
 November 28-December 10, 1987 
 
 NOTE FOR THE RECORD
 
 
Subject: Visit to AKRSP (India).
 
 
On the invitation of AKF India, I paid a visit to Delhi and Ahmadabad, preceded by a short private visit to 
Moradabad, leaving Islamabad on November 28, 1987 and returning there on December 10, 1987. 
 
The programme of visit arranged by the Chief Executive, AKRSP (India), Mr. Anil Shah proved both physically 
and intellectually most enjoyable and rewarding. Anil's hospitality was simply overwhelming but more so, the 
programme (despite the limitation which is Anil's and mine well guarded secret) enabling me to visit the 
project sites, meet the Gram Vikas Mandals (GVM) and the Spearhead Teams (SHT) besides the Core Team 
(CT) which in our parlance were equivalent to Productive Physical Infrastructure (PPIs), Village Organisations 
(VOs), District Programme Offices (DPOs) and Management Group (MG) respectively. There is nothing 
equivalent to our Social Organization Units (SOUs) in AKRSP(I) except perhaps the Programme Assistants 
(Cooperation) and (Engineering) based at district headquarters. 
 
AKRSP(I) began its operation in late 1985 with the immediate objective of establishing its credibility. In view of 
the prevailing drought conditions and the rural populace's scepticism towards all development initiatives, Anil 
drew up a package comprising projects such as waste land development, construction of percolation tanks, lift 
irrigation schemes, fodder farm etc. On agreement of the villagers to undertake the activity, which meant 
working on the project and agreeing to allocate part of the daily wage (paisas 50 to one rupee from Rs. 11) 
towards savings, funds were obtained from different government programmes such as Drought Prone Area 
Development Scheme etc., to do the work. Pending finalization of procedures making government funds 
available, AKRSP(I) used its own funds to initiate the projects, which were subsequently recouped when 
government funds were received. 
 
I visited villages which had either completed or were in the process of implementing different kinds of projects 
picked up from the package of projects offered by AKRSP(I). The qualify of work and the design of projects 
and their technical feasibility left little to be desired. In fact the wasteland development in Pingot, the lift 
irrigation scheme at Mandala, the percolation tanks at Kuntalpur and Sapar and the fodder farms at 
Chandreliya and Thoriyala were very impressive projects, well executed and highly beneficial. The 
implementation and completion of some of these projects, has more than established the credibility of 
AKRSP(I) as a competent and trustworthy organization. 
 
Perhaps the only difference between this approach and ours is that we do not go to the villagers with a 
preconceived and predetermined portfolio of productive projects. We ask the villagers to identify the projects 
and we make them solely responsible for the implementation including procurement of material, payment of 
wages for labour etc., and its maintenance through their village organization. Our engineering section only 
provides technical assistance and supervision, it does not undertake any of the implementation functions. 
Involvement of the programme staff in procurement of material, keeping or checking of muster rolls, 
distribution of wages etc., would have not enabled us to undertake over 500 projects in less than five years. 
These functions have to be performed by the VOs. The social organizers oversee that VOs adhere to the 
terms of partnerships in regard to equitable development and the unit engineer verifies the quality of work and 
that it is done according to the agreed specifications. The grant money is disbursed in five instalments subject 
to these checks and verifications, done jointly by the social organiser and the unit engineer. Each request for 
instalment is presented in the shape of a VO resolution (in a prescribed format) duly signed by all members, 
preferably in a meeting attended by the Social Organizer. 
 
