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.hould be officially trnnsferred to the latter dep .. rtlMllt~ ~ 
the iSl!ue of Buch orders, except when the SecretiJ.'!Y -;,. ~te 
for India il! to be addressed. No official action shoul~ be.'talt6' 
in 8 department on other than official 'receipts_ 

t6. Non-officials should not. as a..l,ule, be 8uppli~ ~ith 
copies')f official documents. 

27. Docllme~ts intended for official 'record' should always 
be communicated officially. 

§ 2.- Treatment of' caaes, 
tS. 'Cases' are of vnrying uegrees of nrgen(y, according 

to their nature, Ilnd arc·clatl~ificd U3-

I.-Ordinary. II I.-Urgent. 
n.-Enrly. IV.-Immediate. 

29. In order to secure unifof/Ulty, and simpllficatiOD of the 
methods of indicating urgp.ncy 01' priority In dealing wiib offi­
cial papers, the Governol'-Geneml in Council has directed 
the adoption in all Dflpartmellt~ of'the Gov!'Tnmont of India 
of the following ~yst[>m af coloured labels for use on boxes, 
, ¥Ies,' lind letters :-

Ordmary ••• WHITE. 

Early ... GREEN (emerald). 
U~gent ... RED (ce7'millton). 
Immediate ... BLUR (8ky). 

80. The white label applies only to boxes, no special indi­
cation being needed on ordinary' files' or letterij. 

31. The green is used-
(0) for boxes oontaining despatches from the Secretary 

of State for circulation j and . 

(b) for papers requiring prhlrity over ordinary business 
during office hours. 

81. The red is employed-
(0) for boxes containing despatches to the Secretary 
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of State rf'quiring the Bi~nahm8 of the Viceroy 
aDd the Hon'ble Members j and 

(b) feu- Paper! which need immediate attention. 
8p. The blue is used only in casE'S of e:rtraordinary 

~
r ~ requiring instant attention, such 8S retitioD~ re­
~e ve on'the eve of executIOn, military and I10litical inteHi­
t nce of lin unusually important deseriptioh, or other occur­
rences of great emer~enl'Y. Boxes and pllpers marked with 
this label most be placed at once in the hands ofthe addre88ees 
""'BtAe'l' by nigJlt or by day. 

34. Labels for boxes are of ordinary papor of the pre­
soribed colours . 

• 35. 'tabels for' files' ure of stiff paper or thin oard-board, 
12' x 4' in siz!', with nn eyelet in tho left top corDer, for aUach· 
ment to the topmost paper. 

86. Small }flbels of these colourll, a' >< f', are used on letter .. 
87. The words, " Early," "Urgent," and "Immediate," 

are printed on the lahels; nnd III tae case of lnhels.{or 'file./ 
with concise instructiolls indiclltmg their respective usos. 

38. In order to call attention to despatches for ~ignRture 

and papers in circulatioll, the list of numos of Hon'ble Members, 
printed on II white slip, is gummed on the coloured ground. 

89. When the urgeney hilS ceased to exist, the labels 
above rtlferred to, are detached from the' file.' . 

40. It is also preSCribed that tlte paper requiring orders, 
or for oonsideration in a 'file,' should be marked by a slip with 
the words, " Paper under conSIderation," prlDted upon it. 

41. Inconvenience having he en felt owing to there being 
no recognised ma~~ for confidentiul 'files' iu the different 
Departments of tho' Government of India, it has been decided 
that alll!uch 'files' sh.U be marked with a yellow label, with 
the word, "confidential" printed t.hel~on. 
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41. The use of these labels otherwise than II .lled tor hr 
tb& nature of the cue, is calculated to neutnlile the object tor 
which they were lDstituted: werks are not slow to perceive 
IGoh abuses, and once imbued with the idea that Jabelt &~I 
mad~86rvient to private or i1lpgitim~ purposes, they ooJtb 
to disregArd their importance even when correctly employed. 

~ 3.-JI,·u6mi83ion of 'file8.' 
43. After a 'receipt' bas been 'referenced,' and' the 

pApers arranged in the mann!'r already eXl'lained to. v., § 6.), 
and a I noto ' put up, if required, the 'file' is"in the first instance 
submitted to the officer to ;whom the subject (or, if the di!'tri­
bution of work among the offioors is made ten'i~oriany~, the, 
administration forwarding the 'receipt ') hal! bef'D apPCJrtioned. 

44. Before the I file' leaves the branch or section, an 
entry is made in the 'diary' showing to whom the 'file' i. 
submitted, and the date of submission. 

45. rr the officer t.o whom the 'filo' is submitted is not 
entitled t~RSS final order~, or if, whether from the nature of 
.the subjeot or for any reason, such a course is considered 
necessary! it is on its return, submitted next to It higher officer, 
according to the practice of the department; and 80 OD, till 
final orders are pa~8ed. 

46. Any uevlution 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 I is specially marked otllenriBe by 
an officer. 

4:3'. Sometimes an offioer returns a 'lfi1e' with a qoery, ot 
for farther papers on any point: in such CRses, in reaabmittin. 
the ' file,' it is 118nal to do 80 through the officer tG whom tit 
, file ' wu submitted in th'6 first instance. 
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48. Eaoh t,ime a 'file' is returned into the offioe, or 
resubmitted, the diarist Ilhould score out the previoQs entry of 
its whereabouts in the' diary' nnd mark it anew. 

49. To w},omever a 'file' is marked -whether to an officer, 
gr *0 a branch or section, or to a clerk-the fact should b~di. 
<jated in the I diary,' in ol'der to, At nlly moment, enabl8'1f to be 
traced. This is one of the ob.iect~ of a ' diary.' 
. 10, Of course it is understood, the same procedure must 

be. observed when a ' filo' goes out of the office. 
·51. It Ulay hEfre be observed that as a rule n I fill',' in 

which an officer of tho deprll tmpnt IS" pcrsl)nnlly concerned, 
and which contains remarks unf,trotJrable to him, is not sob­
mitlM to h~n, except with thr c"press permission of a superior 
officer, 

§ \.-Tauulm' t (lff'ment. 

52, As every Membrl of the E"':t'cutive Counoil of the 
Governor-General is prllnarily 1 espon~ibl(' for nny order 
emanating from the depnrtment unu,t'r IIiR chnrgf', it is usual 
to submit to him weekly a :.tatt'lI)('nt of all 'case~~' in whioh 

orders have bcea }la~sed by the officers uf the J~p!,rtmeDt,· 

without referenco to 111111. 

53, The statement., which is prepare!l in tabular form, 
shows particulars in IPgalJ to tbe }laper ull:!posed of, !uch as 
the writer, the date, and number If any, subject in brief, natare 
of the orders passeu, and by what officer. . 

54. The object of the statelll('nt is to enabk the Honour­
able Member to judge whether or not the 'ca'lcs' have been 
correctly crisposed of by the offi('crs of tho department. 

§ 5.-Proce,iu7" in rpgard tu 'unofficial' referencel. 
55. I Flies' IIt'J referred unoffiCially to departments-
(4) woon the powt for consideratIon is beyond the 

competenoe of the depar~ment of origin to diapoee 
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of, without reference to another dppartinent whicb 
is speoially conceruQd therewith; 

(b) wben some phase of the question at "issue ",bleb 
is pcculiar to another depal tment, needB the 
concurrence of that dcpartQltnt ; nnd 

~ when it is considereJ dflsiruble to consult, or seek 
the a~vice or opmiOn of another department on 
flOUlO point withID tho province of that depart­
mOllt, in view to the dispo~al of the 'calle' by 
the cOllsultlllg delJa! tment. 

56. An unufficial" file' is always accompanied by a de­
scriptive list of all the papers it cor.tains, to' provide a check 
against tho loss of nny such paper; a duplicate of t~e list ~ng 
retained in the department of origin. Subordinate officialB of 
another departmcnt may abo be consulted unofficially, Vlith the 
permission or consent, special or general, of that department. 

57. This mode of correspondence IS generally rest:icted 
to references between departmonts and the offices subordinate 
thereto. " 

58. The only ex(,pption to this rulc is when the point for 
cODsideration affects tho establishment of II department, in 
which case the requbite reference to the Finance Department 
should be made officially. 

59. Someti!Des the department referred to may be desirous 
of consulting another depl}rtruent, or II subordinate office, on 
Bome point, before giving its opinion, or stahng it~ view of the 
case. In such a contingency, the' file' is not 'lent unofficially 
to the deportment or office without the previous consent of the 
consulting department. The rea SOD for thlts is obviouB. 

60. .4 fortiori the' notes' of one dertrtment may flot be 
communicated to another, without the consent of the department 
concerned. 
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61. Unofficial' flies' intended for more tban one depart. 
ment, are not passed on from one department to another, except 
at tbe special request of the rofarring department: ordinarily, 
they ure returned by each deparlmeut to the department of 
origin. 

62, If the department referred to considers)P!f' the 
lubject of the I receipt' is one for final disposal in that depart­
ment, the' receipt' shall bo ofHcially transfe'rred for disposal: 
orders shall not be issued, unless tho I receipt' "hall have 
been transferred officially, in the tirat instanco, by the referring 
or oonsulting deplll tmen t. 

63 There \:l howevor, no ohjection to any intermediate 
official oorrQ~pon<lence by tho doparbllont consulted, to enabJe 
it t stllte its views. 

64. If the COnl'll1 rt'IIC(' of more than one department is 
necessnry on nny point, lind the dopnrtments consulted are not 
unnnimous in their view~, the deparhn('nt concerned should 
see the opinion of the dis~('l1tit'llt departmcnt before any action 
is taken by the COll~lllLing riepartmeilt .' 

65. It may her'o he ob,q('rv('fl, that books put up as, 
'reference' are not sent out of the department whtln '"ending 
a ' file ' unofficially to another department. 

§ 6,-SU(i8idi(l'l'Y fegifllefs. 

66. Besides the re~isterB aIt cady noticed in the oourse of 
this work, a number of sfJccial nlgisters nre usually kept up 
tor various purposes. The'le vary with the r{'quirements oC 
each department, lind aro subsidiary to, or nre intended as 
necessary efficient aids in, the systematic performance of certain 
special duties. I 

67. As the nll'ure' of theso daties depends in a great 
measure upon tho peculiarity of the subjects dealt with in the 
deparment, it goel! withcuL saying that each department baa 
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its own special registers, (If which It is not the province of a hook 
whioh trea.ts of socretariat work In geuer.!1 to t,lktl cognizance. 

68. But in viow of the fact that tho system of work iQ 
IeOretariats is La'!eu on the sarno general principles, a number 
of suoh registers must necessarily pal take of that general 
cha~, howe, or much t hoy may J iJlf\l~ III fo'm, 

69. Among regisLCr1! of tins cia,s, wllll'h I" cbumably exist 
in every llepartment" ''''IY he ellumerated tho folluwlDg :­

(1) negi~t<'r of Iswe~. 
(2) Ro~ist\ll' 0[' ~t') Vice Sl",\llIP" u~cd. 

(3) Peon Look~, 
(4) H(lgi~lrl' 0(' rOlllluu ,'as(~,' 
(5) negi~tel' of stntwl1('ry 
(6) Llbrar), regi~trr. 
(7) Hegisters of ' A, colloclions ' !lcnt to pl'e~s. 

(8) Heglstors of' I'rvceeJll1gs ' ~upl'!Jed on I equisitioD. 
(9) negistc, of IIral t' co pic:,. 

(10) Preceuent rq~i.,ter. 

(11) Attendfll1ce rep,lsWr, 
(12,>, Acquittanco l'elPster of p:ly nutI allow!lUces. 

70; The titles of the~e registers aro sufficiently indica­
tive of tI'e purposes thoy mo illteutIeJ to sOlve: u. few words 
however respocting each will pelhnps not be innpproprlate. 

71. Tho r(>gi~t<'r of i~su('s :;ltows the numher, if any 
(of which thore ,is oldlOarily a sepllinte series ior each branch 
or sectioll of the depaJiment), unto, and character of each 
issue-whether dellli-official, unofficlUI or officillt-th~ addressee, 
subject, and thc paper 011 whICh it is ba~ed. Such a. rl)gister is 
necessary for vanous 01)\ iO\1:l reaSOIl~, besides LE:'ing often u 
UlGfnl adjunct in I referencing, ' \1 

72. The register of stamps is iutouj~d liS n check against 
their loss. 
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73. Peon books are meant to secure delivery of official 
papers within the town, nnd provide a obeck against their 
miscarriage. 

74. The register of remind I case~' prevents the possibility 
of calls being lost sight of, and ellsures thtl periodical issue of 
reminders. 

75. The ff'gister of stationery 18 intenued to obviate the 
expenditure of stationery in excess of the sdnctioned scale. 

56. The hbrary rcglstlll' is a recorL! of Looks, etc., reeeh'ell 
Rnd issued on requisition. 

77. Tho objects of rcgi~ters (7)" (8), nnd (9) arc clearly­
expressed Ly theIr titles: no further cxphmaLIOD seems neoee­
sat;.y. 

78. The precedent rcgish·r IS a note book, inuexed in 
alphabetical form, I)f l1nportant decisions or ruling~, which are 
likely to constitute precedents in the disposal of similar qaes­
tions. 

79. The attendance and acquittance rl1gisters oro too well 
known to need any description. 



CHAPTER XX. 

DEI'Ak'l'MKNTAL ECONOMY. 

As"'1l,'.rxpoRition of the mecbamsm or the administration 
of the State formed.a fitting introduction to thi9 treatise, so a 
description of the means ~J which the departmental machinery 
is made to operatr, Will con<;titute an approprillte conclusion. 

2. These moans relate to-
(a) the various fwnctions involved in the working of 

the department; al1(1 

(b) the mannol' in which, and tho agency +.>y whiolt, 
these functions are performed. 

§ 1.-TIlt Secretariat and its functions. 

3. The department or secretariat is the place of b1lsineB! 
of a secretary ". ... hoso province it is, nnder the orders of the 
member of tho vicCf('gal council who presHleB over it, to take 
cognizance' of certmn bnml)\les of the ndmimstration. 
, 4. Not unlike the administration of the State, the depart-

ment is divlded into branche~ or sections which deal with a 
certain numbt'r of the subjtlcts with which the department is 
cODcerned. 

5. We have, in the previous chapters, discussed the prin­
oipal functions, the manner of their performance, and their 
co-ordiulltion in the nalural order; but there are a number of 
other snbsidillry, or rather complementary, duties which arise 
naturally from the requirements of the case. 

6. Most of these duties, being mOl~t or less peonliar to 
each department, cannot be appropriately described in the pages 
of thie treatise which is of a purely 2eneral character. 
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7. But there is one duty or function -that of supervIsion 
-which, as obtaining in all department~, docs come within the 
scope of this work: tbis W/J shall now proceell to desoribe, 
together, witb the disciplinat·y Imangomcnts essential to the 
harmonious working of the department. 

S. In order, howevflr, to a clea\' corn[lr(lh\lIlSion~e in­
ternal economy of tho dcpal'tnH'nt, It WIll be useful to prefaoe 
the description by a briAf oxposition of the ;geucy mnployed in 
the conduct of its adwinlbb ation. 

~ 2.-D('partmf'ntal agenr!/. 

9. The department IS conducted. through the agency of 
three classes of officials:-

I.-Administrative Officers. 
IL-MiOlstenal Officers. 

lII.-Menials. 

10. To the first class belong the socl'(,brirs-the respon­
sible heads of the department-who are known' as 'officers' par 
e:»cellencl!. 

11. The officials of tho ~p.cond category are sJ:yled clerks, 
whose duty is to seo to the proper anli l:!ysbllll:lhc or~ering of 
material on whien the secretaries are l'CflulIeu to work. 

12. In the thil·d cl:188 are reckoned the servants on the 
secretariat establishment. 

(1I)-AdmmlstrutJvo Officers. 

18. The' officers' of the dl'partment are' of various gradea, 
.nd are, according to their status and tho nature of their 
r68pedive duties, styled-

(1) secretary. I (3) nnder-secretary. 
(2) depaty-sCfretary. '( 4) assistant secrlltary. 

14. The secr€'llry is the chief officer of the department, 
and ill principally and directly responsible to the government 
lor itt proper management. 
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15. The deputy-secretary ill practically a vice-sooremry, 
and may oxercise the powers of 1\ secretary during the latter's 
ahsence from duty. The mnnagt'lllcnt of the secretariat estab­
lishment is entrusted usually to thl'i officer. 

