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MANAGEMENT OF RURAL DEVELORMINT PROGLAMLES:
ORGANIZATIONAL DEFICISNCIE. AND SIRATEGIES FOR MMPROVEMENT

V.R. Gaikwad*®

A sizable portion of our matijonal resources is spent on development
_programmes’in rural areas, The main burden of managing these develop-~
ment programmes falls on the district administration which, in a sense,
is an operating unit of the government for a specified region. In
addition to law and order and revenue administration, it is responsible
for the implementation of various development activities at the local
management unit level in keeping with the overall state and natiomal
“level programme goals,

Poor performance in the past on the development front has beeh attri~.
buted mainly to administrative deficiencies.l The many critical
observations on the working of the executive machinery reveal that the
symptoms of administrative deficiencies are many and varied, structural
-and organizational, and minifest themselves in numerous forms, at
different levels during the execution of programmes .2 There are also
other symptéms which draw attention mainly to the 'pathologies and
dysfunctions® of-bureaucracy.3 -The district administration, being an
.integral part of the larger administrative syster, suffers fram the
same raladies affecting the larger system, Its overall record of
execution of development programmes is not an enviable cne,

" yrofessor, Indian Institute of Mamagement, Ahmedabad

1For references on this topic see, V.R. Gaikwad, “Execution of Agri~
cultyral Development Trogrammes and Admiristrative Deficiencies,“'
Behavioural Sciences and Comnuntty_Development IIL, 2y (Septenber, 1969),
pp.101-113, : .

These, in general, could be: "Want of clarity or decision at policy-
"making level; wrong Juxtapositinn in which power is- divorced from res=~
ponsibility; because rules and regulations changing the-officers and’
men are inapt and fll-conceived; because at appropriate levels of re~-
ference a ready machinery for a decisive reSOIV1ng of differences does’
not exist," Seminar 85, (September 1966), p.l3.

3For example, according tc Dube, "The major symptoms of the malady are--
failure to take decisions at the appropriate level, passing the" buck,
roping in others in decislon-making, equivocal recormendations, anti-
cipating what the boss wants, raticnalization of failures, underdaying
the essentidls and magnifying the grandiose, coveripg the failure of
smaller utopies with projection of larger utopias, and cut~right syco-
phancy." See, S.C.Dube, '"Bureaucracy and Economic Development," Indian
Journal of Publie Administtation XII 3, (July-September 1966), p.349,




While the overall nature of defiC1encies in Indian bureaucracy is
well-known, little is known about how these deficiencies affect the
lmplementation process; at what level of organization and at what
stage of implementation these are most likely to originate, and in
what form; under what condltions these could germinate most easily;
at what stage or level, and in what ' fornm, their effect is likely to
be most proncunced; whether the effect of different deficiencies
originating at different levels and stages and having dirferent forms
is cumulative or otherwise? ‘ : :

An examination of administrative processgs on thesc lines wculd
suggest whether some structural and organizational changes at the
district level alone would be able tc improve the - efficiency of the
machinery.” This paper is an attempt in this drection, It highlighte
some of the administrative processes that generally affect.the. pers-

- formance of various management tasks at the dist-ict level, and
examines different avproaches for introducing 'structural changns in
‘the system for 1mproving its ~efficiency, , s

11

‘In general, the basic mamagement tasks for any'actiVity are planning,
organizing, staffing, monitoring, and control and ‘evaluation. These
tasks are perforwed in relation to a specific activity or a ccmbimation
of activities and in relzticn to a given environment, I will now dis=

cuss how certain processes affect the perfornance of these tasks at: the
district level, : g

