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Exocut lve Summmmry

Tha Ayescha Abad Foundaticon (AAF) waz oatablished in 1983 az a
bold experiment to encourago women producers In traditioral malo
gpherea. A decads has passed and the Ayesha Abed Foundation has
expandad into a large undertaking. (It 12 time to appraise AAF'a
philosophy within the development schema, most particularly of
invelving women In economic antorpricses.

The Ayenha Abed Foundation i3 A perfect site to formulate and
tost a thoeoretical connecticon between lecadership and
entreprenaurship. Secondly,. we assesoc how receplive AAF s
environment I3 to the emvrgonce of “eatreprensurs.”

Since ita inception the Ayesha Attt Foundation'sa institut ional
atructure has included a women't federntion namod Monikgan )
Shromojibi Mahilan Shakt! (MSMS)}. n thoory this fedoraf lon
bocomas the owner of tha enterprice after lonn repaymentz to the
AAF are comolete. For the purpotez of avniunting thoe peaition af
“entrepransurship™ within AAF s concoptunl boundaries, | have
takon MSMS to signify the leadership patentinl of the entoerpriso.

Moot dofinitions of ontreprensur are restricted to a quality
within an individual, and to his achievement of wealth, both
entronched in the Westorn cultural conceplion af an enireprangur.
Michae! V. d. Begaert's notion of group entrepronourship has mors
relevance to & cellective economic enterprise. In it the rale of
the individua! is expanded beyond that of a self serving
antraprensur tao incorporate the tacks of the lfeader. Thuc
|sadorship, which bullda on the congenauan of the group, iz
paralle! to emerging entrepreneurship. OCther valuable foatures
which characterize group entreprenaurchip include group
solidarity, habit of savings., management concopta of tims,
guality..mpasuraments and honouring one's coomitmont, managoment
regsponasibilitiea of decision=-making., orecution and

aecountabl lity, regarding procducticn, markeling and sxpanslon.
The realistic perspective ia that ths women may nover be
compistely Indepandont of the structural support of the escorting
agoncy. The challenge to the escorting agency I2 to define sach
role explicitiy and to delegate reaponaibility over time 30 2% tO
reduce undus dependance of the participants on 'toelf.

AAF has two stated goals:

ta) to alleviate poverty of rural women

(bl to make a commercial auccesa of this enterprise for

somen producers

The firat neceasitates making each zatep in the produstion prodess
as wall defined and siringont as poczible — aimost statlec — to
pravant fluctuations In the production cycle. Poverly
allsviation, en the ather hond, means tho AAF has some
reapensibitity to providing an atmcsphere congenial to paychie
an¢ social cevelopman! of thesa woman. Thiz preosupposes
floxibility in AAF's structures. incraased erper imentation fe
sncourage garticipgation through lfaadnrahip roles, possible
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mistakes and foages and monitoring of change beyond the morholace
— which at once puts the goal of poverty alleviation in conflict
with the above goa!, =ith its atricter cel of commercial
transactions.

This tension In goala ia reflected in the confunion over
particular features of the AAF, cuch as the shareholding cchome,
the role of MSMS and profit distribution, The lack of clarity
over goals begs the guestion: “what has AAF'2 commitment to
entreprensurship been thus far?"

| found that AAF'zs guccessos with group entrogreansurship are
targely at the structural leveli. PFDP'z practices of group
formatien have Instilied within the womoen the habit of savings.
AAF has aleo managod to impart ctrict digscipline concerning
managoment concopts of timo, guality, moasurements and honouring
sna'e commitment.

However, the sclidarity of being werking womon have boon stiymied
largely through the woeaknoss of MSMS. Foolinge of collective
oanership are slow in coming. A fow women said they had heard
that RDP would give them Individual lpans of THI000/2000 teo
inveat in tho WSNS, but they fearecd to do o becauss T would
just increase their personal! indebtedness.

Similariy this woakngea of MSME (2 tled tc the falling of
ieadership development. WMSMS, in (ts present manlfestation,

is not functional. A Tow women remomder |t az a ERAC induced
activity that they practised under an old contre manager which
ceased tws yearz agoe. 't may well be that the women do not have
the full potential! or are too fottored by cultural constraints to
dovelop into (ndopendent producors or sffective leaders for the
cotlective. In that case promoticon of leadershipc will be '
premature. But the baltle is fost even befors (! han begun |f
the gtructure which was to oncourage women in the tirst place i
mol given any basiz In reality. MSMS's ambiguous prasence paint
to institutional neglect of the development of “group
entireprenourshio.”™ The MIMS doe2 not have a congstitution or
uniform siection process, nor has (ts invalvemenl in management
boon sstabliched. At present MSWS paicts in Inatitutional theory
and asz a faint memcry amcong 3 Tuw women,

in practice, the women put their inputs and impogse their demands
through informal consultation with the ceniro managar. This
aspesal to the sentiment in order to get s2ick leave. medical aid,
re-apprailzal of piece—rate and mage ralses ncours az The MSMS
does not have a dofincd employar—omgloyeo rolationship with the
tegislative rights this imposes.