,16. Tho unJt'r-secrebu y 18 vested with liltlited powera 
fol' t~posal of oruinary and )rsH imporCttnt ' c~ses. ' 

17. The a~sistant sccIPtary IS, us the dc,ignahon implies, 
really an assistant to the eAcloiary, and IS empowered to dis­

poso of 'cascs' of ordmary rontme. 
18. We hav!' already in tho fir~t chaptN Jcscribed the 

duties do\'olv:ng upon th~ secn'tary of n. department. 
19. All the sulH('crdam'~ art' rCljll!I(,(I-

(a) to supervise tho get-up of 'files' suhmittod. to 
them; 

(Ii) to tObt the accuracy of' pleyiou~ operations in reg­
poet of those' fill's: and 

(c) to Clthp(' disposo of 'casc8' If within their competenre, 
(iT to :t(lmTlcfl tllt'lll a ,tep towanls dIsposal, by an 
ox pressIOn of t'IH'lr views, Ol' by rension generally 
of the work of tho office 

20. Detailed specification of tIl{' dube" or powers of the 
various grade.'> of secl'elari(l~ l~ not posslblo, inasmuch as no 
hard-and-fast hne Clln be drawn hf't\\ eon those of ench. 

(h)-MlIlIHtCIl,\1 Offiee. R 

21. The onlf official classification of secretariat clerks is 
contained in the Home Departmpnt resolution which prescribes 
the rules for the examination of candidates for admi!lsion into 
the clerical service. 

22. This resolubon classIfies the c~erks into two divi­
sions-the upper and lower; the clawfiJntion being roade 
with reference to tho pay dIawn, and tho duties performed, 
by the clerks. 
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23. Clorks who draw a minimum pay of Rs. 200 a month, 
and whose duties alO of n marc or less intellectual character, 
or at least, who are expecteJ to bE' I1ble to :perform such duties, 
belong to the formol' catf'gol'y j all otht·r c1t'rks "ho!.lo pay 
is le,,, than Rs. 200 fI month, an(l whos(1 duties fil'C of ~re· 
or less routmo character, at e I'('ckollcd in the llltter.Jlll'tegory. 

24. From a departmental point of vir\l', howevor, clerks 
may be classed as senior and .Junior. 

25. From the ranks of the formor, who are IIlso members 
of the upper dlvisioll, aro ~eloctlld h"ad~ of sochons, superin­
txlndents of branches, alld tho f('gi~trar or chief-clerk who 
is also known fiS the UIlCO' ('nan/f'll IlPad of tho department. 

(c) --Dutic~ of del k~ 

26. Though w() have, III the COUI'S() of tho preceding 
chapters, det:1I11·J til'" \ HI JOll~ bt('r~ w lu('h ronstitute each of 
the prinCIpal opel\lllo\lS JlI)! foY l1I('ll in a ~()crf'!:lI'iat, It will 
perhaps not be lIrelcnnt, to sI'('cil'v the POlllts to whICh the 
attention of the cl!:'rk BllOuJJ oe dlrect('J III the peIformllDce 
of each fUllction. 

27. In' docki-tlllg, ' Cllrc lllUbt bo tak('I1--

(a) that ew'ry Jdall rcqulled by d(·partmental I,roce­
dure, 18 ('ntcfl·J in the propel place ;Ilnd 

(b) that tho 5ub,wet of the Idter to be 'docketed' i~ 

correctl) !lb~/ractf'd. 

28. As to ' ref(JI llilcing, ' the clf'rk @hould be carcfol-
(a) that all papeJ~, etc, n('(,cs~:lr)' for the elucidation of 

the qneotlOn at Issoe, and the due dIsposal of tho 
'case,' an' put up ; 

(b) that all tIl () 'ref('fenc('~' arc entered on the' docket' 

It'af III ,t H' l'J'propriatl' plac(' , 

(c) tLat till the 'rl'f(,H'I/c('~' 111'(> CIIJeflllly mmked and 
shpped, to reuder them ~asy of access; and 
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(d) that the papers in the' file' are properly arranged. 
!9. In' noting,' the points requiring attention 8re-

(a) that every statement made is verified by reference 
to Borne paper in the' file ;' 

(II) that the pllper referred to is oited in the margin of 
the 'noto,' oppositc tbe state~ent h is intended 
to SUp'port j 

(c) that the paper referred to is properly slipped, and 
the indication on the shp, entered below the cita­

tion of the paper in the margin of the • note; , 
(e) that the point of reference i~ clearly sct fortb ; 
(d) that the pros and corM Ilre fully discussed in the 

light of previous papers, rules, regulations, or 
precedents ; 

(f) that the proper course of actIOn is suggested; and 
(g) that there is nothing uLjedionable in the style ROd 

language employed. 

80. In I drafting,' aU.entioo should be paid to the followft 
ina points ':-

(q) that all cltations are correctly made; 
(b) that the orders are correctly nnd 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 
appropriate language; 

(e) that the necessary subsidiary oders are entered j 

and 
(j) that the enclosures if any are nlearly indicated. 

81. As to 'recording,' the roints to Le attended to are­
(a) that the' case' is ' recorded' in the proper' prooeed­

ings j' 
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(b) tbat the papers are arranged and numbered in 
proper order; 

(c) that no paper which should not be 80 treated, bar 
been brought on ' record j' 

(d) that the' casc ' has been properly entered in !bt. 
, table of contents; , 

(e) that the' references' nre duly countermarfed; and 
«() that every other departmcntal procedure is carefully 

observed. 
82. In the mntter of iudeltiug, the clerk sbould be care-

fol-
(a) that every note\\Ortby point is indexed; 
(b) !hat every entry is clearly nnd concisely expreueil ; 
(c) that the index heads nnd key-words are properly 

selected j and 
(d) that the indication of the' collection I is properly 

given in each entry. 
83. Notice of the snbslduHY duties in connection with 

the foregoing, which clerks are reqtlired to perform) clln only 
find an appropriate place in offiCI} guide-books descriptive of 
departmentnl proced nre. 

84. In attending to his duties, the clerk should bear in 
wind that to serve their proper purposes, he must be accurate 
and careful and orderly in their performnnce ; and that the, 
IIhould be complew in all details, aDd performed with despatch. 
Deficiency in respect of any of these conditions reqaisite for 
the due performance of these function!!, is a sure index of 
inefficiencJ which may arise from ineptitude or discontent 
on the part of the clerk: and calls for enquiry, and it.s appro-
priate remedy. J 

86. The best ~otive that should actuate a clerk in doing 
his work, is a sense of duty, irrespective of the inuo. AU 
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adverse considerations if indulged in and permitted to influence 
the character of the work, are calculated to injuriously affect 
hifl interests. In this connection it i~ hardly necessary to 

observe thnt superiors shoDld take particular care that no injury 
.Jlccrues to the interests of subordinates, if good work and 
he~ ~operahon is expcctl)d at their hand!:!. 

(d)-Menials 

36. Tho following ... c tho clas~es of monials employed in 
secretarmts ;­

(1) bhisb, 
(2) chaprassie,. 
(3) chobJar, 
(4) chowkidnr, 
(5) cooly, 
(6) (lafadar, 

(7) uaftary, 
(8) ullrwan, 
(~l) f,lra,b, 

(10) )ulUadar, 
(t 1) sweeper, 
(12) ziladgar. 

37. The duties of each ('J.I ~Q art' sufficiently indicated 
by its designation. 

§ 3.-Departll1t'IlICil slIpcI·ril.ion. 
3R. '~~IOIU tho very nature Jf the organization of the 

·depnrtment, tho duties of each elm k are l:Iub.1cct to n series of 
supervision by superior clerks and o fficC'l'S. 

BI). The duty of suporvisiol1 has lefurencc to-
(a) the worklI1g of the \'unuus branches or sections; 

nnd 
(b) the management or administration of tho department 

as a whole. 

(a)-Duties of 8uperintenuent. 

40. The supervision of u branch or seolion is ' conducted 
by the superintendent of the branch, 01' tM head of the section, 
and consists-

(a) in seeing to the efficient and expeditions discharge 
of tho work 9f the branch or section; 
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(b) in testing the aooor4CY antI completeness of everT 
OPf'l'IltioIl i 

(c) in onforclng the duo observance of' offico proocchue, 
and of all ordors, whother generlll or spocifio. 

41. Efficien('y nnd el(fJoditiol1 arc socar~d-
(a) by an equable Ji8tributIOn of work arllong the crerb 

of the branch or se('tion, 1\ itl) duo) <>gtfu to tbeir 
respectivo status and clll'ablllt/t>S ; 

(6) oy the c:\prC1R6 of a proper control or check as to 
the quality and IJuantity of work turned out by 
ench clelk; ami 

(c) by jUdlClOU~ and cons,Liora/!: treaimont of the clerks. 
42. Tho superVISion of the work of his subnrdinates im-

• • 
l,lies that tho SupollntanJ.ellt shall test the accuracy and com-
pleteness of ovory opel ation I,crformed, by ('x<tl11llling that tM 
points inuicat(·t\ ill paragl aphs 27 -3::! hayo been attlllldeu to. 

43. In this connection it lllay hCle bo IOlllarkcd that, in 
the case of' dockets,' It i~, to say till' least" inconsistent with 
their natllrc, to rp(luire the msel't~ 'Il therein of such details 
118 terms or conilitlUns, articles, tit/eq , etc, the omis'sfon of which 
in no wny uetrncts flom the sense. . 

44. In rcpeet of the' note, 'any deficiency in point of 
accuracy or complctenes~, It is the sU[lOlllltendent's dllty to 
supply, by 'noting' in continuatIOn, Of course it is understood 
that a suggestion is oIlly necc~snl'y, tf within. tho com rete nee of 
the office. 

45. It is no part of the snperintentient's duty to make 
any verbtll corr('ctions or alteratlOlls in the body of the' note, ' 
excellt to rectify cl!'rical mi~takeq) as otherwise its individuality 

is destroyed, and .t~e writer call no longer h~ held respon­
aibl" for any errorS or impropriety of langllage. which Bach 
corrections, or alterntions may p05!libly involve, owing to 
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whatever cause; besides, it is Lot fuir that the w~ter ahonld 
bear the credit or discredit attaching to tho 'note' aa it 
emanated from his hand If nny uther corrections or altera­
tions are really neccslal'Y, e.g, when the err",r for correction 
~mmatical, Ol' whon tho language used is intemperate or 
otherwise objectiOnable, tho Iluperintende"ln, ana,} get the writer 
to make t'bm, • 

46. As til 'drufts,' %0 snporllltenJent if! not required to 
make any alterations in phraseology, if tho order bas been 
correotly and nppropriatnly eXpl'l'lW!11 : it is the pruvince of the 
secretaries alone to mako suvh nlt£lrlltiolls. It is qllite a mistaken 
notion that, in the ab~cn'co uf actual crrorA, revision neoessarlly 
implies ulte1'lltiull in CXprt'~~ion, ll\a~mnch a~ there \i! no i~ea 
which may 110t be vnrion ... ly ('xl'rf's3cd in c(lually choice language; 
and a ' draft' cannot b(l (wId to bo faulty m('rcly because of its 
susceptibility to a difi'l'rCllt pllla~l'ol(lgy. 

47. In mlJition to the work of supl'rvision, thfl other 
duties of 11 sUpO! iutcmlcl1t of a gonel al character are-

(a) .to take ul', and Jl'al With, nlllUlI'Ortant and intricate 
• quobtions, particularly such as may not be entrusted 
to filly of his ~\lLol'Jinates ; 

( b) to sec to the d tlO SIl LlIli~slOn of I files ;' 
(c) in 'ca~os' when other d(lpartments aro concerned, to 

t:lke care that no orders i!1sue without consulting 
them'; 

(d) to see that overy oltlor is properly carried out; 
(e) to bring 10 tho nohco of the officer concerDed any 

errQr he Ulay have made j 

(I) to maintain discipline in his hrnnch ; and 
(g) to be mindful of the intere"ts of if ~ subordinates. 

48. Tho duties ('\lumeratOlI in the foregoing pamgraphs 
(40-47) al'e so multifadous thai, if pl'opedy carried out, they 
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are calculaUld ~ lay a b~avy strain on the time and energy of 
the superintend.ent which he could ill withstand for any IODg 
period. 

49. Dot he may, except in respect of tho more important 
operations of' referencing,' 'Doting,' lind 'drafting,' ony f>IItI't 

in which ijdikoly to lead to political or administrative ~iffiou1ties, 
nvail himself, by way of relief, of tlw priQ.ciple of individu1l1 
responsibility which ubtJins in every secl etal iat. 

50. It will be observed that th(' uutws of the superintend. 
ent are rendered thus onerous ",hen the work of the departlnent 
is distributed Hmong the branches or 'l:ctious territorially, or 
according to subjects; Lut such IS not the case, 88 will Le shown 
in the foll<1Wing chapter, \\ hen the di~tribution is made accord­
ing to the nature of the various d(1IHII tmentnl processes. 

51. The question of discipline, anll the manner in which 
the interests of subordlllat('~ bhould be lookod aner by superin­
tendents, will be treated of'IlI the next chapter. 

52. From what has Leon 8Uld, it is patent that tho office 
of superintendent is one of Illorc t~an ordinary litJIiculty, and 
requires that tho holder shall br a JUan of many I'~sources, 

and tho possessor of qualificatIOns not necessarily implied by 
the mere fact of senlOrity, nor ~ubceptiLle of acquisitIon by every 
senior clerk. The discUSbion of theso qualification'3 we shall 
reserve for a subsequent cbapter. 

(b)-DutI08 of regl~trar. 

58. Irrespective of tho superintendence o{branohes, thero 
are a number of other duties which Ilro as it were supple-, 
mentary to the general work of 11 department. 

54. Among thtye duties may bo reckoned the followiDg­
(a) the distribution of the daily' receipts' among the 

branches ; 
(b) the proper circulation of papers j 
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(c) tbe gpneral control of­
(i) tho branches, 
(ii) the recol ds, 
(iii) the library, 
(iv) the stationery, anll 
(v) the prcA"; 

(d) the illlll,edwil'> management of the office; and 
(e) the general mainten,mce of plfJper discipline by the 

ministenal staff. 
55. These duties appC'rtain to the registrar or ,:,hief-c1etk, 

who may be said to be tile general superintendent of the depart· 
mant : of these duties we shall now SllY a few" orus. 

56. The daily • receipts ar(' genrrally opened by °the 
registrar "ho mal ks th('m off' for di~tr ibutton among the 
diff'erent branches, and, w hcn neeeS~f1l'y, fIJI' C':tcpptillnnl treat­
ment, acconling to the nature of their rp8pcctlY{I subjects. 

57. This duty may be dcleg:lled, as is sometimes don!", 
to a clerk; but it if' \\ ('Il tbat it sllOtlld be pel'formed perl!ollnlIy 
by tbe reg~Btrnr, to prevC'ut the posSIbility of confidential popers, 
should auy such he found f11110ng Hie ' recripts' of the day, 
falling inlO unde~il'uble hnndR: und to pre" ide agninst tbe po!si­
ble lOBS or misctll riag!' of documrllts by irresponsible persOD8, 

58. By the eircnlation of paf'PT8 is hrre nnderstood-
(0) the tqlUsl11lSsioD of pnpers to the Viceroy and the 

Memhers of Councd ; flnd 
(0) the distribution to the depnrtmental blanches or 

sections, of 'cnsE's' retnrneu {iom the office ... , or 
from other departments. ' 

59. In regard to ('xel'cising ~ener,ll control over the 
branches, the registrllr is reqUired to su})ervise tho conduct by 
the superintendent!! of the working of their brancpas, that is, 
to lee that no undue delay occurs in any I!!tage, in the disposal 
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of 'ouos,' nor any serioas errors, or reprehensible omission or 
neglect of duty. 

60, The registrar is the referee in all cases of doubt or 
difficulty, or of irregularity or deflict in the operation of the 
departmental syfltem. It is his duty to solve all doubtfuJ.,..w 
difficult questions, and to adopt sucb remedial measure. I1S may 
be necessary. 

61 It is the registrar's duty to see that the brancbt'8 are 
properly manned, considering the nature and extent of the 
work allotted to each. 

62. It is for the registrar to sNl.tbat the work in each 
branch is properly distributed by the suprrintendent, that is, 
that the dllties 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 an,l bis subordi­
nates, and to metA ont even-handed justice, irre~pective of 
the status of the parties concerned, yet with such· tact 4IiI nO,t 
to offend against the principles of discipl;ne. 

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

(a) that the record-keeper lind librarian exercise a proper 
snpervision over the men plated under their 
charge; 

(b) that the necessary steps are taken for the systematio 
arrangement and due preservD tion of the paper 8, 
books, etc. 

(c) that prop+r measures are adopted to provide ade­
quate ~heck against the possible lou or miscarriage 
or destruction of the same ; 
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(4) that in case of actual loal or miscarriage of &Dt 
paper or book, every possible meallS is made lIP 
of to secure its recovery, Bnd that the respobeibility 
for such loss or miscarriage is, as far aJ may be, 
duly enforct'd. 

