& ‘ ICF IGIHIK|

PUrSs 2 90 @51 pidiins

Benazir Income Support Programme
Targeting Process Evaluatig@luster A & B

Final Report

July 2013

Submittedby:
ICF GHK

In association with subconsultants:
Collectivefor Social Science Research
Associates in Delopment (AID) Private Limited

P40252714 and P40252715







ICF G/H K

an ICF International Company

Benazir Income Support Programme
Targeting Process Evaluatig@luster A & B

Hnal Report

July 2013

Submitted by:
ICF GHK

In association with sulronsultants:
Collective for Social Science Research
Associates in Development (AiD) Private Limited

P40252714 and P40252715

Khatib Alam

ConsultingDirector

ICF GHK

Clerkenwell House, 67 ClerkenwRbad, London, EC1R 5BL, UK
Tel: +44 (0)20 7611 1100

Fax: +44 (0)20 3368 6960

Internet: http://www.ghkint.com






ICF IGIHIK|

an ICF International Company

WSTY WaAwRH. pLH{Ttmn! 3. K Wdzf @8 K H 1 MO )
Hp' fvdzf @ 2 Hwmo
Director Beneficiaries Services
Benazir Income Suppdfrogramme
F Block Pak Secretariat,
Islamabad, Pakistan.

Dear Mr. Naveed Akbar
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We are pleased to submit our final deliverable for the Targeting Process Evaluation (TPE), Ghoter A

the Final Report. The content and structure of this report was presented at the Project Completion
Workshop, held in Bhurban orf"May, 2013. The valuable comments and suggestions of the BISP senior
management and participants at the workshop haween incorporated into the report. The detailed
structure was subsequently agreed with yourself during the meetiriggdfluly, 2013.
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Entry; (iii) Grievance Complaints; (iv) Payments Complaints.

Given extended delays in the assignment for various reasons, and to ensure timely closure within the
current contract period, we are taking the opportunity to submit in parallel our final invoices relating to
retention amounts.

We would particularly like to express our appreciation to yourself and your team for the encouragement
and exceptional suppogtrovided through the course of this assignment. We look forward to your early
feedback on the report, three printed copies of which will be delivered to BISP.

If you should require any other information, please do not hesitate to contact me on
khatib.ahm@ghkint.com or the GHK TL, Mehreen Hosain or the GHK DTL, Muhammad Tariqg.
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EXECUTIVE SUMMARY

Background and Scope

This is the final report of the Targeting Process Evaluation (TPE) of the Benazir Income Support
Program (BISP). BISP was launched in October 2008 as the main social safety net platform in the
country and ledo a severaffold increase in government spemgj on social safety nets from 0.3% of

D5t Ay wnnt G2 (KS pafiamedtidahitnouslytagproded thé BISPA In PORG
Although BISP has initiated pilot interventions in various social policy areas, its original and main task
remains the eélivery of an unconditional cash transfer (UCT) to poor women. Almost 7.5 million
families have been identified as eligible, of which currently 4.6 million eligible families, representing
about 1?6 0f the total population, are already receiving paymentnrolled families are paid cash
assistance of PKRs.1000 per month (this has been increased to PKRs. 1200 in the recent Budget
speech).

The design and evolution of BISP is characterised by four major shifts in social protection
programming in Pakistan:a moveto systematic poverty targetingb) intent to reach most of the

poor, and a significant proportion of the national population; (c) putting women beneficiaries at the
centre of the programand (d) introduction of institutional mechanisms and segi@on of functions
across partners for targeting, monitoring and evaluation, grievance redressal and delivery.

¢tKS ¢t9 F20dzaSa 2y .L{tQa !/ ¢ L F2N¥Y& LI NI
L{tQa ONRGAOIT LINRIMNG featfa eedundkinhd ensuritAiely process 2

I RedzaliYSyidao ¢tKSNBE NP GKNBS 1Se KAIKSNI 2NRS

NBEIAYSY O0A0 GKS WilFINBSGAYIAQ 2N ARSYGATAOFGAZ2Y
eligible; and (iii) the payment or cash transfer itself. ThédsetaQprocesses translate, in practice,
into four components or research elements to the assignment:

i.  Targeting Process (Shadowing component)

i. Data Entry Process (bridging targeting and enasith
iii.  Grievance Cases (cases other than payments and largely related to enrolment)
iv.  Payment Cases

The remit of the TPE was to (a) assess whether BISHtsaRdrtner Organizations (POs) are
implementing thetargetingprocess following the methodologyescribed in the Targeting Manual

and its respective annexes; (b) providetime feedback to BISP on field operations with evidence
based advice as to how immediate improvements can be made; (c) assess if the targeting
methodology and other operations aproducing the outputs expected from the targeting process;
and(d) make recommendations for procedural adjustments, based on field observations.

The TPE assignment was initiated in August 2011, and fieldwork, initiated in October 2011, was
concluded in Mrch 2013. The period of fieldwork allowed observations across a transition to
technologybased systems.

Targeting

Soon after its initial starip phase, BISP adopted a poverty scorecard (PSC) based approach to
beneficiary identification. A poverty s@ward census was piloted initially in 16 districts in 2009 and
then rolled out nationwide in phases from 2010 to 2012. BISP chose to outsource the data collection
process to a variety of organizations (which it called Partner Organizations or POs)ngnthed
Population Census Organization (PCO), which is responsible for conducting the national housing and

ICFGHK Page3
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population census; consulting firms; and a nationwide NGO network of rural support programs, the
Rural Support Programs Network or RSPN. The BiSBsceas supported by a Public Information
Campaign (PIC) which was carried out in two phases. The first phase involved a national media
campaign run by BISP itself, outlining the salient features of the prageamn radio, television and

in the print meda, and informing the recipient audience that a census was going to be held. The
other form of the PIC was a forward campaign run by the PO in a particular area, with the objective
of informing area residents of the impending census. The TPE observedrgfsting process
through the shadowing of 3,290 household interviews across the couiitng. observations focused

both on the first time survey and the Survey of Incomplete Forms (SIF) which followed.

CKS 2@0SNIftf FTAYRAY3 2afionwas Sonsiderdble, arid thét ke survey vgnt Qa LI
ahead even in locations such as FATA where the security situation was difficult, transport and
communication facilities were poor, and social barriers (particularly to a scheme that targeted
women as benetiaries) were perceived to be high. The key factor in conducting the survey
successfully, whether in difficult areas such as FATA, or in places where community leaders were apt

to try to influence survey results, was to engage the community leaders textent possible. The

survey succeeded in establishing a government presence in some areas where there has historically
been little public sector intervention. It also served to build capacity in local community based
organizations and in community wonigeall over Pakistan.

There were also challenges and difficulties which led to variance from prescribed process. Although
most of the POs made attempts to put together maps in some form these maps were not detailed
enough to facilitate a census. GPSwavused to note coordinates of households once the survey
began, but there is no indication that enumerators carried out the instructions of establishing
boundaries of areas of operation using the GPS. There was considerable variation across POs in how
field staff were equipped (with name tags, bags, and other accessories) and trained. Introductions
were found to be lacking in general, with enumerators either forgetting to mention BISP, or simply
not explaining the purpose of their visit very clearlyeryoften, they simply started the interview by

filling out CNIC details the most timeconsuming part of the survey, which they obviously wanted

to finish fast so as to move on to the next house.

All the POs complained of inordinate delays in paymentsch occurred primarily due to delays in
b! 5w! Qa OSNIATFTAOFIGAZ2Y 2F (GKS ydzyoSNI 2F O2YLX SGS|
firms, the delays may have adversely affected the retention of trained staff.

As in the case of first time interwvies, the SIF, where the bulk of shadowing took place, also yielded
some positive and negative findings. The PO recognized early on that logistics would potentially be a
major issue in this phase of the survey, and they included tracking methodologiesritréiming, as

well as allowing time for household identification in their field schedule. In addition, all field
supervisors were provided means of communication to ensure that they contacted households on
phone in advance, to the extent possible, befesending teams out to the field. Remuneration
determined for enumerators was significantly higher than in the earlier survey, keeping in mind that
the enumerators would not find the project attractive unless they could at least match their earlier
dailyearnings. Refresher training was provided to everyone without exception, and included all the
core modules of the earlier training, along with a section on household tracking and identification.

The SIF gave rise to a unique set of issues, insofareguired closer coordination between BISP

and the PO than had previously been witnessed. It was also more logistically challenging as POs
were required to remobilize teams that had been dormant for more than a year. The work was
more physically demaridg as it required field staff to trace out households which were often
scattered over a wide area, or had relocated. Most of the forms had GPS coordinates of the

ICFGHK Paged
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households to be traced, but survey teams were unsuccessful in using these to track hdssehol
Implementing parties also had some concerns about the policy support provided by BISP during the
SIF. Tracing households was sometimes inordinately difficult, as there were examples of even
district andTehsil names being wrongly noted on forms.

Saient recommendations on the targeting process are:

i The standardization of training was vital, but closer monitoring of future surveys is essential to
reduce the variation in performance across POs and also across regions within the mandate of
one PO.

1 PG should be encouraged to strengthen back office management and to maintain close
coordination with BISP.

1 Payment protocols should be clearly defined in contracts, and BISP and the POs should be on the
same page as far as these are concerned.

Data Entry

The BISP data entry process is outsourced to NADRA, which in tuoorsibicted approximately
96% of data entry to its partners with % being undertaken by NADRA itselfsing internal
resources. PSC forms/data once received require entry to the BitdBade prior to analytics to
determine the poverty score. The process of data entry can bedsutbed into the following
components: a) scanning; b) data entayid (c) uploading data to the BISP database.

The main objective of the process evaluatioasno provide feedback on the accuracy and efficiency
of the data entry process. This was to be complemented by a quantitative spot check of the data

SYGNE LINROSaa® ¢KS REFEGIF SyGdNE LINROS&EE 614 Faa
Vah RF GA2YZ +SNATFAOFGAZ2Y FyR .SySTAOAINE {StSOGA

observations and interviews was carried out in each centre and included meetings with BISP /
NADRA, structured observationsth& data entry process using aextklist, direct observation of the

data entry processes, meetings with data entry staff, and-esgberience through practicing
different processes.

For the main part, the data entry sygyocesses were observed to be smooth and efficient. Several
roundsof data entry had resulted in learning and finening of processes, and quality checks were
I3SySNrftte SFFSOALSD ldaSywLiia KFR 6SSy YIRS
system, and the replication of processes by the TPE team confifma¢dystem design was effective

at capturing and blocking erroneous entries. While quality checks are generally well designed, a key
observation relates to the protection and integrity of the database. With limited security checks
and no encryption of ta, it could be possible for the data entry PO to simplyptoad the rejected
batches of PSCs without-emtry of the data. This could impact on the quality and accuracy of data
entry.

While processes related to data entry are being implemented,vgethe recommendations for
further improvement are presented below:

I Upload images at NADRA to circumvent image rejections by software and speed up data entry.
1 Review security protocols and data protection. Enhanced security protocols and encryption
should k& considered.
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Grievances

LydSaNtt G2 Ada aeaidsSya IyR YSOKIyAaYa F2N | O«
redressal. Initially, there were no prescribed mechanisms or standardisation; any complaints
received were handled manually, entered¥tNBE I A A0 SNRQ YR Ay &a2YS 2FFA
$SNB LINBLI NBR (G2 F2NBIFINR (2 KAIKSNI 2FFAOSad Ly
{eaidsSYyQx gl a f1dzyOKSR FyR NRffSR 2dzid ¢KAa NBa
grievance rdressal process. Cases which previously took months to resolve could now be resolved

within days.

The advantages of the CMS include: (i) devolved authority to resolve cases; (ii) a cohesive and
standardised system unlike the prior ad hoc modes of redistreof complaints; (iii) a computer

generated complaint ID allows tracking of the complaint (though the practice of providing a tracking

at ALl G2 O2YLX FAYylryGa ySSRa 2 0S AYUNRBRAzZOSROT ¢
accept incorrect CNI(€omputerised national identity card) data for example; and (v) BISP staff can

check the status of a complaint as can a complainant through the BISP website. While there are
WIfAGOKSaQ Ay GKS &aeadsSy [yR | ydzyhasSmgrogedithei @ 4G S Y,
grievance redressal process significantly.

BISP has introduced multiple channels for the registration of complaints and appeating in

mind beneficiary literacy levels and regional variations across Pakistan. Appeals and corapaints
received through the following interfaces: (a) walk in at BISP field offices; (b) BISP Help Line; (c) BISP
website; (d) BISP Head Office, Regional Offices and Divisional Offices.

The following categories of grievance are among the more common omgessdd

Eligibility appeal: families with borderline poverty scores but extraneous circumstances
Incomplete forms

Missed out / excluded households

CNIC Update: The women whose CNIC details are missing in the poverty score card.

= -4 —a -9

Detailed case histories have been developed by stractured interviewing of beneficiary /
complainant and concerned stakeholders and key informants to explore the causes of the grievance
and the routes followed for redressal, as well as outcomes. T&lse studies are based on (a)
Interviews at beneficiary levelnd (b) Structured observations of complaint handliogntres at
Tehsil/Divisional offices. Sampling grievance cases was initially on the basis of complaint data
shared by BISP from the maaiisystem. After the first wave of fieldwork, the sampling strategy and
methodology was reviewed and revised following implementation of the CMS. A total of 720 cases
were studied during the project period and the cases were distributed proportionatelyngnthe

BISP regions.

The first direct communication with potential beneficiaries was at the time of the PSC census. The
second point of direct contact with beneficiaries was in theory the official letter which was to inform

them of their eligibility, preide details of the payment process and program, and advise on contact

points for complaints regarding payments. The overwhelming majority of respondents indicated that
iKSe KFR y2i NBOSAOSR GKS 2FFAOALI f ialHdtwoiksiavid G A 2 ¥y Q
community support systems were helpful in this regaird the absence of official communication

from BISP Once beneficiaries made it to a BISP office, staff would in general provide useful
guidance, particularly in later stages when B#S was instituted Howeverthe lack of followup

systems frequently meant several visits for the beneficiary.
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While a number of modes of registering a complaint are available, the majority of respondents
indicated a marked preference for a personalitvto the BISP office. In general most respondents
only felt action would be taken if they personally presented themselves and were assured of action.
Beneficiaries were generally accompanied by a husband or brother, while a very small proportion
were acompanied by sons/grandsons, or other beneficiaries from their area. There were virtually
no instances of beneficiaries approaching a local politician or notable for registering a complaint,
which would indicate that beneficiaries do not believe there ead for mediation or indeed that it
would be effective.

During the first wave of fieldwork, prior to the CMS being rolled out, procedures observed were
fairly ad hoc, and dependent on the management of the particular office/ division or personal
inclimations. Following the launch of the CMS certain procedures were standardized by virtue of
having to enter information in a system, however, other procedures remain to be standardized.

In most cases beneficiaries were not provided with any acknowledgestipnindicating a record of

their complaint, and they were also not provided with any indication of a{irame in which they

could expect action/response. Almost all complainants visited the BISP office at least two or three
times. Even where staff ragsted beneficiaries to not repeat their visit, the beneficiary herself was
not satisfied that any action was being taken unless she or someone she designated could physically
follow up on progress. Further, prior to the CMS there were few methods for tteetrack their
complaint, and not all complainants tiaccess to the internet. Multiple visits continued through to

the fourth wave of the TPE fieldwork, though there are indications that these did reduce
considerably with the advent of the CMS. Impottgncomplainants were not informed when their
complaint was resolved, and found out either by yet another visit to the BISP office, or the
appearance of their due money.

Frontline offices were reported to handle beneficiaries with empathy and in a velgful manner.

The majority of respondents were satisfied or fully satisfied with staff demeanor. There were no
instances of graft/bribery reported by respondents at any tier of BISP staff. Gradual improvements
in the skill and capacity of the staff desy with the beneficiaries / complainants were observed
across the four waves of the TPE. Regular electricity supply and internet connectivity was critical to
running the CMS and determining the status of beneficiatie$ remained problematic

Some tehnical issues persist; (i) an incorrect date format means it is not possible to track the history

of the events / action taken at different tiers while handling complaints; and (ii) the primary
interface with the beneficiary is the Assistant Complaintsl #ssistant Director level, and they

cannot view actions taken at higher levels or apprise the beneficiary of what is transpiring with the
grievance, and where there may be blockages. Cases related to wrongly entered CNICs number in

the PSC form cannotebaddressed by the CMS, as the system does not accept changes in the
OSYSFTAOAIFINEQA /bL/ YydzYoSNX® {AYAfFINI&zZ YIFI22N yIY
because of subsequent mismatches with NADRA records.

Following the introduction of the CMSha other systemic changes, there is a need to update the
Operational Manual, and provide training and operational guidance materials at the field office level.
Greater clarity was found to be needed on specific policies and courses of action in handling
grievances at the field level, and the need for further training across a range of areas including
customer service/handling, difficult or extraordinary complaints, and the range of BISP programs
was identified.

Through the course of the TPE there haverbsignificant improvements observed in the efficiency
of handling grievances, largely as a result of theaotlof the CMS. A number of other actions have
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also been taken by BISP to improve processes, some in response to TPE feedback, and others
through selfrealization of process issues. Salient recommendations relating to grievance processes
are summarized below:

I An aggressive mass education and awareness campaign needs to be launched to make
OSYSTFAOAINRSE oI NB 2F . L{tQa INARSOHIyOS NBRNBa

i BISP Tehsil offices should proactively inform complainants whose cases have been resolved by
any possible and practical mean of communication.

i1 IEC material in local languages needs to be developed and widely disseminated, specifically in
relation to detailsof how different grievances are handled, and the responsibilities of the
beneficiary and BISP.

i1 A clear timeframe should be given to the complainants regarding the resolution of various types
of complaints, with corresponding guidelines on processing tiimestaff.

i BISP policies need to be more clearly communicated and staff at all tiers trained on these.
Mechanisms need to be developed to keep updating staff about renewed/amended policies.

i1 BISP could work in some modality with volunteers, the NGO amdtprsector who are assisting
beneficiaries, to better inform and enable them, and ensure beneficiaries are being offered
genuine and optimal support.

1 The CMS should reflect case process and complaint resolution dates so that the case resolution
timeframes can be gauged and efficiencies monitored.

The CMS should include a printing option so that complainants are provided with printed
complaint acknowledgments.

Payments

The Pakistan Podfloney Order IO)A & RSt AGSNBR | i GKS Liga®d/Qa R22
thumb impression on the MO receipt is kept as a documentary proof. BISP cash transfers under
alternative payment mechanisnBénazir Smart Card &SC, Mobile Banking, attte Benazir Debit

Card orBDC) are transferred ta Virtual/ Limited Mand&e Account (LMA) of beneficiaries. The
alternative payment mechanisms provide the beneficiaries with easier options of withdrawing their

cash grants at the time and place that they find suitable.

In July 2010 BISP launchtdw BSC in four tegbhase ditricts (Multan, Mianwali, Sanghar and

Mirpur Khas). UBL is the partner bank for BSCs. This card has a bar code (that could be read by a
phone camera) as well as an embedded chip that can record important information (such as
biometric info/ thumb impressin) and may be used offline also by using special Point of Sale (PoS)
machines. The beneficiary goes to a franchise with her BSC, PIN and CNIC. In case of positive
authentication that an instalment has been credited to her account by BISP, she puts hdy thum
impressionon a register, and, gets her payment.

BISP started delivering cash grants through mobile banking in December 2010. This was to be rolled
out in eight districts but due to security situation, cowdly be started in five (Layyah, Larkana,
Rawvalpindi, Islamabad and Battagram). Virtual bank accounts were opened and mobile phones given
to 138,251 beneficiaries in these five districts. Intimation about release of instalment is received on
amobile phone as an SMS. After receiving a text messhgeheneficiary goes to a Telco franchise,
show the message and her original CNIC, puts her thumb impression on a register, and loadlect
instalment.

From February 2012 BISP started a major changeover in payment sgsiem money orders
delivered by Pakistan Post to payments through BDCs. The Card hatripedechnology and, in
addition to PoS located at various rural and urban centres, it canbesased at different ATMs
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including 1Link which is the biggest network of ATMs in the Country. Till May 2013 about 3.375
million BDCshave been issued by BISP which plans to expand this facility to all the 7.5 million
potential beneficiaries of BISPof which currently 4.5 million are being paid through the four modes
of payment.

For collecting a new BDC, BISP HQ informs beneficiaries about the change in payment mechanism
(a) Unverified beneficiaries are asked to go to a NADRA office to get thair fingts/information

verified and collect a new CNIC; and (b) Verified beneficiaries are asked to bring their CNIC and
contact number toa BDC Distribution Centre on a certain date for collecting their BDC. BDC
Distribution Centres are set up in everytdi, generally at theTehsil level within the premises af
BISPTehsil office, NADRA office or some other prominent place. Where distribution started in
February 2012, most receiver women have collected their BDCs, and, ontgmine located athe

district headquartercity remains operational for issuing BDCs to those who have not collected till
now. Each BDC Centre has three sets of counters: BISP Counter (for verification that she is an
existing beneficiary entitled to collect a BDC); NADRA Co(fimtedata and biometric verification

from a central database) and Bank Counter (for recording personal data, opening a virtual account
and issuing a BDC). After completing these steps, bank staff provides an envelope to the beneficiary
that has her BDC, RICode and instructions. They also explain how to use the BDC and advise them
about the security othe BDC and PIN Code.

The Payment Cases envisagedttin BISP Case Management Manual include cases relevant to
delivery through Pakistan Post only. BISBeQdanagement Manual needs to be updated so that it
also addressepaymentcases arising in alternate payment mechanisms incluiie@DC which has
now become the main mode of payment.

About 80% of Pakistan Post complaints are filed with BISP Offiasmmiplaints regarding electronic
payment modes, initially BISP staff did not play any role and simply directed the beneficiary/
complainant to the bank counter ahe BDC Distribution Centre. Now at BIB#sil offices, staff
maintains arexcel file in which the name, CNIC, address, contact number and nature of complaint is
recorded. Presentlyhe BISP CMS does not cater to Payment Complaints; however, a module is
being developed to include registration and redressal of these complaitite fature.

Pakistan Post has an established complaints redressal system and an enquiry (attentiesl by

postman and payee) is conducted by an officer for every complaint that is filed directly with Pakistan

Post or forwarded by BISP to Pakistan Post. Strict actismighal from service) is taken in case a
LRadyYly A& F2dzy R 3FdzAf e 2F YAAFLIINZPLNARIFGAYI | Y
impression is used as the main evidence for deciding a complaint. Instehé pfescribed eight

days complaint redress usually takes much longer, and, most enquiries are decided on the basis of

theo SYSTAOALF NEQa &aAA3IYSR YR gAlGySaaSR aidlaSySyd o

Some BDC complaints arise while using the card for the first time e.g. (a) lack of knowledge about all

the places where BDC can be used; (b) incomplete guidance by bank staff at BDC Distribution Centre
Fo2dzi K2g G2 dzasS GKS .5/ T 000 OFNR y24 FOGA@GEGS
etc. BDC payment complaints include (a) need for replacémoércard (lost or damaged); (b)
replacement of PIN (illegible, incomplete or erased); (c) exchange of BDCs between beneficiaries
(BDC is not personalized andedmot have the name or CNIC of a beneficiary); (d) card captured by

ATM after incorrect PIN ientered repeatedly. Though the complaints can be addressed quickly

through the bank helplinegenerally beneficiaries consider complaint redressal through bank

helpline as complicated (especially for illiterate womehe typical BISP clients). Bank $tatf BDC

Centres is facilitating the beneficiaries in addressing their BDC complaints by (i) Receiving BDC
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beneficiaries in contactintipe bank helpline.

The keyquestions which were investigated in the TPE regarding payments include: (i) Were
anticipated communications received, understood and appropriately acted upon by the potential
receiver women? (i) What concerns emerge around payments? (iii) Did receawsemwunderstand

their rights and see the potential of addressing their concerns? and (iv) Tracking of payment cycle to
suggest improvements for efficiency, transparency and ease for the receiver women.

Structured Interviews were conducted with the followgi stakeholders involved in the payments and
complaint redressal process: (i) Key officers/ staff of operations, finance and other departments; and
Provincial/ Regional, Divisional and Tehsil Offices of BISP; (ii) Key officers/ staff of Pakistan Post at
Headquarters; PostMaster General FMQG, Deputy Postmaster GenerdDPMG), DSPS offices and
GPOs; (iii) Key officers/ staff of partner banks;rélgvantKey officers/staff of Telcos; anReceiver
Women. To ensure that the Payment Proassdetailed inthe BISP Payments Manual are being
strictly adhered to, structured observation of payment processes at various levels were conducted.

During the fouwaves we covered all provinces/ regions and BISP divégmrtracking of payments

cases. The area cowf by a divisional office of BISP was sampled purposively, to generate sufficient
case studies to draw useful conclusions. Each quarter, 180 payment cases (90 per cluster) were
developed and 720 Payment Case Studies were submitted in four quarterly reports

A beneficiary usually finds that there is an issue of-paypment, after someone checks her Payment
Detail onthe BISP website and finds that (a) a number of MOs have been generated in her name and
shown as delivered to her, though she has not recethede; and (b) the amount for a certain MO

as shown on her Payment Detall is different from what she has actually received. Most reviewed
complaints (81%) were filed with different BISP office$ these 10% were filed with BISP staff
visiting a benefiery for payment monitoring. Beneficiaries consider BISP to be the key stakeholder,
and they are comfortable in dealing with BISP staff.

A Payment Complaint can only be addressed if it is formally forwarded to the relevant office of
Pakistan Post for pressing, enquiry and redressal. It was observed that 53% of the reviewed
complaints were forwarded formally by BISP Offices to Pakistan Post while 15% were filed by the
complainant directly with some office of Pakistan Post. A large number of complaifts {&2e not
forwarded to Pakistan Post while 11% were forwarded informally.

A formal enquiry was conducted by Pakistan Post in most (76%) payment complaints forwarded by

BISP or filed directly with some office of Pakistan Post. Informal enquiry wasnhé¥daf cases

(postal staff checked and found that the MO was not even generated or was returned as

Gdzy RSt AOGSNBRE YR 42 GKSNB 61a y2 ySSR 2F Ly Syl

It was observed that in mangomplaintcases, the standard BISP money order delivery procedure

wasnot followed and the postman handed over the money to someone other than the beneficiary in

whose name the money order was generated. The beneficiary (and the postman) gave written
statements that now the amount has been recovered by the postman and ées jpaid to her. The
LRAGYFrYyQa | RYA&aaA2y 2F RSEAGSNAyYy3a GKS LI eyYSyd i
breach of procedure which, in many cases, was not investigatethdyakistan Post. There is

usually a mismatch between the paper traf statement given before the enquiry team and the

position as shown by the Payment Detail from which it appears that complaints are being resolved
AYF2NYEEte YR GKSY O2YLX FAYFryGaQ adlaSYSyada I NE
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delivery of cash transfer from Pakistan Post to BDC. This lack of information resulted in many
difficulties for the beneficiaries and BDC Centres staff, such as:

1 Crowd management issues as beneficiaries did not receive information about the specific date
when they should visit a BDC Centre.

i Many beneficiaries could not receive their BDCs as they did not have the information that their
payment mode has changedhey simply thought that their MOsere being misappropriated.

T alyed o0SYSTAOAIFINRSAE KIFIR y2i NBOSAOGSR . L{t fSai
addressany CNIC discrepancy before goinghe BDC Centre for collectirigeir BDC.

BDC Complaints reviewed by us were in three general categories: (i) Complaints regarding PIN Code;

(i) Complaints regardinthe. 5/ T F YR O6AAAO0 . SYySTAOAINERQAa .5/ y2i
with cash transfer. We tracked cases for lost/damagedhanged BDC; BDC captured by ATM after

multiple tries; no BDPINin the BDC envelope received at BDC Centre; and, CNIC requirement for

BDC issue, etc. Some unique cases regarding preldéimiometric verification, and, BDC wrongly

issued to someone o#r than the beneficiary were observed.

Most of the reviewed BDC complaints were regarding the colleatioBDCor first withdrawal
through a BDC and covered cases such as (i) difficulty in collecting her BDC (old CNIC, problem of
biometric verification,multiple visits, etc.); (i) BDC or PIN was lost before or during the first
withdrawal (mainly because she gave it to someone else as she could not go to the payment point or
did not know how to use the card herself); or (iii) card not activated or amaanhtransferred to

her bank account (due to which she continued to tiwywithdraw moneyand finally her BDC was
captured).

During interviews with complainants we found that nearly 85% had to take help from someone else

to withdraw their cash transfer bysing their BDC. Obviously for withdrawing cash ftomPoS, a

beneficiary has to depend on the franchisee but this dependence on someone else in case of
withdrawal fromthe ATM resulted in many complaints regarding fraudulent withdrawals. The main
reas/ & K& aK$S O2dzZ RyQd dzaS GKS OFNR KSNESET 4 SNE
GKAETS AadadzAiy3a KSNJ .5/ |G GKS .5/ [/ SYGNBT O0AAO A
use the card; and (iii) distance from her home to the neaR®sE/ATM or cultural reasons due to

GKAOK aKS O2dzZ RyQd 3I2 (G2 | LI e&YSyid LRAY(IO®

Based on lessons learnt during payment casek, the following key recommendations emerge
regarding delivery of cash transfers:

i It appears that the present communication sent to beneficiaries regarding complaint redressal is
SAGKSNI y2G NBOSAOSR o6& GKSY 2NJ Aa y2i dzyRSNAG
Guidelines may help the beneficiaries/ complainants.

i BISP must mator payments to ensure timely delivery of full amount to beneficiaries.

1 BISP should ensure the provision of acknowledgements to beneficiaries who lodge payment
complaints so that the progress could be traced.

i BISP HQ should take action on complaintgvéoded by BISP Tehsil Offices for redressal and also
send regular feedback to these offices for informing the beneficiaries about the progress and
redressal of their complaints.

i The Payment Detail is the most important tool féne beneficiary as well asIBP. Cases of
incorrect/ illogical entries in the Payment Detail should be automatically selectetlebBISP
MIS and presented as a report so that these could be investigated by BISP officers.
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i Itis important that payment status is regularly updated ie ayments Detail dhe beneficiary
shown onthe BISP website for minimizing umecessary complaints

9 Revision/ Updating of BISP Case Management Manual so that it caters to all modes of payment.

1 TheBISP CMS should be improved so that it can cater to @aty@omplaints.

Conclusions: The Way Forward

The BISP output which is of primary interest to TfieHs the efficient and accurate delivery of cash
to intended beneficiaries. Th&PEis one of several possible instruments usednhcluding Spot
Checks, mpact evaluations, and independent research studiesto document and analyse
programme performance.

It was found in the Pilot Phase as well as the-Rall that a doo#to-door censusased Poverty
Scorecard Survey was the most effective way for enswrmgerage. In a complex and diverse
society like that of Pakistan, and one with many dimensions of social marginality and exclusion, the
census method proved to be an effective instrument for cutting across barriers and reaching the
intended population. The census method also proved to be an effective instrument for generating
public awareness and interest in the programme. BISP and partner organizations, to a great extent,
internalized the concern about minimizing errors of exclusion in their Operdtidiaaual and on
the-ground approach.

The main transition within BISP with respect to registration was the introduction and maturing of an
integrated Case Management System (CMS). The key issue resolved by the CMS is that it allows
various levels in therganization to provide interactive input into a grievance case. TiPiEound

that grievances cases were usually facilitated by relatives or other intermediaries who assisted poor
and often illiterate women to pursue their cases. Women who might haven lbee least able to

pursue grievance complaints are likely to have been from among the poorest and most marginalized.
The CMS hashowever,greatly improved the efficiency with which grievance cases are handled.
Going forward, he programme will need tanake special efforts to ensure the timely registration of
eligible women a actual beneficiariesncludingfurther attempts at making the system more user
friendly and responsive.

With respect to payment, an important concearising is that we have li¢linformation abouthose
problemswhich are not lodged as formal complaints in any of the BISP or partner organization
systems. Whether and to what extent cash actually reached the beneficiary is not known directly.
Only when a payment complaint isdiged does the monitoring system become cognizant of the
possibility that the withdrawn amount might have been embezzled.

The TPE had a close engagemeith all BISP cash transfer processes related to targeting, data
entry, registration, and payment dugna crucial evolutionary period of the programme. The
observations, analysis and recommendations of the TPE have already fed into course correction and
changes in design and operations, and have also provided BISP management with insights into
improving oordination with and capacity of various partner organisations. The detailed working
knowledge of the programme and its multiple processes collected during the course of the TPE and
documented in its various reports including this final report can bergrortant resource for further
streamlining and improvements in a programme which is already acknowledged as among leading
social protection interventions in the developing world.
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INTRODUCTION
Background

The Benazir Income Support Program(BISP) was launched in October 2008 as the main

social safety net platform in the country.BISP was initially implemented through
parliamentarians, but the remaining vestiges of this system have now been virtually phased

out and replaced by a Poverty Scorecard (PSC) based on a Proxy Means Test (PMT) applied

on household census data. Buildingbry Ay AGAIf WwWe¢Sald tKFASZQ GK
been rolled out nationally. The PMT is based on 23 variables uma$ poverty
characteristics such as: number of assets; education level of head of households; and
number of dependents to identify theqor. BISP marks a significant departure from prior

social welfareprogrammesin better defining a universe of beneficiaries, and providing the

ability to accurately target within this universe.

{AYyOS GKS SaillofAaKYSyd 2 Fents HafetinEreasedf Seveldht Q& 3
F2fR (G2 | LIINBEAYIGStEe nod: 2F D5t O0FNBY noo:
approved the BISP Act in 20Ihe national registry developed by BISP now has poverty

scores for approximately 27 million households aubel through the PSC survey, which

covers the entire country. Almost 7.5 million families have been identified as eligible, of

which, currently, 4.6 million eligible families, representing about 17% of the total population,

are already receiving payment&nrolled families are paid cash assistance of PKRs.1000 per

month (this has been increased to PKRs. 1200 in the recent Budget speech). Targeted at the
poorest families, below the current eligibility score of 16.17, income support in the form of a
regularcash transfer is provided to each ewearried (with some exceptions) female in an

eligible family.

¢CKS . L{t !O0OG lIdziK2NRAT SR .L{t & |y Fdzi2y2Y2dz
affairs are managed by a Board, which is headed tya@rperson. The Board now leads the
programme in terms of policy and expansion and constitutes a mix of public and private

sector representation, including members from academia and civil society. Administratively,

BISP is headed by a Secretary, and hsacions in the head office, including one for Cash
Transfers. Four provincial and two regional offices are further divided into Divisional and
Tehsilunits, with theTehsiloffices (in all provinces other than Balochistan where they are

currently being olled out) now the frontline for communication and coordination with
beneficiaries.The programme coordinates functions across a range of agencies, including

the National Database and Registration Authority (NADRA), Pakistan Post, commercial
banks, NGOs anprivate sector institutionsL Y HAamMH . L{t AYy(iNRBRdJzOSRI 2
NEBalLRyairAoAtAdGeQ OF aK G NI-gralgesiNAdditionalktathetasdld S R dzO
unconditional cash transfer (UCT) and CCT, there are a range of complementatiyesit

RSt AGSNBR o0& . L{tz (2 adzLJL2NI oO0SYSTAOAINRSE

Since 2009 BISP has evolved rapidly to expand coverag#yrii@éts targeting and establish

a modern safety net through technology based systems to administepiitbgramme. In

HAaMH (0KS W/ FasS alyl3aSySyid {eadSyQ 2N /a{z I
system designed to administer the casad of grievances, streamline processes and ensure
accountability to beneficiaries, was launched and rolled out. # sfievaluations, both

internal and thirdparty, has accompanied and defined the evolution of the BISP through its

Test Phase to the national ralt which is now complete.  The design and evolution of

BISP is thus characterised by four major shifts:
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A move fromweaklyprogrammedo asystematicallyargeted one;

Intent to reach most of the poor, andsignificant proportion of the national population;
Putting women beneficiaries at the centre of the program

The introduction of institutional mechanisms and separation of functions across partners
for targeting, monitoring and evaluation, grievance reskal and delivery.

