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Reorganizing Pakistan’s Federal Structure:

A Research-Based Case for Expanding Provincial Units
By Kainat Asad

Pakistan could enhance governance quality, administrative efficiency, service delivery, and climate resilience by reorganizing its federal

structure and expanding the number of provinces from four to as many as twenty. Drawing on decades of comparative political science
research, including empirical cases from India, Indonesia, Nigeria, Ethiopia, and other multi-level federal systems, it has been critically
observed that subnational restructuring has historically improved governance outcomes. The global evidence reveals that the creation of
new administrative units can strengthen public goods provision, but only when four institutional conditions are met:
fiscal decentralisation aligned with expenditure responsibilities, local bureaucratic capacity, transparent boundary formation,
and robust accountability mechanisms. Applying these observations to Pakistan, a resolution utilizing five policy indicators Climate
Change, Administration, Infrastructure, Health, and Education to assess whether territorial restructuring could address the country’s

long-standing governance failures.
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1. Why Reconsider
Provincial Boundaries in
Pakistan?

Few federations exhibit the degree of
spatial and administrative mismatch found
in Pakistan. With only four provinces
governing a population exceeding 241
million and a territory containing immense
ecological, economic, and cultural diversi-
ty, Pakistan’s subnational landscape is
unusually broad and uneven. Punjab alone
administers a population larger than many
European states, while Balochistan spans
nearly 44% of Pakistan’s landmass but
contains only about 6% of its population.
This mismatch between territorial scale and
administrative capacity has created chronic
challenges in governance, service delivery,
political —representation, and disaster
management.

Decades of political economy research
suggest that oversized subnational units
tend to experience weaker administrative
penetration, lower bureaucratic responsive-
ness, inefficient public goods distribution,
and entrenched dominance by centralized
elite groups particularly in contexts marked
by internal disparities. In Pakistan,
demands for new provinces such as South
Punjab, Bahawalpur, Hazara, South
Balochistan, and an urban Sindh province
reflect accumulated grievances arising from
political marginalization, developmental
neglect, and inequitable resource alloca-
tion. Human development indicators
consistently reveal stark disparities across
regions, with sectors such as healthcare,
education, infrastructure, and disaster
management performing unevenly within
existing provincial boundaries.

2. Why States Create
New Administrative
Units?

The Logic of Smaller
Administrative Units

Classical public administration scholarship
posits that as governmental units grow in
size, they experience increased bureaucrat-
ic distance between policymakers and
citizens, diminished accountability due to
multiple administrative layers, weaker

policy alignment with local needs, and
difficulty monitoring frontline service
delivery. Scholars of political science and
public administration emphasized that
administrative oversizing generates
diseconomies of scale in governance.
Conversely, smaller administrative units
tend to foster stronger citizen state contact,
improved grievance redress mechanisms,
more accurate channeling of public expen-
ditures, and fewer veto players inhibiting
reform.

Decentralisation Theory

The fiscal federalism literature argues that
decentralisation enhances responsiveness
because local governments possess superior
information about local needs and are
better positioned to adapt to local shocks.
Furthermore, decentralized systems
promote policy experimentation and
innovation. However, decentralisation is
not universally successful. It falters when it
is not accompanied by sufficient fiscal
resources, when local elites capture
decision-making power, when boundary
formation is politically manipulated, or
when local administrative capacity remains
weak. These caveats are central to the
analysis of Pakistan’s potential
reorganization.

Territorial Reform as a Political
Process

Political science literature demonstrates
that states create new administrative units

Special Edition

for varied reasons: ethnic or linguistic
mobilization as seen in Ethiopia and India;
efforts to improve service delivery as
evidenced in Indonesia’s “Big Bang”
decentralisation; post-conflict settlement,
as in Sudan or the former Yugoslavia; and
demands for resource autonomy, as in
Nigeria. Pakistan’s internal diversity and
historical trajectory incorporate elements of
all these drivers, making it a complex but
compelling case for administrative
restructuring.

3. Comparative Evidence
from International
Experiences

India: Administrative
Rationalization Through State
Creation

India presents the most extensive model of
subnational restructuring in the modern
era. Beginning with the 1956 linguistic
reorganization and continuing through the
creation of Jharkhand, Chhattisgarh, and
Uttarakhand in 2000 and Telangana in
2014, India has repeatedly redrawn internal
boundaries to reflect linguistic identities,
developmental needs, and administrative
challenges. Empirical evaluations indicate
that newly created states witnessed signifi-
cant improvements in infrastructure spend-
ing, public service access, bureaucratic
effectiveness, and political representation.
However, outcomes varied according to
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fiscal management, leadership quality, and
institutional stability, illustrating that
boundary changes alone are insufficient
without broader governance reforms.

Indonesia: The Post-1999 “Big
Bang” Decentralisation

Indonesia undertook one of the world’s
most ambitious decentralisation reforms by
creating over 205 new subnational units
between 1999 and 2014. The results, as
documented by the World Bank and
UNDP, were mixed but instructive. On the
positive side, Indonesia experienced
increased spending on health and
education, improved local accountability,
and enhanced disaster response capacity
particularly in coastal provinces vulnerable
to climate hazards. However, new
administrative units also witnessed elite
capture, fiscal pressures, and uneven
bureaucratic capabilities, demonstrating
that sequencing and governance discipline
are crucial prerequisites.
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Germany (Reorganisation of
Districts & Municipalities,
1990s-2000s)

Germany offers one of the strongest
European examples of boundary reorgani-
zation carried out to enhance administra-
tive efficiency, fiscal sustainability, and
regional governance. After reunification in
1990, Germany undertook a series of
territorial reforms, particularly in the
eastern states such as Brandenburg,

Saxony-Anhalt, and Mecklenburg-Vorpo-
mmern. These reforms included redrawing
district boundaries, merging municipalities,
and restructuring local governments to
improve service delivery and administrative
coordination. Extensive academic evalua-
tion shows that these reorganizations
reduced administrative duplication,
enhanced strategic planning capacity, and
enabled better fiscal management at the
subnational level. Germany’s continuous
adjustment of Lander and district boundar-
ies demonstrates that even highly
developed federations view administrative
scale as a dynamic variable rather than a
fixed structure.

France (2016 Territorial Reform)

France’s experience with territorial
reorganization illustrates a  major
developed-country case of administrative
restructuring aimed at modernizing
governance. In 2016, France reduced the
number of its regions from twenty-two to
thirteen in an effort to create units with

greater administrative capacity and
economic coherence. Although France is
not a federation, its regions perform
important planning and development
functions, and the reform was explicitly
justified on the grounds of improving policy
implementation, reducing bureaucratic
fragmentation, and strengthening local
economic competitiveness. Research from
French public administration scholars
indicates that the newly created larger and
more coherent regions have achieved

improved coordination in transportation
planning, digital infrastructure, and
vocational education. Although the reform
consolidated rather than multiplied units, it
reflects the same principle found in federal
restructuring: territorial boundaries must
evolve to match governance needs.

United Kingdom (Devolution &
Creation of New Administrative
Units, 1998-2006)

The United Kingdom provides another
established example of subnational restruc-
turing undertaken to enhance democratic
responsiveness and administrative efficien-
cy. Beginning in the late 1990s, the UK
introduced devolved governments in
Scotland, Wales, and Northern Ireland,
accompanied by significant boundary and
jurisdictional reforms within England. The
creation of new unitary authorities, the
reorganization of county boundaries, and
the establishment of metropolitan gover-
nance structures (such as the Greater
London Authority in 2000) were all aimed
at addressing administrative inefficiencies
and modernizing governance. Studies show
that these reforms improved local account-
ability, strengthened regional planning, and
enabled targeted investment in transporta-
tion, health, and education. The UK case
demonstrates that even long-established
democracies make structural changes when
existing administrative arrangements no
longer support effective policymaking.

Italy (The 2014 Delrio Law)

ITtaly has repeatedly revised its subnational
territorial configuration to improve admin-
istrative efficiency and financial sustain-
ability. The 2014 Delrio Law restructured
the provinces by transforming many of
them into metropolitan cities with broader
administrative competencies, redesigned
governance systems, and expanded fiscal
authority. This reform reduced the
fragmentation of local governments,
strengthened metropolitan planning, and
allowed for more coherent management of
transportation networks and public
services. Evaluations conducted by Italian
governance institutes show that metropoli-
tan cities such as Milan, Turin, Bologna,
and Florence have since demonstrated
improved coordination in urban infrastruc-
ture, public transit, and digital governance.
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Ttaly’s experience underscores how territo-
rial reform can modernize service delivery
even within highly developed democracies
that already possess strong bureaucracies.

Sweden (Historic Reforms +
Ongoing Discussions)

Sweden’s territorial reforms, especially the
1960s—1970s municipal consolidation and
ongoing discussions about creating larger
regions, provide a classic European exam-
ple of subnational restructuring to improve
public service delivery. Sweden reduced its
municipalities from more than 2,500 to just
290, motivated by concerns about adminis-
trative  capacity, equitable  service
provision, and efficient local governance.
Later reforms focused on regional restruc-
turing, with experiments in Skdne and
Vistra Gotaland demonstrating that larger
but more coherent administrative units can
enhance regional development planning,
healthcare delivery, and cross-municipal
coordination. Despite being one of the
world’s most advanced welfare states,
Sweden recognized that governance
structures must evolve to ensure that public
services remain efficient and equitable.

Denmark (2007 Structural
Reform)

Denmark’s 2007 Structural Reform signifi-
cantly reorganized subnational boundaries
by reducing thirteen counties into five
regions and consolidating 271 municipali-
ties into just 98. The reform aimed to
strengthen administrative capacity in
healthcare, education, and infrastructure,
while reducing duplication and improving
democratic accountability. Research evalu-
ating the post-reform period found that the
new regions achieved clearer functional
specialization particularly in healthcare
delivery while the larger municipalities
were better able to handle welfare adminis-
tration, urban planning, and local develop-
ment programs. Denmark’s territorial
reorganization is considered one of the
most successful cases of modern adminis-
trative restructuring in Europe.

Comparative Insights for
Pakistan

Across all cases, administrative restructur-
ing enhances governance when boundaries
reflect social and ecological realities, fiscal
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transfers are predictable, local bureaucra-
cies possess the necessary capacity, and
accountability mechanisms are firmly
institutionalized. Conversely, reforms fail
when politically motivated boundary
creation, elite capture, or fiscal misalign-
ment undermine institutional coherence.
These insights form the foundation for
evaluating Pakistan’s potential shift toward
12-20 provinces.

4, Pakistan’s
Governance Challenges
Through Five Indicators

Climate Change and Provincial
Scale

Pakistan ranks among the most
climate-vulnerable countries, confronting
recurrent flooding in the Indus Basin,
glacial melt in the northern regions, coastal
erosion in Sindh and Balochistan, and
chronic drought in Tharparkar and South
Balochistan. Large provincial units struggle
to mount region-specific adaptation strate-
gies. Smaller, ecologically coherent

provinces could design tailored climate
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responses, strengthen disaster management
capacities, and ensure climate financing is
directed to the most vulnerable communi-
ties. Empirical evidence from Indonesia’s
coastal provinces demonstrates that smaller
administrative units respond more rapidly
to environmental hazards.

Administration and Governance

Punjab’s population exceeding 127 million
renders it one of the world’s largest
subnational units. Administrative studies
consistently show that bureaucratic
responsiveness declines as unit
expands, corruption increases
administrative  distance, and local
preferences are poorly reflected in
centralized policymaking. Smaller
provinces in Pakistan could shorten the

size
with

chain of  command, decentralize
budget-making, strengthen local
accountability, and foster  healthy

inter-provincial competition. Decades of
administrative neglect in regions such as
South Punjab demonstrate that without
formal provincial autonomy, internal
administrative arrangements fail to produce
meaningful change.

Infrastructure Development

Infrastructure planning requires long-term,
region-specific  prioritization something
large provinces struggle to provide. Politi-
cal centers often disproportionately attract
investments, leaving peripheral areas
underdeveloped. Smaller provinces enable
more accurate identification of regional
needs and promote balanced distribution of
infrastructure funding. India’s Chhattisgarh
illustrates this dynamic: after becoming a
state in 2000, it rapidly expanded rural road
networks and connectivity because former-
ly neglected regions became the core focus
of the new provincial government.

Healthcare Governance

International research shows that health
outcomes improve when local governments
control health budgets, regulate facilities
effectively, and deploy personnel based on
local conditions. Pakistan’s health dispari-
ties mirror the challenges of mega-provinc-
es managing diverse and geographically
dispersed  populations.  Districts  far
removed from provincial capitals often
suffer from limited oversight, weak staffing,
and inadequate facilities. Creating more

provinces would enable localized health
management with stronger monitoring of
Basic Health Units and targeted strategies
for maternal and child health. Evidence
from Indonesia’s decentralised districts
confirms the effectiveness of locally
controlled health services.

Education Systems

Education governance is similarly affected
by administrative scale. Studies indicate
that teacher attendance, monitoring, curric-
ulum adaptation, and school infrastructure
improve when provincial administrations
are smaller and more localized. Pakistan’s
own patterns such as stark differences
between central Punjab and South Punjab,
or between northern and southern KP
highlight that mega-provinces cannot
uniformly manage education systems. New
provinces could invest in regional teacher
training institutions, revise curricula to
incorporate local cultural contexts, and
expand technical and higher education
opportunities. The experiences of Uttara-
khand and Jharkhand in India show
measurable improvements in school access
and administrative oversight following
statehood.

5. Imagining a
20-Province Pakistan: A
Governance Blueprint

While precise boundaries require detailed
study, a 20-province model would likely
include units such as Seraiki Province,
Bahawalpur Province, Hazara Province,
North and South Balochistan, and a
Karachi Metropolitan Province. Ecologi-
cal, demographic, and administrative logics
not ethnic divisions should guide the
delineation process. Such a structure would
allow each province to focus on specific
governance challenges rather than balanc-
ing widely divergent regional needs.

6. Risks and Mitigation
Strategies

Administrative restructuring carries
inherent risks. Political manipulation of
boundaries can undermine reform goals;
therefore, an independent Boundary
Commission with judicial oversight and
inclusive public consultations would be

essential. Fiscal sustainability poses anoth-

er concern, requiring constitutionally
mandated equalization grants and revised
formulas in the National Finance Commis-
sion Award. Administrative duplication
must be minimized through phased transi-
tions and shared services. Finally, potential
ethnic tensions necessitate boundaries
based on administrative and ecological
rationales rather than identity-based
claims.

