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Dear Salman Sahib,


On November 1, 2005 I had been directed to undertake an assignment of examining he transfers and postings of Administrators and Primary Teachers of Education Department and analyze the effectiveness of Government policies in regulating the same. The report has now been finalized and is being enclosed herewith. 


Our major findings indicate that most of the Administrators at the district level do not complete the minimum tenure prescribed under the policy. This mostly happens in the cases of line officers rather than staff officers. As regards the teachers, their average normal tenure is more than 5 years which is also a matter of concern. The Government policies in vogue since 1996 have been examined. It is further observed that these policies have not been effective in regulating these transfers. 


The conclusion was arrived at after data was collected and extensively analyzed. Postings of EDOs in the province since August, 2001 when new system was set in place has been collected and examined from various angles. To examine the pattern of primary school teachers transfer, three Taluqas of Badin, Thatta and Hyderabad i.e. Talhar, Shah Bander and Taluqa Rural Hyderabad respectively were collected and examined. Lastly, the transfers and postings policies approved by the different provincial Governments and followed by the Administrative Departments were reviewed in detail. The effectiveness of the same with regard to postings and transfers was also examined. 


If you or any member of ESRA has any additional questions, I shall try to answer the same. Thank you for giving me the opportunity to contribute towards the cause of promotion of primary education. 








Yours sincerely, 





                     ( MOHSIN MUSHTAQ CHANDNA )

EXECUTIVE SUMMARY

REPORT ON TRANSFERS AND POSTINGS OF DISTRICT

ADMINISTRATORS AND TEACHERS IN EDUCATION

DEPARTMENT WITH REFERENCE TO TRANSFER POLICY

OF THE GOVERNMENT.

This report responds to the task entrusted to the Consultant by Mr. Ahmed Salman Hymayoon, Deputy Chief of Party, Education Sector Reforms Assistance Program, Islamabad to probe into the frequency of postings and transfers of Administrators and teachers in the Education Department. The Consultant was also asked to review the policies in vogue from time to time and examine the effectiveness of the same. 


The Study was designed to address the problem from three different angles. To begin with, data on postings and transfers of all EDOs in the province and other Administrators in three Districts were collected. The same was examined from the angle of frequency of transfer, time of transfer, political economy and the data bank available for these postings. Secondly, the data pertaining to postings and transfers of all male and female primary teachers in three Taluqas was collected. The same was also examined on the basis of their tenure in the present postings. Lastly, transfer and postings policies of the Government during last 10 years have been reviewed. The effectiveness of these policies in regulating transfers and controlling out of turn transfers have also been analyzed. 


Analysis of data provides a conclusive prove that the Government policies have not been able to regulate postings and transfers effectively. There have been large scale transfers of Administrators to the extent that 71% of EDOs posted in the province could not even complete the minimum one year tenure. It was also observed that EDOs were transferred with utter disregard to academic session. The tenure of primary teachers is entirely opposite to that of Administrators. Out of the three Taluqas only primary teachers (female) in Taluqa Talhar show that 18% of teachers had a tenure of 5 years or more. While for remaining 5 categories i.e. all female teachers and male teachers of other two Taluqas show that at least 54% of the teachers have a stay of over 5 years. These long tenures of the teachers on one place of posting show that department does not adopt a proactive approach towards training and capacity building of the teachers. It is also apprehended that many of such teachers may not be actually performing their duties. 