HBoth the AAFg have also beaen slow 10 pacs over managomoent
responsiblilities to the women, st sighificantiy, it has faltled
to set up a communication network with the momen, thusg,
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considerably reducing the |ikelihocd of Increased knoxlodge of
*he full production cycle and sconomic acumen among the woman.

in summary, the Ayecha Abod Foundation iz found ta Be inclinad
towards an individuatligtiz definitien af entroprencurcship. Those
ramarded with head positions and gremoticns are gonerally
selacted by the AAF managoment. Thore io the fear that the
gxceptiona! fex who have been pul in positions of respensibility
without the endorsement of the 2ollective may actually not
reprosent the ethos of the whole,

AAE's comm|tment to itz goal of poverty alleviation through
empowsrment lg found wanting. Salma Omar Chowdhoury's 1883 roport
on tha womsn In the slik realing conter in AAF show that the
woman's contr ibution te family decisiens g limited.

{Chowdhury, 1993:18) The freguently c|ted case of Improved
appearances and confldent attitude as examples of empowerment,
therefors, have not transiated inte any gerious structural
transformationg in women's socic—aconomic reallty.

However, 3uch a eritigue is not entirely apelicable baforo AAF
re—pvaluates its dovoicpment vision and itz expectations for the
future. ([t Bhas to decide and dafine |Its midooint belween itz two
professed goals: poverty alleviation and commercial Juccess. And
it has to disseminate thiz vizien uniformly to all the actors
xithin |ts enterprize. Without clarity in goals, progress will
ne lccalized, and not soclally significant.




Implications for Managementl

The recomssndatlions are kepl briel and geperal bacaunes it in felt
Lhat the real recosmendations will eserde oul of dialogue beleeen
sanagemsenl and Lhe women.

«dn the interest of & clear developsenl wvision amd Iiw
linkagvas, & mesbing belevesn AAF managesent, Lrusiess and
MEME women Lo reassess AAF's goalas, ils cosmitteent Lo
eapowe rosnt, and iie gulding methodology.

sdm Lhe interest of espoworment; i sonlloring cell Lo
focument Lhe lmpact of AAF on gender relations and social,
cultural and sconocmic conditjone beyond Lhe work plarce.

+din the interest of institution building; a [ormsal
const ibution For MSHMS/JEMD with guldel ines for its slection
PO e R representatl lon b AAF mi A c@menl il
accountabil ity to its constiluencies. AL presenl, MNSMS
exluts A A mesory In institutional history but has Bo
formal basnis in realily. This is one of Lhe major causes
for Lhe conlusion over ila rale amd [or L nol being

functional .

MEMS s ambiguoun presence point to instilullional neglect of Lhe
development of “group estreprensurship.”

«in the interenl of “group enlreprencurship,” a concerted
ef fort by managesent to open up comsuticalion channels wilth
the women and to share managemenl responsiblilitles with
them over time, Initially, sansgesenl may well have to
Lioke reaponsibility to instill in Lhe women Lhe importance
of MSMS hy insisting on meetings, formal alections and
leadership accountability.

If AAF declares Lhal its First, mosl lmportanl prierily ks Lo
provide asaningful employment to women, Lhen

+in the interest of serving as an example for all economic
institutions invelving women, an application of a deflined
eaplayer/feaployse relationship with fair ledisiatjons
voncerning ade, wage, child care, bealith poalicy, warking
houwrs and legal righit=z that this relal ionship presupposes.
This takes a holistic approach Lo wesen's sullipls
realition.



Introduction

The Ayeaha Abed Foundation was satablished in 198) as a bold
experiment toe Ia) invelve rural women In traditional aale
sctivities, such as, wveaving, printing and tailoring and (b) to
inatitutionalize management services and market condulits for
these upcoming women producers. decade has passed and the
Ayesha Abed Foundation has ex into a large undertaking., A
1992 BRAC pubil imhed ACOCESS newaletter reported that at present {4
such centren are functioning in Manlkgan), Jasalpur, Sherpur and
Jeraars, providing employment to sore than 5000 women through 110
sub centres. And the Foundatlon's connection te Aarong, a
successlul shopping chain, has assured it a strong and far
reaching market. ACCESS cites the Foundation's sales as a
scasure of success of the exparisent: sales have gone from TK 2.2
million in 1985 to TK 41.2 million in 1091.

Along alde these linancial consideratiens, it is alws times to
appraiss AAF"s philoscophy within thes desvelopment schema, mosxt
particularly of invelviag wvosesn in sconcomic enterprises. Thias
paper atteaspts a critigos of the Foundation based on general
cbaervations of its whole operation, keeping in mind Lhat Lhe AAF
is & highly complex structure. The guiding intentions of the
papsar are Lo

[&) lace AAF within a theoretical context of
entreprencurship development”™

ib) identify some of the favourable and problematic
features of AAF's strategy towards involving women in
econamle enterprise

le) provide concrete recommendations arising from Lthe
eritigue.

Objective.

Our paper, Litled “Institution Building and Developsent in Thres=
women's Villege Organizations: Pearticipation, Oswnership,
Autonomy,” highlighted interesting aspects of leadership creation
within VOu once we Look the natures of participation of Lhe wvomen
into conmlderation. Howevar, it left untouched the crucial
gqueiation of vhat the actusl connsction betwesn leaderahip and
participation was.

The Ayesha Abed Foundation iz s perfect site bto study thiz
guestion. It is an saclave lor women, forssed Lo uplift Lhem
economically through their work as producers and socially through
their develapment Lhtlo enterprising entreprenwurs. Here ths
economic and social participation of women Is sought, exclusive
of socistal male prerogatives.