7. Design Principles for
Effective Territorial
Reform

Any restructuring in Pakistan must priori-
tize alignment between functions and
finance, ensuring new provinces have
adequate revenue sources and predictable
fiscal transfers. Units must meet minimum
thresholds of population size and economic
viability to avoid the inefficiencies seen in
some Nigerian and Indonesian cases.
Ecological coherence is essential for
climate resilience, strengthened
provincial bureaucracies, modernized HR
systems, and digitized governance
platforms are prerequisites for effective
decentralisation. Above all, a transparent
boundary formation process and robust
provincial accountability institutions must
underpin the reform.

while

8. Toward a More
Governable and Resilient
Pakistan

Territorial restructuring is not a panacea for
Pakistan’s governance problems. However,
the global evidence is unequivocal: when
carefully designed and properly sequenced,
the creation of smaller, ecologically and
administratively coherent provincial units
can substantially improve governance,
service delivery, and climate resilience. For
a country marked by deep regional dispari-
ties, chronic administrative overload, and
severe climate vulnerability, expanding to
twelve or even twenty provinces is not
merely a political aspiration but a vital
governance reform. A more granular
federal structure offers Pakistan its best
opportunity to modernize the state, decen-
tralize public administration, and deliver
meaningful development to its citizens.
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Why Pakistan Needs Smaller Administrative Units

By Shehzil Abbasi

Background

According to the 2023 Census, Pakistan’s
population has reached 242.82 million,
placing it among the largest and most
rapidly growing nations in the world. Yet
this enormous population is administered
through only five major provincial units,
creating a structural imbalance between
demographic size and governance capacity.
Punjab, with 127.55 million residents, is
larger than many advanced economies —
surpassing the populations of Japan (125
million) and Egypt (112 million). Similarly,
Sindh  (55.69 million) and Khyber
Pakhtunkhwa (40.85 million) govern
populations comparable to entire indepen-
dent states.

This concentration of such large popula-
tions within only a few administrative units
creates significant pressure on governance
systems. Provincial governments are
required to manage extensive service
delivery networks, oversee socio-economic
development, balance regional disparities,
and respond to increasingly severe climate
and disaster challenges — all within territo-
ries that are too large and diverse to be
effectively administered from centralized
provincial capitals. As population growth
continues, Pakistan’s current administra-
tive configuration is becoming increasingly
misaligned with the demands of modern
governance.

Benefits of Creating
Smaller Administrative
Units

1. Stronger and Faster
Governance

When provinces become too large, gover-
nance slows down because decisions must
travel through long bureaucratic chains.
Punjab, with more than 127 million people
and 36 districts, is a clear example of a
province that has grown too big for efficient
administration. Important tasks such as
approvals, monitoring, budgeting, and
district oversight take longer simply
because the system serves too many people

.
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at once. Creating smaller administrative
units would ease this pressure. With fewer
districts to manage, each new province
would be able to make faster decisions,
monitor service delivery more closely, and
ensure that administrative processes do not
get stuck in layers of hierarchy. Evidence
from other countries shows that breaking
down oversized regions improves gover-
nance efficiency, and the same potential
exists for Pakistan.

2. Improved Service
Delivery

Large provinces often struggle to deliver
high-quality public services consistently
across all districts. Health facilities in
remote areas, schools in rural communities,
and police stations in understaffed regions
often suffer because provincial departments
must spread their attention thin across
millions of people. Districts in South
Punjab and Interior Sindh, for example,
consistently fall behind in literacy rates,
maternal health outcomes, and basic
infrastructure because they compete with
major urban centers for provincial resourc-
es. Smaller provinces would enable govern-
ments to focus more directly on local condi-
tions. With fewer districts to manage,
provincial health, education, and munici-
pal departments would be able to tailor
interventions according to the needs of each
region, resulting in more equitable and
targeted service delivery.

3. Fairer Resource Distribution

One of the biggest problems with large
provinces is uneven distribution of resourc-
es. Development spending often becomes
concentrated in major cities or politically
influential regions, leaving other areas
underfunded. In Punjab, South Punjab
historically received significantly lower per
capita development funding compared to
Central Punjab. When administrative units
are smaller, budgeting becomes more
transparent and equitable because each
province allocates resources only to its own
population rather than managing compet-
ing regional demands. New, smaller
provinces would also allow local leaders to
design development plans that reflect the
needs of their communities, reducing
long-standing disparities and creating more
balanced regional development across
Pakistan.

4. Enhanced Political
Representation

Political representation tends to weaken
when provinces are too large and diverse.
Communities in regions such as South
Punjab, Hazara, and Interior Sindh often
feel overshadowed by dominant political
centers. As a result, they struggle to secure
meaningful representation in provincial
cabinets, leadership, and
legislative decision-making. Creating small-
er administrative units would give these
regions a stronger voice. New provincial

bureaucratic
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assemblies and ministries would ensure
that local communities gain direct political
representation rather than relying on
leaders from faraway urban centers. This
leads to more inclusive governance,
strengthens citizen participation, and
reduces political alienation — ultimately
contributing to greater national stability.

5. Climate & Disaster
Governance

Pakistan faces recurring climate disasters,
including floods, droughts, and heatwaves.
Large provinces often cannot respond
swiftly because they must coordinate
emergency operations across vast regions
with different climate risks. This problem
becomes clear during major floods, where
response systems in provinces like Sindh
and Punjab struggle to address local needs
quickly. Smaller administrative units would
strengthen climate and disaster governance
by enabling localized -early-warning
systems, tailored evacuation plans, and
faster relief operations. With fewer districts
to manage, provincial disaster authorities
would be better equipped to prepare for and
respond to emergencies, making communi-
ties more resilient to climate shocks.

6. Economic Efficiency

Regions across Pakistan have diverse
economic strengths, but large provinces
often cannot dedicate adequate attention to
unlocking each region’s full potential.
South Punjab’s high agricultural productiv-
ity, Balochistan’s mineral wealth, and KP’s
tourism sector all require region-specific
strategies, but these needs are often
overshadowed by the priorities of larger
provincial governments. Smaller adminis-
trative units would allow new provinces to
design economic policies that reflect their
unique strengths and challenges. This can
lead to more specialized industrial develop-
ment, better management of natural
resources, and targeted investment attrac-
tion. Over time, regional economies
become stronger and more competitive,
contributing to higher national economic
growth and employment creation.

7. Strengthened Local
Accountability

Smaller provinces create clearer and more
direct lines of accountability between

governments and citizens. In large provinc-
es, bureaucrats and elected officials are
often spread thin, making it difficult for
residents to track government performance
or identify who is responsible for delays or
mismanagement. With smaller administra-
tive units, local officials are more visible
and directly answerable to their communi-
ties. This encourages more responsive
governance, reduces bureaucratic red tape,
and helps curb corruption. Citizens can
engage more easily through town halls,
public hearings, and local feedback mecha-
nisms, ensuring that grievances are
addressed promptly. Enhanced account-
ability also promotes better oversight of
public funds, ensuring that development
projects, health initiatives, and infrastruc-

ture improvements are implemented
effectively and meet the intended
objectives. Over time, this creates a

stronger trust relationship between citizens
and the government, fostering civic engage-
ment and active participation in local
governance.

8. Cultural and Social Cohesion

Large provinces often encompass highly
diverse populations with different languag-
es, ethnicities, and cultural practices, which
can lead to feelings of marginalization for
minority communities. For example,
regions like South Punjab, Hazara, or
Interior Sindh have distinct cultural identi-
ties that may be overlooked when policy
decisions are dominated by major urban
centers. Creating smaller administrative
units allows for governance that is more
sensitive to local culture, traditions, and

social norms. Governments can promote
cultural heritage through education, local
media, festivals, and language preservation
programs. Additionally, policymaking
becomes more inclusive, as leaders are
more likely to consult with community
representatives who understand the unique
social fabric of their regions. This sense of
recognition and empowerment strengthens
social cohesion, reduces inter-community
tensions, and fosters collaboration between
communities and local governments. A
population that feels respected and
represented is more likely to actively partic-
ipate in civic initiatives and contribute to
peaceful, stable, and harmonious regional
development.

Conclusion

Pakistan’s rapidly expanding population
and its wide regional disparities have
outgrown the capacity of the existing
five-province administrative structure. The
scale and diversity of governance demands

cannot be effectively managed through
large, centralized provincial systems.
Establishing smaller administrative units
offers a viable pathway to more responsive
governance — enabling improved service
delivery, fairer distribution of resources,
stronger political representation, and more
effective climate and disaster management.
With the national population projected to
approach 300 million in the coming decades,
administrative restructuring is no longer a
distant policy option; it has become a
strategic necessity for ensuring efficient,
inclusive, and future-ready governance.
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Decentralisation for Equity: How Smaller Administrative
Units Can Reduce Regional Disparities in Pakistan

By Shehzil Abbasi

akistan’s administrative  structure-
P centred on five large provinces—was
once adequate for a population of 35
million in 1947. Today, with more than 242
million people, deep economic divides,
rapid urbanization, and growing gover-
nance complexity, this model has become
outdated and increasingly inefficient.
Regional inequalities continue to widen,
creating pockets of prosperity in a few cities
while leaving vast rural and peripheral
regions behind.

In this context, the debate on smaller
administrative units is no longer a theoreti-
cal or political exercise; it has become a
practical necessity for equitable develop-
ment, functional governance, and national
cohesion. Decentralisation can serve as a
powerful tool to redistribute resources,
strengthen  representation, and  give
long-neglected regions a meaningful voice
in state affairs.

Persistent Regional
Inequalities: A System
That Leaves Millions
Behind

Pakistan’s geography of development is
highly uneven. While cities like Lahore,
Karachi, Rawalpindi, and Peshawar
receive consistent investment, planning,
and political attention, peripheral regions
experience chronic neglect.

South Punjab, despite being home to over
35 million people, lags behind northern
Punjab in nearly every development indica-
tor—literacy, maternal health, school
access, sanitation, and road connectivity.
The concentration of administrative power
in Lahore affects how resources are priori-
tized, often leaving districts like Bahawal-
pur, Rajanpur, and Dera Ghazi Khan
without the attention they deserve.

Balochistan, Pakistan’s largest province by
area but the least populous, faces even
deeper disparities. From health facilities to
water systems and road infrastructure, the
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province shows some of the lowest human
development outcomes in South Asia.
Weak administrative capacity and vast
geographical spread make governance
extremely difficult from a single provincial
capital.

Similarly, interior Sindh—unlike Karachi
or Hyderabad—suffers from poor educa-
tion outcomes, severe underemployment,
and worsening water management issues.
Many districts lack the administrative
bandwidth to manage development needs
effectively.

These disparities reflect a systemic issue:
mega-provinces simply cannot deliver
equitable development. The administrative
distance between provincial capitals and
peripheral districts limits oversight, slows
down service delivery, and prevents
tailored development solutions.

A Lahore-, Karachi-, Quetta-, or Pesha-
war-centred model cannot realistically
address the unique challenges of far-flung
districts hundreds of kilometres away.

Why Smaller
Administrative Units Are
Needed Now

1. Fairer, More Transparent, and
Needs-Based Resource Allocation

In large provinces, budgets often align with
political priorities rather than ground
realities. Smaller administrative units
enable fairer resource distribution by ensur-
ing that funds remain in the region and
reflect local priorities.

For example, a South Punjab province
would ensure that development funds
directly target the region’s health, educa-
tion, and agricultural challenges instead of
being diverted to megacities. Resource
allocation becomes more transparent, as
citizens can track how their taxes translate
into services in their own districts.

Moreover, smaller units allow for more
rational planning:

¢ Needs become more

accurate

assessments
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*  Budgeting cycles become swifter

* Local infrastructure gaps can be
addressed more comprehensively

In short, decentralisation shifts the focus
from province-wide “averages” to targeted,
district-level interventions.

2, Strengthening Local Autonomy
and Faster Decision-Making

Centralised decision-making forces districts
to wait for approvals from provincial
capitals, slowing down development
processes. Smaller administrative units
significantly reduce administrative distance
and enable faster decision-making.

A local government in Bahawalpur, Khuz-
dar, or Sukkur understands the region’s
needs far better than bureaucrats and
politicians based in Lahore or Karachi.
Smaller units enable:

*  Immediate responses to administrative
problems

*  Rapid policy adjustments

»  Tailored solutions that reflect local
culture, economy, and geography

This is especially crucial in sectors like
disaster management, agriculture, policing,
water management, and education—where
a “one-size-fits-all” provincial approach
has repeatedly failed.

3. Strengthened Political
Representation and
Accountability

In mega-provinces, representation becomes
skewed. For instance, Punjab’s massive
population means each provincial legislator
represents far more citizens than is practical
for quality governance. Smaller administra-
tive units can rebalance this by:

*  Increasing the representation ratio

*  Making political leaders more accessi-
ble

*  Improving citizen engagement in local
governance

Accountability also improves, as local
governments can monitor service delivery,
budget spending, and departmental perfor-
mance more effectively. Citizens know

exactly who is responsible and where to
demand action.

A decentralised structure encourages
officials to remain visible and accountable
rather than shielded by layers of bureaucra-

cy.

4. Building State Legitimacy and
Citizen—State Trust

Many marginalised regions—particularly
in Balochistan and erstwhile tribal
long-standing feelings of
political exclusion and mistrust. The
perception that provincial capitals ignore
their needs fuels alienation. Smaller admin-
istrative units can counter this by giving
these regions direct ownership of gover-
nance.

areas—have

When citizens see schools, hospitals, water
schemes, and roads being delivered by a
government that sits within their region, the
psychological distance between state and
society narrows. This strengthens national
cohesion and reduces the narrative of
neglect and deprivation.

Decentralisation, therefore, is not just a
governance reform; it is a trust-building
mechanism.

Case Comparisons:
Lessons From Within
Pakistan

Gilgit-Baltistan: A Model of
Localized Governance

Gilgit-Baltistan provides a compelling
example of what administrative empower-
ment can achieve. Prior to reforms, the
region was governed through federally
controlled systems with minimal local
autonomy. The Gilgit-Baltistan Empower-
ment and Self-Governance Order (2009)
changed that dynamic by:

*  Introducing local legislative structures
*  Empowering regional leadership

*  Enabling more direct budgeting and
planning

»  Expanding service delivery networks

As a result, governance and public satisfac-
tion improved considerably. Development

indicators in sectors like education and
infrastructure have progressed more consis-
tently, showcasing how localized authority
delivers results.

KP’s Merger With ex-FATA:
Integrating the Excluded

The merger of the Federally Administered
Tribal Areas (FATA) with Khyber
Pakhtunkhwa in 2018 represents another
important case of restructuring. Integrating
a historically neglected region into a
provincial system led to:

*  Regular and predictable budget flows

»  Expansion of the justice system and
policing

*  Greater political representation

e More comprehensive development
planning

Although challenges remain, the merger
demonstrates how redistribution of admin-
istrative responsibility can open pathways
for stability, development, and better gover-
nance in historically marginalized regions.

Conclusion: Smaller
Units for a Stronger
Pakistan

Pakistan stands at a demographic and
governance crossroads. A country of 242
million people cannot rely on administra-
tive structures designed for a much smaller,
simpler population. To address regional
inequalities, build trust, and deliver equita-
ble development, Pakistan must embrace
smaller, smarter, and more responsive
administrative units.

Decentralisation is not about weakening
provinces; it is about strengthening the
federation by giving each region the capaci-
ty and autonomy to drive its own develop-
ment. It represents a shift toward gover-
nance that is closer to the people, more
transparent, and more accountable.

By creating smaller administrative units,
Pakistan can pave the way for a more
balanced, equitable, and united
future—one where no region is left behind,
and every citizen has an equal stake in the
country’s progress.
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Rationale for Provincial Restructuring in Pakistan

By The Truth International team

Pakistan facing governance challenges
are fundamentally spatial, emerging
deep
administrative boundaries and the lived
realities of its population distributions,

from a mismatch  between

ecological zones, and regional service
demands. As provinces grow exceedingly
large and internally heterogeneous, state
capacity is stretched beyond functional
This becomes evident when
examining the population clusters provided
in the National Cencus Report 2023. In
Punjab, the demographic size of the four
proposed administrative blocks is striking:
Block 1 encompasses approximately 47.5
million, Block 2 around 40.3 million, and
Block 3 approximately 39.7 million people.
Each of these exceeds or equals the
population of many sovereign states in the
Middle East and Europe, such as the
Netherlands, Greece, or Portugal. The
sheer scale of these blocks indicates that
any single provincial = government
regardless of  competence  cannot
meaningfully monitor service delivery
across such vast and diverse populations.

limits.