1, l?iannigg

1.1 Centralized Planning ) nE

Distrlct ‘administration has always been troated as an operating un

of the government and as such has not been imvolved in. the plann1ng and
formulation of developrent programmes, 4 These two tasks are essentialiy
perfarmed at the central ministry level, Even the state level ‘f_q'v
functionaties contribute little to these tasks. ' For e§amp;eaigajgr“

e

4It is only recently thdt some efforts are being made in -some states -
to have district level® planning, Even in these efforts. there is no .
planning at the district 1eve1 in the real sense of the term.‘ e



programnmes and schemes such as the Comrmunity Dezveloprment Programme,
Intensive Agricultural District Propramme (I2DR), Key Village Scheme
(KVS), Intensive Cattle Develoupment Progracme (ICDP) Applied -
Nutrition Programme (ANP), have beéen planned and fmrrulatec at the
central government level, Generally, at the tine of laanhing a
programme, the central ministry functicnaries call a spccial meeting
or a seminar of the state directors of agriculture or unimal husbandyy,
as the case my be, to discuss and approve the alreacdy plamned and
forrulated prograrme, There is a standard, stercotyped reccmmendation
that the programme shcould be modiffed '"to suit the local conditions"

in the state and in different areas in the state., Howcver, rore often
than not, this recnmmendation .remains on paper. The states do not seem
to have any freedom to explore the possible altermative ways of achiev-
ing the primary objectives of the programmes, Thus, a programme in

its standardized, stereotyped, 'all-India' form is implemented at the’
state level, withcut any consideration being given to the special
crnditions prevailing in .the various regidns of the state.

1 2 Overdependences on Fore;gners for Ideas

'An analysis of the genesis of varicus schemes, | will reveal that not
many. developtient programmes have originated in the minds of central
ministry functicnaries, There has been an overdépendonce on Western
experts working with varicus foreign. agencies for ideas on developmental
programmes, For example, the Chrwunlty Development Prooramme, TADP,
ICDhP; Growth Centre Projects, ANP, and recent efforts in rural oevelop~
ment are all the- crdation of experts working with foreign foundations

. and agencies, Often the foreign experts and agencies do the detailed
planning and formulatinn of these programmes which they submit to the

. central govxrnbent along with financial su>port.and which are often
aeccepted by the govermment in toto. Thus, foreign experts have in-

. fluenced materially the planning and exucution of the development
programmes. Many of these experts do not have a deep uncderstanding of
the traditional culture and institutions of India, orientations of the
local people, and limitations of the administrative machinery in ‘India,
As such, it is difficult for them to realize.the emwircnmental core
straints under which the new programmes and techniques wculd be intro-
duced, and the corresponding pressirece on the adniniscrative nachinery
at: the operating level. The foreign experts mainly emplissize the
technical virtuosity, while in the ccurse cf 1np1ementatiﬂn, central
and state 'level functionaries depend upcn rhe;oric irnoring the
practical operational 1ssues. SR

] . .
a2 L
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1.3 Introduction of Prematire Schemes

A uechnologv by itself cannot give regilts. A new thchnoibgj beéauée

of 1ts sophistication and excellent performance (often under clinical
condizions, as in Western countries) is extremely exciting and attractive
to tecaruciuins, scientists and adrmdnistrators of aeveloping countries,

. However, it is often forgotten that in its wake of & new technology
brings new technological problems, and that .for optimum utllization it
requires a new administrative culture and system pf working. As: SUCh

its application has to be selective and oneratiﬂnally tested, at least

in the initial stages.

Such an approach has not been generally followed while planning and
formulating development programmes. At the state level mo questions are
raised by the technicians or administrators about the practicability and
validity of the line of approach suggested in the model schemes developed
by Western experts and accepted by the central government functinneries.
‘The culture of the existing system seems to be such that questions
from state level functionaries are either not apprtciated or are ignored
by the central level functionaries, . -

The effect of centralized planning and of overdependence on Western
experts for ideas is that it discourages any creativity at the state

level and below., A scheme originating at the central ministry level
becomes a nom~plan scheme after the plan period. Every Five Yeaar Plan
,brings out numerous programmes tailor~made for the states, - After a number
of pian periods almost all the major programmes opcrated by the states

are tlose which had their origin in the central ministry, These pro=-
prammes are 1rﬁl°r°1rad vear after year ‘by the district administration

as recommended by the central officials without any cnntribution from

the .state and distr1ct level functlonaries,

2. Organization of Work

Z,l' Lack ~F P*;“Juis on the Primary Task .

