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four class:s of employces is the ditferences botween the aipointing and
dismissing authority. The conditions of service for each of the four
services 1s different including pay structure, leave, pencion, and medical
aid. For example, the salary spread including fringe benefits betueen a
class T employee and a class IV emiloyee is from 4O to 50 times; class 1
and 1T from 5 to 10 times, and class I and ITI from 10 to 25 times.

Objection hag been taken to this classification on the yround that
the system is undemomratic, promotos class feeling, and breeds superiority
and inferiority feelings. It gives riso to too much consciousness of class,
title, rank, ond service mombership and too little consciousnoss of common
sorvice. Tt is closcly basod upon the sceial Iramework of Palistan's
traditional society.

2. Paramount Pesition of the G3P

The three most important Central superior gervices from the
point of view of exercise of domsstic Lureaucratie powar are the Civil
Service ofPakistan, the rulice Servica of Pakistan, and the Paldstan Audit
and ‘Accounis tervice. Mg he Provinclial Civil Services (denaraligt)
in earh of the two idnrs follous as the next rost important service.

0f all the servieces, the Givil Servico ofPakistan (u5P) enjoys
the rreatest intluonce andg prestige and; as the 1ineal descendent of the
Indian Civil Serviee, 15 on elite corys ol cxecitives oxercising many of the
most important tunctions of the roverntient,

Ths entire advinistrative sirucivre o the Lovernment ia
organized around the CS5P as the pivotal sorvice, & leoire munbor of gpecified
posts, over 700, are rese: ved for the CSP. The cadre stranitn, o, .roxinately
530, has never ovren s ficiont to £il1l all of these josts. The pattern of
assignuent, has remaincd fairly constant over bhelast ten yoars with only
slight increase of ofiicors in the rmblie corporations and s odennionomous
bodies,

According to Lhe Corposition wd Chdre ules of 12 'y tuoetnirds
of the posis of Secretary, Joini teerctary, and Deputy Seeretary we to be
filled by CSP Officorge Tn Jwmary 1969, 15 of the 18 (83 porecont) Sceretaries
in the Ceutral Governrent cove (0P oitlcors. Jids inciuded the C:linot
Secratary - Princi ol Secrstary, uolh of uhom were key presidential assistants,
A total of 145 or nearly 29 Lorcent of bthe cadre styengch was assipgned to the
Central vovernrent.

“hen pouted in tho Lrcrvinces, CSP officers come under the operational
control oi' the Provincial Governor, Specifically, thls means that rosponsibility
is vested vith the Governor, tho is oy ointed by the President. Immediate
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the mited Kinpgdom. Some of the progressive older officers hive also become
principal spokesren for change. Many of these persoms are f£:1ly aware of
the shortcomings of the bureancracy amd have vocally and quictiy pressed
for change. Major changes in pe:regonnel practices were beinp formulated

in the Fstablishment Division and the Central Public Service Cowmmission
before the political distarbiees in late 1968 and early 1969. Thus the
vorkin: papers prepared at that time provide the basis for the initiative
now undier way. The Fstablishment Division is woving into a meanin:ful
leadors!dp role in personnel reform.

IIT. SiwAVEGY
oripinad

The basic streategy as developed in the/P:0P remains unchaniod. The
overall approach to this project huilds upon past sy port riven the takistan
Governnent by the Mission and other aid donors, particularly Ford ‘cun-ation.
In institution building terms, tho task is first to set carcer devoloprent

SLaf Lerologne

patterns for the CuP cadre and for othur cuntral 2nd provineial suporior
services; and then to integrote the present educationid ano training institu-
tions in Pakistan in such a fashlon as to support these paticrns, This 111
roquire ostablishing position classificaticn schemes; developing carcoer
patterns z:n¢ training policies; relatin: premotion and placament to troining;
and instituting related progrecsive porsonnel manasement jroctices.

fe [ P'lexible and Prapmatic 4psroach

2

Cne of the first acts of the new iartial Law Administration was the
initiation of a uojor investiation of the civil bureaucracy. warly in the
Haircial Law /doinistration a nuaber of interin measures wero ouacted 4o
stroncbhen the overall system. tione o thoese, hovevery portains to the
hasic wooknassen ond resolves fundavonilal 158108,

nder toe recont eircumstancos; oo o nmatie and flexible oiroach
mt bo folloed in vare ine out this vsjocte. Only vhen tho Martial Law
Autoorit os igsue poocizge policy statements @411 it L2 jossible to work within
a framevork of si.miticont buroaucratic roforr. Such ;olicies now aoppear to
be in the nakin,

s Dasges of i'cfomm

A mumber of buses of rofcin have already boen esiablished or are
v2ingg developed. There aro throe types: functional, oijanizational}
siporting.

