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should be officially transferred to the latter departmentt; before
the issue of such orders, except when the Eecretary of" Btate
for India is to be addressed. No official action should be taken
in a department on other than official ‘receipis.
Non-officials should not. as a. yule, be supplied with

copies &f official documents. '

27. Docamepts intended for official ‘record’ should always
be communicated officially.

§ 2.—Treatment of * cazes.

28. *Cases’ are of varying degrees of nrgency, according
to their nature, and are’classified as—

I.—Ordinary. IT1.—Urgent.
IT.—Early. IV.—~Immediate.

29, In order to secure nniformity, and simplification of the
methods of indicating urgency or prionity n dealing with offi-
cial papers, the Governor-General in Clouncil has directed
the adoption in all Departments of the Government of India
of the following system of coloured labels for use on boxes,
“files,’ and letters :—

Ordinary as oo WHITE,

Early - oo GREEN (emerald).
Urgent v« RED (vermillion).
Immediate v+ BLUE (sky).

80. The white label applies only to boxes, no special indi-
cation being needed on ordinary ¢ files * or letters,

31. The green is used~—

(a) for boxes containing despatches from the Secretary
of State for circulation ; and '

(b) for papers requiring priority over ordinary business
during office hours,

82, The red is employed—

(a) for boxes contsining despatches to the Becretary
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of State requiring the signatures of the Viceroy
and the Hon'ble Members ; and

(b) far papers which need immedinte attention.

33. The blue is nsed only in cases of eztraordinary
or ey requiring instant attention, such as petitions JoF re-
¢algve on the eve of execution, military and political intelli-
t%¥nce of an unusually important descriptioh, or other occure
rences of great emergency. DBoxes and papers marked with
this Jabel must be placed at once in the hands of the addressees
whether by night or by day.

34. Labels for boxes are of ordinary paper of the pree
geribed colours.

"85, Tabels for * files are of stiff paper or thin card-board,
12’ x 4’ in size, with an eyelet in the left top corner, for attach-
ment to the topmost paper.

36. Small labels of these colours, 3" x §', are nsed on letters,

87. The words, *“ Early,” “ Urgent,” and “ Immediate,”
are printed on the lahels ; and in the case of labels for *files,’
with concise instructions indicating their respective uses.

38. In order to call attention to despatches for dignature
and papers in circulation, the list of names of Hon’ble Members,
printed on a white slip, is gummed on the coloured ground.

89. When the urgency has ceased to exist, the labels
above referred to, are detached from the ¢ file.” -

40. Ttis also prescribed that the paper requiring orders,
or for consideration in a * file, should be marked by a slip with
the words, “ Paper under consideration,” printed upon it.

41. Inconvenience having been felt owing to there being
no recognised mark for confidential ‘files’ in the different
Departments of the Government of India, it has been decided
that all such ‘files’ shull be marked with a yellow label, with
the word, * confidential ” printed thereon,
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43, The use of these labels otherwise than as cafled for by
the natare of the case, is calcolated to neutralise the object for
which they were 1ustituted : clerks are not slow to perceive
such abuses, and once imbued with the idea that labels
madh\'@‘bsurvient to private or illegitimdabe purposes, they
to disregard their importance even when correctly employed.

§ 8.—wubmission of *files.

43. After a ‘receipt’ bhas been ‘referenced,’ and the
prpers arranged in the manner already explained (0. v., § §.),
and a ‘note’ put up, if required, the ‘file’ is'in the first in’stailce
submitted to the officer to whom the subject (or, if the distri-
bution of work among the officers is made terrijorially, the
administration forwarding the ‘ receipt’) has been apportioned.

44, Before the ‘file’ leaves the hranch or section, an
entry is made in the ‘diary’ showing to whom the ‘file’ is
submitted, and the date of submission,

45. If the officer to whom the ‘filo’ is submitted is not
entitled topass final orderé, or if, whether from the nature of
the subject or for any reason, such a course is considered
necassarf, it is on its return, submitted next to a higher officer,
acoording to the practice of the department ; and so on, till
final orders are passed.

46. Any deviation from this order of submission is only
permissible—

(a) when for any°reason there is any specific order to
the contrary ; or

(b) when the ‘fila’ is specially marked otherwise by
an officer. ‘

47. Sometimes an officer returns a ¢ ﬁle with & query, ot
for farther papers on any point : in such oasoa, in resobmitting
the ¢ file,’ it is usval to do so through the officer to whom the
¢ file* was submitted in th® first instance.
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48. Each timea ‘file’ is returned into the office, or
resnbmitted, the diarist should score out the previous entry of
its whereaboats in the ‘diary ’ and mark it anew.

49, To whomever a “file’ is marked — whether to an officer,
or {0 a branch or section, or to a clerk—the fact should be jadi-
cated in the ‘diary,” in order to, at any moment, enablesft to be
traced. This is one of the objects of a ¢ diary,’

50. Of course it is understood, the same procedure must
be observed when a *filo” goes out of the office.

+51. It way here be observed that as arulea *file, in
which an officer of the depamtment 10 personally concerned,
and which contains remarks unfuvotirable to him, is not sub-
mittsd to hitm, except with the express permission of a superior
officer.

§ Y —Tabular tatement.

52. As every Member of the Iixecutive Council of the
QGovernor-General is primarily 1esponsible for any order
emanating from the department under Ins charge, it is nsual
to submit to him weekly a statement of all ‘cases *- in which
orders have beem passed by the officers of the dJdepartment,
without reference to hum.

53. The statement, which is prepared in tabular form,
shows particulars in 1egaid to the paper disposed of, such as
the writer, the date, and number 1if any, subject in brief, natare
of the orders passed, and by what officer. ’

54, The object of the statement is to enable the Honour-
able Member to judge whether or not the ‘cases’ have been
correctly disposed of by the ofticers of the department.

§ 5.~ Procedurb in vegard to ‘unofficial’ references.

55. ¢ Files’ atJ referred unofficially to departments—

(a) when the pomt for consideration is beyond the
competence of the deparfment of origin to dispose



( 118 )

of, without reference to another department which
is specially concerned therewith ;

(b) when some phase of the question at‘issue which
is peculiar to another depaitment, needs the
concurrence of that department ; and

D). when it is considered desirable to consalt, or seek
the advice or opmion of another department on
some point within the prevince of that depart~
ment, in view to the disposal of the ‘case’ by
the consulting depaitment,

56. An unofficial* file’ is always accompanied by a de~
scriptive list of all the papers it contains, to” provide a check
against tho loss of any such paper; a duplicate of tfe list being
retained in the department of origin. Subordinate officials of
another department may also be consalted unofficially, with the
permission or consent, special or general, of that department.

57, This mode of correspondence 18 generally restricted
to references between departments and the offices subordinate
thereto,

58. The only exception to this rule is when the point for
consideration affects the establishment of a department, in
which case the requisite reference to the Finance Department
should be made officially.

59. Sometimes the department referred to may be desirous
of consulting another department, or a subordinate office, on
some point, before giving its opinion, or stating its view of the
oase. In such a contingency, the ‘ file’ is not sent unofficially
to the department or office without the previous consent of the
consulting department. The reason for ths is obvious,

60. A fortiori the ‘notes’ of one depl.rtment may ot be
commuanicated to another, without the consent of the department
concerned, ‘
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61, Unofficial ‘files’ intended for more than one departs
ment, are not passed on from one department to another, except
at the special request of the roferring department : ordinarily,
they ure returned by each departmeut to the department of
origin.

82, If the department referred to considers the
subject of the ‘receipt’ is one for final disposal in that depart-
ment, the ‘ receipt ’ shall be officially transferred for disposal :
orders shall not be issued, unless the ‘receipt’ shall have
been transferred officially, in the first instance, by the referring
or consulting depaitment.

63 There {s however, no objection to any intermediate
officjal corrgspondence by the department consulted, to enable
it?sfnte its views.

64. If the conemrence of more than one department is
necessary on any point, and the departments consulted are not
unanimous in their views, the department concerned should
see the opinion of the dissentient department before any action
is taken by the consulling department

65. It may here be observed, that books put up as,
‘reference’ are not sent out of the department when “sending
a ¢ file’ nnofficially to another department.

§ 6.—Sulsidiary registers.

6. PBesides the registers alieady noticed in the course of
this work, a number of special registers are usually kept up
for various purposes. These vary with the requirements of
each department, and aro subsidiary to, or are intended as
necessary efficient aids in, the systematic performance of certain
special duties,

67. As the najure of these duties depends in a great
measure upon the peculiarity of the subjects dealt with in the
deparment, it goes withcub saying that each department has
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its own special registers, of which 1t is not the provinee of a boak
which treats of socretariat work in geueral to take cognizance.

68. Butin view of tho fact that the system of work in
seoretariats is based on the samo gencral principles, a number
of such registers must necessarily partake of that general
charnger, however much they may difter-m fo -m.

9. Among registers of this class, which presumably exist
in every departmént, may he enumerated the following :—

(1) Register of issues.
(2) Rogister of service stamps used.
(3) Peon books,
(4) Register of “ romud eascs,
(5) Register of statwnery
(6) Labrary register.
(7) Registers of ¢ A. collections " sent to press.
(8) Rogsters of ¢ proceedings ’ supphied on 1equisition.
(9) Register of spare copies.
(10) Precedent register.
(]l) Attendance reguster.
(12) Acquittance regster of pay and allowances.

70; The titles of these registers are sufficiently indicas
tive of tlo purposes thoy are intended to seive : u few words
however respecting cach will perhaps not be inappropriate.

71, Tho register of issues shows the number, if any
(of which there .is ordinarily a separate series for each branch
or section of the depmiment), date, and character of each
issue—whether demi-official, unofficial or official—the addressee,

subject, and the paper on which it is based. Such a, register is
necessary for various obivious reasons, besldes being often u
nseful adjunct in ‘referencing. '

72. The register of stamps is intcm}cd as a check against
their loss.
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73. Peon books are meant to secure delivery of official
papers within the town, and provide a check against their
miscarriage.

74. The register of remind ¢ cases’ prevents the possibility
of calls being lost sight of, and ensures the periodical issue of
reminders,

75. The register of stationery 18 intended to obviate the
expenditure of stationery in exccss of the sanctioned scale.

56. The hibrary register isa record of books, ete., received
and issued on requisition.

77. Tho objecls of registers (7), (8), and (9) are clearly=
expressed Dy their titles : no further explanation seems neces-
8agy.

78. The precedent register 1s a note book, indexed in
alphabetical form, of important decisions or rulings, which are
likely to constitute precedents in the disposal of similar quese
tions,

79. The attendance and acquittance registers aro too well
known to need any description.



CHAPTER XX.
DerantMenTAL Ecovowmy.

As¥.: exposition of the mechamsm of the administration
of the State formed ,a fitting introduction to this treatise, so a
description of the means U, which the departmental machinery
is made to operate, will constitute an appropriate conclusion.
2. These means relate to—
(@) the various functions involved in the working of
the department ; and
(b) the manner in which, and the agency &y which,
thesc functions are performed.

§ 1.— The Secretariat and its functions.

3. The department or secretariat is the place of business
of a secretary whoso province itis, under the orders of the
member of the viceregal council who presides over it, to take
cognizance’ of certamn branches of the admimstration.

4. Not unhke the administration of the State, the depart~
ment 18 divided into branches or sections which deal with a
certain number of the subjects with which the department is
concerned.

5. We have, in the provious chapters, discussed the prine
cipal functions, the manner of their performance, and their
co-ordination in the natural order; but there are a number of
other subsidiary, or rather complementary, duties which arise
naturally from the requirements of the case.

6. Most of these duties, being morel or less peculiar to
each department, cannot be appropriately described in the pages
of this treatise which is of a purely general character.
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7. But there is one duty or function—that of supervision
—which, as obtaining in all departments, does come within the
scope of this work: this we shall now proceed to desoribe,
together, with the disciplinary arrangements cssential to the
barmonious working of the department.

