Building Bridges not Barriers 
Community Colleges as a Pathway to Economic and Social Opportunity in Pakistan
Executive Summary 

  
Of the myriad challenges Pakistan faces, the most intractable is to put in place a credible education system that is not only synchronous with national development strategy, but also creates a level ground for all segments of society. It can be argued that the flawed education policy – which has created a narrow band of exceptional education and educational institutions, and a huge swath of woefully deficient ones – is singularly the most important reason for the dire straits the country finds itself in. We are now beginning to understand, that our education system is producing good quality higher-end product at universities, unmatched by a low grade output at the lower tiers which is exacerbating the fissures in society.


Since 2002, when the “sleepy” University Grants Commission (UGC) metamorphosed into the Higher Education Commission (HEC), higher education has shown remarkable progress. As a result, most universities have transformed themselves into vibrant centers of research and academic excellence, and upgraded their infrastructure as well as human resource. But the lower tier of colleges that feed the universities, have remained stagnant partly because they are with the provincial governments, and beyond the pale of HEC. Unless a smooth transitory bridge between the colleges and universities is built, the success in higher education will not be sustainable. 


HEC is trying to correct this imbalance in a pilot project, spanning over a ten year period with the help of USAID, in which five “magnet” universities will “adopt” affiliate colleges, mentor and upgrade them, so that their graduates have a credible education acceptable to the marketplace, or the mentoring university for further studies, which includes proficiency in English. These adopted community colleges will continue to get their budgets from provincial governments’ at their peer level, and will only be topped-off by HEC funds in this program. The program will start with an enrollment of 12000 students, and then 12000 each year, with 12000 passing out every year after the first 2-year cycle. These colleges will be on the pattern of the community colleges in the US, which mostly run a two-year post high school associate degree programs.
At the end of the ten year project life, there would be 216,000 graduates, majority of who will be in the market with much needed, and robust associate’s degrees, while some would have acquired higher university degrees. This program not only increases access to postsecondary education in universities, but also creates a necessary nexus between universities and the society in which they function. Instead of ivory towers in the clouds, they will demonstrate relevance through the linkages they develop with students in the “affiliate” institutions. Once the program reaches steady state at year ten, it is envisioned that the governments will be motivated to institutionalize this program through their own budgets for sustainable socio-economic development. 

The Challenge

· Pakistan, the 5th most populous nation in the world behind China, India, the U.S. and Indonesia, (United Nations Development Report Data) is projected to experience continued dramatic population growth over the next two decades, as a result of very high fertility rates,  even when compared to other developing nations in South Asia

· This demographic pressure on Pakistan is only likely to increase because of the youth bulge in the age group 15-24 which will continue well into 2025.  According to Stephen Cohen in the Idea of Pakistan, “This could pose a serious problem since this situation, in combination with urbanization, lack of education and high unemployment, is usually a recipe for social unrest.”  Cohen goes on to argue:  “A large population that cannot find opportunity within Pakistan but is unable to leave the country in sufficient numbers produces masses of young men (and a few young women) that are ripe for political exploitation. To some degree this can be balanced by an increase in the police and security forces, but there is just as likely to be a rise in political parties and leaders who recruit these young people to extremist political causes.”

· Pakistan has more than 1135 colleges and 3059 polytechnics which typically provide the equivalent of Grades 11-14 and which are funded and governed by provincial ministries of education, while the 125 public and private universities are coordinated, and in the case of public universities governed and financed, by the Higher Education Commission. But national postsecondary participation rates remain abysmally low in comparison to other developing nations. Pakistan now has only 853,535 students in postsecondary institutions, while Iran has 8,776,792, Bangladesh has approximately 89585, Turkey 2 142 218 and India 2085000.
· Furthermore there are critical differences in access to postsecondary education and training opportunities among the various provinces and between those in rural and urban areas of the state.  Areas of Baluchistan, the Northwest Frontier Provinces and rural Sindh face particular challenges in providing access to quality education and training opportunities for young adults.  Education in the public secondary schools and colleges is offered in Urdu, while private schools which tend to cater to the urban elite and all university education is offered in English, which tends to perpetuate class differences and contribute to growing polarization.  
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· While significant challenges face Pakistan’s under-funded and poorly performing colleges and polytechnics, Pakistan’s universities (which traditionally offer the equivalent of master’s and doctoral programs) have a stronger track record of success, creating well educated and trained graduates capable of competing in the global marketplace.  Traditionally, however, graduates of the public colleges and polytechnics are ill-prepared with the English language and technical skills to compete with graduates of the private secondary system and colleges and find themselves trapped with no opportunity to pursue further education or technical training at the university level that would allow them to be competitive in the workforce and break into the middle class.  

