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e~penses to meet, than the tax-oollector who is: a regular member 
of the municipal staff. As everyone who has had experience 
of collecting work knows very well, the last twenty per cent or 80 

of the derMnd gives more worry and requires more labour than all 
the rest put together. This twenty per cent may be taken to re
present the taxes of the contingent of "habitual defaulters" ; and 
it is precisely in his dealings with this class that the dill
advantages of the contractor's position become most clearly 
apparent. . 

The tax-collector on theone hand takes the neceS!!IU'J cOercive 
measures with the full and undivid~ weight of the authority 
of the Commissioners behind him ; orders for warrants, sales of 
property, and the institution of civil suits are all passed by the 
Chairman himself, and again~t his orders there i~ no appeal. 
The contractor on the other hand, though he may nominally exer
cise all these powers, nndb them considerably restricted in prac
tice. The Chairman IllU.,t of course see that the ratepayers 
ure not victimised by the contractor and hi~ subordinates; aud 
when he receives complaints of illeglll action anu oppression on 
the part of the latter, he is in duty bound to satisfy himself as 
to their truth. Now, to anyone who has had any experience of 
Indian ways, the endless opportunities for delay afforded by the 
procedure necessary for his 80 satisfying himself need Dot be 
pointed out. The habitual defaulter at any rate may be trusted 
to recognise and avail himself of them at Ollce; he will discover 
that the system is virtually one of dnal control; and by the exer
cise of Ii little ingenuity he will bo able to ring the changes on 
report" explanations, local enquirie!, and adjournments to such 
an extent, as to prevent the contractor from really coQring to 
grips with him within six months of the date on which his tax 
faUsdue. 

Again, in the case of the contractor, the percentage for oo1~ 
lection charges has to cover a good deal more than it dOes in the 
case of the collector. , In addltu,n to the actual expeU1e8 of 001. 
lection, the contractor has to provide for his own profita, iuterest 
~ his ilUoIt ~taI, iaear&noo agaiaat loss, ~d in aU probabititJ"t 
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l!egular douceurs to the subordinates of the municipal staff told 
off to check his work and watoh his dealings with the taxpayers. 

It would be an extraordinary thing then, if one found that a 
contractor working under all these disadvantages could'do things 
as cheaply and efficiently as a properly organized and well
managed municipal staff. And a~ a matter of fact he doe~ not. 
In mnnicipalities where the contract ~ybtem i~ in force, one usually 
finds the collecting staff badly undermanned, and the contractor 
content to realise between eighty and ninety per cent of the 
demand, the remainder lap.,ing a., "irl'ecoverablt'." Thi" state 
of thing.. of cour~e entails a scriou- financial lo~s on the 
(JommissioMr- MoreoHlr it 1b very bad admiui.tration, in
atimuch as it put~ a direct premium on "pas~ive re,;stance:' 
It is ,ery demoralising to the exemplary householder who 
pRy~ his rat~ and taxes punctually, to see a section of his fellow
citi~en~ evading all buch financial obligation, by dint of fir~t 

ignQring, and then ohjecting to, all demand~ made upon them hy 
the contractor; and l'ommis~ionel'. -honld not allow themselves 
to forget that one of til<' chief feature, of 11 sound collection 
eystcm i~ the encouragement of the oth!'\', \'y the l't'r~ibtent 

harrying of the pas~ive resi,ter. He IIIU6t be maJe to learn that 
he hab [lot to pay 800Iler or later, and that the longer he evades 
payment the larger will be the item for" extra.," in hb bill. 

If then we accept thi~ view, i.e., that the contract system of 
collection is both less efficient and moro expellsiYe than the Qeparl
mental system, it becomes necessary to enquire what compensating 
advantages it possesses bufficit'ntly con~iderable to induee Com
missioners to adopt it. The only reasonable answer that suggest! 
itself is, that the Commissioners have an idea that, by appointing 
II contractor, they relieve themselves and their officers of an 
appreoiable amount of difficult work. But surely such an idea is 
quite fallacious. The actual work of collection, however large 
the I/.mount may be, is not ~rtjeularly difficult: as will be shewn 
belQW :when we dillQuss the details of the system, with a properly 
organized "taff, and a .strict adherence to the Collection Rules 
pre/lllribed by Qoverumell~ I;'!,lllection work becomes in a gra.j 



measure automatic, and calls for little special attention on the pari 
of the higher authorities. The part of the work that Me8 call lor 
the spooial attention of the authorities, and that often pl'Ove8 
very troublesome indeed, is that connected with petitions for 
exemption, remission, and apportionment, and with complaints 
01 misoonduct and oppression on the part 01 the collecting atatf. 
But the work in connection with exemption, remission, and appor
tionment is identically the same whichever system is followed; 
while from what bas been said above on this stlbject, it is not 
difficult to se'e that the work In ('onnection with complaints against 
the staff is likely to be both hell'lier and more difficult to 
di~pose of under the contract system than it is under the 
df'partmental system. 

There is another ('onsideration however that may possibly 
havf' some weight, especially with the C'ommissioners of small 
municipalities who are necessarily brought in somewhat closer 
personal touch with individual l'atf'payerQ than i~ the case in 
largf'r to\\ n~, and that i. the con.idf'ration that the contract 
-y.tJ>m dh'ert~ from the ('ommi •• ionpr. to the contractor a good 
delll of the unpopularity that aiwa), and eV!'rywhere attache. 
to the tax-gatherer. 

But thi., of cour.!', i. a mere -hirking of the i~.ue ; and in 
the cm,e of the advanced municipality we have taken as an 
example, \\1' must certainly assume that the Commissioners posse-s 
the" courage of their asses~ment" so to .peak, and tnake their 
choice of systems uuinfluenced by auy idea of providing them
selve. with .omething in the shape of a scape-goat. 

We have now examined in ~ome detail the adyantages and 
limitation. of th(' contract .ystem a~ applied to each of the seven 
items to which it i~ found possible in practice to adapt it:. The 
only point in issue is expediency; and on this point we have 
found in each case the evidence for and against the system to 
be sufficiently dear alld straightforward to justify us in coming 
to a definite conclusioo on the whole question without ~~r 
delay. 



J..et ·u. then pronounce our verdict liS foUows-A l4f.ge 
muniripalitiy of 4n advanced type 'Multi adopt the cont7'tJd '!I1Um 
in tAt ~e 01 three item. oj _C, vi:., Road" COnItruction, and 
Pound, and Ferrin; and IIMulti reject it in tile ('ale of the four 
remaining item" to which it i, JIOI.ihle to apply it, viz., Lighti"'!}, 
Mar~t', Coniervanc.fJ, and Colll'etlOllI. 

This, of course, i. to \)(' regarded as a general statement only '; 
and as being ~ubject to the r('servation that peculiar local condi
tions may po~.ibly in .ome caol" ('..l1.uoe the balance to incline the 
otht'r way. 

Summary of oonclueion& 

With tlw pa,.ing of judglDt'nt in thl''' Contract Sy~tem ,. 
question ollr dif;('u •• ion of thl' c111tic' of thl' ('olDmi •• ionl'r~, and of 
tht' way. and mcan. of performing them comeQ to an ('nd. Th(1 
di~U~Rion has been a rather discursive one. and it is po.siblt' that 
the detaill'd l'nqnirieq we have found it necessary to make into the 
inner Vlorling of varion. municipal department; may hale obs
<,ured to '!Oml' l'J.wnt thl' ('oneiu-ion' WI' havl' come to '\\ith regard 
to the main points in i •• ur. At any ratl', there can be no harm in 
recapitulating them. Let u. tht'refort' conden-B tht' gl'nel'lll re
sult. of onr enquiril'Q, and restate them a. follow. :-

1. In a large and advanced municipality the Commi.sioners' 
duties (both compulsory and" optional "), may be grouped nnder 
the thirty heads or items of work d!'tailed abov!' on page~ 36 
-:\7. 

2. As regard. fiv!' of th!' ~!' item~, I'i.:., PoliCl', Edtteatiolt. 
Hospitals, Plague, and Val'cination, the re~pon~iblity of the Com
missioners i~, under pre~ent circumstance-, a financial one merely, 
the actual work being dont' try Government. 

3. As regards two of the items, ri:., A3ullment and COIIS
t~iO'e, the ('ommissioner. may, but ./iott.ld not, con1'ert their diroot 
responsibility inw II mereJy financial one by engaging Govern
ment to do the work for them. 

,., AIl regards three items, vi.:., Comtructien, Road'. &n4 



Prmnd, and Fwriel, the Commissioners should han th~ wo~ 
performed by oontractors working under the general supervision 
of the municipal staff. 

S. As regards four items, viz., Lighting, Marketl, COOIertJa1IC!J, 

and Collection" the Oommissioners may have the work performed 
by contractors working under the general supervision of the muni
cipal staff, but ,hould not do so, but should have the work per
formed directly by the municipal staff. 

6. As regards all the remaining seventeen items, viz., Elec
tion" Meetings, BII-law., TalVation, Oorreapondence, Recordl, Ac
counts, Drainage, Water-supply, Food Impection, Vital Statistic., 
Fire Prewntion, Building Reg111atiOrll, Slum Improvement, Burial 

. Grounds, Store keeping, and Prolecution8, the Commissioners must 
necessarily have the work performed directly by the munioipal stalf. 

Hints on Municipal POlicy. 

In this and the two preceding chapters we have on several 
occasions found it necessary to consider some question of gMeral 
municipal policy, and to decidE' which of several alternativE' courses 
it would be advisable for our typical municipality to adopt with 
regard to it. And we lUay conveniently wind up our discussion 
of this first main section of our subject by making a list of our 
decisions on these questions; cOlUpleting the Ii-t by adding to it 
such other conclusions with regard to the main features of muni
cipal administration as appear to command general acceptance. 

Indian municipalities are too young to have much in the way 
of tradition to go upon, and, as a rule, too much isolated to have 
any ohance of profiting by the sucoesses and mistakes of their 
neighbours; so that a summary of the generally aooepted views 
on a few of the more important points of munioipal polioy with 
regard to which differences of opinion are likely to arise, may be 
of some nse ip them, in the way of pointing out the more common 
pitfalls, ahd of warning them from starting work on lin& which 
experience in this and other ('onntries has proved to be fore-, 
d~toWlure. 



lq.deed perha.ps t~ best way "Of presenting this summary d 
decisions and conclusions would be to throw it into the form of 
a series of warnings and recommendations addressed to the Com
missioners of an imaginary municipality. Let us do so and let 
ns calHt "Hints to Oommissioners." 

Hint, to Commissioner8. 

1. Make a strict and impartial as~essment of the ratepayers. 
Deal carefully with objections and appeals, shewing special -con
sideration to the poor and those who are not able-bodied. But 
once you have fiually settled your demand, realise it in full by the 
rigorous application of the methods placed at your disposal by the' 
law. 

2. Before finally passing any resolution, estimate carefully 
its effect on your finances and place the estimate.an record. 

