
The Civil Services: Questions of Reform and Governance 
 

The three pillars of legislature, executive and the judiciary are the basis to run a modern 
State. The legislature has the primary responsibility of making laws for the State. That is 
why in a democracy, the legislature or the parliament is deemed to be sovereign. Neither 
the executive, nor the judiciary, can be placed at such a high pedestal of sovereignty. The 
law of the land is sovereign and this is made by the legislature. The executive enforces it 
and the judiciary defines any ambiguity and arbitrates any dispute that may arise in the 
implementation. 
 
The head of the executive, or more specifically, the government is called the President, 
Emperor, King, Sultan, Emir, Prime Minister, Chancellor, Chief Executive and the like, 
depending on the nature and form of government. Some countries may have more than 
one of the preceding designations but what concerns us here is the head of the 
government, and not the head of the State. 
 
The modern concept of government entails that the head of the government must be 
elected through universal suffrage by the people; the head of the State, on the other hand, 
is a non-elected post even in Britain, the mother of democracies. But then, the 
government cannot be run by a single person and that gives rise to the concept of 
Cabinet. So there are twenty to thirty men, running the government. The cabinet is a 
collective decision-making body. In the parliamentary form of government, it is the 
cabinet and not the prime minister, who makes the decisions. All the executive orders are, 
however, exercised in the name of the President. Unlike the private members of the 
legislature, each cabinet member does not have the same status. For the sake of 
convenience, each Minister is given a distinct portfolio and he is made responsible for his 
department. Now, any major policy decision on Education, for instance, is supposed to be 
taken by the Cabinet as a body, and not by the Prime Minister and not the least by the 
Education Minister on his own accord. But the Education Minister is certainly expected 
to act as the political head of the department, he should be aware of the problems in the 
sector, he should have a vision of the future and he is supposed to suggest policies for the 
consideration of the cabinet. 
 
The primary instinct of any creature in the Nature is survival. Same is the case with the 
State. The principal responsibility of the government is to defend the State from external 
aggression. If the State is safe and secure, the government can concentrate on 
development for which the policies are made. To run a State, that includes the defense 
and the development, a big infrastructure of trained manpower and establishment is 
required. For instance, armed forces are required to defend the country on the land, at the 
sea and in the air, hence the need for the army, nave and the air force. 
 
Likewise, on the internal front, the Federal Minister for Health cannot ensure high 
standards of health for the citizens of the country unless he has a whole Health division at 
the federal level to oversee the policy and administrative matters. The system also 
includes a large number of fully equipped hospitals, dispensaries and the rural health 
centre, duly staffed with qualified specialists, doctors, nurses and pharmacists etc. The 



same infrastructure is replicated at the provincial level where each government division is 
called a department. Then there are the local governments in each modern State, which 
deal with several functions of the local import like municipal and civic services. 
 
The officials running these three levels of government are called the public servants or 
more specifically the civil servants. The officials are called the public servants or the civil 
servants. The military and the civil service are the two parts of the government. If the 
State is a human body, then the government is its head or brain, the army is its arms and 
the civil service is its eyes and ears, its hands, its muscles and even its legs on which the 
body stands. 
 
Thus under each Federal Minister, there is the Secretary of the concerned Division. A 
federal secretary is a grade 22 officer and usually has 30 to 35 years of experience of 
public service behind him. He is supposed to assist the Minister in implementation of the 
government decisions and guide him on the policy matter. However, he is the sole 
repository of the administrative affairs of the department like transfer, postings and 
promotions. He has Additional Secretaries (BS-21), Joint Secretaries (BS-20), Deputy 
Secretaries (BS-19) and Section Officers (BS-17/18) under him. 
 
The Provincial departments are headed by the Provincial Ministers while the 
administrative head of the department is a Secretary. A provincial secretary is ordinarily a 
grade 20 officer, with 20 to 25 years of public service to his credit. The organogram 
below him moves through the Additional Secretary (BS-19), the Deputy Secretaries and 
Under Secretaries (BS-18) and the Section Officers (BS-17). 
 