A -nunber of development programmes require a systematic interlinking of
various activities in terms cf time and space, esPéciglly.a: the: operat-~
ing level. For example, the Intensive Cattle Dévelopmeht'Lfénrdmheb
{ICD2) imvolves the coordlng*ion of such activities. as breeding,-
castration, fodder development, vaising of calves, and nLdical facilitiés.
A coordincted, integrated approach does not neceSsnrlly rmean that all

the componant and link activities should be taken up simultaneously.



However, in the name of an integrated, intensive, coordinated aporoach,
there is emerging & tendency tc take up many activities sinultaneously,
In the process of implementation, cften there is o logical, systemtic
integration of activities over time and space. Therc is na- correct
perec ption of the linkages among various schenes In the 1ntecrut»d
approach thore is a great danger of losing, sight of the primary task or
" ‘coré activity which is the soul of the programme. Morc often than not
_the primry task becomes of secondary importance because it is cifficult
to achieve, and 'soft' activities tzke precedence and are erphasized.
Failure on the key activity front is gencrally obscured by a dense fog
' of statistics about achievements on secondary, link activities which
are routine and simple in nature,

There are three main reasons for the lack of intepr\tion of activities,
First, the empirical basis of assumptions regarcing link activities

in an integrated approach is often vague and undefined, Second, there.
is lack of -understanding of the coordinated. approach behind a programme
on” the part of functionaries. Fimlly, there is & comon desire to
spread the programme in as meny villages as possible, All these

reasons taken together result in the implementation of various

activities of a progremme as ends in themselves rather than as components
of a coordimated programme ,5

2.2 Failure to Prepare Ogerational Plans

For most of the developuent programmes there is no operational plan
(detailed programme . of work) worth the name, Generally, no time 1is ear-
marke | for the preparation of such a plan and for orepqratqpy work like
rrnductin~ a benchmark survey and recruitrent of staff, Even when a
plan. of wérk is prepared, it is C“leetely ignored at the tim of
1mp1ementat10n.i A detailed plan cf werk provides. answers to such
questions ‘as 'who ‘would do what, when, how, where, and at what cost, It
works out .the stages - through whlcb a programmeé would be implenented
The recdommended stages generally give a development sequence ‘to ‘the
programre, - Unless. the first stage is ‘successfully implenenteds”'the
success of the seccnd stage tannct be asswred. In the absence of such
an exercise, operaticnal planning 1s reduced to & mere annual
expenditurenoriented budgeting excrcise. Lo T L

Tha system's indifference to o ratirnal plannino can be seen- from:

the lack of: adequate operation'mechanisms for such an exercisa at the -
tentral and state levels, The system as; {t exists today -does nnt lendb
itself to operational: planning, identifying gaps and needs,, monitoring
“new, developments ~and-providing a broad frane—work w1thin which Nt
actiVities could be planned. ’ o :

5
For an. understanding of the difficulties faced in the implementation of
an integrated programme, see, G.M, Desait, and V.R. Gaikwad, Applied Nutri~-

Eion Programme: An Evaluation Study, (Ahuedabad Indian Institute of

Management, 1971),
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2.3 Ad hoc Workload on the Staff

Lack of ‘operational planning results in the inefficient organization
. of work- activities., For example, in the absence of cetailed planning,
the actjvities of and the workload on field level functionaries are
increased and changed in an ad hoc fashion. Officers at the hi gher
level are aware of the diffjculties faced by the field level
functionaries for say, accommcdatinn and transportation. However, the
system operates in such a way that they have to turn a blind eye to
this and not raise questicns. In the ccurse of implementati - n the
field staff is often instructed to dc work which the officers know
the field staff will not be able to do efficiently., But the Bystem
demands that irstructions must be given from time to time and duly
recorded, Hence, the instructions are given and recorded, Here the
administrator depends upon rhetoric, Whether the instructions are
followed in spirit or not is mot important. ¢ ften the subordinate
staff ignores.the 1nstructions, or when too much pressure is givan,
takes the instrucétions on their face value, and provides 1nformation
to satisfy the. higher-ups. - :

3. Organizationband Perscnnel -
3,1 1lack of Manpower Planning

The system does mot seem to feel the meed for manpower planning, This
may be because there is no long term plan of activities, Programmes
are accepted and implementcd often without regard to availability of
qualified and trained personnel, There #1s also little plamning for
the programme=oriented development of functionaires., 1In the absence
of long term planning of activities and corresprnding manpower planning,
the expansion of schemes 1s generally done on an ad- hoec basis, Ina
system where manpower planning is absent, the functionaries have no
‘clear 1dea aboyt promtional chances :in the organization other then
the routine ones, This in turn lowers their motivation for the
chievement of results.

