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for the action of the British and 
American Governments in stopping 
the Dutch when they were clear
ing up Indonesia, far greater sup
plies of tea would now be avail
able from that part of the wor ld ." 
But, since the Government had not 
obtained its tea by war, then it 
should do it by abolishing rationing 
and bulk buying and hand back 
to M i n c i n g Lane (the domicile of 
London's tea merchants) the task 
of collecting and disposing of qur 
tea supplies. 

The Parliamentary Secretary to 
the Ministry of Food, M r . Frede
rick Willey, gave some interesting, 

I T H I N a year of the attain-
. . ment of our independence, 

the Father of the Nation fell a 
vict im to an assassin's bullet, 
before he could stem the tide of 
moral deterioration that had set in 
during the war. Ever since, that 
tide has been forging ahead at an 
alarming pace. When one consi
ders the administrative inexperience 
of the leaders who found them
selves at the helm of affairs and 
their past promises to the masses 
of bringing about a millennium 
overnight, these evidences of shat
tered morale may be dismissed as 
passing phase. But one aspect of 
the situation makes one doubt whe
ther this w i l l prove such a passing 
phase after all. For whatever the 
character of the leadership, it is 
the administrative machinery which 
has to translate the aspirations of 
the traders into realities. Is the 
present machinery a fit enough 
instrument for the purpose? 

The administration at the Centre 
is carried on by the secretariat 
attached to each Ministry, assisted 
by attached or subordinate offices. 
The secretariat formulates the 
policy and the attached or subor
dinate offices either act as advisers 
or help in the execution of the 
policy. In the latter category 
come the offices of the Director-
General of Industries and Supplies, 
Director-General of Posts and 
Telegraphs, Chief Controllers of 

if gloomy, facts in his reply. The 
present shortage was due to several 
factors—Indonesian supplies had 
been cut by half, the shortage of 
coffee had increased the demand 
for tea in coffee-drinking coun
tries like the United States, the 
local consumption of tea in the tea-
producing areas has increased from 
112 lbs. per head per year pre-war 
to 190 lbs. in 1949 and we have 
been prejudiced in our position as 
buyers by devaluation. 

Britain is the greatest tea-buyer 
in the world , w i th a demand for 
415 mi l l ion lbs. a year, compared 
to 90 millions for the US and 

Imports and Exports and a host of 
other offices. 

The secretariat consists of a 
secretary, one or two joint secre
taries, three or four deputy secre
taries, four of five under and assist
ant secretaries, and a number of 
superintendents, assistants and rou
tine clerks. 

Secretaries and jo int secretaries 
generally belong either to the 
Indian C iv i l Service or to the 
Indian Audits and allied services. 
Notable exceptions to this rule are 
the Secretaries of Education and 
States Ministries one is an educa
tionist and the other has risen from 
the ranks. Deputy secretaries (wi th 
a few exceptions) and under secre
taries belong to the class of assist
ants, stenographers and ' in- laws ' 
of superior officers. Neither by 
qualification nor by training are 
they fit for these posts. To make 
matters worse, even promotions 
from the ranks of assistants are not 
made on merits. Their under
standing is slow, their inferiority 
complex great and their powers of 
analysis nil. And it is on this class 
that init iat ion of cases, assimilation 
of details and preparation of cases 
fall , w i th the result that the secre
taries and joint secretaries get i l l -
prepared notes and memoranda for 
formulating policies. In conse
quence, the responsibilities of secre
taries and joint secretaries increase 
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65 millions for Australia. Bulk 
buying enabled tea to be retailed 
in this country at 4s. 1½d a lb,, 
compared to i n . 6d in the US, 
6s. lod in Canada and 6s. in 
Australia, 

The Minister d i d not mention 
that one of the ways by which the 
price in Bri tain has been held 
down is by a reduction of quality, 
so that; wi th the leaf that is today 
made available it is almost impos
sible to get a beverage that tastes 
like tea. It is fortunate for the 
Government that Englishmen are 
almost entirely devoid of a sense 
of taste. 

enormously and either the latter 
have to take decisions on the basis 
of ill-digested material supplied 
to them or they have to go into 
the details themselves and in that 
process not only lose their precious 
time, but not unoften, they get so 
entangled as to lose sight of the 
main issues on which alone policy 
decisions can be taken. This 
delays matters. 

