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Section One
Introduction

The Socid Action Programme (SAP) represents amagjor commitment by the Government of Pakistan
and donorsto strengthen and extend socia services delivery. The objectives are, one, to improve the
access to and quality of education, hedth, population welfare, nutrition and water supply and sanitation
sarvices for and by the rurd and urban poor, particularly women and children, two, improve the
efficency and cost effectiveness of operations in the departments involved and in the provision of
services in the primary socid sectors, and third, to improve the participation of the private sector with
aview to improve governance and introduce trangparency and accountability in day to day operations.

Experience of SAP implementation [SPDC 1997, 1998, 1999; World Bank 1998] indicates that
government’ s performance has been lacking and that the programme may well beinjeopardy. Surveys
[ FBS 1996, 1997] indicatethat inthe last seven years of SAP simplementation, government has been
retregting from the provison of qudity services. This has been accompanied by provison of services
by the private sector. There is, therefore, a redisation that government must rethink its role and
wherever possible must encourage the private sector, preferably the not-for profit segment represented
by the NGOs and CBOs, in taking on grester responghbility, but rether than relinquish itsrole entirely
should concentrate on a core essential programme [SPDC/UNICEF 1999.

With governments unable to generate sufficient resourcesto provide even basic service leves, thereis
an urgent need to identify and develop dternatives. Pakistan has, over the years, used severd
innovative approachesto deliver basic socid servicesthrough the private/NGO sector or in partnerships
between government and NGOs.  Some have been successful, others not.  Each has, however,
provided lessonsfor the future. A study of these gpproaches tells us what can be done, what can't;

what pitfalls to avoid; what successes can be replicated.

The examples of dternative mechanisms for ddivering services in the primary socid sectors indicate

some common eements which have led to their success. These include the participation of non-
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governmental organisations as critica to success, community participation to ensure acceptance and
to ensure continuity after the NGO intervention iswithdrawn, availability of gppropriate staff and quality
enhancing inputs, monitoring of performance, control over absenteesm and flexibility in management
practices. Further, anumber of these examples show that apublic-private partnership can be beneficia
provided governments are willing to recognise the need for these and adopt a flexibility in their
relationships with the private sector. Most importantly, the bureaucracy must adopt innovative
approaches and break out of the strait-jacket of centuries old traditions, rules, regulations and modus
operandi if the objective of cost-effective approachesto delivery of socia servicesisto be achieved.

While these examples appear to be successes, severa questions need to be answered. These are:

- Arethese experiments codt effective?
- Arethese experiments sustainable?
- Canthey bereplicated? If yes, with what modifications?

Answers to these and related questions can only be obtained from an in-depth evauation of their
operations. These evaluations should be undertaken and the lessons|earned should be adopted as best
practices. These can then be integrated as part of an overal design for ddivery of cost-effective

savicesin the socid sectors.

The objective of this report isto review the experience with some dternative deivery mechanismsfor
socid servicesin Pakistan. Section 2 describes some experimentsin the areaof e ementary education.
Sections 3 and 4 describe someinnovative gpproachesin the hedth, population and nutrition, and water
supply and sanitation sectors respectively.
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Section Two
Elementary Education

The SAP dementary education sector covering the firgt eight years of schooling islargely inthe public
sector and is made up of two digtinct streams - the primary sections/schools (classes 1 to 5) and the
middle section/schools (classes 6 to 8). Within the SAP framework thisis concentrated in the villages,
peri-urban areas and urban sgquatter settlements. Even though the public school network is extensive,
it cannot meet the demands placed on it a ether of these two levels or the areas covered by SAP
activities. The gap is, to some extent, being met through various dternate systems of schooling.
Examples of such dterndtivesinclude:

- beneficiary management which have been ingtituted through experiments such as the School
Management Committees (SMC) in the Punjab and the Parent Teacher Associations (PTA)
in the Sindh, the Village Education Committee (VEC) and such parent-teacher bodiesin the
other provinces to manage basic operations, maintenance and availability teaching inputsin
the primary schools established by the Department of Education (DoE),

- the foreign aded projects which have an experimenta component built in, such as the
Primary Education Development/Middle Schooling Projects,

- thefor-profit private sector schools providing a margindly better qudity of education in the
urban squatter settlements and the larger villages in the peri-urban aress,

- franchise schools such as those operated by the Hira National Education Foundation,

- home-based school s operated by unemployed fema esin the low-income urban communities
and even in villages in the backward areas of the country, and

- nonforma schools being established by the Prime Minigter’s Literacy Commission to help
increase access to primary education in the backward areas.

Some of these experiments are described here to indicate the causes leading to the success of such

schools.

School Management Committees (SMIC) in the Punjab

One of the mgor changes advocated for the implementation of SAP was the involvement of
beneficiaries in the management of the fadilities. In the dementary schools in the Punjab this took the
shape of the establishment of the SMCsfor 5,100 schoolsin 11 ditricts. After someinitia hiccupsthe
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experiment has proven to be successful. The causes of success lies in the cose involvement of the

beneficiaries in the operations and management of their facility.

These SMCs initidly had 12 nominated members, the head master/headmistress, 3 teachers, the
Learning Coordinator, oneeected parent, 3loca influentia persons, and 3 retired government officids.
After theinitid tria period in thefirst year, the experiment was extended to 48,000 schools. Thesize
of the SMC was increased after the first year to 9 members. 3 each of nominated teachers and loca
influentid persons or social workers and 3 elected parents. Because the nominated persons from
outs de the school can overwhem the parents (hailing from the disadvantaged segments of civil society),
plans have been approved to change the composition to teachers and parents only. The last category
to be dected Thiswill ensure non-interference by the paliticians or the influential persons of the area.
The mandate of the SMCsis:

- increasing enrollment

- decreasing and eiminating drop-outs

- improving the qudity of education

- checking teacher absentegism

- purchasng indructiond materids

- undertake repairs and maintenance

- condructing buildings for shelter less schools
- purchase of furniture

- rasngfunds

- managing schoal afairsincuding finances

- involvement of the community, particularly parentsin school activity, and
- collection of school based data

Eachof the SMCshasits own bank account and receivesagrant directly from the Finance Department
(previoudy through the district’s Deputy Commissioner). These accounts are operated by the president
of the committee and one elected parent. Thisensures trangparency. The annua grant is made up of
Rs. 1,500 for teaching suppliesand Rs 1,500 for R&M per classroom. At least 2 membersfrom each
of the SMCs has been trained in the maintenance of accounts and has a manud for purchasing
standardised furniture and indructiona materials. Thefinance committee reportsfundsutilisation tothe
SMC quarterly, thereby ensuring accountability. Local procurement of goods and services ensures
least cost and a need avail ability and Committee supervison of work ensures qudity and Sandards are
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maintained. Because teacher attendance and performance is monitored by the SMC, the qudity of
teaching has improved to some extent. The SMC meet regularly, often monthly, to discuss plans for
thefuture and review operations, thereby ensuring true beneficiary participation. Most SMICshavedso
been able to raise funds locdly for improvements and supplementary reading and teeching materias.
The mgor thrust for the change has been brought about because of the palitical will to implement the
reforms which have been advocated for sometime. However, the effort to changeis being frustrated
by vested interests. Punjab’s step to hold eections for membership of SMCs has been chdlenged in
the courts by vested interests (teachers and didrict officids). Their argument is thet the change hasno
legd precedent, that SMCs will provide an opportunity for politica interference and that quaity will
suffer. However, what is at stake is that SMCs would be responsible for overall management of
schools, performance of teachers, sanctioning wages by linking them to absenteeism, ensuring the
avalability of teeching materials and essentia routine maintenance of assets. This change would ensure
performance by employees, reduce the chance of moonlighting and ghost employment, and “invisble’

purchase of goods and services will now be accounted for.

