables shauld
be cumulatie,

Many remarkable features seem obwvious to me:

First, the ralning programme - the only autonomous sell-refant programme in Pakistan. Second, the quick
acceptance of the package of advice Third, the extremely low rate of drop-outs: Fourth, the soclal ferment
and the technological change This tast feature is clearly reflected in the S0O's diaries, bul nol in the progress
Fafis

ON MARKETING

Fresh thinking is needed to undersiand the sduation correctly. It would be heiplul 10 study the marketing
structure of some Punjab villages - the operation ol the arhihis and its effect on the small tarmers. Chovlousty
the villages near Gilgit town may be adopting the Punjab pattern. This comparative view and the idaalogics
background is necessary as an analylical toal

In the development of the future marketing structure. AKRSP & not as yet the dominant influence. 1L is only
promoting ideas of cooperative marketing with 1he help of Village Crganisations and their activists

We can study as a precedent the creation of brull marketing In Baluchistan by Me. Howard. six years 200,
Howard himself studied the fruit production in Alghanistan and its sxpor to India, and then transterred the
technology and the market mechanism to Baluchistan

AKRSP has 10 perform more or bess the same task It has to spraad the belief thal an expor markel pxisls
for frults. Ivestock, timber and dairy products. Then it has 1o heép in the creation af the market machanizsm,

chiglly through the cooperative education and training of Village Organisations anel thilr managers and
marketing specialists.

AKASP strateqy should not be moncpoly of confrontation. but dissemination, Lraining and. coordination.
8. FOUR ASPECTS OF AKRSP

At the monthly Statt Conference, AHK began by saying that he has the unique opporunity of seeing AKRSP
‘both from far and near, of seeing the wood as well as the trees. His position was like the coach of & John

MoEnroe or lvan Lendl, AKRSP had heraoie workers. Somatimes It appeared that the work was being done
by jinns nat ordinary human beings,

41

I



He then presemad an outiing of the FOUR ASPECTS of the pragramime:

al Frovision ol supplies and BEMviCes
b Technical guidance

&} Training

di Supendision

A EUFPPLIES AND EEAVICES

al PPI grants, materals and fools

bj Credit - for production fand duvalopment, marketing
o Fertilisers and impeoved sepds

dj Pesticides

&l Veterinary medicines and artihicial insemination

f Marketing supplics and sencas

B: TECHMICAL GLIDANCE FOR

a Caoperative organisation and managemeant

+]] Saving and loan manageameni

(] Physical infrastructure developgmant

] Land development, borestry, pastures. orchards
al Improved crap production and plard protection
f} Animal husbandry - vaccination AL, sllage

al Marketing - packing, procassing, information
(B TRAINING OF

al Managers and presidants

]| Flam protaction speciakiss
&) Animal husbandry peeciallsls
d) HYW demonstration

i) Marketing speciafists

fi Facking and Processing demanstrators
c: SUPERVISION

Al Village Crganisationg

b PPls and tand devalopmion
) Savings and loans

d) Perormance of specializis

i Markating

6. PRESENT PERFORMANCE

AHK then reviewed the prezent pedormance. of all lems of s list,
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repeatedly emphasised the need for ‘Grafting' improved mathods and innovations on traditional roots.

2 poimtex] ol that in wiew of the fact that the Vilage Organisations were being designed 10 be AUONOMICUS,

salf-managed and selffinanced, the supervision exercised by AKRASP should be educational and not

poercive. Direct contral i 1o be avolded, eq. in respect of loans or marketing. Even the responsibdity of
regovering the loans should be shilted from the Social Organisers to the managers of V0s

He thaught that theee should not be too much warry about a few dropouts and a few delinquencies. If effors
are-docussed on the continuous improvement of the advanced vilages, the vilages which are lagging bahind
would saon b inspired by living examples. The effect of successful demonsirations is more powarful than
the effact af exhortation or cosrcion.

Anawesring a question as to how loans should be supervised, AHK said that the first essental step is that
the S0's initlal recommendation should be sound and the VD and the manager should assume
responsibiity. Similarly about new PPIs or the promotion of seli-financad PPIs, SOs should just continue their
aducational work and should nol push or hassle the ¥Us. but be patient and lat tham resolve thair omwn
difgrances and plan al thair own paca,

Akt technical guidanca, he paintad out that there are two kinds of packages ol advice: in the first place
tha package & weltested ke PPIs. credil, ferflisers. pesticides etc Secondly there are untested
nnouations, like HYV. processing, siage etc His advice was that the innovations should fest be carefully
testod In a few villages only, under the direct supendsion of experts, in a kind ol Tabaratoey' shiuation. Affer
gircesshul demonstration the package can then be duplicated in many mone villages

¥ CASE STUDIES OF VILLAGE PLANS AND A PLANNING MANUAL

AHK said thal there @ne now many advanced villages which have developed good plans. The time has
amived to complete case studies of these plans The case studwes should carefully outline bath the .
‘maragement systems followed by the village as well as the physical contents of the plan.

Thera wauld e Tour sections of the cass study.

Management system

Physical planning
Expecied bemdits
D#ficulties oncountensd

50 should complate these case studies with the guidance of MER and AV, who should do the final editing
ind publishing. In this way AKRSP would be following the exampée of the Harvard Business School

tha help of these case studies, it may becoms possible after one or two years 10 comgsla a very ussdul
3 of Willage planning

DISCUSSION ON WOMEN'S PROGRAMMES

.. g his own experience in Gomila, AHK sald that dfer the comparative study of faming In Bengal and
an, e camo to the conclusion that the Beangall larmer could not be as a productive as the Japanase
of Bacauss the Japanese wife was an intelligant and energatic parner inthe family tarm business, while

Bangali wite was segregated and ignarant.

AHK-said that ho was comanced that the segregation ol women was our main problem. Therefore, he could
i understand the insistence of donors for SEPERATE ncome generating programmes for women



O course there could be special programmes for women like maternity and child cara. But there could ba
no separation In economic activities becausa like the Japanese small farm the Gilgit smadl tarm was g close
knit family business

The aim should be to make the Giglht wife an Intelligon, enargetic, and well trained partner in the tamidy
business like the Japanese wile,

Womar s training programmes, like paullry of processing or sead treatment or animal fead elc,, should be
combined and cocrdinated with the men's programme

This combination and coordination ks a radical innovation. it should first be tested carefully Ina few selected
vlllages in & TABORATORY SITUATION"



EIGHT VISIT TO AKRSP
1 MAY TO 15 MAY 1987

i POOR VISIT

This visit was not a good visit. Two days, 2nd and 3rd May, were lost waiting i vain for PIA flights, and
_another two days were lost in travelling by jeep. While in Gilga, | could not do the inensive 1ouring of
advanced villages which | needed for my education | hope to do that during my next visit in the near futre.

Mowever, | refreshed my knowledge of AKRSF's progress through long discussions with the General
Managar, Members of the Management Group, three Social Organisers (Sultan Hameed, Noor Mohammad,
lgbal), sevaral VO managers, by visits to Rahimabad, Mohammadabad, Chaprol. Hanuchal and Shahtot and
by reading the case studips and the dianes.

2. MAIN COMCERN - ADVANCED PLANNING

My main concern during this visit was 10 place before the Social Organisers and the vilage managers the
concept of an advanced model of planning (described in the Seventh Visit Repor), and ascertaln thelir
- reactions.

The sallant features of this concept are a5 foliows:

i} Yillage families should realise that They are cwnaer oif two kinds of proparty
al Privata
¥} And commoaon

Their private property cansists of their households, croplands, fruit troes and animals. Ther comemon
property consists of the tarrtory arouid thair village with £5 pastures. lorests, waler channes and
link roads

They should realise that the area, value and productive potential of their common propery (&
ENONTOLES

8 By Imvesting much capital ard with much labour vilage families can develop their private propery
at best twolold or threefoid. On the other hand they can develop the productie capacity of their
common property fiftyfold or even a hundrediald,

For example 8 family can reclaim one of two acres more of cropland but the YO can devaiop
saveral thousand acres of forests and pasiures.

i) Privately a family may keep ten or filleen mare animals, or grow twenty or thirly mone trees, b
jintly through the VO they can raise hundreds of animals in the common pastures and cullbdbe
thousands of frees in the common lores!.

il Within 10 or 20 years fhe private holdings would be subdhvided among their children and becoma
microscopic, But the commaon pastures and forests will remaln intact and thelr value and produce

will increase.
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X TWD BARRIERS - PSYCHOLOGICAL AND ORGANISATIONAL

In order 1o implement this visition two barriers, gnae peychological and the other organisational, have 16 be
crossed

Iy Gilgt peasants have very clear and definite perception of private property, its development and
maintenance, But thelr parception of the development and mantenance af common praperty ks
aither non-existent or very obscure.

il In the past the terntory around the village beicngad to the Rajah and Mir and the villagers could
only beqg or steal from |t

i} When the divine owners, the Rajahs had disappearsd the villages did not assume responsibiities
ot ownership, of protection and malntenance They anfy stofe withoutl prestrain,

] I is imperative that the VOs should first of all assume the responsibilities of cwnaership

W} The village families showld realise that comman Propeny must be develaped and maintained in the

Salle manner as prvate property. As In the case of private propany, the families must ba willing to
pay the cosl Inofder o earn the benaliis.