The District set up has no parallel in the form of Ministers, however, the government 
officer heading the government used to be called, prior to the Devolution Plan, the 
Deputy Commissioner (BS-18), with upto 10-12 years of experience, assisted by a few 
Assistant Commissioners(BS-17). The post is now replaced by the District Coordination 
Officer (DCO), who is usually of a higher grade. Nevertheless, each department is headed 
by an Executive District Officer (BS-18/19), assisted by Deputy District Officers (BS-
17). 
 
Thus an Education department, for instance, is headed by the Federal Secretary at the 
central level, a provincial Secretary at the provincial level and an Executive District 
Officer at the district level. It can safely be said that the decision making level at the 
federal bureaucracy is BS-21/22, at the provincial level is BS-19/20 and at the district 
level is BS-17/18. All officers BS-17 and above are called Class-I Gazetted Officers. 
Support staff that starts from Naib Qasid/peon in BS-1 and usually ends at Office 
superintendent in BS-16 assists each officer. Some offices have other names for highest 
non-qazetted officer, like the Tehsildar in the administration and the Inspector in Police 
are both in grade 16. 
 
The civil service is a permanent body of individuals, expert and experienced in the field 
of administration, recruited through competition on open merit and trained at the elite 
institutions of the country. The Civil Services Academy at Lahore is one of the most 



prestigious institutions of Asia. It is the dream of many aspiring youth. And same is the 
case with the Pakistan Military Academy at Kakul near Abbotabad. But each batch at the 
CSA as well as the PMA, only accept 200 civil and military officers, respectively. 
 
The twelve elite services in the civil service of Pakistan together constitute the Central 
Superior Services, or the CSS, as it is called. These services are related to administration 
like DMG/Police, Diplomacy like Foreign Service, Communications like Railways/Postal 
Group and the public finance like Audit & Accounts Service, Customs etc. 
 
As fate would have it, most people idealize, rather idolize, government officers. Since the 
early years, the kids grow up nurturing the dreams of becoming a deputy commissioner, a 
superintendent of Police or, say, an army officer or an Air Force pilot. It is through a 
rigorous process of selection that includes merit cum fitness that the officers are selected. 
The officers are the cream of the nation and they are refined and groomed through the 
training at the elite courses. Most services in the civil as well as the military require 
capacity building professional courses and several type of exams for career progression. 
That is why the government officers usually betray a groomed, confident and impressive 
personality. Since the government is to be run by humans, the quality of governance in 
any country is a mere reflection of the quality of officers. In any case, in the civil as in 
the military, there is no such thing as good or bad staff, it is only the good or bad officers. 
 
If Pakistan’s civil services and the armed forces are distinguished for their 
professionalism, and over 80 countries of the developing world send their civil servants, 
diplomats, soldiers and pilots to get training in the civil and military institutions of 
Pakistan, it is only and only because, the selection and the recruitment process both for 
the CSA and the PMA in Pakistan, has largely remained immune from political 
interference. The human factor cannot be discounted, yet one may find a number of 
Secretaries whose son fails to qualify the CSS or the son-in-law of a Major General, who 
fails to get entry into the Command and Staff College, Quetta, an almost essential 
prerequisite for promotion beyond Major. 
 
Another important thing about the civil and military services is the pride in the traditions. 
The civil services have very strong traditions, largely inherited from the Indian Civil 
Service, and even now a dinner at the Deputy Commissioner/DCO House would betray a 
grandeur and grace reminiscent of the grandeur of the former Indian Civil Service (ICS). 
Same holds good for a regimental dinner night at an army unit. But dinners are not the 
only thing where the traditions are reflected. The discipline, the mannerism, the way of 
behavior, the pride in the group (Unit in case of armed forces), the regards for a batch-
mate (course-mate in case of army) and the like, are many of the traditions that 
distinguish a government officer. 
 
