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THE SCOPE OF MANAGEMENT AND ADMINISTRATION PROBLEMS IN

DEVELOPMENT

T

""Approaches 'to Management and Administratioh’DeVélODmenf

The prablems of,administratioa'and management in developing’edonomias
arise from 8 rapld change 1n expectations whloh is not matched by
approprlate organlzatlonal and 1nstitutaonal ohange ( ) Gaps are seen
in the capabillty and effic1ency of establlshed institutlons to attain
soclal goals,and gaps are seen in establlshed structures, systems, and ,
functlons appropriate for new human values and relat1onships. These
gaps cannot be adequately fllled by lnternational transfers of resources,
nor‘can:they_be completely removed by vast‘ngw_eduqational‘efforta.%,,,,,
Institutiaa’ahd sysﬁem“bailding for,tha,publicyand pr;yate,sectprs_qf o
the dgﬁa;pping economy while’an intrinsic aspept'ofltha davalopment?,;,.
procesa, aonfributarqaly’a_fraction,of the’inpatshof,the,coﬁplex process.
This. paper seeks to survey the 1ssues of management and admlnlstratlon
related to instltution and system building.‘alt’does,got antloipate to
touch on all the problems or to assign orders of importance, let alone
suggest univeiéaily‘Batisfying‘solutippa,‘_}

’Tha,ngad fpr administrative,imprpvament in the develbping economy
ranges froh generating a suitable policy, which helps to shape the
valua:sysfama’of the country, to the routine relationships bétween o

individual recipients of economic progress and the priva£e~and public




bureaucracies. Improvement needs to encompass the administration of
agencies of the government in economic ma@gggment’and’tha‘cqn@uqt of
éolicy impiehéﬂfﬁiion;”the adminié%fatioﬁ oprﬁblic enféfpfisés
charged with the pursuit of stiﬁﬁiaféd’eéonomic goals; the administfa~
tion of the multinational corporatioh which extends influence from a
remote source to the basic economic change taking place in the national
system; the adhinistration of the indigeneous small busipeég,yusuall&'
baged on féﬁil& ownership which is as much concerned with entrepren-
eurial development as with effective business ;dminiétratidn; and
the administration of individuél'finandes;' These afe'ndi'disfinéfioh:i 
segments Of.thé nafion buiiding probiém éinde strdhgjlinkages and
interdependencies are prOvidéd'fhfough the paitidular‘éthﬁs and environ~
ment of national developmenf'i%éélf}' o | - o
Thé:bcopé'of administfafiVéuiééues cénjaléoyﬁé éeéh’f6 éthacé

the absence or prevalence of téOhnidués used to solve adﬁinistrativé
problems; Thus, the application of oémputér technology to gdministra—
tive coﬁcerhé, the use of sophistioated decision-making aids such as |
operatith"réséaroh, systems analysis, macro and micro economic pianQ
ning, cost benefit analysis of administrative operations, as well as
the basic elements of bbdk4keépihgyﬁsefu1 for faﬁil&'bﬁdgéfiﬁé:afe"és
much a brOBiém’Of.aaministiafive”&eiéiopMent and imPfoﬁéméﬁt.aé are
the problems of organizational structures and the relafibnéhips be—
tween the bureaucracies and politidél deﬁélopméht. o

“ Most of the traditional study of these problems of administra-
tion in developed countries have uéuélly,hbéeﬁ within the‘diécipiinafj.
confines of either public administration or buSineés:administration;
with greatest stress on the mechaniocs of the“publib sector. 'Develop—

ing countries, however, can not always afford the luxury of multi-
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dimensional overlapping approaches - the time horizon is too short,
the expense is too great and the structural break-down is not neces-
sarily relevant. Broader, more prbblam;oriéﬁted approaéhes are
necessary. Also a new understanding needs to be*éénefaféd;"£§~(5%f
Eennis»notes: "The key 1o the problems,kaknO@léngrutilizgtion"
is collaboration between the producers and users of\kﬁowla@ge",ﬂ‘?),
Close associations between academic,disciplines~such,ag pﬁblié

and business administration are more sﬁrongly,indicéted inudgvelqpf
iné economies than in advanced qountries,;nqt_beoansq}individgg;s
perform more functions nermally separated in rich countries, but
becéuee,the‘interactions,normally dealt with by_separate,;compgrt—_
mentalized,disoiplines_arq,unusually;aﬁrgng.i In qddit;on,ﬁtﬁg abseqée ,
of knowledge of the historical context and the psycgologiqal,bagg&qut
‘societies in the,developing,countries;preveﬁtg the‘unificaﬁiqp;qf ,
findings derived frow individual sqcial,sciénge.@igpiplingsﬂgfnthq%
developad‘countriés,;(}) - | |

| Moreover, there is usually an exceptional congruenqy bangqn ;
the divisiqns;of the. social sciences gnd~thg ogqupg}ionglyrolg sygfems
in the developed couniries whioh isanét,neqessari}y,trgnsferablg7§oﬁf
the’develqping,oouﬁtr;es., Experts in business_manggement and public
administration derive their solutions from‘inﬁerre}aﬁionsﬁips,among N
particularized siructures and organiZatioha,whioh have 1argeiy crpated
the precepis and the diviaiqns,of,the;cu;turg-bpund;disoiplings. |
Iﬂcreésingly, social action in developing couh@rias ié influ@n#ed:by,
admixtures of the social soiences but new research of anVautochthonous

nature is required.
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T T ISBUES ARISING FROM ORGANIZATIONAL CHANGE AND DEVELOPMENT

1. Polltical Development

For aﬁy pdlitical system there is no necessary fixed relation-
" ship bétﬁeen*governmeﬁt ihStitutions and their functions.“'FOf the
moot pért, present day:institutions in deveioping*countries are.in»’
their political approaches an amalgam of traditional foundations and
Western legal education. Much of the superstructure which has been
borrowed from abroad does not work in the manner originally intended.
ConnectionS'betwean“fhé'inStitutionél apparatus and other‘élemente»‘» e
in society are not close. 'Thq abséﬂce”Of'ihtefgﬁnnadtioﬁs~between,inéfifi
utitutiohs;‘tréaiiiohal éﬁdfMOdern;'mdke“for a'cuﬁﬁéféomé administrat—-
ive wad panagerial aperation;"Thé ptress on fofmalism'adaé further
rigidity %o normally'divérgent elements;'1Thé'fechﬁological skills
are easily imported, but the environment for the ;ﬁpliéaiion”éf thé"f=
ckills cannot be easily transplanted.
A deVéIbpihg'eCOnbmy, bééides.beihglchrécteriéed”by increas~ -
ing ecdﬁomiC'produbtivityjand geographic and social mdbility,'is also
¢h&rn¢terized‘byfdﬂ’expéndihg'ﬁélifical“éffiéiany‘in'mabilizing'l**“
‘humaﬁ and ‘meterial réeéufcéé*brfthe naﬁibﬁ‘for nafiqnal4goalé;5"‘“’
As a simplification, we can'say'that'foffpolitical“advancé‘to be B
made;.nationnl‘ﬁnification,'eCOnomic’modérniZafion\andiéspirationsi'
for pfomoting4ﬁé1fare aré'préréquitéé; (4) | 5

"li The concept of politiocal deﬁelopmént has undergone ‘a rapid

(5)

metamorphosis in recent years. There has been a widespread
acceptance that economic development itself has a profound bolitical
dimension. A plethora of studies have been undertaken under the

heading of "political development" producing drastic changes in
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analystic approaches and gvenerat:mg conblderable terminology and
numerous typologies of classification. The construotion of a theory
of polltlcal developmant or politlcal modernizatlon has been asso-
cxated with great debates over. contenta, criter1a and approaches. (6)
Demands to interpret the politics of newly emerging nat;one
and traditional Bocletles of the Thzrd World extended the range of
vnr1ab1en normally considered by the polztical soientist &0 that
much of what is relevant in the concept of polltical development has
Opelatlonul signifiocance for countries that qre developing‘eqonom-
‘ically and sociaily as well as politicali&;uw o | |
A very early taxonomy of uaages of the term - pol;tical davelop-

ment - ie prov1ded by Packenham (7) who shows it to be a8 funotion of"

(i) a legalwformal constitufloﬁ';

(ii) a’léﬁei“af‘aabnémié'aévéidﬁmeht;" Lo
(iii) . the admzniﬁtrative capacity to maxntain law and order;

(iv) a social system that facilitates pbpular partiaipation- :

(v), the political culture in whioh privilegea and responsibilities

o 'are reoognized in established proceaaes.

M 'Another 1nventory of the use of the aoncept ia provided by

ﬁ#év(a)

ore elements, ‘however, emerge from the ten ﬁotionsz

who 1iatu 1en different approaches o the notiop. Three

(a) increasing ggglitx among individuals in relation to ‘the polit--
 ical system; o ’k  . |

(b) ’increaning oggggayg of the political syatem in relawion to .
ite environman*s; | Bl e g e |

(c)}“increasing dif:erentiation of' institutione and atructures with- -
 in the politionl eystem.""*~' .

" These lie ot the Heart of the conoept. ~In the 1ist of




epproaches, politlcel dgvelogmentlls defined‘ae.mlww
(1)_ the politloel prerequleltehof economic development-ydﬁdw
(2) the politios typical of 1ndustrial eocietiee; o
(3) political modernmzation, ) ' -
(4) the operatlon of a natlon‘etate~k 
(5) admlnlstratlve and 1egal development?c
(6) hmass mobllizetion and participatlon;'
(71 the building of democracy; | "d
(8) etabllxty and orderly change; -
(92H,mobillzat10n and power;
(L@)i one aspect oi multa—dimeneionel proceee‘of 5001a1 changee
Although these notione suggeet that weetern polltloel eyetems
represent an optimel formv politioal development in weetern coun—.
tries hes lately been more euepect as to. its optlmal configura— l
‘tions. -Furthermore, deepite & definite geographic boundary
implied in the concept more recent analyels suggeete & globel o
context of politlcal ohange rather than an ieoleted natioh context.(g)
‘Five.major dimeneione of political development have been advanoced
by the: committeeon Comparative Polltics of_tpe_Soo;alchlemce Reeaarch
Council. (10) ‘mne majorniseuee;oflpolitioeledevelopmegt”are’eeem,ln |
crisis dimensions aB:. . ... | o
(1) a sense of common ldggtity with the territorlel eyetemiu,, |
(2)'.legitimacx-aefthejeociel‘ecceptence;of an euthoritative'etructureg
(3) penetration as the prooeee by which the oolltlcalfedmlnletretive—
o.juridicial;oenter of e.new;polity becomee,aocepted et&the periphery
and‘develops a-capacity for implementlng;goaletw.e

(4) participation as the need for creating procedures for popular

involvement and stimulating engagement;



(5) distribution as theloriéis which arises from oompetitive~claims,

“for soecial and economic behefits.

