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BARODA'S EXPERIMENT IN URBAN DECENTRALIZATION:
A STUDY OF SOME ADMINISTRATIVE ASPECTS

Anil Bhatt

With the rapid growth of the cities it is becoming more and more
difficult to manage them within the existing administrative frame work,
Recently the city govérnments which are already decentralized have felt
a greater need for further decentralization of at least some public services,

Meny citiés have, therefore, in recent times embarked upm a
programme of "urban decentralization". This decentralization is mostly
administrative. The city is divided into circles, zones, or wards and
the functions are delegéted to the officers of these units.

One simple reason why such a decentralization has become necessary
is thot it has become increasingly difficult to goverm a city from one
centrel office, The other objective is ideological, thet is, to make
administration client-oriented mnd to encournge citizen—participaticﬁ in
civie programmos.

But urban decentrslization in many cities has created some severe
adninistrative problems. Besides increasing the bucden on the elty
exchequer it hag nlsc created problems of administrative coordination,

There is soﬁetimes greater inefficiency, strained relationship between
the central officers and personnel working in the brﬁhdhes, fceouritiam, an

increasing politicel pressure on the officers working in decentrglized

unita,



IHE STUDY

This is an exploratory study of some of the administrative problenms
of urhan decentrolization in the city of Baroda. It is an empirical
study based on open and unstructured but indepth interviews with
corporation officials, elected councillors, local journalists, and some
other leading citizens, This is supplemented by a collection of data
from the‘ corporation records, |

As indicated nbove this study is carried out with a view to help
locate some significant issues, and provide some clues for f‘urtﬁer étudies.

While this is anly a pilot study, the report is formulated in such
a wey that it can be reed and used as a finished and independent study.

The report has st the end, a section on over all evaluation,

THE BARODA PROBIEM

- Baroda city has expanded rapidly botix in area and in bpopalation.
Its Area, isllittle less than 80 Sq.Km. (which has now gone upto 97
&eKm, due to inclusion of new areas) and its population is more than
half million,

Before the independence the city was a capital of a highly
enlightened ond progressive ruler, It was once well-known all over‘
India for its paleces, gardens, lakes and wide roéds. Life wés
peaceful, casy and gay. It was a centre of leaming and was never

visuslized as a centre of industry,
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To~day Baroda is known more for 1ts Industries then for its
university, The city of open spices snd wide roads has become a city of
conjested residentisl localities, traffic Jams and pollution,

Soem of the blg,:gest industries of the country, like Ind_ia.n Petro
Chemicals, Gujarat State Fertilizer; 01l and Natural Gas, Refinerles otc.,
are located in or aromd Baroda, Thess industries have added to the
problem of city menagement, Electriecity, rosls, weter supply‘,—, housing
and pollution have taxed not only the city!s resources but mlso posed a
challenge to the city authordty!s administrative eapsbilities,
| Until the reorganizstion of city sdminigtration in October 1974,
the adminigtretive : orponization of the city was based on the set-up whiC‘l
dated back to 1930s,

THR SYSTEM UNDER GAEKWADS

Mgharaja Ssyajirao of Baroda an enlightened ruler with forsight °
had introduced some form of urban decentralizetion through the ward gystem,

There were six administrative warls (as Aifferent from the electoral
wards) with five ward offices. The functions carried out were s =)
revenue administration under the Ward Officers b) Sanitation and
congervancy under Sanitaﬁ Inspector, and c¢) minor engineering works
under Unit Overseer, However, the werd offices were not given enough
‘powers, Mctions, or resources and equipmentss The status of ‘the
persannel working at ‘the ward level was very low in the hierarchy of the

administration, Few things were left to thelr discretion and, therefore,



they had to consult thelr respective heads in the central office for |
guidance and decision even on amall mattérS. '

The biggeét problem; however, was that the work of the three
functionaries - the Ward Officer, the Senitary Inspector end t-he Unit
Overseer — at the ward level was nof. o¢oordinated, Eéch nf the th’ree
functicnaries was responsible to his parent department in the central
office and would report only to them. Thus the Ward Offiser would
report to the Assistant Commissioner of Revenue at the central office s

the Sanitary inspector to the Health Officer and the Unit Overseerl to the
Roads and Traffic Engineer, ' This créated acute problems of eoordination,
In foct, there was no crordination unless the three heads at the centrel
office coordinated infrrmally or the Municipal C‘omniésioner stepped in,
Finally,l in the last. decsde the problems of the wards ineresased to such
a8 extent that the ward administration waé ubeble to cope up.

THE BARODA PROPOSAL

I- the early scwenties thc need for mstmcturing ‘the eity
administration wns fe]_.t by most corporators and commissioners. Shri
K.C. Mghapatra, Muniéipal Commissioner in his proposal to the General
‘Board stated: "From f_hime. to time feelings have beeﬁ expressed in standing
’Gommittee and Generai Board to reorganize the present ward administration
with g view to giving best services to the public at the guickest

_possible times"



It may be noted here that earlier in 1971 a siimilar proposal was
submi tted by the then Commissioner; It allotted many functions and
powers to the Ward Offices, and also raised‘ the status of the ward
officers and the zonal-commiss:loners by giving them a higher grade,
This, however, would have involved lot of expenditure, It asked for
a budget of ebout Re.2 million per year and the city fathers thought that
it would be an unbea:rable. burden on the city exchequer, So they
referred the proposal back to the Commissioner ¢hile accepting the
scheme of urban decentralization,

Nothing, however, was done till 1974 when the new comnissioner
took it up, He submitted a new and modified proposel on August 17
to the Administrator who was appointed by the State Government in
place of-the elected general board after the Nagv Nirman movement in the
State.

. The proposéi Qontéined decentrali;ation of mainly threc important
ﬁmqtions; 1) the road mai.ntenance; 2) water supply and Arainage, 3)
saitation and conservancy., It stated, "the efficiency of the corpor-
ations working is judged by the common man on the street in respect
of these three fields md not in respect of such. important functions
such as.hpusing, town. planning etem®. In order to provide maximum
gervices in respect of these threé funetions the préposal further
‘suggested. that "they should be taken away from the central offices
and given over to the ward offices which would be physically nearer
to the common men. 4nd adequate powers, personnel, and resources

ghould be delegated to the ward offices."