. |



Thua, the firet objective of this paper was to sketoch an useful
dafinitlon of "entreprensuraship” which incerporates both
leadership creation and particlpation. The second objective was
to locate AAF'"s working definition of “entreprensurship” within
the former, in oprder Lo assess how responsive AAF's enylroneent
is Lo Lthe saergence af "ontrepreneurs.” Some speciflic research
guestions which gulded e ws2re:

(a) How is AAF connected to BRAC and Anrong”

ih) What are AAF's defined objectivesT lts cheerved

priovitiea” "
{c) What are Lte expectations for the future®

The ultimate objective of the paper was to document and snnlyse
ane case of leadership development to augment n larger, more
thearetical study of the subject.

Methodology
My methodalogy was simple and consisted of:

reviawing relevant literature which included theoretical
sritings and cease studies of womsen engsged in economic
enterprise. 1 also used BRAC reporti= on the AAF as case
studies to be re-interpreted along the general focus of may
FApeT

I. intervisving key managessnt pesople within the AAF Tor their
assessaent af [ts progress and plans for the future. These
included interviews with the Oeneral Manazers of both AAF
and Aarong, the Centre Managers of Manikgan) and Jamalpur;
and relsvant Programme Organirers.

3. npvn*lnd;d discussjions with select wopen in Lhe AAF; such as
sub-centre Iln-charges and section-heads, assuming they sould
represent those with greatest potential for
"sntreprensurship.”

Limitations

This was a shert one sonth long study during which time I
rosilricted ay ressarch to interviews and conversations lnstead of
cross checking word against action through ohsarvation and
scrutiny of books. However, this sacriflce of detall was _
intentionsl because | wanted te do a genersl study of perceptions
and practices of key actors Lo grasp AAF's philosophy sl work.

I resiricted oy study Lo AAF, Manlkgan), using AAF, Jasalpur fer

purposes af comparison. A study of all four centres would have
given me a fuller plicture of the interconnection between
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institution, market and seclial factorms.

1 have alac not been able te tackle Lhe following questlions
ralsed by thia ressarch: vhat potesntial do the women have Lo
develop inte entreprensurs® and, what are their specific social
constrainta? These deserve strong consideration to glve us a
fuller picture ef the process of “entreprenesurial developmsnt.”

Another line of guestioning., althougsh secondary to this study but
interesting in order to show cross programme influsnces is: what

1% the correlation betwsen VO loaaderahip and participation in the
AAFT Doea greater Job security and sanagement experience in the

Job translate into local responsibility®

T hope that, despite jta limitations, thia paper offers soms
fresh insights inte the warkings of the Ayesha Abed Foundation.

"Entrepreneurship"” in Economic Enterprises:

This section attempts to coin a workable definition of
*entreprensurship” most relevant to a collective sconomlie
enterprise. It also sheds light on common biasss assoclated with
the vord which often distort our expectations of the participants
invalved jn any ecopnomic venlure.

Haka Rashid's reporil “VWomen in Local Markests and Commercial
Areas” highlights clearly the blinders most assume towards Lhe
development of entreprencurs within collective enterprise.
Rashid's working definition of an entreprensur is restricted to
at individual, to the achievement of wealth and to Individual
acquisitivenegs, all three entrenched In the Western cultural
conception of an entrepreneur. This cultural parspective tands
to parrow entraprensurship to a quality within a psrson or a
fasily, Moreover, the revards of this type of santreprensurship
is limited to one person or a fumily. If we taks the solitary
eplrepreceur as the focal point of growth, we risk feeling only
fatslism about the progreas of the group. Hence the naed for a
definition of "sntreprensurship” which invelves the particlipation
of the group.

Hichasl V. 4. Bogasrt's notlon of group entreprensurship has mors
relevance for understanding and critigquing =conomic enterprises
invalving fndigenous people. According to Bogmert, group
entreprensurship

oo im & process of grosth in entreprensurship and sanAagesenil

by a group of produrers, from the slage cf absence of
entrepreneurial and mansgerial akilla, to & point where th=
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group has developed the necessary organizational structures,
and fulfils practically all functions of & fully=fledged
production, marketing or cr=dit co-operative. This requires
an #nabling role. played by one or several organizations whe
T;;:r‘;ﬁth group through the growth proceas. {(Bogasrt.

i )

The role of the Lndividual is not excluded in this schesama but

expanded beyond that of a self serving entreprensur to
encapsulete the role of the leader.

L3
Thus leadership development (s paraliel to emerging
entreprensurshlp. "It reflects the perception that effective
leadership in women's interests is & necessary #lement in the
successful promotion of women's participation in development.”
{Anne Marie Goete,1993:1). Furthermore Uphoff warnn Lhat
leadership cannot be developed as an "individual capablility.”
i.e. by arbitrary selection by a few. This would ignore the
collective will of the group shich create leaders, elther through
direct cholce or through cooperation: He also stresses that the
lesderahip role sust be kept relatively free of power iabalances
by making the leaders accountabls to their conatituencies.
Provisions to rotate responsibilities will ensure that experience
is widely shared within the group, reducing dependence on a Tew
persons and increasing the potential leadership pool.
tUphafl,1986:201)

Bogaert forwards other valuabls features which characterize group
entreprencurship:

Solidarity, defined as the abllity and readineas to place the
good of the group before self-interest. If this stage is
outgrovn, the temptation to becoms individualistic, to compete
and Lo renounce the group, growe strong. Therefors, a atrong
ideologloal bgse gives surest protection againet this
contingency. Echoing Michael Bogaert's perspective, Usha Jumani
has alse streased: "The strategy of strengthening women's
egonomic sciivitien has to mddress the twin oblectiveas of
increasing Lncome snd Incressing solldarity of women.”
IJumani , 1981:12)

Savings in an integral part of a good group-entrepreneurship
venture and It has to be enforced from the beginning wmtil it
becomes an established practice asond the participants.

