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For Immediate Attention of
Subscribers

The management regrets that subscribers are not
prompt in the payment of subscriptions. Our normal
procedure is that the bill for the subscription is sent along
with the first copy in the case of new subscribers and in
the case of old subscribers the bill is sent soon after the
renewal date. We usually expect the settlement of the bill
in a fortnight. But actually in a number of cases it takes
not only months but years for the remittance of the
subscription. And this after a prolonged correspondence

involving waste of time and money.

With the launching of the Third Plan we propose
widening the scope of the journal. The least the sub-
scribers can do to assist our efforts is to remit their
subscriptions promptly. Al those who are in arrears

are requested to remit their subscriptions immediately.

MANAGER
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COMMUNITY DEVELOPMENT

Ever since the inauguration of Community Development
programme there has been a number of evaluation reports, apprais-
als and fact finding investigations. But unfortunately few of
them are pleasant reading. One of the latest is two case studies
conducted by the Annamalai and Venkateswara Universities in
the States of Madras and Andhra respectively. Some of the
disturbing trends and deficiencies disclosed in the studies are by
no means confined to these two States alone but are also found
elsewhere, and it is necessary that they should be tackled on an
all-India basis. One of the more serious drawbacks revealed in
the studies is the difficulty of getting the right type of people as
Development officers and village level workers. It is pointed out
that at present most of the gram sevaks are city dwellers who
have taken up this work. because they can find nothing better.
They have little or no practical knowledge about rural affairs and
have no faith in the dignity of labour. The same is the case mostly
with Development officers also. This is a major handicap. It
may be recalled that one of the reasons why rural uplift was not
tackled on an organised scale during the British period was the
lack of public servants with the proper outlook to carry out uplift
work in an efficient manner. Of course those were the days of
the police State and it was too much to expect a sense of dedication
in public servants. The position is not however better even after
Independence. Now careerism is abroad and the bulk of public
servants seek official advancement with minimum efforts. They
gavg no sense of service ; no spirit of dedication, no faith in
d::' work. Few have experience and a less number have a

ire to improve their efficiency by self-education. Self-education
:g}els Sat recent writer is the best education. Even_when some of
and boaotlis (t_“Lovernments have asked them to purchase journals
hey are far from having any inclination to avail them-

selves of this facility. They have no readi ;
interested in cultivating the intell cading habit nor are they
g the intellect asja means of improving

their efficiency in order to do better service. Apart from these,

many of them lack elementary knowledge of office routine and
procedure.



The study mentions other deficiencies also. One is the mal-
adjustment between the technical and administrative staff at the
block level. Often there is bad blood and rivalry between the
two and it needs extraordinary tact, foresight and administrative
experience on the part of Block Development officers to make
the staff work as a single team. Constant transfers of Block
officers is another handicap. Misiaken priorities often hold up
progress. For instance cement which is badly needed for tanks,
wells and irrigation canals is lavishly used for making roads.
Voluntary labour is also lacking in' many places because the right
type of leadership is wanting in rural areas which only can fully
harness idle labour to constructive purposes. It has been suggested
in conclusion that the only way of improving things is to bring
better qualified people to work out the C. D. programmes.

The importance of streamlining the administrative machinery
of C. D. programme cannot be over-emphasised. More than
seventy per cent of our population reside in the rural areas and the
only way of improving their condition is through the implementa-
tion of the C. D. programme. No doubt this fact has been realised
by many in responsible quarters but as yet evidences of concrete
efforts to bring more steam into the C. D. movement are lacking.
There has been too much talk. too much exhortation, and too much
shouting from housetops, but little action.

It is not feasible to replace all unsuitable men by others.
This will involve practical difficulties. We have also to remember
that the supply of experienced people is limited. What has to
be done therefore is to enable Block Development personnel
to improve their equipment. We have stressed this point more
than once in these columns. It is not only a question of providing
facilities but also a question of ensuring that the facilities provided
are availed of. The tendency of Block Decvelopment personnel
is to do the daily grinding and stop with it. Modern admin-
istrators have an obligation of continued study and education,
if they are to do their duty properly. T his should be dinned into
their ears. State Governments cannot afford to turn a blind eye
to this aspect of matter under pretext of giving freedom of action
to officers. 1t is their duty to see that officers are made fit 1n spite
of the unwillingness of officers. _

When Development personnel are spick and span then
every other drawback will disappear automatically. Public
co-operation will be forthcoming, voluntary labour will become
available and right rural leadership will emerge. It is important
that in the matter of energising the C. D. movement there. should
be greater collaboration between the Central and State Govern-
ments. Concerted action is urgently called for in this matter.-
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News and Notes

Settling Educated Unemployed
An  experiment in solving  thic
problem of educated uncmployed Is
under way at the Work-cum-Ovrienta-
tion Centre at Kalyani, about 85
mifes eastof Caleutia in West Bungal,
The  Work-cunm-Orvientation  Centre
was set up at Kalyani in 1953 to
tackic the problem ol educated un-
cuiployed i West Bengal,  Theve
are wbout 1,235,000 educated unem-
ployed persons in the State, aeceord-
ing to statisties waintained by ldm-
ployment lxchanges. Ot this num-
ber, about 67 per cent are matvien-
lates, 21 per cent intermediates, and
12 per eent graduates, 1t is estimat-
ol that not more than 30 per cont
of this group have any technical ar
professivnal qualifications  and  an-
other 20 per cent have no job
experience. So about 62,000 cducat-
od unemployed persons, who ave [ov
practical purposes Vreshers, are yoi
to he settled inlife. To inerease the
employability and  eapacity ot edu-
citted  tnewiployved persons for seli-
ciiploy ment, @ si-nionth training in
ditferent trades is imparted to the
yvounguien who ave admitted to the
eentre. The comrse ineluding 1rining
in wooderalt ; building amd mason
work including brick manuflaciure ;
light mechanies such as repair of
eyeles, stoves, petromax, sewing
machines, repair of houschold electii-
cal appliances including writing and

battery charging ; manufacture of
storage batteries, sheet metal and gas

welding. Training in  community
living, disciplined corporate life and
ﬂlramda.n inculeates in them dignity

é!}bour. One hundred and fifty
candidates are admitted in cach
course. Among the qualifications laid
down for admission to the Centre
are, first, a candidate must be un-
employed for at least two years, and
secondly, he wmust be between 18
and 30 years of ace. Further, he

st have passed the matriculation
examination, but must not be a
graduate. During the period of
training, cach iramee gets a scholax-
ship of Rs. 40 per month. Siuce the
ineeption of the Centre, 702 young
men have passed out in five batehes
in different trades. According to a
survey conducted by the Centre, 1t
has been found that 38 per ccut of
the boys, who passed out of the
Centre, are now chgaged in co-opera-
tives, 18 per cent in  wmisecllanecous
Jjobs, 12 per eent go for further
training in different  trades, and 5
per  eent  serve ag  apprentices in
various fields. Twenty-five per eent
are cither under-cmployed or unem-
ployed. The formution of seven co-
operative socicties by the passed-out
tralnces may not be anything in
terms of money ov membership, But
it symbolises a new spirit of adven-
ture  among  the young men who
have suffered a prolonged period of
tiemployment and {rustrations shat-
tering their morale. With a capital
outlay ol over Rs. 15,000, and with
a2 mewbership  of about 238, the
seven co-operatives  deal with manu-
Pactire of sheet metal artieles, pro-
duetion ol batteries, brieks, furni-
tire, vepatr and  Installation  work,
and multi-purposc agricultural aeti-
vities, ’
Co-ordination in Productivity
Machines and technology may eon-
tribute to inereased produetivity,
but the ultimate factor that spells
sueeess  In a  produetive  system
depends on the eo-ordinated efforts
of the worker *and the employer.
This " view was expressed by Mr.
Robert L. Walkinshaw, Labour Divi-
sion Chief of the U.S. Technical Co-
Operation Mission to India, at a
tl‘:‘lg'd_ay Seénin}z;lr held under the
¢ 1 M
vity Gounll recently, Bop po it
tly. Top manage-
ment  representatives  and tradé
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union leaders participated in this
seminar on Industrial Management
and Industrial Relations. My, Wal-
kinshaw stressed the importance of
human values in union-management
relationg, Proper incentives and job
evaluation play an invaluable role
in boosting up workers’ morale and
inereasing efficiency in industry,
Mr. Walkinshaw said that new
challenge confronting developing
nation is : produce or perish, for,
onh productivity depends the stahility
of economy and the survival of a
nation. The concept of produetivity
is modern in origin and indicates a
major shift in the conventional
methods of manufacture and produe-
tion. Rising productivity is the re-
sult -of improved maechinery and
production processes, better raw
materials and more efficient flow of
work from one operation to another.
Continuing improvements in produe-
tive efficiency arise from the appli-
cation of seientific knowledge, labour
skills and management ability. The
American labour expert deseribed
the role of the unionand the manage-
ment in American industry. It was
" for the unions, he pointed out, to
provide stable and constructive
labour leadership and for the man-
agement to create an atmosphere that
would bring about an interchange
of ideas between the management
and the workers.

Assam Project

High in the hills of Assam, thous-
ands of manual labourers from all
over India, are working along with
massive American bulldozers, scra-
pers, shovels and  other motorized
equipment to construct one of the
nation’s major hydro-clectric schemes
—the Umiam Hydel Project, situat-
ed about nine miles helow Shillong
near the village of Barapani. Nearly
‘the entire cost of the project
(Rs. 7.4 crores) is being financed by
the United States. Rupee costs are

supplied out of the loan portion
of the American P.I. 430 counter-
part funds and foreign exchange
costs by the Development Loan
Fund. Both types of loan are re-
bayable in rupees. Named after the
_Umla_m River (which meang “weep-
mg river” in the Khasi tribal langua-
age), the scheme when completed in
1963 will aid immensely in the in-
dustrial development of the Khasi
and  Jaintia Hills, Kamrup and
Nowgong districts. The main con.-
crete dam with its storage reservojr
of.about. four square miles will con.
tribute to the development of hortj-
culture, pisciculture and new recrea-
tional facilities for both tourists and
thc. local population, Other resources
which  the project will help to
deyglop inelude coal, limestone, glu-
minite, clay, oil and by-product gas
Plus large forests that ean support
pulp, paper, plywood and building
material industries. But hydro and
thermo-clectric  power are Assam’s
greatest natural  resources upon
which all others largely depend.
Engineers  estimate this power
potential to be nearly as great as
that of all the rest of India com-
bitied and they foresee the day when
Assam will not only meet the needs
of its own industrial development
but also help to quench the far
greater thirst for eleetric power in
Bihar and West Bengal. The Umiam
power house will have an installed
capacity of 36,000 kw. and a poten-
tial of 25600 kw. of firm power
at 50 per cent load factor. The
diversion of the Umigm River will
also firm wup the nearby vecently
construeted  Umtru  hydro-electric
plant and inerease its eapacity from
4,500 to 8,400 kw.

