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Executive Summary 
 

 
his document covers the work done by the Himalayan Wildlife Foundation at 
the Rohtas fort near Jhelum over a three year period December 2003 to 

December 2006. The Foundation supports the Government of Pakistan is recognizing 
its responsibilities and supporting its efforts to improve areas of outstanding natural 
beauty and built heritage.  

Rohtas fort was inscribed on the World Heritage List in 1997. Though the government 
recognized its importance as “an outstanding example of Suri military architecture”, 
the care due to a monument of its stature was lacking.  

The Foundation took upon itself to approach the Ministry of Culture for permission to 
restore one of the fallen gates which was in a serious state of neglect and in danger of 
collapse. A donation from Shell Pakistan was more than matched by the National 
Fund for Cultural Heritage. After the restoration of the ShahChandwali gate, the 
Foundation decided to continue its efforts to conserve and improve visitor facilities at 
the fort. Funds were raised by hosting sound and light shows at the fort and grants 
solicited from donors for different projects being implemented at the fort.  

The RNE was approached in 2003 with request to share the responsibility as the 
principal donor to support the HWF in public facilities development which are not 
covered by the government grants to the fort. Emergency repairs to conserve the 
fallen gate of Gatali, conversion the Sohail gate into a visitor information center and a 
museum, and to conversion a vacant plot in front of the gate to a garden were 
requested. An agreement was signed with Ambassador Kanavin in November 2003 in 
the presence of the Federal Secretary for Culture, after an agreement to work with the 
Department of Archeology was obtained. 

Success has been in the form of an acceptable level of awareness in the Ministry of 
Culture for support to this world heritage site. Solid institutional support from the 
Ministry led to the notification of a Steering and Management committees. The 
former being headed by the Federal Secretary for Culture and the latter by the Zillah 
Nazim in Jhelum. The federal government has approved a Public Sector Development 
Program funding of Rs. 163 million for the next five years, and the appointment of a 
team of architects, archeologists, conservation assistants for the implementation of 
conservation projects  

This document details the completion of the projects as put forward in out proposal to 
the Royal Norwegian Embassy.  
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Introduction 
                                              

he Himalayan Wildlife Foundation (HWF) is a not-for-profit non-government 
organization (NGO) that has been involved in the conservation of the sixteenth-

century Rohtas Fort near Jhelum since 2001.The HWF’s conservation and 
development work at Rohtas is carried out within the ambit of the Rohtas Fort 
Conservation Programme.   

The Rohtas Fort Conservation Programme was initiated in 2001 under an agreement 
between the HWF and the Department of Archaeology and Museums (DOAM).  The 
programme is largely donor-supported and includes short-term, basic conservation 
projects aimed at the restoration, conservation, or reuse of specific monuments within 
the fort; the improvement of basic public facilities; general site management; and the 
development of the village of Rohtas as a model ‘heritage’ village.  

The first project carried out under this programme was funded by the National Fund 
for Cultural Heritage, and involved the restoration of the fort’s ShahChandwali gate—
the main gate leading to its inner citadel or Anderkot.  Another two projects 
completed are the following:  

�  The documentation and basic conservation of Haveli Man Singh—a Rajput 
building located in the inner citadel—funded by the US Ambassador’s Fund 
for Cultural Preservation 

�  The Rohtas Heritage Village Project, funded by the Pakistan Poverty 
Alleviation Fund the United Nations Development Programme and supported 
by National Rural Support Programme was envisaged to improve the quality 
of life of the villagers inside the fort. It also had a conservation angle to it, as 
the sewer water generated in the village collected adjacent to the Khawas 
Khani gate and seeped into the walls causing erosion of the stone masonry and 
collapse of certain parts. The project entailed laying underground pipes over 
most of the village to collect household waste water and sewer effluent and 
take it to a collection pond outside the village, where it was marginally treated 
before being carried outside the fort walls for disposal. Most of the village 
streets were soled with prefabricated tiles to make them comfortable for the 
villagers and visitors. 

