}
(Wew Delhi, August 28, 1960)
The Working Paper
THE ADMINISTRATIVE IMPLICATIONS OF THE THIRD PLAN
Indraprastha Estate
Ring Road '
New Delhi




Working Pyper

THE ADMINISTRATIVE IMPLICATIONS OF THE THIRD PLAN

CONTENTS

Pages
1-2
= GEELL IMPACT OF PLANNING
i ADMINISTRATION
Policy Formulation and Programme-Making 24
Organisation and Methods 4-5
Personnel 5
Financial Adninistration 5
Public Co-operation 6
ADMINISTRATION UNDER THE THREE PLANS
Administrative Organisation and
Managenent 6-8
District and Rural Adninistration 8-9
Public Enterprises 9-10
10

Public Co-operation

} ADMINISTRATION FOR CHANGE 1113

THE QUESTION OF PRIORITIES

The Plan Objectives 13-15
The Allocation of Priorities 15-17
} Policy Formulation and Programne~
Making 17
Persomel 18
Organization and Mcthods 18-19
Financial Adninistration 19
19-20

Public Co-operatbion
Priorities Within Special Sectors
Comnunity Development Progranne 2021

Public Enterprises 21
THE NEED FOR COMPREHENSIVE SCIENTIFIC
INVESTIGATIONS INTO ADMINISTRATIVE PROBLEMS 21-23
ADMINISTRATIVE LEADERSHIP 24 .
2425

POINTS FOR DISCUSSION



Members! FourthAnnual Conference
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Morning Scgsion

The Working Paper -
on

THE ADMINISTRATIVE IMPLICATIONS OF THE THIRD PL,";N.

(I) : INTRODUGTION

The advent of plaming since 1953 has affected the nature, scope
and scale of administrative activities of the contral and state admi-
nistrations in India. This impact has minly arisen asﬁ consequence
'of.t'.hree najor forces at work: (1) the assumption by the state of
developmental fmw;étions, including those in the field of welfarc; (2)
tho increasc:in the scale of administrative operations, both traditio-

nal and new; (3) the need for the greater association of the people

with", and their participation in, the administrative process to faci-
litate planning from the botton and speedy and effective implenentation
Eﬁ' of the Plans (and also duc to the progress of the democratic forccs

sn the wake of tho attainment of Indopendence, the' embodinent of

dcoeratic idealsg and goaié in the Directive Principles of State
Policy laid down in the Constituﬁion and the acéeptance of the geal
of socialist pattern of society
The i-nact of plamning on administration is evident on all
: n_,_"!l:l‘ five di'!ﬁl.}éion_s of administration in India - policy formulat-

organization and methods; personnel adminis-
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D
irmact, which began with the commencemont of the First Five Year
Plan, has continucd through the Second Plan, and will further
continuc during the Third Plang' the main influenccs and dircctions
reuaining more or less the same. The impact is likely to be more
rarked during the Third Plan in some respects than it has been
under the First and Second Plans;-tﬂé-omphasis on, and the prio-

ritics for, administrative measures during the Third Plan will, thore=

fofe, have to bc.different fron those under the First and Second
Plans. Thero pay also be certain problems which are spceial to the
Third Plan, These differcnces in emphasis and priorities will
nainly arise as a c onsdequence bf differences in objeqtivoe,patterns
of inﬁestment_and pace of development during the First,Sccond and
Tﬁifd Plan periods.

It is also important to diffcrentiate the administrative
changes neccssitated by the Plans from administrative reforms in
general which are a norml fetaure of all administrative activity.

In the light of the above considerations it will Dbe worthwhile,
first, to cxanmine the gencral impact of planning on adninistration
comnmon to all the throe Plan periods; to take note of the major
reconmendations about administrative changes made_in the three Plang;
and then to discusé administrative probloms and igsucs pariicular

to the Third Plan,

(II) : THE GNERAL IMPACT OF PLANNING
ON ADMLNISTRATION :

(1) Policy Formulation and Programme-tMaking
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Broadly speoaking, planning is said to have substantiaiiy
affocted the logislative autonomy of the States; their adninis-
trative autonomy has also been circunscribed by the methods of
planning and financinglof development pfbérahmes.

; In a parliamentary form of government all adninistrative poli-
cicg arc, within tho constitutional framework, formally formulated
by the Cabinet ﬁiﬁﬁ_thc assigtance of the administration and arc
 actively approved, with or without nodification, or passively acquiesced
in, by the legislature. In a broader sense, however, policy formulat-
ion is diffused through-out the administration.