3. Avoid speech-making; and do the bulk of your work 
in sub-committee . 

• 4. Do not let clamour among the ratepayE'rs deter you from 
following what you believe to be the right courSE'-a popularity 
that is tinged with contempt is not such a valuable pos~cs~ion after 
all. 

5. Assume as many of your" optional" responsibilities as 
you may reasonably expect to be able to perform. 

6. Make it a general rule to get your work done by your 
own staff, rather than by the agency of contractors ; and invoke 
the assistance of Government only when absolutely compelled to 
do so. 

7. When settling the salaries and wages of your staff, bear 
in mind Mr. Ohamberlain's dictum that "municipal corruption 
creeps in when the higher officials are paid less, and lower 
employees Inore, than the market value of their services." 

8. Do not let ideas of party patronage, or anything in tbe 
shape of what is known in America as "the spoils sy§tem," in
'finence your dealings with the members of your staff ; and inter~ 
fere with rour Ohairman's control of tllell\ as li~tle as 'flOssible, 
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9. Remember that whatever may be the case with' your other 
imperfections, the avoidance of thll reproach of the two besetting 
sins of municipal administration in this country-slackness and 
procrastination-is a matter which lies entirely in your own hands. 

10. Look ahead. Remember that you are not merely the 
representatives of the actually existing l'IItepayers; you are res
ponsible to a greater or less degree for your town's future develop
ment, and for the health, safety, and comfort of future generations 
of its citizens. 



PART It. 

THE ORGANIZATION OF THE STAFF. 
-....coo -

CHAPTER IV. 

Principles and precepts oj Organization. 
TIl •• Iz aondltlolUl of • wee_tul o,..aDlzatloll lJ'.te!II-Tbe tIDw dUf_t 

lJ'.teml oompared-Dlvlalon of .. _nalbUiU bet_a 
t.be SeeNtaPr and Uae EDalaeep-BuI .. 

of wopldq l'OP Uae SelNtvr· 
cu",·EIIalneep 8y.tem. 

The six conditions of a. BUcoessful organization system. 

From what has been Raid in the last chapter, it may be 
~thered that the great stumbling-block in the path of the Com
missioners of an advanced municipality is the simple fact that 
they have not got sufficient funds to perform properly all of 
the many important duties imposed upon them by the law and 
by public opinion. This, of course, is a very common difficulty ; 
as one knows very well, in every department of public busine&8, 
the interests of efficiency and the interests of economy are more 
or less in conflict, and the working arrangements must nece8l!llrily 
be th~ outcome of some sort of compromise between them. But 
nowhere perhaps are the claims of both these interests more 
urgent, or more difficult to reconcile. than in an average munici
pality; and it is, and always must be, a difficult task for the 
Commi.!!sioners to work out the terms of the particularcompromiae 
tnat best suits the circumstances of their particular town, and to 
&8sign to each department of municipal work its proper place 
in the system, and its due proportion of tlIe municipal slaff and 
the municipal funds. 

It mm be remembered ~, that in carrying out this ~ ~ 
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Commissioners get very little help from outside. The Govern
ment has designedly refrained from prescribing any particular 
form of municipal organization, and the municipal system itself 
hl\,s not, yet been in torce long -enough to allow of anything in' 
the' snape of a "standard plan" bf'ing evolved from experience, 
and being tested sufficiently to receive the stamp of popular re
cognition and approval. It is not surprising to find therefore, 
that in many municipalities, the Commissioners, thus deprived of 
the guidance of authority and tradition alike, have gone rather 
widely astray, and are, without realbing it, struggling against 
the heavy handicap of an ill-balanced and unco-ordinated system 
of organization and administration. 

Rcturnillg now to our typical municipality, let us suppose 
that the Commissioners have determined to satisfy themselve~ 
that they are not labouring under this particular disadvantage. 
And let us suppose that, as the best means of doing so, and of 
ensuring that their investigations shall be conducted without 
prejudice and with an open mind, they have decided to make 
a tabula rasa of their existing arrangement~, and to work out for 
themselves, at first hand, the scheme of organization bebt "uited to 
the needs and resources of their municipality. 

Their first step will naturally be to examine and compare 
tlle different systems of working in force in the best and most 
successful of existing municipalities, with the view of extracting 
from them some common principles of organization and adminis
tration to serve 38 a foundation on which their own scheme may 
be built: Nor should this be a difficult matter. They will find 
that however much they may appear to differ ontwardly, all 
successful systems, when carefully exa~ined, exhibit certain well
defined features in common. They will find, that is to say, that 
every system which is distinguished by efficient and economical' 
working, complies generally with certain conditions, which may be 
formulated somewhat as follows :-

CO~lTION I-1'he control exerci8ed by the CJw.if!man. in every 
department m'lut be a8 direct and tho.!ough a8 the amount -4 time 
at the Chairman', diapo.aZ aUow,. 



CoNDU'ION IT-The Chairrr:an'. control mutt 'be1<Uilit(llid l1!J 
a '!Jltem of inter-departmental checking of al CompletB G ch4f'4Cter 
dB the circum,tances of the municipalit,v allow. 

CONDITION III-The higher officer, mUlt he reUe1Jed 91 e1qr 
burden of detail by a system of devolution of respofllibility caf'f'ied 
al far (II the qualific¢iona of Mordinate ojicer. allow. 

CONDITION IV-The work of the department' muat be .0 
Of"ganized and co-ordinated, that there is no OVtrlapping of author
it.lf, and that eae11 officer know8 precisely to wlud IVperior offiurt, 
aM for what work, and for what IUllQrdinate officer., lt~ " re~ 

pomible. 
CONDITION V -Each d~partment must be adequately, aM not 

more titan adequately, ataffed. 
OONDITION VI-Provi8ion must be made for the periodicql 

'l'ead.iustment of tlte staffing arranrlements in 'l'espome to the g'l'owt" 
and decline of work in the variCYIIS depa'l'tments. 

These six conditions thus sanctioned by the best experiE'nce 
will presumably be takcn by our Commi~sioners as the guiding 
principII'S of their inv('~tigation, and thf'ir tal'k of constructing 
1m organization scheme will thel'f'fore resolve itself into the task 
of applying the~e conditions to the particular circumstances of 
their own town, case~ of doubt and difficulty being settled by 11 

reference to the practice prevailing in the municipalities of the 
best repute. 

It will be seen that the order in which these six conditions 
have been placed is, roughly speaking, the order of i~reasing 
definiteness and detail. And this of course is the order ill 
which the Commissioners would most naturally consider them. 
They would, that is to say, in the first place naturally decide ~ 
~he general outlines of a scheme which (other things being mQnl 

or less equal) would best provide (or the fullest 1lleaSUte <i. 
-control tl.mt their Ohairman and Vice-Chairman could ljpd the 
time for; next, they would consider this Scheme in detail,:.aCld 
work out a eo-ordinat~ system of departmental O'rgan.iQtioll; _ 
finalll' tOOl WOUW distfibu~ among these departnlelit8.in . .oborq.. 



&lice with their relative impo~, the men and money they 
'Were able to provide. 

Let ns therefore snppose them to start on their investigatioa 
in aooordance with this programme. 

The three different ayateme of organiza.tien compared. 

Now the first thing that they will notice is that for all but 
the highest officers, the actual working arrangements in all large 
municipalities are framed on very similar lines. In every muni
cipality they will find the daily routine work performed by a staff 
of officers divided off into separate and distinct departments; each 
department having its particular responsibility, and each officer of 
the department his particular share of this responsibility, more or 
les8 precisely defined. But in regard to the important matter of 
co-ordinating the work of these departments, and regulating the 
mutual relations of their respective heads, no such uniformity will 
be found to exist. The arrangcment~ made for this purpose by 
different municipalities exhibit many striking differences, and it 
is on the charactl'r of the;e arrangements that the nature and 
extent of the control eXl'rd~Pd by the Chairman will be found 
mainly to depend. 

Let us suppose then our COlllmissionl'rs to proceed to pass in 
review these different arrangements, or (to be more precise), these 
different' systems of organization, actually in force in various large 
municiJ!lllities, with the object of ascertaining their respective 
advantages and disadvantages, more particularly with reference 
to the question of control by the Chairman. • 

Their investigations will shew them that these organization 
systems naturally fall into three groups or types, to one or other 
of which the system in force in any particular municipality may 
always bt> referred. These classes, or types, may be designated 
respootjvely-(i) 7'/i.e One-man ' .'Iltem, (2) The Departmental 
'!I"lm, and (3) The lJual ~Yltem-each of which has its mOTe or 
less well recognised merits and defects. 

Let \lS <leal with them in this order :-



The One-moo 3!lnem. 
This system conccntrate~ the responsibility for the workill@ 

of tilE' staff in one officer. He may be styled variously thE 
Engineer, or the Secretary, or the Engineer-Secretary, ot' ~ 
Secretary-Engineer; but in every "mae his position is the Ilalllll; 

He is the one man ultimately re~ponsible for the work (If avery 
single department, Rnd all orders from the Chairman ro the &talf, 
and all report" and rppre-ent.'ltions from the staff to the Ohnirlllt\n 
pa"~ throup:h him. 

Let us not.e briefly the advantage~ and disadvantages or this 
sy.tem. 

Fl1'.ltly, Its advantages :-
(i) It has the great merit alwny~ attaching to a onf'-man rule. 
On(' bad general]" proverbially bettcr than two good ones; 

and It i~ not eR"y to o,er-e~timRte the economic advantage of 
h!H ing the <ame set of Idca-, purpose" and mpthods applied consis
tently to the work of the staff in every dppartmpnt. 

(ii) It prp, ent- any 10.' of power on account of inter-depart
mental frJCtion. 

Where thp] r is one .upreme hearl, th]" <ort of thing Cllll be 
,ery promptly nipped in thp bud. 

(iiI) It ;,aH'. th(' tUTIP of the Chairman. 
('a.e- requiring the Chairman's order~ will be put up in It more 

or Ipss cut-and-tiriC'd form : and he will very rarely find IDl1UIelf 
called upon to investigate dIspute, betwf'en depnrtm'cnte, or to 
di-cn •• and octtle question~ with regtlrdto "hich different opinions 
arp entf'rtained by different officers. 

Secondllj, it- disadvantages .-
(i) The post of the Enginpf'f-Secretary (as "e may call him 

for the sake of convpniencf') i-a very difficult one to fill. 
Therf' i~ no pal ticnlar training ground for Eligin~~r~ 

u1J:·i~s. Thl'y are recruited ('ither from the rankq of '~o1li(l1;' ~.ft 
i.e., men whpse" ork i. concerned with files and t!CQ.O\1l)tj, lI.f\4iis 

done at a desk; or ~ls!' frolll the ranks of praotical Ellgin~.i.t •• 
men trained to "upE'l"vise eonmtci0!'.6 and haDlflo skilled ~~"'. 
skilled labour, .!IllU whose work lies mainly in iliA flMd. 



The I"dian Municipaltt!!. 

