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ABSTRACT

The paper reviews the district senviremment and
emphasizes the importance of informatian and control
systems for bstter planning and implementation of

developmental pragrammes.

A conceptual framework far the design of information
systams for the control af developmental activities at
the district lsvel ﬁf government is proposed. The
framowork developed recognises the spscial attributes

of developmental activities which demand a departurs fram
the traditional planning and control frameworks employed

in commsrcial situations.

A three-dimensional matrix for identifying and organi-
zing the universc of information required for control

of developmental activitias is proposed. This matrix
recognises the importance of developmental objectives

and requires an identificaticn of programmes intsnded to
serue aach objcctive or set 27 oojrctives. It further
epgcifies the parameters in relation to sach programme
whicrn are reguired for decision-making and takss into
account the implications of the functions and hiesrarchical

locvels cf officials in terms of ¢rhgir information needs.
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DEVELOPMENTAL ACTIVITIES

A Conceptual framework

Developmental activities intended to achieve national
goals and objectives formulated by ths political
machinery essantially consist of the generation and
mahagement cf scarce resgurces, "Development" is of
necsssity and by definition an action-oriented, time-
bound activity focused on the achievement of programmed
objuctiue“.1 While it is a complex matrix in which
palitical, economic, secial and administrative factors
blend together, it is alse very much an activity which
is amenable to the applicaticn aof managerial techniques.2
In terms of developing a framework for applying informae
ticn and control technigues so as tec provide for better
management of developmental activities it would first be
neccssary to attempt to arrive at an understanding of

the process and nature of "development".
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The process of development involuss: .

i) identification of time-bound goals based
on a detailed analysis aof freasibility
within the context of political and
social values;

ii) formulation of policies and programmes
for achieving thec planned geals;

iii) provision of organizational logistics and
perscnnel to implement the programmes;

iv) directing and administering the arganiza-
tional resources towards the desired
objective; and

v) monitoring the end results so as to
measute actudl perfarmance in relation to
planned achievement, with tha intent of
remedying shortfalls to the extent
possibla and furthoer improving the entire
process of dovslopment,

0f late, the participation of citizens in the process of
development ié an added dimension prompted by the recoga-
nition that, hitharto, planning and controul of developmental
activitics has beon an undesirably elitist and overly
centralized excrcise.3 In India, the sxperiments with
democractic.gecentralization typified by the grass-roots,
Panchayati Raj institutions represent a major affort

4
towards democratizaticn of the developmental process.
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The demanstratod potential of the nsw demacractic
institutione at the level of the villaga, the block

and the district, in terms of successfully opcrating
and implementing devclopmental programmes, has rcsulted
in a trond towzrds district lowel planning from rew
iagnal planning which has till reccntly been the primary

source of docvelopmental goals and palicies.

In addition to incrzasing rceople's participation in

the planning ard implementation of dovelopmental
programmos at thg district lsvecl, several other reasons
for promoting disirict planning have becn suggesteds
includings

i. DOistrict plans should help in reducing intra-
district imbalances by promoting investment
in the more under-developed gecgraphical
argas in the district.

ii. District levcl planning with its greater
specificity should act as a catalytic ageng
ir facilitating the flow aof resources to
investment ngeds ano may cuer ensure that
factor activization in relation to certe’r
activities rosults directly in investment.

iii. District leovel planning should creatc a wider
framcwork of sociog-zconomic overheads, result
in conservation of scarce rasourccs and con-
sequcntly incrcase efficiency in production.
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Decentralizing developmont to the district level has

not always lived up to its promise. The limited ax-

poricnce with district-based planning of develapmental

zctivitics in thc morc desveloped states in India has

fallen shaort of oxpactations for a varicty of

roasons

ii.

iii.

ive

vie

vii.

includ ng:

Farmal mochanisms fer identifying the rcal
ncods of districts, in particular the ncods

of the more vulmerable sections, are abscnt.
Conscquently, the specifiec charactsristics

cf cach district and areas within thg districts
arc not given due consideration whon
pricritizing programmcs.

The methodology of planning has often been

faulty.

Attitudinal problems, both of citizens and
administrators, have baeen sncountered but often
ignorad.

Tochnical and managerial competenca particularly
of an intagrated and multi-disciplinary nature
ig often lackinge.

Prebleoms of communication, sequencing and
cgordination of activities between agoncies and
different hicrarchical lcvels have been
ubiguitaus.

The pressure cf routinc, day=to=day tasks of
developmental administrators lcads to inadequate
attenticn being given to developmental programmes.