A similar pattern is observable in Sindh.
Karachi’s combined district populations
surpass 13 million, forming a megacity-pro-
vincial unit whose governance needs differ

sharply from those of interior Sindh. Interi-
or Sindh’s demographic clusters, such as
the Larkana - centered block comprising
more than 14 million people, illustrate
dense and underserved regions that require
a governance architecture different from
coastal or metropolitan Sindh.

In Khyber Pakhtunkhwa and Balochistan,
the contrast is even more pronounced. The
Quetta-centered Block 1 in Balochistan
holds nearly 7 million people, yet the
Makran - Chagai - Kharan cluster of Block
4 contains barely 2.2 million dispersed
across vast, sparsely populated terrain.
Governing such spatial extremes under one
provincial administration creates both
overexpansion and administrative thinness,
producing gaps in service delivery,
oversight, and developmental
prioritization.

These demographic realities reveal a
problem: Pakistan’s

provincial architecture is not aligned with

structural current
the practical requirements of governance.
therefore,
becomes not a matter of political preference

Territorial restructuring,
but a foundational step toward improving
administrative functionality, equity, and
responsiveness.

Governance Indicators
and the Role of
Provincial Restructuring

Ethnic, linguistic and regional
sensitivities

Territorial restructuring cannot be effective
if it overlooks identity and regional sensibil-
ities. New provinces should be designed to:

*  Respect linguistic and cultural bound-
aries where feasible to increase
citizens’ sense of ownership and
reduce perceptions of marginalization.

¢ Include formal mechanisms for
minority protection (e.g., guaranteed
representation, language provisions in
provincial administration and educa-
tion, and local cultural councils).

* Employ consensus-building tools
public consultations, regional assem-
blies, and local referenda where appro-
priate to ensure communities see the
reform as empowering rather than

divisive.

Proactively addressing identity sensitivities
will make administrative reform more
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politically durable and increase local
cooperation in implementation

Climate Adaptation and
Environmental Governance

Pakistan’s climate vulnerability is regional-
ly differentiated. The Indus floodplain, the
Himalayan - Karakoram glacial zones, the
Thar desert, and the Makran coastline face
distinct environmental threats requiring
locally adapted governance responses. The
current four-province model forces highly
heterogeneous ecological systems into
uniform administrative frameworks, result-
ing in generic, ineffective climate strategies.
The population clusters identified in your
map data such as the climate-sensitive

comparable in population to Spain. No

provincial  bureaucracy can feasibly
maintain effective oversight across eleven
major districts with widely varying

socio-economic  conditions. Peripheral
districts such as Chiniot, Pakpattan, and
Jhang are consistently marginalized within
such oversized governance units. The
creation of smaller provinces substantially
reduces administrative distance, improves
bureaucratic supervision, enhances
political representation, and strengthens
local accountability. Evidence from India’s
formation of Chhattisgarh, Jharkhand, and
Uttarakhand confirms that subdividing
large states leads to greater administrative
responsiveness and improved delivery of
public goods.

Multan-Bahawalpur belt (40.3 million), the
glacial zones embedded in northern KP and
GB, and the Makran — Gwadar -Kharan
coastal cluster (2.2 million) constitute
ecologically coherent units that could form
the basis for climate-responsive provincial

boundaries. International experience,
particularly from Indonesia after its
creation of new coastal provinces, demon-
strates that smaller, geographically aligned
administrative units respond significantly
better to environmental shocks and
disasters.

Administrative Efficiency and
State Reach

Administrative overcentralisation under-
mines Pakistan’s capacity to enforce regula-
tions, monitor public institutions, and
respond to local needs. Punjab’s Block 1
alone, with more than 47 million people, is

‘Why smaller units can help in
administrative efficiency

Do not assume that reducing territorial size
alone will fix governance. The argument
for smaller, coherent provinces rests on
mechanisms supported by comparative
administrative literature and the Pakistani
context:

1. Reduced administrative distance —
Shorter lines between provincial
capitals and local districts improve
monitoring, reduce delays in supervi-
sion, and increase the frequency and
quality of oversight visits by provincial
officials and technical teams.

2. Tailored policy instruments — Smaller
provinces can design policies (health
workforce  deployment, curricula
adaptation, disaster response proto-

cols) that match local demographics
and ecological hazards, avoiding
centrally-imposed one-size solutions.

3. Improved fiscal targeting — When
provincial budgets cover more homog-
enous  socio-economic  territories,
resource allocation formulas and
capital investment decisions better
match local needs, reducing intra-pro-
vincial diversion to politically power-
ful metropolitan centers.

4. Increased political accountability —
Closer and more numerous provincial
governments create more political
openings  (provincial legislatures,
ministers, civil service posts), which
improves representation and competi-
tion—important checks on local elite
capture.

5. Administrative  specialization —
Smaller provinces can rationalize
bureaucratic structures around local
priorities (e.g., coastal governance in a
maritime province; mountain
infrastructure in a highland province),
increasing technical capacity for

region-specific tasks.

However, these benefits depend on parallel
reforms: predictable fiscal transfers,
strengthened provincial audit and anti-cor-
ruption institutions, capacity building for
new provincial administrations, and strong
intergovernmental mechanisms to manage
shared resources and cross-border issues.
Without these supporting reforms, bound-
ary changes alone risk administrative
fragmentation or capture by local elites.

Infrastructure Planning and
Regional Development

Infrastructure development is inherently
long-term and requires administrative
continuity, tailored investment strategies,
and coordination across economic
Pakistan’s population blocks
align naturally with geographic and
economic regions: the southern Punjab
corridor centred on Multan and Bahawal-
pur; the Karachi — Thar - Thatta coastal
block; and the mineral, port, and desert
corridors of Makran, Kech, and Chagai.
Smaller provinces would enable region-spe-
cific infrastructure planning, reducing
political  interference  and  resource
diversion. European territorial reforms

corridors.
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particularly in France and Germany
provide strong evidence that infrastructure
performance improves when planning
occurs within demographically balanced,
economically coherent, and administrative-
ly empowered units.

Health Governance and Public
Health Equity

Health governance is especially sensitive to
administrative scale. Oversized provinces
struggle to regulate healthcare facilities,
monitor hospitals, deploy medical person-
nel equitably, or maintain consistent
quality standards. Interior Sindh, particu-
larly the 14-million strong Larkana -
centered block, exemplifies structural
neglect resulting from Karachi-centric
policy orientation. The creation of smaller
provinces would allow localized health
workforce policies, targeted maternal and
child health interventions, district level
regulatory  oversight, and improved
emergency response. Indonesia’s decen-
tralised district health model and the UK’s
devolved NHS authorities demonstrate that
subnational empowerment directly
correlates with improved health outcomes.

Education Systems and Learning
Outcomes

Educational governance requires consistent
monitoring, responsive teacher deploy-
ment, and culturally relevant curricula. In
provinces as large as Punjab and Sindh,
uniform education policies fail to accom-
modate regional disparities. Punjab’s Block
2 and Block 3 together representing nearly
80 million people contain districts with

vastly different educational challenges,
from the high-performing Sialkot and
Gujranwala belt to the under-resourced
regions of Bhakkar, Khushab, and Mian-
wali. Smaller provinces would enable
region-specific teacher training institutions,
localized targeted
infrastructure development, and increased
higher
planning. The devolved education systems
of Scotland and Wales illustrate how
subnational autonomy enhances learning

curricula, school

representation  in education

outcomes through tailored policy frame-
works.

Policy options

To be policy-relevant, a brief should present
alternative pathways.
realistic options:

Below are three

Option A — Phased territorial
reorganization to 16-20 provinces
(preferred if political consensus
exists).

» Directly map the population blocks
into new provinces with coherent

ecological and economic profiles.

*  Requires a constitutional amendment,
national-level political agreement, and
a staged administrative rollout.

Option B — Deep
decentralization within the
four-province model (incremental
alternative).

e Retain four provinces but transfer
significant functions, budgets, and

Special Edition

personnel to divisional or newly

empowered  provincial-tier  units
(enhanced "regions").
* Achieves many local governance

benefits without the political and legal
complexity of changing provincial
boundaries.

Option C — Hybrid model (metro
autonomy + new provinces).

*  Create special administrative regions
for megacities (e.g., a formally autono-
mous Karachi region) while carving
rural/regionally coherent provinces
from the remainder.

*  Balances the need for metropolitan
governance with regional equity.

Each option should be judged against
criteria: administrative feasibility, political
acceptability, fiscal sustainability, and
capacity requirements.

Major steps, timeline,
and risk matrix for a
transition (from current
4 to 16-20 provinces)

High-level timeline (starting
2026):

e Phase 0 — Preparation (Jan-Dec
2026)

o Establish an Inter-Governmental
Commission (IGC) with federal,
provincial, and society
representation.

civil

o Commission technical boundary
studies, fiscal impact assessments,
and social impact (identity)

mapping.

o Broad public consultations and
stakeholder engagement.

e Phase 1 — Legal & Political Approv-
al (2027-2028)

o Parliamentary debates and consti-
tutional amendment(s); provin-
cial ratification as required.

o Draft enabling legislation on
administrative  transfer, civil
service reallocation, and fiscal
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arrangements.

e Phase 2 — Administrative Set-up
(2028-2029)

o Establish transitional authorities
for new provinces; hire and train
key provincial staff; transfer assets
and records.

o Design and implement interim
fiscal transfer formulas and local
government adjustments.

¢ Phase 3 — Institutional consolida-
tion and elections (2029-2031)

o Conduct provincial elections for
new provinces; fully operational-
ize public services and audit
institutions; monitor and adjust
fiscal flows.

Risks and mitigation:

»  Political polarization / elite resistance
— Mitigate by cross-party negotiation,
guaranteed minority protections, and
staged implementation with clear legal
safeguards.

»  Fiscal shocks / unsustainable costs —
Conduct detailed fiscal impact analy-
sis early; phase transfers to smooth
budgetary impact; seek donor bridging
support for capacity building.

*  Administrative capacity gaps —
Prioritize training, temporary techni-
cal secondments from federal minis-
tries, and establish inter-provincial

technical resource centers.

*  Identity-based tensions — Use
structured consultations, local
representation guarantees, and cultur-
ally sensitive communication strate-
gies.

* Legal challenges — Ensure robust
constitutional drafting, publish impact
assessments publicly, and pre-emptive-
ly address possible judicial concerns.

A New Provincial Map

The population clusters in your dataset
provide a robust empirical foundation for
reimagining Pakistan’s internal administra-
tive architecture. Punjab’s three large
blocks each approximating the size of a
mid-sized European state could form three
new provinces. Sindh’s coastal, central, and
upper regions naturally separate into three

coherent units with distinct governance
needs. Balochistan’s four blocks, ranging
from the
centered region to the sparsely inhabited
Makran - belt,
four-province configuration that corrects its

densely populated Quetta

Chagai suggest a
historical ~ administrative  imbalance.
Khyber Pakhtunkhwa and Gilgit Baltistan,
with clearly identifiable demographic and
geographical divisions, could similarly be
reorganized into three provinces each.

This model yields approximately sixteen
provinces consistent with demographic
practicality and administrative viability.
With further refinement, it could readily
evolve into an 18-20 province structure.

Constitutional pathway

Any change to provincial boundaries requires
a clear, legitimate constitutional and legal
pathway. The recommended approach is
phased and consensus-driven: first, nation-
al-level agreement on principles through
parliamentary debate and cross-party consul-
tation; second, a constitutional amendment
under Article 238/239 (or applicable clauses)
accomplished by the required parliamentary
majorities and provincial ratifications; third,
enabling legislation to detail the boundaries,
administrative transfers, fiscal arrangements,
and electoral adjustments; and fourth,
judicial review to confirm compliance with
fundamental rights and minority protections.
Embedding the process in law and wide
political consultation ensures legitimacy,
reduces the risk of legal challenges, and
provides a transparent framework for imple-
menting boundary changes while safeguard-
ing national unity.

Conclusion

Pakistan’s governance deficits are deeply
rooted in its administrative architecture.
Oversized provinces, lacking
coherence and overwhelmed by population
scale, impede effective climate adaptation,
infrastructure development, service
delivery, and democratic accountability.
The population-block data you provided
reveals a clear path toward more balanced
and functional governance units. Compara-
tive evidence from Europe and Asia under-
scores that restructuring provincial bound-
aries is not an extraordinary or politically
destabilizing act; it is a conventional strate-
gy for modernizing state institutions. Terri-
torial restructuring can increase Pakistan’s
administrative effectiveness and equity but
must be pursued through a constitutional,
consultative, and capacity-building
pathway. The brief recommends beginning
preparatory work in 2026 with a focused
Inter-Governmental Commission, a
transparent timetable, and parallel institu-
tional reforms (fiscal, audit, human
resources) so that new provinces, if created,
can deliver improved services and more

internal

inclusive governance.

A redesigned provincial framework
comprising 16 to 20 provinces offers
Pakistan a viable path toward administra-
tive efficiency, equitable development, and

resilient governance.
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Punjab - More Provinces to Change
the Fate of the Masses

By Javed Mahmood

P unjab is the largest province in
Pakistan by population. Its total
population is, more or less, around 120
million (12 crore) in 2025. The total area of
the Punjab province in Pakistan is 205,344
square kilometers. It is the second-largest
province in Pakistan by area and the most
populous province. Punjab means the land
of the five rivers. The province produces
more than 70 percent of the staple foods
(wheat, rice, etc.) for the entire country.
When we look at the size of the population
of Punjab, it is at par with Japan (120
million). For decades, Japan has been at the
top of the nations with massive develop-
ment in technology, modernization,
exports, industrialization, innovation, and
among the top-10 economies globally. The
whole world acknowledges the develop-
ment in Japan, in almost all spheres of life.
Nevertheless, when we look at Punjab
province, it stands nowhere in moderniza-
tion, development, industrialization, and
other aspects of modern life. Poverty,
corruption, bad governance, rising crimes,
nepotism, unemployment, lack of justice,
and basic amenities are some of the
hallmarks of the Punjab province.

After Japan, the population of South Korea

PUNJAB

block 1 block 2 block 3 block 4

1. lahore 9. okara 18. rahim yar khgn27. chiniot
2. nankana sahib| 10. faisalabad 19. bahawalpur 28. sargoda
3. gasur 11. bah Inag 20. rajanp 29. hafizabad
4. sheilhupura 12. lodhran 21. dera ghazi kHa®0. khushab
5. gujrat 13. vehari 22. muzaffargarh| 31. mianwali
6. sialkot 14. pakpatan 23. layyah 32. attock
7. gujranwala 15. sahiwal 24, bhakkar 33. rawalpindi
8. narowal 16. toba tek singh 25. jhang 34. chakwal

17. khanewal 26. multan 35. jhehlum

36. mandi bahaudin

is less than half of the population in Punjab
(51.75 million in 2024, according to the
World Bank data). South Korea is also
among the top 15 economies in the world.
Its annual exports are more than 700 billion
dollars. South Korea is famous globally for
its growing industrialization, moderniza-
tion, and technological advancements.

