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Toward Breaking the Cycle of Depefidsncy In Gadoon-Arnazai: 

Some Concepts erounc! Crafting a New Approach1 
'lniruducti~q 
-. 

I nis concept paper is part of a process of cmtinuing dialogue r~garding the effective 
I 
I 

promotion of rural development and the erzdimtion o i  cpiurn poppy production among 
the Government oi Northwest Frontier Province (NWFP), USAID, 2nd NWFADP project 

I 
personnel. Speciiically, this paper concerns the  reorientation, ' t k t  began 
appraximateiy two y e m  agc, of the Gacocn-krnuai Area Development Project' This 1 
ioilows on the mid-term evaluation 2nd wrzp-up workshop cmducted &wing July and 
August 1990 which recommended continuing dia!cgue among the stakzholders and 
area residents in shaping future devel~ppmeent i~itiatives in tho Gadoon area. It z!so 
takes into account the cutcomes of a fellow-up workshop conducted in Peshawar on 6 
July 1991 thst brought tcgetner many of thse stakehoi&rs 0 C%xiiss pmp~safs 
presmted in sn earlier version cf this paper3 

This draft is my attempt to summarize, within the limits of my own knowledge, 
understsnding, and resezrch. some of the op:io;:ons thzt have been suggested for Mure 
directions in Gsdoon. In each csse t rsview whzt I understand to be the strsngths m d  
weaknesses of each option. 1 fuRher have tried to draw together elements fmrn these 
models, suggesting an appr~ach which mEy zddress the unique situstion in Gadcon. 
For this option I also present my views on pms 2nd cms 13 stimulate discussian, 
anaiysk, and planning fa hsip iar the pwcess of seeking common ground armnd new 
and a'y~arnic development initistives for the Gedson area. 



Turning around the Gadocn-Amazai developmen: scenario from one based on capital- 
intensive infrastructure investme~ts to a sustainable grass mots initiative will not be an 
easy task. While local incomes still fall short cf pre-poppy earnings, a major success 
has been achieved. Poppy production has been virtually eiiminzted in the project 
area and the locai economy of the hill area's 80 villages and 100.000 people has 
been brought significmtly closer to the  mainsirem cf the  Pzkistan em-nomy than was 
the case bekre 1983. These achiavernents can ail be jeopardized, however, by a 
growing "weHare syndrome* in the vilkges, expectzitions by local residents of never 
ending financial support, political intrigue around the 400+ jobs that have to be 
slashed in a top heavy Project Coordinating Unit (PCU), lost profits to farmers from 
giving up drug production, pressure from the US Congress's Pressler Amendment to 
cut future AID to Pakistan, the canceliation of mz@r incentives for the nearby Gadoon- 
Arnazai Industrial Estate (GAIE), and the grzve threat to the susiainability of the 
development process if the US curtails the program and turns away. 

Step One is c!ezr: The d q s  of hand-outs, esmphasis on constru-5ion. and a? unwieldy 
and over s*c&fed PCU are over. The Pressfer Amendment issue provides the excuse, if 
one were ~eeded, to wield the axe and stzfi the painful process of phasing-out these 
capital abundant initiztives immediately. 

A!! the stakehoiders qreed a year ago thzt this phase-out must hzppen: The 
Government is resigned to it. AID h2s no ohaice. Tho moment must not Se allowed to 
siip. We must ensue that it is implemented inrnediatdy. 

Step Two, however, is not as clear. Whs? is to replzce the existing program, if 
anything? Beyond scme sensraliz&ims, little in the wry af specifics has emerged 
and no clear cmsensus has evoIved on either tfis appropriate orgzniz2?ional 
framework cr the specific Eeid program to be d e \ ~ ~ l ~ ; a d .  There is generat zgreement 
that we just don't wafk way, ihzt a new appmzch is needed. 2nd thzt there msy just 

A W ' m  4 - 4  4 be time a n  monsy lee to ger a L% .... BLI~ whzi is 

A mugh framework fcr a new prcgmm wss s g i ~ e b  to by the stakeholders last pear. A 
distillztIon of the evalusiion report and August wcrIcshop cutcones inciudes: 

InvoIve recipients, GNWFP, and USAfD in design and imp!ernentatIon of grzss 
roots, self-reliant development initiatives in the projed area; 
Ideniify, develop, and strengthen viliage development organiz;r:ions (VDOsNOsf; 
Pravide st& training, methds,  and resources to VDOsNOs; 
Deveiop integrated exknsion team; 
Approve m!y sub-projeds t inciude substmlia! seK-help contributions; 
Expand teshnical assistance ?or self-help projects; 

* Develop and implement rnain"ienar;ce progrms; 
* Strengthen agricuituraf 2nd forestry astivjiies; 

Combine training and job placement operations and activities; 2nd 
Provide access :o credit and/'or viIIzge szvings programs for both men and women. 
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.-i year has passed since these general recommendations were adopted and virtual$ 
none, if any, of these has been implemented. Even the phase-out plan adopted by 
consensus in December has yet to resuN in one lay-off. 

Admittedly, all &read that action awaited the deveiopnent of a specific plan for 
implementing a village organization approach. The Gulf War, AID personnel 
evasuaticns, and major personnel changes in NWFP have intervened. Nevertheless, 
an impxiant consensus-building workshop has now Seen held thzt has rnspped out a 
general approach to be followed. That group agreed to sswe as a continuing 
reference group and appointed a working ccrnrniflea to draft the char&er for a new  on- 
government organization to spearhead the implementation of a grass roots process 
built on vil!age organization. 

It is thus time to build on the wnsensus rezched in the July 5 workshop and undertake 
a systematic and acceierated planning process. Working within the ccnstrzints of 
residuat USAD funds and a two year dezdi!?~, this means putting the mechanisms in 
place to assare susMneSfe dsveloprnsnt i;l the Gdoon-Amszai area for the deczdes 
ahead. 

Four key questions to be addressed by the plenning process: 

2. W 5 a  $ h ~ & j  the t;.msaemer;t ur;nbr~$? lsnk like? Should if be pzrl of something 
like SRSC; or kKRSP4, two nag-government organltations (NGOs) with a mindate 
and a variety of experience in sezing up VOs ... ? Shcuid it be a new 2nd ifidependent 
NGO? Shorrfd it be z simple !ransfurm&ion and physicat refocztion of the 
headquarters cf the sxisting pmjcci? Shoitld it be Iacated within a government 
f rzrnewofi? 

." 
3. W h ~ t  sh~ufb  the iie!d m e r m ?  Whc :::;ii be in charge? Whers woufd 
activities be centsred? What sort of suppcr',ing ~x-,srrise wi!i be needed and where will 
it be found? Vgkat orgmizing approzch will be proposed to develop loczl 
participation? Whzt rssoxrces will be nasded? Whs?t might a preliminary work pIan 
lo& We? 

4. H - J c a n 3 r n e  se!f-susteining? How can we get it on its feet and nrnning 
with only two years of funding left? P?.rt"iiculafy since there is r ; ~ t  much money is ft.... 
(Estimates vary, dependizg on projections concerning c~mpletion of "sick projects.") 
V4hst rule might go-wrnnent play over the long run? 

Rilral Su~pr!  Corgurstiir: and Aga Khan R m f  Suppxi Progrzrn, NO NGOs ope~"cti:nn, in the 
Province thz: are btli3 zround the primacy of village urgartizatians as the key to empwering 
curnrnuniks to tzke charge of their own rieve1or;rnent. They k i l d  upon methods piloted st the 
Pakistan Academy for Rural Development. Comi!ia. tw deszdes ago, hit also draw upon Sate-of-the 
art rnettds testd in other Asian, African, Lztitin Aierican, European, a d  North American 
neighbrhcods and communities. 
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Whatever model is ultimately developed, it will be important to keep three zdditional 
-issues in our minds. These, 1 believe, wili play a key rok in both the potential success 
af the effotts and the application of lessons learned to other endeavors. These 
include: 

* Ensuring the program is ab!e to take advanlage of 3 Iecnlna process I Vo8P V 

of prcfessionaiized trial-and-error 
Defining the role of minino and the exchafiae of inforrn;ition, both wi:hin the 
project and exiernaily 

* Determining the [eadershio, the k y  ingredimt upon which the entire effort may 
rise or fall 

Etch of these key questions wiil be examined in turn. These will be fcllcwed by a 
praposed modd of operations, l o  stirnuIs2s discussion and ana!ysis, that ztternpts to 
snswer these questions. 

I. The Objectives 

f i e  proposed objectives of this new approach ~muld  be to enpawe? communifies to 
take charge of their cwn development, to raise local inwrnes and to improve the 
qud@ of life for the ares's 80 villages and 100,000 people. 
- r he proposed approach centers arctlnd helping prcileeci vikges to f o m  bmad-based, 
multi-purpose, self-sustaining villsge organizations capable of addressing the  . . 

economic needs of their people :hrougi.i promotion of savings and coliective and 
individuzI action. 

Give:! the need to make a rea! break with the pzst in Gzdson, to shift mn~i&ely and 
perceptually from a well-financed, top-down, hand-out program to a Iean, pzrticipztory 
model, most parties seem ta q r e e  upon the need for a new, physically and 
administrztively separate organirSion, removed from the existing PCU, Ioczted in the 

< 

heart of the Gadoon-Amszai project area. l'r might b e  self-contained, affiiiated with an 
existing NGO such 2s SRSS, or under ihe urnbrefIa of a private sector aeveioprnent 
trust sponsored by area b~siness and industry. It wotlld ccmplement and coorriinaie 
with existing government and non-government agencies and organizations serving 
the area. 

The evaiustion mission artd both :he 1390 and 1091 workshops looked at t h e  , - : 

possible models which might be distinguished from each other as PONGO (Privately 
organized NGO), GONG0 (Government organized NGO), and GLDE (Government 
Iine bepa;tmer;tj. Starting with the last first: 



[Governmen: Line Department): This is basica!ly modeled on the Mardan IRDP- . . 
-the GTZ Pak-German Pmjed. It uses a VO zpproach but works though government 
machinery. 

The pluses: 
1. It has already been started ir, nearby Mardan and Swabi aejoining tne Gadoon 

arm. 
2. It requires rektively lower donor investment, drawing on r,ormal g0vWnnWit 

channe'ls aid rescrrrces, but it hzs zccess to KG0 fi~nding channels. 
3. It u:SIizes and strengthens government capacity and has access ta government 

people and resources. 
4. It's repliable elsewhere thrcugh government nschi~ery. 
5. It has developed a working model. We don't hzve to reinvent the wheel. 

The minuses: 
1. it's reported to be somewhat bureaucratic, cumbersome, and subject to 

insthtiondized gov~rnmenf red tape, 
2. If eoesn'i appear to address local maintenance issues. 
3. While fundionjng within gcvernment, it is dearly zn exceptisla to normal 

operatiofis; 2 gogs aggnst the grain and is therefcre poiential!y risky. 
4. Reportedly the donw does not feel it has been working very we]!; GIZ is 

apparent!y looking now to a more purely NGO model. {hbre inforrnztian 
needed?) 

This model is similar in some wstys to thst currently fmctioning in Gadoon. ft is a quasi 
independent government entity, except thzt it ificludes cornmunjty pzSkip&on as a 
rnsjor focus. This Is manifest through village savings and fomE mni5SrYaions of funds 
andlor labor. It is presently under eva:uation and recqa~izztiog, with a new G R  
technical adviser expected Au-,ust 1991, mci thus full details are nct rezdily availzhle. 
Further mntact wlih this nearby eiiori shcilld be undeSaken znd iessons and linkzges 
-refully explored. 

G O N G 0  (Government Organized NGO) : This is the basic SRSC rnodeI: an NGO 
organized with govemmer;t's blessing, staff& with some former govmment offidafs, 
but iridependentiy organized anb ol~tside the government machinery. Governmefit 
peopIe are cn the board, alofig with peopIe fmrn industry and mrat development, but 
they are there in their 2rj:vste capasiiies, fiat as officiai representztivss of government. , 

The appeal a: cloning or stretching the mandate of SRSC is manifold: 
lt's a!:esdy functicning in MWFP. There is no need to create a new mdeL 
It assures either government bkssing or %mi@ neglect," minimizing the  
chances of government suspicion and potentjai harassment. 
Donor funds can be channeled to it through provm, existing mechartisrns. 
It operates semi- independent!^ from both government and donor . 
bureaucracies, flakes its own decisions, and has the poterrtiel for moving - 
relztivefy quickly. 
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i3ut there are probIerns, too: 
1. SRSC is still young and getting its feet wet.. there's no track rewrd yet, and its 

administrative and logistic infrastmctwe is limited. Many ques5ons concerning 
its long-rage viability remain unanswered. 

2. It's already fully occupied with its existing mandste in Charsadda and Kchat; 
exp~nsim into Gadoon, several hours away, would overstretch its limit. 

3. Its dependence on donor and government bureaucracies has s!owed down its 
operations and gowth. 

4. Gadoon has a rncrnentum and history that is ysry different from that in the m a s  
where SRSC is now wcrking. SRSC has no previous program, no poppy, no 
hand-outs or welfare syndrome instituiicnalized as in Gadoon. 

