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Executive Summary

Background

At the request of the Government of Pakistan, the Food and Agriculture Organization of 
the United Nations (FAO) provided technical assistance in natural resources management 
in the Azad Jammu & Kashmir (AJK) region through a project TCP/PAK/2905 -  
“Strengthening the extension capacities for community demand-driven planning for 
natural resources management in the Azad Jammu & Kashmir Region” from 2003 to 
2005. Under the project, a demand-driven extension approach was introduced for the 
fi rst time in this traditional and poverty-stricken region, a grassroots community based 
planning mechanism was established, eight training modules were prepared, necessary 
institutional arrangements were made at crucial district level, and a guide on establishing 
grassroots planning mechanism was produced based on the project experiences.

In 2009, FAO commissioned this case study to capture the interventions, 
accomplishments, and lessons learned through this particular project for the benefi t of 
other developing countries. A consultancy visit for this purpose was made to Pakistan 
during which relevant documents were reviewed, elaborate discussions were held with 
rural community members, government offi cials and civil society institutions staff, key 
meetings were attended at district level, and fi eld visits were made to several districts. 
Relevant pictures were also collected. This document was prepared at the end of the 
assignment. A set of eight CDs containing eight training modules, produced under the 
project, should be considered as a part of this document. 

The case study report contains a number of recommendations for the AJK Government 
to strengthen the demand-driven approach for demanding agricultural extension and 
other services through the multi-disciplinary Village Development Plans prepared by 
rural Community Organizations. As the recommendations are aimed at improving 
a specifi c situation, they are not generic and therefore not being included in the Executive 
Summary. The conclusions and lessons learned from the case study, however, are 
being presented here for other developing countries in case they want to adopt the 
demand-driven extension modality. 

Conclusions

Demand-driven approach enjoyed by empowered rural communities
• The demand-driven approach, introduced initially for extension services, is 

being used by the Community Organizations for demanding multi-disciplinary 
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services for their development. Beyond doubt, both men and especially women 
Community Organizations have been empowered by adopting the grassroots 
planning mechanism. This is evident from their strong motivation to create local 
NGOs, Clusters and Local Support Organizations in villages, as well as from the 
active and constructive dialogue that takes place between government offi cials 
and community representatives at periodic district level meetings. In some 
instances, district level government offi cials have been found to be somewhat 
uncomfortable, due to strong interventions by the community representatives, 
especially women.

Government support for demand-driven approach
• There is ample evidence in the fi eld that the demand-driven approach for 

agricultural extension and other services has taken roots in the AJK region. Most 
government offi cials have supported the new approach, even though many of 
them are not adequately familiar with the details of the concept, rationale and 
the process of grassroots community based planning. There is no doubt  that 
the involvement of government offi cials at all levels has enhanced the adoption 
of the new concept, but the offi cials need more understanding of the evolving, 
bottom-up planning process, as well as the rationale behind the provision of 
demand-based rather than supply-driven services to rural communities.

Communities’ preference for multi-disciplinary services
• Although it cannot be concluded at this time that the extension services in the 

AJK have fi rmly become demand-driven yet it is indeed satisfying to see how 
the process of grassroots community based planning for demanding extension 
services, introduced only a few years back in this traditional region, has been 
adopted by rural communities for a larger purpose. The process is now used not 
just for the purpose of demanding agricultural extension services but for a variety 
of tangible and non-tangible services. This is done through the preparation of 
multi-disciplinary plans, rightly called as Village Development Plans.

Enhanced self-help tendency
• The self-help tendency among villagers has increased and the dependency on 

the government for services is visibly on decline. Another impact seen after 
the earthquake, which struck the region in 2005, is the increased knowledge 
of Community Organizations’ members about possible sources of funds other 
than the government, which they try to explore for funding their development 
activities.
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Women in the forefront
• There are not many traditional and poor places in developing countries where such 

an impressive example of gender-sensitivity can be seen, as observed in the AJK 
region. Gender-sensitivity has been an essential factor kept in view while organizing 
the Community Organizations in villages. Women are in the forefront of rural 
and agricultural development programmes and, no surprise, some of them were 
recently sent on overseas study-tours under an FAO project. Women hold offi ces 
in Community Organizations and are visibly vocal in district meetings, demanding 
explanation from government offi cials if the services requested by them have not 
been satisfactorily delivered.  

Small, coherent rural communities: a positive factor
• With the exception of a couple of districts, almost all villages in the AJK are 

mountainous. They are small and the resident families know one another. As such, 
the appreciation of different types of common problems faced by them and the 
need for their solutions is quite evident. The coherent nature of the rural population 
and small size of rural communities has been a positive factor in popularizing the 
concept of demand-driven approach and the need for community based planning 
for this purpose.

Valuable human capital
• There are suffi cient number of men and women from AJK who have received 

training in social mobilization under various rural community-focused 
donor-funded projects. Most of them have also passed through fi rst-hand experience 
of working with rural men and women. Many of them actively participated in the 
capacity building exercises organized for the introduction of the demand-driven 
approach. 

Sustainability issue
• There is no guarantee that opportunities to keep the trained local staff and Community 

Organizations engaged in the demand-driven approach will keep coming from 
donors in the form of sizable projects focused on rural community development. 
The government unfortunately does not have adequate fi nancial resources to sustain 
the gains through relevant projects. The AJK-Rural Support Programme (AJK-RSP) 
has been created to deal with precisely this kind of situation but it needs a lot of 
strengthening before it can deliver effectively.
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Lessons Learned

Political will and fi nancial commitment
• A demonstrated political will and allocation of necessary funds to start a bottom-up, 

community-planning based demand-driven approach for rural and agricultural 
development is a very important pre-requisite. This is because, in some cases, 
conservative politicians or government bureaucracy may oppose the approach 
out of the fear that it will empower rural communities which could hold them 
accountable for non-provision of the needed services. As proved in the case under 
study, the commitment of policy-level government offi cials was the main driving 
force behind successful introduction of the demand-driven approach.

Sustainable project/programme design
• Any project for introducing or strengthening demand-driven extension approach 

must have appropriate sustainability arrangements included in its design.
• Sustainability of a new concept like demand-driven extension approach is assured 

only if a long-term programme rather than short-period projects is prepared, in line 
with the government policy and fully integrated into government development 
programme institutionally, fi nancially and operationally.

• Active involvement of government departments must be included from the 
very beginning in any project or programme designed for introducing the 
demand-driven modality of community services.

Community organization and gender-sensitive participation
• During the introduction of the demand-driven extension approach, where 

Community Organizations or farmers’ groups already exist, it will be better to 
strengthen them in case they are weak, and start working through them rather 
than forming new organizations.

• Men and women who have experience in rural community mobilization through 
their work under donor-funded projects are valuable human resources and should 
be recruited for any effort at introducing the demand-driven approach.

• It is necessary to keep reminding rural communities from the very beginning 
of introducing the demand-driven approach why active participation of women 
alongside men is important for bringing meaningful development to the area. 
Women’s organizations in the case under study were found to be more vigilant 
about fulfi lling their commitments than the men’s organizations.

• In cases where general agricultural and rural development concerns are to be 
addressed through the demand-driven approach, mixed-gender Community 
Organizations may be more appropriate. However, in those cases where only 
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women issues are the subject, it may be better to deal with women separately or 
even form separate women’s organizations.

• In terms of forming Community Organizations, it is better to start with simple, 
informal groups of farmers and then gradually develop them overtime into formal 
and more sophisticated organizations through capacity building and legalizing.

• Decision-making and planning as well as contributions by rural communities to 
their development projects at early stage in cash or kind, such as provision of free 
labour, ascertain their commitment in implementing the projects, develop their 
confi dence and self-pride and give them a sense of ownership.

Preparation of demand-for-services plans
• The adoption of grassroots planning needs some time to become popular. For 

example, certain basic things such as forms for merging district development 
plans with the demand-for-services plans from rural communities, for outsourcing 
contracts to private institutions, and for preparing services delivery plans are still 
to be prepared in addition to some draft forms which were prepared under the FAO 
project.

• The preparation of district development plans not on the basis of budget provided 
to district heads but on the basis of the demand for services from the communities 
was absolutely new experience for the heads of all departments. With the passage 
of time, they will see benefi ts of the bottom-up approach.

• The preparation of comprehensive, multi-disciplinary plans for demanding various 
kinds of services are more attractive to Community Organizations than those plans 
which focus on single discipline services.

• Village Development Plans or multi-disciplinary plans for services should include 
not only non-tangible services like extension but also tangible services like building 
of aquaculture pond. 

• Government line departments should have formal directive from the Ministry 
of Agriculture for assisting the Community Organizations in preparing their                  
demand-for-services plans, as well as to prepare their work plans on the basis of 
community plans.

Capacity building
• Quality capacity building of all stakeholders is a pre-requisite for successful 

introduction of the demand-driven extension approach. Training should be 
frequent because only one-time training is not suffi cient to change the decades old 
top-down planning and supply-driven delivery of services behaviour of government 
fi eld staff.
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• Important institution building could occur during the course of putting the 
demand-driven extension into action if local institutions are given responsibility 
to perform certain tasks under contract and be provided with necessary technical 
guidance. As noticed in the case under study, even Community Organizations 
can transform themselves into NGOs which could play important role in the 
development of services for farm families.  

• Some individual staff of certain departments did not appreciate the importance of 
training. It is, therefore, useful to provide a good briefi ng on the benefi ts of such 
training to the staff before actual training sessions are started.

• Members of some rural communities, which are far located, faced diffi culties 
in reaching the training site. Necessary arrangements should be made so that 
participants from such communities could either reach the training site one day 
earlier or the training site should be selected at a more central location, convenient 
to all participating communities.

• Simple audio-visual aids such as posters, charts, fl ip-charts, brochures and leafl ets 
are useful for training purposes in those areas which do not have electricity.                      
Awareness and training materials written in easy-to-understand local language are 
useful when a trainee group has limited literacy level.

Institutional aspects
• The district level institutional mechanism, District Development Committees, 

took long time in their creation even though these committees are single most 
important institution in   establishing the process of demand-driven extension and 
grassroots planning. This underlines the need for urgent action on institutional 
aspects by the relevant policy level decision-makers.  

• A lack of coordination was noticed among several public departments which are 
supposed to provide services to rural communities. The District Development 
Committees should address this problem both at district and village level.

• Certain national NGOs were found to be very active and cooperative. The extension 
staff as facilitators and the rural communities as recipients of services should take 
note of effi cient and competent NGOs and other non-public institutions willing to 
provide services.

• The agricultural extension staff lacked suffi cient travel funds and daily subsistence 
allowance in some cases. This problem can be solved if operational budgets could 
be prepared in advance of training sessions and other fi eld activities. The budget 
should be made a part of training plan.

• Linkages with  agricultural academic institutions and research institutes need to be 
strengthened in order to draw benefi t from their human and physical resources.
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Outsourcing feasibility
• The use of resourcing modality will not be possible in a region if: (a) the scope of 

demanded services is small; (b) private sector is in infancy phase or completely 
absent; (c) government line departments which carry the main burden of 
services’ delivery feel that their well established and recognized authority will be 
undermined.

Provision and use of equipment 
• Some line departments at district level resented the provision of equipment to the 

agricultural offi ces which were covered by the project, claiming that they should 
also be entitled due to their involvement in extension activities. This issue could 
be resolved on the basis of the extent of demand for each department’s services 
received from rural communities in the form of demand-for-services plans; the 
higher the demand of services from a particular department the higher the facilities 
to be provided to that department including equipment and operational budget. 
Also, if the equipment is insuffi cient and there is no budget for further purchase, the 
departments can reach an agreement on which department will use the equipment 
on which day.

• Computer and other electronic equipment are used only when relevant staff has 
been trained in their operation and maintenance, and at least some technical help 
for trouble-shooting is available through equipment companies or individual 
technicians.
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1 INTRODUCTION 

The majority of population in almost all countries in South Asia lives in rural areas. 
Small farmers dominate the agriculture, and a signifi cant number among them are 
tenants who cultivate on leased land. Average farm size is small, and the number 
of commercial farmers is quite low. These are main reasons for the continuation of 
free-of-charge public agricultural extension services, which in most cases are provided 
by the Ministry of Agriculture. Extension services are usually unsatisfactory, following 
top-down and technology-driven approaches, with lack of concern for gender-sensitivity, 
without accountability to service recipients, and in many cases concentrating on large 
and medium farmers. They suffer from further weaknesses such as small budgets, rare 
career development opportunities, and a lack of transportation means to cover a large 
number of farmers.

In view of the dissatisfaction with public extension services, there has been a global 
recognition during the last fi fteen years or so, to improve them through institutional 
and operational reforms. Unlike agricultural research, which has the benefi t of having 
an international platform, the Consultative Group of International Agricultural 
Research (CGIAR), agricultural extension did not have any until the Neuchatel Initiative 
Group1 of donors was created in 1994, which in its annual informal meetings has been 
focusing on the challenge of bringing reforms in extension systems. The World Bank 
played a key role in highlighting the importance of agricultural extension in agricultural 
development through fi nancing large-sized projects on extension, sometimes covering 
simultaneously both agricultural research and extension, and sometimes only agricultural 
extension. As such, in the South Asia, major World Bank-fi nanced projects were launched 
in Pakistan, India, Nepal and Bangladesh from 1970s to 1980s, starting around the same 
time when India and Pakistan were basking in the success of the Green Revolution. The 
Training & Visit (T&V) system was the extension approach that came as an essential 
part of the World Bank’s assistance package.

The criticism of the T&V system could have been one of the main factors that 
prompted a global movement for reforming national agricultural extension systems. 
The movement has highlighted the need and introduction of client participation, 
gender-sensitivity, and involvement of non-public service-providers such as private 
sector, civil society organizations, non-government organizations (NGOs) and farmers’ 
associations/organizations. It has emphasized the importance of bottom-up and 

1  Its name has recently been changed to Global Forum for Rural Advisory Services (GFRAS).
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demand-driven approaches to ensure sustainable rural and agricultural development. 
Other reforms have included privatization, decentralization, broader technical role of 
extension (to include subjects like food security, nutrition, population, natural resources’ 
management, environment, and HIV/AIDS prevention), public-private partnerships, 
overhauling of pre-service education in extension, and defi ning the role of extension in 
value-chain and agricultural innovations contexts.

Demand-driven extension

Although all reforms have their own importance, and have shown varying impact of 
their application, the concept of demand-driven extension, in particular, has gained more 
popularity. The main rationale behind the demand-driven extension approach is that 
farmers are served better by extension organizations if their needs and demands are taken 
into consideration during extension programme planning exercise. The very concern for 
identifying needs of the farmers involves by default the grassroots participation of the 
farmers in the planning process. The farmers themselves identify their needs and prepare 
demand-for-extension plans with the facilitation of extension staff and subject-matter 
specialists, giving further impetus to the approach. In view of the fact that the extension 
services are to be provided in line with the demands of farmers, the demand-driven process 
empowers the farmers and makes service-providers accountable to them. In contrast, the 
extension organizations which follow only supply-driven services fail to address specifi c 
needs of farming communities and are therefore criticized as a burden on public coffers.

The case study

In view of the increasing importance of the demand-driven extension modality in the 
area of rural and agricultural development, the Food and Agriculture Organization of the 
United Nations (FAO) commissioned a case study to be carried out in the Azad Jammu 
& Kashmir (AJK) region of northern Pakistan, where the modality was introduced 
under an FAO pilot project TCP/PAK/2905, “Strengthening the extension capacities 
for community demand-driven planning for natural resources management in the Azad 
Jammu & Kashmir Region” from 2003 to 2005. The project operations were seriously 
interrupted during its fi nal phase because of a devastating earthquake that struck the 
region in October 2005. For this reason, another FAO project TCP/PAK/3101, with the 
same title as the original project but of short duration, was launched two years after the 
earthquake for completion of remaining activities.

