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Note: This guide is preparer! jor si.\dy and reference purposes. Students are advised to read the relevant
units of the course bcok, ui derstand the concepts, and write the assignment in their own words. Do not

copy verbatim.

Question 1: Educational Supervision and the Purposes of Educational

Administration and Supervision in Pakistani Universities (20 Marks)

Q. No. 1: Define educational supervision and discuss the purposes of educational administration

and supervision in Pakistani Universities. (20)

Introduction

Every educational institution, whether a small primary school or a large university, needs two

closely related functions if it is to work well: administration, which provides the structure,
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resources and decisions within which work takes place, and supervision, which guides, supports
and improves the actual process of teaching and learning. A university may have an impressive
building, a heavy budget and a long list of rules, yet still fail its students if lectures are poorly
delivered, examinations are unfair and teachers receive no o1 ~*:ss onal guidance. Conversely,
devoted teachers cannot succeed for long if appointm~ nts, ‘ur.ds, timetables and facilities are
badly administered. This answer first defines edu :atioi al supervision and distinguishes it from
administration and inspection, and then discusses, .n detail, the purposes which administration

and supervision serve in the universitie~ 7' ™ kistan.

Meaning and Definition c® Faucational Supervision

The word supervision livara'h means "cverseeing" — super (above) and vision (seeing) — but in
modern education its meaning tas moved far beyond the idea of a senior person watching
subordinates for faults. In its older form, supervision was inspection: an official visited an
institution, checked registers, found mistakes and reported defects to higher authority. The

modern concept is democratic, cooperative and developmental. Supervision today means the

expert guidance and leadership provided to teachers and other staff so that they continuously

improve their professional performance and, through that improvement, raise the quality of

student learning.

Scholars have defined the term in this broader spirit. In the view commonly presented in
educational administration literature, supervision is the process of helping, guiding and advising
teachers for their professional growth, so that the teaching-learning situation improves. Kimball

Wiles described supervision as assistance in the development of a better teaching-learning

Solved Assignment Guide — AIOU Educational Administration and Supervision (845) — Page 3

Page 3 of 29 - USMAN NOTES (100% Quality Academic Reference) WhatsApp Orders: +92 324 5836626



USMAN NOTES | AIOU Code 845 Solved Assignment 1 (Autumn 2026) Official Portal: www.usmannotes.com

situation, while Barr, Burton and Brueckner treated supervision as an expert technical service
primarily aimed at studying and improving all the conditions that surround learning and pupil
growth. The definitions agree on three points: supervision is a service, not a command; its
immediate focus is the teacher and the conditions of work; a.»< its ultimate purpose is better

learning by students.

Educational supervision may therefore be defined as 1 planned, continuous and cooperative
process through which trained and experienced educational leaders observe classroom and
institutional work, provide constructive ‘eednack, arrange professional development, help solve
teaching problems and evaluate ~u.comes, in order to improve instruction and achieve the
goals of education. Its 11ai:, ~haracteristics are that it is improvement-oriented rather than
fault-finding, cooperctive rather than authoritarian, based on observation and evidence rather
than impressions, continuous rather than a one-day visit, and democratic in the sense that
teachers participate in setting goals and judging results. In Pakistan these functions are
performed at university level by heads of departments, deans, directors of quality
enhancement cells and senior professors, and at school level by head teachers, district officers

and subject specialists.

Administration, Inspection and Supervision: The Relationship

Educational administration is the broader function of planning, organising, staffing, directing,
coordinating, budgeting and evaluating the human and material resources of an institution so
that its objectives are achieved economically and effectively. In a Pakistani university,

administration is carried out through the Chancellor, the Vice-Chancellor, the Syndicate, the
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Academic Council, the Senate, deans, chairpersons, the registrar and the treasurer, under the
university Act and the regulatory framework of the Higher Education Commission (HEC).
Administration creates the conditions of work — appointments, promotions, budgets,
buildings, timetables, examinations and discipline — while <'.pe vision works inside those
conditions to improve the quality of the core academ’.. wck: teaching, research and student
support. Inspection, the oldest of the three, is miinly ~oncerned with checking whether rules,
standards and procedures have been folicwed. Healthy institutions need all three, but
supervision is the one that directly toucnic: ~ sality in the classroom and the laboratory, which is
why modern systems increasing , re slace a purely inspecting approach with a supervisory and

mentoring approach.