Likewise, Malaysia’s population is just 35
million as compared to 120 million in
Punjab province. However, Malaysia has
gained fame across the globe for its techno-
logical advancement, tourism growth, and
a stronger economy. Unfortunately, Punjab
stands nowhere in comparison with Malay-
sia, South Korea, and Japan. These are just
a few examples of the countries having
equal or fewer than Punjab’s population,
but they are growing by leaps and bounds.

The major challenges Punjab province has
been facing for decades were poverty, poor
governance, lack of adequate employment
opportunities, and transparent distribution
of development funds, and inadequate
basic social amenities for 120 million
people in the province. Frankly speaking,
urban development in Punjab has been
Lahore-centric for years, while other key

cities, sub-urban and rural areas are

plagued with multiple problems.

When we look at the system in Punjab, the
governance exists in the dictionary only,
while in practice, the governance system is
rarely witnessed in the largest province of
Pakistan, because of the hold of a few
families on the entire system for many years.

Now we look at the key problems in the
Punjab province in detail:

Poverty in Punjab
Province

In 2024, the World Bank reported a 30
percent rate of poverty in Punjab with an
increase of seven percent over the preceding
year. In other words, more or less, over 40
million people in the province were living
in poverty in 2024 _ some below the pover-
ty line and others on the poverty line. The
people living below the poverty line are
those who don’t have proper meals (three
times a day), no sewerage/toilet facilities,
and without safe/clean drinking water.
This has been happening in Pakistan’s
largest province for decades. Though the
poverty rate in the Punjab province is lower
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than in Balochistan, Khyber Pakhtunkhwa,
and Sindh, still, millions of people don’t
have access to basic amenities.

The sharp rise in poverty pushed nearly 13
million additional people below the poverty
line in 2024, underscoring growing
concerns about the country’s economic
direction. The report noted that poverty has
increased steadily since 2019, when 21.9%
of the population lived below the national
poverty threshold. It attributed the surge to
the combined effects of the COVID-19
pandemic, the catastrophic 2022 floods,
and a deepening macroeconomic crisis.
These overlapping shocks, the World Bank
stated, have eroded household resilience
and worsened financial hardship.

Furthermore, record inflation has intensi-
fied the strain on low-income communities.
Poor households, the report observed,
experienced disproportionate welfare losses
as rising prices for essential goods pushed
them further into deprivation. Food and
energy inflation, in particular, contributed
to widening inequality across regions and
income groups. To produce its projections,
the World Bank employed a microsimula-
tion model that integrates household survey
results with high-frequency macroeconom-
ic data. However, it cautioned that the
absence of an updated household survey
remains a major obstacle to accurately
tracking poverty dynamics and evaluating
the impact of government policies.

Unemployment in
Punjab

According to the survey of the Planning
Division, unemployment in the Punjab
province has increased to more than 7
percent in 2024. In simple words, millions
of people were jobless in 2024 in the largest
province of Pakistan. Hence, lack of jobs is
among the key challenges for the Punjab
rulers and the policy makers.

Energy Deficiency &
Lack of Social
Development

Punjab has been grappling with deep-root-
ed economic challenges that have intensi-
fied in recent years. The province has been
experiencing a deficiency in energy, falling

public and private investment, and weaken-
ing industrial and agricultural productivity.
Gas shortage is common across the
province, while frequent power outages
and planned load-shedding schedules often
cripple social and economic activities in the
province. These chronic problems have
triggered unemployment, and a growing
number of households have been living
below the poverty line.

Meanwhile, Punjab’s economic growth
potential could not be realized without
improved governance. Experts believe that
inadequate governance systems, weak
service delivery, and fiscal constraints have
collectively hindered development
outcomes in the province. A massive
investment in social sectors such as health,
education, water supply, and key produc-
tion sectors, including agriculture and
manufacturing, is crucial for sustainable
and inclusive growth.

The Proposed New
Boundaries for Punjab

The Truth International is a Pakistani
think-tank involved in creating awareness
about better governance and policy-mak-
ing, which can bring desired changes in the
governance system in Punjab, Pakistan,
and improve the provision of basic ameni-
ties to the people. TTI has evolved a map
and a roadmap for the new provinces along
with their proposed boundaries and popula-
tion. For example, the map suggests the
creation of a total of three provinces in
Punjab. The names of the new provinces
can be finalized in consultation with the
key stakeholders _ politicians, leading
businessmen, lawyers, and other renowned
leaders in the province. Public surveys can
also be conducted to select the names for
new provinces.

1st Province in Punjab

The first province of Punjab will consist of
three Divisions _ Lahore, Faisalabad, and
Sahiwal. The districts falling in this
province are Lahore, Kasur, Sheikhupura,
Nankana Sahib, Faisalabad, Chiniot,
Jhang, Toba Tek Singh, Sahiwal, Pakpat-
tan, and Okara. The total population of this
province will be around 47.535 million
(47,534,707).

2nd Province in Punjab

The second province in Punjab will also
have three Divisions _ Multan, Bahawal-
pur, and Dera Ghazi Khan, having more
than 34.743 million population.

Districts in the region

The districts falling in the jurisdiction of the
province are Mulan, Lodhran, Khanewal,
Vehari,  Bahawalpur, = Bahawalnagar,
Rahim Yar Khan, Rajanpur, Dera Ghazi
Khan, Layyah, and Muzaffargarh.

3rd Province in Punjab

The third province in Punjab comprises
three Divisions _ Sargodha, Gujranwala,
and Rawalpindi.

Districts in this Region

The districts included in this region are
Guyjrat, Sialkot, Gujranwala, Hafizabad,
Narowal, Mandi Bahauddin, Sargodha,
Khushab, Bhakkar, Mianwali, Attock,
Chakwal, Rawalpindi, and Jhelum. The
total population of this province will be
more or less 34.313 million. Hence, the
map and roadmap of The Truth Interna-
tional give a clear picture of the new
provinces to be established in Punjab. In
this article, we also look at the past efforts
for the creation of more provinces.

The Past Efforts for New
Provinces

In the past, some concerted efforts have
been made for the creation of new provinc-
es in Punjab. The National Assembly and
the Punjab Assembly have also approved
the Resolutions to set up new provinces in
2012. Unfortunately, the resolutions could
not be implemented because of the lack of
political will.

“West Punjab”’ Bill Triggers New
Provinces Debate

In August 2025, MNA Riaz Fatyana
presented a bill in the National Assembly,
seeking constitutional amendments to
create the “West Punjab” province in the
Punjab. This bill triggered the long-stand-
ing debate over creating new provinces in
Pakistan’s political landscape, following
the submission of a fresh constitutional
amendment bill in the National Assembly.
Despite several previous attempts that
yielded no concrete outcome, legislators
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have revived discussions over administra-
tive restructuring, this time through a
proposal to carve a new province named
West Punjab out of the existing Punjab.

Moved by MNA Riaz Fatyana, the bill
sought amendments to multiple constitu-
tional articles with the aim of redefining
Punjab’s administrative boundaries. Fatya-
na has previously championed similar
proposals in the past. In 2019, he advocated
for the creation of Southern Punjab,
Bahawalpur, and Hazara provinces, and
requested the formation of a parliamentary
committee to refine the legislation. His
renewed effort reflected a persistent push
among certain lawmakers to decentralize
power and improve governance in densely
populated regions.

According to the latest proposal, the new
province of West Punjab would consist of
the Faisalabad and Sahiwal divisions.
Fatyana confirmed that the bill has been
forwarded to the relevant standing commit-
tee for detailed deliberation, signaling the
beginning of a renewed review process
rather than immediate legislative action.
The bill outlines a structural framework for
the proposed province. West Punjab’s
provincial assembly would include 58 seats,
divided into 46 general seats, 10 reserved
for women, and 2 for non-Muslim
members. The draft further suggests
establishing an independent high court with
Faisalabad as its principal seat. It also calls
for Senate representation through five seats
allocated to the new province.

Resource distribution remains central to the
proposal. The bill mandates the Council of
Common Interests (CCI) to finalize the
division of resources, assets, liabilities, and
employees between Punjab and West
Punjab within three months of the amend-
ment’s passage. This provision highlights
the administrative complexity of altering
provincial boundaries and the need for a
coordinated institutional response. The
statement of objects and reasons attached
to the bill argues that creating West Punjab
is essential to addressing mounting admin-
istrative pressures. Advocates contend that
the current provincial structure struggles to
accommodate rapid population growth,
uneven service delivery, and governance
inefficiencies. By dividing Punjab, support-
ers believe the state can manage adminis-
trative burdens more effectively and

respond to regional needs with greater
precision.

However, the proposal enters a political
environment historically cautious toward
provincial restructuring. Previous efforts
faltered due to disagreements over bound-
aries, political motivations, and resource
implications. The progression of this bill
will therefore depend on consensus-build-
ing within parliament and alignment
between federal and provincial stakehold-
ers. While the resubmission of the proposal
has reignited debate, its future remains
uncertain. What is clear, however, is that
the conversation around new provinces —
particularly in Punjab — continues to
reflect broader concerns about equitable
governance, administrative efficiency, and
political representation in Pakistan’s evolv-
ing federal structure.

Commission for the
creation of new
provinces in Punjab

Earlier, in July 2012, the Speaker of the
National Assembly constituted a Commis-
sion, headed by PPP’s Senator Farhatullah
Babar, for the creation of new provinces in
Punjab. Senators Syeda Sughra Imam, Haji
Mohammad Adeel, Kamil Ali Agha, Malik
Muhammad Rafique Rajwana, Moulana
Abdul Ghafoor Haideri, and MNAs Arif
Aziz Sheikh, Jamshaid Ahmad Dasti, Syed
Ali Musa Gilani, Tahmina Daultana, Ch.
Saud Majeed and Dr. Muhammad Farooq
Sattar were among the members of the
Commission who recommended new
provinces in Punjab.
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National and Punjab
Assemblies’ Resolutions
for new provinces

Meanwhile, in May 2012, then Law Minis-
ter Farooq H. Naek issued a circular about
the Resolution approved by the National
Assembly for the creation of a new
province. According to the Resolution,
“This House resolved that to address the
grievances and to secure the political,
administrative, and economic interests of
the people of Southern Punjab of the
province of the Punjab and to empower
them in this regard, it was important that a
new province to be known as the province
of “Janoobi Punjab” be created from the
present province of the Punjab. The House,
therefore, called upon the Punjab Assembly
to present a Bill in the lower house to

amend the constitution in accordance with
article 239(4) of the Constitution of the
Islamic Republic of Pakistan, 1973, for
passage, which would have the effect of
altering the limits of province of the Punjab,
thereby creating the province of “Janoobi
Punjab”.

Consequently, the Punjab Assembly passed
a resolution supporting the creation of a
new province for Bahawalpur. The lower
House, therefore, urged the federal govern-
ment to form a commission to achieve this
ambitious goal. At that time, PML-N MPA
Rana Sanaullah presented the resolution in
the Punjab Assembly that was approved
unanimously.

Unfortunately, since then, the formation of
new provinces in Punjab has remained only
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in papers, discussions, resolutions, and
commissions, and the dream of forming
more provinces did not materialize.

Small Counties and Big
Impact

Some of the most influential actors in
global politics are not the largest countries.
Instead, several small nations have
developed strategic models that allow them
to exert influence far beyond what their
geographic size suggests. Their success
shows that global relevance stems less from
physical scale and more from deliberate
focus, sharp policy choices, and the ability
to occupy unique strategic niches.

Singapore offers one of the clearest exam-
ples of this phenomenon. Its population is
only around 6.03 million in 2024, accord-
ing to the World Bank data. The island
nation transformed its lack of natural
resources into a strategic advantage by
building a highly efficient, rules-based
economy. Its commitment to strong gover-
nance, infrastructure development, and
economic openness helped it evolve into a
major financial center. Beyond economics,
Singapore has also cultivated a reputation
as a neutral mediator. Its political stability
and non-threatening size make it a
preferred venue for sensitive negotiations
between major powers. By positioning itself
as a trusted facilitator, Singapore shows
how credibility and neutrality can become
powerful diplomatic assets.

Switzerland demonstrates another model
of influence built on neutrality and reliabili-
ty. Its total population is more or less 9.03
million in 2024. Its well-known stance on

non-alignment is not passive; it is a careful-
ly managed diplomatic identity. Geneva’s
role as host to many international organiza-
tions — including the United Nations’
European headquarters and the Interna-
tional Committee of the Red Cross — gives
the country significant influence in global
governance. Switzerland’s stability and
impartiality allow it to function as a central
convening point for international diploma-
cy. Its example underscores the value of
building spaces where global decision-mak-
ing naturally converges.

Qatar, with only 2.85 million people,
illustrates how natural resources, when
paired with strategic vision, can amplify
national influence. Though small, the

country used its natural gas wealth to
cultivate energy partnerships with Europe
and Asia. At the same time, investments in
soft power — including the creation of Al
Jazeera and hosting major global events
such as the FIFA World Cup — elevated its
international visibility. Qatar’s role as a
mediator in regional disputes further
strengthened its diplomatic profile, demon-
strating how diversified influence helps
small nations remain relevant.

Luxembourg (0.677 million population),
despite its small size, became a financial
powerhouse within Europe. Its strategic
location and multilingual workforce helped
the country develop a robust investment
fund and private banking sector. Active
participation in European Union financial
rulemaking gives Luxembourg substantial
influence in shaping regulations that apply
across a major economic bloc. Its model
shows how deep expertise in a critical sector
can translate into significant global impact.

Estonia took a different path by embracing
digital transformation after
independence. The country built a fully
digital governance system, offering online
services for voting, taxation,
healthcare. Its e-Residency program
enables entrepreneurs worldwide to run
EU-based businesses remotely, helping
Estonia export its digital expertise. By
specializing in a future-oriented niche,
Estonia positioned itself as a global leader

regaining

and

in digital governance and innovation.

These cases reveal a common thread:
strategic clarity. Each nation identified a
unique advantage — whether neutrality,
digital innovation, energy resources, oOr
financial specialization — and invested
consistently in building global relevance
around it. Their experiences highlight an
important lesson for states and
organizations alike: influence depends not
on size, but on the ability to define a clear
role and pursue it with purpose.

of different countries’
populations their economic and

political might make it clear that good

The examples
and

governance and economic prosperity are
directly linked to the size of the population
and apt decision-making. In Pakistan,
Punjab is the largest province in
population, and making the province an
ideal place seems to be a distant dream in
reality. Therefore, the best way to turn
Punjab into an ideal place is to create new
provinces. Punjab means the land of the
five rivers. Punj (a Punjabi word for five)
and Aab (an Urdu word for water) define
the name and distinction of the province. It,
nonetheless, does not mean that the new
provinces should be created along the rivers
(from the start to the end of each river). Not
at all. A viable solution to the creation of
new provinces is the roadmap floated by
The Truth International. It gives a
comprehensive solution to the
provinces in Punjab. With this strategy, at
least three new provinces can be established
in the Punjab. The motto behind the
creation of new provinces should be the
welfare of the masses, not the elite class.
Since its Independence in 1947, the people
of Pakistan have been waiting for a system

new

that changes their fate, ends deprivation,
and systematic exploitation.
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Khyber Pakhtunkhwa: Rethinking Governance,
Administrative Zones, and the Future of
Provincial Restructuring

By Kanwal Munir

Introduction

In recent years, Pakistan has witnessed a
renewed national debate about administra-
tive restructuring, decentralization of
power, and the creation of new provinces.
These discussions stem from concerns over
governance quality, uneven development,
population pressures, and the mismatch
between provincial capacities and local
needs. Although Punjab often dominates
this conversation due to its demographic
and political weight, Khyber Pakhtunkhwa
(KPK) offers an equally significant case for
understanding how governance structures
shape economic and social outcomes.

