PREFACE

With its grounding in the “guiding pillars of Access, Equity, Equality, Affordability
and Accountability,” the New Education Policy (NEP 2020) envisions flexible curricular
structures and creative combinations for studies across disciplines. Accordingly, the UGC
has revised the CBCS with a new Curriculum and Credit Framework for Undergraduate
Programmes (CCFUP) to further empower the flexible choice based credit system with
a multidisciplinary approach and multiple/ lateral entry-exit options. It is held that this
entire exercise shall leverage the potential of higher education in three-fold ways —
learner’s personal enlightenment; her/his constructive public engagement; productive social
contribution. Cumulatively therefore, all academic endeavours taken up under the NEP
2020 framework are aimed at synergising individual attainments towards the enhancement
of our national goals.

In this epochal moment of a paradigmatic transformation in the higher education
scenario, the role of an Open University is crucial, not just in terms of improving the
Gross Enrolment Ratio (GER) but also in upholding the qualitative parameters. It is time
to acknowledge that the implementation of the National Higher Education Qualifications
Framework (NHEQF) National Credit Framework (NCrF) and its syncing with the National
Skills Qualification Framework (NSQF) are best optimised in the arena of Open and
Distance Learning that is truly seamless in its horizons. As one of the largest Open
Universities in Eastern India that has been accredited with ‘A’ grade by NAAC in 2021,
has ranked second among Open Universities in the NIRF in 2024, and attained the much
required UGC 12B status, Netaji Subhas Open University is committed to both quantity
and quality in its mission to spread higher education. It was therefore imperative upon
us to embrace NEP 2020, bring in dynamic revisions to our Undergraduate syllabi, and
formulate these Self Learning Materials anew. Our new offering is synchronised with the
CCFUP in integrating domain specific knowledge with multidisciplinary fields, honing of
skills that are relevant to each domain, enhancement of abilities, and of course deep-diving
into Indian Knowledge Systems.

Self Learning Materials (SLM’s) are the mainstay of Student Support Services (SSS)
of an Open University. It is with a futuristic thought that we now offer our learners the
choice of print or e-slm’s. From our mandate of offering quality higher education in the
mother tongue, and from the logistic viewpoint of balancing scholastic needs, we strive to
bring out learning materials in Bengali and English. All our faculty members are constantly
engaged in this academic exercise that combines subject specific academic research with
educational pedagogy.We are privileged in that the expertise of academics across institutions
on a national level also comes together to augment our own faculty strength in developing
these learning materials. We look forward to proactive feedback from all stakeholders
whose participatory zeal in the teaching-learning process based on these study materials
will enable us to only get better. On the whole it has been a very challenging task, and I
congratulate everyone in the preparation of these SLM’s.

I wish the venture all success.
Professor Indrajit Lahiri
Vice Chancellor
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Unit 1 O Public Administration : Nature and Scope
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1.5 Scopein relation to people's expectation from the Gover nment
1.6 Concluson
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1.9 Probable Questions
1.10 Further Reading

1.1 Objective

After studying this unit, learnerswill be ableto :
e DefineAdminisiration and Public Administration
e  Describe the nature of Public Administration
e Explain the nature of Public Adminigtration
e Highlight the scope of Public Adminigtration

1.2 Introduction

Administration as an activity is as old as society itself. But as an area of study it
originated, with the publication of Woodrow Wilson's essay on study of Adminigration in
1887. As a process, administration occurs in both public and private organisations. It
occurs in such diverse ingtitutional settings as a business firm, labour unions, religious or
charitable organisations, educationa ingtitutions, etc. Its nature is affected by the sphere
with which it is concerned. Administration is commonly divided into two types, Public
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and Private Administration. As an aspect of government activity it has existed since the
emergence of palitica system(s). While public adminidration relates to the activities carried
out by government, private administration refers to the management of private business
enterprises. It isimportant to understand the functioning of administration for on this lays
the understanding of the government. In this Unit an effort has been made to bring the
concept of administration, public adminigtration in particular, closer to you. Apart from
this the Unit will aso help you to understand the nature and the scope of Public
Administration. This understanding will take you through the entire course of Public
Adminigtration. In what follows, we will examine the meaning, nature and scope of Public
Adminigration.

1.3 Definition, Meaning and Nature of Public Administration

Public administration consists of the activities undertaken by a government to look
after its people, or to manage its affairs. Before discussing the various interpretations of
the concept of public adminigtration, it is pertinent to understand the meaning of the terms
‘public’ and ‘administration’ separately. The word ‘public’ stands for the people of a
definite territory or state. As the will of the people of a state is represented by the
government of the state, the word ‘public’ also has a speciadised, governmental meaning.
Therefore, the acts of administration performed by the government are called *public
adminigtration’. Those acts which are undertaken by individuds in their own capacity are
termed ‘private administration’. The English word ‘administer’ is derived from the Latin
words ‘ad’ and ‘ministrare’, which means ‘to serve'. Thus, in smple words ‘ administration’
means the ‘management of affairs’, or looking after the people. It is a process of
management which is practised by all kinds of organisations from the household to the
most complex system of the government. Whenever two or more people cooperate to
accomplish common gods, an adminigtrative activity is assumed to have been involved. In
the words of H. Simon, ‘Administration can be defined as the activities of groups
cooperating to accomplish common goas.” According to J. M. Pfeffer, ‘Adminigtration is
the organisation and direction of human and materia resources to achieve desired ends.’
J. S. Hodgson describes administration as ‘a kind of activity found in both public and
business affairs . It means getting things done, a process which is concerned much more
with relaions between persons than with manipulation of objects. Therefore, administration
means appropriate organisation of men and materia in pursuit of desired ends.
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The concept of administration has been defined by various writersin different ways.
Felix A. Nigro has defined it as—* Administration is the organization and use of men and
materials to accomplish apurpose.” E.N.Gladden has defined it as- “Administration isa
long and dightly pompous word, but it has a humble meaning, for it meansto care for or
look after people, to manage affairs.... is determined action taken in pursuit of conscious
purpose’. While L.D. White defines administration as—“The art of administration isthe
direction, co-ordination and control of many personsto achieve some purpose or objectives.”
The above definitions make it clear that administration has two essential elementsviz a
collective effort and a common purpose. Administration may be defined as* group activity
which involves cooperation and coordination for the purpose of achieving desired goas or
objectives’. Administration is also called a ‘technology of social relationships'. Thus,
administration is a process common to all group effort, public or private, civil or military,
large scale or small scale. It is process at work in a department store, abank, a university,
ahigh school, arailroad, a hospital, a hotel or alocal government.

Adminigtration isauniversa process and occursin diverse ingtitutional settings. Based
onitsingtitutiona setting, administration can be categorized into public administration and
private adminigration. The former refersto the administration which operatesin governmentd
setting, while the latter refers to the administration which operatesin anon-governmenta
setting that is business enterprises. Public administration is an aspect of the larger field of
administration. It existsin a political system for the accomplishment of the goals and
objectives formulated by the political decision maker. It is also known as governmental
administration because the adjective ‘public’ in the word ‘ public administration’ means
‘government’ . Encyclopaedia Britannica defines public administration as ‘ the gpplication of
apolicy of a state through its government.” Woodrow Wilson defined it as — “Public
adminigtration isthe detailed and systematic gpplication of law. Every particular gpplication
of law isan act of administration.” while L.D.White defined it as—“Public administration
consists of al those operations having for their purpose the fulfilment or enforcement of
public policy”. Hence, the focus of public administration is on public bureaucracy that is
bureaucratic organization of the government. In sum, public administration:

e isthenon-palitical public bureaucracy operating in apolitical system;

e dedswith the ends of the State, the sovereign will, the public interestsand laws,
isthe business sde of government and as such concerned with policy execution,
but it is also concerned with policy-making;

e coversall three branches of government, although it tends to be concentrated in
the executive branch;
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e providesregulatory and service functions to the people in order to attain good
lifes

e differsdgnificantly from private administration, especidly in itsemphasison the
public; and

e isinterdisciplinary in nature asit draws upon other socia scienceslike political
science, economics and sociology.

There are two views regarding the nature of Public Administration, that is, Integral and
Managerial. According to the Integral view, ‘administration’ is the sum total of all the
activities—manual, clerical, managerid, etc., which are undertaken to realise the objectives
of the organisation. According to the Integral view, dl the acts of the government officials
starting with the attendant to the Secretaries to the government and Head of the State
congtitute Public Administration. Henri Fayol and L.D. White are the supporters of this
view. According to the Managerial view of administration, the manageria activities of
people who are involved in planning, organising, commanding, coordinating and controlling
condtitute Public Adminigtration. Thisview regards administration as getting things done and
not doing things. Luther Gullick, Herbert Smon, Smithburg and Thompson are the supporters
of thisview. The managerial view excludes Public Administration from non-managerial
activities such asmanud, clerical and technical activities. The two views differ from each
other in many ways. Firstly, the integral view includes the activities of all the persons
engaged in administration whereas the manageria view restrictsitsaf only to personswho
hold top positions in the organization. Secondly, asfar asthe integral view is concerned
it depictsal types of activities from manua to manageria, from nontechnical to technical.
But the manageria view isonly concerned with the managerid activitiesin an organisation.
Lastly, administration, according to the integral view would differ from one sphere to
another depending upon the subject matter, but this does not hold true in case of managerid
view because the managerial view isidentified with the managerial techniques common to
al thefields of administration.

1.4 Scope of Public Administration

Asfar asthe scope of Public Administration is concerned, we can interpret it in two
different waysnamely : firgtly, public administration as an activity and secondly as a subject
matter. Broadly speaking, Public Adminigtration in aWelfare State has become an essential
segment of modern society giving rise to the “ Administrative State” which regulates all
activities of an individual from ‘womb to tomb’. Hence as an activity, the scope of public
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administration isas wide as all the activities performed by the state itself. In the modern
welfare state people expect many things— awide variety of services and protection from
the government. In this context public administration provides a number of welfare and
socia security servicesto the people. Besides, it hasto manage government owned industries
and regulate private industries. Public administration covers every areaand activity within
the ambit public policy. Thus, the scope of public administration is very wide in modern
state. To quote C.A.Beard —" Administration is the science of contemporary civilization.
There is no subject more important than this subject of administration. The future of
civilized government and even, | think, of civilization itsalf rests upon our ability to develop
a science and a philosophy and a practice of administration competent to discharge the
functions of civilized society.”

Asan activity, the scope of public administration had been defined by Luther Gulick.
He believed that administration conssted of seven e ements. He summed up these e ements
inthe acryonym - POSDCORB. POSDCORB denote: Planning, Organisation, Staffing,
Directing, Co-ordinating reporting the Budgeting. Planning means the working out in broad
outline the things to be done, the methods to be adopted to accomplish the purpose.
Organisation means the establishment of the forma structure of authority through which the
work is sub-divided, arranged, defined and coordinated. Staffing means the recruitment
and training of the personnd and their conditions of work. Directing means making deciSons
and issuing orders and instructions. Coordinating means inter-relating the work of various
divisions, sections and other parts of the organisation. Reporting means informing the
superiors within the agency to whom the executive is responsible about what is going on.
Budgeting means fiscal planning, control and accounting. According to Gullick, the
POSDCORB activities are common to al organisations. They are the common problems
of management which are found in different agencies regardliess of the nature of the work
they do. POSDCORB gives unity, certainty, and definiteness and makes the study more
systematic. The critics pointed out that the POSDCORB activities were neither the whole
of adminigtration, nor even the most important part of it. The POSDCORB view overlooks
the fact that deferent agencies are faced with different administrative problems, which are
peculiar to the nature of the services, they render and the functions they performed. The
POSDCORB view takesinto condderation only the common techniques of the adminigtration
and ignores the study of the ‘ subject matter’ with which the agency is concerned. A mgjor
defect isthat the POSDCORB view does not contain any reference to the formulation and
implementation of the policy. Therefore, the scope of adminigration is defined very narrowly,
being too inward looking and too conscious of the top management.
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The Subject Matter View

We all know that public administration deals not only with the processes but also with
the substantive matters of administration, such as Defence, Law and Order, Education,
Public Health, Agriculture, Public Works, Social Security, Justice, Welfare, etc. These
services require not only POSDCORB techniques but also have important specialised
techniques of their own which are not covered by POSDCORB techniques. For example,
if you take Police Adminigtration it has its own techniques in crime detection, maintenance
of Law and Order, etc., which are much and more vital to efficient police work, than the
formal principles of organisation, personnegl management, coordination or financeand it is
the same with other servicestoo. Therefore, the study of public administration should deal
with both the processes (that is POSDCORB techniques and the substantive concerns).
We conclude the scope of public administration with the statement of Lewis Meriam:
“Public administration is an instrument with two blades like a pair of scissors. One blade
may be knowledge of the field covered by POSDCORB, the other blade is knowledge of
the subject matter in which these techniques are applied. Both blades must be good to
make an effective tool”.

We may conclude the discussion with the observation of Herbert S mon who saysthat
Public administration has two important aspects, namely deciding and doing things. Thefirst
provides the basis for the second. One cannot concelve of any discipline without thinking
or deciding. Thus Public administration is a broad-ranging and an amorphous combination
of theory and practice.

1.5 Scope in relation to people's expectations from the
Gover nment

It may be observed here that public administration is only a means to the attainment
of the objects of the state itself—* the maintenance of peace and order, the progressive
achievement of judtice, theingtruction of the young, protection against disease and insecurity,
the adjustment and compromise of conflicting groups and interests—in short, the attainment
of agood life’. The scope of public administration varies with peopl€'s expectations of
what they should get from the government. A century ago they expected chiefly to be left
alone. Now they expect awide range of services and protection. Throughout the world the
demands made by people upon governments have continually increased and in time to
come they would further increase. The expanson of government functionsinevitably means
more administrative agencies, more officials and employees. The administrative system
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consequently grows and becomes diverse. Thus it isobviousthat though public administration
studies the administrative branch of the executive organ only, yet its scopeisvery wide as
it varies with the people’'s conception of agood life.

1.6 Conclusion

Administration as an activity is as old as society itself. But as an area of study it
originated, with the publication of Wilson’s essay on study of Administration in 1887.
Adminigtration isauniversal process and occursin diverse institutional settings. Based on
itsingtitutional setting, administration can be categorized into public administration and
private administration. Encyclopaedia Britannica defines public administration as ‘the
application of apolicy of a state through its government.” Woodrow Wilson defined it as
—"“Public adminigtration is the detailed and systematic application of law. Every particular
application of law is an act of administration.” while L.D.White defined it as—“Public
administration consists of all those operations having for their purpose the fulfilment or
enforcement of public policy”. As an activity, the scope of public administration had been
defined by Luther Gulick. He believed that administration consisted of seven elements. He
summed up these elements in the acryonym - POSDCORB. POSDCORB denote:
Planning, Organisation, Staffing, Directing, Co-ordinating reporting the Budgeting. It may
be observed here, that the scope of public administration varies with people’s expectations
of what they should get from the government. A century ago they expected chiefly to be
left alone. Now they expect awide range of services and protection.

1.7 Summing Up

® The concept of administration has been defined by various writersin different
ways. However, what is clear from al the definitions is that administration has
two essential elements namely a collective effort and a common goal.

e Thusadminigtration is a process common to al group effort, public or private
civil or military, large scale or small scale. Based on itsinstitutional setting,
administration can be categorised into public and private administration. Again
public administration can be subdivided into two categories on the basis of its
nature of work.

e According to the integra viewpoint, administration is the sum total of al the
activities—manud clerical, manageriad etc, whereas according to the managerid
view administration involves only managerid activities of an organization.
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e Asfar asthe scope of administration is concerned it can be interpreted in two
different ways. As an activity, Public Administration performs al those activities
which amodern welfare state is supposed to perform. Secondly the scope of
Public Adminigtration as a subject matter, holds that Public Administration dedls
with substantive matters of administration also.

1.8 Glossary

POSDCORB : It denotes - Planning, Organisation, Staffing, Directing, Co-ordinating
reporting the Budgeting. Planning means the working out in broad outline the thingsto be
done, the methods to be adopted to accomplish the purpose. Organisation means the
establishment of the formal structure of authority through which the work is sub-divided,
arranged, defined and coordinated. Staffing means the recruitment and training of the
personnel and their conditions of work. Directing means making decisions and issuing
orders and instructions. Coordinating means inter-relating the work of various divisions,
sections and other parts of the organisation. Reporting meansinforming the superiors within
the agency to whom the executive is responsible about what is going on. Budgeting means
fiscal planning, control and accounting. According to Gullick the POSDCoRB activitiesare
common to all organisations. They are the common problems of management which are
found in different agencies regardless of the nature of the work they do.

1.9 Probable Questions

Essay Type Questions
(@ Define Public Administration and discuss its scope.
(b) Criticaly discussthe nature of Public Administration.

(o) Writeanote on the Integral view of Public Administration.
Short Questions
(& Write short notes on The Subject Matter view of Public Administration

(b)  What do you understand by POSBCORB ?
(© Writeanote on the Managera view of Public Administration.
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Objective Questions
(@ Inwhich gate the President’s Committee on Adminigtrative Management set up?

(b) Who defines* Public administration as consisting of al those operations having
for their purpose the fulfilment or enforcement of public policy?’

(¢ Who coined the word “POSDCORB”?

1.10 Further Reading

1. Public Administration — Concepts and Theories — By S.PNaidu, New Age
International Publishers, 2005.

2. Public Administration — Administrative Theories— By B.L.Fadiaand Kuldeep
Fadia, Sahitya Bhawan.

3. Public Administration — Theory and Practice— By Hoshiar Singh and Pradeep
Sachdeva — Pearson Publishers, 2011.
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Significance of Public Administration asa Discipline
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Glossary

Probable Questions
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2.1 Objective

After studying this unit, learners will be ableto :

Understand the importance of Public Administration in amodern society

| dentify the important functions performed by Adminidgtration in amodern welfare
date

Understand the importance of public administration as a specialised subject of
sudy

2.2 Introduction

In today’s welfare state the role of Public Administration is very important. Public
Administration forms the basis of government. It isthe instrument of social change and
playsvita roleinthelife of the people. Administration is an instrument for executing laws,
policies, programmes of the state. Moreover, it acts as a stabilizing force in the society by
providing continuity. Lastly, it isan instrument of national integration in the developing

18
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countrieswhich face severa socid and political problems. Therefore, it is extremely important
to understand the significance of public administration as an academic discipline.

2.3 Role of Public Administration in a Modern Society

Before we discuss the importance of public administration as an academic discipline,
it isvery important to understand the role of administration in amodern welfare state. The
following isthe role of Public administration in our society and the nation at large.

First, Public Administration is an instrument for providing public services, as the
performance of avariety of activities by the government in the interest of the public. It
ensures that essentia public goods and services are provided to al, some of which include
water, good roads, the supply of power, etc.

Secondly, Public Adminigration isagovernment instrument: the government isreponsible
for the safety and security of its citizens. Public administration helpsto achieve that. It sees
to it that peace and order are maintained in society. Hence, our lives and properties are
protected from any unforeseen danger.

Thirdly, Public Adminigtration establishes astabilizing force in our society: even though
government changes, violent change are seldom experienced in adminigtration. Thisis often
due to an element of continuity established in the operation of the public administration.
Thus, thereis no disorderliness or sense of confusion whenever anew government comes
to power.

Fourthly, Public Administration is an instrument for implementing policies, laws and
programs. Thelir execution, aso solely rest on Public Administration. Whether we accept
it or not, government-formulated policies have arole to play in the growth and development
of the nation. Hence, public administration implements public policiesthat positively impact
thelife of millions of people.

Fifthly, Public administration isthe pillar and backbone that supports the people and
the Government. No Government can function effectively and efficiently without the existence
of the public adminigtration since al policiesformulated by the Government are implemented
by the administrators.

Sixthly, Public Administration serves as an instrument of socid change and economic
development. In our society today, we al blame the government for any retrogression in
our economic development. We believe that the government is responsible for speedy
socio-economic advancement. As such, we look up to them with great expectations. It
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will interest you to know that Government can do little or nothing in the absence of a
well-organized public administration. Public administration has given birth to a new sub-
discipline known as “development adminigtration”. This discipline helps the government to
discover the areas where they need to put more effort.

Seventhly, Public Administration is essentia for the development of civilization: this
includes sustenance of economic growth, promotion of socid development and facilitating
infrastructure development. They also protect the environment to maintain and public-
private partnerships among other technologically advanced nations of the World.

Eighthly, Public Administration facilitates the formation of public opinion. The
Government is to serve us and provide our socid rights and benefits. Hence, if the reverse
is the case, we have every right to peacefully bring them back to order. Public
adminigration creates room for us to make our views known through the ministry or the
newspaper. Either way, it is ensured that this is integrated into the planning of the
government.

Ninthly, Public Adminigtration is an insrument of the welfare sate. Our welfare is the
priority of the government. The government should provide educationd indtitutions, medicd
care, socia security and employment opportunities for the young aspirants.

2.4 Significance of Public Administration as a Discipline

Itisvery obviousthat public administration playsavery mgor roleinindividua lives
and societal development. Hence, it is a matter that should not be taken for granted.
Thorough research on its working system and procedure should be carried out. It isthis
study that would bring about vast knowledge and thereafter, a mgor breakthrough in our
country.

Significance of Public Administration asa Discipline

There has been tremendous increase in the importance of public administration with
the expansion of state activities. The state is no longer considered as the preserver of
status quo, instead the concept of the ‘service state’ has been dmost universally accepted.
The centuries old notion of ‘police state’, which was to be responsible only for the
maintenance of law and order and the policy of laissez faire, i.e., least interference in
day-to-day activities, has completely logt its relevance. The modern state has undertaken
the new role of accelerator of economic and social change as well as prime mover and
stimulator of nationa development. With this change in the ends of modern state, the
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purposes of public adminigtration have aso been completely reoriented. Its functions have
enormoudly increased in number, variety and complexity and its methodology has grown
from the trid and error stage into an orderly discipline with an organised, ever-increasing
body of knowledge and experience. Today we see a great bulk of administrative
departments coming into being. Since all members of society remain under public
adminigtration from ‘cradle to grave', their birth as well as degth is to be registered with
the loca authorities. There are a number of welfare agencies which provide al necessary
benefits to the child. Besides, adl of us use the services of public administration in amost
every walk of life. Most of us are customers of the post-office and we wonder at the
vagt organisation which is needed to provide this service. There are employment exchanges,
rationing offices, government mints, departments of agriculture, industries, foreign relations,
etc., which affect almost every citizen in one way or the other. This abundantly proves
that public adminigtration is a vital socia process charged with providing great needs. It is
a permanent force and an integral part of the social, cultural and economic life of a
nation. It is possible for a state to exist without a legidature or an independent judiciary
but no state can exist without a well-organised administration. Edmond Burke said long
ago, ‘ Condtitute government how you pleasg, infinitely the greater part of it will depend
on exercise of powers which are left at large to the ministers of state. Without proper
management, your commonwedlth is no better than a scheme on paper and not a living,
active, effective Constitution’. The powerful and important role played by public
administration in the life of a nation led Ramsay Muir to remark that in England the
minister is atool in the hands of the permanent executive. In the words of D. Waldo it is
‘gpart of the cultural complex; and it not only is acted upon, it acts.. It is a great credtive
force. Lack of sound adminigtration may bring even the mightiest empire to pieces as was
the case with the ancient Roman Empire. With the great advancement of science and
invention of new techniques at al levels of human activity, the problem of maintaining
effective coordination between the administration and the rest of the community has
assumed great importance. The adminidrator is an essentid servant of the new age, which
is becoming so complex that neither the bluster of the power palitician nor the abundant
goodwill of the multitude will avoid breakdown, if, despite the adoption of right policies,
wrong administrative steps are taken. Therefore the pursuit of greater knowledge of public
administration becomes the most essential element in modern times. In the words of
Professor Beard, ‘ The future of civilised government and even, | think, of civilisation
itself, rests upon our ability to develop a science and a philosophy and a practice of
administration competent to discharge the public functions of civilised society’.
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The study of administration assumed significance, according to Woodrow Wilson, as
a consequence to the increasing complexities of society, growing functions of state and
growth of governments on democratic lines. This exhaudtive list of functions made to think
asto ‘how’ and in what ‘directions these functions should be effectively performed. To this
Wilson suggested that there was a need to reform the government in the adminigrative field.
As per Wilson, the object of administrative study is to discover what government can
properly and successfully does and how it can do these things with utmost efficiency and
the least possible cost elther of money or of energy. Theimportance of public administration
as aspecialised subject can be attributed to the following reasons. One of the important
reasonsisthe practical concern that the government today has to work towards the public
interest. The first and foremost objective of public administration isto efficiently deliver
public services. In this context, Wilsonian definition of the subject as efficiency promoting
and pragmatic field was the first explicitly articulated statement on the importance of a
separate discipline of public administration. During thefirst half of the preceding century,
anumbers of countries have gppointed committeesto look into the problems of adminigtration
and recommended suitable administrative machinery to respond to diverse public needs.
The Hadane Committee Report (1919) in Britain; the President’'s Committee on Adminidrative
Management (1937) in the United States; A.D. Gorwaa Committee'sand Paul H. Appleby’s
Reportsin India are some of the examples of the efforts by various countries to make
changesin public administration. During the last four decades a so, a number of reports,
produced by committees/commissions appointed by governments in various countries or
multilateral agencies, and books published by scholars have enriched the discipline and
provided new perspectives to public administration to tune it to the changing needs of the
times. They include: Report of the Committee on the Civil Services (Fulton Committee
Report, U.K., 1968); various reports of the Administrative Reforms Commission (India,
1967-72); Reinventing Government (U.S.A., look by David Orborne and Ted Gabler,
1992), Governance and sustainable Development (UNDP, 1997) and World Development
Report: Building Ingtitutions for Markets (The World Bank, 2002). Secondly, administration
islooked at, in the social science perspective, as a cooperative and socia activity. Hence
the concern of academic inquiry would be to understand the impact of government policies
and operations on society. What kind of society do the policies envisage?; To what extent
adminigtrative action is non-discriminatory?, How is public administration functioning and
what are theimmediate and long term effects of governmental action on the socid structure,
the economy and polity?; etc. are questions requiring careful analysis. From the social
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science perspective, public administration, as adiscipline, hasto draw on avariety of sster
disciplines such as History, Sociology, Economics, Geography, Philosophy, Psychology,
etc., with the objective to explain and not just to prescribe. Finally, Public administration,
aswitnessed holds a place of significancein the lives of people. It touches them at every
step. For most of their needs, the citizens depend upon public administration. In view of
the important role of public administration in the lives of people, the citizens of a country
cannot ignore. Therefore, its teaching should become a part of the curriculum of educational
institutions. People must get to know about the structure of government, the activitiesit
undertakes and the manner in which these are actually performed. The study of public
administration will contribute to the redlization of the values of citizenship.Lastly, Public
administration has a special status in the developing countries. Many of these countries,
after independence from the colonial rule have stressed upon speedy socio — economic
development. Obviously, these countries have to relay on government for speedy
development. The latter requires a public administration to be organised and effectively
operated for increasing productivity quickly. Likewise, socia welfare activities have to be
effectively executed. These aspects have given birth to the new sub-discipline of development
adminigtration. The emergence of development administration isindicative of afelt need for
abody of knowledge about how to study the third world administration and at the same
time to bring about speedy socio-economic development with government’sintervention.
Development administration has therefore, emerged as a sub-discipline to serve the cause
of development.

2.5 Conclusion

There has been tremendous increase in the importance of public administration with
the expansion of state activities. The state is no longer considered as the preserver of
status quo, instead the concept of the ‘service state€’ has been dmost universaly accepted.
The centuries old notion of ‘police state’, which was to be responsible only for the
maintenance of law and order and the policy of laissez faire, i.e., least interference in
day-to-day activities, has completely logt its relevance. The modern state has undertaken
the new role of accelerator of economic and social change as well as prime mover and
stimulator of national development. With this change in the ends of modern state, the
purposes of public administration have aso been completely reoriented. The success of
government is dependent on the ability of public administration. The future of civilized
government rests upon the ability, to develop a service and philosophy and a practice of
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administration competent to discharge the public functions of civilized society. Lack of
sound administration may bring even the mightiest empire to pieces as was the case with
the ancient Roman Empire.In view of the important role of public administration in the
lives of people, the citizens of a country cannot ignore. Therefore, its teaching should
become a part of the curriculum of educationa institutions. People must get to know
about the structure of government, the activities it undertakes and the manner in which
these are actually performed. The study of public administration will contribute to the
redlization of the vaues of citizenship.

2.6 Summing Up

e Intoday’s welfare state the role of Public Administration is very important.
Public Administration forms the basis of government. It is the instrument of
socia change asit plays vitd role in the life of the people.

e Adminidration is an ingrument for executing laws, policies, programmes of the
state. Moreover, it acts as a stabilizing force in the society by providing
continuity. Ladtly, it isingrument of nationd integration in the developing countries
which face several social and political problems. Therefore, it is extremely
important to understand the sgnificance of public adminigtration as an academic
discipline.

e The modern state has undertaken the new role of accelerator of economic and
social change as well as prime mover and stimulator of nationa devel opment.
With this change in the ends of modern Sate, the purposes of public adminigration
have aso been completely reoriented. Its functions have enormoudy increased
in number, variety and complexity and its methodology has grown from the
trial and error stage into an orderly discipline with an organised, ever-increasing
body of knowledge and experience.

e The adminidrator is an essentid servant of the new age, which is becoming so
complex that neither the bluster of the power palitician nor the abundant goodwill
of the multitude will avoid breakdown, if, despite the adoption of right policies,
wrong adminigrative steps are taken. Therefore the purauit of greater knowledge
of public administration becomes the most essentia element in modern times.
In the words of Professor Beard, ‘ The future of civilised government and even,
I think, of civilisation itself, rests upon our ability to develop a science and a
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philosophy and a practice of administration competent to discharge the public
functions of civilised society’.

2.7 Glossary

Police State - A political system characterized by repressive governmental control of
political, economic, and social life usualy by an arbitrary exercise of power by police and
especially secret policein place of regular operation of administrative and judicia organs
of the government according to publicly known legal procedures.

Welfare State — A political system whereby the state undertakes to protect the health
and well-being of its citizens, especially those in financial or social need, by means of
grants, pensions, and other benefits. It is an ideal model of provision, where the state
accepts responsibility for the provision of comprehensive and universal welfare for its
ctizens.

2.8 Probable Questions

Essay Type Questions

(@ Discussthefactors behind therisein the significance of Public Administration as
an academic discipline.

(b) How ispublic adminigtration functioning and what are the immediate and long
term effects of governmental action on the social structure, the economy and

polity?
Short Questions

(@ Writeashort note on the importance of public administration as a specialised
subject of study.

(b) Listany fiveimportant functions of Public Administration in amodern welfare
date.

Objective Questions
(@ Inwhichyear wasthe Haldane Committee Report submitted in Britain?

(b) Who isthe author of the essay “The Study of Administration”?
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2.9 Further Reading

1. Public Administration — Concepts and Theories — By S.PNaidu, New Age
International Publishers.

2. Public Administration — Administrative Theories — By B.L.Fadia and
KuldeepFadia, SahityaBhawan.

3. PublicAdministration — Theory and Practice — By Hoshiar Singh and Pradeep
Sachdeva — Pearson Publishers.
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3.1 Objective

After studying this unit, learnerswill be ableto :
e Understand the meaning of Adminigtration and Management
e Understand the difference between Management and Administration.
e Digtinguish between Public and Private Administration

e |dentify the smilarities between public and private administration

3.2 Introduction

Administer is an English word, which is originated from the Latin word ‘ad’ and
‘ministrare’ . It meansto serve or to manage. Administration means management of affairs,
public or private. The act or process of administering, especially the management of a
government or large institution is known as administration. It is the act of effectively
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managing the affairs of a business-related organization or state. It indicates the finest use
of people, material, and other properties of the organization to accomplish the company’s
fina god. The adminigtration can do either by private individuas or public officials. Public
administration is a branch of socia science that works with service-oriented. In contrast,
private administration works with business-oriented. Therefore, this unit will be describing
what administration is and discuss the difference and smilarities between private and public
adminigration.

3.3 What isAdministration?

The adminidration isasystematic process of administering the management of abusiness
organization, an educational ingtitution like school or college, government office or any
nonprofit organization. The main function of adminigration isthe formation of plans, policies,
and procedures, setting up of goals and objectives, enforcing rules and regulations, etc.
Adminigtration lays down the fundamenta framework of an organization, within which the
management of the organization functions. The nature of administration is bureaucratic. It
isabroader term asit involves forecasting, planning, organizing and decision-making
functions at the highest level of the enterprise. Administration represents the top layer of the
management hierarchy of the organization. Thesetop level authorities are the either owners
or business partners who invest their capital in starting the business. They get their returns
in the form of profits or as adividend.

Broadly speseking, the term adminigtration gppearsto bear a least four different meanings
or different senses depending upon the context in which itisused: (1) AsaDiscipline: The
name of abranch of learning or intellectua discipline as taught and studied in colleges and
universities. (2) AsaVocation: Type of work/trade or profess on/occupation, especialy one
that involves knowledge and training in abranch of advance learning. (3) AsaProcess. The
sum total of activities undertaken to implement Public Policy or policies to produce some
services or goods. (4) As a Synonym for ‘word’ Executive or Government: Such other
body of personsin supreme charge of affairs, for example, Manmohan Singh Adminigtration,
Bush Adminigtration, etc. Noted below are definitions by afew famous writers.