Purposes of Educaticral Admiaistration in Pakistani Universities

The first purpose of university administration is to translate national policy and the university
charter into workable programmes. Universities in Pakistan are established by Acts of the
federal or provincial legislatures and are expected to advance knowledge, produce skilled

manpower and serve society. Administration converts these broad aims into faculties,

departments, degree programmes, admissions and semester plans. The second purpose is the

management of human resources: recruiting competent faculty through selection boards,
placing them appropriately, arranging their training and promotion, and maintaining fair service
conditions so that able scholars stay in the university instead of leaving for other sectors or for

abroad.
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The third purpose is financial management. Pakistani public universities depend heavily on
government grants routed through the HEC and the provincial governments, supplemented by
student fees and other income. Administration prepares budgets, secures recurring and
development grants, utilises funds according to rules, maintai.< aci ounts and faces audit — a
serious responsibility in a period when many universiti- s sti 1gle to pay salaries and pensions.
The fourth purpose is the provision and main‘enan e of physical and academic facilities:
classrooms, laboratories, libraries, hostels, *rai.csort and information technology, without
which teaching and research cannot prucc~ V. The fifth purpose is coordination and discipline:
administration coordinates d.:par ments, malintains the academic calendar, conducts
examinations, preserves ccuden* discipline and provides a lawful forum — such as the Syndicate
and Academic Council - - for collective decision-making. Finally, administration links the
university with its environment: the HEC, government, employers, professional councils and the

community, so that the university remains accountable and relevant.

Purposes of Educational Supervision in Pakistani Universities

Supervision in a university serves, first, the improvement of teaching. Heads of departments
and deans observe and discuss teaching, help new lecturers settle into semester planning,
course files, assessment design and the use of learning management systems, and encourage
experienced teachers to experiment with better methods. In Pakistan, where many university
teachers are subject specialists with no formal training in pedagogy, this supervisory support is
especially necessary: expertise in a subject does not automatically produce clear explanation,

fair assessment or good classroom management. Secondly, supervision serves curriculum
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implementation. A syllabus approved by the Academic Council and the HEC is only paper until
teachers convert it into lectures, practical work and reading; supervision checks coverage,

coherence and standard, and feeds classroom experience back into curriculum revision.

Thirdly, supervision supports research and professiona! develrpment. Senior professors
supervise MPhil and PhD scholars, mentor junior fe_u'ty tcwards publications and research
grants, and identify training needs that the univ:rsity can meet through workshops,
conferences and study leave. Fourthly, supe.vision has an evaluative and quality-assurance
purpose. Through Quality Enhancemen: Cens, student feedback, peer observation and annual
programme reviews, supervision 3t ers eviderice about strengths and weaknesses and uses it
for improvement rathel tka.> punishment — an approach the HEC has promoted across
Pakistani universities. Fiftly, supecvision serves a human and motivational purpose: a teacher
who is visited supportively. recognised for good work and helped with difficulties develops
confidence and commitment, whereas a teacher who meets the administration only through
complaints and inquiries becomes defensive and demoralised. Finally, supervision helps to
orient new staff, to maintain academic standards and ethics — including honesty in
examinations and research — and to solve day-to-day problems of students and teachers

before they grow into crises and campus unrest.

Table 1: What administration and supervision each contribute in a university

Function Administration contributes Supervision contributes

Direction Policy, statutes, plans and | Guidance on how academic

budgets decided by statutory | work is actually carried out
bodies

Solved Assignment Guide — AIOU Educational Administration and Supervision (845) — Page 7

WhatsApp Orders: +92 324 5836626



USMAN NOTES | AIOU Code 845 Solved Assignment 1 (Autumn 2026)

Official Portal: www.usmannotes.com

Recruitment, posting,
promotion and service matters

Mentoring, observation,
feedback and  professional
growth

Quality

Rules, standards and
accountability systems

Classroom and research
improvement through support
2~ evidence

Result expected

An orderly, financed and lc wfi:
institution

better teaching, learning and
research inside that institution

Conclusion

To conclude, educational supervisicn i~ hest understood not as fault-finding inspection but as a

cooperative, continuous se.vice tor improving teaching and learning through guidance,

observation, feedback ond professiona! development. In Pakistani universities, administration

provides the lawful stiucture, people, money and facilities, while supervision animates that

structure with quality: better lectures, fairer assessment, stronger research and more confident

teachers. Neither can replace the other. A university with strong administration but weak

supervision becomes a well-run office that teaches poorly; a university with devoted teachers

but weak administration collapses into disorder and financial crisis. The purpose of both,

working together, is the same: that the university fulfils its charter by giving its students an

education of steadily rising quality.
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Question 2: Good Relations among Principals, Teachers and Students

(20 Marks)

Q. No. 2: Explain the need to develop good relations among sch=2l principals, teachers, and

students. Suggest some doable ways to make these relat’on- mo’e effective and productive. (20)