The Royal Norwegian Embassy (RNE) has supported this programme by funding the 
conservation of the fort’s Sohail Gate, and establishment of the Sher Shah Suri 
Museum that is to be housed within the gate’s compound  

 

The Rs 2,700,000-grant awarded by the RNE in November 2003 was used to: 

1. Carry out the detailed documentation of the Sohail Gate; 
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2. Conserve its western wall and floor; 

3. Illuminate the pathway leading to the gate; 

4. Clear and restore a space on the gate’s upper floor in which to set up the 
proposed Sher Shah Suri Museum and curator’s office.   

 

In addition, part of the funding was used to 
set up a Visitors Information Centre 
adjacent to the museum, and to begin 
landscaping the open area in front of the 
Sohail Gate.  The latter two activities 
incurred a corresponding financial shortfall 
that was subsequently covered by an 
additional grant allocated by the RNE under 
an addendum to the original contract.  At 
present, this additional grant is also being 
used to fund: 

1. The design and execution of the museum and further interventions to the 
Visitors Information Centre; 

2. Emergency stabilization works on the fort’s Gatali Gate; 

3. Preparation of a master plan for Rohtas Fort. 

 

This document describes the conclusion of work on these projects. 
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Master Plan for Rohtas 
 

he participants to the 1st Steering Committee 
meeting had a valid point in asking the DOAM 

and the HWF to jointly prepare a Master Plan for the 
fort as it was a inference drawn from the discussions 
that the work being implemented was not according 
to a regulated plan. It was therefore decided to pursue 
the development of a document that will chart out a 
plan for future conservation work at Rohtas to be 
conducted under the aegis of the Steering Committee and within the parameters of the 
World Heritage Site guidelines for conservation and management. 
 

This led to the development of a long-term master conservation plan for Rohtas—the 
master plan is financed by the RNE and the HWF, planned and executed by Unicon 
Consulting led by Professor Fauzia Qureshi, head of the department of Architecture, 
National College of the Arts at Lahore. It is to be implemented by the recently 
established Project Director and his team at the Rohtas Fort. The draft of the plan was 
presented in Feb 2006 and after certain modifications again at the Steering Committee 
meeting held at Mangla in October 2006 when reservations to the Master plan were 
expressed by DOAM and the Ministry of Culture. But the concerns were resolved at a 
further meeting held at Islamabad with the Federal Secretary for Culture and with the 
Punjab Secretary for Culture at Lahore in November 2006 where the Punjab 
Government presented its conservation plan for Rohtas based entirely on the 
document prepared by Unicon Consulting. At the 5th Steering Committee meeting 
held at Islamabad on December 20th 2006, the document was unanimously approved 
for implementation by the Department of Archeology. 
 

The master plan includes an extensive damage assessment in narrative and 
photographic form of the fort area in order to prioritize future conservation measures. 
It has been recommended that until the studies and surveys required for this plan are 
completed, no conservation works will be carried out. 
 

This section outlines the work envisaged under a long-term master plan for Rohtas.  
These suggested initiatives will be duly presented to the Rohtas Steering and 
Management Committees for approval before implementation 
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The master plan comprises the following:  

·  An assessment of the existing physical condition of the fort; 

·  Conservation measures by priority, including immediate and emergency 
measures recommended within international principles of conservation and 
preservation; 

·  An effective management monitoring and maintenance system;  

·  A tourism management and visitation program; 

·  Measures to upgrade the physical environment and infrastructure. 
 

Long-Term Strategy 

The Master plan lays out long and short term studies and strategies for the fort. The 
long-term strategy for Rohtas, based on the master plan is based on the following 
goals: 

·  To achieve the highest standards of conservation in preserving the cultural 
significance and authenticity of Rohtas; 

·  To develop a holistic, efficient, and practicable management strategy for the site;  

·  To upgrade the environment in and around the fort;  

·  To enhance visitors’ enjoyment and understanding of Rohtas, while encouraging 
further research on the history and significance of the site.  
 