The Consultant has therefore recommended that there is a need of developing a data bank and internal mechanism to arrest not only the frequent transfers of Administrators but also to initiate transfers of teachers with over extended tenures. It is also recommended that the criteria for selection of Administrators at the district level should be more clearly defined, so that the number of officers eligible for these postings can be decreased which will also alleviate the pressure on the Administrative Department. The NGOs can play a supportive role in implementing these suggestions. They can watch the transfers and postings of officers and observe if they adhere to the prevalent policies. Lastly, the NGOs can also address the issue of shortage of female teachers at the Taluqa level as in Shah Bandar, District  Talhar there are only 14 female teachers as against 233 male teachers.  
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BACKGROUND AND INTRODUCTION


Noble laureate Mr. Simon S. Kaznets emphasized upon the improvement of acquiring knowledge and the capacity and training of its population to use this knowledge effectively. Leading World Bank Economists George Psacharopoulos and Maureen Woodhall also indicated that the average rate of return to education is higher in less developed countries compared with developed countries. Primary education is considered to be most effective for overcoming absolute poverty and reducing income inequality. Pakistan unfortunately has one of the lowest literacy rates in South Asia. Despite various programs, it has not been able to increase literacy level through increase in enrollment and decrease in dropout rates. Various factors which could not create a conducive environment for accelerated recovery include lower per capita expenditure for education in general and primary education in particular, large income disparities between urban and rural areas, apathy of parents towards primary education in general and girls’ education in particular, politicizing of administrative education set up and frequent transfers of teachers. While the first three factors are beyond the scope of this study, the present work aims at analyzing effectiveness of transfer policies and developing possible linkage between the frequent transfers of Administrators as well as teachers with the decline in primary education. 


It is generally believed that the feudal lords do not favour efforts aimed at promoting primary education in their territories and to enforce their will they do not allow Administrators and Teachers to complete their normal tenures. Contrary view, however, to this belief is that while the Administrators are frequently transferred from one place to the other, the primary school teachers, once posted in a school of their choice, remain there for longer than normal tenures resulting in complacency and lack of motivation. In the present study the Consultant has collected data of all the Executive District Officers (EDOs) posted in the province since August, 2001. The data has then been examined from various angles and the findings of the same have been measured on the aforementioned yardstick. In view of the large number of primary teachers, the Consultant selected one Taluqa each from three Districts of Sindh: Thatta, Hyderabad and Badin i.e. Shah Bandar, Taluqa rural Hyderabad and Talhar respectively. Data has been presented in the form of date of joining service and date of present posting and the findings have been compared on the pattern of those of administrators. A great difference between the number of female and male teachers in all the three Districts has also been highlighted and the findings pertaining to the same have also been incorporated in the study. 

Problem Statement 


During last few years gigantic efforts have been made by Government and non-government organizations for strengthening of institutions and capacity building of teachers and administrators so as to improve learning process, however the service delivery has remained far below the mark. In this context, the major area of concern can be summarized as

“Frequent postings and transfers of Administrators and Teachers make implementation of policies difficult. To make the matters worse, these transfers are made in blatant violation of transfer policies and that too in the middle of the Academic Years without any respect to examinations or professional courses which reduces the effectiveness of professional development programmes”. 


Frequent postings and transfers have been a major area of concern for all political governments. As a rule of thumb, whenever the political governments tend to get weaker the frequency of such transfers increases which in most of cases involves violation of rules, notifications and policies. For instance, in Mirpurkhas District in a period of less than two years, three EDOs were transferred. Similarly, in Nawabshah District, in less than four years, five EDOs were transferred. 


To examine the above stated problem, relevant data pertaining to postings and transfers of Administrators and Teachers have been collected and examined against the policies on transfers and postings applicable during last ten years.  

Data and Problem Analysis

According to the initial design of the study, transfers and postings of all EDOs Education were to be examined threadbare. Moreover, transfers and postings of all male and female primary teachers in one Taluqa each of Hyderabad and Badin Districts were to be collected. However, later, as desired by ESRA, Thatta District was also included so that ESRA, which is working in Hyderabad and Thatta Districts, could compare the findings of these two Districts with District Badin. Moreover, postings and transfers of all District Officers (D.Os) Elementary and D.Os Academics and Training were collected as these officers are directly involved with training of Primary Teachers. Furthermore, the postings and transfers of all male and female Assistant District Officers (ADOs) of Taluqas rural Hyderabad, Talhar and Shah Bandar were collected so as to analyze the postings and transfers of Administrators at Taluqa level.    