65. Ae to the stationery, the registrar ehould take effeotive 
measure;-(a) that, in its distribution and expenditure, the 
lIandioned soale i: !lot e~c,.)edeJ ; (b) that thrre is n'o waste; 
and (c) that iudents for fresh arhcles are duly made wh~n 

necessary. 
66. In regard to the press, if the department POBBelS • • 

one, the registrar ex.f1rcises f\ similar gP!leral control to what be 
does over the department.al brf\nche~, saving of cour~e the rjgbta 
of the press supt'rintendent, in mlttter~ pur",Iy technical, or such 
as call for epllcial treatmont. 

67. The immediate managemflnt of tlle office invoTves-

(1'1) the exercise of proper check against irregular expend­
iture, both in respect of contingencies and the 
salaries of the lhlnisterial staff j 

(b} a correct insight into the character, qualifioatiolJ" 
and other particulul's rtlluting to each olerk, to· 
serve as a guide in the matter of promotiOlJ, and 
in view to the prop<'r allotment of duties j and 

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

68. Expenditure should be kept within the provisioDS of 
the annnal budget grants, and be regulated in acaordl1nce with 
... rules of the various codes rolating thereto. 

69. It is needle~s to say that in order to a howledg. or 
thlmerita of each clerk, the rl'gistr8f s"nld rely not alone on 
the rjlport of the superintendent of the' branch, or the head 
of the I8Otion, to which the clerk belongs, bat alto OD hit 0W1\ 
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calelnl penon __ l observation of the charaoter of the clerk·; 
work and general conduot. 

70. In the selection of cllndidlltes for employment, due 
con.ideration must be given to the following points-

(a) the educational-intellectual, physical, and moral.,;:. ..... 
ltnes8 of the candidate for a clerkship i and 

(b) his social positIOn, If due regard is to be lIaid to the 
maintenance of respectability ill the department. 

71. The questIOn IlS tl) the disclIJiine observable in the 
department will be treated of 111 the following chapter. 

72. As the last, though by no llJOuns the least, of all bit 
duties, the registrar is reqUIred, In addition to thoBe anumer .. 
alied in the foregOing paragraphs, to keep himself au courant 

• • 
with at least the puncipal and most Important I cases' in tb. 
department. 

73. It is to the registrar that the officers look for every' 
thing, and lU every ell cumstunce, connected with the work 
Ind management of the department: he IS the channel of com­
municatIOn with, nnd, as It "ere, the. lDouthplOCO of, the lecre­
taries, in their relations with the members of the- 'ministerial 
Ilaff. He ill, in short, the main-~pl ing of the &16CUt.!,., 

ma.chinery. 
74. Holding as he does a middle position between the 

administrative and the mimstellal officers of the department, 
the registrar must not forget that to hlln as the chief-clerk, it 

• 
entrusted the double duty of looking after the interest. of 
the Government and of its emJlloye~, so far as is compatible 
with eac~ other. He Ulu~t remember that L,trlDony is the ,-in 
test of a good administratIOn, and that harmony cannot be 
secured by sacrafioing either intereet to the otber. 

75. Where the cause of good order and integrity it 
OGIloemed, be must be unyielding, and lUlftinchiag ia tlat 

• 
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conscientious discharge of his duty. He must howel'er 
possess the rare tact of tempering justice with mercy, in 
dealing with bis subordinates; he must bear in mind that 
a olerk is after all human, anJ that he too, equally with the 
clerk, is, in the proportIOn of the dIsparity of their position, 

• liab'e to err. In sbort, be mu~t, iD-~ the extrcise of bis 
fanctioDs,~now bow to combine tbe 8Uatater in modo wltb the 
fortiter in reo 

76. From what has been said it is quit~, clear that the 
tenore of the office of registrar demands the p08&ession of 
no ordinary aLihty, by the incumbent thereof, and of special 
qualifications too, the c~ncurrence of which in a single indivi. 
dual is of rare occurl enca. 

77. How far, and whbther, the duties uf the registrar 
aketched above, are in practice cal fled out, it IS not our provInce 
or purpose to enquire; but what the special qualIfications 
requIsite for the office are, we shall endeavour to analYMl and 
diiouBs in ful!er detail later on. 



CHAPTER XXI. 

DISCIPLINE. 

The main end proposed in the department or secretariat is 
the efficient conduct of the brancll~8 of the admiDlstrlltioD with 
which it is concerned. 

2 The attainment of this ond dr.pends not only upon 
a thorough knowledge of the varioll~ functions involved, whioh 
we h.n'o aJr~ady Ilttempted to convey iJl the prt'crding chapters 
of this book, but also in no inconsiderable de~reo upon the co­
t.p~ration.of departmental officer~ in the discharge of those 
fanctions. 

3. This co-nperalJOn implie~ the cond uct, in Rccordance 
with certain fixed pflnclples, of the relations between superior 
officers and their 8uborJillates j :LIld the due regulation of these 
T"lations constitutes J Isci £II ine. 

§ 1 -DefiCiency of tlte "e:mting 8!Jstem ••• 

4. The system of discipline which (Mains in t.he /Jecr~­
tariats of the Government of India is based on the broad 
general line of submission to superIOr officers, 011 nIl oeon­
sians, and in all matter~, I egnrdlcb8 of circullIstances. It 
demands absolute subordination and respE'ct nnd obedience to 

• 
tbe dilly constituted authority of superiors; Inllkes 8upcriors 
the arbiter!!, so to say, of the drstinies of suhordinntes ; and 
practicnll, disregards and ignores the rIghts and inteTf~st8 of 
the latter, as if such did not exist, except in 80 far as thOle 
come within the scope of schemcp or plans deSigned, ostensibly 
tbough it be, in the-interest! of the State. 

6. It requires n,) elaborate disquisition to prove, what 
it an inherent principlf in humin patart', that co-operation it 
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a result of cordiality j and 110 one CRn be expected to 
"ork with a ll.:art, "hen his rigl1ts and cl.llIr~ and interests 
IlrA lIot udnlltteu and lI~cognJ~rd. HC'IJe'J It follows as u logICal 

corollary that the e"i~tllJg 0) ~teII1 (of dl~ciphlle is deficlent in 
~f the pllme clemenb of dlicH'ncy, In that It reckons the 
illter{,ots of clel ks Ub of ~o hUle lIJorn~~~l and of such minor , 
importance ns to J,rllctlullly sei tllelU amlc. 

O. We ~ltall thm'fOr!> enJeuvoul to allaly~e the bal>ic 
elements of true [h~ciplinr, all(1 ~how the manner lD wlllch it 
benrs on the Val'1011~ ClaIlSt'B of Jqmrtlllflltai officels" in their 

relatlOlls towarus r:teh ':JtitCl', in the hope that the dIscnssion 
of the sub,lcct may }Pad to i he l'~t,il.Jli~lllllent of a Letter unuer. 
standing botween them, to tho ultimate benefit of· the S",te 
Rnd its employes. 

7. It weill ',ell to rl'('mi~e that, adulltting the necessity 
for a graduated ~efl(,s of authollty fOl the conti 01 nnd manage· 
mont of !l lurge t'staLl1llllllwDt., a ~ul'C'1l0r should 1I0t hA vt'sted 

with practlCallj a}"olule POW('!'. It IS n plillciple umvers<llly 
uumittod Ural the ads of a • 811I'C'r lOr sllOuld be Eiubjcct to the 
CNutrol ~f, anti ort'n to a p]lpal to, a higher authority: this 
pJinciple jg equally al'phcable III the case of departmental 
superiors. 

8. Human natUll' is fl ail Ilnd prone to ell: and acts of 
supeliors, "ho are uut human, nre huLle to be actuated by 
personal, If not ;018(', moltv('s (it "Cle llllschirv')us indeed to 
igl,ore the pos~lbilJty of ~ueh C'ontlllgPllcies) ; and if accepted 

without careful 8crntlllY, ~uch aet~ afe ltkely to lead to -rery 
undrsil'llble results, lT011rt,nt~ ahko to tbe interests of'the State 
and to those of suhollimates. 

9. The follOWing ('a~e \\ bich o(,curred 'Within the personal 
knowledge of the Inlter, and to whICh he has no hes-itation to 

r~fer as the parties concern,ed can no longer be affected by its 
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recital wil1sf'rl'e to illustrate the evil C'omequ(,Dc('S of vesting 
Ruperiol officer~ with large powers inndeqn:ttf'ly ('o11tI'011t'1l :-

A. W&8 the hOIl.J or 811pl'rlllkn,\ont of 1\ \Jlanrh III II gol'tlJll1nent 

1le00etariat, a pOlit wludl he hnd 811cu!R~fl,!ll' occnplP,1 f()l HillA, ,lU,1 fOI ~IJlch 

he mUlt therefore be held to have I,eel] £11111' '1'1I1iJlIl'<I 1n CIlll>rfjUN1CI) of 
'orne prl\'Ate lIIatter he hllppenc(\ to fall (Jilt Illth Ihl' r~""1I111 11110, I~'.'T.<.I" 

lubleqllcllt el'ellts pro I ed. by DO mr3ue 1II,bue,1 1\ IIII III"h mOlul prtllcll'lea, 

detelDlIued to p"raccllte A to the Ioltt( I pud The re~I,lra .. 1"'I('w" tellel 

of sybt~lflatto nUi!glUg, &Iltll,y enllst""tl) 1\"pll'I'latl£lg A'" uork, hy ~howlIIg 

up, and bnng,ng hlln to hook fOI, IllS e\'ery t fir ICI1.t f II\lt, ("11/1 whl' II there 

who \8 f,ee flam peel addlo~. amI III,>Y not ('II 01 n/fond Of'(,IISlIlllidly. mOl/! or 

leu Bertolls),) ') llUll by m ,IIChJll' mlH 1"1'11'~cntllt!l>n, Clf "llIch A. WM III 1,1I •• ful 
ignolDlIce, evcntu,uly ,uIIN·,le,llll Illullng hi" cit lfIu·te! I",flfe tit .. R('('retllliet 

of the dep~rtUlent. ,~ho 1111(\ l,ut too CIl'llul(JII\ly I.e. CIJt.-tl, \lnl1l1r8ttoll~(1 Rnd 

uDcb9olleugetl, the Ch.llg"8 of "hid! he \\fi8 ""Lu'~ll It UIU tI,ert'fOiIi not 

.ufplllmg ~h'lt, un<i€r sudl rlrrUtn~t"nC(M. A !?t hCl\lt oomplell'ly alld 

cOMequently, 1L1llllkl~bt III 1118 "ork "hlLh \1'118 1I"',<"811I1y pl'rformell thenQ8' 

(orth in au ,lffllJlltl tnllllncr TllIH ",lIIt of cOI(IiJlhty hllti l'elfullctory Ilia· 
charge of (juty, wluLh h",1 be"11 1Il,luep,1 I,y th" j,,'ntllllllt A hlld reC81\'ed, 

led to further cal pIIIg, ~11I1 th,. n~"m but q, I "e,l to ItIten"ry the evIl; lIud 

A, bel'Ame 80 u ttl·tly I\.mol,llh(·,l ,tllll b('1 eft IIf Melf,cllllfillenro tlllilt he, 
wlIU (01 YCJ.t. ha,1811~tL1l1e,1 ~Ith oll·,lIt the P'''ltllll1 (If 11 bmllch supenntend. 

~lIt, lias unaLle to \\rlte q Rllllpl~ nut!' Dr _ 61111I'Ie ,h.lft 1I1thout th~ a.slstllneo 

of Q jUnior clerk '1'1.ls olde! of thIng' "~n\. 011 flom yctt'l'~ end til year'. 
end, lIud In conrKe of tllue rultlllllfittlll, If nnt III ,\' •. pObll,Fe degrada· 

tlon It1 the othcc, III hiS e\elltu"l l(·tll~nHl1t, to \\hll,h Illl \lU ""veil, 011& 

Cnmp"8"IOnat· &Ilo\\ance, "I"Lh \I,," glalltc'! as IL "p('clI1l casc. cOll81,jerKhly 

less than the pellRlulI whlLI , ],ut for 1118 11I1l\'litly to secure l\ UlPlllCl\1 o~rtlli· 

0800 of iDcapllClty for fut tlj\'r n'LII'C Serl'lrc, w,)ul,\ h,IVtl h~en !lIlmi~.lhle til 

hIm Thus l>y for,'" "I core,lIlhtlllC " I" (J 'Ilht .lil,)llt hy personnl ran(lOllr, 

was A dpl'rlled of the full \)(lll,·ht. of 1l1li IOIlIl· .. ~rvkr. IlIHI cOUlpelled 

to retile on 11 comp:lrall\C pllt'<I"'~ ily no 1II1J"nq a(\e'luRtc (fir the IDnin~n· 

alice III ,ieccllt comfort of bltllse\f ,m,) IllS f"mily 

10,. III this (,.l~e we h('ll'Jld as thi) iqslIP of one man', 
vindictivene~~ -injury to the illt.)rC ... t~ of the ~trttf', which it was 
bis bounden dUll to protllLt; ;nju r,\, to tho intpre.,ts of the 
8uhordinate which the Statl) hall ('ntrust{lJ to hl1 care; and 

" life-long miSE'fY euttliJed on thfl subordinate and ha innocent 
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ramily. Who will dnre to deny to snperiors tne pOl!l8el!lsion pr 
similar attributes of humanity, with tbi3 deplomble in6tanoe 
before their eyes j or g:Linlay the possibility of the exi.lence 
of such cases at this day? 

11. This case provt's that reports affecti'lg lubordinntes, 
thoogh emanating fl'om suppriors, may not always be accepted 
withoat c.\r~ful SCI utiny; and that t.he controlling authority 
.llOuld take no IIcti~n a';velse to the interest@ of n subordinate 
on the more 'Ipse dIxit anu ex parte stlltemcd of a superior, 
without affording tho snbordlllato tho fullest "pportullity of self­
def(lnctl. It is an erroIij)ous beli!Jf that the maintenance of 
discipline demands that the acts of superiors howcv9r unjust 
should be upheld: mdeod, an u{lpelluto lIuthority M10uld Plot 
permit himself to be duped by iprcious reasons into thp, be­
trayal of the interests which he holds in trust, without the 
strictest investigatiun into the Pl'08 and C01l8 of the case. 

12. With these prl'hmmary obs(,l'vations we arA now 
prepnreJ to enter urOT, n sy~tel1latic dlscllssion of the highly 
important. sunject of Ji~ciplllle as ~hl)llid obtttin in thll manage­
ment of .every Luge institution or organised body. 

§ 2.-Ana1ysi. of b'ut! dlsctpline. 

13. The principlos on which departmental discipline is 

founded are-
(a) the recognition of the intel ests which underlie the 

administration of the drl'artn.ent ; nnd 
(b) reciprocity of odion, in connrciJon "itb fllose in­

terests, between the officers of the department. 
14. In the department, the inter('sts involved' are two­

fold-political or public, lind pi ivnte) that is, the interests of 
the State and tbe interests of its employes. But the mere 
recognition of these intero&ts, is not enough: it is 1Jecetlsary 
that they should l:e duly .harmonised i and the reconoiliation 
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of ih-e I~p"rently conflicting interests, is peculiarly the pro­
vince of the administrative officers of the departnll'ut. 

1:1. Thpstl interests relaLe to the functwns IIml the 

pt'I'Ion7l8l of the department. 
16. The interests of the St.ate demand-

(a) In regard to the funrtions or uuties Ef depart­
mt'ntal officers, 
(i) that thp officers shall be selected with due 

reg:uu to their qualificatIolls for the duties 
they lire npected to pNform ; 

(Ii) that the uutH'" simI! bA Judiciously aDd 
fnirl)' distributed; 

(iii) that the duties 8bl\1\ be l't'lfol'med with 
carr, intelligence, and de~paLeh, in order to 

the due u IFposal of '" ork j lind 
(b) in rl'gald to th~ perf/onllei of the drpal'tment, 

(I) that tho officer, shall devote the full 
l\lea~urc of time to tllt'ir I (""( ctn (' dutics • . ' 

(ii) that the offiel'rll shall ob~crV(' stl ~t reticence 
or secrec), In re8prct of illforrnlltlOn acquired 
in the course of theIr depnrtmenlal dULie. ; 

(iii) that the officcrs shall Ull\he the advance­
ment of the interc~ts of t he State their 
}Jrimnry duty, 80 far as IS consistent with 

• the claims of justice and equity; 
(iv) that the bearing of superior officers toward. 

their 8U bor dinales sha II be such as to cause 
the bearty co-operation of the leiter and 
80 to ensure the effiCiency of the depart. 
·went; 

(v) that subordinate officers shall regulate their 
conduct, on all occ88ionl and in all eir-• 
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cllwstal\Ce~, in accordance, with the princi. 
pIps of uue suborulDation. 