· It is clear that increased rates of advanced education contribute to civil society and increased individual and community-wide economic development. Whether in the U.S. or in the developing world, “Education Pays.”   In Pakistan, the difference in earning power between an individual with a secondary certificate versus one with a university degree is 1 – 4. And that difference has a multiplier effect throughout the extended family and community.  If Pakistan is going to break the cycle of poverty and alienation, an effort must be made to invest in her human capital to provide positive outlets for the more than 25 million youth between the ages of 17 and 25 who presently face an increasingly bleak future.

· While nationwide, there is significant variation in the quality and capacity of existing colleges and polytechnics, governed and financed by provincial versus the federal government that funds the universities, the colleges and polytechnics do have a loose affiliation with their local universities.  The solution is more complex than just opening up additional slots at the existing universities.  Too many of these students from rural and impoverished backgrounds lack the skills to initially be successful in the more competitive university environment.  

· Further exacerbating the problem is a lack of articulation between institutions so a student who has successfully completed a technical training course as an electrician or mechanic at a polytechnic, for instance, has virtually no opportunity to transfer to a university to pursue a degree in mechanical or electrical engineering.  Similarly a general business or teacher education graduate from a local college typically finds few options to build on that foundation to achieve a higher degree because of the existing disconnects between sectors which serve as barriers rather than bridges.

· Cohen concludes that “less than 25% of Pakistan’s workforce is literate, which makes it difficult to train workers for any but the most menial tasks and discourages industry and foreign companies from investing in Pakistan… Pakistan’s educational system is appropriate for a traditional hierarchical society that need not compete internationally with similar countries for markets, technology and investment.  If Pakistan were blessed with significant raw materials, oil, or some other source of energy, this situation might be tolerable, but it is not, and in the long term Pakistan’s noncompetitive educational system will be one of the prime causes of economic stagnation and perhaps political turmoil.

The Solution

· The Higher Education Commission (HEC) proposes to address the existing bottlenecks or disconnects by seeking funding from the U.S. Agency for International Development to undertake a substantial reform of the existing system with the creation of a new model of college/university alignment, built upon the American community college model.  These new community colleges, will share the fundamental mission of their American counterparts, in that they will provide an open access associate degree preparatory education in English that is fully articulated and will lead to either a university degree or advanced technical certificate or degree leading into the workforce.  When necessary these colleges will provide the remedial English reading, writing and math skills to enable students from less developed communities to be competitive in the university setting.  Students would also be trained in computer literacy, and participate in courses in citizenship. 

· These newly reconstituted colleges, will be governed by a community council/board, that will include representatives from local business, workforce development, education, security officials, religious leaders, and the NGO community, and unlike existing colleges, will particularly tailor their education and training offerings to support the economic opportunities that are high priorities in the local region and that will help provide a competitive trained workforce that will attract business and industry.

· The HEC does not propose a change in governance, rather a strengthened partnership with provincial ministries of education.  Local ministries would continue to support these institutions at the same budget level, but these funds would be matched by enhanced investments from the HEC to be used for the purpose of upgrading professional development of faculty, development of new improved curricula, and laboratory facilities and equipment.   Because these college/magnet university partnerships are being built from existing institutions, massive infrastructure development of new facilities is not required.  Underutilized capacity exists in existing facilities, particularly in the afternoons, and will only require some upgrades to ensure adequate IT capabilities and well equipped laboratory facilities.

· To ensure quality control, universities would provide increased monitoring and evaluation services to their partner institutions. Committees made up of faculty from the college and university from various academic disciplines would be convened to develop a market-driven curriculum with clear articulation between sectors and explicit benchmarks for student outcomes, at each level of education.  A particular emphasis would be on creating applied educational opportunities including internships that will further enhance the quality of educational offerings. 