Inthefind andydsit would appear that the experiment is successful and must be nurtured to its logica
conclusion : the employment of teachers localy by the SMCs, not necessarily redtricted to the
Settlement itsdlf, but from a wider pool, perhaps digtrict-wide or even provincialy. The legidative
framework needed to ensure effective devol ution to the SMC should be framed and gpproved rapidly.

Balochistan Primary Education Programme (BPEP)

The programme was initiated by the USAID. This was then taken over and extended by the World
Bank. Itsobjectivesaresmilar to such projectsin other regionsof Pekistan. Firstly, theobjectivesare
to increase access, equity and efficiency, particularly in the more backward areas of the province, and
more paticularly for girls, secondly, to improve the qudity of learning; and thirdly, to improve the
organisationd framework, planning and management of the delivery process. To ensure that these
objectives are met, community participationis used as the ddlivery mechanism. The overdl results of
the programme have been mixed. The main failure of the programme has been the paliticd interference
in the gppointment of teachers and other school staff, Site selection, the continued expansion of boys
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schoals and the non-establishment of effective PTAYSMCs. The programme was first suspended for
one year and aid has now been withhel d because the government has been unableto rectify recruitment
and dte sdlection defects even after severd warnings. Nevertheless, the results of some of the
experiments in dternaive ddivery mechanisms within the framework of the BPEP have shown some

not incong derable measure of success. These can be replicated e sewhere within the province.

The mogt successful experiment in dternative delivery mechanism under the BPEP is the home based
schools. Nearly 300 home based schools were established in the coastd digtricts of Baochistan and
have been successful in improving accessto girls. Some of the factors for their success have been

- thesdection of locd girlsto be employed for the local school. Sdlection is made by ateam
from the DoE from among girlswho are willing to establish and operate home schoolsin the
village for girlswhich boys are alowed to attend,

- thelowering of entry level requirementsfor theseteachers. The candidatesmust have passed
at least the eighth class,

- thepre-service and continuous in-service training in holding multi-grade classes. The pre-
sarvice training isa 3 to 6 week course. In-sarvice training is after each term for another
week or two,

- the establishment of a school in aroom to be nominated for that purpose by the villagers.
Thisisamgor deviation to the “donation” of land by the village which was linked to the
appointment of one donee-nominated “chowkidar” and in someindancestheteacher hersdf,

- the agreement of the villagersto pay afee for each child enrolled in the school, and

- the agreement of the villagers to finance the full cost of the school operations incrementally
over the first three years and totaly theresfter.

A somewhat similar approach has been used by the Orangi Pilot Project to establish home based
schoolsin Orangi. Orangi isasquatter settlement in Karachi. Thisisbeing replicated intherurd areas
of the Sindh through the Sindh Primary Education Development Project and in NWFP dso. The
philosophy of home based schools has apparently been accepted by the NGOs operating in the
education sector and experiments to establish these through a salf-help approach are beginning to
sprout al over Pakistan. A mechanism needs to be devised to integrate the output from such schools
into the forma schools at the middle school level. This has been tried in the Punjab in the context of
the output from the Non-Forma Basic Education Schools through asystem of entrance examinations.
A smilar effort could wdl prove beneficid in Baochigtan.
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The experience gained through the home schools programme would tend to indicate that these have
been successful principdly as a result of a flexible gpproach to solving the issues, the continuous
improvement in teaching skills, the active participation of the teacher and the community in school
operations and the gradua shift to full cost recovery. Another mgor factor for their success is the
denid of interference by paliticiansin the selection, recruitment and operations process. Thetestimonia
to their successisthe adoption of the technique by NGOs generally in establishing home based schools
and their replication in ahybrid form by the Prime Minigter’s Literacy Commisson. In addition, the
concept is aso being implemented by the Sindh Education Foundation and is being considered by the
NWFP' s Department of Education. These efforts need to be encouraged and become part of stlandard
operating procedures. Perhaps the best vehicle available for this is the Participatory Development

Programme within the framework of SAP.

Private Sector Schools

Private sector schools have been in operation for over the last century and ahdf throughout Pakistan.
The bulk of the schools have mushroomed since a ban on their existence weas lifted in 1979. These
schools offer a qudity of service which ranges from aleve margindly higher than government schools
to that comparableto the best available abroad. Feesrange from aminimum of about Rs50 per month
in the poorest of the urban sguatter settlements to a maximum of about Rs 5,000 per month for day
scholars in the areas occupied by the privileged segments of society.

The reasons for the mushroom growth of private schools has been cited in the 1996 Systems report
[1996]. After surveying 2,500 householdsin Lahore and 5 other didtricts of the Punjab, the Report
concludes that:

- thereisastrong socid demand for education,

- none of the expected impeding factors, namely, income of the household, occupation and
education status of the head of the household, gender of the child, spatia location (urban or
rurd), serioudy affect the demand for schooling,

- thereisagenerd perception that private schools offer ameasure of quality education, in-spite
of their minimal facilities, meagre resources and inadequately qudified teachers,

- thereisapreference for boys to be educated in private schools,
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- asmany ashdf the children of the lowest income group in urban areas were sending their
childrento private schools. Intherurd areaswherethe presence of schoolsisonly beginning
to befdt, 10 percent of the children were enrolled in private schools, and

- expenditure on private schooling was about 50 percent higher than for government schooling
(6.7 percent compared to 4.8 percent). The difference was dueto the school fees charged -
less than Rs 80 per month in an overwheming proportion of surveyed households.

Discussons with officiasof the DoE of dl provincid governments, NGOs, private sector educatorsand
the results from afollow-up survey of schools (the 1997 Systems Report) lead to the conclusion that
the success of private schools hinges on the following factors :

- co-education (mixed gender) in overwheming mgority of private schools compared to
gender specific government schools,

- teaching by female teachersirrespective of gender of the child compared to gender sengtive
teachers in government schools,

- low to minima absenteeism in private schools compared to about 50 percent absenteeism
in government schools,

- sudent teacher ratios of about 17 in private schools compared to 34 in government schools,

- dngle dass teaching in private schools compared to multiple class teaching in government
schools,

- the teechers invariably have better academic qualifications in the more expengive private
schools than in the government schoals, and

- avalability of furniture, fans and toiletsin private schools compared to their absence in most
government schools.

