=~ Comments "

OFFICE MANAGEMENT IN .GOVERNMENT AND-
PRIVATE INDUSTRY*

(With this issue we are commencing this new feature entitled
“Comments™. We propose 1o publish under this feature selected
comments on the articles published in the previous issue of the
Journal, We would request our readers to confine their remarks

- to the views/findings contained in the original article.—Ed.)

|

- The most important problem in management is the question of
quick despatch. [ have found that the absence of quick despatch
is mostly due to lack of co-ordination between different sections
and/or departments. The result is that the letters that are received do not
go quickly from one section to another. Sometimes it takes three, four or
. even more days before a letter reaches the officer concerned. There is also
- alot of delay in registering inward and outward letters. There seems to be
asortof habit on the part of clerks immediately concerned to keep the letters
pending for a day or two just for the pleasvre of doingso. This has become
a confirmed habit and unless this habit is breken, especiz Ily in Government
departments, I am afraid this problem cannot be solved. To some extent
this applies to private industry also.

Amnother reason for the delay is lack of proper supervision.
The system of weekly or fortnightly work schedules has been intro-
duced; bur it is not strictly implemented. The heads of the sections
concerned are afraid of insisting on submission of work schedules
by the clerks under them for fear of courting unpopularity and thus thers
is no check up from above. The system has become so clogged that in the
absence of the clerk concerned with a particular file, no further action can be
taken as nobedy clse in the section or department would be able to find
out the file. As a matter of fact the usual reply given is that so and so is
absent and till he returns nothing can be done. In Government offices there
is one more handicap and that is the absence of any deterrence. The su-
perintendsnt of a section or the head of the department cannot take any ac-
tion, much less effective action, against the cjorks or officers under him for
laxity or even for not carrying out the instructions issued because he can
merely report to his immediate superior. The only thing that he can do is
to warn him orally or in writing and put an adverse remark in the confiden-

tial report at the end of the year. Particularly when a person is confirmed
in the service, there seems to be no possibility of improving his efficiency.
He is or becomes lax because no action can be taken against him. He will
haye to be charge-sheeted and the procedure is so long that no head of the
department would like to botherabout it. Again, 1 have found that noebody
wanis to condemn persons in the confidential reports as far as possible.
The result is that even though the person is really inefficient and the head
grumbles about him, so far as the confidential reports are concerned, they

---:‘.
-

U}

* The original article of this title by Sarvashri N. H. Atthreya and S. K. Rangarajan
was published in Vol, XII, No, 3 (J uly-September), 1966.

J H. Atthreya
ﬁiﬁm Bandmg”'
Mumbai - 400 99-




2

are always good, The result is that thers is no remedy against inefficiency
of such a person, In other words, unlike in the private sector, where there
is always the fear of demotion or dismissal—even this has now become less
and less possible in view of the trade union organizations in the private sec-
tor, So the whole question boils down te the question of integrity and
sense of responsibility on the part of the individual concerned.

Another thing I have noted is the absence of any follow-up of the orders
or instructions issued and this is many a time the cause of delay. There is
always a hierarchy through which the order or the instruction is to pass and
one believes that as soon as he has passed on the order to his immediate
subordinate officer or person congerned, his duty is over. Only when a
complaint is received or an enguiry is made about the orders, then a search
begins. Thus, I believe that one of the important ways to expedite the im-
plementation of orders is the need for the follow-up action and the head
should try to see that the orders are actually executed or implemented.

Another important point to my mind is the fear of taking decisions.
Nobooy wants to undertake the respansibility even within the limits of the
delegated powers. The result is that the matter is pushed up to the imme-
diate superior and unnecessary delay is caused. 1 find that even in very sim-
ple matters this happens. No wondzr that there is a lot of red-tapism.

I have found that even in the private sector, particularly in big organiza-
tions, there is no co-ordination between different sections and departments,
and there is not much to choose between the Government and the private
sector in this matter.

In Government offices, there is no incentive for improving one’sefficiency
as the promotions are purely on seniority. The result is that if a person
i:;dpromoled to a highzr rank even though inefficient, he will not be interes-
ted in th2 efficient work done by persons under him. As a matter of fact,
he is more likely to encourage further inefficiency so that by contrast he can
be called more efficient. Thus, some system of recognition and award of
merit is very necessary to improve efficiency.

One more factor in Government offices is the lack of personal touch
between the head of the department or section and the persons working un-
der him, OfF course, it is not possible for the head perhaps to know every
one but he should at least be in personal contact with his immediate subordi-
nates, The efficiency can improve quite a lot if the superintendent cr the
head of the department introduces this element of personal touch.