The civil service in Pakistan is proud of its past (and so is the army where the Unit 
histories and honors are traced right to the colonial dates). The British, it is claimed 
nevertheless, stayed here in the subcontinent for 200 years, not because of the strength of 
1,55,000 troops because 390 million Indians were too many for them, but for the 214 
Deputy Commissioners who were the steel frame. Even in Pakistan, the writ of the State 



owes and has always owed itself to the institution of the DC, the DCO or whatever the 
nomenclature is given to the top public servant in a district. Same is likely to remain the 
case in future. A friend once told me that whenever, he sees a traffic rush, an 
encroachment over a school, a broken water system or a dilapidated road, he curses a 
corrupt or an inefficient civil servant who must have been posted there in the past. But 
when he sees a lush green park, a well planned housing society or a row of streetlights, he 
acknowledges that some good officer in the past must have remained there. 
 
The pay and remuneration of a government officer are never too high in any society. It is 
the pride in representing the State, the satisfaction derived from public service, the 
respect in which the person and the esteem in which his office are held, as well as the 
security and social status, that are the factors drawing the best men and women of a 
country to the government service. 
 
In recent two decades, the service conditions and the service security have deteriorated to 
such a level that the quality of persons being inducted in the civil service are far from 
being the best. The pay of an officer has become so disproportionately lower than his 
counterparts in the private sector, that it is becoming increasingly difficult for him to 
ensure a good education for his children and a good medical care for his aging parents. 
The job security is no more, the freedom of decision is no longer there and the self 
respect is continuously at the mercy of illiterate persons holding petty political offices 
who can any time come and insult him in his office. 
 
The political governments in the past three decades have almost always been weak and 
shaky. The 2002 elections brought a PML-Q government at the center, and also in 
Punjab, Sind and Balochistan. The tally of the seats for the ruling party was as under; 81 
out of 342 at the Center and 121 of 371, 13 out of 166 and 21 out of 65 in the three 
provinces respectively. In the NWFP, the Muttahidda Majlis-e-Amal had secured 49 seats 
in the 130-member Provincial Assembly. Meaning thereby, that all five governments 
were formed after a lot of wheeling and dealing, bargains and compromises, carrots and 
sticks. Each government is a coalition government where the support of every single 
party and even a single MNA/MPA is crucial. 
 
Such weak governments cannot feel themselves strong and confident enough to 
concentrate on policy issues. Every policy is kept vague so as to annoy no one and the 
implementation runs into snags making the government officers helpless. The ministers 
are more concerned with exercising the authority in such visible, albeit trivial, forms such 
as transfers/ postings of junior government officiaries, to oblige people for the next 
elections. These activities do not fall under the purview of Ministers, but due to absence 
of the security of tenure, a Secretary or a DCO who tries to protest, gets removed the 
same very day. The other side of the coin is that the Secretaries do all the policymaking, 
something that is the domain of the public representatives alone, and the Minister only 
signs it. All this militates against the very essence of democracy where the people elect 
the leaders to discuss and make laws for them. The legislature expends its time and 
energy in quarreling over development funds while the Administrative Divisions prepare 
draft laws which are then promulgated through Ordinances. 



 
Admittedly, part of the problem lies in the weakness of the civil society. The ordinary 
public has not been educated enough to know that an MPA is there to make laws not to 
order the transfer of nurses, help register an FIR or assist in allotment of a plot of land. 
The three jobs can be conveniently better left to the Medical Superintendent, a Thanedar 
and a Property Dealer, respectively. An MPA’s greatness does not lie in ordering release 
of Zakat Funds. He may still be no less an MPA if he confines himself to lawmaking for 
which the people had elected him in the first place.  
 
Then comes the relationship between the Minister and the Secretary. In Pakistan, the 
former post is a political office and the latter is a bureaucratic position. The Minister 
usually calls the Secretary to his office on every petty issue or even a non-issue, just to 
show who is the boss. This war of egos bodes ill for the harmonious working of the 
government. In the United States, and even in Britain the Minister is called a Secretary, 
and a rough equivalent of what we call Secretary is an Under Secretary in the US. In 
some other countries where the Ministers are called as such, the Secretary’s equivalent is 
named as the Deputy Minister. This uniformity of nomenclature between the 
Minister/Secretary duo obviates, or at least vitiates, the belief of a political officer that he 
is somehow a greater piece of creature than the bureaucratic office whose only job is to 
do his biddings even in violation of his own conscience. Every civil service officer can 
recall incidents where the order of the political boss was inconsistent with the interest of 
the State, as understood by the officer. The public servant has unfortunately no recourse, 
especially in the developing countries where the loyalty to the government is taken as 
synonymous with the loyalty to the State. 
 
