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approaches:

1. Adequate technical assistance in engineering desiqn,
construction, supervicion and moniteoring is not provide d, with
the result that qguality and durability suff: and the .enefits'
stop flowing considerably =arlier than, 20

2, Funding is not coumencurate <iih the cgtlmatew conn
required to complete the project. Many Froject cther=sfore, are
not couwpleted tc specifications, and ernacted bﬁn Zits do not

materialize.

'

KDADP is adilre essiny these tue problens by proeviding adequate
funding and engin2ering techniczal asgistance in guprort o small
scale infrastructyrae projects. Thage resources, though
necessary, are not sufficiznt for cvercening the next two
problems., These probleas' are relat2d to the mode of comnnunity
participation, rathe¥ than financing and technical assistances:

3. ' The identification of projects iz ¢enerally done by
outsiders or project committees conzisting of local notables.
Neither of these groups is bound by the consensus of the local
community on the choice of proiect, its location and alignment,
structures that are useful to the c*nmunlty,'and other features
"that generate the benefits of the FLO]““C As .a result, the
project is often of more limited valuz to the local community
than is assumed in estimatzs of projac payvoff.

4. In conventional approaches, there is little|room for
consultation with the community at large; therefore, majority
(including small farmer) interests are ill-served. It is not
surprising, therefore, that the cqmmunity as a whole has little
or no incentive to operate, maintain and repair a project that
does not serve its needs. As a result,'project cominittees often
fail to deliver on their 0O&H obligaticng, and the strecam of
benafits attributed to the '‘project at appraisal is curtailed
significantly 1in realicy.

Adare551na the latter two preoblewms requires the presence of
a village- level forum in which: (a) projects are selectéed and
discussed through cecunmunity con"nréut , ¢ that benefitz are as
widespread as is aczumsed in the apsroisal, and which can {b) take
effective responszibility Zor 0&HM, so C:Ju project benefits
.actually flow for the du;q;lon of th= useful life of the -project.

2 It is neot required that every viiiaco in the project area ¢<mo onstrate
a consenzus on infrastructars proiccts; rathor, that proiects thak are actually

implemanted be underxtalen enly in villazzs siliore thers is no conflict on the
choice and major featurcs of the projan:,
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their attention to more commercially oriented options

Gradually, they begin to invest in ‘improved nutrition and
improved breeds. Without effective disease control, hovever,
villagers are unlikely to feel secure in adoptimwg what they
perceive to bhe expensive, cash-intansive or risky options. Since
government stafi is5 unakle to vrovide Jisasase control cover to
most villages, working with VOs to train para veterinarians-is an
attractive option foir KIADP.

Similar eptions cculd be pursued for piant protection, seed
treatment, herticultural skills such s Budding and grafting, and
poultry care and digcease control (vnhi~n would recguire training of
women specialists).

Forestry and Rangeland Development

t problem faced in developing community-managed

angelands iz that thevy are not effectively
protected: while notionally common preperty, they are actually
subject to open access since traditioral institutions for the
managenent of conmon prdperty have eithaer weakened or
disintegrated. This leéads to the reccgnition that the management
system for natural r=sources is incoamj-lete without a community-
based management svetem.

In order to premote foxast plantaticns, it is inportant that
dialogues be held in advance of implementation with ldecal users
and owners of forest resourcss. It is possible that young trees
Will require fencing for protactiecn; if =zo, organized villagers
can provide "sccial fencing” instead of costly (and often
ineffective) physical fencing. Macs campaigns for plantation can
also be carried out in collaboration with organized villagers;
this approach has been uzed already in other projects by the
Forest Department. For planning purposes, dialogues,with
ordinary villagers c¢an reveal the realative welghts given by local
people to firswood, timber and fodder from trees, thus leading to
layouts and rctationz that are optimal from the local user
community’s point of vied.