=a -4 -8 -9

YSe tNerpOS&aasSa Ay . L{tQa /laK ¢NIya¥FSNI/2Y

NBLRZ2NI F20dzaSa 2y .L{tQa !/ ¢o La F2 N2
AYAY3 . L{t Qa ONAROGAOIf HIN€eGack &@&rsurimgh (G K |
fe LINRPOS&daa | R2dzadyYSydGao ¢KSNBE I NB @GKNB

OFaK GNIYyaFSNI NBIAYSY 6A0 GKS AYyAGALFE W
OGKS t{/ &adz2NBS@0T 0AAle aidiid thelpSyhbidR dr dagnyfransfer 2 T (1 K
itself. Figure 11 depicts these processes. The analysis in this report is structured around
these core processes which are introduced below, and further detailed in the respective
chapters in the report which @kore findings around each process.

Targeting and identification

Initial beneficiary targeting through elected representatives has been fully phased out. Prior

to targeting mechanisms being fully developed, elected representatives were askedao dra

2y GKSAN) 20t (y2¢6ftSR3IS G2 ARSY(GATE GKS ySS
3 LIQ YSFEadiNB:I dzyRSNRG22R y20 G2 0SS TFddAfteée 206
World Bank, a poverty scorecard using proxy indicators derived fronP8leM (Pakistan

Social and Living Standards Measurement Survey) was developed and tested in field trials.
¢tKS Wwe¢Salh tKFrasSQ O20SNBR wmMc RAaAGNROGAazZ YR
subsequent national rotbut of the PSC survey or census. Adjustis were made to the

scorecard itself, as well as the processes for the implementation of the survey/census. As in

the Test Phase, the national rolit or Phase 2 was executed with the assistance of Partner
Organizations (POs), including NGOs, prigatetor organizations and the Pakistan Census
Organization (PCO).

The census was comprehensive and covered all provinces and regions of Pakistan.
However, the scale and complexity of the exercise resulted in some gaps and issues in
implementationas iy RSR | yR f I AR 2dzi Ay (0KS W¢l NBSGAY
for all key processes. A first wave of survey activity resulted in the identification of some
SEOf dzaA2yaT K2dzaSK2f R& WYA&a4SRQ RdzZNAYy3I GKS &
2y fAYAGSR (1y2¢6ftSR3IS 2F (GKS NBlFaz2ya F2N GKS
forms, where enumerators had failed to fill in required information. This resulted in a second

gl @S 2F adNBSe FO0lA@GAlesS G(KS W{ANIZEENER TV YLAYEOR
2dz0iQ Ay GKS FTANRG AyaidlyOS 6SNB RSHEGO 6A0GK |
2NBIFYyATFGA2Y 61 & NBI[dzSadSR (2 NBad2NBSe wLR O
survey of these households is as yet pending. Theesmod process is a static process in

two senses; first, it is based on the relationship between the proxy variable and the
dependent variable in the survey yearin this case PSLM 20@B06. Second, scores are

true for the time of the survey/census andrt change quickly over time as household
circumstances change. While the policy decision at present is to limit beneficiaries to those
eligible at the time of the current survey (using other mechanisms to buffer those who
subsequently fall below the cwutff score for various reasons) there is a keen policy interest

in planning for future rounds to update the register. The learning from the execution of the

ICFGHK Pagel?7
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survey can thus inform future modalities; whether survey based or not. This learning is
highlightedA y G KS OKIF LIWGSNI 2y We¢l NASGAYy3IQo

1.2.2 Enrolment and grievance processes

In the current Phase 2 of the BISP cash granbgramme,beneficiary identification and
targeting have been carried out on the basis of a Poverty Scorecard Census (PSC) as
descrbed. To be eligible and be enrolled in tippogramme, potential beneficiaries
generally have to meet the cwiff score of 16.17, and their personal details must be
consistent with the personal and family data available with NADW#Ghis responsible for
determining eligibility based on data entry of the PSC and running the PMT. BISP defines a
Grievance Case as a complaint which emerged from a supposed lapse in the enrolment
process.

Figurel-2 describes the enrolment process and corresponding seusE@ossible Grievance
Cases. Till 2012, Grievance Cases were recorded manually and processing remained ad hoc.
Since the launch of the CMS in 2012, Grievance Cases have been addressed far more
systematically and speedily.

While the Poverty Scoremh Census was conducted with great rigor, BISP acknowledges that
there were marginal cases of households who could not be reached for a variety of reasons.
Complaints from individuals regarding their households being missed in the Poverty
Scorecard Censuare accepted as possible Grievance Cases by BISPprogrammeis
committed to surveying missed households and has already conducted substantial
supplementary surveys. A vast majority of households were obviously covered by the
census. Within thesehere is a small proportion whose PSC forms had incomplete or
inconsistent information on variables which are used for calculating the poverty score. BISP
RSFTAySa (KSasS F2N¥a |a WAyO2YLX SingWlistd. y R A (0
Resurveysor surveys of these incomplete forms, have also been conducted as previously
described. Theprogramme however, does not accept individual complaints about
incomplete or inaccurate data as Grievance Cases. Forms which have sufficient information
on variabés which are used to calculate the poverty score are used to identify eligible
households. Thprogrammedoes accept appeals from households that fall within a narrow
band above the cubff score (up to Q.0) if these households also have extraneous
circumstances such as disability, widowhood or chronic illness. Such appeals too are defined
as Grievance Cases. Finally, there are PSC forms which have sufficient information for
calculating the poverty score but have other gaps and discrepancies suchsag#fating to

the correct address or CNIC numbers. Complaints about these discrepant forms are
accepted by BISP as Grievance Cases.

Summing up, Grievance Cases may arise from the following sources:

i Households not surveyed,;

i Eligibility appeals by houselis with a poverty score between 16.17 and.GD, and
with admissible extraneous circumstances;

i Forms with discrepancies in data not relating to the poverty score.

A key issue facing therogrammeis the gap between the number of those who are eligible

for the cash transfer and the number of actual beneficiaries, which remains large. These
represent a key population group of interest. The chapter on Grievance Cases examines
efficiencies and boténecks in Grievance Cases in greater detalil.

ICFGHK Pagel8
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Figurel-2: Enrolment and Grievance Process
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The payment process, obviously enough, relates to those who have been successfully
SYNRBtfSR YR | N8 RSTIABYSB.RAt bna levl dapsgsSrFtheaymanih S & Q
process are relatively simple. Beneficiaries may not have received their payments, or if they
have received them, they have not been in full. Different payment modalities entail their
own complexities and theiown sources of paymenelated issues. The original payment
modality of Pakistan Post (PP) money orders is currently being replaced rapidly by the
Benazir Debit Card (BDC). In the meanwhile two interim pilots (mobile phone payments and
Benazir Smart Cas)l also contiue to be in play. To date, 758b the beneficiaries have
transitioned to BDCs, %bare receiving payments through PP while the remainingp a€e

on the interim pilot modalities. It is expected that the transition to BDC will be completed
within the next 12 months or so.

1.2.3. Payment process:

From the viewpoint of the beneficiaries, the two main modalitieBDC and P@have given

rise to distinctive paymentelated issues. With PP there have been complaints about
embezzlement on the part of a small minoribf postal workers, but more widespread

reports about postal workers demanding informal (and illegal) service charges of between 5

to 10% of the payment amount from beneficiaries. The latter type of lapse is rarely
escalated into a formal complaint sincer®eficiaries often reason that receiving a money

order at the post office (rather than at their doorstep) will be costlier in terms of time and
outof-LJl2 01 SG SELISyasSazr FyR GKIG GKS LRadlt g 2 N.
about outright embezzlemeén R2 | NA &S FyR NS I RRNB3&aaSR LINA
pre-existing internal audit and monitoring system. With BDCs the main concerns include the

loss of the card, the improper use of an ATM resulting in card capture, loss of the PIN, and
processs within banks for addressing these common complaints. These complaints are
handled exclusively by existing A¥®ated complaint processing systems of commercial

banks which are BDC partners. The BISP CMS does not yet have a module to process
payment conplaints (although this is under development), which if lodged with the BISP are
handled manually and forwarded on to the relevant partner organization.

In addition to these issues, the different payment modalities have distinctive implications for
g 2 Y $ydency and empowerment. With the PP money orders, cash is delivered at the

ICFGHK Pagel9
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doorstep, often in the hands of the woman beneficiary herself, the BDC poses challenges in
terms of mobility and is often passed on by the woman to male relatives for use on her
behalf. Conversely, for women beneficiaries who have started to travel to the nearest ATM
or PoSo obtain cash the newljound freedom to traveland learning to use the debit card

may have enhanced individual agency. A detailed analysis of Paymeamtit,eedand
related findings is presented in the chapter on Payment complaints.

Framing the BISP Process Evaluation

This report presents the key findings of the Targeting Process Evaluation (TPE). The findings
incorporate evidence drawn from foutreams of research, focused on the three core
processes described above.

The core objective of the TPE as defined in the RFP is to:

GwS@OASE GKS LISNF2N)YIyOS 2-paitites by mohibéng A y 3 LI
the efficiency (time wise) araktcuracy (with respect to the Operations Management) of

the project cycle stages, to provide regular and timely feedback to BISP and recommend
immediate improvements. The Process Evaluation will also assist in identifying options

for improving the proce NJ G KS GF NBSGAYy I dé

Specifically the remit of the TPE is to:

i Assess whether BISP and their Partner Organizations (POs) are implementing the
Targeting Process following the methodology described in the Targeting Manual and its
respective annexes.

i1 Providein-time feedback to BISP on field operations with evidebased advice as to
how immediate improvements can be made.

i Assess if the targeting methodology and other operations are producing the outputs
expected from the targeting process.

1 Make recommendatios for procedural adjustments, based on field observations.

The TPE assignment has been functionally divided into two clusters; Cluster A covering
Upper Punjab, KPK, FATA, GB and AJK; and Cluster B covering $autfsdrnBalochistan
and Sindh.

There ae four components or research elements to the assignment: (i) Assessment of the
Targeting Process (Shadowing component); (ii) Assessment of the Data Entry Process; (iii)
Assessment of Grievance Cases (cases other than payments and largely related to
enrolment); and (iv) Assessment of Payment Cases. Component two bridges the targeting
and enrolment process.

The TPE forms one of many strands of research commissioned by BISP and supporting
donors. It is a qualitative piece of research, designed todhaphighlight process
inefficiencies and flaws as well as best practice, with feedback in real time to ensure course
correction. It should not be used to draw conclusions about the overall effectiveness and

impact of the programme a quantitative longitughal impact assessment has separately

0SSy O2YYA&a&aArA2ySR o6& .L{td ¢KS ¢t9 SEGSYRa& I
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Test Phase where feedback effectively translated into process reviews. The results
presented in this report provide early glitative insight to the delivery processes being

AYLX SYSYGSR o6& tha a ¢Sttt Fa .L{tQa 2gy 3IANA
grea Ay 6KAOK WLINROS&aa SglfdzZ idAraz2yaqQ OFyYy LINE
process is being implemerdeas intended, and secondly by assessing whether the process

as designed is optimal for attaining programmatic objectives.

¢tKS ¢t9 KIFIa 0SSy RSaA3IySR G2 0SS O02YLX SYSY(dSR
built on reviews of administrative data amphantitative monitoring of key processes. Along

with the Spot Check the TPE assignment is intended to highlight to BISP whether critical
processes are being implemented as intended by the Operational MathgalSpot Check

Y@ ARSYy(GATe Ve ddviatian, ghilstitiie TRENdanl exid®ie these in greater

depth. Both may feed into each other. While there are clearly synergies and
complementarities between the two strands of research, it has not been fully possible to

explore these due to a lag ierguencing of the assignments.

LYLRNIIIydtes GKS ¢t9 A& | WNBIf GAYSQ SESNDA;
feedback at a time when course correction is possible, rather thaposk The feedback

loops are therefore particularly imptant. Equally important is the timing of the
assignment, as it is critical to be able to observe key processes as they are implemented. For
various reasons, the TPE was commissioned at a stage where the targeting process through
the PSC census was negricompletion, and methodologies had to be adapted to address
this. Conversely, the grievance redressal mechanisms to be reviewed had not yet been fully
developed and launched. This resulted in an extended evaluationfitamme=, which
however had advatges in allowing the team to fedshck on the baseline situation prior to
systems being rolled out, the transition to the new systems and documentation of
efficiencies once new systems and processes in grievance redressal had been embedded and
NEI OK&E®I Re waidl 6SQo

This report presents the key findings of the Targeting Process Evaluation (TPE). The findings
incorporate evidence drawn from four streams of research, focused on the three core
processes described abov&he TPE assignment was initiateih August 2011, and
fieldwork, initiated in October 2011, was concluded in March 2013. The period of
fieldwork allowed observations across a transition to technoleggsed systems.

1.4  Overview of Methodology

The TPE involved research with BISP, its partner delivery organizations and beneficiaries
themselves. It combined a range of qualitative methods: -sasdies, participant
20aSNBIF A2y 3T WaKIl R2 ¢ AsyfuBitured cadd k&ydinfolmare iftsied, | y R
across the four research elements. These are introduced below and further detailed in each
relevant chapter. In each case, the sample was stratified to capture geographic and other
variation, but to some extent remained opportunistic, given teed to synchronize with
processes which were already advanced or had not yet been initiated. In particular, it was
not fully possible to sample systematically across grievance and payment cases, in the
absence of a management information system (the GiS launched some nine months
following the start of the TPE). Prior to the CMS-ouot| researchers visited frodine

Q)¢

! Process Evaluation of BISP: Score@ased Poverty Targeting Under the Test Phase. GHK Consulting, March 2010.
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offices and spent extensive time manually reviewing files and registers to identify suitable
cases for study.

Assessment bthe targeting process

The methods used here were developed based on the process evaluation of the Test Phase.

The late stage of implementation of the PSC census necessitated a two pronged approach;
assessment of the PSC survey in areas which remaioedetcovered, and a further
FaaSaaySyd 2F GKS t{/ &adz2NBSe H6KSNB Al ¢l & NB
Ay@2t SR 6l &4 WaKIFIR2gAYy3IQ 2F (GKS SydzySNI (2 NE
determine the extent to which agreed processes werengeadhered to in administration of

the PSC. Researchers used a s#ractured preforma to record their observations. The

shadowing was by its very nature contingent on the pace of progress of the POs involved in

the survey. In some cases, the syrveas extensively delayed for various reasons including

security, which extended the timfsame originally envisaged for this component.

Assessment of data entry processes

LYAGAFff& OFNNASR 2dzi o6& b!5w! X ulk¢ftddld 1 Se
entry was later sultontracted by NADRA given the volume of PSCs and heavy demand on
their resources. The key process is the entry of the data captured in the PSCs during the
poverty census to create a poverty registry of eligible benefesabelow the cubff score

(as well as a full dathase of all surveyed). Two tools were used: direct observations of the
data entry process by spending a day in two data eoémtresper quarter (or as and when

data arrived), and mimicking the dataten process to determine where the system could
potentially allow errors to occur  Management interviews were also carried out with
NADRA, as well as data entry managers and data entry staff in POs.

Assessment of grievance cases

A casestudy appoach was used for examining the range of issues around enrolment of
beneficiaries, with in depth interviews with BISP frontline staff responsible for registering
grievances, partner agencies such as NADRA, calitre staff dealing with
customers/beneficides, BISP managers and leéniaries and their familieg€ach case study
trackedthe samplereported grievanceg I 0 . L{t Q&4 NBIjdzSad 2yfeé& NBLX
examined through a series of in depth interviews to build up a case study tracking the
origin, reporting and outcomes of the grievance. Observations were also carried out in the
main callcentreat Headquarters. Grievance case studies were sequenced across four waves
of field work, with 180 case studies being carried out in each wave. Thdesattgmpted

to capture the range of different type of grievance cases, as well as geographical variation.
Researchers initially drew cases through a manual review of paperwork inliftertffices

(with some cases available through the MIS at Headgus), though in latter stages of the
TPE, the CMS was operational and grievance cases were also identified through this.

Assessment of payment cases

As with grievance cases, payment cases were explored using -atadgeapproach, across

four waves of field work. The sample of 180 cases in each wave was stratified by payment
mode/ agency as well as geograpland covered pilots in mobile banking and the Benazir
Smart Card, as well as the more prevalent mode through the Pakistan Post (PRjeand t
relatively new Benazir Debit Card (BDC) which is now being rolled out nationally.
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a combination of structured observations and exit interviews with bemafies, as well as

interviews with the staff of BISP and POs involved (banks, NADRA). Unlike grievance cases,
payment complaints do not yet have a CMS module associated with them, and hence
needed to be identified through a manual review of register8ISP and payment agency

offices. With the roll out of the BDC as a payment mode, it became increasingly difficult to
identify cases, as the private banks involved did not have processes for recording grievances
systematically and mechanisms for dataasng with BISP on complaints had not been
articulated.

1.5  Structure of Report

¢CKA& NBLER2NI LINBaSyda GKS YIAYy FTAYRAy3Ia 27F (K
component and its core processes, and is onward structured as follows:

1 Chapter 2examines the targeting process and adherence to guidelines by BISP and its
partner organizations during the PSC survey.

1 Chapter 3reviews the entry of data by NADRA and its partner organizations, highlighting
issues which could affect efficiency, aay and data integrity and security.

1 Chapter 4focuses on the enrolment process and areas of grievance around eligibility
and enrolment.

1 Chapter 5looks at the details of the payment cycle for different modes of payment,
analysingbottlenecks and identying practices which could ensure more effective and
efficient delivery to beneficiaries.

i Finally,Chapter 6builds on the findings for each key process to determine options for
the way forward for BISP in relation to the core processes of the cash transfe
component and draws together the main conclusions from the TPE. It also highlights
areas of consideration for BISP in the future.

While the TPE by its very nature focuses primarily on process issues, each chapter
concludes with a brief summary of a® where BISP has already progressed with
process improvements, both in response to and independently of TPE findings.
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2.1.2

TARGETING PROCESS

Poverty Scorecard Census Process

When BISP was first launched in August 2008, beneficiary targeting was done through
elected representatives, who were asked to identify a set number of needy constituents, and
have them registered with thg@rogramme. This approach came to be questioned for
objectivity, and the government decided to approach the World Bank for assistance in
developing a more objective and rigorous targeting methodolgogyeferably one that had

been tried and tested in other parts dfhe world. A poverty scorecard based targeting
approach was recommended by the Bank, and agreed to by the Government of Pakistan
given the substantial body of literature in fesvour.

BISP targeting has, since 2009/10, been based on the results okdypeworecard census,
piloted initially in 16 districts in 2009, and then rolled out nationwide in phases from 2010 to
2012. The BISP census covered all four provinces, as well as Islamabad, tBal@slgih
region, Azad Jammu and Kashmir (AJK)taedrederally Administrated Tribal Areas (FATA).
It is thus truly a nationgdrogramme.

Partner Organizations

BISP chose to outsource the data collection process to a variety of organizations (which it
called Partner Organizations or POs), including the Population Census Organization (PCO),
which is responsible for conducting the national housing and populatiosuse consulting

firms; and a nationwide NGO network of rural suppprogrammes the Rural Support
Programmes Network or RSPN. During the pilot phase, the 16 districts were divided almost
equally across these different sorts of organizations. In theénatide rollout, the country

was divided into two clusters, with Cluster A covering 59 districts in FATA, AJK, GB, Northern
Punjab and Khyber Pakhtunkwa; and Cluster B covering 82 districts in Southern Punjab,
Sindh and Balochistan. The clusters wemthr divided into sukclusters, with different

POs responsible for different swuusters. The province of Balochistan was handed over to
the PCO, but in the rest of the country, the survey was conducted bygaeernmental
organizations including the ogponent NGOs of the RSPN, or private consulting firms.

Features of the Scorecard

The poverty scorecard used in the census emphasizes asset enumeration (of land, livestock,
means of transport ,and household goods); but also includes information@al $sndicators

for the household; for example, information on extent of education of the household head
and number of children in school; type of sanitation system used; and structure of the
dwelling. The information is entered into a database, andcares allocated to each
household through proxy means testing. The government has identifiegt-aff score at

16.17. Households with scores lower than or at this number are eligible for the
unconditional cash transfer assistance of Q@ per month preided by BISP.

As BISP is at pains to point out, this is not a poverty line peirséct the determination of

the cut-off score was influenced by the magnitude of resources available. Thus the
budgetary allocations for BISP could just about cdter number of households who fall
below the designatedcut-off score. BISP and the World Bank estimate that they are
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covering about 4% of the total number of households who fall below the poverty line in
Pakistarr.

2.1.3 Public Information Campaign

TheBISP census was supported by a Public Information Campaign (PIC) which was carried
out in two phases. The first phase involved a national media campaign run by BISP itself,
outlining the salient features of therogrammeon radio, television and in theript media,

and informing the recipient audience that a census was going to be held. The other form of
the PIC was a forward campaign run by the PO in a particular area, with the objective of
informing area resients of the impending censu$he forward ampaign, which was meant

to minimize exclusion errors and promote universal coverage, was carried out using a variety
of tools, including posters, pamphlets that were distributed in schools and houses, meetings
with area notables and mosque announcements.

2.2  Changes from the Pilot Phase

The findings of the pilot phase based on feedback from research and evaluation around the
pilot including the Process Evaluation, led BISP to make some changes in the guidelines for
the national rollout. For instance, & encouraged the POs to use whichever area maps
were available to them to identify localities and households (rather than stipulating the use
of PCO maps), and to update the maps as best as they could before the survey commenced.
The Targeting Manual spified that supervisors would be required to contact local
O2YYdzyAidée tSIRSNAR (2 RSTAYS | GOA&Aths LI I yE
recommendation was included to ensure universal coverage (assuming that community
leaders would direct teams taavds all settlements in the area), and also to consult with
locals on possible routes that the teams would take so that the survey could be completed
with maximum efficiency and minimum time spent on transportation and search for roads,
pathways etc. Inddition to the measures specified in the Targeting Manual, contracts with
the POs also specified that they would need to obtain completion certificates from local
community leaders before their final payments would be made. These certifications were
suppased to serve as a confirmation of the fact that the PO had indeed achieved universal
coverage in the area of operation and had not left out any localities.

The revised Targeting Manual required POs to hire editors, in addition to the other
personnel of tke field team. Editors were to be responsible for ensuring the quality and
completeness of filled forms, and were to work closely with supervisors, checking all forms
filled at the end of the day. In addition, a new Training Coordinator at BISP worked to
standardize training by issuing training modules and kits to all POs.

2.2.1 Changes in the Poverty Scorecard

There were some revisions to the poverty scorecard (PSC) in the national rollout. The GPS
coordinates of households were to be entered into foem in the national rollout whereas

there was no such condition in the pilot phase. The inclusion of the coordinates was
supposed to facilitate the tracing of the household in future.

’SeebulletI2 Ay (G n dzy RSNJ G KS G o ahtth// wwbisplggvPiSé Ay GKS . L{t
% See page 28 of the Targeting Manual.
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During the pilot phase, the enumerators were supposed to enter gaeaof the mauza (or
NEOSydzS @GAftraAS0Y gKAES Ay GKS ylLrGA2ylFf NBTff
This was necessitated by the fact that the mauza boundaries are generally known only to
revenue officials.

In what was a key departure from the pilot phase, the new PSC also required enumerators to
NEO2NR GKS aSRdzOF A2yt adlidadzae 2F SIOK YSY
enrolled in an educational institution or not); the level of education completgthlem; and

whether or not they had a visible or obvious disability. This information was to facilitate

some of the graduatiorprogrammesbeing developed under the aegis of BISP. The
information on educational status, for example, helped BISP to determhiat a substantial

proportion of children of primary school age in BISP beneficiary households were not in fact
enrolled. This paved the way for the Waseel@aleemprogramme.

Methodology and Sample Breakdowns

The required sample was 140dterviews in Cluster A, and 1886 in Cluster B. Ideally, the
sample would have been divided across districts in each cluster in proportion to the
population, which would have ensured that the sample was representative across POs. The
sampling could, hoewver, not proceed with this approach given that over¥®b6f the
estimated target households in Cluster A and/€df those in Cluster B had already been
surveyed as of August 2011 when the TPE was initiated. However, another option was
presented to coverhe required sample size. This involved shadowing of the survey of
incomplete forms, in which POs sent enumerators back to the households whose forms
were found to be missing vital information.

In terms of sample selection, the guidelines for stratifma used were as follows:

1 The sample for both clusters would cover both fiigte interviews, and the survey of
incomplete forms;

i Since there is relative certainty on where the fitishe interviews can be shadowed,
shadowing of such interviews would bever-represented in the sample

1 The sample would cover as many of the total districts in each cluster as was reasonable,
and possible.

i1 In Cluster A, households where shadowing of irse interviews would be conducted
(in FATA), would constitute 2&of the total Cluster A sample.

9 In Cluster B, households where shadowing ofiree interviews would be conducted
would constitute 5000f the total Cluster B sample.

The final sample numbers are given in tablasAnnex Al The checklist used for the
shadowing of the survey ennexed as A2.

Key Findings

Ly 3ISYSNIfsX Iy AYLRNIFYyG FAYRAYI gl a GKFG . L
survey went ahead even in locations such as FATA where the security situation was difficult,
transport ard communication facilities were poor, and social barriers (particularly to a
a0KSYS (GKIdG GFNBSUGSR 62YSYy a o0SYSTAOALINASaAE
findings from the shadowing exercise are summarized in the following sections.
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2.4.1 First time interviews
The following positive findings emerged from shadowing of first time interviews.
Forging Links in Communities is Important

The key factor in conducting the survey successfully, whether in difficult areas such as FATA,
or in places where community leaders were apt to try to influence survey results, was to
engage the community leaders to the extent possible. In places wi@sarade an effort

to do this, they succeeded in spreading an understanding of the terms of the BISP, its social
AYLIX AOFGA2yas yR GKS 3JI2@08SNYYSyiQa NRES Ay

particularly helpful in areas such as FATAwhe®&th32 GSNY YSy 1 Qa F22 G LINA Yy Q

been light.
Advance Reconnaissance Was Useful

In some cases, POs established offices in the field, or instituted personnel some weeks or
even months before the survey began. These advance teams startedesgrafclocal data
collection and mapping and an assessment of transport and communications facilities, and
other logistics. This exercise required a largdropt expense, but paid dividends when the
survey actually began. Thus, budgeting for advanoe tior preparation proved to be a
good investment.

The Survey Helped to Establish Government Presence

The survey succeeded in establishing a government presence in some areas where there has
historically been little public sector intervention. As sunmot giving in to initial threats in

far flung regions and areas racked by militancy, and in working to get the community to
understand the process and to volunteer household information, the government achieved
some measure of access, and can hopetuliyd on this goodwill.

Capacity Building Took Place

Surveys also served to build capacity in local community based organizations and in
community workers all over Pakistan. It provided jobs to personnel of small organizations or
new graduates and fréance workers and gave them some useful experience of working in
the development sector. Those who had not had much exposure to national NGOs gained
valuable experience. In future, these individuals as well as organizations may forge closer
partnerships with national entities, and improve their expertise in data collection,
programmemanagement and monitoring.

But there were also some issues as enumerated below.
Reliance on Local Staff for Universal Coverage

As in the test phase, POs were highly degeant on locally recruited staff to ensure universal

coverage. Although most of the POs made attempts to put together maps in some form
(often relying on maps prepared by polio vaccination teams which are available with local
health authorities), these mapwere obviously not meant to facilitate a census. GPSs were
used to note coordinates of households once the survey began, but there is no indication
that enumerators carried out the instructions of establishing boundaries of areas of
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operation using theGPS. This was not surprising as it would have required a degree of
familiarity with the technology which is not to be found in general.

Overall, there was little indication that the maps were added to in any significant way, or
that more informative map were developed in the field. The polio maps were found to be
used to get a sense of the location of settlements in a union council, but little or no effort
seemed to have been made to document the number of-settlements in a location, or to
estimate he number of households in an area prior to going into the field. Local field staff
had to be relied upon to fill in the blanks, and their knowledge of the area was assumed to
be absolute.

In case of one PO working in FATA, the reliance on local staff took on another dimension
altogether, because the survey was essentially-somtracted to local NGOs. It was
understood that it is difficult for notocals to work in the region, and that P@suld need

to use the expertise of local partners to identify staff, obtain office space etc. However, POs
were expected to maintain keen oversight, and to ensure that local partners remained
accountable to them. In some cases, it was clear that this mat the case, and that
supervisory functions were minimal. In general, the reliance on local staff to ensure
coverage, coupled with the oversight of the local notables, seems to have paid off, as
corroborated by the findings of the spot check. In fettihough, a mordool proof method

such as a dwelling listing should be considered.

Equipment and Training

Once again, there was considerable variation across POs in how field staff were equipped

(with name tags, bags, and other accessories) and trairledcase of one PO working in

FATA, for example, the enumerators were not defining households according to BISP
specifications¢ an issue that had repercussions in terms of increasing the number of
SAGAYIIGSR K2dzaSK2f RA Ay us Kaf to NSidstigsited furtherK St h Q
The spot check report took an-depth look at the reasons why more than one form had

been filled for people living in one dwelling or structure. One of the reasons given was that

the enumerator himself had suggestedathmore than one form be filled. In case of this

LI NI AOdzE F NJ thy GKS aLlid OKSO]l NBLRNIQA FAY
enumerators of this PO were found to be suggesting splitting of households.

Introductions were found to be lacking iremeral, with enumerators either forgetting to
mention BISP, or simply not explaining the purpose of their visit very clearly. Very often,
they simply started the interview by filling out CNIC detgitee most timeconsuming part

of the survey, which the obviously wanted to finish fast so as to move on to the next house.
There was also a tendency to not explain the signature and receipt conditions during the
introduction.

There was also a problem of inconsistency in definitions which was identdied &sue in

the spot check report, and which has implications for the findings of the process evaluation.

The spot check consultants found that there were misunderstandings in the definition of
O221Ay3 ait20S FyR |t a2 AnthatdhgdShutR SnHdctyitiwast 2y 2 F
found that in 35% of households where the spot check was camwigg there were

* Innovative Development Strategies. 2013. Targeting Spot Check Evaluation.
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misunderstandings as to what constituted a stove as opposed to a cooking range. This could
have played a role in over or unddefining housholds.

Financial Bottlenecks

All the POs complained of inordinate delays in payments, which occurred primarily due to
RSfle&a Ay b!5w! Qa OSNIAFAOFGAZY 2F (GKS ydzYo S
some misunderstanding between the POs and Bé&gBrding the timeframe for payments,

with the POs assuming that payment was due within 30 days of the submission of an invoice,

and BISP contending that the payment was due only when NADRA certified that a certain
number of completed forms had been entered

In case of some of the smaller firms, the delays led to serious financial difficulties, with firms
having to take out working capital loans at market rates to keep the survey going. Most of
the POs delayed payments to field staff, which seemed tecaffeld operations in different
waysc there were occasions when disgruntled field staff chose not to continue with work,
while on other occasions they resorted to measures such assobmission of completed
forms to the PO.

Variation in Public Inform&on Campaign

There was also significant variation in how the PIC was conducted. In general, in difficult
regions such as FATA, the PIC effort was more sustained and more time was spent on
contacting community elders and apprising them of the salientuiess of theprogramme.

This approach seemed to pay off during the actual survey, in spite of the fact that there was

a gap between the PIC and the actual survey in FATA, as enumeration kept being delayed
due to security issues.

In contrast, the PIGhiPunjab, in the three districts visited by GHK, appeared to be largely
f1O01ftdZ&AGSNI FYR RAR y2i aSSy (42 oS KIFE@GAy3 I Y
campaigns were one day affairs, and consisted mainly of handing out flyers and pasting
posters (which were the mandatory activities). Meetings with community workers and area
notables were few and far between, and even mosque announcements were not made on a
regular basis. Very often, the campaign seemed to be occurring simultaneously with the
survey. The lackluster PIC may have been one of the factors behind some instances of
impropriety observed in Punjab where locals claimed to have paid to have their forms filled.

The spot check report found that in three fourths of cases, the respondesits mot aware

of the survey in advance. This corroborates the TPE findings on the PIC.

Role of Community Leaders

The role of community leaders was mostly positive, but in some cases turned out to be
negative. In most cases, they were helpful in idgmg households and localities which POs
may otherwise have missed. In rare instances, though, their role was obstructive. The TPE
found instances where local notables recommended field staff for employment, having
already (wrongly) briefed them on theature of work and the terms of employment. POs
found that the rate of staff turnover was highest amongst such hires, not least because they
had unrealistic expectations regarding salaries, perks and nature of the contract (many of
them thought they werebeing hired as permanent government employees). In one instance

in Punjab, the survey staff faced such problems dealing with a local representative that the
survey had to be stopped, and only restarted when the person concerned was out of town.
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However,such incidents were few and far between, and in general the local leadership was
supportive.

Survey of incomplete forms

As in the case of first time interviews, the SIF, where the bulk of shadowing took place, also
yielded some positive andegative findings. The positive aspects of the SIF, most of which
was conducted by one PO, are described below:

Understanding of Logistics Difficulties

The PO recognized early on that logistics would potentially be a major issue in this phase of
the suwvey, and they included tracking methodologies in their training, as well as allowing
time for household identification in their field schedule. In addition, all field supervisors
were provided means of communication to ensure that they contacted housshoid
phone in advance, to the extent possible, before sending teams out to the field. This early
recognition of logistical difficulties in tracing households helped the PO to tailor field
contracts (remuneration as well as expectation of number of fororise filled) accordingly.

Adjustments in Contracts

The PO was also cognizant of the fact that the number of households that could be reached
in a day would be significantly lower than in the original survey, as the SIF covered
households scattered over hat were often vast distances. As such, the remuneration
determined for enumerators was significantly higher than in the earlier survey, keeping in
mind that the enumerators would not find the project attractive unless they could at least
match their eaier daily earnings. Further, enumerators were compensated for the fact that
they would have to spend time in tracking households.

The PO also made the practical decision to ensure that all previous key management
functions were covered, albeit by a snealteam, while not necessarily hiring against all the
posts that had been filled during the first survey. Thus the emphasis was on covering all
functions, rather than réhiring all staff. PO staff had to be innovative to cover all the roles
they were exgcted to play in smaller districts, but they seemed to have managed this well.

Arranging Refresher Training

The PO was also cognizant of the fact that refresher training would be necessary, and made
sure that all staff at all levels were given a atey refresher course, with new field staff
being given more intensive instruction in scorecard filling. This training extended to
everyone without exception, and included all the core modules of the earlier training, along
with a section on household trackingnd identification. In general, the level of
understanding of field teams, particularly enumerators, seemed to be more robust in the
SIF.

Remobilization of Staff
The PO was successful inmebilizing almost all the management staff from the earlier

survey, in addition to a good proportion of the earlier field enumerator cadre. As such, they
managed to keep institutional memory alive, which helped operations.
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Some implementing partners were exceptionally diligent with regard to tracking, and even
condituted teams to trace seasonal migrants who had moved to pasturelands. The
attempts were not always successful, but the effort was commendable.

The SIF gave rise to a unique set of issues, insofar as it required closer coordination between
BISP and thePO than had previously been witnessed. It was also more logistically
challenging as POs were required temebilize teams that had been dormant for more than

a year. The work was also more physically demanding as it required field staff to trace out
households which were often scattered over a wide area, or had relocated. Most of the
forms had GPS coordinates of the households to be traced, but survey teams were
unsuccessful in using these to track households. This was either because not all
enumeratas were carrying GPSs, or because they had not been trained to track addresses
using coordinates, although they knew how to record coordinates once they were at a
location. In addition, field teams encountered more resistance from respondents this time
round, as many of the households complained of having given their particulars before and
not having received a payment. Other than these minor irritants, the SIF threw up some
more important issues as discussed below.