The military has also lost some of its professionalism partly because of the breakdown of 
the civil service time and again. When the political government does something wrong, 
the civil service is unable to resist it, nay, goes on to implement it all the same. The 
system collapses and the military moves in. The military government distrusts all 
civilians, the civil officers included, and the army is made to do the jobs that they are 
neither trained nor meant for it. The weak system weakens further and in the process, 
professionalism and the integrity of the armed forces gets negotiated. 
 
Still, the army as an institution has largely retained its identity, its discipline and its 
cohesion. These are precisely the areas where the civil services find themselves in 
shambles. One may discuss three major factors for this anomaly of weakness of civil vis-
a-vis the military services. 
 
For one, the armed forces have, as they say, the same blood running through the veins of 
every officer. There is no commanding officer of any unit, who is not a Lieutenant 
Colonel or equivalent, who had not got trained at the Pakistan Military Academy Kakul 
or who has not the same experience, exposure and career as the other Commanding 
Officers. The same is not true of the Deputy Commissioners/District Coordination 
Officers, hardly a fourth of the present ones are the Civil Service of Pakistan officers. 
Some are from DMG, ten percent of whom are inductees of the armed forces, many are 
from various provincial services (PCS/PSS), others are promotees from lower ranks. 



Such being the case, there is no chance of having a feeling of group identity, unity of 
thought, purpose and approach and a semblance of discipline. 
 
Secondly, unlike the armed forces officers, who have a pyramid like structure with one 
Chief but 400 Brigadiers and 5000 or so Captains or equivalent, the civil services have 
column like structures. Many army officers get retired at the post of Major, others at 
Colonel and screening goes on at every level. And this screening is done by military 
bosses who can comment on the professionalism of their subordinate officers. 
 
On the other hand, almost 90 percent of the DMG officers, for instance, who get inducted 
in BS-17 can look up to retiring in BS-21 or BS-22. Although, in BS-17/18 they serve at 
the district levels, in BS-19/20 they are in the provincial hierarchy and in BS-21/22 they 
are part of the federal set up. The retirement is at the age of superannuation and the 
promotion is anything but performance based. You need to have good Annual 
Confidential Reports written usually by the political boss. Thus, a senior BS-20 officer 
who is a DCO will have to keep the Nazim happy who may be a contractor or a 
transporter of his district. The Secretary will be currying favor with his Minister who 
might be a semi-literate agriculturist. The political bosses are not competent to comment 
upon the professional capabilities of the officer. The officer thus has little incentive to 
demonstrate his professionalism, as such a demonstration may be counter productive for 
his personal career. 
 
Last, but not the least, is the fact that officers are not machines. They are ordinary mortals 
with most mundane of needs like education, healthcare and entertainment etc. The 
Combined Military Hospitals give free quality medical care to the military officers, the 
army public schools ensure a decent standard of education for the children of army 
officers and the army messes provide them with affordable recreational opportunities. It 
is not possible for the government to create a Public School, a Civil Officers Mess and a 
CMH type civil officers hospital in Rajanpur or Pishin, for instance, where the strength of 
the civil officers does not exceed eight to ten, the gazetted CSP officers of the DMG, 
Police and Income Tax etc. included. The civil officers are thus denied basic amenities 
compatible with their standard. They are denied the fifty percent air travel concession to 
go to their homes at affordable fares. So, people have started avoiding the civil services, 
leaving the field open for the mediocre persons, those spurned by the highly competitive 
private sector. 
 
