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CHAPTER 1
INTRODUCT [ON

l.buperience of pirlot projects

1 have always believed that a pilot project is the best way
uf studying all aspects of a problem, of testing and evalua-
ting different approaches and, over a period of time,+inding
mar e effective solutions.

And I have been fortunate enough to be associated with prlot
projects,since 1960 in rural areas,and since 1980 in Uranga,
Karachi 's biggest katchi abadi.

After having worked f+or a long time with rural and urban
pourer classes, the common people, my impression i1s that in
our country they have been strangely neglected and rgnored
by the professional elltes.

Most of the human needs of the poorer classes ave catered
not by the ‘'departments’ or the professional eliltew, bul by
the ‘informal sector’' ,an undergroand economy, nouwrished by
corruption, cheap but inferior,and full ot barassment. (ke
redeeming feature ig that it ie a real 'help youwselves'’
attempl, a real poor people’'s planning for themselves to
supplement the 1llusory official planning for the poor.

2« The problem of katehi abaties

The urban crigis in Karachi has many aspects, but perhaps
the most dangerous aspect s the growth of katehil abadies.
At the beginning of this decade,according to EDA estimates,
there were 362 katchi abadies (unauthorised settlements) in
Karachi .Now there are more than 430, and must probably in
the coming vears there would be many more. '

The emergence of katchl abadies is caused by powerful ecuno-
mic and social trends, which firset appeared with the indus-
trial revolution, and are now moulding the developing count--
rias in Asla or Latin America. It 15 & problem whose magni-
tuwde has grown with each decade in Pakistan.

S.From bull dozing to upgrading
At first our planners thought that they could get rid of the
katchi abadies by bull-dozing them and settling the sguatt-
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ers in official columies like Korangl and LandhicBub the no-
mbher of squatters grew enormous and the capacity to build
colonias dwindled.Moreonver the sguatthers acquired polltical
clout on account of their numberas.While most of them coulkd
not be settled in official colonies, neither could they be
bull-dozed with impunity.Bowing to the doctrine o+ nec&ssity
katehl abadies were to be regularised and uwpgraded:our plan-
ners had to follow international precedents.

4.The dilemna of upqradlnq

T e el o]
Upgrading means providing the same facillties to the katchi
abadias as are provided to the affluent guarters of the city
- roada,plped water,electricity,antd above all sanitation and
underground sewerage.

Upgrading is necessary and wrgent for many reasons & first ,
of coursa, s the humane reason, the imperative of social
Juslice.fecondly, as international experience has shown, it
i dangerous to have larges and neglected sluns, which mnay
become the breeding ground for class contlicts. The early Lmn-
migrants may be docile, but their children become militant.

However, Lthe conventional cost of civic facllities 1 quite
high, gpecially of underdround sewerage. Official or commear-
clal agencies can recover this high cost from affulent cus-
tomers, but cannot do so frrom low income squatters.

fhe hope of optimistic planners to upgrade hkatehi abadies
with foreaign loane ignores Lhe fact that the beneflcaries
vannoul rapay the cost.

GeThe hatahi abadi of Urangi

Settlamaent in Urnngx began 1n 1965.After 1972 it grew rapld-
ly,at prasent extending over seven thousand acres, and hows-
ing approximately one hundred thousand families.It de wtill
growing. The settlers bought land from dalals (touts),and
built housas withpout any government help.

The majority belong to the lower classes- labourers, skilled
workers,artisans,shopheepers,vendors,clerks,atc. There is a
sprinkling of middle claws snterpreneurs. Sample surveys ind-
icate that the average monthly family income is around one
Lhousand rupees.
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The population 1ncludes Mohalirs (old 1mm1graﬁts from India)l,

Eiharis (Urdu speaking i1mmigrants from East Fakistan - now
Bangl adesh) ,Fathan 1mmigrants from the northern areas, immi-
grants from Funjab,and local Baluchis dand Sindhis.

6.Economic and pelitical structure

Fam1liar1ty)witﬁ Orangl reveals that a population as large
as that of Guiranwala or Colombo, receives scanty services
from ofti1ci1al agencies.

The people ot Orangil depend mainly on"informal" {ctten under-—
ground) spurces.land 15 obtained through dalalsscredit, ma—
terial and advice for housing is obtained from thallawalas
(blochk manufactwrers).Self supporting privété schools and
coaching centers tgach their childrens praivate, doctors and
quacPs(phys1cal and spiritual)treat their aiilments.They con-
tinuosly resort to the black market ahd the br1be marlet for
business facilities or welfare amenities or ascape from har-
assment.

That this huge informal sector and its black market is many
times the si1ze of the formal or official sector indicates
the weakness of government planning for the '‘poor.

At the same time 1t indicates the vitality of the poor them-—
selves and their skill i1n the art of surwvival.

Besides the1r vitality 1s demonstrated by the presence evary
where of "anjumans"and "associations! lobbying ceaselessly,
presenting claims and guarding galns.

it is further demonstrated by the growing cnﬁScluDsness,spe—
cially among the new generation, of their collective vote
power and street power.

7.0rangi Pilot Project (OFF)

OFF as an NGO was sponsored by the BCCI (Bank o*lCredit and
Commerce Internatipnal)Foundation 1n April 1980.81nce 1983
the Foundation is giving a generous annual grant of two
million rupees..
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Since 1984 OFPF has also received help,in small amounts, +rom
other donors — Fopulation Division(iLhrough NGO Council), Ca-—-
nadian Embassy, Aga Khan Foundation,NDFC,CEBEMO,Women Divi-
si10n,5w1s5s Embassy and Federal Hank of Cooperatives.

UFF publishes a quarterly progress report in English and Ur-
du bulletins,which contain financial statements and cquarter—
ly and cumulative tables of work.Besides numerous monographs
and case studies are also published.

OFF considers i1tsel+ a research instaitution.Its objectaive is
first tu analyse outstanding problems of Orangi and then by

prolonged action research and extension education, discover

better ‘solutions. ‘

OFF 1tself does not construct sewerage lines or set up wel-
fare clinics or schtols or industrial homes etc.lt promotes
self—-finance and self—management.ﬂy means of research and
extension it tries to change attitudes so that the practice
of cooperative action may grow among the Orangi residents.

OFF 1s very fortunate,thanks to BCCI Foundation and other
donors,1n posessing funds and staff as well as the autonomy
for i1nnovative research, and experimentation.
|

Bince 1980 the following action research programs have
developed models aof community participation and management :

1.58amitation % housing (started 1982)

2.Basic health education % family planning (198%5)

S.Women work cehtres ((1984)

4 .Education project (1986)

S.Economic program for family enterprises (1987)

8.Case study of Women Work Centres Program (WWC)

Women Work Centres Frogram was started in 1984 and after
five years of intensive action research is now self manged
and selt+ financed.

We were aware of the importance of promoting Economic prog-—
rams. But ow first effort to rehabilitate Benarasi wezavers,
or other artisans were miserable failures on accouant of our
ignorance of Orang: conditions.
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The samitation program made us familiar with Orangi’s social
and psychological factors.In 1984 we ﬁe;;ihgie;i once more to
start model building research in the ecoffsmic field.

This time we began cautiously with market surveys.

We realised that the traditional patriarchal pattern of exc-—
lusi1ve dependence on the earning of the father was being sh-
attered by the rising cost of living, uncertain employment
etc.In Orangi wives and daughters were being forced to work
in order to supplement family income.

In fact we found that Orangi was the biggest pool of cheap
women and child labour in karach: and thousands of them were
already engaged in some Lind of "gainful employment”.But the
terms and conditions of work were extremely onergus..

We studied the sociéi welfare "Industrial Homes" an& "Train-
ing Centres” and saw their limitatios.

We came to the conclusion that instead of introducing new
crafts or teaching new arts we should first assist those
already working,and teach them to protect their interests
and upgrade their productive and managerial skills, Lhrough
cooperative grouping. .-

<

?.The stitchers of Drangi

——— i a e e e e e - — —— -
R )

The numbers and ﬁétégor1es of depressed womer and child
workers are very large indeed.The problem is vast 214 flrEt
only one group could be chosen.

We selected the largest category, viz: the stitchers. &gveral
hundred Orangi women are earning a lattle money with th91r
sewing machines —~ the majority doing simple stitching for
contractors. =~ ' )

L.arge quant1t1es of chpap cloth goods like shopping bags,
vl low dusters, thchen towels etc are eypbrted from Karachi
to Europe and America.

The exporters engage contractors who employ women workers
and their childrean.

i
i
¥
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We could not find out the exporters margin of pro+it‘But we
found that the Orangi %ontra(tors were keeping upto pU/ out
of the exporters wage Wnr themselves.

The contractors were not only giving unjustly low wageg to
the helplass women but also cheating them i1n other wayh and
sometimes even harassing them Ba>ually. |

10.How to help the stitchers - support ovrgarmisation
-------------------------------- Boke o e s St ot B b s Gy ey e S e L T Ly it o e e e Py i P e fone

After the survey research OFF ' action research euplored wavys
and means of helping the stitchers, evadently the poPrP:t

and most distressed section of Orang:.
! |

A central supporting 1pstitution was set up ~ now registered
as Orangi Trust.

