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INTER T IER RESPONSIBILITIES IN THE EDUCATION SECTOR 
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Like most federations, Constitution of Islamic Republic of Pakistan-1973 demarcates the 
jurisdiction of the Federation and the provinces. Tills is done through Federal and 
Concurrent Legislative Lists. The former identifies the areas where the Federal 
government has exclusive jurisdiction while the subjects in the latter enlists both the 
federation and the provinces 'concurrent' jurisdiction. Any subject not mentioned in 
either of the two lists falls within provincial jurisdiction. 

Pakistan is a multi-ethnic and multicultural federation. There are differentials among the 
federating units (even within each federating unit) on the basis of culture, ethnicity, 
language and development levels. As the federator, the role of the central government is 
to reduce the development disparities and encourage the cultural d.lversity (while allowing 
maximum provincial autonomy to the federating uruts). Education is a key tool towards 
achievement of these objectives 

Under the 1973 Constitution of Pakistan education falls in the concurrent lise. This 
means that both the federal and the provincial governments enJOY the JUrisdicoon G1ven 
the administrative and po!Jtical structures in the country, provinces undertake the bulk of 
implementation in the education sector. Federal role in such a scenario would normallr 
be coordination and norm setting. However, over the years, the demarcation has blurred 
and a perccpoon gap has emerged between the two tiers viz a viz their respective roles. 
Resultantly, there is an increased unease in the relationship has increased leading to 
adverse impact on education outcomes. 

However, the Local Governmenr Ordinance-200 1 has enhanced the role of the 
provinces in governance of the social sector through local governments. 

-........ -~· · ~ ., · ·t:~-~~·~n· ~~~~'!Ki~~~~~~~~~~m~!SiE $ituat;ional ·AD.al_y§!_S_ · .. ~a • • • !J·""-.-~ .................. ... 
There 1s a general perception that the Federal government intrudes into provincial 
domain through development and implementation of vertical programs and projects and 
not only distort provincial planning but also impact its autonomy. Even in areas where 
the Federal role is more pronounced and accepted, decisions are taken through a top 
down approach causing confusion and poor implementation. The province • on the 
other hand, have increasingly moved towards an adversarial relationship with the Federal 
Government that has led co erosion of the federation's role in probably the most 
important intervention for nation building. At time , even the concept of a federal 
Ministry of Education is questioned by provincial functtonaries. Lately, ome 
improvement geared up in form of rcvh..t of the lnter-Provinclal Education Ministers' 
Conference and the lnter-Pro\-incial Eduation Secretaries' Conference. However, at the 
technical levels, there is minimal coordination that dilute the impact of these hi b foras . 
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With the implementation of devolution, the need for defining inter tier domains has 
become even more significant. Education under the Local Government Ordinance is a 
devolved subject up to the school level. However, confusion persists to understand this 
structure. Each province has its own interpretation of this development. The current 
demarcation is mostly based on division of administrative powers rather than functional 
responsibilities which further adds In theory, devolution has taken puce whereas in 
reality its optimal benefits are not being reaped. · 

The need is to define role of each of the three tiers in the devolved set-up so that 
efficiency of the system increases without adversely affecting its national character (In 
fact there are three tiers even within the local governments i.e union, tehstl/town, and 
district). 

Even as the respective roles are being defined the issue of requisite capacity at each tier 
would need to be identified. 

1. \Vhat should be the role of the provinces vis a vis the Federal go\·ernmc:H and 
local governments? 

2. \\that should be the responsibilities at each tier of the local go\·crnment i.e. 
district, tehsJ..l and union levels? 

3. \'Vhat type of capac1ties are required at each b·el for carrying out these functions:> 

4. What is the best method of regulating these telacions for example written 
agreement, legislation, amendments to the constitution, and changes in the Rules 
of Businesses etc.? 

s. Should standardization of content, quality of instruction and assessments be 
'naoonally' ~anaged rather than federally, provinciallr or locally? 