KPK, with its unique geography, youthful
population, and history of conflict and
resilience, stands at a defining moment. It is
a province that has endured greater security
and administrative challenges than any
other region of the country, yet it continues
to demonstrate remarkable social cohesion,
innovation, and adaptability. For KPK, the
question is no longer whether administra-
tive restructuring is necessary, but what
form that restructuring should take and
how it can enable inclusive development.

1. mansehra 10. upper dir 19. charsadda 28. kohat

2. abbottabad 11. swat 20. nowshera 29. karak

3. haripur 12. shangla 21. mardan 30. peshavar

4. swabi 13. lower dir 22. hangu 31. n. waziristan
5. buner 14. malaknd 23. mohmand a. | 32. s. waziristan
6. batagram 15. lower kohistan| 24. khyber a. 33. tank

7. kolai-palas 16. uppar chitral | 25. orakazai 34. lakki mamnat
8. upper kohistan | 17. lower chitral 26. khurram 35. d.i. khan

9. tor ghar 18. bajaur 27. bannu

This article provides a deep analysis of
Khyber Pakhtunkhwa’s  demographic
trajectory, historical evolution, administra-
tive pressures, and economic possibilities.
It integrates new district-level data,
organized into four administrative blocks
as shown in the accompanying map, and
uses this structure to illustrate how KPK
may benefit from region-specific gover-
nance models, potentially evolving into
multi-zone or multi-province arrange-
ments. Ultimately, the province’s future
depends on whether its institutions can
harness its human, cultural, and natural
capital to deliver long-term prosperity.

Historical and
Geopolitical Context

Khyber Pakhtunkhwa’s identity has always
been shaped by its geography. Positioned at
the crossroads of South Asia, Central Asia,
and the Middle East, the province has long
served as a strategic entryway for trade,
migration, and military movements. From
the Gandhara civilization flourishing in
present-day Swat and Mardan to caravans
traveling the ancient Silk Route through its

rugged mountains, KPK has stood as a hub
of cultural and commercial exchange. This
historical richness, visible across districts
Mansehra, Abbottabad,
Charsadda, and Lower Dir, forms the
foundation of its diverse contemporary
landscape.

such as

Yet this same geography has exposed the
province to prolonged instability. The
Soviet-Afghan War in the 1980s turned
KPK, especially its western belt, into a
humanitarian and military frontline,
hosting millions of refugees. In the 2000s,
the rise of militancy further disrupted
socioeconomic life, leaving deep scars in
districts now grouped under Block 2 and
Block 3, including Swat, Bajaur,
Mohmand, Khyber, and North Waziristan.
Entire communities were displaced,
destroyed, and
development halted for years. The newly
merged districts in Block 4, such as South
Waziristan and Tank, faced some of the
harshest consequences, reflecting the
uneven burdens carried across the
province’s four administrative blocks.

schools and markets

Despite these shocks, the resilience of
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KPK’s people remains remarkable. Over
the last decade, strengthened policing,
community collaboration, and coordinated
security operations have brought substan-
tial stability to areas once engulfed by
conflict. Mingora, Miranshah, and parts of
Kurram and Orakzai, previously at the
center of violence, now show signs of
revival, from reopened schools to returning
businesses and tourism. Nevertheless, the
lingering effects of decades of conflict
continue to shape governance priorities.
The differing challenges faced by each
block, from densely populated valleys in
Block 1 to remote mountainous districts in
Block 2, wunderscore the need for
context-specific planning as Khyber
Pakhtunkhwa navigates its future.

Population Pressures
and the Challenges of
Scale

Khyber Pakhtunkhwa’s population, now
exceeding 40 million, is larger than that of
many independent nations, including Iraq,
Romania, and Australia. This demographic
weight shapes every aspect of governance
and development in the province. More than
60% of KPK’s residents are under the age of
30, creating both immense potential and
significant strain. On one hand, this youthful
population represents a powerful workforce
capable of driving economic growth,
entrepreneurship, and innovation. On the
other, it places sustained pressure on the
education system, job market, and public
services, particularly in regions already
struggling with limited infrastructure.

Population distribution across the province
further complicates governance. Unlike

Pakistan’s flatter provinces, KPK is
dominated by mountains, deep valleys, and
scattered high-altitude settlements. This
uneven terrain makes even basic service
delivery  disproportionately  difficult.
Constructing a school or hospital in Upper
Kohistan, Upper Dir, or parts of Chitral is
far more costly and time-consuming than
building the same facility in Peshawar or
Mardan. Roads require constant mainte-
nance due to landslides and harsh weather,
while emergency services often face
hours-long travel times to reach remote
communities.

This geographic reality means that
evaluating governance in KPK must
account not only for administrative

capacity but also for the structural
challenges the province inherently faces.
Effective planning, therefore, requires both
realism about constraints and strategic
investment tailored to KPK’s unique

demographic and topographic profile.

Integrating the Ex-FATA
Districts: A Historic but
Difficult Reform

The 2018 merger of the former Federally
Administered Tribal Areas (FATA) into
Khyber Pakhtunkhwa stands as one of the
most consequential administrative reforms
in Pakistan’s history, fundamentally
reshaping the province’s demographic,
political, and governance landscape. The
merger brought nearly five million new
residents into KPK, many of whom lived in
districts that had remained outside
Pakistan’s  mainstream
framework for decades. These regions, now

administrative

part of districts such as Khyber, Kurram,
Orakzai, Bajaur, Mohmand, and the
Waziristans, previously lacked formal
policing, judicial systems, and modern
bureaucratic structures, operating instead
under the Frontier Crimes Regulation and
centuries-old  tribal  decision-making
institutions. As a result, the task facing the
provincial government is profoundly
complex and unfolds along two demanding
fronts. The first is institutional integration,
which  requires merging traditional
structures, particularly the jirga system,
with Pakistan’s constitutional governance,
policing, and judicial framework while
maintaining local legitimacy and cultural
respect. The second is developmental
integration: establishing schools, courts,
hospitals, markets, communication
networks, and local government bodies in
regions where infrastructure was minimal
or entirely absent. Many of these areas had
been heavily affected by militancy and
conflict, adding an additional layer of
logistical and financial difficulty. Achieving
meaningful transformation will require
decades of sustained investment, culturally
informed policymaking, stable
capacity, and strong
coordination between provincial and
federal authorities. The merger is therefore
not a short-term project but a generational
undertaking, one that, if seen through with
commitment and sensitivity, has the
potential to bring long-term stability,
inclusion, and development to some of
Pakistan’s most historically marginalized
communities.

administrative

Block-Wise Structure: A
Model for Administrative
Restructuring

The map and dataset of Khyber
Pakhtunkhwa divide the province into four
major administrative blocks, each reflecting
distinct geographic, economic,
demographic, and cultural realities.
Together, these blocks encompass the full
range of KPK'’s districts and illustrate why
region-specific governance models are both
necessary and increasingly discussed in
provincial planning circles. The diversity
between these blocks, spanning from
densely populated valleys to remote
mountainous corridors, shows that a
uniform administrative approach is often
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insufficient, and that decentralization or
could significantly
improve service delivery and long-term
development outcomes.

Block 1

Districts include: Mansehra, Abbottabad,
Haripur, Swabi, Buner, Battagram,
Kolai-Pallas, Upper Kohistan, Lower
Kohistan, Torghar.

zonal governance

Characteristics:

This block covers the Hazara and
central-northern belt, known for its
relatively strong educational outcomes,
vibrant tourism industry, and moderate
urbanization patterns. Abbottabad,
Haripur, and Mansehra serve as economic
and educational anchors, while the
Kohistan belt represents some of Pakistan’s
most rugged terrain, where infrastructure
development remains challenging. The
cultural and linguistic distinctiveness of
Hazara has long fueled debates on whether
a dedicated Hazara administrative zone, or
even a sub-province, would allow for more
responsive governance. This block’s mix of
established cities and deeply remote areas
makes it a compelling example of why
administrative flexibility matters.

Block 2

Districts include: Upper Dir, Swat,
Shangla, Lower Dir, Malakand, Bajaur,
Upper Chitral, Lower Chitral, Dir areas,

Bannu .

Characteristics:

This block represents the core of KPK’s
high-altitude tourism economy. With
world-renowned destinations such as Swat,
Malam Jabba, Kumrat, and Chitral, the
region plays a major role in tourism, hospi-
tality, and ecological conservation. Howev-
er, its mountainous terrain, harsh winters,
and vulnerability to natural disasters
demand specialized governance. Road
connectivity, tourism regulation, environ-
mental protection, and sustainable develop-
ment are central priorities. Many policy-
makers and local groups advocate for a
Northern or Malakand administrative zone
that could streamline decision-making and
ensure more focused investment across this
geographically sensitive belt.

Block 3

Districts include: Charsadda, Nowshera,
Mardan, Hangu, Mohmand, Khyber,
Orakzai, Kohat, Kurram.

Characteristics:

Block 3 forms a transitional region that
blends urban growth corridors with districts
from the newly merged areas. Mardan and
Nowshera function as major urban and
commercial hubs, while Mohmand,
Khyber, Orakzai, and Kurram continue to
navigate the complex process of post-merg-
er administrative integration. Here, gover-
nance requires a hybrid approach: strength-
ening established municipal institutions
while simultaneously building judicial
systems, policing structures, and basic
service networks in former tribal territories.
This block demonstrates the administrative
challenge of aligning mature city systems
with emerging governance frameworks.
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proposals for a Southern KPK administra-
tive zone centered on Dera Ismail Khan or
Kohat arise from the belief that the region’s
unique challenges warrant a dedicated
administrative structure.

Together, these blocks reveal that KPK is
too diverse for a single centralized adminis-
trative model. Each block has different
terrain, population density, cultural
traditions, economic potential, and security
needs. Thus, the block-wise data provide a
concrete framework for discussing future
provinces or sub-provincial zones, rooted
not in politics but in administrative logic.

Education and Human

Capital: The Foundation
of Progress

Khyber Pakhtunkhwa (KPK) continues to
face a significant challenge with low
literacy rates, particularly among women.

Block 4

Districts include: Lakki, Karak, Peshawar,
North Waziristan, South Waziristan,
Tank, Baittani region, Dera Ismail Khan.

Characteristics:

This block stretches across the southern
plains and includes both merged districts
and the urban core anchored by Peshawar.
It combines arid agricultural zones, emerg-
ing hydropower potential, security-sensi-
tive border regions, and a capital city
struggling with rapid population growth.
Governance needs here range from water
management and agricultural moderniza-
tion to counter-terrorism stabilization and

metropolitan  planning. Long-standing

In some of the recently merged districts,
female literacy remains alarmingly below
10%, reflecting deep-rooted educational
disparities. This educational deficit limits
opportunities for economic growth, social
development, and the empowerment of
women, creating a cycle of poverty and
inequality. To address these challenges,
KPK must prioritize modernizing schools,
ensuring access to quality education in both
urban and rural areas. Additionally,
establishing technical institutes and upgrad-
ing existing universities across all four
provincial blocks is crucial to equip the
youth with relevant skills for the modern
workforce.  Without these strategic
interventions, the province risks falling
behind in the global knowledge economy,
unable to compete in industries that
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demand innovation and technical exper-
tise. Investing in comprehensive education-
al reform is therefore essential for KPK’s
sustainable development and societal
progress.

Economic Diversification
and Industrial
Development

Khyber Pakhtunkhwa’s (KPK) economy
relies primarily on agriculture, remittances,
small workshops, and mining, yet the
province’s diverse geography and resources
demand a differentiated economic strategy.
Each of KPK’s four blocks has unique
strengths that require tailored interventions
to maximize growth and development.

Block 1, with its natural beauty and poten-
tial for human capital development, is
well-suited for tourism, hydropower,
education, and service-sector expansion.
Investment in infrastructure, hospitality,
and renewable energy can generate jobs
while attracting domestic and international
visitors. Block 2 offers rich forestry and
mineral resources alongside opportunities
for eco-tourism, but sustainable manage-
ment of these assets is critical to prevent
environmental degradation and ensure
long-term economic returns.

Block 3, encompassing the Nowshera-Mar-
dan industrial belt, benefits from proximity
to CPEC corridors and existing industrial
zones. Targeted incentives, infrastructure
upgrades, and skill development programs
can transform this block into a manufactur-
ing and trade hub, fostering both local
employment and export potential. Mean-
while, Block 4, characterized by arid zones
and agricultural reliance, requires invest-
ments in water management, logistics, and
mineral exploitation. Modern irrigation,
storage, and transport solutions will
strengthen agricultural productivity and
connect local producers to wider markets.

Without a block-specific industrial and
economic policy, KPK risks underutilizing
its diverse resources and missing opportuni-
ties for inclusive growth. A strategic,
regionally differentiated approach can
unlock the province’s full potential, drive
sustainable development, and create
employment opportunities across sectors,
ensuring KPK contributes meaningfully to

Pakistan’s broader economic trajectory.

Tourism: The Sleeping
Giant of KPK’s Economy

Khyber Pakhtunkhwa (KPK) boasts some
of Pakistan’s most breathtaking landscapes,
from Kaghan and Naran to Swat, Dir, and
Chitral, yet these natural assets remain
largely underutilized. The province has
immense potential to attract both domestic
and international tourists but realizing this
requires a strategic shift toward world-class
tourism infrastructure. Investments in cable
cars, eco-resorts, regulated hotels, and
trained local guides are essential to provide
a safe, enjoyable, and sustainable experi-
ence for visitors. Additionally, protecting
fragile ecosystems and valleys will preserve
the region’s environmental and cultural
heritage, ensuring tourism growth does not
come at the cost of nature.

Block 2, with its mountains, forests, and
mineral-rich landscapes, stands out as a
prime candidate for developing global-stan-
dard mountain tourism. By combining
adventure tourism, eco-tourism, and hospi-
tality training, the province can position
Block 2 as a hub for international travellers
seeking unique experiences. Such focused
development will generate employment,
boost local economies, and establish KPK
as a premier tourism destination on the
world map.

Urbanization and
Modern Governance

Rapid urban expansion in Khyber
Pakhtunkhwa’s major cities, Peshawar,
Mardan, Swabi, and Mingora, is putting
immense pressure on outdated municipal
systems. Existing infrastructure struggles to
cope with rising populations, increasing
traffic congestion, inadequate waste
management, and environmental degrada-
tion. Without proactive planning, these
cities risk facing worsening pollution,
unregulated construction, and declining
quality of life for residents.

Each block requires a tailored, city-specific
masterplan that addresses its unique
challenges and growth patterns. Compre-
hensive transport planning, including
public transit networks and road expan-
sions, is essential to ease mobility and

reduce congestion. Zoning regulations
must balance residential, commercial, and
industrial development while preserving
green spaces and cultural Theritage.
Effective waste management systems,
water supply upgrades, and environmental
protection measures are critical to sustain-
able urban living.