The attached and subordinate 
officers are hot beds of nepotism and 
corruption. Most of the posts in 
these offices are created on a tem
porary basis and recruitment is 
usually made without any reference 
to the Service Commission. Re
cently many of these officers, with 
the strong backing of their Minis
tries, have been confirmed in their 
posts, w i th the approval of the 
Service Commission. It is not 
known what criteria the Service 
Commission have been applying in 
making such selections. Evidently 
the departmental candidate's expe
rience in the post must be a strong 
point in his favour, an experience 
which is denied to the candidate 
from the outside for no fault of 
his own. On a modest estimation, 
more than 60 per cent, of the pre
sent incumbents would not have 
been there in this cadre, had the 
in i t ia l recruitment been made by 
the Service Commission and on 
merits. The worst feature about 

The Administration is Cracking Up 

W 
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these back-door entrants is that 
they continue to enjoy the protec-
tion of their sponsors, their ineffi
ciency is tolerated, the i r miscleeds 
condoned and their irresponsibility 
perpetuated. l 

T h e demoralising effect or' pi tch
forking these nincompoops to res
ponsible positions is reflected in 
the progressive deterioration of 
the ministerial (clerical) staff. 
This class, generally docile and 
hard working, has now become 
lazy and indifferent, not amenable 
to discipline. 

T h e calibre of officers and staff 
is only one aspect of the problem. 
Equally important is the continuity 
of service in similar jobs. In the 
parliamentary form of government 
where ministerial changes are not 
infrequent, new ministers have to 
draw upon the accumulated expe
rience of the officers of the secre
tariat to arrive at correct decisions. 
It is found very often that mediocre 
men w i t h long experience arc pre
ferable to bril l iant but inexpe
rienced men. It may be desirable 
at times to bring in new men to 
infuse fresh blood. But such 
recruitment should be judicious 
and exceptional. 

To what a ridiculous extent the 
lack of continuity and experience 
go is 'seen in the appointment of a 
secretary to the Ministry of Finance, 
who has never been init iated into 
the mysteries of high finance. 
Recently, an officer w i t h more 
than twenty years experience in the 
Customs Service, has been made a 
joint secretary to the Minis t ry of 
Agriculture. As one wag puts i t , it 
is to explore the possibilities of 
smuggling of agricultural commo
dities! The Ministry of Com
merce has undergone a complete 
metamorphosis in personnel during 
the last one year. There is no use 
p i l ing up instances like these. A 
single example w i l l illustrate the 
feeling in the secretariat regarding 
the Security of tenure. A month 
ago, when one of the senior offi
cers in the foreign service came 
home on leave, a rumour started 
that he was anxious to return to 
Delhi , and it can - be stated without 
exaggeration that there was not a 
single secretary or near secretary 
who was not watching his move
ments. It is not necessary to probe 
into these matters further. What 

has been said should suffice for the 
intelligent reader. 

One common characteristic of 
bureaucracy everywhere is the 
reluctance to take responsibility. 
In the absence of clear instructions 
f rom the top or in ' the absence of 
precedents to support h im, this is 
understandable. But when this 
reluctance springs from sheer in
competence of the officer concern
ed, it becomes a matter of serious 
consequence. Imagine, an officer 
of the status of a Deputy Chief 
Controller of Imports issuing 
licence for the import of aeroplanes 
on an application for licence to 
import spare parts for aeroplanes 
and going scot free! Again, on an 
application for the setting up of a 
super-phosphate factory, the officer 
who examined the case, finding the 
cost of plant and machinery very 
high, suggesting why the firm should 
not begin wi th the manufacture of 
phosphates instead of going into 
finer things in the first instance. 
These are hard to believe. But 
similar cases occur every day in 
the secretariat and its subordinate 
offices. How can senior officers 
delegate powers to such juniors? 
At the same t ime, how can the 
senior officers attend to all the 
details, without prejudice to their 
own work of formulating higher 
policies. The result of the present 
state of affairs is undue delay and 
very often contradictory orders, 
which have become a perpetual 
nightmare to industry and com
merce and the officers of the State 
governments. 

Another characteristic of bureau
cracy is the tendency to keep as 
much power as possible, not neces
sarily manageable, in one's own 
hands. This becomes more acute, 
when chances of sharing the spoils 
of office and exerting influence and 
gaining prestige are present. The 
result is that in examining a pro
posal, more attention is devoted to 
whether it wi l l give any additional 
power to the ministry concerned, 
or whether any of its existing posi
tions of vantage w i l l have to be 
surrendered to a sister ministry 
and in the process quite often the 
baby is thrown out w i th the bath
water. 

Examples of this can be seen in 
the files of the Government spon

sored schemes. If one inquires 
how project surveys are conducted, 
how contracts are placed and what 
codes for industrial managements 
have been evolved the answers one 
w i l l get may be plausible enough. 
But the public judges only by 
results. If ministerial rivalries 
were not there and the experience 
of knowledgeable persons were 
pooled together, the fertiliser pro
ject would have started production 
long ago, our telephone factory 
would not have been such a model 
of inefficiency, the Chittaranjan 
Locomotive Factory would not be 
in a complete mess and the manu
facture of prefabricated houses 
would not have been the colossal 
waste it has been. 