Marmagerial tools and technigues, organizational
structurc and staffing patterns employed are al-
most alwnys unsuitaod to the very special require-
ments of developmontal activities. In particular,
informaticn and contral systems for dirccting

and monitoring performance have boen consplguours
eithar by thgir absence or lack of cffectiveness.
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This rescarch study focuses on the last factor mentioncd
above, namcly ths infaormation and control systems. The
importancs of information and contrel for better plznning
and implzwcntaticn of deovelopmental programmes cannot,
in our apinion, bs vver-cmphasised. With regard to the
planning activity, for instuance, tho information and control
gystam cans

i} ensurc that planning is rcalistic by providing

the maans to hold administrators to their

comnitments incorperated in the plan document:

ii) improue on-going planning by highlighting issues
that merit attentiong

iii) enhance the quality of subsequent planning
exercises by providing insights intc tho validity of
assum2tions made in past plaps and by suggestim
alternative and better ways of attaining desired
objcctives; and

iv) influence administrativa attitude towards risk

aversion and innovation when framing plans.?

A major problem cncountered in relation to managerial
cffectiveness in the governmental cituation is the lack of
continuity of individuals in specific positieons. The
importancce of the information and control system takes on
an addzc dimension of importancc in this context as a well-
designed system can greatly assist frosh incumbents in

administrativc positions to more offoctively assume and

diecharqgce their responsibilities.
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OBRJECTIVES OF THE STUDY

Given the importancoe of developmantal activities, in
tarms of the valucs prevalent in the countryz the
potentizal bonoefit to tho more disaduanfagcd segments
of socicty, and the shcoer magnitude of resources
committed to thesc endeauours, any cffort to improve
tho management of resources engngéd in developmental
programmes holds the promise gf immensc potential
boAcfits. Limiting the focus of this roscarch siudy
to thc information and control system elements in the
process of mamaging deuclopment has been a decision
based on several considerations. The‘methoﬁolegy of
identification and statcmont of objectives, formulation
of programmcs to achigsve thoss objectives, pripritiza=-

: . and
tion of these programmes,/the allocation of resources to
the programmes selected, have been the facus of most
raesearch in the area of the management af dauelopment.g
However, while the éfforts in this arca have been con-
siderable, expcrience has indicated that it isAin the
implement;tion of programmcs that developmental activite
ies Fail_short of expectations.10 In terms of enhance
ing effectivencsé and cfficiency of implementation, the

informatisn and contral system can play a vital role,
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Furthermore, as indicated in paragraph 1.4, better
dosignad information and control systems can,over a
. . . 1

pariod of time,improve evcn the planning process.
¥t has also becn the expericnece in commercial organizae
tions that strcamlining of the information system often
rosults in an identification of other problem arcas

. s - . 13
such as inappropriate organizational structure and

their subsequent improvement.

In the ligﬁt of the above, it appears apodeictic that

the design of -the information and control systom adopted
can facilitatc implomentation of planned programmes and
highlight impcdiments of a basic nature which might not

otherwise be observed. Over a period of time, well-

- designcd systems should bring about a significant,

qualitative difference in the nature of the planning and

. docision-making functions of administrators entrustad
. with the rosponsibility far spocifying and achieving

. dovelopmental cbjactivecs.

In tha context of the above understanding of the import-
ance of thc information and control systom, the aobjectives
of the on-going research study being conducted by the

authors werc stated as followss
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ia, Tc develop a conceptual framcwork for the
design of information systems for the control
of dovelopmental activitiss at the district
level gf gavernment.

ii. To operationalize the conccptual framcwork
by s

a) ideontifying the design foatures
that can bc manipulated tc achicve
the dosirad endsy
b) cdelincating the situational parameters
that sheuld influence the precisa form
that each of the identified design fca-
tures should be given; and
c) specifying the relationship betwesen
the situational parameters (inde-
pendent variables) and design
foaturos {depandent variables).
This pager portains to the first of the above twa aobjecti-
ves, namcly the development of a conceptual frameawork
for the design of information systaems far control of
developmcntal activities. The original intention of
identifying tho various design fratures in a comprehensive
manner was, vory cearly inm tha researcn, given a rather
limited foeus. Ffeatures such as the role of the District
Development Officer in terms of the control function, the
time-span and frequency of reports, the responsibilities

of vérious officials at difforent hisrarchical levels in

relaticn to the control functicn, etc., were found to be
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rigidly spescified as part of the bureaucratic procsdures
in existence. As such, the major variables in relation
to developing a concegptual framework were limited pri-
marily to the content of the raeparts which constitute the
pacis of the information system, At present, financial
cantrols on expenditure appsear to take predominance.
Thus, the framework thét is praesentad in this paper is

in the context of the axisting constraints,

Before developing a framework for designing information
systems for the control of developmental activities at
the district level of government, it would be necassary
to ensure an understanding of the district snviranment
and, in patticular, the organizational respongibilities
and authoritiss of administrators engaged in development
administration at the district level. The district
environment and the organizaticnal structure varies from
state to statse., However, for the purpose of this study,
tiie district enviromment in Gujarét State, is described

be Law,.
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DISTRICT ENUERONNENT14