E.N. Gladden “ Adminigtration isalong and dightly pompous word, but it hasahumble
meaning, for it meansto care for or look after people, to manage affairs.... isdetermined
action taken in pursuit of conscious purpose”.

BrooksAdams* Adminidration isthe cgpacity of coordinating many, and often conflicting,
socia energiesin asingle organism, so adroitly that they shall operate as a unity.
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Felix A. Nigro “ Administration is the organisation and use of men and materialsto
accomplish apurpose’.

J.M. Pfiffner and R. Presthus “ Administration is the organisation and direction of
human and material resources to achieve desired ends’.

L.D. White“The art of administration is the direction, co-ordination and control of
many persons to achieve some purpose or objective’.

Herbert Simon, D.W. Smithburg and V.A. Thompson “In its broadest sense, the
administration can be defined as the activities of group cooperating to accomplish common
gOdS,”

A brief analyss of the definitions listed above reved s that administration comprisestwo
essentias, namely (1) cooperative effort, and (2) pursuit of common objectives. One does
not find any adminigtration if there is only a common purpose without a collective effort or
vice-versa. Administration is also called a ‘technology of socia relationships' . Thus,
adminigtration is a process common to al 3 group effort, public or private, civil or military,
large scale or small scale. It is process at work in a department store, a bank, a university,
ahigh school, arailroad, a hospital, a hotel or alocal government.

3.4 What is Management?

Management is defined as an act of managing people and their work, for achieving a
common goa by using the organization’s resources. It creates an environment under which
the manager and his subordinates can work together for the attainment of group objective.
It isagroup of people who use their skills and talent in running the compl ete system of
the organization. It is an activity, a function, a process, a discipline and much more.
Planning, organizing, leading, motivating, controlling, coordination and decison making are
the mgjor activities performed by the management. Management brings together 5M’s of
the organization, i.e. Men, Materia, Machines, Methods, and Money. It isaresult oriented
activity, which focuses on achieving the desired output.

3.5 Differences Between Management and Administration

The mgjor differences between management and administration are given below:

1. Management is a systematic way of managing people and things within the
organization. The adminigtration is defined as an act of administering the whole
organization by agroup of people.
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11.

Management isan activity of businessand functiona leve, wheressAdminigtration
isahigh-leve activity.

While management focuses on policy implementation, policy formulation is
performed by the administration.

Functions of administration include legidation and determination. Conversaly,
functions of management are executive and governing.

Administration takes all the important decisions of the organization while
management makes decisions under the boundaries set by the administration.

A group of persons, who are employees of the organization, is collectively
known as management. On the other hand, administration represents the owners
of the organization.

Management can be seen in the profit making organization like business
enterprises. Conversely, the Administration isfound in government and military
offices, clubs, hospitals, religious organizations and all the non-profit making
enterprises.

Management isal about plans and actions, but the administration is concerned
with framing policies and setting objectives.

The manager looks after the management of the organization, whereas
administrator is responsible for the administration of the organization.

Management focuses on managing people and their work. On the other hand,
adminigration focuses on making the best possible utilization of the organization's
resources

3.6 Difference between Public and Private Administration

The major concern of administration is to properly organise men and material for
achieving desired ends. As a co-operative group activity, administration istruly universal
and operatesin al types of public and private organisations. In other words, administration
occurs in both public and private institutional settings. Its nature depends upon the nature
of the setting and goals with which it is concerned. On the basis of the nature of the
ingtitutional setting, public administration can be roughly distinguished from private
administration. Public administration refers to the administration which operatesin the
government setting. Private administration on the other hand refers to the adminigtration in
the non-governmental setting that is business enterprises.



NSOU e 6CC-PS-07 31

John Gaus, Ludivig Von Mises, Paul H. Appleby, Sir Josia Stamp, Herbert A. Simon,
Peter Drucker, etc., in their writings, have made distinction between public and private
adminigration.

According to Simon, the distinction between public and private administration relates
mainly to three points:

e Public adminigtration is bureaucratic whereas private administration is business

like:

e Publicadminigration is political where as private administration is non-politicd;
and

e  Public adminidration is characterized by red-tape where as private adminigtration
isfreefromit.

According to Sir Josiah Stamp, the four principles, which differentiate public from
private adminigtration, are:

e Principleof Uniformity : Common and uniform laws and regulations mostly
regulate public Adminigtration.

e Principle of External Financial Control : the representatives of the people
through alegidative body control Government revenues and heads of expenditure.

e Principleof Ministerial Responsibility : Public administration is accountable
to its political masters and through them to the people.

e Principle of marginal Return : The main objective of abusiness ventureis
profit, however small it may be. However, most of the objectives of public
administration can neither be measured in money terms nor checked by
accountancy methods.

Another scholar who has made a distinction between public and private administration
is Paul Appleby. He observed —“In broad terms the governmental function and attitude
have at least three complementary aspectsthat go to differentiate government from al other
ingtitutions and activities: breadth of scope, impact and consideration; public accountability;
palitica character.” No non-governmenta ingtitution has the breadth of scope the government.
It involves policies and actions of immense complexity. Its fullest possible understanding
requires the wisdom of many specidistsaswell asthe key participantsin public and private
life. Moreover, Public Administration is subject to political direction and control. Lastly,
Public Administration is accountable for al its actions to the peopl€'s representatives and
the people at large.
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Apart from the above mentioned points, there are some other important distinguishing
features of Public administration may be described under the following sub-heads:

Absence of profit motive: Publicadministration is characterized by service motive. The
absence of profit motive from the Public adminigtration is another feature, which distinguishes
it from the private administration. The primary purpose of governmenta organisation isto
provide services to the people and promote social good.

Prestige: Public administrators who serve in the Government enjoy high status and
prestige in comparison to their counterparts in private enterprises especially developing
countries.

Public Gaze: All the actions of public administration are exposed to wide public gaze
because the public closely watchesit. This does not happen in private administration.

Service and Cost: Most governments spend more money than their income or revenues.
That isthe reason for finding generally a deficit budget that is, expenditure exceeding
income. Conversdy, private administration income often exceeds expenditure without which
they cannot survive.

Legal framework: Public administration operates within alega framework. It isrule
oriented. The responsihilities of public administrators are fixed by a set of constitutional
practices, laws and regulations. Government officials are obliged to act within their lega
powers and not outside the law.

Congstency of treatment: A government officia isrequired by law to maintain ahigh
degree of consistency in his dealings with the public. He has to observe the principle of
equality of treatment in serving the people. It isalegal obligation to not to discriminate
againgt any person.

Public accountability: Public accountability isthe halmark of Public adminidtrationina
demoacracy. Public adminigration isrespongible to the public, though not directly but indirectly
through political executive, legidature, judiciary, etc.

Large-scde adminigration: Public adminigtration islarge-scale adminigtration. It issaid
that almost anything under the sun is directly or indirectly under the domain of public
administration. It isby al meanslarger than any big private concern in terms of size,,
complexity and diverdity of activities.

Monopolistic and Essential Services: In the field of public administration, thereis
generaly amonopoly of the government and it does not generaly allow private partiesto
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compete with it. For example, no person or bodies of persons are allowed to establish or
perform functions related to public services like national security, foreign relations, law and
order, mint and currency, asthese are the exclusive fieds of the government and thoroughly
important for the community and polity to prosper.

Officias remain Anonymous. In public administration, even the most senior officias
remain anonymous and their identity is not disclosed. Thisis so because whatever they do,
they do in the name of the government and not in their own name.

Financid meticulousness: Public adminigration hasto be very careful in financia meatters
because it isworking as custodian of people’s money.

Lower leve of Efficiency: Efficiency issaid to be the cornerstone of any organisation.
However, due to varied responsibilities, lack of effective control, less accountability,
involvement of alarge number of levels and job security of employees, efficiency has not
been there in public organisations to the effect desired. When compared to private
administration, one finds that the degree of efficiency in public organisationsis at alower
level. With profit as the major motive coupled with excessive control and flexibility in
personnel administration the leve of efficiency in private organisations is much higher.

3.7 Similarities between Public and Private Administration—

Henri Fayol saysthat, there is only one administrative science, which can be applied
equally well to public and private sector. Following are the smilarity between public and
private administration

1. Both public and business administration rely on common techniques relating to
planning, organization, budgeting, delegation, control and the like. Both make
use of common skills such as accounts keeping, maintaining files etc.

2. In modern times the principle of profit motive is not particular to private
adminigtration. Profit making is now acceptable as laudable objectivesfor public
sector industries too. Further, the busi ness organizations have aso devel oped the
sense of community service. They have also cometo realize that they too have
wider respongbilitiesin society.

3. Inpersonnel management the private organizations have been influenced greetly
by the practices of public organization. In recent years public organizations have
also attempted to adopt private business method and practices. For example,
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the public corporations created to run the government owned economic and
commercia activities are largely modeled on private business concerns. They
resemble the private companies in nature.

4. In modern times private business concerns are also subjected to many legal
congtraints. Government is exercising much control over business firmsthrough
taxation, monitory and licensing policies consequently, they are not asfree as
they once used to be.

5. These days outsourcing, contracting out, voluntary retirement are common in
Public sector aswell. Moreover there is considerable exchange of personnel
especialy at higher level in both Public and Private sector.

3.8 Conclugon

One of theinteresting areas of discussion concerning the nature of Public Adminigtration
is public versus private administration. Public and Private administration are often compared
and contrasted, though there are some thinkers like Henry Fayol, Mary P. Follett, Luther
Gullick, and Lyndall Urwick believe that all administration is one and exhibits the same
fundamenta characteristics. One can conclude that both Public and Private Administration
are complementing and supplementing each other which can be clearly seen through the
development of the Public Private Partnership (PPP) model in various sectors like hedlth,
education, Infrastructure development, and housing. Today, the qudification amongst Public
and Private is not any more a sharp one. Or maybe one finds obscuring of lines between
the two. All association share open and private highlights. Three measurements include
Publicness and Privateness in the public arena: Organization — alludes to the essential
contrast between an operator following up for hisor her own benefit (that is secretly) or
asan adminidration officid whose activity influences others (that isfredly) Intrigue -aludes
to who advantages and who endures. Consequently, it isthe enthusiasm of the private firm
that lone the general populationsin it or the individuals who claim it are profited by it.
Despite what might be expected, it is the enthusiasm of the legislature to serve each
individua from the group. Access- aludesto the level of receptiveness that empowersto
make the qualification between popularity from privateness. Accessincorporates access
to exercises, space, data and assets. It can be concluded that public and private
administration are the two species of the same genus, but they have special values and
techniques of their own which give to each its distinctive character.
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3.9 Summing Up

Administer isan English word, which is originated from the Latin word *ad’ and
‘ministrare€’ . It meansto serve or to manage. Administration means management
of affairs, public or private.

The act or process of administering, especialy the management of agovernment
or large ingtitution is known as administration.

Management is defined as an act of managing people and their work, for achieving
acommon goal by using the organization’s resources. It creates an environment
under which the manager and his subordinates can work together for the attainment
of group objective. It is agroup of people who use their skills and talent in
running the compl ete system of the organization.

It isan activity, afunction, a process, a discipline and much more. Planning,
organizing, leading, motivating, controlling, coordination and decison making are
the mgor activities performed by the management. Management brings together
5M’s of the organization, i.e. Men, Material, Machines, Methods, and Money.
It isaresult oriented activity, which focuses on achieving the desired output.
The major differences between management and administration are that
management is a systematic way of managing people and things within the
organization.

The administration is defined as an act of administering the whole organization
by a group of people. Moreover, management is an activity of business and
functiond level, wherees Adminigration isahigh-level activity. Public and private
administration can be distinguished in terms of its breadth of scope, impact and
consderation; public accountability; political character.

Despite such differences, public and private adminigtration share certain Smilarities
like Both public and business administration rely on common techniques relating
to planning, organization, budgeting, delegation, control and the like. Both make
use of common skills such as accounts keeping, maintaining files etc.In modern
times the principle of profit motiveis not particular to private administration.
Profit making is now acceptable aslaudable objectives for public sector industries
too. In modern times private business concerns are al so subjected to many legal
congraints.
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e Government is exercising much control over business firms through taxation,
monitory and licensing policies consequently, they are not as free as they once
used to be.

3.10Glossary

Public Private Partner ship Modé - The term * public—private partnership” describes
arange of possible relationships among public and private entities in the context of
infrastructure and other services. Other terms used for thistype of activity include private
sector participation (PSP) and privatization. While the three terms have often been used
interchangeably, there are differences. PPPs present aframework that—while engaging the
private sector—-acknowledge and structure the role for government in ensuring that socia
obligations are met and successful sector reforms and public investments achieved. A strong
PPP alocates the tasks, obligations, and risks among the public and private partnersin an
optimal way. The public partnersin a PPP are government entities, including ministries,
departments, municipalities, or state-owned enterprises. The private partners can be local
or internationa and may include businesses or investors with technica or financia expertise
relevant to the project. Increasingly, PPPs may a so include nongovernment organizations
(NGOs) and/or community-based organizations (CBOs) who represent stakeholders directly
affected by the project. Effective PPPs recognize that the public and the private sectors
each have certain advantages, relative to the other, in performing specific tasks. The
government’s contribution to a PPP may take the form of capital for investment (available
through tax revenue), atransfer of assets, or other commitments or in-kind contributions
that support the partnership. The government aso provides socid responsibility, environmenta
awareness, loca knowledge, and an ability to mobilize political support. The private sector’s
role in the partnership isto make use of its expertise in commerce, management, operations,
and innovation to run the business efficiently. The private partner may also contribute
investment capital depending on the form of contract. The structure of the partnership
should be designed to allocate risks to the partners who are best able to manage those
risks and thus minimize costs while improving performance.

3.11 Probable Questions

Essay Type Questions
(@ Discussthe differences between public and private administration.
(b) Explainthe smilarities between public and private administration.
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(c) Digtinguish between Management and Administration
(d) Explainthe Public-Private Partnership moddl.

Short Questions
(@ Writeashort note on Private Administration.

(b) Mentionthefour princeples mentioned by Sir Josiah Stamp to make a difference
between puublic and private administration.

Objective Questions

(@ Who defines“ Administration as the organisation and direction of human and
material resourcesto achieve desired ends’?

(b) What isthefull form of PPPin administration ?
() Writethefull form of “NGO”.
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4.1 Objective

After studying this unit, learners will be ableto :

e Understand the evolution of the discipline of Public Administration
o Get anideadbout thefuturigtic direction of the discipline of Public Administration.

e |dentify thefocus of each particular phase in the evolution of the discipline of
Public Adminigtration.

4.2 Introduction

Public Administration as an activity isas old as civilized life. But asafield of study it
is of recent origin asit emerged during the closing years of the 19th century. A pertinent
question arises in thisregard that can such an important activity continue for along time
without having substantial theoretical base? The answer liesin the close examination of the
facts which reveal that it did have a theoretical base as a part of related branches of
knowledge like politics, ethics and law in different societies and remained so for a
considerable long time. For example, ancient Hindu treatises on politics, like
Kautaliya sArthashastra, deal more with administrative problems than the theoretical basis
of the State. Not only Indian but in other societies too one can see asimilar phenomenon.
Teachings of Confucius, the great ancient Chinese philosopher, contain many administrative
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principles. Aristotle, the Greek scholar, who isregarded as the father of political science,
a o discussed some aspects of administration in hisfamous book ‘ The Politics . During the
renaissance era there appeared Machiavelli‘s The Prince which is considered as atreatise
on the art of government and administration. But despite all this, there has not been clear
recognition of Public Administration as a separate and distinct subject of study. Even the
term public Administration was used for the first timein the closing years of 18th century
when Hamilton contributed a paper defining the meaning and scope of the discipline.
Likewise, thefirst book on public adminigration was“Principlesd” Administration Publique’
written by Charles Jean Bounin, a French scholar in 1812. However, literature on this
subject remained scanty so it did not assume the status of an independent discipline. The
main reason which can be attributed to this was the lack of sufficient specialization and
technicdity to merit its separate and independent consideration. But industrid revolution has
extended the scope of public administration by opening new vistas and that too in the highly
technical fields. As aresult administrative processes became too complex to be dedlt only
by professional and skilled civil services. Thisgaveriseto professional civil servants and
the need to systematize their skill and experience into administrative codes and manuals
which in turn led to the emergence of theoretical and academic discussion of public
administration as an independent discipline.

4.3 Evolution of Public Administration

Theterm ‘Public administration’ can be interpreted in two different ways. First, it refers
to the activity of administering the affairs of the government. Secondly, it refersto afield
of study like that of economics, philosophy and sociology and so on. Public administration
as an aspect of governmental activity itisasold aspolitica sciencethat is, it has co-existed
with the political systemsto accomplish the objectives set by the political decision-makers.

First Phase: Politics — Administration Dichotomy (1887-1926)

Thisisthe beginning of evolution of public administration as a discipline. The basic
theme during this stage was the advocacy for the separation of politics from administration
popularly known as‘ palitics-adminigtration’ dichotomy. This stage began with the publication
of Prof. Woodrow Wilson's essay — The Study of Administration in the journal Political
Science Quarterly in 1887. The essay laid the foundation of a separate, independent and
systematic study in public adminigtration. Heistherefore regarded asthe father of discipline.
In hisarticle Wilson argued that politicsis concerned with policymaking while adminigtration
is concerned with implementation of policy decisions. He thus wrote — “..... that
adminigtration lies outside the proper sphere of politics. Administrative questions are not
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political questions. Although politics sets the tasks for administration, it should not be
auffered to manipulateits offices” Hethusinitiated Politics-Administration dichotomy which
dominated the scene for quite some time.

The Wilsonian line of thought was furthered by Frank J. Goodnow in his book * Palitics
and Adminigtration’ in published in 1900. He made a sharp conceptua distinction between
the two functions of government, that is, politics and administration. He observed —* Politics
hasto do with policies or expressions of the state will”, “whereas administration hasto do
with the execution of these policies.”

In 1926, L.D. White wrote the first text book on the subject by, ‘ Introduction to the
Study of Public Administration.” With its publication, the subject picked up academic
legitimacy, that is, the American universities began to offer courses of instruction in public
adminigration.

Second Phase: Principles of Administration (1927-1937)

During this phase, scholars believed that Public administration is a separate activity
with its own well marked field and principles. In 1927, W. F. Willoughby* s book Principles
of Public Adminigtration was published in which he asserted that in administration there are
certain fundamenta principles of general application analogous to those characterizing any
science. They could be discovered and administrators would be expert in their work if they
learned how to gpply these principles. Further, efficiency in adminigtration would beincreased
if these principles are applied. Some of the significant works of this phase were- M. P,
Follet's“ Cresative Experience’ (1924), Henri Fayol*s*“Industrid and Generd Management”
(1930) and James D. Mooney and Alan C. Relley‘s“Principles of Organization” (1939).
However, the publication of Luther Gulick’sand Lyndall Urwick's* Papers on the Science
of Adminigration” (1937) marked awatershed and it enhanced the prestige of the discipline,
According to Luther Gulick and Lyndall Urwick there are principles which can be arrived
at inductively from the study of human organization which should govern arrangements for
human associations of any kind. Further, they propounded the famous concept of
POSDCORB find expresson of these principles. Resultantly, Public Administration touched
its zenith and this phase is regarded as a golden erain the evolution of the discipline. A
related literature that preceded the work in administrative management was the devel opment
of Scientific Management. The most notable contribution to the literature was F. W. Taylor's
“Principles of Scientific Management” (1911). However, Scientific Management had less
effect on public Administration during its principles phase because it focused on lower level
personnd in the organization.
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Third Phase: Era of Challenge (1938-1947)

In the very next year (1938), the mainstream Public Administration was challenged
with the publication of Chester I. Barnard' s “ The Functions of the Executive’. The chalenge
came basicdly intwo forms: firgt, rgection of theideaof politics administration dichotomy
and second, principles of public administration lacking in scientific vaidity. A book entitled
“Elements of Public Administration” edited by Fritz Morstein Marx (1946) was one of the
first mgor volumes to question the assumption that politics and administration could be
dichotomized. It was argued that administration cannot be separated from politics because
of itspalitical nature. Further, administration is not only concerned with implementation of
political policy decisons but aso plays an important role in their formulation. According to
Nicholas Henry, the rgjection of the politics/adminigtration dichotomy was a huge intellectua
shift that fundamentally changed the nature of the field for decades and, in away, also
diminished it. The second challenge to the field was that there could be no such thing as
principles of adminigration. In 1947, Herbert Smon in hisbook “ Adminigtrative Behaviour:
A Study of Decison-Making in Administrative Organization” argued that for every principle
of administration there was a counter principle, thus rendering the whole idea of principles
redundant. He advocated the behavioral approach to public administration to makeit a
more scientific discipline. He focused upon decision- making as the aternativesto the
principles approach. In the same year, Robert A. Dahl aso countered the claim of principles
of public administration asascience in his article entitled “ The Science of Administration:
Three Problems’. He observed: We are along way from a science of public administration.
No science of public administration is possible unless: (a) the place of normative valuesis
made clear; (b) the nature of man in the area of public administration is better understood
and his conduct is more predictable; and (c) there isabody of comparative studies from
which it may be possible to discover principles and generalities that transcend national
boundaries and peculiar historical experiences. All thisresulted in an identity crissin the
discipline of public administration.

Fourth Phase: Crisis of Identity (1947-1970)

The disciplinewasin a state of confusion and suffered from the crisis of identity due
to the rgjection of two of itsearlier paradigms viz : politics administration dichotomy and
the principles of public administration. So the scholars of public administration reacted to
this crisis by reestablishing the linkages of Public Administration first with Political Science
and then with the Management. John Gaus, for example, in hisfamous article“ Trendsin
the Theory of Public Administration” (1950) observed that atheory of public administration
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means in our time atheory of politics aso. However, they were not liked and encouraged
by political scientists. During this period there was a growing use of the Case Study
Method and the rise and fdl of Comparative and Devel opment Administration. Comparative
Administrative Group was founded in 1960 and it received liberal grants from Ford
Foundation. The Foundation®s emphasis on the Third World and it led to the devel opment
of a semi-autonomous sub-field of the Comparative Public Administration called the
Development Administration. The most notable contribution in this sphere was that of F.
W. Riggs. But Comparative Public Administration from its very origin emphasized upon
theory building and to seek knowledge for the sake of knowledge which ultimately led to
itsdownfall. In 1973 the Comparative Administrative Group was disbanded. Due to their
second-class status in the discipline of Political Science, some scholars of Public
Administration began to search for an dternative and they found the same in management
which sometimesis called adminigirative science. They argued that organization theory was,
or should be, the overarching focus of public administration. They also emphasised on
organization theory, as the paradigm of public administration. Scholarslike James G March
and Herbert Simon's “Organizations, Richard Cyert and March's“A Behavioura Theory
of the Firm,” March's “Handbook of Organizations’ and James G. Thompson's
“Organizationsin Action” gave solid theoretical reasons for choosing Management asthe
paradigm of Public Administration.

Fifth Phase: Public Policy Perspective (1971 — continuing)

However, even when the discipline of Public Administration was at its lowest ebb, it
was sowing the seeds of its own renaissance. A few factors, contributed in this process of
regeneration. The first was the development of inter- disciplinary programs focusing upon
policy science. In thisregard three distinct inter-theoretica linkages @) politics-adminigiration
union, b) Economics- administration confluence, and ¢) organization theory - administration
intermixing can be identified. The second was the emergence of New Public Administration
(NPA) asaresult of the first Minnowbrook Conference held in 1968 sponsored by Dwight
Waldo. It emphasised on values thereby replacing the traditional goals of efficiency and
effectiveness. Moreover, it also stressed on relevance of research conducted in public
administration, social equity and socia change. The overdl focus of NPA movement was
to make administration less generic and more public, less descriptive and more prescriptive,
lessinstitution oriented and more client-oriented, less neutral and more normative. The
above mentioned intellectual currents compelled the scholars of public administration to
think in terms of academic autonomy by severing their ties both with political science and
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management. All these developments led to the rise of an independent field of public
administration. Against this backdrop, in 1970 the National Association of Schools of
Public Affairsand Adminigtration (NASPAA) was established which comprises of inditutions
of higher learning of different countries offering courses on major public administration
programs. Thus, the formation of NASPAA represented the development of public
administration as an independent area of study. It was during the early 1970s that a new
approach developed in public administration along with New Public Administration. It was
known as the Public Choice Approach. Vincent Ostrom, the chief protagonist of this
gpproach advocated for replacement of the traditiona doctrine of ‘ bureaucratic administration’
by the concept of ‘ democratic adminigration’. In hisbook The Intdlectud Crissin American
Public Administration, he advocated avariety of different organizationa arrangements that
could be used to provide different public goods and services. Another trend which one can
observeisthat the digtinction between adminigtration and management is becoming irrdevant.
It has given rise to anew theory known as New Public Management Perspective which
emerged since the 1990s. The book entitled —Reinventing Government by David Osborne
and Ted Gaebler, published in 1992 heralded the birth of New Public Management. It
represents a synthesis of public administration with private administration. It amsat 3Es—
economy, efficiency and effectiveness. It staunchly advocates abasic changein therole
of state in society and economy. It emphasizes on the vital role of market as against the
state as the key regulator of economy and society.

4.4 Concluson

Public administration is both an activity and adiscipline for systematic study. Since
inception, it has been primarily concerned with problems of how to validate law qualitatively,
honestly and efficiently. Today, public administration has become more concerned with the
processes by which it participatesin formulating and interpreting law and actively participating
in the process of governance. Moreover, the growth of science and technology has brought
about aperiod of stress aswell as development in the field of Public Administration both
as an art(way of conducting and actually doing the activies of Public Administration by
administrators) and as a science( academics, field of study for students and scholars).In this
process public administration as a discipline has undergone alot of changesin recent times.
Recently there has been a growth and spread of new management techniques in public
adminigration. It is concerned with human gods now like life, liberty and pursuit of happiness.
The new public adminigtration istrying to balance goas like efficiency and effectiveness
with socid equity, sensitivity to human suffering and social needs.
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Public Administration as an activity isas old ascivilized life. But asafield of study it
isof recent origin asit emerged during the closing years of the 19th century. There has not
been clear recognition of Public Administration as a separate and distinct subject of study
since the writing of Woodrow Wilson's essay — The Sudy of Administration in the journal
Political Science Quarterly in 1887. The essay laid the foundation for a separate, independent
and systematic study in public administration. He is therefore regarded as the father of
discipline. In his article Wilson argued that politics is concerned with policymaking while
administration is concerned with implementation of policy decisions. During the second
stage in the evolution of Public Administration emphasis was on increasing the efficiency
and effectiveness in administration. The focus was on development of some fundamental
principles of general application analogous to those characterizing any science. It was
believed that administrators would be expert in their work if they learned how to apply
these principles. Further, efficiency in administration would be increased if these principles
are applied. In the third stage in the evolution of the discipline of public administration the
previous two paradigms of politics/administration dichotomy and scientific principles of
administration were challenged and rejected which led to the creation of an identity crisis
in the fourth phase. During the fourth phase the discipline was in a state of confusion and
scholars of public administration reacted to this crisis by reestablishing the linkages of
Public Adminigtration first with Politica Science and then with the Management. During the
fifth and find stage even when the discipline of Public Administration was at its|lowest ebb,
it was sowing the seeds of its own renaissance.In this regard three ditinct inter-theoretica
linkages @) politics-administration union, b) Economics- administration confluence, and )
organization theory - administration intermixing can be identified. The second was the
emergence of New Public Administration (NPA) as aresult of the first Minnowbrook
Conference held in 1968 sponsored by Dwight Waldo. It emphasised on values thereby
replacing the traditional goals of efficiency and effectiveness.

4.5 Summing Up

e PublicAdminigration asan activity isasold asciviliztionitsdf. But asan academic
disciplineit isof recent origin. The evolution of public administration as an
academic discipline can be durded into five different phases.

e Thefirst phase lasted between 1887 to 1926 and the most important principle
of this phase was “politics-administration” dichotomy which was propogated by
thinkers like Woodrow Wilson, Frank J Goodnow and L. D. White.
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® Thesecond phase shorted from 1927 and lasted till 1937. Thisphaseis regarded
asthe golden erain the evolution of public administration. This phase marked
the evolution of certain fundamenta principles of administration.

e Thethird phase was known as the era of chalenge which lasted from 1938 to
1947. 1t challenged both the ideas of politics administration dechotomy and
principles of public administration.

e Thefourth phase generated a state of confuson and identity crissinthediscipline
of public administration which lasted from 1947 to 1970.

e Thefinal and fifth phase started since 1971 and is still contining. This phase
marks the emeagence of new approaches the public choice and New Public
management.

4.6 Glossary

Palitics Adminigration Dichotomy - Woodrow Wilson in his ground bresking essay
pointed out that efficiency in the government could not be achieved as long as public
agencies were subject to the corrupting influence of politics. For this reason Wilson made
adigtinction between palitics and administration. He wrote in his essay that administration
lies outside the proper sphere of politics. Administrative questions were not political
guestions. Although politics set the tasks for administration, it should not be suffered to
manipulate its offices. Thus Wilson argued that public administration should be concerned
only with the detailed and systematic execution of public law. Even Frank J. Goodnow
supported the ideas of Wilson and further extended the principle by pointing out that
Politics has to do with policies or expressions of the state will whereas administration has
to do with policies or expressions of the state will.

4.7 Probable Questions

Essay Type Questions
(@ Discussthe evolution of Public Administration asadiscipline.

(b) Thediscipline of Public administration went through a crisis of identity sincethe
late 1940s. Discuss
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Short Questions

@
()
©

Discuss the principles of Public Administration.
Write ashort note on Politics —Administration dichotomy

Write a short note on the causis of identity in Public Administration.

Objective Questions

@
(b)

©

Who is the author of the book ‘ The Prince” ?

Who wrote the first book on public administration “Principles d” Administration
Publique’?

In which year was the book ‘ Politics and Administration’ published?

4.8 Further Reading

1

Adminigrative Theories and Management Thought — By R.K.Sapru, PHI Learning
Private Limited.

Public Administration — Concepts and Theories — By S.PNaidu, New Age
International Publishers.

Public Administration — Administrative Theories — By B.L.Fadia and
K uldeepFadia, SahityaBhawan.

Public Administration — Theory and Practice — By Hoshiar Singh and Pradeep
Sachdeva — Pearson Publishers.

New Horizons of Public Administration, Mohit Bhattacharya, Jawahar Publishers
& Didtributors.
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5.1 Objective

After studying this unit, learnerswill be ableto :

e Explainthe concept of globdization

e Examineitsimpact on public administration generally and on the developing
countries particularly.

e Understand the new challenges that structural adjustments is posing to the
adminigtrative systems of developing countries

5.2 Introduction

Globdization, the buzzword in present times, sands for globa spread of goods, services,
technology, ideas and processes. Its' important accompanying features are momentous
changes in the nature of the States, governments and societies coming under its
influence. When thinking of public administration in the context of globaization, thereis
often confusion as to the role public administration plays. From a domestic perspective,
public adminigration is, among other things, the ingrumenta body in which the nation-gate
executes its business. This definition becomes more challenging however, as one beginsto
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think about it from amore global standpoint. Thisis because globalization has not only
fundamentally changed the way in which we look at theworld, but it has also affected how
governments interact with their own citizens, as well as how they function with other
governments around the world. Globalization has effectively forged new dimensions of
interdependence and interactions among nations and peoples around the world and chalenges
thetraditional model of public administration and itsrole in the process of governance. Thus
the process of globalization has raised controversy concerning the fate of the state in
modern governance: one predicting the end of the state, another holding for the persistence
of the state and national governance and still others with other perspectivesin between.

5.3 What isGlobalization?

Globalization is the word used to describe the growing interdependence of theworld's
economies, cultures, and populations, brought about by cross-border trade in goods and
sarvices, technology, and flows of investment, people, and information. Countries have built
economic partnerships to facilitate these movements over many centuries. But the term
gained popularity after the Cold War in the early 1990s, as these cooperative arrangements
shaped modern everyday life.

Thereisno one single definition of Globdization. It has been defined in severd different
ways. Some of the popular definitions of Globalization are as follows: Anthony Giddens
explained Globalization as the intengfication of worldwide socid rdationswhich link distant
localitiesin such away that local happenings are shaped by events occurring many miles
away and vice versa. Fredric Jameson found Globaization as an immense enlargement of
world communication, aswell as of the horizon of aworld market, both of which seem far
more tangible and immediate than in earlier stages of modernity. David Held has defined
Globalization as a process (or set of processes) which embodies atransformation in the
gpatia organization of socid relations and transactions - assessed in terms of thelr extensity,
intengity, velocity and impact - generating transcontinental or interregiond flows and networks
of activity, interaction, and the exercise of power. Roland Robertson has described
Globalization as the compression of the world and the intensification of consciousness of
theworld asawhole. Findly, James Mittelman defined Globdization as the compresses the
time and space aspects of social relations.