Goal and Objectives
Strategic Goal:  To significantly increase the overall education levels of Pakistan, supporting improved economic competitiveness, a stronger more resilient private sector, through an expansion of access to postsecondary education and training opportunities and reforms that will overcome existing barriers and that will ultimately lead to reduced poverty and a reduction in the factors that contribute to social alienation and marginalization that serves as a breeding ground for extremist groups. 
Specific Objectives:
To create a pool of talented graduates with a  two year post secondary diploma who area readily marketable at the associate level in their trades. The program of study should enable those who want to continue studies a seamless entry into a regular university program. It will upgrade skill levels in various trades, and create opportunities for the more ambitious and talented to continue higher studies.

· Build institutional and human capacity of selected community colleges in both public as well as private sector;

· Bring entrepreneurial approach to improve economic competitiveness;

· Train management and academic staff of community colleges in respective areas;

· Reform existing processes and barriers in development;

·  Develop market based curricula;

· Earn a range of technical and professional degrees or certificates, with a strong emphasis on applied hands-on experience incorporated into the curriculum;

· Earn an academic associate degree that will fully articulate into a university baccalaureate and graduate degree discipline;

· Prepare students for the SAT, TOEFL and/or other admission requirements, that would allow them to be eligible to pursue scholarship opportunities to pursue their education in the US;

· Develop units that will focus on  opportunities for providing short term professional development and specialized workforce training on a contract basis for business and industry and community education opportunities to enhance the education levels of the entire community;

· Get benefit from the institutional models for expanded student services, financial aid, and institutional development and alumni services, developed by the HECFAD project;

· Establish a community council to ensure local buy-in and “ownership” made up of representative stakeholders;

· Establish a Leadership Development Academy;

· Create a network of learning community among participating institutions that will allow the sharing of best practices and lessons learned and establishment of on-line resources and sharing.    

Project Description

Pilot Year One and Two:
· To ensure the new community college model produces the intended outcomes, the HEC proposes to initially pilot six articulated university/college partnerships at four universities in three areas of the country with highly disadvantaged student populations that have significant under-representation in tertiary education.  This initial intake is targeted to serve at least 12,000 students (who will be admitted in Year Two) with the goal of later scaling up the number of participating magnet universities with additional college partners once models and effective practices are in place. The universities, which have all volunteered to participate, represent different academic specializations including engineering, agriculture, and business administration.  The proposed initial four magnet universities include:

1. Baluchistan University of Information Technology, Engineering and Management Sciences, in Baluchistan;

2. Institute of Management Sciences, Peshawar, in the NWFP;

3. NWFP Agricultural University, Peshawar, also in the NWFP;

4. Sukkur Institute of Business Administration, in rural Sindh;

5. NWFP University of Engineering and Technology Peshawar;
· With the support and input from the provincial government, each of the participating magnet universities will select one or two existing affiliated public colleges or polytechnics in their region with which to initially partner and develop this new community college model.  The model will include education and training tracks that will allow students to:

1. Earn a range of technical and professional degrees or certificates, with a strong emphasis on applied hands-on experience incorporated into the curriculum, that prepares a student for high demand careers in the workforce, but that can also serve as a building block in a career pathway that will allow the worker to return at a later time to seek an advanced technical degree, if so desired;

2. Earn an academic associate degree (completing the equivalent of Grade 14) that will fully articulate into a university baccalaureate and graduate degree discipline and allow them to be academically competitive with students who attend more elite private institutions; 

3. Prepare (if exceptional talent is demonstrated) for the SAT, TOEFL and/or other admission requirements, that would allow them to be eligible to pursue scholarship opportunities to pursue their education at an American university;

4. It is also anticipated that these new colleges will also develop unites that will focus on  opportunities for providing short term professional development and specialized workforce training on a contract basis for business and industry and community education opportunities to enhance the education levels of the entire community;

5. Participating colleges will also benefit from the institutional models for expanded student services, financial aid, and institutional development and alumni services, developed by the HECFAD project, further leveraging existing USAID investments.

· Establish a community council to ensure local buy-in and “ownership” made up of representative stakeholders.