8. In order, however, to a clear cmnprvlmnsionﬂe in-
ternal aconomy of the department, 1t will be useful to preface
the description by a brief cxposition of the ageucy employed in
the conduct of its adminustration.

§ 2.— Departmental agency.
9. The department 18 conducteds through the ageucy of
three classes of officials : —
I.—Administrative Officers.
I[.—Mimsterial Officers.
1IT.—Menials.

10. To the first class belong the sccretaries—the respon-
sible heads of the department—who are known as ‘officers ’ par
excellence.

11. The officials of tho second category are styled clerks,
whose duty is to sec to the proper and systamatie orderiug of
material on which the secretaries are requued to work.

12. In the third class are reckoned the servants on the
secretariat establishment.

(a)—Admimstrative Officers,

13. The ‘officers’ of the department are of various grades,
and are, according to their status and the nature of their
respective duties, styled—

(1) secretary, | (3) under-secretary.
(2) deputy-sqeretary. | (4) assistant secretary.

14. The secrethry is the chief officer of the department,
and is principally and directly responsible to the government
for ita proper management,
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15. The deputy-secretary is practically a vice-secretary,
and may exercise the powers of a secretary during the latter’s
absence from duty. The manngement of the secretariat estab-
lishment is entrusted usually to this officer.

16. The under-secretmy 18 vested with litaited powers
for tlhi.sposul of ordinary and less important ¢ cases.’

17.  The assistant secretary 1, as the designation implies,
really an assistant to the ~~cietary, and is empowered to dis-
poso of ‘cases’ of ordmary routine.

18. We have already in the first chapter deseribed the
dutics devolving upon the seeretary of a department,

19,  All the sub-sceretaries are requured —

(a) to supervise the get-up of ‘files’ subsnitted o to
them ;

(b) to test the accuracy of pirevious operations in res-
poct of those *files " and

(c) to cither dispose of ‘cases’ if within their compotence,
er to advance them a step towards disposal, by an
oxpression of their views, or by revision generally
of the work of the office

20. Dotailed specification of the duties or powers of the
various grades of secretaries 18 not possible, inasmuch as no
hard-and-fast Ine can be drawn betw con those of each.

{b)—Mimstenal Officers

21. The onlf official classification of secretariat clerks is
contained in the [Tome Department resolution which prescribes
the rules for the examination of candidates for admission into
the clerical service. .

22. This resolotion classifies the clerks into two divi-
sions—the upper and lower; the classification being made
with reference o tho pay diawn, and the duties performed,
by the clerks.
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93, Clorks who draw a minimum pay of Rs. 200 a month,
and whose duties aro of a more or less intellectual character,
or at least, who are expected to be able to /perform such duties,
belong to the former category ; all other clerks whoso pay
is less than Rs. 200 n month, and whose duties are of a pgore-
or less routine character, are reckoned in the lntter sategory,

24, From a departmental point of viey, howovor, clerks
may be classed as senior and junior.

25, TFrom the ranks of the former, who are also members
of the upper division, are selacted heads of soctions, superin-
tondents of branches, and the registrar or chief-clerk who
ie also known as the uncovenanted head of the department.

(¢)—Dutics of clerks

26. Though we have, m the course of the preceding
chapters, detailed the vavous steps which constitute each of
the prinepal operations performed in a secretariat, 1t will
perbaps not be nrclevant, to speeify the pomts to which the
attontion of the clerk shonld Le directed 1 the peiformance
of each function.

27. In “docketig, " care must bo taken- -

(a) that every detal requued by departmental proce-
dure, 15 entered i the proper place jand

() that the subject of the letter to be ‘docketed’ is
correctly abstracted.

928. As to ‘refeioncing, ’ the clerk should be carcfal—

(a) that all papers, ete, necessary for the elucidation of
the question at 1ssue, and the due disposal of the
‘case,” are put up ;

(b) that all t]w “reforences” are entored on the * docket’
leaf 1n ttie eppropriate place ,

(c) that all the ‘references’ are carefully marked and
shpped, to render them easy of access ; and
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(d) that the papers in the ‘file’ are properly arranged.
29. In ‘noting,’ the points requiring attention are—

(@) that every statement made is verified by reference
to some paper in the ‘file ;

(%) that the paper referred to is cited in the margin of
the ‘note,’ opposite the statement ji is intended
to support ;

(c) that the paper referred to is properly slipped, and
the indication on the slip, entered below the cita-
tion of the paper in the margin of the ‘ note;’

(¢) that the poing of reference is clearly set forth ;

(d) that the pros and cons are fully discussed in the
light of previous papers, rules, regwlations, or
precedents ;

(f) that the proper courso of action is suggested ; and

(9) that there is nothing objectionable in the style snd
language employed,

80. In ‘drafting,’ attention should be paid to the follow-
ing points 1w
' (¢) that all citations are correctly made ;
(b) that the orders are correctly and fully carried
out ;
(c) that the points of the ‘draft’ are arranged in proper
order of sequence ;
(d) that the ‘draft’ is expressed in grammatical and
appropriato language ;
(¢) that the necessary subsidiary orders are entered ;
and
(f) that the enclosures if any are elearly indicated.
81. As to ‘recording,’ the points to be attended to are—
(a) thatthe ‘case’ is ‘ recorded ' in the proper ¢ prooeed-
ings ;'
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(b) that the papers are arranged and numbered in
proper order ;

(c) that no paper which should not be so treated, har
been brought on ¢ record ;'

(d) that tho ‘ case’ has Leen properly entered in the.
“table of contents ;’

(¢) that the ¢ references’ are duly countermarked ; and

(f) that every other departmental procedure is carefully
observed.

32. In the matter of indexing, the clerk should be care-
fal— )

(a) that every noteworthy point is indexed ;

(b) that every entry is clearly and conocisely expressed ;

(¢) that the index heads and key-words are properly
selected ; and

(d) that the indication of the *collection’ is properly
given in each entry.

83. Notice of the subsidiary duties in connection with
the foregoing, which clerks are required to perform, can only
find an appropriate place in officc guide-books descriptive of
departmental procedure.

84, Inattending to his duties, the clerk should bear in
mind that to serve their proper purposes, he must be acourate
and careful and orderly in their performance ; and that they
should be complete in all details, and performed with despatch.
Deficiency in respect of any of these conditions requisite for
the due performance of these functions, is a sure index of
inefficiency which may arise from ineptitude or discontent
on the part of the clerk ; and calls for enquiry, and its approe
priate remedy. _

85. The best motive that should actnate a clerk in doing
his work, is a sense of duty, irrespective of the issus, All



( 188 )

adverse considorations if irdulged in and permitted to influence
the character of the work, are calculated to injuriously affect
his interests. In this connection it i3 hardly necessary to
observe that superiors should tako particular care that no injury
gccrues to the interosts of subordinates, if good work and
hearty go-operation is expected at their hands,
(d)—Menials

38. The following ... the classcs of menials employed in

secretariats :—

(1) bhisty, (7) daftary,
(2) chaprassie, | (8) darwan,
(3) chobdar, (9) farach,

(4) chowkidar, (10) jemadar,
(6) cooly, (11) sweeper,
(6) dafadar, (12) mladgar.

37. The duties of each clase are sufficiently indicated
by its designation.
§ 8.~Departmental supervision.
38, .Fiom the very nature of the organization of the
-department, the dutics of each clerk are subject to a series of
sapervision by superior clerks and officers.
89. The duty of supervision has reforence to-—
(a) the working of the various branches or sections ;
and
(b) the management or administration of the department
as a whole.
(a)—Duties of superintendent.

40. The supervision of a branch or section is conducted
by the superintendent of the branch, or the head of the section,
and consista—

(a) in seeing to the efficient and expeditions discharge
of tho work of the branch or section ;
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(b) in testing the accuracy and complotoness of every
operation ;

(¢) in enforcing the duc observance of offico procedure,
and of all arders, whutber general or specifie.

41, Efficiency and expedition are secarad —

(a) by an equable distribution of work among the cTorks
of the branch or section, with duc 1egerd to their
respectivo status and capabilites ;

(b) oy the eaercise of a proper control or check as to
the quality and quantity of work turned out by
each cletk ; and

(¢) by judicious and considerate treatment of the clerks.

L 42 'Tho supervision of the work of his subordinates im-
plies that tho supeiintendent shall test the accuracy and coms
pleteness of every opeiation performed, by examining that the
points indicated in paragraphs 27—32 have been attended fo,

43. In this conncction it may here be remarked that, in
the case of ‘dockets, 1t is, to say the least, inconsistent with
their natare, to require the nserti'n thercin of such details
ug terms or conditions, articles, litles, ete, the omiskion of which
in no way detracts fiom the sense, ’

44, In ropect of the ‘note,” any deficicney in point of
accuracy or completeness, 1t is the supetntendent’s duty to
supply, by ‘noting’ in continuation, Of course it is understood
that a suggestion is only necessary, 1f within the competonce of
the office,

45. Itisno part of the superintendent's duty to make
any verbal corrections or alterations in the body of the ‘note,’
except to rectify clerical mistakes, as otherwise its individuality
is destroyed, and _t}e writer can mo longer he held respon-
sible for any errors or impropriety of language, which such
corrections, or alterations may possibly involve, owing to
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whatever cause ; besides, it is but fair that the writer shonld
bear tho credit or discredit attaching to the ‘mnote’ as it
emanated from his hand If any other corrections or altera-
tions are really necessary, e.g, when the error for correction
ig_grammatical, or whon the language used is intemperate or
otherwise objectionable, tho superintendéirt may get the writer
to make them, ‘

46. Aste ‘dfafts,’ *he superitendent is not required to
make any alterations in phiaseology, if the order has been
correotly and appropriately expressed : it is the province of the
secretaries alone to mako such alterations. It is qnite a mistaken
notion that, in the absenco of actual errors, revision necessarily
implies ulteration in expression, masmnch as there ig no igea
which may not be variously expressed in equally choice langunage;
and a ‘draft’ cannot be held to be faulty merely because of its
suseeptibility to a different phiaseology.

47, Inaddition to the work of supervision, the other
duties of a superintendent of a general character are—

(a) to take up, and deal with, all unportant and intricate

" quostions, particularly such as may not be entrusted
to any of his subordinates ;

(b) to see to the due submission of ¢ files §

(¢) in ‘casos’ when other departments are concerned, to
take care that ne orders issue without consulting
them:;

(d) to see that overy oider is properly carried out ;

(e) to bring to the notice of the officer concerned any
error he may have made ;

(f) to maintain discipline in his branch ; and

(9) to be mindful of the interests of h & subordinates.

48, The duties enumerated in the forogoing paragraphs
(40—47) arve so multifarious that, if properly carried oat, they
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are calculated to lay a heavy strain on the time and energy of
the superintendent which he could ill withstand for any long
period.

49. But he may, except in respect of the more important
operations of ‘ referencing,’ ‘ noting,” and ‘drafting,’ any exper
in which iglikely to lead to political or administrative difficulties,
avail himself, by way of relief, of the prigeiple of individual
responsibility which obtains in every scereturiat,

50. It will be observed that the duties of the superintend-
ent are rendered thus onerous when the work of the department
is distributed among the branches or scctions territorially, or
according to subjects ; but such 18 not the case, as will be shown
in the follwing chapter, when the distribution is made accord-
ing to the nature of the various depaitmental processes.

51. The question of discipline, and the manner in which
the interests of subordinates should be looked after by superine
tendents, will be trented of in the next chapter.

52. From what has been said, it is patent that the office
of superintendent is onc of more than ordinary difficulty, and
requires that tho holder shall be a mun of many resources;
and the possessor of qualifications not necessarily implied by
the mere fact of semority, nor susceptible of acquisition by every
senior clerk. The discussion of these qualifications we shall
reserve for a subsequent chapter.

(b)—Duties of regirtrar.

58. Irrespective of tho superintendence of branches, thero
are & number of other dutics which are as it were supple-
mentary ta the general work of a department.