It assumed the cuntractors functionsiwithout the contractors
profit)—- to procure orders from exporters, to distribute the
work, to ensure quality and punctuality, and to collect
payment atter delivery.

It set up "Work Centres" eguipped with both simple sewling
and industrial machines.

It arranged the trainming of workers as well as supervisors
and managers from among the stitchers.

It obtained donati1ons for the equipment of the Centrés and
for distribution of sewing machipes to indigent stitchers.
| i

1l.How to’help the 5t1$cheré— Women Work Centres (NNC)
For organising, training and servicing the stitchers "blomen
Work Centres" were zset up.

They were guite differéent from "Industrial Homes"

A WWC was managed by a family.It was located 1n their

home. The supporting institution,0OFF did not pay any salary
or rent.From the beginhing the aim was to make the WWNC self
supporting.

OFF brought exporters assignments to the Centre which was
allowed to charge a small commission for overheads and sup-

ervision.
1
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OFF insisted that the hanaging family's main income should
come not from the commission but from wages earned by the
> members aof the family work on the machines.

A Work Centre was equipped with some industrial machines,
and some sewing machines for 10 to 15 workers.

However ,tha more important functions of the Centre were dis-
tribution, collection, checking, finishing and packing of
exporters orders.It was also,in the truest sense, a "learn-—
ing by doing” training place.

Stitchers froﬁ‘the nelghbourhond come to the Centres for
rec— eiving and delivering assignments which they completed
in their homes at their leisure.

Thus they were saved from much inconvenience and harassment.
OPF staff regularly eramined the Centre’'s accounts and the
payment cards of the stitchers every week to ensure that
they got & full and honest share of the exporters wage.

Frequent meetings of the stitchers were held for hesalth edu-
catian and general information.

12.81ory of five years of struggle and growth of WWC Frogram
Based on our guarterly progress reports (18th to I%th), we

» relate the story of five years struggle and growth of WWC
program. The second chapter summarises the objectives, the
approachythe initial difficulties and frustrations.The third
chapter gives the highlights of consolidation and ewp-

“ ansipn, along with the lingering problems dwing the second
and third years, The fourth chapter describes the push towa-—
rds autonomy in the fourth and fifth years, and the fruits
of persistence.The final chapter outlines the present
position of the comletely autonomous and seolvent WWC.

R e i
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CHAFTER 2
THE FIRST YEAR
OBJECTIVES APFROACH % DIFICULTIES

1. Regearch findings
Four months of lnvestigation provided the following insights
in respect of a supplementary income program +or nesdy women

(a) karachi has become a big centre for the
garment industry.One segment of this industry is
sophisticated and mechanised, producing;articles
like shirts,irans,etcfor export.Such factories
employ a small number of female workers but do
not depend on pilece work i1n homes.

The other segment produces large number ot items
like yellow dusters, kitchen towels,shopping
bags,bedsheets, pillow cases,etc.For these items
contractors are engaged who in thelr turn employ
part time home workers.

(b)) There were dozens of contractors who brought

piece work from the exporters and distributed it
to & large number of Orangi women, collected the
finished work and paid the wagees on piece basis.

(c) Wages were quite low and {for the part time
women workers; they were further depressed because

* the contractor kept a big percentage (ofien
uwpto S0%4) for himself out of the exporters rate,

* the contractor took a big cut for the
additional work (like cutting, packing etc) which
cannot be done in individual homes,

* the home workers were also cheated in the
calculation of wages, by various kinds of unfair
deductions.

#and some of them were even harassed sexuasly.

(d) When OFF contacted the exporters and they
insisted that in order to get work from them, OFF
should be in the same position as a contractor.
Its WWC should be equipped like a contractors
workshop to ensure punctuality and quality of
production.
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2.Two level structure

In the light of our research we came to the conclusion that
in order to help the stitchers, to get them regular worh,
and ensure fair wages a twno level structure should be desig-
ned t

* A supporting structure which will perform the funct-
10ns of a contractor, not for profiteering, but for serving
the interests of the stitchers.

* A work centre, managed by a family,which would gather
the stitchers of the neighbourhood, train and supervise
them, receive and distribute the work and wages, to check
qualaty and punctuality, and thus acquire the good will of
exporters. )

From the very beginning 1t was assumed that the Work Centres
will be self supporting.Therefore only the staff of the sup-
porting structure were pald salaries, while the organisers
of the Work Centres or the stitchers,were not put on OFF's
payroll.They maintained themselves on the wages they earned.

Ourr WWC were different from the conventional "Industrial
Homes",in being self supporting and in being free from Lhe
hazards of marketing their products.

1L was of course clear that at the initial stage subsidies
wer e needed for »

(a) the supporting structure

(b) the machinery and equipment of the centres

(C) advances for wages to the centres

(d) losees caused by the i1nitial lack of skill and care

J.Early difficulties and losses

G Bt . e Sy 0 e M e £ e P g P ke e S s P et e Bt e s e s i e B e

(a) We thouwght that 1f OFP could procure work from the
exporters,and start WWC, the stitchers woudld get better and
regular wages. Accordingly a full time manager and an assi-
stant manager was appointed in March 1984 and a vehicle was
purchased for transport.Our first manager, Ms Zarin Majeed,
displayed great ability in researching and-starting the WWC
Program. ’ ‘
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b)) A grant of Ks 1,60,000 was obtained from the Cansdian
Embasay for purchase of machines and equipment far the
centres, and seven centres were st up in 1984,

(<) Our number one problem in the first year 'was lach
of orders j;lhe second difficulty was poor quality and ir-—
regularity of the stitchers work. Large and steady orders
could not be obtained: and even when orders were avallable,
production was slow and could not be edpanded quickly.It was
a vicious circle ' the workers scattered when there was no
work ;3 to get them together agasin required considerable
time, which caused delay an completing new orders,

(1) To enswe quality and punctuality was ot easy @
new stitchers were inﬁllned to be both tardy and slovenly. At
the same time there was continuwous grumbling about wages.
Therse wae nelther loyalty to the supporting institution nar
work disgcipline.

(8) OFF at first could not secure work orders from the
aAportaers and was forced to become & subcontractor and was
repeatadly cheated by some parties.

(f) The first year was a period of frustration and
luss: frustration cauwsed by failure to obtain adequale ord-
ars, lose caused by faulty work of the stitchers and chea-
ting of contractors.We were not encouraged by the grumblaing
y the lack of loyalty and the demand for doles.

However we endured the frustration as unavoidable under

Orangl conditions and bore the losses with the bhaelp of
generous donors.

4.Canvassing for orders

Almost every day the manager and her assistant went out to
plead with exporters and contractors.Several influential
persons, who were reputed to be well wishers of the poor,
ware splicited to use their influence and get some orders
for the WWE., The influence was either not used or was
discregarded hy the exporters.

We expgcted good resultea from publiclty in the press or from
spreches to Rotary and Lions Clubs.We were surely, encouraged
by faveurable reports abput our WWC in our most prestiglious
paper,"Dawn”. But obviously the exporters were not at all
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all impressed, and we had to continue our door to door canv-—
assing. ’

Finally we understood that the law of the marketis like the
lae of the jungle and we must follow 1t faithtully.

Not depending onr kind hearted VIFs and pewspapers we must
solicit the euporters and seek their good will by offering
lower rates, good quality and punctual delivery.

S.Managing production T
————————————————— ———— SN o
The set-backs and losses of the first si munthg‘tonv1nced
us that the future existence of the WWC depended not on

fovours but on’competition. ‘

EYT

R - - . £53 PO R 4 -

The smallness and 1rregularilty of work orders made: bthe task
of efficient production very diffacult.Workers scattered
during the idle periaed and bhad to be cellecfed again and
again«The credihiiity of the WWC suyffered - thwee of thewo
colliapsed. The remaining had to be sustained at hgavy cost.

It was & paradoxxical situation:while OFF receiyéﬂ Mmany requ.-—
ests for more centres from poor stitchers, it fgowld not keep
the eiisting centres busy. -

. . . . L8, .
We learnt that WE-QEFE too optimistac 1n believing that we
can large orders woiidld be obtained quickly many mnew centres *
started. - T e '

We learnt that the real 1o0b of the support staff was to
create groups of loval and trained workers who would satisfy
the exporters by quality and punctuality and cowmpetitive
wages, s T
The frustrations and losses of the first year taught us the
valuable lesson that both procurement of _orders and manage
-ment of production are highly skilful tasks which reguire
cestly and persistent efforts. -
¢ L L N "o 2 1 ¥ 3:-1“
Fortunately we passesaed the determination e persisbt, and
our determination was backed by funds and staff.

4 R I3
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&.The First Centres
|

Here ic a list of the Women Work Centres started in the
first year -March 1984 - March 1985,and wages earned by them
til1l DEc 198%.