Although the creation of grassroots COs in AJK started a few years before the project 
TCP/PAK/2905, this project introduced for the very fi rst time a systematic grassroots, 
community based planning procedure to enable rural communities to demand extension 
services of various types. Not only a process of grassroots planning was developed 
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under the project in the traditional region of AJK as a part of demand-driven extension 
approach, but also useful capacity building and audio-visual materials were prepared, 
and an institutional mechanism was introduced (see Chapter 4, Component 5) as a part 
of the strategy to institutionalize the new approach. Undertaking the case study was 
considered as a useful activity by FAO because the project experience had generated 
a number of lessons that could be useful in introducing the demand-driven extension 
approach in other developing countries.

Methodology

A visit to Pakistan was made during the summer of 2009. About eight weeks were spent 
in the AJK region - the site of the case study. Necessary information was obtained from 
the review of various documents, observations through fi eld visits to pertinent locations, 
conversations with COs’ men and women members, participation in regular district-level 
meetings, and discussions with a signifi cant number of government offi cials as well as 
those outside the government. These activities helped in comprehending the context, 
background, demand-driven extension interventions, present situation, and visible trends 
for the future. They also helped in analysing the information to draw conclusions, identify 
the lessons learned and to make recommendations. Specifi c information on the fi eld visits 
made and of meetings with various stakeholders held during the course of the study. May 
be seen under Appendix 1 and Appendix 2 respectively. Photographs on relevant activities 
in the AJK region were collected to be used in the publication of the case study.

A view from AJK (Raeesuddin)
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2. AZAD JAMMU & KASHMIR—THE CASE STUDY AREA2 

The State of Azad Jammu & Kashmir (AJK) is located in the foothills of Himalayas. 
It lies between longitude 73 to 75 degrees and latitude of 33 to 36 degrees, comprising 
an area of 13 297 sq. km. The area is endowed with thick forests, vast rangelands, 
agricultural fi elds, fast fl owing rivers, springs, and diversifi ed natural fl ora and fauna. 
The main rivers are Jhelum, Neelum and Poonch. The climate is sub-tropical, highland 
type with an average annual rainfall of 1 300 mm. The elevation from sea level ranges 
from 360 meters in the south to 6 325 meters in the north. The snow line in winter is 
around 1 200 meters above sea level while in summer, it rises to 3 300 meters. Thus, the 
region enjoys a variety of micro-climatic zones at different altitude levels, and under 
such conditions, management of natural resources, including soil, forests, water and 
agriculture, becomes of critical importance.

According to the 1998 population census the State of AJK had a population of 
2.973 million, which is estimated to have grown to 3.682 million in 2007. The 
rural-urban population ratio is 88:12, and the population density is 277 persons per 
sq. km. The literacy rate which was 55 percent in 1998 has now risen to 64 percent. 
The rural population is dependent on forestry, livestock, agriculture and non-formal 
employment for livelihood. Poverty is prevalent and the household income is generally 
not enough to sustain the families. Reduced agricultural productivity has adversely 
affected the  lifestyle and per capita income of the rural households.

The area under cultivation is about 166 433 hectares, which is almost 13 percent of the 
total geographical area; 92 percent of the cultivable area is rain-fed. About 84 percent 
households have very small land-holdings – between one to two acres. Major crops 
are maize, wheat and rice while grams, pulses (red kidney beans), vegetables and 
oil-seeds constitute minor crops. Major fruits produced in the region include apples, pears, 
apricots and walnuts. Agriculture and livestock income ranges from 30 to 40 percent of 
household earnings. Additional income sources are employment and remittances from 
relatives working overseas. About 42 percent of the total geographical area (0.6 million 
hectares) is controlled by the Forest Department. Local communities have traditional 
rights in terms of the use of forests wood for fuel and house construction. 

2  The source of statistical data used in this chapter is: Azad Kashmir at a Glance. Statistics Section, Planning & Development 
Department, Muzaffarabad; 2007.
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Mountains, forests and a river of AJK (Raeesuddin)

The government is the main formal employer in the absence of a well developed and 
viable private sector. A large number of civil society organizations and NGOs are active 
in the region, their number having increased during the rehabilitation and reconstruction 
activities in the aftermath of the earthquake. An important institution, the Extension 
Services Management Academy (ESMA) which was established and developed under 
a UNDP/FAO project several years ago, was destroyed during the earthquake. It is 
currently being reconstructed. As several donor-funded projects have emphasized on 
community development, a key institution, “AJK-Rural Support Programme” is now 
being created so that development interventions and achievements of the projects may 
be sustained. 

Muzaffarabad, the capital, and surrounding areas were struck by a major earthquake in 
October 2005. About 80 000 people were killed; cattle perished and houses, schools, 
hospitals, government buildings, hotels, roads, bridges and other infrastructure were 
destroyed. Huge rescue, rehabilitation and reconstruction efforts by the government and 
donors from all over the world have continued since then and only now life seems to 
have returned to normalcy.
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A scenic view of AJK (Raeesuddin)
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3. EVOLUTION OF RURAL COMMUNITY      
 ORGANIZATIONS

There are hundreds of rural COs which dot the entire AJK region. This network is the 
result of several projects which had a strong component of “community mobilization” 
for the purpose of peoples’ participation in poverty alleviation, income-generation and 
other rural development activities. Main projects which encouraged the grassroots 
participation of rural communities can be mentioned as follows.

National Rural Support Programme (NRSP)
Established in 1991, NRSP is a non-profi t organization running the largest programme 
of rural support in Pakistan in terms of outreach, staff and development activities. Its 
activities are spread throughout the country and in the AJK region. The NRSP claims 
to be presently working with more than 29 000 COs. It uses social mobilization as the 
primary means of supporting rural men and women in their development interventions. 
The mobilization involves encouragement of villagers to form a group, typically 
consisting of 20 to 25 members, known as CO, which undertakes various initiatives for 
their development using their own resources through savings and income-generation 
activities and/or resources provided by donors and civil society organizations. The 
NRSP was the fi rst organization which introduced the creation of COs in some areas of 
the AJK and subsequent projects benefi tted from this grassroots “preparation” of people 
for active participation in their development.

Neelum and Jhelum Valleys Community Development Project (NJVCDP)
The above IFAD-fi nanced project started around 1994 and ended after six years. It 
was supported by a UNDP-funded project PAK/92/005 which covered the technical 
assistance component, implemented by FAO. The NJVCDP aimed at poverty alleviation 
and rural development. Pre-existing COs of rural men and women were strengthened 
and new COs were established through vigorous mobilization efforts. Almost all line 
departments of the government were involved in this project. Infrastructure development 
and agriculture were given emphasis.  
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Area Development Project
The Area Development Project funded by UNDP was launched in the same year as the 
NVJCDP, but concentration of fi eld activities was in the southern AJK. The project also 
followed the strategy of community mobilization under which COs of men and women 
were established. Several line departments were involved in this project. The emphasis 
was on natural resources management, income-generation and other rural community 
development activities.

Community-LADDERS Project (UTF/PAK/096/PAK)
This four-year FAO-executed project was started in 2005. It focuses on strengthening COs 
and capacity building of relevant government departments, civil society organizations 
and Clusters (formed by the joining of several COs). The project has active collaboration 
with the Community Development Programme.

Community Development Programme (CDP)
The CDP, an IFAD-fi nanced programme, designed on the achievements of the NJVCDP,  
started around 2004. It will end on 30 June, 2011. Again, COs are being used as platform 
for preparing Village Development Plans (VDP) which spell out the services needed by 
various villages. The government line departments are the main service-providers. The 
CDP is being supported by the above-mentioned FAO project.

Farming in an AJK valley (M.H. Bhatti)
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Box 1: Agricultural Extension Staffi ng and Coverage

The Agriculture Department (DOA), located in Muzaffarabad, is headed by a             
Director-General. There are two Directorates under him, one for extension and the 
other for research, each headed by a Director. The department also has a Women 
Extension Cell which comprises about eight female staff; some women extension 
staff is posted in the fi eld. 
The DOA has the following staff in each district:
The Deputy-Director is the senior most offi cial in the district. Under the Deputy-Director
are several Assistant Directors, each covering about three Circles (an administrative 
unit in the district comprising seven to 15 Union Councils). Under each Assistant 
Director are several Agriculture Offi cers (with graduate degrees in agriculture), 
each covering one Circle. Under each Agriculture Offi cer are a number of Field 
Assistants (with high school certifi cation with science subjects plus two-year 
diploma in agriculture), each Field Assistant (FA) covering one Union Council, 
which comprises seven Revenue Villages. The total number of Field Assistants in 
the AJK is 278. Each Field Assistant has two Beldars under him who carry out minor 
fi eld work and are not directly involved in serious extension work.  
Most northern districts are mountainous while the southern ones are hilly or 
relatively fl at. Total population of AJK is 3.682 million out of which 88 percent 
is considered as rural. Each FA is supposed to cover 2 200 to 2 800 rural families, 
which are spread roughly within 13 km radius. The FAs have not been given any 
transportation means, not even a manual bicycle. They either depend on infl uential 
farmers to provide transportation for visiting them or take public transportation 
at their own cost, or they just walk. According to the rules, FAs are not paid 
travel or subsistence allowance for travel within a radius of 10 km. Given the 
mountainous and hilly terrain of AJK, it is almost impossible for FAs to adequately 
cover the areas and number of families assigned to them. As indicated earlier, the 
two Beldars attached to each FA are like farm workers and are not engaged in 
extension activities.
The Lady Extension Assistants face the same problems in adequately covering 
their assigned areas as faced by the FAs. One may add their security concerns and 
cultural taboos.
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4. IMPLEMENTATION OF THE DEMAND-DRIVEN    
 EXTENSION APPROACH COMPONENTS 

The demand-driven extension approach was introduced in a structured manner by the FAO 
pilot project TCP/PAK/2905, “Strengthening the extension capacities for community 
demand-driven planning for natural resources management in the Azad Jammu & Kashmir 
Region.” One of the most important activities under the project was to introduce and 
institutionalize a mechanism of grassroots, community based planning for demanding 
extension and other services. Extension programme planning at grassroots level is 
pre-requisite for demand-driven extension approach. Although a large number of COs 
were established in the AJK under various projects through community mobilization, the 
participatory programme planning for extension, and for that matter for other services as 
well, remained non-existent until its recent introduction by FAO.

Essential Components   
The FAO project design comprised the following nine main components, which 
constituted the demand-driven extension approach: 

• A grassroots, community based process for preparing plans for demanding 
extension and other services; 

• COs of rural men and women;
• Gender-sensitive training modules on key topics related to grassroots planning;
• Audio-visual aids to facilitate the use of the training modules;
• Institutional mechanism to facilitate, support and coordinate the process of 

grassroots planning by COs;
• Capacity building, training and/or orientation of the stakeholders in grassroots 

planning, using the training modules and audio-visual aids;
• Demand-for-services plans;
• Services’ delivery plans; 
• Participatory monitoring and impact assessment of the delivered services.

A short description of the extent to which each of the above mentioned components was 
implemented during the FAO project is as follows: 

COMPONENT 1: PROCESS OF GRASSROOTS COMMUNITY BASED 
PLANNING
Based on an earlier assessment of the situation in AJK, a tentative process of grassroots, 
community based planning was outlined in the project design. The process comprised 
a certain procedure to be followed by the COs. The following steps were supposed to 
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serve as guidelines with room for adjustments depending on actual conditions in the 
project area: 
a) Identify, list in priority order, and defi ne the major problems related to natural 
resources management, within the context of this project.
b) Identify possible causes of the problems, both natural and those caused by people.
c) Identify possible solutions of each problem and the resources needed to adopt the 
solutions, such as fi nance, labour, technical expertise, time, etc., with the assistance of 
agricultural extension staff.
d) Determine the fi nancial and/or labour contribution of the community towards possible 
solutions to the problems.
e) Select the most desirable, but feasible solution.
f) Prepare a tentative time table for possible services/interventions required from outside 
the community to implement the solutions.
g) Identify government line departments and non-public institutions, which the 
community/agricultural extension facilitator is aware of and which have expertise to 
deliver the needed services/interventions.
h) Put all the decisions reached on the above points in a tabular form and title it as rural 
community group demand plan, which will be merged later along with other such group 
demand-plans into a single cluster demand-plan, to be presented to the District Development 
Committee for discussion among stakeholders and for eventual integration into district 
development plan.

Guide on establishing grassroots planning mechanism 
One of the planned outputs of the FAO project was the preparation and production of an 
illustrated guide on establishing grassroots planning mechanism, based on the project 
experiences. This guide was produced both in English and Urdu. The objective was 
the availability of the guide for the Community Development Programme so that the 
demand-driven approach could be popularized throughout the AJK region. As learned 
during the fi eld visits, the guide is being used extensively by government departments 
and various NGOs. An abridged version of the guide is presented in the Attachement.

COMPONENT 2: COMMUNITY ORGANIZATIONS 
As explained in a previous chapter, various donor-funded projects pursued strategy of 
community mobilization and established a large number of COs. Some of the COs 
comprised only male members, some only female members, and some both male and 
female members. It is important to point out that once people saw the advantages of 
working through the COs vis-à-vis individual farmer approach, they were motivated 
and the trend to form both men and women COs spread throughout the AJK. That is 
why when the FAO project was initiated, one of the criteria for selecting project sites 
was the existence of both male and female COs at those sites. 
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Box 2: Extension for Rural Women

Women Extension Cell, located within the Directorate of Extension carries main 
responsibility for delivering extension services to rural women. Many years ago, 
a UNDP/FAO project, in collaboration with the IFAD-fi nanced Neelum and Jhelum 
Valleys Community Development Project, initiated a two-year extension-diploma 
programme exclusively for women. A signifi cant number of young women 
graduated and got employed in the Directorate of Extension as well as in the fi eld. 
This is still considered as pioneer example of woman-focused institution-building 
in this traditional region.
At present, three Lady Extension Offi cers (LEOs) and four Lady Extension Assistants 
(LEAs) are based at the Women Extension Cell while 16 LEAs are based in various 
districts in the fi eld. Although the staff members are committed and several of 
them have improved their academic qualifi cations at their own cost since joining 
the service about 17 years ago, none of them has ever been promoted. The reason 
for this lack of career development was found to be a lack of necessary rules in the 
department. Hardly any refresher training has been provided to the staff and the 
Cell has not been included in any major project. There are no computers or any 
modern equipment to be used in the offi ce or in fi eld activities. The Cell has four 
17 years old vehicles, obviously in quite poor condition. Also, there is negligible 
provision in the budget for operation and maintenance of the vehicles. As a result, 
the mobility of the extension staff is severely curtailed. On top of that, almost 
no funds are available for purchasing even small quantities of farm materials for 
demonstration or experimental purposes. The staff often has to spend from its 
own pocket for buying such materials.

Agricultural extension training in the fi eld for women producers of 
AJK (M.H. Bhatti)
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The selected sites had the following number of COs:
Tehsil Sehnsa (District Kotli): 137 
Tehsil Rawalakot (District Poonch): 283 
Tehsil Pallandri (District Sughnuti): 250 
With this number of pre-existing COs, there was no need to create new COs for project 
purposes. However, several weak COs were strengthened through training of members. 
The process of creating and strengthening the COs has continued since then. Table-13

shows the social mobilization activity for progressive creation, strengthening and 
consolidation of men, women and mixed COs in AJK since 2007. 
Later, there was a move for consolidating the high number of COs for convenience 
in managing. For this purpose, Clusters were created by merging several COs in the 
same area although the COs still maintained their identity. The Clusters represented the 
interests of its member COs in district-level meetings in terms of extension and other 
services needed. A list of all the 63 Clusters located in AJK is presented in Table-2.

