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ABSTRACT

The purpose of the present thesis is to make a critical and
analytical study of the existing arrangements for the in-service
training of higher civil servants in Pakistan.

The first chapter presents, briefly, the general trends and
concepts of training, in the contemporary literature on Publie
Administration, and the specific training needs of the developing
countries.

In the second chapter origin and evolution of in-service train-
ing in the Indo-Pak subcontinent has been traced, in order to un-
derstand the training policies and practices of the government.

In the third and fourth chapters a critical and analytical
study of the institutes catering for the initial and advanced train-
ing of higher civil servants has been made by examining their funda-
mental objectives, clientele, curricula, training methodology, staff
and research activities,

In the fifth chapter an evaluation and assessment of the entire

training programme for higher civil servants in Pakistan has been
made and some weaknesses of the present arrangements for in-service

training have been identified. The writer is of the view that. the
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present in-service training arrangements in Pakistan are inadequate
and limited in scope; there is a lack of planning and coordination,
dearth of professional literature, shortage of qualified instruc-
tional staff and improper evaluation system of the trainees. The
chapter also indicates the possible directions which the institutes
may take or the modifications needed to bring them in line with
future needs of personnel developments.

The study is based on individual studies of the training in-
stitutes, government policies and personnel practices supplemented
by information obtained from directors/principals of the institutes
in Pakistan and existing studies and reports prepared by the foreign
experts.,

To collect and appraise facts regarding the training institutes
a three-month trip to Pakistan was made by the writer, in the summer
of 1965, 1In each institute one or more senior members of the ins-
tructional and research staff were contacted. On these occasions
very helpful material of much significance was placed at the disposal
of the writer. Thus a critical appraisal of the policies and prac-

tices of the institutes as they were actually working was made possible,
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CHAPTER I

INTRODUCTION

l. The Concept of Training

The training of Government officials is important for effective
administrative systems. The content and method of training. varies

in accordance with the socio=-political conditions and the educational

system obbaining in society. "In particular it varies with the way in
which policies are made, the content and manner in which such policies
are delegated, indeed, with the general character of political Bystems.‘l

In the past government was mainly a question of the maintenance of
order and unity. In other words it was concerned more with the "beha-
viour" of the people than with their "welfare.®™ As a consequence its
functions were simple and limited. Today the idea of the 'welfare
state! has given a multi-dimensional and complex character to the acti-
vities of governments.

The growing needs of modern societies, which the scientific and
technological revolutions brought in their wake, have necessitated the
development of specialised skillé among public administrators to enable

them to prove equal to the magnitude of their task.

1 Fred W. Riggs, Administration in Developing Countries (Boston:
Houghton Mifflin Company, 1064), p. 323. ~1E




After the second World War training assumed greater importance
for practitioners and scholars of Public Administration alike. Tra-
ditional curricula of universities are no longer sufficient for the
dynamic and varied responsibilities of modern government. Any suc-
cessful administrative system is in need of training, "the process of
aiding employees to gain effectiveness in their present or future
work through the development of appropriate habits of thought and
action, skills, knowledge and attitudes."l

Training, then, is the most effective tool for the rational im-
plementation of politically determined policies of a modern state.
The administrators belonging to the traditional school considered
administration to be all practice, a t.zjial and error method requiring
personal hunc:h.2 In many countries the ecivil service is still strug-

gling to overcome the traditional belief of learning by doing.5 This

o Milton Hall, Employee Training in the Public Service (Chicago:
Civil Service Assembly of the United States and Canada, 194l), P« 2.

k This attitude is illustrated by a quotation from the 0 & M
Bulletin, a periodical devoted to organization and methods, and issued
by Her Majesty's Stationary Office. Says the Bulletin: "One of the
amusing differences between civil servants, or businessmen, in America
and England lies in our respective attitudes towards administration,
public and private. In America the subject is taught as a science; in
England it is hardly taught at all and is regarded semi-humourously as an
art, but as one scarcely to be discussed in good company.... if (our uni-
versities) teach the subject at all, (they) do so almost with a blush."
Organization and Methods Bulletin (London: Her Majesty's Stationary Office,
December, 1955), P. 22.

d A good study of the training of administrators in European count-
ries will be found in Brian Chapman's, 'The Profession of Govermment!,
(See next page)




has been reinforced by the nature of the discipline of public adminis=-
tration itself. As compared to other applied sciences like medicine
and engineering public administration has very few generalizations to
its credit and these too are extremely limited in their scope of appli-
cation.

Sometimes it is argued that an executive recruited on merit basis
and through competition is qualified enough to perform the functions
for which he is recruited and therefore, training, in such cases, is
a waste on the part of government. The advocates of this opinion per-
haps do not recognise the fact that people are recruited to civil
services'"for broad categories of jobs, not for each specifiec job, and
therefore, require orientation in the work of a particular agency or
unit.."l

Since government institutions are never static, and certain changes

in the administration make it necessary that we do more in the dewvelop~

ment of executive talent for the higher administrative posts in an

The following quotation will show the divergemee of views on the sub-
ject: "Different countries hold divergent views on this subject. They
ra nge from the complete rejection of all training for administrators

in Switzerland to the complex arrangements in France; from the marked
suspicion in Scandinavia that administration has to be assimilated and
cannot be taught to the growing pressure in Spain for a properly orga=-
nised administrative college." Brian Chapman, The Profession of Govern=-
ment (London: George Allen & Unwin Ltd., 1963), p. 100,

1 0. Glen Stahl, Public Personnel Administration (New York: Harper
& Row, Publishers, 196%), p. 277«




organization. As it is practically impossible to appoint persons who
possess complete knowledge of the various skills they will need during
their services, most of the governments are organizing training prog-
rammes for their employees to make sure that civil servants learn the
skills they need to know., Training "encompasses the total process by
which the employee aids himself and is aided by the organization to
better perform in present and possible future positiona."l Training
is not only vocational but also instructional on a broad basis to de-
velop the official's capacity for higher work and greater responsibi-
lities.

According to Dimock, motivating needs for executive development
depend on the stages of economic growth and the development of govern-
mental machinery of a particular country in which such programmes are
taking place. In developed countries like the United States of America
and Great Britain the need for executive development is induced by a
combination of over specialization and bureaucratic procedures which
are threatening‘to deprive the organizations of their initiative. In
the developing countries, on the other hand, emphasis should be on
developing skills to facilitate the economic and industrial growth and
overcoming the social and cultural obstacles that limit administrative

effectivaness.2

> Sidney Mailick, "University's Role in Executive Development,™
Public Administration Review, Vol. 18, (Spring, 1958), p. 275.

2
Marshal E. Dimock, "Executive Development after Ten Years,"
Public Administration Review, (Spring, 1958), pp. 91-97. ,




The exact nature of training will depend, again on the nature,
volume and variety of the political system. In the relatively more
democratic and developed countries where fundamental policy decisions
are made through political processes administrators may only be trained
in the requisites skills and techniques to carry out the policy deci-
sions. In transitional or developing societies M™administrators", accor-
ding to Riggs, "behave like semi-politicians, making their own policy
decisions, largely on. the basis of their private value systems."l Con=~
sequently a training programme designed for more stable democratic
industrialised societies may not produce the desired results, in
transitional societies, because modern skill-oriented training is best
suited for rational policy implementation. In thg opinion of Riggs,
therefore, training in a developing country "should: give considerable
attention to ethical and social values, requisite to policy making
without sacrificing the study of techniques and knowledge needed for

poliey = implamentation."2

2« Training needs of developing countries

Most of the deweloping countries of Asia and Africa were under
foreign rule for a considerable period of time. Their administrative

systems retained their colonial, authoritatian characteristics. Execu=-

1 Riggs, Opo Cit., Pe 33%6.

? Ibid., p. 348,



tives who came to occupy senior appointments in the post-independence
period were products of the colonial era.

On independence the activities of these states increased mani-
fold as they struggled to realise the implications of a 'welfare state.!
Programmes of socio-economic development were initiated with the
assistance of the aid giving nations. With the initiation of these
programmes the public administrator was called upon to shoulder a dif-
ferent kind of responsibility - the preparation and implementation of
development plans embracing the totality of the lives of the citizens -
a responsibility for which he lacked the requisite capacity. The in-
experience of the administrators for this changed role worked often
as the single most effective factor in defeating the implementation
of development plans., The re-orientation of public administration as
to develop the desired skills and attitudes among public personnel
becomes imperative. This is only possible through a systematic effort
of training. According to a report of the United Nations, the three
factors which give urgency to training for government servants in
developing countries are: the need for innovation in administration
to meet changes in the economic and social system, the rapid expansion
of the functions which government is called upon to- perform, and the
shortage of trained personnel which is the general - characteristic of

these couhtriea.l

1 United Nations, A Handbook of Public Administration (New York:
Department of Economic and Social Affairs, United Nations, 1961), p. 57.




The process of development is thus contingent on well planned prog-
rammes of training so formulated as to equip administrators with the
necessary wherewithal for being effective instruments of change through
the initiation and implementation of development plans.

Almost all developing countries are conscious of the need for
planned and systematic training and it has generally been accepted as
a long term investment.1 A substantial number of personnel of the
many departments of government of these countries have been trained in
the more developed countries under the auspices of technical assistance
programmes of the United Nations and through bi-lateral agreements en-
tered into by individual governments. In the long run, however, there
can be no substitute for the provision of training facilities within
these countries, and the bulk of the responsibility for personnel de-
velopment of the public service will have to devolve on the training
programmes which can be arranged and carried forward inside the parti-
cular country.

Already institutes of Public Administration have mushroomed in the

developing countries.2

2 This is borme out by the tone and recommendations of the papers

presented by delegates of some of the developing countries at a sym=-
posium on mangement training held at Lahore, Pakistan, in 1964. Central

Treaty Organization, %ggosi\m on Management Training in Public Adminise
tration (Ankara: Unite 8 Bconomic Co-ordinator, B

. For a detailed analysis of their structures and functions see;
United Nations, Teaching in Public Administration (New York: United Na-
tions Technical Assistance A stration, o Fletcher Cooke, 8ir
John Institutes of Public Administration in Commonwealth (London: Royal
Institute of Public Administration, 1963).




CHAPTER II

THE BACKGROUND OF IN-SERVICE TRAINING IN PAKISTAN

In order to understand the training policies of the Government of
Pakistan, it is important to have some idea of the background against
which the services perform their duties and to analyze this work in its

historical perspective,

A. Pre-Independence period

The education and initial training for the Indian civil service goes
as far back as the year 1800 when Lord Wellesley (then Covernor General
of India) observed that "the duties of the European Civil Servants of
the gast India Company have become of greater importance and magnitude."l
This was the time when the employees of the Company were no longer con-
sidered as the agents of a commereial concern, but, in fact became the
civil servants of a powerful sovereign. In his minute, concerning the
regulations of the proposed ecollege for the initial training of the
civil servants at Fort William (Calcutta) Wellesley anticipated the
prineiples upon which the Barvicé would operate under the British rule

and broadly described the type of education which was to obtain for the

. Marquis Wellesley, Minute No., 86, 1800, as reproduced in S.V,
Owen, (ed.), A Selection from Wellesley's Despatches (Oxford, 1897),
Pe 39. Cited from Leo M. Snowiss, "Ihe Education and Role of the
Superior Civil Service in India,™ Indian Journal of Public Administra-
tion, Vol. VII (March, 1961), p. 6. :




coming one hundred and forty seven years:

Their education should be founded in a general knowledge of

those branches of Literature and Science which form the basis

of the education of persons destined to similar occupations

in Europe. To this foundation should be added an intimate

acquaintance with the history, languages, customs and manners

of the people of India. Wiht the Mohammadans and Hindu codes

of law and religion and with the political commercial interests

and relations of Great Britain in Asia.l

Thus the first significant development in the history of civil
servants training came with the opening of the Fort William College at
Calcutta, in November, 1800. A three-year course of a mixed and com-
prehensive character was drawn up. The curriculum included history,
literature, ethics and various Indian languages. The College as con-
ceived by Wellesley set a new tone in thecivil service. Besides de-
veloping the mental faculties of the civil servants the college "gave
them an insight into the social institutions of the people over whose
destiny they were to prcate:iden."2

However the college was short lived., It was set up in anticipa-
tion of the sanction of the company's court of Directors who had their
own plans to establish in England a suitable institution for the train-
ing of the young cadets in its civil service in India, Accordingly in

February, 1806, the East India éollegs at Hertford Castle was opened

: Ibid,

2
N.C. Roy, The Civil Service in India (Calcaitta: Firma X.L.
Mukhapadyay, 1960), p. 55.
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(and was later on moved to Haileybury in 1809), Thus the Fort William
College after running for about seven years, was reduced to a language
school, restricting its scope to training in Oriental languages.l
Although Wellesley's scheme for the elaborate and comprehensive training,
in a sense, proved to be a failure it did establish one fupdamental
principle "that the civil servants must no longer be sent to their

duties in the Cutchery (court) without a proper education and t.raining."2

Haileybury College like Fort William was designed to impart a uni-
form training for the civil service. The syllabus drawn up by Wellesley
for Fort William.College was followed in substance in this institution.
The course at Haileybury included classical and general literature,
principles of jurisprudence, natural philosophy, history, mathematics,
political economy and the rudiments of Indian Legal Codes and regula-
tions. The curriculum was given in four terms lasting for a total of
two years.

The Indian civil service, for the next fifty years, was the pro-
duct of Haileybury College. The college put its own stamp on young
civil servants and became noted for its corporate life and the spirit
of comradeship which kept the inmates of the institution wunited and bound

together, throughout their career in the civil service. Inspite of its

3 The college was later on abolished by Lord Dalhousie (then
Governor General of India), in 1854,

e Roy, Op. e¢it., p. 60,



merits the corporate spirit proved to be a double-edged weapon. Though

it infused into the Indian Civil Service an esprit de corps and sense

of solidarity it brought an equal amount of despotic spirit. "The

civil servants looked upon themselves as the members of the governing
corporation and as such the masters of the country. Consequently they
became despotic in outlook and dictatorial in bahavior."l
The Haileybury system had one great drawback that the civil ser-
vants had to be nominated as usual by the individual Directors of the
Company. It was found that those who won laurels in the Haileybury
College became proficient also in the duties entrusted to them in
India.2 Hence it was inferred that if only the most distinguished of
the British youths were enrolled to the Indian Civil Service administra-
tion would gain much in effeciency. It was realised by the members of
the select committee that if a high standard of ability and qualifica-
tion was to be secured, some other method of selection (instead of the
patronage system in vogue) should be adOpted.5 This, for the first time
in the history of Indian Civil Service, gave birth to the principle of
"open competition for the recruitment of civil servants.