Now, as we haye seen, the duties that devolve on thl' staff in 
a lIu'ge mnnicipality are highly diversified in character, more SlY 

perhaps than in any other department of pnblic bnsiness. More
over these duties will be found to divide themselves naturally into 
two strongly contrasted classes or sides-indoor or office work on 
one side, and outdoor or executive work on the other. Fnrther, 
as is fairly obvious, it will be found that the efficiency of the stail' 
8S a whole depends a good deal on whether or no the balance is 
fairly maintained between the interests of these two sides. But, 
from the nature of the case, the Engineer-Secretary under the 
one-man system ,\iJ1 not find it all easy matter to maintain 
this balance. If hc i~ an offiee-trained man, he will at times 
fail to realise that "the work is the thing," and that rnle~, 
forms, and procedure generally are mean~ and not ends. If, on 

• the other hand, his pre, iou- training has been on "practical" 
lines, he will be apt to become impatient of the checks and delays 
inoident to a system of su~ommittees and General Meeting., 
and in general, to undervalue the constitutional privileges of the 
Commissioners and the rights of t.he public. In the one cast', the 
danger to be guarded against is "red-tape"; in the other ca~e, 
it is friction with the Commi·sionerq and litigation "\\ ith the 

ratepayer~. 

In fact, the knowled/!:e, training, and hahits of mind Ilemand
ed. by one of tbt' two sides of mnnicipal work differ so widely 
from those demanded by the other, that it)~ no exaggeration to 
say. that tbl' Commisslont'rs would find less difl!culty in ~I'lecting 

six good Secretaries, and sh good Ellgine(>f~, than in .electing 
one man who possesses in a satisfactory degree all tbe qualifica
tions necl'ssary for the combined post. 

(ii). It is very difficnlt to fill np thl' vacancy caused by the 
Ellgineel\-Secretary's absence on leave. 

This is a real difficulty, especially whi're (a- in mllny large 
municipalitieV ijJe Engineer-Sooretary is a Europeans who requires 
to go to 'ltnr{)pe periodically on long leave. No member of the 
aWl is in training to take his place; and either a new man who 
lmows nothing of the! mllnioiJ1l'li~, or else ijJe head as~istant on 



the office side, or the head assistant on the executive side, must 
be put in to officiate for him. In any case, tbe disadvantages of 
the arrangement are obvious, and are well enough recogniled ill 
practice ; for one usually finds, that whcn the Engineer-Secre
tary is on leave, ~o attempt is m.de to do more than "keep thing'! 
going," all important question~ affecting the work of tbe staff 
being shelved till his return. 

(iii). The direct control of the Chairman is reduced to a 
minimum. 

Of this there can 00 no doubt whatever: every memher of 
the staff knows very Wf'1I that in ,regard to the merits of sub
ordinate officers the Chairman is more or less bound to accept the 
opinion of the Engineer-Secretary; and hc realises that on the 
favour of this officer hi- own probpects of promotion and increased 
pay depend almo-t entirely. It would be too much to expect 
therefore, that any departmental heal! or other officer should cri
ticise frankly arrangements made by his chief; or, when any 
question of municipal policy come~ under discussion, that he 
.,hould ell.pre~b with freedom viewb "hicl! he kno"8 that his chief 
doeo not ~hnrc. 

The rei>ult i~, that the (,hairman, when dealing with questions 
affecting the staff, find:, that he has very little material to work 
upon. He will find, in fact, that not only is he obliged to leave 
mo,"e or less entirely in the hands of the Engineer-Secretary the 
distribution of work among the departments and routine arrange
~ents generally; but also that he must in the absence of effective 
criticism accept perforce that officer's individual opinion with 
regard to important matters in which the interests of bot]1 8i~s 

of the staff may be concerned. • 
(iv). Oontrol by means of a sy:rl.elll of inter-departmenta1 

check is rendered practically non-efficieut, a8 far as the C.hairman 
i8 cvnce1'Red. 

The reaSODS are much the same as those given in (iii) IJbovu 
a departmental he"d, ~ho find~ something wrong in the methods or 
doings of another dep~rtment with wl1ich his own is conClf!:r1le4, 
calUlot b$ expected to crhicibe them freely and independently,.n 
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be has reason to believe that they have been inspired by the En
kineer-Secretary. The utmost he will do, is t6 state the facts and 
his views in a more or le~8 ('olonrle,~ way for that officer to 
take such action a~ hi' may think fit. 

But it i~ obvious that thtl .. ()hairman\ p'ower to discover 
and prevent extravagance and financial irregularities must 
ue})end mainly on the effectiveness v. ith which the '''ork of the 
~pending delJartment;, is checked by the Account., and other allied 
departmeut~ of the officI' : and although it is not so obviQll;', it is 
no less true, that the Chairman', power to dio('oyer auu prevent 
illegal and oppre;,sive conduct on the part of the member, of the 
staff depends greatly on thi' eAtent to which departmenull in
dependence in general i;, carried. 

To take an example from actual experience. Tn a certain 
municipality in which the one-man system wa" in force, it was 
di!covered that one of the ,ni'thods of bringing pressure to bear 
on house-holders who were dilatory in paying their mtc" and 
taxes, wa'> first to emtail, and ;,nh.equently to di'continne alto
"ether, the visit;, of the con.,ervaney ,taff to their huuse-. Now 

4;is ;,ort of thing lIIay ea,ily occur unuer 0 ,y"tem Ly "hich the 
same officer is made responsible both £01' the collection of U\xes 
find the con~ervallcy sen ice; but would be practicnlly impos
sible in municipalities where the Collection and Conservancy 
departments were entirely independent of each other, with the 
Chairman ao their only common head. 

The considerations of principle and expediency, which we 

have applieu in this analysis of the one-man "y.tem, apply o'f 
course equally to' all. It wo~ld not therefore be necei>sary for 
our Commis~ionerH to go over the same ground again and dis
('uss the two remaining systems in the same deulil; all that they 
would need to do, would be to apply these con.iderations at once 
to each ~ystem, note Lriefly the resultant good and bad points, and 
c.mpar\l these good and had point~ with those of the other two. 

Let us therefore suppose them to deal in thi. way with the 
d~partmenta1 system. 
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Tlte Departmental System. 
U udcr this system the ,taff ib divided into be~el'al department:! 

entirely iudel'endent of each other, the head of cach department 
re('eiving orders from, and ,ending reportb and rellresentatioll~ 

to, the Ohairman direct. In a fairly large municipality the heads 
of departments would be bOIllC ~i'\ or Bllveu in number, e.g., the 
Head Clerk, the TaA-Collector, the Acoountant, the Oonservancy 
Superintendent, the lto"d Over.,eer, the Water Work" Overseer, 
and the Food In-pector. 

Thi'l ~ystelll is, of ('ourMJ, the e'\aut opposite of the one-Illan 
.ystem, and generally .,peaking, will be found ttl btl dllfecthe in 
precisely those point., in which tho1t I:!ybtem is effecthe, and riel' . 
t'er8a. Let us note it, advantages .tnd disad\antages :-

Pirdly, its advanulge5:- . 
(i) :rhe Ohairman exercioe, a complete control. 
(ii) Inter-departmental checl~ i, pro, iued fur 01" fully a.s pos

.ible. 
(iii) There i., nu difficulty 111 " l'Puintillg competent head., of 

department-. 
(iI) Therc b lIU difficult; ill filling up tClllpumry \acanciea 

cau~ed by the ub"euce on leavc of head~ of departlllents. 
Secondl.lf, its disa(huntuges ;-

(i) A great deal of work is tbro\\n on the Ohairman. 
(ii~ When the ('hairman is temporarily a bsont, all work el>cept 

that of Ii strictly reutine charo1cter io ~u,pcnded. 
This is an important point where (a~ in mo~t municipaJities) 

the Uhairman j, an honorary official "ho will naturally want to 
leave the to\\n periodically on bu-ines; or plea-ure. 

(iii) There b no officer of ,ufficient calibre to give the Uhair
man advice regarding matters that occur outside the ordinary 
routine. 

(iv) There i~ abundant opportunity for inter~epartmental 
friction, whlch may result in ~eriou! confusion and delay. 

Now let us take the last remaining sy~tem-The dual 01' 

Ensineer-cum"seoreiary sYBtem. 
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1 he Dual System. 
• Under thi~ ~y~teUl, the entire work of the <taff i~ divided 
into t\\O ~ide$, which repre.ent roughly the indoor work and the 
outdoor work respectively. The indoor side is placed under an 
officer called the Secretary, and the outdoor side under an officer 
called the Engineer. These two officers are entirely independent 
of each other, and are respon_ible for every matter affecting every 
department of their respective sides. All orliers of the Chairman 
to the ~taff, and all reports and representations from the staff to 
the Chairman, pass through the Secretary or thc Engineer, u" the 
case may be. 

This ~ystem is, of course, a compromj.,e between the one-man 
llylltem and the depal tmental system. Let Ub see then how it com
lares with them in regard to each of the main point,., in issue. 
which, a; we have .oen, may be taken to be seven in number a~ 
follow,: (a) selection of heads of the .,taff, (b) filling of temporary 
vacancies caused by aObence on leave of heads of the ~taff, ((.) 
cfficiency of Chairman\ gf'neral control, (d) efficiency of inter
departmentul checking, (e) -aving of Chairman', time, en los, of 
1'o\\el" through inter-depurtmentul friction, (Il) ability of officcr~ 

to act as udviser~ of the Chairman . 
• 'Witll regard to point. (a) and (ll) we may bUy tl1at the dual 

~ystem hold. a great ad):mtage over the one-man bYbtem, and is 
at a slight disadvantage a. compared with the departmental 
system. 

Much the same may be said with regard to points (c) and (d), 
it being noted that the chech.ing department and the checked 
department can usually be put on opposite sides. 

With regard to points (e) and (f) the dual system obviously 
holdh a great advantage over thtl departmental system, and is at 
bome disud"antage as compared with the one-man system. 

In regar,d to point (17) the dual sy,tem holds a distinct 
advantage over the departmental system, and certainly is at no 
disadvailtage as compared with the one-man sy.tem. 

We may now pre.ume 9w,t our Commil5Sioner5 are satisfied. 
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that they have before them sufficient material to justify them 
in coming to some general conclusion as to the respeotivtl 
merits of the three diifeFent types of systems they lmve found to 
be in force in e'tisting municipalities; their first consideration 
being, as we said above, to "decide on the general outlines of a 
scheme which (other thing~ being more or iess equal) would belt 
provide for the fullest meaSUl'e of control that the Chairman and 
Vice-Chairman could find the time for." 

Reviewing therefore the three ~ystem~ from this standpoint, 
our Commissioners will presumably oome to some snoh conolusions 
as these:- I 

1. The departmental ~ystem throws 00 much work on the 
('hoirman, and provides so many opportnnitie~ for confusi:m and 
delay on account of inter-departmentni friction, that it is to be 
preferred only in either a very large municipality, in which the 
Chairman (or the VICe-Chairman) i. a whole-time salaried officer, 
or else a small municipahty, in whICh the amount of work to be 
pcrformed by the st:tff is, comparatively speaking, inconsiderable. 