By implementing forward-looking,
block-specific urban strategies, KPK can
transform its growing cities into well-orga-
nized, livable, and resilient urban centers,
capable of supporting economic activity,
social development, and long-term sustain-
ability.

Security and Police
Reforms

Khyber Pakhtunkhwa’s police reforms of
the mid-2010s set a national benchmark,
modernizing law enforcement, enhancing
accountability, and improving public trust.
These reforms strengthened operational
efficiency, introduced better training
programs, and emphasized citizen-focused
policing. However, evolving security
challenges, especially in the merged
districts, demand renewed attention and
investment. Rising threats from organized
crime, insurgency, and cross-border activi-
ties require a shift toward intelligence-led
policing, leveraging technology, data
analytics, and proactive threat assessment.

Equally important is community engage-
ment, which builds public cooperation,
enhances situational awareness, and fosters
trust between law enforcement and
citizens.  Strengthening local police
presence, improving training in human
rights and crisis response, and integrating
modern communication systems are
critical for effective law enforcement.
Sustained investment in these areas will
ensure KPK’s police remain adaptive,
professional, and capable of maintaining
peace in both urban centers and the more
complex security environments of the
merged districts, safeguarding public safety
while upholding democratic norms.

Why New Provinces or
Administrative Zones
Matter
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Using the block-based structure, it becomes
evident that Khyber Pakhtunkhwa (KPK)
may benefit from 3—4 administrative zones,
each empowered with governance autono-
my. Such a structure would enable more
localized decision-making, tailored
development strategies, and efficient
resource allocation, addressing the distinct
socio-economic and geographic character-
istics of each block.

*  Hazara Province / Zone (Block 1)

e Malakand-Dir-Chitral
Zone (Block 2)

Province /

*  Central KPK Province / Zone (Block
3)

Southern KPK Province / Zone
(Block 4)

By creating these administrative zones,
each region can focus on its unique priori-
ties. Hazara’s emphasis could be on
tourism, education, and hydropower
development, while Malakand-Dir-Chitral
could concentrate on eco-tourism, forestry,
and sustainable mineral extraction. Central
KPK, encompassing industrial hubs such
as the Nowshera-Mardan belt, could priori-
tize industrialization, trade facilitation, and
infrastructure aligned with CPEC connec-
tivity. Southern KPK, with its agricultural
and arid landscapes, would benefit from
targeted water management, logistics, and
agricultural modernization policies.

These structural proposals align with
international examples where multi-layered
governance promotes balanced develop-
ment. India’s Uttarakhand demonstrates
how regional autonomy can accelerate
development in  mountainous and
resource-rich areas. Similarly, Nigeria’s
federal model and Malaysia’s state-based
governance showcase how decentralized
authority enables better local planning,
improved service delivery, and economic
growth tailored to regional strengths.

Implementing such a zonal governance
framework in KPK would foster inclusive
development, enhance accountability, and
allow each block to fully leverage its poten-
tial while contributing to the province’s
overall progress. This approach ensures
that economic, social, and environmental
planning is context-specific, sustainable,
and responsive to local needs.

A Vision for KPK’s
Future

Khyber Pakhtunkhwa’s governance
transformation must prioritize a multi-fac-
eted and forward-looking approach to
address longstanding challenges and
unlock the province’s full potential. Admin-
istrative decentralization is critical to
ensure that decision-making is closer to the
communities it affects, allowing policies to
reflect local needs and priorities. Empower-
ing local governments will enhance
accountability, improve service delivery,
and foster citizen participation in gover-
nance. Modernizing and digitizing land
systems is equally essential to streamline
property management, reduce disputes,
and encourage investment. Education
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Peshawar, Mardan, Swabi, and Mingora is
necessary to manage congestion, improve
transport, and protect the environment.
Finally, transparent, long-term policy
continuity is crucial to instill investor
confidence, developmental
momentum, and avoid the pitfalls of
short-termism. Only by addressing these
interconnected  priorities can KPK
transform its historical struggles into a
sustainable platform for growth, ensuring
prosperity, stability, and improved quality
of life for all its citizens.

maintain

Conclusion

Khyber Pakhtunkhwa stands at a historic
turning point. Its people have endured
immense challenges yet remain resilient,
dynamic, and hopeful. Its geography, once

reform remains a cornerstone for long-term
development, addressing low literacy rates,
particularly among women, and creating a
skilled workforce ready to meet the
demands of a modern economy. Sustain-

able tourism development, leveraging
KPK’s natural and cultural assets, can
generate employment while preserving the
environment, while industrial diversifica-
tion across all four blocks ensures that
economic growth is resilient and inclusive.
Integrating the merged districts through
tailored policies and infrastructural
development will promote social cohesion
and equitable progress. Urban master
planning in rapidly expanding cities like

an obstacle, is now an asset rich in tourism
opportunities, minerals, and hydropower
potential. Its young population is an engine
waiting to be activated by good gover-
nance.

The block-wise administrative structure
provides a practical roadmap for future
development, highlighting the need for
decentralization and region-specific
planning. If KPK adopts visionary gover-
nance reforms, empowers local leadership,
and restructures itself around its diverse
regional realities, it can become one of
Pakistan’s most successful and transforma-
tive provinces.
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Restructuring Sindh: Why Creating Smaller Provinces
Can Boost Governance, Equity, and Development

By Hina Kashif

akistan has five provinces covering nearly 882,000 km?, yet

many countries with similar or smaller territories operate far
more administrative units. These smaller units deliver stronger
governance, faster development, and better resource distribution.
Countries like India, Nigeria, Turkey, Indonesia, and Brazil
successfully manage diversity and complex populations by dividing
their land into multiple states or provinces.

For Sindh—one of Pakistan’s most diverse provinces—similar
restructuring could significantly enhance governance, reduce
inequalities, and ensure fair representation.

Why More Provinces (or Smaller
Administrative Units) Can Help

1. Stronger Governance and Faster Response

Large provinces like Punjab or Balochistan are difficult to manage
from a central authority. Smaller regions allow local leadership to
respond quickly to public needs, reduce bureaucracy, and address
region-specific priorities.

2. Fairer Resource Distribution

Smaller administrative units ensure that development funds reach
every district. Remote or underdeveloped regions often get
neglected under a centralized provincial setup.

3. Better Political Representation

More provinces empower diverse cultural, linguistic, and tribal

block 2

block 3

1. karachi central 9. jamshoro 18. larkana
2. korangi 10. t. allah yar 19. khairpur
3. malir 11l. hyderabad 20. naushero
4. badin 12. sanghar 21. sukkur

5. mirpur khas 13. t.m khan 22. gotki

6. tharparkar 14. matairi 23. gambar
7. thatta 15. namabshah 24. shikarpur
8. umerkot 16. dadu 25. kashmore

17. karachi (e),{w)|{2)6. jacobabad

groups. Each region gets better representation in assemblies,
resulting in stronger democratic participation.

4. Region-Focused Development

Smaller provinces allow each region to target its strengths—such as
agriculture, industry, fisheries, desert development, or major urban
economies.

5. Enhanced Social Cohesion

Administrative divisions can reduce ethnic or tribal tensions by
giving local populations more ownership over their affairs.

Countries of Similar Area with More
Administrative Units

Country | Area Units Notes

Nigeria 923,000 36 states + | Helps manage ethnic
km? 1 FCT and regional diversity

Turkey 783,000 81 Reduces regional
km? provinces inequality

France 643,000 18 regions | Decentralization
km? drives development

Mexico 1,964,000 | 32 states Local units handle key
km? services

Indonesia | 1,905,000 | 38 Enables governance
km? provinces across remote islands

These examples show that territorially comparable nations thrive
when governance is decentralized.
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Current Administrative Landscape of
Sindh

Sindh covers 140,914 km? and is home to 30 districts, currently
grouped into 5-6 divisions. Its geography is highly diverse,
including urban hubs like Karachi, riverine belts along the Indus,
fertile agricultural plains, desert regions, and a long coastline. This
diversity creates unique challenges in governance, resource
allocation, and service delivery. A single provincial government
struggles to address the specific needs of each area effectively.
Reorganizing Sindh into smaller administrative regions can help
overcome these challenges.

New Proposed Structure (Three-Block
Division)
Sindh can be reorganized into three major administrative provinc-

es/regions, each representing shared geography, economy, culture,
and development priorities.

Block 1 — “Southern & Coastal Sindh Province”
(Red Region)

Districts:

e Karachi Central,

*  Korangi,

e Malir,

e Badin,

*  Mirpurkhas,

*  Tharparkar,

e Thatta,

e Umerkot

Population (2023): 15,482,000+

Key Features of the Proposed
Reorganized Sindh

1. Coastal Belt and Karachi-Adjacent Districts

This region includes districts along the Arabian Sea and those
neighboring Karachi. It faces unique challenges such as port
management, coastal erosion, and flood risk. Effective governance
here requires specialized attention to maritime infrastructure,
fisheries, and environmental protection.

2. Mega-Urban, Peri-Urban, and Coastal
Challenges

Karachi, as a mega-city, deals with high population density, traffic
congestion, waste management, housing shortages, and urban
infrastructure needs. Surrounding peri-urban districts share
spillover issues such as migration pressures, land use conflicts, and
service delivery gaps. A focused administrative unit can plan and
implement solutions tailored to these urban and semi-urban
dynamics.
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3. Desert Region (Tharparkar, Umerkot)

The desert districts of Tharparkar and Umerkot face extreme
climatic conditions, sparse population, limited infrastructure, and
livelihood challenges. Specialized administration in this region can
prioritize water access, renewable energy projects, rural
development, and health and education services tailored to desert
communities.

4. High Need for Water Security, Coastal
Protection, and Urban Governance

Across the province, each region has its own resource and gover-
nance priorities. Northern and central districts require irrigation
and river management; the coastal belt demands coastal protection
and port development; urban Karachi needs focused metropolitan
governance. Regional administration ensures that these priorities
are addressed efficiently and sustainably, reducing strain on the
central provincial government.

Block 2 — “Central Sindh Province” (Blue Region)

Districts:

»  Jamshoro,

*  Tando Allahyar,

*  Hyderabad,

*  Sanghar,

¢ Tando Muhammad Khan,
e Matiari,

e Nawabshah,

*  Dadu,

*  Karachi (East/West/South)
Population (2023): 1,618,568+

Key Features:

Industrial and Agricultural Mix

This region combines industrial zones with extensive agricultural
lands, creating a diverse economic landscape. Efficient governance
here can support both modern industries and traditional farming,
ensuring balanced growth and employment opportunities.
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Riverine Belt and Semi-Urban Districts

The riverine areas, particularly along the Indus, are fertile and
densely populated. Semi-urban districts in this belt face challenges
like irrigation management, flood control, and infrastructure
development. Local administration can prioritize water manage-
ment, rural connectivity, and agricultural support programs.

Hyderabad as a Strong Administrative Center

Hyderabad can serve as the administrative hub for the central
region, leveraging its infrastructure, connectivity, and institutional
capacity. A focused governance model here ensures smoother
coordination between urban and rural areas, streamlining develop-
ment and service delivery.

Great Potential for Industry, Education Hubs, and
Mixed Economies

This region has untapped potential for industrial growth, educa-
tional institutions, and mixed economic development. Strategic
planning can promote industrial clusters, vocational training
centers, and education hubs, fostering employment and regional
prosperity while balancing urban and rural development needs.

Block 3 — “Northern & Upper Sindh Province”
(Green Region)

Districts:

e Larkana,

*  Khairpur,

e Naushahro Feroze,

e Sukkur,

¢ Ghotki,

*  Qambar Shahdadkot,
e Shikarpur,

«  Kashmore,
e Jacobabad
Population (2023): 14,000,812+

Key Features:
Agricultural Heartland of Sindh

This region forms the backbone of Sindh’s agriculture, producing
major crops that feed both the province and the country. Focused
regional governance can enhance crop management, market
access, and rural livelihoods.

Indus River Irrigation Belt

The fertile Indus River belt supports extensive irrigation-based
farming. Local administrations can prioritize water distribution,
canal maintenance, and modern irrigation technologies to increase
productivity and reduce wastage.

Interior Towns with Major Historical and Cultural Identities

Many interior towns in this area have rich historical and cultural
significance, contributing to Sindh’s heritage and tourism potential.
Region-specific governance can preserve cultural assets while
promoting local tourism and economic development.

Needs for Agriculture Modernization, Irrigation
Support, and Flood Management

The region faces challenges like outdated farming methods, insuffi-
cient irrigation infrastructure, and seasonal flooding. Tailored
strategies for modernization, flood control, and sustainable water
management are essential to protect farmers’ livelihoods and
ensure food security.

| W -
- —— e e e

Why Sindh Needs This Three-Province
Structure

By grouping districts with shared characteristics, each new

province can adopt policies tailored to local realities:

* Block 1 (South): Coastal infrastructure, Karachi-adjacent
governance, desert livelihoods

*  Block 2 (Center): Industry, mixed economy, urban-peri-urban
synergy

*  Block 3 (North): Agriculture, irrigation, flood resilience

This ensures balanced growth and reduces concentration of power
and resources.
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Expected Benefits of a Reorganized
Sindh

1. Localized Governance Close to the People

Reorganizing Sindh into smaller, region-based administrative units
brings governance closer to the citizens. Local governments would
have more authority to address specific community needs efficient-
ly, reducing bureaucracy and ensuring faster decision-making.
Residents would have easier access to policymakers and adminis-
trative offices.

2. Fairer Distribution of Resources

A smaller administrative structure allows for equitable allocation of
resources. Budgets, development projects, and public services can
be tailored to the unique requirements of each region. Desert areas
could receive additional water and irrigation support, coastal
regions could prioritize ports and flood management, and agricul-
tural zones could focus on enhancing farming and irrigation
infrastructure.

3. Stronger Political Representation

Smaller provinces or regions provide diverse populations—urban
residents, rural communities, desert dwellers, and coastal fisher-
men—with a stronger voice in governance. Minority or underrepre-
sented communities can influence decision-making, leading to
inclusive policies and better representation at local and provincial
levels.

4. Specialized Economic Planning

Reorganized regions enable focused economic strategies. Northern
Sindh could prioritize agriculture and irrigation, central Sindh
could enhance industrial and mixed-economy initiatives, southern
Sindh could focus on coastal and desert development, and Karachi
could manage metropolitan challenges. Tailored economic policies
allow for more effective regional growth.

5. Faster Response to Disasters

Local administrations would be better equipped to handle natural
disasters such as floods, storms, and droughts. With regional
authorities closer to the ground, emergency response, relief
measures, and resource mobilization can be faster and more
efficient, minimizing damage and saving lives.
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6. Reduced Administrative Load on Karachi and
Hyderabad

Delegating administrative responsibilities to regional governments
reduces the burden on major urban centers like Karachi and Hyder-
abad. These cities can then concentrate on urban planning,
infrastructure development, and metropolitan governance without
being overstrained by province-wide management.

Challenges & Considerations (What to
Watch Out For)

1. Political Resistance

Restructuring Sindh into smaller provinces or regions may face
pushback from entrenched political and bureaucratic elites. Local
leaders who currently control large districts could fear losing
influence, voter bases, and access to provincial resources. Building
consensus through inclusive dialogue and transparent frameworks
will be essential to overcome political hurdles.