Macauley, who had greatly influenced the training of civil servants

A Ibid., p. 64.

8 Report of the Select Committee of 1831-32, Parliamentary Papers
Vol, 8 of 1831-82, p, R4. (Cited in Roy, Ope cit., ppe 64-65),

’ Ibid., p. R3.
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in the middle of the nineteenth century, forcefully impressed upon
Parliament the inherent value of doing away with the patronage system
and instituting the open competitive examination for recruitment in
Indian Civil Servica.1 He finally succeeded in his mission and the
Charter Act of 1853 ended the practice of patronage giving way to com=
petitive system in 1855.2 The competitive examinations were concerned
only with the subjects of liberal study like the European sciences and
arts, requiring generally a degree from Oxford or Cambridge,

According to the new system the probationers were required to
attend often the courts of law and consequently to live in London.
Again the other subjects could he.hetter persued in London than at
Haileybury. In the changed order of things the need for Haileybury
College no longer existed and consequently it was closed in 1857.5

Between 1855 and 1947 numerous changes in the age limits and the
subjects offered for the open competitive examinations were made. Tt
should be pointed out, however, that even after the closing of Hailey-
bury College the competitive examinations required for entrance into
the Indian Civil Service assured the continuation of a generalist,

humanistic aducation.4 After 1867 the period of training also varried

: Macauley, | Wérks of Lord Macaulay (London: Longmans, Green,
a.l'ld Co.’ 1897), p. 151.

. snpyiis&‘gzs.gip.,”p. 9

s lo”,‘.QE. Cit., Pe 77
4
Ibido. PPe 7894,
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with the age of recruits from one to three years. During this period
the probationers were attached to a British University for a period

of two years in the case of those selected in India1 between the ages

of twenty one and twenty three, and a year in the case of those selected
in England between the ages of twnety two and twenty four.2 This period

of attachment with a British University was utilized to study Indian

History, Indian Laws and Indian Languages. One important aspeet of

the probationary course as regards the Indian recruits was to bring

them in close touch with the British way of life and to give them an
opportunity to broaden their outlook by being attached to a British

university.

The real training of the probationers, however, began after their

4 Indianization of Civil Service began as early as in 1853 with
Macauley's proclamation to the Parliament:

In my opinion we should not secure or prolong our domain in
India by attempting to exclude the natives of that country
from a share in its government...

Hansard's Parliamentary Debates, Vol, 128, for 1853, Col, 751. (Cited
in Snowiss, Op. cite, p. 1l.)

In 1869 Indians were admitted to only a few listed superior posts.
The Lee Report (1924) recommendéd that the Indian Civil Service should
be 50% Indianized, This, in fact, did not oceur till 1939 and even then
these 759 Europeans and 540 Indians, Ibid., p. 14.

R Ashok Chanda, Indian Administration (London: George Allen and
Unwin Ltd., 1958), p.1.9.




arrival in India. They were attached to districts and were expected

to pick up the technique of work under the supervision of a district
magestrate. This training on-the~job lasted for nearly two years.1

In 1944, a committee was constituted Chancellor of the Exchequer
to review the question of the training of civil servants in a compre-
hensive way.z The Assheton Committee Report, as it is commonly known
(after the name of its chairmans) while emphasizing the need of
training pointed out that:

the disadvantages, more especially on the long-term view, in-

herent in the policy of learning the recruit to learn his job

by trial and error are very formidable., They not only include

a delay in his becoming a fully effective member of the de-

partment, but also a risk of dissipating the enthusiasm with

which he enters on his ;job.4

The Assheton Committee laid down five main aims of hraining:5

i. Attaimment of precision and clarity in the transaction of

business;

ii, Continuing of the official outlook &nd methods to the new

needs of time;

! mid., p. 120,

2 Report of the Committee on the training of Civil Servants (LOndon:
Her Majesty's Stationery Office, 1959), p. 5.

? Ralph Assheton, M.P, then Financial Secretary to the Treasury.
* Report of the Committee, Op. cit., pe 27,

- Ibid., PP 10-11.



&1k =

iii. Inculcation of broad views to counter-act the tendengy towards
rabot-like efficiency and machuzation by machines;

iv. Vocational training not only to fit the individual to his
present work but also to develop capacities for higher work
and greater responsibilities, and |

Ve Payment of special regards to staff morale.

In accordance with the recommendations of this committee, a train-
ing and education division was set up in the Treasury. In 1945, a
central school was also establishedl for the initial training of new
entrants in the administrative class.2

B. Post-Independence period

After acquiring its independence from British rule Pakistan had
to face manifold problems in the field of administration. In the early
days, conditions were almost chaotic. Most of the British officers
left the country and Hindu civil servants migrated to India, leaving
most of the services below their cadre strength. The number of Indian

Civil Service5 officers who opted for service in Pakistan at the time

. But this arrangement, like Wellesley's Fort William was short-
lived and was the first causuality in the economy drive of 1951 (in
England),

. Chanda, Op. cit., pe 119,

9 The Indian Civil Service, contrary to the connotation that the term
suggests, was a corps of picked elite administrators, about thirteen hun-
dred strong on independence, which manned the more important of the Sec-
retariat, Judicial, and Executive posts of the Government of British India,
both at the Centre and the Provinces. It is in this context that the de~
signation must be understood, It is misleading to think of it as embracing
the totality of the civil bureaucracy.
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of partition was 120 as against a cadre strength of 350.1

Independence brought with it new responsibilities and duties. These
called not only for an increasing number of trained personnel but also
for a radical change in the attitudes of the civil servants. A law and
order administration had to be given a development orientagion; the
gulf that existed between the administrator and the people had to be
bridged. The ruler-ruled relationship had to give way to ideals of
'service! to the people; authoritatian ways of doing things were to be
replaced by democratic ones. All this could not possibly be brought
about by administrative fiat, Attitudes and orientations die hard and
at best but change slowly, under the pressure of circumstance and con=-
scious effort of inculcation. This inculcation of a different set of
values could best be effected through a well and realistically planned
in-service training programme,

As a result a whole structure of various training institutes has
been established, for training officers at various levels, in the
country. In the following pages an attempt has been made to study and
assesss

a. The existing training potential, i.e. nature and scope of
facilities available for in-service training of the civil servants in

Pakistan;

o Ge Mueenuddin, “Recruitment and Training Policies in Pakistan,"
Symposium on Management Training in Public Administration, Op. cit., p. 49,
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be. The curricula or programmes of the institutes, catering to the
training needs of the country;

c. Possible over-laping, lacunae, in the training programmes of
the existing institutes; we shall also indicate the direction which the
institutes may have to take or the modification needed to bring them in

line with future needs of personnel development.



CHAPTER III

INITIAL TRAINING OF THE CIVIL SERVANTS

As discussed in the previous chapter, prior to independence there
was no institutional in-service training facilities for public func-
tionaries in the sub-continent. In fact the concept of training as we
conceive of it today was absent. Training was mostly a question of
learning on the job, "... training was primarily for British proba-
tioners who had little or no knowledge of the conditions prevailing in
India. There was ... elementary training in the laws which the officer
would be called upon to administer on his first posting. But most of
the training was left to experience in the field.“l

Experience, though perhaps a sure teacher, is nevertheless a slow
one, and more often than not wasteful. Time was of the essence in the
tasks which post independence Pakistan set itself and waste was out of
the question in the context of the limited resources, both of trained
manpower and capital, available. Therefore the question of leaving the

education of the public administrator to the hazards of experience on

Job was felt to be rather a dangerous venture, and in-service training

. G. Mueenuddin, "Professionalization of Public Administration,®
Selected Papers from the First Seminar on Public Administration (Lahore:
University of the Punjab, 1962), ps 20,
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assumed importance in the consideration of the authorities.

At present, government has divided the training into two phases;
the first phase provides for initial or probationery training of newly
recruited employees and the second phase provides for advanced training
ih public administration as distinct from technical and purely depart-
mental training. The training institutions ?oncgrned with the first
phase are Civil Service Academy;'Pslic; Trainiﬁg Cgllege and Secretariat
Training Institute,

I. Civil Service Academy

The Civil Service Academy was set up in 1948 at Lahore, West
Pakistan.l The speed with which this new institution was set on foot

o The Academy caters for the initial training of the Civil Service
of Pakistan which is considered to be the top administrative service in
the country and is the counterpart of the former British Indian Civil
Service. It is a corps of generalists whose members usually occupy the
senior administrative positions such as Deputy Commissioners (a Pakis=
tani counterpart of the Prefect in France), Commissioners, Heads of
non-technical departments and public corporations and secretaries to
the Provincial and central governments.

Entry to the Civil Service of Pakistan (hereafter referred to as
C.8.P.) is made through a nation-wide combined superior services com-
petitive examination, held by the Central Public Service Commission,
For taking the examination the candidate should at least possess a
bachelor's degree, should be between ages of 21 and 25 and a national
of Pakistan. On being declared successful they are appointed to the
CsS.P. as probationers. Immediately after their appointment they are
admitted to the Academy for their initial training.



is to be explained by the urgency of the task the young Muslim State
had to face ,"1 at the time of the partition., The most serious admi-
nistrative problem encountered by Pakistan was the acute shortage of
senior officers. This vacuum in the administrative field was filled
by the appointment of twenty six officers to the newly established
Pakistan Administrative Service (renamed as the Civil Service of Pakis-
tan, in 1950). These recruits were sent to the Civil Service Academy
for a period of nine months training. Thus the Civil Service Academy
can rightly be designated as the foundational training institution of
the Civil Service of Pakistan.

Establishment of the Academy did not completely solve the persomnel
problems of the country. Any change in government's policy, stxructure
or function causes a repercussive shift in the roles of its offdicers.
The various socio-economic develorment plans undertaken by Paki stan,
as an emerging state called for multiplicity of new and additiomal
functions to be performed by its officials. As such a nine months
training at the Academy could not equip the young officers with know-
ledge sufficient for an entire career. Therefore, the initial +training
at the Academy was eupplemeﬂted'by additional training in foreign

countries,

A A. Bertrand, "The Civil Service Academy of Lahore and the Train-

ing of the Members of the Civil Service of Pakistan," International
Segial Science Bulletin, Vol, VII, (June, 1955), pe 265,
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The 1949 batch received training in Australia and from 1951 to
1960 all probationers in the Civil Service of Pakistan were sent to
Oxford and Cambridge to attend a specially devised course1 in Public
Administration, development economics, constitutional law and history,
for a period of one year.2

The system of training was again revised during the year 1961 when
the training of the C.S,P. probationers in England was discontinued and
the subjects which were previously taught in England were included in

the syllabus of C,S,P. probationers training at the Academy. Conseq-

uently the period of training at the Academy was increased,

The training of Pakistan Foreign Service probationers has also
been introduced at the Academy with effect from October, 1963 which ex-
tended the very scope and activities of the Academy, since then,

The training programme at the Academy has the following ob;jeotives:5

. During their stay in England they had to acquaint themselves with
the working methods and techniques of the British Administration, learn=-
ing how British government offices are run and the techniques of inter-
departmental co-ordination, in a course of training conducted by the
Edueation and Training Division of the Treasury, Muzaffar Ahmad Choudhuri ,
The Civil Service in Pakistan (Dacca, East Pakistan: National Institute
of Public Administration, 3),’ Ppe 202-203,

£ M.R. Inayat (ed.), Perspectives in Public Administration (Lahore,
West Pakistan: Society for Fﬁsgfc LHEEEIstration, Civil Service Academy,

1962), p. 95,

5 Inayat, Op. cit., p. 96.



i. Developing probationers into well rounded individuals and
developing in them the necessary qualities of the officers
of a welfare state,

ii. Imparting them basic knowledge of law and administration
which will enable them to function . as members of the
district staff.

iii, Providing them an intellectual foundation which will enable
them to fill jobs of higher responsibility later in their
career.

The first task of the Academy is to integrate the heterogeneous
batech of probationers, having the diversity of education background%
into a cbherent group, This is partly achieved by making their resi-
dence and messing in the Academy compulsory. Side by side with this
integration goes the all round development of the probationers and the
inculcation of attitude appropriate to an administrator such as hard
work, punctuality, discipline, and sympathy for others points of views.

The Academy imparts the basic knowledge and skills of an adminis-

trator with special emphasis on district administration but the overall

3 It is not uncommon to have a doctor (there was one in 1957) or
engineer (there were two in 1961) while there are many who have taken
their Master's Degrees in economics, political science, history, English
literature, physics and chemistry. Several of them have already served as
lecturers or executives and quite a few give up even better paying jobs
to join the civil service. In addition, a number of young . . army
officers are selected and appointed to the C.S8.P, and sent to the Academy
for training. Inayat, 92. cite, pe 97.
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role of the C.S.P. as an administrative leadership is kept in mind by

providing a base on which the probationers should be able to build
up later on through practical experience and fill jobs of higher res-
ponsibility.

At present, the C,S.P, probationers undergo training for a period
of eighteen months, divided into three phases. The first phase is
the academic training in the Civil Service Academy at Lahore from
October to June; the second phase is three months practical training
in East Pakistan;l and the third phase is six months course in the
Academy from October to March (of the following year).

The subjects which are being taught in the first and the third
term are: Public Administration, Pakistan Penal Code, Evidence Act,
Revenue System, Development Economics, Islamiat, and Riding.2

The second term consists of District Administration, Criminal
Procedure Code, Civil Procedure.Code, Minor Acts, Local Bodies, Revenue
Laws and Required Readings.

Syllabus for the training of €,S.P, probationers is common in the
first term. During the first year P,F,S. probationers follow the same
course except that in place of Pakistan Penal Code they are required

to attend classes with the senior bateh of C.S.P. probationers in Dis-

. The Scope of present theses is limited to the in-service train=-
ing provided by the governmehtal institutions in Pakistan,

s Information provided by the Director of Civil Service Academy,
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trict Administration and Local Bodies. The subjects included in the
P.,F.S, syllabus for the second year are International Law, (a) Inter-
national Economic Relations, (b) Comparative Economic systems, Dip-
lomatic practices and Protecol, International Politics, International
Organization, Foreign Politics of Selected Countries, Indo-Pakistan
History, Precis Writing and French Language.

The class-room teaching is supplemented with occasional visits
to development projects, regular visits to courts to see the actual
operational set up, and special lectures by eminent scholars and
senior officers arranged at the Academy. As soon as they join the.
Academy each probationer is required to give a subject for Group
Discussion. On one's turn every one has to present a comprehensive
analysis of the subject.

