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Briefly... 

G'rloon Aniazai area, mostly
The AII)-assisted project has invested substantial reSoUrces in 

activities. The primary objective was to 
in infrastructure networks, and farm-support 

of cash aniid othcr 
area, by offering a coI lbi naion 

discourage po)Opy CLIItivatilon in the 

incentives. In addition, investments were inade in the area's hIuman and physical resources, 

with a view to develop alternative systems of livelihood in the medium to long term. This 

by the project proceeded concurrently with a strong law 
package of incentivCs offered 

enforcement commitment on* tile part of the Government of lPakislatn.
 

About nine years after, the project has met this limited but significant objective, by helping 

to achieve total elimination of poppy cultivation in the area. Like all mortal things, however, 
next year, or inl 1994. Knowinigone day expire-lprol)ablythe Gadoon Aniazai project will iiade iii 

this, the project management is concerned that a significantt part of tile invCstment 

physical infrastructure may not be put ilito productive uSe, ob;CC tile l)r(j(,Ct Suil)l)O l t is fully 

vorkable alternatives, especially for llew 
withdrawn. The current search, therefore, is for 

institutional arrangements that can provide some assurance of sustainlbility, by accet)tilg the 

onsibility for maintenance and up-keep of the aid-assisted :;tub-jrojccts. 
resp 

taking charge of tile 
It is clear that for the large part, the government departments are 

large nunber of small sub projects, such as dug
major infrastructure projects. Next are a 

are indlividually-owned aid,
wells, small irrigation channels, and orchards. These projccts 

therefore, could easily be maintained by their respective owners. Ill reality, only the village

level sub-projCcts a ld N1E Centers are WvithOlut all ill'titutional IonC, fulr which the proDject 
mn 

a commn nity-based initiative. With this purpose ii mid, 
to proniotemanagemet. wishes 

low profile lprocess of conimnillityto start a low-key/a team was invited from AKRSIP 
organisation. 

The New Agenda 

The new objective was defined by the project manageincmit as "privatization," adding that all 

must he "sustained" after the end of the 
existing and on-going sub-projects and activities 

a initiative based on 
project support. 'Ihis was to be achieved through ncw 

current 

community participation.
 

A number of steps had :adready been taken in this direction before AKRSP was contacted. 

Team (GAFI7MT) is in the process of 
a Gadoon Amazai Field ManagementFor instance, 

graimine Coo rdinmtor, a Social Organizer,
being establislhed. The lea would consist of a Pr 

and a WID professional. Assisted by a cadres of "volunteer" coinmnuiity workers amid vililage 
the leami will 

specialists (tile first batch of community workers has already been trained,) 

Village Organisations (VOs). This lii it will he 
act as a catalytic agent for the formation of 

or be 
supported by the project staff and PCU. Eventually, i, mlay register itself as a NG(, 

part of an existing NGO, such as the SRSC. 
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'Fie Approach 

The recent conversion to community participation is essentin lly iliotivate(I by a lesire to save 
is fine, but the ap~proach to go about it is, at best, fragmented,tile project in.,estmenlts. nhat 

for sub-projects that no oneand at worst, a non-starter. The idea to form sitrrogate VOs 

wants to own is h)t1lt colikIally vrong antIt imp)ractical. Ini AKIRSI's view, village 

organisations ca,n1ot be foulnded on past investmen ts, 	 in which the community had little or 
ano say. Moreover, the infrastructure projects serving single village or a hamlet are few 

and, therefore, canlnot be taken as an entry point for conimmiiiity organisalion in (lie entire 

al.ea. 

After initial interaction between the project staff and AKRSP team, the consensus reached 

that privtization, to the extent that it applies to village commuinities, should be seenwas 
as one of the otu tcomes in commu nity organisation. The main purpose behind community 

linkorganisation must be to hell) build permanent village-level institutions as a necessary 
Withot broad-based primary institutions, tlein tile entire development administration. 

to be inis-gIided l)y distant Ilnilui ing niechatlis Ds; and it willdevelopment process is lbotndl 

remain unparticipatory, inequitable and unsustainable.
 

Needless to say that tile investment in the new infrastructure has created enormo{us 

opportu iiities for development in the area. New access to road communication, electricity, 

schools and drinking water, are essential ingredients for development, call it the "hairdware." 