One might sum up by saying that to improve efficiency in management,
there is need for proper communication between individuals as well as bet-
ween different sections or departments, presence of the element of personal
touch and most important, the right atmosphere which breeds a sense of res-
ponsibility.

—K. T. MERCHANT
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The aim of office management is obviously to help an organization (a)
to take decisions and (b) to implement these decisions. In this respect the
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aim in_Government or in private organization will be the same, The essen-
tial difference is not in the aims but in the scope. In public administration
the scope for aecision making and execution is so vastly wide as compared
with that in the private organization that, in consequence, the office manage-
ment differs not only in quantity, but also assumes altogether a different
shape.

By and large, a private organization is interested in rendering a service
and thereby earning profits. Whatever is not related to this activity will,
of course, be of no interest to that organization, Thus the process of work
is always guided by the simple question : “Does this matter concern the
profits of the organization and if so, in what way 7 Usually, to answer this
question is a simple matter, and it can be expressed in terms of rupees and

. paise. A fairly intelligent officer can, therefore, straightaway formulate
the broad line of action, The work in a private organization is suitabie for

being handled by an officer straightaway; it is possible to take quick deci-
sions, The question of recording is also simple. Nothing that does not
concern the finances of the organization is relevant and need be preserved.
The aims of public administration are far more complex than those of a pri-
vate organization. Public administration is concerned with the following
types of activities.

(1) regulatory matters (i.e., matters relating to the relations between
any two citizens or between a citizen and the community);

(2) welfars activities;

(3) promotional activities (like developing industrial estates, extend-
ing co-operation, etc.).

The manner of handling work relating to each of the above types is like-
Iy to be different to some extent. But, in all events, the processing of a case
$o as to make it ripe for a decision is an elaborate process. In regulatory
matters the central question is usually a question of law. There is no simple
test for disposal of such cases as in the case of private administration, The
decision cannot be taken unless the matter is fuily thrashed out, evidence is
recorded, the law is argued and so on. This observation applies not only
to law of Courts, it also applies to several executive authorities who have
to administer laws.

In respect of welfare activities, again, no financial tests can be applied for
disposal of a case, as the objective is not to earn profits but to render public
service. The relevant considerations are: What steps are necessary in the in-
terest of welfare? How welfare should be organized ? and whether the exis-
ting welfare organizations are sufficiently effective?

The promotional activities are also, in some respects, similar to the wel-
fare activitics. Money is to be spent to day so that economic benefits may
acerue to the community later.

It need not be mentioned that in respect of regulatory activities, justice
and equity must be aimed at. It, however, needs to be pointed out that even
in respect of welfare and promotional activities, justice and equity are very
important considerations, This necessitates preservation of records and



4

references to precedents. Public administration is often criticized for its
habit of hunting out precedents. But, if all citizens have a right to equal
{reatment, precedents cannot be brushed aside,

Since law, rules, precedents have to be considered. the processof public
administration has necessarily to be slower. However, another extremely
important principle in public administration, with which the private adminis-
tration is unconcerned, is the principle of public consent. No schemes of
welfare or promotional activities can be undertaken if they do not have the
consent of the people. The process of obtaining the public consent is not
just as easy as obtaining a vote in the legislature. People have to be consul-
ted at different levels in different ways according to the nzture of the parti-
cular scheme. This process of obtaining public consent often tekes time,
It also necessitates setting up of consultative committees, the objective of
which is to frame programmes in such a manner as to obtain maximum
public acceptance.

Another very important consideration is the public accountability.
Private administration is accountable to its owners or the share-holders, but,
by and large, this accountability is financial. So long as reasonable profits
are shown, everybody is happy. In the public administration the considera-
tions are not measurable in terms of money. The accountability, therefore,
is to be discharged in s2veral ways. Unlike in private administration, there
is no end-product (i.e. the dividends) which can say that the administration
is “cfficient””. Therefore, the whole process of administration has to be exa-
mined to see that the administration is run on the proper lines. To make
this possible, recording reasons and preserving them for scrutiny becomes
essential.

I have mentioned above that it is necessary in public administration to
scrutinize the various steps in the process of administration to ensure that it

is running on “proper” lines, This needs a little explaining. The propricty

expected in public administration is not only financial. It is much wider.
Actions in public administration have to be in consonance with the policies
of the Government in all fields. For instance, the policy of abolition of un-
touchability may require certain action in other fields like recruitment to pub-
lic services, etc. Thus the “propriety” expected of public administration is
very much wider, and it necessitates creation and preservation of record to
satisfy any citizen that the administration is, in fact, run on proper lines.