Teaching of Public Administration in the syllabus was included in
1960. Prior to this the training imparted by the Academy was, more or
less, an Anglo-Oriented and "it was inevitable in the traumatic cir-
cumstances of the 1947 partition of India that Pakistan continued the
traditions and structure of the Indian Civil Service."l The system
of 'learning by doing,! prevailing in the pre-independence era did

produce a number of able civil service executives but "in the tough

& Re Braibauti "The Civil Service of Pakistan: A theoretical

Analysis," The South Atlafitic Quarterly, Vol. LVIII (No. 2, 1959),
Pe 280,
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school of experience as much is learnt by successful trial as by dis-
astrous error."l The basic knowledge of the principles and techniques
of public administration has become a necessary tool in the equipment

of every responsible administrator. Hence the teadhing of public admi=-
nistration should certainly increase the chances of success and minimise
the risk of errors,

In the early years of the Academy Economics was made a part of the
syllabus but was excluded in 1951, When the training abroad was dis-
continued a new course in Development Economics introduced “which is
an M,A, standard course"2 dealing with the problems developing countries
with particular reference to Pakistan, While teaching the subject
practical application of the eeonomic principles is stressed with special
reference to the implementation of the Five-Year Plans.5

The teaching of Islamiat (Islamic Studies) does not consist of
theology; rather it deals with the historical role of Islam and social

problems confronting the Moslems. In a predominently religious country

- S.B. Bapat, "The Training of the Indian Administrative Service,"
The Indian Journal of Public Administration, Vol. I, (April-june, 1955),
Pe 124,

& Inayat, QE. Cito, Pe 211,

$ The introduction of a course in Public Administration supple-

mented by development economics (instead of pure economics as it used

to be) shows the gradual change from 'Haileyburian? concept of 1iterary

education aimed at producing a Corps dlelite to correlating the teaching
of the Academy with the experience in the T{ald, although the change is

very slow,
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like Pakistan it is necessary for the future administrative leaders
to have a proper understanding of these problems,

Law subjects take up major portion of probationersttime. After
having a look at the curriculum one may say that why the training of
an administrator in a welfare state is so much law-oriented? One
reason is that the probationers on their postings to the districts
are required to administer justice and maintain law and order.1 Mem=~
bers of the C.5.P. during their career are also appointed to the
Judiciary where knowledge of law is essential., Secondly "legal study
has a bearing upon how to deal with conflicting interests, which is
the heart of public ai'i‘a:i.rs."2 However, the teaching of law is
acquiring gradual relegation in the curriculum5 of the Academy as the
functions of the administrator are changing.4

On the informal side of training are the required readings on

+ It may be pointed out incidently that in order to acquaint the

probationers with the procedures of administration of law, Mock trials
and Law moots are arranged every week in the class under the supervision
of a fairly seniorlegal expert.,
2
Fritz Morstein Marx, The Administrative State (Chicago, Illinois:
The University of Chicago Press; 10957), Pe 112,

° At present the law subjects take nearly twenty five per cent
(9 out of 32 total study hours) of the teaching time in the weekly
schedule as compared to nearly 70 to 80 per cent at one stage.

4 Inayat, Op. cit., p. 102,



“ ¥ <

various subjects. The probationers are expected by the end of second

term, to have read very thouroughly, eight hooks of different kind.l

As soon as they join the Academy each probationer is asked to give a
subject for group discussion, On one's turn every one has to present
a comprehensive analysis of the subject.2

The training at the Academy is sufficiently heavy and comprehen-
sive., Here lies the difference between the Academy and the other
training institutes in Pakistan. The probationers are made to parti-
cipate in a very wide range of experience. Their day starts at six
in the morning with horse riding and physical training, followed by
classes in the forenoon, and games in the afternoon. At various stages
they undergo small arms training, motor driving lessons, visits to
Jails and courts, study tours of the districts, social get-together and

examinat-ions.5

. The 1list is drawn up by the Director of the Academy and may be
changed from year to year. 1In 1955, the list included the memoirs of
Sir Winston Churchil, a work on the government and polities of America,
a book on Stalin, a survey of the British Rule in India, etc. Bertrand,

Ope Cite, pe 265,

A All this is graded and added towards fixing seniority of the
probationers,

$ The courses of formal lectures, in the American context of traine
ing, occupy 32 'credit hours', a week, Of these 13 are devoted to
general courses; 9 hours to Criminal and Civil Law; 4% hours to Revenue
law and Administration and 5 hours to teaching of languages. (Derived
from the daily schedule of the Academy, supplied by the Director of

Academy) .



The Academy is headed by a Director who is a senior member of
C.5.P. and "its administrative structure is simple, indeed modeat.“l
The rest of the staff consists of a Deputy Director, two lecturers in
law and part-time lecturers in languages and Islamiat,

Although the formal assessment of the Academy's training is made
by the Central Public Service Commission, in a final passing out exa-
mination, given at the end of the probationery period, the Academy
itself conducts an evaluation study2 at the end of the training of
every batch in order to make adjustments necessary for keeping up
with the national requirements of the Civil Service of Pakistan.

Very recently an innovation has been introduced in the field of
training of probationers. Previously, on passing out of the Academy
they used to severe all ties with this institution., "I has now been

arranged that for the first two years of their service they will remain

in contact with the Academy and director of Academy will take an active

A Bertrand, QE. Cit., Pe 265,

* Director of the Academy makes a confidential evaluation of each
probationer. He is also required to submit two reposts to the Central
Personnel Agency (Establishment Division President!'s Secretariat), on
each probationer - one when a probationer has completed four months in
the Academy and the other when he leaves the Academy., Thus the “young
executives appointed in any given year, rank in seniority according to
the score on this (competitive) examination, the grade given while a
probationer at the Civil Service Academy and score attained in a final
passing out examination." Inayat, Op. cite, pe 217,
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interest in their training.“l He will also prepare seminars to pin-

point their difficulties which they are encountering and also "to assess

how f#r the training at the Academy is of real help to them in the field."2
Although the Academy has a research centre which "will gradually

assist in evolving proper educational materials"5 but these programmes

are somewhat embitious. So far not a single research project has been

taken up by the Academy.

ITI. The Finance Services Academy

The Finance Services Academy started functioning in February 1957.
It is organized on the pattern of the Civil Service Academy., The Fin-
ance Services Academy is a residential institution, and trains about 25

probationers of the Finance Services4

of the Central government, every
year,

The training program of the Academy is based on the view that the
highly specialized work of the Finance and Revenue departments demands

both special apptitude and proper skills, and that the formation of the

lG.Mueenuddihi, "Government and Recruitment Training Policies
in Pakistan," Symposium on Management Training in Public Administration
(Ankara: Office of the United States Economic Coordinatér for GCENTO
Affairs, 1964), pe 5l.

. Ibid,
5 Inayat, Op. cit., pe 104,

g The Finance Services comprise of Audit and Accounts, Railway
Accounts, Custom and Excise, Income Tax and Military Accounts. Govern-
ment of Pakistan, Finance Service Academy (Karachi: Ministry of Finance,
1963), p. 20,




w 0 =

higher ranks of a Civil Service eannot be left to chance, but must be

the objective of an organized effort by the governm.ent.1 To achieve

this objective a course for nine months is given at the Academy. It
includes Economics, Public Finance, Public Administration, Financial
Administration and the functions of world bodies such as the International
Monetary Fund and the world bank, and some lectures on book~-keeping,

civil and criminal procedure codes and current affairs.

The course tends towards what in France is called "Professional
Format.iOn.“2 In other words the training is designed to turn the pro=-
bationers into fully-formed civil servants. This training occupies the
first nine months of the total probationary of two years. The next year
consists of departmental training in the.particular Finance and Revenue
Services to which the Probationers belong; and this is also to be carried
on systematically under the general direction of the Academy. Finally,
the Probationers are gttached to business firms, commercial banks and

the State Bank of Pakistan, and the Pakistan Industrial Development

. "The assumption underlying the course at the Finance Academy is

that since the probationer will be engaged during his career in tech-
nical, detailed, financial work, the Academy should give him a preadth
of outlook he may not otherwise get." Ralph Braibanti, "The Civil
Service in Pakistan: A Theoretical Analysis" South Atlantic Quarterly,
Vol, LVII, No. 2, 1959, Pe RB8l,.

¢ "The ideal aimed at is the formation of the technocratic admi-
nistrator, the person eminent in his own field of specialization yet
not bound by its frontiers." Chapman, Op, cit., p. 111.




-8l -

Corporation for three months of business training to enable them to
see and learn something of the private sector at first-hand and to
become acquainted with the part which commerce and industry play in
the economic life of the Stat.e.l

The training in the Academy is imparted through lectures , semi-
nars, small-group supervised classes, essay writing and intensive indi-
vidual readings. There is too much emphasis on class work, particu-
larly on General Eccmomir.:ta.2 In seminars, arranged regularly, a short
paper on a given subject is followed by discussion in which all the
probationers participate.

A comparative analysis of the curricula shows that the training
method is exactly on the same lines as that of the Civil Service Academy,
except that the main subjects vary to suit the requirements of the
particular type of work the probationer be required to do in his service

career,

The academies reflect the exaggerated independence of the parts
of the public services., Although located a few miles, the aca-

1 The advantages of the probationers being sent to Banks and other
concerns are manifold, It is ndt their knowledge of Economics or book-
keeping in theory alone that is enough. It is necessary for them to
know first hand and to observe in detail how bankers and other business=-
men organize their institutions, what problems they have to face and how
they achieve efficiency in their organization,

. Formal class lectures on Economics occupy 10 hours out of 27 3/4
hours, a week. Gout.of Pakistan; Finance Sercie Academy: Brochure
(Karachi: Ministry of Finance, lm.p.al._
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demies conduct no joint classes in subjects taught at both

institutions, and there is little social contact between

the two groups of probationers or the faculties.l

The trainees thus develop service consciocusness and consider them-
selves a class apart and distinct from other services. They carry this
impression throughout their career. They adopt themselves to a way of
thinking and living which are not common to the majority of civil ser-
vants., As such there is no mutual understanding among the members of
various civil services.2

The whole-time staff of the Academy is a Director, an Assistant
Director and a resident economist with a doctorate in agricultural
economics from an American University. The Assistant Director is res=-
ponsible for the over all administration of the Academy.5 Thus the
resident economist is the only whole-time instructor, at the Academy.
He is responsible for giving ten elaborate lectures in a week on various

economic aspects of theory and practice, and of the functioning of the

international organizations. The number of periods which the Beonomist

1
Braibanti, Op. cit., pe 283.

- Rowland Egger's report bears testimony to the view:

"fficers tend to be obsessed with service membership, title, class
and rank, and too little concerned with particular job responsibilities.
0ld I.C.S. officers barely tolerate new comers in the C.S+P., both look
down on Audit and Accounts, all three take a dim view of the Police, and
hesitate to be seen in company a member of one of the other services."
The Improvement of Public Administration in Pakistan (Karachi, Pakistan:
The Inter Gervice Press, 1953), Ps Ole

g Finance Services Academy: Brochure, Op. cit., pe 4.
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is required to take each week may not be a big burden if the subject
matter is the same or closely related, but in this case he is required
to lecture on varried subjects of the discipline which puts him under
heavy pressure, This shows the acute shortage of training staff at
the Academy and becomes a limiting factor to maintain a high standard
of instruction, required for the probationers of the vital government
services,

No regular evaluation system is followed during the training
period. A passing out examination is held by the Central Public Ser=-
vice Commission at the end of the academic session, success in which
is obligatory for retention in service. There is no research cell in
the Academy and the library is inadequately stocked "even though the

courses of study are somewhat empirical oriented."l

ITII. Police Training Collqgg

The development of professional academic training of the police
executive is of relatively recent origin in Pakistan, Here to before,
it has been largely a concern of the Central and the Provincial Police
Departments. The Police Training College, Sardah, East Pakistan, was

established to cater the trainiﬁg needs of Police Service of Pnkist.an.2

4 Braibanti, Op. cit., pe 280,

. Government of Pakistan, Careers in the Pakistan Central
Superior Services (Karachi, 1954), p. 5.
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The main objectives of the one year training programme at the
College is "to teach the probationers their powers and obligations
under the law, the general duties they will have to perform as police
officers and the sources of information to which they should refer to
guide them in the correct performance of those duties."l The parti-
cular emphasis of training is on Criminal Law, Medical Jurisprudence,
Equitation, Scientific Investigation of Crimes and Accounts, Hence
the training attempts "to inculcate in them those habits of discipline,

self-reliance and observation which are essential for a police ofi‘icer."2

The training arrangements and the courses of study for the proba-
tioners are defective and inadequate in many respects. The police offi-
cer of today is confronted with an ever increasing complexity of duties
and responsibilities. There is no doubt that the enforcement of law is
the major sphere of police service but "the problems of law enforcement
can be satisfactorily described and made real only to persons who have
had some experience with Public Administration."5 The task of law
enforcement is a problem of management and lies beyond the comprehension

of those who are not experienced in it. Thus the absence of a course in

o Information supplied by the Principal of the College.
z Ibid.

. A.C. Germann, Police Executive Development (Springfield, Illinois:
Charles C. Thomas, Publisher, 1962), De 4
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Public Administration from the curriculum of the College is a serious
deficiency. If the Police Service of Pakistan is to develop adequate-
1y the method of training police executives must be changed, for it is
no more sufficient for the challenging task of police administrator.
It is advisable to divide the curriculum, for the training of the
probationers into two types: the first term consisting of general
courses in Public Administration, Social PsychOIOgy,l Public Finance

Administration, Communications and Public Relations and Orientation in

Criminal Law; and the second term consisting of specific police exe~
cutive courses in philosophy of police (legality, morality and effi-
cienecy), Medical Jurisprudence, Functional Orientation in Investiga-
tions, Traffic, Civil Defence and other required subjects, being taught
at the present.

The principal of the College is assisted by three members of the
staff, Where as a sound knowledge of Criminal laws and procedures is
essential for the P,5,P., probationers, the standard of legal instruction
in the college is inadequate. The members of East Bengal Committee,
which was appointed by the government of East Pakistan in 1953, observed

that :

1 At present, nothing much is done to stimulate the probationers
to view their task in wider setting of a modern welfare state. Course
in sociology and social psychology might be of great help in giving
them a proper perspective.



- 368 =

As regards the instructions in law, the Principal pointed out
that there were two Deputy Superintendents of police as law
Instructors for the P,S.P., officers; but we were told that nei-
ther of them was a graduate in law.i

The Committee suggested that legal courses must be delivered by
legal practitioners having wide experience of criminal work but the re-
commendations of the Committee are still awaiting implementation.