Wi W they babeve that common propery is ke Kamadhus, the cow of Hindu gods, @ source which
yields benefits without any costs, they will soan. like the proverbial peasant, kill the goose which
lzys the gelden egas. tn fact this is exactly what thay have been doing in many vilages.

il The village families are familiar with the management of their saall private property, (although they
should learn same improved methods), But the manacement o a range of thousands of acras of
forests, pastures, orchards, water channels, foot [raths etc., & unknown to them

Wil They have to acquire this new organisational skill It is g very complicated skill, requiring a great
deaal of technical, social and economic guidance,

ix} By acquiting this skill a VO will develop an extensie leritary and own a vast source of income for
Mty genedations o coma

x| it is arily through exdensve range management, throwgh the plantation of forests and pasiures,
through large scale animal husbandry. through the sale of large quantities o Elrrsbeer, frists and
anirmeal products, that the Gégi villzgo will escape from the poverty trap of minuscie land holdings
which the high birth rate and the law of inheritance fragmants rapidly

. THE RESPOMNSE

The conces of assuming résponsible ownership of a large tarritony, crealing institutions for its management,
panning its development, paying the costs and divicing the benedits, needs to be explained agaln ard again,
| was encouraged by the response from the Social Urgansars. (Sultan Hameed, Noor Mohairimad and
fgbal), and VO members of Rahimabad, Jalalabad, Chaprot and Shahiote. | have corrected the Iranscnpt
of the speach &l Chaprot, and wadld ke 1o correct the Aahimabad spesch also. Tho two Epeoches are
ditempis [0 present the concept of lerritary ar range planning in & lorm suitable far Pl undersianding.
ey may be worth distributing widely. Duting my next visit | would like to continue the discussion of the
concept with the Soclal Organisers and the managers of the advanced YOs




5. THE ECONOMICS OF FORESTRY

o

M, Hussain Wali Khan has first hand knowledge of the amazing cosl benallt matio of popiar cultwation - 22
year old trees sold for As. 18,000, His knowledge should be widaly disseminated. He wold me that It is
geneeslly said that the hilly areas will be transtormed by the ESuzuki-and the Sataida. | suggest that the village
Swirmen also should be taught 1o adopt the Safaida

B VISIT TO MOHAMMADABAD - NEED FOR A NEW PATTERN

| 4aw the land reclamation in Mohammadabad and wondered at the poos return they are getling from so
misch investment. Most of the families in this vlilage. as in some othes villages in the vicinity of Gagh 10w,
are senice holders Agriculture & nol their primary concem., Perhaps the VOs n such villages could organise
‘gontract sarvices for the abaentess or parl limess. | will take up this prablem durng the next visil

7 HYDEL PROJECT AT SHAHTOT - A REAL BREAKTHROUGH

The hydal generator | saw operating a1 Shante Is a perfect moded of successhul ressarch and development,
it s Bioth technically effickent and simphs 10 operate. 115 low cost should make it available for any competent
WO, And it would surely be even more grofitable than the Suzuki and the Safaida. The Engineering section
has now a now package of advice as imponant &3 the Kuhls and the link roads. Tha cheapest electricity in
the warld will make the villagess autoromaus in respect of light and heating. It will el Im the conservation
of forests. It may prowide the infrastructure for new coltage industries. Above all § may not require largs
grants and subsidies. The cost of the project is 5o small and the returms so large and immediate (8.9 saving
‘of s 30 per month per famidy Tor kerosine), that the VOs should be asked to raise the capial cost through

‘eatra savings
' SUMMARY OF SESSIONS WITH MER

Case shxlies nead improvement. Further discussion during nest wisit
Column of cumulatvie figures should be added to tables
New and separate tables for solf-financed PPl

SUMMARY OF SESSIONS WITH THE MARKETING SECTION

Revisad tables showing the grawth of saisable products in each Wiage in esch season,

Outline of an R&D project for frsl processing

Careful study of the trend of some marketing speciatists 1o becoma Punjab type arthiz rather than
cooperalive: managers.
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NINTH VISIT TO AKRSP
25 JULY TO 6 AUGUST 1987

i R FOLLOW UP ON ADVANCED PLANNING

They would need INtensive assistance from the team of Socls| Ewg.aﬂlser,."Englﬂaerl.-'Fnre-s!m uncer iha
cancentfated guidance of Tanq Husain and MER. The prirded versions af the speeches should be Circulateed
dmong the Socigl Organisers g alvanced v managers for furthar discussion and commenis,

2, MAIN POINTS OF THE SPEECHES - (A} OWNERSHIP CRISIS

{Far the sake of record it would be comenient 1o have the text of the Speeches translated into Erglish like
he Passu speech. Hare | am Hlmmarising tha maks poines),

Traditionally the terfitory around the village befongad 1o the Rajah and Mir The villagers coyld oy beg or
el from it Foydg autherity was exercised with an ran harel and ihe foress were well praserved, Now that
e on hand has been remaoved the teriiory is ownirless and derplict s fesources instead of baing
devploped arg bedng nithlessly depleted. The absance of Protective awnership an the The hand, and the
Incrisased pressure of Ropulation an the cihar hand, has hastonad (he testruction of forpets and pastiyes,

Some Vs themselves have became aware of this dangerous situsition and are faking proventive sleps. asy
N Chaprot But the real SOlutlon is that Vs shoyld definitely assuma the responsibility of navship, | gave
them an analogy - the tefritary was their mother, She was abducted by the Rajah. iow that thia tyrant was
dead 1heir widowed mather has nalurally come back o her sons. |s it not bath their right and thig duty to
protect and serve har? The a5sUMption of responainle ovmership by VOz seems 1o Me 10 be the only way
ol saving this fragile e iranmigr

1 MAIN POINTS - (8) RESPONSIBLE OWNERSHIP

Itried to explain the vilg! Necessty of protecting the trees, bushes and grass cover ol the mauntaing theogh
responsible ownership. The functions of respansinle wanarship would he

i} Protection

i) Senvicing

i} Irnvesimeant

I} Scientific Uilisation

For subsistence farmars & change of attitude would b esgantial lo opergle 5 large range Jolrdly, They will
Fava 1o leam g eXercise Iwo kinds of Qwnership: The private and persinalised twnership of their smail
farms and the Gloperative ownership of 3 huge range




4. MAIN POINTS - (C) FETURNS OHN INVESTMENT

I paimted out 1o them the economics of fanga managoment - Fow the retums on thar imeestmants in large
scale forestry. pasturas and animal husbandry woulkd be many nmes larger. The intensive labour requined
far the reclarmation and cultivaiion of cropland will not be reguired for forestry and pasturage. In comtrast
to amall farms, range devalopment Is satiable lor cooperative mamnagement. Anothar impotant conshderatiaon
i5 that while the small Bamily tarms will soon be fragmented the forasts-and pastures will rersain a5 a most
valuabla comman propery.

B MAIN PQINTS - PRACTICAL STEPS - (A} SURVEY

Aher the discussion of the two paychologlcal bamriars - viz non-assumption of responslee, ownetship, and
the subsistence farm (Minifundia) mentality | pointed out the practical sleps which should be taken.

First and foremost comes the survey - a complate mapping and classfication of 4l the resources 0 the
territory; waler, sall, trees, bushes, grass, herbs elc,

The survey. should be done under the guidance of the Enginear ard the Foraster, 1| s necessary (o combing
Iocal knowledge with scientific knowiedge. The survey and the map will make thewr vision concreta and
indlzate the diregtiona of the VOs endeavours
B PRACTICAL STEPS - (B) PLANMNING

The resource map of their rmnge or terrdtory should Be thoroughly discussed In YD Mestings, Having
assumed responsible ownership of tha terrdtory the VO should start to plan its development

Tha grafting of scientific knowledge of expens on the traditional sidls showld continue. In other waords the
plan should be prapared [ointly by the YO and the Engineer,/Forester/Social Organises Economist team

Tha lang tem nature of the plan should always be kept in view, Two pitfalts should be avoided

i The absession of subsistence famers for extension of cropland
filp Thie dernand lov large granks and loans.

Tha emphasis shoukd ba:

On gradual esctension of forestry and pasturage 1hrough economical mvestment of tabour, and on the
scientific uriisathon of the exisling resources - range development e

7. PRACTICAL STEPS - (C) ORGANISATION

Survey and planning would not be too difficult if the VO is committed 1o the concepl of résponsibie
oownership and if it is biessed with good managers. Much more difficult than the survey and the plan would
ko the creation of the organisation which would be needed far the cooparative management ol the vas! ansa.
Fortunately tha rudimentary forms of cooperative management are already visible among the advanced VOs
in the shape of callactive plantings. appointments of choukidars, control of grazing, payment of specialists
B0,

Intensive effons should be made In special villages 10 help them 1o furdher develop the model of fuldre
organsation,
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& CHALLENGE FOR MER - MODEL BUILDING RESEARCH

MER should accept the challengs of this madel busikding research for temitory or range development in
Jatalabad, Markhun, and Chaprat, and far & special marketing strictire in the Chaperson vilages

a. THE CRISIS IN PASSU AND OTHER VILLAGES

Pasasu 15 a case atudy of Regression, a flening away fram fand development, which is taking place or may
take place in many other Gigit vilages on aceount of the growth of school education and non-farm
employment opparunities, and the consaquent breakdown of subsistence farming,

We analysad the various aspects of thes problem and tried 1o defing AKRSF's response

On the 1st ol August the Issuss Came out in-an excting meeting with the members of Passy vO. Tariy
Husaln has prepared a note on this meeling including a translation of my speech and the subsequent
discussion. This should be circulated a5 an appendnd 1o this report. His concise sUmMMing up of the response

o "THEORETICAL RESPONSE TO PASSL'S CRISIS:

“To begin with, we have ta recognize the force of change the yaung wil rok come back to the farm once
thary are educated. the subsistance tamdy tarm is disappearing. This has happaned all over the wodd: hare
cannotl be an excepdion in Gilgit.... What s the alternalive to the divarsitied sUbsislence orientod family farm

addressed in fulure by collective Managemeant, specialization in abour and Production, and a land yse
pattarn with less intenshe labour fequirerments. The theoratical respanss, thus, has two essental
components: (technalogical innavation with a focus onland): this nvoives a transition roan labour Intensive,
crop-onented land use patlems to exiensive agricultural devalopment based on the optirnal use of the antire
lemitory gvailable 1o a willage, Inciuding its forests, pasiures watersheds, glaciess. alc

instituticonal Innevation with a foous on human resources): this entais g Iransition from subsistencs
production on each farm 1o spociaiization of work within a village, labour sharing and the explaitation of the
BConomies of scale in managing a large range rather than a family farm, Both aspects of this response have
WD be anchored firmly in the management of resources availzble 1o each willage: the village must nos depand
on the vagaries af tourism as the sowee of 5 permanent Income Higher incomes and ey mar
Oppariuntizs have to be created, and can be croated, wihin gach vilage by move systematic expalilation
of the resources in s Terrdary

This, basically. s the Message that Dr. Akhler Hameed Khan tank tg he residents of Passy an 15 ALnust




AiEA KHAN RURAL SUPPORT PROGRAMBME
GILGIT

VILLAGE MEETIMNG IN PASSL), 1 AUGLIST 1987
Will Passw Find the Faal Gosd?
Aecorded by: TH
AHRASP taam

Dr. Akbler Harmeed Khan [AHE)

Shoaib- Sutan Khan (SSK}  Goneral Manager

Tarmy Husain (THy  Deputy Genersl Managsar
Izbar Alk Himzal {1a1  Programme Officer

E=zsa Khan {EKy  Dagirict Programme Enginear
Mohammad Ighal (M} Sooial Drganizer, Hunea
Karm Jan (B Audio-Visual Assistant

THE NATURE OF PASSU'S CRISIS

In 1983, AKHSP gavo a grant 10 the Passu VO for the construction of a new channel. In 1884, when the
channgl was neady complote. AKRSP and the VO surseyed and preparad a plan lor 265 heotares of new
land that would be irigatad by the new channel in 1984, the Passu VO appeared 10 be & model for other
willages - il seemed 1o be a coheshae group of vilagers, led by respected actiists, who understond the need
for developmg thair agriculiure through collective managemeant, and had saved large amounts af money in
their YO accounl Almost &l AKRSP visitors were 1aken (o Passu, Including memberss of the Board of
Directors and represantatives of Canadian donors {one of whom ganee 8 sTirming and emotional speech
paying tribule o the spirt ol Passu)

In 1984 the KKK was opened to expatriate tourists wishing 1o travel beyond Passu to Soust In 1988, the
Pak-Chira border at Khunjeral, and all of KKK, was opened up to third-country nationals for unrestrcied
travel. The mumber of overseas visitars registerad in Gigit Town increased by 197% in 1986, Holals Sprang
ufr all alang the KKK, including two new ones in Passu Employment in tourism-related activities peched up
substantially, Passy benefited particularly from the larger number of visitors frekking afong he famodis
Batura Glacker that falls within Passu's traditiona) watershed-teeritory

The commercial spirit began 1o affect Passuin olher ways. 1oo; Passu begun to shy away feem investment
in agricullure. Land development proceeded at a much slowar pace than had been antcipated In 1984
Instead, the VO used Rs. 100,000 of ils capital to go inlo the business of supplying elecirical apgliances 10
the villages of Gafal which wesa hoping 1o gel electricity n 1086 from the new Khyber hydel statkon this
business has almost comainty brought losses to the VO, due 1o the delayed arrival of elecircity, Most
- sagnificandly. the Passu VO iost all appearances of cohesiveness: the established rivalry betweans the pros-hair
 and anti-Mir lzctions thal are present m many Hunza vilages began to underming VO activilies, even as
Passu's most afticulate activist tumed into & hotel-keaper, and ofhers turmed 10 trade and 1ourism

 The growth of sducatan and off-farm employment opporfunities for Passu has meant an efleclive labaur

shartags for mary agrcultural activities. One resull of this is slow land development: another & the tendency
o fry and sell off Ivestack Wage labour for agricultueal acivities, a comman phenomenci in villages lower
dawn the Hueza valley, Is unknown in the Gujal area; the labour shortage is a new phencmenon in Gujal
and the market lor impored labaur, especilly Balll workers, |5 yet 1o develop
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The present condilions in Passu exenpliy the orisis facing many ol the accessible, ourism: dominated
villages of Gilgh. These villages require a respange from AKRSP thal recognizes the nature of change, and.
simultareously, addresses the issue of agricultesl development i imaginative ways

THE THEORETICAL RESPONSE TO PASSU™S CRISIS

To bagin with, wa hava o recognize the force of change: the young will ol come back to the larm ance
they are educated: the subsistonce Tamily farm i disappearing. This has happened all over the world; thare
cannol be an exception in Gilgit. The attractiveness of education and a more comfortable iife-style is
spreading ke widlire, The aldarly can Tend the Srops and animals for only 5o lohg.

What |5 the alfernative to the diversified, subsistence-orented family farm with @5 high labour and
management requirements?

The farmers needs for secure production e cash incomes can be addressed in fulure Dy collective
management, specislization in labour and poduction, and a land use pattern with |ess indensive labour
requiraments The thooratical respanse, thus, has two essantial componenis

i technalogical inmovation (withsa focus anland): his volves a transition from isbour-intensive, crop-
ariented land use pattemns 10 extensive agrcultural development based on the ootimsal use of the
entire territory. avadable to.a village, inchuding Bs forests, pastures, watersheds, glaciers, o,

2 insfituticnal mnovation (with 6 facoes on buman resourcesy this enfads a transition from subsistance
production on Bach larm to specialization o work within a vilage, labour-shating, and 1he
exploitation of economips of seala in managing a large Farm rather than a family farm

Bath aspecis of ths responsa have 1o be anchored finmly im0 the managemeant af the natural resounes
avalabie 10 esch village: tha witage mus! nol depend oo 1he vagares of toursm arkl rade as the saurces
al s permanent income. Highet incoma ard amployment opportunities have 1o be created, and can be
creaied within sach village by mare syslematic; explaitarion of Yillags resaurces.

This, busically, is the mossage thal Dr. Skhler FHameed Khan took 10 the resideris of Passu or 1351 August,
THE MEETING

Tha meating with the Passu VO ook place in the Hunza-style rocen of Ghulam Mokammad's Passu Inn
ARRSF s District Programime Engireer Skardu, Mobammad Danat, was present in Passu on leave; Dargat
transiated) Khan sahib’s words iMoo Wakhi, semlence-y-santenco

G Yoad had made a plan for land developmeant atter you constructed your channel, s
your work proceeding according to the plan, or has thereg been slower progress
than anlicipated?

Ghylam Mobsmmad It can't be done according o the plan, We had planned 1o do land developmaent
coflectively, bul that method did rof work out in our village,. Thea five-year pan that
had been made for us had little relevance 1a the condilions prevaling in our village.

Gha Bt that's mot the poént, Ghulam Mohammad, As you have sakl the guestion is ong
of gollective maragement The VO's reason for exitence was sinmply collaclive
MANAETEL




As far as the channel and its maintenance ts concemed, we work tngether, We also
decide collectively on individual plantation fangets, so everyone does that But it s
true that develppmient of each plot is done individually.

Sanjar Baig, the hasic question |s ane of management. It won'l aflect me or my
colleagues whether or nat you develop your land, But vou should consider whal
Khan Sahib has to say

| am loaking not only al Passy, bul at scores of villages. And in my view there are
villages that are succeeding, and villages that are faiting 1o do the work. Thesa are
many vitages like Passu which don't want 1o do what thay had thought about three
years ago. | want to explain to you that decision which you have 1o sccept in order
lo-achiewi @ very big success. This decision confronts most of the villages here
You have to decide whether your pucca income, your major income, your
chitdren’s incomea, their children's income will come from agriculture and land. or
from some ofher source. You have 10 declde whether what Almighty Altah has
gQiven you in these mauntaims is a biessing or a curse

¥hat is happening now. particularly in Passy, is that the tourists are coming, and
you arg making good money from towrism. Whon we were warking in othar Villages
4-5 years ago. the Pubhc Works Department was funding roads, etc and peophe
thowght thal was a big source of income, Ghulam Mohammas, thers are a few
villages now which lave undersiood that thelr major ang permanant source of
income for the fulure will be land Nol because 10 kanats of crop land have
Increased to 12 kanals or 100 trees have increased 1o 125 Those villages have
Thauginl ke this we have 5000 kanals of bareen land; then we have anothar 250000
kangls of land, on which we will have lakhs of treas; we will develop huge pasilres
an become owners of thousands of hieads of livestock, They have understood that
Thiese tounsts and sendce-employiment ars termparary things, but that thesr land has
suppored them for generations in the past, and they can transform this land so
that, in 10 years. they can Increase their incomes up 10 10 tmes, and begueath
these incomes to their iture generations

Az an ald man living in Karachi, | want to say something 1o you You should know
Ihat the conditions that are evolving in Pakistan will mean big setbacks lor tourism
in the ot 4.5 years. Forget about other people's statements - owr own Prasident
sakl alter the Karachi bomb blast that this ks only the baginning. Keep this thought
1 your kirk - he sitiation in Pakisian s bad, 5o don't pin your hopes on toursm
Whatever you can eam from tourism, consider It a premium. But i iz dangerous 1o
think of 1 as a permanent saurce af Income

[Savedcl barge tourst groups have cancelad oul this summer T|
Mo T refiirm 1o my main subjec

