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INTRODUCTION
 

An Assessment of the Current Situation in Balochistan:
 

In March 1990, the position of Additional Director for Primary
 
Education in Balochistan was established in response to a
 
precondition for release of funds under the USAID PED programme
 
grant. Mr. Ijaz Ahmed Malik, the incumbent, also served as deputy
 
director planning. Dr. Darnell, Team Leader PED, arrived Pakistan
 
in June 1990. As of August 1990, the Primary Education
 
Development (PED) Programme in Balochistan consisted of two part
 
time government officials, two technical advisors, and no available
 
funds or office facilities. As of August 1994, there exists a
 
fully staffed, operational Directorate of Primary Education with
 
it's own budget head and associated authorities. It is headed by
 
Mr. Ijaz Aimed Malik, now Director Primary Education Balochistan.
 

On June 30, 1994, USAID funding support .forthe Primary Education
 
Development Programme in Balochistan came to a premature end due to
 
the 'Pressler Amendment' and political differences over Pakistan's
 
Nuclear Programme. In the remote and underdeveloped Province of
 
Balochistan, the PED Programme will not end as the Government of
 
Balochistan, World Bank (IDA), UNICEF, and others have come forward
 
to provide funding support for the development effort and to help
 
ensure that certain elements of the programme are institutionalized
 
and thereby achieve a degree of that very much desired objective:
 
'sustainability of reforms'.
 

On December 15th 1993, The Director Primary Education, on behalf of
 
the Government of Balochistan, signed a multi-year contract with
 
the Academy for Educational Development (AED) to continue an
 
expanded programme of Technical Assistance Services in support the
 
Primary Education Development Programme in the Province.
 

A change has occured in funding support but no meaningful change in
 
the Programme or in the programme approach. The Team Leader of PED
 
did not change even though the post is now technically referred to
 
as Chief Technical Advisor and the overall Primary Education
 
Development (PED) name remains. The formal name attached to the
 
IDA credit is the Balochistan Primary Education Project (BPEP) and
 
the UNICEF support for rural female primary schools is designated
 
as MFTTU-2.
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The role of 'Team' leader is appropriate to the situation as the
 
evolving Primary Education Development Programme has become
 
institutionalized within the Province and the 'Team' now involves
 
officers and staff of the newly established Primary Education
 
Directorate plus 39 male and female administered district offices,
 
six technical advisors (TA) and support staff, several thousand
 
teachers and as of this report, two hundred village education
 
committees and a PED spin off NGO, The Society for Community
 
Support for Primary Education in Balochistan.
 

This very capable team tends to need tactical leadership more than
 
it needs technical advice. The Balochistan officials know what
 
needs to be done. They often know how to do it. The team leader's
 
job is often to help with conceptualizing and developing an
 
approach to implementation and sometimes to help clear away
 
obstructions and to ease the path for others so that they can
 
accomplish 'their goals'. The Director of Primary Education
 
describes the relationship between the Government and the TA as a 
partnership with shared responsibility.
 

It is important to acknowledge other significant members of the
 
team. Senior Government officials led by the Additional Chief
 
Secretary (Development); Secretary Education and Secretary Finance
 
have personally supported recommendations for major policy changes
 
and facilitated implementation of numerous very ambitious programme
 
activities.
 

We (a collective 'we') have recently added the communities and the
 
politicians as partners. Maybe the most significant recent
 
development is the growing support of communities and the political
 
sector. Mutual confidence is shared with the Minister of
 
Education. The support in the Provincial Assembly is such that in
 
June 1994, every line item requested for primary education was
 
passed during a time of financial hardship when even development
 
budgets of the Provincial Ministers were being cut back. On August
 
18, 1994, the Additional Chief secretary and the Director Primary
 
Education will make a presentation of PED Balochistan
 
accomplishments to the President of Pakistan.
 

Throughout the past four plus years USAID has been solid in its
 
support of the Province's efforts and has provided quality
 
leadership and, periodically, a timely push to stimulate
 
development. USAID and the World Bank also worked effectively with
 
the Government of Balochistan and the TA to effect a smooth
 
transition of funding support such that improvements in operations
 
and policy reforms were never slowed or put at risk.
 

Government, communities, donors, NGOs and technical advisors all
 
with the same vision working together to attain a goal. This is an
 
important ingredient of a successful, sustainable, development
 
programme. Working to facilitate such a set of relationships is a
 
major job objective of a team leader in any development
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environment. In Balochistan it has happened and positive primarl
 

education developments will continue.
 

The Assignment:
 

The contract statement of work for the position of Team Leadei
 
Balochistan has two major functions. One function is th(
 
administrative, financial management and human resource developmenl
 
function that is part of heading up a local office to supporl
 
programme activity in a remote and under developed province. Ther(
 
are multiple requirements and demands of the Provincial Government,
 
USAID, The Academy For Educational Development (AED), the TA Tear
 
and the locally hired staff that must be met. Activities rang(
 
from developing annual work plans and budgets to ensuring thal
 
vehicles are maintained and available when and where needed.
 
These tasks were all accomplished to everyone's satisfaction witl
 
the exception of vehicles. Seldom did a day go by that someone waE
 
not making a demand or fussing about something having to do witi
 
transportation.
 

The second function was that of Technical Advisor foi
 
Administration, Management and Policy Reform. This report deals
 
with this programmatic part of the responsibility.
 

The first item under this function is stated as: 'Work closely wit
 
Pakistani provincial administrators and teachers to carry out thc
 
objectives of the program.' This sums up the job very nicely.
 

This function was also accomplished to everyone's satisfaction. It
 
should be noted however that it was necessary for all parties tc
 
work through some early confusion of what the job of a TA team iE
 
in a development environment such as PED where the approach is that
 
of a programme working within the Provincial Government and not as
 
a project sitting outside the system. It was essential that the
 
team work in a participatory partnership with shared responsibilitJ
 
and be more than 'advisory'. An ongoing concern is how involvec
 
should the team be in the affairs of the Education Department. The
 
Government (beneficiary) encourages full participation. The tricl
 
is to participate fully without 'doing the job' of the concernec
 
officials. A senior official from the Sindh Province recentll
 
commented on the fact that the TA team members in Balochistan dc
 
not put their names on everything or take too much credit foi
 
developments and then go away to iother job as is usually the
 
behavior of expatriate consultants and advisors in his province.
 

The steady support of Dr. Wade Robinson, Chief of Party, and AEL
 
(Steve Moseley, Sharon Franz, Barbara O'Grady and Randy Hatfielc
 
plus too many others to name here) contributed greatly to succesE
 
of the team's work in Balochistan. Likewise David Sprague, Sarah
 
Tirmazi and Nadir Abbas of USAID Islamabad played major roleE
 
during this period.
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The TA for the various activities under USAID PED have been:
 

Administration, Management and Policy: Dr. William Darnell 
Beneficiary/Community Participation: Dr. Quratulain Bakhteari 
Management Information Systems: Mr. Jorge Valdes 
Construction Engineering: Mr. Jhanbux Bamji (USAID) 
Teacher Training & Supply: Dr. James Hughes / Dr. William Fanslow 
Instructional Materials Development: Dr. Janet Robb
 

A large number of consultants and local professional and support
 
staff have also made major contributions. The following team
 
members from Balochistan have worked with me on a daily basis
 
providing assistance and guidance in my role and as Team Leader and
 
Technical Advisor and deserve special reference.
 

Administrators: Ms. Shirley Franklin and Ms. Shahnaz Maqbool
 
Programme Associates: Ms. Uzma Anzar and Ms. Rahila Mushtaq
 
Management Assistant: Mr. Juma Khan Baloch
 

Host, cook and manager of my home in Balochistan: Mr. Ahmed Ali
 

Highlights of Accomplishments:
 

The PED Programme in Balochistan accomplished many of its
 
objectives even though the term of the USAID grant was shortened.
 
For those objectives that still remain and new upwardly revised
 
goals, the organizational structure and associates processes and
 
rule changes that are essential to continuing development are in
 
place. The funding to continue and sustain development is also
 
secured and in place.
 

Highlights of accomplishments in the broad based administration,
 
management and policy area are summarized below. This includes work
 
that involved the significant contributions of Dr. Quratulain, Mr.
 
Bamji and Mr. Valdez. Details of the general situation and
 
Administration and management activity specific to my position
 
follow in later sections. Details of the other programme areas can
 
be found in the individual reports of the other TA and consultants
 
who have played significant roles in Balochistan's development.
 
Much of the content of the individual TA reports is included in the
 
final programme report which will be submitted by the Academy For
 
Educational Development.
 

Administration and Management Accomplishments (including community
 
supported programmes i , BEMIS and construction management): 

iThe reader is referred to an excellent presentation of the 
Balochistan efforts to stimulate community support for girl's
 
education titled, 'Teaching Communities To Educate Girl's In
 
Balochistan' written by Barbara O'Grady and published by AED (April
 
1994).
 



-Establishment and full staffing of Directorate of Primary
 
Education.
 

-Change in SeLice Rules to permit women to hold all positions
 
in the Directorate of primary education with equal authority
 
and responsibility.
 

-Development of functional Job Descriptions for all
 
directorate and field office posts and preparation of an
 
'officers Guide' which includes cross reference of rules of
 
government and authorities for each position and conduct of
 
workshops to develop understanding of these responsibilities.
 

-Replacement of cumbersome and fragmented system which
 
required development and approval of a planning document (PC
1) for every new activity with a streamlined procedure that
 
involves approval an annual plan which integrates all donor
 
and Government activity into one master plan for the fiscal
 
year.
 

-Development of Balochistan Education Management Information
 
System (BEMIS) which is now used to plan school construction
 
and teacher hiring based upon a complete school census data
 
gathered at the beginning and the end of each school year.
 

-Involvement of communities in establishing and maintaining
 
new girl's schools in areas of the province in which there has
 
been no female education before and getting the Government to
 
set aside precious new teaching posts for community supported
 
schools.
 

-Establishing a not for profit organization (NGO) with funding
 
from multiple sources to assist communities and the Government
 
in establishing new girl's schools.
 

-Involve private sector in quality assurance for school
 
construction.
 

-Introduce competitive bidding procedures and improved
 
tendering procedures for procurement of construction works.
 

Administration and Management Goals Still In Process:
 

-Implement effcctive financial management and performance
 
monitoring systems.
 

-Institutionalize positive changes such as community
 
participation in primary school management and extend the
 
process to all schools.
 

-Improve day to day management practices at all levels of the
 
Education department.
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-Establish true spirit of competitive bidding and quality
 
assurance within the government offices and minimize
 
'commissions'.
 

-Conduct regular, practical, on the job training at all levels
 
of management in the primary education system as part of the
 
responsibility of managers within the system.
 

Instructional Materials:
 

The capacity to produce instructional materials in Balochistan
 
has been greatly enhanced by the establishing of an
 
Instructional Materials Development Cell with desk top
 
publishing capability.
 

