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TERMS OF REFERENCE FOR CONSULTANCY

The consultant will assist in the design of the necessary
system modifications and training plans required in the utilization
of collected data for the planning and management processes. In
order to accomplish this, the following 1s needed:

1. Assessment of the current system through meetings with
senior staff and other information users, visits to BEMIS
satellites in the Secretariat, P & D, and at least one distract
with attention to enhanced utilization.

9. Visits to NEMIS facilities in NWFP and Islamabad to review
training plans and their current utilization activities. (This item
to be optional and at the discretion of the consultant after
discugsion with concerned and relevant persons.)

3. Prepare and conduct a one day workshop on utilization
strategies with a follow-up some two to three weeks later.

4, Prepare a Fainal Report for presentation to AED and
appropriate discussion memorandum for presentation to the Team
Leader (Quetta) and other interested parties.

(Adapted from AED Contract - October 1993)



SUMMARY OF ACTIVITIES DURING CONSULTANCY

October 30

October 30 to

November

November

November

November

November

November

Between
November
November

5

6 to 9

10 to 20

13

21

28

10 and
30

Arrived Quetta

Review of BEMIS

Initial discussions with PED Quetta staff

Attendance at relevant parts of DEO Workshop

Team Meeting/BEMIS Steering Committee

Ministerial Conference

University of Balochistan

Assessment of current status of BEMIS re 93-94
Plan

Islamabad Retreat

Visit to NEMIS facility at Islamabad - review
of training plans and current data utilization
activities

Multi Donor Supervision Mission

Continuing review of data utilization and
general BEMIS activities

Meeting with all BEMIS staff - discussion of
future plans, job responsibilities, need for
commitment, quality of data output, and
presentation, and re-organisation possibilities
for BEMIS, etc.

Vigit to Sibi Cell (with Mr Fahim, NEMIS)
Vigits to four schools in Sibi area
Vigit to Dadhar (with Mr Fahim)

Visit to Chaghi Cell (with Mr Fahim)
Visits to various schools in district with the
SDEO and the Computer Operator, Chaghi

Met with users and potential users of BEMIS
data to review and evaluate current patterns of
usage and to explore possible and desired
future usage, difficulties in utilisation,
training possibilities, future plans, etc.



November 30

December 9

December 10
to 16

December 16

Interviews with a numbexr of users_ including:

District Education Officers

Director of Primary Education

Deputy Secretary Development

Director of Bureau of Curriculum and Extension
Secretary of Finance and Section Officer P & D
Textbook Board - Chairman and Secretary
Director of Civil Works (Education)

Technical Adviser Engineering

Assistant Director Administration

Deputy Director BEMIS

Deputy Director Accounts and Administration
Technical Adviser Teacher Training and Supply
Managing Director Society for Community Support
Team Leader PED

Members of Community Support Program

et al.

Presentation of Highlights Memorandum - inc.
propused strategies for improving utilization
of BEMIS in Balochistan

Training Workshop/Seminar on the role of an
enhanced EMIS and on utilization strategies for
senior staff

Meeting with all BFMIS staff - initial
schedules for 1,94 - individual
responsibilities

Working with BEMIS staff to develop schedules
and strategies for data collection, analyses
and dissemination in 1994

Planning for new Community Support Database

Planning for new School Construction and
Maintenance Database

Review of Census April 1993

Preparation of Census for April 1994 and
presentation of Draft Census Form to key
members of PED and the Directorate

Presentation of discussion paper -
recommendations for Balochistan, further
actions desired or required



December 17

December 19

Prior to
December 25

Oral report to Dr. Darnell (Team Leader)
(Note: During my vigit I had many
opportunities, both formal and informal to
discuss BEMIS and a host of related issues with
Dr. Darnell. These discussions not only dealt
with immediate 1ssues and questions but, more
importantly, with long term plans for change
and growth.)