The proposel was approved in September 1874 and it was decided
to try out the new scheme of ‘deaéntraliZaﬁion onh eh experimental
basis in only two vardd « Acoordingly; the new schemé was implemented
_in october 1974 in ﬁwo wards. Later in August 1975, the scheme was
axtended to cover the whole city,

TU D FUNCTIONS

The new decentralization scheme proposes a thres tier systems
of mmiclipal administration; the central office, two zonal offices,
and eight ward offices, The two zones - north and south covers mn
area of ,:’;8 sq.km, and 58 sg.kw. respectively. While the North zone
is small in ares it covers a population of about 300,00 as against

200,000 covered in the south zone,



Pour wards are allotted to each zone* and they. cover the population

and- area as shown in Table-~1 below :

Table — 1 : Reorganization of Wards ; Area ond Populgtian

Weard Number ‘ Area (in sq.km._) Populaticn-
1 . 0.6472 88950
2 - 11,6505 82206
3 \ 9.57:93 79078
4 20, 4208 | ' 24420
5 - 4,9181 : 64850
6 25,0825 . 33006
7 21,0647 ’ 77404
8 5.4369 78508

* Recently this has been expanded to four zones
and each zonal officer has two wards instead
of four wards as envisaged earlier. -



ZONAL OFFICE PERSONNEL

The zonal office is Headed by a zonal officer of the rank of
Aésistant Municipal Commissioner, His designation is that of
Asststont Manicipal COIﬁnﬁssioner, Zre. The pbsition of Assistant
Manicipal Commissioner is qui®e high in the Gujarat Municipal Services,
he is next only to the Deputy; Commissioner who is in IAS cadre. It
was deciaéd to select a high ranking officer for the zanal office
because it was necessary to raise the status of the éecentraliéed
units both in the eyes of the public and the central office.

The Assistant Commlssioner Zone is in the salziry grade of
Rs.500~1100 with all the allowances and previleges of the officers
of the corporation.

The eerlier préposal of 1971 specified a basic salary of Rs.700/-
for' the Assistant CommissiAo'ner Zone. But this would have meant |
,rai.sing the gpade ofl ell the Adsistant Municipal Commissioners, and
it would not have been acceptable to the general board of the
corrporation, |

It was decided to select the zonal officer by nomination from
the existing employees of the cox;poration with the pay of minimum
of Ra. 450/- end above, If such a person was not availasble the

" appcintment was to be mnde through open selectimm.
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4s the mein duty of the zonal offiter wns of c¢o-ordination md
overall miservisicm it was decdided to plve him » skeleton administrative
staff to assist himg Following char shows the persomnel orgsnization

of the zonal office.

Zanal Officer
Personmel _ Deputy Four ward
office staff Enginger officers and
{stenographer, their staff
clark, peona) _
THE WARD OFFICE PFRSONNEL

The scheme vi’sudizes the ward officer as & real oxccutive enci action
agent, He and his staff 1.e. the functionaries connected with roads,
water suuply and drainage, saritation and cdnservancy, reyenue collection,
and othermiscellansous works from the real contact point with the public. -

As a coordingtor the ward officer has to tour his wards regularly
and as an administrator he has to see to the needs and camplaints of the
citizens. In view of this his po~ition is also elevated under the néw
scheme,

© Although those already working in the corppration could “e promoted
as ward officer there was also an emphasis on aalécﬁim of young people
@o w uld bring fresh outlock Ato work. The ward officers are in the
grode of Rs. 450-925. The organizational chart of the ward office

is given below. Only the important functionaries are listed.
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Ward Officer
: s ]
3 s . H 1
Junior Senior Revenue Head Clerk
Engineer Sanitary Officer N :
: Inspector ] Asasisted by other
assisted by : s lower level cler—
a stoff of ‘Sanitery : ical staff
semi~skllled - Inspector 3
and menual s H H ] !
workers Sub~sani tary s : : ‘ :
inspector Accounts  Assoss- Recovery = Senior
3 Clerk ment ingpector clerk
Asgisted by clerk s
clerical & ' Aasisted
other staff by other
of unskilled lower
labourers leywel
: clerical
staff

FONCTIQNS { THE 2Z0NAL OFFICE )

As mentioned ecarlier the zonal offlcer is supposed to supervise,

guide, and coordinate the f‘u:nctions of the wards. He is also expected to

tour the sites of his zone évéxyday. Moreover, not payed the rents of the

mmicipal shops and other propertics., He 1s slso incharge of enction as

& representative of the Municipel Corporation.

The originsl proposal provided the zonal officer issue of licences '

for shops, resteurants, etc., but in the implemented scheme the central

office did not want to part with this power, although the work of

collecting licence fees, rents, and renewal of licences were handed

over te the zonal office.

Later on, howsver, after the representation

of the ward offices, this function wad depated to the wards and zones.
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'rhe zorial officer also guperivises the work of the deputy engi'neer
attached t o the zonal ‘offiqea The appointment of deputy enginéef to the
“zonel office was a later addiﬁion; The de_pufy engineer has to look
after the grants for small building construction and repalrs such as
putting up doors and windows or compound wells im the already exisiting
buildings.” He is also empowered to grant pemrissian for new dralnage
connections, | .

The zonal officér who is designnted as Assistant Commissioner, Zone,
forms a link between the Municipal Commissioner and the ward offices., All
the pwers of the Municipal Commissioner with regard to the ward offices

are deputed to him and he reports directly to the Commissioner.

THE WARDS

A ward is headed by the ward officer, who besideé mpervising,j
coordinating and guiding authoriﬁy of . three fmctioﬁaries is also en
executi ¢ and implementing autl >rity. He has to, as mentioned earlier,
keep his fingers on the sifuation in his ward, by xjégularly touring
the area and contacting the people. He has to report to the zo’ﬁal.
officer and has to keep in tough with the relevant departments of the
Centbrel Cfficeparticularly the Engineering Department, Health |

Department and the Revenue Department.
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In the‘maﬁters under his charge conncqctéd with engineering,
the ward officer is delegated the powars equivalent to that of the
‘ (iéputy egdneeri In the Hame way he has the pwer of the depﬂty health
officer in matters of sanitation and conservancy.i He has also to
look after the assessment of properties; collection, refund and
remissions of revenue, and transfer of properties, He has also been
delegated with all the powers of the lond and estate officer.