With political change thé‘v&fying components of the political
systemVéitér their Qtrﬁofﬁfé and function at different rates. The
major problems forlfhékédmiﬁiétrative'systém, then, ére‘éccéntuatéd
through 1mbalances emerging among the changing componants° :The'majoi it

(1) |

componentﬂ accordinv to Huntington are:

(a) cultﬁre ~ the dominant'Values,"bfientéinﬁs, and mythe. relevant
to polltlcs~ | |

(b)’ﬁstructure - the formal organlzations whioh make authoritative R
decisionsy | /

(¢) gfgggg - sooial and economic formations with' demands on struotures;

(d) leadership - individuals in political institutions and groups

‘.exercising disproportionate iﬁfluénces'ohaallocatiéns"of'”

vaiues-’ e

(e) policies - governmental actzvitles dQSLgned to affeot the dig-

tribution of beneflts and penal’cieso

The publlo and prlvate administrative system is both a generator
of ohange by 1tself as well as a dependent system of change under the
aeg*s of palltlcal change. It is subject to the aimultaneous impacts

of polltical und Bocial ohange. The dominant features of the inter—k

relutlonnhips between tha administrative system and the politlcal

svs?em vary from caae to case depending upon the interplay of the
(12) | |

components of political ohange,

Bureauoracy provides the continuing lifiks of organizations,

and is a powerful tool of change or non-change in developing countries.




As a social invention, bureaucracy has been: immensely perfecﬁedoipV
both private and governmental forms in'developed:countriealand‘trans—
posed and modified in developing‘countries. For many the study of
bureaucracy is synonymous w1th the study of adminlstratlon. Admin—
1strat1ve oapabilltyin pursuing organlzational objeotlves, howover,
means‘more;than_the perfeoting_of the bumogncratiokoygtom.

Bureaucracy as oonoeptnaliZGd by Max Weber reliooioxolusively
on the power.to influonoe,through reaoonyond 1ow'and in its historical
development was a reaction against subﬁeotive judgement, oeisooal‘
subjugation and nepotism. Crozier has 1dentified three oontemporary
meanings of the terms ( 3) B o
(1) government by bureaus by which power beoomes the relgn of

~law and order "but at the same time governm(nt wlthout

~'partloipat;on of the_governed";

(ii) rationalization of colleotive aotiviﬁies which is the ?asio
Weberian sense; ahd

(iii) the derogatory senae; which points to the slow; pondéroué;
routlne and oomplex nature of organ1zat10nal actxvity.

There are bobh functlonal and struotural connotations to the
tero“bureaucraoy - — or "bureaucratlsm" as suggested by Riggs, who
advooatee the need‘for oomparatlve studias of the role of bureaucraoies
in declslon—formation and decislon-lmplementatxon. The baaic dimen— :
sions of a bureauoratlo system have been outlined by Hall ( 4) a8t - B
l. a division of lnbour baeod on funotional speclallzations;’J
2. a 'well defined hierarohy of authority;

3. a syetem of rules covering the rlghts and dut1es of employees-
4. a system of prooedurea for deallng with work situatione-

5. impersonality of interpersonal relationa-



6. promotion and Beleotlon based on technlcal oompetence.
Thebnreanmwnnm machlnery iBs modlfmed over time through a shlft—.
ing of the balance between the goals of government'pnﬁ the gpalg:of<
thadgqverned and between the goals of managementvand tha goale of
workers, To the behav1or15t these goals and the variables wh1ch
produce them and are, affected by them, are not completely meahanlst-
ically rational-legal or static qlemente,of,an»eqquomiqftechn;cgl |
/aygtgm. For modernizing‘statas‘where1imba1ance§.within'or¢§niza—
tions‘in both functional and struotural terﬁs are‘more 1ikely, |
governmental power 1s frequently greater and the range of bureau- 1
cratic authorlty ig correepondlngly greater th&n found 1n developed
countries.,‘ 5) leth modernzzation and,growth assaults on bureauf
_cracy increase because the expansion of teohnological ohange and
diver51ficat10n leads to: " |
2) en interpenetration of ,ésimﬂme;ny and le;sa%—é?t’n@is‘ policies
;iﬁ;business; | |
b) an ipc;ease,;n other—d;reqtednesslinkwhigh thg:eaigygrgétgri .
;,reliance,opxtempora;y social,;elationshipg:with in#reasingtinfz_
dustrialization; and |
q)‘ adaptive systems of diverse special;sts linked by ooordinators

(6)

. rather ‘than executives

‘The ‘bureaunoracies of developing~oountriea'although:manifesting
struoturaiaoharacterietics common to -all bureauncracies, show significant
behavioural variétionsfin,adapting to the particuiar politioal: environ-—
ment in whioch they function. -Behavioural "deviations" héwevef are
based on classical models derived from western'experienoa. It isoon
clear nevertheless, that the political role.of bureaucracies is usuml-

~‘ly more prominent -in developing oounﬁries~th&n~in»devaloped:oountries,(l7)
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They appear to “be heav11y engaged in matters of polltical decision-“ 
'lmaklng as well as in ‘the process of exeoutlng decisions ‘made outside
of the buregucraoy. | | | | e

Ih;fefhé of tﬁéyéséibidgi§ﬁ; Bufeéubratiiaffoﬁ”fisffhé process
of ratibnalidiﬁgﬁéoéialVS;Qéniz&tiOﬁ;'so éé‘fa iﬁﬁfdﬁb oberafing"
effxclency and more effeotlvely ‘attain common guals" (18) It is-
an nngoing social process and refers to suéh act1v1ties ‘a8 pﬁrpdae—
ful goal-setting, information céllection and its utiiiZat'ion, object-
ive wvaluation and dédiéibn+mék§iglée?wéil”aéISOCial and economic
plaﬁhiﬁg. Ratlonalxty applies only to the ordered means used by
an organlzatzon to achleve goals and not . to "the ends.' The proceas l
of bureaucratlzatxon oomes mostly in formal, large assoc1at10ns, al-
though 1nforma1, small organlzatxons suoh as the famlly or d commun1ty
' may not be oompletely devq;d of some aspects of the proceas.‘Bureau-'
cratization gréws with an expansion of the'srganization, the fori-
alizing of social ordering, seculéfization'of values,Vnormé'and'
goalskandvdevélobmenféﬁinLsoéiai'teéhnology. 19) ‘Legitimacy of
authority and centralization qf"“é&tiﬁtiéé"énhance"thé power ‘of the
bureaﬁcratic procass,

While the Weberian model of organlzation applles part1cularly
to business and governmental bureaucraozes as well as to hierarchlcal
'«rellglous andfm1litary organizations, it does,mot“particularly suit

.. organizations SuchlaafcooperétiVes,uuniversities~and'hoapitala*andﬁf
political p&rtiés‘, Fo:«somg,'the nature of.compliance ia'used as a’
basis forwcomparing’diveraé'organizational~ﬂtpuoturés‘and,thair |
motivations, - For this purpose compliarice can be considered as "a -

~-relationship consisting of the power employéd~by superiors to control

-subordinates and the Qriantationuof the subordinates to this power".(zo)



_ 1.

3. Economic Planning -&nd Administrative Development =

The capacity to plan in deVelbping economies has been greatly
eprﬁdea'bn the supply sid&'begause‘the.téchniqua.df'piaﬁniﬁg~and7
its fbrmnlatidn:deﬁend‘:updn'a‘reléﬁively‘smdil'grbup of well-trained
individuals, Nationals fofgthis'pﬁfpose”éénfié'tréinéd abroad in
a éﬁdftyéﬁace‘ofitimélandiéén’ﬁg’éffébtivéiy‘éséiéfed<by”émdllvnumbérs
.of'foféigﬁ'adViéore; The ééﬁacit&”t6 imp1émént'plané;ﬂhOweﬁer,5can
not béfeipanded at fhélééﬁéiraté‘aé,the cépadit& to make plans. This
AisﬁbecQQSe impiéﬁentéfioh {£#6IVGB'thé’whafegadminiétrétivg:stfﬁéture
of‘ébﬁérnment_aé'wélltﬁé'mﬁéh of the‘pfiﬁé%é‘géctor;"VEffeétive“im—‘
plementation is not always possible becauag.d?‘Wéakéadminiétfative"
structures. Neverthelaéé;J&eabiblé"impleméﬁtéiion'iéIOn6 of thé
tests of the realism of & plan as an inst¥iment of déveiaﬁméhta'
Inplementation is always a ‘resumed objective of national economic
pléné; if pfoVidea"aﬂ"aééSﬁﬁmeﬁt 6f thie é&bufécy‘df prdjécffahdl
program analyeis ‘and is A test of the capacity 0 inveat and provide
improved public servioes. s

"0f all deveiopitig ecénomies, detailed planning was fi‘}gt'
accorded & central rolé Wiﬁ&the'nafioﬁalyeffoff of India, The demand
fbr‘planﬁing'gréw'raﬁialy“ih the 1960's. Providers of aid have de~
manded ‘more systematio plann1ng and the acoeptance of the prznciple
of‘planning in interndtional agreements such és'at'Punta'dal‘Este“‘
in 1961 stimlated Wany governments to establish pianging boards
and‘commisaions. In the prooesa,many adminiatratmma beoame versed ’
in the arts and techniquea of plan formulation and new adminlstratlve
bodies became involved in new governmental'dimanalons. Plans for ;:
devéippménf were advocated in deveiopingVOOﬁnffiea rio matter the

pattern of ownership of ecotriomic resources.




Early planning efforts ‘were ooncerned ‘largely with general in-
vestment budgets. They were gsuelly‘nithont epecific provisions for
implementetion and had litﬁle:impeot onkpolicy decisions. ’Frlotioos’
‘were not uncommon,between.plenning oommieeions andjninistriee of N
finance and‘other branches of adminietretion.k'Conflicte were freQu—
~ently settled by givxng plann1ng commissione a more prominent role
and involving them in polloy maklng ( ) As the whole oonoept of
planning,hes_ehifted ewex‘fro@ de@ailed qnentitatlve proouotlon
targets to indicative prescription, planners heve Bhifted their in—
terests awey from the draftlng of sbstract schemes and more towarde
admlnlstrative ooordmnetion.,édﬂ v ’

i Meny_strategieelfor‘egenomioloevelopnent fail to oonelderﬁrhe
political and edminisyrEtiveToapabilrfiee which &re necessary pre-
conditions of success. Economic development alone can never be a
v1ab1e single objective of any polity sinoe for one thing it means
different - thinga {to the oomponents providing the legltimaoy of the
polity. Furthermore, the eapab111tlee of politloal adminxetratlve
and soclel 1nstitut10ne in oountr1e8~requiring economic development
the moet, are. not found at levels preeupposed in many netxonal econ—
omic etrategies. The economio analyele used hae been largely devel—
oped. for an economio subsyetem of a larger eociel system for. whloh
typlcel problems of polltical &nd organizatlonal change for devela
op1ngfoonntrlee;heverbeen lergely_solvedror.eubmerged endroyercome
in.the,rapld_pece of industrialization and modernieation,,

N ‘The\role;of;tne eyeteAln'promoting eponomic developmentlis ;
limited by the speolelufeatnree of the public sector and by a scarcity
of oriticel,lnpute,,,Conpareo wlth the prlyete.eeetor, the publio

sector operates with a system of lncentivee;and disincentiVea, or
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penalties and rewards, along with the management of information which
are*lese conducive to-creative interpreneursﬁip,‘faetOr mobility and
economlcal use ‘'of resomrses. ( 2) ‘Hierarchical structures, the
methods of remuneration and compliance and centralization:of'deci4‘
sion-meking and execution compound fhe.ecbnomic»defeCte.:

TWO sets of action can be: 1dent1fied 4in the prooeee ‘of econ-
omic development' ( 3) |

a) Some state directlen possible

(i) diversion of resources from current to future-oriented
use;
,‘(ii) speoificatiqn,ofboutput required_for,ecenomie,develqpment.

b) Role of State more dlffloult'

(1) transformation of inpute into growth—oriented output;

,(;;) economical use of all of nations° resouroea.,v,,;-

Bureauoratio etructures of- gevernment in developing oountries'
do not have adequate oompetenee, suffioient informailmn, a relevant
communioations system pr'enoughffreedom qf;actlonwt01efficiantlyﬁ
~..contribute:-to. producevfrensfomm&tion. The alleged defioienciee of
capital, foreign exchange and natural reeourcee are minor relative
to thefdef1cmenc1eﬂ-1nqstatistioal.1nformat10n, inventories of natural
'reeources, and 1n legal, fiscal andadminletrative eystems.~

- Despita all the problems in economic management and admin-
ietfation whioh can be,;lieted,;;there-h’ave*been,significant-improve--E
ments over the recent decades in the capacity of the developing coun-
tries. to manage their eoonomiee and administar thelr development
programs, Tha«PearsonuCommissione oitee»(aﬂ) ae*evidenoeg. At
(1) the develqpmentfofzetatietioalfeervioes'which are1eseentieleforV

...sound social and economic policys
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~(2)  control over the monetary and financial system byitheﬁcentral~
- banks and finance ministriesg'where economic managers are be-

- coming more -acquainted with the appropriate tools;

(3)  improvements in the capacity to plan and,implement‘development o

programs although'plannihg‘capabilityxstill~appears_to be

greater than the capability to implement.