ADMINISTRATORS


To begin with, the District-wise list of EDOs posted in Sindh has been compiled and enclosed as Annex ‘A’. This list serves as the basic primary data for analysis. Excluding the caretaker / temporary assignments, 68 regular officers have been posted to date as EDOs in 16 Districts of the province. Considering that such a large number of officers has been posted in less than 4 ½ years, is definitely a matter of concern. When these postings and transfers are examined in detail, it is observed that 17 officers have been posted twice while Professor Rafiq Ahmed Siddiqui has been posted as EDO in three Districts. List of officers who have been posted as EDO more than once is enclosed as Annex ‘B’. Furthermore, it may be observed that out of total 68 orders 16 officers are working at present so the total number of officers posted and transferred during last 4 years and 4 months is 52 (Annexure ‘C’). Out of the 52 officers in Annexure ‘C’ on 37 occasions officers were transferred within a period of one year, on 12 occasions officers were transferred with in a period of one to two years while there are only 3 officers who have had tenure of 2 to 3 years. The percentage-wise results are given below:- 

TABLE - I

	COMPARATIVE STATEMENT

	POSTING / TRANSFERS OF EDOs (EDUCATION) SINDH

	DURING LAST FIVE YEARS

	Duration
	No
	%

	One year or Less
	37
	71.1

	One year to Two Years
	12
	23.1

	Two Years to Three Years
	3
	5.8

	Total
	52
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From the above mentioned table, it is evident that more than 71% of the officers have not been able to complete even one year in office. As regards the analysis of officers currently posted as EDOs it shows that out of 16 officers currently posted as EDOs, 6 officers have tenure of less than one year, 8 have tenure of one to two years and two have spent between two to three years at their current places of posting. As observed earlier the trend of present incumbents is relatively more respectable which indicates stability of Government also!

Political Economy of Transfers

The data has also been examined to identify the officers who have been posted on more than one occasion (Annexure ‘B’). For instance, out of the 17 officers who have been posted as EDO more than once, 6 were posted twice in the same District which is suggestive of political inclination behind the re-posting of officers. It is also interesting to note that in District Khairpur the intervening period between re-posting of the officer who had completed two years, was only 3 months. Similarly, the officer in Thatta after completing 2 years was reposted after a gap of nine months. The officer in District Jacobabad had tenure of 8 months in 2003 and less than 3 months in 2004. The officer in Shikarpur spent 9 months in the first tenure however, in the second tenure he has spent about 2 years and 3 months. In Dadu, the officer had spent 9 months in first tenure and 4 months in second. The only officer who has been posted in three Districts as EDO has spent a little less than a year in Khairpur, Shikarpur and Nawabshah each. From the aforementioned analysis, it is evident that the postings and transfers of officers have been made with a political angle as no administrative policies would allow such transfers. It is also a matter of concern that instead of developing a human resource bank for officers who can be posted as EDO and may be given special training, the officers are being selected on pick and choose basis and hence the efforts of the Government for training and development of officers remain ineffective. As regards large number of officers who were transferred before completing a year, it is important to mention that the same is in utter disregard of the Government policies which repeatedly mention that officers should spend at least one year at their places of posting. These policies are discussed in the next section.   