Introduction

A school is not only a building with cicssrooins, periods and examinations; it is a human
community in which three groups - the principal, the teachers and the students — spend a
large part of their lives toget'=r. Tt,2 quality o relationships among these three groups quietly
decides almost everything el.e in the school: whether teachers teach with energy or with
resignation, whether s.zuents learn with interest or with fear, and whether the principal leads a
cooperative staff or merely controls a reluctant one. Research and common experience agree
that schools with trust, respect and open communication consistently achieve better
attendance, discipline and results than schools where relations are strained, even when

buildings and budgets are similar. This answer explains why good relations among principals,

teachers and students are needed, and then suggests practical, doable ways of making those

relations more effective and productive in the Pakistani school context.

What Good Relations Mean in a School

Good relations do not mean the absence of authority or discipline, nor do they mean that
everyone simply agrees with everyone else. They mean that the principal treats teachers as

professional colleagues rather than subordinates to be watched, that teachers treat students as
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developing persons rather than problems to be controlled, and that students respect the
principal and teachers because they experience them as fair, approachable and genuinely
interested in their welfare. Such relations rest on mutual respect, trust, honest communication,
fairness in decisions, recognition of good work and a shared -~.nnitment to the purposes of
the school. Where these qualities exist, disagreement- stili arcur, but they are discussed and

settled inside the institution instead of hardening 'nto t. ctions, grievances and indifference.

The Need to Develop Good Relation.

The first need arises from the natir.. ~t teaching itself. Teaching is emotional and creative
work; a teacher who feels 1. i'iated by the principal, overloaded without consultation or
ignored when he or she hes 4 difficulty cannot give full attention to the classroom. Morale is
not a luxury in a school — it is a working condition of learning. Good principal-teacher relations

keep experienced teachers in the school, encourage them to prepare lessons, try new methods

and take responsibility for weak students. The second need concerns students directly. Children

learn best from teachers they trust, in a school whose head they do not fear to approach. A
student who believes that teachers are just and the principal is accessible will report bullying,
ask questions, admit difficulties and accept correction; a student who expects only shouting or

punishment hides problems until they become serious.

The third need is discipline. Lasting discipline in a school is not produced by fear but by
belonging: students who feel respected and fairly treated largely discipline themselves and
influence one another positively, while harsh and distant authority produces only temporary

obedience and private resentment. Fourthly, good relations are needed for teamwork. Almost
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every school improvement — remedial classes, co-curricular activities, examination
preparation, cleanliness, enrolment drives — requires teachers to cooperate with each other
and with the principal beyond the minimum written duty. People cooperate willingly only
where relations are sound. Fifthly, good relations connect t.= sciool with parents and the
community, because satisfied teachers and students sr zak \ ‘e'. of the school and parents then
support it. Finally, in the Pakistani context, where man ' government schools face large classes,
shortage of staff and pressure from higher o.*ices, healthy internal relations are often the one
resource entirely within the school's ov 11 c2 trol: they cost nothing, yet they protect the school

against demoralisation.

Doable Ways to Ma! e nel7tions Mcre Effective and Productive

Relations improve through smal\, regular practices rather than through speeches. The following

steps are all within the authority of an ordinary school and require little or no money.

e Hold short, regular staff meetings with a real agenda. A weekly or fortnightly meeting in
which teachers are informed early, consulted before decisions and given a chance to raise
difficulties converts the principal from a distant order-giver into a team leader. Decisions
taken after consultation are obeyed far more willingly, even by those who initially
disagreed.

Distribute work and recognition fairly. Duties such as examinations, co-curricular activities
and committees should be shared transparently, and good work — a well-kept class, an
improved result, extra help to weak students — should be acknowledged openly in the staff

meeting or morning assembly. Nothing damages relations faster than visible favouritism.
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Visit classrooms supportively, not as an inspector. The principal should observe lessons to
help, discuss strengths first, suggest one or two improvements privately and follow up with
encouragement. Teachers who experience supervision as assistance stop fearing the
principal's visit and begin to invite it.

Keep an open door and fixed times for students. A irincn~ who sets aside a short daily or
weekly time when any student may come w'th a Hroblem — a fee difficulty, a conflict, a
request — removes the wall of fear arc'inu .ne office. Class teachers can run a similar
practice through a weekly guidance neiicd.

Know students and teachu.s s persons. Using names, remembering circumstances,
attending school funrcior<, celebrating successes in sports and examinations, and inquiring
after a teacher - stui'ent who ihas been ill or bereaved builds the personal trust on which
formal relations rest.

