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FOREWORD

This report by the World Bank's Operations Evaluation Department
(OED) is the first evaluation by the OED of a non-Bank project. It was
undertaken at the request of the Aga Khan Foundation and at their expense.
Wide interest in the approach followed by the Aga Khan Rural Support Program,
as well as the large number of donors involved, including four nongovern-
mental organizations, indicated the desirability of an independent evaluation
of the program, which is now in its fifth year. This exercise provides an
opportunity to disseminate iaformation about an innovative and successful
approach to rural development for the benefit of other public and private
organizations working in this field, including the World Bank.

Operations evaluation in the World Bank provides a systematic,
comprehensive and independent review of the Bank's development experience.
The director-general, operations evaluation (DGO) has overall responsibility
for the evaluation function. The DGO reports directly to the Bank's Board of
Executive Directors, who represent its member governments, and has an
administrative 1link to the president. The OED is the staff arm of the
director-general. All its reports are made available to the member govern-
ments of the Baunk, and those of general interest are published.

While preserving their statutory and professional independence, OED
staff work with Bank staff and country officials so that all views, including
dissenting views, are adequately reflected in OED reports. This practice has
been followed ian producing this report, which has been distributed to the
executive directors. The opinions expressed in the report, however, do not
necessarily represent the views of the government of Pakistan, the Aga Khan
Foundation, the other doanor agencies, or the World Bank.

This evaluation of the Aga Khan Rural Support Program was carried
out by an OED team comprising Graham Donaldson, Julian Blackwood, Christopher
Gibbs, Tawhid Nawaz, and Tariq Siddiqi.

We hope that this midterm evaluation will not ounly help the future
operation of the Aga Khan Rural Support Program but also make a contribution
to understaanding an approach to development that could be applied more widely

in certain areas where rural development efforts to date have had only
limited success.

Yves Rovani
Director-General
Operations Evaluation

May 7, 1987
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PREFACE

i. The Aga Khan Rural Support Programme (AKRSP) was conceived as a new
approach in institutional forms and techniques, to foster the development of
the rural poor. It was established by the Aga Khan Foundation which provided
seed funds.i/ The purpose of the program is not only to involve the people
living in the program area in their own progress, but also to serve as a
model applicable in other rural settings. This interim assessment is viewed
as an integral part of the experiment, permitting an independent judgement on
the progress achieved by AKRSP in terms of its objectives, an analysis of the
present and prospective problems faced or caused by the AKRSP approach and
recommendations on future priorities, strategies and programs for AKRSP.

ii, From the outset AKRSP has maintained a comprehensive monitoring and
evaluation process and has produced four Quarterly Reports and an Annual
Review each year. 1In addition all meetings have been documented and numerous
individual studies and assessments have been undertaken (see References).
Further, separate reports have been made in fulfilling the individual report-
ing requirements of donor agencies.

iii, Nevertheless, in view of the importance and visibility of the
program in this sensitive area of Pakistan, the varied interests of the many
donors, and the experimental nature of the program content, AKF invited the
Operations Evaluation Department of the World Bank to undertake an "indepen-
dent mid-term evaluation of AKRSP activities in the Northern Areas of
Pakistan”. The Operations Evaluation Department (OED) undertakes audits and
evaluations of Bank projects and programs. It is 1independent from Bank

management as its Director-General reports directly to the Board of Executive
Directors of the Bank.

lj The Aga Khan Foundation is a private, non-denominational, philanthropic
network established by His Highness the Aga Khan. It seeks to promote
social development, primarily in low-income countries of Asia and
Africa, by funding programs in health, education and rural development,
Grantees and beneficiaries are selected without regard to race, religion
or political persuasion. The Foundation is registered in Switzerland
(1967) and has its Head Office in Geneva. It maintains branch offices
in Pakistan (1969), the United Kingdom (1973), Kenya (1974), India
(1978), Bangladesh (1980) and Portugal (1983), and has independent
affiliates in Canada (1980) and the United States (1981).



iv. The OED evaluation team comprised a mission leader, two other OED
staff members and two consultants. Their expertise covered the fields of
management, institution building, economics, agriculture, resource manage-
ment, rural development policy, cooperatives, credit and marketing. All had
basic training in the social sciences. The combined development experience
of the all-male team totalled some 95 years. All five had previously worked
in Pakistan, and two were Urdu speakers. The team visited Pakistan for three
weeks in September/October, 1986, during which time they visited 27 villages
in the program area, at all stages of involvement with AKRSP, ranging from
three months to four years. They interviewed all members of the senior staff
of AKRSP, held discussions with public and private sector representatives in
Gilgit and Islamabad, and exchanged views with Akhtar Hameed Khan, who has
maintained an active intevest as special adviser to AKRSP.