‘ CUMULATIVE
CENTER START WAGES DEFUNCT
1.5EC.5/1AHIDA MAR. Q4 147279
2.5EC. 14/AF AL HAR. B84 6431 AUG. B4
3.HARYANA/HUSAIN APR.B4 372 MAY.B4
4, MUJ.COL/ATIYA JuL.84 34329
9. HANIFBARD/HAFIZ JuL.84 192 SEP.B4
6.BIJNGR/I FATMA JuL. 84 12948
7.HUJ.COL/SOHAIL JRN/ 835 153162
8.BEN.COL/GHANI MAR, B3 773%0
9.6EC. 1/AKHTER MAR.B5 31573 SEP.8%5
10.BBOARD/IARIN MAR.BS 30437 SEP.B5
R A St it A R N R A A 2 4 ]

Half ot the ten centres became defunct and half of them are
flourishing ti1ll today(Sep/89).The first three of the defun-
ct centre never really got going, which shows our ineptness
1In starting them. ‘

We made consider able i1nvestmnet i1n setting up the first
centre, providing not only the machines, but also other
equipment and fixtures.0Other centres were provided wiih
machines and smaller amounts were spent on fixtures.

As the financial statements given below will show(sew para
17) the centres were kept going in the first year with
advances for wages and payment of much contingent expenses.

7.Review at the end of first year

The main objective of WWC Frogram was to help low income
families.Inflajlon and unemployment has made their condition
extremely miserable.lt 15 becoming almost impossible to live
on the income of one breadwinner.The traditional patriarchal
pattern has become nonviable.Circumstances are forcing the
previously secluded 'women to seek gainful employment to
supplement family Income.Economic distress has created a
large paol of cheap child and women labour.They are grossly
ezploited; yet they are grateful for their small earnings.
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8. Inadeguacy of Industrial Homes ey

One popular institution for helping poor women is the famous

industrial home.These are establisted by philanthropilists to

“teach sewing, embroidery and handicrafts.S5uch skills are eag

—erly souhgt and industrial homes are useful as training cen

* ~tres.But their scope is very limited as units of production
“and employment.The setting up of industrial homez does very
little to safeguard or improve the condition of those women
and child workers who are subjected to the tender mercies of
contractors and jobbers.

9.0PFP's RPilot Project

Instead of setting up Industrial Homes we decided to suppert
women working im the garment industry. The germent industry
was chosen because it employed the 1argest number of women,
and brcause it was widespread in Orangi.OPF adopted the role
of a contractor, but with a difference: its aim was not to
make any profit for itself;its aim was to increase the share
of wages for the workers themselves.OPP set up work centres
in homes under family contre! so that , in course of time,
female entrepreneuwrs may emerge.lt also heped , in course of
time, to canﬁigbdate WWC- into cooperative sotieties.
10.0rganisation of Women Work Centres

The first step was to set up a supporting institution for
the procurement of work orders.This cpnsisted of a manager,
an assistant. manager asd a transport vehicle They went afp-
und canvassing exparters and contractora. The second step .
wag  to selesk managing families and furnish-the home located
centres with- -squipment ,machines and fixtwes.The third stap
was to ensure quality and punctuality so thakt good will
could be created and maintained. As describpd above (see
para 3) none of these steps was Pasy: n#*ﬁ#§ﬂiessmmihev
required .patiaet mnnstaring and~lnwolvaﬂﬂnuch»#rusiratinn
cand expense..’ 4¢¢»-4 o oo

»

1. Indtial di*#icﬂitﬁéﬁ
‘"*%M!——-“—*ﬂ'—ﬂ#w———ov . 14 A
At firet very iﬂk‘*émnmwers were inclimﬁﬂ:br t,l-'ust ‘the
pairvers OPF, +A31 ‘of them had - thgir ragnxﬁs gontrattors. The
Fact thak- a=Ren~profit instifugion trysﬁgfgn help pomr womern

P
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worhkers was of no consequence to these hard boiled money
bags ,although they did make some sympathetic noises.

Eut we were persistent.We even agreed to do their work at
lower rates.We could do that because we could dispense with
the contractors big margin of profit.

For many months they pald us lower rates, till the repu-
tation of our Work Centres for honesty, quality and punc-
tuality was established and even the contractors began to
resort to them in emergencies.

Great persistence was needed to teach the discipline of
guality and punctuality.Female managers of the WWC plaved a
crucial role in imposing this discipline : they gave
limitless attention to the training and supervisionl of their
gtitchers, and intimate personal relationship made possible
the acceptance of strict discipline.

12-.Role of Industrial machines

e im e o i i o e e e e o et et e e o e S o e et i e

After several frustrating months a new insight was gained
with regard to the relative importance of sewing machines.
Like the founders of industrial homes, we too had imagined
that the conventional sewing machine will sustain the WWC
Frogram. | . | -

However, we learnt that in the competitive commercial wmar-—
ket, which requires mass production and high speed,| spicial
~ised industrial machines rather than the simple sewing
machines- nccupy the central pogition.Simple sewing mach-
ines can supplement and support the work of the special-—
ised machines, but cannot serve as competitive substitut—
es. L

I¥f our WHC wanted to produce for the big commercial market
s5pecially the export market, they must be equipped with a
sufficient number of dndustrial machines along with the sim
—ple sewing machines. T ..

The Rs 1,560,000 Canadian Embassy grant enabled us tp huy
ih@ustrial~machines-a d get inte the mainstream of coms
-ercial preduction.Otherwise our WWC too, like the indultr
—-ial homes, would havb\suffered from the limitations of
retail marketing. ‘
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13.6etting established

By the end of one year the initial difficulties were at
least partially overcome 31 some discipline of guality
control and puipctual deliery was accepted,the goodwill of
some exporters and big contractors was acquired,and groupg
of shilled stitchers and supervisors began to take shape.We
thoght that the program was ready to expand.

In gquick succession three new centres were started. Then came
a fearful test : in April riots engulphed Orangii curfew was
imposed for long periods of time.Althogh there was a 1lull
in May, curfew was once again imposed and normal activities
were cut off.

In June the holy faslts of Ramzan and later the eid festival
caused ritual suspension of work.

The support and reswvurces of OFF and the poor stitchers w111
to survive, saved the program from disintegration.

14.Machines at the centres

All the WWC were equipped with industrial as well as simple
sewing machines.Three centres had cutting machines, five had
Juki and overlock machines,one centre had & baling press.
Between themselves the WWC had fifty simple sewing machines,
fifteen overlock and six Jjukl machines.

This large investment in the first year, which gave competi-
tive strength to the work centres,was made with the funds
from Canadian Embassy.As we will see in the next chapter
more investment was needed and the Embassy gave another gra-
nt of Re 3,00,000 in the second year. Withoot these grants
orPP would have been greatly handicapped and the WWC would
not have become competitive, and consequently could not have
been sustained or expanded.

15.Workers

The cutting mchines were operated only by’éale workers. But
Orangli women sapn learnt, for the first time, to operate the
overlock and juki machines at the centres..

L5, D CLEn
,-?, gp v T .
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The operaticn of thesk machines requires both skill and
staminag & good ope- rator can easily earn more than' fifty
rupees per shift.The machines are generally run in two
shifte.One overlock maghi~ nes thus can provide emplbyment
for two operators and two ‘cropping’ assistants.Bewing
machines at the centre can also be operated in shifts for
the convenience of part time women workers.

Thus with 18 industrial machines the seven centres ,Iat the
end of the year, had the capacity, if orders were available
yto provide employmnet to 42 highly paid skilled operators,
and 42 unskilled assistants, while the S0 sewing machines
could employ 100 stitchers. 1
Major portion of the work has come from the following type
of warhk a- ‘
shopping bags , aprons, kitchen towels, dusters,
bedsheets,pillow cases.

With impropvement in gquality and the assurance of puqctual
delivery the exporters agreed to raise the wage rates for
the WWC.For example while the stitching rate for shopping
bags was Rs 22 per hundred in the beginning, at the end of
the year rose to Rs 30. i

l6.Buppliers

The mainspring of NNC‘Pngram was the procurement of orders.
Almost everyday several hours were spent in contacting part-
ies and canvasging for orders,or delivering the finished
work for checking by the party’'s supervisor. !

During thie first year aut of the many exporters, contractors
and brokers visited by the supporting staff,21 consanted to
patronise the WWC (10 contractors, 9 exporters and 2
brokers) .

I

At the end of the yeart confirmed orders of Re 60,000 per
monthh were avallable while the productive capacity of the
centres wWas Rs 50,000 per month.But the capacity could be
increased quickly. ‘ - ‘
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17.8upporting expenditure and investment in the first year

T e P S S . — S S T gy | Gy P Gy S S P Y Gy e S S S D S S S N S M S A G ey S S Sy gy S A SN S S S SRS ety s S M e .