From the following five influential definitions of globalization one can identify four
digtinct quditiesor characterigicsthat lie at the core of the phenomenon. Firdly, globdization
involvesthe creation of new and the multiplication of existing socia networks and activities
that increasingly overcomes traditional political, economic, cultural, and geographical
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boundaries. The second qudity of globalization isreflected in the expansion and the stretching
of socid rdations, activities, and interdependencies. Today’s financid markets stretch around
the globe, and electronic trading occurs around the clock. Gigantic shopping malls have
emerged on all continents, offering those consumers who can afford it commodities from
all regions of the world including products whose various components were manufactured
in different countries. For instance non-governmental organizations, commercia enterprises,
socia clubs, and countless regional and global institutions and associations such as the
United Nations, the European Union, the Association of South East Asian Nations, the
Organization of African Unity, the Common Market of the South, Doctors Without Borders,
Amnesty International, the Union of Concerned Scientists, the World Economic Forum,
Microsoft, and General Motors, to name but a few.Third, globalization involves the
intengification and acceleration of socia exchanges and activities. The Internet relays distant
information in mere seconds, and satellites provide consumers with real-time pictures of
remote events. AsAnthony Giddens notesin his definition, the intensification of worldwide
socia relations meansthat local happenings are shaped by events occurring far away, and
viceversa. In other words, the seemingly opposing processes of globdization and localization
actualy imply each other. The ‘local’ and the ‘global’ form the endpoints of a spatia
continuum whaose central portion is marked by the ‘ national’ and the ‘regiona’ .Fourth, the
cregtion, expanson, and intengfication of socia interconnections and interdependencies do
not occur merely on an objective, materid level. As Roland Robertson notesin his definition,
globalization processes dso involve the subjective plane of human consciousness. Hence,
we must not forget that globalization also refers to people becoming increasingly conscious
of growing manifestations of social interdependence and the enormous accel eration of
socid interactions. Their awareness of the receding importance of geographica boundaries
and distances fosters a keen sense of becoming part of a globa whole. Reinforced on a
daily basis, these persstent experiences of globa interdependence gradudly change people's
individua and collective identities, and thus dramatically impact the way they act in the
world.

5.4 Impact of Globalization on Public Administration

The globaization wave is bringing about an unprecedented expansion of trade, finance,
and investment accompanied by unparalleled technological innovations and high levels of
consumer demands and expectations. Theimpact of globdization on the economy is mixed,
with benefits accruing due to competition along with economic crisis, weakened State
apparatus, propagation of market-oriented values, and disturbing concentration of wealth
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leading to increasing levels of poverty, inequality, socid crises, with significant repercussions
on the devel opment process.

Globdization isresulting in atrangtion from centraly planned to market structures, and
thelr integration with the global economy the world over. This has repercussions for the
administrative framework and, the functioning of State machinery. The emphasisison
acquiring new skills and capabilities, and changing the mindset of personnd to adjust to the
new environment. The nature and processes of public administration have been severely
affected by the changing perceptions of the role of the State, manageria orientation in
governance, market-driven approach to development, and increasing advocacy of the
complementary roles of government, market and civil society.

Public Administration, according to Jamil Jreisat (2004) isfacing new challenges due
to the impact of globalization. These are:

® A growing need for negotiation skills among sovereign States
e Changed role of bureaucracy from managing to facilitating economic activities

e An organizational, managerial culture which stresses performance and
resultoriented management (Thereisademand for managerid skills of adgptability,
cooperation and credtivity)

e Focuson manageria leadership and expertise which has been necessitated by
the demands of negotiations, mediation, and sensitivity to human rights and
diversty

e Emergence of e-government, where al countries have been executing major

initiativesto tap the vast potentiad of the Internet for improving and perfecting the
governing process

e Need for a comparative perspective wherein, in response to the new global
redlity, public administration must effectively utilize acomparative outlook that
incorporates non-western as well as more devel oped systems.

The State has always been at the centre-stage of societal governance. The onset of
globalization has resulted in significant changesin this traditional role of the State. The
market-based approach to public administration is leading to the emergence of a
‘Competition State’, which encourages public choice initiatives, deregulation, and
privatization, irrespective of thelocal, politica and administrative cultures. Cerny (1997)
describes the Competition State as one that has been transdformed from aprimarily hierarchica
decommodifying agent into a primarily market-based commodifying agent.
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This‘roll back’ of the State propagated during the 1980s and 1990s, especidly in the
USA and UK, dueto theinfluence of Neo-liberalism hasresulted in deregulation, privatisation
and the introduction of market-oriented reformsin public services. Thishas led to a pro-
market and anti-state philosophy of ‘private good’ and ‘public bad’. The new political
economy of development is based on ‘market’ and not the State as the central actor. In
fact, the market approach argues that the government is less efficient than markets over
providing servicesto individuals. The market firms due to competition and profit motive
make amore effective use of given resources than the government agencies, which lack
similar incentives. Thus a powerful new paradigm of determining the scope and limits of
government action that was dominant in Western democracies held the view that government
should:

e Doless
® Reduce or relinquish their previous overburdening responsbilities
e Privatize public services or their delivery wherever practicable; and

e Reform their own operations in accordance with the market concepts of
competition and efficiency.

Globalization, no doubt impacts heavily on the State, its policies, institutions, and
personnel. The ‘public sphere’ and the space for citizens' involvement have been shrinking
and the Corporate State is making its presence felt. The biggest chalenge for administration
isto recast the role of the State. Osborne and Gaebler (1992) in their work Reinventing
Government have made a case for government having akey rolein restructuring of markets
through: « Setting rulesin market place « Facilitating the provision of informeation « Augmenting
demand ¢ Catalysing private sector supplies and new market sectors ¢ Creating market
ingtitutions « Risk sharing; and « Regulating through gpplication of market-oriented incentives.
Effective economic governance demands the State to make efforts to provide a conducive
atmosphere for market institutions to function and at the same time strives to make them
socidly respongve. Necessary adminidrative support isrequired for promoting acompetitive
climate, and maintaining a stable economy. A functioning market economy needs a sound
and strong State geared towards evolving alega and regulatory framework, which ensures
predictability, stability, clarity and enforceability. The market-driven processes need to be
directed towards achieving economic as well as social development.

Some opponents of globalization argue that it is posing a serious threat to the state
sovereignty, democracy and individual freedom of most developing countries. Supranationa
organizations such as World Bank, International Monetary Fund and World Trade
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Organization are forcing member states to adopt globalization decisionsthat may go against
nationd interests. Inthe globa age, identity becomes fundamenta issue, both on anindividud
and on asocietd level. Serving primarily theinterest of the globalizing superpowers creates
problems of poverty and underdevelopment. Globdization tendsto increase inequality and
poverty worldwide. Scholars like Hancock labels superpower nations and transworld
corporations asthe ‘lords of poverty’. It causes more poverty by spreading unemployment
through technological innovations, drains governing systems with tax subsidies and tax
expenditures, and demands massive expenditure on security and military functions for
policing and socia control. The result isthe increasing crisisin governance and public
administration and eventual social revolutions worldwide. Thus Farazmand argues that
globaization will produce more war, not less as globalizing forces and ingtitutions will use
violence to promote the goals of corporate globalization.

Theimpact of globdization especidly on the adminigrative system of developing countries
has resulted in the change in the role of the state and administration. The government in
developing countries has along tradition of interventions in the micro-management of the
economy. These interventionsinclude wage and price fixing, control of credit, marketing
and restrictions on foreign investments. But globalization hasinitiated severd changeslike
privatization and liquidation of public sector units that compete unfairly with the private
sectorsthus €liminating the restrictions on competition, imination of controlling and licensng
functions and dismantling of the public agencies that perform those functions. Another
change seen in the administrative system of developing countriesisthe increasing linkage
of the state and the society in the delivery of public services. The government is no longer
an autonomous actor in implementing its policies but often depends on the private sector
and tertiary sectors to accomplish its ends. This linkage of the administration with the
society may enhance the efficiency and legitimacy of the administrative system but it also
presents the administration with problems of accountability and control.

In contrast to a widespread belief, the market economy system does not reduce,
instead increases the need for the regulation asit helpsin preventing competitive distortions
and misuse of positions of prominence. The administrative system is aso charged with the
sole responsibility of protecting the weaker sections of the community to bring about social
equity. Only the state can guarantee equality of opportunity, combat societal inequality and
protect the weak in the fields of health, education, employment and housing. Moreover,
many indugtridists themsaves cal upon the State for help in the form of manpower training,
technological innovations, stimulation of small and medium scale industries and export
promotion. These are matters in which the state can contribute to growth and equity.
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In the exercise of these missions, the administration has avitd role to play in terms of
gtaffing and budgetary credits and aso public policy formulation and implementation. Thus
the adminigtration is akey element of continuity of the state and its actions throughout the
nationd territory.

5.5 Conclugon

The process of globalization isindeed irreversible, but we need to understand that
thereis no other dternative to administrate system. It is beyond doubt that globalisation has
promoted technol ogical advancements, foreign exchange flows, export growth, Foreign
Direct Investment, development of multinational enterprises and so on. There have been
attempts globally to evolve a uniform approach in promoting service values and delivery
mechanisms. But the most important fact that we need to take cognisance isthat the public
adminigration is fill the most important institution to counter the imba ances, isolation, and
inequality that globalization has created and make the environment more humanistic. What
isrequired isto transform the conventional public administration by integrating three critical
playersi.e. ‘State’, ‘market’ and ‘ civil society’ in governance. The need for a collaborative
action amongst the three has been reiterated strongly in the late 1990s. The ingtability and
insecurity that globalization has brought about can be reversed through social cohesion, and
cooperation which require al these three players. This leaves the doors open for hybrid
organizationsthat are neither State nor market. Public administration needs to gear up to
the chalenges of:

e Redefining the respective spheres of State and non-state actors, building
mechanisms for better interaction, and cooperation

e Framing suitable laws and regulations that provide necessary stability, confidence,
enforcement; and

e Building aprofessondized civil service possessing necessary competence, skills,
public service, participatory, and a pro-citizen ethic.

5.6 Summing up

e Globalization isthe word used to describe the growing interdependence of the
world’'s economies, cultures, and populations, brought about by cross-border



NSOU e 6CC-PS-07

trade in goods and services, technology, and flows of investment, people, and
information.

Thereisno one single definition of Globalization. It has been defined in severa
different ways. Some of the popular definitions of Globalization are asfollows:
Anthony Giddens, Director of the London School of Economics has defined
Globdization asthe intensfication of worldwide socid relationswhich link distant
localities in such away that local happenings are shaped by events occurring
many miles away and vice versa.Fredric Jameson, Professor of Literature at
Duke University has defined Globdization as an immense enlargement of world
communication, aswell as of the horizon of aworld market, both of which seem
far more tangible and immediate than in earlier stages of modernity.

The globalization wave is bringing about an unprecedented expansion of trade,
finance, and investment accompanied by unparaleled technological innovations
and high levels of consumer demands and expectations. It is beyond doubt that
globaisation has promoted technologica advancements, foreign exchange flows,
export growth, Foreign Direct Investment, development of multinationd enterprises
and so on.

There have been attempts globally to evolve a uniform approach in promoting
service values and ddlivery mechanisms.

Theimpact of globalisation on the economy is mixed, with benefits accruing due
to competition dong with economic crigs, weakened State gpparatus, propagation
of market-oriented values, and disturbing concentration of wealth leading to
increasing levels of poverty, inequality, socid crises, with Sgnificant repercussons
on the devel opment process.

This*roll back’ of the State propagated during the 1980s and 1990s, especially
in the USA and UK, due to the influence of Neo-liberalism has resulted in
deregulation, privatisation and the introduction of market-oriented reformsin
public services.

However, opponents of globalization argue that it is posing a serious threat to
the state sovereignty, democracy and individual freedom of most developing
countries. Supranationd organizations such asWorld Bank, Internationa Monetary
Fund and World Trade Organization are forcing member states to adopt
globalization decisons that may go against nationa interests. In the global age,
identity becomes fundamental issue, both on an individua and on asocietd leve.
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Serving primarily theinterest of the globalizing superpowers crestes problems of
poverty and underdevelopment. Globalization tends to increase inequality and
poverty worldwide.

® We need to take cognisanceis that the public administration is still the most
important institution to counter the imbalances, isolation, and inequality that
globalization has created and make the environment more humanistic. What is
required isto transform the conventional public administration by integrating
three critica playersi.e.‘ State', “market’ and * civil society’ in governance. The
need for a collaborative action amongst the three has been reiterated strongly in
the late 1990s.

5.7 Glossary

Corporate Sate: The concept of Corporate State developed under the context of
Fasciamin Mussolini’s Italy asameans of regulating industrid relations. The theory divided
society into alimited number of corporations. This system then functioned as a means of
control and a channel for government intervention.

Deregulation: It is the process of lessening the monopolies of only afew in the
economic sectors by opening those sectorsto other players also. The reforms ushered in
India since 1990s, have thrown open certain sectors of the economy such as banking,
telecommunications, civil aviation etc. to competition in order to provide better service at
lower prices and greater choice. These sectors have been given more autonomy, free from
stringent rules and regulations.

5.8 Probable Questions

Essay Type Questions
(@ Discusstheimpact of globalization on Public Administration.
(b) Explain Globalisation from the perspective of Public Administration.

Short Questions
(@ Write short notes on the following :
(i) Corporate State
(i) Deregulaion
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(b)

(iii) Privetization
What do you understand by Competition State ?

Objective Questions

@

()

Who defines globdisation “ as the compression of the world and the intensification
of consciousness of the world as awhole’

Who labelled superpower nations and transworld corporations as the “lords of
poverty”?

5.9 Further Reading
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Unit 6 O Classical Theory-Meaning and Significance

Sructure:
6.1 Objective
6.2 Introduction
6.3 Meaning of Classical Theory
6.4 Taylor’s Concept of Scientific Management
6.5 Henri Fayol’s Emphasison a Number of Principles
6.6 Meaning of ‘POSDCORB'

6.7 Contribution of J.D.Mooney, A.C. Reiley and M.P.Follet to the
Development of Management

6.8 Critical Assessment of Classical Theory
6.9 Concluson

6.10 Summing Up

6.11 Probable Questions

6.12 Further Reading

6.1 Objective

After reading this unit, the learners will be able to:

e understand Classical Organization Theory
e know Henri Foyal’s concept of fourteen principles of organization

e redizeClassical Theorists conception of management in organization

6.2 Introduction

Classical organization theory was the name given by Herbert Simon to traditional
twentieth century theories which cover the contributions of Frederick Taylor, Max Webser,
Henri Fayol, James Mooney, Luther Gulick and Lyndall Urwick. The classical theorists
view the organization as a machine even though it congsts of human beings. Asamachine
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isbuilt by certain sects of specifications, Smilarly an organization can be created according
to a specific design. The theory isthus, built on aformal structure of an organization. It
adopts a machine approach to organization. Thisiswhy it is caled a machine theory or
formal organization theory. This theory advocated scientific principle of administration.
Taylor approached the search for scientific principles by relying on measurement and
experimentation while Fayol and Gulick distilled principles from their own experience of
adminigration.

6.3 Meaning of Classical Theory

The Formal Organization Theory, also known as the Mechanistic Theory or the
Structural Theory ,is the dominant in the field and has been initiated by Henri Fayol,
Luther Gulick ,L.FUrwick, J.D.Mooney, A.C.Reily and others. They argue that
administration is administration regardless of the kind of work being undertaken or the
context within which it is performed. They identified the important eements in the processes
of administration as well as features common to al administrative structures. The most
distinguishing feature of the classicdl theory is its concern with the formulation of principles
of organization. The classical theorists addressed themselves to the task of discovering
the true bases on which division of work in an organization could be carried out and
devising effective methods of bringing about coordination in it. They laid emphasis on
precise definition of tasks and their inter-relationships, and advocated the use of authority
and a system of checks to exercise control over personnel so that the organizationa
work gets done.

6.4 Taylor’s Concept of Scientific Management

In later part of the nineteenth century and early 20th century, the scientific management
movement was initiated by Frederick W. Taylor. With his concern for efficiency, he
emphasized on planning, standardizing and improving human effort at the level of the
worker. He was keen to find out scientifically ‘the one best way’ of doing each task and
thusto increase productivity in the organization.

But scientific management developed by him was narrowly conceived asit focused on
efficiency at the operative level. During thefirst half of the twentieth century, a broader
approach to organization was initiated by a group of writerswho were interested in formal
organization structure and the basic management process. March and Simon have
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characterized this as administrative management theory. Thisis also known as classica
theory of management.

The Classicd Theory of organization isaso called Adminigtrative Theory.

6.5 Henri Fayol’'s Emphasis on Fourteen Principles

Henry Fayol, a French engineer and chief executive of alarge coa and steel combine,
was one of the earliest writers on the general theory of management. In 1916, he published
a paper entitled ‘General and Industrial Management’. This is considered one of the
classics of management thought. He thought that knowledge of administration rather than
technica knowledgeis needed at higher levels of an organization.

Itiscaled classical becauseit has been one of the earliest theory based on asystematic
analysis of an organization. The classical theorists believe that a science of administration
can be developed on the basis of fundamental principles of organization and on the basis
of the experiences of the administration. The classica theorists proved that administration
could be developed into a science of administration. Such a transformation began under the
influence of the ideas of Fayol, Gulick and Urwick. They gave more importance to the
sructure of the organization than to the role of the people working in the organization. They
focused upon the study of organization in terms of its hierarchical structures and
functions

Henry Fayol defined the primary function of administration as:
e toplan
® toorganize men and materias
e tocommand or to tell the subordinates about their functions
e tocoordinate

to control.

Helaid down anumber of principles for the guidance of practicing administrators. He
said, “The soundness and good working order of the body corporate depend on acertain
number of conditions termed indiscriminately principles, laws, rules. For preference | shal
adopt the term principles while dissociating it from any suggestion of rigidity, for thereis
nothing rigid or absolute in management affairs, it isall aquestion of proportion. Seldom
do we have to apply the same principlestwicein identical conditions; allowance must be
made for different changing conditions.”
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Fayol divided dl activitiesin an organization into Six groups: technical, commercial,
financid, security, accounting and adminigrative. Administration, according to him, comprises
the following eements: forecasting and planning, organizing, commanding, coordinating and
controlling. Henri Fayol propounded fourteen principles of organization which are most well

known.

Division of work or specialization.
Specialization belongs to the natural order, and it increases efficiency.
Authority and responsibility

Authority isthe right to issue orders which the subordinates are bound to obey.
Authority should be equal to responsibility.

Discipline
Itisabsolutely essential for the smooth functioning of the organization.
Unity of command

(@ It meansthat al the units of an organization should be integrated under the
authority of one head.

(b) It meansthat there should be only one person and not a body of persons
at thetop of an organization and al lines of authority should concentrate
in his hand.

(o) It meansthat no individual employee should be subject to the orders of
more than one immediate superior.

Unity of direction.

For any group of activitieswith an identical objective, there should be one head
and one plan’. This principle emphasizes the need for coordination at higher
levels

Scalar chain.

It means the chain of superiors from the topmost authority to the lowest rank
in an organization.

Centrdization.

It means the concentration of formal authority at the top level of an organization.
It isthe opposite of dispersal, delegation and decentralization of authority in few
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hands at the top level. It means the concentration of power or authority. The
lower level personnel are busy with routine work of the administration.

Order

Fayol defined order as the right man in the right place.
Equity.

Justice tempered with kindnessiis called equity.

Wage and salary should be fair and should be adjusted to circumstances and the
value of the employee.

Subordination of individual interest to generd interest.

Theinterest of one employee or agroup of employees should not prevail over
that of the concern.

Stability of tenure.

Managers and employees need time to learn their jobs. So stability of tenure of
personnel is necessary.

Initigtive:

Managers must not have any ego to inspire confidence in the lower ranks so that
al levelsshow initiative.

Espirit de corps:

Fayol emphasized on the need for teamwork and healthy interpersonal relationships.
He cautioned managers against divide and rule, and abuse of written communications. Ora
directions are to be given, because face-to-face contacts facilitate speed, harmony and

clarity.

Administrative management theory was founded on these fourteen principles of Fayal.
These principles were meant to raise management to the level of science. He acknowledged
the need for flexibility and timely adjustment.

6.6 Meaning of ‘POSDCORB’

The most comprehensive enunciation of this theory is contained in Papers on the
Science of Administration edited by Luther Gulick and L. Urwick. Luther Gulick summed
up the principles of organization in the word ‘POSDCORB’. Gulick said, ‘POSDCORB’
stands for the following activities.
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Planning, that is working out in broad outline the things that need to be done and the
methods for doing them to accomplish the purpose set for the enterprise.

Organizing, the establishment of the forma structure of authority through which work
subdivisions are arranged, defined and coordinated for the defined objective.

Staffing, that is, the whole personnel function of bringing in and training the saff for and
maintai ning favourable conditions of work.

Directing, that is, the continuous task of making decisions and embodying them in
specific and general orders and instructions and serving as the leader of the enterprise.

Coordinating, that is, the all important duty of interrelating the various parts of
work.

Reporting, that is, keeping those, to whom, the executive is responsible, informed as
to what is going on, which thus includes keeping himself and his subordinates informed
through records, research and inspection.

6.7 Contribution of J.D. Mooney, A.C. Relley and M.P. Follet
to the Development of Management

James D. Mooney and Alan C. Reiley made important contributions to administrative
management theory. They enunciated four principles of organization: the coordinative principle,
in pursuit of unity of action; the scalar or hierarchical principle, emphasizing hierarchy in
organizationa design, the functional principle, to be followed in organizing tasks into
departments and the staff principle for giving advice and information alongside line
management for the exercise of authority.

According to thistheory organization isaforma structure of plan, amenableto cregtion
in accordance with clearly understood principle, like abuilding plan prepared by an architect
in advance. This concept emerges from two beliefs, (i) thereisabody of principlesin
accordance with which organization plan can be spelled out to fit into the requirements of
the chosen purpose or activity, and (ii) the requisite personnel must meet the requirements
of these preconceived plan. This theory views organization as a machine. In the words of
L.D.White, “Itisaformal declared pattern of relationships established in government by
law and by top management. It is based on the nature and volume of work to be done
and is dictated by the requirements of efficiency in the sense of securing the most effective
use of men and materials and by the need for responsbility. The organization is established
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and supported by authority and can be set out, although imperfectly on achart or diagram.
It is normally the dominant set of work relationships.” This approach “bears the stamp of
the engineer seeking scientific precision, logica sructure, and the one best way of performing
each step, and of relating the parts to a unified whole.”

It is marked by an almost exclusive attention to the problems of the structure in the
role’srelations. Thus focus is now not on the human beings as such, but on therole asit
relates to other roles in the context of the organizational objective. It is marked by the
following six characteridtics:

e |tisaomidicin the sensethat it seestheindividuasinisolation from fellowmen.
e |tismechanigtic. It does not explain the dynamics of organizationa behavior.
® |tisstatic.

e Itisvoluntary based upon the belief that the individuals are immune from the
control by the groups or social factors.

e [tisrationalistic. Rationa behavior means performance of task according to
method determined by the principles of scientific performance.

e |t does not take note of non economic incentives.

Mary Parker Follett contributed sgnificantly to the development of management thought
but at the same time differed from others. According to her, organization was a social
system and management, a social process. Psychological and sociologica aspects of
management were given prominence in her writings. She attached special emphasis to
lateral coordination, authority acceptance in an organization, integration of individuals and
organization, and administrative change. Follett can be considered as the harbinger of
behavioura approach to organizationd analysis.

The classical theorists deserve credit for the consideration that ‘ management’ in an
organi zation deserves careful observation and analysis. The principlesidentified by them
have been followed in the structuring of organizations. Many of these principles are till
found useful in organizationaa andyss.

6.8 Critical Assessment of the Classical Theory

The classical principles are not specific enough and are not very helpful for the
practisng administrator. For example, the principle of division of work and specidization
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tells very little about how the tasks in an organization should be actudly divided. Though
the principle of span of control is acceptable, does not provide a specific guideline. In
actua stuation, the principle of span of control has been found to be much wider than
the principle suggests.

The classical principles cannot be completely followed and some of them are
contradictory. Herbert Simon has criticized the classica theorists and has termed these as
“no more than proverbs’. He has pointed out the serious contradictions thus:

“One of the most important uses to which authority is put in an organization is to
bring about specialization in the work of making decisions, so that each decison is made
at the point in the organization where it can be made most expertly...If an accountant in
a school department is subordinate to an educator then the finance department cannot
issue direct orders to him regarding the technica, accounting aspects of his work. Smilarly,
the director of motor vehicles in the public works department will be unable to issue
direct orders on care of motor equipment to the fire-truck driver.

The principle of unity of command is perhaps more defensible if narrowed down to
the following: In case two authoritative commands conflict, there should be a single
determinate person whom the subordinate is expected to obey, and the sanctions of
authority should be applied against the subordinate only to enforce his obedience to that
one person...Even this narrower concept of unity of command conflicts with the principle
of specidlization, for whatever disagreement does occur and the organization members
revert to formal lines of authority, then only those types of specialization which are
represented in the hierarchy of authority can impress themselves on decision.”

Herbert Simon criticized Gulick’s recommendation for departmentalization as
ambiguous. He points out; an education department can be looked at as a purpose
organization or a clientele organization.

Classical theory has been most severdly criticized by the behavioral scientists. It has
been characterized as too mechanistic and incompatible with human nature. March and
Simon have called it the ‘“machine modd’ theory. Warren Bennis observed that the focus
of this theory is on “organizations without peoplée’.

The dassicd theory deds with forma organization-an organization which is ddliberately
and rationally designed to fulfill the objectives of an organization. This theory treats the
organization as a closed system, unconnected with and uninfluenced by its externa
environment. It is more concerned with what ought to be and this kept it awvay from the
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actual behavior in organizations. It underestimated the human factor and oversmplified
the human motivations.

6.9 Conclusion

The classical theory despite these criticisms has its importance in the history of
adminigtrative thought. What they wrote were naturally conditioned by the state of society
and technology of their time. This theory has made mgjor contributions to administration
which cannot be ignored. Thistheory played amgjor rolein rationalizing and stimulating
production.

Thistheory for the first time focused that administration was a separate activity, and
deservesintellectual study.

It formulated a set of conceptsin adminigtration and evolved aterminology which has
provided a base for further research in the field. The limitations of this theory stimulated
further researchesin organizational behavior.

Theideas of thistheory regarding unity of command, delegation of authority, span of
control and departmentaization are ill in usein the organizationa structure. Many of the
present day theorists accept the basic framework of the classical theory and seek to enrich
it with the recent developmentsin the behavioral and management sciences. The classical
organization theory isthe foundation of twentieth century administrative thought.

6.10 Summing Up

e Classcd organization theory was the name given by Herbert Smon to traditiond
twentieth century theories which cover the contributions of Frederick Taylor,
Max Weber, Henri Fayol, James Mooney, Luther Gulick and Lyndall Urwick.
The dassca theorists view the organization as a machine even though it conssts
of human beings.

e Inlater part of the nineteenth century and early 20th century, the scientific
management movement was initiated by Frederick W.Taylor. With his concern
for efficiency, he emphasized on planning, standardizing and improving
human effort a the level of the worker. He was keen to find out scientifically
‘the one best way’ of doing each task and thus to increase productivity in the
organization.
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The Classcd Theory of organization is dso caled Adminigtrative Theory. Henry
Fayol, a French engineer and chief executive of alarge cod and stedd combine,
was one of the earliest writers on the genera theory of management. In 1916,
he published a paper entitled ‘ General and Industrial Management’. Thisis
considered one of the classics of management thought.

The most comprehensive enunciation of this theory is contained in Papers on
the Science of Administration edited by Luther Gulick and L.Urwick. Luther
Gulick summed up the principles of organization in the word ‘POSDCORB'.

James D. Mooney and Alan C. Reiley, made important contributions to
adminigrative management theory. They enunciated four principles of organization:
the coordinative principle, in pursuit of unity of action; the scdar or hierarchica
principle, emphasizing hierarchy in organizationa design, the functiona principle,
to be followed in organizing tasks into departments and the staff principle for
giving advice and information alongside line management for the exercise of
authority.

Mary Parker Follett contributed sgnificantly to the development of management
thought but at the same time differed from others. According to her, organization
was a social system and management, a social process. Psychological and
sociologica aspects of management were given prominence in her writings.

The classicd principles are not specific enough and are not very helpful for the
practisng administrator. The classica principles cannot be completely followed
and some of them are contradictory. Herbert Simon and has criticized the
classical theorists and has termed these as “no more than proverbs’.

Herbert Simon criticized Gulick’s recommendation for departmentalization as
ambiguous. Classica theory has been most severdly criticized by the behaviora
scientists. It has been characterized as too mechanistic and incompatible with
human nature,

The classicd theory despite these criticisms has its importance in the history of
adminigrative thought. What they wrote were naturdly conditioned by the state
of society and technology of their time. This theory has made mgor contributions
to administration which cannot be ignored.

The classical organization theory is the foundation of twentieth century
adminidrative thought.
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6.11 Probable Questions

Essay Type Questions

(@ Critically evduate the classical theory of organization with particular referenceto
the views of Henry Fayol and Luther Gulick.

(b) Do youthink that classical theory of organization isa“machine model” theory?

(¢) Ciriticdly discuss @out the important contributions to administrative management
theory.

(d) Discussabout the principles of classical administrative theory following Urwick.

(¢ Theclassica adminigtrative theory exercised abig impact on the theory of and
practice of Public Administration.-Do you agree with this view? Give reasons.

Short Questions
(@ What doyou mean by classical theory of administration?
(b) Whyisit caled classicd theory?
() What is POSDCORB?

(d) Knowledge of adminigtration rather than technica knowledgeis needed at higher
levels of an organization — Henri Fayol. Explain.

Objective Questions
(@ Who coined the term “classical organisation theory”?
(b) What isthe alternative term used for “formal organizational theory”?

(© Inwhichyear wasthe article ‘ General and Industrial Management’ published?

6.12 Further Reading

1. Avasthi and Maheswari (1962), Public Administration, Agra: L.N. Agarwal.

2. Bhattacharya, Mohit, (1987), Public Administration, Calcutta: The World
Press.

3. Bhagwan,V. and Bhushan,V.(1961), Public Adminigtration, New Delhi: S, Chand
and Company.
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Sructure:
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7.3 Organization Theories
7.4  Scientific Sudy of Public Administration

7.5 Frederick W. Taylor’'s Concept of ‘The Principles of Scientific
M anagement’.

7.6 Other Theorists of Scientific Management
7.7 Timeand Motion Sudy
7.8 Methods-Time-M easur ement
7.9 Critical Assessment of Scientific Management
7.10 Conclusion
711 Summing Up
7.12 Probable Questions
7.13 Further Reading

7.1 Objective

After going through this unit the learners will be ableto:

e undergand thefirgt sysematic theory of organization whichisreferred as“ Scientific
Management”.

e toexamine Taylor’s contribution to the development of scientific management

e to makea critical assessment of the scientific management approach.

7.2 Introduction

Organization isthe most significant and integral part of administration. Without proper
organization, no administration can be possible. Administration is an organized activity. It
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gets operationdized only through an organization. An organization facilitates proper utilization
of men, material and money for the achievement of goals. Itisaspecia unit with aspecific
purpose.

In each social system, there are at work alarge number of organizations such asthe
government, business organizations, hospitals, educational ingtitutions religiousingtitutions
and others. Each hasits own purpose. An organization comes into existence for satisfying
apurpose and always remains at work for securing it.

In this age of science and technology, the scientific approach to the study of social
sciences became popular. Scientific method of study came to be extensively used and
advocated by alarge number of socia scientists. The scientific approach became popular
in the study of public administration. Severa approaches came to be developed by different
social scientists for the study of administration.

7.3 Organization Theories

Studies on organization have been an ongoing process. The organization theories are
diverse. Such writings can broadly be classified into two basic categories. On the one hand,
thereisthe“ Universa design theory”, advocating one best way of structuring organizations.
The second group isless orthodox and more flexible, asit provides adjustmentsin response
to factors like technology and environmental changes. Thisisknown as“stuationa design
theory.” These are also known as closed system and open system approaches to
organizational analysis. Under universal design theory, the relevant thoughts for public
administration can be identified as:

(@ Scientific Management School
(b) Classicd Theory of Management or Administrative Management Theory, and
(© TheBureaucratic Theory

7.4 Scientific Sudy of Public Administration

The scientific approach became very popular asit was considered very useful for an
objective and systematic study of public administration. Scholars like Frederick Taylor,
Henry Fayol, Max Weber, Mooney, Gulick and Urwick were the forerunners who attempted
to conduct a scientific study of administration. Taylor advocated the ‘ Principles of Scientific
Management’ for improving productivity and efficiency in organization. He started the
Scientific Management movement and he and hisfollowers were the first to study the work
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process scientifically. They studied how work was performed and they looked at how this
affected worker productivity. He believed that making people work hard as they could was
not as optimizing the way the work was done.

The first systematic theory of organization is referred to as ‘Scientific
Management” ,which came to be formulated in the beginning of the twentieth century. At
that time,the conditions in the factories were rather unplanned. There was nearly complete
absence of standardization of methods of work. The workers were left entirely themselves
in the matter of choosing the methods to be employed for doing the work. They even used
to bring their own tools for doing the work. Whether these methods were the efficient ones
and whether the tools were of the right kinds, were none of the responsibilities of the
management. In this background, Scientific Management emerged as a new philosophy of
management.

7.5 Frederick W. Taylor’'s Concept of ‘The Principles of
Scientific M anagement’

In 1909, Frederick W. Taylor published The Principles of Scientific Management.
He began his career as an apprentice in a small machinery-making shop in Philadelphia.
Later he became ameachinist foreman, and in that capacity he became interested inimproving
methods of work and efficiency in organization. With his concern for efficiency, he emphasized
on planning, standardizing and improving human effort at the level of the worker. He was
interested to find out scientifically ‘the one best way’ of doing each task and thus to
increase productivity in the organization. According to him, increased productivity would
benefit employer and employee and would bring about a‘ mental revolution’. Scientific
management would also maximize the earnings of workers and employers by maximizing
the productive efficiency of each worker. Hence, al conflict between capital and labour
would be resolved by the findings of science.