What can private industry learn from Government office management
and what can Government learn from private industry office management?
I think Government can use improved methods of inter-communications,
duplicating, recording, etc. In other words, Government can adopt gadgets
developed by private industries. However, so far as the method is con-
cerned, 1 think the scope for adopting the methods is limited. I have already
observed above that public administration is vastly more complex then pri-
vate administration. The system of office management in public adminis-
tration must be able to cope up with this complexity. It seems to me that
the simple office management in private administration cannot discharge this
function.

It is casy to suggest several measures that should be taken to revitalize
office management in public administration. The difficulty lies in getting
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them adopted in actual practice, as public administration is a huge and
complex machine running with its own inertia for such a long tithe. I, there-
fore, enumerate below only a few important steps:

(1) Wide-scale delegation of powers to lower levels. Everyone talks
about this but, when it actually comes to actual delegation, evéryone
heritates. Wider delegation can increase speed of disposal.

(2) Public administration has to work on the basis of rules and orders
of competent authorities. But systematic indexing and compiling of these
rules and instructions is not attended to. Special attention to this aspect
will make it possible for everyone (including a citizen) to know where he

_ stands. Halfthe delay in public administration is because no one knows what

exactly is required to be done.

(3) Many of the rules and procedures in Government are so designed
as to make them fool-proof. They are, therefore, extremely complicated.
In consequence, errors are avoided, but nothing gets done. The rules and
procedures must be simplified even at the risk of a few errors. The officers
on the spot must be depended upon to rectify the errors.

—S. B. KULKARNI
111

Office Management in Government aimsat: (i) Efficient disposal and
prompt despatch of public business as wzll as speedy redressal of public
arievances; (if) statistical recording as well as assessment and development of
the extent and quality of the service in the department; and finally (iii) effec-
tive personnel administration. In private industry, be it the most modern and
actuated by the very best ideals, the public business aspect is limited in nature
and clientele and is adequately dealt with if the particular gocds produced
are considered as satisfying the existing need while being appropriate for the
price, the service being reasonable. Thercfore, the grievances are few and
do not raise the many different and difficult public relations problems of the
Government offices.  The other difference would be that personnel adminis-
tration in Government tends to be much more impersonal with the atten-
dant consequences, good and bad.

To produce the best results in the conduct and disposal of public busi-
ness, there are too many obstacles in Government service in the shape of
checks and balances as regards finance, relating mainly to availability of
funds, sanctions and audit. This brings in a general tendency on the part of
most Government executives to play safe instead of taking experimental risks
with initiative. In organization also there are too many levels of supervision
in Government, which is not the case in private industry. As regards tools
used, it is not always the tool that gives the best results, that is purchased for
governmental use by the cheapest and easiest to get at under the circums-
tances. The same would apply to staff sclections and placement: these nor-
mally being outside the province of the immediate manager, who has to ma-
nage many square pegs in round holes. Tn private industry it is the overall
result that counts and all the rest are investments towards that end. The
persons in charge are the most suitable for the job and so long as they deliver
the goods their discretion is not unnecessarily fettered. On the contrary
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in Government, the person in charge works with a lot of han&.icaps and if
someone is to use his initiative, his style is straight away cramped by post-
mortem of a gruelling nature of transaction taken singly and not as a step
towards ultimate success. -

In some respects these differences are built-in, but the fact remains that
in most cases these difficulties could really be got over, being obsolete and
meaningless. For instance, it is always trotted out that the personal element
and profit incentive count for a lot of the initiative and effcrt put in by ma-
nagerial personnel in private industry, while in Government, except those im-
bued witgca missionary spirit or those who seek a spiritual satisfaction in
achievement, may just do the minimum work to keep going without trouble.
This should not really be so but in a largs number of cases this is inevitable.
But it is high time that the procedures at least are so altered as to repose
more trust in the choten men and to ensure greater encouragement of initia-
tive and enterprise directed towards a sincere pride in achievement.

Private industry can learn ¢ broad « nd tolerant attitude tc men and things
from Government service but Government has much more to learn from
private industry in streamlining procedures for achieving results.

