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PPAF is collaborating with a research team comprising of researchers from Lahore
School of Economics (LSE), Oxford and Duke University to study how TTOs work and
how their performance can be improved using self-reporting and non-financial
incentives. For this study, a baseline survey of 850 TTOs was conducted in 2014. This
survey aimed to collect data on Executive Body (EB), General Body (GB), governance
structure and activities of TTOs. In addition to that, the survey was also conducted with
village officials to record the characteristics of villages and the work of TTOs in those
villages. Further, a randomly selected sample of households in 150 union council was
also surveyed to record the perception about TTOs and the assistance households have
been receiving from these TTOs.
In this brief we will shed light on the governance structure of the TTOs by analyzing the
findings from the baseline survey. Governance of an organization is very important as it
plays a major role in driving the performance of the organization. Governance defines
the division of authority and to establish mechanisms in an organization so
accountability prevails among its member. PPAF mission includes to improve the
governance structure of the TTOs, so the TTOs perform in an effective manner, are
democratic in nature and are inclusive to all the groups in delivering their services. In
this brief, firstly we will talk about the EB and GB meetings and the attendance rates for
these meetings. Furthermore, findings will be presented on how EB and GB members
are chosen and how frequently this process occur. In the later part of the brief, turnover
rates for elections along with discussion on the facilities provided by TTO’s will be
described.

Meetings
All across the country, TTO Executive Bodies meet frequently to organize their
activities: the majority meet at least once a month in all regions. TTOs consist of
Executive Body (EB) and General Body (GB) members. The executive body (EB) is the
small group of members that meet on a regular basis and are responsible for
management of TTOs on day-to-day basis. Whereas, general body (GB) is the larger
group represented from across the union council and are accountable for overseeing
the LSO’s work on a general basis. As shown in Figure 1 and 2, the trends for EB and GB
meetings held varies, as high percentage of TTOs tend to have one or two meetings in
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INSTITUTIONS OF THE POOR

Pakistan Poverty Alleviation Fund (PPAF), along with its partner organizations has been
working on social mobilization and development of voluntary organizations at
community level across Pakistan. A well-defined three-tier hierarchal structure of these
voluntary organizations is in place with community organizations at the first tier, village
organizations at the second and Third Tier organizations (TTOs) at the third. These TTOs
are voluntary organizations at union council level, serving an average population of
30,000, and have members from community and village organizations. There are now
over 1000 TTOs across Pakistan serving the local needs in health, education, livelihood,
infrastructure and other similar sectors.
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a month whereas GB meetings are held less frequently. Furthermore, a substantial percentage of TTOs i.e., 20 percent
of the TTOs reported to hold only one or less than one GB meeting in a year. PPAF encourages TTOs to hold frequent
meetings with their members, both EB and GB. A further analysis of TTO’s meetings across geographical boundaries
reveals that on average, TTOs in Gilgit held the highest number of EB meetings and the lowest number of GB meetings.
Interestingly, for AJK1 the trend for both EB and GB meetings is high and almost similar as depicted by Figure 3 and
Figure 4, respectively. This might be an indication that PO’s involvement in the TTOs of AJK and Gilgit region are more
focused on encouraging discussion among all of their members, EB and GB as well.
Figure 1: Number of EB meetings held in last year

Figure 2: Number of GB meetings held in last year
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Figure 4: Average number of GB meetings held in last year

By region

By region

0

0

2

5

Average
4
6

Average
10
15

8

10

20

Figure 3: Average number of EB meetings held in last year
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Along with the frequency of meetings held among the members, it is also crucial to analyze the attendance of members
in these meetings. These regular meetings are inclusive of all members: the majority of organizations have attendance
greater than 75% at their meetings. Attendance rate of EB members from the day of the baseline survey in figure 5
shows 75 percent of the EB members being present. However, the high attendance rate among the EB members can
also be seen as EB members were required to attend the baseline meeting. As for the attendance of GB members,
attendance register from the last meeting held before baseline survey was taken in account. Figure 6, highlights the
participation rate of GB members. Although GB meetings are held less frequently, the attendance rate of GB members
in these meetings is quite high. In the majority of TTOs, we see that 75-100% of the GB members attended the last held
meeting. High attendance rate of TTO members is appreciated by the PPAF and POs. Moreover, Figure 7 shows an
interesting trend for the attendance of TTO’s members. Less mature TTOs have a higher attendance rate of EB members
when compared to more mature TTOs. This may reflect that the EB members in a newly established TTO are more active.
In AJK, it seems that the EB and GB meetings are held together.
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Figure 5: EB members attendance for the meeting held at
baseline survey

Figure 6: GB members attendance from the last meeting
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Figure 7: EB members attendance for the meeting
By maturity of TTOs
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Most TTOs meet in a formal office, but about a quarter meet in a member’s house or dera. Conducting meetings in a
proper setting means that the organization functions quite formally. Figure 8 and 9 show that a large percentage of
TTOs conduct EB and GB meetings in either a rented space or in an office setting. Thus, the TTOs seems to conduct their
working in an official manner.
Figure 8: Where do TTOs EB meet?