This brings us to the characteristics of the GVM and the VO. I met members of Pingkot, Mandala, Kuntalpur, 
Chanderliya and Thoriyali GVMs and held discussions with them and even held first dialogue with Pingkot 
and Kuntelpur GVMs. Unlike VOs, the GVMs were formed subsequent to the initiation of the productive 
projects and there are no clear cut terms spelling out the obligations on both sides, forming the basis of 



partnership between the programme and the GVM. The VOs are formed only after the villagers agree to 
organization and collective management, generation of capital through savings and upgrading of human skills 
by fully participating in the programme's human resource development scheme. The GVMs have not fully 
grasped the importance of organization and collective management and their regular meetings have not been 
fully established. Unlike VOs where a PPI is now only started if the VO comes up with an average saving of 
Rs.300 per households, the GVM savings are directly linked with the wages earned during implementation of 
a scheme, with the result that after the completion of the project, the process of savings stops and in some 
cases the savings have been returned and in others, it has been used for purchase of agricultural inputs thus 
progressively eating into their equity capital, unlike VOs which do not touch their savings except by putting in 
more and more savings. Any withdrawals have to be authorized by the General Manager personally, in view 
of a VO resolution to this effect. In practice, VOs have never, with the exception of a very few cases, 
withdrawn from their savings but on the other hand, they have used savings as collateral for getting medium 
term loans in addition to production or input loans. This has resulted in an accumulation of over Rs.26 million 
as VO savings, making the setting up of a financial institution owned, operated and managed by VOs, a 
distinct possibility. In respect of upgrading of human skills, the GVMs can learn quite a lot from the VO 
experience which have by now nominated and got trained over 1,500 village level specialists in the fields of 
agriculture, livestock, marketing, poultry, accounting etc., besides nearly 1,400 Managers and Presidents of 
VOs, who attend monthly managers conference once in three months at programme headquarters. 
 
Landlessness and caste system are features peculiar to AKRSP(I) situation. Pingkot and Thoriyali do give an 
insight into the problems of landlessness. At Pingkot the GVM suggested constructions of wells for irrigation of 
homestead land to enable landless keeping of livestock and in Thoniyala the GVM predominantly comprises 
landless with a parallel society of the landowners with a common Paramukh (President) who is a real activist 
and has very clear plans for helping the landless. So long as we are unable to help the landless directly, we 
should not shy away from organizing the landowners, as increased productivity creates more employment 
opportunities for the landless. In case of different castes also, we should not feel inhibited in organizing 
different groups in a village as GVM which are cohesive in nature provided the membership justifies so. We 
have seen that VOs with 50-75 members prove extremely effective. Here again there are no rigid rules, the 
membership of VOs, varies from 10 to 150. In Kuntalpar the shepherd community (Rahbaris) are a distinct 
entity - tall, dark and gaily dressed and once the tank is completed, the programme should not discourage 
formation of more than one GVM in the village. It would be futile to force heterogenous groups into one GVM. 
Formation of sub-groups under the aegis of one GVM is not likely to prove effective. 
 
The two Spearheads Teams (SHT) I met impressed me as highly intelligent, fully committed and most 
enthusiastic about their work. What they lack is experience and confidence in the villagers. The World Bank 
evaluation greatly lauded the primacy of the villager and the sovereignty of the VO embedded in the 
AKRSP(P)'s strategy of development. Without faith and confidence in the ability and capacity of the villagers, 
no programme of rural development can succeed in helping subsistence farmers to rise above the level of 
subsistence or the landless in achieving a better standard of living. Whether the villagers of Gujrat have this 
capacity or ability can only be tested by giving them responsibility. I have no doubt, they would prove no 
different to Northern Areas villagers, on the basis of my experience with Pathan, Bengali and Sri Lankan 
villagers. 
 
The SHT also needs intensive training by the CT before being left on their own. Initially as the CT only 
comprised Anil and Vijayalaxmi, the Chief Executive did the best he could but now that Anil has succeeded in 
putting together a full team, this responsibility must be shared by the whole team but to be able to do so the 
CT should in the first place be well versed in the strategy. The only way cT could do so is by acting as an 
SHT. The MG in Gilgit acted as an SHT for the first five years and when DPOs had to be set up in Chitral and 
Baltistan, two of the members of the MG took over as District Programme Officers in early 1986 and again 
when a DPO had to be created in Gilgit, the Deputy General Manager was assigned the job. The first 300 
dialogues were invariably attended by the whole MG with the GM leading the discussion with the VOs. This 
enabled the MG members to experience at first hand not only the problems and complexities of the approach 
but to get sensitized to the ability and capacity of the villagers. 
 