COMPONENT 3: TRAINING MODULES 
As many as eight training modules were developed under the FAO pilot project. As 
discussed earlier with IFAD, these modules were to be used by the IFAD-fi nanced 
Community Development Programme (CDP) which was being launched in the AJK region 
at the same time. A consultants’ team of the project worked in collaboration with the staff 
of the Department of Agriculture, the CDP, and members of COs in three districts namely 
Kotli, Rawalakot and Pallandri, which constituted the project site. The contents of the 
training modules comprised necessary curricula, guidelines, specifi c learning objectives 
and lesson plans, as well as subject-matter on initiating and undertaking demand-driven 
extension and participatory community development activities. 

Participatory preparation 
Topics of training modules were decided keeping in view the grassroots planning process 
outlined in the project design. As the very philosophy of demand-driven and bottom-up 
extension approach required active participation of rural communities, the preparation 
of training modules was done in a truly participatory manner. The consultants’ team 
organized discussion sessions and workshops of stakeholders at different locations. The 
participants included government line departments’ staff, extension workers, district 
offi cials, NGOs, and representatives of COs. Active dialogue and discussions took 
place during these events, generating very useful inputs from various categories of the 
participants.    

3  The Tables have not been included in the text due to their large size but have been placed after Boxes.
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Members of a gender-mixed CO participating in the preparation of training 
modules (Mohammad Akmal)

Based on the information collected from the fi eld, inputs obtained from various stakeholders 
and technical knowledge of all the consultants in the team, the training modules were 
prepared under technical guidance of the FAO Senior Offi cer for Agricultural Training 
and Extension responsible for designing and implementing the project.

Purpose of the training modules
The eight training modules were developed for the following purposes:

a) Introduction to natural resources and their management including agriculture,     
horticulture, water-management, livestock, fi sheries, forestry

b) The process of grassroots planning leading to the preparation of multi-disciplinary 
demand-plans on natural resources management by rural communities to request 
services from public and non-public institutions

c) How to perform as facilitators for rural community groups when the latter initiate 
the grassroots planning process

d) Coordination among rural communities, different line departments and non-public
institutions for the purpose of producing multi-disciplinary demand-plans and 
service-delivery plans

e) Joint preparation of cost/labour-shared service-delivery plans, by government 
departments, non-public institutions and rural communities, based on the 
demand-plans prepared earlier by the rural communities 
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f) Negotiation and contract preparation for “outsourcing” purposes, i.e. non-public 
institutions are given contracts for delivery of specifi c services against the funds to be 
provided by the government and/or the community who will receive the services

g) Joint monitoring of quality and progress of the delivery of services to the rural 
communities

h) Impact assessment of the services delivered to the rural communities. 

COMPONENT 4: AUDIO-VISUAL AIDS FOR THE TRAINING MODULES
Digital production 
A set of eight CDs was prepared containing the following audio-visual aids in digital 
form to facilitate the use of modules. A CD was prepared for each training module in 
English medium (in some cases Urdu versions were also included) containing:

• Training curriculum.
• A set of Power Point presentations.
• A set of overhead transparencies.
• A set of posters.
• A set of fl ip-charts.
• A set of video footage.

These materials were used by the staff of the extension services of ESMA to train the 
various groups in a variety of topics (see Table-3).

COMPONENT 5: INSTITUTIONAL MECHANISM
Initial arrangements
Although the formulation of policies and the allocation of annual budget take place in the 
AJK capital Muzaffarabad, the district-level administrative structure is of key importance 
not only due to being close to rural communities but also as vital link between the centre and 
villages. The FAO pilot project design included the creation of a District Project Support 
Committee in each project district. The membership of the Committee was to comprise the 
District Agricultural Offi cer, district-level offi cials of line departments related to natural 
resources management4, representatives of non-public institutions interested in delivering 
community services, and representatives of rural communities in the project districts. It 
was proposed that the District Committee be chaired by the most senior government offi cer 
in the district dealing with natural resource management, while the District Agricultural 
Offi cer could function as secretary to the Committee. The Committee was to meet from 
time to time, as needed, with the following Terms of Reference: 

(i) To assess the progress of the project.

4  The emphasis on natural resources was due to the technical thrust of the project, that is, for introducing demand-driven extension 
approach for natural resources management, a need which was and is still dominant in the mountainous region of AJK and covers 
agricultural components as well.   
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Box 3: The AJK - Rural Support Programme (AJK-RSP)

• An apex body, AJK-RSP, was created by the AJK Government on 29 October  2007, for 
the main purpose of sustaining and institutionalizing the achievements of key projects, 
which have promoted or are presently promoting the community based planning and 
demand-driven services approach. 
• With the understanding that the AJK-RSP will receive total endowment in the amount 
of Rupees 250 million from the Government of Pakistan, just as other provincial RSPs 
have received; it was paid the fi rst installment of Rupees 35 million upon its creation. 
This amount was mostly spent on staff salaries. On top of that amount, the organization 
received Rupees 150 million from the AJK Council for procurement of a signifi cant number 
of vehicles, and construction of offi ces on land acquired from the government.
• A 15-member Board of Directors was formed to operate the AJK-RSP. The Board’s 
chairman was Prime Minister, the vice-chairman was Chief Secretary, and four members 
from the government were Additional Chief Secretary and individual Secretaries of the 
Departments of Finance, Agriculture, Local Government, and Rural Development. The 
Chief Executive Offi cer (CEO) of the organization was to serve as Secretary to the Board 
of Directors. In addition, eight members, one from each district, were to be elected by 
the Village Councils.
• The organization was to have, besides the head-offi ce in Muzaffarabad, six regional 
offi ces, 23 sub-divisional offi ces, and a Human and Institutional Development Centre in 
Muzaffarabad. As learned in a meeting at the AJK-RSP offi ce, in total 70 staff members 
were recruited. The staff was given unusually high salary as compared to the normal 
salary structure of the government.
• Major activities undertaken by the AJK-RSP included: formation of the Village Councils, 
conducting of socio-economic surveys, organization of training programmes, preparation 
of project proposals, and management of women empowerment centres.
• Within a year of its creation, the new organization apparently received criticism mainly 
on the grounds of huge bureaucratic structure, too much dominance by the government, 
a large number of staff dependence on government money, use of endowment fund 
for salaries while it was meant for attracting business to make the new organization 
fi nancially self-suffi cient, purchase of a large fl eet of vehicles, and very high salary 
structure.
• With the recent change in the government, major policy decisions have been made 
to re-structure the AJK-RSP as follows: (a) the entire staff including the CEO has been 
removed; (b) a new organizational structure has been drafted; (c) the Prime-Minister 
has relinquished the chairmanship of the Board of Directors; (d) the chairmanship of 
the Board of Directors has been given to the present Chairman of the National Rural 
Support Programme, a prominent non-government person with years of grassroots 
community-level experience and leadership; (e) a person, who is from the AJK region and 
has been a senior government offi cer in the past, has been nominated as the new CEO; 
(f) both the number of staff and salary-levels are expected to be lowered signifi cantly; 
(g) it has been learnt that the government has decided that the CDP hand over the 
responsibility for project activities in four districts to the AJK-RSP at the end of 2009. 
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(ii) To facilitate the implementation of project activities and take necessary 
action to remove any bottlenecks identifi ed.

(iii) To provide technical specialists’ assistance to the community groups on their 
request in the matters of technical feasibility and cost estimates for alternate 
solutions to natural resources-related problems, suggested by the groups.

(iv) To approve and integrate the cluster demand-plans (prepared by merging 
several individual rural community group demand-plans), in the district 
development plans.

(v) To take action for obtaining funds from the IFAD-fi nanced Community 
Development Programme in case there is not suffi cient district budget to 
meet the demands of the community.

(vi) To facilitate the preparation of plans for service delivery by public and 
private institutions.

(vii) To ensure continued provision of national, district or tehsil level subject-matter 
specialists’ technical support to agricultural extension staff, especially in 
subjects like fi sheries and forestry, which are not traditionally covered by 
agricultural extension workers; 

(viii) To assist in the preparation of contracts for hiring private institutions for 
delivery of specifi c services with government funds, and in facilitating 
community-sharing arrangements in the delivery of services.

Later arrangements
Although strong emphasis was laid by FAO on the importance of this institutional 
arrangement in each project district, their creation never materialized, because the 
government was already in the process of creating District Coordination Committees 
(DCCs) as district-level institutional arrangement for implementing the CDP which 
was soon to be launched. The DCCs were to have coordinating representatives of both 
government and NGOs.

When the FAO Community-LADDERS project started in 2005, it created district-level 
LADDER-Teams. The composition of LADDER-Team is the same as of the DCCs plus 
the civil society representatives such as those of COs. 

COMPONENT 6: CAPACITY BUILDING AND TRAINING
Choice of training institution
Although there were a signifi cant number of public and private institutions in Pakistan, 
which were qualifi ed to provide training to various groups, the priority was given to a 
local institution in the interest of institution-building in the AJK region. This institution 
was the Extension Services Management Academy (ESMA), located in Garhi Dopatta, 
at about one-hour drive from Muzaffarabad.         
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A picture of the Extension Services Management Academy taken on the 
occasion of a capacity building workshop on natural resources management 
in 2004. This building was destroyed in the October 2005 earthquake 
(Obaidullah Kehar)

ESMA is a public sector institution under the Department of Agriculture, which was 
established in 1994 through the up-gradation of the 22-year old In-service Training 
Institute with fi nancial and technical assistance of UNDP and FAO. ESMA became the 
only institution in the region not only to continue offering the old two-year diploma 
programme for “producing” Field Assistants (agricultural extension workers) and Stock 
Assistants (livestock extension workers) but it also started a two-year diploma programme 
of Women Agriculture Extension Offi cers - a real novelty in the traditional and poor 
region. Among the other departments established at ESMA was the Department of 
Continuing Education and Materials Development offering short-term courses on 
regular basis, as well as demand-based tailor-made training courses for government 
departments, projects and NGOs. ESMA also established an outreach programme 
under which men and women being taught in classrooms were also exposed to real-life 
problems and issues of rural communities through outdoor fi eld assignments. In total, 
fi ve departments were established at ESMA: Agriculture Sciences; Animal Sciences; 
Continuing Education and Materials Development; Gender and Development; and 
Outreach and Institutional Development.

ESMA, headed by a Director-General from the Department of Agriculture, had a 
relatively small but lush green campus, surrounded by green hills. It had excellent 
offi ce buildings, student residential facilities, laboratories and audio-visual equipment, 
not to mention qualifi ed male and female training staff hired against regular posts, as 
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well as on short-term contracts mostly from Pakistani institutions. Efforts were being 
made to move the status of ESMA from a fully public institution to a self-supporting 
semi or completely autonomous training institution. Unfortunately, the October 2005 
earthquake destroyed most buildings of ESMA and killed some employees. 
Reconstruction efforts were started around 2008 and presently training programme are 
being run from makeshift shelter arrangements comprising tents.  

ESMA entered into contract with FAO and executed training for various groups under 
the pilot project. A substantial part of training was carried out outdoors with the 
involvement of fi eld extension staff and CO members. The staff of some other projects 
such as the National Rural Support Programme also participated and benefi tted from 
training.

Training provided 
ESMA provided training to various groups, each in specifi c training area as identifi ed in 
the pilot project design and as needed to support the CDP. The trainee groups included 
agricultural extension staff from district and fi eld level, rural community leaders, district 
offi cers of government line departments, representatives of non-public institutions, 
members of DCCs, and senior policy level decision-makers (they were provided 
orientation, not training). Table-3 shows training topics, trainee groups for each topic 
and suggested duration of training.

Outdoor training session in team-building (Obaidullah Kehar)
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A Lady Extension Offi cer discusses fi eld problems with women producers 
(M.H. Bhatti)

COMPONENT 7: DEMAND-FOR-SERVICES PLANS
Under the capacity building of the COs, the groups were passed through mock exercises 
for producing the demand-for-services plans to make them fully understand the grassroots 
planning process. Field extension workers and the district-level staff also participated 
in the exercise. Some forms were also drafted by the project’s consultants’ team, which 
community groups could use for preparing demand-for-services plans.

Although the earthquake seriously disrupted the process of grassroots, community based
planning for demanding extension services, this process was re-started by the government 
offi cials and rural communities after the reconstruction and rehabilitation reached a 
relatively satisfactory level. 

The process of community based planning and a variety of audio-visual materials 
produced by the pilot FAO project have been used by an ongoing FAO project 
UTF/PAK/096/PAK (Community-LADDERS) for strengthening the grassroots planning 
process and the district-level institutional mechanism for following the demand-driven 
approach. This particular project which focuses on capacity building and technical 
assistance was formulated in support of the CDP. As agreed earlier by IFAD and FAO, 
the CDP extended, in collaboration with the Community-LADDERS project, the process 
of grassroots planning to other districts of the AJK, using the materials produced by the 
pilot FAO project. 
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Charts prepared by a rural CO during the preparation of demand-for-
services plans (Obaidullah Kehar)

As the CDP involved several disciplines (agriculture, natural resources, livestock, etc.), 
the community based planning process was used for preparing multi-disciplinary VDPs 
covering all demanded services including agricultural extension, a practice which is 
actively used by the COs and endorsed by the government. 

COMPONENT 8: SERVICES’ DELIVERY PLANS
Necessary forms were being prepared for this purpose with further plans that the 
community groups would be passed through the delivery exercise along with potential 
service-providers. This would have been the fi nal phase of the FAO project but that is 
when the earthquake disrupted the process. Certain villages which had been active in 
this project were wiped out along with their inhabitants. This enormous tragedy did not 
allow the completion of the few remaining activities of the project. Presently, the line 
departments are being encouraged by the government to prepare their work plans based 
on the Village Development Plans prepared by the COs so that services included in the 
VDPs could be delivered.

COMPONENT 9: MONITORING AND IMPACT ASSESSMENT OF 
DELIVERED SERVICES
This particular component has not been implemented so far as the mechanism of 
services delivery is still weak. However, the importance of the much needed 
participatory monitoring of the delivery of demanded services and the socio-economic 
and environmental impact of the delivered services is fully recognized by the 
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government. It is expected that with the passing of time, this particular component 
will be incorporated in the delivery of services part of the demand-driven services 
process.

Attitude of Various Key Stakeholders towards the Demand-driven Approach
The AJK is a traditional and poor region where the government is the main supplier of 
extension and other services at no cost to its smallholders. As such, the most important 
stakeholders are just two: rural men and women, and government offi cials.

Rural men and women
Once the concept of demand-driven approach for extension services was explained 
to the members of COs, both men and women participated in all relevant exercises 
enthusiastically. People travelled from far in order to actively participate in developing 
the training modules irrespective of their formal academic qualifi cations, which was 
nominal or completely absent in most cases. People like the demand-driven concept 
very much fi rst, due to its emphasis on the provision of services based on their real 
priorities and second, because the district-level institutional mechanism provided 
an opportunity to voicing their concerns about the delivery of services. The new 
approach in this traditional and poverty-stricken region has clearly empowered the 
rural communities.

It was evident that women especially felt proud of having a say in the decision-making 
process. Women COs were as active as men COs, if not more. They kept their meeting 
records in order and made sure that any loans taken from the project for development 
activities were returned on time. Women were found to be more vocal in district-
level meetings of line departments and COs’ representatives and in some meetings 
they held the heads of line departments accountable for unsatisfactory delivery of 
demanded services, something unique in this region where top-down and supply-driven 
extension approach has been followed for decades. Like men, many women created 
their own NGOs after passing through the empowerment experience.