The engineeriﬁg section df the ward headed by junior engineer
deals with water supply, drainage and roasds, In the water supply
the engineering section looks after the domestic water connecti;na
with pipes upto ore inch dismeter, minﬁr likages in municipal water -
supply pipes; reading, repairing, and replacing of water meters;
individual domestic complaints about water supply; and providing |

and repeirs of public water standposts,

The engineering section has to look after the cleaning and
maintenence of drainége lines., After the pilof scheme was extended
to cover the whole city the grant of drainager connections for
domestic purposes, execution of free draiﬁage scheme, and free

flush latrines were added to this section.

-

With regard to roads the engineering section has to do

patéhwork, minor repairs and footpath repairs.
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The sanitation and conservoney unit of the ward office has to
.inspect the s&n. tation of hotels, restaurants, other eating places,
cinema houses, and theatres. Cleaning of roads, gardens, garbage

end débris colléction, and gneral maintenance of public health

are the functions of sanitation unit.

The functions of the revenue unit include assessment and
collection of taxes on houses; rent collection of all mmnicipal
properties; recovery of lonas glven by the corporation for the
flush latrines and other constructions; transfer of properties;
census, proceeding for evietion of unauthorised occupation of premises;
aucﬂon of municipal shops and offices;r aend issuing licences and |

permits.

Baroda Municipel Corporation!s decentrslization scheme was less
then two years' old when this study wes undertsken. Bnough time has
to be given for sending out issues and problems before we can make
through cvaluation and érrive at defi.nitivevcmcluaions.- . The theore—~
tical expositions of its :;'ationale through written literature, public
meetings, however, elaborate and frank cannot completely engble us

to understand its 1limitntion and the problems.-
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Moreover, it shnuld be noted that Baroda's venture is indeed a
very bold experiment. .No other eity ir the country with Baroda's
size (Baroda is really a low-middle level city' in terms ;af its population
end area; it is one of tiqe gnallest towns in thé country to be given
the status of a corporation) has devolved so many ° powers, personnel
end resources to its subsidiax?y unite; The expectations of everbody
ﬁherefoi‘e are raised; There i3 a iikeiyhood of even the objective
researcher being carried away and expecting mirascles. But it should
be remembered that the ward reorgmizatim has to funetion in the
same social, political and administrative environment i{n which the
larger corporation is functioning. It has to face the same (perhaps
of a greater magnitude) politicsl and administrative constraints jhhat
the central office faces. To expect too much from the decentralized
anits is to invite disillusionment and consequently Aemoralization,

What. follows therefore by way of evaluation is n meere sngpshot :
takén in early childhood and "teething trouble® period of the work
reorgrnization scheme, It is memmt to sorve as a trend report f:-l_'
future modifiestions and revisions, ‘

The aspects of the ward administration diecussed here are :
personnel, public relations, procedures end paperwork, supplies and
equipment, ward-ward councillor relationship and central-ward

relation gﬂpo



15

)4 NEL

The present personnel in the ward offfice is adequate except for

low level and manual persomnel,

The number of applications for water supply connections hes

~ increased considerably since the inception of he ward scheme but the
number of fitters in each ward has remained only two. Similarly
the number of labourers and 'sweep.érs in some wards is inadequate -
end the pei'centage of absentism among the lmbourers and sweepers

is generally high. In some wards a proper ratio is not maintained
between mele and female labourers, In ward number 7 there were
more female then male lshourers, Female labourers can do only
eérta,_in types of marmal labour and as & result there is often a

considerably delay in completing the work,

On the whol_e; thé number of personnel working in the wards is
adequate, As rcported by the technical staff in.the central offlce
gome of the best pergonnel were put in the engineering and sanitary -
divisions, T.he-_‘personnel-'were gcrerally enthusiastic about the ward

- 8cheme and liked the works However, there was a certaln amount of
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tengions among them in their inter-personnel relationship and the
superiqr and sub-—ordinated relationship.. Some of the higher;officers
were not aware of the situation and 414 not attempt to improve the

relatimms,

Sc'»me people were not happy about thelr working condition. They
did not like to be in the situation of having to work among the
people, They did not like to be awey from the main—strearﬁ of the
corporation 1life which they considered to be located only in the
central office. Naturally one cannot expact these people to have
their heart in their work, The question asked to every body in the
ward offices was s "Would you prefer to work in the ward office or

in the eentral office given the same position and the same's‘alary?"

.Some staff members expressed the opinion that they would like
to ‘cl ..m'ge over from ward off’ :e to the central ffice. Even one
wa:pd .Ofi-‘icer felt the same way, Whijle, it is not possiblé to dssign
every one the work of his 1iking in a big organization 1ike

corporation a special care should be taken to . seleet those who
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prefer to work in the ward officos becnuse the work ref;uires' certain -
atomt of self-motivation. If thé People do not like the work of having
to Interest with the people and solve citigzens problems,'then they are
bound to hm}e bad impression on the citizens, This would not only

affect the working of the ward offices, but "arim?.sh the image of the whole
corporation. While thig problem is not very acuf.g and only véry few
people said they would prefer to work in the Cetitral Office rathef

thar ward office the problem- i._S there amd must be locked into, Because;
if‘ ‘a perscd in an important posktio_n like the ward officer feelé'

unhappy and wants to chinge over there is indeed sorhe‘cause to worry

as 1t would adversely affect the working of the entire ward office.

There 1is also some anxiety among some of the personnel that once’
they are out of the central office they are out of the main-stream a.;xd SO
the!r eareer would be affected'. It is abeolutely necessary that this
enxioty is removed, The technical staff should be assired that their
affiliation with the parent department would not be entirely severed
‘end that their workfng in the ward office would not come inv the way
of their pronotion. _-For exa_-mple the chm;_ce_s of promotion of Junlor
Engineer working in the ward office should not be affected either: |

formelly or informally because he is away from the main office.
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Proper allotment and knowledge of work among the personnel is
absolutely essential because in their dealings with the people 1if
they give out the impression that they are uncertain of work or of
rules, regulsations, and précedures it would damage the image of the
ward offices A great c:re has to be taken in making all the personnel
well-versed in their jobs through formal training snd day-to-day
work experience ,-