Niﬁh the advent of planning, the concentration point of adni-
nistrative policy-making has shifted to some: ¢ xtent fron tho Union
Cabinet and the State Cabincts to the Planning Commission and the
National Development Council; and the role of the Union Ministry of

E’E . Finance in the making of ecomonic policics has also been correspond-
1ngly affected.
Planning has aslso brought about an 1ntegratlon of administrative

policies, as most of these have now to fit dnto the broad framework

of the Plans., A planned approach to development necessitates an in-
teeration of econonic and gocial policics inter se in torms of the
objectives and priorities on which the Plan is based. As the process

_ of glanning has expanded with the increasing cfforts to plan from the
Efl_lnttnn, the area and the influence whiéh affect the policy-meking prpcess
’ ﬂ!inisbmw.on have also expanded. Admmistratwu policy-making

g be s=ii to have a broader base and a greater responsiveness to

s noods and 2 spirations than before,
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The advent of developmental plans has as well enlarged the
scope and guantun of aiministrative ‘discretion and of delegated logis-
lation.

(i1) Organization and Methods

-

Planning has been followed by a sizakle expansion of the admi-

nigtrative activities in two broad directions, namely, rural develop-
uental administration and public enterprises. With the establishment of
comnunity development and national extension service programnes, and the
establishment of popular bodies at the village, block and the district °°
levels, which is under way, the cntirc pattern of district administrat-

ion in India is gradually undergoing a redical c hange. Advisory develop-

ment councils and comnittees, on which the different local interests, local

bodieg, and local leadership are represented, have been set up at the

district and the block levels to advise and agsist the administration in the

planning and <xceution of local development schemes. The increase in the
nunber and scope of public enterprises has given rise to a scctor of semi-
- autonomous public management, with administrative problems of its own.

The advent of planning and assumption of developmental tasks has led to
the creation of planning cells within exccutive deapritments and ministrics;

full—fledged planning departments and planning advisory bodies at the state
lovel and a national planning commigsion with a network of advisory panels

and groups at the Centre; and the cstablishment of spocial offices and
agéncios to exccute particul:r Plan progranmes and of evaluation wnits to
asgoss the progress achicved in selected ficlds.

The taking over of new responsibilitis in the field of development
and the increase in the scale of operations, both traditional and new,
have led to sustained efforts for rationalisation of Oréanisational stru~-
ctures (including the depaptmental set-up) and procedures. Several State
governnents and the Central Government have scet up 0_&-M units to stream-
line methods and procadures with a view to improving the speed and quality
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of disposal, effecting economy, increasing cfficiency, and decreasing
public inconvenience and complaints. Here, the work of Spefial Re=
Srganization Unit of the Ministry of Finance, the Central @ & M Division,
and the Committee on Plan Projects deserves a special nention,

(iii) Personnel

The impact of planning on public personnel administration has mainly

been in the direction of the liberalisation of recruitment policies; establi-
shnent of gpecial functionél cadres (e.g., industrial management pool, cen-
tral administrative pool, central health and legal services, etc.); efforts
at bulk selection; strengthening and broad-basing of training programme for
the administrative and execﬁtiVB services (e.g., introduction of a common

foundational course for the probationers of the I.A.S. and Central Field

Services, refresher courses, training for higher administration at the
Administrative Staff College, cte.), special training programmes for deve-
loppental admiuistration, revisiqn of pay scales and dparness allowance;
liberalisation of pension and other benefits; introduction of incentive
scheres in public enterprises; restraints on the civil scrvants' rights to
organize and strkke and on certain econom&c activities; creation of special
nachinery for administrative vigilance; strengthening of statutory provisions
for combating corrupt practices; and emphasis on correct attitudes and beha-

viour towards the public,

(iv) Financial Administration

Plaming is said to have brought in its wake a substantial measure of |
financial delegation to exeoutiveninistries and depabtmentsy a beginning
towards programne budgeting by the includion, for some projects, in the
Zxplanatory Memorandun accompanying the budget, of some details about
ohysical targets to be achieved; and a stricter scrutiny by the Estimtes

Connittee.
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(v) Public Co-o -operation

e L T e T T

In regard to the fifth dimension of administrafoion - relations with the
“uople --, planning has reieas.é& for'rcé.s :for arx-allz;bun:l improvenent with
a view to ‘nsurlng greator respon81b111ty, greater regard for the needs and
c.sp:LI"a.’c.lmu:*. of the people, gruater nutual con51deratlon and understanding,

and increcased participation of the people in the administrative PTOCOSS.

Thig has in main taken three directions: community development progranme,

rmovenent for democratic decentralisation of local government, and implemcn-

tation of developmontal and welfare programmes with the active participation

of the people and voluntary organizations.

(IIT) ADMINISTRATION UNDER THE THREE PLANS

(a) Administrative Organization and Managepent

The first Plan placed emphasis on administrative lcadership; integrity;

machincry to onguire into cases of misconduct on the part of persons who
hold any office, political or other; cfficiency; staffing arrangements for
nanagenent of state industrial cnterpriscs and for dealing with matters of

cconomic policy and administration, development, land reforn and food adminis-

tration; improvement of quality of recruits to the adninistrative scrviccs
and of the procedurcs for their scloction; establishment of joint 'deve-
lopnent' cadres and similar other co-operative arrangeients hotween the
Contre and States; improvement of in-service training arrangements, the @
B |
inportance of carcful grounﬂlxg in revenue and development administration |
for the probationers of the administrative servicesy the orpanizatidn of |
rufreshe&ggnuses for senior ndmlnlstratlve offlcurs, etces establlshment
. of 0 & M units at the Centre anl in Stat 85 lnprove1unt of supervision and -
inspsction; better human relationsg; review of methods of financial control;
croater attention to financial implications at the stage of planning of

projects, and allocation of prioritics; improvement of efficiency rating
nethods so as tofacilitate pronotion of outstanding officers; and systematic
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—luation of rosults as a normal administrative practicae,