P p  (Privately organized NGO): This involves starting a new entity, designed from 
the ground up or modeled on one of the above .... or on something else from 
somewhere e!se. li sddresses directly 1% third weakness of the previous model, 

ence of the recognizing the unique history, politics, and recmt development expei 
Gsdoon arez and the need for a czrefutly tai!ored approach. 
-* 

1 ne diszdvamages of this are obvious, since we're stizrting from scralch: 
1. It means starting over, creating a new model. 
2. 1: takes time, and there are only WO years Isfa, 
3. There is r,o exiSing mechanism for channeling funds and technicd suppoh 
4. I: c=outd lack the linkages that ensure governmefit support zt best, or, at worn, 

"benign neglect.* 
5. f*i is higher risk. 

But :here are advarrtqes, too: 
i. N= drain, stress zdded !o existing opsrtims l i k ~  SRSC. 
2. Independence to try new apprmctxs, ads$, nod!:- methods; oppcrtunity to 

learn k r n  the fdi fznge cf successes and failures among prcgans both inside , 

and outside P aMan. 
3. Opportunity to expiore pubiidprivate pafinership options including creative 

privatization and self- financing which might include specit! linkages with the 
controversial and adjacent Gadma-Amazu' Indt;stria! Estste (GAIE), and/or 
other businesses and industries in NWFP, elsewhere in PaPistan, and &road. 

4. Sustainability of efforts in Gadoon could be developed ivithout risk of 
introducing stress or controversy isto an existing entity like SRSC. 

The chcice among these options cannot be made solely on its own merits but depends 
heavily upon the type of field operations envisioned. :he specific socio-cultural 
environment, and what sort of structure might best serve those conditions. This 
introduces several additicnat options at the tieid level. 

3. The Field Operation 

Experience in Kalam, Malakand, Chitral, Gilgit. Orangi, as well as from the urban and 
nriaf setiings in the US, Philippines, Sri tanka, Nepal, Kenya, India, Botswana, 
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Malawi, and the OECD countriss of Europe, suggests that the key ingredient of a 
successful effort to mobilize local development is the organization of self-sufficient, 
democratic. IocaUy responsive, neighborhood or v i l i qe  deveioprnent organizations 
(VOs). These in turn take the responsibility for undertaking econornicaliy procbiuctive 
projects that must benefit the majority of residents to qualify for technical and/cr 
financial support built on classic self-he$ principles, many of which werz piloted in 
Pakistm 2s early as the % 950s. 

From this basic blueprint for beneficiary participation a number of distinct models have 
emerged in Pakistan, paraileling in several wzys, the organizzticnal umbrellas 
outlined above. These differ largely according to the intensity of staffing and resources 
available, as well as to the types and sources of o?;:side rescurces to which they turn. 
Within the Gadoon context these might be chezcterized as having (a) minimum, (b) 
moderate, and (c) sibsiantial staffing patterns, according to number of staff. Each of 
these wcuid presume a b u e  located as dose to the cegter of the pmject area 8s 
possible. Staff ratios and suggeste3 assumptions are provided using the AKRSP as a 
benchmark for arnparativs puToses: 

(a) PAinirr.srn Staffino: 
Qne Senior s~cial crgariize:, plus basic smpporl 

This unit wauld be h~aded  by a trained, senibr sccizf organizer, working from an 
offke-cum-residence, and supported by a fieid accou~tznUo%ce manager. it w u f d  be 
prcvided wi<h 4WD innsgor%?ion, camping ki!, and modern cummunifa?ion facilities. 
Access to revolving fund for self-help projects, trzining facilities, and budget for , 

bringing in techniczl zissistance zfid training expertise. Ratia: 1 SO to 80 Wages, 
103,000 population. (Tinis is less siafi ictensive than the AKRSP which has f SO to 50 
villages, plus specialist stsff. It is pr~dhcatsd cn Gabam having been supptied with the 
rsjmiiy 3f c5:is! infrastructure and :heteieire having less need for iatensive s2ppczfi 
than Nsrthern Areas.) 

Advantages: LOW #st; rninintim funding required frsr susfzinabiZity 
Minimal bureaucrstic 2nd management p~cblems 
We!! suited to $lot prs]ecL~iow pr~file stat-up 
Flexibility to seek precise speciakt skifIs needed 

Disz2vzn:ages: Limited coverage; espscia!iy if vil!age interest is high 
Highly dependent on expertise, ability of one key person 
No on-site speeiaIist expertise avaifabk, must bring in 

(5)  pgrfe w: -+ 

One each: Social zrganizer, engineer, agn'ctllfurafist, women spciSisf 

Same basic core as above, complemented by a sub-engineer, agriculturalist, and , 

women's program specialist with basic trzinlng in VO approach. Ratio: 1 SO to 80 
villages, 1 00,000 population; total staff 1 : 20 villages, 25,000 population. (This 



approximates the AKRSP ratio, when specialist staff are included. It assumes that the 
uniqile conditions in Gadoon dsmand staf5ng similar to that in the Northern Areas.) 

Advantages: Medium cost; nsdiurz funding required for susi;zin&ility 
Low to med im bi;reau.s;&ic and management problems 
On-site specialist expertise availabie 

Disadvantzges: Moderzte caversge 
SuppoFJogistics mare ccmpliczted, more expensive 

(c) SuSstantiat StMng: 
Above Core team, supplemented by 3 Jr. SOs and support teams in sub-offices 

The centrail core team outiined above woutti 59 replicated in each of three subproject 
areas. These would be headed by a Jr. Sccial Or~anizer, plus appropriate technical 
staff whg would themselves caver a rmge of specklist skXs qpropriate to the needs 
of the  area, no: necessady dupiiatbg the above. Tnese might incIude horticulture, 
foiest?yhgro-forestry, poultry, livzstock, andlo: micro-enterprise/ entrepreneurship. 
Rzilio: 1 SO to 20 villages, 25,000 pqxitation; Wal staff 1: 5 vittages; 6250 populztion. 
(This is more intensive than  the AERSP ratio, acd presumes extra staff inputs required 
for both stait-up and simbstantial response to r;nique Gsdoon dernznds.) 

Advactages: Cumpre hensive area mverage 
Maximum poteniial impact 

4. Sus:ainzEiIity: 
f he issue of Long-term E~ppot f  

Haw we night ksep such an opcrztion goins past t he  PACD of August, 1993, is a 
rnztler cf consIderabie csncerrr, whether it be iaqe or s m d .  Two years is a short time. 
The past year has slipped by quickly emugh with minimal progrsss. it is difficult to 
imagine getting an entirely new crganizzticn up, running, and on a sound financial 
fcoiing in stlch a shotf time :=me. 

Yet several options d3 exist f3: get?icg a pracess going which, even if US financial 
assislznce ceases in 2 years, has a reasonable chance of continuity. Three 
mechanisms, in particular, cone to mind, none of which is nr;tua!ty exclusive of the 
cthers, conbii-iations being quite approprizte: 



USAlO is clearly not the only donor with an interest in controlhg illicit drug 
production and promoting area develqrnefit and increased incomes in mraI areas- 
The UN has an ongoing drig substitu;ion program in Dir District snd European 
donors hwe supp3rted programs in other Asian c ~ u n i r i e s  to stem drug prsduction. 
GTZ and ths Netherlands, in part.icuiar, have shown same i~teres! in drug control 
programs ir; Pakistan. World attention is increasingly focused on the dmg 
production and the  trafficking probiem. Diversified funding is not an unrealistic 
expectation and opportunities can be explored which draw upon evident donor 
interests. 

2. W a f  e downent or tnlst f~ '+ ,* .. !nd to be established with residual US funds. 

Donor funding has increzsingly been directed to the strapolt of NGOs and a Trust 
for Vofuntay Organizations a!ready exists which has potential' access to as much 
as US$ 30 rniilion in fmal fanding. Proposa!~ are also under discussion that donor 
funding be czpitalizeb--invested in order to provide a long-range return rather than 
expended directly in the short tsm. Alt or st portiorr of tne rernzining ui-iearnzrked 
project funds could be provid& to 8 suitable NGO zs an endowment, the income 
from which mu!d support the care team in the project area. Drawdown of capita1 
could be permitted only by a procedure such as a three-fburths vote of the 
governing 5ozrd.S 

3. Publk/?fivate ?&nsrship~ drawing on the business and inbus;;izf community, 
partisuiarly that of tite associzteb Gsdaorr-Amszai IndustriaI Estzte (GAIE), but 
potenticif& invaluing othsr business Izterests in Pakistan and aSro2d. 

A separate concept paper, 2vailable on request. I-ias drawn ' to~zther some 
prefixinary ideas f r ~ m  pubiic!priva:e partnership e:.pxiences in the US, Eumpe, 
2nd seiected developing cauntries to stirncirre disc~tssim among interesed 
pzrties cmcerning pctentia! linkages that might be developed in NWFP between 
the business community and N T ~  uevefoprnent initiatives.6 

Despite initial mncessionary benefits' derived by induslrialists whr? have opened 
fadories on the GAIE, thcse businesses have not Seen able to provide the number 
of jobs to local rasidents ?ha; the project had anticipated: In addition, the 

5 See "Terms o: Endowment: A New AID .Ap;sroach to Intemztbnzl Devebprnent," CSAtD, June 1991 
8 Malcolm Well, Sevedy Heegaard, Rhey Palmer, ' Pubk Private ?afinerships: A Preiirnirrary Review of 

Experience in the US, Europe, and Select& Developing Quntries with Potaiitiat apjAicztian to 
Paitistan, Synergy internztional and IfSAIS, RDD/ARD, June 1991- 
Cuncessbns granted under ordinance S R W I  7 included: exemption from duty on both raw 
mterials and machinery, a 50%  bate on p w e r  tariff, a 10 year tax hofiiy, are investment bans at 
3% interest- A grant of US$1 million from USAJD helped prepare the basic site and services forthe 
Estate, on which approximately 60 businesses have been est&lished and some 400 others are in the 
pianning or mnstnrdion phases. Eariier this year, after a vigorous n.2ional debstite fueled by 
comp:aI;lts from competing Karachi Lahore businesses, the major incentive. exe-tbn fnm duties. 
which range from 50-1 5% of the valse or" raw rnateriats,was withdrawn, atihough this decisbn has 
been chailenged in the courts. At present the future of investments in GAlE is uncedzin. See 
Ghartes EngEish, "Gunning for Gadoon, ' m, Lahore: June 1991: p9.49-50 



businesses involved in the Estate have not developed any significant finks with the 
people or economy of the project area. Many of the blisinesses have little 
understanding of, or involvement with, the adjoining comnrrnities of the Gzdoon- 
Arnazai area for which they provide jcib oppcriunities. 

Wiih the planned termindon of the concessions, in:erest in developing improved 
linkqes may compiefely disappear. Howaver, it has been suggested thst more 
coufd and should be done to seek ways to involve the industrialists more closely 
with the communities of the Gadoon area. Some business leaders are concerned 
about the further loss of concessions and are iinterested in protecting them by 
demonstrating to Government that those concessions provide direct beidits to the 
cmcerned communities. Others m q  want to ?jay a more active role than they are 
2t present in promoting social and economic devetoprnent in the ccmmunities 
around them for a variety of sociai, political, snd emnornic rezsans. Some have 
suggested that in return for modest and zipprogrizte continuing concessions, GAE 
businesses be required to: 

Meet specific e~ployrnent targets 
Pravide on-the-job training, inte~ships,  and apprenticeships 
Allocate a portion of business incomes to support a Gadoon-Amazai 
Founds:ion or other approprizte rnechar%sm fur funding ongoing devef~pment 
pgrams  in the h i k  

If workable linkages such as these coufd be dzvsfoped, the promotion of acTive and 
continuing involvement of businesses in Gaboon-Anazai petentiai!): worrid have 
considerable benefits fcr the community, helping to e n s m  the sustainztS5lity of 
pr~jec! efforts. Wnzt applies to Gzdoon muld zppiy to other arezs o i  NWW, as the 
federal government promotes its new rural industr-ializaticn poky,  and more 
industriatists open fzcilities in miat aress to gain ecznamic advantages. 

None a? these zpprcaches is mutually excbsive. Ccm~:n~tions and pmwtz:Ions are 
welcome. 

Regard!ess at which is deemed most appropriste, it seems important that the project 
be able to draw upon the expertise, guidance, ax! support of a diverse board of 
directors. Such a board should seek to bring iogether the  best in btlsiness, community - 

organization, rural dsveloprnsnt, and financial rnarizgernent expertise. The 
experience of SRSC and AKRSP in desigrring wor'kzb!e buzrds, tzking hto  acaunt - 
the unique role thst pfivate industry and ago-business might play in Gadoort, shotrid 
be drawn upon in constituting the governing and/or zdvisury board. 