2. The dual system. combining a~ It does to a great extent 
the adyantage~ of the other two ~ystems, is decidedly to be pre
ferred in ordinary municipalities \\h('re the Chairmansht~ is ~Il 
honorary post, provided always that the Chairman is competent, 
and can devote a reasQnable amount of his time to the daily 
rontine work of thl' office. 

i\. If, however, the Chairman either has not leisure enough, 
or is not competent enough, or intelligent enongh, to control 
efficiently the Secretary and the Engineer, and to co-ordinate the 
work of their re.pectiy~ sides-then, in spite of its lnnny disadvan
tages, the one-man or Enginecr-Secret.ary system is to be pre
ferrt'd. 

In the case of our "advanced" municipality we must of 
c:urse a8l!ume that the Chairman is a C'ompetent person, and bas 
the requisite amount of leisure. This being taken for gran¥, ollr 
Commissioners need have DO hesitation in selooting tb~ dual or 
Engineel'oCllm-Secretary; system as the, syatem best suited to their 
wuni4»pality, IlIId, IIsl>\lat flI1fiDin17 the roouirementil or th.. 4; .... 
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of the conditions of ~nCC(>~8fuJ organization, namely, the condition 
of "Control by the Chnirman. " 

Division of responsibility between the Secretary and the 
Engineer. 

The first ('ondition tim_ dispo~('d of, thp Oommissioners will 
now proeel'd to eOl1~ider th!' ~E'cond-th(' condition of "Inter-de
partmentlll check." And a" the dual .ystem has been definitely 
adopted, their first ~tep in thi, direction will nece~sarily be to 
dividc hetwPE'n th{' Recrptary and the Engineer thE' entire amount 
of work connected with th!' p!'rformance'of -ueh of thl' " Duticb of 
th(' l'ommlssloner,;" as tllt'y hn,;1' deddecl to have performerl 
dirpctly"Y the munipipal staff. 

A list of the~1' dutics i- gh pn Oll page 38 and may be re
producl'd. It i, a< foJlow~-EI('etioll., M('('ting_, By-Jaw~, TaM
tion, A.-('ssment, Uollection~, ()orrespondenep, H('cords, Accounts, 
<:on~!'r\ aney, Road~, Lighting, Drainagl', Watl'1"-supply, Con
.tru!'tion, Puhlic M,lrket., l?oo(\ In"pection, Vital Rtatistics, Fire 
l'rcH>ntion, Buildillg Hegu\ations, Hltllli Improvement, Pounds 
:11111 Fl'rries, Burial Urollnd" i'\torrkeeping, and Pro'><'cntioll<. 

:l'Io'v. a, wc haY!' -el'U, office or incloor work i. to bE' the 
province of the bel'retary. pl..crutile or outdoor "ork the province 
of the Enl{illE'er ; and in the cas(' of tIl<' mlljority of the duties in 
the Jist, there clln be no doubt as to the cawgory to which tl)('~ 
may SO\ orally he rpferred. Some ca"e" ho" eVl'r are doubtful, and 
ll111st be oettll'd in nccol'danec with con"idcrations of generul ex
pediency. IJl't us divide up thf' Ibt accordingly into (a) duties 
wholly Ot' mainly of Ull office character; (b) dutil'S wholly or 
mainly ot an executilc character, and (e) duties of a" mixed" 
chnract~r, in which offiel' \\ork und el..pcuthe work are more or 
les.$ equally bnlanel'd. W (' Iohall g(>t threE' Jj"tb :t~ fallows;- • 

(a) OlJiee j)utie8-M('('tillg~, By-lans, Taxation, (~rrespoJl

denee, 'Records, and Accounts. 
(b) E.recutire Duties-Oonservancy, Roads, Lighting, 

prainage, Water-supply, cOnstruction, Public Markets, Foo4 
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&.peation, Vital Statistics, Fire Prevention, Building Regulations. 
Slum Improvement, Pounds and Ferries, and Burial Ground •• 

(c) "Mia:ed" Duties-Elections, Aasessment, Collections, 
Stores, and Prosecutions. 

Giving the duties in list (a) to the Seoretary and those in 
list (b) to the Engineer, let us oonsidell how the duties in the
"mixed" list (c) are to be distributed. 

Electiom-The work connected with a general election or a by
election is not great in quantity; but it is importantfthat the 
preliminary procednre (which covers a period of three months) 
should be very carefully performed, ¥ the slightest irregularity 
renders the election void. This preliminary procedure is entirely 
of an office nature, and there can hillittle doubt that the entire 
responsibility for the conduct of elections should hil 'with tho 
Secretary. 

AS8e83ment-The work is mainly of an outdoor nature, and 
is moreover intimately connected with (and in fact the natural 
sequel of) the work of the Building Regulations department, 
which is a typical Engineer's department. Some municipali
ties however make the SecretaI'} their Assessor, while others 
divide the work among the Commissioners themselves. Neither 
of these arrangements can be approved; the work of valuation 
calls for a certain amount of engineering knowledge and experi
ence, and the Engineer should certainly be the Assessor also. 

Collectimz,-The upkeep of the registers, the writing out of 
bills demand notices and receipts, correspondence and interviews 
with ratepayers, all coroe under the head of office work. The 
actual work of collection is, of course, outdoor work (although ill 
some municipalities a fair proportion of the rate~ and taxes is paid 
into the office direct). But the deciding factor in the case is the 
c]roumstance that the Assessment department Dnd the f'..ollection 
department are natural cheoks on each other. They should there
fore be on different sides of the office, and, as the .Assessillent de
partment has been given to the Engineer, the C'..ollectioD departmeht 
should go to the Secretary. ' 

tStOl""-'Xb~ keeping of the stores re9uired ~ 6le .executive , 



departments would naturally seem to be the business of the En
gineer t but, on the principle that a checking department should 
be on a different Bide from the department it checks, Store-keeping 
must go to the Secretary. 

Prosecutions-Offences against municipal laws and by-laws 
are detected and reported by the officers of the executive depart
ments; and when the Chairman's sanction for proseoution has 
been obtained, the responsibility for putting the cases before the 
Court wiIllie ordinarily with the head of the department con
cerned. Specially difficult cases however, or those which involve 
points of law, will be made over by the Chairman to the Secretary, 
who will examine and report on the evidence, and if necessary, 
employ and instruct a pleader. 

Nevertheless, nine-tenths of the C!lses can be perfectly well 
dealt with by the executive departments themselves; and "Pro
sooutions" should therefore be reckoned among the duties of the 
Engineer. 

Dividing up then these five "mixed" dutil'S on the above 
lines, and adding them to their appropriate lists, the Commis
sioners will get as their final distribution of work between the 
Secretary and the Engineer, the following :-

(a) Secretar.'/8 work-Meeting;" By-laws, Taxation, Corres. 
pondence, Records, Account~, Elections, Collections, and Stores. 

(b) Engineer's work-Conservancy, Roads, Lighting, Drainage, 
Water-supply, Construction, Public Markets, Food Inspection, 
Vital Slatistics, Fire Prevention, Building Regulations, Slum 
Improvement. Pounds and Ferries, Burial grounds, Assessment, 
and Prosecutions. 

Bules of working f1>r the Dual System 

This division of duties between the Secretary and the En
gineer prGvides a framework for the system of inter-departmental 
;check reqni~ by the second condition of successful organiza
tion given above; and the Commissioners can BOW proceed to 
~ in tms framework, and at tlt~ SIlme tiq:le arrange- -litHllltid, 
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the third and fourth eonditions, namely, the condition of the 
"devolution of responsibility" and the oondi~on of the "c0-

ordination of work." To do this, they will have to divide 
up the work of each side into a number of departments, 
and lay down some general rules to govern the mutual rela.tions 
of these departments and, as far as is pacticable, their intero.al 
working. • 

Now the number of these departments is, of oourse, a 
matter which depends almost entirely on the size of the mul;l.i
oipality under consideration; and, as it is advisable to avoid 
particulars and keep our investigations on general lines as long 
as possible, it will be convenient to Aefer discussing the deta.ijs 
of the departdJ.ents and their number and size to the next chapter, 
where we shall find ourselves at last obliged to give our typical 
municipality a definite income and a definite population. 

This however need not prevent us from proceeding to dis
cuss forthwith the mutual relation~ of departments and their 
internal regulation-these being matters which can be dealt with 
on general principles applicable mOf!' or less to all municipali
ties. 

We must suppose then our Commissioners to apply to the 
dual system the second third and fourth conditions of successful 
organization given above, and we must suppose them to check 
their deductions as before by a reference to the practioe of the 
most efficient municipalities. 

This procedure will put them in possession of a series of 
practical working rules which may be formulated somewhat as 
follows :-

RULE I.-The two 8ides of the office at'e to be kept ab.olutel!! 
distinct, and communication between department. on opposite side, 
i, to take place only through the head, of the Itaf!, Of' on linelt 
ik.finitely approved by both heads of the .taff and the. C:m~ 
tJolnmumcation betw$en dep9.t'tment8 on th~ .ame side i, to tai'e 
place only tkt'OtI1}h the head of tlte ataf concerned, Of' on liM' If4i
niulll <WrWoved Inl hUll. 



This rule is the foundation of the whole system, and must be 
observed to the letter. 

RULE 2-The WOf'k oj efJl!r.'1 department is to be under the 
control of one head, who i~ to be held 801e~'1 and entirely responsible 
for the due performance of the routine duties of his department. 

The distinguishing mark of a head of a department is the 
right to report to, and receive orders from, his head of the staff 
direct; and all dealings of his department both with the head of 
the staff and other departments must be conducted through him. 

The " routine duties" of each department must be prescribed 
by the heads of the staff. That is to say, they will lay down 
genE'l'ally what kind~ of cases are t,o be dealt with and decided by 
the heads of the various departments, and what kind~ of cases are to 
be reserved for their own orders. The proportion of the work of any 
department to be considered as "routine" will, of course, vary 
with the character of the department, and the degree of confidence 
placed in its IH'ad, but the general principle ~hould be> to carry 
the devolution of responsibility as far a~ is consistent with safcty. 

N. B.-A head of the staff must be entitled to assume, in 
the absence of any representation to the contrary from a head of 
a department, that the staff of that department is generally 
ad~quate, and that each member of it is working satisfactorily. 
But this assumption will throw an unfair responsibility on the 
head of the department, unless he is given more or less of a free 
hand in maintaining discipline among his subordinates and arrang
ing their work. 

RULE 3-A head of a department submitting the facts of a 

etUe for the order, of his head of the 3taff ,hall invariably make a 
f'eCommendation lUI to the orders to be passed. 

Where this is not insisted on, one is likely to find the greater 
.part of the time of the head of the staff taken up by the actual 
IX).anuaJ iaoour of writing a multitude of orders which vary little in 
their general character from day to day. This is not economical 
administration. In any municipal department at leflst seventy 
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per cent of the work submitted to the head of the staff is of 
a purely routine character, and the head of the department knows 
better than anybody else the orders that should be passed on it; 
in at least twenty per cent of the remaining cases he should be 
able, from his knowledge of orders passed in pre"iouB cases, to 
make a very accurate guess as to the actuail oroer that the head of 
the staff will pa'lS ; while in the remaining ten per ceut of the cases 
in which he finds himself obliged to rely on his own unaided in
telligence, it will certainly do no harm to himself, or anyone else, 
to have his views as to the course to pursue, placed on record. 