Set clear, jointly understood rules and apply them consistently. A short code of conduct for
students and staff, explained at the start of the session and applied equally to all, prevents
the favouritism and surprise punishments that poison relations. Correction should be
private, proportionate and aimed at reform, never at public humiliation.

Create student participation structures. Class monitors, student councils, societies, sports

teams and house systems give students a legitimate voice and a stake in the school.

Students who help to run the school respect its rules and its staff far more than students
who are only ruled.
Communicate with parents regularly. Parent-teacher meetings held on a fixed pattern,

progress reports sent on time and early contact when a child's work or behaviour slips
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prevent misunderstandings and show students that home and school stand together, which
strengthens teacher-student relations as well.

Settle conflicts early and privately. The principal should listen to both sides of a teacher-
teacher or teacher-student dispute promptly, separate the wer: on from the problem, and
close the matter with a clear, fair decision. Unre<)lved s:nall grievances are the seed of

permanent factions.

Two cautions complete the picture. First, friendliness must not dissolve professional
boundaries: the principal remains ac-ountable for standards, and the teacher remains
responsible for the class; good rolations make firmness acceptable, they do not replace it.
Secondly, relations are b til* o er months %ut can be destroyed in a day by a single public insult,
an unjust decision o. a kroken prornise, so consistency matters more than occasional grand

gestures.

Conclusion

In conclusion, good relations among the principal, teachers and students are needed because
learning is a human activity carried by morale, trust and cooperation: they raise teaching

energy, make discipline self-sustaining, encourage students to seek help, and hold the school

together when material resources are short. They are also entirely achievable through doable

practices — consultative meetings, fair distribution of work and recognition, supportive
classroom visits, an accessible principal, consistent rules, student participation, parent contact
and early, fair settlement of conflicts. A principal who invests daily in these relationships is not

being soft; he or she is building the single most productive asset a school can possess.
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Question 3: Educational Planning: Issues and Challenges in Pakistan

(20 Marks)

Q. No. 3: Define educational planning. Discuss in detail the issv 2s ~~d challenges of educational

planning in Pakistan. (20)

Introduction

No country, however rich, has enough money, teachers and buildings to do everything in
education at once. Choices must 1 1cetce be made: how many schools to open and where,
which level of education shi.cld grow first, how teachers will be trained and paid, and what
results are expected in rewrn ior public money. Educational planning is the disciplined process
of making those choiczs in advance, on the basis of evidence, instead of leaving them to
chance, pressure or habit. Sakistan has produced education policies and development plans
since 1947, yet its indicators — millions of out-of-school children, uneven quality and a
persistent shortage of resources — show a wide gap between planning on paper and delivery in
practice. This answer defines educational planning, describes its main features, and then

discusses in detail the issues and challenges that educational planning faces in Pakistan.

Definition and Features of Educational Planning

Educational planning is the process of setting educational goals and priorities, assessing present
conditions and future needs, estimating the human, physical and financial resources required,
preparing time-bound programmes and schemes to achieve those goals, and arranging for their

implementation, monitoring and evaluation. In the classic formulation associated with UNESCO,
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educational planning is the application of rational, systematic analysis to the process of
educational development, with the aim of making education more effective and efficient in
responding to the needs and goals of students and society. Planning is therefore future-
oriented, evidence-based and comprehensive: it is concerned .»~( w’th a single school but with
the whole system or a defined part of it, and it links e 1ucaio’: with population, the economy

and manpower needs.

Sound educational planning has several reccznisable features. It begins from reliable data
about enrolment, teachers, buildings and rinance; it sets clear and measurable targets; it
considers alternatives and choo.e~ 11e most cost-effective course; it phases work over short,
medium and long periyds, ‘t coordinaies education with other sectors such as health,
population and empiovme.nt; and it includes machinery for monitoring progress and correcting
the plan while it is being unplemented. Planning may be centralised at national level,
decentralised to provinces and districts, or a combination of both — a question of direct

relevance to Pakistan after the Eighteenth Amendment devolved education to the provinces.

Issues and Challenges of Educational Planning in Pakistan

The first and most fundamental challenge is inadequate financing. Pakistan has historically
spent around two per cent of GDP on education, well below the four per cent repeatedly
promised in national policies and recommended internationally. Plans are therefore prepared
on the assumption of resources that never fully arrive; schemes are approved but funded
slowly, development budgets are cut mid-year, and the bulk of the money that does come is

consumed by salaries, leaving very little for classrooms, laboratories, libraries and teacher
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development. Planning under chronic financial uncertainty easily becomes an exercise in

preparing documents rather than delivering services.