1. Functional Bases: The central pur.ose of this projeet is the
linking of the government’s principal persunrel activities into an integrated
s7atan which ean buest sorve the noeds of hih lovel manpouer development and

HCLASSTETED
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To support the career planning efforc, a master development
schome will be preparcd projecting the needs for high level nanagerial
talent during the Fourth Pive Year Plen period (FY 1971 « 75). TIn
additiou this project calls for strengthening or introducing rodorn
Forsonnel management practices.

The nanpovier troining and ;locement targets projected in tho
orizinal P:P remain essentially in effect. The five year manpouer
developient @ 1an now in preparation uill specify the manazerial noocs
in the spoeinl areas.

hig  rojeet will train in o rlve yoar period in Patistan and nbroad
LG oiicors in coreer specialities. Over half of these officers will
have Loon Lrain ! abroad in the Unitod States, the United Kingdom ond
Canacne,  OF Lhe 109 officers sent to tho 'mited States, ap,roxinately
ho=5C w311 have Duom troadned under A.T, U, si.onsorshly and the remzinin:
uncler Wiv auspices of Ford “oundaticn, Asia toundation, Eiscnhover
‘ollousip o and antetost Followships.

Co  Tiy.oved Pornonnel Practices

e Leteoonetion of carcer plannin: and svstesatie placament
will ve mirve 2 woelbor of major persumicl innovations: sueh as an
axecutive fuvomtor, s oglers; a osition closuification j\rogram;
improve: ot o e wvaluction of individual rerformance; and now tesis for
teer dtcent and provetion.  Foogressive sheps have Loen taken 4n theso

arang over tho laat tvo years (Ses Course of Actiong Scction V),

Do Imsuitubions] Tinky: g vor Managerial Daval opment

Trda projeet (311 stren~then institutional arraryeaents to
U 0U% By crreer not erns dovaloped by the Establishment Divizicn
and other jorsonncl oooviiags,

]

1. “ction Aroag
‘hose arran eeents (puindas the oxpandingg intesrating and
coordinatin. ot institutions nov in opcration in Pakistan in theso
action arcas:

2, Preesorvice edueation:

interrote and utilize the Departmont of Administrative

BICLASSTUTED


http:e':?rwJ.ml

15ATD/Mawal pindd

2o

TOATD A T772 IFICLASSTFIED 22 27

bo

Co

d.

Qo

Science, University of the Punjab, Lahore; Inrtitute of
Business Administration, University of Karachi; and Institute
of Business Administration, University of Nacca.

Pre-sorvice training: strengthen the Civil Service Aeademy
and the linance Service Academy in Lahiore; tho Secretariat,

Training Institute in Karachi ond Ravalpindi; the Provincial
Givil Service Academy in Poshawar; and tho Carcttod Officers

Training hcaderry in Dacea,

In=house training: ecstablish pilot training cells in key
apgencies.

tid=carcor development: integrate and stren;tlion the Haticnal

Tnstitutes of Pablic Administration, jural Mevelopment
Academies and the proposed Institutes of Tocol severnnmont
for East and :'est Pakistan.

sxecutive dovelopment: rolate training ot tim Administrative
Stoff College to the atatfing needs of top 1:vel 1anarer.

Varicus 7n; roaches

Severel moung may be uzed to nchisve these cenda:

{lo

bo

Co

Co

Shivolote tho National Administrative Trainin;: Council to
provide policy culdanco and to follow upr on the implementation
of astablished rolicios,

Hol” roval r meetin s of the directors and staff's of the
principnl nangpaoment devalopment {raining and oducational
institntions,

eveic,. soocialized procrams in training and educational
institotiens 4ailored to the needs and i-riorities of
AOVOPT L2 0nei 0%

mretanlich pilot tradning and carser developricnt cells in the
lor -2 ocactes smier eofesaional trainers,
Bsta list o ron ;rolessional ancieties similar to the

Aresdy~ogialichod PakisLan Society for the Advancanont
ol “rainin .
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V. CUURSE OF ACTION

e The need for a Flexible Approach

The central theme of this project is that Fakistan's civil
bureaucracy is becominy increasingly inadequate to fulfill its appropriate
role in accclerating the nation's social and economic progress. For the
first tine in “Yaldstanis history, strong and vell-orpganized political forces
ar® succassfully contesting the entrenched bureaucratic interests. Thease
groups apee Jdumanding rogrossive ang wholesale changes (both political
ard aladnistrative) with the purpose of overhauling a bureaucracy that has
becwte alaminsly inefficiont; ridden with graft and corruplion; and
arcorant .l officious in relations with the public,