If rotation is required in order %o rest a forest ‘or range,
discussion with villagers is essential in datermining where the
livestock will be'takea while an arez is alléwed to regenerate.
In some areas, traditional practices deziqgned vears ago in order
to balance hunan and livesicaol needs agaiast the evisting
capacity of naztural reoourzes are soill visible, In general,

for cgmmbn prezperty manajoement have
lisintegrataed: ther- are nn s ving rules and eonvontions that
specify rights and obligations, uppzoted by dnforconent
rechanisms for rawards and sanctionz., I7 forests =nd -angelan@ds
ire to be developaed, effective clozure and rotation agread to by
che cemnunity iz imperative, bubt thic is not possiliia without the

&

&

1ovaver, loczl institutions

S
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active cooperation of organized villages and their. collective
enforcement mechanisms.

Anticipating the Major Issu

The identification of institutional constraints and workable
solutions in the prnoodlng discussion poses a specific
institutional challenge -'.that of bauefitting a large number of
farmers (particularly'small farms, winich account f£for ** percent
of the farm ar=a in Kala.Dhaka) through theé agriculture,
livestock, forestry and infrastructure components of XDADP.
Without addressing this challenge, the projected payvoff to, and
sustainability of, KDADPF will not mat=rialize.

Addressing this challédnge, howevar, poses its own challenges
and risks

1. There is, at present, no government delivery mechanism
reaching down to the village: No government department, bank or
local government.system exists at present at the village level.

2. An alternative is to seek to develop a village level
institution that can serve as the cutreach mechanism for
government. The village organizatiocn approach proposad in this
paper has a long histcry in Pakistan, but it is notvwell
understood in the contcx; of projects:-such ad KDADP;

3. Even 1if thauapbroach vere well understood in conceptual
terms, there 1is,"at present, no automatic candidate among
government departnents for an implementing. agency for this

approach.

4. There is a need to design an effective implementing
mechanism for the pilot phase as a combination of implementaton
by the PCU, and advice and assis ,mncn by the TA Team. There is a

need to ensure continuity of these efforts beyond the.pilot
phase.

The remainder of 'this section outlines the general approach
to community participation that 'is bheing recommnnded for KDADP.
Short-term and long-ternm implementation issues are explored in
Section IT and Secticn IIIL, respactivoly,

Outline of the Participatery Approach

It is important to distinguish betiean two approaches to
community involvement olzerved in NUUFD2. The first i1s the
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participatory approach. This is a process-oriented -approach.

Its characteristic is the organization of small farmers into
decentralized, broad-+based and homogencous int.rest groups called
Village Organizations (VOg). Decentralizéd means that decision-
making over the nature of partizipatidn in each activity rests,
in the final analysis, at the village lavel. Broad-based means
that all househdlds in the village are nembers of the VC and are
expected to participate actively in 'its affairs. ‘Homoganeous
interest grouns are grohps that are heid together (permanently or
for the time being) by their common e<ononic interest,

In the participatory ap;rowﬂh, local communities establish
their own institutions, ,identify their priorities, 013anize their
resources, manage their development agenda, and forge the
necessary lirnks for continuing. technical and financial assistance
by outside agencies. The supporting agency provides technical
and financial assistance, but it doesg not infringe upon the
sovereignty of the village organization: decizion making rests
with the community, which can reiect the advice and Judgement of

project experts.

It is important to note that decision-making in the
participatory approach is an open, public process, carried out by
the General Body of the VO, not its thCLlOﬂereS. Each VO may
have several fumctlonavlea, undertaking function's such as para-
medical functions, plant protection, book- keeplng, para-
veterinarian services, marketing, and so on. But'these
functionaries are paid by and accountable to the VO, and they
serve at the pleasure of the General Body. Unlike
representatives, Project Committees, and the Executive Committees
of Pakistani cooperatives, VO functionaries.can be removed at any
time by the General Body (that is, the entire membership) of phe
VO. It is the VO, mot its representatives, which identifies
development priorities.' And the VO and its activists implement,
monitor and manage development activities.