54. Among thage duties muy bo reckoned the following—

(a) the distribution of the daily ‘ receipts’ among the
branches ;
(b) the proper circulation of papers ;
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(¢) the general contro} of-—
(1) the branches,
(ii) the records,
(iti) the library,
(iv) the stationery, and
(v) the press;
(d) the immediate management of the office ; and
(¢) the general maintenance of proper discipline by the
ministerial staff.

55. These duties appertain to the regisirar or chief-clerk,
who may be said to be the general saperintendent of the depart-
ment : of these duties we shall now say a fow words,

56. The daily ‘receipts are generally openéd by ‘the
registrar who marks them off for distiibution ameng the
different branches, and, when necessary, for exceptional treat-’
ment, according to the nature of their respective subjects,

57. This duty may be delegated, as is sometimes done,
ton clerk ; but it i« well that it should be performed personally
by tho registrar, Lo prevent the possibility of confidential papers,
should aay such be fonnd among the ‘ receipts” of the day,
falling into undesiruble hands, and to previde against the possi«
ble loss or miscuiriage of documents by irresponsible persons,

58. By the circulation of papers is here understood—

(a) the trgusmussion of papers to the Viceroy and the
Members of Council § and

(b) the distribution to the departmental bianches or
sections, of ‘cases’ returned fiom the officers, or
from other departments. ‘

89. In regard to cxercising general control over the
branches, the rogistrar is required to sapervise the conduct by
the superintendents of the working of their branches, that is,
to see that no undue delay occurs in any stage, in the disposal
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of ‘onses’ mor any serions errors, or reprehensible omission or
neglect of duty.

60. The registrar is tho referee in all cases of doubt or
difficulty, or of irregularity or defsct in the operation of the
departmental system, It is his duty fo solve all doubtfulee
difficult questions, and to adopt such remedinl measures as may
be necessary.

61 It is the registrar’s duoty to see that the branches are
properly manned, considering the nature and extent of the
work allotted to each.

62. Itis for the registrar to see that the work in each
branch is properly distributed by the superintendent, that is,
tha} the dyties are allotted according to the status and quali-
fications of each clerk, and that no clerk is unduly burdened,
nor any unduly favoured with insufficient work while others
are heavily pressed.

63. It is the registrar’s business to adjust any differences
that may arise between the superintendent and his sabordi-
nates, and to mete oot even-handed justice, irregpective of
the status of the parties concerned, yet with such’ tact as not
to offend against the principles of discipline. -

64. In respect of the records and the library, the
registrar is required to see—

(a) that the record-kesper and librarian exercise a proper
sapervision over the men placed under their
charge ;

(b) that the necessary steps are taken for the systematic
arrangement and due preservation of the papers,
books, ete.

(c) that propsr measures are adopted to providé ade-
quate check against the possible Joss or miscarriage
or destruction of the same ;
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(d) that in case of actmal loss or miscarriage of any
paper or book, every possible means is made use
of to secure its recovery, and that the responsibility
for such loss or miscarriage is, as far as may be,
duly enforced.

B85. As to the stationery, the registrar should take effective
measares—(a) that, in its distribution and expenditure, the
sanctioned soale i< not ex.eded ; (b) that there is no waste ;
and (¢) that indents for fresh articles are duly made when
necessary.

86. Inregard to tho press, if the department possesses
one, the registrar exarcises a similar general control to what he
does over the departmental branches, saving of course the rights
of the press superintendent, in matters purely technical, or such
as call for special treatmont,

67, The immediate managewent of the office involves—

(a) the exercise of proper check against irregular expend-
iture, both in respect of contingencies and the
salaries of the mnisterial staff ;

(b) a correct insight into the character, qualifications,
and other particulars relating to each dlerk, to*
serve as a guide in the matter of promotion, and
in view to the proper allotment of duties ; and

(c) the judicious selection of candidates for nomination
to.fill existing appointments.

68. Expenditure should be kept within the provisions of
the annual budget grants, and be regulated in accordance with
the rules of the various codes relating thereto,

69. It is needless tosay that in order to a knowledge of
the merits of each clerk, the registrar skould rely not alone on
the report of the superintendent of the branch, or the head
of the section, to which the clerk belongs, but also on his owy
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earefal personal observation of the cheracter of the clerk's
work and general conduct.

70. In the selection of candidates for employment, due
consideration must be given to the following points—

(a) the educational—intellectual, physical, and mornl:‘,,.
Biness of the candiduts for a clerkship ; and

(b) his social position, if due regard is to be Paid to the
maintenance of respectability ih the department.

71. The question us to the discinline observable in the
department will be treated of m the following chapter,

72. Asthe last, though by no weans the least, of all his
daties, the registrar is required, in addition to tbose enumer-
ated in the foregoing paragraphs, to keep himself au courant
with at least the puncipal and most umportant ‘cases’ in the
department.

73, Itis to the registrar that the officers look for every
thing, and 1n every cucumstance, connected with the work
and management of the department : he 18 the channel of come
maunication with, and, 88 1t were, the, mouthpiece of, the secre-
taries, in their relations with the members of thes ‘ministerial
slaff. He is, in short, the main-spring of the executive
machinery.

74. Holding as he doesa middle position between the
sdministrative and the ministenal officers of the department,
the registrar must not forget that to humn as tha chief-clerk, is
entrusted the double duty of looking after the interests of
the Government and of its employés, so far as is compatible
with each other, He must remember that harmony is the Qain
test of & good admimstration, and that harmony cannot be
secured by sacrificing either intereet to the other,

75. Where the cause of good order and integrity is
oconcerned, he must be unyielding, and unflinching in the
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conscientions discharge of his doty. He must however
possess the rare tact of tempering justice with mercy, in
dealing with his subordinates ; be must bear in mind that
& olerk is after all human, and that bhe too, equally with the
clerk, is, in the proportion of the disparity of their position,
liafle to err. In short, he must, inthe exbreise of his
fanctions,know how to combine the suaviter in modo with the
Jortiter in re. .

76. From what has been said it is quite clear that the
tenure of the office of registrar demands the possession of
" no ordinary ability, by the incumbent thereof, and of special
qualifications too, the cBncurrence of which in a single indivie
dual is of rare occurience.

71. How far, and whether, the duties of the registrar
sketched above, are in practice carried out, it 13 not our province
or purpose to enquire; but what the special qualifications
requisite for the office are, we shall endeavour to analyse and
disouss in fuller detail later on.

-



CHAPTER XXI.
DiscirLINE.

The main end proposed in the department or secretariat is
the efficient conduct of the branches of the admimsfration with
which it is concerned,

2 The attainment of this end depends not only upen
a thorough knowledge of the various functions involved, which
we have already attempted to convey ip the preceding chapters
of this book, but also in no inconsiderable degree upon the co-
opgrationgof dopartmental officers in the discharge of those
fanctions.

3. This co-nperation implies the conduct, in accordance
with certain fixed principles, of the relations between superior
officers and their sabordinates ; and the due regulation of these
relations constitutes discipline.

§ 1 —Defictency of the exsting system., -

4. The system of discipline which obtains in the secré-
tariats of the Government of India is based on the broad
general line of submission to superior officers, on all ocon-
sions, and in all matters, tegardless of circumstances. It
demands absolute subordination and respect and obedience to
the duly constituted authority of superiors; mukes superiors
the arbiters, so to say, of the destinies of subordinates ; and
practically disregards and ignores the rights and interests of
the latter, as if such did not exist, except in so far as these
come within the scope of schemce or plans designed, ostensibly
though it be, in the*inierests of the State.

5. It requires no elaborate disquisition to prove, what
is an inherent principle in human pature, that co-operation is
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a result of cordinlity ; and mno ome can be expected to
work with a leart, when bhis rights and claurs and interests
are not admitted and 1ecogmsed.  Henco 1t follows as a logreal
corollary that the existing system of disciphng is deficient in
rmof the prune clements of  efficiency, in that 1t reckons the
interests of clerks as of so Litle moment and of such minor
importance as to practically set them asde.

6. We shall theretore endeavour to aualyse the basic
elements of true discipline, and show the manner 1o which it
bears on the varions classes of departmental officets-in their
relations towards each wther, in the hope that the discussion
of the subject may lead to the establishment of a better under-
standing between them, to the ultimate benefit of« the State
and its employ¢s.

7. It weie well to premise that, admtting the necessity
for a graduated series of authonty for the contiol and manage-
ment of a large establishment, a supertor should not he vested
with practically absolute power, It 15 a punciple unmiversally
adwitted thad the acts of u.su[w(-:mr should be subject to the
control of, and open to appeal to, a higher authority : this
principle is cqually apphieable m the case of departmental
superiors,

8. Human natme is {iail and prone to enr : and acts of
superiors, who are but human, are lable to be actuated by
personal, 1f not w.om-, motives (it were mschievous indeed to
iguore the possibility of such contingencies) ; and if accepted
without careful scrutiny, such acts are hkely to lead to very
undesirable results, njuriouy aliko to the interests of ‘the State
and to those of suboidinates.

9. The following case which occurred ‘within the personal
knowledge of the writer, and to which he has no hesitation to
vefer as the parties concerned can no longer be affected by its
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recital will serve to illustraie the evil consequences of vesting

superio! officers with large powers inadequately controlled :~—
A. was the herd or superntendent of a bianch 1 a goveinmend
seciedariat, & post which he had successully occopind for vems, and for which
he must therefore be held to have been fullv unhiied  In consequence of
gome private matter he happened to fall out with the reagctim who, lﬂngm
subsequent events proved, by no means wnhued with lugh maoral princyles,
determned to prraccute A to the Iuttar end  The reginiras began a wetien
of systeinatic naggiug, and by constuntly deprecintig A's work, by showing
up, and bringung hiw to book for, us every the least falt, (und who is there
who 15 free fiom peciadillons and may not e11 o1 offond orcasionnlly, more or
Jees serjousty ?) and by mulieioun mis repaesentution, of which A, was in Llhissful
ignoiance, eventually suvceeded m vwmmg his ehracter hefire the secretaries
of the department, who had but too cnenlu!mn'aiy accpted, ungnestioned and
unchallenged, the chaiges of which he was necused It was tlerefore not
mufpimng Rhat, under such erremmstinces, A Iost heat completely and
consequently, all mtciest i s work which wig vevessuily performed thence-
forth in an off hund manner Tls want of cordihity and peifunctory dis-
charge of duty, which had béen imdueed by the tieatmnont A had received,
led to further caipmg, and this apun but quiveil to intenwfy the evil; and
A, became so utterly demotalised  and bereft of self-confidence  tlnt he,
who for yeara had sustuned with eredit the position of a branch snperntend.
ent, was unable to write 2 stmple note or & simple diaft without the axsistunce
of a juntor elerk  ThLis oider of things went. on from yedA's end to year's
ecd, and in coume of tuve culwmated, if not wn A's. posiyve degrada-
tion . the ofhee, 1 his eventual 1etiemont, to which e waa doven, on a
compussionat- allowance, wlich was grauted asa special case, considershly
leas than the pension whicl, but for lus pmlalily to secure a medical certifi-
cate of incapacity for further active service, would have been admissible to
him  Thus by foree of errcamstine 8 broight ahont by personal rancour,
was A deprined of the full benehts of lus hll‘lg.wr\'iv(‘, and compelled
to retite on a comparative putance by no moeans adequate fur the mainten.
ance m decent comfort of himself und his family
10¢ In this case we belnld as the issne of one man's

vindictiveness —injury to the inturests of the State, which it was
hig bounden duty to protect; injury to tho interests of the
snbordiimte which the State had entrusted to his care s and
life-long misery entuiled on the subordinate and his innocent
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family. Who will dare to deny to superiors tne possession of
similar attributes of humanity, with this deplorable instance
before their eyes ; or gainiy the possibility of the existence
of such cases at this day ?

11. This case proves that reports affecting subordinates,
though emanating from saperiors, may ndt always be accepted
withoat caroful scrutiny ; and that the controlling authority
should take no action adverse to the intereste of a subordinate
on the mere 1pse duwit and ez parte statemert of a superior,
without affording the subordinate the fullest opportunity of self-
defenco. It is an erroneous belisf that the maintenance of
discipline demands that the acts of superiors however unjust
should be upheld : indeed, an appellato authority should mot
permit himself to be duped by specious reasons into the be-
trayal of the interests which he holds in trust, without the
strictest investigation into the pros and cons of the case.