India and Colombo Plan

As one of the founder members
of the Colombo Plan and as the
largest country in South and South-
Rast Asia, India hag played her full

role in the ten. years of cooperative
economic development of the region.
She has also been the pionecr among
the countries of the region in evolyv-
ing a planned economy. The philo-
sophy of international cooperation
for raising peoples’ living standards
is refleeted in India’s own devcl<)13~
ment programme. They have parti-
cularly commended the Colombo
Plan principle of mutual assistance
and this has been embodied in the
Second TFive-Year Plan. Nepal and
Burma, India’s closest neigl_xbours,
have reccived economic assistance
from this country. Technical assis-
tance by India covers most of the
countries in the region inciuding
Nepal.  The total money value of
teehnieal assistance given by India
under the Colombo Plan in the ten
years under report execeds a erore
of rupees. More than 1,600 men .'m'd
women  received training in In‘dm
in scores of development skills.
These include textile teehnology,
geo-chemistry, engineering,  nutri-
tion, forestry, statistics, dentistry,
community  development and co-
operatives. In addition, India sent
out a large number of experts in
the field of taxation, potato growing,
road research and leather technol-
ogy. Perhaps the most 011t.<tn’nding
assistance given by India is in the
ficld of statisties. One of the great
obstacles to sound eeonomic develop-
ment in the Colombo Plan area at

.tl‘l‘?‘ beginning was the lack of reli-
n

and - comprehensive statistical
information upon which planning
could be based. This has now con-
siderably improved and India has
made no small contribution to it.
Small-scale Industries
Completing a study-cum-training-
tour of the South, Mr. Omar 1. De
Witt, an U.8. industrial engineer
and TCM expert in management
techmigues, said : “India’s future is
direetly tied to the smallseale
industries of today.” In an inter-

A—2
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view, Mr. DeWitt said, the need and
demand for goods manufactured by
these indusiries were so great that
it would be more than 100 years
for the question of oversupply of
these articles to erop up. The visit-

ing management expert, however,

pointed out that “one of the basie

needs of Indian industries is to have

sub-contracts, to have more faith in

the small companies being able to

produce the goods they require,” In

the U.S.A., major industries depend-

ed on the smaller firms for 80 per

cent of components they required,

he said and indicated that the

Indian counterparts counld profitably

follow the U.S. example. Giving

impressions of his visits to various

industrial establishments in India,

he said  he had found generally that

utilisation of equipment was low.

“You should use equipment for

two or three shifts per day. In

many places, we found that equip-

ment is heing used only for two or

three hours a day, This is n waste

of foreign exchange.” Mr. DeWitt

said, he had conducted studies for

the Madras Government about indus-

trialisation of rural areas. “My re- .
commendation to the Madras Gov-

ernment was to have more industrial

estates planned after the Guindy

Industrial Tstate, the foremost in

the country.”

Travancore Rayons

Mr. A.R. Ramanathan, Chairman
of the Travancore Rayons Iitd, at
the Annual General Meeting of the
Company, highlighted the signifie.
anee of cstablishing an export mar.
ket for ecllulase film. He was
of the opinion that even in the face
of severe competition, it was possible
as well as neeessary for the Indian
producers to operate in the forcign
market. To achieve this, he gaid
Fhe Indian Iahour had to 'imprové
its efficicney so that eosts eonld be
competitive and at the same time



remuneration for the labour was
higher. The company made a time
and motion study in some of its
departments and found that the
efficiency in certain departments
was only about 30 to 35 per cent.
This elearly indicates timerloss due
to various factors. Similar conclu-
sions were drawn in a special article
published in “ The Rastern Eeono-
- mist” on February 17, 1961. Labour
efficiency factor has, therefore, to
be paid sufficient attention, so that
the productivity of Indian lahour
improves and the costs can be com-
petitive, The Chairman referred to
various expansion schemes taken in
hand by the company. Mr. V. V. (iiri,
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Three classes of people

of others—these are fools.
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There are three classes of people in the world. The first learn
from their own experience—these are the wise ; the second learn
from the experience of others—these are the happy ; the third
neither learn from their own experience nor from the experience
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Governor of Kerala, performed
the opening ceremony of the
company’s third plant for the
production of cellulose film. The
cotton inter plant of the company
is scheduled to go into production
by the Mater half of 1962. It will
produce 3,600 tons of linter pulp
and this ecapacity can be doubled
when necessary. The Government of
India. has sanctioned the company’s
application for increasing its rayon
yarns output by 5 tons per day and
the eompany is making negotiations
to implement this scheme, With this
the total produetion eapacity of the
company will inerease to 13.6 tons
per day,
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Trends in Admihistratign

Study Circles for Officers

The Rajasthan Government has
decided to start Study Cireles in
the Scerctariat and in  all depart-
ments of the Government. 'This has
been done with a view to keeping
the - administrative and techinieal
officers fully posted with develop-
ments relating  to their particular
sphere of aetivity through peviodieal
discussions  with their colleagues.
Two groups of Study Cirele are
envisaged, one {or graduates and the
other for non-graduates both in the
Seerctaviat and in the departments
conecerned.  To begin  with, Study
Cireles in the Irrigation, Public
Works, Forest and Excise and
Taxation departments of the Seere-
toriat are to be constituted with
jmmediate effect. The Government
has under consideration a proposal
to sanction grants to the concerned
departments for purchase of books
and periodieals  for the Study Civeles,
A committee  under the Chairman.
ship of Shri B. Mehta, T.A.S., Chief
Seeretary and Shri Moti Ram, Chief
Fngineer, Irrigation, Shri R.D.
Thappar, I.A.S., Special Sceretary,
Appointments, Shri B.D.  Mathur,
‘Additional Chief Engincer, P.W.D.
as members has been constituted to
coordinate and supervise the work
relating to the Study Cireles. Shri

-Anend  Mohan ILal, I.A.S., Dy.

Secrétary Cabinet is the Member-
Seeretary of the Committee.

- Administration

“Let us first prevent wrong do-

ing at the village level. This will.

be building the nation from below,”
writes  a correspondent commenting
on the present administration. Yes,
we will have to huild fromn below.
This means the efficiency of the
rank and file of public servants in
the lower rungs of the ladder who

are very elose to the mass of people.
It is their conduet and efficiency
that provide the raw material for
the formation of opinion regarding
the administration. Prime Minister
has stressed this fact meore than
once. It has to be acknowledged that
there is room for a lot of improve-
ment at the lower levels of admin-
istration. To promote their cfficieney
is one of the major duties facing
the Government. If the foundation
is weak, the superstrueture eannot
stand. Through the process of demo-
eratie decentralisation, we are now
engaged in building from the bot-
tom. But that process can succeed
only if officers at the lower levels
arc efficient. Tt is unfortunate that
sufficient attenticn isnot bheing paid
to the building up at the Dbottom.
No doubt, there are O and M divi-
sions in most States. But they seem
to be more concerned with the offlee
procedures and the like. What is
more important is the stepping up
of the ecfficiency of those who man
the lower rungs of the ladder atthe
lower level. This ecan he done only
through a process of intensive edu-
eation of the lower staff. A well
thoneht ont scheme has to he drawn
up in this regard, by all State Gov-
ernments. In this conneetion, one
may well reeall  what President
Wilson said leng ago : ¢ Constitute
them how wvou will : Governments
are always Governments of men and
no part of the (Government is better
than the men, to whom that part
is entrusted. Tt is the horse and
not the harness that draws the
chariot.”

Training for L A. S,

It is reported in the Press that
in some of the States, it has been
decided that the T.A.S. trainees
will have to serve as Block Develop-
ment Officers for a period of three



months during the period of their
training. This is certainly a right
step in view of the fact that in the
future setup, Collectors and senior
civil servants will have to function
mainly as Development Officers and
the Dbackground experience they
may aequire as Block Development
Officers is sure to stand them in
good stead later. Civil servants’
training has assumed especial im-
portance all over the post-war world
owing to the inereased responsihili-
ties the Governments have been eall-
ed on to shoulder. In our country, we
often hear complaints that the train-
ing imparted to ecivil servants is
perfunctory unlike that in the
British period. Then the senior
officer under whom a probationer
had his training, took a lot of per-
sonal interest. He saw to it that
every opportunity was afforded to
the trainee to get a thorough ground-
ing in the mysteries of administra-
tive work. Since Independence, how-
ever, things have deteriorated. Some
States have realised this and have
taken remedial action. In this con-
nection, we may quote a ecircular
issued by one of the States sometime
ago. Tt runs thus: “ The Collector
should arrange for the officer under
training to meet him as frequently
as possible at least once a month.
These should be the opportunities
~hen not only matters relating to
the training ave discussed infor-
mally, as well as formally, but the
art of keeping proper relationship
is also conveved by example—not in
the sense of stilted etiquette and
ritual—but in the sense of ease and
tact and saveir jaire in moving
with others. The weekly diaries

should receive careful and consider-

ate treatment at the hands of the
" Collector himself. The officer under
training should - also be encouraged
to attend all
*and conferences at which Revenue
Divisional ~Officers are present.

periodical meetings -

During office and field inspections,
he may well be asked to accompany
the Collector to see for himself how
the Colleetor attends to thesc im-
portant items of work, ...... What
is of fundamental importance during
the formative training period of g
yvoung officer’s career is that he
should get ample opportunities of
imbibing those imponderables which
go to make up a good officer and
which he can learn more by moving
closely with the Collector and by
watching his example than by a
mere perusal of files and books.”

Cooperation

The Governor of the TReserve
Bank said sometime ago that what
the agrieunlturist wants is not only
credit but credit at the proper time.
The common complaint against co-
operative eredit is that there is a
lot of delay in getting a loan. This
is one reason why the agriculturist
usually goes to the money-lender. If
people are to make use of coopera-
tive credit as frequently as possible,
then it has to be ensured that he
gets the amount asked for as guickly
as possible. A correspondent recently
cited his experience in this regard.
He applied for a loan of Rs. 500 to
a eooperative bank in April, 1961,
He sent two reminders and a tele-
graphic reminder and then the
application was returncd to him. He
apain sent it back clarifying certain
points. Till now, he has not receiv-
ed a reply in spite of two reminders
and a telegraphie reminder. Such
delays are very common. They tend
to weaken the faith of the eommon
man in the cooperative movement,
Only efficient service can eonfribute
to develop his faith. Basy and
speedy ecredit have to be ensured by
all cooperative organisations as one
of the means of popularising the
movement. The salvation of rural
India rests. with the cooperative
movement and any amount of efforts



is not too much to make the move-
ment strike deep roots.

Utilising Pensioners’ Experience

A resolution urging the 'Govern-
ment to work out a scheme to uti-
lise the knowledge and experience
of pensioncrs  for national recon-
struction and development plans
was passed reeently at Madvas by a
mecting of the retived officials’ asso-
ciation. This vesolution deserves the
serious attention of the Governments
both Central and States. The same
suggestion was made sometime ago
by a district Colicetor and we have
bad occasion to commend the same.
One of the serious drawbacks of
administration since Independcnce
is the lack of experience on the
part of a good many public servants.
This can be made up considerably
by the employment of pensioners in
an honorary eapacity in local devel-
opmental  activities, At  present
pensioners settle down in urban
areas with a view to taking up some
jobs to supplement their slender
resources. It they are attracted to
villages by offering small honoraria,
thene their cexperience and  know-
ledge are sure to provide the ballast
in developmental aetivities in rural
aveas. Rural arcas alsolack efficient
leadership and this ean also be made
up by pensionecrs being indueed to
gottle down in villages. National
reconstruetion and development isa
truly hereulean job. It mneeds the

full cooperation of all elasses of
people in the various strata of
society. HBven sadhus ave being

called in to assist in reeonstruetion
work, but strangely enough there
has been so far no seheme to make
use of the wealth of expericnce and
knowledge of pensioners. This is
the irony of the situation. We had
suggested the compilation of a regis-

-

ter of pensioners in all distriets by

distriet Collectors and their employ-
. ment according to their aptitudes

and experience in suitable develop-
mental  activities.  Recently the
Minister of Community Develop:
ment suggested the idea of having
associate organisations at village level
to collaborate with local self-govern-
ing institutions. Pensioners can assist
in such organisations or can serve
in an advisory capacity in Block
Councils or Committees. It is time
that the matter is given serious
thought.