Finally this brings me to the important role played by the Social Organization Units (SOUs) in organization and 
development of the VOs. Without SOUs it would not be an exaggeration to say that the MG and DPOs would 



not have succeeded in involving the rural populace in the development process. The SOUs are the sheet 
anchor and eyes and ears of the programme. As the World Bank Report observed that the role and 
importance of SOUs is only second to that of VOs, which is brought home to everyone in AKRSP by GM's 
personal conduct and treatment of SOUs. 
 
Annexures:  I  Programme of visit 
   II  Observations on field visits 
   III  Summary of discussions with SHTs and CT 
   IV  Visit to AKF India. 
 
 
 

Annexure I 
  

Programme of visit of Shoaib Sultan Khan 
 
 
4.12.1987  Friday 0720 hours Arrive Ahmedabad, proceed to Vadodara, night halt. 
 
5.12.1987  Saturday 0600 hours Leave Vadodara 
     0900 hours Reach Netrang 
     0900-0930 Brief introduction to Bharuch project area. 
     0930-1230 Visit to Pingot village (WDP) 
     1230-1400 Lunch 
     1400-1430 Visit to Mandala (LI Scheme) 
     1630 hours Meeting with SHT 
     1800 hours Leave for Ankieshwar, night halt. 
 
6.12.1987  Sunday 0630 hours  Leave Ankieshwar 
     1130 hours Reach Sayala, briefing about AKRSP in Surendra 

Nagar area. 
     1230 hours Lunch 
     1430-1600 Visit Kuntalpur irrigation work site and meet the 

GVM. 
     1700-1830 Visit Chandreliya village - fodder farm 

development project and meet people. 
     1930-2030 Chotila - meeting with SHT. 
     2100 hours Dinner and night halt at Chotila. 
7.12.1987  Monday 0730 hours  Leave Chotila 
     0800-0830 See renovated irrigation tank of Sapar. 
     0915-1015 Thoriyali fodder farm and meet village Milk Society 

Executive members. 
     1030 hours Leave Thoriyali 
     1300 hours Ahmadabad Cama Hotel 
     1330 hours Lunch 
     1500-1800 Visit AKRSP central office and meet core team. 
     2030 hours Dinner with core team - night halt. 
 
8.12.1987  Tuesday 0725 hours Leave for Delhi 



Annexure II 
 
 Observation on field visit
 
Pingkot (Block Didiapada, District Baruch) comprises 165 households with 1,200 persons. About 350 persons 
participated in the wasteland development project by planting trees. A GVM has been formed with 165 
members. We visited the project site and saw the excellent work done. It provided a sharp contrast to the 
forest department lands surrounding the area and proved the point that without involvement of the community, 
large scale afforestation is not possible. Savings of Rs.75,000 were accumulated during the work which has 
now whittled down to Rs.29,000. 
 
In the meeting of the GVM in the village, attended by about 30 members at the residence of the Pramukh 
(President) Surendra Singh, who is also the local police patel, along with the Secretary Phul Sing, the villagers 
identified levelling of land, irrigation wells for the landed for groups of 6-8 members and for a larger group of 
landless as their priority needs. This would help the landless to raise fodder and keep animals according to 
the GVM. 
 
I spoke to them about Raiffessen's principles of development and enquired if the GVM found the obligations 
difficult to fulfil. The GVM's immediate reaction was of no problem. Anil discussed with them the economics of 
taking loans to undertake land levelling and digging o wells and was impressed by their reasoning and 
understanding of the returns of each investment. My ego was bloated sky high when at the time of departure 
one of the villagers remarked that I was like a Bhagat - I wish it was true. 
 