17. The interests of the offic('rs require, in H~!pect of 
uepnrtrn(lntlll uuhes-

(11) that the uutles shall ue apportioned with reference 
to their "tatus and capalJthhcs ; -(b) that no OIl(' ~hall be un.luly InmiE'lled j anu .. 

(0) that IlO "".0 shall be ul,July favollll'd with light 
ami ill~ufficiellt WOI k. 

Indeed in the matter of th~ ulshilmLlOn of \\OIk, the require­

ments of puhlic alld p'Jvat~ iutl'J Cots arl' I'I'1ichca!ly identical. 
18. In thf'ir own llItpw<.t,Q, ~lIp!'1 ior officel~ e:-.pect t.hat 

they shall hll trl'ated by tlmr 'uoollllllal('s with all the d,efer­
ence due to tholl po~itioll ; :11111 'l1bonlut:lt(· \)flb'I~, in t,heir tUl'D, 
expect just and cOll'ld('1 att' tn'atl11l'nt flOIl1 their supel io"~. 

HI. The ~oI('etJoll of offi('1'1 S ~llOUIJ Le made with spf'riul 
reference to the fullo'llng IJoillt~:-

(a) the ~tatlls or 1('~pcctalJlhty of tho department, 
prt'sl1llll\l~ fhat ihlS J~ to be mamtalned: and 

~'I) the genE'lal educatwnal HlJlhty of the candidate, rand 
not 1I11'rely IJIR wtl'lIcctu.tl fitnes~ for any specific 
Oppollltlllcnt. 

20, Tlw ~tatu<; 01' rl'~p('C'ta\ollity of the d('paltment is 

COIDDwnSllrat,e with the ~oC'JaI stlllldm;; of its pf'Tsonnel; and 
the muintenan~fl of that statu~ d(·mnmls that the condidate 
8cllloted shall be ~ocially not brlow pur of 1m compeers. To 
the 11on-observance of tillS prIllCiple iB dOllbtit's' largely due 
the npprobrium Q.rdillaltiy attaclllllg to the govel'DJ'lent clerk 
in Indin, 

21. It i~ lleCe~8m y to insi~t on, general cd ncational 
, ability, innflllluch as (""elY officer, whether rell80nably or 

otherwist'l cbl'ril!b('s the hope of advancement; and this hope 
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could never btl realised: if the candid ale were incapacitated 
educationally, or If be hall not in him, at jeu!>t the germ~ of 
nLlllty whieh CXp£'l i('n('e "ould ('naLle hun to develope, and 
thus render hlln~elf an ettiel!'ut ofllet'J'. 

22. Luck of gt'l1eral t,tiul'atlOl)al (Iuillty, as well as int'!!l· 
ledual aphtu\le wlJ.leh IS Illlllt('ll to the reqUlremonts of any 

• 
speCific appolUtment, ad~ n., a bar to ad\ a~cement; and dis. 
appointed hope must 1H'('{'sM11'l1) IPSUlt ill (.h~lmlmony which is 

the death-knell of l[(I\Ililll~tl'utll (' effiei('w y. 
23. Dy juUlClOU<; :IIHI fall ul-ttll.utlOn of work must be 

understood, that the d!lt\C~ ~haJl be nlIou~d-
(11) 111 accordallee v.lth the ~tatus und cnpaLlIities of 

tllo officers; aud 
(6) in such a manlier that, tiS far liS possible, none shall 

be more pre~,ed tliall (Jthels. 

24. UntlHr dl~tIlLlItlOll, It lS UlJllece8~ary to add, is 
clilculated, Oll the one hand, to ccuerate a "plI it of idleness, 

Dud, on the other, to le,lu to t IHl perfu Hctory d Ischllrge of 
duty-both prolific cameo of mefficle~('y. 

25. It is ncedb" to sa) that the Holut,ion of Jlccrecr 
in regard to offiCial informatIOn IS hkely to result In di~11S­

trous cOllsequences, III IlrOpOl'tlOll to the nature lind import­
ance ofthal information. 

26. As \\6 hu\'o elsewhere sugge~teu, tho promotion of 
the interests of the State must nner be permitted to 
supersede the demailus of Illoral I ectltuJe, at the risk of dis. 
harmony, lIud consequent dCl'artmPlltal lueffillieucy . 

• 
27. Discipline is an e88l"lti'lt rcqul~ltc ill, and the key-

etone, as it were, of uepartmental IIHlIlugemellt ; and in order to 
its due obs~rvance, it 1: lleC~S"!Lry to form a clear idea of the 
nature of the relations "'Licb sllOuld subsist between superior 
and subordinate uffieara. 
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28. We shall therefore now proceed to investigate lb~ 
relations; and in doing so, we shall divide the consideration 
of tbe subject into the two following beads:-

(1) Relation of supt'riors towards their subordinates. 
(2) Relation of subordmates towards their 91lperiol·s. 

29. The adequate ('onsideration of t~e rdations r;dIDst 

be based u'pon a careful analysis of the dubes of the members of 
the various classes of office! .. towards each otber. 

§ 3 -RelatIOn oj superiors towards their tubordinaill. 

30. Investiture wIth authonty, constitutes a superior; 
and subjectIon to auth~ritYI a Bubo! umnte. Hence in treAting 
of the relations between superiors and subordinates in a 
secretariat, the term "superlOrs," which we ~baU have 
frequently to employ, must be understood to comprise liecre­
taries, registrars or chief· clerks, superintendents and heads of 
sections: conseq nently the remarks maJe III the following 
paragraphs in a general way, may not necessarily be appliOllbJe 
to every cluss of superiors. 

iB. ']~ese remarks embody the result of personal observ­
ation u'ld knowledge extending over half a life-time spent in. 
a secretariat; und, though they may seem eltaggerated, they 
are none the Jess :;trictly D('curate and true, as Indicative of the 
waye and means whoreby the harmony that ought to subsist 
between superiors and subordlDutes is liable to be disturbed. 

32 It wer~ folly to pretend that superiors ure infallible, 
except in the sense thut "the king can do no wrong." As a 
matter of filet however, it must be always borne in mind that, 
equally with 811bordmates, superiors are human. aaJ as such, 
subject to all the failings and weaknes,Qes of hUlDun nature: 
indeed experience sho\\'s that instances in verification of this 
remark are not wanting. nor are they far to seek. 

53. We must at the outse~ deprecate and diaolaim an,. 
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pouible imputation of personality in these remarks: oar lole 
object in tllUcbing upon thi s delicate 8ubject has been to 
endeavour, by an expositIon of the causE'S lending to their 
rupturE', to establish on a firm unu secure basi~, nnd for the 
lIIutual benefit of the Sta te and its employes, thl'l relation. 
bei~een departmental superiors lind subordinates. 

34. Supelior officers havE' a triplE' duty to perfo'm towards 
tho State, to\\ ar';]"s thelD~eh ('8, und tuwards fheir subordinates. 

35. Tht'ir duty fown,uR the State is correlative to the 
demands of the intrrt'sts of thl:' Stnte "hICh have already been 
di!l~II~~ed. 

36 The duty "lllch l'uperior officers owe to themselves 
req,!ires tl~1t they blndl receno flOm thpir subordinates tLe dE'fer­
euca due to tht·ir posItIOn: and ueference implies hearty 
sentimellts of rt'spect and obedipnc(l which cannot be secured but 
by fJirt just, and ('onsldrrate treatment. 

37. 1'he semblance of re~p('ct and obedience exacted by 
oppression, is akin to, und no better than, the sentiments of the 
rebel who is ever srekIDg the means of eluding the .vigilance, 
and frustrating the design! of the tyrant. Such' sentiments 
are far from being promotive of cordial co-operatlolJ, which is· 
the key-stone of departmental efficiency. 

38. Superior officers owe to their subordinates justioe 
and consideration. Let us examine the constitution of thele 
attributes in connection With departlnentlll ecoD.Dmy. 

39. In respect of subordinate officers, justice and con­
.ideration relote to-

(a), thpir official duties; 
(b) matters affecting their appointments, namely, pay 

and allowances, promotion, Ilnd leave j and 
( e) other cognate mattera, nch al privilege., coDet .. 

tio~ etc, 
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40. Jrutice and consideration demand­
(a) as to official duties, 

(i) that they shall be equably distributed; 
(ii) thai in their conduct, due rega.rd .hall be 

had to ihe errors ot human frailty; 
(iii) tbnt errors sblll1 not, t'~ept on positive 

evidence, be laid to the eharge of careleu­
nes!!, n ... ~It'ct of duty, or deliberate disr&­
~(\ld of orders j 

(iv) that praise or cCllsure shall he duly meted out 
-if It 18 light to censure where censure is 
dul', It j" equally wrong to withhold prais. 
wlllC'h is a powerful stlmulu8 I.Q oontipoed 
good work; 

(v) thl\t no motne shall influence Buperiofl .iD 
atlribotm,!! Ill1inelltt'U cleult or disoredit to 
the work of suburdwates-apart from ita 
impropriety, ~llch a course clearly indicates 
that there I~ behind some ulterior motive, 
and should n!lVer be adopted at the risk of 
inducing dl~harlllony ; 

(vi) that work shall be appreciated at its tra. 
worth, and a carping spirit avoided in 
respl'ct thereDf-nothing is so demoraliSing 
in Its tendency as constant fault-finding; . 

(vii) that every fnult, if persi!ted in, shall be 
visited with approprinte penalty as a dete~ 
rent against ltS ft.>petition ; 

(viii) that penalty or reward shall be awarded but 
once for the same lI..:t-it is an unnatural 
principle and one highly prejudicial to the 
iBterests of the State, by the disharmony it 
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is Bare to prodaee, to be constantly nkill, 
up, and punishing for, the same fault, or 
rewardlDg for the same ael i 

(it:) that supHiors shall not seek to establish. 
reputation at the expense of that of their 
subordinates-it were heartily to be desired 
that e~pefienco did Dot render . it nec. 
saty to notice this point; 

(x) that subordinates shall not be 80 overburdened 
as to bo compelled, ordinalily or as a rule, 
to work oyer honrs, or at borne, or OD 

Sunday. or llOlidny~~ocrasionally work may 
press, but to exact, day by day, more than 
cnn po~sibly be got through during offioe 
hours, IDJicntes elHler that the administra­
tIOn 11\ at fault, or that the establiabmeDt 
i8 inadequato-pomts which demand seriotll 
attenlion i 

(b) as Lo matters ft'llating to _appointments, 
(i) that 8ubordinaL~ officers shall D1It be mulct­

ed in their £lilY, except wlllm the gravit, 
and nature of tho offt'nce specially demand 
such a ppualty, inasmuch 8S fines are ellenw 
tially iII<'gal, unless iml'osed by a properly 
constituted authority; 

(ii) that they shall Dot be dpprived, when poesible, 
of al\owancps admissible under rule j 

(iii) that they ~hnll not he deprived of leave wbich 
the ruleR permit, unless debarrAd there{roQl 
hy departmental requirements j 

(iv) ~at they I!hnll not be deprived of promotion. 
in tbeir turn unless they are really ubfltte4 
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therefor--nothing so surely lead. to dis­
harmony by tuking the heart out of mbor­
dindes AS unmerited supersession and di.­
appointed hope; 

(v) that success in the performance of any speoial 
duty to wbich a junior majforsp~cial reasons 
have been deputed; and Acting uppoint­
ments of juniors, mad~ fn HIe intErests of 
a departmental hranch, ~h!lll form no factor 
in the ulspMal of prrmnnent v/leanci"s ; 

(vi) that, except at the hutfom of the 6stabli"h-
• ment, no oub,idrr sh:lI] bl1 nppointt'd, to the 

detrIment of the IIJten1~t'3 of s~borJivr.tes, 

unleB~ thpy are un fit, for tho post-none can 
be e\pcct<>d to work with a heart withont 
hope of ad vanCf'ment : lind 

(vii) that RI'pointments or plomohons shall be 
made With duo fpgard to merit and senior­
ity. :JJld not merely to earry ont some mis­
chioyolB I1l1n(,I[11(., or ad vPlse line of policy, 
that may havr been decided upon, and 

(0) as to other cognate maHHs, 
(I) that pmileg('s and conces~ions granted by 

higher authoritt!'s, ~hall not ordmsrily or 
on tri"ial excuses be withheld from subordi­
nates; 

(ii) that concessions or favours nsked for, which 
lllRY readily be grant~d without. MrioUS in­
conYf'nience, shall Dot ordinarily be dE'Uied 
-oonstant refuslIl, besides being impolitio, 
is calculated to generate dishonesty, inas­
much ae lIuhordinates, if they oannot attaiq 
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their o,bjeot by fnir meanll, will be eon­
stroioeri to have recourse to lubterfuge aDd 
dt'ot'ption i 

(iii) that if the dppl'ivntion of soch privileges or 
concl'ssions, or other rights, is not intended 
M a penalty, but is nt'c(··~itatpd by State 
consl,leratioDS, the los8 shall. ns tlr as possi .. 
ble, he made good nt "t.he ('nrlil-st oppor­
tunity ; 

(IV) that the denling~ or superiors with 8ubordi­
nates sIml1 be charact(·rised by candour, 
mural r('clttuuf', gentlemanly demennour, 
and fr(,pdom from prllJudiro; 

(v) that ~uprriors sh'llllllwny~ and in all circam­
stances consult the interests of subordi­
nntl's ; and 

(vi) that suhonlinatE's ~hnll he trE'uted invarinhly 
\\ith civIlity and kmdnrS8-lt is MroneoUI 
t,o suppuse that l'ligh-hundedncss.or tyranny 
can ever f('pl .. ce trlle discipline: 

41. Candotll' il> nn e~sent!al J('qni~ite in 8t'curing ·thH 011-

or eration of slIbo,.,linntps who can only be rpconciJed to BOl 

~riernnct', whl't~('r apparent or otht" wise, when they come to 
Ie.lrn, hy II Imowlellge of Its real motive or reason, thllt tbeir 
jl1tere~t5 hive sl1stlineJ no lIIJllry thereby~ or that it Wall 

induced ~y circumstance's which coulJ not be controlled. A 
6up6110r officer shonld th,'rt'fore in ins eV(lry act bear tbia 

• principle in mind; and be carf'flll that his motive is conscientiollS 
and I'.ltent, 8n!\ lIot marred With the ''lJ!t tinge of suspicion. 

42, SOJ,hii!try.should not be U~N.I fot, the purpose of 
80pporting an nnfBir Or 00;09t act: subordinates nre not so dull 
of apprehen8ion :u Dot to perceh'e, if DO~ the true motive, at 
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least, that tbe realon assigned is intended as a blind. In the 
CIU84.' of depa.rtllleutal efficiency, nnd to obviate disharmony, it 
is always the wi~cst !,olicy to nbstaio from luch ncts. 

43. Wben nn .Iet of n 8llfH'riol' is adver~e to the interest.­
or a lIubordinlttl, and is int(,IIJt'd III Il ponalty~ the .rue reUOD 
Ibould be always \.'xplllineJ to the individual concerned. Nay, 
every fRuit ~hould nt once be !,ointed oot, in "j(l-\\ to its amend. 

ment. 
44. The main object of print!1! or confidential reports 

,bunld be to sernre nlld promotp. l'flit-it'nry-
(a) by cncoulng~lg (lffic{'I" to I'l'! H'H're io their efforts, 

I\' hen thl' r<'port IS fa \ 0111 a LIe j 

( b) Ly enn hling (Jffie('1 s to illll'ro\(" or nlifelld their 
fault", throngh till' knllwledge of !\Dother's esti· 
mate of th('11' charnet!'!' and work; and 

(r) by prot(lcting tho lel'utatlOll \If the individual reo 
portrd QU, II hen tlHl ropol t is unfnnnll a 1)11-. 

The advnntn~,-e:>f such rrports cnn only hI' IIttained "hen thAir 
purport is ,1ullllllunicalcd t~ the oflieer~ concf'tned. But wht·n 
''!l part" acti(;n lq talH'1I nguimt thIJ sul,jccts of such reports, 
the rep~rtR Are liab]I' to ill' jlf'r\ rrtl'd from their legitimate 
pnrpoM, hy the \In~rruJllllol1~, :1110 IDstrnments of IX>TSE'cutioD 
,for the grntificntI'Jn of prh'att' Rnimu~. 