Docvelopment a-dministration in Gujarat at tho district
lcvel is primarily effected through tho‘Danchayati Raj
system. Exhibit I broadly describes the organizational
pattern and Exhibit II details the flow aof authority

and’ the specialized activitios of officials engagod

in douvelopmental activities at the district level.
Hicrarchical autharity and power are the basis of
crganizational rélationships. The system tends to demand

unquestioning obedience of subordinateos to superiors,

. though at thco higher lavels this characteristic is some-

. what lgss marked. Basically, thres levals in the

district organizational hierarchy are identified, namaly
the district, the taluka and the village lsvels.

At the state level,ths Douolopment Commissicner's Office
is the primory coordinating authority for developmental
activitios. The district level system adheres to the
pattsrn set under the British ruloc. The institution of
Panchayati Raj in Gujarat and Maharashtra, has baeen
accompanigd by a separation aof developmental activities

. . 15
from what has been recently defined as "maintenance”

activities, Generalist officials head the maintenance and develop-
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mcntal Functions in the district. Thesc officialse

ars assistod by the number aof technical specialists and
other staff.

The ovtzrall reeponsibility for decicion-making within

the district rcsts with those gencralist officials.

The generalist official in charge of the developmental
activity is cdesignated as the Diztrict Devclopment

OFficer and the official in charge of the maintenance
activity has boen traditionally knewn as the

Collsctor. The District Development Officeor (0ODQ) often
bslongs to the IAS cadro,which fact tends to give him a
naticnwide criontation. Bocause of the DDO's national
parspactive, the norms governing his behaviour are often
differunt from theose of his subordinates. His cultural
grientation and the valucs to which hc subscribes are at
variance, if not incempatible, with thusce aof the subordinate
staff. In acddition to being shifted from a particular
district, it is not unlikely that hc be given charge

» of maintenance activitics in frash postings. Furthermore,
the post of Collector is generally more prestigious and

ig attributed a higher status than that of DOC.



The DBO has a fairly large number of specialists
reporting tc hims However, direct cocmmunication

pctw2en these spacialists and their paraent departments
at the state level is net only vicwed as legitimate

but, from thc perspactive of tho state lovel departments,

is perccived 2s dosirable,

Tho subordinate staff, in contra-distincticn to the

bDA, belong to the state services. UWhilc under the

administrat;ug control of the DDQ, the suppofting staff

- membors roport functionally to their superiors in tho

stato lcvol departments. A furthcr linkago oxists
in relaticn to the District Panchayat who also have a

say in the functioning of these subordinats staff.

The District Panchayat, also known as tho Zilla Parishad,

consists of clected roproscntatives of Talukz Panchayats

'and certain nominated members. The DDO is tha. exacutive

officer of the District Panchayat and is administratively
responsiblc to the President of the District Panchayat,
who is known as the Zilla Pepamukh. As indicated in
Exhibit I, the District Panchayat has saven committses.

Thesc committees and thc general bady of the District
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RPanchayat identify programmes and prajects. In practice,
the state cxercises its authority in terms of allodating
funds to various develcpmental programmes. The axecution
of thess projects and implementation of programmcs is the
rospaonsibility af the UD0 in his capacity as the cxecutive

officer of the District Panchayat.

At the taluka and villag§ lecvel, the structure, at least
suporficially, displays the sameo saparation betwaon the
administrative channel and thc Panchayati Raj institutians
as is secn at the district lavel. Thc administrative

hecad at the taluka lcwcl, namecly the Taluka Devalopment

Of ficer (TDO) does not belong tc an all-India service.

nt thc taluka level, hicrarchical authority becomes cvaen
more pronounced and discretisnary powers are further
limiteds

In termes cf actually implementing pragrammes and projects,
oxecution is the direct responsibility or task of the
village level staff. Political pressures and ths con=-
comitant roward and punishment systom play an even mors

cbvious rols at this lovel,



The wvillage level Panchayats, each headod by a
Sarpanch, have only threc committoes specifisd.
Howcver, othor committecs are sometimes crocated, if
nccessitated by the nature of programmos being imple-
mented in the village. At thoe taluka level, the
Taluka Panchayat is a miniature rcflection of the
District Lcvel Panchayat in tecrms of;its committeos
and its reiationship with its cxocutive officer;

in this casg, the TDO.