He was very interested in efficiency. He applied the scientific method to study the
optimal way to do any workplace task. He found that by cal culating the time needed for
the various elements of atask, he could develop the best way to complete that task.

The focus of scientific management was rather narrow, as it essentially concentrated
work done at the lowest level in the organizations. The purpose was to analyze the
relationships between the physical nature of work and the physiological nature of workers
to determine job definitions.
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Taylor wrote that it is only through enforced standardization of methods, enforced
adoption of the best implements and working conditions, and enforced cooperation thet this
faster work can be assumed. And the duty of enforcing the adoption of standards and of
enforcing this cooperation rests with the management alone. He believed in the principle:
“Best management isatrue science”. This principleis applicable to all kinds of human
activities

During the later part of the 19" century, the new industria climatein U.S.A. gaverise
to the emergence of anew class-the managerial class. The Scientific Management theory
stressed rationdlity, predictability, specialization and technical competence.

Taylor measured the distances that men and materials traversed and evolved atheory
that alarge percentage of both labour and materia waswasted through improper supervison
and direction. Through changes adopted by him he reduced the time in which the operations
were done. Up to 1900 both public and private administration had been conducted on
the basis of tradition, rules and trial and error. No organized attempt was made to find out
the most rational and economic structure of system to suit particular Situations. The change
in thisrespect wasinitiated by the scientific management movement by Taylor and others.
His paper on ‘ Shop Management’ was an attempt to establish that remedy for inefficiency
lay in systematic management rather than searching for some extraordinary people and aso
to prove that the best management was a true science based upon clearly defined laws and
rules.

Taylor’s contribution to the development of scientific management was found in his
paperstitled: A Piece-Rate System (1895), Shop Management (1903), The Art of Cutting
Metals (1906) and The Principles of Scientific Management (1911).

The essence of scientific management was stated by Taylor as.

e Devedopment of atrue science of work. The foremost guiding principle of scientific
management isthe objective of devel oping atrue science of management. This
principle replaces the old rule- of- thumb method. Taylor pointed out that
management is atrue science based on fixed laws, rulesand principles. Themain
object of management isto secure maximum prosperity for the employer combined
with amaximum prosperity for each employee. Theory of scientific management
rests upon the view that there is no inherent conflict in the interests and intentions
of employers, workers and consumers. The primary concern was that the result
of higher productivity should equally benefit al people.-workers, employers and
consumers, in the form of higher wages to the workers, greater profits to the
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management and lower price for the products to the consumers. The science of
work enables an organization to produce more, enables the worker to receive
higher wages, and makes it possible for the organization to register much larger
profits.

e Scientific selection and progressive development of the workmen. The theory
advocates the need to select only those workers who possess necessary
qualifications for the effective performance of the work. He believed that every
worker has potentialities for development. He said that every worker must be
sysematically and thoroughly trained. It isthe responsbility of the management
to develop the worker and to offer him opportunities for advancement to do the
job. For this purpose it was necessary to ensure that the employers should
accept their vieswillingly.

e Bringing together the science of work and scientifically selected and trained men.
Taylor advocates that it isthe responsibility of the management to inspire the
workers..He believed that workers were always eager to cooperate with the
management but thereis usudly an opposition from the management. This process
of bringing together the management and workers needs a psychologica change.
For this purpose, Taylor propagated the concept of mental revolution. In order
to secure success of this mental revolution,it is essential to select workersin a
scientific way as scientific selection and training can secure a conflict free
environment in an organization. According to Taylor,management must cooperate
with the workers and a cordial relationship must develop between management
and workers.

e Division of work and responsibility. In the traditional management theory, the
workers take the entire responsibility for work while the management had a
lesser respongbility. Taylor’s concept of scientific management advocates equal
responsibility of the management and workers. He had suggested that the entire
volume of work should be distributed among all the workers properly. In other
words, some workers shall not be overburdened. If this is not done, some
workers shall be aggrieved.

e Theconcept of scientificity, rationdity and keenness shall be propagated among
the workers and they shall be incul cated.

e Theentireworkload of the organization shall be overhauled, standardized and
be made up-to-date. While doing this the working condition of the management
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shall be thoroughly checked and unnecessary elements which are harmful shall
be removed from the premises of organization.

e Thereshdl befavourable working conditions which will inspire the workersto
work in a happy mode.

e |t was also suggested that the attitude and mentality of the workers shall be
properly considered and investigated and the authority must try to know what
theworkerslike or didlike.

Taylor claimed that if al these methods arejudicioudy agpplied that would undoubtedly
ensure the working condition and improvement of the organization.

Taylor’s*Principles of Scientific Management’ was published in 1911.There were dso
other members of the school and they are Luther Gulick and Lyndall Urwick. They published
‘The Papers on the Science of Management’ . Henri Fayol was a so another member of the
Scientific Management group. The objective of Henri Fayol, Luther Gulick and Lyndall
Urwick wasto make suggestions for the proper management and physical improvement
of an organization. Though Henri Fayol differed from Gulick and Urwick but al of them
agreed that the management of an organization shal be brought under Scientific Management,
otherwise the objective of setting up an organization will never be fulfilled. Peter Self
summarized the general approach of these three scholars of public administration.

The centra problem of any organization is coordinating an elaborate system in which
full opportunity ought to be taken of the advantages of specialization. In every modern
management there is enough space for specialization. But specialization does not mean
exclusveness. There are differences among branches or organs. Proper coordination among
all departmentsis absolutely necessary.

7.6 Other Theorists of Scientific Management

Taylor and his associates namely,Henry Gantt and Frank and Lillian Gilbreth wrote
books and articles on the scientific management. These writings had profound impact on
industrial structures and practicesin the U.S.A and Europe. Gantt became well known for
the invention of Gantt chart on which progress of work could be plotted continuously
againg time. Gilbreth’'s system became known as “ speed work” asit involved reduction in
the amount of work through the dimination of unnecessary motions. Taylor initiated improved
methods of work, but Gilbreth’swork to find out the best way of doing each job was much
more far reaching and laid the foundation of modern motion-study techniques. The flow
process chart was the other contribution of Gilbreth. An operation is broken down into
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steps that may be performed by several workers. This helpsto discover whether some of
the steps in the operation can be eliminated or shortened.

Dwight Wado identified four mgor principles of scientific management:
e Thedevelopment of atrue science;
e Thescientific selection of workmen;
e Thescientific education and development of workmen,
e Intimate, friendly cooperation between the management and the men.

7.7 Time and Motion Sudy

The best known technique of scientific management is Time and Motion Study. The
purpose of this study isto help workers at every level to get the best out of themselves.
It aimsat removing (i) inefficient or unsuccessful attempt in doing the work, (ii) fatigue
caused by the accumulation of waste products in the body, and (iii) defectsin the physical
environment like poor lighting, excessive humidity, inadequate heating and others. Time
study seeksto arrive at the optimum time for each separate operation and by adding these
together to arrive at a optimum time for the operation taken as awhole. It provides an
objective yardstick for measuring the effectiveness of the individua work.

Motion study aims at finding the best way in which any operation can be done. It
andyzes the whole sequence of movement needed for the job and diminates any unproductive
movement. The steps needed in this study are:

(@ thejobisclassified into basic steps and motions;

(b) the most efficient way of doing the job is evolved with proper allowances for
equipment and work floor

() precisetime-values are obtained from detailed time readings by stop-watch of
micromotion studies and

(d) standard time-output ratios are computed by accumulating time reading for all
job elements, arranging and coordinating times and applying levelling and
normalizing factors to compensate for unusual work conditions and for non-
productive time caused by fatigue and rest time.

7.8 Methods-Time -M easur ement

Taylor’s scientific management as depicted by Time and Motion study emphasized the
divison of work into itsirrevocable elements. A more recent development is an attempt
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to develop universal time standards for jobs. Methods-Time -Measurement isawell known
attempt in this direction. There are two major difficultiesin traditional time and motion
study. It is not economical for small organizations and for jobs that do not last long. The
cost of making study is too great. Another problem is the resistance and opposition
encountered from workers and supervisors when making the study. Methods-Time -
M easurement attempts to overcome these difficulties by establishing anticipated time
standards. They have been standardized by studying the time required for the same motions
in alarge enough sample different conditions to be statistically significant. Training of the
line organization in methods is necessary o that aforeman can lay out the job,designating
the motions required and their sequence.

Fayol, Gulick and Urwick believe that only scientific specialization can assist an
organization toreechthegod. But if specidizationistaken only for the sskeof specidization,
the objective of management will never touch redity. Duties are to be alocated keeping in
mind the idea that overal interests of the organization are achieved.

While applying the principle of speciaization,responsbilities of al employeesareto be
properly specified and the Unity of command must be ensured. The organization shall
follow the principle of hierarchy. They have aso suggested another principle-planning the
wholework system of the organization. Both planning and coordination are to be emphasized
equdly.

The Scientific Management movement was arevolutionary step inindustria production
and effective for both the employer and the employee. It made immense contribution to
aspects of management like layout, labour and time saving devices, correct illumination,
proper colour scheme, work ssmplification and others. These devices began to be applied
to government operations including office management. The most important contribution lay
inits emphasis on scientific approach. In abroad sense, thisis management characterized
by the scientific method. Taylor appealed for a cooperative and friendly attitude on the part
of the employer and employees.

7.9 Critical Assessment of Scientific Management

Despite these contributions, thistheory isfacing criticism because of the problem
of coordination. A large organization is divided into severa sections or branches. But this
does not mean the sections are different from each other. There is a close relationship
among all sections and coordination is of vital importance here. But there is a problem of
coordination pointed out by Peter Salf. The centra problem of coordination is primarily that
of reconciling the contribution of diverse tasks and their associated perspectives. It has
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often been found that a business organization neglects the coordination among various
departments and some administrationists apprehend that it failsto produce salubrity. Peter
Self and others point out that coordination is very often neglected and because of this
undesirable consequences occur.

This theory reduces the worker to an automation. It did not take into account the
behaviour pattern of the workers.

The protagonists of this theory exclusively relied upon the values of a disciplined
hierarchy. Thereis hierarchical structurein every organization. But it has been found that
excessive dependence on hierarchical structure cannot generate desired results. Peter Self
suggested that hierarchy is essential but excessive dependence on hierarchy is not desirable.
An organization is to be structured in such a manner as to produce best and desirable
results and to achieve thisgod, flexibility isto be strictly followed. Thisimpliesthat when
agtuation demand a change in structure of hierarchy that shall be welcomed. It has been
suggested that the chief executive of the organization will have an opinion ,but his subordinate
may differ with him; it may be that the opinion of the subordinate isimportant and in that
case the chief executive should accept the suggestion of his subordinate. But it has been
found that the head of the organization neglects the suggestion of the subordinates.

If an organization isindiscriminately divided for the sake of decentrdization and divison
but the problem of close relationship among various departments or branches is neglected,
the true purpose of the organization will remain unfulfilled. Divison of work and specidization
both will have their place. But it must be remembered that a business organization is of
organic nature and the dependence of one section upon another is not to be ignored.

Scientific management is criticized because of its over-reliance on mechanisms like
stop watch. Indeed, scientific management practica signified mechanisms associated with
it, like the timing devices,instruction cards and the use if functional foremen. Taylor’s
origind intention was that scientific management should involve acomplete mental revolution,
both on the part of management and of the men. But this was obscured and forgotten.

Another weakness of scientific management lay in its focus on quantity, workers were
urged to work harder and faster. As aresult the worker was deprived of the traditional
reward of craftsmanship.

7.10 Conclusion

The ideas of scientific management greatly influenced administrative thoughts and
management practices in subsequent years. The conceptual framework adopted later by
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the adminigtrative management theorists was derived basically from Taylor’sideas. Taylor’'s
ideas like clear delineation of authority and responsibility, the use of standards in
control, separation of planning from operation, the functiona organization, incentive system
for workers, the principle of management by exception and task specialization greatly
influenced management thoughtsin later periods. He must be regarded as a pioneer in the
study of workers at work. He was thefirst to initiate the quests for better performance at
work. He was a'so the first to apply quantitative techniques to the study of industrial
management.

The scientific management approach became something like amovement. It had a
tremendous impact on the industrid practices of Germany, England, France, Japan, erstwhile
U.S.S.R and his principles were included in the curriculum of the education and training of
engineers. Lenin advocated its use. He observed, “we must introduce the Taylor system
and scientific efficiency of labour throughout Russiaby combining the system with reduction
inworking time, with the gpplication of the new methods of production and work organizetion
undetrimental to the labour power in the working population”. However, the deficiency was
made good later by Hawthorne studies made by ateam from the Harvard Business School
under the leadership of Elton Mayo which opened out the field of human relationsin
adminigration.

7.11 Summing Up

e The scientific approach became very popular asit was considered very useful
for an objective and systematic study of public administration. Scholars like
Frederick Taylor, Henry Fayol, Max Weber, Mooney, Gulick and Urwick were
the forerunners who attempted to conduct a scientific study of administration.
Taylor advocated the ‘Principles of Scientific Management’ for improving
productivity and efficiency in organization.

e Taylor wasvery interested in efficiency. He gpplied the scientific method to study
the optimal way to do any workplace task.

e Hebdievedintheprinciple: “Best management is atrue science”

e The Scientific Management theory stressed rationdity, predictability, Specidization
and technical competence.

e Theforemost guiding principle of scientific management is the objective of
developing atrue science of management. This principle replacesthe old rule-
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of- thumb method. Taylor pointed out that management is a true science based
on fixed laws, rules and principles.

The theory advocates the need to select only those workers who possess
necessary qualifications for the effective performance of the work.

Taylor’s concept of scientific management advocates equal responsibility of the
management and workers. He had suggested that the entire volume of work
should be distributed among al workers properly.

The concept of scientificity, rationality and keenness shal be propagated among
the workers and they shdl be inculcated. The entire workload of the organization
shall be overhauled, standardized and be made up-to-date.

Taylor and his associates namely, Henry Gantt and Frank and Lillian Gilbreth
wrote books and articles on the scientific management. These writings had
profound impact om industria structures and practicesin the U.S.A and Europe.

Scientific management is criticized because of its over-reliance on mechanisms.

Theideas of scientific management greetly influenced adminigrative thoughts and
management practices in subsequent years. The conceptua framework adopted
later by the administrative management theorists was derived basically from
Taylor’sidess.

The scientific management approach became something like amovement. It had
atremendous impact on the industria practices of Germany, England, France,
Japan, erstwhile U.S.S.R and his principles were included in the curriculum of
the education and training of engineers.

7.12 Probable Questions

Essay Type Questions

@
(b)
(©
(d)

©

Discuss the Scientific management theory of organization.
Critically evaluate Taylor’s contribution to the theory of scientific management.
Examine briefly the main features of the scientific management theory.

Discuss the contributions of othersaongwith Taylor in the devel opment of scientific
managemen.

Explain the need for scientific management in an organization.
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Short Questions

(& What are the four basic aspects of Scientific Management?
(b) How Taylor propagates the concept of mental revolution?
(© Best management isatrue science- Explain briefly.

(d) Attemptacritical evaluation of Scientific Management Theory.
Objective Questions

(@ Whowrote the book ‘ The Principles of Scientific Management’ ?

(b) What isthe best-known technique of Scientific Management?

7.13 Further Reading
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8.1 Objective

After going through the unit, learnerswill be ableto :

e understand the concept of administrative management
e explain the principles recommended by Henri Fayol

e redisethe contributions to administrative management theory by Luther Gulick,
Lyndall Urwick, J.D. Mooney and A.C. Reiley.

8.2 Introduction

Administrative theory started to develop at the beginning of the twentieth century.
Because organizational dynamism began to be felt only around thistime. Administrative
theory refersto acomplex of research findings, propositions, beliefs, views and suggestions.
Administrative management theory is used to establish structure,division of labour and
proper authority in the most efficient way possible in an organization. It attemptsto find a
rational way to design an organization as awhole. The theory recommends for aformal
administrative structure, a clear division of labour and delegation of power and authority
to administrators relevant to their responsbilities. Thistheory isfocused on principles that
could be used by managersto coordinate the internal activities of organizations. The most
prominent of the theorists was Henri Fayol. He observed awork stoppage and judged it
to be amanagement failure. He believed that organizational managerid practices are important
for ensuring efficiency in organizations. While scientific management theory developed
principles that could help individual workers perform their tasks more efficiently, the
administrative theory focused on principles that could be used by managers to coordinate
the interna activities of organizations. Henri Fayol isknown as the Father of Management
and he developed ageneral theory of management.

8.3 Henri Fayol’s Concept of Administrative M anagement

Administrative management basi cally focuses on how a business should be organized
and the practices an effective manager should follow. The pioneers of scientific management
tried to determine the best way to perform ajob, the administrative management explored
the possibilities of anidea way to put al jobs together and operate an organization. Thus
the main focus of adminigrative management ison finding the best way to run organizations.
Adminigrative management isaso cdled traditiond principles of management. Henri Fayol
,aFrench indugtridlist,is the chief architect and the father of thistheory. Other exponents
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are Luther Gulick,Lyndal Urwick and Chester Barnard. Some people think Max Weber
also had influenced this school. While Henri Fayal’s 14 principles of management are still
relevant,Max Weber’s bureaucracy still has some relevance in medium and large
organizations. Weber’s bureaucratic management theory is often presented alongwith the
work of administrative management researchers like Henri Fayol, Luther Gulick, zLyndal
Urwick.

The adminigtrative theory emphas zed management functions and attempted to generate
broad administrative principles that would serve as guidelines for the rationalization of
organizationa activities. Fayol believed that techniques of effective management could be
defined and taught that management organization hold as much importance as workers
organization. Hefor thefirst time, identified the functions of management. Fayol, aFrench
Engineer who was chief executive of alarge coal and steel combine from 1888 to 1918,
was one of the earliest writers on the generd theory of management. He believed that there
wasasngle ‘administrative science’ whose principles were applicable not only to business
but also to government, religious and other organizations. In 1916, he published a paper
entitled ‘ General and Industrial Management’ which was later published as abook. Even
now, thisis considered one of the classics of management thought. Fayol believed that
knowledge of administration rather than technical knowledge is needed at higher levels of
an organization. He defined the primary functions of administration as. to plan, to organize
men and materias, to command or to tell the subordinates their functions, to coordinate and
to control. For the guidance of practisng adminigtrators, he lad down anumber of principles.
The most well known principle recommended by Henri Fayol are:

8.3.1 Specialization

Specidization belongsto the natura order,and it increases efficiency. He has suggested
that the entire volume of work is to be divided among the workers for the purpose of
speciaization and to attain best results. If a person is entrusted with a particular work the
success or falure can easily belocated. But the division of work cannot be applied to every
piece of work, it hasits own limitations and Fayol was aware of it.

8.3.2 Authority and Responsibility

Authority istheright to issue orders which the subordinates are bound to obey. This
means that when a person holds a high position in an organization he enjoys authority which
means he is empowered to do some work. It also means that he takes decision which
means he has responsibility. So authority should be equal to responsibility.
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8.3.3 Discipline

It isabroad term and means severa things. For example,it means obedienceto law
or principles,to show respect to higher authority, to obey rules and carry out the order of
higher authority, to observe the agreements and various principles. If the workers refuse
to carry out the order of higher authority it would create an intolerable situation in the
management. In order to ensure discipline there shall exist specific rules. It is absolutely
essentia for the smooth functioning of the organization.

8.3.4 Unity of Command
This has been interpreted in three different ways:

(@ It meansthat al the units of an organization should be integrated under the
authority of one head.

(b) It meansthat there should be only one person and not abody of persons at the
top of an organization and all lines of authority should concentrate in his hand.

() It meansthat noindividual employee should be subject to the orders of more
than one immediate superior.

The last interpretation has been widely accepted. Asfar as other interpretations are
concerned,they do not truly bring out the meaning of unity of command.

Unity of command,therefore,means that each individua employee shdl have only one
man as his superior or ‘boss and shall receive ordersonly from him. If he gets orders
from more than one officer,it may become difficult for him to discharge his duties. He will
bein great difficulty, if he receives conflicting orders from his superiors. The superiorstoo
can be put to hardship because he can easily play off one superior against the other. All
thismay result confusion and chaos in administration. Responsibility can be fixed up only
if we know the authority rests and thisis not possible if the authority stands divided. Thus
the advantages of unity of command are: absence of conflict in orders; exercise of effective
supervision over the employee and clear fixation of responsibility.

However, in practice, we find significant exceptions to this principle. It is usually
seen that individual employee is subject to a dual command. He receives orders not
only from the administrative side but also from his professional or technical side. For
example, administratively, adoctor employed in alocal body isunder the administrative
control of the chairman of local body but professionally he is under the state director of
public hedth.
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8.3.5 Unity of Direction

It means that in one section or plan there shall exist only one head or one manager
who will issue order. So in manageria system one section will be managed and headed by
only one person who will have full respongbility regarding the management of the organization
and he will have ability to manage. For any group of activities with an identical objective,
there should be, one head and one plan’. This principle emphasizes the need for coordination
a higher levels.

8.3.6 Scalar Chain

All employees of an organization shall be connected in asingle line so that the person
holding the highest position can easily communicate with the man of the lowest rank. This
system would facilitate the functioning of the management. It means the chain of superiors
from the top most authority to the lowest rank in an organization.

8.3.7 Centralization

It means the concentration of formal authority at the top level of an organization. Itis
the opposite of dispersal, delegation and decentralization of authority. It means the
concentration of power or authority. The lower level personne are busy with routine work
of the administration.

8.3.8 Order

Fayol defined order as the right man in the right place. An object or thing should be
placed in proper place and an employee should be placed in proper position. Because
wrong placement of persons create indiscipline and chaosin the organization.

8.3.9 Equity

Justice tempered with kindnessis called equity. Equity isabranch of law that developed
alongside common law in order to remedy some of its defectsin fairness and justice. Al
members of the management must follow this principle. The authority must be impartia in
itsattitude and behaviour towardsits employees. On the other, the employees and workers
must also follow this principle. If thisprincipleis violated that will cause harm on justice
and management.

8.3.10 Remuneration

The remuneration of employees shall be fair and satisfactory. Every person in the
management shall be given proper remuneration which means that the salary givento an
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employee must be proportionate to the work he performs. If the employee feelsthat the
payment isless than hiswork,that will be the source of dissatisfaction in his mind. He will
not be serious about hiswork. Keegping thisin mind, Fayol has suggested proper remuneration.
Wage and salary should be fair and should be adjusted to circumstances and the value of
the employee.

8.3.11 Subordination of Individual Interest to General Interest

The interest of one employee or agroup of employees should not prevail over that of
the concern. Some people, while associated with the organization may have personal
interests which are against the general interests. Fayol has suggested that for the better
interests of the management, generd interests shdl be given priority over the private interedts.
Fayol was aware that the execution of this principle is very difficult. Inspite of this,
arrangements may be made for its execution.

8.3.12 Zability of Tenure

Managers and employees need time to learn their jobs. So stability of tenure of
personnel is necessary, employees must be sure of the tenure. If the employees find that
thereis no job security they cannot devote energy and interest for the devel opment of the
organization.

8.3.13 Initiative

The employees shall have enough freedom to initiate new proposals for the benefit of
the management. The energetic employees may be eager to initiate new methods and
proposals for the general improvement of the management. If the proposals are good ,the
employee must be encouraged and properly rewarded. Fayol said that managers should
always encourage. Managers must not have any ego to inspire confidence in the lower
ranks so that al levels show initiative.

8.3.14 Egpirit de corps

Every employee must think himsdf asintegra part of the management. Fayol emphasized
on the need for teamwork and healthy interpersonal relationships. All must cooperate and
everyoneisindispensable for the organization. He cautioned managers against divide and
rule, and abuse of written communications. Oral directions are to be given, because face-
to-face contacts facilitate speed, harmony and clarity.

Administrative Management Theory was based on these fourteen principles of Fayal.
He was concerned with management and the tasks of manager. Having written and published
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anumber of sgnificant papersin thefields of mining, metalurgy and geology, hefor the first
time spoke publicly on the subject of administration and management at the closing sesson
of the International Mining and Metallurgical Congressin Paris, 23 June, 1900. These are
interesting because they indicate his awareness of the importance of the administrative
dilemma

The administrative function has many duties. It has to foresee and make preparations
to meet the financial, commercial and technical conditions under which the concern must
be started and run. It deals with the organization, selection and management of the staff.
It isthe means by which the various parts of the undertaking communicate with the outside
world. Evenif afirm has perfect machinery and manufacturing processes, it will fall if itis
run by an inefficient staff.

He also observed that all employees have some administrative duties: the operative
worker exercisng afew, but as one moved up in the hierarchy the time spent on adminigtrative
mattersincreased continualy. The success of the organi zation depend upon the wise exercise
of administrative abilities. From his experience he also indicated that manager needs to
know how to communicate with the “ outside worlds’ knowing about agreements, lega
requirements and other external factors affecting the organization.

8.4 Fayol’'s Advocacy of Five Elements of Management

Fayol studies primarily focused on the ‘ Managerid Activity.” Heidentified five major
elements of management that depict the expected behaviours that managers should engage
in to achieve the business objectives of the organization effectively. The five e ements of
management are mentioned below

e Planning

Planning isthe most important manageria function. It isafuture oriented exercise
to creating abusiness plan, determining different stages to execute and track the
plan and define the technology and resources necessary to implement the plan.
Planning is about identifying in advance what needs to be done, how and what
are the responsibilities and time for execution. The outcome of the planning
function islogica goas and their timelines. Managers should engage in both
short-term and long-term planning. Planning is even more necessary and much
more difficult to achieve when the organization islarger and and when the cycles
of production and consumption are longer. It isvery necessary to make plans
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and programmes for longer periods. It isindispensable to avoid being diverted
from the goal and to ensure al efforts converge towards the goal for longer
period. One cannot anticipate with precision everything which will happen over
alonger period, but one can minimize uncertainty and carry out one's program.

Organizing

Onceaplan of action is designed, managers have the vishility of what is expected
and by when. They need to solve for resources and assign them appropriate
tasks. They need to focus on providing everything necessary to carry out the
plan, including raw materids, machinery and tools, capital and human resources.
They must identify and establish responsibilities for each of the departments or
divisons and specifying organizationd relationships.

Commanding

Managers need to implement the plan by efficiently utilizing the allocated resources.
They must understand the strength and weaknesses of the workforce and
limitations of the resources. Managers must lead and motivate employees to
achievethe gods of the organization. Employees may require the proper alocation
of resources and an effective support system and supervision.

Coordinating

Organizations are interdependent systems and need coordination among different
departments. Manager’s primary respongbility isto harmonize dl required activities
across different functions to facilitate and ensure organizational success as per
plan. Managers are needed to synchronize the elements of the organization and
must take into account the delegation of authority and responsibility and span of
control within units.

Control

Thefina dement of management as described by Fayol involves the comparison
of the activities of the personnel to the plan of action. Control function ensures
that tasks have been completed with required quality in all area and helpsto
identify deviations if any from the organizational plan. This ensures quality
performance with regard to business objectives and satisfactory results while
maintaining an orderly environment. It includes information management,
measurement of performance and the institution of corrective actions.
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8.5 Luther Gulick and Lyndall Urwick on Science of
Administration

After Fayol,hisline of thought was further elaborated by other writers during the 1920s
and 1930s. Luther Gulick and Lyndall Urwick had wide experience in industry and
government. Inefficiency at the municipal level inthe U.S.A. was severdly criticized as city
administration suffered badly under the spoils system and incompetent political authority.
Municipal reform movement was extended to state and federal levels and the reformers
sought to justify adminigtrative changesin terms of the principles of adminigration. In 1937,
Gulick and Urwick edited Papers on the Science of Administration, which was areport to
President Roosevelt’s Committee on Administrative Management. They said, “It isthe
generd thesis of this paper that there are principles which can be arrived at inductively from
the study of human organi zation which should govern arrangements for human association
of any kind. These principles can be studied as atechnical question, irrespective of the
purpose of the enterprise, the personnel comprising it,or any constitutional, political or
social theory underlying its creation.”

Adminigtration is a science and the principles are universally applicable. Gulick and
Urwick prescribed seven principles of administration that are expressed as POSDCORB
(planning, organizing, staffing, directing, coordinating, reporting and budgeting). In 1937,
POSDCORB contributed a lot to the understanding and management of public
adminigtration. The condition of public administration was not satisfactory at that time. In
order to make public administration suitable for the proper management of an organization,
they prepared thisformula.

Gulick and Urwick have said that for the proper management and development it is
necessary that planning must be done. Every part of the organization must be prepared for
planning. There are different parts of every organization and al of them shall be brought
under one umbred la-management and thisiscaled organizing. Theauthors of the principles
have focused on the staffing which meansthat a developing farm will need more and more
workers. They said that efficient and able persons are to be appointed in the organization
and each worker shall be appointed in the right place, so that he can perform his duties
with utmogt efficiency. Thisis known as gaffing. Another principleisdirecting. The higher
authority shall issue directions to the subordinates from time to time. If he finds any
discrepancy in the management he will issue direction to rectify it and issue new directions.
Coordinating is another principle of any organization because there are severa parts. If
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different parts work independently and do not consider the problem of other sections, that
will create problems.

The preparation of the progress of activitiesis called reporting. The officerswill report
to the authority about the working of the organization. If any drawback is noticed in the
report it should be rectified.

Finally, the preparation of the budget is essential. Income and expenditure must be
carefully scrutinized and the future of an organization depends on proper budgeting.

Two Genera Motors executivesin the U.S.A., James D. Mooney and Alan C. Reily,
made important contributions to administrative management theory. They focused on four
magjor principles. (a) the principle of coordination in pursuit of unity of action, (b) the scadar
principle emphasizing hierarchy in organizational design, (c) the functiona principleto be
followed in organizing tasks into departments., (d) the staff principle for giving advice and
information aongside line management for the exercise of authority.

8.6 Critical Appraisal of POSDCORB Formula

POSDCORB formula created enthusiasm among some public administrationists and
earned popularity. But subsequently it faced criticisms. All organizations are full of variety
and differences. These cannot be managed by certain fixed principles. The problems of
each organization shdl be dedlt with in different ways. POSDCORB principles do not help
inthisregard. The peculiarity of each organization isto be dealt with differently. Experts
comment that POSDCORB is only one aspect of an organization and the other aspect is
thorough knowledge and experience about the organization.

It has been pointed out by the critics that this formula may have relevance for the
military department which isguided by strict principles,but these may not be effective for
generd adminidration. Because military adminigtration and generd administration are managed
by separate principles. Moreover, the commercid  organizations and government departments
are administered by different principles and policies. Thismay not befully applied in Sate
adminigtration. Here, politicians play an important role.

It isdifficult to link personal staff assistance preferred by Gulick, Urwick and others
with the POSDCORB functions. The functions can be made operational if they are
ingtitutionalized, that reduces the element of purely persona assistance. The modern chief
executives do not intend to confine themselves within POSDCORB formula. Everything of
an organization isgenerdly performed by the subordinates and the chief executive performs
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the supervisory role. If any chief executive triesto confine himsdlf within the formulathe
smooth management will face problems.

8.7 Conclusion

There was atime when the POSDCORB was very popular and many organizations
sincerely tried to follow this formula. But the management of any organization does not
aways move aong any definite formulaor line. If Situation changes or new problems arise
the head of the organization faces the problem and adopts measure for the benefit of the
organization. Many large organizations of U.S.A. and U.K. do not rely upon thisformula
But the limitation does not mean its usdessness. Inspite of limitationsit isan important stage
of theevolution of public adminigration. Henri Fayol is perhagps the mots prominent exponent
of structural principles of formal organization. He recognized administration as a
distinct,separate activity of an organization.

8.8 Summing Up

e Administrative management theory isfocused on principles that could be used
by managers to coordinate the internal activities of organizations. The most
prominent of the theorists was Henri Fayol.

Other exponents are Luther Gulick, Lynda Urwick and Chester Barnard.

e [n 1916, Fayol published a paper entitled * General and Industrial Management’
which was later published as a book. Even now,thisis considered one of the
classics of management thought. Fayol believed that knowledge of administration
rather than technica knowledge is needed at higher levels of an organization. He
defined the primary functions of administration as. to plan, to organize men and
materials, to command or to tell the subordinates their functions, to coordinate
and to control.

e Themost well known principle recommended by Henri Fayol are: division of
work, authority, discipline, unity of command, unity of direction, priority of
general interest over the private or individua interest, fair remuneration of the
employees, centrdization, scalar chain, order, equity, stability in tenure, initiative
and esprit de corps.

e Fayoal studies primarily focused on the ‘Managerid Activity.” He identified five
magor eements of management that depict the expected behaviours that managers
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should engagein to achieve the business objectives of the organization effectively.
The five elements of management are:

Panning
Organizing
Commeanding
Coordinating
Contralling

After Fayol, hisline of thought was further elaborated by other writers during
the 1920s and 1930s. Luther Gulick and Lyndall Urwick had wide experience
inindustry and government. In 1937, Gulick and Urwick edited Papers on the
Science of Adminidiration, which was areport to Presdent Roosevet’'s Committee
on Adminigtrative Management.

Gulick and Urwick prescribed seven principles of administration thet are expressed
as POSDCORSB (planning, organizing, staffing, directing, coordinating, reporting
and budgeting). In 1937, POSDCORB contributed alot to the understanding
and management of public administration.