The Sccond Five Year Plan enumcrated the principal administrative
tasks as follows: ensuring inﬁegfity in administration; Euilding up admi-
nistrative and tOchnicai cadres and providing incentives and opnortunities
for creative servicej continuously asscssing requirements of personngl in
rolation to the tasks to be undertaken; organising large-scale training
progranmes in all fields and mobilising the available training resources;
dévising specdy, efficicent and ocononic methods of work, providing for
continuous supervision, and arranging for objective cvaluation of nethods
and results ab regular intervals., It also cophasised the need for afford=-
ing opportunityes to officials at all levels for exercising the maxirum
respbnsibility; schencs for executive development; an attitude of speed
nd urgency; adnministrative talents to be drawn from all fields; and
enphasis on correct human rclations.

The Third (draft) Plan lists the principal objectives to be realised
in public édministration as under:(1) formulation of policies in clear-
cut terms by Government and ensuring continuity in giving effect to themj
(2) clear assignuent of responéibility for implementation with full appre-
ciation of the objectivés to be achieved at every level including Minister,

Sceretary and Head of Department, and no interference with the decisions

of the individual public servants within the field ezesigned to him by law
and regulations; (3) ensuring cverylay efficiency with specd and prompt
dispos2l, iﬁcluding (a) proper training of personnel, especially niddle=-
gr=ds, (b) simplification of procedurcs through systematic wark studies,
= (c) effective supervisi.on of work at each level; (4) contit_ming;-admiﬂi—
-“'_ﬁvftiie leadership for securing steady improvenent in adninistrative effi-
anl standards; and ( 5) ensuring in respect of important construction
ets 3=t the bost resualts accrue for the expenditure incurred and

- e e T W st B
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All the tlrec Plans have emphasiscd the need for allowing reasonable
frecdon and initiative to Heads of Departments and executive agencies to
cnable them to function more effectively on their own responsibility.

(b)

The First Five Year Plan stated that the primary emphasis in district
adninistration had to be on the implementation of develognont.programmos in
close co-o erat%oh and with the active support of the peonle, Apart from the
problen o flndlyg personne; for the higher positions in the district and the
problen of adapting the administrative system to the temper of democratic
government, the re-organization of district administration was to orovide

for: (1) strengthening and improvement of the mechinery of general adnini-

stration; (2) establishment of an appropriate agency for dcvelopment at theo

village level which derives its authority from the village commmity; (3) in-
tegration of activities of various devélopment'departmcnfs inﬂthe_district
and the provision of a common extension organizatibn; (4) linking uﬁ, in re-
lation to all deveclopment work, of local sclf-governing institutions with
the administrative agencics of the State Government; and (5) rogional co-
ordination and supervision of district development rrogrammes.

. The Second Plan reitezufed'the above-ment ~icd objectives of district
aduinistration. It furthor placcd emphasis on:ﬂcuring lecal community
action and public parﬁiCipation.So as to obtain the maximum result fron
public expenditure, as in agrigulture and in social services, and on carryin
teéchnical,financial and other aid to small producers , as in ﬁgriculture,
national extension and conmmity projects, and village and small industries.
It also laid stress on strengthening thehcofoperative s ector of the cconumy
throﬁgh assistance in managerial and technical pcrsonneihand establishment

of co-operative, financial, marketing and other institutions.
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The Third (draft) Plan points out that success in carrying oub
programues of mral development turns Very largely on the efficiency and
integrity of the sdministration at the district, block and village leWels.
It will be essential to ensure that during the Third Plan panchayat samitis
in the block place their maiﬁ enphasis on increase in agricultural produ~
ction rather than on prograniics for providing amenities and that they func-
tion effectifely as agencies for Pulfilling the plan in their respoctive
arcas. Subject to advice and considérations of overall priority the wlbi-
rete responsibility for development work in the block should bc that of

the bloek panchayat camitis - anlthis ain should be progressively pursusd.

