
The Need for a Wide Debate 

¢ PIDE series on institutional reform are 
important to generate a national debate on 
this important notion of getting the 
government right.

¢ The discussion on any such institution 
should therefore not be seen as a critique. 
Instead this should be a regular subject of 
public policy research in all our universities.

¢ Civil service is a key organization for any 
age, any country, any organization and 
therefore a key determinant of the country's 
success in everything including record 
keeping, security, policy, M&E and 
economic development.

¢ Critically success depends on ensuring 
good systems for government policy 
development, M&E and management of 
community, cities and organizations. 
Several Nobel's have been awarded for this 
research.

¢ Civil service reforms are a central subject 
for development in Pakistan. Unfortunately, 
there is a lack of understanding of civil 
service. Institutions are important for 
economic development & growth. 

¢ Reforms are not only changing names of 
things but the connections are important. 
We have to connect with the actual public 
sector, organizations & institutions. We 
need to connect with matters, edifice of civil 
service and the notion of reforms.

The Debate is not Intended to Vilify

¢ When we discuss civil service, it is to review 
the workings of an institution and not 
against any one group. Every state

organization is trying its best and often 
d o i n g  f o o d  w o r k  u n d e r  d i ffi c u l t 
circumstances. So is the civil service.

¢ However, every state institution, especially 
the civil service must be kept under 
constant review and probably in a state of 
reform to improve key systems and 
processes which underpin national 
productivity. 

Efforts but little Reform 

¢ Largely people felt that we have been too 
slow in reforming our inherited colonial 
institutions. Reform while it is a continuous 
and slow process has not really taken root 
in Pakistan.

¢ NCOC and pub l i c  compan ies  a re 
representative of shorter version of 
reforms. NCOC worked well and is 
appreciated.

¢ In Pakistan, previous efforts done were 
meant for a certain cause. Executive 
problems were dealt and were taken as 
national reforms. Urgency of what is 
needed e.g. tax efforts and fixing FBR 
should not be considered as civil reforms.
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Decentralization, Autonomization, 
Professionalization  

¢ The main issue that everyone talked of is the 
extreme centralization of the way our current 
civil service structure is structured. The 

federal civil service at the pinnacle of which 
is PAS controls almost all areas of 
g o v e r n a n c e — c i t i e s ,  e d u c a t i o n a l 
institutions, regulatory agencies and many 
other areas of governance. The PAS acts as 
a central pyramid at the heart of the 
executive.

¢ Received wisdom of the operation of the 
executive suggests that there should be a 
c l e a r  s e p a r a t i o n  b e t w e e n  p o l i c y 
development and M&E, regulation, and 
implementation.

¢ Efficiency requires that effective service 
delivery be closer to the people. Thus, more 
local government is required but remains 
elusive.

¢ Similarly, efficiency requires that regulatory 
and delivery agencies (universit ies, 
hospitals etc.) should be independent and 
professionally staffed. 

¢ Above all, ministries are for M&E and policy 
development. They should stop running 
PSEs, attached departments, implementing 
policy taking transactional decisions and 
regulating markets

¢ At a minimum we need clear separation 
between the federal provincial and local civil 
services not the current pyramidal structure 
that exists.

Policymaking, Record Keeping and M&E 
¢ “Who makes policy” remains a confusion in 

our thinking. Currently, civil servants think 
policy is made by the politicians. In reality 
most of our policy originates in donor 
conditionality.

¢ Democracy  th rough  e lec t ions  and 
consultations develops a general will which 
have to be translated into legislation and 
policy. The bureaucracy 

has to do the work of policy development for 
the cabinet decision. It should not be merely 
using donor work.

¢ M&E of the economy was done by the civil 
service even in the colonial days and it is 
lying in the India office library. Record-
keeping of the civil service in those days 
served as M&E and is still used by research. 
Have we given up M&E? 

Regulation 
Regulation is a professional research and M&E
job and should be totally outside the purview of
the ministries for it to work effectively.

Perks, Privileges, Power

¢ Perks privileges and power need to be 
rationalized as they are non-transport and
distracting from the goal of public service. 

¢ Bureaucrats and politicians may not support 
each other but the reality is they cannot 
survive without each other.

Reform Efforts

¢ Too much tweaking leaving the old colonial 
system of centralization and confusion in
place. Reform is seen only as improving 
performance and some processes leaving 
key issues alone.

¢ Reform is always envisaged to keep the 
pace too slow, blaming it on politics. But it 
seems it is more a matter of politics within 
government service than political will.
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¢ There is limited research on the civil service 
and the public sector make no data available 
for such research.

¢ Sustenance of colonial superstructure which 
creates incentives that aligns interests of 
various aspects of the state of judiciary and 
provincial civil service or military or part or 
parcel of that. Any exit from the system, 
politicians or technocrats become allays of 
the  ex is t ing  sys tem to  sus ta in  the 
stethoscope and to prevent reform. Everyone 
talking about reforms is an allay. No 
occupational group is bad. Our civil service is 
an absolute asset.

¢ Reforms should not be group specific. 
Making people friendly reform is important 
where there is improved service delivery and 
increased transparency. Reforms are not 
giving undefined powers to bureaucracy  

Stakeholders 
Civil servants are a mirror image of society at 
large. Important stakeholder is the civil
servant himself. Karachi and Lahore are like mini 
states and still run by DC. They need good 
governance. State has to change now. Lateral 
entry was not supported. 

Clarity and Time Line for Reform Agendas 

¢ Purpose of civil service reform must be clear. 
If the reform agenda is for the monopoly of 
one group, then it has no sense and purpose. 
Reform must target development and growth 
in the economy through service delivery. 

Reform is a slow process and cannot be 
achieved in one or five year. It may take a 
longer period. The question is how much 
more time we  will take to bring suitable 
reforms? 

Recruitment and Mobility
¢ Why should recruitment be a once in lifetime 

event with a guaranteed career?

¢ Should there be lateral entry
¢ Should there be more mobility into and out of 

the civil service?
¢ Prev ious ly  re fo rms  were  pa r t i a l l y 

implemented. Were studies problematic? 
Were institutions not fair? 
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