.. r I 1 ( j f...{~ ) q-.., # <-1 , <:r- ~ 



FINANCING EDUCATION (SCHOOLS) 

~.]9~11!!~·~-~~~ 
Education financing needs are high in most countries as it is the largest activity in the 
social sector of any country. The funding can be from multifarious sources private, 
public, philanthropic and international overseas development. In view of the high 
social returns on education, the argument for public funding is always strong and all 
governments take the responsibility of providing equitable opportunities for all to 
obtain quality education. Most countries also have high private investments in 
education. Depending on the model followed by a given country, education may be 
accessible to all or only those who can afford it. Questions for public funding for 
education would broadly involve the source of the funding and its distribution within 
various tiers. Ideally the share of public funds going to school level should be higher 
as compared to tertiary education. The source of the money can be local, provincial 
or federal revenues. In most federal states, the function is decentralized to the local 
level that generates the largest chunk of resources. Funding from federal and 
provincial levels normally supplements the local component where the latter is 
inadequate or there is need to pursue a specific naoonal or provincial goal. 

In developing countries, the bulk of development expenditure originates from donor 
funds. In recent years, the methodology for this financing has come under crioasm 
and the issue of coordlnated effort of the donors co minimize overlap and delineate 
the recipient country's own prionties. 

Si"tu{doiial Anal~is ~1, · •+ ~ 1 :t:;~r;;=~-=-.-.:~~U"!~~~~~ffii:.:lJ;~~ 
• J. -- • ."1:::. 11ftffi"' , ~ ... .-.~. ...... :1Jo1,;.~·~· 

Pakistan's current public outlay on educacion is 2.73% of the Gross Domestic 
Product, wruch is considered low. Recently, the government committed to raise it to 
4% of the GDP. The bulk of this expenditure is on the recurrent side where teachers' 
salaries make about 90% of the total recurrent expenditure. The development budget 
is almost entirely financed through foreign aid. This has serious implications for 
ownership and sustainability as a number of these activities fail to gauge 
government's co~tment and capacity for the long run recurrent expenditure 
implications of this development \'-'Ork. The funding is generated mostly through 
donor determined priorities and since the whole sector is uncoordinated there are 
issues of overlap and excessive emphasis that distorts priorities for the education 

sector. 

At the domestic level, resources are generated through re\•enues nused t vanous 
tiers. \Vith Oe\·olution, the responsibilities for chools h ve been shifted to the: 
District go\·ernmc:nts. However the de\•olved government are dependent on the 
Provincial Finance Commissions as the mam source for expenditure (only 8% of the 
requirements ar~ met through the loc 1 governments' revenue ) 0\·erall the bulk of 
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revenue is collected at the federal level which is distributed to the provinces through 
the National Finance Commission. Additionally the Federal Government funds 
vertical projects in provinces through various interventions; the latest is the 
Education Sector Reform (ESR) Programme. 

Over the years another matter that has appeared is poor utilization of funds. This 
manifests serious capacity limitations, apparently simple increase of funds may not be 
the immediate answer. 

Over the last few years private sector investment in education has expanded though 
the exact amount is not known as there are serious data deficiencies .in this sector. 
The growth does reflect the potential of funding (and services) outside the 
government. 
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performance of the groups of offices, individually or collectively, and give 
directions for taking actions or measures for improving efficiency, service 
delivery and achievement of goals assigned in the approved plans of the District 
Government. 

(3) Where in the opinion of a District Coordination Officer, an order of 
the Zila Nazim is motivated or unlawful, he may seek recourse in writing to the 
Local Government Commission with a copy thereof to the Zila Nazim, and the 
decision of the Commission in the matter shall be final and binding . 

29. Functions and powers of Executive District Officer.- The functions and 
powers of the Executive District Officer shall be to-

( a) ensure that the business of the group of offices under his 
administrative control is carried out in accordance with law and the 
rules and the human and material resources placed at his d1sposal 
are optimally utilised to improve governance; 

(b) co-ordinate and supervise the activities of the offices and ensure 
efficient service delivery by the functionaries under his 
administrative control; 

(c) supply information to the Monitoring Committees of the Z1la Council 
and Union Councils; 

(d) take appropriate corrective act1ons based on the information 
received from Monitoring Comm1ttees, 

(e) enforce relevant Federal, Provincial laws and rules, including tax 

laws; 

(f) prepare development plans and propose budgetary allocations for 

their execution; 

(g) implement approved plans and policies; 

(h) authorise disbursement of performance bonuses to the employees: 

(i) 

(j) 

(k) 

prepare proposals for expenditures necessary for th proper 
conduct of programs, projects, services, and other activities: 

propose relevant bye laws on service dehvery to the District 

Coordination Officer; and 

act as Departmental Accounting Officer for his r sp cttv group of 
offices and be responsibl to th Z1la Accounts Comm tt of the 

Zila Council. 
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EDVCATION;AL MA.NAGnMENT AND SUPERVISION 
.•. 

