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Development Adrinistration has come on its own as an area of
practice and study. . It is differentiated from conventional
administraticn by its emphasis on social and economic change.

In the field of management, the concept of Social Marketing has been
advanced and applied in many non-business contexts. Social
Marketing is very similar to development administration in its
aims and approaches. Social Marketing in fact has been presented
as an approach for planning social change. This paper examines
the relationships between Development Administration and Social
farketing. The commonalities of the two are discussed using a
comparative framework. On bal:nce it appears that Social
Market;ng and Development Administration (as qual;y practised)
are sufficiently different s0 as not to allow fruitful inter-
change. This paper makes_suggestions regarding how Social

Marketing can be adapted to the needs of Development Administration.



DEVELULPMENT ADMINISTRATICON AS SOCIAL MARKETING

Nature of Development Administration

Deveiopment administration has usually been discussed by
counterposing it to conventional forms of administration. The
specifications and elaboration of the concepts pertaining to
development administration, therefore, take the form of negating
conventional forms of administration. There is thus considerable
thinking on what development administration is not. The thinking
on what forms development administration does or sﬁould take is
rather limited.

It is useful to understand some of the important features
which differentiate development administration from conventional
administration., The most important difference is in terms of the
tasks of the administrator. The development administratar
is supposed to facilitate social and economic progress in his
area of operation, The conventicnal administrator, on the other
hand, is concerned with system maintenance functions such as ;;w
and order, revenue collection, supervision, etc. The task ar
functional differences also call for different roles. The
development administrator is supposed to perform an enterpreneurial
and motivatieonal role in contrast to the conservator and the _
controller role of the traditional administrator. Corresponding
differences in administrative goals, methods, approaches, procedurss,

personnel, operating style, etc. can be expected.
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The above view of developmerit adminigtration is based on the
content rather than the context of administration. There is
also a view that administration in non-Western underdeveloped
contexts is by definition development administration. This view
implies that when the administration of a developing cbuntry
approximates the characteristics of a developed western-country
administration, there would be no more development administration.
This is certainly neither very useful nor a very realistic view.

Another view which needs to be noted is that develaopment
is uBually not the result of administrative action, but of
mobilizative processes within a society. Such mobilizative
and participative processes can rarely be triggered off
by administrative action. It usually requires politicization,
education, crises and conflicts to mobilize people for developmental
causes.

what needs to be recognised in all the above views is that
developmental processes cannot be and are not likely to be left
alone by governments, elites, change agents, political organizers
and other interested external agencies. This means that conscious
intervention is likely to be the rule rather than the exception

in development processes.
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To that extent, it is helpful to conceive of development administration
as the type of governmental intervention which causes development
in the broader sense of economic growth, social justice and
snhancement of quality of life. In this sense administrative
action which causes an unbélanced state of development cannot
honestly be classified as "devslopment" administration.
Social Marketing ‘

Like development administration,.social marketing is also
concerned with directed intervention to bring about desirable
social change. The marketing part of social marketing refers
to the use of concepts and techniques of product planning,
priding, communication, distribution and marketing research
for the purposes of design, implementation and control of social
change programmes.

Social marketing has generated considerable academic as
well as prectical interest. Amongst marketing scholars, there
has_been a‘nsar unanimous endorssement of the extension of marketing
concepts and techniques to the area of social progress. Some
of the agencies concerned with social change have enthusiastibally
experimented with sociq; marketing anproach to progrémme design

and implementation,
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Applying Social Marketing Developmental Problems

The application of social mafketihg to devslopment adminigpration,
however, has been extremely limited. ?amily planning programnmes
in developing countries, perhaps, are the only major examples of
the use of the marketing approach for social change. As is well
known, these programmes have had a very mixed record of success.
Simplistic épplication of business marketing concepts to family
planning programmes Has in fact caused considerable disenchantment
in many of the developing countries,