-Improved textbooks and other learning materials have been
 
developed for Kachi (kindergarten) and first grade. These
 
materials are currently in field test. Plans are to put the
 
new materials in all schools by 1996.
 

Instructional Materials Goals Still In Process:
 

-Field testing i!.to be completed and texts finalized for
 
complete distribution along with the necessary teacher
 
training. Approvals from Federal Curriculum Wing will be
 
required and may result in unplanned delay.
 

Improved procurement practices by the Text Book Board are yet
 
to be implemented.
 

Teacher Training and Supply:
 

This programme area is a special concern. Great instructional
 
materials, quality construction and valid information systems mean
 
little it there are not quality teachers available to help the
 
children learn. There are some significant developments in this
 
area but much remains to be done. Two significant developments
 
follow:
 

-The problem of training rural females in a 'purdah influenced
 
society' where women cannct travel any distance to the
 
colleges has been eased somewhat by taking the training to the
 
women under the Mobile Female Travel Training Programme. This
 
required obtaining waivers of several items in the rules.
 

-Previously most teachers were untrained and there was not
 
requirement for them to receive training. Now all new
 
teachers must be trained before being receiving the post and
 
the backlog of untrained teachers was removed through a crash
 
training program over a two and a half year period.
 



Teacher Supply and Training Goals Still In Process:
 

-Improve teaching techniques by reorienting teachers from
 
memorization to other techniques.
 

-Strengthen both the in service and pre-service training
 
through restructuring the teacher training program.
 

-Train the almost 400 'learning coordinators' in all districts
 
to provide useful assistance to teachers and help ensure that
 
teachers and learning coordinators show up for work.
 

Summary:
 

Much has been accomplished. Much is yet to be done. Some of the
 
developments, such as changes in the service rules and the
 
establishment of the Directorate are rather permanent. Other
 
developments such as the community support programme, improved
 
materials and teacher training require much more work before they
 
can be considered instutionalized and therefore sustainable.
 

The fact that the Government has taken an IDA loan and has retained
 
TA for another four years suggests that the Province is serious
 
about continuing the PED Programme initiatives. This commitment on
 
the part of Balochistan officials is the best guarantee that the
 
vision of quality education bring available for all children will
 
some day be attained.
 

STATUS AND CONTINUATION OF
 
ADMINISTRATION AND MAhAGEMENT CAPACITY BUILDING
 

AND POLICY REFORM
 

The discussion which follows reviews the objectives of the
 
programme. According to contract, the Technical Advisor for
 
Administrat:on, Management and Policy has a principal
 
responsihility to: 'Work closely 
admini.strators and teachers to carry out 
prograu., 

with Pakistani 
the objecti

provincial 
ves of the 

PROGRAM GOALS AND PURPOSES: 

In the Program Assistance Approval Document (PAAD), June 1989, the
 
Summary Program Description states:
 

'The Primary Education Development Program will help establish
 
a foundation for sustained economic and social development in
 
Balochistan and Northwest Frontier (NWFP) by encouraging
 
policy reforms in education.'
 

And the Goal ana Purpose section states:
 

'The program goal is to enhance the institutional capabilities
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of the Balochistan and the NWFP governments to formulate and
 
implement policy that improves access, equity, and quality of
 
primary education.'
 

CONDITIONS PRECEDENT
 

The Program Grant Agreement of same date adds some 'Cunditions 
Precedent' that must be met by the participating Governments. It 
requires the following: 

- Each province will establish a separate steering committee 
composed of, at ]east, the Secretaries of Education, Planning 
and Development and Finance empowered to negotiate annual 
action plans and policy and performance benchmarks with A..!.D. 
and to conduct semi-annual evaluations of progress 
- Each province will prepare written, agreed upon benchmarks 
and a workplan (including activities and budget) 
- Each province will meet minimum annual budget increases for 
primary education (5% NWFP and 8% Balochistan) 

It is sufficient to say, from an Administration and Management
 
perspective, that all Conditions Precedent were met annually by the
 
Province and that the Steering Committees and Education Departments
 
performed effectively in facilitating program developments.
 

THE ADMINISTRATION AND MANAGEMENT ELEMENT:
 

This section of the William G. Darnell, Team Leader PED, end of
 
contract consultancy report discusses 'The Administration and
 
Management' element's contribution to attaining those program goals
 
and related policy reforms.
 

In order to achieve the program goals a number of actions were
 
suggested in the PAAD or required as covenants by the Program Grant
 
Agreement of the June 1989. These include:
 

1. Establish Directorates of Primary Education
 
2. Develop education management information systems (EMIS) and
 
encourage use of data in improved planning processes
 
3. Enhance capacity of the Directorates (through improved
 
procedures and training)
 
4. Facilitate promotion of female employees
 
5. Utilize participants that receive long term training
 
6. Improve financial planning and reporting
 
7. Involve the private sector
 

An additional significant activity, which might be seen as the
 
natural extension to involving the private sector, was added as the
 
program evolved.
 

8. Encourage community pFrticipation
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IMPLEMENTATION FACTORS:
 

To help the provinces address the above objectives a long-term
 
technical advisor (TA) was hired for each province. The TA in both
 
provinces were assigned significant additional responsibilities
 
which at times limited the attention that the TA could give to
 
implementing the multiple efforts required. The NWFP advisor also
 
served as Chief of Party and the Balochistan advisor also served as
 
Team Leader.
 

Effective utilization of short term consultants (international and
 
local) and on-job training of locally hired professional and
 
administrative personnel contributed to the successful
 
implementation of this program element. A residual benefit is that
 
this locally hired, trained staff, that handled responsibilities
 
beyond those of their peers, will remain in place and continue to
 
support primary education and human resource development efforts in
 
the provinces long after this contract is complete.
 

The two provinces are organizationally and culturally different.
 
Each province was at a different state of readiness for development
 
when the program was initiated and as development evolved the pace
 
and path in each was distinctively different. Fortunately the
 
program approach which involved provincial steering committees with
 
the authority to negotiate annual benchmarks and annual work plans
 
and conduct regular semi-annual reviews permitted the provinces to
 
develop in the way most suited to each. The Government of
 
Balochistan substituted the annual work plan of the PED program for
 
the standard PC-l process which streamlined the implementation
 
process. To the credit of USAID office of Human Resource
 
Development (HRD), the agency did not to demand that the provinces
 
stick to one rigid plan that fit both of the provinces. The HRD
 
staff actively participated in steering committee meetings.
 

The program goals remained the same for both provinces. There has
 
been no compromise of the objectives. Balochistan has made
 
significant advances in all areas. Even more significant, the
 
provincial organizations have been enhanced and policy changes
 
implemented that will ensure that the gains that have been made
 
will be sustained and continued positive development is ensured.
 

The two goals of the PED Program;...
 

'The Primary Education Development Program will help establish
 
a foundation for sustained economic and social development in
 
Balochistan and Northwest Frontier (NWFP) by encouraging
 
policy reforms in education.,
 

'The program goal is to enhance the institutional capabilities
 
of the Balochistan and the NWFP governments to formulate and
 
implement policy that improves access, equity, and quality of
 
primary education.';
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...are well on their way to being met. These were ten year goals. 
The program has had only four years of operational life. But the 
funding and continuity for future development is in place and 
continued development in Balochistan is assured. 

A CASE STUDY OF
 
ADMIFISTRATION AND MANAGEMENT CAPACITY BUILDING
 

AND POLICY REFORM UNDER PED 
IN BALOCHISTAN
 

BACKGROUND:
 

The Primary Education Development Program in Balochistan was
 
initiated in an environment which barely acknowledged primary
 
education. The organization is staffed by field officers that have
 
been promoted from the ranks either directly as a result of 
seniority or with the assist of a significant political push. No
 
primary schools had been built in the prior year. The budget of
 
primary education was regularly attached and redirected to
 
secondary education or colleges. The educational information 
system consisted of 129 different aggregate reports submitted from
 
different sources that seldom included the same data. Primary
 
school teaching posts established in rural areas were regularly
 
'attached' and reassigned to more desirable urban areas or given to
 
individuals who never intended to enter the classroom. The annual
 
development budget and donor programs were too often seen by
 
officers as an opportunity to enhance their own personal situation.
 
The rule of the provincial ministers was almost absolute followed
 
closely by the Senior Education Staff Association in Balochistan
 
and the Teachers Union.
 

Anarchy is an apt term to describe the educational administrative
 
system in place in Balochistan in early 1990. Tragically, officials
 
view Government Schools as place for the children of common people
 
and not as centers for quality eduction. Few, if any, officials of
 
the Education Departments have children attending these schools.
 

There wa - no one responsible for primary education and no place for
 
a person seriously interested to , for he'p or to provide
 
assistance. There was a Primary Education Project II that was
 
supported with World Bank credits that was ineffectual. Operating
 
a Project Implementation Unit (PIU) outside the system the project
 
had no effect on the schools. In fact it was to construct a number
 
of primary school classrooms in the province, but after several
 
years has not completed one.
 

Significant sums had bL n spent on this project however.
 
Approximately 190 learning modules were developed in the various
 
provinces under the guidance of the Federal level PIU. The
 
language complexity of these documents was beyond the level of the
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primary teacher in balochistan. Learning coordinators were hired
 
and trained using development funds but again they were outside the
 
system and ineffectual. The Additional Chief Secretary
 
(development) and other senior officials wished to close the
 
project and staunch the flow of funds. The World Bank was also
 
prepared to terminate the project. Balochistan's Development
 
programmes in general were not being effective.
 

In February 1991, during the evacuation for
 
Iraq War, a delegation from USAID and the TA
 
team approached the Bank concerning possible
 
continuation assistance for PED following the
 
anticipated USAID cutoff due to Pressler, the
 
bank cited the failure of the PEP-II as reason
 
for being disinclined to do so. When the bank
 
visited Balochistan in may of that year and
 
saw the early progress and attitudinal
 
difference resulting from the PED program
 
approach they reconsidered. In 1992 the PEP
 
II PIU was closed and responsibility for
 
completing the construction of schools was
 
given to the additional directoL PED.
 
Beginning June 1993, a US$106.0 million credit
 
from the World Bank is available to continue
 
the PED programme developments in Balochistan.
 

In March 1990, the post of Additional Director Primary Education
 
was established in response to a condition precedent required for
 
the release of funds under the PED grant agreement. The Additional
 
Director continued to also fulfill his responsibilities as Deputy
 
Director Planning for the schools directorate. The first annual
 
plan for 1989/90 was a carbon copy of one developed for the NWFP
 
and few people in Balochistan were familiar with its contents.
 

The Administrative and Management TA and PED Team Leader arrived
 
Balochistan July 6, 1990 having been preceded by one month by the
 
teacher training TA. The second annual plan for the fiscal year
 
1990/91 had not yet been developed even though the fiscal year had
 
begun. A steering committee meeting was scheduled for July 23,
 
1991. The first annual plan was developed, presented and approved
 
in slightly more than two weeks of day and night effort by the
 
additional Director, a newly appointed assistant director and the
 
t o advisors who knew little about the province or its needs.
 