2. Complex Transition

Creating new administrative units involves establishing provincial
governments, assemblies, bureaucracies, and legal frameworks.
Clear planning is needed to ensure continuity of essential services,
avoid disruption, and define reporting structures for newly created
departments. Legislative adjustments may also be required to
redefine constituencies and provincial jurisdictions.

3. Fair Resource Division

Each new province must be economically sustainable, with
sufficient revenue generation, development budgets, and access to
public services. Proper planning is required to equitably distribute
infrastructure, natural resources, and government funds, while
ensuring less-developed regions are not marginalized.

4. Avoiding Bureaucratic Expansion

While new administrative units are necessary, it is critical to avoid
creating excessive government layers. Additional offices and
reporting hierarchies must be streamlined to maintain efficiency,
prevent duplication, and ensure clear lines of responsibility for
service delivery.

5. Inter-Province Coordination

Many challenges, such as water management of the Indus River,
coastal protection, migration, and agriculture, cross provincial
boundaries. Joint planning and coordination mechanisms will be
essential to manage shared resources effectively and ensure
balanced development across all regions.

Comparisons — Why Other Countries
Do This & Succeed

Many countries around the world divide their territories into multi-
ple sub-national units, such as states, provinces, or regions, to
decentralize governance, manage diversity, and provide more
effective localized development. For example, India, which has a

15 - 31 December 2025 | The Truth International



Special Edition

land area similar to Pakistan, has 28 states and 8 union territories,
allowing each region to focus on its unique cultural, economic, and
geographical needs. Similarly, Brazil, with vast territories and
diverse ecosystems, is divided into 26 states and a federal district,
enabling tailored policies for urban, agricultural, and coastal zones.
Sindh’s proposed structure mirrors these international models by
breaking the province into smaller, more manageable regions.

Netherlands — small size but multiple
administrative layers

Netherlands, a country with a total area of just about 37,391 km?, is
divided into 12 provinces and further into 342 municipalities, with
additional specialized authorities for water management. Despite
being far smaller than Sindh, the Netherlands demonstrates how
smaller administrative units can allow tailored governance and
efficient service delivery. Municipalities handle local civic services
such as infrastructure, waste management, and urban planning,
while provinces oversee regional planning and coordination.
Specialized bodies, such as water districts, manage critical shared
resources across municipalities. This multi-layered structure
ensures that local priorities are addressed effectively, and
decision-making is both faster and more accountable.

The Dutch model also illustrates the importance of decentralized
resource allocation. Each province and municipality receive
budgets aligned with its population, geography, and economic
profile, allowing funds to be directed to areas with the most
pressing needs. For example, coastal municipalities prioritize port
infrastructure and marine management, while inland provinces

focus on agriculture, environmental protection, or urban
development. This targeted approach prevents inequitable
distribution and helps maintain balanced development across

regions.

Applying these lessons to Sindh suggests that creating smaller
sub-provincial units could significantly improve governance. Each
new region could share similar geography, urbanization levels, and
socio-economic characteristics, making it easier to design policies,
allocate resources, and implement development plans tailored to
local needs. Additionally, smaller administrative units would
enhance accountability, giving citizens better access to representa-
tives and allowing governments to respond more effectively to
crises like floods, coastal erosion, or urban overcrowding.

In conclusion, the experience of the Netherlands demonstrates that
breaking a large, diverse region into smaller, specialized units can
strengthen governance, improve service delivery, and ensure more
equitable development. For Sindh, adopting a similar approach,
while accounting for its much larger size and population, could
enable better management of its urban-rural divide, economic
diversity, and geographically varied regions.

Conclusion

Adopting a three-block administrative model can transform Sindh.
Smaller provinces will allow efficient governance, equitable
development, and stronger representation. Sindh’s diversity
demands tailored policies, and this structure offers a practical
roadmap for balanced regional growth and long-term stability.
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Reimagining Governance in Balochistan:
A Four-Region Administrative Proposition
for a Stronger Future

By Romana Afsheen

B alochistan stands at a critical juncture
in its administrative and
developmental journey. As Pakistan’s
largest province by landmass, yet one of the
least administratively integrated,
Balochistan continues to struggle with
governance gaps that stem not from a lack
of potential, but from geography, history,
and structural imbalance. Sprawling
mountains, scattered populations, harsh
terrain, inadequate infrastructure, border
complexities
governance in a single provincial center
have collectively restricted the province’s
ability to govern effectively.

and a concentration of

A compelling proposition is now emerging:
reorganizing Balochistan into four adminis-
trative regions, each designed around
geographic logic, socio-economic cohesion,
security realities and population distribu-
tion. This structural redesign aims to decen-
tralize authority, enhance service delivery,
strengthen local economies and bring
government closer to communities long cut
off from decision-making.

‘BALOGHISTAN

block 1 block 2 block 3 block 4
districts
1. quetta 9. sibi 17. zhob 26. washuk
2. ziarat 10. P 18. sh i 27. panjgur
3. pishin 11. d 19. khel 28. kh
4. nushki 12. lasbela 20. loralai 29. kech
5. mastung 13. khuzdar 21. kohlu 30. gwadar
6. gilla abdullah | 14. jhal magsi 22. qgilla saifullall 31. chagai
7. qalat 15, jaffarabad 23. dera bugti 32, awaran
8. kachhi 16. harnai 24. barkhan 33. s. sikandarabpad
25. duki

A Historical Backdrop: Why
Administrative Reform Has
Become Necessary

To understand why Balochistan requires a
new governance model, one must revisit
the province’s layered past.

Early Civilizations and Tribal
Structures

Archaeological sites such as Mehrgarh,
dating back to around 7000 BCE, establish
Balochistan as one of the world’s earliest
centers of settled agriculture. Across millen-
nia, waves of migration, trade routes
linking Persia and South Asia, and the rise
of various tribal confederacies — Baloch,
Brahui and Pashtun — shaped a region
defined by diversity rather than uniformity.

These tribal systems fostered local autono-
my and collective decision-making, but
they also evolved independently across vast
distances, creating distinct northern, central
and coastal socio-political worlds.

Colonial Fragmentation

Under British rule, Balochistan was divided
into administratively separate domains:

¢ The Chief Commissioner’s Province,
encompassing directly administered
territories;

e The Baloch princely states, including
the Khanate of Kalat, which retained
internal sovereignty in return for
cooperation and external allegiance.

This bifurcated system created uneven
governance traditions that outlived colonial
rule.

One Unit and Beyond

The imposition of the One Unit system
(1955-1970), which merged all western
provinces into a single administrative
entity, diluted provincial autonomy and
destabilized existing governance networks.
When Balochistan was formally recognized
as a separate province in 1970, its adminis-
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trative foundations were incomplete,

under-resourced  and  geographically

mismatched.

Efforts to improve internal governance led
to the creation of several divisions —
Quetta Division, Kalat Division, Makran
Division, Zhob Division, Nasirabad
Division and, more recently, Rakhshan
Division. However, despite these adjust-
ments, the province’s overwhelming size
and natural barriers continue to obstruct
efficient administration.

Why a New
Administrative Model Is
Needed Now

Balochistan’s current administrative
structure is insufficient to address its
complexities. Several fundamental

challenges underscore the need for a
reorganisation:

1. Geography Outpaces
Governance

Much of Balochistan is mountainous,
inter-montane or desert terrain: about 80%
of the province is classified as inter-moun-
tainous, with only 20% comprised of
floodplains or coastal plains. Many districts
lie hours, sometimes an entire day, away
from existing divisional headquarters.
Large parts of the province remain physi-
cally inaccessible during harsh weather or
because of poor road networks. Managing
security, healthcare, education, and justice
from a distant central authority is simply
impractical.

2. Population Is Thin, but
Distances Are Vast

Despite covering roughly 44% of Pakistan’s
land area, Balochistan remains the least
densely populated province: only around
12-14 persons per square kilometer in
many areas. Even though Balochistan hosts
a small population relative to its size, its
inhabitants are distributed unevenly, with
clusters in highlands, pockets in plains, and
scattered settlements across deserts and
This demands

coastal stretches.

regionalized governance rather than

centralized control.

3. Economic Potential Is
Region-Specific

Agriculture, mining, cross-border trade,
livestock, fishing, port development and
desert minerals are not evenly distributed.
Different zones require tailored policies
that reflect their unique natural resources
and challenges. Under a uniform adminis-
trative structure, the priorities of one zone,
say coastal development, are unlikely to get
sufficient attention among competing needs
from the highlands, deserts or plains.

4. Security Pressures Are Uneven

Border management with Iran and Afghan-
istan, smuggling routes, tribal disputes,
insurgency hotspots, and emerging
economic corridors all require region-spe-
cific security coordination. A single
command center cannot adequately
address these nuances. Moreover, neglect
and perceived injustice in distant regions
have historically fueled local grievances
and instability.

5. Representation and Trust
Deficit

Communities geographically distant from
provincial capital often feel alienated from
governance. They lack ready access to
government offices, administrative
services, and political participation. Bring-
ing administration closer can rebuild trust
and ensure that people view the govern-
ment as part of their daily lives rather than
a distant authority.

These challenges form the backdrop for a
well-structured proposal to reorganize
Balochistan into four administrative
regions — each grounded in geographic
logic, demographic continuity and
economic synergy.

To better understand why Balochistan’s
administrative challenges require structural
reform, it is useful to compare the province
with international regions of similar or even
smaller size.

Comparative Perspective: How
Regions Smaller Than
Balochistan Thrive Through
Administrative Division

A useful way to understand the necessity of
new provinces in Balochistan is to view it
through a global comparative lens. With an
area of approximately 347,190 square
kilometers, Balochistan is not only
Pakistan’s largest province but is also
geographically larger than numerous fully
sovereign and economically advanced
nations. Countries such as Poland (312,000
sq km), Italy (301,000 sq km) and the
Philippines (300,000 sq km) are significant-
ly smaller, yet each one consists of multiple
administrative, political, and economic
tiers that ensure effective governance and
service delivery across their territories.
These nations demonstrate that large
populations are not a prerequisite for strong
development; rather, administrative
proximity, decentralized authority, and
resource-responsive  governance  drive
progress.

Globally, even countries with complex
ethnic or geographic compositions—such
as Turkey, which has 81 provinces despite
being slightly larger than Pakistan, or
Nigeria, which operates 36 states within
roughly half of Pakistan’s land area—attest
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to the principle that smaller administrative
units create stability and accelerate
development. These countries have recog-
nized that governance improves when
authority is localized, when citizens can
reach administrative centers easily, and
when political attention is distributed rather
than concentrated.

India’s experience further strengthens this
argument. The division of Punjab into
Punjab, Haryana, and Himachal Pradesh,
and later the creation of states like Uttara-
khand, Jharkhand, and Telangana, resulted
in sharper administrative focus and more
equitable development. Smaller states were
able to cultivate specialized economic
strengths, develop targeted policies, and
provide public services more efficiently.

In contrast, Balochistan—with its vast
distances, scattered settlements, and
challenging terrain—remains governed as a
single unit. No country or province of
comparable size relies on a centralized
model and simultaneously achieves
balanced development. The global
evidence is clear: where territories are large,
geographically diverse, or historically
underserved, subdivision is not merely
desirable—it is essential. A more granular
administrative map of Balochistan would
align the province with international best
practices and unlock the development
potential currently suppressed by scale,
distance, and centralization.

These global examples clearly demonstrate
that Balochistan cannot achieve balanced
governance under a single administrative
unit, which makes the case for new provin-
cial divisions even stronger.

The Four Proposed
Administrative Regions

The proposed model divides Balochistan
into four contiguous administrative
regions, each consisting of districts that
share natural terrain, socio-economic
patterns, travel networks and cultural links.
Each region also carries specific population
and land area metrics, demonstrating the
balance between governance load and
geographic realities.

Block 1: The Quetta-Centered
Administrative Hub

Districts: Quetta, Ziarat, Pishin, Nushki,
Mastung, Qilla Abdullah, Qalat, Kachhi

Population: 7,015,526

Region Overview: Region One forms the
political, administrative, and economic core
of Balochistan. Quetta, as the provincial
capital, anchors the region and hosts major
educational institutions, hospitals, adminis-
trative departments, and transport hubs.

Strategic Significance

* Serves as Balochistan’s primary
administrative and political nerve
center.

¢ Functions as a service hub for north-
ern, central, and parts of eastern
Balochistan.

*  Provides cross-border connectivity
with Afghanistan via major routes.

»  Contains agricultural and orchard belts
(Pishin, Ziarat) alongside semi-urban
growth zones (Mastung, Qalat).
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*  Has the capacity to absorb rural-urban
migration if urban planning is
strengthened.

Governance Goal

To reduce excessive centralization in
Quetta by creating empowered district-level
administrative ~ nodes. Strengthening
secondary cities will relieve urban pressure,
promote even development, and improve
service accessibility for remote populations.

Block 2: The
Agricultural-Industrial and
Mineral Corridor (Block 2)

Districts:  Sibi, Sohbatpur, Nasirabad,
Lasbela, Khuzdar, Jhal Magsi, Jaffarabad,
Harnai

Population: 2,963,202
Region Overview

Region Two stretches from densely
cultivated plains to mineral-rich uplands. It
contains Balochistan’s most productive
agricultural zone and connects major
north—south and coastal trade pathways.

Economic Highlights

*  Nasirabad, Jaffarabad, and Sibi form
Balochistan’s agricultural heartland
and are vital for food security.

*  Khuzdar and Lasbela possess signifi-
cant mineral potential and industrial
linkages.

»  Jhal Magsi and Sohbatpur contribute
to livestock and mixed agriculture.

e Harnai offers coal,
horticultural potential.

livestock, and

*  The region forms a logistical corridor
between northern and southern
Balochistan.

Administrative Importance

With large population concentrations in
agricultural plains and vast mineral
belts in the southeast, this region
benefits from decentralized gover-
nance that can:

* Improve water distribution and

agricultural planning.
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*  Regulate mineral extraction with

transparency.

e Strengthen transportation links and
inter-district trade networks.

*  Enhance disaster-management and
climate resilience in flood-prone
plains.

Block 3: The Highland Tribal Belt

Districts:  Zhob, Sherani, Musakhel,
Loralai, Kohlu, Qilla Saifullah, Dera Bugti,
Barkhan, Dukki

Population: 2,069,400

Region  Overview: Region  Three
encompasses the northeastern highlands,
characterized by rugged terrain, tribal
administrative structures, and historical
developmental gaps.

Governance Objectives

*  Build mountain-adapted road
networks and micro-irrigation
systems.

»  Expand mobile healthcare, tele-educa-
tion, and community-based schooling.

* Integrate tribal governing structures
with formal administration using a
hybrid governance model.

*  Promote local economic opportunities
to reduce migration and foster
stability.

Block 4 : The Coastal-Desert
Strategic Frontier

Districts: Washuk, Panjgur, Kharan, Kech,
Gwadar, Chagai, Awaran, S. Sikanda-
rabad

Key Features

e Tribal systems play a central role in
conflict resolution and social gover-
nance.

*  Geographic isolation creates severe
gaps in infrastructure, health access,
and market connectivity.

*  Contains border-adjacent and securi-
ty-sensitive regions.

*  Holds major mineral prospects—espe-
cially in Kohlu and Dera
Bugti—which remain underutilized
due to limited access and stability
issues.

Population: 2,169,392

Region Overview: Region Four spans the
deserts of western Balochistan and the
globally significant Makran coastline. The
region includes Gwadar — a linchpin of
emerging global maritime and economic
corridors.