To revitalize office management in Government there should be greater
trust in the good faith of the selected men unless they prove themselves
unworthy.  Similarly there should be relaxation of the hide-bound regula-
tions in a manner calculated to encourage initiative with more decentraliza-
tion, viz,, delegation with effective control and financial flexibility without
losing hold of the main strings of financial control likewise superflucus super-
visory cadres should be eliminated and decisions should be taken in planned
discussions with effective follow up. In many countries administrative
re-organization on these lines has helped streamline and gear up the adminis-
trative machinery fo greater productivity,

—S. M. Diaz

I v

I don’t think there is any difference in the limited purpose or aim of
off e management between Government and Business. In both, the function
of the office management is to he'-. the Officer or the Manager to arrive at the
decisions that have to be taken in the ailyd course of work. In Industry de-
cisions are taken at th~ managerial level. ITn Government, the decision taking
is distributed at various levels to the Officers in charge of specific offices, the
bulk of whom are gazetted cadres, commissioned by law or Government
Orders to be responsible for a particular function. The office staff in both
cases are intended only for helping these decision makers to arrive at their
conclusions. There are certainly differencesin the orientation of the per-
sons in authority in these two cases and also in the method or manner in
which he takes the decision. But that has no bearing on the aim or the
purpose of office management in the two <ases, which is essentially domestic
and house keeping,

Due 1o the differences in the orientation and methods of work in the two
cases, changes in office management ¢nd procedures of doing business will
certainly vary in the two cases. In industry, the profit of the undertaking,
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the fulfilment of the service which the industry performs to Society, the main-
tenance of the qualitative and quantitative standards of performanee elc., are
the basic aims. In Government, the fulfilment of statutory obligations, the
maintenance of the rule of law, equality for all, and finally, service to the com-
munity, are the basic aims.  Due to this fundamental difference in aims, the
procedure followed in office management differs. In industry we want to arrive
at quick, clear, simple decisions to further the objectives of the unit, This
is completely in harmony with the orientation of the Manager. In Govern-
ment. on the other hand, the decisions that emerge should satisfy many other
criteria. Objectives like statutory obligation, rule of law, equality of oppor-
tunity, etc., are difficult to satisfy. Therefore, procedures and precedents are
more vital to arrive at a correct and satisfactory decision in Government.
Records of past transactions, present transactions, the decision taken by
various persons at different levels of authority, the thought processes that
contributed to thess decisions, etc., have to be preserved and referred to for
future action. The private office needs few records. Whatever are there,
they are clear and simple. The Government Office needs voluminous records.,
They may or may not be useful or adequate forthe purposesin view. The
set-up in Government is a chain of command in which territorial and depart-
mental considerations prevail. The set-up in industry is based on the units
of operation and the conditions of production.

In industry, office procedure hardly matters, except where it affects the
productivity-of the plant. In Government procedure is all important. A
good decision arrived at through wrong procedure is likely to be set aside.
That being so, the Government’s tools are mainly the law and multiplicity of
records, while the industry’s tools are job analysis and cost control.

These differences are found to exist so long as the scope of Government
and the scope of business in a Society are different. The world of business
and industry, is the production of goods and services for the community.
The arca of Government is the administration of the community’s welfare.
These two functions normally never clash or come together. But recently
the growth of economic activity, socialistic ideas and the latent anti-social
element in business and industry have brought the two spheres together,
where they overlap considerably. Apparently the motto of the business com-
munity that profit is the only criterion of good business is not enough.
Again obviously the Government is not the preserver of law and otder and
the political rights of individuals only. Thercfore, concepis like the Welfare
State, Post Office socialism, public utilities under public control, public see-
tor enterprises in business and industry, etc.. have come to be accepted. The
growth of socialistic concepts is a clear evidence of the inability of private
enterprise to meet the changing needs of the times, the changing concepts of
what is right and what is wrongand the ever widening demand of an increa-
sing population of the werld. The current concepis of social justice deter-
mine the periphery of the functions of the State. There is no such idea go-
verning the private sector of business and industry. Perhaps this concept
of social justice needs to be classified and much ideological deadwood has
tobe removed. The old out of date ideas of profit and freedom of enterprise
have also to be dusted, cleaned and modernizad.

Both can learn from each others history and mistakes, But Govern-
ment cannot model itself completely on business. Nor cani* be the other
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way round. Since the divergence in their scope is fundamental, within limits
they may be able to exchange ideas and implement mutual self-improvement
programmes. In the matter of the concern for the citizen, the adherence to
social justice and other concepts, the industry would do well to change their
business ethics in line with that of Government. In office and field manage-
ment, many tools and procedures from private enterprise can be adopted for
use in Government.