It was a pretty good plan. Ideas were liberally taken from the NWFP
 
plan and the programme planning documents. Only a small percentage
 
of what was in that second plan actually got implemented during the
 
year and much was moved into the plan for the next year.
 
Significantly three very important activities did get started. By
 
October 1990, the province was able to conduct its first school
 
census. The first phase of the human resource survey was completed.
 
A program called Mobile Teacher Training was initiated to seek out
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females on rural communities and train them to be teachers. The
 
first two documented a desire for female education in rural
 
Balochistan and the third initiated the Provinces efforts to seek
 
alternative strategies that would help close the gap.
 

Today there is an effective Primary Education Development Programme 
in Balochistan with a Directorate of Primary Education (October 
1993) with full administrative and fiscal authority. The PED is 
being cited as a development model for other human resource systems 
in Balochistan. In March 1994, the managing director of the 
balochistan Private Education Foundation, described the PED and the 
Primary Education Directorate as the example that other 
directorates and Departments in Balochistan were now challenged to 
follow. The Midterm Evaluation of The Primary Education 
Development (PED) Program (May 93) states in the executive summary 
that: 'Institutional development and management and administrative 
structures have been developed for policy reform. Basic program 
alterations seem not needed, ... ' Independent delegations from 
Sindh and Punjab have come to be briefed on the approach that
 
Balochistan was taking to address the needs of primary education in
 
Balochistan.
 

The needs in Balochistan are great, it remains the least developed
 
Province and will be so for a long time into the future. A small
 
population is spread over vast distances with poor communications
 
links. There is little economic infrastructure and the Provincial
 
treasury verges on bankruptcy. Political problems within and
 
outside the Education Department continue to work against progress.
 
There are not enough educated girls in the rural areas to fill the
 
teaching posts. Few officials have adequate training or experience
 
for their jobs. However, the Province is rich in its commitment to
 
improve the situation; especially the Primary Education System. To
 
do so requires that every effort continues to be made to ...
 

'...enhance the institutional capabilities of the Balochistan
 
...to formulate and implement policy that improves access,
 
equity, and quality of primary education.'
 

ACTIONS:
 

1. Establish Directorates of Primary Education:
 

The Program Grant Agreement between the Governments of Pakistan and
 
the United States of America required 'That within one year...the
 
Department of Education of the Balochistan Province shall establish
 
a Deputy Director for Primary Education and thereafter establish at
 
an appropriate time, an administratively separate Directorate of
 
Primary Education.'
 

The Directorate was established as an attached Department with full
 
fiscal and administrative authority in October 1993.
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In March 1990, the Government established the position of
 
Additional Director of Primary Education thereby meeting the first
 
part of the Covenant. An Additional Director is a rank one level
 
above that of Deputy Director.
 

Establishment of the Directorate then took lower priority during
 
the next year as rore immediate concerns of establishing the
 
program took precedence. The PED annual plan for FY 1991/92,
 
approved in may 1992, set as a program benchmark the strengthening
 
of 'The capacity the Office of the Additional Director to
 
administer and manage the primary education system...' One of the
 
sub-activities of this benchmark was the development of 'A plan and
 
implementation schedule for the establishment of the Directorate of
 
Primary Education. This plan was opposed by a number of
 
individuals and groups who preferred the status quo. At times the
 
attacks on the additional director, who symbolized this change,
 
were personal and public.
 

In July 1991, The Secretary of the Education Department formally
 
established a committee to develop a plan and to survey the
 
administration of primary education in the Provinces of Pakistan
 
and Azad Kashmir. Survey reports2 indicted that the NWFP Province
 
had bifurcated primary in January 1991 and secondary education and
 
the other two provinces were in varying degrees of separating the
 
administrative powers.
 

A draft report was prepared by the committee for and circulated for
 
discussion. A final report of the committee was presented to the
 
Secretary and the Steering Committee at the end of November 1991.
 
The report recommended that school administration be bifurcated at
 
the elementary level - grade 8. It was noted that the original 
plan in NWFP was for bifurcation at grade 8 and that the Punjab3 

was experimenting with the concept of restructuring on an 8-4 grade 
basis. Release of the draft report and the initiation activities 
directed at the development of functional job descriptions set of 
an intense debate. 

In February 1992, representatives of the various groups, including
 
the Senior Staff association and signed and understanding in
 

2 A series of four reports were prepared by Dr. William 

Darnell, Team Leader PED and Ms. Uzma Anzar, Programme Associate.
 
The Secretary requested the TA team to conduct the survey because
 
of inconsistent reporting by various Government factions concerning
 
the status in the other provinces.
 

3 As of FY 1993/94, the Punjab Province reorganized and has
 
established an 8-4 academic administration with an office of
 
elementary education.
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principal that set out the terms upon which a primary education
 
directorate would be established and specified a number of
 
organizational,and financial concerns that must be addressed. This
 
understanding was crucial because it replace hostile verbal debate
 
with a written statement that registered all concerns.
 

A revised plan, along with organization charts and proposed budgets
 
were prepared and presented to the Department and the Steering
 
Committee in April 1992. The Steering Committee, which included
 
the Departments of Education, Planning and Development, and Finance
 
approved the plan. The PED annual plan for 1992/93 included as the
 
first task, 'Establish a Directorate of Primary Education.' The
 
provincial assembly agreed to put a line item for the directorate
 
in the Annual Budget and authorized the Secretaries of Finance and
 
Education to negotiate an organization.
 

In July 1993, a negotiation between the Secretaries of Education
 
and Finance was held. Two deputy Secretaries, the Additional
 
Director Primary Education, a representative of the Schools
 
directorate and two members of the TA team (team leader and program
 
associate for administration and policy) were asked to join this
 
meeting. The result was a revised organizational structure
 
approved by and initialed by both secretaries.
 

At several critical times in the process of 
establishing the Directorate or in dealing 
with significant policy questions the 
Government effectively used the TA as a 
facilitating factor in their deliberations as 
well as technical assistance in preparing 
necessary reports and documents. In 
Balochistan, the Government consciously used 
the TA in an effective manner to accomplish 
its objectives. Then as later in the Program 
many actions were taken without the 
participation of the TA Team - but on most 
issues involving policy, the TA participated.
 
The Team Leader and USAID HRD were also
 
invited to attend and participate as a full
 
member in all Steering Committee meetings.
 

During this entire period, encouragement from USAID and
 
subsequently from the World Bank was steady. The presence of the
 
Covenant in the USAID grant agreement was a significant motivator
 
for the Government to establish the Directorate. The world bank
 
made establishing the Directorate a condition for negotiation of
 
the IDA credits that will be used to sustain develcpments following
 
termination of the USAID support to PED. Those officers who
 
wanted positive change to occur have effectively used 'donor
 
requirements and conditions' to leverage actions beneficial to
 
primary education. Often actions were taken or policies approved
 
on the last day before a deadline expired. This was true of the
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notification by the Education Minister announcing the creation of
 
the Primary Education Directorate in October 1993.
 

By fall of 1993 there was a line item in the provincial budget, a
 
negotiated agreement for posts to staff the directorate, an
 
announcement by both the Secretary and the Minister that the
 
Directorate was formed but still no Directorate. The to be
 
director was still the additional director and no new posts were
 
sanctioned.
 

At the mid year program review in December this became a major
 
issue. The Government needed to negotiate the future World Bank
 
IDA loan for continuation of the primary education developments.
 
An additional $7.0 million in USAID grant funds were contingent
 
upon satisfactory resolution of this and other issues. The
 
deadline for approving the new Schedule For New Expenditures (SNE)
 
which would staff the Directorate was fast approaching - yet, as
 
some suggested intentional, bureaucratic errors or lost files was
 
delaying the process. Again at the last minute the SNE was
 
approved as the team was in Washington ready for negotiation.
 

The opposition did not rest. There were further delays as
 
pressures to place a person more acceptable to the opposition in
 
the position of the Director were played out and further delays
 
ensued. A compromise was reached as the 'other' individual was
 
temporary posted to the Director position and then promptly
 
retired. Mr. Ijaz Ahmed Malik, the person who had lead the effort
 
for four years as Additional Director was then made Director.
 

But he could not be confirmed as a Grade 20 officer, because the
 
Directorate was not really a directorate. Even though the Chief
 
Minister had ordered it, 'improper procedures' had again been
 
followed, and the Governor refused to issue formal notification of
 
the Directorate as an attached department of the Government of
 
Balochistan. Lacking this notification, the Directorate did not
 
have the requisite administrative or fiscal authorities.
 

In May and June a series of actions were taken to ensure that the
 
Directorate would finally become a reality. With the full support
 
of senior bureaucrats and political leaders the Summary for
 
Creation of the Directorate was again prepared and forwarded
 
through the proper channels. The Finance Department presented a
 
'full staffing' budget to the Provincial Assembly and the SNE's
 
were properly prepares and in place. The Annual Plan for the PED
 
Program now states as its first Benchmark, 'The capacity of the
 
Office of the Director for Primary Education to administer and
 
manage the primary education system will be strengthened through
 
the following activities:'
 

In September 1993, the Governor of Balochistan issued a formal
 
notification of the Directorate as an attached Department in a
 
simple one line announcement. Almost three and one half years
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after the establishment of the Additional Director Post and almost
 
a year after the Establishment apparently was made official by the
 
Chief Minister and notification by the Secretary Education. It was
 
now done. Months of daily pressure and gamesmanship by the
 
opposition intent on blocking the establishment of the Directorate
 
were at an end. The major task of staffing and making the new
 
Directorate and effective force in the iiuprovement of the education 
offered the children of Balochistan would now accelerate. 

During this period of defining, negotiating, maneuvering and
 
convincing and processing, a number of other significant activities
 
that will lead to a strong Directorate and improved services were
 
in process. As difficult as the birth of the Directorate was, the
 
delays had allowed for some important preparations to be completed.
 

-An effective Education Management information was in place.
 
-Detailed, functional job descriptions, which included a
 
program quality and monitoring component were developed and
 
approved.
 

-The Service Rules of Government were modified to remove legal
 
restrictions that prevented gender equity in posting.
 

The above summary has been provided in some detail to illustrate to
 
the reader that it is necessary to take a long term view of
 
development. Persistence and strong commitment on the part of the
 
change agents within the Government or society must be there. Close
 
support of the situation by Donor and Technical Advisors is
 
essential in facilitating the process by which Governments
 
implement change. The number of times when Donor requirements were
 
used to stimulate a discussion or force a decision or the technical
 
Advisor was called in by Government officials to assist in or
 
facilitate an action or deliberation cannot be enumerated. The
 
fact the TA was in place in the province and available on a minutes
 
notice was essential.
 