A superintendent of poliee2 - an officer inccharge of police admi-
nistration in a distriet - is a drawing and disbursing officer in res-
pect of salaries of the employees working under him, and for the funds
on different kinds of expemditure in his department. In the discharge
of this function large sums of money pass through his hands. Therefore
knowledge in accounts is another essential part of his training; but
the lectures on account are given by the Head Clerk of the college.5
The Head Clerk is not only unqualified as an instructor but this also
interferes with his primary duties of routine office work.

The inaccessability of the place,ﬁihEre the college is located,

L Government of the East Pakistan, Report of the East Bengal Police

Committee (Dacca, 1953), pe 42.

. After a few years of seréice, a police service probationer is
appointed to this job,

e He is being paid an honourarium of ruppees 10 (a little more than
2 U.S. dollars) per month. Report of the Committee, Ope cit., p. 42.

* The College is located at Sardah, East Pakistan, wihich is far
away from Dacca, the Provincial headquarters of East Pakistan government.



does not allow the proper utilization of University professors in law
or the high ranking officers who could otherwise share their experiences
with the probationers.

The Principal has wide authority not only to evaluate the proba-
tioners but also to discharge them from service, while under training.
Confirmation, promotion and retention in service depends upon the
assessment of the Prinecipal, by service regulations.

Although there is no proper research staff, employed by the college
but instructional staff is working on a research project on "whether
drill and discipline deminishes personal intiative and sense of res-

ponsibility and how to balance the two for police work.“1

IV. Secretariat Training Institute
The need for providing training facilities to the employees of the

Central Secretariat of the govermnment of India was recognized long ago.2

i Information supplied by the Principal of the college.

¢ (1) "We recognize that there are distinct advantages in putting
men through some preliminary training in office procedure." Report of
the government of India Secretariat Procedure Committee, 1920, Llwellyn
Smith Report (Karachi: Reprint series, National Institute of Public Ad-
ministration, 1963), p. 32.

(ii) "We think that it should be definitely recognized that a new
recruit ought to be put through the different stages of office procedure
definitely (sic) for training under the supervision of the Chief Super-
intendent before being entrusted with individual work." Report of the
government of India Secretariat Committee, Wheeler Report, 1935-36
(Karachi: Reprint series, National Institute of Public Aaﬁinistration,
1963), pe 50,
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In 1937, on the recommendations of the Maxwell COmmittee,l then Home

Department prepared a scheme for the departmental training of secre-
tariat employees, and suggested to other departments that the scheme
should be introduced with such variations as might be necessitated by
the particular requirements of the individual departments.2 Neither
the Maxwell Committee nor the Home Department realized the necessity
of setting up an organization to train the employees of the Central
Secretariat. The scheme was confined to on-the-job training. However
the system worked satisfactorily until the outbreak of the second World
War when it became evident that, due to the ever increasing tempo of
work and large number of entrants in the Secretariat Services, effective
on-the-job training was no longer possible.?
Subsequently, as a result of the partition of India in 1947, a
gmall number of employees of the pre-partition secretariat opted to
serve in the newly born state of Pakistan. Immediately on inception,
the government of Pakistan was confronted with acute shortage of ex-

perienced employees at all levels. To meet the situation, the government

* A high level committee of Secretaries to the Central Government,

under the chairmanship of R.M. Maxwell, The Committee reviewed the
position of the Central Government's Departments; status and function
of the secretaries; internal set up, staffing and training. Report of
the government of India seeretariat Organization and Procedure, Maxwell
Report (Karachi: Reprint,series, National Institute of Public Administra-
tion, 1963).

8 Gopeshawar Nath, "The Secretariat Training School,™ Indian Journal
of Public Administration, Vol, VII No. I (January-March, 1981), ps 17Ll.

3

Ibid.
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had to recruit people who had hardly any experience or training. On
account of paucity of qualified people, lack of financial resources, and
other immediate problems at hand, government could not give due attention
to the training of the new entrants.

The training of the secretariat employees, at the institutional
level, remained a neglected sector of government's in-service training
programmes till 1956 when the Secretariat Training Institute was set
up by the government of Pakistan, under the establishment Division of
the Cabinet Secratariat.l

For the first three years the Secretariat Training Institute con-
centrated on holding whole time refresher courses for superintendent52
and Assist.ants5 from the Central Secretariat and attached departments,4
for a period of two to three months. The organizational set-up and
functions of the institute continued more or less unchanged until about

the end of 1959 when the section officer's scheme was int.roduced.5

- A portfolio then of the Prime Minister, and now under the Pre-

sident of the Republic,

. A "Superintendent™ is a supervisor in-charge of a section con-
sisting of different grades of Clerical Staff.

’ An "Assistant™ is a clerk, with better scales of pay than other
clerical grades.

4 The Secretariat has "attached departments", directorates and
subordinate offices. These are the operational units of the government,
which perform their functions through a net-work of field offices. The
relationship between the Secretariat and its departments is based on.
the "staff" concept.

: The scheme provided for both direect - ' recruitment and promotion
to the new posts of section officers (Assistant Superintendents).
Buibanti, Ope cito’ Pe 401,



= 40 w

Shortly after the implementation of the section officer's scheme,
which necessitated a change in the training programme, the Institute
arranged special courses for the recently promoted section officers.
These courses were devoted mainly to refresh the officer's knowledge
and understanding of the rules, regulations, and secretariat procedures.,

At present, the Institute is running two types of courses; regular
courses for the training of probationer section officers, recruited on
the basis of an all-Pakistan competitive examination held by the Central
Public Service Commission, and refresher courses for the different
categories of employees of the Secretariat and its attached departments.

The Institute has evolved a comprehensive syllabus, divided into
two terms of six months each; for the probationer section officers,
puring the first six months training instructions are given to the
probationer section officers in the structure and functions of the
government of Pakistan; the constitution and laws to administration,
the Principles of Economic Development, conference techniques, and
Human Relations,

The refresher courses last for about three monthsl and cover such
subjects as Organization of the government of Pakistan, office procedures,

government servants conduct rules and disciplinary rules. In the past,

1
It is, however, worth mentioning here that the government has not

so far specifically fixed the duration of any course, except for directly
recruited section officers.
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the Institute has conducted a series of courses on Public Relations
for employees of public dealing departments such as Directorate of
Immigration and Passports, Karachi Port Trust, and Karachi Customs,
From a study of the course contents it appears that courses are
too much rule and procedure-oriented and that the main emphasis is on
government's Organization and structure. There is no doubt that con-
formity to a standard-rules and procedures - brings in harmony and also
puts a check on irregularities and disorganized actions. But in case
where we have to deal with human beings, sheer supremacy of rules
without giving due weight to human factors involved makes one think
that governmental organization is a machine, which works automatically.
Rules, regulations and procedures are only the means which administra-
tor employs in carrying out the job. Giving more value to the rules
and procedures very often creates apathy and "redtapism" with the result
of belated decisions at the secretariat level and as long as the train-
ing remains to be rules and procedure - oriented "its red tape will

continue to harrass and impede the doing part of the government."l

1 Egger, Op. cite, pe 30,

Redtapism which is fairly common in governments offices was
dramatised late in 1961 by an extremely frustrated officials murder
of his daughter and his subsequent suicide. Pakistan Times (Lahore:
November 11, 1961), p. l.
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The training consists almost exclusively of formal sessions, The
method employed is the lecture method, though to the extent time and

other factors allow, attempt is made to encourage discussion in class.

Field trips are organized occasionally but lack of transport faecili-
ties and of funds do not permit these as often as desirable. The
Tnstitute has non of audio-visual training aids, though some use is
being made of training films.

It will be helpful to arrange special lectures by experieﬁced
senior officers of the central secretariat and heads of departments.
These lectures may give the officers under training a unique opportu-
nity of learning from top officials, almost the over-all purposes of
the government and help them to broaden their outlook. There is not
much emphasis on seminars, group discussions and study tours which can
provide the probationers with opportunities for self development,
specially during the second phase of their attachment to the Institute.

Whereas the first half of the training programme is too much rule
and regulations oriented the second half consists of too broad training.
During the total period no effort is made to develop the supervisory
skills of the probationers which is very essential to the job of a
section officer,

As compared to other institutions, concerned with the probationery
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training of civil servants, secretariat training institute has the suf-
ficient strength of faculty which consists of one Director, three
Deputy Directors and seven Assistant Directors.1 The members of the
staff are experienced employees of government but most of them did not
have any training for the job.

No proper evaluation system of the training has been adopted by
the Institute. At the end of each course participants' reactions are
obtained in writing, but it is not always possible to examine and
analyse the responses, and or to bring in changes which are sugges ted
as desirable., As for the impact of training en promotion there has
been no policy decision so far.

There is no research cell or even a library at the institute.

The absence of research and publication division does not allow the
institute to produce training material or publications based on its

experience.

£ Though they work in the capacity of instructors their designa-
tions such as Deputy Directors and Assistant Directors seem to be
inappropriate., According to their functional duties they may be
designated as senior instructors and instructors.



CHAPTER IV

ADVANCED TRAINING OF THE CIVIL SERVANTS

The present chapter deals with the second phase of advanced train-
ing in public administration. It is the policy of government of
Pakistan that initial training at the departmental institutions may
be followed by advanced training, though it may be selective at the
higher level where officers of demonstrated potential for growth may
be selected for training specially designed for the imporvement of the
administrative abilities.1 The aim is to get them acquainted with the
developments in the administrative practices and to have a better un-
derstanding and appreciation of their responsibilities in the imple-
mentation of successive Five Year Plans.

The authors of the First Five Year Plan sensing the indiscretion
of having to entrust the implementation of the plan to the care of
inadequately trained and equiped administrators voiced their apprehen-
sion in these words, "in the period immediately ahead, the in-adequacy
of Pakistan's Administrative Machinery will operate as the most serious

single impediment to the maximum economic use of the country's financial

X Cabinet Secretariat, Establishment Division, Notification No.

1/23/60 EX, 1960.
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and material resources.,™

Though well conscious of this need for the in-service training of
its personnel, Government could not take immediate action for the
launching of an over-all training programme mainly for the want of
enough funds and the absence of the requisite number of training staff,
a problem that was and is being faced by most developing countries,

To partially overcome this difficulty the first stage in the development
of in-service training reflected a reliance on sending officers of the
superior civil services to the United States and other western countries
for training.

The results of this were not too happy. "Since the program got
under way in the United States at the beginning of 1958 one principle
became evident and was always emphasised in the course of the program.
This was the clear and explicit belief that a program of executive De-
velopment for officers of the government of Pakistan conducted in the
United States, would not be related in any way to the political or
administrative problems of Pakistan.“2 The officers thus trained found
on their return that the duties Fhey were called upon to perform, had

no relation to the training they had received abroad. It was therefore

* Government of Pakistan, The First Five Year Plan (Karachi:
National Planning Commission, 1855), pe 100.

2
Robert He. Berkob, "Executive Development for Pakistan," NIPA
Reporter (Karachi: 1962), pe 5.
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felt that complete reliance could not be placed on the training
abroad and the need for a pyramidal structure of in-service training
institutes imparting training geared to the specific needs of Pakis-
tan was realised. AS a consequence a number of institutes were
established to cater to the training needs of government officials
belonging to the higher echelons of the administrative hierarchy.
These are the West Pakistan Academy for Rural Development, which
provides training in the rural development administration and
orientation of approach in field work; the National Institute of
Public Administration, intended for officers of middle level sen-
jority associated with public administration in the secretariat
sphere and in the field, and the Administrative Staff College which
is meant for senior executives expected to occupy posts involving
higher responsibilities, in the near future.

I. West Pakistan Academy for Rural Development

The First Five Year Plan of the Government of Pakistan included
the establishment of two Academies for Rural Development, one in
the East Wing and the other in the West Wing of the country. The
academies were intended to be for advanced training of the officers

of Village Agricultural and Industrial Development Administraticun1

- The Village Agricultural Industrial programme (commonly known

as V-AID) was started towards the beginning of 1953, The specific
objective of the programme was to chanalise the extention activities
(see next page)



and other nation building and administrative departments.

The Academies were established in 1957 at Camila in East Pakis-
tan and Peshawar in West Pakistan under a Resolutionl of the Pakistan
Gove::‘mnent«2 As a first step the Government established autonomous

Boards of governors for the Academies to formulate general policies

of thé nation building departments, directly involved in the socio-
economic development of the country, throug one single agency on self-
help basis, The first Five Year Plan attached the highest importance
to V-ATD programme :

"Because of the overriding importance of the rural development
programme and the crucial reole of V-AID in stimulating it, we hawe given
the highest priority in the plan to this programme." Government of
Pakistan, National Planning Board, The First Five Year Plan 1955~60
(Karachi: 1957), ch. XIII, paragraph o.

A case study of what happened to a highly ideal democratic reform
movement (V-AID) when it encountered the bureaucratic legacy of colo-
nialism has been made by Jack D. Mezirow who asserted that "it was the
second largest enterprise of this kind in the world, involving an ex-
penditure of over 35 million and a staff of some 5,000 persons" Jack
D. Mezirow, Dynamics of Community Development (New York: The Scare-
crow Press, InC., 1908), De Oe

A ®,.. The government of Pakistan wide their order dated 4th
July, 1957, have approved a scheme for establishing two Pakistan Aca-
demies for Village Development to conduct research and provide ad-
vanced training in rural development administration, for the admi=-
nistrative and supervisory personnel of the Village AID Administratim

and for other Nation Building Departments as well as for C.5.P. and
Provincial Civil Service Officers." Government of Pakistan, Cabinet
Res. No., 18 (1) V A = 1/57 = A (Karachi: 4th July, 1957).

k The Ford Foundation, in consultation with the government of
Pakistan and the International Cooperation Administration (AID),
selected the Michigan State University to help the faculties of the
two Academies in defining their role and drawing up a blue print of
their programme,
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and programmes.l The Boards have both official and non-official
representation on them.2

The task before the Academy is to create in the administrators
a new outlook, by giving a new orientation to administrative tech-
niques and practices so that:

Waste and duplication due to lack of coordination between

the various branches of government, is eliminated; confusion

and frequent delays are reduced to the minimum by establish-

ing proper communication between different levels of adminis-
tration.