A Compos3te Modei: ProposaIs far a how Profile, High Impact Approach 

Recognizing that information cn alternative models is still less than complete, I will 
sketch a composite m~det that seeks to address a difficult question: 

* How can we get started on the implementaticr! of a VO approach, the 
basic parameters of which we hsve  asreed upon, without hzving in place 
a finalized oqanizationai umbrella, the developmsnt of which could tzke 
most of the remaining two years? 

The proposed model is built around the concept of a minimum initiai stafiing pattern, 
started as soon as possible, symbolic separate iron? the current project and its Topi 
headquarters, to be located in the center of the project area, and to be organized 
within a NGO structure created in the lorn! arEa but drawing upon outside resources. 

funding wouid be provided from residual NWFADP monies through a substantial 
endowment grant, the earnings from which w ~ u f d  be earmarked for four key purposes: 

a) Basic support of a minimum mre team 
b) Revolving funds for self-help, economically pradueive vIHqe level projects 
c)  Fund ng shoMerm pu rct-iase of ap prsprkte technical assistance an a contract 

basis from bath iozal and overseas socrrces 

d) Training for village leadership, farmers, entrepreneurs, and project stzf: that 
drsws on the experience of other efforts in Fakistan snd abroad 

It is proposed t h ~ :  a separate 'trzining facility, SUPPOT~B~ by joint funding from AID, 
SG?, AKRSP, SRSC, and o'rhsr donors be developed where all organizations utilizing 
2 VO appr~ach  wid sham inform&ion, successes, izihres, skiits, rnethodclcgies, 
ar?d appropriate speciatist inform2iion nseded fc stl:gorl econornicalfy productive 
viikgs level activities.. (See be!ow: "A training mazbate and potentiai opportunity," ' 
p.13.) 

More speciiicalfy, six suggestions zre oyered for inifizting the new zppmazh in 
Gadoon: 

1 .  The o'ialoaue ~rucess r3aresenW bv the eva!uation and conces?: develonmenf 
w o k d x x x  be csntinued as reco~menr&j in f h ~ !  A ~ m r s t  199C and Julv 1991 
 workshop^. The members of this biabgue should be used as an ongoing , 

feferwce c row or steerinn cornrnitke for the effort 2nd and shoutd specifically 
provide input Iinked to the forthcominc PACT consuitanc~ mission. The 
diafogi;e should address three initial tasks: - Determine the strxture of the NGO umbrella 

Provide an advisory/resuurce body for guiding and supporting the 
recruitment of Ieadership anti initistion of field operations 
Select a new and appropriate name,  1030, and identity for the initiative 

BEST AVAILABLE COPY 



To achieve these objectives it is important that the dialogue be expanded to 
include representatives from the field operations and technical assistance 
teams af those other VO oriected programs in Pakistan (including Kaiam IRD, 
Malakand Social Forestry, Orangi Pilot Projed, AKRSP, SRSC) supplemented 
as apprcpriate by outside expertise from similar effofis abroad (such as, the Sri 
Lank Mahaweli program, Philip pines water-users associalions, the Botswana 
c~rnrnilnai area planning and development effort, and others that may be 
recommended by members of the biafogue). 

2 .  Address the core staffnq issue; begin the process of recruiting a suitable 
Pakistani proled leader/$ocial oraanizer as soon as pssibie. Qualificaticrns 
are discussed below, "The Bottom Line: Finding the Talent " (See p. 14). 

3. Consider seeking a , in order to minimize ths social 
and organizational problems that have plagued many free-standing efforts to 
reach rural women. 

4. Establish and equip an ~ f f i c e - e ~ m - r ~ ~ r r c e  in the heari of the proiect area, 
such as the guest house in the Birgall/Wtfa area. Ii is pa;'ricula;'iy important that 
both a visible and symbolic break be made with past e f  arts. 

5 .  Provide full sunoofl in tams of state-of-the-art communica~iorrs, transport, 
computer, and copying facitities, plus the services of a multi-purpse field 
accountantloffice manager. (If possible, transport woufd include a new vehide 
painted a different color from existing project vehides and labefsd with the logo 
and name for !he new Initiz'rive, stlch as "Ga3xmArnazai Devetopmen: Tms?-") 

6. Provide an interim bueaet, with considerabie discretionary authority 2nd 
responsibility vested in the new project leader, thrt will enable the fttnding of 

rod~a ive  ohvsical inz- self-heb prc+=& and purchase of needed 
fech icd  mc! treinina resources, thrcugh the iirnding mechanisms mentioned 
above. 

Some thoughts concerning the function and suppoi? of this cperation: 

* !nitia! ooerztior;s. such d-an I n, ~S.L f'r SLIN~VS.  c 3 m . m ~ ~ i t v - b ~ s e d  I m s e  2nd - 
id. eco comic. and - . * .  

/or sore-business 
jnwsfi   to p i  nc .. .* 4-1 absfd be mtt~ated as svon a *I s gossibfe in order to provide input into 
the dialogue and planing pncess. A speck! effort should be made to hzYe these 
done u o t e n i i a t  cmdi&&s for the leadership pasition[s) in order to escertain if 
there is an approprhfe match of skilis, interests, and project requirements, 

Given the short time remaining and the need fcr rapid start up and !exibility to - - .  adapt to the unique Gadoon situstion, it is proposed to keecm ~nlta o n e r a  
verv small and wofessional, focusing its activities directly on the viflages, and 
enhancing access to outside rssources rather than to a lag? stzff. This wsdd aIso 
h e l ~  mzke it very clear to Iacal residents that the program is really their own and 
noi another capital and staff intensive outside effort like tho one that preceded b 

1 2  
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L Q C ~  EmI 
. . . * 

w t  soec~&& for appropiate services such as animal 
husbandry, health, and horticulture would be identified in participating villages, 
provider! with ongoing training and skill development. Over time these would 
become the core of the pragram's outreach and the backbone of its visibility 2nd 
presence in the area. 

During the initial stage the development of this cadre might be enhanced and 
supp~rted by & v e \ o u ~ i n t e r n s  arawing on Pakistani students from provincial or 
national universities complimented, as appropriate, by "peace corps" type 
voiunteers from interested Western countries. 

The Mitiat t w m o r w s u ~ n o r t  . would . come dirge throug&J,K%!h.kJ,L? cha nnels drawinp . . 
on atstma c o n s u l ~ m q .  an d te&~ic81 sssiswe ,u C m. The present 
PCU mechanism and its remaining staff wodd be utilized only if the project Ieader 
found them in the best interests of the  new program and its efforts to support local 
self-help projects on a demand basis. 

Three abbiticrnzl efforts which shouid be considersd for immediate implementation: 

I .  monostic sf mevs of a sarnnle of project area v i l l w ,  drawing upon the tooIs, 
techniques, and expertise available within the AKRSP and Orangi programs- 
These would asses the  fe~sibifity of proposed pfaject activities, select target 
villages f w  initial operations, and identify local zctivists for early training and 
internship. 

sf.loU'1d incfude an emnornickudy of bbth the fzm- and macro-kvef retarns that I 
might be anticipated from a potentiat farm fores?ry;social forestry pragrarn. 
Experiise in the use of such surveys as an izliial c-grtniring toot for VOs should 
be provided. This exercise should be c h ~ ~ l y  linked t~ i h e  diagnsstic surveys 
o Aified above. 

3. Economic ma4& studies 05 the overzfl poterttiaf of the Gadom-Amazai area for 
new privzte sector development and inv~strnent opportilnities. These might 
incfude, for example, examination of land development, locA tourism, ago- 
business, horticulture. 

As the Reference GroupE3eering Committee considers the options before it for the * 

f~iture of the Gadom initiative, considerstion sho~ id  be given to both the strengths and 
risks associated with these propasals. f hose apparent io me at this time include: 

Disadvantages: Limited ccrverage from small care staff 
Potentiaily overstretched staff If communities respond positively 
High depecdence on expedise, ability of one key person 
No on-site speciatist expertise available; must bring in from 

outside 



Advantages: Low cost; minimum funding required for susfainabitity 
Endowment provides long-term funding within PACD of Aug. 7 993 
Minimal bureaucratic and manzgernent problems to start up 
WeII suited to pilot projealfow pr~file star?-up 
Flexibility to seek precise specizfist s k i k  needed 
Can start up quickly, begin iield operations quickly, without 

organiz~tional umb;e!la fotrndized 
LVetI suited to learning process qyaach  

In conclusion, three caveats 

In discussions with experienced pracZtioners e~sociated with successful VO-based 
programs in Pakistan and elsewhere, three c m m o n  themes emerge which should be 
kept in mind, model is selected: 

?, A Lsaming Pmcess Approach 

Civen the unique circumstznces of the Garioan situation, t h e  legacy of poppy 
production, the precedent of a major infraSswckire prog:sm, and the pattern of minimal 
znd/or leadership dorrrimted community parWpation, there is no file of proven 
rnethobobgiss upon which to draw. The new pmgrarn wil! have to be earmarked by 
flexibility, by a "Iearning pmcessW of rnethodiczi trial-and-error that annot rdy on p i  
formulas. The senior sosid crgsnlzer needs to hzve the uiscrztionary authority to 
shape the program through ar. approach that starts mail and grows through 
experience. Key e terner2s of such 2 process inctiide: 

Freedom for flexibility of approach on the part of the lazder-having chasm a 
creative, trained and season& organizer, we must give thzt leader the authority 
t3 make dedsicns en6 the responsibiiily for tfse res-As 
Regular mclniroring through wo&shops wi? board members, st28, and tom1 
Isaders and activists--a free flow of iztom&ion among members of an 
integrzted team of professionals and iocafs 

Regu!a; rnonitorhq by a panel of sxperts brawn frsn both Pakistan and abroad- 
-ma& as AKRSP hzs dravn on Dr. Akhter Haneed Khan, the Pakistan 
Academy fw Rural Devslopment, and expeitise from around itre world 

Such a {earning process zpproach is the  Sackbone of the integrated extension team 
structure rrtilired by the Kalam Integrzted Develcprnezt Projsct azd the AKRSP. It has a 

become the hallmark of successful grass-roots cornrnuni;y crganbztion pmgrzms 
around the world, inchding thase in Pskis:an, as weli as successful viiiage !eve! water 
users associstions in the Phi!ippines 2nd Sri Larrka. 

2, A Trahing Mandate and PatentiaI Opportunity 

Esch of these models f o r  economic development in the project area during the next 
two years is preuiGzled upon the need fcr substantial st25 and vilIager training. Such , 

training, not to be confused with the unsuccessful prior training efforts within the 
NWFADP, is needed to assure the ongoing mubpiicaticn of the tools and techniques 
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found successful Sy the AKRSP, SRSC, and for continuing zccess to state-of-the-art 
inforrnztidl~, methodologies, and approaches from around the world. (This may also 
help serve the recently reported interest expressed by gcvernment in replicating the 
AKRSPI SRSC model in a1 provinces.) 

A cost-effective investment of a significznt portion of remaining project funds may 
therefore lie with the development of a comprehensive irsining program, perhaps even 
a modest i~stitution, that wwtd serve to take the knowfedge accumulated in successful 
programs and share it with local zctivists and service providers in Gadoon, and, 
potentially, elsewhere in the nation. AKRSP is planning a major expansion of b own 
training and outreach programs. The Orang! pilct program is receiving increasing 
national attention. SRSC has growing training needs. Many of these are sirniiar and 
cog id benefit from a systematic, institutionalized pmcess of cmss-fertilization. 

There is a derncnstrated need for scch Vzirting in this part of the ccuntry, 2nd an 
cppocunity far a collaborative arrangement zrnong the interested patties might be 
exptored. These might include no: only ongoing USAID funded progrms, but :hose of 
other donois such as those supporting the Kalarn IRDP, IRDP/Mardan, Malakand ' 

Sociai forestay, AKRSf, and Omngi P h i  Project. 

3. The B o t l ~ m  Lfae: Finding the Tafent 

in the  final analysis a successful pragrm depends upon qr;a!ity leadership. In the 
words of a seasoned rtlral development expert, "poor feadsrship will sink even the ' 

best designed prcgram ... but a good leader czn make a success of ever? a poorly , 

designed one." 9 Paiticu!arfy due to the learning process ap?mch suggested above, 
srestive, &rong, and experienced Pakistani lesdership is a mxt .  This must be the 
hsIImark of the fask ahead of us: to seek oil: the best msilabie talent in Pakistan - 
taleat that is marked by z comxitment to viIizge organizSm and to sewing the  entire . 

ccmmurtity, leadsfship that brings an intimate knawksge of whzt works and whst 
doesn't in the saphisticzte2 pwcess of empowerins ioczl c3rnmufiliies to tzke charge 
of their own devefopnent. 

In this vein, and given the mture of conservative, malt vikge social struc2trre in the  
Gadoon bilk, it is suggest& that & particuiark~ vigorous search be undertaken to find a 
talented and energetic huskendiwife team. Such a team no: only would be simpler 
and less costly to support appropri~tely, but would have the acfditianzi advantage of : 

making it possibk to gain eqttitable access to and cornmunicz:lcn with the entire 
Gadoon-Amuai cornmtini?y within a framework understood by and acceptable to local ' 
residents, 

Regardless, however, oi whether an individuai or a cuupfe is recruited, there are 
seeral  key quaiificaticns i h ~ t  must be assured. These inciude: 

- 
8 David Smith, "Grzss Roots Cammunity Development Capcity in Pzkistan,"SRSC, June 30,3991, 
9 James t e x h ,  Rtlrai Developmefit Unit, Ministry of Finance & DeveIoprnent Pianning , Republic of 

6o:swana. 1979; former UN advisor to governments of Nigeria, Kenya, md Bz;lgtadesh. 