Much of development planning has tended to concentrate on
selecting major poliocies; the'plan whioh eventuates repfesqhta a
set of major decisions., However, the pfeparafion gf”dévaloﬁmeht
plans gives no assurance of plan implementation; there is né assur-
ance thatﬂcongﬁruétivé development action will take place. Develop-
ment action is not raalizéd1becauge of;thé”aiffidﬁltiésnéf'fdfﬁﬁlaf;
ing rules and“pfinoiples for the right ébiufioné'and'Of dealing with
‘information‘feédbéck; Because 6f‘thé complei'émbirid§1 iealitieé.
of~devé;opment, vari&us inpﬁts from éeVeralﬁsbcial,SOienCG%fields
are required for action programs, A;framework’forfanalyais is needed
to help evaluate and improve actionvoapability,for-devalobment;“i -

The: dimensions of,plannihg~includes:purposiVe'activityfdirected
at realizing,etéted devélopmenf-ends in various areas including econ-
omics, bolitics, and socibiogy.~ Anbtﬁer~diménsion is action-oriented
which invélves the implementation of Oarryihgiout desired‘éctions.(25)
This;cohqerns thencabability for‘cérrying out the action, axnd then
the assigning of oconcern fdr.tﬁe coﬁseQuencéé'of action.

A systems approach entails interdisciplinary frameworks for
actiqn programs. A major problem is'communioation betweén the dis;
ciplines, esch of which tends té have its own 1anéuage of coﬁcepfa;

terms and methodology. The significant characteristics of a system

are purposiveness — - a patterned arrangement of componeénts or design —,
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and the allocation of inmputs in accord with some plan, Katz has
defined a development action system "as a”speqifiqnmgtrixvqf inté;»i

related activities, directed'at aohkwing defined development targets,

_?accordlng to plan, that form a coherent pattern of actlon, and that

can be dlstlngulshed from other related matr1ces" (26): The major
inputs for an action-systems framevork sre: .

1) the manpower system; |

2) the finance system,

3) the logistios system, .

4) the participation system;

5) the legitimate power system, .and

6) +the information system.

In development, the administrative iole of government is tact-
ical aé distinguished from strategic responsibility. This.rolg stres—
ses the importance of government as’ an agembefchange both in respect
to grand strategy and adminiétrativé tactics. The grand sﬁrategy of
development includes the multmpllclty of national objectives, the
concerns of ruling elites, ideological mythologzes, consideration
of political values, and technical necessities. The tacticalradmin—
istrative functions for dévélépmenﬁ‘action are; decision, specifica-
tion, communication and cont?ol..

’GovernmenhiorganiZations are the means for integrating and
conducting'the de&elopmeht planning prodeas. (27)' They eerve to in-
tegrate the systems with each other and with the environment in whlch

(27)

they operate, An organization is permeated by the 1deology,
the pattern of beliefs, values and goals that ohéraoterize the people kwolvedo

As & technioal institution, the organizationm, oieated for development, is




R
lb
&

4

i

_concerned with altering exiwting conditonu over time. §ut in nddil

tioﬁ,kéﬁ iﬂsti{utioﬁ inv61Veé thé eﬁ&%idn\éﬁd“éspiréfidﬁé of its
members, clieﬁfé;:éndrasédéiaféé;“éﬁ&'&éveibps ihAthém~aEQOnberﬁffbf

its contimuation. Netional planning then and its successful implementa
tién‘réquifesxfhg bﬁiidiﬁé of ihéfifﬁtiohs“which'draﬁ‘ﬁpoﬁ“the'hﬁmén[‘

dimensions of the nation as well as on its ‘economic résources,.
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IIT

 ADMINISTRATION AND MANAGEMENT IN DEVELOPING COUNTRIES

l, .The Nature of Administrative Changgvand Its Obstécles,

. Histerioal legacies snd:forces creating static’ economic oondi-
#ions have produced in mest déveloping7doﬁnfries innaequafe'inétitutions
and personnel to deal with the administrative and managerial tasks in
the:new drives for acoelerated change. Both political and administrat-
ive institutions have to be evolved whioh'aré éaﬁabie?of&aséﬁiing and
Sustaining:more'egalit&rian?ﬁalues and nationally aGOépted'pdlitical
norms. The functions and~reapohsibili£ieé"antailed’in“théée changes
are~of,recent~origin~gﬁd¥the'traaitional~va1uesrand"institﬁtions face
‘irresistabie pressures for‘mOEérﬁization,“Whiéh in fhefsimplest‘ferms
implies reatruoturlng or replacement.f |

The administrative organs ‘of society refleot the political -
environment and derive their legitimqoy, fprmal suhstanoe‘and methods
of operation from the qonsfithiionalgﬁlega;; institutional and pre-
vailing sources of poWar’in\sdéiéiy. "Adm£histr§ﬁiva,ohaﬁgé is hardly
possible without politidal~ch§nge of someikind'althaugh'ﬁhé¥§qbe;of
modernization mey vary .&s between the administrative and the political.
There is no end to the weaknesses which have been attributed

$0" economic managementwand‘pﬁbiioJadhinisffation in deVelbpiﬂé"dbun;‘
tries., :Critiéisms generally:related5'uhtil rébéntly;*fq~6rgahihational '
structural aspects, toﬁopnatimutional‘obmpateﬁce, ﬁO'intégﬁity and:
adequacy of personnel systems, and'tofadministfativa brdcééées."More
recently, however, problems of implemantation and aeeesament of capab—

ility, of integratzng planning, budgetary and operational procesaea,
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- and management of public enterprises have also come to the fore.

A summarj listing of administrative obstacles in developing
countrieéiié”boﬁhdntofiﬁcihdéfih’varyiprbﬁdrtioﬁSfSOmé7dffthe fol-
lowing:A
(1) Orgenization and structural,obStacles~—~theseurangépfrom problems

in_the_creation‘qf new organizations. for performing;emerging
. functions, to,rationalizatign,of~exiating,structﬁres for;achiév—
_ing betier results; |

(2) AdministfativeVBystemsisuffe?,from confusion over functions and
_responsibilities of different units, duplication §f work, lack
odeoordinatiqn, exoessive centralization and -generally inade- -
hqnate_drganiégti¢nal arrangémentsﬁforxadmiﬁistration,of;ﬁaricus;
functions.; Centfalist,ténquqiee“ in administraztions are part-

‘;iculgrly‘great‘and,hinder perforﬁaﬁoe;

(3) Shortoomiﬁgs in perSonnel'systéms; ca?eer;servioea;based on
merit have bean;the‘objeqtive,of maﬁy-administrativa improvement
‘e'f,f‘QrtB; : | -

.(4)w Publicfservica4;pq?sonhql11ack,knowledge'and skiils required for

L carrying.qut‘prqgraméqof,aoonamiOsand;sobial development. . Many:

- continued toVbe\governed,by attitudes developec. in colonial or
feuda;“er&s;when,devélopment wae hardly a major.ooﬁcqrn~§f
rpublic‘administrgtion; ;_ ¥ : | . |

(5)ﬁ,qurupti§n;is‘wide épread,;along~With favoritism, nepotism, and
jobbery. Many public services aré-used as welfare agencies
to prqv;de employment for educated members of society, who

~otherwise might become a source of political trouble. These .
services are overstaffed with the wrong kind of functionary and

hence administrative reform measures are frequently stalemated

N
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by political decisions;
(6) Members of the public service suffer from lack of motivation and
“low morale. Administrative leadefship and supervision are of
poor quality, since the discipline is lacking. In many coun— -
iries the concept of full-time government employment is unknown .
in practice. There are special problems associated with'userf
scientific and technioal perﬁonnel in the'publio_sarvioas;f
(7) Legalistic, dilatory ahd‘complex_prooesses and pfocedurés are
,major,shortcomings.‘_ﬂafore the advent of development thg{norﬁ
‘was a legalistic and control-minded managemeﬁt, Wh°59 P?9°Q§P?°5,>
~_were based on limited f?pctibné of administfaﬁion,’amd wére.ih-u
adequate.for the new ex?épsions, dnrrent,prdcadurea qtiiljsuf—?
fer from embiguities, é@d_énopurage:the statﬁé,Quo amxe,ratherH .
then attending fo“futupg‘grrgngaments'which‘is ?b3.959§3é9,°f :
management;, ; | | |
(8) Budgetgry,procésses;and_progadufegisuqh aquprocuiement 6f sup;,k
plies¢gnd logistiog,grQNWithput a sound technical foﬁndatiqns
_As an example, the_1engﬁhy procedures involved iﬁ landiaoquiéi-
tion.fqr @evexqpment p:ojgots can be cited as afmaJQrifaotoi,in,
the elowwprogrgse pﬁ_sgph pypjectB;‘L' | |
(9)' Intg;departmental ?ivglriesland oumbersomeipommiytees oomplioa$e

_ operating procedures and dilute responsibility for resulis.