To achieve these objectives, the Academy provides an executive
level training employing the latest scientifically dewveloped tech-
niques and attempts to "instil in the participants the spirit of
community development and an awareness of the new arts and sciences
of modern public administration, employing skills in human relaticns."4

Two types of courses are offered at the Academy - Orientation
courses and training courses. The orientation courses are generally

for a maximum duration of four weeks or less, and the regular training

courses are for a maximum duration of twelve weeks but not less than

1 The present study is confined to West Pakistan Academy for Rural
Development at Peshawar only.

. The Central Minister of Health, Labour and Social Welfare is
the Chairman of these Boards. Three out of twelve members of the Board
for Academy at Peshawar have been taken from the public, West Pakistan
Academy for Rural Development, Announcement of Training Programme
(Peshawar: 1964-65), p. 7. "N

3
West Pakistan Academy for Rural Development, Ops cit., ps 1l.
% Tbid,
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four weaks.l The method of training, which the Academy has evolved,
is team approach, It is intended to bring about and reflect an in-
ter-disciplinary approach to the problems of administration in the
sphere of national development. This leads the Academy to experi-
mentation in various techniques such as presentation of subject
matter by a panel of specialists, small group session and individual
consultations .2

Though the curriculum outline has been drawn up with the inten-
tion of providing a base to the various disciplines represented in
the Academy yet an ideal rather than a realistic image of partici-
pantss has been developed by the Academ‘.4

A participant is expected to assume the roles of a citizen, of

a community development proctioner and of a Public Administrator.

i As a matter of fact, the duration of a course is determined
according to the time for which the government officers of various
categories are spared by their parent departments, for training pur-
poses,

. The abondenment of traditional lecture-listemer relationship in
the classroom and adopting the problem-centred inter-disciplinary
teaching approach is impressive indication of progress made by the
Academy in this behalf. Mezrow, Op. cit., p. 181,

. The term 'participant! to the term 'trainee' because, according
to the faculty, a training programme of the type taken by them would
not be effective and fruitful unless the faculty and the participants
share their knowledge and experience effectively.

* The Academy's image becomes fully visible in a draft manual
which its faculty prepared for deputy directors of the National De-
velopment Organization., West Pakistan Academy for the Rural Deve-
lopment, A Draft Manual for Deputy Directors N.D.0., West Pakistan
(Peshawar: Academy for Rural Development, 1064), ps B
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The curriculum has therefore been divided into three phases, corres-
ponding to the rales of the participants.l

The first phase of training programme lays stress on the parti=-
cipant to acquire knowledge of self and the community he lives in.
The subject matter of the section comprises of social and cultural
expectasions and commitments of a citizen, his receptivity to new
ideas and practices and their effective communication; awareness
of the need of the community and the need for organizing the com-
munity in accordance with the resources of the community and their
developmental potential, including political and social; and finally
the need and role of government in community organizing,

The second phase highlights the role of the participant as a
community development practitioner. It emphasises, those aspects of
the job requirements of an administrator which bring him into close
contact with the people whose participation and involvement in an
effective implementation of all types of development programme is most
essential, This phase of the training programme concentrates on com-
munity organization as an instrument for producing lasting results

leading to national progress and welfare of the people. The syllabi

: West Pakistan Academy for Rural Development, Ope cite, pp. 14-18,
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include theory and principles of community development, history of
Community Development in India and Pakistan, community development
in other countries, knowledge of the structure of rural society and
techniques of community development.

In the last phase attention is focussed on the role of the
participant as a Public Administrator with aviewto preparing him
for the type of administrative behavior, Role of the Administrator
in the process of social change and application of human relations in
administration and development administration.

From a critical point of view, at the first phase, a training
programme of this character cannot be confined merely to the impar-
ting of knowledge through a prescribed course of studies. Tt has
to be more comprehensive in its scope. Moreover, any training pro; -
gram: -designed by an academic institution should take into aceount
the requirements of those groups which participate in the training.
While "attempting to introduce enduring democratic behavioral changes
ina training or classroom, it is essential that the learner sees the
educational experience as a way of satisfying his personal needs and

goals," vis-a-vis his role as an administrator.l Secondly to achieve

its broad objectives and to cater for its wide ranged clientele, the

A HBZ'}.TW, O‘Eo Cit., Pe 180,
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Academy should engage in many other allied activities rather than to
confine itself merely to academic training. These activities may
include promotion of research, evolving of a set of operational prin-
ciples for the guidance of the participants so that they may function
as agents of change and to prepare the participants intellectually and
socially to enable them to bring scientific objectivity to problems
of development.

To have a fuller and more effective impact training has to be
imparted in a way that brings out the best in the participants. It
should go beyond their mere role requirements, prescribed in their
employment terms and conditions. In other words a method of train-
ing has to be evolved which is flexible enough to include as well
ensure the maximum involvement of the participant in the different
phases of the training programme. The participants should be invi-
ted to contribute to the discussion in the form of illustrations,

field experiences and problems, This will make the participants

actual contributors in the process of training rather than mere
recipients of knowledge.

Besides the Director, the Academy's faculty may include instrue-
tors in Rural Economics, Public Administration, Community Development,
Rural Business Management, Education, Rural Sociology, as well as

research specialists. The Michigan State University helps the Academy
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not only in determining the composition of its staff and their train-
ing but also placed the services of two resident advisors at its
disposal.l The faculty members, though highly qualified and well
1;:'ained2 in their respective fields are not fully aware of the real
problems confronted by the participants (who had worked for many
years in the rural areas). It was observed by the West Pakistan
Village AID Administration that "the faculty of the Academy in
Peshawar initially lacked sufficient experience with problems of the
development areas to provide the technical level training required
by development officers and supervisors."3 If training for rural
development is to be fully effective, the trainers must themselves
closely observe the working of community development programmes,
and collect first hand information, which would help them in giving
final shape to the training programme.

The last phase of the training programme comprises tests and

evaluations, During this phase the participants also evaluate and

4 The Academy has had the opportunity of having Dr. Albert Levak,
Dr. Cole Brambeck, Dr, Harry Friedman and Dr. Daniel Stuart as advisors.
Dr. La Palombara also paid courtesy visit to the Academy.

8 The faculty members spent nearly nine months at the Michigan
State University campus and another two months in selected countries,
under the auspices of the I.C.A. (now AID) observing the community
development programme in action,.

B Mezirow, Op. cit., p. 176.



comment on the activities of the Academy by showing the effects

of the faculty. However, these are favourable indications, but in
fact such evaluations prove no more than that the officers who have
undergone the training course feel that they have benefited from it.
"To change one's attitude is never easy, and for senior officers with
many years experience of formal administration it can be very hard
indeed.“l It is true that one can formulate questionnaires and
quantified the answers received, but it is doubtful whether one can
precisely measure a change of attitudes, because most of the answers

will reflect no more than the mere opinions of the participants.

All members of the instructional staff have dual responsibility
for training and research.2 Furthermore, two positions, that of
research specialist and research associate, are exclusively with the
organization of resegrch in the Academy. During the past few years,

a research cell with three Research Investigators, has been established
around these two positions., Although the research projects in itiated
and completed during the last two years have not emerged as part of
any set master plan, however, the research so far completed can be

classified into two categories; that which is designed to analyse

% T.R. Batten, Training for Community Development: A critical
Study of Method (London: ord University Press, ?ﬁ%S), Pe B.

2
West Pakistan Academy, Ops cite, pes 21,
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the specific problems of the clientele of the Academy, and that which

provides descriptive and analytical material for understanding the

general problems of administration in Pakistan.l

In the final analysis, the importance of research in a country
like Pakistan which is undergoing a planned social change can hardly
be overemphasided and if the Academy's commitments to give empirical
bias to the training are to be fulfilled the planned research acti-
vity is indispensible for it.

II. National Institute of Public Administration

The National Institute of Public Administration, Lahore, West
Pakistan, caters to the training requirements of those officials who
are in the middle of their careers. The proposal for such an insti-
tute was originally made by Rowland Egger:

Pakistan needs an institution to encourage and to facilitate

systematic attention on the part of its civil servants to

problems of Public Administration. No better model for such

an instrumentality can be found than the Institute of Public
Administration in London.

3 Most of the research projects are underway which include,
impact of V-AID on Rural Development, Study of Family Flanning,
Attitudes of Farmers towards self-help and Studies of Basic
Democracies,

* Egeger, Ope. c¢it., p. 68.
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To apprise the public servants of the changed circumstances,
to orientate their outlook towards developmental programmes and to
make them aware of the goals set out in the First Five Year Plan,
and the role they were required to play in the national development.
The Planning Board also suggested establishment of such training

institute:

In order to stimulate interest in Public Administration as

a subject of study and research in Political, Administrative,
professional and academic circles, it is necessary to estab-
lish a Subaadised but autonomous institute of Public Admi-
nistration.

However, the idea of the National Institute of Public Adminis-

tration assumed a concrete shape in the form of an agreement reached

: Soon after partition the government of Pakistan realized that
the system of admimistration inherited from the British needs a
searching analysis. To review the overall organizational structure
and administrative system, government appointed various commi ttees/
commissions from time to time, These bodies were required to review
and recommend changes in the context of a development administration,
Some of these committees/commissions were: the Federal Reorganization
Committee, The West Pakistan Council of Administration, the Central
Administrative Reorganization Committee, the Prowincial Administration
Commission and the Provincial Reorganization Committee. To this one
may add such factors as the integration of the provinces and states
in Pakistan and establishment of new public agencies and public cor-
porations. All this readjustment of the administrative machinery,
the additions and alterations and the new synthesis emerging out of
these changed, demands a clear understanding on the part of govern=-
ment servants.

¢ Govermment of Pakistan, The First Five Year Plan (Karachi:
National Planning Commission, 1956), p. 125.
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between the governments of Pakistan and the United States, The agree=~
ment provided for the establishment of a National Institute of Public
Administration with divisions at Lahore, Dacca and Karachi. Each of
these institutes works under a separate semi-autonomous board. The
Board for NTPA Lahcre is headed by the Additional Chief Secretary to
the government of West Pakistan.l The Senior American Advisor to the
Institute and the Director of the United States Agency for Interna-
tional Development or his representative act as Advisors to the Board.
The National Institute of Public Administration has been estab-
lished primarily to imppove the efficiency of the government officials.
"Tts main purpose isteé  re-orientatethe officials in ideas and out-
look and to prepare them well with new techniques and skills which
would be needed when they are called upon to fill the higher posts."2
The Government officers who receive training at NIPA are of the
status of Deputy Secretaries, Deputy Commissioners or equivalent rank;
Senior Assistant Commissioners likely to be considered for promotion

to the rank of Deputy Commissioner or a post of equivalent rank.5

A A.M. Sanaul Hag, "Middle Management Training," Symposium on

Management Training in Public Administration (Ankara: Central Treaty
Organization, 1964), p. 135,

z Haq, Ope Cit.' Pe 135.

’ It is relevant to mention that the Central Government has made
training in NIPA obligatory for all such officers who are likely to
be considered for promotion to the posts of Commissioners of division,
joint secretary to the Central Government and equivalent appointment.
(See next page)
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The activities of the NIPA are not restricted to training prog-
rammes only. It is also committed to a study of the process of
public administration in its different aspects and phases at various
levels in Pakistan. Thus the NIPA is concerned with the training of
government servants, research in Public Administration and building
up of consultation services, It is within the framework of this
training policy that the NIPA has been engaged in the past five
years.,

Although the in-service course of the NIPA is restricted to
the teaining of middle management through a basic course, known as
'Advanced Management and Development Programme,' short refresher
courses are also organized to meet the specific requirements of

officers both of top management and lower management.l

Government of Pakistan, letter No. 2/17/61 A IV, dated 3lst October,
1961, President Secretarial, EstabliBhment Division, Rawalpind.

Major objective of the NIPA is to impart training to the middle level
officers with six to thirteen years seniority but the institute is
not committed to this group alone,

1 Leonard D. White has distinguished three levels of adminis=
trative responsibility; general management, inveolving duties of
policy making and the coordinating governmental machinery at the
department level; intermediate management, relating to the leadership
of agency sub=divisions and the preliminary preparation of policy;
and first line supervision, involving maintenance of ocut and pre-
gervation of morales. Introduction to the Study of Public Administra-
tion(New York: the Macmilan GCo., 1955), chs, 14=l5,
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The basic course is of three months duration, seventy two days
to be precise. Each institute runs two of these courses a year.
Although there is a single basic syllabus for this course, there is

some variance at each institute. The broad objectives of the train=

ing courses are to increase knowledge of participants regarding the
principles and process of Public Administration; to impart to the
participants new approaches and improved management skills and
procedures; to provide basic knowledge of some of the salient
elements of Development Economics, and finally to afford government
officers an opportunity to share their ideas, experiences and in-
sights with each other and thus develop in them a feeling of fra-
ternity and a spirit of mutuai cooperation.1

The distinctive feature of the training course at NIPA is its
programme contents. In these programmes emphasis is on Development
Economics and Management. The three months basic course is divided
into four phases, The first phase, called Introduction to Public
Administration is devoted to the historical background of adminis-
tration and the comparative study of Public Administrationm, ﬂith

special reference to Indo-Pak sub=-continent.

! National Institute of Public Administration, Brochure
(Lahore: 1964-65).
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The second phase, designed as 'Development Economies,' deals
with factors in economic development, human and natural resources
and their management and administrative requirements for economic
development such as the planning process, preparation of develop=-
ment schemes and implementation of the plans, according to the
broad objectives laid down by the Five Year Flans.

The third phase is concerned with the Management Process inw
cluding policj formulations, organization and Methods,  Leadership
and human relations and the use of statistics in Public Administra-
tion.

The last phase titled gsPublic Administrator and the Public
Interest compuses of the nature of public interest, the Adminis-
trator and the Citizen, control of corruption in public adminis=-
tration, social welfare and naticnal integration. During this
phase group discussions and seminars are arranged on special areas,
such as private enterprise, concept of administration in Islam, and
emerging role of civil servants. This phase is also highlighted

by seminar papers on participants study projects.l

: Each of the participants, in addition to attend the regular
classes, is responsible for doing a research project or study. This
gives them experience in selecting topice of significance in Publie
Administration and in collecting, analysing and writing a report, and
making recommendations, wherever necessary.
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Besides the regular training programmes, special courses of
varying types and durations are also run by the institute. Most
common and of significance among these is the Management Analysis
Course.l

As for the training methodology, the institute does no% res-
trict itself to a particular technique. "It plans to make use of
all such modern methods of instruction as are appropriate to the
attainment of its training objectives."2 Though the main aim is
to reduce the lecture method to minimum but so far the NIFA has
not succeeded in it-5

Initially almost entire teaching staff consisted of the
American professors. Most of them were members of the University

of Southern California who carried the main bulk of the courses.

Later on, the instructional staff was gradually replaced by Pakistani

The management analysis course differs from the regular
Advanced Management course in two major aspects. First, the scope
of the subject matter of the advanced course is much wider and in-
cludes extensive and intensive study of Public Administration and
Development Egonomics. The Management Analysis course, in contrast,
is a specialized course oriented towards Management Analysis tech-
niques, The second difference lies in the training methodology.
Advanced course employs on an extensive scale, the research project
method, tutorials, field trips, besides seminars and lectures.