· In light of existing security concerns which make in-country travel difficult for both Pakistani nationals and for U.S. experts providing technical assistance, the HEC will establish a Leadership Development Academy in a close-by Gulf State location such as Qatar or Dubai.  (Qatar is presently in the process of developing its own national community college system, and Doha would be a logical and relatively accessible location.)  

· Create a “learning community” among participating institutions that will allow the sharing of best practices and lessons learned through semi-annual strategy institutes, and the establishment of on-line resources and sharing.  Institute a rigorous evaluation protocol that will ensure that projected reforms are taking place and that anticipated outcomes are being met that will inform future expansion of the model.

Projected Tasks and Timeline For Years One and Two
	
	Year One
	Year Two 
	Year Three
	Years Four to Ten

	Participating University Vice Chancellors and the HEC

negotiate with Provincial Government to select

 participating affiliated colleges 
	
	
	
	

	HEC to enter into contract with management and TA assistance provider; identify appropriate project management staffing and core leadership team for each consortium
	
	
	
	

	MOUs developed between Universities and 

Participating colleges and provincial ministries
	
	
	
	

	Community Councils established for each consortium
	
	
	
	

	Needs assessment of existing college/university curriculum and degree alignment undertaken
	
	
	
	

	Protocols and Operating Procedures Developed by working teams
	
	
	
	

	Site for Leadership Academy selected, and curriculum designed, with appropriate technical assistance identified
	
	
	
	

	Benchmarks established, and systems established to ensure

Adequate accounting of student outcomes
	
	
	
	

	Needs assessment conducted of Infrastructure enhancements and needed equipment identified and procured
	
	
	
	

	Training provided to College and university staff to prepare for supportive student services and registration systems
	
	
	
	

	Newly articulated Curricula are approved, texts purchased
	
	
	
	

	Marketing and Public Relations efforts are undertaken to inform communities about new opportunities and recruit students
	
	
	
	

	Meet with regional secondary school leaders to inform them of the new colleges and educate them on reformed standards and college ready expectations
	
	
	
	

	Establish college program advisory committees with leaders from business and industry to provide input to workforce needs, curricula, and to promote contract training opportunities
	
	
	
	

	Develop college entrance diagnostic test to determine an entering student’s preparation and placement
	
	
	
	

	First group of 12,000 students are inducted, assessed and placed
	
	
	
	

	Ongoing evaluation and assessment unit will analyze what is working and not working and propose potential solutions
	
	
	
	

	Strategy institute will be held at Leadership Academy Training site for teams from each of the college/university consortia to analyze best practices and lessons learned
	
	
	
	

	Additional colleges and universities will be identified to come onboard in Year 3 and future phases with all of the afore mentioned processes put in place, but benefitting from the experience gained in Tier 1 institutions.
	
	
	
	

	External evaluation team made up of peers from other universities will visit and conduct interviews and examine initial student outcomes data
	
	
	
	

	First group of students from Batch One will graduate with a degree or certificate, and either transfer to the university or into the workforce
	
	
	
	

	Tasks related above are repeated for new universities and college consortia
	
	
	
	


Phase Two – Expanded Implementation (Year Three)  ***IS THIS REALISTIC?****

· Each community college will matriculate a second class into their institution, and magnet universities will add an additional college or more to their consortium, with a resulting enrollment of up to 28,000 students.  

· In addition two additional magnet universities will be added to the project, each serving one or two selected colleges.  This expansion should result in an additional 3 colleges and 6,000 additional students being served, with a total impact by Year Two on more than 34,000 students.

Future Phases (Years Four through Five)

Continue with ongoing expansion, evaluation and training, constantly assessing and developing materials to support the learning community.

Sustainability:

· After the course of this USAID ten year project investment at the participating universities and colleges, it is projected that increased government and provincial investments will result once the model has been proven to be successful.

· The focus on partnerships with business and industry and the potential to create a revenue stream from customized training for industry, should result in greater public private partnerships that will benefit not only these consortia, but also the economic development and investment in these provinces. 

· Presently Pakistan earns $1billion rupees per year in remittances sent home by the more than 183191 Pakistani workers who work overseas, primarily in the Gulf States.  However, unlike their  Indian counterparts, and workers from many other developing nations who also send a large number of their young adults abroad to work but who typically have a technical degree or certificate, the vast majority of Pakistanis go into the lowest paying unskilled jobs.  If Pakistan were able to increase the percentage of young adults who instead are hired into much higher paying skilled jobs, the economic impact on the economy would be immediate and significant.  A ten-fold increase in the value of remittances, which overtime is not out of the realm of possibility, would wipe out Pakistan’s current debt.