Spending on Books

Asurvey conducted recently by the
Author’s Cooperative  Society in
Kerala has found that the per capita
expenditure on books in the State is
only 10 nP, while the corresponding
figures under cigarcttes and cinema
arc higher. If this is the position
in a State with the highest percent-
age of literacy, it cannot bhe better
in other parts of our country. This
is certainly a disquieting fact.
Democracy is what people make of
it and people can make the hest of
it only if they have a cultivated
mind. Books eonstitute one of the
main agencies by which ecultivation
of the mind is achieved. If reading
is neglected, then a eitizen will be-
come ill-qualified to discharge his
duties to the State. Aeccording to a
recent writer, “ The essential fea-
ture of the present day is that the
burden and duty of Government
rest upon all men and no man can
keep aloof without risk to himself.”
It is, therefore, a matter of utmost
importance that a eitizen should
eultivate his mind in order to be
ahle to do his duties to his country
adequately. The position in this
respeet is worse in the case of our
public servants. The civilian of o/]_d'
was an omnivorous reader. He spent
a lot of money on books because he
found that would help him to im.
prove his efficiency and serve the
people better. Even the subordinate
staff in many offices in thoge days
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formed themselves into, groups and
bought  journals, newspapers and
bqoks on a cooperative basis, Lyt
with the advent of Independence
tl.xe_re took place g sca-change, Evcx{
evil servants with g career |iefore
t}tem dq not have the readine habit
_Some of the distriet ofﬁcersbiuclud:
mg  Colleetors or Deputy Commis-
sioners do not ear

) e to go throuet
éven  journals on administra‘tizr:
which some Governments have ask.
ed to them to buy, They labour
under the delusion that reading is
not necessary for their getting Ero—
lotions  in service. Some of them
'thmk that Lnglish language is in
its last_ legs in this country and that
there is no use of reading books in
that language. But they have ta
reme,mber' that  though English
l.m}guage 18 not the official language,
it is the }{ey to advanced know]ecfge
in the science and art of administra-
tion. One cannot ecut the nose to
Bpite the face. The position is
bad _In the case of subordinate
'pl.zblw servants. The major activity
of a welfare State is developmental
and for those engaged in develoy-
ment_al work mere knowledge of ofﬁ::e
routine 1s not enough. They have to
acquire information and instruction
on the subject if they are to do full
jusice to their work. Few take eave
to do this and is it a wonder there-
fore that we do not get enouch
return for our money. This aspect
ol the matter should receive the
deepest consideration of the Govern-
ments:

Training of Public Servants

Addressing the trainces of the
L.1.C. Training College at Nagpur
recently, Mr. Morarji Desai sug-
gested that the corporation should
run more training centres at vari-
ous places in order to provide train-
ing for a large number of offieers.
The importance of training for
public servapts, whatever bhe the

sphere of their service, cannot be
over-emphasised. The theory that
anybody could do any work in
p}lbhc service is an exploded one.
Now, Governments all over the
world  have added eonsiderably to
Phel_r responsibilities so much so that
' Is not possible for any publie
Servant to do his work without pro-
per .training. Reeent  writers on
publie administration have stressed
that training is the key-note to staff
cfficiency. Training is essential not
only for efficiency, hut also ior
widening the outlook of the em-
ployce. It gives him good ground-
mng in his job and thus enables him
to d_evelop self-reliance. In any
organisation, efficiency depends on
two factors, namely, technical effi-
cieney of the individual and the
I(:ss tangible efficiency of the orga-
nisation to function as a corporate
body with a collective spirit and
outlook. Training must be addressed
to these two ends. The Union Fin-
ance Minister also said that con-
centration of power at the wupper
reaches would tend to reduce the
initiative of subordinate officers.

_Thig fact nceds underlining. If a

river is dammed up at the upper
veaches, then water at the tail
end becomes stagnant; similarly
if power is confined to the top,

then those below may lose their .

enthusiasm and initiative., In admin-
istration, what is wanted is leader-
ship and not command. Command
is in the army and not in the eivil
sphe‘}*e. The essenee of democratic
administration is to allow a share
for the rank and file in an organi-
sation in the management of affairs.
This will give them a sense “of
participation and to that extent
would raise their morale. And
mora‘l(} is of the essenee of a sound
organisation.

Streamlining Administration .
Speaking at the National Acas

demy of administration, Mx. Shri- -

mati Narayan, member of the Plan-
ning Commission, said that it would
be necessary to streamline the
administrative machinery by simpli-
fying and rationalising procedures
and methods of work at different
levels. Nobody can gainsay this.
But what is more important than
improving procedures and methods
is the need for 1mproving the
quality of the human matcrial that
is concerned with these. Rulfas and
procedures are to be agphed by
public servants and it is important
that they should be cfficient in the
first instance, 1f the application
of the rules, efc, is to he done
properly and promptly. However
good a rule or method may be, it
can serve its purpose only if 1t 18
properly applied and proper .appl}-
cation is econditional upon indivi-
duals who apply them. Rules and
procedures which are now in vogue
were in use during the British
period, but administrative de-la}_fs
were not 80 abnormal, then as it 18
now. This is a matter of common
knowledge. The reason for this is
that the cquipment and  experience
of publie servanis were better then.
It is a familiar maxim in publie
administration that cven the best
policy would suftfer by bad exceu-
tion and that the best rule may
produce more harm than good RL:
improperly applicd. Such a contm-
gency can be avoided only if publie
servants are well equipped for their
jobs. To this end we have been
advocating in these columns, the
need for concrete efforts on the
part of Governments both Central
and State, to enable public servants
to improve their equipment. They
have to be provided with facilities
for self-education, as in Western
countrics. Elsewhere in this issue,
we have published a note about
study ecireles in ‘Government offices
now being organised by the Rajas-
than - Government to promote effi-

i1

ciency of public servants of thab
State. The scheme can be tried by-
other States also. Mr. Shriman
Narayan also said that administra-
tion would have to be made much-
more  aetion-—oriented. This is’
very necessary. At present, less:
attention is paid to achieving con-
crete results and more attention to
routine. As a retired ecivil servant
observed reeently, officers are spend-
ing a lot of time in compiling reports
and statements ; they do a lot of
desk work for disposing of papers
and in observing routine, but in do-
ing so, they lose sight of the im-
portance of producing results. This
iz the basic malady. Our aim must
always be on results and every
effort we take must be viewed in
terms of the concrete results' that
we are to produce,

Code of Conduct

President Rajendra Prasad re-
eently called for a code of conduct
with a view to promoting internal
harmony and efficicney. In the
recent past, similar appeals have
been made from  several quar-
ters for the evolution of a code of
conduet. An cconomist sometime
ago called for a code of conduct for
politicians as a means of ensuring
the cffieient implementation of the
Third Five-Year Plan. Later, an
Inspeetor-General of Police, cal}ed
for a code of conduet for the police.
Still from another quarter eame the
suggestion that there should be a
code of conduct for journalists. A
code of conduet serves the purpose
of a parapet wall just to prevent
people from failing. In the transi-
tiondl period which our country is
experiencing now, it is necessary
that we should evolve a code of
conduct. Such a code is all the
more mnecessary for politicians be-
cause the mixing up of politics and
administration has proved a fertile
source of evil since Independence.
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The isolation of administration . from
polities ean be achieved by evolving
a code of conduet for politicians.
The aim ot politics is to control the
business of administration and mnot
to administer divectly. This funda-
mental faet seems to have been
forgotten by politicians during the
Independence period and asg a re-
sult, many administrative maladies
have reared their heads. The clemen-
tal need of the present day Iis the
streamlining of the administration
so that it may be enabled to shoulder
efficiently the responsibilities of the
Third Five-Year Plan. One of the
first steps needed in this direction
is the evolution of a code of conduet
for' politicians as that would tend

t keep politics and administration
apart.

Confidential File Abolition Day

It is reported in the Press
that the N. G. Os. of Madras have
observed the Confidential File
Abolition Day and meetings
were held in various places and
speeches were made that the confi-
dential flle system was a legacy of
foreign rule and that it was a
Damoeles’s Sword. But the question
is asked as to what would take its
place if it is done away with. It is
nocessary that we should have a
gound system of promotion because
it is essential for efficiency. It is
common knowledge that a wrong
promotion system' demoralises the
whole organisation. (encrally pro-
motions are based on two principles,
namely, seniority and merit. As
regards the principle of seniority, it
1s -argued that it is objective, that
scuior men are more experienced
and it is experience that counts in
public. service. It is. also. pointed
out that aceording to the principle
of seniority, =~ everybody gets an
opportunity and it is thus the fairest
basis . for promotion., Again if
© meniority is the principle, theve. can-

not be any interference. by poditir:
cians  or any. scope for, faveuritism. .
Nevertheless, theve .. are,  demerits:
also. There is -no guarantee that

senlor men are more eompeient.
Scriority also tends  to  diseourage
people from aking efforts to ine
prove their efficiency and this is the
greatest  drawback., So the gencyal
tendeney is to prefer the merit
principle. But here the crux of the
matter is as to how merit can be
assessed. Generally merit is assessed
on the basis of examination or ser-
vice rceords. The main objection
against serviee reeords is that it is
not objeetive. And it is said that it
cannot be objective as long as hwman
nature is what it is. In some of the
Western countries, therefore, confi-
dential file about a person is main-
tained by two officers. In the United
Kingdom, there are promotion
boards in most departments who
decide the question of promotions,
In ‘Australia, all promotions are
provisional subject to appesl to the
Service Board. In our country, con-
fidential file system cannot possibly
be dispensed with, but it can be
made fool proof as far as possible.
There should be an appeal against
any adverse entry and. this together
with promotion boards in all -depart-
ments may tend to diminish the

subjective element in. the confiden-

tial file system.
Research Centres for Education

Dr. P. S. Lokanathan recently
stressed the importanece of educat-
ing labour and suggested that we
might set up research centres to be
financed by the Government for
educating labour both at trade union
and technical levels. Of late indug-
trial labour has been muech:in the
news and every effort is being made

to tone .up: their morale by ameli~

orative measures, This is as it should
be for produstiom: camnot incresse
unless: labour is :earpest. «But the
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irony of the situation is that so
much attention is not being paid to
the question of improving the morale
of public servants. There is a good
deal of talk about the lack of effi-
eiency of publie servants as a class
and frequently articles appear in the
press emphasising the necessity for
prompt and comprehensive measures
to tone -up efficiency before the
Third Five-Year Plan is launched.
But action so far has been sporadic
and uncoordinated so much so that
results have not been perceptible.
One fundamental faet las to he
underlined in this connection. Tt is
that efficieney ean be improved only
by a scheme of edueation of publie
servants on the lines suggested hy
Dr. Lokanathan for the education
of lahour. Lack of experience of a
number of public servants ean be
made up only by their further edu-
cation. This can be done through
study cireles or research centres in
public offices as well as by periodieal
leetures organised on a systematic
basis. At present it looks as if O
and M divisions in many offices are
mainly coneerned only with the im-
provement of office routine, avoid-
anece of waste, ete. It is cssential
that they should concentrate on the
education of public servants on a
planned basis. The philosphy behind
the welfare State, the outlook needed
for public servants, the adjustment
~of the realtions between rights and
‘duties, the Inouleation of the spirit
of service, are matte™ -on which
public ‘servants as a class have to he
edueated.