(]

The .respongibility of the district administration at all lovels for raking

{43

suplies and s€rvices available at the right time according to the accepted
programies and for preventing loss due to waste or misanplication of funds
should be emphasised and rothing should be done to blur this chain of
responsibility. As a rule, a.village level worker should be abke to serve
offectively 1,000 to 1,200 families, Village level workers and other
extonsion personiel shouli.remain in their arcas for long periods and
offorts should be made to assurc to extension staffs their due cmoluments and
sromotions without having to change thelr jobs or move to other areas; It
nay be noted that bj October 1963, comrmnity development will extend over
the entire country.
(¢c) Public Enterpriscs

In regard to the public sector, the First Plan émphasised the necessity

s internal autonomy to cnsure that the public enterprises were well=run and
officient. It proposed the cstablishpent of a central board which should give
detsiled attention and advise the Governnent in respect of questions of gene-

=1 importance for the public sector as a whole, such as pefsonnel for indus-

trial management, finance and accounting, price policics, investnent

srogrammes, ctce.
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The Second Plan envisaged a large expansion of public enterprise in
the sphore of industrial and mineral development. It toock note of the
proposal for the establishment of an industrial management pool and sugges-
ted that questions bearing on methods of management and personnel policies
in public enterprises need/;gil—informed and continuous study to which in-
dependent experts and leading organisations, both in the public sector and
in the private sector, could contribute vduable expericnce.

In the Third (draft) Plan, the emphasis has been placed on adequate
internal autononmy, necessary delegation of powers at all levels, arrangements
for systematic audit of physical performance in all public enterprises, both
in the eonstruction stage and subsequently, and development of suitable tests

or indicators of efficiency - and productivity.

(d) Public Co—opcration

The First Plan stresscd the role of local sclf-government authoritics,
professional.aSSOGiaﬁioné, universitics, voluntary organizationg and indivi-
dual citizens in implenonting nlan projecté and in supnlenmenting plan
efforts. The Second Plan placed emphasis on labour cosoperatives, local
development works, youth camps, university forums, village groups and mobi-
lisation of small savings. The Third (draft) Plan has underlined the
inportance of the role of wluntary organizations in the programmes of
urban and rural community development, of lahour and social scrvice camps and
planning foruns and of other similar bodics in ﬁabilising conmmity efforts
to meet the main needs of local communities and in developing greater

cohesion gnd a conmon social outlook.
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(IV) ADMINISTRATION FOR CHANGE

The foregoing analysis of rccommendations on administration made in
the first twolPlans, and of the actual impact of the two Plans on adminig-
tration to date, indicates that the general emphasis under the two Plans has
been on the adjustment and re-organization of the administrative organization,
rethods, procéﬁures,'and practicus to the requiremen®c of development under
the two Plans. During the Sccond Plan period increasing attention has also
hoen devoted to the reinfor .ccnent of administrative machinery and to
tho evolution of a new type of deveclopmental administration in the rural
arcas and its integration with the normal administration,

The recommendations on administration contained in the Third Plan,
which have been listed earlicr, may be, very broadly speaking, said to
emphagise those appects or elcmonts of administration which will help to
facilitate the implementation of the Plan as a whole, of its different
parts and programmes.

The administrative problems which willlbe particular to the Third Plan,
and priorities which may be alloted to them®; will depend upon several
factors, such as, the adninistrative changes in.organizatién, nethods; pro=-
celures, personnel and financial practices etc, which have already been
effected during the First and the Sccond Plang; the exact administrative
requirenents of developuent in general anﬁ of the various programmes and
Srojects in particular under the Third Plan; potentialities of the existing
administrative organization and practice to cope/&?tb these requircments;
the oxtent and scope of new administrative changes needed to meet the reg-

uircnents; the pace of social change; the general economic and political cli-

mate during the Third Plan, etc,

* The question of priorities is discussed in detail in Section V.
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Again, nany of the administrative pfoblems during the Third Plan
will not be altogether new, but cortain aspects or elements of then may
raéuire particular attention during the Third Plan., Sonc of the problens
may be more important under the Third Plan because of the increase in
their dimension,

#* i _ *

Administration under planncd development is primarily a !resource!,
The speed and effectiveness of implementation of plans of developrent arc
conditioned not only by financial and natumal resources but also by admi-
nistrative talent and pesource. Though the thrce Plans contain innumerable
reconnendations covering the entire gamut of administration, they do not
appear to have been formilated on a fuller consideration of adninistration
in its totality as a resource, It is here .that the approach to administrat-
ion under the Third Plan needs a fundanental reorientation. WMot only should

administration be considered as a basic resource vital to planned developnment,

it musf also be conweived as a resource which is not static but dynanic, i.c.
it is to be continually adjusted to the requirements of o developing econony.
This new concept of Administration For Change, which is said to have so faf
eluded the planners in India, may be given special and urgent attention,
A Dbeginning in the dircetion ney perhaps be made under the.Thiri Plan,

The concept of Adninigtration For Change throws up another inmportant
188ue - that of the acceptance of change by the existing Administration
itself, Genernlly, the functioning of edninistration, with its vast rami-

fications of bureaucratic interestS, and traditionnl outlook, attitudes, and
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rhythn of working, may offer resistance to adninistrative change; any
change brings into play'othar factors whichltend to offset the change.

L very ;ﬂﬁj;tant adninistrative problom, therefore, during the Third

PR will be how to break this resistance and re-orient the attitudes of
the civil servants at all levels for a willing acceptance of adninig-
trative change.