V. The team was charged with evaluating the performance to date of
AKRSP, including, inter alia, an assessment of management, staffing, funding,
and program implementation at the village level, as well as the program's
effects and benefits and its monitoring and evaluation procedures. In
particular, the team was invited to assess the principles, concepts and
assumptions underlying the program's approach and activities and to suggest
changes or modifications appropriate to ensure the effectiveness of AKRSP
through the end of its ten year program period. It was noted that the major
questions facing AKRSP required assessments that would be judgemental and
qualitative in nature. Although the team was to make use of quantitative
information where possible, it was also noted that, in almost all rural
development efforts, benefits are not easy to quantify, or to attribute
directly to program interventions.

vi. Accordingly, this report outlines the characteristics of the
program (Chapter I), describes the features of the project area (Chapter 1I),
documents its implementation (Chapter IIT), and reviews its performance to
date (Chapter 1IV). It then evaluates in greater detail the elements and
components of the program (Chapter V), and examines perceived implications
for the future (Chapter VI). Special features of the program and program
area are highlighted in boxes and the report is supported by annexes contain-
ing statistical tables, village case studies, reference lists and a map.

vii, A draft report was reviewed in Washington on December 12, 1986 with
representatives of the main donors, AKF (Geneva) and AKRSP, and the report
was modified where appropriate to take account of their comments.
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SUMMARY AND RECOMMENDATIONS

Characteristics of the Program

1. The Aga Khan Rural Support Program (AKRSP) was 1initiated in
December 1982 for the purpose of implementing a rural development program in
the Northern Areas of Pakistan. The broad objective of the program is to
increase the capacity of local people in the program area to make use of
opportunities to improve their welfare and to overcome the problems facing
them. The main focus of the development effort is on income-generating
activities, toward meeting the program's stated objective of "a doubling of
(rural) per capita incomes over a period of 10 years".

2. The central feature of the program is the establishment of effec-
tive Village Organizations (VO). Once established, the VO enters into a
formal partnership with AKRSP under which technical and financial assistance
is provided in the form of programs. Out of about 1,030 villages in the
program area, some 526 now have an active VO. Another essential element of
the strategy is the one grant-assisted Productive Physical Infrastructure
Project (PPI) per VO. Once the partnership is established, the villagers
select a PPI usually for the coanstruction of irrigation channels or link
roads (but storage tanks, flood protection works and pony tracks have also
been chosen). Some 393 PPIs have been started and 226 completed.
Engineering and costing (including payment of village labor from the grant)
is done by AKRSP in conjunction with villagers and a project cost agreed with
the VO. The VO is responsible for the execution of the project, with the
grant being transferred by AKRSP to the VO in five installments. A large
proportion of the wages, however, are saved in the VO's savings account and
these savings subsequently serve as the collateral for short-term production
and medium-term land development loans. Regular savings deposits by members
of the VO is another key element and condition of the agreement between VOs
and AKRSP.

3. Despite the broad range of programs and the extensive and logisti-
cally difficult area in which the project is working, AKRSP remains a
relatively small program compared to many of the rural development projects
financed by bilateral and multilateral sources. Total funding for the first
four years has been Rs. 127 million ($8.3 million), provided by the Aga Khan
Foundation network and other donor ageancies namely CIDA, Alberta Aid, the
Netherlands Government, USAID, 0ODA, OXFAM and the Ford Foundation.

4, Total expenditures in the first four years have been US$7.3 million
of which 47 percent was in grants for PPIs, 27 percent for salaries, and 26
percent for operating costs, capital and other expenditures. This represents
a cost per beneficiary household of about US$192, which is modest by most
rural development project standards.
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Features of the Northern Areas

5. The program area includes the three districts of Gilgit, Chitral
and Baltistan in the Northern Areas of Pakistan. The area has a total
population of about 750,000 located in some 1,030 villages. Program

headquarters are in Gilgit, the largest town (population 32,000), which is
about 280 km north of Islamabad by air and some 610 km by road. The region
has been readily accessible by road only since the late 1970s, with the
completion of the Karakorum Highway (KKH) through to China. The area
comprises a series of interlinked narrow valleys (between 4,500 and 10,000
feet above sea level) among the peaks of the intersecting Karakorun,
Himalaya, Hindu Kush and Pamir Mountains (ranging from 15,000 to 28,000 feet
above sea level). The climate is that of a mountain desert (4=10 inches of
annual precipitation) with bitterly cold winters and hot dry summers.
Agriculture is dependent on irrigation except for high altitude natural
summer pastures. Given the conditions and the resources available, agricul-
ture is already fairly sophisticated, but there is considerable potential for
increased production where more water can be brought to existing or available
arable land, and methods can be improved. The KKH has already had a major
stimulating affect on 1local economies, and the increased presence of
government, military and commercial interests is widely evident. The great
tourist potential of the region is beginning to be exploited.

6. The villages are green oases constructed on river terraces, the
“fans" of river valleys or scree from the mountains (often terraced), watered
by ingeniously constructed irrigation channels which tap streams flowing from
the many glaciers as well as from springs and snow melt. The indigenous
people have antecedents in Persia, Turkestan and Tibet and the various
incursions of ancient times. TLocal dialects are numerous and reflect these
antecedents, including Tibetan and Ancient Persian. The area 1is wholly
Muslim, with the various sects all represented, generally in separate
villages, and sometimes whole valleys. Although most villages away from the
KKH can be reached by "jeepable tracks”, some are still accessible only by
travelling on foot for several hours or by helicopter.

7. Regional administration is provided by the Government of Pakistan
(GOP) at the federal level, though the legal status of Gilgit and Baltistan
Districts is "unresolved” following the de facto division of Kashmir between
India and Pakistan. With borders on Afghanistan, USSR, China and India, the
area, though impoverished, 1is "geopolitically sensitive”. Until 1947 the
area was administered as feudal "princely states”, but this system declined
and was ultimately abolished in 1974, leaving something of a "power vacuum”
in terms of local administration. An aim of the program is to fill this gap
by creating village level organizations.

Methods of Implementation

8. The purpose of the program is to support the commercialization of
previously subsistence villages by creating village level organizations,
building productive physical infrastructure, establishing deposits to