Depart Quetta for Australia via Karacha and
Singapore

Arrive Melbourne, Ausgtralia

Presentation of Final Report to AED, Washington












and controlled through a separate unit, rather than through BEMIS.
A recommendation on this and the other matters pertaining to the
acquisition and re-organisation of the office shall be prepared by
the Deputy Duiector in collaboratron wath the TA ard other staff
over the December period and a Plan of Action agreed for 1994

2. Improving Data Quality

While much prarse has been given to BHEITLS for the quality of 1ts
statistical profarte of the Balochial an education system, there are
conside able 1mprovemsnts vhich should be made over the next [lew
months aopecially inorelation to Lhe Usnsus Thrse 1mprovements
must focus on the data collection process (e timing ol census)
and on matters of definition and clarity n the survey document
1sellf  Such tmprosrment s are vital of BEOLS 1o to produce qualicy
time-line data and 1f there 5 to Dbe an enhanesd  level  of
utilisation of BFIIS data While [ have already diccussed some of
these wmatters czith I Qambay e aund  ITh Fahim  (IIENLS),  these
discuse ons ill need to continue for some tane and will also
require tnvolsoment from Feyousers of BENES data The development
of a clear, concis>, consistent  and purposcful format 15 also
fundamental for any real development of a role for the District
Cells 1in processing and autput

3. The District Cells

only a limited number of the District Cells are fully functional.
The operational relationship between the central BEMIS office and
the District Cells umust be clarified and the District operators
given clear responsibilities vis a vis the Directorate office The
appointument and training of operalors to service alieady approved
Cells are matters of wmgency and  have been the subject ol
discussion and a r1ecommendat ton for action that will 1nvolve the
Team Leader (Dr Darnell) and the Depuly and Assistant Directors
BEM1S 1n a direct approach to the Public Service Commission

Training DEOs, SDEOs and otherg at the Divisional and District
levels to make greater and better use of BEMIS data 1in their own
work 1s a major need and must be rackled thiough wvell designed

training progrvams in 1994 and 1995 One strategy which should be
adopted 15 to hold workshops 1n Districts such as Chaghr where a
high level of operational eflfectiveness has already been attained.

However, [ would recommend against any mijor devolution of the
Census processing and analysia to the District levels for several
years In my vieu, 1t will be far more effective and efficient 1f
these cells are made primarily responsible for the collection and
analysis, and communication Lo proper authorities, of  haghly
specific school information which 15 not easily or even
appropriately collected, aggregated and disseminated from the
central level Such data may include 1nformation about teacher and
student resources, building maintenance requlirements, and the lake.
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The District cells may also play an important role ain the
monitoring of the system through sample surveys of schools on a
variety of criteria.

4, Improving the level and quality of Data Utilization

The effective utilirat:on of BEMIS data by seniov administ rators
for policy formulation and planning 1s not yet a vealaty In all

areas - from school constiuction to teacher trainming and supply to
textbook and other 1esource ‘distiibulion to Systen and program
monitoring and evaluation - there 15 Ovel lap betueen functional

units and a laclk of knowledge and understanding as Lo the vays in
uhiich BEMIS data can be utibised 1n prcactaive as vell an reactaive
planning [y stirategy i this domain has been to commence detal.ced
discussions with key users (actual and potent 1tat), to gawn better
understanding of their needs, and at the same time to help them to
clarify their own use of data and to gain greater understanding of
the ways 1n which better imformation delrcered 1n appropriate timae-
[rames can asolct  their planming  and  operat 1onal  activities.
Ultimately, this must lead tooa cloarer underastanding of the role
and funclions of BREITIS within the systoen, copectally norelatron to
other units

However, thme g clearly a gredat need for all key users of BEILS
data to be tirained 1 better dato utilisation technigques  and
strategies To this end, 1 held an it tal seminar/vorkshop on
December 9th and plan to instituce specialised support training
programs for senior staff throughouc 1994. ‘lopics to be covered
w1ill 1nclude - data utitisation fLov policy making, otrateglc
planning, opelrational planning, recource decision making, manpower
planning, and monitor ing and evaluat 1on - having 1egard thioughout
for 1mproving the level of cquity and access 1n educational
provision throughout Ba fochist an