The self-help tendency has increased and total dependency on the government for 
services is visibly on decline. Another impact is the increased knowledge of CO 
members about sources of funds other than the government, which they try to explore 
for funding their development activities. Several communities have formed their own 
NGOs, Clusters comprising several COs, and Local Support Organizations.

Government offi cials
Most government offi cials supported the concept of demand-driven and community 
based planning for extension and other services. This was especially true at senior 
administrative level. 
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At district-level, where government offi cers are supposed to undertake development activities, 
there was general consensus that the demand-driven approach is positive, but in some cases 
line department staff felt a bit uncomfortable when CO members asked for explanation in the 
district meetings why their requested services were not delivered. The delivery of services 
needs streamlining, and coordination with the community based VDP planning. 

The frontline fi eld staff such as Field Assistants and Stock Assistants needs more training 
to fully comprehend the concept and its role in implementing the new approach. For the 
time being, the service delivery is mainly handled by the government line departments 
due to non-existence of viable private sector. The emerging of NGOs from within the rural 
communities is a positive development and it is expected that their contribution to services’ 
delivery will be signifi cant in the near future.

So far, no opposition has been observed from politicians and elected offi cials to the 
practice of community based planning for following the demand-driven approach. It will 
be better, however, to take steps to formally institutionalize the bottom-up approach in 
the extension system. Also, it is very important to keep the COs away from political or 
religious interference, and use them only for development activities. 

Members of a rural CO preparing a Village Development Plan for demanding 
services (Obaidullah Kehar)
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5. MERGER OF THE DEMAND-DRIVEN EXTENSION    
 APPROACH INTO THE COMMUNITY DEVELOPMENT   
 PROGRAMME

Both IFAD and FAO had agreed that whatever technical documents will be produced 
under the FAO pilot project, they will also bear IFAD logo besides those of the 
government and FAO. It was also agreed that as intended by IFAD, the demand-driven 
approach for extension and other services will be extended to the entire AJK region 
under the CDP. By the time CDP was started with some unexpected delay, the FAO 
pilot project had been implemented more than half-way. With the objective that the 
demand-driven approach be well integrated in the CDP, FAO formulated the three-year 
project UTF/PAK/096/PAK called “Community-LADDERS (Learning and Action for 
Demand-Driven Extension and Rural Services) in support of the CDP, with a budget of 
about USD 3.1 million, drawn from the budget of the CDP with the government’s consent.

The formulation of the Community-LADDERS project was indeed timely and useful 
for AJK because although the FAO pilot project did commendable groundwork for 
initiating the demand-driven approach and also produced excellent training modules and 
other audio-visual materials, the full process of preparing the demand-driven extension 
and other services plans by the COs and the delivery of the demanded services by the 
government and non-public service-providers could not be incorporated into government 
procedures due to the earthquake. The Community-LADDERS project fi lled in this gap 
and provided valuable technical and operational support in the implementation of the 
CDP, which was its main mandate.

Community-LADDERS Project  
The CDP, in whose support Community-LADDERS project was launched, is a seven-year 
project that is supposed to provide support to 4 000 community groups in rural areas of 
AJK. The CDP uses participatory approaches and promotes the involvement of women 
and the poor. The CDP activities include savings and credit schemes, the development of 
social and economic infrastructure, and strengthening of natural resources management.  
The CDP is headed by a government-appointed National Programme Director.
The Community-LADDERS project was formulated to provide a range of services 
within the framework of the CDP. These services included the provision of training, 
technical assistance and the procurement of vehicles and other equipment, but the main 
focus was on capacity building.  
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The objective of the services provided through the Community-LADDERS was to 
institutionalize a collaborative and demand-driven approach to the provision of extension 
and other rural services in support of community development throughout AJK. These 
services were planned under the following four components:
1. Strengthening the capacity of COs to identify development opportunities and access 
to relevant services;  
2. Strengthening the capacity of government agencies to provide demand-driven services 
that are relevant to the needs of COs;
3. Strengthening stakeholder collaboration at district-level;
4. Improving the capacity of the Programme Management Unit (PMU) and District 
Project Offi ces (DPOs) to manage the CDP.

The Unilateral Trust Fund (UTF) Agreement between the government and FAO under 
which the Community-LADDERS project was to operate, included the demand-driven
approach to the provision of technical assistance and training activities which was developed 
under the FAO pilot project. It was planned that COs, NGOs and the government’s line 
departments will be able to submit proposals that will be appraised and funded under the 
Community-LADDERS project. The UTF Agreement also included   some pre-determined 
inputs aimed at strengthening management information systems, the production of 
extension materials, and the provision of advice aimed at enhancing benefi ts for women. 
Experiential learning activities were to be carried out in all seven districts of AJK to 
promote collaboration between government and service-providers.                 

A training workshop on agricultural aspects of village development 
organized jointly by the IFAD-fi nanced Community Development 
Programme and the FAO Community-LADDERS project (Rab Nawaz Khan)
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A Senior National Management Advisor was appointed by FAO, who was to 
be supported by several national and international consultants, and implement 
the Community-LADDERS project in active collaboration with the National 
Programme Director of CDP. Offices of the Community-LADDERS and the CDP 
are located in the same building and their cooperation in all practical matters has 
been excellent.

Merger of District-level Institutional Mechanisms
As mentioned earlier, the creation of a District Project Support Committee, 
recommended for the FAO pilot project, never materialized because the government 
was already in the process of creating District Coordination Committees (DCCs) for 
the CDP. The DCCs were to be composed of both government and NGOs. When the 
Community-LADDERS project started, it created LADDER-Teams, the composition 
of which comprises the same as the DCCs, as well as the civil society representatives 
such as those of COs. 

Group work in a training workshop (Obaidullah Kehar)

As the CDP Director is based at the programme headquarters in Muzaffarabad, one 
District Programme Offi cer (DPO) was appointed in each district for implementing 
CDP support activities in the fi eld. All DPOs are administratively under the 
CDP Director and they work in collaboration with the members of DCCs and the 
LADDER-Teams, which hold regular meetings at district offi ces, to discuss the 
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implementation of Village Development Plans prepared by COs. The positions of 
CDP-funded DPOs may be abolished when the CDP ends. It is envisaged that the 
DCCs and the LADDER-Teams will be merged into one when both CDP and the 
Community-LADDER project come to their end. Irrespective of what decision the 
government took at that time, the much needed district coordination mechanism for 
monitoring and supporting demand-driven services approach and integrating CDP 
into offi cial district programmes is presently functioning satisfactorily. 
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6. CURRENT STATUS OF THE ADOPTION OF THE    
 DEMAND-DRIVEN SERVICES APPROACH 

An analysis of the information collected through discussions with relevant government 
offi cials, project staff and CO members, and fi eld observations reveals the following:

Geographical coverage
The full process, from the community based planning to the delivery of demanded 
services, has not yet reached all the districts of AJK. Four districts namely Bagh, Poonch, 
Palandri and Kotli are ahead of the remaining fi ve5 districts in this respect. 

Capacity building
The Community-LADDERS project has done a commendable job of capacity building 
of a large number of individuals from government and non-government organizations 
and communities for following the demand-driven process for obtaining various kinds of 
services. This capacity building has been done in support of the CDP, which is following 
the community based planning approach. The demand-driven extension model and the 
capacity building materials, developed under the FAO pilot project, are being used in 
the training of the COs. The training programme is expected to continue until the end of 
the Community-LADDERS project.

The project has provided orientation to senior offi cials of the line departments in the 
concept of community based planning. But the front-line fi eld staff, especially the Field 
Assistants of the Agriculture Department and the Stock Assistants of the Livestock 
Department, has little comprehension of the concept and the process. These front-line 
extension agents do not participate in the formulation of VDPs by the COs and this 
could affect the technical quality of VDPs. It is important that this fi eld staff be given 
necessary training to enable and encourage them to contribute to the community based 
planning process.

Use of key training materials 
A guide on grassroots planning (both English and Urdu versions) and eight 
training modules prepared under the FAO pilot project are being used not only by the 
Community-LADDERS project but also by many public and private institutions such 
as AJK Rural Support Programme and NGOs. 

5  There were previously total of eight districts; one more district, Neelum, has recently been added by the government.
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A trainee explains a village profi le prepared by a group in a training workshop 
on planning for demand-driven services, while a female member of the group 
watches (Obadullah Kehar)

Rural community-generated Village Development Plans 
The practice of community based planning for demanding extension and other services 
by male and female COs through Clusters6 has been widely adopted. As such, COs 
have been preparing VDPs, which are multi-disciplinary in character. Table-4 shows 
progressive adoption of the practice of preparing VDPs and Cluster Plans (CLRPs) in 
various districts since 2007. An example of a cluster and a district plan are attached in 
Appendix 5.

Development Plans were established at various levels: village development plans were 
prepared by COs, the VDPs were summarized as cluster plans of a group of COs (cluster), 
and the cluster plans were used to draw district development plans (see Appendix 4). 
However, there is still plenty of room for further improvement, i.e. fi ne-tuning of the 
planning process through refresher training of COs where needed. Such training is 
especially needed for newly formed COs.

Provision of demanded services
The delivery of services is weak and needs to be strengthened. There are no private 
companies in the region interested in the provision of services. Therefore, with the 

6  A Cluster comprises representatives of several COs. Communities Local Support Organizations (LSOs) are above COs but below 
Clusters in terms of their status level.
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exception of a few cases where NGOs provided some services, these are mainly 
government line departments which are engaged in providing services to rural 
communities, but in the same old fashion as in the past. However, one positive change 
is that representatives of the line departments and of Clusters have started discussing 
the implementation of VDPs in monthly district-level meetings. In the same meetings, 
funds are allocated and plans drawn for delivery of the services demanded by the 
Clusters. This “dialogue” between services-demanders and service-providers is an 
indeed signifi cant improvement over the old practice where no communication took 
place between government departments and the communities regarding services.

A female CO in discussion with male extension workers (Obaidullah 
Kehar)

Although the tendency among the COs and Clusters to prepare VDPs is on rise, the line 
departments are behind in following their part of the process. This is because, by and 
large, their individual Annual Plans of Operations (APOs) are based on the amount of 
funds available and on their own belief about which activities are important for which 
areas. As such, there is no systematic participation of rural communities in this part 
of the procedure. It must be pointed out that as regular government budgets for the 
line departments are usually very low, the departments have to depend on the funds 
of the CDP for delivering the services demanded by the community through VDPs. 
This compels them to take into consideration the VDPs while preparing their APOs 
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otherwise they will receive no funds from the CDP. The obvious fear in this case is that 
the departments will most probably give up this forced practice when the CDP comes to 
its end in about two years and its funds are not available any more.

There is no formal operational linkage between the line departments and COs or 
Clusters. The magnitude of the services’ delivery is rather small, the operational budget 
allocation to the line departments is low, and there are no viable and willing private 
commercial companies for delivery of services to COs. Also, the line departments do 
not seem to like outsourcing out of the fear that their own authority will be undermined. 
These factors do not yet allow the initiation of outsourcing modality for involving the 
non-public sector in the delivery of services. 

Although the line departments in some districts have started informally preparing 
their APOs on the basis of VDPs, developed by the COs, yet this practice needs to 
be formalized and institutionalized possibly through a formal government directive. 
Otherwise, the informal practice may not be sustained after the project ends.

Unlike in the past, COs do not entirely depend on the line departments for delivery 
of services. They also contact civil society institutions that mushroomed in the region 
after the earthquake, and some of which still maintain their presence in the area and are 
willing to provide services needed by the rural communities. 

Lack of monitoring and evaluation 
As there are presently no formal work plans prepared by the line departments to deliver 
services systematically according to a schedule, there is no participatory monitoring, 
evaluation or impact assessment of the services received by the communities on ad hoc 
basis.

Empowerment of communities
Informal accountability of the line departments to the COs has been observed in some cases 
during the monthly meetings of the community members and the line department offi cials 
in which the even elderly female community members challenged the offi cials about delay 
in or a lack of delivery of certain scheduled services. This is something never seen before 
and is an indicator of COs empowerment through grassroots planning process.

District-level institutional mechanism
The DCCs, formed under the CDP, now exist in each district. The LADDER-Teams have 
also been created in the districts under the Community-LADDERS project, comprising 
representatives of both government and community representatives. These bodies, 
however, need skills for integrating the VDPs into government development plans as a 
routine procedure. 
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Proposals included in the VDPs of COs are considered for possible funding by the DCCs 
in meetings chaired by the Director of CDP. The LADDER-Teams, which otherwise 
actively collaborate with the Committees, are excluded from the fund-allocation 
meetings, which seems to be an odd practice.

Meeting of a male CO (M.H. Bhatti)

Financial Aspects

Most relevant projects’ budgets 
The three recent projects, which were most relevant in introducing and/or spreading and 
strengthening the demand-driven approach for extension and other services in the AJK, 
had the following budgets:
The demand-driven extension approach was introduced in the AJK by FAO through a 
two-year pilot project TCP/PAK/2905 with total budget of USD 375 000. This budget 
included about USD 100 000 for national and international consultants, USD 37 000 
for contracts mainly for capacity building, about USD 55 000 for training, about 
USD 38 000 for audio-visual equipment, about USD 40 000 for FAO technical support 
services and about USD14 000 for general operating expenses.

This project was followed by a three-year FAO UTF project, UTF/PAK/096/PAK, 
known as Community-LADDERS, with a total budget of USD 3 117 150. Out of 
this budget, about USD 440 000 was allocated to the training component and about 
USD 500 000 was meant for national and international consultants.
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At the same time, the IFAD-fi nanced Community Development Programme was started, 
with a budget of about USD 26 million. The Community-LADDERS project and the 
CDP worked hand-in-hand, with a lot of common planning for fi eld activities.

Cost of forming COs
In the AJK area, the average cost of forming one CO, including the use of social 
mobilization workers and management, is about Rs. 20 000. However, if the village 
resource persons are used instead of social mobilization workers then the cost is one 
fi fth, that is, Rs. 4 000.7 

Cost of capacity building
The capacity building and training costs could vary depending on several factors. Such 
factors are number of trainees, length of training programme, frequency of training 
sessions, types of training materials, types of audio-visual aids, cost of training specialists, 
cost of physical facilities, travel and board costs, etc.   

Funding - A sustainability issue
As mentioned above, a number of donor-funded projects have been involved in 
introducing and/or expanding and strengthening the demand-driven, community based 
approach for extension and other services. There is a lot of work still needed in proper 
institutionalization of the approach throughout the region. It may, however, not be 
possible if no further donor-assisted projects are available. The AJK government is not in 
a position to continue interventions at the same level on its own due to limited fi nancial 
resources. It is expected that the government, in view of its present commitment, will 
continue at least some key activities to strengthen the new approach. The creation of 
the AJK-Rural Support Programme is a step in right direction. The AJK does have well 
trained human resources, but the new organization will still require adequate funding to 
sustain the gains of the projects.  

7  Source: Presentation by Agha Ali Jawad, General Manager, NRSP (National Rural Support Programme) in “Community Organization 
Cost Analysis Workshop in RSPN (Rural Support Programme Network)”, held in 2009. At the time of fi eldwork for this study in 
Pakistan, one US dollar was equal to 80 Pakistani Rupees.
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7. LESSONS LEARNED

Political will and fi nancial commitment
• A demonstrated political will and allocation of necessary funds to start a bottom-up, 

community-planning based demand-driven approach for rural and agricultural 
development is a very important pre-requisite. This is because, in some cases, 
conservative politicians or government bureaucracy may oppose the approach out of 
the fear that it will empower rural communities which could hold them accountable 
for non-provision of the needed services. As proved in the case under study, the 
commitment of policy-level government offi cials was the main driving force behind 
successful introduction of the demand-driven approach.