D.O. ELEMENTARY, D.O. ACADEMICS AND ADOs


The details of officers posted as D.O Elementary, D.O Academics and Training and ADO in the three Districts and three Taluqas is given below:-

TABLE –II

D.O. Education (Elementary) Badin, Thatta and Hyderabad

	S.NO
	NAME OF OFFICER
	DISTRICT
	FROM
	TO

	1. 
	Mrs. Roshan Akhtar Shah
	Badin
	14/08/2001 
	05-03-2004

	2. 
	Mr. Abdul Karim Memon
	-do-
	03-06-2004 
	25-10-2004

	3. 
	Mr. Bashir Ahmed Memon
	-do-
	26-10-2004 
	21-04-2005

	4. 
	Mst. Safia Amir Arbab
	-do-
	29/06/2005 
	21-11-2005

	5. 
	Mrs. Almas S. Junejo
	-do-
	22-11-2005 
	To date

	6. 
	Mr. Muhammad Haroon Memon
	Thatta
	17-08-2001
	13-03-2002

	7. 
	Mr.Ghulam Akber Laghari
	-do-
	12-03-2002
	09-12-2002

	8. 
	Mr. Noor Ahmed Shah
	-do-
	10-12-2002
	To date

	9. 
	Ms. Umra Zia Bhutto (In charge)
	Hyderabad
	30-08-2001
	15-01-2002

	10. 
	Ms. Najma Balouch
	-do-
	15-1-2002
	15-2-2005

	11. 
	Syed Muzafar Hussain Shah
	-do
	15-2-2005
	To date


TABLE – III

D.O. Education (Academics & Training) Badin, Thatta & Hyderabad

	S.NO
	NAME OF OFFICER
	DISTRICT
	FROM
	TO

	1. 
	Mr. Sher Muhammad Kashmiri
	Badin
	26/11/01
	9/4/02

	2. 
	Mr. Saleem Shaikh (In charge)
	-do-
	10/4/02
	25/8/02

	3. 
	Mr. Ghulam Mustafa Rahu
	-do
	26/8/2002
	6/2/2004

	4. 
	Haji Saleem Memon
	-do
	7/2/2004
	To date

	5. 
	Mrs. Nazeer Talpur
	Thatta
	17/08/2001
	17/12/2002

	6. 
	Mr. Mumtaz Ali Kuwaja
	-do-
	31/12/2002
	15/02/2004

	7. 
	Mr. Muhammad Ayoob Kahyo 
	-do-
	16/02/2004
	To date

	8. 
	Ms. Umra Zia Bhutto
	Hyderabad
	13/8/2001
	30/1/2004

	9. 
	Mr. Muhammad Sajjan Mallah
	-do-
	1/6/2004
	To date


TABLE – IV
A.D.O. (Female) Talhar, Shah Bander & Rural Hyderabad

	S.NO
	NAME OF OFFICER
	Taluqa
	FROM
	TO

	1. 
	Mrs. Ume-e-Kalsoom
	Talhar
	15/8/01
	31/5/02

	2. 
	Mrs. Rahima Jamali
	-do-
	1/6/02
	25/8/03

	3. 
	Mrs. Mumtaz Jamali
	-do-
	26/8/03
	15/4/05

	4. 
	Mrs. Feroza Akhtar
	-do-
	16/4/2005
	To date

	5. 
	Mst. Nusrat Bano
	Shah Bander
	17/08/2001
	09/02/2003

	6. 
	Mst. Kazbano Dars
	-do-
	10/2/2003
	30/12/2002

	7. 
	Mst. Fatima Khuwaja
	-do-
	16/6/2003
	15/12/2003

	8. 
	Mst. Kazbano Dars
	-do-
	15/12/2005
	10/10/2005

	9. 
	Nasim Akber Memon
	-do-
	10/10/2005
	To date

	10. 
	Ms. Naseem Saleh 
	Rural Hyderabad
	16/6/1999
	10/10/2002

	11. 
	Ms. Rasheeda Soomro
	-do-
	11/10/2002
	18/2/2003

	12. 
	Ms. Sabiha Memon
	-do-
	19/2/2003
	2/4/2003

	13. 
	Ms. Fahmida Shahwani
	-do-
	3/4/2003
	7/11/2003

	14. 
	Ms. Farasat Sultana
	-do-
	7/11/2003
	To date


TABLE – V

A.D.O. (Male) Talhar, Shah Bander & Hyderabad

	S.NO
	NAME OF OFFICER
	Taluqa
	FROM
	TO

	1. 
	Mr. Rasool Bux Leghari 
	Talhar
	15/8/2001
	May, 2002

	2. 
	Mr. Khair Muhammad Kerio
	-do-
	6/9/2002
	6/9/2004

	3. 
	Basheer Ahmed Mallah
	-do-
	June, 2002
	Sept 2002

	4. 
	Muhammad Aslam Khowaja
	-do-
	7/9/2004
	To date

	5. 
	Mr. Ghulam  Hussain Talpur
	Shah Bander
	1/9/2003
	9/2/2003

	6. 
	Mr. Abdul Latif Khan
	-do-
	16/8/2003
	1/6/2004

	7. 
	Mr. Ghulam Hussain Talpur
	-do-