M e G S . T )y P ' s S Sy ety ) i S

MANAGER 23920

SAMFLES 2149

MEETINGS 2694

ALLOWANCES 3836

MISCEL 4406

CENTRE/CONT 6015

e L et

TDTAL 43060

INVESTMENT Y84~-8% ’
MACHINES 254455

FIXTURES 31514

MATINTENANCE

ADVANCES 62574
RETTmIENEESmaSEsOEEs

TOTAL 348343 _
==========_=======t== ’
ABSTRACT B =
SUPPORT ORG 43060 .
INVESTMENT 3483533
SEDORNOmEOTITISSRIEERS

TRDTAL 391460
EEECSTENETOESSRESSRNERNTD

RECEIPTS

‘DTHER DONORS YBA-FS

CANADIAN EME 160000 o C
Thus from March 1984 tg 31 May 19835 the total axpenditure on

WWC Program wa Rs 3,91, 60;,(59@ above).

Az & result 7 WWC got established with & capacity to warn Rs
S0,000 per month in wagﬁs for 32 skilled , 42 unskilled, and
100 semi skilled warkars_(see para I4). ’

V2 A 3o
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18. Wages earned duritg the first year
From March 1984 to 3# May 1983 the WWC earned the following
amount in wages (see para 16)

Y--84 Y-85

JANUARY F471
FEBRUARY 65460
MARCH 2736 12902
AFRIL T84S 23147 ,
MAY 2977 41845
JUNE 2172
JuLyY 3864
AUGUST 5109
SEFTEMRER 2969
OCTORER Shhd
NOVEMEER 5578
DECEMEER 5719
-ttt -1

TOTAL 40615 93945
CUMULATIV 40613 134340

We felt quite frustrated guring the first year, but in
retrospect it seems the Frogram did not do too badly.DFF's
primary concern was to develop, through research.nra=2r"sa-
tional modela which would improve the condition or ..w
income areas.After one year of intensive action research the
WWC Frogram began ta teach ws how to support women workers
engaged i1n the garment industry.

The Suppart Organisation learnt
procurement and delivery of work grders
setting up family managed work centres
training and supervision of centre organisers
maintenance -

3

The Work Centre organisers learnt
mgragemaent of centres
traiming and sdpervision of stitchers
the discipine of quality control and punctuall delivery
familiarity with exporters reguirement
maltenance of machines and fixtures

Much remained to be learnt as will appear from the next
chapters, but a good foundation was laid in the first year.
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CHAFTER =
THE SECOND AND THIRD YEAR OF WWC FROGRAM
CONSOLIDATION AND EXPANSION

l.Consolidation and expansi10n

In the secon& and third year the NNCAProéram consclidated
itself and expanded, but not without difcicultbties and pro-
blems.

There were problems with the stitchers and the enpor- ters.

Above all there was the scourge of riots and EQrFews. In
December 1986 Orarigla was the scene of unprecedented mas-—
sacres and arsen.Ethnic tensions took alarming proportions.

How these problems were faced is desaribed in this chapte?,
which like the previocus chapter, is based on the quarterly
progress reports aﬁd audirted accounts.

IS

2.Generous donors”“'

Generous donors enabled OFF to undertake risby experiments,
make heavy investments in equipments and training,bear large
losses, and persist in soci1al and managerial education.

Chief among the donors was ECCI Foundation. Their annual
grant ‘'was the bh$1s of all our efforts.The support
structure for www wag “firanced almost entirely from BCCI
funds. -

i - .- -

The capital for machines &nd frxtures was praovidsd by the
Canadian Embassy grants of Rs 1,60,000 1n 1985 and Rs
3,00,000 in 1986.

N -~

In 1985 Aga Khan Foundation gave a grant af Rb A OJ,“UU
-(Rs 75 000 | for a gﬁﬁ;cle and Rs 38,000 for 1ts uﬁeratxan)
The vahzcle furtheﬁ strenthened our capac1ty to kaep the WWC
sdﬁp11ed “with Urd&ré.

Thanks to the genaris1ty of donors the prcgrmm had enough
resources for serv1c1ng existing centres as well as for
setting up new ones.

o
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3.Progress of Women work centres -1984-87

CUMULATIVE
CENTER STRRT WAGES DEFUNCT DATE
1.5eC.5/1AHIDA HAR 84 139258 I
2.8EC.14.AFZAL MAR. 84 6431 6431 AUG.84
3.HARYANA/HUSAIN  APR.84 372 372 MAY.B4
4.MUJ.COL/ATIYA JuL.84 124637
S5.HAFABAD/HAFIL JUL.84 192 192 SEP.84
6.BINAR/I FATHA JUL.84 41933

7.MUJ.COL/SOHAIL JAN)as 253753
8. BEN.COL /GHANI MAR. 85 177709

7.8EC. IA/AKHTER MAR. B85 39537 39537 SEP.85
10.BBOARD/IARIN MAR.85 30437 30437 SEP.85
11 .HAFABD/RAMZAN DEC.85 685568

12,ALG.CO/RAGIN AFPR.86 33162 33162 DEC.8é4
13.5EL. 5/SHARIF JUL, 84 36486 36486  JUN.87
14.ALSADAF /HANIF JuL, 86 48554

lS.SEC.lO/FAHNID 0cT,86 76399 76599 SEP.87
16.SEC. 11/NHUDA 0CT.86 14330

17.SEC.-14/YUSUF DEC, 86

7 new certres were opened (11 to 17) while 3 centres
(9,10,12) closed in the period Dec 85 ~-Dec 8&.Centre 12 in
Rligarh Colony was burnt down during the raiots.

4.Colloboration with contractors — bitter experience
__________________ e e e

0FF decided to disassociate itself from centre 9 and 10 at
Sec 1A and Baraboard.At these centres work was being done in
colloboration with contractors.They were found to be unr&li-
able.After this experience it was decided that in future
such colloboration should be aveoided, as the prxvatp contr—
actors were so keen on mak1ng large profits th- thFY'tFIEd
to cheat OFF, the women stitchers and the expurters.rnence-—
forth OFF shmuld confine its support to famly based work;
centras.

s

S.Economy of women Work Centres

The surviving centres proved themselves to be e: nawical
unzts Irn the first place their overhead expenditures werg
quite low : rent was saved by location in the fahlly resi
-sidence.The whole family participated in production and
supervigion. Most workers were close neighbours.Work hours
were convenelently flexible.Sometime work continued till
late in the night.
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‘The centre managed by a committed famidy for 1ts own benefit
and for the benefit of neighbours 1s a good model to dupli-
cate.It is also far more congenial to the segregated muslim
women than the factory or the contractors workshops.We hoped
that WWE serving close neighbours will smooth the way for
women consumer caoperative societies.

The Women work Centres were helping the weakest and poorest
section of our society. Enquiries showed that where the con-
tractors were previously paying Rs 13 to the stitchers the
centres paid Rs 20.

Case studies published in our uwrduw Journal ,0Orangi,.show that
some women worketrs at the centres were the main support of
the family because the husband was unemployed aor a drug
addict o & chronic i1nvalid.Dthers are widows.Sti1ll others
wanted supplementary income to give better .food or Educatian
to their six or seven or eight children. -

6.Economy of support to Women Wark Centres
The f1rst WWC could not suwrvive 1nd1v1dua11y and seperate
—-ly.Each centre could not get worlhk orders or negaot: ate
properly with the exporters. OPF provided a team of managers
and transport vellucles.Central support was fmeces— sary for

* procurement of orders from exporters’ .

* provisian -of :machines ‘and fixtures

*# training and supervisian

* coordination :between the centres

* promotion of new centres
The expendirture an -the support organisation was similar to
the research and eutension expenditure i1n our low cost
sanitation-program.Iit was hoped that.with ingcrease 1n thre
number of centres and the volume of their garming the
proportiaon of suppart subsidy will decline %11l it ceased
al together.

7. Avtonomous centires

In the second year three autonomous centres emerged which
dealt with the exporters directly and relieved the support
organisation frem the burden and expense of procurement and
delivery of arders (centres 7,8,and 11).The 1nternal manage-—
ment of the centres was i1n the hand of wives,while the
husbands procurad and delivered the orders.be were very
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pleased with this new phenomenon.But when the riots came the
avtonomous centres ,: which did not have the full support of
the central organisation, suffered more than the supported
centres.

8.Three directions of expansion

fs the main hurdle—- the lack of large orders ~was ogveér-
coma, we started planning the expansion of the program in
three directions -

¥ increase the scope of work 1n the existing centres

* affiliate subcentres to the existing centres

* ppen new centres in npther sectors of Orang:
The eristing centres begarn to 1ncrease their productive
.Capacity by engaging more trained stitchers who were i1dle.
They owhed machines and were used to wark 1n their lzisure
time.

An wnteresting development was first observed 1n centre 7
and 8 : the emergence of enterprising women leaders who took
assignments from the WWC not for theselves alone, but for a
group they had formed 1n their lane.They undertook the su-
pervision and checking of the work done by their group.Thus
subcentres ware starited which i1ncreased the capacity of the
centre and at the same time reduced 1ts supervisory burden.