12. With these prehminary observations we are now
prepared to enter upor a systematic discussion of the highly
important subject of discipline as should obtain in the manage-
ment of every large institution or organised body.

§ 2.— Analysis of true dwscrpline.
13. The principles on which departmental discipline is
founded are—
(a) the recognition of the interests which underlie the
administration of the departn ent ; and
(b) reciprocity of action, in connection with those in-
terests, between the officers of the department.
14. In the department, the interests involved "are two-
fold—political or public, and private, that is, the interests of
the State and the interests of its employés. But the mere
recognition of these interests, is not enough : it is necessary
that they should be duly harmonised ; and the reconcilintion
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of these apparently conflicting interests, is peculiarly the pro-
vinee of the administrative officers of the department.
15. These interests relale to the functions and the
personnel of the department.
16. The interests of the State demand —
(a) n regard to the functions or duties of depart-
mental officers,

(i) that the officers shall be selected with due
reguid to their qualifications for the duties
they are expected to perform ;

(1) that the duties shall be judiciously and
fairly distnbuted ;

(i) that the duties shall be peiformed with
care, intelhgence, and despatch, in order to
the due digposal of work ; and

(b) in regard to the personnel of the department,

(1) that the officers shall devote the full
measure of time to their vespeetive duties;

(ii) that the officers shall observe stiiet reticence
or secrecy in respect of iuformation acquired
in the course of their departmental dutics ;

(iii) that the officers shall wanhe the advance.
ment of the intercsts of the State their
primary duty, so far as ® consistent with
the claims of justice and equity ;

(iv) that the hearirg of superior officers towards
their subordinates shall be such as to cause
the hearty co-operation of the letter and
so to ensure the efficiency of the depart.
‘ment ;

(v) that subordinate officers shall regulate their
conduct, on all occasions and in all cir.
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cumstances, in accordance, with the prinei-
ples of due subordination,

17. The interests of the officers require, in respect of
departmental duties—

(a) that the duties shall be apportioned with reference

L b their status and capaD¥rties ;
(b) that ng one shall be unJuly burdened ; and
(¢) that no ono shall be vnduly favowed with light
and insufficient work,
Indeed in the matter of the distiibution of work, the require-
ments of public and pyivate interests are pragtically identical.
18. In their own nterects, superior officers expect that

they shall be treated by therr <abordmates with all the defer-
ence due to then position ; and subordnate officers, in their turn,
expect just and consulmate treatment from their superio-s,

19, The sclection of officers should be made with special
reference to the followmng points :—

(a) the status or 1espectabibty of the department,
presuming that thas 15 to be mamntained : and

’h) the general educational ability of the candidate, and
not merely lns intellectual fitness for any specifio
appomntment,

20, The status or respectabulity of the department is
commensurate with the social standing of its personnel ; and
the maintenande of thut stalus demands that the candidate
selacted shall be sociully not below par of lus compeers. To
the non-observance of this principle is doubtles: largely dus
the approbrium ardivanly attaching to the government clerk
in India.

21. It is necessmy to insist on, general educational

. ability, inasmuch as every officer, whether reasonably or
otherwise, cherishes the hope of advancement ; and this hope
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could never be realised, if the candidate were incapacitated
educationally, orif Le had not in him, at least the germs of
ability which experience wounld enable lim to develope, and
thus render hims<elf an cflicicnt officer,

22, Luck of general educational ability, as well as intel-
lectual aptitade wlieh 13 limited to the requirements of any
specific appointment, acts as a bar to advancement ; and dis-
appointed hope must necessarily result in disharmony which is
the death-knell of admimstratise cfficiency.

23, By judicious and fan distubution of work nust be
undetstood, that the dutics shall be allotéed —

(a) m accordance with the status and capabilities of
the officers ; and

(b) in such a manner that, as far as possible, none shall
be more pressed than others.

24, Unfur distubution, 1t 18 unnecessary to add, is
calculated, on the one hand, tuv generate a spnit of idleness,
and, on the other, to lead to the perfanciory discharge of
duty—Dboth prolific causes of meficiency. o

25. Itis needless to say that the violation of secrecy
in regard to offical information 1s hkely to result m disns-
trous consequences, i proportion to the nature and importe
ance of that information.

26, As we have elsewhere suggested, the promotion of
the interests of the State must never be permitted to
supersede the demands of moral rectitude, at the risk of dis.
barmony, and consequent departmental inefficiency.

27. Discipline is an essentinl requusite in, and the key-
stone, as it were, of departmental inanagement ; and in order to
its due observance, it 1: necessary to form a clear idea of the
natare of the relations which should subsist between superior

and subordinate officers.
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28, We shall therefore now proceed {o investigate these
relations ; and in doing so, we shall divide the consideration
of the subject into the two following heads :—

(1) Relation of superiors towards their subordinates,
(2) Relation of subordinates towards their superiors.

29. The adequate consideration of tHese relations past
be based upon a careful analysis of the duties of the members of
the various classes of officess towards each other.

§ 3 — Relation of superiors towards their subordinales.

30. Investiture with authorty, constitutes a superior ;
and subjection to authority, a subordinate. Hence in trenting
of the relations between superiors and subordinates in a
secrotariat, the term ‘‘superiors,” which we shall have
frequently to employ, must be understood to comprise secre-
taries, registrars or chief-clerks, superintendents and heads of
sections : consequently the remarks made in the following
paragraphs in & general way, may not necessarily be applicable
to every cluss of superiors.

31, These remarks embody the result of personal obsery-
ation and knowledge extending over half a life-time spent in,
s secretariat ; and, though they may seem exaggerated, they
are none the less strictly accurateand true, as indicative of the
ways and means whereby the harmony that ought to subsist
between superiors and subordinates is liable to be disturbed.

32 It were folly to pretend that superiors are infallible,
except in the sense that ““the king can do no wrong.” Asa
matter of fact however, it must be always borne in mind that,
equally with subordinates, superiors are human, and as such,
sabject to all the fnilings and weaknesses of human natare:
indeed experience shows that instances in verification of this
remark are not wanting, nor are they far to seek.

33. We must at the outset deprecate and disolaim any
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possible imputation of personality in these remarks: our sole
object in touching upon this delicate subject has been to
endeavour, by an exposition of the causes leading to their
rupture, to establish on a firm and secure basis, and for the
mutval benefit of the State and its employés, the relations
between departmental superiors and subordinates,

84. Superior officers have a triple duty to perfofm towards
the State, towards themselves, and towards Their subordinates.

85. Their duty fowmids the State is correlative to the
demands of the interests of the State which have already been
discussed,

36 The duty which superior officers owe to themselves
requires that they shall reccive fiom their subordinates the defer-
ence due to their position: and deference implies hearty
sentiments of respect and obedience which cannot be secured but
by fuir, just, and considerate treatment.

37. The semblance of respect and obedience exacted by
oppression, is akin to, and no better than, the sentiments of the
rebel who is ever seeking the means of eluding the vigilance,
and frustrating the designs of the tyrant. Such’santimenh.
are far from being promotive of cordial co-operation, which is
the key-stone of departmental efficiency.

3&. Superior officers owe to their subordinates justice
and consideration. Let us examine the constitution of these
attributes in connection with departmental economy.

39. In respect of subordinate officers, justice and con-
sideration relate to—

(a), their official duties;

(b) watters affecting their appointments, namely, pay
and allowances, promoticn, and leave ; and

(¢) other cognate matters, such as privileges, conces-
sions, eto,
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40, Justice and consideration demand—
(a) as to official duties,

(i) that they shall be equably distributed ;

(ii) that in their conduct, due regard shall be
had to the errors ot human frailty ;

(iii) that errors shall nof, e‘i'éept on positive
evidence, be laid to the charge of careless-
ness, neglect of duty, or deliberate disre-
gmd of orders ;

(iv) that praise or censure shall be duly meted out
~if 1t 18 1ight to censure where censure is
due, 1t is equally wrong to withhold praise
which is a powerful stimulus i@ contipued
good work ;

(v) thut no motive shall influence superiors in
attributing unmenited credit or discredit to
the work of subordinates—apart from its
impropriety, such a course clearly indicates
that there 14 behind some ulterior motive,
and should never be adopted at the risk of
inducing disharmony ;

(vi) that work shall be appreciated at its true
worth, and a carping spirit avoided in
respect thereof—nothing is 8o demoralising
in 1ts tendency as constant fault~finding ; -

(vii) that every fault, if persisted in, shall be
visited with appropriate pepalty s a deter-
rent against its repetition ;

(viii) that penalty or reward shall be awarded but
once for the same sct—it is an unnatural
principle and one highly prejudicial to the
interests of the State, by the disharmony it
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is sare to produce, to be constantly reking
up, and punishing for, the same fault, or
rewarding for the same act ;

(ix) that superiors shall not seek to establish a
reputation at the expense of that of their
subordinates—it were heartily to be desired
that experience did not render. it neces-
sary to notice this point ;

(x) that subordinates shall not be so overburdened
as to be compelled, ordinaiily or as a rule,
to work over hours, or at home, or on
Sundays or holidays-~—occasionally work may
press, but to exact, day by day, more than
can possibly be got through during office
hours, indicates either that the administra-
tion 1 at fault, or that the establishment
is inadequate— points which demand serions
attention ;

(b) as to matters relating to _appointments,

(i) that subordinala officers shall nst be mulet-
ed in their pay, except when the gravity
and nature of the offence specially demand
such a penalty, inasmuch as fines are essen-
tially illegal, unless imposed by a properly
constituted authority ;

(ii) that they shall not be deprived, when possible,
of allowances admissible under rule ;

(iii) that they ehall not be deprived of leave which
the rules permit, unless debarred therefrom
by departmental requirements ;

(iv) that they shall not be deprived of promotions
in their turn unless they are really unfitteq
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therefor—-nothing so surely leads to dis-
Harmony by taking the heart out of subor-
dinates as unmerited supersession and dis-
appointed hope ;

(v) that success in the performance of any special
daty to which a junior ma§*forsp2cial reasons
have been deputed ; and acting sppoint-
ments of juniors, made in the intcrests of
a departmental hranch, shzll form no factor
in the disposal of permanent vacancies ;

(vi) that, except at the butiom of the establish-
u;ant, no ountsider shall be appointed, to the
detrisent of the interests of spbordipates,
unless they are unfit for the post—none can
be evpected to work with a heart withoat
hope of advancement ; and

(vii) that appointments or promotions shall be
made with due regard to merit and senior-
ity, and not merely to carry out some mis-
chievous principle, or adverse line of policy,
that may have been decided upon, and

(¢) as to other cognate matters,

(1) that privileges and concessions granted by
higher authorities, shall not ordinarily or
on trivial excuses be withheld from subordi-
nates;

(i1) that concessions or favours asked for, which
way readily be granted without, serious in-
convenience, shall not ordinarily be denied
—constant refusal, besides being impolitic,
is calculated to generate dishonesty, inas-
much as subordinates, if they cannot attain
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their object by fair means, will be cone
strained to have recourse to subterfuge and
deception ;

(i) that if the deprivation of such privileges or
concessions, or other rights, is not intended
as a penalty, but is necessitated by State
consilerations, the loss shall, ns far as possi-
ble, he made good at “the earliest oppor-
tunity :

(w) that the dealings of superiors with subordi-
nates shall be chagacterised by candour,
moral rectitude, gentlemanly demeanour,
and freedom from prejudico ;

(v) that superiors shall always and in all circum-
stances consult the interests of subordi-
nates ; and

(vi) that subordinates shall be treated invarinbly
with civility and kindness—it is erroneons
to suppose that Bigh-hundedness or tyranny
can ever replace troo dlsc}pline..