	2/8/2004
	To date

	8. 
	Mr. Nabi Bux Memon 
	Hyderabad
	14/3/2000
	3/5/2003

	9. 
	Mr. Khuda Bux Memon 
	-do-
	1/7/2003
	7/4/2004

	10. 
	Mr. Muhammad Ashraf Memon 
	-do-
	7/4/2004
	14/10/2004

	11. 
	Mr. Yar Muhammad Shah
	-do-
	14/10/2004
	6/3/2005

	12. 
	Mr. Saeed Ahmed Noonari
	-do-
	8/4/2005
	To date



A comparison of above tables shows that in Badin District, 5 officers have been posted as D.O. Elementary, while three officers have been posted in Hyderabad and three officers have been posted in Thatta. As regards, D.O. Academics and Training, 4 officers have been posted in District Badin, two officers in Hyderabad and three officers in District Thatta. Lastly, 4 officers each have been posted as ADOs male and female in Talhar. While 6 officers have been posted as ADO male and 5 officers have been posted as ADO female, in Taluqa Hyderabad. Finally 3 officers have been posted as ADO male and 5 officers have been posted as ADO male in Taluka Shah Bandar District Thatta. This data has been presented to show the frequency of transfers between line officers like ADOs and Dos Elementary and those performing staff functions like Academics and Training. 


From the above mentioned figures, it is evident that the frequency of transfers is far greater for line functions like ADOs and DOs Elementary while on staff jobs like D.O. Academics and Training, the officers enjoy relatively longer tenures. 

TEACHERS


The list of male and female Primary Teachers posted in Taluqa Rural Hyderabad, Shah Bandar and Talhar is enclosed as Annexure ‘D-I, D-II and D-III’. Briefly there are 54 female and 346 male teachers posted in Taluka Talhar District Badin while in Taluka rural Hyderabad 266 female and 637 male teachers are posted. Lastly in Taluka Shah Bunder Distt Thatta 14 Female and 233 male teachers are performing their duties. The tenure of these teachers has been categorized according to their tenure of posting as one year or less, one to two years, two to three years, three to five years and more than five years. The information gathered from the analysis of data is given below:-

TABLE – VI
	COMPARATIVE STATEMENT 

	POSTING OF TEACHERS (MALE/FEMALE) IN DISTT. BADIN

	 
	FEMALE
	MALE

	Duration
	No
	%
	No
	%

	One year or Less
	7
	13.2
	17
	4.91

	One year to Two Years
	1
	1.68
	36
	10.4

	Two Years to Three Years
	3
	5.66
	154
	44.5

	Three Years to Five Years
	7
	13.2
	77
	22.25

	More than Five Years
	36
	66.66
	62
	17.91

	 
	54
	 
	346
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TABLE – VII
COMPARATIVE STATEMENT

POSTING OF MALE / FEMALE TEACHERS OF DISTT. THATTA

	
	FEMALE
	MALE

	Duration
	No
	%
	No
	%

	One year or Less
	NIL
	
	1
	0.4

	One year to Two years
	NIL
	
	15
	6.4

	Two years to Three years
	1
	7.14
	26
	11.15

	Three years to Five years
	1
	7.14
	48
	20.60

	More than Five years
	12
	85.71
	143
	61.37

	Total
	14
	
	233
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	TABLE – VIII
COMPARATIVE STATEMENT