Paramount tovthewadministrative problem in the publio secfor’
is the iealizationfthat,planning, budgeting and opersting processes
must be integrated to insure the contribution of'devélbpmentvplam-
ning to national growth. Developmant~§1anning“is a joint-process in
which every part of administration must partiocipate effectiveiyv

There are needs for contributions from the political scientist and
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sociologist as well as the economist in formulétingfdevelopméntfplans.
Thefmotibns'thatfplanning'and implemeﬂtation'are»separated éspecta*
of administration and th&t~the private sector is sharply separated
from the public sector must gi&e way to notions:of‘parficiéaiive'

pandgement and- administration.:

2. Dimensions -of Management in Davelopment .

' The persistent gap'in”manageriél expertise is ﬁi&ely claimed

as a major cause for pbof’péﬁfqrﬁ&nﬁeiih.ébcib-edonomig development .
Management is a s‘igni‘fica‘ixt_‘elemeﬁt' in business and industrial enter-
'pfise, project @evelopmgﬁfg‘pﬁbiié’utilityfoondérné and public admin-
istration of géneral‘serVicéS; Modern mdnégémentjﬁedhhiqués'réquirg
specialvtrainingfakiIISQ particularly under cpﬁditions'of rapidly
changing technology a.nd"thrdix.g‘h the reduction of isolation in admin-
istrative systems. The identification of the managerial“fﬁnction
helps focus on the trainiﬁg pfogram“as well as aiding.in‘the.seiec—
tion oft managers ‘and administrators for tralnlng participat10n¢

Managerlal content dlffers in quality ‘and. scope according to
.the organizaxional object1ves.A The range of its op@ratlon depends
upon the framework withln which the function is exeroised, w1th1n
which decisions are taken, and'w1th;p the extent of th‘envzron— ’
mental. impact. Training for mahagbment‘is oompliéaied by the nature
of mo&ern-organizations especially industrial enterprises; which
function in an economic, a regulatory.and a social sphere.  The
enterprises gontrol workers access to production, yet integrate the
worker into a human_organization upon which the productivzty of the
enterprise and contributions to the economy rest. The organlzatlonal

and human faotors in manasement require delxcate balance; control
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over workera’ livelihood results in a fair measure of sooiol ocontrol
8o that the organization has oonoiderable power in rogulating the
beh&vior of mndiv1dualo as well as of groupao
N An organizatlon haa been deacrlbad as “a group of pooplo
operatlng in a dlsoreto system of physioa.l9 functional and human
relatlonshipsv difforentiated from the.ourroundinga.byvthe boundarioo~
of expllolt tasks to be performed" (28) In controot Solﬁnik"(29)
has described organizations a8 "toohnzcal instrumenxo, dosigned as
means to deflnite gD&lBo They aro judgod on engineering premiaeo;
théy are expendoble", In the long run, novertheleas, nntional develop-
ment depends greatly on the oapaoity to organize human aotivity, the
essence of organization belng tha ooordinated efforta of many persons
toward common objectivesg (30) All organlzations requlre management:
government organlzations aim at oontributxng to the managoment of the
economy, businaos organizations require overall managorial guldanoe
a8 well os detailed management of financial, oommeroial and induotrxal
operations° Managemont oonoisto normally of a hlorarohy of 1noividnalo
and a set of critxcol funotions rolevant to the organizationa Tt has
been conooived as comprising threo peropootiveoa (31) |
8o manag@mont as an ooonomio reoouroe; ' "
5, managoment as a sysbtem of authorityg §
'5,'  managoment ag a claso or an oliteo
A broader view of management has been summarized by Ohandroknant(aa)
to oonomot of Bix approaoheoz ' | |
l. ~ Management as a method of oohieVing'obJeofimeo'byVOrganioinE  :
human resources. Tmevmanagemont prooéookoohoolyoéoe a monogo;
mant olomont in overy funotion ombraoing planning, organizotion,

coordination, and oontrol.




- 22 -

2. The behav1ourel 801enoe eoproach to manegement mh1oh foouees
on the inter~personal relatlons w1th1n organlzetional conneo—
tlons. | | L
3. The soolologlcal epproach’to‘management ’whloh eeeks to 1dent1fy
’ cultural relatlons among social groups thh the aim of eystematlc
equatlon,‘ o |
4. Management as a etudy of experienoe, whkm.forme the basis for
genera1121ng on organlzatlonal aotivitlee, and conetructlng
;prlnclples whlch underlle effective management. | o
5e ‘The decision theory of management whloh focueee on’ratlonn
"allzlng the d901eion-making procees to embrace the eelectlon
of a partloular course of actlon from a number of alternatlves;
6. The mathematloal approach to management is based on the notlon
of the widespread quantlflcation of managerlal factors, which
can be formed 1nto a model that can be manlpulated to demonstrate
optimum solutions. | |
The process of modernizetion embraces all sectione of eociety
and has different implications and dimensione‘for eaoh“stretum. The
introduction of scientifioc prlnoiplee into manegement operatlons is
a 81gn1fioant oomponent of the procees in ohange. Considerable problems
are createdily the 1ntroduotlon of new forms of manegerlal ekllls relevant
to a partioular developing country where a tradltlon—bound environment
prevails. For the development of management much depends on the bulld-
ing of organxzatione and a body of human resouroes (33) geared to
dynamic modernization procesees.
As in the case of planning, 'péfhape'the most eignificant edvances

in the application of management and administration has been in India.

«
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Tne government has strongly’recognized'the:lmportance of sound
admintstretion end msnegement a8 detenminents of eoonomlo pemformenceu
'nnenylndieﬁachieved independence,‘the pnonlem of netionel:economic
planning end development was glven such attention. ’Nnmerens onganlza~
tlone, some conoerned w1th 1ndustr1a1 promotion and tralning, were
’estebllshed; included were the Natlonal Product1v1ty Coun01l the
All—Indla Management Assocletlon, the Instltutes of Management and
the Netlonal Institute for Tralning in Industrlal Engineering. The
Hlndustrlel policy statement of 1948 enunoieted the respective roles
of the publlo and private sectors. - | | |

The pattern of ownership in 1ndustry affects the neture of
’managerlal and administrative growth. Beoause of strong foreign
compet1tion, Indian entrepreneure were detsrred from venturlng into
1ndustry at the beginnlng of the century The commerclal class whlch
had developed in Indla in the latter part of the 19th century were
'Tchlefly 1nterested 11 benklng, and money—lendlng ectlvities- it was
llater strengthened br the commerclallzation of egrioulture. The
abllity to make wise investment deolsione became more 1ngreined and
intultxve rather than being based on generel admlnlstratlve talent and
managerial concern with planning, coordinatlon and control' (34)
”The influence of trade and businees prevented a cleer distinction
belng mede between eotrepreneurial functions of an enterprlse and
’operatlonal characteristlce of manegement Government 1ntervention
in 1ndustrial development was mede necessary because of the absence of
autonomous 1nst1tutions foeterlng eoonomio development Historlcally,
the development of education in India was geered to the eupply of ocapable
A‘01vil Bervants.f Furthermore, Indlan society ie domlnated by multlple

loyaltiee, while the societal class dist1not10ns in whlch the distaste
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for oertain types of work were common in an eduoatlonal system not wholly

’ relevant to the needs of modern development, were not oonduc1ve to
sound economic growth, Teohnologaoal traxnlng, whloh systematizes
and telescopes experlence, ie stlll a low priorlty in hlgher eduoa—
}tlon., H1gh preetxge 1n the bureauoratio syetem acquired by long ex—
perxenoe is frequently the baels for eeleotlon for a top manager1al
posltlon in 1ndustry. | | ‘

A highly 1mportant management funotlon in development is plan-
,nlng whlch aims to rationallze the management of sooletles. Ponsloen
has suggeeted four basic models of management of relevanoe to develop-
(35) -

1ng economieez

1. , The 1mposzt10n modelz the manager formulates an order, or a gu1de~

B 11ne whloh his admlnlstratore have to translate 1nto orders.
The expeotatlon is that theee orders are obeyed and earefully
exeouted. In the course of 1ts'ummsmlsslon, however, the order
is sometlmee changed in content by reinterpretation, partly through
the 1nterests of the receivers. The funotlon of plannlng here is
to adv1ﬁe the manager, to propose orders or guldellnes for inter—
,medxate administrators, and to oolleot the feed—baok 1nformatlon

to reformulate the orders.

2, kThe conv1n01ng model ‘the manager oroduces orders or guldelines
accompanied w1th supporting arguments. The dlsadvantage is that
‘arguments provoke oounterarguments and executlon is delayed as long
’ae the debate oontlnues° The funotlon of planming then is to pro-
duoe oonv1noing arguments for the manager and repllee to the
’oounter arguments.
A more praotloal’way ‘of convinoing people to foliow boiioy’gnide-

lines is through distributing rewards (financial ones, prestige



e

.

and power) to those who follow them in an exemplary way. 'In this

cage incentives and rewards ‘have toc be planned unlso.

‘The participation model: managers formulate proposels, rather than

orders., Public and private reactions are solicited and taken into
account when the deoision is made. An édvantagu of this model is
that future subjects of the orders ape informed in advance, their

knowledge and wisdom is ueed, future resistences can-be - identified,

and, if their Buggéstions are accepted, they arc committed. It

" also ‘provides a corrective to the value orientation of the planners.

Planning in this model becomas-laigely’an instrument to a soocietal
deciision-making procees. The plan in the first instance is a
proposal, in the second instancé'é,pieoa3for_negotiations,gin
the third instance a compromise. The neéﬁ,tq execute the plan

becomes. a major iasua,in fdrmulating‘the plan,itself.ﬁ

The interaction model: the funciion of,mdnagementkis‘
(a)_ to identify the_creative,individuale on}all levels,pf‘thg .

.. organization;

(b) to make these individuals oqmmuﬁicate among themselves; .

rj(c) !io;pour new ideas continuously4intp'this;communioation

process;

(d),wtthave decisions taken within the frame of this communication.

- Bapic tacit assumptions are:

(1) that the whole ofgangzation adhergs‘fiymly to itg_gbals,,”7

(ii);,thgt on all‘levels individuals can‘be found, which are creat-

ive for these goals.
The function of the planning unit is that of a switchboard of com-
munication within the organization; it channels all information

relevant to the goals, reoéived from outside or from inside a




- 26 -

-~ a system, to the appropriate levels of the organization and through
“them into. the decision~m&king,process,,
~3Liker43?n,dealing;withwstyles of mépagemept in;busingssﬁqrgan125~

~tions makes a similar,:fourfdld clasaificationi.é

(1) Exploitative-Authorative,

(2) Benevolent—AuthoritaiiVé,,” o

(3) Consultative,

(4) Participative ~ (group;managament).

He considers the participatiQefstylefIikely to the more efficient in

. the long runt;.w

3. Problems: of Program aﬁduﬁroject Manaéement,

. Programs and projects are ihdieasihély used in developing
countries and répresent-a crucial:elemené‘in 5oth the formulation and
implementation‘odeevelOpmeht plans, In‘ganeral$ the program approach
in development, its scope of'qperation, the nature of spbﬁsorship,
and the decision—making processes involved follow the mainstream of
authorit&‘én& power-relationships in a‘society.y“Déoision-making'on
a new venture involves hidden risks as well as overt advantages which
almost never arise from delegated authority,A (37) In brief, decisions
on new'prﬁgrams'are made at the Heart of the source of authority in
society and are quite dietinct,from'rbutiné functions of the public
bureaucracy and industrial institutions, ™~ = =

" When existing services cannot handle the task,'thelneed féan
new program may arise bebausei ‘

1. " the new activity will depend'ﬁbon active perticipation of a
group of existing organizations, each eager tO‘m&intéin its'

own identity in struoture. The new program.thén, can combine

i
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the strength of all participanis;
2. :the.type of work is,esséntially néw andwthe‘existingyframework’
L qannot‘ébsorb‘the staff.and ideas; | o |

3. the new job is too complicated and a ngar&teaeptity musﬁ_pe

established; | |

4. the aotivity straddles administrativevboundgriegy ei@hgr Qf ai
functional kind - .such aa,oommupity development — or ggograph—

'”“ical,“such as a river basin program;

5.  there is & need for a new specific source of income;

6. a newuaﬁtivity doesfnot yet have the support df;séniqr,offiqials,~
and the benefit of the doubt is. given to a group of junior act-
ivities or individuals, or to & private organization;

7. ‘the function and purpose of the activity,is_olaarleQinnéqﬁanqz

~‘recognized as separate from-routine opergtiqns. o |
Programs have various originsj the_gourpes‘Qf;spgngqpship.ip-
clude:  the head of state,,fhe‘cabinet, a oabinqt,memper,‘g:proposal
through :the fuli legielatije»process, a proposal and aCt?qn'eminating
from an ad hooc body, a proposal and aétion by an authqpity o:Vbody
induced by hidden pressure from other bodies, or en intg;ngtignal pré—'

‘gram. PForeign consultants must generally be content to 1ggv§ the sponsor-

ship to the host government~although_in thepe‘oaaes,tﬁ9 pr9og§s of induc.

tion and transfer becomes complicated.