Economic and Strategic
Assets

*  Gwadar Port: A strategic deep-sea port
with potential to transform trade,
logistics, fisheries, and shipping
industries.

¢ Chagai Mineral Belt: Home to Reko
Diq and world-class copper—gold
deposits that attract major internation-
al interest.

e Makran Coastline: Offers opportuni-
ties in maritime trade, fisheries, coastal
tourism, and blue-economy develop-
ment.

*  Desert Districts: Ideal for large-scale
solar and wind energy investments.

Governance Priorities

*  Ensure equitable community benefits
from port-driven development through
employment, revenue-sharing, and
service expansion.

e Build climate-resilient infrastructure
suited to coastal storms, cyclones, and
desert conditions.

*  Implement transparent frameworks for

mineral extraction, environmental
safeguards, and localized reinvest-
ment.

*  Modernize border trade governance to
maximize legitimate commerce and
reduce smuggling.

How the Four-Region
Model Addresses
Balochistan’s Key
Challenges

Each proposed region is designed not only
to group together geographically contigu-
ous districts, but also to create administra-
tive coherence, reduce burdens on the
provincial capital, and promote balanced
development across the province. Below
are the core benefits such a reorganization
can deliver:

1. Administrative
Decentralization and Closer
Governance

By creating smaller administrative
regions, governance becomes more
accessible. Districts that currently lie
dozens—or hundreds—of kilometers
from provincial headquarters would
gain regional capitals, shortening
travel time for citizens needing to
access government offices.
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*  This proximity reduces travel costs,
increases accountability, and fosters
local ownership. For example, instead
of travel to Quetta for a mining license,
a district in the desert mining belt
could apply to a regional administra-
tive office within Region Four.

2. Region-Specific Economic
Growth Plans

*  Economic planning tailored to each
region’s strengths — whether agricul-
ture, mining, coastal trade, or highland
pastoralism — ensures resources are
used efficiently.

* Region Four can adopt a “maritime
and mineral frontier” strategy; Region
Two can focus on agriculture,
agro-processing, and mineral corridor
infrastructure; Region Three can
prioritize =~ mountain  agriculture,
livestock, and trade linkages; Region
One can modernize urban governance,
services, and connectivity.

This specialized approach is far more
effective than a one-size-fits-all provincial
plan.

3. Enhanced Security
Coordination

»  Security threats — insurgency, smug-
gling, tribal conflict, cross-border
movement — are often localised.
Regional authorities, familiar with
terrain and social dynamics, can
coordinate more effective border
patrols, intelligence gathering, and
liaison with tribal leaders.

*  Localized civil-military coordination,
supported by dedicated regional
institutions, can respond more quickly
to emerging unrest than a distant
central command.

4. Fairer Distribution of
Resources & Local
Empowerment

e Under the new model, revenue from
ports, mineral leases, fisheries and
trade can more easily be allocated to
local development budgets rather than
being absorbed centrally.

»  Local assemblies and governing bodies

can ensure that communities have
direct say over resource use, employ-
ment, land rights and environmental
protection — reducing feelings of
exploitation and marginalization.

5. Reduced Inter-Tribal and
Regional Friction

e Because the proposed regions group
districts  largely along natural,
geographic, tribal and cultural lines,

administrative boundaries coincide
with social realities — reducing
friction caused by forced, unnatural
alignments.

*  When administration reflects ground
realities, ethnic or tribal grievances

(about representation, neglect, or
resource distribution) are less likely to
arise.

Risks and Challenges —
And How to Mitigate
Them

No administrative reform is without
challenges. Honest assessment is needed to
ensure success.

1. Political Resistance

Existing power centres — tribal sardars,
entrenched elites, influential political
families — may resist structural change
fearing loss of influence.

Mitigation: A phased approach, inclusive
consultations with tribal leaders, civil
society, community elders and youth, and
transparent transition plans. Constitutional
safeguards for civil service continuity, fair
representation in new regional assemblies,
and public participation in boundary
demarcation can reduce resistance.

2. Budget and Infrastructure
Costs

Setting up new administrative centres,
regional capitals, bureaucracies, infrastruc-
ture (offices, roads, utilities) demands
resources that the provincial budget may
struggle to provide.

Mitigation: Initially adopt interim division-
al secretariats — modest offices empowered
to coordinate basic governance — rather

Special Edition

than full-fledged provincial structures. Use
e-governance to reduce overhead. Mobilize
federal development grants, public-private
partnerships, and revenue-sharing agree-
ments (especially from mineral and port
revenues) to finance infrastructure.

3. Risk of Inter-Regional Inequity

Some regions may flourish quickly (e.g.,
coastal or mineral-rich), while others —
especially sparsely populated highlands —
may struggle to generate revenue. This
disparity could create new inequalities.

Mitigation: Institute a provincial equaliza-
tion fund, funded by revenues from
prosperous regions (mining, port, trade) to
support poorer regions until they stabilize.
Prioritize human development (health,
education) in all regions to ensure baseline
equity.

4. Administrative Capacity and
Human Resources

New administrative units will need trained
personnel — civil servants, local bureau-

crats, law enforcement — which are
currently limited.
Mitigation: Launch recruitment and

training drives prioritizing local youth. Use
district-level capacity building, training
academies, and periodic rotation — giving
locals a stake in administration, while
avoiding over-centralization.

5. Public Perception & Social
Acceptance

People accustomed to a single provincial
identity may view regional divisions as
fragmentation, or fear ethnic segregation.

Mitigation: Emphasize that the restructur-
ing is administrative, not a redrawing of
national boundaries. Maintain shared
provincial identity while promoting region-
al empowerment. Public awareness
campaigns, community  engagement,
inclusive planning and transparent commu-
nication will be key.

Implementation
Roadmap — Turning
Proposition into Policy

For such a major reform to succeed, a
structured, phased approach is essential.
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Phase 1: Legal and
Administrative Framework

»  Pass provincial legislation formally
recognizing the four regions.

»  Establish interim regional secretariats
(not full provinces) with delegated
budget and administrative powers —
to pilot decentralized governance.

*  Define boundaries clearly using census
and cadastral data, and confirm
district composition as per the four-re-
gion proposal.

Phase 2: Infrastructure and
Digital Systems

*  Begin building minimal administrative
infrastructure (offices, communica-
tions, basic utilities) in regional
capitals.

* Launch e-governance platforms to
process documentation, applications,
and citizen services — reducing need
for physical travel.

»  Upgrade road, transport and connec-
tivity networks to link all districts with
their regional hubs.

Phase 3: Regional Development
Plans

Each region should craft a five-year
socio-economic plan tailored to its
strengths:

* Region Four: Port development,
fisheries, mining, coastal infrastruc-
ture, renewable energy.

+ Region Two: Agriculture, water

management, agro-processing,
mineral corridor planning.

*  Region Three: Mountain agriculture,
pastoralism, local crafts, cross-border
trade, small-industry development.

* Region One: Urban infrastructure,
education, health, transport, intra-re-
gional connectivity, industrial hubs.

Implement monitoring and evaluation
systems to track progress.

Phase 4: Public Engagement and
Social Integration

. Conduct consultations with tribal

elders, community leaders, civil
society groups and youth representa-
tives.

»  Establish mechanisms for local partici-
pation: district councils, regional
assemblies, resource-sharing forums,
grievance redress mechanisms.

e Launch public information campaigns
to explain the goals, benefits and
safeguards of the new model —
addressing fears of fragmentation or
segregation.

Phase 5: Institutionalization and
Consolidation

e Once interim secretariats show
effectiveness,  formalize  regional
administrations — possibly with

enhanced autonomy — under provin-
cial and federal frameworks.

e Establish resource-sharing agreements
ensuring equitable distribution of
revenue from mining, ports, trade and
federal transfers.

. Prioritize human development, public
services, infrastructure, and connectiv-
ity across all regions.

Toward a Shared Future:
Four Regions, One
Balochistan

This four-region administrative proposition
for Balochistan
fragmentation — rather, it is a blueprint for
equitable growth, inclusive governance and
long-term stability in one of Pakistan’s
most diverse and strategically critical
provinces.

is not an exercise in

By acknowledging regional differences
instead of forcing a uniform approach, this
model promises to do justice to geography,
history and the aspirations of communities
long neglected. It seeks to repair the
persistent disconnect between resource
wealth and human development, between
strategic importance and public welfare,
between center and periphery.

If implemented with political will, transpar-
ent planning, constitutional clarity and
strong community participation, this
four-region model could transform Baloch-
istan from a peripheral province into a
network of regionally empowered zones —
each thriving in its own right, yet united
under a shared provincial and national
identity.

In doing so, Balochistan can begin a new
chapter: one of development, dignity and
belonging. This is not just a proposition. It
is a vision — and for Balochistan, a bold
vision is long overdue.
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Reimagining Governance in Gilgit-Baltistan:
A Two-Province Framework for Constitutional
Integration and Sustainable Development

By Kainat Asad

4%

Vg

Gﬂgit-BaItistan (GB) occupies one of
the most strategic and
environmentally  sensitive regions of
Pakistan. It serves as the nation’s gateway
to  China, hosts  critical CPEC
infrastructure, and  safeguards the
headwaters of the Indus River. Despite this
centrality, GB remains outside Pakistan’s
constitutional framework and functions
through ad hoc administrative orders
issued by the federal government. This
arrangement, shaped by the unresolved
Kashmir dispute, has left the region
politically undefined, economically
constrained, and institutionally fragile. The
resulting governance vacuum affects every
aspect of life from health and education to
infrastructure, climate resilience, and social
inclusion.

Pakistan  requires a  bold and
forward-looking approach that respects its
diplomatic commitments on Kashmir
while addressing the urgent developmental
and administrative needs of GB’s residents.
The most workable, equitable, and
future-oriented solution is a combination of
provisional constitutional integration and

10

n
2.
3.
4.
5.
6.
7.

GILGIT-BALTISTAN

diamer 8. tangir

astor 9. gilgit
kharmang 10. nagar
ghanche 11. hunza
skardu 12. ghizer
rondu 13. darel
shigar 14. gupis-yasin

administrative restructuring through the
creation of two provinces in Gilgit and
Baltistan. This model aligns with global
lessons on governing high-altitude regions
and responds directly to GB’s internal

geographic, cultural, and institutional
realities.
Gilgit-Baltistan’s ~ governance structure

today suffers from its hybrid character.
While the region possesses an elected
Legislative Assembly, actual
decision-making authority rests largely
with the federal Ministry of Kashmir
Affairs. Departments remain understaffed,
budgets are heavily dependent on federal
transfers, and long-term planning is limited
by the absence of constitutional protections
or fiscal autonomy. Judicial structures lack
constitutional legitimacy, creating
legal processes and
undermining public confidence. These
limitations become even more pronounced
given the region’s challenging geography,
where remote valleys remain disconnected
for months due to landslides and extreme
weather, further delaying to
government services.

confusion in

access

Socio-economic indicators reflect the
consequences of this administrative fragili-
ty. Healthcare remains limited, with only
one tertiary-care hospital serving the entire
region. Many communities in Baltistan or
Diamer divisions travel long distances for
basic medical attention, often through
hazardous terrain. The education sector
also exhibits disparities, with relatively
advanced districts like Hunza contrasted by
weaker learning outcomes and limited
higher education opportunities in peripher-
al districts. Infrastructure, especially
beyond the Karakoram Highway, remains
unreliable; roads frequently close due to
landslides, electricity shortages persist
despite hydropower potential, and digital
connectivity is inconsistent. The economy
similarly underperforms despite vast
natural advantages in tourism, agriculture,
hydropower, and minerals. Youth unem-
ployment has increased, contributing to a
growing brain drain as young people
migrate to other provinces.

These challenges are compounded by the
climate crisis. GB is home to thousands of
glaciers that sustain Pakistan’s water
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supply, yet communities face rising threats
from glacial lake outburst floods, erratic
weather patterns, and frequent landslides.
Local institutions lack both the resources
and authority to implement climate adapta-
tion measures effectively.

Within this complex governance and
developmental landscape, the proposal to
divide Gilgit-Baltistan into two provinces
offers a practical way forward. The geogra-
phy of GB spanning vast mountain ranges,
remote valleys, and lengthy travel distances
makes it increasingly difficult to administer
the entire territory from a single provincial
structure. Dividing GB into a Gilgit
Province and a Baltistan Province would
align governance with ground realities. It
would allow each province to manage its
unique geographic challenges, cultural
dynamics, and developmental priorities.
Baltistan, for instance, requires a separate
disaster management and climate resilience
framework due to its glacier-dense terrain,
while Gilgit Division demands targeted
economic interventions focused on agricul-
ture, minerals, and innovation.

Creating two provinces enhances adminis-
trative  responsiveness by  placing
decision-making closer to local popula-
tions. It reduces bureaucratic delays,

accelerates development programs, and
improves service delivery by allowing
and Dbetter-managed units to
oversee health, education, infrastructure,
and economic planning. It also ensures
more equitable development. Historically,
development resources have concentrated

smaller

in select districts, leaving others relatively
underfunded. With two provinces, budget
priorities can be tailored to local needs,
ensuring that all districts receive balanced
investment and political attention.

Culturally and socially, the two-province
model respects the region’s unique identity
landscape. GB is home to diverse linguistic
and cultural groups, including Shina, Balti,
Wakhi, and Burushaski communities. A
decentralized governance model allows
local governments to preserve and promote
cultural heritage, design linguistically
relevant education systems, and develop
community-driven tourism strategies that
generate income while protecting local
traditions.

From a national security and geopolitical
standpoint, the division enhances
Pakistan’s strategic oversight of border
regions. It enables more coordinated
civil-military planning, improves border
management capacity, and ensures faster
response mechanisms during emergencies
especially essential in a region that borders
China, India, and Afghanistan.

The two-province model must be anchored
in provisional constitutional integration,
ensuring the people of both Gilgit and
Baltistan  receive  representation  in
Pakistan’s Parliament, protection under the
Constitution, access to judicial redress, and
fair participation in federal fiscal mecha-
nisms. Crucially, this integration can be
structured  to  preserve Pakistan’s
long-standing diplomatic position on

Kashmir, as provisional arrangements need
not predetermine the region’s final political
status.

A carefully designed reform agenda is
essential to support this administrative
restructuring. Health systems must be
strengthened through new tertiary hospitals
in both provincial capitals, expanded
telemedicine networks, and improved
emergency response systems. Education
requires increased investment in universi-
ties and technical centers to meet local
employment needs. Infrastructure develop-
ment should prioritize all-weather roads,
reliable electricity, and expanded digital
connectivity. Economic reforms must focus
on establishing Special Economic Zones,
regulating tourism, and creating value
chains for agriculture, minerals, and handi-
crafts. Climate resilience should be central,
supported by new monitoring stations,

community-based disaster teams, and
climate-proof infrastructure.
Gilgit-Baltistan stands at a decisive

juncture. Its people have long expressed the
desire for constitutional rights, economic
equality, and political dignity. The creation
of two provinces, combined with meaning-
ful constitutional integration, offers
Pakistan an opportunity to transform GB
from a marginal administrative territory
into a dynamic, empowered, and resilient
region. This reform model strengthens
national unity, enhances development
outcomes, and ensures that GB’s strategic
importance is matched by institutional
stability and citizen-centered governance.
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