41. Candour is an essential 1equisite in securing the co-
uj eration of subordinates who can only be reconciled to any
grievance, whether apparent or otherwise, when they come to
learn, by a knowledge of its real motive or reason, that their
interests hive sustained no mjury thereby® or that it was
indaced ty circumstances which could not be controlled. A
supetlor oﬂwer should thereforo in Ins every act bear this
prmclple in mind ; and be careful that his motive is conscientious
and patent, and not marred with the 'aast tinge of suspicion.

42. Sophistry »should not be used for the purpose of
supporting an unfair or unjust act : subordinates are not so dull
of apprehension as not to perceive, if not the true motive, at



( 210 )

Jeast, that the reason assigned is intended as a blind. In the
cause of departmental efficiency, and ta obviate disharmony, it
is always the wisost policy to abstain from such acts.

43. When an act of a superior is adverse to the intereats
of a subordinite, and is intended ns a pcnn]t}', the .rue reason
should be alw1ys expluined to the individual ‘Concerned. Nay,
every fault Should at once be pointed out, in vjeu to its amend.
ment,

44, The mauin object of private or confidential reports
should bo to secure and promote efficiency —

(2) by encourngang officers to persevere in their efforts,
when the report 15 favowrable ;

(b) Ly ennbling officers to improve, or anfend their
favlts, through the knowledge of another's esti-
mate of their character and work ; and

() by protecting the 1eputation uf the individual re-
ported ou, when the report is unfavomable.

The advantages of such reports can only be attained when their
purport is communicated t§ the officers concerned, But when
ez parte action 19 taken against the subjects of such reports,
the reports are liable lo be perterted from their legitimate
purpose, by the unscrupulons, into instruments of persecution
for the gratification of private animus.

45. It is imquitous and dastardly to strike an adversary,
and much more®a helpless eubordinate, in the datk ; and
therefore superior officers, who are the constiluted custodians
of the interests of their subordinates, should take no heed of,
nor action on, slanderous reports, except on failure of .disproof
by the victims of the charges imputed agninst them. It is
however siacerely to be desired, that sneb reports bad no

place in the economy of a department, the quintessence of
whoge bealthy existence is harmony.



( 1 )

46. Acts of injustice, or tyranny, or oppression, on ihe
part of a superior, should not be countenanced by a higher
anthority : to do so is sare to oventuate in geneial discontent,
and interrupt the harmonious working of the department. It is
a mischievous error to lend suppuit to such acts, uuder the idea
of maintaining discipline : true discipline demauds that such acts
should be abstgined from ; an1f committed, that %teps should
be taken to obvidte their recurience, and léh;ed_v the evil,

47. If superior officers realiced the extent of the injury,
and the far-reaching effects which such acts sometimes entail
on their victims, they would doubtlegs hesitate long before
perpetrating them. DBut there are various and conflicting
intarests & serve, and « host of considerations which operate to
warp their better judgment, and superior officers would be
superhuman indeed, if in the perplexing difficulties of their
position, they could always steer clear such of acts, and be ever
guided by the dictates of justice.

48, That justice should always ussert its claims, is an
ideal not to be attmned in the existing order of nafure : yet a
little reflection on the part of superiors, as to tha pra’b:thle effects
of such acts on their subordinates, would no doubt serve to
mitigate the evil, if not to altogether prevent their commission :
and sabordinates may surely claim such consideration.

49. Injustice and oppression give occasion for appeals
which are unbeard of under a good admimstration. Appeals
may therefore be fuitly taken as an indication that the
machinery of administration is out of gear; and they demand
careful investigation, The evil can ouly be remedied by im-
partial and independent enquiry, which is the basic principle
for the conduct of appeals in our courts of justice. It is an
insensate, though not uncommon, practice to dispose of appeals
on the report of the very pezson whose acts are appesled against,.
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and betrays in the appellate authority, a gross and inexcusable
dereliction of duty. Such a course of procedare is but s
premiam for autoctacy : under 1t wrong can never be righted,
and justice must ever miscatry,

50. Destiny bas placed subordinates at tho mercy of
superiots whether for weal or for woe; and the least that
superiors can do to .lleviate the bardship of tho dependency is
to accord to them timt genticmanly, and fair, and bonest trgyt-
ment which every man has a right to expect from his fellow man,

51, Prejucice 1s always one of the surest marks of a bad
administrator, and 13 adruitful source of discontent and ineffi-
ciency : it is lnghly 1llogteal, to say the least, to judge one’s
churacter fiom the caste, class, creed, nationahty, ®r race to
which he belongs : character is the outcome of heredity snd
of innate principles, influenced «nd developed by educational
training, association, and environments.

52, Ill-natured and eynical remarks, which ,can only
be prompted by, and are an wdex of, ill-feeling, should never
be permitted, us being lghiy conducive to acrimony and dis-
oontent, in the subordinate. The subordinate might bs able
to retutn the complitment, perhaps with greater vigour ; but
fie is restrained by lis position fiom i1etahating, and there-
fore to indulge m such remarks, is an abuse of power, and a
mark of moral cowardice unworthy the office of superior,

53. The very helplessness of subordinates is the strong-
est argament agumnst abuse of power, and demands that supe-
rior officers should on every occusion guard with jealousy the
minutest interests of their subordinates, and owit no means,
80 far os in them lies, to obviate any possible injury accruing
thereto. The iuterests of the State are soinextricably mized
up with the interests of its employés, that disregard of the latter
must inevitably prove fatal to the former,
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54, Haughtiness and over-bearing conduct carry with
them their own cundemnation, inasmuch as superiors forfeit
thereby the respect and hearty co-operation of then subordi-
nates. To treat subordmates with aspenty and inconsidera-
tion, to violate their dearest interests, m shot, to make them
feel their helplessness, 15 no cvidence of admmistiative ability ;
and betrays ag mexcusable 1gnorance of human hature, than
which nothing &n be more detnmental *to the cfficiency of
the department.

55. On the other hand, all, save the obdurale villain
who is out of place in a sccictaniat, are amenable to kindness :
and del superiors but recognise 1tx cfficacy for good, they
would employ no other means to secure the hearty co-opera-
tion of subordmates, and the efficiency of the department :
and discontent aud nsubordmation would be unheard of.  Thus
would harmony be estabiished between superiors and  subor-
d nates, and the true interests of the Stafe, consulted. Indeed,
hvman nature resents superciliousnese, and insubordination
cannot withstand the mngie power of kindness

§ 4.—Rlations of subordinates towards therr s-?fpmr'gra.

56 All classes and grades of officers, being subject to
higher anthonty, are included in the term “ subordinates * ns
used in this section. The following remarks, therefore, which
are of a general character, ate only applicable to the class or
grade of officers to which they are respectivolf adapted.

57. Not unhke superior officers, subordinates too have
obligations to discharge towards the State, themselves, and
their supetiors.

58. Their obligations towards tho State are co-extensive
with the requiremenis of the State.

59. Their duty towards themselves relate to their indivi-
dual claims and to those of their colleagues; the furmer call



for justice and consideration at the hands of superiors—qualities,
which we have already discussed ; the latter will be treated of
in the following section.

60. To superiors subordinates owe--

(a) respect for the position they hold and the authority
vested in them ;

(b) *obedience in matters counected with the working
of the department, so far as 18 consistent with
the dictates of moraliy ; and

(¢) co-operation m the dischaige of official functions.

61. These duties gemand that suy eriors—

(@) shall pogsess a thotongh and complets knowledge
of the work of the deputment,

(p) sball excel i abihty ; and

*(¢) shall be gentlemanly m  their deportment towards
then subotdinates

62 Inexjerenco of departmental work is excusable
in a new incumbent . but excellence 1 abibty is indispensably
requisito tu command respect and obedience—it i8 contrary to
human natare to pay defceence or 1ender submission to sape-
riors who do nat possess this quahfication ; and gentlemanly
demeanour, which 1mplies all that 15 fair, and just, and
honourable, may alone claim the cotdial co-operation of sub-
ordinates.

63. Doubtless subordinates may be, nay, often are, re-
quired by the very nature of their position, to yicld respect and
obedieace to, and co-operate with superiors who lack the quali-
fications of their office ; but this anomaly must Aecessarily
generate feelings easier conceived than described, which are
ill caleulated to promote the efficiency of the depariment, or
advance the interests of the State,

64. Unprincipled subordinates are ever on the alert to
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detect and truckle to the foibles of superiors and thus too
often succeed in advancing thoir inferior claims over those of
their more honourable colleagues.

65. To promote their own selfish, of not worse, purposes,
such subordinutes endeavour, by every possible means o insin-
uate themselves in the good graces of superivrs : and, therefore
an exposition of. some of the means resorted to by them, may
sorve asa note of \;umiug to unwary supetidis, and as a guard
agalnst their machinations,

66. Chief among these means, may he enumerated the
following : —

(1) Adulation, that is, the bestowal of praise from
interested motises

(2) Deceit, that is, the endoavour to produce a false
conviction :

(8) Dissimulation, that s, the concealment of one’s real
character.

(4) Flattery, that is, false, insmcere, or venal praise.

(5) Hypocrsy, that iy, preténsion to a false character,

(6) Obsequiousness, that 15, courting favour by low
eringing, : ’

(7) Bycophancy, that 13, mean tale-bearing or reporting
matters to those for whose ears they were not
intended.

67. To the above category may be added the vice of
slander which is not infiequently indulged in by subordinates
from ulterior motives, and which is sometimes tolerated by sy~
periors. ‘No position 1 life may claim immunity from such a
propensity ; and it should always be discouraged by higher au.
thorities. The magive should m every nstance be suspected 3
and if any action is contemplated on slunderous reports, the
viotim should, in the interests of justice, be always afforded
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every opportunity of disproving the charge if possible, before
any action is taken.

68. Iu the interests of tho State and its employds, su-
periors cannot be too careful how they lend a willing ear to tha
whispers, or encourage the advances, of subordinates of whose
integrity of character they have not had the fullest proofs ; nor
how they beftay, and to what purpose, their oga failings, or
weakness of charactér. The; should watch »{ﬁ“jcnlous care
every attempt to bins their judgment ; nor shouid they be ever
led or guided in then official actions by means other than their
own porsonal knowledge and good sense.  Many an unfortunate
subordinate 1s thus made the victim of the sellishness, or malice
of designing comrades.

69. Conduct such as has been deseribed above, 15 some-
times chhracterized as, and honoured by the epthet of, tact by
those who either lack moral courage to pont out the errors of
superiors, and that sclf-1ospect which marks the gentleman, or
who are too dull of intellect to perceive 1ts meanness and im-
propriety. Tuct, be 1t rememberced, is the skilful adaptation of
conduct to ciccumstances, with due regmd to the claims of
rectitude and justice.

§ 5 —Inter-relations of subordinates.

70, In the discharge of their official funetions, snbordi-
nates are, from the natuie of ther position, brought into daily
contact with, and® are, i a greater or less degree dependent
upon, each other. It 1s therefore highly necessary that ins
their mutual relations and intercourse of life they should be
courteous, friendly, kmd, and obliging and should work with
one accord towards the same end.

71, They should form as it werea corporate body united
by the bond of brotheily feeling, and be ever ready to help
one another in all difficulties ; they should avoid all sense of
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jealousy, or animosity or envy which if cherished is sure to
ultimate in slanderous denunciations, to the possible injury or
ruin of the vietim, when the advancement of their own indivi-
dual interests is at stake.

72, Nothing is wore despicable and hateful, especially
among associates, than conceit and bumptiousness, nor so well
calculated to breer about a bieach of h:nm(:p)', without which
there can be no co-operntion  These sociul vices are generally
characteristic of a narrow and ill-educated mind, and are too
cften induced by unwarrantable exceptional treatment.  Superior
officers should therefore exercise great eaution in dealing out
such treatment to subordinates, or 1n giving nse to occasions
which might possibly call for such treatment : much less should
they tolerate and encowrage such reprehensible conduct in &
subordinate, by repeated acts of mdulgence : the demoralising
effect of such unnatural treatment on other subordinates can
never be over-estunated.