3.2 . Overdependence on Lower Level Fuhctionaries

It has been often pointed out that the field staff does not have a clear
understanding of the scope and objectives of the programme, In terps

of technical knowledge and skills there is a gulf between the controlling
officers and the subordinate field staff, especially those working at

the village level, Often it is hoped that through a short training
course this gulf will be reduced; that results will be achieved by



depending upon the unqualified, thcugh somewhat trained field staff,
This overdependence upon a large number of unqualified field staff

who work in remote villages in isclation is mainly responsible for the
failure of many programmes, In the hierarchy bound system the 'dirty
work! is left to the field staff, while the cfficers are busy with
inSpéction and administrative WOl'k. -

3.3 Acute Differentiation of Functions

The existing organization is based on a high differentiation of functions
both vertically and horizontally., It is not amicable to the cocrdination
of activities, Task-oriented development programmes require team work
for achieving results, 1In the highly stratified differentiated, multie
grade organization, such team work is extremely difficult at the
operating level, As it stands today, the organization for ‘the
implementation of any programme follows the stereotypecd pattern based

on compartmentalizati~n of activities and on the strict hierarchy concept,
Each activity head is given a set of supportirg staff not necessarily
according to work load but primarily according to the set norms relating
to status of the officer in the culture of the organization, The set

of supporting staff thus becomes the overt indicator or symb61 cf status,
and this is jealously guarded, As such, the functions, éven when cofmon
to all activities, can not be brought together, and the establishpent
cost’ 1ncreases considerably. There is ample evidence to prove that
highly stratified, differentiated structures have mot always achieved

the expected results, It scems that for ‘task-oriented, development
programies there is need to evolve_new'organization designs,

3.4 High Establishment Cost

In 2488  of the development programmes a major portion of funds is
spent uii ¢scablishment, which covers the pay, dearmess allowance,
honorarium, and travelling and other allowances of the officers and
staff, The ratio of establishment cost to total expenditure varies
according to the primary obgective of and mature of operations

imwolved in the programme. 1If the primary cobjective is productiomm
oriented, the major allocation of funds would .be.for productive
activities, If it 1s extension~oriented, the ma jor allceation would be
for establishment It 1is, however, found that even in primarily production=
oriented programmes the establishment cost sometimes forms mors than 60 '
per cent of the total expenditure, In integrated, coordimated programes
of development such as ICDP ‘where both extension and prr~duction
components are’ present the tendency is to spend more on extension
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actijvities the impact of which canmot be evaluated easily, and less
on production activities which can be easily measured, Such integrated,
coordimated programmes are run at a very high establishment cost with
little or no production benefits,"

'In a situation where a major portion of the expenditure is on pay
and allowences of the establishment, and only a minor portion is ear=~
mrked for primary, productive activities, the energy and time of
functionaries is spent in routine. administrxtive»wcrk imvolving.
meetings, pay bills, lcave sanctioms, transfers, and so on., In other,
.. words, the functiamaries spend most of their time in creéating work
. for each other ancl administrating‘ :each .other, Their activities
have no bearing on the primary tasks for which they wenp originally
employed._b : . : o _ B

3.5 MultJle Rol.es and Diffused Account:abili_x

, In a development programme, functirnaries from varincus levels are
-imvolved in the decision making process. From the directorate are
involved functionaries operating at various levels such as officer
1n-charge of the programme at the state level, and the regimnal
. directdrs and deputy directors. At the district level are imvolved
functionaries such as the collector,. (district deveélopment officer
in Maharashtra and chief executive -officer in Gujarat) and other
district level officers such as the district agricultural ¢fficer,
"At the block level the block development officer is invelved. In ‘states
where panchayati raj instituticns operate, various subject matter
committees are involved. In each case the functionaries sirultanenusly
hancle a number of activities an: play multiple roles, The system
operates in such a mamner that accountability is tonfused.' Due to
the involvement of many levels of personnel and due to the rultiple
roles of many functionaries, it is not possible to hold a siﬂgle o
persen responsible in case of failure of: the programme, : - e E