The civil service does not exist in vacuum and any attempt at the civil service reforms in 
isolation is doomed to failure. A whole reappraisal of our political and administrative 
system is warranted if we want to improve the public service. The Civil Services have to 
be strengthened if we want a stronger Pakistan. A good DMG Officer to administer, a 
good Police officer to curb the crime, a good taxman to improve our revenues, a good 
diplomat to represent us abroad and in sum an effective civil service for a prosperous 
Pakistan.  
 
The Civil Service has to be depoliticized in the first place. The basic concerns of the 
public servants of security of service and tenure and those regarding the fundamental 



civic needs of education and health have to be addressed. The career progression has to 
be made performance based. Meaning thereby that bureaucratic systems become 
performance-friendly, and the incompetence and inefficiency gets purged at each level 
through transparent mechanisms. The most important singular factor that can stem the 
tide of deterioration in the public service is the restoration of pride in services. 
 
To err is human, to forgive is Divine, it is said. Every human has his own eccentricities 
and his peculiar weaknesses. A human being must be given the margin of human frailty. 
The civil or military officers cannot be expected to be angels. However, there are certain 
errors that even the Divinity may not forgive; at least that is what our faith tells about the 
Divine. The financial impropriety is something that the State or the society must never 
tolerate for a Public Servant. Financial corruption even by one officer and even of one 
penny is something that strikes at the very root of the structure of the civil service, 
enflames its very fabric and profanes its sanctity. Such an officer does not deserve any 
benefit of doubt, leniency or mercy. Just like cowardice of a military officer in time of 
war is treated as high treason, monetary gains by a civil officer may be treated and dealt 
with likewise.  
 
Summing up, a few suggestions are in order. A holistic approach would include putting 
the whole house in order and must include reforms in the political system as well as the 
administrative system. The first and foremost thing is to introduce a meaningful 
separation of the three pillars of the State. The executive and the legislature should be 
mutually exclusive. Any person elected Prime Minister must resign his seat and so should 
the Ministers. The cabinet should concentrate on running the government and the 
parliament including the members returned on bye-elections on seats thus vacated, mind 
the legislation business. In any case, the Prime Minister must not include more than a 
quarter of his Ministers from the House. He should fish for most competent persons from 
across the board. 
 
A strong precedent is the cabinet of President Pervez Musharraf (1999-2002) when a 
diplomat was running the foreign ministry (Abdul Sattar), a trader was heading the 
commerce ministry (Razzaq Daud), a scholar was in charge of the Islamic affairs ministry 
(Dr. Mahmood Ahmad Ghazi), a scientist was at the helm of science ministry (Dr. Atta-
ur-Rahman), and so on. The team worked miracles for the State. They had a vision and 
the civil service worked hard hand in hand with them. 
 
This again proves that a Ministerial position must be the reward of lifelong services in a 
field, not that of some blackmailing power by being a member of legislature. The Prime 
Minister should be free from pressures of the legislators in return for support and his 
capacity to offer political bribe in the form of cabinet slots be curtailed. 
 
Secondly, the general elections may be held on proportional representation basis where 
the members will be declared elected from the party lists on the basis of the total votes 
secured by each party. In the present first-past-the-post system, the parties are obliged to 
bet on the winning horses. Party ticket is awarded to the one who has the highest chances 
of getting votes even he has a criminal record. Through proportional representation, the 



political parties will be able to return ideologues, professionals and committed party 
loyalists through the party lists. Strength of the party system will strengthen the 
government and the governance. 
 
Although, treatment of patients must lie with the professional doctors; likewise lawyers, 
engineers and soldiers are professional fields, but governance is not the exclusive 
preserve of a particular class, i.e. the politicians. In fact, taking politics as a profession is 
a negation of the very foundations of statesmanship. If and when, the professional 
politicians mess up the things, the system comes under the stresses and strains and breaks 
down through an implosion. The military or the civilian bureaucracy then takes over and 
the “Cabinet of Talents” steps in. Little wonder, four of our heads of State were ex-Civil 
Service officers and an equal number was from the military. The separation of the 
legislature from executive and proportional representation would eliminate professional 
politicians and in their place intellectuals, professionals and ex-civil and military officers 
would find place to play their role in the governance. 
 