Basic credentials and experience in the theory and practice of m o w e n n g  
es to take c h a m  of their own dev-rnent 

Commitmeni, devotim to the profession and pmctice of rural development 

Hones. integrity, the capacity to be entmted with major Rntncial and staff 
responsibili:ies 

Patience, sensitivity, and listening skills zppropn'ate to both working with 
traditional villagers and their leaders and to facilitztiq an effective learning 
process approach 

In crder to facilitate the recruitment process, as ideated above, it is further suggested 
that tile proposed dkgnostic survey, cxxunity-basea land use planning, and 
econcmic/agrc-business adivities bs tlzdertaksn by potentiat cmdidates. 

SOME POSSIBLE NEXT STEPS 

A. Es:ablish Steering Comrnittee/Reier~3nce Group to oversee planning process 
B. Set Tasks: (e.g.1 Recommend organizarionaI structure 

* Oversee and 2dvIse on tha s e m h  process 
initiaie initial diagncstic surveys in vifkges 
Initkte community-bzsed \and use p!snning exercise 
Initiate c~mrnirnity emcmic  resource potential 

study/studies 
N~minate interim and En2  Boar6 of Diredors~Gcrvemors 

* Set up rnonitxing system 
Set up feedbszFu'iearnIn; 2mcesses 

C. Schedule next rnee:ing/s of this cve~ightkdvisory group 
D. Appoint Secretmkt, inbividual, to oversee process, all above 
E. Pr~viue guidance and support to PACT cmsilftancy a d  other efforts relzted to 

the overall recrientztion process 

MalcoIrn J. Odell, Jr., Ph.D. 
C/O USA! DIRDD/ARD 
Pes hawar 
Pakistan 
July 19, 1991 

Synergy Intern~fional 
41 8 Mzin St. 

Amesbury, MA 07913 USA 
Telephone: 508-388-4 907 
F=/P hrr nix 50E-358-6408 
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Fisid Notes, Villzge and Cndfvldual Interviews 

Persons Contacted 

Scope at Work 

These are part o f  a 
Separate Report 



Workshop Report, July 6, 1991 ) This  is a separate report by 
Messrs DEG/Coverdale Xnc. 



2. Lls t  01 lnvitees and Participants, July 6, 1991 ) This i s  p a r t  o f  the 
Workshop Report 



3. field Notes, Village end individual ~ntewlews* 

Village Leaders Focus Group interview 

Vitlagelhocaf Ion: Date; 
7/25/90 

No./Crrmposiccion of Group: 3 E!deWMbrs of Jirga, inci. 
brother o i  Union Councii Chmn. 

Sitting in the partially completed residentid quarters fcr the new Integrated Rural 
Health Ctr. (Upgraded from Basic Health Unit), we tsiiied .>bout the activities and 
priorities of the village. They explained theat the fmdarnsntaI institution in the vittage 
is the Jirga, a council of elders appointed by the viilagers. 

Traditionalty the Jurga handles lo=! disputes but in recent years they have made a 
number of cokxtive representations on ciwebpment issues, including one 3 mus. . - q o  !o the PD and DC for what they consider =P$S !G? onarity: 

A polvtechnic cokcze, for which they are prepared to donate 36 kanaIs of 
land plus 20 man-months fos l  kbcr or~anized by the Jirga 

They have se!ected a cenird site in the district, abwe the rsad near Ganichatrz, in 
response to what they consider to be a Gvt. promise thzt such a milege will be 
approved. Why such interest in a Patytechnic? Bscause they see the mjor problem in 
the  area to be Izck of empioyrnent opportuni:igs outsids agriculture. Ywng people 
need technical skills tb go out to Gadoon indust'l Estzte, Peshawa:, tshore, Karachi, 
and the Gulf States ta earn money. 

Self-help seems reasonsbiy well-establishad ia ?he V i i k ~ e  2s evidenced by their 
purchase of ?he first primary schocl bui!ding, wnstmc50r 3f a fine local mosque which 
they shgwed off :o us with pride, and their oEsr to mn'./wte !and anr! labor for a 
P ~ i f l ~ c h n k .  Foflav-up corrvers~tions with a gather<ng of bcaf fsrmers ~ r r d  with the 
Amam of the Mosque mnfirrnd stmng suppo;; ior a s&4wlp Pelyfechnic project, the 
Amam even offering to persuade thcse keiping finish tks mosqueto t un  their attention 
tc t h e  edumtion needs In the commonity. 

Other ~n'oritieg mentioned by the is~dership focused on education and forestry: 
New primary school building-existing buliding bought fcr Rs. 1500 by the 
village from locaify raised funds--is inadequate 
Upgrade Middle School to High School 
FOES', and grazing management to provide better ioijder for thei: cattle and 
both fuel and constntdian wood for  tbe vitlqe 
NFE center iike the one in Uila fcr the women 

For detailed individual and village interviews that contributed to the initiai concept devebpmeR for a new 
approach in t3e Gadoon-Amazai are, see A ~ R ~ x  6, Village focus Group !r$erviews," ard Annex 9, "A 
Social Organization Mode!," in miurn P-n: D e v e m .  ne-nw. a m e l f  
Evaiuation Report, Peshawar and Washington: USAID and Gevebpment Emnomics Group, Louis Berger 
fnternztionaf, lnc., October 1990. 



The LQilSl has r-llv changed access and enterprisg in Ganichstra. Leaders 
proudly showed off the business cards of the many visitor who have come to the 
village over the yaars, including Richard Smith (IRDP Matkaz, Topi), Jimmie Stone 
(Dep.  Dir. AID Islarnzbad). Douglas O h  (Comnitiae on Budget, US Senate), Robert 
Butler (USIS TV). Along the road &.bout hzlf a dozen new businesses have opened 
their doors, serving passing trsveiers. Sis nilcan: E ~ W E : S  ~f loca!ly P L ~ T C ~ ~ S B ~  
fertilizer were observed !D be changing ha?& st one of these siops, sugpsticg that 
some local farmers have begun adopt in^ irnprovzd a~ricili:.~ral practices on their own 
wiiihout subsiuies. 

A folbw-up discussion turned to the income p m d u b b  issues of asricukvre and 
westy .  Leaders indic&ed that th5y are negotiaiiny .ocally to see i! the gvt wiii provide 
fencing wire to be instalied by lo-! farmers under a prcposed 10 yr. agreement that 
would commit 200 kmats (25 acres) of viilage k i d  for permanent protection if Gvt. 
pmvides trees and fencing wire. When asken, they respmded favorzbly to the idea of 
izising the size of the protected area to 103 acres. They want fast growing species of 
trees but need to hsve access to foude- for iheir mZIe an$ goats. ,4970-forestry, they 
feR, will be more difficult, due to shsfiage of WE&- aad their 1 -crop system under which 
they bring their cattle iats ?he cis? lar,ds to qsze during :hs faliw season, thus 
threatening y o q j  iraes. individaal f a m x s  expressed interest on a perscnal ksis,  bgt 
:heir was no vitkgz consensus. 

They have fu~her  proposed a Dziry Farm pmjec? to the  livestcck dept., but hsve found 
r.o fucds yet. They indiczted their wiliingnes: to car? half ?ha costs fcr start-up. 
(Heifer project not know2 or established here.) Scne new breeds have been brougM 
in 2Ssd :085 by the pmject, includinc - 42 R d  Sindhis, but they were rejected, at least 
pzrHaily due to :he ani3rcernent ban ar;d resulting shoot-out. They confirmed their 
cornrniimen~ to keep the Erea poppy free in the fsture and expressed interest in trying a 
!Ives%ck project cnce agzin. Potiky k k h e r y ,  breeding ax! 2 demur.str&ion farm 
h a e  bee2 propossd by ?he pr~jad b ~ i  not yet tried. 

"Now :he peqde think or;& of cssh money. They must ieam to fhhk &cut the2 own 
pixe in develspment. &&!dies W o d  far us in tt;e lono run. 1 went to the 
DC em'y when ;he sa5sf&es were ~ 2 m d  a d  3e3,oed him not to give out f r ~ e  
seeds, cash, elc ~ L C :  hs:ead to b~rr'Id US a pa/y&chcik SO we czn 2 pemsnent 
ir?sfifutim to lift up our pesple and trak t h m  for good jabs; :hat m y  they'd get 
more mmey forever. I a!so asked the AC, 'Why do yougive these @s? The 

. pe@e are ignorant so they accept them, b ~ f  y m  are a wise m n .  You knaw bezw 
ii~af iiis wih' iiof As@ ihem in the f~tzre. " 



Viftage Leaders Focus Group interview 

Village/Loeatiun: Ganicha'tra Date: 7/4/91 
No-IComposition of Group: 12 EI&rs/Mbrs of JIrgz, incl. brother of Union 

Comcil C h r n z ,  Rycfer Zaman 

This meeting foilowed on m e  heM with e s imikr  cross-section of viliage elders held 
almost exxtctly one yezr ago in the sane vi!iage. Tho bro:her cf the Unisn Cotlncil 
Chziirman, Hydei Zaman, had impressed us with his wisdom and insights an3 we 
returned tc ssek his zdvice as we coniempIa:ed introducing 2 new apprcach to mrzl 
deveiopment into !he Gadoon area--one modeled in 7any ways on the  advice he 
gave us last year. We opened the meeting, held ir the village Hujrs and not far from 
the hustle and bustle of a wedding feast, by zskl-J him his impressions of the projects 
completed thus far in the village under the exic:;ng progrm. His reply was n d  
encourzging : 
w-- i;a:e was no planning. The projects starfed nswhere arid went nowf;ere. Fcrestry 
and orchzrd prcjects were a complete failure. They only paid people to watch their 
own trees and in the end n o  me wstcheci mything and most of the seedlings died. 
The dug wdis ciidnY p:avide enough water for any iresaticn. Our iields are the same, 
the trees are the same, our  crops are the same. The whest give-svey wzs the worS 
I: dragged us info dependency. ft converted us to beggars. 

"The job minir;g program trained our pecp!e for jobs that didnY exist. And cow the 
:raining ?rwided for jobs in the lndzstn'at Est& is wasted b e a x e  the concessions 
have beer; withdrawn arrd the jsbs are gone. 

"If the pmjed withdraws with tkifigs the wzy they are it wiil set us back. Things will be 
wcrse thar, before, no: better. We were nel';i?er edtrczkd ;-tor planners. Government 
just purchased us. None oi the pmjects pmvid3Ei any new i~cornes. They reaIly just 
gzve GS paid work" 

"first, we need irrigztion io; our iields. There is .a mourr:ain stream that wocfd mzke a 
gocd socrce for irri#on &out 2 km. frmi here. While it isn"bt;i, its sire and tcczticn 
is such : h a  it would I r ~ g ~ : e  a g o d  pa? of our  lands. Thb wsultf mke a big 
biiierence. 

"Secoca, ca3e are one of ow most inportant sowces of income but curs are not very 
~roductive. They give only a IiSie mi!k, perhaps a liter (kg.) or two a day at nost. We 
know that new breeds 2re zvailable not izr away that we coufd rzise here or cross- 
breed with agr own mimals. Such animals wouid cive us abut  8 kg. a dsy. And at 
Rs. 8 a kilo that wc;u!d Se nzrke a good incraase in our income. 

"Third, we are sure we wuld do mcre to i m p w e  the c ~ p s  on our dry ianc's, those 
farrds we cannot irrigste. The agrkrtktlre expecs have  show^ us that we can get 
more irom our whest and maize fields, and if we plant more fruit trees near our homes 
and fieids we can get more food and Incclrne from those. 

"Finally, our barren hiI!s xound the viilage couid bring us wealth if they were covered 
with trees. But our caxle need grass, sa t h e y  get into the places where we have 



piafited trees, and then they est the seedlings. The paid caretakers from the project 
were a bad idea but growing trees is nut a bacl idea. fencing is better than paying a 
caretaker who just ezts the money and then is Gone. A g03d fence will not b e  gwe. 
We are reads to work for our own indivi~uai benefit. We will provide the labor and we 
can provide the land. We have lots cf 32:ct;es of land thst can be turned into iorest 
one at a time if we fence them. This W G G ! ~  prcvide us three benefits: 

I .  Fcdder for our new cazie 
2. Fuel for cooking 
3. Ccnstructio;; wood f ~ r  building houses and for selling. 