Mandala village implemented lift irrigation scheme at a cost of Rs. one million benefitting 83 persons owning 
280 ac. Here a cooperative was formed around the scheme, which has been beautifully designed and 
executed. There were 17 members of the cooperative under a mango tree waiting to greet us. The lack of 
cooperative will seem to have permeated the group after completion of the scheme, made worse by the 
prevailing drought. One member complained about the lack of response in attending to maintenance work, 
another berated the drunkard behaviour of a member. The Pramukh seemed to have no initiative nor the will 
to guide the cooperative in the right direction, despite initial achievements such as restricting the availability of 
water from lift irrigation to 2 acres for every member irrespective of the size of holding. The cooperative had 
not saved a penny over the last two years. On being asked if they were incapable of savings, after lot of 
hedging a view was expressed that they could have a rupee a day. This was a poorly organized village, 
despite an investment of Rs. one million, in sharp contrast to Pingkot and as Anil rightly traced the weakness 
to an indifferent Pramukh. Due to shortage of water in the river, the pump was not in operation but it was 
started for our benefit to see the water gushing up to the highest point in the area from where it could be easily 
distributed to the command area through gravity flow. It was one of the most effective designs of lift irrigation 
that I had seen. Land levelling was also identified here as their priority need. 
 
Anil really gave me a five star hotel treatment at the Fertiliser Corporation Guest House. His contacts are 
immense. 
 
Kuntalpur (Block Sayala District Surendra Nagar)
 
Sayala is the proposed SHT headquarters for Surendra Nagar district. A piece of land has already been 
purchased for the purpose. The drive from Baruch took us past Anand, but due to shortage of time, I could not 
visit the famous project. It took us only four hours to travel from Baruch to Surendra Nagar skirting round 
Ahmadabad. It brought to my mind travel conditions back home. With some luck this could have been 
covered in two weeks. Surendra Nagar is drought affected. The whole of Gujrat looks like dry zone of Sri 
Lanka. The participation being  30-40 inches every year. For the last three years rains have failed. The affect 
of drought is most marked on the livestock. On way to Kuntalpur from Sayala, I saw nearly 2,000 cattle herded 
in a compound, abandoned by their owners, literally waiting to die. Government has schemes in operation, 
under which a subsidy of Rs. 6 per day per animal is provided to feet the animals at designated centres. The 
Thoriyala GVM had got approval for such a centre. It was a heart rending sight to see such majestic animals 
waiting to die. 
 



Kuntalpur had about 200 households and the percolation tank with 1.3 km of banks and a holding capacity of 
11.7 million cubic feet of water was going to recharge wells within 2 km radius. Since May 1986, nearly 150-
200 persons, with some interruptions had been working on the tank and it is expected to be completed by 
June 1988. 
 
In the GVM meeting at the Group Panchayat Office, more than 30 persons were present with the Pramukh. I 
noticed the glass paper weight in the Punchayat Office bearing the seal of the Government of Bombay. 
Kunalpur is a mixed village with also a muslim population. The Rehbaris or the pastoral people were the most 
striking, dressed in their resplendent bright red dhotis. I spoke to the GVM at length about the principles of 
development. One person said unity was not possible, others did not seem to agree. One promised that they 
will do it. This was a strife ridden village and we should not really have cooperated with them without their 
cooperation. However, there seemed clear prospects of organizing not one but may be more than one GVM 
in this village. One member advocated open management as the Pramukh seems to be doing things without 
taking them into confidence. There was a great uproar because an ordinary member had objected to 
malpractice, which the office bearers thought was only their prerogative. I sat in the jeep while the matter was 
resolved by the Programme Coordinator. In Gilgit another golden principle followed by AKRSP staff is never to 
get involved in resolving VO disputes. In some VOs disputes dragged on for years but finally got resolved 
permanently. Decisions forced by outsiders would have been very short lived, besides wasting lot of time and 
energy of the programme staff. 
 