	POSTING OF TEACHERS (MALE/FEMALE) IN DISTT. HYDERABAD

	
	FEMALE
	MALE
	

	Duration
	No
	%
	No
	%
	

	One year or Less
	24
	9.0
	128
	20.04
	

	One year to Two Years
	1
	0.3
	55
	8.6
	

	Two Years to Three Years
	11
	4.1
	49
	7.6
	

	Three Years to Five Years
	47
	17.66
	60
	9.4
	

	More than Five Years
	183
	68.79
	345
	54.16
	

	Total
	266
	 
	637
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Contrary to the case of administrators where only one officer had completed the tenure of three years as D.O. Elementary Hyderabad, the picture of teachers’ tenure of postings is quite different. For instance, in Taluqa Talhar, District Badin, 66% of female teachers had a stay of over 5 years while 18% of male teachers had a stay of over five years. Similarly, in Taluqa Shah Bandar, District Thatta, 85% of female teachers and 61% of male teachers had a stay of over 5 years. Lastly, in Taluqa rural Hyderabad, 69% of the female teachers and 54% of male teachers had a stay of more than 5 years.  If we consider the period of three years as normal tenure then 21% female teachers and 60% male teachers had a tenure of 3 years or less in District Badin while 7% of female teachers and 18% of male teachers had a stay of 3 years or less in Thatta and 13.5% female teachers and 36% male teachers have a stay of three years or less in Taluqa rural Hyderabad. These comparisons provide a conclusive proof that unlike Administrators where not a single E.D.O. had completed the normal tenure of three years, at least 50% of the Primary Teachers (with the sole exception of male teachers of Talhar) stayed for over 5 years in one school. We may therefore develop a hypothesis that the Administrators, especially those in line functions, are not allowed to complete even 2 years while the Primary Teachers tend to stay for a longer period which may be affecting the standard of education in rural areas.   

POLICIES ON POSTINGS AND TRANSFERS


To ensure continuity of Government policies and providing sufficient time to the Administration for implementing strategies designed by the Government, the most important instruction on posting and transfer has always remained that, “no officer should be normally transferred till he completes normal tenure of three years”. However, for “not normal transfers” separate instructions are issued by the S,GA&CD from time to time. The circumstances in which these “not normal transfers” can be invoked may be action on disciplinary grounds or posting of a better officer in public interest. To judge whether circumstances for such postings exist, at times, the transferring authority itself is not considered a competent forum and hence approval of a level higher than the transferring authority is involved. Similarly, sometimes Ministers issue instructions that the Administrative Secretaries should put up the case to them for confirmation of these orders. 


The postings and transfer policies issued vide letter No. SOI(S&GAD)-6/24/96 dated 30th June, 1996 by the Services, General Administration and Coordination Department (S,GA&CD) stated that: 

1. No officer (BPS-16 and above) should normally be transferred till he completes his normal tenure of three years. However, in special circumstances where transfer before completion of the normal tenure period becomes necessary prior approval of the authority higher than the competent authority will be obtained. No transfer could be allowed under any circumstances before completion of one year on the same post, except with the approval of Chief Minister. 

2. No officer should be allowed to continue in the same post for more than 3 years. If his continuance beyond this period is considered unavoidable in exigencies of service, the orders in writing of the next superior authority should be obtained and in that case the maximum period will be 5 years. 