While it would appear that the private schools are performing yeoman servicesin bridging thewidening
gap between the demand for and supply of educationd services, alarge part of these are motivated by
profit-making with only lip service to quaity and sandards. Moreover, the extra-curricular activities
(conddered to be an essentid ingredient for an dl-round education) are as conspicuous by their
absence as in the public schools. Each of the schools has been encouraged in the past to seek
registration with the provincid DoE. Ever since April 2000 this has been made mandatory. The
objective being to ensure standards. However, the procedures are cumbersome and the regulatory
interference erratic and without criteria. There is, therefore, aneed to introduce some form of sdlf-
regulation and accreditation which would ensure a minimum level of qudity and standard.

Hira Pubic Schools of Pakistan
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HiraPublic Schoolsare being run by the not-for-profit HiraNationa Education Foundation established
in 1991 by the Teachers Association of Pakistan. The Foundation encourages private entrepreneurs
to establish Hira schools and collegesin urban and rural areas asafranchise. Thereare over 300 Hira
schools operating throughout the country. They charge fees according to the ability of the parents to
pay, normdly ranging from Rs. 60 to Rs. 300 per month per child. The Foundation charges afee of
Rs. 3/- per sudent per month and in return provides the curriculum, teaching methods, examinations
and teacher training.

Regular ingpections of dl Hira schools are carried out by Regiona Directors for quality control and
adherenceto the standard curriculum. Eventhetimetablesare controlled, aparticular section of agiven
subject istaught at the same time on the same day throughout a given region. Likewise, examinaions

are also standardized.

The Foundation has a separate training wing at the nationa level responsible for providing teacher
traningto dl Hiraschools. Teacher training ismandatory for every school and isprovided once ayear
during summer vacations through mobile teams. Hira schools offer sdaries equivaent to government
scales (without fringe benefits) to trained teechers. These are comparatively higher than most other
schoalsinthe private sector. Thisisone of the reasonsthat Hiraschool s attract better quality teachers.
Nursery, Kindergarten and Class| are taught by femde teachers whereas both mae and femae

teachers teach the higher classes.

Each Hira class has a maximum of 30 students. Only loca teachers are hired. There are no teacher
transfers unless mutualy agreed to by both the teacher and the Foundation. The Quranistaught indl
grades up to the college leve (from smple recitation to trandation and HifZ). The Foundation is,

however, independent and has no corporate association with any of the Idamic groups or parties.

All Hiraschools have a Parents Teachers Committee which meetstwice ayear and provides feedback
to the Foundation. 1naddition, the Foundation conducts an annua survey whereby questionnaires are

sent to dl the parentsfor their suggestions. The results of this survey are computerized a the nationa
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level and used by the Foundation in itsannua planning. To improve learning, new idess and methods
are pilot tested in afew schools and if found successful, are replicated throughout the Hira schooling
sysem.

It would appear that the concept of franchising has proven to be a success. The control mechanisms
used ensure that standards are maintained through monitoring by both parents and management,
teaching skills are continuoudy upgraded, curricula are constantly kept aoreast of new devel opment,
innovative teaching and learning concepts are tested for replicability. The possibility of such franchisng
arrangements being extended to public schools should be tested on a pilot basis. This could be done
initialy in the urban/peri-urban areas and then extended to the rura aress.

Non-formal Basic Education (NFBE)

Inan environment of congtraints of both human and financia resources, and the need to atain the goals
of Universa Primary Education, educationistsin most developing countries fed that using non-formal
mechanisms may be one of the most feasible options.  Such experiments have been tried in Pakistan
both by the private and the public sector. It is estimated that there are nearly 300 NGOs and CBOs
who are either operating NFBES or are interested in establishing them. A large part of the non-profit
private sector operates these schools as achain not necessarily restricted to any one region or didtrict
ether onitsown initiative or as aresult of funds being made available by the government or donors.
What digtinguishes these schools from the home based schoolsis the curriculum. The NFBE schools
follow the curriculum specified for the forma schoolswith some additions. Thereisflexibility in school
hours. The basic methodology adopted by such schools in the private sector is child centred learning
with afocus of deveoping kills and initiative.

One such experiment is operated by the Bunyad Literacy Community Council (BLCC) working out
of Lahore. BLCC operatesanetwork of “1LM” schools. Starting with 20 schoolsin Hafizabad Didtrict
in1992, today BLCC operatesin 9 districts of Punjab where schools have been set up and operated
in collaboration with other NGOsand CBOs. BLCC is operating 700 schools where about 21,000
girlsare enrolled. Each of the schools is funded through adonor grant and is operated by BLCC and
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itspartnersfor the period of the grant. The communities are encouraged to take over the schools after
thisperiod. Most have doneso. The curriculum includes health and hygiene education and the students
are encouraged to read the additional reading materias which are provided by BLCC. The intake of
childrenisfrom ages 5 to 9 and the primary leve education is completed in 30 months. Thereare only
two breaks of one month each in the schooling cycle which are linked to the sowing and harvesting of
crops. The output from the schools compete with the output from the forma schoolsfor admisson to
the forma middle schools. Nearly 50% of BLCC learners continue with their education after having
successfully competed in the entrance examinations by the DoE. Another measure of success is the

continued availability of funding which has enabled BL CC to expand its programmefor NFBE schoals.

In addition to operating the NFBES, BLCC a so operates a non-forma teacherstraining programme.
The programme takes on girls who have successfully completed 10 years of schooling (matriculation
[school leaving] certificate exams) and provides aone week basic exposure to teaching and the course
materids for class 1 to 3. The progress of the teacher is monitored every month on pay-day and
wherever necessary the teacher attends a two-day refresher course designed to hone her/his
deficiencies. Thisensuresthat teaching skillsare up to standards and that continuousin-servicetraining

is provided.

The success of such schoolsisthe result of anumber of factors. Theseinclude, the flexible gpproach
to teaching adopted and in the teaching caendar, the integration of the non-formal stream of students
into the formal stream at later stages through an entrance examination, the use of localy recruited
teachers, continuous monitoring of performance and constant up-grading of teaching skills. Other
factors accounting for the success of such schools are the adequate funding by donors and the

subsequent adoption of these schools by most of the communities themselves.
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Ali Institute of Education (AIE)

The AIE was established in 1993 with two primary goals : one, to meet the demand for primary
teachers, and two, to produce teachers who recognise that activity based teaching and child centred
learning will producethe best results. Most Al E trainees comein as graduates, receive aoneyear pre-
servicetraining with afollow up monitored internship programme over the next year. Graduatesof AIE
reedily find jobs with the private sector schools catering to middle- to upper-middle income groups.
Latterly AIE has opened its doors to in-service training for both private and government school
teachers. Problems faced in the classroom, identified by in-service trainees, are then used to modify
the training syllabus of the pre-serviceteachers. Thereis, therefore, acontinuousincrease in the quality
of the syllabus and the training provided. The AIE recognises the socid demand for English as a
medium of indruction. Each trainee, where required, goes through a 3 month English Language

Improvement Programme which focuses on grammar and diction.