For a variety of reasons, social marketing deserves to
be congidered as a useful approach for development administration,
Firstly, social marketing enables the quantification and measurement of
several developmental goals. Market research has desveloped to a
considerable level of sophistication in its commercial and business
applications. The science of psychosocial measurement
has also developed considerably. The use of psychoéoaial
measurementbdevices within a well-designed market research programmne
can provide very powerful methods bf_monitoring the achisvement
of developmental>goals. Secondly, social marketing offers
innovative categories for looking at administrative deciaions;
The specificationg of a.development progyramme in terms of product
designh, pricing, advertising, personal selling, sales promotion,
distribution, etec. can help in highlighting the many Facetg_
of the developmental task, some of which may get neglected
atherwise. Thirdly, the integrative decision making approach
championed by social marketing can be vegy ussful in_designiﬁg

development programmes. Fourthly, by bringing in considerations
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of competition, market behaviour and external environment,
social marketing introduces an element of strategic thinking
in development administration.

For the above reasons, social marketing needs to be looked
at careFully by development administrators. There ares, however,
a variety of reasons which make the value of social marketing
suspect for the purposes of develorment administration. These
reasons arise from the fact that .the assumptions, structure
and épproaches of social marketing are ut variance with thosge
of development administration. The next section analyzes the
significant differences between social marketing and development
administratien.

A Comparative Framework

Table 1 presents a comparison of development administration
and social marketing on several dimensions. The dimensions broadly
'refiéct the task, the roles and responsibilities of those charged 7
with the tasks, and the task environment.

One way to characterise the differences between deueloﬁment
administration and social marketing is that the styles of
managément implicit in the two are quite different. Social
marketing requires an organic risk-taking style while development
administration is characlsrised by a mechanistic and consgfvative
style. It can be argued that the desired style of deve10pmént
administration would be very close to that of social marketing.

The actual job of development-administration, or for that matter

of social marketing, hes to be done keepifg in view the realitiecs
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of the operating systems and environment. Therefore, it is not
useful to dismiss the indifferences betwesn development
adminigtration and social marketing as merely differences of stylse
which would be eliminafed as development administration grouws
in sophistication.
Bridging the Gap

Some changes can be brought about in development administration
relatively sasily to make it more amenable to application of
social marketing. For example, the definition of developmantal
targets can be done in a more differentiated and disaggregate
manner. Appropriate decentralivation measures could endow the
development administrators with sufficienflamthonity to execute

the tasks they are charged with, Similarly planning could be’

decentralised and mede simultanecusly a "top-down" and a
"bettom-up" exercise, as is the case in most advanced marketing

oriented organizztions. With appropriate innovations and training
inputs, the control and evaluation mechanisms in development
programmes can be made mare structured and task oriented. These
changés can be brought about by infdieing management concepts

into development administration with increased vigour.

There are certain features of development administrations
however, which cannot be changed by bringing more managerial
thinking into administration. For example, the fact that an
administrétor in the field has usually‘available to him a
-wide variety of ﬁhange strategies (incluqing coefciue) makes his

strategic task different from that of a marketing manager.
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The administrator differs from the marketing manager on the
dimengion of legitimacy. Greater legitimacy enjoyed by an
administrator tempt him to chocss shortcuts éuch as the
uge of fear tg bring about changes. Similarly, an administrator
_ canh never be given a highly circumscribed and specific
responsibility as in the case of a marketing manager. The
-adminigtrator's responsibilities would always remain general
and diffused to a certain extent. Ffinally, the task environment
of the development administrator would be considerably more complex
than that of the marketing manager of a limited social change
programme.

There is in fact 2 need to change the concepts of managsment
(in this case the concepté of social markcting) to make these
representative of the realities of development administration,
There are some indicationg that the realization fors

such changes is occurring within the marketing profession

itself.



Relevant Social Marketing

The search for relevant social marketing has bequn after the
hard realization that the trangferability of marketing concepts
to social contexts on an "as is" basis is limited. Some of the
important changes that are being mooted in social marketing are:

1+ Introductions of value orientations that induce

commitment to and facilitate understanding of social
problems and issuss. For example, it has been
proposed to introuuce bhumanist values instead of

pragmatist ones.

2. Deemphasization of the promotional aspects of social
marketing.

3. Proposals for use of multiple objective decision
techniques in social marketing situations.

Such chadges would certainly help in making social marketing
more useful in all nonbusiness contexts, including develaopment
administration. These changes, however, are not snough because
they try to tackle the obstacles to the application of social
marketing in a piecemeal manhner. A coinprehensive and holistic
approach is required instead.