'Drxive against. Corruption
The Union Government has adopt-
ed several measureg to raise the

standard ‘of integrity ” among Gov- -

ernment servants. An official Press
Relense says that compulsory retire.
ment of a Government employee in

accordance with the provisions of -
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the Civil Service Regulations is one
of such measures. Specific provision
has also been made in the new rules
under which the appellate authority .
ean call for the records of a caso
and review the orders passed by the
original punishing aunthority even
when no appeal has been submitted
by the officer concerned. Under
Rule 15 of hoth the All-India and
Central Civil Services (Conduct) -
Rules, the Government servants are
required to submit annual returus
of their immovable property. They
are also to obtain permission {rom
Government for acquisition or dis-
posal of immovable property and.
purchase or sale of movable pro-
perty valued at more than Rs. 1,000,
As a corollary to these rules, the
employees are required to seek per-
mission for building a house; furnish:
an estimate (after the building has
been completed) to submit a report
together with a valuation report:
regarding the cost of the building.
All  transactions in immovable and
mgvable (exceeding Rs. 1,000) pro-
perty, made out of the funds (inelud-
ing gifts, Stridhan, inheritance, cte,)
of the dependents of the Govern-
ment employees are also to be re-
ported. Rule 4 (1) of the All-India
Serviees (C'onduet) Rules and Rule
3-A of the Central Civil Services
(Conduet) Rules require members
of the All-Tndia Services and officers
belonging to the Central Civil Ser-
vices, Class I, to obtain Government
permission  before their  sons or
daughters or other mnear relatives
are allowed to take up employment
in private firms: These measures are

" good so far as they concern the

curative aspeet of corruption. But
the preventive aspect has - also to
receive attention. The increase in
corfuption s partly dune-to the im-
pact of polities on administration.

‘This impact ean be prevented only

hy the "exclusion of polities from
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administration. Then again, publie
servants have to be -eduecated in the
ethies of a welfare State. In a wel-
fare State the emphasis is on service
and not on remuneration. The publie
gservant is judged by what heis and®
not what he has. Tt igessential that
this outlook is developed by all
public servants. The temptation to
corrupt praectices will lose its foree
in the context of this outlook.

Staff Councils

The Chief Seeretary of Andhra
Pradesh rightly said the other day
that the main object of the Staff
Couneil was to improve the morale
and efficieney of public services. He
was speaking at a meeting of the
newly formed Andhra Pradesh Joint
Staff Couneil. There is, however, a
widespread misconception that staff
couneils are counters for bargaining
with the Government on salary and
other financial matters. This is only a
subsidiary objeetive, The very origin
of staff councils in Western coun-
tries was dietated by the desirability
of enabling employees to share in the
management of affairs. Under Parlia-
mentary Democracy, it is essential
that employees should have room for
participating in the affairs of
their  organisation.. The  very
essence of democratic administra-
.tion  postulates that employees
should have a voice in the running
of the organisation to which they
belong. That alone can preserve the
democratic  spirit in administration.
Such participation would tend to
improve the morale of the services
and their efficiency, heeause the
employees come to feel a sense of
ownness leading to greater es&rnest-
ness and enthusiasm in work. There
can be no two opinions that staff
joint counecils are a mnecessity in the
present context. = Everywhere the
complaint is heard that the. morale
of public services has sunk low and

that administrative efficiency haw
sharply  deteriorated. Joint -Stuff
Couneils can combat these two draw-
backs., Morale and efficiency can be
promoted mainly by spreading know-
ledge. In faet knowledge is the lever
by which efficiency ecan be stepped
up. It should bhe the main pre-
occupation of the joint staff councils
to spread information and instruection
anjong  its members. This ecan be
achieved through periodical leetures,
refresher courses, essay competitions
and study of hooks and journals.
Tt is amusing to hear people talking
of the dire need for stepping up
administrative efficiency and at the
same time refraining from teking
practical steps to achieve this end.
Morale and efficiency will not emerge
like a rabhit from a magician’s hat,
hut have to be achieved by pains-
taking and coordinated efforts, Mere
talk will not carry us anywhere.

Economy drive in Rajasthan

The Rajasthan Government has
de¢ided to aholish a number of posts
with effect from June as & measure
of economy. Accordingly  the
strength of Class IV employees has
heen reduced by 20%. All depart-
ments have worked out details re-
earding the various categories of
posts tobe abolished in their respec-
tive departments. This is certainly
good news. Administrative expendi-
ture has considerably shot up since
Tndependence. No doubt, work has
expanded HBut the consensus of opi-
nion is that staff expansion has been
out of all proportion to the inerease
in work. There has therefore heen &
persistent outery for economy mea-
sures. Not all Governments have so
far taken economy measures in - res-
ponse to the outerv. Tt is time that
all avenues of cconomy are fully
explored by the Governments and tan-
gible economies affected. It has to be

‘remembered in this connection that
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efficiency always goes with economy.
In U.S.A., some years ago, there
was a movement ecalled Double K.
Movement. Doublc E. stands for Bco-
nomy and Efficiency. The movement
was aimed at. promoting both eco-
nomy and efficiency. Lately the de-
finition  of efficiency includes also
economy. The essence of efficiency
consists in doing a piece of work
with minimum personnel and expen-
diture within the shortest time
possible. Time personnel and expen-
diture  are of the essence of efficiency.
Administrative éxperience also bears
out this fact. Since Indcpendence,
administrative  efficiecney has de-
teriorated and this is partly due to
the fact that mere people have been
cmployed and mere people means
more expenditure. Itisanaxiom that
employment of nere people means
less efficiency. Big empires in his-
tory bave been corrupt and ineffi-
eientt  mainly beeause of their big-
ness. Big organisations oftentimes
lack discipline and efficiency because
of their size. Iconomy measures
are therefore twice blessed ; they
save  money  and also  promote
cfficiency.

Education for Politicians

The Chief Justice of India recently
suggested that those elected by the
people to occupy places of import-
ance in public administration should
have some prior knowledge of the
prinoiples - of efficient administration.
This is undeniable. The experience in
Western countries shows that where
the political executive has been
well-versed in the art of administra-
tion, there democracy worked well
an iy Eve good Government. In
India, it is common knowledge that
b_ecausc of the lack of administra-
tive knowledge or experience on the
part of the political executive in
many places, there has been con-
siderable. difficulties. Many politi-

cians hardly knew where politics
ended and administration began. On
account of this political interference
in the field of public administration
has been a recurring phenomenon
since Independence. As a resuit, the
harmonious reclations between the
political executive and the bureau-
cracy became difficult on many
oceasions, It is needless to say that
all these reacted badly on admin-
istrative  efficiency. Even so there
is no evidence that politicians
have realised this fact and taken
steps for their seif-development. The
Government  also have to give
scrions  thoughts to this  matter.
It is pointed out, that in the
context of the establishment of
Pauchayat Raj, there is no question
of minimising the importance of
further education for politieians.
This  further education ecan be
achieved on a State-war basis by
periodical seminars, provision of
books and journals to members of
the Legislative Assemblios and fre-
quent lectures and refresher courses.
It is also possible for the Central
Uovernment to cncourage privale
organisations or institutes of publi¢
administration in producing small
topical books to help the edueation
of politicians and publie servants,
Private enterprises can do much in
the matter - if they are encouraged.
Sometime ago, a book was veleased®
under the auspices of Sardar Patel
Institute of Administration, Madras-
31, to educate the citizens in the
prineiples of democracy. Such a use-
ful publication, however, found little
response from the public. It is an
irony - that while less important
things have reccived the attention
of the (jovernment, the education of
politicians and publie servants which
is the foundation for the success of
demoeratic Government, has received

little attention. »\



‘The Fruits of Democracy

The first frult df'déﬁwcrﬁéy is a spacious area of freedomifr which
the hpman spirit can develop and ecultivate to the fullest extent ‘its rich

possibilities. This is not a condition which men lightly toss aside it'is -

the result of many thousands of years of seeking a way of life on this
-arth .in which the spirit of all men, not only of a few, may flourish
swithin, .its potentialities, free of oppression with the active enccurage-
"ment of the democratic society. The goals which free individual spirits
:seel, may. be varied and this fact, in a democracy, can greatly enrich

the :whele. society. The genius of some may soar to heights of spiritual -

‘insight beyond the ken of many of their brethren. The presence of
:Such-souls in a democratic society is a weleome light to all free spirits.

- AW are . free to worship the Divine Spirit as they see fit and to pro-

«elaim, their beliefs together with their fellow-believers. The genius of
‘other. individuals .in a free society may lead them, not to mystical
‘experience, but to high artistic expression with the brush, the pen, or
the: ehigel. And in a democracy it is only the limitation of their own
“espacities whieh cireumscribes their imaginative flights. No all-powerfnl
“State marks out a narrow road of conformity which they must follow.
Still other members of the democratic society find the natural expres-
‘sion of their- abilities in politics. and public service. In -a democratic
“'society new and thoughtful ideas for bettering the common welfare are
, weleome and needed, -and no rigid ideology can stifle in the long run a
‘man''who 'has an inspired scheme for better public administration, better
“écopivinié’ planning, or better social serviee. One of the. tasks of & demo-
“¢racy is ‘10 train - and encourage - imaginative idealism in public life.
"Sinee its formmlas are not static, democracy also encourages the private
Diisinessman and manufacturer to exercise his free ingenuity in develop-

ity new processes, better products and marketing systems, which will -

‘make it edsier for the average citizen to share in & higher standard of
Tivihg, This freedom has led in the United ‘States, for example,, to the
orgsnisation of mass ‘production and distribution with the consequent
deyelopment of a high-wage, low-cost econamy. This system has brought
the produets of industry and agriculture to the consumer at low. cost;
expanded the market for goods, and contributed to a wide dispersion of
ineome. . Democratic societies, of course, are also aware of the need to

cusyre. that- the growth of business and industry does not hinder the -

general welfare. B
Democracy and Standards of Living ‘ _

" Tmplicit in our discussion above and central to any serious considera-
ion of the fruits of democracy is the fact that men living under a
Yemocratic system can’and-do: provide: for. themselves apd their families
fl;l‘idﬁ'r ‘and"abundant life in all respectg’ SDll'itual and, RhYSIC }a;!;:lh ‘t?xis
W and age: of technical progress, men .everywhere bave the rilht 'to
Kpoet from their way' of life and.system of Goyernment, not only ‘the
portunity of providing the basic physical needs of Hife,’ b\&n
ietter and rising standard of living. The crucial question whi

“H5o’ a
el ‘don-
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tronts the peoples of the developing natious of Asia and Africa is this : -
In order to achieve a great impibventbis idver. theil: presenit 16w standntds
of living, is it necessary to submit to totalitarianism? Must a people
belonging to a nation whose resources are not yet developed ‘submit to
an ordeal .of..tyranny and cruelty in order to get over the hump into
the modern age? A believer in democracy can answer hoth questions
in the negative. Ie can do so on the basis of the experience of countries
situated not only in Europe, but also in the Americas and in Asia,
Demoeracy means not only freedom for the individual. It means freedom
plus ever-zccelerating economic progress, with all the ensuing henéfits
for a free man. Crities of the democratic system sometimes claim that
democracy’s economic progress is too slow to provide the standard -of
living desired by its citizens and suggest that some other system would
be a quicker road to prosperity. The best answer to such criticism-is to
let the facts of economic achievement in democratic countries speak for.
themselves, The steady rise in those countries in national and per capita
income and the increased production of the things that men need wrl_l,
if carefully ¢xamined, make elear to the objective student that demooratie
societies have achieved 'standards of living as yet unapproached by
critics of the democratic way. Or, if one finds statisties dull, let him
talk t6 acquaintances who have. visited the home of an average Japanese,
or an American, or an Englishman and he will understand the high level
of material prosperity which democratic citizens can and do reach.
Phere sre 8 number of points of reference which economists use to mea-
sure 'the success of any given national economy. While no one of such.
points alone can give an accurate picture of economic progress, taken
{ogether they give a fair indication that ecountries where democratic
institutions prevail are those where the eommon man’s standard of
living is rising most rapidly and surely. One of the most obvious indexe
of national prosperity is the natfonal income. The United 'Nuati
Statistical Year Book for 1959 offers startling evidence of the extent to
which ‘national incomes in democratic countries grew between 1950 and
1958. Some nations, such as West Germany, Austria and France, mcre
than doubled their national incomes during the eight years. Japan,
an Asian democracy, increased her national .inecome by 145 per cent, In
Italy, the United Kingdom and the United States, the increases  were
perhaps not as spectacular. But they were -indeed substantlal_—--in. 0.
g0 less than 50 per cent. If we examine some facts about the United
Sthted, for ‘example, we can - sec the real meaning of the growing demo-
cratic” beonicthies for the ordinary man. At present, over 71 per cent
of 'American familiestare in the middle income hracket, that is, they
carn the dollar equivalents of between Rs. 14,000 and Rs. 70,000 vearly.
‘Thig is statistical evidence that the American demoeracy is developing