AIE has collaborated with DoE, Punjab to establish an outreach programme for in-service training.
Thisis provided through the Divisona/Digtrict Public School asthefoca point. Thesefoca pointsact
as the Teachers Resource Centres and are equipped with satellite communi cation through computers.
A sdlection of government teachersisidentified to be master trainers. Thesearetrained in both training
other teachers and in maintaining records, monitoring the progress of trainees and developing
individudly tailored remedid follow-up in-servicetraining courses. However, Snce each master trainer
is paid an dlowance through donor funds, the concept is not self-sustaining as the government has not
integrated this activity as part of its budgeting process. DoE officids and teachers dl agree that the
programme is sound and should be integrated.

AIE has dso devel oped teaching materid s and learning aids more suited to the rura environment in the
Punjab. This has been adopted by UNESCO and is being distributed by them. In addition, AIE has
hel ped umbrellaNGOs such asthe Catholic Board of Education and the Aga K han Education Services

to prepare and ddiver courses for school principas and adminigtrators.
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The success of AIE is measured best by the success of its trainees in obtaining teaching positions
throughout Pakistan and the admission of trainees from a number of countries, even from asfar off as
Europe. Its acceptance as amgor resource centre for teacher training in English in the Punjab, using
case sudiesfrom actua class-room experiences of difficultiesin teaching and the remedies adopted to
overcome thesg, its ability to develop new teaching methods and its monitoring of in-training and post-
traning progress of its trainees. Since the government has started to use its facilities for in-service
traning of its teachers, a specific budgetary provison, not dependent on donor grants, must be
dlocated for this purpose to ensure the sustainability of AIE’s programme.

Prime Minister’s Literacy Commission (PMLC)

The PMLC and its predecessors have been in existence for nearly three decades with the objectives
of improving theleve of literacy inthe country. Various experiments have been tried ranging from adult
literacy programmesto non-formal education. Each hasbeen ableto contribute only minutely toraising
literacy. The latest experiment in literacy started in December 1995 with the intent of establishing
10,000 NFBE schools. A proposa has been made to expand this to a network of 82,000 NFBE
schools, but isbeing held back pending aformd appraisa of the existing NFBE school s established by
the PMLC.

The PMLC methodology is:

- establish home based schools with the help of NGOs and CBOs. PMLC argues that this
approachiscog effective as, one, government agenciesare unable to work at the community
leve particularly ininhospitable areas, and two, it would need to establish avast bureaucracy
whichwould be inefficient, untrained, insensitive to needs, inflexible in its gpproach and, last
but not leadt, extremely costly and a permanent ligbility,

- use teachers from within the community who have a lower academic qualification than
government teachers, but who are trained on activity based teaching and child centred
learning techniques,

- have aflexible school cdendar which dlows for holidays only loca festivas and mgor
activities requiring family help, such as a sowing and harvesting times,

- pay adtipend (allowance) of Rs. 1,000 per month to the teacher,

- usethe government recommended curriculum and text books,

- dlow intake of children from the 5 to 14 years age group in class 1 only, rather than the
forma school entrance age of 5 years only,
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- compressthe 5 year course to 40 months, and

- operate a sngle-shift angle class school. This means that only one cohort of children are
taught for the 40 month period before the next intake. This is contrary to its intention of
training teachers in operating multi-grade classes.

Aninitid rgpid evauation of the firgt batch of 10,000 schools was undertaken by UNESCO through
a 10 percent sample. The evauation results indicated that :

- nearly 35 percent of the schools either did not exist or were non-operationd,

- nearly two-thirds of the schoolswere more than 2 kilometres away from the settlementsthey
were serving. This distance is more distant than that specified for the formd schools of the
DoE,

- thedrop-out rate was 12 percent from class 1 to class 2, compared to nearly athird of the
intake in the forma schooling system,

- teacher absenteesmwasobserved in only 16 percent of classes, whichissubstantialy lower
than in government schools,

- there was greater parent participation in the schools,

- the motivation of teacherswas very high asafair proportion had not received the dlowance
for over 4 months, yet the schools continued to operate,

- dedtricity, fans, drinking water and latrines were available to the bulk of the schools, and

- the schools were catering to the needs of the disadvantaged segments of society, the bulk
with incomes less than Rs 3,000 per month.

The success of the programme hinges on its ability to start multi-grade teaching, ensure better Sting of
schools and selection of NGOs and CBOs as partner organisations. Problemsfaced by the programme
indude the non-timdly release of funds for sdaries, teaching equipment and supplies and the sdlection
of the partnering NGOs and CBOs. While the philasophy of the programme cals for a second intake
after completion by each cohort, there are no plansto provide funding for subsequent intakes, nor is
there any plan to mobilise communities in taking over operations after the first cohort completes its
education. This is perhgps due to the desgn itsdf which inhibits the continuation of the schools.
However, this needs to be studied further. It is, therefore, recommended that an evaluation of the
programme should be undertaken. In the interim stage, for the programme to be successful it must
emulate the NFBE programmes of the NGOs.
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Section Three
Health, Population Welfare and Nutrition Services

Three out of four Pakistanis obtain their hedth services from civil society, not from the government.
However, the quality of private hedth careis often low and needsimprovement. SAP 11 could easily

capitaise on private sector resources by strengthening and drawing on health service providers.

This Section providesafew examples of public-private partnershipsfor hedth that SAP can build upon
quickly to meet itsaims of providing better hedlth, family planning and nutrition servicesfor poor women
and children. Most of theexamplesaredready evident in Pakistan. Some are developed, while others
are in the embryonic stage. Importantly, al can be proliferated and strengthened quickly if the will
exigs. Success with these public-private partnerships will contribute agreat ded to the government’s
efforts to reformulate the health care system.

Community Health Management

Hedth Department officids are working with beneficiaries, helping them form Community Hedth
Committees, especidly invillages. The Committees provide volunteers and smal amounts of money.
The government’ s Family Hedlth Projects provide officia swho devel op the capacity of the Committees
to manage their own hedth services. The Family Hedth Projects, which are funded by donors, dso
match funds raised by the Committees. The Committees use the funds to repair government health
fadlities and to purchase medica equipment and supplies. Committee members aso monitor

attendance of government medical personnel at the hedth facilities.

The Community Health Committee concept gppears promising because it places some responsibility
and authority in the hands of intended beneficiaries. But the sysem is ill young and immature. As
it matures, maor questionswill be asked about sustainability: Will the Committees continueto function
adequately after donor money is reduced? Will government hedlth officias continue to work with the
Committees after the Family Health Projects end? Will the government continue to provide finances
needed by the Committees?. Will the system result in sustained delivery of adequate hedth care? The
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Hedlth Departments should work to ensure the answers to these questions are yes. It should then
continue to support the system by building matching grants and technica assstanceinto provincid and
digtrict budgets.

The sugtainability of these Community Health Committees can be ensured by adopting a mechanism
for transfer and management of funds as has been adopted for the School Management Committees.
This ensures that these beneficiary communities not only have the responsbility, but dso the authority
for specific activities and the compodtion of the committee ensures that they are also accountable.
Another activity which could be entrusted to these Community Health Committeesisthe establishment,
operation and management of a Revolving Drug Fund. Examples of these can be found in severd

countries.