Thirdly, the federal, the provincial and the local tiers of government must have mutually 
exclusive spheres of operation and independent sources of revenues. There should be no 
concurrent lists and no overlapping jurisdictions: 
 The federal government must principally have the functions of foreign affairs, 

defense, national security, external trade, communications, water and power, 
energy and natural resources etc. The sources of revenue may be indirect taxes 
like the Customs duty, Excise duty, General Sales Tax, all kinds of surcharges on 
petroleum products and gas, foreign aid and grants etc. 

 The provincial government must deal with law and order, industries, forest, 
livestock, education, health, agriculture, food, family planning, and other subjects 
for which the federation is too big a canvass. The revenues for these functions 
may be generated from all kinds of direct taxes like the income and wealth taxes, 
land revenue, all agriculture cesses and taxes etc. 

 The local governments must deal with urban development, water and sanitation, 
parks and entertainment, price control, fire brigade and emergency services, 
traffic management and related subjects of local import. The District Assembly 
must have full legislative powers under a local legislative list in the constitution. 
The sources of income may be the octroi, local rates, fees and fines, professional 
taxes, entertainment taxes, property taxes, motor vehicle taxes and tolls on roads 
and bridges. 

 
Fourthly, the local government system must be strengthened, of course, not at the cost of 
the sovereignty of the federation or of the autonomy of the provinces or even at the 
expense of the weakening of the military or the civil services. The local development be 
made by the local people, especially the district Nazims, and the concept of development 
funds for the MNAs and MPAs be done away with. The DCO should be a neutral 
government officer and may not be a part of development process. He should be above 
board and be a check on the performance of the local government having the same 
powers over the local government and assembly as the President and the Governor have 
over the federal and the provincial government under Art. 58 (2)(b) of the constitution of 



the Islamic Republic of Pakistan. The PM, the CM and the Nazim represent the people at 
the three levels. The President, the Governor and the DCO, respectively, represent the 
State. 
 
But this does not stop at that. There has to be a Session’s Judge having powers to 
interpret and arbitrate in the law-making by the District Council. (Presently, the smallest 
dispute about the union councilor election can go upto the Supreme Court). There should 
also be a BS-20 Comptroller District Accounts (CDA) instead of a BS-16 Treasury 
Officer. There should be a BS-20 District Auditor to audit the district accounts and a BS-
20 District Ombudsman to listen to public grievances against the district government 
departments. All the preceding four should be non-transferable tenure posts of five years 
minimum, and with a pay package of Rs. 200,000/- each. It is simply not possible for the 
Auditor General of Pakistan to audit the whole country’s governmental set up. Neither 
can the Federal Ombudsman of Pakistan bring justice to every Pakistani. These posts 
would make the Pakistan Audit and Accounts Service and the Pakistan Judicial Services 
attractive for the outstanding youth. And the best brains would head the district judiciary 
and audit/accounts services. 
 
The basic concept in the propositions is that one cannot kill a fly with a cannon. Neither 
can an ant lift a Truck. Some essential civic functions are too small for the federal 
government, some are too large for a local government. Yet, greater still is the  confusion 
caused by overlapping and duplication. The functions of the three governments should be 
mutually exclusive, with no concurrent lists in between. There is hardly any requirement 
of Federal Minister or a whole Division for an exclusively provincial subject. Equally, 
there may not be a provincial Minister and his department for a purely local government 
function.s 
 
Now the exact hierarchy in a district would be as follows in the table below. None of the 
seven offices would be under direct control of any other, except that the District Police 
Officer and the District Accounts Officer would assist the DCO/Nazim in law & order 
and accounts, respectively. Meanwhile, the DCO shall have powers to dismiss the Nazim, 
subject to the same checks and balances that are applicable to the President and the 
Governor at their levels: 
 
TYPE OF GOVT FEDERAL PROVINCIAL LOCAL(proposed) 
Head of the Unit President Governor DCO 
Elected Leader Prime Minister Chief Minister Nazim 
Commander of 
Uniformed Services 