K"'v‘??;,,one may call a classless society. Further stafistical data on the
merican economy will he illustrative of this fact : Seventy million

A‘mericanﬁ ,ar_forty per cent of the total population, have money in
savings acoetints ;“total savings have increased 133 per cent in 14 years.
. Thixty-four 'migli*iii:"Aniei‘icén’ families, or about 58 per. cent, own their
~.awn homes, with 81l that - fact implies of comfort and human dignity.
0 F.if,t.,een_' million ;};méﬁ’c’éns, and not just a pr'ivileged few; own shares in
- Ameridan ;Goinpﬂ?il%sﬂil,’,rogi‘css{vely,? “gwnership ‘of  the country’s. basie
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mdustries is being vested in a large percentage of the population. | Ous
hundred and fifteen million Americans, or more than two-thirds of the
citizens, own' life insurance, which means that they not only pretect
themselves and their families against the inevitable misfortune of man-
kind, but alse indirectly have an interest in the nation’s great industries.
Forty million Americans own United States Savings Bonds ; this faet,
. aside from its significance as an illustration of the economic health of the
American family, is a solid token of their faith in Ameriecan democracy.

Economic Progress in India

One of the most spectacular efforts by a people to achieve economie
progress under a democratic system is being made in India. In no ather
country have so many mamumoth dams been built in a similar period as
in India during the last decade. Bhakra, Hirakud, Rihand, Chambal,
ind Thungabhadra rank among the biggest structures ever created. by
man. In the last decade, the installed electrical power gencrating eapa-
city hag been nearly trebled, the productive capacity of the steel industry
guadrupled and coal production nearly doubled. So far under the Five-
Year: Plans, agricultural production has registered an increase of 30 per
vent and industrial production has climbed by about 50 per cent. A
considerable number of new industries have been established in the
country, and the target for the Third Five-Year Plan Period, 1961-1966,
is‘a five ot six per cent increase in gross national product. Many qualified
observers are convinced that within a decade, the Indian democratic
ceonomy would reach the “take off ” stage : a state when it would be
able to' create resources necessary for further growth through its own
produetive aetivity. Eeonomie development of the magnitude taking
place .in India entails hard work and saerifices on the part of the people.
The fruits -of this work take up te s decade to becqme visible. For inst-

, it takes something like a decade for the storage capacity of a big
* reservoir created by a dam to be utilized fully. But there can be no
doubt -that Indie, following the demoecratic path, is in the process of
attaining a8 rate of economie progress which can very well stand com-

perison with the best performance of any regium, democratic or otherwise.

The Goals of Economic Progress .

The- welfare of a people dependa not only on the size of the national
inenme, the steel production, and the output of eledtrieity, }Jnt also on
the uses to which the country’s economic vesources are applied. Grand
monarehs, in Europe and in '‘Asia, built in the past sumptuous p_algces
at . great cost. Such eonstruction undoubtedly in¢reased the statistical
size of the nation’s economy and provided work for thousands of workers,
but eohtributed more to the pleasure and comfort of royal families than
tp the heneflt of the great mass of the people. To illustrate the manner
in- whieh increased productivity is utilized: for the benefit of the masses
of the peopie under a demoeratic system, let us take the automobile
industry.  Between 1948 and 1958, the number of passenger cars in
the United States rose by over 23 million. to 56 million. In other words,
there is one car for every three Americans, During the same period, the
number .of cars in use multiplied by eleven times in West Gerinany,
cight. times_jn Japan and Austria, six times in Italy, three times i

France and’ Belgium and more than twicé in Canada and the United

Kingdom. The vast expansion in the productive\g? L #onomry
has meant for the peoples of the world’s demoéracies..n ~washing
nachines, | refrigerators, houses, radios, television sets and other ’i'“‘,"h
artieles which contribute to comfort and the emjoyment of life: Tt hes
meant & veduetion in working hours, more leisure, for the workers. The
last deeade has witnessed a big spurt im tonrism. It has’'séen’ millons
f ‘workers travelling widely and taking holidays in resorts which: 't
‘past were used exclusively hy the richer people. o
Economic Variety within Democracies Pt
" At this point, however, it becomes important to emphasize a fagt
that is too often neglected in discussion of democraey and _ecopomie
progress. The democratic way of life in itself is not an economie sysfen.
Men who believe in and praetise the democratic way in.their relations 1o
one another in society and in their Government, have evolved somewhat
differing sohitions for the problern -of providing material 'goo@g and com-
forts for all the eitizens. Sweden is a demoeracy and yet its economic
system is not identical to that of Canada or West Germany, wh;;ah ‘are alsp
democracies; India is pledged to follow the p&th .o.f demoeracy, but t:?le
wavs whieh ‘she devises to ensure that all Indian citizens share the fruits
of .the Indian soil and the produets of Indian factories may differ ‘from
those which have been devised for the same purpose in the Ux}lt&_sd
States. . The ‘solutions depend on somewhat technical - considgrationy, .
such as population density, the type of primary natural resources, export
‘and' import possibilities, the availability of money for capital invest-
ment, and so forth. Fortunately, the 'democratic way .is 'flexible and
provides for the free play ot the inventive imagination to such an e:@t’érit
that it is not Qiffieult to work out an economie system which will fit the
needs of the particular country and its circumstances in order to'produee
material goods in abundance for.the peqple. A good des! of‘ time hgg
heen spent by theoreticians 1n arguing the 4economie' meritg qf
« goeialist ' vs. ¢ capitalism.” In the' xyorld today, however, these te‘t"m?
have little meaning for the average eitizen who is eonee?ned abon_t'. m'?:{f.
ing a good life for himself and his' family. The_ eﬂ:eet})vg gconon‘x';e.s} i
the world tuday are neither “ socialist” nor © capitalist 7 .in the original

3 o t actually an admixture in various propoe-
gense of the terms ; they are y an admixturs e o

jons -arious elements of theoretica ‘ ; !
’tl]‘(l)\zqn(\):n:ier in which people in the United St_ateS”?lPPh th::,‘;:}?}l;ﬁgz
t0 'developing their resources o the better' life besrs no e ventional
to the old Marxist definition of capitalism. The Mammtm‘i‘es o
concept of Ameriean capitalism is a myth which has “"h" aI;n T of
with the reality of Amerioan life. Let us teke another iel"‘ ¢ gt to”
“séantic conPusion : some people call New Zealand a'“ soclauist “);'
"Beedtae ‘the pubMe sector scems to play g relatively large role in- that
Droiperous nation’s economyv. And vet, New Zealand is not a soelalist
theoﬂy;‘, bot & democratie land where meén have set up a system ‘of
economie ‘development which ‘saita * their needs under freedom. The
word “ fieedom 18" the keystonie in oub eonsideration of ecoriomic
prosperity and democtaey, Varions ‘ways of filling the material -riceds
of the people ean be and have been tried and have suceceded in dermo-
cratic . countries, ' The common denominator of all’ of ;tT\em_, _}’howm'rer,
‘ UL ‘ * (Confinued on page 29)
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How to Run Your 'Office Efficiently

R. S. DAVAR

I would like to divide the subject into two aspects : (1) Management
of your office from the point of view of human beings ; and (2) Management
from the point of view of equipment or appliances. Normally, when we
talk about office efficiency, the impression is created in our minds of addressing
machines, duplicating machines, etc., and the principal question that arises
is one of greater productivity through these machines. I would, however,
like to stress more the word * management ’. Management has been defined
as getting things done through people, because your office will be as efficient
or otherwise as the people who manage it. If someone asks you who is the
most important person in your life, the answer may well be : my father, mother,
wife, etc. But if only you answer that question correctly, it can be nobody
-excepting yourself. To a company manager, the most important person is
nobody but himself and the question he has to ask himself is : * What does
your company expect from you?  and not *“ What do you expect from your
subordinates? ”” Scientific management can be broadly divided into five
functions : (1) Objectives, (2) Plan, (3) Execution, (4) Evaluation and
(5) Innovation.

The first is very important, but is sometimes overlooked. We must know
what we want to do and where we want to go. We should have a clearly
defined and well thought-out plan before we can execute it. It is necessary
to evaluate the results which can as well be even during the course of the year
rather than at the end of it. Finally, it is necessary to make improvements
and alter your objectives. '

These are the five broad functions. The question of right personnel and
their proper direction still remains important. In this connection there are
certain major functions of a manager which come under the headings
(1) Selection, (2) Training, (3) Control, (4) Delegation, (5) Remuneration and
Incentive,

Selection has been purposely placed first. We must have the right raw
material before we process it to get the final product. We have got to select
wisely. Dismissing an employee is always an unnecessary expense, where
we are wrong and it is not the employee who is at fault. We have gone wrong
in selecting him.- : : - :

* If we take the right type of person, the next function, viz., control, becomes
casier. Remuneration and incentives will then have a meaning.

Selection procedure : Selection does not mean a mere interview. It is
necessary to have a * job analysis ”*, to put in writing the qualities required
from the man for doing a job, which is also called *“ man specification . Then
we know what type of person we look forward to. Prepare a list of questions
based on your own ‘““ man specifications .