What is unissinig, however, is a suitable "softwarc" or an institutiomal "receiving uiechaiiisil" 

local level to internalize these newly-created benefits and opportunities. Theat the 
significant earlier investments in tie region's infrastructure can be truly and effectively 

sustained by small investments in tile ccmmILnity organisation. For iistance, the entire 

benefits of the main road can be internalized by a village by building a small access road, 

linking it to the outside wor!d. The community can be organized around this small road, not 

the main road. The true participation of village residents in Ile implementation and ont

can be ensured only when such projects are identified by the people ofgoing maintenance 
that village themselves. 

The Scope of Work 

The discussions with tile project management were open, positive anl productive. The basic 

point made by the AKIISP team was that community participation cannot be achieved 

overnight, especially on terms dictated by outside agencies. This view was considered to be 

valid and fair. As a corollary to 	this rule, it was accepted that comnuuity orgauiisatioii is a 

ecqtally long-term anid seriou; cmillilitilitiit. 'his being [ielong-term prcess, requiring an 
team was askcd to come-up witlt a five-year acti I)la, with new perspective, tile AIKR ;lSI 

a specific focus on year one. 
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The scope of vork, as midCistood by tie AKRSIP teaim is smuti ed-up as followiig: 

to outline a coticeptual framework for the transition of the All)-assisted lprojcct in 
Gadoon Aniazai area 

to prepare a five-year action plan for the new approach, and provide assistance in 
implementing elements of this plan in year one 

hold meetings with the villagers and other key people, both past and present, to 
provide the necessary continuity for the revamped project 

review WID activities, particularly the workings of the NF centers, and suggest ways 
to sustain that activity, and/or recommend new initiatives 

review the p)roposed administrative structure for the new GAUMT set-Lip, includinig 
the establishmenlt of a new NGO, or its relationship with an existing one 

prepare a workplan for the field staff, including the newly trained community 
workers. 

Potential for Comnnimunity Participation 

Like most of the other jargon in the literature, 'conimunity' is becoming a much abused 
word. In all seriousness, there is no such thing as a "commtunity," as far as development is 
concerned, unless one is consciously created. There are, of course, leaders, both traditional 
and the new type, political and religious groupings, committees, factions, beneficiaries, 
affectees etc., but no ieady-made communities. The poor are at the bottom of this social 
fragmentation and disintegrating value system. The only effective way out is active effo ts 
for community-building at the grassroots level, through tie process of social organisation.
Without a true commitment to this basic principle, community participation remains but an 
empty rhetoric. 

It was heartening to see the ordinary people's receptiveness to this concept in Gadoon 
Amazai area. In Nara, Gabasni and Gani Cliatra villages, whiere we lield initial dialogutes
with the local people (25-35 in each place), there was complete consensus that forminig VOs 
was the only way forwa rdl. 'There is simply no other altermative," was the iesIpotnse inlall 
three places. Knowing that the project resources are no lounger available for fiee, people 
now seem to be ready to have a serious dialogue on their fiture direction. The challenge 
now is to give these people a new vision of Cleve lopmte 1t, one wh ich is harigely built ulpoti
their own will d resources. This is a long and lifficult task, especially because they have 
so far beei made to think otherwise. 
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Inivestmnclt in Village Organization 

If organized, the villagers are capable of identifying a need, tile fulfilinent of which would 

serve as a glue to bind them in a continuing relationship. Experience in this field has showi 
sector. 	Such needs 

most effective form of organisation is around the productive
that the 

vWith eacli and cvery VO. In view 
must be identified through a series of interactive dialogues 

needs 	cannot be identified
villages, these devclopmentbetweenof the 	micro-variations licro

through a distant planning process. The financing of these development nieeds -It the 

level should be seen as an investment in village organiiation, without which it is only a piols 

forthco ing. Onian average, this ote-lime 
hope that community participation would be 

to be around $10,000 per village organisation.
investment is estimated 

Action 	Plan Begins Icre 

a road 	map to reach a certain lestihiation or goal, in a specified tilie 
The Action Plan is 
period. We define this goal to be "An Improved Livelihood System for all the Residents of 