~Program organization is usually qui}e-aeﬁarated,from,nbrmal
routine activities., In barticular,‘more risks are alloWe@ apﬁ more
riska are imposed, whioh is' counter-balanced by a deeper interest

and a great awareness of. the Organizational,problema to be encoun-

tered. Programs are frequently left to be carried out by dynamic

young ‘leaders, Béniority counts less and. the 1eadarship role is
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chaﬁged. Because there is more ability to innovate; resourcefulness
andw}ééiiiéhcéléfé féqdifed;“'Tfhinihg“6f'brdgram*staffqis\uSually
necessary bacauée~of the newness of the program dimensions. - Priority
of resources o be used must be decided upon; which generates
conflicts of priority order within the program and more empecially
with tﬁé‘fdﬁtinélservibeé.

" Yhen a program comes of age in, say three-to-five years,
hierarchical rélationships‘inevitably develop. There are considerable
differences between excellence in initiating a program and excellence

'in orgenizing later and more structured phases of development.

- (38),

N

"Hiérdbchy’bf course, is an insidious enemy of programs". Support
and appléuséyare"ﬁdt always évailablé'andcthefen#ironmentffor the program
may be ringed with hostility. |
A@ministrativelméans for protecting a program and safeguard-
ing its continuation include:
a. interest at the top of sociéty';-'fhé choice of a protector ié'
" extremely important, particularly in a politically tumultuous
" situation;
b.  interest of the public — attention should ot be overdone
/bécéﬁée'ﬁgblic'éuthoriﬁieS”knwaby~intuition when there is undue
) ﬁféééﬁré”to vaninOéfthem of théﬂvalue*of a program.
c. financial semi-independence — the image of a program is best
‘served if the outside aséistance is{substantial,fbutaremainé
a minority intereﬁta* ‘ |
d. cooperation with services — requires a broad view from the
' 'leaders of the on-going g0vernmental'servicee.r;
It is axiomatic that in public administration aslwell'as,in

business administration there is an equitable ielationship between
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authority and responsibility for all the‘participanté-in the manage-

' ment'sjstem; This relationship, however, is often an insufficient

model for program dgvelopment and management. The most appropriafe

chain is, "Status — Authority —- Responsibility -— Reward". Western

“biases tend to make one forgat{the intrioaoiés of the whole system of
attributes of management. (39) The higher rewards*resulfingffrom heavy

‘responsibility in a capitalistic, highly organized society lose@ mean—
ing unless they led to statusj; and the establishment is oftén lukewarm
toward the idea of sharing‘staxﬁs~with'the upstart; even in a free

demOQratio‘society.:;(40)

In many cultures, authority odnnot~be exerbised“in:forma of

‘reponsibility unless status is attached:~ When programs operate'in

a non—homogeneous oultural environment; the complioations of the
situation becomes involved. BEach of the terms in the chain-link

can have a different interpretation for varioﬁs”partioipants“in'the
brogram, -In on-going sérvioes, thetrelaxion “Authority™ ——'“Regpons—

ibility" — "Reward" is usually very olose. There are hierarchical

‘lévels, there is decentralization and delegation, and ‘there is con-
sultation and reporting. Salafy,levels are generally linked to

reponeibility. In a program, however, the links in the éhain may

“'be ‘missing, or ma& relate to quite diffaren£ groups, - For example,

status attached to a program may go to the honorary chairman, or -

"fhé sponsoring body, or the program may derive status . and ihfluence
because it has high status sponsorship and protection. The status-

- bearer, however, may decline to carry réﬁponaibility“and to ‘disengage
~from authority. - The link between authority and responsibility is

consciously weakened., Responsibility is usuélly%veated~in’the program

maneger, and top staff. They are expected to take initiatives and
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- solve problems.‘,The{oonfidence,ofkboa?d members and of the sponsor is
‘the main aﬁthorityvbehind the‘scenesfwhich,supﬁbrtsfthe éxecutive staff
in its operatione.’

‘Rewards are of the miltiple nature, sometimes expressed in
‘salaries paid to the manager and staff, but often reward is the satis-
faction ‘and 1earning‘axperienoea‘as‘eiemplified by voluntaeriworkefs.

- In developing countries, oi#il,servants~ar§ low-paid; whichféermits
~many programs to enlist. part-—time, and,pa&t—salaried staff members.

In Western society, a person is appointed to a position with
specific responsibility and é oommensurateﬁrewgrd. - Authority ié,
delegated and the individual  seeks to prove his worth of that author-
‘ity. Status ocomes afterwards,;and in the form of symbols attached to
it,. In Westein society authority,,reaponeiblity and~peward,are tang-
ible and direct rather;than symbolic. In.oﬁherfqultu:es,,anthority
. may be directly linked ﬁo visiblé étatus and not to hiddan réapons—
ibility.

In many transitiomnal societies;~progfams may have a brittle
‘and dangerous existence because they do not fit into earlier societal
relations, SooietyVcannot;compléteLy:iift prbgrams out of its own
transitional difficulties. In an ideal situation, also in traditional
and -transitional society, the key.personnel in management,can~develop.
a common value, a sense of achievement ahd the pride,attaohed,fo
--achievement. - -Achlevement can be noticed by the mamager'gnd the sense
of it ocan be transfered to‘the board or-other staff membaws; it ocan
he acknowlsdgsd hy‘aupportiﬁg and cooperating agencies as well as by
the benefiting bodies. Achievement can be méasured,in terms of the
ethos of the program, technical imnovation, in spreading éefvioe,'

or in publiocity and attendance levels, as the case my be; it does
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not neoéésarily involve finanoial rewards. (41)

Administrative and managerial talents required for projeci and
program development have numerous ‘overlaps with those talents required
in private industrial enterprise and in govermment deparﬁments bat
the'instiiutional’environment;demands spacial'oonsiderations,of its

own.

4. The Boundaries of Aaminist‘rative"'and Managerial Studies

The stndy of public administration has typioally ‘been the study
of publio bureauoraoies, while the study of business admlnistration
has been largely the study of private bureauoracies. Traditionally
botn fields have ooncentrated on such problsms as personnel administra—
tion and finanoial administration.‘ In reoent years, however, the
orientation in those areas has moved in other direotions suoh as pro—
blems of organizational behav1or, information systems, and problems;
of deCision—maklng.‘ Thsss trsnds emphasise the considsrable overlap
of the separate approaohes. ) | o

Take ohe instanoe of possible overlaps.‘ Inwoféanizédldeoision-
making two aspects oan be: distinguishedu One i the choice of the |
goal objective, while the other is the onoioe 0£ aotion‘nscassany’to
achisoa:the objeotivé; in.pﬁblio‘a&ninist;ationLthis7dis¥inotion
betneen fhs‘ohoice of.onds and théyohoios.of meahe'pfobidéé'tié dis;“
tinction between the study of politios and study of administration.

Traditionally in business administration where there is the assump—

tion of only one end, the study 1s concerned with the variations in

‘ ths7ohoioékof“means. Tha‘need for oonsideraiion of alternative ends

in business administration a8 applied to developing eoonomies is

'greater than for developed oountries, The ohoioe of meant; to maximize
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gilven objectives is a central problem to both public and_private
‘administration, (4 ) |
. As discussed earlier,neny administrstive5system’oen be treated
as an analytical, sub-system of political sysiems. As sub-systems of
a social system the political and~sdministretive institutions fnnc—
tion for govermmental programs, as weil as non-governmenial organiza-
tions. Within this arrangement, the market system becomes an im-
portant influence on political and sministretive funotions. |
Acoording to Holt (43) the role of government end the market
system in the development process hss been misconstrued 1n eoonomic
histories,’ Holt showe that Jepan and England which are typically |
"conoeived of as polar opposites in the manner in whioh they achieved
economic take off, really had similar bnresuoretic functions in
operation. England is usuelly regarded as the model soozety which
moved into the early stsges of industrisl revolution w1th the minimum
of government 1ntervention in the econouxy° Private capitsl, privete
mensgement were regarded as the dominant i‘ectors° By eontrsst Japen
’18 ususlly regarded as the model lete-oomer to 1ndustrielizetion in
which government played the major leeding role,- delic ospital and
ublic mansgement were prominent features in the development process° (44)
This contrssting view arises 1arge1y from eoonomio anelyses
which makes certsin assumptions sbout the neture of government and
its roles.‘ The supporting statistios deelt with reletive publlo snd
privste oapitel formstion, but Holt poxnts out thst thsse stetistics
are not oonsistent° The English eoonomio histories by—and—lsrge ignore
expenditures for militsry durebles or exolnded them from the ooncept of

ospitel formation. Stetistios on Japanese growth however, show public.

domestic capitsl formetion as usually inoluding expenditures on mllitary

. :(\;
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durables, Adjusitment for theése differences make ihe publié oapital
formation statistios for the two countries more comparable and éimilar.
Moréqﬁer,'differencesfin the role of government have not been treated
cohs;étently as they might be by a scholar interested iﬁ-oombarative )
poiifics and domparative'govérhment,~'The essential similarity is

that in both England and_Japan, government was invqlfqd in,proQasées
of‘reéonrce*allooation. “In Japan it ocourred through direct public
eipenditufe ﬁhile in England-it'wasfthfongh'restriotions placed on
joint stookvoomﬁanies. Botﬁ were deeply involved in allocating
resources for'ammw&npgDVernﬁant,oﬁerhead capitalland in the manage-—
ment of resources. Major differences ocourred in theaprocedureaftaken.
In Jaﬁan'the public bureaucracy was more involved in the direct
management or resources, while in England:the,governmenﬁ.ﬁlaoedfim-_ﬁ,

portant restraints on the decisions available to phivate_investors and

(45)

business ﬁanagement; _

~ In the beginnings of the industrislizaiion process, both govern:
mehfs were brominent in~the'tension—managament,propeeaes,Which,involve
thé'influencing of indivi&uals holding positions.of pétential pﬁwer.
Both govermments later became further involved in the management of
tensions through passage of factory legislation and the creation of
new institﬁtiéné to enforcesthe newfindustfial laws, Both govern-.
ments also became more involved in the socialization process such as
in:publiﬁ-eduoation and sooial conirol ‘processes.

Problems assooiated with constructing a methodological approach
to'administratiqn arise largely from difficulties of exoluding norm-
ative considerations in the analysis of administrative problemé.,
Further problems atemifroﬁ‘the fact that tﬁe approach involves the

study of certain aspeots of human behavior and must consider the -
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social setting of administrative eotion. It is obvious that it is

noﬁ‘alwAys possible to derive generalizations from the administfative
. action found in the environment of one country and apply them to adm-
inisfrative'prdﬁlems in a-diffe:ent environment. Anyg géner#lizations4
about'public or private administration hust take into account varying
national and sooial characteristics;. it. is not easy to determine
which aspects of administration are truly independent‘of,the'national
and social setting. The study of administration theréfore canpof‘ )
rest on a narrowly definedvknowledge~of techniques and processes, -
but must extend to historical, quiQLOgical,,QCOnomio, and other
donditioning'ecologioalifacfors. 