This kind of approach is consicipnt with local customs and
lnstitutions, such as the jirga and wanchayat systems and the
custom of ashr through which local resources are generated for
community schemes. The participatory approach is also consistent
with Pakhtun egalitaria \n traditions. In many develeopment
programs, however, comlunJLy participation is often confused with
the representative approach. In this approach, elected or.
nominated representatives of a community determine the
development acgenda, 1ntaract with the davelopnent avgcncies, rand
otherwise represent their community’s interests as bost as they
can. Decigion making over development activities talles place 1in
camera and 1s delegated to representatives, wvhe may Lo
accountable to government officers,-or ©0o the alaectoratse at the
time of elections, but hardly ever oa a dayrtc-day bazisz.
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The participatory approach 1s recommended for KDADP, since
it provides the potential for equitable and sustalnable
development. This approach is beiny cnploved by geveral projects
in NWEFP, including: AKRSP (Chitral), the Pzk-German Inteqrated
Rural Development Project (Mardan and Swabi), arnd the Pak-Swiss
Swabi Irrigated Agriculture Project (Hardan and Swabi). SRSC has
initiated this approach in Kohat and Charsadda, and it may be
extended to Karak District.
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THE PILOT PHASE OF COMMUNITY PARTICIPATION,, 1991-1993

The First Experiment in Community Participation

An experiment in ‘community’ part1c1pctlon was initiated by
KDADP in response to a request from USAID. USAID wanted to
introduce the idea of the village organization apprdach that has.
been implemented in northern' Fakistan by AKRSP, and that has also
been adopted by the new NGO, the Sarhad Rural Support Corporation
{SR5C). Although general princrples of the AKRSP/SRSC approach
are well known, there was no body of practical experience ‘from
Kala Dhaka that‘could help KDADP d=sign a community participation
approach for dts activities.

In November 199@, one full-time Community Organizer
recruited by the TA Team started organiziny villagers in one
village around a drinking water system. This was the only type
of project that could be dealgngd at that time with the
cooperation of a line agency. At the same time, KDADP started
another experiment at the other end of the project area. In this
case, a drinking water sypply scheme is being undertaken by
villagers under the supervision of the project’'s (Pakistani)
social scientist. The  latter course of action was dictated by
the lack of community organizers and is not preferred, /since it
relies on the part-time availability of a TA Team member.,

The villagers found it nova2l that the project and was
discussing the details of the project with them; that thought of
the work as their 'own project. A major problem arose from the
fact that project staff did not have a shared vision and
understanding of the community participation approach: different
project staff gave mixed signals to the villagers abbut what was
expected to. them. In effect, the project’s input was not
entirely channelled through the Community Organizer. From time
to tima, this resulted in work stoppages and affected the output
of villagers. When'they had supervision, the villagers worked
very hard and perfbrmed as expected. Supervision frcm engineers
was, . however, inadequate. Engineers also found it hard to accept
the primacy of the 'Community Organizer in dealing with village-
level projects.

The Community Organizer has alsc heon involved in the sale
of top-quality fruit treeg; .he took ordecvs from the villagers
which were filled by the Agricultur's Department. He also
facilitated the sale ¢f Fayoumi (scavenger) poultry to villagers
on a cash bau'u; 1,359 birds have 'becn s5old by the TA Team. The
project has ‘already rrcrived additicnal reguests for 5,100 birds;
more recdquests are coning in.

There is a need,to centinue this, the first evperiwent in
community participation, until such tine as a better artisculated
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plan is put in place. 'The benefits f continuing this experiment
include the following: '

1. All the staff at KDADP can continue to learn about practical
aspects of community organization;

2. The technical staff and the Social Organizer can learn how
to work with each other; and,

3. The prdéject can continue to operate in the villages and
improve its credibility, evenr as new vlans are being made for the

next two years.

Community Participation Program: Preliminary Plan

A Community Participatidén Program (CPP) encompassing all of
Kala Dhaka will not be attempted at this time, Serious budget
cuts are under way.that affect the life and nature of the
project. A more limited plan for this activity, for the period
1991-1993, is given in the following lines, based on currently

avalilable information.

Initial information about the project and . its goals was
imparted to the tribal$§ in a series of tribal jirgas held by the
DC and Project Manager in the opening days of the project.
Information from the jirgas has been re-stated:to the tribals by
project staff on many occasions during field visits into the
area. Basic information on each village, including'lists of
desired projects, was collected during the Basic Village Survey
The list was supplemented with information gathered on staff

field visits.