Productive, Equitable and Sustainable". 
Gadoon Amazai area, wlich is more 

vith the help of several strategic intervenitiots 
We propose to achieve this modest goal 

of clarity and continuily, we
themes. For the purpose

which 	fall under four cross-cutting 
ts shall, tlici fIre, Ihc 

shall call it "tile project transition )rocess". 	All tasks, steps an(d acti 
kacs:tIe 1 -, 

explored under tile followitg cross-cuttit g themes, or il-) grat 

network of dcmctaticat establishing a 
1. 	 The Social Organisation Package: aimed 


village devclopmetnt institutions
 

2. 	 Tecltt-ccOnttnlic Measures: aitlcd at estal)lisllillg itiiprOved local systems for Mittlual 

uset manage went and ol timutmresource 

A Revitalized Women In Development (WID) Program: aitied at lpromoting so~cial 
3. 


and economic welfare of rural women, and
 

4. 	 An Institutional Support Mechanism: aimed at sustaining all of the above 

Social 	Organisation 

is the project management approves 
The process of village organisation can start as soon 

this action plan. The basic point to consider is the investment in social organisatiou. As has 
a 

can be formed around any productive activity which promises
been said earlier, a VO 

continuing stream of benefits to the majority of members. This investment is to be made as 
or most 

time grant to tile VO for amiactivity which has been jointly idnCified by all 
a one 
of the 	me tubers, througlh open debatc a1d discussioi. The requcst for funditig such am t entry

point (one per VO) project must be forwarded through a written resolution, duly signed Ihy 

all the 	members, and vetted by the Social Organizer. 
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Task #1. VO formation 

.Step #1: Decision on the issue of investment 
management by August 20, 1992 

in social organisation...project 

Step #2. Develop Terms of Partnership...FFaza-e-Malik by August 20, 1992, on (lie 

following liles. 

All residents of a village'or hamlet will organize and cooperatively manage their 

de ,elopment affairs. 

Members will select a good literate person as their VO manager and a respected 

elderly person as their p)resident. 

The VO w,'ill hold weekly or fortnightly meetings to discuss all development issues ill 

the village. 

The VO members will generate their own capital through regular savings. ihe 

savings are personal property, but will be de posited in a joint bank account. 

Members will upgrade their technical and managerial skills. 

The population of the area is roughly 130,000 individuals, or about 22,000 hoiseholds. lhis 

implies that 'here is potential for some 400 VOs in five years time. Ileally, all the 

households affiliated to a LL&ri should be included in one VO. Ilowever, tIe muuimber of 

households per VO should be around 50-60, otherwise it may bccomne too big amid 

unmanageable in size, lence affecting longer term colesiveness of the VO. 
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-----------

VO ForIn:,tion: Five Year Pln CnT!1 

Union Council/Year 	 '92 ' '9 '6 6 

Nara 	 5 15 15 15 10 60 

5 15 	 15 15 10 60
Gabasni 

5 15 	 15 15 10 60
Gani Chatra 

0 10 	 15 15 15 55
Nagrai 

0 10 	 15 15 15 55Kab Gani 

0 5 	 15 15 20 55
Gandaff 

0 5 	 I5 15 20 55Bait Gali 
---------	 -----------------------------------------------------15 105 100Total ------	 75 105 400 

4 19 	 26 26 25 100TL 

Based on above scheduling, 15 VOs will be formed durilg the remaining months of the 

current year. 	These VOs will be formed in the first three Union Councils (text Table). 

Start holding 	 public dialogues: explain tlie purpose and terms of
Step 3: 

paruership, Social Organizer, by August 25. 

Task #2: 	 Train VO nmanagers in bo)k-keeping, minute recording, and collection aid 

accounting of saving deposits. 

Once a village has accepted the terms of partnership for forming ani organisation, the next 

important step is to introduce uniform systems and procedures for conducting the business 

of the VO, including record keeping. This objective can be promolcd through the placement 
vho are on a stipCndof the newly trained community workers in the field. These workers 

from the AID, will be given a two-day briefing on their specific job, including the required 

registers and pass books, by Fazzle-Malik. After that, they will be sent to live and work (one 

per village) in the newly formed or lotential VOs. 