The public mind is permeated 
w i t h the idea of a welfare state. 
But to the omnipotent civi l servant 
of Delhi , this is an enigma; he still 
belongs to the ' law and order ' 
regime. He is the last man to 
realise that his alleged superiority 
is buil t upon sand. This precludes 
h im from taking an objective view 
of things, In other words, he does: 
not like to be advised. This state 
of mind is the least suited for the 
administration of a welfare state in 
the building of which scientists and 
technicians have an important role 
to play. But scientists and techni
cians are extremely sensitive people 
and it requires special understand
ing to make the best use of them. 
Instead of that, in the hands of 
bureaucrats they feel frustrated 
and lose their initiative and skill. 
This does not mean that all scient
ists are supermen. What is sought 
to. be emphasised here is that it is 
the duty of the people in a posi
tion of power and authority to 
understand the strength and weak
ness of others and to utilise them 
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in the best possible manner, instead 
erf expecting them to lick their boots. 

If these are the types of officers 
in the Centre, in the States the 
conditions are in no way better. 
It is a well known fact that there 
is no administration on modern 
lines in most of the schedule B 
States and i t wi l l take some time 
before their administration is 
modernised. In schedule A States, 
the conditions arc better as com
pared to B States. Here the admi
nistration is tarried on by the 
secretariat in the capital wi th the 
help of district officers in the dis
tricts. The secretariat organisa
tion is more or less on the model 
of the Centre in miniature and 
most of the defects found there are 
seen here also. 

In the States, however, the dis
trict officer is the important l ink 
in the administration. He is the 
liason between the people and the 
secretariat. He should be a man 
of initiative, drive and understand
ing as he has to make the t in gods 
in the Secretariat see the problems 
of the villager and to see that 
proper action is taken in time to 
relieve the hardships of the people. 
Again it is his duty to make the 
people understand the multifarious 
problems of the Government and 
to explain to them how the Gov
ernment is tackling them. But one 
may search through the length and 
breadth of the country and not 
find a district officer of the right 
type. The district officer of today 
is one who waits for orders from 
above. He seldom initiates a 
move. 

Arc the people at the head of 
the Government unaware of this 
state of affairs? Perhaps they are 
not. As early as 1943, Sir Richard 
Tottenham, the then Home Secre
tary, drew up a plan for the re
organisation of the administrative 
machinery, to be put into force 
after the war. The proposals were 
not made public and the subsequent 
political changes put them in cold 
storage. Later M r . Gir i ja Shankar 
Bajpai, it seems, examined the 
whole question of services and sub
mitted his recommendations. Re
cently M r . N. Gopalaswami Iyengar 
examined exhaustively the whole 
question once again and submitted 
an ingenious scheme, the details of 
which were not revealed to the 

public. Apparently this scheme 
has not found flavour w i t h the 
secretaries and its chance of being 
put into Operation is remote. The 
only tangible development so fat 
was the appointment of the Special 
Recruitment Board to select candi
dates to meet "the deficiencies in 
the Administrative Service (former 
I.C.S.) and in the Secretariat Ser
vice. This Board has selected 
about one hundred and seventy 
candidates for the administrative 
service up t i l l now. 

If the method of selection for 
the I .A.S. be a guide to the method 
the Board is going to follow for 
the selection of candidates for the 
secretariat service also, there is 
little cause for jubilat ion. What 
criteria the Board has set up for 
selecting the candidates, nobody 
knows. Perhaps nobody w i l l know 
it either. But the public is entitled 
to ask, what type of officer the 
Board of the Service Commission 
is trying to turn out? Here again, 
it is only by the results that the 
soundness of the method of selec
tion can be judged by the public. 
In the present selections, the Board 
seems to be a little on the conser
vative side, i.e., it has leanings 
towards officers of the old type. 
Besides, the Board seems to be a 
little afraid to disturb the present 
incumbents, if it could be avoided. 
The result w i l l be the rule of the 
omnipotent civil servant, the nin
compoops wi l l continue for another 
decade. Between them, they w i l l 
demoralise the new entrants and 
see to it that the latter lose their 
sap and vitali ty by the time they 
qualify for positions of trust and 
responsibility. 

The conclusion is depressing. 
The present administrative machi
nery is utterly unfit to run a wel
fare state and it cannot be i m 
proved without a thorough over
haul of the entire machinery. I t , 
therefore, follows that any party, 
which aspires to establish a real 
welfare state when it comes to 
power, should from now on start 
studying the administrative machi
nery they w i l l introduce imme
diately they come into power, so 
that their plans are properly under
stood and executed. If they rely 
on the existing machinery, the same 
story that is being enacted today 
wi l l be repeated. 
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