The plan is.to initiate CPP in seven clusters, tenhtatively
identified in the "Revised Plan and Budget for Kala Dhaka Area
Development Project, Manschra" (dated May 16, 1991), prepared by
the TA Team. It 1is proposed that five Social Organizers (S0s®
and two, more experienced Area $Social Organizers (ASOs) will
eventually be required to work in these seven clusters. Each
SO0 will be paired with a Construcpibn Supervisor (CS), and each
ASO with an Area Construction Supervisor (ACS). The S0O/ASO will
be the coordinator of all project activities 'within his cluster.
Each pair will be based full-time in the cluster to which they
are assigned. The "typical” cluster is characterized by the

following avarages:

Number of villages 10-12
Humber of VOs euxpected 20-24

3 The draft Scopes ofi Work for the 3ocial Organizers are attached at
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Number of households 1,61%
Population 13,10¢

The estimated number of VOs is based con the expectation.thdt
the "average" Kala Dhaka village of 15@ households will contain
two VOs. This is an assumption about the size of an effective '
VO; the assumption will be tested during implementation.

A list of village clusters has been identified by the TA
Team and has been attached to this proposal. The proposed
clusters may be :altered somewhat by addlng or deleting villages
in consultation with the PCU. The Mada Khel cluster, for
example, 1s only tentative since the population of this tribal
section has indicated that they do not want project activities at
this time. Important criteria for the selection of clusters have
been agreed upon by the TA Team and the PCU as follows:

o] Easy access by four- wheel drive vehicle or boat during most
of the vear.

o] Geographical balance and.distribution between the five
tribes.

0 Potential benefits of development, as indicated ,by high
concentration of populatlon and availability of land.

o] Villages where the project has had past experience will be
included.

Rural works sub-projects will be focused in ,these village
clusters. A maximum of $10,000 will be budgeted for each of the
participating villages. Village- or cluster- specific activities
such as agriculture, education and health will also be focused on
the geographic clusters. Other activ1t1eq in theoe socio-
economic sectors will be super-imposed on Kalq Dhaka as a whole.

The clusters will be activated on a phased basis as COs are
identified, tralnéd and put into the field.. In some cases, this
will include ca the job training in their respective village,
clusters. The initial goal will be to get three-four clusters
activated within the first six months. ach cluster will have
one sub-office which will house/ headquarter the S0/CS pair, and
from where all activities will bé coordinated.

Guidelines for Community Participation

Over the past six months XKDADP has gained experience in
organizing and working within two village communities in Kala
Dhaka. The guidelines developed for and from these activities
are outlined below and are planned to be initiated and revised
during the pilot phase of community organization.
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1. Each cluster of some 10-12 villages will hawve a full-time
Social Organizer (SO) and Construction Supervisor (CS) 'assigned.
Initial village'contacts during the new stage of the project will
be made by the SO who will carefully explain the new 'approach of
KDADP and how the approach requires community ,participation in
all village-level project activities. . The cluster CS will
participate in the initial and follow-up meetings.

2. Follow-up meetings and visits hy the SO0 will focus' on
identifying v1llage projects in priority order and organiz ing a
village around the' 1n1t1al sub-project. Where possible, this
project will be for income generation, e.g., irrigation, land

development.

3. The Village Organization (VO) must be developed around a
multi-sectoral approach, e.g., project constructlon, agrlculture
and/or social services. But the initial organization will focus

on an introductory infrastructure'project.

4. KDADP must respond quickly to the implementdtion
requirements of the initial sub-project, e.g., survey, design,
approve and support .implementation of an 1rrigat10n system'repalr

project.

5. The VO must agree to participate fully in the planning,
survey, implementation and maintenance of any project to bhe
pursued. This agreement may include providing all unskilled
labor and local materials to be used. The'active involvement of
all the villagers is 2ssential in the decisions and procedures of

the VO and its activities.

6. The VO must designate functionaries ,for all activities
(e.g. health, livestock, irrigation, etc.) sponsored by the
project for which management input is required from the VO.
Functionaries have no decision makihg powers,of their own, and
they are to be accountable to the VO, rather than to outgside

agencies.

7. The VO must select a Chairman to preside over its meetings,
and a Manager to maintain books of account, record'the
proceedings of VO meetlngs, and maintain a register of
resolutions passed by the VO.