Two Genera Motors executivesin the U.S.A., James D. Mooney and Alan C.
Reily, made important contributions to administrative management theory. They
focused on four mgjor principles: (a) the principle of coordination in pursuit of
unity of action, (b) the scalar principle emphasizing hierarchy in organizationa
design, (c) the functional principle to be followed in organizing tasks into
departments, (d) the staff principle for giving advice and information alongside
line management for the exercise of authority.

POSDCORB formula created enthusiasm among some public adminigtrationists
and earned popularity. But subsequently it faced criticisms. Inspite of limitations
it isan important stage of the evolution of public administration.

8.9 Probable Questions

Essay Type Questions

(@ Attempt acritica evauation of the Administrative Theory of Management

Discuss the contributions of Henri Fayol, Luther Gulick and Lyndall Urwick in
Public Adminigtration.
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©

(d)

©
()

Short

@
()

©
©)

Do you consder POSDCORB as an important stage of the evolution of Public
Administration ? Argue your case.

Why Henri Fayol isfamousin the history of Public Administration? Explainin
detail.

Criticaly discussthe practicd principlesfor proper management of an organization.

Do you think POSDCORB formula constitutes an important stage of the
development of Public Administration ? Give reasons.

Questions

What do you mean by administrative management

Briefly state the fourteen principles meant for the proper management of an
Organization.

Explain Henri Fayol’s Unity of Command.

Why Henri Fayol isfamousin the history of Public Administration.? Explainin
detail.

Objective Questions

@
()
©

Who is known as the Father of Management?
Who developed the 14 principles of management?

In which year was the article ‘ Genera and Industriadl Management’ published?

8.10 Further Reading
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3.

Avasthi and Maheswari (1962), Public Administration, Agra: L.N.Agarwal.
Bhattacharya, Mohit, (1987), Public Adminigtration, Calcutta: The World Press.

Bhagwan, V. and Bhushan,V. (1961), Public Administration, New Delhi: S.
Chand and Company.
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9.1 Objective

After reading thisunit, learnerswill be able to:
e Know the definition of bureaucracy
e Understand the features of bureaucracy

e Understand Karl Marx’s views on bureaucracy

96
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9.2 Introduction

Bureaucracy constitutes the permanent and professional dimension of the executive.
It isusualy described as the non-political or politically neutral, permanent and trained
executive which runs the administration according to the policies laid down and the control
exercised by the political executive. The quality, efficiency and success of the state
administration depends upon the quality and efficiency of the bureaucracy. The term
bureaucracy is used in a narrow sense to denote those important public servants who
occupy higher level positionsin the administrative hierarchy and perform policy making,
coordination, supervisng and controlling functionsin the system of adminigration. Bureaucracy
firg originated in France and was invented by Vincent de Gournay in the eighteenth century
defines bureaucracy as the civil servants, the administrative functionaries who are
professionally trained for the public service and who enjoy permanence of tenure,promotion
within service-partly by seniority and partly by merit. Max Weber defines bureaucracy a
system of administration characterized by expertise, impartiality and absence of
humanity.

9.3 M eaning of Bureaucracy

Bureaucracy as an indispensable vehicle of political authority has been a subject of
interest to politica scientists and public adminigtrationist for long. Max Weber was the first
to call bureaucratization an inevitable process by emphasizing the indispensability of
bureaucracy for the rational attainment of goals of any organization in modern industrial
society. Modern society with its growing complexities necessarily gives rise to
bureaucratization. According to Max Weber, bureaucracy have the following characterigtics:

1. Therewill befixed areas of officia jurisdiction regulated by specific laws or
regulations. Here an individua occupies a position with clearly defined powers.

Offices are organized interms of aclear hierarchy of authority.

Administration is based on written documents and conducted according to
procedures that require specia training.

4. Recruitment in the bureaucracy is made on the basis of achievement rather than
ascription. The quaification istested by examination.

The appointed official is subject to strict discipline.

The administrators view their work as a career where promotion is governed by
seniority or merit and salary is given according to rank.
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9.4 Types of Bureaucracy

There are different types of bureaucracy which have been in existence since the birth
of adminigtration. These can be grouped into three systems which can be explained in the
following way.

9.4.1 Bureaucratic system

Bureaucratic system is any personnel system in which employees stand classified in a
system of hierarchically composed system of administration. However, in a narrow and
restricted sense, bureaucratic system is used to identify the civil servants who are
hierarchically organized and who stand outside the sphere of effective public control and

respongbility.
9.4.2 Aristocratic system

Under Aristocratic bureaucracy, the civil servants are considered as a distinct class
of people, professional, expert, trained and career conscious class of people. They are
recruited through special examinations. In such a bureaucracy, a distinction is made
between different grades of personnd. The mobility from lower levd to the higher leve is
kept drictly limited.

9.4.3 Democratic system

Democratic bureaucracy is open to dl. The dass divison in the adminidrative hierarchy
is not very rigid here. The lower leve officias can get promotion to the higher levels if
their work fufills the required standards. This type of bureaucracy isfound in developed
western liberal democratic systems like the U.S.A, U.K. and also India and other
democratic countries.

On the other hand, F.M. Marx suggests four types of bureaucracy:

9.4.4 The Guardian Bureaucracy

It is a bureaucracy of the traditiona classical type in which the public service acts as
the guardian of the public, but is not responsible. It is created and maintained by the
rulers.

9.4.5 Class Bureaucracy

It is confined to certain classes and class connections.
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9.4.6 The Patronage Bureaucracy

In this system, bureawuicracy is recruited by the elected executive with a view to reward
its supporters. Traditionally,the US President used to appoint a very large number of
officids of his choice and it is caled the Spoils System. Now,most of the civil servants
are recruited on merit, the Spoils System aso continues in a limited manner.

9.4.7 Merit Bureaucracy

In this type, recruitment is done through open competitions and interviews and merit
is used as the sole criterion for selecting the personnel.

9.5 Karl Marx on Bureaucracy

Marx did not build up a comprehensive theory of bureaucracy because his primary
concerns were, the development of capitalism, the extent of exploitation of the working
class and the emancipation of the working class. He sudied the development of capitalism
in some major capitalist countries of Western Europe and observed how the capitalist
states were administered. He saw that bureaucracy is not only a mode of public
adminigtration but dso an instrument of the ruling class. In the Manifesto of Communist
Party Marx and Engels wrote: “The executive of the modern state is a committee for
making the common affairs of the bourgeoisie.” They did not directly refer to bureaucracy
but in all capitalist countries the executive power is vested in the hands of a group of
adminigtrators who are caled bureaucrats and they represent the interests of the capitalists.

According to Marx, the rise of bureaucracy is closely associated with the rise of
state and Marx and Engels have focused this issue in The German Ideology. “By the
mere fact that it is a class and no longer an estate, the bourgeoisie isforced to organize
itself no longer localy, but nationaly, and to give a generd form to its average interests.
Through the emancipation of private property from the community, the state has become
a separate entity, alongside and outside civil society, but it is nothing more than the a
form of organization which the bourgeoisie compelled to adopt, both for internal and
external purposes, for the mutual guarantee of their property and interest.”

9.6 Marxian view of Democracy as an Instrument of
Exploitation

Marx wrote in The Eighteenth Brumaire of Louis Bonaparte, “The executive power
within enormous bureaucratic and military organization,with its engenious state
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machinery,embracing wide strata,with a host of officias numbering haf amillion, besides
an army of another half amillion, this apalling parasite body, which enmeshes the body of
French society like anet and chokes all its pores, sprang up the in the days of absolute
monarchy”. From these quotations Marx’s thought on bureaucracy is clear. He was sure
that the rise of bureaucracy and growth of bourgeoise areintegraly connected. Bureaucracy
was not smply amode of administration but an instrument of exploitation.

Marx observed that in France and several other states of Europe the entire state
administration was run by the bureaucrats and they were dictated by the king or any type
of dictator. He frequently used the phrase bureaucratic phenomenon. During and after the
French Revolution the bureaucracy had facilitated the class rule of the bourgeoisie. It
continued to be the instrument of class under Louis Philippe and the parliamentary republic.
There was apparent independence of the state under Second Bonaparte. But Bonaparte
represents a class-the most numerous class of French small-holding peasantry. Marx called
the executive body in France an appalling, parasitic body.

In primitive and slave societies there was no existence of state and bureaucracy.
Therefore, the system of bureaucracy was created by a group of men who controlled the
state. Their sole aim to ensure the good management of state so that the capitalists can
exploit the working class without any problem. In the German Ideology Marx and Engels
have thrown light on this aspect when he wrote that the state is the form in which the
individuals of aruling class assert their common interests. According to Marx and Engels,
the emergence of state and rise of bureaucracy are inseparable from each other. Marx said
that during feudal period there was a clear existence of state but it had no separate and
powerful existence of bureaucracy. AsMarx and Engels said that in capitaism,state came
to establish its separate existence and capitalists encouraged this. But subsequently the
capitalistsrealized that in it attempt to safeguard its profit motive the help of state was
necessary. It also thought that the state must be brought under proper administration.
Bureaucracy was the consequence of this plan. An unholy nexus was created between the
state and the capitalists.

Marx observed that Louis Bonaparte was gradually accumulating more and more
power and in this process he was assisted by bureaucracy and military. The bureaucracy
helped to make and execute laws and to strengthen the base of despotism. It became an
indispensable part of hisadministration. In the German Ideology Marx and Engels saw that
in most of the states in Germany, bureaucracy was acquiring more and more power and
independence.
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Marx thought that bureaucracy in acapitalist system is a party to exploitation and
consider it as part and parcel of the capitalist state structure. Bureaucracy helped the
bourgeois state in its activities of exploiting the working class. He concluded that that the
bureaucratic system in the contemporary stateswas not neutral at al. Criticizing Hegel's
philosophy of Right Marx said, “ The bureaucracy has the essence of the state.” Thus
bureaucracy not only ensures class rule but the capitalist class uses it to establish it,
supremacy in al sections of the state. It cannot be separated from the state system. Inits
critigue Marx openly questioned Hegel’s political theory and idolization of the state.
Considering bureaucracy as a bridge between the state and civil society, Hegel regarded
bureaucracy as the medium through which particular interests were trandated into general
interests. Marx argued that bureaucracy does not know better, since hierarchical and
functiona differentiation leads to a mere combination and mutual reinforcement of
incompetence. The superior does not know the specifics of each case, the subordinate
does not know the general principles. Bureaucracy asawhole has acorporate particular
interest to defend. Information and other resources are manipulated to serve the private
ambitions of individual careerists and competition for power among rival bureaucratic
cligues. So bureaucracy symbolizes the particularization or privatization of the civil
Society.

Hegel believed that the bureaucracy could solve the conflict between state and civil
society. Marx opposed this view. What began as Hegel’ s prescription for conflict resolution
ended with the domination of individual and groups by the state and the bureaucracy will
safeguard the interest of the economically dominant class. It is an institution for class
domination and a class organ. To Hegel, bureaucracy isameansto an end for the people,
whileto Marx, it isthe means which servesthe interests of the economically dominant class.
The bureaucracy possesses the power of the state and at the same time is possessed by
it.

Marx’s conception of bureaucracy isthat it represents the economically dominant
society standing above society but at the same time dienated from society. Thisaienation
isnot only undesirable but also self-destructive. The state bureaucracy is historically an
alienated organizationa form which tends to come into contradiction with the socia forces
that gaveriseto it.

According to Marx, the bureaucracy is bearer of private interests and areinforcer of
private spirit in the society as awhole. The bureaucracy may claim amonopoly of the
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public spirit-amonopoly of public resources. Ralph Miliband in his The State in Capitalist
Society. The Andyss of Western System of Power said that the palitical leaders of advanced
capitalism have clear party colour, the bureaucrats are neutral or are supposed to be
neutral. The civil servants or bureaucrats are neutrd in the capitalist countries. But Miliband
does not accept thisview about bureaucracy in capitalist countries. This neutrality isa
myth. Miliband observed that they play an important part in the process of governmental
decision making. The bureaucrats of capitalist countries are indispensable parts of
administration and they are part of politics.

Marx observed that bureaucracy in the Feudal-Capitalist Prussian situation,isaform
of society dominated by the state, and its tendency is to separate itself from the content.
It assumesa ‘formalism’ and presentsitself as a superior consciousness-as the will of the
gate. Thusaparticular interest clamsto be universal while the generd interest is reduced
to the status of specid interest. It aso creates an illusion that the State is indispensable and
rationd . Examinationsfor recruitment do not reflect any objective bond between the individud
and the state; rather they emphasize the need for adual knowledge-one for civil society
and one for the state.

The bureaucrat cannot be arational actor in terms of competence. The hierarchy of
structure means a hierarchy of knowledge. Comprehensive knowledge is not possiblein a
Stuation where knowledge is deliberately split up. Thered things are treated according to
bureaucratic perceptions.

Bureaucracy changes knowledge into secrecy and competence into mystery. Its
functioning are surrounded by secrecy. The higher officials do not reveal their secretsto
their subordinate, while its closed character protects its secrets from outsiders. The
bureaucratic mentality expressesitsalf fully in the worship of authority.

While making policy and implementing it they claim they are neutral. Miliband wrote
that this notion of neutrality which is often attached to it ismideading, if the manner in
which the power is exercised is considered. In every advanced capitalist country the
bureaucrats have occasiondly played anotable part in socia and administrative functions.
The civil servants are very often protectors and propagators of private capitalism and this
has expanded further due to globdization. Miliband said that after the World War 1l aclose
nexus developed between top civil servants and corporate capitalism; and bureaucracy and
itsrole in advanced capitalism. Miliband said that bureaucracy is a great supporter of
corporate capitalism.
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Marx did not engage in detailed discussions on bureaucracy. He was more and more
concerned with the devel oped capitalism, where bureaucracy had to act formally and
negatively. His earlier observations contain the el ements of a bureaucratic theory that is
useful in explaining thisingtitution in many of the devel oping countries.

9.7 Lenin on Bureaucracy

Lenin in his the State and Revolution has discussed bureaucracy. Like Marx and
Engels, Lenin be lieved that bureaucracy was an instrument used by the bourgeoisie to
exploit the common people, particularly theworking class. But in thisaffair the bureaucracy
isnot aone, it performs thisin collaboration with the military. Lenin quote from Marx’s
letter to Kugelman written on April 12,1871 in which Marx wrote “the next attempt of the
French Revolution will no longer, as before, to transfer the bureaucratic military machine
from one hand to another but to smash it.” Lenin accepted this view of Marx that both
bureaucracy and military are the two arms of capitaist government and the chief aim of the
revolutionaries would be to smash it.

Lenin said that the real aim of the revolutionaries would be to smash or destroy the
military and bureaucratic aliance so that they cannot get any scope to exploit the working
class. He realized that there was utility of bureaucracy and other forms of bourgeois
adminigration. The instruments of older administration need to be utilized for the protection
of proletarian interests. Lenin did not want to destroy the bureaucratic system of bourgeois
administration but to keep it for the use and benefit of proletarian rule. Lenin reaized the
importance of state administration in general and bureaucracy in particular and for that
reason he did not suggest the abolition of bourgeois administrative system of which the
bureaucracy constitutes the chief part. He realized the importance of bureaucracy in
administration. But this must be used for the interest of the proletariat. The function and
character of bureaucracy must be changed for the benefit of the working class.

9.8 Conclusion

Marx concluded that class conflict has undermined the unity of the society and the
instruments of politica power are created to safeguard the economic power of the propertied.
Asthe coercive and repressive functions of the bureaucracy become more visible, the
intensity of class conflict will increase and with it the danger of revolution. Therefore,
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according to Marx and Engels, the abolition of the state involves three steps. the overthrow
of the bourgeois state by revolution, the establishment of dictatorship of proletariat, and the
withering away of the state. Marx explicitly opposed the bureaucratic structure in the state
and observed that such a structure would ultimately destroy the devel opmental process and
gtability in the polity.

9.9 Summing Up

Bureaucracy as an indispensable vehicle of politica authority has been a subject
of interest to political scientists and public adminigtrationist for long. Max Weber
wasthefirst to call bureaucratization an inevitable process by emphasizing the
indispensability of bureaucracy for the rational attainment of goals of any
organization in modern industrial society.

Marx did not build up a comprehensive theory of bureaucracy because his
primary concerns were, the development of capitalism, the extent of exploitation
of the working class and the emancipation of the working class.

In the Manifesto of Communist Party Marx and Engels wrote: “The executive
of the modern state is but a committee for managing the common affairs of the
bourgecise.”

According to Marx, therise of bureaucracy is closely associated with therise
of state and Marx and Engels have focused thisissue in The German |deol ogy.

Marx thought that bureaucracy in acapitalist system is a party to exploitation
and consider it as part and parcel of the capitalist state structure. Bureaucracy
helped the bourgeois statein its activities of exploiting the working class. He
concluded that that the bureaucratic system in the contemporary states was not
neutral at all.

According to Marx, the bureaucracy isbearer of private interests and areinforcer
of private spirit in the society asawhole. The bureaucracy may claim amonopoly
of the public spirit-a monopoly of public resources.

Marx observed in The Eighteenth Brumaire of Louis Bonaparte that the
rise of bureaucracy and growth of bourgeoisie are integrally connected.
Bureaucracy was not simply a mode of administration but an instrument of
exploitation.
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The bureaucrat cannot be arationa actor in terms of competence. The hierarchy
of structure means a hierarchy of knowledge. Comprehensive knowledge is not
possible in asituation where knowledge is deliberately split up.

The civil servants are very often protectors and propagators of private capitdism
and this has expanded further due to globalization.

Marx did not engage in detailed discussions on bureaucracy. He was more and
more concerned with the developed capitalism, where bureaucracy had to act
formaly and negatively.

9.10 Probable Questions

Essay Type Questions

@

(b)
©

(d)

Short

@
()
©
©)

“Karl Marx’s interpretation of bureaucracy was rooted in the history of the
nature of the state.” Evaluate.

Attempt a critical andysis of Marx’s and Lenin’s theories of bureaucracy.

Critically examine how the rise of bureaucracy and growth of bourgeocisie are
integraly connected ?

“The executive of the modern ate is but a committee for managing the common
affairs of the bourgeoisie.” Discuss Marx’s concept of bureaucracy in the light
of this statement.

Bureaucracy was not ssmply a mode of administration but an instrument of
exploitation. Explain

Questions

What are the characteristics of bureaucracy?
What are the different types of bureaucracy?
Briefly discuss Raph Miliband's views on bureaucracy.

Do you consider bureaucracy as a neutral ingtitution? Explain.

Objective Questions

@
(b)

Who wrote the book ‘ The Eighteenth Brumaire of Louis Bonaparte' ?

Who were the authors of the “Manifesto of Communist Party”?
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Sructure:

10.1 Objective
10.2 Introduction
10.3 Definition of Bureaucracy
10.4 Max Weber’'s Theory of Bureaucracy
10.5 Features of Max Weber’s Theory of Bureaucracy
10.6 Max Weber’s Concept of Three types of Authority
10.7 David Beetham’s Observation on Max Weber’'s idea of Bureaucracy
10.8 Critical Observation on Weberian concept of Bureaucracy
10.9 Post Weberian Model of Bureaucracy

10.10 Conclusion

10.11  Summing Up

10.12 Probable Questions

10.13 Further Reading

10.1 Objective

After going through this unit, learners will be ableto :

e know the concept of bureaucracy
e understand Max Weber’s views on bureaucracy

e explore post Weberian changes

10.2 Introduction

Bureaucracy isaform of government in which most of the decisions are taken by state
officias rather than elected representatives. So bureaucracy isaform of government
managed by some officers. Severa states and administrative systems have accepted it and
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used it for the management of their public administration. In older timesthe bureaucrats or
government employees were termed as employees of the king. Because there was no
existence of elected government. Sovereign power was in the hands of the king and his
chosen personsto run the administration. Later the kingship and the system of selecting
government officia's underwent changes and bureaucracy is one of the such changes. Inthe
context of the growth of bureaucracy we can remember Jeremy Bentham. After the Industrid
Revolution, disintegration of feudalism and breakdown of aristocracy there emerged anew
class known as middle class. Bentham thought that this new class was eager to participate
in the administrative functions of the state.

The Industrial Revolution created capitalism and the new class, bourgeoisie. Both
capitaism and bourgeoisie had astrong desire to exert influence upon state administration
and they felt the necessity of sending efficient administrators to the key sectors of
adminigtration. Both the state and  bourgeoisie strongly felt the necessity of a powerful and
able adminigtrative class. Therise and growth of parliamentary system was aso responsible
for the growth of bureaucracy. The parliamentary system created a dichotomy between
politics and administration. In such a system,bureaucracy isits normal product.

10.3 Definition of Bureaucracy

H. J. Laski defined bureauicracy isthe term usudly gpplied to a system of governmentthe
control of which is completely in the hands of officials that their power jeopardizes the
liberties of the ordinary citizen. Marshdl E. Dimock observed that bureaucratization means
specialization, hierarchies and long lines of communication. Max Weber portraysit asa
“system of administration characterized by impartiality, expertness and the absence of
humanity” Technically thetermisused in two senses. In alarger senseit is used to describe
any personnel system where the employees are classified in a system of administration
composed of ahierarchy of sections, divisions and departments. In its restricted sense it
is used to describe abody of public servants organized in a hierarchical system which
gtands outsde the sphere of effective public control. Bureaucracy isasystem of administration
inwhich professional class of expert civil servants administersthe affairs of the state inan
impartial manner and is organized in an hierarchical way.

10.4 Max Weber's Theory of Bureaucracy

Bureaucracy is an indispensable part of political authority,an essentia part of the state
machinery. Any discussion on bureaucracy cannot begin without a knowledge of Max
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Weber who wasthefirst to free thisingtitution from its pejorative connotations and viewed
bureaucratization as an inevitable process by focusing on the indispensability of bureaucracy
for the rational attainment of goals of any organization in modern industrial society. The
modern society with its increasing complexities and its expansive structure necessarily
givesriseto bureaucratisation. The complex structure of modern society, therefore demands
forma rules, aforma authority with designated powers, a precise delimitation of interests
and benefits, a clear division of labour in which the function of each unit is specified that
iS, bureaucratisation.

Max Weber not only formulated his concept theoreticaly and established the connection
of bureaucracy as an administrative organization with politics and society, but also adegree
of darity and sophidtication. In his definition he was concerned with the mode of adminigtration
and the type of adminigtrators. He could not accept theillibera thought and actions of some
European leaders. Weber shared the conviction of the German liberal bourgeoisie that
congtitutional monarchy was the most acceptable model from the view point of legitimacy,
politica successon and implementations of the imperidist policy of strong Sate. The paliticd
and economic condition of Germany forced Weber to think of a powerful German state.
He believed that for a strong state a strong administration was required, a well built
bureaucracy could ensure this. Though he was libera he strongly advocated for a
constitutional monarchy. He observed that British monarchy did not stand on the way of
progress of democracy. Weber thought that for any form of government, administration was
indispensable and bureaucracy isindispensable for running the administration. He observed
that awell trained adminigtrative staff must be built up. They must have both legitimacy and
power. The government will exercise its domination through the administrative staff and
people cannot object because they have legitimacy.

Weber observed that the administrative structure of European states was becoming
more and more complex and it could not be run by ordinary people. He said that the
growing complexity of the administrative tasks and the expansion of their scope result in
the technical superiority of those who have training and experience and will favour the
continuity of at least some of itsfunctionaries. Therefore, there dways exists the probability
of therise of aspecial structure for administration. The basis of histheory of stateisto
be found in Marx, Engels and Lenin’s concept of state. He had a different idea and
definition of modern state. He thought that a modern state is aterritorial state with the
monopoly use of coercive power. A territorial state must have a definite geographical
boundary and clear administrative system with the help of which it can use the coercive
power whenever necessity arises. According to Weber, territoridity and clear administration
are the key elements of modern state.



110

NSOU e 6CC-PS-07

Weber told that a modern state must possess legitimacy. When the state uses coercive
power it must prove or establish that it has legitimate authority to do so. He legitimized the
use of force through the bureaucracy. Bureaucracy means administration and thisis an
indispensable part of modern state. Thusin the opinion of Weber, modern state, territoridity,
legitimacy and coercive power are dl interconnected. If thereis no well built bureaucracy
the management of a modern sate will beimpossible. He said that the legitimacy isthe
foundation of modern state and this operates through the ingtitution of bureaucracy.

10.5 Features of Max Weber’s Theory of Bureaucracy

There are some features of Weber’s theory of bureaucracy.

1

Thereisclear hierarchy in the Structure of bureaucracy. Offices are organized in
terms of a clear hierarchy of authority so that each lower office is under the
control and supervision of ahigher one. Experience, educationa qudifications,
seniority determine the status and position of a person.

There arefixed areas of officia jurisdiction regulated by laws. Here an individua
occupies apodtion with aclearly defined set of powers and maintain asegregation
of the sphere of office from private affairs. Every bureaucrat performs his duty
in accordance with law.

Weber has said that after Industrid revolution and development of capitdism the
bureaucratic system has developed. He has suggested a relationship between
state, growth of capitalism and bureaucracy. He observed that modern state
came into existence before the emergence of capitalism. Modern state system
promoted the growth of capitalism. Capitalism came to control the state system
and it felt that that there must exist a centralize administration and this is
bureaucracy. Capitalism wanted to use the structure of modern state through a
good, efficient and reliable administrative system and the efficient and trained
persons could serve this purpose properly. State bureaucracy is guided by
written and specific law and for thisreason it isrigid.

Weber argued for bureaucracy on the ground that the alternative to such system
isdictatorship. He thought that it is indispensable in a modern state.

Bureaucracy possesses technical superiority.

Recruitment is made on the basis of achievement rather than on ascription.
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7. Bureaucracy also possesses certain special privileges. Every bureaucrat has a
pay structure followed by retirement benefits. He cannot be easily removed from
his post without gross negligence of duty or corruption.

8. Thebureaucrats are accountable to administration, to law and higher authority
but not to the general public.

9. The bureaucrats cannot express their political preference or views publicly.
They are palitically neutral.

10.6 Max Weber’s Concept of Three Types of Authority

Weber divided authority into three types. charismatic, traditiona and legd. He observed
that in many countries of contemporary Europe there were these three types of authority.
Some people have exercised authority by virtue of certain qualities. The person by virtue
of this quality influences people and exercise authority over them. Charismaisthe quaity
of aperson which gives rise to one category of legitimate authority. According to Weber
“by charismaisto be understood the quality of a personality, held to be out of the ordinary
(originally thought to have magica sources, both in the case of prophets and men who are
wisein healing or in law, the heroesin war), on account of which the person is evaluated
as being gifted with super-natural or super-human at least specifically out of the ordinary
powers not accessible to everybody, and hence as a leader.” According to Weber, the
evauation is specifically that of the person’s followers and does not necessarily implicate
the user of the term. He saw charisma astraditional. The charismatic leader is gifted with
supernatura or superhuman powers not available to everybody. Charismatic rule will either
go back to traditiond rule or it will change into legd-rational authority. Traditiona authority
isfound in some of the backward and tribal areas. People have trust upon a person or
group of persons and they obey the leader or his successor. But such authority hasno legd
background. Finaly, there is the most prominent and most important legal authority. In
every modern state legal authority isto be found. He dso consdered lega authority asthe
most rational. Rational legal authority islegitimized by rules and congtitutional procedures
and is demonstrated by democracy. Bureaucracy was legal and rational because in any
country bureaucracy is legally constituted,selection is through open and competitive
examination and after selection the selected persons are given training. In the entire
process there is no sort of interference of any other person or authority.

The promotion, retirement are determined by the parliamentary laws. In different
departments of state administration the departmental rules guide every bureaucrat. All
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bureaucrats are bound to obey the direction of higher authority and the law. Bureaucracy
is established and discharges its functions according to law. The sources of bureaucratic
authority isthewell built lega system. The entire work of public administration is divided
among the employees and there is rationaity in this division of work. The bureaucracy is
governed by strict rules and systematic discipline.

Max Weber focused the economies inherent in the bureaucratic forms of organization:
precison, speed, unambiguity, knowledge of thefiles, continuity, strict subordination, reduction
of friction and material and persona costs. These are raised to the optimum point in the
bureaucratic administration, trained bureaucracy is superior on al these. Bureaucracy’s
socia power flows from its ability to administer power in ways that are both efficient and
legitimate. Bureaucratic authority is based on official duties, authority isbound by rules.
Bureaucratic decisons are legitimate decisions.

10.7 David Beetham’s Observation on Max Weber’'s idea
of Bureaucracy

David Beetham in hiswork on Max Weber and the Theory of Modern Politics draws
attention to following three aspects of Weber’s concept of bureaucracy.

® Bureaucracy as atechnicaly efficient instrument of administration. Weber
emphasizes on the purely technical and instrumental nature of bureaucracy.

e Bureaucracy’sinherent tendency to exceed itsingtrumenta function and to become
aseparate force in society. Beetham observes, “ central to this second conception
of bureaucracy, therefore, was an account of itsinherent limitations, what it
cannot achieve; where the emphasisin Economy and Society was on the technical
superiority of bureaucracy, Weber’s political writings were concentrated explicitly
on its negative side, on what it could not achieve.”

® Bureaucracy reflectsthe class structure of society.

Max Weber in his essay, Parliament and Government in the Newly Organized Germany,
wrote on the rule by officials, which in his view, was different from bureaucracy. Martin
Albrow points out, Weber was considering a number of mechanism for limiting the scope
of bureaucratic authority. He identified five mechanisms in Weber’swritings : collegidity,
separation of powers, amateur administration,direct democracy and representation. Collegidity
isthe opposite of monocratism. When more than one person would beinvolved in decision-
making, the collegia principle would comeinto being. Weber referred to different forms of
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collegiality like the Roman Consulate, the British Cabinet, various Parliaments. While
acknowledging therole of collegiality in limiting bureaucracy, he also pointed out its
disadvantagesin terms of speed of decision.

Separation of powers means division of responsibility for the same function between
two or more bodies. In such a system a compromise has to be reached between the
involved ones. Weber referred to the compromise over the budget which had to be
reached by the British Monarch and Parliament.

Amateur administration refers to a situation when the government does not pay its
administrators and depends upon those who agree to spend their time in unremunerated
activity.

The principle of direct democracy may take various forms like short term office and
recall.

Modern age is marked by representative bodies. The political parties make this system
work. Through this medium of representative institution Weber saw the greatest possibility
of a check on bureaucracy.

Weber was conscious of the fact that in empirical situation bureaucracy exceeds its
insrumentd functions. Herelied on the proper sdection process of paliticians with leadership
capacity and the control of the administrative apparatus for a check on bureaucracy.

10.8 Critical Observation on Weberian concept of Bureaucracy

The Weberian model has been criticized from various standpoints. It has been
characterized as “machine theory” and a closed system taking little account of the
organization’s interactions with the environment. Thismodd is subject to the dysfunctional
consequences of faling to consider the behavioura aspects of the people in the organization.
The bureaucratic organization can function in a proper way under stable environment.

The structural features of bureaucracy might be suitable for routine works,but these
would produce dysfunctional consequences in terms of human behaviour if the job would
involve any innovation. Robert K. Merton points out that athough close control by therule
favoursreiability of employee behaviour, it accountsfor lack of flexibility. The instrumental
and formal aspects of job become more important than the substantive ones and the
effectiveness of the entire system suffers. Bureaucracy isavery methodica, disciplined and
efficient system, but these may be the sources of its inadequacy and inefficiency or as
R.K.Merton has caled the * dysfunctions of bureaucracy’. Bureaucracy isliableto stresses
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and grainsthat result from the peculiarity of bureaucratic structure. It dwaysingstson strict
adherenceto rules. An officia knowsthat any lapse on his part to follow therulesin astrict
manner may have serious consequences on his career. In such a situation he becomes a
prisoner of rules, digplacing the origina goals. Bureaucrats become rule-adhering machines
of therigid impersonal order and make stereotyped behaviour.

Alvin Gouldner in Patterns of Industrial Bureaucracy confirms the unintended
consequences of control through rules. Unlessthe organizationa gods areinternalized by
employees astheir own goal's the consequence would be administrative performance at the
minimum levelslaid downin therules. Michel Crozier dso shows the dysfunctiondity of
bureaucracy. Centralization means that decisions must be made by people who have no
direct knowledge of the subject and who must rely on the information provided by the
subordinates who may distort data.

The bureaucrat often tend to think himself to be over powerful. As aresult while
dealing with people, he may show a dominating attitude. The only way to counter these
dysfunctionsisto establish aresponsive and aresponsible bureaucracy. If the bureaucrats
accept that they must remain responsive to the changing demands of society and they
cannot disown accountability, then they may be restrained from expressing any dominating
behaviour. At the state level, elaborate controls have been exercised in order to check
bureaucracy. Modern democratic systems have devised various means for controlling
bureaucracy. These are both interna and external control. Theinterna control flowsfrom
within the bureaucracy. At the externa level, popular control over bureaucracy is sought
to be established through controls by the legislature. Moreover, bureaucracy is aways
subject to control by the executive. The more and more the executive secures a stable
position by virtue of a strong party and popular support, the more it is able to restrain
bureaucracy by means of its authority.

In ademocracy judiciary aso exertsits control over bureaucracy by subjecting them
to the legal process in case of any corruption or misappropriation of authority. Some
countries have introduced the ingtitution of ombudsman to address public grievances against
maadminigration. In Indiathereisthe office of Vigilance Commissioner and theingtitution
of Lokpal.

