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INTRODUCTION 

Pakistan is widely recognized as a pivot point for 
creating greater peace and security in the world. In 
reality, there are two Pakistans. One of them is 
considered by many to be the global epicenter for 
extremism and violence. The other is millions of 
human beings who reject violence and extremism 
and who are working day and night to build the 
foundations of sustainable peace, human dignity, 

prosperity and wellbeing for all. These millions recognize that the road to 
sustainable peace in Pakistan can only be built through constructive 
development processes.  Indeed, the most troubled areas of the country are also 
those with the worst human development outcomes—the most extreme poverty, 
the poorest health and the lowest education levels. 
The HiMaT Indigenous Leadership and Development Program is focused on 
building the capacity of remote rural communities, institutions and leaders for 
sustainable peace, prosperity and wellbeing in Northern Pakistan.  How?  
Through the services of a regional training, coaching and support Centre and the 
creation of linking partnerships that strengthen indigenous social and economic 
development processes. 

THE DETAILS 

What is really needed to move the population of northern Pakistan toward 
sustainable peace, human dignity, prosperity and wellbeing? 
Four critical lines of action need to be woven together into a coherent and 
sustained initiative. 
1. Vision and Spirit – developing a vision of possibility and the spirit of hope, 

enterprise and service.  All the money and technical know-how in the world will 
not move the hearts and capture the imaginations of developing people.  
Unless we find a way to engage the hearts of the people, their communities 
and their institutions, we will not be able to make 
a shift from mere projects that come and go, to a 
movement of people that spreads from heart to 
heart across northern Pakistan—a movement 
that ignites the spark of hope, and the spirit of 
enterprise and service.  This work will require 
extremely careful attention to the spiritual and 
cultural foundations of the people being served 
by the Centre. 

2. Governance Development – This component supports the emergence of 
local and area governance mechanisms that are fundamentally participatory 
and democratic in nature, and that make adequate space for the exercise of 
full citizenship rights.  These institutions must be: 
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a. capable of exercising development leadership and support at the grassroots 
level; 

b. truly democratic; i.e., owned and operated by the people being served; 
c. transparent, accountable and incorruptible; and  
d. oriented to participatory planning of development processes and to ongoing 

learning for improvement of development practice and outcomes. 
The Agha Khan Development Network (and many others after them) have 
facilitated the creation of Village Organizations (VOs), Women’s Organizations 
(WOs) and Local Support Organizations (LSOs).  The LSOs work with clusters 
of 10-15 villages as training and technical support providers, planners, and 
coordinators of collaborative social and economic initiatives that benefit the 
communities in the clusters. 

While hundreds of these organizations have been 
established in Gilgit-Baltistan (and elsewhere in 
Pakistan), many of them have never been fully 
trained and supported to play the role for which they 
were created.1 
An explicit goal of this project is to build the capacity 
of LSO clusters within about five years (including 
their capacity for financial independence).  An LSO 

and its cluster will be considered to be “fully capable” when they can continue 
to effectively promote sustainable development leading to measurable 
improvements in the social and economic life of the people and communities 
they serve without continuous technical support, and when they are capable of 
providing training and support to other, less developed clusters.  In supporting 
LSOs and communities to achieve this level of capacity, we believe this 
initiative will contribute significantly to developing the foundations for 
democratic governance in northern Pakistan and will, at the very least, shift 
the expectations of hundreds of villages and community leaders around what 
good governance can be and what it can actually contribute to the quality of 
life of the people it serves. 

3. Capacity Building – The term “capacity” is a very big word.  We use it to refer 
to the ability to be, to know and to do what is required in order to achieve 
desired development outcomes. 
This initiative targets three levels of actors: individuals, communities and 
institutions.  At each level we need to ask the 
questions: “Capacity for what?”  “Whose 
capacity?”  “How will we know when 
adequate capacity is present?”  The answer 
to these questions always needs to be 
grounded in the very practical work of making 
tangible improvements in the lives of people.  