Managesent concepts of tiee, guality, measurersents and honouring
one's cosmitment: these ars not the sase asond rural people as
for organized market agencies. Only very atrict gquality contral
and the sdoption of plece-rate payment at delivery Introduces the
necessary discipline.



Managessnt respoasibilities of decislon~saking, ®xsculion and
accountability, regarding production, sarketing, expansion and
all the different features which sake up the economlecs of ths
enterprise. The realistic perspective im Lhat in all probability
the wosen may never be complstely independent of the structural
support of the sscorting agency. The challengs to the sscorting
agency is to define esach role explicitly and to delegate
reaponaibility over tiss so az to raduce undue dependence of the
participants on itself.

Simce its Inceptlion the Ayesha Abed Foundation's institutional
atructure has included a vomen's federation named Manikganj
Shromojihi Mahila Shaktl (MSME). * Far Lhe purposes of evaluating
the position of “"entreprensurship” within AAF's conceptual
boundaries, 1 have taken MSMS to signlfy the leadesrship potential
af the enterprine. After a brief deacription of AAF's structure
and gonls, ! will map MSMS sgainst the [ramevork ler group
sntreprensurship sketched above,

AAF as Enterprise

The institutfional structure of Ayesha Abed Foundatieon defies
strict categorization. [t iz best described as & canopy for a
variety of forma ranging from corporate tan co-operative. MCESS
has provided a brief description of AAF's present sanagesont
structurs and | have appended flow charts at the end 0f the

paper.

It is headed by an Executive Trustee who s The Executlive
Director of BRAC. The Ceneral Manager Is next in line., His rale
is largely that of a linison office betweon BRAC, the donor
consortjum, the board of trustees, Aarong and Lhe employees of
AAF. He ila seated in Dhaka and makes regular field viaits to the
four Foundatlions. Each of the Foundatlons |Is headed hy & Ceantre
HManager who Is interpally sejected, S5/he is responsible for the
svepry day mandgement aspects af each Foaundiation vhich includses:
enllecting/distributing orders from Aarong, production detsails,
transportation, parmsent and employer/eaployes relatjons. S/he
§oes to Dhaka severul Times a month to collect orders from the
Froduction Services atl Aarond (at present the Foundation produces
exclunively for Aarong|. The Cantre Manager also coordinates the
activities of Lhe Programses Organizers vho are delineated by
task: accounts, store and prodramme manageasnt.

As Lhe AAF, Manikgan), is both a service centre and & production
centrs, it subsumes the followind seclions: weaving, sabroldery,
tie-dying, dying, block printing, washing, tailoring. twisting,
ironing and quality comtrol. A section head is respensible for
each. The forsal responsibilities of the section head include
distribution of orders and rav matsrisals among the wvomen,



projection of daily production and guality control. As moat of
the section heads are illiterats, Gram Shaboks are eaployed by
AAF te record daily attendancs, usage of rav materials and daily
cutput. Fifty two sub-centres are distributed throughout the
fisld and sach in headed by a sub-centre in-charge. The
reaponsibilities of the in-charges are cosparatively mecre thar
thows for ssction heads because they Include record-keeping and
transportation of raw matsrials and goods to and from the
Foundation. A PO hired by RDP oversees docusentation in sub-
cantres At regular intervals.

All the women employsd by the AAF autematically belong to ths
faderation called Manikgan)] Shromsjibi Mahlla Shakti which is
considered & partner in developwent by BRAC. When BRAC's 1876
Food for Work programme in Manikganj evolved inte the Manikgan)
Integrated Project, the vomen's groups Involved in different
income eneraling activities were "brought under the banner of a
higher level federation known as Manikfan) Sramajibi Mohils
Shaktl. On Septesber 3, 1981 the wholes of these activities were
brought under the central roof of the Ayenha Abed Foundatlion
(AAF) Somen's Centre in Manikganj."(Quoted in Khan:3) AL present
MEMS can boast a mesbership of 2000 women, i.&. all those
involved in AAF.

In an innovative atteapt to sncourage the wonen to fes] They have
some stake in the Foundation, MSMSE was loaned up to Tk 35 lacs by
RDP (the loan was later boufht out by AAF| as ite originasl
investment in the Foundation. Under this shareholding schess,
MEME has to give AAF 16X from annual returns from sales for loan
repayment. MHEME haé alec to glve AAF 5X of 1Ls returns to pay
for overhead costs and mansgement help, once again to prevent the
women from becoming dependent on cutright grants. Some of the
annual returna s distributsd as Eid bonuses of TE 200 to each of
the women L6 the federation. Any remaining profit at the end ol
these transactions are re-investad in the AAF. In theoary this
faderal lon batomen the ouner of the anlerpriss aftar loan
repuryments are complete.