?.8afequarding the interest of the stitchers

Our primary concern was to i1mprove the condition aof the sti-
tchers.However we could help them within the market frame
work and not with doles and stipends.The only real safe-
guard for the women workers was to ensure the flow of work
and wages. l{f work and wages stop not much else can be done.

The market situation is not an easy one for the workers.Work
is seasonal and 1ts volumes and rates are subject to the
vagaries of i1nternational trade. T

Besides there is cut throat competition. There 1s little po-
ss1bi1lity of supporting the workers indefinitely with subsi-
dies ag the htandful of workers 1n  the charitable i1ndustraial
homes are supported. -
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The only way to safety is through competitive skill, and co-
operatve loyalty.In the second and third year OFF built a
network of competitive centres and created a cadre of
gkilled workers and managers.Within this network it became
possible to protect the workers from gross ill treatment at
the hands of profit hungry contractors.

10.Workers categories

i — T f— T S S — o S —— -

We began to keep accurate records of the number of workers

at the centres from September 1984.Thus irn Nctober . M- a2mber,
vecember there were the following categories =9 -
category octeober november december
cutters ’ ) o] 8

Juki operators - - 20 11 10
overlock " 6 0 ]
stitchers - 4956 18 293
pachers 22 12 17
croppers 40 17 13
helpars 20 17 ‘ 13

total 610 383 366

(It may be noted that the fall in the number of workers in
November and Dacembar wag due to the riots and curfews).

The first three categorigs (cutters, Jjuki and overlock ope-
rators) are highly skilled workers , earning Rs 50 or Rs &0
per day, while th& last three are unskilled assistants, mos-
tly old women and children, earning Rs S5 to Rs 10.The
stitchers run sewing machines, generally in their own homes
and earn Re 13 td Rs 20.

- " B A i A
- e iz A:_;J,,—Eb‘ PR
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The following table shows the monthly employment of workers
from January 1987 to 'December 1987 :1-

WORK CATEGORIES- NURKERS % WABES - Jan-Dec 1987.

T- JU- OVER- STIT- PACK- CROP HEL- WAGES AVER-
MONTH  TER KI LOCK ER ER PER TOTAL RE  AGE
JAN 2 15 0 4389 10 22 13 S1L 74421 145.43
FEB 2 14 3 520 13 34 16 503 86319 143.14
MAR § 15 0 542 15 35 {7 628 87247 138.52
APR 10 22 8 419 25 45 23 752 152395 202.&5
MAY 2 13 0 509 27 37 19 6407 124039 204.34
JUN 4 13 0 551 11 40 24 543 119472 185.80
JUL 7 19 4 537 21 &9 38 815 153159 187.92
AUG 13 18 7 402 31 52 31 554 130270 235.14
BEP 7 18 3 429 26 44 40 589 144883 245.96
0cT 12 25 S 527 42 61 39  7it 206294 290.14
NGV 13 24 3 576 42 &8 43 771 201522 261.37
DEC 7 20 0 434 27 44 29 Sal 123750 220.%8
S S SN T A ST TS S S e E T O S SN SR ST N e S S e E I I S S I ARSI RN RS S I IS S SIS
TOTAL 85 218 34 6215 290 571 332 7745 160377¢ 207.07

ll.lingering difficulties
Though definitely less than the first year difficulties and
problems remained in the second and third years.

fr 1nsi1dinous problem was how to avoid the pitfalls of phil-
anthropy and paternalism.There was a great hunger for doles
and subsidies.OFF had proclaimed that it was not a profit
making enterprise; at the same time it had naither the
capacity nor the inclination to distribute doles.We had made
it guite clear that our WWC were not to become like the
welfare industrial homes.Unlike the industrial homes they
Had to become competitive and get into the mainstream comm
-grcial market, by acquiring the goodwill of the exporters
through gquality and punctuslity.This was & hard message
which met with resentment. . '

The second continuing difficulty was the upgrading of the
workers skill.OFF was seriocusly handicdpped by its welfare
association.At first the best workers did not jJoin the WWC.
They wanted to remain loyal to their old contractors.COFF had
to labour like a physiotherapist and uplift the unskilled,
the weak and the unenterprising. It was naot only hard work;
1t caused much finamncial loss.However gradually, in the
second and third year, the complaints, grumbling and losses
grew less and less. '
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The third difficulty was the behaviour of our patrons, the
enportere, contractors and brokers.They generally tried to
offer lower rates and some of them wanted to treat the non-
profit making OPF as knaves treat fools, playing tricks, de-
laying payments,etc. As WWC grew stronger we got rid of
tricky customers, and dealt only with reliable parties.

12.Riots and curfews

Another ominous difficulty was the disturbed condition of
Karachi.Orangli was a specially explosive area because here
large numbers of Fathans,Mohajirs,Biharis, Punjabis, Sindbis
and Balochs, lived in 'close prorimity to each other.

After the Bushra Zaidi i1ncident amd the demq11£inn of Sohrab
Goth {(October 1984) tensions mounted and culminated in thet N
massacres and arson of December 19846.0rangi was in flames.

OFF participated to the best of its ability 1n repair and
rehabilitation and in propagting the message of‘&ﬁ'teful co
existence.

Undoubtedly in fratricidal riots the poorest suffer most.The
earning of the Women Work Centres fell from f&s 1,133,709 1n
October to Rs 45,859 in December, and the number of workers
fell from 610 to 388. :

The presence of a support organisation was specially useful
during this crisis.0FF managers and vehicles rushed during
the non curfew hours to the exporters and kept the centres
suplied with work. (It was a heart warming sight to see the
Fathan women come to the centres for work).

The contractors WHQ*dIFECtly supplied work to Cntres 7,8,and
11 were frightened away by riots and curfews,

After the shattering economic blow there wére:ins1stent dem—~
ands for more centres and machines and OPF got new grants
from the Canadian Embassy ,the NDFC, and the women division.

The ominous threat of riots and curfew still contlnueé and
the people of Orangi have learnt to live with it.

&=
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13.Monthly distributipn of wages — 1984-87
——————————————————————— P—_.—_—_——-.._— i — " — > @Y 187 ———
MONTH Y-1984 Y-1585 ¥-1986 Y-1987
JANUARY 9491 70241 74421
FEERUARY LE6D 3IBOSL  BL319
M&RCH 2736 12902 86638 87247
AFRIL 3845 23147 138323 152395
MAY 2977 41845 90925 123039
JUNE 2172 33946 B4271 119472
JULY 7864 37025 76377 153159
AUGUST 5109 33735 97949 130270
SEPTEMEER 2969 40437 153741 144883
OCTOBER Soids  A6463 115709 206294
NOVEMEER 5578 735046 60226 201522
DECEMEER 5719 61283 45859 123750
- rtr 34—+ 31—t -t 13 -1k
TOTAL 40615 421880 1098315 1603771

========ﬂ======H====ﬁ===================

404615 462495 1320810 3124581

===============ﬂ====‘ﬂ==========ﬂ=======

EUMULAT IV

The above table shows at & glance the growth of the centres,
from the pitifully sﬂall beginnings to respectable status.At
the end of 1984 total wage earnings amounted to Rs 40,5613jat
the end 1987 they amounted to Rs 16,03,771 — forty times
increase. i he steady rise can be seen year by year.

The number and type of workers who earned these wages are
shown In para 10 above.

t4.Women Work Centraes and wages -cumulative till Daec 87

---------------------------------------------- P

CENTER START WAGES DEFUNCT DATE
1.56C.5/1AHIDA MAR.84 414364

2.8EC.14,AFZAL MAR. 84 6431 6431  AUG.84
J.HARYANA/HUSAIN APR.B4 372 372 MAY,.84
4.MUJ.COL/ATIYA JuL, 84 339070

s, HAFABAD/HAFIZ JuL.84 192 192 8EP.84
5. BINAR/L FATMA JuL.84 114943

7.MUJ,COL/SOHAIL  JAN/8Y 649361

8.BEN.COL/GHANI MAR.85 345925

9,5EC, [A/AKHTER MAR.89 39537 39537 BEP.84
10, BBOARD/ZARIN MAR.BS 30437 30437 DEC.8¢
11, HAFABD/RAMZAN  DEC.89 385568

12.AL6.CO/RAQIN APR.B4 33142 33162 DEC.86
xs.sec.SégHAan JUL.B& 36486 36486 JUN.B7
14, ALSADAF /HANIF  JUL.B 207215

15,SEC. 10/FAHMID OCT.84 76599 76599 SEP.87
16.5EC. 11/NHUDA 0CT.8 319039

17.56C. 14/ YUSUF DEC.8 105882

18.SEC,11/5ARWRI  APR.8

19.5€.10/NASEEN DEC.8

20.8EC. 1A/SHHAB FER/89

21.ALSADAF/HYDER FEB-89

DEFUNCT CENTRES
:aI:=I==IIlﬂIzﬂﬂ==BIIBIEI!EIHIHIS!.:SIII'IIlal:.ll=Il
TOTAL 3124583 223216
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Az explained in {(para 4/chapter 3y centre”
disbanded by OFF on account of its cheating by cantractor
partners.Centre 11 in Aligarh colony was burnt down by

9 %

1u ware

rioters in Dec 86&.Centre 13 was surrendered by 1ts organi-

ser.Centre 15 was closed on account of domestic guarrels

the husband was burnt to death and the wife was arrested for

murder.The other centres flourished.