The second challenge is weak and unreliable data. Planners depend on education management
information systems at federal and provincial levels, yet sc'ioor rer.ords are often incomplete,
delayed or inflated, private and religious institution< cre nuc fully captured, and population
figures between censuses are estimates. Wher the basic count of children, schools and
teachers is uncertain, targets for enrolment, s-hool construction and teacher recruitment rest
on sand, and monitoring of results becomes unreliable. A related weakness is the shortage of
trained planners: education depa tryents are staffed mainly by administrators and teachers
transferred into plannins r_.ts, with few specialists in statistics, economics of education or
project appraisal, sc plais are frequently prepared by copying previous documents or by

adopting donor templates.

The third challenge is political instability and discontinuity. Education outcomes require ten to
twenty years of steady effort, but policies and plans in Pakistan have repeatedly changed with
changes of government, and even within one government priorities shift with ministers and
secretaries. Well over a dozen national education policies and conferences since 1947 have
announced similar goals; each new policy tends to restart rather than continue the previous
effort, and long-gestation programmes — teacher education reform, curriculum renewal,
school mapping — are abandoned midway. Frequent transfers of senior officers deepen the

discontinuity, because no officer remains long enough to own a plan and answer for its results.

The fourth challenge is the federal structure and coordination. After the Eighteenth

Amendment (2010), education became primarily a provincial subject, while the federation
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retains roles in higher education, standards and international commitments, and Article 25-A
obliges the state to provide free and compulsory education to children aged five to sixteen.
Planning must now be coordinated across the federation, four provinces, Gilgit-Baltistan and
Azad Jammu and Kashmir, each with its own priorities and cag ~~iwy. Coordination forums exist,
but differences in standards, curricula controversies ~nd vnfven provincial capacity make a

coherent national plan difficult to prepare and stil' hara 2r to implement uniformly.

The fifth challenge is demographic and social p-essure. Pakistan's population has grown rapidly,
so the school-age population expands ~very year; merely to keep enrolment ratios constant,
the system must add classroor\s axd teachers continuously. Planners must simultaneously
expand access for the lar ze ~.. moer of out-of-school children — among the highest in the world
— and improve the qua ity of exsting schools, two goals competing for the same limited
money. Social factors complicate planning further: poverty that pushes children into labour,
early marriage and cultural reservations about girls' schooling in some areas, disability,
language diversity and the educational needs of remote and conflict- or flood-affected districts

all require differentiated planning, whereas plans are often uniform and urban-biased.

The sixth challenge lies in implementation and governance. Even a well-prepared plan fails

when schools are established on political recommendation rather than on school-mapping
criteria, when teacher recruitment and posting are influenced by patronage, when ghost
schools and absent teachers escape detection, and when construction is delayed by procedural
and capacity problems. Monitoring is weak, evaluation reports are rarely used to redesign
programmes, and accountability for missed targets is diffuse. Finally, planners face the

challenge of relevance and quality: the system must plan not only for more seats but for
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learning — foundational literacy and numeracy, science and technology, technical and
vocational pathways and digital skills — in an economy where employers complain that
graduates lack usable skills. Planning that counts buildings and enrolments while ignoring

learning outcomes produces expansion without education.
Table 1: Major planning challenges in Pakic.. 1 anu ‘heir practical effect
Challenge ' Practical effect on planning

Low financing (around 2% of GDP) Approved schemes under-funded; development
work stalls; salaries absorb most funds

Weak data and few trained planners Targets unreliable; plans copied rather than
analysed

Political discontinuity ) Policies restart instead of continuing; long
programmes abandoned

Federal-provincial coo. din7.tion Uneven standards and capacity across provinces
after devolution

Population growth and sociai barriers Access and quality compete for the same limited

resources

Weak implementation and monitoring Political siting of schools, patronage postings,
unused evaluations

Conclusion

To conclude, educational planning is the rational, evidence-based process of deciding
educational goals, resources and programmes in advance and of guiding their implementation
and evaluation. In Pakistan its challenges are mutually reinforcing: too little money, unreliable
data, shortage of professional planners, political discontinuity, complex federal coordination,

rapid population growth, deep social barriers and weak implementation. None of these is a
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reason to abandon planning; they are precisely the reasons planning must become more
realistic — funded honestly, based on verified data, protected across changes of government,
coordinated between federation and provinces, and judged by learning outcomes rather than
by announcements. A modest plan that is fully financed and st~~uih implemented will educate

more children than an ambitious plan that exists only o” pap >r

Question 4: National and Regional F'a:x=ing, Medium-Term Plans and

Short-Term Plans (20 Marks)