"in the 20 or 30 viilages 2rounc here s: least m e - t h i d  of the land is easily avaUaSfe for 
iorest. Osr village of Ganichatra hzs about SOCO acres of barren mountain k ~ d .  Of 
th is  1300-2000 cou!d be set 2side for grawing a Few forest." - 

The forester who had come with us took out h% pencil and started calculating. 
" I f  yo:! hzd 1000 sues to start with and Y?: planied 1000 seediings per acre 2nd - 
ody half of them strrvived you wxdd h z - a  500 t e e s  per acre. r hi: would mean 
thzt in five years yo3 v:ouId hzve 5i30,000 trees. I: we cu: 20% of those each year 
and each tree r'etcheb :he !awest pfice i could irzasine today, Rs. 100 per tree, that 
would mean ar; iscome of Rs. 1 US000,G00 a year." 

The muttericgs and gimcss that passed arcund t ke  rscm told the story. No one could 
imsgine such wealth. Even a hundred acrss, fsrifcre ef haf the trees, and a 
catzsirophic drop in wood process to half that of :he worst price the forester kmw 
amounted to about Rs. 250,000 -- more money than the whole village had earned from 
biiilding the new heaM center. That told a story ths? eazh man couId clearly 
~nderstand. We asked 'them what their p:opcsa!s wzre for the remising 2 years of 
t h e  proje c'r.... "iVhai wccild y3u do if a lizie he!p were avzil~ibie on 7% understanding 
,I knd, l&ur, 2nd loaf mzierizls would have to c m e  from the village?" T ie  repiy: - 

"I ) CIassiQ the lands by fertility and rainiali. I eil us what ithe bes: things are to 
grow and w3ere. 

"2) HE?!? us with a rr,sssiw rsfocesiztlon p r o g ~ x .  Yie wi!I pravide ihe land and 
Izbor -- up tc~ 2000 acms -- 5tlt ws need W ,  with fences 2nd seedlings. 

"3) k w  cati!e breebs to cross with our OWE. These V J O ' J ~ ~  provide tts with money 
anri meat nexl: year, whiie we wait i ~ :  tne trees :o grow. 

As we Iicked cur  frrgers and wiped our hands from the delicious roast chicken tkz: had 
beer, bl-ought tc us from the rvedcing feast, Hyder Zarnan pointed to the children who 
were crzwding arcund the windows and dczrs of the Hujra, their faces paifiteri with 
curiosity. 

"Look at those hur;+;ry faces. Thzy tell :he story. They are eager to learn, eager to 
work. They wIlI he19 cs piant the trees a d  to k e q  the cattie away from the 
seedfin~s. And :hey would love this roast chicken. But we only h a e  this for 
wedding feasts 2nd for impcrt-tant visi:ars like you. The children are mahourished, 
They don't get enough. We must pIan for their future, for filling out those holbw 
faces, fcr fulfilling their needs, their drezns." 



Interview 
Dr, AnIs Ahmad Dani, Deputy General Manager, Planning & Research 
kga Khan Rural Support Program 
GiSgit 1 8 Jl~ne, 1934 

Yighlights of the AKRSi): - Evolving learning process approach. methods stilt evdving 
focus on incslme generziion (nct educz';ion, sock! services, etc.) - Responsibility lies with village, AKRSP onIy supports viilage organizztion 
Ongoing personal contact is criticaf ingredient 
Entry point: productive rural inirzst~dcttlra; u s ~ a i l y  irrigation link road 
456 ax-rent prcljeds, incl. 270 women's prsj~=rs (visited monthly) 

Characteristics of the area served (D8erence f ro r  Gaboon): 
ReMively egafitarian populstlon in Nortkm Areas: Shiities, Sunnls, Ishmalis; 
Virtually no tanblessness, no big Iandkds 
M e m y  locat migrstion t~ military serb ice and K~rzchi industry 
Dryfand agricutture, rainfall cnly 15C mrn./yr. 
Religious faks of !shmalis with Aga Khan - Fk  tative isoiatian; few links with outside world; airnost autonomous r e p  bfic 

a Common property m a n q e m e n t  tr~diti3n--irri:'gaih, forests, ~rzzing lmd 
Traeitim of Amlrs assigzing tasks, esp. building of irrig&ion works 

Origins of AKRSP: 
Visit of Karim Ass Khan to arsa in ?960, stimulsted interes? in assisting area 
Building of Karakoram Highway, 1964-78; no KKH, no AKRSP 
Abolition of rule of Amirs, 197Cs; Ieadership vamum 
7982 AKRSP founded, programs begin 1983 
Modei developed from CcmilIdPak, Acad. of EEE! DevY.; MahsweII 

Methodology 
Crestion of village arganizzticr; comes first; weekly meetings; all residents are 
members, officers democrsticaIiy elected 
Firs project: financecl' as grant: subseqiien: pr@sz-;s or! credit 
Lkist bring econofiic beilcfit 
Mist benefit 75% of viiiage residents 
Diagnosiic survey establishes resome base and needs 
Costing of prccject irr cciIaS3ra:icn with vi f tase ~rganizztion 
Ne~otiste wage :a% to be pzid on first project, usually ~Sout  60% of normal 
Write check for first 2C%, zdvance payment for project 
Disapper:, let VQ organize, wfr project 
Periodic ir.spec?,ions, four more prog:ess payments of 20% each pu'd when 
work. is 25%, 50%, 75%, znd 100% completed 
AKRSP does not concern itself with project management or rna:en'ais; village 
ogsnirations iargely left to their own, contact naintained on rnonthry basis, 
inspedlcns rnzde, but viliage is in charge, AKRSP does no: lesd or directly 
s u p v i s e  

Standard r earn: (Office!Residence) 
Social Organizer (in charge) 
Engineer 
Fieid kczorrntarrt 
Vehicie and driver 



Female Assistant Social Organizer 
Rotationai Staff: 

* Agricultural expert 
- * Veterinarian - Forester 
Potential cooperation/iinks between AKRSP and Gadoon Program: 

identify key social organizer (Feroz Shah,  Sartaj now with SRSC?) 
Tmining for local SOs and Assistant SOs--Budget & system will be in place in a 
few months to provide 3 week course for about Rs. 12,OQCbhead 
irttemships and special training seminars for suppor'Jsupervisory staff: AID 
project officer or equivalent -- special Senior Seminar tailor made -- 3 weeks, 
about Rs, 25,00O/head; 3 month Internships ior about Rs. 250Ma-y plus travel 
Output from Sr. Seminar and 3 weeks cor,stlltancy: viIiage planning 
design/plan for Gadoon PPI start up prcjact: interiace with Coverdafel3yr. 
workshop program 

SRSC as poteritjal umbrella: 
* FerozShah,ranChitralPrag:amfor6 yrs.,Pakhtoon,22yrs.~ithAHM; 

excellent field perscn; needs support for writing proposals, dealing with donors; 
etc. 
Jr. SOs in Kohat & Chzrsadda, esp. Sartaj 

* Funnel resources directly through AID or indirectly with other donors if AID 
pulling out 
Use kVINROCK mechanism 



interviews 
Dr. Akhter Harneed Khan 18 June & 8 Ju!y 1991 
Director, founder, Qrangi Piiot Project; Advisor, AKRSP, SRSC Gilgit 8 Karachi 

Background to the AKRSP 
1960s: Shozib S u k n  Khan with AHK at ComifWPak. Aczbemy of Rttrd Devt-; 
authorized to take up dernmstm:ion pmjeds in villages 
1 00% cooperation between government and private/cooperztive sectors; 
iriciuding forma! registration of coops 
Society in trensition--corning of Few Pakistan-disappearance of Hindu elite 
trend toward egalitarianism 
Village cooperatives and Central Federation of Cooperatives 
Dictztorship of Ayub Khan marked by goc? advisors (incl. Harvard Advisory 
Group); good administrators; willingness to try bold approaches 
1970s serious difficulties developed, incl. Bhuito's abolition of local gvt. 
d i m  pted basic system of low,! ecsnanic deveio prnent ; administrzdion became 
centrzlized and ecatrc, coops began to become corrupted 
Doudze scheme, 1 976 -75, probably premature 
Northern Areas--pure feudalis3 until 1970s with alm~Sf  nu GO? presence; cut 
off fmm rest of Pakistan 
Changes started with KKH construs;ion - W64-7 978; enhanced by abolition of 
feudalism in 1970s 

Original design of AKRSP--1980s 
Understood that gvt. suppofi not there; can only provide harassment or, at bed, 
benign neglect; extension not there; mops a m p t ,  not viable 
Use f ramwork of non-forma! NGOs at viI!age level (not regktered) supported 
by a larger, formal NGO registered as a company 

* BUM s~cial irrfrsstnrcture first, give respcnsibility to viliage organizations 
Build produ-dive physicat infrastr~cture using soci2 i infrastr~cbitre (.dsuzlly 
irn'gaiiorr and/or link roads) -- first project art g rzx  basis 
Capital infusion far agricuittirai deveIoprner,t: 
--lnproved technology; sho3-term loans 
--Land deveioprnent, leveling, &stoning, fencing; long-term loan 
--Forest, timber, fruit trees, grasses to revme defor~stztion; long-term loan 
Equity capitai/savings: half to one m i h m  rupees 

Next Stage of AKRSP 
+ Shift from p a t s  to loans 
* More ~ p i i a l  on toan for water from donor revoiviq fmds  

Expand short-term and medium-term credit 
Plmt every space with trees and grssses; shift away from cereal  crops 

* Livestock, esp. for milk prductior; 
Vegetable production for exporl from area 
Non-farm enterprises by indivibtsak, borrowing from VO swings 

Shift from soft to hard programs has been reiatively easy, easier than expected, Why? 
Peoplehrea refatively cut-off, iso!ated, therefore cchesive? 
Peopk rei&ively egalitarian, therefore village organizztions possible 
The hardzr the program the  grester t he  success proven by experience 



The 1990s and the Cities: Lessons from Orangi (Orangi Pilot Projed-OPP) 
Must have self-reliant local model not dependent on Gvt. or Donors; self- 
sufficiency and replicabifity are key 
Must rebuild detsriorating sense of community 
Must engage local people aciively, directly in t he  develcpnent of their 
communities 
713% of population in illegal or unrecognized seifkments 
Hard progrrtms built on self help are the only viable alternatives 
Municipalities are powerless, out of contro!, broke, corrupt, no gvt. transport 
Private sector role very important: Orangi Piiot Pmject suppozted almost 
exclusively from start by local banks 
90% of all employment is with famify enterprises 
Schools: of 585~schools, 5139 established privately and subsist on fees 
Loan program backed by National Bank sf Fakistvl 2nd First Women's Bank 

The bitter lessons from the Orangi Pilot Project & UN Ctt. fsr Human Settlements 
coIiabo:ation 
Canfiiding approaches to development: 

(With s~eciai insiahts from Peween Rahan, Director c i  Sanitation & Housing 
rams, and Directs, Research & Training Institute, Orangi) 

- 

1 980--Started OPP program 
Used neigfiSurhoad, lane organizztisns, regtllarized, supported lane 
crganizatians to do what they were alresdy doing informally to improve - 
sanitation, sewerage 
Obtained msjw support from big iomi bank (%CCI, now in trouble 
internatlonatly) 
1982--invited United Nztions Cmter for Human SetGernents (UNCHS) to assist 
Foreign experts provided (Hoiland) for technical assis:ance 
Experts wanted to take charge of program, fmnd UP P/MK approach inefficient, 
no! targeted, infomzl, Izckiilg clear p!znning and ir$emer~tatirrn process 
1983--CunfliC leads to separatioil of programs--OF? takes southern portion of 
Orangi, UNCHS/CGP takes norther portion 
OPP provided with Rs. 2 million; UNCHS provided US52 rniiiion (Rztio t:20j 
Bv 1987 OPP has suo~or"te5 tocaf ~eichborhoods tc comulete 281 8 
m n r o v n d  sewer lines. toialina 133 miles. and seminu sewino mpr~xirr;ateiv 
45,000  household^; with O W  funding of Rs. 2.2 million arid people's 

e & a  investment of Rs. 35 rniliion + I - 7  A+ I costs Ieu. each 
Rs. I invested bv - ~ p p  r esuks in Rs. 16 i r r v e ~ d  Sv oec~le): if cmventiort~ 
corit:z@ors rates are used to V~~LELQJQJ t .  the ms: henefit rzfio shifts to 4 
Bv 1387 UNCMSCGDP has cornpieted, 

: 64) 
using minimal community p&icipatim, 

35 U R ~ ~ I - Q ~ Q W ~ ~  sewer lines, toteljna 1 .f miies. and sewina apprQx. 552 
households; with funding fo:a!ing US$2 million or Rs. 43 rniliiorr and people's 
investmentof Rs. 276,000 (Cost benefit ao 14% : or Rs. 145 spent bv UNCHS 
fsr e ~ c h  Rs. 1 invested by c a m m u . )  
1990 UNCHS progrm officialty terminsted as tatzl faifire 
4 