This strategy of 1nducting cemnior otatf 1nto data-basced decision
making should I~ a long term 1espongsibility of the TA BEIIIS 1t is
a strategy which underpins the wove by BEMIS "into the next phase
of data 1interpiretation, data uti1tiration and data based policy
making, management and evaluat 1on" (Draft Aide-Memolire, 'F51) in
und=rtalking this trask the TA will need to work 1in close coO-
operation with the seniol personnct 1n the Directorate of Primary
Education, especially those involved 1n staffing, construction,
teacher trarning and supply, cutiiculum development , textboolr and
resource supply, and finance, as woll as the Community Support
Program An Action Plan should be 1n place by March 31, 1994

This process should also be secn as an rmportant BEINLS contribution
to empowering "primary educat1on managers 1n staffing, academic and
financial decision-making" (bLraft Aide-Memoire, Cl 5)

To some extent a lack of appreciation of the enormous potential
benefit of a well functioning MIS has led to some duplacation of
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ef fort by key users. BEMLIS must accepl sowe of the responsibility
for this because 1t has not made a disciplined and concerted effort
to understand and to meet the direct needs ol abs clients 1n A
proactive rather than reactive nenoe Hot only can this lead to
conflicting and perhaps erroneous decrarons, e alao vasteful of
resources and woilks against the long term Lustatnabr bty of BEMIS

I propose ecarly i 1991 to ot Fine the stincture for a Decirsion
Malsing Support Syatem and to suggent a hrerarchy of uners and the
nature of the data vhieh shoutd be aveadily acceanible by them,
Within the Directorate Lhis should be related to the de.elopment of
a Local Area Hetwork (LAN} which uould give ey data users
controlled access to BENIS [iles My under standing 1o that ve are
currently 111 a posittion to cet oup cuch A LAN, Although ats full
development a< a means by Shirell ey unor e may aceess appropriate
information would probably take wvell anto 1aos and «¢ven 19960 1
have discussed this proposal wath o Pahim and others and an
appropriate Action Plan for 1991 and 1995 will be prepared for
discussion and approval early in the Hew Year

5. The National EMIS (NEMIS).

1 believe that 1t will be very unfortunate 1f the concepl of NEMIS
15 lost thiough lack of Governwent and UNDP support. In the short
term, 1f such were to eventuate, then 1 would suggest that PED
(Balochistan) take a proactive r1ole Jn discussions and negotiations
with the national authorities to support the further development of
NEMIS Being able to demonstrate the value of an effective EMLIS tO
the Govermment of Balochistan and to the nati1onal education debate
will be essential to this process, and although 1t will take time
and effort on the part of the TA and other BENMTS ntaff (. will be
of significant ultimate advantage to Balochistan and to the
childien of the Province 'To this end, the more that BEIS data 1s
used by the governments at the Trovincial and national levels the
better. However, this will only happen 1f the data ve are able to
provide 1s accurate, relevant and timely, and tf leaders, polaicy
makers, administrators and others, are able to make full use of 1t

For tliis to happen the BEMIS product must be consumer friendly The
attainment of this goal should be at the heart of the BEMIZ mission
over the next feu years

6. Other Issues

a. The recent Mult1i Donor Mission to PED drewv attention to the
need for a greatly enhanced role for BEMIS in system and program
development, monitoring and evaluation In 1994 and 1995 this will
require very specific BEMIS involvement 1n the design of monitcering
and evaluation strategies for the Community Support Program, the
new Girls' Scholarship Pregram, the Mobile Teacher Training Unit,
the Curriculum Unit, and the Constiuct 1on Program while all of the
changes and developuents mentioned previously will assist in
enabling BEMIS Lo meet these addational responsibilities, Lthey wi1ll
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clearly put added pressure on the Unit's organisational capacity
and efficiency 7This must add weirght Lo any decision to concentrate
much attention, at least initially, on planning and coordinating
all BEMIS activities 1in a way which establiches the duties and
responsibilities of each individual staff member as well as the
responsibilities of the Unit as A vhole It also means that,
directly and andarectly, Lhe foreigqn TA shalt be engaged 1noa
ccntinuous process of management training for BENIS otaftand for
other senitor staff in the Directorace

b Rmploying high guality staff, »opecially in the area of data
analysis, 1s vitally important, and to this end approval wmust be
obtained, as a matter of urgency, fol the conti1nuing appointment of
Mi Fahim and all contiact staff —hose contiract: espiire between now
and wmid-February Being able Lo maintain cont inutity of personnel
will be vital 1f BEMIS 1o to giouw 11 itsn 1ole and if the system 1s
to achieve long term sustainability
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SPECIFIC PLANS 1994 -1995
A SUMMARY

