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Participants:
 
USAID: - Ms Karen Poe, Deputy Director, 
   Voluntary Foreign Aid  
  - Mr. Jonathan Addelton, Programme Officer, 
   Islamabad. 
 
FPAP: - Mr. Hummeler 
  - Mr. Mohammad Ashraf Chatta, Zonal Director, Islamabad Zone. 
 
AKF (G): - Mr. Robert Shaw Mr. John Gillepsie 
 
AKHS: - Dr. Inam Kazmi, Deputy General Manager 
 
AKRSP: - Mr. Shoaib Sultan Khan, General Manager 
  - Mr. Hussain Wali Khan, DGM/DPO 
  - Dr. Zahur Alam, Prog. Senior Agriculturist 
  - Dr. Riaz Ahmad Khan, PS Livestock Specialist 
  - Mr. Nizar Mecklai, Finance Manager 
  - Mr. Nabeel A. Malik, Business Manager/ 
   Programme Officer ... Recorder 
 
Proceedings: 
 
The group was shown "The Changing Valleys" and then the GM updated the activities of the programme. A 
discussion followed the briefing. The guests then introduced themselves. During the introduction, Ms Karen 
Poe said that from USAID's perspective of AKRSP was one of the most successful programmes that had ever 
been recorded and was on the cutting-edge of what she considered to be the foundations of development - 
the creation of local organisations and empowering local people to make their own decisions. She said that 
she herself had believed in this for the last 13 years and so she wanted to try and understand as much as 
possible about the principles and methodologies on which the programme was built. She added, that USAID 
had a major new thrust in the policies of the agency which was to give equal weight to institutional 
development as to technical packages. It was quite revolutionary for USAID to admit that the institutional 
packages was as important as the technical package. Ms Poe said that now when she had to speak on the 
subject, she would use the AKRSP and the AKHS programme as examples. She said that she thought that 
she would be a great promoter of the programme. Then Mr. Hummeler and Mr. Chatta introduced themselves 
and the work of their organisations respectively. Mr. Chatta commented that AKRSP was increasing 
productivity and the AKHS was improving health and in all this while population was increasing. He then  
wondered if all the AKRSP's efforts would be negated by the increase in population. SSK answered that 
AKRSP was basically an institution building programme. it wa not a service delivery programme. The hope 
was that the service delivery organizations would be able to be more effective in their delivery by working 
through the institutions fostered by AKRSP. SSK added that we could not become a super department that 
would start providing a wide rang of services. The activities that AKRSP had undertaken, were with the 
specific objective of strengthening the institutions that we created at the village level. 
 
Ms Poe said that she wanted to underscore what was said by the GM. For the last 3 years, AID had been 
trying to get the developed country NGOs to build local grass root institutions and to get out of the local 
organisations. So their philosophy was similar to AKRSP's. In the US, there were only about six private 
voluntary organisations that were sophisticated enough to understand this message. The rest simply 
continued with their involvement in direct service delivery. She said that she felt that one of the reasons for the 



state of affairs was the fund raising strategies within the US. It was easier to sell the building of an irrigation 
channel or a rural health clinic but it was very difficult to sell the concept of organisational development. In fact 
one of the areas in which AID wanted to push research into, was how does one sell the concept of 
organisational development to the private donors; because the US government did not wish to become the 
principle donor of all the programmes as it simply did not have the resources to do so. The private sector was 
expected to provide the lion's share to such programmes. Organisational development was a fairly abstract 
concept which did not translate directly such as a farmer ploughed a field or a child that received 
immunisation. SSK commented that RS was quite experienced in selling this concept because we constantly 
hammered him to raise more money for AKRSP. RS added that there were two problems in making 
developed country NGOs stay out of direct service delivery. The first that one had to work oneself out of a job 
in the process of institutional development. Ms Poe replied that their research had shown that the concept of 
working oneself out of a job ought to be re-examined because over time the local organisations became 
increasingly sophisticated and started providing different and sophisticated skills. So the organisation moved 
up to providing more specialised services to the local population and went on to a higher level of 
sophistication. She said that institutional development was a continuous process to which RS agreed.SSK 
said that this was exactly what had to be understood. The need for most of the functions being provided 
currently, would never disappear but would have be taken over by another institution or organisation. AKRSP, 
for instance, hoped that because of the Rs.34 million in savings of the VOs, we would be able to set up a 
credit and banking institution that would be managed and financed by the VOs. It was these kinds of 
institutions that would really be permanent. Ms Poe added that philosophically we were all very much in 
agreement. 
 