There was a tendency among some personnel to shirk the respon-
sibility of taking decisions. This occurs normally in two siututions s
1) when a person who is supposed to take decision and act independently
is diffident and has a feeling of inadequacy about his own ability
to teke decisions and 2) when he feels that the superiors do not
like his taking independent declsions or he will be’reprimanded‘ if
anything -goes wrong,. '

wﬁile visiting the ward‘and zone offices it was observed that
the junior staff were going to the ward officers and the Assistant
Commissioner even for minor matters,. In the North zone
office in ward seven all the citizens who came were taken to the
gone bfficer. The zone officer wasted a lot of his time looking
into minor ma"til:ers. I observed him constantly telling the
subordinate staff not to run to him for every small matter-
but they continued to do sos They Q.id 30 because they felt
imcom}ﬁetent to decide and also beceuse they wanted to play
safe, If snything would go wrong they could always say that

they acted upon the advice of their superior, This inhibits
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-leadership and initiative among the staff, creates a lack of
respomaibility and causes delay in exscution, Moreover, it nullifies
the very purpose of decentralization, = This tendency of-shirkiﬁg
responsibility has to be conseiously discouraged. Those personnel who
a;re supposed. to teke decisions and acf upon them musﬁ Ao so0 them~
selves and shoulder the respmsibiiity. The ward officers and the
Assistent Commissioner should see that except in the matter of
mejor importance or complication th;a lower staff take their own
decisions, = To e»stablish a tradition the senior officer should refrain
from givizig even oral advlce. |
PUBLIC RETATIONS

The public relations in most govemment »organisations is confined
only to publicity. They attempt to create an image through glamorcue »
and spectacular public funchions on ceremonial occasionse Press is .
given more importence then people. .The whole public relations ﬁmtions;
neeas to be defired in a much broaderr and nmore concrete terms, Publie
relations is a day~to-day work and it should be remembered that few
good jobs done by the Corporation go a long way in building up e '
longer a,nd,l_astﬁg image then eny amount of press and publicity.

Ward Ofi‘ice e Ao sn excellent job of bullding up the image of
the city govermment as s pe¢tle oriented problem solving body. ’
&ny cerelessness on its part caz; eaaﬂy Aamage the prestige of |

the Corporations. The ward office is cozporaﬂ_on"s real contact
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point with'people. It is with *his purpose that the 'wa;'d reorganization
wad done, If this‘ coﬁtact point is loose, the whnle purpose of ward
reorganization will be ‘defeated. Therefore, people working in theward
office should be people. oriented, their personalities should be such ..
that théy enjoy working among the people. It often happens that
people come to them with unreasongble or even incredible demands but they
must lisfen patiently and respond positively as far as poqsd.ble.. _ People
should feel thnt they can contact any person in the ward office Airectly
without any reservations..

| There is a general feeling that in order to get anything dom® by the
government officers they need. a "go-~between" or whot is popularly known
as 'influénce'. ' The status gap between the governmental elite end the
masses has to be narroweds The necessity, of a "go-between® or 'influence! .
needs to be removed. . |

The ward office on the whole has been doiing a good job of publie

relatidns;. Most of the pcrsonnel in the ward office ’vare aware of their
;ublic vrelated fuhctions end are consciously doing this Job of public
.relatidns." I observed that oven slum dwellers have at times, contasts:
ward officei's dirgc"ﬁly’. I have also observed that .personnel in thex:mrd
office including even the highest officer namely the Assis_tant
Coumissioner treat people well, listen patiently and respond to
them positively as far as possible. I have not seen them getting

irritated or talking angrily to a citizen evén when he came up with
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a highly irregu_lér defnand.

But public rclations alsc depends a great deal on doing a good
job, In the ultimate enalysis, there is no greater publicity than a
Job well-done,.

Finally, a word about the publicity of the functions of the ward
offices. Although, at the time of insuguration informetion was given
to the press about the work of the .ward officers,not many¥ people were
aware of this ward rcorganization and the work done by the ward officers.

Particularly, the low income group people who needed the services
most were least aware of fhe new venture in decentralization. It is
therefore, necessary thet ell are made avare of the functions, locations, -
md the personnel in the ward offices, In this connection a method was \
edopted by on ex-mayor of the Corporation. - Shri Lalitbhai Patel
published handbills describing the functions and objectives of ward
reorganization and distributed them among the citlzens of his werd. .
Some guch method can be -gdopted by the corporation- for all the wards,
The \corpomtion can also put up permanent sign-boards in various
loclities informing people about the functions and locations of the
ward offices. They cen advertise about the programme an various

bills of the Corporation services like gas or electricity bills,
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URES AND PAPER, W]
. The purpose of a ward office is %o provide immediate ond on the

spot solution to peoplets problems. The persannel in the ward office
are supposed to do condidersble amomnt of touring in their areas. Even
when they are in the office they have to spend considersble time mecting
people and solving their grievences, “11 this leaves 1ittle time and
scope for clerical work, Eurthemo:e; the immediate soluticn of people!s
grievances requires mini@ proceﬂufes. There should be minimum paper »
work and certain amoumt of "level jumping® is desirbale and necessary
j.n order to speed up the work.

While I did not have the time, fio go into details of everybody felt.
thot there was a lot of unnece ssary\ paper work involveds I will give
here two exemples ¢

1) A person wanting a transfer of name in his property has to go
fhrough a long and circuitionus procedure; The paper is signed by the
Reveune Clerk, Revenue 6fficer, Waﬁd foicer and_Assistant Gommi ssion‘er. _

2) The sanitary division of the ward ofﬁcé has to submit month‘ly‘
reports and a consolidated annual report to the-health ofﬁce. Nobody
knows what is done with these :e}iorts. |

In all tho cases of decentralization that I had a chance to study
I have found that while officersv ére supposed to do fleld work,
t.hey’ get bogged down in procedures and pa,-er work. The headquarter

offices whenever they need any information ebout the branch offices
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send oirculdrs askitig them to dompile ghutteni  data and information
which are often availsble in their own files, If the creation of ward
office means increase of procedures and duplication of paper work the
purpose of urban decentralization will not be served., What I strongly
suggest therefore, is that some knowledgeasble persons with imagination
should go through all the paper work =snd procedures and suggest ways
of reducing thems A lot of paper work is wasted in the correspondence
between the ward offiece, zone office and central office., The papers
péss back end forth with remarks, counter remarks, end forther esunter:
remarks. At every stage officers want others to commit on the papere. .
They want coples, duplicate copies,. siegnatures and counter signatures..
Some offlcers In the central office felt that people In the werd
. office were fond of writing letters, putting everything on paper: "why
"can't they phone us ? After all we are provided with telephones and
they are meant for usingl The officers in the ward and zone felt that the
tofﬁ.cers in the central office diAd not use thé phone becauseAthey a1i4
not went their ineffiéiencies recorded on the paper, And often "when
things go wrong they do. not stand by their word and so we have tp put
everything on the paper to safeguard our position?, This is really
an offshoot of a wider," deeper and more serious problem of the tensions
between the centrsl and ward officers which I have discussed in detail
later on. Nevertheless the consequence is increased paper work, greater

delay in solving problems and less efficiency in achieving results, .
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EQUIPMENT AND SUPPLY