To achieve the above objectives the following works have been proposed to be carried 
out, which include detailed geotechnical and structural investigations before any 
actual repair work is carried out.  These investigations include: 
 

�  A detailed assessment of the damage to the fort’s walls and structures identifying 
those that require first-level repair, e.g., boundary walls that have collapsed as a 
result of eroded foundations, and structures 

�  A series of geotechnical surveys including the detailed topographic mapping of 
the inner and outer levels of the fort  

�  Development of a drainage plan  

�  Development of a conservation master plan for monitoring, documentation, repair, 
restoration, and preservation.   

Once these detailed surveys have been completed, protective conservation works, 
including the consolidation of eroded stone masonry and plaster, will be carried out 
on those parts of the fort that have prioritized in the master plan, based on the 
surveys. 
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Short-Term Strategy 

The master plan will also drive a short-term strategy 
for Rohtas, that: 

1. Identifies structures in need of emergency 
action, with recommendations for the design 
and implementation of these measures; 

2. Arrests further degradation of monuments; 
3. Stipulates standard operating procedures for 

basic tasks carried out as part of conservation and management of the fort; 
4. Involves a wide range of stakeholders in decision-making in the context of 

national and international standards of best practice; 
5. Addresses environmental issues using existing mechanisms and formulates 

new approaches involving new partnerships and initiatives; 
6. Puts in place monitoring and maintenance systems as the basis of sound 

conservation management; 
7. Sets design standards for information display and signage, including maps, 

brochures, and other sources of information for visitors; 
8. Creates a mechanism for regular community and youth outreach programs.  
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Conservation and Reuse of             
Sohail Gate 
 

he Sohail gate which was the western 
entrance gate on the Raj Path, the old 

Grand Trunk Road, with its militaristically 
imposing exterior appearance, well preserved 
battlements, carved windows and large interior 
multi arched hall is the best preserved gate of 
the fort.  This gate was particularly neglected 
and the Foundation felt it held the key to 
education and information for the visitors by 
planning its adaptive reuse. The design and plan 
completely followed the concept as laid out in 
Article 5 of the International Charter for the Conservation and Restoration of 
Monuments and Sites (Venice Charter of 1964).  
 

RNE has been the principal donor to HWF by funding the conservation of the fort’s 
Sohail Gate, and the creation of the Sher Shah Suri Museum that is to be housed 
within the gate’s first floor.  The Rs 2,700,000 (Rs 2.7 million)-grant awarded by 
NORAD in November 2003 was used to carry out a detailed documentation of the 
Sohail Gate; conserve its outer walls and floor; illuminate the pathway leading to the 
gate; and set up the proposed museum and curator’s office/library.  In addition, part of 
the funding was used to set up a Visitors’ Information Centre adjacent to the museum, 
and landscape the open area in front of the Sohail Gate. 

Documentation of the Sohail Gate 
 

The complete architectural documentation of the 
gate is an attachment to this final report. It took 
nearly twice the time planned as the measurements 
of the exterior of the gate had to be conducted in 
physically very difficult circumstances. There are 
major architectural and creative inputs employed by 
the master craftsmen of the time in the execution of 
the oriole windows on the face of the gate which 
clearly depict their excellence. Almost none the 
work is mirrored from the left to the right or vice versa 
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Thus complete set of measurements had to be recorded for each and every detail of 
the gate, and then rechecked for accuracy. 
The document produced, details these works and provides a wealth of information on 
the cultural and religious inclination of the rulers of the day.    

 

The Visitors’ Information Centre 
 

During the conservation works being carried out 
on the Sohail Gate, the HWF’s conservation team 
noticed a doorway adjacent to the proposed 
entrance to the museum.  The adjoining room was 
in the possession of the Department of 
Archeology, and was initially found to be locked.  
Once opened, the room was revealed a long 
disused store full of discarded materials, ladders, 
boards, and its floor and walls heavily littered 
with bat droppings.  The room’s walls revealed 
traces of the original mud plaster.  The floor had been badly damaged and pieces of 
coarse stone placed at random to cover the damage.  
 