AAF, Jamalpir wvas inauguratsd in 1986 as the ceantral organizing
body for women producers in the drea. However, the wvomen had
long been under the Jamalpur Wosan's Prograsme which started in
1976. Thelr goods, especially nakshl kantha products, wvere alss
suppl ied to Aarong since Lts inceplion. The Jamalpur Mahils
Shrosojibi Dal (JSHD) was created ae the sgquivalent of MEMS with
the expectation Lhat |t; too, would take on mors and sore
responsibilities of running the Foundatlion over Lhe years and
eventunlly becoms the real ownsr of it. However, (ts loan from
RDP was of a substantially ssaller sizge than NSMS'm with the

abvinil suatooas that it woild repay apd assums svnerahip soonsr
Ehan MEWME,



Each of these federations has the potential to develop group
entrepreneurship through Lthree ocbvious means: organizational,
asnagetont and socjal. It orofanizes working rural vomen under
aope structure and, thereby, reduces thelr isoclation fros one
another. Subseguently the lecadership qualities of the wosen car
be increaaed and leelinge of solidarity encouraged Lhrough
participation in organizational activities such as elections,
aeetings, formal repressntation ete. Presently there ars two
levelas of leaderahip. Each section head and saub-centre in-chargs
is chosen by the women of that unit to make up a central
committee. This commiti=s ip turn eleécts & T member sxscutive
body, headed by & ascretary, to represent them within AAF
sanagemant. Through working side by side wilLh managoment, the
MEIM5/JSND T menber committes can alsg provide the women with
practical experience, much as, on how to collect and distribute
aorders, oversee all aspects of productlion, mediate with Aarang
and visualise expansion. Additionally MSMS/JSHMD has the
potentinl to operate ms A soclal force since the women it
encourages ¥ithin its leadership ranks can have far reaching
influence as role models for other women or as initiators of
change in their comsunities.

Despite its Tormal flosncial separation from BRAC, AAF is
intricetely conmected ts BRAC through its commitment to hiring
only women who are meabers of EDOF VOs, usually on recomsendation
From VO/RDP leadership. The initial lcans to the women in AAF to
thelp thea pay for raw materisls cese from the RDP. Even today
the women are belng encouraged to take individual loans froas
thelr VOs to invest in the AAT. The RDP is snlso curresntly paving
the wages of prodramse POs who ovarses activity at field level.
This jntegral association betwesn AAF and RDPs make AAF an
important tool in the Tnatitutien Building proceas ao eenlral te
BRAC's programmes. The AAF can serve both as the thoroughlare by
which women learn to become independent sconomic agents, as wel]
an A reliable institutional rescurce Lo provide women with
proctical lesscn® on how to establish their own VOu =a
institutions. There Is also the expectation that ance AAF
becomes a sell- suatsining commerclial enterprise, It will llnance
some of BRAC's" programmes and, thereby, reduce BRAC's reliance on
external ald.

Lastly, AAF's connectlon to Asrong is historicall .lt.hi!rhrﬂ.
Wiwn initial experimentation vith making the vomen responsibie
for marketing failed, the lack of a market olitlet val seén as a
large cause of this failure. !¥ann,1989:152) Aarong was

eatab] ighed in 1978, Latsr it ums expanded and its msarket reach
improved tn #nable it Lo absord the crafis from AAF. At presant,
AAF"s products msake up 42% of Asrong's goods. Asrond provices
AAF mont of ils caw matecials because AAF has not as yet bullt up
the finsncial base to do #a.

C ML
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Conflict in Goals:

AAF has two stated goals:

ia) to slleviate poverLy of rural women

Ibl to make a commercial success of thia snterprise for

wamen produceras

Gosl (b) is impozed by the demands of the market, l.e. Aarong.
Aarong has strict guldelines. Insexchange for the facilities it
offers (exclusion of middlemsn, payment on delivery....] it
enfoerces Lls own design requiremsnis, efficlient condults for
arder distribution, quality control and adherence te deadl] ines.
Subsequently, the AAF ls committed to making iteaelf an sfficisnt
production centre Ln sccordsnce with Aarong’'s demands. Besides
AAF also wishes to make itself self financing and debt fres.
These commitmetits necessitate making each step in the production
procesa as well defined and stringent as possible - almont
static -- to prevent fluctuations in the production cycle. Here
the corporate side of the AAF predominates.

Peverty alleviation, on the other hand, imposes a different s=t
of priorities. At its most soperficisl, poverty alleviatisns
transiates inte providing regular esploysent to destitute rural
uomen. At A more advanced stage, poverty alleviatlion ssans
altering upecific paychic, soclal amd economic clrcumstances te
secure real change in the lives of the women, i.e. encouraging
the women beyond takimg the job ta sparking their self-
eaposarsent. Although the AAF cannot be made molely responsible
for initiasting lasting change, it, as & tocl of Institution
Building, haa some responsibility to providing an atmosphere
congenial to the developanent of these women. This chaln of
development presuppoae flexibility in AAF's structures, incceased
experimentation to encourage participation through leadership
reles, possible miotakes and losses and wonitoring of change
beyond the workplace -- which st ance puts the foal of poverts
alleviation In conflict with the above goal, with its stricter
setl of commercial Lransacticens.

With this tennlon in goals one finds wide differences Ln the
representalion of particular features of the AAF, with people
representing those goals vhich mcst appeal tc thea or tLher
understand to be correct.