It is needless to say that any programme requires adequate and timely
equipments But this is much more true in cnse of the ward offices; As
in_entioned before the whole purpoée behind ward reorganization is prompt
ﬁsefvice. Therefore ward office more then any other office mustbe
provided with adequate equipments on time, The position in this regard
__is not very Sa’c.:issfat::t‘.or‘;r.= .Numerious incidents were observed where
supply oi" equipment was iate,. or inade.qu_ate, or not in proper order,
:'Somstimes, the equipments were not‘ supplieds This happens not only
in the case of office equipments such as fumitute but also with the
equipment required to do the job on the site. People in charge of
s;ﬁores end supplies often Ao not respond to the request of the ward
offices

It is necessary to atmdﬁ-line the procedured and certain amount

of "level jumping" should bé permitted for quick and efficient work,
To glve one example, a ward office once needed a drilling set. The.
people incharge of stores said that they 4i4 not have a drillihg sef.
There upan people in the ward office went to the overseer of one of .
the overhead tanks who said that he had a drilling set but he could

not give it without pemission of the hydreulic department, When the
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ward personnel went to the hydraulic department they were agein sent
back to the stores and the stores which had preViously said that they |
had.. no drilling set finally come up with ones This sort of running
aroﬁnd not only delays the work but demoralises the people working in
the wards,

| Even the necessary office equipment such as furniture, electric
equipment, and stationary are not adequately supplied.

Often the equipment that is sapplied to the ward offices are secand
rates Some of the meters fdr measuring water conamption supplied to
the ward offices wore not in working order. A frequent corplain to the .
ward offices is about the dlsposal of garbege. But ingpite of repeated
requesﬁs the ward offices are not provided with eny fehicles for the
alsposal of garbage. |

The i)roblem of the supply of equipment is so serious that the
Assistant Commissioner, Zone had to report to the mmicipal commissioners
.#The success of the ward reorgmizatioh scheme also depends on regular
and adequate supply of equipnenté and materials, There is a great
difficulty in this regard. Sometimes even high‘e;r level officers of
the ﬁarda have to go to the stowes officer personeally, Similar
situation exists when we go to some central offices for. equipments, "

On the who‘le the emperience of getting equipments and materials fd‘r

the wards has been frustrating,
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It would be helpful to evolve a formal pr.oéedure which is rational
end systematic so that the ward offices do not have to depend on personal
contact or whims of the stores department, . It is also necessary that the
somnissimmer should make 1t clear o the central offfces that the needs of

the ward offices are important,

ADMINISTRATION —~ COUNCILLOR RELATIONSHIP

One of the importent objective of decentralization is to take
administration as near to people as possible.. The welfarle develapmental
administration also requires thet the aiminstrators ém‘uia be publie oriented. -
The imﬁge of the officers should be projected as "public servants® rathem
then bureaucrats or aministrators., . The democratic, participatory end
developmental view of adminstration e¢nlls for a contingous ¢élose and
direct contact with the masses, Decehtra]iza’oi'on of government both in
rural and urben ereas is a structural device to reelise these o'bj'ecﬁive's,.
Representetives elected by people in the decentralised looal government
bodles are to ect as two-way links between the people snd administration.
‘Théir‘ role, therefore, is important both for the development of the area
and ereating an understanding among peofile about the problems end
difficulties of the administration,

The publicity utératune of the ward reorganization scheme views
¢itiezens "consumers". This market economy concept borrowed from m'bdem
hanégement is good in so far as it helps %o view the edministration as
gei'vice giving body but i1t is iradequate for the concept of a participatory

administration where cltizens are perceived as not only demanders and
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congumers but also partnerss The elected douncillors have ek least to
“help the admihi‘stration.by understanding and explalning their problems and
constraints to the massess ,

Unfortunately the councillors reclate with the ward adminiastration more
a8 demanders than partnerse There is a lack of understending on the part of
.eounclllors about the problem an‘d limitatims of the ward offices,

Often the resources of the wqrd offices, both men and material are
looked upon as sources oflncrgasing their political influence, ‘I‘here 1s
often a competition among the ward councillors to get the maximum benefits
‘of the ward services for thelr areas and groups, While this has .some
positive consequences in that it keeps the administration well informed
-gbout the_needs of the people in their ares snd keeps them on their toes it
ﬁ;m ‘has many negative cgnsequenceé.

. 1) The councillors tend to inglst that their demands must be immediately
-fulfilled. ».Some of the very common criticisms made by councillors are,

: ﬁyou are stalling", " your office does not work efficiently", "you give
‘prlority to others'. Sometimes ﬁhe personnel in the ward offices have to
.disturb their on-going x._rork or disrupt the regular schedule in order to
satisfy the councillors! riemands.

2) Sometimes theelr demands are imgular or against the general
policies yet they insist mpon the ward personnel doing it, For instance,
f»‘he general directive from the Corpration is that creation of new public

water post should not be encouraged or new wate'r»connections ghould not be
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glven in the .. areas wﬁere there is no Arainage Syatem. But soie councillors
come to the w;xrd offices for this kind of work and they do'ﬂhoﬁ 1ike Being
tumed. doa:-_; Ir; such situation the wabd personnel are put in a very
diffieult posiﬁioﬁ. Afraid of telling the councillors that it just cannot
be done they try to stall or pass on the blame and the responsibility

to others,

- 3) Councillors often do not 1like if ward offices attend to any

wrk suggested by their political rivals. They are afraid that their
political. cbmpetité)rs would get credit and thefr oun popularity and
support would decline, “There wore instances when the comeillors found
that wafd per}sm‘mel had done some work for their political rivals and
they openly eriticized them, in the stending committes mesting. Unable
to défeéd themselves the personnel feel frustrated and are déinofalizedg :
In one eaée a very seﬁior and powermi éity leader crj.ticized a senior.
_. bffice'x' in the Board meeting because the senior officer had given
pemission of minor repairs and construction tq the politleal rival of
the senior leader. The officer felt very frustrated because he hed no
‘opporttmitjr-to answer back or ?’lefend himse).f. .