45. It is iniquitous nnd dastardly to strike an auversary, 
and much moro- n heJI'If'S8 ~UbOldln!ltt', 1Il thE' dalk; lind 
tbereforfl IIuperior officers, who are the constiLut('d cUbtodiaDS 
of the interests of th~il' subordinates, Ehollld tnke no h~ed of, 
nor action 00, slnndolous r('ports, I'xc<,pt on failure 01 ,disproof 
by the victims of the cbarges impntE'd IIgninst thf'm. It is 
however sincerely to be desired, that bnth reports bad no 
place in the eoonomy of a dE'partment, the quinte8tM'llce of 
whoae lwalthy e.liateDoe is harmony. 
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46. Acts of injllstice, or tyranny, or oppresaiou, on ~ 
part of a superior, should not be countenanced by a higher 
aut,bority: to do so is sure to OVfllllullte III gOllel al di&content, 
and interrupt the harmoOlous WOI klllg ot' the dt'pnl'bllent. It is 
a mischievous error to lend llUI'PUI t to such ncts, nuder the idea 
of tDaintaio~ng discipline: tru~ discipline demauds thnt such Rct, 
.hould be abstained from; an ·) If cOlnmittf'd, tbat ~teps sbould ... 
be taken to obviAte their recurl onc!.', nud I~illedy the evil. 

41. If superIOr officors renli~ed the exl(lllt of the injury, 
and the fur-reaching effects which !luch acts 8()lUetllnes entail 
on their victims, they would douutle~s hCiltate long hefore 
perpetrating thorn. But there IIl'e various und conflicting 
in~rests V> serve, and II host of consideratiou'J which operate to 
warp their Letter judgment, and superiol' officers would be 
superhuman indeed, if in the peq,lexiog ulfliculties of their 
position, they coulu ah\llys steer clear sudl of act!', and be ever 
guided by the dictates of justice. 

4~. That justico should al waYi 118sel·t Its ciaillJs, is an 
ideal not to be attulIlcd iu th,\ exisfring orul'l' of na~ure : yet a 
little reflection on the part of superIOrs, as tu thA prObable effect, ... 
of such nets on their 8ubonhnat('s, would no doubt seLVO to 
mitigate the evil, if not to altogether prevent their commission; 
and Imbordinntes may surely claim such conslderutlOlI. 

49. Injustice alld oppression give occaSion for appeals 
which are unheard of under 8 good ndlJllm!!trahon. Appeals. 
may therefore be failly tllklll1 as au inulcativn that the 
muchlOery of administration is out of gear; nnd they demand 
careful in18stigation. The enl can only be remedied by im­
partial aDd independent enquiry, which is the basic prillciple 
for the conduct of .appeal:! in our courts of justice. It is an 
insensate, though not UnC(UnIDOn, practice to dispose of appeala 
oa the report of the very penon whOle acts are Appealed .gaiAlt •. 
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and betrays in the appellate authority, a gross and inexcusable 
dereliction of duty. Such !1 course of procedare is but ~ 
prcmium for autocl(1.cy: under It wrong can ne\'er be righted, 
and justice must ever lIlibClll ry. 

50. Destiny ha, placed buborJinates at th", mercy of 
Buperiors whelher for weal or for woe; Rrld tile least that 

< 
superiors can Jo to .~ll('l'iate the LnrJblllp of tl~ dependency is 
to accord to them tbat gent:~lIIalll~, and f.lif, and 110npst tr~t· 
ment whiCh ever} IUUII has it right to expect from his feJl,)w mall. 

51. PrnjurilCc IS all, 11) ~ one of [he ~IlrE'st uJ.lrks of 11 bad 
administrator, Ilnd l~ ail'llltful ~ource of dl~COI1tent and ineffi­
ciency : it is l11ghly Illogical, to HI) the 1\'[\8t, to judge one's 
charader flOIl1 the ca~t(', da~8, cree,l, natlOuull(l, "'r rac~ to 
which he bcloHgs: character is the outcome of heredity lind 
of innate ptillclples, il!flllclJceJ :md del eloped bJ educational 
training, association, and em 11 onruents. 

52. IIl-natllrt·d and cynical remarks, whwh. can only 
be prompted by, lind aro nn lIIJex or, Ill.feeling, should never 
be permitteq, as being Llghly condUCive to acrimony and dis­
oontent_ in the Bubordrnate. The subordinate ollght be able 
to retum the complimcut, perhaps With greater vigour; but 
be is re$trainel' by hiS position flOlll letahatlllg, and there­
fore to indulge 10 such remarks, b 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 argulllent ngmnst abuse of power, and demands that supe­
rior officers should on every occllsion guard With j!'llluusy the 

• minutest interests of their 8uUululllates, and omit no means, 
so far os III them lies, to obnate any posslhle injury accruing 
thereto. The intel'esta of the State are 8(7 mextricably mixed 

up with the interests of its employes, that disregard of the latter 
1D1I8~ iDevitably prove fatal to the former. 
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54. HnughtinpS8 and over-bearing conduct carry with 
them their own condemnation, inasllllH'h as ~llperiors forfeit 
thereby the respect and heal ty ro-ojll'l"ation cf ttli'll ~uhordiw 

nates. To trt'at subor!! lIlate, \\ Jlh 1I~i't Ilty and illcomidern­

tion, to violate their dt'nrf'st m/t'rp,ts, m shol t, to IlItth tllE'm 
feel theil 11PJple~811C's~, Ii' 110 e\IlI('I1!'!' of adlllllll~tJlltl\(, abIlity; 

and betrays au. Inexcusable Ignor.llleC of human 1mtnre, than 
which notlllng ~an bo more dett H))Plillll 'to tho efficiency of 
the dl'partnH'nt. 

50. On the other hand, all, Rave the obdurate villain 
'\\ ho is out of iii ace in a b('CI darlU t, are anwulI hIe to kwdness : 

• 
and dl,l Sllp('rlOrs but reeoglllbf' It~ !·fficacy for goud, thpy 
wO~I'1 CII1J)JOY no otlIN llI(,:ws to Ff>C'un' the hearty (,a-opera­
tion of sulJ()ldlllatf's, and tht' l'iJil'll:'llCY of the dppartmf'nt : 
and diH'ollil'ut :llHI JnsllbOi dJlJn/JOn 'Would bf' unhrard of. 'I'hus 
woulll harmony be e~tabiI,h('d bd,I\prn f'lIlwriol sand Fubor. 
d nat,l'~, anll the tnlf' Ill/Pl(',ls of tlw Sin!!', conRulh'd. Indeed, 
hUlllan nllture [('!Wllt" !-l1)l('rl'JlIOU~Il(l~., and imubordinlltion 
cannot WIthstand the mllg\!' power 0( killdllCb8 

§ 4. - Rtlul IOn.! of sul'ordinate!! loward.1 ",eir IJllperi!lr8. 

56 All c1al'~e8 Ilnel gradps of officl'r~, bring Bubjt:ct t,o 
highPT authOrity, liTO lIlclndf'u III thl' tl'rm" subordinates \. nil 
used 10 tIm SPctJOIl. The followlIlg remark q , th('refore, which 
nTe of a gPIlf'ral character, aI (l only applIcable to the cllUls or 
grael!:' of offic('rs to wInch thf'Y lire re~pectiY(\J! adapted. 

57. Not unbkA ,m}wrior officcr~, Auhordinutes too have 
obligatioDs to dlseharge tOil ardR tL~ State, themsel ves, llDd 

their 'Iopr,"iors. 

58. Their oblIgations toward~ the State are cO-f'xtensiV8 
with the reqniremt''lts of the Stllte. 

59. Thf'ir duty towards themselveR relate to their indivi. 
dual claims and to thos(1 of their colleagues j the furmer call 
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for justice And consideration at the hands of Iltlperiors:-qualitiea, 
wllicb WII bav!'! already discllssed i t\IC lalter wiH he treated of 
in tbe foil a 'II ing section. 

60. To superiors snbOrUlIlatrs OWIl--

(a) rc~p(lct for the posllion they hoill IIn(i the authority 

v(l~led in them j 

(b) ·oLedi{,l1co in ma(t(' IS cOlll1l:deu w.iLh the working 
of U;r deptl1 tlllE-nt, so faT a'\ 1S consistent with 
tho dichtlrf, of mOl :lilt)' ; 1l1lU 

(c) CO-OPel ntioll 111 ill(' diFehrn ge of official functions. 
61. Th('se uutlt's ~t'm!lnd that ~!l1 (' riors-

(a) shall rOS~('R~ athOl \lngh alld compl('te knowledllo 
of' th.,,, ork or tho uep'lI tmrnt , 

(b) sball ('x 0('1 111 1l1Jlhty ; and 
'(c) blHlll b(' gr·ntlt·manly III tllt'll' deportment to\vards 

thell hubol l!1Il.\h's 

62 In(l~1 f'rJf'IlCO of tit'I'artlllenlal work is e~cusab~ 

ill a now inellmbent . hut (,'X('pIlr'Hcr III alililty i& indi~ren8ably 

requisite to cOUlllland l't'~lJ('( t and obeulence-it is contrary to 
humlln natufl' t'l pay dt'lu~Il"(' or Il'lllll>r ,ubmission to sope­
;iors wno uo nol Po'~('~~ tll1~ qnahfi(,:ltion ; nnd g&ntle'tnanly 
demeanour, \' bICh Illlpilel-!lll that J~ fair, IIUU just, and 
honourable, m:ly aloBe chlllll tho (,OIdlal co-operation of sub­
ordinates. 

63. Donbtlctfl subordinatr'l inri)' be, nil)" often Off', re­
quired by the very llature of thplr po~itlOn, to yit·ld rospect lUld 
obedience to, and co-operat(\ \'nth Snpt' l iQrs who lack thtl quali~ 
ficatiolls of their oilio!:); but tllis nnomaly must, i1ecessarily 
generate feeling~ (laSIf'r ('ol1('(11\'e<l than described, which are 
ill calculated to promote tht· efficiency of the department, or 
advance the interests of tho StiltC'. 

6'. Unprincipled 8ubordinat.es are ever OD the alert to 
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detect and truckle- to the foibles of superiors and thUI too 
often succeed in Ildvanring their inferior cla;ms over those of 
their more honourable colleagucb. 

65. To promote thoir olm .~elfish, If not worse, purposes, 
luch subordinates endeavour, by every possible means to insin­
uate themselves in the good grac(Js of slIperiurs: and, therefore 
an exposition 0£. some of tho meaus Il'~orte,l to uJ'tbem, may 
lerve liS a note of ~arnillg to UIlW.HY ~\ll'(,lli'.;l~, and us a guard 
Ilgalnst theIr machinatIOns. 

66. Chief among these mean~, may lie enumerated the 
following ;-

(1) Adulation, that j~, the bestowal of }Jl'aise from 
interested motiH'~ 

(2) Deceit, that is, the endt':n'our to produce a fa lie 
convIction 

(3) DISSlIl1ulation, that IS, the concealment of one's real 
character. 

(4) Flattery, that i~, fal~e, ilNncm P, or vellal praise. 
(5) HypocriSY, tLat j~, plet(1m.LOll to 11 falsc, character. 
(6) Obse~uiou~ue58, that l~, ClJurtm \{ fa,,~ur ~y 10!, 

cnllglllg. 
(7) Sycophancy, that li:l, mean talc-boaring or reporting 

matters to those for w ho~e ears they were not 
intended. 

61. To the abov(' category llIay bE> a«Jed the vice of 
elander which is not wfl equently InU ulged In by subordinates 
from ulterior motives, and whICh i~ SOll1etllnes tolerated by su­
periors. ~o position 10 Ide may c:aiuJ immunity from 8uch a 
propensity i and it !!'houlJ alwllJ8 bt discouraged Ly hight'r au­
thorities. The ml¥ive 8~JOuld In every IUstancc be lIuspected ; 
and if any action is COntemplated on slanderous report8, the 
victim should, in the interests of justice, be always .tforde4 
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every opportunity of disproving the charge if rossible, before 
any action is taken. 

68. III the int!lre~t~ of tho St:lte and Its employes, su­
periors cannot be too careful how they lend a Willing enr to t.hA 
whispers, or encourtlgo the advances, of subordinates of \\ hose 
integrity of charadeI' they have nol had the fulieat pl'oof~; nor 
how they be~IlY, and to what pur[lo~(" tbelr <!JjIJ failings, or 
weakness of charact~r. 'I'll( ~ "houtd watch 11th jcalous care 
every attempt to lmlb tht'ir Judgment; !lor shouid tlwy be !lver 
led or guiued In thclI OfflcwlllcllUllS hy 1I1\',1l1S other than their 
own pel AOIlIlI kno\\ ledgo rnd guud ~t'nse. Many an unfortunate 
8uhOl dinutll 18 thus m[1l1e the Vldlll1 of the selh~hness, or lI1'1hce 
of designing comrades. 

69. Cond uet Hurh a, h,ts b(,Ch d"~('llbf\ll aboV(', 18 sorne­
timcs chtU'llcterizod a~, allli hOlluurd oy the ('plthet of, tnct by 
those who either lack 1I10lai couragll to POl1lt out tho errors of 
superiors, and that ~ulf-lo'ipect WlllCh lUal'k~ thf~ g"ntlelllun, or 
who !Ire too dull of Intellect tu perceivl' It:, meanness and im­
propriety, ,TlId'l be It lememherpd, is tlHl slulful aJaptatJon of 
conduct to c1rcul11stances, with due fPgtud to the claims of 
re~titud; und jllstieo. 

§ 5 -lntt!r-relatw1l8 of wuordillait!s. 

70. In the ,liHcharge of thOlr offiCial functiom, subordi­
nates Ilr{', from the natule of tlH'lr pO~ltion, hrought into daily 
contact With, and- al'(', III a greater or le~~ degree dlJpendent 
upon, e~ch other. It IS therefore highly nec('ssary that iIY 

their mutual relatIOns and intorcollrs(' of life they 8hould be 
oourteous, frIendly, kmd, and obliging and should work With 
one accord towards the same end. 

71. Th{lY should form us It were a corporate body united 
by the bond of brothelly feelmg, and be ever ready to help 
one IInother in all dlfficultles; they should aVOId all .enlle 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 victim, whon the ad Vtlncemeut of theu own indivi­
dual interests is at btake. 

72. Nothing is more despicahle and hateful, oflpecill.lly 
among aSSoclUtes, than concE'it lind bumpt,luu~ne~~, nor so well 

• 
calculated to brioPrr about. a bleach of halllloPY, withuut which . '" . 
there CUD be no co-opernliol1 TIJ{'se sOClul ,i('OS Ilre generally 
characteristIC of a narrow and ill~('ducat('ti llI111d, and are too 

cften induced by ullwarrantahll' excl'l'tionai boatmont. Superior 
officers should tht'rcfol e eXllI clse great "C,llItiull in dealing out 
sucb trtutmrnt to subordinatp~, 01' In glYlng n~c to oC('[l~ions 
whicb migM possIbly call fur buch tl eatllll'nt: much less should 
they tolerate and eneoUi age sueh f£'l'rehensl1,le condu,ct in a 
subordinate, by Il'peat~d :Ids of IIlduig<'lIce: til(> Jl'tllornlising 
effect of such unn,ltur,d tl'eutm en t on othel' subord inates elln 
never be orcr-estllnatcd. 

We have endeavuured in t.he flHegoing pag('s to describe 
the internal economy of the dl'partlllrnt, and to m;lke u careful 
analyslS of the (.hsClpllllary llH'nsnrcs IJl'CCbbury to rcnd(lJ it effe~ 
tive towards the end propo.~cd 1Il the depurtlUcnt ; Lut how far 
we have succeeded in the attempt, it ld for thc c), perienced Ilnd 
unprejudiced officcr to judge. 

We huy(' now brought thIS treatise to· a conclusion, in 
which it has becn ollr alln to 8('t furt h to tho brst of our power, 

the details of the worh.lI1g of InuwD socretarwts. It ouly re­

mains to ~ay a few "ords in explanatiun of the priDciJllcs on 
whioh the proper orguDlzabon of a (j(>rnrtment ~hould Le based; 

tbis we shall accorcing1y proceed to do. 



OHAPTER XXII. 

THE MODI~L SEC[lK1 A RIAT, 

t I.-Nature, tll~· Jll'otolJlp< Jj depaltlllmtu.1 O1'ganidatWY', 

Phenomenal nature may bl! "1f'Wl'll as a va~t organisation 
",hose perfeetlOn is mad'l mand'o,t hy the preClSf: nuaptatio:l 

lind COll'dlltiol/ of itb p.lt~ to CIl/·h other and to the whole 
The constitution and economy of til(' 1111iv'~rse arc the funda. 
mental bascs on which all human III~b,;uLlOns are f"shion~d ; 
BDd their success is propurtlOlIou to th~ fiut'hty of their Imita­
tion of nllture-t,hdt IS, the closer they fll'proumat,e natnre in 
the mechanism of thell' parts, tho gle.lter the degree of their 

excellence, and vice t'l:l'sa, 

2. Hence, in endeavouring to ebt.,bli~h on a sound basis 
the principle~ which ~hould goyrrll the org:lllisation of a secret. 

stint, w~ oannot pursue a bdtOl course than conform to the 
exemplar presented by natlll e III the organism of lUan, who is 
at onoe the epItome of the UIlIVerse, and the ultimate expression 

of perfection cognisable by human mtelligellcc. 