It was decided that the room, once cleaned 
and restored, presented great potential 
space and should be converted into a 
visitors’ information centre.  Accordingly, 
the room was thoroughly cleaned, the 
stored materials moved to a new store 
built for specifically for this purpose in a 
separate building.  The colony of bats 
inhabiting the roof were encouraged to 
gradually relocated to other parts of the 

fort; the walls were re-plastered in the same style as the original; a new hand-chiseled 
stone floor was laid; and the room furnished with a series of information display 
panels. The recessed inner hall now houses a large 8 feet diameter model of the fort 
which is built to scale by Mr. Jamal Hameed of Lahore. 

 

Visitors now visiting the Information Center will 
be able to have a bird’s eye view of the fort and 
its environs, the hill it sits upon and the relation 
between the fort and community within. 
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     Illuminated Panels on the walls depict the 
following: 

�  The signing of the agreement of the 
restoration of the Sohail gate. 

�  A short story and pictures of the visionary 
of the gate, who died while at work at the 
gate, architect Sohail Akbar Khan. 

�  A satellite picture of the fort and its 
surrounds 

�  A topographic map of the fort 
�  A picture and brief history of Raja Man 

Singh 
�  A picture and brief history of the builder of the fort, Emperor Sher Shah Suri 
�  A model to scale of the fort and its environs  
 

A number of specially designed stone lamps, carved out of Taxila limestone and set 
with spotlights, have been installed in the room that houses the Visitors Information 
Centre.   
 

A full time guide is employed by the Foundation for the education of the visitors. The 
entrance to the information center is free for the visitors, with a comment book for 
visitors to record their observations. 
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Landscaping of Visitors’ Garden  

 

During the conservation of the Sohail Gate, the 
conservation team realized that the open area directly 
in front of the gate, an unused plot was in need of 
refurbishment, given that it would serve as the real 
face of the gate and entrance to the museum.  The 
services of a consultant landscape architect, Mr. M K 
Pasha, were hired to plan the landscaping of this area.  
The final drawings were submitted to RNE as 

Appendix A of the mid-term progress report. 
 

The garden development plan involved the removal of a large amount of poor quality 
earth, refilling the entire area with sweet earth and manure, laying out pathways and 
two large flowering areas, placing seating benches and illuminating the park. The park 
is now functional and a major attraction for visitors and locals alike. In the hot 
summer months the local villagers like to sit under the shade trees in the day and the 
families enjoy the cool evening air at night.  

 

The recent book launch of “Zaheeruddin Mohammad Babur- A numismatic study “ 
was conducted in the garden in December 2006, attended by the Federal Minister for 
Culture and the Ambassadors of Uzbekistan and the High Commissioner of India. 

 

 

 
 
 
 
 
 
 
 
 

 

Final Report 

Conservation and Reuse of Sohail Gate 



13 

HIMALAYAN WILDLIFE FOUNDATION 13 

 

Establishment of the Museum- Sher Shah Suri 

The first floor of the Sohail Gate is one of the 
spaces that has been in continuous use since the 
construction of the fort in the mid sixteenth 
century. It maintains its original ambience in 
architecture, masonry, and construction. Till 
recently it was in use by the Deputy 
Commissioner as a rest house for visiting 
officials. Unfortunately the entire walls and roofs 
of the first floor had been plastered in Portland a 
couple of years ago in complete contravention of 
the Venice Charter, now at a huge cost, and with great care all of the cement had to be 
removed to expose the original stone work below.  
 

Suhail & Fawad Associates, a reputed consulting architectural firm in Islamabad, was 
hired to design and execute the proposed Sher Shah Suri Museum, and further 
interventions to the Visitors Information Centre.  The consultant’s scope of services 
included the following: 

·  Design (including drawings and 
specifications), fabrication, and 
installation of mannequins 
representing Sher Shah Suri, members 
of the royal family, courtiers, and 
soldiers; 

·  Design (including drawings and 
specifications), fabrication, and 
installation of period costumes for 

mannequins; 

·  Design (including drawings and specifications), fabrication, and installation of a 
series of information panels on various aspects of the history of Sher Shah Suri 
and sixteenth-century India; 

·  Design (including drawings and specifications) 
and installation of ventilation system for the 
museum; 

·  Design (including drawings and specifications), 
fabrication, and installation of three display 
cabinets and three display screens; 
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·  Design (including drawings and specifications), 

fabrication, and installation of lighting for the 
displays and museum room; 

·  Design (including drawings and specifications), 
fabrication, and installation of woodwork (doors 
and windows), roof treatment, entrance areas 
(including verandas, benches, waste receptacles, 
and stone-base railing for staircase), and 
signboards for visitors. 