· .~op:r imple~entation .·of policic:s and plans hinges on the strength and 
c~~l(.QC,Y o! the unplt.:alcntulg n~..:aci..:s. Our system of .:ducational manage
~ nnd su~rv~oa. is a legacy of the past and is not c:quippcd to cope with 
the increasing and changing demands <?f education in the country. 

The existing institutions, structun:s · IU!d modes of operation cannot nccom
modate effective implementation of policic:s. The Federal Minhtry »f Edu&.:ll· 
tio!l and the Provincial Departmc:nts of Education, the Directorates of Educatil)n 
2.lld other agencies under them will, therefore, be reorganiZ~:d to eli.ml!lac.: Vfas· 

t.!ge 8.I!d to ensure Op-!rationaJ efficiency in tcrn:s of policy objcctiw~. A.i u 
matter ot principle, ell key posts in cducalionnl management will b.: mo.nncd 
by qualified ttd e;t~rienced educators. Educational e..dministration \'Jill Pe 
furthcl dcceJUralized for effeC"'Jve supervision and management or tdu12tion. 
The Code, whicb bll!: ~ddom been revised since Indcp~ntlcoce, will b: suicntly 
improved ··to cnsu~ more. rationcl ~in.istration ot ~c~tio.nPI irutit~iio!1s at 

• ~. ; - t • • • ' ···tire· ~J~~ level· · · · 

fu order to decentralise the process of decision making, it is nl!wsacy to 
provid~ more powc:rs nnd far.ilities for educational management :lt lower levels 
a£ education. To fulfil this objettivc, Di::trict School .Education Authorities 
~Jiili lluflicient ~\ICC'S and funds vtill b: constituted in every district to ov.:rsel! 
a::!i t.dminister ·~boot education upto ~condary ::t:lge. 'fhe Policy recogui!es 
tUe n.eed to mdtivutc: the primary school teacher to und~rtake hi.s work more 
effectively. Op~rtunities for his vertical mobility will be= provided. Moreon:r, 
~1hil.: mu!dng :ae·w appointments of secondary school te::cllcrs, first pre!c:rcnC'e 
will th: nivcn to the prumution ot thllSe priru:uy ~ool te:.ch::r.i who Cul.til the 
~-essa ry req ui rc:~c:n t:l • . ,. , . 

2. IW.i.or:clc ! . ~ . . . 
The syst~;m ,of cduc:~tion bas considerobly expanded !incc the c~tabw~cnt 

i Pa.!cisUUl The:· number ot educnliont.l io..:stitutioas he.! incre~od !:CVC.O ume:s 
~ b • 10 000 jo 1947 to now more th:m 70,000 in 1978. Similnrly the 
uom ll out • . d f 12 milli . 1947 

olmc:nt of stud~n~ at all tc:vels bns also jump-.: r~m . . on 1D 

en.r n miJ·r· JJl. 1""8 Eut .inspite or continuous wcn::sc Ul th: number 
to over ~ !OD "' • • .. cd y 

d=n.t.! the cxpuiling aystcm ha..s ~ot Wl~S e.n 
cZ in.!titutlon!l end· !ltu .. • d oervi.!ion ic!rn.stn:cture. A !ew 
·, .. :,;,.llllt n:'crms in the m:.nsgerner:t t-.!1 su. 
m~. w • ad bore a.nd there b:wo al!o feilec! to bear LCY ttult 
~or.uuc a~mpi-5 m e ! d uure ot the 'test-:4 

~ of 1 k of internal coo.iliten-=Y o! the re O:m! r.n pre · 
U:!cr.u.e 2C'": • them ct vario~ levels oi the system. The rules and 
in~~ts operaws. agalllSt da ndministrotion ol the t:hools conti!luc to rc:maio 
rcr;ulatioos govc:rrung day to y . A. •• ti'oain"' of tbc syst:m. r~ Edu· 