Delays in Issuance of Lists

RSPN hadsked BISP to finalize the entire list of households that were to be covered in the
SIF before asking the POs to mobilize. This would have enabled the POs to better plan
logistics. This finalization of the lists took much longer than anticipated, paettause
NADRA became busy with the preparation of electoral rolls, and attention was diverted from
the BISP data entry. One PO carrying out the SIF in Punjab has been considerably delayed
due to this situation, and has faced a number of logistical arah@iial difficulties. Problems

were compounded by the fact that payments continued to be delayed. Once again, smaller
firms were more negatively affected because of this.

Coordination Issues

Implementing parties also had some concerns about the pdaligyport provided by BISP

during the SIF. In general, while BISP staff remained accessible, the level of interaction
observed during the first time survey could not be replicated, and in some cases (notably
YIENFOKAOX Al | LIISI NB &SIk fdcass wad fot aQlé to tadch Kk A I K (i
significant needs of supervision in complex local circumstances. One PO also complained
that the lack of coordination had occasionally resulted in misunderstandings. The example

cited was that of Swat, where thedal administration did not seem to be fully on board, and

could not coordinate effectively with the military commanders still stationed in the area, as

a result of which the team had to suffer the loss of some field equipment (GPSs were
confiscated).

Tradking Issues

Tracing households was sometimes inordinately difficult, as there were examples of even
district and Tehsilnames being wrongly noted on forms. In some cases, information on
forms was correct but migration rates were high, which made itadiff to trace households.

In some districts of KPK, like Hangu and Tank, families had migrated due to security
concerns, while in others, like Abbotabad and Mansehra, seasonal migration is high. The POs
clarified that they had told BISP that some infotioa would remain incomplete even after
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the SIF, as some households were simply untraceable. BISP would have to be prepared for
this eventuality.

Problems Observed in Interviews

Some problems were again observed in the SIF, which seemed to have cagiddom the
earlier survey. Once again, there were variations across districts in how enumerators were
equipped, whether or not they were carrying identification, and how closely they were
supervised and monitored. Introductions were an important pErthe SIF as households
had to be very clearly told why the survey was being done again. While field staff had been
told to make phone calls to households before enumerators arrived, enumerators had been
given a standard paragraph which they were sugub® use as a model introduction. In
effect, a small but significant minority of enumerators were found to be giving unclear
explanations or little explanation of why they were there. Once again, some districts did
worse than others. This lack of inthaction was worrisome as, in spite of the advance
phone calls that were apparently made, households did not, for the most part, appear to
know why the enumerators were at their doorsteps again.

Enumerators in general appeared to be pressed for time dutiegSIF, perhaps because of
the pressure of having to trace households. In many cases observed, they did not physically
verify CNICs of household members or crassck forms.

Problems in Karachi

In the five districts of Karachi, the survey faced ajuaiset of issues. It proceeded in stops
and starts, mainly because of the problems in holding on to field staff, who complained of
poor remuneration and lack of transport facilities. As the enumerators were under
resourced, there was a significant tuner, and schedules were being negatively impacted.

Some of these issues arose due to weak back office management. The PO was slow to order
lists by geographical location, did not know how to use GPS coordinates to track households,
and did not establis telephonic contacts with households before going to the field.

When in the field, enumerators were found to have significant problems in locating
households. In Lyari, the security situation was also an issue, and the survey had to be
stopped again an@dgain due to the police operation that was going on in the area at the
time.

Recommendations

Process feedback through the course of the assignment resulted in adjustments to-the on
going survey in redlme, and is summarized in Tab®l. The poverty scorecard data
collection exercise is unlikely to be repeated in the short to medium term in the form of a
census. Updating of household data in the medium term is likely to take place through a
survey where a select sample of households will &asited to ascertain any changes in
their asset ownership and socioeconomic profile. Our recommendations refer to the
conduct of such a proposed survey.

i The policy of local involvement, both in terms of hiring local staff to conduct the survey,
as well g the policy of ensuring that local leaders are kept informed of survey objectives
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Table 21:

and progress, and are fully on board during the process, needs to be continued, as it is a
key method to reduce exclusion error.

POs must be required to move into the field advance of the survey and spend a
minimum of four to six weeks hiring locally, setting up offices, familiarizing themselves
with area, and establishing contacts with local notables and community organizations.
The time and financial requirements of uan exercise should be accounted for in their
contracts. In case of POs who already have field presence in an area (for example many
of the RSPs), it is still necessary to plan operations to ensure that households are tracked
down correctly, and inclusio and exclusion errors are minimized. Advance
reconnaissance is vital for all POs.

The standardization of training was vital, but closer monitoring of future surveys is
essential to reduce the variation in performance across POs and also across regions
within the mandate of one PO.

POs should be encouraged to strengthen back office management and to maintain close
coordination with BISP. Their requests should be responded to in time, and at the same
time, BISP must be proactive in bringing about cowmeection if a PO is straying from

the recommended protocols.

Payment protocols should be clearly defined in contracts, and BISP and the POs should
be on the same page as far as these are concerned. Delays (real or perceived) in
settlement of invoices dispt PO operations, denotivate staff and can have an impact

on the quality of work. At the same time, POs should not have unrealistic expectations
of payment schedules and should plan finances accordingly.

Key Issues Identified and fed baokBISP andction taken by BISP

Key Issues Identified and fed back to BISP Action Taken By BISP

Shadowing Observations from FATANovember 17, 2011)

BISP  Director Beneficiarig
Services held a meeting
Peshawar on November 18,

A Training by AASRThe training by AASR was found to
generally positiveinteractive and wellplanned.The PS(
itself was discussed in detail as were intervi

techniques. However, a key area of omission was t
process of route mappinyVe assume this was omitte
due to it being a supervisory responsibiityowever, the
enumerators are meant t@nsure universal coverage ar
there should have been adequate training in this alég
was also observed that the participants were given Vv
little background on BISP and the objectives of
exercise itself.

Misprints/Duplicate serial numbers in PSCsie general
observation has emerged from the shadowing work
FATA where a fair number of occurrences of misprints
duplicate serial numbers in PSC forms were found.
Forward campaigning: The forward campaigning i
generally found to be weakHowever, AASR seem to b
better than the FINCON partner$2Os claim that local
are familiar with the programme and moreover are kno
to the local enumerators and there is little need f
this. Further, POs are reluctant to forward campaign d
to the secuity situation and wanting the survey process
remain low key.

Route Mapping: It appears route mapping is not beir|
undertaken and enumerators are using local knowledge
ensure universal coveragblaps did not appear to beg
available to the teamsPOs claim enumerators are ful

familiar with the areaGPS readings did not appear to

2011. The TPE team assisted
developing the power poin
presentation on the key finding
from shadowing the survey. Th
meeting was attended by thg
5D YtYZ .L{tQa
and the management and fiel
staff of the AASR and NKCON.
The findings were shared wit
all participants and BIS
management instructed POs f{
ensure course correction in lin
with the TPE findings.
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Key Issues Identified and fed back to BISP Action Taken By BISP
taken in the case of FINCOM fact their partners did not
appear to have been provided devicdhey could clair
this is due to the security situation.

A Weak Superigion: The security situation and the terrai
have meant that (i) maps are not being used; (ii) mo
communication is not possible; (iii) scattered and diffic
households need to be reachedll this has led to
extremely weak supervision in all casé$NCON
enumerators worked in evenings as a number w
teachers, and hence the supervisors had to work thro
evenings on a double shift further weakening their
ability to supervise effectively.

A Enumeration:Generally not at the doorstep but i
hujras. No observation of assets as a resultAs
enumerators claimed they are known to the locals it W
overall found that very little introduction (if any) wg
being done about the survewVhile AASR enumerator
were found to be quite adequate, the INFCON
enumerators were found to be weak and poo
qualified. There was a general lack of motivation
FINCON due to low payments and payment issie
filling scorecards it was found for FINCON that there
little attempt to define households, and ¢hPSC was ofte
being filled based on the personal knowledge of f
enumerator without asking the questiontn general,
AASR appears to be doing a better job than the FIN
local partners.

Resurvey of Poverty Score Card from FATA for Checking The findings of the rsurvey of
Splitting of HHs (July 12, 2012) poverty score card was

BISP requested #& LJ12 i OKSO1 Q o6& NXT/| thoroughly discussed with the
select households in Kurrum Agency of FATA for determi| BISP Operations and IT wing.
GKSGKSN) GKSNB KIFR 0SSy WalLJ BISP held a special meeting wi
survey organization. the survey partner to share and

1 The TPE field teams completed the Household Roster | discuss the TPE findings to
sample of 30 households, to allow these to be cro as®ss the splitting of the
matched with the Household rosters in the forms filled | households.
the PO.

1 Preliminary analysis indicates that there is variance
some cases significant) between our findings
household size, and the information collected by f
concerned PO.

1 This is consistent with shadowing observations
household definition, which t TPE provided feedback ¢
some months ago.

Shadowing Observations from District Badin Sindh Province
(April 30, 2012): BISP provided feedback to the
TPE teams shadowed two urban UCsTehsil Badin, District| concerned PO.
Badin on April 30 2012. The following key findings were f
back to BISP.
A TPHield teams while undertaking the shadowing in the
two UCs did not find any supervisor in the field.
A TPE field teams observed that enumerators were
introducing themselves to the respondents prope
despite clear training / guidance provided by R®RMNhis.
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Key Issues Identified and fed back to BISP Action Taken By BISP

A This was creating problems in obtaining cooperation
reassuring respondents about the need for and nature
the resurvey.

A RSPN has also developed a very good introductory
for the field teams and it was suggested that ez
enumerator / field staff should also have the copy of tk
introductory note and should introduce themselve
accordingly.

A Our field teams also obserdethat enumerators were
filling poverty scorecards at a central place in a stree
was suggested that enumerators should try to conduct
survey at the door step as per the guidelines given in
operational manual.

A It was observed that enumeratossere not probing while
filling in the poverty score cards and the assets colur
were filled in haste without any probing and exploratiq
This could result in poor targeting.

A It was noted that most of the enumerators did not ha
their name tags which wa causing problems in the
identification and verification by households and others

A The TPE field teams also observed that enumerators V
facing problems in locating the target households ¢
most of their time and resources were spent in identifyi
the households to be surveyed. This problem was ma
occurring due to discrepancies in the addresses in
household listing.

A In addition to this, enumerators were also struggling
locating households who have migrated; it is believed t
most of these were nomadic.

A It was observed that enumerators were struggling as
the time of their visit there were no male members with
the HHs and there were also no female enumerators in
PO team who could interact with the female respondg
within theseHHSs.

A Enumerators were using 0.3MM Back Ball Pen whe
according to as instructed during the training enumerat
will use 0.7MM Black Ball Pen.

A PO (NRSP) is offering 40 rupees per form plus 50 ru
for motor bike fuel but this was conditional on ea
enumerator completing 10 forms per day. Most of t
enumerators were not able to hit the daily target due
the time consumed in locating the HHSs.

A As of April 30, none of the enumerators working in Bad
had been paid which was resulting in demotieat of the

field staff.
Shadowing Observations from Laho&hadman Town (UC Shg A meeting was held in the
Kamal) LahoreNay 01, 2012) Punjab with the PO and BISP

regional staff, as well as HQ stg
The TPE team provided survey observations and feedbaq to feed-back findings to the PC
BISP on May 01, 2012 on the enumeratitaking place in| and ensue course correction.
Shadman Town (UC Shah Kamal) Lahore. Specific instance
indicative of broader errors.

A Enumerators working in this locality were not train
properly and they had very little knowledge on how
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Key Issues Identified and fed back to BISP

Action Taken By BISP

use the HH list.

A In one of the instancehe printed form number on the
PSC was 24364825 and X number was 27928223
the HH surveyed haBSC number 21634981.

Shadowing Observations from (Shalimar and Aziz Bhatti Toy As above.
Lahore (May 02, 2012)

TPE field teams shadowed 09 enumerators in two local

namely Chah Miran and Mianeer. These fall under Shalimar

Aziz Bhatti Town of district hare. Following are the ke
observations captured by our field teams

A The TPE field teams observed that most of
enumerators deputed in these localities were w
trained.

A X-1663526 form number had one digit missing on t
HH list.

A One enumerator wa unclear on rewriting the ney
number of the given poverty score card. He did r
delete the printed serial number and did not write ne
X number on the PSC.

A PO enumerators were writing old GPS readings on
PSC even though they had a GPS but neglected to u

Shadowing Observations from District RawalpindighsilGujar | As above.
Khan, Union Council Mandra, Location Madi Kalan, DHh
Bahawal Khan) Wednesday, May 02, 2012

A Enumerator filled Section C column wise not in orde
all forms

A All of Section A was empty in all the forms

A No Block Code mention on all the forms

A Khushk Pit written instead of Flush System on all
forms without asking from HH

A Enumerator did not fill in sections C 14, 18, 20, 23 on
the PSCs.

A Enumerator was not probing properly and he w
GAOTAY3 db2é¢ 2LWA2Y F2N
or probing from the respondent.

A No %Number was either mentioned on the PSC or
the PSC acknowledgement receipts given to the
respondents.

A GPS points were not taken and hence not written
the PSCs.

Preliminary Feedback from Shadowing of Survey of Missin{ As above.

Households (25 April, 2012 through email and meeting)
Lahore

1 Majority of the field team members are experiency
and have already worked during the national roll out.

1 GPS were available with the field teams and (
readings were recorded. Introduction and quality
interview was good.

1 The one gap was in the introdtion. While training by
RSPN had included a strong introduction, 1
enumerator team in Lahore was not fully aware of t
for some reason, and did not have the writtg

introduction at hand. Therefore they were providir
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Key Issues Identified and fed back to BISP

Action Taken By BISP

= =& -8

1

f

f
f

Rawalpi
1

f
f

Attock
1

Gujranwala

confusing messages to benefiéges about the reasor
for their being resurveyed.
In some cases enumerators were not probi
sufficiently to get all CNIC numbers of adult househ
members.
There was good coordination between enumerat
and the field supervisors.

The field teams we following the HH Listing (lists

households to be surveyed for missing informatio|
However, in the absence of route maps there was sg
confusion in locating actual households which we
spread out in the area.

Most of the interviews held in a pfessional way.

Most of the team members had their name tags.
No field team members had survey kits / bags in ¢
observation.

As HHs are located in scattered locations enumerat
were facing some problem in identifying the HHs.

At one point, GPS devices ran out of charge and
enumerator informed theTPEteam that he will come
back in the evening for taking fresh readings.
In the case of drop outs some replaceme
enumerators appeared to be insufficiently trained.

New printed serial number was deleted from the P
but receipt given to the respondents had old printg
serial number as the enumerator did not write the ne
code on it.

In one case it was observed that the GPS Device
not available with the field teams.

Old GPS readings were used on the PSC instead
new reading being taken in some cases.

In one case, the enumerator did not write the date a
his name on the PSC.

ndi

Enumerators had bags but there was no BISP logc
the bags.

Ball point notbeing used to fill forms as instructed.
In one case the enumerator was not writing the BIc
code and he informed the TPE team that he will fill
this information after going into office.

One enumerator while interviewing the HHs did not &
about the asets information in section D.

One enumerator did not have a clear understand
about the types of toilets and was crossing the wrg
option while filling in the PSC.

In most of the cases GPS reading was taken at the
of interview instead of at thatart of the interview.
There was some misunderstanding about the definit
of cooking stove. In a few cases, enumerators m
'‘No' for cooking stove including in well off HHs wh
had these.

Block code is missing in all the PSC forms being fill¢

ICFGHK
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Key Issues Identified and fed back to BISP

Action Taken By BISP

district Attock.

1 In a few cases, enumerators were not asking ques
on the HHs assets mentioned in section D of PSC.

1 LYy 2yS OFasSsz SydzySNI G2 NJ
and marked code 3 without asking any question.

1 It was also observed that GPS reading was taken in
the room of a house which may give inaccurg
readings. It is ideal that GPS readings are takeanil
open space.

1 Enumerator marked 'No' for cooking Stove wh
interviewing a well off household.

1 Form number is not written on the door of the house.

Karachi

1 The TPHEeam could only shadow the coverage for
households following which work was stoppedLyari
Town.

1 Preliminary findings from Karachi indicated that the
had been some outmigration due to the secur
situation, and further mobile numbers were als
proving to be difficult to trace.

1 Enumerators were denotivated due to the low fee pe
form, and the few houses they could covier a day,
resulting in a low daily wage.

Shadowing Findings from Punjab Province (April 28, 2012)

Dhok Mangtal (Diesel colony), Union Council Dhok Mangtal,
District Rawalpindi ( April 18, 2012)

A EnumeratoRA Ry Qi KI @S o613 | yR
Enumerator have personal file folder for carrying forms g
other accessories

Block code was missing in all forms

9y dzYSNI G2NJ RARY Qi |al |62
Enumerator cross on khushk Pit toilets for regu
household, Enumerator may have some confusion ab
the difference of pit and flush system (Training Flaw).

A GPS taken at the end of interview instead of beginning.
Circle Ne2/ Dhariala Khakhi, Gujjar khan 2/ Jarmot Kala
District Rawalpindi (April 19,202)

A9ydzySNI G2NJ RARY QG KI @8 ol
Enumerator had personal file folder for carrying forms g
other accessories
Block code was missing in all forms
9y dzYSNY 62NJ RARYQlG &l |02
Enumerator cross on pit toilets for relgm household,
Enumerator has confusion about the difference of pit g

flush system (Training Flaw).

A GPS taken at the end of interview instead of beginning.

A Enumerator mark 'No' for cooking Stove for a we

established household
Dhoke Farman Ali, Union @aocil Dhoke Farman Ali, Distric
Rawalpindi (April 20, 2012)

A Block code was missing in all forms

A9ydzYSNI G2NJ RARY QG &l oz

and filled by himself

> >

> >

p>

P ]

Findings communicatetd BISP
in meetings and BISP
communicated onwards to the
PO.
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Action Taken By BISP

Total Section A was empty during the resurvey process
No GPS taken for theesurvey because battery of GPS
down. Enumerator filled the previous GPS already writ]
on Main door of the HHs
Section C is filled in Column wise instead of Row wise (@
of questions)

9y dzYSNY G62NJ RARY Qi KI @S ol
Enumerator used grsonal file folder for carrying forms an
other accessories
Nara (Mari, Dhoke Sund, Nara), Union Council Nara, Dist
Attock (April 23, 2012)

A Block code was missing in most of the forms

A Enumerator written both Date of Birth and Ages of H

members which is correct practice

A No X Number was mentioned on 2 HHs visited (old nun

not crossed out and replaced)

A GPS taken at the end of interview instead of beginning.
Locality Amarpura , Union Council Amarpura, Distr
Rawalpindi (April 24, 2012)

A No X Numbewas mentioned on all HHs visited

A Enumerator filled the Section C in column wise not in or|

(Row wise)

A No answer filled in Section C 14,15,16 for HH's daug

"Alisha"

A GPS taken at the end of the form
Qasimabad, Asif Colony, Union Council Dhok Hukam DO
District Rawalpindi (April 25, 2012)

A No Block Code noted on the form

Enumerator didn't write his Name & CNIC on the form
Total Section left empty on form

GPS taken at the end of form filling

Most of the Assets questions filled by the enumera
himself

Erumerator filled the GPS from the door which was writt
in the earlier door to door survey.

Section C filled in Column wise not in order (Row wise)
Locality Moosa, Union Council Bahadar Khan, District Attc
(April 26, 2012)

A No GPS written on the door

No X Number written on the door

No Block Code mention on the forms
Enumerator filled the Question C22 (Employment Staf
for the HH members of age below 18
Enumerator left the entry of a new born baby in for
because there was no name yet.

Locality Rehba Colony, Union Council Usman Khattafghsil
Taxila, District Pindi (April 27, 2012)

A GPS taken at the end of form filling process

A No Block Code mentioned on the form

A Didn't ask about Flush System and entered by enumer
himself.

> >

pN

> >

> > > >

p>

p>N

> > >

Shadowing Observations from KPK Shadowing (June 18, 2
Communicated via email.

A SRSP has made an uneven start in their respective dist
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Action Taken By BISP

> N

pN

p > > >

> >

some enumeration started on 11th June while ottmeas
started on 15th June (DI Khan). Others had yet to start
Mansehra.

SRSP has decentralised handling of the survey,
supervisors were not visiting the field, as they were |
provided with logistics nor had contracts finalised.

The team leades were not observed in the field.

There is no physical monitoring of the field staff, which
result in shortcuts by enumerators.

Enumerators were paid per form (Peshawar=Rs 35
form, DI Khan=Rs 40 per form, Lower Dir=Rs 70 per f
Haripur=Rs70 per form) which is all inclusive, includi
logistics, communications and meal etc. But per day fc
rate is quite low as they cannot locate houses easily.
save expenses they prefer to use public transport
sometimes are traveling by foot whichsults in delays.
The teams are not using GPS devices at all, and instea
noting GPS readings from the list which BISP has ser
the incomplete households. The issue is of criti
importance in cases of those houses whose addresses
been changd and where there are changes in the village
UC. In this case a hew GPS reading is important.

The X number and GPS were not marked over the door.
None of the enumerators had bags, badges or complete
They only had forms and a ball point.

In Reshawar it was observed that in some UCs
households are called to a specified place through a f
person and their forms collectively filled.

Due to poor working conditions and few incentiv
enumerator turnover was highin one team in Peshawg
out of 10 enumerators only 2 were available.

There is limited monitoring and some quality issues.
¢KS GSNNIAY A& RAFFAOMZ G
where the specified enumerator shall be at any given ti
He is aware of which UC an enumerator may be in, but
no mobile coverage or more detailed planning cannot tr
him.

Enumeratorswere in the field, while the supervisors ar
team leaders remained in the office as they are working
multiple projects other than the survey and limited logist
are available.

Observations of Shadowing from District Mansehra K
Province ¢ June &, 2012
A Mansehra work started late by SRSP due to logistic is

e.g. petrol and CNG pump strikes. They started on
June 2012 with 5 teams of 50 enumerators led by
Supervisors.

Supervisors were present in field; monitoring the work
enumeratorson a daily basis. Supervisors were promig
reimbursement of field expenses, in addition to a salary
Rs25,000 per month.

Enumerators who were traveling off route for filling
forms, shall be paid for that, on showing expense recei

for their logstics but enumerators for those areas whe
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public transport could be used were only paid rupees
per form.

Enumerators were given UC wise targets and u
completing that particular UC they moved ahead with
new UC.
Enumerators were taking GPS reagtinfrom GPS device
and were inserting in the form.

They had no BISP bags and were using plastic file ¢
for carrying forms etc.

Population was scattered and tracing households
difficult, sometimes 34 trips were required per form.
Enumerators were using their own motor bikes.

They were moving door to door and were marking do
with new GPS readings and form numbers with "X".

Per day form were 4 on average by an enumerat(
though they were given targets of 15 forms per day |
enumerator.

Cases of migrated households were also reported
people originally from Kaghan had moved back fr
Mansehra.

There were cases of wrong addresses and phone num
entered, which were not possible to locate.

There were certain areas whemobile phones were no
working and supervisors in such situations were fag
difficulty in tracing specified enumerators.
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3.0 DATA ENTRY
31 b!s5w! Fa .L{tQa 5IF0F 9yGNB hNHIYATFGAZY

The enduring output of the PSC survey is the data itself. Capturing the data accurately and in
a timely manner has been a high priority. The BISP data entry process is outsourced to
NADRA. NADRA initiated the data entry process in July 2010, initiallythein own data

entry centres located across Pakistan (Islamabad, Lahore, Multan, Sukkur and Karachi).

However, it soon became evident that the sheer volume of PSCs would necessitate drawing
on further resources. NADRA therefore subcontracted the datayecomponent to other
organisations/firms. For ensuring quality and accuracy a systematic process for the
monitoring and quality assurance of the data entry undertaken by its POs was put in place.
NADRA subontracted approximately % of data entry to is partners with 46 being
undertaken by NADRA itself using internal resources (Tab)e 3

Table 31: NADRA Data Entyentred_ist
Sr. No. Company Name POs / NADRA Location
1 DPS PO Islamabad
2 1A PO Islamabad
3 NIFT PO Islamabad
4 Deloitte PO Islamabad
5 Systems Itd PO Islamabad
6 360 MYASCO PO Islamabad
7 Advance Tech PO Lahore
8 NCBMS PO Islamabad
9 Karachi NADRA Karachi
10 Lahore NADRA Lahore
11 Multan NADRA Multan
12 Sukkur NADRA Sukkur
13 PHQ ISB NADRA Islamabad
14 HQ NADRA Islamabad

3.2 The Data Entry Process

PSC forms/data once received require entry to the BISP database prior to analytics to
determine the poverty score. The process of data entry can bedsided into the
following components:

a) Scanning
b) Data Entry
c) Uploading data to the BISP database

NADRA has divided responsibilities with its POs as follows:

1. Data entry of survey forms using the application software provided by NADRA is the

responsibility of the PO. The formats indicated are for a single form andle data

entry needs to be carried out.

Application software is the responsibility of NADRA

3. Verification and validation is conducted during the data entry process in real time with
b!5w! Qa RIGlolasS aeaidsSvya

n
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4. NADRA was responsible for the transfer of scahdata to POs

5. A Quality Check (QC) is carried out by NADRA through application software at NADRA
HQ.

6. hyte v/ LIaaSR RIGF Aa FAyFLtfte GNI yaAFTSNNBR

a) Scanning

Scanning consists of two steps. BISP POs send completed PSCs to NADRAUHHEY b

post, and on receipt NADRA registers the number of received forms in the inventory
notebook using information provided on the cover letter / envelope. After logging these
forms are sent for pre scanning.

Presscanning consists of:

Assignin@ batch number

Counting of the forms

Segregation of single, double and triple forms
Removing staple pins, glue or gum from the forms
Separating forms sticking to each other

Removing damaged forms

Removing blank / non filled forms

@00 op

During the prescanning process all the data provided in cover documentation is reconciled
with the actual number of forms. If there is any variation in the number of forms scanned
and the numbers of forms displayed on the cover letter, a letter is settied®Os informing
them about the variation.

Following this the forms are ready for final scanning; both sides are scanned and saved as
jpg images. Scanned images are stored on the local system with unique numbers. Every
batch has a different humber afnages of forms. After successful completion of the
a0l yyAy3a LINRBOS&aaz || RStAOBSNE GOKFftftlFye A
a0l yySR AYlI3Sa o6& | RIGF SyaNR OSYiNBo® ¢
than one batch.

a 3
KS

b) Data Enty

The scanned forms are processed and uploaded to the system. Two different Data Entry
Operators (DEOs) enter the form into the system. After the DEO 1 and DEO 2 have
separately entered the same form, these are compared with each other. If data entry by
both DEOs matches with each other, the data is directly stored into the data base. However
in case of any mismatch, data is referred to QC1 and QC2 (Quality Checker 1 and 2) for
quality checks. If at the level of QC 1 and QC 2, there is any discrepaimgytarvalidation

stage, then data is forwarded to the Examiner for the final data validation process else the
data is stored in the database. Figur@ 8escribes the data entry process.

¢) Uploading data to BISP database
After the completion of qualitychecks at NADRA HQ, the data is transferred through

b!5w! Qa 5FGFo6lFaS ITRYAYAAaGNI G2N G2 GKS . L{t
internet link.
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Figure 32: Data Entry Operation at POs level
DEO 1 DEO 2
yes < Validation
NO
oc1 QCc2
NO
Examiner
> Database Server
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Figure 33: Data Entry and Quality Control Process
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Update data@ Form # Validation
: ! =
n DB First DEOp Form Entry Completion Match Entri
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(First DEOp) Form Data
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No
Form # Validation
Second DEOp Form Entry Completion
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L Mismatch?

® Yes

Assign Form

Record To @
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4

Review by QC
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Data Entry

3.3

Methodology for Process Evaluation of Data Entry

In accordance with thedR the data entry processes and procedures were to be observed in
situ, with the scope of work covering two Data Entry Centres in each of four quarters of the
assignment. When the TPE was commissioned, the PSC census was reaching closure and
data entry wasadvanced. BISP alerted the team as and when any remaining data was
received by NADRA, and it was possible to conduct eight observations as required in the
sample through the course of the TPE. Teatres visited were: (i) Digital Processing
System Incporated (DPS); (ii) 360 MYASCO,; (iii) NCBMS,; (iv) Information Architects (1A); (v)
Advance Tech; and (vi) NADRA, Lahore. DPS and 360 MYASCO were visited twice to
determine whether there had been any changes, whether improvements or deviations.

The man objective of the process evaluation was to provide feedback on the accuracy and
efficiency of the data entry process. This was to be complemented by a quantitative spot
check of the data entry process. The data entry process was assessed in reldtien to
I3dZA RSt AYSa Ay GKS a5FdF 9yiNEBS =+l fARFGAZ2YZ
the Operational Manual. The data entry and control processes mentioned in the manual
(Figure 33), were used as the standard procedure and any deviatiom fitee manual was
recorded,analysedand reported to BISP. A cheligt was used to frame the sersiructured
interviews with key informants.

One day of observations and interviews was carried out in eantreand included:

Meetings with BISP / NADRA

Sructured Observations of Data Entry Process using Checklist
Direct Observation of the data entry processes

Meetings with @ta Entry Staff

SelfExperience through practicing different processes

arwNPE

The following aspects were monitored and reviewed:

How and m what form are PSCs received at NADRA?
Logging of Received PSCs

Prescanning Process

Scanning Process

How scanned images of PSCs are delivered to Data Entry Centres

Hardware and software specifications

Working Environment of the data entry centre

Checking procedures and supervision of data entry

Uploading of scanned data to database for data entry

Staffing for the data entry (The number and qualifications/skills of data entry operators,
guality checkerand examiners)

Training to the DEO, QC and Examiners

Documentation of the software

The number of forms entered per day per person, including error rates

Check form number validation mechanism in term of (duplicate, illegible, empty,
photocopy and annulled

Double data entry

91 Verification of CNIC and name with NADRA database

= =4 =8 =4 =8 =8 -8 -8 -8 -8 9
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=
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Data Entry
1 Monitor QC (Quality Checker) process
I Monitor examiner process
1 NADRA quality check procedures on data finalized by data entry centres
T ' LX2FRAY3 FAYILIE RFEGF TNBavbatel G Sy dNE OSy i NE
1 Selfexperiencing data entry problems by carrying out data entry
T a2y AG2NJ b!5w! Qa RIFIdGF SyadN®B OSYyiNBQa AyiliSNYy

3.4

3.4.1

3.4.2

3.4.3

daily reporting system or MIS
1 Final data uploading from NADRA to BISP

Observations and Findgs

For the main part, the data entry stgyocesses were observed to be smooth and efficient.

Several rounds of data entry had resulted in learning and-tliméng of processes, and

quality checks were generally effective. Attempts had been made daces human error
0KNRdAK GKS WR2dzotS SyiaNERQ adaeaidSy:z IyR (KS
confirmed that system design was effective at capturing and blocking erroneous entries.

Receipt and logging of PSCs

Survey organisations were obged to be delivering PSCs in sealed packets, with details of
the forms clearly marked on the packet (number of forms, region, PO name). These packets
were opened and the forms counted. If the packet was delivered by hand, an
acknowledgement slip was praldd to the delivery agent. A register was maintained by
NADRA to record the details of the packets received. There were no major issues observed in
this fairly straightforward process.

Following receipt and logging of the packets, these are openedten®SC forms counted.

Any blank or damaged forms were separated and rejected during this process. The number

2F WYOILEARQ t{/a Aa O02YYdzyAOIGSR (2 (G(KS &dz2NBS
scanning by removing staples, adhesives, andatimgr material which may compromise the

process. Any PSCs which had additional sheets were also separated out to ensure that all
sheets were scanned. Again, there were no major issues observed in this process.

Scanning and transfer to data entiyOs

Packages of bundled PSC forms are now ready for scanning. Each bundle is assigned a
unique number or Packet ID. A folder is created in the system with the same ID. Forms are
scanned and saved automatically in this folder. These folders aerecttpied onto a DVD

2N ' {.® !y ARSYUATAOIFIOGAZ2Y R20dzYSyid 2NJ WOKI f
Oz2yiaSyids FyR GKS 5+5«k! {. YR WOKIFftlFyQ F2NY
There were no significant issues observed in this process.

Processing and data entry

Once data is received from NADRA by the data entry partner organisation, the files are
copied onto their system. The software used to load the scanned images onto their
database was developed by NADRA. Where therearations in the number of scanned
AYF3S&a YyR (GKS AYyF2NXNIGAZ2Y LINRPGARSR 2y (GKS U
correction of records. One critical issue was observed during this process; the software
developed by NADRA recognises only acijgeimage size. Any images which had been

saved in a different size were not processed by the software and sent to a folder labelled

ICFGHK Pages2
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3.4.4

3.5

WYdzy LN OSaaSRQ® ¢tKA&d T2t RSNJ GKSY HKduBload?2 0S5
the images.

Data entry haslwecks and balances built in. A double entry process is followed, as earlier
indicated, to reduce or circumvent human error. PSCs are randomly allocated to Data Entry
Operators (DEOs) by the software. DEOs also matched family members whose CNICs were
provided in the PSC with the NADRA database.  The key issue noted in this process related
to the link between the PO database and the NADRA database. Poor speeds in the link
resulted in inefficiencies in the entry of forms, reducing the number of fahmas could be

entered in any one period.

Monitoring, supervision and quality control

The double entry process automatically introduces a layer of quality assurance. Where
there are variations in the data entered by either of the DEOs tlievace automatically

refers the forms to the Quality Checker. Variations are assessed by two QCs separately, and
if they can address and validate the mismatch the data is stored in the system. In case the
discrepancy cannot be addressed, the mattereferred to the Examiner, who takes a final
decision. Hence there are a number of layers of control. In this case there was a positive
deviation from the guidance in the Operational Manual, which only required one level of
checking by an Examiner. Timroduction of two QCs has enhanced the quality control
process.

A final quality check has also been instituted at NA®R&vel. Once entered by the PO,
NADRA randomly picks %dbf entriesfor verification through their own QC. Should there
be morethan 3o variation or discrepancy in the data entered, the entire batch is returned
to the PO for reentry of the data. Those batches which pass the quality check are then
uploaded by the partner data entry organisation to NARBRtabase server throughweb

link.

While quality checks are generally well designed, a key observation relates to the protection
and integrity of the database. With limited security checks and no encryption of data, it
could be possible for the data entry PO to simplyupéoad the rejected batches of PSCs
without re-entry of the data. This could impact on the quality and accuracy of data entry.

Recommendations

In general processes related to data entry have been-timed and improved, and are
being implenented well. Lags in data entry have related to internal resource issues within
NADRA itself. Some recommendations for further improvement are presented below:

1 Upload images at NADRA to circumvent image rejections by software and speed up
data entry. Asthe process is slowed down by rejection of images by the software, it
would be more efficient to upload the images as created on a database at NADRA, and
then deliver the database to the datntry organisation.

i Review security protocols and datarotection. There is a need to protect the PSC data
and also ensure that partner organisations cannot manipulate the NADRA database.
Accordingly, enhanced security protocols and encryption should be considered.
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41 . L{tQa DNASGIYyOS IyR /&S alyl3aSySydad {eadl
4.1.1 Case Management: from manual to technology based systems

BISP has a poverty registry covering some 27 million households (World Bank 2013) and
about 7.5 million familieshave been identified as eligiblelowever, as yet only about 4.5
million familiesare recipients of the cash granh additional to concerns over inclusion and
exclusion errors emanating from the targeting process itself, there are concerns over the
barriers which may be facing the 3 million odd potential beneficiaries (aroufticfzhe

total) who have not yet entered the payment streaifhis section of the report assesses
processes around registered beneficiary complaints other than those whichagment
related. Our typology classifies these largely as those complaints or grievances which are
related to the beneficiary enrolment process.

LydSaNtf G2 Ada aeadsSvya FyR YSOKIyAayYya FT2N |
redressal. Initily, there were no prescribed mechanisms or standardisation; any complaints
NEOSAPSR 6SNB KIYyRfSR Ylydzzfttesxs SyadSNBR Ay U
sheets were prepared to forward to higher offices.

