o The capacity of the organisation may be built through sound packages.

o Planning and implementation may be devolved to the community
organisations, after developing their capacity.

o Organisations may be encouraged to network and cluster freely, develop
linkages and facilitated to explore outside funding windows while
remaining apolitical.

o Support organisations may be encouraged to maintain a continuous
interaction with the communities.

o Capacity of the staff of line departments may be built in such a way that
they do not impede strengthening of civil society’s efforts.

o Provide legal cover to these organisations.
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world to conserve the integrity and diversity of nature and to ensure that any
use of natural resources is equitable and ecologically sustainable. Within the
framework of global conventions IUCN has helped over 75 countries to prepare
and implement national conservation and biodiversity strategies. IUCN has
approximately 1000 staff, most of whom are located in its 42 regional and
country offices while 100 work at its Headquarters in Gland, Switzerland.
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Background

Program Support for Northern Pakistan (PSNP) is a support facility managed
by IUCN Pakistan with the financial assistance of Swiss Agency for
Development and Cooperation (SDC). The major thrust of PSNP is to provide
support to the sustainable development processes and partnership
mechanisms in Northern Pakistan, including North— West Frontier Province
(NWFP) and Northern Areas (NAs). PSNP strives to achieve its objectives in
Northern Pakistan through sustained concentration on six focus areas i.e.
institutional strengthening, development of core competencies, mobilizing
finances through innovative financial mechanisms, managing knowledge for
informed decision making, developing decentralized planning models and
undertaking networking, catalyzing and policy advocacy related activities.

Under PSNP, a pioneering study was commissioned on identification /
documentation of best Natural Resource Management (NRM) replicable
practices in ten leading projects launched in Northern Pakistan viz. Kalam
Integrated Development Project (KIDP), Dir — Kohistan Project (DKP), Aga
Khan Rural Support Program (AKRSP), Sarhad Rural Support Program
(SRSP), Malakand — Dir Social Forestry Project (SFP), NWFP Forestry Sector
Project (FSP), Neelam — Jhelum Valley Community Development Project
(NJVCDP), Community Forestry in Northern Areas (CFNA), Farm Forestry
Project (FFP) and Pak Swiss Project for Horticultural Promotion (PHP).

Realizing the importance of replicating these experiences to other areas, an
effort has been made to widely disseminate these with a mission to improve
the socio economic conditions of various stakeholders. The brochure in hand
is an outcome of this endeavor which would prove beneficial for various gov-
ernment departments, present / future projects, progressive farmers and other
stakeholders for further replication of these practices in their local conditions.

Introduction

Saocial organisation is the development of local structures, through which
people can devise plans and put them into action. Thus social organisation is
essential to fine-tune the development to local requirements. In order to

plan, implement and monitor interventions, results in raising their
confidence level as local leaders.

o The local economy is integrated, and people draw on a host of resources.
Genuine interest in community-based organisations can only be generated
if the service package is comprehensive and has the capacity to address
local problems.

o Resource conditions may also encourage cohesion. If the communal
resource is intact, a stream of benefits is anticipated in the near future,
willingness is created in the community to jointly manage it.

Scope and strategy
for expansion

On the one hand, poverty is rampant and external traditional resources are not
enough to address local problems, but on the other hand, the social
organisations have proved their efficacy in addressing the issue of poverty
and mobilising local resources optimally. There are countless success
stories, the system has been time-tested and support mechanisms have
acquired more experience in handling social organisations. The results of
these projects in poverty alleviation have encouraged support mechanisms,
donors and communities to replicate the system. There is thus a far greater
scope to extend it to all those rural areas where poverty is predominant,
people are more dependent on natural resources and alternate livelihood
opportunities are scarce.

The concept of social organisation can be extended to all parts of northern
Pakistan. However, the model needs to be adjusted to the local conditions.

Following measures could be adopted our strategy for expansion.

o Strong social organisations may be encouraged through a process.

o Communities should be facilitated to raise their own local as opposed to a
project-bound organisation.

o Organisations may be empowered to develop leadership and the capacity
to generate capital for self-help development.

o Self-reliance may be inculcated so that the organisation does not depend
solely on project inputs.



The social structure of the RSP model comprises a mohalla or hamlet-based
membership body. It organises the more homogenous social groups. Local
savings are encouraged to develop a common resource base to ensure
cohesion. It is being predominantly used as a rural development model.

The NRM model was developed by the SFPMD, as the organisations
developed through the former method were considered incapable of taking
decisions with respect to natural resources due to their restricted
membership. So these organisations were made more broad-based and
representative. Called the Village Development Committees (VDCs), the
membership of these is by representation. Natural resources are developed as
a common resource to provide recyclable working capital. This model focuses
on improving access and encourages owners to forge partnerships with the
landless to secure their services in return for a share in the profits.