. mid d te entcl to cfficte.r.t lw.c ., 
cumbcrc..omc e rm • til. colon.inl period b.z.! £C!dom b:cn revised. It 
~tion Code formubtcd dunns .. di!l liliout 2o/c of toccl c:ducliol:!! bud!tt 
i~ ~tim,ated that t! p;C:Cl1t \'/C !.!".! S~!l 8 c 
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OJl .ma.na~c:mc.nt of (ducntion against about S to 7% -bl!ing spent by many dl!ve· 
.Jopwg countn~s. . . · · 

S.El~c 
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:. 
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(i) The Fcdcr3l Ministry of Education and the Provincial Departm(nts 
ot Eclu~ulion will be n:urgtiniscd in order tu cope with Lhc expand
ing rcqLJircments and incorporating lllc modern technique~ of cuu·· 
cabtional supervision iln.d m:1nagement · 

(ii) All the senior posts in the Ministry of Education and Provil:cial 
education Department will be manned oy qualifkd and competent 
cducationislS having high qualifications snd sufficient cxpericnC4! or 
tcacl1ing · und ~:ducational admini~lration. 

(ii.i) The existing p3ttc:rn of relationship with other dcparlmcats aoJ 
agc:ncics will be stre;unlinl!d to allow the Fcc.lcral M;,listry of EJu
cation and the Provincial Euucation Departments to man;.se their 
affairs more clfectively 01nd efficiently. 

(iv) In certain districts. the: number oC schools to be su~rviscd by nn 
ADEO or a DEO is ratht:r large or the ~chools :w: situated :lt 

gn:at distances. This results in poor supervision. The problem will 
be cxamint:d in consul~tion with the Provincial Education Depart· 
men!:; :~.nd rhc maximum number o.r schools to be sup::rviscd :.ball 
be fixed both in the ca:.cs o( male and female schools. 

(v) A N:~tional Cornmittcc will be constituted to revise acd bring t~~ 
Education Codt: in conformity v. iLlt the National Educ~tion Policy. 

(vi) The existing infra.~tructurc for the plonnin3 end implem•:ntuion in 
thl! Provincial Education Dcp:~rtracnts will be stn:nsthcncd to c1:.sure 
ciTc:ctive pl:mning and imph:mcnl;ltion of the Policy. 

{vii) 

{viii) 

(iz) 

The dccentraliz:uion vt powcr.s nr.d e:.tublishmcnt of Diltrict $ch01)1 

Authurity/Coundl will Ul!(l\!Od Up!Jn the future pauern or IOCiil .s;.:l[· 
governments. 11iis will be stuuied in coilabor:~ tion with lb.: p:-o· 
vinct:s. For the time bcins. l:cluc::uion Coun:.:ils will be !il!t up :u 
:a.lvisory bodies on the p:lltern o( th..: National Euu~o"<ltion Coo.~ncrl . 

There 61 re no arr:lngcmcnts for th.: trainin:: o! educ:~tiun:~l supc:n·i~o~ 
an4 administrators. The National Ac2t.lemy of Fl:~nnin: and M.1nase· 
ment (envisaged in the Policy) will launch ln·Service lrainlnr 

I I • • 
Programmes for education:~ acmtnLSir.UoiS. 

Primary school 1c1chcrs, poss~ir.~ 
employment in high schools \'lill be 

graduate3. 

pr\!scrib .. d qualifl~tions C11r 
given· prdcrtnce over !rcsn . 

· · qualifications far a prim:ary schoo teacher ls Ma1.ric, 
(l) ~C~·~:~~c:rs uln::HJy p:us:ssir.~ higher qu:1li~~.~lio.1s or impf\:\'.:· 

,u .... t·,r:, •• :-tions will bi: t;h-cn ad,-:na.: Jru.'TI:nt-:nts. ins lll~!ir " ~-

I 

I 
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~. P.~DW'~ Alloc,tj~)'. 

The nbove programmes wiU be nccimmodnted . within the allocation cl t!lo 
Fitlll f'jve Ye..~r Pfun through r.:-nc.lju~!ments. · . 

s. ?fq.b~li!:l 

The sri-ucture o! cduC:ltional administration and management is l..inkecl with 
the gener21 administrative set up of the Civil Servi~. 'However. the n.atu.ro 01! 
educational !ervice requires specialized capabilities aod rnachinerf for manage. 
ment. It may. therefore. be ne~ary to restrue'lure nod develop the system oB 
educatioll2.l edmicistratioa and managemen into a specialized service.· 
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