B. As we are fit present. concerned with a physical organi­
sation, we must se~k for its analogue in tbe constttution of the 
physical body of mnn: this we shall accordingly ~I1Jfav(,ur to 
a.na.lyse, in view to discover correspondences he .. h\'l'(\11 .the prio .. 
ciples which inform hIS being and the t'lement~ requisite in 
the formation of a sl\crf'tmiat, IW that tlw ('()nslderation of th~ 

i'unctions oltha human organism may enable" us to deduce and 
determine the conditions necessnry to the successful operation 
o( the funotions of the laUer, 

• 
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§ 2. -The /IIUII all O1'ganiam. 

4. Man is a coml'osite being-the resultant of certain 
elements, the concurrence of which constitutes him a living 
ofltanism; butJo understaud the economy of nature in respect 
of his organism, It-IS necessary to rC'cogllis(' the processes which 
operate in harmony towards sII8tainlllg h18 physICal life . 

• 
5. The~~trocesges relrLtC' to the constituents of the body 

of ma.n, namely, bone, ml1~cle, blood, ner~e, etc., and are con· 

duclied through the agenry of org!\n~. 
6. Of the organ~, RDlne are dC'~ignell by nature for the 

performa.nce of functIOn" of vlt,,1 imp(ft'tance, while the func­
tions with which othel'~ are ae('ro(itteJ are merely auxiliary. 
In it~ uO~lal state, each ()!';{,\11 I~ de~tl[lCd for 1\ speCific purpQse, 
and is limited ag tIl Itl:! c:lpabllltlC"l nor can it ordiOll.f!Jy per­
form the functions of another a~ efncI('nt.1y a .. Its own i and 
this inefficiency i., e(jlH!.II,v ob~en'abIH when an organ, suscep­
tible theleof, ha~ been spc('lally trained to do uutleS foreign, 
or in addItion, to t,he pnrpnse for which it was orIginally in­

tended by nature 
7. The actlOn of th('sc organR is determined, whether <it. 

reetly or in~hrcctly, b) reuf'l()!] and volition, which are but ex~ 
pressioDs of thll intellectual prinCIple 1Il man. 

§ 3.-Collslttutional principles, 

8. From the foregOing we perceive t~ following prin­
oiples which undcrh'! tho comtitlltion of a perfect hving or­

ganism '-
(I' That'such an organism is {'om posed of certain ele-­

ments, the union of which is necessary to ita 
physical hfe. 

(2) That the phy<ical lIfe of the organism depends for 
its uistence upon the uniform and harmouiou 
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operation of processes which relate tu i,be con­

stituent parts of'its body, 
(3) 1'hat these proc')ssC'~ anl conducted tbrough the 

agency of appropri'lte organ~. 
(4-) That, in vil'w of eflieif'nC'y and Rystemntic action, 

these organ~ are :\cereditelj with""l'('cific functions, 

aeconling to fhl·ir nature, and a~ ill adapted for 

the IICl'formancf' of duties he)'~d their respective 

-cOljlllbilitieR. 
(5) That tho p('rforlTl'lnee of till' functions is regulated 

01' govern"d hy the didat('~ of iutelligence. 
9. It is hardly n('('('~,ary to add that there is always 1\ 

perfect analogy bd\\'f'<'11 tilt' operat.ions of natnn.'s ~IWS ill the 

various plarw;< of ('xi"tenc(': illd!'ed, thi~ prineiplo is fully re­

cognisQd in th(l eomtitnt ion, on its basi~, of <'VNy Sl1ccps~ful 

human institut.ion ; and, as in,.;f.anl'p.-, we rwed only refer to the 

const.itution of lhl1 gnv(,rIllll('nL in tIll' political l'lanf', to that 

of society, in th(' s[)('ial plan!', and in tb' indmtJ'ial piane, to 

the const.itution of induiit.I~:tl in~titution~. 1'11(, ill f111CC(,"S of 

nn oJ'gani~:I't.i(ln, if wo only tak(, till' trouhl(l to inv{'stignte, 

we shaH always find, i5 due to ,jppartlll'(, or deviation from this 
principle in its constitution anrl economy. 

§ 4.-Tlw OI·[pmi .• ation of a .,ecretll1'iat. 

10. The vi~tl f'\f'lllents in n spcr£'tariat ar£'-

(1) '1'110 ?notail", or til(' hrnnch('R of the administration 

with whieh it is eonCf'J'ncll. 

(2) Tho pnsollllcl, 01' the ostrtblishnwnt. who pt'l'form the 

ndlDini~trntiYc and departmf'ntal functions. 

(3) The facnlties neces>ary for the dne performance 

of those functions. 

ll. The conduct of the hl'llllches of th", administration 
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involves the joint operation of cE'rtain functions, which have 
already been discussed in the coUrsO of tb\~ heatise. 

12. These function-, "hich cOIl~titut() the &tapJe of the 
work of a secretal iut, are couJudeJ by members of the estab­
lishment which must be ud!'q nale to tileir pm fOrJuuuee. 

13. Iudl\'lduals are endo"ed by nature with specifio 
faculties, in lNICOrdUIl('e with the Ill" ~ of. Ill'rcdly and pre­
natal influences: 'heir clll'ablhtie~ III e tl;(' 1 efore restricted to 
their DlltUlui cuparity wlmh tilt') lIIay 1I0t renture to trans­
c.end with uny ho~,e of -ueC(·55. Ihll()!', each memher of the 
depurtmental st,tli IS mtura!l), udapteJ tor the pflrformnnol', 
within tho limits of Ius (:apaurlltre~, of fUllctlOns suited to his 
faculties, ~hich they are calculated to elicit. 

}4., Education and C"l'ell(,lIce IIle doul,tlt'''s impoltant 
fJctols in the atlulllUJI'nt of dncienc) j but their effect lies 
more in the direction of Je\ dOI,ing and perf~ctmg lutent 
natural powers, than 111 the acqui~ltlOll of faculties Withheld by 

nature. They 111,\) ind(>(·J enable one to vel form lH'trrogclJ(,OU'i 
functIOns; but the dIscharge of ~ucli fUllcllons mu~, froUl the 

• 
natur~ of the case, be neccs~arlly Imperfect., If not pel'f~nctol'r 
unless he is ul1turally endowed vnth the facultres adapted 
thereto. 

15. Tho fUlJctlOns of a secreturiat belong to t\\'o geoeral 
categories-intellectual and routin(l. Those of the fOllner class 
demand the exercIse of the hIgher faculties of the mind, and 
consequently depend, in a greater or less degree, upon educa­
tional nbrl~ty ; those of the latter, willch ale more or less mecha­
nical, reqnire the aid of elperll'nce. Olle may be emlDcntly 
qualified for the pet formance of certain fUllctrons, and yet bo 
t.otally unfit for the ljischarge of others: we may mention that, 
frow personal knowledge, v:e are aware of more than one such 
instance. 



( ItS ) 

16. BeJJidee, the men till (aol1ities, whioh the se'81'al fQDQ. 

tionll of the former category call into play, are 80 VDrie~ that 
their concurrence, in an equal state of perfection, in a single 
individual, is n phenotnfmon of exceptional occurrencA. It were 
therefore indeed, to say the least, Il grave error of aJministration 
to requil'e the performll.nce of heterogeneoM functions by 
individulIlll1embers of the secretariat staff. 

17. Poillrity,'t>r action and reaction,"is the unique and 
fuudamentAI In ... which finds (oxpression in the harmony olbserv­
able in every dcpnrtment of nature Dualism pervade" the 
universe, And ex;oeSi or deficleoey in one direction or l)lane 

• i. ever compen9Bted by <1efi~lencr or e"ce~J in another: indeed, 
nature's tendtmcy i~ (lvel' to ma\l1tain a determinate. constant, 
with reference to clrcllrnst:\nct's in ellch mdlVldual case. By 
yirtue o()f t~is law, wlnt ii gained in quantity ill lost in 
quality: out9Hle this law, all is discord and confusion. 

18. This law furuishrs the key to the Bu(!cessful applica­
tion of the principII) of diviSion of labour, AS it does to the 
solution of, every llifficllity 01' m),stt'ry In natllre, however other­
wise inexI'li'cuLl!); and on it~ basis, speClfic members in the 
human body aro endowed WIth speCific fllculties. Hence the in­
ference is clear that to achieve 8UCCl'SS, labour must be func­
tionally distributeJ with reference to the capabilities of the 
~orkmen : where quantity is a characteristic fenture, labour 
mlly be grouped "in convenient classes, but, in each category, 
the distribution of the duties for its conduct must be 'func­
tional. 

19. The due discharge of the functions demandll the exer. 
cl.e of specific faculties aocording to their nature, and, owing 
t.O larioQs causes which may not always be provided agaiut, 
needs the guidance and supervision of a superior direo~iD' 

iateUiaenoe. 
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i 5.-1tl tBltntial t'tqui.iU •. 
20. From the fort!going we may dedoce the follolrioll' 

....mia] requisites in the constitl1tion of a secretariat :-
(1) that, in view of methodicnl treatment" the branohee 

of the ndn.inistratlOn, wIth which it is ooncerned. 
shall, if considered necessary. be c)1U'8i~ed in con .. 
v~ient groups; 

(2) that th~ functions for the conduct of these admini .. 
trative branelles shill!. In like manner, be cl'lsi· 
fled with due regnrd to tbe faculties which their 
exercise demands; 

(3) that the duties shllll be functionally apportioned to 
correl'lpondlllg classes or branches of the secret­
ariat &tafi', poss('s!.mg the facnltles necessp.ry to 
their tI u c Ilcrfurmance i 

(4J that the fundwlls or dulie!! shall Le prop()rtloned to 

the capalJ1htJes of each member of the secret.­
ariat establishment; 

(5) that, if more than one fUllction is allotted to a single 
individual, they shall be of a homoganeout 
character i 

(6) that the stJength of its perBOnnelsball be propor­
tioned to the necessary requirements of the secret. 
1I1iat ; and 

(7) that the conduct of the work, whether in each 
branch (lr in the entire I>ecretariat, 6ball be IIUb­

ject to the supervision and guidance oCa ret­

ponsible controlling nuthoMty or head. 

§ 6.-Cla6lificati011 und allotmtnt of rrork. 

21. A. tne work ()f a secretllrltlt 18 eXUonsh'e, nd eo ... 
prien a variely .of fUlIctioD' f('qaitite for itt cc;oduot, it it 
aeouaarl t4 methodiJe it by I prol*' ol .... i4w.iou.· 11M 



( %h ) 

allotment among corresponding branohes or sections of the 
department. 

22. This classification and allotment mny be made either 
(a)' suhjoctivoly, j that i~, according to suhjects i (b) territo­
rially, that i~, accOlulllg to territorlt's or prOYIUCeS : or (c) func­
tionnlly, that is, acccrliJng to the functIOns or uulit's necessary 
for the cOI~duct of.~he work. Let U'I iU\('stJ~l.I~ and determine 
the relative m{lrits or dombl1ts of each of th"Sc modes. 

(a)-' SuhJeotll e' or terrlkmal 

23. Th(1 branches of a st'cretariat, "hen its work iR 'sub­
jectively' Cklssdlrd, Il~e md('(·d lll'niatul'''' depnrtments, ellch 
of which is r('(juircti to perform all fhe dppartmental functiontl 

qlwad its own IVOI k Henco ea('h branch must h;ve a
e 

full 
oomplement of m(~mher s capable of pt'rforming the variOUS 
departmental funcbon~. Rut liS not eV(lry Illl:'mbAr i~ pqually 
gifted with the facnlti!'s re(pJi I cd fur the performance of all 
these function~, It lit! grr establi~bment orc OIJl(>S necr8snry than 
would be ?thel'\\'i~(\ caliI'll Io\'; anrl th(ll efor!' there could be no 

gunrnllteo '!hlLt till:' amount of work which ml~ht f:lll to his 
;hnr(>,- would he 8llffirlt'nt to !.l'OP ('neh membet· fully occupied. 

24. UIlll,,1' a 'suhJective' c1llssific,lIlOn, difficulty nol in­
frequently nll'l'S (n~ expcJif'I\CO hils 1',0I'el1). owing to the 
complexity of tllIl quostion nt, iSJue, or from nil)' other cause, in 
oleady distlngllwhing the nature of the sul~it'('t i and conse­
qnently there 1~ a liability of similar 8ubject~ being allotted tJ 
dlffere-nt brnnches of tho ~eCl ct:m.lt, and of their beiu!! treated 
differently. 

25. 'Subjective' classificatIOn rendel s the work of soper­
vision more nrduou q , harassing, and trdi(\ne, Dnd more lillble to 

• error and inltecurllcy, lllnsmuch as it involves the examination 
of hetergeneou8 duties which rE'quire the exercise of different 

f.culties, all of wh'oh lXay not be possesse, I , at least in an 
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equal degree, by the superintendent, whoso mind is therefore 
more likely, than not, to be overstraiu!.'li in the cllllscicntious 
discharge of his duty. 

26. Should it bl) ever con~idrn·d dpsil.ll,l!· to divido Il 

secretariat, so as to admIt of it~ \Val k bping rOllliu('t.P(1 in more 
plao~s than ono -bay (),lIl'ntta alld Simla-a Illca~\1ru which 
would doubtle~ be highly adv:lntagl\\lll~. the (11~lelOn could 

not bo effected, un~r a '~oh.lprtlve' e1"'~di(.:ltlOll. at l('a~t with­
out much difficulty, and perhap~ IISk 01 (lHutllal 1ailuro; for 
it would invul;re the ~ulutJ()1l of a 1l111l)Lrr of (lUe~tlUlls willch 
n.ust nelessarily .mse-I>Udl as the lIldYIO allLI Ch:lIl1l'tl'r of tho 
subjects to be dealt \\ Ith by til(' c!1'P:1I lill('ntal dlVIMioll '. the 
sepllrl1timp of the (·st.lhlt,hllH'lIt, as to ~(,lIlOlIt)'. 1I11ll1brr, eaplI­

bility, etc., the mqwllilltul (l lIlcldl'llt un th(· Clllllluct of 'cal<l:'l:I,' 
anu so 011- (jUI 5tioll~, Iht' JIll! )(·Ul·/(· ... of wlmh, nOllt, but a 

thol'ongltly abh· .mil pl:tctl<'al officl'\ call adl'<JuIILt·l) apprl~cilltC" 

i7. It mtl',!' bl) \)olnt' III tlllnd that apart 1'10111 the clfl~si­

ficatiull of work :lull It~ :t1lohUl'lIt LI) tIll' bralJ('IH's of the secret­
al"lat. the eouduct of In,LI\ell wo7'k Iilll'lle~ it~ (llRtribution 
alUollg its mlJlnb(Jr~ TIJI., dl.;1t Jimtion IO,[Y III l']~~ mllllD(lr be 

either' subjectl\"(l, ' tprn/ot lal, 01' functil)nal 

28. U Ill/PI a 'Subj<'CLi Vt" d IstrdllltlOlI of WI)I k, vll!1 moUl­

bel' of It hr.lI1eh 1., ordlliartly Iln:I(·(lll,lIl1/l·d WIth tlHl liubJf'ct 
ullotled to, ,lIld dealt WIth hy, hnother: thll ahst'llce till'r!,fore 

of a SIngle momber I~ likely to dli;urg.tnl~e tRo uranch and pot 
its machinery out of gcar. 

29. A '~uhJi~etl\e' dIstribution of wOlk amon~ the mem­

bers of the brauch, necessitate. the allotlllcnL of hetprogeneous 
fUnctioIl5 to tho ~a'ne individuals \\ bu. oWlllg to the fluctuation 
in tlu:l amount of. work relating to their res!Jochve subjects, 
are not infrequently unequally bunlened, that i~, Rome have 

oomparaLivtly easy times anti others arc heavily pressed. lu 
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this unequal distribution inhere the germs of diJaffectiOD ,ad 
inefficiency; and the pel formance of heterogeneou8 duties hy 
the BalDe individual, canDot fail of resulting in their perfunc­

tory dischnrge. 
80. By n fUllctional distribution, when the \VI)rk is' sub. 

jectively' classified, thl' dutit's of ('Rch m£'lDbrr ot the branch 
would ord~arily btl I'ither insufficient to oc~py bis entire 
time, or they woul~1 be displ'ol'ortionalu toiis stalus ond capn­
bilitie~. In the former ('a~t', t 11('1 e wouhl be a dpclded lou of 
power; in tho lattol, whol e cltlu'r H jllnior or inexperienced 
clt!rk is rsquired to per'Jrlll SUP"J ior dUites, \\ bich cannot there­
fore be !lfficlently pe,oJtn('d, or a semor 01 experienc('d clerk 
i~ ol\ott('<1 infenor 01 routine d\ltit'~-c()ntiugcnclh, ~ioh 

from the compar.lbve paucity of members in the branch 
cannot· pO~"lbly Ill' [1\ oi(\ed -thC're mu~t be n waste of ener9!1' 
Tht'sE' result~ may to It c('rLaill ('x tent be obviated, as to quantity 
of work, hy the alloltMrnt 01 hpterogeneou8 funellons to indivi. 
dU1l1 members of thll braurh, but the work turned out mUllt, 
from the ooture of the CIl8~, IJI~ infpriof ns to quality. 