The demands of these political forces {ineluding opiosition
political arties; stuwlent and labor groups and subordinate governrent
services) :re aimed at changing drastically the present colonial-type civil
administrtion from its traditional rabtern of control :nd :lasinance by
a fou eidlte elements to that of a browdly based demoeratic structure
responsive bo artionad needs. -me result of these forces has buen the
toppling of vl 10U vasr-old regime of Fresident Ayub in carly 149 .nd a
period of jopular upheaval and bredclown of law and order that eventwtod in
marbial i beiny lect red on areh 2hy 1969,

{a rosionse Lo these various political demands and forces, the
“artial Law obadnd stravion ('LA) has 2 ointed several hirh level groups to
study the civil biwosuerzey and to make recoumierlat. "g for its improvement .
“itkin bie next fow montis Lhe MLA will probably aunounce a policy and major
program for Lhe renowvition of the civil bureaucricy. This would be conglistent
with the sajor colicy chonges a lready anmnounced in education, labor and lLow~income
housing.

The LA reconnizes that sianificant modification in the eivil
bwroeaucracy i3 required both to suprort the nation's social and economic
progress as well as to preveut the collipss of law and order as occurred duing
late 1968 und eardy 1909, intil the “LA indicates elearly the natwre and
scope of the bureiucratic reform envisaged, itission inputs nmust be modest and
its operaliosnl role suffieciently floxible to talke advantapge of targats of
oppo tunity. (Ses Lection ToF.)

The GuP hus requested ission assistance to expand the career
development p:.lterns for its central atd jrovi.cial superior services. This
innovation will require substantial modification in the present personnel
practices: (1) cinnges in Lypes of persons recruited for the superior services;
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(2) revision and expamsion of programs for the reeruitment and training of
public servants (pre-service siucation, probationary, technical, and
mid-carcer training and executive developuent); (3) the provision that
promotions be based increasingly upon merit through the examining process
(promotionil examinations) and not seniori.y; and (4) Jullcious placement
and transfer of superior service officers,

The course of action that follows is largely confined to this
scops of activities; with flexibility built in to respond to a broader frame
of referance if the situation so requires.

Be iction Phasos

The course of action of this prmwn project falls into three
phases:
vuork for
Yhase 13 establish a scopo of/modernization activities;
thase 2: develop training programs and iiprove j.ersonnel systems; and
feage 3t follow-up and evaluation,

Ph.se 1

“atoblish a icope of vork for Modarnization sctivities

Vids shase builds upon the recommendatiqns of two consultants
finminced unler Technicaul Support in carly FY 1970 .".7 o A nuaber of buckyroumd
stulies will huve been completod against. which to develop a detailed action
plan.  ‘The manpoicr survey while the istablishment Uivision has now wider way
will have beon campleted and several earecer patterns uill be developud beyond
those alreudy established tor reneralist and Julicial carcers,

fn this yhase "iasion assistance will consist larpgely of three
short=ters consultants,

2 Consulbant in careor planning and training for two months;
e coasuliant In civil service reform for two wooks; and
e eonsuliant in wanagerial mvipover planning for 3 months.

Wl b ores shioch=tern consultants vill work with the tstablishnent
Division, the Fublic ervies Corsdsoion ani the Plainning Comaission,

&/ dre Robort abruison (wen< note /) il Ars tilonn otahl, Ford Fouslation:

CHULASSTFTSD
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Two key Pakistani officials will be sent to the lnited States
for short-torm observation tours to study the organization and implementation
of moderrn career planning and porsonnel management systems and practices as these
relate to the needs of rakistan., 'They will investigate the possibility of
making arrangements similar to those developed between Turkey and the State
of Mew York for financial managemsnt (3ae Section III 1),

The scops of _etivities should bo fully developed by June 1970,
based largely upon the recommendations and findin:s of the three short temm
consultints and the two rakistani officials selected for short tern study and
obgervation in the inited States,

hage 2

Javalop iraining Programs and Improve Systems

Thia 1s a continuous activity throughout the life of this project.
By July 197V training will be directly rolated to meeting the managerial/
planning needs. Tarpets for improvement in the personnel management system will
have been ideatit'ial and action programs initiated,

A major objective of this project i3 to bring togethar the
disparate traindrny procrans and activitles of the Establishment Division into
a well=iesi nl manyo.cr developuent effort, ranzing from the training of
idph level executives to rirst Une supervisors. The follouing general
categorias of purticiu .t tralning Xexx are plamed to cover the need for trained
executives, mildle naw. oo, supsrvidors, and rrofessional trainers.