(V) : THE GUCSTION OF PRIORITIES

(4) THE PLAW OBJECTIVES

Under the First Five Year Plan, -+ top most priority was placed
on agriculture incluling irrigation and power; development of key indus-
try (like iron and steel, heavy chenicals, elcctrical equipnent manufamture,
ote.) came next; and soclel services, in particular the robilisation of local
offorts through community Jevelopnent prograriie, occupied the third olace in
the order of priorities.

In the Second Plan, the principal objectives were described as under:

(a) a sizeable increase in national income 8O as to raise

the lovel of living in the country;

(b) rapid industrialisation with particular emphasis on
the development of basic and heavy industries;

(¢) e large oxpansion of enployment opportunitics;
and

(4) reduction of inequalitics in income and wealth and
a more even distribution of cconomic power.

The Draft Outline of the Third Plan lists its objectives as
follows:

(1) to sccure during the third plan a rise in
national income of over 5 per cent per



(2)

(4) _

(5)
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annun, the pattern of investment being designed
also to sugtain this rate of grewth during subsequent
plan pericdss -

to achieve self-sufficiency in foodgrains, and increase
agricultural production to meet the requirements of

industry and exports;

to expand basic industries like steel, fuel and power
and establish machine building capacity, so that the
requirenents of further industrialisation can be net
within a period of 10 years or so mainly from the
country's own resources;

to utilise to tho fullest extent possible the manpower
resources of the country and to ensure a substantisl ex-
pansion in enployment opportunities; and : ;

to bring about a reduction of inequalities in incone
and wealth and a more even distribution of cconomic power.

As regards priorities, it is stated that, the first priority necessa-

rily belongs to agriculture; the sccond to the related sectors of industry,

power and transport; and the third to social services,

*

: ’
* \

o

The following patterss of outlay and investment/'_.ﬁng the First,

Second and Third Plans also deserve notice:~

(Rs. crores)

First Plan Second Plan @ Third Plan

195156 1956-61 196166
- : (anticipated)
Pyblic Sector outlay 1,960 4,600 75250
Public Sector investment 1,560 3,650 6,200
Private Sector investment 1,800 3,100 4,000
Total investment 3,360 6,750 10,200
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Tt will be sccn that the Third (draft) Plan provides for an increasc of
about 51 per cent in the total investment, of about 70 per cent and about
58 por cont respeetively in the investnent and outlay underbtaken in the
nublic scctor, and about 29 per cent in the private sector investrent,
The outlay on 'industry and ninoralg' and'transport and commmunications!
Juring the Sccond and the Third (draft) Plans arc indicated below:

Qutlay

Sccond Plan Third Plan

e ——————————

. (Rs, Crorcs)
| Industry and Mincrals 880 1500
Transpoft and Cormunications : 1290 1450

-The sco?o of the public sector has-increased étéadily during the First
and the Sccond Plans. Aithough the contribution of public enterprises to the
national income is quantitatively srmall at present, it has o beconie much
rore significant iﬁ.ﬁho Tﬁiri P}an. Under the Third (araft) Plan surplus
fron public enterprises dthor than reilways, on the oxisting basié, for the

purpose of financing the Plan, is cstimted to be of the order of Rs. 440

CToTrcs.

(2) THE ALLOCATION OF PRIORITIES
In the light of thc objectives of the Third (dr#t) Plan, the priori-
tics as between the different scetors of administration may be as follows:
1, Rural adninistration, including cormunity levelopnent
and national extensgion socrvice pPrograiries, and develop=
nent of cottage and small industries;

25 Public enterpriscs; and

3, Non-developrental adminigtration (this must also expand
with the increasc in developnental adninistration).
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The above order of prioritiug does-not, however, nean that thosc
lower in the order of priority should be totally ﬁeglectéd or that their
present standard of functioning should deteriorate in any way.

#* 3* : 3.

It my be conténded that adninistration is, like a human body,an
organic wholc and it is unwise to talk of any scheres of nrisrities as
bctwoen.different sspecté or activitics of adnministration. It is well to
renetiber, however, that in lifc all analogics are misleading; an analogy
tay approximate to the reality to a greater or smller degree but is no
substitute for it, Taking cven the analogy of the human body, for its phy -
sical continuity, it nay be neccssary to devote greater attention to some rmt-
ters than others, e.g., those which affect respiratory, nervous and diges-
tive systems. Though any too dotailed systen of prioritics is likely bo do-
feat iﬁs vVery purpose, and it may be necessary at timcs to allot priori-
tics not to individual administrative itene inter se but to groups of
itens, priorities are esscntial in ﬂﬁy schene of planning which deals
with multiple ends and scarce neans. Priorities are only gencral indi-
cafors for 3evoting greater attention to certain sectors or problens of
administration.

Thus, though prioritics which may be alloted to different sectors,
aspects, or elements of administration, in thé context of.the contemorary
.objectivﬂs and needs, may not be inflexible or too much detailed, it will
be desirablo.to'have at least schemes of broad priorities to facilitate
specdy and effective implenentation of developnent plang. For instance,

within the fundtional aspects of administration, "personnel" deserve highoest

priority. Good personnel with high standards of integrity and effictency,

who arc capable of directing and nanaging adnministrative operations related




-1y =
to the implementation of plan projects, are more important than any schemes
of organization and methods no matter how scicntifically devised., Good
personnel can make a defeciive orpanization work well,-uhile bad personnel

ey even nake a good organization founder.