We have endeavoured in the feregoing pages to describe
the internal economy of the department, and to make a careful
analysis of the diseiplinary measures necessary to render it effoc-
tive towards the end proposed 1n the department ; but how far
we have succeeded in the attempt, it 1s for the experienced and
unprejudiced officer to judge,

We have now brought this treatiso toea conclusion, in
which it has been our aun to set forth to the best of our power,
the details of the working of Indian secretamats, It ouly re-
mains to Bay a few words in explanation of the privciples on
which the proper orgamzation of a departiment should be based ;
this we shall accordjngly proceced to do.



CHAPTER XXII.
THe MopEL SECRKTARIAT.

§ 1.—Nature, the prototyp. of departmental organisation.

Phenomenal nature may be viewed asa vast organisation
whose perfection is made mamfast hy the precise adaptation
snd correlution of its pmits to each other and to the whole
The constitution and economy of the aniverse are the funda~
mental bases on which all buman 1nstitutions are ffshiondd ;
sod their succoss is proportioned to the fidehity of their 1mita-
tion of nature—that 18, the closer they approaumate natare in
the mechanism of their parts, the gicater the degree of their
excellence, and wvice versd.

2. Hence, in endeavouring to establish on a sound basis
the principleg which should overu the organisation of a secret-
suiat, we cannot pursue a better course than conform to the
exemplar presentod Ly natute i the organism of man, who is
st once the epitowe of the umverse, and the ultimate expression
of perfection cognisable by human itelligence,

3. As we are at present concerned with a physical organi.
sation, we must seek for its analogue in the constitution of the
physical body of man: this we shall accordingly endeavour to
enalyse, in view to discover correspondences between the prine
ciples which inform s being and the elements requisite in
the formation of a secretariat, so that the consideration of the
functions of the human organism may enable*us to deduce and
determine the conditions necessary to the successful operation
of the functions of the latter.
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§ 2.~The human organism.

4. Man is a compoeite being—the resultant of certain
elements, the concurrence of which constitutes him a living
organism ; but to understand the cconomy of nature in respect
of his organism, 113 necessary to recognise the processes which
operate in harmony towards sustaining his physical life.

5. Thesemprocesses relate to the constituents of the body
of man, namely, bone, muscle, blood, nerve, etc., and are con-
ducted through the ageney of organs.

6. Of the organs, some are designed by nature for the
performance of functions of vital importance, while the func-
tions with which others are acereditel are mercly auxiliary,
In its normal state, cach organ 15 destined for a specific purpose,
and is limited as to its capabiiitics nor can it ordinarily per-
form the functions of another as cfficiently as 1ts Ow;l; and
this inefficiency is equally obscrvable when an organ, suscep-
tible thereof, has been specially tramed to do duties foreign,
or in addition, to the purpose for which it was originally in-
tended by nature

7. The action of these organs is determined, whether di-
rectly or indircctly, by reason and volition, which are but ex«
pressions of the intellectual principle 1n man,

§ 8.—Constututional principles.

8. From the foregoing we perceive the following prin-
ciples which underhe the constitution of a perfect living or-
ganism ‘—

(19 That’such an orgunism is composed of certain ele-
meuts, the union of which is necessary to its
physjcal life.

(2) That the phy«ical ife of the organism depends for
its existence upon the uniform and harmonious
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operation of processes which relate tv the con-
stituent parts of its body.

(8) That these processes are conducted thkrough the
agency of appropriate organs,

(4) That, in view of cfficiency and systematic action,
these organs are aceredited withspecific functions,
according to their nature, and arg ill adapted for
the performance of duties heyphd their respective
capabilities.

(5) That the performance of the functions is regulated
or governed by the dictates of intelligence,

9, Itis hardly nceessary to add that there is alwaysa
perfect analogy between the operations of nature’s Jaws in the
various planes of existence: indeed, this principlo is fully re-
cog!liﬁati in the constitution, on its basis, of every successful
human institution ; and, as instances, we need only refer to the
constitution of the government. in the political plane, to that
of society, in the social plane, and in the industrial plane, to
the constitution of industyjal institutions, The ill success of
an organi;:d.ivn, if we only take the trouble to investigate,
we shatl always find, is due to departure or deviation from this
principle in its constitution and economy.

§ 4.—The organisation of a secretariat,

10. The vitgl elements in a seerctariat are—
(1) The materiel, or the branches of the administration
with which it is concerned.
(2) The personnel, or the establishment who perform the
administrative and departmental functions.
(8) The faculties necessary for the due performance
of those functions.
11. The conduct of the branches of the administration
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involves the joint operation of certain functions, which bave
already heen discussed in tho courso of this tieatise.

12. These functions, whick coustitute the staple of the
work of a secretaiat, are conducted by members of the estab-
lishment which must be adequale to their peiformance,

13. Iodividuais are endowed by nature with specifio
faculties, in mecordance with the laws of.lwrechfy and pre-
natal influences : Yheir capabibties are tliciefore restricted to
their natwial capacity wlich they may not vénture to trans-
cend with any hope of success. Ilence, each mewber of the
depurtmental staff 1s naturally adapted for the performance,
within the limits of lns capabilities, of functions suited to his
faculties, whichi they are caleulated to elicit.

14, Edueation and eapetience are doubtless impoitant
factots in the aftwmment of cfficiency ; but their efféct lies
more in the direction of devcloping and perfecting latent
natural powers, than i the acquisition of faculties withheld by
nature. They may indeed enuble one to perform heterogeneous
functions ; but the discharge of such functions must, from the
nature of the case, be necessarily nwperfect, 1f not perfunctory
unless he is nuturally endowed with the facuities adapted
thereto.

15. The functions of a secretariat belong to two general
categories—intellectual and routine. Those of the former class
demand the exercise of the higher faculties of the mind, and
consequently depend, in a greater or less degree, upon educa-
tional ability ; those of the latter, which aie more or less wecha-
nical, require ths aid of experience. One may be emmncotly
qualified for the peiformance of certain functions, and yet bo
totally unfit for the discharge of others: we may mention that,
from personal knowledge, we are aware of more than one such
instance,
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16. Besides, the mental faculties, which the seweral func-
tions of the former category call into play, are so vuried, that
their concurrence, in an equal state of perfection, in a single
individual, is a phenomenon of exceptional occurrenca. It were
therefore indeed, to say the least, a grave error of administration
to require the performance of heterogencome funclions by
individoul members of the secrefariat staff.

17. Polarity,’er action and reaction,Zis the unique and
fondamental Jave which finds expression in the harmory observ-
able in every department of nature Dualism pervades the
universe, and excess or deficiency in one direction or plane
is ever compensated by deficiency or excess in anotker : indeed,
natare’s tendency is ever to maintain a determinate, consfant,
with referonce to circumstances in each ndividual case. By
virtue of this law, whit i3 gained in quantity is lost iu
quality : outside this law, all is discord and confusion.

18. This law furuishes the key to the successfal applica-
tion of the principle of division of labour, asit does to the
solution of every difficulty or mystery in nature, however other-
wise inexplicable ; and on its basis, specific members in the
haman body are endowed with specific faculties. Hence the in-
ference is clear that to achieve success, labour must be func~
tionally distributed with reference to the capabilities of the
workmen : where quantity is a characteristic feature, labour
may be grouped .in convenient classes, but, in each category,
the distribution of the duties for its conduct must be fame-
tional.

19. The due discharge of the functions demands the exer-
cise of specific faculties according to their nature, and, owing
to various causes which may not always be provided against,
needs the guidance and supervision of a superior directing
jntelligence,
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§ 5.=1Its essential yequisites.
20, From the foregoing we may deduce the following as
sssential requisites in the constitution of a secretariat ;=

(1) that, in view of methodical treatment, the branches
of the adn.inistration, with which it is concerned,
shall, if considered necessary, be classified in con~
venient groups ;

(2) that the* fanctions for the conduct of these adminis.
trative branches shall, in like manner, be classi-
fied with due regard to the faculties which their
exercise demands;

(3) that the duties shall be functionally apportioned to
corresponding classes or branches of the secret-
ariat staff, possessing the faculties necessary to
their due performance;

(4 that the functions or duties shall be proportioned to
the capabilities of each member of the secret.
ariat establishment ;

(5) that, if more than one function is allotted to a single
individual, they shall be of a homoganeous
character ;

(6) that the stiength of its personnel shall be propor-
tioned to the necessary requirements of the secret-
ariat ; and

(7) that the conduct of the work, whether in each
branch or in the entire secretariat, shall be sub-
ject to the supervision and guidance ofa res-
ponsible controlling authority or head.

§ 6.—Clanification and allotment of work.
21. As the work of a secretariat 1s extensive, and com-
prises a variely of funotions requisite for its ccnduet, it is

necessary to methodise it by & proper olassification,- aud
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allotment among corresponding branches or sections of the
department.

22. This classification and allctment may be made either
(a) ¢ subjectively,’ that is, according to subjects ; (b) territo-
rially, that is, according to territories or provinces : or (¢) func-
tionally, that is, nccerding to the functions or duties necessary
for the conduct of the work, Let us investigute and determine
the relative merits or demes.ts of each of th‘?e modes.

(s)—' Bubjectine’ or territonal

23. The branches of a secretariat, when its work is ‘sub-
jectively' chussified, are mdeed mniature departments, each
of which is required to perform all *he departmental functions
quoad its own work Henco each branch must have a fall
complement of members capable of performing the various
departmontal fanctions. But as not every member is equally
gifted with the faculties requited for the performance of all
these functions, u larger establishment becomes pecessary than
would be otherwise called for ; and therefore there could be no
guaranteo that the amount of work which might fall to his
share,” would be sufficient to keep each member fully ocoupied.

24, Under a ‘subjective’ classification, difficulty not in-
frequently arices (as experience has proven), owing to the
complexity of the question at issue, or from any other cause, in
olearly distingnighing the nature of the suhject; and conse-
quently there 1s a liability of similar subjects being allotted t.
different branches of thoe sectetariat, and of their being treated
differently.

25, *Bubjective’ classification rendets the work of super-
vision more arduous, harassing, and tedions, and more linble to
error and inaccuracy, inasmuch as it involves the examination
of hetergeneous duties which require the esercise of different
faculties, all of which may not be possessel, at least inan
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equal degree, by the superintendent, whose mind is therefore
more likely, than not, to be overstrained in the consecientious
discharge of his duty.

26. Should it be ever considered desirahle to divide a
sacretariat, so as to admut of its work being conducted in more
places than one —say Caleutta and Simla—a measuro which
would doubtless be highly advantageous, the difision could
not be effected, under a ‘ sohyjective” classifieation, at least with-
out much difficulty, and perhaps nsk of eventual fuilare ; for
it would involve the solution of a number of questions which
must necessarily arise—such as the natyis and charaeter of the
subjects to be dealt with hy the depaitinental divisions, the
separatiort of the establishment, as to semonty, number, capa-
bility, ete., the expenditure meident on the conduet of ¢ cases,’
and so on— questions, the mtneacies of which, noné but a
thoronghly able and practical officer can adequately appreciate.

27. It must be borne m mind that apart fiom the classi-
fication of work and s allotment to the branches of the secret-
arwt, the conduct of branch wotk mmphes its distribution
among its mombers  This distihution may hiké manner be
either ‘subjective,’ terriforial, or functional
© 28, Under a ‘subjective’” distmbution of work, ono mem-
ber of a hanch 1s ordmaridy uonrequainted  with the subject
uliotted to, and dealt with by, another : the absence therefore
of a single momber 15 likely to disorganise tho branch and pat
its machinery out of gear.

29. A ‘subjective’ distribution of work among the mem-
bers of the branch, necessitales the allotment of heterogencous
functions to the same individuals wbu, owing to the fluctuation
in the amount of,work relating to their respective subjects,
are not infrequently uncqually burdened, that is, some have
uomparatively easy times and others are he&\fﬂ}’ prcﬂscd. Ia
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this unequal distribation inbere the germs of disaffection sod
inefficiency ; and the peiformance of heterogeneous duties by
tke same individual, cannot fuil of resulting in their perfanc-
tory discharge.