4) The opbosition members andi the dissidents in the ruling

,‘party cantinue to accuée the administrative personnel of'fvacouri.ng

“the ruling group and neglecting them.



§) The councillors are supposed to act as linkages between the
citizens and adninistration, but 1n i‘éeli‘ﬁy they met as brokers, They
4o not like any Mrect contacts be‘hween the citizens and the administr-
ati.om They do not 1ike the administ#ation taking the initiative or
res'pcndmg to the nosdh of thetr eanstituents without involving them,
The Teasons are clears They want to make fhemselv'eé indioi:ehéable
to their constituents and take erodit for everything that; is done in
their area. A ward councillor wants to remain present when any
Amportent work such as road repairs or drainpge conneetion is being
dope in his area. He often assumes therole of an adminlstrative
superivieer. When the work is in progress he reamins present on site
directing, instructing, supervising and even scolding thems The
’;}_cmmoillors wanting togt involved and wanting toget credit for
‘gotting things dome is .understendble in politicel context.

" Normally this helps to keep the administretive personnel on
bheir toes, However, this "go-between" role also blocks eny direct
commmicationbetueen the citizens and the administrators, It makes
the role of "pérsonal contactsa” and "personai influence so powsrful
that citlzens »}ho do not have any possibility of finding a go-oetwe_en
feel helpless about getting things done.. » .

6) inother importent feature of the relationship between
/

councillors and the ward office is the lack of acceptance of certain

norms of behaviour on the part of councillors. The councillors tend
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to treat the officials as their personal subordinates. They think that
they can summon them eny time they like or rush into thelir offices. Théy
expoct the officers to pay them immediate attention and fulfill ali their
demands, even the irregular onesi
On many otcasions I observed that the moment & councillor enters
the office is a ﬁush. The administrators generally dread any contact
with the counoillors.. The administrators feel that the coumeillors have
no oonsideration for their dignity and self respect, Ewven in very minor.
matteré they end to tr-ea't the administrative personnel tersly., Many
incidents of the couneillors making unjust and irregular demands on the
ward personnel were reporteds, I have observed councillors shouting
end insalting ward officials publicly or in the presence of their
subordinates. _ | ‘
Sometimes the councillors illtreat the officisls bocgmsa they rw.rnt

t> forl important and superiir, oF enjoy thelr political power of to
ghow off to thelr ccnstituenta. : {

In general there is ~ cmsiderable 1:0k of ucceptanee of certain
norms of behav:lour and code of conduet,
CENTRALe REL 'TIONSHI

The ward office is zn extension of the corporation but it is not -
conglomoration of the subordinate offices of engineering, health, and
revenue departments, Though a part of the Corporation the ward office
is en independent office, This status has n§t been yet accepted by the

people working in the central office, This has caused a serious problen
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of st ained relationship betw.en the central office and the ward 6ffices.
While most of the problem§ crop up because of this status conflicts faulty

administretive arrangements also esuse some problems,

There 18 a dertain amount of eonfusion in the distribution of work
‘botween .the central and ward officiesi For inatande, there wa§ a
considerable confusion ghout the work of water lackageds Tﬁe ﬁﬁrd office
beliéved that éll major and main line leakages were to be repeired by the .
central office and the central office argued that all leskages whether‘
minor or major were to be done by the ward offices. As a result there -
was o considerable tossing of papers back and forth between the hydrmulic
department and the ward office.: It also créated certain amount of 111
feeling betqeeﬁ the two cffice. Id fact the issue of the waterpipe leak-—
oges. and who should do it became so acute that people in both ward office
and the central office gave contfadictory versiois. I was specifically
‘Wwarmnel by the people inveach office thnt thé otler will try to miscuiAde
me on this issue. In spite of my repeated prabiﬁg it was gery difficult
for me to ascertain which office was supposedi to do the work of the |
méjor ieakages.‘-It can be easily imagined what impression it would
create on the people. If they were to be shuttled back and forth

between the ward office and the central office.:
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A clear distribution of functions betwe§n the central and the ward
6ffices,is necessary. When a pafticular function ié allqttad to the
ward office the other related functions should also be allotted to it. For -
instence when a citizen informs the ward office about o leakage, they go
and dig up the area (they are ﬁot eveh »prov‘:‘l&ec.i with a eopy of Vthe map of
the undergrouni lines),. When they find thet it 1s a main line leakagé they
£i11 up the trenches and ihform the cential office who take some time
bofore ﬁhey reach to the sttes Sich irretional Aistribution of work
involves delay and wugte of time and resoutces |

Scmetimes the ward office has to walt till the eentral office completes
§ome work, For instance, there is a considerable demand for free water
connections But the warl office cannot givg new weter connections till the
drainage line is lald by the cantral office. The ward office mey not
be able to show good work in this‘respectv and the people who make the
demends for new cmneetions may continue to remain Aissatisfied with the
ward office: If the ward office persists in demahding from the‘cent:fal
office may not like it,

One reason why the relatlon. between ‘the central office and the
ward office is sti‘ained is thet some officers in thé central office are
not happy about the loss of gome of thelr powers and f\;nctions and

cansequently the loss of their influence, They tend to assign the
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least important functions to the ward office. Normally the officers in the
eentral office argue that why should they be against the ward office:
performing more functions? If ward office. takes on morefmmetims it would
lessen their burden and their botheration, The officers in the central
office also say that ward reorgsnization is neéessary. -But when they
were abked if they thought mox/'e futictions ﬁ‘oiﬁ their depai'tmenté cen

be handed over to the ward office thelr reply wad firmly negativei

Normally, the tendency of the central office is to pass on additional
and residual work to theward office but sometimes if somebody in the
central office is personally interested in //doing the work '“ is performed
in the central office even though it is within the jJurisidistion of the
ward office.