                                                
1 This analysis was recently confirmed by AKRSP in an internal evaluation. 
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We will know that needed capacity is present when improvements occur and 
are sustained. 
The “HiMaT Indigenous Leadership and Development Program” is essentially 
a learning-driven initiative.  Its goal is to establish a “learning engine” that 
contributes to sustainable social and economic improvement. 
The Learning Process 
The core objectives of the HiMaT initiative revolve around the central idea that 
fostering sustainable improvements in the social and economic life of people 
will lead to (and is really a prerequisite for) sustainable peace in the region.  In 
order to build the requisite capacity within the population—which includes 
engendering the needed vision, values, hope and determination, as well as 
helping people to develop the wide range of knowledge and skills that are 
required—we have concluded that the promotion of learning has to be central 
to any effective intervention.  The people we reach will need to learn how to 
think, act, and inter-relate in ways that lead to the outcomes they want—within 
themselves, within their communities, and through their institutions of 
governance and community development processes, as well as through the 
collaborative networks and partnerships they build.   
Unless this required learning happens, no amount of money will suffice, but 
the kind of learning that is needed has to be anchored in concrete 
development action.  In this context, people don’t really “learn” simply by being 
exposed to information.  They “learn” by 
engaging in real-world development 
challenges, by reflecting on their 
experiences, by being exposed to the 
experiences of others (experts, literature, 
research, role models), and then by being 
“walked with” (i.e., accompanied) on a 
journey of learning and action through 
which they gradually refine what they are 
doing until they get the results they need. 
Sometimes development solutions can appear to be relatively straightforward 
and even simple.  More often than not, though, development challenges are 
actually quite complex and there are no easy answers, no recipes, and no 
technical formulae that can simply be “plugged in”.  Most often, workable 
solutions have to be home grown, usually through repeated trial and error.  
Worldwide experience is showing that this process can be greatly accelerated 
through effective and sustainable learning programs that go beyond 
downloading information to the much richer process of coaching and 
mentoring people through a journey of discovery that is rooted in real-world 
development processes. 
It is for this reason that we are developing a prototype area training and 
support Centre (HiMaT Indigenous Leadership and Development Centre) 
which we refer to as a “learning engine” that will work directly with community 
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development institutions, community leaders and key actors within 
communities, as well as with regional partners. 

4.  Creating an Engine for Sustainable Social and Economic Development – 
By “engine” we mean a driving mechanism that can support, enhance and 
sustain the process of social and economic improvement in a particular 
geographic and social context.  This component of the work refers to: a) the 
development of many small and medium size ventures that build on existing 

opportunities and capacities; b) the 
development of institutional capacity to 
connect people to good ideas, technical know-
how, capital, market chains, viable partners, 
and infrastructure that support social and 
economic initiatives; c) the development of 
social enterprises—i.e., initiatives that serve a 
market need but that also contribute revenue 
that can be ploughed back into human and 
community development initiatives; d) the 
development of utilities and infrastructure that 

serve the public good and enhance social and economic capabilities (such as 
a community irrigation system, a micro-electric generator, or a 
telecommunication service); and e) the eventual organization of all of these 
functions into a publically owned and operated institutional framework 
that is sustainable, transparent, and responsive to grassroots direction. 
The Role of “Quick Wins” 

The “starter motor” for all of this is the encouragement and enthusiasm for the 
process that an LSO and community can gain from a few “quick win” projects, 
in which some sort of short-term and relatively viable success is achieved.  For 
example, in an earlier pilot project (in Kashmir) communities were able to 
virtually double agriculture income (their primary source for livelihood) through 
the introduction of higher yielding varieties of potatoes and corn.  Such 
outcomes can have a startling effect on people’s vision of what they believe is 
possible and therefore on the degree to which they are willing to invest 
themselves. 
Local Initiatives, Development Schemes and Special Projects 

It is inevitable that as local communities and the institutions that serve them 
gain awareness, capacity and experience, they will want to undertake a wide 
variety of local initiatives, development schemes and special projects.  
Examples of such initiatives might range from a community health promotion 
project, a youth and elder cultural strengthening initiative or a women’s 
enterprise project to a value-added agricultural project such as making jam 
from apricots or developing a line of high-yielding seed potatoes for market, an 
irrigation and land opening scheme, an eco-ethno tourism project, a micro-
electrification scheme, a telecommunication infrastructure scheme, a micro 
lending scheme, etc. 
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Such initiatives are fundamental and necessary to the process of 
development.  The HiMaT Indigenous Leadership and Development Centre is 
focused on capacity building, and the project team will work closely with LSOs 
and other community-based institutions to ensure that such projects are well 
conceived, adequately resourced and effectively executed. 

WHY START IN GILGIT-BALISTAN? 