J 0 OPP ormram has resuRec! in 43% of all Omnoi hems (oopulation t 
million) havincc s i m ~ k  flush toitets coilneded to underwound sewer lines. at no 

o rnrjnicimtitv. GO?. or foreian do no^; total cost to l o d  donors only Rs. 
20 rnilfion (US$I million); Karachi municipality zdopts OPP appmach fcr rest of 



civ; people to assume responsibility for alt Ime, neighborhood, and mllecfor 
drains while KMC takes responsibility for main drains m d  treatment plants. 
Sewer cmstrudion by neighborhood organizations credited with building new 
sense of community and civic responsibility throtighout Orangi; neighborhood 
organizztions orgazize protection of residents during civil unrest and communal 
violence. 
Lesson learned: Boilding trust among people first leads to effective and 
productive economic devefoprneni: the founds5cr: of devetopment is ethical 
rsther Ehan economic 
for Gadoon: 
Expansion of SRSC or formation of new N G 3 ?  
--SRSC may be seriousfy flawed; could csIiapse in a few yrs. due io lack of 

financial discipline; Now spending Es. 700,00O/rno.; 15 SOs; many more 
than needed; 3 top-mtch leaders 2rovidad by AKRSP hzve been ignored, 
immobilized; renting Suzuks zt high cost; leadership provided advmced 
cagrse when they danY understant2 the basic course 

--frugality, self-cu ntrol, and financial discipline needed 
-Everything built on a foundailon sf ethics 
Suggests a closer link beleaen G&om and Orangi than kKRSP cr SRSC 
We shcuId visit, stay at Orangi--invites Odefl and Malik, others as appropriate 
Low cost, low overhead model most appropriate for Gadoon; hard progrzm 
Form new "unit* that has: 
-- Access lo government and its resources but is not mr;troIled by gvt. 
-- ASiiity to nobiifze local resources, become self-su3cient 
-- Board like that of SRSC to help ensure links with GOP 
-- Support of a GOP poficy decision to legitimize mechznism, assure GO? will 

provide assistance st most, "benign neglect" at least 
Sirudure of new unit: 

Headed by Social Organizer at rank of District ?&gistrate 
Office wiihifi project area and suppcrted wit2 mcessary vehicle(s) 
Staff: 

I St. Sack! Oqanizer 
1 Engineering speziaIist 
T Ag~cuRuraT specialist 

Potential for PcSticfPrivzSe Partnerships: 
-- Karachi suppurt to O m g i  came 100% from Iocal business wurid from start: 

Banks, especialljr BCC!, provided initial funding tor both local and 
international (UNCHS) teams 

-- Loan programs funded by local banks 
-- Gadom circumstances will be different as there are probtbh, no major 

banks or wealthy ir~duslries that E n  play the major role tha;ihey did in 
Karachi 

-- ShouM pursue privzte funding but be ready to look to government and/or 
donor like AID for rnzjority of funding at start-up 

-- Industry not crsating many jobs but potentiat is there: 
* Lease out of production to horns industfies, as Japan and Tziwzrt have 

done 
Provide upgraded labor skiffs to home based production, done 
eisewhere but not yet inFakistan 

2 8  n ~ q y  f . .. -,,,$ : 3 ~ r , t L ~ + z ~ ~ ~  $ t ~ $ i f  f: Q?P!!?~FST % L ~ - J * * % -  



Shift from current emphasis on capital intensive industry tr, labor 
intensive 
Tap huge surplus of educated, half-educed, and mskilled unemployed 

Village Savings and Investment: -- Shift f ram grmts to loans 
-- Encourage ssvings to threshold amounts 
-- Estabiish VOs 
-- identify ecmornic, productive pmjeds that increase incomes 
-- Offer credii from revolving fund 

Subsidize credit for start-UPS, eG. cut from 15-1 8% down ta 1 C%, 
depending on local conditions 
Provide credit to jndivi- a to VOs 

* Focus efforts an reforestzition for timber and fruit production 
-- Select suitable person(s) for trzining in w;iirsev management 
-- Start privzte entrepyeneurship nurser% 
-- Provide crsdit for seedings and 1sxi preparziion 
-- Build on traditionai land managerent systems 

* Vitla~es often had traditionai i omt  mansgers--revitalize, fegitlmize 
Where land held mr~munaily,  strengthen, legitimize that system 
Whers land contralied by Mg landiords seek their support l o  re-forest 
area using labor-intensive methods, links with community, inchding: 

-- form Society of Eeneficiaries, p v i d e  extensiv? ebtlcztion, training 
* Provide vision, with conce9t of technicaity so~tnd stages 

Provide credit, long-term, b w  inlares: 
f rovide technician to help 
Deve!op inmrne distrhtisn plan -- Link cgtting of trees to planting af trees, beware of "free ttrnch," imbue 

pragrm with wncept: "You have made your m o t k t  nak&; it is tine to 
clothe her; If you keep a cow, you must feed it to get nliic; so, too, the barren 
hills %at were once forest .... To cut one tree you - s t  plant and nurture two,, n 

* Ensure the Lss:ning Process of deveiqmeni ihr31,:; h srctlon, a~alysis, 
aiscussion: 
-- Audiences I.e;c!xie donors, mansgers, 2nd v i f i ~ p : ~ ;  each hzs different 

needs 
-- Vsrietj cf lock incfrrding: 

tdagazines 
Diaries - Videos and Slides, lattsr especizlly pcwedul with personat talk, 
i n t e ~ i s w s  
Weekly staff meetings 
Weekly VO meetings 
~ o n t h i ~  or ~ua r t e r i~  expert, consuknt, andlor Bosrci meetings 
Continuous, ongoing training, workshops 
Exchanges, visits, cross-feitilizatim for ail above 

Future Directions, New "vJsions:" 
-- Shi2 frgm C;GD foms to forest focus--viiiages to take charge of their 

resources 
-- Shift from mt focus to credit foci 1s--more important than technoiogy, 

advice 



- Build in a m o c e ~ s  of personal-, exchanges, networking, 
visits, workshops for ail parties from villagers and rnansgers to government, 
business, and advisors 

Proposed Next Steps: 
-- NWFADP f mjed Officer and consultant to come to Qrangi for at least a week 
- AHK to visit Gadoon, vitlages, condud joint dkgnostic survey for at iezst a 

week 
-- identify and send Gadoon activists to Orangi 
-- Look at patentlal of development interns, Ioca! andlor forsign *peace ccrps" 

volunteers to take part 
-- Take up offer from GOP, Sec. Local Gvt. (C3rnmander A. A. Naseem) to 

establish a rirai development institute for shan'ng and replicating tessons of 
CorniHa, AKRSP, SRSC, Orangi, Gadacn, efc. across Pakistan 



4, Persons Contacted 

Concept Paper Preparation 
dune-3uty 1991 

& Khm Rural Suo~crt P r m ,  Giigit, Hunza, Northern Areas 
Shozib Sultan Khan, General Manager 
Dr. Akhter Harneed Khan, Senior Advisor, Diredor 
Dr. Anis Dani, Deputy General Manager, Planning & Research 
Sultan Hameed, Senior Social Organizer 
Noor Muhammad, Program Social Organizer 
Moharnrnad Asiarn, Sr. Sociai Orgpnizer, AIlabad 
Dr. Yasmin Pawin, Social Organizer, Women's ?:ograms, & Medical Consultant, 

Karirnabad 
Eussain Wali 
Abdu! Rauf 

Oranoi Pilot Proiea, Orangi Town, Karachi 
Dr. Akhter Hzmeed Khan, Director Orangi Pilot Praject 
Perween Rahman, Director, OPP Sanitation & Housing Progrzzm; Dir., UP? Research 

& Training Institute 
Anwar Rzshid, Social Organizer, Economist, m d  Joint Dir., Research & Trzining 
Dr. Mrs. Shamin Zainuddin Khan, Dir. Health & Carnm~nity Medicine, OPP 

K5alid Aziz, Additional Chief Secretary, Planning & Development Deprtment 
Arnin Khzitak, Director Genarzl, Special Development Unit 
Shehzad Arbab, Chief, Speciai Devefoprnent Unit 
Masfafa Karnaf 
HabibuiIah Khan 
Hammad Agha 
kfiz  ur Rehrnart 
Yar Muhammad Khan, Chief Conservator of Forests 

SRSC, Peshswar 
Jzvaid Msjeed, Genera! Manzger 
Faroz Shah, Sr. Social Organizer 

USAID, Istarnabad 
James Norris, Mission Director 
Arnold Radi, Chief, Office of Agriculture and Rural Development 
Frank Pavich, Director, Ruraf Development Division, ARD 
Christine Sheckler, Program & Narcotics Manager, Project Manager, DAPRC 
G hagar Mohrnand 
Ahsan Tayab, Ago-Business Specialist 
Dr. Said, Horticuiturzl Specialist 
Sarah Hasan Timazi, PkD., Economist, Hrrman Resources DeveIoprnent 
Mohzrnrnad Sawar, Contracts Specialist, OCC 



Malcolm Forbes Baldwin, Esq., Consultant on Environmental Law & St. Manager, 
Environmentai Law 8 Policy, International Resources Group, Ltd., Sri t a n k  
and Washington, DC 

USAID, Peshawar 
John Tucker 
Tariq Ourrani 
Sohaii Matik 
Dr. Lynne Carter 
Jamshed Khan 
Mustaq Ahrnad 
Sadaqat Aii 
Iftikar Hussain Khan, TADP 
Abdul Rauf 
Ken Davis 
John Javed 
Mary Ann Javed 
Dr. David Gamer, DAP 
Louis Cohen, Engineering Advisor, AID Rep. 
Douglas Gnrbe, COP, CoverdaWDEG Workshop & Training Project 
Barbara Phitlips, !QC and Project Manager, DEGiLouis Berger, Washington, DC 
David Smith, consuRant/advisor, SRSC, WlNRQCK International 
Michael MGovern, Engineering Consultant, DAI 
Ron Dedert, Training/Continuing Education Specialist, TlPAN Project, NWFP Ag, Univ. 
P hylo Evangetou, f h.D., Team Leader, Nathan Associates, Performance t ndicators 

Consukancy to AID Rep., Afghanistan Program 
Barton Sensenig, Social, Scteofist, Nathan Associates, Performance indicators 

Consuftancy to AID Rep., Afghanistan Program 

USAIQ Karachi 
Mr. famoqi, Uason Officer 
Abdu t Watrf Gul, Program Specialist 
M. Shahnawaz Hussain, CTS-K System Manager 
Fayyaz Ahmed, f ravel Office 

florthwest Frontier Area Devei-nt Pro!-, Topi, Mansherz, and Ganichatra 
Richard and Mary Scott, Kala Dhaka Area Development Project 
Mustafa Karnat, Administrator, Gadmn Ammai Area Development Project 
Hyder Zaman, village elder and project leader, Ganichatra Village 

Private Sector, Peshawar and Vicinity 
Akhter Maiik, Proprietor, Director, Medicos; former President and Charter member, 

Peshawar Rotary Club 
Mir Arbab Khan, Agro-business 
Arbab Jawad Khan 
Arbab Fawad Khan 
Ariees Khan, Agro-business, orchards, Gadoon plastics operation 
Sharnsua Rehman Khan, Engineer 
AWul Rauf Khan, Agro-business, Kafoor Dairy 



Habibur Rehman Khan, Agm-business, Warsak, Kafsor sugar 
Dr. Arbab AIam Gir Khan 
Arbab Emad Khan 
Mohsin Aziz, Mohsin Match Factory, Gadoon plastics and packaging operations; 

outgoing President, Pesharvar Rotary Club 
la! Shah,  Contractor, timber 
Haju Gul, Arms and ammunition, Dara and Peshzwar 

GTZ/Pak-German Fuel Efficient Cookina Technoioaigs Proiea, Peshawar 
Cornie Huimenga, Chief Technical Advisor, outgoing 
Thomas Neumier, Chief Technical Advisor, designate 

fnternalional Union for Con-rr of W r e  & m a 1  R~SQLE- Islamabad 
Dr. Taitq Banuri, Environmental Policy Advisor 

MTech. Islam- 
Dr. Shahid Perviaz 



5 .  Scapeof Work 
STATEMENT OF WORK 

FOR FRAMING A CONCEPT PAPER FOR NWFADP 

I. 

in the Augtlst 1990 midstream evaluation of NWFADP and the USAID evaluation wrkskp there was a 
consensus developed among all the key stakeholders of GOPJUSAID that the fina! three years of the 
project emphasize to p&,ing in place a system through which mrnpieted sub-projects can be 
mairrtained/sperated and the development momentum be carried on by self-reliant vilhge devebpment 
organizations. 

SpecIficaiiy, the evaluation recommended that the Project examine: 

I. The process of systematic phasecrut, and if pcssble, accelerate that process in order to break 
the vicious cycle cf dependency before it k a m e s  entrenched; and 

2. Initiate a process of grass roots, self-reliant development b i g  around sustainable village 
organizations that pmvide for broad-based community parlicipation. The suppon necessary to 
initiate the recommended processes. 

Tasks: 
The antractor shall address the recommendations by devebping a Cmcep! Paper that wit! lay 
out in very broad tern what the separate community development effort might took iike - how it 
wit1 be stmdured, who might undertake it, and how it would relate to the Project Unit 
(PCUI. 