81. T~Cl advantages of !\ 'subjective' classification and 
d~8trib~tlOl1 ure, thllt, by s!,eciulislIlg the work, nnd as a COD­

sequence of a wider lange of duhes,-

(U A grcatl'r guarantee of effiCIency is affurded. 
(2) Tho possibliit,y of error is minimised. 
(3) Expt>d'ltiousness is promoted. 
(4) EXPel ience and general kno1vledge of departmental 

work a.le more readIly acquired. 
at. It must bowever hA observ!ld in regold to these 

advantages, thnt (1). (2), and l3) are limited to" knowledge of 
facts and incidents relnting to the suhjects- dealt with, and are 
therefore confined to only a few of the depnrtmental fonctions. 
in the diaoharge of whioh I!uch knowledge is likely to be ueCal. 
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AI to ('), according to the law of compensation to whioh 
reference bos already been marje, it is clear that the experience 
and knowledge of dep:utment',l work so IIclluired cnnnot but be 
quite luperficial, and \vorth very littlo lillIeI'd: n more thorough 
and practioal experience and knowJedgt' could be eusily l'ro"ided 
for by a periodic.' app' entlce~hiJ1, iu lotahon, of the meulberl 
of the secretariat establishment, witlllu tbe liUlits of their .. 
aptitude, in the ~Dches of the delt:lrtmeu.t', \\ ho~c dutieii have 
been allotted functionally. BesH)es, the gUH.lllnce and direction 
of a really efficient head must go 11 grent way in minimising 
the dIsadvantages of the system of cl:I~~ification and dlstri-

• bution of work r.dopted in the secretanat. 
.33. .The disnd vantages and ad vantages of a ' subjeotive' 

classification nnd di~trlbutlOlI III e equally applicable t,o u terri. 
torial division j except that, 1Il the latter case, the possibility, 
undor a • subjective' c1aSslfictlOu, of the treatment of similur 
subjects by different branches, does not al ibO. 

(b)-Functional, 

S4. By a functional clas8Ificabo'1, e.leh member If a branch 
if 'properly selected, is quahfied for the dlscLurgtl·of the fqoQ­
tion allotted to the branch. Hence It would be easier to-deter­
miDe,~ with tolerable certainty, the namber of members Ilece.­
sary for the performauce of tho n ork of tho hI anch, 80 as to 
keep them fully occupIed consequently a rYiloimum esto.bliBh. 
ment would be required. 

35. Under a. functlOnal classlficntlOD, sumlar 8ubjectll 
could not possibly be treateddllferently, or in dJfftlrent branches j 
and hence the possibility of con6ictlDg orders would be 
avoided, 

36. Functional. dasilification also rCDders the work of 
supervision leu laboriou!!, and more perfect, accurate, and 
expeditious; it is far easier to examine work of the "ID~ 



dCllCription. for which tht: tmpcriukntieut 1..8 by nature specially 
f/llJlhfieti bt:~idf;)Ii, the c\JIJ~~allt CJi;f'rCI"iC of the sallie ftl.culty is 

CJllillclltlJ calcul.Lted to rCllllpr It more acute. 1/ 

i17. The Hcpamtl(,11 I)r f,.ther dlVI~ll)lI I)f the work of 1\ 

secreLmut, RO a.r; to aUlIlIt (If Ill'! cOllduct 111 dltl'crcnt places, if 
dcslred, III facditatcd by 0. funr:ti(lIlul cI aS1U tit:&4 10 II. 

38. n,. a functIOnal dl,lnlJlltiun of work, ~I the members 

of a brallch havltlgO,he ~alJle dlltlC~ t,o pHrfojl'n, the llb!)eocc of 
iudivldutdl! dol'~ \lilt lIlJllriulI,>l) ath:l,t tilt.) wtlrl-log of the 

brallch. lUIl"TIIllCh II, tlw dulil'; of H.e o.b"llll[('t" Cdl , ulw.!pi be 
takeu up hy lh.) l't' IIIUllIlIlg lllUlIl()I'r., ot the branch IVlthollt 

• upprul'lahk ddlll:ult> ur lIlt ' lI 'aM ,d' WL'r1-

O~'. AglIlll, a fUIlI:h011,d dJ~trJJJUtlUlI 1l.,lnnt., of t~ cqll",ble 
di\l:,l!HIl of blanf'l! \\011. :tllll.llg It.; 1l1l/IIL"r" 1(':,,0.IHW tht-ro 
call bu IHI re'>trJCLwl\ 10 tho allolluulIL 01 Ilor!" to IIllJillduL'} 

rnomben~, 

40. Huch a t1htnbutl'll1 ~'II~lIre' the ll',ti'!t.lo~~ of power or 
WIIHte (jf I'llcrgy, lH Ih,lt. It t'!l.lbil'~ tit'.! ~lIpLrlllll.'l.ltllCll(, by a 

jlldiciou'i :~Il()\ ' IlH! llt, h) fl\l~y Ol ~l!PJ lill.' tllll:'; (It ('.lch Illernber 

(If tIll' brlluei.1, alit! to prU!/vl /1011 the II lIrk tu Lls !ltlltUti a.nd 
capt\bilitll~ ". 

·i1. UIHIcI a bUll'tlOnal ('Ia"t/l('.ltwll, the advlllltages of 11 
'Bubject" c '(h~lllhlltlt'll 1II,ly ~JC ~"('\llcd III bl ,~nch{,8 \\"hme 

.kuowblgl' and C·'{P011I·tlCl' Ih I., !oollhJt'cl" lI'ould 01:' speClully 
useful, hy 1l.1lult!.llg' \lulk Il'latlll[; to the same subJucts to 
the same lIlembC1S of th,' ornurh, so f,lr /1, lIlay be comistcnt 
with the I,roper IlJtvl()~t~ of the branch. 

42. The JIS:~dv,~ntu.ges of a functional clns~lfic'ntlon and 
distnbutlOll nre-

(1) thllt it !1I111[0; the kuowledg\· allli experience of the 
IIHHnben, of thL' Lranch to It~ bpeda! allotted 
fuuctlOD ; 
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(~) that it is likely to iotalferc with the transfer of 
member!> betw€cu the brancheH , and 

(a) that it IS conbcll'lcn1.ly d,.,ta-teflll to thc depart­
mental staff. 

43. These objections cnn hUl'lll~ lJC held III be Hlhd, he­
cause not every member of the bccll'Iallat IS fitt(·d fur the per­
forumnee of e.very funct.lOn, btl t, III t he ('U~c 01 'the few who 

are 80 fitted, the vtt1Jdlty of the ubleltltlllH, ,~lj II t1 L II chviduills 
are pcrmaocutly Joeateu lU olle lIr.meb,lIm) be !H'utllLlisod by 
the rcmedJ.u.IIDCla.sure suggested 1Il p,lra 32 nbo.e. 

(,) The ~y.tel1a l(,WP'I~'l. 

44. To hum up : the folluwlllg al e the dl'lIlh anlages of 1\ 

'8ubJeetiv~' ortelfltoll.tl el.li~lfieat,i()1I am! JI~tflLlItlOll, lIamely, 
(a) of a' "ubJect,ve' 01 telrltullul clfls~dje.dlOll :-

(1) It nece~~itatl'~ ,I larger ('~tal,hsllllJlnt. • 

(::!) It (a . sul'Jl'ctl\e' el.l,~dicatiulI) I~ likely to 
cause a COl1till·t of .lctlUll. 

(3) It leDdel ~ supel \ blUlI more :tlduOll", IWlu!!,,­

ing, aud liable to' I'll OJ' ami illa~ch/'a('y. 
(4) It Lar~ the l)O~blLI!Jty of dindJllg, d' dJ'bireil, 

the wOlk of tlw sl'crdallat (lit lea~t without 
much ddlh:ult), and rr·k of f:lIlurI'), ill "iew 
to It~ conduct bcbH'1\ t lVu or lIIore plaees. 

(b) of a ~irnil~lr di~tllbutJOIl, undl'r t1)(' ~anllJ clabsifieu­
bon :-

(5) It ][nreuc~, I'et:uu<, and !liliaIlCeH the dlfli. 
CUltit'8 in the COllUl1d of, work-Ill otller 
words, It lhsolgalll!05 the Lr linch, ill the 
ubsence of' a ~l[Jgje lIH'mlael. 

(Ii) It· is calculated to cau-e all ufI(·qual pres­
sure of work. 

(7) It leads to a perfunctory dlicharge of duty. 
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(c) of a functional tJi8iributioD, nnder 11 'IIUI)jeottV8' (R 

tl~rritori.ll classi6catioll :-
(8) It in~olves n JeciJed loss of power,or WlUIte of 

tll1l'1 Kr, or Luth. 
(d) uf u 'huhjecillc' ur territori,11 ChlbSlficllcion and dia­

tnlmlioll cowlJlul-d :-
(!J) It ,., UII Ullllatul.t1 SpWIIl, uuti frllught with 

. "tlw gl rlJl~ 01 in('tlit'iel~' :lIld failure. 

(10) It I!! a lIIun' clul/olale ami co~t1y !!J'stem. 
(e) III I't'gunl ttl tlr" IIwmlJ,:r, of tilt· ",ccretllril&& :-. 

(11) It l .... lrIlf' lI, IIlld 0\('1 "tnuns the energy of, a 
c\J\1~,'rl' II bUll'! 'tll'e rinl{'lItitlut. 

(12) It h hl-(·! Y to fo~tt'r dl,(Ont(!o~ lln~ diuatis¥ 

f:ldlOIl, If lIot a lliUtlOOUS 8filrit, among 
~uhtJl dina!,· •. 

(La) It l~ li.dd t) to PIOtiUCI) 111 thoS(I who are 

un·lIltll J l'\led, a c'are)t!~s habit lU the dis­
ell'lrgr of tIul}. 

~ 14) It l'llgdJl'r~ the Vl~'1) ot ldl(lnes~ in those who 
ira,,!, little to till, 

45. 011 thtl other h.ll1d, t h., folio 1\ mg nrl~ the auvantages 
of n funotional c1as~illl'"tloll nud di~tdLutwn ; llamcly, 

(0) of Il fuuctional cllls~Jlic,ltioll :-

(1) It f(ltpm('!> It UJlnllllUm estaulishment. 
(2) 't ~ecnl'(,~ Ulliformity of adion. 
(3) It tllcilitall's tue wol'l\ of supervisioD, and 

r(lIlJol" It mOlO perfect, acouralJl and ex­
}l(·JitlOm. 

(4) It I elldcllS I'Q~~I blu the separation, or rather di­
vision, of the \\ork of 11 iecretariat, if ita eon­
duct 11l dl!l'l'reut places i:. considered ~ 
~irnble. 
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(b) of a .in:lilar distribution, under the same classi6ca .. 
tion :-

(5) It bas DO lIljuriol1s effect 011 til., working 
of thtl branch, ill the aL~tlnce of a reasonable 
Dumb!'f of uH'mbt'rs' 

(6) It provides for an e(I'lIlble allutment of branch 
work. 

(7) Ii\ensuro~ c,ll'eflllll(,s~ Itl the diboharge of 
duty. 

(c) of n 'su~je('hve' or tCllltOn.d distributlOD, under a 
functional clll""lnt'at lOll :-

(8) It. IS cnlclllah·t! to ~CCUI'C tho Ilrlvnnblges c.,f 
the' suhjcctlve' ") ~t('lll, when II C subjec­
tiV(J' :tllotllH'lIt i~ ('on"l<i ered df'sirable. 

(d) of a functional cll1~~itic.\tlOn and distribution com~ 

billed -
(9) lL eIlSUIl'" a tnllllllllllll 10l->R of power, or waste 

of energy, If any. 

(10) It. IS bl1bCd on na'uml},riDciplcs,'DDd conse .. 
• 

qucut,ly l,c~t udapt!'d to .,ocure cfliciepcy._ 
(11) It I~ a ~illlph)r alld 11I0rp eC'onomical system. 

(e) II.S to tbe members of the departmental staff.-

( 12) It do('s rwt ham",.;, lItHI iR less troublesome 
to, the I;Upcflntf'ndl'nt. 

(13) It i'l calculated to obwtc (ruy ~plrit of dis-­
curll (lr diflrontent amollg subordiMt,es. 

(14) It provides agfLInst carelcfllmess in the con· 

dnct of work. 
(15) It provides full OCl)l1patlOD of time. 

46. From thl!t /oregc-ing it will be observcd-
(a) that aU the dlsadvllDtage!! of a 'subjective' or terri· 

torial :;classif.cation and distribution, are fally 
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('ouuterpoised by the advantages of the femctional 
system, 

(b) thllt the ndvantagcl't of the' subjective • or territorial 
f'3 stcm, lIlay be met by a' E.ubjcctive ' or terri­
tOlal dlf,tllblltion of work, to the extent neces­
~ar), a11(l as [,ll' as upphcablf', under the functional 
By~lell1 , and 

(e) t,hat the d19:ldvant~~'cs of t.he fllv6tional sysj,cm are 
pmcl) pcrsOJI,11 to the Illcmbrr~ of t,,)C depa.rt­
TIl I'll (.,11 ~tnfr, :lnu lIlay be met by tho eourse 
f,ugge:-ied III pala :32 of thi.., chapter. 

47. It. I~ therefore cle,lI' to n dl'\llOnstration, that" the 

L nctlOnn.1 h) i-t.em iH by f,U', [l.\l(lm ('very w:\) , the IlI<'t:!t adva.n­

t IJeolls to Lhe 8tatc, a., \1 ell a ... to Its employes. and the bert 

en lcula'tcd to spcurp ('mcH'ney. 

§ 7.- Clao81,fic{lilOn anti aUotment of functions. 
48. Functional cl.t%lllcation me,lnl'l that only such depart­

mental function~ as rC'j1nre the c:>.erCl!,e of the same or similar 
faculties, ~'hl1ll be rl:.~,~ed togcthel·. 

4ft. Pn>llll1111ar,) tu the allotment of ~hcse functions to the 
personnel of the FCCle'taliat, It IS lIe'cl'~Rary to group its mem­
bers in eorre~ponlhng clafi~rs, posse~"llIg the necessary faculties. 

50. In III Hl-ing tIll' ullotment, care should be' ta'ken-
(0) that .thc members of t,hc HcrrrtarJat branch are 

ftdeqllato j,o ropp WIth tho amount of work to 
be allotted to it ; and 

(h) that the mC'muers of the branch possess th~ requisite 
f.lenIties for the dlbeharge of the functions they 
are expected to perform. 

51. The distribution of' 'work in the branch must be re­
gulated by nn appropriate graduatIOn ofits members, as to ex­

perience and ability, and of the work, as to character and ~x-
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tent j the distribution among the members, being mad~ with 
due regard to both thel>e points, and to the capacity of each 
individual. 

52. This mode of cia&sificahon o~ fnnetions, and of their 
allotment to, and dl~tJibl1tion among, the departmental brancheli 
and the per8onnel, is practICally not so dIfficult or chi­
merical as It lIlay seem. nay, If the task be ~ut ean!cstly undor­
taken, with the C~1l VlCtlOl1 that It l~ tho· oilly effective means 
of securing the lildXlmll1ll advlllJtage wIth the miIlllIlUn1 expen­
diture, an able and OXPC'llCllccci lH'ad, sucu llS It chief-clerk 
or registlar of fI. secretarJ.lt ought to 1(',.\\h08C province it is to 
al'range sneh mattel~, and who lla~ the lIltClesls of the State 
at heal t) 'WIll find the 1I1'I'al"(,l1t udlitulty easiel of 8o\ution Hum 
he mIght have anticIpated 



CHAPTER XXIII. 

THE MODEL SECRETAUIAT.-( ConCfuded.) 

. § 1.-The }ltTsonnel. 

To cope with the requirements of fcclI~tariat "'ork, it 
is Dot only necessary that the persolLllel shall blj sufficiently 
strong numerically, but that Its members shall possess as well 
the requisite faculties for the due performance of the depart­
mental functions. TIIII' can only he effected by a careful con-

e> • 

sidoratiou of the nature and extrnt. of tho work to be executed. 
2 .• If the establIshment IS 1.0 be ,)eol'ganised, or, if the 

organisation is n new one,. It is necessary in the 6r~t v.Iace to 
estimate tho aVArngp numbel of' 'Icc!'ipts' during a fiXf:d 
period-in the case of a nrw organisation, snch an estimate 
oan, at tho best, be but aflpro~lInate- and the degree of their 

• 
importance.· ThIS will enable an effiment and experienced 
organl~er to gauge, with suffieitlIlt aeeU! :tcy for all practical 
purp()se~, the qUlltity of mh'lIectual and loutine Mrk that is 
Jikely to accrUe. 