Sources of recruitment : The questions that atise here are: should
recruitment be internal or external? If it is internal recruitment, it will
ericourage the staff. If we go outside, where will we get the right type of
persons ? o ' ,

Interview : Interviewing is an art, Hitler used a particular technique
for interviews. He sat on a high pedestal in order to. instil awe into the mind
of the person to be interviewed and watched their reactions as they were made
. to-walk up to him from a long corridor. This type of * scaring” interviews

does not give satisfactory results. On the contrary, we should put the eandi--

date at ease and tactfully get more information out of him which he would
- hayg otherwise withheld, N

itgargfirl o8 ey a8 o poh
Then there are the tests, which is a most controversial subject; references,”
medical examination, final interview and final selection.

i TeainingPlan ;. Fhe *job analysis > or description would havé lgid ¢éwn
the kind' of trdining required. 'Training must be.continuous ; for all the'time*!
there is room for improvement.in-all of us. An‘ideal training formula will be :
prepare, tell, show, practise, and check. In other words, the candidaté should
want to be traincd. He is to be put at ease in his new environment and ‘told"
what is to be done and why has it to be done in a particular way. It is better
to show him how it should -be done. You cannot teach a person-to write
by doing all the writing yourself. Let him make mistakes and let himy pult*
himself out of mistakes. It is not enough to train a person. His work should™
be checked every now and then. This should be done tactfully. The:tactfi"
technique is sometimes - described as “ Sandwich ” technique. In between”
two compliments, if we give him our criticism, he will not feel irritated. ' The *
best mode of training, however, is by example. So also is the contrdl of"
employees easy by example set by the manager. Your employees are¢ always -
watching you as to what you are doing. The top man is like a gold fish it
a bowl watched always by many. When you come to the office, come ifi time:*’
Set a good example. The same is the case with the way you hindle"'the
inquiries. If you pass on the inquiries to your subordinates, they will: only
follow. your example and the company will suffer. -

There are two techniques of control which may be described ' as (i) tha™
“Whip ” technique and (if) the * Carrot ” technique. In the earlier days,"
the * whip » technique was employed. 1f employces did not do a particulit :
job, they were liable to be dismissed. There was always the threat of losing -
the job hanging over their heads. Things have changed nowadays.* The
“whip ” technique has become outmoded. Just as a donkey would move
at the sight of a dangling carrot, employees can be moved by proper incentives
and proper motivations, Rty \

Delegation is an important part of scientific management. Generally,
in our country, delegation is found lacking. This may be due tovarious
reasons. The manager may feel that the subordinates cannot do things as
well as he himself can do it, We have got to build it up in our thinking that
the subordinates have to learn these things so that the managers can keep
themselves free for the more important things. The motivation or incentives
can either be psychic or financial. People think more in terms of finance and
it must be admitted that financial motivation is more effective than psychic. .
If you pat a person on his back, he is happy ; if you give him more money, he
is happier. Both are important to keep up morale. One important aspect.of ,
eflicient management of an office is the filing system. When we think of filing
systém, we think-in terms of storage which makes our office morg. attractive. N
But the most important object has necessarily got to be “finding .  You .
must be able to lay your hands on the document or paper required. It is there-
fore sometimes described as the system of “ finding ”* instead of filing" In
B orly organised offices, there is “ piling” instead of “filing”. ~ Ancther ’

*portant aspect is mechanical equipment.  There is equipment like automatic'”
typewriters which is very useful if a number of circulars are to be sene”:
individnaity : P , 0 be sént

typed. - By using the dictating machine, the problem of stenographer
can: be:sohvad to/g large oxtent, . The.stenographer will -not have<to-wait fop -t
your.;mv?{mm@mm kis ‘timei-.; Somehow, -our-executives aré xinable
o g8t used. 10.the. iden. of, dictating machines, : which definitely ‘ificreases:;

Profuctiviby o e e a0 e
b Whett everythingof a ‘routing matare is‘fiot done by an-exécittivi b et
. 2 'routiné natore is‘fiot' done by an-execittivd: e’ cali’”

sit back and start creative thinking so that innovations”tan be ‘lni?é%%g;%

which is the most important aspect.of scientific management, '
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Towards Better District Administration
UNICORN )

Of late criticism has become increasingly vocal against what they call the
growing deterioration in the sphere of district administration. Editorial
comments in newspapers, letters to the editor in the daily press, articles in
journals and deliberations in the Legislative Assemblies and the parliament,
cbservations of retired administrators, as well as students of public adminis-
tration—all tend to focus public attention on the urgent necessity of taking
steps to ariest the sharp deterioration in district administration. Of course
there is nc denying the urgency of the matter, for without a sound and efficient
district administration, it is not possible for any democratic Government to
do useful service to the people.

1t is 2 matter of common knowledge that even under the British the district
administration constituted the main pillar of their Government. The collector
was the centre picce of the district unit. He was not only the head of the
major department of the government namely the Revenue department but he
was also expected to superintend the affairs of the other departments in the
district especially when exigencies of district administration called for it. His
rule was intensely personal and in the district he was more or less a despot.
The British- Administrators contended that this was in accord with Indian
traditions, for India always respected personal rule. The district is the place
where policy ended and action began. It is field work as opposed to desk
work. It is that part of the administrative machinery which comes close to’
the mass of people. The man in the sfteet appraises the efficiency of the
Government from the way in which the district machinery operates. Lord
Cornwallis was so to say the father of district administration. Warren Hastings
laid the foundation of a stable administration and Lord Cornwallis who
realised the importance of a sound district administration built it on a sound
footing with the collector, the district judge and the Superintendent of Police
as thc main actors in the district stage. Lord Cornwallis was not slow to
realise that a sound district administration was.the only way of creating a
favourable impression in the minds of the people and strengthening the founda-
_ tions of the British Government. Successive administrators from his time
therefore took care to see that the district administration was maintained at
the highest pitch of efficiency. This state of affairs continued with variations
now and then until the advent of Independence.

Since Independence

Independence brought so many changes and the sphere of district admine
istration was not excluded. The collector lost his pre-eminent position in
the district hierarchy ; he is no longer the primus inter pares, M.L.As. and
members of the ruting political party stole the thunder from him. His control
over his own subordinates became ineffective ; that over other departments
proved hollow. - A foreign observer has observed, * At the level of the collector
responsibility is much diffused and incapable of satisfactory consolidation
and clarification and no one is really responsible for anything of importance
as all share responsibility for everything. Consequently the collector 18
responsible to everybody and to nobody in particular. To be responsible
to Government means tesponsibility to nobody in particular.”” Another
writer observes—* Thete are judges here and there, Ministers and men in seats
of power who are impatient and critical of the checks on their arbitrary conduct
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and ulterior purposes and that there is such an abuse of power by the small
officials in holes of authority—" po y the smaller

. The picture is thus sombre. There are numcrous shades and only few
bright spots. The matter needs attention. If the efficiency of the district
administration counted for much during the British period it counts for more
now, in the welfare State. As carly as 1872 the Lieutenant Governor of Bengal
said *““ It is the Lieutenant General’s wish to render the heads of districts no
longer the drudges of many departments and masters of none but in fact the
general controlling authority over all departments in each district. This has
to be done now. Secondly as an Englishman exclaimed in 1880 a district
can prosper only if each horse worked up to its collar. But hard work is
the exception rather than the rule today. There should also be a rigorous
exclusion of Politics from district administration. The general rule is that
while politics decide administration at the higher level it is administration that

decides politics at the district level. But now politics are everywhere and this
has caused untold havoc.

Remedial Steps

It is also necessary that senior officers are posted as collectors. Recently
a M.P. pointed out that during the British rule most of the civilians spent the
larger part of their service in districts and they came to the provincial capitals
only at the fag end of their lives.. But now this is not the case. Serving in
districts is looked upon as something to be avoided as far as possible. There
are many L.A.S. officers who are anxious to finish their minimum period in
districts and rush back to the headquarters as heads of a department or in
some secretarial capacity, The district administration is as a result. starved
of experience. - This has proved a basic calamity. Many realise this fact
but no effective remedial measurers have so far been taken. There is also
the necd for a central inspecting authority in the district. Delz.lys have become
chronic in district administration. This is mainly due to lack of proper inspec-
tions.  The O and M Unit working in a collector’s office can very well undertake
the inspection of all Government offices in the district. There should be
surprise inspections also by State Government agencies. Lastly the education
of the district staff in the technique of administration is necessary. Many of
them lack experience and intimate knowledge of administrative details. These
can be made up by providing facilities for them to get a thorough grounding
in administrative details and procedures. People who correspond with Govern-
ment offices often come to realise that in many offices staff members have
cnly inadequate knowledge of office routine, procedure, methods of work,
etc. These can be made up by a course of instruction.

This article may be concluded with a quotation about the key position
of the collector in the present set-up. *It is well known that the collector
of a district occupies a cardinal position in the administration. He is the
local representative of thc Government ; he is the head of the Revenue depart-

“ Tuemt in the district ; he is the executive district magistrte ; he keeps in

aral touch with the working of all the departi i istri i

e ! th t g of partments 1n the district and with

respglggi.‘ﬁ:m shift in the emphasis on developmental activities he is the person
Or co-ordination and guidance in that respect.”



Government and Bureaucracy

When does bureaucracy weaken administration
G. K. T.

Everybody knows what burcaucracy means. It consists in the large body
of public servants engaged in carrying out Government policies and programmes.
1t is not associated with Governments alone ; all big organisations whether
political, social or commercial have their own bureaucracies. All the same
when the word bureaucracy is used most of us think of Government and speci-
fically of the administrative apparatus of the Government. Large scale
bureaucracies have become a feature of our times. According to the German
sociologist Max Weber Bureaucracy has certain common features and these
include organisation of officers according to the principle of hierarchy—that
is one above the other, well marked jurisdiction, the emphasis on precedents,
the existence of rules and procedures for every thing and the selection of
personnel on the basis of technical qualifications. Bureaucracies are an
important element in the administrative structure of an all modern Govern-
ments. According to Millet “ An army is a bureaucracy—a large scale organi-
sation for performing the aggressive and defensive policies of a nation.
Government have always had a system of tax collectors—this is another part
of bureaucracy. When kings had clerks to keep records for them, when the
Romans established means for building roads when the decision making
organs of Government determined to send representatives to foreign countries
and in turn to receive the representatives of other nations bureaucracy was
born. No Government outside a primitive society can exist without some
degree of administrative machinery.”

Nevertheless a certain amount of odium has come to be associated
with the term bureaucracy. Those who look down upon bureaucracy hold
that it stands for certain undesirable features such as slow action (delay) a
meticulous regard for rules and procedures (Red tape), a reluctance to make
decisions, lack of initiative, too much concern for precedents, a fear of change,
a plethora of paper work and a passion for status and security. It is not
however fair to condemn bureaucracy on the ground of a few shortcomings
because these shortcomings can be neutralised with a measure of vigilance
and an alert public opinion. When all is said and done the fact stands out
that without bureavcracy nothing is possible in a modern state.

In view of its key position in the Governmental structure it is possible
for bureaucracy to weaken or demoralise the administration, if it is perverse
in its outlook and attitude. Hyneman has identified five ways in which the
bureaucratic apparatus of a modern democratic Government might undermine
or destroy the Government. But these ways may not have a universal appli-
cation. It cannot nevertheless be denied that it is possible for bureaucracy
to impair the effigiency of administration in a number of ways. Firstly this may
happen if the bureaucracy is not hardworking. Laziness is a greater bane
in a democracy than in the case of ordinary individuals. In the case of
individuals it will affect only their individual lives. But in the case of-a
bureaucrat it would affect the entire administration. The public servant is the
repository of experience, knowledge precedents and it is his duty to make
them available to the Government. Though it is not his business to for
mulate policies he can influence policies by tendering the right advice based
on his expert knowledge. A lazy man will never care to do this and to,
that extent public policy will become vitiated. Even after a policy.has been
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laid down, it is possible for him to ruin that policy by indifferent or
perfunctory implementation.

In many countries which have achieved freedom in the recent past the
bureaucrat is not able to adapt himself to the altered conditions.” Under
demacracy he is the servant and not the master and often times he is unable
to reconcile himself to the role of a servant. This lack of adaptability produces
frustration in him which turn produces an unhealthy impact on the administra-
tion. It is also possible for him to misinterpret Government policies or
programmes or to attribute motives to those who are responsible for the
formulation of policies. Thus he can create discontent among the people
and hamper their co-operation with the administration. He can also identify
himself covertly with opposition parties and thus create difficulties in the way
of the implementation of any policy or programme. By indulging in corrup-
tion or jobbery he may tend to alienate public support from the Government
and also may lower the Government in the estimation of the people.