Chandreliya: In Chundreliya we first drove to the waste land development site and saw about 25 women 
planting trees. The GVM has 33 members out of 36 households. Before meeting the GVM, we stopped at the 
well being dug to irrigate the Fodder Farm. I was surprised at the soil formation. Below less than 24 inches of 
layer of earth, there was nothing but solid rock. Water was expected 35 feet below ground level. 
 
At the GVM with a handful of persons including the Pramukh, we discussed different aspects of the 
programme. Here again the importance of organization and collective management was not apparent to the 
members. In fact the GVM meetings had been most irregular. The Pramukh had obtained a jersey cow 
(crossbred) by depositing Rs.2,000 through the programme. When I asked him what plans he had to provide 
the cows to the remaining 32 members, he looked askance. The demonstration effect is not going to enable 
the other members to have cows unless they can muster up Rs.2,000 per individual. we tried to explain the 
importance of savings in such situations. By now it was dark and I was pleasantly surprised when electricity 
was switched on. Pramesh explained the importance of upgrading of human skills. By now the group had 
swelled to a respectable number. The Pramukh and all other members accepted the importance of 
organization, savings and skills formation. While we were busy talking a bearded religious man appeared 
from nowhere and quietly started collecting 5 kg of grains per household. The names of non-donors were 
meticulously noted in his diary - presumably to send them straight to hell. 
 
Sapar: The percolation tank completed at a cost of Rs.1 million by 400-500 workers took only ten months to 
complete. It holds 11.5 million cubic feet of water. There was water in it and we were treated to the sight of 
animals and flock of mallards in the tank. It is a most impressive project and would benefit 100 wells. Of the 
three villages eager to continue collaboration with the programme. The opportunity should be seized and very 
soon around this nucleus a cluster of GVMs will start forming. 
 
Thoriyala: Fodder Farm is a very good example of a new system of management inducted by the village. It is 
being run by a Milk Cooperative with 93 members. The programme obtained Rs.250,000 for the project half of 
which was subsidy from government. The cooperative has a full time employee to look after the lift irrigation 
pump and watering of fodder. He issues fodder to members on the basis of prepaid vouchers issued by the 
cooperative. In Alabhai (in Gujrat there is this great tradition of suffixing bhai after everyone's name like san in 
Japan) who is Pramukh of the Milk Cooperative, there is a real activist. At the behest of AKRSP(I), a GVM 
comprising  85 members has been formed for wasteland development, with the majority of the members 
falling in landless category. Alabhai has plans to help the landless, through the fodder farm to engage in 
animal husbandry. 
 
We were back in time for lunch at Ahmad Abad after visiting Sapar and Thoriyala. The night at Chotila in the 
SHT office Guest Room was very comfortable. 



 



 Annexure III 
 
 Discussions with Spearhead Teams (SHT) & Core Team (CT)
 
 
I met the members of the SHT for Baruch district at Netrang along with Anil. The Programme Coordinator 
Shankar (a graduate of Anand) gave a briefing on the Baruch programme in the areas of land resources, 
water resources, watershed, agricultural and village institutions development. The SHT is operating in 14 
villages of which 7 fall in the category of wasteland development, 5 for lift irrigation schemes and 2 for Khaiti 
Vikas Mandal (input supply programme). Shiney is the Programme Organiser (Cooperation) and took active 
part in the discussion. The staff impressed me as highly motivated and committed to their work. They were 
working for AKRSP (I) of their own choice, despite other opportunities available to them. 
 
In the discussion the members of the SHT sought my views on role of Social Organisers, selection of villages, 
responsibility of different tiers of programme structure, source of funding, staffing etc. They were very keen to 
know the importance and functions of the Social Organization Unit. 
 
The SHT for Surendra Nagar is currently headquartered at Chotila - which derives its name from a temple on 
the peak of a mound. As Girish, the Programme Coordinator was on leave, I had most of my discussion with 
Shahsi, the Programme Organiser (Cooperation) in which others also participated. Here SHT's lack of 
confidence in the villager's capability and capacity was very marked. The concept of equitable development 
had also taken the back seat. 
 