There are some vilages that have now understood that their real agset, thair real
source of income is ther land-mouains, forest and pastures. And once thay
faciied This. fhey also understood that i they want 1o be the ownars of lakhs of
frees and thowsands of animals and thodsands of kanals of pasture land, and #
Theey wani 1o sell thousands of trees-and animals evary year, then they cant do this
indlivicuslly. For example, once  they plant thousands of trees, they can't go and
ook after the trees indivicually. | can tell you about villages thal have engaged the



sarvices of up to s chowkidars: the VO pays tor them. And realize that six jobs
have been created there. You will see that those villages have restricted the free-
grazing of livestock, so that they may protect thesr pastures and trees. And thay
have started calculating thesr futune mcomes. You are surprised and pleased at
geiting a hundred rupees from a taurisl You should know that ow engineer
Hussain Waki Khan had plarted 22 poplar trees around his field five years a0 - he
soid them for As. 18,000, You do nat have the comrect pleture of the weadth oLl Gan
produce from your village,

Ghudam Mohammad sahib and my dear villagers of Passy —

The first declslon is whether you wanl 1o develop your real asset, YO Tajor
source of Income - this land that God has blessed you with, that has sustained the
generations of your ancestors anfl will sustain a hundred mare generations - do
you conskder this land 1o be your major asset, or will you rety 6n income from a
taw minor errands? Wil you decide. as othar villagers have decided, that in the next
10 years you can multiply each family's inccmea 10 times? Can Yo nob create jobs
for your children within your awn willage? Can you not, befare you die, decide to
leanie & bequest (o your chidren that will help them and theie children prospes? &
¥ou decide in these ways. then you will have to pay attention o your land. You can
di other work, 100, but yau should realize that kand s your primsry resource grd
the cther jobs are secondary. Tourists are here taday and gone tamorraw, But your
tand has been there for thousands of years and will still be there Tor thousands of
years in the fture. And If you decide that this land is your mother and yaur wealth
Than you will have to dovelop every inch of It - not just increase your 10 kanals 1o
15 kanals.

Wi spoka 1o the villagess of Jalalabad yesterday. They have decided that ihey are
going 1o évaliuale the entire 35000 kanals of land in their territory. And they dare
going to develop every single resource within that territory - trees, pastures, herts,
stones, waler. bushes - everything, The day you deckle that fand is your real
weaith, that you will be the ownors of lakhe of trees and thousands of kanals ol
pasture fand, selling thousands of frees and animals, that day you will again have
lo consider colleclive managament. You will have 1o engage the services of
chowkidars. shapherds and exports. What you spend on these people will fetch you
30 times in-retuen. Onee you decide on these issues, then call us back 10 your

wvillage

Now. consider one more thing Them are many other villages like Passu, where
peopie havi iost iterest in agriculture. because there are fewer people now who
are willing to work hard in agriculiure. in villages around Gilgit, up to 70% of the
families are engaged in government [obs. But it will be a great ioss if this results in
the destruction . orohards and crops. So. my dear Ghulam Mobhammad,
sahily, memibors of the VO - my suggeston is that the VO should take over the
responsibility for agricullural 85 a confractor inddbadies can fake up jobs
whergver thiy wanl, but they should pay far the VO 1o underake their agricultural
work It you cant find encugh workers within your village, vou should bave your ¥O
engage 5-10 Balli workers. Or Il there are people within the village with small
landholdings and spare time, the VO should engaps their sanices

How will this banedit you? Yo will bonelit bacause your real assets will contings
Lo qrone,
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It yout think this can't be done. please let me hear about It ctherwise, consider this
suggestion seriously. This is & suggestion lor villages with labour sharage. This wil
meaka the VO an employment agency. Those with little or no work will find an
additional source of income. And land developmeant will continue - trees will be
grown, and farms will be tended. By all means, go and gam Rs. 150 from Taurism,
but be prepared to give Rs. 5010 the VO so thatl your real assets can be developed
ag well,

Let me tell you a story naw of when New Zealand was discoverad and gold was
found there Two brothers migrated to New Zealand The younger bwother, by
nature, was greedy; the sider brother, by contrasl, was wise and patient. He saw
that everyone was taken in by the gold rush, and all the fertile land was lyling un
attended. Ha said 1a his younger brother: "Ga and look for your gold. | have found
goid already”. Ha staked his claim to the land, and stayed there with his harses and
cattle. The younger brother set cat in search of gold. He bore greal hardship, and
faund some gold; bat he coukdn't find amhing to eat. since you can't eat gokl
ARer greal misesy and hunger, he returned to the elder brother, and asked for food.
The brothor offerad all his food, but asked for all the gold In return, So the elder
lrether gnclad up with all the gold in & few days! Then he suggested that they bath
return home. The yourger Deother was most upset, and complained that he had
nothing 1o retarn home with, since the eider brothes had gathered all the gold. Al
that point the elder brother returned the gold to the younger brother, and sald:
THere, take your gold back But remember now whiat is real gold®

Whign we siared working herg, people would ask us fo provide jobs, or sel up
factories - they had giver up hope in their land. Now you have been entrapped by
greed a second time. Earlier, you had started realizing that you have greal weallh,
that I wou worked hard on it you would be fch in 5-10 years. But now again, ke
the yaunger brother, you have set ot in search of false gold, and any such gold
will go 1o waste.

[Discussion among VO members in Wakhi ]

Darjat {ranslation) 1o AHE. They say they understand what you are saying, but
that their hands are tied. Their chldren are in schoaal, of they are logking for jobs;
they-are in search of gold. These of us old people who remain are working as bast
as we can, 'We have cultviated some of the new fand. But wa cannat work the way
woul suggest we are old and weak

Get the YO to arrange for workers. Hire those who have time 1o spare Or hirg
those who are working elsawhers - pay them their due wages.

[Discussion amang VO mambers in Wakhi |

Darjat iranslafing). My uncle says that they have not given Up on land
dovidopment. In the fiest 3 years. the channel was notl strong enough, 54 they wene
watching it carefully, This year they are confident about the strength of the channel.
and they will procead with land development in the future

Tall your uncle that we have a balance in which we can weigh Passu against ciher

villages. | am saying t0 you that a large amount of capital has been invested here.
¥ioul have worked very hard, and coflected a large amound of capital in the VO. But

il
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wihat you are dolng now means that all that investment will yiedd a vary small return:
It s ke digging up a mountain for a handful of straw. The kind of revolutionary
changes in your well-being that were about to take place have now been stopped
The little nuggets of gold vou pick up from the tourist have become stuck in your
throat - you ane Daing stifted

[Qiscussicn among VO members. |

Consider carchdlly what is being proposed to you We are not gaying that you
should give up your jobs in towism, But ¥ou should decide that, in order to
develap your land, you need to make collective arrangements hor mobilizing labour
from within and outside the village You don't even have & shonage of capital - you
have already taken a loan lor land development How can ¥ou 30 on attending to
the Tourist trade while you are hoarding the land dévelopment loan and land is not
baing developed? Why have you taken that lgan? Tell me why | shouldn't take the
Ioan back from you Why did we give you the foan? We gave it sa that you eould
devetop your land quickly and increase your incomes. But f you are not developing
your land, what rights can you claim to the loan?

You can work out yoursell the benefits of investing in land. But you are nod
irvwiesting in it

[Ghulam Mahammad addressed the VO members in Wakhi, reminding them of their
countless mestings and the opposition of 2.3 members to collective arrangements
by the VO Ghulam Mohammad Is keen to force the issun. and requests the GM nat
lo interrupt his speech lo the vilagers. He i wisibly mowved, and berates the
vilagers for allowing discord to underming the YO, He states plainly that the
villagars have gane against the mandate of Mowlana Hazir lmam and the wishps
of AKASP )

Ghulam Mohammad, please also tell them that the Imam is coming to visit
Chaperson and Souse, but he will net visit Passu

Tell them that we will try our utmost that he doasn't visdl Passu.

He will go 10 Chaperson, to Souse, and e Khytwar--but he will mot come 10 Passy
Why should he come to Passu. to see what?

Should he come 1o grieve at what you have done?

{Ghulam Mohammad continues 1o berate the villagers. aftermating betwesn Wakhi
and Urduw, telling them that they have brought shame upan themselves They have
greal savings in the VO account, but that is a useless achievement, he says: AHK
agrees. They have a land development loan of As. 122,000, but that i5 nothing
miher. They have lold lies to AKASP, they have ignored the teachings of Mowlana
Hazir Imam. They have anly themselves to blame for their sorry state. |

Ghulam Mohammad, 14 them that AKRSP extended them a hand of friendship,
assistad tham in every way, gave them strength. and loved tham - and they spat
i our faces! Lot us go




Tha meeting broke up in pandemonium as the visitors left the rasm, Thera wars heated arguments between
VO mambers; one villager grabbed his shoe to use as a WA O

Al some wept

Outskle, Khan sahin reminds us, "Our relationship with villagers i not a sogial retationship, Dur role is that
of a teacher, or surgeon The teacher uses the rocl oocasionally, and the surgeon must use the scalpel If
necessany,”

o - Al Saction Heads

- Charman of the Board, Karachi
- Mr., Shaw_ Geneva
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TENTH VISIT TO AKRSP GILGIT
11 JUNE - 22 JUNE 1989

ANALYTICAL REVIEW & DISC UssIon

WITH THE MANAGEMENT GROUP - 20 JUNE
SECTION 1 - "DIAGNOSIS® OR PROBLEMS
1 Let s review what has been done and what slse should ba dane.
Using your medical terms: What was your diagnesis of the rural condition and what was the prognosis?
After five years of treatment how is the prasent condilion and what should be the Future treatment?
O, in other tarms, what were the problems, as you saw them, what wers the solions offerad by Yot
What improvements have taken pilace?
And what should be done for fufther progress?

What has been accomplished by past stralegy, and what. in the light of experience. should be fthe Tuture
stratogy?