Their specific 	job will be to: 

assist the SO in community organisation in their area by spreading the message of 

cooperative development. 
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identify a village aclivist. Give him on-tle-joi) training as the V.) Manliager, ilicluIliig 
record kceping and saving deposits 

provide support to the WID component by promoting the ideas for women's 
participation, aid preparing the comninunities for WID activities 

hielp the VO manager in organizing and conducting weekly meetings, and in 
establishing systems and procedures for the VO 

collect VO specific data, and assist in village planning, including lie identification of 
the entry-point project 

coordinate all activilies between SO and the VO, and act as a resource person in the 
host VO in all development matters 

report on progress every month through a written diary. '[his report shculd be sent 
to the Pro-gramme Coordinator. . 

Of the 12 trainees, three can be retained by the proposed new N()O (based on Iheir 
performance in the field) after the tlrce-month perietl, to work as intern Social Organizers.
Tle remaining niliC should be assisted in finding employment with other organisations such 
as SRSC, and NRSP. 

Step # 1: Explain the scope and nature of this Jot), Izhar I linzai by 8/19, at Tarbela 

Step #2: Approve SOW and finalize the structure of stipend, Solmil Malik & )ouglas 
by 8/20 

Step #3: A two-day workshop on the reqiuirements of tihe job anl the functions .ofVO 
managers, Fazle Malik, 8/24-25 at Tarbela. 

Step #4: Logistics of finding them host villages, transport and the development of a 21
day duty roster, Nizamuddin by 8/25 

Task #3: Entry-point project identification, implementation aI(] maintenance 

Step # 1: Conduct dialogues on )rojcct ideitification, I'rograil C'oordimalor/;( ); use the 
following cliteria: 

the project direcily benefits all or 80% members, it is identftied through coniscn;tis 
by all, and there is no0 dispute involved i.e., the elem enit of c(Iti ly must be emniiresld 

it will result in increasing the actual income of people once it is compIl led i.e., it 
should be in the productive sector 
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the piroject should eI)labor intensive, manalgeal)l ilsize, adl(I cChltiCtlly wiltlln the 
VO's ca)acity to itileuietnt and! maintain i.e., it should he sustiniiable 

Step #2: 	 Conduct surveys, estal)lish technical fe'-sibility, and prpclare cost estimates; 

Surveyor (hired on short-teri basis) to start this process sonic ti inc inlate 
September or October this year. 

Step #3: 	 Approve entry point project grants, P'rogram Coordinator with the assistance 

of SO, give a three-month initial testing and growth period to each VO; use 

following guidelines: 

the VO has been regular in savings and the attendance in inectings (an average of 

Rs. 300 per member and 60-70% member attendance in meetings) 

the VO has maintained its books properly, and built a record of good governance 

(number and enforcement of decisions about village welfare and development) 

the entire wvork oi the project shall be done by tlie VO teibers themselves, with-

needed technical help from the new NGO--no contractor to be involved 

cost estimates to be explained to everyone inail open V() meeting, the material cost 

to be provided in full, while the labor component can be negot.iated 

work to be divided in roughly four phases, and grant should be disbursed in equal 

installments 

VO to be asked to open a bank account where project money should be deposited. 

The account should be operated by two persons nominated by the VO. Mandatory 

discussion of project accounts in the VO meetings 

Techno-economic IPackage 

The overriding consideration being poplpy substitution, the original project design.was aimed 

at improving field crops and horticulture. The options available under this strategy were few, 

such as new, I YVs of wteat and maize, with fruit orchards as an addilioial chidce where 

irrigation water was available. No doulbt, the mcastires utler tlhis strategy have increased 

productivity in the two staples: maize and wheat:iHowever, tlicre is a limit to how muclh 

improvement can be achieved in this sector, particularly ill the Itilly areas of Gadoon. It 

appears tIhat this strategy was a necessaty first step but, claily, it does ii(t offer iiLch 

promise for the long-term development of the area. The reason is silelllc: till) terraces 

where field crops can be grown are only a fraction of the larger resource base available ill 

the area. The real potential remains in the vast range and ]lastilre laids, which should now 
be the focus of a bulg-terll agro-ecoiioilic devehlopmient proglaillmtie, as dislilict froi iia 

short-teri poppy-subslitution project. 
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The long-term planning must be based oil a thorough assessment of tihe regioi's resource 

potential, i.e., its natural comparative advantage, and its specific problems and constrailits. 
a smaliltl Ilti-Although, this theme should be aproached through a proper survey by 