. Inayat Ullah, Bureaucracy and Development in Pakistan
(Peshawar: Pakistan Academy for Rural Development, 1963), p. 430.

4 During the third Advanced Management course the lectures took
167 hours, practical exercises or work sessions 22 hours and seminars
or group discussions 28 hours. Haq, Op. cit., p. 142,
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universities, senior government officers, and other prominent
members of the public are invited as guest speakers to give talks
on their respective fields of interests. From a critical point
of view such guest speakers are often of no help to the institute
in developing its programme, They fail to maintain the theme of
the course, Hence a gradual reduction of the guest speakers would
be desirable as and when the professional staff at NIPA mature and
develop.1

A distinective feature of the training method at NIPA is the
most effective use of modern Audio-visual teaching aids, such as
documentary films, film strip projector, slides, tape recorder,
over-head projector and stencilling equipment.

0f all the participative methods used in the institute, semi=-
nar type of training allows, comparatively speaking, more active
participation and involves every one in the discussion under the
guidance of instructors, The participants receive greater benefit
through this process than by the traditional classroom approach.
But the problem in the use of this method is that “the participants

do not generally read the literature and material required to be

+ Agency for International Development, Public Administration
{Eégram in Pakistan (Los Angeles: University of Southern California,
)’ Pe _740 !
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studied by them in advance."l This renders the discussions less
meaningful and the method of training less effective.

Field trip is also employed as a training method, During the
last phase of the training programme the participants go out on
field trips in the interior of the country. The objective is to
relate the classroom sessions to the actual problems of the socio-
economic changes taking place in the country. It also provides
an opportunity to acquaint the participants with the difficulties
and problems experienced by the various agencies in the implemen=-
tations of the national development plans. For this purpose, the
participants are divided into four or five groups of five members
each, Each group, after making on-the-spot studies of the various
development projects, is required to submit a joint report on an
assigned topic. The purpose of this report is to test the power
of application of the skills and techniques acquired during the
training.

Though the NIPA Lahore has a research section comprising of a few
Research Associates and Research Officers, "research still continues

to be ortle of the weaker aspects of the activities of the NIPA."2 The

. Ibid.

& A®ancy for International Development, Ops €it., pe 12,



main functions of this section is to arrange studies in administra-

tive problems in general and those peculiar to Pakistan in parti-
cular, and preparation of basic documentation concerning the teach-
ing of public administration. The fact that the NIPA started with

a series of training programmes, in quick succession, has tended to
obscure, to some extent, its other basic objectives such as research
in public administration, consultation services to the government
and publication of teaching and reference material, drawn from
Pakistan'!s experience in Public Administration.

At the end of every training programme review and evaluation
sessions are held, The purpose is to assess the degree to which
participants are absorbing the principles and methods given and to
know their ideas for the improvement of training courses. Further-
more participants behavior and their reaction to the different topics
under discussion is closely observed by the NIPA staff.

@t the conclusion of each course a questionnaire is drawn up
by the faculty members the results of which are compiled., The
Institute keeps a file for each participant in which his rating sheets
are kept. At the conclusion of each course the final rating is
compiled from the various rating sheets and a report is submitted to

government (and cther agencies to which the participants belong) of
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course performance and an assessment of each participant.

I1I. Pakistan Administrative Staff Collegg

The Pakistan Administrative Staff College forms the apex of the
pyramidal structure of in-service training institutions in Pakistan.l
Before the college came into being there was a big gap in the arrange-
ment for the training of higher civil servants. The National Plan-
ning Board held that this gap should be filled up immediately with
the establishment of an Administrative Staff College' "to provide
refresher courses in Public Administration or in particular aspects
of it,“2 and suggested that "such an institution can also usefully
serve industry and business, which in Pakistan suffer greatly from
lack of administrative skills."3

The idea of the Planning Beard was further emphasized and
supported in early 1960 by two eminent scholars namely, Dean Harlan
Cleveland of Syracuse University and Sir Noel F. Hall, then Princi-

pal, Administrative Staff College, Henley-on-thames., In their report

L Ultimately the success of the training programmes of all other
institutions in Pakistan is inextricably linked with the programme of
Administrative Staff College in as much as the training product of
other institutions would be working under the higher administrators
coming for training to this college.

¢ First Five Year Plan, Op. cit., p. 126,
® Ibid,
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they stated that Pakistan requires,

More than any other one thing, an expanding number of broader-

guaged executive leaders or men able to mould the efforts of

more and more type of specialists into workable and dynamic
patterns of administration.l

Another factor that lead to the creation of Administrative Staff
College was that on account of acute shortage of officers junior
officers, without proper training, were being rapidly promoted to
higher posts to fill up the gap which occured in the administrative
machinary after independence.2 Moreover the rapidly growing demands
for skilled and experienced administrators, as in other developing
countries, made it imperative that capabilities and effectiveness of
those already in leading positions should be improved to the greatest
possible extent.

The policy of the government of Pakistan is to provide training
facilities for officers in all major sectors of administration in=-
cluding field and secretarial officers, scientific and technical
staff and business exscutivas.3 In. accordance with this policy the
Administrative Staff College was established in December, 1960,

In all its essentials, the ¢ollege is patterned on the principle

and model of Administrative Staff College at Henley-on-Thames, in

: Pakistan Administrative Staff College, The College at Work

(Lahore: Administrative Staff College, 1963), p. 6.

* Eggar, QE. Cito, Pe 87.

8 First Five Year Plan, Ope cit., pps 111-113.
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England,1 with some modifications to suit the circumstances in Pa-
kistan. It may be relevant in this connection to discuss some of
the distinguishing features of the Administrative Staff College,
at Henley.

The college was founded in 1946 and started functioning in
1948, The major purpose of the college is not, primarily, to ex-
tend or impart knowledge, but to cultivate administrative skills
and talents, and to develop an awareness among the participants
(known as the members) which may help them in tackling their own
jobs with a broader vision and deeper understanding.2 The college
provides a new approach to leadership training in that the members
are drawn from both public and private sectors on the presumption

that problems of administration in these sectors have common features

. The model of administrative staff college at Henley has been
adopted in widely scattered parts of the world. India established
an Administrative Staff College at Hyderabad on the basic ideas and
procedures of Henley. J.W.L. Adams, Henley and Hyderabad," Indian
Journal of Public Administration, Vol, IV (March, 1958), pp. 66=78.

In Australia a similar institution was set up in 1957. Sir
Douglas Copland, "The Australian Administrative Staff College,"
Public Administration, Vol. XVI .(Sydney: March, 1957), pp. 105-108.

For a detailed analysis of the college see: Marshal E. Dimock,
"The Administrative Staff College: An Executive Development in
Government and Industry," The American Political Science Review
Vol. L (MaI‘Ch 1956)’ PPe 166=170,

Sir Noel F. Hall, "The Administrative Staff College," Public
Administration, Vol. XIV (Sydney, March, 1955), pp. 1-21,

¢ Adams, Op. cit., pp. 67=68,
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which require the constructive skill and techniques of leadership,
policy making and planning.

As specialization and hierarchical increase in scope and as

business administration becomes more and more political =

that is concerned with policy decision, group relations, and

institutional influence and survival the bureaucratic prob-

lems and executive needs of business and government become

incre asingly alike.l

Thus the significance of the Henley programme is its recognition
that government and business executive should be trained in common
problems of policy and administration so that they may understand
each other and take independent but consistent decisions.2

The Henley college managed by an independent Board of Governors
is free from political and economic bias. It is financed by private
funds from business institutions and individuals and tuition fees is
paid by the employers on behalf of their employees under training.
Although the college at Lahore is also run by an independent Board
of Governors but unlike Henley college it is financed by the Govern-
ment of Pakistan. However the employers contribute to the boarding

and travelling expenses of the participants.

: Dimock, Op. cit., pe 167,

2
Tbid., p. 166.
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The College at Henley holds three sessions of twelve weeks each,
in a year., Each session is attented by a group of sixty persons,.

Out of these only six are from the Civil Service and the rest from
the broad field of industry and commerce. Most of the participants
at Lahore College, on the other hand, are drawn from government
departments.

The main parts of the course at the Henley College are compa-
rative administrative structures, interval organization and admi-
nistration, external relations and constructive administration. The
training is imported through 'syndicate' method which first developed
at Henley College is a form of mostly self education of mature ex-
ecutives by means of small working groumscalled syndicates.l At
Lahore, in addition to syndicate method, the college employs semi-
nar in its training methodology. At Henley, "the subject matter of
the course of studies is divided not in the way that a professor
would divide his subject, designed to advance the boundaries of
knowledge."2 It is divided into seventeen parts and each part could
be handled by a student chairman and is coherent in itself. Each
member of the syndicate in turn acts as chairman of the syndicate for

a subject.

i
Ward Stewart, "Recent Trends in Teaching Methods," Education
in Public Administration (Brussels: International Institute of
Administrative Sciences, 1963), p. 177.

® e, Ope Cite, pe 11,
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The college has already won international reputgtion for its
work and in the words of Professor Dimock, "the most interesting
experiment in the world today for the student of comparative admi=-
nistration and business and government is the Administrative Staff

College at Henley=on-Thames in England."1

The chief aim of Administrative staff college at Lahore is "to
widen the experience of those who already occupy senior positions
in government, in public corporations and in the private sector of
industry and cornm,erce.“2 The twelve weeks course is designed to
provide an opportunity for thirty higher executives participating
in it to obtain a better understanding of the new environment in
which they work, to study the administrative problems involved in
the national development programme, to examine some of the new plans
and projects now underway and to develop awareness of the complexity
of development administration and, finally, in this entire process
to develop an appreciation for the importance of personal initiative
and enterprise.

The participants are generally of the ages between thirty five
and forty five, This age group commensurates with the governments
policy regarding the level of officers teo be trained at the college

such as Joint Secretaries and officers of equivalent status, senior

o Dimock, Ope. cit,., p. 166.

2
Symposium on Management Training, Ops cit., p. 165,
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deputy secretaries and deputy commissioners or officers of equivalent
rank likely to be considered for promotion to the rank of joint
secretary (Apendix I).1

At the staff college Lahore, the courses of studies both in
content and method, have been specially prepared to meet the needs,
age and experience of the men under training. The idea is to give
participants a fresh understanding of the significance of their pre-
sent work and to prepare them for higher responsibilities which they
will assume in near future.2

For the civil servants it provides apportunities to re-examine
their present work in the larger setting of the work of government
as a whole by examining a wider range of public policies and practices

and to acquire an awareness of the problems of private sector. On

the other hand, for business executives it provides opportunities to

k The selection of candidates further depends on availability,
suitability and requirement of the college that there shall be in
each session a well balanced mixture of members with different work-
ing experience and from different regions., In the case of public
corporations and the private sector, the college keeps in touch with
individual organizations and representative bodies such as Chamber of
Commerce and the nominations by such bodies are scrutinized by the
college in consultation with the establishment division of the Cabinet
Secretariat. At the present three vacancies are reserved for the
overseas candidates belonging to public services only and provided
they have at least fourteen years of experience in positions of
responsibility.

2
Symposium, Ope eit., p. 166,
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compare business practices with those in the public service by pre=-
senting their views on the issues discussed and acquainting them=
selves with the views of the participants from public sector. Both
have to work in the same developing environment and need to be aware
of the political, economic and social changes that are taking place
around them and the way these changes may effect their work. Both
need to follow the path set for development by the Five Year Plans,
and to see their responsibilities in perspective within the plans,
understand the policies of government and the way they effect their
daily work. Moreover, both have to make use of the growing body

of knowledge available in them and the techniques that can help
them do their jobs,

The major areas of work covered by the syllabus are general
Administration, programme administration (the constitution and local
government), development administration, development economics,
biographical studies in leadership and field research.l

In designing the training methodology the college has drawn
inspiration from two internationally known and well established
institutions of the world: the Administrative Staff College at Henley
in Britain and the Maxwell Graduate School of Citizenship and Public

Affairs, in the United States,

g :
Pakistan Staff Administrative College, Op. cit., p. 7.
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From the Henley College comes the syndicate method. For syndi-
cate work, which covers about two third of the session, the college
is divided into three groups of at least ten each., Though each
group consists of a balanced mixture of the available experience
within the session it is not as heterogenous as that at Henley.1
The syndicates thus formed discuss, during the entire session,
thirteen subjects divided into five parts.

The first part entitled "National Development," is an examina-
tion of the aims of national economic development and some of the
problems it raises. The second part deals with "Use of National
Resources" and has been splitted into three divisions: key problems
in education, local government and sccial welfare. The third part
consists of such topics as recruitment, training and promotion,
administrative responsibility, the public corporations, organization
for development, financial control, budgeting and accounting, plan=-
ning and development fields such as food, agriculture and iridustry.

The last part covers only one subject, namely the role of the admi-

. At Henley, in each session there are thirty places for rep=-
resentatives from commerce and industry and the rest include six
from the central civil service, two from local government, two from
armed forces, two from banking and eight from the national industries.
DiMDCk’ Ope« Cita’ ps 170,

The average number of participants from private sector at the
Lahore College, so far, has been two to three members per session.
Pakistan Administrative Staff College, Brochure, Ops cit., p.

| ST
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nistrator in the public and private sector, Tn this part the work
done in the session is reviewed as a whole and the responsibilities
of the senior administrators with particular reference to the prac-
tical problems of administration are discussed.1

The syndicate works under a chiarman and a secretary nominated
from amongst its members. The chairman and the secretary change
for each subject, which a syndicate may at any time be dealing with.
The chairman leads and conducts the work of the syndicate on the
subject for which he is responsible and the secretary records the
minutes and generally prepares the reports. The chairman and the
secretary are handed over copies of the "brief" which is a short
statement of the field to be studied, prepared by the staff, along-
with an extract from the main college time table. They are also
briefed by the members of the directing staff orally with regard
to the scope and implications of the subject and other allied matters.
A brief reading list on each subject is also given to all members
who then take up the discussion in the light of their own experience
and whatever they are able to glean from the literature on the
subject. One member of the directing staff attends every syndicate

meeting to provide guidance.2

1 yliah, Op. eit., p. 420,

¥ Generally, member of the directing staff acts as an observer
and consultant, interviewing only to contribute ideas or experience
of his own, if he thinks he has a point which has not been brought out
by some member of the syndicate, or to help the chairman if he has got
into difficulties, To0 emphasis this detached role of the Directing
Staff, they sit, away from the main table, at a des of their own, in
the syndicate room.

clask
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At the opening meeting of the syndicate the chairman explains
to the members, briefly, the scope of the study; a tentative plan
for conducting the study; and delegates the work to be undertaken.
While a subject is under discussion of the syndicate distinguished
guest speakers are invited to speak. The college staff also arranges
for the benefit of the members, talks by and discussions with the
distinguished visitors, and visits to government departments, in-
dustrial establishments and other places of interest.