Especially the civil servant who occupies the higher strata of bureaucracy
can do much harm as far as administrative efficiency is concerned. His
perverse outlook or attitude may prove infectious and people who work under
him may copy his example. By his aloofness he may wean away the co-ope- -
rative spirit of his subordinates. In a democracy he is not the boss but the
captain of a team. Administration is a co-operative effort in which people
with different backgrounds and attainments work together towards a
common goal. In administration no single man can do anything substantially
in isolation. His success depends on the way in which he secures the co-opera-
tion of those associated with him. This co-operation he can get only if he
cultivates the correct outlook and attitude. 1If he fails to do so he can easily
endanger the efficiency of the administration. The contagion of his bad
example will be all pervasive and may weaken the very fibre of the administra-
tion. Recapitulating the ways in which bureaucracy can do harm to the
administration. Hyneman says among other things that one of the ways is
for the bureaucracy to misinform the public about the issues confronting the
Government. They may also do harm by initiating and administering policies
and programme contrary to the will of the people. They can also fail to
advise the political exccutive in the formulation and implementation of public
policies. Finally they can also cause the people to lose faith in the Govern-
ment by a failure to perform the necessary work of the Government.

The question may now be asked as to what are the possible safeguards
against such a contingency arising. The first safeguard is the cosmopolitan
camposition of the bureaucracy. A bureaucracy should never be composed
of people drawn only from one strata of society or frcm one class or from one
region. The composition of bureaucracy should be representative of all
classes, all strata and all regions. Predominance of one caste or one class
or one region spells danger. Secondly the political executive must be knowl-
edgeable and alert. For integrity, impartiality and hard work it should set
an example. It should not create the impression that it is dependent on the
bureaucracy excessively. To this end they have to educate themselves in the
.art of public administration and study all the aspects of a problem themselves
without leaving much to the bureaucracy. The harmonious relation between
the political executive and the bureaucracy in UK. is mainly due to the
fact that the political executive is made up of brilliant men. Before such

 brilliant men, bureaucracy will think ten times before they deviate from the
right path. Thirdly the public opinion through the legislature and the press

.. Should be alert, They should be the watchdogs of the bureaucracy without
making inroads into its field,



Administration and Politics
M.G.

One of the unfortunate developments since Independence is that
politics and administration have come to be mixed up. There is no doubt
that much of the drawbacks of public administration has been due to this
mixing up. The functions and sphere of both are separate. Both are
necessary for human society. Nevertheless the success of any democratic
system depends upon the proper adjustment between both.

Politics are necessary for any society. Aristotle said long long ago that man
is a political animal. We know {rom experience that political power is essential
for the life of man and society. One can well say that a society which has
no politics may become anarchist. The student of public administration
knows tht there is no'record of the continued existence of any society or civilisa-
tion in which political power is absent. ** Society implies social organisa-
tion and social organisation requires among other characteristics the exercise
of political power.” The ends of political power are two fold. Firstly it
has to be ensured that pelitical power is excrcised for the advancement of the
general welfare of society rather than the gratification of the selfish urges of
a few individuals or groups of individuals. Secondly it has to be seen that
political power is exercised only in such ways as would ensure the worth and
dignity of the individual. Only when these two goals of politics are forgotten
politics become something synonymous with evil, and politicians are looked
down upon. Observes an author, “ We often hear remarks made which indicate
an impression that politicians are a low set of fellows with selfish aims and
corrupt practices who manipulate party politics for their own advantage and
the less, self respecting gentlemen have to do with them the better....... Sucha
. condition of political affairs is always due to the fact that citizens who are

honest upright and public spirited who would not prostitute party power to
personal advantage, who would not make party organisation a corrupt combi-
nation to secure places and profit, fail in the performance of their public duty
and permit the party organisation to remain in unworthy hands.” It there-
fore follows that a citizen has a paramount duty to keep politics clean, 1If
he fails in this politics may degenerate into party squabbles and this in turn
may affect administration, though theoretically both politics and administra-
tion have separate functions. These separate functions have been vividly
set forth by President Wilson, early this century. He observed, “ The field
of administration is the field of business. It is removed from the hurry and
strife of politics.” He has also emphasised that administration lies outside
the sphere of politics. Administrative questions are not political questions.
Wilson supported his arguments by quoting the German writer Bluntschli.
He says, “ Politics is State activity in things great and universal” while
administration is ** the aciivity of the State in individual and small things.
_ Politics is thus the special province of the Statesman, admijnistration of the

technical official.” Thus the’ function of politics is to lay down policy and
the work of administration is to implement it. But the point to be remembered
is that though politics set the task for administration it should not be
suffered to manipulate the offices under administration.

It has however to be stressed that though politics and administration are
separate they do not function in watertight compartments. In the recent
past some writers have criticised the distinction that has been made between

- politics and ‘administration, They say that it is wrong to say that -policies
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can be formqlated without the advice and assistance of the administrative
staff. Therg is hardly a Minister who is not influenced by the advice of civil
servants while formulating policies. As a matter of fact it is the experience,
and knpvy]edge of the civil servant that gives shape to the policy proposed
by a Minister. Thus administration plays a part in the formulation of policies
x/hxch is the concern of politics. Harold Laski has supported this argument.
You cannot ask an able man to concern himself with questions like education,
public health, factory legislation, safety in mines without two consequences
following. To ask him to discover facts is to ask him to indicate conclusions
and the very fact that he reports conclusions necessarily indicates a theory
of action....There must be principles of action to be decided upon ; and the
civil servant whose hfg is passed in dealing with that knowledge will ,naturally
advise upon those principles. Because moreover he has ability he will also
have views, he is not and he cannot be a die to receive without direction the
imprint of Ministerial direction. It is his business to tell the Minister what
in his judgment are the probable consequences of any policy for which the
Minister proposes to be responsible. He must warn against this line and urge
the wisdom of that.—A policy which was separated from official experience
wo‘uld almost certainly be ignorant and not seldom disastrous.” Pfiffner has
pointed out that the separation of politics and administration does not mean
a separation Into two watertight compartments. In practical experience
questions of politics and administrative action are closely intertwinedp

There is no denying all these facts but the fly in i i

daily interference of politicians in the day-to-dayyadrrtx?r?i:tlrgtt?:)?t ISTE;: SL?§SE
menon is rather common in many of the Eastern countries, where democrac
is still in its infancy. Tt is one thing for Ministers to consult civil scrvant)s,
and the latter to tender advice ; it is however another if the Minister interfor.s
in the day-to-day administration suggesting that such and such things shouid
be done like that, that such and such men should be appointed in such and
such places that such and such men should be promoted to such and such
posts. This is a case of the Minister administering and not controlling the
busmcgs'of administration. In somc countries these things are done not ‘only
by Ministers but also by party politicians. Tt is such things that tend to
discredit politics and demoralise the administration. As pointed out earlier
the goal of politics is to ensure that power is exercised in the interest of the
general welfare of the community and not in the interest of the few. Minis-
terial or political interference in administration tends to defeat this purpose.
It harms the general welfare by sacrificing it for the interest of individuals or
groups or party. It also exerts an unhcalthy impact on administration. Tt
leads to the appointment of politicals in public service and thus introduces
poémca into the field of administration. It tends to discourage honest work
and public servants develop a tendency to look to political quarters for official
advancement without acquiring merit through hard work.

They also seck to please their political superiors by trying to promote

. party interests. Administrative questions come to be decid iti
‘- ceng . BT ! ed on political
Song; - iderations and administrative action comes to be coloured by political

n A whole train of evils thus follow. This is what has to be depre-

cated while . .
. . t th - .
administration ang ;;Eisnme appreciating the organic connection between



Leaqves from History

Patronage in Public Service
How an administrator fought the evil
(RESEARCHER)

Patronage in public service is not a new phenomenon. It is as old as
human society itself. In India one can say that it was a great principle of
administration under the East India Company rule. The Directors of the
East India Company looked upon their power of patronage as one of their
precious assets.  Each director vied with the other in exercising this patronage.
It is reported that one of the directors appointed not less than seventeen of
his relatives under the East India Company in India. The service became
practically the monopoly of certain families in England. A writer of the 19th
century has comm‘?nted pungently on the calibre of the appointees under the
Company Rule. *Those who came hither were often desperate adventurers
whom England in the emphatic language of the scriptures had spued out ;
men who sought these golden sands of the East to repair their broken fortunes ;
to bury in oblivion a sullied name ; or to wring with lawless hand from the
weak and unsuspecting wealth which they had not the character or capacity
to obtain by honest industry at home. They cheated ; they gambled ; they
drank ; they revelled in all kinds of debauchery ; though associates in vice—
linked together by a common bond of rapacity—they often pursued one another
with desperpte malice and few though they were in numbers among them there
was no unity except an unity in crime.” But the morale of these recruits
did not ccunt much so long as the company was engaged in commercial acti-
vities. But after 1757 until 1833 the company became a quasi public corpo-
ration. Side by side with commercial activities they also shared in the admi-

nistration of the country. It was during this period of transition when the

company switched from mercantile business to partial administrative duties
that Lord Cornwallis took charge as Governor-general. He is the builder
of modern district administration. To him belongs the credit of liberating the
administration from the shackles of commercial tradition and reorganising
the civil service on modern principles of public administration. Soon after
he assumed charge he addressed himself to the task of stablising the.district
administration. He reduced the number of collectors and increased their
salaries. His instructions to collectors were significant and though more than
a century has passed these instructions have not lost their validity. He
enjoined the collectors to be fully alive to their high responsibilities imposed
on them and to try to prove equal to them ‘ because the happiness of the
individuals under their authority, the prosperity of the country at large and
the interests of the company which are inseparably connected with the two
former objects depended in a great measure on their good management.” The
collector of those days was more or less an undiluted despot. In the hierarchy
of administration he became the bottleneck through which all lines of control
were to pass. As an administrator he valued honest and zealous service
above everything else and though a champion of economy he never carried
out economy measurers at the expense of administrative efficiency.

In his fight against patronage system he was far in advance of his times.
He was vividly aware of the evil consequences of the patronage system. It
pushed up average or incompetent men to key positions ; it lowered the morale
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of public servants ; it created discontent which in turn struck at the root of
efficiency and finally it impaired discipline and disrupted team work. It is
said that he went to the extent of refusing candidates recommended by the
Prince of Wales and even the Queen. He wrote to Lord Sydney * Lord Ailes-
bury has greatly distressed me by sending out a Mr. Rito recommended by
the ‘queen ; but 1 have too much at stake. I cannot desert the only system
that can save this country even for sacred Majesty.” On another occasion
he refused to entertain a candidate recommended by his friend Dundas and
wrote to him, “ I must my good friend recall to your recollection that no
Governor in India can confer an office or employment worth holding or indeed
any substantial favour on a person who is not a covenanted servant of the
company without essentially injuring public interests and committing an act
for which he deserves to be impeached.” These words speak for themselves.
They are as relevant today as when they were written.

"
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5 Administrative Leadership

b The ability to inspire confidence based on knowledge, the
3 capacity for sustained effort or stickability especially in adverse
#  circumstances, honesty of purpose and a willingness to shoulder the
ﬂ burden of decisions—all play their part in the making of a leader.
.
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(Continued from page 19)

' hﬁl been a respect for the individual and a guarantée that man shall

not beeome a tool of the State ; a guarantec that his free initiative in
economie and social matters will be limited only by the needs of the

* fraternal group ;. and, above all, that his rights and individual dignity,

as defined in soeciety’s basie code, arc not subordinated to the abstract
concept of the State. Thus, the democratic way, in the modern world,
offers not only a rich inereagse in material progress, but freedom for
all men to reap the ensuing benefits of that progress. |
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Lessons in Community Development
’ KURIANSON
Lesson 8

Rural Experiments—their impact

Q. You have described three rural experiments of the British peried.
You have also mentioned how each of them concentrated on particular aspects
of uplift work. Can you now briefly indicate what is the sum total of their
contribution to uplift work ?