The criticism therefore is not well-informed that would make 
it a matter of reproach to a head of ihe staff that he "simply 
initials his subordinate's orders." Properly understood, they are 
,not his subordinate's order- but his own. A head of a department 
does not want his own subordin,lte., to see hi, recommendation~ 
ignored time after time, and vl.'ry Boon learns to recommend only 
what he kno\'\s his chief will endorse, and he will frame his draft 
orders, not in accordance with his own Idea of what is right and 
proper, but in accordance with what he ha., learnt to be the views 
and methods of the head of the btaff. 

N. B.-The heads ot the staft may e~tend this privilege of 
making recommendation~ to selected sudordinate officers of the 
departments with useful r~sult~. Their interest in their work is 
stimulated, they are made to use their brains, and a capable 
man gets a chance of distinguishing himself from the ruck. 

RULE 4--Every officer shall have one immediate luperiOf' to 
whom he is responsible for all his work and from whom he receives 
all hi, orders. 

The art of playing off one superior officer against a.nother is 
thoroughly well understood in India, and an arrangement that 
puts a clerk to work under two heads of departments, or an 
oveNeer to work under two superintendents, renders the responsi
bilityof all concerned uncertain, and is bound to result in'friction 
sooner or Jater. 

In aulDy municipalities this partICular defect of or~ 
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is .ery noticeable. It is only very seldom however, that it will not 
be found pleible to remove it by a re-arrangement of duties among 
the departments; and every municipality should have a s"heme 'of 
its organization system prepareq and kept up to date, so that the 
Commissioners and the Chairman may be able at any time to satis
fy themselves that the existing arrangements conform to this rule. 

But it is no use having a good system on paper if it i~ not 
followed in practice. If, to take a particular instance of not in
frequent occurrence, a Chairman with the laudable intention of 
saving time and trouble, makes a practice of sending petitions and 
complaints for enquiry to the various overseers in the various wards 
direct, instead of through the Engineer and the heads of depart
ments concerned, he is bound to throw the whole machine out of 
gear; higher officers lose something of their sense of responsibility, 
,their authority with their subordinate, is weakened, and any 
routine system of control that may be in operation goes by the 
board altogether. 

To insist on orders and reports going through "the usual 
channels" is not "red-tape," but a ~ign that ono appreciates 
at its proper value a principle of ddmini~tration reeognised as 
IIlxiomatic all the world over. 

RULE 5-For every subordinate officer there shall be prepared 
a detailed liBt of the duties for which he is responsible, approved 

and countersigned by his head of the staff. 
A department can get on well enough without any thing of 

this sort for a long time; but sooner or later, some scandal or 
serious error comes to light, and then everybody throws the 
blame on everybody else, and it is impossible to fix the respon
sibility on anybody in particular. Moreover these lists are useful 
for inspection purposes; they facilitate the general control of the 
heads of the staff; and they sale a lot of trouble when changes 
take place in the personnel. 

RULE 6-Evet'y outdQ(}r officer s/w,ll lceep a foU diM'!) and 

JUW it daily to hi, immeruate 8uperior. 
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It is not easy to keep an outdoor subordinate ,,~g up to 
the collar in the same way IlS one can an office cl~o Bits all 
day under the eye of the head of his department. One elect of 
the Indian climate is to make people, outside the ranks.,: manual 
labourers, find outdoor work distinctly irksome during the greater 
part of the year, while during the two or three hot-weather mOllths, 
qlerely to walk about in the streets cl1'lses them actual physioal 
discomfort. The outdoor officer is therefore always subject to the 
temptation to "lie off" for an hour or so out of thE' sun, instead 
of doing his work; and of course, if he yields to the temptation, 
the coolies he has to look after will do ~e same. 

The only means of ohecking this sort of thing is to make the 
outdoor officer keep a diary, shewing in full detail how he spends 
his time, to test its correctness occasionally by means of local 
enquiries and surprise inspections, nnd to make it very clear to 
him that the discov!¥'y of any deliberate fnlsificatioIt of his diary 
means his immediate dismissal. 

A thorough-going devolution of responsibility on the lines 
indicated nbove requires, of course, the complement of nn effective 
general control by the two heads of the staff. Relieved to a large 
extent of the burden of detail, they will have leisur~ to supervise 
ille working of the machine as a whole, and to satisfy themselves 
by means vf occasional surprise inspections that each part is 
working up to its maximum of efficiency. 

Each hend of the staff must, of course, work out for him
self the system of general control best snited to the clltcumstanoes 
of his particular municipality, nnd it may perhaps be considered 
superfluous to say anything further on this point. It can, how
ever, at any rate do no harm to complete our list of rules by add
ing to it two rules relating to this general control which h8've been 
proved by the praotice of many munioipalities to be of more Or 
less universal application. 

These two rules may be stated as follows :-
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riled and controlled by a 8lJftem oj periodical reports and re
tU't'nl. 

The heads of the staff arrange the system 'for the different 
departments of their respective sides in consultation with the 
heads of the departments concerned. As an example, let us take 
the Sanitary department; and let us snppose that its supervising 
staff consists of one sanitary ill,pector and four overseers work
ing under him, each overseer being in charge of the sanitary 
work of one quarter of the municipal area. Then we may sup
pose that the system of routine control will run on some such lines 
as these:-

Each overseer to submit to the sanitary in&pector: Daily
his rough pocket-hook-his dillry-mu-ter-book of ,weeper
staff-register of attendance of rest of ,taff-register of reports 
against sweeper-staff. Weekl.¥-return showing progress and 
results of prosecutions. lIfonthl.9-statement .hewing progresb 
in slum improvement "ork-stock register-register of notices. 
Ilalj-lJearZ.'I-tools and plant regi&tpr-report on half-yearly 
in~pectiol1 of "improved" slums. 

The sanitary inbpector to 5ubmit to the Engineer: Daily
his diary. Wee.ll.'I-the diaries of the four ovprseers, accom
panied by his own ('o,ering report. Montitl,l/-the "eekly prose
cntion statement., submitted to him by the four overseerb accom
panied by his own covering report-the monthly !.tatement and 
reports (three for each overseer) submitted to him by the four 
overseers, each batch accompanied by his own covering report. 
Half-yearly-the half-yearly registers and reports submitted to 
him by the four overseers, each batch accompanied by his Own 
covering report. 

We may enumerate two or three of the more obvious advan
tages of having some such syotem of routine control working in 
eaeh department :-

1. Neglect of regular duties, or un punctuality in performing 
them, is brought at once to the notice of the supervising officer. 

2. The heads of the staff by getting work of a similar nature 
put up to them for scrutiny at intervals, and in lar~e ma~ 



analysed and ootnment.ed upon by their immediate snbordinat.es; 
instead of ill prOmiscuous daily driblet.q, are better able to "oodify," 
so to speak, the work of the departments by working out rules for 
simplifying and regularizing procednre. It is as. well however to 
remember that these rules should he few, and should be concerned 
with principle, only; nothing paralyses initiative, or prodnces 
" dry-Tot" in a department more certainly than a multitude of 
"standing orders" framed to meet the circumstances of parti
cular cases and requiring constant alterations and additions. 

3. Comparison of the work of one man with that of 
another in the sa~e line, or of one 9an's work during a certain 
period with his own or hIS predecessor's work during a plcvious 
period, has much virtue in promoting efficiency. Suppose for in
stance-to take the Samtary department again-the periodical 
register~, statements, &'c., shew that overseer A gets through his 
work more promptly than the other three, that OVElrseer B has his 
coolies more in hand, that overseer 0 keeps his cattle in better 
health, and that overseer D IS more succe~sful in prosecutions : 
then it should not be dIfficult for the sanitllTy inspector and the 
Engineer, by ma1.ing careful and intelligent enquines into the 
methods by which tht' good re~ults were obtained in each case, 
to gradually" screw up "efficiency all round until the work in 
each circle attains A's standard of promptness, B's standard of 
discipline, O's standard of cattle management, and D's standard of 
success in prosecutions. 

Oodification of procedure, and the use of comparathe results 
for the purpose of screwing up efficiency, are of course common
places of business administration everywhere. But in municipal 
administration their importance is apt to be lost sight of; in the 
absence of the stimulating effect of competition, supervising 
officers are inclined to get into grooves, and to confine their ener
gies to passing orders on particular cases as they come before 
them. 

'kULE 8-The arrangement. for tlnturing that tM orrI,er,ol 
mpenor~, e.re ~Ity carried out mUlt be effectual. 



1. 
Thill also sounds like a commonplace, to be taken for granted 

in el'ery system of administration. But anyone engaged in ad
ministrative work in India will know to his cost that this is very far 
from being the Q&Se-his experience having taught him to place 
in the front rank of his many difficulties and trials-the exaspera
ting tendency of his subordinates to come to a halt just on the 
wrong side of performance. He will have learnt too that the 
East has its own way of doing things, and resents being hustled; 
and that the remarkable vis inertilll immanent in an Indian office 
can be overcome only by persistent driving on the part 0,£ its head. 

But whatever amount of "driving power" a head of the 
slaff may possess, he 1lannot feel certain that no order of his 
is being " hung up" in the office, or is being rendered futile by 
the neglect of some trifling bnt necessary detail, unless he insists 
on his staff" working to dates" whenever the work permits of it ; 
oompliance being sE.'cnred by a system of register-keeping which 
traces from start to finish every stage in the execution of each of 
his orders. And whatever may be the arrangements he makes 
for this purpose, it is essential that they should be adhered to with 
the utmost strictness: every subordinate must be made to realise 
that to omit to mak!' an entry. in a regi&ter is a serious mis
demeanour; while should a date have been fixed for fhe ~ubmission 
of a report or not", or anything of the kind, to omit to put up the 
papers of the case on that date, whether the order has been carried 
out or not, amounts to a heinous crime. 



CHAPTER V 

Organization scheme for a ',}rge municipality. 

A typloal city munlllpa11t7-lIua ... ted lOb.me fop the "OI'8ta.,.'alllle
Sq •• ted labame tor the BatrlDMl'" lallt. 

A typical city munioipaUty. 

The Commissioners havejnow reached the .nnal stage of 
their task of organizing their staff. Th!'y have complied with 
the fir~t four conditions of su{'c"~sful organization enumerated at 
the beginning of the last chapter by adopting the dual tlystem 
and formulating the rules necessary for it~ successful work
ing. What remain~ for them to do i" to difl:erentiate the various 
departments, framing their con.titution in conformity with the 
labt tv.o of th" six condition', mllUol}, the condition of "udequate 
~taffing" alld the condition of "ela-ticity in th" staffin.g arrange
ments;" or in other word~, u' we oaid above, ,. dividing among 
them ill acc~rdance with their relative importance, the men and 
money they are able to provide." 