. cxecutive Jevelopnont . une or tuo ontstamling senior officers
of Joint Gecr tary or Hecrotary ranx would svpend thres months at the Feleral
nsecutive Institute, Charlottesville, Virginia, or an equivalent inatitution.
't 15 .roposad Lhat Lhis <lement bo deferrad witil FY 1971, following revioew
of Lue reports of Lhe Lvo laidst-ni ofticials sent on short term study and
observition tours in ¥t 1970,

bo _dd-ligreer Jevelojriiznt Four officers each Y from the
cantral -l jrovincial supervisory services will be selectud by merit
and ,vovon adninistrative expoeriencu for usters dogree training in development
administration; business adininistration and/or dovelopment econcmics. These
of ficers will bu of Juputy secretar or equiwilent rank and have from 10 to
12 years of povernuont service.

In Lhe past few years unier other project.f the Mission
his sent three jroups of superior service officars to this type of training,
These o.ricers have ba3n enrolled at tarvard University, Williams College and
the University of Southern California.

#dublic Administration (froject :10.394=11-770~105) & Government Management
(Project i10,391-11-770- mﬂ‘;&?bm"'ﬁgﬂ‘d
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Co lanagement Dsvelopment. A select group of central and provincial
superior service officers with 5 to 7 years of service will be sent to tho
United states for advanced training in wvarious management apeciulii:i.. The
first group of six officers was selected in July 1969 and will depart in
September 1969, The following program hae been developed for this group
in FY 1970. It will be repeated four times during the life of the project:

(1) Pre-departure trainins for eight weaks at the {lational 2
Institute of Publie Administration at Karachi, July amd August 1969,

(2) On-the~job tra.nine of three to four months in a tachnical ‘/
management special from Getober 1969 to January 1970,

(3) University training of cne samester in the tUnited States
beginning in January 1970 in the technical managoment specialyy of each
of ficer.

(4) A three~week humn ralations training institute at a
leading university.

(5) A concluding ciphteuweek seminuar on development administration V‘L
at a lenling university or in washinitton, D.Co

(6) rlicewnsnt of officers back on the Job and preliminary
ovaluation of 1rogran, July to Septenbsr 1970,

The Joint Secwratary of Teaining in tho #stablishuent Uivision
will visit the nited Stetes in connection vith this training pro.ram in
Februaxy-'larch 1Y70.

d, frainin: of Imstrustional Staff/Personnel Practices, A selected
nunber of officers from thoe trailning Institutions; Lhe Public Service
Comnission and porsoaiel agencices vill be traincd :broad in training and parsonnel
practices.  Tuo [ ersoans a yaur sre tantatively sehoeduled beginning in FY 197Q.

€o Awerdcan bniversity ia Bedrub: duserviscryg 'diddle danagement
and Traindin: taffeo ' i 1969 the .I.). sesisted training faeilitices in
public aladnistration offerot throug: the American University in Bedrut werc
extensively sbuwlied and o sobotaotially modified progrwa was begum to ucet the
training noods for supervisory, middie waanagemend and tralning staff. For the
noxt four years 20 -« 25 persons ench year will be trained at AUB wxder the
folloudng progrvigs

WICLASSIFTeD
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(1) Career Developmont. 15 officers each FY drawn largoly from the
Central secretariat Servire (S ct on Officers) for a 9 month non-degree rograme

(?)  Development, adidnistration and business administration. Four Junior
staff .ombers in FY 170 dravn irom L. trainiog institutions wider the control or
purview of the tstablishment Oivision for a two-yoar Yaster's derree program.

(3) ucholar in residence. 'Two senior o ‘iicers each FY drawn from one of
the training institutions wiler the control or purview of L ikstablishimont dvision
vill gpend four months at AHULG undee specinl gtudy and research ;ropgrams.

In July 1968 the ission Chief of iublie idi-dinistration visited AUB to
arcange the detalls of this jrosmram. The Ueputy Secretary for Training of the
wstablishmont Nivis on is scheduleil for a4 1 week visit on Invitational Travel to
B in eariy FT 1970 to evaluvate furthor this new pPrograit.

Phase 3

fFollov~up and fvaluation

Throughout the life of this project evaluation will be a continuing
feature, .ipscicl stulies and reports will be scheluled to «rovide banch marks
agilnot vhich to measure project progress, A joint owaluation by the P’'akistan
Governasnt and 1.T.9 i3 planned 12 to 18 months followin: the enl of uroject
activitiesa
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