LY HnmH GKS /Ja{Z FyDASNBENRESRSYOEABI A f | dzy
This resulted in a quantum shift in the efficiency of the grievance redressal prétasss

which previously took months to resolve could now be resolved within d&gse its roll out

the CMS has helped hdreds of thousands of eligible beneficiaries with discrepancies in

their information to enter the payment cycle. The advantages of the CMS include: (i)
devolved authority to resolve cases; (ii) a cohesive and standardised system unlike the prior

ad hoc maes of registration of complaints; (iii) a computer generated complaint ID allows

tracking of the complaint (though the practice of providing a tracking slip to complainants
ySSRa (2 06S AYUNRRAdZOSROT O0AQG0 NBRdiOoriey Ay K
CNIC (computerised national identity card) data for example; and (v) BISP staff can check the
status of a complaintas can a complainanthrough the BISP websit&Vhile there are
WItAGOKSaAaQ Ay GKS ada2aidSY I yRbeladdgsedoitShdd 2 F & ¢
improved the grievance redressal process significantly.

Since the rolbut of the CMS in April 2012 in all BISP field offices, the system has registered
and processed 1.48 million complaints across Pakistan (as of May 2013). Tdhede th85
million CNIC and other update related complaints, while 0.63 million complaints were
related to Eligibility Appeals. Out of 1.48 million complaints, there were only 16,320 (one per
cent) complaints, which were under process as of May 3, 2018.CMS had processed
1,441,400 (9% of the registered complaints.

Nature of Cases Total Accepted Rejected In Process
Updates 857,601 798,075 45,185 9,888
Eligibility Appeals 632,181 236,768 361,372 6,432
Total 1,489,782 1,034,843 406,557 16,320

Theacceptance ratio of the complaints registered remained robust, as 1,034,843 complaints
(70%) were positively resolved and further processed for payments. The rejection ratio is
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4.1.2

4.1.3

414

currently about 294 as 406,557 complaints were rejected on various grouGtC update
related complaints formed the majority of the complaints registered and processed under
the CMS, and 798075 (%8 requests were processed successfully for payments. Only,
45,185 (89 of CNIC update requests were reject&digibility appeals werkess likely to be
accepted, and approximately %were rejected.As of May 3, 2013, there was only one per
cent (9888) of registered complaints under process, indicating a rapidduoand.

Institutional structure for Grievance Redressal

In BEP Headquarters there is a Directorate dealing with Cash Trarndfetsr the Director
General (Cash Transfers), the Director Beneficiaries Services deals with the case
management system, supported by three other coordinators (Targeting Coordinator,
Appeat Coordinator and Registry Updates Coordinator). At Teésillevel, there is an
Assistant Complaints (AC) who receives and registers cases in theFOM®ing due
process, the AC submits the same to the Assistant Director (Authority Level 1) witiehis b
comments. The AD then submits the same to the Divisional Director, the Approver, who
holds the final authority to accept or reject each case.

Modalities for Registering Grievances

BISP has introduced multiple channels for the registratiocoafplaints and appeals bearing
in mind beneficiary literacy levels and regional variations across Pakistan. Appeals and
complaints are received through the following interfaces:

(@) Walk in at BISP field office®ISP beneficiaries who have a complaint of any nature
usually visit nearby BISP offices (generally the Tehsil office) to enquire about their
eligibility and file complaints in case of any grievance.

(b) BISP Help LineBISP has launched a helpline which banreached through a tall
free number. Over 40 call agents receive calls and provide assistance on eligibility,
registering appeals, where and how to file a complaint at relevant BISP office etc.

(© BISP websiteThe BISP website (www.bisp.gov.pk) is fully operational and provides
details about the organization, its various programmes, lists of beneficiaries and
announcements for different types of procurement. It also provides a-frasndly
interface for existig and potential beneficiaries to seek information about their
status and seek relevant feedback from BISP. The site is regularly updated and once
various MIS modules are made available by NADRA, a more diverse portfolio of
services will be available fot& beneficiaries.

(d) BISP Head Office, Regional Offices and Divisional OffiCesiplaints/appeals can
be submitted by mail or in person, but at higher tier offices they are generally
submitted by mail unless there is fi@hsiloffice (which till recently wathe case in
Sindh and is currently the caseBalochistai

Broad Categories of Cases / Grievances
Currently BISP addresses grievances which fall in the following categories:

A Eligibility appeal The cases of families which have been declametigible but they
consider themselves eligible. Any household whose PMT (proxy means test score) is
up to 20 (the qualifying score is approximately 16) can submit an appeal to the BISP
and the household fulfilling at least one condition from the follogviwill be
declared as an eligible beneficiary:
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Presence of one or more members with a disability

Presence of one or more senior citizen (over 65 years of age)
Size of household 3 or less.

Household with 4 or more children under 12 years of age

O O oo

A Incomplete Forms:These cases include missing family information in the poverty
score card such as any missing score card fields and/or name (children) and/or age
(children) and/or school attendance (children) and/or signature/thumb impression.

A Declined interview Families who refused to participate in an interview during the
survey. These households have now appealed topifoeggrammeto visit them and
conduct an interview.

A Missed out / excluded households:HE households which were missed out due to
reasons suchas | RRNBaa y2dG (GNIXOStkotSéeéz ay2 2yS |
have now appealed to therogrammeto visit them and conduct an interview.

A CNIC UpdateThe women whose CNIC details are missing in the poverty score card.

A Duplicated CNICWomen who incorporated their CNIC information in more than
one household.

A Payments ComplaintsComplaints for nospayment and/or partial payment (these
are covered in Chapter 5 of this report).

A General Complaintstmistreatment, corruption, negligence ejc

4.2  Methodology for the Assessment of Grievance Cases
4.2.1 Development of Case Studies

Detailed case histories have been developed by ssratctured interviewing of beneficiary /
complainant and concerned stakeholders and key informants to explore the causes of the
grievance and the routes followed for redressal, as well as outcomes. Bytiragidhis
methodology, complaints / grievances were back tracked, case studies were developed and
dadz3asSadAazya 6SNB YIRS (G2 AYLINROGS GKS STTFAOA
redressal process. Anné&8shows a sample grievance cageady.

The Ines of enquiry were as follows:

Interviews at beneficiary level

A checklist / questionnaire(see Annex A5)was developed to interview aggrieved
beneficiaries and focused on:

A Information of PSC surveywas the PSC survey conducted and how was it
adminidered.

A Perception of BISRVhat is the perception of the beneficiary about BISP in general
and the safety net programme in particular.

A Communication received and understanding of grievancénticipated
communications received, understood and approprigtedcted upon by the
potential beneficiaries. How the beneficiary/aggrieved person obtained information
and the knowledge to register a complaint/grievance.

A How the grievance emergedivhat kind of grievances emerged and how did
potential beneficiary procesc What were the reasons and circumstances behind
emergence of a complaint/grievance?

ICFGHK Pages9
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A What was the response by BISP staff at different levdlthen was the
complaint/grievance registered at any level, and what was the response by the
complaint handling ofter? What treatment did they receive and was it timely,
appropriate, and satisfactory?

A Awareness of Right§Vas a beneficiary/complainant aware of her rights to register a
complaint/grievance on or before registering a complaint?

A Satisfaction with theprocess: Was the beneficiary broadly satisfied with the
handling of the case and how has this influenced their perceptions of BISP?

LYGSNWBASGga +id . L{t FYyR 20KSNJ adl{SK2t RSNRa f S@St

Another checklis{see Annex AS)as developed for conducting interviewsth the officials

and staff at the BISP level (at various tiers) to evaluate the system, suggest improvements
and remove systemic constraints, if any. The following lines of enquiry were included in
these checklists:

A What was the first response when cotajmt receivedResponse at the first stage of
complaint registration is very important and filters a number of issues, if handled as
per set of SOPs.

A How it was processed and trackethe process of handling, registering, processing,
tracking and resolnig grievances was evaluated.

A Systemic constraintsSystemic constraints were assessed, with a focus on where
they are, and how are they being approached currently.

A Challenges and enabling factors, if arfyesides system constraints, specific
challenges ath enabling mechanisms were alistentified.

Structured observations of complaints handlimgntresat Tehsil/Divisional offices

All the case officers and regional coordinators visited different BISP complaint registration
offices at Tehsil/divisional/provincial level on a regular baglsstructured observational
methodology was used to capture and record observations particularly at the Tehsil level.
The methodology includes evaluating the response to a complainant, language and
behaviour of a complaint handler and how much time per complaint/grievance is taken to
register and process a complaitiollowing this a discussion was held with a selection of
both beneficiaries (exit interviews) and handlers following the complaint to asses
responses. This methodology helped us gauge the extent to which a customer service ethos
has been embeddedndalso helpeddentify skill gaps.

4.2.2 Sampling

Samplinggrievance cases was initially on the basis of complaint data shared by BISRe€rom
manual systemAfter the first wave of fieldwork, the sampling strategy and methodology
was reviewed and revisetbllowingimplementation of the CMS.

The overall approach to sampling and selection of case studies was to give priority to those
compldanants which belonged to the rural population, less developed, remote and
inaccessible areaghis is because urban populations and those who live close to BISP offices
will have better access tpursue their complaints and they also have better access to
national and mainstream media channels. Similarly, it was assumed that most of the
beneficiaries in these inaccessible areas do not have access to email, internet or even to
postal servicesA typology of complaints was also used to develop the samplédy thi
majority of cases explored relating to CNIC updates and missing GlbB=}-1 shows the
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4.3

431

numbers of cases assessed by type of chess prevalent complaints and cases developed
related to misseebut households, address changehplicate/discrepant households and
missed out household€ligibility appeals were also investigated, though not proportionate

to the volume of such appeals received by BISP as the policy guidance on eligibility appeals
was evolving during the course dfig assignmentSome unique sets of cases were also
explored, for example changes in Tehsil names, which resulted in whole groups of discrepant
households due to mismatches in addresses (e.g. AJK Pattika district and Havelian in
Abbottabad district).

A total of 720 cases were studied during the project period and the cases were distributed
proportionately among the BISP regions. The objective was to get maximum coverage of
issues around the typology of complaints and not sample solely according to theapopul

of the respective region.

The objective to get maximum coverage of BISP regionsadtakistan was also achieved,;
of 37 BISP regions, the grievance related cases were drawn from each of these
(see Tablg-1).

Table4-1 Regional Breakdown of Sample
Divisiong Total |Missing| CNIC | Add: |Dup/Dis| Elig: | Missed
Cases| CNIC | Update| Change| c: HH | Appeal | Out HH
60 4 41 7 3 2 1 2
132 48 58 4 11 6
36 13 20 0 2 1
192 68 66 4 21 25
120 18 78 7 13

Region Others

AJK

Balochistan

GB

KPK

Sindh

Southern

Punjab

Upper Punjab 5 72 29 24 3 3 3
Grand Total 37 720 239 319 20 50 55 26 11

Q|O1T|O N[O |W

108 59 32 2 3 5

O N IN[O|lO|O1
Al O INW|O|O

Key FindingsBeneficiary Perspectives
General communication: perceptions and awarenesfsthe programme

BISP has invested considerablyriasscommunication and awareness campaigns about the
programme.Using both print and electronic media, the general objective of the campaigns
was to create awareness and understanding amongst the public abodamental BISP
concepts and the range of initiatives it offered. National campaigns were supplemented by
local level campaigns carried out by POs, specifically focusing on the poverty Juresg.

used a range of communication tools, including drawindomal electronic and print media
anddirect community outreach. L{t Q& O2YYdzy AOlF GA2y OF YL} A3ya
ways; not only did they seek to build trust between fir®grammeand its beneficiaries, but

also to clarify its nospartisan nature,dentity and role and set therogrammeapart from

prior initiatives involving transfers of cash (e.g. Zakat andBdital). It was important also

to distinguish the national rebbut of the programmeand its distinct mode of targetinfyjom

the Parliamenary phase.Respondents were asked about the primary source of their
information about BISP and were also probed to understand their perceptions and
understanding of theProgramme.There was general awareness of tB&SP;however a
sizeable portion of the beneficiaries, interviewed by TPE teams, had learned about BISP
through interpersonal means, i.e. family members, relatives, friendsraighbours with
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4.3.2

little variation across the provinces / regions of Pakistdary £w beneficiaries reported
hearing of the Programe through print and electronic media. While a very small proportion
claimed to have received some information through television, the proportion who had
heard of theprogrammethrough the radio was negligiéal Similarly, very few of those who
responded had received information through the print mediBhis is important for
determining the best communication strategy for beneficiaries.

The majority of respondents either associated the progmemwith the Pakig I 'y t S2 L) SQ3
Party (PPP) or viewed it as a personal initiative of the slain party leader Benazir Bhutto, some

even believing it to be funded through her personal funds. Many termedPtlogrammeas

G§KS WwW. Sy T AN ThiOwas NoS usualRgwéhéhtame and branding of the

Progranme. A fair proportion of respondents believed ti¥ogrammeli 2 6S | W32 GSNY
AyadAaddziazyQs FyR I AYFEf ydZYoSNI 68t ASOSR Al

It is important to note that despite these associations there was virtually nogmion of

the Programmeoperating in a partisan manner and discriminating against beneficiaries

along party political lineslt was also widely understood amongst respondents that the
Programmeoperated with clear rules and guidelines, and this was inditdy the very

aYFff LINBPBLRNIA2Y 2F NBaLRyRSydGa oK2 FdG§SYLX
complaint/grievance by accessing local notables or political workers.

These findings would point to some issues in the design of the communication todisause

target beneficiariesAs the complainants obtainel y F 2 NY' I G A2y LINRAYI NRf&
Y2dzi Ké¢ (KSNB dnessagasiBeindistoited larid ladk dMNGlarity and objective
information on the details of th®€rogramme.

Communication: fornal communication with beneficiaries

The first direct communication with potential beneficiaries was at the time of the PSC
census.A number of misconceptions of thBrogrammearose at this stage, with over
enthusiastic enumerators frequently conveyingetimpression that all who were surveyed
and poor would be deemed eligible, to ease the enumeration process and access to
householdsWhile a scripted introduction was part of the guidance from BISP, for various
reasons this was not generally adhered Wdis created some confusion and a sense of
AyedzaidAOS yY2y3ad oSYSFAOAINARSAE K2 O2yaARSN
why they were not eligibleThis lack of understanding of eligibility, participation and
enrolment in theprogrammeled to cansiderable footfall in BISP offices, expense to poor
claimants, and lack of clarity about tierogramme.Findings indicate that over the four
waves of fieldwork for this assignment, there was greater clarity amongst beneficiaries over
the course of time, stinformation filtered through by various mearns.particular, frequent
interaction of beneficiaries with BISP offices, particuldysiloffices, has helped to clarify

the level of understanding amongst beneficiariewever, despite some media camgas

to explain the poverty score concept, the poverty score and its connection to eligibility
remains poorly understood.

According to prescribed processgtsecond point of direct contact with beneficiargsould
have been arofficial letter which was to inform them of their eligibility, provide details of
the payment process angrogramme,and advise on contact points for complaints regarding
payments.The overwhelming majority of respondents indicated that they had not vecki
GKS 2FFAOALI f Ingangral kligibleiber2fitiariestwBdihadSniititarted receiving
payment would become aware that they could be eligible when otteghboursand family

ICFGHK Page62

tn nH

pHTMn YR tnnatr



_ e
o

6/ f dza

G A t N2OS&aa 9@l tdza A2y
: 27T .Ell_?tQ{ DNZ:muSmyos wéﬁeLrj\ ICF’G’H’K‘

Y

¢ Z
w» bj
ax U»

Qx

<

3
y U

members started receiving paymerithis would instigate a visit the local BISP office after
enquiries through social networks on recourse, again increasing footfall in these offices.

Following this, important points of communication with beneficiaries related to (i) informing
beneficiaries that they may be eligibbeit there was discrepant information which required
correction; (ii) the grievance process itself and how to navigate it; and (iii) changes in the fast
evolving modes of payment which required some actions and understanding on the
beneficiaries partlt is significant that knowledge of any official communication on all these
fronts remained limited amongst those interviewed.

There was no written communication with beneficiaries regarding discrepant information,
and beneficiaries would find out that themgas information missing or incorrectly recorded
when they would have their details checked in internet cafes or visit BISP offices to
determine if they were eligibleHowever, there were some instances noted where local
offices were instructed to contacbme beneficiaries by phone and request them to come to
the offices to correct or provide information/documentation (this was observed in some
offices in the Punjab for example).

There were virtually no instances of beneficiaries having been informegiadiffi or through

a BISP mass media campaign of the grievance redressal pregessthe few beneficiaries
who had received an eligibility letter were provided no information on addressing
grievances.Beneficiaries would follow a difficult, timeonsuming and often expensive
process of enquiries from family members, friendgighbours local informants and
notables, and visits to BISP offices to help them determine their status and how they should
go about ensuring eligibilityHowever, it was generalljound that social networks and
community support systems were helpful in this regard; local postmen (who were
particularly knowledgeable about processes given the role of the Post Office in payment
delivery), shogkeepers, internet café staff and politicise would guide beneficiaries to the
best of their abilities, though their information was not always compl@tee first point of
contact was quite frequently the Postman or local Post Office, which beneficiaries would
approach when they realized they wermt receiving payment whilst others wer@nce
beneficiaries made it to a BISP office, staff would in general provide useful guidance,
particularly in later stages when the CMS was instituted, though the lack of faffow
systems frequently meant sevenakits for the beneficiary.

An important juncture for communicating with beneficiaries relates to changes to existing
processesBISP has experimented with a range of payment modalities, more recently this

has culminated in a widspread shift to the Beawir Debit Card (BD@ach mode implies
GENRFGAR2Y Ay GKS 0SYSTFAOAINEQa NBalLRyaArAoAfAd
new system.in most cases there were few instances where beneficiaries received official
communication with regard to he change in payment mode. In a number of cases
beneficiaries would find out about changes whdey did not receive payment through the

prior modeand would visit the BISP offices to find out what was wrdrge process of the

BDC rofbut has built on loal mechanisms to inform beneficiaries of the need to be issued

the new cards, however, instances of individual notice todfigiaries remained infrequent.

An important gap in beneficiary communication was also noted during the shift from the
Parliamentarian phase or Phase | of thegramme,to the national roHout to the PSC
targeted beneficiaries. Many of those who had been beneficiaries during the
Parlianentarian phase were no longer eligibldowever, they were not informed of this
shift, causing considerable distress when payments ceddady approached BISP offices to
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complain, increasing pressure on the offices and flord staff who had to explaithat they

were no longer eligiblewWhile this issue was widely prevalent during the first wave of the
TPE, it decreased over time, as beneficiaries became aware that they were no longer able t
receive the cash transfer.

In general it was observed thatdre were no specific IEC material or awareness campaigns
which guided beneficiaries specifically and in detail through the grievance redress process.
Combined with the lack of direct communication with beneficiaries, it has thus remained
incumbent on thebeneficiary (and her family) to determine her eligibility and learn to
navigate the system; resulting in delays to much needed payments, aftbiitled expense

to the beneficiaryWhile some beneficiaries are able to access systems eventually, there are
many who may not have been able to do so.

433 9ELINASYyOSa s6AGK . L{tQa INARSOIyOS YSOKIyAaYa

Filing the complaint

While a number of modes of registering a complaint are available, the majority of
respondents indicated a marked preference for a persoisit to the BISP officén general

most respondents only felt action would be taken if they personally presented themselves
and were assured of action; this is common in the context of Pakistan where written or
telephonic complaints are not a generalffective or welknown modality.In almost all
instances the complaint was filed either by the beneficiary or a family member on her behalf
(about 5%%6 of complaints were filed by the beneficiary herself, while abourodtere filed

by a family member on hebehalf without her presenceBeneficiaries irBalochistan KPK

and GB were less likely to visit the office themselves; women in KPRaochistarciting
cultural barriers as a constraint, while in GB and some exteBainchistardistances and
associted expenses were considered to have compounded the idBepeficiaries in AJK
and Punjab were most likely to go in person to register complaints (though they are often
likely to be escorted)Beneficiaries were generally accompanied by a husband ohérot
while a very small proportion were accompanied by sons/grandsons, or other beneficiaries
from their area.There were virtually no instances of beneficiaries approaching a local
politician or notable for registering a complaint, which would indicatat theneficiaries do

not believe there is a need for mediation or indeed that it would be effective.

Most complaints were filed inTehsil offices where these were present, beneficiaries
indicating that the proximity of thélehsiloffice was the main reasofor registering the
complaint there.

In Balochistarand Sindh complaints were often filed at divisional offices in the absence of
Tehsiloffices which were rolled out towards the end of the TPE in Sindh, and are yet to be
placed inBalochistardue to fcurity issues.

Reqistering the complaint, acknowledgement and folleup

There were no prescribed procedures for registering a compl&@ating the first wave of

fieldwork, prior to the CMS being rolled out, procedures observed were fairly ad hdc, a
dependent on the management of the particular office/ division or personal inclinations.
Following the launch of the CMS certain procedures were standardized by virtue of having to

enter information in a system, however, other procedures remain to laddrdized.For
SEFYLX S GKSNB gl & y2 &0l yRFENR WwO2YLX FAy(d F2
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her complaint.These are presented verbally or written out on piece of paper, with relevant
documentation attached as advised by the BISP flioet officer.In many cases beneficiaries
would need to visit nearby shops or internet cafes to check their PMT, photocopy
documents and get assistance in writing out a compldihey are then required to return to

the BISP office to present this.

In most casedeneficiaries were not provided with any acknowledgement slip indicating a
record of their complaint, and they were also not provided with any indication of a-time
frame in which they could expect action/respon3dis was disconcerting to the beneficiary

as they would have no sense of the progress of the complaint, or any idea of how to track it,
and would therefore visit the BISP office many times, at considerable cost, in their anxiety to
track progressAlmost all complainants visited the BISP offatdeast two or three times,

and in some areas (e.g. AJK) a fair proportion even visiedimes.It was not so common

for beneficiaries to visit more than 5 times, though in a small proportion of cases this did
happen (particularly in KPKh Babchistan and GB distances were a deterreBven where

staff requested beneficiaries to not repeat their visit, the beneficiary herself was not
satisfied that any action was being taken unless she or someone she designated could
physically follow up on progressurther, prior to the CMS there were few methods for
them to track their complaint, and not all complainants have access to the intdvhdtiple

visits continued through to the fourth wave of the TPE fieldwork, though there are
indications that these direduce considerably with the advent of the CMS.

Importantly, complainants were not informed when their complaint was resolved, and found
out either by yet another visit to the BISP office, or the appearance of their due mbney.
general, response timeand complaint resolution was slow in the {Z&1S period, however,
significant improvements were observed following the roll out of the CMS.

No IEC material was available for beneficiaries in BISP offigh8e lists of eligible
beneficiaries are suppedly present in BISP offices, the volume of traffic, and the
configuration of the offices does not allow beneficiaries or those supporting them to use

these.lt is notable that a whole external infrastructure has developed around the process of
enabling eneficiaries in their quest to resolve their grievances; this includes the adaptation

of internet cafes to deal with BISP related issues, and in the instance aufhBn, local

bDha K2 FFOATfAGFEGS 0SYSTAOAL NAcEBsysteimy | OO0Sa aA

Staff behaviour customer interface

Frontline offices were reported to handle beneficiaries with empathy and in a very helpful
manner.The majority of respondents (approximately?@Oindicted that they were satisfied

or fully satisfied withstaff demeanar. In fact where beneficiaries had to deal with other
providers (e.g. commercial banks following issuance of BDCs) they would continue to
gravitate to theTehsiloffices, which they felt to be more approachabliewas observed that
frontline staff, particularly inTehsil offices, was enthusiastic and motivated about their
work- the impression is that they feel they are doing something meaningful by serving the
poorest citizensThis was generally true, though there were some exceptibhswould to
some extent indicate the development of a customer service ethos, which could be
nurtured. Importantly, there were no instances of graft/bribery reported by respondents at
any tier of BISP stafflhere were some issues reported in certain areag. @alochistaip
where the absence of female frofihe staff was a problem for beneficiaries.
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4.4  Key FindingsObservations on management of delivery

4.4.1 Processing times and general handling

During wave 1 of fielavork, the offices were found tbe in some disarrayhere was a large
volume of complaints, and in the absence of clear guidance on how to record and process
these, staff dealt with grievances and the significant amount of paper documentation
involved in a sometimes ad hoc and variednmer. Response times from higher offices were
also slow; and it was difficult to track complaints. There were large-loaskin the offices,

and filing systems were not well developed.

The introduction of the CMS led to a quantum shift in complaint kiagdin particular with
regard to nompayment related complaints (the CMS does not as yet have a payment
module).In the initial period staff was tentative in its use, but by wave 4 they were fairly
well versed in its use through practice.

Table 42: Conparison of Manual Complaint Management v/is CMS
CMS

Manual

Weeks or even months to resolve complaint
making it very difficult for the beneficiarie
Staff was overwhelmed with the heayv
workload and extensive paper work.

Generally taking two days toeeek to resolve
complaints. Less paper work and workload f
staff dealing with the complaints at field offic
level.

BISP field staff was simply registeris
complaints and forwarding them to HQs fq
resolution. The process was takin
considerable time amh required significant
human resource inputs.

Field staff has been devolved adequa
authority to resolve complaints at th€ehsiland
Directorate level, while BISP HQs is o
monitoring case management at the mac
level.

Prior to the CMS there were varied practics
on how to register and deal with complaints
The understanding of the manual cas
resolution mechanism also varied from regig
to region.

There is a unified system based approach, wh
assists staff to fill inthe required fields and
submit the complaint to higher authority with
comments. This makes it easy for the high
office to take a decision and resolve th
complaint in all cases. Regular refreshers g
onjob practice has also improved th
understandingof the CMS.

There was no acknowledgment of th
complaints, which were being registered

BISP field offices. This made it difficult bo
for the staff and the complainant to track th

status of the complaint.

The CMS has a built Autogenerated
complaint ID system, which provide
opportunity for staff and the complainant tqg
track the complaint.

Though the provision of acknowledgment sl
to the complainant is still awaited the BIS
management has now initied a process to
issue system generated acknowledgment slips
the complainants for follow up.

There was possibility of human errors
registering and processing complaints at
levels because of the manual logging proces

The CMS has reduced humanmrors, as the
system does not accept wrongly entered CN
numbers. Mismatching with NADRA records a
gives no or very little room for errors to occur.

Due to the absence of a standard mechanig
to track the complaint, beneficiaries or th

The CMS has provided a facility for t
complainants to check the status of th
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Manual CMS
complainants had to make repeated visits | complaint on the BISP website from anywhe
the BISP office concerned to inquire about tif At the same time, complainantzre also able to
status. make a call to the BISP calentre or the
concerned field office to follow up ang
determine t the status of the complaint.
There was no mechanism available for staff| Front de&k field staff has an easy option to trag
track the complaints registered or sent to th| registered complaints at any time through th
BISP HQs. internet.
4.4.2 Record Keeping

4.4.3

No uniform practice was observed for handling and recording of complaints and this
continued through the period of the TPW®/hile the CMS has digitizedgecord keeping to
some extentmanual record keeping is still required to register complaints and maintain a
record of documents submitted etc. The recording and filing of complaints varied from one
office to another and depends on ehunderstanding/competence of the concerned staff.
The Operational Manual was not fully followed or even present in all offices. In the
beginning, most offices were maintaining manual registers to lodge complaints, while some
of them were using MS Excelesdis etc to register and transmit cases to higher BISP offices.
After the introduction of the CMS, this practice has been discontinued. BaS§iloffices

were now mainly not registering complaints manually but they do keep copies of the CNICs
and otherdocuments, which were submitted by the complainants.

Capacity of the Field Office Staff/ Woitlkoads

Gradual improvements in the skill and capacity of the staff dealing with the beneficiaries /
complainants were observed across the four waves of the TPE. During the initial phase of the
assignment, the staff was lacking in their understanding even of #siclconcepts of the
programme.Prior to rolling out the CMS, the Operations wing designed and implemented a
robust trainingprogrammefor the field offices Tehsiland divisional) on L {t Q& 3INA SO
and case management system. This trainipgpgramme worked well in enhancing the
capacity of the field staff on the fundamentals of thgrammeand also in handling and
processing of the grievances and complailithile the training was rapidly rolled out, it was

the period of practice thereafter which heldeembed skillsHowever, as yet there are no
standard practices which are to be followed in handling and processing of the complaints.
Additionally there are areas of customer handling and complaint processing whicHifrent

staff are tentative with, andvhich could be improved through further capacity development
programmes and clear written guidelines/manuals translated into local languages or at a
minimum Urdu.

BISkstaff handlesi KS NJ y3aS 2F . L{tQa AYAUGALlI(AD&dZI AyOf
will soon be handling the new CCT currently being pilotée workload on staff is likely to

have changed significantly since thehsiloffices were designed and configured, and hence

a workload analysis and reconfiguration could be warrantedring the TPE staff indicated

that they would have liked to have provided more factive outreach to beneficiaries, but

were constrained by lack of resources and tirttewas observed that staff often went the

extra mile, sometimes at cost to themselvasrying to address beneficiary grievances and

ensure that they could be enrolled in tHerogramme.Some staff would access details on

their computers at home where electricity supplies were not functional, and in AJK an
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official used her personal inflnee to assist in ensuring money was delivered to a changed
address for a beneficiary, until her details could be corrected by the long procedure at that
stage.

4.4.4 BISP Office facilities

Regular electricity supply and internet connectivity wagica to running the CMS and
determining the status of beneficiaries. Lesldedding was causing extraordinary delays in
registering complaints in the CMS. During the process evaluation period, standby generators
were not found in most of the BISP offices. Risuly, complainants were found to be
waiting for hours in the corridors, and surroundings of BISP field officesletfricity and
internet connections resumed and their complaints were processed. Field/rural offices were
found in some cases not to Hally equipped but offices in urbacentreswere equipped

with basic facilities.

445 CMS Related Issues

MIS Based CMS Does not Include Payment Related Complaints

The MIS based CMS only addresses the issues highlighted above, and does not have a
module which can address complaints which relate to payment issues curréi§p is in
process of developing a module which following approval will be developed and
synchronised with partner payment agencies.

MIS Based CMS Does not Include AppealsZ YLJX F AyiGad NBEIFNRAYI . L{t:
Initiatives

The MIS based CMS only focuses currently on the UCT. The CCT module is under
development, but other progammes also need to be linked.

Technical Issues with CMS

There are some technical issues whpsrsist; (i) an incorrect date format means it is not
possible to track the history of the events / action taken at different tiers while handling
complaints; and (ii) the primary interface with the beneficiary is the Assistant Complaints

and Assistant Déctor level, and they cannot view actions taken at higher levels or apprise

the beneficiary of what is transpiring with the grievance, and where there may be blockages.
Cases related to wrongly entered CNICs number in the PSC form cannot be addrabksed by
Ja{z +ta (GKS #ae8aisd8y R28a y2( I O008LI OKIy3sa
major name changes can also not be corrected by the CMS because of subsequent
mismatches with NADRA records.

Ownership / Source of MIS Based Case Management Sy§tede with NADRA

The MIS based CMS was developed by NADRA with the support of BISP. The source code of
the CMS is with NADRA, and while there are plans for BISP to take over the system, capacity
and other issues have meant it has not been able to do so.

446 The BISP Cdllentre

The BISP call centre is reached through afte# number. About 40 staff addresses a host
of queries from beneficiaries. The Call Centre receives about 3000 calls a day. A half day of
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observations revealed that telephonattendants were polite and welcoming with
beneficiaries, and seemed keen to be able to resolve their grievances. A number of
languages were available to address national needs. Staff needed to be well versed in the
NI}y3IS 2F . L{tQa &dnt ®N&sficiallyjuedeS. [AboLtB4f Galls NI
related to information needs, while about 2&wvere translated to grievances.

As callers were not given a Complaint Number or ID, fellpwvas difficult, and repeated
calls were made by beneficiaries toy and track their complaint. Further, those with
poverty scores above 20 were not being categorically informed that they were ineligible,
resulting in repeated and futile followp on their part. At the time of the observations, the
CMS was not operainal at the cafcentre, and it was difficult for staff to process
complaints.

447 'V LIRFGAY3T . L{tQ&d hLISNIrGA2YyIlf alydzaf YR t2fAO0:
Operational Manual

Following the introduction of the CMS and other systemic changes, there is a nepdate

the Operational Manual, and provide training and operational guidance materials at the field
office level.Greater clarity was found to be needed on specific policies and courses of action
in handling grievances at the field level, and the needfdicther training across a range of
areas including customer service/handling, difficult or extraordinary complaints, and the
range of BISProgrammeswvas identified.

Policy Decision on Survey of Missed out Households

alye K2dzZaSK2f Ra ¢ &ndlitled Wiingitde hRtional qrivelty tardting
survey.As of April 2013, around 19,000 such appeals have been received. However, BISP is
in process of discussing options on how these should be surveyed as the national survey and
follow up survey of missingouseholds has now concluded.

Policy Decision on Next of Kin

There are issues related to the listing of next of kin or the death of beneficiaripslicy
decision on this is awaited.

4.5 Recommendations

Through the course of the TPE there hdoeen significant improvements observed in the
efficiency of handling grievances, largely as altesuthe rollout of the CMSA number of

other actions have also been taken by BISP to improve processes, some in response to TPE
feedback, and others thrah selfrealization of process issueBable4-3 highlights some of

these.

Greater efficiencies could be achieved through more effective communication with
beneficiariest KA a @Aff dzyR2dzoiSRfe& o6S Syl of Sk o6& . L/
findings of the TPE on beneficiary communication could inform the implementation of this
Strategy, for example the findings indicate that péeipeer learning may be the most

effective mode of communication with beneficiaries, rather than radio whvels the least

used mode for garnering information about tiRrogramme(this is being trialed in the CCT
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Pilot which could generate lesson3he recommendations below relate to ways in which
existing systems could be further stredimed and improved.

451 Beneficiary Communication

A

An aggressive mass education and awareness campaign needs to be launched to make
OSYSTFAOAINRSE gl NS 2F . L{tQa 3IAINARSOIyYyOS
educated about how to lodge a complaint to remove discrepanaspecially in CNIC
update cases. This could catalyse the process of reaching the 3 million eligible
beneficiaries who have not yet entered the payment cycle.

An SMS text or Voice Message service could be considered as a means of conveying
operational hformation to beneficiaries, such as complaint numbers or status updates
on their complaintThe costeffectiveness of this modality should be reviewAiND/OR
Communication through official letter with the eligible beneficiaries and beneficiaries
with discrepancies needs to be ensured along with necessary standardized complaint
registration forms.

Besides provision of information kits for beneficiary awareness with the issuance of the
BDCs, there is a need to use audisual guidance for complaints regesion.

BISPTehsil offices should proactively inform complainants whose cases have been
resolved by any possible and practical mean of communication. They should also be
informed about when their payments would be generated and delivefedentralized

or devolved system could be developed to inform beneficiaries.

Where complaints are registered in the CMS complainants should be clearly instructed
not to visit again personally to follow up their complaint. They should be given necessary
information to folow-up telephonically or through the internet.

IEC material in local languages needs to be developed and widely disseminated,
specifically in relation to details of how different grievances are handled, and the
responsibilities of the beneficiary and BISP.

4.5.2 Policy and Operational Guidelines

A policy decision needs to be made regarding the inclusion of missing households.

A clear timeframe should be given to the complainants regarding the resolution of
various types of complaints, with correspondiggjdelines on processing times for staff.
The provision of a complaint acknowledgment receipt and/or number, even if the case is
registered manually, will enable beneficiaries in tracking without multiple visits to BISP
offices.

The Operational Manual nele to be revisited in alignment with the CMS. It should be
translated to local languages for broader understanding amongst field staff and be
provided in all field officedaVe understand théperationalManual has been revised but

is yet to be finalised.