10.9 Post Weberian Model of Bureaucracy

According to Max Weber, bureaucracy is technically the most efficient form of
organization. But he also thought that it poses athreat to democracy and individud freedom.
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It aso reflects the class structure of the society. The Weberian model and the changein
attitude towards public administration had brought many changes in the bureaucracy. As
Warren Bennis emphasi zed that every age evolvesits own administration and bureaucratic
functions in accordance with its needs, customs and traditions. WWhen anew age arrives,
then systems, traditions, administration and bureaucracy are recreated and reorganized in
accordance with the changes. Fred Riggs knew that Weberian model shall not work for
the developing countries. In the developing countries, the culture of bureaucracy is a
hangover of the colonial regime. With the end of colonial era, the new administrative
systems were facing the problems of transforming the ruling bureaucracy into civil servants
accountable to political leadership and the people.

L.Loyd Rudolph and Susanne Rudolph have questioned the central theme of the
Weberian model as the most rational construct in terms of production of organizational
efficiency.” Formd rationdity can contribute to organizationa ineffectiveness by building up
the sources of dienation and resistance, and fuelling the struggle of power againgt authority.
The persistence or retention of patrimonia elementsin bureaucratic administration can
mitigateif not eiminatethe struggle, just asthe presence of bureaucratic feeturesin patrimonid
administration can enhance its efficiency and effectiveness.”

Public administration isin the midst of change since the seventies of the twentieth
century. Public sector is being used more and more. Public management has a so been used
to supersede public administration. Max Weber addressed the mgjor questions about the
nature of the modern world. His three books, Economy and Society, General Economic
History and The Theory of Economic and Social Organization provide answersto the
major socio-political problems of the modern world. The decline of interest in bureaucracy
means that policy makers are looking more and more to other sources for ideas on change
and advice.

Thereisabdlief that the days of bureaucracy are over, and organizations have entered
the post-bureaucratic age. Future administrators should be in the nature of managers with
expertise in handling innovations at every level of the organization. Emphasisis placed on
salf managing teams which are the basic organizationd building blocks. Paul Thompson and
David McHugh write in Work Organization: A Critical Organisation (1995) that the
language of post bureaucratic organization is dominated by Fs-fast, fat and flexible
organizations and Ds-decentralization, disaggregation, disorganization and delayering. They
conclude that the days of bureaucracy are over. Davis Osborne and Ted Gaebler in
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Re-inventing Government has suggested an dternative to bureaucracy. In this century aso,
the bureaucratic organizations appear to be fragile and vulnerable. The new socia and
technologica changes like telecommunication, computer networks, enlightened workforce
threaten traditiona bureaucratic organizationsand cdl for new arrangementsin organizationa
relationships. Advanced information technology challenges the concept of hierarchical
authority.

10.10 Conclusion

The criticisms of the Weberian model show the importance of his model. Many
empirical researches in the developed and devel oping countries have accepted Weber as
the starting point. At the conceptual level, the attraction of Weber’s conceptualization has
remained significant. Though he was a champion of bureaucracy and advocated the its
rational character, but as David Beetham has pointed out that his writings had focused on
the negative side of bureaucracy and its limitations. No modern nation state can claim to
be viable without a bureaucracy. It isamajor institution of the state.

10.11 Summing Up

® Bureaucracy isan indispensable part of politica authority,an essentia part of the
gate machinery. Any discusson on burealicracy cannot begin without aknowledge
of Max Weber who was the first to free this institution from its pejorative
connotations and a call bureaucratization an inevitable process by focusing on
the indispensability of bureaucracy for the rational attainment of goals of any
organization in modern industrial society.

e \Weber shared the conviction of the German liberal bourgeoise that congtitutiona
monarchy was the most acceptable model from the view point of
legitimacy,politica succession and implementations of the imperidist policy of
strong state. The political and economic condition of Germany forced Weber to
think of apowerful German state. He believed that for a strong state a strong
administration was required awell built bureaucracy could ensure this. Though
he was libera he strongly advocated for a constitutional monarchy.

e Hehad adifferent ideaand definition of modern state. He thought that a modern
state isaterritorial state with the monopoly use of coercive power. A territorial
state must have a definite geographica boundary and clear adminigtrative system
with the help of which it can use the coercive power whenever necessity arises.
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According to Weber territoriaity and clear administration are the key el ements
of modern state.

e Hesaid that the legitimacy isthe foundation of modern state and this operates
through the ingtitution of bureaucracy.

e \Weber divided authority into three types.charismatic,traditional and legal.

e Max Weber focused the economies inherent in the bureaucratic forms of
organization: precision, speed, unambiguity, knowledge of thefiles, continuity,
strict subordination, reduction of friction and material and persond costs. These
are raised to the optimum point in the bureaucratic administration, trained
bureaucracy is superior on all these. Bureaucracy’s socia power flowsfrom its
ability to administer power in ways that are both efficient and legitimate.
Bureaucratic authority is based on official duties, authority isbound by rules.
Bureaucratic decisons are legitimate decisions.

e David Beetham in hiswork on Max Weber and the Theory of Modern Politics
draws attention to three aspects of Weber’s concept of bureaucracy.

e Martin Albrow identified five mechanismsin Weber’s writings.:collegiality,
separation of powers, amateur administration, direct democracy and
representation.

e TheWeberian model has been criticized from various standpoints. It has been
characterized as*“machine theory” and a closed system taking little account of
the organization’s interactions with the environment. Bureaucracy isliable to
stresses and strains that result from the peculiarity of bureaucratic structure. It
awaysingsts on strict adherence to rules. The bureaucrat often tend to think
himself to be over powerful.

e TheWeberian model and the change in attitude towards public administration
had brought many changes in the bureaucracy. As Warren Bennis emphasized
that every age evolves its own administration and bureaucratic functionsin
accordance with its needs,customs and traditions.

e Thecriticismsof theWeberian model show the importance of his modd. Many
empirical researchesin the developed and devel oping countries have accepted
Weber as the starting point.

e Bureaucracy isamagjor ingtitution of the state.
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10.12 Probable Questions

Essay Type Questions

@
(b)
©
(d)
©)
Short

@
()
©
(d)

Examine the maladies of bureaucracy with reference to post Weberian model.
Bureaucracy isamajor ingtitution of the state. Analyse.

Do you think that days of bureaucracy are over? Give reasons.

Discuss the functions of bureaucracy.

Discuss the functions and role of bureaucracy.

Questions

What is bureaucracy? What are its features?
Discuss briefly the features of Max Weber’s theory of bureaucracy.
What are the three aspects of Max Weber’s concept of bureaucracy?

Write a brief note on Max Weber’s model of bureaucracy.

Objective Questions

@

()

Who defines “ bureauicracy asthe term usudly gpplied to a system of government,
the control of which is completely in the hands of officials’?

Who is the author of the article “Parliament and Government in the Newly
Organized Germany”.

10.13
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11.1 Objective

After going through this unit, learners will be able to understand -
® Thebasicsof Neo Classical Theory
e Difference between the Classical and Neo Classical Theory

e Basic features of the theory

About the contributors and movements of the theory

Elements and organisation of the theory
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11.2 Introduction

Based on Classicd theory, Neo Classical theory of administration was introduced. It
isaso referred to as human relations of thoughts. Neo Classical theory isregarded asthe
extended version of classical theory, with the inclusion of behavioural sciences. According
to this theory, the organization should be noted as socid system, and its performance does
get affected by the human actions. The basic assumption of thistheory isthat the physologica
and social aspects of aworker as an individual and his workgroup ought to be focused
on.

Organisationa order, structure, economic factors, formal organization, and objective
rationality are the basis of classical theory. In contrast to classical theory, neoclassical
theoryemphasised on socid factors and emotions or psychology at administration.

11.3 The Idea of Neo Classical Theory

The Neo Classical theory of administration was developed in 1920s asit was believed
that the classical theory did not achieve complete production efficiency, effectiveness and
workplace harmony. The Neo Classical theory speculates that an organization is the
combination of both the formal and informa determinants, whichisignored by the classicd
organizationa theory. Socid interactions between the workers develop the informa structure
of the organization which affects and gets affected by the forma structure of the organization.
Organizational and individual interest generates conflicts among the stakeholders, thusthe
need to integrate the conflicts is one of the focal point of this approach.

The Neo Classical theory assertsthat an individual is diversely motivated and wants
to fulfil their certain needs. The communication is an important standard to measure the
efficiency of theinformation being tranamitted from and to different levels of the organization.
The teamwork isthe prerequisite for the sound functioning of the organization, and this can
be achieved only through a behavioura approach, i.e. how individua interact and respond
to each other.

The Neo Classicd Theory identifies the importance of physiological, psychologica and
social aspects of workers as an individual and their relationships within and among the
group of the organization. The Neo classical Theory gained importance specifically through
the rise of the “Hawthorne Experiment” at Western Electric Company by the father of
human relation management theory, i.e Elton Mayo, from 1924 to 1932.
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11.4 Inception of Neo Classical Theory

The Neo Classica Theory isthe extensive version of the classical theory that includes
behavioural sciencein Public Administration as business management. In this theory, the
organization is regarded asthe socia system, and its performance is affected by the human
efforts.

The Classicd Theory emphasized the mechanica and physiologicd variables and deemed
them the primary factor in inferring its efficiency. However, when the efficiency was checked,
it was found that the positive aspect of these factors did not evoke a positive responsein
workers behaviour.

Hence, the researchers tried to understand the patterns of human behaviour at job.
Thiseventudly led to the arrangement of the neoclassical theory of economigts. Thismainly
emphasi zes human behaviour in the organization. This approach is often referred to as
human relations or behavioural theory of organization.

The Neo Classical Theory states that an organization isamix of both informal and
formal aspects. This aspect wasignored in classical theory. The organization’s informal
structureis mgorly formed due to the socid interaction with workers; this affects and gets
affected by an organization’sforma structure. Generaly, disputes between the organization
and workers often exist but this needs to be resolved immediately as the problems persist.

11.5 Features of Neo Classical Theory

We need to identify the salient features of Neo Classical theory:

(@ Organisation should be regarded as a Social System — The organisation or
administration is not atechno- economic system. Basically it isasocial system.

(b) Motivation to Employee through the Media of Non-monetary Incentives-The
employee can also be motivated by many social and psychologica wants and
not solely by economic incentives because his behaviour is aso influenced by
fedings, emotions and attitudes. Logica factorslike more money arelessimportant
than emotiona factorsin determining production efficiency. Thus, human factors
are regarded as the most important el ements in the organization.

() Democratic Leadership — Democratic leadership is essential in order to honour
psycho-social demands of the workers. Autocratic leadership may aienate the
workers from the production. It will be aways beneficial if management will
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learn to devel op co-operative attitudes and not to rely merely on command. It
has been observed that matured employees dislike command.

(d) Two-way Communication— Effective two-way communication network isessentid
to establish common flow of understanding in any organisation and then only
organisation can attain its goas. Therefore, participation becomes an important
instrument under neo-classical approach.

(¢ Employee Development — Management must take proper interest in employee
development and worker’s satisfaction asthere isa very close connection between
morale and productivity. In other words productivity and satisfaction go together
hand-in hand in any business.

(f) Group Psychology and Attitudes — Informal group and informal organisation
must be recognised. Group psychology plays an important role in any enterprise.
Authority must rely more on group efforts. Team work isthe key to productivity.
Management is dways respongble for team work. The behaviour of an individud
is dominated by the informal group (of being a member). The social and
psychological factors can determine worker’s productivity and satisfaction.

(@ Human Importance in Man-machine System — In addition to technica skillsitis
very essential that management must develop social, leadership and technical
skills of theindividua. The neo-classical theory tried to solve the man-machine
equation by emphasising that man isaliving machine and heisfar moreimportant
than the inanimate machine. Therefore, key to higher productivity liesnot in
technical development alone but in actual practice, it liesin the employee’s
morae. Morale and productivity work together in an organization. When morae
is high, output is also high. Man to man relationships, team spirit and group
harmony should be given top preference by management.

Job structure and job design should receive secondary importance. Therefore, motivation,
communication and co-ordination function of management should recelve more importance
than the techniques of planning and control.

11.6 Contributorsto the theory

Elton Mayo, Chester Barnard and Herbert Simon are some of the famous neo classical
theorists. They are responsible for introducing and experimenting with the neo classical
approach. Their experiments underline that there are various motivational factors for a
person to meet specific requirements.
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e TheWestern Electric Company, in 1927, invited a group of researchersled by
Elton Mayo to join their Hawthorne plant in Chicago. The researchers carried
out experiments at the plant that later became popular as the ‘Hawthorne
Experiment.

The experiment’s objective was to study if workers would be more productive
depending upon different levels of illumination in the factory. Based on the
findingsin theinitial three years of this experiment, researchers saw increased
worker productivity when lighting conditionsimproved. They damed that workers
motivation increased due to interest shown by the company in them and their
well-being. It indicates the importance of using aneo classical approach of
management.

Also, the solidarity among workers increased satisfaction in the work. Mayo and
his team reveaed that managers should also focus on social factors such as
employee relationships. Else, they would have to deal with resistance and lower
performance.

o Chester Barnard published hisfamous book ‘ The Functions of the Executive’ in
1938. The book provided a base for the formation and devel opment of various
management theories. In his book, Chester explains a comprehensive theory of
behavior in formal organizations that pivots around cooperation. He underlines
that people in executive roles must foster a sense of purpose, moral codes,
ethicd visonsand create forma and informal communication systems. According
to Chester, people should cooperate. There is no place for conflicts among
workers. In both classical and neo classical organization theory, conflict has no
place in an organization.

e Herbert Smon found out that classical organizationa theories are ingpplicable to
several adminidtrative situations facing by the managers. Herbert tried to apply
classcd theoriesto the Stuations of histime, but they didn’t fit. He aso contradicted
Henri Fayol’s work in management, proving them to be mere proverbs of
adminigrations rather than principles.

Other than them Munsterberg Mayo, Roethisberger, Herzberg, Whitehead, are the
leading propo-nents of the neo classical theory. The classical theory reflected dmost al the
aspects of Theory X, whereas the neo classical theory of management reflected almost all
the facets of Theory Y. Maslow.
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11.7 Movementsin the Neo Classical Theory of Management

The neo classical organizational theory talks about ways and ideas that focus on the
emotional beings of the organization. There are two primary sources of the neo classical
theory of organization: the human relations movement and the behavioural science
approach. Along with these two Social System School made significant contributions to
neo classical theory of administration.

The human relations movement regarded organization as a social system. Social
physiologists and sociologists put focus on group dynamics and promoted people-management
skillsin addition to technical skills. The behavioural science approach considers human
behaviour in organizations and promotes the development of human beings and its benefits
at theindividua and organizationd levels.

® Human Relations M ovement

This resulted from Elton Mayo and Fritz J. Roethlisberger’s Hawthorne studies.
According to them, socia and psychological factors are important in determining worker
productivity and satisfaction. The movement shows that efficient leaders are employee-
centric, democratic and follow a participative syle. Elton Mayo and his associates conducted
Hawthorne studies in the Hawthorne plant of Western Electric Company inthe U.SA.,
between 1927 and 1932. They were the pioneer human relationists. They pointed out that
workers were not ssmply ‘cogs in the machinery.’ Instead, the employee morale both
individualy and in groups could have profound effects on productivity.

Managers should adopt amore * people-oriented’ gpproach to management. Management
should recognise that people are essentially socia beings and not merely economic beings.
As socia beings, they are members of a group and management should understand the
group attitudes and group psychology aso in determining ol utions to management problems.

Theorigts of human relation made very sgnificant contributions to management thought
by bringing into limdight human and socid factorsin organisations. But these concepts were
carried beyond an appropriate limit. Later on, it was proved that there is no direct and
deep connection between morae and productivity. Mordeisan elusive quaity and it is not
avery meaningful concept of management thought.

There are many other factors which influence productivity directly. Productivity is
influenced by plant efficiency, work environments, managerial style, job contents, man-
machine system, financial resources, marketing efficiency, materials movement, etc. Till
1950, human relations movement was in full operation.
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However after 1950, management thought has been turning somewhat away from the
extreme human relations ideas, particularly regarding direct relation between morae and
productivity. Modern management thought wants equal emphasis on man and machine and
we can evolve appropriate man-machine system to secure both gods, i.e. productivity and
satisfaction for all interested parties.

® Behavioural Movement

Through Hawthorne studies Mayo and his colleagues pioneered the use of the scientific
method in their studies of people in the work environment. Later researchers were more
rigoroudy trained in the socia sciences (psychology, sociology, and anthropology) and used
more sophisticated research methods.

Thus, these later researchers became known as ‘behavioura scientists'. Severa
sociologists and psychologists, eg., A.H. Madow, Douglas McGregor, Argyris, F. Herzberg,
RensisLikert and J.G Likert, Kurt Lewin, Keith Davis and others have made significant
contributions to the development of this approach. It is amore mature version of human
relation theory. The theory proposesideas about how managers should behave to motivate
the employees. And the aim is to encourage employeesto perform at the highest level and
achieve organizationd gods.

In Behavioura Science Approach, the knowledge was drawn from behavioura sciences.
It focuses on human behaviour in organizations and seeks to promote verifiable propostions
for scientific understanding of human behaviour in organisation behaviour and stresses the
development of human beings for the benefit of both the individual and the organization.

It is broad based and consisted of multiple concepts such as motivation, leadership,
communication, group dynamics, job redesign, organizational change and development,
impact of technology on jobs, etc. It highlights the group and group relationships broadly
which isthe focus point of this theory to judge the group behaviour in the organisation.

® Social System School

In socia system school the founder father Chester |. Barnard has studied the inter-
relationship within the organisation. His definition of formal organisation is regarded to be
amajor contribution in the field of management. His publication “ The Functions of the
Executive” (1938) isahighly significant work in which he has visualised the concept of
co-operative system. He started with the individual, moved to co-operative organised
endeavour and ended with the executive functions.
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The socia system school of management thought is closely related to the behaviour
school of management. “Thisincludes those researchers who |ook upon management asa
social system, that is, a system of cultural inter-relationships. Sometimes, asin the case
of March and Simon, the sysem islimited to forma organisation, usng theterm * organisation’
as equivalent to enterprise rather than the authority-activity concept used most often in
management. In other cases, the approach is not to distinguish the formal organisation but
rather to encompass any kind of system of human relationship”.

The other exponents of this school of thought are Madow, Argyris, March and Simon,
Herzberg and Likert. Their opinion has given riseto this school of thought. The main focus
of this approach isto study different aspects of social systems. In this, organisation is
essentially a cultural system composed of groups of people who work in co-operation.

For achieving the goals of the organisation a co-operative system of management can
be developed only by understanding the socid behaviour of groups and individuas. In other
words, an organisation as a socia system is affected by the cultural environment and
different types of pressures. The supporters of this school advocate that efforts should be
directed towards establishing harmony between the goas of the organisation and goal's of
the groups and the individua members.

11.8 Organization Sructurein Neo Classical Theory

The neo classical writers offered the following organizationa structure:

e Flat Structure: In the case of flat structure, the wide span of control in an
organization hel psin motivating the employees more effectively, a shorter chain
of communication and it isfree from hierarchica control.

® Decentralization: Neo classical theory adopted a decentralized organizationd
structure which is close to the flat structure due to the wider span of control. It
permits autonomy and initiative at lower levels. It also encouraged people to
occupy higher positionsin the organization.

e Informa Organizations. The neo classica theorists emphasized the need for both
forma and informa organizations. The formal organization indicates the motive
of top management for interactions among the people. Informal organization is
significant to promote the inadequacy of formal organization and to satisfy the
social and psychologica needs of people. The management uses informal
organization for overcoming resistance to change on the part of workers and
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also for afast communication process. Both formal and informa organizations
are interdependent upon each other.

11.9 Elements of Neo Classical Theory

There are three elements of neoclassical theory.

Thelndividud - Theneodasscd theory of organization emphasized individud differences
ignored earlier in the classical theory. Every individual has emotions, feelings, hopes,
aspirations, and expectations. They have got their own merit. The classical theory ignored
the differences among the individuals. The neoclassical theory emphasised that individua
differences must be recognised. Anindividud hasfedings, emotions, perception and attitudes,
he has ever-changing psychology. Each person is unique.

Each isbringing to the job situation certain attitudes, beliefs and ways of life, aswell
as skills, technical, social and logical. Each person has certain hopes, aspirations and
expectations. Each individual has certain meaning of hisjob, his supervision, working
conditions, his group, €etc.

Theinner world of the workers (ignored by the classical theory) is more important than
the external redlity in the determination of productivity. Thus, inter-personal relations at
work determinetherise or fal in productivity. Of course, physica and economic conditions
must be satisfactory. Ease of work (Physical and mental ease) gives speed of work.
Unidimensiona economic mode of motivation isfirmly discounted.

Ingtead, human relationists advocate the adoption of multidimensonad mode of motivation
which is based upon economic, individual and social factors. Hence, the package deal of
motivation includes financial and non-financia incentivesin the right proportion.

Work Groups (Informa Organisations): Anindividua in agroup develops socid wants,
e.g., adesire to belong, to be accepted by, and stand well in his work group. Workers
are not isolated, unrelated individuals; they are socid beings and should be treated as such,
by management. The existence of informal organisation is natural. It cannot be denied.
Workers are not isolated but part of certain groups, which are informal organizations.
Management must integrate these informal organizations with the formal ones.

On the other hand, management must recognise itsimportance and it must be integrated
with formal organisation. The informal communication (the grapevine) is often very speedy
and often accurate. It cannot be eliminated. The neoclassical theory described the vital
effects of group psychology and behaviour on motivation and productivity.
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Each work group hasits own leader, unwritten constitution and its own production
standard imposed by socid sanctions on the group members. Classical theory ignored the
importance of informal organi-sation. Human relations brought out its importance.

Participative Management - The emergence of participative management isinevitable
when emphasisis given on the individua and work groups. Neo classica writers advocated
worker participation in management. Allowing labour to participate in decision making
primarily to increase productivity was anew form of supervison. The neo classica gpproach
of management suggests the participation of workers in management. Asthe neo classicd
theory is employee-oriented, workers' participation in planning job contents and operations
will improve productivity.

Taylorism was opposed to such participation. Taylor wanted only expertsin job andysis
and planning of job operations. Modern manage-ment now wel comes workers participation
in planning job contents and job operations.

11.10 Criticism

Thefollowing are the main criticisms of thistheory:

® Thetheory ismerely an extenson of classcd theory with human indgghts attached
toit

e Thetheory isoutdated as the situational and contingency theories addressits
loopholes

® |t assumes every organization runs by a single method irrespective of the
environment

The assumptions on which neo classical theory isformulated is sometimes not true.
Thinking that thereis aways the possibility to find a solution that is acceptable to al isnot
alwaystrue. There are severa conflicting interests among distinct groups that are merely
structural and not physiological. This aspect is not covered in neo classical theory. No
specific organizationa sructureissuitablefor al organizations. Various organizetiona formats
introduced by the neo classicists are not acceptable in al situations.

Neo classical theory isonly a modification of classical organization theory. It also
suffered from smilar drawbacks from which classical organization theory suffered. It lacked
aunified gpproach to organization. This theory has been criticized by the fact it is nothing
more than “acommon place of descriptive and empiricd information asit hasmainly relied
on the Harthworne Experiment”.
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11.11 Conclusion

The neo classical theory tried to overcome the drawbacks of classical organization
theory. It introduced the concept of informal organization and the human behaviour gpproach
in the study of organizationa functioning. However, the neo classicd theory isaso not free
from several drawbacks. Like the classicd theory of organization, the neo classical theory
is also suffered from incompetency, a short-sighted approach, and lack of integration
among many facts of human behaviour studied by it.

11.12 Summing up

Neo classical theory isbased on the assumption that makesiits structure irrelevant
for different organisation situations.

Thistheory isamodified verson of the classicd theory that includes behavioura
sciences in business management.

Classical theory was job oriented and it focused its attention on scientific job
analysis. Neo classical theory focusses its evolution of management thought
attention on the worker and it is employee-oriented. Now we have a shift in
manageria style from product-centred approach to employee and group-centred
approach. Worker is the centre in amodern plant.

Pant layout, machinery, tools etc., must offer employee convenience and facilities,
Neo classical theory is built upon the success of classical theory. The pillars of
classical approach — order, rationality, structure etc., have been modified by the
neo classical movement. Classical approach satisfied the basic economic needs
of the organisation and society.

Now neo classical approach istrying to satisfy personal security, and social
needs of workers. Both gpproaches must be suitably integrated to emphasise the
need not only for recognition of human values but aso for recognition of
productivity smultaneoudy. M odern management must have the twin primary
objectives viz., Productivity (classical approach) and satisfaction (neo classical

approach).

11.13 Probable Questions

Essay Type Questions

@

Write anote on Neo classical Theory of Public Administration.
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()

©
(d)

C)

Discuss the basic features of Neo classical theory. In this context, point out the
basic differences between Classical and Neo classical Theory.

Evauate the inception and devel opments of Neo Classical Theory.

Anadysetherole of behaviourd movement in the development of Neo Classica
Theory.

Criticaly discuss the three elements of Neo Classical Theory.

Short Questions

@
()
©

What is Behavioura movement.
Point out the basic tenets of Social System School.

Write avery short note on Human Relation Movement.

Objective Questions

@
()

When was the Neo Classical Theory of administration developed?
Who isthe originator of the Human Relation Theory?
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12.2 Introduction

The theory of human relations provides predominance to the human aspect over the
elements of ingtitutions, as propagated by the customary public administration schools. It
isatrail defiance theory within the discipline of public administration, which sights the
organization primarily asasocia organization by uplifting the human conduct because the
elementary component for study. In human relations theory, the workers are seen as
citizenry, rather than a meagre human supplement of machinery or hands for work. It is
mainly established on ahumble principle that the * human problem requires ahuman solution’,
subsequently, better-off workers are the secret to a prosperous institute. Those who
supported this theory have reveaed that in public ingtitute, efforts have been prepared to
answer the problems of human with non-human data. The School of Human Relationsis
in some ways may be areply to the classical theories and therefore the establishment of
human relations movement is especially thanks to the importance of the classical theories
on formal structure, control, efficiency, economy and hierarchical authority.

12.3 Contribution of Elton Mayo

The human relation school of thought is under the Neo-classical theory which is built
on the bases of classcd theory. The classcd theory targeting job content and management
of physical resources, and its main focus is to maximise profit, higher productivity and
organizational efficiency and effectiveness, the neoclassical theory on the opposite hand
gave greater emphasis to individua and group relationship within the workplace with its
main speciaise in individua recognition, group recognition and participative management.
The neo- classica theory pointed out the important role of psychology and sociology in
the understanding of individud and group behaviour in the organization. The founder father
of this approach is Elton Mayo 1880-1949 an Australian born industrial researcher and
psychologist; he was credited for significant contributions to variety of disciplines like the
business management, industrial sociology, philosophy, and sociology.

The basic characterigtics of human rdations school of thought are the results of various
experiments conducted by Elton Mayo and his contemporaries in twenties and thirties of
the last century focusing their attention on the problems of industrial workers. The first
major research study which came to be referred to as The First Enquiry undertaken by
Mayo was during a factory in 1923 near Philadelphia. Under the then prevailing
circumstances, the mill provided al the facilities to the workers. It was well organized
and thought of to be a model organization. Despite this, it faced some serious problems
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in one among the sections—the mule spinning—of the mill. The turnover of the workers
during this section was estimated to just about 250 percent once a year as against 5 to
six percent in other sections. The management introduced several schemes by way of
incentives to retain the workers but of no avail. Finding no answer of this ticklish problem,
the matter was mentioned Harvard University which successively entrusted it to Elton
Mayo. Mayo studied the matter from various perspectives i.e. social, physical and
psychological and began experiments with the permission of the management. In the very
beginning, he studied the matter of physical fatigue. In order to beat this problem he
introduced rest periods of ten minutes each within the morning and afternoon for each
worker of the mule section. Finding positive and inspiring results of this exercise, the
scheme was extended to dl or any other sections. Consequently, the symptoms of fatigue
disappeared and therefore the labour turnover almost came to an end because the workers
started taking interest in work. The overall production level increased and the morale of
the workers boosted.

Further, Mayo suggested certain measures whereby workers had to earn their rest
periods and bonus by producing quite a particular percentage. While these privileges
made the workers happy but not the supervisors because the same weren't available to
them. Keeping this fact in mind Mayo introduced a new scheme of shutting down whole
of the spinning department for ten minutes, four times a day. This brought a replacement
change within the outlook of supervisors and employees as dl of them were satisfied with
this new work culture. Besides, he placed the control of rest periods purely within the
hands of workers which led to mutua consultations among them giving rise to the method
of socid interaction. Thus a new awakening began whereby sdlf-interest was questioned
and replaced by group interest

12.4 Human Relations Approach

Human relaion gpproach takes its manifestation mainly in group dynamics, compasson
training and indtitutiona growth. The gtress on the feature obvioudy replicates the essentia
standards for the human relation school, like importance on openness, satisfaction of
worker on self-actualization, decrease in absenteeism, difference and inter-personal
competition and so on. In the 1920s and 1930s, observers of business management
began to feel the incompleteness and short-sightedness within the scientific also as
adminigtrative management movements. The activities of workers andysed in the scientific
management movement whereas administrative management theorists focused attention on
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the activities of managers. The importance of the person behind the machine, the importance
of individua aso as group relationships within the workplace was never recognised. The
socia aspects of aworker’s job were totally ignored; the stress was clearly on discipline
and control instead of morale. The human relaions theory (also caled neo-classicd theory)
tried to catch up on the deficiencies in classical theory (scientific management and
administrative management) modifying it with insights from behavioural sciences like

psychology, sociology and anthropol ogy.

Hawthorne experiment led to the development of human relations gpproach. It reveded
the importance of socia and psychologica factors in determining workers, productivity
and satisfaction. This movement is marked by informal grouping, informa relationship and
leadership Peattern of communication and philosophy of industrid humanism.The values of
human relation are exemplified in the work of Douglas McGregor and A. H. Maslow.
Human relaion gpproach isa socid psychologica approach and suggests business enterprise
isasocia system in which group norms play a significant role.

Financia incentive was less of a determining factor on a workers output than were
group pressure and acceptance and the concomitant security. It ushered an era of
organisationa humanism. Managers would no longer consider the issue of organisation
design without including effects on work groups, employees attitudes, and manager-
employee relationships.Elton Mayo, Mary Parker Follett and Douglas McGregor,
Roethlisberger, Dickson, Dewey and Lewin, etc., were the main contributors that led to
the development of Human Relations Movement.

Mayo and his associates applied for the first time psychological approach to
management. They adopted clinical and diagnostic methods. Earlier from 1924 to 1927,
the National Research Council made a study in collaboration with the Western Electric
Company to determine the effect of illumination and other conditions upon workers and
their productivity. The initial experiments failed to establish any consistent relationship
between output and illumination. Contrary to norma expectations, output tended to increase
as the intengity of lighting varied from the norma level both in the upward and downward
directions. As the intensity of light was increased or decreased the productivity of the
workers under observation keep on increasing.lt is at this stage that Mayo and
Roethlisberger took over the investigation and continued the research to find out the red
factors, i.e., factors other than working conditions which were influencing output. The
sudy origindly started with five workers and was ultimately extended to cover more than
twenty thousand workers.



NSOU e 6CC-PS-07 137

12.5 Hawthor ne Experiment

A famous series of studies of human behaviour in work situations was conducted at
the Western Electric Company from 1924 to 1933. In 1927 a group of researchers led
by Elton Mayo and Fritz J. Roethlisberger and Dickson at the Harvard Business School
were invited to join at Western Electric’'s Hawthorne plant near Chicago.

The studies began as an attempt to investigate the relationship between the level of
lighting in the workplace and the productivity of workers. Which isillumination experiment.
Theinitial experiment carried out over a period of three years sought to determine the
effects of different levels of illumination on worker’s productivity. The results of the
experiments were ambiguous. When the test group’s lighting conditions were improved,
productivity tended to increase just as expected, although the increase was erratic.

But there was atendency for productivity to continue to increase when the lighting
conditions were made worse, besides lighting was influencing the worker’s performance,
asthework group was not able to maintain relationship between illumination and productivity.

In the second set of experiments, a smaller group of six female telephone operators
was put under close observation and control. Frequent changes were made in working
conditions such as hours of work, lunch break, rest periods, etc. Again the results were
ambiguous, as performance tended to increase even when the improvements in working
conditions were withdrawn. It was found that socio-psychological factors exercised a
greater influence on productivity and working conditions.

The third set of experiment attempted to understand how group norms affect group
effort and output. It was noted that the informal organisation of workers controlled the
norms established by the groups in respect of each member’s output. The researcher
concluded that informal work groups have a great influence and productivity.

In the subsequent experiments, Mayo and his associates decided that financia incentives,
when these were offered, were not causing the productivity improvements. The researchers
concluded that employeeswould work harder if they believed management was concerned
about their welfare, and supervisors paid specia attention to them. This phenomenon was
subsequently labelled as the Hawthorne Effect.

Mayo initiated a three-year long interview programme in 1928 covering more than
21,000 employees to find out the reasons for increased productivity. Employees were
allowed to talk freely (non-directive interviewing) and air their opinions in a friendly
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atmosphere. The point demonstrated by this interviewing programme is centra to the
human relations movement.If people are permitted to talk about things that are important
to them, they may come up with issues that are at first Sght unconnected with their work.

These issues may be, how their children are doing at school, how the family is going
to meet the ration expenses, what their friends think of their jobs, and so on. Taking
about such matters to a sympathetic listener who does not interpret is therapeutic. When
researchers began to examine the complaints made by the employee, they found most of
complaints to be basaless. Many times nothing was done about the complaint, yet, after
an interview the complaint was not made once again.