")
* 3

b
s

Bearing in mind the considerations discussed abofb, ti; schene of
priorities for the differcnt functional aspects of adninistration under
the Third Plan may be as follows:

(1) Policy Formulation & Progrannc-Making;
(2) Personnel;
(3) Organization and Mcthods;

(Bracketed together
for priority)

AR TR N

(4) Financial Administration; and
(5) Public Co-operation,

Listed below are, for cach of the above five fields, the more important
adninistrative problens under the Third Plan and the priorities which may be
alloted to then. The order of priorities is only suggestive, and not
cxhaustive or determinative.

(1) Policy Formulation & Programre-Malking

(1) Policy formulation and programne-naking after, and not
without; duec consultation with the interests, the
people, and the official agenciesg, affected,

(ii) Integration of policies and prograrmes into a cohorent
whole to recmove intcrnal inconsistencics.

(iii) Allocation of oriorities at all levels, betwecen broad
fields, between broad policies, between sub-policics, ete.
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(1) Integrity at all levels in the following order of pfiority:-
1, Ministers
2. Top managenent
3. Middle managenent
4, Lowecr gtaff
(ii) Manpower planning and service rcorganization:

I i - - L3 - - -
)a) Reorganization and integration of services into
broad functional groups, e.g. "generalist-edninistratort,
"oconomic!"; and "welfare";

(b) Asscssnent, on a scientific basis, of the roguircnments
of personnel for each of the above groups; and

(c) Strengthening of "functional" as well as "gencralist!
cadres; inprovement of quality of recruits through
improved scldection technigques.

(1ii) Working out and laying down standards of performance at all
levels and provision of adequate facilities for efficien
perforrance.

(iv) Broadening the base of the systen of promotion to higher cch-
eolons to draw in adninistrmtive telont fronm all sources;
and the use of more objective criteria for stricter selection
for pronotion on the basis of relative merit for higher res-
ponsibilities ( and not on the basis of cffective perfor-
mance in the existing job).

(v) Training for supervision, ecxecutive developnent, and higher
adninistration.

(vi) Adéguate mnachinery for cmployce consultation and for peace-
ful settlement of disputes.

(vii) Increased welfare anenities.
(3) Qrganization and Methods
(1) (a) Differentiation of funcbions and responsibilities at all

levels in clear—cut and precise terms; this will algo
include: Secretary-dMinister rclationship;




(b)

(ii)

(1ii)

(iv)

| (v)

(vi)

(vii)

sel=tions between Secretariat and cxecutive depart-

ments; relations belween public enterprises, Minister and
Parli=ment; rclations between generalist-administrators and
teckmicians, cic.

Affording adequate freedonm and initiative for effective fun-
ctioning of executive- departments, public enterprises, and
officers responsible for specific results, at their own level
without higher intcrference, within the framework of laws

and regulations and delegations, ‘

Detailed enquirics, for all major continuing projects, to spot
adninistrative deficiencies responsible for. slow or ineffective
irplementation. S

greater
Streanlining of methods and orocedures to provide for/regard
for public convenicnce and rerove public complaints about

delays, and to incorporate internal checks and balances against

logs of integrity.

Inereased use of work study techniques to build up hicrarchica
structures coniucive to high officicney and personnel develop-
nent, to determine spans of control, optimum size, degree of
decentralization and delegation, and rost effective ways and
neans of co-ordination.

Initiation of stulies to assess the nature, direction and
quantun of the trends in the adninistraton towards proliferat-
jon and to suggest necessary conbrol measurcs.

Discovery of ncw extra governmental channels and agencies
for undertaking increased governnental responsibilities both
in scale and scope. i

Rat jonalisation of the network of advigory boards and
cormittecs.

(4) Einancial Administration

(5)

1.

2a

3.

Sctting up of standards of costing and development of internal
financial competence within the exccutive departments and
ministries and state enterprises.

Working out suitable indicators and control ncchanism for
regular or periodical audit of performance.

Increased financial delegation

Byblic Co~operation

1.

Field survey anc investigations into the work alrcady donc
by, and the current sroblens of, voluntary agencies, profe-
ssional bodies, universities and other sgencics, in the field
of public co-operation.
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2. Croation of a central agency for co-ordinating the work of
voluntary organizations (the Central Social Welfare Board
deals mostly with welfare of women and children only).

3. Strengthening of training schencs for public co-operation, in

particular, the organization of a 'core! course in public
co-~operation.

4. Improvenent of emoluments and conditions of  work of
social workers. :

(3) . . PRIORITIES WITHIN SPEGCIAL SECTORS

The scheme of priorities suggested above is once of gencral application;

and many of the administrative problems under the Third Plan to which it
applies will continue under the subscquent Plans., Commnity devclopment md

rural adninistration and public enterprises = sectors for which first and
second prioritics as between dirferent sectors of administration have been
recommended earlier - may, however; require sﬁecial congideration.