Project/programme design
• Any project for introducing or strengthening demand-driven extension approach 

must have appropriate exit strategy including sustainability arrangements included 
in its design.

• Sustainability of a new concept like demand-driven extension approach is assured 
only if a long-term programme rather than short-period projects is prepared in line 
with the government development policy and fully integrated into government 
development programme institutionally, fi nancially and operationally.

• Active involvement of government departments must be included from the very 
beginning in any project or programme designed for introducing the demand-driven 
modality.

Community organization and gender-sensitive participation
• During the introduction of the demand-driven extension approach, where COs or 

farmers’ groups already exist, it will be better to strengthen them in case they are 
weak, and start working through them rather than forming new organizations.

• Men and women who have experience in rural community mobilization through 
their work under donor-funded projects are valuable human resources and should be 
recruited to function as facilitators or for that matter for any effort at introducing the                  
demand-driven approach.

• It is necessary to keep reminding rural communities from the very beginning of 
introducing the demand-driven approach why active participation of women 
alongside men is important for bringing meaningful development to the area. 
Women’s organizations in the case under study were found to be more vigilant about 
fulfi lling their commitments than the men’s organizations.
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• In cases where general agricultural and rural development concerns are to be 
addressed through the demand-driven approach, mixed-gender COs may be more 
appropriate. However, in those cases where only women issues are the subject, it 
may be better to form separate women’s organizations.

• In terms of forming COs, it is better to start with simple, informal groups of farmers 
and then gradually develop them overtime into formal and more sophisticated 
organizations through capacity building and legalizing.

• Contributions by rural communities to their development projects at early stage 
in cash or kind, such as provision of free labour, ascertain their commitment in 
implementing the projects, develop their confi dence and self-pride and give them a 
sense of ownership.

Preparation of Demand-for-Services Plans
• The adoption of grassroots planning needs some time to become popular. For example, 

certain basic things such as forms for merging district development plans with the 
demand-for-services plans from rural communities, for outsourcing contracts to 
private institutions, and for preparing services delivery plans are still to be prepared 
in addition to some draft forms which were prepared under the FAO project.

• The preparation of district development plans not on the basis of budget provided 
to district heads but on the basis of the demand for services from the communities 
was absolutely new experience for the heads of all departments. With the passage of 
time, they will see benefi ts of the bottom-up approach.

• The preparation of comprehensive, multi-disciplinary plans for demanding various 
kinds of services are more attractive to COs than those plans which focus on single 
discipline services.

• Village Development Plans or multi-disciplinary plans for services should include 
not only non-tangible services like extension but also tangible services like building 
of aquaculture pond. 

• Government line departments should have formal directive from the Ministry of 
Agriculture for assisting the COs in preparing their demand-for-services plans as 
well as to prepare their work plans on the basis of community plans.

Capacity building
• Quality capacity building of all stakeholders is a pre-requisite for successful 

introduction of the demand-driven extension approach. Training should be frequent 
because only  one-time training is not suffi cient to change the decades old top-down 
planning and supply-driven delivery of services behaviour of government fi eld 
staff.
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• Important institution building could occur during the course of putting the 
demand-driven extension into action if local institutions are given responsibility 
to perform certain tasks under contract and be provided with necessary technical 
guidance. As noticed in the case under study, even COs can transform themselves 
into NGOs which could play important role in the development of farm families.

• Individual staff of some departments did not appreciate the importance of training. 
It is, therefore, important to provide a good briefi ng on the benefi ts of such training 
to the staff before actual training sessions are started.

• Members of some rural communities, which are far located, faced diffi culties 
in reaching the training site. Necessary arrangements should be made so that 
participants from such communities could either reach the training site one day 
earlier or the training site should be selected at a more central location, convenient 
to all participating communities.

• Simple audio-visual aids such as posters, charts, fl ip charts, brochures and leafl ets 
are useful for training purposes in those areas which do not have electricity. 
Awareness and training materials written in easy-to-understand local language are 
useful when any trainee group has limited literacy level.

Institutional aspects
• The district-level institutional mechanism, District Development Committees 

(DDCs), took long time in their creation even though these committees are single 
most important institution in the establishment process of demand-driven extension 
and grassroots planning. This underlines the need for urgent action on institutional 
aspects by the relevant policy level decision-makers.  

• A lack of coordination was noticed among several public departments which are 
supposed to provide services to rural communities. The DDCs should address this 
problem both at district and village level.

• Certain national NGOs were found to be very active and cooperative. The extension 
staff as facilitators and the rural communities as recipients of services should take 
note of effi cient and competent NGOs and other non-public institutions willing to 
provide services.

• The agricultural extension staff lacked suffi cient travel funds and daily subsistence 
allowance in some cases. This problem can be solved if operational budgets could be 
prepared in advance of training sessions and other fi eld activities. The budget could 
be made a part of training plan.

• Linkages with relevant institutions such as agricultural academic institutions and 
research institutes need to be strengthened in order to draw benefi t from their human 
and physical resources.
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Outsourcing feasibility
• The use of resourcing modality will not be possible in a region if: (a) the scope of 

demanded services is small; (b) private sector in infancy stage or completely absent;            
(c) government line departments which carry the main burden of services’ delivery 
feel that their well established and recognized authority will be undermined.

Provision and use of equipment 
• Some line departments at district level resented the provision of equipment to the 

agricultural offi ces covered by the project claiming that they should also be entitled 
as they are involved in extension activities. This issue could be resolved on the 
basis of the extent of demand for each department’s services received from rural 
communities in the form of demand-for-services plans; the higher the demand of 
services from a particular department the higher the facilities to be provided to that 
department including equipment and operational budget. Also, if the equipment is 
insuffi cient and there is no budget for further purchase, the departments can reach an 
agreement on which department will use the equipment on which day.

• Computer and other electronic equipment are most useful only when relevant staff 
has been trained in their operation and maintenance, and at least some technical help 
for trouble-shooting is available through companies or individual technicians.  
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8. CONCLUSIONS AND RECOMMENDATIONS

Conclusions

Demand-driven approach enjoyed by empowered rural communities
• The demand-driven approach, introduced initially for extension services, is being used 

by the COs for demanding multi-disciplinary services for their development. Beyond 
doubt, both men and especially women COs have been empowered by adopting the 
grassroots planning mechanism. This is evident from their strong motivation to create 
local NGOs, Clusters and Local Support Organizations in villages as well as from 
the active and constructive dialogue that takes place between government offi cials 
and community representatives at periodic district level meetings. In some instances, 
district level government offi cials have been found to be somewhat uncomfortable 
due to strong interventions by the community representatives, especially women.

Government support for demand-driven approach
• There is ample evidence in the fi eld that the demand-driven approach for agricultural 

extension and other services has taken roots in the AJK region. Most government 
offi cials have supported the new approach even though many of them are not 
adequately familiar with the details of the concept, rationale and the process of 
grassroots community based planning. There is no doubt that the involvement of 
government offi cials at all levels has enhanced the adoption of the new concept 
but the offi cials need more understanding of the evolving, bottom-up planning 
process as well as the rationale behind the provision of demand-based rather than 
supply-driven services to rural communities.

Communities’ preference for multi-disciplinary services
• Although it cannot be concluded at this time that the extension services in the 

AJK have fi rmly become demand-driven yet it is indeed satisfying to see how the 
process of grassroots community based planning for demanding extension services, 
introduced only a few years back in this traditional region, has been adopted by rural 
communities for a larger purpose. The process is now used not just for the purpose 
of demanding agricultural extension services but for a variety of tangible and 
non-tangible services. This is done through the preparation of multi-disciplinary 
plans, rightly called as VDPs.
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Enhanced self-help tendency
• The self-help tendency among villagers has increased and the dependency on 

the government for services is visibly on decline. Another impact seen after the 
earthquake, which struck the region in 2005, is the increased knowledge of COs’ 
members about possible sources of funds other than the government, which they try 
to explore for funding their development activities.

Women in the forefront
• There are not many traditional and poor places in developing countries where such 

an impressive example of gender-sensitivity can be seen as observed in the AJK 
region. Gender-sensitivity has been an essential factor kept in view while organizing 
the COs in villages. Women are in the forefront of rural and agricultural development 
programmes and, no surprise, some of them were recently sent on overseas 
study-tours under an FAO project. Women hold offi ces in COs and are visibly vocal 
in district meetings, demanding explanation from government offi cials if the services 
requested by them have not been satisfactorily delivered.  

Small, coherent rural communities: a positive factor
• With the exception of a couple of districts, almost all villages in the AJK are 

mountainous. They are small and the resident families know one another. As such, the 
appreciation of different types of common problems faced by them and the need for 
their solutions is quite evident. The coherent nature of the rural population and small 
size of rural communities has been a positive factor in popularizing the concept of 
demand-driven approach and the need for community based planning for this purpose.

Valuable human capital
• There are suffi cient number of men and women from AJK who have received 

training in social mobilization under various rural community-focused donor-funded
projects. Most of them have also passed through fi rst-hand experience of 
working with rural men and women. Many of them actively participated in the 
capacity building exercises organized for the introduction of the demand-driven 
approach. 

Sustainability issue
• There is no guarantee that opportunities to keep the trained local staff and COs 

engaged in the demand-driven approach will keep coming from donors in the form 
of sizable projects focused on rural community development. The government 
unfortunately does not have adequate fi nancial resources to sustain the gains through 
relevant projects. The AJK-Rural Support Programme (AJK-RSP) has been created 
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to deal with precisely this kind of situation but it needs a lot of strengthening before 
it can deliver effectively.

Recommendations

The following recommendations are aimed at strengthening the demand-driven 
approach for extension and other services in the AJK.

Sustain district level institutional mechanism and improve working partnership 
between the government and communities

• The District Programme Offi cers, who have been hired with the CDP funds, occupy 
temporary positions funded by the CDP unless those positions are changed into regular 
government postings, which is a costly option. It will therefore be better if functions 
of the DPOs, i.e. coordination, preparation of VDPs by the Clusters, organization 
of monthly meetings for dialogue between rural community representatives and 
government service-provider line departments, confi rmation of the availability of 
required funds, and delivery by the line departments or some other service-providers, 
could be handed over to the LADDER-Team as the CDP is scheduled to end on 
30 June, 2011. Such a step will strengthen the working partnership between the 
government and community representatives on sustained basis.

• The district-level coordination mechanism - an excellent forum for dialogue between 
the government departments and community representatives - has already been 
established in at least four “mature” districts in the form of DCCs and LADDER-Teams. 
It is an indeed valuable achievement in terms of institution-building. It is crucial that 
before the CDP and Community-LADDERS project come to an end, the re-structured 
AJK-Rural Support Programme (AJK-RSP) should gradually start taking over 
activities of the CDP and place a person in district offi ce who will perform the same 
functions as the present DPOs. The AJK-RSP should strengthen such mechanism in 
those districts which are still weak, and at the same time continue the present process 
of community based planning for demanding services in the “mature” districts. 

• A decision from the government is needed that the DCCs in collaboration with the 
LADDER-Teams should formally carry out responsibilities of reviewing the VDPs 
for their soundness, integrating the VDPs into routine government development 
plans, and deciding which services included in the VDPs will be delivered by 
which line departments.8 It is also important that the LADDER-Teams should not 

8  At this time, only government line departments are the services-providers, because a lack of capable non-public institutions in the 
region and rather small scope of services delivery do not allow outsourcing. Even though outsourcing is not fully practiced, the project 
still makes use of resource persons, such as Community Activists, from experienced Local Support Organizations and Clusters in 
capacity building activities for relatively weak COs. 
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be barred from participating in the meetings of the DCCs which are held under the 
chairmanship of the CDP Director to discuss funding of the VDPs.

• Decisions need to be made by the DCCs with support from the LADDER-Teams 
on which line departments would provide which services to which COs following 
mutually agreed schedules. 

• The coordination mechanism staff at the district level needs to advise the COs 
or Clusters that they should not seek funding from different sources for different 
components of the VDPs. The VDPs should be considered as a single entity and as 
such a single source of funding should be sought. 

• The organization of joint sessions of representatives of the line departments and 
Clusters at suitable intervals is needed for fi ne-tuning both the departmental APOs 
and detailed work plans including delivery schedules for various services. Copies of 
schedules of the delivery of services should be provided to relevant Clusters. 

• Cluster members should monitor the delivery of services in line with the delivery 
schedules given to them by the line departments. Records of the delivery (dates and any 
observations regarding quality) of services should also be maintained by the Clusters. 

• Evaluation and socio-economic impact assessment should be undertaken jointly by 
the Clusters and service-provider departments, and the fi ndings should be sent by 
the DCCs to all concerned, with the aim of improving the quality of future service 
delivery. 

Assure sustained funding beyond donors’ assistance
• Presently, the CDP is the main source of funding for the line departments for delivering 

extension and other services to the community, based on the VDPs. As indicated in 
the Loan Agreement signed between the government and IFAD, the communities 
are required to contribute 20 percent of the total cost of a needed physical facility 
(like school, fi rst-aid post, road and other such tangible infrastructure) in the form 
of cash and/or kind such as labour or piece of land. This cost-sharing arrangement 
does not apply to the delivery of services like extension. Routine operational budgets 
allocated to various line departments by the government are embarrassingly low and 
it will be almost impossible for the departments to provide the services demanded by 
the Clusters once the CDP ends. It is, therefore, important that the government start 
locating appropriate sources of funding for fi eld activities of the line departments 
well before end of the CDP.    

Strengthen existing COs instead of creating new ones
• The tendency of some civil society organizations to form new COs named after them 

in spite of the fact that a CO already exists in each village, needs to be discouraged. 
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Technically, there should be only one CO in each village and all development 
initiatives, whether taken by the government or by civil society organizations, 
must be channeled through that existing CO. Interested organizations should invest 
in consolidating and strengthening the present CO and not weaken it by creating 
additional CO in the same village. A policy statement from the government for civil 
society organizations and donors will be helpful in this regard.

           

A scenic view of AJK (M.H. Bhatti)

Continue and improve capacity building activities
• Front-line staff of the line departments such as Field Assistants and Stock Assistants 

needs to be given priority for capacity building. Similarly, knowledge and skill gaps 
of COs and Cluster representatives need to be identifi ed and only refresher courses 
need to be offered because they have already received the basic training under the                 
Community-LADDERS project.

• Capacity building of the line departments is necessary in the subject of providing 
technical support to the COs when the latter prepare VDPs. It will make the VDPs 
technically sound and also help the Cluster members in calculating realistic cost 
estimates for various activities to be included in the VDPs. 

• Capacity building of the line departments is needed in how to prepare their individual 
APOs based on the VDPs. Any single service demanded by several COs needs to 
be given top priority for inclusion in the APOs due to its common demand. Later, 
depending on the resources available, a few important services demanded by 
individual COs, could be included in the APOs. 
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Continue and improve community based planning process
• The continuation of the preparation of VDPs by the COs is necessary making sure 

that the detailed procedure outlined in the guide on grassroots planning developed 
under the FAO pilot project is followed. The plans should comprise at least three 
categories in terms of duration: fi rst, activities that need immediate action should be 
categorized as immediate; second, those which need more time to complete should 
go in medium-term category, and third, those which need more than a year are 
categorized as long-term. The plans should be revised and updated as the status of 
various planned activities changes with time. The categorization should be discussed 
and agreed between the COs and line departments. 