It became apparent that often workers redly did not want changes made; they mainly
wanted to talk to an understanding person who did not criticise or advise about their
troubles. Thus, for the firgt time, the importance of informal work groups is recognised.
To find out more about how the informal groups operated, the bank wiring room
experiment was set up.In this experiment, 14 male workers were formed into a small
work group and intensvely observed for seven months in the bank wiring room. The men
were engaged in the assembly of termina banks for the use in telephone exchanges. The
employees in the group were paid in the regular way depending on the efficiency rating
plus a bonus based on average group effort. Thus, under this system, an individual’s pay
was affected by the output of the entire group and by his own individua outpuit.

It was expected that highly efficient workers would bring pressure to bear on less
efficient workers in an attempt to increase output and thus take advantage of the group
incentive plan. However, these expected results did not come about. The researchers
found that the group had established its own standard of output and this was enforced by
various methods of socia pressure. Output was not only being restricted but individual
workers were giving erroneous reports. The group was operating well below its capability
and was levelling output in order to protect itself. Thus, work group norms, beliefs;
sentiments had a greater impact in influencing individua behaviour than did the economic
incentives offered by management.

These findings concerning human behaviours at work focused on the worker as an
individua and considered the importance of caring for his fedings and understanding the
dynamics of informal organisation of workers. The view point of Hawthorne Effect thus
gave hirth to human relations movement and provided the thrust toward democratization
of organizational power structures and participative management. It ushered in an era of
organizetiond humaniam.
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12.6 Sages of Hawthorne studies

The First Stage — Deals with an experiment on working conditions and employee
efficency.
In the Second Stage — The experiment was concerned with an interviewing

programme designed to determine what aspects of the environment employees either liked
to didiked.

During the Third Stage — The collected interview results were studied and analysed
and atheory was presented to explain the nature of employee satisfaction or dissatisfaction.

The Fourth Stage — Involved supplementing the interview method through direct
observation.

The researchers general conclusion was that non-logical behaviour or ‘ sentiments
among the workers must be considered dong with economic and logicd factors asinfluencing
the work group. It can be emphasised that the Hawthorne studies revealed the importance
of social and psychological factorsin determining worker’s productivity and satisfaction.

12.7 Findings of the Hawthor ne experiments

The Hawthorne experiments produced certain startling results that revolutionised the
course of Public Administration.

1. Social System:

The organisation in general isasocid system composed of numerous interacting parts.
The socid system definesindividua roles and establishes normsthat may differ from those
of the formal organisation.

The workersfollow asociad norm determined by their co--workers, which definesthe
proper amount of work, rather than try to achieve the targets management thinks they can
achieve, even though thiswould have helped them to earn as much as they physicaly can.

2. Social Environment:

The socia environment on the job affects the workers and is also affected by them.
Management is not the only variable. Social and psychological factors exercise a great
influence on the behaviour of workers. Therefore, every manager should adopt a sound
human approach to al organizational problems.
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3. Informal Organization:

Theinformal organisation does aso exist within the framework of formal organisation
and it affects and is affected by the formal organisation.

4. Group Dynamics:

At the workplace, the workers- often do not act or react as individuals but as
members of groups. The group determines the norms of behaviour for the group members
and thus exercises a powerful influence on the attitudes and performance of individua
workers. The management should deal with workers as members of work groups rather
than as individuds.

5. Informal Leader:

There is an emergence of informal leadership as against formal leadership and the
informal leader sets and enforces group norms. He helps the workers to function as a
socid group and the forma leader is rendered ineffective unless he conforms to the norms
of the group of which he is supposed to be in-charge.

6. Communication:

Two-way communication is necessary because it carries necessary information
downward for the proper functioning of the organisation and transmits upward the fedings
and sentiments of people who work in the organisation.

It will help in securing workers cooperation and. participation in the decision-making
process. Workers tend to be more productive when they are given the opportunity to
express their feelings, opinions and grievances. This also gives them psychological
satisfaction.

7. Non-Economic Rewards:

Money is only one of the motivators, but not the sole motivator of human behaviour.
The socia and psychological needs of the workers are very strong. So, non-economic
rewards such as praise, status, inter-personal relations, etc., play an important role in
motivating the employees. Such rewards must be integrated with the wages and fringe
benefits of the employees.

8. Conflicts:
There may arise conflicts between the organizationa goals and group goas. Conflicts
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will harm the interest of workers if they are not handled properly. Conflicts can be resolved
through improvement of human relations in the organisation.

12.8 Principles of Human Relation Theory

(@ Theworkersinagroup develop acommon psychologica on uniting them asa
group in the form of informa organisation. This influences their group conduct
and behaviour. This movement viewed organization asa socid system composed
of numerousinteracting partsin which groups norms exercise asgnificant influence
on the behaviour and performance of individuals. The movement emphasized
that apart from economic needs, the employees have other social and
psychological needs such as recognition, affiliation, appreciation, self-respect,
€tc.

(b) Mentd atitudes and emationsincluding prejudicesinfluence employee's behaviour
considerably.

() Management must understand that typical group behaviour can dominate or
even supersede individual propensities and predilections. The groups determine
the norms of behaviour for the group member and thus exercise a gresat influence
on the attitudes and performance of workers. Group Dynamics at the workplace
become a mgor force. The human relations approach was focused on teaching
people-management skills, as opposed to technical skills.

(d) Human and socia motivation can play even agreater role than mere monetary
incentives in moving or motivating and managing employee's groups.

This approach strongly believed that there should be no conflicts or clashes in the
organisation; and if it arises, it must be removed through improvement of human relaions
in the organisation. They consider that informal organisation does also exist within
the framework of formal organisation and it affects and is affected by the formal
organisation.

12.9 Criticism of Human Relations Approach

Time, place, organisationa patterns differsin one organisation to other. Attitude of the
leader, manager aso played important role in productivity. Generating common principals
would not help the organisation to enhance the production. Thus the human relations
approach has been criticized on the following grounds -
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1. Lack of Scientific Validity:

The human relation drew conclusions from Hawthorne studies. These conclusons are
based on clinical insight rather than on scientific evidence. The groups chosen for study
were not representative in character. The findings based upon temporary groups do not
apply to groupsthat have continuing relationship with one another. Moreover, the experiments
focused on operative employees only.

2. Over-Emphasis on Group:

The human relations gpproach over-emphasi zes the group and group decision-making.
But, in practice, groups may create problems for the management and collective decision-
making may not be possible.

3. Over-Sretching of Human Relations:

It isassumed that al organizational problems are amenable to solutions through human
relations. This assumption does not hold good in practice. The satisfied workers may not
be more productive workers.

4. Limited Focus on Work:

The human relations approach lacks adequate focus on work. It puts al the emphasis
on interpersonal relations and on the informal group. It tends to overemphasize the
psychological aspects at the cost of the structural and technical aspects.

5. Over-Sress on Socio-Psychological Factors:

The human rel ations gpproach undermines the role of economic incentivesin motivation
and gives excessive stress on socia and psychological factors. If the wages are too low,
the employeeswill fed dissatisfied despite good inter-persond relations at the work place.
Thus, it may be said that the human relations approach seeks to exploit the sentiments of
employees for the benefit of the organisation.

6. Negative View of Conflict between Organizational and Individual Goals:

It views conflict between the goals of the organisation and those of individuals as
destructive. The positive aspects of conflicts such as overcoming wesknesses and generation
of innovative ideas are ignored.

Managers began thinking in terms of group processes and group rewards to supplement
their former concentration on the individual worker. The study of human behaviour and
human interactions has assumed much significance as aresult of this approach.



NSOU e 6CC-PS-07 143

No doubt, this approach has provided many new ideas in managing the organisation,
but thisis not free from certain limitations — Human relations approach cannot be treated
as complete package to deal with human being effectively, because no attempt had been
made for studying and analyzing human behaviour systematically and scientificaly.

The human relations gpproach undermines the role of economic incentivesin motivation
and gives excessive stress on socia and psychological factors. In actud practice, financia
incentive playsacrucid rule to motivate employers. The human relaions gpproach presented
anegative view of conflict between organisationa and individua goals.

It views these conflicts as destructive. The positive aspects of conflicts such as
overcoming weaknesses and generation of innovative ideas are ignored. The human relation
drew conclusions from Hawthorne experiments which were clinical based, rather than
scientific.

The experiments focused on a particular group chosen for study which did not
represent the entire work force. The human relations approach did not give adequate
focus on work. It puts all the emphasis on interpersona relations and on the informal
group. It tends to overemphasize the socio-psychologica aspects at the cost of structura
and technical aspects.

The human relations approach over emphasized on group Dynamics. But in actual
practice, group and group norms, in forma process exercise a light influence in organisation
functioning.

12.10 Conclusion

Human relations theory made the adminigrative thinkers move away from the former
popular classicd theory which proposed and emphasized on the structure, organizationa
planning etc as its core. It became very clear after the Hawthorne experiments that the
informal relationships, the group dynamics and day to day functions of an organization are
no less complex than the study of the mechanism of the organization. At the end of the
day, it becomes important that the employees perform and their performance is sometimes
far removed from the parameters and motivators understood by the organization.

However till 1950 human relations movement wasin full swing and in full operation.But
after 1950, management thought has been turning somewhat away from the extreme human
relation’s ideas, particularly regarding direct relation between morale and
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productivity.Modern management thought wants equa emphasis on man and machine and
we can evolve appropriate man-machine system to secure both goals i.e. productivity
and satisfaction for al interested persons.

12.11 Summing Up

Mayo has stated that an organisation isasocia system. Knowledge of human nature
can solve many problems of management. He has emphasised that successful human
rel ations gpproach can easily create harmony in an organisation, higher employee satisfaction
and, therefore higher operationa efficiency.

Productivity isinfluenced by plant efficiency, work environments, managerid
style, job contents, man-machine etc.

Human being are complex in nature and different factors influence their
behavior

Group dynamics (team relations) influence job performance and output

Employers or Managers should understand that empl oyees have unique needs
and one size doesn’t fit al; communication is essential between managers and
employees

Workers aren’t solely motivated by compensation; finding meaning in their work
isimportant as well

Employees are more open to change when given the opportunity to
participate

12.12 Probable Questions

Essay Type Questions

@

(b)
(©

(d)

Define Human Relations Theory. Discussin this context the basic outcome of
Hawthorne experiments.

Write a note of Human Relations Theory to Public Administration.

Critically discuss the contributions of Elton Mayo in the development of human
relation approach.

Discuss the Hawthorne experiment.
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Short Questions
(@ What are the stages of Hawthrone Studies.
(b) Write ashort note on the findings of Hawthrone experiments.
(©) Mention the basic features of Human Relation approach.
Objective Questions
(@ Whoisassociated with Hawthorne experiment?

(b) Mention any two names associated with the development of the Human relations
Movement.
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Unit 13 O Decision-making Theory (Herbert Simon)

Sructure:

13.1 Objective
13.2 Introduction
13.3 Decision-Making
134 Models of Decision-Making Process
135 Sages of Decision Making
13.6 FactorsInfluencing Decision-making
13.7 Simon'scontribution
13.8 Nature of Decision making (bounded rationality)
13.9 Concluson

13.10 SummingUp

13.11 Probablequestions

13.12 Further Reading

13.1 Objective

Thisunit would help the learners to understand the followings:

e Basic notion of decision making process

e Moddsand stages of decision making

e Determining factorsfor decision making

® Herbert Smon’s contribution to Decision-making theory

e Thenotion of administrative men and bounded rationality

13.2 Introduction

Decision-making is the processof choosing aquality aternative path of action; from
among a number of alternatives given to control or developed by it after cautiously and
sgnificantly analyzing every dternative. Accordingto GR. Terry, “....decison-making isthe
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choice primarily based totally on afew standards from or greater viable options.” Theo
Haimann narrates that, “ Decision-making is a course of action selected with the aim of
using a supervisor because the most effective means at his disposal for reaching goals and
fixing problems.” From the definitions of decision and decision-making, it follows that
decision making isaprocess, adecision isthefina results of this process. Accordingly, the
higher the decision-making process; the higher will be the decisions emerging out of it
leading to an efficient commitment of va uable organisational resources.

13.3 Decision-M aking

Making a choice among the different alternativesis the act of decision-making. Then
again it can be said that the process of selecting the best among alternative choice is
decison-making. Thus one can define that decision-making isthe process of choosing the
best alternative among the diverse options. ‘ Thusin order to choose the best, the decision-
maker should evaluate al optionsi.e. advantages and disadvantages.” It can endow with
to take the appropriate decision. According to some scholar, “ decision-making is defined
asthe selection of a preferred course of action from two or more alternatives’.

‘In an organization, decision-making isabasic responsbility of an administrator. So
firstly, he/she needs to define the issue and analyze the related factorsto it. In other words,
an administrator as a decision-maker must completely understand the issue. And then he/
she should look at a decision from multi-dimension. Besides, it is necessary to understand
what needs to be decided. In this respect, the purpose of decision is very important
element. To collect the data, it is necessary to focus on how the current problem is affecting
now. Situation is another important element in decision-making. To make decision,
adminigtrator needs to know and understand the current Situation. It isessentia to understand
al implications of the potentid choice. Consequently, it isvauableto think of the perspectives
of al peoplethat will benefit for decison. Thusan administrator should identify the different
alternatives and various options he/ she encounter before starting to make anaysis for
decison.’

13.4 M odels of Decision-Making Process

The concept of Decision-Making is a relatively contemporary idea that has been
especidly studied by Richard Synder, Chester Bernard and Herbert Smon. The former has
worked extensvely on decision making in domestic and internationa politics while the latter
two have worked on decision making in the public administration sector. With time the
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decision making theories of the 1950s have turned in to policy analysisin the 1960s and
1970s.

There are four models of the decision-making process and they are as follows —

1. Rational Actor Modd

This mode solely believesin rational methods of decision making. Thisis based on
Economic Theory and utilitarianism. It is believed that an * Economic Man’ worksrationdly
and looks at the maximum utility while making a decision. Thismodel can be said to be
the best form for business organisations that seek maximum benefit.

2. Incremental Modd

In thismethod, it is said that the policies should be formulated in such amanner that
thereis ascope for review and revise whenever required. Policy formulation should be
made flexible in order to avoid major mistakes and miscarriages.

3. Bureaucratic Organization Model

This was devised in the backdrop of the Cuban Missile crisisin 1962. Bureaucrats
play the most important role in both the formulation and implementation of the decisions.
In this process, it is said that there are certain ideal inclinations and long cherished values
which impact the process of decision making. Thisimpact is unavoidable at times.

4. Belief System Model

In the belief system moddl, the decisions are taken within the decision-makers or the
states’ ideological and deep-rooted beliefs. For example, a communist country cannot
make adecison that is against the welfare of its citizens. No matter how rationd adecision
is, it ismade by keeping the deep values incorporated by the decision-makers.

13.5 Stages of Decison Making

There are again four stages of decison making, namely — Policy initiation; Formulation
of the decison; Implementation of Policy; and findly, Evaduation. The process of policymaking
isinitiated at the background of an existing problem. The process should commence at the
time right time and with the right detailsin handy. Thisisto ensure that the problem is
addressed timely and properly. The time lag between the emergence of problems and the
taking of adecision isinevitable but can be reduced considerably by the speedy response.
The process of formulation of the decision is rather the tough part having involved various
personds and detailing that it requires. Thisisthe most important stage of decision making
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as the more accurate the solution to the problem is, the earliest would the problem be
solved. Implementation of the policy isalso avita stage. It isnot only enough to make a
decision but this decision has to reach the subjects; that is when it is successful. In order
to have a successful policy or decision, it is most important to implement the needful as
prescribed in the policy. The process of implementation should aso be checked in atime-
bound manner. Evauation issmply the result of the decision or policy. It tells how successful
the policy or decision isand its pros and cons. Thiswould be helpful to review and revise
the problem in aneedful manner. It is aso necessary to evaluate because of the complex
and dynamic. What is needed today might not be a requirement for tomorrow. Hence it
isimportant to evaluate the decisions.

13.6 Factor s Influencing Decision-making

Decision-making differs from organisations to organisations. A decision suitable for a
high skilled big organisation may not be equaly suitable for asmal non-skill or a semi-skill
base organisation. In this context policy-makers must adopt rational choice (of decision-
making) which is applicable to respective organisation.

Naturaly the crux of theissueishow to be aware of the Stuation or materia environment
suitable for decision making and the chief exponent of the concept was aware of it’.
Following Snyder one cansay that there are mainly three factors which in one way or other
influence the decision-making process.Broadly, they are three in number:

Fird, theisinternal setting of the organisation that includes various €l ements some of
which are:The nature and functioning of the social organisation such as political parties,
pressure groups, non-governmental organisations, public opinion, agencies helping the
formation of public opinion, nature of the political system etc. All these elements enter into
the domain of decision-making process. In ademocratic society socia, political and other
types of organisations enjoy freedom in their day to day activities.

A good rapport exists between the authority on the one hand and numerous organisations
on the other hand. But in an autocratic regime such asituation cannot be thought. Naturally
the content and type of decision in both regimes need not be identical. Again, the process
of socialisation in all systemsis not same. When the policy maker proceeds to decide a
policy it ishisduty to bring all these factorsinto his active consideration.

Especidly the socialisation has an important part in the entire process. Thisis due to
the fact that for an effective decison cooperation between the decision-makers and common
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peopleis necessary. Cooperation means peopl€e's participation. Again, for the implementation
of decision peopl€'s cooperation isaso required. All these are made easy by ahigh degree
of socidisation.

Secondly, thereis external set up or setting. This condition is especialy important for
the policy maker who makes decisions for the externa relations of the state. It is known

to all the students of international politics that today the term international society has
earned wide publicity and al the nation-states are the members of this society.

When the decision-maker of a state makes a policy/decision he must be aware of the
fact that his decision must be in conformity with the policies and objectives of other nations
and this should not lead to conflict among nations. If thiswere the objective of the decision-
maker he cannot make policy according to his personal preferences or sweet will.

Moreover, in thisage of globalisation the nation-states have come closer to each other
and the interdependence among them has surpassed all the past records. It is absolutely
unimaginable for a state; whatever may the extent of power (in military sense) and wedlth
be, to decide alone, to go alone and to live alone.

So, while making any policy, it is obligatory on the part of every state to think deeply
about theimpact of its policy upon other sates. A falurein thisrespect will invite complexities
and animosity among the states. It is generally observed that in the present day world
system domestic policy cannot be separated from world politics and a policy maker must
keep thisin mind.

Thirdly, the decision-making is a process and passes through a number of stages.
Organisations or ingtitutions runs by many people, etc. are involved in the decision-making
process and even an ordinary decision cannot be taken abruptly. Serious and considerable
thought isinvested for a proper decision.

13.7 Herbert SSmon’s contribution

“Adminigtrative Behaviour; A Decison-Making Processes’, Herbert Smon’s semina
work, was published in 1945, (it was his doctoral dissertation) where he expose the
contradictions and afew inaccuracies of the clinical theories of administration after which
to propound a brand new concept which could be maximum appropriate for a systematic
public management. Simon was influenced by notions of Mary Parker Follett on group
dynamicsin organizations and the human rel ations approach pioneered by Elton Mayo and
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others. He was aso influenced by Barnard on Functions of the Executive, had an optimistic
effect on the thinking of Simon about administration.

Simon obsarved that; “A theory of adminigtration should be concerned with the processes
of decisionas well as the processes of action.” When someone putting a concept it must
have areation to truth, otherwise it will have no significance. Simon desired to accumulate
the fabric of a concept which could similarly be appropriate for sensible purpose. Simon
clamsthat his conceptmight berelevant in practice. He believed that making of decisonis
acompletely tough mission due to the fact, in an agency, there are numerous complicated
and contradictory conditions and in the midst of those conditions an administrator will ought
to arrive at a decision with the intention to be maximum appropriate.

Taking approximately decision, Simon has sated that decisionis an issue of compromise
due to the fact there are numerous options and the decision-maker ought topick out one
or few options from them. He ought todecide the maximum appropriate opportunity due
to the fact his leader objective isto make a sensible and maximum appropriate decision.
The recognition of one opportunity and the rejection of others donow no longer suggest
that they’ regenuinely unsuitable. The mereredity isthat at a selected moment the decision-
maker decided ona selected method. Simon calls this aform of compromise. If in the
subsequent time scenario adjustments he might also additionally undertake a brand new
path of action. Naturaly there may be usually a scope of compromise. Behind the recognition
and the idea, rationality usualy performs the mostvital role. If the decisionisn’t aways
rational it isn't alway spredicted that it’s going to produce preferred results. But in his
opinion the idea of rationality isrelated to problems. To cast off this Simon has advised
that achoice might also additionally be * subjectively” rationa and additiondly “ objectively”
rational. Let us say what he method with the aid of using those words.

A decisionis meant to be “objectively” rationd if it maximises given vauesin agiven
scenario. Again, adecision might be subjectively rationd if it maximises attainment relative
to the real know-how of the subject. A decision could be organisationaly rationd if it had
been orientated to the agency’s dreams. In this manner Simon has defined the diverse
elements of the decision-making manner of an agency. Simon’s concept of rationality of
decison-making differsfrom his predecessors, specifically theideaof POSDCORB. Smon
clamsthat during al the sooner theories of public management the fee or significance of
rationality had no place. But best arational method could make an agency successful. His
concept of rational choice-making has inflicted an assault upon the clinical management
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concept. He circuitoudy castigates that what’'s known as clinical concept—it isn't aways
in any respect rational. It is primarily based totally on positive private experiences. But
private enjoy cannot declare conventiona application. The concept that isknown asclinical
concept or method to public management cannot produce preferred results. That iswhy
he desired to discover arationa concept of public management. Simon needs that his
rationa choice-making isagood enough framework for the high priced use of implemented
behavioura research.

Simon classified decision-making into two types: 1. Programmed- A definite procedure
isfollowed. 2. Non- Programmed- No definite procedure isfollowed. They are unstructured
and consequential.

Limits of Rationality isthe significant apart of Simon’s concept of decision-making.
When an administrator is confronted with some of options, he'll receive one or options or
those he requires. In his Models of Man he has analysed viable elements of rationality.
Taking of rational decisionrelies upon numerous elements. For example, whilst amonetary
guy is going to take a choice he ought to don’t forget a variety of things inclusive of
monetary Situations that succeed round him, the globa monetary scenario, and his clean
know-how approximately the monetary scenario.

In the identical methods an administrator may frequently confronted with complex
conditions and different eements over which he hasrarely any cannot. It has additionally
been said that the rationality of one man or woman isn't always in different from rationa
behaviour of different persons. But the trouble is one rational man or woman has no
manipulate over the rationality of others. In the executive global it isn’t dways as mooth
mission for arationa guy to take arationa decison unilateraly. Simon becomes absolutely
aware about it. Not best this, an administrator cannot take a rational choice without
thinking about the surroundings that prevails round him however truth teaches us that an
administrative officer hasrarely any control over the surroundings. Simon has stated that
the ddivery of recordsis|likewise an essential element that has clean effect upon rationdlity.
If the bodily surroundings adjustments the selection can even go through and in that
scenario the administrator might also additionally have little or no choice. In spite of these
kinds of barriersthe rationdity of choice-making isan essentid ideain public management.
After the World War |1 the book was published and it created ripplesin the globa of public
administration. He advised that few standards cannot set the public’ management in proper
order behind the entirety there ought to be rationality.
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In his argument Simon stated that in an organisation the person working at the lowest
level of administrative hierarchy place significant role attaining the objectivity of the
organisation. Manager’s or non operative staffs influences the decision of the operative
deffs, i.e. “the persons at thelowest level of the adminidrative hierarchy”. Smon ddliberately
used the term ‘influence’ than ‘directions asthe former isonly one of severa ways that
may affect the decisons. Asthey are divisions of decision making duties between operative
and supervisory; Simon, at the sametime, triesto focus on ‘vertical specialization’ than of
horizontal. Vertica specidisation helpsthe decision of the organisation become decentralised.
There must be a process of coordination between centralised and decentralized mode of
decison making. In many times operative saff hasto give autonomy to take timely decisons
to reach the objectives of the organisation. Does the centralised mode of decision making
will be fruitful to the organisation.

On the other hand organisation should have expertise and accountable group of
operative staff who have organisationa loydties. The sametime ‘unity of command’ should
be there to check and balance the overal process of decision making. This requires proper
training, planning and review. However Simon advocatesfor “plurality of command” inthis
regard.

Following the above mentioned argumentsit can be stated that Herbert Simon’s theory
of decision making istalking about following four thoughts.
e Satisfying upon Mode?
e Organizationd Decison-Making
e Raiondity in Decison-Making
e Adminigtrative Man versus Economic Man
Simon introduces the notion of administrative man and economic man to justify his
approach. The decision maker istotally informed to both the goa's of the organization and

the potentia available alternatives and that he acts to maximize something such as gains,
profits, utilities, satisfactions and so on, as believed by the classical economic man.

In compare to economic man, administrative man seeks to “satisfice” by finding
satidfactory solutionsto a certain extent than to maximize the subjective goal. He can make
his choiceswithout first examining al possible behaviour dternatives and without determining
that these arein fact dl the dternatives. Administrative man is content with asmplified and
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incomplete view of the world that can never estimated the complexity of the real world as
of human limitations. He treats the world asrather “empty,” and ignoresthe “inter relatedness
of dl things.” Heis ableto make his decisonswith smple rules of thumb that do not make
impossible demands upon his capacity for thought.

According to Simon the administrative men have following characteristics:
1. Administrative man looks for satisfactory aternative. 2. Administrative man recognises
that the world he perceives is a drastically simplified model of the real world.
3. Adminigration man can make his choices without first determining dl possible dternatives
and without ascertaining that dl satisfies rather than maximize. 4. Administrative man is
able to make decisions with relatively smple rule of thumb because he treats the world
as rather empty.

13.8 Nature of Decision Making (bounded rationality)

He included the idea of rationality in decision making. But he rejected the classical
concept of absolute (total) rationality in decision making. Instead, he proposed his concept
of bounded rationality.

While administrative man is capable of only “bounded rationality,” he aso must look
for rationd (efficient) organisationd actions. For adminitrative man aswel asfor economic
man the basic objective remains the same: to whatever extent possible, utilities are to be
maximised. The organization will impose its own standards of rationality on the individual
in order to diminish the negative effects of human irrationality.

There are severa factors responsible for bounded rationality which leadsto satisfying
decisions. They are: 1. Dynamic rather than static nature of organizational objectives.
2. Imperfect information or inadequate information as well as limited capacity to analyze
the available information. 3. Time and cost congtraints. 4. Environmental forces or external
factors. 5. Alternatives cannot be aways quantified in an ordered preference. 6. Decision-
maker may not be aware of dl the possible dternatives available and their consequences.
7. Personal factors of the decision-maker. 8. Organizational factors like procedure, rules
channels of communication etc.

13.9 Conclusion

ChisArgyris criticises for not recognizing the role of intuition, tradition and faithin
decison-making. Norton E. Long and Philip Sdznick argue that Simon’s ditinction between
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fact and vaues revisesin anew guise the discredited politics-administration dichotomy and
consider bureaucracy as aneutral instrument.

However, awide-ranging and valiant policy requires vision, expertise, intelligence,
experience, efficiency, effectiveness and other related qudities. The supporters of ‘bounded
rationdity’ emphatically claim that there is doubt how many people possess these qualities.
There are multiple functions have to be performed by an organisation and these aspects are
being dealt by pubic administration. For this reason a comprehensive policy has to be
made. But the practical situation teaches us that even persons of exceptional qualities
cannot make a policy which will cover all the aspects of organisation as well as public
adminigtrates. Scholars advocate that policy-making isagroup product. Numerous persons
assemble together and after detailed discussion —ddiberations policy isformulated. However
one cannot oversmplify the process of decision making. Differences of opinion can prevall
and that will create impediments to decision-making a policy.

Simon dedlt theissue of decision-making processin such away by which an organisation
can be beneficial. Hisbasic arguments are still having much importance. The contribution
made by Simonis not out of criticism but a scholar of administration or a decision-maker
cannot ignore the process of decision-making and selection of rationa choice during the
process as mentioned by him.

13.10 Summing Up

e Anorganisation isquitelarge.

® Decison- making isacomplex matter.

e Decision of an organisation is subject to change with the change of time and
circumstances.

e Human mind and rationaity cannot comprehend all possible situations.

e Onepsychologist has said that amind can distinguish maximum seven categories
of phenomenaat atime.

e Human mind isguided by emotion and in thefield of policy-making the emotions
have no place.

e Many men are guided by self-love, heuristic feeling, and also nepotism. One
cannot force an individua to be free from al these. But al these create obstacles
on the way of animpartia policy.
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13.11 Probable Questions

Essay Type Questions

@

()
©

(d)
®
Short

@
()
©
(d)
©

Critically discuss the Decision-making Theory as enumerated by Herbert
Smon.
Write a note on the stages of Decision-making Theory.

What is bounded rationdity? Discussin this context the factors which determine
the effective decison-making.

Write a note on models of Decision-making Theory.

Write a note on types of Decision-making Theory.

Questions

Mention the characteristics of administrative man.
What are the factors which influence decision making.
Write avery short note on incremental model.

Point out the stages of decision making.

Briefly discuss the nature of decision-making theory.

Objective Questions

@

(b)

In which year Herbert Simon’s celebrated work—"Administrative Behaviour; A
Decision-Making Processes’ was published?

“.... decision-making is the choice primarily based totally on afew standards
from or greater viable options.” — Who has been this statement?
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Development and Growth of Ecological Approach
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M odels of Ecological Approach

Diversity of the Approach
Pan-disciplinarily Nature of the Approach
Conclusion

Summing Up

Probable Questions

Further Reading

14.1 Objective

After going through this unit, learners will be able to understand -

Development and growth of ecological approach
Contribution of Riggsto the approach

Models of the approach

Diversity and pan-disciplinary nature of the approach.

14.2 I ntroduction

If an organization isto survive it must adopt itself to the changing needs and conditions
of itsexterna environment which is continuoudy changing. Fred Riggsis one of the foremost

exponent of the ecological approach in Public Administration.

With the development of comparative public administration during the late 1940s
ecological approach become a party name perspective study of public administration. The

158
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word ecology that denotes the interaction and interdependence between animal and its
natural environment has been borrowed from the discipline of biology. In the same way
when it comesto the the role of an individual in administration interaction of the individual
with adminigtration should be understood. In the late 1940 and emerging interest, in USA,
was evolved to understand the the trend and pattern of organisations of the newly independent
nations. The emergence of development administration and comparative public adminigtration
help the ecological perspective of public adminigtration in regard to the devel oping countries.

14.3 Development and Growth of Ecological Approach

Under the leadership of Fred W. Riggs Comparative Public Administration Group was
formed in USA in 1962. In 1961 Riggs wrote a book namely, “The Ecology of Public
Administration” where he expressed hisviews of the ecologica approach. In this approach,
bureaucracy has been regarded as a basic unit of a society. The basic premises of the
bureaucracy should be understood in context of the structure and functions and itsreationship
with other indtitutions available in society like palitical socio cultura and economic inditutions
or subsystems.

Riggs believed that administration is subsistence of a society and interaction the
subsystem is such a process in which environmental shapes and impacts the administration
and vice versa. The interaction between administration with the environment termed as
ecology of Public administration by Riggs. He dso believed that without understanding the
socia pattern of a country the nature of bureaucracy or public administration cannot be
understood.

14.4 Framework of Ecological Approach

In his ecologica approach Riggs considered the structura functional framework asan
appropriate measure to understand one country’s administrative system. According to him
each administrative system is made up with arange of structures that perform definite
functions. By the pattern of behaviour a structure can be defined. The standard feature of
the newly independent system can be understood by that pattern of behaviour. In asystem
the role played by the structure and its functions was based on the pattern of behaviour.
Whether it isanalytical or concrete structure may perform various kinds of functionslike
politicd, socid, economic or culturd. The same time specific structure may perform definite
functions. In different kind of societies the functions can be performed differently by different
structures. Hence, Riggs devel oped his ecologica understanding depending on structurd
functional approach using the concept of system analysis.
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14.5 Models of Ecological Approach

In context of three different societies Riggs developed hismode of ecologica approach
to public administration.

(& Agraria- Industriamodel
(b) Agraria- Trangtia- Industria model
(0 Fused- Prismatic - Diffused model

Riggs “attempted to explain the various societies. The traditiona agrarian societies,
highly developed indudtrid societies, and devel oping societies are functionaly and structurdly
digtinct. He termed functionally diffused societies as ‘ fused societies (in traditiona societies
various socid functions and socid structures are highly functiondly diffuse, that is, thereis
no organized division of labour) and functionally specific’'s societies are * diffracted societies
(asfound within an industriaized societies). In addition tothese two diametrically opposed
extremesi.e. lack of division of labour society versus a highly specific’ ssociety, thereisa
third society called prismatic society- Riggs most popularmodel.

Riggs emphasized that ‘ Fused-Prismatic-Diffracted models are designed to be *ided’
types not to be found in any actual society. Neverthel ess these models would help usto
understand and analyze the societies and function of adminigtrative systems. Fused model
Based on the experience of imperia Chinaand pre-revolutionary Siamese Thailand, Riggs
proposed the concept and characteristics of fused societies. In these societies, asingle
structure carries out a number of functions. These societies heavily depend on agriculture
with no industrialization and modernization. The economic system is based on law of
exchange and barter system. The King and royal family members and officials nominated
by the king carry out al administrative, economic and other activities by themselves.