Q. No. 4: Write notes on the fo.'cwi1g: (a) National and Regional planning (b) Medium-term

plans (c) Short-term plan. . (2,

Introduction

Educational planning is carried out at different levels and over different time spans, and a
student of educational administration must be clear about both distinctions. By level, planning

may be national, covering the whole country, or regional, covering a province, division or

district within it. By time span, plans are conventionally divided into long-term (perspective)

plans, medium-term plans of roughly three to five years, and short-term plans of one year or
less. The three notes below explain each concept, its contents and machinery, its strengths and
limitations, and its place in the Pakistani system, where the Planning Commission, the provincial
planning and development departments and, after devolution, the provincial education

departments all take part in preparing plans for education.
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(a) National and Regional Planning

National planning means the preparation of a comprehensive plan for the educational
development of the entire country by the central planning authority, in consultation with the
ministries and provinces. In Pakistan this role has historica'ly beenr performed by the Planning
Commission through perspective plans and five-year ulans, working with the federal education
ministry and, since devolution, increasingly in coc-dinzion with the provinces. A national plan
sets the overall goals and priorities of the sys.>m — literacy, universal primary education, the
balance between general, techniral a~d higher education, national standards and equity
between regions — estimates 1ote! resources, and allocates them between sectors and
provinces. Its great strenciin: are unity and equity: only a national plan can set common

standards, move rescurc:s towards backward regions, run nationwide programmes such as

teacher education framewectiks, and speak for the country to international partners. National

planning also allows education to be coordinated with national economic planning, so that the

output of universities and technical institutes matches the manpower the economy expects.

Regional planning means planning for a defined sub-national area — in Pakistan, a province,
and below it a division or district. Regional plans are prepared by provincial planning and
development departments and education departments, and in the stronger districts by district
education authorities. A regional plan translates national goals into local programmes based on
local facts: the number and location of out-of-school children, school mapping, language of the
community, local teacher supply and the condition of existing buildings. Its strengths are
realism and responsiveness: planners close to the ground know which valley has no girls' middle

school and which town has surplus teachers. Regional planning also permits experimentation —
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a province can pioneer a reform, as provinces have done with education monitoring systems
and conditional support for girls' enrolment, and successful experiments can then spread
nationally. Its limitations are equally real: regions differ in capacity and resources, so purely
regional planning can widen inequalities; small regions me'* ac< specialist planners; and
regional plans that ignore national standards can fragrent *h~ system. The practical solution,
followed in most federations including Pakistan, i, a cc mbination: the national level sets goals,
standards and equalising finance, while regio.s p. _pare detailed, locally grounded plans within

that framework.

(b) Medium-Term Plans

A medium-term plan co ‘ers = period ot about three to five years. Pakistan's five-year plans, its
Medium-Term Development Framework (MTDF) and the medium-term budgetary frameworks
prepared by finance departments are examples; in education, provincial sector plans of three to
five years follow the same pattern. The medium term is the natural home of serious
educational planning, because most educational changes take longer than a year to organise

but cannot be forecast responsibly over twenty years. A medium-term plan states the

objectives for the period, the programmes and projects through which they will be reached, the

phased targets for each year, the capital and recurring costs, the sources of finance, and the
responsibilities and monitoring arrangements. A scheme to upgrade primary schools to middle
level, a teacher-training programme or a textbook revision cycle fits comfortably into this span:

recruitment, training, construction and evaluation can all be scheduled within it.
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The advantages of medium-term planning are balance and manageability. It is long enough to
complete real programmes and to commit resources with reasonable confidence, yet short
enough for forecasts of population, revenue and prices to remain usable and for targets to be
revised at the end of each cycle in the light of results. It <'<. siits democratic budgeting,
because a government can present a medium-term pre sran.m«, be judged on it, and hand over
a documented framework to its successor. Its imitations are that it can be overtaken by
economic shocks, inflation or changes of govorni.cint, and that the temptation exists to load it
with more schemes than the money ai.1 3" cinistrative capacity can carry, so that everything is
started and little is finished. G .nd »ractice therefore requires that a medium-term plan be
selective, fully costed — incluaing the recurring cost that remains after the plan period — and

reviewed annually t>roug the short-term plan.