Tha flow of information follows the channel of the
organizational structurc, and most information at the
base lcvel is geonerated by tho Talati and the village
lovel worker. Tho Talati, somctimes known as the
village accountaﬁt, maiﬁtains the records at the
village lavel, functions as a rsvenuc official and is,

in addition, Scecretary to the Village Panchayat.
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ASSUMPTIONS MADE

In develaoping the Framework, thg informatian required
for planning was not oxplicitly identified nor examinad.
This was becausec it was assumtd, on the basis of expcr-
. 16 . -
ience with other organizations , that information
roequircd for planning stoms primarily from:
i) the values, idoclogies and priorities of
the decision-makecrs involved in the
planning process;

ii) the characteristics of the specific geagraphic
area and situational social parametors; and

iii) the past performance and progress of aon-going
programmeas.

The valuss of decisicnemakers and situational character-
istics of districts do not lond themselves to ready
genaralizations. Tho information relating to past
parfermance and progress of cnegeing activities which
is required for plamning would, however, be provided by
data goncrated by the information system intonded for
controlling implementation of programmes, which is the

focus of this study.
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The sccond assumption, aor rather reality, which gave a
specific oricntation to the study is that plapning and
control systems for developmental activities wauld differ
considerably from the traditional fraﬁeubrks17 which are
employed in the commercial situation. The characteristics
of devclopmental activitios which would lead to the

necessity for a somowhat different conceptual framework

from the commgrcial situation incluges

i. Tho coxistence of multiple objectivoes in caontra-
distinction to the systcmic, singlo abjective
which exists in the commercial eituation =
namely profit.

ii. The possibly conflicting nature of these multiple
objoctivas; at -lecast to tho gxtent that
resources omployed in scrving one objective may
result in rueducing the levol of achievemant in
relation tc another of the objectives which might
exists Howsver, in tarms of the canceptual
framework to be employed, it is assumed that the
planning process specifically identifies the
lavel of resources' ta be committed to the
achicvoment of cach of the several cbjectives
‘as well as thc level of achicvement given a
particular level of rcsources.

iii, Tha difficulty of defining and quantifying
measures §f effectivencss in relation to the
objectives. In fact, much attention needs to be
paid to the identification of the relgvant para-
meters for measuring performance in relation to
objectives. This is considerably different from
the commercial situation whore performance para-
meters are clearly identified and the planning
proccss focusscs cssentially on the lgvsl of
achicvement in rolaticn to each of the parameters.
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ive. The difficulty of specifying meaningful time
boundaries within which levecls of achievemant
in relation to specific objectives are to bo
obtaincd. Such asscssments are often necsgss-
arily subjective, though of course dependant
on the availability or paucity of neccssary
rCSOUTCCS.

A
4.4 Thore are scveoral other characteristics of developmental

activitics which influence the design of planning and
control systems in directions different from practices
in commercial organizations. These include the following:

i. Activities and raesources are tied togather
aven more closely to the axtent that salection
of a particular activity may result in more or
less resources being made availablc.

ii. Competition is absent, generally speaking, in
terms of the sarvices provided to the benafici-
aries but competition exists between develop-
montal activities for resourcas.

iii, Political ideologies, persanalitiss and similar
extcrnal forces exert a much greater influence
on policy decisions.

ive R lack of clarity in organizational structure and
recporting relationships is more commoa in the
developmental situation than in the commercial
situation,

v. Bencfit-cost analyscs are highly subjsctive and
the application of quantitative technigques for
optimising performance is made sven more difficult
by the existence of multipls, somatimes confliicting
objectivas for handling which purely objective
techniques are, as of now, not available.
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However, the first four characteristics of devslopmental
activities, listed in 4.3 are mors rclevanf to the con-
ceptual framework to be designed as a result.of the focus

gn ‘contral rathor than tha planning process.

Tha third major assumption which was made in developing a
framowork for information systems far control of develop-~
mcﬁtal activities was that the pianning process and
organizational structure are such that esach abjective or
set of coherent objecfiues is sought to be served by a
discrete programme or schemo to which resources such as
Finanpé and personnel are specifically allocated as a

consequence of the planning procass. The idantification

‘of programmes serving spocifically stated objectives is

essential; if the framework that is proposed is to be

meaningful. -

The output of the planning process, therefors, is assumed
to providecs:

i) a clear statement af objectives which are
saught to be served;

ii) an allocation of resources to sach af the
cbjectives or to each set of coherent objectives;

iii) an identification of activitises which arc to bs
performed in order to achisve the objectives
which are specified; and

iv) a specification of the time 1imit for
achievement of thne planned targets.
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DEVELOPING THE FRAMEWORK