Chief of the Army 
Staff 

Para-military chief 
like DG Rangers etc 

District Police 
Officer 

Head of Judiciary Chief Justice 
Supreme Court 

Chief Justice 
High Court 

District & Sessions 
Judge 

Head of 
Accountability 

Federal 
Ombudsman 

Provincial 
Ombudsman 

District 
Ombudsman 



Head of Accounts Comptroller General 
Accounts 

Accountant General Comtroller District 
Accounts 

Head of Audit Auditor-General Provincial Auditor District Auditor 
 
 
Fifthly, the administrative head of a department, namely, the Secretary must be co-
designated as the Deputy Minister. The spheres of both offices must be well defined and 
mutually exclusive. Any dispute between the Minister and the Secretary/Deputy Minister 
must automatically be referred to a standing commission for the purpose. Any Minister 
stooping lower than the demands of his august post, by dabbling in petty transfers of 
SHOs and lower staff be brought to book. 
 
Sixthly, the Judiciary should be strengthened by drastically improving their service 
structure, remuneration package, training mechanisms, career planning and security of 
tenure. The judiciary must be a check on and on behalf of the State, or more specifically, 
the civil service. If a public servant is subjected to pressures by the political bosses, he 
should have the umbrella of protection of the judiciary. If, on the other hand, he is found 
acting in contravention of the law, a proactive and vibrant judiciary will hold him in 
check. 
 
Seventhly, the constitutional protection of the public servant withdrawn by the Bhutto 
regime under the 1973 constitution be restored and all laws made heretofore adverse to 
the service conditions of the public servants be repealed. The three fundamental rights of 
a public servant, namely, the security of tenure at each posting, the protection of pay and 
emoluments, and the legal protection for all actions done in good faith, must be accorded 
to him. 
 
The civil servants be given authority commensurate with responsibility. Presently, they 
have lots of responsibilities with little margin of judgment and discretion. A citizen has to 
go to six to ten different offices and the signatures from upto three different levels at each 
office is required for the smallest business. Yet the accountability mechanisms are so 
weak that an erring civil servant cannot be brought to account. The solution is to hire the 
best brains, reduce vertical and horizontal stratification and give them wide discretion. 
Every decision, however, be subjected to checks as proposed above. 
 
Eighthly, the performance evaluation of the public servants be done by the administrative 
and not the political bosses. The promotions must be strictly performance-based. An 
officer twice failed in promotion exams or twice superceded be compulsorily retired. The 
district heads be purely from the Civil Service of Pakistan with no exceptions and no 
quotas for other services and lower cadre promotees. Nevertheless, the induction to the 
CSP be made open to all citizens at all grades through well defined induction and 
selection criterion. The establishment of the proposed National Executive Service (NES) 
and its proposed provincial and district counterparts, the PES and the DES, have been 
delayed too much. And so has been introduction of the specialized service groups in each 
level of Service in public administration, economic management and diplomacy etc. 
 



Ninthly, the number of services be reduced to obviate the inter-service rivalry and 
competition. A good example may be set by the merger of the DMG and Police groups, 
and even at a later stage, the Customs and Excise Group with them. The DC/DCO/EDO-
Revenue, whatever the name, the Collector of the district he has been. The Collector of 
land revenues and the GST/Excise should be the same neutral officer above board from 
the district politics. And the DPO should be the one who should look forward to 
becoming the DCO on his next promotion, and higher up to the Additional Secretary and 
Secretary level. As for the provincial hierarchy of police with so many Generals (IG’s/ 
DIG’s), it would be more appropriate if the set up of uniformed Police should end with 
the district. Higher up at the provincial level, the designations like Home Secretary and 
Additional Home Secretary, to be held by the Civil Service Officers (combined service of 
the present DMG/PSP/CEG groups), to coordinate on matters of law & order and 
terrorism. The vital posts of DCOs, DPOs and Customs Collectors should be de-
politicised by removing the role of political governments in their postings and transfers. 
These postings should be vested with the senior most CSP Officers, like the Secretary 
Establishment and the Secretaries of the Services and General Administration 
departments. 
 