4. Yes. Butas | told you their total contribution to uplift work was
negligible. You know the rural problem in this country is a massive problem
and a few sporadic efforts can only amount to scratching the surface. Further
there were some inherent weaknesses in respect of these experiments.

Q. What are those weaknesses? Can you briefly indicate?

A. 1 shall rapidly mention two or three. Firstly, the experiments
were done in a haphazard fashion. They were not done under the auspices
of a single central agency. They were not the cutcome of any settled policy.
There was no planned approach to the problem. These experiments were
more or less isolated efforts. Hence they were not bound to leave any perma-,
nent mark. Dr. Spencer Hatch may be quoted in this connection. He says,
“ We need to get away from the lamentable fragmentation of efforts which
has resulted in regrettably small results from the expenditure of public funds
depriving the development movement of its effectiveness. The number of
minor officials who deal with his problems the villager cannot understand
and often does not trust. Representing different departments with little
co-operation between them and no connected plan of work, one visitor collects
revenue, one advocates co-operative credit and another improved seeds and
new implements ; another comes to inoculate cattle, another to vaccinate
children, another deals with sanitation and another inspects the village school.”

For another weakness, the attack on the rural problem was not compre-
hensive. As pointed out earlier the rural problem is not a single problem
but a bundle of problems. It has to be attacked simultaneously and at all
points. The Indian villager needs to be helped on all fronts if he is really
to be benefited. * The problems of rural reconstruction ” says a writer * are
manifold and closely related one arising from the other ; therefore they have
to be attacked together. In trying to solve the health problems one runs
into the economic problems and in trying to solve the economic problems one
becomes involved in educational problems. Social and religious problems
arise in every situation.” All these problems are closely related that it is not
possible to deal with them separately and in isolation. Hence *experiments
in agricultural improvements must go hand-in-hand with prohibitionand simple
‘marriages, fostering of cottage industries with the running of schools and
dispensaries, schemes in road construction and small irrigation projects to be
initiated with sports clubs and cultural squads. Village sanitation must be
enforced with libraries and museums.”

For a third weakness there was no public co-operation. The rural folk
were genérally indifferent though the efforts made were for their own good.
When Government departments sponsored: the effort the people distrusted
the motives behind it. The people were also not taken into confidence in the
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matter. Their felt needs were not taken into account. Government did what
they thought best in spite of the indifference of the people. The result was
that when Government agencies withdrew the work fell flat. It has been
said that doing uplift work without the co-operation of the people is just like
rolling a stone uphill. When the effort to roll is stopped the stone recedes
to the original position.

The lack of experience and equipment of those employed for uplift work,
‘where Government did the work also proved a handicap. For instance the
guides employed under the Punjab experiment had poor academic qualifi-
cations besides being inexperienced. They therefore commanded little respect
from the villagers. The shrewd villager seldom took the guides seriously.

Again there was awful lack of co-ordination. Too many cooks spoil the
broth. Too many departments put their shoulder to the wheel. There was
as a result much overlapping. One writer on the subjett observes, *“ The six
square yards of the Indian villager’s hut are looked after by six different depart-
ments at six different times of the year. One vaccinated his children the other
inoculated his cattle, a third offered manure, iron ploughs, etc., and so on and so
forth. Apart from this different pieces of advice were tendered by different
departments. The agricultural department for instance encouraged manure
pits while the health department said that manure pits bred flies and fiies
brought disease.. The upshot was that the villager was left confused.

Lastly the experiments were conducted single handed. Those responsible
for the implementation of the experiment did not care much to harness non-
official organisations to assist them. Rural uplift is a colossal job and it

" cannot be done well by a single agency alone. Non-official organisations

have to be fully pressed into service for the purpose. Where this h
been done the effort proved like building on salx)ldr.p 18 f1as not

e e e s Y

Organisation

. Of the two elements necessary for the prosperity of a political
msfitution, organisation is the more important for with bad organi-
satlon an institution endowed with power will lose it, but with a
_800‘1 organisation an institution starting with little power may
increase it as it goes along. g
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Rambles in Officialdom

(CANDIDUS)
XV
Service Unions (In Co-operative Spirit)

Sir Walter Raliegh once wittily told Queen Elizabeth that there was
always safety in a multitude—safety not for each or any individual therein,
as he might be crushed to death in a stampede if he was weak ; but a sort
of collective safety in such an event to the others comprising of the multitude
as no single person therein can then be held responsible for the tragedy, nor
can they be collectively hanged for it. On the other hand there is strength
In any service union (Remember the proverb, * Union is strength >)—Not
strength for the unknown member therein, nor even so much for the whole
set collectively but certainly strength for the leaders of the union. Theirs is
a strength which they get by virtue of their position as your leaders and as
fighters for your rights and privileges—yourself remaining in the background
and giving material and moral support, unless you choose to take up the inter-
mediate role of an * Active Worker > which definitely is no stepping stone for
leadership ; which—latter as in politics—requires entirely different qualities.
And leaders of the present age are more concerned about the size of their
following than the onus of leadership. The bigger the leader if the bigger
is his following ; and the whole principle of democracy is one of emphasis
on the biggest, though the biggest may not always be the best. But in the long
run a union, apart from its numerical strength, is only as strong as its leaders,
just as a chain is as weak as its weakest link. Thus the biggest of unions have
often tumbled and crumbled during a schism in critical phase of its politics
and in the face of a real leader who is able to rally support enough to break
the conventional leadership, give a correct lead and is able to move the admin-
istration from its natural position of complacency and intransigence in
matters affecting the masses in service.

Once a union is thus regenerated it tends to run in the same groove as
before. In day-to-day affairs, in practice, the union is another administration
within the administration, a set of wheels within wheels. No wonder there-
fore if the bureaucrat resents the system of parallel government questioning
or criticising his modus agendi at every stage. In public service three factors
count.—The Administration, the Service Union and last but not least, the
Public, which both the former profess to serve. If the state of affairs be really
50, it 13 certainly laudable and the public should be thankful to both and
congratulate itself on its luck that there are two bodies so keen in their competi-
tion to serve it. But unfortunately, the Administration as well as the Service
Union have their own notions about serving the public, not so much different
in the objects but as in the methods, and here is the rub. Often they do not
sec eye-to-eye on the same question, with the result that the public whom both
claim to serve suffers in the bargain ! In times of crises it is pathetic to see
each of them trying to woo the public to its side.

The declared aim of the service union is the betterment of the service
conditions of the workers by bargaining with the authorities. When the
authority is the government of the land itself, it is definitely no easy matter as
there is no higher statutory authorities to refer to in case of a real dispute. The
Government has always insisted on saying that its workers enjoy the best of copgh—
tions—better than those obtaining in the private sector—under the prevailing
circumstances. Whatever may be the facts it knows fully well that no part

~
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of the private sector is going to challenge this tall claim of its, so long as the
government happens to be the biggest employer. In any underdeveloped
country this is bound to be so particularly with a government trying to spread
its tentacles far and wide. Under these conditions the net achievements of
the union can only be some periodical meetings, some longdrawn parleys
with not-so-successful results, and some minor gains. But the leaders of the
union who have to entrench their positions would maintain that much has been
achieved by them and much more is yet to come.

The union is admittedly an instrument of power ; and wherever pOWer 15
politics is bound to be. Naturally it is group politics only, as they
are all of one party—the party in opposition so to say. The union is 2 demo-
cratic body with all the virtues (and vices) of democracy—elections {with a
fanfare) ; conferences (on a grand scale and with the venues chan_ged from
time to time) ; committees (fortunately no commissions which being more
costly affairs are left to their opposites) ; seminars—and these have come to
stay in place of symposiums of the not-so-old days, though God only knows
the difference between them, (these are only for the participation of the elite
brethren) the working groups (a euphemistic name for a set of partymen having
no work idly busying themselves at the party’s behest on any topic of the day) ;
and anything else_yet to come with a new fangled name. A common feature
with the democratic institutions is the way in which they multiply themselv_esT
group-war, functional-war, and regional-war (these phrases are not of King’s
English, nor of Queen’s English, but of Indian English on the same
lines as year-war, an official phrase to mean yearwise nowadays.) The union

" as a democratic institution is no exception to this. When there are a multi-

plicity of voices the government proclaims, “ One service, one union ’; and
the rejoinder is ** One leader one union ”; and from the pellmell a federation
is born ; and again from the federation a confederation. The underlying
aim is to make it formidable vis-a-vis the opposite party ; and to provide
labels for some more mouthpieces. 1t is certainly not a workable proposition
that the chief of the federation meet the respective ministers of the departments
concerned and that of the confederation meet some higher authority in case
of a vital issue to be taken up with the government of Bharatania. Nor is
a confederation a much-needed co-ordinating body. It has to be there because
Sri X is to be provided. In the words of the great Dada, the patron saint of
service unions in Bharatania, “ A union is to be closeknit at the bottom,
which consists of followers, and has necessarily to be looseknit at the top,
which consists of leaders.”

An entertaining part of the union activities is the routine meetings with
the authorities right from the divisional level up to the one vylth the depa_rtmental
head. The lower down the level the more farcical the affair, which boils down
to discussing a few minor grievances of local importance and not infrequently
carried over to next on some pretext or other. There once remained a Class IV
officer, very good at haranguing to his colleagues and on that account elevated
as their spokesman for these meetings in a division where the administraion
Wwas represented by a * Character ” of very suave and disarming manners ; -
Somehow the former felt very diffident face to face with the latter. And a face-
to-face meeting could not be avoided because the union work had to be done ;
but certainly there was a way out for avoiding an eye-to-eye meeting. He
therefore attended these meetings putting on the darkest of the goggles—with
a mirrored surface in the front as of the latest American fashion making the
eyes inside the goggles completely protected from being seen from outside—
and while he talked, his points, he indeed did them blind-fold—and no wonder
he often scored a point !

-
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For an Administrator’s note-book

Civil servants

“As a true servant of society the administrator must always remember
that every action of his has a moral implication. Respect for human personal-
ity is one of the fundamental tenets of democracy and one who degrades
human personality or debases human values, sins against dewocracy. In
discharging his duties a civil servant must be prepared to subordinate his
private interests to the greater good of the community. If those who are
responsible for running the administration become selfish parochial or partisan
in their outlook and behaviour, the organisation begins to rot and decay. No
administrative organisation can endure if nepotism and corruption begin to
eat into its vitals. The enduring power of a social organisation depends upon
the moral fibre of its leaders. 1t is therefore of great importance that both
the political leadership as well as the administrative agency give greater attention
to the strengthening of the ethical foundations of our administration,
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* * *

Most of the difficulties in the relationship of the bureaucracy and the
political leadership arise because the former is very often wrapped up in red
tape and administrative procedures and the latter shows impatience to achieve
quick results,
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In a democratic administration it is not enough to get the job done PRINTERS - . Printers in
expeditiously and economically ; we must also create conditions under which PUBLISHERS - - ENGLISH . - -
all the people involved in the adminis.trative‘hxerarchy feels that they are parti- TAMIL ..
cipants in a common enterprise. It is only by developing such a co-operative STATIONERS - TELUGU - . -
attitude that the ¢reative energy of the people will be released and nurtured DIE STAMPERS - - HINDL - - . . ;
thus making them self propelling and active participants and not mere cogs SANSKR1 :
in the administrative machinery. It is the task of a good leader to mobilise TYPE CASTERS - - CANA vt
the people for the pursuit of those desirable objectives which have been RUBBER STAMP & ANARESE - - -
accepted by society. It is also his responsibility to ensure that all those who MALAYALAM - -
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a creative effort.
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* * *
. The civil servants also should not consider the service merely as a means
ivelihood b i :
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