1S5.5upport expenditure and investment ~1984-87

— . . oy L e it ks e s e ey e S e s . S ] o e o S g T S s o P . o D ol N o

Y86-87 TOTAL

MANAGER 239290 24000 133 97053
ASST MAN 19200 22000 41200
ASST NMAN 14400 {4400 - 28800
ASST MAN - 2700 27090
DRIVER 13200 13200 26400
SUBSTITU 1326 1324
P/0/L 13347 17020 30347
REP/VEH 4500 4582 9182
SAMPLES 2169 2517 4686
MEETINGS 2678 25694
ALLOWANCES. . 3836 4050 7906
MISCEL. 4406 7447 1566 13439
CENTRE/CONT 6018 ~ 4145 12160
s s iE s CamEIsSsESasssssES2s oS IRIXSSaIT=oR
TAGTAL 430580 108926 . 83727 237913
INUESTHENT Yg84- 84 Y85-86 ¥Y86- 87 Y87-88
HACHINES 254455 313033 364429 931817
FIXTURES 31514 12000 30963 73477
MAINTENANCE 13916 84G0 22316
ADVANCES 8237% 58388 43516 164478
AR S === eSS S S S S S S S S S 2RSS S 2SS =SS RIS
TATAL 348543 397337 447208 1193088
=SS EESES SO S S S S SRS RS TS S S S2SSS=S3SS3=SS==I==S=ES
ABSTRACT

SUPPORT 08RG . 43030 108926 8392 7 237913
INVESTMENT 348543 39733 447208 1193084
I E R E R R L E R P R R R PR PP PR R PR R R R L E L A1 4 1 ¢
TOTAL 391603 506263 $33133 1431001
2SS E=SZ2EESScCE SIS 2SS oSS SESSS=SCSAZIISES=IIISSI==S
RECEIPTS -

OTHER- DONﬂRa Y84-35%5 - v43-34 ¥3a-87 ¥87-88
------------- Rt B e D ittt kbbbl el bl
CANAD]AN EMB 1600Q0 390000 4560000
AGA KHAN F 103000 28000 131000
NDFC 130000 450000 600000
CEBENMO 80000 8000¢
KOM.DI.BRANT 60000 60009
TOTAL 160000 553000 - 618000 1331000

3:===-=—=======_==-==;===========================
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At the end of the third year we can make the following cost
benefit calculation :

cost

support org expenditure Rs 2,337,912
1nvestment ks 11,93%,088
total Rs 14,331,001
benefit

wages earned by centres (para 14) Rs 31.74,5R7
number of workers employed
in 1987-(para 10)-7745 = 4645 per month

CHAPTER 4
FOURTH AND FIFTH YEAR
FPUSH TOWARDS AUTONOMY

t."Weaning"
By the fourth year the Women Work Centres became competl-~
tive wage earners.They had plenty of orders from eiporters
who were reliable pay masters.The managers of the centres
hiad learnt to supervise the stitchers strictly : leosses due

to defective wark had been reduced.

In the fourth year we began to push the centres towards full
autonomy, financial and managerial.We explained to them that
now that they were strong enough to carry their bu(dens on
their own shoulders, they should no longer depend on OFFP's
support- , and they should not demand that OFP shauld sub-

si1dise them for ever. .

We suggested that they should form a managing committee,
hold freguent meetings, and take over the functions of the

support organisation.
|

The curtailment of sbpport and subsidies , or the assumpt-~
ton of full fimanciral and mangerial responsibility, was not
welcomed gladly.It went against owr fewdal traditions of
dependence on a patron.ft first the WWC resisted the push
towards responsibility as a child resists weaning.

With the same persistence with which we had tralneﬁ and hel -
ped the Women Work Dentres in the first three years, we hLept
in the fourth and fl1fth year pushing them towards i1ndepende—
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T nce,till 1/ the sixth year the sup t organisation was dis-
i ; banded @fid all sub51dles disappeat ﬁ I
1 E S £
h.Steps tDwﬂéds full autonomy
- e ot i e e o e e e e S S B o ot o v o ) B ot et et e
S 1.Formation of the matiaging committee af NNC and

decision to reglgter the WWC as gnpperailve
society. (jan 1988). N

2.Losses to be paid by WWC naot by OPF.(dec 87) /

. :3.Transport cost to be paid by WWC, not by OFF.
] (J;ansa) " :\i‘.li :
e
’*ﬁﬁg 4.Payment of instalments for mach1nes supp11ed
to WWC by QFP. (Jan 88). . L ,
u.Repayment in i1nstalments of advances made to wﬁt q
- (Hun 88)-. . . A

é.Decision to wind up the support organisation.
(june 89). o

7. Assumptlnn of credit support by, Orang1 Trust k
(june 88). , Ll

L - v, o
AEANE o

Every one of these important decision.was taken after prolos
. nged discussions and full agreement with the,managlng codmi—'“
ttee of the WWC. .

3. Need for cooperative grouping
OFP s support organisation had performed i1mportant fuq&@ibﬁs
'_ -t Bl

el

it had brought the stitchers together . o
1t had trained supervisors and managecs B
it had provided ‘investment capital

1t had procured and delivered orders

1t had prov:ided supervision and coordinat:on

it had born losses and given subsidies .

?

* ¥ %k * k *

These functions éustalded the WWC and. made them stfong and
solvent.Without the support organisation the WWC would not
have emerged or survived.

. ' TS, -
%" - - e : -
SRy end v } -
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Now the WWC were strong enough not to need subsidies.But
thay still needed a central organisation to keep.them uni-
ted, and coordinate their activities.We tried to tonvince
the managers of the WWC of this need - the need for coopera-
tion among the weak to make them strong.

The social climate in our country, which promotes both dep-
endence and anarchy, 1s not favourable for cooperative
grouping.

The family managers of the WWC heard our advice with reluct-
ance and surprise.However, they accepted 1t to the extent of
letting us disband theHsupport organisation,and forming them
selves into a cooperative scciety.We do not know the future
prospects of the WWC scaciety in our hostile climate.But in
the meanwhile OFP and the Orangi Trust will continue to pro-
pagate the message of cooperative grouping.

4.No more subsidy for losses

For the establishment of WWC not only much investment had to
be made in machines and trainming,losses caused by defective
work had also to be covered.

Fortunately as skill improved the losses declined.Still the
centres had a deplorable inclination to present loss bills
to OFF rather than to the stitchers.

Atter the third year we firmly declined to pay the price of
their negligence.After three years they must learn to be
responsible.

The last bill for loss (Rs 6,874) was pard 1n June B88- a
loss caused not by negligence but by riots and curfew.Aftaer
that we never entertailned another bill inspite of complaints
about owr hard heartedness.

S.FPayment for transport

Fetching consignments from the exporters godowns and taking
them back almost every day was quite costly.The support org-
anisation maintained two vehicles whose annual expenditure
(salary of drivers, pol, servicing and repair) came to ab-
out thirty thousand rupees per vehicle.
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From Janygary 1988 the WW&-agreed to pay transport charges
which vered only part of the expenditure. ’ e
- -
1pJanuary 1989 the two drivets purchased the vehicles and_
ontracted with the centres as carriers.0PF agreed to pay
their salaries €11l December 1987 to help them g8t . edtab-
lyshed as TCarriers.

r/

Some WWC took loans for purchasing motor cycles for

/transportation.

6.Fayment of instalments for machines

_...-..—-4——-,“» ——————— ey e e s e et e s . e i e i o S B P e

wwe’had‘been equipped with machines and equipment under an
agireement which allowed the WWC ;o use the machines but

. retxined OFP's &wnership was.WWC cled not sell or misuse -
. arp ma:hines.

ERRY
QFthad to spend on the maintennce of these machines ~
Re 13916 - in 1985 4
Rs 8400 in 1986 ‘
Re 7025 in 1987 .

In-~1988 the WWC agreed to pay the cost of Maintenance
themselves. /

.- N -

It was further agreed that the WWC should purcﬁiSu tha mach-
ines and become owners.Tha machines were sold to WWC at
book value calculated by the auditors after deducting SRed-
c1ation It came to Rs 5,352,691 for the old machines andid

1,35,880 for the new m3chines. T
To pay for the owneréﬁsziﬁ‘tﬁe machimes was the hardest de—.\\\\-«
cision made by WWC. They would have preferred to get every
thing free - machines, fixtures, maintenance, advances,tran-
sport, as had been dong i the first three years.We argued
with them that after thre€ years they were not empty handed

destitutes. They were solvent parties and they should behave
like solvent parties.