At the end of the assigned period for the subject each syn=-
dicate is required to come to definite conclusions and make re-
commendations which the chairman submits in the form of a reporte.
The final report of each syndicate is circulated to all members of
the college, including the Principal and the directing staff. The
reports then are discussed in a general session of all the syndicates
where the college staff is also present. At this session, the reports
are discussed with particular reference to any controversial or
significant problem in the reports, for further exchange of views,
The chairman of each syndicate defends the report submitted by him
on behalf of his syndicate. '

In syndicate method the emphasis is on group work; and because

of the special character of the syndicate method of self instruction,

the college, more than any other training institution in Pakistan,
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depends for its success on the variety of the candidates coming for-
ward. It is equally important that the college should make the right
selection to ensure that it gets a right balance of members in each
session. At Henley, the candidates are nominated by the employers
and selected by the college, if possible, affer an interview and
assessment of the candidate whether they would fit well into the
college programme, This object is promoted by the fact that all
interviews are held at the collage.l In Pakistan this is very
difficult; the journey to Lahore from most parts of the country,

is long and expensive.

There is much merip in this group method, provided it is applied
in its entirety. It induces the members to draw on their own re-
sources by encouraging originality and innovation., It provides a
working equivalent of what is found in actual administration. "But most
of all it teaches men, through long hours of knock-down and drag-out
discussions, to respect each others opinions."2 The college at
Lahore has modified the syndicate method employed at Henley.“5 Such

deviations have, to some extent, hampered its merits. The emphasis,

. Adams, Op. cit., p. 76,

g
DiNOCk, 92- Cit-, Pe iTR.
3
Sumposium, Op. cit., p. 169.
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in courses of study at Lahore, is on theoryl whereas "the non-parading
of the theory or doctrine that lies under the courses are the signi-
ficant features of the meth.od,"2 followed at Henley.

The essential thing £8 the mixing - the essential thing is

that they do it themselves =~ the essential thing is that

during the period of twelve week that they are with us at

least forty people, very highly qualified from all walks of

life come down and spend as much time as is necessary work-

ing with these men around the table,®

Again the period devoted to syndicates, at Lahore, is insigni-
ficant. It is obviocus that the longer period is one secret of
Henley's success.4 "A quickie (sic) may import information but is
unlikely to change attitudes or to ripen onet's reflections and
insights.s Mereover, it is an essential requisite of the syndicate
system that there should be 2 carefully thought out plan for each
syndicate to achieve its proper effectiveness but the shortage of
directing staff at Lahore6 does not allow such planning and unless
this is not done painstakingly the college will not be able to make

its full impact on the members attitudes.

1
Apendix II, The Courses of Studies at the Staff Administrative
College.,

2 Hall’ EEO Cj-t-, Pl ll.

. Ibid., p. 12,

4 Dimock, OE. cit‘, pl 189.
. Ibid.

9 At present there are only two members of the directing staff.,
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The second type of methodology is the seminar on the lines of
similar work done at the 8yracuse University in the United States.l
In the seminar the emphasis changes to a combination of the two,
individual work and group, with emphasis on the former. The sub-
stance of the work done in seminar is the theory and the practice
of Development Administration and Development Economics and every
member is required a paper on either of them. The object of the
exercise is to encourage the members to develop the habit of precise
thinking and to get his ideas crystalised. It also provides an
opportunity to secure a background and understanding of the economic
policies which effect them as administrators.

In the seminar the study is conducted under the leadership and
guidance of a member of the directing staff. Here again, the frame-
work of each task is prepared by the staff, which includes brief
outlining of the study, questions for consideration and a list of
suggested reading material, Each member is required to prepare,

a preliminary report ©f about 1200 words. The report is circulated

3 The College also works in close liaison with a distinguished
group of American scholars of the faculty of Maxwell Graduate School
of Citizenship and Public Affairs of Syracuse University, to promote
an active comparative study into problems of development administra-
tion, based primarily on Pakistan and American experience but also
incorporating materials available from other developing countries with
similar problems. This work involves a nutual exchange of survey
data, reports and findings.
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to the other members of his seminar, two days in advance of the con-

sideration of the report by the group, Following this presentation
each member contipues to work on his subject until the submission

of a final paper of approximately 5000 words. This final report
presents the member's own research, contributions made by his fellow
participants and insights gained from the lectures by members of

the directing staff,.

The college has an independent section of research as well. Two
staff members and a research director assist the members as well as
conduct their own independent research projects,

In each session the college prepares the ground for two major
exercises which entail exclusive research and study in the field,

one in Bast Pakistan and the other in West Pakistan. The group is

divided int$ two teams of equal strength for the purpose. The
underlying idea to send the members in the field to study a prog-
ramme or project for a period of nine or ten days and familiarize
them with-thé! techniques of research; and develop in them the skill
+0 assess the value of a project 6r a programme in a short period.
They are called upon to analyse a situation critically, to find out
how it is being administered, to consider the problems that arise,

to draw their own conclusions and make recommendation.



The research staff conducts investigations into specific prob-
lems of administrative and current development projects. The college
has to its credit various research publications. The studies in prog=-
ress are "Corruption in Administration," "A Study of Official Contact
with Villagers" and "A Study of Delegation Practices in Pakistan."

The establishment of the Administrative staff college has con=-
tributed a great deal to the programme for developing higher admi-
nistrators, 8ince the initiation of the college in 1960 up to the
present nine sessions have been held at which 219 members have been
trained (Public Sector 164; Private Sector 32; Public Corporations
13; Foreign 10).1

The college does not hold any terminal examinations. However
the college staff observes and watches the performance of each mem-
ber in the syndicate, the seminar, the conference room and the field
where he goes out for field research and an assessment of their work
is prepared by the college,

Though the college has not adopted any regular system of follow
up to judge the influence of training on the job performance of

those who have received training but it maintains close contacts with

The figures produced here have been taken from: Conference on

Public Administration "Working Paper on the Pakistan Administrative
Staff College," (Lahore: Administrative Staff College, 1965), pe L.
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its ex-participants. Very recently a 'Review Course! lasting for
three days and attended by members of the first and second sessions
was held, However, it has been observed by the faculty of the

College that every participant does grow during the training al-

though some register higher growth than others:

Some of them come to us with the idea that they, being
senior administrators with long years of experience behind
them, cannot possibly learn anything new regarding admi-
nistration within a period of three months., By the time
they finish, the truth begins to dawn on them that the{
did not actually know what they had thought they knew.

Symposium on Management Training, Op. cit., pp. 169170,



CHAPTER V

EVALUATION AND CONCLUSIONS

We may now review critically some of the important features of
the existing arrangements for the training of civil servants in
Pakistan. So far as the training institutes, in this study, are con=-
cerned they cater to the training needs of specified and mutually
exclusive categories of officers and there is little overlaping in
the training programmes laid down by them. There is, however, con=-
siderable scope for greater and more effective utilization of the
training facilities available and of greater contribution towards the
training programme.

Lack of planning and improper selection of trainees

The extent to which these institutions may be required to ex-
pand their training programmes would depend on the determination of
specific training needs and the total number of officers available
for training. In the absence of such information no planning can
be developed effectively. There are three factors which determine
the nature of planned purposive training, firsts, the objectives to
be achieved by the training; second, the capacity of the persons to

be trained; and third, the metheds of training to be employed.1

1
Lynton K. Caldwell, Improving the Public Service through
Training (Washington 25, D.C.: Agency for International Development,
l2,p-16. J
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Determination of training priorities and job responsibilities

are both essential to effective trainings. The normal end-products
of unplanned training are either irrelevant training or under-train=-
ing or over-training. In any of these cases, the returned trainee
is a square peg who effects the entire organization by trying to fit
all others to himself. This phenomenon is substantiated by the oft-
heard.criticism of returned trainees as disruptive and dissatisfied.
To ensure that the training provided at these institutions is
closely related to the needs of Pakistan a survey of the training
needs may be undertaken.l Fach department of government may be
required to undertake, so far as possible, a complete assessment:
of its training needs, specifically for each category of officers,
and appropriate measures may then be taken by the central personnel
agency, in collaboration with the heads of the training institutions,
to provide increased facilities for in-service training at these
institutions., This appraisal should, of course, take into considera~
tion the future circumstances and requirements and also provide for
periodic reappraisals as no estimate of training needs can remain

valid for an indefinite period., From such a limited survey at least

k Symposium on Management Training in Public Administration,
Ope Cit-’ Pe 25,



the prime requirements could be determined.

The lack of planning and absence of a survey of training needs
of various departments has hampered the systematized selection and
regular inflow of officers to the training institutions. The present
system of selection of officers for training at Civil Service Aca-
demy, Finance Service Academy, Police Training College and Secre-
tariat Training Institute may be sound but the other institutions
are confronted with many problems -~ not enough notice is given to
the agencies and departments to make alternative arrangements in
place of selectees and the would be trainees do not get adequate
notice to prepare themselves mentally and physically to attend the
training programmes, For training to be successful, the candidates
must be properly screened and selected before hand,

An allied problem arising out of deficit planning is that of
sub-optimum utilization of training facilities which are now avai=-

lable in the country. Two of the training institutes namely Rural

Development Academy and National Institute of Public Administration

are running short of the required strength of trainees.l These

. During the first three months training segment in 1964, the

Rural Development Academy offered six courses designed to give train-
ing exposure to about 180 persons, Only 52 persons participated in
these courses. West Pakistan Rural Academy, Op. cit., pe 21,

(See next page)
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institutes have been set up with a lot of investment, human, material
and financial, on the part of government. In order to make the
optimum utilization of all this investment it is necessary to devise
a mechanism whereby nominations are made well in advance for each
training course and nothing may be allowed to impede the proper

flow of participants to these institutions.

Although, according to government policy,1 training at one of
these institutions for all level of officers is regarded an impor-
tant condition not only for their future promeotion, but also for
retention of their present rank, yet the implications of the policy
have not been grasped down the line by those concerned,

Coordination and cooperation among the institutes

At present, four of the training institutions, concerned with
the initial training, are organized as integeral parts of their
parent departments. The other three are established as semi-auto-
nomous bodies with their own Boards of governors, It seems that all

the institutes enjoy coneiderable autonomy in academic matters but

National Institute of Public Administration is running a three
months Advanced Maragement course for 25 participants, twice a year,
but it never had more than 20 so far. In the sixth course held in
May, 1965 it had only 14 participants. National Institute of Public
Administration Inaugural Address of 6th Advanced Course in Management
(Karachi, 1965), p. 2.

1

Apendix I.
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majority of them seems to be less autonomous in administrative and
financial matters.

There is hardly any cooperation and coordination among these
institutions, having the basic and common goal of imparting the
training to civil servants. One might say that there are some phy-
sical difficulties in the way of effective coordination as some
institutes are in West Pakistan and some in East Pakistan. But even
among the six most important and leading institutions of in-service
training in West Pakistan there appears to be hardly any coopera-
tion and coordination. Regarding the lack of coordination among
the Civil Service Academy and Finance Services Academy, Professor
Braibanti ebservesd that Malthough located only a few miles apart,
the academies conduct no joint classes in subjects taught at both
institutions and there is little social contact between the two groups
of probationers or the facultias."l This is by no means a satisfac-
tory state of affairs,

The Government of Pakistan set up an Administrative Training
Council under the Establishment Division of Cabinet Secretariat in
1960, to provide brogd policy guidance for all the administrative
training institutions in the country and to ensure coordination in
the field of training at all levels but since its inception, it

remained most of the time inactive and could not keep the training

1 Braibanti, Op. cite, pe 283.
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institutions directed toward their original goals by allowing them
to become side-tracked in activities which are important but not
directly related to the major purpose for which they were created.l
There is a very strong need in Pakistan for a policy making
body to meet systematically to define the goals for the
institutions working in the field.! This body exists but
has not met since 19622

Decentralization of training

It has not been practicable to meet all the staff training needs
of the country through a single central training agency such as
National Training Council, due to the size of the Provinces and
a considerable large number of the training institutions. Moreover
any effective training scheme must necessarily provide for properly
coordinated arrangements for in-service training at the Provincial
levels, In view of the decentralization of the training arrange-
ments it would be necessary that for the purposes of policy guidance

and coordination of various training institutes, Provincial training

. One example of this was the acceptance of the NIPA's of the
foreign orientation programmes, Another example is their acdeptance
of responsibilities for agency training. NIPA's would be better off
by providing consultative services and developing trainers, with the
present limited budget and staff rather than trying to provide all
the training necessary for the entire government of Pakistan. Public
Administration Program in Pakistan, Op. cits, pe 22,

2 Ibid.



Councils, as counterparts of the National Training Council maybe set
up in the Provinces, These Councils may undertake the responsibilities
of Planning in the field of training, determination of personnel
training requirements of Provincial government departments, selections
of officers for training in their jurisdictions and maintenance of

classified record of trained personnel and their proper utilization.

Training objectives and courses of studies

The training of civil service of Pakistan's probationers is
geared to produce a general administrator with a bias of specializa~
tion in Revenue Administration and Laws, suitable for secretariat
as well as field jobs. Since the entire administrative structure is
largely built around the frame of this elite corps their training
is to be intensive and prolonged. From this point of view, the
syllabus followed at the Civil Service Academy is limited and in=-
adequate. The courses of study may be changed and redesigned accor=
dingly. At present their training gt the Academy is law-oriented.
The present syllabus is more or less similar to that of the Indian
Civil Service, in the British India, when the main functions of the

government were confined to collection of revenue and maintenance
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of law and order.. These are important functions, no doubt, but
much more important, significant and essential to-day, are the in-
creasingly complex functions of government in the social and eco-
nomic fields. The implementation of successive Five Year Plans
would continue to increase the responsibilities of administration
in these fields. It is, therefore, essential that the training of
the future administrators must be related to the purposes and func=-
tions of the government. It should give a comprehensive background
of the entire range of government activities of the services in an
integerated marner by inclusion of the fundamentals of social
sciences - political science, sociology and social psychology.2

Sociology has a major contribution to make to an understanding of

1 "In summary every effort was made to train the C.S.P. officers
in the traditions of the British Indian Civil Service." Henry Frank
Goodnow, The Civil Service of Pakistan (New Haven: Yale University
Press, 1964), pe. 17%,

The Britiseh orientation has been severely criticized by Farid
Ahmad, an East Pakistani member of the National Assembly: "It is that
you are going to train your own people to hate your own system, to
hate your own civilization and culture? Are you going to give to
the country out of this manufactaring laboratory of the Civil Service
Academy at Lahore some more anglicized officers? Ibid., pp 172-73.