Reasons of
sustainability

o The organisations of those areas where communities draw heavily on
common resources may be more stable due to greater social
interdependence that addresses basic needs.

o The receptivity of the local community to the concept of self- reliance and
organising for the management of their common resources, is the key to
raising strong social institutions.

o Organisations that address issues of common interest and ensure
equitable distribution of benefits to all segments of society become more
acceptable, hence command greater respect and are sustainable.

o Communities having greater consensus with respect to ownership, and the
manner in which common resources, particularly natural resources, are
used, have a greater possibility of forming strong organisations.

o Support organisations, which mobilise local resources to the optimum, and
encourage establishment of linkages with sustainable delivery
mechanisms, help lend greater sustainability to local institutions.

o Organisations grafted on a local institutional base, and that respect
traditional systems, get more space and acceptability.

o Provision of social identity to local organisations, through enabling them to

ensure effective interaction with state functionaries and to organise
self-management at the village level, a broad-based, representative local
organisation is essential. History reveals that such organisations had existed
traditionally, but they have either been replaced by state institutions or
degenerated in the face of vanishing common resources. It is imperative that
these social organisations be rejuvenated.

Evolution of the
practice

The concept of mass participation was introduced to Pakistan in 1951, when
the Village Agricultural and Industrial Development (Village AID) programme
recommended development of Extension Committees at the tehsil level,
comprising rural leaders, progressive

farmers and representatives of vari-

ous government agencies,
specialists and extension
agents. Although the
programme emphasised
mass participation, it
could not sell the idea,
and consequently failed
to achieve the desired
objectives.

Thereafter, a participatory
programme, through a decen-
tralised administration and flexible
planning, was initiated under the
USAID-supported Comilla Project. The Comilla approach toward rural work
and integrated rural development was brought to Pakistan through the
Pakistan Academy for Rural Development, under which the Integrated Rural
Development Programme Daudzai was launched. Following the success of the
Daudzai project, the NWFP government wanted to replicate this

programme all over the province but failed to do so for several reasons.
However, the following foreign-aided projects integrated this concept:

Courtesy: Social Forestry Project, Malakand Dir.



o Pak -German Integrated Rural Development Project (IRDP) in Mardan.

o Pak-Swiss Kalam Integrated Development Project (KIDP) in Swat

o Participatory management of Guzara Forests in Hazara through the
co-operatives of the owners. The programme was rolled back, as it could
not achieve the desired results.

The concept of formal farmer organisations was introduced in irrigated
agriculture through the Water Users Association Ordinance, 1981. The AKRSP
had successfully demonstrated the concept of village organisations, which is
now being replicated by NGOs and other development projects throughout the
country. Since this system could not develop organisations capable of making
decisions pertaining to NRM (Natural Resource Management), SFPMD (Social
Forestry Project Malakand/Dir) devised a representational model and named a
local organisation as VDC (Village development Committee).

Objectives

To pool local resources and collective wisdom, by developing local

self-sustaining, self-management structures aimed at a wise management of

the resources. Additionally, to tailor development to local needs in order to

improve the socio-economic well-being of the masses and promote

accountability and transparency through:

o Promoting collectivism;

o Creating common, flexible and recyclable working capital;

o Building local capacities / entrepreneurial skills to enlarge the livelihood
base; and

o Forging productive partnerships and promoting self-reliance.

Basic process

The social organisers visit the village and collect information about local
social structures. Communities are then invited to convene a village assembly
using local institutional mechanisms. The community is made aware of the
fact that their interest lies in carrying forth the concept of self-reliance and
self-development collectively. They are introduced to the objectives of the

programme and the broad parameters for support. The community is given
time to hold internal discussions on this offer and to develop a consensus
among themselves. Subsequently, the project staff facilitates them in organis-
ing a formal structure and developing a broad-based executive committee,
drawing members from all ethnic and economic groups proportionally. Efforts
are made to graft this structure onto local traditional structures. The local
organisation is assisted to develop its constitution and working procedures.
Then their capacity is built through exchange visits, discussions, PRAs
(Participatory Rural Appraisals) developed jointly and community organisa-
tions are supported to implement these plans through a approach. They are
made partners in resource management and ultimately groomed for self
reliance, planning, management and for the provision of effective services.

Currently the following two social organisation models are in vogue in
Northern Pakistan. The one created and pursued by the AKRSP is called RSP
(Rural Supprt Programme) or Rural Development Model; the other is known
as the NRM Model.