(c) Short-Term Plans

A short-term plan covers one year, and in some settings a single budget or academic session. In
Pakistan its principal form is the annual plan embodied in the Annual Development Programme
(ADP) of the federation and each province, together with the annual recurring budget and the
institution's own annual plan of admissions, examinations and activities. A short-term
educational plan lists the specific works and actions to be completed within the year: so many
classrooms to be constructed or repaired, so many teachers to be recruited or trained,
textbooks to be printed and delivered before the session begins, examinations to be conducted,
and grants to be released to institutions in defined instalments. Each item carries a cost, a

source of funds, a completion date and a responsible officer.
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The strengths of short-term planning are concreteness and control. Because the horizon is near,

estimates are realistic, progress can be checked quarterly, money can be moved from a stalled

scheme to a moving one, and annual accountability — through budget documents, audit and

review meetings — is genuine. Short-term plans are the ~.cci anism by which the fine

intentions of medium- and long-term plans are con .erte iato this year's classrooms and

trained teachers. Their limitations follow fromr the same shortness: viewed alone, they

encourage piecemeal work, favour easily cou. teu onstruction over slow quality improvements

such as teacher development, and cai. v -

‘storted by year-end pressure to spend allocations

whether or not the spending i. wi.e. A short-term plan is therefore sound only when it is

explicitly derived from a ‘nedium-term frarmework, so that each annual step visibly advances a

larger programme ii steac. of merelv exhausting a budget.

Level / span

Table 1: The three notes compared

National / Regional

planning

Whole
province / district

country, or

Medium-term plan

About 3-5 years

Short-term plan

One year / one session

Main content

Goals, standards,

priorities, allocation

between regions

Programmes, phased

targets, full costing

ADP
releases,

Annual  works,
schemes,

dates

Pakistani machinery

Planning Commission
with
provincial departments

federal and

Five-year plans, MTDF,
provincial sector plans

Annual Development
Programme and annual

budgets

Chief risk

Remoteness at national
level; inequality at

regional level

Overloading; being

overtaken by shocks

Piecemeal work; year-
end spending pressure
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Conclusion

In conclusion, the three concepts describe complementary parts of one planning system.
National planning gives unity, standards and equity; regional planning gives local realism and
responsiveness, and Pakistan's federal structure requires t'ie two 0 work together. Medium-
term plans of three to five years provide the prug.amn.e framework within which real
educational change can be organised and cost=d, whi'e short-term annual plans convert that
framework into concrete, checkable work for a single year. Planning fails when any one level or
span is used alone: a national plan without regional detail stays on paper, a medium-term plan
without annual discipline is never ‘malementes, and annual spending without a medium-term

direction wastes money. “ff_c.ive educational administration keeps all of them connected.

Question 5: Financing oi Education in Pakistan and Methods of

Financing Open and Distance Learning Institutions (20 Marks)

Q. No. 5: Justify the need for financing in education in Pakistan. Discuss the significant methods

of financing for open and distance learning institutions. (20)

Introduction

Education is among the most expensive services a state provides, because it is labour-intensive,
continuous and universal in ambition: teachers must be paid every month, buildings maintained
every year and each new generation of children accommodated as it arrives. In Pakistan the
guestion of financing is especially sharp, because educational needs are enormous while public

resources are limited and competing claims — health, defence, debt servicing and
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infrastructure — are pressing. This answer first justifies the need for adequate and assured
financing of education in Pakistan, and then discusses the significant methods by which open
and distance learning institutions, such as Allama Igbal Open University and the Virtual

University, finance their work.

Why Financing of Education in Pakistan Is Necessa.v

The first justification is constitutional and legal. A-ticie 25-A of the Constitution makes free and
compulsory education for children aged ti e to sixteen a right, and the state cannot honour a
right without paying for teachers, s-h-.2!s and materials. The second justification is economic.
Education is an investment in 2w an capita!: literate, skilled and healthy citizens produce more,
adopt new technology .3ster, pay mcre taxes and cost the state less in welfare and disorder.
Every serious study of developmant shows high social returns, particularly to girls' education
and to primary schooling, in the form of higher earnings, lower child mortality, smaller and
better-nourished families and greater civic participation. Money withheld from education is

therefore not saved; it is paid later, with interest, in low productivity and social problems.

The third justification is the sheer size of Pakistan's educational deficit. The country carries one
of the world's largest populations of out-of-school children, a large backlog of schools lacking
basic facilities such as boundary walls, water and toilets, overcrowded classrooms, and

shortages of trained teachers, laboratories and libraries. Closing even part of this gap requires

capital expenditure on a scale that fees and charity cannot supply; only planned public financing

can do it. Fourthly, financing is needed for quality and equity together. Without public money,

good education becomes a commodity sold to those who can pay, and the children of the poor
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— especially girls, rural children and children with disabilities — are excluded. Public financing,
scholarships, free textbooks and targeted stipends are the instruments by which the state
keeps opportunity open. Fifthly, the system's recurring needs are unavoidable and growing:
salaries and pensions consume the overwhelming share of eduv~wacn budgets, enrolment rises
with population every year, and new demands — scier .e lacoratories, information technology,
teacher professional development and assessmc:nt r.form — must be funded if Pakistan's
graduates are to compete. Pakistan's educction spending of around two per cent of GDP,
against the four per cent promised u. i** own policies, shows that the need is not for

justification in theory but for pri..-ity «n practice.