In terms of devaloping a total information system for

contral of develcpgmental activities at the district levsl

. of government, tho basic proposition that is being put

forward is that it sheculd be possible to idontify the
universa of information from which items relsvant to
various levals in the hisrarchy and to particular exscu-
tives on vach level, can be selectode Of course, in ad-
dition to identifying thc univarse of infarmaticn and
selccting relevant ifems from this universa for each
official, the control system would not be complete without
specification of the revicw and follow=up procass to be
employad for monitocring actual versus planned peorformancs
and for ensuring remedial action. In addition, several
other opcrational aspocts would neced to be spocified,
including the formats of the roports to be employed, the
mothod of preparation of the roports, the time-gpan and
frequency of reports, thc time-lag permissible vetwesn
completion of the pericd being reportaed upon and present-
ation of fhe reports, the approaches to develaping
standards of performance, etc. However, these details
can best be spucified in relation to an actual situation
as tho nature of programmaes, the organizatisnal structure,

the compctance of officials and their attitudes would all
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influence the optimal forms of thesc design features. It
would bec tha primary effort in_the sccond phasa of thg
roscarch gtudy to develop an operational framawork which
would Facilitate the task of the desiéner of the infore
mation and control system when considering the abaove men-
tioncd design featurcs. However, at tﬁis prelimimary or
conceptual leavel, the prime focus is the specification of
a frame@ork for identifying the universe of information,
which in any case is thc critical and most important step

in the design of an effective and efficicnt information

and control systam,

Specification of the universe of information, a concept
similar to identification of tha integrated data base
necessary for computerised information systems1? is by
itsclf inadequate as it is necessary to further specify
the way in which this universz of information neads to be
organised im order to assist the decision-making process.
specification of the organization of the information

has a further advantage in that it results as a con-
szquence in the development of very specific guidelines
relating to the appropriate content of the inteqgrated
data basc, in cthar words, the required olaménts of the

universe of information.

This
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The first step, therefore, in develsping the roquired
framework wauld usefully be the specification of the
manner in which the integrated data basc should be or;
ganizcd tc cnsurc its most cffective utilization. The
usc to which the information is to bc put is the prime
criterion on the basis of which thc universc of informa=
tion shiould be organised. Information by itself is of

no valuc and assumes importance only to the extent that
it-aseists in decision=-making in relation to the planning
and control functiocns of managements -Thus it would be

mecossary to visualize the nature of decisions that are

"likely tc take place and then arrive at a specification

of the structurae of the_universc of informatione.

In commercial organizations, the focus for decision-making
is cleoar - achigving a satisfactory level af profits, which
is the prime if not solc cbjective. Conscguently, the
critical paramecters, derivad from the pgrime cbjective,

which the information system nceds to focus an follow,
namcly, prcfits, sales and investment. In the developmantal
situation, this sharp focus is not available as a result

ofs

a) the absence of objectives which are common
to all districts and programmes; and

b) the existence of multiple objoctives.
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The first dimension along which the universe of information
therefore nqads to be structured is that of the objectives
ralevant to the particular district. The assumption has
been madec carlier that, in addition to the formal statement
of abjectives, programmes intended to achiesve these objecti-
vos are alsc to be specificed as part of the ocutput of the
planning process. Thus, it would be both meaningful and
practical to segment the universe of information into
catogories pp;taining to each of the programmes in the
district as the programmes relate to a specific objective

or coherent sets of objectives. This segmentation is

illustrated in Figure 1.
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5.6 In addition to the segmentation along the dimension of
the programmcs; it will ba further necassary to have
some idoca of the parametsrs in rolation to cach of the
prgérammos which would nced to be ineluded . in the unie
UQrseﬂbf inFor%étion in order to facilitata decision-
making.

5.6.1 One of the major concerns of developmental administra-
tors is the level of rosourccs committed to each pro-
gra@me and this thercfore gives us onc set of parametecrs
which vory definitely needs to be explicitly identified.
This sat of parameters of resources or inputs to the
proggammes should bse pravidaed in both financial and ghye
sical terms and are readily available in relation to

most programmes.

5.6.2 The sccond éet of parameters which would doubtless be
of ihpcrtance in relation to a;ch programme is the axtent
to which the objectivos of the programme are being
.achieved. This sot of parameters uwhich may be refae-
rred to as effectiveness parameters would, thersfare,

also reguire explicit identification.
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In addition, progremme administrators would nead to

kncw the level of activity in relatian to each pro-
gramme. This gives risc ta the third set of regquired
paramctors, which we shall call activity level -0r worka-

load paramoters.