4, Financigj Dlanning and Resource Allocation

4.1, ~:|'.:8'Ck Of Long: Term £lanning o S 8

At the time of preparaticn of the nmodel scheme for a major development
programme the financial eutlay for the entire duration: of the programme
1s worked out, However, at the operational level-there 1s nc financial
planning for the entire duration of-the project. For every fipancial
year, the project officer or the district level officer in~charge of
the programme 1is askqd te furnish data relating tc the requirement of



funds by way of draft annual budgets. In the light of the funds
allocation, for various activities, deciced upon earlier, this
budget is scrutinized and approved -after appropriate mDCificatlgns
to the extent required by financial canstraints.

4.2 Lack of Rggg}t Orientation

The resource allocation process is essentially related to the
objective of egﬁénditure control. There is no linking of physical
daclifevements and expenditure on it. No efforts are macde to work
out the satisfactory level of eccnemic performance in terms of
resource usc, In general, thgre is no cost conscicusness. “The budget
does fot spell out the specific time targ-ts for the accomplisinent
-of activities and the planned progress during the programme perciod,
The focus is primarily opn expenditurc control rather than on achieve-
ment reporting of various activities and of the totel programme in
relatjion to expenditure, All the financial gtatements relate to funds
sanctioned, essentially with a view to forecast the requirements of
funds during the renaining months of the budget pericd,

Since the financial planniny system is essentially expenditure
control=oriented, it does mot provide data or ask for quantified
targets in relation to predetermined objectives tc be achfeved. Since
a periodic measurement of performance in relation to the predetermined
objective is mot possible in such circumstances, decisions relating
to remedial actions to be taken in zreas cf shortfall and to the

‘ eXpansion of activities are essentially impressionistic in pature. .
Thus, the plamning, measurement of performance, anc reporting systeca
do mot prQV1de the required oegree of nanabpment control,

5. l'bnitorigg and Control

5.1 Inforggtion Gathefigé"without Fdéﬁé | A o J“;

Every developrent programme generates a mass of information through
various statements and reports. The information 1s prinarily gprerated
at the lowest level, and the same is consolidated at varinous levels
of administration before being passed on in the form of’ quartcrly,
six~monthly, .and annual propreSS reports to the state and centval

level functionaries. _ , P



Genrally, the purpose and utility of the information called for :l.s' ‘
not clear to the functicnaries ¢t the lower levels.. They collect, -
information mechamically, without uncerstanding {ts usefulm.ss, '
and hence, without any sense of imolvemcnt - Since: littleé statistical
analysis of data is ddéne at any level, they receive little feedback
from the higher levels which would help them in u*;derstanding the
meaning and relevance of the work they do. )

The content and form of informtion collected is such’ that t:herh 1s
no systematic and logical linking of informetion with the prinary _
objectives of the programme. The existing reporting systém does not
give any idea whether the rescurces are utilized effect;vely and
efficiently for attaining the predetermined objectives.  In the .
reporting system fio distinction is made bet:ween the activity and the
object:lves behind the actiV1t}’u -
In the reporting system there 15 no lihking of resources utilization
and results achieved, Periodical ptogreSs reports cover nnly technical
and physical activities. Financial statements &re treated separately
and_ handled independently by the accounts sections at various levels,
At ™ level are the two anmalysed together. -

Thare_is‘ little evidence that the mass of information g:t:xered _
periodically is ever meaningfully utilized in the decision making
processes, The information is collected for the purpose of keeping
records and not as an instrument for decision making ar}d control.