Within the ficld of conrmunity development and national ‘extension service
oro"rammes and ouher aspects of rural adninistration, the alloeation of prio-

rltles, to adninistrative problems which deserve special asttention, may be
as follows: =
(1)  Placing adequate resources at the disposal of panchayats.

(2) Training for local leadership for pancﬂayﬂts and other
popular bodics. ;

(3) (a) Relations botween the technical and qdmlnlstrut1ve
pergsonnel at the block and district lavels.

(b) Advice and sdssistance in regard to teclnical and orga-
nisational problens of handicrafts, cottage industries,
local works, comnunity works, schemes to build up local
renunerctive assets, and other projects designed to
creato  rural employment.

(4) The establishnent of regular cadres for village and block
officials and provision of adequate avenues for jromotlons,
the relatio“sh¢J between the government officialg and the
popular bodies.
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(5) Measures for srotecting the popular bolics against poli-
tical pressurcs.

(6) Allowing freedon and initiative to popular bodies functioning
within the set-up of district adninistration, flexibility in
operation, and proper 1inking with the norrial district machi-

nery of adninistration.

(7) Initiation of studles %o Jeternine optimun size of the
village body, the block body, service co-operative ete.

Similarly in the public en crprises, the m jor problens in the orxder
of oriority may be stated to be as under: =

(1) Derarcating for cach enterprise the arca and contents

- of internal autonory, 1isting matters for ninisterial dire=~
ctives, and providing for delegation of administrative and
financial powers at all levels all al-ong the hierachy.

(2) Improving accountability to Parlianent by naking the annual
reports more conprehengive and detailed, setting up a special
standing committee of Parliament on public entorprises, cltce

(3) Laying down a clear-cut policy about the operations of the
enterprise on profit oe non-profit basis.

(4) Assessing the reguirenents of and setting up of a cadre of
top-managenent persgonnel with a high degree of integrity,
competence and efficicncye.

(5) Training for ecxccutive development.

(6) Fixation of standards of costs and of perforrance, the estab-
1ighnent of machinery for cvaluation of performnce and
results; and sctiing up of mechanisn of financial and super-—
visory controls.

(7) Incentive plans for pood performance and promotion systens
based on evaluation of merit for higher regponsibilities,

(VI) THE NEED FOR COMPREHENSIVE SCIENTIFIC
;NVESTIGATIONS TNTO ADMINISTRATIVE
PROBLEMS

The second important matter +o which inadequate attention has been
S-woted in the Third (draft) Plan relates to the investigation of conten-

POT=ETY adninistrative problens on a geientific basise With the Second
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Plan nearing completion, a stqre hns buen reached whew offective solutions
to administrative ills can no longer be found on thinking them out on the
bagis of genemal literature on admlnistrative theory and practice and the
past éxQQrience iﬁ India, These solutions require specific investigations
on a sampling basis or in the form of case studies to ietéfmine he nmerits
and ﬂenerits of certain administrative choicus. With the exception of sore
wurv done by the Special Re-organization Unlt of* the Union Ministry of
Finance, in regard to assessment and rovision of work loads, by the Comnittee
on Plan Projects in respect of evolving suitable methods, standards and
techniques for achieving cconotly and ensuring efficient cxeution of projects,
and by the Research PTO”TQHNLS COuﬂlttbL in the matter of administrative
surveys, scientific investigations lnto adninistrative problens seen to have
been quite inad;quate. Sone of the conterporary issues which demand com-
prohepsiva invgstigétions on a scientific basis are listed below:-

(1) While uscful work has been done in recen years under the
direction of the Central Manpower Directorate, the manpower
comnittecs or units in the States, in the matter of assess-
nent of the requirements of scienfific, technical and allied
persormel, no such assessment seems to have been made in
regard to administrative personnel. The periocdic increase in
the State Cadres of the Indian Adninistrative Scrvice is re-
lated to the number of senior alministrative posts in the
States, which have been in existence for some time and whigh
will continue on a permanent bagig. These posts are initially
created on an gl hoc basis as and when need arises. This
nmethod does not fully take into account the requirements of
developing econony; it does not give consideration to factors
like intensity of -opulation, stage of econcmic developnent,
natural resources awailting utilisation, rate of per capita
national income accruing in the State, degree of social
backwardness, ete.

(2) Both the First and Sccond Plans rmentiancd that it was too
carly as yct to detoermine whother the "company' form or the
"corporation"forn of non-departmental nanagement of public
onterpriscs was more suitable to Indian conditions. Both the
forms have beecn used in differcnt contexts. No adequate inves
tigations or studies scen to have been made to determine the
nost appropriate forn of. organisation for running public
enterprises.



(3)

(4)

(5)

(5)

(7)

cans

Both in Parliament and in the Press thére has been in recent years
considerable discussion of the need for internal autonory in public
enterpriges. However, no d@finite studies appear to have been made
which would relate the degree of autonomy to the natur:z of enter-
prises, the stage of its development, the size and nature of its
rarket, the manufacturing process and other allied factors. Nor,
perhaps, have any studics been undertaken to work out for sclccted
enterprises the exacf forn and content of autonoriy.