S. An idea, once formed, of thr quantity and quality of 
work to be execuitld, it "ill be a comparatively ea"y matter to 
determine the ~trength of l",taph:"liment that will bo necessary 
for its conduct. TIll' grad uation 01 c1as"ification of the r\lem~ 
bers of the estahlibhmoni, and their remunel'U Hon, witI entirely 
d'~pend upon the number and SJZ(' of the deplrtmel}tnl branches, 
and the quantity and qllalit.y of theil' WOI k. The pl'inciple ot 
progressive salll1ies has been experimentally pl0ved to be the 
In~st satisf!ll'iol·y, and the best adapted in the case of a class}.. 
ication of the establishment. 
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4. The relJ1l1neration or salaries of the esto.blishment­
(a) should be proportioned to the nature of the work to 

be performed ; 
(b) should he personal wlthm tho limits of the two main 

divisionl3-upper nnJ lo\\'el'~of the establishment i 
and 

(c) should be atiequllte-

(I) .t\!Jecur(' tbe fidelity of tlJe llI('mbers, and 
(ii) to serve a~ an inonccment to them to continuo 

in sel \' ice. 

5. That palnry should bear a ~iJllct proportion to the 
worlt to be done, is a principle as incontrovertible as that the 
nonrishl'lent reqUIred hy un organ should suffice for the per­
fonnance of the function with wluch it II> charged. 

6. As there am valJlIIg graof's of tIle sumo function in 
the human orgnllism, COl'l'ebpouJlIlg to the different organs 
within which it OpCl ates ; bO III each 11 anch of the secretariat, 
therA wust necessarily be IIIclllbels of th() difI'erent dasses in 
the departmental st:lff, aceol ding .to the vat'ying. degroes of 
intrioacy of the function allotted to thR brand', which they 
are required to work out. -

7. This circumstance leads to the inference that up to tt 

certain extent 01' point, the simpler pha~es of functions, though 
of a heterogeneous character, admit of being conducted by the 
junior members of the establishment; but taat the more com­
plex or intricate phases, which demand the el.ercise of special 

. qualifications or fa!-ultics, are peculiarly the province of the 
senior members. 

8. Hence the necellsity, fOlluded on equity, of makivg 
salaries personal lIitbin the limits of the divi~ions of the estab~ 
lishment to which clle members severally belong. The removal 
of such restriction is calculated to seriously iwpair the efficieu.cr 
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of work, by the deputation of men lacking the neoes.ary ex .. 
pprience and ability to perform 6upelior dutiea. 

9. Among the qualities requisite in a socretariat officer, 
the command of which in n grout measure depends apon the 
'8moant of .temuneration he receives, are trustworthiness and 
experience. '£he former iUlplies that be ~hall 'm faithful to his 
charge-nn~ nothing can so effectually lliace him beyond thu 
reach of temptatioil'Ol' vcnalh) ', as a slllal'Y lu.fiIcient for all his 
wants, and commensnrate wIth the IJIl}JOI tallce of' Lis duties. 
The latter is l)roporbonatt' to the tllne he hols been at work-llud 
«lDe of the most powe,tful agents iu seeuring continuity of 
servioe, is Buch an amount of 5nl:1I Y as, c011sitiel'ing the uature 
of hill duties, shall buffiee to render 1ml contenteq,. till .\he 
time, when in the ol'dmary lJOU\'Stl of' events, he obtain. prOID!)­

tiou to,the higher grades of the establishment. 
10. 'l'his latter principle-the adequacy of remunera­

iion 0.8 a. means toward:; retention in" sorvice-is the only key 
to the determinatiou of the amount of saillry : all other con .. 
lideratiou!l are erroneous 11), pl'lUClplc, nnd cannot but fIlii in 
securing that end. It llJUSt huwe, el' be b~rne in mind that tbe 
question of contentment in vol ves the just appreciation of 
cireulIIsta.nces, such as the social status, educational ability, etc" 
'and the eQn8~quent legitimate aspirations, of the iadividuals 
conoerlloo. 

§ 21- ClaS3iJication (If tlte mfl1,OlT', 

11. The functions of the human organism art' condurted 
by the agency of appropriate organs, according to the system' 

" to which they severally appe\ lain, aud lire controlled im-
mediately by the will, under the gUIdance of II. directing intel­
ligence. Similarly, the function! of the departmental uranches 
ate performed by tilir respective member~, "ho are selected 
with due regard to their capabilities, and ftre subject to th~ 
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direct llUPI'ln'lSlOU of the superintendents, under the general 
control of the chief':cler k ot' rrgistrnr of the secretariat. 

12. Hence the members of the ministerial staff naturally 
divide thems('lves into three cutegories-

1.-nbl(>f-clerks or registrars. 
Il.-Superintendents of brunches. 

llI.-Subordinate clel ks, who may be sub-divided into 
two c\a~ses-

(i) senlor clCI h, that is, dOl ks belonging to the 
ulJpel divIsIOn who nre capable of perform­
ing superior duties; and 

• 
(iI) junior clerks "ho belong to the lower division, 

nnd are reql1ll ed to pel'form routille duties. 
13. The varying upgrees o~ mtricacy or difficulty of the 

work of a departmental brn nch I cnd{lr it necessal y tliat its 
members should be composed of bolh senior and junior clerks. 

14. Inasmuch as senior clerks are expected to perform 
superior duttes, it is Imperative that classlfication in, or admis­
sion into, the upper division shouhl ye restricted to those who 
have established their eligibility by prudicrrl e:xper~nce, or by 
a departmental tef>t, It IS fl um the ranks of senior dcrkS that 
such of them as have exhibited a marked superiority in know­
ledge and e~perience of departmental work, are eligible for 
selection as branch superll1Lendent~, or chief·clerk or registrar 
of a secrctarmt, prOVIded they aro pOBSCBS~ of the other 
requisite qualifications. 

15. If tho prestige of the depfutmont is to be main tained, 
and the ~8tem of classIficatwn of tho secretariat establiah­
ment is not to degenerate into [, f.lI·ce, the principle of eligi­
bility in respect of Ildmiilsion into the uprer division of clerks 

• 
must be strictly adhered t,), nol' should anyW!Other consideration 
avall towll.rda such an end: departure or deviation from thil 

• 
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prinoiple is tantamount to e1peating the performanoe of fane­
tiona by organs ill-adapted thereto, and is ~Iculated to iDevit.­
ably result in depa.rtmental uisorganisation. 

§ 3. - Quali/icationB oj each da'B. 

(II)-Ab,tract qualities. ' ... 

16. Aptitude or efficiency involves the idea o£­
(a) 8uty, . 
(b) the mllnrter of its p~rformance, yd~ 
(c) the qnalificatlOns necessary therefor. 

17. In the precediD~ cbapter \\'e have already treated of 
the duties of the va~ous classes of secretari'lt officers: the 
mode of their performance nnd the requ;site qualificatioDs we 
shall now endeavour tu analyse and discuss at greater leegth. 

18. In the human organism, lIVery automatic action1 in 
whioh !llone the efficiency of natule's operations is fully display­
ed, is characterised by the attributes of-

(a) Qrcuracy, 
(b) carefulness, 
(c) completenl'!Ss, 
(d) expedition/and 
(e) order. 

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

20. Accuraty demands that the duty to be performed 
must be free from error; aDd consequently implies a full know­
ledge of its principles, and the possession of the faoulty of self­
assurnnce. In the case of superior and intellectual· fUllotions, 
it pre-supposes au amount of special knowledge and educatioDal 
ability adapted to their respective natures. • 

21. Carefulneb requires that strict attention mast be 
Geloted to the l>erformance of the duty to the ezclueion of 
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every disturbing element. It is a habit of mind, in a great 
n1~asllre, if not entirely, dApendent upon a seuse of individual 
r~8ponsibility. 

22. A duty is said. to be complete, "ben there is DO 

omission of any of its details and it is perfect in all its, parts. 
Hence a thorough knowledge of its constituent elements is 
aD absolute pre-requisite. 

23. Ercpe1it{&.' or df8pat~h in the discharge of a duty 
implies its execution without undup delay. It involv6s­

(a) thtl possession of the necessary faculty; 
(b) physical or mental capacity ; .nd 
(c) zeal or earnestness in the performance of the daty. 

"'24. ,., Ot·del' in respect of a specific duty is the systematio 
arrnngement of its part~, or details in proper sequence. It is 
an endowment of nature and only 8uscel,tible of acquisition, 
by proFer training, but in a limited degree, by those not 
natnrally gifted with the faculty. 

15. HencA the qualifi(,atlOns and faCilIties which the 
members of the departmental staff snould possess, Jd order to 
the efficient conduct of work, are-

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

(b) educational ubility necessa.ry to the due discharge 
• of those functions; 

(c) sense of individual responsibility; 
(d). natural capacity for ~be performance of the func­

tions in question; 
(e) zeal or ellrnestness in snch performance and last, 

tho~1l by no means the leust, 
(j) the frienlty of self-assurance which is the kfll­

etOile of 8QcC)en. 
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26. As the possession I)f all Lhese requisitt;!s in an eminent 
degree constitute!! a thoroughly efficient officer, it behoves us to 
examine their respective significance In the case of oach class of 

departmental officers, 
(b)-QualificatiOns of IcglBtrar or chief-clerk. 

27. In treating of t}l() bl ('cwl (luallfic'tillOns \)f chief-clerk 
or registrar, it mu~t be premibrd that whatever dutlCs do not 
appertain to any or the dCI,(lltUl('ntal braiCqcs fall within the 
province of that officer, 

28. Tbl&e dutlcs we bIn e already JI~CUSS('tl in section 3 
(b) of chaptel (xx):. It l~ ol1ly ll(,Ct'S~fl\,y to consider the 
ab8tract qualities notkcd III the f(lfI'golllg spction (para. 77) 
with particulaI' rrfcll'llce 10 til(' J\lt.c~ In question, 1It1 order t(, 
ascertain tho ,.,poeml qn,ddic.ltl()m !'('(llli.~lt(j for the office of 
ohief·dlerk or registrar of a 8('('1 eta nat. 

29. FrOID 11 cart-ful (mal) ,.]~ it ,~ould appear that tbe 
qUl\lificatiom; requil I'd in f~ n'gl~ [r:lI ar{'-

(a) cumplcte knoll'lcug(' of tIl£' workll1g of 11 spcretariat, 
uwl of tht.' (lftt l es of hi., oflico lU parllcll1ar i 

ell) genelal educatioJI:I1 ,Ibrlity ; 
(c) sense of I ('spon~1 bllr!.y of IllS pOSition as the cllstod ian 

'Jf the intcr('~ts of lilt> St.lto nnd of Its employes i 

(d) zeal in HIC dl~charg(J of IllS Juties; and 
(e) natural aptitude for the dutIl'S of his office. 

30. In br~f, a registrar OJ' clllef-{'It' lk mUfit be a man 
educationally, naturally, anu ~ocUll)y fit for til<' positron of his 
office, 80 as to be abl{' to cOllllJland the re'l'ect and cOllnJence of 
bis subordinates, without \\'hic-It it Ib IIlJPo~"ible to ;ccule thefr .. 
oordial co-opelllLion wbJCh is an essential elt'lIlellt of efficiency. 

31. It is therefore clellr that tlie ,Pgjstrar of a S('crelarillt 
must be a man of morc than ordiuary 01 mediocrp tnlent lind 
ability, and not easy to find) inasmuch as the combinatioD of all 
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these qualifications in a single inuividual is very rare indeed. 
The greater the number of the~e qualifications which n mnn 
poasesses, the better is be llauptllJ fur the office of regi!ltrar or 
chief-clerk. Irre5pective of these <i uahfic(\hon~, seniorit.y counts 
for nothing: consequently it is IlO grievance to (,ll.lldidat(J~ if 
in the selection of all incumbent tur the uffic(' their claims 011, . , 
the score of seniority lire overlooked: it IS only c~erlB pdribull 

that seniority forms RIl element for cOllsldelfttion III 111uking1ho 
selection. 

32. In oraer to realise the llt!cessity for, nnd the import­
anCtl of, these qUJ.lificabolls, we shall enueavour to examille 

• them in detu1l in connectiun With the fuuction~ nn!l econom y of 
the l'ecr'tturiat-the two Items w1th wInch the charge of the re­
gistrar 01' chief-clerk IS solely cOl1cel'lleu, The connection of . 
these qualificatioo6 with t~e departmental functions rtllates tl) 

the classification, distribution, and cOlllluct of the latter; while 
their connection With departmental e;::ollomy implies the inter~ 
relations of secretal iat officers, 

33. It is self-eVluellt and. thelOefo!"o needil no Jewoustra~ • 
tion, that a complete knowledge of the wurldng of· a secretariat 
is a Bille qua non for its proper management, und Pt>r tbe 
conduct of its functions. 

34. Educational ability is required of the registrar in 

order-
(a) to the solution of questions of uOlbt or difficulty; 
(b) to judge of the qualifications of candidates, and of 

the charllcter and work of suborJwutes- to derive 
such knowledge second-hand, ie, to flay the least, 

fraught with mischiet i 

(c) to be ai.le to make a proper distribution of the work 
of the department among the ministel'ial staff j 

(d) to be able to recognize the interests involved in th~ 
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administration of the department, and the lIIatal 
obliga.tions of departmental officers; -and 

(e) to apprehend the impOitaDce of just and consider .. 
ate treatment of, and the consequencos of specifio 
I1cts in roliltion to, eubordinntes. 

85. 1'he lCgistmf mllst recognise that 11r is his duty to 
proteot the I intel'es~s of its employes a8 well as those of the 
State; and that to 'ignol'o tl, n former is Ilroductive of diJ.. 
harmony, and is consequently, mimical too( ~e latter. Other­
wise, it is mOle than ploLable thut he will be unable to so squa.re 
bis conduct as to obvillt~ a rupturtl of harmonious relatioDs, with­
out which tho true intere~ts of the State must inevitably suffer. 

30. It is unnecessary to repeat what is univetl!!all,. re­

oognised, that where zeal 01' ea.rnestne~s i3 1;lcking, efficiency ill 
the petformance of an ad Illust be more or less injuriously 
affected: and the conduct of the registrar's duties is no el­
oeptioD t.o the rille. 

37. Natural aptitude, III connection with the office of 
r~gietrul' or .cbiof:-cled~, ml'ans the possession of certain fncuI~ 
tu~s o~ endowments of nature for the due performance of it., 
functions. Oonsequently, lib the functions in question kava 
refereuce to the economy of the department, the reqnisloo 
faculties would seem to be-

(1) naturullDtclligence ; 
(2) knowl~dge of human naturll ; 
(8) moral rectitude; 

(4-) social fitness ; 
(5) self-confidence; and 
(6) gentlemanlines8 of deportment. 

a8. Natural intelligence is often calle! for in the disposal 
of CQses of emergency or diffioulty which mere educational 
'ability is incompetent to !o!rc. 
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89. Knowledge of human nature ie the fulcrum on which 
the Jever of departmental administration must ever operate in 
order to thEl due maintenanoe of discipline: it is 1\ special 
1tatural faculty; and its absence may fairly bp, credited with a 
Jarger amount of disharmony and disaffection among the 
members of tbe establishment than is generally admitted. It 
i8 therefore ('8sential to the successful managcmen, of subordi­
nates in order to evok'e their hearty co~oper:tiIOD, tlnd involvE'B--

'- t, • 
(1) hnrmof\Y of relations between superiors and sub-

ordinates; 
(2) equability of' temper; 
(3) dispassionate judgment; 
t~) self.respect j and 
(5) tact, 

40. In other woru&, this knowledge demands t15at the 
registrar-

(a) should be a !!trict disciplinarian-on this knowledge 
depends entirely the due regulation of the inter­
relations of depnrtmentfll officers, inasmuch as it 
alone renders possibl9 the recognition of their 

. - . 
respective interests; 

(b) he shollld be calm and collected on all occasioDS­
It state of excitement is incompatible with the 
mental condition essential in deciding upon the 
proper course of action, and in t!e maintenance of 
proper relations towards others, inn~mu('h os it is 
calculated to betray him into the commission of 
nets from which, in calmer moments, he would . 
rather ba,ve refrained; 

( c) he shottld" be fl ee from bias, 'tin d uninfluenced'ty 
motives other ,ban those of justice and equity-_ 
prejudice, and motives: of Ii private or penoDat 