Much of the oomparétive~study'of administration and govern—
mental structure has been-limited,in‘itsfrangs of‘intgreét,:essenti—
“ally deriVingAitsioonceﬁtgnfrom western systems. It was normative
because of its commitment to the values of constitutionaliem and
weigern'liberal democracy, with an underlying belief that there is a
" natural evolution in this direction of pélitical drganizatipn; ‘46)
It ooncerned itself largely witn political expressions, and far too
little with political demonstrative actions. It tended tp,doncenirate
on institutions to the neglect of processes. It iendéd,to‘be too des-
criptive and naively empirical, too little analytically,;ahd_soph—
istibatedly.theorefioal. Government was studiéd withput‘the pioper,
relations to either the_motivatién:of the administrators themselves,
or to the socio-sconomic context of the appératus of government. (47)

Attempts have been made to show the conversion of political
déoision-making into administrative action by considering input-output

(48)

systems. of analysis. Basically the political system is fed in-

puts that are processed through the output functions into policy .
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decisions, The inpui functions,iﬁclude; T

1) politioal socialization and»recruitment,~

2) intereet érticu1ation,

3) interest aggregation, and

4)‘ political ocommunicetion,

The output funoctions inoludes

a) mleemalcihg, .

b) rule application, and

3) ' rule adjudication.

A system oan be noted as modern by considering the extent to which
structural differentiation and role differanfiation.héva;taken place.
Administrative outputs ocan be in terms of actions affecting public
or private assets.

There has been a décidedfshift'away;from,normativehapproaoheaw
which focua'oﬁ the prescription of the ideal, or the suggestion of
better patterns of Administratively.éfruotured action uéing such
critéfia as efficiency, or publié interest. One trend is towards
empirical approaches whioh foous on the rélevahdy of actualyphenomana
and develop desoriptive and anaiytioal information for ifs own insights,.
'More.reoent developments in'%he‘comparétive sﬁudy of administration
seek to underlime generalizations,‘laws, end hypotheses,’that assert
regularities of behaviour and verifiable correlations betﬁeen variables.
Aléo there has been more emphasis on the ecological approach which
naqaesitétea not feoitatiohs of faots of geography, history, or
sooial strthure, but rather analysia of the patterns of inter-
aotioqe between the subjeot of study and its environment. (49)

‘Unlike pubiio adminigtration, the study of buainesa'administrép

tion has assumed universal uniformity, rather than diversity. The study
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of business administration has an increasing sophistiéation about;the .
ﬁrganizational environment, and inoredsing féGOgnitioniof its heter-£ 
ogeneity and importance. There has béen the assumption th;t»the;;
important variables lie within the organization. There has been

little recognition of the role of cultural différenoes in the opera-.
tion of business adminisiration. The assumption of uniformity is a -
commitment to efficiency, lawfulness, and ratipnality; ;ih Simén"s
terms: "mﬁximizing these gﬁals becomes satisfioing". The»comparat;

ive study of public administiration being oonoerned.with diversify in.
which there is aZWidespread'valué commitment, assumes that the American
or western ﬁays'of doingvfhings are not necessarilyfbettérfOr,the:beét;‘
or even the ideal. WThé‘théOr& of'OrgahizatiOn in both private and -
pﬁbnc fields has been largely culfﬁre bound, and ;é only gradually
baingsupplemenfedvby_furthér?analysis'offadmiﬂistrativa abtibhs in

contémporafy:societies, both advanced and primitive.,
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~ ADMINISTRATIVE IMPROVEMENT AND RESOURCE TRANSFER

1. Change.end*RefOrm“
There 1e 1ncreeelng empheeie on the urgency of edminietretive

1mprovement for national development. The need for 1ncreaeimg

netionel edminietretive cepabilities hee been etreeeed internally

Aby national euthoritiee and externelly by international organizatione

and ald grenting bodies. The process of administrative ohange hae

become a theme of major importance in etudies in the sociel soieneee,
as well as a signifioant element 1n the overall process of moderniza-
tion. In developing countriee, the forcee oontributing towards the

upsurge of 1nterest in edministretive 1mprcvement and change include

" not only the achievement of national independence but aleo the

.emergence of national development as a major preoccupation.

Independence coinoided w1th an era of ohanging etete philoeophy,
in whioh the poeitive role of the etate ie nation building ueing all

the netional and international reeourcee whioh the w1eldere of new

- power can command. Plenned development imposed new demande on public

administration; 1t 1ncreaeed the need for a oapability to undertake
multi—various taeke involved in formulating and executing national

" (50)

plene,’programs end proaeote. The adminietrator must now act“ '
as an entrepreneur, an 1nnovator, reguletor, promotor, menager, and
catalyet ’ Theee roles are in addition to treditional reeponeib1l~-
ltleB of meintaining law end order, colleotlng revenuee, and pro-

vmnding a eystem of juetioe. Adminietretive capabilitiee for theee.

new teeke ie obviouely a eoeroe reeouroe in oountriee devoid of a
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burgeoning supply of managers and administrators trained in modern
‘techniques,

. Despite these needs for change, most developing countries show
a renarkably’hiéh degree of historioal continuit& in adminietrative.
patterns, practices and behavior. Ocoasionally new ddneneione end
aspeote were added to prevaillng eyetems. But basically, 01v11 servioe
practlces, patterns of field adminlstration, and general adm1nietrat~
ive behavior oontlnue to be influenced by ideas end practlces 1ntro-
duced many decades ago. Hletorioal experience suggeete that admin-—
1etrative systeme are oomposmtes of different layere rather than strlot—

(

ly organlc growths” 51) Adminlstrative inetltutions and prectlces
werae often created in reeponse to emergenoy neede 1n the publlo domaln
usually under preseure from the forelgn or domestlo prlvate seotor. |
These etruoturee ehowed strong tendenclee towarde self—perpetuatlon,
a meJor thrust being towarde substltutlng pereonal admlnlstratlon of
individuals by legal norms, formulated and enforced by epeciallzed |
orgenlzetlons and functionaries. Admlnlstratlve doctrlne thet devel—’
oped as a result of the traneition, emphaeized stabllity and eecurlty,
methode and procedures, routine end antioipated responeee, along wmth
oonformlty and oention° o |

| Independence meant that new organleations such ee forelgn
affalre depertmente, diplomatlc oonneotlone, central benking systeme,
and defenee establiehmente hed to be 1mmedlately eetabllshed Pre—
vaillng patterne of adminietratlon were usually ellowed to oontlnue‘ |
with 1ndependenoe. In general, a prollferation of organlzatlone and
processes, frequently uncontrolled beoame eymptomatlo of the next
stage of underdevelopment. Today in every country, the publlo

admlnlstratlve sector ie larger than ever before. LIt dlreotly
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consumes, or conirols an enlarged share of national income and -
impinges more direcily than ever befors on theiwelfare and prosperity
of individual ocitizens.

- In spite of administrative expansion? there is . a 1&3 between -
the quality of public administration and‘public policy needs, and
between the quality of admlnistration in the prlvate sector and econ~—
omicexpectations. Most nations have app01nted committees and commis-
sions to. study edministrative problemg,énd suggest solutions. -

:The: first step of new states was towarda nationaiization §f
4thewpublio,servioes. ,The~emph@sis.here,was:on the transfer of power
rather than‘the job of retooling. for'development,f‘Subsequently,
.administrative‘reforms have»bgen-more ooncern§d~with~the.reorganiza~
tions. of ministriesfand;deﬁartmants than with%fundamentalgbhangas;ina/
opération.: Even when‘ganuihe:teorgﬁniﬂation.Qasfﬁndertaken,'thewout—
come was limited because of the absence of‘Biﬁultaneous,changes_in
personnel systems and other aspects*of,admigistrétion.;~‘

.- Reform efforté yhaﬁeia;med:atwthe:crﬁatioh andfstbengthening
of career'services, based;onfmarii,'reorganizﬁtion of»publiowserﬁiﬁes
to facilitate better use of scientific and technical personmnel, to
popuiarize modern management,téchniques, and generallyito,ohange the
attitudeé o£'£he_publio sarvicea. Nevaptheleas, oopstitutiona1 anid "
political reasons fiequently make‘personneliohangeé1diffiou1t;_ o
Budgetary reforms on the other hand, were easier to introduce and
have aimed‘at,simpliﬂying procedures, reassigning financial powers
to central and operating agenciea, and. adopting better aooounting
systems.

Reform itself has eometimeé been,ihstiputionalizad in the

form of special éganoies charged with oontinual'aﬁpraiaal of the
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administrative system for purposes of reform. The major preocoupation
has been with internal structures and relationships of administrative
functions. Significant administrative changes, particularly those
involving the enviromment, have come through reforms basiocally con-
ceived ih.political terms, aé‘for example community development -
'programs, The oreatibn'of»bublic corporations has often been recom-
mended as another solution in ﬁéaling with existing struotures. They
have bean’formed not: only for edministering public enterpfisea but
for such traditional funotions as' education, health andﬁagriculture.
This route of administrative expediency is frequently an aéknowledge~
ment of political failure in dealing withftraditiOnal.agenoies; e

s oWhile the valuesvsoughtfthrough~administrative'reform*arefﬂ*w
efficiency and economy, pdliticalNreaponsibiiityfahd~rBSponSiv§ness'1
provide the context for~many;reform mgasuras;*\The~system~of admin—
istration reflects the balance Between contending groups'and velues,
which may not enhanca'prospeots for reform implementation;"BeoauSG\
of‘conf;icts in value systems;fadminiétrétive~ref0rm which also brings
economy andfefficieno& has had 1imitedvsuooeés;‘

© With no éonaensus on underlying causes or on paradigms of

adﬁinistrativeywaakneseea and with a*pléthﬁra”of’SuggestiOns for
improvement, the basic problem is to‘manoeuvgr the advice into pol-
iticallybféasiblefoperationsi"Experimental-strafegies*are'suépect,VT
the usual preference in administrative change being along classical
structural lines with stress on order ‘and control Of;organizatiOn
which can be depicted in organizational charts and on principlés
of management which rely.on written orders. Although leae‘olsarly
defined oonceptgally,.administrativé‘improvement programs which

emphasize the human.element in administration and are concerned with

<
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an environment conducive to individual initiative and creativity,

are nevertheless becoming more significant in educational and

training programs for administrators, The products of such programs '

are more likely to.provide catalytic action for adminietrafive5;
improvement . A'more'ﬁreQOminanf'rble can be played by the admin-
istrative generalist end’thrqughlinterdiscipllnary:apprbadheSsér.f
teams'eomprlsiné’administratiVe*end technical expertise. (52). A
vast body of knowledge on management techniques has come into exist—
ence and awaits to beireflected in adminietratire rationalization
and development, It seems that a mejor objective of cemtral admin-
istrative refermVShnuld'Be to identify appropriete mamagemenmltechn.