The fact that over time the Government learned to more effectively
 
managed its use of TA and defined the role of TA in Balochistan's
 
development process, is even more significant. Recognizing TA as
 
external resources that assist in accomplishing tasks or goals and
 
are to be used as such lead to the situation where today, the
 
Directorate of Primary Education contracts for the professional
 
services of individuals and organizations, such as the University
 
of Balochistan and the Society For Ccmmunity Support (NGO) to
 
assist with development (non-recurrent) tasks. The Government has
 
also entered into a contract with the Academy for Educational
 
Development to retain and expand technical assistance support 
through 1998. 

2. Develop Education Management Information Systems (EMIS) and 
encourago use of data in improved planning processes
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Before 1990, there were 129 different proforma for reporting
 
enrollment data in Balochistan. There were almost as many counts
 
as there were forms and sources. Data was used to justify a
 
situation; not to contribute to informed decision making.
 

Implementing BEMIS:
 

The USAID BRIDGES project of Harvard University placed a consultant
 
in Balochistan to survey the situation and begin the process of
 
developing an EMIS for Balochistan. This effort was part of a
 
National. initiative. Recognizing the value of information in the
 
change process, the PED TA placed a priority on getting an EMIS
 
established. In the mid-summer of 1990, fortune would cause a
 
change in the Secretary of Education and Mr. Nasir Uddin, a
 
management oriented officer became Secretary. He also recognized
 
the value of good management data end gave his full support to
 
implementing a Province-wide census of all primary schools in order
 
to obtain information on enrollment, teachers and facilities. The
 
USAID grant funds had not yet arrived in the province and the data
 
collection would be expensive. Further it would be necessary to
 
have computers to process the information. A TA assisted proposal
 
was developed by the office of the Additional Director that
 
requested funds from the GoB ADP to support the census plus other
 
immediate needs. The Secretary of Education, Mr. Nasir Uddin, took 
the proposal to the Additional Chief Secretary (Development), Mr. 
Atta Jaffar, who authorized release the necessary funds from the 
Balochistan Annual Development Plan Budget. 

In putting up the development funds, the Government took ownership
 
of the PED Programme. Not only did it stimulate development of the
 
Balochistan Education Management Information System, but it was a
 
crucial first step in the process leading to sustainable change4.
 

The School Census:
 

The October 1990, school census was successfully completed.
 
Balochistan became the first Province in Pakistan to do so. In
 
April 1994, the seventh semi-annual census of schools was
 
completed. The census now includes all schools through secondary
 
as well as private schools.
 

That first census discovered that there were 28,000 girls attending
 
boys schools. This was a 'wake up call' to the bureaucracy that
 
had been saying that it was impossible to have boys and girls
 
attend school together. It also immediately raised the number of
 
girls enrolled in primary schools because many of the girls
 
attending boys schools were reported as boys. Most of the girls
 
attending boys schools were in remote areas of the province thereby
 

4 See Managing Change: Balochistan PED, A Case Study, Ijaz
 

Ahmed Malik and William G. Darnell, October 1993.
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exploding another myth that said people in rural areas vere not
 
interested in sending their girls to school. It also immediately
 
raised the number of girls enrolled in primary schools because many
 
of the girls attending boys schools were reported as boys.
 

Today the data from BEMIS is considered reliable enough to use in
 
planning and in taking administrative actions. The selection of
 
school sites for construction of a school building or additional
 
classrooms requires that certain enrollment crit-eria are met.
 
Posting additional teachers to schools where there is excess
 
enrollment is also now based upon BEMIS data.
 

A rr-jor effort to eliminate 'ghost schools', those with no
 
enrollment - but teacher pay being drawn, has been ordered by the
 
Department. BEMIS data is used to identify these sites. BEMIS
 
data also identifies low enrollment institutions that require
 
special attention by field officers.
 

BEMIS continues to be expanded and now incorporates some financial
 
data, information on communities, and schools construction
 
activities.
 

BEMIS data is now being used by the planning department to assist
 

in planning programs in health and other departments.
 

The Human Resource Survey:
 

During 1990/91, The Human Resource Survey was conducted in 
Balochistan. Funded by UNICEF, Directed by Ms Qazalbash - a 
government officer and supported by PED and BRIDGES TA, this survey 
covered 9004 villages in all areas of Balochistan. 2000 more 
villages than recorded in the official records of the Government 
were 'discovered'. The purpose of the survey was to assess the 
interest, readiness and the capacity of villages in the rural and
 
far flung to support girl's primary education.
 

The results were surprising to even the most optimistic observers. 
It was not just a few - but rather the majority of village leaders 
that said they wanted girls pridlary education. The myth had been 
that there was no interest or that there would be 'religious 
objection' to girls primary schools. Neither of these perceptions 
were true.
 

Supported by the census data showing that girls in rural areas were
 
attending boys schools, attention was given to approaches that
 
might be used to respond to this need for female education in the
 
remote areas. The mobile Female Teacher Training Program which is
 
described in the Teacher Supply and training chapter was one of the
 
first specific programs implemented in response to this need. this
 
program took training to girls in villages who for reasons of
 
'purdah' or other social constraints could not travel to the urban
 
areas for nine months of training.
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National Education Management Information System (NEMIS).
 

USAID and UNDP cosponsored the development of a National Education
 
Management Information System (NEMIS). The purpose of NEMIS is to
 
integrate the data that is produced in each province in accordance
 
with a standard set of information guidelines. Implementation of
 
NEMIS is very uneven across Provinces. Balochistan does contribute
 
its school census data on a regularly scheduled basis.
 

USAID provided the hardware for this massive effort. Balochistan
 
has been the beneficiary of more than 100 computers under this
 
programme. These computers have been installed in a number of
 
district offices to facilitate data collection and processing and
 
to encourage the local offices to use information in decision
 
making and planning. Infrastructure problems (electricity and
 
facilities) have limited the Governments capability to put
 
computers in every district, although this process is continuing.
 

Computers in Day to Day Operations:
 

In addition to districts, several BEMIS cells have been established
 
in the directorates of primary and secondary education. In
 
addition there has been an increasing interest in other offices of
 
the Education Department and offices in other Departments that work
 
with Education in bringing computer capability to their
 
Departments. The Government has purchased a large number of
 
additional computers for installation in these offices under the
 
supervision of BEMIS personnel.
 

What is especially significant is the desire on the part of a
 
number of senior Grade 18 officers to learn to use the computer.
 
The find it more effective and efficient to prepare their own
 
memoranda than having a clerk do drafts and then final copy. Some
 
have requested special purpose data bases. Every office in Primary
 
Education Directorate has a computer and they are being used. The
 
quality of the written product in Balochistan Education Department
 
and related offices has improved dramatically - not only in
 
appearance but in substance. It is much easier to edit and correct
 
a document if you are using computer. Data tables and exhibits are
 
easier to produce. A management tool has been added to many
 
offices as a fringe benefit of BEMIS success.
 

3. Enhance capacity of the Directorates (through improved
 
procedures and training)
 

Organizational Structure:
 

The organizational structure illustrated in the following exhibit
 
and the associated roles and responsibilities of the various
 
offices evolved during the long process of establishing the
 
directorate. Several significant policy decisions influenced the
 
eventual outcome.
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The debate over Primary Education organizational questions was
 
epecially intense because decision made for primary education would
 
impact the resulting Secondary Education Directorate as well.
 

How would the scarce resources of the Province be distributed?
 
Should middle schools be part of the primary or the secondary
 
Directorate? Who will administer the primary section middle and
 
secondary schools? Should Divisional and District officers have
 
dual authorities over both Secondary and Primary? Should there be
 
a more senior post of Director General to oversee both the primary
 
and secondary Education or should the Directors report Directly to
 
the Secretary? How will improvements in educational quality be
 
enhanced by the new directorate?
 

These discussions were held in open forum. Everyone who had an 
interest directly or indirectly participated. The TA was involved 
in all such discussions and played a role of being Advisor 
(technologytransfer-suggestions) ; Facilitator (mediator-pressure); 
and Scribe (documenting agreements-preparing agendas). Many 
pragmatic, as well a political approaches, were made from all sides 
to influence the outcome. What follows are some of the highlights 
that characterize the resulting organization. 

Additional Director:
 

-Two Additional Directors with line authority support the
 
Director in managing the field offices. Male and female
 
administration combined and posts have equal authority and
 
responsibility, but one post is reserved for a female officer.
 
Currently each has 12 districts and 18 District Education
 
officers (12 male and 6 female). Note that each office of
 
Additional Director will have an assistant director
 
responsible for liaison and monitoring academic quality.
 

Divisional Directors:
 

No Divisional Director offices were established on Primary 
side because of duplication of effort. Eliminating this post 
saved substantial funds and shortened the psychological 
distance between the school and the Directorate - thereby 
improving access and communications. The offices acted as 
post offices in the NWFP because of duplication with District 
officers. 

Female District Education Officers:
 

Establishing these posts required changing the service rules.
 
More on this under discussion of Promotion of female officers.
 

Deputy Director Academic Implementation, and
 
Deputy Director for Assessment, Monitoring and Performance
 
Evaluation (AMPE):
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These offices represent a break form the past attitude toward
 
the education system. The central office was only concerned
 
about 'inspection' and financial type issues. Similarly DEOs
 
gave little attention to whether teachers taught and children
 
learned. By establishing these offices, the Directorate and
 
the Government made a commitment to ensuring improvements in
 
the quality of educational services. The Community-Government
 
partnership and the Community Support Process is also
 
supported from the office of Academic Implementation also.
 

Assistant Sub-divisional Officers and Learning Coordinators:
 

These posts, and the post of supervisor existed under the
 
prior scheme, but were ineffectual and had no meaningful role.
 
The post of supervisor (inspector) was abolished and merged
 
with learning coordinator. The learning coordinators were
 
assigned responsibilities for monitoring instructional quality
 
of the schools, coordinating and providing in-service
 
training, and assisting teachers with their day to day work
 
planning. The ASDEOs were assigned oversight responsibility
 
for this function. By this action the Directorate further
 
signalled a shift towards assuring quality of primary
 
education in the province.
 

The organization has been structured in a manner that facilitate,
 
and through multiple integrated activities, ensures that there will
 
be attention to program quality. The other characteristic of the
 
organization is open communications both within the Directorate
 
offices and the with communities and schools.
 

Functions and Job Descriptions and Associated Training:
 

In preparation for the new directorate becoming operational,
 
Functional Job descriptions with authorities and responsibilities
 
were developed and all field and directorate officers were given
 
Job orientation training on at least two occasions. These
 
activities took place under the supervision of the Team Leader TA
 
Team with close support from the Director Primary Education. Two
 
consultants were provided under the TA contract to work with a
 
reference group of education officers. A deputy director was given
 
responsibility for the effort.
 