It may be tedious to relurn to old issues. b frequent theoretical reviews are essentlal.
2 Lot us make a (st of youe tagnoses
First of &l vou naticed that tha physical infrastructure was in 8 termle slate

There was a greal shorage of water and roads: lack of water restricted agricultire and lack of roads
restricled marketing and consequently inhibiec production,

O aspect was not fully recagnesad in the baginning, the importance of BCOlogy of mountaing and forests
1 has now corme in clear view: the destruction of farests and erosion of mountains. Thay were dleteriorating
S0 rapidly that the entire economy was in danger

Your first diagnosis was that priorty must be given o the conatruction of physical nfrastrocture: water
channgls, and roads should be bl

But you realized that the needed network of kuhls and roads was so widaly scatiered that it could not be
buit by & department or 8 central agency

Your view was unconventional; the conventional view wad that the kuhls.and roads nesded by the villagers
shotld be built by MAWD o District Councils

Your view was that the widaly scatterad vilage kuhls and roads can be built only by utifizing local
knowledge, local Iabour and lacal managerial falkan:,

in other words, you had come 1o the eonclusion that tor buliding rural physical Infrastructure wa sholld start
with the buitding of nural institutional infrastructure.
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You had discaversd that in the Aaja’s time. when tha feudlal system was hilly alive, new villages were settied
and new land was reclaimed. After tha decay of the system faw new villages were saftled. Inspite of graaler
need

Therelare your program of PPI (Productive Physical Infrastreciure) was basad on the program of farming
Vs (Village Crganisations).

a Yaur approach to the problem of fow productivily was also a litte different
The comentional approach was to infroduce Improved varietles and brasds for incroased production
Your gave priorily 1o the prevention of lasses by pests and diseases 1o crops, archards, cattle and pautry

! Your founh diagnosis was that development required capital: withow mueh infugion of capital thare
would be little development

The conventional appraach gnores tha refationshin between investmanl and Qrosvih, and thinks mostly in
tefms of distrbution of favours and patronage

AKRSF provided some cagital to the VO, LUt insisted that the vWOs themsalves too must accumulate tholr
i capital

¥ow taught the VOs that increased production depands on increased imestments and incraaserd investments
depand not anly om Ioans am grarts bl also an Bavings

You are now teaching them that as thery mcrease their production they shoukd @lso increase their savings.
and only thus can they sustain the cycla of graest

5 AbGul marketing: you pald specit attertion 1o the exploiative and restrictive role of the ikddlernan
With the help ol special marketing credit VOs tied o rescus el mambers from old wsury and teach them
the: bonefit of cooperative rarkating

B You decaled thal in view of fhe physical situation Gilgit villages must becoms autonomous: thay

should nol be o dependent an sutside agencies,

For instance. for vaccinating catlle, ar Spraying crops. to expect thal it would be done by a central agency,
is unrealistic in mountamnaus areas

Theretore YOS should develop this capacity for themselves by training and paying thelr own axpers,
SECTION 2 - PROGNOSIS OR PROGRAMS

I Your “diagnostic surveys® had shiown that the most urgent demand was for water channels - (he
kuhis

You were not the first agency 1o meet this demand

in tha Raja’s time oo kuhls had heen made by traditicnal methods, atter Pakistan big BOFnearing
deparments had tred 1o make kukls
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How was your approach different?

You insisted that every willage should make the loan for its can Kuhl - Bt you introduced an innovation: the
planning as well as the work was done by a team In which yaur engineers joined hands with the villagers.

It was perhaps the first time thar scientific planning was brought 1o 1he vilkage level, and modarn B meering
was combined with traditional experignce.

For this comhbination we have imed a mataphor - ‘grafting”.

Traditional experience and practices have a sound basis, bt in S0M respact they are restricted, and do
nol have the dimensions created by 8 cenury of scientific progriss.

The two need to be combined, and in al fields: whether it be Irigation or road BrMneefing, agriculture,
horticulture, farestry ar animeal Nusbandry, Traditional krowiedae is o e supplemented with scigniific
knewledge and traditional practices with stientlic techniques

When you introduced the planning of the kuhis by VOs assisted by AKRSP engineers it becamg possible
1o make kuhls which were bigaer and betier than those made tradilionally. These kuhis would b have
begn made without the "grafing” of modam engneating an fraditional practices

By joint planning by “grafting” many remarkable kuhls wera matle with surprising spead at sufpeisingly [ow
oot

2. According to conventional wisdom rural poverty was due 1o law productivity, which was mainly due o
poor varigties or poor breeds, non-use o fertilisers ole.  Therafore priovity should be given 1o introducing
new varlaties, new breeds and new methods,

Yau gave priority 1o prevention ol huge losses which wire taking place so abviously Spraying of crops and
orchards ar immunisation of canle agains! epidemics could be introdyced immediately

Certainly better varieties et should ais0 be introdicad gradually, but the current Insses (astimatad to be
about 30%) should be stopped immediately

And you realized that the prevention of Insses should be the resparsibifity of the WOB,

You made the village autonomous for kuhls and roads: and you tried to make tham autonomaoiss far
Spraying and vaccination, by training members nominated by tha VOs as plant. or animal specialists,

It was a ditficull proposat to make the villagers responsible; they were convinesd that it was the duty of the
geavernment to spray their crops or Inocidate their Cattle

Our leadars in fact have made such pramiges 1o tho vilagers--promises which cannaot be fdfilad,

It &= beyond the capacity of any government degastment 1o look after thi willage kuhl, or road. or CIops or
cattie  Only the villagers themsalves lard V0s5) ean do that properfy

I the maungains only an awtonemous vilage ensures development. Too much dependence on outsids
agencres is the road to frustration

Mot all the trained specialists ars good, and some VOs have not even frained them, But your progninsis -
VO Msistence on-autonamy - is camect, Thera is no other allernative




3. A5 in the case of the kuhl or road or spraying or vaccingtion. S0 In the cass of cradit and marketing, you
rmade tha village the base of planning and you tried o make the village aitonomobs.

Comventional credit does not reach the majority of small farmers. It 1 hijacked by wadesas,
And corwentional credit has a dismal recovery recosd

Your W05 have buill & credit system which reaches ol 10 the majarfly and which has an excellent record
af recovery

Bacause it was based on village planning and autonomy your loan program caught on as quickly as the PP
program

Baoth the access to the majority of small farmers and the fine record of recovery is due to the VO system -
the forrmation of the group. its frequent meetings, the presence ol a manager and a chairman holding the
group together, and acquiring management skifls, and constant training by Soctal Organksers,

It ta these factors which are missing in conventional programs.

4 Anather factor missing in conventional programs is effective emphasis on savings. by the villagers.

You fully appreciated the need for infusing capial lrom cutside for the sakes of daveloping the villages. Bl
you alsa appreciated the nesd for socumidation of capital by the villagers themselves through regular
savings

The villagers have responded positively, which clearly mdicates that they can understand the working of the
cydle of growth - imvestment - increased production - mone savngs - more nvestment eic.

You have made a very significant demonstration in the field of rural ecanomics in Pakistan,

SECTION 3 - PRESENT CONDITION

What is the present condition™

1. You have created a sockal and institutional infrastructure which, in tum, is developing and maintaining the
necessary physical infrastrsciure of kubls and roads, the economic infrastructure of crecit and marketing,
and the technical Infrastructure of plant pratection and animal husbandry.

And, in my opinion, these are now permanaent. Instfutions take root when they periorm necessary functions
- whan they deliver, so 1o say,

Tha V05 have built and maintained kuhls and roads. they have disbursed and rocovered loans, they have
collected savings, organised markating, trained and remunerated thelr own Speclalisis.

This new tradition of cooperative action and skill wil not be forgotten easily of quickly, On the ather hand,
it will spread.

Compara the poor cordition of villages which have not frained specialists or whose managers have leamit

management, with the well crganised villages. Inevitably the former will, sooner or kater, follow the examiple
at the latter
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By teaching the village to become ALRANOMALS you are really reviving an ok tradition If vou read the
history of India or China ou find that conguerars cama and disappeared, but the civilization contifued,
DeCause its basks was the autonomaus village, looking after its cwn affairs.

Tha new toclish expactation that a lof of things would be done for the village by 1he government or cutsiders
- Inat In fact it would gat 8 “free lunch” - s comirary 1o the old tradition, It is a dream - a mirage. You
shouid not encourage it

SECTION 4 - INADEQUACIES

Your program - Social Organisation, PP Crodil & Marketing, Agricullural Extansion - are in a healtinyg
comdition as proved by statistical indicatars,

But let us carefully examine some inadegquacies

1 Let us begin with cur first nadeguacy | Il concems the mauntain ecology, We understood the
prioity of kuhts and roads; but | think Wi have nal yed fuly understood thar this ares depends faor
its clEmate, as ranlad, its agricullure and fivestack. on 1he preservation of forosts.

This i the greatest dangar and the bagriest challenge tacexd by this arsa.

The foresis were well pratected in the Raja's time. in the first place bocause the people were tighuliy
cortrofled, and secondly becavsa a small Poulation was contralied by high micriality.