»

iques and to‘premofe'thelr adaptation, =

2. IThe Trahsfef'ofﬂana@fi@l and Administrative Skills

In a world whleh places hlgh esteem on technologlcal modern—
izatlon, there ie a natural flow of modern management adminletratlve
techniques from advanced, high—etocked, oountriee to developlng, low

stocked, oountriee. The flow, 1nitiated because of baeio dlfferences

in stocks9 also generate effeote which are not neceesarlly szmilar in

the two sete of counxriee. There are 1age in the flow and appreoiatlon

of technlquee, 80 that the most recent teohniques are not neceesarlly

thoee belng currently applxed in the reoip1ent country° Furthermore,

there are reslstances of different economio olasses in different
regions affeoting the flowe and the adeptability of the flows. The
abeorptive capaelty for forelgn skille veriee among regione end ‘
reglmee. It 15 not to be expected that the flow of teehniquee will

make the recipient identlcal to the supplying oountry either in
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structure or administrative effectiveness. Techniques are influenced
by the envinonment;in which they_e;eVapplied;‘even;if the coneenvw;emeine
unchanged, the technique in application will near‘the imprint:ef the |
environment.
In advanced countries, administrative techniques are deeigned-
to meet oonditions of high labor costs and 8 relative abundanoe of
capital. Thefimpetne is to bringeabout economies of labor Which ferce
developmenf through labor-eaving‘ﬁechniquee, theemoet’signifieant’ |
being those concentrating on mechanization and’automatiqn, In con~
trast, developing ecenomies usually face widespreed unemployment ef
labor and .a relative ehortege,gf,eapita1,V,Demands.fpr new induetriee ‘
and infraetruoture will<frequently‘heve_greatep priomity on scarce
capital resources over labor-saving techniques than do routine demands
for traditional eervimes, Mechanizatlon cennot be. Justlfied simply
by reference to unit—level productlvity because social coats and
social teneione are more eignifioant to the declslon—makere than
elmple profitabllltyo The focua in a developlng country most usuelly
is on an increased utlllzation of avallable physical resouroee,’rather
than effectlng economles in the use of 1abor. B ) |
Because of the vast dlfference in approeeh, and the absence ef
a middle ground of admlnlstratlon, the importatlon of management teohn—
ique from advanced countrlee frequently adds more problems than 1t
solves, There is a need 1n moet developing countrles to natlonalize :
or 1nstmtutiona11ze the new- eupplles of management technlque for the a
-most eultable domeetio appllcation. The great dlfferencee in the
socio—cultural env1ronment between advanced and developing countrles
makes the transfer of management and adminletratlve techniques dlfflcnlta

' For example, the ebsenoe of a feudalistio syetem.in the United States
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permitted the development of techniques free from feudalistic influences,
In a country -like India howevér,,these influences must be faced every-
day in its modernization applioations, Social and cultural faétors,
bureaucratic systems, recent diversities, attitudes of top management,
and entrepreneurial elites inhibit the rate at<which~hanag§ment techn-
iques,dan’be;introduced and absorbed. The attitudes of top manggement
and the .ethos of the orgenization can undermine knowledge'aiready |
acquired in mammagement and administrative sciences. The delay in re-
ducing . these barriers therefore, must be counted as.aﬁ'axﬁra cost in
acquiring administrative and menagement knowledge.
Techniques for institutional change become an important

aspect of management and administrative training imported into devel-

‘oping countries. . One approach that has been used is to emphasize

behavioral aspects of management and organizations, so that effective -
dmplementation is enhanced; Bubjects such as human relations, organ-
igational theory; oonfliot resolution and communications become sign—
ificant in training programsqu fhis kind.

In developing countries, management operates under & Wide”réngé‘
of controls and constraints necessitated by soaicitiés of raw mater- -
ials, foreign exchange, governmental management of the economy. In
addition, inadequate information'and poor commniocations skills
decrease the immediate effeotivenegs of,managemént techniques.
Sophisticated techniques which depend upon a Whole‘éubStratum‘bf
insfitntiona‘oannot be applied if this substratum is deficismt in
one way or another.

Management and2éministration operations under free market
conditions differ from those in esconomies subject to planninge ISect-

oral and regional differences in social cost/benefits are more likely
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to find correoctives in the planning state than in the'markét aconomy o
Management and administratiVeftrainingffrequently*made'availabla'

from advanced countries does not always take these dimensions into
account.. The training of economic planners which entails exposure
to. the nature of market and planned economies, does not always include
subjects in. management and administrative techniques. The:e isla
surprising lack of rapport and interaction between economists and
administrators. This . is partly stitributed to the~oompartmentaliéed '
educational sysfem, derived from the advanced countries whose market—
'~ oriented culture, does not make interaction of this kind as feasible o
or as necessary. ... '

In~m§ny/developing countries there are, of couise,'many seg-
ments which are completely untouched by modern management and admin-
istrative techniques., In numerous developing countries, most atten-'f
tion is given %o the improvement and application of management in the:
industrial enterprises. Little attention is given to the agricultural
sector where the‘major bulk of the econbmid'operatiOns‘may be lodateda
Furthermore, the central govermment, which might strongly support the
adoption of management ﬁeohniques for the?oountﬁygVfrequently~avoid§7”
application. of modern,managemenioand adminiStrativeftechniquéé'for‘
its own operations,  Althougn sporadic and ritualistic efforis have been
made through organization and methods unitse; strongly supported by the
Public Administration Division of the United Natvionms, the reéuits'on
management and eministrative improvement have been meager compared to
the grdwing needs. Changes in approach o0 the problem, nevertheless,
are produoing new inputs and ooncepts useful for guidingAnew develop-‘
ment efforts.

~In the developing countries, the technologiocal gap cannot be
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overcome through resouroeftransfers‘dlone,ﬁ Feeding in new technology,
is a.slow process. Part of the technologica1~transfer problem is the
(53)
The mechnism of technology transfer and adjﬁstment,“however, is e8-
sshtial;for any substantial improvement of the system, In the absence
of adequate transfgrs,~indigenouéfpeoplep must undertgke the changes
themselves,. . |

More . effective delivery systems are needed to enhanoce admine
istrative capability in public services; agriculture, family planning
and urban affairs. The building of local  private and public institu-
tions utilizing strong management and action programs are greatly
fostered by attitudinal, behavioral and'eocial‘changesfwhichréan accbh-‘
médatermodernftechnologies, - The organizing and activating of cons-
tituenté to interact with adminietrativefatructures will'addlgreatly"
to the development effort. This involves the integratiOn“ofispeCial_
ized public and private;agencieé in rural and urban areas and their
articulation with the local political process. Trade uniénss,business
groupé_and;cooparativee,could be encouraged through some fraﬁsfer of
managemént,and administrative skills to improve~government'performanoe, 
and the private and public bureaucracies. Transfer mechanisms that

are extra—governmental in design are needed for this pﬁrpose;:

3. Management and Administration Education

GiQen the serious ghdrtagés‘df managéfs ahd édﬁiﬁis%réfofé as &
critical bottleneck in many déﬁelbping”écbnbmiesg‘effortéﬂid‘suﬁpiy |
management and administiative'edﬁcétion aré likely td pfoducé ébme |
beneficial results, although the nature bf'the‘mosf‘dﬁpropfiéfe our;

riculum is the subject of much controVérBy, (54) Su@h aduqation;'




- 46 -

nevertheless, must be adaptive, multi-diseciplinary; related to chang- -
ing ‘emvironmental oonditidns,and attuned~'to'possible impaocts of oult-=
ural intérbhangao -Several basic organizational problems have to-be -
recognized. -Some. overssas edﬁoational‘institutions in new fields

of -education have already been established'and’some are-hosf.GOuntry
establishments with nationals Qf«?hé host oduntrj’in chargs. The Mmige ©
sion of these institutions in line with social and}economiO‘develop-f
ment plans, is to provide efficient ooordination of developmental
efforts; to understand the variables of change in broad terms and

+o provide the,leaderahip to produce organized creative change., - - g

i-\

Broadly_the;role,of:the administration and management school is to
produce, at the university, or within public or private institutions,
managers oapable of reseraching 1écalkproblem areas and operating
creative change ip,sooietyﬂs institutions, -

Many developing countries find that the'scarcestfresourcas
are éntreprehenrial ability gnd'oreéiive talént which is,mdbila"
enough to grapple with diverse elememts of change. Training for
entrepreneurial development is still subjeoct to mush experimentation. -
Trained managers for industry, commerce and government are few amd '~
are generally qverwarkedfand~inflexiblefwithiniexisting bureau=
craciés; (55)‘,indapendentfinétitﬁteswof eduoation and research -
provide possible conduits for forces and influences promoting'economic
and politiocal ohange Such devaloping institutions: howevar need stronger
ties with their olienmeles in industry and government ‘and to. expand
their faoilitieegr‘ (56) Managara of oVGrseas a851stanoe programs for
these purposes, enoounterr the problem of selecting the most appropri-
até local iﬁstitutionskwithywhidh to‘work,when;thekoutput might be -

critical of govermmental paerformance,
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It is generally acknowledged that management education and train-
ing in India over the past few decades has been phenomenal; and for some
it might serve as a guideAto»development‘potent15155 Every kind of
organization, ﬁniversity, technical college, staff college, management
association, productivity council,%managemenm,consultancyg privaﬁe train-
ing organizatiéﬁ and school of administration has shown'signifiqant”ex~
pansion:over the recent decade. ~There is still“need,nﬁverthe;essf‘for
coordination-in this outburst of activity and careful direction into
coherent schemes ‘designed for'meeting future requirémepfs. The accepi-—
ance of the notion that formal managerial instruction can befpaft of -
adminiStrative'developméntris of recent vintage. Steps beyond the tent-
ative and experimental approach adopted by manyg institutiQns‘and busines-
ses are needed in mapy developing countries. 1 In India, tﬁe short-
ened time: gap ‘for the effective application of this training ana educa~

tion means that a good basis for future development has already been’

deviseds ooonn iy e S ; SR T i

Increased investment in physical plant and infrastructure has not
always yielded expected results because of constrainté,placed‘on the
system~by'poor,management.* For a few»developing economies ‘technical =
skills and educated manpower are relatively adequate for the industrial

sector, but-competent managers continue to 'be scarce and impose limita-

~tions ,on economic progress. The major problem here, is the inappropri-

ate mix of investment in human capitalyfather.than in & seriocus defici-
ency of,overall'invastmenﬁ. Management' education ‘has been one area
whefe higher priority could bekassigned in the allocation of investment
for human capital expansion.: ’

' The benefits ¢f management and administrative education are

numerous. - Its primary objective is to augment and upgrade the supply
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of ‘managerial input required for the effiocient production and distribu-
J'tion'of commOditiésrandfpﬁblio services to Berve sdcial.gcals‘ The
benefits of a particular educational project then, must be measured
in the light of this primary objective. . The quality of managerial.
skills may Be improved by recruiting. fresh graduates and developing
managerial skills through on—thé-job.training and the'aocuﬁﬁlﬁtion of
experience. Training programs for short periods can be supplied for.
managers with proven ability or growth potential. Additional social
and: cultural benefits achieved from manageﬁant,education lie beyond |

thé,primary objective of improving\produotion and distribution and = o
‘;can bé diécerned in a full cost/benefit analysis., To the extent that
,;managemenf,eduoation,génerateg benefits,or»services thatncannot be .
-valued in monetary terms, the true benefits are obviously understated.
The oreation of managerial inputs is aoéomplished by imparting educa-
tion t0~students who are eventually remunerated on-the baéis of their -
vserVicesel The products turned out By’fhe edﬁcational investment receive
: benefifs or private returns. Apart from the returns measurable iﬁ

money , othgr returns such as greater job satisfaction, a aénse of -
preatige,. or wel; being are'pa:t.of'the overall benefits atfribﬁtal to
‘tha,education.,fFéribeyond these réturns:are thefsociai imbiqvements
.arising ffomkthekpromoﬁion'of.ideas of manégerial efficiencyfgnd a
broadening of administrative change into the sub-sysiems of the institu-
tional Btructure.,

As already pointed out; many sectora of developing,econpmies

are unaffected by modafn systems of management and adninistration.
Many segments of the infrastructure are devoid of‘modern techniques

(

of management. 58) If these techniques weravapplied,'fhere would be

significant multiplier effects on the rest of the economy., In India ‘
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it is estimated ¢hat 95 per ‘cent of the training effort has been con-—
fined in its applioation to & very small segment of the economy.