3. Above mechanism shall also equally apply to the officials of BPS-1 to 15. 

The policy has been in vogue since 1996 with slight variations. In January 2003, a ban on postings and transfers was imposed, however, the then Chief Minister vide letter No. PA to DS (S.I)(S&GAD)-1874/03 dated 16th April, 2003 allowed the departments to transfer their officers, in relaxation of ban, on following grounds:

1. Where it is thought necessary to fill up the vacant positions on administrative grounds. 

2. When the awaiting posting officers are to be posted (preferably against some vacant position). 

3. The officers could be posted on their promotion. 

4. On occurrence of a vacancy due to retirement or death of a civil servant. 

The ban was finally lifted vide letter No. SOI(SG&CD)-6/25/2003 dated 20th Sept, 2004  subject to following conditions:

1. All transfers and postings shall be made judiciously and on merit so as to promote good governance and professionalism. 

2. All the officers / officials transferred and posted will not be transferred again before completion of at least one year. If in case of exigency, the posting / transfer of such officer are required to be made before completion of one year, prior approval of the Chief Minister, Sindh shall be obtained. 

3. Officers / officials posted on the Chief Minister’s Directives shall not be transferred without prior approval of the Chief Minister. 

Lastly, S,GA&CD through letter No. SOI(SGA&CD)-6/25/2003 dated 19th November, 2005 reiterated the instructions of Chief Minister Sindh as under:

“All the officers / officials transferred and posted will not be transferred again before completion of at least one year. If in case of exigency, the posting / transfer of such officer is required to be made before completion of one year, prior approval of the Chief Minister, Sindh shall be obtained”. 


The intent and purpose of these policies and instructions has been to ensure transparency and good governance. It was also expected that this will reduce the political pressure on the Administrative Secretaries. 

ANALYSIS OF POLICIES


The policies and instructions in vogue during last 10 years have not been able to achieve the desired results and hence failed to deliver the goods. While the political pressure on the transfers and posting of officers is an undeniable fact, it is pertinent to mention that even non political Governments have succumbed to the outside pressures resulting in premature postings and transfers. For instance, the new Devolution system was in place in August, 2001. From August 2001 till December, 2002 when no political Government was in place and the District Nazims were also advised to refrain from exerting pressure for transfers and postings in violation of rules, a large number of transfer orders were issued. The spate of transfers by no means did a favour to Devolution which required continuity of officers to erect and strengthen the new system on ground. Also the same was against the basic policy of not transferring any officer within one year. During the period from Aug 2001 to Dec2004 10 (EDOs) Education, were transferred before the political set up was restored in December, 2002. Moreover, in District Hyderabad two EDOs were transferred during this period while in District Nawabshah, three EDOs were transferred from August, 2001 till 31st December, 2002. It is therefore, evident that the Administrative Departments did not sustain the pressure of the Local Governments, if any, and transferred the officers before allowing them to complete one year. 

Political Economy


While the number of teachers is very large the initial impression would be that the transfer of teachers will also be large on the pattern of Administrators however the long tenures of teachers at one place of posting shows that the policies have again failed to ensure transfer of teachers after completion of more than normal tenure of five years. The mechanism and political involvement behind these transfers and postings can be judged on the parameters given by Robert Wade of University of Sussex in his Article, “The market for public office: Why the Indian State is not better at development”. The author in his article has stated that, “transfer mechanism used in many departments of Indian States involved a kind of internal labour market in which corrupt forces exert pressures for the postings on certain posts. The pressure on such officials to be corrupt causes them to behave in ways contrary to the ostensible objectives of their departments. Why is the Indian state not better in development? To an important degree, because of the corruption-transfer mechanism and its effects on bureaucratic initiatives”. 