Evaluation:

As was articulated in the project plan, a thorough objective evaluation that incorporates a culture of evidence and is based on good qualitative and quantitative data systems will be a critical component of this project from its launch.  While it will require upfront investments in MIS systems and training, at both the university and college level, the impact of being able to demonstrate real returns of investment and what works will be a significant factor in efforts to scale up these models and practices nationwide.

 Each participating college will receive funding to establish an institutional research office that will track student performance.  External evaluator teams, made up of objective third parties from other universities, will conduct annual evaluation visits following a carefully developed protocol that will include individual and focus group interviews with key stakeholders.  These evaluations will be used to inform the broader learning community about what interventions and innovations are working and not working in these different institutions, based on evidence.

A comprehensive evaluation report will be submitted to the HEC and to the funder which will identify lessons learned and report on progress toward the achievement of outcomes.

Organizational Capacity:


To run this program successfully, it is important to enhance and upgrade the capacity of the “magnet” universities as well as their adopted affiliates. By far, the major effort will be in upgrading capacity at the affiliate institutions. It is critical that the current capacity building programs in the provinces run apace, and the existing budgetary allocations continue. The HEC – USAID initiative will only step in to boost capacity to required levels.


Universities are well organized to run programs of this nature. Indeed, most are already doing this, albeit at a more mundane level. The Technical and resource input here is minimal. The major capacity building effort will be in the affiliate colleges, both at the infrastructure and organizational levels. Laboratory up-gradation is the most important component. The existing faculty is inadequate and needs to be bolstered. Training will be another major activity, in which major effort will be to re-train existing faculty members. 
What can partners offer:

· Staffing; the partners have sufficient staff, teaching faculty.

· Infrastructure, technology, and financial resources; the additional financial resources would be provided by the donors.
· Strategic leadership; 

· Program and process management; 

· Networks and linkages with other organizations and groups exists;
· The administrative and legal systems exists; 

· Having capacity to address the policies and political environment that influences the organization; 

· The technology; the updated technology is available;
· Having knowledge and capacity to address economic trends. 
· Incentive and rewards systems exists; 

· Having capacity to conduct institutional and human capacity building program; 
· Having capacity to conduct needs analysis of the selected community colleges;

· Having capacity to develop market base curricula;

· Having capacity to provide technical assistance to selected community colleges and partner institutions/universities
· Extent of shared norms and values promoting teamwork and pursuit of organizational goals; 

Conclusion 


In the US today, more than half the workforce consists of graduates of community colleges, with a two year post-high school diploma. In Pakistan, we have experimented with similar programs in certain disciplines (i.e. polytechnique institutes for engineering), but for the most part, we have looked at colleges and universities as a natural stop after secondary school. With a myriad problems plaguing the education sector – not the least of which is inadequate funding – the disappointing reality is that less than 4% of children in the 17 to 23 age cohort have access to higher education. The rest are left in the market, with no employable skills to fend for themselves. 


The HEC – USAID program of training more than a 100,000 students in colleges affiliated with volunteer, partner “magnet” universities over a ten – year pilot project is a novel concept for Pakistan. While a pool of talented technologists is created, it will also enhance the academic and linkage programs of the universities. Our universities are producing good quality graduates, despite the fact that the raw material coming in often needs extra effort. Students coming out of this HEC – USAID program will assimilate more readily into the mainstream university population. 



The five “magnet” universities are volunteers, with a concentration in the NWFP, and cut across a wide spectrum of specialties. We have learnt a hard lesson of a weak education policy in Pakistan, that allows students to fall through the cracks, and become ready fodder for other players with nefarious and devastating designs. This HEC – USAID program will ensure that a large number of 17 to 23 age kids will find either gainful employment or access to universities. It is imperative, however, that the three players – provincial governments, HEC and universities – work in tandem, otherwise the program can flounder. It will be the responsibility of the consortium of “magnet” universities and the HEC to sell this to the governments. 
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