BISP policies need to be more clearly communicated and staff at all tiers trained on
these. Mechanisms need to be developed to keep updating staff about
renewed/amended policies.

Manual record keeping standards need to be developed and implemented adress t
board, as a backp when the CMS is not operational in field offices. For this purpose,
the Operational Manual needs to be revised in line with the CMS.

Wherever possible, mobile complaint offices could be established to facilitate
complainants of faflung areas.
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A BISP could work in some modality with volunteers, the NGO and private sector who are

assisting beneficiaries, to better inform and enable them, and ensure beneficiaries are
being offered genuine and optimal support.

4,5.3 Staff Capacity andraining

A Training manuals need to be developed in local languages for better and broader
understanding of not only the BISP policies as a whole but the details of complaint
/grievance mechanisms as well.

A More training for field staff and even fafficers needs to be designed and imparted
along with refreshers on CMS.

A SOPs need to be developed for all customer staff dealing directly with the beneficiaries.

A Female complaints assistants should be ensured in BISP offices where only male
complaint asstants are dealing with women complainants.

454 CMS

A The CMS should reflect case process and complaint resolution dates so that the case
resolution timeframes can be gauged and efficiencies monitored.

A CMS should include a printing option so that cor@ats are provided with printed

complaint acknowledgments.

4.5.5 Office Procedures and Logistics

A

A

While much of the baclog has been cleared, remaining CNIC related pending cases
should be entered in the CMS to allow processing. .

Standby Electricity Gerators and UPS should be installed at every BISP office to avoid
delays for beneficiaries, and rural offices need to be fully equipped.

45.6 CallCentres

A

Campaigns should be run to clarify to beneficiaries that the cut off for appeals is 20, and
a letter should be sent to ineligible appellants to state that their appeals cannot be
entertained.

CMS needs to be activated at cedintre so that a complaint number can be issued for
reference and followup.

It may be useful to provide specialised tramito call attendants in the various offers
provided by BISP.g.Cash Grants, Waseetal aleem, Waseela-Rozgar.

Table 43: Selected feedback provided to BISP on Grievance redressal by TPE

Issues Identified and Feed Back Provided to BISP | Action Taken byBISP in response to and/o

independently of TPE feedback

Time Lines for a response of Appeal / Complaints | Recognizing the problem, the BISP

management is seriously considering ways

BISP has not set time lines for making decisions
appeals / complaints submitted by the complainant
beneficiaries.BISP field office staffisually adviseg
beneficiaries to continuously follow up by checki
the status of their complaints. Resultantlyhet
complainants / beneficiaries had to visit many tin
for the follow up of their complaints / appeals whig
has time and resource implicatierfor them. This als

and means to address the issue, as the CN

has to be upgrded and instructions

provided to BISP field staff to educate
complainants not to make repeated visits.
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Issues Identified and Feed Back Provided to BISP

Action Taken byBISP in response to and/o
independently of TPE feedback

increases the work load of the front line office
(Assistant Complainants and Assistant Director) as
same beneficiaries / complaints are visiting the
repeatedly and they have to deal with them. The T
recommendedsetting a timérame for the complaintg
keeping in view the typology vévis the processe
involved in the resolution of the complaints.

Appeals / Complaints Reference Number

Issuance of reference number of the complaints
appeals is a critical component of any grievar
redressal sstem. A reference number facilitates bo
the complainants and the complaints handler in t
handling and processing of complaints and appe
The CMS introduced by BISP does not have prov
for generating and printing the complaints / appea
referene number. It was recommended tha
necessary adjustments need to be made for ensur
that a complaints reference number is generated g
printed for handing over to the beneficiaries f
acknowledgement and follow up of the complaint.

BISP is aware of thissue and is in process
of making adjustments in the systeifhe
TPE team was informed during official
meetings that BISP was in process of mak
necessary adjustments in the CMS to
generate systenprinted complaint
acknowledgment slips for the complaima
Official process was initiated to procure
printers for every field office along with
required stationary.

Clearing of Backlog of complaints / appeals

A significant back log of complaints piled up in 1
BISP field offices was observed in the transiperiod
to the CMS. These complaints were received bef
the introduction of the CMS. As there was
standardized process and system for the handling
complaints before the CMS, the field offices continy
to collect the complaints and kept these raplaints
until instructions were issued and the new systg
introduced. After the introduction and
implementation of the CMS, a major challenge was
enter the back log of the complaints in the CMS
processing and resolution. The TPE highlighted
issue, and suggested clearance of béms and
adequate resource and time allocation to this was
priority.

Necessary directives were made to the B
field offices to clear the backlog. In th
connection, an effective buiih monitoring
mechanism wasalso introduced under the
CMS to avoid complaint backlogs.

PLIRFGAY 3 27 L{tQa hLISN
The BISP Operational Manual covering grieva
redressal was developed in the early stages of
programme. The BISP is continuously review
processes amh systems and making necessg
adjustments for effective and efficient service delive
to the beneficiaries. The introduction of the CN
which is now operational at all tiers of BISP is ¢
such change, but many of these changes had not
been reflectedin the Operational Manual. The TH
observed that guidance needed to be updatédwas
also suggested that the Operational Manual

translated in Urdu and if possible in local langual
and these should be distributed amongst the B

field staff at altiers, with accompanying training.

The need was well recognised by the BISF
management and the matter was under
discussion at different decision making
forums.
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Issues Identified and Feed Back Provided to BISP

Action Taken byBISP in response to and/o
independently of TPE feedback

BISP policies need to be more clearly communicg
and staff at all tiers trained on these éiimechanism
need to be developed to keep updating the st
about renewed/amended policies.

After introduction of the Case Manageme
System (CMS), BISP started to cond
trainings for BISP field staff every g
months. Refreshers were also conducted
a follow up and regular feedback wza
provided to them on new or revised policié
for beneficiary services and its operation
linkage with the CMS.

Refresher on Case Management for the Field Staff

During March / April 2012, BISP operational w
design@ and implemented training for the BISP fig
staff for building their capacity to deal with the new
introduced case management system. This train
helped in enhancing the understanding of the fie
staff on the basic concepts of BISP and also buil
their capacity in handling and processing of f
complaints through CMS. During November 2012,
TPE team recommended to BISP (based
observations of the training and implementation
the CMS in the field thereafter) that refresher trainir
for staff who had undergone initial training, and fu
training of the new staff who had joined BISP rece
would be beneficial. It was also suggested that
development of training manuals for the CMS in Ut
and local languages would enhance the capa
building process. This would enable the BISP field s
in better understanding basic concepts as well as
newly instituted changes in process and procedu
for handling and processing of complaints.

Refreshers for the staff operating CMS we
held twice, while more sessions were bei
planned.

Technical Issues in the Case Management System

¢t 9 NBaSINOK 2y L{tQa
management system identified some critical issues
the MIS based CMS. First, related to the format
dates within the CMS, these were found to

incorrectly displayed. Due to the incorrect dd
format, it is not possible to track the history of even
/ action taken at different tiers while handling
processing and approving / rejecting the complain
The second issue is that at the Assistant Compl
and Assistant Director levels it is not possitdeview
the action taken by the upper tiers on the appeal
complaints. However, from the login of Divisiorn
Director (the final authority for making a decisior
the complete history of the events can be seen 3
back tracked. The Assistant Complaiafter entering
the appeals / complaints in the CMS is not able to
and track the action taken by the higher authority
the submitted appeals / complaints. He / She can 0
check the status of the appeals / complaints throu
logging onto the websitavhich only informs him / hel
about the acceptance / rejection status but he /' s
was unable to see the status of the appealg

BISP took note of the observations made
the TPE teams and recognized the fact th
corrections/improvements need to be mad
in the CMS. Since CMS is a system
software based application, discussions we
underway among different levels of the
team and senior BISP management to mg
suggested improvements in the system. Th
critical factor remains that the CMS is s
managed by NADRA and NADRA is

Odzai2RAlLY 2F GKS a
make any changes in the system withg
access to the source code and therefore B
is dependent on NADR for making any
changes / adjustments in the system.
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Issues Identified and Feed Back Provided to BISP

Action Taken byBISP in response to and/o
independently of TPE feedback

complaints if it is not resolved / accepted / rejecte
Due to the these issues, it is not possible to gauge
time taken on @peals / complaints at different tier
during processing or determine which stage of t
decision process it is at, to determine blockages.
may slow down the efficiency and effectiveness of {
system.

MIS Based CMS does not yet cater to Paymg
Related Complaints

The MIS based CMS only caters to complaints
appeals related to updates and discrepancies 3
there is no provision in the CMS forrgeessing
LI &@8YSyid NBfFGSR O2YLX |
departments have developed the initial design &
architecture for registration and processing
payment complaints and this has been submitted
the management for review and approval. On
approved, BISP will start developing the MIS bas
payments module for the processing of paymer
complaints. The proposed payments module will
AYGSNIAY1SR gAGK GKS
based Payments Complaints system for ensu
integration betweenii K S L{tQa LJ &
the partners MIS based complaints system.

MIS Based CMS Does not Cater Appeals / Compla
2F hGKSNJ . L{tQ& LYyAGALI G

The MIS based CMS only caters to complaints
appeals related to the Cash Transfer component
there is no provision in the CMS for process
appeals / grievances / complaints related to oth
initiatives of BISP.

BISP understands the importance of the
issues and discussions are underway for
integration of the case management syster

The team observed that despite the introduction
the CMS, the complaint process was slow and this
mainly due to the long hours of power outages. D
to power outages, beneficiaries have to wait for ma
hours for the registration of their complaints. It w4
suggested that a manual complaint record as a ba
up (to be computerized on return of power) wou
reduce waiting times. It was also recommended
BISP to ensure alternative power arrangeme
(generators and high powered UPS) for ensuring t
the process of registration of complaints through CI|
is not interrupted.

The problem was recognized by the B
management and necessary policy decisi(
were in process to procure require
equipment.

Issues Observed in formal communication wit

Beneficiaries

It was observed that there are issues in formal g
informal communication with beneficiaries / potenti
beneficiaries. Most discrepant beneficiaries in t

BISP has developed a comnication
strategy which also focuses on improving t
communication between the beneficiarie
and the programme.
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Issues Identified and Feed Back Provided to BISP

Action Taken byBISP in response to and/o
independently of TPE feedback

cases we have investigated have not received lett
from BISP informing them to ntact the local BISH
offices for addressing discrepancies to become elig
for the cash transfer. Similarly, the majority of tf
beneficiaries who have been declared eligible for {
cash grant have not received any intimation about 1
eligibility. It was recommended to BISP to review t
current letter delivery mechanisms and also expld
other options of communication through text an
voice messages. BISPhsiloffices should proactively
inform complainants whose cases have been resol
or need restution by possible and practical means
communication. They should also be informed ab
when their payments would be generated ali
delivered. A centralized or devolved system could
developed to keep beneficiaries informed.

Observations showed that beneficiaries lack
AYTF2NXIEGAZ2Y FYR (y26ftS
redressal system. Informing and educating
beneficiaries and the general public on the process
grievance redressal was important for accountabi
and in improving the efficiency and effectiveness
the grievance redressal mechanisms. An aggres
mass education and awareness campaign
reconmended to raise awareness of the syste
Beneficiaries should also be educated on how to lo
a complaint to remove discrepancies, especially
CNIC update cases. This would help in catching ard
3 million beneficiaries who have not been able to jq
the programme.

BISP has developed a communicat
strategy which also focuses on improving t
communication between the beneficiarie
and the programme.

In order to aid in tracking cases in the event of {
CMS not being operational for any reason (@ower

outages), manual record keeping standards need
be developed and implemented across the board.

this purpose, the Operational Manual needs to

revised in sync with the CMS.

BISP has issued instructions to the fi
offices for the manual hafling of the
complaints in case CMS is not operational.

A key finding is that beneficiaries are satisfied w
the behaviour of the BISP field staff. However, cert
difficult situations did stretch frontline staff. It wa
suggested that BISP staff nesgbito be fully trained on
handling and managing clients and customers and
this standardized SOPs should be developed on
to deal with the complainants / beneficiaries af
handle and process complaints. It was a
recommended that all possible effisr should be
made to ensure that there are female Assistg
Complaints/ Assistant Director level staff at the B
Tehsiloffices. Additionally it would also be producti
to impart training to the BISP staff on gender &
development.

Action to be taken

It was observed that many complainants

beneficiaries were visiting the BISP field offices ti
and time again to follow up their complaints, whi
has time and cost implications for the po

Front desk staff at field offices are followir
the directives from BISP headquarters, a
with the advent of the CMS to further eas
processing, TPE results show that repea

ICFGHK
tRAHPHTMN

t nnek

Iy R

Page’5



¢ NBESGAY3 t NrOS&aa 9@l tdzZ GA2y 6/ tdzafl

laaSaavySyid 27 L{tQ{ DNARSZIyOS wSRN ICFG“-”K‘
Issues Identified and Feed Back Provided to BISP | Action Taken byBISP in response to and/o

independently of TPE feedback
beneficiaries / complainants. It was recommend| visits by the complainants were gradua
that BISPTehsiloffice should advise the beneficiaried reducing.
O2YLX FAylryida GKIFIG GKSe
again and they can follow up their complain
telephonically.
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5.0

5.1.

PAYMENT COMPLAINTS

Payment Handling Processes

Unconditional Cash Transfers (UCT)delvered to BISP beneficiaries through the Pakistan
Post andor alternate payment mechanisms such as BSC, Mobile Banking and BDC. BISP
Payment Manudlwas prepared for payment through Pakistan Post using Money Orders
(MO), and needs to be updated to addseelectronic payment mechanisms.

Payment Process Pakistan PostFrom its inception, BISP started disbursing cash transfers
to beneficiaries through Pakistan Post. With 12,339 offices (1,845 urban and 10,494 rural) it
has a presence in almost all areafsthe Country.BISP pays money order fee @ Rs.25 per
money order as well as an incentive to postal staff @ Rs.5 per money Bualéng the first
(parliamentarian) phase Rs.60 billion were disbursed to beneficiaries through Pakistan Post
till 30" June ®11. During Phase Il (after PSC survey), initially 4.8 million beneficiaries were
paid through Pakistan Post but with changeover to alternative modes/ electronic payments
(BSC, Mobile Banking and BDC) this number has now decreased to about 660,000
beneficaries being paid through Pakistan Post.

As per standard (as well as BISP specific) payment procedures of Pakistan Post, MO is
RSt AGSNBR 4 GKS LI e&sSSQa R22NmGSLA |yR LI &S
receipt is kept as a documentary proof. Fopurdah observing lady, thumb impression and

CNIC number of her close family member is also taken on the MO receipt as a proof that
amount has been delivered to the correct payee. MO is delivered during the second month

after generation of payment list bBISP and till the time it is scanned and entered in the

LI @8YSyd RSGIFIATZ . L{t A& dzyl ¢l NB | o62dzi GKS LJ
detail is available on BISP website but information update about MO delivery is usually
delayed. Pakistan Postorks in a paper based environment which, although provides a
R20dzySyidl NE SOARSYOS 2F LI &YSyd Ay akKlhLS 27
on MO receipt, results in delayed reconciliations and lack of real time payment information.
Arecentstudf 2 dzy R GKIFd a2 KAfES (GKS trFlAadly t2ad gt
of the cash grants alone, it was more expensive and inefficient in terms of reconciliation,

INR SO yOS NBRNB&E YR Y2yAG2NAy3a O2aiaté

Alternative Payment Mechanism:BISP cashtransfers under alternative payment
mechanism (BSC, Mobile Banking, and BDC) are transferred to Virtual/ Limited Mandate
Account (LMA) of beneficiaries. These are special purpose accounts, and, presently: (i) Only
L{t OFy (NI} yaTsSNIAQlackdunt; {ip Beriefkiarg dahnOtidépbsk &g [ a
money in this account; (iii) Amount can be withdrawn by the beneficiary through a card; (iv)
The entire amount can be withdrawn in one go; (v) If the amount is not withdrawn within a
certain time (90 days}ii OFy 6S (N} yaFSNNBR ol 01 G2 . L{t
sanction has been obtained from the State Bank of Pakistan); and (vi) This isrdemest
bearing account where no minimum balance is required to be maintained. BDC is now the
preferred node of delivery for BISP which plans to systematically convert the beneficiaries
currently receiving through other modes.

5 Payment Manual is at Annex C to BISP Operational Manual (updated till January 201@Mn&xtEL gives BISBN

Guidelines for Enrolment and Payment Process (16 Dec 20095rBgtx € provides Guidelines for Pakistan Post (16 Dec

2009); while SuAnnexG3 is the Receiver Women Guidelines (16 December 2009).

PaCAYl YyOALf LyOfdzaazy YR [AGSNIO& hdz2id2YSa 2F /I &aK ¢N}ya
.SYSTFAOAILINER 1 3aSaaYSyYyGéT 22NIR . FYy1lZ HAMHO
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Reduction in delivery time is a major benefit of using electronic mode of payment. After the

lists of beneficiaries and amounts payald them have been generated by BISP and sent to
Pakistan Post, cash transfers through MOs reach the beneficiaries between 31 to 60 days

(and at times even many days later). Cash transfers through alternative payment
mechanisms (8C, Mobile Banking,andB 0 | N3 o6SAy3 ONBRAGSR (2 o6S
the very next day and they are able to withdraw/ receive the cash grant almost immediately.

So there has been a reduction of more than a month in the delivery time through alternative
payment mechanismsacompared to delivery through Pakistan Post.

The alternative payment mechanisms provide the beneficiaries with easier options of
withdrawing their cash grants at the time and place that they find suifafleey may go to

a number of placesATMs, mole franchises, or bank agents and get their cash transfers at
any time convenient to them. In Pakistan though, this option of collecting through
alternative payment mechanisms may probably be more time consuming and costlier for
most beneficiaries becausearlier their MOs were delivered by Pakistan Post at their
doorsteps.

Timely reconciliation between BISP and Payment Partners is another efficiency indicator.
Currently late reconciliation between BISP and Pakistan Post (regarding funds transferred to
P&istan Post and delivered by it to beneficiaries) is a major problem. In the three alternative
payment mechanisms (BDC, Mobile Banking, BSC), the reconciliatictine and almost in
reaktime. This can be a huge advantage for fund management.

PaymentProcess; Benazir Smart Card (BS@):July 2010 BISP launched BSC in four test
phase districts (Multan, Mianwali, Sanghar and Mirpur Khas). UBL is the partner bank for
BSCs. This card has a bar code (that could be read by a phone camera) as well as an
embedded chip that can record important information (such as biometric info/ thumb
impression) and may be used offline also by using special Point of Sale (PoS) machines. The
initial cost of such cards is higher because of information on the chip (which vieoyweas

not used by BISP). Rs.400 was paid as the cost of the BSC. When this mode of payment
started, UBL charged @ 4% of amount disbursed, which was later reduced to 3%. Benazir
Smart Cards have been issued to 182,678 beneficiaries in these four slistrithe
beneficiary goes to a franchise with her BSC, PIN and CNIC. In case of positive authentication
that an instalment has been credited to her account by BISP, she puts her thumb impression
on a register, and, gets her payment.

Payment Process Mobile Banking:BISP started delivering cash grants through mobile
banking in December 2010. This was to be rolled out in eight districts but due to security
situation, could be started in five districts (Layyah, Larkana, Rawalpindi, Islamabad and
Battagram).Telenor, Ufone and Warid are telecom partners while Tameer Bank, HBL, UBL,
Summit Bank and Bank Alfalah are the payment partners. For mobile banking,
NBalLlR2yaArAoAftAGASaE 2F . L{tX b!5w!'x .lIyla YR
Launching Phone 2 PYidS . I Y1 Ay 3¢ d a20AfS LIK2yS FyR {La ¢
Telco, without any cost to BISP and BISP pays a commission to banks @3% of disbursed
amount. Virtual bank accounts were opened and mobile phones given to 138,251
beneficiaries in these fiveigtricts. Intimation about release of instalment is received on

mobile phone as an SMS. After receiving a text message, the beneficiary goes to a Telco

T/ DIty {20Alf /| AaKincludith: EéderBeNiiom Foyr Roudtdey. Ratifients in all four of the Countries
studied clearly welcome the convenience of electronic payment methods to access cash over previous arrangements
GKSNBE OF&aK g1 & RAAGNRAROdzGSR G F LI NIAOdzZ F NI GAYS FyR LX I OS o
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franchise, show the message and her original CNIC, puts her thumb impression on a register,
and. collecter instalment.

Payment Procesg Benazir Debit Card (BDOjrom February 2012 BISP started a major
changeover in payment systeqfrom money orders delivered by Pakistan Post to payments
through BDCs. A number of banks such as UBL, Bank Alfalah, S®enijitTameer Bank,

I . [ FTYR {AYRK .Fyl IINBE .L{tQa LI &YSyid- LI NIy
stripe technology and, in addition to PoS located at various rural and urban centres, it can
also be used at different ATMs includingd.ibk whichs the biggest network of ATMs in the
Country. BISP requires one payment point per Union Council or per 1,000 beneficiaries, and
the banks are expanding their network accordingly. Till May 2013 about 3.375 million
Benazir Debit Cards have been issued b Bisich plans to expand this facility to all the 7.5
million potential beneficiaries of BIQRf which currently 4.5 million are being paid through

the four modes of payment.

For collecting a new BDC, BISP HQ informs beneficiaries about the changementpay
mechanism (a) Unverified beneficiaries are asked to go to a NADRA office to get their finger
prints/information verified and collect a new CNIC; and (b) Verified beneficiaries are asked
to bring their CNIC and contact number to BDC Distribution Cemtra certain date for
collecting their BDC. BDC Distribution Centres are set up in every district, generally at the
Tehsil level within the premises of BISP Tehsil office, NADRA office or some other prominent
place. Where distribution started in Februa?p12, most receiver women have collected
their BDCs, and, only one Centre located at district HQ city remains operational for issuing
BDCs to those who have not collected till now. Each BDC Centre has three sets of counters:
BISP Counter (for verificatidhat she is an existing beneficiary entitled to collect a BDC);
NADRA Counter (for data and biometric verification from central database) and Bank
Counter (for recording personal data, opening a virthahk account and issuing a BDC).
After completing thee steps, bank staff provides an envelope to the beneficiary which has
her BDC, PIN Code and instructions. They also explain how to use the BDC and advise them
about the security of BDC and PIN Code.

In this disbursement mechanism, the beneficiary apphescan ATM or PoS, and, insert or
swipe her BDC. On using the BDC at an ATM, in case of positive authentication that an
instalment has been credited to her account by BISP, the beneficiary gets her instalment. At
a PoS she shows her BDC, CNIC and PINfndgetting her payment puts her thumb
impressionon a register.

Payment ComplaintsThe Payment Cases envisaged in BISP Case Management Manual
include cases relevant to delivery through Pakistan Post only. BISP Case Management
Manual needs to be updated so that it also addresses cases arising in alternate payment
mechanisms including Bi¥hich has now become the main mode of payment.

About 80% of Pakistan Post complaints are filed with BISP Offices. In complaints regarding
electronic payment modes, initially BISP staff did not play any role and simply directed the
beneficiary/ complainanto the bank counter at BDC Distribution Centre. Now at BISP Tehsil
offices, staff maintains an excel file in which the name, CNIC, address, contact number and
nature of complaint is recorded. This information is sent weekly to the Director (Field
Operatbns) and Director (Payments) at BISP HQ and also to the relevant bank. Dates of
receiving and forwarding the complaint, sending reminders or redressal of the complaint are
not recorded. Unlike the BISP CMS for other grievances, there is no cumulativd feccor
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redressal of payment complaintsuch as number of complaints (by Tehsil, by bank, by type
of complaint) lodged, addressed, rejected, accepted or in process.

Presently BISP CMS does not cater to Payment Complaints; however, a module is being
devebped to include registration and redressal of these complaints in future. Payment
Complaints redressal mechanism and system architecture has already been designed based
on agreement between BISP and payment partners for different payment modes including
BXs, BDCs, mobile banking and Pakistan Post. Payment partners have contributed in
designing the system architecture of this module.

Payment ComplaintsPakistan PostA beneficiary usually finds that there is an issue of-non
payment, after someone checkehPayment Detail on BISP website and finds that (a) a
number of MOs have been generated in her name and shown as delivered to her, though
she has not received these; and (b) the amount for a certain MO as shown on her Payment
Detail is different from whashe has actually received. As many beneficiaries do not have
access to places where they can check their Payment Detail, therefore monitoring visits by
BISP staff to monitor payments are very helpful. Complaints regardingpagment or

partial payment (bkhshees) are filed both at BISP and Pakistan Post offices. Pakistan Post
has an established complaints redressal system and an enquiry (attended by postman and
payee) is conducted by an officer for every complaint that is filed directly with Pakistan Post
or forwarded by BISP to Pakistan Post. Strict action (dismissal from service) is taken in case a
L2adYly A& F2dzyR 3Jdzaiftde 2F YAAl LIWINBLNAIFGAY3
thumb impression is used as the main evidence for deciding a complastead of
prescribed eight days complaint redressal usually takes much longer, and, most enquiries are
RSOARSR 2y GKS olFaxa 2F oSYSTFAOAINEBQa aA3aySt
team. A separate file contains all the documents and enquiogeedings for each complaint

of a BISP beneficiary. It was observed that in many cases an enquiry report or result was not
forwarded by Pakistan Post to BISP. In payment cases filed directly with Pakistan Post, no
information about filing, processing, guiry or result of these cases was provided to BISP.
The system of joint enquiry teams (one member each from BISP and Pakistan Post) has
strengthened the voice of BISP beneficiaries.

Payment Complaintg BSCComplaints are filed requesting for issue afew PIN [grevious

PIN lost, retries exhausted) or requiring a new card (previous card lost, damaged or
exchanged). These are received by BISP offices and forwarded to BISP HQ/ bank for
redressal. In some Tehsils the number of unresolved payment compiaititigh, mostly
regarding finger print mismatch (Ready for AFI&utomated Finger Print Identification
System) or nosgeneration of BISP instalments after October 2012. These are not being
timely addressed probably because BISP plans to systematicallgrcohe existing BSCs to
BDCs.

Payment Complaintg, Mobile Banking:Complaints regarding mobile banking are received

by BISP Tehsil offices and forwarded for redressal to BISP HQ and Telco (SIM blocked/lost) or
partner bank (account blocked, text notceived, text deleted). In some cases, instalments
have not been transferred to some beneficiaries for a long time and at some BISP offices
(particularly in Sindh) the complaints are not accepteztordedand the complainants are

simply asked to wait tilthey receive the texmessageegarding transfer of instalmenin

most casesthey have been kept waiting for a long time. Due to recent restrictions on
provision ofmobile SIM only through authorized dealers, a large number of beneficiaries are
still waiting to convert to mobile banking.
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5.2.

Payment Complaintg; BDC:Some BDC complaints arise while using the card for the first

time e.g. (a) lack of knowledge about all the places where BDC can be used; (b) incomplete
guidance by bank staff at BDC Distribat Centre about how to use the BDC; (c) card not
FOGAGLGSR 2N I Y2dzyGd y20 ONBRAGSR (G2 0SYySTAO)
include (a) need for replacement of card (lost or damaged); (b) replacement of PIN (illegible,
incomplete or erased)ic) exchange of BDCs between beneficiaries (BDC is not personalized

and do not have the name or CNIC of a beneficiary); (d) card captured by ATM after incorrect

PIN is entered repeatedly. Though the complaints can be addressed quickly through the
bank helpine but generally beneficiaries consider complaint redressal through bank helpline

as complicated (especially for illiterate womethe typical BISP clients). Bank staff at BDC
Centres is facilitating the beneficiaries in addressing their BDC compltgir(iy Receiving

. 5/ /| 2YLX FAYGAaT O6AA0L C2NBIFINRAYy3I (GKSasS O2 YL
Helping beneficiaries in contacting bank helpline.

Process Evaluation Methodology/ Sample

This section gives an overview of the stakeholddrthe payment process, purpose of the
payments cases assessment and approach and methodology.

The entire payments system has been established by BISP to ensure that the receiver
women get regular and timely payments at their doorsteps. When the assignstemnéed,

the system of payments through Pakistan Post was in practice for about two years,
payments through mobile banking and Benazir Smart Cards had recently started and
payment through Benazir Debit Cards was being planned. The present assignment was
undertaken to assess the different payment systems and to suggest improvements. The
purpose of assessment of BISP Payment Process is: (i) To assess whether the Payment

t NPOSaa Aa o0SAy3a F2tt26SR | O0O2NRAy3 G2 GKS
Manuaée T 6AA0 ¢2 | aasaa AF GKS SEArAadGAy3a tlevYSy
(timely payment to receiver woman); and (iii) To review different Payment Modes and
provide evidencébased advice for improvement of payment system.

The key questions wtih were investigated regarding payments include: (i) Were anticipated
communications received, understood and appropriately acted upon by the potential
receiver women? (ii) What concerns emerge around payments? (iii) Did receiver women
understand their rigts and see the potential of addressing their concerns? and (iv) Tracking
of payment cycle to suggest improvements for efficiency, transparency and ease for the
receiver women.

Information gathering and field work for the assignment included structureskolations of
payment process and payment complaints depth key informant interviews of key
persons, and Interviews with Receiver Women. In order to assess the payments process the
Core Team members and the Field Team had a continuous interaction wiith Key
stakeholders. The feedback for course correction was provided to BISP in our fortnightly /
monthly meetings.

Structured Interviews were conducted with the following stakeholders involved in the
payments and complaint redressal process: (i) KegeasHii staff of operations, finance and

other departments; and Provincial/ Regional, Divisional and Tehsil Offices of BISP; (ii) Key
officers/ staff of Pakistan Post at Head Quarters; PMG, DPMG, DSPS offices and GPOs; (iii)
Key officers/ staff of partner bks; (iv) Key officers/staff involved of Telcos; and, Receiver
Women. To ensure that the Payment Process detailed in BISP Payments Manual are being
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strictly adhered to, structured observation of payment processes at various levels were
conducted.

Duringthe four quarters, we covered all provinces/ regions and BISP division for tracking of
payments cases. The area covered by a divisional office of BISP was sampled purposively, to
generate sufficient case studies to draw useful conclusions. Each quar®epaytent cases

(90 per cluster) were developed and the following 720 Payment Case Studies were
submitted in four quarterly reports.

Table 51: Payment Case Studies Prepared during the Assignment
Provmce/ Pakistan Post BSC MOb'.Ie BDCCentres BDC.
Region Banking Complaints
Punjab 60 10 11 17 82
Sindh 33 9 5 11 62
KPK 84 - 9 19 80
Balochistan 58 - - 17 57
AJK 27 - - 4 29
GB 20 - - 3 13
Total 282 19 25 71 323

As Pakistan Post was the main method being used for delivering cash transfers to BISP
beneficiaries when the assignment started, so during Q1, Payment Process and complaints
of only Pakistan Post were studied and 180 case studies prepared. During ththmeext
guarters another 10Zayment complaints of Pakistan Post were studied to observe the
changes, if any, in addressing payment complaints. For selecting payment cases regarding
Pakistan Post, the existing record of complaints/ cases being maintaineffibgs of BISP

and Pakistan Post was used.

Cash grants were being delivered to beneficiaries through Benazir Smart Cards in four
districts (Mianwali, Multan, Mirpur Khas and Sanghar) and through Mobile Banking in five
districts (Larkana, Battagram, Lajy Rawalpindi and Islamabad). These payment methods
are planned to be converted to BDC in due course. During Q2 to Q4, 19 payment cases for
BSC and 25 for Mobile Banking watsoreviewed and case studies prepared.

Distribution of Benazir Debit Cardsaded from February 2012. During Q2 and Q3, process
of issuing BDCs at 71 BDC Distribution Centres spread over rural and urban areas of all
provinces/regions of Pakistan, was observed and case studies prepared.

The latest and now the preferred mode forSBl cash transfers is through Benazir Debit
Cards (BDC). During Q2 to Q4 focus of the assignment was on reviewing payment process of
BDC and BDC complaints. As a result, 323 case studies for BDC payment complaints were
prepared.

Our sample was drawn purpesly and covered all BISP divisional offices and most
administrative districts in each province/region. We selected payment cases so that we
could cover variations in process adopted due to (i) Accessibility (near district headquarters
or remote area; loated on main road, village road, rough track or no road link; and
availability or otherwise of public transport); (ii) Urbanization (high density urban centre; city
centre or periurban area; small town; village; or scattered population); (iii) Geographica
characteristics of the area (mountainous, plains, desert, coastajated, nonirrigated,
agricultural or noragricultural area; (iv) means of lodging payment complaint (visit to BISP
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or payment partners, by telephone, letter, helpline or otherwisebg monitoring visits of
BISP staff); and (v) reasons for fmayments/ types of complaints.

Detailed payment case studies were developed by interviewing the beneficiary/complainant
and relevant officers/staff of BISP and payment partners to explore#uses of payment
related grievances, the processes followed for redressal, as well as result of the process. By
adopting this methodology, complaints were tracked, case studies were developed and
recommendations made to improve efficiency and transparesmythat BISP beneficiaries
could be facilitated. Annex A4 shows a sample payment case study.

A number of checklists and questionnaires were developed to interview aggrieved
beneficiaries of Payment cases.

In Quarter 1 based on discussion with Bl&¥nplaints regarding Pakistan Post only were
focussed and the following checklists were used: (i) Checklist 1A, 1B and 1C: for Overall
assessment of (Payment) Complaints Process at BISP Divisional and Tehsil Office and at
Pakistan Post; (ii) Checklist 228 and 2C: for tracking of individual payment case at BISP
Divisional and Tehsil Office and at Pakistan Post; (iii) Checklist 2Z: for interview with
beneficiary (complainant); and (iv) Checklist 3A: to study the Payment Process at Pakistan
Post. From Quaer 2 onward, Payment Complaints arising from four modes of Payments
(Pakistan Post, BSC, Mobile Banking and BDC) were studied. As advised by BISP, in addition
to payment process and payment cases, BDC Distribution Centres were observed to review
the proces of issuing BDCs to beneficiaries and for recommending improvements.

The following Checklists were developed and used from Quarter 2 onward (see Annex A6):
For Payment Cas¥és 6 A0 [/ KSO
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For Observation of BDC Distribution Centr@s Checklist 7: Structured Interview with BISP
Assistant Director / BISP Representative at BDC Distribution CdiijreChecklist 7A:
Structured Observation at BDC Distribution Centre; (iii) Checklist 7B1: Structured
Observation of each beneficiary at BISP Counter; (iv) Checklist 7B2: Structured Observation
of each beneficiary at NADRA counter; (v) Checklist 7Bict@ted Observation of each
beneficiary at bank counter; and (vi) Checklist 7C: Exit Interview of beneficiaries leaving BDC
Distribution Centre.

The following areas regarding each Payment Case were explored in detail to evaluate the
system, suggest improwaents and remove systemic constraints. Information about
beneficiary; her PSC survey; her perception of BISP; communication received and her
understanding; how the payment complaint emerged; where was the complaint filed for
redressal; what was the respandy BISP staff at different levels; how was the complaint
LN OSdaSR FYyR GNI}O1SRT NBaLlRyasS 2F tleyvySyid t
complaint processwas the complaint resolved, and, did the beneficiary recover her money.
Systemic costraints and how they were being approached currently were assessed. Besides
system constraints, specific challenges and enabling mechanisms were also identified.
Recommendations for course correction were provided to BISP in fortnightly/ monthly
meetings four case study reports and four synthesis reports.
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5.3.

531

Observations and Findings
Payments through Pakistan Post

Types of Payment Complaints Reviewedfost Pakistan Post complaints are for ron
payment/ delayed payment or partial payment. Duringe assignment, 232 nen
payment/delayed payment complaints and 50 partial payment complaints were reviewed.