8. When a construction pxoject has ‘heen designed and approved
for implementation by both the village and KDADP, a village bank
account will be: established with the signatures of two nominees
of the VO and the KDADP Project Mandger. The total amcunt of the
approved costs will be'deposited in the bank account. At the end

of KDADP, the DC will replace the P!l as agcount signatory. KDADP,

will examine ways of ensuring that the savings will directly
penefit the villagers participating in the comnunlty organization

program. BEST AVAILABLE DOCUMENT
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a, The savings realized through community participation in
roviding labor and local materials will remain in the account

nd will be used to fund additional.village projects of village
choice. The concept of village savings through joint
articipation will be developed by the SO with, the long term goal
£ villagers contributing money (in kind) toward their own

ievelopment projects.

@. If requisite maintenance skills are not already presént in
.he village, the village will appoint individual(s) to work along
Jith the KDADP-provided craftsmen to learn hasic skills to enable
hem to repair and maintain the project structure(s) after
ompletion.

1. KDADP will provide technical and financial assistance to the
Os.

i12. SOs have a protective and nurturing role, in order to ensure
hat the functionaries of the VO perform in accordance with the
«~ishes cf the VO, rather than becoming "local notables" of the
7illage ard hijacking project resources.

3. There will be close coordination of effort between the field
staff and the headquarterg,staff who will play a major role in
‘lanning, funding, assis'ting, supporting and monitoring.

Tmplementation at Project Level

The management of KDADP is currently undertaken through the
°CU, assisted by a Technigal Assistance (TA) Team. The
.ssumptions behind the design are that:

1. Implementation will 'be by GONWFP line departments (such as
.gricultural Extension, Forestry, C&W, Health, etc.).

2. The PCU can effectively involve the line departments in the

‘mplementation. The PCU has also, however, been provided an
ngineering ‘team; an agronomist might be made available soon.

3. The TA Te.. will advike and assist the line departments.

he TA Team includsfs ébne long-term expert each in agriculture and

.ngineering, and provision for short-term input in public health.
!

The main problem with this design is that a framework for
:oordination has been mistaken as a mechanism for implementation.
.t was expected that line departments would respoend to the PCU
ind its targets. Bureducratic organization, however, is arranged
‘ertically: workers report to their|sﬁperiors in their own
lepartments, rather than to those with whom the departments might
l1ave horizontal linkages. The PCU’'s Project Manager has no
‘dministrative control over the staff of concerned line
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departments. The departments hdve little incentive to work with
the »CU. The PCU depends on the goodwill of the' line
departments; as a reésult, its implementation performance is

highly variable.

The TA Team, by design, is an advisory team. In practice,
and in common with some other projects in NWFP, it has taken on
an increasing implementation role in KDADP. This role was
specially unavoidable in community organization, for which there
is no designated government agency.

The design of the PCU as a coordinating unit, and the
limited role of the TA Team, means that there is no effective
implementation mechanism in KDADP. Recent ihitiatives by the
Project Manager and USAID, and examples from some other -prcjects
in NWFP, suggest how this problem might be dvercome.

One solution used in some projects is to obtain staff on
secondment from participating 'line departments. Secondment would
mean that line agency staff would be transferred for the duration
of the project from the line departments to the PCU, and the
Project Manager would be their administrative superior. Since
secondment brings in staff of.variable quality, this might not be
the best possible solution. As a variant on this, the Projett
Manager has broached the idea of detailment with the SDU. This
would, in essence, mean ad hoc secondment with the Project
Manager having the authority to return any delinquents to their
parent departments after a few months’ trial.

In principle, either, secondment or detailment could give
real implementation capac1ty to the PCU in all disciplines except
community organization., If this were to occur, then the TA Team
would revert more to its {(designed) advisory role, from its
current implementation mode.:  As 1is clear in the preceding
discussion, however, several pre-requisites need to be fulfilled
in order to give an effective'implementation cdapacity to the PCU.

In the case of community organization, perhaps the best
option would be to place the proposed’'Social Organizers under the
Project Manager, that is, the same management which coordinates
the other components of the project. The TA Team 'would contain
only those two Area Social Organizers who will have
responsibility for training and supervising their junior
colleagues. This scenario would be von31stent with the theory
that government should implement and the TA Team.should advise

and assist.