Hitherto our typical town ha!> been dealt with on general 
lines as "a large municipality of an advanced type." Now 
however this is no longer feasible; we cannot attempt to fix 
the number of departments, and discu,s them in detail, until 
we have provided our municipality with u definite income, and 
made some more or less definite assumptions with regard to 8uch 
other factors of the problem ab the situation of the town, the 
~ize and density of its population, its system of taxation, and itll 
",ater-supply. To do this, let U8 take the statistic!! of the 
twenty largest municipalities in India. They will giv. us l1li 

average population d Itbout 1,'5,000, and an incidence of .u
tiOll ranging from Rs. 2-8 to Re. 3 per head of popnlltiOD per 
&DJiUm. So we shan be conforming closely enough ~ ~ OQII. 
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mtions if we give our Oommissioners a community of 1,50,000 
persons to provide for, and an annual income from all BottrCel of 
Rs. 4,50,000 to do it with. 

We shall also be conforming more or less to average actual 
conditions if we assume, with regard Lo the other factors mentioned 
abo;'e, that the town is situated in the plains, that its population 
is mainly urban, that its system of taxation is based on rental 
values, and that its inhabitants are supplied with filtered water 
at the rate of eight to twelve gallons per head per diem. 

The task before our Commissioners iH therefore to decide 
what departments it is necessary to provide to carryon municipal 
work in a town of thih description, and what, ~taff it is necessary 
to give to each of these departments, in order to get the best 
va.lue out of thE'ir four and a haH lakhs <Yf income, in the way of 
promoting the health, &afety and comfort of its inhabitants. And 
they will find that heforl' tlwy can feel jm,tified in deciding on 
the relative importance to the community of the various kinds 
of municipal serviceR, and in allotting the funds and men neces
sary for the perfornmnc(' of each such servic!', they must inFtitute 
searching enquiries in many directions, work out pia borate cal
culations of cost and yalu!', and weigh and discuss manyalter
native policies, checking each :;,tage of their deliberations by 
reference to the actual experiencc of their own and other muni
cipalities. 

It would, of course, be hopeless for Ul! to pretend to follow 
the8e investigations step by step. What we can do, however, is 
to assume that the Commissioners hat't duly enquired, calculated, 
discussed, and checked j and that as a result of their labours they 
have obtained the particular scheme of organization that is best 
suited to the circumstance~ of a town of the description given 
above. We can then take the scheme as it stands, and "work 
bankwards "from it, 80 to speak, discussing it department by 
departm~nt, lind explaining, a~ we go along, the calculations and 
~nsiderationb 011 which the departmental distribution has been 
based. 

Such a scheme hM been prepared in two parts-one ~ 
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the Secretary's side of the office, and the other for the Engineer's 
side. Each part will be found below at the end of the section to 
which it refers. They have been printed on double pages, the 
inner halves of which have been left blank in order to allow of 
their being referred to when reading the explanatory notes now 
to be given. 

Let us then deal first with the Secretary's side. 

Suggested scheme for the Seoretary's Side. 

[For ,cheme .ee below, opposite pa.'l6
f 
80.] 

The scheme show~ the staff neces,ary for the performance 
of the nine duties noted on page 66 abovE' It, fulling within the 
province of the Secretary, triz., Meeting., By-laws, Tuxation, 
Correspondence, Records, Accounts, Election., Collect:ion~, and 
Stores. 

Let u, examine it in detail, noting d<'partmE'nt by depart
ment the duties of the principal officer' and thr calculationR on 
which the ,trength of the -taff has \J('en hased. 

1. General Department 

lJead cl~A'-General superV)~10n; ~pecially responsible for 
the maintenance of files containing Government circular orders 
and Chairman's standing orders; attends General Meetings 
and snb-committees in the absence of the Secretary. 

Four clerk,.,... Work in this dE'pl1rtment is of so varied a nature 
that it is rather difficnlt to find a hasis of calculation for the 
number of clerks requirrd. The best basis is perhaps the number 
of letters issued and received. It is calculated that there should 
be one clerk for every 750 letters issued or received per annum. 
Estimated number of letters 3,000, (1,500 issned, 1,500 received). 
Registers kept are, (i) Register of letters received, (ii) Register of 
letters issued, (iii) Sorting register of cnrrent corresponden~. 

Petitioo clerk-Petition work only. Basis of calculatiolt 
1,500 petitions per ~ per annum. Estimated 1l.11mber 8,000. 
r.m. .,111d.es .Aaenment petitiQI1S, 
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ReoojYi-ktpe1'-Keeps following registers--(i) Record.room 
register, (ii) Register of deeds and documents, (iii) Sorting register 
of old correspondence, (iv) Tnde" rew.ter of building petitions. 

II .t.OOOUllts Department 

ACClnmtant-General ~upe\"Vl'lOn; specially re"ponsible for 
the preparation of periodical .,tatement., and returnR, the Budget. 
and the Adminstration Report: attend~ the Government Auditor 
when preparing Audit report. Draft- all correspondence connected 
with his department. 

pive AAsistant AccountantR-B~i~ of calculation Rs. 1,00,000 
of expenditure per llIan per annum. E~timntRd e'i:penditure Rs. 
fl,UU,OOO (Ra. 4,50,00U Hevenu(' and It •. 50,000 Loan). Their 
work is the keeping of the thirty or forty legisters prescribed by 
the Account Rnle.,. 

Engineer's AccO'untant-Deal, ",ith all accounts co~nected 
with the Enginepr\ ,ide; check., ('ontractor~' hill." workshop 
accounts, and all register., kept b) officer. under the Engineer 
(nine altogether); kecp; all st.unp account.." pa~Oe., work-bills, 
and write~ completion certificate-, and draft., Budget cbtimatcs 
and annual report. for the Engin('er . 

.. OoUeoUon Dep&l'tQuoDt 

Ta.1:-collector--General .,upervlSlon; authorized to carty on 
rontine correspondence with ratepayers; personally grants 
receipts for all taxes paid into the office. 

Collection h18pector-Supervises the outdoor work of the 
bill-collectors. Special dutie~: (i) to eAplain to ratepayers 
challenged entries in their bills j (ii) to personally execute war
rants in "difficult" cases j (iii) to make local enquiries for the 
purpose of checking reports ~ubmitted by Lill-collectors on (a) 
" irrecoverable" warrantl!, (b) holdings to be sold, ( c) holdings not 
in exijltence, (d) new and improved holdings j (iv) to make 

local enquiries iu all mutation cases. • 
FilUm Bill-collectort-Basis of calculation, 1,000 bills per 

man per quarter. Estimated number of bills 15,000 pel' quartA;tr. 



They serve bills, and notices of demaod. and es:ecute warrant..; 
also submit quarterly lists of non.existent, new, and improved 
holdings. ' • 

Stf!t!n Clerks-Basis of calculation 2,000 ratepayer. per head. 
Estimated number of ratepayers 15,000. Their chief work is W 
oheck in detail the work of the b$.oollectors, and w keep up 
abont sixteen registers prescribed by the Account Rules • 

... Ouh DepartDl8llt 

Ca,hier-Rooeives all mon€'y, and grants receipt.!; paye out 
all cash, and keeps vouchers; keeps fQllowing registers-(i) Cash
book, lii) Register of permanent advances, (iii) Oourt-fee account. 

II Stores Department 

The basis of calculation is Rs. 50,000 worth of stores per 
man. EstImated annual value of stores consumed is Rs. 1,00,000. 
The store-keeper and his assistant prepare the orders for all 
articler, purchased through contractors, v.eigh, measure, and store 
them, granting receipts; also check indent~ from departments, 
and issue stores daily. This department keeps eight registers and 
ledgers in all. 

8. Law Department 

Munie-ipal Pleader-Gives his opinion to the authorities on 
all Jegal matters, conducts all cases in CiVil and Revenue Courts. 
and specially difficult criminal prosecutions or cases for breach of 
the by-laws. Estimated number of cases 200, viz., suits for 
realization of arrears 150, regular civil suits 25, criminal and 
municipal prosecutions 25. The municipal pleader is, of course, 
not a whole-time servant. He gets a monthly retaining fee phil 
a .fixed amount for each case in which he is employed. 

Law Cterk-Writes out plaints aud written statements, re
ceives and deposits all money dne to the munioipality flom the 
cou.rts, takes copies of deeds, plans IUld other· documents from the 
courts and public:: offioes, keep. aeceuuts of imprest cash ADd cd
V-OQ$~ .nd ~1 ~ looks after" cases before ~ ecmrt., . 
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susgeated scheme tor the Bngineer's side. 

[For ,cheme, lee below, opposite pa[!e.90.] 
The scheme shows the staff necessary for the performance- or 

the sixteen duties noted on page 66 above as falling within the 
province of the Engineer, viz., Conservancy, &ads, Lighting, 
Drainage, Water-supply, Construction, Public Markets, Food Iu
spection, Vital StatistICS, Fire Pre, ention, Building Regulations, 
Slum Improvement, Pounds and Ferries, Burml Grounds, Assess
ment, and Prosecutions. 

It will be seen that he has a large staff to control-about 
1,450 persons altogether. The chief point in connection with 
the organization of this large fone is the distribution of res
ponsibility among the head~ of dep..trtments; and some explana
tion of the sy~tem of distribution adopted in the scheme may be 
given. 

1. Eleven separate heads of department~ are provided. This 
gives almost too large a number of officers dealing directly with 
the Engineer. However, it IS difficult to see how the number can 
be reduced, Without combmiug two or more departments under 
an addItIonal officer of ouperlOr statu" who.!' pay would, of eonrs!', 
be a considerable Item lU the !',tabhshment charge •. 

2. The Construction department is kept entirely separate 
from what may be called the "routine" and "mamtenance" de
partments. Thi. IS an important pomt. E"perience shews that 
where both construction work and routine work lire given to the 
same officer (the Assistant Engineer for example), routine work 
makes so many and such urgent calls on hl~ time, that the cons
truction worI..-especially those parts of it that do not &hOtC, snch 
as the preliminary snrvey, and the working out of engineering 
details-is likely to go to the wall. 