; Alsg, most pragrammes have vcry definite physical cut-

puts and decisions relating to the programmes would
nccessarily have to cansider these physical ocutputs in
terms of understanding ang evaluating performance.
Thus, a fourth set of garamoters becomcs roguired,

namsly, the output paramuoters,

Again, in tcrms of understandihg and gvaluating por-
formance, the rclationship between physical outputs
or effictivencss and inputs or the level of activity
would be of importance in terms of docision-making.
This further sct of “efficiency" parameters would
essentially be a combinatian cf the above defined

sats of parameters.
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Finally, a sixth set of parameters would be of impart-
ance, namely ths bénefit that is being derived

from each programme. While this set of parameters
would also need to be identified in the universs of
information, it must be recﬁgnized that measures of
benefit ars of greater importance for purposas of

planning, rather than control.

Thus, the universe af information or the integrated
data base would resemble a two-dimensignal matrix with
osa dimension being the programmes and the second
being the sets of parameters necessary for decisione

making in relation to the programmes. This matrix

is illustrated in Figure 2.
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The two-dimensional matrix into which the integrated
data base has been structured, is in itself a very
powerful tcnol':. It is somewhat analogous to the
"cr:oss-ualk" matrices employed by “programms budgeters.
Those cross-walk matrices are émployed to organize

financial information along twe dimensions, namelys

i) the natural or traditional account heads; and

,ii) the programme heads of expenditure.

!

An illustrative “cross-walk" matrix is diagrammed in

v

Figure 3.
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Such matrices are of very grsat use both in the plan-

ning process as well as in the control process as they

provide a bridge betwesn thc traditional accounting=
based controls that have been exarcised in the past
and thé'objectiue-related, programme-based budgeting

uhidh is presently thought mcst appropriate for the

~control of non-profit ‘activities. The two=-dimensional

matrix which has been proposed for structuring the
intagratad‘data basse constititing informaticn for con-
ﬁrci of developmental activitiss, is again aobviously

a powerful tool available to aﬂministrators. It pro-
vides an objéctiﬁe-relatcd angd comprehensive sat of
panémeters which would be both meceassary and extramely
usgful in terms of implemenfiné, gvaluating and

impréuing on=-going developmental activities.

Howevg@r, a magcr additioﬁai’requirement‘ is that tﬁis
intagrated dafa basa rnow neceds to be tailored to the
persppqt;ve of the officials engagsd in developmental
activitias. It is both unnecessary and undesirablo

for any individual official-in the district to be fad

.with the total packags of information, however well

structured, identified in the proposed matrix.
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The need to tailor information19 to the raguirements
of a particular official ig. directed by twoc major

considerations,; namelys

i. To cnsure comprehension cof thse information
provided. Total information provision is
likely to be less meaningful and less under-
standable than painted, relavant indicators
which relate only to critical activitigs er
operations and the effectivenass with which
they are axascuted, '

ii. To minimiza the cost of the information system

which is guite considerable. This cost is.

camprised of not only tho direct out-of-pockot

st of ¢ollecting, collating and pressnting

information, but also the extremely significant
opportunity cost of the time which executives would
have for other activities if filtered relevant

information is provided, rathar than large

masses of data which have to bs painstakingly
scrutinized and analysed in order to understand

the level of parformance in relation to sach

pProgramme s
The concept of tailoring the frequancy and content of
information going to various hierarchical lesvels is
highly rcfinet in the commercial situation and can
easily be translataed to the develapmental situation.

In its essence,the concept of tailoring the content

and frggucncy of information to the hierarchical lgvel

of a manager is illustrated in Figure 4.
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FIGURE -4

FREQUENCY CONTENT

LOW (MONTHLY, FINANCIAL/EFFECTIVENESS/

QUARTERLY) . BENEFITS
TOP MANAGEMENT \
MEDIUM ; OPERATIONAL/FINANCIAL
(WEEKLY/MONTHLY)/ EXECUTIVE MANAGEMENT (SELECTED CONSOLIDA-
TED COSTS)

HIGH » ' OPERATIONAL/ ~
(DAILY/ FINANCIAL(COSTS)
WEEKLY) OPERATING MANAGEMENT
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As indicated in figure 4, it is necessary to segment
the hierarchical level in an crganization into threse
catcgories namely$
i. Top managemant - thase executives who are
responsible for the organization's performance
in its entirity,.

ii, Exescutive managemant - those axecutivas who
are rasponsible for specific functions or
programmes within 'the/organization or for /total
all funetions or programmes within a limited
geographic segment of the organization. '

iii. Opoerating management = those exescutives who
are concerned with specific day to day
operating tasks within sach pragramme or
functione

The above sagmentation of the organizational hierarchy
is essentially derived fram and intended to be consis-
tent with the categerization of planning and control

20
activities proposed by Anthony o Anthony's three
categories of planning and contrcl activities arg in-
tended to differentiate betwessn the inherently different
nature of planning and control activitiss at different

levels in any organizaticn and also to emphasise the

integrated nature of planﬁing and control activities.