This activity continued for a period of nine months. It was a
 
difficult and complex task, because the rules of Government had to
 
be researched, administrative orders assembled, and expectations
 
reconciled. Job descriptions were being written for the first time
 
in many cases. Five functional areas were included for each
 
position, even if it was not a large responsibility. These were,
 
Academic, Administrative, Supervisory, Development and Finance.
 
Each section also had a monitoring component.
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Recall that there was a state of anarchy existing in the department
 
when PED began in 1990. Now people were going to have to work
 
within a supervised system with specified responsibilities that
 
would be monitored. There is also significant decentralization of
 
authority wi ."h many powers being delogated by the Director Primary
 
Education.
 

In the end - after much disagreement and debate, job descriptions
 
and a desk manual5 for officers that summarized authorities was
 
completed. What is especially significant is that the leadership
 
of the opposition and the Unions were participants in this process.
 
These documents were developed 'for training purposes only' in
 
order to minimize objections and permit the process to be
 
completed. subsequently all parties have accepted them. Now
 
approved by the Secretary of Education, the guidelines and
 
functional Job Descriptions become institutionalized and a part of
 
the system. Another step in making the organizational changes
 
sustainable.
 

Other Training Activities:
 

Informed Decision Making: A series of workshops have been conducted
 
by the TA team and consultants which show the participants hoe wt
 
use information it planning and decision making. The workshops
 
have ranged from the very general, Systems Approach to Planning, to
 
the very specific, How to use Bemis data in deciding which schools
 
get an additional teacher or classrooms.
 

Pro-Management Training: With the assistant of a consultant, a
 
series of two-three week workshops were developed to train female
 
officers in basic management skills in preparation for entry into
 
management post. Training was target on those with the aptitude
 
and sufficient seniority to soon be eligible for Assistant Director
 
or head mistress positions. The computer was used as a major part
 
of the training delivery system and the women all developed some
 
proficient with Data Base Management, Word Perfect and Lotus Spread
 
Sheet software.
 

Initially the consnltant conducted all of the training. Then we
 
took training outside of Quetta and trainees from an earlier
 
workshop served as assistant trainers. Currently the next training
 
series is being planned by former participants with long distance
 
communication to the consultant who will arrive a short time
 
advance of implementation. This is an example of the type of
 
approach to capacity building that has been used throughout the
 
Administration nd management element of this Program.
 

officer's Guide; Education Rules and Regulations;
5 


Directorate of Primary Education; May 1993.
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An anecdote: Although the work shops were 
offered for women, two men asked to 
participate in the training held in remote 
LasBella. This is significant in that it 
demonstrates the desire on the part of many to 
learn new skills. More significantly - men 
participating in a program with females 
illustrates the after almost four years some 
gender barriers are collapsing. One male 
completed the training and was very proud to 
be ranked third in the group after testing. 

4. Facilitate promotion of female employees (and gender equity)
 

The preceding anecdote is indicative of the perceptible shifts in
 
attitude that are taking place. Gross gender differences continue
 
to exist, but a wide ranging set of initiatives from training to
 
changing the service rules are beginning to show results.
 

Policy Issue : By increasing and strengthening women's
 
participation in the public/private sector as well as within
 
the program itself the program sought to decrease existing
 
gender inequities in the work environment and to increase the
 
educational capacity of the country.
 

It is interesting that it was often necessary for the Team Leader 
of the technical Assistance team to be visible and to pressure the 
system in order for things to happen. What was significant was 
that the team leader is a male, non-Pakistani, in a position that 
is now perceived as having some stature in the province. A male 
vice was heard by the males in control of the situations where 
female voices had been ignored or set aside. an expatriate could 
speak to the problem - where a Pakistani male would have been 
unnecessarily abused by his peers. 

The stature associated with position was a direct function of being
 
a long term TA. Being long term allowed for daily tracking
 
progress over a long period of time. Changing systems and attitudes
 
in not something that can be done by short term consultants. The
 
advisor must become a part of the system. Be accepted as working
 
for Balochistan, There are several significant results to report
 
in addition to the Pre-management workshops described above.
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Service Rules6 and Quotas:
 

In 1990, There was only one grade 18 female in the Schools
 
Directorate vith responsibilities restricted to female education
 
concerns, two temales were posted as Divisional Education officers
 
and there were none in the Eduction Department Secretariat.
 
Females in management and policy roles simply did not exist.
 

As part of developing a strategy for approaching this problem, the
 
TA began a process of trying to determine if there were regulations
 
that were discriminatory or if it was in fact only one of attitudes
 
that needed to be readjusted. The answer was always that there
 
were no biasing restrictions against posting females. Discovery of
 
the 'Rules of Government Service' was significant. These rules had
 
a female and a male section. For every position there were rules
 
as to the authority that went with the position, the selection
 
promotion process by which a person attained the post, and other
 
such important items. 

Then came the revelation. The position of Director was not in the
 
female section nor was the position of District Education officer
 
or other important posts. It was true. There were no rules 
excluding females. There also were no rules by which females could 
be included. This discovery led to a two year effort to get the 
rules modified.
 

The annual plan for PED for 1993/94 set quotas for posting females
 
the new Primary Education Directorate. In September 1993, S&GAD7
 

announced that the rules were modified. In December 1993, the
 
Secretary Education announced the posting of the thirteen female
 
DEOs and the Deputy and Additional Directors.
 

There is still much to be done. Today the situation remains the
 
same for the Secretariat. There is still only one female officer
 
in the Secondary Directorate. In primary Education the situation
 
as of March 1994 is:
 

-one of two Additional directors is female.
 
-one of five deputy directors is female and a female is being
 
sought for a currently vacant post.
 
-Thirteen District Education Officer posts (grade 18) have
 

6 These rules govern the selection and promotion of all
 

Government officers. They also provide general guidance concerning
 
authorities and powers associated with each post.
 

7 S&GAD - Services and General Administration Department which 
is responsible for the implementing the Services rules and 
notifying any changes in the rules. This generally requires 
approval from the Chief Minister and the Chief Secretary of the 
Province. 
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been sanctioned and all are filled. 
-a minimum three of seven assistant director posts must be 
filled by females - one is in place and the others are 
expected shortly as public service commission has notified the 
posts.
 
-fourteen posts of SDEO (female) have been sanctioned but the
 
posts are not filled as yet.
 

There are problems with filling the posts. In some areas of the
 
province there are few eligible women with the necessary experienre
 
because of years of being held back. Often women with the
 
capability are hesitant because they have aid relocate or they lack
 
confidence after years of being having been put in a second
 
position. There is much work yet to be done but as can be seen
 
some progress has been made.
 

Leading by Example:
 

If the Technical Assistance team was going to attempt promote women
 
within the management of the directorate, it had to demonstrate
 
that women could serve as an effective force in management and
 
policy roles. It was also important to demonstrate that women
 
could be treated with respect in the Government office environment
 
and the male members would treat them as equals. It has been
 
accomplished by taking actions such as:
 

-The TA team includes females (two of five). This required
 
holding out for a year with an empty position until a woman
 
was selected.
 

-The number of Pakistani women working for the technical
 
assistance staff both in management and field positions is
 
creditable considering the remoteness. Half of all education
 
promoters in the field are women (formerly PED now with an NGO
 
headed by two women). More than half of the locally hired AED
 
professionals are women. The Administrator and contract
 
specialists are women.
 

-All programme associates that work in direct support of the
 
Technical Advisors are female including Administration and
 
Policy.
 

-Professional training and study tours have been distributed
 
equally and a preference has been given to women for long

term degree training in the USA (9 females of 11
 
participants).
 

-The policy of hiring for PED is that a person should be from
 
Balochistan (either native or domicile) this helps ensure that
 
the capacity will remain in the province. Like everything
 
else with this programme, the consensus in Quetta was that
 
couldn't be done because qualified women could not be found,
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and if they were available, they wouldn't come to the office.
 
Unfortunately is was true at the beginning, but persistence
 
and an always open door for any qualified professional female
 
paid off. The number, given the need in the province, is
 
small. But their presence gives encouragement to other young
 
women.
 

-Several of the women who have worked with PED now hold senior
 

positions in other organizations.
 

Other Actions:
 

-More Rule Changes: The age-limit and minimum qualifications
 
required were adjusted in the case of female teachers so that
 
more female teachers could be hired. Age limit was also
 
relaxed in the case of older qualified males so that more
 
teachers could be recruited for girls primary schools.
 

-Newly developed instructional materials are more balanced in
 
terms of gender inclusive language and visuals.
 

5. Utilize participants that receive long term traiiing.
 

PED Sponsored Participants:
 

This objective fits with the agenda of promoting females within the
 
Directorate. As noted, nine of eleven PED sponsored participants
 
from Balochistan are female. All of the Participants have signed
 
a commitment to work with primary education when they return to
 
Pakistan. Two have returned. Both are from private sector and
 
worked with TA team before going to USA.
 

-Mr. Syed Atta Abbas, MBA - August 1993, is working a s a 
senior level consultant with the Directorate to improve 
financial management through computerization of many 
procedures routine and establishing a data base of financial 
transactions. He is also working with the AMPE monitoring 
cell to develop program indicators that will be put in place 
to monitor decentralized functions. 

- Ms. Uzma Anzar, MBA - December 1993, is now Managing
 
Director of the Society for Community Support For Primary
 
Education in Balochistan. She developed the organizational
 
documents for the Scciety as a student project. This NGO now
 
has more than 40 employees and has contracts with or grants
 
from the Government of Balochistan, UNICEF, Trust For
 
Volunteer Organizations, USAID (via AED) and working 
relationships with NGOs supported by the Canadian and the 
German Governments as well as the Balochistan Private 
Education Foundation.. 
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Five Females (plus one) From Balochistan (1998):
 

In 1998, five young women were sent to the USA for Bachelors
 
Degree level education. This was the first group of women from the
 
Province sent under USAID sponsorship. All five have worked as
 
members of the AED TA team. One returned for her MBA and now
 
serves as managing director of the Society for Community Support.
 
Two others have returned for higher education degrees in Curriculum
 
Development and EMIS. Two are currently holding positions as
 
Programme Associates for beneficiary participation activities and
 
in the Balochistan Management Information System. A sixth young
 
woman who went in 1990 also joined the staff and worked for two
 
years before leaving to join her husband in California, USA.
 

Male USAID Sponsored Participants: The gender bias in hiring is
 
towards females given lack of other opportunities for females in
 
Balochistan and the need to close the gap in the education
 
Department. However, Four men who have returned from USAID
 
scholarship programs have also worked with PED. One remains with
 
PED but under a services contract to the Director. One is now the
 
team leader and manager of the Canadian sponsored community
 
development organization that coordinates with the Society and
 
focuses on the Makran Division. The others are now in private
 
computer and electronic equipment businesses that work with the
 
directorate.
 

Other Activities: There are many other returning graduates from
 
USAID scholarship programmes who arrive home without jobs or
 
opportunity and are in unrelated fields. There is no Government or
 
USAID outreach program that helps the returnees get settled.
 