30. By a functional distribution, when the work is ‘sube«
jectively’ classified, the duties of each member ot the branch
woald ordiharily bo eithor insufficient to oceupy his entire
time, or they woulil be disproportionate to#is status ond capa-
bilities. In the former case, thete would be a decided loss of
power ; in the lattor, wheie cither « junior or inexperienced
clerk is required to perform supwior duties, which cannot there-
fore be efficiently perormed, or a semor o1 experienced clerk
is allotted inferior o1 routine duties—contingencis, which
from the comparative paucity of members in the braach
ernnot® possibly be ayoided—there must bo a waste of energy.
These results may to a certain extent be obviated, as to guantity
of work, by the allotment of heterogeneous functions to indivie
dual members of the brauch, but the work turned out must,
from the nature of the casd, be inferier as to quality.

. 8L The sdvantages of a ‘subjective’ classification and
distribution ure, that, by speciulising the work, and as a con-
sequence of a wider 1ange of duties,—

(1) A greater guarantec of efficiency is afforded.

(2) Tho possibility of error is minimised.

(3) Expeditiousness is promoted.

(4) Experience and gencral knowledge of departmental

work ate more readily acquired.

82. It must however he observed in regaid to these
advantages, that (1), (2), and (3) are limited to a knowledge of
facts and incidents relating to the subjocts dealt with, and are
therefore confined to only a few of the departmental fanctions,
in the discharge of which such knowledge is likely to be usefal.
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As to (4), sccording to the law of compensation to which
reference bas already been made, it is clear that the experience
and knowledge of departmental work do acquired cannot but be
quite superficial, and worth very little indeed : a more thorough
snd practical experience and knowledge could be eusily provided
for by a periodicAl appienticeship, in 1otation, of the members
of the secretariat establishment, withn the liwits of their
aptitude, in the Lsgnches of the departmend, whose duties bave
been allotted functionally. Besides, the guidance and direction
of a really efficient head must go a great way in minimising
the disadvantages of the system of clussification and distri-
bution of work ndopted in the secretariat.

33, The disadvantages and advantages of a ‘subjective’
classification and distribution me equally applicable to a terri-
torial division ; except that, in the latter case, the possibility,
under & ‘subjective’ clasaifiction, of the treatment of similar
subjects by different branches, does not miiso.

(b)—Functional.

. 84, By afunctional classificatioh, each member of a branch
if properly selected, is qualified for the dischurge of the fung-
tion allotted to the branch. Henco 1t would be easier to deler
mine, with tolerable certainty, the nawmber of mewbers neces-
sary for the performauce of the work of the branch, so as to
keep them fully occupied consequently a minimum establish~
ment would be required.

85. Under a functional classification, sunilar subjecty
could not .posaibly be treated differently, or in different branches ;
and hence the possibility of conflicting orders would be
avoided.

36. Functional classification also renders the work of
supervision less laborious, and more perfect, accurate, and
expeditious ;: it is far easier to examine work of the smme
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description, for which the superintendent 18 by nature specially
qualified  buesides, the cousiant exercise of the same faculty is
eminently ealculated to render 1t more acute. “
37, The separation or rather division of the work of a
secretariat, fo as to adnut of ats conduct 1w different places, if
desired, 1s facilitated by a functional clussification.
38, Bwa functonal distnibution of work, all the members
of a branch bavingshe same duties to perfopm, the absence of
r worhwog of the
brauch, asmuch ns the daties of the absentees car always be

individuals does not mjurionsy  aftect the

taken up by the remulng wensbers of the branch without
appreciable ditheulty or werease of werk

39, Agaw, a functional distribution adts of ag eqngble
division of bianch wark ameng 1t mombers, Lecause there
can be no restricton to the allotment ot work to mdividuel
raembers,

40.  Such a distribution ensures the least loss of power or
waste of cnergy, m that it enables the supcnutendent, by a
judicious wlotment, to fully oceupy the time ot cach wember
of the brandh, and to proportion the work to his status and
capahilitics,

41. Under a tunetional elassiheation, the advantages of a
fgubjectine " distubntien may be seewred 1 bieuches where
Jkoowledge and expenence as 1o subjeets would be specially
uscful, by allottsng work 1elating to the same subjects to
the same wembers of the braveh, so fur as may be consistent
with the roper mterests of the branch,

42, The disadvantages of a functional classification and
distribution are—

(1) that it lumits the knowledge and experience of the
members of the branch to 1t~ special allotted
function ;
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(2) that it is likely to inteiferc with the transfor of
members betwecn the branches , and

(8) that it 1s comsequently distasteful to the depart-
mental staff.

43, These objections can hardly bLe held to be vahd, be-
cause not every member of the scerctaniat 1s fitted for the per-
formance of every function, but, v the case of ¢he few who
are so fitted, the validity of the objections, whi 1t e i dwviduals
are permapeutly located 1w one brauch,may be neutialised by
the remedial measure suggested m para 32 nbo.c.

() The systems ccmpared.

44. To sum up : the followmy we the diradvantages of a
“subjective ’ or tetritortal classification and distribution, namely,
(a) of a ¢subjective” o1 territonal classification s—

(1) It necessitates a larger establishment, )

(2) It (a *subjeetive’ classifieation) 15 hikely to
cause 4 conflirt of action.

(8) Tt renders supervision more mduous, haruss-
ing, and liable to’ crror and inagehiracy,

(4) It bars the possibahty of dividing, if dpsired,
the woik of the sceretariat (at least without
much difficulty, and ni<k of fwlure), in view
to 1ts conduet betwen two or more places.

(b) of a similar distiibution, under the samo classifica-
tion :—

(6) It uapedes, retards, and cuhances the diffis
culties in the conduct of, work—in other
words, 1t disorgamses the Lianeh, in the
sbsence of a yingie member.

(6) It*is calculated to ciuce an unequal pres-
sare of work.

(7) It leads to a perfunctory discharge of daty.
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(¢) of a functional disiributivn, under a ' sunjective’ or
territorial classification :—

(8) It involves a decided Joss of power,or waste of
ene gy, or both,

(d) of a “subjective’ or territorial classification and dis«
tribution combraed :—

(9) It1s an unnatural systemn, and franght with

“the gt of inefliciengf and failure.

(10) 1t s a more elaborate and costly system.

(e) m regard to the members of the secretariat :—-

(11) It worties, and overstrains the energy of, a
conscientious superintendent,

(12; 1t 1> hhely to foster discontent and dissatis-
faction, if not & mutinous spirit, among
suburdinafes.

(18) It 13 Hable to produce 1in those who are
overtbwdened, a  careless babit 1 the dis-
charge of duty.

(14) 1t engeders the vien of wdleness in those who
Liave little to do.

45. On the other hand, the following are the advantages
of a funetional classification and distibution ; namely,
(@) of a functional clagsification :—

(1) It requires @ moymum establishment,

(2) "Lt secures wmformity of action.

(3) It facilitales the work of supervision, and
renders 1t moio perfect, accuralp and ex-
peditious,

(4) It 1enders possible the separation, or rather di-
vision, of the work of u secretariat, if its con-
duct n difierent places is considered de-
sirable,
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() of a similar distribution, under the same classifica-
tion :—

(5) It has po 1njurions effect on the working
of the branch, in the absence of a reasonable
number of members:

(6) It provides for an equable allotment of branch
work.

(7) Inyensaros carefulness in the discharge of
duty.

(¢) of a ‘subjective’ or ternitorial distribution, under a
functional elsafication :-

(8) It 18 caleulated to sccure the advantages of
the ‘subjective” system, when a ‘ subjec~
tive * allotment is consd ered desirable.

(@) of a fanctional classification and distributio com-
bined —
(9) Tt eusures a muinumum loss of power, or waste
of energy, if any,
(10) It 1s based on natural principles,and conse«
queutly best adapted to sccure cfficiency. ,
(11) It 1s a simpler and more economical system,
(¢) as to the members of the departmental staff ,—
(12) It does not harass, and is less troublesome
to, the superintendent,
(13) It iy calculated to obviate duy spirit of dis-
curd or discontent among subordinates,
(14) It provides against carclessness in the con-
duct of work,
(15) lt»pmvides full oconpation of time.
46. From the foregoing it will be observed—
(a) that all the disadvantages of a ‘subjective ' or terri-
torial / classif.cation and distribution, sre fully

!
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counterpoised by the advantages of the fanctional
system ,

(b) that the advantages of the ‘ subjective’ or territorial
gistem, may be met by a ‘subjective’ or terri-
tortal distribution of work, to the extent neces-
sary, and as far as appheable, under the fanctional
system , and

(¢) that the disadvantajes of the fuibtional system are
purely personal to the members of tae depart-
mental staff, and wmay be met by the course
sugaested m paa 92 of this chapter.

47. Tt 1 thaefore clear to a demonstration, that the
{. nctronal system s by far, aud 1n every way, the mast advan-
tigeous to the State, as well as to its cmployés, and the beet
enfculated to secure efficiency.

§ 7.—Classrfication and willotment of funclions.

48. Tunctional classification means that only such depart-
mental furetions as require the eaercise of the same or similar
faculties, shall be rlissed together.

49,  Prehmmary to the allotment of these functions to the
personnel of the secretariat, 1t 15 necessary to group its mem-
bers in corresponding classes, possessing the necessary faculties,

50. In making the allotment, care should be taken—

(a) that the members of the sceretarat branch are
ada:qnate to cope with the amount of work to
be allotted to it ; and

() that the members of the branch possess the requisite
faculties for the discharge of the functions they
are cxpected to perform.

51. The distribution of work in the branch must be re-
gulated by an appropriate graduation of its members, as to ex-
perience and ability, and of the work, as to character and ex-
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tent ; the distribution among the members, being made with
due regard to both these points, and to the capacity of each
individual.

52. This mode of classification of functions, and of their
alloiment to, and distribution among, the departmental branches
and the personnel, is practically not so difficult or chi-
merical as 1t may scem . nay, if the task be but earffestly under-
taken, with the cynviction that 1t 1s the“only effective means
of securing the maximum advantage with the mimmum expen-
diture, an ablc and expcuenced head, such as a chief-clerk
or registrar of a secretariat ought to beewhose province it is to
arrange such matters, and who has the interests of the State
at heart,»will find the apparent difficulty easicr of solution than
he might have anticipated



CHAPTER XXIIL
Tag MoprL SecrraARIAT,—(Concluded.)
§ 1.—The personnel.

To cope with the requirements of sccietariaz work, it
is not only necessary that tho personnel shall be sufficiently
strong numerically, but that 1ts members shall possess as well
the requisite fuculties for the due performance of the depart-
mental functions. This can only be effected by a cax;eful con~
sideration of the nature and extent of the work to be executed.

2.. If the establishient 15 fo be 1eorganised, or, if the
organisation is a new one, 1t is necessary in the first place to
estimate the avernge number of ‘receipts’ during a fixed
period—in the case of a new organisation, such an estimate
can, at tho best, be but approximate—and the degree of their
importance. + This will enable an efficient and experienced
organuser to gauge, with sufficient accwdey for all practical
purpeses, the quantity of intellectual and 1outine work that is
likely to accrae.

3. An idea, once formed, of the quantity and quality of
work to be cxecuted, it will be a comparatively easy matter to
determine the strength of establishment that will be necessary
for its conduct, The graduation o1 classification of the mem-
bers of the establishment, and their remuneration, wi# entirely
depend upon the number and size of the departmental branches,
at.id the quantity and quality of their work, The principle of
progressive salaties has been experimentally proved to be the
most satisfactory, and the best adapted in the case of a classi~
fcation of the establishment.
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4. The remuneration or salaries of the establishment—

(a) should be proportioned to the nature of the work to
be performed ;

(b) should be personal within the hmits of the two main
divisions—upper and lower—of the establishment ;
and

(¢) should be adequate—

() -t';&secure the fidelity of tire members, and
(ii) to serve us au inducement to them to continue
in service,

5. That salary should bear a ditect proportion to the
work to be done, is a principle as incontrovertible as that the
nonrishment required by an organ should suffice for the per-
formance of the function with which it 15 charged.