How are Payment Complaints triggeredPayment Complaints are triggered by beneficiaries
who have some reason to suspect that they have not reckteir cash transfers. e.g. (i)
0KS& NBOSAYS (GKSAN) St AFAoAfAGE € S3GdGSNI odzi
they find that other beneficiary women in their locality are receiving their cash transfer; (iii)
they do not receive their gibility letter and remain unaware for a long time that their MOs
are being generated and misappropriated; (iv) someone check their Payment Detail and
inform them about the number and amount of MOs that have been generated in their
names; (v) BISP staisits them for payment monitoring; and (vi) Based on their PMT scores,
they became ineligible for Phase Il but as they did not receive any information from BISP
about their becoming ineligible, they filed a complaint saying that their payment is being
misgopropriated.

It was observed across Pakistan that a large number (about 25%) of reviewed Payment
Complaints were filed regarding initial instalments.

Table 52: Pakistan PostComplaints regarding initial instalments

Province / Cases reviewedegarding initial As a % of total cases reviewed durin
Region instalments TPE Assighment

Punjab 11 18.3% of 60 cases

Sindh 7 21.2% of 33 cases

KPK 30 35.7% of 84 cases

Balochistan 12 20.7% of 58 cases

AJK 0 0% of 27 cases

GB 10 50% of 20 cases

TotalCases 70 24.8% of 282 cases

Many beneficiaries are receiving their cash transfers regularly but then there is a gap for
some months which compel them to think that their payment is being misappropriated and
so they file a complaint.

A beneficiaryusually finds that there is an issue of apayment, after someone checks her
Payment Detail on BISP website and finds that (a) a number of MOs have been generated in
her name and shown as delivered to her, though she has not received theger @bjpthe
amount for a certain MO as shown on her Payment Detail is different from what she has
actually received. There may be many cases where misappropriation continues until
someone checks her Payment Detail. Many beneficiaries do not have access to a place
where they can check their Payment Detail and therefore monitoring visits by BISP staff to
check whether they are receiving MOs are very helpful. Women who are not aware of their
beneficiary status may not lodge a complaint at all. The fact that beneéisiaged to guess

their eligibility and payment status in comparison with their neighbours implies that
individual complaints may take a long time to be triggered and resolved.

Where were Payment Complaints filedvlost reviewed complaints (81%) were filadth
different BISP officegof these 10% were filed with BISP staff visiting a beneficiary for
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monitoring paymens. Beneficiaries consider BISP to be the key stakeholder, and they are
comfortable in dealing with BISP staff. Some complaints (15%) weeetldiffiled with
RAFFSNBYyld 2FFAO0Sa 2F tlF{1Aadly tz2adtx K26S0S
processing, enquiry or results of complaints filed directly with Pakistan Post. Few complaints

were filed with other offices (President, Prime Minister,u@s, Police, FIA, Ombudsman,

etc.) but all these were forwarded to BISP HQ/ Pakistan Post for redressal.

Distance of an office from their home and their knowledge about where to file a complaint
appears to behe major reasons why beneficiaries file theomplaints at a particular office.

They wanted to file a complaint near their home and/or in many cases this was the only
office which they knew about. BISP Divisional Office Zhob is located at Loralai which is 211
Kms from Barkhan town anso it is dificult for the beneficiaries to go there for filing
complaints; however, BISP Field Supervisor is easily accessible as he is available at a
stationery store of Barkhan town and so the beneficiaries contact him for submitting their
complaints avoiding theohg distance to Loralai. Dureji is another distant area which is
about 280 km from BISP Divisional Office Kalat located at Uthal and there was no other BISP
office nearby where the beneficiaries could file their complaints. In this case they had to
pool maney for sending someone to the Divisional Office for filing their complaints and visit
for follow up was very difficult. Setting up of BISP Tehsil Offices has helped as beneficiaries
travel time and cost has been reduced. Tehsil offices must be set ughsilSTwhere they

have not yet started working (especially in Balochistan). BISP Field Supervisatsetddt
monitor the payments to beneficiaries and where required collect the complaints from the
0SYSTFAOAINRQA R22NAG S LA Rant KIK and ak Beenéngh8iNIBS R A
in reaching out to those who may otherwise have found it difficult to file their complaint.

The level of understanding among beneficiaries about BISP complaints redressal system is
very low. They lack the knowledge abbowhere to file their complaint, but currently
wherever they file their complaint (according to their convenience) it has to be forwarded to
Pakistan Post for processing and redressal.

Was Payment Complaint forwarded to Pakistan Po#t?Payment Complaintan only be
addressed if it is formally forwarded to the relevant office of Pakistan Post for processing,
enquiry and redressalt was observed that 53% of the reviewed complaints were forwarded
formally by BISP Offices to Pakistan Post while 15% wecdelfjt the complainant directly

with some office of Pakistan Post. A large number of complaints (22%) were not forwarded
to Pakistan Post while 11% were forwarded informally. In cases forwarded informally, BISP
maintains that these were forwarded to Pakist®ost for enquiry but Pakistan Post denies

the receipt of these cases from BISP. Later during discussion with BISP staff it came out that
most of these cases were simply discussed by BISP staff with postal staff and were not
formally forwarded and so nocéion could be taken by Pakistan Post for their redressal.

The reasons for payment cases that were not forwarded to Pakistan Post were analysed and
it was found that: (i) Many payment complaints (27 cases) were dealt directly by BISP staff
who called theconcerned postman and threatened him with dire consequences in case he
does not repay the misappropriated amount. In these cases political workers and notables
helped BISP and complainant in recovering misappropriated amount from the postman; (ii)
Some pagnent complaints (14 cases) were discussed for resolution/ appropriate action by
BISP staff with relevant post office staff on telephone or through a visit to the post office;
(i) in some cases from Balochistan BISP staff considered that there was nof use
forwarding cases because the cases referred earlier were not resolved; (iv) Few complaints
(5 cases) were not forwarded because the MOs were not even generated by BISP and so
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there was no point in forwarding these complaints; and (vi) there was no medéorward
cases which were filed during the normal delivery time and the complainants received their
MOs immediately after filing a complaint.

Was an Enquiry conducted by Pakistan PostXormal enquiry was conducted by Pakistan

Post in most (76%) paymecomplaints forwarded by BISP or filed directly with some office

of Pakistan Post. Informal enquiry was held in 6% cases (postal staff checked and found that
GKS ah ¢la y2id S@Sy 3ISYSNIUSR 2NJ 61 a NBUGdINY S|
of an erguiry).

Reasons why an enquiry was not conducted by Pakistan P@$t@provincewise reasons
are discussed below:

1 KPK (9 cases): In four cases the beneficiary received her cash transfer before a formal
enquiry could be conducted; In one case from Svatkistan Post did not conduct a
formal enquiry but only provided the MO receipt; Joint Enquiry could not be held due to
non-availability of BISP staff in 2 cases; Enquiry was not required in one case because the
MO had not even been generated; similarlygiiny was not required in another case
because after filing the complaint, the MO was received by the complainant during the
normal delivery time.

i GilgitBaltistan (8 cases): One case of Skardu could not be enquired because the
complainant was noevensekcted as a beneficiary for Phase Il based on PSC Scorecard
survey; In two cases of Gilgit, Pakistan Post did not conduct an enquiry till the quarterly
report was prepared; in one case the postman came and gave her the money and so
enquiry was not held; noeason was offeredor not enquiring three cases; while in one
case the complaint could not be pursued because the MOs in question were generated
more than 12 months earlier, and Pakistan Post does not enquire such cases.

1 Punjab (2 cases): One case reldies joint complaint filed by many complainants of
CrAaalflrolFlRZ tlFlA&adly t2aid NBIdzSSaAaG§SR- . L{t d
these were not collected by BISP and provided to Pakistan Post; and, the other
complaint is pending and enquiry is to benducted.

i Balochistan (14 cases): Joint Enquiry could not be held due teavwitability of BISP
A0FFF Ay Hw OFasSaT Ly o OFaSa (GKS Syl dzi NB
(though it was easily found by the postman and the TPE Team); MO mumasenot
generated by BISP is 2 cases; in 5 cases the DSPS marked the enquiry to an officer but it
was not held for many months (till the time we submitted our quarterly report); and in 2
cases the complaint was not even marked for enquiry as there wasgqudar DSPS in
the particular Pakistan Post Office.

Result of Enquiry by Pakistan Post:was observed that most cases were decided based on

a statement (which is signed/ has her thumb impression and is duly witnessed) given by the
complainant before lle enquiry team. In 33 cases, misappropriation was proved and
appropriate action taken.

Theresult of 11 enquiries showed that the MOs that were subject to the enquiry were not
even generated by BISP while 19 showed that these were returned back to BISP as
undelivered. Spending unecessary time and effort of BISP and Pakistan Post may have
been avoided in case the Payment Detail was checked by staff of BISP or Pakistan Post
before accepting the complaint or before forwarding it to Pakistan Post for Enquiry.
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In some cases from Balochistan, MOs for the beneficiary were not generated by BISP for
almost a year. The Divisional Office forwarded the complaint to Pakistan Post for enquiry
and also to BISP HQ. Pakistan Post can do nothing if an MO has not beenagehg@tSP.

The Divisional Office forwarded such complaints to BISP HQ also, but they were not
informed about the progress of the case so that they may have conveyed the reason-of non

generation to the beneficiary/ complainant. After the gap of about aryeeneration of

MOs started once again though reasons for this long delay were not conveyed to relevant
BISP divisional office or the beneficiary/ complainant.

In many cases, MOs could not be delivered and were returned to BISP (and shown as

G) YRSEEA@IYNRIKS t I 8YSyd 5S0FAf0Od LiGsuchtass G KSNBT
to Pakistan Post for enquiry. In such cases, deciding whether to forward or not forward a

case to Pakistan Post will result in better complaint management and avoid unnecessary

load on Pakistan Post for redressal of rastent complaints. It may be better to inform a
complainant about what actually happened and advise her that the MO would be re
generated by BISP and she would receive her 48 monthly cash transfers of RsabB00 e
However, receiving and forwarding a complaint to Pakistan Post is necessary in case the

beneficiarysuspectghat the postman is wilfully returning her MOs to BISP as undelivered.

In some cases, the beneficiary files a complaint because her Payratait §hows that an

MO has been generated but the delivery column is blank. On enquiry it is found that the
relevant MO has been delivered (or has been sent back as undelivered) but her Payment
Detail has not been updated due to delay in scanning of M%akistan Post.

What do the complainants say in their statementf? Sy SNI f t @ O2YLX | Ayl y i
before the enquiry team, give the following reasons (Tab®& &f why the complainant is
satisfied and so the enquiry may be closed.

Table 53: Statements Filed by Beneficiaries

Statement Filed by Beneficiaries Pb Sindh | KPK | Baloch | AJK| GB | Total
G/ 2YLIX FAYH o6l & 7T
GRdzS (2 a2vYS YAa 18 12 7 6 - - 43
6aKS RAR y2i TAf
.SySTAOALFNBEQA ad

enquiry entirely different from her 2 - 1 - - - 3
complaint

GOFNIASNI LIFAR G2

than the actual beneficiary, now 3 7 9 - - 1 20

NEO2@OSNBR | yR LI
G4{KS Kra NBOSADS
the case may be closed/ complaint 8 10 1 - 9 2 30
GAGKRNI gy ¢

31 29 18 6 9 3 96

It was observed that in many cases, the standard BISP money order delivery procedure was
not followed and the postman handed over the money to someone other than the
beneficiary in whose name the money order was generatdthe beneficiary (and the
postman) gave written statements that now the amount has been recovered by the

8 Instead of the beneficiary, these money orders were earlier paid to her sister, brother, cousin, son, daughter, nephew,
sisterin-law, mothetin-law, or, some other woman.
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LRadYly YR KFa 6SSy LIAR (G2 KSNX® ¢KS LRaidyYl
someone other than the beneficiary is in itself a breach otpdure which, in many cases,
was not investigated by Pakistan Post.

There is usually a mismatch between the paper trail of statement given before the enquiry

team and the position as shown by the Payment Detail from which it appears that
complaints are bey 3 NBaz2f SR AyF2NXNIffe& FyR GKSy 02Y
order to formally close the complaint file. Therefore during our detailed interviews with the
complainants, we probed this and tried to find out what actually happened. Based on our
interviews with the 96 beneficiaries/ complainants who provided statements before enquiry

team, it was found that: (iMost beneficiaries (68%) agreed to file a statement favouring the
postmanatfter they actually recovered their disputed amount from him; {#p said that the

complaint was actually filed erroneously (and they have already received the disputed
amount); (iii) 9% said that they provided a statement as they were pressurized by their

family elders or local notables; (iv) 4% maintained that they haidfiled this complaint or

that the correct grounds of complaint were not enquired; and (v) 11% filed a favourable
adFadSYSyild 2y GKS LRaldYlyQa LINRYA&AS GKFEG Ay O
the disputed amount (but the promise was not kdptthe postman).

Did the Complainant recover the disputed amount¥®e also probed to find out if the
complainant actually received the disputed amount that was the subject of complaint. The
following Table shows the analysis based on all 282 payment ohdeakistan Post that
were tracked.

Table 54: Did the Complainant Recover her Money

| Pb [ sindh| KPK | Baloch| AJK| GB | Total | %
Recovered the amoung or it was not due:
Yes (as a result of enquiry b

PP) 9 7 15 1 9 2 43 15.25
Yes (even before the enquir] 20 16 39 1 12 3 91 32.27
washeld)

Yeg (flled_ before end of ) 2 3 1 - - 6 2.13
delivery time)

Not Due (Flled erroneously/ 6 1 1 3 } - 11 3.90
denies filing)

Not Due (MO not even > ) ) 13 . 3 18 6.38
generated)

Not Due (MO returned back 7 2 2 4 . 3 18 6.38

undelivered)
Could not recover the disputed amount:
N_o (postman promised but 3 i i i 6 i 9 319
did not repay)

No (due to various other
reasons)

Pending Cases that are to be addressed:

Case Pending with Pakistan

4 5 7 6 - 3 25 8.87

2 - 4 7 - 6 19 6.74
Post
Case Pending with BIS#t 4 i 13 22 i i 42 14.89
even sent to PP
Total Cases Reviewed 60 33 84 58 27 20 282 100
ICFGHK Paged0
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We found that in 67% or 187 caSebat were reviewed, the complainant received her
money. In 91 cases the complainant recovered her disputed amount from the postman even
before the formal enquiry was conducted (the threat of enquiry was sufficient to force the
postman to pay her the misgpopriated amount).

In 34 case$, the disputed amount was not recovered by the complainant even after
completion of the complaint redressal process. In 9 cases the postman promised to pay her
in case she submitted a favourable statement before #mguiry team. She submitted a
favourable statement but he did not keep the promise. In 25 cases, statements were
submitted certifying that the beneficiary has received the amogriut this was informal
complaint redressal where actually she may or mayhaote received the amoutt

5.3.2 Payments through BSC

Types of BSC Complaints reviewe8Bor process evaluation, nineteen BSC payment
complaints were tracked and case studies prepared.

Table 55: Types of BSC Payment Complaints Reviewed

Nature of Comjaint Reviewed M.P.Khas | Sanghar | Mianwali | Multan Total
Lost/Damaged BSC 4 2 6
lllegal Withdrawal 3 3
Blocked BSC 3 3
Problem of Withdrawal Limit 1 1
Inactive/ NonPayment 2 6

3 8 19

Many BSC complaints were regardotgpctivation due to finger prints mismatch (Ready for
AFIS Automated Finger Print Identification System). In such cases, after the first instalment,
the next instalment was not credited until the beneficiaries got their finger prints verified by
obtaining a new CNIC. According to BISP staff, after issuance of BSC to a beneficiary with
expired CNIC, the BSC is blocked by NADRA after the withdrawal of first instalment. It was
reactivated only after she got a new CNIC. This resulted in a number of complaints

Where were BSC Complaints received/ how processB@ST complaints were filed with the
relevant BISP Divisional/ Tehsil Offices, entered in an excel file and then emailed to Director
(Payment) and Director (Field Operation) of BISP HQ and forwardsghtofor appropriate
action.

o Adding up 43+91+6+11+18+18 = 187 cases

19 Adding up 9+25 = 34 cases

1 Exampleof whatcame out during interviews with complainants: (i) Money being collected by the landlord on whose land
her family is living, the landlord has threatened to dislodge them from his lands in case they pursue the case; (ii) The
postman embezzled many MQand left Pakistan. A notable asked her to submit a favourable statement that she had
received her cash transfer; (iii) After enquiry the post master was dismissed but she could recover only partial amount; (iv)
Complainant gave a favourable statementtbat she continues to receive the future MOs regularly and without any
problem; (iv) Amount earlier paid by postman to her brotiretaw, she recovered part of the amount; (v) Did not receive

any MO but gave a statement that she has been receiving h&linents; (vi) Received part of the disputed amount from
GKS LI2adYFryQad OoNROKSNI OQGAAO 9 shy didinbtBeceNGthdiNditedyatadunt; ki)Y INS R 0 &
five cases of KPK, the postman has not returned the money despite emgpost declaring him guilty and dismissing him

from service.
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Redressal of BSC Complain&ome complaints were fully or partially resolved while most
are pending since a long time. The beneficiaries whose complaints have not been resolved
are repeatedly visiting BISP office to learn about the progress.

In three cases from Sanghar, the compigiwere partially resolved as after receiving
complaints of misappropriation, BISP staff talked to the Franchise and sent the beneficiaries
to collect their cash transfer. They received part of the misappropriated amounts but
informed BISP that full amouritas been recovered as they were afraid that the future
payments may be stopped. These complaints were not sent formally for redressal. Though
complainants may recover some amount due to such informal redressal of complaints but
this fails to address the stemic problem.

¢t K2dzZ3K NBRNBaalf akKz2dz RyQd G1F1S F t2y3 GAYSS
Mianwali regarding BSC damaged/ lost or blocked were forwarded by relevant BISP Tehsil
Office to BISP HQ but are pending for almost a year ab&S@t beerre-issued/ activated.

Razia of Mianwali lost her BSC in September 2010. She filed a written complaint but her lost
BSC was not blocked. BISP continued sending cash tramadtfessigh as shown in her
Payment Detail these 21 instalments weret being withdrawn. Finally in one transaction of
March 2012, by using her lost B&3.22,000 were illegally withdrawn from her account. She

is still waiting for replacement of her lost BSC while the illegal withdrawal during the
pendency of her complairior lost BSC has neither been complained nor investigated.

Shamshad of Mianwali is a serious heart patient. She had to remain in Rawalpindi with her
a2y F2N) GNBFGYSYd Fd GKS ! Nye Kz2aLWAdlfo {KS
balance of heaccount accumulated Rs.29,000. When she came back she was not allowed to
withdraw from her account as the withdrawal limit is Rs.25,000. Her complaint is pending for

the last many months.

The ratio of unresolved BSC complaints to total beneficiariesTieleil is quite high and
resultantly a large percentage of BISP beneficiaries are not getting their monthly cash
transfers. E.g. there are 6,891 BSC beneficiaries in Mianwali Tehsil, and' tlb28mber

2012, BISP office has received 2,902 BSC retatreglaints. This shows that around 42% of

the BSC beneficiaries are not getting their regular BISP cash transfers. Similarly in Piplan
Tehsil there are 4,016 BSC beneficiaries and flINvember 2012, BISP has received 2,219
BSC related complaints andne of these have been solved. This shows that around 55% of
the BSC beneficiaries of this Tehsil are not getting their regular BISP cash transfer.

5.3.3 Payments through Mobile Banking

Types of Mobile Banking Complaints Reviewdduring process evaluan, 25 payment
complaints of mobile banking were tracked and case studies prepared.

Where were Mobile Banking Complaints received/ how processedM reviewed
complaints of KPK and Punjab were filed with BISP Divisional/ Tehsil Offices, while the five
complainants of Sindh tried to file their complaints with BISP Divisional/Tehsil Office but
these were not entertained andhey were simply asked to keep on waiting for a text
message from the bank. Proper complaint record was available only for casesreshsnd
processed in Punjal®f the twenty complaints registered, nine complainants from KPK were
helped to contact bank helpline and all these complaints were resolved in a few days.
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Table 56: Types of Mobile Banking Complaints Reviewed
Nature of Compaint Rwpl/Isl Layyah Larkana | Batagram Total

Text not received/ deleted 1 3 5 9
SIM Blocked/ Lost 1 2
Cash not transferred 5 5
Others 3 1 4
Alc Blocked 3 3
PTA Restriction 1 1 2
Total Cases Reviewed 5 6 5 9 25

Redressal of Mobile Banking Complaintkifteen reviewed complaints were addressed
while ten are still pending. The beneficiaries whose mobile banking complaints have not
been resolved are repeatedly visiting BISP offices.

The five pending cases from @inare regarding noneceipt or deletion of text message

from their mobile phone. The beneficiaries are continuously being adviséddpwaiting

for the text message. These cases are pending for over a year and there is no chance of
redressal as these owplaints have not even been registered by the Divisional office for
redressal

Wagziran Mai lives in Karor Lal Eisan, in a village on an island about 22 km from Layyah and

she has to travel first by boat and then by bus/wagon to reach Layyah. Shessyend

Rs.150 per visit and has visited repeatedly for foligw There is no electricity on her island

and no mobile signals. She used to send her son to the city for charging the mobile and for
3SGaGAYy3 ye GSEG YSaal 35ad e{SHSemdiredzinisgddar OK I N.
Y2NB (KFy GKNBS Yz2yiKao l'a LISNJ ¢St O02Qa Lkf
activated. Her SIM cannot be unblocked because at the time of issue, her phone was not
registered in her nameyhich wasobviously not her faultThe case is pending for about a

year, while BISP is continuously transferring her instalments to her bank account.

Humaira Saeed lives in Layyah. The number of cell phone given to her by BISP is different
from that entered in the bank a/c opening form, igh is obviously not her fault. This
information on the account opening form has not been corrected, so she cannot receive her
text message regarding transfer of instalment and resultantly does not receive BISP
payments. The complaint has not been addres&® about a year

During the last many months, many BISP beneficiaries could not convert to mobile banking
due to PTA requirement of SIM registration through authorized dealers only. About 1,200
such complaints are pending in Islamabad and 700 in bagyaround six months.

Poor signal of mobile service in some areas is an issue. Beneficiaries do not receive mobile
signals until they travel some distance to an area where their mobile phones can receive the
signals and they can check the text messagmrding cash transfer.

{F2ARF . AOA 2F [l@&&FIK O2YLXFAYSR GKIFG akKS gl
2F AyadalrtySyidaod ¢KS tlFeyYSyd tIFNIySNRa RSOAa&;
I3+ Ayad {F2ARF .A0Aéd {KS A& adiAafhe mopiei NBOS

franchise,where the agent checks her bank account and Payment Detail, and, pays her the
money in case the computer shows that her bank account has been credited.
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5.3.4 Payments through BDCs
Observation of BDC Distribution Centres

Distribution of BDCs started from February 2012 and during Q2 and Q3 of the assignment,
71 BDC Centres spreader all the four provinces, AJK and GiBdltistanwere visited for
process evaluation and preparation of Case Studies. Observing the processes at BDC
Didribution Centres were necessary because these affect the beneficiaries and lack of
adherence may result in an increase in the number of complaints.

Location of BDC Centres:5/ / Sy 4 NB&a | NBStopR&EKRIIEY F 2IN& (IKSa DB Y ¢
through availdility of representatives of BISP, NADRA, Partner Bank and Telcos (where
applicable) under one roof. Establishment of BDC Centres at Tehsils and everTahsiib

level (e.g. in Kasur) facilitates easy access of beneficiaries for obtaining their BDKBDRMos

Centres were located within BISP Divisional/ Tehsil or NADRA Offices. Where BISP or NADRA
offices were not available, these centres were set up at other places such as schools and
colleges, sports complex and football grounds, local government sffather government

offices and even in an abandoned levies lockup (at Kharan).

Facilities at BDC CentreBDC Centres were observed to assess their accessibility and a
number of other parameters. Some important findings are displayed in the followirlg.Tab

Table 57: Observation of BDC Centres

o | Po |sindn| KPK | Baloch | AJK| GB | Overal
Accessibility, Visibility and Facilities
Number of BDC Centres %
Number of BDC Centres Observed 17 11 19 17 3 4 71%
Centres that were easily accessible 14 10 19 13 3 3 89%
Centreswvhere banners were displayed| 5 1 8 6 4 3 37%
Centreswvhere standees were displayeq 5 1 3 6 4 2 30%
Centreswhere security personnel were 14 6 12 6 2 3 64%
present
Centreswhere waiting area was 10 6 15 10 4 5 71%
adequate
Centreswhere waiting area was shadeq 12 6 14 15 4 3 82%
Centreswith adequate seating 10 4 11 11 4 5 62%
arrangement
Centrgs_where drmkmg water for 13 1 14 10 4 3 67%
beneficiaries was available
Centr_es_Wth wash room facility for 10 1 15 5 4 3 54%
beneficiaries

BDC Centre Shorkot, Punjab: The number of bank and NADRA counters was insufficient to
handle the large number of beneficiaries. Only 20 chairs were available for beneficiaries and
about a hundred beneficiaries were sitting in the veranda and courtyardeifidor without

tents and fans. Almost 50 beneficiaries were sitting outsiteoffice.

BDC Centre Karachi East, Sind: This Centre has been set up in one room of-&ldistzar
NADRA office. There is a small veranda/waiting area outside the roormewinere were 10
chairs for beneficiaries. Next to the veranda, there is a huge courtyard. NADRA counters
were near the windows so that women could get their CNICs verified from the database and
they were allowed to enter only if found to be eligible beoé&fries. Inside the room, there
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was no place for the beneficiaries to sit and all the beneficiaries received their cards while
standing. This BDC Centre did not have any drinking water or washroom facility for
beneficiaries.

BDC Centre Karachi CentrahdS This is located at Haji Murad Ali Goth, Khamosh Colony,
Liaquatabad, in a Sindhi medium primary school. This Centre accommodates beneficiaries of
BDC Centres Lyari and Karachi West also which have now been closed. Initially there were 5
BDC Centres iKarachig in Malir, Karachi East (GulistenJauhar), Lyari, Karachi Central
(Liaquatabad) and Karachi Weshowever the BDC Centre at Malir had been closed down
and its responsibilities were assigned to BDC Centre Karachi East (Geslsismar) while

the ones in Lyari and Karachi West were shut down and their responsibilities were assigned
to BDC Centre Karachi Central (Liaquatabad). Thus now there are only two BDC Centres
operational in Karachi (Karachi East and Karachi Central) and this was the feasoe
increased BDC target at this centre. The BDC Centre is in an old store room which was quite
congested. A wooden partition was used to create separate spaces for NADRA and bank
counters. It was crowded due to small size of the room and many luémedis had to stand

in the courtyard. There was only one pedestal fan which was placed in the bank counter
area. Beneficiaries and persons accompanying them had to face problems due to absence of
drinking water and washroom facilities.

BDC Centre Kil&aifullah, Balochistan: The staff did not come on time and so card
distribution process started at 10:30 a.m. Although only 20% have collected their BDCs but
only 7 beneficiaries visited the office for collecting their BDCs during the observation time
from 9:00 a.m. to 1:00 p.m. Reminders need to be sent to beneficiaries who have not
collected their BDCs till now, so that the present staff could be appropriately utilized.

BDC Centre Nokundi, Balochistan: Located in an old room, which needs repair ancedppea

not to have been cleaned for a long time, though the operations started only about 15/20

days ago. The room could accommodate only four/ five visitors. Drinking water or washroom

facility was not available for the beneficiaries. No one was presertteaptescribed office

opening time and after trying manghone numbers, we were able to contact the bank
representative who came and opened the office. There was no guard, BISP or NADRA staff

and we were told that the staff is not coming since about a wéate BISP Field Supervisor

is responsible for BDC Centres at Noshki, Kharan and Dalbandin, an impossible task. We
were informed by the bank representative that most of the BEiStributed by the Centre

were Ay O0A @Sk RdzyyYe OF NRa | d/tR beNeficate®accauntaAsQ G G NI
there is no ATM/PoS in Nokundi, therefore, a PoS/ Swipe machine has been kept at this BDC
OSYiNB® . SOlIdzaS (dKSe& O02dZ RyQl o6AGKRNI g GKSAI
villages located 60/70 km away, would firstngolain and after repeated visits staed

insulting the Centre staff. As a result the BDCs were taken back to Quetta for replacement

and the BDC Centre has remained closed for the previous eight/ ten days.

.Sy STAOAI NR S & Exit ténvieivs weeycorfledddh &6 theésey BDC Centres with
about 550 beneficiaries. Key findings of these exit interviews are given below:

1 Only 10% beneficiaries received an intimation letter from BISP asking them to visit the
BDC Centres for collecting their BDCs. Thisegrfigpm 0% in AJK to 9% in Punjab and
13% in KPK. Due to this reason, instead of planned daily distribution, the number of
beneficiaries visiting BDC Centres varied greatly which impacted the smooth working of
the staff.
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1 91% beneficiaries visiting the BDCentres were accompanied by someone. The
beneficiaries accompanied by someone ranged between 79% in Punjab to 94% in KPK
and 100% in Balochistan. Of the accompanied beneficiaries, 70% came with their family
members and 29% with their neighbouring benefigs.

1 59% beneficiaries had to come with someone else due to cultural reasons and 39% due
to distance involved. In KPK, 81% beneficiaries were accompanied by someone due to
cultural reasons. Of the interviewed beneficiariés; a majority i.e., 53%his was a
subsequent visit andnly 47% were visiting the BDC Centre for the first time to collect
their BDC. It was the second visit for 26%, third visit for 11%, fourth or fifth visit for
another 11% while 4%advisited more than five times.

1 Repeated visitsvere required due to discrepancy in CNIC (54%), very large crowd on
previous visit (26%), no electricity on previous visit (12%), and, absence of NADRA / bank
staff on previous visit (7%). The repeated visits due to CNIC discrepancy could have been
avoidedif the beneficiaries had received BISP letter advising them to go to NADRA office
for updating their information and collect a new CNIC.

1 Only 29% beneficiaries had opened the BDC envelope provided by bank staff to check
whether it contained their BDC, Péxd brochure etc.

1 While giving BDC envelope, the bank representative was required to explain the use,
safety and outlets of BDC. (a) During exit interview, only 35% beneficiaries said that the
LINEOS&aa 2F aK2g (2 dza$S G KSAabbutthe/PIN amdlitst S E LIt
safety, while 55% said that they were informed about the outlets where they could use
GKSANI .5/ ® 6060 5dzNAy3I ¢t9 ¢SIFYQa 20aSNII (A
observed that: how to use BDC was explained to 38% beneficiagesrity of PIN to
33% beneficiaries and places where these could be used to 65% beneficiaries. (c) The
difference between exit interview and our observations is probably due to lack of
OSYSTFAOAIFINASAQ dzy RSNEGFIYRAY 3 fawé&axplan& 20 a SN
these but probably some beneficiaries could not fully understandthis lack of
knowledge will result in BDC complaints due to: (i) Exchange of BDCs/ PIN Code; (ii)
Damage to BDC/ PIN Code; (iii) BDC Captured by ATM; and (iv) PIN rbtiietesk

1 The language (in which the BDC process and outlets was explained) was easily
understandable by 90% beneficiaries, however, some beneficiaries could not understand
the language in which the process was explained by the bank representatives and thi
will affect their ability to use a BDC.

/I bL/ 6AGK 0SySTA-@4uisidFoCoatainidy BDCdReEficiari@s who daINGB
have a CNIC get a token from NADRA counter of BDC Centre and by showing it at the nearest
NADRA Office; they could @i a new CNIC free of cost. BISP beneficiaries are given priority
service at NADRA Offices.

Delay in updating records is one of the reasons necessitating repeated visits. There is a delay
in updating record at BISP office with database at NADRA HQtafhefrmed that for

some discrepant cases although the beneficiary gets her new CNIC after required
modifications but such information/modification does not appear immediately in the record
available at NADRA counter as the two records are synchroaitedevery fifteen days. In

such cases beneficiaries are advised to come back after a fortnight.

At some BDC Centres, there were crowd management issues mainly due to beneficiaries
who: (i) were from other Tehsils/ districts (and even from different proe ¢a beneficiary

from Balochistan was trying to collect her BDC in Sindh); (ii) had some discrepancy in their

/I bL/ O0lFYyR AyauSIR 2F F2tft2¢gAy3 .L{tQa | ROAOS
they keep on revisiting BDC Centre); (iii) do nobserve the dates given in BISP letter
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(usually they come with groups of other beneficiaredalf of whom may be visiting for
complaints or to acquire some information); (iv) do not observe thewifé arrangement

(and come to the Centre whenever thegrcvisit the city); (v) were not screened by BISP
staff at the entrance (so that beneficiaries visiting for Pakistan Post complaints, or for getting
some information, etc. can go to BISP office instead of BDC Centres); or (vi) were ineligible
(but insteadof going to BISP Office to learn about their eligibility status they come to BDC
Centre to obtain a BDC)

Payment through Benazir Debit Cards (BDC)

Communication regarding change in mode of paymeNktery few complainants confirmed

that they had received L{t Q& f SGGSNJ NBIIFI NRAy3I OKIFy3IS Ay

from Pakistan Post to BDC. This lack of information resulted in many difficulties for the
beneficiaries and BDC Centres staff, such as:

1 Crowd management issues as beneficiaries did mateive information about the
specific date when they should visit a BDC Centre.

1 Many beneficiaries could not receive their BDCs as they did not have the information
that their payment mode has changedthey simply thought that their MOs are being
misappopriated.

7T alyed o0SYSTAOAINARSaA KIR y2i NBOSAGSR . L{t
need to addresgheir CNIC discrepancy before going to BDC Centre for collecting BDC.

i1 Attimes there is a gap of many months between delivery through PakistaraRd&8DC
-0SYSTAOALFNARSE O2dzZ RyQi O2ffSOG GKSANI . 5/
hand generation of their MOs was stopped by BISP

Types of BDC Complaints Review@&DC Complaints reviewed by us were in three general
categories: (i) Comaints regarding PIN Code; (i) Complaints regarding BDC; and (iii)
.SYSTAOAIFINEQA .5/ y20 FOGAGIGSR 2N . Iyl '«kO

Table 58: Types of BDC Payment Complaints Reviewed

Nature of Complaints Pb | Sindh| KPK | Baloch| AJK | GB| Total %
Requiring Reissue of PIN Code
Blocked due to multiple retries 7 3 7 - 1 4 22 6.81
No PIN Code / incomplete PIN
envelope 14 15 4 - 10 1 44 13.62
PIN Code Lost 8 5 5 26 2 1 47 | 14.55

Requiring Replacement of BDC

Lost BDC 24 10 17 18 4 3 76 23.53
Damaged BDC 3 4 1 1 - - 9 2.79
Exchanged BDC 8 8 16 - 2 - 34 10.53
BDC Captured by ATM 2 8 6 3 9 1 29 8.98
Non-ssue of BD€old ID card 4 - - 3 - - 7 2.17
Y14 s1a 2606aSNBSR GKFG F ydzYoSNI 2F o6SySTAOAIFINASA KI gSyQi

O2dz Ry Qi 02t f SO0 GKSANI .5/ @KAT S HEeBefichies with ZNIC 2150260884204NJ a h &
5150279175848; 5440003996424; 1610111079418; 1710182583360; 4130802007494; 532026791670; 5320157006234;
poHAMM®BDC PHT MYy KI Sy ofira@BtaSdad@ SR OF aK (NI ya¥FSNJ
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Nature of Complaints Pb | Sindh| KPK | Baloch| AJK | GB| Total %
Nortlssue of BDE biometric
problems 5 - - - 1 - 6 1.86
Earlier issued to someone else - 3 - - - - 3 0.93
Account not activated/ Account
not credited 7 6 24 6 - 3 46 14.24
Total Complaints Reviewed 82 62 80 57 29 13 | 323 | 100.0

Complaints requiring replacement of PIN Cod&he reasons why complaints for PIN
replacement were filed include PINLost, PIN blocked after multiple tries, PIN
erased/illegible, and, cases where at the time of issue of BDC to the beneficiary (i) there was

no PIN Code in the BDC envelope; or (ii) the PIN Code was incomplete; or (iii) the PIN Code
was erased/ illegible. WWh BISP beneficiaries generally being illiterate, PIN Code lost (30% of
reviewed cases) or PIN Code blocked after multiple retries (23% of reviewed cases) are
SELISOGSRE K26SOSNE O2YLX FAyida NBEI NRATYa 207 ¢
reviewed cases) need immediate attention of BISP and banks.