Now there i anarchy and the Population is dodbiing every fiflean or twanty years

The lorests ane practically ownerless. Thay are being raped as a Couney Is raped by invaders or a willage
By robhers

The forests are without any protector. They are being distribed as Ipot ar Péunder. Foolishly, suscidally,
the villagers themsshes have foined in the plundering of forests. instead o protecting them as the VEFY
GUpport of their les

Everything that is baing e Dekding social or physical irfrastructung. agriculture of horticufture - will fade
and disappear & the farssts disappear

Without protection and further devefopment and kowing maintenance of lorests there is na future for sl
Gilg#

Why are the forests being destroyed? On account of anarchy, the absence of responsinle ownership, Mo
propory is safe unless it has an owner and frolecior

Tour fulure strategy will give priority to the protection devalopiment and mamtenance of farests through the
Vil

2. It iz embarrassing for me, 3 generalist. o speak of inadequacy in & specialist program. But | crave
your indulgonce

| 'Want o polnt ot that it is a templation for experls to hape for quick resufts by introducing improved
breads

I my view we should pay more attention to the improvement of traditioral mithods of feeding and nousing




| kriow from personal experience In Bengal that the Unina Cauncil member's cow gave 5 sears of mik while
thi small farmer's cow gave 2 seers. The broed was thit same: {eecting and housing was differant

it we hurredly introduce improved breeds. without improved leeding and hoosing, the improved bresds will
sonn fall to the level of Iocal breads

Why not firs! upgrade the feacting, housing anel health ol tha local breed like the Uinion Council marmber 2

Let us concentrals ot least some of our research and extension eftort an upgrading traditional methods and
local braeds

3. There were some inadequacies in our women s progeam. One reasan for that was that heaith, child
cang, nuirition and family planning were excluded from i

Thiz ather reason was the misunderslanding thal there can bein Gllgit villages separate pconomic programs
for women

As a matler of lact, the famiy lamms are wary mauch of & joint business in which the whale famdy s
inexiricably boumd in Rafnership

You have now redesigned [he program. |4 the hiture strateqy this naclecuacy has been remedied by
recognizing the fact of partnership and ieskgeprarion

My analysis on Waoman's program and its furee slraieqly has been summarised separately by Amengh.
SECTION 5 - FUTURE STRATEGY - INVESTMENT IN WOODLAND
1. We do not have 1o bother abaut the Vs ey ate by now Brmily ractod.

Muaither nead we worry abot th physical wiltasinuciure of kuhls and rosds Much has boen completed and
Ine remaining will also be comglelad In coursa of fima

There s no reed heea for changes in approach, siance or arganisation

2 One new lactor which we shouk infroducs in our future strateqy 15 10 convings the YOs that the
most profitatie imvestrments can be made inside the village dsed

VOE pu their savings in @ bank or post office: theey O a mere 14% from which 2 59 2akat is daducted
Instead. ey can make local investments which would ring mueh higher gain,

Some VOs have already discovered ane spectacular aveniue of investmant trae plantation - a woodlol

When | hrsl went to Oshikandas, | was amaced at whal | saw there Oshikandas had thousands of Trees
avery family had a woodlol which was their main sourcs of ineome

fn & recent visit to Mohammadabad | saw that o s becoming another Oshikandas  The duplication of a
madal Is the real prool of its succese. Qehikandas is & model which can b duplicated in many vilkages.

3 We can divide land development infa fwo catngories: Cropland, and woodland o woodiots

Levelling lor cropland redquires much investment and fives pooar returns compared to tree planiation for
wondiand which requires less investment and labaur A gives mizzh higher retis.




Your forastry experts can recommend excellent varlaties of timbar, fuel and lodder trees lor the woodlois

AKRSP should propagate this concept and help the VOs to make this Irvestiment bath with loans and
savings

Films of villages like Oshikandas and Mohammacdabad should be shown to cther VOs and their managers
should e encouraged 1o make personal visits.

DIGARESSION ON THE RURAL ECONOMY OF GILGIT

Filty years ago this area was importing pathaps 10% of ils requirements from outside. Nelther the Raga nor
the people needed any subsidies ar foreign aid  Both ware self supporting

But what is the present position 7 Most consumer goods are imported from outside, very litlle is expornted,
small tax revenue is generated while large subsidies are consumod

Watch the trucks on KKK and natics the proparian of impors and expons.  Even timber and animals are
imporied.

wihat is the future of such an econpmy ?
It must change, there mist be more exports and less subsidies,

Whal can Gilgit export 7 Wheat 7 No. It can xport only fruits: imber animags, and other wealth hidden
I the mountaing - herbs, minerals, precicus stones,

Your assignmont is 1o make Gigil prosperous. How can you make an area prosperous which is impicitineg
9% and exporting 10% 7 For Gilgit the mowntains are the real source of development and the only trie
hops o prosperiy

You have budt the VOs, you have bullt the social and physical infrastructures. you have buill the creda
siruciure. you have popularised the concept of saving and ivestmant. You have stared the process of

development

MNow you should make tha V05 ses that thelr real chjective should be to produce a big exponabie surplus
of fruits, timber, animals, and othaer waalth from the mountaing

For this purpose the V0s should reconstruct the third infrastructure - the mountain with 15 forests and
hastures, nunuring large herds of cattle. producing vast quartities of timber, meat, skins, butter, chaess el

SECTION 6 - FUTURE STRATEGY - FEATURES OF DEVELOPED VILLAGE
1 Lt us paint & picture of the future "developed® villages
A ‘developed” village will have two now features:

1 Protection and mmprovement of I termtory
Cooperative services and supplies.
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By temitory | mean all the tand in and around the vlllage. with all #s resources - water, soil. forest, pastures
Bl
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A developod vllage will have a clear concept of respanstble awnership of its tarritory, its protecton and
impraovement, instead of the present sulcidal concept of plunder,

And a developed viltage will organise cooperalive services and supplies tor credi, marketing, plant
prodection and animal busbandne

Nurnerous VOs have acquired the second feature (cooperative services) white only & few have acquired the
first feature (protection of lerritory).

2 We shoull remarmber thal i we have a developed model | is sasy o duplicate it

There already are a few vilages which have acquired or are in the process of acquiring both the above b
leatures.

What showld be the new priority in promating this modal of developed village? The creation of a corwiction
that thalr territary belongs to them, It is their iure resource, it is their legacy 1o their children,

On the growth of this comaction will depend the pratection and improsvement of territory, afforestation and
range developmant.

As in the case of Irigation, so in the case of forestry and pastures, "grating” of scientiflc methods must be
done on traditional methods,

I may be more ditficult in forestry than In lergation. Much infitasl research about troes, grasses, sodg
alevation, et has fo be done and many experiments and demonstrations have to be made

Research, expesiment and demaonstration require time and should ret ba hurhed 1oo much,

Tour full package ol advice tor territoslal o land development will emerge slowly Trem your research and
demonstration, which, in my opinion, 5 being very well done by Michasl Junkove

3 When you aré ntroducing innovations you may be introducing  edher samething simple or
complicated. A simple innovation can be multiplied faidy fast.

Credit was a simpie innovation and you have multiplied gquickly,

Marketing was more complicated and |t has spraad Slody

Pratection and improvement of territory is & complicated innovation. ¥ou must procesd staga by stage, not
camitling any fimk

You should first concentrate on only five or six alteady existing model vilages adopling territodial protection
and improvemeant, with forestation, pastures, collaftive berds of cattle ste.

As these vilages go further forward they may be tuened into training and demonstration centres. Lot
managers and chairmen of other Vs come there and see with thesr own eyes and hear with theair own ears

Thus nexd yaar you have 25 new modes

4 | am often a wel blanket, saying "Don't go too fast” bat not always.




There Is & parn of the advanced model which can be mtroduced guickly and widely the village nursery. The
village nursary. like other programmes reduces dependence on oulside sources

| would advise nat 1o nsisr an the nursary Deing a coflective gnlerprise of the Y3 11 woudd be Better
maragad by a private enfrapranaur

Forests and pastures should be collectively managed thouwgh with specialised and paid gangs. Bl nursaries
require individoal attention

5. Your programmes have created a favourable ciimate for the emergence of private anirepreneurs in
the village

Wa need nol encourage exploitative middlemen ke the teaditicnal marchant monpylender or privileged (with
thee hesip of ADE Icans) tractor or thresher wadleras

Bul there is roam lor commercial farmers, commercial dairy.man, commercial pouliry larmers, commercial
fursery owners - and ofher privale ertreprenours

They are not explaiters. They promate production and employment And it is thair prosanca in sufficien
rurmbers which wall tum tha present subgistence etonarmy inlo & commerekl economy which will produce
the surplus for expart.

The favouralde climale for private entréprensurs has beon created hecanse your programmes - PP credil
and marketing. agricullural extenision - have opaned new apporunties

Your programmes have created opponinities as wall 35 an urgfe tor protaabis iivestment theough increased
pradic e

And they have atso created the means e easdy avadabie cradit and the haba of BAWING,

You may remember that when we lirst went 1o the villages we lound that the tarmers: did not think 1hat thadr
lared had a great profitabie potemtial Now the potentiat is visibie

SECTION 7 - FUTURE STRATEGY - INCREASING FAMILY PRODUCTION

Takinig hull advantage of ths avourable clanate I our future strategy wa should make an mpartant adclition
#r Shalkd start a special programsme for Increasing prodicticn of lamily units.

¥hal is the difference between the lamily unit and 1he commercis entrearoner

Thir commercial entreprencur operales whale time and on a larger scale - as nursany cwner, dainyman,
foidlny farmer, proCessor Bl

For family unit the work is part lime, supplementary, and on small scale, by members of the family
hamaelves

The farmdles will plant trees. cullvale kilchen gardens. keap poultry and mitk cows 1o supplemant thee farm
ICCIMe

2 Tou may exclaim “hut they are doing this!™ Quite trua. They are domng iF in the fraditional manmes
Mow you are going to teach them “grahiing’ ol scientific methods on tradifional methods © &
aynthesis which will increase productivily and reduce losses
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Taka, for instance. chickens or milk cows. you should give scientific advice about housing and feeding; or
teach them 1o plant woodlols and kitchen gardens in their compounds

By modernizing family production you can bring about considerable Increase in the tamily ncome:

| am sure that as the families increase their prodice there would be no difficully in organising marketing of
their wood, milk, eggs or vegetaldes,

SECTION B - FUTURE STRATEGY - THE VO BANK

1, Mow that you have created opportunities for profitable investment in the village, the time has arrived
o establish a bank in the willage tsel

This & anpiher gaant step lowards autonomy. Until now the VO3 have been running to you for short or long
lerrn loans. They can =il do so. when nagessary.