Methods of Financirg Gpe'1 and Distance Learning Institutions

Open and distance learning (ODL) institutions educate very large numbers at comparatively low

unit cost, because they do .ot require every student to be housed in a classroom every day; but

they have their own cost structure — course development, printing and digital production,

broadcasting and online platforms, regional offices, tutors and examination centres — and they

finance it through a characteristic mixture of methods.

e Government grants. Public ODL institutions such as Allama Igbal Open University and the
Virtual University receive recurring and development grants through the Higher Education
Commission and the federal budget. Grants typically support core staff, infrastructure and
development projects, and they express the state's recognition that distance education

serves students whom the conventional system cannot reach.
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e Student fees. Fees are the largest self-generated source for a mass ODL institution. Because

enrolments run into hundreds of thousands, even a modest per-course fee produces
substantial income, while the fee for each student remains far below the cost of a seat in a
conventional university. Semester-wise and programme-\“,e ‘ee income funds printing,
postage or digital delivery, tutor payments and exe aina.ic:is. The art of ODL finance lies in
keeping this fee low enough for poor students yet s\ fficient, with grants, to cover costs.
Sale of instructional material and services. Ouw institutions earn income from printed books
and materials where these are chaizeu - _parately, from prospectuses and admission forms,
and from services such as vo.ific ition of certificates, duplicate documents, rechecking and
migration. Individuall, smali, these chaiges are significant at ODL scale.

Projects, consuirancy and coritnissioned programmes. Distance institutions undertake

funded projects for government departments, non-governmental organisations and

international agencies — for example teacher-training programmes for a provincial
government, literacy projects or specially commissioned courses for a profession or an
overseas Pakistani community. Such projects bring earmarked income and also spread the
institution's fixed costs.

Donations, endowments and community support. Philanthropy, zakat-eligible student
support funds, endowments and contributions from alumni and well-wishers finance
scholarships and need-based fee concessions and occasionally buildings and chairs. For an
institution whose students are largely from modest backgrounds, a strong student-support

fund is both a financial and a moral necessity.
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Income from assets and partnerships. Regional campuses and study centres may be housed

in partner institutions on cost-sharing arrangements; facilities, halls and services can be

hired out when not in use; and partnerships with public and private institutions for

examination centres and tutorial support reduce costs evar. *.ne e they do not directly raise

cash. Cost-saving itself is a financing method in ODL. .gital materials replacing some

printing, online admission and results, and shared :entres all lower the unit cost that fees

and grants must cover.

Table 1: Main financing methc 1s ot an open and distance learning institution

Government grants

and development
grants via HEC / federal budget

Main use

Core staff, infrastructure,

development projects

Student fees

Modest
semester fees at very large scale

per-course / per-

Materials, tutors, examinations,
operations

Material and service charges

Books, forms, verification and
duplicate-document fees

Cost recovery for specific

services

Funded projects

Commissioned  training and

development projects

Earmarked programmes;

spreads fixed costs

Donations and endowments

Philanthropy, student-support
and scholarship funds

Fee concessions and support for
poor students

Two features make ODL finance distinctive. First, economies of scale: the heavy cost of

developing a good course is incurred once, after which each additional student costs

comparatively little, so a well-enrolled ODL institution can approach financial sustainability in a

way a small campus cannot. Secondly, vulnerability: fee income falls if enrolment falls, grants

shrink when public budgets tighten, and rising printing, postage and technology costs can
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quickly disturb the balance. Sound ODL management therefore diversifies income, controls unit
costs, protects a reserve, and uses technology to shift from expensive print-and-post delivery

towards cheaper digital delivery without excluding students who lack connectivity.

Conclusion

To conclude, financing education in Pakistan is justific 1 by the constitutional right to education,
by the high economic and social returns to huma: capital, by the size of the access and quality
deficit, and by the claims of equity: without assured public finance, the right remains a slogan
and opportunity follows wealth. Coe.. 3nd distance learning institutions finance themselves
through a blend of governn.=..* grants, mass low fees, charges for materials and services,
funded projects, donaticns 2+d cost-saving partnerships — a model that exploits economies of

scale to teach hundreds of thousands at low unit cost. Strengthening both sides of this picture

— a larger and more reliabie public investment in education generally, and efficient, diversified

finance for ODL institutions in particular — is one of the most practical routes by which Pakistan

can educate the citizens its conventional campuses alone cannot reach.
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