Distribute support materials among all involved
• The guide on community based grassroots planning for demanding services 

(Urdu version) should be distributed among all actors involved in the process of 
preparing plans for demanding services and the delivery of services (such as senior 
decision-makers in Muzaffarabad, COs members, fi eld staff of line departments, 
Planning and Development Department, NGOs, AJK-RSP when re-structured, and 
any other relevant civil society institutions) to enable them to understand how the plans 
should be prepared, services delivered and later evaluated for effi ciency, quality and 
socio-economic impact. 

• The eight training modules and relevant audio-visual aids developed by FAO should 
be duplicated and distributed among those responsible for the orientation and/or 
capacity building of various stakeholders.



45

Appendix 1

DOCUMENTS AND MATERIALS REVIEWED

• TCP/PAK/2905 and TCP/PAK/3101 project document “Strengthening the 
extension capacities for community demand-driven planning for natural 
resources management in the Azad Jammu & Kashmir Region” .

• Progress reports of the projects TCP/PAK/2905 and TCP/PAK/3101
• Terminal Statements (fi nal reports) of the above mentioned both projects
• Back-to-Offi ce Reports of all FAO headquarters technical backstopping 

missions to project TCP/PAK/2905.
• How to Establish Grassroots Planning Mechanism for Rural Communities for 

Demanding Multi-disciplinary Extension Services  from Public and Private 
Institutions; An Illustrated Guide along with a Set of Eight Training Modules 
in Printed and/or Digital Form; prepared by M. Kalim Qamar; 2007.

• End-of-Assignment Reports individually prepared by seven consultants under 
the project TCP/PAK/2905.

• All the materials including audio-visual aids and digital CDs produced under 
the project TCP/PAK/2905.

• Records of COs available from relevant FAO and IFAD-fi nanced projects.
• AJK Government, Planning and Development Department, Azad Kashmir at 

a Glance. Statistics Section, Muzaffarabad; 2007.
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Appendix 2

FIELD VISITS AND MEETINGS 

Field observations9

Field visits were undertaken within the AJK region to the following places. The 
National Management Advisor and the Social Rural Development Advisor of the project 
UTF/PAK/096/PAK, and certain staff of the Community Development Programme 
accompanied the author.

• Khorian
To visit a CO, a village-level body informally organized by villagers and later registered 
with the Community Development Programme.

• Rawalakot
To participate in a day long workshop on extension materials development; participants 
included representatives of COs, agricultural extension staff, representatives of NGOs, 
and the district-level staff of the government line departments.

• Palandri
To participate in a monthly meeting of the LADDERS-Team, comprising representatives 
of COs, and DCCs; DCC has been established in each district under an ongoing 
IFAD-fi nanced Community Development Programme in the AJK region, and the 
LADDER-Teams have been established at district level under the currently active FAO 
project UTF/PAK/096/PAK, “Community Learning and Action for Demand-Driven 
Extension and Rural Services (Community-LADDERS).” Both DCCs and LADDERS 
Teams have the same composition, i.e. representatives of the government line departments 
and Community Clusters. Each Cluster comprises several COs. 

• Kotli
To visit a Cluster’s activities, observe monthly meeting of the district-level government 
staff and Clusters’ representatives, and to hold discussions with a group of Field 
Assistants on fi eld extension activities.

• Bhimbar
To hold discussions with various line departments and UTF/PAK/096/PAK project 
staff.
Outside the AJK region, fi eld visits were made in the Punjab Province to the following 
places:

9  The author was in the AJK region on a two-month FAO consultancy assignment for FAO project UTF/PAK/096/PAK during which 
these fi eld visits were undertaken. The UTF project is following and strengthening the demand-driven approach which was developed 
under the FAO pilot project TCP/PAK/2509.
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• Faisalabad
To discuss agricultural extension academic programmes with the Director of the 
Agricultural Extension and Training Division of the Agricultural University.

• Lahore
To discuss extension programmes in agriculture with the Director-General of Provincial 
Agricultural Extension Department and to discuss extension programmes in livestock 
with the Director (Extension) of the Provincial Livestock Department.

Meetings with COs and Clusters
Discussions were held in the fi eld with the men and women members of several COs 
and Clusters, located in different parts of the AJK. The purpose of the discussions was 
to learn their views on the organization and activities, planning procedure followed for 
preparing VDPs for demanding extension and other services required by the villagers, the 
extent and quality of services received from various government departments and NGOs, 
problems faced in the work of the CO, and suggestions for further improvement.  

Participation in the monthly district meetings 
The author participated in three district-level monthly meetings of the DCCs and 
Community-LADDERs Teams. This is the platform where frank dialogue takes place 
between representatives of rural communities and service-providing government 
departments regarding the needed services and their provision. Tentative plans are 
drawn and budget is allocated.

Discussions with the government line departments
Presently government line departments are responsible for providing services in extension 
and other technical disciplines demanded by the COs through their VDPs. The author 
held separate discussions with the Heads of the Departments of Agriculture, Livestock, 
Fisheries and Wildlife, Social Welfare and Women Development, and Forestry, with the 
objective of learning how these departments provide services demanded by the COs, 
what are diffi culties, and how the demand-driven modality can be strengthened.

Meetings with policy-level government offi cials
Several meetings were held with the key policy-level government offi cials to discuss 
the demand-driven approach to extension and other services, and the grassroots 
community based planning procedure followed by the COs.

Participation in IFAD Supervision Mission
An IFAD Supervision Mission for the Community Development Programme visited the 
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AJK at the same time when the author was in the region. Several important meetings 
were attended with the mission members to comprehend their impressions about the 
demand-driven extension modality. 

Discussions with the FAO and IFAD projects’ managers
Several discussions were held with the senior management offi cials of the ongoing 
FAO and IFAD projects on the subject of community based planning of VDPs and the 
provision of services by the government line departments.
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Appendix 3

SOME RECENT LITERATURE ON DEMAND-DRIVEN EXTENSION

• Birner, R. and Anderson, J.R. 2007. How to make agricultural extension 
demand-driven – The case of India’s Agricultural Extension Policy. IFPRI 
Discussion Paper. Washington, DC: International Food Policy Research 
Institute.

• Chipeta, S., Zellweger, T., Pesche, D. and Christoplos, I. 2006. Demand-driven 
agricultural advisory services. Lindau, Switzerland: Neuchatel Initiative 
Group.

• Garforth, C.2004. Demad-led Extension. In W.M. Rivera and G. Alex (eds.) 
Extension reform for rural development. Introduction Vol. 3. Washington, 
DC: The World Bank.

• Qamar, M.K. 2007. How to Establish Grassroots Planning Mechanism for 
Rural Communities for Demanding Multi-disciplinary Extension Services  
from Public and Private Institutions; An Illustrated Guide along with a Set 
of Eight Training Modules in Printed and/or Digital Form; Islamabad: FAO 
Representation.

• Qamar, M.K. 2005. Modernizing National Agricultural Extension Systems: 
A Practical Guide for Policy-Makers of Developing Countries. Rome: Food 
and Agriculture Organization of the United Nations. (Available in English, 
Arabic, French and Russian versions).

• Rivera, W.M., Blum, M., and Sulaiman, V. R. 2009. Agricultural Extension 
in Transition Worldwide: Policies and Strategies for Reform. Rome: Food 
and Agriculture Organization of the United Nations (A CD containing nine 
modules; Module 5 covers participatory and demand-led extension).

• Swanson, B.E. 2008. Global Review of Good Agricultural Extension and 
Advisory Service Practices. Rome: Food and Agriculture Organization of the 
United Nations. 

• World Bank. 2004. Extension Reform for Rural Development. Vols. 1-5. 
Case studies on International Initiatives. Washington, DC. (Vol. 3 covers 
“Demand-driven Approaches to Agricultural Extension).
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Table-1 – Social mobilization progress in various districts of AJK from 2007 to November 2009

District Year 
CO Formation CO Strengthening Consolidation1

Male Female Mixed Male Female Mixed

Muzaffarabad 

2007 10 4 2 105 18 4

2008 35 19 8 214 160 38

2009 18 8 10 12 7 4 29

Bagh

2007 25 15 2 10 6 2

2008 43 21 8 56 36 23

2009 16 4 2 21 9 6 4

Poonch

2007 4 9 2 37 35 10

2008 16 13 5 113 83 37

2009 14 4 2 42 10 3 11

Sudhnuti

2007 7 10 3 13 10 3

2008 20 15 4 42 33 9

2009 13 14 7 10 10 5 8

Kotli

2007 6 7 2 35 23 10

2008 39 22 10 70 97 41

2009 38 7 4 5 27 15 7

Mirpur 

2007 13 6 1 18 7 2

2008 32 25 2 45 38 4

2009 8 4 1 17 9 1 4

Bhimber

2007 17 0 0 3 0 0

2008 65 6 2 16 7 3

2009 16 4 1 30 3 1

Total 455 217 78 914 628 221 63

Source: FAO Community-LADDERS project
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Table-2 – A list of Clusters in various districts of AJK as in November 2009

S. No District Name of the Organization Status 

1.

M
u

za
ff

ar
ab

ad

Gujjar Bandi LSO (Registered)

2. SEECO LSO (Registered)

3. Ithad Welfare LSO (Registered)

4. Anjuman Falah Babood Local NGO 

5. Al Asar Foundation LSO (Registered)

6. Area Development Organization (ADO) LSO (Registered)

7. CBO Cluster Heer Kutli LSO (Registered)

8. Cluster Organization for Rural Development Lamnian LSO (Registered)

9. Hallah Development Foundation (HDF) Gujar Bandi LSO (Registered)

10. Human Development Organization (HDO) Talgran  LSO (Registered)

11. Kashmir Development Organization LSO (Registered)

12. Khiar ul Basher Foundation Rangla LSO (Registered)

13. Uswa Development Foundation (UDF) LSO (Registered)

14. Kavish Cluster Hattina Dopatta LSO (Registered)

15. Area Development Organization NJVCDP LSO (Registered)

16. Rose Gund Gran LSO (Registered)

17. RDO Komi Kot LSO (Registered)

18. Kehkshan Cluster (F) LSO (Registered)

19. Chinar Cluster (mixed) LSO (Registered

20. Blandi Welfare Organization (mixed) LSO (Registered)

21. Sewa (mixed) LSO (Registered)

22. Pasbaan LSO (Registered)

23. Amman (mixed) LSO (Registered)

24. CDO Kachali (mixed) LSO (Registered)

25. Shaheen Welfare LSO (Registered)

26. HWO (mixed) LSO (Registered)

27. 

B
ag

h

Maqsood Welfare Foundation (MWF) Local NGO

28. Kashmir International Relief Foundation (KIRF). L NGO

29. Huaman Welfare Dev. Organization (HWDO) Appex Body 

30. HRSP L NGO
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31. 

Po
o

n
ch

Aiman Welfare Organization L NGO

32. Akram Welfare Foundation (AWF) L NGO

33. Dhanak Rural Development Organization (DRDO) LSO (Registered

34. WWOP L NGO

35. Dhamni Rural Support Programme LSO (Registered)

36. Options Welfare Organization LSO (Registered)

37. Pachiote Rural Support Programme LSO (Registered)

38. Paradise Rural Development Organization LSO (Registered)

39. LEAD Development Foundation LSO (Registered)

40. Shama Rural Support Programme LSO (Registered)

41. Rahra Rural Support Organization LSO (Registered)

42. 

Su
d

h
n

u
ti

Kiren Welfare Organization LNGO

43. Gaush Cluster 

44. United Community Development Organization Cluster 

45. Aisar Welfare Cluster 

46. Sahar Rural Development Programme Cluster 

47. Maan Ji Welfare Cluster 

48. LSO Nerian Sharif LSO 

49. LEAD Development Foundation Appex Body 

50. 

K
o

tl
i

Tameer-e-Chaman LSO (Registered)

51. Kohsar Welfare LSO (Registered)

52. LSO Dabsi LSO (Registered)

53. LSO Dhanwan LSO (Registered)

54. LSO Panjera 
LSO 
(Not Registered)

55. LSO Goi LSO (Registered)

56. RCDF LSO (Registered)

57. 

M
ir

p
u

r

Saanj Welfare Society Cluster 

58. Mashal Welfare Society Cluster 

59. Kharhi Sharif Welfare Society Cluster 

60. Roshan Kashmir Welfare Society Cluster 

61. 

N
ee

lu
m

Cluster Coordination Forum Neelum (CCFN) LSO (Registered)

62. Dosut LSO (Registered)

63. Kohsar LSO (Registered)

   Source: FAO Community-LADDERS project
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Table-3 – Training topics, trainee groups for each topic and suggested duration of training under the 
FAO pilot project TCP/PAK/2905 

Training topic Trainee groups Duration

Introduction to natural resources and 
their management (including agriculture, 
horticulture, water-management, livestock, 
forestry, fi sheries)

i. Agricultural extension staff from district and fi eld 
level;

ii.  Rural community leaders
5 days

Process of grassroots planning leading to 
preparation of multi-disciplinary plans on 
natural resources management (demand-
plans) by rural men and women community 
groups to demand services from public and 
non-public institutions.

 i.  Rural community group leaders
ii.  District offi cers of line departments 
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi.  Senior national-level decision-makers
vii. Members of District Project Support Committee

4 days

How to perform as facilitators for rural 
community groups when the latter initiate the 
grassroots planning process 

i. District agricultural extension staff
ii.  Field agricultural extension staff 3 days

Coordination among different line 
departments and non-public institutions for 
the purpose of producing multi-disciplinary 
demand-plans and service-delivery plans

i. District agricultural extension staff
ii.  Field agricultural extension staff 

3 days

Joint preparation of cost/labour-shared service-
delivery plans, based on the demand-plans 
prepared earlier by the rural communities, 
by government departments, non-public 
institutions and rural communities

 i.  Rural community group leaders
ii.  District offi cers of line departments 
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi.  Senior national-level decision-makers
vii. Members of District Project Support Committee 

4 days

Negotiation and contract preparation for 
“outsourcing” purposes, i.e. non-public 
institutions are given contracts for delivery 
of specifi c services against the funds to be 
provided by the government and/or the 
community who will receive the services

i. District offi cers of line departments
ii. District agricultural extension staff
iii. Representatives of non-public institutions
iv. Members of District Project Support Committees

3 days

Joint monitoring of the quality and progress 
of  the delivery of services to the rural 
communities

i. Rural community group leaders
ii. District offi cers of line departments
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi. Members of the District Project Support 
Committees

4 days

Impact assessment of the services delivered to 
the rural communities

i. Rural community group leaders
ii. District offi cers of line departments
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi. Members of the District Project Support 
Committees

4 days

Source: Project document of TCP/PAK/2905
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Table-4 – Progressive formulation of Village Development Plans and Cluster Plans in various districts of 
AJK from 2007 to 2009

District Year 

Completed In-Process

No. of 
VDPs

COs 
Plans(M) 

 COs 
Plans(F)

No. of 
CLRPs

No. of 
VDPs

COs 
Plans(M) 

 COs 
Plans(F)

Muzaffarabad 

2007 18 35 17

2008 50 105 50 25

2009 8 14 07 15 10 21 10

Bagh
2008 23 48 19 25

2009 02 05 02 10 3 07 03

Poonch
2008 17 37 13 15

2009 02 04 01 4 06 02

Sudhnuti

2007 03 08 02

2008 11 25 07

2009 01 03 01 2 05 01

Kotli
2008 40 87 28

2009 04 09 03 6 13 04

Mirpur 
2008 03 04 01

2009 0 0 0 01 03 0

Bhimber
2008 7 19 2

2009 03 9 0 01 04 0

Total 192 412 153 90 27 59 20

Legend: CO: Community Organization; VDPs: Village Development Plans; CLRPs: Community Livelihood 
Rehabilitation Plans (on village basis)
Source: FAO Community-LADDERS project
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Appendix 4

DESCRIPTION OF VARIOUS DEVELOPMENT PLANS

KEY FEATURES OF A VILLAGE DEVELOPMENT PLAN (KHRAVAT VILLAGE), 
A CLUSTER DEVELOPMENT PLAN (TRALA CLUSTER) AND DISTRICT 

DEVELOPMENT PLAN (KOTLI DISTRICT) 

VILLAGE DEVELOPMENT PLAN (VDP)

• The format used for preparing the VDP consists of several forms to enter 
information. One form is for recording the latest particulars of the village 
community. The information to be entered includes name of the village, village 
population, total number of village households, name of the Union Council under 
which this particular village is covered, and particulars of men and women rural 
Community Organizations (CO) belonging to the village such as their names, 
number of members, and what crops, vegetables, natural resources and fruits are 
covered by each CO.