This lopsided development is sometimes caused by a lackvof apprecia-
tion of managemént techniques in sectors which produce most.

It ie increasingly stressed that techniques of advanced coun-—.
trieé need conside;abla adaptatiqn for the developing economy . In
effect, the techniques have to be reprocessed for considerable parts
of the educational adaptation. In the reprocessing, local environ-
ment factors, specializéd govermment controls; labor surplus situa- .
tions,; and features of the planned state of the economy must be in-
troduced.

In-.order to make management and administrative techniques more
widely availaeble, sirong efforts have to be made by the government

"

through educational programs:to stress the awareness of the availab- .
ility, relevance, and significance of thése techniques. ndustry -
based; local; programs of research and-application must be:developed. -
Attenfion has to be given to 'the iﬁter&ction between the: environment
and the processof modernization of which modern management techniques
is a.significant element, .The links betweentgovérnment,'indusfry and
universities must become more pragmétic with strohgvliaisonbfacilitieso

Examinatione of management operations applied‘in the United
States, United Kingdom, and the European countries reveal: considerable
differences. In the United Kingdom, for example, one study Bhbwed o
méjor wealkness in British management to be the indifferen:e to modern
practices for improving productivity. (59) The progress of manége—'
ment- education clearly requires a mental revolution in private and
'public sector enterprises, There is need for a widérVappreciation of

the advantages (and disadvantages) of modernized management and ite
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attendant economic soocial;, and technological implications., Training
within industry andfgoverhment has been a widely used technique foi
disseminating appreciation: of management techniques but to support:
and speed their growth they need to be supplemented by executive and
sénior administrator development programs, prefetably in régiénal
centers,

There is obviously a strong dietinoction: between training and
education and their respective ocurricula.. This~frequéhtly makes for
considerable separation between'the types: of institution. Such strong
distinctions although~perhaps/viable for a long-run leisurely approach
to development are not nécessarily relevant for the iﬁmediate situa-
tioﬁfin most countries. ~Additionally, programs which provide‘a body
of up-to-date practical knowledge for developing managerial and
administrative‘ooméetance at a faster pace must be ihtroducedn» The
acduiéition of tools and skills for the mastery of everyday practical
situations should be devélopéd in conjunction with learning capable
of enriching the mind for dealing with new situations and éxamininé
basic humén valuesuff | |

 Many forces operate today which alter the'approach to manage-
~meht education, (60)\ﬂTwpically,‘0ne general methodoiog&>fqr achiev-
ing,these~managemant and'administrétion~aduoation dbjectives 0on§ists
. ofthe following-aimsx'a
1) t0~iﬁpart a theeretical bégkgﬁpund of those academic diseciplines

- related to management and ~adQnihistrat iong |
2) to enhance the analytical ability of the éarticipants and ﬁo
acquaint them with the tools aﬁd_teohniqges for better decision-

making in diverse'aystams;7



3) ‘to.develop a frame of reference whioh enables participanis to.
fperceivexthe:complex elements and,forces affecting the7situaf
e tions,in'systehs of business; industry, government and service -
~wins£itutions;§nd to handle them realistically byjreléting~knqwledge:~
%o practical situationsg - 3

4) .to develop an understanding of specific functional areas of manage— -
ment and administration science in various levels with particular
emphasis on the intsrrelationships;

5) to help participants &evelop an understanding of organizational
behavior, and to provide opportunities for inoreéaing interpersonal
skills with the aim of becoming effective executives; »

6) to foster a sense of professi&nal ethics into disciplinary approaches

which are helpful for achieving these objeotiveso

At another level there is a nead for researoh and training in
policy making. The imﬁortanoe of effective policy making in the devel-
oping countries is emphasised by the critical range of decisions needed
for acoelerated and directed social change. (61) A constant improve-—
ment of the polioy making process is needed at many administrative
levels. The study of policy analysis and decision-making by knowledge
of operations research, simulation models, behavioral science, paradignms
of the physical sciences and insights into policy prooedureé in devel-

" oping economies, suggest only a few of the topics for education in this
relatively new field of study. |

Personnel needed for the management aﬁdiﬂhﬁniatration of develop- -
ment consist of a wide range of itrained individuals. Training and educa~
tion can take many forms to meet national, regional, functional and
emergency needs in a great diversity of organizations and institutions.

Private and public institutions need to be served by a growing output
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of capable administrators and managers linked to the development object~
ives and modifying and improving the development process as an essential

part bf*theireparticipation.u Bxisting personnel in'adﬁinistrative opera—
tiOns*requirefa\oontinuing,aducation, constant up—gréding,and,a»multiply;
ing motivation for Belf—development in the achievemant*of,orgahization

objectives,
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SUMMARY

Admimietrative’ohenge ie inherenfly involved in Byetem building
fom nai;ionel.modernizetion° Ae one of the key elemente in the menage-
ment of change, admlnietrative development requiree mach attention
eepeolally from an educaﬁional planning v1ewp01nte Foetered through
the 1nternetional transfer of resources end vaet 1njeotione of educa—
tlonal development it ie etill mainly dependent upon & netlonel a0—
ceptance of politioal and bureeuoratio modernization designed to seek
the achievement of new eocial objectivese Available for this admin;
istrative development ie a great range of reoently forged manegement h
toole and methode, whoee eelection and rejeotion w111 be critical for
the success of the modernization ‘program.

" In the mein, the Btudy of administrative and manegement problems
’hae been faehloned too closely on the 1ndustrializat10n model of Western
oountriee in whioh aoademlc d1$01plinee and prooeduree have been struot-
ured for a prooeee of induetrielization not now relevant to modern
developing countries9 either Weetern or otherwieeet The ocoupetionel
role eyeteme of the developed oountriee whioh have etruotured the separ-
ate academio syeteme are not necesearily tranefereble to the developing
countriee° Similarly, the politioel eyeteme developing in the new
natione is to a large degree an amalgam of traditional systems and
| Weetern legal education and Western modele are not neceeearily relevantu
ﬁThe adminietrative etruoturee end 1net1tutions are unsuited for the
full range of development taeke° Inetitution building in both the
private and publio sectore is needed to meet the emerging changes in

eooial, eoonomio and political goals,
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New understandings of relevamt political development are emerg-
ing through comparative analysie”and & new orientation of mocial
scientists to the political realities and needs of developing econ-
omies. The eomponents of oculture, structure, groups, 1eaders and
polioy design must be inoorporated in the analysia of the relation—
shipe between publio and private management and the ohanging polit—
ical ayetemo An undaretamding of the prlvate and public bureaucratic
‘eyetem of”developingyeoonOmies inoludee»an‘appreciation of!behavioral
variations without the‘impoeitioﬁ:of an ideal behavioral modela

“rNational‘planning to achieve economio and social goals is a
major factor ohallenging existing administrative systemso Since the
capacity to 1mplement plans involvel the administrative structure of
the public andﬂprivateieeotor and is alao‘a teet of the realiam of
"mational objeotivesglsaitable admimistrativevohangeyahdlihe means o
achieve it must be 1moorporated as. critioal elements of national plan-
ning. Economic planning w1thout administrative planning can be a futile
‘éierclse, The capabilities of politioalv adminlstrative and sooxal in-
'etitutions in oountries requiring economio development the moetv are
not found et levals frequently presuppoeed in many national economlo
etrategieao Differences in the reward. and inoemtive systema between
"the pﬁblio'and private sectore require fleXible planning and manage;
"ment. A concentration on the macro«eoonomic framework which cannot be
translated into Beotoralg regional or induetrial projects9 conoeala much
of the administrative problem in national plaxming° The syatems approach
o plannlng, although oalling for more 1nformation than is uaually avail-
able, inoorporatea the administrative systems as a maJor inputa’

A long list of administrative obstaclee to development can be

construoted, but no general system is available to poxnt out the most
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critioal of the obstaoles or which should be dealt with first with the
limited resources available. Administrative ohangefand growth alao -
bring new problems requiring solution. Therevis,oontinuous,inﬁerapep‘
tion between social ohange and administrative change. Traditiomal
modele of ‘administrative relationships are,not4necessqrily appropriate
' and each country has its particular pattern of administrative diffionltye
It is obvious, nevertheless; that obstacles should be exposed and dealt
with by whatever social foroces that can be mustered and spared for that
purpose, |

Conceptually, administration and management are closely ‘reluted
and'théfe'is a growing tendemcy to use the tafmS“inﬁarohangeably’in*
development. The sciense of hanagement which has growm chiefly around -
the large private business corporation has inoreasing potential applice~
 tion to problems of mi'ml‘”im{agemem Management tools are of in-
creasing relevance fo”thé“u@déretanding;of‘publib bolicy problems and -
so far have only been assimilated in miner degrees by public admin-
iétratioh/syétems; Thé,léckibf adequate data systems, competent
péisdnhelyand the'nedassary’?inancial’rééources4maké"elabord£e manage-
ment systems’beybha’the-feaéh"éf'mQSf.dévaloﬁing countries, Moreover,
the fact that many ofﬂfhe‘ﬁgw‘managsment tébhniques'are‘geared to
tactics rather than to strategy, affeot decision-making at the margin
rather than bringing sbout structural adjustment and bear on probléms
on the highly organized rather the loosely érganized ingtitution,
make their full adoption less meaningful for many develépihg
economies, |

With national change, the administrator faces new roles as entre-

preneur, innovator, regulatoy, promotor, menager and ocatalyst. In
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addition, he operates in'a context of political. and institution change
and reform, althbugh*rérelyftO‘thefoomplete exclusion of traditiogal,jl
responsibilities and practices. This task can only be met through a
constant process of education and re-education.

“+ While the transfer from abroad of maﬁagerialaand administraﬁive
'-eXperts"caniallaviate some of,the immediate burdena_and the;adminiétrator
can learn about the teochniques devised in advanced countries, knowledge
about the paftioular requirements and programs for meeting the needs,
have to be provided by adequate research of local conditioms. In
some oases the importation of management teqhn1ques from gp;éad can
add - more problems that:ifi la;)ylvegs_° Moré,pf,the tgchnicgi qssistanée
which comes from abroad might better be employed“by‘having’natipngla
‘,researoh_nétional prqb;ems,andiexamineVpossibla sq}ujippse 'Mprébver,
ths over concentiation of administrative improvément in.a few éenters
and industries could be better enhanoed through a greater dlsperea@m
of admlnistrative knowledge. Thls adminlstrative knowledge must be
bﬁilt onxthe,OOntributipns of maqy,acadamig disciplineg,Vpe’esggntigl—
ly»muiti;disciplinary in character,kbe geared to dynamic prdoesses of
1nstitution bullding and be capable of testing potentzal contributlons

of the new administrativa and management scienoesgyk,,. i
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