1. Write a concept paper that sketches in broad terms the objectives and requirements of a separate 
cornrnunity development approach. Based on the availability of funds determined by Project 
Officer, the Contractor will: 

Determine how much maney cab be made availsbk :a; a sepamte mmnity 
development approach. 

Determine haw independen? communRy devebprnent efforts be stmctured. Who would 
do the work? Where would ?he entity be located? What woufd be the staffing 
requirements (number, type and qua!ificatbns)? 

Examine how an independent community development entity would work with vilfages. 
Examine aRer?"&i~e approaches such as working with existing jirgas or other 
organizations. Wow many villages could it work with during ?be remaining LO?. given that 
communiiy development is very l a r  intensive? 

,hamine how stafi from fhe PCU and USAtD stmutdrcotlld be tmsferred andlor retained 
to work with community develapment. 

Describe how the community development entity would relate both to the PCU and 
USAID?, 

Identify possible proSlems and limitations with respect to undertaking community 
devekprnent work in the project area. What kind of benefkiaty participation is likely? How 
can women be invoived/largeted? 

The wncept paper will be prepared in draft and presented in a one day workshop that wit1 
take place the day after the workshop that discusses the phase out plan far the PCU. 



Documents to be reviewed: 

Review project related documents, including 1987 and 1990 evaluations, 1990 
workshop report, GOB, A1D, and PCU responses (if any), current files. 

Preparation 

The consultant wfli begin his work bj visiting the Agha Khan project in Gilgit - a projed 
which has successfuity implemented a community development approach - and other 
community based development projects as appropn'ate- Develop and submit schedule of 
work to be done, relevant dates, inciurling presentation of inaial draft. 

Period of Performance 

The effective date of this Order is June 10, 1991. 
The expiry date of this Order is July 31,1991. 



Date: 

From:  

To! 

S u b j e c t  : 

J u l y  2,  1991 

1 

Concep t  Paper - Community Development 

Enc losed  
Gad 
b e e  
a c t  

i a  t h e  Concept  Yapcr f a r  p o s s i b l e  redirection of:* 
eon Project. I hupe you will be a b l e  to read it b e f g . ~ * : - k  
in discussing the v a r i o u s  o p t i o n s  and t h e  future coqr9s of 
i o n  i r ;  t h e  nvrlrshop at P e a r l  C o n t i n e n t a l  ~ e s h a v k  on Saturday 

J u l y  6 ,  f99 . l .  

Regards. 



Toward Breaking the Cycle of Dependency in Gadoon: 
Some Concepts around Crafting a New Approach1 

k&@d uct im 

This "concept paper is the the most recent step in a process of conh'nuing dialogue 
amma the Government of Northwest Frontier Pruovince, US AID, and NWFADPZ project 
persob el. # concerns t h e  reor lentation of Me Cladoo n-Ama zai Area Dew bprnenb 
Proect that began appximately b years ago. This foilow on the mid-term 
evaluation and wrap-up wrkshop conducted during July and August 1990 which 
recommended continuing dhlogue among the sbkehalders and area r+sidents in 
s h a ~ i  ng fvture Gweioprne nt lnNa tives in ih& Gadoo n alpa. 

This paper is my attempt to summarize, within the limits of my own knowledge, 
understmding, and research, some of the opbot'ls that have Seen s uygested tor f W e  
directions In Gadoon. In each case f review what I underski nd to be the ste ngths anct 
weaknesses d each option. I lucther have Pied b draw together elements IYom these 
models, as a pof nt of departure ror disc ussion 6 July 1 991 , suggesting a n approach 
which may address the unique situation in Gadoon. For this option I abo present m)r 
Y iews or! pros and cons to stimulate disc ussion and help us all rn w e  forward b g w  
to find common ground around a new and dynamic development pfaces f6~--kke 
Gadoon area. 

The infomation and insights upcn which this paper dm55 came hPm two monhs 
inudvernent in the evaluation of NWFAD P, plus hhco s &sequent months of research 
that intfuded field trips to the Northern Areas, Swabi, Abbottabad. Swat, and 
C harsaddz in NWFP. These miss ions enab ted me to make obseruatiuns a nd have 
biscusskm with skff  and beneficiaries of tile Aga Khan Rural Support Program, 
Marda n IR DP, Mala&% nd Socia l Fo resky Project, Ka lam Inkgrated Cleuebprnsd 
Project, and Sarhad R w a l  S upport Corporation. 

The Pro hiern 

Turning around the Gadoon-Arnazai development scenario horn one based on capital- 
intensive iniTaskuctare inueslments to a s uskinable grass roo& in~tiati~e will not be an 
easy task. While iocal incomes still fa i l  short of prepoppy earnings, a major success 
has been ash ieved. Poppy production has been virtualp eliminated and the i~ml 



economy o l  the hill area's 80 vitlages and 100,000 people has k e n  brought into the 
ma instream of the Paklstan economy. This can all be jeopardized, however by a 
growing "welfare syndrome' In the villages, the expecktion of local residenb of never 
ending financial support, political inbigue around the 4004 jobs that have to be 
slashed in a top heavy Project Coorcfinatcng Unit (PCU), lost pmlih to famerS khom 
giving up drug production, the pressure horn the Pressler Amendme nt b cut future AID 
b Pa kislan, the ca ncsl lation of major incentives for the Gadoo n-kmazai indw&ial 
Eshts (GAIE), and the the jeopardization of sus&innbri& if the US c~rtalls the 
program and waks away ... or even worse, just lets it slun~ble on and p8tM out. 

One &I ing is CWr. The clays of hand-auk, smp hasis on ~onsbuction, and an umvkldy 
anb over shffed PC U are over. The Pressler Amendment issue provides the excuse, if 
m e  were needed,, to wield the axe and skrt t h e  painful process of phaseout 
immediately. Conveniently the US Congress can play "bad guy' and g& a-*g~,gf- 
people within the prof ect, AID, and the government 08 the hook. * .  - u*.. - -- - . :- "- 

Ai l  the stake holders agreed a year ago that this phaseout must bappen.iide 
Goverment B resigned to it. ,4id has no choice. Step One is at hand. We must n& 
Jet he moment slip We must ensure that it is impfernenbed immediately. - 

Step Two, hbwver, is not as cfear, What is to replace the exisUng program, I 
anything? Beyond some generalizations, little in the  way of specifics has emerged--- 
and no clear consensus on eCkr t h ~  organizational framework or the spme: 
pwgmm to be developed has evolved. There is general agreement that we just 

- 

walk a m  y,  that a new approach is needed, and that lhet-e n n y  just be time and m c h y  
leR tk? get i! :Adrted ... But what is "it?" 

A rguyh ParnevM: br 3. new pruqrarn iyas agreed lo by the stak;hrjfder-- f&st year-. A 
distillation frem the e\?aluation report and August wo&shop outcomes inctudas: 

- Inuolw recipients, GNWFP, and USAID in design and implsmenLation of grass 
roots, self-reliant developme nr: lnltlatives in the prv iect are%; 
Mentif$ leuebp, a.nd sbengththen village developm&t orga nizations (V'paslV#s); 
Prcvide sb.R m.inina, U methods, and reso uKes b VCIOsPdCrs; 

A year has passed since these pneral reconmendationr were adopted and virtu@i!y 
none, if any,. cf these h a v e  been irnplemenled. E ~ e n  the phase-out plan adopted by 
cons.ensus in December 1 si?O has yet t~ result in o m  lay-t;iff. 



Admittedly, all agreed that attion awaited the evolution of a spcuifrc plan for 
de?eloping a village organization approach. Tna Gun War intemned. Now all are 
awaiting this cOt?C@pt development exercise before taktng any precipitous actlo n. 
Indeed, that is exactly why we arq gathering in a workshup on Saturday July 6, 1991, 
te develop -- through openly chscussinq ow r h o u ~ h t s  - a plan fcr rmplemcnting a 
p 5 S  foots process built on rillage organ~zation. 

Four key questbns  as we start planning: 

1. What a,re the ab jectives of this new a @ m s ~ h ?  What are rre jntcnding Co 
acccmpflsh in t h e  short and  long kern? 

3. What should the fie!rJ opemtjon look Iike? Who will take charge? Where mttM . - 

activ itres be centered? What sort of additions I expertise wiiill be nesded and where will 
it be found? What organizing approach will be proposed to dewlop local 
participation? What resources will be needed? What might a prelirninav w k p k n  
I w k  like? 

4. How can we hope to make it self-sustaininq? How can we get ton its feet and 
running with only W o  yeas of funding left? ~a&cularl~ since here is not much money 
lee, either .... [Estimates vary, depending on projections W?Wning compfetlo n of Sick 
projects ") What mle miaM ., governrn t n t  play over the long run? 

Three G$Y~&S 
< 

** 

W9alever model is tlltinsa.kIy devsloped, it wiIi be irnpomnt to keep three aMffionzli 
issues in our minds. These, i believ&, will play a key role in both the potentiaial success 
of the elf~rb 2nd the application cr lessons C a r n d  Lo other e ndeaunrs. T h w  
indtrda: 



1 The Objectives 

The proposed objedi?!es d ;his new approach would be to empower onim unibcs tn 
take cnarge of theh own development, to raise local incomes and to improve Wte 
qua,l.liQ of life forthe area3 SO vllla~es and 1 OO,UOO people. 

The evaluation mission a nd worksbp looked at thfm ~ O S S O ~  mocleis whk h might be 
dist,tinguisheci horn each other as PONCO (Private& orcanized NGO), GUNGO 
(Gwernment oramired .. NGO), and GLiD E (Government :I&? departme I-&). Shrting 
\~c.iith the  lmt fmt ;  



3 t goes aga inst the grain of normal goy ernme nt proced ~ i e s  and is potentmlly 
risky. 

4. Reportedly it has not b e  n mrking very well and GTZ Is apparer~tly looking at a 
rr-isre pure iy NGO mode i c irn'e nt t y . 

This model is similar in many ways to that in Gadom-- a quasi independent - - 
government entikpexcept that communigv participit~oo is a major foccuj, and is 
manifest through village savinas and local conbibulbns of funds af!dlGr labor. It is 
presently under evaluation and reorganization, with a new tee hnical adviser d ue here 
w x t  mor~kh, and lh us the lull stoly is not read ity wa ilabie. Contact with this nearby 
dfc:rt should be undemken and lessons and linkages careful ty expfor8d. 

GtlNGO: This is the basic S k S C  model. An NGO organized with g~~Mnm+nrS 
blessing, shred with some former gove~nment ulticia IS, but independently organized 
and outs ide the cloyernmerit ma.c h inerj. Government people are on the board, along 
with people hot6 industry and rural developmetit, but they are thew in the!: prildg 
c a p c  ities, not as official representatives of governme nt. I ._ ._ 

-t 

I he a~perzi of cloning or stretching the mandate of S RS 2 is rrianif; ld: 
7 . It's already here in NWFF. We doc't have to r w w n t  the wheei. 
2. It assures either governme nt biessmg or beniqn nsgiect,lminimizmg the 

chances of qcwernrne nt suspicion and resulting ha&sment. 
3 Donor f~nd;ca n be channeled b it thr-ouyh proven, existing n?ezhanisrns. 
1. It operates semi- indapefide ntIy f r ~ t r r  both ~werrme w nt and donor 

S!jreaucracies, make its own ~ ~ C I S ~ O ~ I S , ,  2nd has the potential for w i n g  
s-eta tiveiy quickly . 

PONG C ( Privztel>j orga Wed NGO) This mvo ives starting a new enties desig~ed W G ~  
t h e  ground up 6r rn~dcled on bne of the above .... cr on something 91se &em 
son~ewhere else. It: addresses directly the third weakness ~f t k  previous fnodet, 
;ecoaniana the unique history, politics, and recent deveiopnent +~p+?ien~e d the 
&&cn a r k  and tht  need tot- a car-&\illy tadorad approach. 



The dtsaduanhges d this are cbv bus, si nce w're starting hwn scratch: 
I . W mea ns re inve ntirta the whee I; sta&itig aver. 
2. It bks more time, ind there are or$ two years left 
3 .  mera is no existing mechanism fa- channeling funds and Cchniial support. 
4. It wii l lack the linkages that ensure government support at bast, or, at woEt, 

"ben ign necj!ect ." 
5. It is higtter risk. 

But there ar? ad~anbges, too: 
'1. No drain sbess added tcl existing operations !ke SFISC. 
2. Independence, opportunity te by new approrines, adapt modify rn?thoc%. 
3. Oppcqrtun ity to explore p uljliciprkate pa+Tnership opticns including creatiye 

privatization and self-fitrancing which might include special Iinka~eS with the 
o n k ~ ~ e r s  ial and adjacent r j a h o  n - ~ r ~ - i & i  inclusbial Estate (GAIE). 

4. S ustalcabilib without risk of in&odczmg ccrntroveny into an existing eat& like 
SASC. 

me choice among these options cannot be made solely on its own merits but depends 
hnarily upon Vle type of field oprations envisioned, the speci?ic sockXukre91 
enWo nrnent, and what sort of s k u c t u ~  might best s w e  those conditions. 