3.2 No learning from rast Experi-nces, .

The bureaucratic system demnds the regular transfer of administrators.
The continuation of operatinns canm only be achieved through strict
adherance to rules and procedures laid cown a>? directions given in
the past, However, rules and procecdures help only in the ccntinuation
of operations. They do not help in learning from past. experience, The -
system does not learn from old mistakes till it is tco late, In this
sense the system has no quick memory. Since the system has no in-built
memory cells which could retrieve past experience:quickly, and give ‘
advance signals to guard against possible mistakes, it continues to
repeat old mistakes.

5.3 Aversion for Hard Decisions

In the government system the evaluation process is’ ponderous and time-
consumi g, imwolving various committees.Often, as in éase of planning,
the evaluation exercises begin at the central government level,
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In goncrnl, reports of evaluastion comdttees are’ ambiquous There ‘{s a
clear tendency to avoid making sharp, clear-cut obsérvitions or suggest=
ing drastic remedies. Even when sharp, drastic remedies are suggested,
theSe are not adpreciated by the system. “Stch’ suggestlnns ‘are either
1gnored or their importance is reduceo by appointing another comnitteL
to lcok into the matter, anc by various delay tactics.

‘It is difficult to take hard decisions in a g0vernnent system due to
many reasons, In evaluaticn the governnent system avoids sharp, clear-
cut observintions because it seens to’ perceive that wheén it will be
called upon to take decisions, it will have only two alternatives, viz,,
take a drastic step and close down the activity altogether, or allow
the machinery to work in the same old fashion and tolerate the °
inefficiency.

In general, the evaluation committees’ depend upon | 1nter-unit comparison
of performance' they do- nbt ‘mBasure perforcﬂnce agaimt any ¢ -

. selantifteally worked out indices of ‘performarce directly related to
the prigary objective of the schem., Generally, the evaluition report
does not 'mention what is to' be achieved 1in clear, ' specific teres, Though"
. evaluatfon targets are fixed to tighten.the machinery, as there are no

specificr goals, mo functionary krows how near or far he'is fEm the
goalg, Since goals are not clearly cefined in céncrete terms the
scheme goes on year after year, without any énd in sight In such a
system, the sénse of achievement is absent among functlonaries even
when short term targets are: achievgd. 1t also does not develop a
senge of concern when results are not achieved, This ultimately lcads
to a complete :lack of result=orientation,

AT AL PR R L b N

. The. above discussion indicates that managerial efficiency {5 con-
- " .siderably influenced by the cverall structuré ' of the organiz-ticn

_ and by the various administrative processes. As such the‘district
level administration.alon@ cannct bé held respvnsiblc “fer-all the
failures., As it stands today the district administrutiun is ‘an iﬂ£e~ra1
part.of the national administrative strdeture. The administrative‘
and financtal rules @and regulations, procedures and,rethods of .
work, the personnel pclicy, and the reward, punishment, and eveluation
system followed by it are not basically different from those followed
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. by the .overall ‘system at other levels, units of administrations tand
for other activities of the government . Thus, for all operational
.. ipurposes the district adninistration has no ddstiﬂct identity and

‘”Haethos of 1ts own, ° o T e k

Deficiencies in the administrative apparatus can be removed by making
‘deliberate structural changes, and by developing the :necessary
;knowledge, skills :and attitudes among thé functionaries handling
‘deve lopment rogrammes. The three possible approaches available for
im:roducing st:ructural changes are- discussed below. . ;

‘1. Compartmentalization Approach Under this approach development
administration would be compartmentalized, i.e., there ,would be de=
linking of development administration at the district level from the
national administrative system by having something 1ike an, autonomous
corporation for development activities with its own rules end
regulations and personnel ‘policy, The assumption here is-that . district
development activities are similar to any other public sector, industrial
enterprise and: could be organized on a similar line. This approach
is weak both at the conceptual level and in terms of nractical appli-
cation, . A" public sector industrial enterprise has, conparetively
speaking, a very narrow focus with a’ single objective. The task:.
before it.is simple, namely, production of a particular product; cr.
providing a specific service, On the'other hand;. rural developrent .
is extremely compléx. It has multiple. objectives multiple.activitiaa
a very large elient population having diverse interests. and . o
charaeteristics. There 1s alsc the complex interaction of .law and
order and development which :such & corporation cannot handle. This
approach is mot acceptable for one more reason. Such a corporaticn
would completely disintegrate the historically developed national
admninistrative apparatusg which today operates right from the national
level to the villages in every corner of the country., Disintegration
of the natfonal administrative systém wolild have far-reaching political
implications which have- ts be kept in mind, Autonomous digtrict develop=
ment corporations would weaken the authority .of the central government ,
The .contribution of. the nationat sdm_nistrattve system to. national
integration cannot be 1gnored : BRI EE