prelimiimay obsrvatiosl are presciatcd below,
disciplinary team (AKRSlP can help), some 

based on a cursory look at the region's resource polteltial:
 

though erratic, su fficient rain fall reaches the hills, ma ki ng it Iossible to improvc tlie 

natural vegetation with better ina iagc iicolt tedliqtIcs 

time advantage of the terrain appears to be in the ticc mid fodder crops, not iil 

cereals 

climatically (de mainly to elevation) the area differs froim time plains and, therefore, 
can supply off-season vegetables to time nearest imarkeIs 

new road access has opened ulp potential mairkets for local produce, especially for 

temperate fruit 1irod vegetables, iiot so much for.citrus! 

asaccessibility could also be dangerous for the natural forest cover, has happeimed 

in other parts of lakistani 

modern agricultural technology is still largely inaccessible to many farmers, except 

for new varieties of wheat and maize etc. 

potential exists for new breeds of aminals, particularly for meat and wool; temperate-

fruits, vegetables, aid many fodder varieties 

power availability has created new op portunities for cottage imdustry aiid citel prise 

development 

Based on these initial observations, some very basic ideas are prcsentedl in the following 

lines which must be explored in more greater detail through appiropriale professional input. 

Livestock Products 

The land resource appears more suitable for tree and livestock culture, particulaily for 

muttoil and wool production. Current livestock numbers seem to be considerably less thatn 

the carrying-capacity of land, especially in higher regions. Significant efficiencies cal be 

achieved in tile cUrre itmanagement systems iil awhich forest tices, livestock dtifodder c,1 

be developed as iii integrated resource for commercial use. Som very basic stcp)S inl tide 

preventive measures for livestock disease control, feed improvement (a host of mmcasures 

combining rotational grazing with inltensive feediing practices iii fatteninig ceni ters), as vell 

as tile introduction o1 so italble breeds. Forestry can be pro )imoted i oie Iby regei ratiou 
(protection) tian by mere new plantations. 
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Since most of the grazing lanl is owned by a few individuals, it has remained largely underutilized, mainly because of the lack of family labor. Grass from the hills is lialvested olicea year, with the help of a one-time cooperative effort by tile ncighors. Ill a few instances,the grass is burnt down, in order to allow better regencrationand burn' tcchniqles, sm all terraces 
next year. lhrougli the 'slashare carved out fromi tie grecilmaize are cultivated--this Iills where wheat andform of agricItu re has received uiuch of th e suI) )rtproject. Irrigation, use of fei lilizers, rotat iomoa grazing, 

fromi the 
apparently used to improve 

o)ne of ttese tcclhniqUcs h,'ave beenlie ra igchla s, which remaill tile larl,cst siligle lCS( ice ill this 

A new resource iiliageriit regime is piossible vlich is boibased ol tile 'current 
piodicl liteand equitable,croj -sharimig pattern. Ill the new system, the landlesslandlords can work )eaSahitst and tiletogether by raising livestock as a safter the animals, plant Iand protect trees for the myvncr, in 

aied ci op. 'Ile peasmsn hcallook 
their own tieli n for grazing ighits to keepa inals, or alternatively, for a proportion of lielaindlords should tlotal arinial wealth. '1iCpay for lie vacciliation and coll niercial fcediig, as well as for t emarketing costs. 

Off-seson Vcgtila g 
Based on Gadoon's seasonal difference with other areas, certainbe produced for the nearest hiigh-valtie vegetables callmarkets. The exact product Mix call I)C (lct CririI(Iwith I littlebit of market research and horticultural information, vliiclh already exists withhave worked here for iiaiy years. tlose whohlie imo)rtant aspect is to dcvcli )a hlog-tei ill programi,not just to have a few dcionstration plots here and there. This programI
with the help of a "lcarniig process" approach, beginmi iig wilh 

u1st he developed
 
technology, its testing ol (lie gro 

tlie sclcctiol of tile right
-Id, marketing trials and assessincii at tle year's e id. Nextyear, tile process must be takenm further on tie basis of knowledge acquired in the first year. 