Table 2 identifies the iikely obstacles in tﬁe application
of social marketing to development administration at various levels.
The obstacles relate to the assumptions and requirements implicitly
or explicitly incorporated ;n the sacial marketing approach.

Thege agsumptions and requirements become obstacles because in the
context of development administration the assumptionsido not hold
and the requirements cannot be made. To some extent administrative

reforms, training inputs, etc. can create conditionsg mors

favourable to the application of social marketing. The major
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changes, however, must occur in the technology of social .
"marketing". 'Table 2 outlines the natures of changes required.

Thé knowledge base for bringing about these changes already exists.
A programme of action andtresearch is required to ﬁake the

potent concepts of social marketing more adapted to the crycial

task of development administration.
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Table 1 _

A Comparigon of Degvelopment Administration &
Social Marketing

- Dimension

Development Administration

- — L — —————

Social Marketing

TASK RELATED

-~ Objectives

- LChange
Targets

- Loncept of
Task

~Task-Need fit

ROLES & STYLES -

-Flanning Role

~Role
specification

-Executive
Style

~Generd]l and Diffused
~Gene

~Condeived in 'input' terms.

If 'output' terms used,

these are merely mechanical’

_conversions of 'input'
terms '

§l, broadly specified

~Weak - certain simplistic,

universal models are
assumgd'to hold

-Ugually given to top

administrators only. Some=-

times delegated to staff,.
Involvament and
participation in planning
low

-Uften too rigid, restri-

ctive - key roles often
neglected

~Mechanic, risk-
avaerse

~Specific, differentiated
- Finely segmented

—Conceived in 'output'
terms, explicitly
linked to objectives

-Someuhat stronger -~
Tendency to universalize

persists.

~flost levels (including
operating level) have a
planning role.

—-Clear and partly
flexible. All roles
Jsually covered

-0Organic, flexible,
risk-taking
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Dimension . Deuelapment Administration  Social Marksting

PLANWING & CONTROL

- Planning Horizon -Sometimes restrictive- -Demarcation into

= : - short and long
t » 5 i
b et vt tame. Continity

lacking assumad.
- Strateqies ‘ -Administrator could use -Manager limited to
' a wide mix = persuasive, persuagive strate-
educative, coercive gies only
- Nature of plans ~Bgdget (financial) -Cost benefit
oriented. No or poor oriented. Properly
time phasing phased
-Control variable ~Usually inputs -Inputs, Outputs
and Procgss
~Programme Evaluation -Subjective, often -Use of Marketing
anecdotal Research
ORGANIZATION
=Pergonnel ~0ften carserist, -Ugually stable,
transitory prafessional
~Structure -Strictly hierarchical -Can vary with .
task/environment
~Respongibilities ~fany, general, -few, specific
diffuse
~Authority -0ften not commensurate -Usually

with responsibility commensurate
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Jlable 2

Obetacles .ta Social Marketing (SM) Applications in

Development Administration (DA) & Suggested Changes

Conceptual

Stratégic

Planning

Operational

=5i+ ignores client group

values

=5M ig implicitly
ideological

-5M overstructuras
situations

-5M ignores wider
ramificetions

-SM relies heavily on
persuasion

— i v m—— e ——

Suggestions for overcoming
obstacle

~Explicit use of value
variables

-Client conscientization
against manipulation

) ~Use of systemic models
) with secondary, tertiary

effects

~Widen strategic basge

-SM agsumes availability) -Develop and apply choice

of clear strategic
choices '

-Sii assumes single/
structured choice
criteria

-5M requires programma=—
bility of all key
inputs ‘

-5M assumes impact
can be isolated/
measured

-SM assumes high
divisibility and
monitorability of
tasks

~5M requires continuous
and alert aoperating
control by field
managers

-SM assumee passive
(non-retaliatory)
client

techniques for fuzzy
situations

-DA can be programmed
more by use of
management control
systems

-Development and use
of less structured
evalus tion technigues

-Develop meathods for
using "multiskilled"
cperatives

-Use of ciient—based
control of operatives
in development
programn.es

=Improving ciient
participation
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