SHAREROLDING SCHEME

There aze Lhree comson representations of the shareholding
schese:

& as "molivation™ Lo the women to encourage thes to
eatabl iih some stake in the enterprise and not to ses=
It merely as a Job or a grant. The material
expectation Ils thst the women will own the equipment
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MSMS

loanad by RDP. Alongside, they will alss have
developed feslings of cunsarship and pride over their
property and their products. The AAF will then
funotion solely as a service centre, providing
technicoal and accounting support at coat,

as "financial aid” to the women to enabile thea to pay
for raw materials imsmediately after Lhe AAF started In
18983. After loan repayment, the 18% interest previously
cut from the annual returns will be directed te a Fund
for MSM5, Lo give it the means Lo buy rav materials.

in Jamalpur where the ROP loan has almoat been repaid,
the commonly staled rhetoric is that the vomen are saon
tno become the real owners of the prodrasme. However, it
Ila unclear Just what they will ovn after reparment.
There is the expectation that the Jamalpur Shromojibi
Mahila Dal (JSMD) will pay the wages of the AAF
management as an assertion of their ownership.

Although this organization has a hiatory and an inatitutional
place in the AAF, it has an unciear status In AAF's practices.
1t was described in the following diverse ways, pointing to
prople’s confunlon about fts sctual role:

as "an assoclation” which stresses its iaformality as
it s not formally reglatered with the governmeat.
This informal ity also marks (ts electlion process apd
ita practices.

asg "m trade union” which stressee 1té bargalning
position vis-a=-vis Aarong and AAF towards wages, cost
priee, vorking hours eote. Although no-one blankly
stated that MSMS operated |llke an trade unlon,
anecdotal evidence point out that sone see more
potential For MEME ia this role rather than as a
partner in development.

nd & "BRAC conducted activity,” frequently confused
with RDF samit} seetings.

as a "sinor managessnt partner” wvith the poteatial to
gain knowledge and mastery only until the sub centrs
lave].

as & “formality” to keep the |dentity of the women

employed by AAF separate from their identity within ROP
Village Organizations.
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ANKUAL PROFIT

We know that AAF la glven 16T from annual returns for reparsent
of loans and 5% for payment ca overhead and management support.
Houwaver, people seem unfclear to whom the rest of the moner belong
after the above tranaasctions are complete. This confusion ia
deplcled in the [following set of answers 1 received:

a. AAF managemsnt re-invests It in the AAF te par for raw
materials.

b. a portion of It Is re-distributed by AAF management as
Eid bonuses among the MSMS women.

c. it will be directed into an independent fund for the
MSHE to pay for rav materials,

d. all of it will be 2qually distributed among the women
in the future when profits are goeod.

e. It will be converted Inte shares and given to more
women to enlarge thes collective ownershipv .

f. it will help BRAT finance its programmes.

Although it is clear that pressatly the AAF management decides
how Lhe annual returna get apportionsd, it Is not ms clear just
vhe owna Lhe returns and wha will decide, in time, what ta do

wWikth the money.

AA¥'s Working Definition of Entrepreneurship

This confuzion over repressntation of gosles bege the questions:
"what has AAF's commitmen? to entreprensurship been thus Fas?”
and “what is 1ts warking definivien of entrepreneurship? This
section is an siploration of thess questions through an
application of the (rasevark far group entreprencurship | have
detalled ahove.

I found that AAF's successes with group entreprencurship are
largely at the structural Jevel. HIOF's practices of group
formstion have tnstilled within the wosen Lhe habit of savings.
The AAF has alme passed & resslution allowing the vomesa t& attend
their samitis’' weekiy meetings without discrimination. Here AAF
has effectively coordinated its policies with RKOP's.

AAF has also managed to lmpart strict discipline concerning
sanageasnt concepts of Lims, quality, measuremants and hancuring
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one's commitment. The women are consclentious about gquality
control, policing themselven effectively so as to minimize loss.
Sose womun take the initiative to go toc Aarong in Dhaka to find
out more about design requirements and guality comtrel from the
deanlgn section. The general manager of Aarong reported that
rejection rate had fallen to less than Z¥ from an inltial 35x,
Similarly, the women are also very conacious about dajly tims
manageacnt. Since the switch from day wage rate to plece-rate,
efficlency is reported toe have gone up. In the same line; ths
women are guick to tranwport finished products te the Foundation
woekly on prefixed dars and egually guick te notify the Centre
Manager in case deadlines cannot be met. AL present Aarong sends
& van twice n weel Lo AAF, Manikgan) To tranaport the goods. In
Jamalpur, the women have beceme vholly responsible for
trannporting goods betwesn the Foundation and Aarong.

AAF bhas created the opportunity Tor the somen to develop social
molidarity by previding thea nccess La FE classes within the
Foundation. However, the solidarity of being working women have
been stymied lacgely through of Lthe veaknems of MSMS, For
example, when asked the wemen in the AAF washing section had no
knowledge of the sxistence of MEME, confueing It with their
samitin. Asked sbout their future expectations, most of Lhe
women placed individusl goals before that of the group. They
viewsd thelir progreans salong lines of jJjob security and higher
wages. Feelings of collective cwnership are also slow in coming.
A tew women Sajd they had heard that RDP vould give thenm
individual loans of THKI1000/2000 to invest in Lhe MEME, but they
feared Lo do sSo because [t would just increaze their perscnal
indebtednean.