The frequancy with which informaticn is needed by these

various levels changes as indicated in figure 4. The
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frequency is much greater at the lower levels, namely
operating management, and reducss as ons goes up inm the

hisrarchical lavels,

The comtent of information also changes from an opera-
ting (workload and efficiency) focus to a gresatsr
emphasis on financial and effectiveness indicators at

the level of top management.

The above concept is d;ractly transferable to the dis-
trict devselapment situation. Hers, in the district,

top management would essentially cansist of thg district
level offiecials, in particular, the Zilla Parishad and
the DDD. Executive management would be represented by
the TDQ, the Taluka Panchayat and by teﬁhnical/sppporting
staff at the District lesvel. Operating managemast would
ba comprisod of the Village Panchayat and taluka level
specialist officers. This segmentation of the district

organizational hierarchy is diagrammed in figurs 5.
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To revert to the two-dimensional matrix which has

been suggested, kecpingg@he guidelines for tailora= /in mind
ing information to thc organizational lsvel aof the

various officials, it would now ba ussful to intro-

duce a third dimension for structuring the ints-

grated data base, namsly the oréanizational hierarchy.

This three-dimensional matrix is illustrated in

fFigure 6.
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S.13 It must be borne in mind that in addition to the
hisrarchy, which is oxplicitly identified, the third
dimension implicitly takes into account the function-
al responsibility of each official, thus, further re-
fining the information which needs ta be fed to him,
The third dimension,therefore, is iﬁtendad to focus
the total information and filter it so that only those
measures relating tu sach programme or gesgraphical
area which are of relevance toc a pérticdlar offigcial
are provided to him. Thug, if ﬁherg aré‘officials in
the distriﬁt who are concerned with only ona programma,
then, indicators relating toc all other programmes may
be avoided. On the othér hénd, it»i? poésible that the
DDQ or Collector would be fesponsibla for all.programmes
and here the effort should be at tws levels:

i) ‘to identify those:sets of parameters which
are of relevance tc the Collector/DDO; and

ii) within such sets of parameters to identify
the specific measures which the collector/
DD0 needs to receive.

5.14 To illustrate, while the official in charge of a nutri-
tional prcgramme may receive all measures such as thoss

of input/resaurces, level of activity/workload, output,
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effectivencss, efficisncy and benefit relevant to the
rutritional programme, he would not recsive any
indicatoers relsting to any sSther programme in the
aistrict. The DDO/Collector on the other hand may

raceive infcrmation ralatinmg ts z2ll programmas but

only selected measures relating to input, effective-

ness and ben=fit of gach programme.

5415 There is one area, which is quife significant which
needs to be specially dealt with in relstion to the
above conceptuai framework - namely, the administra=
tive activities Ghiéh cannot be directly linked to
any particular programme. It is necgssary that adminis-
trative costs uﬁich ara@ not directly relatable or
rationally allocable to the varisus nrogrammas be
treated as a separatg programme cateqory. The allocae
ble {on a rational basis) adminmistrative costs or those

&whichkcan fale} diréctly related to the various programmes
would be ong of thc measures of tho input or rescurces
committed to the programmes. Thus, specifically taking
into account and higHiighting the administrative cost

the matrix would bs modified as shown in Figure 7.
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(1)

It must vaGmpnasiZGd that some af the sats af para-
metcrs employcd shuuld include both finanecial and
physical maaSureé‘of performance. for instanca,

inputs in monatary terms as well as physical quantities

-

such as numuer of parsonnel, vehiclas, quantitiaos of
supplies ;nd siﬁilar physical indicators would he
necessary for better undars?anding and evaluation of
the programma. In fact, financial indicators are some-

what lass relevant to certain scts of parameters as

indicatod in Figure 8,
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5.17 To illustrate, typical measurss in relation to
. 2 . . .
a nutritional programms ! are given in Exhibit III,
The issue being addressad by the pragramme was that
a sagment of the populaticn of a stats was experiencing
nutritional deficiencies. The cbjective of the
pProgramme wass$
To reduce to the extent that resourcas
permit, the nutritienal deficienciss of
the most vulnerable segments of the
"at risk" populaticn in the state.
5.17.1 After analysis of available resources, the naturs
of nutritional deficiencias and identification of the
most wulnerabls segments of the population likely to
axperience nutritional deficiencies, the programme
target was statsd as?
To increase the nutritional intake of all
infants upto 3 years, pre-schoolers aged
3-5% years, and pregnant and nursing
mothers by 500 calories per working day
of the programme.
5.17.2 In the context of this understanding of the cbjective
of the programme and keeping in mind the nature of
activities planned, the measures suggested in