I agree with the observation that dynamic administration is good office
management. To make office administration dynamic, we need better men at
all levels, better tcols and procedures, ground recruitment policies, on the
job and theoretical training, strict operation of efficiency bar<, etc., will im-
~ prave the content of the Civil Service. The improvement in the general edu-
_ cational system of the country will benefit both public and private enterprise.
. Procedures could be studied with the idea of eliminating those which are not

necessary from the legal or social justice point of view. Simple procedures
could be devised for many purposes in view, consistent with the general
objectives of Government, Management studies and job analysis may re-
veal many possibilities within Government for reform and re-organization.
The use of modern office equipment like the telephones, teleprinters, tape re-
cords, dictaphones, typewriters, copying machines, calculating machines,
adrema machines, index systems, accounting machines, computers, efc.,
could increase the output and speed of Government Offices and render them
more useful to Government. More than anything else, it would broaden
the vision of the public servant and make him think of public service as
different from the safety within the four walls of the law, procedures and
red-tape, thus leading to a welcome and pleasant change.

—K. C. SHANKARANARAYANAN

The comments on our article are refreshing reading. Befor- 1 reactteca
point or twe raised by the readers, let me try to sum up the cbservations on
two asperts of Office Management—the respective purpose and limitations.

The PUrRPOSE of Office Management in  government and private in-
dustry is basically the same, namely, to facilitate performance, to smoothen
out the process of resources utilization and creation of new wealth, to meet
the ends of justice and fairplay. And towaids that end, in both places, office
management should be characterized by prompt and efficient despaich of
public business, speedy and just redressal of public grievances, collection, in-
terpretation and timely use of statistical data and effective personnel admi-
mistration., In the current context, the ADDED PURPOSE for both sectors
is 10 make time our friend, to do things with accelerated speed, and to take
caleulated risk., Things should be geared to that end. In particular,
the OkGANizATION should be people-oriented, not procedure-oriented,
chould be functional and decentralized. This aspect is more catered to today
in private industry than in government.

The LIMITATIONS peculiar to Government and private industry are
about the same as the oncs between a smaller and a larger unit in private
industry. The limitations arise mainly because of the size and complexity
and tradition and less commonly because of the nature of the product or the
service they produce. The very size in Government calls for many levels of
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supervision, a fair degree of checks and balances and an impersonal approach
to men and things which, when overdone, affects the quality of office mana-
gement. It has been pointed out that the Government should keép in mind
social justice, the overall welfare of the country and the future of the nation.
The implication probably is that private industry can do without these. The
fact is it cannot. The modern private industry has realized that it pays to
subscribe to these ethics of social living. Perhaps private industry’s “pre-
occupation with cost gives the public a wrong impression. The situational
necessity is that private industry has to provide a satisfactory service and keep
up a cost which is lower than what it charges the public or run the risk of
{‘o!ding up. This necessity is not compelling on Government units or so it
ooks.

The additional and intangible demands on Government, one certainly
concedes, What disturbs is the avoidable limitations one finds in Govern-
ment. One is the set of tools (men and material) that is provided. The
tools provided are traditional, inadequate and have little relation to modern
developments. The other is the prevailing attitude and atmosphere. One
hears and so often that ““it is government—you have to take things as they
are”. Also, the political atmosphere in the country is such that adminis-
trative changes are looked at in an unpredictable fashion with the result the
status quois voted for. Onecan play toosafeto be unsafe; this realization
is not quite evident.  This is not to say that all is well with the private
industry, The sheltered economy on the one hand and the absence of
competent competition on the other have not encouraged upgrading efforts,
Even the winds of change elsewhere in the world are making only a halting
and superficial impact. We do, however, came across pockets of efficiency
both in Government and private industry. What we need strive for is to
have more of them.

Stepping up the state of office management alike in Government and pri-
vate industry calls for a multi-pronged attack. The practitioners should
be encouraged to think in purpose-oriented terms. They should be given the
facilities to acquire the know-how. They should be given the internal and
external assistance (including organizational structural changes)in a big
way, not in a token fashion as is done now. Raising the level of office
management in a private industry unit means raising the level of overall
management in that unit. Same way, reising the level of office manzgement
in Government could mean raising the level of overall performance of
the country. In particular, there is great need and scope for raising the level
of office management in public sector industrial units. Delay is a killer in
any place and certainly so in an industrial vnit. Present office management
practices in public sector units do not seem to have adequate respect for
time and time punishes those who do not respect and measure up to it,

—N., H. ATTHREYA

[Reprinted from the Indian Journal of Public Administralion. Vol. XII
No. 4, pp. 825-833]