3. Water-supply is dealt with by two separate departments. 
This is \lnavoidable. Where, as in most towns, the intake is some 
miles away from the· distributing centres, a single officer cannot 
supervise the whole work satisfactorily, unless, of oourse, he is 
appointed as all qdditioT! to the staff sqewn in tlw sqbeme 
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1 Keuenger 
I Bookbinder 
1 Record k •• per. { Bookbind.r 
1 Office caretaker 
8 l{ouengerll 

II Aocount. Department 

{ 

J AI"at8tant Accountant. 
1 Fugltlaer Ii Accountant 
1 \loIIJ8cngcr 

III Oash Department 

{
I Hank Messenger 
1 Mcs.enger 

IV Oolleotlon Department 

{

I luspector 
7 Clerks 
1 M('ssetlger 

{ 15 BiU Coll-adore { 15 Messengcll 

V Store Department 

11 merk. 
,,1 Bookbinder 
\. 1 'M.elllenger 

V'I Law Department 
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4. The six remaining "rolltine" dllties, namely. ~Il)en\ 
Building Regulations, Roads, Conservanot, Drainage, a'lld Light
ing ·~re divided among three departments-Assessment Buildi.n.g 
Regulations and Roads going to one department, CoI1S$1'V&l1o,1 

and Dl'Jinage to another, and Lighting to a third. • 
The reasons for this arrangement IIl'6 as follows :-
(a) The Assessment and Building Regulation department. 

are closely connected ; it is obviously desirable that the oiJ1cer 
who scrutinises the plans of :l new building, and watches it. erec
tion, should make the valuation of it when it is finished. More
over, in view of the pecuniary inwresh involved, it is desirable 
that thls officer should hold a high position in the staff, and be at 
least as well p'lid as any other head of a dep'lrtment. Bnt the 
assessment aud budding regulation work taken together would not 
provide a ~ufficient amount of work for an efficer of this stamp. 
Some other responslble work must be found for him; and it haa 
been found in practice, that the road-repairing work,. i.e., the 
supervision of the work of the road overseers, is the most suitabl~ 
in this rl'spect, and fits In best with his other duties: 

<b) In Pre~ldency towns and some of the larger municipali
ties, It is the practice to divide up the sanitary dutie~, viz., oon
~ervancy, drainage, street-cleanmg, &c., among two or more 
dIstInct departments. All this work however is of muoh the same 
general character; and in practICe, it r~ not always easy to decide 
whether a particular duty falls within the prOVInce of the Health 
Officer, the Uonservancy Impector, or the Distriot Engineer 
In an ordinary municipality, It will probably be found that the 
best way to prevent friotion and the over-lapping of authority, 
and to fix responsiblity, is to bring all these duties together, and 
make them over to a single department, as has been done in the 
scheme. 

(c) It will be sean that the head of the Miscellaneous depart
ment is called the Lighting Inspector. The lighting of ~e town 
is his chief duty ; but he will also be called upon to perform 
various other minor duties, suoh as the supervision of po'lfnds and 
ferries? burning glJ4t, and burial grounds, the ptepara~n of 

II 
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vital statistics, and the outdoor work connected with the granting 
of the various licenses for which fees are paid to the municipality. 
These miscellaneous duties are often entrusted to the Sanitary 
department, but that department has quite enough to do in attend
ing to its own special work, and should he relieved of everything 
else if possible. 

5. In some head-quarter municipalities the Food Inspector 
(who should, of course, be a qualified medical man) works under 
the direct supervi~ion of the Civil Surgeon. There doe~ not seem 
to be any valid rea~on for violating the fundamental principles 
of municpal administmtion by thus dividing respon.ibility and in
troducing an authority who i~ not accountable to the ratepayers.. 
It b m no way derogatory to an A8,i~tant Surgeon to work 
under thE' order of an expeTienced Engineer, and a~ a 
mattE'r of fact, a Food In~pector, unle;,s carefully controlled, 
is apt to be overzealous, and to caU'le hardship to the public 
by setting up unneces_arily high standard~ of food-purity 
and market management. It is therefore desirable that the 
ordinary procedure should not be departed from, and that 
the Food Inspector should "ork under _orne officer, who (paid 
or unpaid) is responsible directly to tht' Commissioners, and 
through them to the ratepayer.. Moreover, in municipalities else
where than at head-quarters of district-, bup<>rvi'>ion hy the Civil 
Surgeon is impossible. 

Now let us take in order each of th(' d('partments shewn in the 
scheme, as we did in the case of the scheme for the Secretary'. ~ide. 

1. Qene1'&l Depal'tment. 

As in the case of the corresponding department on the 
Secretary's side, the number of letters issued and received is taken 
as the basis of calculation. The staff gh en i. ~uffieient t.o dt'al 
with l~OO letters (600 is~ued and 600 received). 

I. OODstrIlot1on Department. 

Deals with construction work only. It is assumed that t4e 



municipality is car~ying out a large scheme 01 ilrainage, or water
snpply, or both. If no such scheme is in hand, the department 
will be abolished altogether. The staff is provided for an esti
mated annual expenditurE' of, say, Us. 50,000 a yeai' on origin.l 
construction work. 

The minimum qualification for the Assistant Engineer should 
be that of an upper-grade subordinate. 

8. Wa.ter 1Utertns II> Pumping Department. 

The staff is provided 'for the filtering and pumping of 1,50,000 
gallons of water per diem, which is assumed to be effected by 
two engines consuming ou the average three tons of coal per 
diem. The Water-works Superintendent should be a trained 
mechanical engineer. The fourteen coolies are mainly employed 
in spreading and washing the sand for the filters. 

4. Fl1tered water Distribution Department 

The st.tff is proviueu to ueal With ten miles of rismg main, 
and forty-five miles of dbtnbutory pipes. The work of the de
partment is as follows: laying and shlftmg of pipe,,; supervision 
of the work of the plumbers uealmg with private connections; 
attending to and repaIring leaks and burst; ; up-heep of reservoirs 
and hydrantb ; detection and provention of waste; recording of 
metre readlllgs ; detection 'and prosecution of offenders against the 
laws and by-laws affecting water-supply. 

The minimum qualification for the Water-works Inspector 
should be that of an upper-grade subordinate. 

5. Bulldms Regulation a.nd All_amant Department. 

'. As noted above, thIS department is responsible for (a) the 
assessment of the town, (6) the regulation of the building of 
houses and huts, and (c) the construction and repair of roads. 
The staff has been provided in accordance with an estimate.of (a) 
15,000 huldings, (h) 400 building petitions for new and improved 
holdings per annum, and (c) 40 miles of roads. 

BuildinU Inspect(1/' aJUl A86j,tant .AuUf07'.-DeaLt with aJ1 
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ueessment work, enqniring personally into all a~ent petitions, 
inspecting, measuring, and valning new and improved holdings, 
inspecting vacant holdings, and checking warrants returned as 
non-realizable by the oollection department. 1'8 in general charge 
of building of houses and huts, making personal inspections 
before approving plans and sites, and periodically inspecting 
holdings in course of construction; also in general chnrge of 
petty construction and road construction and repair, person
ally checking all estimates and bills submitted by the road over-
!!eel'S. , 

The minimum qualification for this post should be that of an 
upper-grade subordinate. 

HeM Clerk.-Responsible for the whole of the clerical 
work of the department; abo responsible for preparing for the 
oollection department in triplicate every quarter 15,000 bills 
shewing the demand for holding-rate, lighting-rate, water-rate 
and latrine-fee. This department keeps the eighteen assessment 
registers prescribed by the Aecount Rules. 

Road Overseen-It will be -een that the division of work 
between the two overseers i~ made by area, and not by dutiel. 
With the latter method, i.e., one overseel in charge of the building 
work and the other in charge of the roads work of th~ entire town, 
a good deal of time would be wasted by each officer in getting 
about from one bnd of the- town te the ~ther; moroover for four 
or five month8 in the year the" roads" officer would have practic
oJ1y nothing to do. 

The duties of a road overseer are as follows: supervision of 
nIl work on roads including construction, renewal, and petty 
repair i keeping of the road-charts and preparation of annual 
road statements; road-watering; preparation of plans and tis
timates for culverts and other petty works, and supervision of 
1;)leir construction i preparatIon of preliminary surveys for buil~ 
ing an,d aSS6&!!Dlent work; supervision of private huildings and 
huts under construction ; preparation of pillns fOJ; land aoquisition ; 
general charge of all public buildings, flNa" tanks, gardens and 
aq~8 in hia diyiaion. 



e. II&IIJ.W.l':y Departmeat. 

It is assumed that the bullock-cart system of .conservancy 
is in force, and that the drainage system is mainly "kuteha." 
With a population .,f 1,50,000 it may be assumed that there will 
be 15,000 private privies, 18 public latrines, 6,000 sullage-water 
cesspools and, (as noted above) 40 milel! of roads and streets. 

Sanitary Inspector.-His main duties are the supervision of 
the work of the six sanitary overseers, and the maintenance of 
discipline and efficiency among the very large labour force for 
which he is responsible. Spooial duties: the working out of plans 
for the improvement of slums; the taking of measures for dealing 
with the owners of insanitary tanks; the maintenance of ~tock, 
tools, and plant; the monthly payment of the sweeper-staff, (he 
must be present throughout) ; and the preparation and submission 
to the Engineer of the draft Budget of his department. He should 
be an upper-grade subordinate. 

Sanitary Ot'erseers -The town has been divided into six 
circles, ettch under an overseer. Each overseer therefore will on 
an averago look after the. sanitary requirements of a population of 
25,000; and will deal with 2,500 private privies, 3 public 
I.ttrines, 1,000 cesspools, and about 7 lllile~ of roads and drains; 
this being the basis on which the menial staff has been calculated. 

His main duties are tho~e connected with the collection and 
removal of night-soil, sullage, and rubbish. Summarized shortly, 
they are as follows: to take early morning muster of sweepers, 
and distribute their work daily; to arrange for and supervise the 
cleaning of public roads, lanes, side-drains, ditches, channels and 
outfalls ; and to arrange for the removing of trade-rubbish, and 
the cleaning of public and private latrines, privies and oesspooIs, 
and the disposing of sullage and night-soil at the sullage-filters and 
trenohing-grounds; also to inspect all trenching-grounds, sullage
filws, incinerators, septie tanks, and skinning-platforms. Besides 
these conservancy; duties, he is responsible for inspecting aad 
reporting upon encroaehm~ts, dangerous buildings, dangerous 
and inaniiary tank., insanitar, dairies and stables; he an'anges 
for the killing of stray doge, and the impounding ot --I 'edtlfJ J 



"he.is re~ponsibte'fQrAle pllb1i()ation.of~ iiQ~&l;1'ht.f·,~ to be 
published by peat 0( "tlrum ; and - h~ pl'osecntest offenders' against 
th<llaws apd by-laws affecting sanita*m," ',.. • 

His minimum qualification should be tbt IIf ii"~\)'er-gtade 
subordinate. • 

Peons.-Each overseer has under him on 'an ave;.age tour 
peons, whose duties are to supervbe in detl!il tRe work '4 the 
menial staff. The average circle will be divided inte two sub
circles, in each of which there will be two peons, one in charge of 
the night-soil and sullage worker~, (average number in each sub
circle being 50 night-soil workers, 8 night-soil carters and 8 
sullage carters); and the other in charge of the rest. (average 
number lU each suh-circle being 8 drain coolies, 5 wheel-harrow
men, 6 sweeping coolies and 4 rubbish carter;,). It is necebsary 
to make this diVision between the worl, of the peons, hecause the 
night-soil work begins before d,ty-hreak and is practically Qvpr by 
noon; while the drain-cleaning and ~wepPJllg work goe~ on all 
day. 