In the discussion in which Pramesh and Vijay Laxmi from the Core Team also participated, issues were raised 
pertaining to AKRSP(I) becoming a parallel organisation to the government, importance of village level 
institutions, process of diagnostic survey, village system of management etc. Here again I was most 
impressed by the commitment and dedication of the members of the SHT. Their involvement in resolution of 
village disputes was causing considerable frustration. 
 
I met the Core Team at the AKRSP(I) offices in Ahmad Abad. Besides Anil, the following participated in the 
discussion: 
 
- Mr. Krishna Murthy  Programme Executive (Irrigation) 
- Mr. Popatrao   Programme Executive (Agriculture) 
- Mr. Jawahar   Programme Executive (Forestry) 
- Mr. Vijay Laxmi   Programme Executive (Monitoring) 
- Mr. Pankaj   Programme Executive (P&E) 
- Mr. Parmesh   Programme Executive (Coordination) 
- Mr. Meera    Programme Executive (Marketing) 
 
Anil suggested exchange of visits between the two programmes which I strongly endorsed and promised to 
explore possibilities of such a visit in May 1988 with the Ministry of Interior. In the meanwhile, I have requested 
Andrew Weir to get the passport details etc., of the group, comprising 5 persons from CT and SHTs and to 
send these to Hakim for getting necessary clearance for helicopter travel. 
 
Anil also mentioned about the low cost of biogas units in Gujrat area and I requested for detailed information 
on the subject for use by AKRSP (P). Their AI training programme could also be of great value to us. 
 
The outline of briefing of AKRSP(P) had already been circulated by Pramesh to his colleagues. Anil asked me 
for my observations which I gave on the same lines as contained in the Note for Record. I emphasized the 
equitable development aspect of the programme to distinguish it from other development initiatives especially 
those by government at the micro level. 
 
After the discussion at Anil's behest, Jawahar showed me round Ahmad Abad city including Gandhiji Ashram 
and the Syed Mosque and Popatrao saw me off at the airport the following day. My grateful thanks to both of 
them. 



 
In the evening Anil hosted a dinner at the Gymkhana Club where I met the Secretary,Rural Development of 
the State Government and also Additional Secretary (Irrigation). It was most a pleasant affair and Anil's 
hospitality throughout my stay in Gujrat was simply overwhelming. I am most grateful to him and to other office 
staff who were very kind and courteous to me specially Pramesh and Vijay Laxmi who accompanied me to 
Surendra Nagar. 
 
 
 Annexure IV 
 
 Visit to AKF (India)
 
At AKF (India), I met with Dr. Siddiqi, the Chief Executive Officer (designate) on my way to Ahmadabad and 
on return, I met Mr. Rajeshwar Dayal, Chairman, AKF (India) who is relinquishing on January 1, 1988 in 
favour of Prof. Khusrao. Amirali Merchant of the Federal Council and acting Chief Executive Officer also 
happened to be in Delhi. Andrew Weir was also on tour of India and had a detailed discussion about my visit 
to Gujrat. 
 
I had also to attend an official dinner given by Secretary, Ministry of Commerce, Government of India, AN 
Varma who happened to be my university contemporary at Lucknow, and also an official lunch hosted by my 
batchmat Dr. Humayun Khan in honour of Secretary's level meeting between India and Pakistan. Dr. 
Humayun Khan is Pakistan's Ambassador in India. 
 
Dr. Tariq Siddiqi and Mr. Rafiq Akhund, Secretary Planning and Commerce respectively requested for copies 
of the World Bank eValuation. Tariq wanted 20 copies of the blue cover to enable him to distribute to the 
interested parties. Rafiq promised to visit Gilgit next spring. 
 
My appointments with Mr. Lakshmi Jain, a Development Consultant and Kamla Bhasin of FAO had to be 
aborted because of the rally organised by the leftist party of India in Delhi in which half a million to one million 
people are said to have participated. 
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