Exhibit III were developed,
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COMCLUSION

Cartain elements necsssary for implementing the above
framewortk, though they have been long known to develop-
magntal administrators, have as yat to be implemented
effectively and comprehensively with regard to tho
contral of programmes at the district level. Far
instance, it has for saveral ycars been suggested that

in relation to seach pragramme, parameters of input/
rasources, workload/activity lasuvel, output, effectiveness,
cfficiency and benafit be developed. Thare are very

few programmes for which a2n effective exerciss of

this nature has been carried oute. The existing situation
is particularly regrsttable as approachss to development
of the various paramaeters have by experience been proved
to be a relatively simple exercise which any district

lgvel official should be able to carry out compatently.

The logival clarity of the framewark that has been
proposed perhaps docs not require reinforcoment. The
practical applicability of the framework might however

rocquire te be domonstrated. With regard tc the
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three dimensions of the suggested matrix, the
nracess Af rdecwelepment of paramaters in relation to each

22
srogramme has been implemznted. The existsnce of

(5]

arojects or schomas equivalent to tho “progremmes"

concapt is very much a reality. What ramaing theresfore

in urder to substantiate the utility and validity of the
framework is the third dimension, namely the exercise of
tailoring the universe of information identified to the
neads of the individual officials engaged in develapmental
activities. This exercise would form one of the prime
foci aof the sccond phase of the research study, which

in addition weuld also seek to identify situaticnal
charactaristics of districts and programmes which would

havc roleovance to the oxercise of tailoring information

t> the individual nweds of specific officials.

Finzlly, it must be em_phasised that thers may be practical
impedimonts to the applicability of the framewcrk rgsulting
from an irrational organizatiocnal structurc, ineffoctiua
review and follow-un pracess, sub-optimal and inadeguately
detailed planning cxercise and other such basic problems.

Racommaendaticns regarding how such basic problems can
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.

best be overccme in order to facilitate effective and
afficient control of developmental activities will
agein constitute a major portion of ths sacond phase of
the ressarch study. Despite the above reservations,

it must be reiterated that any improvement in the
infowmmation and coﬁtrul systen must necessarily result
in morc effcctive im.lementation of programmcs and in
recucing the severity of the basic problems facing

developmental adminostrataors.
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Project is an excecllent example of such an exercise.
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NOTES

Development administration has been defined in many ways.
Differant authors have emphasized different aspects of
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davelopment activities. For details see:
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(Jan.=March, 1967), pp«16=31.
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It is generally recognized that the administrative tools,
technigues, organizational structure and staffing patterns
ara not particularly conducive togoffective and sfficient
davelopment adninistration. Adoption of advanced managerial
t.chniques such as projact planning and management,
programme " budgeting, etc., can considerably improve

the management of development activities, Two important
aspects of project managemant are (a) time targsts for
attainment of results and (b) cost-benefit ratigs to
provide a rational basis for undertaking developmental
activities. More recently, information systems

for control of developmental activities have acquired .
much importance. Sees
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EXHIBIT III

MEASURES RELATING TO A NUTRITIONAL PROGRAMME®

INPUT: PHYSICAL
FINANCIAL
ACTIVITY: © PHYSICAL
LEVEL
FINANCIAL
OUTPUT: PHYSICAL
FINANCIAL
EFFECTIVENESSS PHYSICAL
FINANCIAL
EFFICIENCY: PHYSICAL
CFINANCIAL
BENEFIT: PHYSICAL
FINANCIAL

GQuantity of food
Number of Personnel
Numbsr of Feeding Centres

Cost of Faod
Administrative Costs
food Procurement Costs
Storage Costs
Transportation Costs
Food Praparation Costs

Quantity of Food in Distribution Cp

Number of Beneficiaries (Category-u
Consumption per feeding Centrs

NIL

Identical to ACTIVITY LEVEL
moasures, as the programme is essan
distribution-oriented.

NIL

Intake of calories psr Bsneficiary
(Category-wise)
Percentage of Target Groups covsred

NIL
Beneficiaries per Tonne of Food Inp

fglorigs per Benefici~ry ner "unes
of Input '

Longer Life (Measured by Mortality
Records and Records of Nutrition-
Related Illpassae)

NIL

*Source: Case studias antitled “Jalbhumi Nutritional Programme (A) and
(8)", (C) Indian Institute of Management, Ahmedabad, 1975.