Whenever possible, the PED TA and staff assists by extending a
 
helping hand by referring them to possible opportunities with other
 
donor supported programmes, local businesses or sometimes to
 
Government Departments.
 

6. Improve financial planning and reporting
 

This is a great need. It is also a major frustration. Success is
 
limited.
 

Computerization:
 

Efforts to introduce computerization of routine tasks and to
 
establish a data base have been accepted by the Director as
 
necessary but are resisted at the operational level.
 

The problem is distrust of the computerized data base. Too often
 
data entry errors are undetected until caught by the accounts
 
officer.
 

This tendency to do what you are without checking results is
 
endemic to the system. The top down approach that has
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characterizes the system caries with it a negative factor. Staff
 
in lower level positions are not used to taking responsibility for
 
their actions or their products. Failure to recognize how
 
ingrained this tendency is, led to some initial setbacks that have
 
slowed the process.
 

The current effort to get the system established will take at least
 
a year. But, it is being approached in a necessarily slow and
 
careful way, which requires changing some very bad habits along the
 
way.
 

Current System: There has been a successful ef _.rt to introduce
 
financial accountability into the manual system.
 

-All cash transactions are supported by receipts and the 
accounts ledgers are closed on a weekly (sometimes daily) 
basis. 

-All funds coming into the Directorate are assigned to
 
Programme budget categories and accounted for by category.
 
(both Recurrent and Development) For example, the manual
 
system reports how much is budgeted for Teacher Supply and
 
Training activities and reports the expenditures and
 
obligations incurred to date.
 

-As noted, obligations are recorded. Prior to the PED, only 
a cashbook - single entry syztem - was maintained in the 
Education Department for all activities. rhis created 
budgeting and planning nightmares. The TA working with the 
assistant director administration was able to effect a change 
that added recording obligations to the systems and setting up 
a rudimentary double entry system to support planning. 

-Non-lapsable accounts are non common and almost unheard of in
 
the non defense sector. The Government closes all accounts on
 
the last day of the fiscal year and reopens accounts a few
 
weeks or months later. This is like a person closing their
 
checking account each December 31st and reopening a new one
 
after all checks have cleared and the account is in balance.
 
This severely disrupts operations. The improvements made in
 
primary education's system of accounting under the PED
 
programme lead to the Accountant General and the Secretary
 
Finance o approve a request to make the account non-lapsable.
 
It is still then only non-lapsable account in Balochistan.
 

These improvements in the financial system have had significant
 
impact on the progress of developments in Primary Education.
 
Smooth cash flow means uninterrupted development. And an audit
 
proof, transparent system has led to the Additional Chief Secretary
 
(Development) and the Steering Committee to have confidence that
 
the director, supported by the TA, will not misuse resources and
 
good fiscal policy will be applied. This leads to rapid approval
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of proposed development schemes under the PED and the relaxation of 
another cumbersome bureaucratic requirement -- preparation of PC-ls 
for every scheme. At the Government's request the Team Leader is 
asked to review and counter sign all development projects, whatever 
the funding source. 

7. Involve the private sector
 

This was one of the program elements slow to develop, but now
 
becoming slowly established with a bright future.
 

EDvironment Not Conducive: The slow development was due in part to
 
overriding concerns with getting a primary Education Directorate
 
established and meeting other program demands. The TA
 
Administration and Management was forced to give this lower
 
priority. This lower priority was consistent with the Government's
 
state of readiness which was describe in one program status report
 
as 'No interest, No action'. There was a reason for this attitude.
 
Private sector meant personal benefit for the person receiving the
 
funds. There are few laws that can be enforced to recover funds if
 
there is non-performance. Private Sector in Balochistan (Pakistan)
 
does not typically translate into improved services or products.
 
Usually it means disappearing resources.
 

There is not a tradition of a private sector other than shops
 
selling goods. In 1990, there were only two recognized computer
 
firm and no support services to speak off. Today, there is
 
significant hardware competition and many organizations selling
 
software training. Quality repair services - low profit margin 
are hard to find in spite of high unemployment among the educated
 
population sector. Making deals is acceptable and prestigious in
 
the culture, but hourly work is not. This is another natural
 
constraint to private sector development of a services industry.
 

Work Done Basis: Contracting for personal services is important in
 
an environment where non-salary budget of the Government is in the
 
development budget and the salary budget is exorbitant. It does not
 
make sense to create SNEs for more recurrent posts to implement
 
many aspects of programs such as PED. Further, development of such
 
things as Financial Management Systems require a special talent not
 
normally available within the Government.
 

To get around the problem of people taking money and not
 
performing, the Director established the concept of 'work done
 
basis'. Produce. first and then get paid. This eliminates advance
 
payments for personal services and requires a product. With TA
 
assistance the Director then developed a set of procedures for
 
hiring personal services which required both a Government official
 
and a member of the TA team to sign off on the product. The reason
 
for having the TA sign off was in part to help ensure product
 
quality, but more important it helped deflect political or other
 
pressure.
 

Darne L/PED Batochistan - August 1994 29 



Many of the initial contracts were for piece work such as data
 
entry of questionnaires or $500 or less rupee equivalent studies
 
with short time periods.
 

As the Department has gained confidence in its ability to manage
 
contractors and control greed, the size and complexity of the
 
support activity undar contract is greater. Recently the
 
Directorate entered into two contracts - both in triple figures.
 
One multi-year contract with the Society for Community Support is
 
for $490,000. Two years earlier a contract was written with an A&E
 
firm to assist the Government in supervision of school construction
 
and other management functions.
 

The Technical Assistance Contract: Actually there were four. The
 
Government also contracted with the Academy for Educational
 
Development to continue the TA contract for four and a half years.
 
This is significant because the Government generally considers TA
 
a external burden imposed by the Donors. This TA contract was
 
actively sought thereby confirming the perceived benefit to the
 
Balochistan.
 

Architectural and Engineering Firm: In December 1991, the
 
Government entered into a contract with a private firm to assist
 
with the supervision in sup:ervision of school construction and
 
other management functions. It took 18 months to complete the
 
process. Steady pressure to effect a contract was maintained by
 
USAID and then additional support came from the World Bank, there
 
by illustrating an important rolo of the concerned donor in
 
managing change. The contract was ultimately negotiated and
 
written in by government officers and the contractor sitting in the
 
office of the Team Leader PED who played a mediating and
 
facilitating role. Had the process failed and the contractor
 
proven to be incapable, the TA would have been held to blame for
 
also pressing the point. Taking a considered professional risk for
 
the benefit of the program is another role of effective TA in a
 
change environment.
 

There was significant opposition to the idea that a private firm
 
would be overseeing the construction activities and double checking
 
the work of the contractors and the Departments Directorate of
 
civil Works. Since construction is an area in which corruption
 
easily develops (witness recent revelations from Japan), there was
 
also a potential threat to the well being of individual officers.
 
It was not uncommon for school construction to be paid for which
 
never took place or for shoddy workmanship to be ignored for a 
price. It happened.
 

After more than two years of tumultuous exchange, the Government
 
has decided to continue this function when the current three year
 
contract runs out in December 1994. The contractual procedures and
 
funding are in place to do so.
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Balochistan Education Foundation : The Balochistan Education
 
Foundation was established in 1993 atter a delay of two years in
 
acting on the ordinance. This again is a case of readiness. Other
 
things had to be in place before the Government felt ready to
 
proceed. The Foundation Fund that will be utilized has as its
 
initial resource grants from the provincial and federal governments
 
and income from investments of those grants made by the Foundation.
 
Other sources are donations, Government revolving funds and Local
 
Bodies' grants.
 

Functions of the Foundation
8
 

-Assist the private sector in establishing educational
 
institutions.
 

-Give grants to non-profit making private educational
 
institutions for improvement in facilities.
 

-Provide or assist in obtaining loans, sell/lease plots to
 
private sector institutions with the end objective being
 
improving the quality of education being imparted in these
 
schools.
 

The Foundation is also playing an important role in the
 
implementation of the new girl's fellowship program for primary
 
schools which is described below.
 

Habib Bank Trust and Communities:
 

Home Schools are located in the Kacchi Abadis (Slums) of
 
Quetta and Pishin. They are an alternative to formal
 
schooling for girl's who cannot attend regular Government
 
Schools, either because there are no school in the area or the
 
Girl is somehow restricted. A major restriction is that
 
girl's are needed to work in the home or to assist in laundry
 
or other labor during the morning hours. Home schools have
 
flexible scheduling, often in the afternoon and are located in
 
the home of a family in the mohalla (neighborhood where the
 
child lives.
 

Habib Bank is a major institution in Pakistan. It has a
 
benevolent trust that is directed to do socially appropriate
 
projects. The Trust was disappointed with earlier experiments
 
and was responsive to a suggestion from a TA Team member
 
working with communities that Habib Bank Trust consider
 
supporting Home schools in Balochistan. The PED programme has
 
provided assistance to teacher training and monitoring the
 
performance of the schools. This support has now been taken
 
over by an NGO with funding from UNICEF.
 

8 See also the publicly available charter of the Foundation
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This program illustrates creative involvement of the private
 
sector as well as an illustration of another example of the
 
PED TA initiating an activity and then shifting it to a
 
Government Department of NGO to carry on.
 

Girls Fellowship Program :
 

This programme is to be funded with World Bank IDA credits,
 
but is being developed as a programme by the USAID TA for 
Administration and Management and for Community Development.
 
The program will be implemented by the Balochistan Education
 
Foundation; Monitored by the Society for Community Support and
 
assisted by the TA under the new Technical assistance
 
agreement. This is an illustration of how the smooth
 
transition from USAID funding to World Bank funding permits
 
the primary education development programme to continue to
 
move forward. Even as the USAID is closing out - the Team,
 
which will remain under contract to Government of Balochistan
 
is working with the World Bank experts to start a major new
 
thrust to get private education going in Balochistan.
 

The Girls Scholarship Program has been started in Balochistan
 
with the objective of developing low-tuition charging private
 
schools in the urban and rural areas. The goal is to provide
 
high quality education to a small number of disadvantaged
 
children at a lower unit cost than within comparable
 
government schools. The advantage of this is that the number
 
of children being educated is expanded with a limited
 
investment on the part of the government. To achieve this
 
objective additional funding that will be required has already
 
been obtained from a donor organization.
 

Urban Scholarship Component :
 

The low-income urban component will provide approximately 1000
 
scholarships to girls aged 5-10 residing in ten randomly
 
selected low-income areas within Quetta municipal boundaries.
 
Initially the program will supplement existing Habib Bank
 
Charitable Trust funded schools by encouraging them to upgrade
 
by complying with government certification standards and then
 
it will support the creation of new home schools which will be
 
required to upgrade after a probationary period of two years.
 
The program will be expanded to other municipal areas after
 
the evaluation period.
 