U1t is further eriticized on the ground that the training of the
service is oriented more to the needs of the colonial period than to
those of an independent state. Doubts have been expressed about the
competence of the service to discharge technical or otherwise specia-
lized duties called for by development admirnistration." S.S. Hsueh
(ed.), Public Administration in South and Southeast Asia (Brussels:
International Institute of Administrative ociences, 1962), pe 130,

% Por a detailed discussion see, A.D. Gorwala, The Role of the
Administrator: Past Present and Future (Poona, India: Gokhale Institute
ol Folitics and Economics, 1957), PP 27-28.
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administrative process.

Combined initial training for central superior services

Initial training is imparted to officers in Civil and Finance
Services Academies, Police Training College and Secretariat Training
Institute. These institutions, at present, work independently and
there is no mixing of partiecipants, who from the very beginning are
virtually put into airtight compartments from which they do not
normally emerge during their entire career. There are several aspects
which are common to the training of probationers, in various insti-
tures, who are going to man posts of equivalent rank in central sup-
erior services. They have common ideology and common loyalty. Sub-
jects like Public Administration, Development Economics, Development
Administration, Financial Administration, Constitution of Pakistan
and Structure and Functions of the government are common among the
curricula of these institutions.

It is therefore desirable that all entrants to the central su-
perior services may receive a combined training for an initial period
of six months at the civil service academy. A full range of socio=-
economic subjects and Public Administration may form the major part
of the curriculum, It will not only be economical but may also

develop a common outlook and infuse a espirit 'd corps which appears
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to be wanting in the civil services.
This espirit d'corps is a positive factor in the training
of future civil servants: it may give them a cohesion, a
unity of view and a sclidarity which, transferred to the
framework of the state of public communities in general,
may assist the smooth working of the administrative ma-
chinery.l
In view of certain common elements, of basic knowledge required
for all central services, there is much weight in favour of combined

training forums for the first phase of probationery training. On

completion of this period of training the entrants to various ser-
vices could go to their respective institutes for training in their
special fields and the period of training in the Academies may be
extended to one year or more for a fuller and comprehensive training
in skills and knowledge according to the particular requirements of
each service,

Provineial civil services ~ a qgglected sector of in-service trainiqg

in Pakistan

Training policy of the government provides for initial training
of officers belonging %o certain central superior services like C,5.P.,
Police Service of Pakistan and Finance Services but is silent about

training of entrants to senior Provincial Civil Services. At the

4 Andre Molitor, Public Administration (Paris: UNESCO, 1959),
P. 128,




» DR =

provincial level, no itmngtitutional training is given to the provin-
cial civil service officers in West Pakistan., In East Pakistan they
undergo a training course in Revenue work only, on ad hoc basis.

The scope of its activities may be widened to embrace subjects direct-

ly related to soclo-economic development. However, at present, the

training of the staff of Provincial Government Departments generally

is neglected.

Need for the extension of training facilities at higher level

The existing arrangements for advanced training as provided by
NIPA's and Pakistan Administrative Staff College meet the needs of
higher civil servants to some extent, but they may be further ex-
panded, provided the training needs of the various departments are
well planned and a regular flow of the participants is ensured, as
indicated above., At present NIPA and Administrative Staff College
are running only two courses of three months duration, in a year.

If the training system is properly planned both the institutions can
conveniently arrange three such courses a year, with one months gap
in between the courses for evaluation and preparation purposes,

Inadegquate and under-qualified instructional staff

Turning to the availability of instructional staff, majority of

the training institutes have limited number of qualified instructors.
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Particularly police training college and civil and finance services
acadenies are understaffed.

There are two categories of instructional staff at the insti-
tutions - civil servants on deputation and direct employees of the
institutes. There is no clear cut career line for direct employees
who "feel that they have no real Buarantee for the future."l Without
a training cadre, additional attri tion of the instructional staff
is expect.ed.2 Only NIPA and Rural Development Academy have systema-
tic arrangements for development of the needed staff through A.I.D.
others are still trying to meet the situation through improvisatiens.

It seems that if training is to grow along scientific lines in
Pakistan, more attention should be paid to the availability of
trained personnel to undertake executive development and supervisory
training programmes, Conference members of Management Training in
Public Administration also noted the problem of producing skilled

instructors for the training of subordinate staff.“s

Training mathodologx

The training methods used by these institutions vary from class-

. Public Administration Programme in Pakistan, Op. cit., p. 14.

: Ibid,

? Symposium on Management Training, Op. cit., p. 1l4.



room lectures to participative methods. Majority of them however,
have to content themselves with reliance on lecture method which
seems t0 be the easiest, particularly in case of NIPA, Secretariat
Training Institute and Civil and Finance Services Academies, where
heavy reliance is placed on guest speakers. Lack of training ma-
terial, particularly those based on Pakistan's experience, is a
common problem faced by all institutions. Majority of them have to
depend on foreign publications and even these are not always availa-
ble. Only NIPA and staff Administrative College have well-stocked
libraries and proper facilities for the provision of reading material
to the participantse |

The training methodology should be directly related to the ob-
jectives of training programmes, taking into consideration the level
of participants being trained and subject to the availability of the
instructional stalf. Usually senior officers do not react to the
direct instructions. 1In the institutions like NIPA, Administrative
Staff College and Rural Development Academy the ‘case method' which had

been developed in the United States might be uséfully followed.1

g "A case study describes how one or more officials made a govern-
mental decision or dealt with a particular governmental problem,"

Stone, Op. Citu, P. 1764

A Tull discussion regarding the use of 'case method® for teaching
in public administration is included in, Edwin A. Bock, editor Essays
on the Case Method (Brussels: International Institute of Administrative
Sciences, 1962). A useful collection of case studies is the, Harold
Stein, editor, Public Administration and Policy Development (New York:
Harcourt Brace and CO., 1952).




Although that system could not be readily adopted in Pakistan, never-
theless a beginning in that direction might be made.

Evaluation of trainees

All institutions undertake, in some form or another, the evalua-
tion of their trainees, Civil and Finance Services Academies hold
the passing out examination, Police Training College and Secretariat
Training Institute rely on written tests while the rest give more
emphasis to observations and individual councelling.

In fact mere exposure to training programmes does not establish
that actuwal training in the sense of knowledge, skills or attitudes
has taken place. The criteria is that whether the training has ach-
ieved the objectives for which it was imparted. Evaluation of train-
ing effectiveness requires two points of reference:

a base point which represents the level of performance before

training begins, and a standard of performance or accomplish-

ment toward which the training is directed. Unless an adequate
base point is selected before training commences, subsequent
attempts to measure progress will have little meaning.l

At present, in Pakistan there are neither such devices to evaluate
the impact of training on probat§0ners and trainees nor these insti-

tutions have adopted any systematic follow-up procedure. In the

absence of such methods one cannot evaluate and measure the effective-

o Caldwell, Ops cite, pp. 81-82,
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ness and utility of these training programmes, in the strict sense.
As to the follow-ups, there is, at present, no institution that
concerns itself with the progress and performance of trainees after
they have completed their courses. All of them seem to be serious
to develop some system to this purpose. An effective method, per-
haps, would be to make on-the-spot observation about the performance
of the trainees by the members of the instruction staff. This will
have two-fold advantage. First, the proper effectiveness of train-
ing will be judged by studying how far it is being applied to the
job assigned., Second, the trainer will be in a position to pin peint
objectively the deficiencies, if any, existing in the training prog-
rammes, and in consequence the future training programmes may be
improved accordingly. But it should be remembered that evaluation is
a difficult task., It is particularly difficult to assess management
effectiveness as it involves not only knowledge and skills but also
attitudes,
Research
A great deficiency of the training system in Pakistan is the
dearth of research in the field of Public Administration. "One might

almost say the absence of the tradition of research."l At present,

& Symposium, Op. cit., pe« 5R.
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there are small training cells in the Administrative 3taff College,
National Institute of Public Administration and the Rural Develop-
ment Academy. Most of their Research Staff is almost exclusively
engaged in training activities.l No efforts have been made on the
part of government to intensify and coordinate whatever research
work they are carrying out and to make arrangements for the publi-
cation of results. The biggest problem facing research in Pakistan
is the conceptulization of what research and a research programme
really are.2

A decision, which is still to be implemented, was taken in 1962
to set up a Public Administration Research Council as a consultative
body te act as clearing house for the research done by the various
member institutions and to initiate research projects in public
admini stration.

According ?o the third Five Year Flan an attached department
of the Establishment Division designated as the 'All Pakistan Admi-
nistrative Research Centre'! and an advisory body known as the

*Pakistan Council for Research ;n Public Administration' are to be

set up at Lahore, during the Third Plan period.3 The proposed

o Public Administration Program in Pakistan, Op. cit., p. 52.

? Ibid,

g National Planning Board The Third Five Year Plan (Karachis
Government of Pakistan, 1965), p, 178.
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centre may fulfil the long felt need of an effective medium to ensure
the conduct of administrative research in the country in an organized

manner, However, if training is ever to develop a domestic flavour,

research is a prime need.



APPENDIX I

No. 1/23/60-EX, dated Karachi, the 3rd May, 1960, from Mr. J.D. Hardy,
Establishment Secretary, Government of Pakistan, President's
Secretariat, Establishment Division, Karachi, to the Chief Secre-
tary, Government of East/West Pakistan, Dacca/Lahore,

Subject - PUBLIC ADMINISTRATION TRAINING POLICY
I am directed to state, for the information of the Provincial

Governments, that the Government of Pakistan have recently reviewed,
in the context of our present rapid nation-building drive, the exist-
ing facilities for training in Public Administration and have approved
the adoption of the following Public Administration Training Policy
wnich is designed to provide training in Pakistan and training geared
to Pakistan's own needs:-

1. Under-graduate pre-entry to Service training facilities in
"Public Administration® and "Citizenship" should be provided
as an integral part of the Courses at the Universities of
the Punjab and Dacca.

2., Craduate level tzaininé facilities in "Public Administration®
should be provided by setting up Institutes of Public Admi=-
nistration in Rawalpindi, Dacca and Lahore, Besides providing

graduate level pre-entry to Service training for student,

- 9:9.—
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these Institutes should also be used for the training of
Gazetted Public Servants at the junior and intermediate levels.
In addition, post-entry to Service training should be provided at
the junior and intermediate levels at the Village Develop-
ment Academies at Comilla and Peshawae,
5. Training facilities at the highest level should be provided
at the Administrative Staff Ccllege.

2« The Government of Pakistan have also decided to set up an Admi-
nistrative Training Council under the Establishment Division to en=-
sure coordination in the field of Public Administration training at
all levels and to advise on future planning. This Council will be
presided over by a Cabinet Minister and will consist of the following:

l. 3Secretary, Finance,

2. Secretary, Education,

3. Secretary, Establishment,

4, Provincial Chief Secretaries,

5. Principal of the Administrative Staff College, and
8. Director, Civil Service Academy,

8+ As a corollary to the above Policy, steps are being baken to
review existing overseas training programmes which have tended to
multiply unjustifiably in recent years and which are not always re-

lated to Pakistan's own needs. In this connection, a decision has
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already been taken to discontinue Project 105 (Executive Develop-
ment Programme at the University of Southern California under the

auspices of I.,C.A,) after sending out the present batch of trainees.

4, The Ministry of Education will be responsible for arranging
the facilities at (1) under paragraph 1 above,

With regard to (2), it is hoped that aid will be forthcoming from
the I,C.A, to set up the Institutes of Public Administration at
Rawalpindi, Dacca and Lahore and a separate letter is under issue
asking for the views of the Pronvincial Covernments regarding the size,
etc., of these Institutes,

With regard to (3) of paragraph 1 above, a Principal has already
been appointed and it is hoped that the College will start function-

ing next winter.



APPENDIX II

A Panoramic View of the Course of Studies for Session 7

Time

Syndicate Subjects

Seminar on Development

First half of
the Course

Second half
of the Caéurse

I. GENERAL ADMINISTRATION

(a) Organization Structure

(b) Internal Cooperation and
Communication

(c) Personnel Management,
Recruitment, Training
and Incentives

(d) Delegation, Control and
Accountability

(e) Project Planning; Bud-
geting & Financial Control

ITT. PROGRAMME ADMINTISTRATION

(a) The Constitution and
Local Government

(b) Education

(c) Agriculture

Mmu Industry

e) Social Welfare

IV. BIOGRAPHY =

(a) A Study of Administrators
(1) Lord Curzon
(2) Sir Syed Ahmad Khan
(3) Henry Ford

Development Administration

Introduction:

Formal Organization

Major Administrative Concepts

Informal Organization
Spécialist and Generalist
Decision-Making

Power

Policy and Administration

Aids for the Administrator
Personnel
Financial Process

Research
Statistics

IT. FIELD RESEARCH

Development Economics
Problems of Economic Growth
Economic Disparities and Regional Ba=
lance in Development Planning in Pakistan
Resource Allocating and Economic Plan-
ning in Pakistan
Socialist Economic Planning
Money, Price Levels, Inflation
Pakistan's Foreign Trade and Com=
mercial Policy
Fiscal and Monetary Policy
Capital Formation, Savings and Investment
Government's Economic Role
The European Common Market, Britain

and the Commonwealth

Foreign Ald and Investment in ‘Pakistan
Economic Statistics-Concepts, Methods
> and Uses

Administrative Problems in Project Planning and Execution
(2) Study of Mangla Dam Project in West Pakistan
(b) Study of Ganges Kobadak Projects in East Pakistan

(b) The Role of the Administrator
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APPENDIX III
(List of the persons contacted)

Inayatullah,C.S8.P., Secretary to Government of West Pakistan,

Services and General Administration, Lahore.
M.A.K.Beg,C.S.P., Director National Institute of Public
Administration, Lahore,

Anwer Tahmasp Khan,P.C.S., Instructor NIPA, Lahore.

Zohra Waheed , Research Associate, Pakistan Administrative
College, Lahore,

Raja Mohammad Afzal, P.C.S., Director Rural Development
Academy, Peshawar.

S. Malik, Civil Service Academy, Lahore.

Dr. Nassar Islam, Department of Public Administration,
University of the Panjab, Lahore,

Abdul Mueed Siddiqi Finance Services Academy, Lahore.
Asgar A. Sheikh, Assistant Director, Secretariat Training

Institute, Karachi.

10, Dr., Aslam Niaz , Instructor , NIPA, Lahore.
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