Revolving Drug Funds ensure that essentid drugs are available at affordable prices in primary hedth
carefadlities Setting up a Revolving Drug Fund is as Smple as starting up achemist shop, or achain
of chemigt shops, except that the facility socksand sellsonly asmal number of essentid, generic drugs
needed to provide primary hedth care. The only public input required is training government doctors
or NGOswho are familiar with published Essentia Drug Lists, drug storage and record keeping can
train volunteers from Community Hedth Committees and Community Based Organizationsto start-up
and operate their own Revolving Drug Funds. The Fund manager requires asmall amount of cash to
purchase gart-up socks of the essentia drugsfrom the nearest private digtributor. Thefacility then sdls
the drugsat dightly more than cost, to ensure that money isavailableto replenish stocks, and to provide
drugs a subsidised pricesto indigent patients.

Pooled procurement is an additiona option; it is used to obtain lower prices and specia delivery
services from drug manufacturers and distributors. Pooled procurement by NGOsis being devel oped
in Bangladesh where the NGO heed office collects an order from each of its hedlth facilities every
month, then sends the pooled orders to drug manufacturers who ddliver the drugs directly to each
fadlity.
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The utility and benefits of locally managed Revolving Drug Funds are substantid, specidly where the
public sector supply system is inadequate. Everybody wins. Most important, hedlth care for rura
people, and for the urban poor, is improved because the drugs are a vitd part of the hedth system.
When local people are properly trained, they can help ensure that compliance with drug usage is
improved; in Bangladesh, for example, local villagers trained in direct observation of therapy (DOT)
ensure that tuberculosis patients swallow the correct regimen of essentid anti-TB drugs every day.
And, while ensuring a continuing supply of essentid drugs, community-based Revolving Drug Funds

reduce the financia burden on the public sector.

In conclusion, there is no disputing the benefits to be gained from beneficiary participation in the
management of the public ddivery sysemin hedth. However, the experimentsto date are nascent and
need to nurtured to ensure success. For this governments would need to change existing standard
operating procedures well ahead of the forma handing over of responsbility and authority to
Community Hedth Committees. The experience gained in handing over schools to beneficiary
committees should be studied so that the mgor e ements which ensure success are replicated in the
hedlth sector dso. Side-by-sde, the government should also start establishing community managed
drug funds and examine the possibility of bulk purchase supervised by a committee, the mgority of

whose members are gppointed from outside government.

Lady Health Workers.

Femde hedlth providersarein great demand in Pakistan. The Prime Minister’ sProgrammeisafedera
intiative that began in 1992. It is based on the concept that village women can be trained as Lady
Hedth Workers (LHWSs) who will provide door-to-door hedlth, family planning and nutrition services
intheir own community. They visit motherswho are often restricted to their own householdsto provide
advice, dispensing arange of essentiad medicines and refer clientsto medica services, when required.
The concept is agood one because the Lady Hedlth Workers assist their own community and because
they take hedth services directly to the people who are most in need — immobile, impoverished rurd

mothers.
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The Programme has employed and trained about 40,000 LHWSs as well as femae supervisors who
monitor the work of the LHWSs and provide them with medica supplies. Questions revolve around
efficiency and vadue for money invested: Does the supervisor provide support regularly? How many
mothers does aworker vist each month? Doesthe LHW dispense medications correctly? Asaresult
of the domedtic vistsis there sgnificant improvement in the mothers' knowledge and behaviour? For
example, do mothers use the medicines correctly? Does the mother learn that she should eat more
when pregnant? Does her family take her to a doctor when she needs emergency obstetric care?

Does she use contraceptivesto space the next pregnancy? Doesshe give her children ord re-hydration
fluid when they have diarrhea? It is important to answer these questions because the Programme is
expensve. It uses about Rs. xxx of public funds each year. After answering those questions, and
others, it should be possible to develop ways of improving the Programme' s cost-efficiency and cost-

effectiveness.

One potentidly effective aspect of the Programme s the opportunity to provide hedth, family planning
and nutrition education to the mothers, because theinformation can lead to largeimprovementsin hedth
satus. But any programmethat depends upon persondly ddivered education servicesin the homewill
be codtly. Therefore, the government should experiment with aternatives such asusing trained LHWs
to convene neighbourhood (mohalla) meetings such as those used in Bangladesh.

The government should aso experiment with different sources of financid support including cost
recovery from the communities being served, for example, integrating the Lady Hedth Workers
services with the Village Health Committees described above. The LHWSs could also develop
Revolving Drug Funds, as described earlier. The key to developing the LHW system is operations
research, where variations are tested through experimentsin different parts of the country. Theresults
of operations research will lead to better health services for women and children at lower cost to the

public purse.

In summary, the LHW Programme offers a unique opportunity for providing hedth and hygiene

educetion, door-to-door delivery of population planning tools and information. 1ts success hinges on
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the ability of governments to integrate the programme as part of the public sector ddivery of hedth
sarvices or dternatively to provide alivelihood to these workers through an incentive to help manage
the propose drug funds and as outletsfor the population programme activities or the EPI activities. For
the latter two, additiona training to the LHWs would be needed.

NGO Umbrellas for Community Based Organizations

Hedth NGOsin Pakistan generdly have good reputations. But their outreach can be limited. They
need to greetly extend and strengthen their outreach. This can be done by developing the capacity of
smdler NGOs, including Community Based Organizations. One very useful mechanism isthe NGO
umbrela

Umbrela projects have succeeded in enhancing family planning delivery in Pakistan. The question is:
Why are they not proliferating under SAP 11 (SAPP 11 Aide Memoire, 1998)? Theanswer is lack of
appropriate funding mechanisms. The umbre laconcept issmpleand efficient: thedonor contractswith
a well-managed NGO (the “umbrella’ NGO) that will then subcontract with several NGOs and/or
Community Based Organizations that specidize in service ddivery. The umbrella NGO provides
technical assstance while monitoring the services ddivered in the fiedd. From 1990 to 1994 the
government and USAID jointly sponsored the NGO Coordinating Committee as an umbrella for
NGOs; resultsincluded rapid and substantiad increasesin use of contraceptionin Sindh province. After
USAID withdrew from Pakistan, the government nationdised NGOCC, transforming it into the
Nationa Organization for Population Welfare (NATPOW). But NATPOW has not redlised its
potentid and consequently isin danger of collgpsing.

A recent umbrella project funded by the United Nations' Fund for Population Activities (UNFPA) has
succeeded: UNFPA contracted with Pathfinder I nternationd to betheumbrdlaover sSx NGOs. Again,
the result was a rapid and substantial increase in contraceptive use.  Although the Participatory
Development Programme (PDP) could, in theory, fund NGO umbrella projects, thereisasmpler and
fadter dternative: SAP donors can earmark funds for umbrella projects, then identify a well-quaified
NGO to be the umbrellain each province.
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The umbrella concept could aso be used to provide training. An experienced training organisation
could strengthen the technical and management capacity of large numbers of smal NGOs and
community based organisations. SAP donors could fund Umbrella Projects directly or channd funds
through the SAP Impress Accounts for Technical Assistance.