• Another form is on agricultural calendar for the entire year and indicates main 
agricultural activities covering crops, vegetables, fruits, livestock, poultry, etc. 
normally carried out each month such as land preparation, sowing, weeding, 
fertilization, harvesting, etc.

• Another form is on the daily schedule of village residents showing various 
activities usually performed during 24-hours. The activities include such as 
timings for sleeping, praying, meals, farming, collection of fodder, collection of 
wood for fuel, livestock care, social activities, etc.

• One form contains information on land and its use by various COs of the village. 
The information is on total land and its break-up into how much cultivable, how 
much rain-fed, how much irrigated, how much under forests, how much for 
fodder, and how much lying barren.

• One of the forms needs information on the analysis of partners in development. 
It includes major rural development programs (such as National Rural Support 
Program), government departments, what are main responsibilities of each 
department, how good is each department’s public relations with the village, 
objectives if there is any project, how working relationship can be improved, etc.

• Another form is for fi lling in demands for extension assistance in natural resources 
management. The requested information includes basic problems in order of 
priority such as lack of good food, secondary problems such as low agricultural 
production, and specifi c problems such as lack of knowledge of improved farming 
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practices, possible solutions, and needed and available resources, and how to 
benefi t from available human resources at various institutions.

• A quite detailed form is on fi nancial aspects including cost- and labor-sharing. 
The information to be fi lled in includes specifi c activities and their scope, cost 
per unit, how much to be expected from government and non-public institutions 
and CO in loans or grants, etc.  

• A different form is used for writing practical plan. It has several columns such 
as objective, specifi c activities, resources, duration (in most cases three to four 
years), methodology, persons responsible and expected outputs.

CLUSTER DEVELOPMENT PLAN (CDP)
• A form is used to enter necessary information regarding the plan. There are 

several columns to be fi lled in; they are location (village), indicators of specifi c 
problems, suggested solutions, activities, possible sources such as National Rural 
Support Program, projects, NGOs, Rural Community Development Foundation, 
etc. Agriculture Department, IFAD, agricultural development bank, etc., possible 
fi nancial contribution from various sources, total cost estimate, duration, most relevant 
government departments, cluster offi ces responsible, and expected outputs.

• The duration of the CDP is about four years.

DISTRICT DEVELOPMENT PLAN (DDP)
A special form is used to fi ll in the following information in various columns:

• Government department (Agriculture, Sericulture, Education, National 
Rural Support Program, Social Welfare and Women Development, Animal 
Husbandry, etc. 

• Development program
• Development activity
• Expected benefi ciaries
• Time frame (normally one year)
• Led by which department and/or person
• Possible outcome (outputs)
• Monitoring and evaluation 
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Attachment

HOW TO ESTABLISH GRASSROOTS PLANNING MECHANISM FOR RURAL 
COMMUNITIES FOR DEMANDING MULTI-DISCIPLINARY EXTENSION SERVICES 

FROM PUBLIC AND PRIVATE INSTITUTIONS
AN ILLUSTRATED GUIDE ALONG WITH A SET OF EIGHT TRAINING MODULES IN 

PRINTED AND/OR DIGITAL FORM

M. Kalim Qamar, Ph.D. (Cornell)

This is an abridged, without-illustrations version of a guide, which was prepared based on the 
experiences of the FAO project TCP/PAK/2905.  Two versions of the original guide were published 
in Pakistan in 2007; one in English and the other in Urdu. Both versions were in colour and had 
illustrations. A copy of the guide may be requested from FAO Representative, Islamabad, Pakistan 
along with the eight training modules in digital and/or printed format. 

CHAPTER 1.

INTRODUCTION

Background
From 2003 to 2007 (including some time gap due to earthquake), the Government of Azad Jammu and 
Kashmir (AJK) implemented a project funded by the Food and Agriculture Organization of the United 
Nations (FAO) under its Technical Cooperation Programme. The title of the project was “Strengthening 
the extension capacities for community demand-driven planning for natural resources management in 
the Azad Jammu and Kashmir Region”, and it was implemented in selected villages of three districts. 
This project’s main thrusts were grassroots, bottom-up planning for preparing demand-driven plans for 
requesting the assistance of extension services in natural resources management and other technical 
areas, and delivery of services by public and non-public institutions. The project actively involved 
government line departments, rural communities and some NGOs in its fi eld activities, and was the 
very fi rst attempt to establish a process of grassroots planning in a systematic way. This particular 
guide is based on the experiences and many valuable lessons learnt during the project. 
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How the guide should be used
It is important to keep in mind that the success of grassroots planning depends on favourable 
environment, which comprise political will, active policy support and appropriate institutional 
mechanism for encouraging the participation of people in decision-making.
A number of training modules prepared under the FAO project, available in printed and digital form, 
are an integral part of this guide. The guide cannot be properly used without those modules because the 
substantial content of these training modules has not been included in the guide’s text in the interest 
of brevity. 
The guide consists of several steps. It will be useful to draw a plan of work including schedule for 
completing various activities. Starting time of each activity will depend on the nature of the activity. 
For example, some activities such as organization of village level groups and creation of district level 
development committees could be started simultaneously. Others may require proper sequence. For 
example, audio-visual training materials must be prepared before training of various target groups 
could be started. 

Users of the guide
Any government agency involved in development activities at grassroots level can benefi t from this 
document. As agricultural extension services are supposed to take lead in preparing themselves through 
necessary training for introducing the process to rural communities, they should be the fi rst ones to 
follow it in order to establish a demand-driven extension service. Other departments such as local 
government, community development, health services, which work at community level, will also fi nd 
the guide useful.  NGOs engaged in village level development work can benefi t from this publication. 
Above all, the rural communities could become the main benefi ciaries of this guide through their 
comprehension of the grassroots planning and meaningful participation in the process of national 
development.  

CHAPTER 2.

KEY CONCEPTS AND TERMS USED IN THE GUIDE

Grassroots planning:  Grassroots planning is a process which people at lowest administrative level, 
such as village, can meaningfully participate in the preparation of their development plans for further 
action by themselves or by the government. 

Participatory decision-making:  Participatory decision-making means various stakeholders, such as 
government departments, private institutions and rural communities taking active part in making joint 
decisions that affect their lives. 

Stakeholders:  All those individuals or groups who could directly or indirectly, positively or negatively 
be affected by any action such as building of an irrigation dam, no matter who takes that action, may 
be considered as stakeholders related to that particular action.

Training module:  Training module is a tool of training, in printed or digital form, used in improving 
knowledge, skills and attitude of people. It contains lesson plans comprising objective of training, 
technical subject-matter, training method, duration of training, theory part of training, practical part of 
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training, audio-visual aids required to teach, and method to get views from the trainees regarding their 
satisfaction with the training received. 

Audio-visual aids:  Audio-visual aids are those materials which can be seen and/or heard and are 
used in support of teaching or training with the objective of enhancing learning. Examples are charts, 
photographs, digital pictures, audio-cassettes, slides, posters, models, video and fi lm clips, etc.

Facilitator:  Facilitator is a man or woman, who helps a group in understanding the objective, process, 
and conclusions of a group meeting, encourages members to speak out their individual points of view, 
keeps a visible record of main points of the discussions usually on a fl ip chart, and keeps the questions, 
responses and discussions on track in line with the objective of the meeting, without imposing his/her 
own views on the group members. A facilitator “walks” the group through the entire meeting without 
giving the feeling of being dictated to the members, leaving the decisions to be made by the group 
members.

Public and non-public institutions:  All institutions of the government, such as department of livestock, 
department of horticulture, etc. within the ministry of agriculture, are called public institutions while 
all private institutions are known as non-public, such as private companies, commercial concerns,                     
non-government organizations (NGOs) etc.  The organizations such as NGOs () are also called as 
“civil society” institutions. The objective of most private and commercial companies is to make profi t 
while in case of civil society institutions the main motive is to serve the community using the funds 
received from donors. That is why they are also called “non-profi t” organizations.

Line departments:  All those government technical departments which have their offi ces from the 
central to lower administrative levels are called line departments, such as department of agriculture. 

Outsourcing:  In outsourcing, a private or civil society institution is given contract by the government 
using public funds for delivering certain services. Outsourcing is also called “contracting out”.

Field-testing:  When a new methodology or model is developed for the fi rst time, it is tested under           
real-life conditions, in order to assess its suitability and to verify its expected performance, and in case 
the observations necessitate certain adjustments, they are made before it is recommended for general 
use.  

Impact assessment:  When an activity such as a project is implemented, its social, economic, cultural, 
geographic, environmental, and possibly other effects are recorded during impact assessment exercise 
in order to assess whether the project has resulted in higher incomes or had negative effects on 
environment or has strengthened community spirit or has damaged property, etc.

Monitoring:  When the progress of any activity, such as a project or delivery of a specifi c service, is 
constantly or frequently checked from its beginning to the end, in terms of its timeliness and quality, 
it is called  “monitoring”. 
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CHAPTER 3.

MAIN INGREDIENTS OF GRASSROOTS PLANNING MECHANISM

• Political will and active policy level support to encourage the involvement of rural 
communities in decision-making on matters related to their welfare and development, and the 
provision of adequate human, physical and fi nancial resources.

• Workers of agricultural extension service and, if available, of other services, which are 
active in rural development activities at grassroots level.

• Village-level groups of men and women, along with their informal leaders.

• District Development Committee comprising representatives of government line departments, 
relevant government institutions, NGOs, private sector, and rural community groups of men 
and women.

• A clear procedure of grassroots planning from the organization of village-level groups to the 
delivery of extension and other technical services to the rural communities.

• Technically sound training modules and materials on those specifi c conceptual and technical 
topics, which are most relevant to the process of grassroots planning.

• Computer and audio-visual equipment which are location-specifi c.

• Carefully identifi ed target trainee groups comprising stakeholders who are most relevant to 
the grassroots planning and decision-making

• Well prepared detailed training plan indicating all relevant information

• An established training institution or group of professional trainers willing and able to 
engage in capacity building of various stakeholders involved in grassroots planning

CHAPTER 4.  

TRAINING MODULES

USE ALL THE TRAINING MODULES DEVELOPED UNDER FAO/TCP PROJECT AND 
PREPARE ADDITIONAL MODULES ON ANY OTHER SUBJECT IF NECESSITATED BY 
SPECIFIC SITUATION

Rationale:  Most development agencies strongly encourage active involvement of rural communities 
in decision-making process through an appropriate grassroots planning process. However, while the 
concept is appreciated widely, there is little capacity among relevant development workers, rural 
communities and other stakeholders to implement it.  It is therefore necessary to build the technical 
capacity of various stakeholders who will be involved in the process. This capacity building will 
require training in several technical subjects for which training modules need to be developed.
Luckily, as many as eight training modules on key subjects related to grassroots planning have been 
produced under the FAO/TCP project and may be used readily. They were fi eld-tested and later used 
in real life situations. The training modules readily available for use along with this guide are as 
follows:
1. Introduction to natural resources and their management, including agriculture, horticulture,                
water-management, livestock, fi sheries, and forestry.
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2. Process of grassroots planning leading to the preparation of multi-disciplinary plans on natural 
resources management (demand-for-services plans) by rural communities to request services from 
public and non-public institutions.
3. How extension workers should perform as facilitators for rural community groups when they initiate 
the grassroots planning process.
4. Coordination among rural communities, different line-departments of the government and non-
public institutions, for the purpose of producing multi-disciplinary demand-for-services plans and 
services delivery-plans.
5. Joint preparation of cost-labour-shared services delivery-plans, based on the demand-for-services 
plans prepared earlier by the community groups, by government line-departments, non-public 
institutions and rural communities.
6. Negotiations and contract preparation for “outsourcing” purposes, i.e. non-public institutions are 
given contracts for the delivery of services against the funds to be provided by the government and/or 
the community who will receive the services
7. Joint monitoring of quality and progress of the delivery of services to the rural communities
8. Impact assessment of the services delivered to the rural communities by government and non-public 
institutions.
Additional modules, if needed in specifi c situations, will have to be developed using the same format 
as the existing modules have.

Tips on preparing additional training modules: 
• The relevant government department should hire a team of competent technical subject-matter 

specialist and a training methodology specialist on short-term contracts for preparing training 
modules.

• Once draft training modules have been prepared, they should be fi eld-tested and discussed 
with the relevant government offi cials, technical specialists of line departments, NGO’s 
representatives and community leaders. The modules should be fi nalized taking into 
considerations all the comments received.

• The modules should be printed, as well as put in digital form.

CHAPTER 5.

AUDIO-VISUAL MATERIALS

PREPARE AUDIO-VISUAL MATERIALS TO BE USED DURING TEACHING OF THE 
TRAINING MODULES 
Rationale: Different types of audio-visual materials, if prepared and used properly during training 
sessions, can signifi cantly enhance learning among the trainees. It is known fact that the more of 
human senses, i.e. talking, listening, seeing, touching, and smelling, are linked to a learning process, 
the more learning will take place. 

Tips on preparing audio-visual materials:
• Each training module should be reviewed thoroughly to identify the parts of the text or exercises 
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for which various types of audio-visual materials can be used to make learning more interesting 
and effective.

• Artists, photographers and technicians should be hired to prepare the audio-visual materials. 

• The written, spoken or visual text and illustrations for the audio-visual materials should be 
prepared keeping in mind age, religion, gender and literacy level of the target groups of trainees. 
Similarly, the local situational context should be kept in view especially while preparing any 
illustrations. 

• Slides, posters, charts and PowerPoint projections should not be fi lled with too much text or 
illustrations. Congested visuals will cause confusion hence less learning.

• The visual materials should be colourful and pleasing to the eye, not just black and white or in 
dull colours. Attractive designs will enhance learning.

• Educational games in which some learning on specifi c topics takes place during their play are 
powerful tools for teaching as the trainees take great interest and are highly motivated. It is 
strongly recommended that such educational games be developed for various topics.

CHAPTER 6.

VILLAGE LEVEL GROUPS

ORGANIZE GROUPS OF MEN AND WOMEN IN THE VILLAGES, AND IF THEY 
ALREADY EXIST THEN STRENGTHEN THEM 

Rationale:  The existence of men and women groups in the villages is a pre-requisite for grassroots 
planning. These groups serve as platform for the entire planning process leading to the preparation of 
demand-for-services plans. They also play an important role in monitoring the delivery of services by 
government and/or non-government institutions, and in assessing the impact of those services.  

Tips on group organization:
• Discussion should be started by the trained extension staff with the formal leaders (usually 

those holding formal posts with government departments such as school teachers, elected 
members of certain committees, health representatives, etc.) and informal leaders (such as 
elders, tribal leaders, imams of mosque or priests of churches, etc.) of the village on the need 
and usefulness of men and women groups in the preparation of demand-for-services plans, and 
whether separate or mixed groups of men and women be formed. It is essential to reach an 
agreement with the village leaders before talking to people in general.