But for the commarcial emrepransur or the family urit the YO itsall can do the barnking

ARRSF cannol examing every individual request or make a judicious decision The VO, an account of
intimate local knowiedge, can easily do that

Amang VOs there are many wha have two or thee lakhs of rupees as savings

It ks foolish to let this money go (through the banks or the post aoffice deposits) 1o Karachl ar the big cities,
whilz it can be much mare protilably invested In the wilage fse

It youl think about it, the esistonte of khs of rupees in the hands of the VO s almost a miFacle, limaging
it every village In pakistan was in this position

Not onfy the VO has the capital for investment, it Also has the managearlal ability and social control for
promoting commercial entreprensdrs and Famdy Lnits in the village

In your future strategy the YO bank can play a wEry dyramic rale.
SECTION 3 - MOMNITORING

1 Every teacher knows Ihal. In a targe olass of studonts. some are good, some middiing, ard same
s,

Every organiser knows that, in spite of his best efiods. some units will tat pedarm propary. Eery genaral
knows that ina real bamle there will be casualtios,

Human belngs o groups are ot uniform, the larger the numbers tha greater is the disparity.

Our duay is rat 1o become elither camplacent or cynical. To say that all is well, ar 1o say that it is all wrang,
e slupid

Ouwr monitoring and classification shoukd be done with great care

In my opinion we should concentrato more on the pioneess, consull them more frequently, send them on
tour to other VOE, send athar VO managers 1o their villages ote,
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Spending most of your time with kaggards is lke polishing bricks to make tham shne ke mirrors. More
assocation with the ploneers wilt be gocd tar you and good for them,

! conclude with the sueggestion that you should hold separate conferences af the pionears.

Gd




ELEVENTH VISIT TO AKRSP
16 SEP - 25 SEP 1989

During this visit mainly two subjects wers discussed in serveral meatings with the Managemant Group and
MER

(The discissions were recorded and | would & glad to edit tha transcripts if thay are sent to me.} A barg
outfing |s given befow:

The first fopic was the preparation ol an impact study; the secand topes was the extension approach
adopted by AKRSP and how it ditfers fram the ling and command® approach of government departments.

SECTION - 1 - IMPACT STUDY

ARRSP began itz "diagnostic survays” in December 1982 1ts programmes have now been in oparation for
BiX Vears, A natursl question is being asked: What Impact have these programmes made?

First of all it is necessary to realise the limits of AKRSP's “ntervantion”. Whils athar (far more powerid) social
andl gconomic forces arg transtorming the Gilgi region, AKRSP i working only in cerain sefected spherag

These spheres are circumscribed by AKREP pragrammies Fram the vary Deginning sach programme has
clearly outlined its cbigctives.

| have tried ta summarisa the objectives af main programmeas in my last papor - “Analytical review ofc"
For instance the objectives af the prograrmime ol leeming vilage crganisations (VD) ware:

1 10 create a new social order 1o take the place of the collapsed old Fetdad ardar,

2 10 create a local institulion for constructing and maintaining village kuhls and roads.

3 to creale manageral and technical skills in the village itsedf,

4 I create an effoctive tradition of cooperative management, popular panticipation and control,
5 10 promole the concep of auancamy in resources, ard managenial and technical skills

Or the objectives of the PR PrOgQramime werp:

. to teach Village Organisations VO to plan ardd constrict water channels,

2 and assume responsinility of maintaining. and wherg necessary, further expanding and developing
tharm,
3. and leam to “grat” madesn mthods of engineering on tracitiana skills,

Or the objectives of agricyltural development wara.

1. to assist Y03 In Increasing crop Cultivating, horticulture, lorestry, and pastiras,

2. and Increasing the use of terilisers, spraving and othes mOCErT inpLis,
3 1o introduce HYY of wheat and maize. new crops like potatoes improved varlaties of fruit and lorest
trens and forage



Or the objectives of lnan and SAVING ProgQramume wera:

1 1o make short and medium term loans avatabie 10 mos small farmers for increased production
croptand development, orchards, lorests, pasiures,

2 io create managerlal ability in each VO for preparing loan plans. distributing loans, and recovering
loans,

3 ko create in YOs, through regular and frequent maedings. the diseigline of hanest use and repayment
o loans,

aq and most important of all, te inculcate the habit of Ffequiar savings, and accumedation of their own
capital,

5 and thus making them aware of avenues of local investrment and laying the foundation of VO
banking,

Indicators

The woll defined objectives of sach programme easily (urn Mo indicators. Recards have bean kept in such
a way thal performance of every VO can be determinad stalistically in respect of cach indicatos

AKRSE has regulary compdad and pubilished fuarterly and annual progress repans.

An enormols quantity of statistical data is avaiahip for tabwdation and analysis over a perod of five YEArs,
f properly 1abulated and analysed the statistical data for the indicatars will present a rellable picture of the
impact of AKRSP programme

Basic tabdes will disclose the performance of each VO over the fve year pariod and the extant of the mpac!
of each programme:

Corsolidated and calegorised talies will reveal tha general impact in the region

Tha first step is 1o compile a basic list of the indicators Toe which the quarery and annual data is avalable.
The next step s o compiie 3 basic fist of git Gilgit VO35 showing thelr annual pedormance for atl indicators
ower The frie year period

Thee third step iz 10 prepare consolidated anc calegorised tables,

The tourth step ls 1o carefully examine and analyse these lables, Imerpret thelr significance, and thus
duterming the dimensions of the impact afer five vizars ab AKRSP programmes

I am willing 10 help m the compilation of the consalidated and categorised tables and thelr examination

| am alsa willing o wrilte a general introduction 1o the impact study as wall as surmmary introductions 1o
chapters dealing with separate programmes

| think a comprehensive impact study can be compieted within six months if we can work ot the process
of coliaboration with MER, the District Oice and rmysel

I 'was greatly Imprassed by the afficiency and speed ol AKRSP CINTIGAIIET Sectinns:




Mr. Najam Sethi of Vanguard expressed eagemess to publish the impact study.

SECTION - 2 - THE ESSENCE OF AKRSP EXTENSION APPROACH

In my “Analytical Review” | have shown how AKRSP programmes differ from departmental programmes
In the first place no depariment tries 1o promote V0s only AKRSF does it

AKRSP enginears do not buld kuhls or link roads or othir physical stiructures, They teach the VOs to build
and maintain tham

AKRSP stalf does nol, like the commercal banks or the Agricultural Development Bank, select loanses and
distribute lnans. AKRSP Social Organisers teach Vs 1o Prepare loan plans. distribute and recover loans,
odlect their own capital and ultimately do their own banking

AKRSF does nat underake to spray crops or vaccinate cattle. It invites YOS to sengd members for training
as plant or catlle specialists.

AKRSP's programmes ate dirscted towards making the vOs Independant, not dependent on Yield staf”
They create maragerial ability, and technical skills inside the village, and promote lormation of own capital
and utiisation of own resources

The essence of tha AKRSP aporaach s trakning and exlension

Bt the extension agents are the nominess of the Y5 managers, agriculture and livestock specialists,
foresiers

Uepanimants wanl thelr ¢wn esdension agents, paid and conteollad by tham. And they want ever larger
nurminers ol departmental smployees - the so-called “held atalf®

The performance of the e departments with huge numbers of fiekd staff does not inspire much confidence
On thi cther hand AKRSF's pedormance in ergmeerning, credit. agricullure. forestry, — without much fiekd
staff. relying mainly on VOs, and using thelr nominees managers, ond villags spocialists a5 exsnsion
agents - has been much more fruithul than the Fald staf supervised departmental peformance.

There is a natural desire 10 emulate Ihet pawer and authonty of depafmeants and prefer paid subordinate field
stafl to VO nominees. The termptation should be resistod

AKESP should carainly strengthen its traming capacily where necessary, but in respect of "Reld saf® it

should not emulate the departments. It should continue to make the VOs self-refiant. not depandant. The
nominees of YOs have been the best exiension agents and AKASP eiperts shousd continue o refy an them,

¥l



TWELFTH VISIT TO AKRSP
10 JUNE - 22 JUNE 1991

My oteventh visit 1o Gilgh 1ook place in September 1989 21 manths ago. | am sarry for the big intenval, |
was 100 Imvolved with the Orangi Pilot Project and some other affairs.

My mwafth visit lasted for 12 days which wera spent in intensive discussions with the GM, the Deputy Ghs,
members of the Management Group, some §0s, soma VO managirs and cluster leaders, | could also visht
some villages and talk and listen to villagers.

SECTION 1 - ANALYTICAL REVIEW - JUNE 1989

1
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During my tenth visil. In June 1989, | had mado, in long sessions with the Management Group. an
analytical -review of AKRSP at the end of seven years. | have carefully re-read this review. As |
consider most of is conclusions still valid | enclose a copy. My present report Is really a
continuation of that analysis

| had pomted out that AKRSP had made the tollcrwing “diagnasis” of the miserable russl siluatipn:

L The physical nfrastruciurs of kuhls and roads was most Inadequate.

2 After the end of the old feudal system anarchy was prevailing averywhare,

3 The villagers had no faih in the fulure of farming. They generally warted non farm
gmployment.

4, The rural econamy was in a state of deep depression Productivily was low and investimeant
Wids minimal.

In the light of this “disgnosis” AKRSP had made the lollowing "prognosis”, or in other weords,
Introciuced the following programmes

1 A masshve Infusion of capital grants for building the productive infrastrecture (FP1) af kunds

and roacs,

2 Establishmant of a social or institutional infrastructure ol village organisations (VOs)

3, Anather massive infusion of capital in the shape of shod-term agricullural loans for
Increasing productivity

4 A third massive infusion of capital in the shape of medium-term loans far land development
- cropland, orchards, and woodlands

5. A tourth Infusion of capital in the shape of marketing loans

G Supporting technical programmes of improved agricufiure, animal husbandry, and forestry.