g nic App;oach This apptoach considers that the exist;ng
edministtsttve system is an organic whole and therefore demands _
twhole-scale! therapy.:- This whole-scale therapy approach 1s-different
from the approach followed: by v:rious administrative reforms commissions.
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The commissions generally lock into varicus activities and functions

at different levels separately and give a very large- rimber of
suggestions, without making any efforts to link these in eny logical
fashion, In the organic approach the attempt.would be to go to the
origin of the disease. This would require first a ceémprehensive mipp-
ing of aduinistrative functioning to 1so;ate the-'key’ seats of

' maladies, and then the suggesting a few key suitable remedial actions,
Onice the 'key! seats of maladies in the overall national administrative
system are isolated and attacked, it would have a snow-ball effect,

and in the process would 1ntroduce suitable changes at every level of
administration including the district level, The main problem in this
approach is the identification of 'key' seats of maladies and & thorough
understanding of the possible repercussion of key changes cn the overall
working of the machinery, :

3. Self-induced Change Approach: This anproach is based on three
assumptions: a) it 1s easy to introduce structural changes in an
organization when need for change is felt by the functionaries operat=
ing the system; in other words, structural changes would evolve out of
the felt needs of the functionaries themselves; b) structural changes

in a running concern should be in stages over a period of time bacause
the functionaries being the same, they would require time ‘for adjustrent
of role relationsg; and c) in an administrative system which is an
organdc whole; changes at any one level. would 1nduce changes in the
entire system over a period of time,

Under this approach, first, the awareness of the need for change has

to be created, followed by suitabl - changes in rules and procedures .
which in turn would lead tn be uttimately crvstalf=o in the fora

of structural changes. over a period of time, - The awareness of the need
for change can be created by introducing administrative and management
techniques in the district administration which are- different from

the existing cnes, Once the functi~naries try to -adopt new techniques,
they would become acutely aware of the need for chaiges in the system,
and are likely to cxerli pressure for suitable changes in the traditiomal
procedures, and ultimately in the structure of -the oroanizatlon. Since
initially such pressures wculd gemerate slowly and involve small changes
in limited areas of operation, the higher level functionaries are likely
to react favourably to the derands for change as and when required.
Efforts have to be mde simultanecusly through suitable training
programmes, so that the functionaries at the higher levels can
appreciate the- relevance of rew techniques, and react favocurably

to the demands for change, Structural changes will not bring results
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unless new tools and techniques are adopted at all levels of the .
organization, To be effective these two processes mist be synchronized,

- This approach is likely to succeed because a) there wruld be no
sudden radical structural changes and hence these would be low
resistance to change, b) the existing activities would not be dis~
rupted, c) the organic link with the national administration system
would not be disturbed, and d) many of the trained district level
functionaries would eventually be posted to the higher tiers of
administration and would support changes This in turn would
accelerate changes in the system over a period of time,"

The processes imvolved in this approach- would be as folldefi

"Process One: Identification of problem areas and introduction
of suitable, new, management techniques,

-Process wa: Trial of new techniques by the functionaries.
K S - This in turn would demnd corresP»nding behavioural
changes. .

S
8

Process Three: Need for changes generated. In the ‘process of
© trial of new techniques, need for change in the
existing procedures and role relationship would
be felt, and a demand for change in the’
' organization and structure would be generated
from within the operating unmits,

Process Four: Response to need for change. Cnce the need for
procedural and structural changes s felt and
verbalized, suitable changes can be introduced
as and when required on a trial basis.

Process Five: Internalization of new techniques and skills
and adoption of new procedures and rcle relations

on a regular basis.

The broad actions involved in this approach are given in Flow Chart I,

e
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