Fruit Orchards 

Past efforts in this sector have not been very encouraging,)roductioq must be an important item 
but the fact remains that fruiton tile economic ageli(a. Climatically, however, most)f tile area seems best suited to growing temperate fruit such as almonds, apricot, peaches,)lurs and walnuts etc., instead of citrus. Al interestirg inova tioi would be to use:s a forest cume valnutfruit tree at higher elevations.

rograninie are supply 
The most inmportant aspects of this
of quality plant material,
reakthrouglis have CCn mrade 
irrigation an d protection. Importantiin these critical areas by a rumher'akistan. The most nearest ()ne is the Malakiand Fruit 

of go iod iprojects ill
llid \'oge tat le )cClopl)Cnnl P')jCtssisted by the Swiss Government. The best thing would be to benefit from there experience,y inviting their experts to the project area, or by sending tile project staff over to Swat. 

new approach can be tested to promote fruit orchards no big constraint, village commnitics 
as a WII) activity. Biecause land can be asked to donate a piece of 1i.11d for- their 
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village women, preferably next to a NFE Center. The projcct call invest ill this land by
putting a frpit orchard. Intercropped with vegetables for the market, this can be a training 
cune demonstration point for women in vegetable and fruit technology, as well as a source 
of income and common property--a springboard for women owned and managed enterprises
in the area. The deal with the women would be that all the initial costs of putting the 
orchard will come from the project (plants and barbed wire), while the management and 
ownership will be that of the women. 

SialEFre 

A new activity is already planned under this heading (document prepared by Mr. Umar).
The elements of this program must be more toclosely linked the activities of the VOs. 
Another suggestion is that the incentives should be staggered in such a way that they
become restilt-oriented. A third recommendation is that the focus of this programimie shnld 
be equally placed on the natural regeneration and protection, as much on the plantation of 
seedlings raised in numserics. Lastly, but most importantly, a social lfrestry programme must 
be developed with full a active h)alticil)ation of the cominu iities at )lalilliig stage.i(i tile 
Once the VOs are formed, all proposals should be taken to the VO neelings for a tI iorough
discussion, and a village forestry plan should be developed for cach VO. 

Enterprise Development 

We know that in every society there are a few individuals who are nattirally endowed to 
make good entrepreneurs, others may be good at other things. ''o stimnu late growth, it is 
absolutely necessary to utilize their creativity and villingness, by assisling them ill their 
efforts to take higher risks for economic gain, and i:ithe process proliule the good of tile 
entire society. 

Enterprise development can be promoted through providing access to ClC(lit, iifbr-mlmtiur 
and technologies, amnd illsm(ile Cascs by providing training. A snall slart camll be illm in IIis 
sector by offeriig small nomounts of credit. Due to lie special c Istiaiints in (ad ooi area, 
this credit %Vill have to be offered, initially, wvithout a cost. It is hopcd 1ilat once a muiodest 
capital market is cr; "ted in tlie area, the users anid sLJ)phliers of tile capiilal Will find a way 
to pay for its cost. 

Task #1: Establish a Techno-economic Unit (see organisational chart), under the 
Program Coordinator 

Step #1: Hire a teclino-economic all-rounder, as soon as the Irogram Coordinator is 
on board (this person should preferably an agricultmral economist). 

Step #2: Select field staff for tie pool of techino-ecomoioic experts, bothIfrom 
staff and also hired from outside. 

existing 
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step #3: 	 Mrovide appropriate resoirces, office, CqU ij)lnlCll ad vehicles etc. 

Task #2 )evelop a lonig-term techro-economic program suitable to the project area's
potential and needs, with sub-componeits as the livestock, fruit orchards,
commercial vegetables and, credit for commercial activities. 

Step #1: Assess area's 	resource potential (use a small team of cosultants). 

Step #2: 	 Devise specific activities through dialogues with the VOs, draw anmual plans,
form task forces, set targets 

Step #3: Inplement, n;'oaitor, learn about new dimensions, revise, improvise. 

Task #3: 	 Establish a Revolving Credit 1'-Liud for individual aid group leling 

Step #1: Assess credit needs in the area and prepare a portfolio of economic activities 
to be promoted through credit 

Step #2: Study other systems and(devise procedures for the admilistration of such 
loans 

Step #3: Start building the credit history of borrowers, monitor utilization trems, and 
incrementally improve the credit management systems. 