We told them that the instalments would create a revolving

fund which would be used +or sekting up more centres or for
giving loans to the existing centres.The megotiations ling-

ered for several weeks.Finally the managing commjttee agr-

eed and fixed the number of instalments with common consent, ,e———"

i “
: “

g

t(—l«a Cas

r;_“_ P
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L@mFrom Jure 1988 the WWC b&yan to pay their instalmerts for

MEghlnes. They were not regular, and defaulted freqaah . B
oFF camm1§1ned to the managing committee.Amounts of insta o N
ments werea " further reduced at thear request.Till Dctaber e
1989 the ¥QITQW1ng amounts have been received :- f -
machines price recovery “ .
old 5,592,691 1,146,555 -
new 1,35,880 90,431 B
total 6,811,571 2,007,016

_ The recovery in les"than 2 years of. pearly 1/3 of the total
long term loan 1ndightes that WWC are loyal clients.
g . However as social ;Norkers in Orangi we were not surprised
when we heard th one of the WWC thought that OFF was
" cheating it by faxing instalmeénts for machines which the
by donors intendiyfgp be free gifts. X

We exp1a1ned/to the'angry centre and to the managing comm
~ittee that/ the donors had been duly informed and they had
express— eff their happiness at the conversion of thewr don
—ations into reavolving funds for permanent benefit of Orangi

stltpwérs.
jf7.Repayment of advances
e DT T e — !
The following advances had been given to WWCs:- '
,,_J””’ 1984-85  1985-8& 1986-87 1987-88 total
e e e e o o e ST TR o e et o o e i et e e e e e o
62574 58388 43516 82470 2,46048

In Junz 88 WWC agreed not to ask for any more advances,
which used to be taken previously to cover losses or pay
wages when exporters delayed payment.

Rs 1,79,200 was written of for bad debts or losses.WWC
agreed to repay Rs 74,700 1n instalments.

Till October 1989 they ‘have repaid Rs 68,315,

- o 8.D¥cision to w1nd;up OFF support organisatian
In January 1989 WWC managing committee decided that hence-
forth WWC will dea& directly with the exporters - receiving
consfﬁhments or delivering them directly and not through the
support oranisation. o
The WWC also made independent arrangement for transport,
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! Therefore it was decided that OFFs support organisation for
WC prngram would be disbanded from 1st June 198%.
Howe .zv , wunie of Lhs maiegers . Mr Asif, will be reta1ned as

Secretary of the WWC cooperative soc1=ty.

?.Assumption af credit support by Drang1 Trust

. If the WWC may sti1ll need credit support it w:llihgwggpvi—
ded to them by Orangi Trust sponsored by OFF and ¢
ered in 1986.

Orangi Trust had started, (with the assistance of the Fedral
Bank of Cooperatives,Swiss Development Corporation, and
National Bank of Fakistan), a new program in September 1987
for promoting family enterprises. i

WWC program helped only the stitchers, whil: *-e2 r-... p-ogram
N helped all kinds af workers.

From 1st June 1989,after the disbandment of WWC support org-
anisation ,WWC were affiliated to the Orangi Trust.They could
get their loans from there.

Till October: L?S? 0rang1 Trust has loaned Rs 77 ,45,925 to
252 enterprises of 42 kinds, for example

shoemaking 16
benarsi weaving 22
stitching 23
T thelewalas 50
grocery shops 18
private schools 9
electric works ?
v moulding b
" womeh cooperatives O

Orang: Trust will ensure credit support, .and through &
trained wholstime secretary, cooperative guidance to the
ch. t“ -
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CHAPTER S
PRESENT POSITION

l.Present position of WWC Program

S i L e it P By o P . ot T ot S Y Y i T D D S S e g S e S Sy S

¥ There is no longer any support budget for
salaries of managers,drivers,or transport
or advances.' v

¥ For purchase of machines, equipment, etc
WWC can get loans from Orangi Trust.

* WWC have been registered #s a cooperative
society.Thelr managing committee has been
functioning since January 1988.

* Orangi Trust has deputed an experienced man-—
ager as wholetime secretary, to give coope-
rative guidance, to coordinate, to collect
figures of wages, and write reports.

* WWe are paying instalments for machines supp-
lied to them by OPF.0f the assessed depreciated
price of Rs 6,81,571, WWC have paid (till Oct-
ber 1989) Rs 2,07,016.

*+ WWC have also repaid Rs &8,31% of the Rs 74,900
advance taken in previous years

2. WWC assats

After five years WWC have considerable assets

& finmancial~- machines, aequipment,fixtures,
working capital.

* managerial ability - the family based centres
have provided a unigque opportunity to at least
ten housewives to learn business managament and
entrepreneurship; other family members have alaso
been trained - daughters, young sons etc.

* The emargence of these talented lady managers
shouwld be considered as a remarkable achiavement
of WWC program.
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# Besides WWC have trained more than 1900 staitchers
« who now form an experienced cadre of capable of
completing the exporters orde on time and
according to specifications. . t

* In short a*ter five years WWl pobssSsombst valuable
assets ~ MQEhlnes, working tépital, talented mana-
gers,trained and loyal workews, Sl the goodwill of
large sxporters of Karachi

3.The qéw centres

For the setting wp of the WWC much emnergy &% money was
spent by OFF, as described i1n previous chapters.

The new WWC which are emerging after January 1989 make no
demand for OPF’'s time or subsidies.

They do not demand canvassing by OFP for orders from export-
ers, or transpartation services.

They do not demardd free equipment or fixtures or ccomnpensa-
tion for losses.

Their only demand is for a loan which they start repaying
very quickly.

Four new centres of this type have joined the program since
Jan 1989 and five more are ready to join.

v Thus while it regquired the services of a support organisa-
tion and large subsidied investmet to set up 17 centres from
1984 till December 1988(of which 8 centres collapsed),? cen—
tres have emerged in 1989, without any support organisation
or subsidised investment. )

4,.5titchers consumer cooperatives

Family managed WWC serve as a rallying point for poor women.
They bring gainful employment to their homes.The stitchers
also join the health education and family program of OPP.

Since last year we have ben suggesting to them that they
form consumar cooperatives.Most of them buy their daily
requirements from retail shops on credit.

ﬁ‘; \;4 ’2 “5'%’& ’!Lll‘w'-".—’:_; g ”gﬁ«".«» M:_‘;;:if'..v T N - ”f_mﬂ [}

Zav, T R
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We found a remarkable activist, MNawab Bibi,among the stitch-
ers of Mujahid Colony.She persuaded thirty fellow stitchers

to deposit fees and shares and apply for registration as a
cooperative society.Orangl trust gave a loan fo Rs 30,000.

Nawab Bibi ‘s cooperative has flourished.It has now 70

reqular members and a larger number of custaomers.The coop is
able to give them qgoods of better quality at cheaper price.

We hope that Nawab Bibi ‘s cooperative will have a powerful
demonstration effect and other stitchers in other mohallas
will also form cooperatives.

Nawab EBibi has paid her loan instalment punctualy without
farl.

S5.The story told by tables

The five year story of growth can he told very briefly by
the following tables :-

i.Monthly dastribution of wages - March 1984-Sep 1989
2.Woman Wark Centres and wages —-1984-1989
S.Categories and number of workers - 1987-88-89
4.Eupend1ture‘v support and investment -~-1984-89
S.Recovery of instalments from WWC

4.Cost benefit analysis
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6.Monthly distribution of wages — March 1984-Sap 1989

MONTH Y-84 Y-85 Y-86 Y-87 Y-88 Y-89
JANUARY 9491 70241 74421 148380° 210000
FEERUARY 6560 38056 B63I1F 217275 225000

MARCH 2736 12902 864638 87247 134544 244800

APRIL 3843 2EFL147 138323 152TF93 132600 178000

MAY 2977 41845 0925 124039 121700 1835000

JUNE 2172 33946 84271 119472 65500 1?1200

JuLy 3864 37025 76377 133159 52467 190000

AUGUST S109 33735 97949 1T0270 643046 132000

SEPTEMRER 2969 . 40437 153741 144883 87230 137000
DCTOBER Sb46 46463 115707 206294 1085500
NOVEMBER 2578 73046 6022 2015822 143500
DECEMERER S719  A1283 43859 123730 . 151110

TOTAL 40615 421880 1058315 1603771 1424112 1733000
CUMULATIV 40615 442495 1520810 3124581 4538393 6281693

The fluctuation in wages 1s due to
* seasonal nature of exports

£
* vagaries @f i1nterpational trade

* disputes about quotas

* sudden chaﬁgéslin govt tax policies

¥ riots and curfews

In the midst of such uncertainties WWC have established
themselves as efflgieﬁt praducers. They Have earned §.28
million rupees.Starting with three or four thousand 'rupees
per month they have reached an average of over one hundred
thousand rupees per nonth. ’ o

In 1984 1 nine months they earned Rs 40,615.1In 1989 in nine
mornths they have earned Rs 17,333,000 —more than forty times.
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7 .Women Work Centres % wages —1984-Sep 1989

e ey €0 | S et e YT Nl PO Y it e S oy S By S e P A A T S e St ol e e e B S S S et =D iy

CUMULATIVE .