6. As there are varymg grades of the sume function in
the human organism, corresponding to the different orgnns
within which it operates ; so 1n each branch of the secretariat,
thera must necessanily be members of the different classes in
the departmental stuff, according eto the varying, degroes of
intricacy of the function allotted to the brancl, which they
are required to work out. -

7. This circumstance leads to the inference that up ton
certain extent or point, the simpler phases of functions, though
of a heterogeneous character, admit of being conducted by the
junior members of the establishment ; but that the more com-
plex or intricate phases, which demand the eaercise of special
*qualifications or faculties, are peculiarly the province of the
senior mémbers.

8. Hence the necessity, fonnded on equity, of making
salaries personal within the limits of the divisions of the estabs
lishment to which the members severally belong. The removal
of such reatriction is calculated to seriously impair the efficiency
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of work, by the deputation of men lacking the necessaty ex-
perience and ability to perform superior dutiea. .

9. Among the qualities requisite in a sccretariat officer,
the command of which in a great measure depends upon the
amoant of .temuneration he receives, are trustworthiness and
experience, 'The former implies that he shall Bé furithful to his
charge—ané nothing can so effectually piace him beyond the
reach of temptationor venaliy, as a salary gufficient for all his
wants, and commensurate with the impoitance of lis duties.
The latter is proportionate to the time he has been at work—and
ove of the most poweiful agents in securing continuity of
service, is such an amount of salary as, considering the vature
of his duties, shall suffice to render lim contented till ,the
time, when in the ordinary course of events, he obtaing promo-
tion to-the higher grades of the establishment.

10, This latter principle—the adequacy of remuuera-
tion as a means towards retention in service—is the only key
to the determination of the amount of salary : all other con-
siderations are erroncous 1n. principle, and cannot but fail in
securing that end. 1t must howeser be borne in mind that the
questidn of contentment involves the just appteciation of
circumstances, such as the social status, educational ability, etc.,
‘and the consequent legitimate aspirations, of the individuals
concerned.

§ 2¢— Classiyication of the memlers,

11. The functions of the human organism are conducted
by the agency of appropriate organs, according to the system’
to which they severally appeituin, and are controlled im-
mediately by the will, under the guidance of a directing intel~
ligence, Similarly, the functions of the departmental branches
are performed by tH8ir respective members, who are selected
with due regard to their capabilities, and are subject to the
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direct supervision of the superintendents, under the general
control of the chief:cletk or registrar of the secretariat.

12, Hence the members of the ministerial staff naturally
divide themsclves into three categories—

L—Chef-clerks or regstrars.
I1.—Superintendents of branches.
III,—Subordinate clerks, who may be snb-dtvided into
two classes—

(i) senlor cletky, that is, clerks belonging to the
upper division who are capable of perform-
ing superior duties.; and

(1) junior clerks who belong to the lower division,
and are requued to perform routine daties.

13. The varying degrees of intricacy or difficulty of the
work of a departmental branch render it necessary that its
members should be composed of both senior and junior clerks.

14, Inasmuch as senior clerks are expected to perform
supecior duties, it is imperative that classification in, or admis«
sion into, the upper division should e restricted to those who
have established their eligibibty by practieal experfence, or by
a departmental test. It 1s fom the ranks of senior clerks that
such of them as have exhibited a marked superiority in know-
ledge and experience of departmental work, are eligible for
selection as branch supermtendents, or chief-clerk or registrar
of a secrctarnt, provided they aro possessed of the other
tequisite qualifications.

15. If the prestige of the depzrtment is to be maintained,
and the dystem of classification of the secretariat establish-
ment is not to degenerate into a farce, the principle of eligis
bility in respect of admission into the upper division of clerks
must be strictly adhered to, nor should anywother consideration
avail towards such an end : departure or deviation from this
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principle is tantamount to expecting the performance of fane-
tions by organs ill-adapted thereto, and is alculated to inevit-
ably result in departmental disorganisation.

§ 8. = Qualifications of each class.
(s)—Abstmact qualities.
16. Aptitude or efficiency involves the idea of—
(a) Buty,
(b) the manier of its performance, apd,
(c) the qualifications necessary therefor.

17. In the preceding chapter we have already treated of
the duties of the vagious classes of secretariat officers : the
mode of their performance and the requisite qualifications we
shall now endeavour to analyse and discuss at greater lemgth.

18, In the human organism, every automatic action, in
which hlone the efficiency of natuie’s operations is fully display~
ed, is characterised by the attributes of—

(a) accuracy,

(b) carefulness,
(c) completeness,
{d) expedition, and
() order.

19. A consideration of these will at once suggest the
mode of, and the qualifications or faculties necessary for, per-
forming the various functions.

20. Accuraty dewands that the duty to be performed
must be free from error ; and consequently implies a full know-
ledge of its principles, and the possession of the faoulty of self-
assurance. In the case of superior and intellectual funehons,
it pre-supposes an amount of special knowledge and educational
ability adapted to their respective natures. ,

21. Carefulness requires that strict attention must be
devoted to the performance of the duty to the exclusion of
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every disturbing element. It isa habit of mind, in a great
measure, if not entirely, dependent upon a seuse of individual
responsibility.

92. A duty is said.to be complete, when there is no
omission of any of its details and it is perfect in all itg parts.
Hence a thorough knowledge of its constituent elements is
an absolute pre-requisite,

23. Eupedigioy or despatch in the discharge of a duty
implies its execution without undue delay. It involves—

(a) the possession of the necessary faculty ;

(b) physical or mental capacity ;end

(¢) zeal or earnestness in the performance of the daty.

24, »Order in respect of a specific duty is the systematic
arrangement of its parts, or details in proper sequence, 1t is
an endowment of nature and only susceptible of acquisition,
by proper training, but in a limited degree, by those not
paturally gifted with the faculty.

25. Hence the qualifications and faculties which the
members of the departmental staff should possess, id order to
the efficient conduct of work, are—

(a) complete knowledge of the principles and consti-
tuent elements of the ;functions with whioh they
may be severally concerned ;

(b) educational ability necessary to the due discharge

+ of those functions ;

(¢) sense of individual responsibility ;

(d), natoral capacity for the performance of the faune-
tions in question ;

(e) zeal or earnestness in such performance and Jast,
though by no means the least,

(f) the faculty of self-assurance which is the kl'y-
stone of success,
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96. As the possession of all {hese requisites in an eminent
degree constitutes a thoroughly efficient officer, it behoves us to
examine their respective significance in the case of each class of

departmental officers,
(b)—Qualifications of 1egstrar or chief-clerk.

27. In treating of the special qualificifions of chief-clerk
or registra, it must be premised that whatever duties do not
appertain to any of® the duyjartmental brapebes fall within the
provinge of that officer,

28, These duties we have already diccussed in section 3
(b) of chapter (XX)sit 18 only mnecessary to consider the
abstract qualities noticed in the foregomg section (para, 77)
with particular reference to the duties in question, w order to
ascertain the special qualifications requizite for the office of
chief-dlerk or regstrar of a secrctariat,

29. From a careful apvalyss it would appear that the
qualifications requued in & registrar are—

(a) complete knowledge of the working of a secretariat,
and of the daties of lns office i particnlar §

() gencral cducational ability ;

(¢) sense of responsibility of Ins position as the enstodian
of the interests of the Stito and of 1ts employés ;

(d) zeal in the discharge of lus duties ; and

() natural aptitude for the duties of his office,

30. Inbref, a registiar or clief-clak mugt bea man
educationally, naturally, and socully fit for the position of his
office, 80 as to be able to command the respect and confidence of
his subordinates, without which it 1s inpossible to geeare thefr'
cordial co-operation which is an essentiul element of efficiency,

81, It is therefore clear that the .egjstrar of a secretariat
must be a man of more than ordinary o1 mediocre talent and
ability, and not easy to find, inasmuch as the combisation of all
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these qualifications in a single individual is very rare indeed.
The greater the humber of these qualifications which a man
possesses, the better is he adupted for the office of registrar or
chief-clerk. Irrespective of these qualifications, seniority counts
for nothing : consequently it is no grievance to candidates if
in the selection of an incumbent tor the office, their claims on,
the score ofsemonty are overlooked : it s only cgleris paribus
that seniority forms an element for consideiation m making the
selection.

32. In order to realise the nucessity for, and the import-
ance of, these qualifications, we shall endeavour to examine
them in detail in connection with the fuuctions and economy of
the secratariat—the two items with winch the charge of the re-
gistrar or chief-clerk 15 solely concerned. The connection of
these qualifications with the departmental functions relates to
the classification, distribution, aud conduct of the latter ; while
their connection with departmnental economy implies the inter-
relations of secretaiiat officers,

33. It is self-evident and thexeforo needs no demonstra-
tion, that a complete knowledge of the wurking of »a secretariat
is a sine qud non for its proper management, and for the
conduct of its functions.

34, Educational ability is required of the registrar in
order——

() to the solution of questions of dowbt or difficulty ;

(b) to judge of the qualificatious of candidates, and of
the character and work of subordinates— to derive
such knowledge second-hand, is, to say the least,
fraught with mischiet ;

() to be able to make a proper distribation of the work
of the department among the ministerial staff ;

(d) to be able to recognize the interests involved in th?
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administration of the department, and the wuteal
obligations of departmental officers ; and

(¢) to apprehend the impoitance of just and consider
ate treatment of, and the consequences of specific
acts in relation to, subordinates.

35. 'The 1egistrar must recognise that Ttris his duty to
protect the'interests of its employés as well as those of the
State ; and that to “ignore th~ former i.s( productive of dis-
harmony, and is consequently, nimical to the latter. Other-
wige, it is mote than probable that he will be unable to so square
his conduet as to obviate a rupture of harmonious relations, with-
out which the true interests of the State must inevitably suffer.

30. It is unnecessary to repeat what is univemsally re-
cognised, that where zeal or earnestness is lacking, efticiency ia
the petformance of an act must be more or less injuriously
affected : and the conduct of the registrar’s duties is no ex~
ception to tho rule.

37, Natural aptitude, 1n connection with the office of
registrar oy Ichiei'-clelk, mdans the possession of certain faoq k
tigs or ondowments of nature for the due performance of its
functions, Consequently, as the functions in question fmre
reference to the economy of the department, the requimte
faculties would seem to be—

(1) natural intelligence ;
(2) knowledge of human nature ;
(8) moral rectitude ;
(4) social fitness 3
(5) self-confidence ; and
(6) gentlemanliness of deportment.
38. Natural intelligence is often called for in the disposal

.of cases of emergency or diffiulty which mere educational
ability is incompetent to solve,
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89, Knowledge of human nature is the fulerum on which
the lever of departmental administration must ever operate in
order to the due maintenance of discipline : it is a special
patural facalty ; and its absence may fairly be credited with a
larger amount of disharmony and disaffection among the
members of the establichment than is generally admitted. It
is therefore essential to the successful managemen# of subordi-
nates in order to ewa'k‘e their hearty co—oper:rtllon, and involves-—

(1) barmony of relations between superiors and sub-

ordinates ;

(2) equability of temper ;

(3) dispassionate judgment ;

(&) self-respect ; and

(5) tact.

40. In other words, this knowledge demands tMat the
registrar—

(a) should be a strict disciplinarian—on this knowledge
dopends entirely the due regulation of the inter-
relations of departmenth] officers, inasmuch as it
alone renders possibls the recogniti&n of their
respective interests ; y

(b) he shoold be calm and collected on all occasions—
a state of excitement is incompatible with the
mental condition essential in deciding upon the
proper course of action, and in tRe maintenance of
proper relations towards others, inasmuch as it is
calculated to betray him into the commission of
acts from which,‘ in calmer moments, he wonld
rather have refrained ;

(¢) he shopM be fiee from bias, and uninﬂuencad?y
motives other shan those of justice and equity—
prejudice, and motives "of a private or persomal