Similarly this weakness of NSNS (s ti=d to the falling of
lvadership developmsent. MEMS, In its pressant manifestation,

is not functional. A fes women reseaber it &8 a BRAC induced
activity that they practissd under as old centre manager which
ceased Lwo rears ago. According to the present centre manager of
Manikganj, e#lections are initiated entively by the Executive
Trustee. OJn the other hand, a section head reported Lhat last
electiona for the central committee held Lwo years ago wvas
precipitated by the departure of the pravious secratary. The
present secretary expeclis that she will stay in this porition
persapently, although she (& uncertain what her position entails.

Also, in the past when monthly seelings between AAF and the MEME
general body were held, the centre manager usually called for
them and initiated discussions in the sestings. The wvomen
recalled that sost discusaiona concerned problems with productionm
and, intermittently, an update on Lheir loan repaysent. Since
the mesrtings have been discontinued the women have not received
any informaticn on Lhe loan repayment atatus. Nor have Lhey
dared to ask about thelr loan, fearing knowledge of a
rosponsibility they feel forced to shoulder. Most prefer to

11
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in the comsoanly held viwmion that those eantreprensurial will one
day spin off the AAF and set up independent praduction units tc
provide te Aarong directly. Although this is a reasonable hope,
exclusive focus on i1t leaves ones unable Lo assess the developsent
of entreprensurs within the collective. Alsa, the vomen's
disapproving atiitude towards Alikja, a woman who did lIesave to
becose an independent producer, well reveal vhat value the women
themnelves place on mouch individual acts. A definition of
"sntreprensurship,” one which does not lncerporate all the
alamenta T have outlined but reflects a consensus betweesn
management and women on how much can be expected from the women,
has yet To -lerde,

It is not surprising that the tension detected In the goals have
not neceasarily led to any contradictions in practice. | found
that the focus is alscost exclusively on ensuring the efficisnt
running af the AAF. Recent leprovemsnta palnt to this comaltssnt
== Lhere is better documsentation of transactions, the wages aAre
heing pald on time snd orders regularly callected from Dhaka and
uniforaly distributed. PFurthersore, two women have been employed
by the MSMS in Dhaks to receive, record and store joods coming
from the various Foundationzs. The vamen's attitude towards their
work reflect this emphasis on comsercial conmiderations. Theay
view Lthessslves as employees of the AAF and Lheilr critique of
their situation revelve arcund fmproving thelr Individual lots --
wages, working conditions etc. Mahmuda Rahsan Khan's [%%0 report
well document this attitude towards the AAF. (Khan:26)

Conversely, AAF s commitment to its goal of poverty alleviation
through smpowerment Ls found wanting. Salma Omar Chowdhoury's
1883 report ap the ailk resling centre af AAF rajiae some
fundasental doubls about the assumption that a regular job
transiates inte lmproved sconomic and social status for the
vamen. She shows, ilnatead, that moatl women's contribution to the
family pot is conaidered secondary and their participation in
family decision making is limited. (Chowdhury,19893:19) The
fregquently cited case of improved appesrances and conflident
attitude as sinmples of sapowerssnt, therefore, have not
translated (nto any serious structura] transformations Ipn vams=n"s
sa¢ia-econonls reality.

Theéere is a real dander of us Falling is with the beliesf that mer=
participatisn in sconomaic production equate progress [or thess
women. AlLthough Lhere are no doubte that AAF has brought wvomen
inte untraditionsl saplovmsent spheres and escalated its reach
very rapidly, AAF cannnt alaim tas have created independent women
producers or developed local leadern. Inatead, thore in the
danger that It may vell have replicated the purdah system in a
large moale by bringing the women within the walls of the AAF,
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in the commonly held vision that those entreprensurial will one
day apin off the AAF and set up independent productlon units to
grovide o Aarong directly. Although this is a reasonable hope,
exclusive focuam on It leaves one unable to assess the development
af entreprencurs within the collective. alao, the vomen's
disapproving sttitude towards AllkJu, = woman whe did leave to
become an independent producer. well reveal what value the women
themaelves place on such individual acts. A definitien of
"entreprensurship,” one which does Dot incorporate all the
elessnts [ have ocutlined but reflects a consensus hetween
nanagement and women on how much can be expected from the womsn,
has yof Lo smerge.

Piscussion

It is not surprining that the tension detected in the goals have
not necensarily led to any contradlctions In practice. 1 found
that the focus (s almost sxclusively on ensuring the eofficient
running af the AAF. Recent improvessnts point te this compirsent
-— there is beltter documontation of transactions, the sages are
being paid on time and arders regularly collected from Dhaka and
uniformly distributed. Furthermore, two women have been employed
by the MSMS3 in Dhska to receive, record and staore goods coming
frem the ~aricus Foundationa. The women's attitude towarda their
work reflect this saphasis on comserclial considerations, They
view Lhemsslves as esployees of the AAF and their critigue of
their situation revolve around (mproving their (ndividual lets —-
wages, working conditions etc. Mahmuda Rahman Ehan'e 1980 report
well docupent this attitude towvards the AAF. (Khan:28)

Converaely, AAF's compltment to its gom! of poverty alleviatlon
threugh espoverment As found vantiod. Salwma Omar Chowdboury s
1993 repart an the s=llk recling centre of AAF ralse some
fundasantal doubts about the assusptlon that a regular Job
translated inte leaproved econumic and social status for Lhe
women. She shows, instesd, that most women's contribution to the
fanily pot is considered secondary and thelr participation in
family deocision making ie limited. (Chowdhury,1803:19) The
frequently clted case of improved appearances and confident
attitude as exnsmples of sapoversent, therefors, have aot
translated inte any serious structural trunsformations in wvomen's
soC lo-ecopomic reality.