3. The Field Operation 

Experience in Kalarn, Malakanb, ChiDzf, Gilgtt, Omngt, as well as riam the urban and 
rural settings in the  US, Philippines, Sri Lanka, Nepal, Kenya, India, Botswana, 
Ma (awl, and the  CEC O cowdries of E u q e ,  strggesks ttla t the key ingredient of a 
successful Mort to tnohi lize loca t dwe!oprne nt is the oqanizatb n of self-suffeknt 
democratic, iocalry resp~nsi~te,, wig hbor hood or villaqs deve !opment organizations. 
[VOsf These in turn take me responsibility for undenakinq scsnornically ?ro,rodu&iye 
projects Ynst must benefit the majonty of resicle nts to qtjalify lor technical andlor 
financial support built on classic seFhelp principies, many of which wre pi/oted in 
FWstan as ea?~ as the 196Os. 

He~,cled by a hined,  ss nior social organizer, MQM ing torn zn oRir,e-cum-r-esidcince, 
3 n d  supported by a field accountaniloZae manager. Supported ;Ititfi 4WD 



hanspoltation, camping kit, and modern communicaOOn &cili!ies. Access to revolving 
Fund for self-help projects, training hcllities, and budget far bringing in technical 
WsiSknce and training expertise. Ratb: I SO to 80 vil!rgos, 100,000 yj~p~kkati~n. 
(This is less staff 1ntensii.e than t h e  AKRSP which has 1 SCj to 50 villages. plus 
spec &list staff. is pr:sdicated on Gadom having been supplied wlh the major-@ ol 
criticai infnshcture a nd less need for ntens ive r upport than Northern Areas.) 

Myantages : Low cost, rninrrnum funding require for sustainahit!p 
Mini ma l D urea ucratic and ma nay el;-:+ nt prcD iems 
'&ell suited t9 pilot projecrllcw pv9iie start-up 
Fiexib ility to seek prscke specii: ;kt skills needed 

Dlsadvantags L im i teb cwe rage 
Highly dependent on expeqise, ability or one key person 
No on-site speciaiist entitise aulilaW, must bring in 

jb) ldediurn intensiQ: 
One each: S ociai Orgw ntzer. engineer, agricuituralist, w m e n  specialid 

Same basic core as above, complemented by a sub-eqirieer, agrkutturatisS, and 
~mrnen's program specizlist with basic mining in YO approach. Ratio: 1 SO to 80 
--Wages, 1 0400  0 population; total slag 'I : 20 Wages.. 25,000 population. f l h b  
approximates the AKRSP lab, when specialist stad ?.re included. IC assumes 
requVsmeh ~ u l d  be similar to thost in the Northern Are&s.) -.-. 

Advantages : Medium cost; medfum funding required br siishimbillty 
Low- medium ure z ucmtic a rsd ma na.ge:-:lent problexms 
On-site specialist expertise av aiiakk 



How rc. ;-i@l keep such an operation, large or smal !, going past tile PA CD of Augmt 
I P S j ,  is a matter of considerable concern. Two y e m  is a short time. The past yea 
has sl pped by q uickly eno ugh with v Wally zero pragress. Imagine geIdng an entire& 
new organization up, running , and on a sound financial footing. 

Cleary, 'the time is Coo shoe b build a pemaoent, susblnable institution. yet several 
gptions do exist for getting a process gcing which, even if US financial assisfante 
ceases in 2 yea=, has a'reasonable chance d continuity. Thrse mechanisms, in 
partjcuiar, come to rntnd, neither mutually exclusive: 



Despite init131 co ncessionar;~ benelitsa derived by indusBtzlist~ who have ope ned 
factories un the GAIE, those businesses have not always been able b provide me 
numbers of jobs to local residenCs that the project bad antic ipated. In addition, the 
businesses involved in the Estate have not deveioped any signifkant links with Che 
people of the project area. Many of them haw little un&fstanding 06 or 
invo lvament with, t ? ~  adjo j ning commun~tias of t k  Gadloon- Amazai area f' 'orwhich 
they provide job opportunitiis. 

R e g w W x  aT which js deemed m ~ s t  appropriate> it seems irnportmt that the project 
be able to Craw upon the expemse, 3u idanee, a ?d support sf a diverre baard of 
dif-ectm. Such a board should s e e k  to brinq together the best in business, ~ ~ m t t n i t y  
organ izath n, rum1 deualopment, a nd h a  ncial man&gerne~t elcpertise. The 
qjxy,erience of S RSC and ARRSP in designinq ., workable boar-&. Wing into accoirnt 
the uniquz role tR3.t prim:? indusky and agru-business might play in Gadoon, ~hould 
be dmwn upon in constituting tbe governing anC!ur advisory board. 

5 Maitolrn Odeif, Beverly Heegaard, Rhey Palmer, " Pubtic- Pf iuate Partners hips. A Prelimimy Fleylew cf 
Experience in the US, Europe, anc! Seiscted 2~veloping Counh!es wikh P~&nl ia f  a@pIicztrion to 
Pakls!an, Syner yy !t$arnstia~ial and USAIS, QDI;.-IARD. Julse 1991 

5 Coricess iom g n  n$d under ordinance 5 RO-517 included exein~5uion ken? d q  on 40th El%* 
mam-iais 2nd n~chinery,  n 50% rebare on y,wr at- iR,  a 2 0 e a r  h x  krsiiay. arKi inae&i'enk toms kt 
3% Ink:-es;. A grants: US$ i miilion tom CiSAlD helped prepare the ;zasicesKe andsewkss\'ortk 
€ski*, m which approxbmte!y 50 businesses t?ave been ss&oIished and some 408 othets were in 
:he p laming or construction phases. Ewriier tbrs year, &e:' a u!gOr@US mti0.W debaa ftreied Dj 
c9~qfaints Porn competing Kamt hi Lahore businesses, the majW ince Mivc?, exetn@un fi-GTZ duties, 
which mn$e frnm SO- 7 5% d the va lile of raw materiais,%aS withdawn At p:essr?k the t"utc;re bC 
investments in GAlE is uncerhin See Ctwries Engiish,'Gunnirrgfar &&on," Ne\?rsfiqe. $uw i997: 
pp.49-50 



A Composite Model: Pfoposafs for a Low ProPlle, High Impact Approach 

Recognizing that jnlor-mation on alternative models is stlll lees than complete, I am 
going to sketch a compos it+ model that seeks b address a diRicuR question. 

How can we set ~ @ & e d  on the implementation clf a VG appr~ach~ the 
basic parametk of which we have agreed upon, wthout havl ng in pkce 
a finalized crga. nizationa l urn brella, the dew lopment ~f whtch could Waks 
most of the Ternairti ng txl years? 

Funding m u l d  be provided from :esidual NW'FAE P rrtonies t h r ~ u g h :  
a) an endcwrnent gm, r~t b the NGO to support the core team, 
b) a revn king fund kbr  %&help productive physical inhas&udut*e projecC$ artd 
c j  technical assistance and h-ainlnq funding for purcha.sing services on a conbaa 

basis horn both local and overs& sources as required. 

A separate hin ing  bcility, supported by joint funding RUm AID, GOP, AKRSP, SRSC, 
and other denors wouid be devebped where al l orgailizaliuns utj!hIng Si approach 

Id s ha!-+ i nformatb n, successes, hit we$, ski fls, msthobolcgies, and approprfake 
specialist information needed to support economically proclucti~e uillage -C?fel 
actiuihes. See below. "A b ~ n i n g  mandate and potential opportuni@, *' pp.11 . 

Second, given the obpctive of involvma - and strwng t t ~  entire c~mmunity, 
consicisration m$ht be given to seeking a gpalifkd husbandWe tezm, in or& 
ta min irnir e the  social and 13rqanit ationzl prob ferns that hate  plaJued Wl ' I y  
hee-standing efforts to reach rljrai women. .. --. -. 

Third, an Mice-cum-residence would be eshalished and equipped in ths heart ofthe 
pBjecl  area, such as the guest house in the Birgalillitla area. It is particularly 
import3 ni that both a visb!e and symbolic break be made with past Sorts. 



fifth, an interim budg& with co nsidemle d iscretionary authority and responsrb ility 
Yested in the leader, would enable the lunding of productive physical 
inhasbuc ture self-help projecb and purchase of needed tech nical and bi ning 
icsources, through the fu ndinq mechanisms ment io necl above. 

Some thoughts concerning the luncho n and support of this operatiom 

Given the short time remaining, the need for rapid start up and Hrxibillty b adapt to 
Me unique Gadonn si tuatbn, it js proposed to P a p  the inilia l operation very smdt 
and professional, focusing its activities directly Qi> Jle villages, and enknclng 
access lo outside resources rattler tha n to a large s3K This would also help make 
it very ckar  t53 iocal residents that Me pr+gmm 1s really their o m  and not awlher 
cap b i and ~ $ 8  intens ive oubide erort like the one that preceded it 

Local activists and subject - specialists k: appropriate senic+s such as animal 
husbandry, health, and horticulture vvju M be identified in participating villages, 
provided wlth ongoing baining and skill development. Over Gme these would 
become the core of the program's outreach and the backbone d h vislbilv and 
presence in t he  area. 

During tlle initial stage the development of thls cadre might be enhanced and 
suppo@d by 4eveigDrnent intwns dnwina on skudents horn provincial or national 
universities complimented by, if appropriat+, Peace Corps volunteers t o m  
interested V&sterr, co unkies . 

The inih'z1 temporaw so~port w u M  cane through the present PCU system, and 
t h o ~ e  remaining members or the PCU shff with expertise deemed uszfu) by the 
pm ject leader would be made available to support locai self-help projects on a 
&ma ni! basis. 



Twc additional eFo& which s hould be conside red for immediate irnpiemenktlsn: 

1 . Commun ip- based,-pa!Cticipitt~~~ la nd use plan ning exec iso to au ide current 
and potentia l agricultural, agro-foreshy , and social foresby effo&. This e f w  
should include an economic study of c:;Mthe 2-- 2nd macro-level returns m& 
might be anticipated from a potential l am foresby/social forestry program. 
Expertise in the use of such  surreys as an initial organizing tool for VOs should 
be pt-w ide d. 

2 .  Economic market study. d the overall potenbar of the GadocmAmazai area for 
new private sector developme nt and inve s?ne nt opporh nib's. These might 
include, for examp le exam inat ion of land deve lapment, local to urism, ago- 
busi ness, horticulture,, 

. - 
Disadvankges: limited cow-age -.. . * * - 

Pukentiaily overstretched if c~mmutiities rsspo nd positively 
Highly dependent o n expertise, abiliy of one key person 
No on-site qxcialist expertise available, must bring in 

Advantages : Low cost minimum rlrndinr; require For sustainabllv 
Minlmal b ureaucratk and banageme ot problems 
Well s u ited to pilot projecL%? w p f i l e  start-up 
Flexib i f  ity to seek precise specialist skills r?esded 
immediate sbt-up possible without organizatbnat umbrella 

funna hzed 
Cam start up quickly, begin field opemBons quickly 
WI1 suikd to iearning process appr~ach 

tn conclusion, three caveats .- . - _ _  - -  

1. A Learning Process Approach 
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designed one" 7 Particular4 y due to the leaearning process approach s u g j ~ s k d  above, 
creative, sbo ng, and experienced Pakistani leadenhp is a must This must be Me 
hailmark of the task ahead of us: to seek out: the best available Qknt In Paki,ol#n -- 
talent that is marked by a cornmtment b village organizatlon and to serving the entire 
community, leadership that brings an mtimate k nowied~e or what works and what 
d ~ e s  n't in the sop hlslicated process of ern powring locai c o m u n  i tkt  to take charge 
~f their own de~elopme nt. 

In Lhis vein, and given the nature of comervative, ssmJ village social structure In the 
Gadoon hills, it was suggested that a particularly vigorous search be undertaken b 
find a talented and energetic husbandt#ife team. Such a team not only woufd be 
simpler and less costly lo support appmpriabiy but w u l d  have the additional 
zdva &ge ~f making it posibie to gain equit29k access lo and tomunication wi#& 
th.3 entire Gadoon-Arnazai community witnin a hamework uodentoOd by and 
a ccep tab ie to ioca l res idenb. 

Regamless, however, of whether an indivaual or a couple is recruited, there are 
several key qua Mications that must be assured, beyond bask credentials and 
expetlence in the theory and practice of empowering viliages to take charge of Weir 
own development. These include: 

Honesty, infegrity, the abiity to entrusted with major fi2UCial and swa - . .. 
res pons ib i I it!e s . - .  -% .. - -, 



SOME pOSS1BLE NEXT STEPS 

Cummeme Talent Search Process - I 

:: 
?-- 

a Esbblls h Steering Committee 
I -c= - . -.. 
-@ 
:- . 

- Set Tasks: [e .g.) OverseelAdvise on the Searc- h Process 

= Set up monitoring systm 

Set up f eedLmld! earning processes 

Recornme nd organizslt mnal sb-lr,turi 

Irk itiate c~n~muni& economic resw rce pote ntiel 
st u q r  stud i& 

Sched ule next meetinqls ot this 0 ~ H ~ l g h V a d ~  isory group 