Complaints resulting in replacement of BD@We tracked cases for lost/damaged/exchanged

BDC,; BDC captured by ATM after multiple tries; no BDC in the BDC envelope received at BDC
Centre and, CNIC requirement for BDC issue, etc. Some unique cases regarding problem of
biometric verification, and, BDC wrongly issued to someone other than the beneficiary were
observed.

i1 Parveen Bibi of Jaranwala has no thumbs since birth. IAlac§se study her problem
was highlighteca KS ¢l a 'y St A3IA06fS 0SYSTAOALFINEB 0 dzi
without biometric verification. BISP in consultation with NADRA establishedquist
for issue of CNIC in cases where biometric verification was not possible. As a result she
received her CNIC and started receiving BISP transfers through Pakistan Post. After
OKFy3aS Ay Y2RS 2F LI e&yYSyid G2 .5/ IblemkfS O2 dzf |
biometric verification. To address this problem, now BISP has prepared and started
OANDdzZE FGAy3a a{hta F2NJIYLdzill SR 0SYSTFAOAI NA
1 Momina Bibi of Karachi (similarly Ruki Bibi Karachi) was one of the many beneficiaries
whose BDC was fraudulentlysied to someone else by BDC Centre Malir. The ATM
Operations Manager of UBL informed us that BISP Headquarters had emailed a list
asking him to block 40800 cards fraudulently issued from the BDC Centre Malir Halt.
This was further corroborated by the $tat the BDC Centre Johar Chowrangi who said
GKIFIG a2YAYylIQa OFNR gla LIWSEFNAY3I a WNBOSA(
not collected it. The ATM Operations Manager further claimed that the Bank has not
received any instructions from BISP taseeie these cards. Momina Bibi had made at
least nine visits to different offices but she was not provided with any definitive
response and was simply advised to go and visit some &I&P or Bankffice. Momina
described the attitude of the Bank and BIStaff as very unhelpful.lhough it is clear
that these 4008500 beneficiaries did not collect their BDCs, yet BISP/bank has not
decided to reissue new cards and as a result these beneficiaries are not getting any cash
transfer since long.

13 lllegible or Incomplete PIN complaints are dwoe(i) one or two digits missing; (i) No PIN Code in BDC envelope; (iii)
lllegible/smudged/erased PIN; and (iv) blank PIN, etc.

ICFGHK Paged8
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Complaints reggRA Y3 a. 5/ y2i ! Ol A @I (AS Rer pratoddl, BDCkisO Y 2 i
FOGADIGSR FTYR FANRG AyadlrfySyd GNIyaFSNNBR i
was observed that in many cases the first instalment was not credited for many months. This
delayed transfer results in beneficiary repeatedly trying to use her BDC for withdrawing an
instalment (which has not been credited to her account), and resultantly her PIN is blocked

or BDC captured after which she is compelled to file a complaint asdohgo through the

complaints process unecessarily. The issue of inactivate/blank cards (observed in Sindh

and Balochistan) could be addressed via helpline but in many cases these complaints remain
pending months after they are lodged.

Most Complaintswvere regarding collection of BDC or initial withdrawal through BDMst

of the reviewed BDC complaints were regarding the collection or first withdrawal through
BDC and covered cases such as (i) difficulty in collecting her BDC (old CNIC, problem of
biometric verification, multiple visits, etc.); (ii) BDC or PIN was lost before or during the first
withdrawal (mainly because she gave it to someone else as she could not go to the payment
point or did not know how to use the card herself); or (iii) card ativated or amount not
transferred to her bank account (due to which she continued to try and finally her BDC was
captured), etc. About 49% of the reviewed BDC complaints were regarding the first
withdrawal through her BDC.

Complainants took help from smeone to withdraw cash through BDQuuring interviews

with complainants we found that nearly 85% had to take help from someone else to
withdraw their cash transfer by using their BDC. Obviously for withdrawing cash from PoS, a
beneficiary has to depend ahe franchisee but this dependence on someone else in case of
withdrawal from ATM resulted in many complaints regarding fraudulent withdrawals. The
YFEAY NBlFazya ¢gKeé akKS 02dZ RyQd dzasS GKS O NR f
counter staff whi6 A addziy3d KSNJ .5/ |4 GKS .5/ [ SYyGNBT
understand how to use the card; and (iii) distance from her home to the nearest POS/ATM or

Odzf GdzN¥ £ NBIFa2ya RdzS (2 oKAOK aAKS O2dzZ RyQid 3

Repeated visits wex required to pursue complaint:Repeated visits by beneficiary/
complainant for addressing minor BDC complaints such #ssuve of PIN or BDC, which
could easily be addressed through bank helpline, is unjustified and results in wastage of time
and money 6 beneficiaries. 60% of the complainants informed that they had to visit
repeatedly to file and pursue their complaints. Of these 32% had to visit thrice, 18% had to
visit for 4 or 5 times while 10% had to visit for more than five times. As about 40% of th
reviewed complaints are still in process and have not been addressed/ finalized, therefore,
additional visits may be required till these are addressed.

How many BDC Complaints were resolve@fthe reviewed complaints, 60% were resolved
while 40% were @nding till the submission of the relevant quarterly case study reports.

The following Lessons can be drawn from the BDC case studies prepared during this
assignment:

1 BISP beneficiaries are generally illiterate and so cannot read the IEC material which
is provided to them in the BDC envelope at the time of BDC issuance. Beneficiaries
do not know how to use the BDC for withdrawing cash transfer from ATM, as usually
bank representatives at BDC Centre do not explain the use of BDC. Usually the
beneficiary hads over her BDC and PIN Code to someone for withdrawing cash
transfer from an ATM.
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T 2KAfS Aadaadzaiy3d | .5/ 3% oklyl adlFFF dzadz f ¢t e
outlets (a number of 4ink ATMs as well as many PoS in the Tehsil) where BDCs
could be ued to withdraw cash. They simply ask the beneficiary to go to a specific
branch/ franchise and give the BDC envelope to the bank/ franchise staff. This
results in ovefcrowding atthat particular payment point where the BDC may be
erroneously returned to ame other woman. Exchange of BDCs creates a problem
0S80 dzasS GKS .5/7&8 FINB y20 LSNER2YIFItAT SR | yI
not printed.

1 BISP beneficiaries have to take help from someone to withdraw their money from an
ATM. When the beneficiary gig her BDC and PIN to someone for withdrawal the
oly1Qa ftAlFLoAtAGE OSIFasSasz odzi GKS o6SYySTAO
defrauded. It was observed that in case of withdrawal from PoS, beneficiary had to
show her CNIC as well as BDC. The agdasnbe date and amount of withdrawal,
and CNIC and BDC number in a register and gets it signed by the beneficiary or she
puts her thumb impression. This results in a paper trail which can be used as
evidence in case of any complaint of misappropriation.sbme cases filed for
replacement of BDC or PIN, the actual issue (that an instalment was fraudulently
withdrawn from her account through her BDC) was neither highlighted nor
investigated.

(@]
w»

T Ly OF&S LIeyYSyid LRAYyG Aa 7Tl ndlorisanedhe ciNE Y
her behalf) has to spend a lot of time as well as a large amount to go to a payment
point in a larger city for withdrawing her cash grant.

1 Beneficiaries consider the process of complaints redressal through bank helpline as
complicated (speciallyfor illiterate beneficiaries- the typical BISP beneficiaries),
however, the staff at many BDC Centres helps them in contacting the bank helpline
to resolve their complaint.

1 Payment Detail is the most important information for BISP beneficiafiés end
September 2012, Payment Details showing daige deposit and withdrawal of
cash transfers through BDCs, could not be accessed. Later this was made available
on BISP website however at times it was not updated timely. While transfers of
Waseelae-Rozgar to a beneficiaries account are being shown in a separate payment
detail ¢ their withdrawal through BDC is shown in the Payment Detail of
Unconditional Cash TransfétsTo avoid this confusion, all deposits and withdrawal
of a beneficiary (from UCTCCT, WeR, WeT, etc.) should be in the same Payment
Detail but shown in different colour codes (as done presently for unconditional cash
transfer, flood payment, etc.).

54 KEY RECOMMENDATIONS REGARDING PAYMENT OMPLAINTS
Based on lessons learnt during payment easek, the following key recommendations

emerge regarding delivery of cash transfers. For corrective action these were shared with
BISP during our regular feddck meetings and through quarterly case study repahd

14 e.g. According to Payment Detail of Bibi Aziza, Quetta CNIC 5440162199888, 3 instalments of Rs.3,000 each were
deposited inher account; Against this deposit of Rs.9,000, Rs.45,000 have been withdrawn by her on different dates. (Her
separate Payment Detail of Wase@dozgar shows that 6 instalments of Rs.6,000 were deposited and nothing has been
withdrawn against these 36,000
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synthesis reports. Feedback provided through the course of the assignment is summarised
in Table 59, along with areas where BISP has been taking action in response to TPE or other
feedback.

5.4.1 Key Recommendations Regarding Pakistan Post

1.

Payment Detail must be seen before filing/ registering/ forwarding a complaint to
Pakistan Post to ensure that: (&) MO has been generated by BISP; (b) Standard MO
RSt AGSNE GAYS KIFIA LI aaSRT FyR 000 ah Kla y?2
shown as sutin the Payment Detail.

For transparency and public awareness the following may help in minimizing complaints,
or at least in minimizing confusion: (a) BISP Tehsil Offices should display a list of
beneficiaries of their area who have been selected as BéBEficiaries; and (b) Display

of beneficiary list (with amount of latest cash grant instalment that has been generated)
at BISP Tehsil offices and relevant post office will help in minimizing the possibility of
misappropriation of money orders.

Complains should be forwarded/ investigated/ processed in a formal manner. Presently
many complaints are decided informally. The informal redressal of complaints provides
an immediate fix to the individual complainant but does not promote improved
governance with Pakistan Post. Procedure for sending a complaint to Pakistan Post for
investigation and redressal must be followed for each payment comptaéven if the

earlier complaints have not been addressed. Cases of-rhidmessal of earlier
complaints by Pakiah Post should be referred to higher authorities of BISP so that they
can take these up with the higher authorities of Pakistan Post. In many cases there is a
major time lag and sending reminders speed up the processing of a case.

In line with BISP guideks for Pakistan Post (Séimnex C2 Enrolment and Payment
Process) as well as the standard procedure of Pakistan Post, a money order should be
delivered only to the beneficiary in whose name it has been generated. The fact that a
postman accepts delivetp someone else, must be investigated by Pakistan Post.

5.4.2 Key Recommendations Regarding BDCs

1.

At BDC Centres which are functioning since many months, the daily turnover is now
quite low. BISP staff should mobilize the beneficiaries who have not tealléweir BDCs

till now. For this, reminders may be sent to beneficiaries who have failed to collect their

BDC till now so that the resources and staff of BDC Centre may be properly utilized.
Beneficiaries should be guided by BISP and bank staff (atntieedti getting their BDCSs)

about how to use their BDC. They must also be advised to keep the BDC and PIN code
safe and not to give these to a stranger for withdrawing cash.

Instead of directing the beneficiary to go to a payment point and give the BDGpavel

to the staff, the bank representative at BDC Centre should inform the beneficiaries
Fo2dzi alrfftée GKS LIe@YSyd LRAYyGA FNRY gKSNB
To avoid the time and cost to go to a larger city to withdraw cash, there must be a PoS/
bay{ F3ASyd ySFENIYFEAY @Aftfr3aSaed . lyla akKzdzZR
of one PoS per UC or per 1,000 beneficiaries. Till that time it may be useful to ask the
beneficiary for her choice about the mode of delivery for payment of her caskfaen

In order to avoid the confusion due to exchange of BDCs, personalized cards showing
names and CNIC may be issued. In case these personalized cards are too costly then (at
the time of issue at BDC Centle)i f S ad o0SySTA OA I Wdhtghodn yI YS 2
the BDC by using a permanent marker.

QX
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6. Repeated replacement cost of BDCs result in increasing the delivery cost. Currently the
partner banks are replacing BDCs free of cost but due to repeated replacements, they
may start demanding some replacememst from BISP.

7. It should be ensured that BDCs issued to beneficiaries are activated and amount
transferred to their bank accounts in time (within 48 hours after issue) so that
beneficiaries do not keep on trying to withdraw money that has not been feares.

8. LYy a2vyS OlaSaz GKS NBIf AaadzsS gta AftfS3Alf
account through her BDC but the complaint filed was about replacement of BDC/ PIN.
BISP staff should help the beneficiary by reviewing her Payment Detail and ativésing
complainant to file the correct grounds of complaint.

9. It is very important that partner banks adhere to the established protocols and where
required provide a new BDC to the complainant so that she can continue to withdraw
cash transfers. Any delay iaddressing the complaints results in beneficiaries
complaining against BISRas they consider BISP (and not the banks) as their main safety
net provider. Due to delay in redressal of complaints, the beneficiaries are forced to
think favourably about thegrevious system of delivery of cash grants through Pakistan
Post.

10. In case oBDC lost/ exchanged, the concerned bank must follow the standard procedure
of blocking her BDC and issuing a new BDC (instead of asking her to wait for the other
woman with whom ler BDC has been exchanged).

11. Problems of PIN Code are usually addressed by the bank helpline and BISP or bank staff
should help the beneficiaries in calling the helpline for redressal of their complaints
Beneficiaries calling bank helpline should be preddhis service free of cost, even in
case of a call from mobile phone. There should be no language barrier at the call centres
which should have local language speaking attendants. If the bank wants the
beneficiaries to register their complaints on hehgj there is an urgent need to reduce
the response time of Customer Services Representatives (CSR) by either increasing the
number of CSRs or to set up a designated helpline number for BISP beneficiaries.

12. The partner bank should inform and share with BISP Tehsil office on weekly or monthly
basis the number of complaints received/processed and resolved. Being the
0SYSTAOALF NA S&Q -of-domddctii BISP [TEITofidd IR alsd? falighd
the complaint.

13. BISP should regularly reconcile its deposits with the banks because the amounts that
have not been withdrawn by the beneficiaries, though lying in her bank account are
actually lying with the bank. This regular reconciliation process with patiaaks has
recently been started.

14. The beneficiary expects that she will get the next instalment after three months and so
she wants to withdraw the amount. It was observed in many cases that the beneficiaries
tried to withdraw money after three months ands there was no money in their
accounts so their BDCs were blocladter repeated triesq and they had to start the
process of getting a new BDC or PIN Code unnecessarily. Where instalments have not
been credited, instead of registering such complainenlkoor BISP staff should advise
the beneficiaries that they will be able to withdraw after BISP has deposited an
instalment in their account.

15. BISP MIS should generate reports showing:

a. A list of accounts where BDC has been issued but amount has not bebiedre
her account during the normal time (within 48 hours). These should be discussed
with the relevant bank to find out how many BDCs have not been activated because
due to this small procedural problem the beneficiaries are unable to withdraw their
cash grant. In such cases the beneficiaries keep on trying to withdraw and
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resultantly either their BDC is captured or account is blocked necessitating un
necessary visits to BDC Centres to file a complaint and then to fafjow

b. A list of accounts where thmoney keeps lying and has not been withdrawn by the
beneficiary. These lists should then be used to confirm from the beneficiary why she
has not withdrawn the amount. In this way BISP would be able to help the
beneficiaries who are facing some problem whose complaints have not been
addressed.

5.4.3 Key RecommendationsGeneral

1. It appears that the present communication sent to beneficiaries regarding complaint
redressal is either not received by them or is not understood. Ensuring the delivery of

Recd OSNJ 22YSyQa DdIzZARStAYySa YiFeé KSEtLI 0§KS 0SyS

2. BISP must monitor payments to ensure timely delivery of full amount to beneficiaries.
Regular visits by BISP staff to far flung areas help in identifying cases-payroents,
and remediakteps can be taken. This also helps beneficiaries vave a complaint but
are unable to visit BISP offices as their villages are located far away.

3. BISP should ensure the provision of acknowledgements to beneficiaries who lodge
payment complaints so thahe progress could be traced.

4. BISP HQ should take action on complaints forwarded by BISP Tehsil Offices for redressal
and also send regular feedback to these offices for informing the beneficiaries about the
progress and redressal of their complaints.

5. Paynent Detail is the most important tool for beneficiary as well as BISP. Cases of
incorrect/ illogical entries in the Payment Detail should be automatically selected by
BISP MIS and presented as a report so that these could be investigated by BISP officers.

6. It is important that payment status is regularly updated in the Payments Detail of
beneficiary shown on BISP website for minimizingheoessary complaints

7. As for payment through Pakistan Post, BISP MIS should have the capability to flag cases
where two qizt NIISNI & AyadlfySyda GNIyaFSNNBR G2
undrawn by her. Such cases should be tracked and complaints, if any, addressed.

8. BISP CMS should be improved so that it can cater to Payment Complaints. Presently, a
module is being deveped to include registration and redressal of these complaints in
future. Payment Complaints redressal mechanism and system architecture has already
been designed based on agreement between BISP and payment partners for different
payment modes including sant cards, BDCs, mobile banking and Pakistan Post. BISP is
developing a payment complaints redressal module and banks have contributed in
designing the system architecture of the module.

Table 59: Selected TPE feedback to BISFPapment processes

Sr. Key Recommendations Payment Complaints Course Correction By BISP in response tq

No. independently of TPE feedback

1. Regarding Pakistan Post

11 Standard instructions need to be issued to B| BISP Divisional and Tehsil &4§ have beern
Divisional/ Tehsil Offices foeceiving and recording g directed to maintain record of paymer
payment complaints. These payments complaints | complaints in excel files and these a
not being catered to by the case management syst forwarded to BISP HQ for appropria
and so it is necessary that the BISP field offi action/ redressal of complaints.
maintain a proper record of these complaints.

1.2 The field offices should be instructed regardil Maintenance of standardized complain
maintaining standardised complaints mwds. For| record has started. These are bei
keeping a complete record of dates of registration 0 maintained in an excel sheet which
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Sr.

No.

Key Recommendations Payment Complaints

Course Correction By BISP in response tq
independently of TPE feedback

complaint, its entry in BISP record, its sending date

to whom it was sent; as well as, dates of reminders

to whom these were sent; and, finally the dates wh
the complaint was addssed and its results.

forwarded to BISP HQ. However, dates
not being recorded and currently th
information regarding payment complaint
received from the Tehsil offices spread
over the country is not consolidated ar
data analysed (as done in the case of {
excellent BISP CMS system for grieval
redressal).

1.3

Currently BISP CMS can address grievance cases
than payment casesand does not cater to paymer
related complaints. It is, therefore, necessary that
separate payments complaints module be develog
for the recording and processing of paymer
complaints.

A module is being developed to inclug
registration and redressalof payment
complaints in future. Payment Complain
redressal mechanism and syste
architecture has already been design
based on agreement between BISP g
payment partners for different paymen
modes including Pakistan Post, BSCs, B
and mobile bankig. The partner bank
have contributed in designing the syste
architecture of the module.

14

In most payment cases TPE team observed that
beneficiaries did not receive any intimation letter fro
BISP showing their eligibility status or discrepar
According to BISP such intimation letters are being g
to beneficiaries. It appears that the prese
communication sent to beneficiaries regarding th
eligibility and regarding complaint redressal is eith
not received by them or is not understood.
The TPE team suggested to BISP that a reviey
delivery processes for ensuring that letters &
delivered to the beneficiaries be undertaken.

BISP ensures that intimation letters are se
to beneficiaries through Pakistan Po
however, interviews with beeficiaries
show that these are seldom delivered to th
beneficiaries. Action is awaited, although
communication strategy has now beq
prepared by BISP.

1.5

The TPE team also provided feedback to BISP that 1
Phasel beneficiaries who were not selext as
beneficiaries in Phask due to higher PMT needed t
be informed as this would reduce the case load of
payments complaints.

No specific actions were initiated.

1.6

The TPE team suggested to BISP that BISP s
SyadaNBE GKI GwSOSA ®ERA
delivered to beneficiaries in order to facilitate ther
a { dminex G3 of BISP Enrolment and Payme
alydz f ¢ LINRPGARSAE GKS NB
all necessary forms such as complaint fof
information update form, etc. This also proe&l her
the information about why and how to file a complain
¢ KS LINESPSBAdImeat and Payment Mariu
cater to delivery through Pakistan Post only. It needs
urgent update so that it can also cater to the electro
delivery systems.

BISP agreetb the recommendation of the
¢t9 GSEHY F2NJ LINROA
DdzA RSt AySa¢ G2 (GKS
introduced BDC, Mobile Banking and B¢
and this would require review and updatir
of the Operational manual including th
receiver women guielines, BISP will sta
implementation on this recommendatio
after the operational manual is update
according to the new payments mechanis
and modalities.

1.7

It was recommended to BISP that complaints should
forwarded/ investigated/ processed i formal manner
(letters/ signatures/ dates/ etc. Informal resolution

verbal solution of complaints, though at times may h¢
the beneficiary, but does not address the organizatio

issues.

BISP offices try to forward the complain
formally to Pakisin Post.
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1.8

It was observed that payment details were not check
and payment complaints filed and forwarded
Pakistan Post even in cases where (i) an MO has
even been generated by BISP; (ii) Standard MO deli
time (between &' and 7" week after generation) ha
not passed; and (ii) MO was returned to BISP
W' yRSE AGSNBRQ YR aKz2gy
This results in wmecessary burden on the complai
redressal mechanism.

BISP has conducted two training sessi
for the field staff, one in February 2012 ar|
then a refresher in April / May 2013. Th
observation was shared with the field st3
and they were explained how critical it is
check the BISP website before entertaini
any complaints.

1.9

BISP Tehsil Officehauld display a list of beneficiarig
(of their area) who have been selected as B
beneficiaries. Display of beneficiary list (with amount
latest cash grant instalment that has been generat
at BISP Tehsil offices and relevant post office will |
in minimizing the possibility of misappropriation
money orders.

BISP has started sharing the lists of the B
beneficiaries with its field offices. |
addition to this, instructions were issued fq
display of lists of beneficiaries at the Bl
Tehsil dfices showing the money ordern
generated. This has been a key requirems
of BISP donors.

1.10

The TPE team noted that in some payment ca
reviewed by the team, the payments status of t
beneficiaries was not updated in their Payment De
on a reglar basis. The updating of beneficiari
payment status on the website helps in minimizing {
necessary complaints. It was observed that so
complaints are generated only because the status
generated Mo was not updated in Payment Detail.

Payment Detds are now being regularl
updated. This i most important tool for
providing information to beneficiaries aboy
the date and amount of MOs generated

well as the date these are paid to

beneficiary.

1.11

Sending general complaints regarding corrapti
(without any specific details) to Pakistan Post will I
trigger their investigation process. Specific complai
sent to Pakistan Post trigger the standard process
enquiry and result in redressal of such complaints.

Instead of sending generabmplaints, now
most payment complaints received by Bl
are being forwarded to Pakistan Post f
investigation and redressal.

1.12

During interviews with beneficiaries it was found that
many cases, though a formal enquiry had be
conducted but actudy the case was decide
informally. The beneficiary received th
misappropriated amount from the postman and s
signed a blank paper (or a written statement witho
knowing what was written) which was used to close {
case ¢ and the postman was saved fro serious
punishment even leading to dismissal from service.

Because a formal statement is signed 4
witnessed by the beneficiary before th
enquiry officerteam, therefore, not much
can be done. However, the practice of Jo
Enquiries (one person fromI&P and one
from Pakistan Post) will strengthen th
O2YLX Ayl yiQa @2A0
transparent formal investigations.

1.13

Formation of a Joint Enquiry Team (includ
representatives of BISP and Pakistan Post) will pro
confidence to the benédiary, strengthen her voice
and, may address the problem of the complaina
being persuaded by postal staff to agree to an unt
statement. The social pressures that cause
complainant to make an inaccurate statement may
countered by the presence & BISP official during th
enquiry.

In few cases, many months had passed but the j
enquiry had not been held and the case was pendin
time frame needs to be prescribed within which th
payments complaints should be finally decided.

BISP has initiad a process of joint inquiry
for the investigation and review of th
payments complaints submitted by th
complainants.

According to standard procedure (¢
Pakistan Post such complaints should
decided within a week but this timeline
seldom followed.

1.14

Monitoring mechanisms need to be designed 4

practiced to ensure that each complaint is address

The Payment Complaints module curren
being developed by BISP waltldress this
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No. independently of TPE feedback
within the prescribed timeframe. problem as the availability of eline status
Reminders sent to Pakistan Post will speed up | will help in improving the response time fg
complaint redressal process. Reminders will highlil redressal of complaints.
the issue ohon-receipt of complaint by the post offic
(in some cases, according to relevant post office
complaint has not been received though BISP says
the complaint has been forwarded).

1.15 | In line with BISP guidelines for Pakistan Post as wg In many cases, it is apparent from th
the standard procedure of Pakistan Post, a mol Enquiry Report that money was earli
order could be delivered only to the beneficiary i given by the postman to someone othg
whose name it has been generated, and, | than the intended beneficigr These case
0SYSTAOALINEQ& R22NEGSLJA (need to be properly investigated an
that the postman as well as the beneficiary gave sw| appropriate action taken against th
statements during enquiry proceedings that earlier t| accused postman.
money orcer was given by the postman to someo
else, but now it has been recovered and given to
correct beneficiary.

2. Key Recommendations Payment ComplaiqtBenazir Smart Cards (BSC)

2.1 Presently BISP CMS does not cater to Payn A module is being developed to inclug
Complaints. Like complaints of Pakistan Post, there | registration and redressal of payme
no proper system for recording and handling t[ complaints in future. Payment Complain
complaints of BSCs. redressal rechanism and systen
Similarly, the payments partners in case of BSCs | architecture has already been design
also not developed any mechanisms for sharing | based on agreement between BISP g
information about how they are dealing with BY payment partners for different paymen
complaints. modes including Pakistan Post, BSCs, B
It was recommended that BISP should update the ¢ and mobile banking. The partner ban
with new capability of dealing with payent complaints| have contributed in designing the syste
(including Smart Card related complaints) and it shg architecture of the module.
be linked with the payments partners MIS bas
system.

2.2 Many BSC complaints were regarding finger pri These beneficiaries can get their BSC a
mismatch (Ready for AFISAutomated Finger Prin| they get a new CNIC
Identification System). In such cases, after the f
instalment, the next instalment was not credited un
the beneficiarges got their finger prints verified b
obtaining a new CNIC.

According to BISP staff, after issuance of BSC

beneficiary with expired CNIC, the BSC is blocke
NADRA after the withdrawal of first instalment. It w|
reactivated only after she got a meCNIC. This resulte
in a number of complaints because after withdrawi
0KS TANRIG AyadaltySyi [7]

withdraw subsequent instalments, she thought that h
cash transfers have been misappropriated.

BISP needs to inform such benefi@a to get their
biometric information updated and collect new CNIC;

2.3 The TPE team noted that in some payment cg Payment Details are now being regula
reviewed by the team, the payments status of t| updated as this provides the mo
beneficiaries was nobeing regularly updated in thei important information to the beneficiarieg
Payment Detail. The updating of beneficiaries paym| about the status of their deposits an
status on the website helps in minimizing-nacessary| withdrawals.
complaints.
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2.4 It was observed that there was lack of coordinati Complaints sent by Tehsil offices 4

between different BISP tiers and also between BISP| forwarded for redressal.
the beneficiaries / complainants. Many BSC complal After Payment module is prepared ar
were forwarded to BIB HQ and the action taken k activated, the entire information will be
BISP HQ was neither communicated to the concer| available odine and thisproblem will be
field office nor to the complaints. addressed.
BISP HQ should take action on complaints forwarde
BISP Tehsil Offices for redressal and also send re
feedback to these offices forinforming the
beneficiaries about the progress and redressal of th
complaints.

2.5 The team in some instances observed that regy These issues were thoroughly discusg
instalments were not transferred to beneficiari¢ with the BISP and BISP is in procesg
through BSCs. This delay resulted in paymg finding possible solutions of theg
complaints. problems.

In other cases, BISP continues to transfer instalment
beneficaries without the MIS informing BISP that the
instalments are not being withdrawn. In one ca
instalments were regularly transferred to
0SYSTAOALFINEQ&A | O002dzy G |
despite filing a written complaint regarding lost BS
thesewere fraudulently withdrawn by someone else.
As for payment through Pakistan Post, BISP MIS sh
have the capability to flag cases where two quarte
AyaildltySyida GNIyaFSNNBR
remain undrawn by her. Such cases should bekizdd
and complaints, if any, addressed.

2.6 After October 2012, BISP instalments through BSQ Beneficiaries getting their transfers throug
not being regularly transferred 2t 0 Sy S ¥ BSC are being systematically shifted
account, probably because BISP plans to systematii BDCs.
convert the existing BSCs to BDCs.

3 Key Recommendations Payment ComplaiqtMobile Bankirg

3.1 Currently BISP CMS cannot address grievance ¢ A module is being developed to inclug
(other than payment cases) and does not cater| registration and redressal of payme
payment related complaints. It is, therefore, necessi complaints in future. Payment Complain
that a separate payments complaints module | redressal mechanism and syste
developed for the recording and processing | architecture has already been design
payments complaints. based on agreement between BISP ¢

payment paters for different payment
modes including Pakistan Post, BSCs, B
and mobile banking. The partner ban
have contributed in designing the syste
architecture of the module.

3.2 TPE teams noticed the issue of mobile signals in a| These observations were discussed w
of the complaints nvestigated by them. Thq BISP and BISP has agresih the TPE
beneficiaries living in areas where there is poor mol findings. As BISP is in process of replacin
signals connectivity have to struggle to retrie| existing payments mechanism with BD(
message about the transfer of payments. therefore at this moment in time no actio
For example Poor signal of mobile service is a m| can be taken on these findings. Howev
issue (Kahuta due to its topmphy; and in many part{ BISP realised that these are key findings i
of Karor Lal Eisan, Layyah due to distance/ cros| BISP will consider theswhile taking in
Indus). other initiatives involving mobile banking ¢
Beneficiaries living in the valleys surrounded by h use of local mobile networks.
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hills do not receive mobile signals until they tra
some distance to an area where their mobile phorn
receive he signals and they can check their SMS.
The TPE team recommended to BISP that they nee
confirm the availability of mobile phone signals befg
starting mobile phone banking in an area.

3.3

It was observed in case of Mobile Banking that in sg
cases, instalments were not being transferred
regular basis and this delay in transfer of cash
triggered payments complaints.

Ly &a2YS OlFasSa oSySTAOAL
despite the mssage of a long time, at times for mo
than a year.

As per standard protocols, amount should be credi
within 48 hours after activation of the account. T
delay in transferring payments triggers complaints g
such complaints can be avoided through tme and
NBE3dzf F NJ ONBRAG 2F OF aK )

BISP is trying to ensure that the ca
amount is transferred to banks and then
O0SYSTAOAFNRSaEAQ | OO0
time-frame.

3.4

The TPE team observed a few cases of linking w
OS¢t ydzYyo SNaE G2 o0SySTA
beneficiaries are not receiving payment.

While opening mobile banking account, payme
partners need to be very careful while tagging the bg
account wth the mobile number of the beneficiaries.

BISP has communicated these issues to
concerned payment partners for ensurir
that correct mobile numbers are linked
GKS 0SYSTAOAINRSAQ

3.6

The team in some instances observed that regy
ingtalments were not transferred to beneficiarig
through Mobile Banking. This delay resulted

payments complaints.

In other cases, BISP continues to transfer instalment
beneficiaries without the MIS informing BISP that the
instalments are not beingithdrawn.

As for payment through Pakistan Post, BISP MIS sh
have the capability to flag cases where two quarte
AyaidlftySyida GNIyaFSNNBR
remain undrawn by her. Such cases should be trag
and complaints, if any, addresd.

Action is awaited.

3.7

The TPE team noted that in some payment ca
reviewed by the team, the payments status of t
beneficiaries was not being regularly updated in th
Payment Detail. The updating of beneficiaries paym
status on the website ddps in minimizing wmecessary
complaints.

Payment Details are now being regula
updated as this provides the mo
important information to the beneficiaries
about the status of their deposits an
withdrawals.

3.8

In some cases it was observed that due to n
availability of mobile sets at the time of registration

a beneficiary for mobile banking, her account W
opened but a mobile set was not issued. At times
problem persisted even after she had filed argmaint.

It should be ensured that mobile set is handed over
the beneficiaries along with the SIM.

BISP is in the process of systematic shiff
from Mobile banking to BDC and th
complaints will then be addresse
automatically.

3.9

Currently mobile onnections could not be given t
beneficiaries due to PTA restriction on SIM registrat
through authorized dealers only due to this restricti
the complaints of about 1,200 beneficiaries

Rawalpindi, Islamabad and 700 from Layyah

BISP is in the process of systematic shiff
from Mobile banking to BDC and th
complaints will then be addresse
automatically.
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pending for abousix months.

Key Recommendations Payment Complait8enazir Debit Cards

Currently, there is no standardised system and prog
for handing the BDC complaints. It was also obser
that there is no clarity of the BISP staff in dealing W
the BDC complaints and the complaints handling va
from one office to another dependinupon the level of
knowledge, understanding and capacity of the fi¢
offices.

The complainants are not being issued any complai
reference number for the future follow up. BISP sho
ensure the provision of acknowledgement slips

beneficiaries whdodge complaints so that the progres
could be traced by the beneficiary.

Maintenance of standardized complain
record has started. These are bei
maintained in an excel sheet which
forwarded to BISP HQ. However, dates
not being recorded and cuently the
information regarding payment complaint
received from the Tehsil offices spread
over the country is not consolidated ar
data analysed (as done in the case
excellent BISP CMS system for grieva
redressal).

4.2

BISP beneficiaries aremerally illiterate and so canng
read the IEC material which is provided to them in {
BDC envelope at the time of BDC issuance.
Beneficiaries do not know how to use the BDC
withdrawing cash transfer from ATM, as generally bz
representatives at BDCentre do not explain the use ¢
BDC, and, no training is provided. Usually
beneficiary hands over her BDC and PIN Code
someone for withdrawing cash transfer from an ATM
Beneficiaries must be guided by bank staff (at the ti
of issuing) about hav to use their BDC. They must al
be advised to keep the BDC and PIN code safe ang
to give these to a stranger for withdrawing cash.

BISP has directed the partner banks

ensure that bank staff properly explaito

the beneficiaries about how to uske BDC.
BISP has developed a user friendly manu
orientation material containing pictorig
description and narratives on using BDCs
distribution to the beneficiaries.

BISP is also in process of getting finan
assistancdrom the State Bank of &kistan
aiming at improving the financial literacy

GKS . L{tQa oSyS¥TaON
received funding from DFID for improvir
financial literacy in Pakistan.

BISP is also working on exploring oth
options for enhancing the capacity of th
beneficiaries in better use of BDCs. One|
the options is to identify comparativel
educated and confident beneficiaries wh
would be trained as master trainers ar
would then give orientation to other
beneficiariesof their areaon the use of
BDCs.

4.3

The TPE team observed that while issuing a BDC,
alrFTF dzadzrtteé& R2Sa yz2i
outlets (a number of Link ATMs as well as many P
in the Ténsil) where BDCs could be used to withdr
cash. They simply ask the beneficiary to go to a spe
branch/ franchise and give the BDC envelope to
bank/ franchise staff. This results in BDC complal
due to overcrowding at that particular ATM or|
Franchise.

The TPE recommended to BISP that instead of dire(
the beneficiary to go to a specific bank branch and ¢
the BDC envelope to the bank manager, the bg
representative at BDC Centre should inform t
0SYSTAOAI NRE& EH&ESdzi) 6 OS
could withdraw her cash grant.

BISP has directed the payment partners g
instructed them to provide a complete lig
of ATMs and POs to the beneficiaries wh
issuing BDCs to them.