The adminigtrative systemsin afused societies, is based on the structure of family and
strivesto protect the specia interests of the family and certain sectsrather than aiming at
universal happiness and development. These societies do not differentiate between justice
and injugtice; forma and informal setups and governmental and non-governmenta activities,
Ascriptive values play adominant role in the society and the behaviour of people would
be highly traditional. Age old customs, beliefs, faith and traditional ways of living enable
peopleto live together and control their behaviour. Diffracted mode Riggs uses American
society asmodd of diffracted society. A diffracted society will be dynamic with high degree
of gpecialization and each Structure carries out a specialized function. All organizations and
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structuresin the society are created and based on scientific rationd. Ascriptive values cease
to exigt, giving way to the atainment vauesin the society. Governments would be responsve
to the needs of people and protect human rights. People would bring pressure on the
government to get their demands fulfilled. There would be agenera consensus among the
people on al basic aspects of socid life. Public pay attention and give respect to the laws
of the nation on their own. Thiswould enable the government to implement the laws and
dischargeits responghilitieswithout any difficulty. The economic system ofdiffracted society
is based on market mechanism. The influence of market has both direct and indirect effects
on the other facets of the society. Riggs called it marketised society.

Prismatic Model

Riggs concentrated all his efforts on prismatic model to explain the nature and
adminigration in the post-colonid developing nations. While doing hisfield work in Thailand
(1957-58 and teaching in Philippines (1958-59), articulated prismatic model based on the
metaphor of prismas the fused while sunlight (which represents the fusion of severd colours)
passes through a prism, it becomes diffracted into severa separate colours. Here the fused
light 9gnifiesfused structures of atraditiond society (Sngle structure performing al necessary
functions); the diffracted colours represent the specidized or diffracted structures of modern
society (separate structures or ingtitutions for mgjor functions); and the situation with in the
prism (which is transitional phase between the fused and diffracted stages) reflects the
conditions in devel oping nations, which Riggs began to define as prismatic societies.In
explaining the nature ofadministration in these trangtiona societies, Riggs systemicaly used
an ecological approach to explore their non-administrative domains of society, politics,
economy and culture.

According to Riggs prismatic society has three important characteristics features viz,

() heterogeneity (co-existence of the traditional and the modern; the ssmultaneous
presence of quite different kinds of systems, practices and viewpoints);

(i) (i) formalism (the extent to which adiscrepancy exists between the prescriptive
and descriptive, between formal and effective power, between the impression
given by the Congtitution, laws and regulations,and actual practices and facts of
government and society; gap between the stated objectives and red performance);
and functiond overlgpping ( Smilar functions are performed by different inditutions,
the extent to which formally differentiated structures of a diffracted society co-
exists with undifferentiated structures of afused society).
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Due to these features, the socia change in a prismatic society would be inconsistent,
incomplete and irresponsive. Further these features are reflected in the prevalence of
poly-communal society (where interaction among communities based on suspicion and
distrugt; different communitiesto try to pull the society in different directions in furtherance
of their own sectional interests); the bazaar- canteen model economy and its price
indeterminacy (caused by the influence of social status, bargaining capacity, and officia
position on economic behaviour; both economic and non-economic factors interact
andinfluence the economic structures and findly reduce a state of *price indeterminacy’);
and polynormativism in decision process (representing the use of both rational and non-
rationd criteria).

Sala Mode€

Administrative Sub-system of a prismatic Society Riggs termed the administrative
systems in prismatic societies as Sda Modd, which has variety of meanings,; in diffracted
societies it is known as such as bureau or office and in fused society it is termed as,
chamber. The Sala has certain features of diffracted bureau and fused chamber. The
heterogeneous values system and the traditional and modern methods of the prismatic
society reflect in administrative dealings and functional management. The administrative
rationdity and efficiency found in bureau are absent in Sala. In prismatic societies or Sda
modd, family, community, nepotism, etc, play important role in the gppointment to various
administrative positions and in taking decisions or performing administrative functions.
Universalisation of laws/norms is disregarded. In a diffracted society, the consderations
of kinship are kept away from the administrative behaviour and apply the norms equally.
In afused society the politico-administrative system has a patrimonial character and
therefore, provides dominant importance to Kinship or family.

14.6 Diverdity of the Approach

“A polarized modd is insufficient in depicting the characterigtics that contribute to a
developing country’s administrative system. As a result, Riggs abandoned models that
differentiated between agrarianism and industrialism. Rather, Riggs opted to make a more
diverse, yet amplified modd, namely, the “fused-prismatic-diffracted” model or what one
even have chosen to call a“prismatic” model. The formulation of the prismatic model
was based upon the extent to which a socid adminigtrative system undergoes functional
differentiation. The modd is acceptable for studying three societd types: highly developed
Western industrid societies and traditiona agrarian societies, aso as developing societies.
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Each society has its own social, economic, politically symbolic, and communicative
attributes, also as its own form of government and ideas of individua rights. Yet, these
attributes as an entire eventually become different administrative systems. Riggs believed
that the degree to which each component of a society differs from another in function is
measurable, which measures of functiona differentiation are often want to locate the three
societa types dong a continuum. Simultaneoudy, Riggs believed that his theoretical modds
are often wanted to compare the elementa structure of varied societies. Through his modd,
one is thereforeready to comprehend each country’s administrative attributes and
differences. Riggs own anaysis of public adminigtrations primarily relies upon a functiond
structural analytical approach. He refers to structure as a society’s pattern of activity,
while function is taken into account to be the result of a pattern of activity. Given this
analytical approach, one discovers that traditional agrarian societies, highly developed
industrid societies, and developing societies are functionaly and structuraly distinct. Such
functiona and structura attributes are often further examined by employing a biological
approach, that is, via a spectrum. Taking a standard agrarian society as an example, say a
standard Thai society, one notices that various socid functions and socia organization s
are highly functionally diffuse, that is, there isno organized divison of labour.

This analogy serves to demonstrate the results of an unorganized functional and
gructurd system during atraditiona agrarian society. But, should a white ray of sunshine be
beamed through a prism, it might disperse into a good range of colours. Riggs uses the
word “diffract” to ask this phenomenon (different than its meaning in physics) as a metaphor
for the functional and structurd system that’s highly functionally specific, as found within
an indudtrialised society. However, Riggs believes one must dso contemplate the condition
of the white light during the method during which it'sbeing beamed through the prism itsdlf.
Specificdly, the white ray is smply beginning to be diffracted, but the diffraction process
has yet to be completed (the inaccuracy of this metaphor from the attitude of physics
asde). Socid differentiation, hence, can't be successfully achieved overnight. Likewise,
socid transformation doesn't progress at a uniform speed. The question thus remains, how
does a standard society become modernized? Moreover, how does a fused society become
amore diffracted society? Between the 2 extremes of a“lack of divison of labour” society
versus a diffracted society, one may ask, what other possibilities are there. Through his
model, Riggs suitably and thoroughly addresses these questions. Riggs first tackles these
issues by describing how aray of sunshine passes through a prism: when a fused white
light is beamed through a prism, the white light is subsequently diffracted into a rainbow of
colours. Riggs further conceptudizes the diffraction process itself as creeting a continuum.
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These conceptualizations are often also applied to the important world such a prismatic
society is often theorized as a continuoudy expanding and developing system.

Riggs believes that when analyzing prismatic societies, most socia scientists fail to
know how they essentially function. More significantly, they’re unable to
completely understand the conditions under which a society experiences diffraction. That'sto
mention, such socia scientists only grasp the concept of a specialized structure,
and aren’t ready to conceptualize the whole social structural system. Taking a family
household as an example, during afused society the family is that the model by which
politics, the executive system, rdigion, and ethics are judged. In contrast, during adiffracted
society, the family household's influence on other socid Structures is negligible. Yet, during
aprismatic society the degree of influence lies within these two extremes. In other words,
a family household’s influence on various other social structuresis a smaller
amount than during afused society, but quite during adiffracted one. The study of economic
behaviour is often applied within the same manner. During aprismatic society, should one
ignore the interrelationship between political, adminigtrative, socid, and economic factors,
and limit one's analys's to economic behaviour done, one not only fallsto completdy grasp
the larger picture, but more importantly, misunderstands the role of economic behaviour aso.

In the ten years since the introduction of the “prismatic model,” Riggs himself has
suggested improvements or alterations to the model. The most reason for such
improvements is to probe and question the unilinear modd of thinking. Within the” prismatic
model,” “degree of differentiation” was considered to be the sole standard against which
prismatic societies were judged; that’s, it had been believed that the upper the degree of
differentiation, the greater the degree of diffraction. However, this inferentid relationship
cannot adequatdy explain the following: when asocid organization is dreedy differentiated/
diffracted, and yet is malintegrated as an entire, how can it remain stagnated during
aprismatic socia date?

Riggs himself admitted that the model’s reasoning was faulty and
would cause misguiding thinking; therefore, within the “unilinear path” concept Riggs added
a “degree of conformity” axis. In contrast, the “bilinear path” proposes that a prismatic
society isn't determined by economic development, nor by achieving modernization alone;
rather, it are often found in several societies in various degrees of differentiation.
Consequently, prismatic societiesaren’t limited to underdeveloped countries. More precisdly,
the more differentiated a society is, the greater the necessity for conformity so asto succeed
ina date of diffraction; however, the socid risk is additiondly greeter, asis that thelikelihood
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of disastrous consequences, including prismatic breakdowns. Riggs approach is
predicated on nonconforming behaviour as found in Western societies—including
metropolitan crises, ethnic riots, student boycotts, socia distancing, also as “the hippy
phenomenon”—characteridtics particular to prismatic societies in highly developed countries.
The abrupt rise of the Nazi and Fascist movements in Europe, aso because the Great
Depression of the 1930s represents two vivid examples.

Riggs uses the three prefixes of “eo”, “ortho”, and “neo” to determine Sx new sorts
of socia phenomenon. This distinction alows for greater descriptive flexibility, dso as a
finer understanding of the dynamics of change. From Riggs introduction of thosethree
phases one realizes that “present-day Riggs’ is actually the foremost blunt and harshest
critic of “former Riggs.” Yet, despite the very fact that Riggs continuously modifies his
gpproach so asto make the right modd, Riggs critics are endless. Prethus, as an example,,
regards Riggs model as too broad and abstract. Arora, during a quite lengthy article,
analyzes the " negative character” of the prismatic model. Specificaly, he argues that the
model holds a Western bias, and moreover, the terminology want to describe the
actual characteristics of the prismatic model are value-laden, and consequently, tend to
dressthe negative characteristics of prismatic societies. Monroe aso congders the prismatic
model a mirrored image of Western standards, and urges Riggsto review prismatic
phenomena within American society so asto enhance his model. on Riggs promotion of
“formalism”, Some scholars raise severa points of contention; namely, the terminology
“formdiam” conditutes the disparity between that which is“formaly prescribed” which which
is “actualy practiced.” It follows that the benefits and drawbacks of “formalism” can’t
be broadly encapsulated, but rather are determined through context. Undoubtedly, these
criticisms have contributed to the adjustments made in Riggs model, such many points of
contention have aready been clarified in his book,’ Re-examining Prismatic Societies .
However, so asfor Riggs model to possess an evenmore concrete influence, it must have
more solid impressions. Braudy uses Riggs approach to review Japan’s legidative
proceedings. In his study, Braudy’s findings were that practical gpplications and conclusons
drawn from the prismatic model are often broadly utilized; however, it's harder to
match factors and conditions within the model, for one might not find every factor listed
within the model in Japanese society itself. It can therefore be stated that given the
challenges and adjustments Riggs modd faces, its structural path must be predicated on
resolving these issues within the near future. If maladjustment is equated with stress,
thenit'san aversve mentd state which will cregte negative evauations of and negative affect
toward the stimulus that created it. Moreover, the shortage of an outsized number
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of feedback events can also cause the expatriates to ignore cues about behavioural
appropriateness.

14.7 Pan-disciplinary Nature of the Approach

Another laudable academic contribution of Riggs is his use of pan-disciplinary
research. This sort of research springs from his dissatisfaction with traditional monolithic
and inter-disciplinary studies. Pan-disciplinary research, by definition, also studies politics,
law, anthropol ogy, economics, psychology, etc. to research public administration. Riggs
argues that to realizea deep and thorough understanding of public administrative
phenomenaduring a prismatic society requires not only the observation of superficid attributes,
but the examination of other equaly significant culturd factorsaso, the rational e being that
the more transparent a prismatic society, the more complex its public administrative
structure. Within the past, the induction method was criticized as being too subjective and
limited. Although prismatic approach is predicated on logical induction, it’s not subjective
and restrained, for the theories pan-disciplinary approach prevents it from being so.
Comparative public administrative research, under the influence of science methodol ogy,
has recently placed more emphasis on cultura factors. Thisreflects the bounds of traditional
public adminidrative studies, which use amore static agpproach. Confronted with various and
changing world, the evolution process both of modernized diffracted societies and
reworking prismatic societiesfall as adequate explanations. With the view point of systematic,
asociety may be a baanced entity even when facing continuous change. Thefinaprinciple
of socia transformation is modernization.

Riggs defines moderni zation as a multi-faceted transformation process caused by the
influence of more devel oped countries on less developed countries. C.E. Black, in contrast,
argues that modernization is a process of self-adaptation by traditional societies when
confronted with external challenges. Regardliess of which one subscribes to, Riggs
perspective of externa impact or Black’s definition of internal adaptation, implicit in both
of these viewpointsis a construct on how asociety evolves. Only by explaining the process
of transformation can the goal of improving asociety be realized.”

14.8 Conclusion

Riggs has placed great emphasis on ecologica methodol ogies. This approach not only
widens the scope of the study of public administration, but a so regards society as organic
in nature. Aside from that, this approach supplements traditional research. In doing
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comparative public administration research, one should examine other related
factorslike historical background, ideologies, value systems, economic structure, social
dructure, etc.. Thisis often because socid systems evolve gradudly, instead of transforming
abruptly. Additionally, the environment always plays an important role in forming and
reworking socid systems; that’s, different environments will produce different systems. To
look at the study of public administration as a closed system, isolated from its environment
would, bluntly speaking, would be out of touch with redlity. The ecological approach, by
definition, focuses upon the connection between an organism and its environment. Factors
that the ecologica approach takesinto consideration are numerous, they primarily include,
however, the influence of recent developmentsin socid sciences methodol ogy, experience
from technologica ad to foreign devel oping countries, and therefore the influence of socid
systems approach. Riggs ecologica approach is based on the essentia characteristics of
ecology. The notion that functions are interdependent, dynamic balancing relationships, or
adaptations and structural developments, etc., isaccording to prismatic theories. To
elucidate the possible occurrence of ecologica relationships between public administration
and other factors, Riggs proposes an aternate hypothesis, one that’s to be tested through
observation and empirical evidence. Ecologica public administration not only can provide
a solid basis for research, but can explain and predict public administrative
behaviour dso. theEcologica approachbeing merely a strong tool for uncovering “alments’
within public adminigtrative systems, can in fact address the problems of newly independent
state and the can point out the method to resolve them.

14.9 Summing Up

e Riggsdeveopshisidea modd ecologica approach upon the structura functiona
approach that has gained considerable currency in political sciencein recent
times. According to this all societies perform an array of functions such as
adminigtrative, religious, economic and so on. Societies usualy have avariety of
structuresthat perform different functions.

e Associety grows and devel ops, more and more specialized structure appear,
each one of which becomes engaged in specific functions. So differentiation of
structure may be looked at as the essence of development.

e Usng an andogy, Riggs picturesthe process of differentiation as sunlight passing
through a thunderstorm and appearing as arainbow. Thus he develops hisideal
models of fused, diffracted and prismatic.
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14.10 Probable Questions

Essay

@
(b)

©
Short
@
(b)
©
(d)
©)

Type Questions

Critically discussthe ecologica approach to Public Administration.

Do you consider ecologica approach as pan-disciplinary in nature? Argue your
case.

Point out the pan-disciplinary nature of ecological approach.
Questions

Write a note on the models of ecological approach.

Write a note on the basic framework of ecological approach.

Describe the diversity of ecological approach.

Write anote of Prismatic model.

Discuss Salamode.

Objective Questions

@

()

When did the ecological approach become a part of the study of Public
Adminigretion?

When was the “ Comparative Public Adminigtration Group” founded in the United
States?

14.11
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Introduction

Under standing I nnovation and Entrepreneurs
Sour ces of Innovation

Five Principles of Innovation
Knowledge-based I nnovations

Conclusion

Summing Up

Probable Questions

Further Reading

15.1 Objective

After going through this unit, learnerswill able to learn the following:

Basic notion of innovation and entrepreneurship as devel oped by Peter Drucker.
Characterigtics of innovation.

Drucker’sidea of seven sources of innovation.

Five principles of Innovation and entrepreneurship.

How knowledge base innovation help the organisation or company to become
successul.

15.2 Introduction

Peter Drucker isthe leading contributor to entrepreneurship and innovation. According
to him, ‘innovation is authentic work, and it can and should be managed like any other
corporate function. But that doesn't mean it’s the same as other business activities. Indeed,
innovation isthework of knowing rather than doing.” He further arguesthat, ‘ most innovative

170
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businessideas come from methodically analyzing seven areas of opportunity, some of which
lie within particular companies or industries and some of which lie in broader social or
demographic trends. Astute managers will ensure that their organizations maintain a clear
focus on all seven. But analysis will take you only so far. Once you' ve identified an
attractive opportunity, you still need aleap of imagination to arrive at the right response —
cal it “functiona inspiration.” Commitment to the systematic practice of innovationisthe
key to successful entrepreneurs, not a certain kind of personality.

Innovation and Entrepreneurship starts with Drucker’s drawing attention to amystery:
why, in the American economy from 1965 to 1985, despite inflation and oil shocks,
recessions and mgor job losses in certain industries and government, there had been huge
jobs growth. The jobs— 40 million of them - had not been created by large corporations
or government, but mostly in small and medium sized businesses.

15.3 Under standing Innovation and Entrepreneurs

Drucker’s ‘ Innovation and Entrepreneurship’ was the first book to discuss the business
innovation and entrepreneurship in a systematic way. According to him, ‘innovation isthe
specific tool of entrepreneurs, the means by which they exploit change as an opportunity
for adifferent business or adifferent service. Innovation involves finding a new and better
way of doing something. Much of our modern society is based on innovations that have
occurred in the past that provide us with the standard of living we enjoy today. Innovation
isthe specific function of entrepreneurship, whether in an existing business, apublic service
ingtitution, or anew venture started by alone individua in the family kitchen. It isthe means
by which the entrepreneur either creates new wealth-producing resources or endows
existing resources with enhanced potential for creating wealth.

“Innovation,” then, is an economic or social rather than atechnical term. It can be
defined theway J. B. Say defined entrepreneurship, as changing the yield of resources. Or,
as amodern economist would tend to do, it can be defined in demand terms rather than
in supply terms, that is, as changing the value and satisfaction obtained from resources by
the consumer.

Entrepreneurship is“risky” mainly because so few of the so-cdled entrepreneurs know
what they are doing. They create something new, something different; they change or
transmute vaues. Systematic innovation therefore consists in the purposeful and organized
search for changes, and in the systematic analysis of the opportunities such changes might
offer for economic or socid innovation.
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Today, much confusion exists about the proper definition of entrepreneurship. Some
observers use the term to refer to all small businesses; others, to all new businesses. In
practice, however, a great many well-established businesses engage in highly successful
entrepreneurship. The term, then, refers not to an enterprise’s size or age but to acertain
kind of activity. At the heart of that activity isinnovation: the effort to create purposeful,
focused change in an enterprise’s economic or social potential. Entrepreneurship isthe
function of entrepreneur. All organisationa and management activity which are performs by
entrepreneursthat is called entrepreneurship.

Drucker argues that, ‘Entrepreneurship occurs when resource are redirected to
progressive opportunities not used to insure administrative efficiency. He further states that
entrepreneurship is not creative. “It iswork entrepreneurship” require entrepreneurial

management.’
Entrepreneurs, by definition, shift resources from areas of low productivity and yield

to areas of higher productivity and yield. Entrepreneurship and innovation are companion
terms. Entrepreneurship involves looking for a new innovation and taking advantage of it.

Entrepreneurship, then, isbehavior rather than persondity trait. And its foundation lies
in concept and theory rather than in intuition. Drucker postulated that dynamic disequilibrium
brought on by the innovating entrepreneur, rather than equilibrium and optimization, isthe
“norm” of a healthy economy and the central reality for economic theory and economic
practice.

Because the purpose of businessisto create a customer, the business enterprise has
two - and only two - basic functions: marketing and innovation. Marketing and innovation
produce results; all the rest are costs.’

® Characteristics of Innovation

According to PF. Drucker innovation have following characteristics -
1

Innovating organization know what ‘innovation’ means.
2-  Innovative organization understand the dynamics of innovation.
3- They have an innovation strategy.

4-  They know that innovation requires objective, goals and measurement of a
manageria organization and appropriate to the dynamics of innovation.

5-  Management, epecialy top management, plays adifferent role and has a different
attitude in an innovative organization.
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6- Theinnovative organization in structured differently and set up differently from
manageria organization.

15.4 Sources of I nnovation

Drucker delinestes seven sources for innovative opportunities that should be monitored
by those who are interested in starting an entrepreneuria project. Thefirst four are sources
of innovation that which dedswith the industry. Four such areas of opportunity exist within
acompany or industry: unexpected occurrences, incongruities, process needs, and industry
and market changes. The last three works in the societal environment. There are, of course,
innovations that spring from aflash of genius. Three additional sources of opportunity exist
outside acompany initssocia and intellectua environment: demographic changes, changes
in perception, and new knowledge. Most innovations, however, especialy the successful
ones, result from a conscious, purposeful search for innovation opportunities, which are
found only in afew situations.

These sources are different to each other like in the nature of their risk, difficulty, and
complexity, and the potentia for innovation may well liein more than one areaat atime,
So they sometimes overlap. Nevertheless together, they account for the great majority of
all innovation opportunities. Following are the seven sources -

1.  Unexpected Occurrences
Incongruities

Process Needs

Industry and Market Changes
Demographic Changes
Changesin Perception

N o g bk~ 0N

New Knowledge

Let us now discuss these sources in detail: first, The Unexpected or unexpected
occurrences - An unexpected success, an unexpected failure or an unexpected outside
event can be a symptom of aunique opportunity. Consider, first, the easiest and smplest
source of innovation opportunity: the unexpected. The unexpected failure may be an equally
important source of innovation opportunities. Unexpected successes and failures are such
productive sources of innovation opportunities because most businesses dismiss them,
disregard them, and even resent them. Thisisa caricature, to be sure, but it illustrates the
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attitude managers often take to the unexpected: “1t should not have happened.” Corporate
reporting systems further ingrain thisreection, for they draw atention away from unanticipated
possibilities. The typica monthly or quarterly report hason itsfirst page alist of problems—
that is, the areas where results fall short of expectations. Such information is needed, of
course, to help prevent deterioration of performance. But it also suppresses the recognition
of new opportunities. The first acknowledgment of a possible opportunity usually applies
to an areain which a company does better than budgeted. Thus genuinely entrepreneurial
businesses have two “firgt pages’—a problem page and an opportunity page—and managers
spend equal time on both.

Second, the Incongruity - A discrepancy between reality and what everyone assumes
it to be, or between what is and what ought to be, can create an innovative opportunity.

Such an incongruity within the logic or rhythm of a processis only one possibility out
of which innovation opportunities may arise. Another sourceisincongruity between economic
redlities. For instance, whenever an industry has a steadily growing market but falling profit
margins—as, say, in the stedl industries of developed countries between 1950 and 1970—
an incongruity exists. The innovative response: minimills.

Anincongruity between expectations and results can also open up possibilities for
innovation. All that was wrong, however, was an incongruity between the industry’s
assumptions and itsredlities. The real costs did not come from doing work (that is, being
at seq) but from not doing work (that is, sitting idle in port). Once managers understood
where coststruly lay, the innovations were obvious.

Third, Innovation based on process need - When aweak link is evident in aparticular
process, but people work around it instead of doing something about it, an opportunity is
available to the person or company willing to supply the “missing link’.

Fourth, changesin industry or market structure - The opportunity for an innovative
product, service or business gpproach occurs when the underlying foundation of the industry
or market shifts. Managers may believe that industry structures are ordained by the good
Lord, but these structures can—and often do—change overnight. Such change creates
tremendous opportunity for innovation.

Fifth, Demographics - Changes in the population’s size, age structure, composition,
employment, level of education and income can create innovative opportunities. Of the
outside sources of innovation opportunities, demographics are the most reliable. Demographic
events have known lead times; for instance, Yet because policy makers often neglect
demographics, those who watch them and exploit them can reap great rewards.
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Managers have known for along time that demographics matter, but they have dways
believed that population statistics change slowly. In this century, however, they don’t.
Indeed, the innovation opportunities made possible by changesin the numbers of people—
and in their age distribution, education, occupations, and geographic location—are among
the most rewarding and least risky of entrepreneurial pursuits.

Sixth, Changesin perception, mood and meaning - Innovative opportunities can develop
when asociety’s general assumptions, attitudes and beliefs change. “ The glassis haf full”
and “Theglassis haf empty” are descriptions of the same phenomenon but have vastly
different meanings. Changing amanager’s perception of aglassfrom haf full to haf empty
opens up big innovation opportunities.

A change in perception does not ater facts. It changes their meaning, though—and
very quickly. It took less than two years for the computer to change from being perceived
asathreat and as something only big businesses would use to something one buysfor doing
income tax. Economics do not necessarily dictate such a change; in fact, they may be
irrelevant. What determines whether people see aglass as haf full or haf empty is mood
rather than fact, and a change in mood often defies quantification. But it is not exotic. It
is concrete. It can be defined. It can be tested. And it can be exploited for innovation
opportunity.

Seventh, New Knowledge - Advancesin scientific and non-scientific knowledge can
create new products and new markets. So, if you are looking for anew business opportunity,
monitoring these seven sources may provide you with an innovation opportunity. Among
history-making innovations, those that are based on new knowledge—whether scientific,
technical, or socia—rank high. They are the super-stars of entrepreneurship; they get the
publicity and the money. They are what people usualy mean when they talk of innovation,
although not al innovations based on knowledge are important.

Knowledge-based innovations differ from all othersin the time they take, in their
casudty rates, and in their predictability, aswell asin the chdlengesthey poseto entrepreneurs.
Like most superstars, they can be temperamental, capricious, and hard to direct. They
have, for instance, the longest lead time of all innovations. There is a protracted span
between the emergence of new knowledge and its distillation into usable technology. Then
there is another long period before this new technology appears in the marketplace in
products, processes, or services. Overdl, thelead time involved is something like 50 years,
afigure that has not shortened appreciably throughout history.
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By watching for these signs to identify an opportunity, then creating and acting on a
systematic plan to deliver a valuable product, businesses can create new value.

15.5 Five Principles of Innovation

Below are five principles that can help you take advantage of a new innovation you
may have discovered.

1. Beginwith an analysis of the opportunity.
2. Andyzethe opportunity to seeif peoplewill be interested in using the innovation.

3. To beéffective, the innovation must be smple and clearly focused on a specific
need.

4. Effective innovations start small. By appealing to asmall, limited market, a
product or service requires little money and few people to produce and sell it.
Asthe market grows, the company has time to fine-tune its processes and stay
ahead of the emerging competition.

5.  Aim at market leadership. If an innovation does not aim at leadership in the
beginning, it is unlikely to be innovative enough to successfully establish itself.
L eadership here can mean dominating asmall market niche.

15.6 Knowledge-based I nnovations

Knowledge-based innovations can be temperamental, capricious, and hard to direct.
To become effective, innovation of this sort usually demands not one kind of knowledge
but many. Consider one of the most potent knowledge-based innovations: Grameen Bank
as developed by Md Yunus. This innovative project fetches him the Nobel Prize. He
believed, ‘It is not micro-credit alone which will end poverty. Credit is one door through
which people can escape from poverty. Many more doors and windows can be created
to facilitate an easy exit. It involves conceptualizing about people differently; it involves
designing anew indtitutiona framework consistent with this new conceptudization.” Thisis
how knowledge-based innovation aways works.

It may be difficult, but knowledge-based innovation can be managed. Success requires
careful analysis of the various kinds of knowledge needed to make an innovation possible.
Dhirubhai Ambani did the same when he entersin the business with a very small amount
of money. When his son Mukesh Ambani introduces Rs 500/- mobile with avision, ‘ek
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soch thi, ek sapnatha, hare k ko awg] du; har bandh dwar khol du’, it crated history in
mobile network in India

Careful analysis of the needs—and, above all, the capabilities—of the intended user
isaso essential. It may seem paradoxical, but knowledge-based innovation is more market
dependent than any other kind of innovation. One of the well-known I ndian entrepreneurs,
Mr. N.R. NarayanaMurthy started hisjourney from IIMA and established asmall startup
firm known as Softronics. But the businessfailed miserably as hisanalysis on market went
wrong. However, Mr. Murthy had a different dream, for which he established another
company with the name Infosys Technol ogies along with his some partners. Now, across
the globe, Infosysisone of the most highly successful IT (Information Technology) firms.
On the other hand Mr. Ratan Tata, the business tycoon fails miserably when he launch Tata
Nano car. Hisbelieve, that in Indiathe car will help common peopleto fulfil their dream
to have afour wheder car of their own investing asmall amount of money, failed miserably.
However heis still asuccessful business magnate within the motor division.

15.7 Conclusion

Innovation requires knowledge, ingenuity, and, above al else, focus. Ininnovation, as
in any other endeavor, there istaent, there isingenuity, and there is knowledge. But when
dl issaid and done, what innovation requiresis hard, focused, purposeful work. If diligence,
persistence, and commitment are lacking, talent, ingenuity, and knowledge are of no avail.

Thereis, of course, far more to entrepreneurship than systematic innovation—distinct
entrepreneuria strategies, for example, and the principles of entrepreneurial management,
which are needed equally in the established enterprise, the public service organization, and
the new venture. But the very foundation of entrepreneurship isthe practice of systematic
innovation.

Purposeful, systematic innovation begins with the analysis of the sources of new
opportunities. Depending on the context, sourceswill have different importance at different
times. Demographics, for instance, may be of little concern to innovators of fundamental
industrial processes like steelmaking, athough the Linotype machine became successful
primarily because there were not enough skilled typesetters available to satisfy a mass
market. By the same token, new knowledge may be of little relevance to someone innovating
asocia instrument to satisfy aneed that changing demographics or tax laws have created.
But whatever the situation, innovators must analyze all opportunity sources.
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Because innovation is conceptual and perceptual, would-be innovators must also go
out and look, ask, and listen. Successful innovators use both the right and left sides of their
brains. They work out analytically what the innovation has to be to satisfy an opportunity.
Then they go out and look at potentia usersto study their expectations, their values, and
their needs.

To be effective, an innovation hasto be smple, and it hasto be focused. It should do
only onething; otherwise it confuses people. Indeed, the greatest praise an innovation can
receiveisfor peopleto say, “Thisisobviousl Why didn’t | think of it? It'sso Ssmple!” Even
the innovation that creates new users and new markets should be directed toward a
specific, clear, and carefully designed application.

Effectiveinnovations start small. They are not grandiose. It may be to enable amoving
vehicleto draw electric power whileit runs aong rails, the innovation that made possible
the electric streetcar. Or it may be the elementary idea of putting the same number of
matches into a matchbox (it used to be 50). This smple notion made possible the automatic
filling of matchboxes and gave the Swedes aworld monopoly on matchesfor haf a century.
By contrast, grandiose ideas for thingsthat will “revolutionize an industry” are unlikely to
work.

In fact, no one can foretell whether a given innovation will end up abig business or
amodest achievement. But even if the results are modest, the successful innovation aims
from the beginning to become the standard setter, to determine the direction of a new
technology or anew industry, to create the business that is—and remains—ahead of the
pack. If an innovation does not am at leadership from the beginning, it is unlikely to be
innovative enough.

Above all, innovation is work rather than genius. It requires knowledge. It often
requires ingenuity. And it requires focus. There are clearly people who are more talented
innovators than others, but their talentslie in well-defined areas. Indeed, innovators rarely
work in more than one area. For al his systematic innovative accomplishments, Thomas
Edison worked only in the electrical field. An innovator in financial areas, Citibank for
example, isnot likely to embark on innovationsin health care.

15.8 Summing Up
e Innovation and entrepreneurship is closaly related.

e Innovation focused on ideas and work while entrepreneurship is apart of it.
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Drucker wasthe leading authority of the notion of innovation and entrepreneurship
in public administration.

He described saven sources and five principas of innovation and entrepreneurship.

Innovation and entrepreneurship may sometimes create new users and new
markets and can be directed toward a specific, clear, and carefully designed
goplication.

Success of innovation and entrepreneurship depends on its knowledge base and
marketability.

15.9 Probable Questions

Essay Type Questions

@
()

©
(d)

Write a note on Peter Drucker’s notion of Innovation and Entrepreneurship.

Discuss in details the seven sources of innovation and entrepreneurship as
enumerated by Drucker.

How knowledge base innovation and entrepreneurship leads to success? Explain.

What isinnovation and entrepreneurship? Discuss in this context five principles
of innovation and entrepreneurship

Short Questions

@
(b)
©

Mention the characteristics of |nnovation.

What are the sources of Innovation.

Point out the principles of Innovation.

Objective Questions

@
()

Name any one leading contributor to Entrepreneurship and Innovation.

Who is the author of the book “Innovation and Entrepreneurship”?
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