Instead of adopting the poputar line and command methods, AKRSE preferred to assume a teaching
role, ghing social and technical guilance along with credit, and trying to make the village as
autonomous as possible:

TE
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VOs were enfrusted to-plan and build and maintain kuhls and roads.

VOs were trained to give and recover Inans, to collect savings regulary, and promate
markefing;

V0s were encowaged to select suitable members for Training in piant protection and canle
vaocination and pay them for spraying the members’ crops and vaccimating thelr catile.

Aller seven years the results wers quite visible and could be measired by statistical indicators

1

2

3

4.

An extonsie network of kuhls and link roads was built and was being maintained by V0s,

VOs have distributed and recovered millions of rupeas in foans, shar and rmedium-term, 1o
thousands of small farmers who previowsly had no access to cheap cradit

VOs have collected sumprisingly large sums in saving,

Mamy VOs are paving their epecialists for spraying and vaccination

An oulstanding achievement of AKRSP is that in a shore period ol sic years it has pullad the Gigi
agrarian economy from a deep clepeassimg

1

Firally,

New water channels, link roads the fourfokd massive Infusions of capital, demorstrations
ol increased productivity, have created the rape of large prafits from the land,

Villagers everywhare are now eager to invest in land developmont, even those who are
endaged in non R work,

Increased producthity, the linking of vlllages 1o markels, and avaiability of crodil i
pramating commercial enterprise

the analyiscal review underdined soeme madequacies, and sugoested a faw directions for

future: strateqy. (For details see the anclosed caopy of the repart an Tenth wvisi),

SECTION 2 - REVISED SUGGESTIONS

i

Mow after my Twalfth visit | take the libarty of making the lollowing revised Slgpestions:

2.

A second rourd of PPls. primarily kuhls for water development

A few pdot PPIs in spacially selected remole villages for “territory” or rangs AR Thent.
A few pilat PPIs in specially selacto willages lor hydro-elaciric stations

Continuation of low interas) shor-tarm agricultural loans 1o Vs,

Continuation {and espansion of kow nterest medium-térm loans to VOs for fand
development.

issue of low interest medium-tesm loans o Vs for purchase of milk cows by mambers.

[



Issie of loans at current bank rates 1o commercial ertreprenaurs both in the villages and
in market towns like Giga

It may be noticed that the aim of these sugpestions is 1o sustain and furthes strengthan the spoctacular
growth which is taking place in the agratan economy of Gigi

1, 2nd round of kuhl FPIs

1.

10

There can be litle doubt that @ was the extonsive construction of Kuhls and the Increased
supgly of controlled water that created the surge of imerest in land developmant in Gilgit.

It would be wrong to assuma that ail tho avallatle water has already bean hamessed, Most
probabily only 20% of the water sources oF less have been utilisad

Even a cursory tour of the villages will reveal that thare is cryving need for more water
develaprman

It is also obvious thal this new developmernt, like the old development requires bath
FEnancial ard technical assistance

Howewer, The 2rnd round of kuhls doss not require ree cagpital grants fike the first round
Mow Vs ara rch enough to develop the kubds with londg-term loans.

Im fact they are in a position 1o confribute a substantial amount from thelr own savings. To
invest their savings In increasing their supply of water would be far more profitable than
bank deposits, when there s doubke digit inflation

The need tor technical guidance lor making bigger and befer kuhls |s 35 great as it was in
the first round (probably greater). Luckily the AKRSP enginears are far more experisnced
than they wese nine years ago and just now they are almost half idie.

Sa the V05 may be invited to prepare plans for the second round of water development
and the engineers shoukd a3sist them to make better and bigger kuhls,

The new plans showd be financed by long-term low interest loans. Each plan should have
a meticulaus fist ol beneficiarnes who will repay their proportionate share, Thay should ba
aliowed 10 use their accumutated or luure savings for repaying the long-1erm loan of aven
far conmlribufing to the cost of constructian

As for link roads | think enough money i floating In the deparmental programmes. With
a little lobbying by AKRSF it should be possible 1o secure thase funds for YOS 1o construct
the roads wunder thelr management. However AKRSP engineers should help the Vs 10
make tha plans for presentation 10 the degaiments

2 Pitot PPIs far “territony” or range management

1

The devetoping villages locatad in the vicinity of markets have started producing vegetables,
sgs. milk, luel and fodder for the market. This model of market sconomy is spreading and
will spread more quickly with the availabiity of credit and the emergence of commercial
enfreprengurs




Pilot PP for nydro-slectric stanons

1

Romote and Eolated vilages rau:.mh'e a difiefent model - & modal of range AT
resulting in large scale production of forest and aniral products; which can be sanl Lo the
market, not daily. but at long intereals. 1

The development of this model - relevant perhaps for 25% of tha villages - requires intersive
social and technical guidance from AKRSH. and long-term loans. i

AKRASP miay select a village like Phandar or Chaprol whaere thousands of iress have already
beemn piared

A jumiar lorester may be pasted 10 this pilat village exclusively 1o two years &5 an acvisor,
(Mo jeep please - he should lve inthe village). His satary should be regarded asa research
imfwe st

A comprehensive pan of range management should be praparad jointly by the VO and -
AKREP forestry expen.

Long-term fow interest icans shiuld be advanced and beneficiaries Shoulkd be persuaded
10 invest some of their savings in this highly profitabie vantura.

Wwhen the demonstration & complata the pilot village should be used as a training I:EntI‘E:j
for similarly siuated villages. |

This Is anather modal which raguires intensie sockal and echnical guidance for its propar:
development, But if ully developed and demarstrated it will e adopted widely and bring.
great benefits (and profits] to willagers. and hoast the rural econcmy like the Japaness.
Supuki Pick:-Lp

The hydro-electric apparatus designed by Hussain Wali Khan |s a techmical break throughs
What i row nesded ls manageral guidance and fong-term loans for intraxducing 1t in the:
sillages.

The pliot project will be a threetold partnershe between Vs, a commerckal entrepraner;

ancl an AKRSP advisor - preferably a junior Social Organisar posted exciusively (ke the
junios forester) for bwo years 1o liwe in the village wntil the model and its demanstration is

compiete. (Mo jeep please).
A bpng-lerm low mterest oan may De necessary.

ARer a successiul demanstration the pllot station will becoime 8 training cantra

Cantinuation of low interast short ferm agriculiurs faars:

1

The massive infusion of capital in the shape of law interest-short term agricultural loans, and
low imerest madium-term land development loans has baen like kuhks and lik roads - the:
crucial factor in demanstrating 1o the Gigit villagers the profaabiity of work on the fand. of,
in oiher words. raviving the stagnant agrarian eConamy.




It iz essential for sustaimnirg the growth of the agraman economy that these two cruclal
programmes of cheap credit for agricultural and land development should not only conlifle
bt should be expanded.

The ¥O members should be able 10 get short-term agriculfueal loans at the same low
interest as before.

The well tested procedure of submission of a loan plan by VO with 30% collateral should
e Fodlowesd.

To take away this facilifty of getting a low nterest loan which is thres times of the collateral
will Inhibit imeestrment in agriculiure. We should always remember that cur chief alm s to
pramate investment in agoculiure

VO members shoud be permitted to repay thelr loan from their surplus savings, |.e. the
amourt of savings left after deducting the 30% caollateral.

Continuation and expansion of low interest medium-term loans for development of cropland,
orchards and woodiand

1

As pointed out abowe AKRSP should sustain and encourage the surge of interast In thae
development of croplands, orchards and waodiands

A visit 1o Danyore or Mohammadabad shows how widely and efficientty this kind of
development Is managed. Foremost among the developers are those who are emphoyad
in offices or business

Case studies of medium-term loans have revealed some anomalios: v $ome cases the VO
kepl the medium-term loan amount in bank deposits bacause therg was a big margin of
difference between AKRSE and bank interest rale, Howgver, although the loan money Was
"misused’, the promised land development was actually done with members’ own resources
of lahour and maney

This kird of “misuse” can easly be prevented by adopting the tallawsng procedures:
i, The mediurm-term loan plan may ba prepared by the VD in the same way as the

shori-derm loan plan Le. the loang will b to individual members, It will nal be a
collective bgan o VO,

Each loanes included in the plan must indicate cleardy the davelopment that s 10
be done with the loan (S0s shauld supanise plan preparatian)

If Each toanes will surender g 30% collateral from his savings

v, On receipt of the loan amaunt the VO will immediately disburse the loans 1o
mdividual mammbers.

Y Instaliments of repaymeants may be fived at reasonable infenals.




vi Mo investment will prove mose profitable for the largest number of village families
than land development And po other investment will ensure the growth of the
.mﬁanmﬁnr at Eﬂﬂmh mﬂund development by the largest nurrtrarni!
village famitias .

Issue of low interest medium-term (oans for mik cows:

1 Villages close to growing markets are keenly interested in keeping milk cows. In order in
make such villages “milk centres’ medium-term loans on low interest should be given

2 A reasonable term for repayment will be two actation paricd.

3 The naiure and abjective of this new type al medium-lerm loans should be explained 1o
505 who may select suitable VO0s for the creation of milk centres.

4 My be Or, Farman Al woukd like 0 supernvise two of three of such potential milk centres
in the vicindy of Gilgit a5 plol projects.

Issue of fpana 1o commercial enfreprengurs
1 The growing agrarian ecanomy is proseniiEg many opponunies for commercial enlerprise.

2 it would be worthwhde (o encolrage and balp the enlrepraneurs, both in the village and in
the market towns.

3 There is no need for extending the same faceities to commercial entreprensrs as are baing
extended to small farmers.

4. Commercial entreprengurs can eashy aftord 10 pay the curment Dark rates of mark up

5, Loans may be given to them by the VOs directly,

& AKRSP may also ifilise the revolving fund given by the Warkd Bank Micro Enterprise Projoct
for loans bo non farm entreprensurs
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