The budget for supporting the core staff of the KDADP CPP
costed below. To ensure, continuity of the program, the core
staff will liave tod be absorbed into an organization that succeeds
the PCU after Aubust 1993. Options for continuity beyond that

date are explored in Section III.
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SECTION III:
LONG~-TERM INSTITUTIONALVOPTIONS

Introducing Four Major Options

In principle, the pilot phase of community participation in
KDADP could be continued either by a governmenpt department or by
a non-governmental organization (NGO). This section introduces
four broad options and outlines the key issues pertaining to
each. Using shorthand expresssions, the four options méy be

defined as follows:

The SDU Option, with two sub-options.
The SRSC Option, with two sub-options

New NGO(s).
Implementation by a Government Department.

o WN =

All these options need to be discussed with GONWFP. 1In
particular, the proposal to involve SRSC or other NGOs breaks new
ground and raises issues that need to'be explored in detail and
discussed between GONWFP, SRSC, USAID and'other donors.

The SDU Option
SDU as Implementor

The option.is that SDU should add community organizers and
other necessary staff to'its payroll, raise funds from USAID or
other donors, and implement all the (re-oriented) USAID-assisted
NWFP Area Development Projects on a permanent basis. This would
mean, in effect, that SDU would act as an autonomous area
development board in the public sector, with a focus on small
farmer and area development projects. Presumably, government
administrative and financial rules will apply to project
activities and personnel matters.

This option has tﬁé-advantage of providing the most direct
route to continuity: ‘the PCU at Kala Dhaka would, continue'in the
shape in which it is formed during the pilot phase, while other
PCUs (for TADP and Gadoon). might be augmented by staff and
resources on the pattern of the Kala Dhaka PCU. The major issue
surrounding this option is whether Governmeht and donors will
accept a "parastatal approach” for what is arguably a demanding
and innovative program. Given the well-known limitations on
personnel matters, and the lack of '‘procedural flexibility, the
outcomes from this option are likely to be variable.

SDU as Umbrella Organization

An alternative option is that SDU should set up, raise funds
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for, supervise and monitor three autonomous area development
boards on a continuing basis - one each for Kala Dhaka, Gadoon
and FATA., Presumably government administrative and financial
rules will apply. Under this option SDU itself would operate as
a facilitating 'rather than an implementing agency; three
autonomous boards would be the implementing agencies! Other than
this differencte, the scenario would be the same. as that for the

preceding option.

The SRSC Option
SRSC as Implementor

The SRSC option is the NGO analogue 'to the SDU options
discussed above. Oné option is for SRSC’s present management to
expand in order to extend its operations to Kala Dhaka, Gadoon
and FATA. All the operations would be managed directly by the
Chief Executive of SRSC and his head office staff in Peshawar,
augmented by field offices as netessary

The main advantage of this option is that it will provide
the procedural flexihility required to support an innovative
approach. The major issues are that SRSC is an NGO, and that it
has limited experience to date. SRSC’s ability to "go to scale"
is untested; some would argue that it is not even desirable for
SRSC to take on such a large prdject area, lest its management
ability be compromised. Morédover, the desirability and
possibility of SRSC absorbing existing PCU staff is not clear.

Although GONWFP support was 'critical in establishing SRSC
and giving it a province-wide mandate as'an NGO, SRSC’'s specific
roles and funding would need to be further discussed with GONWFP,
both in terms of geographical coverage and project activities.

SRSC as Umbrella Organizatioh

An alternative is that SRSC be used as a channel for funding
only, and that three independent area managements be installed to.
manage Kala Dhaka, Gadoon and FATA. Each management would have
representation on the Board of Directors of SRSC. In time, as
the area managements dcquire, experience and maturity, they could
be "spun off" as independent NGOs or absorbed into SRSC. This
option 1s akin to the course of action being pursued by the PRak-

German IRDP, Mardan.