WID Program 

Despite many shortcomiigs, the WID program has made significant breakthroughs inchanging the 	region's attitude towards women and. their special developmieit needs. The
long-term perspective must build upon this optimistic start, and other parallel developiimeiits
such as girls' education. Tlhe focus of a, revitalized WID program should contime to be onhealth, sanitation and mLitrition. In tile short and mediu m term periods, 	a nimber of stepsare recommended to give both substance amid energy, as well as directiomi to this program. 

Task #1: 	 Hire a WI) I)crsoii %vithiji the next few weeks, or as ;o(n)I as tlie Program
Coordinator is on board. 

The first and foremost task is to hire anl energetic WII) pc rsoi, preferal y a l'aPsl it -speak ingfemale medical professillml. TIhe greatest benefit il lims op tion is thmt she will Ibe alleffective social catalyst ill the guise of a much-ieeded medical persoi. -coiisider hiinig limrallKhan as your compamy's siles iianager. At the same time, sme will be al)le to guide arevamped WID program with a siromg health and niu itioji orie tatim. 
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in the [-rontier ald l'a) p ovi ices
Step # 1: 	 Advertise ill the English News papers 

Send the selected person for an orientation visit to AKRSI', OlPP, IAS'I, amd 
Step #2:. 

Malakhand Fruit and Vegetable Project 

componnt to existing activities
Task #2: 	 Add a formialized "savings 

hoc basis. This practice should now be 
Already, women do save money, albeit on ad 

to
first step towards developing a loaning programme in the long-terl

formalized, as a c:in 
sUpl)ort women owned and managed economic activities. The pi oposcd credit systcmi 

Loans can be 	given free of interest, but 
be initiated next year, after necessary home work. 

to sustain this 	activity.can be levied after sometime,a service or adilniistrative charge 

Call do this jot) Ilitilwith the Vomen's grou)s (SiiIliya
Stjp #1: 	 H[old dialogues 

someone is hired) 

to each NI: 	 C'Oiiter;
Step #2: 	 Provide formatted registers and personal Pass Books 

Train assistant teachers ill book-keclpiig and saving dieIsits. Assist wome n's 

groups ill opening joint bank accounts. 

Task #3: 	 Restructure management systems of NFE centers. 

The WID program must be made an integral part of the proposed NGO amd, therefore, it 
As 

should be delinked from the current project administrative structure, includinig the IJC. 
more skills should be 

next step, cUrrent levels of field-based staff should be reduced,
a ones), and they should be 
added (either throu,h training current teachers or, hiring new 

teams. The structure and content of training courses at tlie NI'[
reorganized into mobile 
centers should be more clearly defiiied. The local girls, who are resident assistant teaclIrs 

should work as NI." nanagers, lartly paid by the project, and partly making their incolme 

from the sale of products made during training courses. 

three montlis, even ahead of the 
Step #1: 	 Delink all NFE centers within the next 

project e;:liry date. 

on the 
Step #2: 	 Carry-oilt a professional assessment process for the field staff, decide 

number of retainees, make arrangements to diversify their skills, give golden

handshake to 	the rc,. 

skills include health, nutrit ionl, adult 
Step #3: 	 Constitute mobile teams; should 

as veil as production
education (more skills can be comnbi ned in one persom), 

related technical skills (vegetable, poultiy, fruit processing etc.) 

13 BEST AVAILABLE DOCUMENT 

4%, 



Step #4: 	 i)Dcl0P well-structired training cotrses, bascd (ontli'ecd asscssimile," and 
including well-defined course contents, traillifig materials, delivery
mechanisms, timing and duration, number of participants and methods for 
follow-up and impact assessment. 

Step #5: Link-up with other agencies, both public and private, for income-generating 
activities, p~roduction inputs and social services. 

Task #4: 	 Develop an "Activity Assessment Mechanism," and an action research 
approach for new. WID activities. 

This essentially means developing a "screening nmchanism" to pick-up workable ideas and
putting them into an objective process of testing and exlperimentatioil. One of the 
commonest problenls in WID programs all over the world is a tendency to add on new ideas
and activities, without much of a real purpmse. We propose that you build-in a "Pressler" into 
your activities, and if they do not deliver goods within a slpecified time, they are 
automatically dropped off your list. 