• The extension staff should hold follow-up discussions in informal gatherings of men and women, 
in the presence of formal and informal village leaders. The topics should include grassroots 
planning, why men and women groups will be needed to carry out grassroots planning exercise, 
how the groups will be organized in a gender-sensitive manner taking local customs, religious 
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and cultural factors into consideration, what will be the functions of the groups, how the group 
leaders will be selected or elected and for what duration, how often and where will the groups 
meet, how the records will be kept, and how trained agricultural extension staff will arrange 
necessary orientation and training of group  leaders and members. 

• Actual organization of groups, keeping in mind that each group should comprise approximately 
from fi ve to fi fteen members, depending on the village population. Too small groups will not 
have critical number of members to make decisions and too large groups will not be manageable 
and could delay decision-making. 

• The extension staff should facilitate the selection or election of group leaders by the groups.

• The extension staff should provide short training to the groups of men and women in the 
benefi ts of having such groups, and procedures to be followed in making decisions while 
preparing demand-for-services plans.

• The extension staff should make occasional contacts with the group leaders and supervise 
group meetings to ensure smooth working. 

CHAPTER 7.

EQUIPMENT

PROCURE AND INSTALL COMPUTER AND AUDIO-VISUAL EQUIPMENT ALONG 
WITH PROVISION OF TRAINING TO RELEVANT STAFF 

Rationale:  Computer equipment will be needed to store, retrieve and process data on various human, 
physical and fi nancial aspects of grassroots planning. Such equipment should be installed in all those 
district offi ces where grassroots planning will be put into practice. Similarly, audio-visual equipment 
will be needed in order to facilitate training of different groups. Training of all the staff members who 
are going to operate and maintain the equipment will be necessary otherwise the equipment will not 
be used after installation.

Tips on computer and audio-visual equipment:
• Technical specifi cations of all the equipment should be prepared by relevant national specialists 

taking into consideration local situational factors, such as electricity voltage, infrastructure, 
etc. before purchase orders are issued. 

• If available, portable, battery-operated equipment should be purchased for convenience in 
carrying them to the events in the villages which are not yet electrifi ed.

• While purchasing the equipment, guarantees for maintenance of equipment for a specifi ed 
period and basic training of staff in operating the equipment should be made an integral part of 
the purchase deal.
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• The district and other offi ces where equipment are installed should also purchase electricity 
generators in view of unreliable power supply and frequent fl uctuations in voltage.

• During the fi rst few weeks, after the equipment has been installed, the relevant government 
department should hire a national equipment specialist to backstop the operation,  trouble-shooting
and maintenance of the new equipment.

• The equipment should be replaced with the new ones when they reach the limit of their life 
expectancy and the costs for their maintenance start climbing up considerably. 

• A list of computer and audio-visual equipment purchased and installed under the FAO/TCP 
project was provided. However, this list is not being provided because the technology has 
changed and the old list may not be suitable for different locations. 

CHAPTER 8.

TRAINING PLAN

PREPARE A DETAILED PLAN FOR CAPACITY BUILDING OF DIFFERENT 
STAKEHOLDERS IN THE SUBJECTS OF THE TRAINING MODULES

Rationale:   As some of the activities could be considered pre-requisites before other activities could 
be undertaken, and as several stakeholder groups are involved in the grassroots planning exercise 
whose capacity is to be built in a number of subject areas, it is necessary to prepare a training plan 
before training activities are started. A well prepared plan will help in making necessary preparations 
for training and proper implementation of the plan will ensure quality capacity building. Refresher 
training to be given to the staff about one year after their original training will help further capacity 
building due to the fi eld experience gained by the trained participants during the past one year or so.

Tips on preparing training plan
A good training plan should include information at least on the following topics:

• Subjects to be taught (write all the topics in the training plan, making full use of the training 
modules developed under the FAO/TCP project)

• Target trainee group/s for each subject (keep in mind the status of various trainee groups 
because each group should be kept as homogenous as possible)

• Duration of each training session (the duration should not be too long or too short).

• Location of training (the training place should be reasonably comfortable equipped with 
necessary audio-visual aids, furniture, etc.).

• Resource person/s (all resource persons should arrive at least one day before their training 
session, visit the training location and discuss the training arrangements with the organizers).
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• Training materials to be used (all resource persons should prepare audio-visual materials well 
in advance of their respective training sessions).

• Audio-visual equipment to be used (make sure that the training location has necessary facilities 
for their use).

• Gender ratio for each trainee group (participation of women should be encouraged wherever 
possible).

• Logistic arrangements for resource persons and participants (prepare a list regarding travel 
and transport, meals and refreshments during breaks, accommodation, secretarial services, 
equipment, etc.).

• Training methodology or methodologies (resource persons should be encouraged to be as 
creative as possible; stereotype lecturing should be avoided; participants should be actively 
involved in discussions).

• 
Theory to practical time ratio (there is no set formula but ideally theory should be kept to the 
minimum while a lot more emphasis should be placed on practical training).

• Indoor and outdoor training ratio (encourage the resource persons to have at least a part of the 
training outdoors).

• Tools and method for evaluation of the training (evaluation should be done by the participants 
on evaluation forms to be prepared by the organizers, covering all aspects of a training activity; 
writing of the names on the evaluation forms should be optional).

• Financing of training activity (this aspect should be prepared in advance and suitable 
arrangements should be made for distribution of applicable funds among the participants).

• Refresher training in the same subjects but of short duration to be provided to the same 
participants after one year of the original training (make sure that experiences and observations 
of the participants who were given training one year before are taken into consideration while 
preparing the curriculum for refresher training).  

CHAPTER 9.

TRAINEE GROUPS

IDENTIFY DIFFERENT STAKEHOLDER GROUPS WHOSE CAPACITY IN 
GRASSROOTS PLANNING IS TO BE BUILT, DECIDE WHICH SUBJECTS ARE TO BE 
TAUGHT AND FOR WHAT DURATION
 Rationale:  The target stakeholder groups who are to be provided training in various subjects, and for 
what duration, is an important part of thee capacity building for introducing the grassroots planning 
process. The training plan will not be complete without this information.
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Tips on the training subjects, training duration and trainee groups
As guidance, the following table is presented, which was used under the FAO/TCP project. District 
Project Support Committee wherever mentioned in the table, should be considered as District 
Development Committee. Other trainee groups and subjects of training may be added if needed. 

Training topic Trainee groups Duration

Introduction to natural resources and 
their management (including agriculture, 
horticulture, water-management, livestock, 
forestry, fi sheries)

i. Agricultural extension staff from district and fi eld 
level;

ii.  Rural community leaders
5 days

Process of grassroots planning leading to 
preparation of multi-disciplinary plans on 
natural resources management (demand-
plans) by rural men and women community 
groups to demand services from public and 
non-public institutions.

 i.  Rural community group leaders
ii.  District offi cers of line departments 
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi.  Senior national-level decision-makers
vii. Members of District Project Support Committee

4 days

How to perform as facilitators for rural 
community groups when the latter initiate 
the grassroots planning process 

i.   District agricultural extension staff
ii.  Field agricultural extension staff

3 days

Coordination among different line 
departments and non-public institutions for 
the purpose of producing multi-disciplinary 
demand-plans and service-delivery plans

i.  District agricultural  extension staff
ii.  Field agricultural extension staff 

3 days

Joint preparation of cost/labour-shared 
service-delivery plans, based on the 
demand-plans prepared earlier by the rural 
communities, by government departments, 
non-public institutions and rural 
communities

 i.  Rural community group leaders
ii.  District offi cers of line departments 
iii. District agricultural extension staff
iv.  Field agricultural extension staff
v.  Representatives of non-public institutions
vi.  Senior national-level decision-makers
vii. Members of District Project Support Committee 

4 days

Negotiation and contract preparation for 
“outsourcing” purposes, i.e. non-public 
institutions are given contracts for delivery 
of specifi c services against the funds to 
be provided by the government and/or the 
community who will receive the services

i.   District offi cers of line departments
ii.  District agricultural extension staff
iii. Representatives of non-public institutions
iv. Members of District Project Support Committees

3 days

Joint monitoring of the quality and progress 
of  the delivery of services to the rural 
communities

i.   Rural community group leaders
ii. District offi cers of line departments
iii. District agricultural extension staff
iv. Field agricultural extension staff
v.  Representatives of non-public institutions
vi. Members of the District Project Support 

Committees

4 days

Impact assessment of the services delivered 
to the rural communities

i.   Rural community group leaders
ii. District offi cers of line departments
iii. District agricultural extension staff
iv. Field agricultural extension staff
v. Representatives of non-public institutions
vi. Members of the District Project Support 

Committees

4 days
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CHAPTER 10.

 AGRICULTURAL EXTENSION STAFF AS FACILITATORS

PROVIDE NECESSARY TRAINING TO AGRICULTURAL EXTENSION STAFF TO ENABLE 
THEM TO FACILITATE THE START OF THE GRASSROOTS PLANNING PROCESS 
FOR PREPARING DEMAND-FOR-SERVICES PLANS BY THE RURAL COMMUNITY 
GROUPS

Rationale: It is not possible to prepare proper plans without following a logical process of 
decision- making. The agricultural extension workers, who will facilitate the start of grassroots planning 
process by the rural community groups, and the group members themselves, should be familiar with 
the basic steps to be followed.
 
Steps of the process
The rural community groups should be passed through the following steps while preparing their 
demand-for-services plans:

• Identify and defi ne the major problems related to agriculture being faced by the rural 
communities.

• Prioritize the problems identifi ed in order of importance, possibly placing various problems in 
the categories of needing immediate, medium and long-term solutions.

• Identify possible causes of the problems, both natural and those caused by people.

• Identify possible solutions of each problem, and the resources needed to adopt the solutions, such 
as fi nance, labour, technical expertise, time, etc., with the assistance of agricultural extension 
staff and additional subject-matter specialists, if needed.

• Determine the fi nancial and/or labour contribution of the community towards possible solutions 
to the problems.

• Select the most feasible solution.

• Prepare a tentative time table for possible services/interventions required from outside the 
community to implement the solutions.

• Identify government line departments and non-public institutions which are known to the 
communities and/or agricultural extension facilitators and who are capable of and willing to 
offer the needed services. 

• Put all the decisions reached on the above points in a tabular form and title it as rural community 
group demand-for-services plan, which will be merged later along with other such group 
demand-for-services plans into a single “cluster demand-for-services plan”, to be presented 
to the District Development Committee for discussion among stakeholders and for eventual 
integration into district development plan.



90

CHAPTER 11. 

DISTRICT DEVELOPMENT COMMITTEES

CREATE DISTRICT DEVELOPMENT COMMITTEES AT DISTRICT LEVEL WITH 
SPECIFIC TERMS OF REFERENCE RELATED TO GRASSROOTS PLANNING 
PROCESS 

Rationale: The existence or creation of a key institution or body of stakeholder representatives is an 
essential pre-requisite in the grassroots planning process. This body has to review the demand-for-services
plans prepared by the rural community groups, merge them into district development plans, allocate 
resources, and make decisions on which services should be delivered by the line departments of the 
government and which services should be outsourced to non-public institutions. 

Tips on District Development Committees:

• District Development Committee will be created in each project district.

Membership of the committee will comprise District Agricultural Offi cer, district-level offi cials of line 
departments, representatives of non-public institutions interested in delivering community services, 
and representatives of rural communities.
The committee may be chaired by the senior most government technical offi cer in the district, while 
the District Agricultural Offi cer could function as secretary to the committee. 

• The committee should meet from time to time, as needed, with the following Terms of 
Reference: 

(a) To provide subject-matter specialists’ assistance to the rural community groups in the matters 
of technical feasibility and cost estimates for alternate solutions to the problems identifi ed by 
the groups.

(b) To approve and integrate the cluster demand-for-services plans (prepared by merging 
demand-for-services plans prepared by several individual rural community group), in the 
district development plan.

(c) To take action for obtaining funds from the IFAD-fi nanced Community Development 
Programme in case there is not suffi cient district budget available to deliver the services 
demanded by the communities.

(d) To facilitate the preparation of plans for service delivery by public and private institutions

(e) To ensure continued provision of national, district or “tehsil” level subject-matter specialists’ 
technical support to agricultural extension staff, especially in subjects like fi sheries and 
forestry, which are not traditionally covered by agricultural extension workers.

(f) To assist in the preparation of contracts for hiring private institutions for delivery of specifi c 
services with government funds (outsourcing), and in facilitating community-sharing 
arrangements in the delivery of services.
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CHAPTER 12.

PROCEDURAL STEPS FROM RURAL COMMUNITY GROUPS ORGANIZATION TO 
THE DELIVERY OF SERVICES DEMANDED BY THE GROUPS: A CHECK LIST

The following steps need to be followed in logical sequence:  
•  Identifi cation of or organization of rural community groups in the villages in case there are no 

groups at present. 

• Identifi cation of public (government) and non-public (including NGOs and private companies, 
individual experts, farmers associations, etc.) institutions in each district, which can offer 
extension services in various technical disciplines to the rural communities.

• Creation of a District Development Committee in each district, comprising the men and women 
representatives of rural communities, public departments and non-public institutions.

• Preparation of training modules and audio-visual aids on the topics of:  (i) Introduction 
to natural resources and their management (including agriculture, forestry, horticulture, 
water-management, livestock, fi sheries, forestry); (ii) grassroots preparation of multi-disciplinary 
demand-for-services plans; (iii) how agricultural extension staff should facilitate the process 
of grassroots planning by the rural community groups; (iv) how agricultural extension staff 
should coordinate among various line departments and non-public institutions; (v) how should 
line departments and non-public institutions prepare action plans to deliver services to the 
communities based on their demand-for-services plans; (vi) how outsourcing contracts should 
be prepared by government departments to be signed with non-public agencies for delivery of 
specifi c services to rural communities; (vii) how the communities should monitor the quality 
and progress of the services being delivered by public- and non-public agencies; and (viii) how 
should rural communities assess the impact of the services delivered.

• Explanation about natural resources management, including agriculture, horticulture,                     
water-management, livestock, fi sheries and forestry by trained rural community leaders to rural 
men and women groups in their respective villages, based on the training received earlier.

• Provision of continuous technical support to agricultural extension staff in the fi eld by the 
national, district or tehsil-level subject-matter specialists, covering agriculture, horticulture, 
water-management, livestock,  and fi sheries.

• Provision of training in the above mentioned subjects to the representatives of rural community 
groups, public departments, and non-public institutions.

• Provision of assistance by the trained agricultural extension staff to the rural community groups 
through facilitating of the process of grassroots planning.

• Preparation of village-level multi-disciplinary demand-for-services plans by the male and 
female rural community groups and their eventual merger to produce cluster demand-for 
services plans.
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• Integration of cluster demand-for-services plans into district development plans by the district 
offi cials, in collaboration with the District Development Committee.

• Decision by relevant government offi cials regarding which services to the communities will be 
provided by the line departments and which by the non-public agencies through outsourcing 
contract arrangements.

• Preparation and processing of outsourcing contracts with non-public agencies by relevant 
government offi cials for the delivery of services.

• Preparation of detailed plans by the public and non-public institutions for the delivery of services 
to the communities.

• Coordination of the preparation of plans covering several disciplines, by the trained extension 
staff, for delivery of services to the rural communities.

• Delivery of services, and monitoring and impact assessment by the rural communities and 
relevant public and private service-providers.

1  Through capacity building of Local Support Organizations (LSOs)
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