CENTER START WAGES DEFUNCT DATE
1.SEC.S/ZAHIDA MAR. 84 722418

2.8EC.14.AFZAL MAR. B4 6431 6431 AUG.B4
3.HARYANA/HUSAIN APR. &84 372 372 MAY.B84
4.MUJ.COL/ATIYA JuL.g84 687636

S.HAFABAD/HAFIZ JuL. 84 192 192 SEF.B84
&.BINAR/I FATMA JuL.84 211042

7.MUJ.COL/SAHATIL JAN/8S 885441

8. BEN.COL/GHANI MaR. 83 634923

?.5EC. [A/AKHTER MAR. 85 393537 39537 SEF.86
10.BEBOARD/ ZARIN MAR. 85 30437 30437 DEC.86
11.HAFABD/RAMZAN DEC.85 6856568

12.ALG.CO/RARIM AFR. 86 33162 33162 DEC.86
13.5EC.5/SHARIF JUL. 86 36486 36486 JUN. 87
14.ALSADAF/HANIF JulL.86 89281

15.5EC. 10/FAHMID OCT.8é 76599 76597 SEF.87 |
16.8EC. 11/NHUDA 0CT.86 53786 .

17.5EC. 14/YUSUF DEC.B6 2694352

18.5EC. 11/5ARKWRI APR. B8 23820

19.8E. 10/NASEEM DEC. 88 172110

20.5EC. 1A/SHHAB FEE/B9 131000

21. ALSADAF/HYDER FEB-B89 89000
= S e B P S i
TOTAL &281693 223216

The =setting up of first centres was expensive. Our ignorance
and imeptitude often resulted in wrong selection.In the
first year three centres collapsed, and five more collapsed
in the secand and third vear.

The old centres are now standing firmly on their feet and
the new centres are starting without any subsidies.-

The housewlfe managers prove the potential of our segregated
and suppress2d women.
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B.Work Catmgories & number of workers - 1937—&8—89

ot M 1t £ Lt S S T i N e D ol e T MU S L Y S Y P D S o e A PP P i el v e e PR P e o} e D N e S sl T

CuT~ JU-OVER-STIT~-FACK- CROP HEL- WAGES AVER-
YEAR TER I LOCK CHER ER ER FER TOTA .. RS AGE
1987 a9 218 34 62185 290 T71 332 774FT 1603771 207.1
1788 142 2835 86 SY10 421 788 (478 7710 1424112 184 7
1989 131 210 12T S271 401 7é&6 371 7273 17T3000 238.2

(JANURRY TO SEFTEMBER-198%)

A NN S TN I S N R S T N R N T RS SN AN SN ITT T ARATTNWET

Five years of the WWC program have created a cadre of
managers and supwrvisors and ,abnove all , competent and
disciplined workers.

Their :amﬁwtencb and discipline hag secured the good will of
enporters.There is no nesd any more for the.Directcr of OFF

to make speeches to Rotary Clubs or go arnund With a beggars
bowl. - . .

The WWC stitchﬁrn are .assured of a fair share of the
@Xporters wage becauss tha WWC canmot indulge in
profiteering and cheating.

I A
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9.Eupenditpre— support % i1nvestment — 1984-198%9
Y84-85 'YB3-8s Ya86-87 Yg87-88 ¥ag8-89 TOTAL

SUPPORT ORGANISATION

________________________ - e o = e = A > - - = e = N - " = . - .

MANAGER 23920 24000 9133 24000 52400 133453
ASST MAN 19200, 22000 41200
ASST MAN 14400 14400 14400 19080 62280
ASST MAN 2700 13320 21920 38140
DRIVER 13200 13200 13950 15204 55554
SUBSTITU 1326 ga28 3954
P/O7/L 13347 17020 16548 3924 50839
REP/VEH 3500 4582 3922 11131 24235
SAMPLES 2169 2517 3635
MEETINGS 2694 2694
ALLOWANCES 3856 4050 7906
MISCEL 3406 7447 1564 3776 14090 31305
CENTRE/CONT 6015 5145 12160
W.DIV,TR BR 27400 27400
S I NS S TSI IS E S S AR S S I AN IS I AN S I I NI XIS IR IS AN EABSSINEERSEIINES
TOTAL 43060 108926 85927 90116 173777 S01806
INVESTMENT Y84-85 YB85-86 YB4-B87 YB7-88  Vv88-89 TOTAL

MACHINES 254455 313033 364329 244353 8000 1184370
FIXTURES 31514 12000 30963 8741 83218
MAINTENANCE 13916 84900 7028 29341
ADVANCES 62574 58388 43516 82470 244948
IS aE I AN IR T E I AN NN E SRS RS I I S R EEENEAC NI SIS R EIANENINUSEEORENAR
TOTAL 348543 397337 447208 342789 8000 1543877

IECA SIS IS N C RN I I I IO N I SN AN EE T EESVRIEINIANDANRISLUNITNINSOERCIEAR

ABSTRACT

MR m R e e s R D e T G D WD G e T Y a) SR N TN SR R TU G ¢ S D SR Sy G D A S D Ep v S D SR A N G W A ER N RN 0 S e oh WA WO R am A e e

SUPPORY ORG 43069 %08926 83927 90114 173777 501806
INVESTHENT 348843 97337 447208 342789 8000 1543877
IS TN URS I IICANEIE S AAE SIS NN INISEOIIABASGOEEEXROIZATANINN
TGTAL 391603 506263  I33L3I5 432903 181777 2045683
3ESEE IS SIS ISR NS SIS a N IS S NNSEISNERESIIEEANESNSEIIATITAISRIS
RECEIFRTS

OTHER DONGORS Y84-85 ¥85-856 ¥84-87 Y87-88 ¥88-89 TOTAL
CANADIAN EMB 160000 300000 150000 610000
AGA KHAN F }03000 28000 131000
NDFC 50000 4350000 600000
CEBEMO 80000 80000 80000 249000
WOM.DI.GRANT o £0000 27400 87400
SIS EIZICIASE NI T IS E A SIS SIS T ISEIAEIIRECIINEIJINSETITIRAIITISTIRIIATIES
TOTAL 160000 533000 618000 230000 107400 1648400

S22 IR SIS SN E e I SN TR ESI NI EITIRNRITIRIIESTITDALTIIAITIAIIRS

Now that the support organisation has been disbanded and there is
langr; any budget for support or investment we can review the ex-
u

pan res of the last five years i
% total support @ip Rs 5,01,808
¥ total investaent id,43,877

In the garagraph on cost benefit analysin we will indicate the res-
ult of the support and investment expenditures.
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10.Cost & Bengfit - 1984-89

- Y — o o % o T M S ® . i it T S Gy S S o s e

* COST

1.support organisation ) L S0l
Z2.investment . _ .- 1545877
———— - D T —— ——— ———— “hr}i. ——————————————————————————
total . 2045683

* repayment by WWC (upto Sep 1989)

D i it gy s Sy S S S TP S S S e med Grels W ot P bt B D S S e . R Sy e o g |

i.Instalment of machines 207016
(accepted loan 6&883571) )
Z.Instalment of advance . 68130

(accepted loan 74900)

— - —— — - D — R = G —— A . S T S - G G — S S U W N N = W .

total ( 763471) 275364
% BENEFITS
*+ wages ear-rned (1984-89) &2814693
* wages earnad (jan 89— dec 89) 1733000
* nunber of centres started 21
number ot existing centres 13
* approximate assets of centraes. 1300000
* number of workers avelrage monthly waga‘
1987 7745 207.1
1988 7710 184.7
1989
(jan-sep) 72735 238.2
* wom@n managers trained 13
#* women supervisors trained 32

10.Vigitors and trainees

Since 1987 the WWC program has attracted many visitors.Women
Division has made QFP a training centre which has recejved
99 groups.

Some social welfare project managers complained that thelr
projects lacked the rescurces of OFF, therefore OFF s mod-
el was not really relevant for them.We think that their
obhjection is8 not without welight.
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The promotign of community institiutions requires adequate
resouwces. OQtherwliage there 18 no Aladins lamp to parform
wonders. :

OFF has learnt a great deal in these five years through the
the WWC program.We have plenty of instructive material in
the shape of monthly &@nd guarterly reports, proceadings of
meetings, interviews, caze studies, profiles,etc.

Above all we have thé}damdhutration mocdels of the WWC and
the living EHperianca\af thelr organisers.

OFP har reglstersd itself as & Rasearch and Training Insti-
tute and we would walcome any parson or group who would like
to learn from our experlence.

11.Thanks

Finally thanks should be given tothose who have helpad the
WWC Frogram to graw and prosper 3

# the domors who gave the resources which enabled OFF
to start the program and sustaln 1t,

*# our staff who worked very hard indeed,

% the organisimg families who nourishaed the WWC like
thelr childran,

* the workers who accépted work discipline,
* the enporters who supplied work to the WWC,

# the press reporters who took the trouble of
visiting the WWC.
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