Rural Scholarship Component
 
Ten villages in each of the six villages of the province which
 
do not already have a girls school but have demonstrated
 
desire for a school by establishing a Village Education
 
Committee (VEC) would be selected. The VEC would be
 
responsible for identifying a teacher, paying the teacher's 
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salary and ensuring the permanent availability of a school
 
site. The minimum number of girls is 15 and maximum number of
 
24.
 

Implementation : A single NGO acting as an umbrella
 
organization would be responsible for implementing the program
 
by sub-contracting the technical implementation to three or
 
more other NGOs in Balochistan.
 

8. Donor Coordination
 

Although not directly addressed in either the PAAD or the Program
 
Grant Agreement; 'Donor Coordination' has been supported by USAID
 
and has been an essential operating principal underlying the
 
Technical Assistance strategy in Balochistan from the onset in
 
1990.
 

The FY 1991/92 Annual Plan for PED in Balochistan states: 'All new
 
programs and activities serving primary education in Balochistan,
 
both ADP and Donor supportod, will be designed in consultation with
 
and coordinated through the office of the Additional Director
 
Primary Education.,
 

The first paragraph of the FY 1993/94 Annual Plan states: 'The work
 
plan for 1993/94 is a comprehensive plan for primary education
 
development efforts in Balochistan and includes multiple funding
 
sources such as; GoB Annual Development Plan (ADP/SAP); USAID; World
 
Bank IDA (WB); World Food Programme; Asian Development Bank (ADB);
 
UNICEF; PrivaLe Sector and NGOs.'
 

You see the growth of the donor coordination process into the
 
current situation where Donor efforts are not simply coordinated 
but rather they are now intigrated into a single uniform approach
 
to the problems associated with developing the primary education
 
system in Balochistan.
 

The Beginning:
 

In an environment of scarce human resources and infinite need all
 
resources must be coordinated to maximize impact. In the beginning
 
there were limited Donor Resources and few Technical Advisors to
 
assist. Furthermore, there were only a few responsive members of
 
the bureaucracy willing to commit themselves to support and
 
facilitate the processes necessary to bring about change. There
 
was no room for donors to compete. It is a 'small town'. It was
 
essential that the Donors, TA, Government Officers and community
 
leaders work together because the opposition to change far out
 
weighed the proponents of change.
 

Everyone was in everyone else's business whether we liked it or
 
not.. Just so happened - we liked it.
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The UNICEF Connection:
 

Special acknowledgement must be given to Dr. Rima Salah, who was
 
Residential Program Officer (RPO) for UNICEF in Balochistan in
 
1990. She had resource and some committed NGO's but lacked the
 
organizational strength to follow through on all of the programs
 
that she wanted to get started. She also had excellent relations
 
with the positive thinking senior administrators.
 

As of July 1990, two members of the PED TA team were settling into
 
Quetta. One was for teacher training and supply ant the other for
 
Administration and Management. The TA were anxious to get started
 
but lacked resources, since the USAID funds would not arrive for
 
some time. It would bc more than a year before the TA got an
 
office telephone. Some Government ADP funds were available, but: in
 
the early days they were difficult to access due to cumbersome
 
procedures. Further the TA did not have a full access to the major
 
influencers in Balochistan and were only beginning to learn the
 
extent of the need and how the Balochistan Government functioned.
 

Rima called to greet the TA. This lead to sharing concepts and 
implementation strategies; some additional discussions were held 
with the Government; UNICEF granted funds to the Additional 
Director Primary Education for Mobile Teacher and EMIS related 
activities; These funds were linked up with GOB ADP funds and the 
PED-UNICEF-GoB connection was born. This was the beginning of 
donor coordination. Partnership may be a better word than 
coordination. PED provided the TA and UNICEF provided the resources 
and the access. Ever since, the PED TA Team has been requested to
 
assist UNICEF in developing the education component of their annual
 
plan to ensure that the two initiatives were complementary. Some
 
specific activities that reflect this partnership are:
 

-The Human Resource Survey (Female Education)
 
-Balochistan Education Management Information System
 
-Mobile Female Teacher Training Programme
 
-The Community Support Programme
 
-Girl's Education Awareness Programme (Radio)
 

Donor Coordination Conference - May 1991: 

During the period January 15 to April 15, the Technical Advisors
 
were ordered out of Pakistan due to the Gulf conflict. During the
 
period of evacuation some discussions were held with the World Bank
 
and it became apparent that the dialogue between donor supported
 
groups needed to be expanded. World Bank, for example, had a
 
failed project in Balochistan that might be able to use some TA
 
support or more important even required opening the dialogue within
 
the Government. Other organizat.ons such as the World Food
 
Programme were also expressing interest in Balochistan.
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A meeting between the PED Team Leader and the UNICEF RPO in early
 
January had resulted in a decision that a Donor Coordination
 
Conference should be held in Balochistan. The next meeting in
 
April reinforced that conviction. Some discussions were held with
 
the Deputy Secretary (Development) in the Education Department and
 
it was decided that such a conference would be held on May 28,
 
1991. It was also decided that instead of the donors being invited
 
to come and tell Balochistan what it needed and what the donors
 
would give; the Government officials and community leadars would
 
address the donors and explain their needs and plans and request
 
donor support. It was decided that the purpose was not to get
 
donors to better coordinate among themselves - but to get donors to 
better coordinate with the Provincial Government as well. 

The Children's Academy, an NGO, provided the facility. Several
 
donors participated. The Deputy Secretary (Development) made his
 
first aver public speech. The Government officers held seminars
 
and discussion groups. The TA and UNICEF supported but stepped
 
back. The concept of donor coordination became a part of how the
 
Government operated. It was now theirs. The FY 1991/92 Annual
 
Plan for PED which was approved by the PED steering committee the
 
following day (May 29, 1994), clearly stated the need for
 
coordination among 'All new programs and activities serving primary
 
education in Balochistan, both ADP and donor supported,...(will be
 
coordinated).,.
 

The Pressler Amendment Issue: - Possible Help from the World Bank?
 

The TA team was evacuated after six months of developmental efforts
 
in Balochistan. It was evident at this early date that the Primary
 
Education Development Programme in Balochistan had a chance of
 
success. Regular telephone and express mail communication was
 
maintained between TA and Government Officials.
 

What concerned the TA from both provinces and USAID officials who
 
were also in Washington, DC on evacuation, was what would happen
 
when the Pressler Amendment required USAID to withdraw its funding
 
support because of the nuclear proliferation question. It was
 
decided to discuss the situation with the World Bank.
 

The concept of one donor taking the baton from another donor with
 
a smooth hand off is not a common practice. The World Bank
 
officials expressed doubts. They had a project in Balochistan,
 
PEP-Il, which had proven both ineffectual and expensive over the
 
prior ten years. USAID also had some concerns as to how something
 
like this could be implemented. After several discussions and a
 
visit by World Bank officials to AED offices to meet with the TA
 
and to review some of the early PED results, such as October 1990
 
BEMIS data that was being sent on disk to USA from Balochistan, it
 
was agreed that when the next World Bank supervisory mission came
 
to Balochistan to look in on the PEP-II project, they would also
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visit with Mr. Malik, Additional Director Primary Education (PED),
 
his officers and the TA team.
 

The mission arrived Balochistan just after the Donor Coordination
 
meeting described above. There was enthusiasm and excitement among
 
the several Government officials and a clear signal from the
 
Balochistan Steering Committee that they intended to support any
 
and all efforts to imprcve primary education that had a chance of
 
succass. Further this programme approach had taken root and it was
 
their (GoB) PED programme - not USAID's project. The TA's task
 
during this mission's visit was to assist the Government in
 
packaging and presenting their plans their vision and to encourage
 
the World Bank to return.
 

Further discussions continued between the World Bank and the USAID.
 
The Government, assisted by the TA, provided various information
 
requested by the WB and the USAID. Encouraged by Dr. Sprague, 
Chief HRD/USAID, the World Bank decided to field a mission headed
 
by Dr. Mae Chu Chang to explore the possibility of a continuation
 
programme being developed for Balochistan. Dr. Sarah Tirmazi, of
 
the USAID, assisted that mission which visited Balochistan in
 
September 1991 specifically to explore the possibility of providing
 
support to the emerging primary education development efforts in
 
the Province.
 

BPEP is conceived:
 

The September 1991 mission led to a series of return visits and the
 
World Bank went through its process of making a determination that
 
a programme for Balochistan was warranted and the IDA credits 
should be earmarked to support such a prograrmne. In the late 
spring of 1992, the World Bank management gave tentative go ahead 
to Balochistan conditional upon the continued progress in the 
Province. 

With USAID agreement, the TA Team assists the Government and the 
World Bank over the next several months in development of a 
programme strategy. By the November 1992 a programme is designed 
and budgeted. A PC-l is developed and approved. Specific 
conditions for negotiation are set by the World Bank and met by the 
Government. In February 1993, the Government and the World Bank 
(IDA) negotiate and re-ach agreement. In June 1993 the IDA credit 
becomes effective and the Balochistan Primary Education Project 
(BPEP) component of the Balochistan primary education development
 
initiative is reality.
 

During the ensuing year, the smooth hand off of financial and
 
oversight support from USAID to the World Bank takes place. The
 
smooth hand off is assisted by the same Technical Assistance team
 
which the Government of Balochistan has decided to retain until 
June 1998. Through the first part of 1993, this team had the 
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delicate responsibility of de-mobilizing the PEDP for USAID and
 
mobilizing the BPEP with the Government supported by IDA credit
 
funds.
 

It is significant, that the TA are no longer referred to as
 
Technical Advisors. They answer to the call as the Technical
 
Assistance team. The Director Primary Education refers to the team
 
as partners with shared responsibility. The Government of
 
Balochistan is now the client in name and in fact. The technical
 
assistance team is used by the Government to assist in
 
accomplishing Balochistan education development goals and to assist
 
with the continued integration of Government, Donor and private
 
sector support. The TA is directed to work with all programme
 
sponsors and contributors.
 

Beyond USAID, UNICEF, and the World Bank - To the Communities:
 

The Netherlands, the Canadians, the Germans, and others have
 
expressed serious interest in supporting the developments in
 
primary education in Balochistan. They are also partners. The
 
Asian Development Bank is very much a factor, but they are only
 
very slowly edging towards becoming a full partner with the others
 
since they still function on the project basis with a Federal PIU
 
that calls the shots.
 

Support is especially strong in the arrd of the Community Support
 
Process and establishing Community-Government schools. Many see
 
this as the real break through for Girl's primary education in
 
Balochistan. For more on this important initiative see the
 
discussion of the Balochistan Community Support Process presented
 
elsewhere in this report. We consider the community as the most
 
important of all the donors. The village committees represent the
 
truly concerned private sector contributing with their few rupees
 
and boundless energy.
 

The Habib Bank Trust - a very special case:
 

The communities are crucial to development of Girl's education.
 