Figure 9: Where do TTOs GB meet?
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Choosing the leadership
PPAF focuses on developing the organizational structure of TTOs. PPAF encourages the use of a democratic process to
elect EB and GB members. Based on the responses from the members of TTOs, we see that 50 percent of TTOs held both,
EB and GB elections once every two years and the majority of the rest hold elections more often. Figure 10 shows the
frequency of EB elections. A similar pattern is also seen for the GB elections. This may show that EB and GB elections are
held simultaneously.
Furthermore, analyzing the election patterns across the region show that in all provinces except Sindh, most of the
TTOs opt for holding election once in every two years. Whereas in Sindh, around 60 percent of EB elections are held
once a year. Figure 12 represents that as TTOs age, EB elections are held less frequently.
Figure 11: How frequently EB members are chosen

Figure 10: How frequently EB members are chosen
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Figure 12: How frequently EB members are chosen
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Figure 13: Process used to choose EB members
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The majority of TTOs use consensus decisions or open votes to choose their leadership. PPAF advocates ‘Secret Ballot’
as a selection process for elections as it makes it easier for the members to show dissent. However, only small
percentage of TTOs practice secret ballot during elections as shown by Figure 13. The most popular form of
election/selection among the TTOs is ‘Open Vote’, which might also restrict some members from expressing
themselves. Open ballot system entails voting openly by queuing or raising hands otherwise, indicating the candidate
of their choice. The open vote system could potentially create discomfort and fear in terms of choosing the preferred
candidate. The comparison across provinces, as shown in Figure 14 and 15, shows that a majority of TTOs in KP & FATA,
Sindh and Gilgit follow the recommendation from PPAF and use ‘Secret Ballot’ to select/elect EB and GB members.
However, most of the TTOs in Balochistan use ‘Consensus Decision’ for both EB and GB elections. Consensus decision
suggests that all members decide on agreement among themselves to whom they will elect. However, it can be the
case that due to fear or peer pressure some people might not show their dissent and follow the popular choice.
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Figure 14: Process used to choose GB members

Figure 15: Process used to choose EB members

By region

By region

Punjab

Punjab

Sindh

Sindh

KP and FATA

KP and FATA

Balochistan

Balochistan

Gilgit

Gilgit

AJK

AJK

0

20

40

60

Percentage of TTOs

Open Vote
Consensus Decision of Members

80

100

0

Secret Ballot

20

40

60

Percentage of TTOs

Open Vote
Consensus Decision of Members

80

100

Secret Ballot

The majority of TTO leadership are retained for a subsequent term. For elections, a large percentage of TTOs i.e. 93
percent re-elected at least one EB member in their last elections. Furthermore, breaking down the percentages of EB
members re-elected, we see that almost 30 percent of TTOs re-elect 100 % of their EB members as shown by Figure 16.
While only 7 percent of the TTOs are such that they did not re-elect any previous EB member. We also find that as TTOs
grow older, they tend to re-elect fewer of their EB members (Figure 17). This reflects that a mature TTO prefers to
elect/select new people in their TTOs. Also, this might mean that there is more competition per seat for a mature TTO,
which is important as it keeps the member motivated to work and give their best efforts. Additionally, TTOs that are
newly established, tend to re-elect a higher percentage of their EB members as they would not want to lose benefit of
their information and experience.
Figure 16: EB members Re-selected

Figure 17: EB members Re-selected
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About a quarter of TTOs hire part time staff to support their
activities. Out of the total 851 TTOs in our sample, only 215
TTOs reported to hire any paid staff in the last reference year.
Geographically decomposing these 215 TTOs, we see that
TTOs from KP & FATA and Gilgit, on average, hire a larger
number of paid staff as compared to other provinces, as
depicted in Figure 18. In Figure 19, we can see that on average,
a higher daily wage has been given to the paid staff of the
TTOs that belong to Gilgit and AJK. Whereas figure 20 shows
that, although Balochistan hires less paid staff on average, the
average days worked per their paid staff is quite high.

Figure 18: Average number of Paid Staff in TTOs
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Figure 19: Average daily pay given to Paid Staff in the
last year

Figure 20: Average days worked per paid staff in the
last year
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Figure 21 depicts that among 30% of TTOs who hired paid staff, hired at least one EB member as a paid staff member.
Furthermore, more mature organizations are institutionalizing by hiring paid staff. In figure 22, we see that more
mature TTOs hired more paid staff and spend more money on them as compared to less mature TTOs. This echoes that
more mature TTOs are focusing on formalizing their organization, which is a good example for other organizations to
follow.
Figure 21: Are any of the paid staff EB members?

Figure 22: Average number of paid staff in TTOs
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Conclusion
In this brief we explored various dimensions of the governance structure of TTOs. We found out that EB members are
more active and meet frequently. Attendance rate for EB members follow a downward trend as TTOs grow old. It can
also be observed that EB and GB elections are not held very often. Voting mechanism for both EB and GB elections
follow a similar trend. Also, it is interesting to see that a large percentage of TTOs re-elect their EB members in the
elections. Furthermore, it is also observed that only 25 percent of the TTOs from the baseline survey hired any paid staff.
It will be interesting to see how the governance structure of TTOs will be at the end-line survey.
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