In addition to the preceding SRSC .option, the main advantage
of this option is that it provides .for independent and

The background to SRSC and its current status is summarized at Annex
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decentralized implemenﬁation, but requires only one conduit for
funding. It also addresses concerns regarding the ability of
SRSC to go to scale. The main issue is that, this option, by
itself, does not ,present a *steady state" solution: the
independent area managements would either have to become
independent NGOs, or eventually become part of SRSC!

New NGO(s)

The optioh 1s to establish one or more ney NGOq from the
start, that is, 1993 or earlier. 1In essence; this option would
entail a repétition of the exercise that led to the creation of

SRSC. This, perhaps, is the major issue.

Implementation by a Government Department

The option is to choose an existing'goveqnment department,
such as Agricultural Extension or Local Government and Rural
Development, as'a permanent home for community organization and
its related activities. It is not clear .how an acceptable and
effective area development approach could be ,developed around .
one, single department.
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Annex 1
BACKGROUND TO SRSC

Initial SRSC Proposal and Incorporation as an NGO

SRSC was established at the'.request of GONWFP, with the
assistance of USAID and the Aga Khan Foundation. The initial
proposal from GONWFP was conveyved to interested parties
(including donors) by the Chief Secretary, NWFP, in a paper
clirculated in 1988. This paper expected that "The overall
objective of SRSC would be the stimulation and:support of
productive, equitable and sustainable rural development in those
areas of NWFP that wished to enter into partnership™ with SRSC.
The paper also required SRSC'to have a "role, function and
approach" distinctive from governmént. The proposal moved by the
Chief Secretary has had the support of successive Chief Ministers

of NWFP.

A detailed design and outline finhncial proposal on SRSC was
commissioned by USAID in 1989 for the Planning and Development
Department, GONWFP. The two-volume report was prepared by local
consultants’ and recommended an initial project area consisting
of Kohat and Charsadda Districts, with subsequent expansion to
Karak and Nowshera Districts. . In November 1989, SRSC was
incorporated as a private company limited by guarantee and not
having a share capital (the same format for registration as was

used earlier by AKRSP). °'The details of its incorporationand
membership are given in its Memorandum and Articles of
Association.

The Board of Directors of SRSC includes one local notable
from each of the e¢ivil divisions of the Province, and additional
members drawn K from the NGO §qctor. The Board is headed by .Mr
Azam Khan, currently Chief Secretary of NWFP. It is responsible
for policy and oversight. Day-to-day'management is the
responsibility of a management team based 1in Peshawar and headed
by the Chief Executive Officer (CEO). The present CEO is Mr
Javed Majid, an officer of the District Management Group of the
Pakistan civil service 'and a former Project Director of the ADB-

IFAD Chitral Area Development Project.

Present Status of SRSC

Since its incorporation in 1989, SRSC has received interim

DRMS (Pvt.) Limited, now EDC (Pvt.) Limited, Islamdbad (1989), "The
Sarhad Rural Support Corporation: Proposal for a new NGO in NWFP:"
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funding from USAID and the Aga Khan Rural Support:-Program. The
staff that has been in place since May 1990 in Peshawar, Kohat
and Charsadda includes the CEO, a Finance 'Manager, one Chief
Social Organizer (since 1991), two Senior Social Organizers, one
Women’s Field Coordinator and four Intern'Social Organizers. A
USAID commitment of $2 millioa was {inally cleared in'the first
half of 1991, and.the first instalment from this allocation was
received at SRSC in April 1991. Field operations had been
initiated earlier in a highly tentative 'manner, with social
organizers taking a measure of farmer response in Kohat and
Charsadda Districts, but'unable to commit' funds for village-level

projects.

The limited field operations'have resulted in the formation
of 35 Village Organizations with a membershlp of 1,699 and
collective savings of Rs 177,505, These VOs have identified a
variety of small infrastructure projects, such as irrigation
channel lining, tubewells (with:fgypsum treatment of soil), lift
pumps, culverts, diversion bunds, shingled roads and land
development schemes, in'addition to non-infrastructure needs for
small business, livestock and poultry development, and other ways
of increasing agricultuiral productivity. SRSC has funded four
infrastructure projects at:a cost of Rs 773,000. With the
availability of USAID funds in 1991, SRSC expects to increase the

pace of its work in the villages.