The use of NGOs as an umbrella provides an aternative mechanismof intervention whichisboth cost
effective and efficient as it augments the cagpacity of government to deiver far-reaching programmes
through anetwork arrangement whichisbeyond the cgpability of government agencieswhich arerigidly
bound by inflexiblerules. These umbrellaorganisations can be used for avariety of purposes, but have
so far proven to be successful only with a single-item agenda. Experiments should be started to
introduce the concept in amulti-faceted approach - thiswas an essentia, but now forgeotten, purpose
of the Participatory Development Programme of SAP.

Social Marketing

Non-profit socia marketing organisations provide more than 20% of contraceptives, most of the
iodised sdt and most of the in-service training of private health providers. Key Socid Marketing
provides fema e contraceptives with funding from Britain’s Department for International Devel opment
(DFID), while Socia Marketing Pakistan (SMP) providesfemal e contraceptives and condoms—more
than 100 million condoms were sold through 30,000 shops last year — with funding from the German
government. To ensure services of a high qudity, SMP developed its own Training Divison: it has
trained more than 1,600 female doctors who operate private Green Star Clinics, plus severd thousand
mdle doctors, lady hedth vistorsand chemists. Anassessment by the JohnsHopkins University lauded
the high quality of SMIP' s competency-based training.

SMPisan example of an NGO that was born out of the need to develop a public-private partnership
for hedlth that could serve as a management bridge between the government and donors on the one
hand and private sector providers and firms on the other hand. The result is a system that greetly

improves accessto hedth services. At aminimum, the government should use SMP s Training Divison
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to give in-sarvice training to doctors and paramedics who provide health care to women and children

under SAP.

The concept of the umbrella NGO needs to be extended further to other activities of the public hedth
delivery services, particularly in the prevention of diseases. Such NGOS should not be dependent on
the largesse and munificence of donors, but must beintegrated as part of the process of building public-
private partnerships. Thetechnical assstance fundsavailable within theframework of SAPfundscould
be used for developing the concept further and in nurturing the growth of umbrellaNGOs.

SMP provides an ingght into how innovative idess in the ddlivery of a service which runs counter to
socid norms can be introduced with the partnering of key professond and grass-root level workers.
Such examples need to be nurtured and made part of the mainstream budget independent of donor

largesse.
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Section Four
Water Supply and Sanitation

Drinking water is abasic necessity of life, but owing to the paliticd interference in the ddlivery of this
basic servicelargely remainsan dusive and highly sought-after commodity. Government policy appears
to be unclear. On the one hand, through political patronage it provides free water to some rural
communities, while on the other hand the Uniform Policy adopted as part of the SAP strategy requires
others to pay for this service. Moreover, government is faced with mounting operations and
mai ntenance costs which are not being recovered from the users of older schemes not covered by the
Uniform Policy. By not demanding that the community initidly plan and pay for and subsequently
manage its own water supply system, the government has introduced alack of accountability resulting
in expengve designs, poor quality congtruction and mgjor leekage of funds. The typica Public Hedlth
Enginesring Department (PHED) scheme is at least twice as expensive as it needs to be and is not
maintainable by loca communities because of the type of equipment used. Thus communities remain
dependant on the provincia governments. But governments can no longer afford to provide free
services. Exiding sysemsarefdling into disrepair and rurd weater coverage through public schemes has
fallen behind population growth. The water supply sector is, in fact, regressing.

The rural sanitation sector fares even worse. No government department is willing to take the
respongibility for expanding access to sanitation facilities. Sanitation is a household level facility, and,
therefore, does not have the same aitraction which will involve public sector engineersin propagating

aprogramme for expangon.
Even though the sectors perform poorly in the public domain, examples exist in Pakistan where stray

efforts have been successful, even though they are limited to only small areas. Some of these are
described in this Section.
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The LGRDD/UNICEF Community Handpump Programme

Over the past decade, the United Nations Children’ s Fund (UNICEF) has been providing adviceand
funding to the provincid Locd Government and Rural Devel opment Departments (LGRDDs) inalow
profile but sizesble programme providing community based water supply through community-based
hand pumps. Although methodology varies somewhat from province to province, the basic approach
and technology are the same. Communities wanting a hand pump gpproach LGRDD and once
goproved, the committee undergoes training focused on the village caretaker who is trained in basic
maintenance. The pump is provided free but the community provides the drilling and ingalation and
al subsequent maintenance and repair. The LGRDDSs have trained mechanics in the districts who
ingpect and ensure qudity control. If there is enough demand for spare parts, the hardware shopsin
the digtrict towns stock spare parts. Otherwise spares are available at the LGRDD offices.

Intotd, the programme hasingtaled over 25,000 community hand pumps. It has benefited from hand
pump technology developed by UNICEF and the UNDP/World Bank Programme during the 70’ sand
80's. Known asthe Afridev, the pump isrobust and very easy to maintain. Infact, under norma use
(30 familiesdrawing water from up to 150 feet depth) it will function well for up to 2 to 3 yearswithout
maintenance. The Afridev pump is now manufactured in Lahore, Karachi and Peshawar. The tota
cost of a 100 foot deep pump ingalation isin the order of Rs. 20,000. That's Rs. 100 per person
when sarving 30 families.

While successful overdl, the programme has some falings. Perhgps the most debilitating is its
politicisation; but this is common to al government programmes. As a consequence over hdf the
inddlations serve less than the stipulated 30 households, and about 20% are located ingde family
compounds and unavailable to the public. But, these are smdl deficiencies in comparison to the fact
that it has succeeded in providing low cogt, reliable, clean water supply to over 2,500,000 rurd people
24-hoursaday. Inadditionit useslocaly produced, energy efficient technology.... anditissustainable
without long term dependence on government. The most important lesson it teaches is the use of

appropriate technology whichis maintainable and affordable by the community. The use of community
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hand-pumps in the smdler villages of the sweat water zones should be made a standard option for
ingtalation the PHEDs.

It is suggested that in the future implementation of the programme the interface with paliticians should
be limited to the extent possible. Perhaps, the use of NGOs in the delivery of the programme which
isthe cornerstone of the uniform policy adopted for the sector should be pursued more aggressively.
The programme experience clearly shows that affordable and learnable technology can transform the
quality of life of the people.

Household Sanitation by the Private Sector

There have been many attempts by government to introduce latrines at the household leve, and nearly
as many have proved unsustainable once funding and technical support stopped. UNICEF has been
an important proponent of sanitation in Pakistan. 1ts projects include the Bal ochistan Integrated Area
Development Project (BIAD) in Balochistan, the Badia soak-pit project in Karachi, LGRDD in the
rurd Punjab, and the Baochistan Water and Sanitation Agency (BWASA) in Quetta. Combined,
these represent a tremendous effort and have provided opportunities for learning from which two

important lessons have emerged.