·  The museum has been laid out in two aisles lined by information panels 
depicting the life and times of Sher Shah Suri; the aisles are separated by three 
display cabinets.   

 

Sculptures exhibits have been placed at the 
far end of the room.  This layout will allow 
visitors to enter the room through one door 
leading into the right aisle, pass the 
sculptures exhibit, and move down the left 
aisle and exit through a second door. All the 
doors and windows were recast in good 
quality Deodar wood. The doors at the far 
end have been closed shut, the outer wall of 

the building which by seepage of rainwater was in danger of collapse, was repaired. 

 

Two sets of sculptural exhibits have been executed: one, a 
model of Sher Shah Suri flanked by two darbans (soldiers), 
and the second, a model of a Suri queen at her toilette, 
helped by a lady-in-waiting.  The mannequins have been 
designed by a team of architects and artists, with input from 
members of the HWF; the costumes have been designed by 
Shahnaz Ismail a well-known textile artist at the Indus 
Valley School of Art and Architecture; the costumes are 
based on the scanty records that exist of period costume, 
complemented by the artist’s interpretation and vision. 
 

The area outside the museum has been marked by signboards 
to help visitors navigate through the area.  Two panels have been installed outside the 
main entrance to the  
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museum: one, indicating the opening of the museum, and the other, in tribute to the 
late Sohail A. Khan, the architect originally involved in conservation work at Rohtas. 
 

The floor and roof of the courtyard outside the museum has been landscaped using 
stone tiles, and benches have been placed for the convenience of visitors. 
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Emergency Stabilization of the 
Gatali Gate 
 

orts and castles in medieval times by virtue of 
their function had to be secure, impregnable 

and forbidding structures. This was usually 
achieved by their location of being perched atop 
mountains or hillsides, having bulky, thick and high 
walls with pronounced crenellations and 
battlements. The entrances gates of these structure 
were few, and those that were had the capability to 
be ferociously defendable, and difficult for the 
invader to the extreme.  

Nearly all these features existed in the near collapsing Gatali gate.   

 

Gatali was the original entrance gate to the fort from the home side situated in the south-
easterly tip of the fort on the hill that sustained the fort. For a visitor coming from India 
it was an unattainable goal to be let in the fort without authorization. Nearly 40 meters 
higher than the level of the Kahan stream and guarded by two round bastions situated at 
a dogleg, with high battlements it was a formidable looking gate. 

But the ravages of time had taken their toll on Gatali. The gate itself was mostly intact, 
but its left supporting wall had collapsed, and despite two attempts of repair over the last 
30 years it continued to spill down the slope on which it had rested due to erosion of its 
foundation.  

The foundation with the support and guidance of the Department of Archeology initiated 
the restoration and repair of Gatali in late 2005. The principal cause of damage was 
ascertained to be the loss of foundation which had eroded over time and the massive wall 
not having a solid footing would repeatedly fall due its own weight. In-depth 
consultations with Mr. Siddiq Bhatti and Raja Khalid, the structural engineer and 
architect with inputs from Mr. Richard Hughes work started by recreating the footing of 
the wall nearly 20 meters away from the base.  
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The foundation work is now complete and the restoration of the wall is in progress, the 
annual PSDP funding is now being sought by the DOAM for the completion of this 
project, which if not readily available the Foundation funding would be made available 
to complete the work. 
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Financial Summary 
 

This section provides a summary and detailed breakdown of project expenses for the 
period December 2003 to December 2006. An amount of Rs. 7,692,900 has been 
received from RNE that is the total revised budget of Rs. 7,692,900. The project has 
been completed with the amount of expenditures of Rs. 8,702,360, which is over the 
allocated budget, by Rs. 922,853. A total amount of Rs. 1,334,882 is payable by the 
project and this amount will by paid by available bank balance of Rs. 412,029 and 
receipt of overspent amount from RNE of Rs. 922,853. Detail of expenditures, cash 
flow and payables is given below. 