Interest in SRSC has been shown by donors othexr than USAID.
UNICEF has agreed to provide fundinf for a pilot project for
women’s income generation; larger funding subﬁequently is
considered a possibility. Similarly, CIDA ig funding a small
project currently, and is interested in supporting SRSC once it
demonstrates i'ts approach and capacity in the field. IFAD has
reportedly included SRSC in its new (1991) pipeline'for Pakistan,
placing SRSC' at the head of the pipeline. The, German Technical
Assistance Agency, GTZ, working with GONWFP on rural water supply
has sought ways of linklng up with SRSC. While donor interest is
considerable ahd continuing, the ‘question 13 often asked whether
SRSC today is in a posdition to effectively discharge its mandate
in an expanded program. The consensus that 1s beginning to
emerge is that' SRSC needs 12-18 months to use the USAID funds to
demonstrate its capacity in the field. SRSC agrees with this
assessment, but also notes that it takes' 1-2 years or more to
raise funds from donors." SRSC feels that it can expand to
districts other than Kohat and Charaadda in mid 1992.

The USAID grant to SRSC includes provision for TA through
Winrock International, a PVO with internatidnal experilence based
in the U.S. A Winrock long-term expatriate with NGD experience
in project management is based in Peshawar for two years. His
mandate 'includes fagilitating the linkage with Winrock and USAID,
and documenting SRSC'’s performance and problems for an
international:- audience of development specialists. Short-term TA
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(up to 6 person-months in two years) may be obtained by SRSC in
any field in which it indicates a need.
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Annex 2
DRAFT SCOPES of WORK FOR SOCIAL ORGANIZERS

Social Organizers (5)

The SOs are field officers resﬁonsible on a day-to-day basis
for the formation and support of Village Organizations (VOs).
Bach SO will head a two-person team that will include a
"Construction Supervisor; eacnh team will be responsible for one of
the seven clusters of 10-12 villages chosen for the pilot phase
of village organization in KDADP. In these villages, he will
organize an estimated.20-24 VOs over a two-year period. The VOs
will identify, implement, monitor and maintain small
infrastructure projects with the technical and financial
assistance of KDADP. The VOs will also participate in a savings .
program, agricultural demonstrations, poultry/livestock
develapment and farmer training in practical and managerial
skills. ‘For all these activities, the SO will be the main
vehicle for interaction between villagers and development
agencies, particularly the'Project Coordipating Unit (PCU) of

KDADP.

Successful candidates will have '‘at least a good B.A./B.Sc.
degree, and one or two years’ community participation expverience
working with villagers in NWFP. The 'successful candidatcs nust
- be fluent in Pashto, highly motivated, willing to 1live and work
under the physical conditions of a hard area, and capable of
interacting' effectively with government officers from various

departments.

The SO will be under contract for about two years to the
PCU/TA Team [WHATEVER iS DECIDED]). The position 1is based in the
hilly Kala Dhaka tribal area, which has difficult access.

. Office-cum~residential accomodation for' a single person will be

provided by KDADP.

Area Social Organizers (2)

Two experienced ASOs are required to train, manage and
supervise the five SO0s. FEach ASO will eventually be responsible
for the village organization program in 3-4 clusters (see above)
and train an SO to work in each of these clusters. The ASO is
expected to commence his work at KDADP by actually implementing
the scope of work of the SOs (see above), then gradually turning
over the work to SOs trained by him. He will provide “training
by doing”. He will also work closely with pro:ect management to
establish a monitoring system for all the activities of village

organizations; and manage the team of JSO?.
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Successful candidates will have at least a good M.A./M.Sc.
degree, and 3-5 years’ experience in social organization in rural
NWFP, preferably in an agricultural development project. He is
expected to be fluent in Pashto. The successful candidates must
be highly motivated, willing .to live and work under the physical
conditions of a hard area, capabye of interacting effectively
with government officers from various departments, and able to
manage junior profedsionals (SOs and Construction Supervisors).

The ASO will be under contract for about two years to the
donor-aided Technical.Assistance Team at KDADP. The position’ is
based in the hilly Kala Dhaka tribal area, which has difficult
access. Office-cum-residential accomodation for a single person

will be provided by KDADP
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