The author in his article has further stated that in every department there are a few selected posts, for which officers apply pressure and use corrupt practices for postings. Since these posts are lucrative, therefore parochial or market place corruption triggers transfer mechanism. The author has also stated that for the non lucrative posts, neither there are candidates who want to spend money nor there are any incentives for the administrative machinery to transfer officers as it follows the principal of “laissez faire”. In the context of Administrative Department, this policy literally means, “that Government should intervene as little as possible” and the transfer of teachers fits well on this phrase. It is therefore quite understandable as to why teachers in general and primary teachers in particular are literally dumped at one place and allowed to spend ages in the same place. Another reason why these teachers are allowed to continue at one place for such a long time is that many of such teachers do not actually perform their duties and exist on paper only. In the countrywide Drive conducted with the help of Pakistan Army against ghost schools and ghost teachers in the year 1998 and 1999, thousands of ghost teachers were unearthed. It was proved that their salaries were being drawn by corrupt officials with the help of local influential. The result of the Drive on annual examinations is enclosed at Annex ‘E’. It may be observed that in 1999 and 2000, the pass percentage in SSC examinations was as low as 34% and 26% in Hyderabad Board, 12% and 36% in Sukkur Board and 70% and 55% in Larkana Board which surged to the level of 80% in 2004 in all these Boards. 

Transfers and postings during Academic Session

Good governance demands that Administrators should be selected after thoroughly examining their administrative capabilities and ability to sustain pressure. It would therefore have been most appropriate if Education Department had developed a Human Resource Bank for administrative postings and provided the selected officers special training to implement the policies. The Department also could have identified periods during which the officers would not be transferred. Unfortunately, a cursory glance of Annexure ‘A’ would show that this parameter is attached less importance. The Annexure also shows that the officers are transferred through out the year. Moreover any Grade 19 officer can be posted as EDO Education in small Districts. This provides a very large number of Associate Professors of BPS-19 who are lured by the administrative facilities and temptations and search for the political sponsor to get these posts. Education Department unlike other Departments has the biggest problem of availability of a large number of officers who can be posted as EDOs, Dos and ADOs. No wonder we find that most of the EDOs are dumped after one posting and replaced by new untrained officers. 


As regards transfers of teachers, it may be observed that at the lowest tier of administration some sanctity is attached to the academic year and mostly teachers have been transferred in April or August, which coincided with the then starting of academic year and reopening of schools after summer vacations. 

Conclusion and Recommendations


Absence of political will can defeat even the best policies is an old cliché. Education Department is probably the best example where the policy regarding selection of officers and their continuity is under extreme pressure and scrutiny. The extent to which the Education Department implements these policies in letter and spirit can be judged from large number of transfers of line officers and its inability in maintaining any record of these officers. It has also not been able to devise an in-house policy which can reduce the number of eligible teachers who can be posted as District level Administrators. Collection of data presented in the Annexures should not have been an issue for an efficient administrative department. However, the Consultant had to run from pillar to post for collection of the same. The Department could not even produce copies of 68 notifications through which the EDOs had been posted in the Districts. It can therefore be concluded that the postings and transfers of Administrators are not initiated by the Department rather these are the result of external pressures. Quite understandably, the teachers tend to avoid shifting from one place to the other within the Taluqa and even with in the Union Council. Therefore, there is no pressure at the lowest tier of Administrators for their transfers and hence they manage to stay for longer periods at their place of postings. 


There is an urgent need for developing a data bank and internal mechanism to arrest the frequent transfers of Administrators and initiate transfers of teachers with extra ordinarily long tenures. In this regard, the NGOs can be proactive and report glaring cases to the Administrative Department. They can also assist the Departments in developing softwares for regularly updating postings and transfers of teachers and identifying schools without teachers. The NGOs should some how keep themselves abreast of the prevailing policies and monitor major transfers if they are made in accordance with the policies. The NGOs can also help the Government in narrowing down the selection criteria for posting of Administrators. They should also be more circumspect regarding perks available to Line Officers as against staff officers.  


Last but not the least, the Department should also look at the huge difference between number of male and female teachers at the Taluqa level. In the three Taluqas selected by the Consultant, the number of female teachers is less than 1/3rd of the male teachers which also refers to the gender disparity and an increase in girls students drop out rates. The same ought to be taken up by the NGOs and the Administrative Department on fire fighting basis, if we have to increase the literacy rate, especially at the rural areas of Sindh.      
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