Another contemporary controversial ratter has been whether the ad-
ninistration is overstaffed or understaffed. The Special Re-organi-
sation Unit of the Ministry of Finance has tackled this question fron
a different perspective =~ that of efficicency and economy - by using
techniques of work study. However, these techniques have not been
used wilely enough to decide the issue.

Different views have been expressed from time to time on span of con=-
trol in the Central Secretariat. For instance, Mr. Appleby, in his
first report, submitted in 1953, recormended that "any normal pyra-
niding would suggest (except where Secretaries have no adninistrative
functions) about four Joint Sceretaries to each Scerctary and Addi-
tional Seerotary, about four Deputy Secrctaries to each Joint Sec-
rotary, about four Undcr Sccretaries to each Deputy SCeretary, and
fron four to seven Assistant Sceretaries to each Under Secretary,
with about the same number of section or unit heads undcr cach Ag-
gsistant Secretary". In 1949, Shri Gopalaswarny Ayyangar had recon-
nended: "As a broad rule of general application, I hold that a Sec-
retariat organization of three duputy secretarics, each in charge of
one secrotariat division, should be regarded as the ordinary upper
linit of the manageable charge of one secretary assisted by a joint
socretary".

Though the Special Re-organization Unit has done some work in the
metter as an adjunct to fization of work loads, comprehensive and
gspecific investigationsg have still to be undertaken to determine
what will be the appropriate spans of control at various levels for
different ninistries, or for groups of ministrics/departnents having
functions ginilar in ngture and scope.

Mr, Applebg.in his two reports, deprecated, the tendency towards ex-
cessive interministry consultations and aoss references before action.
The Third Plan contains a sinmilar reconmendation. But hardly have
any specific scientific investigations been made to assess the nat-
ure and content of the problem and in particular to suggest some
definite guide-lines for reduction of inter-departmental conferences
ard consultations.

Corruption and delays in government have also come in for severe
criticisn in recent years. Here again, apparently, inadequate in-
vestigations or case stulies have been made to discover their under-
lying causes.

The above ig only an illustrative list of fields in which further
investigations on a scientific basis may help to solve the adminis-
trative ills which characterise administration today and which
inpede in one way or othor the speedy implenmentation of Rlan
projects.
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(VII) ADMINISTRATIVE LEADERSHIP

The third aspect to which insufficient attentién had been paid till
recently concerns administrative leadership. The quality of administration
and its effectiveness are, in the last analysis, largely deternined by the
leadership at the top,.both political and non-political. The Third (draft)
Plan mentions that this leadership must come largely from the higher ranks
of the public services, -and moy be secured through . a committee of senior
officers which reports to the Cabinet and is charged with continuing res-
ponsibility for proposing neasures for improvenment in the standarcs of
adninistration and for reviewing the action taken by various departments,

On the administrative leadership also depends the solution of the
two basic problems mentioned earlier in regard to adminigtratvion for
change , nanely, breaking the resistance oflthe Administration itself ‘to
adninistrative change and increased attention to the concept_of admind s

tration as a resource by the planners.

( VIII) POINTS FOR DISCUSSION

The following points for duscussion emerge from the foregoing analysis
of the adninistrative probleng under the Third Plan:-

(1) To what extent is it necessary and desirable to differen~-
tiate administratiﬁe reforns in general fron asiéministrative
cﬁanges necessitated by plamning and development?

(2) In what ways will the impact of the Third Plen on adminis-
tration be different fronm that of the First and Second
Plana? In other words, what will be the adninistrative
nroblens, igsues or elements particular to the Third Plan?

(3) (a) Por the solution of administrative protlenms, wnder
the Third Plan, is it necessary and desirable to allocate

priorities ==-—-
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as between different sectors of administration(e.g.,

conrmnity development and rural administration, public
enterprises, rogular adninistration, ete.) ?

As between different functional aspects of adminis-

tration (e.g., nolicy formulation, organizatien and
nethods, personndl, financial administration, public relat-
jong and public co-operation, cte.) ?

as between different constituents of each functional

aspect, of adnministration (e.g., for "personnel", as
between recruitment, traininhg, promotion, conditions of
work, etc,) ? '

(b) If such prioritics are desirable, what should these

priorities be ?

(4)

(5)

(6)

To what extent and in what fields do the adminigtrative

problems under the Third Plan require further investigations

on a scientific basis?

(a) In what other ways caan the planning process, for the

Phird Plan, be improved to give fuller consideration to adni-
nistration as a basic resource of planned developnent - a
resource which hag not only to be augnented but also continually
adjusted to the requirements of a developing econory?

(b) What measures should be included in the Third Plan to over-
corie the resistance of Administration to, and to securec its
willing acceptance of, adnministrative change?

In what directions and ways may the present tone and scope

of administrative leadership, both political and non-political
be improved . .for the successBul implementation 6f the

Third Plan?