There have been instances of thefrmotions of ward office performed |
by the central office without even informing the ward office, There are
also instances of passing on certein work to the ward office not within
its ;]urisdiction._ To take one example, an ex—corporator submitted an
application t§ the PRO's office for tke somstruction of & new urinal in a
i)_articular aren, The PRO's office forwarded the application to the Health
end the Hydraulicrdepartments and -they returned the application saying
that the application should be sent to the ward office, Butthe ward

office does not even have the power of constructing public urinals
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end latrines and so they cannnt sanction such -4 plan, When a central officer
for some reason wants to eneroach on the jﬁris&fﬁtﬁ.m of the ward end wants
his nffice to Ao the work he argues on the ground of administrative
efficiency and flexibility {nwhat is there ? what does it matter'if we do
the work thet they are supposed to do ? The point is to do t.he work, After
all the Corporation is onem.)s When the people in the centrel office want
the ward office to do the work then the arguments are based on good
 administration (Why should they shirk their responsibility? What is the
purpose of creating the ward offlce, If they not carry out the work that
wé send them? ) :

if this situation continues than the ward reorganization would create
more problems for the eitizens than it would solve. The poor citizen is
likely to get hoplessly lost between his ward office and the main office.

Mnother problem is the control over the technical personnel 1ﬁ the
wards They feel somewhat ambivalent about working in the ward office.-
Officially they work under the ward officers and the Assistent Comnissioner,
ond they are supposed to carry out their instructidns. But they »also
receive direct instructions from their parent departments which they may
£ind difficult to ignore, Thelir futune‘ lies with their parent depqrtments
and they cannot afford to displease the boss in the parent department. '

As the same time they cannot afford to ignoré the ingtructions of their
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immediate superiors in the ward office. In the came the sanitary staff

of the ward received direct instructions from the health department to
attend a meeting for a programme of copidemic contrql. The ward officer

d1d not 1ike *1is staff receiving direct instructions end did not grant them
permission, This created a considersble 111 feeling between the ward office
end the concerned central office and both claiﬁxed their anthority over

the sanitary staff, |

‘The biggest prlc»blem, however, is the status conflict between the
officers in the two offices. BEqual status of the ward officefs and the
Assigtant Commissioner is not accepted by the people in the central ‘ofﬁce.
On the part of the people In ward offices there is a certain feeling thnt
the central &ffice tends to treat them as subordinates, The people in the
ward office also react 'aharply to thig; thelr ego is hurt and sometimes |
there is a long exchange o.f correspomdence_ in nasty 1aﬁguags batweeﬁ a

central office and a ward office.

Sometimes poople come to thé ward office fqr some work which is dane
by the central office. In such situation the ward office forwards
the Aemands to the central office but often they Ao
not receive aﬁy response, So when the citizen returms to the ward office
to inquire or the people in theward office have to eriticize the central
>ffice or take the blams.
Somgtimes a lower level officer from the central office responds

and then the feelings of the officers in the ward office are hurt,
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Of course, here slso the i‘at_‘.ionalization is bnsed on the criteria -
of good administrations Everybody in the central office I talked to,
eriticized the ward office for writing letters, "Why are they writing
letters?" Why can‘ft they telephone? "Why do they want to increase paper
work for themselves?" "Are they wrifing letters because the central
office has glven them a steno who was nothing hetter to Ao?" "Why do
they bring minor matters in the coordinathn commlttee?” "Cen't they

talk it over with us at a personml level?"

Normaliy, such approasch is laudsble because the apparent purpose is
to increase administrative efficiency but I was surprised to find
praétically everybod'y to whom I talked in the central office becoming =
ﬂsmddeln exponent of efficient administration. Perhaps, the real reason
may be that their ego is hurt vhen that they thinkr to be a subordinate
office or officer writes them letters. Perhaps there is also‘ a fear
of being exposed for the short coming of their own offices, if things
are put on thepaper or brought out in the open in.the coordination
c‘ommi-ttee. while reduction of Paper work is ‘a]'.ways to be welcomed
~ @some papers are absolutely necessary in the formal governmemt organi-
z;ation. Often things are put on the paper by the personnel in the
ward offices because they may want to keep a record so that they can

safe~guard their own positim,-



There is also a status conflict between the senior personnel in the
ward end the centrnl offices. When I mentioned to one of the officers
in the central office that there ls a feeling among the seniow officials
" in the wards that they are being treated as subordinate agency of the
Corporation he laughed it off saying that it may be t;xeir inferiority
camplexf. But hardly five minutes later in our discusstmn, he also
expressed the opinion that the people in the ward office act as if
Tthey are superior to the officers in thecentral officet. This obvious
contradiction indicated the gjount of unreasonableness and the .1r~.ck
of empathy that exist between the two' offices,

The technical officers in the central offiece are also not willing
to accept the alleviated status of £he ward officers and particularly
the Assistent Commissioner. Tt is perhaps because of the Assistent
Commissionerts position in the ceﬁtral o‘ffice. The Assisteﬁt -
Canmissioners 'has‘ many of the anmissi‘cmerb'power. But his grade and
salary is lower than many of the heads of the offices of thetechnicai
departments, -

His grade is lower than oven the executive engineer, His
authority, unlike the minicipal comm seioner's, is not statutory end
he does noﬁ have the soclal status of an IAS,

Similar sltuation exists in case'of the Assistent Commissicner

(zme)e Some of the powers of the commlssioner are 'deputed! to him,
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The Zonal office is an extension of the corporation, Similarly the .
Assistent Commissioner (Zome) is an _extensidn of the Commissioner, This

is not accepted by the officers in the central office.

The _s’traine’d relation befween the centrel office and ward office
is oftten carried to the ex;eni'; of c&itic_izing theward ‘reorgrnization,
A8 one central officer said, "No improvement is seen in thelast six
months of ward reorgz:nization".. Inother officer strangly believed; that
the situation had worsened after the ward reorgspization and he put the
entire blame on the personnel of the ward -offices Nobody in the |
central office was prepared to divolve more funtions to the wufd.offices,
(ne centrpl officer said that Baroda should follow the exemple of
Atmedgbad, abolish the posgition of ward officeré and assign aly

" elementary functions to the ward office.

111 the would indicate the degree of hostility existing between
the central office and the ward offices. If there was a single factor
that should cause real worry in the working of the ward reorgenization it

is the relationship between the central and ward offices,



39

OQVERALL BEVAIUATION

i1: is too early to judge the real impact of ward reorganizatioﬁ.-
However the wai‘d reorgnization hag oh the whole worked out well
particularly with regard to the problems of citiz‘ans; Various records
prepared by the ward officer show that there has been some notidenble
differences in the speed and efficiency with which the citizens V
grievances are remedied, But more attention to the problems of
personnel, publiéit.y, and inter-.-office relations abe needed.