The first lesson learned from this activity is that subsidy for latrines facilitates the entrée into the
community and provides a jump sart to the project. But, in the long term it is detrimental. The
sdection of who getsthe latrines becomes politicised, expectations areraised and the project’ ssuccess
becomes dependent on subsidy. The successful projects have gone through a process of change as
funding was withdrawn and the trained mistris became more sdf reliant and motivated by profit. As
a consequence of its experience in Pakistan and abroad, UNICEF no longer supports sanitation
projects which rely on subsidy.

The second lesson isthat the private sector isaviable indtitution for sanitation promotion, and the profit
moative an effective and acceptable incentive. Thisis an obvious concluson in that the private sector
has been activein sanitation long before UNICEF existed or governments started to work in this sector.
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Indeed, there must be tens of millions of latrines and toilets successtully ingtaled and maintained by the
private sector without any support from ether government or the UN! Thekey questionnow is..... How
can the private sector be supported so that its standards are improved and its market expanded to
include the low income populations in the urban periphery and rurd aress?

Mansehra District Council Programme

The Mansghra Digtinct Devel opment Planimplemented by the Ditrict Council focussed on village water
supply in response to surveys which had reveded that over three quarters of the rura population had
dill to rely on streams and springs for their supplies. 132 million Rupees were made available from

Didtrict revenues (Rs.72m), Government Grants (Rs.50m) and UNICEF (Rs. 10m).

Any village wanting a water supply scheme could submit an gpplication to the Digtrict Council. The
Council would assigt in forming a Project Committee of two villagersand aCouncil member and submit
aforma plan. The Council staff and Project Committee would then do a site visit and prepare
feadbility report, cost estimatesand design guidelines. On gpprova the community was given cash and
congtruction materias in four tranches each depending on satisfactory completion of the previous one.
Emphasis was on community sdf help and cost reduction. It is estimated that up to 1986 the average
village contribution to construction was 50-60% in capita and labour costs. Technical standardswere
lacking. The Digtrict engineering staff could not cope with the demand and most schemes (nearly all
gravity piped schemes) were built using the Water Committee's designs prepared on ste. The
Committees purchased needed materias from loca shops, and hired loca plumbers and masons.
Fipdines from springs were ¥2to 1 %2 inch Gl pipe but laid over ground. Each community had to
operate and maintainitsown water supply systemfor whichit usudly hired itsown operator/chowkidar.

Maintenance remains on an as-needed badgis.

The Mansehra Digrict Development Plan Programme (MDDP) was very popular.  Although it
envisaged 1552 schemes, over 3639 were built.... 2000 more than planned! Many of the schemesare
dill in operation today, fifteen years after congtruction, but most now require rehabilitation and
expangon.
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The MDDP represents an important example of community management and locd initiativeled by the
Didtrict. It successfully reduced costs, provided a quantum legp in coverage and drew on community
resources. Itisasuccessful full-scae example of community management carried out by Government
but at theloca leve. 1t aso representsasuccessful experiment in effectiveloca salf government based
on apartnership between the ddlivering agencies (Mansehra District Council) and the beneficiaries (the

communities served with water supply).

The PHEDs and Community Management

SAP hasintroduced community participation asitsmost important policy initiative. Itisthesinglethread
which is common to al SAP sectors, and one which is meant to ensure that the services provided are
rdlevant and sustainable. 1t is aso meant to make the line departments more accountable to the user
groups. The water sector has gone further than others and is attempting to “hand over” long term
responshility for its schemes (including al operating costs) to the community. There are severd

examples and some of these are described below.

The mogt successful programme began in Azad Jammu and Kashmir (AJK) a decade before SAP
began. The ideawas brought to AXK by the then Director of LGRDD on returning from training in
Thailand. The modus operandi is smilar to that adopted by the Nasehra District Devel opment
Programme. Communitiesidentify the need, take part in planning, assst and partidly pay (inkind) for
construction and subsequently maintain and operate these schemes. Nearly dl piped LGRDD water

schemes now come under community management.

In 1995, the United Nations High Commissioner for Refugees (UNHCR) undertook to transfer
respongbility for its tubewell schemes to the refugee communities in the camps in Balochistan and
NWFP. Working through the private sector, it was able to introduce community management to over
70 schemes. The programme was S0 successful that it won an international award. However, over
time, UNHCR reduced its monitoring support to the committees which have consequently found it
difficult to collect fees and manage the schemes.
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Faced with the exorbitant cost of running over 8000 schemes, the four provincid PHEDs adopted
“Uniform Policies’ for community management during SAP . Policy is one thing, implementation is
quite another. At least hdf of these schemes need repair or rehabilitation before being transferred to
community control. The PHEDs have used avariety of methods to hand over the schemes. Thefirgt
was notification of water committees, which failed as may be expected. Next came atemptsto train
and usetheir field gtaff, but they had vested interestsin the status quo. PHEDs are now hiring new staff
to form community development teams, but with mixed results. Firg, the recruitment process has been
politicised and second, the teams must work alongside the engineers who continue their rent-seeking
behaviour. Some progressis being made, and the concept of community management has been shown
to be viable in many cases. Indeed, the PHEDs clam community management is succeeding in
hundreds of schemes but the question of their sustainability remains.

Based on the experience of the past decade, the following conclusions are clear:

- The transfer of responghility for a water scheme to a community is not a mere matter of
“handing over”. It cdls for involving the community at al stages, enabling with decison
meking powers, providing technical training and ensuring that monitoring and technical
support is available and effective for many years.

- The community development teams must take the lead role and be given control over the
process. The technica component is important but only secondary to the main objective.
Certainly, the engineering staff must stop al rent-seeking practices and change their attitude
from control to participation.

- NGOs are unwilling to become government contractorsfor the purpose of schemetransfer.
Even under the PDP which espouses “partnering” with government, there are very few
NGOs willing to work with or for PHEDs. Under present arrangements, NGOs cannot be
expected to substantidly contribute to solving PHEDS' problem.

- Community management is feasble and affordeble. Given qudified staff, appropriate
methodology, and time it will succeed. The main question iswhether the PHEDs are ableto
change their engineering orientation and practices, and devote enough priority and resources
to the community management effort. There is a generd feding that this is not possible
because of the rent seeking behaviour and the size of the programme.
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The basic lesson learned from the country-wide experience of community involvement in ddivering
services through main line engineering departmentsis thet this cannot be achieved successfully without
asubgtantid change in the work ethos of these organisations. Engineers must be taught to redlise that
they are there to serve the people and not vice versa. Moreover, engineers need to be trained in the
use of appropriate technology. Community mobilisation effort must become an integrd part of the
workings of these departments and the status of social organisers be raised to the leve of the Chief
Engineersthemsdves. Only then will change occur.