Mr. Addleton said that he had heart a lot about AKRSP and was interested to know of any problems that 
proved more difficult than imagined a few years ago. SSK answered that the most difficult task was how to put 
across the vision of a self-sustaining institution to the villagers. Unless they understood the vision, they would 
simply not organise. Many a time they would take on just one of the components, for instance the PPI, whose 
completion they considered to be the end. AKrSP would then come across at a stone wall because the 
villagers would then try and persuaded them that this was just the beginning and there so much more that had 
to be achieved. The only encouraging thing was that if we went to 20 villages we would immediately come 
across a few who would understand and who then provided the leadership. We could then refer to these VOs 
instead of Germany or Japan to spur others onwards. The development of package in the fields of agriculture, 
livestock and marketing were the most difficult. (A working lunch was served to the group while the discussion 
was going on.) 
 
Ms Poe's next question was that with production increasing, the provision of credit and improved marketing 
skills did AKRSP find the people moving out of the agriculture sector into other types of activities such as 
marketing or small industry related? Were new jobs coming into the area that were not agricultural? NAM 
replied that all the specialists being trained along with the managers and caretakers, were new positions in the 
village economy that were being financed by the VOs. The GM added that the tourist trade sometimes 
created problems for AKRSP because some VOs would think that they could again more by participating in 
the service sector rather than agriculture. This, he said, was a short sighted approach because if they could 
develop and increase productivity of their land, then they could get much higher income for a mich longer 
period. In such VOs we tried to offer a solution. We could not stop people from earning as trekking guides 
etc., but we asked them not to forget their agriculture. These people should give the responsibility of 
developing land to the village organisation and they should pay for this services as ell. Jon Addleton then 
asked if AKRSP were replicable? RS replied that the only way to see was to test it. The NWFP government 
was setting up the Sarhad Rural Support Corporation which would begin work is yet to be defined areas of the 
Frontier on the assumption that USAID and at least one other major donor could be persuaded to participate 
in this effort. RS added that clearly the procedures used by AKrSP if not the principles, would have to be 
adapted and amended for the initiative in the Frontier. He saw it as an experiment that had to be tried for 
several years. It was not something that could be decided after twelve months. One would have to stick with it 
for at least 3-5 years to determine whether or not the directions were right and results would be somewhat 
beyond that period. This process did take a long time and RS said that he looked forward to finding out if 
indeed our experiment in the north had succeeded or not. 



 
John Addleton then inquired if the management intensity were replicable? To which RS replied that some of it 
were related to the development. In other more settled parts of Pakistan, there was grater availability of other 
institutions that could in some sense supplement the activities of social organisation. One of the difficulties of 
being in a remote area, such as Gilgit was that those other options were not readily available. Probably, one 
would find that the management intensity would be reduced from what was present in AKRSP. In fact it had 
reduced in AKRSP itself because a group of the present size used to be responsible for only a third of the 
present area. RS said that he personally felt that AKRSP now ought not to concentrate on further 
geographical expansion but on depending its own programme. So he had been trying to curb the tendency to 
expand. A programme such as AKRSP was certainly not cheap but on the other hand was not outrageously 
extensive either. A look at the World Bank review of their normal rural development schemes started over the 
past 20 years from 1965 onwards, showed costs of US $770 per capita per annum. These were very high 
investments and this organisation was a lot cheaper than those. Nearly half of those projects were actually 
credit projects and credit projects were pretty cheap so the average cost were really quite high. Rural 
development was not cheap and if one wanted to investment in it, then one ought to be able to attract, train 
and hold people of real competence. One had to pay higher salaries, provide vehicles to get around, pay for 
petrol and all this cost quite a bit but the alternative was that it did not happen. John Gillespie said that quite a 
lot depended on the attitude of the government and asked SSK for advise for NGOs starting out. SSK said 
that one had to talk to the government people and bring them and show them what one was doing and that 
was the only way for them to be convinced. SSK gave the example of Dr. Mahbubul Haq who had not been to 
the programme for the first four years and then one day he came and visited the programme. Since then he 
has been talking about development funds be channeled through AKRSP. Dr. Kazmi noted that it was around 
the time when Dr. Haq relieved him to join the AKHS. SSK continued that unless the government 
functionaries came and saw, they never realised what was going on. RS said that his impression was that 
there were a lot of good civil servants in Pakistan who responded to good ideas readily and were genuinely 
interested. 
 
After a most interesting discussion, the group left for its field trip planned for the day. 
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