I have talked to sdne of theqitizens and a limited-_ vssunple—-‘sur(ey'
- has also been carried out. Theopinion of the people on the whole
was somewhat divided. Those, who kmew about ward reorgenization,
. felt it has improved, but there were some, particularly from the
lower income group who did not know mueh about ward reogmization
end did not find any chrnge. This was partly because the ward

reorganizetion began only about one and half years ago and it has

not been given enough publicity.,

'Tha reaction of most people working in the ward officé was also
quite positive, _There were many people who had worked on the site
before ward reorgsnizatione. Even they felt thot after reorganization
| _things had .ch-nged for the betters The reaction of the éentral
offices was not very favourable, Cne officer sairi, "there has been
some minor difference after ward reorganization but it ‘1s nbtworhh
the time, money, and other resources spent on the broject"..,

Another officers said,"ward reorganization has not improved the
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situation at.all", While still another officer said,"after ward
reorgénizatioﬁ things have become worsen, i

An j_mpoft'ant leeder of the éity, an ex-mayor felt that ward
‘redrganization was necessary, But he also said that the present werking
was not entirely upto the mark, He believed that pefsonnel in the ward
office should visit their_area~more frequently.

My own observations is that a noticeable difference is found
affter rcorganization of ward. Gomplaintslare being solved more quickly
end more effieiently. There arc more perscnnel ﬁisit to the nreas
and they also meet more people every dgye This experiment of Baroda city
has on the whole worked well and, it should be further strengthened and
move functions, powers, pe?sénnel and resources should be allocated tn the
ward offices, However there 1s considerable scope for improvement and
here ére gome suggestions.
RECOMMENDATIONS

1) Care should be taken in the recruitment of the personnel in the
Qard office becsuse they are the real imege builders of the corporstinn.

2) Only those people should be assigned the work in the ward office
who 1ike the work and who are people orienteds

3) The present staff except for the manual steff is adequate for
the present work, If functions of the ward office increased they

should be given additional personnel.
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4) Care should be teken in the selection and training of wamd
officers: Ohly people with sifficient knowledge of the work should
be appoi‘nfe&l They‘ should have the ~q\i'n}.:l.’c."r.es of leadership to
motivate their subordinates to work. They should be given both formal
and on the job training, People with experfence should be selectede
There is no need to put an undue emphasis on youth or freshness in
ward officerts recruitment.: The emphasis on youth, because supposedly
they are more adoptable or bold is, without much justification, My
point here is that any general criteria of fresh blood or youth
should not be the sole congideration in the appointment of ward
officer. On the coﬁtrary it is better that those persons whose
admini strative behavioﬁr in different situntions has been observed

over a considerable time are appointed as ward officers.

To apnoint un-tested people as ward officers should prove
di sastrous.. The emphasis should not be on !smartness' but soundneas

and sincerity.- <

5) The administrative status and the financial status of the
ward officers should be improved. It is very necessary to esfablish
their position in the eyes of the cltisens, corporators, and

particularly the corporation officiels,



The opemtiona_l status of the officers shouid be establishéd.
This depends on the environment that is created, and the finéncial
and administrative status that is attached to the position, |

68) A similar revision of administrative and finacial stetus
of the Assistant Commissioner (zone) kis also nécessuy. At present
be Assistent Commissioner has been given considerabls pwers, But
he also needs the necéssary adminiatratﬁ.ve status and salary grade.
It has been mentioned eerlier that the status of Assisteﬂf Commi ssioner
as an officer of importance, heading a big and important office
is not legitimized in the eyes of the officers in the central
office.*

7) A theA employees of the ward office should be trained
in public ralations. In sffort should be made to g:fve moré
sustained publiéity to ward reozganization.

8) The main work of the people in the ward office 1s fleld
work, iheréafore, all procedures and paper work should be reduced
and simplified as far as possgible, A person _shodld“be appointed
. to go through with all the procedurés and gimplify end reduce them
as far as possible, The tendency to increase paper wb'rk, introduce

redundant procedures simply to play safé end long- end circuitous

* I have learnt thot since the writing of this report the
suggestion has been token up and a proposal is made to _
upgrade the scales of the Assistant Commlssioner.
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routing of pepers to aatisfy the ego of the officex‘s is a chronid
ailment in government org-nization. . The purpose of many experiments
of decentralization have been drowned in procedures and paper work.
It is therefore, very necessary that lan unorthody, hold and imaginative
approach is taken in this regard..

9) A paper and mahagable scheduls of tour of the _wﬁrd ares by
all persannel concerned should be Arawn up and is regorously followeds
The touring programme of the ward personnel should not be disturbed
by their superiors unless in case of real and serious urgency.

10) Supply of -equipment and:materiale; need to be looked into
more seriously. The stores and Quppliw Aepartment of the corporation
is geﬁera}ly' under frequent criﬁicisu. Charges of wastage, ihefficienqy,'
_ irregulariﬁy and pilferﬁge °Te c_:_opstantly levelled at theme The whoie
procedure needs to be stendardiéed. ' | |

11) A better central-wari relations alsol need to be established,
VThis issue more than anything else demages and causes problem in the
working of this pilot proj éct..' ‘ “

In elevating the status of the ward and zone officers the
Commissioner ean play an important role, 'He should see that the
| ward office is not treaﬁed as a subordinate office by the central

offices It 1s the Commissioner who con effectively Ao this in day
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to day working. and in coordination rﬂeetin:’g’éf; He should see that such
an environment is dreated whereby other offivers feel that ward office
cannot be tieated lighﬁs"a‘ There is a tendénéy today to treat ward
office as a residie offide,  This Sendendy is to be checkqd aid it 1s
only the Commis«doner who can do it The Commissioner should ask the
concemed officers in the central office to visit the ward offices
periodically. A proper schedule for such visits should be draim out

end adhered to.

12) A committee of concerned central officers and some 'outsiders
interested in the city welfare should be fomed. This comittes
should meet perfodically snd take stock of the situation. Its
functions should be purely sdvisory. It should be heeded by the
oamniss:lonei or his deputy in thecentral office. A care should be

taken to see that such a committee does not become a saper ward office.

'15) In general I feel that the present attempt at urban
decéntra]ization is a béld yet half hearted and lukevarm attempt.
Por the urban deoentralization to be really successful it must be
strengthened and vitalised by allocating it more Mctims, better

status end adequate powers and personnel,