The Family Hand-pump

The privately owned family hand pump is used as a source of drinking water where there is shalow
groundwater, especidly in rurd Punjab and Sindh. What is not widdy recognised is its importance.
The Pakistan Integrated Household Survey (PIHS) 1996-97 results indicate that 62% of Pakistan's
rurd population or 53.6 million people get their water from the shalow well hand pump. Thisimplies
that there are some 7.9 million family hand pumps in use in Pekigtan today. Even though it provides
water to the bulk of the village and “mandi” (market) towns, the family hand pump continues to be
unrecognised by government as amagor source for delivering potablewater through the public sector.
Further, there has been no attempt to draw on or strengthen the family hand pump providers, despite

their being an enormous resource available to the water supply sector.

The family hand pump is entirdly local and private. Mogt family hand pumps are fabricated by
thousands of small entrepreneurs who market their pumpslocaly. Likewise hand pump ingdlers can
be found in every rura town in the sweet weter zones. The cost of the instalation ranges between
Rs.1000-2000 and can be completed in one or two days.

The family hand pump is highly successful. It provides reliable water supply 24-hoursaday a avery
low codt. It iscompletely in the control of the householder with no burden on government. On the
other hand, it is commonly made of sub-grade materials and can produce contaminated water if not
indaled and maintained properly. On the average, these hand pumps break down once ayear, but the
costsfor repair are affordable (Rs.100-200) and the artisan (mistri) islocdly avalable.
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The basic recommendation which emerges from the use of the family hand-pump is that government
must encourage their usewherever practicable. Further government should providetechnica assstance

in making the artisan aware of the need to protect the under-ground aquifer from being polluted by
stagnant water.
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Section 5

Summary and Conclusons

This paper has presented policy options for improving the effectiveness of socid service ddivery
mechaniams. The recommendations advanced are based on a broad eval uation that takes into account

various programme experiences.

All of the projects reviewed here promote access, the main goals being, amongst others, increased
schooling enrollment, efficient and responsive health services, and advanced water supply and sanitation
facilities. In many cases, efforts are being made to promote equity, for example, by targeting particular
groups. Efficiency gains are another outcome indicator. In most cases, an atempt has been made to
improve the qudity of services the community receives. The main lessons derived across the socid

sectors from this review are as follows.

Involvement and Support of Beneficiaries

The close involvement and support of beneficiaries sands out as the most important for viability and
sudanability. The School Management Committees in the Punjab is a case in point. The active
participation of the parentsis aso a sep in the right direction. In Balochigtan, the creation of Village
Education Committeesisthe key factor in the success of that province s girls scholarship programme.

Thetraining of officidsand participants, and the Srengthening of exigting indtitutionsis necessary for any
implementation strategy. Parents involved in Parent Teacher Associations were trained in financial
management and inditutiond adminigration. This practice was critica given the importance of PTAs
in providing and financing dementary schooling. What appears across the board is the use of loca
teachers and the drengthening of information systems by monitoring performance and regular
interventions in upgrading teacher kills.

Community Involvement has been achieved in various ways in the Hedlth sector planning process as
wall. The concept of Community Hedth Committeesand Lady Health Workersisbased onthe andogy
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of Community Involvement. But the management of hedth services remains very much centraised in
dl of its phases- planning, implementation, monitoring, with ‘red” management decison making resting
far awvay fromthe ddivery of services. However, government hedlth’ s serviceswould be rendered more
repongve and effective if community participation could be made an integrd part of the functioning of
individud facilities. This can be evidenced by the LHW programme which has been vauable in
extending coverage of preventive services. Since LHWSs are from the communities where they work,
and because they are women, they are able to have close interaction with the women in the community,

and through them increase outreach to children aswell.

The need for community involvement is not just a popular idea. It is essentia to the practice and
provison of public hedth services. Building partnerships between communities and service providers

is essentia to any successin changing hedlth or educetion, datus.

Involvement of the Private Sector

When it comes to helping the government solve access problems, theinvolvement of the private sector
canbeacritica factor. In the North West Frontier Provinces Primary Education Programme, privately
managed schools that serve girls and children from low income familieswere supported to improvethe

Stuations of both groups.

To encourage the role of the private sector in the future, registration procedures and coordination with
the government policies need to beimproved for better functioning of the private sector. In this context,
public-private partnerships are needed for the expanson in basic infrastructure. Given resource
congraints the government funding cannot done achieve an equitable and high qudity system of
educetion in the future. The role of the private sector should continue to expand.

Participation

To be effective in the fidld, openness to the use of locad NGOs and private voluntary organisations to
gain access to remote areas is a positive approach, especidly when such groups have long standing
relations with aparticular community and expertisein the sector. Through NGOs and other private not-
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for-profit indtitutions, local people are encouraged to initiate projects to improve socid serviceswithin
their own community. To build community responsbility, the programme will dso require locds to
contributeto the support of essentid servicesintheir communities. Pakistan’ s PDP, which demondrates
how the private and public sectors can work together for the common good, may well point the way

for the future of socia service development.

Effective involvement, participation and mobilisation of communities, undoubtedly addsto the promotion
of dementary education, and improvement in qudity. Although a few steps have been taken in this
direction by congtituting SMCs and PTAS, yet, in some cases, their roles are not clearly defined and
their linkage with the education functionaries not properly established. Thereis il aneed to improve
upon this mechanism.

It is recommended that the government expand its efforts to facilitate and provide incentives for the
creation and expansion of healthNGOs. Given that NGOsworking within the health sector are mostly
smdl in Sze and far between, the presence of aclear government policy to establish partnershipswith
NGOs, backed by sgnificant financid commitments, would however encourage the expansion of NGO
activity. The possibility of establishing partnerships between government and non-NGO private hedth
care providers needs to be explored. A large portion of the public seek services from providers who
are not trained. Therefore, what needs to be considered is the active encouragement by the public
sector of the continuing education work being carried out by various professiond associations of hedth
care providers. Further, professional associations need to be empowered to manage a system of

certification for hedlth care practitioners.

Facilitate a Pluralistic System of Supply
When users are empowered with information and resources, they need severa providers to choose
among. Where private providers compete with public ones, consumers have this choice. Furthermore,

competition will increase overdl qudity and efficiency.

Decentralised Approach
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Under this concept, the power of recruitment of teachers, school site selection and day to day
management has been delegated to communities at grass root levels. Village Education / SMICs have
been condtituted to ensure community involvement and mohbilisation. Previoudy with dl schoolsbeing
looked after by a Director of Education in each province, there was a lack of supervison and even
financid mis-alocation. This decentralised approach has resulted in quditative improvement and
quantitative expansion of elementary education in the country, and also ensured that the funds meant
for eementary education are used only for its improvement and not diverted to other sub-sectors of
education.

‘Depoliticisation’ of the Social Sectors

The most important step would beto reducethe externd influence, particularly that of politica leaders.
Quotasystemfor paliticiansand undue palitical and bureaucratic interference in the selection of teachers
and school Stes are one of the mgor congraints in improving the efficiency of the education system.
Intervention of politicians in the recruitment and transfer of teachers, congtruction of schools without
proper assessment of need is often held respongible for the emergence of dysfunctiona / under-utilised
or ‘ghost’ schoals. A palicy option proposed isthat the recruitment of teachers should be on merit, and
through open competition, and discretionary quotas should be abolished.
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