A Support Mechalnism 

Civil society in the developing countries is largely without education, information, amnd enjoys 
no real political or economic power. Worse, it is disorganized and vulnerable to all kinds
of mianipulation, often in the name of religion, national security, austerity etc. It is this
reality which makes social organisation an imperative for alleviating poverty, and for
 
empowering the powerless.
 

In the West, the civil society is relatively more successful in expressing its will through free

elections, trade unionism, and /or lobbying, consumer, or interest groupings. Greater access
 
to education, inforniation and a generally enabling social and political environment allows

people to organize their individual efforts, and to form coalitions on common issues (recent

examples relate 
to environment, disarmanent and internationlal relief). In the backwaters 
of developing countries, this process is difficult to come by oil its owm (only takes al 
extreme form, if politically manilmlated), without an active amd conscious effort to organize
people. This is the rationale for a support mechanism. 

Task # 1: 	 Establish a sulsidiay NGO under the SRSC Board 

The main task is to set-ump a legal successor, ill the form of a NGO. Since the SI.SC Board
already exists to guide a similar legal entity, it would be highly advisable to establish a
mbsidiary company under lie same Board, but with an indepentlent Cl-O. 'he new NG()
-ould be called the Gadmo n Area RLural Support Corporation (GA RSC). 
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Step # 1: 	 look into the legal implications; if doable, discuss the idea with SRSC Board, 

Frank/Sohail/'ariq.. 

Draft Memorandum of Articles and Tern of Incorporation, get the company
Step #2: 

Consult a legal expert.
registered with the government of NWII, 

Step #3: 	 Hire a first class professional to head this NGO, and involve him/her in the 

process. 

Transfer resources, assets and responsibilities to the new NGO.
Step #4: 

a detailed project proposal with activities and budget, and contact 
Step #5: 	 Prepare 

potential donors 

the newly established 
Step #6: Link-up with NGO resource centers like TVO and 

1993.NRSP for institutional support and funding beyond 

Technical sulport should be hired on assignment basi, establish professional
Step #7: iniput.

linkages with organisations like AKRSP for programme development 
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PROPOSED ORGANISATIONAL C1ART.. 

Board of Directors
 

Programi
 
Devel opment
 

iii
EsCEO CEO 


III DEconomic unit Finance 

PoolI1Techno-economic 

NFE Managers SOS 

N FE Ce s
n ter XI LIZsZI 
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INPUT--> OUTPUT--> EIFlCT'!--> IMPACT CONTINUUM 

Impact 

Contribute towards 
Improvement in the 
Quality of Life 
of the People of 
the Gadoon Area 

Effect 

An Improved 
Livelihood System 
that is more 
Productive, Equitable 
and sustainable 

Reduced dependency 

on Project support; 
enhanced capacity 
for local resource 
management and 
accessing support 
from other agencies 

Participatory Social 
Drganization 

Increased productivity, 
-quitable access to 
nputs and markets 
Village development 
:adres in place 

3eneration of 
apital thru savings, 
ncluding for 
ural women 

;upport mechanism in place 

nput 

,ore resources 

'rogramnie support 

Objectively Verifiable Indicators 

- improved nutrition, health, cducation 
- greater say in self development 
- institutional maturity 

- increased houschold/farm incomes 
- equal access to scrviccs/opportunilies 
- local production of marketablc goods/scrvices 
- reduced out-migration 

- use of local resources for development 

- maintenance of village projects 
- increased farm productivity 
- village development cadre iseffective 
- village has created its own assets/capital 
- VO is recognized by outside agencies 

- 400 VOs have been formed

- Yields have gone ill) 
- 70% members have access to inputs 
- trees have been planted every year 
- new skills have been acquired 
- cash cropping has increased 

- savings are increasing by 15% per annum 
- loans are being taken and repaid 
- women's savings are increasing by 10% 

- GARSC is alive and kicking 

resources are available 

- linkages with AKRSP, NRSP, SRSC and TVO 

Assumption 

no major dLsters ocur 

an enabling policy 
environment exists 

technologies and" 
resources art available 

cost ofdevelopment is 
affordable 

the message has sunk 
in
 

local activists are 
ideiiificd and taken 
into confidence 

support systems are 
functioning 

a good team leader 
found 

program sulport is 

available 

resource transfer is 
ipossiible 

St.'( oard buys 1he idea 
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