There Ln & real danger of us falling in with the bellefl that me=rs
participation in economic production equate progress for these
women. Ajlthough there are no doubtz that AAF has brought women
inta untraditicnal emploraent spheres and escalated Lts reach
very rapidly, AAF cannot claim to have created independent women
producers or developed local leaders. Inatead, there is the
dangar that [t may well have replicated the purdab system in a
large scale by bringing the women within the walls of the AAF,
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of collective leadership and, thereby, net challenging gender
divisions of space, Here Usha Jumsanl's words have special
relevance:

“When the larger goal is pot clear and articulate then some
change does happen, but the existing system gets reinforced
sore often than not and women's representativencas [sic] in
the economy Lis not enaured,” [Jumank:10})

Howaver, It may well be that the women do not have the full
potential or are too fetterad by ocultural constraints to develop
into indepsndent producers or effective leaders for the
collective. In that cane promotion of leadership will be
prematurs. But the battle is lost even before it has begun if
the structure which was to encourage women in the first place is
pot given any basis in reality. M5H3's ambigucus presence point
ta inetitutional neglect of the developaent ef “"s2roup
snlreprensurship.” The MSMS doess not have a conatitutlen or
unifore election process; nor has (ts involvesent in managdemsnt
bean eatablished. AL present M5MS exiats in Institutlonal theorr
and s a Mai1ot memory among a few woman.

There is alsc the [fear that the exceptional few uwho have been put
in positions of responaibility without the sndorsesent of the
collective may actually not represent the ethos of the wvhole.
Take for sxample Lhe case of Sufia, the secretary of MSMS and the
head of a sub—centre In Kobogram. She o cosparatively wealthy
wamen whoss hushand owhe over 18 acres of Jland, twn rice mills,
flourishing fish culture in a pond and preducing “gur™ trees. He
has a msonthly income of TEIN0O and Sufla brings in TKIZ00 fros
her wark ma mub-centres in-charge. They saploy a small
maldeervant for their infant soen. MHer personal developmenlt is
nol in any ways connectad to the progress of the collsctive.

As practice, the women put thelir laputs and impose their desands
Lthroudh inforsal comsultation with the cenlre manager. Although
the centre manager’'s approachabjility is commendable, the
informal ity of the negotlaticns cast seme doubta as to whelher
the wosen are beind treated fairly in esployment termx. They
have to appeal to the sentimenl In order Lo get aick leave,
medical aid, re-apprajlial of piece-rate and wages raluss um Lhe
MSM5 does not have & defined employer-employee relationship with
the leginlative rightas this imposes,

Howgver, such a critique is not entirely applicable before AAF
re-svaluates its developmenl vision and ita expectations for the
future. [t bas Lo decide and define Lta midpoint hetuesn IL& two
professed goals: poverty alleviation and commercisl success. And
it has to disseminate this vision uniformly to all the actors
within its enterprise. Without clarity in goais, progreas will
be localized, and not sccially significant.
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Such man evelustion will be & natural outcome if AAF changes froa
its present "blue-print"™ approach to developaent to the
“learning-process” approach. The assuaption in the "blus-print”
approach is that "all problems and goals can be ldentified and
agreed upon clearly encudb fer precise interventicons to be
specified and carried out™ [rom the start. [Uphofr:182) This
rigidity to a particular courses, in this case Job provisions te
deat ltute wvomen/oommercial succeas, has preavented & resssessment
of AAF Inll' and jite effectivensss in initiating change. Howevar,
by the "learning-procesa”™ approach, AAF can afseas its prograsas
and re-define Lta prioritiea in line with the lessons it has
learnt. IL can make flexiblility end innovation natural elements
of its structure. This dynamic approach is currently being
exployed hy ARAC and has helped to bring BRAC's programses closer
to the needs of the people.

Challenges for Management

I keep my recommendations brief apd gemeral because I feesl that
the real recommendations will emcrge out of dialegues between
managesent and the women. [ recommend

«a meeting betwesn Ltructesa, managesent, Aarong officials
Lo reassess AAF'sS goals, commitment to smpowerment, (ts
ncthodologies and time frames.

«dn the interest of Institution Bullding, s monitoring cell
to document Lhe impact of this work an soclial . .cultural mnd
scondaic condition beyrond the work place.

W
«in the interest of improved group entrepreneurship, a
formal constitution for MSMS/JSMD with gulidelines far itz
election processes, representation in AAF management and
accountabllity to ite comnstitusnclies,

If AAF decides that its first, sost important prilority is to
provide avaningful esployes=nt to women, then

.in the lnterest of serving as an exasple for all sconcomic
inntitutloney invélving wosesn, an application af a defined
waployer/employes relationship with falr legislations
concerning age, wage, child care, health policy, werkinsz
hours and legal rights that it presupposes. This takes a
halistic appraoach to women's multiple realities.
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