Many banks have started issuing a listatf
ATMs and POS in the Tehsil to {
beneficiaries. This list is now included in t
BDC Envelope provided to a beneficiary.

4.4

Due to a large crowd at the ATM/PoS, sometimes

BDC is erroneously returned to some other wom

BISP has instructed its field offices and {
partner banks for ensuring tha
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Exchange of BDCs createproblem because the BD(
FNBE y2i LSNE2YLlfAT SR Y]
number is not printed. It is difficult to retrieve the ca
once it is exchanged or lost.

In order to avoid the confusion due to exchange
BDCs, personalized cards showingira and CNIC mg
be issued. In case these personalized cards are
costly then (at the time of issue at BDC Cenétleast
0SYSTAOALFINEQA VYIYS 2N/
by using a permanent marker.

beneficiaries name and CNIC number
written on the BDCs with a permane
marker at the time of issuance of BDCs
the BDC centre.

BISP is also in discussion with the part
banks for exploring the options for printin
the name and CNIC number of tl
beneficiaries on the BDCs to be issued.

4.5

Usually BISP beneficiaries have to take help f
someone to withdraw their money from an ATM. Wh
the beneficiary gives her BDC and PIN to someoneg
GAGKRNI g1 f 0 Wity ceasksy @ adthe
beneficiary (and BISP) loses the money if shg
defrauded.
It was observed that in case of withdrawal from a bg
agent (PoS/franchise), beneficiary had to show
CNIC as well as BDC. The agent notes the date
amount of withdraval, and CNIC and BDC number i
register and gets it signed by the beneficiary or g
puts her thumb impression. This results in a paper t
which can be used as evidence in case of any comp
of misappropriation.

Beneficiaries should be guided bySBI and bank stal
(at the time of getting their BDCs) about how to U
their BDC. They must also be advised to keep the
and PIN code safe and not to give these to a stran
for withdrawing cash.

BISP has directed the partner banks
ensure that bankstaff properly explains tg
the beneficiaries about how to use th
BDCs.

They also advise them to keep their B
and PIN codes separately and not to g
these to a stranger.

4.6

Ly OFasS ! ¢a FYyR t2{ Aa
home, she (and/or someon®n her behalf) has tg
spend a lot of time as well as a large amount to go
PoS or an ATM in a larger city for withdrawing her ¢
grant.
Many complainants during interview, said that th
prefer post office delivery system (compared to B
because tkey used to receive payment at their do
step which saved a lot of time, effort and cost.
To avoid the time and cost to go to a larger city
withdraw cash, there must be a PoS/ bank agent n
main villages. Banks should be asked to comply
L { t quigemeNtSof one PoS per UC or per 1,0
beneficiaries. Till that time it may be useful to ask t
beneficiary for her choice about the mode of delive
for payment of her cash transfers.

BISP has initiated dialogues with the partr]
banks for enhancing kS 0 Sy S
accessibility to ATM/ POS so that minimy
time and money is spent in reaching
ATM/ POS for withdrawing cash. T
partner banks are being asked to increg
the number of PoS to bring these in lif
with the desired nhumber of one per UC
one per 1,000 beneficiaries.

4.7

It is very important that partner banks adhere to tf
established protocols and where required provide
new BDC to the complainant so that she can conti
to withdraw cash transfers.

Complaints must be addressed ime. Due to delay in
redressal of complaints, the beneficiaries are forced
think favourably about the previous system of delivg
of cash grants through Pakistan Post. Any delay

addressing the complaints results in beneficiar

BISP taken this issue very seriously and
tried to improve communication ang
coordination between banks, BISP and f{
beneficiaries. Now BISP Tehsil office s
maintairs an excel file in which the nam
CNIC, address, contact number and nat
of complaint is maintained. This informatig
is sent weekly to the Director (Fie
Operations) of BISP and to the relevs
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complaining againstIBP¢ as they consider BISP (a
not the banks) as their main safety net provider.

bank. Dates of receiving the complair
forwarding the conplaint, sending
reminders or redressal of the complaint a
not entered on the excel sheet.

4.8

Beneficiaries consider the process of new PIN ¢
generation through bank call centre as complicat
(especiallyfor illiterate beneficiaries- the typical BSP
clients). Inactive cards are activated immediately if 1
helpline is contacted, however, in many reviewed ca
the cards were activated after some delay. Staff
many BDC Centres helps tb@mplainantsn contacting
the bank helpline to resolve thecomplaint.

Beneficiaries calling bank helpline should be provic
this service free of cost, even in case of a call fi
mobile phone. There should be no language barrie
the call centres which should have local langug
speaking attendants.
If the bank wants the beneficiaries to register the
complaints on helpline, there is an urgent need
reduce the response time of Customer Servi
Representatives (CSR) by either increasing the nun
of CSRs or to set up a designated helpline number
BISP bneficiaries.

Bank and BISP staff at BDC Centres trie
help the beneficiaries/ complainants i
calling the bank helpline for immediat
redressal of their grievances.

4.9

In many cases, contrary to standard practice (amo
ONBRAGSR (2 odrdwyithiF48 Bolirk) Niie
FY2dzyd A& y20G ONBRAGSR
many months and during this period her BDC is bloc
due to repeated tries.

It should be ensured that BDCs issued to beneficig
are activated and amount transferred to thebrank
accounts in time (within 48 hours after issue) so tf
beneficiaries do not keep on trying to withdraw mon
that has not been transferred.

BISP is trying its best to ensure that mon
Ad UGN} YyaFSNNBR Ay
within 48 hours afterthe issuance of BDCs

4.10

Payment Detail is the most important information f
BISP beneficiaries. Till end September 2012 Payn
Details showing datevise deposit and withdrawal o
cash transfers through BDCs, could not be acces
Later this wasnade available on BISP website howe
at times it was not updated timely.

While transfers of Waseele-Rozgar to a beneficiarie
account are being shown in a separate payment de
¢ the withdrawal through BDC is shown in tkame
Payment Detailas Unconditional Cash Transféts To
avoid this confusion, all deposits and withdrawal o
beneficiary (from UCT, CCT, WeR, WeT, etc.) shou
in the same Payment Detail but shown in differeg
colour codes (as done presently for unconditional ¢
transfer, flood payment, etc.).

Payment Detail is the most important tool fq

Payment Details are now being regula
updated as this is most important tool fq
providing information to beneficiaries. BIS
is striving to ensure that ufp-date and
correct information is available on the wel
site.

1% e.g. According to Payment Detail of Bibi Aziza, Quetta CNIC 5440162199888, 3 instalments of Rs.3,000 each were deposited in h
account; Against this deposit of Rs.9,000, Rs.45,000 have been withdrawn by her on different dates. (Her separate Rgimeint D

Waseelae-Rozgar shows that 6 instalments of Rs.6,000 were deposited and nothing has been withdrawn against these 36,000).
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beneficiary as well as BISP. Cases of incorrect/ illo
entries in the Payment Detail should be automatica
selected by BISP MIS and presented aseaclusion
report so that thesecould be investigated by BIS
officers.

4.11 | BISP field staff must tesheck some BDC payments | BISP has initiated and is regularly followi
ensure timely delivery of full amount to beneficiarig the process of spot checking/ monitoring
Regular visits by BISP staff to far flung areas hel payments and this is being done by Dirac
identifying cases of nepayments, and remedial stepg Field operation through the staff at BIS
can be taken. This als@lps beneficiaries whavant to | field offices.
file complaints butare unable to visit BISP offices
their villages are located far away.

4.12 | The Beneficiaries Verification Certificate circulated| Earlier, Beneficiaries Verification certificat
BISP Tehsil Offices to facilitate beneficiaries V| were circulated which helped in providin
biometric verification problems [e.g. whose thumb( CNICs to beneficiaries who had sof
could not be verified dueat i) age, ii) accident, iij biometric identification.
physical disability, iv) work or v) some other reason| Now SOPs for amputees have be
to get their BDC should be filled and pursued by B prepared and these will beirculated to all
aidlr¥F¥ a2 GKFG 62YSy 4| BISP Offices to help the affectg
biometric verification problems could get their CNIC. | beneficiaries in issuing of CNIC and BDC.
The SOP for aputees prepared by BISP needs to
circulated to BISP Tehsil Offices to facilit
beneficiaries with biometric verification problems
gettheir BDC should be filled and pursued by BISP
a2 GKIG 62YSYy 6AGK aiKq
verification problems could get their CNIC/ BDCs.

4.13 | Coordination and communication between banks g BISP has taken this issue seriously and
BISP regarding handling and processing of BDCs rg tried to improve commuitation and
complaints needs to be improved. The beneficiaries | coordination between banks, BISP and f{
lodging complaints both at bank and at BiSfces but | beneficiaries. Now BISP is holding regy
due to lack of coordination and communicati¢ monthly meetings with the partner bank
between banks and BISP, tharocessingof these | for discussing the status and progress
complaints are delayed. the payments complaints.

The partner bank should inform and share with B

Tehsil office on weekly anonthly basis the number o

complaints received/processed and resolved. Being

O0SYSTAOALF NRARS&AQ Fohkchdadtk BISE

Tehsil office should also folleup the complaint.

4.14 | BISP MIS should generate reports showing:

1 Alist of accounts where BDC has been issued| BISP has initiated the process of sj
amount has not been credited to her accoul checking the payments using the field st
during the normal time (within 48 hours). The{ and this process has just been started
should be discussed with the relevant bank to fi
out how many BDCs have not been actival
because due to this smigbrocedural problem the
beneficiaries are unable to withdraw their ca
grant. In such cases the beneficiaries keep
trying to withdraw and resultantly either their BD
is captured or account is blocked necessitating
necessary visits to BDC Centresfite a complaint|
and then to followup.

1 Alist of accounts where the money keeps lying 4
has not been withdrawn by the beneficiary. The
lists should then be used to confirm from th
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Sr. Key Recommendations Payment Complaints Course Correction By BISP in response tq
No. independently of TPE feedback
beneficiary why she has not withdrawn th
amount. In this way BISPowld be able to help the
beneficiaries who are facing some problem
whose complaints have not been addressed.

4.15 | BISP should regularly reconcile its deposits with | This regular reconciliation process wi
banks because the amounts that have not beg partner bankshas recently been started.
withdrawn by the beneficiaries, though lying their
bank account are actually lying with the bank.

4.16 | Conveying a wrong message decreases goodwill of Subject to availability of funds BISP
programme among the community. The beneficig transfers quarterly instalments regularly {
expects that she will get the next instalment after thr¢ BISP beneficiaries.
months and so she wants to withdraw the amount.
was observed imany cases that the beneficiaries trig
to withdraw money after three months and as the
was no money in their accounts so their BDCs W
blocked due to repeated trieg and they had to start
the process of getting a new BDC or PIN C
unnecessarily. \Were instalments have not bee
credited, instead of registering such complaints, bg
or BISP staff should advise the beneficiaries that t
will be able to withdraw after BISP has deposited
instalment in their account.

4.17 | Currently BISP CMS can address grievance cases ( A module is being developed to inclug
than payment cases) and does not cater to paym| registration and redressal of payme
related complaints. It is, therefore, necessary thai complaints in future. Payment Complain
separate payments amnplaints module be develope( redressal mechanism and syste
for the recording and processing of paymen architecture has akady been designe
complaints. based on agreement between BISP g

payment partners for different paymen
modes including Pakistan Post, BSCs, B
and mobile banking. The partner ban
have contributed in designing the syste
architecture of the module.
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6.0 CONCLUSIONS: THEYWORWARD

This chapter returns to the bigger picture with respect to BISP processes. In order to
implement the Process Evaluation, th®Beam framed the cash transfer part of BISP as a
chain of processes beginning with beneficiagdgntification and ending with the actual
delivery of payment. This framing of BISP processes then led to observations and case
studies along the chain, the results of which have been documented and communicated to
BISP through redime feedback meetingsquarterly compilations of case studies, and
syntheses of case studies. The preceding chapters of the present final report have provided
analytical summaries of processes af@Efindings for each process which was observed
over the course of theevaluation. As has been noted earli@REfindings have already
impacted on the quality of BISP work through timely cowrsgection in design and
implementation. There have been recommendations for immediate fealdl action,
interaction with partne organisations, as well as suggested changes in the Operational
Manual.

TheTPEalso provided the opportunity, however, of reflection on the bigger picture relating

to BISP and its processes. One way of understanding the programme is, indeed, thgough it
various processes and spbocesses and the linkages between them. The programme has
evolved since its inception, and even through the course of the Process Evaluation. It is
likely to change further in response WPHindings, other efficiencgnhanéng innovations

and priorities. This chapter outlines, on the basi§F BEindings, the broad parameters of
future change in process design and implementation. Sed@ibrprovides an overview of

the evolution of BISP and proposes a framework for lapkihead. Sectior&2 to 6.4 look

at generic processes identification, registration/enrolment, and paymemtand draw out

key lessons learnt and implications for the way forward.

6.1 BISP and the Process Evaluation

BISP modalities have evolved since its inception in October 2008. In fact, there have been
important changes, reforms and evolution even since the beginning of the Process
Evaluation. Since October 2008 the programme has radically changed its method of
targeting between Phase 1 and Phase 2. The earlier method of beneficiary identification by
parliamentarians was replaced in Phase 2 by the Poverty Scorecard Census which was
observed from its Test Phase onwards by the PE. The method and system of liegistisai
changed during the course of Phase 2, when the central database was made more
interactive and extended to BISP offices down to Tlehsillevel through a comprehensive
Case Management System (CMS). Although the CMS had been initiated, ingyratdipé

outset of the PE observation period, in fact it took time for it to be established. This allowed
observations on how a technological innovation actually gets rolled out insgezific
institutional and sociatontext of Pakistan. Finally, thayment modalities underwent a
transition with pilots using mobile phone banking and Smart Cards, and then a policy
decision to move decisively from the baseline Pakistan Post money order system to the
Benazir Debit Card (BDC). The PE was able to obmsweessive phases and variations in
these payment processes.

There were broader changes too in the programme which need to be noted for an
understanding of the scale of reform undertaken, but were not of direct concern to the PE.
Management structures we further professionalized with the induction of an independent

board to maintain oversight on the big picture. BISP began innovative experiments
alongside but often in close linkage with its main cash transfer component, in education,
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6.11

6.2

health, employmentand life insurance. Progress was made towards the vision of becoming
a comprehensive social protection system, as well as a platform for other social policy
interventions and programmes. There was a streamlining of the BISP poverty database with
protocads for data sharing and partnerships with other social policy interventions. It is useful
to keep these broader changes in view when thinking about the way forward. The
remainder of this section will keep this broader perspective on its radar while if@gus
primarily on observations, insights and implications of the main areas of concern ®Pthe
itself: namely, efficiency and effectiveness of processes relating to the identification of cash
transfer beneficiaries and the disbursement of payments.

How we may want to think about way forward

The BISP output which is of primary interest to TeHs the efficient and accurate delivery

of cash to intended beneficiaries. THA®&Eis one of several possible instruments used
including Spot Checks, jract evaluations, and independent research studjés document

and analyse programme performance. Its focus has been on processes, their effectiveness,
and their actual implementation. While during the course of FeEprocesses and sub
processes werevell-defined, as shown above, BISP is a particularly responsive programme
in Pakistan which has undergone a number of important reforms and changes, and is likely
to go through more such efficienémproving reforms and changes. The precise processes
which the TPEengaged with, therefore, may give way to other processes.

If processes have undergone change, and if they are likely to change again, how might the
lessons of th& PEbe of use and relevance going forward? TiREexamined issues relating

to three main BISP processes: targeting, grievance complaints, and payment and related
complaints. In the case of targeting, the main process observations related to the conduct of
the Poverty Scorecard Census, with additional observations on data entry system
Grievance and payment complaints were observed through tracking individual cases through
BISP (including the CMS) and partner organization systems, as well as triangulation through
direct interviews with complainants. Additional observations at th€Rixtribution centres
added to the analysis of the payment process.

Generic forms of these three processgsnamely beneficiary identification, beneficiary
registration, and payment disbursementas well as attendant complaint and beneficiary
interaction processes are likely to be key features of any -fuglttioning cash transfer
programme. For the remainder of this chapter we will treat dirEdata collection and
analysis as contributing to the understanding of these three types of generic processes:

i1 Beneficiary identification
i Beneficiary registration
1 Payment disbursement

Identification

Phase 2 of BISP cash transsggnalleda shift from beneficiary identification based on
mobilization by parliamentarians to the Poverty Scorecard Census angrtixy means test.
The programme is committed to the list of beneficiaries thus generated for a period of 48
months after which fresh identificationwhich is likely to entail some turnoveris planned.
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6.2.1 Lessons learnt

While detailed feedbackand recommendations have been provided in real time, and
summarized in the chapter on targeting, a number of broader lessons learnt are highlighted
here.

a)

b)

Poverty survey and the census method

It was found in the Pilot Phase as well as the-Rall that adoor-to-door censushased
Poverty Scorecard Survey was the most effective way for ensuring coverage. There were
issues in the conduct of the census relating to precise adherence to the Operational
Manual as well as other relatively minor faults and dipargcies, given the scale of the
exercise. Someproblems arose from the capacity and supervision of partner
organizations, while others related to the expectations and assumptions implicit in the
design. It was assumed, for example, that reliable mapisbeilavailable for use by
supervisors and enumerators, but these were found only exceptionally, through no fault
of the partner organizations. The key finding is that in a complex and diverse society like
that of Pakistan, and one with many dimensionssotial marginality and exclusion, the
census method proved to be an effective instrument for cutting across barriers and
reaching the intended population. The census method also proved to be an effective
instrument for generating public awareness and net& in the programme.

Value in focusing on possible/expected problems of exclusion

The Operational Manuaits prescribed census method, trainings afBEeedback paid
particular attention to possible and expected problems of exclusion. Special seffort
were made to anticipate various questions regarding settlement patterns, durability of
settlements, social norms and power relations governing the position etaled
nomadic and homeless populations, and the expected correlation between physical and
social marginality. BISP and partner organizations, to a great extent, internalized the
concern about minimizing errors of exclusion in their Operational Manual arthesn
ground approach. Th&PEnevertheless found further scope for improvement in this
regard. It was found that the focus on possible and expected exclusion and the pre
emptive attention to likely sources of exclusion or incomplete coverage prtvédve
powerful synergies with the census method and its insistence on universal outreach.

Issues in contracting, subontracting, and multiple layers, control, and incentives

The targeting exercise was almost entirely implemented throaiglries of partnerships

with survey teams, data managing organizations and other government, private sector
and NGO contractors and swabntractors, including of course thEPBeam. The wide
range of partnerships was inevitable given that the scale of the exercise was
unprecedented in Pakistan, and no organization had the prior capacity to undertake the
censts by itself. Even the Population Census Organization (PCO) which conducts the
national population census, uses partners in other government departments such as
education, to actually implement the census. In the event, the targeting process
enhanced thecapacity not only of partner organisations to conduct the PSC but also
developed capacity within BISP for managing and coordinating complex partnerships.
There was lessalearning, in particular, about the tension between the requirements of

a standardizd census across the country and the tendency of partner organisations to
engage multiple layers of stdontracting. Trainings, interactions and adherence to the
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Operations Manual, therefore, were key factors in ensuring success. Lessons were also
learnt about how the census workload needed to be managed, and how various quality
assurance controls and incentives could contribute to this.

d) Use of technology and its limitations in real time

At one level the targeting process involved the use of modechnologyg supervisors
were even equipped with GPS devices for recording household coordinates for future
reference. Modern technology was particularly in evidence in the process of data entry
and corrections, and’ PEobservations gave an overall pogéi picture in this regard.
There were also limitations in the use of modern technology inties situations. GPS
coordinates which might have been helpful in conducting resurveys of previously
omitted households, or for correction surveys for dealwith incomplete survey forms,
were generally not used for this purpose. The main reason was the lack of expertise in
both recording the coordinates in the first instance, and then in using available
coordinates for locating households. The main lesdoerefore, was that technological
innovations were very helpful when they were used as part of a-ovghinised process,

but were of little value on their own.

e) Survey and resurveyc distinct issues

TheTPEN combination with the pilot phase allowed obgations not only of the initial
targeting census but also of =murveys of households with incomplete forms. It was
clear that the survey and rsurvey faced distinct issues. Individuals had become more
aware about the nature of the survey. Althougtetprecise formula for the calculation

of the poverty score was not known, there were signs that individuals thought it might
be possible to manipulate the information provided to ensure identification-siReeys
were also more challenging due to the falat unlike the initial census round in which
door-to-door enumeration was used, the latter exercise required identifying particular
households which were scattered among many which did not need to-sarmeyed.

6.2.2 Going forward

There was a majoshift between Phase 1 and Phase 2 of BISP in the process of beneficiary
identification. Although the Phase 2 process using the Poverty Scorecard Census is a state
of-the-art method with sound implementation in Pakistan, beneficiary identification would
remain a continuous process in some ways, and the lessons fromRBill remain valid.

a) Exclusion and inclusion error correction a continuous task

Although the scorecard is an accurate method for identifying intended beneficiaries,
exclusion and inckion errors are inevitable despite best efforts. This is because even
the proxy means test model itself predicts household income with error. Although the
programme has made a policy decision to rely on the scorecard as the method for
identifying benefi@ries, and is committed to retaining the Phase 2 beneficiary lists for a
period of 48 months, additional criteria have been brought into play already.
Households with borderline poverty scores but extraneous characteristics such as illness,
disability orthe nonavailability of a breadvinner can appeal for inclusion. Further such
categorical criteria may be added to reduce errors, particularly those of exclusion.
Beneficiary identification can be a continuous process also if the programme remains
commited to correcting errors in existing forms as well as in ensuring coverage of any
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households which may not have been covered in the census. Moreover, with a time
lapse since the census, there may be significant changes in household composition and
identity as new households get formed and some older ones disappear. New policies
and priorities for the programme, even within the 48 month period, may lead to
demands for new forms of data and identification.

b) Survey, resurvey and assumptions about datdiability

The existing database is a valuable resource which will require constant attention and
investment to retain its value for beneficiary identification as well as other possible
social policy roles such as tracking households and individuals, nraptation of
education, health and nutrition programmes, or targeting other public resources. The
process of targeting through the scorecard has generated capacity within BISP as well as
a range of partner organizations for undertaking design, coordinatiand
implementation of complex social policglated data collection. This capacity will also
need to be constantly renewed and updated.

Lessons from th@PEabout issues in survey and-seirvey will be helpful in improving
and updating beneficiary iddification. A number of ideas might be considered in
deciding on the future course of policy and operations with respect to beneficiary
identification:

Use of the existing database for launching fresh surveys asdmeys

Dedicated surveys and survagiruments to reduce costs and improve accuracy
Wider usage of categorical criteria for inclusion and exclusion

Use of selected parallel verification exercises using commiaised wealth and
poverty rankings

i Statistical audits of beneficiary households verify information provided to PSC
enumerators

= -4 —a -9

6.3  Registration

The main transition within BISP with respect to registration was the introduction and
maturing of an integrated Case Management System (CMS).THE®cused primarily on

one part of theregistration procesg namely the handling of grievance cases. In terms of
BISP goals, the registration process must ensure the efficient enrolment of eligible
individuals as actual beneficiaries. Wlelhctioning registration processes, therefore, will
ensure that all of those who are eligible are enrolled as beneficiaries in the least costly and
time-consuming manner. While th€PEfocus was on grievance case handlmanitially
through manual systems and later through the CMf lessons are relewato future policy

and operations for dealing with the continuing gap between the number of eligible
individuals and those actually enrolled.

6.3.1 Lessons learnt
The key lessons learnt can be summarized under two headings: acknowledgement that

process&@ GF 1S GAYS (G2 S@2t @S AyG2 FdzZt FdzyQuAz2yl
R NR& enfoiment
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a)

b)

Evolving process towards full CMS

While the CMS has emerged as the central registry of eligible and beneficiary
households the key partnership e has endured all transitions is the one with NADRA
for the verification of household and individual identity and information. A vast majority
of grievance cases too relate to discrepancies in addresses and CNIC gbttisof
which arise in the pragss of NADRA verification. The partnership with NADRA is likely
to remain important even as the CMS further develops in response to programme
requirements.

The change from a mostly manual grievance redress system to the datdbase CMS
represented asignificant achievement for the programme. While the BISP had already
developed procedures for handling grievance complaints before the introduction of the
CMS there was also a great deal of variation across offices in the actual handling of
complaints. The key issue resolved by the CMS is that it allows various levels in the
organization to provide interactive input into a grievance case. Even the introduction
and establishment of the CMS itself, however, was subject to an evolutionary process
with local variations. An important lesson for future programme design and
implementation is that even very wgbtlanned and executed technological and system
innovations take time to get established and the journey towards standardization
depends on individual leadship, local organizational culture as well as the social
environment in the area being served.

{GAEf -RVSFSYR G2 INBFHG SEGSyd

While the TPEfound progressive improvements in the efficiency and timeliness of
grievance complaint handling, paotilarly since the introduction of the CMS, a
significant gap which remains in terms of the objectives of BISP is the reldsivgdy
proportion of eligible cases which remainn-registered. ThelTPEwas limited in its
scope in this regard, because it waly examining grievance cases. In order words,
those eligible beneficiaries who did not become grievance cases were not examined.
There could be many possibleasons foran eligible case to not have triggered a
complaint or grievance Many eligiblevomen might have remained uninformed that
they could become beneficiaries if they approached BISP and NADRA to remove
discrepancies from their data. Others might have attempted to register complaints or
grievance but may have been deterred by perceivediadities in administrative
processes. Th@&PEfound that grievance cases were usually facilitated by relatives or
other intermediaries who assisted poor and often illiterate women to pursue their cases.
Women who might have been the least able to purgevance complainisperhaps
because they did not have strong social netwoik®, likely to have been from among

the poorest and most marginalized.

6.3.2 Going forward

The lessons for registration, going forward, can been classified under twbesdngs:
making the grievance handling system more responsive, and then moving from responsive
to pro-active registration.

a) More responsive system
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TheTPEhas offered a range of recommendations in real time as well as in the chapter in
this report on grievance cases on possible ways of making the system even more
responsive. Since a vast majority of grievance cases are to do with NARRA
discrepancies, complainants can be facilitated further if there were greater coordination
between BISP and NDRA field operations and presence. Other ways of making the
system more responsive and udeendly will be to provide greater and more targeted
information to potential and actual grievance cases, keeping in mind the patterns of
social intermediation inhe delivery of information.

b) From responsive to prective

The CMS has greatly improved the efficiency with which grievance cases are handled.
The gap between the eligible women and actual beneficiaries will also be filled more
quickly by further aempts at making the system more uskiendly and responsive.

This gap will need to be addressed more robustly with agmtive as well as responsive
approach to registration. In other words, rather than only waiting for potential
grievance cases to hedged with the CMS, BISP will need to actively seek out eligible
non-beneficiaries, analyse patterns and reasons for-registration and norcomplaint,

and take measures for encouraging eligible women to come forward to register as
beneficiaries.

The main innovation, moving forward, will be to implement reseadriven initiatives

for comprehensive registration. While th&€PEdid not cover norcomplainants,
grievance case studies do provide a great deal of insight into the processes (both at the
levelof individuals, families and communities, as well as within BISP) for the lodging of a
grievance case and its handling. Those insights should be used to identify the most
excluded population segments for pextive engagement with the programme through
dedicated registration drives.

Finally, the future evolution of the CMS requires it to become a more dynamic system of
data entry and updating rather than simply a co# register. There needs to be the
possibility, if policy requires, of new registratias well as active deregistration in the
case of important changes in individual and household circumstances.

6.4 Payment

The final process in the cash transfgpayment to the beneficiarg is both the simplest but

also the most sensitive. Compared dther processes which are based on complex tasks
such as data collection, compilation, foichecking, poverty score calculation, verification of
beneficiary details and registration, the payment process is a relatively straightforward
logistic exercise At the same time, however, this is the most sensitive process since it is at
this stage where actual cash is delivered to the beneficiary. It is, therefore, not surprising
that the payment process has seen a great deal of experimentation, pilot inteovenntand
policy decisions regarding modality. The PE, correspondingly, engaged with the multiple
modalities of payment, particularly the handling of paymesfated complaints.

6.4.1 Lessons learnt
The TPEexamined cases from across payment modalitieRakistan Post, Benazir Smart

Cards, mobile banking, and Benazir Debit Cards. Smart cards and mobile banking can be
regarded as pilot modalities since BISP is already undergoing a comprehensive switchover to
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the BDC. Pakistan Post money orders represktiie baseline system which has been used

in other previous cash transfers too. Debit cards, in the meanwhile, have also been
introduced in other cash transfers such as compensation to flood affectees. The key lessons
relate to similarities and differems across modalities. Across modalities it was found that
payment processes as well as paymegiated complaints involved some degree of social
intermediation as well as informal redress. There were important differences too, however,
in the complaint landling processes of the two main systeqf3P and BDC.

a)

b)

Social intermediation and informal redress

Across payment modalities it was found that payment processes as well as payment
complaints involved some degree of social intermediation. The PP mordsr
modality is supposed to deliver the cash directly to the beneficiary at her doorstep.
While this was, indeed, the case in many cases, it was also found that there were many
variations from this prescribed process. Postal workers were willing tal lever
payments to other members of the family as long as some proof of identity linking that
individual with the beneficiary could be provided. There were cases too of postal
workers delivering payments not at the doorstep to individual beneficiarias,td a
number of beneficiaries who had been gathered at one place in the community. The
BDC modality is based on the premise that the individual woman beneficiary would
personally make a trip to the nearest ATWIPoSo herself withdraw cash. This too was
often found not to be the case, with multiple variations.

Social intermediation was also common in the lodging of complaints and their
pursuance, with male family members or other more educated individuals (male or
female) from the community facilitating access to the complaint system. This means,
that as with the lodging of grievance cases, those who face extreme forms of social
marginality and isolatiow i.e. the most needy of the beneficiarieavere also predely
those who were the least able to complain or pursue their complaimtsthe case of
payment complaints (as in grievances) thEEdid neverthelessfind many cases of
extremely marginalized individuals who had come forward and engaged with the
system

Another persistent pattern in payment complaints, particularly those relating to Pakistan
Post, was the frequent reliance on informal negotiation and redress in parallel with the
formal process of complaint handling. Typically, a missed orpagmentcomplaint
GKSNBE SYoSiTtSYSyid ¢sFa adzalLISOGSRY ¢g2d#Z R
complainant withdrawing her complaint or dissociating herself from it. This was usually
done after the postal worker agreed to pay the beneficiary part or all of beraimount.

Key differences in process of complaint handling between PP and BDC

The two main modalitieg Pakistan Post and B@Gised existing systems of complaint
handling for dealing with BISP cases. The PP system of money orders has a more
institutionalized legal framework with a comprehensive paper trail, and system of
accountability. There is also a whlhctioning system of investigation and sanction,
though in effect, most cases were resolved through informal redress.

For BDCs the existingsiem for dealing with lost/missin@DCand PINs was extended to
BISP beneficiaries. This system, however, is primarily designed for financially literate
bank customers and assumes that a customer will personally access therAHd& It
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also assumes #t the PIN will not be shared. In the case of BISP beneficiaries, however,
it was common for women to hand over th@&DCand PINs to intermediaries, and many
cases of nospayment arose from lapses due to this intermediation. In contrast with PP
which ha an elaborate system for tracking payments (at least formally speaking) the
BDC complaint management system is geared up toweatigellingand reissuing the
ATM card and PIN.

While the PP system may have generated more complaints, and relied on informal
redress to resolve complaints, BDC may have resulted in fewer complaints but less user
friendly and transparent complaint handling.

6.4.2 Going forward

6.5

TheTPHocused on payment complaints which were lodged with BISP, PP or banks. Detailed
recommendtions have already been offered in the chapter on payments about how the
payment complaint handling processes might be further improved. Going forward, the main
concern arising is that we have little information about payment related issues and cases
which are not lodged as formal complaints in any of the BISP or partner organization
systems. It is important to reiterate that for an evaluation of the effectiveness of the
programme in meeting its outputs, the internal monitoring system needs to address the
issue of beneficiary actually receiving payment from the exclusive focus on system
withdrawal. The payment monitoring mechanism currently provides accurate and timely
information on whether and when the system recorded a payment as having been qiiade
other words, in the withdrawal of cash from the BISP. Whether and to what extent that cash
actually reached the beneficiary is not known directly. Only when a payment complaint is
lodged does the monitoring system become cognizant of the possibilityttleatvithdrawn
amount might have been embezzled.

The broadening of the focus to include actual beneficiary receipt of money will require
attention in the following areas:

Systematic data on newithdrawal and returns

Use ofTPHEnNsights alongside benefary spotcheck or other direct audit
Continuous thirdparty monitoring for beneficiary satisfaction

Addition of financial literacy component

E I

The Real Value of Process Evaluatidfeeding the Findings into BISP Policies,
Design and Processes

The TPE had a close engagement with all BISP cash transfer processes related to targeting,
data entry, registration, and payment during a crucial evolutionary period of the
programme.The observations, analysis and recommendations of the TPE have alexhdy f

into course correction and changes in design and operations, and have also provided BISP
management with insights into improving coordination with and capacity of various partner
organisations. The detailed working knowledge of the programme and itkipieu
processes collected during the course of the TPE and documented in its various reports
including this final report can be an important resource for further streamlining and
improvements in a programme which is already acknowledged as among leautiizsg s
protection interventions in the developing world.
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Al TARGETING SAMPLE BRBOWNS
DI YQa aKIR2gAy3 ESNOAAS 614 RAGARSR Ay(?2
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ONBIF {R2gYy 2F ydzZYoSNI 2F AYyGSNIBBASsAE akKl R2sSR
Table A1l: Breakdown of Interviews Shadowed

Cluster A B
First Time Interviews 350 943
SIF 1184 525*
Total 1534 1468

* Includes 62 households shadowed in five districts of Karachi, which avergsedseparately in
the Cluster B final report, for reasons explained therein.
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Agency Tehsil No. of Households
Bajaur Khar 34
Utmankhel 74
Total 108
Khyber Bara 28
Jamrud 48
Landi Kotal 23
Total 99
Kurram Sadda 62
Total 62
Mohmand Deni Khel 1
Pandyalai 12
Prang Ghar 68
Total 81
Grand Total 350
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Table A13: Cluster A; Survey ofincomplete Forms
Province District Total Households Urban Rural Householdg
Households
Punjab Attock 26 5 21
Gujranwala 95 42 53
Gujrat 36 12 24
Kasur 73 33 40
Sialkot 53 19 34
Lahore 227 179 48
Rawalpindi 106 63 43
Total 616 353 263
KPK Abbotabad 35 24 11
Charsadda 36 11 25
Dera Ismail Khan 53 0 53
Haripur 31 8 23
Lower Dir 58 7 51
Mansehra 69 14 55
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Province District Total Households Urban Rural Householdj
Households

Mardan 70 16 54
Peshawar 98 31 67
Swat 44 15 29
Total 494 126 368

GB Ghizer 3 0 3
Gilgit 4 1 3
Hunza/Nagar 6 0 6
Skardu 9 5 4
Total 22 6 16

AJK Kotli 52 3 49

Grand Total 1184 488 696
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Table A14: Cluster B First Time Interviews

District Tehsil Number of Households
Rural Urban

Rahim Yar Khan Khanpur 74 21
Liaquatpur 93 5
Rahimyar Khan 99 39
Sadigabad 85 21

Hafizabad Hafizabad 49 22
Pindi Bhattian 39 12

Sheikhupura Ferozewala 44 13
Muridke 39 15
Sharaqgpur 17 3
Sheikhupura 91 40
Safdar Abad 23 5

Total 653 196
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Table A15: Cluster B, Survey of Incomplete Forms

Province District Total Households | Urban Rural Households
Households
Sindh Badin 42 29 13
Hyderabad 225 168 57
Larkana 87 16 71
Qambar Shahdadkot 51 19 32
Shaheed Benazirabad 58 44 14
Total 463 276 187
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