But when the concept of community schools and grass roots
 
involvement was still fledgling, The Habib Bank Trust came forward
 
to support a programme concept called home schools. Home schools
 
operate in the Kacchi Abadis (slums) of Quetta and Pishin. Through
 
these schools that actually operate form the homes of women who
 
serve as teachers, girls who cannot otherwise get an education get
 
their primary schooling.
 

What is special about this case is that a very visible big
 
institution, the Habib Bank, is quietly supporting a relatively
 
invisible but important project stuck away in the slums of two of
 
Balochistan's urban centers. What does the Bank gain? Maybe
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personal satisfaction of a deed well done; some love; and a thank
 

you from a little girl who they gave a chance.
 

SAP - The Social Action Programme:
 

This very visible initiative that has most of the donors
 
coordinating with the Governments at the Federal and Provincial
 
level has made a lot of noise and promises over the past few years.
 
Largely it is has been a distraction. News paper articles and
 
editorials often attack it. Few funds have trickled down to the
 
operating level in the Provinces. Today there is some hope that
 
there will be some impact. That money will begin to flow. That
 
policies can be changed. The delay in implementation may be due to
 
the fact that it came in from above and outside.
 

In Balochistan the province is already doing in primary education 
much of what the SAP is designed to do - coordinate resources 
(including donors) and link them to policy change. Stay tuned! 

The Business Card and the Neutral Logo.
 

The USAID never wanted the TA business cards to identify USAID as
 
the sponsor. The team was in the Provinces to help the Government
 
strengthen its capacity to manage its primary education programme.
 
The logo was very simple. A large PED graphically displayed with
 
the words Primary Education Development. Note that it does not
 
even use the word 'Programme'.
 

This neutral identity contributed to being able to work with all
 
partners. The team leader of the Technical assistance team is
 
simply identified on official correspondence as 'Team Leader'.
 
Often there is not even a reference to PED. Definitely there is no
 
identification with either the agency of the firm (AED). The USAID
 
leadership and the AED must be given credit for setting and
 
permitting the conditions that made the programme approach work and
 
allowed donor and other organizational coordination to flourish in
 
Balochistan.
 

And Next?
 

More partnerships for progress in Balochistan.
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SUMMARY:
 

Long Term TA, appropriately supplemented with Short T.-rm
 
International and Pakistani consultants were critical to the
 
success of this program element. Without TA in place, accepted as
 
partners by the Government, allowed to participate in major policy
 
and Administrative sessions; the changed that have been effected
 
would not have occurred.
 

The Team Leader and long term TA for Administration and Management
 
must play multiple roles as mediator, facilitator, lightening rod,
 
energy source, secretary, catalyst, listener, politician, coach,
 
confessor, cheerleader, yet always remaining advisor, trainer, 
technology transfer specialist sharing expertise and experience. 
Most of all - trusted Partner and good friend. 

A corollary to that statement is the crucial role played by the
 
Donors. USAID was also a major partner and was also an ad hoc
 
member of the Steering Committee. The Agency placed requirements
 
on the system, often with the concurrence of (in fact encouragement
 
by) the Government and the TA who were responsible for getting the
 
job done. This process of 'complimentary conditionality' where a
 
black hat white hat approach is used to move things forward in a
 
complex, often hostile, environment was very effective and required 
trust and commitment on all parts. That trust which developed over 
the years is an irreplaceable ingredient in managing change.
 

A similar practice has been followed with the UNICEF and the World
 
Bank, but not as regular or well established. In neither case are
 
there program staff within the organization with sufficient time to
 
be as effective in influencing the situation. However, the
 
continuity of the TA Team (same team leader) and the Government
 
officials (same chief official) and the established working
 
relationships and trust should correct for that short fall.
 

The next major factor in the change process and more importantly
 
for sustainability is the growth in the capacity of the Department
 
of Education, especially the Primary Education Directorate, and the
 
emergence of supporting organizations such as the Society For
 
Community Support to Primary Education in Balochistan an all
 
purpose quality organization,, The Canadian SPO supported community
 
development activities in the MaKran Division, the shift towards
 
cooperative participation by the German Funde01 BRSP, The backing of
 
the Trust for Volunteer Organizations (TVO), and the University of
 
Balochistan Education Department, and very significant, the
 
emergence of an Education Foundation that will stimulate
 
development of the private sector.
 

Balochistan, the province some said was a hopeless situation given
 
its remoteness and tribal culture, is on the move making
 
significant advances.
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The Program Goals as Stated in the PAAD and The Program Grant
 
Agreement...
 

'The Primary Education Development Program will help establish
 
a foundation for sustained economic and social development in
 
Balochistan and Northwest Frontier (NWFP) by encouraging
 
policy reforms in education.'
 

'The program goal is to enhance the institutional capabilities
 
of the Balochistan and the NWFP governments to formulate and
 
implement policy that improves access, equity, and quality of
 
primary education.,
 

...have been attained to an significant degrnee in the shortened
 
four versus ten year life of the USAID funded PaD. Significantly
 
the a sustainable capacity, the resources "-dthe continuity
 
necessary to continue that growth is in place in lalochistan at
 
least until mid 1998 and probably well beyond.
 

The 	following section summarizes some of the extensive Balochistan
 

PED 	Programme experience:
 

SUMMARY OF ACCOMPLISHMENTS
 

1. 	Separate Directorate : The mandated goal of having a separate
 
directorate solely responsible for primary education has been
 
achieved setting up the institutional frame-work for
 
sustainable development of primary education.
 

2. 	Personnel : Some Capable officers have been appointed in the
 
positions relating to the four component areas. This is an
 
ongoing concern as union interferance has to be overcome.
 

3. 	Improved Planning : Planning has evolved from being T.A team
 
centered to T.A team assisted. Initially the annual plans had
 
to be written by the T.As but now government officials only
 
require their assistance and do the actual writing themselves.
 

4. 	Successful Follow-on Project : Balochistan has been successful
 
in obtaining funding from the World Bank and the Follow-on
 
project meshes well with the existing project.
 

5. 	Financial Support : Increased provincial commitment to primary
 
education in the form of mandatory increases in recurrent
 
financial expenditures has been provided by the Balochistan
 
government and support targets have been exceeded.
 

6. 	Gerder Equity : By increasing and strengthening women's
 
participation in the public/private sector as well as within
 
the program itself the program has been successful in
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decreasing gender inequities in the education work environment.
 
This is evidenced by the number of women working for the
 
program both on the government and technical side.
 

7. 	Changes in Service Rules (Balochistan) : Teacher entry level
 
qualifications were relaxed so that more teachers for Girls'
 
primary schools could be recruited.
 

In order to ensure sustainable quality output from the BEMIS
 
service rules were changed to allow fifty percent of all new
 
appointments to be made by direct recruitment and to stop all
 
transfers out on a regular basis as this hampers long-term
 
institutional development.
 

Promotion of women to Grade 19 was not possible because of the
 
way in which service rules were structured. It took a full
 
year to change and now a women has been prcmoted to Grade 19.
 

8. 	Job Descriptions (Balochistan) : Job descriptions for DEOs,
 
SDEOs, ASDEOs and LCs have been developed in collaboration with
 
the Government. These descriptions have helped in assignment
 
of duties and identification of redundancy. An Officers Guide
 
has also been compiled as a resource document.
 

9. 	EMIS : Education MIS are fully operational in both provinces
 
and school censuses have been conducted regularly. Data
 
generated has been accepted as reliable by the Government and
 
in many cases has been used as the standard to compare data
 
from other sources. Data collection activities have been
 
expanded to meet increasing requirements.
 

10. 	Decentralization (Balochistan) : Decentralization of planning,
 
budgeting and accountability to the District and Sub-district
 
levels is taking place in Balochistan and is a direct result of
 
the consolidation of planning and administration by the DPE.
 

11. 	Education Foundation : The need to mobilize the private sector
 
has been felt because the government Balochistan cannot fully
 
meet the resource requirements for expanding school sites and
 
increasing girls enrollment. Education Foundations have been
 
established in both provinces and the function of these
 
foundations is to fund private sector initiatives for primary
 
education.
 

12. 	Balochistan Girls Scholarship Program : The Girls Scholarship
 
Program has been started in Balochistan with the objective of
 
developing low-tuition charging private schools in the urban
 
and rural areas.
 

13. 	Community Participation (Balochistan) : The advantage of using
 
a grass roots approach or the 'Community Support Process' for
 
increasing girls' access to schooling has proven to be
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extremely effective in rural areas. Which is why an
 
independent NGO has been set up (SCSPEB) with the objective of
 
promoting primary education for girls in Balochistan. The
 
Community Support Process is a mechanism by which society
 
creates a capacity in the community, NGOs and government to
 
establish an effective system of primary education at all
 
levels as responsible partners.
 

14. 	Training : Relevant training programs h&ve been conducted to
 
develop the management skills of government officials who have
 
a direct bearing on the program. These training programs have
 
been conducted in-country as well as abroad.
 

'j.	Donor Co-ordination Before the PED Program donor activities
 
in the primary education were often over.Lapping. Since the
 
establishment of thc. DPEs all donor activities are coordinated
 
through the DPEs because of which resources are being used
 
effectively.
 

CONSTRAINTS
 

1. 	Provincial Bureaucracies : The seniority based system of
 
promotion, lengthy and complicated procedures required to make
 
change and resistance to change are characteristics of the
 
provincial bureaucracies that hindered develo.-iment. Delays
 
in/poor quality appointments adversely affected the planning
 
capacities of both DPEs. This is especially true of the NWFP
 
where the bureaucracy is rigid and rule-bound and there are
 
four departments at the provincial level alone that are
 
involved in the planning and administration of primary
 
education.
 

2. 	Alteration in the time-frame established for the program has
 
meant that many of the planned changes could not be achieved
 
within the new time-frame.
 

LESSONS LEARNED
 

1. 	The necessity for institutionalizing development gains so that
 
the changes are sustainable when outside funding disappears has
 
been recognized by the government especially by top-level
 
administrators.
 

2. 	Utilizing the correct approach for providing servLces is
 
critical to the success of any development activity. The
 
Project/Program Approach is effective in this environment where
 
policy reform and capacity building are the objectives.
 

3. 	Sharing responsibility and having a common vision among the
 
Government, Technical Advisors, Communities, Political Leaders,
 
NGOs and Donors results in maximum impact since scarce human
 
resources are directed towards the same (not competing) goals.
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In Conclusion:
 

Thank you for the opportunity to serve. This has been a very
 
satisfying and rewarding, if sometimes difficult, professional
 
experience. What makes a difference in Balochistan is that there
 
are a large number of dedicated officials that want the PED
 
Programme to make a difference.
 

The continuation of the TA contract by the Government of
 
Balochistan is because they have learned how to effectively use the
 
technical assistance to facilitate making improvements in the
 
educational system in the face of resistance from certain groups
 
who prefer the status quo. The Balochistan Education Department is
 
one environment where the TA feel we are there because the service
 
and products are valued, not just to satisfy a donor demand.
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