1. The development of a Personnecl Information System to cover all
teaching personnel throughout Lhe Promance

2 Development of a seconddary dat abase tor school buildings - to
facilitate policy and decision mal-ing 1 regards Lo new school
building, waintenance and 1epairs

3. Development, 1in collabotation with trhe Distraict Cells, of a
District database for school specific matters - especially those
relating to student and t cachor rosources

4 Development of a specific database Lo epnable tracking and
monitoring of development s in e Communitty Support School Program

5 Development of a neu database to trachk, monito and evaluate
progress on the Girls’ Private School and Scholarship Program

6. The undertaling of a mapping project  So that we have full
knowledge and appreciation of the geographical distributaon of
educational provision throughout the Province

7 Further development of the District Cells and the Central
BEMIS/District nelworl

8 Continual iwmprovement of the quality of Census information
through 1mprovements UO the Questionnaire and to the data
collection process.

9 wWorking with key users of BEMIS data to cnsure that the data
they require 1S available when needed, and 1in a form which
facilitates effective and efficient use.

10 Training programs for BEMIS and other key personnel, including
senior Directorate staff and educational leaders.SPECIFIC PLANS
1994 - 1995
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CONCLUSION

I have been continually impressed by the reputation which BEMIS has
achieved 1in educational ciicles throughout Pakaistan, but thais
should not obscure us {rom the reality that much remains o he done
before tha system achieves long term sustainability and before it
reaches 1ts full potential as a decision making support system  The
foundations have been laid, 1t 15 now sitally rmportant t hat BREIM1S
moves to the next stage of development This phase will requnie a
great deal of education and training, not only for BRIIS pe1rsonnel,
but for those 1esponsible for policy making and  fo t he
administration and development of the education system 1D
Balochistan

Wwhile md and Loan programs ocan put  modern technology 1nto
educational syotems artually anyvherc, the ultimate goal of
sustainability and anlf-leadership 1 education  can only be
achieved 1t e can develop and  enhance  the management and
leadershin capacitias ol the people This 1s a most ditfreult tash
and highlights the teusion which nevitably exists  betueen
developing the t ~ehnological base and, at the came time, onoun ing
appropriate human resoures deolopment Lolping Lo reducs this
tenstion through educat 1on and training must bhe a major role fo1 the
BEMIS TA during the next two years

Overall, while BEITIS 195 custarnable 1n A technical sensge, longer
teim ef fect 1veneas 1 data colloct 1ton, processipg and ul iliration,
will depend on a nuubey ol factors

* the ability to artract and lerp well qualad ted pergsonnel
capable of de~i1gning applopiiate survey instruments, of collecting
the required data, ol inputting, procnssing, analysing and
outputting that data 1n forms accessible to a variety of users.

*» the ability of the Th to def ine and encourage an appropriate
organisational sliuc tr1e  for BENIS which creates an ongoing
efficient MTS unit

* the ability of the Th lo ensure that all relevant staff at
both the central and other levels of the Directorate have the
knowledge and skills Lo maximise their use of the BEM1IS data in
policy making, planning and operational decision making

* the ability of the TA, 1n association with other members of
the PED staff{ and senior members of the Directorate, to create an
ongoeing 1ntegration of the BEMIS operations with the other
functions of the Directorate - their policies, planning and
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decision making. In realaty, this means a shift of focus from BEMIS
as being a centre for basic sratistical information to one of BEMIS
as a decision making support syctem Wwhile 1n many wvays thigs wall
mean no change to the activities of BEMIG, 1t will be critacal to
the ultimate defimtion of taske and the prioritising of  those
tasks, and to the way(s) in vhich data 15 proceaced and prosent od.

* a2 much better understanding by REILS of  the needs of
potential users of the IM15 data, and a  ery munch  better
understanding by users and potential usms of the ways 1n which
BEMIS can support and assist the1t policy, plannming and decigion
making processes - cspecially n 1egard to the allocation of
resources, equity and access 155uUCH, manpower planning, etc

Brian J. Spicer

BEMIS Consultant