 

Financial Summary of Expenditures 
 Description Total 

Budget   
(Rs) 

Actual 
Expenses       

(Rs) 

Budget 
Available    

(Rs) 

1. Sher Shah Suri Museum at Sohail Gate    
     
A Documentation    
 Detailed photography 50,000 50,000 - 
 Detail drawings with reference grid on CAD 200,000 212,500 (12,500) 
 Sub-total 'A' 250,000 262,500 (12,500) 
B Conservation Works (Museum Only)   - 
 Stripping of the existing Portland plaster   - 
 and replasting in lime mortar 250,000 250,111 (111) 
 New flooring in dressed stone 150,000 157,980 (7,980) 
 Consolidation of decaying parts 100,000 107,260 (7,260) 
 Safety items i.e. doors and windows 150,000 151,200 (1,200) 
 Sub-total 'B' 650,000 666,551 (16,551) 

C 
Reuse of the Sohail gate to Museum Sher 
Sha Suri   - 

 External illumination of Sohail Gate 150,000 148,479 1,521 
 Internal electrification for the displays 200,000 203,100 (3,100) 

 
Displays cabinets, signage and boards for the 
museum 300,000 395,242 (95,242) 

 Establishment of the curator's office and library, 150,000 136,352 13,648 

 
Infrastructure for electrification (not include 
running cost) 200,000 182,882 17,118 

 Sub-total 'C' 1,000,000 1,066,055 (66,055) 

D 
Professional fee for consultants in 
conservation   - 

 
architectures, archeology, history and museum 
design 850,900 2,281,200 (1,430,300) 

 TOTAL 2,750,900 4,276,306 (1,525,406) 
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2. Land Scaping Near Sohail Gate    
 Excavation and Leveling prior to hard 

landscaping 
200,000 218,979 (18,979) 

 Hard landscaping (Stone paving) 150,000 207,102 (57,102) 
 Excavation and leveling prior to soft 

landscaping 
150,000 152,241 (2,241) 

 Soft landscaping (laying sweet earth, manure 
and frass, etc. 

175,000 175,069 (69) 

 Installation of stone planters, plants and 
benches 

100,000 101,880 (1,880) 

 Construction of toe-wall 250,000 256,071 (6,071) 
  1,025,000 1,111,342 (86,342) 

3. Visitor Information Center    

 Cleaning and replastering of walls 300,000 112,571 187,429 
 Laying of new floor 250,000 142,742 107,258 
 Production of information display panels 325,000 87,921 237,079 
 Illumination of displays 142,000 95,413 46,587 
  1,017,000 438,647 578,353 

4. Emergency stabilization work on 
Gatiali Gate 

   

 Documentation 100,000 112,578 (12,578) 
 Damage assessment and treatment plan 200,000 225,789 (25,789) 
 Emergency repairs 300,000 337,698 (37,698) 
  600,000 676,065 (76,065) 

5. Detailed survey by unicon for development of master  
conservation plan 

 

 Preparation of Mater conservation plan 2,300,000 2,200,000 100,000 
  2,300,000 2,200,000 100,000 
 Grand Total 7,692,900 8,702,360 (1,009,460) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Final Report 

Financial Summary 



20 

HIMALAYAN WILDLIFE FOUNDATION 20 

 
 

Cash Flow Summary   
   
Description  Amount      

(Rs) 

Grant receipt from NORAD  7,692,900 
Profit on bank deposit  89,397 
Other Income  5,880 
Total amount available - A  7,788,177 
   
Less:   
Expenditures to date  8,702,360 
Book value of assets purchased  8,670 
Total project expenditures - B  8,711,030  
   
Amount over spent (A-B)  (922,853)  
  922,853 
   
   
Reconciliation of over spent amount   
Accrued and payables  (1,234,882) 
Amount available in bank  312,029 
Excess of expenditures over budget  (922,853)  
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