And lastly, all officers of the Civil Service of Pakistan, be entitled to all perks and 
privileges, generally admissible to the armed forces like fifty percent concession in air 
fare etc. Since the armed forces facilities are under-utilized and it will take decades to 
establish comparable infrastructure for the civil services, so the armed forces 
establishment be made open for the officers of the central superior services, which may 
include free treatment in CMHs, education for civil officers’ children in army public 
schools and the like. 
 
In every society, the greatest number of vested interests is attached with the preservation 
of the status quo. The above proposed blue print would need a collective will of the 
nation, since everybody will have to surrender some of his privileges. Will the MNAs 
like to part with development funds? Will the army officers like to share their 
infrastructure and establishment with the civil officers? Will the civil officers relish the 
idea of retirement even in BS-18, if superceded twice? If only, every citizen is willing to 
lose, the State of Pakistan will win. 
 
The great poet philosopher Allama Iqbal had said: 
 Ain-e-nau say darna, tarz-e-kuhun pay arna 
 Manzil yahi kathan hai, qaumon ki zindagi main 
(The most difficult part in a nation’s life is to fear the innovation) 
 
The present scenario is like in the story of the Emperor’s New Clothes. Everyone is 
watching the systematic dismantlement of the system and few have the courage to stand 
up, and that courage is costing them a lot. Assume a doctor, whose hospital is robbed of 
all modern X-ray and MRI machines, the registered medical practitioners with 20 years 
experience are transferred or are placed under street quacks, what must an honest doctor 
do? Should his loyalty to the State and the people dictate that he should consult the 
quacks before embarking on a surgery? Should he resist the move to shift out MRI 



machine? Should he stop a paramedic from stealing medicines from the hospital 
pharmacy? What if the vested interests start calling him names that he is not a good 
doctor and he is taking a stand for personal gains? 
 
Well, this is what is being done with the honest civil servants. If any public administrator, 
in his supreme loyalty to the state and the people, resists any unjust action of the 
contractor or the transporter who has been made his boss, he is told that he is 
undermining the system, that the bureaucracy is anti-state, and that the officers want to be 
independent of the control of the “civil society”. How wonderful! 
 
Yet among the “patriot reformers” who tried to weaken the public service, who criticized 
our valiant armed forces and who censured our judicial systems, most were the ones who 
would start every speech with the words “during my 25 years stay in Germany, I found 
that…”; the ones whose loyalty to the state was that they ran away to live in the West as 
second rate citizens to earn money, and now have come back as advisers to play with the 
institutional foundations of Pakistan. They are now dictating terms to those 
administration, revenue and police officers, the best brains in Pakistan, who had spurned 
lucrative assignments in the UN agencies, the NGOs and the private sectors in Islamabad, 
Karachi and abroad, to live on peanuts at far off places like South Waziristan Agency, 
Tharparkar area and the Jhal Magsi district etc for most part of their productive lives only 
to establish the rule of law and the writ of the State. 
 
It is a truism that the President and all the State institutions are per se well-meaning and 
the devolution is no doubt the best system. It is only the self-serving and selective 
interpretations that are costing the common man in Pakistan very dearly. Under the 
umbrella of the “reformer mafia”, the land mafia in one province has probably grabbed 
Rs. 82 billion worth of State land in the past four years, the “arms mafia’ in another 
province has made the natural gas supply to the country a hostage to the goodwill of the 
terrorists, and the “transfer mafia” in a third province has made transfers so frequent that 
the performance of every government functionary has been compromised. Can Pakistan 
become another Somalia or Afghanistan now? Of course not, better sense shall prevail 
and as the Holy Prophet (pbuh) had aptly said, “ My nation shall never converge on a 
wrong”. 
 
When the devolution comes in the true spirit of good and effective governance, the civil 
servants of Pakistan will be the torch-bearers of the local government system, as the 
President of Pakistan had exhorted them to be in his personal letters to the officers of the 
elite service. The question is how long shall it take for us to frankly admit our past 
mistakes and to join hands to improve the system and the governance? 
 
The writer is an Oxford-published author and an expert on issues of politics and 
governance. 
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