1'renchmg-ground stajf.-T" 0 trenching-grounds provided for. 
A trenching-ground will IMtm,tlly be in general charge of the 
overseer in who~e circle it lIPS. Kwh trenclllng-glOnnd i~ 1U direct 
charge of a Jemadar, who re,ides on the gronnd and is generally 
respom,ible. The trenching-clerk attends from day-break up to 
noon, to check the uumber of carts and buckets hrought to the 
trenching-ground. He is independent of, ,lIld, in ~ome measure, 
a check on, the Jemadar • 

., MiBcal1&11eOUB DeplU'tment 

As noted above, this department is tesponbihle for the light
ing of the town, the control of burning and hurial grounds, cart
registration, and all work in connection with the various kinds of 
licenses with the exc('ption of the actual collection of the fees. 
It is assumed that the main streets of the town (say one-third 
of its area) are lighted hy 450 gas lamps under contraot with a 
gas company, the rest of the town being lighted by oil-lamps 
under the direct management of the Commissioners. 
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1'h~ ~~ bee;r pr9vided for atl estitn.at.e o£ 450 oil lamps, 
250 carie: .,Ild 900 licenses, (h6rses and ~triages 500; stables, 
dairies, 60./ M6 ; dangero. and offell!live tJ;ades 40 ; priute 
marklets 10). 

< LtghtiW Inspector.-Generally snpertises the work of the twa 
overseers. \ Special duties-strictly supenjses the gas-lighting 
aI'mniements with the view of reporting any £ailure on the 
part of the gas company to carry out the terms of its contract; 
receives oil from store ; personally enquires into petitions and 
cQmplaints with regard to lighting rec€llved from the ratepayers; 
makes occasional rounds of lO.,pectipn at night ; personally rE'gis
ters cart~ lind rE'ceivf's regi,u,ring-fees ; carries on routine corres
pondence wIth the public with rl'gard to licen~es. 

Lighting Overseer.-A night officer. Supf'rvi~es the work 
of the lamp-hghters, (30 hmps to each man). He checks the 
amount of oil given to the lamps and is re~pon~lhle that they are 
lighted, put Qut, and clpaned at the proper time; keeps an aooount 
of all burner~, chlmn('y~, and pot~ i~sued; goe~ on rounds of in
spection every night. 

LICense Overseer.-As regards licensE'S, his work is chiefly 
of a detective character, i e., he makes regular ronnd~ with the 
object of discovering case~ in which the t.'lking out of a license 
is being avoided; conducts license pro~ecutions in the conrts ; 
inspects all burial and burning grounds daily, enquiring into 
complaints made by the public, and collecting death figures. 

Clerk.-Does all tho clerical work and keeps all tho regis
ters of the department. Specially responsible for writing out all 
licenses to be _ent to the Collection department for collection of 
fees. 

S. 06ttle DeP&1'tment. 

The muni.cipality is assumed to keep 200 buffaloes (for the 
night-soil and snllage carts). 50 bnllocks (for the drain~leaning 
and rubbish carts), and 20 ponies (for the watering-carts), and the 
staff has been provided accordingly. In order to avoid unneeea.. 
sary length of I' lead," at least two cattle-yards should be lli'oli4e4 



-one ill "A" division and the other in" B" division~h of 
which takes b~ the staff. This department is responsible for the 

"housing and feeding of the {l8.ttle, and for keeping them ill health; 
the animals are acto.all), worked by carters belonging to the Sa
nitary and Roads departments. Owing to this arrangement 
(which considerations,of caste render necessary) one of the main 
dnties of the department is to make a strict daily examination 
of the entire stock with the view of ascertaining whether they have 
been over-driven or maltreated. 

Superintendent.-Should possess some veterinary qualifications, 
and have had experience of handling unskilled labour. Super
vises both oattle-yards, and maintains discipline and efficiency 
among the ~taff ; treats SICk animals and segregates them when 
affected by contagious diseases ; prepares daily fodder indent on 
the store-keeper ; takes early morning muster at one or other of 
the yards, and distributes the animals among the carters : takes 
evening muster at one or other of the yards, and examine~ the 
condition of the animals returned. 

Yard Jemadar.-In general charge of the yard. Receives 
fodder, &c., from the store-keeper, and is respon~ible for seeing 
that all the animals in the yard are fed, watered, groomed and 
littered down; takes morning and evening musters in the abscnee 
of the superintendent. 

Assistant Jemadar.-A night officer and in general charge 
of the yard at night. Takes night mustl'r (8ee below under" Oon
servaney ") and distributes animals, receiving them back in the 
early morning. 

Eighteen cattle-men.-About one for every fifteen head of 
cattle will be found ~ufficient. They look after the buffaloes and 
Qullocks, feeding, watering, and washing them, and k!'leping the 
sheds and enclosures clean. 

FlYUr sycea.-Do the same for the ponies; one syce for every 
five po~es will be found suffioient. 

The staff is pro'fided for one municipal market 1Vith slaugh*" 
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er-MU8e attached. '.l'N! market revenue is smated at •• "}Ii( 
monthly (Rs. 600 sla~hterillg-fees aDd Rs. 4:00 stId~). 

Ma'l'J.:ee Supwintlmdent.-Should reside on the premises. l'Ir 
general oharge of the market; colleots stall .. renfs and •• ter.. 
ing-fees ; inspects animals brought for slaughter ; classifies ABet 
stamps the meat, and is responsible fot the quality of the f.QGd.. 

supply generally; investigates all complaints made by the 
puQIio. 

Market.keepef'.-In general charge of the municipal property 
in the market, and preserves order. ' 

Peon.-Works direotly under thfl quperintendeat, lind RBSists 
him in oollecting fees and rents. 

to. 11'004 Inspeotion Depal'tment. 

Food Inspector.-Makes daily rounds of inspootion of markets 
and shops, seizing unwholesoml' food and drink and proseouting 
vendors in the courts ; perform~ analyses when necessary. Directs 
operations of disinf!'ctinj! gangs in epid!'mics ; Rnd when ordered 
by the Engineer examines lind reports on particular insanitary 
tanks, catohpits and drains. Exftmine~ mediclllly municipal officers 
entering the service or applying for ~ick IOlwe. 

The mimmum medical qualification for the post should be 
that of a Licenciate of Ml'dlCine and Surgery. 

II I'1re Brtpde Departmeat. 

Supe1'intendent.-Responsible for the training and discipline 
of his force of firemen, and for keepiug eugines, pumps, etc., in 
a high state of efficiency. His arrangements m1l8t enaure the 
whole effective force being brought promptly to the scene of any 
fire at any hoor of the day or night. 

The number of fires occurring in the year may be estimated 

"' at ten. 

Our Commissioners ha1le now completed the task they set 
themselves in Chapter V. They have worked out in fuD detail A 

~erne of orgauLtation which SIIotisfies all the six OOI1diYions 

n 



The Indian Municipality. 

~nIa.ted in that chapter; and which besides admits of the 
application of all the eight working rules which we have found 
to be neoossary for the translating of these oonditions into actual 
practice. 



, 
.; 

l" ...... ":)" r ,£. ;1 
~ .. ~--.. 



Bs..." OLDk " 

WATJIlR,WORKS 
DENT. 

ENGINEER'S SIDE 

I. General Department. 

{

I Clerk. 
.' ,1 Blll checker. 

1 Meuenger. 

n. Oonstl'Uetlon Department. 

{ 

{
2 Me •• eng ..... 

2 Clerkl of Works.. 2 Oool1ea. 

•• {I Draughtlman 
1 Surveyor.. .. 

1 Leveller .. 
"j I Tracer. 

1 Chainman. 
•• 4- Coolies. 

nI. Water·fllterlng & Pumping Department. 

~ ~~kr:~n. I
I Door·koopor. 

~ Graasers 
SUPER1NTJ::N' 2 Asstt EQgl110ers .. {2 Firemen 

5 Cleaners. 
1 Bla.cksmith. 
2 Filtermon. 

14 Coolies. 

c •• { 4 Coal trimmers. 

IV. 1I'1ltered water D1etrlbutlon Department. 

W.AT.lB.WOBKS INSPECTOB ., 1 Sub·lnlpector .. S Coolies. 
, { {2 Pipe-layers. 

1 Messenger. 

V. Building Regulation & ABlla.amant Department. 

Head Olerk 
{

4 Cl.rk •• 
'. I rr .. d BiJI·wrlter .. { 4 Bill·wrlt.n. 

\

2 Ofllce H .... ngero. {25 CooII ... 
sa.rte .... 

1 Road Overseer &. 2 Road Foremen .• 4 Bullock, rollor drI,,' 
Building Survey- verso 

I or" A" division. • 12 Wa.terlng cart !Irette. 
1 Stea.m roller driver. { 1 Fireman. 

B~:.~;'l":.~~~. ""1' { {2! ~=:rr1". 
2 Rood ~'oremen .• : go: cozt.drI,,-, 

I Road Overseer " 12 WateriDg cart 110M. 
Building 811rve1~ { 1 Blacklmith. 
or " B " div1aion. ' 1 Rtvetter •. 

1 Workshop Overseer lOarpentor. 

I I Hammermau. 
I Bollow. boy. 

~ I DraughtmnaD .. {l Tnce' 



HtaiU of Dtparlm."t •. 

S'&'NJ'I'ABV I.NBP!CTolt 

L1GDTINO IN,.;rEoToR 

CATTLE SUJ"IU\INTENUJ.NT 

RNGINEER'S SIDE.-Oollcld. 

VI. SaniaJ')' Dep&l'tment, 

{

l m.rk. 

.. 60veroecrJ 

{ 

{

too DraIn 00011 ... 
60 Wh .. l·barl'cwmen 

24 Peons . . ~g ~~ttS!:g~~· 
" 6gg ~i'~t':,'i'l.c_,". 

2 Trenching ground { 00 s:. cr.rtero, 
J ('madara. . 73 Sweepera •. 

2 Tally Clerks .. { 2 MeBleDgtlrI. 

VII. Miscellaneous Department, 

(

IOlerk' • 

{ 

15 T.ampli,llhters. 
1 Lighting OVCI'BVcr. 1 Tinsmith. 

. . 1 Messen,;rer. 
2 Durning ground rogiatrars. 

1 License Ovorseor. { 1 Burial ground regiatrar. 
1 MelJsenger. 

VIIl. Oattle Department. 

{ { 

:>. AHsistant Yard·jcmadarfJ. 
18 Cattlomen. 

.. 2 Yard Jcmndars " 4 SYCCfI. 
2 WHter.carrters. 

> 2 Messengers. 

IX. Municipal Market Department. 

{

I SlaugbtermAu. 

{
I Water-carrier. 

)lUK'tT SUPBRJI'ITENDEN1' , . i Markct·koOI)cr .. ' 2 Sweepers. 
10DOly. 

1 Poon. 

X. J'ood Inspection Department . 

.. {20001l ... 

Xl. Pin Br1pcle Department. 

{

lllllgtnc driver. 

Jl'lal.: ·BtU04DISvpltn,tanostlT 4.Lesdinll Firemen. { ]5 Ftl'tmen. 
1 Driver. 
aST""'!' 