The HiMaT Indigenous Leadership and Development Program is being piloted in 
Gilgit-Baltistan (formerly called the Northern Areas). There are several important 
reasons for this. First, Gilgit-Baltistan is the 
base of the Aga Khan Rural Support 
Programme (AKRSP), which gave birth to the 
local and area development institutions our 
project is focused on strengthening. AKRSP is 
an important collaborator as we build the 
training and support centre and establish the 
critical linkages to funding, business 
opportunities and technical know-how that will 
help to really kick-start development progress. 
Second, Gilgit-Baltistan is relatively peaceful and free of insurgency, but is not far 
from affected areas. At the same time, it does have pockets of extremely poor 
people living in very remote and climactically and geographically difficult terrain.  
Working in these areas as a pilot will allow us to fully develop an intact working 
model for comprehensive poverty alleviation that can be adapted for anywhere in 
the rugged northern provinces of Pakistan while avoiding political and security 
related disruptions until the program is ready to be scaled up and replicated 
across the North. 

THE IMPLEMENTING PARTNERS 

The HiMat Indigenous Leadership and 
Development initiative is being implemented by 
three partner organizations as follows. 
1. The Karakorum Area Development 

Organization (KADO) is based in Aliabad, 
near the ancient capital of Hunza, and will 
serve as the primary implementer of the 
prototype HiMaT Indigenous Leadership and 
Development Centre. 

2. HiMaT Grassroots Development Foundation, based in Pakistan and 
Europe, will provide business coaching and mentoring expertise, as well as 
bridging and linking services to connect on-the-ground activities to technical 
support, resources and know-how from around the world. 
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3. The Four Worlds Centre for Development Learning, based in Canada, will 
provide technical expertise in curriculum development for the training institute, 
in participatory community engagement processes for comprehensive 
planning and ongoing evaluation, and in coaching social development and 
community health interventions. 

ONGOING EVALUATION 

Utilizing a participatory “Outcome Mapping” approach (see IDRC.ca/outcome 
mapping), a base-line of social and economic conditions will be established, and 
targets set related to a) human development, b) household prosperity, c) 
community development and d) institutional strengthening.  Quarterly 
participatory monitoring combined with an annual development forum in each 
cluster will be utilized to create both a quantitative and qualitative assessment of 
the extent to which intended outcomes are being reached, as well as an in-depth 
analysis of what refinements are needed in order to support continuous 
improvement of program performance. 

SCALING UP 

Phase-one on the initiative (2010-2014) will see prototype work expand from one 
pilot cluster (the Chipursan Valley) to three in year one, an additional five clusters 
in year two, four additional clusters in year three, and three more in year four, for 
a total of 15 clusters in the prototype initiative, covering approximately 200 
villages and a population of roughly 120,000 people.  Selected clusters will 
include populations of Sunni, Shiite and Ismaili Muslims. 

COSTS 

Estimated costs for phase-one (2010-2014), including program costs, such as 
staffing and technical support, as well as special seed project funding are as 
follows. 
Year One - $443,192 USD Year Four - $764,853 USD 
Year Two - $791,894 USD Year Five - $674,605 USD 
Year Three - $890,461 USD 
From the foundation of these funds, we fully expect to lever additional special 
project funds of approximately 4 million dollars during this same time period to 
pay for infrastructure and economic development initiatives at the community, 
cluster and area levels.  As well, we anticipate being able to bring our costs down 
considerably, especially in years four and five through income generated from 
various enterprises. 
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KEY EXPECTED OUTCOMES  

1. A replicable model for comprehensive poverty 
alleviation, featuring a fully operational prototype 
regional training and support centre, complete with a 
core curriculum, branch courses and a working 
coaching and mentoring model. 

2. Measurable improvements in the socio-economic status 
of communities being served. 

3. Measurable strengthening of development governance 
and management capacity of local and area institutions. 

4. Strong linkages established between area development 
institutions and processes and a wide range of technical support and funding 
sources both within Pakistan and internationally. 

5. Successful social enterprises and businesses established and already turning 
a profit at the cluster and community levels in each cluster. 

6. A core group of approximately 100 development leaders trained from each 
cluster including women, men, youth and traditional elders. 

7. A cadre of development leaders trained from areas impacted by the 
insurgency, who are prepared to begin the work of establishing HiMaT Centres 
in their areas, thus laying a solid foundation for Phase-two of the initiative. 

CONTACT US 

KADO  Karakorum Area Development Organization 
 Mr. Ghulam Ali, CEO 
 Telephone: +92-344-521-2718 
 Email: gulamali@kado.net.ik 
 Web: www.kadohunza.org 

HiMaT Grassroots Development Foundation 

 Mr. Frieder Krups, Chairman 
 Telephone: +972-52-676-4467 or +45-26-17-05-10 
 Email: fkrups@bybcoaching.com 

Four Worlds Centre for Development Learning 

 Dr. Judie Bopp, Director 
 Telephone: 1-403-932-0882 
 Email: anyone@fourworlds.ca 
 Web: www.fourworlds.ca 


